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PREYACE

In response to request from the Government of the Republic of South Alrica,
the Government of Japan decided to conduct the Study on the Expansion of the
Capacity of Magalies Water in the Republic of South Africa and catrusted the
study to the Japan International Cooperation Agency (JICA ).

JICA scni to South Africa a study tcam headed by Mr. Satoshi Kadowaki,
SANYU CONSULTANTS INC., and composcd of staff members of SANYU
CONSULTANTS INC, and NIHION SUIDO CONSULTANTS CO. LTD., two times
between February 1997 and November 1997,

The team held discussions with the officials concerned of the Government
of South Africa, and conducted ficld surveys at the study area. After the team

returned to Japan, further studics were made and the present report was prepared.

1 hope that this report will contribute to the promotion of the project and 10
the enhancement of friendly relation between our two countries.

I wish to express my sincere appreciation to the officials concerned of the
Government of the Republic of South Africa for their close cooperation extended
to the Team.

January 1998

Kimio Fujita

President
Japan International Cooperation Agency






January 10, 1998
Mr. Kimio Fujita

President
Japan International Cooperation Agency
Tokyo, Japan
Letter of Transmittal
Dear Sir,

We arc pleased to submit the final report of the Phases 2 and 3 Study on the
Expansion of Capacity of Magalies Water in Republic of South Africa. This report
incorporates the views and suggestions of the authorities concerned of the Government of
Japan and your Agency. It is also included the comments made by the Department of Water
Affairs and Forestry, Magalics Water and other stakeholders in the Republic of South Africa
during the meetings organized by Project Execution Group ( PEG ) and Project Steesing

Commiltee { PSC ) in both Rustenburg and Pretoria where the Draft Final Report was
discussed. :

According to the South Africa’s new water supply and sanitalién' p'olicy, the specific
challenges ar¢ to consolidate appropriate water supply infrastruclures and to transform and
empower institutions in the sector to deliver service so that all communities in the country can
have access (o safe water and sanitation in the near future. JICA has prepared Master Plan
Reports for the area following these policies and slrategy guidelines in 1996,

The main objectives of the Phase2 and Phase3 were 1o focus on the realisation of
recomendalions made in the Master Plan until the farget year of 2015. Accordingly Phase2
dealt wilh the Feasibility Studies for the selected priority projects and Phase 3 implemented
the pirot projects which were sclected in the Master Plan.

This report contains the findings, conclusions and recommendations as outcome of
(he Phases 2 and 3 in which Feasibility Studies for three regional water supply projects and
impltementation of four pilot projects where involved.

The report consists of seven volumes. They are Executive Summary (1), Feasibility
Reports (3), Boundary Issues (1), Pitot Projects (1) and Data Book (1).



We wish to take this 6pp0rtunily 1o express our sincere gratitude to ybur Agency, the
Ministry of Foreign Affairs, and the Ministry of Welfare of the Government of Japan for their
valuable advice and suggestions. We would also like to express our deep appreciation to the
relevant officers of the Department of Water Affaics and Foreslry, Magalies Water  and other
related agencies of the Government of the Repubic of South Africa for their cooperation and
the assistance extended to us during our study.

Very truly yours,

Satoshi KADOWAKI

Team Leader, Phases 2 and 3
Study on the Expansion of
Capacity of Magalies Water

in the Republic of South Africa
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EXECUTIVE SUMMARY

1. BACKGROUND AND DEVELOPMENT CONCEPTS
1.1 Pilot Project Action Plan
1.1.1  Objectives

The general pilot project objectives are listed below. Pilot projccts arc by nature an opportu-
nity to test options and to interpret and share the lessons that emerge. In this contexi, the pilots
are intended to inform both broad communily water supply practice and the implementation of
the Phase 2 [casibility studics. Specific objectives are:

- To address the overall aim of building an effective water services sector in the Magalies
study area. | |

- To explore, in a practical contexi, instilutional and technical options for water supply in
previously unserved or underserved communitics.

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

- To develop, test and evaluate innovative institutional development strategics and tech-
niques. '

- To make these available beyond the pilot projects themselves.

1.1.2 Situation

Four pilot projects have been underiaken. The table summarises the nature of these projects:

North Mankwe Feasibility | - Rural settlement with :population of around 2000.

Study Arca - Major economic activities are agriculture and commute
Kameelboom ‘ to around Rustenburg

- Local leade'rship is well organised and keen to deliver.
- Waler supply is restricted to groundwater of poor quality.
Klipvoor Feasibility - Small village of around 600 residents,

Study Area - Economic activities are mixed with both agriculture and

Ga Rasai : small business and labour o

- Village has new tocal authority and structures (LRDCand
LWQO) :

. Surface water infrastructurc has been recently installed.

Executive Summary 1



Pilot Project | . locstion =~ | - Description

Moretcle 2 Feasibility - Smal} v1llagc of 400 population,
Study Area - Majority of cconomially aciive people commute to Me-
Sepokgo Llropotitan area,

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

Brits area - Well-established pei usban seitlement of 9000 popula-
tion.

Bapong - Mining ¢employment and number commute to Mctro-
politan

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

" 1.1.3  Action Plan

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

- LPSC empowerment and awareness building. .
- Capacity building and the confirmation of linkages with providers of support,

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

- Strategic research. This was research which assisted the task teams with lhcu planning.
- Management and technical training,.

- Operationalising planning.

- Best practice sharing,

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

1.2 Implementation of Capacity Building Plan

The Phase 1 situational analysis revealed limited capacity in village-level local gbv’emrﬁent,
and in some cases in regionally-based loca! 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 general 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.
- Establishing a participatory ptanning process.

- Facilitating technical understanding,.
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- 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 demonsirate possible links between local areas and regionally based organisations
like MW and the District Councils.

2. INFRASTRUCTURAL DEYELOPMENT

The process for tendering and the method of selection of a suitable contractor followed South
African regulations and standard practice. The works for all three pilot projects were combined
into a single contract to make the project attractive to larger contractors capable of providing a
comprehensive service including the purchase of equipment. The tender documentation al-
lowed for on the job training, labour based construction, and opportunities for local sub-
contractors,

Eight contractors 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 Team), made a thorough evaluation of these tenders
and finally the Contract was awarded to Roadcrete Construction after consultation with JICA
headquaters and after obtaining their subsequent approval. The selection process was approved
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 each project is tabulated below.

- Project . - |- . . Cest -~ . [ - " MajorFacilites’ .
o e (Rand X 1L0OD) I B S T T
- 4 No. borchole pumps
- 4 No. starage tanks
Kameelboom 1,970 - 16.2 km of pipelines

- 36 No, streel taps
- 23 No. pre-paid water meters

Ga Rasai 231 - one compuler system
- 0.2 km pipelines
- 2 No. sets of booster pumps
- 1 No. storage tank
Segokgo 1,070 - 6.9 km pipelines

- & No. street taps

Total Cost 3271
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3. INSTITUTIONAL DEVELOPMENT

3 Establishment of Local Project Steering Committees (LPSC}

3.1.f Roles and Responsibilities

The roles and responsibilitics ace summarised in the table below:

" L.PSC Role

Representing the local community in the pilot project process.

Liaison between key actors involved in the pilot project process.

Ensuring the local relevance of proposed infrastructure eptions and a positive relationship between conlrac-
tors and communilics.

Responsibility for the local administration of the pilot project prior to handover to a Water Services Authority
orf a delepated Services Provider.

Loeal link in relationship building with DC s, MW.

Planning the sustainable management of the local water supply system.

Facilitating the sharing of besi practice.

Monitoring and evaluation.

3.1.2  Composition and Status

The three infrastructural projects have Local Project Steering Committees. Each has ten mem-
bers. In Kameelboom, 30% of members are women. In Segokgo and Ga Rasai 70% are
women. All the LPSCs have completed their assigned tasks, despite distuptions in the cases of
Ga Rasai and Segokgo. '

3.2 Assessment of Capacity Building

3.2.1 Approach and Method

The general approach to capacity building was based on several principles:

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

Executive Summary 4



- An emphasis on the development of networks and partnerships.

- Linked to the above, an emphasis o the development of complemenlary capacity in
Planning Forums, District Councils and in Magalics Water.

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

- An cmphasis on integrative management and problem so1vihg skills.

- An emphasis on ongoing evaluation.

3.2.2 Targets and Benefits

Targets and benelits are summarised below:

Target N R Con(ﬁbutibﬁ

Water services have becn dramatically improved in all three infrastruc-
tural pitots. The real benefits remain to be tested, however. These will
depend in the Tonger term on eftective and sustainable management.

Improved water services

Communily-baéed planning processes have been introduced and f;ol- ' _
Commuaity based planning lowed through in the three int:ras!ruclural projects. The project has been
successful in this regard, but implementation has yet to show whether the
plans have produced workable oulputs.

Viable management plans and The plans are complele and the structures are in place. Community in- -
structures volvement in planning should ensure local suitability and hence viability.
The latter remains to be tested.

Linkages (with the District Councils and Magalies Watcr) have been
Development of support linkages identified, negotiated and in some cascs secured. Benefits arc alicady
evident in some cases {for example in Ga Rasai, where MW has provided
technical assistance. The benefits must be tested in the long term.

Best practice sharing has been achieved to some exient. Best practices
have been shared with and among pilots, but rot in a particularly sys-
tematic manner. - Beiefits evideot in some cases (cg the Ga Rasai visit to
Moddesspruit), bul remain to be tested long term. BPS has more poten-
tial than the pilot projects have realised.

Besl practice sharing

Routine monitoring and evaluation has been established, and community
panticipation in M&E has been encouraged. However, the bulk of the
M&E femains 1o be done after project implementation. M&E links
closely with best practice sharing, so the success of the one will contrib-
ute to the success of the other.

Monitoring and evaluation

Commitinent 1o cost recavery has been secured in the threc infrastruc-
tural pilols, and cosl recovery systems are in place. Implementation is

Cost recovery due shorily, when it will be established whether commitment translates
into action. Cost recovery is under threat in Semohlase/Segokgo, for
reasons discussed in Section 4.5.

Sustainable water management Remains to be tested.
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3.2.3 Bapong Issnes

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

- Political {lux 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
connections,

- Disagreements over payment for water. A small bul vocal Jobby is resisting payment
fot waler. - This lobby has the power to disrupt the pilot project, and has expressed op-
position to it.

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

EDC officials probably see Bapong as a important test case for wider preéedem on the man-
agement of cost recovery and illegal connections, Rand Water has recently cstablished retail
organisations calls Odi Retail in the area.

Odi Retail will act as a regional service provider in the Bapong area. The cost recovery is
probably the greatest it will have to face. A successful project in Bapong would assist Odi Rc-
tail to extend the lessons learned to olher seltlements in the jurisdiction.

324 Lessons from_Capacity Building
The following broad lessons can be drawn from the pilot project capacity building initiative:

- Intensive capacity building is required in the foltowing circumstances: fast-track deliv-
ery {like the pilot projects); “top down” technicat solutions (eg the Ga Rasai RDP proj-
ect); situations where local politics and structures are in a state of flux; large and insti-
tutionally complex areas (like Mbibane TLC, incorporaling Segokgo/Semohlase).
Conversely capacity building should be easy in situations where none of the above con-
ditions are present. These conclusions should inform the implementation of the feasi-
biﬁiy 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 issues can be engaged by laymen with the appropriate support.

- Lessons from Capacity Building

Execulive Summary O



For sustainability of water supply in the context of feasibitily study implementation,
strong regionally based service provision structures are advisable, However, in many
situations (for example Klipvoor and Moretele 2), such structures arc unlikely to emer-
ge in the short term, In this context, one short term service provision option is to devel-
op and consolidate locally based scrvice 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 sccured. In'the
longer term, local Services Providers may be linked under the umbrella of a regional
organisation, or joined in some less formal cooperative arrangement.

