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Table G-5.7 (2/5) Water Demand For¢cast at Each Area
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Table G-5.7 (3/5) Water Demand Forecast at Each Arca
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Table G-5.7 (4/5) Waler Demand Forecast at Each Area
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Table G-5.7 (5/5) Water Demand Forecast at Each Area
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Figure G-1.1_Water Demand Forecast
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Figure G-1.1 Water Demand Forecast
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Figure G-3.2 WORK SHEDULE
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“{Analysis of Data

- {Report Preparation

EEER

- JAPANINTERNATIONAL COOPERATION AGEHCY (JICA)

THE STUOY ON THE DEVELOPMENT OF
WATER SUPPLY SYSTEM FOR THE DAMASCUS €(TY

Figure G-3.2 Work Schedule
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FIGURE G-4.3 COMPARISON OF WATER DEMAND FORECAST

(Uait : 1060 m3/d)

1986 199) 1995 2000 2005 - 2010 2015
. [Water Consumption Increase Ratio 304 362 451 562 ‘700 81 1,088
Correlation with Numbsr of Subscribers 314 370 447 “ 534 632 741 864
Correlation with Population Served 113 172 264 410 - 547 638 743
Coirclation with Total Population 278 363 486 641 821 1,039 1,290
Logistic Curve K:450 led y=K/(1 +Ma- bl) 156 188 245 346 468 588 Tl
Water Use Classified Analysis 198 248 328 455 564 646 746
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[—G— Wates Consumption |Tmem Ratio _
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+ Cociclation with Populatfon S:r:'\cd »
—Or-- ('ou_':ela!ion with Total Popalion

;-D- Logistic Curve K-450 fed y=KAl H"(i-bl‘))

—®— Water Use Classified Analysis

JAPAN INTERANATIONAL COOPERATION AGENCY (JICA)

THE STUDY ON THE DEVELOPMENT OF
WATER SUPPLY SYSTEM FOR THE DAMASCUS CITY

Figure G-4.3 Comparison of Water Demand

Forccast
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Figure G-5.2

 Water Requirement (2005):
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FIGURE G-5.4 WATER REQUIREMENT AND PROPOSED RAW WATER PRODU

CTION
{Unit : m3/sec)

Year ' - : : 1986) . 1990/ 1995|  2000] © 200s|-  2010) ' 20iS
Average Water Requitement (AWR) 53 65| . 18 -] BT 10.4 15
Maxinium Water Requirement (AWR*L1G| . © 61|~ 74" 89 = 99 10.7 1.9 131
- |Raw Water Production (Safety Factor: 1%~ 47{ . : 49| 69 88 .95 10.5 16

(Remajkjl e l : Assumed from the resull of swd;y on the water supply conditions in 1995

WATER DREQUIREMENT AND PROFOSED RAW WATER PRODUCTION

mi/ses

¢
1
i 2

'
i
[1] ’ R 3 A N .
1556 195 1995 2000 2005 2010 2015
YEAR

Raw Water I‘mjuu’lon':‘Safgay Factor: | &)

i

| — 44— Ax¢rage Watee Requiremént {AWR)
\—E}—_ Mavimum Water Requirement (AWR® 1.1y

JAPAN INTEANATIONAL COOPERATION AGENCY (IldA)

THE STUOY ON THE DEVELOPMENT OF
WATER SUPPLY SYSTEM FOR THE DAMASCUS CITY

Figure G-5.4 Water Requiremient and Propose

Waief Production
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1. INTRODUCTION

This Appendix H addresses, in the widest sense, issucs of an Organizational and
Institutional nature; the material it contains forms the basis from which comments in the Main

Report are drawn.

The Appendix relates to what the Study Inception Report referred to as one of the “four
major tasks of the Study”, namely the “formulation of an improvenient plan on institutional and
managerial matlers for DAWSSA”. '

In arriving at detailed recommendations the continuing Siudy was requircd to consider
the existing repoil entilled “Improving the Managcmcnl of the Establishment” produced by the
French consultants SEMA and S.E.L.E.E in 1976/7. Given the extensive resources which had
been devoted 1o that study it was obviously sensible to use il as a starting point; in facl, most of
its obscrvations and fecommendationis were found still to be relevant today. This Appendix of
the Final Study Report comiments on the organizational aspects of the French rcporl whlm

- comnents on lhc f inancial plan it contained are made elsewhere.

DAWSSA’s is currmﬂy dlscussmg its organization wnh its sponsor Mm:stry (Housmg N
and Ul:lmcs) and this Study and its proposals may prove uscful in that r05pcct 3

Obwously rcorgammhon is an important issuc bul so ar¢ a number of other aspccls ifa
rounded view is 1o be laken of DAWSSA’s opportunitics for 1mpr0vcmcm in future; herice thc
considération hcrc of the oihcr 1mportanl aspeels of customer: ‘oricntation, nrmagcmcm, and

man power,

The forocasls of overall fuure manpowcr rcqulrcmcnls oonlamcd here havc been
derived on the basis that future mlprovcmcms in organization and managenient will lead to

|mprovcd cfficiency and hence reduced demand for increases - in- manpower to mcct over

“increasing demands for water. Tn ‘addition the specilic manpowcr requircments’ arising as a

direct result of the Master Plan arc assessed.
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2. THE INSTITUTIONAL SETTING

2.1 Background

There is a history of organised waler supply serving the city of Damascus going back to
Roman times. Then, good quality water from the natural artesian Figeh Spring some 15km
north of the city and high in the gorgc of the Barada river, was [first led o the city by gravity
aqueduct (largely in tunnel).

In more recent limes the first system of piped water from Figch was arranged by one
Nazim Bacha who, in 1904, installed 4 250mm pipe to feed the city. In 1924, "} Comite des
Baux de Figeh®, a commitice of representatives of local citizens and local government, was able
to raise funds for a more major scheme. By 1932 a new tunnelled aqucduci was conveying
water to the city. This co-operative was the predecessor to the publicly owned "I'Elablissement
Public des Eau de Damas (Figeh)" (FEPEF) fiest set up in 1958 (and subscquently
- strengthened by further legistation in 1968 and 1975).

In 1984 enabling legislation was enacled to allow the scope of all water cstablishments -

lhmughoul the Syrian Arab Republic (SAR) to be extended to include scwerage and scwage
' disposal; this led to the dlangc of name from i' EPEF to Damascus Waler Supply and Scwerage
~ Authority: (DAWSSA) Howevcr, lhlS extended responsibility is only now being arranged
through' additional 1995 legislation whlch has creatcd a company sub5|diary to DAWSSA for
the operation of lhc scwcragc funcuon :

22 The hhplications of _Sui(c Control for DAWSSA.

A useful document for background ‘on the national administration js the "Organization -

- Structure of Public Administration in the Syrian Arab Republic"; a contents list for this

- document is presented here as Table H-2.1
DAWSSA’ is subject lo a greal deal of detailed State control in respect of =

_.Wa!:tRésQu_Lc,cs, - generally from the Ministry of Terigation

.Plans' from the State Planning Commission,

Budy:ls for operations (“ordmary") budget and (or the manpower budget (cost and numbers)
through the Ministrics of Housing and Ulilities, and Finance, and for the invesiment budget
through the State Planning Commission,

- Tarifis - st by the Minislry'of Housing and Utilitics (at uniform rates across the country)

Stall - the basis for pay and ¢onditions sct by Decree 1 /1985

H-2
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Extcrnal Audis - appointed by the Ministry of Finance :
Internal Inspeclion and Supervision - a required directorate within DAWSSA reporting to the

Prime Minister's Office.
2.3 Statutes and Statatory Instruments

All the statutes and statutory instruments identificd as relevant to the evolution,
constitution, management, and operation of DAWSSA arc listed chronologically in Table H-

2.2. .
There follows a bricf commentary on the implicatiohs of successive documents in the Table,

from oldest o most recent.

Decree #2273 _and Decision_ #475_are important as the basis of faw regarding consumér_
connections and charges. (Note that Decision #475 was later consolidated and updated and

- Duerce #2273 was amended by Resolution #1988 - see entrics below).

Decrees #18 and 252 are impor{a'nl as the basis of the consitution of the former ¥'EPEF and
made il rcspons:blc {o the Mlmstry of Housmg and U!lh!lcs - They wese the statutes rclcwmt al.

- the time of the French report on "the lmprovcmcnt of the Managamcnt of the Eslablishment”

- (sec 4. Io!lowmg_,) _ ‘
Decree #14_ was® cn'lblmg lcglslatlon for lhc crcallon of combmcd waler and sewerage |

Establishments. for each of the Governorates throughout Syria.  This thesefore” ¢reated

‘DAWSSA in phcc of I EPEF A dlrcc!oratc for Seiverage was set up 1mmcdlately wllhm o

DAWSSA {cven lhoug,h that D:roctoralc has never, so far, operated as such).

3D_QQIQQJII985 - this "Basi¢ Law tor Slalc Employees" was made applicable to. DAWSSA by
‘Decree #20. It gives details of - slarlcr sahncs and wagus, arrangcmcnls for pmmohon_s

(increments), etc.

-~ Decree #475 (of 1968) consolidated md updatcd to 1986.

Law #10 on "Protection Zories” led 1o the setting up of a DAWSSA Environmental Directorate.

