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ABBREVIATIONS AND TERMINOLOGY

‘The following abbreviations are used in this report:

~ AADD Annual Average Daily Demand
ANC African National Corigress
BLA Black Local Aulhormes :
BODA © British Overseas Development Agency
CAPEX Capital Expenditure ‘
CASE Community Agency for Social lnqu‘iry |
CBOs Community Based Organisations
CDE Centre for Development and Enterprise -
CIp ~ Capital Investment Plan
CRDC Communily Reconstruction and Development Coinmittee
CRCS Crocodile River Catchment Stidy _
CSIR Council for Scientific and Industrial Research
CWSS Community Water Supply and Sanitation
"DAF - ' Dissolved Air Flotation _
DANIDA  Danish International Development Age_nc)' '
DBSA De?e!opmer’it Bank of Southern Aftica
DC - ' D:_is:'lrict Council
DCF ~ Discounted Cash Flow
DFA Developrient Facilitation Act
DWAF ' Depariment of Water Affairs and Forestry
ESA - Extended Supply Area of Magalies Watet Boa:d as gazelted in April l996
'ESCOM Electricity Suppiy Commission '
GIS | Geological Information Systemn
GNU Government of National Unity
GSWCA  Government Subtérrancan Water Control Area
GWCA Governiment Water Controt Area
GWS  Government Water Scheme

B Irrigation Board -



IBS Irrigation Board Scheme _
IDT Independent Development Trust (NGO)

IFR Iustream Flow Requitenents

IMT Interim Management Team

INR Institute of National Resources
JICA Japan Internationat Coo;ierati'o'n* Agency

(the official agency responsible for the implementation of the technical

cooperation programmes of the Goverament of Japan)

LAPC Land and Agricultural Policy Centre _ |
LRDC Local Reconstruction and Development Committee (Local RDP .Committee)
LWC Local Water Committee
MSF - Medicines Sans Frontiers
M EC Meinber of Execulive Committee

: MW_ Magalies Water Board

' NELF  National Electrification Forum (ESKOM Database)

NGOs Non-Governmental Organisations -
NPV ' Nelt Present Value

NWP North West Province _
NWWA North West Water Supply Authority
0&M O]je:alion and'Méintenance _

ODA o O.fﬁc.ial Development Assistance
ODO Organiéation Developmgni Ofﬁcer
OECF Ove_rseas Economic Coopération Fund of Japan
PLP Presidential Lead Project | |
PMC Project.Management Committee of the JICA Study

PSC Project Steering Committee of the JICA Study
PWB - Phalaborwa Water Board
PWG Pro;ect Working Group of the JICA Study
PWSSD Provincial Water Supply ard Sanitation Directorate _
PWY ' Pretoria Wlitwater'smnd Vereeniging triangle (gedgraphical area)
RBC Rotating Biological Contactor

RDP 'Reconstruction and Development Prograninie



RSA Republic of South Africa

RSC Regional Service Council
(regional bodies established to facilitate and coordinate service provision -
across local boundaries. To be repla'ced by Regional and District Councils) '

RWB “Rand Water Board '

SY Scope of Works

SAMWU  South African Municipal Workers Union

SANCO South African National Civic Organisétidnm

SCOWSAS - Standing Committee on Water Supply and Sanitation

SDD Sumimer Daily Denand
'Sétp]an Settlenient Planning Services Consulting Engineers
SGT Self-Governing Territories
SR Service Reseivbir‘
STW  Sewage Trealment Work |
SWET  Sanitation and Water Fducation and Training Program
TA " Tribal Authority _ :
~ TBVC ~Transkei, Bophuthatswana, Venda, Ciskei (folmér ',‘"'indepcndant"”
_ homéian‘ds) | |
TDS  Total Dissolved Salts
"THM  Trihalomcthanes
TLC  Transitional Local Council '_
- TMC _ ' .Transilidna'! Metropolitan Council -
TOR = Terms of Referénce
TRC ~ Transitional Rural Council
vVIDP Ventilated Improved Double Pit toilet (latrine)
VIP Ventilated Improved Pit Latrine |
wp | © White Paper
WRC Water Research 'Commission

WRYM - Water Resources Yield Model
WIW  Water Treaiment Works
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ha
kg/efyear
ki

kid

km
km2
Ucfyr
ted
m3/clyr
mem
mem/a
mg/l
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R

UNITS

Cent  (100c=R1)
l-fe'ciare

Kilograms per capita per year

Kilotitre

Kilolitres per day
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Litres per capita per year
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CHAPTER 1 INTRODUCTION
.0 Background

" In August 1995, the Govemments of South Africa and Japan agreed the scope of work for a
technical co-operation programune focused on the expansion of the capacity of Magalies Water
(MW). The Japan bntemational Cooperation Agency (JICA) is curcently undertaking the study
in close co-operation with the Departnient of Water Affairs and Forestry (DWAF).in South

‘Africa. The initiative to expand the capacity of Magalies Water is a diréct otitcome of South

'Africa’s new Witer and Sanilation poli¢y, which is based on the Reconstruction and

‘Development Programaic (RDP). In terius of the policy, institutions like Magalies Water will
‘extend bulk sipply networks in the loriger térm, and wili assist in stimulating and sugporting
local level water supply and management institutions in the shott to medium terin,

The overall framéwork'bf the JICA Study is as follows:
PHASE [ - Formulation of a Master Plan

Stage | - Situational Analysis
- Stage 2 - Formulation of a Master P'Im ﬁp to the year 2015 aiid
priority projects to the year 2002

- Stage 3 - Recommendations on study methiods and terms of reference
- for Phases 2 and 3

PHASE 2 - Feasibility Study on priority projects
PHASE 3 - Implementation of selected water supply and sanitation pilot initiatives

-~ Against the background of the overall framework described above, the present JICA Study is -
_ concened onty with the Phase 1, formulation of an overall and strategic framework / mastér plan
for the appropriately phased, long term, sustainable development of water supply infrastructure
and sanitation, including appropriate Second and Third Tier suppor, in the Study Area. The
- formulation of a priority project to the year 2002, and an extended programmg up to the year
2015 is included in the present JICA Study. '

The first Stage of this Phase was a Sitational Analysis. The purpose of this was to understand
the socio-economic conditions, hydrological and hydrogeotogicat tesources, demanid for water,

-supply of water, existence atid condition of infrastructure, present standard and coverage of
services, environmental conditions; policy implications, capacity and roles of the First, Second
and Third Tiets, water supply attitudes and practices at the community level, financial situation,
and water tariffs and cost recovery systems. '

‘The’sé‘i:dn'd Stage of the Phase is to formulate a Master Plan which includes the Gap Analysis,
- the Policy / Strategy Recommendation / Plan, the Prefiminary Study of Water Supply System-

1-1



(Technical Solution), and the Econqmicﬂ’inahcial Aﬁalysis'bf the forriulated project(s) undet -
pre-feasibitity level incliding an initial capital investmént plan.

The objective of the Gap Analysis was to establish a compléte uniderstanding of the Gap beiween
the Current State (instilutional, technical and financial) of water infrastructures in the Magalies
Water Study Area and the desired future state, as presented in the Water Supply and Sanitation
policy. ‘The current state has been determinied in the Situational Analysis. The future state is
_ idenhﬁed through key policy docuiments such as the White Paper on Water Supply and
 Sanitation, as well as the needs and cxpéetations of the communities and other consumers in the
- Study Atea. :

The 'obleclivé of the Policy / Stratégy Recommendation / Plan was: to facilitate and guide the

“ekpaision of Magalies Water through practical recommendations regarding policy and strategy;
to identify areas of national policy that supporUhmder the expansion of MW, and to propose
actions to be taken,; to identify aréas of policy in specific water sector and related institutions that
Ttequire attention, and to propose appropriate actions; and to propose strategies to deal with
institutional and technical gaps that are likely to hinder the expansion of MW, togethier with
strategies that will facilitate the expansion process.

The objective of the Technicat Soluuon was to quantify the technical requrrements to achieve the
standards aiid levels of service identified in the desired futute state and brtdge the Gap mapped
out in the Gap Analy31s

The objective of the Economic/Financial Analysis is to quantify both the cost and the benefit to
be incurred by and arising from the project proposals which are to be evaluated from various
viewpoints of RSA’s national economy and the second and third tiers’ entrepreneuriat stance.

The tessons obtained from a series of analysis will be fed to further Phases 2 and 3 of this Study

: Kcy to the success of the JICA Study is the support and involvement of l‘ne main stakeholders '
in water supply and sanitation in the Study Area - Magalies Water Board, national and regional
_ offices 'of DWAF, local authoritics, district councils, locai and Provmmal Govemnnient,

‘ 'conumlmtles and their representative organisations, and NGOs. To ensure that this mvolvement
L occurs 1he followmg msmuuonal arrangements have been put in place:

s The entire JICA Study is managed by a Project Manageme’nt’()ommittée (PMC), on
which sits represeutatlves of Magalies Water, Department of Water Affaits and Forestry
~and JICA, The PMC sits apprommately once a month and _

. Pro;ect Workmg Groups (PWGS) have been estabhshed to oversee the activities of the
' Study Team and the local consultants. Three PWGs were established, which include
representatives of key stakcholders, as well as MW, DWAF and JICA.



1.2 Composition of Master Plan Report

The Finat Report is composed of an Executive Summary, Main Report, Supporting Reports and
a Data Book, Each Supporting Report covers an individual part of the Study and has been
preparéd to provide detailed information to the more interested or specialist reader. The
Supporting Reports aie as follows:

General Affairs

Situational Analysis

Gap Analysis.

Policy and Strategy Options

Prefiminary Study of Water Supply System
Institutional Development Plan
Economic/Financial Analysis

CTmEmOaT >

The Data Book contains primary data and information, and only a limited umber of hard copies
will be produced which will bé held by key stakeholdets (such as DWAF and MW). The
conterits of the Data Book will be made available in electronic format whenever applicable.

1.3 Purpoese of Gap Analysis

‘The objectives of the Gap Analysis are to identify the major gaps between the present siluation
‘and development targets as required by policy / strategy / challenges / needs in terms of content
‘and process. The information gathered would provide essential input into the strategy and policy
component of this stage of the study, as well as building awarenéss among a wider group of
stakeholders of water sector issues. The information generated will be carried through to the
Technical Solution and thus the practical requitements for water supply in the Study Area.

R
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CHAPTER 2 GAP ANALYSIS METHODOLOGY

2.1 Overview of Apjproach

The Gap Analysis comprises 7 basic steps:

(i) Compilation of Overview Report of Siluational Analysis

¢} Prélin’iinafy Identification of Gap

(3)  Gap Analysis Workshop (Workshop 1)

(4)  Research/Technical Study (Task Team)

(5)  Task Teams Write-Up

(6) Consolidation/Confirmation Workshop (Workshop 2)

(7)  Finalisation of Gap Analysis Report

To summarise these steps, information gathered in the previous stage is analysed in the light of
development needs and policy requirements, and the gap identified between the practical
implications of those needs and requirements and the existing situation. The shape and
magnitude of this gap are extensively workshopped with stakeholders, as well as refined by
relevant expetts, to produce an unambiguous and understandable list of gaps that can form the
"platform for the development of specific strategies for the expansion of water supply and
sanitation in the Study Arca. . o :

Each of the seven steps is described in the following sections.
22 Compilation of Overview Report

The 6Bjective"of the compilation of this first step was to identify and ‘docum:enit the kéy points
determined in the Situational Analysis. This required that a summary report be produced of the
findings of both the Community Inventory Survey and the Community Database Survey. This
~ report was also workshopped with the JICA Study Team to confirm aiid agree upon the ndin
findings. ' :

" Three documents were produced:
(. An Engiheerin‘g Component Executive Summary

(2) An Inﬁtilﬁlio‘hél Com;:)on'éﬁf Execulive Summary

3 A Financial Component Executive Suminary

- 2-1



These three docuntenis formed the basis from which the gap would be determined.
2.3 Preliminary Idesitification of Gap

The objective of this component was to deterimine the most important / key gap areas to be put
forward for discussion with stakeholders at the first Gap Analysis workshop or for further
rescarch by the Task Teams that would be established at this workshop. The JICA Study Team
and the Consultants worked jointly on this éxercise, which had lhe following steps

) Review Overview Summarles.

(2)  Identify all significant Gap Areas, using knowledge and professmheil ability to interpret
the findings of the Situational Analysis in teris of the challenge and ability to meet this
challenge both in terms of content and process.

(3) Panicipation in conﬁrmalio’n meetings to agree upon the most significant gaps
(4)  Prepare discussion notes for the gaps for the Gép‘ Analysis workshop

In order to accomplish the above the Study Team had a numiber of meetiigs with the Chairs of
the Project Working Group that had been established in the previous Stage (Situational Analysis),
as well as with key officials of Magalles Water and some other key stakeholders, in DWAF and
exlemally Their input was invaluable in:

(1)  Ensuring the accuracy of the data;-
(2)  Explaining some of the technical arid financial issues in more detait; and -
(3) Indicating which of the gap areas‘were perceived as highest' priofity, and why.

Meetings wﬂh DWAF officials took place dunng the week of l? 22 June, ancl a meeling wntn

Magalies Water on 11th June.” A table was produced that combined the. engmeermg, institutional

" and financial components.- For each component the development target, present situations in

‘regard to that development target, and notes on the gap between the target and present situation,
was identified. This table was used as the basis for discussions with key officials of DWAF, and
Magalies Water. The table was thereafter refined to incorporate this inpat and the table was used
as the basis for the presentation of the findings at the first Gap Analysis workshop.

2.4 Gap Analysis Workshop (Workshop 1)

The ob_;eclwe of this first Gap AnalyS1s workshop was to discuss the gaps belween the present
state and the desired future state with afl stakeholders. Through this, the consensus would be
rcached on the areas to be further researched, who shoutld perform these activities and how

representations would be ensured to guarantee legitimacy in the process.

The workshop comprised the following:



(1) Presentation of the preliminary identification of the gaps;
(2)  Facititation of discussions and breakaway sessions;

(3)  Obtaining agreement with siakehcldeljs on the gap areas, the action required and who
should be involved to ensure representalion; C

(4)  Fommation of slu‘dy'_groups for t'_he riext component and dclerminatibn of an appropriate
action plan to guide their work; and '

'(5)  Documentation of the workshop and breakaway sessions

Fifty people attended the workshop, which was held at the District Council offices in Rustenburg
on 25th June 1996. These included key officials from the national and regional offices of
DWAF, Magalies Water, Rustenburg District Couricil, North West Water Authority, Greater
- Pretoria Metropolitan Council, Brits Transitionat Local Council, KwaMhlanga Local Council,
the Gauteng Provincial Department of Housing, Easter Gauterig District Council, Highveld
District Council, Klerksdorp District Council, and offices of the RDP of various provinces.

* Group meetings followed the presentation of the information gathéred by the Study Team, asa
result of which a farge number of gaps were identified. These gaps were then prioritised by the
delegates. ‘The meeting agreed on the formation of three Task Teams to undertake more detailed
research; these being: . S

‘(1)  Finance ahd Cost Recovery

- (2) L Enabling Environment/Roles and Fuhct_iohs

'(3)  ‘Third Tier Reform
Tt was agteed that Magalies Water should be rep_rcseﬁted on all three Task Teams and that liqcal
authorities should be on the Finance and Cost Recovery and Third Tier Reform Task Teains.
Two further ex officio representatives were selected for the Task Teams - Chief Pilane from

'Bafokeng and Mr Maluleke from KwaMhlanga. Minutes of the meeting are attached as
Appendix 1. . : o

2.5  Research/ Technical Study

The broad objective of the Taks Teams has been stated above. The inténtion of the Taks Teams -
* was to focus on specific issues rather than broad or general themes, and validate previous -
findings, views and’ perceptions; as well as investigate new related information. Specific -
objectives for all three Taks Teams were fomtulated and placed in four categories:

(1)  Development Targe’ts
* (a) Review and examine existing development targets with a view to refining or
recommending appropriate targels
_ : T ag



(b) Advise on the desirability of curzent development targets, their consistency and -
linkages

(2) Current Situation
(a) Reviéw and confirm current situations
(). Ideniification of Gaps
(a) E';ralllate'aﬁd defermine whether newly Iid(;lil;ﬁed gaps are appropriate
(b) Refine and slrengthen gaps where appropnate '
4 Rccommendahons | |
: @) Priofitise .ga'ps related to specific task team =

(b) Idéntify gaps in terms of which strategies can be implemented easily or inimediately
based on short and medium term objectives

* (c) Identify policy and strategy options and their implications

In addition to the above broad framework for the activities of the three Taks Teams, each task
team was given more precise instructions on the requirements from that team.

