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Principaisitemas erdesafios: daraguarnor Brasil

Temas Primarios

v Escassez: Nordeste e grandes RM
v Poluicdo: Sudeste, grandes centros urbanos

v' Eventos Extremos: secas e cheias (aumento da
variabilidade)

Desafios do Setor:

v AA/ES: acesso universal, resiliéncia e aumento da
eficiéncia
v" Irrigacdo: aumento da eficiéncia e sustentabilidade

v" Hidroeletricidade: atender demanda crescente com
sustentabilidade e usos multiplos

v" Navegacéo: promocéo de transporte multi-modal
v Servicos Ambientais: conservacao de ativos-chave
v Conflitos crescentes pelo uso da agua

Governanga

Seguranca
Hidrica

Infraestrutura financiamento
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Niveis de servicos de agua e saneamento

v' coberturatotal de agua no Brasil foi de 84,4% (ligacdes
domiciliares; 97% é considerado melhores condicbes - ODM /
ODS),.

v' Urbana - 93,5% (99% de ligacdes domésticas condi¢cdes melhorado), 7,24
principalmente

v rural - 32,8% (ligacdes domiciliares; 82% melhores condicdes)

v 72,3% das familias tém saneamento adequado de (redes e as
fossas sépticas), e 87% saneamento melhorado

v' Apenas 26% das familias rurais tém acesso a saneamento adequado, e 37% a
saneamento melhorado.

v' Cerca de 2/3 dos esgotos coletados em rede tém tratamento
v' Cerca de metade dos esgotos gerados sao tratados

v'Cerca de 9,1 milhoes de familias nao tém acesso a rede de agua,
a concentracao em areas rurais

v'Cerca de 16,2 milhoes de familias ndo tém acesso a saneamento
adequado, 60% em areas urbanas



Niveis de servicos de agua e saneamento

(a) Percentage of Households with Fiped Water
Service by Income Decile, Brazil, 20013
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Grandes diferencas de
acesso:

v" Entre agua e esgoto

v Entre Urbano e
Rural

v" Entre Niveis de
Renda

v Entre regioes do
pais
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Investimentos em servigcos de agua e saneamento

Evolucdo de investimentos emA &E- % do PIB 1971-2015

PLANASA: ascencao e crise Pes PLANASA: transictio indelinick LE] 11445

Investimentos atuais e necessidade segundo o PLANSAB
como % do PIB - 2012-2015

Atualmente, haveria que
dobrar o nivel de
investimentos para
cobrir os déficits e
cumprir as metas ~Actual




Resulta em estagnhacao da cobertura, inclusive em
comparacao a outros servicos de infraestrutura

Brazil: share of population with access to infrastructure services (percent), 2004 and 2015
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Nova abordagem ao financiamento —
Abordagem em Cascata

Debate: mais bilhoes :

v Grande e urgente agenda de infraestrutura:

v 9,1 milhdes de familias ndo possuem acesso a
agua potavel

v 16,2 milhoes de familias carecem de saneamento

adequado

> Financiamento Publico de Infraestrutura no Brasil
limitado ao espaco fiscal

» Financiamento privado possivelmente cerca de 15%
do total, com potencial de chegar a 50%:



A 1déia basica

v' Maximizar o financiamento para
Investimentos de

dese nVOIVI mento de Valor Types of PPP Revenue Generation for

Water & Sewerage Sector (2011-2015)

agregado Outerung:

v" Promover o uso criterioso dos
escassos recursos publicos e
subvencoes ...

v’ ...Para atrair capital privado e
minimizar o peso da divida PPATWAY Wholesae

Fixed & Variable Annuity

Ve .
p u b | I Ca Source: World Bank PPl Database 20 Dec 2016

Mote: Data excludes telecom, divestitures, and merchants.
The data are based on the number of projects which have

v' ...Enquanto propicia servigos de e

est of Latin America
the Caribbean

infraestrutura sustentaveis e
acessiveis



Principios Fundamentais:

v Adicionando valor, ndo pressionando valores

v Expandir as oportunidades para aumentar e melhorar
0S servicos de infraestrutura

v Respeitar a situacéao individual dos governos
v' Compativel com objetivos de desenvolvimento

v' Equidade e acesso

v" Sustentabilidade Ambiental e Social

v' Boa governanca

v Melhor relacéo custo X beneficio -“Value for money”



Tarifas dos usuarios ou impostos
gerais?
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Tarifas dos usuarios ou impostos
gerais?
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Financiamento sustentavel de infraestrutura por
meio de uma abordagem em cascata

Qe Qe Q0 ©

Financinamento O financiamento comercial pode ser mobilizado de forma rentavel para
Comercial um investimento sustentavel? Se nao...