~ Instrugtion #764272/1 is from the Minister of Housing and Utilitics about applying a uniform
~ organization structure to all water Establishments lhrouahoul Syna this is still the subjat of °
- discussion between DAWSSA and the Mmlstry ' ' '

Resolution_ #1988 updates and’ amends Decree #2273 r»g‘!rdmg consumer connections and
chargcs (Note also to be sead with Deerce #4735 (Consohdalcd)) : .
Decree #20 supersedes Decree #18 in respect of pubhc cshbl}shmmls and makes nnny aspccls_ |
and dutics more specific. :

Decision #58 is the latest revision of the uniform water Iarlf I's 1ppl|c1blc throughout Syria.
Decece #381 creates a new Company as a subsidiary of DAWSSA, responsible for sewerage
operations . The process of sctling up this new Company is progressing at present.
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Decree #1 removes certain restrictions whereby, upon graduation, engincers were obliged 1o
work for the State for 5 years.
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| 3 THE PRESENT ORGANIZATION

3.t Dutics, Powers, and Relationships

According to Decree #252 the Establishment is required to "take water from Figeh
Spring or any other authorised resource and then be responsible for distributing it within the
limits defined for Damascus and the viliagcs of the Barada valley..".  And according to Dxcree
#14 "a Local Public Establishment shall be created ...defined as 1. General Es_labﬁshmcnt for
Water Supply and Scwerage in Damascus City Governorate..."

As explained in the Water Resources section of this report, for any proposcd water
resource developnients outside the city boundary (except Figch) DAWSSA is required to scek -
licences from the Minisuy of Jreigation (subject to a provision for appeal to the Prime
Ministry). The Ministry may, understandably, sulfer conflicts of interests, as between

- competing water supply and irrigation requirements and, increasingly the question of poilution
~control is coming into the picture but appears not to be adequately addressed. Within the city
‘boundary the ~ Municipality has rcsponsibiliiics for licensing all 'abslmc{iéns' other  than

DAWSSA’s bul there is no single agency w ith overall rcspon51blllly for co- ordmahon of water

"~ exploitation.

The ' compclcnl Minister” is defincd as the. Mnnstcr of Housing and Utilities and by

Decree 20 hc is rCSpOﬂSlblb among other lhmgs, for (i} the '\ppomtmcnl of lhe deputy director
‘general and the directors of both the General Establishment 'md its subsidiaries and dccndmg‘ S
their internal orgammlron (i) dcc1d1ng with the Board (m his L‘lp'lC]ly as OCL’ISIOlI'ﬂ Chairman) -

five ycar and annual p]ans and, aucounls

Bolh Dcérccs 18 and 20 state that the General Establishment enjoys "linancial and
administrative autonomy”; this seems very questionable, in view of the list of slate controls
refcrred 1o above.  Also the Minister of Housing and Utilities is. cimpowered to lake over

* Chairmanship of the Board on the occasions when the final Plans, Budgets and Accounts are -
~ on the agenda. Thisin itscltis a conlradxumn of the pnnuplc of aulonomy

3.2  Board of Dircclors

- Decree #20 says "The Board of Dircctors is the authority entitled to draw up the bolicy
that will be applied by the General Establishment to reach the objective that it has been created
1o achieve”. "Partiéu!arly, the Board of Directors is respansible for the proper implementation
of the plans concerning, prdduciion;invcstmcm, exploitation, and the ideal use of the available
resources for the purpose of achieving adequate return on the capital invested™.
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In accordance with Decree 20 the Board of Direclors consists of the Director General
(as normal Chairman of the Board), the Deputy Dircctor General (who can Chair the meeting in
the abscnce of the DG), the Directors of Finance and Planning as required members, one other
exceutive director nominated by the Minister of Housing (currently the Director of Consumer
Affairs) and two nominated Workers representatives (currently from a finance and a techarical

depaciment).

Decree 20, actually appears to tighten the cohlrol of the Minister furiher by transferring
to him the Director General's previous small latitude with (i) the nomination of Executive
Dircctors and (i) nominating dircctors and deciding organizations for subsidiary Companics
and Enterpriscs (Articte 21).

Incidentally, Asticle 10 of Decree 20 gives the Board an extra responsibility “for the
- cconomic management of the Establishment and fulfilling the cconomic profit for it"; this is
hard to reconcile with the fact that the Tarifl is externally imposed.

Unfortunately, Decree 20 also onﬁls.a device which has proved very uscful to

DAWSSA in the past; that of being able to pay "cncousagement rewards” to “cxperls and
technicians whose assistance is required” (Article 31 Decrce 18).

. 3.3  Organizational Structurc

- "the prcscnt orgam/auon slruclurc of DAWSSA is shown in outhnc on Fxgurc H-3.1 -
wnlh numbers of stalf. A sct of defailed stricture chfuls with staff numbers, for cach'scparate
dircctorate and scrvice dcp'lrlmcnt are given in D11a Book 6a (with the exceptions of lhc‘
Internal Inspection chctoratc which has just two stafl and the Public Relations Dcp‘ulmcnt'

which has onc only).

DAWSSA consists of 15 main dircctorates in all, logtlhér wilh the General Directdratc

and 2 service dcpartmcnls (Walcr Quahly Control and Public Rclanons) There ar¢ 9 technical _

~ directorates (8 for Water Supply and onc for Scwcragc) 3 for I‘mancc and one cachi for
- Planmng, Admmnslrahon and Internal lnspccllon

- Compared with the modet sct of dircctorates recommended by the recent Instruction
from the Ministry of Housmg and Ulilitics for cach of the 14 watcr and sewerage
establishments throughout Syria DAWSSA has 100 many dircctorates and this is currently the
subject of formal discussions.  ‘Table H-2.3 sets out a comparison of the required and actual

situation.



‘The extent to which the organization now reflects the recommendations of the "Prench
Report” is discussed below in Scction 4. following.  Since that incomplete attempt at
restructuring it scems clear that the present structure has been allowed to evolve to match the
needs of the moment without reference 1o any overall strategy and with the main expedient

being the need to relain valuable staff by building the structure around: them.  Hence the

structure is fragmented and has many overlaps (particularly in the technical area).

Morc than 20 formal interviews were held with heads of departments: as well as
numerous informal intervicws; there follow observations on the most obvious structural

- anomalies which were identified from the interviews and with the benefit of further discussions

within the Study tcan:- _

Maintenance Dircelorate - deals only with the maintenance of buildings, structurcs; vchicles and
mobile plant.  Maintenance of fixed plant is dealt with by Production or Standby-wells
Directorale as appropriate. ‘The possibility of rationalising these arrangements should be

- considered. : .
o Slandby wells Directorate - the origins of this as ascpamtc directorate scem to go back to the
: -ilmcs of the Arab-lsracli W‘xrs in 1967 and 1973. It operales as a scpar.slc unit (even lo the

extent of being housed in separale offices) and has. responsibilities for (i) emergency wells
unconnceled to the network and (ii} for some wells that are connccled (being respansible both
for their operation and 'mainlénancc)f The rationale and justification for keeping this as a
dircctorate separate from Production is not clear and should be reconsidered. |

© Water Quality Control Scclmn - this section compriscs separate units lor the laboralory and for
disinfection operalions whlch were scparated froin the Production directorate at dnf!crcnl times
_'for rcasons of expcd;ency 'Ihiszis‘unsalisl"aqbry_ as a long lerm solution ah’d sho'u.l_d be.
B rwonsndcrcd : AR ' - .
- Sewerage.. Aflalr& Dircclorate. - is not undcrlakmg the work its title suggesls (smcc. so far
- DAWSSA has not assumed . responsibilitics for scwcragc), i's full stafting of some 20

engineers is, in fact, involved in supervising and conimissioning water distribution works (o
"informal developments”. These works arc dx,Signcd by the Studics and New Coniracls

' D1rccl0ratc and it would scem sensible for the snuatlon to be rallonahscd by merging the shfls

(bul depending upon the ouicome of changes ocwrnng as a oonscqucncc of DAWSSA nOW

assuming rbsponsmlhly for scwcragc)
Water Resources_Dircctorate - this was sepa_raicd from Production bccausc of (he crmcahiy of

the search for new water resourccs. However the possibility of combining this dircctorate with

the Studies part of the Studies and New Works directorate should be examined.

Environmen! Directorale - this was created to undertake the work arising as a result of Law 10
of 1989 sctling up the Figch Peotection Zones. The approach has been defined by external
consuliants and now the section's engincers acl mainly in supervising sewerage consiruction
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contracts. This work secems more appropriate to that of the Studics and New Works directorate
and consideration should be given to merging the main body of engirieers inte that directorate
whilst identifying jusl two or three specialists (o deal with prolcclioﬁ zone surveillance, policy
and administration,

Main Projecis Directorale - is only intended to continue to exist for the period of the realisation
of the SCADA (lelemelry and automation) project - an estimated three years from now.
" Thercafter the specialist staff should be considered for redeployment where their specialist
knowledge can be of best usc to DAWSSA (perhaps in a new Informatics department?),
Computer. funclion - this is at present divided between (§) the billing and accounting computing
on one machine which is the responsibility of the Accounting directorate and (ii)' technicat
computing involving the Unix run network for management information and some Scparalcly
nctworked PC’s which are the responsibility of the Studics and New Works dircctorate. The
time is incvitably approaching, as computing activilics develop, when a specialist computer
scction (directorate?) will be required to oversce these matters.

