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6.1

CHAPTER 6 FOLLOW-UP ACTIVITIES

Overview of Follow-Up Activities

6.1.1 Background

Phase 3 of the JICA Magalies Study ends in October/November 1997.  However, the pilot
projects have initiated a development process which will continuc beyond November. - Some
aspects of the pitot project process will now foltow their own course, but there are a number
of tasks that will requirc deliberate follow-up by committed champions. This section
outlines the nature of these follow-up activities.

6.1.2 Overview

(L

)

3

Operational Carry Over. Al three infrastructural pilot projects will have to
consolidate and refine the management and O&M arrangements implemented in terms
of the management plans. The pilot project implementation schedule has been too
short to include such a consolidation and refinement phase. Fugher, the three
infrastructural pilots will also have to work through a period where the installed
systems are tested under full operational conditions.

Consolidation and Integration of Institulional Arrangements. At a local leve), many
institutional arrangements will have to be consolidated. In Kameelboom, the
refationship with RDC will have to be developed to a ‘point where present interim
payment administration arrangements are no longer necessary.  In Ga Rasai, a similar
process will have to be undertaken with EDC. Also, the support amrangement with

MW will have to be fine-tuned based on technical needs under a fully operational
water project.

The task of consolidating institutional arrangements in the case of Seghokgo is much
more complex. Mbibane TLC might eventualiy 1ake on the full setvice provider role,
but before then a great deal of capacity building is required. The implementation of
the Phase 2 feasibitity studies will also require institutional consolidation, but largely
at the District Council level. However, it would make a great deal of sense for the
two consolidation processes to be coordinated and integrated. Implementation of the
feasibility studies will require models for local level service provision (including the
involvement of communities), and the pilots will have the best chance of being
sustainable in the context of effective regional service provision/support structures.

Best Practice Sharing. The notion of best practice sharing has been promoted
throughout Phases 2 and 3. It is when the pilot projects are operating and when
institutional arrangements are being tested that the most telling lessons will be learned.

Processes and structures (o disseminate Phase 2 and 3 lessons should be established,
allowing also the sharing of experiences from post-JICA activities.



Q)

Feaéibilily Study Implementation.
implementation.

The feasibility studies will have to move into

The key to this is the identification of organisations (or groups of
organisations) that ar¢ willing to drive the implementation process.
and institutional support will be required during the implementation phases.

Further technical
Again, it

would make sense to integrate this support with support provided for the pilot projects.

The following scctions deal with monitoring and evaluation, mentoring and institutional and
These are the inputs that will be required if the follow-up activities listed
above are to be effectively completed.  The table summarises the relationship between inputs
and follow-up aclivities:

technical support.

Table 6-1 Follow Up Activities and Inputs

Monitorlng and-
Evalmmon

Mealoriog .

~-Institational and -
Technlcal Snpport

Operational
Carry Over

It is important to monitor
the pilot projects during the
early stages of full
operation. . Evaluation
will permit the transfes of
tessons to other projects,
and to the implementation
of the feasibitity studies.

Mentoring will be essential
for pilot projects and their
managers during the early
stages of full operation.

Mosl inslitutional and
technical support can take
the form of mentoring.

Consolidation
and Integration
of Institutional
Arrangements

It is important to monitor
the development of
institulional arrangements,
to ensure that they work for
the communities involved.
Evaluation will underpin
the development of further
options and the sharing of
lessons.

Mentoring essential at
community level,

It secems clear that a great
deal of institutional and
technical support will be
required to consolidate and
integrate institutional
arrangements.  This is
espectally true in contexls
tike Mbibane TLC or
Eastern District Council,

Best Practice
Sharing

Evalualion is an essential
100} for best practice
sharing.

Mentoring desirable al
community level,

Institutional and technical
support might be required to
sustain, extend and
institutionalise best practice
sharing.

Feasibitity Study
Implementation

Monitoring and evaluaiion
of project cycle desirable.

Limited application.

Institutional and technical
support wiil undoubtedly be
necessary 1o underpin
feasibility study
implementation.
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6.2  Monitoring and Evaluation

The pilot project approach has emphasised monitoring and evaluation, in accordance with
DWAF prioritics. The M& E programme for the pilot projects has the following
characteristics:

(1) Routine task-oriented monitoring and evaluation,
(2)  Moniloring and evaluation of issues relating to sustainability (sce Section 2.5).

Most of the routine  task-oriented monitoring and evaluation has taken p‘faoe during Phase 3
of the JICA Magalies project. The monitoring agents have included the Study Team, the
LPSCs, and the various project management structures (especially the PEG and the PEF)..

Much of the monitoring ard evaluation relating to sustainability can only be undertaken in the
period following project handover. The details of the post-JICA M&E programme and the
identity of the M&E agents remain to be deterrmined.  Seclion 2.5 proposed some themes for
sustainability monitoring and evaluation, but these might have to be extended to accommodate
the monitoring and evaluation of feasibitity project implemeatation as cutlined in Table 6.1.

63  Mentoring

The pilot projects have been subject to intensive capacity building stipport for around eight
months. This should have ensured a level of self-sufficiency, but this remains untested.
The capacity building inputs have probably limited the need for costly foltow-up inputs, but a
mentoring presence seems essential, particularly given the fast-track implementation of the
pilot projects. ‘The identity of the mentoring agents and the precise nature of the mentoring
task remain to be determined. '

6.4 Institutional and Technical Support

During Phases 2 and 3, the JICA Study Team has played an institutional and technical support
role. Mt is evident that a similar input will be required for aspects of the post-JICA follow-up,
particularly in the context of institutional consolidation and integration and feasibility study
implementation. The present JICA team is due to be disbanded at the end of October, and
consideration must be given to the sources of support that will replace it.

6.5  Recommendations

6.5.1 Follow-up Structures

The following recommendations are designed to ensvre the implementation of key follow-up
actions:

6-3



(1)

@

3)

4)

The immediate ¢stablishment of a strategic task group.  The brief of this group would
be to develop an action plan for post-JICA follow-up activities. In this context, the
team would consider issues such as monitoring and evatuation priorities, the nature
and extent of mentoring, opportunitics for best practice sharing, and institutional and
technical support prioritics. Among the issues to be considered would be the future
of the Bapong pilol project. The task group would also identify appropriate-water
champions for the various inputs, and sources of funding for these inputs. A key

issuc is the identification of the bodies responsible for taking the feasnblllty studies
inlo implementation.

It is proposed that the task team be led by DWAF, with the participation of MW, the
District Councils, and pilot project representatives and representatives.

The establishment of a mentoring team, possibly comprising a coordinator and a

community liaison officer. This team may be formed using the human resources of
MW, DWAF or the District Councils.

The development of a comprehensive M&E programme. The task group would

design the programme, or find a consultant to do so. The M&E agents might be
consultants or the stakeholders themselves.

The determination of the scope of work of an institulional and technical support team
{by the task group), and the formation of such a group. The key task of this group
would be to carry feasibility study implementation forward and to support institutional
consolidation and integration. The team may comprise a core of the strategic task
group and appropriale consultants,

6.5.2 Funding for Follow-Up

It is proposed that funding be sought as follows:

Y
@
C)

Strategic Task Group - ISD or Operations Directorates, DWAF.

Mentoring Team - ISD or Operations.

Monitoring and Evaluation Programme - JICA project stakeholders.



DRAWINGS

No.1 Kameelboom Key Plan

No.2 Water Supply to Kameelboom

No.3 Water Supply to Mphonyoke South
No.4 Water Supply to Mphonyoke North
No.5 Water Suply to Ramasibithwana

No.6 Upgrading of Water Supply to Ga Rasai
No.7 Semohlase (Segokgo)
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ANNEX A ENGINEERING

A.l  Evaluation of Tenders for Pilot Project

I Criteria for the selection of suitable contractor
1.1 General vrequirements of the Contractor

As a gencral requircment of the contractor for the construction of water supply infrastructure in the
pilot project areas; taking into account time limitation of the construction period, budgetary
constraints, the importance of the study components for the development study and responsibility of
the study team; the following selection criteria should be met by the nominated contractor.

® Experience in the construction of civil works, pipcline works, structures and installation of
mechanical and electrical equipment;

® Broader regional construction experience;

® Good management of sub-contractors as well as good relanomhip with communities as labour
SOUICES;

@ At least three number of contracts, each with a contract ameunt more than one million rands.

1.2 Nominated contractors for tender.

The following cight tenders were selected in accordance with the selection criteria mentioned
above:

J&R Tosi Construction Co. (JRTC)

Roadcrete Construction (RGCO)

Riviera Construction Co. (RCCO)

Goldstein (GOLD)

Valente Brothers Pty Ltd (VBPL)

Going-Up Construction (GUCC)

P&R Civil Construction (PRCC)

Cenciante & Borsei Civil Construction (CBCC)

1.3  Confirmation of interested contractors

The client (JICA Study Team / Sanyu Consultants Inc.) Has issued the letter to selected tenderers
to confirm their intention to tender for the pilot project. The client received letters of interest from
six contractors, except Gold and PRCC.

2 Tendering

2.1 Briefing Meeting

A briefing meeting, whlch was presided over by EVN Consulting Engineers, was conducted with
the six attending tenderers on the 15" May 1997. Tender documents were issued.

A-1



2.2

2.3

24

b)

dy -

Tender closing date.

Atotal of six tenders were received on the 4™ June on or before 12h00 noon.

Tender Amount

The amount of each tender is surmngriscd below from lowest to highest.

(Unit Thousand Rand)
Name Construction Cost VAT Total
1. Going Up Construction 2,934.6 410.8 3,345.4
2. Roadcrete Construction 3,324.2 4654 3789.6
3. Riviera Construction 3,552.5 4974 4,0499
4. J&R Tosi Construction 3,891.2 544.8 4,436.0
5. Cocciante & Borsei C.C. 4,084.5 571.8 4,656.3
6. Valente Brothers 4,453.0 623.4 50764

Comparative Evaluation

Altcrnative Proposals

No important alternalive proposals were submitted from the six tenderers except the pro-
posed application of mPVC pipes instead of uPVC pipes. However, mPVC pipes are fa-
voured by technical officials at Magalies Water, as no SABS standard has been approved to
date for this type of pipe and the long term maintenance implications of this pipe are not
known. Therefore, the alternative of mPVC pipes is not recommended for the pilot project.

Acceptance of tender documents

Qualification documnents submitled are acceptable for tenderers with the exception of

CBCC.
Past Experience

Item GUCC

1. Last 3 years Contracting experience 6 Conteacls
2. Total contract amount in the past R6,75 million
three years.

3.Area of operation Mainly Moretele

ROCCO
29 Contracts
R50,4 miltion

Wide Area of Operations

Detailed assessment of cost proposal for fust and second lowest tenderers.

The following is a comparative table of lowest tenderers of GUCC and ROCO;



(Thousands Units)

Schedule No. GUCC ROCO Average of Six
A. General 662 547 6%

B. Kameelboom 1,422 1,572 1,746

C. Scgokgo 736 1,056 1,079

D. Ga-Rasai 116 150 193

Tolal 2,936 3,325 3,708

As clarification, the differences in the amount tendercd for Schedule 3 and 9 between the
tenderers is much larger than for the other schedules due to GUCC not submitting cost pro-
posals for some of the items. At least the following amount could be added to the GUCC
cost proposal in Schedule 3 and 9 respectively in order to make the tenders comparable.

Description Schedule 3 Schedule 9 Total
1. Average Six 556.0 445.0 1,0110
2. GUCC cost 2322 165.0 397.6
3. Difference 3234 290.0 613.4

If the totat differences of 613,400 Rands between Average Six and GUCC is added to the
total construction cost, then the GUCC tendered amount would be 3,549,400 Rand and the
said amount is higher than that of ROCO proposal (3,325,000).

2.5  Comprehensive Evaluation

® Due to the short consteuction period within the overall study framework, a contractor with
sufficicnt capacity and experience with projects of simalar size is required.

® The client, with assistance of EVN Consulting Engincers determined to reject the lowest tender
of GUCC due to an unbalanced cost proposal and recommend the second lowest tenderer of
ROCO as suitable contractor for the project implementation.

3. Contracting

3.1  Issuance of Acceptance Letter

The issuance of an acceptance letter to ROCO wilt be made on the 13" June 1997,



ANNEX A ENGINEERING

A.2  Minutes of Third LPSC Meeting

Local Projcct Steering Committee Mecting with JICA Study Team
13 June 1997; 14:00

1. Objective

The objective of the meeting was to brief JICA Project Steering Commitiees (PSCs) about the
process of selecting the contractor. At this briefing meeting, JICA Study Team gave a report-
back about the evaluation of tender for pilot projects. Eight tenders were selected in accor-
dance with the evaluation criteria (see attached document). Out of these, only six tenders con-
firmed their intention to tender for the pilot projects. Further evaluations led to the selection of
Going Up Construction (GUCC) and Roadcrete Construction {ROCO). These two tenders of-
fered the lowest tender amounts. A comprehensive evaluation of GUCC and ROCO indicated
that ROCO had sufficient capacity and experience with projects than GUCC (see attached
document). ROCO was offered the tender to implement the pilot projects.

