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CHAPTER 3 INFRASTRUCTURE DEVELOPMENY

Outline of the Infrastructure

3.1t Gereral

The locations of the four pilot project communities Kameelboom, Ga Rasai, Scgokgo and
Bapong are shown on the Location Map.  One communily was sclected in cach of the thice
Feasibility Study Arcas and a fourth community was selected to enable institutional aspects
associated with unauthorised conncctions and cost recovery to be investigated further.

Acrial photography and mapping work for threc of the pilot project areas (all except Bapong)
was conducted by the company Acrmap. Maps with a scale 1 to 2000 were used to prepare
the detailed design for these project arcas and to confirm the exact number of houses in cach
community, The total area mapped was 1450ha.

3.1.2 Kameelboom

N

Background

Kameelboom Agricultural Holdings is a rural scttlement with a population of around
2000 comprising three well-defined small villages- with a few scattcred houses in
between. The three villages: Kameelboom  (the southwestern village), Mphonyoke
(the southeastern village) and Ramoshibitswana (the northern v1llage) are shown in
Drawing 1. The community is silvated in Mankwe District north of the Pilancsberg
Mountains. The major local economic activity is agriculture but many residents
commute to jobs in and around Rustenburg. Kameelboom falls within the area of
jurisdiction of Rustenburg District Council and is one of fourteen communities within
Zone 2, which is represented by one Counciilor on the DC. Local leadership is well
organised and keen to deliver.

Before the start of the pilot project water supply was restricted to groundwater which
was of poor quality and the lack of a ceticulation system resulted in long cartage
distances for some residents. The pilot project in Kameelboom comprised the
provision of assistance with slrengthening and deployment of local organisational
resources and with the construction of a borehole based reliculation system to RDP
standard. An over-riding objective was to assist with the establishment of a
sustainable water management structure and systein.
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Test pumping for existing and newly constructed borcholes.

Specifications for the drillihg of boreholes and for pump testing were prepared by the
Study Team based on local practice and in consultation with locat consultants,

Test pumping work was underiaken by the AB Pump and Irrigation Company and
commenced work in the middle of March. In total 10 holes were pump tested and

checked with respect to water quality; these included 5 new boreholes which were con-
structed under a separate conlract,

The priority of the work and decisions concerning likely suitable groundwater sources

for each community were guided by the Study Team duc to the light schedule of
planning work for the pilot projects.

Siting and drifling of new boreholes

Prior to comméncing the drilling work, an investigation was conducted to determine
suitable drilling sites by means of the electricity resistance method. This work
procceded in parallel with the test pumping. Five sites were recommended for
borehole drilling in the Kameelboom Pilot Project Area.

Field survey

A field survey consisting of an engineering and socio-economic inventory survey was
carried out. The data collected was studied and analysed as part of the project for-
mulation. The items included in the surveys were as follows:

(a) Socio-economic-

- current water supply and sanitation status
- major economic activily

- village organisationat dynamics
- waler source

- water facilities

- household age distribution

- household gender distribution

- status of household head

- occupations

- residential status

- family type
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houschold size

house type

tenure

incomes

incidence of water borne disease
houschold water supply
willingness to pay - amount
reasons for tack of willingness
participation in community organisations
sanitation facilitics

water quality (perceived)

value of water

(b) Engincering-

houschold statistics (size, age, gender, place of residence)
housechold economic status (employment, income) '
water demand

water sources

water supply problems

water quality and health

policy issues

water expenditure and level of service

mobility

Population and water demand projection

The present population was confirmed from the inventory survey and the exact number
of houses was confirmed using the aerial mapping. Comparing current photography
with ortho-photos from ten years ago, very few, if any, new house can be seen.
Therefore, the assumption made for the Feasibility Study that there is no population
growih in this area was confirmed. Population and water demand projections for the
pilot projcci were estimated taking into account the results of the inventory sucvey and

findings on the affordability and willingness to pay for water as well as appropriate
levels of service. ' '

The expected service tevel by the year 2015 will be Rural Low. “Rural Low"” was
defined in Phase 1 as 80% of the community being serviced to the RDP level of
service (with a street tap within 200m maximum walking distance), 15% by yard
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conncctions and the remaining 5% making use of house connections.  The per capita
demand for a hause connection was laken 2s 120 led, the yard tap demand as 70 led
and the street tap demand as 30 led,  Allowing for 15% system losses, the design
demand (AADD) on the source was 46.6 lcd for the Rurat Low level of service.

At the Kameelboom LPSC miceting on 6 March 1997 the representatives indicated that
an RDP level would be sufficicnt,  One person however raised the question on the
possibility of getting a yard connection, which confirms that there may possibly be
demand for a higher level of service now or in future.  The data from the ficld survey
confirmed that a Rural Low level of service is the appropriate design level of supply.

The Rural Low level of service was used to determine the water demand for sizing tho-
s¢ clements of the infrastructure that can relatively casy be expanded in future (pumps
and service reservoirs) whilte the reticulation system and water mains to supply the
service reservoir were designed for a higher level of service corresponding to an aver-
age per capita consumption of 80 led.

In line with the findings of the inventory survey the following design parameters were
uscd for the design of water supply systems in these villages:

Table 3-1 Design Parameters for Kameelboom Pilet Project

| AADD | AADD | Network | Reservolr | Pump

‘Town Population | (kiday) | (K/day)- De_m_gnd' . Capacity | - Capacity
_ ' @801cd | @46.61cd | sy - & | - WS
Kameelboom 520 460 | 2423 217 48 0.84
Mphonyoke 468 3744 21.81 1.95 43.6 0.76
Ramoshibitswana 255 20.00 11.88 106 24 041
Total 1,243 99.44 57.92 5.i8 115.6 201

{6)  Design of infrastructure

Infrastructure was designed based on established design criteria, the water demand
projection, site surveys and after close consultation with local counterpart personnel.

A layout plan of infrastructuce for each of the three communities was developed based
on the field survey, the LPSC meeting and analysis related to the project formulation.
Layout plans showing the reticulation systems, Drawings 2,3,4 and 5 are attached.



3.1.3

(1)

‘The proposed infrastructure can be summarised as foltows:

(3} Kamecclboom
Elevated tank :
Reticulation :

Pumpsct and pumping main:

1 set
43.5kl

- 110dia - 63dia x 6,678m

Strect taps : 12 No.
{b) Mphonyoke Pumpset and pump main : 2 scls
Elevated tank : 36kl + 12kl

Reticulation :
Strect taps :

90dia - 63dia x 6,938m
17 No.

(c) Ramoshibitswana Pumpset and pumping main : 1 set
Elevated tank : 24 ki
Reticulation ; 63dia x 2,554m
Street taps ¢ 7 No.

Ga Rasai

Background

Ga Rasai is a small village of around 600 cesidents in Odi 1 District, close to Klipvoor
Dam. Economic aclivities are mixed, with involvement in both local agriculture and
small businesses, and labour migration to the larger urban centres, . The village has a
new local authority, and local development structures (LRDC and Local Water
Committeg).

Surface water infrastructure has recently been installed to RDP standard under a
scheme for which DWAFT was the implementing agent, The project utilises sueface
water abstracted from the Morelele River using a submersible pump and comprise a
raw water main 1o a storage tank, a small package water treatment works, treated water
storage in elevated tanks and 19 communal standpipes. The Myula Trust supported a
sanitation programme in the area and VIP latsines have been instalied.

Against this background, the pilot project sought to assist local structures to identify
needs with reference to the operation and maintenance of the newly introduced surface
water supply scheme.  Further, the pitot project assisted with the demarcation of roles
and the implementation of a sustainable management structure and system. The
possibility of piloting the institutional aspects of a standpipe system operated by
tokens as a means of improving cost recovery was identified during the pilot project
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(1)

and has been implemented.  To achieve this a prepaid water meter system with 23
units was introduced to cover the entirc community of Ga Rasai. Two additional
standpipes werc provided close to the communily centre and school.  The prepayment
method selected was the Bambamanzi system that is already in use in Modderspruit
that atso falls within the Eastern DC area of jurisdiction. A room in the community
centre was made sccure, supplied with electricity and a computer instatled for issuing
tokens and for operating the system. The customers buy units, which are encrypted
onlo a smart card using the computer, and these can then be used at the standpipes to
obtain a variable amount of water. When the units on the card have been used, the

customer must purchase additional units from the office. The community of Ga
Rasai show Drawing 6.

'Segokgo

Background

Scgokgo is situated in Moretele 2 on the northern fringe of the former Kwandebele
within the southeastern portion of Moretele 2 District. The four communities of
Segokgo, Moletsi, Semohlase and Loding shown in Drawing 7 together form a unit for

-the purposes of water supply and sanitation and have a common Local Water

Committee. Morelele 2 was formerly part of Bophuthatswana and is under developed
in comparison with surrounding districts. The villages all falt under Mbibane TRC
that includes several other villages and is under Highveld District Council. Scgokgo
has one councillor on the TRC and has an LRDC and a LWC. The majority of
economically active people commute to Pretoria and other large urban centres.

Untit recently the local water supply was entirely groundwater based which was not
reticulated.  Since the water supply function has been taken over by DWAF, this
supply has been augmented by means of emergency supplies in the form of water tank-

ers bringing water into these areas by road. The settlement of Loding has been re-
ticulated to a street tap level of service,

With District Council funding, an RDP level surface water supply was tecently
installed in Segokgo proper by making a connection 10 the pipeline in neighbouring
Loding however the outlying community of Semohlase remained unserved. Loding is

supplied from Weltevreden Water Treatment Work through Bloedfontein Regional
Reservoir. :

The potential for further direct expansion of the Segokgo supply is very limited as the
pipeline is already near its capacity and the pipeline to Loding suffers from low flow
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and low pressure during periods of high water demand. This can also be attributed to
the absence of balancing reservoirs within the various settlements along the route of
the main from Blocdfontein,

The pilot project therefore provided for the installation of a booster pump on & new
branch-off the pipeline at Loding, a supply main to Semohlase, construction of a
service reservoir in Semohlase together with a reticutation system.  The booster
pump is designed to operate at night time when waler is available in the pipeline and
the reservoir will provide the necessary storage to ensure the reliability of the supply.
Institutionat aspects were to explore (with local structures) the implementation of a
sustainable management structurc.

Field survey

A field survey consisting of an enginecring and socio-cconomic inventory survey was
catried out. The data collected was studicd and analysed as part of the project for-
mulation. The items included in the surveys were as follows:

(a) Socio-economic-

- current water supply and sanitation status
- major economic activity

- village organisational dynamics

- water source

- water facilities

- household age distribution

- “household gender distribution

- status of household head

- occupations

- residential status

- family type

- houschold size

- house type

- tenure

- incomes

- incidence of watér bome disease

- household water supply

- willingness to pay - amount

- reasons for lack of willingness

- participation in community organisations
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- sanitation facilities

- water quality (perceived)
- valuc of water

{b) Engincering-

- houschold slatistics (size, age, gender, place of residence)
- household ecconomic status {employment, income)

- water demand

- waler sources

- water sup;ﬁly problems

- water quality and health

- pd]icy issues

- water expenditure and level of service

- mobilily

3 Pbpulation and water demand projections

The 'p'opulation and water demand projection were carricd out in the same manner as
for Kameclboom as described in Section 3.1.2. The estimated population, can be
summarised as follows:

Table 3-2  Population Projection for Segokgo Pilot Project

Community . Population | -~ Percentage -
Loding 5,280 : 75%
Segokgo 1,014 ‘ - 14%
Moletsi 330 6%
Semohlase . 396 . 6%
Total 7,620 {100%)

As for Kameelboom a Rural Low level of service was adopted for the design of the
Semohlase reticulation but the bulk supply and distribution mains were designed for
the expected medium term level of service, i.e. Rural Medium.  As for Rural Low, the
house connection per capita demand was taken as 120 lcd, yard tap demand as 70 tcd
and strect tap demand as 30 led.  Allowing for 15% system losses in the target year
2015, the average daily per capita demand is 46.6 led for the Rural Low level of serv-
ice 82.8 lcd  for the Rural Medium level of service. Water demand for the re-
spective communitics is summarised in Table 3-3.
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(4)  Comparison of technical options
Threec water supplylopli()ns sumbered 1 10 3 were identified for the Segokgo Pilat
Project. These were called the “Semohlase Groundwater Option”, the “Scmohtase
Dircct Supply option” and the “Segokgo Sub-district Supply Option”.

(8) Option 1: Under the Semohlase Groundwater Option, water is supplied to the
scitlement of Semohtasc only,  This option eatails drilling [urther borcholes in the
flood plain of the Gotwane River near to the community. The infrastructure
required is tabulated below.

Borehole T 2 units
Rising main : 675 m
Borchole acoess road © 200m
Pressure tank : 40kl
Reticulation : 1,544 m
Street taps 8 No.
Cost including VAT : R 480,000

(b) Option 2 : As for Option 1, under the “§emohlase Dircct Supply Option”, water is
supplicd to the setllement of Semohlase only. This option provides for supplying
water from the end of the existing trunk main at Iﬂdihg. A small booster
pumping station is required at the draw-off point, which will serve to boost the
supply to a 40kl pressure tank. Water supply facilitics are as follows:

Boosler pump station / power supply:
120 /min 2 kw: lunit

Delivery main : 110 dia x 5,374m
Pressure tank : 40 ki

Reliculation : 75 dia - 63dia x 1,544m
Streel taps : 8 No.

Cost including VAT R 858,000

(c) Option 3 : Under the “Segokgo Sub-district Supply Option”, the settlement of
Semohlase is supplied but  current supply to the villages of Segokgo, Moletsi and
Loding is also improved. As stated above, pressure problems are currently
experienced in Loding which make it more difficult to implement a pilot project for
the setilement of Semohlase in isolation. By constructing a storage reservoir to
serve :
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the scutlements of Loding, Segokgo, Moletsi and Semohlase on'a high point within
the Mdala Nature Reserve the situation for all four communilies can be improved.
This reservoir can be filled during off-peak periods by boosting the water from the
trunk main into the reservoir.  Scmohlase will be supplicd directly [rom the
rescrvoir, which will also serve the other neighbouring communitics. Permission
for erection of the rescrvoir would need to be formally obtained from the nature
conservation authorities before this solution could be adopted. A summary of the
facilitics required is as follows:

Loding pumping station

1.2kl /min, 17kw : 1 unit
Rising main : 2,343 m
Loding reservoir : 600 ki
Access road : 650 m
Gravity main : 618 m
Reinfercement of Loding

Reticulation : 1,496 m
Delivery main 4,872 m
Reticulation : 1,544 m
Street taps : 10 No.
Cost including VAT : R 2,233,000

(d) Conclusions : Option 1 represeats the lowest capital cost of the three alternative
solutions. Water quality of groundwater in the arca, however, is expected to be
poorer than for the surface water based options. The security, quality and cost of

the supply would therefore vary from that of the supply to Loding, Moletsi and
Segokgo.

The cost of Option 2 falls between those of Option 1 and Option 3.  The security

of supply would be dependent upon the security provided by the Bloedfontein to

Loding supply line that has reportedly been poor in the past. Water quality from

Weltevreden WTW is probably reasonably good. The smali pumping station will

be powered by an electric motor, and must be operated by the Local Water
- Committee, supported by the responsible watcr supply authorities.

Option 3 does not only target the setttement of Semohlase, but atlempts to improve
the overall water 'sup;ily situation in each of the neighbouring settlements.  For
this reason  the capital investment cost for this option is highest. Security of
supply and water quality under this option is the same as for Option 2.
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In conclusion, Option 2 was adopted as a suitable alternative for the Pilot Project
facilitics 1aking into consideration the need for cconomy, simplification and the
objectives of the pilot project.

(5)  Design of infrastructure
As for Kameelboom the design was preparcd based on established design criteria,
watcr demand projections and scveral site surveys and following close consultation

with local counterpart personnel.