- Personnel function - different aspects of this work are split between the dircctorates of

* Administration (the keeping of individual general records on persennel), Finance {the keeping

of remuncration refated records for individuals), and Planning (the collating and reporting of

- manpower - plans). The - possibility of :mcrgihg these into a comprchensive Personnel

" department (within the Administration Dircclorate?) should be considered.

Training furiction - this scems very undeveloped and disorganised with overall responsibility
nominally with Planning directorate but final responsibility for the new Training centre at Al
‘Kadam not clcarly defined. There is much scope for dcvclopmg this function as an cssential

: 1spcd of an overall pcrsonncl function.

Public. Relations function - currently ihxs :n,uvuy scems undcrdcvclopcd and should be

:-rwlcwcd o makc best usc of it.
3.4 Snamng'

 Over the past 10 years (1985 to 1995) stafi nunib;ﬁrs have been fairly constant -within a
“band of about 1200_10 1300 which probably rcﬂccls'light government ceilings on manpower.

:The ‘number - of stalf in posl in March 1996 were, 1166 permanent, 90

lcmpomry (:mm!y to help with pcaks) and 84 contract {mainly labourers, from the State

conteacting organization RIMA, used on distribution work). The total of 1340 compares with
the ceiling set on tolal manpower numbers by the Ministrics of Housing and Utilitics, and
. Finance for the current year (1996) of 1372 (both include for temporary and contract staft).

A useful manning clficiency ratio is that of ecmployees per thousand waler supply
connections (on the basis of one conncclion per houschold); for DAWSSA that ratio is
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approximately 5.4 / 1,000 at present (1,350 stalf /250,000 conncctions). At first sight this
ratio appears reasonable in comparison with those of other water supply undertakings
elsewhere in the world, however, it must be recognised that there are some shorifalls in
manning within DAWSSA, for instance notably in respect of meter-readers.

A summary of the present stalffing of cach directorate is sct out in Table H-3.1; for
clarity this is presented using some revised job categories which do not gencrally correspond
to those uscd by DAWSSA.  [n fact, DAWSSA do not seem (0 have a comprehensive system
of job categorisation, probably because of the cmphasis put on staff qualifications (sce o
comments in the following scction) rather than the actual job undertaken.

The base data for this breakdown of present slafl'ing is contained in  Data Book 6b
where i is presented in accordance with DAWSSA’s recording system and the approach used

in transposing between the systems of job titles is explained there also,

3.5 - Pay and Conditions

~In common with the rest of the public sector, pay is almost entircly _dcpcn_dént on

 qualifications and seniority; litle differentiation is made in basic pay for assuming managerial

responsibilitics.

Levels of startcr pay for different public service grades are set by Dpcrccwlll'985 - Basic

" Labour Laws for ‘Statc Employecs. Incremental inicreases {"promotions”) arc paid every two.
~ years up to a maximum of 9% depending on performance over that pesiod; the possible level of
~ increase canbe 0,-5, 7, 9% according to the manager's recommendation.

Pay rates in the public sector are deplorably Jow being in the worst cascs only one

- quarter of those for comparable jobs in the private scctor.  As a consequence many public
- sector employces seck to augment their income by extra work which must mitigate against

* cfticicncy.

Evidence has been ‘cited_that the only time that I'EPEF or DAWSSA has made real
forward strides was when realistic pay rates were permitted by the State [of achicving required
targels e.g. the construction of the second aqueduct tunnel and Walli ceservoir scheme and the
clearing of a backlog of meler repairs. Unfortunalely it appears that the legal provision (o do

this has now been withdrawn (sce Section 2.2 previous).
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“There are a few compensatory benefits which acerue for working in the public sector
‘i.e. medical and child care, and possible subsidised housing; in addition dircctors get certain

privileges such as cars provided.
‘3.6 Training and Education

It is imnicdiately obvious is that there is a preponderance of engincers among the
DAWSSA professional qualified staff. In fact, until very recently, graduate engincers have
been allocated to DAWSSA by the State as part of the system whercby an engincer must work
for the State for 5 ycars after graduation. However this requirement has very recently been
removed by Decree 1/1996 (see Scction 2.2 previous).

Only a very limited amount of training appears to be underlaken cither in-housc or

external o DAWSSA; gencrally speaking the training scems ta be addressed at the privileged
- few rather than the needy many.
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4, REVIEW OF THE PREVIOUS STUDY

This refers to the major study undertaken by the French consultants SEMA (Mctra
International) and SLEE (Societe Lyonnaise des Bau) in 1976//7 which was identified in the
JICA Inccption Report as potentially uscful both in respect of its study of the organization and
for the Financial Plan it was said to contain. The Report covers more than 700 pages in 5
Volumes writlen in French; the volume titles arc as listed in Table H-4.1.

In gencrat terms, even though the Report is more than 20 years old, it is clear that it is
soundly based and could be uscful as part of the present study in a number of limited respects;
for certain of its findings, methodologies, and rccommendations.

4.1  The Financial Plan (Volume 2).

- This develops forccasts of \Qatcr use and finances for the period 1975 to 1985 as a way
of taking a view of the likely development of the Establishment in the future; this is not s(rictly

" a “"financial plan". Thesc aspects’ of th¢ French Report are commeénted” on in more dclml

clsewhere in this Study Report,

4.2 The Reorganization Plan (Volumeé 3).

‘This considers the Establishment to be unfocused in two main respects:- _
{i) overall-- not concentrating sulhmcnlly on what should be its main objcclwc
~"supplying drmkmg waler o the inhabitants of Damascus” and ‘ '
- (ii) cach dircclorate - {athng to resirict itself to its own spccaahsi affairs.

The ariginal recommendations to address the lack of focus were that a dircclorate called
Exploitation should be created to deal with water supply from souirce to customer tap (and to

‘include payment) - this should be the foremost directorale of four and the other three should be

the supporling directorates (for Studies and New Works, for Finance, and for Administeation).

-, ‘This proposed 1pproach was modified at the request of the Eslabhshmcnl by spllllm@, -off a fifth
; directorate for Customer Affaics f) trom the Dxrcclorale of prlmlallon ' :

Other important restructuring proposals in the Report were 1o (i) coalesce the dispersed
aspects of Personnel and Teaining into a whole to be able to address the human resources
function in a comprehensive fashion and (i) consider the formation of an "Informatics"

department,
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'The effect that the proposals would have had on the Establishment cxisting in 1976/7
are described in the translation of the Report's Main Conclusions reproduced here as Table H-
4.2.

In the event, the recommendations for restructuring were not adopled as a whole, but
today's organization shows (hat some paris were; most significantly by the creation of the
present Directorate of Customer Affairs. Cerlain lesser items have also been implemented, for
instance, the transfer of varjous functions to Administration from other directorates. No aclion
has yet been taken on the important proposals for Personacl, Training, and Informatics

4.3 Other Significant Findings

(i) These was scrious dissatisfaction among employces with the organization (and to the extent
that some senior staff said they would resign if they were penmitted to do so). This
- dissalislaction related to organizational shortcomings and/or the depressed level of pay. It was
' :cmphas;scd that it would be desirable to first overcome the pay problem in order to cnsure the
best outcome for the proposqls for rcorganmalion '

.- (i) Customer contact needed to be improved in a number of respects, such as, ihe aew o

_ Explmlatlon Directorate being rcqmrcd o monitor pubhc reaction” following mc;dcnls and
_ dlstnbunon mod:lualmns and the proposed new Explonalton Centres being manned to cover
. not Jusi the collection of customer paymcnls but all subscriber service (mcludmb mclu rcading,

: blllmg, and collccnon)and also financial and locat “distribution” maiters. '

(iii) The systems for autharising expenditure and recruitment werc too bureaucratic and remote

from the action.
(ﬂ) There was a lack of a planncd app’rdach in most aspects of the business
(v) There were critical Je}ays in collecting payments

: :(vi),’[‘hc lc;*e_]s: of stock hblding and water lcakage needed to b§ réduééd.

 (vii) "The cué.lodiénshi;i of the Minister of Hoﬁsing and Utilitics is far too extensive and heavy"
and that "If the Council (erd) compriscd rcprcscnt'mvcs of the Minisirics of Housing and

o Finance as well as represeatatives of the City of Damascus interested in the activities of I'EPEF

then the custodianship of The Minister will be lightencd and consequently the Establishment

wilt cnjoy greater freedom”.
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(viiiy Consideration should be given to concentrating the role of cngincers in the Studics and
New Works Dircctoralc on project identification and programme management only whilst
retaining external consultants to take full responsibility (subject to exception monitoring) for

detaited design and for supervision of construction.
(ix) The Stores function should be transferred away from Tinance.
These fow issucs have been sclected for mention here, from the many referred fo

throughout the French Report, since they are major issucs which arc just as problematical today

as they were then.
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5. INSTITUTIONAL DEVELOPMENT AND HUMAN RESOURCES
MANAGEMENT

'5.1  Anlntcgrated Approach

“There is no doubt that much could be don¢ for the DAWSSA  “establishment” to
improve its current cfficiency and effcctiveness by bringing the institution, organization, staff,
management, and cquipment up to “best modern management standards”.