The Local Project Steering Committees accepted the tendering process that JICA Study Team
followed. Key issues/ questions were raised at the meeting.

2. Key Issues/ Questions:

Standard of Pipes : Who would ensure that the contractor does not install low standard
pipes.

Mr. Kadowaki mentioned that EVN Engineers (supervisors) have the
responsibility to ensure that quality material is installed. The pipe ma-
terials would be conformed to the SABS.

Site visits : Did the contractor visit the pilot project areas before tendering for the
contract.

Mr. Kadowaki answered that the contractor visited the pilot project
areas as this was part of the obligation of the tenders in the tendering
document.

Remaining money : PSCs wanted to know what would happen to the money that could

remain from the allocation of the contract after the construction work
is complete.

Mr. Kadowaki answered that no money would remain from the allo-
cation. However, if some money could remain it should be returned
to JICA.
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Supervision :

Quality assurance :

Community needs -

Guarantee ;

Succession :

Who should supervisc the contractor during the construction work?

PSC members cited past expetiences whereby the contractor did not
bring enough equipment with himvher, that he/she asked workess 1o
bring some ¢quipment with then.

Mr. Kadowaki mentioned that EVN Engineers would supervise the
construction work. He added that the JICA Study Team, who is the
client, would also assist the Engineer in the supervision.

Mr. Kadowaki mentioned that the contractor should bring all the re-
quired equipment as specified in the contract document,

Related to the above issuc is the notion of quality assurance. PSC
members wanted to know who would ensure that the contractor does

“his/her job according to the specifications in the contract document.

For example, at what depth is the pipe installalion. Mr. Moitsiwa
mentioned that the conltractor would be following specifications in the
contract document,

Would subcontractors have the required experience to implement the
project?

Mr, Moitsiwa answered that subcontractors would have to satisfy the
requircments/ conditions as laid by the main contractor. He added
that members of the community should assist the main contractor in
terms of identifying subcontractors.

PSC wanted to know whether additional community needs could be
directed to either the contractor or JICA,

Mr. Moitsiwa stressed that communities should realise thal due to
budgetary and time constraints. JICA would not be able to satisfy all
community needs. Mr. Choshi said that communities should explore
alternative sources. Jt was emphasised that communitics should real-
ise that request made to the contractor might fail as the contractor
would be working within budgetary limitations.

Would the contractor provide guarantee for his/her work?

Mr. Kadowaki mentioned that contractor would provide guarantee as
this is specified in the contract document.

Who is going to take over the responsibility of managing the project
from the contractor and JICA Study Team?



Labour conditions ;

Security :

Insurance ;

3. Conclusion

Mr. Moitsiwa stressed that communities shoutd decide who should
take over from the JICA Study Team. He added that community
structures should discuss this matter with local governments,

Would the PSCs participate in the establishment of the conditions of
subcontracting and local labour employment.

M:, Moitsiwa said that PSCs would have an opportunity to partici-

pate in discussions relating conditions. One avenue through which
PSCs could participate is Labour Desk.

Who should take care of the contractors equipment during construc-
tion?

Mr. Kadowaki said that the contractor should take care of the equip-
ment,

Miss B Kekana mentioned that communilies should also help to take
care of equipment.

Would workers be insured? Past experiences whezeby the contractor

did not pay medical expenses for his/her workers after they sustained
injuries while on duty were cited.

Mr. Kadowaki said that the contractor would provide insurance as
this is specified in the contract document.

PCSs actively participated in the discussions relating to the tendering process. Important is-
sues/ concerns/ questions were raised. It appeared that a lot could have been raised if it was
not due to limited time. Further discussion about tendering process should be undertaken at
future meetings with PSCs.
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A3 Selection of Contractors for Pilot Projects
1. Background
The JICA Magalies Water project has three major objectives:

® A stralegic framework for the development of water supply and sanitation infrastructure
and the appropriatc supporting institutions in the ¢xtended supply arca of Magalies Water.

® Feasibility studies for priority regional water supply projects selecled in terms of the
strategic framework.

® Sharing technology and planning methods and skills with counterparts in DWAF, MW and
local government and community organisations.

In the first phase of the project, a detailed situational analysis was undertaken. Phase 2 (during
1997) involves the detailed feasibility investigation of regional options in three areas - North
Mankwe, Klipvoor, and Moretele 2. All three areas have little water supply infrastructure at
the moment. Phase 3 (also in 1997) involves the implementation of four pilot projects, in
villages selected from a broader study of 30 communities. Pilot projects are planned for
Kameelboom, Ga Rasai, Sehoko/Semohlase and Bapong,

Three of the pilot projects involve the installation of infrastructure: boreholes and local
reticulation in Kameelboom; prepaid meters in Ga Rasai; and a bulk pipeline and surface
reticulation in Semohlase. However, the pilot projects are not primarily infrastructural

projects. They are extensions of the wider study, and are designed to provide a practical way
" in which to test capacity building and institutional development options, and also ways in
which to manage different local water supply situations. In this sense, they fulfil the third
project objective.

2. Pilot Project Constraints

Since they are not full infrastructural development projects, the pilot projects have some
limitations:

® The budget is timited. This has rmeant that infrastructural work has had to be prioritised in
each community, Further development will have to be mobilised by the communities
themselves.

® Implementation time is limited. JICA grant funding has been made available over a period
. of two years. Within this time frame, the pilot projects must be launched and completed in
approximately eight months.

These constraints mean that the Study Team and the participating communities will have to
find ways to “fast track” the projects, while drawing full value from them. The delivery
imperative in South Africa demands a similar approach elsewhere, so the lessons derived from
the pilots will be of wider value.



3. Selection of Contractors

Contractors will have to be employed for the modest infrastructural development envisaged in
the three communitics where hardware is 1o be installed. Because the pilofs are an extension
of the wider Magalies study, the Study Team will be the client. This is different to RDP
projects where the community is the client. With this in mind, and considering the budget and
time constraints, a limited tendering process has been followed. Further, it is proposed that
one main contractor be invited to undertake the infrastructural work in Kameetboom, Ga Rasai
and Schoko. This sirategy is considered to be essential if the work is to be completed in time.
Provision will be made for local subcontracting and labour based construction {see below), but
it is important to have a single line of accountability between contractor and Study Team.,

A list of eight suitable contractors has been compiled in consultation with the engineering
consultants working with the JICA Study Team. Six have indicated an interest in the work.
This list is attached. Following finalisation of the tender documentation, the six short listed
cantractors will be invited to tender. The tenders wdl be subjecled to an adjudication process
prior to the contract being granted.

4. Role of the PSCs in Selection

As the client, the Study Team will have overall responsibility for the performance of the
contractors, However, it is envisaged that the PSCs will play an important role in contractor
sclection. The following is proposed:

® The Study Team will brief PSCs on the proposed selection approach, and the PSCs will
have the opportunity to comment, and to suggest further potential lead contractors. These
must have the capacity, experience and local knowledge to undertake the work planned,

® The Study Team will brief PSCs on clauses in the main contract which relate to jocal
employment and subcontracting (summary attached). PSCs are encouraged to comment
on these clauses and to suggest strategies to manage their effective implementation.

® The technical adjudication of tenders will be undertaken by the client (the JICA Study
Team). However, it is suggested that nominees from the PSCs (possibly the Chairs) sit on
a stakeholder committee which will be briefed on the details of the adjudication, and the
management issues associated with implementation.

S. Supervision of the Contract Works

The supervision of the contracts will be the primary responsibility of the client' (the Study
Team). However it is expected that the PSCs will play a key role in assisting the team in the

day-to-day management of the contracts. The specific roles of the PSCs are envisaged as
follows: '

®  Assisting with the formation of the Labour Desk, and with the identification of subcontrac-
tors and local labour. Where necessary the PSCs should involve other community-based
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actors in this process. It is important that fairness and transparency are seen by the com-
munity,

Ensuring that the contractor complies with employment, liaison and tsaining requirements
of the contract. Matters relating to compliance should be discussed with the Study Team,
and may be raised at PSC mectings.

Facilitating a cooperative relationship between the contractor and the community.

Coordinating the process of institutional planning so that it supports and links with
infrastructural development. In this context, it is necessary that organisational develop-
ment and training are completed in time to ensure the effective operation of the instailed
infrastructure. The JICA Study Team will assist with this planning and programming.

Drawing any problems relating to the construction works themselves fo the attention of
the Study Team. For example where excavations limit access, where works are causing
damage to property, or where the quality of the work executed is felt to be inadequate,

Overall, the key responsibility of the PSC is to ensure that the project is accepted and valued
by the community, and that the necessary arrangements have been made to ensure its continued
operation for decades into the future. The Study Team and the contractor will be around fora

limited time. By the time they leave, plans {o operate and maintain the scheme must be in
place.

6. Main Coatract : Clauses Relating to Subcontracting and Local Labour

The contract follows RDP principlcs.-- '

The contractor is required to set up a Labour Desk which will assist in identifying local
labour and subcontractors. The Desk will have to have representation from Kameelboom,
Ga Rasai and Sehoko/Semohlase.

The contractor has to adhere to statutory minimum wage rates, but is at liberty to
negoliate additional incentives based on performance.

Contracts of employment must be signed between the main contractor and employees and
subcontractors.

Certain tasks must be performed using labour intensive methods. These include clearing,
excavation of trenches, backfilling, laying of pipes, concrete work, construction of valve
chambers (and similar tasks), removal of materials, and clearing of the site. The contract
provides a more detailed list,

Other tasks are performed in a manner to be decided by the contractor.

The contractor must limit the involvement of his own personnel to key tasks. The rest of
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the work has to be done by a project-related workforce of local residents,

® ‘The contractor has to prepare an operations and maintenance manual for the works
vndertaken.

® The contractor has to fostcr cooperation with the community. He has to aitend PSC
meetings as directed by the Study ‘Team. Where possible, matiers concerning the commu-
nity will be resolved at PSC meetings. If PSC recommendations are different to the con-
tract, the Study Team will advise the contractor in wriling of the course of action to be
taken.

7. Shortlisted Main Contractors

J and R Tosi Construction Co. (Pty) Ltd
Roadcrete Construction

Riviera Construction

Valente Bros (Ply) Ltd

Going-Up Construction CC

Cocciante Construction

S S o
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B.1

Table B.1-1 : Detailed Work Programme (see attached Tables B.

Detailed Work Programme for Pilot Projects

INSTITUTIONAL

1-2 to B.1-4 for detailed scheduling)

f M_—— — ——
Cod Task Description Study Team Roles Stakeholder Roles Monitoring and Evaluation
¢ - A .
- e e
10 | PROVISION OF WATER SERVICES INFRASTRUCTURE
11 Preparation of technical and institutional briefing document, with Led by the institutional team, Copies 10 the Disrict. . - Test with Mpho for case of
| outhne PSC terms of reference. This document is 1o be the foundation byt with information provided | Councils, MW and JICA Team comrunication.
for work in the pilot communitics.. )L should give insight into the technical by the technical and financial . | Leader for information and
aspects of the study, and outlineithe tasks 10 be undertaken by the PSCand | tcams. . possible assistance.
- the Study-T¢an,- If necessary, a summary should be translated into Tswana. | - : C
12 Techuical briefings for LPSCs. The LPSCs moust be taken through “ai' Led by institutional and Support bodies like MW and . | Test quality of communication
technical briefing process, of which the briefing document is a part. The financial tcam, assisted by ¢ s should participate in with participants, and also in -
process is-already:in motion, but it is important for planning purposes that technical - - some of the technical - terms of the growing .
all technical‘aspects arc well understood. a R : ' briefings - cffectiveness of the PSC
1.3 Preparation of tender documents Completed. See attached See a.ﬂached_(Appcndix. 2). -
R ' : document on tender process T
i4 Study team review-of tender documents with LPSC. Process and Institutional and te¢hnical T'est quality of communication
outling discussed with PSCs, Discuss natare and conient more fully in teams fagilitate this process. with participants,
forthcoming meetings. Of particular intrest are ways in which the ’
PSC/community can'assist in ensuring that contractors comply with
capacity buildingand local employment provisions. -~ .- .5 -
15 | Call for tenders IR Technical team
1.6 Study team appraisal of tenders and discussion with LPSC. LPSC See attached document. Seg attached Undersianding and acceplance
representatives.are to be briefed on the adjudication. Axsistance may be Institotional and technical of appraizal and seleetion is
required 1o 1eport back to the LPSCs™ ; teams to assist with important. Follow up if
o A communicationto PSC.” nescssary.’
17 | Award contract Tochnical tearn
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Cod Task Description Study Team Roles Stakeholder Roles Monitoring and Evaluation
£

1.8 Initiote construction and supervise, PSC and institutional team o Technical team (enginecr). Useful 10 involve the bodies Monitor PSC acoess 10 and
monitor the capacity building and local employment components. likely 10 overses the project communication with the
Engineer 10 assist PSC/community ooumcrpans 10 acquire some technical after wansfer (DC, MW) contractor and the engineer
evaluation skills - : ol o