Each of the Taks Teams produced a report on their particular aieé, with the reports being
structured in line with the 4 _objectivc_s indicated earlier. - These reports were presented to the
JICA Study Team and feedback given for finalisation of the reports. Each of the Taks Teams
thereafter prepared a summary of their team’s work and findings. As with the first Gap Analysis
Workshop, these findings were tested with key officials of DWAF and ‘V[agahes Water and were
then tabulated for presentation at the actual workshop : :
| The lhree TaskrTeams were as follows:

2.5.1 Finance and Cost Recovery Task Team
(1) Participants

N Fennet/J Coetzer Magaties Water

J Cuniff Rustenburg District Council '

"M Malekutw'S Mahtansu ~ KwaMhlanga Transitional Local Council
Y Miyanishi _ JICA Study Team -
C McKudu ' Deloitte & Touche.

.S Jazynka _ Deloitte & Touche

(2)  Specific Focus Areas

2-4
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(a) Re’co'véry' of costs for the supply of services with all the varied complexitics this
implies

(b) Financing of service development where this is not covered by existing subsidies
() Process and system requirements for effective financial control

(d) Financial lmphcalmns of dlfterent levels of service gwen ability-to pay and the
impact of willingness to pay relative to different tevels of service

(¢) The interrelationship between financial and other aspects
Kcy Reésults

(a) The inability of service providers to recover costs from clients is a key problem and
is due to a number of factors: administrative (lack of, or inadequate adminisirative
systetns in many areas to invoice users, collect the money, control bad debt and
prosecute defaulters), technical (under-pressured supply, frequent breakdowns,
‘inadequate service levels), cultural (background of service boycotts in the §980s,
belief in nany areas that water supply is a free good and should not be paid for),
financial (inability to pay the required fate), and functional (fack of role clarity by
_most mstltuhons),

' .(b) The failure to tecover costs implies ongoing subsxdlsauon of water supply by

Government, lack of government funds for new development, and system
degeneration over the medium to long term; : o

(c) Misallocation of ﬁnanc:al and other resources - understafﬁng of some orgamsatlons _
in the Study Area, and overstaffing of others, prmc1pal!y NWWA and Kwandebele '
Regional Water Supply '

Inshtuhonal Environment Task Team -

Participants

J Coelzer Magahes Water
J Cuniff Rustenburg District Counc:l

‘JNagy  JICA Study Team

Stephen Lear Deloitte & Touche
M Maleta ~ Deloitte & Touche

| Specific Focus Areas

-(a) Polmy within which the mshtuuons in the supply area operate, consisting of both

~overall hational policies and those local organisations from provincial government
downwards

2.5
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(2)

(b) Thie regulatory, i.c. statutory arid legal provisions goveming operations and service
© provision

(¢) Institutional, i.e. organisational frameworks, both existing and new, which create the
capacity to deliver services (parlicular attention being given to clarification of
functions and roles)

(d) The planning process and its capacity (including the integrating mechanisms between
institutions)

Results

(a) A number of gaps relate to the theme of lack of direction of institutions invelved in
water supply - poor understanding of roles and responsibitities, poor co-ordination
between organisations due to this, poot or madequate explanation by DWAF of some
of its statements in the White Paper, and overall lack of experience of many
ofganisations in undertaking their expanded or redefined roles; -

(b) Concem over low levels of commumly pamcnpauon due to organisations not
engaging communities appropriately (lack of experience), as well as a fluid and
changeable situation at community leve! in regard to representative structuies, issues
and peisonalities;

(¢) The overall economic environment is a key factor - high rates of joblessness, poor

economic bases in many communities, poor educahon, health'and housmg

" Third Trer Reform Task Team

Paﬁicipanls

T Coetzer/A Van Oppel  * Magalies Water

Ms S Mbomvu - KwaMhlanga Transruonal Local Council
M Mahlangy ‘ KwaMhlanga Transitional Local Council
L Lloyd Highveld District Council

A Oberholzer Rustenburg District Council

Chief M Pilane Bafokeng Tribal Authonty

T Hart - JICA Study Team

J Nunes RODC . :

P Forsyth Deloitte & Touche

- Key Focus Areas
- (a) Institutional functions and clariﬁealio:n'of roles

~ (b) Current and potential fu{ure ICSOUrces ava:lable to serve developmeni requrrements

at the Third Tier (thxs was taken to inclide both huntan and ﬁnanmal resources}

2-6



(¢) Managing procésses includirig the ability to engage communities in the provision of
services

(d) Capdcity to manage the transition process and to manage future development (lhlS
was taken to niean both short and long term goals and include consideration of such
things as support networks)

(3)  Resulis

(@A key gap is lhe tack of programme or failure to spell out the programme, for
building the capacnty of the Third Ticr, now that local government elections have
taken place. The suppott role of sécond tier structures for the Third Tier has become
extreinely unclear, as they cannot work to any time frames ot targets;

{(b) As with the other Task Teams 4 major concern over institutional roles and

responsmzht[es, as well as major problems of inadequate and mexpenenced staff;
(©) The Th:rd Tier is where delivery ultlmately takes place, but there is litite or no
" experience of the necessary integration of services by muluﬁmctional entities such
- as District Councils and Local Aulhonttes

2.6 Consolidation/ Conﬁrmation Workshop (Workshop 2)

The objechvc of this second Gap Analys;s workshop was to further discuss the gap between the

" current state and the desired future state with all stakeholdets, taking into account the work of - .

" the fask team groups.- The intention was to reach consensus and confirm the gaps to be addressed _
and how this mfonnaimn would be used in Phase 2 Feasibility Study on Pnomy Pro;ecis ofthe =
- pro jcct ‘

: The second workshop took place on 23td July at the offices of the Rustcnburg D:stnct Council
in Rustenburg. Participants numbered 40, including key officials of DWAF, Magalies Water,
various District Councils and Local Authorities, delegates from Northern Province, RDP offices

“and Local Water Committees. . :

The uorkshop presented the refined Gap Analysis tables of the three F ask Teams (see Appendlx
2) - Context, Gap, lmphcatxons and Recommendations. Questions were asked, and clarifications
given. Smalt group sessions then took place, with the formation of three small groups, one each
to consider each of the 3 Task Team s fi ndmgs The small groups were asked to: ' '

.‘(1) onf‘ nn ihe Gaps as presented by the i‘ask Team, and agree on modaﬁcahons and
reﬁnemenls (mcludmg any new gaps that might have bcen missed)

V3] | {dentify and motivate priority Gaps

:(3) : 'p‘ro'pose' actions to.addre'ss the Gaps identified |



The changcs and recommendattons were presented to the uorkshop in plenary, With the
following malters réquiring high priority action:

(1) Resolution of the debate around levels of service - the whole issue of non-acceptance by
unserved communities of the RDP minimum service leve!;

(2)  Costrecovery as the key to service delivery;

@) Tarirreéualisation;

(4)  The need for local solutions, rather thaﬁ'ﬁlankét approéxchés; |
2(53 | Linkin'g of ]Ob creatioh to.wéter_subp.ly;; -

(6)  Clearer understanding of the cultural aspe'cts of nonpaymenl"aﬁd

N Compllauon ofa daiabasc of best practlces why, where and how they work and where
they will ot w ork. o

- The wdrkshop was a success. The tables presented at the workshop ‘are Appendix 2 and the
minutes of that meeting are attached as Appendix 3.

27  Finalisation of Gﬁp Analysis Report

As part of the process of finalising the Gap Analysns Report aﬁer the second (Conﬁrmatmn) _
workshop fuither internal meetings and “orksessmns took place for the followmg purposes:

(1)  To identify and femove any duphcatlons in the Gaps ldenuﬁed by 1he three Task
Teams : _

‘. v} 4_ To further reﬁ.ne and re;ihfase the ﬁﬁa.l:li-St of Cép’s ‘

B (3) | To 'considcr thé iﬁtér-iinkagés between the agreed Gaps

‘(4) - Toconsider the recommendations attached to the agreed Gaps
An intgmal local consﬁltants mee'ting_tobk place on 24th July and :.a meetmg bﬂﬁéén the JiCA
Team and the local consultants took place on 25th July.  This enabled agreement to be reached

on the Gaps, as well as methods by which inter-linkages could be identified and systeniatised.
~Agrcement was also reached on the récommendations for some of the key Gaps.
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CHAPTER 3 IDENTIFIED GAPS

List of Gaps Identified -

.

As a result of the work of the three Task Teams, plus the input of delegates at the confirmation
workshop, a total of 23 Gaps was ideritified. There were, however, considerable ov erlap and
- duplication of these Gaps, due to the nature of the work of the separate Task Teams. An internal
analysis of the Gaps after the confirmation workshop by the JICA Team and the consultants
reduced the number of Gaps to 36 These 16 aré as follows:

@
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Unclear Roles and Responsrbr!ities First Tier, Secotid Tler, Thixd Trer

 Gap Between Policy and Legisiation

Lack of Conimunication and Co-ordination = Withiit and Between "l‘ iets
Lack of Handover Gu1delmes for Transfer of Personnel and Assets in the Water Sector

Lack of" lnstltuuonal Capacity - Human ‘Financial, Téchnical - As Well As L1ek of
Approaches 10 Brid gmg That Capacity

Poor Deployment of Exrslmg Capacily - Understaﬂmg of Some Water Orgamsauons in
the Study Area, and Overstaffing of Others

"Gap in Expectations by Comimunities of T helr lnvolvemem in Water Supply, and the

Vlews of Key Orgamsatnons

‘lnsuﬁ‘rcrent Capital Resources Wsthm Orgamsahons in the Water Sector

Gap Belween Commumty Expcctatrons on Servrce Levels, arld What Can Be Provrded :

“Gap Between Economlc Value Placed on Safe Waler in Pohey, and Value Plaeed on Safe

Water by Cominunities -

Lack of Commercial Experience of Water Boards in Retail Sector of Water Supply

‘Highly Inadequate Levels of Cost Recovery

Proliferation of Unauthorised Cohnections

Laek of Integrated and Co- ordmated Servrce Provzslon

“Poot Understandmg by “Third T!er of Thelr Role in Deve!opment Planning

Great Dwemly in the Suuauon on the Ground Between Rural and Urban Areas,
Beiween Different Geographical Areas
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Gap.Dcs'cript'lons

Unclear Roles And Responsibilities - Flrst Tier, Second Tier, Third Tier.

Concnse deseription of a gap

Roles and responsnblhlles of a number of i iustitutions in the water sector have not been
clearly identified and assighed, both in the current transitionat petiod and in lhe longet

term. These chiefly affecied are:

(a) Water Boards whxch have been assigiied newly but falrly vaguc roles -and

respons:tbllmes by the White Paper on Water Supply & Sanitation Poticy. It appears
that DWAF expects them (o take on a high proactive role, particularly at the
community level, whereas other players, such as District Councils, expect them to be
confined to a much more reactive and limited role, not intervening to support capacity

~ at the Third Tler unless specifically asked

(b) District Counc:ls have ner-straddlmg roles, bul their renewed accep!ance asa kcy

role-player at the Third Tier is still evolving. Although they are well positiotied to
play a more critical role in planning, coordinating and implementing development,
they are not self sufficient and are dependent on provincial budget allocations and
levies which are used to support TRCs and LWCs. Their capacnty also varies greatly;

{c) More guidance is needed from DWAF on cleaxly deﬁnmg the role and decision -

making powers of LWCsas statutory bodies.: The recent local elections of Novembet
1995 have left the status of many formal and informal community organisations
unclear of their role. There are still major problems in regard to the specific role for

local government in the provnswn of water supp!y and sanitation and the development
“of local govemmem systems in rural areas, and

(&) DWAF i is responsible for setting the overall framework of what is reqmred of the
~ various organisations but has been weak on providing clarity and policy guidelines

for specific water sector audicnces. DWAF's own role at the regional level is still
being defined: it still needs to exercise its powers to ensute an appropriate aulhority

 is designated to manage projects proposed by its Directorate for Community Water

Supply and Sanitation; its executive functions have diminished in the presence of
Water Boards; and other functions, such as planning of new services and atlocation
of central governiment funds will decline as effective local government is established.

Implications

() It seéms that DWAF has unde'restlhmted the magﬁxtude of 'expe{ndmg the role and

functions of existing Watér Boards. The dlftcnng expectations being’ placecl upon
Water Boards are leading to them being confused as to what they should be domg and
how energetically. This is leading to a degtee of withdrawal from these conflict
areas;
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(b) Water Boards and Dlstrlct Counclls ate clashmg on areas of jurisdiction, niotably
where, in the chain of watér supply, the bulk supply of Water Boards ends and the
local _rel;culanon of District Councits begins, DWAF has done little in determining
and defining the boundaries of water boards because of the on-going debate of
whether boundaries should b¢ based on political or provincial considerations; and

(¢) The poor deﬁmuon of roles and responsrbrhhes is creating a situation where there is .
a lack of accountability, poor internal controls and procedures, poorly defined
“institutional goals, as well as initiative and _ staff motivation resulting in local
management and planning falling far short of what is requiréd. In addition, the wide
gulf between local and other commuiity based structures offers littte scope for
meaningful integration between short-term and lofig-term planning.

Genetal Comments /Discussion

Thei lssue s of rolcs ancl responsrbilmes was ldenhﬁed by all three Task Teams, indicating
the extent of the problem. The two 1nslltuironal Task Teams emphasrzed the institutional
aspects of the gap; overlaps in functions; inability to fulfill goals and objectives; and poor
service delivery; while the Finance and Cost Recovery Task Team focused more on the
problcms of accountability, ﬁnancral control and achievement of targets.

‘This gap is due not only to lack of clarity on n roles and responsibilities, but also to failure

by various orgamsatrons to proactwely define roles and l'eSp()nSlbllllteS for themselves

_ based on available legal and organisational data which can be communicated to other
- organisations experiencing the same problem The myriad of regulations and gavernment

notices sending different and conflicting signals to role players, stakeholders, and
beneficiaries have not been helpful. There is a suspicion that some of the organisations
concerned with this problem are adopting an overly reactive approach, not realizing the-

~importance of actively engaging with stakeholders to define their area of work.

EGap Between Pollcy Objechves and Attamment of Objectives Wlthm Cumnt Legal /

lnstrtuuonal Environment

: Concise Description

There is a gap belween the stated policy objeclwes as specified in the White Paper and
the attainment of those objectives. The current policies appear to be more the result of
an accretion of interventions reflecting a wide range of pressures, srluanons and
mlerpretatlons of wha is needed rather than techmcally craﬂed structures. The faiture

“to diagnose policy constraints on the achievement of objectwes and the inability to -

formutate altemative policy changes in the White Paper and RDP is a major source of the
current gap. Polrcy ‘coordination part;cularly at the reglonal and tocal level and a

: concep!ual franiework to determine the sources of ueakness in policy formulatmn has

largely been absent,
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In the case of Water Boards, the policy requirements of thc Whitg Paper dlfler rivarkedly
from the rcquuements of Water Act 54 of 1956, Moré generally the gap is considered
to exist between the need to eftect full cost fecoveiy and the lack of systematic long-run
policy direction and implementation to achieve cost recovery objectives. Moreover, the
absence of a n,gulatory environment makes it difficult for Water Boards to enforce
payment for setvices rendered resulting in a great deal of frustration in the water sectos,
The closing of this gap néeds to occur within the context of proposed new water
legislation which is needed to provide a firm legislative basis to deal with issues of
enforcement of payment.