Summary of infrastructure completed is as follows:

Pump Set : 2 scts

Main Pipc : 90 dia.x 5,392 m

Elevated Tank 43.5kl

Reliculation : 75 dia. - 63 dia. X £,532 m

Street Taps : 6 nos.
3.1.5 Bapong
Bapong is a well-established peri-urban sctilement ncar Brits in Odi 2 District with a
population of around 9000. A local authority is in place and local water struclures are present.
The surrounding mines provide cmployment to many Bapong residents and a number
commute to Johannesburg, Pretoria and Rustenburg,
Surface water is available in the community from Rand Water. Standpipes have been
installed but unauthorised connections are very common. RW has facilitated discussions with
commuaities in the area regarding unauthorised connections and cost recovery.
32 Construction Management

3.2.1 Preparation of Contract Documeats

Formal tender documentation and general specifications for construction work were prepared
based on a single contract to be awarded by compelitive tendering.

The tender documents were based on the following:

(1)  The general conditions governing the contract are the “General Conditions - of
Coniracl” (Sixth Edition) (1990) for use in connection with Works of Civil
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Engincering Construction.  This document was sponsored by the Civil Enginecring
Advisory Council and has been prepared under the auspices of the South African
Institution of Civil Engineers, the South African Association of Consulting Engincers
and the South African Federation of Civil Enginccri'ng Contractors and is gencraily
used for this type of contract,

(2)  Standardised Specifications for the project was SABS 1200.
3) Particular Specifications were added as required.

The process for lendering and the method of selection of a suitable contractor followed South
African regulations and standard practise. The works for all three pilot projects were
combincd into a single contract to make the project altractive to larger conlractors capable of
providing a comprchensive service including the purchase of cquipment. The tender
documentation allowed for on the job training, labour based construction, and opportunitics for
local sub-contractors. Tender invitations were issued in mid May.

3.2.2 Tendering and Contract Award

Selection criteria for contractors were prepared early in May 1997 and eight contraclors were
nominated in accordance with these criteria, of which six expressed an interest. A briefing
meeling was held on 15 May 1997 when the tender documents were issued. The six tenderers
submitted their tender proposats by the closing date of 4 June 1997.  The Study Team and
the Engineer, (EVN Consulting Engineers, appointed by the Study Team to carry out design
work and supervision of the pilot projects), made a thorough evaluation of these tenders and
began negotiations with Roadcrete Construction, who offered the second lowest quotation.
The lowest bidder, Going Up Construction failed to comply with several parts of the specified
tender conditions.

A joint LPSC mecting attended by more than 30 people was held on 13 Junc at the offices of
Rustenburg District Council to explein the likely conclusion of the evaluation to
representatives of the communities concerned. Basically, the community rcpresentﬁlivcs
agreed with the Team's conclusions however more interest was expressed with issucs
concerning local participation in the construction work and hand-over procedureé after
completion of the project.

Alter consuliation with JICA Headquarters and obtaining their subsequent approval, the Letter
of Acceptance was issued to Roadcrete Construction on 17 June, and the kick-off meeting
between the Client, (the Study Team), the Engincer, (and construction supervisor), and
Roadcrete Construction, (the Contracior), was held on 20 June 1997. Immediately after the
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contract between the Study Team and Roadcrete Construction was signed on 23 June 1997, the
Contractor, with assistance of Study Team staff, convened mectings with the communitics
corcerned.

3.23  Construction Supervision

Local consultants under the control of the Study Team carricd out construction supervision.
The site supervision included monitoring compliance with conditions regarding training, local
employment and payment of contractors. The construction period was about four months and
construction work, including commissioning of the new water supply infrastructure, will be
completed by late October 1997.

3.24 Contract Amount

The final contract amount for constsuction works was about R 3,239,000 after remeasurement

based on the quantities of completed work and excluding contingencies from the contract
amount,

A breakdown of the amounts for each project is summarised as below.

Table 3-4 Cost of Pilot Projects

) Kameelboom | GaRasai | Segokgo | - Total
Preliminary & General 185 .22 101 308
Direct Construction Cost 1,543 181 838 2,562
Sub-Total 1,728 203 939 2,870
VAT {14%} 242 28 131 401
Total : 1,970 231 1,070 321

Under the terms of the Contract there is a defects 'liability period of one year after issue of the
Completion Certificate during which time Roadcrete Construction is responsible for taking
care of defects arising in the water supply infrastructure.
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33 Community Involvement

331  Community Role in Contractor Selection,

‘Phis is discussed in Section 3.3.2. However it should be noted that a bricfing document on

contractor sclection was discussed in detail with the LPSCs prior to going ahead with the

sclection process. A copy of the document in the Annex A3 at the end of this report.

332  Use of Community-Based Labour

The contract made several provisions for communily'-based labour:

(1)  The contractor was required to set up a Labour Desk to assist in idcnti‘l‘ying local
labour and subcontractors. The Desk was to have representation from Kameelboom,

Ga Rasai and Scgokgo/Semohlase.

(2)  The contractor had to adhere to statutory minimum wage rales, but was at liberty to
negotiate additional incentives based on performance.

(3)  Contracts of employment had to be signed between the main contractor and employees
and subcontraclors.

{4)  Certain tasks had to be performed using tabour intensive methods.

(S)  The contractor had to limit the involvement of his own personnel to key tasks. The
rest of the work had to be done by a project-related workforce of local residents.

(6) The contractor had to foster cooperatibn with the community. He was also required to
attend LPSC meetings as directed by the Study Team.

333 LPSC Role in Contract Supervision
The supervision of the contracts was the primary responsibility of the clicnt (the Study Team).
However the LPSCs were asked to assist the team in the day-to-day management of the

contracts.  Specific rotes discussed with the LPSCs were the following:

(1)  Assisting with the formation of the Labour Desk, and with the identification of
subcontractors and local labour.

315



(2)  Ensuvring that the confraclor complies with cmployment, liaison and

training

requirements of the contract.

(3)  Facilitating a cooperative relationship between the contracter and the community,

(4)  Coordinating the process of institutional planning so that it supports and links with
infrastructural development.

(5) Drawing any problems relating to the construction works themselves to the attention of

the Study Team.

Overall, the key responsibility of the LPSC was to cnsurc that the project was accepted and
valued by the community.

3.34.

Relationship between Construction Works and Capacity/Institution Building

The construction of infrastructure in the pilot projects was an opportunily to link physical
development with the development of water management capacity. Activilies ensuring these
linkages have been the following:

Table 3.5 Community - Contractor Linkages

team. -

_ Initiative - R . Comments . . . ., - B
Briefing document for The briefing document served two purposes: as a vehicle for communication;
LPSCs and as a durable record of an agreed process.

Full briefings of PSCs The bricfings allowed the LPSCs to comment and to approve the process. They
based on the above also exposed the members to tendering procedures and contractor selection,
document. . ' '

Mecting between the The LPSCs were guided through the adjudication process, and were informed of
PSCs and the JICA study | the selection made.

. Participants approved the selection, and also gained
knowledge of adjudication processes. ' :

Delziled biicﬁng of the
contiactor by the Study
Team.

The meeting included reference ta issues relating to community relations and the
recruitment of local labour.  Particular attention was given to the appoiniment
of Labour Desk Officers la oversee the local labour aspects of the pilot projects.

Facilitated mectings
between the contractor
and community

The contractor was introduced to local stakeholders in each of the communities.
These mectings were arranged and facilitated by the Study Team. The conlact
enabled communities to grasp the scope and nature of the contract works.

monitor labour
recruilment angd disputes.

slakeholders.

Appointment of Labour Several options for the appointment of LDOS were discussed by the Study Team

Desk officers. and the contractor. It was agreed thal the LDOS should be locaily recruil,
people provided they are highly regarded in the community.

Assisting the LPSC s 1o This activity helped to develop the monitoring and manageriat skills of the

LPSC.
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34 Operation and Maintenance
34,1  General

The training programmes consist of technical, administrative and accounting aspecets.
Technical training can be further classilied into three categorics, namely operation and
maintenance of basic water supply infrastructure (pipes, faucels ctc.), O&M of special
cquipment (pumping plant), and O&M of prepaid water meters including the associated
cornputer system.  Discussion in this scction is focused on technical aspects of training rather
than administration and accounting which are discussed in Chapter 5.

3.4.2  Operation and Maintenance Manuals
The following operation and maintenance manuals were prepared for respective pilot projects.

Table 3-6 Scope of Operation and Maintenance Manuals

- Item | Kameelboom ___Segokgo -1 GaRasai
General O&M Manual Vv Vv vV
Pumping Plants v v v
Prc-paid Water Meter v
Reference v 4 v

(1) General O&M manual

The contents of the manua! consist of four chapters; description and function of the
facilities, operation practice, daity and periodic maintenance and countermeasures for
trouble shooting.

The first chapter comprises a description of the scheme and water sources, the function
of the pumps, electric motors, diesel engines, water meters, water supply pipelines,
service reservoirs, and rudimentary draw-off etc, The second and third chapters
describe operating practice, mostly for pumping plant, and suggest daily and periodical
maintenance activities for major infrastructure. The fourth chapter provides trouble
shooting countermeasures to overcome problems with the pumping plant, and what to
do in the event of water loss and leakage.

(2)  Manufacturer’s manuals for pumps and prime movers
The specification of borchole pumps in the Kameelboom project are Monostroom

MK3 type supplied by Mono Pumps and the prime movers are Lister Diesel Engines.
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The manvfacturers provided standard equipment manuals and instruction books.  For
the Scgokgo project two units of volute type boosler pumps with eleclric motors

supplied by KSB were installed. Three scts of manufacturer’s manuals wee
detivered.

Prepaid meter system

In order to improve the efficiency of water fee collection, a pre-paid watcr meter
system was introduced to Ga Rasai where an RDP standpipe system has alicady been
provided, The manufacturer selected to supply this specialised cquipment is the
Bambamanzi lnvestment company. The two major components of the system arc
prepayment’ metering units and a management system unit. These systems are
effectively linked during operation of the water management system.  Information
necessary for the O&M manuals and instructional material have been provided with
the standard software by the system supplier. The manufacturer successfully provided

a demonstration to the community members and training for practical operation of the
system.

3.4.3  Technical Training

The training of scheme opetators was done in two sessions, one in Kameelboom and one at
Segokgo.

D

Kameelboom training session (15 October 1997)

Training took place at the Kameelboorn Community Centre and was attended by:

. Two operators from GaRasai

. Two operators from Kameelboom

. Four operators from Mphonyoke

. Two operators from Ramosibitswana

. Mr Moitsiwa of the JICA study team

. Mr P Viljoen of EVN Consulting Engineers
. Mr R Vitjoen of Roadcrete Construction

. Mr C Myburgh of SA Lister

The following topics were taught by Mr Myburgh:

. Operation of the motor
. Maintenance of the motor and its environment
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. Diesel, storage and handling

Mr P Viljoen taught the following topics:

. Basic maintenance of pumps

’ Maintcnance of pipelines, valves, air valves
. System operation |

* Reading water meters and reservoir levels

Scgokgo training session (19 November 1997)

Training took place at the newly construcied pumpstation and was attended by:

. Three operators from Semohlase
. Mr R Davey

. Mt P Viljoen of EVN Consuiting Engincers

. Mr R Viljoen of Roadcrete Construction

Mr R Davey taught the following topics:

. Starting and stopping the motor

. Setting the time switch and no-flow switch
. Checking electrical power

. Checking the availability of water

Mr P Viljoen taught the following:

. Basic maintenance of pumps

* Maintenance of pipelines, valves, air valves
. System operation

. Reading water meters and reservoir levels
Evaluation

The effectiveness of the training remains (o be evaluated.

the proposed follow-up actions.
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5 Commissioning of YWater Supply Infrastructure

Water supply infrastructure, which has been commissioned, has passed all necessary test
running and has been accepted by the JICA Study Team, will be transferred to the appropriate
local government authorities which are the responsible Services Authority in cach arca under
the terms of the draflt Water services Bill,  The respective Authorities for each of the pilot
project communitics are as follows:

* Kameelboom : Rustenburg District Council
* Secgokgo: Highveld Distriet Council
* Ga-Rasai: Eastern District Council

Commissioning and handover of the infrastructure for the three communitics will be carried
out at the end October 1997,
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4.1

4.1.1

(1)

(2

&)

CHAPTER 4 INSTITUTIONAL DEVELOPMENT
Present Institutional Conditions in Pilot Project Areas
Within Pilot Communitics
Kamcclboom.

Elected local government and traditional authority rcmain mixed in Kameelboom,
The village has locat government (local Councillor, Village Tevel Committec) as well
as the Kameclboom Community Authority. The local RDP Commillee also forms
part of the management in Kameclboom. The committec has a number of sub-
committees, dealing with water, health, cducation and agriculture. The Community
Aulhorily plays a rolc in adminisiration, the collection of revenue, decisions around
development and conflict resolution.. The Rustenburg District Council is represented
in Kameelboom, and has constitutional local government respdnsibiliiics. In terms of
this, RDC will act as the water services authority for both the Kameelboom pilot and
the North Mankwe feasibility study implementation.

Ga Rasai.

As with Kameelboom, Ga Rasai has both traditional and constitutional forms of local
government.  The Eastern District Council has constitutional responsibilily, but the
Communily Authority is the de facto local government presence. EDC will act as the -
water services authority for the Klipvoor feasibility study implementation and ihe Ga
Rasai pilot project.

Segokgo.

Segokgo and Semohlase fall under a traditional authority and an elected Transitional
Local Council. Semohlase itself is a small community with little organisational
diversity. The management of existing development in Semohtasc is presenily the re-
sponsibility of the local headman.  As Semohlase is vnderdeveloped, the responsibil-
ities of the headman are currently nominal. Against this background, the influence
of the TLC is increasing. In the Semohlase ward the management of new develop-
ment, services and administration is the responsibility of the Ward Councillor.  Mbi-
bane TLC will act as the water services authority for the Segokgo pilot project. -
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4.1.2 Beyond the Pilot Communities

Institutional arrangements and capacity at regional tevel are covered in detail in
Volumes 2,3 and 4. In general, Kameelboom is the most advantageously placed of
the three pilot projects, since both RDC and MW have capacity and a significant
development track record.  Ga Rasai is able to call on the support of MW, but EDC
has limited capacity. Scgokgo / Scmohlase is the least advantageously placed since
there is no water board (the Highveld Water Board will not be formally established for
some time), the capacity of the HDC is limited, as is the capacity of the Mbibane TLC.
This relative institutional vacuum’ has implications for the sustainabitity of the
Segokgo project (sce Section 4.5).

4.2  Establishment of Local Project Steering Committces

4.2.1 Terms of Reference

Local Project Stecfing Committecs have been formed in Kameelboom, Ga Rasai and Segokgo.
The LPSC s have a variety of roles, which are summarised in Table 4-1 below:

Table 4-1 LPSC Terms of Reference

'LPSC Role - . Deseription .

Rep_rcsénling the tocal -
community in the pilot
project process.

The LPSCs are representative bodies which were formed with the participation of
the communities in which they are situated. * In this context they are seen to be the
representatives of the community in the pilot project process.  The issue of
represcntativity is important, and is monitored regularly, The Segokgo LPSC was
reformulated when the technical oplion for the area was redefined.

Liaison between key
actoss involved in the
pilot project process.

'The LPSC acts as a liaison agent between key actors involved in the pilot projecl.
Two areas of liaison are particularly impertant; liaison with the broader commu-
nity and liaison with DC s and Magalies Water. The LPSC s also interact with

other communily based organisations, LPSC s have a specific brief to develop
and implement a communication plan.

Ensuring the local The LPSC s were involved in early discussions around technical options, and as-

relevance of proposed
infrastructuse options
and a positive relation-
ship between contrac-
tors and communities.

sisted in selecting options that met budgetary constraints whilst maximising bene-
fits o the broader community. During construction they had the tole of moni-
loring the relationship between contractor and communities, ensuring the effective
use of local human resources, and identifying possible sources of conflict.
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LPSC Role

" Description

R;'.sPonsiBiliiy far the
local administration of
the pilot project prior
to handovertoa

water authority ora
delegated scrvice pro-
vider

The LPSC s arc transitionally bodics, and are specifically linked ta the pilot proj-
cets.  They have esponsibility for the local administration of pilot project activiti-
es during the JICA study , but management of the projects will be handed overto
another body after October 1997, In terms of the Water Scrvices Bill, this respon-
sibility can only be delegated by the relevant local government Awater authority.
The LPSCs are required 1o negotiate the terms of this handover with water authori-
ties,

Local link in relation-
ship building with DC
s, MWY.