19 | Testing of works. Should also involve local people responsible for O&M. | Technical team, assisted by DC, MW get feedback

= : O&M trainecs -

1.10 | Training of O&M staff by contractor. Check the final form of the ‘Technical team 10 assist with Use MW and DC s in training . | Sce training notes below
contract in this regard, ‘The contractor may only have to produce an O&M formulating curriculum and if suitable. Also involve MW
manual. I so, design and implement an external O&M training process that | cvaluation criteria, : and DC counterparts if
uses the construction works as an instructional tool. institutional team %0 assist possible

o e PSCto melemcm}managc
training

111 Commission facilities

20 | LPSCEMPOWERMENT AND AWARENESS BUILDING

2.1 Briefing document(see xbové)- S

22 | Finaiisation of LPSC structures. The LPSCs are already in place, but Institutional task team Assistance from DC where Continuously follow the
changes in the technical options ‘and planning for the implementation-of appropriate. Be sure that local | effectiveness of the PSC.
management and Q&M may require changes and or.cooplation. Early task government is Note aud take action if internal
is to ensure the solidity and mandate of the PSCs ~ represented/involved in an or external dynamics threzien

SR e appropriate way cifectiveness

2.3 Awareness building workshops with LPSCs and communities. The Institutionat and f‘ nancial Assistance from DC, MW and | Test levels of awarencss
awareness building process should begin-with an understanding-of local - - | teams other actors where needed through observation, and
waler management structures and processes. The awareness building through PSC and community

process will move lhrmgh steps: ﬂlustra!cd in the’ anached‘f' igure .
(Appendix 3)...°

self reporting

3.0

CAPACITY BUILDING AND CONFIRMATION OF LINKAGES | -
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Cod Task Description Study Team Roles Stakeholder Roles Monitoring and Evaluation
[
e e e —

3 LPSC communication strategy and agreement of roles. Discussion Facilitated by institutional Assistance from DC, MW and | Test communication strategy
and agreement of PSC TOR should be foliowed by allocatjon and team other relevant actors with PSC by formulatizg
agreement of roles. These will include communication, training connunication objectives and
facilitation, development of waler management and COSL FECOVETY seeing whether these will be
sirategies and momtorm,g contract implementation. - The formulation of a met
communication strategy is important,-with emphasis on communication
with the community and with external stakeholders: The. LPSC musr. charge
someone with the responsibility of implementing the plan, -

k) Formulation of LPSC mpsdty I:uilding plan. Buill on the awarcness Institutional team Assislance as above. Key tests relate to viability and
building actions, the PSC must formulate and action ils apacuy building likely impact,
plan. This task will have 10 be facilitated by the Study’ Team, and may
include targeted management: ‘raining, exposure 10 relevant projects, visits
o DCand MW etc.! The LPSC must: chargc someonc with lhc
responsibility of implementing the plam. -

33 Formulstion of LPSC institutions! linkages plan. The PSC must also Institutions] team Assistance of DC, MW and Criterion of success is the
formulate and action an-institutional linkages plan. .Each of the pilot other relevant actors cstablishment of durable and
projects will have specml needs i in terms of institutional Support, and - effective relationships
different levels of potential support. “The PSCs will have to prioritise the
needs, and devise ways to anract and secure the necessary  Support,

4.0 PLANNING FOR WATER MANAGEMENT AND Q&M SYSTEMS.

4.1 Terms of reference for the formulatlaon of a local water mnmgement Institutional and financial TOR informed by best practice | TOR must provide a clear brief
plan, The Study Team rust assist the PSC to'develop a detailed TOR fora | teams gathered clsewhere (sce 4.6). 10 PSC task team which is 10
local water management system, ‘This will build on the awareness building Stakeholders will be develop 2 local water
and capacity. building tasks described above. The TOR must include” approached to provide mwnal management plan. I the PSC-
attention to systems, vesourcss, roles, capacity and training needs - and on cost recovery and- fmancna! finds opcrationalising the TOR
must consider matters such: as tariff seiting, ‘cost recovery and upgrading. management difficult, they might be 100
The 1mplemcntauon process must also be considered, setting objectives - complex o

snd target dates.” In line with the water services bill, the possibility of an .
outside scrviee provider should be considered. The PSC should consxdcr
the merits of using MW, the: DC orthe pnva.w sector in this: regnrd (sec 7. 3

below).
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Cod Task Description Study Team Roles Stakeholder Roles Monitoring and Evalaation
€
42 Selection and operationalisation of water management task team. A Institutional and financial Membership of tosk team if | The task twam myst
task team must be appointed by the PSC 1o formulate a local water teams required. DC membership is incorporate the neoessary
management plan. The elements of the plan are listed above. Membership highly desirable skills, and must be small
of the task team is flexible, but it should include Jocal government. i enough 10 operate ffectively,
appropriate, Jocal government might manage the activities of the task icam, 1t is first and foremost a '
10 ensure ownership of the plan developed. A Study Team member or working group. Monitor the
members will facilitate the activities of the task team, Itis acecptable to abitity of the task tearn 10
coopt technical expertise to the-task team as required ' produce according 10
' - o objectives e
43 Terms of refereace for-the formulation of a local operations and Institutional and technical TOR informed by best practice | ‘TOR must provide a clear brief
maintenance plan. The Study Team must assist the PSC to develop a teams gathered clsewhere (see 4.6). to PSC task team which isto
detailed TOR for a local operations and maintenance. system. This will Stakeholders willbe - devclop a local O&M plan. If
build on the awareness building and capacity building tasks deseribed- approached to provide material | the PSCfinds operationalising
i above, The TOR must include attention to systems, resources, roles, on operations and maintenance | the TOR difficult, they m:ght
capacity.and training needs. The 1mplcmemauon proccss rnuﬂt also be management be too complex
considered, sctting objectives, and targes: dates s
44 | Selection and operaﬂonausation of O&M task team. A task i¢am must | Institutional and technical Membership of task team if The task team must
be appointed by the PSCto formulite a local Q&M plan.. Membershipof | teams required ' ingorporate the necessary
the task team is flexible, but it should include local government. A Study skills, and must be small
Team member-or members will facilitate the activities of the task weam. 1t enough to operate effectively.
is acceptable to coopt technical expertise 10 the task team as required Tt is first and foremost a
: T S . ' working group
4.5 Prepuration of 0&M manual byoontrnctors “The !ask team should - Institutional and technical Review of manual contenis and | The manual must be asy 10
work as closely as possible with the Sontractors 1o ensure that the OdM fcams style by stakeholders as us¢ and relevant to the local
system planned is appropriatel” The coment of the manval should b required situation
discussed to ensure that the' manuaI serves: the nccds of r.he proposed 0&M
systems and procedures 1.7
4.6 Collection of information on-best: practice, A body of experienee {both Institutional team assisted by Stakeholders will be asked to The study team must edit and
documented and on the ground) has boen aceumulated in South Africa techaical and financial 1cams. provide examples of best summatise the information
regarding ways 10 managocosl recovery and billing,and. the regulation of - practice in their areas of collected to make it suitable
unauthorised connections. Best practice should be drawn from this body jurisdiction. Organisations for PSC use. The extent to
and sharcd with the relevant PSC task teams.” that have conducted studies which it is used will be an
T will be contacted, - indicator of its relevance.




Q&M task team will define technical training needs.: Assistance from -
appropriate training practitioners and/or the study team will be nelessary.
The task team should also consult with the contractors to determing the
scope of the: O&M task, It would be productive for the task tearn and the
contractors 1o consult on the nature and content of the manual discussed:in
point 4.5 above. Lo L R

by the technical/enginesring
team angd relevan experts,

Cod Task Description Study Team Roles Stakeholder Roles Mopitoring and Evaluation
€

47 Assistance to water management task team on tarifl setting Facilitated by the institutional MW and DWAFT assistance Understanding of tariff setting
procedures and financial management. The task team will require - tearn. Training module and may De useful here and the ability to formulate
guidance on tariff setting and {inancial management. “Thednput from the instruction 10 be overseen by tariffs the test of effective
study team should be interactive and should promote sustainable - financial team. - Best-practice- communicalion
management processes, Study team to develop an instruction module for is relevant in this context.
usz in the pilot communitics. T ’

48 | Assistance to water mapagement task team on oig‘anisaﬁoul- Facilitated by the institutional | DWAF ISD to play an Viability and likely
development and organisational procedure. As above, the task team team. The organisational important support rolc here, cffectiveness of organisational
will require assistance on these issues. - The organisational development development expert will play 2 | especially in terms of policy plan developed by the PSCa
inputs will underpin the management structures the'task team proposés, and | key role here, and should _ implementation - test of understanding
will also infiuence the determination of training needs, o assist in the development of a

mE et e training module.- -~ -

50 | STRATEGIC RESEARCH

51 Additiopal community-based research as needed. Throughout the pilot Institutional and financial Possibly invoive DC Steategic research may be
projects it will be necessary 10.monitot relevant community dynamics (for teams. - counterparts in research , 10 required 10 facilitate and
exarnple attitudes 10 the pilot project, or to the management procedures build awareness and skills inform pilot project
being proposed). Wherever possible such research'should be imdertaken implementation. Check
by the study team, where appropriate with the assistance of menbers of the whether it docs 50

60 | MANAGEMENT AND TECHNICAL TRAINING.

61 | Determination-of management and training needs by water Institutional team, supported Discuss with DWAF ISD re The identified training necds
management task team. -Bascd on the work of the task tcam, managemenl | by relevant experts, guidelines and approaches. must give focus 10 an
and training needs are 10 be determined. - These must be appropriate 10 the Also discuss with MW and DC | appropriale training response
water management tasks-defined by the task team. Support from = training . .
practitioner and/or the study team may be necessary. . .

6.2 Technical tralﬂing needs deter;n;incd by the Q&M task team. The Institutional team, supported Discuss with DWAF ISD and As above

Operations, Also with MW
and DC




Task Description

w

Study Team Roles

Stakeholder Koles

—

e e S ————

Monitoring end Evaluation

Development of TOR for management and administrative tralning.
Onee tasks have been defined and training needs determined, the task team
should develop TOR for the training programme. The TOR should include
purpose of training, nature and broad content of the training initiative, and
mochanisms and criteria for monitoring and ¢valuating the training, The
TOR should also outline procedures for selecting trainers and trainees.

Institutional tcam and relevant
experts.

Discuss with DWAF ISD re
guidelines and approaches.
Also discuss with MW and DC

‘Good TOR must provide focus
and must be implementable by
thePSC

and training needs determined, the task team should develop TOR for the

and broad content of the training initiative, and mechanisms and eriteria for
monitoring and evaluating thewaining. The TOR should alse outline
procedures for sclecting trainers and trainees,” - R

Development of TOR for Q&M training. Once tasks have been defined ©

training programme. ‘The TOR should include purposc of training, nature

Institutional scam, supported

by the technical/engineering
team and relevant experts.

Discuss with DWAF ISD and
Operations. Also with MW
and DC. Look also at work
done by. the O&M training
institute in Pietersburg

As above

Identify and recrolt monsgement/administrative training providers.
If possible, skills within the siudy team should be deployed in tfaining.
However, if these skillsare inadequate, external providers shouldbe
identificd and employed. " Project budget issucs will have to be negotiated
with the team leader before any commitment to trainers is made. In "
selecting trainers, reference should-be made to the inventory secently
asscmbled by DWAF, - Preference. should be-given to local emerging
contractors if they have the necessary qualifications. -+ . -

Institutional tearn.

Discuss with DWAF ISD

Track record of training
providers is important, as is
willingness to work losely
with trainess and PSC

6.6

Ideutify and-recrult O&M training providers. If possible, skills within
the study team should be deployed-in training. Alse, oppartunities to use
the contractors in a hands-on training role should be explored. If these
skills are inadequate, external providers should be identified and employed,
Project budget issues will have 1o be discussed with the fcam leader before
any commitment (o trainces is made. :Jn selecting trainers, reference. ~
should be made to'the DWAF inventory. ‘Preference should be given 1o
local emerging contractors if they have the necessary qualifications. .