Implications

The mablhty to achieve policy objectives and the !ack of poltcy analysis and examination
once again hlghhghts the shortcomings in national water policy which ¢an lead to
obligations that might be unsustainable given the limited resources and capacity
available. The intentions of the White Paper, while gencrally supported, are being

 increasingly ¢riticized becatse of the inability to 1mplement them. The focus stiould shift

to successful attainment of policy goals and objectwes to improve and enhance the
perceived value of all policies'and Iegal framewaorks. :

The gap between policy objectives and attainment of objectives is leading to ongoing
reinterpretation, review and reshaping of stated policies. Examiples are the revision of the

statutory nature of Local Water Comnnttees and reassessment of the support functions

“of Water Boards, but moré needs to be done on clanfymg roles. While such flexibility

- permits the modification of approaches in the light of pracucal experience there is

~concein that the failure to transform pollcy mto legislation perpeluates uncertainty and
lack of comm:tment

The estabhshment of a legal/policy framéwork at both the natlonal and local level is the
driving force behind implementation of policy reforms in commumty water supply and

sanitation. Lack of a framework makes action at the commumty level problematic since -
there are currenlly no market incentives for orgamsauons to operate at this leve] intérms
of existing legislation. A new Water Act with specific incentives would only be helpful
to 2nd tier institutions and much more legislative action is needed at the local level to
bring about the needed changes and provide the necessaty incentives for private sector
participation. ‘

General CmmnentéfDiscus"s’ion

* This isstie was ldenhﬁed by two of lhe Task Teams - Fmance and Cost Recovery, and -

* Institutional Envnrbnment reflecting the overalt policy of DWAF on the i issue. Although
' DWAF has, in broad {erms, embraced the concept of private sector participation in the

~ water sector, it still needs 1o establish the legal and policy gmdelmes under which the

private sector can provide meaningful participation.
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While the problem was teadily identified, there 'was general difticully in providing
specific actionable recommendations to dea! with this, with delegates at the Confirmation
Workshop rather urging the nced to have greater input into policy-making and
formulation.

Lack of Commuinication and Co-ordination Within and Between Tiers
Concisé Description

There is limited communication and co-ordination between the First and Second Tter and
the Second and Third Tier attributable primarily to undefined and unclear goals and
responsibilities of the inistitutions operating at these levels. This is resulting in differing
perspectives as to the objectives arid methods for building water supply and sanitation
capacity. The problem fies between DWAF and Provincial Governmeiit, DWAF and
Water Boards, Water Boards and District Councils, and Water Boards and community

- organisations. The problem between the first and second tier is more ofie of inanagement -

style rather than lack of communication, while that between second and thied layers is
more one of insufficient and, in:some cases, mis-communication.. Lelters and
communiquies from DWAF reflect a rather autocratic and non-consultative manageément
style; problems of bouindary definition between Magalies Water and Rustenburg District
Council appear to have been resolved through greater contact and apprecnatton of the

' challenges and problems both parties face.

lmpllcatlons '

(a) Failure of mstltuuons in the sector ‘fo reallzc lhe various complextues,

mterrelatlonshlps and the impact of local conditions is resulting in institutions
“operaling at variance wnh onie another; : : :

(b} Poor or mappropnate communication tends to push cenlral issues aside and aver-
‘ emphassze issues of lesser lmponance Mallérs of piotocol and territorial integrity
- assume greater imporlance than necessary, while key concerns such as developmg an
~ inclusive strategy for cost recovery commue to elude role-players,

{c) While not fully supported by the Confirmation Workshop, it is believed the poor
communication is a result of, and probably reinforcing, the dominance of key
- personalities competmg in this sector; and

(d) Poor commumcauon and co- ordmahon in the water sector is frustratmg DWAF
which is being ¢valuated on its ablhty to deliver the goals of the White Paper. This
fnistration manifests itself in a somewhat autocratlc approach towards ‘other
orgamsattons in the sector.
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- General Comments/Discussion

This gap was mentioned only by the Inshtuhonal Enwronment Task Team and related
to the communication and ¢o-ordination gaps between first and second tier. T he .
Confirniation Workshop saw this gap as more evident between second and Third Tier,
particularly between Water Boards and the Third Tier and community siructures, where
the issu¢ of accountability was focused upon.

Lack of Transitional Gwdelmcs/arrmgements for Transfer of Personnel and Assets in the
Water Sector :

Conmse Descnphon

There is alack of gmdetmes for the transt"er of human, techmcal and financial resources
in the water sector, particularly to the Third Tier. This teansfer is necessary to maximize -
the wse of scarce resources in this sector, freeing Up resources (predominantly at the First
and Second Tier) which can be deployed at the Third Tier where an acute scarcity exists.
This matter afflicts the public service generally in South Africa, where there is a need to
redeploy teachers, nurses and admlmstrators to fess attractive rural arcas.

- Implications

This gap was ‘introduced at the workshop and it was not possible to develop the

" implications in greater defail. The following suggestions are made:

(a) OverstafTing and understaffing problems, one of thé gaps rioted, will continue;

_ (b)l'l‘hé Third Tier will conlinue to stmgglé with capacity prablems; and
(c) Nécess‘ary restrucluring exercises x\)ili_be'deféyéd.
3 Gcnerai Commentlexscussnon

This gap was 1dent1ﬁed al the second workshop where it was ongma!ly presented as part

of the explanation of the gap between policy and legislation of the Third Tier Reform
Task Team. Delegates in the Third Tier Reform small group discussing the Gaps
identifted this issue and requésted it be dealt with separately. The consultants are not
clear as to the exact nature of this issue but understand its importance to DWAF. Itis
still the belief of the consultants that this is more of a procedura! miatter related to

: capacnty building lhan truly a key gap in lts own nght

The lack of proper transitional arrangements hds serious 1mpllcatlons for successtul'
managenient of RDP projects after implementation.” A case in point is the two RDP PLPs
in the Study Area currently being implemented by Magalies Water and Rand Water.

Although implementation has been completed, the handover of these projects to LWCs
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has been delayed because of poor preparation. In addluon LWCs lack the necessary
training and’ administrative capacn(y to efficicntly manage these projects.

Lack of Institutional Capacity - Homan, Financial, Technical - As Well As Lack of
Approaches to Bridging that Capacity

Congcise Description

There is an overall lack of capacity in the institutions in the water sector to fulfill the{r

| historic roles as well as additional roles placed upon them by new policy. T his is a

significant gap and is most acule at the Third Tier where some Lotal Authorities and
Distriet Councils exist almost in nariie only and lack niost key persoimnel.

This capacity issue can be considered from a number of perspectives, In many ways

~ several of the other Gaps identified can be subsumed under this general heading. Key

aspects are:

{a) Ldck of technical and financial capacity to have and maintain basic systemis:
~ controlting of budgets, billing of clients, management of personnel and development_
. of customer relations;

(b) Lack of an overall nahonal or provmcnal program of institutional capacity building
at the Third Tier: capacity building is linked mainly to development projects which.
have a finite life and provide few opportunities for long-term employment; and

(c) Linked to the abovo, lack of mformatnon on the extent of the capacuy reercmenl
whete the problem is most acute; what type of capacity is most needed; and what
opportunities or organisations exist that can provide support in capacity building.

lm"p!ications

The tmphcatxons of this lack of capacity are profound and go to the hea.rt of the
development challenge facing South Africa in the post-apartheid era. Essentially, -

* developinent cannot take place if there is no capacity to run the institutions involved in

this development. In the water supply context, this means:

(a) Inablhly to render an effective and efficient water supply service to clients, leading
them, not surprlsmgly, to be reluctant to pay for that scmce,

' (b) Even if chems were wnllmg to pay for the service, the systems or people to run the

systems, bill people for that service, collect the money or prosecute defaulters are not
avallable, ‘

(6) A vicious circle develops that dlscourages professmnals from being employed in this
sector, depriving the sector of the necessary management skills'and experience to run
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the organisations ahd stiategies dcvelopment Professionials in the sector grawtatc to
the bétter paid and more accessible organisations; and

(d) Key unplemcntmg structures Jack the systemns and peoplé to recover costs and

become reliant on government grants for suivival.

* General Comments/Discussion

Al three Task Teams idehiiﬁeti Capacily'as' a key gap.

Suppori for local governiment is a provmc;al competeice with provincial govemments
tasked with ensurmg that efficient and effective local govérnment develops in their
respective provinces, Most provinces have specnfic Departments of Local Government -
for this purpose. However, the issue is extremely complex and it is iinrealistic to expect
provincial Departments of Local Government; themselves inexperienced and suffering
manpower shorlages, to be able to do much that is very meaningful. Most of them have .
had their resources stretched recemly ensuring free and falr local elections.

It is being increasingly reahzed that the lnckle-down’ approach of empowering local
government through provincial government techinical and financial support is likely to
be lengthy and costly. The same realization is dawning in regard to the support role of
Water Boards to the Thitd Tier. It is anticipated that soon centeal government will take
the decision to fund local govemmenls direcily rathet than through provincial
government as they have been doing in the past. ‘This will help them to build their
capacﬂy independent of provincial government,

The probtem of capacny in the water sector is als’o being realized to be one that requires "

a variety of solutions and approaches. Qptions are available to water and sanitation

institulions to dea] with'lhis matter: ~

(a) Lstabllsh a service network that will allow the poolmg and efticient use of ex:stmg
capacnty, parucula:ly the establishment of operat:on and financial management

.- systems;’

(b) Possibly establnsh a discrete structure, such as a service co- operatlve to physically
pool these resources in one place; '

(c) Engage private sector prowders and
(d) Develop internal capacily.

Poor Deployment of Exlstmg Capacaty Understaﬂmg of Some Water lnsutuhons and
Overs!afﬁng of Others in the Study Area
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Concise Description

There is perceived overataﬂmg and understafling of various water institutions co-existing
in thc Study Area. Whileitis difficult to be unequivocal here, two institutions, North
Wcst Water Authority and KwaNdebele Water Supply (the DWAF arrangement that has

run water supply ini the ex-homeland of KwaNdebele) account for over 80% of the total

of 2 500 personnel cutrently engaged in water supply and sanitation in the Study Area
and they are consideted to be overstaffed both in terms of the leve! work required and
their low levels of cost recovery. The reiaining 20% of water personnel are spread very

thinly across the other institutions: other DWAF regional offices, ‘MW, Local

Authiorities, District Cotincils, Local Water Commillees and NGOS Many of these other
institutions have extremely hmlled capacity.

lmpllcatlons

(a) The mefﬁment use of watet personnel in the. Study Area places addmonal pressure
on the sector in terms of service delivery and cost recovery;

{b) Those overstaffed msutuuons are heavily reliant on govemment subsidies because
of high overheads and low levels of cost recovery (about 10% of operating costs for
.KwaNdebele and possibly 50% for NWWA). Scarce funds thus continue to be

funnelled into recurrent costs of th least efficient institutions, leaving less for capital
development,

{©) Overstafﬁng pmblems w:ll only be resolved through restructuring and reorganisation
“exercises which are lengthy,: disputatious and politically difficult. Therefore
downsizing of personnel will be an cxtremely lengthy process

{d) The contmued emstence of overstaffed, and in the case of NWWA overpaid (relalwe

to the State sector, as well as the market) structures is demotivating to other role-
players working to’ achieve the goals of the Wh:te Paper in very dlﬂxcult‘
c:rcumstances, and :

(e) The subsidies requured for these overstaffed stmctures probably also makes 1t difiicult
for DWAF to obtain a largér stice of the govemment budget as budget allocators will
argue, understandably, that funds should rather be sought from the rationalization of
the water sector. ' :

‘General COmmenls/Dis'cmission

' Theoverstafﬁng issue lsmtlmalely re!ated tothe homelandslructures in the Study Area - - |
"NWWA was ongmally the: Bophuthatswana Water  Supply Avuthority and the

KwaNdebele structure was a pre- 1994 'DWAF ‘arrangemént for water supply in

‘KwaNdebele, In commen wnth many of the other ex-homeldnds in South Africa pre-

1994, KwaNdebele and Bophuthatswana heavily subsidized the provision of basic
services, for bolh developmental and political reasons.
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(1)

Views of Key Organisations
Congcise Descnpt:on

The White Paper on Water Supply, in similar vein to the RDP White Paper, is emphatrc
about the iéed to involve communities at all tevels of developmetit. The reasons are

' compelhng

i (a) To be successful development projects need to be sustainable. Sustamablhty has

 been demonstrated to be possible on!y ifthe beneﬁc:ary communmes are mvolved
i the planning, preparatron and immplementation of such projects;

(b) People, especially in the less developed areas neéd o be mvolved and knowledgeable
about the services for which they are paying. If people have an understanding and
sense of: ownershrp, ‘they “are - more likely to.agree to the obligations and
responsibilities placed upon them; and

(c) Commumty mvolvement is part of the broad thrust of democratizatiori of South
Africa. The previously disadvantaged commumtles were systentatically denied

~ information and involvement in the economic life of the country and now need to be
exposed and educated in order to be ablé to fully pammpate in the new South Africa.

Whlle community participation in water supply has been frequently espoused the
implications, approaches and requrremems have not always been clearly understood.

- Historically DWAF operated more at the national tevel and was responsible primarily for

supplying raw water to intermediate (an tier institutions). It thérefore had little intérface

* with the community. " The same can be said of Water Boards who have been
- predominantly bulk suppliers of water to industry, mines and- established. formerly
“White” municipalities.. Regional Services Councils (now District Councr!s) were
© . prescribed by the RSC Act of 985 to only allow participation by Black Local Authorities

(BLAs). BLAs were widely seen as corrupf and illegitimate and were a specific target

~of civie structures in making the townships ungovemable Homeland governments

generally discouraged communitly involvement in development and often tried to
disempower local government by removing the revenue base. NGOs and CBOs operated

- ata fairly low proﬁle due to political repressron

While much progress has been made in reversing the above srluauon the past experience
of many communities combined with the lack of visible dellvery since the 1994 election -

_‘has made the issue of commumty involvement from a policy perspecnve very dominant.
This is compounded by the inexperience of service providers in this ficld, as well as the

extensive education progranmres needed at community level around basic issues such as _
payment for services, civic obhgahons, and the limits of involvement in service provider
decision- makmg :
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Implications
The lack of community irivolvenient in watér supply has had the following effects:

{a) The whole issue of higher service expectations than can be met by DWAF goes back
to the way in which standpipe level services were mostly imposed on communities
-without consuliation. Many communities in the more affluent urban areas could
afford a higher service level but have been denied the opportunity to request this
service; :

(b) 'The above issue is also at the heart of the probléem of unauthonzed connections.

Unauthonzed connections occur where an insuffictent service such as stand plpes is
:llegally upgraded by individual honicowners to yard connections by putting in place
pipes from the main pipeline to thie property;

(c) Water Boards ate being used by DWAF to. provide support in the prowsmn of

services by the Third Tier. Communities ai¢ particularly suspicicus of Water Boards

~ because of their historic roots in the apartheid era and placing niounting pressure on

-~ these orgamsahons to be transparent and accountable, sometimes in ways thai the
Water Boards are unable to be

(d) Communities wer¢ ot adequateiy consulted on their hopes and expectatlons for
water supply when the White Paper was drafted. As a result the minimum service
level (25 litres per person per day ata distance of 200 in) that govcmmem will pay
without commumty contributions is seen as cntlrely unacceptable by many

" commmunities; and RDP projects to supply such a sérvice are not geltmg off the
ground because of this disagreement; and -

(e} Water orgamsatlons are fan]mg to recover lhelt costs and 1hus prowde a self-

sustaining service, parlly bécause consumers. will siot pay for an inferior service on
whlch they were not consulted.