Podem ser implementadas reformas a montante para

Reformas a montante e falhas de fazer face as falhas do mercado? Se ndo...
mercado

* Politicas nacionais e setoriais

* Regulamentos e Precos Os instrumentos de risco e os aumentos de

* Instituicdes e Capacidade P . .

crédito podem cobrir os riscos remanescentes

Recursos Publicos e Concessionais para em termos de custos? Se nio...
Instrumentos de risco e aprimoramentos de
crédito

* Garantias

* Primeira Perda
Financiamento Publico e Concessional, includindo o Sub-

Soberano
* Finangas publicas (incluindo bancos nacionais de desenvolvimento e fundos
soberados nacionais)
* MDBs e DFls

Os objetivos de
desenvolvimento podem ser
resolvidos com escassos
financiamentos publicos?




Marco de Reestruturacao de
Prestadores de Servi¢cos
de Agua e Saneamento

@ THE WORLD BANK
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ABORDAGEM AMPLA DO BANCO MUNDIAL PARA
AVANCAR O SETOR DE AGUA E SANEAMENTO
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Institutional
Arrangements

Institutions, Policy,
and Regulation



A Analise

= Necessidade de um marco de
reestruturacao

= LicOes aprendidas dos estudos de caso
= Estrutura de Intervencoes

15



Many urban water
utilities perform
poorly—Coverage is
low, service is
poor, and
operations are not
financially
sustainable

These utilities
operate in
dysfunctional
political economy
systems that
prevent successful
service provision
and promote
political patronage
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A necessidade de um marco de reestruturacao

Previous
interventions have
been unsuccessful

This Turnaround
Framework is
informed by
empirical
evidence from
utilities that
overcame these
dysfunctions



LicOes aprendidas dos estudos de casos

prestadores de servicos

SIMAPAG,
Guanajuato, Mexico

Il Turnaround case
studies
Case studies by
. Kingdom et al.

Case studies by
Heymans, Eberhard et

[ ] e&se studies reviewed
by Rebel

Case studies by
Kingdom, Heymans, or
Rebel

[ ]
SEDAPAR
Arequipa, Peru

Philadelphia,

Tartu Waterworks,

Scottish Water, Tartu, Estonia
. ’

Scotland, UK

AQUA, Bielsko-Biala, Poland

de

APA Vital, ®
lasi, Romania
SONEDE, HPWSC
S Hai Phong, pawaco
#:NiA F Victnam Da Nang, Vietham
urkina Faso °
SDE, {
Senegala ' NYEWASCO PPWSA ® mwe -~
NWSC, ' Nyeri, Kenya Phnom Penh, fanila, Philippines
SONEB, Ugandag Cambodia
Benin PUB,
® Tanga-UWASA Singabor
LWSC Tanga, Tanzania - 83k,
CESAN Lusaka, Zambia ®
® vitoria, Brazil INB Water,
SANASA Johannesburg, South

o, .
Af

eThekwini,

Durban, South Africa

Campinas, Brazil
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Sucessos e fracassos em ambientes distintos

Indice de sucesso — cobertura, perdas, cobertura
de custos. produtividade

] 10 20 30 40 50 G0 70 a0 90 100
Success Index



Novas LicOes dos casos exitosos de
reestruturacao

Create institutions first:
« Water law and policy

» Create regulator

« Corporatize utility

There is no "one size fits all" action
plan of corrective measures that must
be necessarily followed in sequence

Raise tariffs to cost recovery quickly

Borrow money to finance major
infrastructure quickly

Improve service and financial
performance first, build formal
institutions progressively

Successful turnaround strategies
sequence similar actions in roughly
the same order

Utilities should use the resources at
their disposal to build credibility
before adjusting tariffs

Use available resources first, and
build capacity and information base
before making sizable capital
Investments



Intervencdes baseadas nos custos e impactos
(mais facil primeiro)

) High cost

low impact

High cost Increasing sewerage coverage
DI Blyoleldll  and wastewater treatment
capacity
Expanding supply
capacitv
Increasing coverage

Expanding water

Cost capacity when physical
losses are high

Developing i
infrastructure i
without a strategic !