Apart froimn the liaison task descibed above, the LPSCs ate also charged with
forming formal and sccured relationships with bodics that will assist with water
supply management or which will offer technical and institutional support (¢.8.
MW, DCs). Particular emphasis is placed on buildiog and formalising these
links, because informal arrangements might not be sustainable,

Planning the sustaiable
management of the
local water supply
system.

A key role of the LPSC s was to plan for the sustainable management of the local
water supply system.  The planning was done using task teams and specialist
inputs where required.  The specific planning responsibilitics were the following:
* Formulation and implcmentation of a communication strategy
Formulalion and implementation of a capacity building strategy
Formulation and implementation of a water management systcm
(including cost recovery) '

Formulation and implementation of an O&M system

Development and implementation of an appropriate training programme
to support the envisaged WM and O&M systems.

*

Facilitating the sharing
of besl practice,

The LPSC s are responsible for reporting progress and lessons learned to the
Project Execution Forum. They also considered best practice in their
management planning process. ‘

Monitoring and
evalualion.

A number of agents will have responsibility for monitoring and evaluation.
The LPSC s arc key agents during their period of tenure.  Key tasks are:

Ongoing qualitative evaluation and feedback te the study team
Participation in planning an M and E programme for the post-handover
period.

4.2.2 Process for the Formation of LPSCs

The general process for the formation and consolidation of LPSC s is described below.

In

practice, each of the three LPSC s has developed somewhat differently. These differences
arc described in the following section.

)

Initial contact meetings with the various communities provided the opportunity for the

Study Team to meet representatives of key local structures, and to brief them on the
proposed pilot projects.




(2)  From thesc meclings, a corc liaison group was formed in cach community, typically
comprising representatives of local governmemt and members of the Local Water
Commitlec and RDP structures,

(3)  The process of 1.PSC formation was discussed with this group in cach of the pilot
communities. These briefings emphasised the need for a LPSC, and the importance
of a LPSC structure which includes a spectruim of local stakcholders,

(4)  Bascd on these bricfings, pulﬂic méclings were held in cach of the pilot project
communitics and the LPSC s were nominated and elected.  The study team is not
formally represented on the LPSC s, but study team members have facilitated the over-
all programme of the LPSC s, and individual mectings and workshops.

(5)  Modification to LPSC membership was negotiated where necessary (for example in
Segokgo, where the nature of the proposed infrastructural development was changed.

(6)  The study team facilitated a process of cmpowerment and awareness building with
each of the LPSC s.

(7)  The LPSC s appointed task teams to undertake the various planning tasks. The task
teams were made up of members of the LPSC s, and were permitted to co-opt
technical and process expertise as required.  Possible sources of such experlise were
DWAF, MW and other water scclor organisations. The study team facilitated the
activities of the task teams.

423 LPSC Status and Issues

The membership of the three LPSC s is listed in Table 4-2.  In all three, representation is

centred mainly around the Local Water Commiltee and RDP structures.  Local Government
is represented in Kamecelboom and Segokgo, but not directly in Ga Rasai.  In the latter case,

the Eastern Dislrict Council has local government responsibilitics, but very limited capacity.

Two of the three LPSCs have had to respond to specific local circumstances. The
Kameelboom LPSC has worked jointly with the Kameelboom and the Ramosibitswana
communities. Despite the physical scparation of these settiements, it was felt that a co-
ordinated approach to planaing in the Kameelboom area was desirable. However, detailed
management planning revealed that Kameelboom and Ramosibitswana would be best served
by separate service providers. In this context, management plans were developed for both
communitics, and the Local Water Committee in each community was designated as the

service provider. Sections 5.1.3 and 5.1.4 summarise the Kameelboom and Ramosibitswana
management plans.



The Segokgo 1LPSC haq had to ‘accommodate the institutional complexity of the Segokgo
region.  Here, Segokgo, Semohlase and several neighbouring communitics fall under the ju-
risdiction of the Mbibane TLC. The villages atl sead councillors to the TLC.  In turn, Mbi-
bane and other proximate local authoritics arc represcated on the Illghvcld District  Council.

The DC does not have jurisdiction in the TLC area, and will only intervene if the TLC is un-
able to discharge its local government functions.  In this context, the PSC opted for an arca-
bascd representation, inctuding members from Semohlase, Loding (2 ncarby village) and Se-
gokgo.

Gender representation varics across the LPSC s.
WOMCH.

In Kameelboom, 30% of members are
In Ga Rasai and Segokgo the ratios arc reversed, and 70% of the LPSC mcmbership
is represented by women.

Table 4- 2 LPSC Members

Kameelboom Ga Rasal . Segokgo

Mr M Ndala - Chair

Mr Shadrack Lebeko - Chair Mr R D Tlale - Chair

Mr Wisdom Moloisi - Secrclary
Mrs B Malao - Trcasurer

Mis C Madatane - Deputy Chair
Ms Sanic Ndecbele - Secrctary

Mrs Tryphina Matoka - Deputy
Mr Mandla Mahlangu - Secretary

Mr K Manyo Ms Helen Mohaule - Deputy Scc Mrs Vivian Moloka - Deputy
Ms A Nebulanda Mirs Salamina Setshedi - Treasurer | Mrs Edah Sefike - Treasurer

Mr M Lckgema Mr Oriah Manamela Mrs Reineth Moloele - Organiset
Mr M M Maine Mirs Cecilia Mohaule Mirs Elizabeth Msimanga

Mr J Mashinini Mrs Martha Sebatjane ‘Mis Phillipine Mocketsi

Mr P A Moyo Mr Jacob Monaisa ‘Ms Salamina Phenya

Miss T Masango Ms Isabel Tlale Mr Percy Maloka

Table 4-3 summarises the status of the LPSC s in Kameelboom, Ga Rasai and'Segokgo, and
lists key issues that have influenced the operation and activities of each of the LPSCs.

Table 4-3 Issues Impactmg LPSC Activilies and Effectweness

LPSC

Kamecthoom

Status

The Kamcelboom LPSC is
strong and has proved to be
willing and able to take
initiative. - The LPSClook | #
the lead in looking for
resources for a school water
project, and made good
progress with lask team
planning activities. *

lssues

Key issues that have required the attention of the LPSC are
the following:

The pilot project docs not reach all sections of a very
dispersed community (addressed to some extent by
plans to provide a supply to loca! schools using
Japanese Grasstoots funding).

Cost recovery systems were in place in some arcas,
but these were very informal and uncoordinated. A
more rational tariff and cost recovery system has
now been developed.




‘Table 4-3 Issues Impacting 1.P'SC Aclivities and Effectiveness (Continue)

LPSC

Status

Issues

This LPSC has been
regardad as the test-bed for
approaches and techniques
used in the pilot projects,

Kameelboom has had acvess to planning and

infrastructural suppost from the Rustenburg District

Council.  Effective use of this has to be ensured in
future,

Water quality and limited  yicld constrain the vse
of some existing and newly drilled boreholes.

Local people have expressed the desire to have
access to surface supply as soon as possible.  The
community is largely agriceltueal, and the question
of stock watcring is often raised.  The LPSC will
have to deal with these expectations in due course.

Ga Rasai

The Ga Rasai LPSC has
been active in the commu-
nily, especially around
issues of cost recovery.

The LPSC itself has experi-
enced some problems, par-
ticularly regarding the roles
of actors who felt that they
should have been included
in the Commitice.

The study team has assisted
the LPSC 1o deal with this
issue,

The LPSC has completed its
planning tasks.

Key issucs requiring the attention of the LPSC have been
the following:

*

Ga Rasai is a very isolated community, both spa-
tially and institutionally. The ocal authority func-
tion is the responsibility of the Eastern District
Council, which has very limited capacity, The
LPSC has had to give particular attention to potential
sources of support, and will have to continve to build
durable local capacily. MW is the most viable pre-
sent  source of technical support, and this link will
have to be further consolidated.

The present RDP water project is technically
complex, and this places particular demands on the
LPSC. - Problems alveady encountered are the
breakdown of the pump which transfers water from
the Moretcle River to storage, and various problems
with the purification plant in the village.

The installed prepayment metering system facilitates
cost recovery, but it adds another layer of
complexity. In this context, committed and teliable
technical support from Qutside is critical.

Cost recovery in the village is historically emratic,
teading to frequent failure of the surface supply
system due ta lack of fuel or chemicals. The LPSC
has had to face the challenge of ensuring a leve! of
cost recovery which will support the water supply
system, and a level of reliability which will
encourage users (o pay for the service.
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LPSC

Status =

Table 4-3 Issues Impacting LPSC Aclivities and Effectivencess (Conlinue)

Issues

Segokgo

The original Segokgo LPSC
had 1o ba restructured when
the infrastructure proposal
was restricled 1o a surface
supply to the village of
Semobhlase. Members
from Semohlase were
added, bul membership

representing surcounding
communitics was relained.
This was supported by the
study team because
coordination of
management strategics
among these villages is very
important, {Initially, the
LPSC expericnced
problems of abscniceism by
a few members.  The
LPSC replaced the
non-participants.

*

Key issues that have required the attention of the 1.PSC are
the following: ‘ :

The pilot project has extended an existing pipeline to
the vilage of Semohlase.  The same pipeline serves
Loding, Segokgo proper and Scmohlase.  The pilot

project has the objective of ensuring cost recovery in
Semohlase, but recovery is not demanded in

Scgokgo and Loding.  Further, illegal conneclions
are common in Loding. * In this ¢ontext, the LPSC/
LWCwill  find the task of maintaining support for
their management plan particularly difficult.  If
they succeed, it will be hard to sustain paymient and
the regulation of Wlegal conncetions if this is not the
practice in neighbouring settlements.  The pilot
praject has not had the resources to ¢xtend a cost
recovery campaign to the whole district, but itis
important to develop a strategy to deal with the
issue. '

The problem faced by the Segokgo/Semohlase
1.PSC has been recogoised elsewhere, and DWAF fa-
vours an area-based and programmatic approach to
water delivery.  Follow-up actions listed in Chapter
6 address area planning in the Segokgo/ Semohtase
arca.

Numerous formal LPSC meectings have been held since the end of March 1997, It should be
noted that the minutes of LPSC meetings arc translated into Tswana for ease of
communication. A summary of matters discussed in the LPSC meetings is attached in the

Annex B.6,

4.2.4 Lessons

The following are the key lessons that emerge from the formation and functioning of the

LPSCs:

(1)  The effectiveness of Project Steering Commitiees is strongly determined by the
historic cohesiveness of community structures, and the depth of community experience

with development. The extent ang nature of PSC capacity building should be related
to this background.

The following assessments should be undertaken to measure cohesiveness and
development experience:
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¢ Key informants should be asked about the nature of community organisations,
the period of time they have cxisted, their achicvements, linkages between
communily organisations, and the nature and origin of conflicts.

. Socio-cconomic surveys should address the credibility of community structures,
the leve! of community membership and support, and communily assessment of
locally sourced development initiatives.

If cohesiveness and development expericnce are not present, additional capacity building
input should be expected.  Preparatory work with communities must be preceded by initial
introductions and negotiations. It is important to consult with all credible leaders {especially
local government), and to make the objeclives of the project very clear. Accessible
documentation in the appropriate local language would be helpful

)

()

(4)

43

PSC processes, especially if they are highly interactive, must recognisc and work with
the aclivity patterns of members and of the community at large.

Task teams are an effective way to focus the efforts of PSCs, and to fully involve all
members. Task teams also permit capacity-building interaction between PSCs and
experts in various ficlds of planning and trainiag.

Whilst the success of PSCs depends on conditions within communities, it is also
related to dynamics beyond individual villages and towns. In the Segokgo example,
the LPSC and LWC face the difficult challenge of sustaining effective water
management when the Semohlase community is surrounded by villages where
non-payment and unauthorised connections are common. An area-based approach
would have dealt wilh this issue to some extent, but it is evident that securing an
area-wide social-economic and institutional environment for effective water
management is a task that will demand substantial time and human resources.

Capacity Building in Kameelboom

4.3.1 Challenges

The Kameelboom pilot project has been challenging from the perspective of capacity building
and the establishment of a sustainable water management system. The following are the key
elements of the challenge:



(1) The Kameclboom scttlement is low density and dispersed, and infrastiucture has been
installed in different locations.  Against this background, it has been necessary to
develop awarcncss, capacity and a management system that recognises the distinet
operaling citcumstances of cach system, whilst ensuring an integrated and accountable
cost recovery system and a coordinated operations and maintenance system, [ntegrated

management is also important when seeking to secure technical and other support [rom
organisations like MW,

‘The process of integration has proved more difficult than expected. It has required
the drawing together of personnel from different neighbourhoods, and the fusion of
varying levels of political will and commitment.  An important and lime consuming

task has been the definition of common objeclives and a singte vision of local devel-
opment,

(2)  Kameclboom is spatially isolated. This makes sustainable cxternal technical and
institutional support difficult to ensure. The lack of effective communication
facilities compounds the effects of isolation.

(3)  The pre-pilot water management systcm was uncoordinated and fragmented. There
was some confusion around communily structures responsible for managing water, and
cost recovery and O & M stralegies had been focused on single boreholes. Hence
different structures and practices had emerged around various water sources. The
challenge of the pilot project has been to integrate management (see (1)) above whilsl
working with the expertise and experience that has developed around water
management issues. The pilot project process has explored successful techniques,
and has sought to draw lessons from failures.

4.3.2 Resources.

An important capacity resource in Kameelboom has been the proven ability of the community
structures to secure and manage development. This is demonstrated by the building of a
community hal and a post office. In addition, the LPSC has pursucd options for the funding
of a water supply to a neighbourhood school. The pilbl project has sought to capture this

energy and initiative. This has required an understanding of the roles, relationships and
strengths of tocal organisations and individuals.

The lesson for other water projects is that capacity is often available in communities. This is-
not necessarily expressed in skills and education, but in the way in which human compétencies
(and weaknesses) interact in a community to produce results.  The bonding agents which
lead to collective action are not easily understoed by outsiders,  In this context the awareness
building process assisted the study team o work with the group strengths of the LPSC.
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4.3.3 Approach and Method

The institutional component of the pilot projects moved through a series of phases, cach
designed to build on preceding work:

(1)  Awareness building and LPSC Empowerment.

(2)  Capacity Building and the Development of Linkages.

(3)  Participatory Water Management Planning.

{4)  Training in Required Skiils.

(5)  Implementation of Water Management Plans.

“Apart from the specific capacity building task, elements of capacity building were required

throughout the pilot project programme.

particularly for the refinement of capacity building approaches and techniques.

The following table outlines 1he approach and
method deployed to build capacity in Kameelboom, and more specifically in the LPSC.
The Kameelboom pilot has been used to some extent as a laboratory for the other pilot projects

The table is thematicaiiy. organised, describing key areas of capacity building. These key

areas reflect the fundamental institutionat approach discussed in Section 2.1.3. Since the

emphasis is on themes, the table does not necessarily present material in chronological order.

Capacity Input

Table 4-4 Capacnty Bullding Approach and Method (Kameelhnom)

Approach and Method

Contextual lssues

Geaneral Awarencss
Building

Dctan[ed briefings of community rcpresenta-
tives and later the LPSC at the outset of the
project. Technical inputs by study team
members.

Detailed analysis of the existing water system
by the LPSC to develop a practicaland locally
relevant understanding of technical and man-
agement characteristics.

LPSC-led community meetings &t strategic
points in the project: LPSC election, selecting
technical options, agreement on tariffs and
management processes.

Regutar participation of the LPSC in meet-
ings of the PEG and the PEF.

Genera] AWATeness bu1ldmg
has been facilitated by the
relative cohesion of the”
LPSC and the past experi-
ence of the community with
reference to deve lop ment
projects .. -

Community awareness
building has been particu-
larly important in the con-
lext of a spread-out settle-
ment comprising a number
of discrete sub-
communities.
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Table 4-4 Capacity Building Approach and Method (Kameelboom) (Continue)

Capaclty Input

Approach and Method -

Conlex tual Issues

Mandated
Moanagement

Tnitial contact was with a spectrum of com-
munity representatives.