DAWSSA’s effoctiveness is currently hampered by certain institutional issucs;

- the incomplete regulation of water resources on a regional basis (quality as well as
volume) |

- the restrictive regulation Gf Public Institutions (which appears to act counter to the
intention that DAWSSA be autonomous and cuonomically sclf sufficient).

. Atpresent DAWSSA is in the process of assuming rcspo:xslblhly from the Municipality
for the sewerage function - for the city. The detailed cffocts of this cxpansion are not clear at
. prcscnl but in any case they arc oulside the scope of the sludy  ‘This developmenl must
~ however affect the c:shbllshmcnl in the short to medium term. . Effccts may . vary from, the
" need for the DAWSSA Board 1o direct lhc sewerage function, 1o the possible joinl use of

‘ suppm! services such as cnglnccnng lmancc or admmlstralmn

- Certain Séﬁous? opc;aiiénal problems arc %éufrcntl’y ‘of paramount significance for
' DAWSSA’S finances and water availability, namcly | - -
- high levels of unbilled water :
- anacule baaklog of revenuc for collection
- an acule backlog of malfunctlonmg customer watcr mclcrs for replacement
- hlgh levels of losses from the water supply system

’l‘he,rc aré a number of issucs of org_,mval;on and management whlch are immediately

apparun as aff lcdmg the efficicnicy of the establishment; namely,
- low pay (which apphcs throughout the pubhc sector)
~ - apay sysicm based almost entirely on quallllcallons and length of service

: + Very protcclwc labor laws '

© + a very burcaucratic slylc of management
- lack of forward planning in many areas of work

- . absence of cohicrent approaches o Personnel, Training, and Information Technology
functions '
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In addition there is a major internal issuc for DAWSSA regarding its dealings with
customers; it should try to become more ‘customer conscious’ if it is to improve its

cffectiveness.

Most of these same issues were identified twenty years ago when the French report on
“the Improvement of the Establishment” was produced and they are still as cvident today. So

what is the solution to these challenges?

It is only possible to state a view on those issues which appear to nced Government
intervention and ask for them to be considered; this applics to the questions of

(i) interaction with other Public Institutions and Government

(ii) the labor laws as they affect pay, rewards, and dismissal.

1If the questions of staff pay and conditions can be got right then the way should be clear
to motivate the stalf by improvements within the organization; to structure, to management, and
to trammg Of course, those same organizational improvements could be put in place without
removing the stafl demofivators but the likelihood i is that the lmpmvcmcn{s would be difficult

to implement and far less cffective.

With a better motivated workforee the efficicncy of the organization would be much

' lmprovcd on day to day running cspcc;a!ly if better cquipment was available to best modern

s$tandards. In addition it should be p0351b1c to tackle the physical chalicnges identificd by this

--Study Team by sccking the co- opcrauon of the stall to give exira ‘effort over and above that
rcquxrcd for the normal operational activitics. - Hopefully, this should gwc the slaﬂ cxtra job

sausl'aclmn ‘whilst mlmmmng the need to rccru:z extra staft.

Itis apparent that only by tackling all the deficiencies of organization, manpower, and
management, as an integrated whole can the best benefit be achieved for DAWSSA. In order fo
understand the path that DAWSSA might follow in the future in moving towards a poSiIion of
‘best modern practice” a ‘Present State - Desired State analysis’ (see Table H-5.1) was prepared
and discussed. ' ‘Best madern pracucc is taken 1o be that which currcnlly apphes in the mos{

developed countrics of the waorld.

Such internal improvements can only happen gradually over lhc twenly year period
under consideration.” Furthermore the rate of change of DAWSSA will be affccted by wider
political, social, and cultural changes in Syrian society as a whole so that it is difficult to
forceast the likely rate of change. - For the purposes of the manpower [orecasting the efficiency
savings expected to arise during the period has been taken as a fixed negative percentage per

annum arising from the year 2000 on.
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There follows a discussion on the main carrent problem areas and the challenges for
DAWSSA in the future which for this purpos¢ have been grouped according to(1) Customer
Cricntation, (2) Organizational Structure, (3) Management, and (4) Manpower.

5.1.1 CuStomcr Orientalion

- In the past, Damascus appears {0 have cnjoyed  an cnviable availability of water
compared with most other areas of the Arab world; the present situation is no longer so good.
Therc is a perception among the inhabitants of Damascus that the' watcr supply levels of scrvice
have deteriorated over the last 10 years or so. This is related to the increasing frequency of
interruptions to supply during the dry scason, from August to Scptember.

In fact, in recent years, it has been DAWSSA's praclice during the dry season lo cut off
the Figeh supply to the City throughout the night at the outlet to the main rescrvoirs in order to
‘ensure that they were full to meet the morning peak vsage. '

Some rclcvant cstimated information on the prcscm situation, taken f rom a sample
survcy of résidents (sce elsewhere in this report), is ;

- about 72% of the present houscholds in Damascus arc billed by DAWSSA

-85% of the residents have water storage to provide against shorlages

-29%h have suction pumps from the nrains to provide against low pressu res

- 83% gci water at some time every day - ' '

- ﬁS% receive waler for less than 12 haurs per day in the dry season

- 13% comp!amcd of poor water quality and 9% of low pressure.

DAWSSA appcars 10 prepare few stalistics such as these regarding the levels of service
- jt provided to customers.  Some rudimentary information of this type is, however, provided (o
‘Government in the 5 Year Plan but there is no indication that any aclive use is made of this in

momtormg, DAWSSA’S performance nor is it made public. DAWSSA gives the imprcssion'

- that it is nat gcncmlly very cuslomcr oricnted and morc cffort should be put into cemedying this

- in order to improve its overall ¢llectiveness.

" Level of service infornation is-essential 1o the good management of a modern water
-+ undertaking since it is on such information that the physical performance of the monopoly can
be judged. Tt is recommended that DAWSSA embraces this approach by
- developing systems of mcasuring, recording, and reporling the levels of service
achicved against standards it scts for itsell
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- publicizing its target standards and its' achievements against these (in terms of the level

of scrvice indicators) by way of a publicly available annual report.

A further important item to consider is the interface with the public on customer
contacts; there is a nced o improve the receipt, channeling, recording, and reporting of
customer reports and complaints. It is secommend that all such contacts be fed through just one
central clearing section, say at Head Oftice, and thal they be recorded  and pcrfdrmancc in

addressing them be regularly reported to, and considered by top management.

While thesc proposals should form a vital base for-improving customer oricnlation,. . |
there is nced for a more widespread and far reaching change in the culture of the organization

essentially away from the present technical orientation.

It wilt be useful to test for improvements in the public’s perception of DAWSSA by

undertaking sample surveys from time to time.

'5.1.2  Organization Structure

““It is worth repeating that therc arc ho absolute standards against which an organization
sinicture can be judged. There is never one right way of orgﬁn’liring anything and there are no
absolute prmmplcs which govern orgammhonal choice. However atlcntlon needs tobe paidto a '

nuinber of issucs such as g,roupmgs and dcccnlmll/auon the span of control of managcrs L

© averlaps or ricglect “of - activitics “and Ihc existence of - unncm,ssary units or laycrs of

managemcnlf’ '(Amis{rong - 1995)

From an cmmmanon of the current org,ammnon charl for DAWSSA (scc Flgure H-3.1)

*certaingeneral issues are immediately apparent; the organizalion is fragmented into many

separate directorates and the span of control of the General Director is excessive (1 10 17).
addition it has been obscrved that there are a number of areas of overlap - panticularly in the
arca of maintenance. The cffect of the f ragnﬁcmalion must be to cause the organization to lose
sight of ils pnmary objective; that of supplying watcr to the mh'lbll'mts of Damascus; this is -

apparcnt in the Tack of customer focus commcnlcd on prcvlously‘

To overcome this, an organization consisting -of as few directorates as' possible is
recommended, ideally just four; one dircctorate covering the core of the business © i.c.
delivering water from source to tap, supported by dircctorates for the main functions of
finance, technical, and administration. However a slight increase over the ideal number of
directorates would be acceptable in the light of the resistance there was to this recommendation
originally made by the French in their 1975 report on * the Improvement of the Managcmcni of
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the Establishment” (which led to the ceeation of a direclorate of Consumer Affairs) and with the
knowledge that all Syrian public bodics arc required to have dircctorates of Planning &
Statistics and Internal Inspection. At some time in the futuce the climate may be right to achicve

further reductions towards the ideal.

The Minister of Housing and Utilities is in the process of reviewing the structures of

water undertakings in cach of the 14 Syrian Governorates and of DAWSSA in particular.

" DAWSSA’s recent responsc fo the Minister (some details of which are included in Data Book

* * 6d) incorporates a proposed structure {largely following the ‘modcl’ one he had originally had

suggested).  Adopting the changes proposed would be a useful first step in restructuring and
“would brepare the way for medium term proposals made here.