Institational team,

Discuss with DWAF ISD and
Operations

As above

&7

Tdentify trainees and commence training (management and -
sdministration). The selection of trainees is likely 10'b¢ sensitive, For
this reason-agreed guidelines are nocessary. (see 6.3 above). The sclection
will requite clarity regarding tanagement structures and their likely- -
permanent staffing. The determination of these structures will have 10 be
done in ¢lose consultation with Jocal authorities (TLC and District
Council) and other local organisations, =~ -0 T T

Institutional team and selocted
training provider (if -
appropriate). -

Consult with DWAF, MW, DC
10 identify counterparts whe
might beaefit from the training

PSC 10 monitor training with
the assistance of ST and
possibly external review




g
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Provinctal Office, Area Plansing Forums, The planning process
described under 4.0 should have clarified the roles of the above bodies vis
avis the pilot project. - Roles may vary from scrvice provider to a source of
occasional assistance and advice. Itis necessary 10 confirm these roles,
and to secure durable agreements berween the partics concerned. The

sustainability:of the project may in some cases depend on extemal
relationships. : - ‘

Cod Task Description Study Team Roles Stakeholder Roles Monitoring and Evaluation
6.8 )dentify trainees and commence training (operations and Institutional tcam (assisted by Consult with DWAF, MW, DC | PSC to monitor training with
maintenance). Again, the sclection of trainces is likely to be sensitive. technical leam) and selected 1o identify counterparts who the assistance of 5T and
For this reason agreed guidelines are necessary (see 6.4 above). The training provider (if might benefit from the training | possibly external review
selection will require clarity regarding management structures and their appropriaic). o
likely permanent staffing. The determination of these structures will have
to be done in close consultation with Jocal authorities (TLC and District
Council) and other lecal organisations, '
70 | OPERATIONALISE INSTITUTIONAL AND FINANCIAL
ARRANGEMENTS.: | "'~ _
71 Obtain community mandate 10 tastal water management systest. The | Institutional tcam. MW and or DC might be a part | Monitoring in a later phase
water management plan’ developed by the task team will have to be agreed of the proposed management (scc7.4)
and implemented through a process of testing-and discussions involving system. Important 16 involve
local gavernment, the body responsible for water management (if not the them in any scenario
local authority) and community tepresentatives. A community worksbop
may be necessary. 10 discuss the management system, but this should have
been preceded by regular commuriication regarding the activities of the
PSC and the task‘teams (see-point 3.1)... 77 . - : S
72 QObtain community mandate to instal O&M system. The O&M lustitutional team. MW and or DC might be 2 part | Monitoring in a later phase
management plan-developed. by, the wsk-team will have to be agreed and.. of the proposed O&M system. | (see 7.4}
implemented through a process of 1esting and discussions involvinglocal Important to involve them in
government, the body.responsible for water management (if not the local any scenario
authority) and coraaunity tepreseniatives, A community workshop may be
necessary 1o discuss the O&M: system, but this should have been preceded
by regular communication regarding the activities of the PSC and the task
teams (seepoint3.1) L. L . .
73 Confirm linkages and responsibilities with DC, MW, DWAF Instimutional team. Follows from 7.3 Monitoring later (sec 7.4)
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to oomcxdc wnh the Octobcr PEG mu!mg.

: .

_| Execution Forum

Cod Task Description Study Team Roles Stakeholder Roles Monitoring and Evaluation
N )
7.4 Agree and implement a monitoring process.  Monitoring is not a part Institutional Team., Must consult with DWAF,
of the brief for this phase of pilot project implementation, but a process MW and DC. DWAF currently
should be agreed by the PSC and the body responsible for water doing a lot of work on
management, The PSC should also investigate ways to ensure that the monitoring and evaluation
resources for monitoring are available. i -
80 | SHARING BEST PRACTICE
81 First best piaéuce workshop and pilot project report back. A best Institutional team and Project All stakeholders will be- Get participants to cvaluate the
practice wotkshop and pilot project report back should be arranged to Execution Group (PEG). involved through the Project workshop
coincide with the: Avgust Project Execution Forum meeting. The purpose Execution Forum:
of the workshop will be to ¢nable-the pilot study communities to share
experiences-with each other and with other stakeholders. The workshop
mlghl be plaoed undcr the ausp:ces of &0 area plannmg forum if such & body
isactive,- . oo
82 Sccond best practioe worbhop and nepon ‘back Similazto8.1. Timed | Institutional team and Project All stakcholders will be Get participants to evaluate the
_ Execution Group (PEG). involved through the Project workshop

IS S



Table B.1-2 Pilot Project Propramme : April - November 1997, Kameclbomn

b

F i i 1 E ENGINSTY
CODE! TASK DESCRIPTION AP OMAY JUN FJUR JALS P OUF NGW FIN MYOR OUTPUT
TFAMTFAM

10 _ _|FROVISION OF WATER SERVICES INFRASTRUCTURE R R T _ {tmplementation of
(B Preparstion of techieical and jegtitutionat briefing document, Lo 1. Projeat

. Mlhquﬂm;ll’SlemOfkf*“"'“ b o] Resp JResp

12 aical . UURREEE puer kAN (DU SUND SN S G B F!l_ﬁ?.

" {reparation of 1ender dogements - N T A D D e L
Study Team review of eoder documeots wich LPSC. Mot _

inclode QMM trainiop, local employment. ___ . ___. N D O . D Resp |Asw

Califortenders . __ 1T - . \. RVE.SI‘_ .7”
Seudy Team appraisal of tesders, and distession with TPSC

Coptracvaward | _
_ fConstruction and ¢ co-wn.mon mp-v_nmo-l

S M staffby conuacor
Commisslop Crcities
LPSC._EMPOWERMENT AND AWARENESS BUNDING ] 1 T Toapable snd responsdle
Discussion of weheical and instituticnat brie fing dodvment (cu: - LFSC

g (B . . . oy s (Resp
22 Finalisation of 1LPSC. stn..d.:rcsaccordmgloay ed technical u

selutions N N . N D S _IResp

23 Awarepess building nvrkkl‘m-ps with PSCs and communities
wateq supply, waler manags Lrecovgrvy Asst  [Resp -
3.0 CAPACITY BUILDING AND CONFIRMATION OF ) Capacity buitding plan and
- INSTITUTIONAL LAINKAGES

31 Formslution of LPSC. commanication stategy, allocation of
toles and responsibilitics, and activation

. PrOrEmee
3.2 Formulation of local govemmenl/LPSC. capacity by [Idmg
___[prorsamme, yoles and responeibilities, saivation |
13 Formulation of institutional Bnkages plan (with DC, MW, Aica
Forums), roles and responsbilitics, sctivation Resp
40 PLANNING FOR WATER MANAGEMENT AND Manzgement and 0&M
| QPERATIONS .R_P{Q}L‘\I\IIENANCESYS]!:MS e . oo ; . .
1.1 LPSC. terms of reference for water management plan plans ard processes
(including LarifF sciting, £0s1 recovery and vpgrading). TOR 1o e,
.. {imciude altention to Systems, resaurees, toles, capagity and
42 Selection and operitinpalisation of Study TeamAPSC. task

. oy fo' develop waler manaecowoiplan e
4.3 LPSC. terins of reference fog O&M plan. TOR toinclude

SYSICIRS, resources, olos, capacity and trainlng needs. Asst _{Resp

o R

|Bese_

14 Sclection and operationalisaiion of Study TeanvLPSC. task

___[rcamio develop Q& Molan - by (R
4.5 aration of Q&M manual by cogtiastors O O T e e O O L
2.6 Col]echon of informution on best practice regardmg cost I
. rccmr:ry,bﬂlmgtrguhlmqofunaul!__sggg;gd_ commections 4 L Lo b 1o o4 1 JAsst AResp
4.7 Assistance (o watef | managemeat task team on tari(f selting,
___ [procedures and financiat managemént 1. b by v ) JAsst JResp
4.8 A.ss:szame 10 \iate r management task tear oo orgamsauonal .
development and organisational procedure Resp
50 _|STRATEGICRESEARCH R R T T P b o Stretegic managemest
3.1 Addxlmna! communily based r m.earch a;ncedcd(eg, Influence § : * linformation
i ‘reg activities on willingness to pav) Resp.
50 |MANAGEMENTANDTECHSICALYRAINNG f | T b 4 [ 1. | |Training and skills
6.1 Mapage ment and administrative Ium:ng peeds determinad by - Lransfec
. wmermamgmmuskmm‘ E o _ 1 1.
62 gTechnical waining Deeds deter »edbyO&M mt ttam Y B D 2
5.3  |Develogment of TOR for mamgcmemdmmstra:we wainiag §__f o4 ™y | _l..
54 [Development of TOR for O&M L. SRS [ S T Moy U SRR SR
5.5 Koy aod recriit manageme ot'administrative mmmg .
__ Toroviders (if Stydy Team skills act inadequate) I N O T T D _
6.6 Kentify and recevit O&M uaining providers (if Study Team -
_ [si5Us and contractor propragicwes are inadequiie) . [ PR U D D DO O SN
6.7 Identify vainees (including covolerpars) and conune ke
_ Jtsining{manapement eod adminisizadon} N T N I T
6.8 deatify Lrainess (incToding cm.merpam) aod commence
training (O&M) Resp
7.0 OF ERATIONALISE INSTITUTIONAL AND FINANCIAY. ' Management structures and
(AN cor a U I o _|Resp Tsystoms
7.2 | Obtain community mandsie 2 I T S DO D R e __ JResp_
73 jConlfirm linkages aad rcspons:b.’fmesuu’; DC, MW, DWAF - .
. Iprovincial Office, Avca Rlanging Fonems . ___|_ 1oy 14 b f ] ___[Rep
1. e¢ and implement monitoring progess Asst  JResp
50 |SHARING BESTPRACTICE ____  __ i 1| T 1T~ Iwidershernzofovnt
A First best practice workshop an pra;ect repnn-back — . |practice
- Kcoizcides with PEG mecting) b Ly g Ass [Resp
8.2 Second best practive workshop and pilot pra_;ect (epod back —
! (coircides with PEG meeting) Asst [Resp
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‘Fable B.1-3 Pilot Project Programme ; April - November 1997, Ga Rasai

i | i : ?‘ | I NG mml
CODE TASK DFSCRIPIION b Mav i Der ans e odr Dov N WMAJOR OUTELS
! TEAMTEAM
0 [FROVISION OF WATER SERVICES INFRASTRUCTURE _f. N O I T A _ linplementation of
11 Picparation of technical and institations! bricfing dogumeat, ol Project
L ine IRSCrermsofreference b ) i Lo 4oL i 3 JResp JResp
12 bcliogs fr 1PSC _ . =T bl o JAss [Resp
1.3__ |Pucparation of tender dxcuments oy o b JResp
X Scudy Team e view of 1zader documents with LPSC. Mt L
. |irclude O&M yalning docal employmerd -} b fResp Asst
Calf foatenders . Y el NS TN SN S fResp |
. ly _ ~ L |Resp Asst
_ |Contractaward . et b |Resp )
(‘onstmc&:on andconatm:mn suwmsmufﬁ } LT R |
— SR P S o Resp oo
- by e SR SR AT A N T e N ) £ 1
Commission | Iacdlhcs - Resp
_[{PSCEMPOWERMENT ANDAWARENESS BUILDING _ | I 1 | o ] b Capableand respaasible
Discussion of tecknical 2nd iastitwional briefing document (seg - LESC
SR 11 i e s (A [Resp
22 Finalisation of LPSC. structures ace g 10 pgreed technical ||
_ o feolutions N o [Resp
23 Awareness bui Hnngunfk&bnps with PSCs and communities
wiler supply, Sater Management, cost recovery] Asst  [Resp
0 CAPACTTY BUILDING AND CONFIRMATION OF Capacity building plun and
e INSTIIUTIONAL LINKAGES T RO DU O T DN DU DN DN DR P
3.1 Formulation of LPSC. communicalion sualegy.t!}nca\mn of . programme
o Aroles and respoasivitities, and activation by Lt JResp
31 Formulation of ocal governmeat/LPSC. tapecﬂy but!dmg i .
____ |programane, roles #nd 1 isibitities, sclivation I D D O SR I b [Resp
3.3 Formubatioe of instiivtionad linkages glan (MﬂlDC,MW Area .
Focugs). soles and responsibillties, sctivation Resp
4.0 PLANNING FOR WATER MANAGEMENT AND Mzanagemait and OAM
_ . |OFERATIONS ANDMAINTENANCESYSTEMS | ¢ 1t | | [ . R S
4.1 LPSC. terms of reference for water managesent plan plans and processes
(incloding variif setting, cost recovesy and upgrading). TOR to s
___ |incloge attention to systems, resources, ickes. capacityand. | b [ B | | [Resp
4.2 Sclection and operationalisation of Study Team/LPSC. 1ask
,,,,, e 210 develop water managementplan. . N . L IResp
43 TPSC. 1eoms of reference for O&M plan. TOR 10 o tnchide -
___ [sestems, eesources, roles, capacity and training needs. A1 |Ass qResp
44 Selection and opesaticpalisation of Study TeamLPSC, task
~__{eamtodevelop D&M plan B N . oy [Resp
4.5 __ |Preparation of O&M manual by oo mntramm e b b by | IResp JAssE
15 Collection Df mfurmatxon onbest practice :cg:uding cost