Selection of the LPSC based on JICA- devel-
oped guidelines (using RDP practice asa
basc). Prior research into local politics and
socio-coonomic struciure informed the mem-
bership selection

The rescarch was discussed openly and con-
structively. Membership was drawn from
RDP structures {including the LWC), the
Youth League, the Health Committee and lo-
cal government.  30% ace women.

1.PSC elected and mandated by the commu-
nity.

Community tcnsions were
to some extent manifested
inthe LPSC. The strained
relationship between the
community authority and
the RDP commitice became
evident in the LPSC, as did
a conflict over roles be-
tween the LPSC and the

LWC.

Clarity an roles and respon-
sibilitics resolved most
lensions.,

Team Building

Team building based around discussions of
roles and responsibilities, LPSC objectives,
individual fears and concerns, LPSC relation-
ships with other structures, and technology
and scheme options, Team building also ac-
companied the resolution of problems such as
the laying of pipes across private land and
misunderstandings with the contractor.

Active roles assigned to most LPSC mem-
bers, either in the LESCitself, or in planning
task teams.

Akey team building instrument was the de-
velopment of a thorough technical under-
standing of the project, through the use of
maps and drawings

‘Team building was essen-
tial given the initial tensions
in the LPSC, and the com-
plexity of the planning task
in a spatially and socially
disaggregated community.

Building Linkages

The LPSC identified stakeholders and dis-
cussed their roles.  Important stakeholders
(MW and RDP) were encouraged to partici-
pate in the LPSC and in the task teams.

The LPSC has considered ways to suslain
rouline communication with key sources of
support, and the formation of firm linkages
with specific service providers of suppliets of
lechnical assistance.

The institutional environ-
ment around Kamee¢lboom
is in a staie of flux.
Rustenburg District Council
has established zonal
structures, but RDC and
MW are stillnegotiating
possible service provider
options.

A MW/RDC joint venture-
has been proposed, but not
finalised.
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‘Table 4-4  Capacity Building Approach and Method (Kameelboom) (Continue)

Capacity Input

Appreach and Methéd

Contextual Issues

Discussions of the managenent plan with
RBC have confirmed the service authority

-role of the DG, and also the availability of

admiinistrative assistance.  The management
plan has also been discussed with MW,

RDC and MW have to agree scrvice provider
roles before MW can enter a formal agree-
ment with the LPSC,

In this context, the LPSC
has had to make interim
areangements around the
administration of water
payments,

Flanning and Man-
agement Awareness
Building

Planning was linked to the present water
management cullure by mapping both the cur-
rent and possible future water management
systems.  ‘Fhese were then compared and
analysed, ~ Awareness of the Abusincss of
waler was also built using a municipality
madel.  The PSC then engaged the commu-
nily in various mectings {o discuss issucs like
section-based management.

Pretiminary technical designs were prepared
by the JICA Study Team, based on initial so-
cial rescarch. A JICA engineer and social
consultant presented the design options fo the
LPSC. Designs were discussed by the LPSC
and the community, and changes were made.

A document outlining JICA conditions for the
selection and management of contractors was
discussed with the LPSC and other interest
groups (sce Annex A.3).  The LPSCs of all
three infrastructural pilot projects met with
the Study Team 1o discuss contractor selec-
tion and to approve the main contractor

The LPSC appointed sub-contractors. A
member of the LPSC took responsibitity for
each of the three areas supplied, and moni-
tored the sub-contracting work.

Duc to budgeiary con-
straints, one arca of
Kameelboom could not be
supplied with watcr.  ‘This
crcated management prob-
lems at a later stage.
However, with the help of
the Study Team, the LPSC
applied for funding from
the Japanese Embassy ta
provide walter fo schools in
the village, This initiative,
and the efforis of the LPSC
to secure money from other
sources, indicate a planning
awareness and a willingness
to acl.

The contracting and sub-
contracting went smoothly,
although at one stage the
workers in one section re-
fused to work due 10 a dis-
pute over paymenl.  Alt-
hough the issue lay with the
main contractor, it became
apparent that insufficient
communication took place
between the appointed sub-

Planning Process

A process for community based water man-
agement planning was designed by the Study
Team and discussed with the LPSC.  The es-
sence of the process was for planning tobe
underlaken by task teams appointed by the
LPSC. Terms of icference for task team
membership and activities were discussed and
agreed.

The task teams began their work in June.
Each team developed its own specific terms
of reference, and plans were developed for

contractor and the LPSC.

A planning culture does not
exist in many rural commo-
nities,”” For this reason, the
process has to be carcfully
designed to permit maxi-
mum participation whilst
producing viable and sus-
tainable plans.

Planning has been under-
taken by the Kameelboom
community in the past, and
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Capacity Input

. Approach and Mc!ﬁod' N

Table 4-4 Capacity Building Approach and Method (Kameclboom) (Continue)

* Confextual Essues

administeation, cost recovery and operations
and maintenance.  The Study Team facilitat-
ed the work of the task tedams, and experts
from MW and RDC patticipated.

In addition to specific plans, the task teams
also developed job descriptions for the man-
agement tasks identificd.  These job de-
scriptions informed the training strategy.

this undoubtedly facilitated
the water planning process,

Technical
Understanding

Specialist technical inpuls to the planning
process were made where necessary. An
expent from the Study Team assisted with the
development of a water taniff,

Time was spent with the LPSC to developan -

awareness of the costs associated with water
delivery and the requirements of cost recov-
ery. The proposed water tariff was devel-
oped interactively and in a series of steps.
Key inputs were made by the LPSC. The
tasiff build-up is discussed in detail in Scction
5.1

The proposed tariff (and its components) was
presented 1o a community meeting for discus-
sion. -The proposal was also discussed with
the finance scction of RDC, and with MW,

Wherever possible, techni-
cal undesstanding has been
conveyed in an inleraclive
manncr, and against a the
background of a broader
understanding of the entire
water system and its man-
agement implications.

Specialist Training

Discussed in Section 5.2,

Best Practice
Sharing

Best practice was shared in a pumber of
ways. For example: the team consulted with
tariff administration experts and shared the
knowledge with the LPSC; technical options
were presented to the LPSC and debated; the
task teams drew in expertise when required;

‘the LPSC attended and contributed 16 meet-

ings of the PEG and the PEF. The latier was

specifically used as a vebicle for best practice

sharing.

The Kameelboom commu-
nity has its own develop-
ment experience, which
should be shared. The
process and instruments of
best practice sharing should
be continued after the HCA
project is completed.

Monitoring and
Evaluation Culture

The project has tried to fostil a monitoring
and evaluation culture in the LPSC. ~ This

has been done by: taking time to evaluate ex-

isting situations and options; encouraging the
LPSC to take an active part in monitoring
construction; providing opportunities for the
PSC to evaluate the overall project and to
prescni the evaluation to a broader forum (the
FEF). ~

Internal menitoring and
evaluation of development
projects has not been routi-
ne in Kameelboom. How-
ever, the beneficiaries of
development are perhaps
best placed to provide inci-
sive and relevant M&E.
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4,34 Difficulties and Countermeasures,

In general, the Kamcelboom pilot project has progressed smoothly.  The satisfactory progress
can be attributed in part to the development experience of the community, and to the broader
institutional framework in which Kameclboom is placed (for example the RDC Zonal
Planning structure). However, the key to the success of the project is probably the committed
participation of the stakeholders represented on the LPSC.

During the course of the project, the following difficulties were encountered:

(1)

(2)

)

Initial conflict over roles in the PSC.  This conflict is described in the table above.

The countermeasures were the following:

(a)  Clear assignment of roles and responsibilities.

{b)  Structures to ensure that all LPSC participants have and active role {(c.g. the
Task Teams).

(c) A focus on the management and planning brief of the LPSC, and a
business-like approach to this task.

(d)  Allowing and encouraging open and frank debate of issues in the LPSC.

A short strike by sub-contracted labourers. The countermeasure was mediation by the
PSC and the Task Team and the facilitation of improved communication between the
contractor, the local area supervisor and the workers.

Short term adminisirative arrangements. RDC has agreed 1o take the s’ervicé
authority role. It has also agreced in principle to assist the community with the
provider role.  Cumrently the Department of Traditional Affairs administers
Kameelboom and Ramoshibitswana, and RDC has yel to take over., This poses a

short term problem, for example with the administration of funds from water cost
recovery.

The countermeasure has been to set up interim fund management arrangements:

(@  Funds from Ramoshibitswana and Kameelboom will be administered in

different places (the former in the appropriate zonal office, and the latter in
Mogwase).

(b) To deal with the above arrangement, separatc management plans have been
developed for Kameelboom and Ramoshibitswana.
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43,5 Strategic Evaluation and Iessons

The pilot project has emphasised the development of capacily to plan at local level. In
Kameelboom, capacity building has procceded from a reasonable base, in that community
structures are relatively active, and have managed development iniliatives such as the
construction of the community hall and the post office. Further, despite the fact that water
management has been fragmented and informal, there is at least core of awareness and skills in
the arca. The pilot project has sought to work with these resources and to develop them
further. In this context, considerable effort has been directed to the development of a sound
understanding of the tasks involved in managing and maintaining the upgraded water system,
and to the development of decision-making skills. The effectiveness of this capacity building
has been reflected in the activities of the task tecams.  These progressed well and produced the
products required. The following capacity building lessons are evident in the Kameelboom
pilot project:

(1)  Capacity is often available in communities.  This is not only in the form of people,
but also experience. A capacity audit should precede any institutional work in a
community, and should include an evaluation of initiatives undertaken by communily
structures, and the socio-political circumstances in which these have taken place. Itis
important to understand the local Abonding agents that will ensure effective teamwork
in LPSCs. A method for capacity audits is the following:

Table 4 ] Capacny Audnt

Method
History of developmenmt § Key informant survey | * - Organogram of focal government and commu-
and management with Jocal government nity-based organisations.
activitics (including tribal),and | * List of development projects underfaken

among the major
comnisnity-based *
organisations. *

locally in the pasi five years.

Evaluation of these projects.

Evaluation of the effectiveness of local gov-

ernment (in terms of day-to-day management

and of pro-aclive development activities).

* Overview of the problems that have faced local
governmenl and community-based organisa-
tions.

Sacio-economic context

Kejr informant survey
backed by houschold
survey (if possible).

Structure of local goverament.

Linkages and rivalries among community-
based crganisations and with local govemn-
menl.

Household income levels and history of pay-
menl for services.
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Theme . Method . Checklist
Local organisational Key informant survey | * Human resources committed to planning, and
capacity ‘ (locat government and planning aclivities.
| development/service * Structure and cftectiveness of organisation.
oriented community ¥ Natute and effectivencss of management and
based organisations). operational systems.

Cost recovery systems, record and access (o
financial resources.
Extent of communily support / mandate,

@)

4)

)

(6)

4.3.6

The effectiveness of awareness building can be maximised by linking it to a
locally-driven evaluation of existing water supply and water management systems.
The evalualion provides a foundation for awareness building inputs.

The promotion of local planning capacity is important for a nuimber of rcasons:
sustainability is more likely if local players are able to recognise problems and design
solutions; and local planning ability enables local government and community
struclures to engage broader planning forums in constructive dialogue. However, the
promotion of this capacity is costly and time-consuming. On the JICA pilot projects,
institutional inputs comprised around 10% of the total project cost.

Community structures are able to engage technical issues if the transfer process is well
designed.

The task team approach to LPSC functioning seems to work well. [t provides
opportunitics for focused technical input, it promotes participation and accountabitity,
and it permits several planning activities to take place at the same time.

Best practice sharing is potentially a powerful and practical form of skills and
information transfer. The pilot project has experimented in this regard, but a more
systematic approach could be developed for RDP practice. Proposals for the
institutionalisation of best practice sharing are outlined in Section 4.7.4.

Monitoring and Evaluation.

Internal M&E has taken place throughout pifot project implcmentatidn; The primary agents
have been the Study Team, the LPSC, and forums such as the PEG and the PEF. Ongoing
M&E will be required after the conclusion of the JICA study. Recommendations in this
regard are contained in Chapter 6.
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4.4

Capacity Building in Ga Rasal

4.4.1 Challenges

‘The Ga Rasai pilot project combines a number of circumstances that make it particularly
challenging for institutional development:

(1)

2)

3)

@

‘The present waler system uscs technology that is considered inappropriatc for deep
rural setiings by some obscrvers. The system is subject lo frequent breakdowns, usu-
ally duc to a lack of diesel for the main pump which transfers water from the Moretele
River to storage, and a lack of chemicals at the package water trcatment plant.  ‘The
proposed prepayment metering system will add another level of technology which will
incrcase (he potential for system failure.  The challenge is to  ensure the reliable op-
eration of the system through effective management and accessible technical and in-
stitutional support,

Ga Rasai is spatially and institutionally isolated. This makes the establishment of
sustainable external technical and institutional support links more difficult. In this re-
gard, an added difficulty is the limited capacity of the nominal local authority, the
Eastern District Council. 1In the short term, Magalies Water is believed to be the best
source of support, but this must be supplemented in the medium term by a stronger and
more effective local authority. In this regard, the building of capacity in EDC is be-
lieved to be a local and regional priority.

Cost recovery in Ga Rasai has been erratic and initiatives in this regard have failed (o
persuade alt water users 1o contribute.  The LPSC believes that the prepayment me-
tering system will solve the problem, but support for this has to be based on a reliable
supply that the community believes provides value for money.

With the potential for breakdown outlined above, effective management will be critical
both for sustainable supply, and for ongoing support of the cost recovery system.

The Ga Rasai LPSC has been subject to debates around membership. These have
now been resolved, but the formation of a strong and committed tcam has been de-
layed.

4.4.2 Resources

The implementation of the Ga Rasai RDP project has been problematic for reasons outlined
above. However, these difficulties have also served to focus community attention on the
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challenges of water supply management.  Prior to JICA’s invelvement, the community had
begun grappling with cost recovery issues, and matters relating to the operation of the pump.

This experience was a base for the pilot project programme,  During the course of the pro-
ject encouraging developments have included the following:

(1)  Communication between Ga Rasai and Magalics Water has improved over time.,

(2)  Initia} community support for the prepayment system has been high, However, this
can be quickly eroded by system failures and administrative weaknesses during the
start-up phase,

4.43 Approach and Method.

As with Kameelboom, the institutional component of the Ga Rasai pilot project moved
through a series of phases, each designed to build on preceding work:

(1)  Awareness building and LPSC Empowermient.

(2)  Capacity Building and the Development of Linkages.

{3) Participatory Water Management Planning.

(4) Training in Required Skills.

(5) | implementation of Water Management Plans.

A part from the specific capacity building task, elements of capacity building were required
throughout the pilot project programme. The table outlines the approach and method deploy-

cd to build capacity in Ga Rasai. As in Section 4.3.3, the table is thematically organised,

describing key areas of capacity building. The table does not necessarily present material in
chronological order.
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Table 4-6 Capacily Building Approach and Method (Ga Rasai)

- Capacity Input

'Approach and Method

Contextual 1ssues

General Awarness
Building

Similar general approach to Kameelboom, See
Tablc 4.4.  Specific points of note arc:

*

LPSC ineetings were held weckly. Ahigh
level of interaction between the Study
Team and the LPSC was maintained be-
cause of the relative isolation of Ga Rasai
in the past.

Simitarly, frequent intecaction took place
between the PSC and the communaity, €s-
pecially around key decisions,

‘The Ga Rasai community
was relatively uninformed
aboul water provision and
walcr management prior 10
the JICA input. The RDP
scheme help build awareness
to a certain extent, but
largely from a negative
perspective due to frequent
system failures.

Mandated Maagement

Similar gencral approach to Kameelboom. Sce
Table 4.4. Specific points of nole are:

*

intensive attention to roles and responsi-
bilities of the LPSC, and to team building.

Also particular atlention to inleraction
with the community to deal with issucs of
legitimacy.

Mediation of conflicts by the Study Team,
and facititation of discussions lo resolve
differences,

A specific mandate to proceed with the

prepayment metering system was obtained

from the community.

