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Institutional Development
Current institutional Environment

Background to the Organisation of the Water Supply Sector in RSA.

There arc briefly thrce levels of organisation of water supply sector in RSA as illustrated in
Figure 2-2. 'Ihe‘f_bllowihgs‘ are summary of the current structure of each levels, and details
describe in items (2) to (4) of this section.

@

DWAF (Nat_ionél government level): DWAF has mainly three Chief Directorates, i.e.
as Water Resources Development, Water Utitisations and Community Water Supply
and Sanitation (CWSS) and nine regional offices in respective province.

Under the Chief Directorate of CWSS, there are three key divisions of Planning, im-
plementation Promotion and Organisation Development.

WB(Water Board as Semi-government structure):WB will continue bulk water supply
function to the urban / rural area and industrial complex, and provide technical and
administrative training to local authorities.

TLG (Transitional Local Government):TLG consist of two level of organisation briefly,
one is TLC (transitional Local Council) in the urban and peri-urban area, and other is
DC (District Couacil) in the rural area.

DWAF

DWAF has the national responsibility for ensuring that the water supply and sanitation needs
of the people and of the economy which sustains them are met effectively. As part of the
reform process within DWAF, a new Chief Directorate of Community Wales Supply and
Sanitation was established to promote water supply and sanitation. The responsibilities of the
Chief Directorate are to:

Assure effective on-going operation of potable water supply systems for which DWAF
is responsible;

Plan and promote the expansion of services in collaboration with provincial govern-
ments;

Develop organisations at the local and regional level to achieve the goals of the RDP;
and

Monitor and regulate water supply and sanitation activities in accordance with the con-
stitution.
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Figure 2-2  Overview of Organisation of Water Supply Sector
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The White Paper on water supply and sanitation is geared towards the establishment of a ctear
framework to enable Third Tier institutions to play their role in implementing service provi-
sion at the local level.

As concerns the Study Area the regional office of DWAF are located in Mmabatho and Nel-
spruit which arc distant from the FS Arcas, 1t should not therefore be expected that any sig-
nificant support can be provided in the Feasibility Study Arcas. The DWAF regional office
has however contributed actively to the Study process.

3) Waler Board
Major functions and toles of the Water Board (WB) are summarised as follows:

- Establish a system of communications with communities within their area and explain
the services and capabilitics that the water board can offer;

- Establish procedures for the establishment of LWCs, including application for funding,
technical assistance and training;

- Make funds available to LWCs including the provision of technical assistance in the
ptanning of any local water supply and sanitation schemes; and

- Monitor the expenditure and application of funds for projects.

Current situation of WBs within the Study Arca are summarised in Table 2-25, and discuss the
followings.

Table 2-25 ply
3 T, g RSN
gL EELES, Et &annd bty AL th b, LoE Momk
Waler Board Magalies Water Magalies Water No current Water Board.
Service Area Western Region Eastern Region No current structure
Buik Supply Source Vaalkop WTW Klipvoor WTW Weltevreden WI'W

(a)  Magalies Water

MW has recently revised its organizational structure to cater for assistance / support for the
process of community service i'e. retail as well as bulk water supply. The absorption into
this function of staff in the area who were formesly employed by NWWA has changed the
whole profile of the MW organization which is now a relatively farge organisation with some
400 employees. As a result of the NWWA staff secondment some 60% of MW staff are in
communily water services.The figure above illustrates the considerable capacity which MW
has, which could be tapped to support scrvice delivery in the Feasibility Study Area.
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(b)  Highveld Water Board (Proposed)

In terms of the same process of rationalising boundarics which was the molivation for the
JICA Study on Magalics Water, the British Department for International Development has
sponsored a project to look at the boundatics and options for the Upper Olifants River basin,
The arca currently has no single bulk water supplier. A key question from the start of the JICA
Study has been whether KwaNdebele and Moretele 2 will form part of the Magalies ESA or
part of some, yet to be created, board / authority in the Highveld region. Considerable progress
has been made and it has been unanimously agreed by the stakeholders to sequest the Minister
10 eslablish a new Water Board (Highveld Water Board) in the Upper Olifants River catch-
ment area. The process of doing this has now commenced.,

4 TG

The current structures of the transitional local government have been set up in November 1995.
There are many unclear reles and responsibilities on the managing differcnt parts of the water

supply and sanitation network, and also the factors underlying the poor performance of the
cutrent institutions in water supply sector.

In 1999 under the new consititution, local goverment bodies will be establshed seeking with
well function of structures and staffing.

There arc three DCs involved in the area covered by the study and outlines of the institution
arc shown in Table 2-26.

Table 2-26  Current Situation of DCs
District Council Rustenberg District Eastern District Council Highveld District Council
Council
Number of staff Limited size (48 Posts) Limited size (31 Posts) Limited size
_O_M experience No O& M Capacity No O& M Capacity No O& M Capacity
Area Planning Forum Area planning forumin |  Area planning forum in
place. place.




(a) Rustenberg District Council

The North Mankwe Feasibility Study Arca comprises four discrete groups of communitics
lying within the Mankwe District of North West Province, which in turn falls under the juris-
diction of Rustenburg DC.

A Technical Planning and Service Delivery Department has been created to serve the need to
become involved in facititating service delivery has been created.

RDC has also promoted significant planning capacity by dividing the area of its jurisdiction
into planning zones, allocating a councillor to each zone (Zonal Councillor) and appointing a
Zonal Engincer (a finm of consulting engincers). Together with the couadillor, these cngi-
necrs are responsible for developing an integrated service delivery program.

(b)  Eastern District Council

The Moretele 1 and Odi Districts within which the Kiipvoor Area lics, fall under the jurisdic-
tion of Eastern District Council. EDC is a smat! organisation and there are only a small num-
ber of posts directly related to the service delivery process.

(¢)  Highveld District Council

The Feasibility Study Area falls within the Moretele 2 District of Mpumalanga Province, whi-
ch in turn falls under the jurisdiction of HDC. HDC has its offices at Middlcburg which is
distant away from the FS Area. HDC has limited resources and capacity to become directly
involved in water supply in the area. As a result of this lack of capacity, zonal planning
structures have not been implemented in the HDC area of jurisdiction.

(8)  Overall Assessment

In the Feasibility Study Areas very little capacity is in place at district and local authority level
to execute the function of future project implementation, operation and maintenance. Also
the administrative capacity necessary to ensure effective cost recovery is not present.  The
local govemment structures are all transitional.

In contrast, MW (including the operations absorbed from NWWA) has sufficient capacity in
the Klipveor and North Mankwe areas.
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2.7.2 Requirements of the Water Services Bill

The Bill was published for comment in May 1997 and will have a significant impact on the
institutional structures in the watcr Supply scctor. . The Government requested comments on
the bill and to date a large number of s'ubmissions requesting modifications have been received.
‘These response do not challenge the main provisions of the bill but rather deal with aspects of
detail. It can, therefore, be assumed that the bill will pass through parliament without any ma-

jor changes. For the purpose of this stud‘y its main provisions have been used as the basis for
institutional planning.

The objectives of the bill include inter alia the requirements for:

- Setting national standards and norms for tariffs.

- Preparation of water service development plans,

- A regulatory framework for water service institutions.
- Establishment of water boards

- Monitoring of water scrvices.

- Financial assistance to water services institutions.

- A nationa) information system on waler services.

The Bill tays down two major requirements:

- Firstly that everyone has a right of access to basic water supply and basic sanitation.
- Secondly that Water Services Authorities must take reasonable measures {0 realise this
right and plan to achieve it.

A Water Service Authority is essentiatly a municipality. In teims of the bill these institutions
have a legal obligation to meet service requirements.

The main duties as set out in the Bill are:

- Subject to certain conditions, {0 progressively ensure that all consumers and potential

consumers in its area are provided with efficient, affordable, economic and sustainable
water services.

- To prepare a water services develop plan for their area of jurisdiction. Key aspects of
this plan are identification of the Water Services Providers, proposed infrastructure,
water sources, capital outiays and cperating costs.

- To provide the water services itself or to contract Witer Service Provider to provide
water segvices.
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Water Services Provider is the function of actually providing the service as distinet from the
fegal obligalion to do so which resides with the Water Services Authorily.  The obligation to
provide the scevices cannot be detegated.  'The actual provision of the service can be delegat-
ed by means of a contractual relationship. The draft Bill clearly specifies the terms and condi-
tions for contracting the Services Provider function.

Water boards arc also dealt with in the Bill . These are not new structures and their primary
function is to provide water to other watcr service institutions. The role of the water board as
the bulk supplier is largely unaffected by the type of institution which is the Water Services
Provider.

