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Abstract: Provision of reliable water services is critical fustainable development. Next year
(2015), the United Nations will review achievemasit the Millennium Development Goals
(MDGs). Based on previous trends, The WHO/UNICERtIMonitoring Programme estimates
that about 700 million people will not have accessafe drinking water in 2015. During the post-
2015 era, urban water utilities in less developsgians of the world will face greater challenges
in extending and sustainably providing water sexsjavhere, it is projected, the urban population
will increase from 2.57 billion in 2010, to 3.95lliwn in 2030 (UN-Habitat, 2010). Consistent
with various scholars, we argue in this paper thate can be no sustainable development in any
sector without the support of effective and susthle institutions.

Whereas indicators for measuring improved qualityservice are established in policy and
practice, there has been no agreement betweery poékers, practitioners and academicians on
how best to measure institutional sustainability fmproved organisational performance. An
increasing number of urban water utilities in depéhg countries are adopting quality
management systems (QMS) based on ISO 9000 sdrigtmralards in order to improve their
performance. This paper reports on the resulta sfudy commissioned by the World Bank to
assess whether ISO 9001 QMS offer a sound framefeorivaluating institutional sustainability
of urban water utilities.

The study was conducted in 2011/12 through a congmsve literature review and primary data
collection from two case study urban water utiiti@ sub-Saharan Africa. Primary data were
collected through semi-structured interviews anestjonnaires with senior and middle-level
managers; Focus Group Discussions (FGDs) with lmadre staff of the utilities; and analysis of
Key Performance Indicators (KPIs) before and df%€ certification.

Evidence from the literature showed that there iplausible link between ISO 9000 QMS
standards and institutional sustainability. Fieldtad from the two African water utilities
corroborated the findings from the literature. Hoese findings from the case studies indicate that
there is no causal link between 1SO 9001 certificatind institutional sustainability. The study
shows that the purpose and motivation for impleimgnitSO 9001 QMS are important moderating
factors. Furthermore, ISO 9001 framework does miqaately cater for many factors in the
external environment of the service providers, Wwhége critical for institutional sustainability.
There is need, therefore, to develop a more effe@ssessment tool for tracking a water utility’s
progress towards institutional sustainability.
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INTRODUCTION

ustainable Development (SD) has been defined iwsiways. The most frequently cited definitiornthe
Sone developed byWorld Commission on Environment and Development & which conceptualises SD

as development that ‘...meets the needs of the pregtiiout compromising the ability of future gentéoas
to meet their own needs’ [1]. One of the five iteprioritised for SD by The United Nations Commission
Sustainable Development (CSD) is fresh water. Gtheg climate, clean air, land productivity anddbiersity [2].
‘Water is life’, and human beings require an adégumantity of portable water for survival, healthgllbeing and
good livelihoods. Also, lack of adequate water siggpdirectly or indirectly, negatively affects thehievement of
targets for Millennium Development Goals (MDGs)eanadication of extreme hunger and poverty; achimré of
universal primary education; promotion of gendeuvady and empowerment of women; reduction of child
mortality; improvement of maternal health; combgtiHIV AIDS, malaria other diseases; and ensuring
environmental sustainability.

Most countries in the developed regions of the @vdmhve achieved universal service coverage. However
according to the most recent report of WHO/UNICBRtIMonitoring Programme, about 765 million peojighe
world, most of them living in developing countrieslied on surface water or unimproved water sarce2011[3].

It is anticipated that this number will have reddite about 700 million by 2015, when the MDGs a@ewed [4].
During the post-2015 era, urban water utilitie$eiss developed regions of the world will face geeahallenges in
extending and sustainably providing water servigdgen the escalating urban populations coupleth wégative
impacts of climate change. UN-HABITAT estimatestttee urban population in developing countries witlrease
from 2.57 billion in 2010, to 3.95 billion in 203With about 55% of these countries’ inhabitantsnijvin urban
areas by 2030 [5, 6].

Delivery of water services in urban areas of dgvielg countries is even more challenging, given figiulation
increase in cities and towns of most developinghtes is absorbed by low-income urban settlemensgums. A
slum household is defined as a group of individliglsg under the same roof, in deprivation of leasifrastructure
services such as improved sanitation, basic pipgensupply, sufficient living area, and securityemure [7]. The
recent update by UN-HABITAT shows that the propmitof slum dwellers in urban areas of developingntoes
declined from 39.4% to 32.6% during 2000-2010. Hesve the absolute numbers of slum dwellers actually
increased from 770 million to 840 million in thensa period [7]. Providers of infrastructural sergcich as water,
sanitation and roads face enormous challengestanéxg services to the escalating informal, highsity and
often unplanned settlements - these are mainlelimg of physical, technical, economic, institutioaad legal
constraints encountered [8].

Efforts towards achievement of MDGs have in theme@ast been focussed on promoting first-time sscte safe
drinking water. Increasingly, water sector prof@sals are moving their focus from mere accessustainable
service delivery, which requires covering wider exdp, including the institutional contexts in whiskrvice

delivery occurs [9]. This paper adopts the positiwat the institutional context in which developrmarerventions
take place is one of the key pillars for sustaieat#dvelopment, the others being social, econondcearironmental
dimensions [10]. We argue that institutional susdhility is critical for making good and viable Estment
decisions; creating a good enabling environment} providing adequate levels of urban water servicethe

population on a sustainable basis. Hence, thereed to consider institutional sustainability ae ofthe yardsticks
by which development interventions, such as urbatemsupply services, are evaluated [11].

Whereas indicators for measuring improved qualitgeyvice are established in policy and practibere has been
no agreement between policy makers, practitionerd academicians on how best to measure institutiona
sustainability of water utilities. An increasingmber of urban water utilities in developing cousdriare adopting
quality management systems (QMS) based on ISO 96f6s of standards in order to improve their perémce.
This paper reports on the results of a study cosioned by the World Bank to assess whether ISO 900G
could offer a sound framework for evaluating ingtinal sustainability of urban water utilities. &'tprimary
guestion for this study was:

Do 1SO 9000 quality management systems offer a sadiframework for evaluating institutional sustainability
at the water utility level?

This primary question is broken down into threeoselary questions:

1.How is institutional sustainability conceptualisacextant literature?
2 How has institutional capacity, and by extensiastitutional sustainability of water service prosig and
other relevant international development projeetsrbevaluated in the literature?
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3. Do ISO 9000 series of quality management guidsloféer a useful framework for continual improverhen
and increased likelihood of institutional sustaitigbat the water utility level?

The rest of the paper is structured as followsti8e@, the next section, describes the methodd fmecollecting
data. Section 3, which presents and discussesntieds, is comprised of the following four sub#eas: (i) we
present and discuss different conceptualisationssiftutional Sustainability as presented in ekt@erature; (i)
we discuss various tools/guidelines reported irlitheature that are relevant for evaluating lngtbnal Capacity of
water service providers; (iii) we present resulfsa literature review on the link between ISO 90fality
management systems and Institutional Capacity;(afdve present results from case studies on thie bietween
ISO 9000 quality management systems and Institati@apacity. In Section 4, the last section, wetlsgsize the
evidence and draw conclusions therefrom.

METHODS

This study was conducted from 2011 to 2012, and e@msposed of two main parts: a literature reviewl an
collection of primary data from two African watetilities which gained 1SO 9001 certification in 2Zd@nd 2002,
respectively. These utilities are kept anonymousoimformity with the requirements of research ethand referred
to as Utility A and Utility B. The literature rewewas grounded into the qualitative paradigm andelly followed
steps recommended by various scholars such as Caadvialen [12]: (i) creating an audit trial; (dgfining the
focus of the review; (iii) searching for relevaitétature; (iv) classifying the documents; (v) ¢ieg summary bases;
(vi) conceptualising constructs and identifying pbthesized causal linkages; (vii) searching foalrigontrary
findings and rival interpretations; and (viii) ugircolleagues to collaborate findings. At a latergst qualitative
content analysis was used to assess whether qumadtyagement principles advanced by ISO 9000 sefies
standards offer a sound framework for continualrmmpment and increased likelihood of institutiosastainability
at the water utility level.

We used a variety of literature sources for thalwturhese included hardcopy books, monographs filoen
Loughborough University Library, as well as relevamticles and journal papers obtained through weyd
searches, from electronic data bases such as Geolgt#ar, Journal Citation Reports (JCR), PublistPerish,
SCimago Journal and Country Rank, Scopus and Laurghigh University e-journal database. The initi@tament
search came up with over three hundred articleskdand monographs. Upon reading the abstracts fterature
that was deemed less relevant was removed, ledviBgjournal articles, book chapters and monogragtker
important documents were received from professiaodeagues. By scheme reading, these articles fuetieer
culled down, bringing the total list of documertiattwere saved for further scrutiny to 148.

A variety of data collection methods were usedditect data from the two case study utilities ibvs&aharan Africa.
The data collection tools were developed basecdherfihdings of the literature review. These inclddeterview

guides, questionnaires, a guide for reviewing oiggional documents, a focus group discussion gaide a list of
key performance indicators for verifying organieasl performance since ISO 9001 certification. €ablshows
details of sources of data from the two case stuabgr utilities.

Table 1: Multiple sources of key data for the two ase studies

Data Collection Methods Utility A Utility B
1. Staff interviews 6 Senior Managers (incl. MD)-HQ Director General & his 2 Deputies
2 Middle Managers - HQ 10 Heads of Department (Directors)
2 Senior Managers — Service Areas 6 Departmental Staff
2. Respondents to Quality Control Manager Group response from MD & his Deputies
Questionnaire on perceivedl 2 Senior Manager — Service Areas Quality Manager
benefits 7 Middle Managers — Service Areas Responses confirmed by 3 Directors
3. Documents reviewed 21 official documents 30ctdfidocuments
4. Focus Group Discussions  Quality Manager, 3 Xddla managers from| 1.5hrs with 11 frontline staff across the
HQs & Service Areas, various departments
5. Objectively verifiable 10 indicators on service quality and efficiengy 5 i@dicators on service coverage, service
performance indicators quality and efficiency
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RESULTSAND DISCUSSION
Conceptualisations of Institutional Sustainability(1S)

Since 1984 when the UN set up the World CommissiofEnvironment and Development (WCED, also known as
the Brundtland Commission, named after its firshigherson) to focus on environment and developnsntes,
there has been lots of debate on how to define alBadtie Development (SD). The most dominant
conceptualisation of SD continues to be the oneeldged by WCED which described SD as developmest th
meets the needs of the present without compromisieaability of future generations to meet theimomeeds [1].
The work by the Brundtland Commission has sinceeggted a lot of debate on how to operationalistagable
development. However, the institutional dimensiésD did not receive much attention, until the gaears of the
new Millennium, when international development ages started highlighting the importance of institoal
sustainability [13]. For instance, the World Bamkiis 2003 World Development Report emphasizednibed to
transform institutions in order to achieve susthiealevelopment in a dynamic world [14]. Since #aely 1990s,
scholars such as Pfahl [13] and Brinkerhoff andd&wiith [15] have underpinned the importance ofitusbnal
sustainability in development, and have argued ttierte can be no sustainable development in artgrsedthout
the support of effective institutions. The next fgwaragraphs review how the terms ‘institutions’nda
‘sustainability’ has been defined and applied i literature, as this is a logical step to undediteg the concept of
institutional sustainability.

What are | nstitutions?

It is not possible to provide a universal definitiof ‘institutions’: the concept has been applietfedently in
various disciplines and theoretical traditions.ekdtture is abounding with different but sometimegrkapping
definitions and conceptualisations of ‘institutignshaped by various philosophical and epistemalaigi
perspectives such as those held by economistslsgists and political scientists. Aoki [16] usém analogy of a
game to show how ‘institutions’ have been variouginceptualised, ranging from (a) players of thexga(b) the
rules of the game; or (c) the outcome of the gduse. of the third analogy is less prevalent — itainly applied by
welfare economists, who contend that social insbiis are *...determined endogenously as an equilibrdutcome
from which agents are not motivated to departpag ks others do not modify their behaviour’ [L21p22, 18].

Consistent with ‘the players of the game’ analagyme scholars define the term ‘institutions’ to mealitical or
social organisations that are involved in policyking and implementation, i.e. as groups of indigldubound by
some common purpose to achieve set objectives,hakie a legal personality and staff that act to mefdhe rules
and implement the entities’ goals [19, 13]. Othelddars have defined organisations as the mosiktiengass of
institutions. For example, Spangenberg et al [2D1]Jchas defined institutions as follows:

Institutions are organisations which structure theice of action of individual or corporate and esth
collective actors within a society. This includeganisations, which influence all actors or groapactors

in a society, if they directly or through theseaasthave a significant impact on society as a whole
Organisations can also be described as systenugesf r

The conceptualisation of ‘institutions as orgatis®’ is considered to be narrow by most scholatso contend
that institutions are much broader than organisaticand that the institutional framework influenwhat
organisations come into existence and how theyvevoler time; but that organisations also subsetijushape
how the institutional framework evolves [19]. Anesmonly cited definition that is aligned with théé rules of the
game’ analogy is one which describes institutions. athe rules of the game in society or, more fdlynare the
humanly devised constraints that shape human etteré [19, p.3]. In this case, institutions coldd created, such
as national constitutions, or they may evolve diree, such as a common law; they could be formathsas rules
that human beings devise, or informal, such as eotions and codes of behaviour [19]. Other instihal
economists like Neale [21] and Pagan [17] have &ibthis conceptualisation and consider institigitminclude
laws, customs, social conventions, regulationsrates that structure society’s behaviour.

Other scholars align their definition of institut®to both analogies (i.e. the role players andules). For instance,
Huntington [21] defined institutions as stable, uel, recurrent patterns of behaviour, and madesandiion
between rule-oriented and role-oriented institigidBased on this concept, Brinkerhoff and Goldsijiith p.371]
defined institutions as ‘...rules or procedures #fape how people act, and roles or organisati@idtdve attained
special status or legitimacy’. The level to whielies or roles are deeply rooted and highly esteehyed large
constituency is a measure of institutionalisat@mrocess through which organisations and rolesiagcgalue and



Kayaga et al / OIDA International Journal of Sustainable Development 07:09 (2014) 39

stability [15, 20]. Also, Pfahl [13] noted thatstitutions build the framework for human actionsdifferent
contexts, and are patterns of behaviour that intifliassume a regulatory role.

