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The contract

o Client: National Water Company — Riyadh City Business Unit
(RCBU)

o Management contract from 2008 to 2014
o Client’s expectations:
o Align RCBU with NWC strategy
o Improve services
o Prepare company for future privatization dsilngJl olall @4y
o Enable transition from public to private TR
o Introduce performance based culture and best practices

o Fixed fee + incentives based on CAPEX and OPEX savings (HR
excluded)

o 4 KPls, 33 performance indicators (26 with O&M), 37 deliverables
o Veolia managers in key positions with Saudi counterparts




Riyadh water supply
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Improvements from 2008 to 2014

ALL PLANTS

Installed (MLD)

Actual (MLD)

Utilization

PLANTS WITH RO
Installed (MLD) 594 790
Actual (MLD) 382 642
Utilization 64% 80%

Installed (MLD) 594 594
w/o new RO

Actual (MLD) 382 465
w/o new RO

Utilization 64% 78%
WATER QUALITY COMPLIANCE

Compliance <90%




Approach

Maintenance

Supply chain

People /skills

RO plants /
Water
Treatment

Asset
Management

Management
/ reporting

Efficiency

Quality
Management




Asset Management
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Energy Optimization




Maintenance Optimization
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Process Optimization




People

o Carried out Skills Assessment (by Veolia
Foederis system)

o Training Needs Analysis

o Training (safety, technical, soft skills and
management skills, international training,
Veolia Knowledge Transfer training)

o Up to 25,000 training days/year

o Technical training: RO operation,
troubleshooting, Chemical preparation
and dosing, Process optimization,
Sampling, etc

o New job descriptions

o Annual appraisal and bonus system
o Management by objectives

o Overtime optimization







Quality Management

o Set up a Performance Team

o Formal certification (ISO 14001, OHSAS
18001, 1ISO 9001) for 2 sites

o Standard Operating Procedures: 30 per plant
for Operation and 100 for maintenance

o Document Management system
o Standard specifications
o Internal audits
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Conclusions

o Significant gains were made (volumes supplied, water quality, equipment
availability, OPEX savings)

o Some targets were missed mainly due to budget limitations
o Change the mindset in many key areas

o Planning and budgeting

o Performance management / Accountability

o Operation and Maintenance

o Active support from Client (National Water Company) and RCBU employees

o Veolia's expertise and experience was key in meeting the contract challenges
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Lessons learnt

o Performance base line must be clear to avoid disputes over incentives

o Cost of change and impact of targets must be well understood (especially
in terms of asset renewals) in advance

o For lasting impact knowledge transfer is key (sufficient training budget is
paramount!)

o Support services (Finance, HR, Procurement) must also be up to speed
otherwise targets cannot be reached

o Duplicated management structure can be at times slow down decision-
making
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Way forward for RCBU Water Plants
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