It is noted that bulk water is provided with the proviso that the board must not firancially pre-
judice itsclf or other consumers in doing so.

Water Services Committees, are corporate bodies which can be established by the Minister in
terms of the Bill to provide water supply within a service arca where there is no Services
Authority to perform the function.

It is necessacy  that formation of a Water Services Committee has the support of the commu-
nity or area served.

2.7.3 Iastitutional Framework created by the Bill

Institutional options need to be built around the possibilities provided for in the proposed Wa-
ter Services Bil. In summary there are four distinct institutional structures which could be
involved in the service delivery process:

- Water boards providing bulk water supply.

- Water Services Authorities which must give effect to the right of all people to basic
water and sanitation services.

- Water Services Authorities acting as Water Service Providers and de!wenng services
directly to consumers.

- Water Services Providers are third party institutions which the Authority contracts to
deliver services on its behalf.

In areas that there are no municipalities and thesefore no Services Authorities; by default this
role will then fall on the district council. Because of the lack of capacity of district councils
this creates another set of problems to be addressed.
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2.7.4 Needs Identified from Pilot Project Experiences

The findings and lessons learned from the pilot projects are fully dealt with in a scparate

volume of the report, The intention here is to simply list the key lessons which must be taken
into account in the planning form of the feasibility studies:

Identification of the WSA and WSP roles arc essential first steps in sciling up a proj-
ecl.

The identificd WSA and WSP (if not the community) should be involved in the plan-
ing process from the start.

Proper social, institutional and tsaining assessment are essential parts of the planning
Process.

The community must be assessed in the context of the wide area in which resides
taking into account factors in the area / other communitics which may impact on the
project ¢.g. illegal connections in neighboring communities and payment history.

In the context of the above item some area planning initiatives may be necessary if the
project is to succeed.

The establishment of PSCs need to be carefully coordinated and can be a time con-

suming process. An effective PSC is however an essential ingredient for success. Re-
quirements include;

P Involving all existing committees.

X Ensuring representivity of all groups in the community e.g. women and young
pcople.

% Initial training of the PSC in its role is essential.

¢ Ongoing monitoring of the dynamics ia the PSC is important.

¢ The PSC must have decision making authority.

The lasl point above is particularly important and key decisions such as appointment
contractors must be seen by the community to be made by the PSC.

Business planning must start early in the project life style and directly involve the
communily. This should be a very practical form planning focusing on how key as-
pects of the project will be handled e.g. taniff collection, operation and maintenance.
RDP type business plans have in the past been 10 high tevel and generally be prepared
by outsiders.

Some up front financial commitment from the community should be encouraged as a
means of strengthéning commitment to the project and ensuring sustainability.
Generally the amount of time to achieve sustainable plans is under estimated. This
will also vary from community to comimunity and the assessment referred to in (3)
above is essential before time frames and budgeis are finalised.

Training and mentoring be prominent in plans and require a substantive budget.
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- Institutional and development cost will vary from project to project and should there-
fore not be generalised without taking into account the needs of the patticular com-
munity. These may be as low as 3% of total project cost of as high as 15%.

The implementation of pilot projects has therefore provided some very useful lessons which
nced to be taken into account in planning.

The communitics in the pilot projects are demonstrating a capacity to organise and plan. Plan-
ning teams are now being formed which will address all aspects of the institutional develop-
ment process and articulate specific needs.

2.7.5 Qptions for Institutional Structures
(1)  Bulk Water Supply

There are no choices for bulk water supply institutions. This is defined as the responsibilily of
the proclaimed water board in a particolar area

Table 2-27 Bulk Supply Institutions
prth Manlow ‘

Highveld Water
(to be cslablished.)

Magalics Water Magalics Water

The rote of the water board as the bulk supplier is largely unaffected by the iype of institution
which is the Services Provider (i.e. retail supplier) provided such supplier can meet the con-
tractual commitments entered into in the bulk supply contract.

(2)  Retail Water Supply

In all arcas it has been indicated that there are no established local authoritics and thezefore no
Services Ahthorities; by default this role will then fall on the district councils. In practical
terms because of the DC’s tack of O&M capacity this role will be difficult to achieve. The
two main possible institutional options are thercfore as follows:

(@  DCas Services Provider

In terms of this option the DC would need to become directly involved in service provision by
setting up the necessary sub-structures within its organization to take on the functions of im-
plementation, operations and maintenance.
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(b)  DC Contracting with a Services Provides

There are two possibilitics: Firstly contracting with an cxisting institution to {ulfill some or all
the functions of service provision. Secondly contracting with a new institution, RDC / EDC
and MW have discussed the formation of a new institution for this purpose in the form of a
joint venture partnership which would be a corporation with the functions of:

*  Acling as Scrvices Provider or to ensure that the role is fulfilled, (Main function).
*  Providing support for small municipalities and contractors.
» Facilitating redeployment of former NWWA staff into service delivery in the area.

Formation of this structure will 1esolve issues relating to responsibility for implementation,
operation and maintenance.  This could also be applicable in the HDC/ HW area.

(c)  Transitional Local Institution as Services Provider

While the options outlined above assume a higher levet institution in the sole of Services Pro-
vider, the possibility of a community taking on the functions should not be ruled out. This
seems unlikcly"in the short term given the lack of capacity and structure amongst communities
in the A'gea. However in the medium to long term this option should be encouraged. It is
not precluded by the two options above which should all have as an ultimate goal the transfer
of the functions to local government institutions. '

Assessment of the options against selected criteria, and discussion of the possibilities with
key stakeholders, has led to the conclusion that there is no single 6plion which will provide a
solution to meet the needs in the FS Area, Rather that a solution which integrates the differ-
ent options has the best probability of success. The approach which has been adopted is there-
fore to develop a comprehensive solution integrating the different possibilities with particular

attention given to the ciiteria of delivery, capacity, financial viability, sustainability and ac-
ceptability ta stakeholders.
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2.7.6 Proposed Institutional Structures

As the results of previous discussion on the assessment of current conditions of communities
and institutional frame work under water service bills, Table 2-28 indicates realistic proposals
of the project organisations.

(1)  Bulk Water Supply

Bulk water supply of the FS areas are Magalies Waler for North Mankwe and Klipvoor and
Highveld Water for Morctele 2 project, respectively. Figure 2-3 illustrated proposed structures
of MW.

Figure 2-3  Proposed Structure of Magalies Water Board

Board of Directors

[ Chicf Exceutive Officer |

l | I l

Human
Resources

Administration Operations Finance Audit

Bulk supply Bulk Supply Community |-

West Arca East Asea Service
North Klipvoor
Mankwe
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(2)  Retail Water Supply
(d)  WSA (Water Scrvice Authorily)

As indicated in Table 2-28, cach DC shall be the WSA for respective project.

‘Table 2-28 Proposed Rctml Water Suppher

AR R ;" Norih Mankwe - ~Klipvoor i+ 5 10 Morefele2
Service A“',"“"“" : Rustenberg DC Fastern DC Highveld DC
{WSA)
{HVirst and Second Siage
HDC - HW }V
. v RODC - MW}V EDC - MW }V {Possibly Supported by
Service Prov "d,“' BoTT Centractor)
(VSP) Suppoited by  Block | Supported by  Block | Supporicd by Block
Scrvice Cooperatives Service Cooperatives Service Cooperatives
(2)Third Stage
Service P(r:)\:;(}]);r: Area Service Cooperative | Area Service Cooperative | Area Service Cooperative

(b)  WSP (Water Service Provider)
i} Water Services Provider (Area)

A DC-MW Joint Venture and Partnership which is in the process of discussion could become
the Services Provider in the FS Areas as a whole.  This role will require the JV to provide
water services directly to communities or to intermediaries which may be created.

The advantages of this JV functioning as Services Provider are that it can be put in place rela-
tively quickly and therefore can address the need for urgency. It will through links with its
parent organisations  also have considerable capacity to draw on.

i) Intermediary Level Structures (Block Setvice Cooperatives)

There are a large number of communities in the FS Areas with which the JV will need to
interact in the process of service delivery.  This presents a major challenge and given capac-
ity limitations may lead to some communities bcing less well s'ervcd than others. 1t is pro-
posed that introducing an intermediary leve! structure may be important in co-ordinating
scrvice delivery. The form of such intermediary structures may range from simple co-
ordinating committees, through formal constituted co-opcratives (partnerships) , to registered
companies. Furthermore the need for such intermediaries will vary from one supply block to
another and the form may change over time.

2-36




iily  Community Level Structures (Local Services Provider)

It has becone clear from the findings of the pilot projects that the sustainable supply of water
to communitics cannot be achicved unless some institutional capacity is in place at community
level. Thus while it has been strongly noted that there is no capacity at local level, the devel-
opment of some capacity is essential to meeting service nceds and therefore must be an inte-
gral part of the proposed solution.