General Cmnmentsfl)lscussnon
While it is evident that cominunity participation can contnbutc meamngfully to

development it may not be a necessary and sufficient condition for the development of
community: water supply and sanitation. ‘The very nature of the South African

_environment - tack of expenence lack of capacity, low level of education and training -

might not lend itself to meaningful community participation and further complicates the

-~ refiance on communities for useful input. Community participation results in decision

makmg by consensus is also cha:actenzed by tengthy drawn out processes which stows
down the time requ;red to efTect change. This could be counterproductive to efficient and
effechve delwery of services. In the light of these circumstances, it might be prudeat to
review thé emphasis on community participation and not assume lh;s is a pre- requzslte
and the solution in all mslances
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3.2.8 Insufficient Capital Resources Within Organisations in the Water Sector
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Congise Description

Communities require house connections which are expensive io install, At the same time
development and upgrading of bulk supply systeins and operations and naintenance of
water supply works, particularly to the more rémote rutal areas is also expensive to
implement. Provision of a decent water sérvice is costly. The capltai resougces to

‘undertake these ventures ar¢ siot available within the organisations.” The Third Tier is

particularly under-endowed in terms of financial resources. Thus the gap exists between

- the financial rcqu:rements of water supply and the capital resolirces avallabie to finance

it.

Implications

{a) Inability to implement development projects'to evén the minimum standard of the
White Paper, let alone to the standards required by communitiés (yard connections

cost approxiriately R1,700 per household, excludmg bulk supply costs);

(b Limitations on new developm’eht of bulk supply as well as réticulation of services;
and

- {¢) Limnatmns on capacily building within orgamsatwns limits cost recovery and thus

the sustamabllty of water supply at lhe focal level.

General Commentsfl)lscussmn

Inthe hght of extremely hmited resources, DWAF might want to consider reviewmg its
: policy of focusing on quanttty rather than quality of water sitpply and sanitation services

to the disadvantaged communities. Rather than being focused on completing a targeted

“number of RDP water supply projects with limited capacity (25 litres per person per day),

it might be bettér, given insufficient capital resources, to prioritize deploymen! of capital

by investing in fewer projects with more emphasis on service quaiity (ie., yard

connections) and expanded capacnty

Service quality was raised as an issue by commiunity representatives during the Finance
and Cost Recovery Task Team meeling.” At issué is the desire by thie community for yard
connections rather than stand pipes proposed in the White Paper. Although this has huge
financial implications, i rmght be useful to explore the feasibility of i investing in metered
yard connections in the more urban black areas. This will result in fewer, but better -
quahty projects which will probably be miore sustainable in the long run.” The key issue
is the availability of funds to deliver this higher service level - government funds are
limited and, even if it was agreéd that financing a hlgher level of service was desirable,
the ﬁnanc:al requirements would mewtab!y reqmre repnontismg governnient expenditure
in a way that would have tremendous repercussions on policy, as well as the budget
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3The minimum service level (25 litres per person per day) also tneans that RDP related

cominunity water supply schemes might have a problem in expanding capacuy to
accommodate the higher mmamum standard requesled by several communities. This
again undérscores the need to maximize the amount of capital invested in water supply
projects by placing more emphasis on project quality, retiability and sustainability rather
than 'whlevmg quantitative targets.

Gap Belween Community Bxpectations o Service Levels, aid What Can Be Provided

Concise Descripti(in

Fmancmg is the main’ problem in providing’ for thc h!gher level of service that
communities demand. These communities cannot pay upfront for the provision of yard
confiections, therefore bndgmg finance in the foria of loaiis must be obtained. Water
Boards aré unwilling to borrow without govermment guarantces while government will
only provide guarantees or lend itself for the basic level of service. The Gap is therefore
not only the lack of government funding available, but also the lack of government
guarantees for loans reéquired to finance a higher than basic level of service.

There is ai issue arovind how such upgradiﬂg’ would be praclicall'y implemented. From
a technical point of view it would not just be a case of attaching yard connections to

~ existing systems as the volumes being careied in bulk pipes is not sufficient for the higher

levels of consumiption that would occur. The entire system, including bulk supply,
pumps and dam, would have to be upgraded to cater for yard connection consumption on
a wide scale. '

Implicatiohs :

Government wil! not guarantee funding above the bas1s sefvice level and the private

-~ sector will certainly not invest in higher servicé levels in that situation. There is therefore

no source of funding for a yard connectxon tevel of service. Given that many.
communities desice yard connections, this means that quality projects are being
compromised at the expense of quantity.

While Water Boards have taken responsibility for maintenance and management of some
of these minimum slandard RDP projects, it is stift unclear which aspects of the pro;ects-

- willbe handed over to Water Boards and which to LWCs. The failure of récognizing the

desire for yard connections will no doubt place contmuous piessure on all levels of

-_ gcvemment And queshons wilt remain on the ability or commitment of community to
water supply and sanitation projects which does not meet their needs and expectatlons

Gencral Comments!D:scussmn _

This gap was ongmally dcf“ ned by the Institutional Environment Task Team as one of
lack of capacity to implement projects to ‘White Paper requirements but this was changed

atthe Confirmation workshop when the financing aspect was folly explamed
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The rqecﬂon of slandplpe service tevels is related to commumty mvolvemcnt in destgn
and lmplementallon of projects but must be seen agamst a broadet backdrop. Standpipe
service provision has been generally implemcnled it 4 non-consultative way. Poor
administration and lack of funds have created ptoblems of lack of maintenance, long tap
queues, time spent waiting in line, breakdowns, unauthorized connections and long
distance to walk to taps. In these circuimstances it is casy to understand that users will
feel in some way stignatised, especiatly when they sec the levels of service in the nearby
affluent towns. -

The \\.orkshop gencrated much support for the idea that govcmment should ﬁ.md a htgher
service level. ‘Although this would not necessarily cavse a renewed payment for services,
it was believed that it would send a positive signal and break the current impasse on
service levels. However, it is clear that Govemment has 2 alternatives -

(2} To fund a higher service level; and

(b) To find an alternative way to implemeit upgrading.

Either way DWAF has to 'send soié elear signals quickly.

Gap Between Economic Value Placed oni Safe Water in Pohcy, and Value Placed on Safe
Water by Communities . .

Congeise Descrip’tion
The White Paper on Water Supply clearly slates that water is a scarce conunodlty lhat has

econonic vatué which must be paid for by users. However, many users surveyed in the
Situational Ana!ysns have little or no understanding of this concept and see water as a free -

- good which should not be paid for. Many users also do not differentiate belween water

(2)

originating from taps and water obtainable from rivers. Since they do not pay for water

from the river, they see no reason to pay for water from a tap. The gap is thus between
“the poticy of water as a scarce resource and econoralc good which has value and the

perception by communities that water is a free good or “Gift from God”.

~ Implications

------

- Not'all users have the view that water is free mines, mduslry, municipalities and other
‘established users pay for water. Free water 1s the view of individuals in communities,
. :predommantiy in the ex-homeland areas where thiere has not teaditionally been paymient

for water for a variety of reasons. However, in the areas where this view is prevalent
there are certamly lmpllcauons in the provision of & waler service:

(a) As long as the community perceives water as a free g00d cost re'covery clirectly for

water supplied witl not be possible Jeopardlzmg the atready fragile revenue base of
many Local Authorities in these areas;
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(b) Heavy subsidization of water supply Will be tequited, buf subsidies will most likely
dwindle in commg years. ‘In the long ferim therefore, sushmabnhly of a waler service
in some areas is hlghly questionable;

(c) Combined with oth_cr problems incost recovery for water supply (illegal connections,
boyeolls, unacceptable service levels, poverty, poor administration, etc.) the chances
of obtaining full or sonie level of cost recovery becomes even more remote; and

' (d) Finally, the contmued use of polluted river water has serious implications for pubhc

health. ‘The lack of awareness of the imporiance of safe water exposes people to
iliness from river pollution, poor health and a general reduction in their quality of life.

General Cominents/[)iscuséion

Traditionally communities have used river water which has more than satisfied their, and
other communities’ needs. Ceremonies and rituals have developed around the roulines

associated with water collection and the arrival of rains. Paymient for water challenges

the historic experiencé, the community value system and the traditional economic base.
In cases whete water is paid for it is more the resilt of an overall level of developiment
being reathed. It is notable that the above gap is most prevalent in the more remote ex-
homeldnd communities.

While there is non-payment for water in the more urban areas, this is more reiated to
other factors and may, in a sense, reflect the realization of the value of safe water and the
leverage that may be obtained from non-payment.

Lack of Commeicial Experience of Water Boards in Retail Sector of Water Supply

Concise Descriplion

 Water Boards have commerc&al expcnence in providing bulk supply secvice but are .

)

conm1erc1ally mexp—enenced in the refail sector of water supply. The gap is thereforé in
the experience of Water Boards in the business aspects of communily water supply.

Implications

Water Boards lack the expexlis¢ in operating in the rétail sector and in dealing dnrectly

with commwmles but this has never been the role and function of Water Boards. This

wilt have setious implications for Water Boards and for the water sector if Water Boards
are’ expected to operate in unfamiiliar territory. They are best at what they do, ie.
performing bulk supply finctions to the Third tier. Therefore, reéquesting that they

- perform retail functions at the Third Tler mlght be to detrimental community water
supply and sanitation delwery
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‘General Comments/Discussion

Allhough this ‘gap is strongly related to many other Gaps, particularly capacity
constraints, it nevertheless questiohable whether Water Boards should remaid in areas
where they are best at perforining their tasks. It has not, however, been nierged with
another cluster. Since there is a specific business dimension to the identified gap, it was
considered necessary to preserve it separately. This gap was’ identified by the
lnshluuonal Environment Task Team and considered to stronigly support a key
recommendation of the Finance and Cost Recovery Task Team, naimely the creatioir of
a service co-operativé in the Study Aréa to pool maniagerial and professional capacily.

nghly Inadequatc Levels of Cost Recove’ry

Concise Deseription

The gap is the mndmnental one - bew,een the requ;remems of the Whlte Paper and the

prmcnples of service provision which dictate that payment should be received for the

- provision of watet - and the current smlailon in which there is widéspread noit-payment

@

&)

for water stipply.

- Implications

I the cost of water supply cannot be recovered from users the followmg happens

(a} Capital and operanonal costs have to be subsuhzed by govemmem who can then

choose to redirect funds from other sectors to water supply. This will deprive other

~ sectors of funds. In the long term the burden on the State in providing fully for such

- $ervices becomes unsustamabte and the services degenerate because of madequate
- fundmg, and :

(b) Whell‘e‘r directly or not, users will be paying for water supply. Taxes of levies may
be raised to pay for this service othérwise consumess pay the ultimate pnce by
sacrificing other services that they use - health, education; housing.

General Commentstlscusswn

This is one of the key Gaps but was only exphcxtly identified as such by the Finance and
Cost Recovery Task Team, although it was implied in the Gaps of the other two Task

~ Teants. It is also the most obvious probler afflicting water supply in South Afnca and

this clearly came through at the Confirmation Workshop.
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3.2.13 Proliferation of Unauthorized Connections
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Concise Description

The inability to control the misuse and abuse of the water system as demonstrated in the
widespread and increasing tevel of unauthorized conn¢ctions. Unauthorized connections
vary in type but are most cenumon whcre a pipe is attached from a main street pipe to an
mdmdual property. Thé quahty varies but it allows individuals to get ComanD‘US and

free water direct to their property rather than collecting it at stand pipes.

Iﬁ\plications =

Unauthorized connections undermine any efforts to achieve cost recovery and provision
of affordable levels of service. They can be performed very easily and cheaply and make
a tremendous difference to the quality of life of a househiold. Not much can practically
be done by the authorities to punish offenders and there is little social stignia to their use;
a degree of pride is even attached to the quality of the work. - However, their presence
clearly dlscourages those who would otherwise wait for an official service upgrading
including consumers who may otherwise pay a flat rate for a standpipe service and those
who are prepared to work coopcratwely io provide a water supply to the conmmunity,
From a technical standpoint, water presstire drops considerably in the more remote parts
of a supply system as a much higher tevel of use than catered for has oceurred, Higher -

“levels of consumption than anticipated in the design of a water supply system also makes

the mechanical equipmient work much harder, shortening equipment life and raising the
costs of maintenance. : -

General Commentstiscussion

. 'There is debate about lhe way unauthorized connections should be dealt with, The

opuons are to legahze them or to criminalize them, Legalizing such connections would

~ meansurveying, standardizing, upgradmg and regulatmg those in existence, and attaching
- meters to these conneclions to collect payment,: Cnmmahznng them may mean ripping

them up and pumshmg offenders. The latter approach requires a level of administration

" that is generally lacking in these areas. The former approach appears to reward

perpetrators and penalize those who obey the law and pay for their services.

. The Whlte Paper states that unauthonzed connections should be regulanzed w:thm two
- years, but does not say- ‘how. In the meanume, these unauthorized connections are

spreading very rap;dly, pmmpted by dissatisfaction over non- -delivery of development
and even tacitly supported by some officials at the local level
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Lack of Integrated and Coordinated Service Provision
Concise Description
Third Tier institutions manage a basket of services, not just water supply. This

management has td occur in an integrated way. The ¢apacity to provide an integeated and
coordinatéd seérvice is weak in the rural areas, in the former homelands, and in cettain

* areas of former white Souith Africa where local aulhonty managemem capacity has been

2y

3
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depleted. In'the case of the ex-horelands local govcmment services were split across a
number of hoiticland govérnnient agencies and integrating these under one roof will
present a mgmﬁcant challenge. The integration cannot be led by sector specific
institutions such as DWAF or MW,

hnplicalions

(a) The potentlal benefits prowded by economies of scale i m managmg a basket of
services aré being lost; ~

“(b) Re-integration of fragmented local govement services in the ex-honiélands prescnt

a particular challenge; and
(c) Those organisations that can provide the best pr‘aétical support are sectoralty based
- and have to wait on the initiatives of a nori-sectoral organisation such as a District
Council. While some District Councils have capacily, others clearly do not, nor do
Local Authorities, thus delaying this necessary integration process.

General CommentéfDis’cu’ssion

As core coordnhélmg institutions at the Thxtd Tier it is believed that District Councils
should lead in plannmg and supportmg the mtegratxon of semces \wth respect to water.

Poor Understanding by Third Tier of The:r Role in Development Planmng
Conmse Description
There is poor understa'ndfng by Third Tier institutions of the importance of devc!opmen!

planning and the rofe they should play. This gap relates to the fack of clarity on roles and
fesponsibilities, bul it should be noted that thére does riot curtently exist any form of -

- integrated planning framework in South Africa (hrough which such organisations ¢an
* better understand thelr contribution to the planning process and the requirements placed

@

upon them.
Implications

While organisations may be able to continué their day fo day functions, it is likely that
their inability to plan their longer term future will impact on the budget and financial
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conirols as well as their ability to formulate missions, visions, objectives and other
guiding documents. Even the hiring and selection of staft will be compromised when
there is no clear idea of the direction in which the organisation is headed and what it
intends to do. Public confidence in their competence will understandably be diminished
over time.

_General Comments/Discussion

The Developmeul Facilitation Act is a key piece of legislation to support Tocal lovel
plarining. It has now been passed but the benefits of it will only be felt once it is firmly
in pl_ace

A variety of pra_ct{cal recommendations on how to deal with this gap have been put
forward by the Task Teanis and the Confirmation workshop.