The broad lessons that can drawn from the pilot project capacily initiative are summa-
rised in the table below. The lessons are linked to capacity building strategics from

Phase 1, and to the targets and contribulions of Phase 3.

"P_ilase 1 " Phase3 Capacily Budding Lessons _

“Strategy | Contnbutmn ) District Councll! ‘
R I ) Community % Magali&s Water/DWAF
Capacity 'ln Phase 3 ncr- Through the PEE, commumucs weie tmltcd sharing of DC expcr-ences
building in action between | able to understand the relative | was possible in the PEF. How-
District MW, DC’s and | strengths of the DCs in the Magalies | ever, DC approaches to supporting
Counci! | LPSCs was mo- } area. Interaction in the PEF assisted | the pilots were shared. The estab-
through a DC | bilised through | LPSCs to develop perspectives on the | lishment of a focussed DC forum
fozum. the Project Ex- | local capacity needed, and the oppor- § is highly recommended.

ecution Ferum lunity lo cemcnt support linkages.

Development | The  develop- | Community structures arc able to plan | Inteasive local capacity building is
of planning | mient of planning | with the appropriate suppost, but sus- | required in the following circum-
capacity af capacity at local | tainability cannot be taken for granted. | stances: fast track delivery (like
local level level 'was a cen- | With support, technical issues can be | the pilot projects); “top down”

iral feature of the | cngaged by laymen technical solutions (fike the Ga
capacily building Rasai RDP project) ; situations
approach where local politics and struclures
adopted * - The durability of local planning ca- | areina

in Phase 3. Tas-
gets in this con-
text were effec-
tive planing pro-

pacily established in Phase 3 remains
to be tested.

state of flux; large and institution-
ally complex areas (like Mbibane
TLC, incorporating Segokgo/ Sc-
mohlase.

cesses,  viable . _

management Local planning capacity will en-
plans and struc- able LPSCs and LWCs to interact
tures, and cosl with district planning forms, such
TECOVETY. as the RDC planning zones, and

the DWAF Area Forums. Since
Area Forums were being formed
during Phase 3, it was not possible
to coordinate local and regional
planning to any degree.
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Phase 1

communities and
in the PEF), but
a more
tured approach is
possible,

struc-

extra-community support, These les-
sons were shared through the medium
of the study team. Following the
completion of the JICA project, no
formal best practice sharing mecha-
nism has been established.

Phase a3 Capacity Building Lessons _
Strategy Lontribution : Communit . District (,ouncxlf :
' : ¥ " Magalies Watet/DWAF

[nstittional Phasc 3 did not The commumly based planmng proc- The DCs and MW were ablc to
support establish formal | ess revealed strengths and weakness in | convey and receive besl practice
though shar- | resource sharing the capacity bmldmg approach adopt- | information through the PEG and
ing of re- at local level. | ed for the various communitics, It | the PEF. No alternative arrange-
SOMICCS at Some best prac'- also uncovered issucs around the vi- | ments have becn made, but the
third tier tice sharing was | ability of the techaical option chosen, | Area Planning Foroms are a possi-
level achicved (among | and the nced for different levels of

bility. It is recommended that the
DCs allow specific opportunitics
for best praclice sharing in these
forums, The ncwly-established
Joint Decentralisation Task Team
(in Nonth West Provinee) might
also be a vehicle for vest practice
sharing. This possibility must be
investigated

Besy practices sharing should be
backed by a moniloring and
evaluation programme. M&E
proposals are contained in Scction
6.5.1 of the main repori.

33

Project Management Plans

3.3.1 Concept and Content of Plans

The LPSC’s of Kameelboom, Ga Rasai and Segokgo produced water management plans. The-

s¢ were assembled by task teams, and tested with the communities and local government. The
plans address the following:

other development projecls.

- Scope of work and details: new infrastructure; Water Services Aulhonly and Water
Services Provider; tariff administration and O&M structure; operation and maintenance;
security.

- Details of the tariff build-up

- Training, education and capacity building

- Transfer to Locat Authority.

Executive Summary 8
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3.3.2  Water Services Authority and Water Services Provider

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

Pitot Project Community . Services Authority . Services Provider
Kameelboom - . | Kameelboom Water Commiliee.
. Mphonyoke Rustenburg District Council 1 (\ccic1d by MW and RDC)
Kamecltboom
I N .. | Ramoshibitswana Water Commiite.
Ramoshibitswana Rustenburg Distriet Council (Assisted by MW and RC)
. . s . Ga Rasai Water Committee
Ga Rasal Ga Rasai Fastern District Council (assisted by MW)
] Semohlase Water Commitiee
Segekgo Semohtase Mbibane TLC (ot formally agreed by the TLC)

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

333 O0&M Plan and Tariff

Details of the O&M plans and tariffs are provided below:

oo &M Plan and Taniff L
Each scction has a pump operator. In some cases the operatos will
also undertake maintenance. In some areas a maintenance officer
will be present. MW assistance will be formally requested when re-
quired. Diesel stocks will be managed by a diesel controller, and
Kameelboom purchases will be authorised by the community clerk. Security per-
sonnel will be mobilised at night.

Tariffs: Kameelboom - R19 per household per month
Ramoshibitswana - R23 per household per month

Key functionarics ate 2 pump operator anid a plant operator. Both
will have assistants. The latter will be responsible for the filtration
plant and spares, and the latter for the diesel pump, diesel supplies
and the trailer used lo transport the pump. MW assistance will be
formally requested when required. The functionaries will be em-
ployees of EDC.

Ga Rasai

Tariff:  R2.44 pey kilolitre. L

Key functionaries are a technical administrator, an O&M officer and
security officers. The administrator will oversec the (&M budget
and O&M activities. The Q&M officer will inspect and repair whese
possible, and will operate the electric pump, -

Segokgo

Tariff: R20 per houschold per month.
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334  Accounting and Fee Collection

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

PilotProject | . ...~ FeeCollectionPlan

Kameelboom: Administered by the Community Authority Clerk. A treasurer
will colicct payments in cach seetion,

Kamcelboom
Ramoshibitswana: Administered by the Zonal Office Clerk. A treasurer will
collect payments. :

Payments and tokens will be administered by an adminstrative clerk, under the
Ga Rasai supervision of the Treasurer of the Water Commiitee. Detailed ceporiing is
required from: the Administrative Clerk.

Fee collection and financial administration will be undentaken by a Financial

Segokgo Administrator. Banking witl be donc by the Mbibane TLC, but under defined
conditions.

3.4  Training

3.4.1 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-
barnanzi for the prepaid metering systems.

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

3.4.2  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 administration.

- Office and sfaff administration.
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Training providers were sourced from the DWAF directory of capacity building and (raining
organisations. Foltowing a consultative shorilisting process, Boscle Communily Consultants
were sclected o undertake the specialised training. The three days training course was hetd
successfully with 8 trainees of three projects from 22nd to 24th October, 1997,

343 Comprehensive Evaluation

Since newly constructed infrastuructures in the project area, i.¢. borehole pumps, water storage
tanks, prepaid water metess, are comparatively simple , the technical training has been under-
taken smoothly on the subjects of actual local opcratioh, countermeasure 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 cquipped with
each facilitics, trainees well understood such materials.

Trainings of administration and accovnting, on the other hand, also has been oonducled using
special materials and detail discussions with short test trials by the specialist training providers.
Trainees well commenced their obligations at respective project area under the control of LPSC.

3.5  Monitoring and Evaluation
3.5.1 Sustainability

The monitoring and evaluation of issues relating to sustainability are very important, The sus-
tainability of the Local Services Provider option is of particular relevance to the feasibility
studies. Key issues for such monitoring are:

- The relationship between quick delivery and sustainability.

- The nature of local capacity needed to ensure sustainability.

- The link between community involvement in planning and sustainability.
- The importance of extra-community links and support for sustainability.

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

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

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

‘Two forms of monitoring and cvaluation apply to the pilot project programme:

- Routine monitoring and ¢valuation underiaken by the Study Team and the LPSCs dur-
ing project implementation,

- A follow-up programme of sustainability monitoring to be undertaken after the conclu-
sion of the JICA project, possibly linked to CWSS. Recommendations are outlined in
Section 4.3.

4. Recommendations
4.1  Contribution to Future Projects

The JICA Magalies'projecl will link directly with future projects such as the implementation of
the feasibility study projects. Recommendations in this regard are contained in Section 4.3.

The less dircct contribution to future projects will depend on the extent to which the project
material is made accessible, and the manner in which it is dlssemmated Rccommendanons
regarding best practice sharing are in Section 4.3.

42  Continuation
The following are activities that will require follow-up after the conclusion of the JICA project:

- Operational Carry Over. Consolidation and refinement of the management and O&M
arrangements implemented in terms of the management plans, and full operational
testing of water systems. _

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

- Best Practice Sharing.

- Feasibility Study Implementation.
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4.3 Recommendations

- The immediate establishment of a strategic task group. The bricf of this group would
be 10 develop an action plan for post-JICA follow-up activitics. A key issue is the
identification of the bodics responsible for taking the feasibility studics into implemen-
tation. Best practice sharing is also an important matter to be considercd by the strate-
gic task group.

- The establishment of a mentoring team, possibly comprising a coordinator and a com-
munity liaison officer. _

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

- ‘The determination of the scope of work of an institutional and technical support leam
(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 Evaluation Programme - JICA project stakeholders.

Executive Summary 13
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CHAPTER 1 INTRODUCTION

Background of the Study
Overall Framework of the Water Sector
Historical Background

Historically the water sector in South Africa has been administered within the frame-
work of The Water Act (Act 54 of 1956) which established centratised control over
public water resources in South Africa and made some attempt to accommodate the
cxpanding urban and industrial cconomy. The Act however still primarily served the
intercsts of the agricultural sector. Homelands had their own water legislation that
covered the arcas under their jurisdiction.

Transition

Since the transformation of South Aftica with the election of a democratic government
and the re-incorporation of the former homelands, a process of transition has com-
menced in the water sector.  The first step in this process was the passing of the Water
Laws Rationalisation and Amendment Act (Act 32 of 1994).  While a major purposc

‘of the act was 1o rationalise laws in force in the former homelands it also providéd the

Minister of Water Affairs and Forestry with the authority to provide water supply and
sanitation services. This changed the emphasis in the public sector to the provision of
basic services to the majority of the population who had not had these services in the
past.

Future Vision

The democratically elected government in South Africa has as a vision the transforma-
tion of many aspects of society.. The supply of basic services to those people who
have been deprived of these services is central to this vision. To achieve this a num-
ber of strategies and programmcs have been developed. Those selevant to the water
seclor are:

(a) The Reconstruction and Development Programme (RDP),
(b) White Paper on Water Supply and Sanitation Policy

(c) Water Law Review Programme
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(1)

2

(d) The Waler Scrvices Act, 1997

Fiach of these four key initiatives is discussed in further detail in the paragraphs that
follow,

Reconstruction and Development Programme (RDP)

Background

Transformation is a key objective of the democratic Government of South Africa,

- While there are many aspects of this, the Reconstruction and Development Program

(RDP) which is aimed at social and ¢conomic development is the central program. It is
an integrated and comprehensive initiative, which is based on an extensive process of
consultation and joint policy formulation,

A National Growth and Development Strategy has been formulated which sets out the
objectives, priorities and sirategies required to accelerate growth/development so as 1o

reduce poverty and increase employment, This strategy provides a guiding framework

for the RDP and facilitates making strategic choices and trade-offs during implementa-
ticn of the RDP.