Spangenberg et al [20] came up with a more inckudigfinition, in which institutions are describeslthe rules by
which decision-making and implementation is streedk the rules could refer to social entities asra¢ or as
systems of rules shaping behaviour. In additiordégcribing systems of rules as organisations, twyd be
described in terms of institutional mechanisms rstiiutional orientations. Mechanisms are explmit formal

systems of rules, while orientations are impligiirdormal systems of rules that structure the césiof actions of
individual or collective actors in a society. Tipiaper adapts the conceptualisations by Spangeebeailg[20] and
Brinkerhoff and Goldsmith [15] and defines ‘instibns’ as rules by which decision-making and impdatation is
structured, i.e. institutions as a combination @famisations (as actors), institutional mechaniamg institutional
orientations.

How can I ngtitutional Sustainability be conceptualised?

Next, we discuss various conceptualisations of t&noability’. Agenda 21, an action plan for sustdle
development drawn by the United Nations ConferemtdEnvironment and Development (UNCED), which was
held in Rio de Janeiro (Brazil) in 1992, is expliebout the ecological/environmental, social andnemic
dimensions of sustainability, but is unclear altbetinstitutional dimensions [13, 20]. Yet the itgtonal setting in
which development policies are conceived, fundedplémented and managed is important for sustainable
development [23, 24]. In the context of governafme sustainable development, institutional sustailitg in
generic terms refers to the activities of a palicinstitution with respect to enablement andlit@tion of decision
making, as well as implementation of sustainabftitficies [13]. In the remainder of this sub-sectiave briefly
discuss four broad definitions of sustainabilitynzoonly presented in the literature, and their icgtions on
evaluation of institutional sustainability.

A study on integrated rural development carried waty back in the early 1980s defined sustainabiity
continuation of the benefit flows to the usersfdigewith or without the organisations or programrtied conceived
them in the first place [25]. This was the most awon definition espoused by many international doeagencies
before the 1990s, which fits well with the projegtle approach to planning and development. Faaite, USAID
defined sustainability as the ability of a projactieliver services or sustain benefits after ttvestment phase [26].
In the first instance, international developmenéiventions implemented under the project cycler@ggh usually
consider recipient organisations/institutions asremanplementing partners, which breeds a situatidmere
institutional sustainability is not catered for.c8edly, evaluation of continued flow of benefitéesfthe project is
completed is logically inconsistent with the funglimodel of the project cycle approach, given tlminvestment is
made for activities after the project cycle. Thixdt is practically difficult to evaluate ‘contimal flow of benefits’
during the implementation period [24].

In the second dominant view, sustainability is dedi in terms of the longevity, and, institutionaktinability

conceived in terms of institutional survival [2#ut differently, if an organisation survives asi@entifiable unit for

a long time, it is considered to be institutionallystainable [15]. Brown [24] discussed severaldlaand

inconsistencies arising out of this viewpoint. sHy, this conceptualisation does not specify hawgl an

organisation has to survive in order to qualifyregtitutionally sustainable. Secondly, survivalaof organisation by
itself is inadequate - the sustainability of antitnfion needs to be tied to some minimum perforosatevel of

performance. Thirdly, for some organisations, losiyeis neither necessary nor desirable, as they have been
set up to achieve a specific purpose in a giverftame. Fourthly, evaluating the longevity of astitution ex-

ante is practically difficult.

Another common view is the one in which sustaingbibf development interventions is conceived ime of
revenue self-sufficiency after donor funding hagpped, especially with respect to recurrent cdsts [This view is
informed by common instances in which infrastruatdacilities constructed as part of developmemgrventions
fall apart due to poor operation and maintenan@etimes, which are usually caused by low cost regoYor
service delivery. The financial view of sustaindbilis attractive to those carrying out evaluatiaf
projects/programmes, mainly because it is easiardasure compared to other dimensions of sustéityaliiis no
doubt that cost recovery contributes to the finalngiability of a project/programme. However, vilitlyi should not
be mixed up with sustainability. For some developtakeprojects, emphasis on cost recovery can leakdtlusion
of poor households, and therefore negate the dewelnt objectives [24].

Increasingly, many scholars are adopting the vieat sustainability is about ‘...the capacity of astitution to
generate a minimum level and quality of valued atgpover the long term’ [13, 15, 25 p. 62,]. A surishble
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institution will have the required capacity to cdimate human interaction so that specific sustdliblobjectives
can be achieved [13]. Sustainable institutions terealequate levels of capacity to effectively dsligpecific
products/services, maintain this capacity at areptable level, and convert that capacity into dghesformance
[25]. According to Spangenburg et al [15], it ispantant to enrich the self-reproducing capabilitadsall the
dimensions of the institution, i.e. the economib-system/man-made capital, the social subsystendhuwapital,
environmental sub-system/natural capital, andikgtutions/social capital.

Furthermore, Brinkerhoff and Goldsmith [23] statidht the definition of institutional sustainability analytic,
rather than normative, and emphasized the dynaréracter of institutional sustainability. This pom is

supported by Hill [27], who argued that institutidrsustainability is not a static descriptor of sonegime, but
rather a process characteristic — hence the needtically examine the institutionalisation prese Brown [24]
reinforced this position, and stated that learni;gan essential ingredient of institutional capacltearning is
defined as the capacity of an organisation to actat® knowledge from its own experiences, and digsate it to
its wide membership, reflecting on it and usinpiadapt and cope with changes in the operatingament [24].

In summary, it can be deduced from the literateréewed and summarised above that institutionabguability is
an abstract attribute, which presents practicdicdities for monitoring and measuring its progre$he position
taken in this paper is similar to the one espoursele previous paragraph, which regards institgisustainability
as closely linked with institutional capacity. Owginto the practical difficulties encountered in meagy
Institutional Sustainability, discussed in the gdiog paragraphs, we propose to use a composidmeadicator
to monitor and evaluate institutional sustainafilithis is the position taken by most researchedspaactitioners to
evaluate institutional sustainability, such as éhdgscribed in the next section. Leading indicatwesthose that
signal an event — they are usually output-orienéadjer to influence and harder to measure, cordparéagging
indicators. Leading indicators are widely usedhia disciplines of economics and performance managgmsuch
as in the balanced scorecard methodology [28]. Basethe concepts by Brown [24], Brinkerhoff andldamith
[15], Hill [27], Pfahl, [13], and Spangenburg et [&0], this paper conceptualises institutional cityaas a
composite leading indicator of institutional sustdiility. Institutional capacity may be definedthe capacity of an
institution to continuously generate a minimum leaed quality of valued output, and to prioritiseyanisational
learning for continuous improvementhe next sub-section describes how institutiormgdacity for water service
providers and other relevant international develepiminterventions is conceptualised and evaluate@xtant
literature.

Evaluation of Institutional Capacity for urban water services and other relevant development projects

Conceptualising institutions as a combination ofjamisations, mechanisms (i.e. formal systems adsjubnd
orientations (i.e. informal systems of rules) ireplihat the scope of evaluation for institutioregbacity will cover
individuals and organisations, and also extendhéoexternal environment. In line with this concgisation, the
capacity of an institution may be defined as ‘...Higlity of individuals, organisations and broadgstems to
perform their functions effectively, efficiently dnin a sustainable way [29]. The external environim@esents
multiple contexts that influence how organisatiansl the individuals in them (i.e. the external exto@perate and
affect organisational performance. External factompacting on an organisation are often linked ite bverall

governance framework in the country. Governancerseto ‘...power and authority and how a country ngesats

affairs... (and) ...considers all the mechanisms, @®es, relationships and institutions through wisitlzens and
groups articulate their interests and exerciser thights and obligations’[30, p.6]. The Global Wateartnership
defines water governance as ‘the range of poljt&atial, economic and administrative systemsdhatin place to
develop and manage water resources, and the detif@rater services, at different levels of socieliy1, p.7].

Compared to other services in the public sectoh stscenergy and telecommunications, provision démservices
may suffer from more effects due to factors in ¢éx¢ernal environment. Examples of characterigtied make

water services ‘unique’ are (i) water is perceitede a fundamental right; (ii) water services doog classified as
a public/merit good or as a private good; (iii) yision of adequate water supply has important esldres, both to
the general welfare of society, and globally, te tlatural environment; and (iv) provision of waservices is a
natural monopoly, with large up-front fixed invesm requirements [32]. Also, the UN recently tobk position

that poor delivery of water services in many depilg countries is essentially as a result of a guaece crisis,
manifesting itself in shortcomings such as fragredntnstitutional structures, lack of clarity of esl and

responsibilities, inequitable resource allocatimeak accountability structures and unclear/nontertsregulatory
mechanisms [33]. The remainder of this sub-secionmarises the main tools/guidelines reportederitbrature,

which are used for evaluating institutional capgc#nd by extension institutional sustainability wban water
utilities or for relevant generic international éépment projects. The tools/guidelines are listad the

organisations that developed them, and are prasentechronological order.
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Water and Sanitation for Health Project, USAID (1988)

One of the earliest documented attempts made asurieg institutional capacity in the water sectoaswthe
USAID-funded Water and Sanitation for Health (WASPtpject, which, in 1988 developed the WASH Tecahic
Report No. 37 on ‘Guidelines for Institutional Assment - Water and Sanitation Institutions’ [34]ABH
Technical Report 37 defined institutions as ‘thosganisational entities which are responsible favjling water
and sanitation services in either urban or rurabsgr [34, p. 4]. Hence, using the rule/role-basefindion of
institutions, the guidelines assess broader aréasstitutional capacity for operational performandncluding
factors existing in the external environment. Oigational autonomy is rated as one of the most apb
dimensions of Institutional Capacity. Others aalkrship, management and administration, commesdihtation,
consumer orientation, technical capability, deveigmand maintaining staff, organisational cultuasd interactions
with key external institutions. Comprehensive gliites were provided on the data collection methodeplete
with detailed checklists for measuring each dimamsi

I nternational Development Research Centre, Canada (1995)

Another comprehensive instrument to measure itistital capacity was developed in the mid-1995s iy t
International Development Research Centre (IRDBDC is a Canadian government-owned internatioeséarch
organisation, which supports local researchersewelbping countries to find practical long-termwtmns to the
social, economic and environmental problems facgeddriety [35]. The assessment framework was piiynar
developed as a tool for monitoring, assessing arahgthening the organisational capacity of IRD@search
partners in developed countries. This assessmeintased on the premise that ‘capacity strengthgisran ongoing
process by which people and systems, operatingnuynamic contexts, learn to develop and implenstrategies
in pursuit of their objectives for increased pemfiance in a sustainable way’ [36, p. Xiii].

The framework uses four dimensions to assessltistial capacity. A dimension on key forces in theernal

environment deals with aspects of the administedtdgal, technical, political, economic socio-ctdiu and

stakeholder environments. Another dimension, ommigational motivation assesses the historicaddtajy of the
organisation; the mission — stated and perceiVetiptganisational culture; and the incentive meismas. The third
dimension on organisational capacity assessediedgc leadership; human resources; other ca®urees such
as infrastructure, technology and finance; progranmmanagement; process management and inter-irstalt
linkages. Finally, the IRDC looks at overall orgsational performance, which is considered as atifumof the

interplay of the organisation’s unique motivatiats, organisational capacity and forces presenthin éxternal
environment. Performance is evaluated againstatalis of effectiveness, efficiency, and adaptahjB6].

Norwegian Devel opment Cooperation (2000)

The Norwegian Development Cooperation (NORAD) depetl a handbook for assessment of institutional
sustainability, primarily for the benefit of NORA®'programme officers and technical advisors, tauded for
NORAD-supported development projects. In line whkir conceptualisation of institutional capagitgsented in
the previous section, NORAD defined institutionaévdlopment as ‘...the process by which individuals,
organisations and broader systems increase thpacitees and performance in relation to goals, ueses and
environment’ [29, p.5]. Hence, according to NORAmXstitutional development consists of a broad rasigehange
activities at the levels of individual actors, angmations and social systems. Based on this framewWwORAD
developed a comprehensive tool for assessmensiittional capacity, which is summarised in Table

Table 2: NORAD's Checklist for Institutional Sustainability (Source: NORAD [29])

Dimensions Sub-dimensions

1. Organizational strategy e Purpose, goals and strategy

2. Organizational management »  Capacity of executive bodies
«  Systems and procedures
»  Organizational structure

3. Financial Resources ¢ Financial resources
e Economic independence

4. Infrastructure *  Technical infrastructure
e Administrative equipment
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Dimensions Sub-dimensions
5. Performance e Performance and productivity
»  Performance demands and control
6. Competence * Institutional competence
7. Personnel e Technical personnel

e Managerial and administrative personnel
« Personnel policies, incentives and compensation

8. Culture and communication »  Corporate culture
e Communication, cooperation and authority

9. Linkages/Networks * Alliances and connections
»  Competitors and rivals
* Relations to donors

10. Legal and political framework | «  Legal basis and constraints
» Political support

11. External cultural framework e Community rules and norms
e Rules and norms in official agencies

12. Participation and legitimacy »  Local ownership and participation
*  Legality and trust in community

UK Department for | nternational Devel opment, (2003)

The UK Department for International Development [Dfput together a sourcebook that outlines keystoo be
used by those involved in institutional capacityelepment. Many of these are generic tools commaskd for
institutional development, such as the SWOT anglyBioblem tree analysis, Force Field Analysis &tatkeholder
Analysis [37]. One tool for analysis and diagndbgt is relevant for assessment of institutionglacity is the Open
Systems Model, which is structured along eight disiens. Checklists are provided to assess the isag@om with
respect to (i) strategic and institutional envir@m (ii) financial resources and systems; (iillerand strategy; (iv)
organisational and national culture; (v) people &odhan resource management; (vi) management systacths
practices; (vii) organisational structure; andij\dutputs/ performance.