3.2.16 Great Divetsity in the Situation on the Ground Between Rural and Urban Areas, Between

(1

(@)

3

Different Geographical Areas

Concise Description

“This gap was expressed in a few diffecent ways but the point being made is that the White

Paper on Water Supply has some implementation weaknesses, mainly due to the failure
to appreciate the diverse nature of water supply at the local level.  he White Paper secks
cost recovery yet the 1ocal economic environment in many areas is extremely poor: high

levels of Joblessness migrant labour, poverty and lack of any economic base. There has
-also been a tendency to impleément solutions developed in one focal or sﬁuahon and apply

itto others wuhout apprecnatmg the dlﬂ‘crences that may emsl

' !mphcallons

The gap between the policy and the sntuauon on the ground is leadmg to the setting of
impractical development targets. The target ofachlevmg full payment for at least recurrent
costs over a period of two years is seen as unrealistic, s is the intention to regulatise
unauthorised connections in that time frame. The impracticality of some parts of the White
Paper in refation to the experience on the ground is leading to a loss of confidence m
planning, as welt as the overall policy framework for watec supply.

“Genéral Corm'nentstisCu ssion

White it is maybe unfalr to criticise the application of policy on the basis of very spec:ﬁc,'
local éxperience it is nevertheless true that there is widespread ignorance about the extent

of poverty and joblessness, most notably in the ex-homeland areas. The economic rationale

of these arcas was entirely different to that of the non-homeland aréas, being predoiminantly
dormitory areas for the White towns and sources of cheap labour for the industrial parts of
the country. With the collapse of the homeland administrations and consecutive years of
drought the economic base of many of these areas has declined even further.
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CHAPTER 4 -PRIORITISATION OF GAPS
41 Introduction
_ As a result of the work of the three Task Teams, combined with the input of the workshops, a fist
of 23 Gaps was produced. These have since been reduced to 16, as there were many duplications
aind overlaps that had to be removed. These 16 gaps now need to be listed in priority order for
the _followmg réasons: :
| mn " To finish the woik of the three Task Teams, which had commenced this process;

v To support lhe mvolvement of lhe stakeholders, who had' also undertaken some
prioritisation at the workshops, as well as in dlscussmns with the Study Team;

3y To 1dent|fy any useful trends or steps coming out of the pnontisatlon process, that could
be used for addressmg these gaps;

“4) To 1dentlfy any clashes or constraints that ini ght occur where one system of pnont;sallon
conflicts with another.

Thls section undertakes a fourfold system of pnont;salton to indicate where steps may be first
_taken to address the gaps. The linkages between the gaps are a crucial component in this
analysxs and will be addressed in the next section.

4,2 Crltena for Prloritlsatlon

When the three Task Teams undertook their work ihey were asked to use a fourfold system of
prioritisation for the gaps identified.  These four criteria are as follows:

() Perceptions of siakeholders regardmg the importance of issues. The priority stakeholders

 placed on the gaps, irtespective of how they arrived at these results,  As such, there would -~ -

inevitably be bias in the listing, based on the expenence of slakeholders

(2) | Issues eﬂechng niore lhan one area, or Task Team, As implied, these would be gaps thal
were 1denuf' ed in more than one Task Team, directly or indirecily, or cutling across more
than one tier of water supply

-3 Areas where praehcal actlon can most eas:ly be undertaken There are areas in wh;ch
immedlate and direct action can be taken to improve institutional performance, The
~ criteria here wﬂl be those actions which are possible, ratheér than those which are
4 des:rab!e but very difficult to achieve. These praellcai actions may be easily undertaken

~ but will not necessarily be in high pnonly areas.

: (4) Areas in whlch acuon taken may accelerale the abahty of Iocal authormes to 1mplcment

service dehvery These’ may be suggeshons for SIgmﬁcam changes in areas of policy, or
~ supgestions for smalt direct pracncal oplions.-
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The four ¢riteria thus present dlﬂcrenl ways in which to look at water supply - from a slakeholclcr
viewpoint, a political viewpoint, a local authority viewpoint and watet supply delivery viewpoint.
All of them are valid, but none in Iso!ataon aré adequate to address the cornplex issues of water

supply.

Using the three Task Team reports, the data from the two workshops and the slakeholder
meetings preceding these workshops the four criteria for prlorttlsauon have been used ort the
sixteen gaps. Broad comments in regard to the 16 gaps have been recorded in'terms of the
requircments of the four different priority systems Thus, STAKEHOLDER PRIORITY is
recorded as HIGH, MEDIUM ot LLOW, or a combination of these,” whereas PRACTICAL
ACTION CAN BE EASILY UNDERTAKEN and ACCELERATE lMPLEMEN TATION OF
DELIVERY are rccorded in terms of time hormons

The results are shown in Tabte 4-1 of which key notes are:

(1) Although the stakeholder prioritiés were recorded in three separate Task Teams, there
was notable similarity on the priority accorded | gaps that existed in two or all three Task
Teans. Where a gap has existed in more than one Téan, the separate results are noted.
For example, the issue of unclear roles and responsibilities was a high or medium priority
of two of the three Task Teams; the gap between policy and legislation was a low to
- medium priority of all Three Teams; and the lack of capacity was a medium to high
pnomy of afl Three Teams. The only odd result was that of community mvolvement
where orie team gave it high priotily and another a fow priority;

(2) “the assessment of whettier the issue cut across alt Three Tiers was made by the local
:consultants based on the results of the Gap Analysis. Ultimately, all gaps cut across all
“Tiers, but a view tas taken on the oxtent this occurred directly, and a simple YES ot NO
score given;

e -The assessment of whether practical steps can be easily undertaken has been based on the
experience of the local consultants and the study team in underaking such assignments

~ themselves. It was thus viewed that initiatives to clarify roles and responsibitities could
be conducted quite easily, through provincial workshOps and other means, In:
‘comparison, the issue of insufficient financial resources is clearly a long term prob]em '
“and initiatives to address this would also be long term; - :

() The assessment of whether :mplementanon of delivery would be speeded up was based
~ on the distance of the gdp from physical detivery - policy changes were considered to be
more distant from delivery than opportunities for projects that could achicve this;
~ although the priority stakeholders place oir a gap is also important in assessing this.
' “Thus, the stakeholder priority ‘of dealing with unclear rolés and responSIbllmos implied
that solving this issue would havé a fairly imniediate benefit. ‘While some of the
assessments may be a little broad, the complexity and inlerdepcndent nature of the water
sector make any objective assessment of the éxtent 1o which solving a particu?ar gap may.
accelerate implementation of delivery a linle difficult.
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T he results of thxs exercise are:

(1) Sta‘keholder Pnonty hlgh htgh/medium prmnty attached to the need to clarify roles and
responsibilities, build capacity, handover guidelines, improve co-ordination and
communication and integration of services, address community expectations on service
levels and views on the value of water; ineditm medium/low priority attached to
addressing cost recovery, unauthorised connections, understaffing and overstafling,

~developiment planning,” communily participation and the gap between pohcy and
leg:slahon, and low priority attached to the experience of Water Boards in the retail
sector and the local economic situation.

2y Gap Cuts Across All Three Tiers - Yes for roles and responsibilities, gap bcmecn pollcy
and legislatlon, tack of communication and co-otdination, capacity, community
pamcipahon and involvenient, msufltc;ent capital resources, cost recovery, and the
economic situation; No for tack of handover guidetines, community expectations on
service lévels and safe water, expenence of Water Boards in retail, unauthonsed

. connections and integrated service prowswn

3) Practlcal Steps Can Be Easnly Undcrlaken Short term for roles and responsnblhues
commumcation, capacnt) cost recovery and rofe of third tier in development planning;
medium term for policy, handover guldehnes community involvement, unauthorised
connections and integrated service provision; and long term for insufficient capltal
resources, community expectations, and the economic situation at the local level.

(4 Intervention Will Accelerate Implementation - Short term for unclear roles and
responsibilities, capacity, capital resources and community expectations; medium term -
for communication and co-ordination, experience of Water Boards in retail sector, cost
recovery, untauthorised connections and integrated service provns:on, and tong term for
gap between policy. and leglslalmn, value p]aced on safe water, and current local
economic sntuallon ' : '

‘43 Prioritised List of Gaps :

Havmg recorded a broad representauve statement of the priority of the 16 gaps on the 4 dlfferent
criteria, scores were attached to these statements. The purpose of this was to be able to have a
common recordmg system across all four critgria. This would allow the amalgamation of the
points scored, glvmg an overall leve} of priority. The scormg is as follows:

. St_akéholde_; p‘r_i()rity: . ngh 3) Medium (2), Low (I)
“Culs across all Three Tiers:  Yes (2), No (1) -

' Somethmg canbe done: . Short term @), Medium te;m @ Long terma (1)
Accelerates lmplementatlon Short term (3), Medmm terni (2), Long tenim (1)

- The scoring s such thiat hlgh stakcholder prlonty gaps, that cut across. all three tiers, where
practical steps can be easily imiplemented in the short term, and where delivery will be enhanced
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in the short terim, will have the niaxinim points, and the opposite of this situation wxll have the
lowest pomts The appllcauon of this scoring system and the totaled results is given in Table 4-2.

The pnortty gaps, t‘rom highest to lowest, are thus as follows:
(1} Unclear Rolcs And Responsibitities - First Tiét, Second Tier, Third Tier.

(2) Lack Of Ins{ttuttonal Capacity = Human, Fmanclal Techmcal - As Well As Lack Of
Approaches To Bndgmg That Capacnly .

3) nghly Tnadequate Levels Of Cost Recovery, Lack 'Of Communication And Co-
~ ordination - Within And Between Tiers;

(4)  Gap Betweeri Comnunity Expectauons On Service Levels, And What Can Be Provided;
-+ Poor Understanding By Third Tier Of Their Role In Development Planning; Lack Of
- Integrated And Co-ordinated Service Provision; [rsufficient Capltal Resources Within
Organisations In The Water Sector; Gap In Expectations By Communities Of Thelr
Involvement In Water Supply, And The Vlews Of Key Orgamsatlons

(5)  Lack Of Ha'ndover Guidelines For Transfer Of Personne! And Assets In The Watet
Sector; Poor Deployment Of Existing Capacity - Understaffing Of Sorae Water
'Organisations In The Study Area, And Overstafling Of Others; Gap Between Economic
Value Placed On Safe Water In Policy, And Value Placed On Safe Water By
Commumlles

(6)  Proliferation Of Unauthonsecl Connections; Lack Of Commercnal Experience Of Water
Boards in Rctatl Sector Of Water Supply, Gap Between Pohcy And Legislation

() Greal Diversity In The Situation On The Ground - Between Rural And Urban Areas _
Between Dlﬂerent Geographlcal Areas :

44  Comments and Interpretation

44,1 COnnnents |

Pnontteahon of gaps and mterpretallon of the resuits niust be approached with cautton

(1) The Gaps vary in type - some are descriplive, some process orlented some strategtc
Comparing them and ranking them ctéates the view that they aze similar in'type and
niore tmportantly, in magmtude and this is certainly not the case; i

2) The prioritisation has been of the gap 1tself not ‘the nnphcatnons ‘of the gaps, or
recommendations coming out of the workshops and dtscussxon groups. It may be more

valid to prioritise the action steps to address the gaps, or measure and rank the lmpacts
of the gaps; and
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(3)  The measurement of some of the gaps according to the 4 criteria may be considered
subjective on one hand, and simplistic on another.

These points are acknowledged, However, the exercise has allowed a much better understanding
of the nature of the gaps themselves, as welt as imposing a system on very diverse data.

442 Interprétation

()  While the smnng of thc gaps is very close and ll \\ould have been better to have had a
'system that spread the results out somewhat more; it is quite clear that the hnghest priorily
should be the addressmg of the tack of clarity on roles and responmbnhhes of the variotis
institutions in the water sector. This is an issue affecting most stakeholders, cutting
across all tiers, and where the most impact could oceur; '

(2) ‘The lack of capacity of all types follows close behind and wai ot the hlghesl prlonty
because the stakeholder view was this - all the other criteria p!: d it on the same level
as the roles and responsibilities gap. Again, this is not a swiprising result - capacity
problems dre absohitely fundamental in all seclors of service delivery in South Afiica,
not just watér supply; :

'(3) - Third are two gaps - cost recovery and community expectations on service levels. Cost
recovéry is uiterly critical to the water supply sector and Magalies Water ranked this
highest but other stakeholders did not. The problem of communities not accepling the

levels of service that DWAF can afford without a community contribution is presenting
a tteméndous challenge to DWAF and no clear and easy solution presents ilself;

4) . _The rést of the 16 gaps are no less critical but have been scored lower on one or more of

the crlteria. They are closely grouped however, and should not be taken as less
: :mporlant lhan the hlghest priority gaps. -
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Tablé 4-1 Criteria for Prioritising Id¢itified Gaps

STAKEIIOLDER

CUTS ACROSS

PRACTICAL

" GAP , RACTICAL . ACCELERATE °
PRIORIFY Lo AL ACTIONCANBE | IMPLEMENTATIO
TIIREE TIERS UNDERTAKEN NOF DELIVERY
t Unclear roles aad HighMedium Yes Shart term Shert (erm
respansibilities
2 Gop between policy § LowiLow/ Yes Medio term Long term
and legistation medium
3 Lackol iligh Yes Shart (o Medivm term
sommunication & - mediem term
. <o-ordioation .
4 Lack of handover itigh Yes Medivim term Loag term
guldetines
5 Lack of human, MediimMediam/ Yes Shortterm Stortterm
financis! and High
technical capacity }
6. | Understsfiing & - | Medium No Medium terin Medivm term
overstalfing :
7 Comm taity Lowtigh Yes Medium term Medium term
involvement '
8 fnsafficlent crpital Medium Yes Loag term Shortierm
resources
9. Community High No - Long térm Shortterm
Expeciations on ;
seivice bevels
L Differing value Itigh Na Long term - Lopg térm
: placed
oa safe nater
C11 - | Experienceof WB . | Low ‘No Medivm ferm Mediwrm term
in
relail sector
12 - * | Enadequsie bevelsof | Medium Yes Short term Medium teim
costrecovery C
3 | Unauthordsed Medium No Medium lerm Medinm term
connections ’
4 Enfegrated & High No Medium term Medivm term
co-ordinated :
strvice provision
1§ Role of Ll tier in Medium hi Shord term Mediunz term
developmient
) pizaning —
16 Realiry of tocal Low Yes Long term ‘Loagtlerm
cconomic
situation




Table 4-2 Prioritisation of Identified Gaps

GAP TOTAL | STAKEMOLDER | CUTSACROSS | SOMETHING | ACCELERATE
PRIQRITY .ALL THREE CAN BE DONE IMPLEMENT-
TIERS ABOUT ATION

Unclear roles snd 1" 3 2 3 3
responsibifities

L.ack of human, finze 10 2 2 3 3
clab & tech cipuily .
‘Snadequite levels of ) 2 p 3 2
cost recovery

Lack of communic 2 3 2 2 2
afion & co-ofdination

Expectationson 3 3 i 1 3
service levels .

Role of 11 ter in 8 2 i 3 2
development planning '
Community (nvolvement 8 pd 2. 2

lnsufﬁcienlcapilli o 8 2 2 1 3
resour(ey

lategrated & co-ord 8 3 | 2 ]
service provision '

Lack of handover 7 3 1 2 1
guldeliaes

Understalfing & 7 2 1 2 2
overstaffing - o

Differing value pliced ' 7 3 2. 1 1
on safe water )

Experitace o WBin . 6 i 1 2 2
refail sector ; ' '
Unauthorised 6 1 1 2 2
coanecelion§

Gap between policy 6 1 2 2 |
and legislation B .