Principles of the RDP

The RDP has as its foundation six principles, which apply to the overall programme
and to RDP projects.

(a) It must be an integrated and sustainable programme.
{b) The programme must become a people-driven process.

{c) The program and process must be closely bound to creating peace and
security for all.

(d) As peace and security are established it will be possible to embark
upon nation building.

(¢) Nation building is an integral part of reconstruction and development,

{f) The preceding five principles all depend upon thorough and ongoing democratisa-
tion.
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Programs of the RDP

To achicve its aims the RDP was designed around five sub programs: meeting basic
needs, developing human resources, building the economy, democratising the siate and
socicly, and implementing the RDP itself i.c. projects in various sectors,

Implementation Roles

All levets of government have a role o play in implementing the RDP: Central Gov-
crnment sets the broad objeclives and programmes; provincial governments develop
the strategies and programmes for their own provinces; and local authorilics are the
key institutions for delivering basic services, extending local control and managing lo-
cal economic development.  Obviously the role of local authoritics is closely integrat-
ed with the activitics of communities they serve.

DWAF RDP BOTT Programme

In order to accelerate implementation of RDP water projects, DWAF has enlisted the
support of the private sector in a build, operate, train and transfer programme, which is
being managed at a provincial level.

White Paper on Water Supply and Sanitation

Purpose

The White Paper was published in November 1994 as a policy document with the aim
of clearly setting out the position and strategies to be followed by the Department of
Water Affairs and Forestry (DWAF) and other institutions involved in water supply. It
covers the historical background; explains the development approach which has guided
policy formulation; puts forward basic policy principles; outlines the institutional
framework for water supply and sanitation services; provides standards and guidelines
for basic service delivery; sets out policy for financing of service delivery; outlines
some immediate initiatives being taken and provides supplementary briefing informa-
tion on imporiant related topics.

Principles

The White Paper outlines a number of principles to guide the formulation of policy and
strategy in the supply of water and sanitation services. These are:
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(a) Development should be demand driven and community based.

(b) Basic services are a human right.

(c) The philosophy of “some for al{” rather than “all for some”.

(d) Equitable regional allocation of development resources.

(c¢) Watcr has an cconomic value,

() The user of the scrvice must pay for il

(2) Integrated developrient and environmental integrity,

To give effect to (c) above a minimum standard has been set for watcr supply in the

country, which is referred to as the RDP minimum.  This states that all persons shall

have access to 25 litres of clean and safe water per day within 200 m of their houschold,
The Government will meet the capital cost of providing this RDP level of service but

consumers must pay operation and maintcnance costs.

Institutional Development

The White Paper also provides some guidelines for instifutional reform in the water
sector. This is particularly important becausc of the government’s emphasis on service

delivery and obviously this requires institutional capacity. In terms of the White Paper
there are phased goals:

{a) In the short term:

To maintain service delivery whilst rationalising DWAF and transforming and
democratising the second tier (i.c. Water Boards)

(b) In the medium term:

To support institutional devetopment at the third tier level (i.e. local level) and to
provide financial and technical assislance for water supply and sanitation services.

The restructured DWAF (especially al provincial level) and second tier institu-
tions will work towards this goal together with the private and NGO sectors.
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(¢} In the long term:

To ensure that the provision of services to customers is the function of local gov-
ernment supporled by provincial government.  The second tier will provide bulk
and wastewater disposal services, and DWAF will manage water resources and
monitor and regulate policy implementation,

Sanitation Policy

The White Paper on Water Supply and Sanitation dealt at a high levet with policy and
stralegy regarding sanitation, The need for more detailed inputs in this arca has sub-
scquently been addressed in the Draft White Paper cntitled nationat Sanitation Policy
issued in Junc 1996.

Water Law Review

Background

As indicated there has only been a rationalisation of legislation since the democrati-
cally elected government came to power in 1994 (Water Laws Rationalisation and
Amendment Act) (Act 32 of 1992). A major review of legislation to transform the wa-
ter sector in accordance with the ideals of the RDP and White Paper is therefore neces-
sary. To this end the Minister appointed a special Water Law Review Panel in June
1995 to develop a set of policy principles on which a new act could be based. The
brief has been t0 make the new law simple, equitable, environmentally integrated and
sustainable, economically viable and conducive to equitable economic growth, non-
bureaucratic, and capable of simple and easy administration.

Progress

The Panel has completed its work ard reported (Fundamental Principles and Objec-
tives of a New Water Law in South Africa). Nine themes were addressed. These
were:

(a) Hydrological cycle.

{b) Aquatic eoosystem.'

(c) Legal stalus of waler.
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(d) Demand apportionment and usage.

(¢) Water quality management,

{f) Value of water.

(g) Exisling rights to the use of water,

(h) Management, administration and enforcement.

() Water supply and sanilation services.

The law review process was taken forward by a Steering Committee and a major step
in this process was a Water Law Review Conference. A final set of principles were
embodicd in the draft Water Services Act, 1997,

Water Services Act

Background

The draft Water Services Act, 1997 was published in the Government Gazeite dated 23
May 1997 and intcrested parties were requested to submit comments within 30 days.
A large number of comments were received from many of the stakeholders which are
currently being reviewed in order to finalise the bill to put it before parliament.

Provisions

' The provisions of the Act include the following:

(8)  to provide for the right of access to basic waler supply and basic sanitation

(b) to provide for the selting of national standards and norms and standards for
tariffs

(© to provide for water services development plans

(d) 1o provide a regutatory framework for water services institutions and
intermediaries

{e) to provide for the establishment and de-establishment of water boards and
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water services committees and their powers and dutics

© to provide for the monitoring of water services and intervention by the
Minister or by the relevant Province

(g)  to provide for financial assistance {0 water scrvices institutions
(h}  tocquip the Minister with certain powers

(i} to provide for the gathering of information in a national information system
and the distribution of that information

() to repeal certain laws
Role of Locat Government

National water policy has consistently emphasised the responsibility of local govern-
ment in the provision of water services. The Water Services Bill has made it very
clear that local government (as the service authority) is accountable for the provision of
local water services. Local government may delegate the role of Services Provider to
other bodies, but the authority function cannot be transferred.

Against this background, it is clear that capable and effective local government is criti-
cal to the implementation of national water policy. This imperative is reflected in the
attention given to local government support strategies by DWAF (at national and re-

gional levels), by other government departments, and by agencies such as Water
Boards.

1.1.7 Quantitative Overview of the Water Supply Scenario

The precedin'g paragraphs _deécribe the overall framework of change in which the JICA study
is taking ptace. To more fully illustrate the necessity for change the following statistics il-
lustrate the historical imbalances and lack of service provision, which the changes Segokgo to
address. . Historically, the population of the RSA was classified in terms of population groups,
namely, blacks, whites, coloureds and Asians. The classification is no longer enshrined in
law, but it has relevance when considering demographic and socio-economic characteristics.
Some baseline statistics for water supply and sanitation are summarised in the tables below:



Table 1-1  Population of South Africa According to Population Group

Populati , T .1 B
:1?;09:;“ _Back | White | Colowred | Asian | ot
1995 3676 | 5a15 | 3602 1,051 a5
@62%) | (26%) | GI%H | (25%) (100%)

Source: October Houschold Survey, 1995, Central Statistical Service

Table 1-2 Percentage Covered by Water Reticulation System According to

Popuiation Groups
. Delivery Method Black . White | Coloured - Asian
House Connection 175 99.7 T 992
Yard Connection 25.8 0.2 16.5 038
Public Standpipe 238 0.1 ' 30
| No Scrvice 329 R ‘
1.6
Total 100% 100% 100% 100%

Source: South Africa Labour and Development Research Unit, UCT, 1994

Table 1-3 Percentage of Population ’with Flush Toilet According to Populatimi Group

VPo;iulatIoanrdu_p. R Black | White I Coloured - |- = Asian - -

Diffusion of Flush Toilet (%) 34.2 99.8 88.0 99.6
Source: South Africa Labour and Development Research Unit, UCT, 1994

As clearly expressed the above, the black population group (who comprise about 70 percent of
the total pbp’tﬂalion) have access to characteristically low level of services in the water supply
and sanitation sector. In view of RSA's policy to upgrade the quality of life of all South Afri-
cans, it is appropriate that high priority should be given to those people who are facing inferior
service qualily in the water supply and sanitation sector.

1.1.8 JICA Study Arrangements
(1)  JCA’s Preliminary Survey and Scope of Work

In response to the request of the Government of the Republic of South Africa, the Ja-
panese Preparatory Study Team sent by JICA visited South Africa from 18 July to 11
August, 1995, The objectives of the Team were: to conduct a p'reﬁminar‘y' survey of
the proposed study area and 1o discuss and finalise the Scope of Work for the proposed
study among key stakeholders concerned, including DWATF, the Department of Fi-
nance, the Department of Foreign Affairs, MW, NWWA and the Embassy of Japan.
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‘Through a series of discussions, the implementing arrangement termed A Scope of
Work for the Study on Expansion of Capacity of the Magalics Watcr in the Republic of
South Africa was agreed upon between DWAT and JICA on 4 August 1995, The
Scope of Work and the Minutes of Mceling on S/W arc compiled in the Data Book.

Overall Framework of the Study

The Study has three phases; the first was completed in 1996 while Phases 2 and 3 will
be completed by the end of 1997, The Phasces arc as follows:

(a) Phase 1: Formulation of a Master Plan.

Phase 1 compriscd a sitvational analysis (an investigation to understand the cis-
cumstances prevailing in the Study Arca including  policy, socio-cconomic con-
ditions, institutional arrangements, water resources, waler demand, physical infra-
struclure, water tariffs and cost recovery systems); the formulation of a Masler Plan
up to the year 2015 and priority projects to the year 2002 (which incorporated a
process leading to the formulation of policy and strategy recommendations; an in-
~ vesligation of technical solutions to water supply challenges identified throughout
the Study Area; an institutional devetopment plan; and an initial capital invesiment

plan); and recommendations on sludy methods and terms of reference for Phascs 2
and 3.

(b) Phase 2: Feasibility study on priority projects.

During Phase iI,many projects were identificd by the master plan study in order to
meet the requirements of the policy. The identified projects cover a range of in-
frastructure from modernised supply systems to the minimum level of the RDP.

There arc'p:ribrity projects in two-time frames. - Firstly, the project larget to the
year 2002 involved areas where communities have no water supply, or where sup-
ply is below RDP requirements. In this context, the objective is to provide safe
~and hygienic drinking water 1o RDP service levels.  Secondly, areas where incre-
mental water demands will be high within the sclected target years will be given
high priority to implement expansion or improvement projects, Three priority ar-
eas under the first categories were identified and agrécmém was reached with all
key stakeholders that these should be the subject of subsequent feasibility studies.
The three feasibilily study areas identified were North Mankwe, Klipvoor and
Moretete 2. This report is the culmination of Phase 2 and is concerned with the
second of these areas, Klipvoor. The scope of work for each area under Phase 2
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included the preparation of a plan for a regional water supply system using surface
water, an cnvironmental impact assessment of the proposals, a plan for institutional
development, proposals for implementation, a [inancial analysis of the proposed
scheme and an overall evaluation and recommendations concerning implementa-
lion.

(¢) Phasc 3: Implementation of selccted water supply and sanitation pilot initiatives.

Phasc 3, which comprises four pilot projects, was carried out in parallel with Phase
2. The pilot projects were primarily institutional and intended to explore, in a prac-
tical context, institutional and technical options for waler supply in previously un-
served or under served communilics.