,iad,,@nnmiom . . 1 Asst |Resp

— LT b e Resp
4.3 Assistance 10w wer managi:me nt task team oa organisational
devel k nisational procedure Resp
3.0 _ [STRATEGIC RESEARCH R R N i ____ [Suciegic manage ment
S.1 Additioral community-based research as 8 boeded (cg, Infuence infonnation

af pikel project sckivities op' willingness 40 pay)
6.0 |MANAGEMENT AND TECHNICAL TRAINING

|
S YO O N T A Training and skills
5.1 Management and administrative training peeds determined by [ cransfer

water management task teamn
Technical raining needs determined | hy O&

_ | Development of TOR foc manz2geme ’_d_mﬂl_ N
_1Develepment of TOR for O&M trai _ N
Kentify and reernuit managcmnt’adnumslratwt Lralnmg — .
___ _ [oroviders (if Study Team skifls are inadequate) N o |Resp
6.5 ildcnhfy and reeruit O&M training providers (if Study Team o r
Lo |sills and contractor proprammes are dnadequatey b | 4 i L b [ Asst |Resp
6.7 dentify trainees (including countexpans) and commence .
___ Juaining fmapagement and administationy 0 {__ p_o L A1 |Resp_
6.8 Weintify trajaces (inciuding counterparts) and commence
waining (Q& M) Resp
7.0 OPERATIONALISE INSTITUTIONAL AND FINANCIAL Manageme et siructures and
- ~_ [Resp |systems
2. i b i . iResp
73 Coafir ' hnhges nd rtspoasﬁ:;hnes with DC, MW, DWAF -
- .. \Provipcial Office, Arez Planninp Foruess b1 bl i dioao o JResp.
74 Agree und implemedt monitoring pracess Asst  [Resp
130 _ _|SHARING BEST PRACTICE bbb e L fwider sharing of dest
3} First best pracuice workshop and pilot pro;cct ﬁpon-bzl:i - praciice
- kcoincides with PEG mecting) . oy | |Asst |Resp
82 Second best practice workshop andp pﬂo: pme report back -
(coincides with PEG meeting) i Asst  |Resp
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Table B.1-4 Pilot Project Programme : April - November 1997, Seghokso

| | L ENG l:-'sn{
COpLE TASK DESCRIFTION APL MAY LUN b TanG s oy Txow FiN MAJOR QUIPUT
o . TEAMTEAM
10 [PROVISION OF WATER SERVICESINFRASYRUCTURE | | ¢ & L L 1| b-—} - tmplementaion of
1i Proparation of wchaical and intitutional briefiag document, s Project
. nthomlwl}’sc wemsofselerenoe b - b1 JResp_|Resp.
12 S b A Resp,
13 __ Pnparu«moflerdudocumcnts mn U VN T S T A O
(X} SrudyTeamre\mwollcnderd-.nmems with EPSC. Must

15 O fo tendess

:7 ('Otlsxrudmn and consmm B Supt
| Testing of works

include OdeM training, Incal employnicnt

Srudy Team appraisal of e ndcrﬁ and d&msﬁ

Tealning of ¢ O&M sla!’iby conls;
Commission facilities

LPSC. EMPOWERMENT AND AWARENTSS BUILDING _

Capable and responsible

Discussion of technical asd institutional briefing dotun ot (u._ - LPSC
DU | 1 ) SOy IS S IR E Lo st fResp
22 Finalisation of LPSC. structures sccoding o egreed techoical |1
o __|solations [ S Y U T T OGN D DN L.
23 Awareness buikling wo;kshnps with PSOsnd commurities
wile wiale managemenl, Cost (EEONETYY Asst  JResp
310 CAPACITY BUILDING AND CONFIRMATION OF Capacity building plan and
o |ISSTITUTIONAL UNKAGES § T L N N
3.) Forautating of LPSC. commuoication s!ra!:gy, altocationof peogramTe
_|roles sod responsibilities, and actvaiton . . o fResp
3.2 Formelation of loca? government/LPSC, capanty bmldmg
 _ ptogramme, roles and respansivilities, sctivation oy b Resp
3.3 Focmulation of institutional liokages pran (with DC, MW, Arca
Forums), 1otes sod cesgonsibilities, activation Resp
4.0 PLANNING FOR WATER MANAGEMENT AND Managerient and Q&M
- [OFPERATIONS AND MATNTENANCE. SYITEMS N B b N T PR
4.1 JU’SC wrms of reference for water management plan plags end progesses
(inctuding 1anff sctiing, cost recovery and vprading). TOR to |
_ ___ Jiechude atiention to Sysiems, resources, 1 roles, capaciteand, | oot b 1o |Rese
42 |Sckectionand operationalisation ot’Sludy Team/LPSC. task
" Iieam o develop watee manapement plan I D R T I | |Resp
43 LPSC. teems of cefercnce for O&M plan. TOR w0 include __f )
. Jsstems, pesources, roles, cdpacity and srafoinpaeeds. | {1 ... o)) Jasst JResp
4.4 Seleiction and operatonalisation ol’Smdy TeamAPSC. task
~_hesmwdevelopO&Mplaa o .1 4 i o [RESP_
45 _ _ [Preparstion of 04 M manual b by_contrmm o I I A _|Resp_JAsst
4.6 Coliection of informatios on best practice rcga.rdmg aost
o remveg_‘bmm_glmguhtm of usautharised conneetions TR N D 1 _ JAsst [Resp
4.7 Assisiance 1o water fanagement task team 04 lariff sesting 3
 _ lomeedures and fnsncial mandgement N N b JAsa [Resp
48  |Assistance o witer managemeat task team on orgamsalmml
i X isational progeduis Resp
5.0 |STRATEGICRESEARCH [ IO D O O oY }Stretegic management
1) Addl!mm! commumy-bascd research as peeded (eg, Influence ieformation
ruioct botjvities on willin £ay) Resp
60 __|MANAGEMENT AND TECKNICAL TRAINING 11 T 1| lreaining end skilis
6.1 Mznagement and sdmmlslmlve training aeeds Jetermined by __ trapsfer
_ wnigrmuggmcnlusmeam . .
6.2 _ {Technical training needs reeds determined by O&M taskiesrn - | b B
63 _ |Development of TOR fos management/adimin iistrative um:ng I T D .
6.4 Developmest of TOR for D&M trai: S TN PR U M OOV
5.5 Wlentify and recruit mnnag:mcnl,’admxmmuve lmmng -
6.6 o
6.7 (inetudi ng‘coualerpans) md commence
o um.gg_(mn.g_emem 2nd adininistration} _ e . o JResp.
5.8 Identify wainces (mctud.ng counterpars) and commence j
traininy M} Resp
70 [OPERATIONALISE INSTITUTIONAL AND FINANCIAL Management sirwctures and
_ ARRANGEMENIS ‘ . T T D O T T IR P
b B gewstens
P N O I Y ... (O N . B
. i i | AT h Resp
. Asst  |Resp
80 ISHARING BESTPRACTICE _ __ I I A S A S b Fwider sharing of best
8.1 First best practice workshop and pilot project repon-back _— practice
—_ (coincides »3h PEG mestingd b b b JAsst fResp
2.2 Second best practice workshog and plk)l pro_;cu repon back —_
i {coincides with PEG mecting) Assi |Resp
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ANNEX B INSTITUTIONAL

B.2  Policy and Strategy

Table B.2-1: - Key General Propositions to be Tested

[ — — o e A S———————— =~ . _______.|
Proposition [ Notes on Evalnaticn I

1. Quick delivery and sustainability are not incompatible. - In the JICA pilot project context, probably only
testable in the long term.
2, Capacity building and sustainability are closely linked. Threshold capacity in the following is necessary for - Full testing in the period of JICA involvement
sustainability: oot possible.
* Benchmark and subsequent penodxc evaluation
* technical skills of Jocal capacity in terms of the key
. administrative skills comporents of capacxty building will provxdc a
- governance skills sound base for full testing.
* conflict resclution ability - Evaluation methodologies will bave to D¢
. public health awarencss developed and piloted.
* project mandate/Suppor/awarencss :
» financing systems
* community wealth/poverty

support infrastructure

(Refer L Abrams; *Threshold Concept”; November 1996)

3. Certain elements of dpééity will "‘drivc" others. * Project is centred on the notion of local
planning. Track the relationship between this

local plannmg capacutv is a key driver and other facets of capacity building.

* project support/awarencss and support infrastructure may be others
4. The effectiveness of capacity bmldmg is relawd to the process in which CB is placed. Process issues influencing * Difficult to test conclusively without a control
sustainability are: project/community. Discuss with DWAF
(1SD).

* the dcgree 10 whxch communuy actors are involved in planning and mobilising capacity building actions
"' appropriate selection and prioritisation of drivers and multipliers (see 3 above)
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Proposition

Notes on Evaluation

Community-based development of water management and O&M strategies and systems promotes:

solutions appropriate to local circumstances and capacity

a solid understanding of the management tasks, and what it takes to implement them
buy-in to solutions developed by locals for their community

sustainability

. " ¥ %

All but the latter can be tested and evaiuated in 1
the short term.

Sustainable management of water systems depends on the effective deployment and use of support and resources
qutside the community (eg. District Councils, Area Planning Forums, Water Boards, NGOs, other communities). Keys

to effectiveness are:

' the development of networks and linkages that are identified and driven from below
. securing commitment and a durable relationship with those offering support and resources {varicty of options)

Difficult to test without control community/
communitics (talk to ISD).

Compare pilot project circumstances over time
as these links are made,

Whilst capacity building and institutional development are often undertaken to support and sustain a physical system, th
installation of the system can itsclf be a catalyst 10 capacity building through:

on the ground exposure of future operators/ managers 10 the technical characteristics of the system )
* appropriate phasing of physical work and capacity building - especially to provide a concrete and evolving
object for'the capacity building U S '

Track links between infrastructure dcvélopmem
and capacity building and document positive
and negative COBRECtions,

Best practice sharing is-an important and effective capacity building tool, especially in fast rack delivery situations. i
There are at least three modes of best practice sharing:

inter comrmunity sharing {¢g in an area context) _
. community- extra community sharing (cg District Councils and communitics)
* community 2CCess to wider best practice resources (eg international experience)

Effectiveness will depend on:
pertinence and accessibility of examples

* timing in the capacity building process
- credibility of those delivering the best practice examples

Test effectivencss of best practice shaning
against other forms of technology and skilis
transfer. Measures are objective (howwell is
the job done after sharing) and subjective (ask -
participants whetber this is a good way 0 '
leamn}.

Periodic review of the project with and by the. community involved improves the prospect of sustainability because:

. fmal flaws are identified early
the flaws that are important 1o future operators and managers are identified

“ review techniques and processes are developed and entrenched as tools for sustainable management

Difficult to assess short term, except by
subjegtive feedback.
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Proposition _ Notes on Evaluation
10. The review and evaluation process should employ both indicator-driven and qualitative/intuitive approaches. The . Will nced to compare the two approaches.
former is rigourous and replicable, the latter is more likely to deal with perceptions, relationships and the local Need to establish which is most effective in
development “climate”, ' : : ' ' ' which situation. _




| ANNEX B INSTITUTIONAL

B.3  Bapong Pilot Project - Resources and Notes of Meeling held at Bapong on 24
August 1997

Report on Pilot Projects: 14 September 1997 Institutional Team

The difficultics surrounding the Bapong project have been documented elsewhere, The team
finally cbtained permission to address a large communily meeting in August (around
160participants), and made a presentation illustrating the need for the Bapong community to
develop a plan for water management ang cost recovery.

The following are key points emerging from the meeting.

A small but vocal tobby is resisting efforts to initiate cost recovery in Bapong. The lobby
includes contractors responsibte for illegal connections, and members of the local civic
association. This group holds that Eastern Platinum has agreed (o provide free water to
Bapong (and claim to have legal documents in support of this view) . Community
informants fear the power of this group to disrupt a cost recovery planning initiative.

The above lobby tried to stop the community meeting, but were not allowed to do so.
They presented their views and then left. Of the 160 participants, around 15-20 left the
meeting.

Following the presentation, a number of community members spoke in favour of paying
for water. These views were greeted with applause, suggesting majority support for cost
recovery. The sludy team was thanked for making the presentation,

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

EBmerging from the meeting, the Bapong branch of the African National Congress invited the
institutional team to a meeting to discuss water services planning, and the possible contribution
of the JICA project. This meeting was held on the evenig of Friday 12 September. At the meeting,
the ANC agreed to assemble a task tearn, and to contact the study team within a week. The study
team offered assist the feam to slart a water management planning process, and to take this as far
as time will allow.

This impact of such an intervention is unknown, since the ANC group warned against possible
interference from the anti-payment lobby. However, it is believed that the empowerment of a task
team may lead to a more informed debate in the community, leading possibly to more overt
support from the passive majority. '

.- B-15
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ANNEXB INSTITUTIONAL
B.4  Report on Institutional Development in Pilot Projects
1, Background

The JICA Magalies Study was designed in three phases. The first phase incorporated a detailed
situational analysis (with both technical and institutional components), and led to the production
of a master ptan for short and medium term planning. Phases 2 and 3 are more applicd in nature,
with Phase 2 pursuing detailed feasibility studies for regional surface water schemes proposed
in Phase 2. Phase 3 incorporates a pilot project programme, involving four viltages in the JICA
Magalics study area (se¢ Table below), :

Pilot Project Location Description

Kamcelboom North Mankwe | Pilot project linking infrastructurat and institutional development,
feasibility Infrastructure includes boreholes and associated reticulation to RDP
study area tevel, Institutional development focuses on capacity building and

sustainable management of the water system.