Europe-Aid, the European Commission (2005)

Figure 2: The Six-Box Model(Source: European Communities [38])

Strategy
Are mission, goals and
strategies fairly clear and agree|

upon? Do they fit inputs and
context’ Structures
How is work divided
Internal T A
Relationship Leadership

Between boss-staff, male$
/ females, peers, and
units; Constructive
disagreement

Do some people keep the boxe!
in balance; adapted to the

context? v

/NS

Rewards
v Are there incentives for doing
I key functions?
Helpful Mechanisms

Are coordinating and control instruments
adequate (planning, budgeting, auditing
and monitoring)?

\

As part of their tools and methods series, the Euetbped the Reference Document No 1, which cositain
conceptual framework for carrying out institutionsdpacity assessment of public sector organisatibmshis
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reference document, institutions are conceptualeedesilient social structures formed by norms pravide
solidarity and meaning to social life [38]. Using @pen-systems approach, the framework recommeoéb at
organisations in their context, initially payingrpeular attention at the structural (e.g. histofystate formation,
natural and human resources) and institutionalofacfe.g. norms of exertion of power and authorstycially
embedded norms, regulatory regimes) that shapprésent organisational capacity and provide drieérshange
as well as constraints to change. It is recommetitigidthe factors in the external environment sthdnd assessed
first, prior to examining the inside of the orgatiens, which may be assessed using the six-bolytare model,
shown in Figure 2. Leadership is perceived as tbst important element that holds together all ttieioboxes.

The World Bank, 2006

In a study on characteristics of well-performingolici water utilities, Baietti et al [39] found th#tte degree of
autonomy from, and the utility’s accountabilityeatities in the external environment that exert @oand authority
on the utility, are critical success factors fostitutional performance. Table 3 summarises variteras assessed
under each dimension. The factors that contributbé degree of effective autonomy of the watdityiinclude (i)
legal authority of the utility; (ii) the policy fraework; (iii) political commitment and support; Yiavailability and
quality of natural resources; (v) the regulatorgnfiework; (vi) conditions of the labour market; amccess to
financial resources. In the same vein, extern&estalders play an important role in enhancing ttiléyis external
accountability, through functions such as (i) pplisaking; (ii) monitoring the performance as ownefshe utility;
(i) regulating the utility in terms of complianceith legal/contractual obligations and servicendtrds; (iv)
demanding for an appropriate level of service dquatly the customers; and (v) conforming to apprateri
preconditions for external financing. To assess itfstitutional capacity of a public water utilitgn analytical
framework was developed, which assessed three ikegndions of (i) the utility and its environmeni) (nternal
functioning of the utility; and (iii) its performase.

Table 3: Framework for assessing the institutionatapacity of a public water utility (SourceBaietti et al [39]

Dimensions Sub-dimensions Scope

¢ Policy formulation

¢ Regulation

¢ The legal authority of the utility
e Other external limitations

Establishing degree of autonomy

Performance targets with respect to
Performance targets effectiveness and efficiency of service

The utility and its environment provision

*  To government, the owner

¢ Tothe regulator

Accountability for results ¢ To the financial institutions

«  To customer organisations

«  To non-governmental interest groups

History of the utility, departmentalisation,
chain of command, span of control,
formalisation, strategic orientation and

Organizational structure, corporate
objectives and financial/investment

resources corporate planning, level of self-funding
e Market orientation
e Customer orientation
«  Decentralisation of responsibilities with
respect to
Internal functioning of the o Financial management
utility 0 Operations management
N?tW Public Management (NPM) core o Human resource management
criteria

o Customer relations management
¢ Accountability for results:

o Between owner and management
oversight agency

0 Between management oversight
agency and service provider

0 Within the service provider
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Dimensions Sub-dimensions Scope
(managerial accountability)
e General financial indicators, such as
related to costs of service provision
. . «  Efficiency indicators
Financial performance -
¢ Leverage indicators
¢ Liquidity indicators
«  Profitability indicators
¢« Water consumption indicators
. - *  Water distribution system indicators
Performance Operational indicators

¢ Water losses
¢ Waste water indicators

¢ Labour productivity
¢ Training /capacity building indicators
¢  Staff satisfaction surveys

Human resource management
indicators

«  Customer satisfaction indicators
Customer care management indicatpre  Perceived service quality
e Spend on customer care management

National Urban Water Governance Program, Monash University, USA (2007)

Table 4: Capacity attributes for sustainable urbanwater management(Source: van de Meene and Brown [40])

Dimensions Sub-dimensions
1. External *  There is senior management commitment (politicadézship) to SUWM involving vision,
rules and appropriate legislation and policies, financial &echnical support
incentives «  There are established and effective community gipetfion mechanisms
¢ Legislation is holistic and provides a supportikefiework for SUWM
e Clear roles and responsibilities are defined fboaanizations
« Regulations and policy tools encourage SUWM
2. Inter- ¢ Collaborative arrangements with central and localegnments are present

organizational

Mechanisms for effective coordination and cooperabietween vertical and horizontal
organizations exist

Mechanisms for clear and effective communicatianiamplace

Urban water related information is shared and comoated between vertical and horizontal
organizations

Research partnerships with local universities avebbped

3. Intra-
organizational

Organization employs staff, or has access to dtaffndertake technical activities or that
understand and can use technical information

Organization provides training to all staff

Organization has policies and procedures to ajtdsstelop and retain staff
Organization is competent in financial management

Organization has adequate scientific and techkivaledge
Organization encourages innovation

4. Human
Resources

Staff have skills and knowledge to undertake tasidscan understand and make use of releva
information

Staff have appropriate qualifications to undertisks
Staff can think laterally and exhibit innovation

Staff demonstrate leadership

Staff are aware of available opportunities
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There are increasing external pressures in urbeasasuch as impacts of climate change, amidstatsgalurban
populations, which require adoption of sustainablean water management (SUWM) practices. Low itstibal
capacity has been identified as the most signifidzarrier to SUWM [40, 41]. As part of a contribani to
addressing this gap, S. van de Meene and R. Bréwiopnash University carried out a cross-disciplinbterature
meta-analysis to develop an empirically-based sehefthe necessary capacity attributes for SUWMeyTthefined
institutional capacity as the ability of the whahstitution, i.e. from individuals through to ordsations, and the
legislation and policy instruments used (i.e. ra@ed rule-based definitions of institutions), talartake a task, in
this case SUWM. Table 4 shows a summary of the agpattributes synthesized across the findingsnfifive
disciplinary areas of water resources managemeniyal resource management, urban planning and gearent,
technology innovation and development, and comryutételopment.

Japanese | nternational Development Agency (JI CA), (2008)

JICA defined institutional capacity developmentthge ongoing process of enhancing the problem-aghdbilities
of developing countries by taking into accountlad factors at the individual, organisational aadety levels’ [42,
p.184]. Based on this definition and further JIC@wumissioned research, Yoichiro Kimata, a researahdtCA’s
Institute for International Cooperation developednap of basic characteristics to be assessed. tKif#2]
differentiated between organisational capacitied tae enabling environment, and emphasizes thatssitig only
the former is insufficient.

Organisational capacities are subdivided into tategories: technical and core capacities. Exampieschnical

capacities are knowledge, skills, techniques, didg tacit knowledge that has accumulated withandhganisation.
Core capacity is the ability of the organisatiorstidve its problems on its own by managing the ezt capacity:

this includes the will/commitment, leadership, andnagement methods that orient the behaviour ofitheals and

their organisation. Additionally, there are factamsthe enabling environment that need to be addbsThese
include the social/cultural, policy and institutadrframework that determine the organisation’s cépand assets
(such as the budget, infrastructure, and natusgdwrees). The author points out that whereas teahnapacities
show linear changes in rather a short period ottiand are therefore easily noticeable, core capscivhich

support the development of technical capacities takong time to develop, mainly because they neddke into

consideration the likes, dislikes, perceptions,dvsets and behaviours of the stakeholders.

Summary on existing evaluation tools

Institutional sustainability has been evaluatedvamious ways, depending on the conceptual frameviaikg

applied. The reviewed literature provides evaluatiools developed by international development et and
researchers. Three of the reviewed tools are spaltyftailored for evaluating water service prostid, two of them
tailored for application to urban water utilities developing countries. One of these tools (i.eeltged by van de
Meene and Brown, [40]) is tailored for evaluatingstainable urban water management (with emphasgstam

water drainage) in any country, including indudised countries. The rest of the reviewed toolsjcivhwvere

developed by international development agencieganeric, and can be applied to public sector asgéipns in

developing countries. Most of the evaluation taegiewed have conceptualised institutions as blo¢hrtiles and
roles, and therefore consider factors in both tkiereal and internal environments of the organisatilt is

interesting to note that four of the tools presérabove consider organisational performance astonattributes
contributing to institutional sustainability. Thi®nforms to a school of thought advanced by soroentescholars
(e.g. Baser et al [43] and Wigboldus et al [44pttgiven the right conditions in the operating eoniment (both
external and internal), improved organisationalfgrenance will lead to improved institutional capgggiand vice

versa. Most of the presented tools do provide faiétailed measurement instruments, in form of klsts or

multiple-scale questions/statements with Likertlescaesponses. The next sub-section briefly dessribnd
discusses empirical evidence reported in extaaralitire, on the relationships between Total Quaignagement,
ISO Quality Management Systems and Institutionglacay.

Link between ISO 9001 Quality Management Systems drinstitutional Capacity: Literature Review
What is Total Quality Management and its accompanying Quality Management Systems?

The concept of Total Quality Management (TQM) enedrground 1980, primarily amongst manufacturingdiin
USA, in response to global competition, mainly frdapanese organisations. Its use has since filteredgh to all
sectors, including the public sector [45]. TQM Hween defined differently by various scholars. A coonly cited
definition in the literature is one where TQM iepented as ‘an on-going process whereby top mearaddakes
whatever steps necessary to enable everyone iargfamization in the course of performing all dutiesestablish
and achieve standards which meet or exceed thesremadl expectations of their customers, both exteand
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internal’ [46, p.157]. To effectively implement TQMn organisation needs a management system ttansure

that external and internal customers consisterttgive quality, i.e. the Quality Management Sys{@wS). A
QMS is composed of the management structure, refibities, procedures, mechanisms, processes, and
management resources to implement the principldsaation lines needed to achieve the quality objestof an
organisation, which strives for continuous improesmin performance. This conceptualisation of a Qali§ns

well with the definition adopted in this paper ofstitutional Capacity, i.e. as the capacity of astitution to
continuously generate a minimum level and qualitwalued output, and to prioritise organisatioredrhing for
continuous improvementThe rest of this section analyses documented egudin the linkages between
implementation of QMS and improved institutionapaeity, and, by extension, organisational perforcean

TQM and implementation of QMS have been favouradybécs in academic and practitioners’ journals ihgglvith
business management and other sectors seekingristream management skills for better performaridany
scholars have attempted to identify critical fastof TQM. For instance, Easton and Jarrel [45] capwiith the
following list of key characteristics:

» Process focus — emphasis on concept of procestuagdamental building block of the organization;

» Systematic improvement — widespread organizatiforls on quality improvement, cycle-time reduction,
and waste reduction, as well as adoption of a prtéwe-based orientation;

» Organization-wide emphasis of the process congepsgstematic improvement;

e Customer focus, including (i) emphasis on customeguirements and customer satisfaction to define
product and service quality; (ii) emphasis on cop service; (i) integration of customer inforrioat
into the management and improvement systems; amcfforts to become integrated with customers as
appropriate;

* Management-by-fact — emphasis on deployment ofemyatic analysis and fact-based decision making
driven by objective data and information;

»  Employee involvement in improvement, usually thiotgams, with an emphasis on development through
training; moving decision making close to the pss;eand empowering the employees;

» Cross-functional management — explicit emphasisgpects such as cross-functional involvement in key
process (e.g. product development) and cross-fumaitimprovement;

 Managing supplier relationship and performance uehsas emphasis on supplier quality, service
performance, supplier capabilities, supplier imgment, supplier involvement and integration; and

* Recognition of TQM as a critical competitive stgte- and making it a primary concern of all levefs
management, with senior management providing |saierfor development and deployment of quality
management.

Table 5 summarizes key characteristics of TQM astedl by a sample of TQM scholars. As can be daethe
table, there is significant overlap and similastemong the characteristics advanced by variouslassh From this
sample of authors, the top seven characteristiassidered important are top management leadershigp an
commitment; staff involvement and management; eustofocus and involvement in TQM; supplier relaico
ensure supply quality management; staff trainingyetbpment and empowerment; process management and
measurement systems for its improvement; and magaby facts and internal quality information usage.
Characteristics considered important by few sclsoke the role of a quality department; managingereal
interface; use of Just-In-Time (JIT) principlesgxible manufacturing; and having an open orgarmisatihese
characteristics may be categorised as institutido@\ (or soft TQM) and technical TQM (or hard TQIH0, 53,
54]. The hard TQM elements are marked with a stardble 5. As can be seen, compared to the tedhhgi!
components, institutional TQM characteristics apsidered to be more important by most scholarseglio Table

5, which coincides with the proposition by varicholars that low institutional capacity is the msignificant
barrier to sustainable urban water management40,

There has been some debate on the extent to wimiptementation of QMSs lead to improved organisation
performance. In general, there is a consensus gshanost scholars that TQM is an effective manageme
philosophy that provides organisations with st&gilgrowth and prosperity, which in turn leads toproved
performance. Table 6 shows a summary of findimganfvarious studies that support this propositigimdings
summarised in the table show that various typesrgédinisations in differing contexts that have impéated TQM
have registered improvements in organisationaloperince, notwithstanding the fact that various ctisdies have
operationalised organisational performance difféayer- either at operational level (e.g. supplieralify
management, process management or product/serssigngl, or in terms of corporate performance (#ngncial

& market performance, employee satisfaction, custosatisfaction). There are also differences ety TQM
has been conceptualised and operationalised: @thgeparate dimensions or as a combined construct.
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Table 5: Key characteristics of TQM as elicited bya sample of scholars as reported in the literature

Author | Saraph et Flynn Waldman Powell Ahire Black & | Dow et | Rahman | Freq.
al [47] et al| [49] [50] et al| Porter al [53] | [54]
[48] [51] [52]

Characteristics >

Top management X X X X X X X 7
leadership/commitment

Supplier involvement/ X X X X X X X 7
performance; Supply
quality management

Staff involvement X X X X X X 7
/management

Customer relationship X X X X X X X 7
/involvement/focus

Staff Training & Dev. X X X X X X 6

Process improvement X X X X X 5
/management;
measurement systems

Internal quality X X X X X 5
information usage,
managing by facts

Product/service design* X X X X 4
Benchmarking X X X X 4
Staff empowerment X X X X 4

Strategic quality X X X X 4
management, shared vision

Adoption & X X X 3
communication of TQM

Use of Statistical Process X X 2
Control*

Teamwork structures X X 2

Development of a X X 2
corporate quality culture

Open organization X 1
Flexible manufacturing* X 1
Use of JIT principles* X 1

External interface X 1
management

Role of quality dept. X 1

* Characteristics classified as technical (hardM @mensions

In all the articles summarised in Table 6, TQM viagnd to be strongly correlatedut not causally linked, to
organisational performance. Some scholars (e.geP@0]; Rahman [54]; Dean and Bowen [62]) contéhalt not
all characteristics of TQM contribute to organisatl performance: they point out that the more pnem TQM
elements are comprised of the basic human resoureeagement aspects, which are extensively disdlsshe
literature as essential for organisational managenwutside of the TQM paradigm. In this respeaw®l [50]
stated that organisations that acquire these baasiagement skills can outperform competitors withreacessarily
implementing the TQM concept. Other critics havairoked that implementation of TQM may even resulb in
deterioration in performance, mainly because TQMcfices may hinder innovation (e.g. Brah et al],[60arari,
[63] and Samaha, [64]). The critics cite custono&ug as one of the obstacles to innovation, apitéication could
trap organisations into captive markets dominateexisting customers [65]. The proponents of TQBIgnificant
contribution to organisational performance haventered the negative arguments by pointing out thate
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observations are based on studies with flawed rdetbgies - they are not based on robust empiresgarch that
determines the impact of TQM on corporate perforreamather, they usually focus on related evenish sas
winning quality awards, or achieving 1SO certificat [45], [61].