A comgponent of Phase 1 was a series of community case studies (30 in all).  The-
se case studies examined water supply and sanitation circumstances in a selection
of villages throughout the Study Area, and explored socio-economic factors that
have a bearing on the provision and sustainable management of water and sanita-
tion services. A Key facet of the case studics was an investigation of attitudes to
cost recovery and levels of affordability.  With the 30 case studies as background,

four villages were selected as pilot projects. Table 1-4 summarises the work un-
dertaken.

Table 1-4 Scope of Pilot Projects

Village - Infrastructiral Input . *

Kaméelboom, North Maﬁkwe FS.

Area

Reticulation of groundwaler 1o
RDP standard

Community based devilopment
and implementation of a walcr
management plan

Ga Rasai, Klipvoor FS Area

Prepayment metering system on

existing RDP community stand-
pipes

Communily based development
and implementation of a water
management plan

Segokgo, Moretele 2 FS Area Existing pipeline extended to Se- | Community based development
rmohlase community, reticulation | and implementation of a water
to RDP standard. management plan

Bapong, Peri Urban, closc to Brits | None.

Assislance 1o communiy struc-

tures around planning for cost
Tecovery.

The scope of work for the three infrastructural pilot projects included: initial consultation with
selected communities; the election of Local project Steering Committees; the provision and
commissioning of water supply infrastructure, empowerment and awareness building; capacity
building and the confirmation of institutional linkages; the development of water management
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and O&M plans; management and technical training; the establishment of financial arrange-
ments; and the sharing of best practise. '

In the case of Bapong, the scope of work is confined to initial consultation, awarcness building,
the formation of a Task Team, and the development of a plan to inﬂptcmcnt cosl recovery and
to regulate illegal connections.

&)

Milcstones

Work on Phases 2 and 3 has been carried out by a single Study Team working almost
exclusively in South Africa with only the production of the Final Report being undet-
taken in Japan. Figure -1 shows the detailed work schedule from February to De- -
cember 1997, The study was undertaken in two stages with a break in April coire-
sponding to the change in the Japanese fiscal year. With regard to the Feasibility
Study, dala was collected and planning criteria were established and confirmed with
key stakcholders during Stage 1. During the subscquent Stage 2 the water supply
plan was developed and costed and financial, instilutional and overall project evalua-
tion took place.

The various reports produced by the Study Team during Phases 2 and 3 formed key
milestones for the Study. These reports and their respective dates are as follows:

Inception Report February 1997
Progress Report March 1997

Interim Report July 1997
Draft Final Report  October 1997
Final Report December 1997

The first three reports have already been issued and served several important
functions:

(1) they have provided regular opportunities for stakeholders to provide vatuable input
to the Study,

(2) they have enabled a wider audience than those able to actively participate in the
management structures of the Study to be kept informed of progress,

(3) being accepted formally by the stakeholders they have p‘r()vidéd'l'he Study Team
with a mandate to move forward to the subsequent stages of the Study, and
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(4) they have recorded the methodology and findings of the Study for future usc as a

tesource by stakcholders both within the Study Arca and beyond in other parls of
the country.

1.2 Composition of the Final Report

The Final Report for Phascs 2 and 3 comprises a total of seven volumes, These are as fol-
lows:

Volume 1: Executive Summary

Volume 2: Feasibility Study for North Mankwe
Volome 3 :  Feasibility Study for Klipvoor
Volume 4 :  Feasibility Study for Moretele 2
Volume 5@ Study on Boundary Issues

Volume 6 : Pilot Projects

Volume 7 : Data Book

The Executive Summary contained in Volume 1 summarises the conclusions of the Study.
The other volumes are self-contained so as to facilitate access by those concerned with only
individual parts of the overall study. Back-up information, which may be of interest to the
specialist reader, is provided as an Annex to each report.

This Report forms Volume 6 of the Final Report and is concerned with the Pilot Projects. The
Report comprises a main report and an annex.

1.3  Project Management Structure

1.3.1 Study Management

The project management structure for the JICA Study is shown in Figure 1-2.  The four lev-
els are as follows:

(1) Project Steering Committee

The PSC remained in place from Phase 1 and is a high level body which discusses and

resolves matters of policy and major issues relating to implementation. It has the
following responsibilities:
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(4)

(a) To discuss and resolve maltcrs of policy relating to the agreement between the
goveraments of Japan and South Africa.

(b) To discuss and resolve malters of study design, management and implementation

that have major implications for the governments of Japan and South Africa, and
for JICA, DWAF and MW; and

{c) 'To monitor overall project progress, especially with reference to the delivery and
quality of major products. :

Project Execution Group

This replaced the former Project Working Groups (and aspects of the bejccl Manage-
ment Committee). Membership consists of representatives of MW, the District Coun-
cils covering the three FS Areas, DWAF Provincial Officials and the JICA Study Team.

" This group is responsible for the efficient implementation of the Study by providing

guidance and co-ordination between the Phases 2 and 3.

Local Project Steering Committees

These were created at community tevel where pilot projects are being implemented to
facilitate joint control of pilot projects and to oversee handover of the completed proj-
ecls.

Project Execution Forum

The forum is a reference group for the Study. It was created to formalise the interac-

tion with the more than forty stakeholders that participated in Phase 1 and provides a

vehicle for considering the many capacity building recommendations which emerged
from Phasel. ‘The PEF is a major vehicle for best practice sharing which is a key ob-
jective of the Phase 3 Pilot Project Programme.

The above siructure was approved by the key stakeholders at the Project Steering Commiftee
Meeting held on 18 February 1997,

13.2 Study Implementation

JICA entrusted implementation of the Study, based on the Scope of Works, to a consortium of
Japanese consultants comprising Sanyu Consultants Inc. (SCI) as the managing company and
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Nihon Suido Consullants Co., 11d. (NSC). This consortium was selected through open ten-
dering.

SCI and NSC togcther established the Study Team, which for Phases 2 and 3 has mobilised the
expericnce gained during Phase 1. The team of 12 members is composed of 7 members [rom
the Phase 1 Study Team and a further 3 people who parlicipated in sub-contract work during
Phase 1. The team includes six Japanese, one British and five South African Nationals.

During Stage 1, the Study Team sub-contracted some minor componcnts of the Study to South
African consultants. ‘Their work included providing support for the environmental impact
asscssments and for gathering cost data for enginecring aspects of the Feasibility Studies.

14  Acknowledgements

The numerous organisations and individuals that contributed to the work of the Study Team
during Phase 1 have continued to provide cxcellent support to the Study. Whilst taking re-

sponsibility for this report, the Study Team wishes to acknowledge the help and support of the
following:

14.1 Japanese Government

Embassy of Japan in South Africa
JICA Head Office

JICA local office in Pretoria
JICA Advisory Commitlee

The continued financial support of the Government of Japan has made the Study possible and
the guidance and support provided by the Advisory Committee has played a crucial role in the
strategic direction that the project has taken. The Study Team hopes that this first experience

of this type of technical aid support in South Africa will provide a good precedent and contrib-
ule to further collaboration on future projects.

1.4.2 Department of Water Affairs and Forestry

DWAF Head Office
DWAF - Mpumalanga
DWAF - North West Province
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Due to the more applicd nature of the work, Phascs 2 and 3 of the Study have chuircd' closer
tinks with the Provincial staff of DWAF. In particilar the Dircclors of DWAF in the two
Provinces within whose jurisdiction the feasibility studics fall have participated actively in the
Study despite the very pressing nature of their many other commitments.  Scnior stafl from
the Provinces have also provided valuable strategic and operational support. The senior
managers and dircctors of DWAF in Pretoria have continued to provide excellent support
through chairing and participating in meetings, providing insight and dircction and not least by
making available office space and other facilities to the Study Team,

1.4.3 Local Government

North West Province
Mpumalanga
Northern Province
Gauteng

Rustenburg DC
Eastern DC
Highveld DC

Mbibane TLC

It is clear from the Water Services Act that local government is responsible for service deliv-
ery and the responsibilities of Services Provider cannot be abrogated. Representatives of
local government have played a crucial role in the project as it has been necessary to ensure
that the institutional recommendations of the Study in each area are appropriate to the capacity
and direction of the relevant local government institutions.

The organisations listed above have enthusiastically supported the Study by attending and ac-
tively participating in meetings. The senior members of staff at the district councils have met

with the Study Team and provided guidance in interpretation of policy and new and ongoing
service delivery iniliatives,

In particular, Rustenburg DC must be thanked for providing office space and logistical support
to the Team during their stay in Rustenburg. The system of zonal councillors and engineers
has also provided something of a model and is rightly viewed with interest.
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1.44 Water Boards

Magalics Water
Rand Waler

Magalies Water in particular have provided invaluable ongoing help and support to the Study
by parlicipating in and chairing mectings but also by providing many hours of advice through
reviewing repotts and providing feedback to the Study Team.  Of course Magalies Waler is at
the hub of the Study and the dialogue between the Study Team and Magalies Water has con-
firmed that the initiative is of value. The team hopes that the Study has provided a firm
foundation for Magalies Water to lcad the way as a representative of the new generation of
second tier water supply institutions envisaged in the White Paper of 1994, -

1.4.5 Pitot Project Communities

Kameelboom, Ramoshibitswana and Mphonyoke Communitics
Ga Rasai Community

Segokgo, Moletsi, Semohlase and Loding Communities
Bapong Community

The members and leadership of the communities which have been the subject of the pilot pro-
jects have played an important role by giving of their time and hospitality most generously and
affording the Study Team the privilege of working with them. The Team has certainly learnt
much from working together with the communitics and hope that this feeling is mutual. * With
regards to the Feasibility Studies, the Study Team is especially grateful to the pilot project
communitics for their co-operation with the questionnaire surveys and for providing feedback
to inform Phase 2,

1.4.6 Other Stakeholders

There are more stakeholders in the Study than can be listed in this short acknowledgement,

The Study Team interacted with many of these, and was pleased with the level of involvement

and cominitment. Since the Study area is large, many of the stakeholders demonstrated their

interest by travelling long distances to meetings. A hallmark of the Study has been the high

level of stakeholder involvement and the loyalty and commitment of participating stakeholders.
The Team extends thanks to all who have played a role in the execution of the Study.
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CHAPTER 2 DEVELOPMENT CONCEPTS

2.1 Institutional Strategies

2.1.1 Context and Phase 1 Findings

National water policy has consistently cmphasised the tesponsibility of local government in the
provision of water services. The recently released Water Services Bill has inade it very clear that
tocal government {as the Services Authority) is accountable for the provnsmn of local water scrv-
ices. The rolc of Scrvices Provider may be delegated by local government to other bodies, but the
Authority function cannot be transferred.

Against this background, it is clear that capable and effective local govemment is critical (o the
implementation of national water policy. This imperative is reflected in the atlention given to local
govemment support strategics by DWAF (at national and regional levels), by other government
departments, and by agencies such as Water Boards.

Phase 1 of the JICA Study gave particular attention to the so called “third tier” in the Magalies
study area, and recognised a number of challenges that will have to be addressed if this seclor is to
play its part in effective, viable and sustainable water delivery in the study area:

(1)  Local govemnment and service provision capacity (measured according to a variety of erite-
ria such as organisational capacity, process capacity, technical capacity and financial ca-
pacity) is extremely limited in some parts of the study acca. This is especially true among
sural communities.

(2)  Some communities are pafticularly vulnerable where local government and service provi-
sion capacity is low, and access Lo support networks is limited. A case in point is Ga Rasai,
which is located in the area of jurisdiction of Eastern District Council. EDC itself has ca-
pacity constraints, and is not in a position to offer substantial support.

(3)  Some forms of capacity relate o operational effectiveness, whilst other forms are the
foundation for generating and growing capacity itself. The two key forms of “generative”
capacity are the capacity to plan and the human and financial resources to put plans into
action. The Stage 1 capacity analysis showed that many third tier structures lack genera-
tive capacity.