GaRasai Klipvoor Pilot project tinking infrastructural and institutional development.
feasibility Existing infrastructure is an RDP surface water supply system with a
study area package purification plant. Pilot project infrastructure development

involves the instaltation of a prepaid metering system at RDP standard
community standpipes. Institutional development focuses on capacity
building and suslainable management of the water system.

Seghokgo/ Moretele 2 Pilot project finking infrastructural and institutional development.

Semohlase feasibility Infrastructure development involves the extension of existing surface
study area supply to Semohlase village in the Seghokgo area and associated

reticulation to RDP level. Institutional development focuses on capacity
building and sustainable management of the water system.

Bapong .| Brits area “The Bapong pilot has a purely institutional focus, seeking to develop
community-based action plans to deal with issues of cost recovery and
illegal connections.

Despite differences among them, all four pilots emphasise the link between local planning and
management and broader regional area planning and institutional capacity. In this context, it is
believed that capacity building at local level has to be matched by similar activity in District
Councils, Magalies Water and among the newly-formed Area Planning Forums.

The overall purpose of the pilot projects is to develop and refine processes and tools leading to
sustainable local water management, to test these in specific settings, and to ensure that the
lessons learned are shared (o the benefit of the participating communities, and stakeholders such
as Magalies Water, the District Councils, DWAF and agencies charged with training and capacity
buitding in the water supply context. )
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2. Local Water Supply Challenges

National water policy has consistently emphasised the responsibility of local government in the
provision of water scrvices. The recently released Water Services Bill has made it very clear that
locat government (as the service authority) is accountable for the provision of local water scrvices.
The role of service provider may be delegated by local government to other bodics, but the
authority function cannot be transferred.

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

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

. Local government and service provision capacily (measured according to a varicly of
criteria such as organisational capacity, process capacity, technical capacity and financial
capacily) is extremely limited in some parts of the study arca. This is especially true
among rural communities.

’ Some communilies are particularly vulnerable where local government and service
provision capacity is low, and access to support networks is limited. A case in pointis Ga
Rasai, which is located in the area of jurisdiction of Eastern District Council. EDC itself
has capacily constraints, and is not in a position to offer substantial support.

. Some forms of capacity relate to operational cffectiveness, whitst other forins are the
foundation for gencrating and growing capacily itself. The two key forms of “generative’
capacity are the capacily to plan and the human and financial resources to put plans into

action. The Stage 1 capacity analysis showed that many third tier structures lack
generative capacity.

. Without generative capacity (particularly the capacity to plan), local govenment
structures such as District Councils and Rural Local Authorities are af risk of remaining
dependent on external actors.

The Phase 1 Master Plan study recommended a number of strategies to deal with the challenges

outlined above. The strategies relevant to the pilot project programme are oullined in the table
below:
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Steategy Descriplion

Relevance to Pilot Projects

Capacity building in This strategy eavisaged the establishment | DC capacity building has particular
lagging District of a District Councit Forum in which DC | relevance to' Phase 2, and this is
Councils s can share experiences and resources, . | where this matter will receive

The JICA projcct has brought the DC s specific attention in the JICA study,
together in the Project Execution Forum, | Effective DC s are important {o the
and the Danida programme is assisting DC| pilot projects since the DCs are

s in Northwest Province with cost likely to play a key role in managing
recovery stralegy (or in delegating management) the
pilot projects after handover

Communily institution This stratcgy cavisages the development of | A central focus of the pilot projects
building programme planning capacity al focal level. Ttis is the development of local planaing
recognised that communitics might have | capacity. Hence the pilots are an

1o mobilise local resources is the absence | instrument to implement this

of regional capacity, and that the ability to | slrategy in the Mapalics study area
plan locally will enable communitics to
communicate effectively with DC's, Water
Boards and other regional structures

Institutional support This strategy recognises the nced for third | This strategy resides p'a'rtialiy in the

programme tier institutions to share resources and ambit of Phase 2. The pilot projects
experience. The strategy envisages the emphasise best practice sharing, and
coordination of training and the possible | have put this into action through the
formation of service and training Project Execution Forum (PEF),
cooperatives, under the auspices of DCs. | and by establishing links beiween
It also proposes mechanisms for the communities {eg the visil by

sharing of best practice regarding service | GaRasai PSC members to the
delivery and the management of services | Modderspruit prepayment scheme)

3. Contribution of the Pilot Projects

The pilot projects are an integral part of the overall JICA Magalies Study. Hence they should
address the overall objective of building an eftective water services sector in the Magalics study
area. The purpose of the pilot projects is to explore, in a practical context, institutional and
technical options for water supply in previously unserved or underserved communities. In each
case the intention is to establish or reinforce sustainable management structures and syslems
which will support effective long term use of the infrastructure developed. In this context, one
objective of the pilot projects is to protect and ensure ongoing local benefit from the investment
made in water supply infrastructure. From this perspective, the pilots are similar in intention and
design to small-scale RDP projects countrywide.

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

4,

Key Features of the Pilot Project Approach

‘The approach adopted for the pilot projects has a number of features which address the second
objective outlined above:

An emphasis on local planning and the creation of “generative” capacity. The PSCs and
task teams nominated by them are required to develop water management and operations
and maintenance plans. In doing this they also have to determine training needs, the
nature of capacity building inputs and the manner in which project activities arc to be
communicated with the affected communities. The assumption is that community-based
planning will promote solutions appropriate to local ciccumstances and capacity, develop
a solid understanding of the management tasks and what it 1akes to implement them,
facilitate community buy-in to solufions developed by locals for their community, and
from all of these that it will provide a base for sustainability, The process is more
complex than typical RDP business planning, but the results may prove more durable.

An emphasis on the development of networks and parinerships. While local planning
might be one way of promoting sustainability, another is to ensure that local water
management structures make maximum use of support available to them. It is believed
that the potential for sustainable management of water systems is considerably improved
where there is a working refationship with sources of support and resources outside the
community {for example District Councils, Area Planning Forums, Water Boards, other
local authorities and NGOs). Keys to the effectiveness of networks and parinerships are
the development of linkages that are identified by local planners, which are informed by
tocal needs, and which have been secured in term of durable agreements between local
bodies and those offering resources and support.

Linked to the above, an emphasis on the development of complementary capacity in Area
Planning Forums, District Councils and in Magalies Water. Activitics related to capacity
building in these organisations are a part of the Phase 2 institutional programme, but
integration between Phases 2-and 3 is an important requirement.

An emphasis on defining, mobilising and sharing best practice. : This emphasis is based
on the belief that the exchange and use of best practice is an efficient way to build
capacity, especially in fast track delivery situations. The pilot projects work with three
modes of best practice sharing: inter community (for example taking GaRasai PSC
members on an inspection tour of the Modderspruit prepayment metering system);
between levels of local government (for example PSC reposts at Project Execution Forum
meetings, where District Councils are also present); and community access to wider best

practice resources (for example reports gathered from loca! and international sources by
the Study Team and made available to PSCs).

An emphasis on management and problem solving skills. Capacity building and training
in the context of RDP projects is often offered in the form of discrete packages. Whilst
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S.

there is a nced for such inputs, the pilot projects atso make use of management-based
techniques to sharpen local decision making and problem solving ability. This thrust links
with the emphasis on local planning, in that decision making and problem solving are
scen (o provide a sustainable context and support for more specific technical and
administrative skills. Mcthods designed to enhance problem solving and decision making
capacity include a role playing game with a water management theme, and a physical
demonstration model which can be used to simulate a variety of water management
scenarios. -

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

Steps in the Pilot Project Programme

A detailed work programme for Kameelboom, GaRasai and Seghokgo has been circulated (sce
Appendix 1). The essential steps in the programme are outlined below:

LPSC empowerment and awareness buitding. This step ensures that the LPSCs are
firmly in place, have the necessary mandate, and have an awareness of water
management issues and the likely management demands of the proposed infrastructure
development.

Capacity building and confirmation of linkages. In this step the LPSC debates and agrees
internal roles, and formulates communication and capacity building plans. Tt is
considered to be vitally important that in-principle agreement on post-handover roles and
responsibilities is reached as soon as possible.

Water management and O&M planning. This set of tasks entails the formulation of terms
of reference for planning task teams, the mobilisation of the task teams, and specialist
assistance to task teams in the form of inputs on best practice, tariff setting procedures,
financial management and organisational development. The product for each community
will be a business plan incorporating a communication strategy; a capacity building
strategy; a management training plan; an O&M training plan; a water management plan
(incorporating the management of cost recovery); and an O&M plan, The business plan
will also consider how the proposed water management and O&M syslems will be
implemented.

Strategic research. This is research which will assist the task teams with their plénning.
For example, it might be necessary to do further strategic work on cost recovery and
willingness to pay.
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. Management and technical training. On the basis of their planning the task teams will
determine training nceds, TOR will be developed for administrative and O&M training,
training providers will be identified, and training will be undertaken. Trainees will be
identificd according to the requirements of the water management on O&M pians.

. Operationalising planning. This step will involve the implementation of the WM and

O&M plans. Linkages with external agencies which have agreed to play management or
support roles will also be formally securcd.

. Best practice sharing. This will take place throughout the pilot project programme.

The steps in the pilot programme reflect the emphases listed above. The essential thrust is the
progressive building of capacity and the evolution of community-based plans.

6. Pilot Project Progress and Programme

The progress of the Kameelboom, GaRasai and Seghokgo Pilot projects is described below.
Section 6.1 considers the formation of the Project Steering Committees in Kameelboom, GaRasai
and Seghokgo, the progress of the PSCs and issucs arising from their activities. Section 6.2
outlines pilot project progress and key activities planned for July and August.

6.1  Formation and Progress of PSCs

6.1.1 Termsof Reference

Local Project Steering Commltlecs have been formed in Kameelboom, GaRasai and Seghokgo.
The LPSC s have a variety of roles, which are summarised in the table below:

LPSC Role ' Description

Repicsenting the local | The PSCs are representative bodies which were formed with the participation of the
community in the pilot | commuaitics in which they are situated. In this contexi they are seen to be the
project process representatives of the communily in the pilot project process. The issuc of
representativity is important, and is monitored regularly. The Seghokgo PSC was
reformulated when the technical ophon for the area was redefined. .

Liaison between key The PSC acts as a halson agent between key actors involved i m the ptlol project.
actors involved in the Two areas of liaison are pamcularly important: liaison with the breader community
pilot project process and liaison with DC s and Magalies Water. The PSC s also interact with other

community bascd organisations. PSC s have a specific brief to develop and
implement a communication plan.

Ensuring the local The PSCs were involved in early discussions around technical options, and assisted
relevance of proposed | in sclecting options that met budgetary constraints whilst maximising benefits to
infrastructure options the broader communily, During construction they will have the role of monitoring

and a positive the relationship between contractor and communities, ensuring the effective use of
relationship between tocal human resources, and identifying possible sources of conflict.

conatractors and

communitics
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1L.PSC Role

Responsibility for the - | The PSCs are transitionary bodics, and are specifically linked to the pilot projects.
local administration of | They have responsibility for the tocal administsation of pilot project aclivitics

the pilot project prior during the JICA study , but management of the projects will be handed over to

10 handover to a water | another body after October 1997, In terms of the Water Services Bill, this
authority ot a delegated | responsibility can only be defegated by the relevant local government “water
service provider authority”. The PSCs are required to negotiate the terms of this handover with

Local link in Apart from the laison task described above, the PSCs are also charged with

relationship building forming formal and secured relationships with bodies that will assist with water
with DCs, MW supply management or which will offer technical and institutional support {(eg MW,

Description’

e - e ey

water authoritics. 1t is possible that some of the authosities will ask the PSCs to
manage the local water systern.

DCs). Particular emphasis is placed on buitding and formalising thesc links,
because informal arrangements might not be sustainable.

Planning the The key role of the PSC s is to plan for the sustainable management of the local
sustainable water supply system. The planning is to be donc using task teams and speciatist
management of the inputs where required. The specific planning responsibilities are the following:
local water supply »

system * Formulation and implementation of a communication sirategy

Formaulation and implementation of a capacily building strategy
Formulation and implementation of a water management system
{including cost recovery)

Formulation and implementation of an O&M system -

Development and implementation of an appropriate training programme o
support the eavisaged WM and O&M systems

All of these activities will combine to form the pilot project business plan.

6.1.2

Process for the Formation of PSC s

The general process for the formation and consolidation of PSC s is described below. In
practice, each of the three PSC s has developed somewhat differently. These differences are
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.

From these meelings, a core liaison group was formed in each community, typically
comprising representatives of local government and members of the Local Water
Committee and RDP structures.

The process of PSC formation was discussed with this group in each of the pilot
communities. These briefings emphasised the need for a PSC, and the importance of a
PSC structure which includes a spectrum of locat stakeholders.