Diversity of local $ i 2 3 1
situation
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CHAPTER 5 INTER-LINKAGES

As ioted in previous chapter, there were originally 23 Gaps identified by the three Task Teams
in their research and in subsequent discussions with stakeholders at the Confirmation Workshop.
These 23 Gaps indicated a degree of duplication so the first step that was taken was to cluster the -
Gaps mto discrete Gap deﬁmuons This was done by the JICA Team and the Local Consultants
through a workshop process, whereby the nature of each Gap was reviewed and elther placed
with another one, Or retained separately. The methodology used was based upon the

: understandmg of the \torkshop participants of the intention behind the identified Gap, as well
as general knowledge of the water sector. Wherever theie was uncertamfy the Gap was left by
itself. ‘The number of Gaps was reduced to 16 and it is these 16 that have beeii eeviewed in this
réport.

Once thése 16 Gap clusters had been agreed upon, a process of identifying linkages was
‘wndertaken.: A number of different approaches weré used, mainly because the nature of the Gaps
were very different - soine were déscriplive, some basic, some process-focused. Using different
~“approaches has allowed the consultants to provide a much fuller picture of the linkages of the
Gaps, providing a degree of choice to DWAF and MW on how they should use thé assembled
information. '

5.1 Why Clusters and Linkages are lmportant
The identification of lmkages is tmportant for a number of reasons:

T I infegrates the Gaps into a cumplete system, allowing a nimber of theoretical concepts
to be applied to the complete set of Gaps to aid in understanding them and how to deal

- with them; these concepts are drawn from the system theory which provides a
framework for vremng development as process whtch relates inputs and outputs

Q) Cause and eﬂ.“ect can be separated out - tthtch Gaps are causmg other Gaps, wluch Gaps o

- arethe result of other Gaps. A complete CAUSE - PROBLEM - EFFECT can be drawn

"~ up , allowing analysts to understand where intervention is most beneficial for the
resolution of specific problems, and where intervention can have the maximum impact
on a'greatest number of other Gaps;

-3 There is a direct benefit to strategic planning, as the linking up of the Gaps mforms the
_ strategic approach as well as the priority areas; and

4 - [dentrﬁeatton of Imkages allows the rankmg of i rmportance of the Gaps. W]ule there has
been a priorifisation exercise already dealt with in this report, that exercise was not able
to comprehend the linkages, so the priorities outlined present a somewhat static picture

~ of the identified gaps. Linking up the Gaps presents a much more dynamic picture of the
-~ water sector. _
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Apjirbaéh

Clustering

Clustering for improving formulation -

- There were ongma]iy 23 Gaps ldemlﬁcd by the three Task Teams in their research and
‘in subsequent discussions with stakeholdéts at thé Confirmation Workshop. These 23
~ Gaps indicated a degree of duphcatlon, the same gap was often dlﬂ’erenlly formulated by

the different group of stakeholders $0 the first step that was taken was to cluster the Gaps
into discrete Gap definitions. This led to a consolidated list of 16 Gaps

Ciustermg by process elements

To assure a consistent analytlcal structure the consolldated llst of 16 Gaps was further

~ clustered info process elements. This clustering was built upon the system approach

whereby Gaps were regarded as elements of a broadn.r system of inputs, throughputs and
outputs in the development process.

Though very broad in its coverage, the system approach was regarded as appropriate for

- a study that cuts across various disciplines. Any analyiical tool drawn from any of the

particular disciplines of the study, namely finances, managenient, sociology or
engineering, would fail to provide a global picture of the study object.

“Clustering by sﬁbsystems

-% Allhough clustering according to the concept of mputs,:thmughp'uls and outputs provides
“a good picture of the ptocess elements it does not depict the subsystems entailed ini the

process. Further clustering was therefore required to group the Gaps according to the -
subsystem they belong to: Institutional Development Subsystem, Change Management -

Subsystem and Marketing and Commumty Involvement Su’bsyslem

Linking -
Pair link

An initial stége for estathhmg links between Gaps was to. tabulate them in a pair -
relationship. This exercise helped to ldenhfy pairs that had no tinks at all and sce possnble _

- link groups.

* Cross links

" By re-sorling the same table according to the results of the first table it was possible to
established a cross link between various Gaps highlighting group links as opposed to pair links.
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Significance links

ivniyé‘mc pair link allowed identifying pairs that are linked to one another and the cross
links identifies groups of Gaps linked to one another, the significance link allows
qualification of the above mentioned links, .

Causal link

None of the above menhoned links are process links, they do not iltustrate how the Gaps

relate to one another in terms of their causality. This task is accompllshecl by the causal
linking. -

Justification for the Above Mentioned Approach

* Two main reasons explain the selection of the above mentioned approach:

M

@

54

Need for maximizing stakeholders par't'icip'atrion. '

Need to come up with a study oulput that accommodates various disciplinary areas.
~ Maximize stakeholders patticipation by a step by step analysié

' To allow maximum stakeholders participation a list of Gaps were presented to them wnlh

a fairly loose structure, Such a structure was determined by the need to operationalise

the study and did not follow a rigorous analytical approach; it was often recognised that
' the division of Gaps according to Finance and Cost Recovery, Institutional Environment

and Third Tiet Reform was only useful for the purpose of havmg a starting point to

- formutate Gaps. Alternatively, the consultants could have chosen an analytical model to

structure the Gaps; this would make the participation of stakeholders meaningless. A step

by step analysis which started with hstmg, went mrough clustering and ﬁmshed up with
- linking served better 1he purpose of ensuring parumpauon

Ensure a cross-dxscnplme model

The study in questzon deals with a wide varicty of i issues, across various dlSClpl!l'leS

. management, social development and engineering. It was therefore necessary to select
©an approach that could aécommodate them. Altematwcly, cach discipline area would
“have come with its own analytical tool making mxposs:ble an integrated piclure.

Tools

The following tools were used (o apply the above mentioned methodology:

(1)
@)

Malrix indicating Pair links
Matrix ‘indicating Group links
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Matrix indicating significaitce link
Nelwork Diagram indicating process elements and pair, group and significance links
Problem Tree indicating causal links aiid subsystenms

Application of the Methodology

The first step was to identify which Gaps could be linked to other Gaps. This was done by
asking the following question:

“Will resol\}in'g partiaily or fully Gép X hélp in resolving either paﬁially or fully Gap Y?

Each Gap was addressed in this way, askmg thlS queshon in relatlon {o all the other 15 Gaps
identified. * The result of this exercise was a chart showing all 16 Gaps vertically and
ho_rlzon_tally, with X’ s where a linkage ivas identified.” This chart is as shown in Table 5-1. Re-
sortirig this table to tist the Gaps in descending ordér of nimber of iriter-tinkages produces the
Table 5-2.

The following may bé established from Table 52

(D

(2} There is clustering of linkages. The top two Gaps (Lack of Capacity; Inadequate Levels _
‘of Cost Recovery) account for 21 out of the 110 linkages (12 % of the Gaps account for
~ 19 % of the linkages). Nine out of the 16 Gaps (56%) account for 70 out of the 110

° linkages (64%). Also, 4 of the Gaps: Understaﬂmg/Overatafﬁng, Expenence of WB in

®

C))

" The total niumber of linkages is 55 (110 both ways) out of a maximum possnble 120

linkages (16 X 15/2). This implies that each Gap has a link wuh 3.5 othier Gaps (out of
15). The highest number of linkages is 5.5 and the lowest is 1.5, with 9 of the Gaps
linking (o 310 4 other Gaps,

Retail Sector; Integrated and Co-ordinated Service Provision; and Gap between Policy

- and Legislation (25%) account for only 15 of the lmkagcs (14%). is therefore clear that

some of the Gaps have higher priority than others in terms of the number of other Gaps
affected by them,

“The top two Gaps (Lack of Capacity; Inadequate Levels of Cost Recovery) all link to 6

other highly placed Gaps - Local Economic Environment, Insufficient Capntal Resources;
Value put on Safe Water: Role of Third Tier in Development Platining; Unautherised

C_onnechons ‘and Lack of Comniunicatiofi and Co- ordination;

‘Seven Gaps all link to each of the other 6;

Lack of Capacity

Cost Recovery

Community Expectations on Seryice !evels
Unauthorised Connections
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Local Economic Environment
Insufficient Capital Resources
Value put on Safe Water.

The interpretation of the above resulis are:

(1) The spread of linkages per Gap isnot ve;)' w1de as aresult of already havmg reduced the
total number of Gaps from 23 to l6 1€ this 16 were reduced still further; the spread
W ould be even narrower. “The current, relatively narrow, spread does indicate that the
 reduction in total finmber of Gaps has beeti effective in reducmg the outliers and extreres
~ inthe Gaps. The narrow spread in ‘umbérs of lmkages makes the pnonttsatmn of Gaps
on the basis of number of interlinkages problemiatic and implies the riced fo differentiate

the quality of linkages;

(2)  The mterdependence of the’ Gaps is apparent and would become more so through

reducmg the Gaps to 10or 12, Thisis expected given the hature of the watet sector, and

it may well be that others W ould identify a much larger number of linkages than has been
done in this sectlon

'(3) | ; The 1bmre lmutattons being understood lt is apparent that there are half a dozen of so
key Gaps that link extensively to cach other, as well as havmg a dominant role in links
to the other Gaps :

56 Dlagram of lnter-Lmkagcs

Table 5-2 mdtcates the emstence of 110 lmkages (two way) among the 16 Gaps, meaning that
there are 55 finks in all. [tis clear that trying to draw a diagrant with 55 linking lines will render 3
the dlagram incomprehensibte. The table has been taken, therefore, and each of the linkages
-evaluated as sirong, middling and weak (S, M or W) These three levels of strength are
numbeted, as follows: :

' Strong .‘ 3

Middling - 2
- Weak 1

Table 5-3 presents this mformatlon and hnkmg all the Gaps where a 3 (Strong !mk) has been _
" dbserved produces the dlagram as shown in Figure -1 Adding the nnddlmg linkages (score of
2) dcvelops thls dlagram further into Figure 5-2.

~ The 2 dlagrams ([' igures 5- 1 and 5-2) have tried to use as few crookcd lines as possnb!e to pass
round Gaps in between two other Gaps The dlagrams have also tried to have as few link Jines
crossing other lmk lines. There are three crooked lines in the above dlagram, out of almost 40
: Strong and Mlddhng lines in total, and about 40 places where one link line crosses another.
- More careful placing could reduce this 1030, bt this would not fundamcntally change the layout
of the Gaps on the diagram. itis therefore beheved the arrangemcnt of the Gaps, although not
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~ perfect, is Iauly accurate. ‘This exercisé also tends to endorse the arrangement of the Gaps in the
first diagram, where only the Strong lmkages were represenled

The followmg observations are made about the twe diagrams:

)

)

[€)

&)

The Cost Recovery and Human, Technical and Financial Gaps have the highest number -
of strong/middling linkages (9). Afer this coimes Comimunity Involvement, with 8
Strong and Mzddlmg linkages, then Value of Safe Water with 7; arid Unauthorised
Connections with 6, Thereaftér thére aré a number with 5 linkages, and a few outliers on
the perlphery of the diagram with 2,3 and 4 hnks,

If the 2 oullymg Gaps at the bottom of the diageam (wh:oh have the fewest number of

linkages) are lgnored there seenis to bé three broad clusters in the diagram. In the top
right hatid corner are four Gaps - Insufficient Capitat Resources, Lack of Capacnly,
[nabitity to piovide an !mograted Service, and Unider ahd OverStaff‘ ing - lhat all seem to
do with the absence or poor deployment of resources. Belowv these four Gaps are three

. Gaps ‘in a ftriangular “formation = - Commumcatlon!Co-ordmauon Roles: and

Responsibilities, and Third Tier Development Plannldg - that all have to do with
siechanisms and procedures necessary for the deployment of resouirces and the provision

“of services. This group could include the Gap Comniunity involvement, which can also

be seen as a mechanism, not just an end result. On the left hand side are four Gaps -
Unauthorised Connections, Local Economic Environment, Value pIaced on Safe Water,
and Community Expectations on Service Levels - that all seem to describe elements of
the situation on the ground: The Community Involvement Gap could also be included
hére. These three groups may be shown on the diagram as set forth in F:gure 5-3.

This approach seems to make sense, as the Gaps in ¢ach group have large numbers of

~ links with other members of the group. What therefore becomes apparent is that there

are l\\o Gaps that do not fall neatly into one or olher of these groups

(a) The QQMLLIIJIX_[J]Y_O_"’_C_DJ.C_DIG&\[) couldbe in any of the three Groups, allhough it
has most numerous links with the Communily Situation Group and

Processes/Pracedures Group;

(b) The Cost Recoy very Gap links equally strongly with all thrce Groups and cannot be
“described solely in terms of either the community suuauon, resources situation or
mechamsms!processes and procedures; :

An [nput-Process-Output approach can be apphed to these groups The process part of

- the approach is clearly evident in the dxagram (PROCESSES/PROCEDURES), but both
the Local Situation and the Resources Situation could bé considered as inpus. Itis not

mnnedlately clear what the outputs v.ould be in this diagram;, however. Cost Rccovery |
may be considered an output, irisofar as a high qnahty and sustainablé water service is
dependenl upon cost recovery froim users, but this is sllghtly to stretch the argument and
it is felt that ultimate deliverables shou‘ld rather be those sérvices and products ‘that are
experienced by the final consumers.” Possibly the model illustrates that outputs in the
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waler sector are riot absolute, but conditional,” For example; an output such as a safe and
reliable watér supply is fot desirable if it cannot be paid for by users, as it will be
unaﬂ‘ordable Howeéver, the model docs make clear that addressing either one of the three
groups does riot imply the delivery of an culput - solving the capacity problem of the
sector is not an outpiit, nor is the creation and imaintenance of systems and procedures
nor is addressing unauthorised connecuons or the value placed on safe water by some
communities. Involving comimumilies in water supply is also ot an output, but rather a
means fo an end, and cost recovery niust be seeri in the same light;

5} Whal niay atso be noted from the dlagram is that there is no smgle Gap that can be
addressed that would solve the problems of the sectot, nor the existence of a'set of
relationships that w ould allow the addressing of one Gap to have a domino effect on the

~ other Gaps.  Addressing the problems of resources in the water sector will have a
treniendouis benefit; but will not ¢ontribute greatly to some of the ¢condmic and social
dnmenswns at the conimunity level. Nor should one make the mistake of belxevmg that
resources being made available will be easily translated into systems and procedures for
the sector to operate more effectively. By iniplication, even though Cost Recovery stands
in-isolation fron the three groups, it cannot be addressed in isolation, ard needs to be
approached from the point of view of the multiple tinkages it has with thesé three groups.

{6) - Taking the three groups, and the location of the Cost Reeovery gap in the centi¢ of the
diagram, a sitnplification of the information can be presented in Figure 5-4.

What this diagram (F! gure 5-4) shows is Commumly Pa_molpatlon {the dutermost ririg) being the
overall environmental given in termis of which the objectives of water supply is to be achieved.
The next ring in is occupied by the three groups (Local Situation, Resources Situation and,
Proceases!Procedures) that have been identificd in the Interlinkage Analysis, with each of the
three Groups having contact with Community Participation. In the centre is Cost Recovery,
occupying this position ‘due to it’s central role in water supply, and interactinig with each of the
three Groups. Cost Recovery does not have a boundary with Community Partxcnpahon as Cost
Recovery is an all- embracmg concept that is practically represented by the Gaps in lhe three -
- Groups.