Political divisions in the
community have impacted
on participation in the LPSC.
Divides are apparent
between the Commudity
Authority and those who
question its legitimacy;
between local structures (like

the LWC and the LPSC}); and
along lines of age (most
community structures are
dominated by older people.
Since LPSC formation was
led by the Community
Authority, some have
questioned its legitimacy,

TFeam Building

Similar general apbroach to Kameelboom. See
Table 4.4.  Specific points of note are:

*

Team building took place around atask
orientation. ' Workshops were held (o
define planning tasks, roles and deadlines.
The workshops were highly participatory,
highlighting the need for a team approach
and allowing the LPSC o influence tasks
and roles in ways thal were appropriate to
Gz Rasaj

Team building was essential
given the initia} tensions in
the LPSC, and the complex-
ity of the planning task in an
institutionally isolated.
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Table 4-6 Capacity Building Approach and Method (Ga Rasai) (Conlinue)

Capacity Input

Appfdach and Method

Contextual Issues

Building Linkages

Similar gcncrai approach to Kameelhoom. See
Table 4.4, - Specific points of note are:

&

Community understanding of the roles and
capacity of Mapalics Water and Easten
District Council was developed through
the LPSC.

A lask team was formed specifically to
look at communication strategy.

Participation by MW and EDC in LPSC,
community and 1ask team mectings has
been aclively promoted.  Bilateral meel-
ings have also been held with MW and
EDC, and in-principle agreements on
modes of support have been reached.

Given the isolation of Ga
Rasai and the technical com-
plexity of the water system,
the establishment of support
linkages was identificd carly
on as a lop priority. The
effectivencss of the retation
ships secured during the
JCA project will have tobe
monitored post-JICA.

Planning and
Management
Awareness Builing

Similar general approach to Kameelboom. See
Table 4.4. Specific points of note are:

*

An emphasis on frequent interaction be-
tween the Study Team, the LPSC and the
community.

Communily involvement in decisions such
as the adoplion of the Bambamanzi sys-
tem, and the details of implementation of
the management plan

A pubtic display with photographs and
{ext explaining the Bambamanzi system
was mounted in the Communily Office.

Training courses by Bambamanzi and
Lister engines have transfcrred skills, but
have also broadened awareness of the
management issues associated with these
icchnologies.

Prior to JICA involvement,
the community had o man-
age the RDP water supply
system (including technical
inputs and cost recovery).
This activitformed a base of
awareness, bul among a
small group of people (the
Community Authority and
the LWC).Broader aware-
ness has been very limited.

Pianning Process

Similar general approach to Kameelboom.,
See Table 4.4.  Specific points of nole are:

*

Fask team approach as in Kameelboom.
A specific task team lackled the important
issue of forming and sustaining support
linkages. '
Participation of the community in plan-
ning was particularly emphasised.

A planning culture does not
exist in many rural commu-
nities. For this reason, the
process has to be carefully
designed to permit maximum
participation whilst produc-
ing viable and sustainable
plans.
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Table 4-6 Capacity Bm!dmg Approach and Method (Ga Rasai) (Contmuc)

*

The proposed lariff was discussed in detail
with the comimunily, and accepted by
them.

Bambamanzi display described above,

Capacn!y Input Approach and Melhed Contextual Issues
Technical Similar general approach to Kameclboom,  See Wherever possible, technical
Understanding Table 4.4.  Specific points of note ate: understanding has been con-

veyed in an interactive man-
ner, and against a the back-
ground of a breader under-
standing of the entire watcr
system and its management
implications.

Specialist Training

¥

Discussed in Section 5.2,

Best Practice Sharing

Simitar general approach to Kameelboom.  Sce
Tab!\, 44. Specific points of nole are:

Inslitetional and capacity building tcch-
niques developed in the other pilod pro-
jects were shared with the LPSC.  Also,
Ga Rasai experiences were transferred to
the ather pilots.

Best practice sharing has been facilitated
through the regular meelings and work-
shops, and by the participation of MW and
EDC in these.

"The Study Team regularly informed the .
LPSC about developments in local gov-
ernment, and community members shased
local socio-political developments.

The Ga Rasai LPSC visited Modderspruit
(where 2 Bambamanzi system is operat-
ing), and discussed the system with its op-

erators.

The installalion of a Bam-
bamanzi system has permit-
ted a specific focus for best
practice sharing. Ga Rasai
has learned from Modder-
speuit, and others should be
encouraged to fearn from
these two vitlages (one peri-
urban and the other yural).

Monitoring and
Evaluation Culture

Similar general approach to Kameelboom.
See Table 4.4,

Systematic monitoring and
evaluation of the RDP pro-
ject has not been undertaken
in Ga Rasai. Given the mix
of a rural context and a com-
plex supply system, M&E is
essenlial,
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4.4.4 Difficulties and Countermeasures

Many of the difficultiecs encountered have been discussed above, Some of these are dis-
cussed in more detail below:

(1)

)

System Breakdowns. The RDP water supply system in Ga Rasai has been subject to
numecrous breakdowns, some relating to mechanical failures (for example the failure of
the main supply pump), and others to managerial and operational difficulties (for cx-
ample the depletion of chemicals for the purification plant). The reliability of the
system is critical to cost recovery and the sustainable management of the enlire system,
so the Study Team has sought to address system breakdowns where possible:

Countermeasurcs have been the following:

{a) Shori-term. These have included sccuring a supply system for chemicals,
technical assistance to pump and purification plant operators, and the provision
of a back-up main pump.

{b) Long-term, The long term countermeasures have emphasised the establish-
ment of support linkages (discussed in Section 4.4.3 above). The link with

. MW has had practical resulls in that the defective pump has been repaired. MW

is also monitoring the purification plant and assisting where necessary. The

next step will be to formalise a support agreement between MW and the Ga Ra-
sai LWC/LPSC.,

LPSC tensions, The L.PSC tensions have already been described. These are likely
to be common in seftings such as Ga Rasai, because rifts are common between tradi-
tional authorities and elected bodies; between organisations sharing a broad develop-
ment mandate; and along gender and generational lines. Guidelines for PSC estab-
lishment can deal with these to some extent, bul process-oriented countermeasures are

often necessary. Among those deployed in Ga Rasai, the following may have more
general application:

(2) Team building around clear development objectives and acceptance of locat re-
sponsibility to achieve the objectives.

(b)  Development of a collective understanding of the underpinnings of the tensions,
and oblaining a commitment {0 resolve differences for the sake of development.
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(¢)  Neutral mediation and conflict resolution by the Study Team. Conflict reso-
lution has been recognised by DWAF as a key capacity required by communi-
ties. Ga Rasai does not yet have this capacily.

4.4.5 Strategic Evaluation and Lessons

The Ga Rasai pilol is imporiant, because it is a test of the viability of relatively complex tech-
nological sofutions in isolated rural communitics. In this context, local management and
O&M capacity is critical, together with support linkages.  Progress on the latter is promising,
but sustainability remains to be tested. Despite the development of a detailed and mandated
management plan, the ability of the community to keep the system running is not guaranteed.
It is clear that a monitoring and mentoring presence will be required for some time to come.

Many of the capacity building lessons to be drawn from the Ga Rasai pilot are simitar to those

from Kameelboom (see Section 4.3.5).  However, the following have particular relevance in
situations like Ga Rasai:

(1)  Internal capacity building should be matched with the development of networks of
support. This is particularly true wherc communities are institutionally isolated,
andfor wherc water systems are technically complex.  The notion of service coopera-
tives was discussed in the Phase 1 report, but this idea has yet to be fuily explored.

(2)  Frequent interaction between PSCs and communities is always desirable. However, it
is particularly necessary where:

(a) ' The legitimacy of the PSC is not fully secured.

(b)  Unfamiliar syslems are being introduced.

(c) Levels of local water management knowledge are low.
4.4.6 Monitoring and Evaluation
internal M&E ilas_ taken place t.hroug,houl pilot project implementation. The primary agents
have been the Study Team, the LPSC, and forums such as the PEG and the PEF. Ongoing

M&E wilt be required after the conclusion of the JICA study. Recommendations in this re-
gard are contained in Chapter 6. '
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4‘5

4.5.1

Capacity Building in Segokgo

Challenges

The Segokgo/Semohlase pilot project has features that add complexity {o the capacity building
and institutional development initiative;

(1)

)

The Semohlase infrastructural development project involves one small village in a
cluster of villages. Despile sharing one local government structure, these villages dif-
fer in terms of development history (some were in the former KwaNdebele and oth-
¢rs in the former Bophutatswana), and the level and quality of service infrastructure.
With reference to water, the village of Loding has had access to a surface supply for
some years, and lack of regulation has permilted the proliferation of itlegal conneclions.
Scgokgo has an RDP-level scheme which only serves a portion of the village, and the
pilot project will install a similar RDP-type system in Semohlase. The implications
for the pilot project include the following:

{(a) It will be difficult to control illegal connections in Semohlase and Segokgo,
when the praclice is tacitly accepted in Loding.

(b) It will be difficult to generate and sustain cost recovery in Semohtase when
costs are not recovered in Loding and Semohlase. Further, tariffs set for Se-
mohlase will have limited credibility if a similar process is not followed in
Loding and Segokgo.

1deally, the problems outlined above should be resolved on an area basis. The neces-
sary resources are not available to the study team, but it will be necessary to initiate an
arca-wide process to consider integrated water mapagemeni as soon as possible.
Within the  ambit of the pilot project, a first stép toward integrated management has
been taken in the election of a LPSC which has members from communities proximate
to Semohlase. The LPSC has limited jurisdiction, however, and can do little more
than recommend integration sirategies to the TLC, or other appropriate agencies. ~The
capacity of the Mbibane TLC (o implement such integrated water management is pre-
senfly severely limited. A priority after the JICA study is buitd such capacity.
Without it, the pilot will be unsustainable..

The particular context of the pilot project has led to the formation of a LPSC which has
broad representation from Semohlase and surrounding communities. The advantage
of this form of LPSC is the possibility of coordination and integration, discussed above.
'The disadvantage is the possible lack of motivation among those members of the LPSC
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that are not working dircctly for their own communities, Tividence of a possible tack
of motivation has been noted in the erratic attendance of some LPSC members.  This
(together with the restruciuring of the 1PSC following a change in the technical op-
tion) means that the LPSC has required active mentoring by the sludy team.

(3)  The ongoing Highveld Watsan process means that there is cominuing uncertainty about
role-players charged with regional water management.

4.5.2 Resources

Positive atiributes of the Segokgo institutional environment are an identifiable and involved
local authority (the Mbibane TLC), a supportive District Councit (HDC provided funding for
the Segokgo water project), and a link between the project and local government in the form of
the Councillor responsible for Segokgo/Semohlase.

4,53 Approach and Method

As with Kameelboom, the institutional component of the Segokgo/Semohlase pilot project
moved through a series of phases, each designed to build on preceding work:

(1)  Awareness building and LPSC Empowerment.

{2)  Capacity Building and the Development of Linkages.

(3)  Participatory Water Management Planning.

(4)  Training in Required Skills.

{5)  Implementation of Water Management Plans.

Apéri"‘_frc")m the specific capacity building task, :clemems of capacity building were required
throughout the pitot project programme. The table outlines the approach and method deploy-
ed to build capacily in Segokgo. -~ As in Section 4.3.3, the table is thematically organised, de-

scribing key areas of capacity building. The table does present material in chronological or-
der. '
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Table 4-6  Capacity Building Approach and Mecthod (Scgokgo)

Capaé_lty Input

" Approach and Method -

* Contextual Issues

General Awareness
Building

Similar general approach to Kameelboom.  See
Tablc 4.4,

* General awateness building was informed
by a key informant survey, which investi-
gated local govermment and local commu-
nity-based structures,

The Semohlase community -
was relatively uninformed
aboul water provision and
water management priog 1o
the JICA input, The provi-
sion of water (o neighbour-
ing Segokgo helped build
awarcncss 10 a cerfain extent.

ment

Mandated Manage-

Similar general approach to Kameelboom.  Sce
Table 4.4.  Specific points of note are:
* The establishment and consolidation of
the LPSC was promoted by a local gov-
¢rnment councillor.  ‘The Study Team
supported this to build links with the TLC.
The composition of the LPSC was
charged through a process of consultation
when one of three possible technical op-
tions was seiceted.

Because Semohlase is situated in a com-
plex of viltages, representatives of neigh-
bouring villages are represented on the
LPSC. 'This facilitetes communication in
a complex institutional environment

Regular mectings have been held with the
Mbibane TLC to eonvey progress and to
gel support for key decisions,

‘The LPSC has a strong man-
datc from the Semohlase
community. However, since
it operates in a coplex insti-
tutional environment, other
levels of mandale are
required: for example in the
Segokga/Semohlase context
and in the context of the
broader Mbibane TLC,

Team Building

Similar gencral approach to Kameelboom, See
Table 4.4. Specific points of note are:

* The activities of the LPSC had to be speci-
fically tailored to suil the schedules of the
women involved.

Team building was essential
given the need to restructure
the LPSC, and the fact that
participants come from dif-
ferent villages.

Building Linkages

Similar general approach to Kameelboom. See
Table 4.4. Specific points of note are:
* Links with the TLC are critical for the- -
sustainability of the project.  These links
have been maintained and consolidated -
through the involvement of a councillor in -
the activitics of the LESC, and through
regular meetings.  In addition, the TLC
has been encouraged to atiend PEF and
PEG mectings (which they have done).
* Contact has been established with the
Highveld Watsan initiative

The TLC has jurisdiction
over the villages in the Se-
mohlase/Scgokgo area, and
hence it has the potential to
integrate water planning,
implementation and cost
recovery.  The Semohlase
pilol might prove to be the
catalys! for such an initiative.

4-26




Table 4-6 Capacity Building Approach and Method (Segokgo) (Continue)

Capacity Input

Approach and Method

Contextual Issues

Planning and
Management
Awareness Building

Similar gencrat approach to Kameelboon. Sce
Table 4.4,  Specific points of note arc:

* Awareness building around planning and
management has had {o reach an audience
wider than the Scmohlase community.
Vehicles have been comniunity meelings,
information meetings set up by the TLC,
and interaction in the LPSC.

The S¢mohlase community
has very limited prior
knowledge of waler supply
management.

Planning Proces

Similar generat approach to Kamboom.
Sce Table 4.4, Specific points of nole

A planning cuhture does

Technical
Understanding

Similar gencral approach to Kameelboom. Se¢
Table 44.  Specific points of note are:

* The proposed tariff was discussed in detail
with the community, and accepted by
them. The TLC debated the tarniff, even
when given the details of the calculations,
They have now provisionally accepied the
proposal, fotlowing several facilitated
mectings.

Wheréver possible, technical
understanding has been con-
veyed in an interactive man-
ner, and against a the back-
ground of a broader under-
standing of the entire waler
system and its management
implications.

Specialist Training

* Discussed in Section 5.2,

Best Practice Sharing

Simitar general approach to Kameelboom.
See Table 4.4,

* The Mbibane TLC and the LPSC have
participated regularly in the PEF and the
PEG.

Technical information (especially on tar-
iffs) has been shared with the TLC.

The Segokgo pilot has used approaches

and innovations developed in Kameel-

boom. It has also informed activitics in
- the other pilots.

The Semoblase water project
is not technically complex.
The major area in which best
practice needs {o be shared -
{particularly with the TLC)
is around water management
and the setling and adminis-
tration of tariffs.

Manitoring and
Evaluation Culture

Similar general approach to Kameelboom.
See Table 4.4,

Given the complex institu-
tional context, M&E is es-
sential, -
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4,54 Difficuities and Countermeasures,

The foltowing difficultics were encountered:

(H

0]

Maintaining focus and commitinent in the LPSC.  Focus and commitment have been
croded by changes in the technical options and subsequent reformulation of the LPSC.

In addition, focus is more difficult to promote when the membership of the LPSC ex-
tends beyond the area to be supplied with water.  In this regard, the commitlee has
promoted broad membership for the sake of area communication, but has probably sac-
rificed cohcsion and full commitment. ¥ the relationship between Semohlase and
surrounding communitics becomes difficult over issues of water, this might threaten
the cohesion and commitment of the body that succeeds the LPSC.