2.1.7 Staged Institutional Development Plan

(1)  General

The plans of institutional development and capacity building in water sector shall be prepared
taking into account current situation of communitics, project implementation ptan and opera-
tion and maintenance schedules. Tn particular, institutional development of 31d Tier in the
project will be carried out by the following agencics concerned.

The master schedules of such development plan for the project divided into three stages, i.c.
first, second and third stage. Table. 2-26 tabulated staged development plans.

- Agencies : Project Implementation Agency ( infrastructure development ) and Water
Service Provider { operation and maintenance ) is JV between DC and WB or BOTT,
and Water Service Authority is District Council

- Staged Development : ;
X First ( 1st) Stage(1998- 2002) Implementation of construction work and
establishment of 31d ‘Tier institution for Water Service Level A
P Second ( 2nd ) Stage(2003-2007) : Implementation of up-grading of
infrastructures and re-structuring of 3rd Tier organisation

DS Third ( 31d ) Stage( Beyond 2008) : Continuation of O&M and water tariff
collection

The concept charts of institutional development for each stages are illustrated in Figure 2 - 4
and 2 - 5.
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‘lable 2-29  Master Schedule of Institutional !)cvelopment

Desyriplion

1958 - 2002

2003 - 2007

2008 - 2012

A, Construction Schedule

(1} Level A Facility

(2) Upgrading (1) Facility

(3) Upgrading (2) Facility (if any}

21 314]5S

7

8

kd

6] 1|12

13

141 15

pasanpenses

B. Water Supply Service
(1) Service Level A

(2} Service Level B(1)
(3) Service Level B(2)

C. Institutional Development
CI. Stage 1 Development

(1) Contracting JV

{2) Appointment of WSP

{3) Edtablishment of LWCs

(4) Preparation of Action Plan
() Formation of BWSCs

C2. Stage 2 Development
{1) Strengthening of LWCs/BWSCs

(3) Consensus of Upgrading
(4) MentoringStrengthening OM
(5) Formation of AWSCs

C3. Stage 3 Development

(1) Consolidation of AWSCs

(2} Pesmanent Operation

(3) Tariff Collection/Loan Payment

C4. All Stages
Capacity Building Activities

(2) Operation of Basic Level Service

(6) Fund/Loan Management 1 |

(4) Mentoring/ Strengthening OM
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Figure 2-4 Institutional Structure (First and Second Stage)
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Figure 2-5 Institutional Structure (Third Stage)
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(2)  Stage 1:1998 - 2002

(a) Step 1: Preparatory Work

The main purpose of this step of the work is to get the policy decisions made necessary for
project implementation to proceed, put in place the necessary institutional infrastructure and
commence the process of engaging communities in planning.

Tab!ez 30 Action Plan (St.- 1/9(8}) l)

schedule and financial plan / budget.

Ay chninments 1 -q': SRy DR ResPonSib'htl

l) Pormu!atlon and achicving agreement Policy responsibility for the sourcing of | DC
on implementation and funding policy. | funding is essential.

2} Establishment / designation of project Fstablish JVs which is the key institution in | Water  Board
implementation agency te. water | the proposed structure. Once cstablished | and District
service provider (WSE) these entitics can take on the role of services | Council.

Provider in the FS Areas and also the rofe of
implementing agent for the FS projects.

3) Preparation of basic work plan. v

4} Develop project initiation / promotion AY

5) Recruitment of local consultants or
private company to assist imple-
menting agent with execution of work.

It is anticipated that due to lack of capacily
identified amongst the key role players that
oulside assistance will be sought.

Implement,
Agent or dele-
gated party

Preparation of Short, Medium and
Long Term Action Plans by local con-
sultants.

6)

Jmplement.
Agent or dele-
gated party

This is the first step in the process of project

mittce / LPSC in cach communily
providing for project promotion strate-
gies and community awareness build-
ing.

jcvel of institutional capacily to be devel-
oped at community leved, it is essential that a
programme is put in place in the short term
to achieve this. Such a programme will need
to draw heavily on the experiences of the
pilol projects.

7) Conduct basic socio-economic survey Implement.
 and institutional cnvironment assess- | implementation. Agent or dete-

ment. gated party

8) Establish / identify Local Water Com- | Given that the proposed solution requircs a | Implement.

Agent or dele-
gated parly
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Step 2 : Initiation of Construction of Water Supply Infrastiucture

The key focus during this step is to achieve the institutional development and functioning ne-
cessary for the implementation of the basic (i.e.RDP) level of scivice.

'l able 2-31 Action Plan (St llStep 2)

proposed reserve / accumulation fund
for higher levels service and the promo-
tion of a project to achieve this to the
communities.

planning.

- Reguirement Seiaid | Rebponsibility
1. Capamiy bu:idmg with LPSCs Ongomg capacity bun[dmg o develop Ihe Implement,
foundations laid during Step 1 is essential, Agent or dele-
gated  party.
Handover  fo
Wsp
2. LPSC engagement of project planning | Active involvement by communities in all | WSP
and parlicipation in decision making on | key decisions is necessary.
project design and  selection of con-
tractors.
3. Assistance with and involvement in the | Communities will participate in the con- | Contractor
construction process. struclion process.
4. Development of Operation and Mainte- | In preparation of for the commissioning of | WSP
nance plan for scrvice level A, the basic level of service infra structure.
Plans must detail the requirements in terms
of:
¢  Processes / systems,
*  Resources
*  Funding
5. Establishment of Block Water Supply | A lack of capacity within communities fead | WSP
Cooperatives (BWSC ). to the need identified in the pilot projects :
for a support infra structure beyond the
boundaries of each project. This has been
addressed in the Study recommendations by
the concept of BWSCs wherehy communi-
fies can share capat:ity and scarce resources.
6. Devclopment of arca support networks. Thns is the first step in the process of gen- | WSP
erating the interaction necessary for the
ultimate formation of area water supply
cooperatives which may lake over the role
of the JV.
7. Preparation of a policy in respect of the | Necessary for transition to medium term | WSP
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Step 3: Commissioning and Trial Opceration of Initial Projects

This step is concerned with the operationatising the initial basic level of scrvice infrastsucture
which has be constructed and developing the necessary operations and maintenance strategics

and plans necessary to ensure sustainability.

'I‘ab!e 2-32 Action Plan {St.-1 [S‘tep-S)

g ‘Regulrement . - | Responsibility

1. Review, cvaluation and amendment of Contractors have a history of nol prowdmg Wsp
operating and training manuals as nce- | for hand over not prepating adequate opera-
€ssary. tions manuals, Monitoring is thus essential.

2. Capacily building with LPSCs and local Ongoing capacity building to develop the | WSP
operaling structures which have suc- | foundations laid during Step 1 and 2 is es-
cecded them. Focus on operations and | sential.
nmatnienance.

3. Finalise and implement local operating WSsp
structures.

4. Conclusion of hand over agreements. WSP

5. Trial operation of infrastructure and | A major barmier to sustainability in the past | WSP
mentoring of opcrations, maintenance | has been the lack of mentoring involved in
and administration staff. projects post handover.

6. Formalise area service network and Wwsp
forraulate plan with JV for transition to
a cooperative lo combine BWSCs into
an overall organisation pcrformmg
WSP role. :

7. Set up of reserve / accumutation funt_i' Establishment and accumulation of rescrves | WSP
for higher levels of service and com- | from initial steps is essential if adequate re-
mencement of collection of reserve | serves are (o be built up to achieve the higher
<ontribulions. level of service.