Table 6: Results of selected empirical studies ohé positive effect of TQM practices on organisatioal

performance
Author(s) Research objectives & study setting | Summary of key findings
Pinho [55] Empirical assessment of how developing a | TQM is one of the major contributors of organizational

quality management approach can affect
financial performance of SMEs in Portugal.
134 SMEs responded to a cross-sectional
survey — 55 of which were implementing
TQM.

performance. The other key contribute is the propgtsit
innovativeness of the organization.

Prajogo, and
Hong, [56]

An empirical investigation of the effect of
implementation of TQM practices on the
performance Research &Development

Divisions of S. Korean manufacturing firms —
Data was collected from 130 firms

There is a strong and highly significant relationship
between TQM practices and product quality, and pcbdy
innovation, respectively.

Joiner, T.A. [57]

Empirical investigation of the relationship
between level of implantation of TQM
practices with organizational performance of]
80 motor vehicle parts manufacturers in
Melbourne, Australia

The degree of implementation of TQM practices was
significantly positively related to organizational
performance, and an environment of support within the
organization produces a synergetic effect on the
TQM/performance relationship

Ou, Liu, Hung,
and Yen, [58]

Empirical examination of the impact of seven
dimensions of TQM on business performanc
of 95 information-related industries in Taiwal
in 2005

The implementation of TQM activities is strongly
e correlated to improvement in operational performance
n which is in turn is strongly related to customersfatition
and financial performance

Kaynak [59]

An empirical study of relationships between
eight dimensions of TQM, and more
specifically, how product design, inventory
management performance and process
management impacts on quality performanc
which in turn impacts on financial and marke
performance. Data was obtained from top
managers of 382 firms in the USA.

All TQM dimensions contribute indirectly or directly t
firm performance, through the mediating variables of
operational performance (i.e. inventory management a
quality management). Those that contribute dirdctly
p,operating performance are supplier quality manageme
t product/service design, and process management. The
positive effect of TQM practices on financial andrkea
performance is mediated through operating performang

nd

nt,

Brah et al [60]

Empirical study on the effect of implementing
TQM in manufacturing & service companies
Singapore on organizational performance.

Questionnaires were sent to 55 non-TQM an
130 TQM-implementing companies

inTQM companies in all performance dimensions of
supplier performance, employee service quality, pcodu

dquality, employee satisfaction, customer satisfaciioc
manufacturing/service process quality. The differenas
very highly significant.

All TQM-implementing companies outperformed the ngn-

Hendricks &
Shinghal, [61]

Empirical study on the effect of TQM
implementation on the financial performance
of 600 award winning firms in the USA, by
looking at performance trends in periods
during and after implementation of TQM
practices

During the post-implementation period, firms that
implemented TQM outperformed the carefully selected
benchmark firms in the industry, in terms of stodke
sales growth, profit and return on sales and assets
employed; There was no significant difference betwe
the two sets of firms during the implementation perio

Easton, G.S. and
Jarrel, S.E. [45]

Examine impact of TQM on performance of
108 firms in the US that implemented TQM
during 1981-1991

Performance, measured by accounting variables aoll s
returns is improved for firms implementing TQM, and tl
improvement is consistently stronger for firms at adven

stages of implementation.

[o

ce

What are | SO 9000 Series of Quality Management Systems?

ISO (i.e. International Organisation for Standaatlan, in full) is the world’s largest developerdapublisher of
International Standards. ISO, which has been opeadtsince 1947, is a network of national standastitutes of
160 countries, with its headquarters in GenevatZanand. Most of the standards developed by 180Ohéghly

specific. ISO developed two generic standardsahatelevant to water supply service providers,|8@ 9000 and
ISO 14000 family of standards. By definition, gealestandards can be applied to any type of orghaisavhether
large or small, whatever its output - productsemwies, whether it is government, private or N&otsr. Whereas
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ISO 9000 is primarily concerned with quality managat, ISO 14000 deals with environmental managenBzih
ISO 9000 and I1SO 14000 are concerned with processeshe way an organisation goes about its wbut,not
directly concerned with products, i.e. the restiltheir work, although management of processek ultimately
affect the products. The two generic standards edgoire organisations that implement them to inaprtheir
performance continually. These two families of damls have achieved a global status and are nomutloly
integrated with the world’s economy [66].

The ISO 9000 family of standards first emerged987, and its implementation is expected to leadbtiganisation
to (i) fulfilling customer quality requirementsj)(fulfilling applicable regulatory requirementsna (iii) achieving
continual improvement of its performance in pursfithese objectives. At the time of the studyeroa million
organisations in 176 countries were reportedly anm@nting ISO 9000 family of standards. The 1SO08€ries of
standards is based on the concept that managelystains are generic, regardless of what an orgéomse or
what it does. Whereas traditional quality standaedg on inspection of products to ensure quatitg 1ISO 9000
standards relies on the control and continuous errgment of processes used to define, design, pegcvaluate
and deliver the products/services: they are prebased rather than results oriented standardscautifly that an
organisation has implemented a quality system ithatpable of consistently producing quality prddiservices
that satisfy customers’ expectations. The ISO 988@kes of standards are designed to provide gegamdnce on
the development of a successful quality systemutilhtieliver quality services and products thaisfg customers’
expectations [67].

To maintain effectiveness and relevance, the 1S 3a8mily of standards and guidelines are peridiicaviewed,
based on factors in the ever-changing global enuient with respect to quality management. Herfoe,|8O
website shows various modules of ISO 9000 serieganfdards that have been updated at differenstsimee the
early 1990s. The main document in the series id8t@ 9001:2008 Quality Management Systems — Reguénts’,
which provides guidance for an organisation seekingstablish a QMS, and is the standard in ISQO9@ily
against whose requirements the organisation’s tyualanagement system can be certified by an extbowy. It is
the only document that specifies mandatory requergs) in terms of components of the quality managem
system; the management responsibilities; resoustgagement - including human resources and suppfievduct
realisation; and measuring, analysis and measurtei®tmer main documents that support 1ISO 9001 &€& 9000
on fundamentals and vocabulary; and ISO 9004, aetjne for an organisation’s continual performance
improvement, as well as for extending the benéfitgr ISO 9001 to all parties that are interestedrimffected by
the organisations operations [66].

ISO 9000 places the responsibility for the estabfisnt, performance and maintenance of the qualitgagement
system on the organisation’'s top management, wieorequired to lead the organisation towards impiove
performance, by implementing eight identified gtyalhanagement principles that form the foundatiantfie 1SO
9000 family of standards. These are [66, 68]:

i Customer focus - the organisation should undedstaurrent and future customer needs, meet
customers’ requirements and strive to exceed custexpectations;

ii. Leadership — top management should establish ohiyyrpose and direction of the organisation, and
create /maintain the internal environment in whitaff can become fully involved in achieving the
organisation’s objectives;

iii. Involvement of people — staff at all levels are #ssence of an organisation and their involvement
enable their abilities to be used for the orgaiosa benefit;

iv. Process approach — activities and related resostmdd be managed as a process in order to achieve
a desired result more efficiently;

V. System approach to management - identifying, wtdeding and managing interrelated processes as
a system contributes to the organisation’s effect@ss and efficiency in achieving its objectives;

Vi. Continual improvement — the organisation should don continuous improvement of overall
performance at all times;

vii. Factual approach to decision making — Decisionailshbe based evaluation of analysed data and
information; and

Viii. Mutually beneficial supplier relationships — thegamisation should work for mutually beneficial

relationship with suppliers and other partnersstoaenhance the ability of both parties to creatae.

The principles listed above are not elements agaitsch an organisation may be assessed. They dhwmeil
considered to represent the underlying philosogh$© 9000 family of standards, to be used as mglthlocks for



50 Kayaga et al / OIDA International Journal of Sustainable Development 07:09 (2014)

a corporate quality policy, which top managemewiusth define and communicate, and make it the lEgiefining
the roles and responsibilities of those involvedjirality management. It should be noted that eslerertification
is not a compulsory requirement for ISO 9000 sevfestandards. Instead, the standard requiresrfenisation to
audit itself against 1ISO 9001 standards, in ordaervérify that it is managing its processes effedtiv The
organisation may invite its clients to audit thelijty management system in order to give them demite that the
organisation has capacity to deliver products/sessihat meet their expectations. An organisatiay engage the
services of an independent system certificationylmdconsultant to obtain an 1ISO 9001 certificateanformity,
an option that has gained popularity because opéneeived credibility of independent assessmeatvéver, ISO
does not monitor the activities of ISO 9000 acdeditin bodies — this is done by accreditation bsawithin the
member countries. The overarching role of ISOoiglisseminate information on systems quality, andbkes a
consensus to be reached on solutions that meetthetiequirements of business and the broader refestsciety
[68].

ISO 9000 has developed a self-assessment tooladsists an organisation to determine its matuatsels for
sustained success, identify opportunities for impments and innovations, set priorities for improeets, and
establish action plans. A mature organization is thrat performs effectively and efficiently, andi@ves sustained
success. The degree, or level, of an organizatiom&urity" describes its position on a scale thas immature,
inconsistent organizational activities at the lowad (Scale 1), to mature, consistent organizatiacivities at the
higher end (Scale 5). An organization's maturityl We determined by its performance in relationitiovision,
mission and strategy; systems, organizational ttres and tools used; and relations with interesiedies.
Organisations that achieve 1SO 9001 certificatiom anticipated to have progressed beyond a basit (8cale 1)
to being proactive, at Scale 2 of level of maturffter ISO 9001 certification, an organisatioreigpected to grow
to Scale 3 (i.e. being proactive and flexible) nti8zale 4 (being proactive, flexible and progressand ultimately
to Scale 5, which signifies an organisation that &chieved sustainable success [68].

What arethe benefits of implementing I SO 9000 QM Ss and | SO 9001 certification?

It is expected that most new users of the ISO g86dly of standards will obtain measurable benedisly in the
process of implementing the prescribed requiremgg8k Table 7 shows key benefits that ISO expéatsesult
from implementing actions that contribute to thghtilSO 9000 series quality management principfegew

studies published in the public domain report argirand positive relationship between ISO 9000Gfa=tion and
organisational performance, as anticipated by IExamples are a study conducted with US- and foreigned
firms in the USA [69]; a survey of over 1000 ceeif companies (including 415 service firms) in th¢ [70]; a

survey of ISO-certified firms in Taiwan [71]; a diucomprising of ISO-certified and non-1SO-certifief firms in

India [72]; an assessment of Spanish ISO-certifietts [73]; and a study of 11 European firms [74]so,

empirical studies such as reported by Ho [75] Si&} fnd Singel et al [77] have confirmed the reditm of some
of the benefits listed in Table 7.

In another study conducted in Spain, Santos awdriesano [78] confirmed most of the benefits prezticdoy 1SO,
which were classified into four groups, using faaaalysis: collective commitment and process impnoent (i.e.
increased employee motivation and satisfactiontebetlations between management and staff, impraverk
environment, better training for staff, better ursti@nding of process and internal customer oriemtgtcompetitive
position in the market (i.e. increasing growth afes, improving market share; gaining new customacseased
customer loyalty); efficiency (i.e. costs reductiamproved profitability, increased profitabilitgreater advantage
of time and resources, reduction in incidents,at@as and complaints); and attraction and exteoniahtation (i.e.
improvement of firm image; improved product/servigeality, improved customer satisfaction, and bette
knowledge of customers’ expectations).

Scholars have differentiated between implementatfolsO 9000 QMSs and ISO 9001 certification. Anier of
studies have shown that certification to ISO 9006sdnot necessarily lead to increased organis&fp@mrmance.
Examples are the study in Australia and New Zealapdrted by Terziovski et al [79], which found th&O 9001
certification had little or no impact on organisagl performance; a review by Dick [80] that foumal consistent
association between ISO 9000 certification and &dipn of a quality management system that defivieetter
quality; a study by Singels et al [77] in Nethedanwhich did not find a positive relationship beem 1SO
certification and organisational performance; amiae recent study conducted in Spain by Martinegt& et al
[81], which found that there were no significarffeliences in performance between ISO- certified rmmat-certified
firms. Hence, whereas there is a general agreear@ong scholars regarding the positive impact of TQM
organisational performance, the same cannot bedstfar certification to 1SO 9000 series of standaahd
guidelines.
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Table 7: Key perceived benefits from implementing $O 9000 Quality management principles (Source: 1ISO

[68]).
Quality Management Principle Key Perceived Benefits
1. Customer focus * Increased revenue and market share obtained thftaxgible and fast

responses to market opportunities.