{(4)  Without 'geheratii.'e capacity (particularly the capacity to plan), local government structures
.such as District Councils and Rural Local Authoritics are at risk of remaining dependent



on ¢xternal actors. Planning Forums are a vehicle for planning capacity al a regional level,
For these to be fully effective, it is necessary to develop a level of local planning capacity
which will enable small-town local authorities to engage in a dialoguc with the Area Fo-

rums

©)

Whilst the devclopment of local government capacily is pethaps the key institutional

challenge in the water sector (and in other service delivery sectors), community bascd
structures like Local Water Commiltees and RDP Committces remain a source of capacity,
at least in the short to medium term. In many cases, these commitices command human
resources and expertise that far outstrip existing local government.

The Phase 1 Master Plan study recommended a number of strategies to deal with some of the
challenges outlined above. The strategies relevant to the pilot project programme are outlined in

the table below:

Table 2-1 Recommended Institutional Strategies from Phase 1

Strategy

Description -

Relevancetol’i}ot‘?rojeds '

Capacity
building in
tagging District
Councils

This strategy envisaged the establishment of a
District Councit Forum in which DCs can share
experiences and resources. Fhe JICA project has
brought the DC s together in the Project Execution
Forum, and the Danida programme is assisting DC
s in Northwest Provinee with cost recovery strat-
cRY

DC capacity building has particular relevan-
ce to Phasa 2 (see 2.1.2, below), and this is
where this matter will receive specific atten-
tion in the JICA study. Effective DCsare
important to the pilot projects since the DCs”
are likely to play a key role in managing (or
in delegaling management) the pilot projects
after handover

Community
inslifution
building pro-
gramme

This strategy envisages the development of plan-
ning capacity at local fevel. It is recognised that
communities might have to mobilise Tocal re-
sources is the absence of cegional capacity, and
that the ability to plan locally will enable commu-
nities to communicale ¢ffectively with DCs, Wa-
ter Boards and other regional structures

A ceatral focus of the pitol projects is the
develtopment of local planning capacity.
Hence the pilots are an instrument {o im-
plement this strategy in the Magaties study
arca

Institutional

support pro-
gramme

This strategy recognises the need for third tier in-
stitutions to share resources and experience. The
stralegy envisages the co-ordination of training and
the possible formation of service and training co-
operatives, under the auspices of DCs. Italso
proposes mechanisms for the sharing of best prac-
tice regarding service delivery and the manage-
ment of services

This strategy resides partially in the ambit of
Phase 2. The pilot projecis emphasise best
practice sharing, and have put this into ac-
tion through the Project Execution Forum
{PEF), and by establishing links between
communitics (¢.g. the visit by Ga Rasai PSC
members to the Modderspruit prepayment
scheme)




2.1.2 Nature and Purpose of the Pilot Projects2

The JICA Magahcs Study was designed in theee phases. The first phase incorporated a detailed
situational analysis {with both technical and institutional components), and led ta the producnon of
a master plan for short and medium term planning. Phascs 2 and 3 are mote applied in nrature,
with Phasc 2 pursuing detailed feasibility studics for regiona!l surface water schemes proposed in
Phase 2. Phase 3 incorporates a pilot project programme, involving four villages in the JICA
Magalies study area.

The table summarises the nature of the pitot projects.

Table 2-2 Nature of the Pilot Projects

 Pilot Project |~ “Location Description

Kameelboom North Mankwe | Pilot project linking infrastructural and institutional development. Infra-
feasibility structure includes boreholes and associated reticulation to RDP level.
study arca Institutional development focuses on capacity building and sustainable

management of the water system.

Ga Rasai Klipvoor feasi- | Pilot project linking infrastructural and instilutional development. Exist-
bility study ing infrastructure is an RDP surface water supply system with a package
area purification plant. Pilot project infrastructure development involves the

installation of a prepaid metering system at RDP standard community
standpipes. Institutional development focuses on capacily building and
sustainable management of the waler system.

Segokgof Moretele 2 Pilot project linking infrastructural and institutional development. Infra-

Semohiase feasibility structure development involves the extension of existing surface supply to
study arca Semohlase village in the Segokgo area and associated reticulation o RDP

level. Institutional development focuses on capacily building and sustais-
able management of the waler system.

Bapong Brits area The Bapong pilot has a purely institutional focus, seeking to develop

community-based acticn plans to deal with issues of cost recovery and
ilegai connections.

Despite differences among them, all four pilots emphasise the link between local planning and
management and broader regional area planning and institutional capacity.
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2.1.3  Ohjectives of the Pilot Projects

The pilot projects are an ir:lcgrai part of the overall JICA Magalics Study. Hence they should ad-
dress the overall aim of building an effective walcr services sector in the Magalies study area. A
broad objective of the pilot projects is to explore, in a practical context, institutional and technical
options for watcr supply in previously unserved or underserved communities. In each case the in-
tention is to establish or reinforce sustainable management structures and systems which will sup-
port effective long-term use of the infrastructure developed.  In this context, one objective of the
pilot piojects is 1o protect and cnsure ongoing local benefit from the investment made in water

supply infrastructure,  From this perspective, the pilots are similar in intention and design to
small-scale RDP projects countrywide.

A second broad objective of the pilot projects distinguishes them from RDP initiatives. This is the
objective of developing, testing and evaluating innovative institutional development strategies and
techniques and of making these available beyond the pilot projects themselves. Thus whilst the
pilot projects are based on RDP principles, they differ in details of design and implementation.
‘For example, RDP-type Project Steering Committees have been established in each of the pilot
communities. In the RDP context, the PSCs are predominantly instruments for community-based
project management. In the HICA study, the PSCs are being deployed as the catalyst for local
ptanning capacity, with full responsibility for designing locally appropriate water management
plans, and for negotiating the implementation of these plans.

Specific objectives are the following:

{1}  To explore, in a practical context, inslitutional and technical options for water supply in
previously unserved or underserved communities.

(2}  To establish sustainable management structures, institutional linkages and systems (in-

cluding cost recovery) which will support the effective long-term use of the infrastructure
developed. ‘

(3)  To ensure that the lessons leamed are shared to the benefit of the participating communiti-
es and stakeholders such as Magalies Water, the District Councils {and Planning Forums),

DWAF, and agencics charged with training and capacity building in the water supply
context.



2.5.4  Key Features of the Pilot Project Institutional Approach

The approach adopted for the pitot projects has a number of features which addicss the second
objective outlined above:

(1

0

&)

O]

An cmphasis on local planning and the creation of “generative™ capacity. 'The PSCs and
the task tcams nominated by them have been required to develop water management and
operations and maintenance plans. In doing so, they have also had to determine training
nceds, the nature of capacily building inputs and the manner in which project activitics are
to be communicated with the affected communitics. The assumption is thal community-
bascd planning will promote solutions appropriate to local circumstances and capacity, de-
velop a solid understanding of the management fasks and what it takes to implement them,
facilitate community buy-in to solutions developed by locals for their communily, and
from all of these that it will provide a base for suslainability. The process is morc complex
than typical RDP business planning, but the results may prove more durable.

An emphasis on the devetopment of networks and partnerships. While local planning
might be one way of promoting sustainability, another is to ensure that local water man-
agement structures make maximum use of support available to them. It is believed that the
potential for sustainable management of water systems is considerably improved where
there is a working relationship with soutces of support and resources outside the commu-
nity (for example District Councils, Planning Forums, Water Boatds, other local authoriti-
es and NGOs). Keys to the effectiveness of networks and partnerships are the develop-
ment of linkages that are identified by local ptanners, which are informed by local needs,
and which have been secured in terms of durable agreements between focal bodies and

. those offering resources and support.

Linked to the above, an emphasis on the development of complementary capacily in Plan-
ning Forums, District Councits and in Magalies Waler. Activities retated to capacity
building in these brganisalions are a parl of the Phase 2 institutional programme, but inte-
gration between Phases 2 and 3 is an important requirement.

An emphasis on defining, mobilising and sharing best practice. This emphasis is based on
the belief that the exchange and use of best practice is an efficient way to build capacity,
especially in fast track delivery situations. The pilot projects work wilh three modes of
best practice sharing: inter community {for example taking Ga Rasai PSC members on an
inspection tour of the Moddetspruit prepayment metering system); between levels of local
government {for example PSC reports at Project Execution Forum meelings, whese Dis-
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trict Coungcils are also present); and community access to wider best practice resourees.

An emphasis on integralive management and problem solving skills. Capacity building
and training in the context of RDP projects is often offered in the form of discrete pack-
ages. Whilst there is a need for such inputs, the pilot projects also make usc of manage-
ment-based techniques to sharpen local decision making and problem solving ability. This
thrust links with the emphasis on tocal planning, in that decision making and problem

solving are seen to provide a sustainable context and support for more specific technical
and administrative skills.

An emphasis on ongeing evatuation. All steps in the pilot project programme have an
evaluation component which is detailed in the pilot implementation manual. Some of the
evaluation is done by the study team, but wherever possible project review includes the
PSCs and their communitics, An example of community-based review is the series of
PSC presentations at meelings of the Project Execution Forum. Such review improves the
prospect of sustainability because fatal flaws are identified early, problems that will face
future operators and managers are recognised and addressed, and review techniques and
practices are entrenched as tools for sustainable management.

2.1.5 Short and Long Term Implications

The institutional strategies cutlined above are in response to a particular set of inslitutional circum-
stances. In this context, it must be recognised that these strategies are to some extent place-

specific, and that they are linked to a particular moment in the evolution of the water-related insti-
tutions active in the Magalies Supply Arca.

Scenarios for institutional development in the Feasibility Study Areas {(which incorporate Kameel-
boom, Ga Rasai and Segokgo) are included in Volumes 2, 3 and 4 of this final report.



2.2

Selection of Pilot Projects

2.2.1  Policy Guidelines

A number of policy guidelines have informed the pilot project programme. Because of the nature
of the programime, some of the guidelines have been difficult to implement. Such difficulties are
highlighted below: '

0y

@

3

4)

Communily water supply projects should be dernand driven. Since the pitot ptbjecls were
selected and implemented in the context of a tight schedule, and with specific objectives in
mind, they were not fully demand deiven. However, actions were taken to ensure thal
community views were tested (for example in a detailed audit of nceds and expectations),
and that the selection and implementation process allowed for meaningful community par-
licipation.

The provision of basic services should be governed by established RDP standards. The
costs of elevated standards will have to be bomne by the community. RDP guidelines have
been followed in all three projects where infrastructure development has been involved.

Users must pay for the water they consume. Cost recovery is an objective in all pilot proj-
ects.

Responsibility for the management of local water supply should reside at third tier level.
Building such capacity and capability is a central objective of the pilot programme.

Against this background, the pitot projects have been implemented within a consultative frame-
work incorporating the communities concerned, and the relevant water sector institutions. The lat-
ter have included provincial DWAF offices, District Councils, Planning Forums, RDP sinictures,
local authorities and Local Water Committees.

222 Base for Pilot Project Selection

The Phase 1 Situation Analysis included case study investigations of 30 communities in the Study
Area. The pilot projects were selected from this body, and the information collected through the
case studies provided material to inform the selection process.



