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\\’clc’ome

Peter Pyke welcomed participants on behalf of the Dgpanment of Water Affairs and
Forestry and JICA. He said that the JICA Magalies Expansion project is part of a
siructured approach to secure watér supply and sanitation all over South Africa. The
JICA study aréa ov erlaps those of the Danida (North West Province) and ODA (Northam
Province, Mpumalanga) Support programmes, but the work being donz is complimeniary.

Mr Pyke said that the central task of the workshop was to find the bridge that will span
the gap between the present situation ahid the various dev elopment targets to be discussed
at the meeting. The ultimate objective is to gét water and sanitation to all that need it.

Selting the Scene

Mr Y Miyanishi thanked delegates for their interest on behalf of JICA, and explained that
the Study Leader, Mr Kadowaki, is presently in Japan for further negotiations with JICA.
He then provided background to the study, outlining the ov erall objectives. He also
prasented the objectives of the workshop itself (copies of the overhead slides used in the
workshop are contained in the attached document entitled © Gap Analysis Workshop™):

* The presentation of development targets and gaps with reference to
- < thie 2nd tier
- the 3rd tier
- planning and technical issugs
- financial issues

L Examine and test the targets and gaps
* Determine the necessary input for funher study works

“Tim Hart addressed the current status ofthe JiCA Maaahcs Stud) (s#e anached oV erhﬂad '
shdes) He e\plamed that the process has various stages (situational analysis, gap
“analysis, strategy and policy formulation,” de\elopmem of 2 master plan and
1mplemenlanon of pilot projects). The gap anahsw is a key pari of the process, and
compnses various steps:

¥ J_‘Aﬁsummar\ oflhe present situation (from the snuauonal ana'\ si5)
* A summar)" of de\"elc;pmenl largels .
* Detérmination of the gaps between present situation and the development targets

o Testing the gaps (ihe purpose of the gap wo_rkshdp) ,

*  Refining the gaps (the job of task (eams 1o be formed at the workshop)



3.1

3.2

v Confirmation of the gaps {at a second gap workshop)

Mr Hart also outlined the principles and guideélines underpinning the HCA projsct:

¥ The study has'imp!icétions that extend bevond Magalies Water
. The study has béth policy and delivery impli'cétions

+ The study is a process, and the views are those of the sm.d_v' té.am
* -Stakehdlder'pénicipaiion is sought whereéver appropriate

g The study seeks to transfer information and technblogy

Preséntation of Preliminary Gap Analysis Data
Second Tier

Julian Nagy presented gap analysis data relating to the 2nd tier (summary overhead slides
are in the attached document.  Details of the gap analysis are in the document entitled

‘Gap Analysis Development Target, Present Situatiori and Comments on Gap™. This is

also attached for information). Themes addressed by ! 'Vi‘r Nagy included:
* ~ Expanded area of supply

.. Exccution of policy

* ;Sﬁﬁ'pl}" of services (in some"ai"_eas):

Creation of third tier capacity

+ .Funéinjg of He\-eloymeﬁt '

+ Transfer of services

Peter Py M c!anfed the roles of Local Water Comrmuees and Local Authorities in terms
of the development target of transferring capacity 1o the third tier. He said that Local

Authorities have the primary role in this regard. LWCs will play their part where needed.
Where both institutions are present, the LWCs'will be’ accountable 10 Local Authormes

o Tlurd Twr

Paul Forsythe presented gap anaIy51s matena! relating to the thlrd ter (summan and
detailed information is in the attached documems) The ke\ themss covered were the
foltowing:

155
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* Roles and responsibilities

* Planning
¥ Integration and cb-érdinalion of service
' Skills and capacity
* Human resource development
s éohuimnify in#ol\r.'e'm!;-.n:t

Policy, Firiance and Cost Recover;)'

'Charles MeKudu presented the gap anat)sm findings in the area ofpohc; finance and

cost récovery (see anach“d documents: for detalls} The themss included in the

: dxscuss:on were:

* Policy principles (relating to water supply and sanitation)

* ' Sources of financing for services
* Cost recovery
* . “Subsidies

ks Tariff policy

* Payment
Engineering Issues

In presentmg material refating to lechnlcalfenemeenng assues Peler Ramsden ‘explained
that he would not focus on gap issues, since these are the subject of further srud) inthe
context of the JICA swdy programme. He explained further that the' technical -
investigation already initiated would refine gaps that are identified.” “The purpose of the
presentau;m was - test some of the assumptions that will be taken forward into the
technical fhvestigation. The themes covered were:

£ White Paper development targets
% Level of service m1\ '
o Rangé of demand projection

* Range of per capita consumption -

i)
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* . Demand vs water availability
* Integrated water resource development
* Water supply infrastructure

Against the background of the presentation, Gert van Zy! askéd whether the notion of -
integrated catchment manageément was still activel) pursued. He commented that
catchment management considerations are important in the context of an expanded area
of supph for Magalles Water. This issue was held for dlscussaon i the small group
sessions.

Group Discussions of Issues Arising
Julian Nag\ mtroduced tasLs o be lacL!ed by small groups He explained that planmng
in the water sector is very complex. The queshon is where do you stért. I this contex,

the gap analysis is a very useful instrument. - It defines the “plaving ﬁeld” in very
practical tennis, and provides a base for planmng

After discussion it was dcc;ded that two groiips should be formed. The first would
~ concentrate on matters relating to institutional arrangemenits and policy and strategy

frameworks. The second group would deal with planmnv and infrastructure fssues. The

brief to the groups was to:

* Discuss the gaps as presented, and give comments and views
x [dentify the key gap issues
"+ Expressviewson the work of the task teams that mI! carry fo'\\a:d the workshop
initiative :

Report Back: thning and Infra;slr:_rdure

The ptannmg and infrastructure group focussed pamcularl} on the gap anal) sis presemed

in Section 3 of the attached gap analysis document. - Apart from the specific matters
summansed below, it'was agreed that the analysis as presented formed 2 sound base for
further ptanmnﬁ The following seven themes were selecied for special attention:

Gap:‘ Thé regularion of irifmsrrucmre benween caichments
This was introduced as a new gap issue.- Present thmkmg around the eapansmn of

Magalies Water is only panially based on catchments. -This has the potential to make
resource management and the regulation of infrastructure more complex,
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414 Gajﬁf Planning for upgrading

Gap: Review of the White Paper development target - RDP minimum level of service by
2002 .

In discussion it was concluded that whilst there are sound economic and social reasons

 for the adoption of a minimum siandard (231 per day at no more than 200 metres), current
evidence suggests that the proposed implementation time is optimistic. It was pointed
~ out that a number of variables have to be taken into account in determining what is

possible:

* Population gto&:\th

. lﬁcredsea (;onsumptioh as a result ofﬂpgéadi‘ng and de\"elopmenf

* More detailed information regarding the number of commiunities to be served

* The implié'atiohs of other forms of domestic consufﬁption such as animal
_walering .

* The implications of the imple’fﬁentatioh. of cés’t r'éc:ovér)' at community level

' Envi ronm'emé.! requi‘r_enxen'is-

* Regulati.on’non-regulatiozn of illzgal conneciions

“Related to the above, the setting of design horizons was identified as a cornplex vet’

important issue. ln this context, the importance of long term and regionally basad

“planning was emphasised. Often, quick delivery options are short sighted and have very

constrained horizons.
Gap: Integration of water resource and water supply planning

Group members felt that water resource and water supply planning should be more -

 integrated than at present. Planning roles are not well defined, and more co-ordination

is possible. For examplé, local authorities want to know how they fit into the planning
process, and what they are expected to contribite.. Further, planning should be validated
by potential beneficiaries, and agreement should be reached on the way forward.