* Increased effectiveness in the use of the orgdai?atresources to
enhance customer satisfaction.

» Improved customer loyalty leading to repeat busines

2. Leadership «  People will understand and be motivated toward®thanization's goals
and objectives.

» Activities are evaluated, aligned and implemented unified way.
*  Miscommunication between levels of an organizatiidhbe minimized.

3. Involvement of people *  Motivated, committed and involved people within tirganization.

« Innovation and creativity in furthering the orgaatipn's objectives.

» People being accountable for their own performance.

* People eager to participate in and contribute tginoal improvement.

4. Process approach e Lower costs and shorter cycle times through effeatise of resources.
« Improved, consistent and predictable results.
»  Focused and prioritized improvement opportunities.

5. Systems approach to * Integration and alignment of the processes thatbedt achieve the
management desired results.

e Ability to focus effort on the key processes.

e Providing confidence to interested parties as ¢octimsistency,
effectiveness and efficiency of the organization.

6. Continual improvement » Performance advantage through improved organizaltapabilities.

«  Alignment of improvement activities at all levetsdn organization's
strategic intent.

»  Flexibility to react quickly to opportunities.

7. Factual approach to decision- | «  Informed decisions.

making «  Anincreased ability to demonstrate the effectiwsnef past decisions
through reference to factual records.

* Increased ability to review, challenge and chargirions and decisions.

8. Mutually beneficial supplier * Increased ability to create value for both parties.

relations «  Flexibility and speed of joint responses to chaggimarket or customer
needs and expectations.

e Optimization of costs and resources.

Much of the accumulated literature on ISO 9000esedf standards is informed by experience of theufaturing
industry, which accounts for a lion’s share of I8® 9000-certified organisations. There has bedmatdeamongst
TQM scholars as to whether, given their manufaocgsdentric nature, ISO 9000 series of standardsited to the
public service sector [82]. Several empirical stsdiave shown that ISO 9000 series of standardsthavpotential
to make the public services organisations operalipmore efficient, leading to better organisaibperformance.
One of the well documented examples of succeseirptblic sector is the case of the Australian tad Safety
Authority (AMSA), a self-funded national safety agg created by an Act of Parliament, which reported
achievement of the high levels of operational séadsl for the safe operation of ships in Australeaters [83].
Another study surveyed 103 1S@D01-certified Mexican public sector institutiongeo a period of 14 months to
find out to what extent ISO 9000 QMS had affectestiiutional effectiveness [84]. Most organisatidi7s %)
achieved significant improvements in delivery tinpepductivity and customer satisfaction; and a otida in
defects and customer complaints. About 10% of tlgamisations did not experience a significant cleaiyg
performance improvement, while 5% registered aebes®z in performance.
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What arethe shortcomings of implementing I SO 9000 QM Ss and | SO 9001 certification?

As discussed above, there is a lack of consensesigsh scholars and practitioners on whether ceatiftn and
implementation of ISO 9000 significantly and posity influences organisational performance. Sevechblars
have endeavoured to account for these anomalies.inStance, Singels et al [77] explained that 1S@D
certification is not a standardised package thatbmapplied in the same way in every firm — ISO®6tandards
only recommend the essential elements of a qualdgagement system, without recommending ways di/iagp
them. Hence, this results into each organisatigigdeng its own system that fits its specific needthin the

framework of the requirements of ISO 9000 standa¥dseh and Marcus [85] also concur with the posithat the
ISO 9000’s lack of unanimity in making a positivegact on organisational performance may be expdaiyethe

various ways organisations implement the genex@ 9800 standards.

Other scholars have attributed the unclear and some contradictory performance-related consequenteSO

9001 certification to application of early versiarfd SO 9000 family of standards, which lacked aehee between
the critical building blocks for TQM. For instandke old 1SO 9000/1994 listed 20 individual elemetitat

described categories ranging from management regplity to statistical techniques, but were natkied to each
other. On the other hand, the newer ISO 9000/2@d8ian has four major sections that are logicafligdd to each
other [81, 86, 87]. In fact, an empirical study dooted with 713 manufacturing firms in Spain showbsdt

companies certified under the 2000 version of I90M@standards performed better in aspects of uodyzt costs,
design quality and customer satisfaction, compacethose certified under the 1994 version of th® 19000

standards [81].

There are other specific shortcomings of ISO 90filfy of standards that have been cited in theditee. For
example, Allen & Aakland [88] and Santos & Escanci [78] describe the following key limitation(®: 1ISO 9001
certification merely ensures that the product impled in a consistent, repeatable manner, buthabtit is of high
quality, or attractive to the customer (ii) ISO 80Bas limitations in such important subjects susttastomer’s
satisfaction, the firm’s economic results, contimsioimprovement and quality management training s@he
limitations are specific to the 1994 version of 19000, and have largely been addressed by newowstsas
explained in the previous paragraph) ; and (ii@ fystem for ISO 9000 produces an increase intfp@ndsation’s
paperwork and bureaucracy, which is not only amtgaesource of rigidity, but leads to higher costs

One of the most important shortcomings of ISO 9€@0Aily of standards commonly discussed in the ditiere is
related to the motivation for gaining the 1SO 9QfHttification. Some authors have pointed out tlams may
undergo the certification process with the desifresimply attaining the title and the image that esmwith it,
sometimes in reaction to the market pressures [[#dE aspiration makes business sense, give tima¢ segional
organisations such as the European Union recomnoendemand possession of ISO 9001 certification, or
equivalent for commercialisation of products in thember states [76, 78]. For instance, an empisicaly of 1,000
firms in Australia and New Zealand found that 1SA0® certification did not have a significant infhee on
organisational performance, and that for most fithesmotivation for pursuing 1SO certification widre ability of

the certificate to open customers’ doors that waeviously closed, or would close, if the ISO 9Gttification
were not achieved [79, 80].

A number of empirical studies [76, 77, 89, 90, Sdpport the findings reported in the previous peply and have
shown that if organisations cited external pressgréhe main reason for pursuing 1ISO 9001 certiinathey were
less likely to achieve improvements in the orgaivosal performance. Dick [80, p.369] found ‘...som&dence
that ISO 9001 certification can be achieved todlyay those who just want the badge.” Such firmvho obtain
certification reacting to external pressure, adoptinimalist approach to achieving it, and mayvaitie the quality
assurance system that is meant to be the foundatighe certification. Organisations that view 19000 standards
as a vehicle for genuine process improvements kageeater chance of success, as the standardsesigned
precisely for this purpose [83]. Similarly, the dyuconducted with the Mexican public service seétamd that
those government institutions that implemented IBID0 standard for improving welfare of society peried
much better than those agencies which had polifieaternally-driven motivations [84].

A danger for ISO 9001 certification, thereforethiat an organisation may regard ISO 9001 certifioads an end in
itself, and does not progress to full implementatid TQM. If ISO 9001 certification is only for theurpose of
getting a certificate and for advertisement purppiee documents and procedures will destroy tlmalobusiness
process and may not contribute to improvement ofopmance [76]. The organisational performance Wi
improved only when an organisation is internallytiveted for improvement of its organisational preses [78].
For an organisation to develop institutional cafyatihat enables it to perform on a sustainable shasishould
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management prescribed by the TQM philosophy, ardrazk to implementing TQM to the full.

Can 1S0 9000 QM S offer a sound framework for evaluating I nstitutional Capacity?

In this section we report on findings of a qualitatcontent analysis carried out to match the theafdnstitutional
capacity derived from the reviewed evaluation taplglelines and presented in the previous sectidgth the
institutional aspects promoted in the 1ISO 9000esedf standards. After reviewing the relevant ISID® QMS
documents, we applied the analytic decompositiothate proposed by Saleth and Dinah [92] to indutfive
develop ten institutional aspects for conformingl$® 9000 series of standards, and then matched thethe
dimensions used by various tools/guidelines fotuatang institutional capacity, which are descriliedhe previous

section. Ten institutional aspects were identifiedn the ISO 9000 series of standards, as follows:

CoNoORrLODE

Strategy/policy formulation & planning (SP&P)
Strategic Leadership (SL)

Customer Focus (CF)

Establishment, implementation & maintenance of ipiaianagement systems (QMS)
Management of Human Resources (MHR)

Management of other key resources (MOKR)

Information, Knowledge Management & Communicatiti\C)
Process and System Management (PSM)

Monitoring, measuring, analysis and review (MMAR)

10 Improvement, innovation and learning (lIL)

The output of the matching exercise is shown inld8b

Table 8: Matches between key dimensions of variouseasurement instruments of Institutional Sustainabity
and institutional aspects of ISO 9000 standards

Author Key dimensions of Institutional Sustainability Matching 1ISO9000
Institutional Aspect(s)
1. Water and Organizational autonomy Not explicitly covered

Sanitation for Health
Project, USAID
(1988)

Leadership

SL

Management and administration

MHR, PSM, IKMC, MOKR

Commercial orientation

MOKR

Consumer orientation

CF

Technical capacity

MHR, MOKR, QMS, PSM, IIL

Development and maintaining staff

MHR, SL, MMAR

Organizational culture SL, MHR
Interactions with key external staff MOKR
2. International Key forces in the external environment Not expljoitovered
Development Organizational motivation SP&P, SL, CF

Research Centre,

Canada (1995) Organizational capacity SP&P, SL, QMS, MHR, MOKR,
IKMC, PSM, MMAR
Organizational performance in terms of effectivenesficiency, and These are outcomes
relevance.
3. Norwegian Organizational strategy - purpose, goals andegyat SP&P, CF
ggggfggiﬁ?t Organizational management: capability of executiedies; systems and SL, HRM, PSM,
(NORAD), 2000. procedures; organizational structure;
Financial resources and economic independence MOKR
Infrastructure: technical infrastructure; admirastre equipment MOKR
Performance: performance & productivity; performademands and SL, HRM,
control;
Institutional competence HRM
Personnel: technical personnel; managerial andrastnitive personnel; HRM

personnel policies, incentives and compensation
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Author

Key dimensions of Institutional Sustainability

Matching ISO9000
Institutional Aspect(s)

Culture, communication, cooperation and authority

KMC, SL

Linkages/Networks: alliances and connections; cditgue and rivals;
relations to donors

MOKR,

Legal and political framework: legal basis and ¢mists; political support

Not explicitly covered

External cultural framework: community rules anams; rules and norms
in official agencies

Not explicitly covered

Participation and legitimacy: local ownership amdttigipation; legitimacy
and trust in community

MOKR

4.UK Department for
International
Development (DFID),
(2003)

Strategic and institutional environment

Not extlijccovered

Strategy SP&P, SL
People/HRM HRM
Structure HRM, PSM
Inputs and resources MOKR

National culture

Not explicitly covered

Systems PSM
Output/performance These are defined as outcomes
5. European Leadership SL
Commission, 2005 Strategy SP&P
Structures MHR, QMS
Internal relationships SL, MHR, IKMC,
Helpful mechanisms - coordinating and controlrimstents MOKR, MMAR
Rewards MHR, SL
6. The World Bank, Establishing degree of autonomy Not explicitly covered
2006 Performance targets MMAR, SP&P

Accountability for results

MMAR, MHR, CF, IKMC

Organizational structure, corporate objectivesfarahcial/investment
resources

SP&P, MHR, MOKR,

New Public Management (NPM) core criteria MOKR
Financial performance MOKR
Operational indicators MMAR, IIL
Human resource management indicators MHR

Customer care management indicators

CF

7.van de Meene and
Brown (2007)

External rules and incentives

Not explicitly covered

Inter-organizational aspects

MOKR

Intra-organizational aspects

IKMC, PSM,

Human resources

MHR

8. Japanese
International
Development Agency
(JICA), (2008)

Core capacity: will, commitment, awareness, thenfof organization that
makes optimal use of its assets, management metieadsrship.

SL, SP&P, HRM, MOKR, PSM,

Technical capacity: knowledge, techniques, skills

OWR, HRM, IIL

Enabling environment: Formal and informal instiba, social capital,
social infrastructure, physical and human assets

Not explicitly covered

Table 8 shows that ISO 9000 series of standardls déth all aspects of IS related to (internal) amgpational
capacity. However, aspects of IS relating to thiemal environment have not been explicitly covesgdSO 9000
series of standards. These have been categorisearioys authors as (i) some factors impacting igamisational
autonomy; (ii) key factors in the external enviramty (iii) legal and political framework; (iv) somkctors
affecting participation and legitimacy in the wideommunity; (v) strategic and institutional envineent; (vi)
national culture; (vii) helpful mechanisms in thetexnal environment; (vii) external rules and inibess; (i)
enabling environment; (x) changes in the extermalirenment; and (xi) compliance ability in the axtal
environment. Also, organisational performance iathcs do not feature under ISO 9001 certificatias, the
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standards are generic and process-based. Howgedgrmance has featured in half of the tools/dinde
presented in Table 8.

Link between ISO 9000 QMS and Institutional Capaciy: case studies in Sub-Saharan Africa

We used various methods listed in Table 1 to coleicnary and secondary data from two urban watidities in
sub-Saharan Africa to (i) examine the extent tociwtgenior and middle-level management in the casly svater
utilities actively use the ISO 9000 quality managem framework to guide the utility towards improved
performance; and (ii) obtain the perceptions of agament and staff of the utility on the added bigneferived
from being ISO 9001 certified and using the quatitgnagement framework to improve performance. Atedtin
the ‘Methods’ section, we shall not disclose thentities of these water utilities, in order to canmfi to ethical
requirements, and shall refer to them as Utiliieand B.

Background information on the case study utilities

Both Utilities A and B are acclaimed as among thstiin-class water utilities in sub-Saharan Afrid¢hile Utility
A operates under the public management model,ty#iis managed by an international water operatoder a
delegated management model. Box 1 shows comparhteelline’ characteristics of the two water Lt nearer
the time of the study. There are similarities aifterences in the institutional setup, organisatoapacity and the
ISO 9001 certification process undergone by the ¢ase studies. Considering the scope of servilbeedg both
water utilities provide services to urban centregjfr cities and small towns) of their respectiverries. Whereas
Utility A also provides sewerage services, UtilBjs mandate is restricted to only water serviceswklver, the
scope of ISO 9000 certification was limited to onlgter services in both case studies. As can beise®ox 1, the
two water utilities received the first ISO certditon about the same period of time — certificativas for all
operational units in Utility B, whereas Utility Aagted the ISO 9001 certification journey with teervice areas.