(3)  Stage 2: 2003 - 2007

(®)

Step 1: Preparatory Work and Implementation of Process for Higher Service Level

Local structures developed during Stage 1 will nieed to be developed to play a full role in pro-
ject implementation, commissioning and operation and maintenance. Also in the development
of the process of planning and providing for up grading of service levels.
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'l‘ah!e 2-‘53 Action Plan (St -2/‘§tep-1)

. " Reguivement : T Notes ot i 0k | Responsibility”
I (‘apacny bualdmg wilh Ioca! npcr?tmg Ongomg capamy building (o devc!op the Wwse
structures. Focus on operations and | foundations faid during Stagel is cssential,
maint¢nance sustainability.
2. FPormulation and achieving agreement | Policy res&insibi!iiy for new / additional | WSA
on implementation and funding policy | sources of funding is essential.
for upgraded level of service.
3. Preparation of basic plan. WsA
4. Develop project initiation / promotion | Up-graded lovel of service wsp
schedule and financial plan / budget.
5. Recruitment of local consoliants or | Tt is anticipated that duc to fack of capacity | WSP
private company to assist with execu- | identified amongst the key role players that
tion of work. outside assislance will be sought.
6. Preparation of detailed Action Plans by | Implementation of up-graded level of serv- | For WSP
local consuliants. ice
7. Strengtheping of BWSCs Undertaking OM and fees collection WSP
(b)  Step2: Implementation of Higher Level of Service Projects
Table 2-34 Action Plan (St. ZIStep-Z)
' ! Requirement s : it .1 Respons ibility
1. iPSC cngagement in project piannmg Acln.c involvement by communities in all WsP
and participation in decision making on ] key decisions is n¢eessary.
project design and  selection of ‘con-
tractors.
2. Assistance with and involvement in the | Communities will participate in the con- | Contractor
construclion process. struction process,
3. Development of Opcration and Mainte- | In preparation of for the commissioning of | WSP
nance plan for service level B. the basic level of service infra structure.
Plans must deiail the requirements in terms
of: '
*  Processes f systems.
*  Resources
*  Funding
4. Deposit of reserve funds and disburse- | Management of reserve fund and loans WSP

ment of credit loan




(©

Step 3: Commissioning and Trial Opcration of High Service Level Projects

Intermediary structures necessary will need to transformed to cater for long teim needs by ra-
tionalisation of BWSCs.

'I‘able 2-35 Action Plan (St.- 2!Step-3)

iltquiﬁemcnt P s L5 Nofes - _ Re'sponsnblllty

1. Rcwcw, cvaluation and amcndmcm of Contractors have 3 hlstory of not providing | WSP
operating and lraining manuals as nec- | for hand over nor preparing adequale opera-
€SSaTy, tions manuals. Monitoring is thus essential.

2. Capacity building with tocal operating | Ongoing capacily building to develop the | WSP
strictures. Focus on operations and | foundations laid during previous slages /
maintenance higher service level infra- | steps is essential.
structure.

3. Finalise and implement revised local | Preparation of new water tariff system by | WSP
operating structurcs. used volume of walter.

4. Conclusion of hand over agreements. wsP

5. ‘Frial operation of infrastructure and | A major barier lo sustainability in the past | WSP
mentoring of operations, maintenance | has been the lack of mentoring involved io
and administration stalf. projects post handover.

6. Re-structuring of BWSCs and JV or- | Objectives will be to: WSPs and IV
ganisations. « Utilise Jocal capacity built up during

- Stages 1 &2
»  Delegate to local authorily level as much
of the WSP rolc as possible.
*  Reduce the umbrella role of the §V.
7. TFunds management WSP
(3)  Stage 3: 2008-2012

Roles and responsibili'lies wilt change over fime and realignment will necessarily need to take
place. To illustrate this it is noted that in the medium term the JV structures may fall away
with the intermediary structures amalgamating to fulfilling this role. In the long term as ca-
pacity is developed the local structures will take full responsibility for scrvice provision them-

selves with no intermediary structures,
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T‘lb](‘: Z__-36 Action Plan (St -3)

" Requ ibement

§ LU0 Notest 4 et 5 v [  Responisibitity
1. (apauly building with local | To achieve the situation where local structures | WSP
operating  structures. Focus | assume tespoosibility for the Scrvices Provider
on sustainability. role there will need to be significant strengthening

of these structures in the medium to long term.

2. Enhancement operations and WSP

maintenance performance on

a continuous basis,

2.8  Implementation Plan
(1)  Overall Schedule for Stepd Development

The proposed project (Case C-1) will be implemented in three steps starting at ycar 1998 and
cnding 2012, comprising step 1 (1998 — 2002), step 2 (2003 -~ 2007) and step 3 (2008 - 2012).
The step 1 involves preparation of water supply facilities under the service level A with neces-
sary ecstablishment of LWCs {Local Water Communities) and BWSCs (Block Water Supply
Cooperatives).  The Step 2 includes commission and aperation of the Level A services and
preparation of upgrading the service level as well as restructuring of WSCs (Water Supply

Cooperatives).  The step 3 does commission and operation of the Level B services (See Fig-
ure 2-6).

(2)  Implementation Schedute for Service Level A (Sage 1)

An initial cost estimate has been prepared for both the A and B level of service, however de-
tailed design would make it possible to arsive at more accurate costs. Strengthening the in-
stitutional capacity of the proposed Water Services Authority and Provider would commence
during the implementation period through maximum mobilisation and involvement of the
beneficial communities. The overall implementation will require a 5-year period. The first
two years will be used for arranging the loan and finalising the detailed design while the re-
maining three years will be for construction works as shown in Figure 2-7.

The implementalion schedute shows the first three quarters of 1998 during which arrange-
ment of the loan funding will take place; the detailed design will follow and is scheduled for

completion by late 1999, The first tenders for construction will be called at the beginning of
2000.
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It is also envisaged that the construction work will be separated into two packages cach corre-
sponding to two of the four Supply Blocks in the Arca. ‘This arrangentent will increase the
amount of admilrtion required but is necessary to ensure the completion of the project by the
end of 2002, the target year for providing the RDP minimum level of services.

(3)  Implementation Schedule for Service Level B (Stage 2)
The overall implementation will tequire about a S-year period. The first two years will be

spent for arrangement of loans, operation of reserve fund and detailed design, while the
remaining three yeats will be for construction works and partial commissioning.
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Figure 2-6 Overall Implementation Schedule
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Figure 2.7 Implementaiton Schedule ( Infrastructure)
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2.9 Envirenmental Assessment
2.9.1 Method of Assessment

Environmental assessment methods of development project in the RSA are as follows in gen-
cral.

- ROIP 1( Relevant environmental impact prognosis stage 1 ) : This survey is conducted
as “ IEE ( Initial Environmental Evaluation )” in the Master Plan stage. The contents of the
reports describe summaries of environmental impact of the project implementation and items
to be surveyed during feasibility study stage .

- ROIP 2 : This survey is carried out as “ EIA ( Environmental lmpac_l"Assessmchl ) in
the Feasibility Study stage. The sutvey consists of two steps, firstly ROIP 1 report shalt be
carefully reviewed when location and its dimensior of the proposed water infrastructures was
determined preliminary, secondly detailed additional survey and investigations shali proceed if
it confirmed necessary. The ROIP 2 reports shall be tabled in the EIA meectings which mem-
bers of committee comprise 're'prcsentatives of DWATF of both central and regional , Provincial
Environmental Department and  National Park Board. It is noted that the items to be consid-
ered in order to mitigate negative impacts during construction or development step of the pro-
ject should be identified and incorporated in the specifications of the contract documents.

2.9.2 Borakalalo Nature Reserve

The Borakalalo Nature Reserve is located within the Klipvoor FS Area and the envitonmental

sensitivity of the proposed water supply infrastructure development within this area requires
particularly careful consideration.

2.9.3 Important Environmental Impacts

The imporlant environmental impacts for the project were discussed and incorporated in the
ROIP 2 Report.  The following is a summary of the major negative and positive impacts of
the proposed development on the environment.

(1)  Negative Impacts

The major negative impacts include the disturbance of an already highly disturbed area
of low ecological value, coupled with a low conservation status and aesthetic value
{with the exception of the Borakatalo Nature Reserve).  Another negative impact may
be the effect of increased water consumption which, in view of the low level of sanita-
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tion, could have an impact on groundwater as a result of the disposal of wastewater.
The potentially ncgative impact on the tourism potential of the Borakalalo Nature Re-
serve is also very significant,

(2)  Positive Impacls

The major positive impacts ate related to the availability of a reliable and safc water
supply to an increase number of people in the project areas. Construction activities
could cause temporary economic upliftment in the immediate vicinity.

2.9.4 Conclusions

No fatat flaws were identified during the environmental impact assessment that would prevent
the scheme from ‘going ahead although the proposed development within the Borakalato
Nature Reserve must be addressed paying careful attention to environmental considerations.
The environmental impact of the proposed development must be carefully managed both dur-
ing and post construction and proper mitigation measures put in place to minimise potential
negative impacls.

'29.5 Recommendations

The issues fo be determined in the detailed design stage of the scheme ate summarised as fol-
tows :

(1)  Social impacts

+ The social and economic impacts associated with construction disturbance on
farming activities along the pipeline routes should be investigated.

* ‘This investigation should include meetings with the local communities to deter-
mine the preference of the communities to any options or alternative dcvelopments
especially in the siting of regional and service 1EServoirs.

+  The lack of adequate sanitation facilities needs to be investigated with respect to
higher water consumption.