" The most obvious elfect of the DAWSSA proposals is to reduce the number of
dircctorates from 16 to just 8. The reduction in dircctorates has been achicved by the creation of
a ‘core’ directorate for “Exploitation & Maintcnance” (incorporating Production, Siandby
Wells, Distribution, and Maintenance & Pa:kmg) and a more extended directorate of Studics &
Construction (incorporating Major ijccls Walcr Rcsourccs Environmental, and Scwcrage)
“This approach would be usclul, '

“Under the Directorate of Exploitation and Maintenance the existing disectorate siruclure

is essentially preserved at the next level dowa in the form 4‘o_f the Departments of Production,
Standby. Wells, Distribution, and Maintenance & Parking. ~ In the medium term further

rationalization and development from this base s rccomméndcd, as described in the following; |

these changes are intended to address the identified structural anomaties described carlier.
5.1.3 - Management

The term ‘manager” seemis Titile used within DAWSSA; the impression is that those
managers below the level of director occupy the positions reluctantly because' there is tiitle
incentive to accepl the * cxtra rcsponsmnhly involved and little - opportunity to act in an

cmpowcrcd way

lhc rcmuucrauon systcm rcﬂcus only quahﬁcailons and scmonty with litile soopc lo.
_ rcward for any cxtra rcs;yonmbﬂnhcs taken’ There appears little accountabilily for performance

| against targets or budgets and no involvement for motivating and developing stafl, say through
~leam buuldmg, or lraining. lndced it scems that DAWSSA managers think of thcmsclvcs as
“lcchnu.a! professionals with some peripheral management responsibilities”.
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These arc the people on whom DAWSSA depends for its suceess in the future and there
is an important requirement to develop them into fully rounded managees responsible for
planning, organizing, and controfling work through the best use of stafl, Reluctance to take
decisions nceds replacing with appropriate authority linked to  accountability; pre-occupation
with detailed checking and control with delegation and forward planning; and cxcessive
paperwork with sensible computer based  recording. For all of this to be achic_véd there will
need to be radical changes in the approach to management in DAWSSA and top managers must
be prepared to empower their subordinale managers.

The implementation of ai overall management development programme worked is
suggested: this should be worked in parallel with individual development plans arising from a
system of regular appraisal of performance. This programme could be dcvclopéd with outside
assistance, from say a Suitable conslancy or an academic instilulion It may be poss:ble to usc
in-house facilitics but it is unlikely that the Training staff, soon lo be rccrmtcd would havc the

right backgrounds to develop and run the programme. |

5.1.4 Manpc:)w'cr

According to Hersberg’s theories - of motivation it -is  nucessary to remove the
demotivators before considering the molivators. Ccrlain demotivators he refers to as ‘hygiene

factors’ (rcmuncranon and workmg condmons) mlpmvmb these to a mhsf‘mtory level removes

the dcmohvators but will not, in- usc!f acl to motwatc shfl' that depends on cnsunng job

satis{action, clc

Thcrc isa !]13]01‘ dcmolwa!or for DAWSSA Sidll al prcscnl wnh in the form of lhc vcry |

Tow' pay (2’ problcm coRtmon lhroughuul the public scclor) This leads to a greal many of the _

stalf a1 all levels laking sccond jobs 1o supplement their basic income. The other demotivator
involves the remuncration sysiem which is cntircly based on qualifications and scniority and '
offers no incentive to assume management responsibilities. There are obvious difficulties in
mcelmg these problems head-on but cvery possible ciforl should be made fo find a way aroind
them, if ncccssary by involving the responsible Minister {Housing and Utilslus) In addition
there is the question of public servanis being virtually gu‘ir’mtocd ‘jobs for life’; th;s can lcnd lo .
remove the motivator of being rcqmrcd to pcrfoml satisfactorily. '

The main molivators should involve cnhanciﬁg’ !héjob Sal_isfa’clidn‘ for stafl; this could
be achieved through their greatér involvement in the organization and through satisfaction in |
their achicvements made possible by more delegated responsibility, improved organizational
struclures, better fraining and dcvclbpmcnl, team building, meaningful performance appraisal,

regular bricfings, and so on.
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5.2 Proposals for the Organization and Manpower

5.2.1 Re-structuring

The recommendations on restructuring for the medium term build from the proposals
already submiticd by DAWSSA to the Ministcr of ‘Housing and Utilitics ‘which would form a
uscful first step. Those proposals reduce the number of existing directorates overall from 16 to
t just 8. Further rationalizations and developments are proposed from that base. It s proposed to
include one new directorate (of Information Technology - LT.) then giving a total of 9
directorates plus the General Dircctorate.  Restructuring proposals are discussed below and

" their development is shown diagranatically in Figure 1-5.1.
(1) Mcdium term rationalization of the structure
- {i) - Opcrations and Maintenance

The combination of the existing four dircclorates of 'P_roduclicn,' Standby Wells,
Maintcnance and Parking , and Disl'ribulio‘n into one ﬁc‘.\i directorate  should prod_ué.c more
* focus on the core aclivity of the business; thal of producing and dcli';.'cring wates to' the
customer. “This new dircctorate is ‘n'am'c..d‘ by DAWSSA “Exbloilation and _Mai:}lcnan'cc‘:’

whercas it would be belter called “Opérations and Mainlcnahc@:”.

_ ‘Within this dircctorate are recommend Departments of Production, Distribution, and
Maintenance.” The Depariment of Production should include, as a section, the Disintection part '

of the present Water Quality Control departmient (whilst the Water Quality Analysis function is
r_clai_ncd as a den'rimcnl within the Gencral Directorate to maintain an independent reporling
rolc).  The position of Slandhy Wells should be rationalized by incorporaling its “Investment
‘Wells” function inta the new Production department, by crealing a new séction for Emergeicy
 Wells {again 'withir_i the ‘Production dcpar!mém),f and by dealing with maintenance through a
ncw Maintenance Departiment with four sections; for clectrical fixed plant,: for mechanical fixed
pla"nl: for buildings and structurcs: and for vehicles and mobile plant,

_ In view of the type of work involved in administering and allocating  vchicles,
consideration should be given to transferring the Parking function ( 3 staff and 82 drivers) of

" the present Maintenance and Parking Directorate o the Administration Diréctorate
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(i)  Studics and Construclion

The incorporation of the existing directorates of Major Projects, Water Resources,
Environmenta), and Sewecrage inlo Studics Directorate should rationalize the approach to the

technical planning support function.

The cuirrent Major Projects Directorate is now dealing exclusively with the development
and implementation of the SCADA project; it is already declded that at the end of this project the
dircctorate will be disbanded. The move into the Studies Directorate should, however, only be
temporary until the creation ‘of a comprchensive ncw  direciorate for compuling and
telecommunications which is recommended later.

‘The present Water Resources and Environmental directorates should fit logically as new
unils within the Studics directorate.  ‘The transfer of the present staff of the Scwerage
dircctorate may only be a temporary mcasure since it is likely 1o be affected by the imminent
creation of the Sewerage Company wilhin the DAWSSA cslablishment. If these present staff
of 20 are, in f'acl transferred to the new Comp:my as is being suggcstcd then alternative

- provnsnon of cng,mccnng ‘staff will nced to ‘made since they play a vital role now. and in the

Master Plan proposals undertaking the design and supcrwsnon rolc on mainlaying to the

mforma] arcas”

((2)  Medium term development of the structure

~(i) ' Establishment of Information Tcthlio!ogy

There is an . obvmus mcd m lhc orgwmmtmn lo addrcss a numbcr of  issucs of

computing and information in a co-ordinated way. The present sc]nrallon of technical and

financial compuling; thc embryonic Managemcnl Information System; the immincat SCADA
system; the proh’fcralion of PCs {personal computers) and their associated independent data
bascs; the cmcrbmg need for centrally held data (as cxcmplified by the discussions on a data

* basc for pcrsonncl rccords) the possﬂnllly of data capture. dcwccs for use by micter readers, all

of these poml to the nced for thcse matters 1o bc brought logcthcr in onc anit. A'new dnrccloralc
of Information Téchnology is proposcd which should allow a slratck,lc vicw 1o bc taken of

hardware, software, and information systems dcvelopmcm

(i)  Eslablishment of Personncl and Training functions

Idcally in order to give these functions the emphasis tlicy deserve a scparate directorate
for Human Resources would be recommended to deal in a co-ordinated way with Personnel

and Training matters; however, it docs not scem that (he organization is ready for such a move.
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For the medium term thercfore, the recommendation is for the creation of separate departments
for Personnel and for Training within the Administration Directorale,

The Personncl Department should have a co-ordinating role for manpower; for its
review, administration, and forceasting.  The Planning Department could look to this
department for the Manpower Forecasts for inclusion in the 5 Year DAWSSA Plan.

There are many obvious bencfits which DAWSSA could obtain from a serious

* approach {o training.  The time is right, in view of the imminent completion of the new Training
. center at Al Kadam, for the reinforcement of the T raining lunction.. It is lhefcforc_proposc that
a Training Department be created as soon as possible within the Directorate of Administration to
- work closely with the proposed new Personnel Department.

The possibility was discussed with DAWSSA of making immediate progress on a
project to implement fraining.  ldeally they could benefit from some expert assistance in

- implementing this development.

(i) Rcinforécnﬁcnthf the Public Relations function

“The role of the present Public Relations (PR) scrvicc_dclxarlm‘cnl.- within the General

Directorate is restricted to liaison and assistance to forcign visitors (consultants and others). It
is proposcd that the tole be extended to incorporate the interface with the public on matters of

‘demand management’. This would involve designing and presenting material to commilnicatc‘

to the public lhrough the ‘media’ (wa the wnllcn word, radio and tclcvns:on) the lmpcralwc
: nccd to reduce the waste of waler. ‘ '

~“There would be need for close liaison between PR and the Distribution function and
with proposcd new. groups for Customer Liaison (dealing with customer reports and
complaints) and for Water Liaison (advising the major water users on best use of walter).