‘This model may be tefined ot chmged but the points coming lhrough in the mterlmkagc analysrs
- are made clear: -

(1) = Cost Recovery (and the implications of this) is the focus of strategm plamiing in the water
supply sector, - ,

2} Commumly Pamc;pauon is a key input to 1he unclerstandmg and solvmg of local
problems, mobilisation of resources, and development of procedures and processes in the
sector, bt is not anend in itself; and :

@ The condmons on Ihe ground and lhe resoutées and systems reqmred by partcipants in

the sector are all equally important in achievmg Cost Recovery, and collectively forming
‘asetof necossary condmons ‘without which Cost Recovery will nol be achieved.
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57  Probleii Tree Approach

A further developmenl of the mterlmkage approach bemg adopted is thé use of a Problem Tree,

Anexample of this is in Appendix 4. The problem tree was constructed using the identified Gaps
and placing them in a meaningful relatlonshlp of cause - problem - effect. The example in
Appendix 4 has’ only been partly déveloped at thls point and further development will require
some restaterent of the Gaps to place them ina cause - problem = effect context. Howsver; this
initial exercisé does iltustrate that identification of root causes can be achieved, and this can be
' traced through to the consequences of these root causes. What the problem tree tells us is that
the root causes of the current situation resides in the input elements of the development ptocess:

quallty of staff, management and marketmg know how. These are seen to impact on the
throughputs of the development’ process, namely planning process, pollcy design and
enforcement, represented in the diagram by central cause and problem As a result of the current
quality of planning, policy design and enforcement there is insufficient capital funds, the delivery
is compromised and there is reluctance on the part of the Water Board to perforni retail fimetions,

which dre the ultimate outpuls of the developmem process. -

Based on the same concept of inputs, throughputs and outputs the problem tree provides a better
~ sense of what is the central problem, the root cause and the effects. It also helps to group the
_ problem according to the subsystems to which they belong - Institutional Development, Change
- Management, Marketing and Community Involvement. Once agreed and accepted, this problem
tree can be inverted to create a solulion teee,

5.8 Rcwew of the Prioritisation and lnter!mkage Analys:s for Strategy

The amalgamation of 23 Gaps into 16 the prioritisation of these Gaps accordmg to specific
 criteria, and thé identification of key linkages between these 16 Gaps, has prompted a fairly
~intense analys;s of the Gaps in quéstion. While it is not believed the Gaps are exhaustivé and
another project might come up with a different sct of Gaps, it is considered that the 16 cover the
“breadth of the water sector and there are no glaring exclusions from the list.. The following
obsen'atlons are made in regard (o the process by which the Gaps wére identified and developed

(1) . The clevelopme_nt of the Gaps in this pro;eet has allowed a clear assessment of the
- implications of these Gaps, and recommendations to overcome them. 'In this way, the
Gaps have a fundamental role in the development of policy and strategy for water supply;

- (2) The consultative nature of the project has allowed the full diversity of the Gaps to be

- recorded and analysed. It is notable that full “opportunity to identify Gaps of a
specifically technical nature was provided on the project, but that no such Gaps were
identified. However, a broad spectrum of financial, mshluthnal and socio-economic
'Gaps have been identified and developed in the pmJect so it is believed that the project
has succeeded in embracing ihe diversity of issues facmg the water supply sector; and

(3) The pomt is clearly made that no issue, gap or challenge in the water seclor can be dealt

- within isolation. All the Gaps link to a number of other Gaps and even those most expert
in the ﬁeld may be surprised at how some issues link up. ‘Technical lssues link to
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 institutional ones, financial issucs to social ones. [t is therefore not possible to focus on
one area of water suppiy, use the refevant technical expertise and presume to solve the
problem.

The above being said, there are a number of content issues that need to be understood, prior to
using this information for strategic p‘lan’ning puiposes:

(1) Boththe prronhsailon and intérlinkage exercise indicate the drfhculty in distinguishing
' the Gaps in termis of priority and lmkages The scormg of the Gaps i in terms of priority
bunched them up very closely, and the linkages exercise showed how v ery intercornected
‘the various Gaps are. Whilst one or two Gaps have come through as critical in both
exercises, they are of a very general nature; and

@ T“o of the Gaps Lack of Human Techmca‘! and Financial Capacity, and Lack of Cost -

: Recovery - are in the top three pnonhes and contain the most linkages that are classrﬁed
as strang or mrddhng However, both are very general Gaps - capacnty constrairits exist
throughout all sectors of South Africa, and cost recovery is also an issue found widely
in other infrastructure and service sectors in this country. The value of these Gaps
e\cpressed in their present form sefves to focus on priorily areas and demonstrate the
interconnected nature of the sector. There may, however, be problems in using some of
these Gaps in their present form in focused strategic planning in the water sector.

5.9 Applrcation of Ihe Gap Analysis [nl‘ormahon to the Stratcgic Managemcnt of Water
* Supply in the Study Area

Water Supply in South Africais a devetopment issue, not merely a technical one. T herc isa
focus ot the poorest of the poor, a need to build institutionat capacity, community involventent,
economic development, and change management. "These ar¢ typical issues in developmient -
programmes. The general nature of some of the issues indicated from the Gap Analysis is also -
 typical of the development ficld, as is the integrated and overlapping nature of the Gaps thai have
" been identified. ‘As such, the strategic ‘manageruent of water supply, and the gurdeimes for such
-~ strategic management ‘need to be understood w:thm the development context

“The following section seeks to help develop guldelmes for the strategic managenient of the water
“séctor in the Study Area and build on the findings of the Gap Analysis, by the application of the
“data to a framework used for the strateglc management of development programmes. This
framework has been developed on the basis of experience ‘of development projects worldwide
anid is ‘¢onsidered highly appropnato for the project under consideration. The use of this
 framework allows some conclusions to be made on how the stratoglc management of water
supply in the Study Area should be approached, as well as a methodology by whlch more
detailed strategy development could occur.

Ny 59 1 l'mrod‘uclio'n

S:Slrateglc mamgement must consnder four key mﬂuences which together determine the
‘ ‘performanco of a development programme T hese four are!
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External environment
Programme strategy
Programme structure

Organisational processes

. The' performance ofa programme is influenced not only by each of thése in isolation, but also
by hotv they lnteract i.c. the degree to which'they are consistent with.

592 'EXlerﬁal Environment

The external enwmnment inctudes the forces outside a programmc whlch create opportunitics
for, as well as constraints on, its growth, “This includes prevalling political conditions, local
institutional set -ups, as well as the physical, social; demographic and technical environment. The
external enwronment comprises of:

()

@

" Diagnosis of t_he pr’bblems’ of the sector

Identification of beneficiaries and clients
Demand for, and supply of, services

Key actors influencing demand and supply

" Diagnosis of the prdblem& of the sector

The Gap Analysw made clear the lmpoﬂance of the local environment in the water sector
- the poverty and joblessness in many communities, the prevalence of unauthotised

- connections, the expectations of communities as regard the level of services for which

they should be entitled, and the existence in many communmes of the view that water
should not be paid for, or has little or no economic value. To this may be added the
institutional environment of transition that is evident at all tiers in the water sector, wnlh
the problems and challenges this brings, and the diversity of the client popu!atxon in the
Study Area - from the poorest communities that have a very mferlor standpipe service,
to affluent towns that have a full mumclpal ‘water supply service. “The Situation Analysis

“and Gap Analysis have produced a clear picture of the problems of the extemal '

environment fer water supply in the Study Area

' [dentnﬁcatien of beneficiariés and clienis

Broad beneficiaries and clients have been identified through the White Paper on Water
Supply - the poor and the unserved - but there has not been a delailed analysis to segment
and identify beneficiaries into homogenous groups; Hov.ever, there has been, through
the Gap Analys:s an effort to prevenl DWAF and other service prowders from falling
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into the trap of 1mpllculy bchewng that all beneficiaries are alike and require the sime

. service. Frequent niention Pas been made of the rejection by communitics of what they
see as a basic standard of service for all, without recognition of the requirements of the
local people. The issue of local requirements has also come through in other Gaps - the
differénce between rural and urban areas and the need to adapt programmes to local
condilions.

(3) Deniand for, atid supply of, Service |

T he demand for water, and the supply of it, d[d ot eimerge as a major Gap i in the Gap
Analysis. It the case of watet supply demand i is completely a function of the cost to the
client, so possibly the fact that Cost Recovery is the dominant gap indicates an awareness
of the deniand and supply aspects of water supply. Thé Gap in respect of the value placed
ori safe water may also be seen int ternis of demand and supply. In technical terms overall
deniand and supply in the Study Area has been calcufated by the EVN/Cotisultburo
project team, based 6n engineering data

(4) ‘ -Key Actors mﬂuencmg supply and demand

‘These actors are not just individuals but 1mp0rtant potmcal economic; socio- cultural and .
techrologtcal groups. The key institutions in each of the three tiers have been identified,
with Local Authorities and Water Boards having the most direct delivery roles. It is less
clear who the key demand dctors are - civic organisations and tribal authoritics play a
strong role at the community level in water supply, and will influence the acceplance or
rejecuon of levels and types of water supply. DWAF itself, through its policy posntton
on minimum service standards, will also b¢ influencing the demand for water.

593 Prog“ramme Strategy

Strategy is the set of long term choices about the operating goals, policies and action plans of a
-~ development programme. Two important factors influence thesé choices - the objectives laid
dowa by government , and the environment. The objectives usually indicate a programme’s
 direction and provide the basis for choosing strategic alternatives. If the goals of a particular
development progtamme do not fit the overall objectives of goverrunent, it wilt be difficult for
~ the progranune 1o obtain the resources necessary for it to be established. In the context of water
supply, the objectives of government are clearly laid out in the White Paper. There is, however,
- a gap identified between this objective and the current goals being pursued by various -
organisations that reflect the legal framework in which they operate. [tisalso apparent that some
of the organisations charged with implerenting the White Paper are from the previous pohtxcal
“niilieu and this will likely lead to a deviation between the policy intention and the practical
implementation.

594 Programme' Structure

Since development progranunes are nonnally initiated by mlmstnes the temptauon is generally
strong for the sponsor to prescnbe for a programme its own structural form. What is niore, a
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t‘unctlonal structure often fits the needs of many devc!opment progranimes.” Yet, when complex
programmes whose tasks require d:fterent structures are launched, this staridardised approach _
causes serious problems of performance “The appropriaténess of a development progéamme?’s
structure can only be judged in relation to its environment and strategy.

Iu the context of water supply in lhe Study Area the stmcture is broadly functtonal alihough
initiatives such as CWSS and the Organisational Developnient function show a movement away
from a. very rigid technical sinicture, ‘The search for clarity on roles and resporisibilitics, the
hicrarchical division into tiers of delivery, ang lack of commuinication and co-ordination between
- and within ti¢rs are symptomatic of the desire for a hi¢rarchical structite in ofder to rationalise
- and manage the present chaotic situation, but also indicate the co-otdination and communication
problenis that inevitably arise wher this is attertipted in a compléx environnient. The problems
of the functionat structure already bzcoming evident, plus the' extent of the intérconnections in
the Gap Analysns and the nature of some of the roleplayers, suggests that there may need to be
movement further away from a functional strictuee. Issues such as the trermendous need for
capacity building, especially at the thied tiet, the varlety of sérvicé demarids placed upon the third
tier, the importance of community participation in development and the need for job ereation
cannof bé dealt with through a functional hierarchical approach It may be that a slightly
different form of structure will have to be considered to enstre meetmg of the goals of water-
supply. Variations and aItematwes include:

(1)  Matrix Structure:

The matrix structure is a variation that is used wheie there is greater environmental
“uncertainty and the nee¢d for integration of services at a lower level;

() Network Stfucti.ire:

A network structure is an approach which recognises that mﬂuence, rather than direct
: cemrel is the key to managing the activities of a large and dwerse group of roleplayers

3.9.5 Organlsauonal Processes

Since governments initiate and control develepment programmes governmental processes are
regularly transferred to programmes. - Uncritical adoption of these processes is a major problem
of many programmes. Four key orgamsauonal processes that must be adapted for development
programmes to steceed are: :

. .Paruc;patlon :
. Human. Resource Development
. .Menitoring and contral -

e Molieation
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Parlicipation

The Gap Analysis shows that there is a heightenéd awarénéss of the importance of
community involvement in developnient, and the need for more organisations to engage
in community participation. However, countries such as South Africa have a civil service
that is still steeped in traditional styles of administration and thus finds it ditficult to
decentralise and share decision-making with others. The presence of specialists and
scientists who have joined the bureauctacy tend to strenglhen this belief. There is also
a fear that those delegated such authority will make mistakes, especially if they havé little
or ho previous experience in decision-inaking.

These attitudes will change over time, but need to be positively influenced on a regular
basis ir order to do so. There is also vatue in use of NGOs that are present to help in the
process of community communication anid involvement, and the Sltuallon Analysxs
showed that such NGOs do exist and can be beneficially used..

Human Resou"rce Devehjpmem

Agam the Gap Analysns hlghhghtcd the 1mportance of huinan resource development in
water supply - the lack of capacity and need for institutional capacity building is a huge
issue in this sector, and maay of the probléms that are not directly capacity related have

- their rools in the profound lack of managerial, professional and technical skills this sector

experiences.’ Two components are examined in this section - staff selection and staff
developmeént - with both of these applicable to the full array of orgamsauons involved in
water supply in the Study Area, -

Staft Selection
Inflexible, and sometimes unsuitable, govemnienl selection processes are common in

government development programmes ‘Programmes which need diverse skills need
broad, open sources of recruitment.’ The practise of secondment runs counter to this and

‘processes designied to attract staff only from governiment severely constrains the search

for the right talent. Successful pilot pro;ecis are often a good source of recruitment, as
the participants already have gained valuable experience.

| Sleff D’e‘velopmem

'_ Bven. where staff have been carefully selected lhey usua}ly need 1o be tramed and
‘developed to fit the ro!es planned for them in a programme. Fuither, training isnotaone -

shot affair but a continuing dctivity, as staff need to be upgraded and re-oriented to the
changing requ&rements and challenges facing a programime. Top management's duly is
to attach priority to staff development processes and to ensure that it operates elfectively.

" The above pomts make it clear that water séctor participants should realise that capacity

building, particularly of human resoutces, starts with the appropriate decisions being
made by the ofﬁcnats wnhm the struciures themselves.

Rk
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Monitoring and éoiltfol process

Dévelopment programmes such as water supply are tiot casily personally supervised by
leadership of the ministry responsible for the sector, due to the complemy of the sector,
the physical distances and the communily focus of priority projects. In this situation
monitoring fils when data requested is too volumiriotis aiid complex for those who have
to supply it. It is therefore important to have a momtormg and control system that
provides precnse cléar and brief information. A well designed momtormg system has a
dncct bearing on the success of a development pmgramme

* The issue of monitoring and control of water sector development was not idéntified in the
- Gap Analysis, except very indirectly in the Gap “Poor Understanding of the Role of the

Third Tier in Development: Plafining”, aid the responsibility for this seemed uactear,
although DWATF has the function of ensuring overall pohcy adherence. It may be that
this is assumed to be in place. If this is not the case, it may be a serious shortcoming, as
manitoring and control is vitally important in measuring results, setting future largets,
modifying projects and maintaining public accountability and confidence.

Mottvation

' Motlvatlon is complex and affected by more than staff development and monitoring.

Tradmonal government bureaucracies work on the basis of the power of authority to get
things done; local government may work more on the basis of participation and

‘autonomy; and the NGO sector in South Africa may work niore on-the basis of

ideological comumitment.  There is thus a mix of incentives and factors that motivate

participants in a development programme.

The nature of the. programme is a major consideration of the lype of incentives to
- pamcnpate in such programmes. Water Supply in the Study Areais a complex mix of

social change, community involvement and infrastructure develepment There is litite
value in using economic incentives to encoirage participation in this situation, nor is the
use of authorlly a good motivator, Water supply should rather be seen in the context of
socio-economic development, where it is necessary to persuade and win people’s hearts
and minds to new ideas, practises and behaviour so that they can eventually perceive
these to be in their own interest. . The JICA Study itself is a way iit which new ideas,
practises and behaviours are being iniroduced into the watet supply sector, and there are

-~ clearly demands for much more sharing of information - throligh provincial workshops,

best practises reports, community discussions, DWAF Comunitice Forums and Provincial

: *md Arca Planmng Forums.