(2)  Ecological impacts
+  Consultation with the North West Province Department of Environmental Affairs
and Tourism and the North West Province Parks Board must be continued {o reach

consensus regarding the proposed devetopment in the Borakalalo National Park.
«  An Environmental Management Plan should be compiled for the construction
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stage and approptiate rchabilitation guidelines should be prepared to mitigate the
disturbances and acsthetic impacts caused by construction of the pipelines and as-
sociated infrastructure,

«  Landscaping requirenients for river and canal crossings as well as the pcrmanent
access roads should be properly specificd.

2.10  Project Evaluation

The proposed projects in the three FS Arcas have been comprehensively evaluated from an
engincering, institutional, financial/cconomic, social and environmental viewpoint,

2.10.1 Engineering Aspects

Due to the limitations in terms of quantity and quality of groundwater in the three kS Arcas,
the proposed water supply systems have been planned and designed on the basis of utilising
surface water.  In addition, the planning and design of facilitics has paid due consideration
not only to the avoidance of excessive cost as well as the maximum use of the locally applica-
bic technology and available resoutces, but also the possible future upgrading of the facilities’
capacity due to higher dernand arising from the need for a higher level of service at the step of

Level A planning, on the basis of DWAF’s technical guideline.

Specific remarks on each FS Arca are summarised as follows.

Nénh( P ,.«

Table 2-37  Engineering Remarks

{n the Project Asca, several RDP
projects are currently being im-
plemented or planned by MW and
DWAF. Necessary adjustments
and consultation has been made to
take this existing planning into
consideration and to consolidate it

in the project formulation.

Since the service area is rather wide
and benelicial communitics scatler,
three main pipelines from the

treatment works were planned,

taking into account easicr operation

and mainatenance. The intake
point of raw waler was selected at
which river stream is slable and

intake is casicr even drought period.

The proposed project includes the
expansion of the existing Weltevre-
den WTW which will be operated
by HW in future. Through provi-
sion of ncw pipeline different from
the main pipe in KwaNdcbel area, it
is planned (o attain easier operation

and maiantenance as well as stable

water supply to the project area.
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2.10.2 Institutional Aspects

The proposed institutional development approach envisaged in this report is conforming with
the present condition of the central and the local government administration in RSA, and
planned to introduce a stepd development taking long-range perspective into consideration.

This approach meets with the implementation of the proposed project and is judged appropri-
ate.

2.10.3 Financial and Economic Aspects

The proposed three projects (Case C-1) were analysed both financially and cconomically by

calculating a net present value (NPV) and a rate of retum on investment.  The results are
summarised below:

Table 2-38  Financial and Econemic Analysis
} —— Moretdez
1. Financial Analysis
- NPV at 8% R1,000 1,038 1,735 1,616
-FIRR % 92 9.2 : 93
2. Economic Analysis
- NPV at 3% R1,000 -15,299 -29,555 -24,525
-EIRR ' % 55 53 59

It was concluded _ihat all three of the sub-projects are financially viable. However, they are
all very sensitive to the risk on the tariff collection rate.  If the sate of collection decreases by

10%, the projects will not achieve the firancial rate of return of 8%, which is considered to be
the real rate of interest in South Africa.

The economic bcneﬁt'is estimated based on time-saving benefit arising from water collection
and carlage activities under service level B (Yard Connection). And also improved quality
and quantity of water will contribute the public health conditions (Service Level A and B).

2.10.4 Social Aspects

Usually, a water supply project is examined from the supply side approach in its tariff selting
which only focuses on average income groups within communities. In the three sub-projects,
tariff setting has been carefully carried out taking into consideration tow income group having

an average monthly income ranging from R305 in North Mankwe to R337 in Mosetele 2,
which is equivalent to about 20 to 30% of average income.
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The provision of Service Level B (90% yard connections) would be ong solution to overcome
illegal and/or unauthorised conncction, because the tatiff would be imposed on individual con-
sumers and be based on the amount of water consumed. In this connection, Case B will

provide a much fairer supply system to communities than the RDP minimum level where a flat
tariff struclure is applied.

2.10.5 Environmental Aspect

The environmental impact assessment (ROIP2) in each Area indicated that there are no serious
environmental impacts associated with imp]ementatio’h of the project. The most significant
potential advesse impacts are in the Klipvoor Area, where it is proposed to construct a new
water treatment works and rcgional reservoir within the Borakalalo Nature Reserve.  This
will be the subject of further discussion between DWAF, the Environmental Department of
North West province and the Parks Board during who are the key stakeholders concerned.

2.1t Coaclusions and Recommeadaticns

2.11.1 Conclusions

Since groundwater was found not to be a sustainable alternative source to meet the basic re-
quitements of community water supply in the three FS Areas, the conclusion of the Stage 1
Study was to supply water to the communities using a surface water system, which is rather
costly but will be more reliable and sustainable, taking into consideration the socio-economic
situation in the FS Area. The proposed infrastructure plan has been prepared on the basis of
two levels of services; Level A covers 100% of beneficiaries with the RDP minimum level as
Case A, and Level B covers 10% and 90% of beneficiaries with the RDP level, and with the
higher service level of yard conneétiohs, respectively as Case B.

‘The project planning and design had taken into consideration the DWAF policy that altows
spare capacity to be provided to meet future demand growth and upgrading of service level, in
main pipelines and other basic facilities which cannot be readily expanded later so as to avoid
excessive cost when demand increases and upgrading becomes necessary.

From an integrated engineering, institutional, financial and socio-economic viewpoint, it
would appear that neither simply implementing Case A nor Case B would be the best alterna-
tive considering the viability and sustainability of the project. To this end, it is proposed that
a stepd development approach, “Case C-1”, be introduced that will start the project with Case
A in the early years and then upgrade the system towards Case B.  Under Case C-1 the tariff
during the first five-year period will not only cover the O&M cost but will also allow a reserve
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fund to be established for future upgrading of the service level. It is anticipated that the ac-
camulation of the reserve fund will greatly improve the financial position of the Services Pro-
vider, to reduce the financial burden on the third ticr and to motivate posilive participation of
beneficiary communitics.

2.11.2 Recommendation

In order to realisc the three proposed projects in North Mankwe, Klipvoor and Moretele 2 on a
sustainable basis, the following tecommendations should be taken into account:

) Full co-ordination, mutual understanding and communication among the role players
over all three tiers shall be secured concerning their respective roles and responsibili-
ties. In terms of institutional reinforcement and strengthening:

s Full technical support of the second tier is essential in ihe case of the North Mankwe
and Klipvoor projects, and the first tier’s must provide full support to the Moretele 2
Project including through the establishment of the new Highveld Water Board.

+  Efficient utilisation of the private sector, especially consultants, for capacity building
within beneficiary communities is important and the lessons and experiences learned
from the implementation of the pitot projects should be fulty reflected.

(2)  As experienced during the pilot project implementation, positive participation of
women in the planning and design of the project must be assured.

(3)  Within communities, due attention should be paid to low-income groups.
“4) Beneficiéry communities should be motivated to recognise that the watcr supply
facilitics are their property by contributing to payment to a reserve fund for future

upgrading of the service level.

{5)  Under the RDP the first tier shall bear fully the initial capital cost to be required for
Service Level A (RDP minimum level).

(6)  The second tier shall mobilise either the internal or external financing required for
upgrading the service level from A to B in the bulk portion of the infrastructure.

(7)  The third tier shall mobilise either internal or external financing for the balance of the

upgrading cost of the retail water supply infrastructure although part of the total cost of
this will be offset by a reserve fund contributed to by the beneficiaries.
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Table 2-39

T chnical Recommenfalions

Specific technical recommendations for cach sub-project are summatised below:

North Mankwe -

Kllpmor

s Moretele 2 7

Since the proposed bulk supply
facilitics under the project will
ulilise a proportion of the facilitics
that will be constructed by MW, it
is necessary to adjust and co-
ordinate the timing of implemen-
tation of both projects.

In implementing  the  proposed
project, it is necessary to continue
to adjust and co-ordinate the pro-
ject components with other RDP
funded projects as the ongoing
planning process in cach Area
develops.

The opcralmg rufes of Kllp'.oor

impounding reservoir shall be re-
viewed considering the additional
releascs required for abstraction for
water treatmeal and the required
security of supply and shali be duly
revised prior to project implemen-
tation,

The location of the proposed water
lreatment works shall be confirmed
through clase consultation between
the authoritics concerned.

Th(ru exist possnblmy that oul-
migration from the project arca will
be accelerated, due to goverament
policy of cutting subsidy for trans-
portation of laborers to capital ar.
cas.