Countermeasures have included:

(a)  Team building around clear development objectives and acceptance of LPSC
responsibility (o achicve the objeclives. In this regard the LPSC has devel-
‘oped remarkable confidence in the ability of the Semohlase community to
manage the water supply system. '

(b}  Exposure of the LPSC to Mbibane councillors.  In this context the LPSC has
had to argue for its management plan (facilitated by the Study Team). This
process has produced striking solidarity.

(¢}  Countermeasures stili have to be formulated to deal with the sustainability of
the Semohlase project and its local institutions in an areal context of non-
payment and limited management and regulation. This is extremely urgent,
but will have to be taken up beyond the present JICA project.

Lack of coordination around water supply provision and administration in the Mbibane
TLC. This lack of coordination is reflected in a number of ways:

(a)  Further extensions to the Loding pipeline are being proposed by the TLC and
consultants, despite the already excessive demands on the available resource.

(b) The TLC has promoted a general flat water tariff of RS per household per
month. The Semohlase tariff is around four time that amount, and it clear that
a carefully calculated area-wide tariff will be more than the RS proposed.
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[t has aleeady been argued that the sustamabmty of the Semohlase project is threatened
by the lack of coordinated water management in arcas surrounding it Countermeas-
ures have been limited in the context of the JICA project, but must be taken up ug-
gently by a champion yet to be identificd.

4.5.5 Strategic Evaluation and Lessons

As an exercise in capacily building around local water delivery and management, the Se-
gokgo/Semohlase project may be adjudged a qualificd success. 1n a broader context, the task
of capacity building has barely begun.  Lessons from the pilot are the following:

(1)  The DWAF-supported areal approach to water supply provision and managcmcm
avoids (or at least mitigates) problems like those that are likly to bedevil the Se-
mohlase project in future. In this context a criterion for the implcmentation of the
pilot projects should have been the selection of communities that are cither sclf-
contained {like Kameelboom) or relatively isolated (like Ga Rasai}.

(2)  Area-wide implementation of water projects in areas like the Mbibane TLC will have
to deal with limited capacity, limited planning, historic preconceptions about subsidies
for water, and local political dynamics. Whilst the notion of area implementation has
the merits discussed in {1) above, it has to be accepled that the capacily building and
institutional development task will often be much more complex than it might be in a
single community. Furtber, institutional work may have to precede infrastructural in-
puts to ensure the environment for sustainability. In retrospect, this should have
happened in Segokgo/Semohlase.

4.5.6 Monitoring and Evaluation
Internal M&E has taken place throughout pilot project implementation. ‘The primary agents
have been the Study Team, the LPSC, and forums such as the PEG and the PEF. Ongoing

M&E are urgently requtred after the conclusion of the JICA study. Recommendations in this
regard are contained in Chapter 6.
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4.6

Capacity Building in Bapong

4.6.1 Challenges

The Bapong pilot project is entirely institulional in nature,  Bapong offers many institutional
challenges, some of which arc probably common to many peri-urban settlements in former
homelands:

(D

)

3

Treated surfacc water is available to the community. Howevet, cost recovery is very
low, despite household income levels that are generally higher than those typical of ru-
ral communities in the same region. In the case of Bapong, a small number of me-

tered housc conneclions exist, but most households with meters have ceased paying,
and are not penalised in any way,

The incidence of illegal connections is very high (an estimated 90% of houscholds).

~This contributes to the low level of cost recovery.

Local government and local institutions are in a slate of flux, reflecting a number of
institutional legacies. For cxample, the traditional authority remains a significant
presence, bul its legitimacy and role are widely questioned. This authority is presen-
tly the subject of a Mmabatho-led Commission of Enquiry.  An interim Administrator
is currently in place, and Fastern District Council seems willing to assist with local
government functions where required.  Elements of the local civic association are ad-
vocaling continued non-payment for water, claiming that the village has a contract with
nearby Eastern Platinum to provide free water. There is no evidence that such a con-
tract exists. Some local organisations, including the local branch of the ANC, seem
keen to plan for cost recovery, and to get the necessary systems in place. There are

few local organisations focused on water. There are no RDP structures and a Local
Water Committee does not exist.

The key objectives selected for the Bapong pilot are those of promoting a cost recovery plan
and its implementation, and promoting the regulation of unauthorised connections. For rea-
sons explained later, these objectives have not been met.

4,.6.2 Resources

The pilot project has been supported by Rand Water, DWAF North Wesl Province and Eastern
District Council.  All believe that the solution of cost recovery and unauthorised connection
problems in Bapong will provide valuable lessons for similar situations.

4-30



Lattcrly, the project has also been supported by community-based organisations, notably the
local ANC.

4.6.3 Approach and Mcthod

The table outlines the approach proposed for the Bapong pilot.  This approach has been dis-
cusscd with several communily actoss (including the Administrator), but no firm mandate to

procced has been given,

The elements of the capacity building approach are:

1y Es!ablishiﬁg relationships.

{2)  Awarencss building.

(3)  Water management planning though a programme of workshops and task team activi-
ties.

(4)  Development and implementation of actions plans, especially around cosl recovery and

illegal connections,

Table 4-8 Capacity Building Approach in Bapong

. Process Step | it . . Approachand Method: .

Establish The envisaged approach is to maké catly ‘contact with key stakeholders in Bapong (in-

relationships. cluding the nominal loca? govemnment), possibly through local contacts. This cautious
approach is necessary because of the unscttied and volatile nalure of Bapong.

Awareness The envisaged approach is to meel with community-based groups in Bapong, and to dis-

building cuss the proposed pilot progtamme and its objectives. The planned outcome of these
meetings is endorsement of the project, and a commitment to supporting it. 1f these
meetings suggest a change in the proposed progranime, this will have to be considered.

Community The proposed approach has several steps:

workshops  and .

siralcgic + Formation of a Representative Forum (RF), with local government or suitably

planning. mandaled representation

First RF workshop agrees programme and elects a task leam

Task team embarks on a strategic planning process by investigating obstacles
and opportunities

Second RF workshop considers TT feedback, and works though a process which
defines the waler management challenges in Bapong.  Also mandates the task
team proceed with its work.

TT formulates strategies to address the identified management problems

Sirategy testing.

TTests strategy proposals with local stakeholders

TT presents proposals to RF, and roles and responsibilities are agreed
TT prepares an action plan

Reporting  and
stralegy
implementation.

Local government (or an appropriately mandated body) implements the action
plan.
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4.6.4 Difficulties and Countermeasures

"The mobilisation of the Bapong project has proved difficult. This is primarily so because of
the Jack of a body prepared to tackle the water management task,  EDC has the mandale, but

limited capacity and sensitivity to (he political dynamics of Bapong may have persuaded them
to take a cautious approach.

Initial mectings with external stakeholders such as Rand Water and EDC were very positive,
but gaining access to the community has been problematic, for the following reasons:

N
)

()

Local government and ocal management in Bapong is in a state of flux.

Poor attendance at relationship-building meetings. A number of meclings have been
schedoled but none have included the full spectrum of local stakcholders. A number
did not happen at all.

it was originally envisaged that the Five Villages Development Forum (FVDF -
charged with facilitating a subregional water supply project which will supplement
supply to Bapong and neighbouring Modderspruit, and bring water to three previously
unserved villages) would facilitate access to Bapong, but Bapong informants indicated
that the FVDF had limited credibility in the village, and that FVDF sponsored activiti-
es would not be welcome in Bapong.

The team finally obtained permission to address a large community meeting in August (around

160 participants), and made a presentation illustrating the need for the Bapong community to
develop a plan for water management and cost recovery (sce Annex B.3).

The following are key points emerging from the meeting:

(1)

2

£)

A small but vocal lobby is resisting efforts to initiate cost recovery in Bapong. The
lobby appears to include contractors responsible for illegal connections, and members
of the local civic association. Community informants fear the 'power of this group to
disrupt a cost recovery planning initiative.

The above lobby tried to stop the 'co'mmunity rhécling, but were not allowed to do so.

They presented their views and then left.  Of the 160 pariicipants, around 15-20 left
the meeting.

Following the presentation, a number of community members spoke in favour of pay-
ing for water. These views were grecled with applause, suggesting majority support
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for cost recovery.  ‘The study team was thanked for making the presentation.

(4) It was agreed that the community should carelully consider the offer of support made
by the JICA tcam.  Representatives undertook to contact the team, and to consider the
formation of a task tcam to take the matter forward.  EDC offered to assist with this,
and also to talk to the intcrim Administrator. '

Emerging from the meeting, the Bapong branch of the African National Congess invited the
institutional team to a mecting to discuss water services planning, and the possible contribu-
tion of the JICA project.  This meeting was held on the evening of Friday 12 Seplember. - At
the mecting, the ANC agreed to assemble a task team, and to contact the study team within a
weck. The study team offered assist the tcam to start a water management planning process,
and to take this as far as time would allow. Three further meetings were held with this group
{(and some civic participants), bul discussion remained at the level of information sharing. the
impact of these contracts is unknown, since the team were again warned of  possible interfer-
ence from the anti-payment lobby.

The sole countermeasure adopted has been 1o persist with efforts (0 make contact with inter-
ested people in Bapong, and to respond to requests for further information.  Every opportu-
nity has been taken to present a case for cost recovery planning and unauthorised connection
regulation.

This strategy is consistent with Option 1 in the following table. The options were discussed
by the PEG and the PSC.

Table 4-9 Mobilisation Optlons Bapong

ers to gain ac-
cess to the
community.

promising groundswell of
support in some quaricrs.

Allows time for jocal
govermnment matters lo
seltle, whilst retaining
contacts.

Option Descnptwu Advanlage ‘ Disadvantage
i: in this option, No change to study team, This process will be slow
Continue the study team pilot project budget or and may delay the project
with current | would continue study TCR required, further.
efforts to working with :
gain access. | the EDCand Builds on slow but’ Provides no guarantee that
tocal stakehold-

the further pilot project
programme will be sup-
ported.
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Tabte 4-9  Mobilisation Options - Bapong (Conlinue)

tion is clearer,
or cancelicd
entirely.

tiations with the wide
spectrum of community
interests to take place.

Canceliation might permit
the redirection of human
and budgetary resources
to the other three pilot
projects.

Option Description . Advantage _Disadvantage

2 Hire someone * Will speed up the process Additional (but relatively
Recruit a in the commu- of making contact, and modest) cost implied.
locally- ity of with will add credibility to the
credible community pilot project, Facilitator may be difficult
facilitatoy/ fHinks to set up to find. possibility.
organiser meetings and to | ¢ No change to TOR

mobilise com- required. Provides no guarantee that

munity Intetest. the further pilot project

RW, EDC and programine will be sup-

North West ported.

Y.ocal Gavern-

ment might be

asked to add

impetus to the

project.
3 Possibilities * External options providc Change in TOR required.
Redefinc or | mighl be to an casier context for the
redirect the build capacity pilot project, and hence Stakeholder support will
Bapong pilot | in organisations the possibility of doing have to be renegotiated.
project. serving Bapong something éffective in the .

(such as the time available. Internal

EDCorthe options may alsa be easier

FVDF), or to than the presently envis-

work inten- aged project, but are more

sively with risky than the exlernal op-

specific tions.

stakeholdersin | * Change in budget and

Bapong (e.g. study team not necessarily

youth groups or required.

women’s

groups).
4: The Bapong ' The key advantage of the The original pilot project
Postpone or | pilot might be first option is that suffi- TOR would have to be
cancel the postponed until " cient time will be allowed changed.
Bapong the local gov- for local circumstances to
pilot. ernment posi- setile down and for nego-

* Cancellation would disap-

point the various
stakeholders who have
supported the Bapong pilot
(e.g. RW,EDC, DWAF).

The opportunity to test
capacity building and _
community-based planning
approaches and methods in
a challenging environment
would be lost.




4.6.5 The Way Ahead

Key stakeholders such as Rand Water and Eastern District Council have indicated that pro-
gress in Bapong would set a wider precedent on (he management of cost recovery and illegal
connections, and that it is worth pursuing for this reason. EDC has limited capacity, yet it fac-
¢s the challenge of acting as service authority for a number of pt:ti'mbah and rural communi-
tics. In addition, EDC might be called on to be the service provider in some areas where lo-
cal capacity is absent. In this context, it is vital for EDC to build the ability to manage water
projects like that in Bapong.  For this reason, some EDC officials probably scc Bapong as
an important test case. Rand Water has recently established a retail organisation called Odi
Retail.  OQdi Retail will act as a regional service provider in the Bapong arca.  The organisa-
tion is still retatively new, and cost recovery is probably the greatest challenge it will have to

face. A successful project in Bapong would assist Odi Retail to extend the lessons learned to
other setilements in its jurisdiction.

Against this background, it seems worthwhile to pursue the Bapong pilot.  The following is
the proposed stralegy to be followed:

(1)  Investigate the incorporation of the Bapong pilot into the Danida North West support
programme. Danida has a cost recovery sub-programme incorporating DC s and
some communilics. The Bapong project should link well with this initiative. If
Danida funding is not available, other sources should-be invesiigated (EDC, RW,
DWAF). Continuation of the project will depend on the availability of suppott,

Danida has pioneered co-funding arrangements on pilot projects, and this option might
be worth pursuing.

(2)  Await the resolution of locat government debates before formally initiating the process,
but continue developing contacts with local officials and interested organisations,  Al-

so secure thé committed support of the EDC, and agree on EDC counterparts to work
on the project.

3 Once preparatory arrangements (1) and (2) have been completed, the project shoutld
p
proceed through the steps originally planned (see Section 2.3.4). Best practice devel-

oped through the Danida cost recovery sub-programme should be incorporated whe-
ever possibte.
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4.7  Capaclly Building Structures Linking Communities

4.7.1  Approach

The capacily building approach adopted for the pilot projects has ¢mphasised the sharing of
best practice and of resources.  This strategy was proposed in the Phase 1 study, recognising
the tack of institutional capacity at local level, and the merits of an exchange of expericnces,
people and systems. The pilot praject programme did not explore the theme of best practice
and resource sharing fully, but some lessons are evident.

4.7.2 Role of the Study Team

The study leam served as the primary vehicle for best practice sharing among the pilot com-
munities. In this context, capacity building methodologics and planning approachcs tested in
one community were transferred to others,  The study team also introduced best practice from
outside, where appropriate.  For example, DWAF policy thinking around service authorities
and service providers was used to motivate the carly discussion of service provider roles in the
LPSCs. Since the study team was involved in all aspects of local planning this role was ap-

propriate, but temporary.  The challenge is to consider more durable vehicles for best practice
sharing at community level.

4.7.3 Role of the Project Execution Ferum

The PEF proved to be an effective vehicle for the exchange of views and best practice among
stakeholders in the Magalies expansion project. The forum drew representatives from
DWATF, the DC s, MW, Mbibane TLC and the pitot communities, The LPSCs were encour-
aged to report progress and to share experiences, and they did so on occasion, DC s also ¢x-
pressed views on various matters, and compared approaches to planning, capacity building and
support to local communities. PEF attendance remained steady throughout 1997, and com-

munity participation was consistently satisfactory. This suggests that the PEF was valued by
the stakeholders.

It has been proposed that the PEF should remain in place during the mentoring phase of the
pilot projects. No final decision has been taken in this regard.

4.7.4 Proposals for Best Practice and Resource Sharing

Based on the pilot projecis, the following are proposals for further mobilising best practice and
resource sharing:
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4.8

4.8.1

Area Forums should take on the role of the PEE.  Agendas should provide space for

the sharing of practices and experiences, and communitics should be encouraged to
parlicipate.

The notion of a District Council Forum should be pursued.  This would align with the
tecent emphasis on growing the capacity of district government.

All monitoring and evaluation undertaken by DWAF, DC s, MW, NGOs and project
implementing agents should generate lessons that can be easily disseminated. DWAF

should formulate guidelines in this regard.

Consultants shoutd be encouraged by DWAF or other clicats to gencrate accessible
reporls on project experiences.

NGOs should be encouraged to become agents of best practice sharing in certain areas,
The Mvula Trust has played this role to a certain extent in the past.

Service cooperatives might be pursued by groups of villages. T hese could be mobi-
lised by the villages themselves, by DWAF, a water board, District Councils or local
authorities. The service cooperative idea is discussed in the Feasibility Study reports.