$.2.2 Forecasting Manpowet Rc‘quirc.mcms
(1) The DAWSSA manpower forccast

The P}annmb and Shhsucs Dircctorate of DAWSSA have produced manpower
forccasis as part of their recent draft 5-Year Plan submission to Government They propose a
steady inercasc from 1332 staffin 1995 to 2257 in the year 2000. ‘This large overall increase

~(ncarly 70%) is derived from the sum of the proposals- put forward by the individual
. dircctorates 10 which a overall small reduction was then applicd. The process scems very
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arbitrary given that it is bascd on an uncritical acceptance of the ‘bids’ of the individual

dircétorates and a final speculative adjustment.
(2)  The Master Plan manpower forccasls
(i) Underlying growth

It scems rcasonable (o assume that growth in the number of waler connections should
follow, or be more than, the rate of growth of population - in the recent past this has been some
2.47% pa and it is forecast o continue at that rate. [If it is assumed that théere were no
improvenients in cfficiency, there are some parts of the organization which might follow the

population growth closely - for instance, Distribution, Consumer Aflairs, and the billing pari of
Accounting - whilst other parts, such as Production, would probably reflect a somewhat lower
rate of growth, and others like Finance and Administration would reflect an even tower ratc.

~ In view of the reasonable starting position of 5.4 stafl per 1000 connections, an annual

" 2.47% rate has been applied from that basc in order 1o assess the. future undc;lymg rate of
“growth stalf but that assumphon has bccn modified by assuming future reductions duc 1o

cfficicncy 1mprovcnncngs -sec the following. The question of natural turnover and wastage of
staft is not refleeted in these figures; that would, of course, have the effect of requiring cven

more recruitment than the incrcascd figures appear o imply.

As discussed prcv:ously thiere is much scope for DAWSSA o improve its cfhcuncy by -

. movmg lowards “best ‘modern nmnagemcm pracuw” in many aspccls of is operation; such
efficiency improvements will show up in beiler manpowert produclwny and hence reduced

manpowcr {or at least reduced manpowcr growth). It will be some imw before a momentum of
efficicncy builds up and so it is assumed that there will be no manpower savings in the short
term {the first 5 ycars); thereafler a 2% saving on total manpower ycar on . year has been

~ assumed for the remaining 15 years of the Master Plan Period up to the year 2015.

(i)  Manpower specifically for ihe Mastcr Plan

These arc spcc;f' ¢ manpower rcqu1rcmenls whlch are likely to arise from lh!S Masler

* Plan proposals; they aré discussed in more delait following and summarlzcd in Table H- 5 2.

The staff are required ;
- 1o supervisc the proposcd investment programnie;
- to implement the unaccounted for water projects;
- to improve the meter reading, bitling, and collection
- to implement the information technology proposals
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- to reinforce the water quality testing
- to establish the personnel and training funclions,
In addition there will be other staff required 1o support and scrvice these specific extras.

It is expected that the generally small numbers of cxleas required (both direct and
indirect) can be regarded as coming within the underlying growth alrcady discussed; however
there is one cxceplion; the required carlj' large risc in meter readers for which special provision
has been added.

(i)  The forceasting model

A computer model has been created which takes as its starting point a spreadsheet of
DAWSSA's present staffing assembled according to the directorates; from this is projected

forward the underlying growth, producing a SCparatc view of staffing for every fiflth ycar of the

~plan period, using the followmg assumptions:-

(a) that different rales of growlh Will apply to different groupsbf stall according to their roles;
namely, that o | o | .
-Top M'umgcrs wnli not change in numbers
- Professionals and Technical Controllers should increase to match the rate of increase

in water wnnccuons (smcc they will be vnal to the mcrca.smg dcpcndcncc on high

technology) . : :
- there is scope for lmprovcd cilxucncy in the mcdlum o longcr term among Htgher
. Administrative staff (e.g. reduced’ cashiers for a-more ‘cashless soucly) Skilled
Workcrs (c.g. reduced plant, opcrators due to SCADA and its exlension in futurc)

- Lower Administrative staff | (.8 ceduced clerks and lyplsls from more officc -

autemation and data b'\scs) and Unskilled Workers (c.g reduced manual workers duc
flo more mechanization, more productive drivers due to multi-skiiling, reduced guards
duc lo more automated security syslcms)

Cran Workers should increase at a rate related to gmw!h in the numbcr of waler

- connections (15 lhcy are (urrcntly at minimum levels)

“and (b) Ihal dlltcrcnl 1al¢s of undcrlymé, growlh will apply to dlil»rcnl parts of the orgmwlzon,

“namely that
" ~the dlrcuomlcs of Dlslnbunon Consumer Scrvice, Maintenance, and Accounting will
“grow at the hrbhcsl rate related directly to the growth in the number of connections

- the directorales of Production and Standby Wells, Studics, Major Projects (including |

the existing Water Resourees and Environmenlal), and Sewerage will grow at a lesser

rate
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- the remaining support directorates of Finance, Planning, Administration, General
(including Intcrnal Inspection, Water Quality, and Public Relations) will grow al the
least rate of all.

Final adjustments have been made to the underlying growth figures projecied by the
model to allow for the inclusion of temporary and contract staff and the cxlra staff not
accommodated by the increases allowed for by growth.

(iv)  The manpower forccasts produced
" The forecasts are summarized in Tables H-5.3 for cach fifth year between 1996 and
2015 , in the one casc by dircclorate, and the other by job category (and more detail is given in

Data Book 6¢ in the form of spreadshects for cach of the years considered).

The overall stalling increase derived by the modeling is from the present 1367
(including temporary and contract stafl and 28 extra meter readers - sce following) to 1566 in

- the year 2015; an increase of some 14.5%. (By comparison lhe increase would be 57%, 1o - |

2151, if a straight 2.47% grow th was apphcd ovcrall) In terms of the ratio *staff per thousand
connections’ there is a decrease from 5.4 10 aboul 4 reflecting the eftects of the future cffi hucncy
assumptions. At present DAWSSA is turning mcrcasmgly lo dmng ‘work by contract; and il

“may be thal many aspects of its work dllowcd for in this manpowcr forecasting will be done by -

lthat mcans rather than by rccrunmcnl
'}5'.2.3 % S;Sccific Manpowcr lﬁipiica_tious of the Master Plan

© (1)  Estimated staft requircd

Table H-5.2 sels out a summary schedule of estimated staffing likely to be nceded to
match the specitic needs of the proposed Master Plan and it shows when they will be required.
With one exception (meter readers), the numbers of staff required are covered by the overall
increascs indicated by the manpower forccasls however, there is still a nced fo ensure that stalf

“of the right caliber and skills are ava:_lablc_ as required.

This manpower is required for the following purposes:- .
(i) {mplementing the proposed investment programme

‘The proposed investment programme has been considered in order to asscss iis
implications for DAWSSA cagincers required to select, and to liaise with, consultants. Over the
investment period to 2005, and assuming one engineer per informal area project and one pee
new water resources project but one for three of the mains reacwal projects, then the totals
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required arc 9 to the year 2000 and 7 thereafter.  There are currently 9 stall of the present
‘Sewerage Dircctorate employed on ongoing ‘informal area’ projects which finish in 1997 so
that they could supply the manpower and no extras would be required.

(ii) Reducing unaccounted-for-water (UFW)

It is of paramount importance to DAWSSA that UFW be reduced as quickly- as
possible; as explained clsewhere.. The renewal of waler mains 1o be underlaken as capital

investment projects plis the following approaches address this. -

Meter repair and rencwal - various options are being considered to replace the present
arrangenients for meter repair in [uturc. In any case it scems likely that the work will be
contracted out. Hence 6o cffect on DAWSSA staffing has been included. A rate of 16,000
replacements per year is allowed up to 2002. Again this work seems ceriain to be undertaken
* by contract but there is a nced for one cxtra staf€ person to accompany the contractors.  This
‘asscssment is bascd on the cxpcrlcncc of the current pllol contract for the replacement of 1,000
meters; there some 20 meless per day are being replacod with one DAWSSA staff member in
atendance to updale records, ete.: On this basis the 16,000 pa programme at 53 replacements
per day would imply the need for ohc'cxlra mcmberbf DAWSSA staff.

Leakage dﬂmuonand_&pmr currently there are three lcakagc teams operating, cach
with threc members. The intention is lo increase the number of teams to four in 1998 and five
in 2006, Currently the lcams are finding some 4 leaks per day (1200[):1) The repair effort
assoumcd with this must be cxpected to be undcrlakcn by the Emcrgcncy Dépariment within

- the Distribution Dircctorate. There a staff of 110 undertake some 24 repairs per day (65 per
- man per year); on that basis an extra 6 staff would be required {o match cach exira leakage leam |

“added.

District. mclcujca,s a programme is proposcd over some 610 7 years starling in 1998
for (hc sciling up ¢ of these areas. - The establishment of these as discrele areas may invelve the
nstaltation of boundary valves in some instances and for cach a meter aceess chamber wilt be

necessary.  One'3 man gang wnhm the Distribution’ directoraté should be sufficient for his

W ork !ogclhcr with a oo-ordmatmg supervisor.