Based on these briefings public meetings were held in each of the pilot project

communities and the PSC s were nominated and ¢lected. The study team is not formally
represented on the PSC s, but study team members facilitate the overall programme of
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the PSCs, and individual meclings and workshops.

. Modification to PSC membership was negotiated where necessary (for example in
Seghokgo, where the nature of the proposed infrastuctural development was changed.

. The study team facilitated a process of empowerment and awareness building with each
of the PSC s (discussed in Section 6.2).

’ 'The PSC s appointed task teams to undertake the various planning tasks. The task teams
are made up of members of the PSC s, and are able to co-opt technical and process

expertise as required. Sources of such expertise are DWAF, MW and other water sector
orgenisations,

0.1.3 PSC Status and Issucs

The table below summarises the current status of the PSC s in Kameelboom, GaRasai and
Seghokgo, and lists key issues that affect the operation and activities of each of the PSCss.

PSC

initiative. The PSC has
taken the lead in looking
for resources for a
schoo! water project,
and has made good
progress with task team
planning activities,

This PSCis regarded as
the test-bed for
approaches and
techniques used in the
pilot projects

Status Issues
Kameelboom | The Kameelboom PSC | Key issucs requiring the attention of the PSC are the following:
: is strong and is willing
and able to take ¢

The pilot project does not reach all sections of a very
dispersed community (addressed to some extent by plans
to provide a supply to local schools using Japanese
Grassroots funding)

Cost recovery systems are in place in some areas, but
these are very informal and uncoordinated

Kamecelboom has access to planning and infrastructural
support from the Rustenburg District Council.
Effective usc of this has to be planned.’

Water quality and limited 'yield constrain the use of
some ¢xisting and newly driiled boreholes

Local people have expressed the desire to have access to
surface supply as soon as possible. The community is
Targely agricultusal, and the question of stock watering
is often raised. The PSC will have to dea} with these
expectations
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PSC

Status Issues
GaRasai The GaRasal PSC has Key issucs requiring the attention of the PSC are the following:
heen active in the
commuaily, especiatly * GaRasai is a very isolated community, both spatiaily and
around issues of cost institutionally. The local authority function is the
recovery. The PSC responsibility of the Fastera District Council, which has
jtsclf has experienced very limited capacity. The PSC will have to give
some problems, particular attention to potential sources of support, and
particularly regarding will have to build durable local capacity,. MW is
the roles of actors who presently scen as (he most viable source of technical
felt that they should supporl,
have been included in
The Committee. The * The present RDP water project is technically complex,
study team has assisted and this places particular demands on the PSC,
the PSC to deal with this Problems already encountered are the breakdown of the
issue, The PSC is aow pump which transfers water from the Moretcle River to
eimbarking on the storage, and various problems with the purification plant
formation of planning in the village. The proposed prepayment metering
task teams. system will add anather layer of complexity. Inthis
centext, committcd and reliable technical support from
outside is critical.
* Cost 1ecovery in the village is erralic, leading to frequent
faiture of the surface supply system duc to lack of fuel
or chemicals. The PSC faces the challenge of ensuring 3
level of cost recovery which will support the water
supply system, and a level of reliability which will
encourage users to pay for the service.
Seghokgo The original Seghokgo | Key issues requiring the atiention of the PSC are the following:
PSChadtobe’ . .
restructured when the * The pilat project will extend an existing pipeline to the
infrastructure proposal village of Semoblase, The same pipeline will serve
was restricted toa - Loding, Seghokgo proper and Semohlase. The pilot
surface supply lo the project has the objeclive of ensuring cost tecovery in
| village of Semahlase. Semaohlase, but recovery is not demanded in Seghokgo
Members from and Loding. Further, illegal connections are common in
Semohlase were added, Leding. In this context, the PSC might find the task of
but meimbership gaining support for their management plan pasticularly
representing difficult. Even if they do succeed, it will be hard to
surrounding sustain payment and the regulation of illegal connections
communities was if this is not the practice in neighbouring scitlements.
retained. This was The pilot project does not have the resources to extend a
supported by the study cost recovery campaign to the whole district, but it is
team because important for the PSC to develop a strategy to deal with
coordination of the issue. The DC or an Area Planning Forum may have
management stiategies to be asked to help.
among these villages is :
very important, Initially, The problem faced by the Seghokgo/Semohtase PSChas
the PSC experienced been recognised elsewhere, and DWAEF now favours an
problems of absenteeism * area-bascd and programmatic approach to water
by a few members. The delivery.
PSC replaced the non-
participants. '

PSC members are listed in Appendix 2 (attached).
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Nineteen formal PSC meelings have been held since the end of March 1997 (six in Kameclboo,
five in GaRasai and eight in Seghokgo). It should be noted that the minutes of PSC mectings are
translated into Tswana for case of communication. A summary of matters discussed in the PSC
meelings is attached as Appendix 3.

6.2  Pilot Project Activitics and Programme

6.2.1 Summary of Activities

Activities are summarised in the table below. In addition to notes on progress, approaches and
methods are described. Many of these are innovative, and are being tested in the pilot project

context, Against the background of the pilot project emphasis on local planning and
management, most of the methods are interactive in nature.,

Process Step Progress Approach and Method Programme
Ahead
LPSC All three communities have | Specific approaches and methods | The essential task
empowenment worked through the technical | used during this stage are the during July is the
and awareness details of the proposed. following: clarification of
building. infrastructural development, relationships
and have debated the *Technical briefings around the | between the PSCs
management requirements. infrastructure proposals. PSCs | and the relevant
Kameelboom was guided | were encouraged to look at the water supply
though a business planning pros and cons of alternatives authorities,
process for additional
boreholes, and Ga Rasai *Finatisation of LPSC strictures. | Tothisenda

toured the Modderspruit This was done by maiching the
prepayment scheme. Changes| LPSCs to the management tasks
in PSCs have been effected in | implied in the pilot project
GaRasai and Seghokgo 1o
respond to technical changes

series of meetings
with relevant local
authorities has

been planned - the

* Workshops on the need for team met with a

and local circumstances. management and aspects of full sitting of the

current waler management Mbibane TLC on
L 27 June.

*Interactive process for the :
identification of water A strong link with
management practices currently | the JICA 2nd tier
used in each community. This institutional
focused on cosl recovery, initiative is

technology and support systems.
Gaps identified by comparing the
current practices with
management requiremeats for the
HCA infrastructure

*Modderspruit visil by GaRasai
team

essential during
July.




Process Step

and the
confirmation of
linkages.

Progress

PSC task teams have been
formed. Ong of their first
tasks is to formulate slrategy
for communication, capacity
building, and the
strengthening of external
networks. Detailed work
programmes foy task teams
have been discussed and
agreed.

Programme
Ahead

Specific approaches and methods
used during this stage are the
following:

* Discussion of the process
iflustrated in Appendix 4. An
enlarged version of this diagram
is being used by all PSCs

* Facilitated discussions of the
White Paper on Water Services.
The WP serves to clarify roles,
and places emphasis on the range
of possibilities available to
communitics regarding service
providers,

*Facilitated discussions on a
process to agree water authority
and service provider roles.

*Plunned. Meetings with local
authorities to agree roles and
responsibilities

The major task
relates to linkages
with water
authorities,
discussed above,
In the case of ,
GaRasai a priority
is the linkage with
MW. Effor is
being devoted to
this initiative.

In tertivs of the
interaction process
discussed at the
PEF workshop, the
team will work
toward in-principle
agreements
regarding water
authority roles and
the roles of
identified service
providers. This
initiative will be
prioritised, since
further business
planning requires
ctarity on who will
manage the

projects post-JICA
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Process Step

Progress

Water
management and
O&M planning.

The task teams arc now
active with the planning, The
first cutputs arc expected by
15 July.

Approach and Method

Programme
Ahead

Specific approaches and methods
used during this stage are the
following:

* Facilitated discussions leading
to the formation of task teamis.
Detailed discussions of the TOR
and timetable for task teams.

*Public display of maps and plans
showing the proposed
infrastructural development.
Public is encovraged to comment
on issues related to the
management of the proposed
water schemes.

*Planiied: Workshops with PSC
and task teams using role play
and scenario planning techniques
to highlight management
challenges, problems, and the
resources required to manage the
local water supply syslems. A
water supply medel developed
for the project will be used to
focus and facilitate the
workshops.

*Planned: Inputs from;

- the pilot project financial team
to discuss financial management
and the setting of tasiffs

-the institutional team to discuss
organisational development

-a lraining practitioner to discuss
training possibilities

‘techniques are

approach and
‘methed.

Support to the
planning task teams
is the key activity
for July. This
support will take
the form of
facilitation of the
planning process,
and specialist
inputs on
organisational
development,
financial
management,
operations and
maintenance
planning and tariff
sciting.

Various
instruments and

being developed
for this support
function. These
are discussed under

Strategic
Research

Research to date has been
confined to the collection of
best practice.

Whatever is required by the task
teams. Local assistance will be
used wherever possible.

Strategic research
will be undentaken
as requested by the
task teams.
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Process Step Progress Approach and Methed Programme
. Ahead
Managemeat and | The task tsams are now Specific approaches and methods | The design and
technical training | active. A key task is to uscd during this stage are the mobilisation of
develop appropriate training | following: training
programmes and to mobilise programmes is a
trainess. *Planned: Training inputs from | key TT priority
study team. during July, The
“study 1leam will
*Planned: Training inpots from | begin looking at
specialist providers, appropriate
training providers.
*Planned: Trainiog inputs
through cxposure to the
contracting process
Operationalising | The foundations for the Specific approaches and methods | Talks with
planning implementation of the water | used during this stage are the authorities as
management and G&M plans | following: described above.
are being laid through
consultations with external *Planned: Community
stakeholders and water workshaps to present
authorities. The roles and management plans.
responsibilities session of the
Project Execution Forum *Planned: Formal agreements
forms a part of this process. | with key service provision
roleplayers
Best practice This is a continuing process. | Specific approaches and methods | Ongoing.
sharing The visit to Modderspruit and | used during this stage are the
the PSC presentations at the | following:
PEF are examples. The study _
team is also sharing best *PSC presentations to (he PEF,
practice with PSCs when This initiative was well received
appropriate. by both PSC s and the Forum.
Such presentations are
experimental, but they may hold
promise for the activities of the
Area Planning Forums.

6.2.2 Monitoring and Evaluation

The pilot project approach emphasises monitoring and evaluation, in accordance with DWAF
priorities. The detailed work programme attached as Appendix 1 outlines the monitoring and
evaluation procedures to be followed. The proposed M & E will address a series of general issues
pertinent to alt RDP projects {Appendix 1, Table 2), and malters arising from the day-to-day
implementation of the pitot projects. Monitoring and evaluation agents include the communities
concerned, the JICA Study Team, and regional stakeholders such as MW, DWAF (especially the
Institutional and Social Development Directorate). M & E also occurs on two timescales: during
the implementation of the pilot project, and after the end of the present JICA project in Gctober.
The responsibility for post-October M and E requires attention. Some thoughts are presented in
Section 9 of this report.
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7. Relationship between Construction Works and Capacity/Institution Building
The construction of infrastructure in the pilot projects is seen to provide a unique opportunity to
link physical devetopment with the development of water management capacity and activities,
In this context, the construction and institutional components of the pilot projects are scen to be
closely linked.

Activities ensuring these linkages have been the following:
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Initiative

Comments

Bricfing document for PSCs
regarding the process to be
followed in the selection of
contractors, and contractual
issucs with a bearing on the
relationship between the
PSC/community and the
conlractor {(sce Appendix 5).

The bricfing document served two purposes: as a vehicle for
communicalion; and as a durable record of an agieed process, The
document contains the following elements:

* Background 1o the pilot prejects

* Constraints on the pilot projects (eg fixed budget and limited
implementation time)

' Selection process to be followed {especially the difference

between the pilot projects and typical RDP projects; in the case
of the pilot projects, the JICA study team is the clicnt)
* Supervision of the contract works {(including roles of the Study
Team, the engineer, and the PSC)
Summary of clauses relating to subcontracting and local labour
* Shortlisted main contraciors :

*

Full briefings of PSCs based on
the above document.

The institutional team discussed the bricfing document in detail with each
of the PSCs. In cach case the PSCs were asked to comment, and to
suggest changes if necessary. Following the discussions, the PSCs
approved the process, and agreed the roles and responsibilities outlined.

Meeting between the PSCs and
the ICA study team to discuss
the evaluvation of the tender
documents, and the selection of
the main contractor,

The PSCs were guided through the adjudication process, 2nd were
informed of the selection made. PSC paiticipants approved the selection,
and raised (among others) the following issues:

Ehshriﬂg the qualily of the materials used
The roles of the engineer and the Study Team
The ability of the contractor to respond to additional community

needs . .
The provision of 2 guarantee by the contractor

* The relationship between the PSCs and the Jabour desk required
by the contract _

* * Security of the contracior’s equipment.