Guidelines for Capacity Building in Communities

Summary of Pilot Project Experiences

‘The capacity building geidelines presented below are based on lessons drawn from the pilot
projects. In many cases, these are similar to procedures already in use on RDP projects, but a
number extend existing guidetines. Among the laller are guidelines relating to community-
based planning, and the development of management plans {see Section 5.1.1 for a detailed
discussion of the management planning process).

The table summarises key capacity building lessons from the pilot projects.
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T'able 4-10 Key Capaclty Bu:ldmg Lessons

Project Context

Lcssons

Kameelboom
(significant
institutional
capacity before
the pilot project)

.Capamly is often available bul not recognised.  Capacity audits should be con-

ducted to identify ¢xisting capacity.

Capacity building is facilitated if the community and its structures are cohesive
and have experience with development projects.

The ¢ffectiveness of awareness building is increased if it is linked to the man-
agemient requirements of existing and proposed water systems.

The promotion of local planning capacity underpins a problem-solving and pra-
aclive approach to water management, and it equips community-based service

_authorities and providers to engage planning forums in dialogue.

Community based structures can engage technical issucs if the transfer process is
well designed.

A task team approach to LPSC functioning enables the LPSC to undertake man-
agement planning roles and to co-opt appropriate expertise.

Ga-Rasai (isolat-
¢d community
wilh limited
capacity)

Capacity building has 1o be more intensive if the communily and its structures
are not cohesive and have limited experience with development projects.

Internat capacity building should be matched with the development of networks
of support (for example from DC s or water boards).  These networks are par-
ticolarly important where communities ate institutionally isolated and/or where
wates systems are technically complex.

Intensive interaction between LPSCs and the community is particelarly impor-

~tant where the legitimacy of the LPSC is questioned, where unfamiliar water

systems are being introduced, and where levels of water management awareness
are low,

Best practice sharing is an effective capacily building tool. The Ga-Rasai visit
to the Modderspruil pre-payment metering project exposed communily members
to the realities of managing such a system.

munity in an
institutionally
and politically
complex envi-
1onment)

Segokgo (com-

An areal (or district) approach to water supply provision and management plan-
ning is necessary where communities are part of a wider institutional and politi-
cal framework. The nature of this context should be investigated before project
planning proceeds.

An areal approach to capacity building and planning has merits in the context
described above, but where capacily and awarcness are limited in the broader
arcal context, the capacity building and institutional development task may be
more complex than it might be for 2 single communily.

Bapong (local
government and
Yocal structures
in a state of con-
flict and flux)

Sustainable water supply planning is very difficull where there are ongoing de-
bates about the legilimacy and role of local political actors and community-
based organisations. In this context, capacity building should be defayed
{pending local political resolution), or it should be focussed on people and o1-
ganisations lkely to play a role in local water supply management. Another
approach to capacity building in this context might be to cmbark on general
awareness building.

General

A number of capacity building vehicles were fested in the context of the pilot
projects. LPSC task teams are discussed above.  Another vehicle is the Pro-
ject Execution Forum, where LPSCs were given the opportunity to share experi-
ences and best practice. The PEF worked well, and alternatives might be con-
sidered in other contexis. Area Forums might be redirected somewhat to ac-
commodate best practice sharing.
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4.8.2 Guidelines for Capacity Building around Water Supply Management

L

Contextual Surveys

From the pilot projects, it is clear that capacity building must be informed by a clear
understanding of the institutional, social, cconomic and politicat context.  This con-
textual  piclure is necessary to ensure appropriate, welt targeted and sustainable ca-
pacity building; to detcct flaws in project and management planning as carly as possi-
ble; and 1o relate capacity building to resources already available in communitics and
in supporting organisations. Three forms of contextual research are proposed:

. Socio-Economic and Capacity Survey. 'This would investigate af fordability,
willingness to pay, payment history, community cohesiveness (and conflict},
the presence and conlribution of community-based structures, and sources of
capacity for infrastructural development and management. The latier task
may assist in the formation of locally based service providers.

. Support Network Survey. This survey would look at possible sources of ex-

tra-community support. The JICA study concluded that support networks are
particularly critical for sustainability where communities are institutionally
isolated, and where the technology of the water system is complex. The sup-
port network survey should investigate the following:

- DWAPF (central and in the region). Forms of support that might be of-
fered by DWAF are: guidelines on management, operations and main-
‘tenance, and monitoring and evaluation; policy on roles and responsi-
bilities in the water sector; RDP-based funding; and Area Forum
mentoring. The survey should ascertain which of these are avaitable.

- Water Boards. Support possibly offered by Water Boards includes:
willingness to develop bulk resources and to be a bulk service provide;
willingness to act as a regional retail service provider; cross subsidisa-
tion of bulk tariffs (where applicable); technical and operations and
maintenance assistance. The survey should ascertain which of these
may be available.

- District Councils and various forms of Transitional Local Authority.
Forms of support that should/might be offered by DC s and TLCs are:
formal operating agreements with service providers; the provision of

an enabling political and govemnance environment for service providers;
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coordination and facilitation of Arca Forums {and hence possibly of
best practice sharing); willingness to act as a service provider in some
circumstances; lechnical and administrative support.  The survey
should ascertain which of these may be available.

- NGOs. These may be able to offer capacity building, training, men-
toring and technical support.  The survey should investigate the avail-
ability of such suppon.

. Risk Analysis. The above rescarch should informt the identification and analy-
sis of problems that might undermine the sustainable management of the water
system, Countermeasures and remediation can be designed early on the basis
of this analysis.

PSC Eslablishment and Service Provider Handover

The JICA pilot projects have adhered to RDP principles in termis of PSC establishment.
However, the pilots have deployed the LPSCs (Local PSC - as distinct from the JICA
project PSC) in roles that are not typical in RDP practice. These roles include the de-
velopment of water system management plans, the establishment of support networks,
and the clarification of scrvice authority and service provider roles and responsibilities.
The following guidelines reflect this shift in emphasis:

. Dealing with the Planning Role. Where LPSCs are to undertake management
planning, it is necessary to include management and planning expertise in the
membership.  The Study Team provided this input in the pilot projects, bul it
may be possible to use Water Board or District Council expertise in other con-
texts.

. Teambuilding. A lesson from the pilot projects is that PSCs cannot be as-
sumed to be viable teams. - The viability comes in patt from a secure commu-
nity mandale, but it may also be necessary to make specific team building in-
puts. Teamwork is especially important where planning is to take place.

v Clear Sequence of Activities. When LPSCs have a planning role, it is neces-
sary to pursue a clear and iterative sequence of activilies. The pilot projects

proceeded through the following steps:

- LPSC empowerment and awareness building.
- Capacity building and confirmation of linkages.
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- Development of management plans for cost recovery and operations
and maintenance,

- Management and technical training.

- Operatinnalising management plans.

- Handover to service provider and sharing best practice.

It has to be very ctear throughout the process that the objective is to develop sustainable man-
agement plans, which are to be implemented by sustainable scrvice providers. It must also be
clear that the LPSC is not necessarily the scrvice provider. ‘

Service Provider Mobilisation. 1 is important that the scrvice provider is
identified as carly as possible. If the identity of the provider is clear from the
outsel, then it is appropriate for this body to participate in the management
planning, If the SP docs not exist at the outsct of the project, the LPSC shoutd
proceed with planning, whilst also pursuing SP options.  The Service Provid-
cr should be identificd before training begins, so that the training can be appro-
priately targeted.

Task Teams as a Planning Vehicle. Typical PSCs are not suited to a mag-
agement planning role, Task teams are an effective way to deal with a variety
of planning lasks.  These should have a defined task and life, and should be
able o coopt members as requited by particular planning tasks. Coopted
members might be included by virtue of technical expertise, or they may be
representatives of the service authority and/or service provider. Planning

tasks undertaken by the task leams may include:

- Cost recovery administration.

- Operations and maintenance.

- Communication and customer relations.

- Securing support networks.

- Training.

- Community-based monitoring and evaluation.

The brief for the task teams will be determined by the management requirements of individual
schemes, and the systems and capacity already in place.

)

Infrastructure Development and Capacity Building. -

Capacity building is often pursued to facilitate the management of new infrastructure.
However, is it possible to use the installation of infrastructure as a capacity building
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tool. The piloi projects experimented with this approach, and the following guideli-
nes are proposed:

. Defining Management Tasks. LPSCs should develop a detatled understanding
of the infrastructural development, and particularly of the tasks that will be re-
quircd 1o operate and maintain it.  This understanding may have to be facili-
tated by consultanis, or by coopted experlise from water boards or local gov-
ernment, ‘The schedule of tasks can be used as a base for capacily building
and management planning.

. Matching Tasks to Capacity, The schedule of management tasks should also be
related to the capacity audit, to determine which of these might be handied by
existing organisalions and appropriatcly skilled individuals, Negotiations
might have (o be undertaken with these as part of the process of service provid-
cr identification,

PSC Involvement in Construction Works

RDP guidelines are clear on PSC and community involvement in construction works.
The pilot projects followed the guidelines closely, but unlike typical RDP projects,

the LPSCs were not directly involved in the management of contractors. From the

pilots, guidelines for LPSC involvement in construction works are the following:

. Understanding the Contract. LPSCs should be fully briefed on the nature of

the contract, and especially those clauses that have to do with community /
contractor relationships.

. LPSC Roles.  Specific LPSC roles are:

- Assisting with the labour desk and with the identification of local la-
bour.

- Ensuring compliance with contractual employment, liaison and training
fequirements.

- Facilitating community / contractor relationships and mediating con-
flicts. - :

- Coordinating the process of management planning so that it links with
and draws on infrastructure development.

- Discussing practical system management issues with the contractors
and engineers.
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Preparation of Cost Recovery and O&M Management Flans

A weakness in current RDP project implementation is the emphasis on project and in-
frastructure planning, and the relative neglect of management planning.  As discussed
carlicr, the pilot projects cmphasiscd management planning; a task coordinated by the
LPSCs and underiaken by focused task teams. The following are guidelines for the
management plans themselves:

. Appropriate Scope and Focus. The management plan should address all the
tasks required for the sustainable management of the water system. It is not
necessary (o go beyond these.  The management solutions should recognise
service provider capacity {and community capacity il the community is to be
involved in service provision). Typical themes in a management plan are:

- Characteristics of the scheme.

- Tariff components and agreed tariff.

- Tariff administration and O&M management structure.
- Management capacity building and mentoring.

- Roles and responsibilities of support institutions.

. Purpose of Management Plans. Mange plans should serve three key pur-
poses:

- A detailed and accessible water management manual for the service
provider.

- - A document securing agreements betwcen service authorities and
service providers, and between service providers and sources of infra-
structural and institutional support.

- A reference and quality contrel document for consumers / customers.

. Testing of Management Plan. Prior to implementation, the management plan
should be tested. This can be done by simulating operating conditions and
dealing with hypothetical problems. Another way of testing management
plans is to discuss them with the communities involved.

Mentoring. After implementation, a period of mentoring is required as is the
case in RDP projects.
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Agreeing a Water Tariff.

The pilot projcets tested a communily-based process of tariff build-up, facilitated by a
dedicated task tcam.  This process was included in the preparation of the management
plan, and the agreed tariff is included in the plan.  The following are guidelines for
community-bascd tariff setting and approval:

Tariff Task Team. A tariff task tcam should be established, with the appropii-
ate technical skills coopted.

Base for Tariff Setting. The tariff seting should be based on a thorough un-
derstanding of the scheme. O&M costs should be obtained from the project
cngineers.  Management costs should be calculated against the background of
the detailed cost recovery and O&M plans. Typical tariff components are (in
an RDP-tevel project)

- Energy costs.

- Maintenance, service and repairs.

- Operating costs.

- Administration.

- Replacement fund. ‘

- Allowance for possible cost recovery shortfalls,

Tariff Setting Process. 'The process for tariff setting should include prelimi-
nary tariff calculations by the task team, testing in the context of simulated op-
erating conditions, and refinement of the tanff.

Gaining Community Approval. The refined tariff should be presented to the
community for comment and approval. The presentation should demonsirate
clearly the components of the tariff, and the consequences of differing levels of
cosl recovery.

Training.

The pilot projects made use of limited but focused formal training in the fields of
Q&M and administration. The following guidelines underpin this approach:

Task Based Training. The lraining cursicula were based on job descriptions
for the identified management tasks. Trainces were selected to fill positions
identified in the management plans.
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\ Planning as Training. The planning process itsclf is a form of training.  Par-
ticipants in planning are betier equipped to place detailed formal training in a
management context.

Tariff Coltection and Administration.

This is delaited in the management plan. The effectiveness of the plan must be
monitored for a period, and changes must be made if necessary.

Best Practice Sharing.

An effective form of capacity building is best practice sharing,  Proposals for the mo-
bilisation of best practice and resource sharing arc contained in Section 4.7.4.
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CHAPTER S BUSINESS PLAN AND TRAINING

5.1 Management Plans and Water Tariffs

5.1.1 Nature of Plans

The Study Team has been using the term “business plan” to describe the water supply
management plans produced by the LPSCs in each pilot project, Typical DWAF RDP
business plans are far more complex, because they deal with infrastructural and institutional
planning. ‘These plans precede implementation, and are a base for judging the viability of
projects before funding approval is given.

In the case of the JICA pilots, there was no bidding process. ﬁ_m infrastructural inpuls were
simply negotiated with the LPSCs before installation, In this context, the “plans” produced
are more correctly called management plans, bccausé they focus exclusively on ways to install
and sustain local water supply management in the pitot projects. It should also be noted that
the management plans were produced by the LPSCs themselves. In many RDP projects, the
preparation of business plans is lead by consultants, with limited planning input from
communities or their representatives.

The purpose of a pilot project management plan is the following:.

(1) A management manual for communily use. The MP has to be accessible to the
community, and is written with this in mind. Once finalised, the MP will be
translated into an appropriate local language.

(2) A document formalising relationships between communily-based service contractors
and broader service authorities and providers. Contracts scaling these relationships

will be based on the management plans.

(3) A reporling document. In this context the MP sefves as an information source for
JICA, DWAF, MW and local government.
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5.1.2 Pilanning Approach

The planning approach has been descibed in earlier sections (eg 2.1, 2.3, 4.3, 4.4 and 4.5).
The essential features are:

(1) A communily-based approach.
(2}  Themobilisation of LPSC task teams with specific planning tasks.

{(3)  The production of accessible and simple management plans.

5.1.3 Summary of Management Plan for Kameetboom

(V)  Details of Operation and Maintenance Plan

In Kameelboom the allocation of tasks to members of staff differs from section to
scction, depending on the specific needs of each section. Each section has a pump
operator who will be responsible for the section=s pump and reticulation system. In
some seclions the pump' operator will also undertake maintenance. In other sections
there is an assigned maintenance person.  Their responsibilitics are as follows:

Table 5-1 Responsibilities of O&M Personnel - Kameelboom
' o Employee oo ol ol o Tasks &0 o,

Operation of the pump
Obtaining diesel.
Maintenance of the pump and the reticulation system
Minor repairs '
Request assistance from Magalics Water if necessary

Pump Operator

Pump Operator/ Maintenance Person

- & & - &

(2)  Administration
(a) Financial administration

Finances are administered centrally by the Community Authority Cletk. In
each section a treasurer has been appointed to collect tariffs from each
household and to deposit the money with the Community Authority Clerk.
The Community Authority Clerk maintains financial records of each section

and these records determine whether the clerk can order parts or services for
the section.




&)

(b}  Administration of dicscl

The dicsel controller is responsible for administering diesel including:

+ Distribution to the scclions= pump opcrators (with the approval of the
Community Authority Clerk

+  Stock control

Cost Recovery

Each section operales as a single financial entity and is required to géncralc enough
income to obtain diescl and spare parts, cover other maintenance costs and pay the
pump operators and sccurity personnel,  In addition a surplus is built into the tariff to
cover the eventuat costs of replacing hardware.  The tariff is set at R19 per household
per month.

In the Mourtain View area a tariff has been set for children attending the scheols from
outside Kameclboom. The tariff is R3.00 per child. This is collected by the school
treasurer and handed to the section treasurer.