The case-study communitics are listed below:

Table 2-3 Case Study Communitics

C_on\m;;itgy ' Province/District Settlement Type | Institutional Circumstances
Kameelpoortnek Mpumalanga/ Kxwamhlanga Peri-urban Tribal
Sokhulumi Mpumalanga/ Kwamhlanga Rural seittement Tribal
Tweefontein E Mpumalanga/ Kwamhlanga Peri-urban Community authority
Tweefontein N Mpumalanga/ Kwamhlanga Peri-urban Tribal
Picterskraal B Mpumalanga/ KwaMhalanga Rural setifement Tribal
Bockenhouthoek Mpumalanga/ Mkobola Peri-urban Magistrate
Viaklasgic 1 Mpumalanga/ Mkobola Peri-urbao Tribal
Scgokgo Mpumalanga/ Moretele 2 Rural seitlement Magistrate
Zamenkomsl Mpumalanga/ Moutse 1 Peri-urban Tribal
Elandsdooen Mpumalanga’ Moutse 3 Peri-urban Tribal
FEuka North West/ Bafokeng Peri-urban Tribal
Robega North West/ Bafokeng Peri-uiban Fribal
Molote City North West/ Koster Rural settlement Tribal
Kameetboom North West/ Mankwe Rural seftlement Commuaily authority
Disake North Wesl Mankwe . ~Rural settlement Tribal
Mokgalwaneng North West/ Mankwe Peri-urban Tribal
Mothlabe North West/ Mankwe Rural settlement Tribal
Sandfontein North Westf Mankwe Peri-urban Tribal
Mabele-a-Podi North West/ Mankwe Rural seltlement Tribal
Ledig North West/ Mankwe Peri-urban Tribal = -
Ramokokstad North West/ Mankwoe, Rural setilement Tribal
Norokie North West/ Mogetele 1 - Rural seitlement - Tribal _
Makapanstad North West/ Moretele 1 Rural seitlement Community authority
Sckampaneng North Westf Moretele 1 Rural scttlement Magistrate
Ramotse North WesY Moreteke 1 Peri-urban Tribal
Ga-Rasai North West/ (i 1 Rural sctifement Community authority
Centerville North Wesy Odi 1 Rural scitlement Tribal
Klipgat North West/ Odi ¥ Peri-usban Mapistrate
Berscba North West/ Odi 2 Rural setilernent Tribal
Bapong Norsth West/ Odi 2 Peri-urban “Tribal
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223  Selection Crileria

A varicty of scenarios combining infrastructoal and institutional development defined the range of
pilot project options. These options are outlined below:

Table 2-4 Pilot Project Options

Infrastrsctural Development . Iastitutional Development

Instalation of new local water scheme based onsur- Pian reinforcement of existing local water manage-
face water ment structures

Installation of new local water schome based on Plan reinforcement of existing local water manage-
groundwater ment structures '

Upgrade of cxisting walcr scheme based on surface Pian reinforcement of existing local water manage-
water : ment structures

Upgrade of cxisting water scheme based on ground- Plan reinforcement of existing local water manage-
water ment structures '

Installation of new local water scheme based on sur- Plan establishment of new or expanded water struc-
face wateq tures

tnstallation of new local water scheme based on Plan ¢stablishment of new or expanded water struc-
groundwater ‘ tures '

Upgrade of existing water scheme based on surface Plan ¢stablishment of new or expanded water struc-
water tures

Upgrade of existing waler scheme based on ground- Plan establishment of new or expanded water struc-
water tures

Against the background of the options listed above, the following criteria guided the selection of
the pilot projects:

(1) Access to a surface water source that can be developed without major infrastructural in-
vestment (for example proximity fo an existing pipeline). This criterion was applied to
options where a new local water scheme based on surface water was considered.

{2)  Access to viable proven groundwater sources. This was applied to options where a new
local water scheme based on groundwater was considered.

{3)  Circumstances where the upgrading of local reticulation, or the supplementation of exist-

ing resources were likely to make a significant difference to the quality of life of residents.
This applied to both the surface water and groundwater vpgrading options.
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Demonstrable need for local water development and at least an expression of demand on
the part of the communities concerned.

A viable base for institutional and organisational development around local water supply.
The existence of local water management bodics was a recommendation bul not necessar-
ily a precondition. However, due (o the relatively short implementation period, it was con-

sidered unwise to initiate pilot prajects in communitics whete local organisation is absent,
or is in a state of conflict.

Absence of conditions likely to seriously impede or block willingness to pay for waler.
Again, because of the short implementation period, it was considered risky to tackle pilot
projects in communities where the promotion of a system of cost recovery seemed fikely to

involve lengthy negotiations.

The selected pifot studies must reflect a variety of settlement circumstances and institu-
tional contexts, and must be spread across the study artea.

2.2.4 Pilot Project Selection Process

"The process for pilot project selection proceeded as follows:

(1)

Table 2-5 Pilot Project Short List

Seven candidate projects were identified according to the criteria. These are listed in the
lable below:

- Priority | ProjectName | InfrastructuréDevt. | - Institution Devt. -
Kameelboom Heed Need
Segokgo Need Need
Ga Rasai - Upgrading Need

4 Tweefontein N Need Need

5 Klipvoor Exist Need

6 Bapong Exist Need

7 Tweefontein E Exist Need
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(2)  The pilot project shortlist was discussed with stakeholders {individually and in the context
of the Project Execution Forum), allowing additions and delctions.

(3)  Communitics on the final shortlist were visited, to assess circumstances on the ground and
to prepare communication channels with communitics.

(4)  Bascd on stakcholder and communily consultations, the final sclection of pilot projecls
was made. The four pilots sclected included priorities 1-3, and Bapong which was origi-
nally listed as priority 6. The Bapong pilot was sclected specifically because it posed the
institutional challenges addressed in criteria 5 and 6 (focal governmen! and organisations
in a state of flux, and evidence of resistance to payment for water).

(5)  Detailed discussions with the communitics concerned led to the implementation of the pi-
lot projects. Implementation is discussed in detail in Chapters 4 and 5.

2.2.5 Constraints and Lessons

The pilot project selection process was designed to be systematic and consullative. However, due
to the scheduling demands of the programme and the need to select projects according to defined
criteria, a significant element of top-down delivery was unavoidable.

This had implications which are listed in the table below:

Table 2-6 Pilot Project Constraints and Lessons

CProject | 5 Com stra inls and ],osson ssons

Kameelboom | The pilot project selection process, the element of lop-down delivery and the speed of imple-
mentation have worked in the favour of the Kameelboom community, This is largely altribu-
table to organised community structures, and to intensive consultation. Contributory factors are
the external management support provided by the Rustenburg District Council, the fact that the .
RDC Councillor resides in Kameelboom, the Village Level Committee representative resides in
the community, land is privately owned and there is a high awareness of resource management,
and community structures had previously initiated and managed local development projects.

The key lesson is that fast track delivery is possible if the community organisational infrastruc-
ture is available to absorb it, if the local experience base includes an awarencss of development
and its management, and if a significant investment in consultation and capacity building is
made. ‘

Ga Rasai Fast-track implementaticn led to some confusion around the formation of the Local Praject
Steering Committee. In forming the LPSC, the Community Authority originally excluded the
Local Water Comnittee, which caused lime-wasting conflict. The approach also posed a par-
ticular challenge to the Study Team, which had to balance the pilot project objectives with
emerging local expectations.

Lessons for fast-track implementation are that procedural matters must be clearly defined and
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Project ‘ ' Constraints and Lessons

actively guided, and thal previously unrecogaised expectations should be expected ta emerge,
The resourcing implication is that quick delivery requires significant input by social and devel-
opmental factlitators if it is fo succeed. For RDP projects, the resourees available for “soft™ is-
sues should perhaps be increased as implementation schedules are reduced.

Scpokgo Simifar 10 Ga Rasai. Time to folly understand local snd regional institutional contexts might
have saved ime in the looger term,

Bapong Duc to complex local political dynamics, the quick implementation of the pilot preject proved
difticult in Bapong. Satisfaciory conclusion of the pilot project requires more time than the pilot
programme allows,

Lesson: Fadt rack implementation cannot be applicd unselectively. Some circumstances will
1equire an extended implementation schedule.

23 Pilot Project Action Plan

23.1 Context and Challenges

Since they are not full infrastructural development projects, the pilol projects have some limita-
tions:

(1}  The budget is limited. This has meant that infrastructural work has had to be prioritised in
cach community. Further development will have to be mohilised by the communities
themselves, The emphasis on local development planning should assist in this regard.

(2} TImplementation time is limited. JICA grant funding has been made available over a period
of two years. Within this time frame, the pilol projects have had to be launched and com-
pleted in approximately eight months.

In this context, detailed action plans were developed for each of the pilot projects. The action
plans were designed as a means 10 direct and monitor pilot project implementation, and also to
clearly define the actions possible over the eight months of implementation.

2.3.2 Action Plan Rationale

The steps in the pilot project action plan are cutlined below. These refer particularly to Kameel-
boom, Ga Rasai and Segokgo. The Bapong action plan shares some of the principles, but has a
different emphasis. The Bapong plan is discussed in detail in Section 2.3.4. The action plan takes

cognisance of the capacity building guidelines developed by DWAF, but with a particular focus on
participative planning: ‘
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1.PSC empowerment and awareness building, This was designed to ensure that the LPSCs
are {irly in place, have the necessary mandate, and have an awarcness of water manage-
ment issucs and the likely management demands of the proposcd infrastructure develop-
ment,  An cssential component of awareness building is the development of a thorough
understanding of the technical and operational characteristic of existing and planncd watcr
supply systems.

Capacity building and confirmation of linkages. In this slep the 1.PSCs debated and
agreed internal roles, and formulated communication and capacity building plans. A bal-
ance between internal and external capacity was pursucd, and LPSCs investigated and de-
veloped relationships with organisations able to assist them with human resources capac-
ity, skills, or financial resources. Wherever possible, linkages were formally confirmed. It
was considered to be vitally important that in-principle agreement on post-handover roles
and responsibilities were reached as soon as possible.

Water management and O&M planning.  This sct of tasks entailed the formulation of
terms of reference for planning task teams, the mobilisation of the task tcams, and special-
ist assistance to task leams in the form of inputs on best practice, tariff setting procedures,
financial management and organisational development. The product for each community
was a “management plan” incorporating a water management plan (including the man-
agement of cost recovery); and an O&M plan. The management plans are working docu-
ments, serving as a manual for the local water services managers, and as an agrecment
between the various role players involved.

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

Management and technical training. On the basis of their planning the task teams deler-

* mined training needs, and outlined terms of reference for administrative and O&M train-

ing. The Study Team assisted with the identification of training providers, and training
was undertaken. The LPSCs identified trainees according to the requirements of the water
management and O&M plans.

Operationalising planning. This step is current, and involves the implementation of the
water management and O&M plans. Linkages with external agencies which have agreed

to play management or support roles will be formally secured during the operationatisation
phase.

(7) Best practice sharing. ‘This has taken place throughout the pilot project programme.
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233 Delaited Programmes for Kameelhoom, Ga Rasai and Segokgo

A more detailed description of the steps in the action plan is contained in Table 2-7 below. Study
Team and Stakcholder roles arc outlined, and ongoing interal monitoring and ¢valuation tasks

described. Figure 2-1 iltustrates the LPSC institutional development process:

Table 2.7 Detailed Pilot Project Action Plan for Infrastructural/Institutional Projects

Code Task Description . Study Team Roles Stakeholder Roles Monitoring and
L B ‘Evaluation

1. | PROVISION OF
WATER SERVICES
INFRASTRUCTURE

1.1 | Preparation of technical | Led by the institution- | Copies to District .| Test effectivencss of
and institutional brief- al team, with informa- | Councils and MW, for | communication.
ing document, with out- | tion fromthe technical | information and to
line PSC terms of refer- | and financiat teams. guide involvement.
ence, : _

1.2 | TFechnical briefings for Led by institutional Support bodies like Test quality of commu-
LPSCs. Ongoing process | and financial team, MW and DC s to par- nication with pariici-
throughout Phase 3. assisted by technical ticipate in some of the | pants, and also in terms

leam. technicat briefings. of the growing effec-
tivencss of the PSC

1.3 | Preparation of tender Study Team lask. Copies of tender
documents documents ta

: stakeholders,

1.4 | Study team review of Institutional and tech- | Support if necessary. Test quality of commu-
tender documents with nical teams facilitate nication with partici-
LPSC. this process. pants.