The notich of a bulk planning/co-ordination forum was tested among members of the -
group. Suggestions regarding possible participation were tabled.

Development targets envisage the upgrading of services under ceqain circumstances (eg.

 the willingness and ability of users 10 pay for service upgrading). Presently, there is linle

expérience regarding the technological options for upgrading (and the associated costs),
or regarding the ways in which upgrading might be organised and financed at local level.

wh
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1.1

4.1.8

The gap identified by the eroup is'the reaulun:: difficulty of predlcunfz service mix trénds
at different urban and rural locations. This has implications for infrasteiieture planning
and for the setting of planaing horizons.

" Gap: Formulation of an effective cost recovery straiegy

Itis well known that maffy communities have services, but do not pay for theim. A basic

_policy principle (and development target) is that users must pay for water. To bridge the

gap is clear that payment must bé mobilised. The gap is to find the correct mix of
training, negotiation, understanding of local cifcumstances, incentives, orqamsauonal
capacity and the legal and regulatory instruments to mobilise paymient on a large scale,

Gap: Integration and appropriate tiniing of Hevefépméiz? inputs

Developmant is oﬁen a combination of the nsz‘nl elements and of timing. For exaniple,
the implémentation of local water schimes has to link (at the right time) infrastructure,
institutional and organisational development, and training. fa addition, these processes’
have to have the full support and pamc:pauon of the local authoritiss and communities
concerned.” ]t s¢ems that the timing issuz is not always considered, with the comequmce
that physical implementation runs ahead of local management capacity, or vice vérsa,
The gap therefore has 10 do with the integtation and appropriaté timing of dev elopment
inputs.

Gap Clarm on the roles of District Councils in the provision of butk water

District Councnls clearly have an imporiant third tisr role in the provision of\\ater supply

- and sariitation services. A gap is the lack of clarity regarding the iol2 of the Councils in

respect ofbuik water. Indiscussion, it was suggested that the notion of bulk water needs
1o be more carefully defined. For e\ample it may well be the case that District Coungils
could take responsibility for ImL services. However, it is difficult 1o be unesquivocat on
the matter of roles. There will always be a grev area, and roles will have o be negotiated.

- Ofien the central question will relate to \\thh ors:anlsauon can provide bulk with
maxlmum cost effectiv eness.

Comments on gap pﬁ;senim’iou

‘The fo}lomng comments were oftered follomnq the presentation of the smal! group on

planmng %nd mfrastructure

* Froma commumt) perspective, there seems to be potential for conﬂlct over the
use of resources. Fot example a metropolitan authority may draw water from a
source close to a village or community, bul may b° unmllme to serve them.

*. Riv alr5 cannot be permmed to dictate lhe use of water resources. Legal and
policy frameworks need 16 be improv: ed especnallv in'the context of the new
provincial dispensation.
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Repor! Back: ]nsﬁmn‘onal Arrangements and Policy and Strategy Frameworks
“This group worked direcﬂ\ on the material contained in the gap analvsis tables (atta,h d
document), and made certain amendments. The summary below rf2rs to the tables. and
should be read in conjunction with thess:

Table I; Irem 1.1 - Magdlies Water

~ Point on lhe financial autonomy of Magalies Water, An addmonal note to the

current $itwation should refer to the phasmc out of operating subsidies for
functions taken over from North West Water Authority,

Pointon the phasing out of operations and maintenance subsidies. The commant

on the gap. “should make reference to the means - for example job creation to
eitable users to pay, Also to ways of ﬁnancmg levels of service for which people
are willing to pay. This matter should be more fully researched. Other issuss of
importance include unemployment, the education of users, community
involvement in development and Masakhane promotion. A response to the gap
might be strengthen DWAF liaison mth all district and local authorities.

Point on MWB annual reports The development target should be 10 make a

“concerted effort to communicate with the public served

~"Point ‘on represemmive boards. 'Gap commen_t should suggest third tier
‘representation on all boards.