5.1.4 Summary of Management Plan for Ramoshibitswana

Ramoshibitswana is closely connected to Kameelboom and much of the management plan for
Ramoshibitswana follows that for Kameelboom. The Kameelboom Community Authorily
makes joint decisions with the Ramoshibitswana community. However as it forms part of a
different administration it has not been included in the Kameelboom management plan.

)

Summary of Operation and Maintenance Plan

Ramoshibitswana has both a pump operator and maintenance personnel.  Their duties
include:

Table 5-2 Responsibilities of O&M Personnel - Ramoshibitswana

" Employee Tasks

Pump Operator

Operation of the pump
Oblaining diesel,

Pump Operator/ Maintenance Person

Maintenance of the pump and the reticulation system
Minor repairs
Request assistance from Magalies Water if necessary

. ¢ % | =

)

Financial Administration

Finances are administered centrally by a clerk at the Zonal Office. A treasurer has
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5.1.5

(1)

been appointed to collect tariffs from cach household and to deposit the money with
the Community Authority Clerk. The Communily Authority Clerk maintains
financial records and these records determine whether the clerk can order parts or
services for Ramoshibilswana.

Cost Recovery

Ramoshibitswana operatcs as a single financial entity and is required to generate
enough income to obtain dicsel and sparc parts, cover other maintenance costs and pay
the pump operators and security personncl.  In addition a surplus is built into the tariff

to cover the eventual costs of replacing hardware. The tariff is sct at R23 per
houschotd per month.

Summary of Management Plan for Ga-Rasai
Details of Operation and Maintenance Plan
Opcration and maintenance is carried out by the three paid employees of the Water

Committee (ultimately to be employed by the Eastern District Council). The
allocation of tasks is as follows:

Table 5-3  Responsibilities of O&M Personnel- Ga Rasai
[ - Employee . |. - e

Administration Clerk

Operation and maintenance of the prepayment metess:
*  Replacing batteries

*  Minor repairs

*  Bleeding air from the system

Operalion and maintenance of the computer.

Working times: Mondays, Wednesdays and Fridays from 8 am to 4 pm, and
Sundays between 8 am and 9 am.

Operation and maintenance of the filtration plant:
+  Daily purification of water
*  Back washing ptant

Plant Operator ¢ Administration of chemicals
Working times: When necessary B to fellow these of the Pummp Operator
Operation and maintenance of pump:
*  ‘Transpoiting punip daily between the storage facility and the river
*  Pumping water daily
Purap Operator *  Servicing and minor repairs 10 pump when necessary

Working times: 32 hours in moming (including 2 hour=s break), 12 hours in
afternoon, 7 days a week
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Adminislration

" The Administration Clerk is responsible for all day to day administrative matters.

These include:

(a)  Finances
* Registration of new users
* Receiving money and updating coupons
+  Making paymenls
* Documentation of daily finances
* Banking
» Completion of month-¢nd finances (cash book and bank reconciliation)

(b)  Prepayment meters
» Recording usage

{¢)  Operation and Maintenance issues
¢ Ordering supplies from Magalies Water
* Recording usage of diesel

The Treasurer, Secretary and Chairperson of the Water Committee are responsible for
authorising payments. ‘

The Treasurer of the Water Commiitee is responsible for reviewing the financial

statements and presenting them to the Water Committee at the beginning of cach
month.

Cost Recovery

Costs are recovered through the prepayment system. Prepayments are made al the
administration office, where the Administration Clerk receives cash and records
prepayments electronically upon consumer tokens. These tokens are inserted into the
prepayment melers located at each standpipe, which release water as needed and
reduce the prepaid amount recorded on the cards as necessary.

The tariff is set at R2.44 per kiloliter. This is calculated to cover the operating costs of
the system and to build up a reserve to cover the eventual replacement cCosts of
hardware. Ii is subject to review by the Eastern District Council, in conjunction with
Magalies Water and the community.
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5.1.6

(1)

Institutional Linkages

Ga Rasai is dependent upon Magalics Water for supplics and any repairs which cannot
be carricd out by communily members.  The village also needs to contact the Eastern

Distsict Council (EDC) on occasion as the EDC is the tegal authority for water for the
village.

Historically communication has bcen prob]cmatid, as there arc no telephone
conncctions in Ga Rasai and communication channels were not clear. The former
problem remains B there is no indicat'ion that telephone lines will be installed at Ga
Rasai in the ncar futere. However communication channels have been improved.
Ga-Rasai now deals directly with the Vaalkop office of Magalies Water, which is
belter suited 10 dealing with any issues that may arise than was the Themba office
which previously served the village. Magalies Water has provided contact details for
a number of personnel at the Vaalkop office who are familiar with Ga Rasai. Over
the course of the project Magalies Water personnel have become more sensilive to the

cha.llenges' facing Ga Rasai. Now a single telephone cali from a nearby village is
enough lo ensure rapid and efficient support.

It is still difficult for the community to communicate with the Eastern District Council.
However contact details have been provided which have improved the siluation
somewhat. Fortunately matters which require the attention of the Eastern District

Council are rarely as urgent or as common as those which require the attention of
Magalies Water.

Summary of Management Plan for Semohlase
Detaits of Opetation and Maintenance Plan

Operation and Maintenance are carricd out primarily by the O & M Officer, who

works in close co-operation with the technical administrator.  The allocation of tasks
is as follows:
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Table 5-4 Responsibllitles of O&M Personnel

Employee e E TR Tasks
. Rou!me mspecuon of Ihc ret;culanon syslem
s Operation of the cleciric pump
0 & M Officer *  Replacement of broken/old parts/pipes

Working Hours: 8 am BS pm B the hours will be flexible to allow for
emergencies

Technicat Administrator

Administration/management of technical components of the schere:
¢ Reutine inspection of the eleclric pump and reticulation
*  Ensuring that replacement components are always available

Working Hours: 8 am B 5 pm

(2)  Administration

Administration is carried out primarily by the Financial Administrator and the
Technical Administrator, The tasks to be carried out are as follows:

Table 5-5 Responsibllities of Administrator - Semohlase (Segokgo)

. Employée” -

Financia! Administrator

* # & @ & & 9 * 4 @ @

Collecting service charges from house holds
Issuing receipts with an official stamp

Compiling 2 register with ail houschold identifications
Issuing electricity coupons

Developing daily balance statement
Authorisation of statement

Sending the money to the TLC for banking
Document the amount of monies send to the TLC
Debt collection

Paying salaries to staff

Developing moathly financial siatemenis

Working Hours: 8 am B 5 pm (inclusive of 30 minutes tea-time and lhour
lunch)

Technical
Administrator

Requesting external maintenance support
Development of monthly statements in terms of cost of repairs spares and

_ replacement components

Informing community about technical problems relating with the scheme.

{(3)  Cost Recovery

Working Hours: amB 5 pm

Cost recovery is administered by members of the community, under the direction of
the Financial Administrator, A flat rate of R20 per month is collected from each




houschold.  This is calculated lo cover the operating costs of the system and to build
up a reserve to cover the eventual replacement costs of hardware.

(4)  Institutional linkages

In the Mbibane TLC the process of developing government institutions 1o deal with
water issues is underway. This process has been lacking behind institutional
development and empowerment initiatives at village level. As a result of this, the
implementation of the¢ Management Plan for the Semohlase water scheme might
receive little support from the local government.

5.1.7 Lessons

'The following lessons can be drawn from the management planning process:

(l) Communities are able to plan, with appropriate assistance.

(2  Sustained and self-srifficient tocal planning capacity may be difficult to achieve.

(3)  Conditions favouring community-based planning are community cohesion, cxpcriencc

with devclopment projects, stable and mandated communily structures and clear
devetopment objectives. -

5.2  Training Programmes

5.2.1 General Training Approach

The training approach adopled for the pilot projects combines the experiential training
facilitated by the Study Team during the capacity building and planning processes and
specialist training  in specific areas.  Elements of experiential training have included:

() Institutional and organisational training in the form of ongoing monitoring and
evalualion, team building, awareness building around water management, organising
and undertaking planning processes and implementing communication strategies.

(2)  Technical training in the form of interaction with contractors, contractor monitoring,
evalualion of technical water supply options, calculation of water tariffs and planning



for O&M management,
Against this background, specialist training mputs can be highly focussed and relatively
compact. The advantages of prior experiential training are:
(1)  Specialist training has a context.
(2}  Participants are prepared for the training.

(3) A wide spread of training inputs avoids the risk of failure.

Arcas where specialist training has been used are in operation and maintenance, and in the area
of administration and financial management.

5.2.2 Training Needs

Training needs were determined hrough the management planning process. Specific
administrative and technical tasks were identified and defined.  Job descriptions were then
developed for particular jobs. These job descriptions provided a base for oullining lraining
needs. This approach 1o training needs is both practical and focussed. The management
plans are included in the Annex B.7.  Bricf job descriptions are given in these plans.

Time did not allow full exploration of the job description approach to training needs
assessment.  The approach should be fulty tested elsewhere.

5.2.3 Selection of Training Providers

(1)  Administration and Financial Management. Nine training providers were shortlisted,
using the Training and Capacity Building Directory developed by the Department of
Water Affairs and Forestry. The shortlisting was based on reported experience in the
water sector and in the training area required. The shortlisted companies were the

following:
(2) Bosele - DWAF Ref: 170

(b)  Black Integrated Development Consultants - DWAF Ref: 197

{c) Care - DWAF Ref; 198



(2)

(_d)
(¢)
(
(&)
(b
@

Siyakhula Trust - DWAF Ref: 199

BKS Technoskills - DWAF Ref: 200

Build South Africa - DWAF Ref: 224

Community Development Services and Management - DWAF Ref: 230
Madisha and Associates - DWAF Ref: 303

Africon - DWAF Ref: 309

The nine companies were then asked to fill in a questionnaire (see Annex B.5), which
explored the following more carefully:

(@)
(b)
©
(d)

Relevant experience,
Appropriate (raining modules and manuals.
Ability to train in SeTswana,

Ability to accommodate the JICA implementation schedule.

Training providers were sourced from the DWAF directory of capacity building and
training organisations.  Following a consultative shorllisting process, Boscle
Community Consultants were selected to undertake the specialised training,

Operations and Maintenance. In this case trainers associated with the contractors and
suppliers were selected. This was done to retain a close link between the instalted
infrastructure and the training. Basic training was thus provided by Roadcrete, and

specialised training by Lister Engines and Bambamanzi prepaid metering systems (see
Section 3.4.3 for more detail.
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5.2.4 Operations and Maintenance Traihing

Technical training was conducted in three broad contexts:
(1)  Operation and maintenance of basic water supply infrastructure.
(2)  O&M of special equipment (pumping plants).

(3)  In Ga Rasai - operation and maintenance of the prepaid water meters, including the
associated computer system.

As a backup (o training, general O&M and pumping plant manuals have been prepared. A

manual for the prepaid metering system has been prepared for GaRasai.  See Section 3.4.2
for details of technical training,

5.2.5 Administrative and Financial Training

The administrative and financial training was undertaken by the Bosele and Olympus
consortium  between 22 and 24 October.  Nine trainees were present for the entire course:

+  Kameelboom : 3 representalives
+  (a-Rasai : 2 representatives

*  Segokgo/Semohlase : 4 representatives

The training programme was organised as follows:

Day i Day 2 Day3d

Office / staff administration Cashbook management Cash flow projection

Cost recovery and receipts -~ Operaling a bank account ~ Budgeting and budget monitoring
Requisition methods Bank reconciliations Break-even analysis

Case study Case study Case study

The training consultants noted that the Ga-Rasai delegates were more advanced than the others,
because they were already running an office at the time of the training. The following
recommendations were made by the trainers:

(1)  Training in Yife skills should be added to the training already completed, to increase the

confidence of the trainess.
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(2)  Aftercare service comprising two visits per community shoutd be undertaken,
preferably in November and December.

(3)  Certificates will be issued after final evaluation / performance appraisal by the trainers.

5.2.6 Monitoring and Evaluation

Evaluation of the specialist training has not been possible, since technical training has only
recently been completed, and financial and administrative training has not slarted. However,
both mdniloring and evaluation are esscnlial; to ensure effective follow-up where needed, and
to identily the lessons lo be learned from the training approach adopted.

Posl- JICA monitoring and evaluation is scen 1o be a priotity, mobilised by a proposed
stralegic task group (sce section 6.3). It is proposed that this group should draft a

comprehensive M&E programme.  In the case of training, this will refer to guidclines

provided by DWAF. Experiential training has been monitored and cvaluated routinely.
Some of the {essons are outlined below.

5.2.7 Lessons

Key lessons from experiential training are the following:
(1) Benefits are difficolt to measure, because training is relatively unstructured.

(2)  Such training can have a major impacl. An example is the visit of the GaRasai LPSC

(o the Modderspruit prepayment project.  Following the visit, the LPSC felt confident
to move ahead with prepayment metering.

(3)  Experiential training can be cost effective, especially if it is community motivated and
led.

4 The resources available for experiential training are enormous. Every project is
p 2 proj
potentially a training
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5.3  Service Authority and Service Provider Agreements

§.3.1 Steps in the Handover Process

The pilot projects will be handed over to the relevant Service Authorities at the end of October.
At this time, Service Providers will also have been identified and secured. The table
outlines the guidelines used for the handover process:

Table 5-6 Guidelines for the Handover Process

1:Develop an understanding of and a § * The project will not be sustainable if it does not have wide
commitment to the project within the commupity support. ‘The pilot project programme places
community. great emphasis on awareness building.

2:0btain agreement in principle on the | * The in principle agreement is imporient, since capacity
key points of the future handover building and training programmes will depend on the
agreement. identity and roles of the identified service providers.

3:0btain formal agreement on roles and | * Formal agreement is a key slep, but sustainability must
responsibilities post-handover. This have been buill in the preparatory work.
might take the form of a handover
contract.

'Each of the three infrastructural projects (Kameelboom, Ga Rasai and Segokgo) required a
different strategy leading to the finalisation of handover arrangements. In' the case of
Segokgo, a series of meetings with the Mbibane TLC has failed to achieve consensus on the
service provider role. The TLC wishes to take on this role, but it has limited capacity to do
so. It also proposes a low tariff which will undermine the sustainability of the Semohlase

project. - For the short term, however, the TLC have agreed that the Semohlase LWC can act
as service provider. '

5.3.2 Present Arrangements and Long Term Possibilities

The table outlines present service authority and service provider arrangements, and lists longer

term options. These are based on service provider recommendations for the implementation
of the feasibility studies.
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Table 5-7 Present Arrangenments and Long Term Options

Short Term _ .- Long Term
Kameelboom: Rustenburg District Council, Rustenburg District Council.
Service Authority N
NK thoom: Kameelboom 1LWC with support | Magalies Watcr / RDC Jaint Venture,
S an.\iee P(:-?n']i;i ’ from RDC and MW supporied by block scrvice
crvice ¢ o cooperatives.
Ga Rasai:Service Authority | Eastera District Council. Eastern District Council.
I 2 Ga Rasai LWC, with support EDCMW Joint Venture supported by
Ga Rasai:Service Provider from Magalics Water. block scrvice cooperatives,

Mbibane TLC. In the absence Mbibane TLC.
of capacily at local level,
Highveld Distrsict Council is
empowered to play the SA role,

Scmohlase LWC.  No forinal Mbibane TLC, or some larger local

Segokgo:Service Authority

support secured from outside authority, such as a Highveld District
SOUICES, Council / Highveld Water Board Joint
Venture.

An imporiant issue is the
Segokgo:Service Provider integration of seivice provision The JV may be assisted by the BoTT
among the villages surrounding contractor or block service

Segokgo and Semohlase.  The cooperatives.

TLC is best placed to mobilise
such integration, with appropriale
support,

5.3.3 Viability of Community-Based Service Providers and Implications for Feasibility
Studies

A number of lessons relevant to the feasibility studies have emerged from the pilot project
programme:

{1) For sustaiﬁabiliiy of water supply in the context of feasibility study implcmemalion,
strong regionally based service provision struclures are advisable. However, in
many situations {for example Klipvoor and Moretele 2), such structures are unlikely to
emerge in the shorl term.  In this context, one short term service provision option is to
develop and consolidate tocally based service provision.

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