Upon commencement of detailed
design, it is necgssary to review and
confirm the water demand through
prospect of demography in the pro-
ject area.
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CHAPTER 3 BOUNDARY ISSUES
3.1  Background of the Issues

In order 1o rationalise and extend the activitics of various water boards based on the policy
contained in the White Paper on Water Supply and Sanitation, the Minister of Water Affairs and
Forcstry approved and gazeited the proclamations of former Bophuthatswana territories and
additional former RSA areas in favour of Magalics Water on 12 April 1996, and the proclamations
of the Ga Rankuwa and Mabopanc region in favour of Rand Waler on 21 June 1996.

Trilatcral discussions and negotiations regarding the boundary issucs were held in which DWAF
and the respective boards patticipated. These discussions were based on the newly proclaimed
arcas, specifically the Rand Water ( Hartbeeshoek Rescivoir ) Supply Arca and the Barnardsvlei
Supply Arca. This process is still on going.

During the final prescntation of the Master Plan Report in November 1996, DWAF requested the
Study Team to provide a suilable water resources allocation plan for the Rand Water and
Bamardsvlei supply areas.

The tems of reference of this study were to provide the technical and financial information
required by  stakeholders to make long term decisions regarding the boundary between Rand
Water and Magalics Water. Specific information on the cost of RW supply options (marginal cost
level ) compared with the cost of altermative local supply options was also requested in the TOR.

3.2  Technical Options

In order to compare the marginal cost of the water supplied by Rand Water, the following options
were considered for the two subject areas, and schematic of options is illustrated in Figure 3-1.

(1) . Rand Water ( Hartbeeshoek ) Suppiy Area:
Supply from Temba to Soshanguve with 47 Mid capacity
- Supply from Brits to Ga Rankuwa with 44 Mid capacity

(2)  Bamardsvlei Supply Area:

- Supply from Brits to Bamardsvlei East with 45 Mlid capacity
- Supply from Vaalkop to Rustenburg with 40 Mld capacity

31



Figure3-1 Schematic of Option
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33 Economic Evaluation

The sesults of an economic comparison to derive the cost per kilolitre for the above options can be
summarised as follows. The costs comprised capital and replacement costs, encrgy, purification
and administration costs.

Table 3-1 Unit Water Cost for Water Supp!y Oplwns ( Unit : ¢/kl)

Snpp!y Am_‘: 3 o R} Producuon Cost | Raw Water Cost “Tolal Co
Temba 11500 14.70 129710

Rand Walcr
Brits 144.00 200 14600
Brits 142.00 200 144.00

Bamardsviei
Vaatkop 167.00 23.00 180.00

The least cost options are therefore 129.70 ¢/kl  for the Rand Water Supply Area and 144.00 ¢/kl
for the Bamardsvlei Supply Area.

These figures were compared to the Rand Water marginal costs. The projected raw water costs for
Rand Water were based on proposed increases in the raw water charges levied by DWAF in 1998,
1999 and 2000, and the comparison are tabulated in Table 3-2.

Table 3-2 Projeded Rand Water Marginal Costs

RW Marginat Cost 1292 155.1 1652
Rand Water  [Temba Option Cost 1297 1297 129.7
Difference ( Gap ). ()05 254 355
RW Marginal Cost - 1392 165.1 1752
Bamardsviei  |Brits Option Cost 144.0 1440 1440
Difference ( Gap) {48 21.1 32

The results of comparatives study indicate that the Rand Water marginal cost will become higher
than that of Temba Option and Brits Option for both Rand Water and Barnardsvlei supply areas.
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34 Conclusions

The Boundary Issues Study has considered technical altemative to the cxisting Rand Water
supplies to the two areas and the economic implication of these options. The final decision on long
term strategy for water supply to these areas must also be bascd on potiticat and institutional

aspects ( such as the existing customer base of the boards concemed ) which were outside the
scope of this study.

The analysis indicated that there is a need to formulate appropriate public policy towards water
supply sources in the two zoncs in near future. There are economic and political incentives for
DWAF policy makers to consider the implications of these alternatives for the future. Future public
policy towards water supply in these two areas should be designed around those incentives.

In order to accurately reflect the true cost of water it is important that there is a consistent strategy
and policy regarding raw water tariffs. At present there do appear to be some anomolies ( such as
the very low cost of raw water purchased by Brits TLC ) that could be addressed.

It is important that a clear long term policy is developed by DWAF to enable long term coherent
planning to take place and to provide a sufficient level of confidence to allow large scale
infrastructure to be developed where necessary. Once decided such policy will impose binding
constraints of bulk supply stakeholdess in the two areas of supply and significantly affect their

business development. The choice of alternatives in the long term must be in the overall economic
interest of the country as a whole.
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CHAPTER 4 PILOT PROJECTS (PHASE 3)

4.1  Backgreund and Development Concepls

4.1.1 Pilot Project Action Plan
(1)  Objcctives

The general pilot project objectives are listed below. Pilot projects are by natute an opportu-
nily to test options and ta interpret and share the lessons that emerge. In this context, the pilols
are intended to inform both broad community water supply practice and the implementation of
the Phase 2 feasibility studics. Specific objectives are:

- To address the overall aim of building an cffective water scrvices scctor in the Magali-
es study area.

- To explore, in a practical context, institutional and technical options for water supply
in previousty unscrved or underscrved communities.

- To establish or reinforce sustainable management structures and systems which will
support effective long term use of the infrastructure developed.

- To develop, test and cvaluate innovative institutional development strategies and

tcchniques.
- To make these available beyond the pilot projects themselves.
{2)  Situation

Four pitot projects have been undertaken. The table summarises the nature of these projects:

Table 4-1 Nature of the Projects

Kameelboom North Mankwe FS Area - Rural settlement with population of around 2000.

- Major cconomic activities are agriculture and commute
1o around Rustenburg

- Local leadership is welt organised and keen to deliver.

- Water supply is restricted to groundwater of poor qual-
ity.

Ga Rasai Klipvoor FS Area - Small village of around 600 residents.

- Econpmic activitics are mixed with both agriculture and
small business and labour

- Village has new local authority and structures (LRDC

and LWC)

- Surface water infrastructure has been recently in-
stalled.
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Segokgo Morctele 2 FS Arca - Small village of 400 poputation.
- Majorily of cconomially active people commute to Me-
tropolitan arca.

- Local water supply is entirely groundwater base with
emergency supply of water tankers.

Bapong Brits asca - \:\’ell-cstablishcd peri urban seltfement of 9000 popula-
tion.

~ Mining employment and most peoples commute to Mct-
ropolitan

- Surface water is available in the village and faced illegal
connection and low willingness to pay problems

(3)  Action Plan

The action plan was designed to build from awareness, through capacity building to planning
and implementation. The action plan comprised the {ollowing sequence of steps:

- LPSC empowerment and awareness buitding.

- Capacity building and the confirmation of linkages with providers of support.

- Community-based water management and O&M planning, and formulation of man-
agenient plans.

- Strategic rescarch. This was research which assisted the task teams with their plan-

- Management and technical training.
- Operationalising planning.
- Bcest practice sharing.

The action plan was implemented over the period from April to October 1997,

4.1.2 Project Context

(1)  Implementation of Capacity Building Plan

The Phase 1 situational analysis revealed limited capacity in village-tevel local government,
and in some cases in regionally-based local government {for example the District Councils).
The capacity building plan has sought to develop and consolidate community capacity, and to

link with extra-local support wherever possible. The peneral capacity building plan addressed
the following areas of capacity building:

- General awareness building.

- Ensuring a mandated management structure,

- Team building. _

- Building institutional linkages.

- Building awareness of planning and management of water supply.
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- Establishing a participatory planning process.
- Facilitating technical understanding.

- Skills training.

- Best practice sharing.

- Feedback to Regional Projects

The pilot projects link with the regional feasibility studics in two ways:

- They provide a testing ground for local service provision options.
- ‘They demonstrate possible links between local areas and regionally based organisa-
tions like MW and the District Councils.

4.2. Infrastructural Development

The process for tendering and the method of selection of a suitable contractor foltowed South
African rcgulations and standard practice. The woiks for all three pilot projects were com-
bined into a single contract to make the project atiractive to larger contraclors capable of
providing a comprehensive service including the purchase of equipment. The tender docu-
mentation altowed for on the job training, labour based construction, and opportunities for
local sub-contractors.

Eight coniractors were nominated through consultation with the authorities concerned, and six
expressed an interest and submitted tenders. The Study Team and the Engineer, ( EVN Con-
sulting Engineers appointed by the Study Tcam), made a thorough evaluation of these tenders
and finally the Contract was awarded to Roadcrete Construction after consultation with JICA
headquarters and after obtaining their subsequent approval. The selection process was ap-
proved by the LPSC and the selection was discussed at a meeting with the LPSC’s.