Box 1: Comparative data showing service scope@filo case study utilities (2010)

a Utility A Y Utility B N

Number of urban areas served -23 Number of urban areas served - 56
Population served - 2,950,000 Target Population - 5,000,000
Number of water connections -246,500 Number of connections - 520,000
Number of sewerage connections - 15,600 No. of employees -1,138

No. of employees -1,589 Date of first ISO 9000 certification - 2002
Date of first ISO 9000 certification* 2003

AN /

*This date refers to when the first two of the 2Bvice towns of Utility A received ISO 9000 certéition

Both water utilities enjoy a reasonable level dfeemal autonomy. Salaries for their staff are setheir respective
Boards of Directors. Both utilities rely on theiovgrnments to source investment financing fromrivdgonal

financing institutions (IFls). Water tariffs for thoutilities are approved by government, and adexed according
to a nominal annual inflation rate. Although bothter utilities may put forward proposals that asasistent with
their revenue requirements, Utility A, compareduiility B has got more leeway in causing tariff iews. Both

utilities use external auditors to audit their fioal statements. Both water utilities operatehimitperformance
frameworks managed by the respective national gaowents. Utility A is required by a ParliamentarytAc enter
into a performance contract with its parent Ministrhile Utility B won a ten-year lease contragthwgovernment
in 1996 to operate and maintain water service ifegsl and resources; manage billing and cost regowveaintain

customer relations; and extend network connectiohs.lease contract was subsequently extendedftotheer five

years, and, at the time of writing this report, iiasher extended until December 2012.

At the time of the study, Utility B's top managenevas comprised of the Director General and his deputies,
heads of 11 functional directorates, and 12 redidimactorates. Utility A was governed by a Managiirector,
assisted by chief managers heading several setiegions. On the issue of internal accountabiltigth utilities
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had a reward/penalty-based performance managenystens linked to the corporate strategy and plane Th
performance management system developed by WAllisymore elaborate, and apply to lower decentdlisnits.

Process of establishing, implementing and maintaining | SO 9000 QM S

The key stages of implementing ISO 9000 QMS aravahia Figure 3. In the development stage, the dsgdion
should assess its business activities and cons@erthe implementation of ISO 9000 can best sdmeenteds and
expectations of its customers, suppliers and othejor stakeholder groups. Based on an analysishef t
organisation’s existing systems, the second stagghies (re)designing and developing new systentsgrating the
ISO 9000 standards with practices already in plaoé, producing the necessary documentation. The stage,
which is optional, is about assessors from an diew registration body examining the documentatiod then
auditing the system to verify that what is shownti®e document is what actually happens in realltye
maintenance stage involves monitoring and measduttieg changes achieved, soliciting for feedback loa t
performance of the quality management system, atidgaon them so that as to continuously improvdqumance.
Next, the case study utilities are analysed wiipeet to each of these implementing stages.

Figure 3: Key stage of implementing 1ISO 9001 QMS

Development Implementation Certification Maintenance
Stage ::> Stage '::> Stage Stage

The development stage

The motivation for developing ISO 9001 QMS for battilities originated from the top leadership. hretcase of
Utility A, the main motivations, initiated by the aaging Director, were to improve the utility’'s porate image
and standardise business processes across the wtitibje Similarly, implementation of ISO 9001 ytility B was
initiated by the Group CEO (at international levat)d the Director General of the utility, as paitiee global
movement to adopt QMS in the whole group and gét @01 certification. For Utility B, ISO 9001 cditation
was also relevant for operationalising the leasgraat. ISO 9001 certification covered activitieslgrocesses for
providing water supply services in both utilities.

The development process in Utility B started in @,98ith the appointment of a working team composedrocess
owners and quality correspondents. After trainingl$O 9001 QMS, the team developed and documetied t
critical activities and processes. The appointnudrd Quality Manager in 1999 was an important niiles in the
development process, culminating into certificatiorR002. Activities of production, distributionperations and
customer services in all areas of operation wezskidted in the scope for ISO certification from theginning. Later,
the scope was extended to cover finance, accoyrtindget planning and control, maintenance, puichaasnd
logistics. In Utility A, the process for certifyirttpe first two service areas took a shorter timeweler, a step-wise
certification of a couple of service areas wasiedrout, and lessons learnt, before certifying ngeevice areas.
Additionally, Utility A opted for a project-basegproach to developing and implementing the 1ISO %i@hdards.
Processes for services areas of Utility A preskfde certification were water treatment, water lgyananagement,
storage, distribution, maintenance, procuremergfitery management, block-mapping/GIS, IT and custom
services. The certification for the Head Officeldiflity A covered corporate planning, managemerd aronitoring
of the service areas.

Utility B's top management fully participated inetllevelopment process — the head of department JH@B the
process owner with respect to QMSs in his/her depart, and personally got involved in the desigithef policy,
sensitisation, and training of staff, as well apldgment and implementation of the policy, strategyg plans with
respect to QMS in the department. Additionally, realepartment/unit designated a quality correspandeho
served as a focal person, carried out importarecsmf the day-to-day management of the QMS omlbeh the
HOD, and linked the Site Managers with the Depantnoé Quality Management. The role definition wasikar in
Utility A. The sitting manager of the Utility A'sesvice area seeking 1SO 9001 certification was hality
Coordinator, under the overall supervision of thiétyis overall Quality Manager. The Quality Coandtor in the
service area chaired the 1ISO working committee, anaggal of all process owners. The working committeleich
varied between 10-20 staff, depending on the sikzehe business unit, was responsible for estallgshi
documenting, implementing and maintaining 1ISO 9QOMS in their areas of operation.

In Utility B, the quality manual was written by tH@uality Manager, approved by the MD, and was wxiat
annually. Procedures and work instructions, anch$orelated to each process were developed by @rasesers,
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were validated by the management committee (CODdRproved by the MD, and deployed into operatiorthay
Quality Correspondent in each Unit. There weretal @f 20 processes in Utility B, 35 procedures (i which are
ISO 9001 mandatory) and various work instructiond gorms. These were all stored in hard and sqgfiesin a
centralised server by the Quality Manager. In WtilA, documentation of the quality manual, visianission,
quality policy, procedures and work instructionssvamne through full participation and a brainstergngession by
the committee members. These documents were ta@ole to conform to the processes and activitiethén
respective service areas, and conformed to theath\&wyear corporate plan, which enhanced usenditiness and
acceptability of the developed documents. Utilityddcumented six mandatory procedures plus anottepfs
optional procedures that covered critical busirseesses, alongside the critical activities — doented as work
instructions. lIts staff developed the ISO 900%eys under close supervision of a quality managémrmmsultant,
after attending a tailor-made training programmeilifated by the same consultant. The developmeotgss of
QMS took 30-45 man-days in Utility A. In the cask Utility B, an external consultant was deployedthé
beginning to train a core quality management teamthie initial stages of the development processp wh
subsequently managed the implementation process.

The implementation stage

For Utility A, the consultant conducted on-spotiesws, and provided guidance to the 1ISO team. IditWtB,
process owners were supported by the Quality Managho in turn was supported by the whole senior
management team. In Utility B, QMS had been fulijegrated into the corporate day-to-day activitiesg its
implementation constituted a priority performandgective for the senior management team, as it thvasmnajor
management system being applied. 1ISO 9000 QMS Vem® mainstreamed in Utility A, where other change
management programmes were running concurrentlh Btilities considered capacity development andrtgnt
component of the implementation process and pravittaining for key staff in the relevant 1SO 9001
documentation and implementation. Specifically #udit capacity was built through comprehensiaéing of
selected staffs, who conducted regular internaitsird an independent and impartial manner.

In Utility A, the internal audits formed a basig fmonitoring and evaluation of the QMS, which réswiere fed
into management review meetings that were condubtedhe management team to generate action plans fo
consolidation of successes and improvement whevetfalh existed. Internal audits in Utility B wer basis for
review of processes, management review, busindissiias review, legal requirements reviews, customeviews
and ad-hoc committees. Key performance indicatom fUtility B's lease contract were used for the El@rocess.
Utility B used a programme approach in the impletagon of ISO 9001 QMS, which emphasised the padi@on,
involvement and ownership of the programme by thé.sThis was not the case in Utility A, wherer fexample,
senior management were involved in 1ISO 9001 QMSlempntation, mainly by delegation, through the Qual
Control Manager.

The certification audit stage

The certification audit process is a standard giooe and was similar in both utilities. Quality Meyers played a
leading role in ensuring that requirements forifieation were put in place before external auditarere invited.
The requirements included the identification andwoentation of the processes, the interaction agdence of the
processes, and the development of operational guoes and associated work instructions. Both ieilithad
running contracts with international certificatiirms, which covered the initial certification asdrveillance audits.
The certification auditors examined the documeotatind then audited the system, to verify (i) coamgle to
prevailing requirements; (ii) knowledge of QMS ragments; (iii) how suitable and effective the QN&Swith
respect to overall utility business, level of QMpkcation in day-to-day work practices; (iv) therfpormance of
QMS alongside other existing management approaelnes(v) opportunities for QMS improvement.

The certification audit was completed only afted @entified non-conformances had been addressed.
Comprehensive audit reports with respect to thdtdindlings were then written and submitted to tespective
utilities, after which certificates of complianoalid for three years, were issued. In both uéitithe certification
audit firm was also contracted to carry out anrauabeillance audits. Utility B paid €13,000 for thertification
audit of all operations of Utility B, and half tleenount for surveillance activities. In the casdJtfity A, the total
cost for its 23 service towns and head office adtted)S$52,000 for certification audit, and US$4@,1for
surveillance fees.

The maintenance stage
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Maintaining and continually improving the QMS reeps a sustained focus and vision to keep the éféawss of
the ISO 9001 QMS beyond the certification stageJtility B, maintenance was achieved through a cahpnsive
strategy, comprised of post-certification audigu@r internal audits, annual surveillance auditsjew meetings,
and continuous needs-based training. Similarlyjty# developed internal QMS audit capacity tompkand execute
bi-annual internal audits; and provided regularegtfer training to continuously improve the skdted capacity of
the internal audit staff. In addition, Utility A'sontract with certification auditors ran for thrgear period, during
which annual surveillance audits were conducted] egports submitted for management reviews. In both
organisations, various significant changes thak tplace in the period of implementing ISO 9000 QM&g to
updating of the QMS documentation, so as to keep @MS relevant to the existing business environment
Monitoring and evaluation activities in Utility Aeve managed by Branch Managers of the respectiVecéstified
service areas. In the case of Utility B, this fimetwas managed by Heads of Department, who werabaes of
the senior management team. As already mentiorgd, 9001 QMS was programme-based, and was the main
management system applied in Utility B. As a resatintrary to the norm in Utility A, all members sénior
management in Utility B fully participated in theM3 maintenance processes and were fully accounfablihe
effectiveness of the QMS.

Using | SO 9000 QM Sfor achieving sustained performance

In this subsection, we briefly describe the extenivhich senior management in the two case studgndilities
applied ISO 9000 QMS framework for guiding theiganisations towards improved performance. The disou is
structured according to the institutional aspeltt tvere drawn from the 1ISO 9000 QMS documentschvinere
listed in the previous section. The item ‘estabfient, implementation and maintenance of quality agement
systems’ is not included, as this has been exa@lispresented in the previous sub-suction.

Strategy/policy formulation and planning

Policy formulation and strategic planning processese well developed in both utilities. In Utili§ the corporate
planning cycle was five years - policies, objectivstrategies and plans are fully defined as reduay the lease
contract. The planning process took into accowdaech into, and analysis of the trends in thereateenvironment.
Similarly, Utility A revised its corporate plan eyethree years, which was developed by Head Offiagl, on which

service areas based their business plans. Durigi¢lelopment of QMS documentation, Utility A akghthe

quality policy, vision, mission and objectives witibse of the corporate plan and the business pifatie service
areas.

In both utilities, there was a clear vision andsita statement, and the organisational values feeneulated and
communicated in a transparent manner, hence cgeatioommon sense of direction for the organisatiRoth
organisations carried out customer satisfactionests, whose results fed into regular corporate-widekshops to
evaluate the strategic objectives and plans. Wdiilkty B endeavoured to integrate the needs ofaader range of
interested stakeholders, such as required unddedise contract, Utility A’s strategic planning pess was highly
informed by the statutory requirements spelt outsiperformance contract with Government.

Strateqic leadership

Both case study utilities were well endowed wittodostrategic leadership, as attested by the regms. Top
management in both utilities facilitated and empmalestaff at various levels to ensure participationtility affairs
by all staff. Management in both utilities was decalized, resource planning carried out at diffiélevels, which
ensured that the resources were effectively utlliaed accounted for, maintaining a right balandevéen strategic
and operational activities. In Utility B, all stafiterviewed agreed that top management were campeand had
good managerial skills. Utility B's leadership waased on sustained shared values, fairness andl @astethical
role models at all levels, emulated by top managereough walking the talk, Utility B’s top managesreated trust,
eliminated fear, inspired and encouraged othef stahe utility; they had an established mechanfemimproving
management systems and encouraging a learningeutiuhe utility. Feedback on leadership effectiegs was
solicited from customers, staff and key suppliensgd was acted upon for continuous improvement. d&estib
teams for both case study utilities supported beracking with other utilities in the region. Therasvevidence that
both leadership teams were recognized as beirgeifetgue of top-in-class world leaders in theect

Customer focus

Since 1SO 9001 certification, both utilities mademendous progress to becoming more responsivesimroer
needs. The vision, mission, objectives and stragefpr both utilities reflected the philosophy afstomer focus,
and this was communicated through slogans cleashlal/ed at various points of vantage. The praffleustomer
service was high in both utilities, as evidencedthwy fact that the responsible officers were memloérSenior
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Management. In both utilities, the customer senfigection was grouped together with billing and eeue
collection function, a practice that makes it eastemanage customer complaints regarding billing eevenue
collection tasks, which normally account for a lshare of complaints from customers in low-incoznantries.