*

Insurance for tocally-recruited labourers.

Detailed briefing of the
contractor by the Study Team.

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

Facilitated meetings between the
contractor and community
stakeholders (especially the
PSCs).

The contractor was introduced to Jocal stakeholders in cach of the
communities. These meetings were arranged and facititated by the study
team. Further meetings are planned,

Agppaintment of Labour Desk
officers.

Several options for the appointment of LDOS were discussed by the study
team and the contractor. It was agreed that the LDOS could be locally
recruited people provided:

* the selected LDOS have the support of the PSCs and are highly

. regarded in the community
* the selected LDOS have the ability/experience to manage the
LDO portfolio

It may be necessary for the study team to mentor/train the LDOS in some
circumstances.
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Prioritics alicad include;

8.

Ensuring the effective operation of the Labour Desks, and satisfactory negotiations with
the communities around the recruitment of local labour.

Exploring with the contractor and the PSCs ways to buitd PSC and community capacity
through exposure to the construction process.

Monitoring contractor/community relationships in the early phases of construction.

Progress with the Bapong Pilot Project

The proposed Bapong pilot project is entirely institutional in nature. Bapong is typical of many
peri-urban settlements in former homelands in the following respects:

Trealed surface water is available to the communily.,

Cosl recovery is very low, despite household income levels that are generally higher than
those typical of raral communities in the same region. In the case of Bapong, a smali
number of metered house conneclions exist, but most houscholds with meters have
ccased paying, and are not penalised in any way

‘The incidence of illegal connections is very high (an estimated 90% of households). This
contribules to the low level of cost recovery.

Against this background, the Bapong project has the broad objective of facilitating the design and
implementation of action plans to improve cost recovery levels and to regulate illegal
connections, The project is based on the same participatory planning principles as the other
pilots. The proposed etements of the Bapong pilot are:

Establishing relationships.

Awareness building,

Water management planning though a programme of workshops and task team
activities.

Development and implementation of actions plans, esPecmlly around cost recovery and
illegal connections,

A more detailed proposed work programme is outlined in the table below:
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Process Step

Approach and Method

outside and within
Bapong. Mcetings

Establish Several meetings The envisaged approach is to make carly
relationships have been held with | contact with key stakeholders in Bapong,
stakeholders possibly through local contacts, This

cautious approach is neccssary because of
the unsettled and volatile nature of Bapong

Programme
Ahead

This part of (he
Bapong programme
was scheduled to be
completed in June,

with Rand Water
and Eastern District
Council have been
very constructive,
butinternal
me<tings have been
poorly attended.
Awarcness Progress on this The envisaged approach is to meet with Scheduled for
building task is limited, community-based groups in Bapong, and to’ | comptetion by mid-
Awareness building | discuss the proposed pilot programme and  { July
in the community - | its objectives. The planned outcome of
has only been these meetings is endorsement of the
possible through project, and a commitment to supporting it.
the limited contacts | ¥ these meetings suggesl a change in the
made so far. proposed programme, this will have to be
considered '
Community No progress to date | The proposcd approach has several steps: Dueto be
workshops and completed by the
strategic *Formation of 3 Representative Forum (RF) | end of August
planning *First RF workshop agrees programme and
clects a task team
*Task team embarks on a strategic planning
process by investigating obstacles and
opportunities
*Seeond RE workshop considers TT
feedback, and works though a process which
defines the water management challenges in
Bapong. Also mandates the task team
proceed with its work.
*TT formulates strategics to address the
identified management problems
Strategy testing | No progress to date | *TT tests strategy proposals with locai Due to be
stakeholders completed by the
*TT presents proposals to RF, and roles and { end of September
responsibilities are agreed
*TT prepares an aclion plan
Reporting and No progress to date | *Agreed local agents implement action plan. | Due to be
stralegy This implementation will be difficult if the | completed by the
implementation present local authority vacuum persists (see | end of October

discussion below).

The mobilisation of the Bapong project has proved difficult. Initial meetings with external
stakeholders have been very positive, but gaining access to the community has been problematic,
for the following reasons:
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Local government and tocal management in Bapong is in a state of flux. The village is
managed by an interim Administrator, and local government is presently the subject of
a Mmabatho-led Commission of Enquiry. The implication of this fluidity is uncerlainty
among local actors, and a lack of willingness to commit to the pilot initiative. Further,
the cstablishment and growth of local service-based structures has been impeded. Local
informants indicate that thete are no RDP structures in Bapong, and that a Local Water
Committee does not exist.

Poor aitendance at relationship-building meetings. Three meetings have been scheduled
and none have included the full spectrum of local stakeholders. A key problem appears
to be the local distribution of invitations. On one occasion these were issucd by the
Eastern District Council, but not distributed locally, and on another occasion the EDC
invitations did not arrive in Bapong.

It was originally envisaged that the Five Villages Development Forum (FYDF - 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 have indicated that the
FVDF has limited credibility in the vitlage, and that FVDF sponsored activities would not
be welcome in Bapong.
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Against this backgeround, it is necessary to consider sirategies in respect of the Bapong project,
The following are some aliernatives:

Advantage

Option Description Disadvantage
1: In this option, the * No change to study team, | * Past expericnce suggests that
Continug with study team would pilot project budget or this process will be slow and
current efforts to | continue working with | study TOR required may delay the project further
gain access the EDC and local

stakcholders to gain
access lo the
communily

* Provides ho guarantee that
the further pilot project
programine will be supported

2:

Recruit a Jocally-
credible
facilitator/

Hire someene in the
comrmunity or with
community links to set
up meetings and to

* Will speed up the process
of making contact, and wiil
add credibility to the pilot
project

* Additional (but relatively
modest) cost implied

* Facilitator may be difficult to

clearer, or cancelled
entirely

down and for negotiations
with the wide spectrum of
community interests to lake
place

.* Cancellation might permit
the redirection of human
and budgelary resources o

the other three pilot projects’

organiser mobilise community find. Ms Bongi ltswang of
interest. RW, EDC * No change 10 TOR Consultburo is a possibility
and North West Local { required :
Government might be * Provides no guarantee that
asked to add impetus the further pilot project
to the project programme will be supported
3: Possibilities might be | * Extemnal options provide | * Change in TOR required
Redefine or to build capacity in ‘an easier context for the
redirect the organisations serving pilot project, and hence the | * Stakeholder support will
Bapong pilot Bapong (such as the possibility of doing have to be rencgotiated
project EDC or the FVDF), or | something effective in the
to work intensively time available. Internal
with specific options may also be casicr
stakeholders in Bapong | than the presenily envisaged
{eg youth groups or project, but are more risky
WOmen's groups) than the external options .
* Change in budget and
study team not necessarnily
required
4: The Bapong pilot * The keéy advantage of the | * The original pilot project
Postpone or might be postponed first option is that sufficient | TOR would have to be changed
cancel the untif the local, 1ime will be allowed for
Bapong pilot goverament position is | local circumstances 1o settle | * Cancellation would

disappoint the varjous
stakeholders who have
supported the Bapong pilot {eg
RW, EDC, Consultburo,
DWAF)

* 'The opportunity to test
capacity building and
community-based planning
approaches and methods in a
challenging environmen!
would be lost

The second option is preferred at present, but the third or the fourth may have to be considered
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if access problems continue.
9. Pilot Project Activities Post-Qctober 1997

It is cerfain that follow-up institutional and technical work will be required following the
completion of Phases 2 and 3. This report addresses Phase 3, but it is clear that insiitulional
arrangements for the implementation of the proposed regional water projects will have to be
consolidated and refined as priorities are developed and resources are negotiated. This activity
will almost certainly extend beyond 1997.

With reference to the pilot projects, it is critical to secure commitments regarding responsibility
for the managenent and operation of water supply in the three pilot projects, This activily is a
priority for July. However it is also necessary to give some thought to possible institutional
support to the pilot projects and the nominated service providers after October. The need for

such support should become clearer as the pilots progress, but the following forms of support
appear necessary:

. Water management mentoring. This is a process of ensuring that the water management
structures and processes put in place by the various communities continue to function
effectively. This support might be provided by bodies like the District Councils and MW,
but it may have to be supplemented externalty, especially where DC capacity is low. The
notion of such mentoring is consistent with current RDP practices.,

. Monitoring and evaluation. DWAF is placing considerable emphasis on M and E. This

. is also reflected in the pilot project design, However, it will only be possible to monitor

- and evaluate sustainability indicators after October. In this context it is necessary to

consider the nature and resourcing of a post-October M and E programme. M and E are
patticularly important given the pilot project objective of sharing best practice.

J Using the pilot project experience to build second and third tier capacity in the areas
where regional water projects are planned. The pilot projects, and the relationships build
between local and regional institutions could provide a model for the wider regional
projects investigated in Phase 2. This transfer of experience would take place as the
feasibility studies move into implementation.

10. Conclusion

H is betieved that the pilot projects will be valuable to the communities involved, and to other
stakeholders in the Magalies study area, The key difficully faced by the institutional team is the
short implementation time, but this is also an issue with RDP projects generally. The challenge

of linking quick delivery and sustainability is of national importance, and it is hoped that the JICA
projeci will make a contribution in this regard.
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ANNEX B INSTITUTIONAL

B.5  Financial and Administrative Training Questionnaire
1. Introduction

The JICA Magalies Expansion project is a Japanese-funded technical assistance initiative with
the objective of developing a strategy for the expansion of Magalics Water. In terms of water
policy, water boards like Magalics have been asked to find ways to extend supply to
previously unserved communities, and to 1ake on interim project management and technical
support functions, especially where local government capacity is limited or non- -existent.

One of the components of the JICA study is the lmplemenlalxon of a series of water supply
pilot projects. These have targetted rural and peri-urban communities with a variety of socio-
economic circumstances and a diversity of local water supply challenges. The following is a
suramary of the initiatives undertaken:

VILLAGE INFRASTRUCTURAL INSTITUTIONAL T
INFUT INPUT

Kameelboom, Reticulation of groundwater to Community-based development
North Mankwe FS Area. RDP standard, and implementation of a water
Norith West Province. management plan.
GaRasai, Prepayment metering system on Community-based developrent
Klipvoor FS Area. existing RDP community and implementation of a water
North West Province. standpipes. managemen plan.
Seghokgo/ Semohlase Existing pipeline extended to Community-based development
Moretele 2 FS Arca. Semohlase community, and implementation of a water
Mpumatanga. reticulation to RDP standard. management plan.
Bapong ' None. Assistance to communily
Peri Urban, close to Brits. structures around planning for
North West Province. cost recovery.

Three of the four pilot projects have combined infrastructural and institutional development.
Project Steering Committees have been active in all three communities since April 1997, and
an active programme of awareness building, capacily building and water management
planning has been facilitated by the JICA team. The infrastructural work has been cornpleled
and operations and maintenance training is now underway.

In addmon to the O&M training, spec:allsed training inputs are required around the financial
and administrative aspects of the pilot projects. Detailed management plans have been
developed by the PSCs concerned, and there is now a need to design and provide the training
necessary to put these plans into effect. JICA has shortlisted nine training providess, using
the Training and Capacity Building Directory developed by the Depariment of Water Affairs
and Forestry. In order to progress negotiations with possible providers, the nine companies
are asked to provide the information contained in the following table:
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Shortlisted

Relevant Training Tools: Language Are you able to
Provider Expericence: Has the company Capability: begin discussions
Financial and developed Is the company with the JICA
admisirative modules/ manuvals able to team on training
training around specifically for communicate within a week,
water supply in water supply verbally and in with immediate
rural community | projects? Are you | writingin the local | implementaticn
se{tings. able to provide laguage followiug the
maodel financial (SeTswana)? discussions?
Please provide and Do you have the
references. administrative necessary
documentation - capacity in the
¢g cash books, provinces
requisitions, concerned?
receipts, log books :
etc?
Bosele

DWAF Ref: 170

Black Integrated
Development
Consultanis
DWAF Ref: 197

Care
DWAF Ref: 198

Siyakhula Trust
DWAF Ref: 199

BKS Technoskills
DWAF Ref: 200

Build South Africa
DWAF Ref: 224

Community
Development
Services and
Management
DWAF Ref: 230

B-40



Are you able to’

Shorilisted Relevant Training Tools: Language
Provider Experience: Has the company Capability: begin discusstons
Financial and developed 1s the company with the JICA
admistrative modules/ manuals able to team on training
trzining around specifically for communicate within a week,
water supply in water supply verbally and In with fmmediate
rural community | projects? Are you | writing in the local impiementation
settings. able to provide faguape following the
model financial {(ScTswana)? discussions?
Please provide and Do you have the
references. administrative necessary
documentation - capacity in the
eg cash books, provinces
requisitions, concerned?
receipts, log books
etc?
Madisha and
Associales
DWAF Ref: 303
Africon
DWAF Ref: 309

It should be noted that short and carefully tailored training inputs are envisaged.
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_._.OVERALL EVALUATION __

Company

Remarks

Bosele

Care

Siyakhula

Africon
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