Table I, ftem' 1.2 - North West Warer Authority

Peesent situation for NWWA should note that the organisation is involved in 3rd

tier operanon and in the provision of bulk water.

_Pomt’ on annual reports Gap commem should note the need to make
communities more involved and the need for transparencx

~ Point on NWWA suppon o small Iocal water suppl) sy stems. Gap comment
‘ should ask for clarity on the source of subsidisation.

b

. f_’ﬁihi on tariff equali_sation. Gap comment should note that scope for cross
“subsidisation is limited. -

Table 1: frem 1.3 -"f’:roi'fr;zcia'l Go\‘emment_

-Point on ensunne the correct funcuomng of!ocal govemment. Gap comment
“should note the need for lhe definition of responsibilities in terms of the new

: consutullon
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4.2.7

* Point on provincial borrowing power for infrastrictural development. Gap
comnient should note the heed for a review of the roles of lozal and provinzial
government.

Table I; fiem 1.5 - District Councils
y Point on the provision of water and sanitation sérvices in rural areas. Gap

comment should note the possibility of Drslnct Councils using Local Water
Commitiees to augment capacm'

Table 2; Item 2 3- fntegfd(ioﬁ of s'er,i"iCes_

* Point on the establishment of effective comihunication. Gap comment should
note that this is the responsibility of all tiers of govemmient,

Table 4; tem 4.6 - Tariff po!icy

' ‘Point on transferring some functions to the private sector. Gap comment should
note the need for a regulatory framework.

Table 4; lient 4.7 2 Non payhient

* Gap comment should note the need for légal mechanisms to ensute cost recovery
in cases of non-payment. Government policy is needed in this regard.

Comments on gap presentan‘on

A aumber ofcommenls arose out of the gap preaentatlon The follomng isa summan

“of these:

*  The question of accountability of Boards nzeds further attention. For e\ample
one might argue that local authonues should be reprcsemed in terms of new
: dexelopmenls in the water sector, biit to whom will they be accountable - to the
board or to their constituents? There are several matters to be borne in mind in

l cons&derma the accountablht\ issue:

. Water Boards have the_poten!ial to deal with matters of service defivery
.- outside of the politica! sphere. They can be relati\'el_\‘ objeclive.

R

. Water Boards are aaents of the government. This is a direct line of
- accountability. '

- Thereis pdtehlial for Water Boards to be more transparent to users.

- Other models are worth study. ‘For example Eskom works through joint
management struciures,



. Is thers merit in looking at different wavs of selscting Water Board

membzrs? Perhaps they should b elected in soms way.

Processes of accountability, transparency and communication in the water sector
and elsewhere are not perfect. The critical challenge is to acknowi2dge that we
are all partners i’\'ilh-a common task - that of ensuring that water supply and
sanitation is available to all,

Much of our discussion is focussed on the organisations that are formally
responsible for water delivery. A big gapis in our understanding of the dynamics
of commuinities.

The JICA 'stud)' is aware of the need-to improve our understanding of
communities.  An in-depth investigation of 30 case-study communities was

- undentaken as part of Stage 1. This has yielded important results that are of

s:gmﬁcance to the planning and strategy process. For éxample, a number of
communities have o deal with conflict among stiuctures claiming to represent the
people, or to ha\ejunsducuon over the deployment of resoucces. Hence it is not
alway's possible to assume that elected local governument represéntatives have a
fully accepted mandate to plan and deliver water supply and sanitation.