There were designated front desk officers througtsmrvice areas in both the utilities to receivel aacord
customer feedback, which were relayed to the refesarvice units for appropriate action. There wetiger
channels used for receiving customer feedback. &tmesuded 24-hour telephone (toll free) hotlin®d]S services,
and through the website. The latter communicatibanoel was more developed for Utility A, whose wigbs
clearly displayed the customer charter, and hadrdime contact form sent to a support team, rathan through
email. Other channels of communication used wed®ralk-shows, TV panel discussions, and visitareas with
specific complaints. Utility B put emphasis on friag of customer services staff, and used custoseevice
software (called SAPHIR) for training customer-ifédee employees. Both utilities carried out custosatisfaction
surveys as part of their performance measuremepiiresments. Whereas the performance contract foityUf
specified a customer survey every two years, theeleontract for Utility B required a customer syrevery five
years. A five-year interval is considered a longetifor effectively monitoring customer satisfantitrends -
management of Utility B recognized this shortcomisgd had developed parallel tools to collect custesm
perceptions in a shorter interval.

Management of human resources

Human Resources Management (HRM) processes weneedeimeasured, and reviewed with the management
system of both case study utilities, and the HRMcfion was headed by a member of senior managetreamnt.
Training and capacity development was a high ggiani Utility A, with most supervisory staff havingpstgraduate
qualifications. The procedures for recruitment,nireg, and exit were redefined during the I1ISO 90QMS
development and implementation stages by bothiesli Performance management systems were in pidoeth
utilities. In Utility B, there were systems and pedures for carrying out annual assessment of cempe and
performance against objectives agreed upon betwaeh staff and his/her line manager. Sixty-fivecpat of the
staff pay was performance-based, and skills gapee vdgentified and were addressed through trainifige
incentive-based performance management systenility Btwas comprehensive and more advanced.

In Utility B, staffs carried out self-assessmenbtigh internal review of activities (within the tiniprocess review
(with other departments), management reviews aogdrpss review staff meetings (‘pacts of progresEhese

general meetings were used for sharing experieandsoffered an opportunity for internal benchmagkinn a

voluntary basis. The meetings were conducted iartigipatory and democratic environment, and erthbtaffs to

discuss individual and/or group problems associatigtll work or general welfare. The meetings wesoalsed for
the utility’s general staff membership to reviewve therformance of various departments. The staféggmeetings
contributed to the significant levels of staff peigation, motivation and empowerment. Ultility Aitpemphasis on
good work environment for its staffs and providednpetitive conditions of service in the nationab jmarket.

HRM and estates departments periodically revievmedstiitability of the work environment, and apprafa actions
were taken when need arose. At the time of theysta international HRM firm was conducting a stedfisfaction
survey for Utility A. However, some interviewed f$ain Utility A mentioned stagnation in staff pration and

remuneration based on the increasing cost of livdsgareas that needed improvements at the time.

Management of other key resources

There was a structured process for planning, ifl@mg, providing, and monitoring financial resous¢énformation
and technology in both water utilities. The samgliad for infrastructure, but to a smaller extentltility B, whose
contractual scope excluded asset renewal. In YWillit allocation of financial resources dependedespressed
needs of the requesting service area or unit, msideration of how the planned activities wouldufesto effective
service delivery. Utility B had a sound reportingstem which informed periodic management revieveg there
conducted to assess the availability and adequédheofinancial resources. Similarly, Utility A's anagement
regularly evaluated availability and adequacy eftbquired resource in the short and long-termogsri

Both utilities had structures and systems for negatvith external suppliers. Utility B had a mechsm in place for
periodically identifying, selecting, evaluatingnking suppliers according to strategic needs, reshd customer-
rated performance. There were mechanisms in UtBitfor developing and managing relationships witky k
suppliers of fuel, telecommunication services, apdre parts; as well as developing and maintainiogually

beneficial relationships. However, it was notect tih@ scope of the relationship with key supplieegded to be
broadened to include their development. Utility Acamaintained running contracts with suppliers kefy

consumables such as water treatment chemicals,gpigdittings for new connections and network netiaince,
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and fuel for transport fleet and generators; as agrunning service contracts for special servigtesh as security
services. These contracts were reviewed regularnsure commitment to quality.

In line with the lease contract, there was an ass®intenance and renewal programme in Utility &seda on
systematic audit of the infrastructure performaaoe age. Operations and works (responsible for tera@mce)
functions in Utility B were separated so as toityathe roles and responsibilities. On the partiofity A, a target
on ‘capital works implemented as a percentage eflibidget’ featured as a key performance target rutide
performance contract with central government. Havethere seemed to be no focus on measuring theriamt
function of asset maintenance as part of the asaaagement and planning.

Information, knowledge management and communication

There were processes in place in both utilitiesdentify, obtain, protect, use and evaluate infdioma and
knowledge. In Utility B, the IT Department providedrizontal support to other departments in terfngrocessing

of data, and there were two statistics units tlo#lected data, which were analysed by the Budgetaliement, for
use during the review and decision-making procesEes information management system (MIS) benefiftem
suggestions for improvement from staff learningezignces and feedback from customers, partners@apyliers.
However, most of this information was manually eoted and captured, hence reducing efficiency and
effectiveness of the MIS. Senior management ofitytd were aware of this shortcoming and had pkanspgrade

the information technology. Utility A’s informatioand knowledge management systems were more adijaase
most of the data capture was fully automated.

Both utilities had developed systems to communitat¢heir staff and other relevant external stakddrs. In
Utility A, key staff had a well-developed multi-afi@el communication system comprised of utility-surbzed
mobile phones with email/internet connections, $atotes, regular meetings, and an in-house magaitieee were
periodic quarterly reviews for information and kredge sharing, which kept key staff abreast witHggenance
related issues, and provided a platform for expoassf individual views and sharing of experiencegspertinent
business issues. The deliberations of these rewieetings were well documented and uniquely labei=mbrding
to the place and date of meeting. General stafftingewere also held on a monthly basis in Utilityg service
areas, in which changes in strategies and plans e@nmunicated to the staff. Similarly, in additionthe general
progress meetings (i.e. ‘pacts of progress’ foryds)ity B organized regular meetings with staffdalabour unions.
It also had various events for communication sitha Objective Day that brought together about&@loyees,
as well as award ceremonies to staff.

Communication to relevant external stakeholders avisy function in both utilities. Utility A issuedgular press
releases on important issues concerning servideedgl through various channels of electronic amigitpmedia.
Utility A also maintained an interactive websiteiathwas regularly updated. Customers could rectieg water
bills instantly and verify their accounts statugngsmobile phones. Both utilities facilitated tharmation of local
water committees to improve stakeholder involvenieistervice delivery, and regularly hosted visitanf customer
associations and policy makers.

Business process management

Based on the interviews and documents reviewed,akely supporting processes necessary for creatisigproer
satisfaction had been well defined and documemniedoih utilities. These processes were plannedageth and
documented by competent staff to ensure maximumpubw@nd conformity to relevant specifications. te tinitial
development stages of ISO 9001 QMS, the businesseps interactions/interfaces were defined and edhip
business process flowcharts. These flowcharts tremame an integral part of the QMS documentatidearC
responsibility and authority for management of fhecesses were assigned to ‘process owners’, whe we
considered competent.

The interrelationship between the various processsre defined and managed in line with availabloueces.

Through regular internal quality audits and managetmeviews, performance of the defined businessgases was
assessed and improvements made at the process lewsleFindings from Utility B indicated that pregs planning
was fully integrated with strategy deployment, éimel needs and expectations of interested parties egnsidered
in the process planning. Respondents from bothiesilhighlighted the process/system approach toagement as
a key benefit of implementing ISO 9001 QMS, whiets hed to improved, consistent and predictableltesu

Monitoring, measuring, analysis and review

Monitoring, measuring, analysis and review were kections in both utilities. In compliance withatise 8.2.2 of
the 1ISO 9001 standards, nominated staff and masaxfddtility A were trained in basic audit prinogs and were
charged with the responsibility of monitoring therfermance of QMS processes. In addition, stathefinternal
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Audit Department that were hitherto more biasefirtancial accountability were trained to carry dwatistic and
system-based internal audits. Results of the nateaudits were presented for management revieinsilagly,
Utility B conducted regular and systematic interaadits and reviews of activities, processes amfbprance. The
monitoring system in Utility B extended to interiacis with staff, key suppliers and other partnémm whom
feedback was solicited and used to identify needisexpectations of interested parties.

Utility A had a monitoring and evaluation departrneiich was headed by a senior manager. Basec attitfty’s
headquarters, staffs in this department were cotigteollecting data on KPIs for each service assagdocumented
in the M&E framework. These data were systematjcatialysed, reviewed and presented at quarterfpimeance
review meetings, where all operating areas andaennits were represented. In these meetingsstadfs shared
findings, learned from each other, and formulateatsgies for improvement.

Improvement, Innovation and learning

Both utilities had initiatives for improving process, based on corrective and preventive measuoesngtance,
Utility A had taken advantage of the innovationgtie telecommunication industry in country to usebite phone
applications for updating customers’ accounts awkiving payments from them. Similar examples ascliin

Utility B, showing evidence in both utilities of pnovement of key processes, whose focus was alitmete

corporate strategy and objectives. Both utilitiésoahad mechanisms and forums for sharing infonafor

continuous improvement. Although there was a sydtamrewarding performance in both utilities, itnst clear

from the findings of the case studies that pathi incentive was specified for recognizing pegtiesults obtained
from suggestions or lessons.

Perceived maturity levels of the case study wgiti

The researchers conducting fieldwork were askesttwe the perceived maturity level (lowest witkcare of 1,
and highest with a score of 5) for each of the tiitities in terms of the dimensions described ahaising the self-
assessment tool developed by ISO, which was destdh page 15. The perceived scores are illustratédjure 4.

The figure shows that both utilities were at corapée maturity levels, and underpinned strategiddeship as a
key success factor. Whereas Utility A was perceieebe better in terms of improvements, innovatiand learning,
Utility B had more robust processes and systentjtarhuman resources were better mobilized for 800 QMS.

Utility A’s better performance in innovations aneatning may partly have been attributed to a mabeant

business environment in which it operated. Utilty¢ more robust processes and systems could hae fbainly

due to a program-based, longer, internally-drivemg systemic development process that the orgamisatent

through, prior to the implementation of ISO 9001 &M

Figure 4: Radar diagram comparing perceived maturiy levels of the case study utilities
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The results of the case study show that both ieslihad a high potential to achieve sustained droatbeit
propelled by different core competences. WheredliyJA's strengths lay in technologically-basednovations,
Utility B’s strengths are were in people-centredgass management. It is worth pointing out thalityth\'s core
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competences had been developed over time, pritheamplementation of ISO 9000 QMS, through a sedé

organizational capacity development and change gement programs. On the other hand, Utility B had a

development process that is closely aligned andelgrrelated to the implementation of ISO 9001 dyal
management framework. Therefore, the organizatignalvth of Utility B could largely be attributed {80 9001

QMS, which could not be said of the improvementdliiity A. However, the findings of this case syushow that
improvements in process and systems managementhrulilities are mainly as a result of implemeiaatof ISO

9001 QMS. The next sub-section summarises thetsesutesponses received from the utilities’ managed staff,
when asked about the added benefits of implementafi ISO 9000 QMS.

Added benefits from | SO 9000 QM S: perceptions from utility staff
Results from managers’ guestionnaires and intelsiew

Table 9: Summary of results questionnaire/intervievs to managers and staff on perceived benefits from
implementation of ISO 9000 QMS

- - Average Score
Dimension Aspect
A B
The needs and expectations of all interested gaatie better understood; hence more visible and 4 4
Strategy, expected results.
formulation & - — - —
planning Quality policy is translated into measurable otiyes and plans, hence clearer focus on 4 5
important areas
5 . The strategic leadership convinces, inspires artilates staff of the utility to work as a team 4 4
trategic
leadership The leadership’s unity of purpose enables QMS #ietivto be evaluated, aligned & implemented 4 5
in a unified way.
The utility is more responsive and flexible to amsér needs, hence increased revenue and 4 4
Customer focus| customer base.
The utility has become more effective in the usthefresources to enhance customer satisfaction. 4 4
) QMS in the utility have led to more effective useesources, hence resulting into lower costs 4 5
Implementing/ | and shorter cycles.
maintaining - - - — - -
QMS QMS have led to sustained customer satisfactionletiyering quality service bundles and
.- . . 4 4
providing support functions that meet customergdseand expectations.
Recognizing staffs as the most important resowcarplementing QMS, and good HRM
practices has resulted into staffs’ eagernessrteipate in, and contribute to continual 3 4
Managzment of| improvement.
Good HRM practices have resulted into staffs’ imat@mn and creativity in furthering the utility’s| 3 4
objectives.
Good practices in managing other key resources éalvanced the utility’s understanding of 4 4
Mant?]genlzem of| restrictions and opportunities to ensure that c@eoobjectives and plans are achievable.
other key — - —
resources Recognizing suppliers and other partners as anriampioresource has led to optimization of costs 3 4
and resources
. Good practices in processing data, and managiognation and knowledge as an essential 4 3
IEfom}agon' resource has increased the utility’s ability to smakormed decisions.
nowledge - — - — -
management & Effective communication of the utility’s strategyglicies and plans to staff and other interested
communication | Parties leads to an organization-wide and compihempproach and clarifies roles, 4 4
responsibilities and linkages in the QMS
5 & Adopting a process approach has led to improveusistent and predictable results 4 4
rocess
system Applying a systems approach to management has lad integration and alignment of procesges
management | that best achieves the desired results, and irenlethe utility’s ability to focus on the key 4 5
processes.
Monitoring, Monitoring, analysis and review processes haveredseffective and efficient measurement, 4 3
measuring, collection and validation of data for improvement.
analysis & Regular monitoring analysis and review processes kaabled the utility to provide sustained 4 4
review services in an ever changing and uncertain envieottm
The utility's focus on activities for improvemeirinovation and learning has created a 4 4
I'mprov?_megt, performance advantage through improved organizaiticapabilities.
innovation
learning Improvement, innovation and learning culture hasaeced the utility’s flexibility to react 3 3
quickly to opportunities.
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A guestionnaire to assess perceived benefits defreen applying the ISO 9000 QMS was individualilled by 10
middle- and senior managers in Utility A. Resportdenere asked to indicate to what extent they alreith
statements concerning benefits from applying ISO19QMS. The responses were graded on a slidingtLdcale
comprised of 1 (strongly disagree), 2 (disagredpetitral/not sure), 4 (agree), and 5 (strongleayr In Utility B,
the questionnaire was collectively discussed byessenior managers of Utility B, and triangulatetbtiyh the
interviews with three other members of senior managnt. The results of the response are summariseabie 9.