15 | Call for teaders Technical team. .

1.6 | Study team appraisal of | Preparation and cir- Briefing document to Understanding and ac-
tenders and discussion culation of PSCbricf- | stakcholders forinfor- | ceptance of appraisal
with LPSC, PSC brief- ing document. Sce mation. and sclection is impor-
ing meetings and meet- Annex A2, Institu- tani. Follow upifnec-
ing with JICA team to tional and technical essary.
discuss appraisal tcams to assist with
methods and cutcomes. | communication fo

. PSC.

1.7 | Award conftract. Techoical team.

1.8 | Initiate construction and | Technical team (engi- | Report progressiothe | Monitor PSC access to
supervise. necr). bodies likely to oversee | and communication

the projects after trans- | with the contractor and
fer (DC, MW). the engineer.

19 | Testing of works. Technical team, assist- | DC, MW get feedback.

ed by O&M irainees
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Task Description

‘Siakeholz'kr Roles

Code Study Team Roles Monitoring and
: o . : o : ; _ ‘Evalvation
110 | Training of Q&M staff } Techaical team to Use MW and BCsin See training notes be-
by contractor. See 4.5 assist with formalating | trainiog if suitable. low.
below. curriculum and Also involve MW and
evaluation criteria, DC counterparts if
institutioral team 1o possible.
assist PSC lo imple-
menymanage training,
110 | Commission facilities ‘Fechnical team.

2. | LPSC
EMPOWERMENT
AND AWARENESS
BUILDING

21 | Briefing document (see | See above. See abave, Sce above.

1.1 above)
22 | Finalisation of LPSC PSC-led, facilitated by | Assistance from DC Contisuous monitoring
structures. the institutional task where appropriate. ofthe effectiveness of
tean, Consistent local gov- the PSC. Take action if
emment involvementis | internal of external dy-
critical. namics threaten effec
o tiveness. '

23 1 Awareness building Facilitated by the ia- Assistance from DC, Test levels of awareness
workshops with LPSCs | stitutional and finan- MW and other actors through obscrvation,
and communities. cial teams. wherte needed. and through PSC and

community seif report-
_ ing

3. | CAPACITY
BUILDING AND
CONFIRMATION OF
LINKAGES .

31 | LPSC communication PSC-led, facilitated by | Assistance from DG Test communication
strategy and agreement | instilutional team. MW and other relevant | strategy with PSC by
of roles. aclors. fonmulating communi-

cation objectives and
seeing whether these
will be mel.

3.2 | Formutation of LPSC PSC-fed, facilitated by | Assistance as above. Key tests r¢late to vi- .
capacity building plan. | institutional team. abitity and likely im-

. _ pact.

21 | Formulation and im- PSC-led, facilitated by | Assistance of DC, MW Criterion of success is
plémeniation of LPSC institutional tcam. and other relevant ac- the establishment of
institutional linkages tors. durable and effective
plan. Obiain in- relationships
principle hand-over
agreements with Servi-
ces Authority and likely
Services Providers. See
7.3,
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Code Task Description Study Team Roles Stakeholder Roles Monitoring and
_ "Evaluation

4 | DEYELOPMENT OF
BUSINESS PLAN FOR
WATER
MANAGEMENT AND
O&M SYSTEMS _ .

41 | Terms of reference for PSCassisted by the TOR informed by best | 'TOR must provide a
the formulation of a institutional and fioan- | practice gathered else- | clear brief to PSCask
local water management | ¢ial teams. where {sce 4.6). - team which is to dovel-
plan. Stakeholders willbe op a local water man-

approached to provide | agemient plan. if the

material on cost recov- | PSC finds operational-

cry and financial man- | ising the TOR difticeh,

agement. they might be oo com-
plex. o

42 | Selection and operation- | Task team sclected Membership of task “The task team must
alisation of water man- | and led by the PSC. team if required. DC incorporate the neces-
agement task team. Facifitation by the membership is highly sary skills, and must be

institutional and finan- | desirable. smal! enough o operate
cial lcams. eifectively. Itis first
and forcmost a working
group. Monitor the
abitity of the task team
to produce according to
. objectives,

43 | Terms of reference for PSC assisted by the TOR informed by best | TOR must provide a
the formulation of a institutional and tech- | practice gathered else- | clear brief 10 PSC task
local operations and nical tcams. where (sce 4.6). team which is to devel-
inaintenance plan. Stakeholders will be op a local O&M plan.

approached to provide | I the PSC finds opera-

material on opcrations | tionalising the YOR

and maintenance man- | difticult, they might be
, _ agement. too complex,

44 | Selection and operation- | PSC-led, assisted by Membership of task The task team must
alisation of O&M task | the institutional and team if required. incorporate the neces-
team. technical leams. sary skills, and musl be

small enough 1o operate

effectively. Ttis first

and foremost a working
. group.

45 | Preparation of 0&M Monitored and facili- | Review of manual The manual must be
manuval by confractors. | tated by the institu- - conients and style by ¢asy lo use and relevant

tional and technical stakeholders as re- 1o the local situation.
teams. quired. _ :

46 | Collection of informa- Institutional team as- Stakcholders to provide | The study feam must

tion on best practice.

sisted by techaical and
financial fcams.

examples of best prac-
tice in their areas of
jurisdiction.
Organisations that
have conducted studies
will be comtacted.

edit and summarise the
information collected to
make it suitable for PSC
use. The extent o whi-
ch it is used witl be an.
indicator of its rele-
vance
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Code Task Description Stady Feam Roles Stakeholder Roles Monitoring and
_ S , Evaluation

47 | Assistance to water Facilitated by the in- MW and DWAF as- Understanding of tariff
management (ask team | stitutional team.” sistance may be useful | setling and the ability to
on fariff seiting proce- Training medulc and | here formutate tariffs the tost
dures and financiat instruction to be over- of cffective communi-
management, seen by financial team, cation,

Best practice is rele-
vant in [his context, _ .

48 | Assistance to water Facilitated by the in- | DWAFISDtoplayan | Viability and likely
management task ¢eam | stitutional team. The impontant support ole | effectivencss of organi-
on organisational devel- | organisational devel- here, cspecially in sationat plan developed
opment and organisa- opment expert will terms of policy imple- | by the PSCa testof
tional procedure. play a key rok hore, mentation. understanding,

and should assist in
the development of a
Iraining module,

s | STRATEGIC
RESEARCH .

51 | Additional conymunity- | PSC assisted by the Involve DC countcr- Strategic research may
bascd research as institutional and finan- | parts in rescarch, to be required to facilitate
needed. cial tcams, build awarencss and and inform pilot project

skills, implementation. Check
: whether it does so.

6. { MANAGEMENT AND
TECHNICAL
TRAINING _ . ‘

6.1 | Determination of man- PSC-led, facilitated by | Discuss with DWAF The identified training
agement and training the institutional team, | 1SD re guidelinesand | nceds must give focus
needs by water man- supporied by relevant | approaches. Alsodis- | toanappropriate train-
apement task team. experls. . | cuss with MW and DC. | ing response.

62 | Technical training needs | PSC-led, facilitated by | Discuss with DWAF As above,
determined by the the institutional tcam, | 1SD and Operations.

O&M task team. supporicd by the tech- | Also with MW and
nicaliengineering team | DC.
and relevant expents,

63 | Development of FOR PSC-led, facilitated by | Discuss with DWAF Good TOR must
for management and institutionalteam and | ISD re guideliries and provide focus and must
administrative training. | relevant experts. approaches. Alsodis- | be implementable by

cuss with MW and DC. ! the PSC.

6.4 | Development of TOR PSC-led, facilitated by | Discuss with DWAF As above.
for O&M training. the institutional teamn, | 1SD and Operations.

supported by the Also with MW and

techni DC. Lookalso at

calfengineering team work done by the

andrelevant experts, O&M iraining institute
- in Pietersburg.

&5 | Identify and recruit PSCsupported by the | Discuss with DWAF Track record of training
manage- institutional team. 1SD. providers is important,
ment/administrative as s willingness 1o
training providers. work closely with train-

ees and PSC.
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Code Task Pescription " Study Team Roles Stakeholder Roles Monitoring and -
" _ S ' R Evaluatlon
66 | Identify and recruit PSCsupported by the | Discuss with DWAE As above,
O&M training provid- institutional team. 1SD and Operations.
ers. : L

67 | Tdentify trainees and PSC-led, supported by | Consult with DWAT, PSC to monitor training
commence training institutional team and MW, and DC to identi- | with the assistance of
(management and ad- selected raining pro- fy eounterparts who ST and possibly exter-
ministration). vider (if appropriate). {1 might benefit fromthe | naleview,

: training. _

68 | Tdentify irainecs and PSC-fed, supported by | Consult with DWAF, PSC 1o monitos training
commence (raining (op- | institutional team (as- | MW, and DCloidenti- | with the assistance of
erations and malnte- sisted by technical fy countesparts who ST and possibly cxter-
nance). tcam) and sclected might benefit from the | nal review.

training provider (if training.
: appropriate).

7. | OPERATIONALISE
BUSINESS PLAN _ _

7.1 | Obtain community Local goveramentand | MW and or DC might' | Monitoring in a later
mandate (o install water | PSC assistedby insti- | be a part of the pro- phase (sec 7.4).
management system. futional team. posed management

sysiem. Important to
involve them in any
socnario. _

72 | Obtain community Local government and | MW and or DC might | Moniioring in a later
mandate to instalt O&M | PSC assisted by insti- | be a pagt of the pro- phase (see 7.4)

system. tutional team. posed O&M system.
Important to inveolve
. them in any scenario.

73 | Confirm linkages and Local government, Follows from 3.3 Monitoring later (see
post handover responsi- | PSC, assisted by the 7.4)
bilities - Services institutional team.

Authority and identified
Services Provider. :

74 | Agreeand implement a | Services Authority, Must consult with
moritoring process. Seivices Provider, DWAF, MW and DC.

assisted by the institu- | DWAF currently doing
tional team. a lot of work on moni-
‘ toring and evaluation

8. { SHARING BEST
PRACTICE '

8.1 | First best practice work- | PSC, inslitutional All stakeholders wilkbe | Get participants to
shop and pilot project team and Project Ex- | involved through the evaluate the workshop.
cepot back ecution Group (PEG). | Project Execution Fo-

fum.

82 { Second best practice Institutional team and | Al stakeholders willbe | Get participants to
workshop and repoit Project Exccution involved through the evaluate the workshop.
back. Group (PEG}. Project Execution Fo-
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Due to time constraints and local circumstances, tasks have not in cvery case been completed ac-
cording to the detailed action plan (sce Section 2.3.5). However, in all three pitot projects, the
thrust of the plan has been followed, Gantt charts showing the planned timing of tasks arc inthe
Annex B.1,

23.4 Action Plan for Bapong

As first conceived, the Bapong project had the broad objéclivc of facilitating the design and im-
plementation of action plans to improve cost recovery levels and to regulate illegal conncctions,
The projeet design was based on the same participatory planning principles as the other pilots. For
reasons outlined in Section 4.6, the project has not proceeded as planned. The proposed clements

of the project ate listed below. Despite the disappointing outcome of the pilot to date, this pro-
gramme may prove uscful in future:

Table 2-8 Proposed Work Programme - Bapong

Process Step Progress Approach and Method . Programme
Establish rela- Scveral meetings The envisaged approach is 1o make early con- | This part of the’
lionships. have been held with | tact with key stakeholders in Bapong, possibly Bapong programme

stakeholders outside | through Jocal contacts. This cautious approach | was scheduled to be

and within Bapong. | is necessary because of the unsetiled and vola- | completed in June.