Prioritising the Gaps

Tim Hest asked deles gates to list tne gap issues they considered to be the most imporiant.
These are summarised in the table below:

CATEGORY ' . © . GAPISSUE
Organisation Communication ' More ¢o- -ordination in water smor
' ' 0 More communication
. Clarinon rolss and responsibilities -
* . Forging parmerships
: Involvement of stakeholders
* loint rnanagement :
* " Simptify institutional arranaem’nls ‘
Cost Recavery and Finance ’ Cost recovery
F B Entrenching the concept of the ezonornic value of
. wvater
* Clear cost recovery and larlﬁ' po!u)
Legal and Regutatory Framework | * Policy with respect to regulation
* - Comprehensive legislation
’ * Clear policy and légal l'ramenorL
Service 'Social * . Effective local governmezat
' . Building the capacity of District Councils
. - [dentify and solve crisis situations




The Way Ahead

Julian Nagy reminded participants that the workshop is the first of two. The second gap

workshop will také place on 23 July. He' e\plamed the process incorporating the two

workshops as follows: B

* Thefirstgap WOrLshop has had the primary objecme of {esting and refining the
elements of the gap analysis; development targets, cutrent situation and gaps
between these,

* Task téams are to be formed during the current session of the first aap workshop. .
Their brief is to fusther refine the ¢aps, 10 rephrase these in operational terms, and
to propose strategies to deal with the gaps. '

- The work of the task teams will be presented at the second workshop, where
detegatﬂs will confirm the view's presented.

In dlscusswn it was decidéd that task teams mlahl be formed around the foilov.me
themes:

* - Finante and cost recovery

* Enabling environment/ roles and functions (mcorporatme policy, legal and
institutional frameworks) -

* Third tier reform (inciuding capacity and planning)
. Itiwas agreed that Magahes Water and the District Councils shouild be represented on all
task teams, and it was suggested that local authorities pamc:pate in'the first and last of
the listed teams. In response to a request for nominations to the task teams, the delegates
selected two task team panticipants over and above those who will be involved ex officio.
They are:
* Mr M Maluleke
* ‘,-D__;éput}' Chief Pilane
Mr \lam 1‘nan}\ed those involy: ed in the prepa:auon of the \.\.orl\shop for their assistance.

He also thanked deleoates for attending and for making an important contribution to the
' gap study.

10



Closure

Fanie Vogel closed the proceedings with the following remarks:

* Thanks to JICA for investing in an opportunity to assist water delivery in South
Africa.

* Thanks to participants.

¥ Parinership is at the heart of the challenge we face, especially the partnership

between the Boards local authorities and communities.

¥  There are many tough issues to be tackled, including financing for high levels of
service; illegal connections and cost recovery. We should regard these as
opportunities and not insoluble problems.

* We all lack capacity. Therefore we must use our time effectively, and not
duplicate. We should suppont and build upon the capacity of our partners.

* The discussion of integrated catchmient management has illustrated the nead to
look bevond the lo«:al. and to see a broader picture.

* There is an urgent need for ongoing commumcauon and co-ordination.” The Ie\ el
“of commitment evident at this workshop is very pleasing. -

n






'APPENDIX 2 : Gap Analysis Tables
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APPENDIX 3 : _Minutes of Gap Analysis
Workshop II (23 July 1996)



JICA MAGALIES EXPANSION STUDY: Second Gap Workshop - Rustenburg, 23 Jily 1996
I. WELCOME

Mr Nick i‘enner of Magahes Water welcomed delegates. He reflected on a water conference that
he had atténded in Toronto. There a key theme had been the question of nationial resources. Mr
Fenner expressed ‘the view that'a theme of this workshop might be the need to w ork together
toward the development of the water sector in South Africa.

2. CONTEXT OF THE JICA STUDY

The JICA Team Leader, Mr S Kadowéki', welcomed delegates on behaif of the JICA Study Team.
He reminded delegates of the overall objectives of the JICA Magalies Study. These are:

| To formulate an overall and strategic framework/master plan for the appropriately phased,
long term, sustainable development of water su pply infrastructure (and the development
of sanitation) including appropriate second and third tier suppor, in the extended supply
area of Magalies Water (MW). A prionty programme up to the year 2002, and an
extended programme up to 2015 should be included.

a ‘To conduct a feasibility study for priority projects to be selected from the strategic
framiework/master plan to promote water supply services in the study area and to consider
sanitation options; and

n “To share technology on planning methods and ‘skills with the counterpart personnel of
- Magalies Water and the Department of Water Aﬁ‘a:rs and Forestty (DWAF), and other
participating organisations.