The results in Table 9 show that staff in bothitidé perceived to have obtained significant besefiom
implementing ISO 9001 QMS in terms of strategy/ppliormulation and planning; strategic leadersiogstomer
focus; and process and business management. Hovieygementation of QMS has brought about relatieks
improvement in the learning culture of both utgi For Utility A, relatively less improvement hadcurred in
terms of good practices for human resources manageamd supplier/partner relationships. In the cdddtility B,
implementation of QMS had led to relatively lowerovements in aspects of information/knowledge agament;
and measurement, collection and validation of &atanprovement.

Results from staff focus group discussions

The results from focus group discussions (FGD)ngidate the findings from interviews and questioresa
Frontline staff in Utility B that participated irhé focus group confirmed that there was a highlle¥estaff
participation in the development, certification amdplementation stages of QMS, including definitiamd
documentation of the procedures. Staffs were fedlgsitized about the importance of ISO 9001 impteatin,
and staffs that deviated from procedures were réednof ‘not conforming’, a name-and-shame method of
encouraging change by staff. This position confatteecharacteristics of a programme-based appraddtiity B
staffs were unanimous about entrenchment of the 9801 quality management framework and the regyltin
positive change that had occurred in planning, misgdion of activities in the organisation, sinceOl 9001
certification.

The FGD respondents in Utility A highlighted somifficlilties in implementing 1ISO 9001 QMS in paralleith
other change management programmes. It was padtesbme senior managers did not believe in worltingugh
defined systems - rather, their focus was oneaity desired results, using other methot®t, FGD respondents
in Utility A listed management support, buy-in as@mmitment as the most important drivers for thecess of ISO
90001 QMS. Other success factors mentioned wengsioa of resources and staff sensitisation. Simslaccess
factors were discussed by respondents in Utility il participation of senior management, staffhitieation and
provision of the necessary material and human ressu

FGD participants from both utilities agreed thatopithg ISO 9001 QMS had provided benefits for their
organisations. For respondents in Utility A, theirmiaenefits were in terms of documented managersgstems;
improved corporate image; continual improvementodlgh internal quality audits, surveillance auditsd a
management reviews; and development of internahagpin process/business management and develdpohen
staff skills. On the side of respondents from ttiBB, the main benefits were in terms of improverfprmance;
higher customer satisfaction and improvementseretimployee terms of conditions in the medium term.

There were marked differences in opinions betweaff ef the two water utilities concerning the dasiges of
adopting ISO 9001 QMS. Respondents from Ultility Arevconcerned that monetary benefits from implement
ISO 9001 QMS were long-term rather than short- @dism-term. Staff in Utility B held similar viewdyut
indicated that they had already started reapingrbeetary benefits, which had even trickled throtgthe level of
individual employee benefits. Other shortcomingasmerated by respondents in Utility A were the higlesel of
competences required of the participating stafpeeially in terms of systems thinking, procggsraach, reading
culture and documentation; the high costs assatiaith 1ISO 9001 QMS development and applicatiorg &me
large volume of documents required. For respondentdltility B, the major shortcoming was for 1ISO @D
certification to be considered as a panacea ornanire itself, rather than a vehicle for continuqesformance
improvement — this perception could increase thle af a down turn of trends in performance.

Comparison of perceptions by management and dtéieawo utilities

The perceptions of Utility B managers and staffiwiespect to benefits accruing from implementin® 19001
QMS were in alignment. Both categories agreed @t 9000 QMS framework had been a driver for pentoice
improvement, and had enabled staff and managermodottis on the core business activities for pragdjuality
services to the customers. Staff and managers iityUB recognised that the operating environmentas
continuously changing, and the utility needed t&enianprovements in human resource managementiomesatvith
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suppliers and other partners; information and keogé management; and create conditions for inrmati
Nonetheless, it was perceived by both staff andagers of Utility B that ISO 9001 certification hadovided a
strong footing for the utility to progress to highevels of maturity.

As discussed in an earlier sub- section, Utilitth&d implemented other change management prograrbefes:
ISO 9001 certification, and during the implemematiSO 9000 QMS. As a result, Utility A staffs waret sure
whether performance gains by the utility could bHekated to implementation of ISO 9000 QMS. Bothffs and
senior managers of Utility A recognised that impéatation of ISO 9000 improved corporate image amiress
process management. However, the staffs perceB@®dQMS implementation as a costly and cumbersomeire
(with extensive documentation requirements) whosaefits were not easily translated into monetamynse
Furthermore, staff of Utility A that took part ilhé FGD pointed out that the ISO 9000 quality mansayg
framework could provide more benefits for a utilitya maturity level lower than the one at whicHitytA was at
the time of developing 1ISO 9000 QMS.

Trends of key performance indicators

Table 10 provides key performance indicators fertthio case study utilities before and after ISO19€értification,
which are compared with mean performance indicatb#9 utilities in Western Africa and 32 utilitiés Eastern
Africa. Whereas baseline data for Utility A was eafmonths prior to the ISO certification milestotiee data
provided for Utility B is two years before certiéiton. On the whole, compared to Utility A, Utili§ started off
from higher performance levels in terms of effeetigss and efficiency. Both utilities made improvetaen
performance, with Utility A making higher gains $ervice coverage and compliance to water qualggdards. In
comparison with performance of water utilities ire tregion, Utility B had much higher performanceels in all
dimensions prior to ISO 9001 certification, and eddrther improvements. Similarly, Utility A’s perfimance in
bill collection efficiency, staff productivity indeand management of non-revenue water was abovage/@ven
before ISO 9001 certification. But as pointed owitb staffs, Utility A was concurrently implemengj other change
management programmes, which brings into focuiattissues.

Table 10: Utility-wide performance trends before aml after 1ISO 9001 certification for the two utilities,
compared with mean performance of utilities in theregion.

Utility A Utility B 2006 mean performance of utilitieg*

2003 2010 2000 2009 Western Africa| Eastern Africa
Customer base (Number of customers) 87,172 246,25298,737 502,038
Population coverage (Percentage) 639 74% 79% 9996 % 52 66%
Collection efficiency (Percentage) 89% 99% 96% 9% 6%5 76%
Staff productivity (Staff/1000 connections) 10 7 96. 2.26 14 23
Non-revenue water (Percentage) 36% 339 26% 21% 34% 38%
Compliance to WQ standards (Percentage| of
WQ samples) 65% 85% 978% 99% Data not available

*Source: Water Operators Partnerships — Africa [93]

CONCLUSION

The primary question for this study was: Do IS@B@uality management systems offer a sound framefoo
evaluating institutional sustainability at the watgility level? This was subdivided into three syitestions. For
consistency, we present our conclusion accordinese sub-questions.

How isinstitutional sustainability conceptualised in extant literature?

In general terms, institutional sustainability refeo the activities of a particular institution tivirespect to
enablement and facilitation of decision-making amglementation of sustainability policies. To fulgrasp the
conceptualisation of institutional sustainabilitywas necessary to first of all understand theceptualisation of
the root words of ‘institutions’ and ‘sustainabjlit Different academic disciplines have concepuel
‘institutions’ in various ways, as dictated by theiorldviews. The most dominant conceptualizatiémnetitutions
in the literature stem from the political scienc& @conomics disciplines. In this paper, we halapted the school
of thought which conceptualises institutions agsuly which decision-making and implementatiortrigcsured, i.e.
institutions as a combination of organisationsa@®rs), institutional mechanisms and institutiam&ntations.
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There are four main conceptualisation of sustalitplseported in the literature. These are regsudtainability (i)
as the continuation of the benefit flows; (ii) ierms of the longevity of the institution; (iii) ake ability of an
organization to meet recurrent costs, after dooadiing is exhausted; and (iv) as the capacity oinatitution to
generate a minimum level and quality of valued otgver the long term. The first two conceptulans present
practical difficulties for evaluating institutionalistainability, while the third one is focussedfimancial viability,
which is only a component of sustainability in sgroet not necessarily all development contextghis paper we
recognise that institutional sustainability is dstaact concept, and therefore difficult to objeety measure. We
therefore proposed to measure institutional capasta leading indicator for institutional sustaitity. We have
adapted the fourth school of thought and have quoedised institutional capacity as the capacitwofinstitution
to continuously generate a minimum level and guaiftvalued output, and to prioritise organisatioearning for
continuous improvement.

How has institutional capacity, and by extension ingtitutional sustainability of water service providers and other
relevant international development projects been evaluated in the literature?

There are few studies that have reported on thie@ian of institutional sustainability as appliedthe water sector
or specifically for water utilities. Two authorsausively dealt with measurement of institutionastainability for

water utilities in developing countries. Anothereofocused on capabilities for implementing sustalimairban

water management, which is also relevant for waémsitive urban designs for cities in industriais®untries.

Other relevant evaluation instruments reviewed whose developed by international donor agenciddgctware

generally applicable to public sector agenciesonation-recipient developing countries.

Most of the reviewed tools/guidelines conceptudlisestitutions in terms of rules and roles, andneixed factors in
the external and internal environments of the asggions. There were a number of factors that veeramon to
most reviewed tools. These included factors in éxternal enabling environment (e.g. degree of aton

policy/legal framework), strategic direction, corpte leadership and organizational capacity in tefrhhuman
resources, financial resources, systems/procedteebnical capacity etc. About half of the reviewtmbls

considered organisational performance as one afithensions of institutional capacity. This comfigrto a school
of thought advanced by some recent scholars teateilationship between performance and instituticapacity is
bi-directional — given the right operating enviroemb, improved organisational performance will l¢adhigher

levels of institutional capacity, and vice versa.

Do SO 9000 series of quality management guidelines offer a useful framework for continual improvement and
increased likelihood of institutional sustainability at the water utility level?

Quality Management Systems (QMS) are composed aofiaaagement structure, responsibilities, procedures,
mechanisms, processes and management resourcesigeglementation of the principles and actiamek geared
towards achievement of Total Quality ManagementNI§JQOne of the definitions of TQM highlights thelemf top
management in mobilising everyone in the orgarisattd continuously perform all activities that awecessary for
establishing and achieving standards which meekoeed the needs and expectations of their cusso@@}. This
definition aligns quite well with the conceptuatisa of institutional capacity that we have adoptedhis paper,
which is about continuous improvement in organis®l performance. We reviewed a number of artistbgch
examined the link between implementation of TQM a&odtinuous improvements in organisational perforoea
Most of these articles reported strong significegiitionships between implementation of quality agement
systems under the TQM philosophy, with organizatigrerformance. It can be argued, therefore, tthate is a
plausible link between implementation of qualitymagement systems under the TQM philosophy withtirginal
Sustainability.

ISO 9000 series of QMS is the most popular and contynimplemented quality management framework. SO
9000 family of standards is based on the concettrttanagement systems are generic, and therefous fn the
control and continuous improvement of processesl usedefine, design, produce, evaluate and delther
products/services. ISO 9000 places the respongilfdr the establishment, performance and maintemaf the
quality management system on the organization’s ngmagement. External certification is not a corepuyl
requirement for ISO 9000 series of standards, afjholSO recognises that an organisation may engage
independent system certification body or consulfant|SO 9000 certification. There is no consengughe
reviewed literature on whether implementing 1ISO ®8@éries of standards in public sector organisatiie water
utilities will lead to continuous improvements hetr performance.

One of the main shortcomings of ISO 9000 seriestafidards, and particularly ISO 9001 standardbas it is
tailored more to private manufacturing firms thawblic sector agencies — hence, it does not addguedeer
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factors operating in the organisation’s externalimmment, which are critical for performance ofbfia sector
organisations. Also, empirical research reporteeitant literature highlighted the importance & thotivation for
implementing 1ISO 9000 series of standards. If oiggions cited achieving ISO 9001 certificationr(fehatever
reasons) as their main objective, they were ldssylito achieve improvements in organisational @enfance.
Organisations that view implementation of ISO sené standards as a vehicle for performance impneves will
achieve the performance-related objectives.

These findings were collaborated with findings framse study water utilities in sub-Saharan Afridéhereas
Utility B attached high value to ISO 9000 QMS as thain driver of performance improvement in thétytiUtility
A was concurrently implementing other change mamege programmes, and its staff and managers didaloe
ISO 9000 QMS to the same extent. The main motimabibUtility B for applying for ISO 9001 certificen was
performance improvement through uniform implemeatabf quality management systems in the whole grof
companies. Utility B used ISO 9001 QMS as a catdigs change, and recognised it as a critical cditipe
strategy. As a result Utility B’s senior managemerdde ISO 9001 QMS a primary concern of all staith
members of senior management providing leadersiijtd development and deployment. Hence, impleatimt
of ISO 9000 QMS substantially achieved internatgnation with Utility B’s existing internal proceasd practices
[94]. On the contrary, according to the ManagingeEtor of Utility A, the main motivation of Utiljt A’s
application for ISO 9001 certification was ‘...to ingpe the utility’s corporate image world over'.

To sum up, the literature review and case studiesvghat the quality management principles as ach@by 1ISO

9000 series of standards are manufacturing-centeiguire threshold performance levels; and givelégaate

consideration of factors in the external environtn&rhich are critical for water utilities in devgliog countries.

Furthermore, the extent to which ISO 9001 certffaacan effectively be used to guide utilities tods improved
organisational performance largely depends on venethrtification was the main objective, or is ddesed as an
add-on benefit in the quest for continuous improgetn On the basis of these considerations, weeocaolude that
the 1ISO 9000 quality management systetosiot necessarily offer a sound framework for continogbrovement

and increased likelihood of institutional sustaifigbfor water utilities in India. There is neetherefore, to develop
a more effective assessment tool for tracking amvatility’s progress towards institutional sustdility.
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