Comprehensive
plan

management
information
systems

Preventive
network
maintenance

Establishing a
regulatory

authority Improved meteriuy

Low cost Low cost .
. e L. NRW pilots
’ low impact | high impact
Developing water Staff training X
legislation and o0

evaluation

S‘LGI iy puwailn

Tariff study

777777777777 without i
Legend sufficient i District metering areas

|
|
|
| s .
® CESAN | information Financial systems Reducing costs
® DAWACO |
o ONEA | Working with
l available
® SONEB 3

resources




Marco de Reestruturacao

= Diagnostico
= Criar espaco para mudanca
= Planejamento de Acoes

= Sustentabilidade :




Definicdo de um Marco de Reestruturacao de uma

empresa de égua e saneamento
A reestruturacao (dar a volta por

cima) € uma transformacao de
um equilibrio subétimo em
estagio de, sistemas
Credibility disfuncionais de ciclos viciosos
em um equilibrio 6timo em um
Sistema funtional de ciclos
Sufficient |-=-=-zmmmsssssemnnnnnnss e Utility institutionalizes virtuous cycl MITEUOSOS

Some {-moromommemommmeee Utility begins to create virtuous cycles

Little, if any Utility is stuckin vicious cycles G

Performance Efficiency
(outputs/inputs)
22



Caminho de Desenvolvimento

Autonomy

Performance

Time

23



Componentes do Marco de Reestruturacao

Phase 0:
Assess the Utility

Phase 1: Phase 2: Phase 3:

Create Space & Action Planning Strategic Planning &

& Its Extemal Virtuous Cycles Institutionalization

Environment

Accountability Accountability Accountability Accountability
Credibility  Autonomy Credibility  Autonomy Credibility  Autonomy Credibility  Autonomy

Measuring credibility, accountability, and autonomy .

KEY
Proceed only when there is
enough space and resources

B Level of accountability B Level of autonomy

Level of credibility




Componentes do Marco de Reestruturacao

.

-
Start . No
Does the utility meet the desired goals for the utility h oh
i . Does the utility have the
service Iand access at a reasonable cost and in Yes resources to stort Phase 37 Yes Phase 3: Strategic
a sustainable way? : . Planning &
i . N
Turn | Need 2:“‘;'? = Institutionalization
Woarksheet in Decision Tool ecklist  pj—
No
v
. Does the utility have the
Dc_:gs the utility have the Yes resources to start Phase 27 Yes Phase 2: Action
conditions needed for starting o — — Plannin
a turnaround? E:“i: N — g
ecklist =
l No No

Does the utility at least have a |
competent manager and a
minimum level of autonomy? |

Yes

No

r

‘ Does the utility at least have o ‘ A rV O r e

government champion?

Phase 1: Cfeate . s o=
Vo res SPhikcs & vaious Decisoria
Step 1.1: 5ecure

E— Competent Manager
with Minimal Autonomy

Step 1.2: Choose First
Commitments




Fase O: Diagnostico

/
Is th_e utility currently _meetlng the \ . Water coverage
desired goals for service and - Sewerage coverage
access at a reasonable cost )\~ Objective - Average consumption
and in a sustainable way? ) AN - Continuity
cervice o N\ - Affordabilit
Customers . y
- Operating cost
coverage
- . : - Collection rate
ommercial Technical \
\_~ utilityDebt service coverage
. Manpggieent
N Human L \\\
M:::aar::;m Resource Organization \
& Management and Strategy \\
2N
hY .
N Governing
Legal Framework and Governance \, Framework
//\_
-
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Phase 0

Fase O0: Diagnostico — Probabilidade de Sucesso

Look for turnaround factors:

O Catalysts Low High

O Government champion w

o Competent and incentivized o X
manager O RS

O . O S
Managerial autonomy




Fase 0: Diagnostico— Performance e maturidade

Organization &
Strategy

Commercial

. Human Resources
Operations

Technical Operations Financial Management



Phase 1: Criar espaco para mudanca

| Autonomy
< Constraints that inhibit the space

(includeslack of funding,
customer demands, and political

-}) LL Autonomy gconomyissues, among others)
i’ \\\

s
Iy

|I |
Credibility Accountability Autonomy
Stage |
As credibility -H'“"H-H_H -
increases, autonomy o F
increases as well Credibility

Stage ll

As accountability
increases, credibility

' Il ity
increqases as we Credibility

29
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Fase 1: Criar credibilidade 2=

The initial commitments have short, sharp, high impact actions that improve
the situation. Examples can include:

Information
Stop ‘fighting Stakeholder Access to cash or needed for
fires’ credibility financing baseline
. Ensure basic cash
C(;’p":r‘::ir;r"zl ) collection |
Financial Address actions that generate
Management ~returns in the short run
Organization | Create ownership of = dentify and Gather data and carry out
and Strategy initial Changes among engage key analySiS of information
managers and staff stakeholders for initial baseline
Increase
Human competency of
Resource middle managers
Management
Technical - Rehabllltatg
Operations time-consuming
fixed assets

30



Fase 2: Plano de Acéao

Based on the Maturity Cobweb

Organization &
Strategy
5
Human

Z -

Management

Commercial
Operations

1
/ N\
SN
/N
Technica

Operations

Phase 0

Guiding principles

-

» |dentify priority areas
* Forexample: HR, financial, and
technical

Seek Balance in
Maturity Cobweb

Emphasize Staff
Capacity

If HR is a priority area, focus on HR first
Develop management team

oy T

Choose Low-Cost,
High-Impact
Actions First

Collect accounts receivable

Ty

Do What Is Important

C tth
for Stakeholders Sl sdls

"

Institutionalize Reform
to Sustain Success After
Achieving Success

» Create multi-stakeholder committee to
monitor performance

31
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£

NS

Establish the baseline

Select strategic
objectives

©

il

Fase 2: Desenvolver e Implementar Primeiro Plano de Acéo

Design the Establish contract
action plan

-

-

N

Carry out an in-depth
assessment of:
* Quality of service
* Coverage
* Customer cadaster
* Inventory of fixed
assets
* Staffing gaps
* Collections and
accounts receivable
* Information
systems
Determine maturity

Through a collaborative
approach, select
objectives, set targets,
and monitoring
mechanisms

~

Considering the utility’s
maturity, design first
action plan
The first action plan
includes:
* All actions to achieve
strategic objectives
* Resources needed to
meet targets

~

Establish contract with
governmental agencies,
which defines roles and
responsibilities for:

* Accountability

* Performance targets

* Resources to meet

targets

~

.\
32



Fase 2: Desenvolver e Implementar Plano de Acao

Organization
and Strategy

Financial
Management

Human Resource
Management

Operations

Customer
Service

Asset
Management

Quality of
Service

Maturity

Basic Midway Advanced ——
Organization Performance _ Outsourcing Integrated
assessment mechanisms s resource

chart policies
management
Accurate Tariff study Eg;ii:g{eaﬁ)d(pfar;e Strategy to reach Access to
forecasting (reasonable cost of l " full cost recover commercial
service) oW managemen tariffs finance
Staffing plan Training and Recruitment / Performance-
development early retirement based

Basic metering

Accurate demand

forecasting

Customer
database

No asset
management, start
registering and
prepare a list
Improved
water
quality

Value
assets and
risks

Asset
maintenance
planning and

depreciation
Increased

cqontinuity

policies

Effective cash
collection

compensation

Effective metering

Effective customer
communication

strategy
Prepare an asset Life cycle
replacement plan management
Increased
coverage



Phase 2: Develop and Implement First Action Plan

oy o Delivek Adjust
Political Economy _esutts " iang

y 4 et ’ Business Planning

Embed Establish Access The business plan is not just an
stakeholder cortract govemment investment plan. It addresses financial
S ongdonor performance, cultural change, and
fmance political economy, as much as technical
“Engage and A opt improvements

IncreA

incentivize finaneial
e staff MIS
Build
revenue
Strengthen DeSIgn Lcredlbl lity \l
uate

. P busines
institutions Deflne Lead by

lan
v1$1on Establls example 54 adjust
tagiffs
e h
Block Select costs e I"Egse
corruptio obJectwe managerl
n
° autonomy ) Plan for
and Engage staff ,

capital
targ stake:older d/ investments
Acknowledg ‘

Culture Chang‘ i _cever
o™ Financial Performance



Fase 3: Sustentar um Ciclo de Planejamento Independente

Monitor
targets

Planejamento estratégico de

longo prazo Utility and
Implement government Adiust and
new business :\dapt
7 e o plan
Plano de negécio pluri-anual Utility Utility and
government

Coordenacao efetiva entre
governo e empresa

Develop new
business plan

Update

baseline for
next plan

Utility Utilit
Componente de pem— i
Sustentabiliade em parelelo a e
implementacao do ciclo Utility and
government S stentabilidade

independente de planejamento

No Brasil 2 coordenacao com ciclo regulatério
(
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Fase 3: Sustentabilidade

[ XX )
aa as
\ /
Formalize
institutions and eEXrtnet;ﬁ;
governance

‘arrang ements  protect stakeholders

utility from

&

Institutionalize

best practlcesﬂ
:-
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