‘ 3Pmssum_1¢gu_falion,- < a feasibility study is proposed during 1998; subject o a
~successtul outcome to this study then a programime of instatiation of valves in cach of 68 areas
* would proceed from 1999 over 6 or 7 ycars. This work could probably be absorbed by the
- present Distribution directorate,
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(iii) = Improving meter reading, billing, and collection

Currently the Meter Readers of the Consumer Affairs directorate arc taking from 3 to 6
months between readings; then it takes 3 months to produce a bill by computer in the
Accounting dircclorate; and after this a further 2 months clapses back in Consumer Affairs
directorale checking the bills before they are issued to the collection centers. Bills relate to

- quarlters of the year and they are currently being produced covering two quarlers at a time. - The

public is notified of which bills are available at the centers by way of advertisenients placed in

local newspapers. There is a period of at least one month’s grace for the payment of bills

before DAWSSA begins a follow up procedure.

It is of paramount importance to DAWSSA that the overall length of this process be
shortened as explained elsewhere in this reporl. It is proposed inilially therefore that in order to
speed up this process (i) the meter reading cycle is reduced to 3 months. 1t is proposed that the
improvement be achicved by the doubling of the basic staft by the urgent recruitiment {or
1ransl‘er) and training of an extra 28 Meler Readers (ii) the necd to check bills be climinated (and

E hcnce the 2 month delay) by the lmprovcmcnt of the receipt, vcumg, and fransmission of data

on meler rcadings so that they can ve sanl for bill preparation with confidence This will fequire

' initial assislance to the meter reading department to help them cmbrace new processes and - -

" equipment - this may require a consultancy project (ifi) a return be made to issuing bills at
‘quartcrly intervals covering one quarlcr’s watcr use (iv) the meter 'rcadcrs be 'rcquif-.d to deliver

- he bilis to propcrncs as pari of their rounds of meler rcadmg {an cxtra allowance of 1{)% stalt’ -
" be made o cover thisi.c. a furlher 6 staﬂ)

~ Inthe medium term it is proposcd Ihat all cflorts be lmdc to shortcn thé process further

1o 2 month rcadmg and blllmg cycles.' This. would mvolvc an assessment of the lmprovcd S

performance of meler rcading and an i_mprovcd computer systcm {a consultancy project 7).
(iv) ~ Dcveloping ‘Information Technology’

Ideally s_c_nné new and.up_—td—l_lic-minmc-lhinking needs bringing in here so that llic'_
recfuilmcnl of somcone wilh outside :cxpicricncé is reccommended (o oversée a review: of
sirategy, staffing, training, and equipment. Ris difficull to foresee the exdct oulcome of such a
radical review in staffing terms but for the moment it is belicved that stafling numbers need not
exceed the combined staffs of the present technical (12) and hnancnl (8) computing functions
plus the SCADA team(10).
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{v)  Reinforcing water quality fesling

Currcﬁily the water quality control depariment consists of two sections; for laboratory
and for disinfection. It is proposed clsewhere that the disinfection should be returned to its
obvious place as part of the Production directorate but that, in order to ensure impartiality, the
analysis section shouwld remain indcpendent.  To match the proposed reinforcement of this
service a doubling of the analysis staff (to 20) is proposed by the year 2015 together with

“comprehensive (raining.

Adminisiration and data processing staff are to be enhanced by 2; three extra graduaies

are required for rontine analysis; and three highly quahF ied spcuahsts (masters degree) are
required for trace element analysis and micro biological analysis; plus 2 exira drivers. Al S
drivers would be lrained 1o pesform simple routine analyscs on site.

(vi)  FEslablishing the personie] and training functions

Ideally in order to give these functions the prominence - they deserve a separale
~ directorate for Human Resources would be recommended. 1t is fcco'gnize:d, however, that the
organization may not, in the short term, be ready for such a move, and 5o the su ggcs{ion is;

- the creation of a new Personnel Dcpartmcnl within the Administration Dlrccioralc this

should not initially rcqulrc any exirastaft . ‘

- a rcinforcement of the Training function by the creation of a new Tmnmg Department

within the Administration directorate. A new head of (_lcparlm_cm_ :md a minimum of |
- two lurther full-time trainers and (wo instructors (part-time?) would nced to be found

(from 'wilhi_n or outside) iofmp]cmcnl the approach alrcady p:mposéd,
(2)  Special requirements for cducation and training

In addition (o lhc general rccommcnd'mons on 1mprovmg training " throughout
DAWSSA the lollowm;, spc.c;ﬁc rs,qmrcmmls arisc from the prcparanon of the Master Plan.

.(i) - Waler resources

- ‘Within the existing Water Resources Directorate there are no' staff except the director

with spcbialis! qualifications in csscntial waler resources related subjects. The dircctorate
should include specialists with the minimum of a university degree in the following; hydrology,
- hydrogeology, hydrochemisiry, geology, groundwater modeting, These deficiencies could be
remedicd in a number of ways; by recruitment, on-the-job training, sponsorship for further
training or education, or sccondment of speciatists fram other government agencics.
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()  Water quality analysis

Itis proposed that the staff involved in water testing should be doubled over the
next 20 years and these stall have need of very specialized skills.  Obviously the existing staft
have the necessary gencral knowledge in chemistry and biology to underiake the current routine
physical, cheniical, and biological analyscs, but the DAWSSA laboratory wilt be unable'to -
implement the more sophisticated analysis (for pesticides, specialized biological analysis, etc.)
which will be required over the next 20 ycars,’ uniecss DAWSSA takes ihc_i'nitialivc in training -
jts staff. DAWSSA is urged to launch a serics of training programmes for the laboratory staff
as suggested in Table H:5.4. ' | '
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Table H-2.1 Organization Structure of the Public Administration in (he Syrian Republic

2

a.

According to the Constitution of 1973 , the authorities in the Syrian Arab Republic are distributed
among,

Legislative Body - The Peoples Assembly
Juridical Body - Courts , General Auomey Supreme Court .
Executive Body - - Thé Cabinet

CONTENTS
1 The Peoples Assembly

2 The Jusidical Body
2.1 Supreme Constitutional Court
2.2 State Council

3 The Prime Mmlslr)

4  Offices associated with The Piime Mlmstry
‘4.1 Offices of The Cabinet Affairs '
42 Ofﬁcc of Supreme Council for Public Construction Compamcs

T ] Commission , Osganization & Councils
5.1 Central Commission for control & lnspection
5.2 Central Body for Financial Control
5.3 Central Bureau for Statistics
- 5.4 State Planmng Comnmsmn

6 Ministries -
6.1 Ministry of Economy & Foreign Tradc
6.2 Ministry of Supply and Internal Trade
- 6.3 Ministry of Agrculture and Agrasian Reform

6.4 Ministry of Finance

.5 Ministry of Electricity

.6 Ministry of Oil & Mineral Resouru:s

.7 Ministry of Information

8 Ministry of Social Affairs & Labor

.9 Ministry of Industry

.10 Ministry of Education

-11 Ministry of Highes Education

-12 Ministry of Culture

13 Ministry of Foreign Affairs

b.14 Ministry of Local Administration

.15 Ministry of Housing & Public Utifities

.16 Ministry of Awkaf ( Religious Affairs )

17 Ministry of Interior

6.18 Ministry of Tourism

.19 Ministry of Health

5.20 Ministry of Communication

5.21 Ministry of Transport

22 Ministry of Irrigation
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Table H-2.2 Review of Status & Statutory Instruments Relevant to DAWSSA

10.
il
12,

13.

14, .

| REFERENCE

+ According to the
1973 Constitution
i Decree #2273
Decision #475 -

Decree #:s:

Decree #2352

' Decree #14 |
= Decfiee lli.9.3.5. |
Decis_idn #475
Lawf_#lﬂ

Instruction

Resolution #1988

Decree #20

“Decsee #381

Décreé #1

- (Consolidated) 1

1 #7642/2/1 from the ' |
Minister of Housing |

Decision # 58 a ‘

DATE

© 20 Nov. 1967

20 Feb. 1968
15 Feb. 1974
14 May 1975

[ Oct. 1984

23301985
~ Updatedto
3 Dec. 1986

- 30 Mar. 1989

1 Aﬁg; 1992 | Requiting 4 review of the structure & staffing -

“{of DAWSSA in accordance with a model provided
- {& a review of machinery & transporl (foilowmg
the PM leiter #2039 of 4 July 1992) :

21 Aug. 1993
18 Sept.1998
' 2]311._1994' :

20 Dec. 1995

3 Jan. 1996
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1o SUMMARISEDTITLE i

Organisation Structure of Public Administration

_|in the Syrian Arab Republic =~

Regulations of Exploitation for Pubtic Water

.| Establishments

Regulations of Exploitation for Figeh Water
(applying Decree #2273)

Law for Public Establishments, Companies, &
Eaterprises

Creating a Water Supply Establishmient for

| Damascus (applying Decree #18)

Crealiiig an Establishment for Water Supply & -

" |Sewerage in edch Governorate in Syria

Basic_Law for State Employees

Regulations of Exploitation for Public Water

_{ Establishments (for DAWSSA) — Consolidated

Creating Protection Zoses around Figeh Spring

Amendments to Decree #2273 — Regulations of
Exploitation for Public Water Establishments

Law for Public Establishments, Companies, &

| Entérprises (supersedes Dectee #18)

Révisihg standard water tariffs for all Syria

Setting up a DAWSSA Sewerage Company

{(applying Decrees #14 &20)

Revising the Terms of Employment of Giaduate

_ |Begincers ]
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Table 11-4.1 The *French Report® - Title Page & List of Volumes

A STUDY
ON

"IMPROVING THE MANAGEMENT OF THE ESTABLISHMENT"
FOR

" L'EPEF
(The Public Establishment of the Waters of Damascus)

BY

SEMA(Metra International) / SLEE(Societe Lyonnaise des Eau)

IN
197671977
‘P .
List of Volumes

" Volume | Report of the Diagnostic Analysis.