5.9.6 -Orchestrauon of Congruencc_

Ina development progrm1lme, interrelationships aﬁm"ﬁg‘ the environment, strategy, structure and
- processes are similar to the organic relationships among the mpuls of a ¢rop. Given that
eavironment is the least influenceable of these inpuits, congmence is’ achmvcd by adapting
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strategy, structure and processes to the envir_onmeni. The dangeér is when aniy of thesé factors are
treated in isolation: the benefit of strategic management lics in its ability to se¢ these inputs in
their totality and to stimulate the search for congruént combinations. : '
Development programimes such as water supply can be divided into four categories. They can
be divided according to “goal complexity” and “environmental coniplexity”.

0

Goal Comple‘xity: -
Some programnies hwe single goa)s others have mulhple goals. Where the focus is on
a specific commodily siich as rice or wheat, the goal is single.- Where it is on industrial
development, the goal is multiple;

(2)  Envirorimental Complexity:

Irrespective of whether there are single or multiple goals, environmental coniplexity
varies. Increased diversity, uncertaiity and scope increases envnronmental complexnty

The two dimensions of env1ronmental complemy and goal complextty give us four
catcgones, as follows:

Goals | Single © Multiple
Environment Economic Goal - Social Goal
Low _ A N B .
Complexity * Single, standardised service * Multiple social goals
* Functional structure * Service-based matrix structuré
* Limited role for paﬂ:crpalwe * Increasing use of participative -
process . process
: c . ...~ D
* Single, differéntiated secvice | * Multiple, differentiated social
N _ 7 services :
* Matrix, network structure ¥ Network structure
'H'igh *Increasing use of participativé | * Maximur use of paﬂ'icipaiive
Complexity process process

The pomls made under each of thc four categorics are llluslrahvc and many others may :
be conSIdered : :

5.9.7 App}ication to Watef Supp[y in the 'Study Area
In terms of enwronmenlal complexlly, the Study Area of this sludy would be said to be relatively
complex - while itis geographxcaliy a small area, there is great diversity among beneﬁcmnes and

. great diversity in levels of water supply In terms of goal complexity, the Study Area of this
study would also be said to be relatively complex - it is not only water that is being delivered to -
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consuniers, but dlﬂermg standards of service, Infrastructure, as well as commumty uwolvemem
. institutional capacity building and economic developrient. It would therefore’ ‘appear that water
supply in the Study Area exists in catcgory D, as a multiple, dlfferentlated social scrvice,
requiring a decentralised network structure and maximum use of the participative process.” This
is typicatly found in large integrated rural development | programmes where there is a strong need
to' adapt programmes to local conditions, and where planning and delivery necessitate
collaboration aniong several organisations; with no agency fully controlting the entire range of
tasks. Only if decisions dnd actions are taken pariicipatively can the goals of the programme be
med%mmmmmmmmmﬂM%M@MMmmeMwmmwwmm
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' Figure 5-1 Gap Reldtion under Strong Linkage
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Figure 5-2 Gap Relation under Strong and Middling Streagth
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Figure -3  Grouping and Linkages of Idenfified Gaps
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Figure 5.4  Simplified Linkages of Grouped Gaps
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CHAPTER 6 CONCLUSION FOR POLICY AND STRATEGY
6.1  Introduction

The Gap Analysis has uséd the information gathered in the Situation Analysis (Stage 1 of Phase '
1 of the JICA Study) to identify all significant Gap areas in respective of water supply in the
Study Area. This has been achieved through elaborating on the development challenges and
needs in he Study Area and comparing these to the current situation. - These Gaps have been
progressively refined and workshopped so as to produce a final dnd agreed list of Gaps, all fully
defined and analysed as to the mphcahons of these Gaps, as well as the opporfunities and
recomimendations arising. ‘Vlethodologles have been used to link and prioritise these Gaps,
providing a platform for the devclopment of pollcy and strategy to lmplement these
recommendations.

The purpose of this report has been to present the Gaps, thear pnonhes and mterlmkages While

-recommendations have béen gathered for the combating of these Gaps, these have riot been
assembled into a coherent set of pollcy and strategy recomméndations, as this was not within the
scopé of this project. The purpose of this repoit has been o present the information and
approaches whereby the final part of Stage 2 (Policy and Strategy Formulation) of Phase |
(Formulation of a Master Plan) of the JICA Study can bé undertakén. The Gap Analysis is the
input part of Stage 2: the oulput part in the form of policy and strategy formulatnon has to be
completed in order that this slage of the pro;ect is accomphshcd

62  Denefits 'and Limitations
This project.has been characterised by the following:

(1} - An extensive database upon whlch to draw the relevam information. ' The Sltuatlon o

. Analysis has provxded a great deal of current and precise information required for the Gap

~ Analysis. Technical, engineering, poltcy, fi nancml institutional and community data has
been duectly accessxb!e, : : :

2 - Those mdnvnduals and orgamsauons that were mvolved in the Situation Analys1s have
been involved in this project. There has thus been continuity in terms of knowled ge and
expenence of the people undertaking the Gap Analysis; g

(3) A highly: s!mctured approach has been followed by the Study Team. This has ensured
. thatthe Sntuauonal Analysis data has been tested with a variety of stakeholders and thus
its usablhty for the Gap Analysis confinmed; that the opportunily for input by all relevant
- stakeholders and role-players, within and externally to DWAF, has been given; that all
dirensions of the Gap' Analysis have been addressed - financial, techmcal institutional -
and no area has been excluded from examination; and thata complex and detailed piece

of work has been eomplcled to the reqmred quality in a very shor space of time;

4) A hlghly parhcnpalwc approach has been used by the Study ’leam to ensure acceptance
and support of the outcomes of the project:

6



(a) Two consultative workshops have taken place in Rustenburg with a vanety of
institutional roleplayers in attendance, including Local Authorities, Magalies Watet,
District Councils, Local Water Committees, Mvula Trust, DWAF and Provincial

- Government. Delegates have come not only from North West Province, but also
Mpumalanga, Northern Province and Gauteng, :

(b) Thrce Task Teams created to develop the Gaps consulted extenswely wﬁh roleplayers
to further refine the information and share initial results with thein, Meehngs have
been conducted between the JICA Study Team (mcludmg the local consultants) and
the Project Workmg Group Chairs to ensure that- Gaps being. identified and
implications being developed have thelr full uriderstanding and agreement

(¢) Meetings have taken place between thé JICA Study Team and Magalles Water Bodrd
to ensure they fully understand the nature of the project, results coming out,
implications bemg conisidered and views being expressed, and have full opportunity
to make input to the prOJect

.(d) Regular meelmgs and worksessnons have taken place between the HCA Study Team

and the local consultants.

It is felt that the pfoject has been well managed and structured and there has been full

participation and consultation. There are, however, some limitations that should be :ecogmsed
although they are not considered to detract matcnally from the final products

Q)

2)

While the consultatwe approach has generally been successful it is realised that sonie

roleplayers were not in altendance thal were invited, as well as others not invited that
could have provided valuable input. In terms of the former point, it is recognised that

consultation is & process and that not everyone participates from inception. Insome cas»s
it is the results coming out and the general nature of activity that €ncourages Some groups
to participate. In the case of the latter point it is unfortunate but necessary that the
invitees be the same ones for each workshop, that a lot of backtrackmg and explanations

to new participants does not have to keep takmg place, and that commitment is built up.
- Itis a credit to the participants that they were willing to come to successive workshops,

especially when the workshops were placed so closely together and also were
rescheduled'

T he range of Gaps may be criticised as being highly vanable Some are descriptive,
others analyiic and process oriented. Some of the Gaps may be seen as hlghcr level and -
strategic, whereas others are low level and quite specific. While this has ensuréd that the

- diversily of the views of stakehioldess and roleplayers is fully reflected, the mtegrahon
‘of these Gaps has had to be quite broadly made; with the danger that there may be undue

generalisation.



6.3 Conclusions

A numbér of issues have come out of this Gap Analysis that will need to be addressed in the
policy and strategy section. These are as follows:

6.3.1 Privatisation

it is clear from the Gaps identified that a critical area of need is to build capacity in the water
sector. The requirements placed upon it, particularly given the complex interaction of
‘ geog_raphlca! administrative and techmcal considerations involved in water supply, are very
‘onerous aiid there is at all levels a lack of orgamsational ‘financial and technical capacity to
_ manage and diréct water supply. The interlinkage diagrams presented in Section 6 also make it

clear that outputs ‘such as Cost Recovcry cahnot be solved in isolation from either Environmental
* factors or Orgamsat;onal Capacity factors. Solving these two factors is the key to addressing cost
recovery and it cannot be solved in isolation from them.

The prwate sector can play a very strong role in supporting and augmenting capacity in the water
sector. Private involvement in billing and colléction systems, administration, ooperations and
managcment fund raising and other management areas would have a very beneficial impact on
water supply. ‘This would also be in line with the view of Central Government, that the role of
" DWAF should be as Regulator, in a similar way to electricily and telecommunications. Criteria
for the pammpatlon of the private sector in this way have been suggested by DWAF and are fully
- supported here, viz:

(D Conipeti’!'ive'hidding' on contracls

" (2)  Transparency

" (3)  Coverage - no cherry pi'ckin'g'"of altractive areas

{4  Consunier protection :

6.3.2 Capacnty Augmentatlon
Practlcal steps to augment capacity were put forwa:d at the “orkshops a key one bemg the idea
. ofa service co-aperative that w ‘ould pool rescurces. Alternatlves may be a service network but’
the idea would be essennal!y the same. Issues and characteristics of such a service arrangement
would be that it would: -

.(1) B devcloped pnmanly feom the capacnty of exnsung operanonally viable second’ and
“third tier mstltutlons '

2) Be required to provide services at éds’t to all institutions in the Study Area
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(3)  Be abl¢ to achicve substantial economies of scale by provzdmg an efﬁc:emly managed
capacity pool

(4)  Provide the option for any dissatisfied clients to transfer the service in-house or engage
a private sector provider

(5)  Have client mslltullons on the Board of Directors/Steering Comnnttee or whatever
overSIghl structure is desired

Practical lmplementatlon of suich a seriveé co- operatwe wou!d hkely draw on expenence in the

small business develop-nent sector, kvherehy small entreprencurs that lack comtion areas of
‘capacity share the use of an agency that prowdes such a service to them.’ This is primarily in the
" fietds of financial management as well ds business planning. The followmg would be requued

(1) physical location - located ccnlrally inthe Shtdy‘ Area or where connnunicatibrls are best,’
maybe' Rustenburg or Brits;

(2)  Financed from - fees collected from those organisations that make use of its semces as
well as Water 'Affairs budget;

3) Services provided - ﬁnahéial“man'agem.ent, budgeiing,: planning, ins{itUtiohal
developméxit'. S ; .

“)y Uuhsatmn arrangement - need to ensure appropriate utilisation by water supply
‘organisations, preventing overuse by some and underuse by others; Also need to ensure
that users do not donate unwanted and low skill staff but expect high quality services;

(5). ~ Numbers - limited to a small team of 3 or 4'
(6) Start up - start up as a programme of support rather lhan develop detamled stmclure
6.3, 3 ' Semcc lcvels

The mveshgahon of ihc Magalies Water Extended Supply Area supporls ﬁndmgs in other parts

of the couniry, that communitics are not prepared to accept minimum level services (standpipes, .
25 I/e/d, 200 m distant). There is an oveiwhelming rejection of stand pipes and the assoclated
Mlat rate billing method by communities for a variety of pmctlcal historic and social réasons, The
~ problem is that any higher level system such as ydrd connections will be much more expenswe
and DWAF does not have the funds for this. DWAF supports a lesser service for more people,
rather than a better service for a limited number. DWAF therefore will not fund or guarantee a
loan for any new service higher than the minimum oné described above, '

The Gap Analysis h;ghhghted this dilemma. -The two workshops recenvcd a lot of comment on
"~ this matter, with a stroig signal ccmmg through that, although prowdmg a yard connection tevel
of service with a meter may not necessarily guarantee payment, thete are real!y no other
alternatives. Costs will definitely not be recovered theough the tmmmum service tevel, and
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problems such as unauthorised connections will increase. It may be also that a change of
approach on this highly émational matter may send oit a positive signal. How this might be
qccomphshed will have to be assessed by the poticy and slrategy exercise, but ﬁjndmg a yard
connection service level on a pnonhsed basis (for example, prioritising communities on the basis
of past cost recovery track record) may be a way forward. Clearly, some form of pilot project is
required. -

6.3.4 FRiture 61‘ Local .Watei' Cominittees

Local Water Committeés (LWCs) have been established by communities to manage the water
supply at the local level. 'LWCs were ‘envisaged in the White Paper; published in early 1994
before the Local Government elections i m 1995, as developing into statutory bodies that could act
-as legal persons, ‘entér into loans arid owh materials and plant, Being directly at the community
‘level, LWCs have been seén as the most important point of contact for the water sector with
commupities and the White Paper has made if clear that these LWCs need to be supported, by
Water Boards specifically.

The Local Government elecuons in 1995 and 1956 have now put in piace Ieg:tlmate local
‘goveriment and the quiestion arising is the rol¢ of LWCs. The need of water supply at the local
leve! is iremendous and there is stéong support for statutory status, ‘This will duplicate the role
of elected local government, however, and DWAF is re- -evaluating its position on’ LWCs.
+ Meanwhile, there is a great deal of uncerlamty among LWCs and other local structures. It is
suggested that the strategy and policy exercise take a very good look at how to deal with this
matter and, once such a view has been taken, that this is fully commumcated down to the
commumty level.

6.3.5 Role ofDWAF

DWAF is currently undergoing a transformation exercise.” The results of the Gap Analysxs
highlights the need for 'lhlS Presently, DWAF is trying to micro-manage water supply at the local
and regional level, and is failing to macro-manage at the national strategic level. It is thus gettmg
involved in local issues that could be better dealt with by District Councils, Local Authonhcs or
Water Boards, and failing to deal sufficiently with broad strategic malters such as strategy
formulation and policy evaluation.

6.3.6 Role of Water Boards

Water Boards have been asked to become involved in third tier functions by supporting LWCs
~ and Local Anthorities in building their capacaty to manage water supply at the local level. The
Gap Analysts reveals that Water Boards are having some difficulty undertaking this role, noi due
" toa lack of commitment to the goals of the White Paper but rather to organisational and technical
aspects. Essentially, Water Boards ar¢ business entities involved predominantly in wholesate
water supply and with little experience in retailing this to individuals in communities. It appears
D\VAF is reahsmg this difficulty and re-evaluatmg this requitement of Water Boards. It is
unlikely. this matter will be resolved in the short-term so the strategy and policy exercise will need
“to work out lhc best way to handle this issue.
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6.3.7 Commumty Pamc:pauon

=_There exists a fund'\mental tension between the need to as soon as p0531ble, put in place an
efficient water supply service and lmplemcnl new water projects, and the t time-consuming ptocess

- of consulting affected communities on their requirements of that seivice. Certainly; projects will
not be effectively implemented without conimunity invelvement and worldwide development
expericnce supports this fact. However, considerable promises have been made in the name of
the Reconstruction and Developinent Programme - yet actual delivery rémains timited. Great
frustration is developing, manifesfed through unauthorised connections, fan!ure of the Masakhane
campaign and increasing non-paymeif for services.

While specific solutions are itot suggested here it may be necessary to complement longer—term
strategic rc.commendahons with visible short-term projects that can enthuse people and present
a dynamic ptofile. The example of this project may also be itistructive - specific and structured
stakeholder input, and maintaining the same consultative groups.

6.3.8 Database of Best Practises

There was great interest at the workshops in hearing about how other parts of South Ainca had
dealt with someé of the problems facing the Study Area. This was particulasly around pre-paymenl
systems for water delivery and other technical aréas, but also on broader matters such as
- provincial workshops to clanfy roles and responsibilities and local area workshops to transfer
" information to communities. It was suggested that some sort of database on best practises would
- be useful and niay shorlcut the learning time occurring in cc-pmg with some of the challenges the
water sector faces. : : _ :
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