Meetings with tile nature of Bapong.

Rand Water and

Eastern District

Council have been

very constructive,

but intemal mect-

tngs have been

poorly attended.
Awareness Progress on this task | The envisaged approach is to meet withcom- | Scheduled for com-
building is limited. Aware- munity-based groups in Bapong, and to dis- pletion by mid-July.

ness building inthe | cuss the proposed pilot programme and its

communily has anly | objectives. The planned outcame of these

been possible meetings is endorsement of the project, and a

through the limited | commitment to supporting it. If these meet-

contacts made so ings suggest a change in the proposed pro-

far. gramme, this will have to be considered.
Community One communily The proposed approach has several steps: Due 1o be completed
workshops and meeting to date. by the end of
strategic plan- *Formation of a Representative Forum {RF} August,
ning. *First RF workshop agrees programme and
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Process Step Progress Approach and Method | Programme
. Abhead

clects a task team

*Task tcam embarks on a strategic planaiog
process by investigating obstacles and oppor-
lunities _

*Sceond RE wotkshop considers VT

fecdback, and works though a process which
defines the water management choallenges in
Bapong. Also mandates the task team proceed
with its work,

+T1 formulates strategies 10 address the identi-
I ficd management problems

Stratcgy testing. | No progress to date. | *TT teste stralegy pioposals with local Duse ta be completed
stakeholders _ by the end of Sep-
*TT presents proposals to R, and roles and tember.
responsibilitics are agreed
+1°T preparcs an action plan

Reporting and No progress lo date. | *Agreed local agents implement action plan. Duge to be completed
strategy imple- This implementation will be difficult if the by the end of Octo-
meniation. present local avthority vacuum persists (see ber.

discussion below).

The details of difficultics encountered on the Bapong pilot are presented in Section 4.6.

2.3.5 Evaluation of Action Plan Implementation

It has been argued that detailed implementation plans are necessary for fast-track projects. How-
ever, such plans will seldom proceed entirely as planned in the complex and dynamic circum-

stances of communities. The following are issues that have arisen around action plan implemen-
tation:

(1)  Thefixed schedules posed problems when issues had fo be discussed in detail by the PSCs,

for example the finalisation of technical designs and the appointment of the main contrac-
tor.

(2)  Ensuring that institutional development kept pace with infrastructural development was a
challenge.

(3)  The interactive approach adopted for the pilot projects required a substantial commilment
of time by the LPSC and the members of the task teams. This presented difficulties on
some occasions. For example, LPSC and task team meetings sometimes clashed with oth-
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cr community activities. In the case of women participating in LPSC ar task leam aclivi-
tics, the meetings scheduled in terms of the project plan were difficult to accommodate in
busy houschold programmes. The broad lesson is that time consuming voluntary proc-
esscs have to recognise the time available to the people involved, and that they have to be
Nexible.

Sustaining the motivation and commitment of LPSC members was a challenge in GaRasai
and Segokgo. In the former, the chainnan was somewhat passive, and difficultics over
membership tended to dull enthusiasm (sce Section 4.2.3). In the case of the latter, 1LPSC
members from Segokgo and Loding were not directly involved in the Semohlase project,
and hence may have lost interest to some degree (see Section 4.2.3). |

Action plans had to be flexible to deal with emerging issues and in some cases conflict.

‘Targets of the Pilot Projects and Contribution

2.4.1  Background

The pilot prbjccts are based on a number of objectives. These can be expressed the form of tar-
gets. The targets are more specific, making assessment of the contribution of the pilot projects
concrete. The following targets are discussed in this section:

()

@)

&)
Q)

)
(6)
™

Improved water services in the three infrastructural pilot projects. The selection criteria
required pilots where water supply infrastructure was inadequate or non-gxistent,

The implementation of community-based planning processes and the successful conclu-
sion of a water management planning programme based on the process.

The production of viable and locally appropriate management plans and the implementa-
lion of effective and sustainable operational structures based on these.

The development and formalisation of support linkages that are appropriate to the water
management needs of the cormmunities, and which will provide retiable suppont.

The mobilisation and effective use of best practice sharing.

The implementation and effective use of monitoring and cvaluation procedurcs.

The development of effective and locally acceptable cost recovery systems, and sustain-
able and universal cosl recovery.
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(8)  Theinstallation of sustainable water management in the pilot project communitics,

2.42 Contribution

'The table outlines the contribution made by the pitot project programme in ¢ach targel arca.

Table 2-9 Conlribution of Pilot Projects

Target

* Contribution .

Improved water services

Water services have been dramatically improved in all thrce infrastructural pi-
lats, The real benefits remain (o be tested, however, These will depend in the
longer term on effective and sustainable management.

Community based planning

t‘ommunity-based planaing processes have been introduced and followed
through in the three infrastructural projects. The project has been successful in
this regard, but implementation has yet to show whether the plans have pro-
duced workable outputs.

Viable management plans and

The plans are complete and the structures are in place. Community involve-

structures memt in planning should ensure local suitability and hence viability. The latter
rernains to be tested.

Development of support tink- Linkages (with the District Councils and Magalies Waler) have been identified,

ages negotiated and in some cases sceured. Benefits are already evident in some

cases (for example in Ga Rasai, where MW has provided technical assistance.
The benefits must be tested in the fong term.

Best practice sharing

Best practice sharing has been achieved to some extent. Best practices have
been shared with and among pilots, but not in a particularly systematic mannez.
Benefits evident in some cases (e.g. the Ga Rasat visit to Modderspruit) but

remain to be tested long term. BF'S has more potential than the pitot projects
have realised.

Monitoring and evaluation

Routine monitoring and evaleation has been established, and community par-
ticipation in M&FE has been encouraged. However, the bulk of the M&E re-
mains to be done afler project implementation. M&E links closely with best

practice sharing, so the success of the one will contribute to the success of the
other.

Cosl recovery

Commitment to cost recovery has been secured in the three infrastructural pi-
lots, and cost recovery systems arc in place. Implementation is due shortly,
when it will be established whether commiiment (ranstates into action. Cost
recovery is under threat in Semchlase/Segokgo, for reasons discussed in Section
4.5,

Suslainable waler managment

Remains to be tested.
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2.5  Sustainability Issucs

2.5.1 Challenge

Perhaps the greatesl challenge faced by RDP-style mass water project implementation is that of
ensuring sustainability. The factors detcrmining sustainability are complex and the subject of de-
bate. However, for the purposes of the pilot programme, a number of sustainability propositions
have been gencrated for ongoing testing. These are discussed below.

2.52 Testing Sustainability Indicators

The following lable lists the propositions tested. In a number of cases there is no conclusive result,
but early signals are emerging,

Table 2-10 Sustainability Propositions Tested

Proposiion ~ - . . . 1. NottsonEvaluatlon

1. Quick delivery and sustainability are nol incom- Thisisan assumphon of the JICA project. Itis
palible. expected that intensive capacity building and

community-based planning will mitigate the
effects of rapid implementation. Untested at
present.

2. Capacity building and sustainability are closely
linked. Threshold capacity in the following is ne-
cessary for sustainability:

technical skills
administrative skills
govemnance skills

conflict resofution ability
public health awareness
project man
datefsupport/awarencss
financing systems

* community wealth/poverty
: support infrastructure

- e W W %

(Refer L Abrams; “Threshold Conocpt”; Novem-

“The pilot projsxts w:ll test this proposmon ina
nn.,gauve way, since the full spectrum is not pre-
sent in any of the pilot communities. However,
carly evidence has underscored the importance
of technical skifls (system failures in Ga Rasai),
administeative skills (cost recovery failures in Ga
Rasai); conflict resolution ability (LPSC break-
down in Ga Rasai and Segokgo); mandate
{questioned in Ga Rasai); and support infra-
structure (all pilots).

ber 1996)
3. Certain elements of capacity will “drive” others.
The pilot project approach is based on this

* loca! panning capacily isakey | proposition. Early cvidence that it might be valid
driver contes from Kameelboom, where the LPSC has

* project supporfawareness and underiaken other water initiatives.
support infrastructure may be
others
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Proposition

Notes on Evaluation

4.

"The effectivencess of capacity building is related to
the process in which CB is placed. Process issues
influencing sustainability arc:

y the degree to which community
actors ate involved in planaing
and mobilising capacity build
ing actions
appropriate selection and priori
tisation of drivers and mubtipli
ors {see 3 above)

Fhis is difficult to test conclusively without a
contto! project/community. Discuss with
DWAF (ISD).

Community-based development of water manage-
ment and O&M strategios and systenis promotes:
* solutions appropriate to local
circumstances and capacity
a solicf understanding of the
management tasks, and what it
lakes to implement them
buy-in to solutions developed
by locals for their community
sustainability

It is alrcady evident that community-based de-
velopment of water management has promoted
anunderstanding of the management tasks. This
enderstanding is expressed in the management
plans.

Other propositions remain to be substantiated.

Sustainable management of water systems depends
‘on the effeclive deployment and use of support and
tesources outside the community {e.g. District
Councils, Area Planning Forums, Water Boards,
NGOs, other communities). Keys to effectivencss
are:

the dcvé_!qucni of networks
and linkages that are identified
and driven from below

rable relationship with those of
fering suppont and resources
(varicty of options)

securing commitment andadu

Difticult to test without control community/
communitics {talk ta 1SD).

However, support from Méga]ics Water has al-
ready made the Ga Rasai system more reliable,

Whilst capacity building and institutional develop-
ment arc often underfaken (o support and sustain a
physical system, the installation of the system can

itself be a catalyst to capacity building through:

' on the ground exposure of fu
tuse operators/ managers ta the
technica) characteristics of the
sysiem
appropriate phasing of physical
work and capacity building -
especially to provide a con
crete and evolving object for
the capacity building

Early evidence suggests that this proposition is
valid. Lioking the installation of the physical
systeen to planning and training has made these
tasks mote real.
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Proposition _ Notes on Evaluation
8. Best practice sharing is an imporiant and eflective Best practice should be tested against other
capacity building too), especially in fast track deliv- | forms of technology and skills transfor. Meas-
ciy situations. There ate at least three modes of urcs are objective (how wellis the job done after
best practice sharing: shasing) and subjective (ask participants whether
_ this is a good way to leam). Subjective repotls
* inter community sharing {e.g. from pilot project parficipants suggest that BPS
in an area context) is reganded as a pood way to kearn.
* community- extra community
sharing (c.g. District Councils
and communitics)
* community access o wider best
practice resouirces (¢.g. interna-
tional expericnce)
Effectiveness will depend on:
* pertinence and accessibility of
examples
* liming in the capacity building
PIOCESS
* credibility of those delivering the
best practice examples
9. Periodic review of the project with and by the Flaws have been reported in some cases.' Jtre-
community involved improves the prospect of sus- ~ | mains to be scen whether informal review and
lainability because: reporting will continue after the departure of the
' .| Study Team.
* fatal flaws are identified easly '
* the flaws that are important to
future operators and managers
are identified
* review techniques and processes
are developed and entrenched as
tools for sustainable manage-
ment
10. The review and evaluation process should employ Not tested so far.
both indicator-griven and quatitative/fintuitive ap-
proaches. The former is rigorous and replicable, the
Jatter is more likely to deal with perceptions, rela-
tionships and the local development “climate”.
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