The construction work was completed on schedule by late October 1997, Infrastructure and
expenditure for cach project is tabulated below.

Table 4-2 Summary of Pilot Infrastructure

Kameclboom 1,970 - 4 No. borchole pumps
- 4 No. storage lanks

- 16.2 km of pipelines
-36 No. street taps.

Ga Rasai 231 - 23 No. pre-paid water meters
- one computer system

- 0.2 km pipelines

Segokgo 1,070 -2 No. sets of booster pumps
- 1 No. storage tank

- 6.9 km pipelines

- 6 No. street taps

Total Cost 3271




43, Institutional Development

4.3.1 Establishment of Local Project Steering Committees (1.PSC)

(1)  Roles and Responsibilities

The roles and responsibilitics are summarised in the table below:

PSC R

Representing the local community in the pilot project process.

Table 4-3 Roles and Responsibilities of LPSC

Liaison between key actors involved in the pitol project process.

Ensuring the local relevance of proposed infrastructure oplions and a positive relationship between
contractors and communitics.

Responsibility for the local administration of the pitot project prior to handover ta a Water Services
Authosily or a delegated Services Provider.

Local link in relationship building with DC s, MW,
Planning the sustainable management of the local water supply system.
Facifitating the sharing of best practice.

Monitoring and cvaluation.

(2)  Composition and Status

The three infrastructural projects have Local Project Steering Committees.  Each has ten
members. In Kameelboom, 30% of members are women. In Segokgo and Ga Rasai 70% are

women. All the LPSCs have completed their assigned tasks, despite disruptions in the cases
of Ga Rasai and Segokgo.

4.3.2 Assessment of Capacity Building

{1)  Approach and Method
The general approach to capacity building was based on several principles;

- An emphasis on local planning and the creation of Ageneratlivea capacity.

- An emphasis on the development of networks and partnerships.

- Linked to the above, an emphasis on the development of complementary capacity in
Planning Forums, District Councils and in Magalies Water.

- An emphasis on defining, mobilising and sharing best practice.

- An emphasis on integrative management and problem solving skills.

- An emphasis on ongeing evaluation.
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(2)  Taigets and Benefils

Targets and benefits are summariscd below:

Improved water services

Table 4-4 Target and Bencfits of Pilot Activities

Watcr services have been dramatically improved in all three infrastrue-

tural pilots. The real benefits remain to be tested, however. These witl
depend in the longer term on effective and sustainable management,

Communily based planning

Community-based planning processes have been intreduced and fol-
lowed through in the three infrastructsral projects. The project has been
successful in this regard, but implementation has yel to show whether
the plans have produced workable outputs.

Viable management plans and
stracturcs

The plans are complete and the structures are in place. Conimunrily in-
volvement in planning should ensure Jocal suitability and hence viabil-
ity. The latter remains to be tested,

Development of support liokages

Linkages (with the Distriet Councils and Magalics Water) have been
identified, negotiated and in some cases secured. Benefits are already
evidenl in some cases (for example in Ga Rasai, where MW has provid-
ed technical assistance. The benefits must be tested in the long term.

Best praciice sharing

Best praclice sharing has been achieved to some extent. Best practices
have been shared with and among pilots, but not in a particularly sys-
tematic manner, Benefits evident in some cases (¢g the Ga Rasai visit to
Modderspruit), but remain to be tested long term. BFS has more poten-
tial than the pilot projects have realised.

Monitoring and ¢valuation

Rouline monitoring and evaluation has been established, and community
participation in M&E has been encouraged. However, the bulk of the
M&E remains to be done after project implementation. M&E links
closely with best praciice sharing, so the success of the one will contrib-
ute to the success of the other.

Cost recovery

Commitment (o cost recovery has been secured in the three infrastruc-
tural pilots, and cost recovery systems are in place. Implementation is
due shortly, when it will be established whether commitment transtates
into action. Cost recovery is under threat in Semohlase/Scgokgo, for
reasons discussed in Section 4.5.

Sustainable water management

Remains to be tested.

(3)  Bapong Issues

The Bapong pilot project has been seriously retarded by factors limiting access to the commu-

nity:

- Political flux at local level. There is no stable, mandated organisation willing / able to
support the implementation of the pilot, which focusses on cost recovery and illegal

COTNECtions.

- Disagreements over payment for water. A small but vocal lobby is resisting payment
for water. This lobby has the power to disrupt the pilot project, and has expressed op-

position to it
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Under the above circumstances, the study team made efforls to proceed pilot project excution
with consultation of EDC, Bapong branch of ANC (African National Congress) and Rand
Water Board. There, unfortunately, was no successful progress within the study peried.

EDC officials probably sce Bapong as a important test case for wider precedent on the man-

agement of cost recovery and illegal connections. Rand Water has recently established a retail
organisations called Odi Retail in the area.

Odi Retail will as a regional service provider in the Bapong arca. The cost recovety is
probably the greatest challenge it will have to face. A successful project in Bapong would as-
sist Odi Retail to exlend the lessons lcamned to other scttlements in the jurisdiction.

%) Lessons from Capacity Building
The following broad lessons can be drawn from the pilot project capacity building iniliative:

- Intensive capacity building is required in the following circumstances: fast-track deliv-
ery (like the pilot projects); Atop downe technical solutions {eg the Ga Rasai RDP
project); situations where local politics and structures are in a state of flux; large and
institutionally complex areas (like Mbibane TLC, incorporating Segokgo/Semohlase).
Conversely capacity building should be easy in situations where nene of the above
conditions are present. These conclusions should inform the implementation of the
feasibitity studies, and the institutional development costs associated with them,

- Communities are able to plan with the appropriate support, but sustainability cannot be
taken for granted.

- Technical issucs can be ¢ngaged by laymen with the appropriate support.

Lessons from Capacity Building. For sustainability of water supply in the context of feasibil-
ity study implementation, strong regionally based service provision structures are advisable.
However, in many situations (for example Klipvoor and Moretele 2), such structures are un-
likely to emerge in the short term. In this context, one short term service provision option is
to develop and consolidate locally based service provision.

From the pilot projects, local service provision is believed to be a viable (and often the only)
route, if planning capacity is entrenched and support networks are secured. In the longer term,
local Services Providers may be linked under the umbrella of a regional osganisation, or joined
in some less formal cooperative arrangement.

The broad lessons that can be diawn from the pilot project capacity initialive are summarised

in the table below. The lessons are linked to capacity building strategies from Phase 1, and to
the targets and contributions of Phase 3.



Capacity
building in
District
Council
througha
DC forum,

_Table 4-5 8

fagalies Waler/BWA

In Phase 3, iterac-
tion between MW,
DC’s and LPSCs
was mobilised
through the Project
Execution Forum

Through the PEF, communities
were able to understand the
relative strengths of the DCs in
the Magalics arca. Intcraction
in the PEF assisted 1LPSCs to
develop perspectives on the
tocal capacity nceded, and the
opportunity to cemenl support
linkages.

Limited sharing of DC expericnecs
was possible in the PEF. lowever,
DC approaches to supporting the pi-
lots were shared. The establishment
of a focussed DC forum is highly rec-
ommended,

Development
of planning
capacity al
local level

The development of
planning capacity at
Jocal level was a
ceniral feature of
the capacity build-
ing approach adopt-
¢d in Phase 3. Tar-
gets in this context
were ¢ffective plan-
ning processes, vi-
able management
plans and struclures,
and cost recovery.

Community structures are able
to plan with the appropriate
support, but sustainability can-
not be take for granted. With
supposl, technical issues can
be engaged by laymen.

The duzability of local plan-
ning capacity cstablished in
Phase 3 remains to be tested.

Intensive local capacity building is
requird in the following circum-
stances: fast track delivery (like the
pilot projects); “top down” technical
solutions (like the Ga Rasai RDP
project) ; situations where local poli-
tics and structures are in a state of
flux; large and institutionally complex
areas {like Mbibane TLC, incorpo-
raling Segokgo/ Scmoblase.

Local planning capacity will enable
LPSCs and LW(s to interacl with
district planning forms, such as the
RDC planning zones, and the DWAF
Arca Forums. Since Area Forums
were being formed during Phase 3, it
was not possible to coordinate local
and regional planning to any degree.

Iostitutional
support
though
sharing of
resources at
third tier
level

Phase 3 did not es-
tablish formal re-
source sharing  at
focal level. Some
besl praclice sharing
was achieved
(among communiti-
¢s and in the PEF),
bul a ‘more struc-
tured approach is
possiblc.