Preliminary Plan: -

Volume 2 Evolution of | Water Consumpt:on ;& Consequences  for Finaﬁc_ia!:
' Managcment ' : :

Volume 3 Structures.

Volume 4 Procedures,

Volume $ The Pilot Programme for Detailed Studies & Implications.
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Table H-4.2 Main Conclusions of the Study

TRANSLATED FROM THE "FRENCH REPORT” - 1976/ 1977
"YMPROVING THE MANAGEMENT OF THE ESTABLISHMENT" %
VOLUME S  THE PILOT PROGRAM FOR DETAILED STUDIES & MPLEMENTATION
CHAPYER 1(p.5&6)

The Preliminary plan has foreseen the restruciuring of the Directorates and the creation, or the
rearganization of numerous Services . Here s a brief recap of the list.

11. The New Prajesis Dimcamle
For the medium term we have forescen the replacement of the Directorate of New Projects by a Directorate of
Studies and New Works that will comprise 2 departments;

* Stodies

* Works

12. The Technical Direclorale
The Technical Dircctorate becomes a Directorate of Exploitation comprisi ng 4 services;
' * Production
“* Distribution
* Standby projects
* Logistic
The first three are parly festruclured out of the currently exnslmg depariments; the lalter in. charge of supplies
-and vehicles & mobile planl - notably supphcs which stands as a genume creation - could be organized very
-quickly :

3. Mybmrs_&fiajﬁ.l)im

" This directorate that compriscs 4 dcp'artmenls : - :
' * Exploitation centers (12 in pnnaples) B ‘ _ . . \«?

* Subscribers ‘ ‘

* Connections of piping , meters

~ * Billing and collection '

-~ is an importan creation. It takes care of relations mth the chenlé lhemcomc and the lmagc of lhe FPH-‘ will

depend on t}ns directorate.

114, Th Administrative Directorate y I
The various sections of this difectorate will be restructured inlo & deparlmcnt of gn neml nieans , with cmphasis
on the importance of the creation of abe rsormel Departnent. . ‘

[5. IML&&&LL:MQ
This directorate will nol alend (o anythmg that is nol a stricily ﬁnanc:al mattcr I( will be reduced to 3
départments;

* Accounts

¥ Treasury

* Management Accounlmg & Budget. ‘
The restructuring in this direciorate calls for rauonahzanon the third depadment - will be structured in
conjunction with ' the Administrative Control department. :

- 16. ThePlanning and Fconomic Studies Directorate

: fhis directorale mll have its tasks expandcd

‘ 17 The Department of Organization and In fom_am ,

* This department should be entirely created. B will be entrusted, in connection with the consullants engineers,

.- with the charge of the implementation of the organization studies and the gradual conversion to informatics -
-first the accounting, then the administration .

18. The Department of Administeation Conteol -
This department istobe created to work on the documents furnished by the accounting of the administration.

19. The Department_of Public Relations
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Table H-5.1 (1/2) DAWSSA Organization Development

The PRESENT STATE

Institutional

Uneerainty on water resources planning

The DAVWSSA Institution |
Extensive Government controls on financial,
economic, personnet & management matters

DAWSSA Board

Limited scope & authority

DAWSSA Organisation
(i) Culture

‘I'échnically oricnted

' Bureaucralic

j Patessialistic

. Pubic service ¢thos

(i) Structure

‘Many directorates & layérs of management

No clearly defined focus for matters of
personnél, training, & i nformation technology

The DESIRED STATE
(Best Modera Practice)

Clear national roles & responsibilities - more -
certain water resources planning

Morc autehomy for DAWSSA aulhorlly wuh .
responsibifily

Representative of the full breadth of City
interesls in water matters with the autonomy to -

‘provide strategic direction & control

Customer service orientation '

Managérs empowered 10 take decisions at
appropriate levels; minimised paperwork &
checking, shared data bases '
Motivated staff steiving for e.\’icgllént'sér'viéef to
customess o B

Compact organisation structure avoiding
duphcatmn & locusmg, on source totap
service”. x

Co-ordinated management for -

Human Resources Development
(personnel, training, ¢tc)

& tnformation Technology {computing, - -
SCADA, information systems, €{c)
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Table H-5.1 (2/2) DAWSSA Organization Development

The PRESENT STATE

The DESIRED STATE
(Best Modern Practice)

- Management

"Technical Officers” with some added
responsibilitics;

. reluctamt to make decisions;
~ limited perforinance assessment;
* little management information;

disciphnary ethos,

little staﬂ‘devclopm_em & poor' saf_ety record;

~ little strategic thinking

~ Manpower Motivation

- Low basic pay: -

Complete job security

 Little performance appraisal

Little incentive to seek promotion to inore
responsible jobs

Equipment

Only the _mbst basic vehicles, _plam, L
communications, etc :

Rounded "managers” appropriately authorised
1o plan, organise & control,

responsible for staf¥, budgets, & performance;

well supplied with Managemeat Information;

accountable for their performance

Adequate pay & conditions to avoid de-
motivation L -

Motivation through management ethos of
encouragement, delegation, involvement, team
building, & individual devetopinent for staff

Able to altract & retain good quality recruits

Ensure best productivity (labour saving,
efliciency, & best performance) by supporiing
all staff & workers with the most up-to-date
equipment possible
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Table H-5.3 (1/2) Manpower Forccast for DAWSSA
- by Directorates 1995/6 - 2015

19956 2000 2005 2010 2015 +%

Production 188 199 200 201 202 7
Standby 73 77 76 75 73 0
Distribution 185 208 219 232 245 ‘33
‘Consumer 281 317 328 340 353 26
‘Maintenance ' 176 N 198 208 219 231 31
Accounting 26 29 31 34 .3 37 41 -
' : flriﬁance - 83 8 83 80 78 . —6
Studies s T 9 90 89 -0
Mai_nProjcéls _ -60 | -' 63 R 66 ' :68 : i 18, |
(incl,. WR& Env.) o o _- j
Sewerage 20 2 .22 .23 24 - 22
‘._Plén:nir.i'g 8. 8 8 :.:8. 8 5
| 'Adminisiralion  1s8 T | 153 144 135 ~15
General ) 2 20 20 '51_9: 4

© (incl. WQ, Ii, & PR

CTotals 1367 d4si  1so4 1533 4s66 5

Notes: 1. Femporary & contract staff plus extra meter readers included
2. Annual Growth factors 247% =a
. Factors 'g" 1.23% = b
R _ ; o 061% =c¢

3 Annual Eiticiency 2.00 %
- Improvement ¢’ :
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Table H-5.3 (2/2) Manpower Forecast for DAWSSA
- by Job Categories 1995/6 - 2015

0 Managers
{Directors & Dept. Heads)

g Profcssionals

19956 2000

70

221

(Graduates & Higher Teclm.)

g  Technical Controflcrs
(plus Other Seniors)

g—¢ Higher Administrative
('Clerks")

- g~c Skilled Water Workcrs

131
128

236

("Professional Workers")

g Craft Workers |

(Carpenters, Painters. etc)

. g—e Lower Administrative

(Clerks. Typists, eic)

g—¢ Unskilled W;)rkcrs
("Ordinary Workers" —

© Manuals, Drivers. Guards, elc)

CTotals T

- Notes:

| 32

132

417

+ 2. Annual Growth
. Factors g’

70
236
142

141

- 259 .
36

141

4_56

ey wer

3. Annual Efficiency -

- Improvement e’

H-40

2005

10

252
154

- 142

258

40
136

452

(503

247 %

C1.23%

0.61 %

2009%

2010

70

- 269

168

142

257

45

132

450

s

70

289

183

- 143

256
50
128

447

833 Tses

. 1.’Femporary & contract staff plus extra meter readers included

4%

0
31
40

12

s



Table 11-5.4 Recommended Speeial Training for Water Quality Anatysis

-Program Namg Suggested Program larget year ‘g
Pesticide Exiraction Learn solid and liquid-liquid extraction method 1997
at HIAST
GC-MS analysis Take a scrics of training course (1 month) at 1997

DAWSSA from an invited technician from
Varian using the existing system. Analyze rcal
water samples.

“Virus and Pathogen analysis Visit a water testing laboratory and take a 1998
scries of lralmng couise {1 month).
Automated lon Analysis ‘Fake a series of intensive training course (3 1999

with lon Chromatography

weeks) at a manufacturer,

Computer

Mandatory short program on word- proccssmg 1997 - 2015
and spreadshect
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