‘The communily based plan-
ning Process revealed
strengths and weakness in the
capacity building approach
adopted for the varicus com-
munities. |t also uncovered
issues around the viability of
the technical option chosen,
and the need for diffcrent lev-
¢ls of extra-communily sup-
port.  These [lessons were
shared through the medium of
the study team. Following the
completion of the JICA proj-
ect, no formal best practice
sharing mechanism has been
established.

The DCs and MW were able 1o con-
vey and receive best practice infor-
mation through the PEG and the PEF.
Mo alicrnative arrangements have
been made, but the Arca Planning
Forums are a possibility. It is re-
commended thal the DCs allow speci-
fic oppoitunitics for best practice
sharing in these forums. The newly-
established  Joimt  Decentralisation
Task Team (in North West Provinee)
might also be a vchicle for vest prac-
tice sharing. This possibility must be
investigated

Best- praclices sharing should be
backed by a menitoring and evalua-
tion programme. M and E proposals
are contained in Section 6.5.1 of the
main report.
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4.3.3 Project Management Plans

(1)  Concept and Content of Plans

The LPSC’s of Kameelboom, Ga Rasai and Scgokgo produced water management plans. The-
se were assembled by task teams, and tested with the communities and local government. The
plans address the following:

- Prescat situation: population, management arrangements, community awarencss,
community involvement, water source, water infrastructure, maintenance problems
and other development projects.

- Scope of work and details: new infrastructure; Water Services Authority and Water
Services Provider; tariff administration and O&M structure; operation and mainte-
nance; sccurity.

- Details of the tariff build-up.

- Training, education and capacity building.

- Transfer to Local Authority.

(2)  Water Services Authority and Water Scrvices Provider

The table provides details of arrangements around the roles of Services Authority and Servi-
ces Provider:

Table 4-6 WSA nad WSP of Pilot Project

1y
Kameelboom Kameciboom Waler Committee
Mpbonyoke Rustenburg DC
Kamcclboom - (assisted by MW and RDC)
Ramoshibitswana Rustenburg DC Ramoshibitswana Water Commitee
B 1 {Assisted by MW and RDC)
. . . Ga Rassai Water Commitice
Ga Rasai Ga Rasai Estern DC (assistcd by MW)
Segokgo Semohlase Mbibane TL.C Semohlase Water Commiticc

{nol formally agreed by the TL.C)

Most of these service provision arrangements might be seen as short to medium term options
pending the development of regional service provision capacity.

(3)  O&M Plan and Tariff

Details of the O&M plans and tariffs are provided below:
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Table 4-7 Summary of Management Plan

Kameelboom

Lach scction bas a pump operator. Insome cases the operator will also un-
dertake maintenance. bn some arcas a maintenance officer will be present,
MW assistance will be formally requested when required. Dicsel stocks will
be managed by a dicsel controller, and purchascs will be authorised by the
community clerk. Security personnel will be mobilised at night.

Tariffs: Kameclboom - R19 per houschold per month
Ramoshibitswana - R23 per houschold per month

Ga Rasai

Key functionarics are a pump operator and a plant operator. Both will have
assistants. The lattcr will be responsible for the filtration plant and spares, and
the fatter for the diescl pump, dicsel supplics and the trailer used Lo transport
the pump. MW assistance will be formally requested when required. The
functionaries will be employees of EDC.

Tariff:  R2.44 per kiloditre.

Scpokgo

Key functionaries are a techaical administrator, an O&M officer and securily
officers. The administrator will oversee the O&M budget and O&M activitics.
The O&M officer will inspect and repair where possible, and will operate the
clectric pump.

Tasiff:  R20 per houschold per month.

(4)  Accounting and Fee Collection

Details of the accounting and fee collection plans are provided betow:

Table 4-8 Fee Collection Plan
T
Kameelboom: Administered by the Community Authority Clerk. A treasurer
will collect paymeats in cach section.
Kameelboom
Ramoshibitswana: Administcred by the Zonal Office Clerk. A treasurer will
collect payments,
. Payments and tokens will be administercd by an adminstrative clerk, under the

Ga Rasai supervision of the Treasurer of the Wates Committee. Detailed reporting is
required from the Administrative Clerk.
Fee collection and financial administration will be undertaken by a Financial

Scgokgo Administrator. Banking will be done by the Mbibane TLC, but under defined
conditions.
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4.3.4 'Training
(1)  Technical

Technical training consisted of operation and maintenance of basic water supply infrastructure,
O&M of special equipment (pumping plants), and in the case of Ga Rasai operation and
maintenance of the prepaid water meters, including the associated computer system. Basic

training was provided by the contractor, and specialised training by Lister Engines and Bam-
bamanzi for the prepaid metering systems.

As a backup to training, general O&M and pumping plant manuals have been prepared. A
manuat for the prepaid metering system has been prepared for Ga Rasai,

(2) Administration and Accounting

A great deal of general institutional training has been undertaken by the Study Team. This has
provided a context for specialist training. It should also be noted that the training needs were
identified by the LPSC’s, so specialist training is understood and accepted. The specialist
training providers are addressing the following:

- General financial administration and budgeting.
. Basic book and record keeping. -

- Practical cost recovery adminisiration.

- Office and staff administiation.

Training providers were sourced from the DWAF directory of capacity building and training
“organisations. Following a consultative shortlisting process, Bosele Community Consultants
were selected to undertake the specialised training. The three days training course was held
successfully with 8 trainees of three projects from 22nd to 24th October, 1997.

(3) Comprehensive Evaluation

Since newly constructed infrastructures in the project area, i.e. borehole pumps, water storage
tanks, prepaid water meters, are comparatively simple, the technical training has been under-
taken smoothly on the subjects of actual local operation, countermeasures for accident and
emergency cases and explanation of operation manuals and as-built drawings. Especially, il-
lustrated documents which indicate countermeasures for emergency case was equipped with
cach facilitics, trainees well understood such materiats.

Trainings of administration and accounting, on the other hand, also has been conducled using
special materials and detail discussions with short test trails by the specialist training provid-

ers. Trainees well commenced their obligations at respective project area under the control of
LPSC.

4-10



4.3.5 Monitoring and Evaluation
)] Sustainability

The monitoring and cvaluation of issues refating to sustainabilily are very important. The
sustainability of the Local Services Provider option is of particular relevance to the feasibilily
studies. Key issues for such monitoring are:

- The relationship between quick delivery and sustainability.

- The nature of local capacity needed to ensure sustainability.

- The fink between community involvement in ptanning and sustainability.

- The importance of extra-community links and support for sustainability.

- The use of institutional development to promote and support infrastsuctural develop-
ment.

- The deployment of best practice sharing.
- The role and effectiveness of community-based project review.

These are elements of a proposed post-JICA monitoring and evaluation programme.

(2)  Monitoring and Evaluation

Two forms ‘of mohitoring and evaluation apply to the pildl project programine:

- Routine moniforing and evaluation undertaken by the Study Team and the LPSCs
during project implementation.

. A follow-up progranime of sustainability monitoring to be undertaken after the con-

clusion of the JICA project, possibly linked to CWSS. Recommendations ar¢ out-
lined in Section 4.4.3.

44 Recommendations

4.4.1 Contribution to Future Projects

The JICA Magalies project will link directly with future projects such as the implementation
of the feasibility study projects. Recommendations in this regard are contained in Section
4.4.3.

The less direct contribution to future projects will depead on the extent to which the project
material is made accessible, and the manner in which it is disseminated. Recommendations
regarding best practice sharing are in Section 4.4.3.
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4,4.2 Centinuation

The following are activities that will require follow-up after the conclusion of the JICA proj-

ccl:

4.4.3

Opcrational Carry Over. Consolidation and refinement of the management and O&M
arrangements implemented in terms of the management plans, and {ull operational
testing of water systems.

Consolidation and Integration of Institutional Arrangements at local and at regional
level. This is especially critical for (he sustainability of the Segokgo project (Mbibane
TLC), and for the implementation of the feasibility studies.

Best Practice Sharing.

Feasibility Study Implementation.

Recommendations

The immediate establishment of a strategic task group. The briéf of this group would
be to develop an action plan for post-JICA follow-up activitics. ‘A key issue is the
identification of the bodies responsible for taking the feasibility studies into imple-
mentation.  Best practice sharing is also an important matter to be considered by the
strategic task group.

The establishment of a mentoring tcam, possibly comprising a coordinator and a
community liaison officer. _ _

The development of a comprehensive M&E programme. The task group would design
the programme, of find a consultant to do so.

The determination of the scope of work of an institutional and technical support team
(by the task group), and the formation of such a group.

It is proposed that funding be sought as follows:

Strategic Task Group - ISD or 'Operations Directorates, DWAF.
Mentoring Team - ISD or Operations.

Monitoring and Evatuation Programme - JICA project stakeholders.
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