Mr Kadowaki rioted that the e\pansion of the capacity 'éf Magalies Water was more complex than
simply extending an existing supply area’ There are many instilutions and actors that will have

~ to play key roles and co-operate in ensuring that water services reach users in the extended supply
- area- In this context, he requested constructive inputs from workshop delegates.

3. OBJECTIVES OF THE WORKSHOP

Mt Y Miyanishi of the JICA Study Team outlined the Obj'eclives‘ of the gap analysis process of
which the presenl workshop is a part:

8 To detérmine the gaps between the capacny and readiness of water sector actors and
" infrastructure in the extended supply area, and the mandate and challenges posed by
secking 1o e\tend supply in terms ofpohcy :

a To detemu_ne issues that require particular attention.

Mr Miyanishi explained that the Gap Analysis had followed a pa'rlicufar pfocess, in which the first
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gap workshop had served the purpose of confirming development targets and the assessment of
the current situation. Task Tears had been formed at the first workshop to refine this material,
to develop the gap descriptions and to explore policy and strategy options. The second gap
workshop would focus more specifically on the gaps, and on actions that niight be taken to
address these.

" The objectives of.the Second Gap Workshop are the following:
" Presentation of Task Team findings
- Tnstitutional en’virohnﬁnl |

- Third tier reform
- Finance and cost recovery

B Confirm gaps and agree implications
m  Explore ways to tackle gaps
a ‘Look at next steps

4. PROGRESS TO DATE

~Timi Hart of the JICA Study Team reviewed progress to date. He summarised the challenge being

faced by Water Boards in terms of the new water supply and sanitation policy in terms ofa
~_ diagram (see document entitled “Expansion of Magalies Water - Gap Analysis Workshop(2)),
He explained that Water Boards were being asked to extend supply and to support the third tier
in the short to medium term, and to return to their core business in the long tefm. The core bulk
business will serve a wider group of custorners in the long term, and this market may continue to
expand. These challenges have implications for organisations like MW, both in terms of the -
manner they organise themselves, and in terms of the relationships they form with othersin the
waler sector. : - :

* Mr Hart then outlined the JICA study process, explaining the link between the Stage 1 Situational .
Analysis, the current Stage 2 Gap Analysis/Policy and Strategy process, and further Study
activities. These links aré outtined diagrammatically in the attached Gap Analysis Workshop 2)
document. The gap process, and particuldrly the activities linking the two workshops, was also
explained diagrammatically: Tn conclusion Mr Hart drew five principles underpinning the JICA
Study (and the workshop) to the attention of delegates:- ' -

® © The study has inward and outward impacts

& The study has policy and delivery implications



o

JICA MAGALIES EXPANSION STUDY: Second Gap Workshop - Rustenburg, 23 July 1996

The study has a Magalies Water focus, but the broader water sector context is very

important
Participatioii and partnership are régarded as key facets of the p:roj'ect '
The JICA Study is a process. The views expressed at the workshop are dérived from the

process and should not be seen necessarily to reflect the views of the key stakeholders
involved. .

In discussion of the material presented bj.r Mr HarL the followirig points were raisz'ed':

The study appears lo fociis on the North West Province. Why are officials from other
provinces involved? ,

In résponse, it was explained that the extended study area includes portions of four
provinces, North West, Mpumalanga, Gauteng and Northern Province. Further, many of
the issues being addressed are relevant to the country as a whole. Hopefully maiiy can
benefit from the resolutions that are generated.

The present workshop is not réally a technical discussion. Rather it deals with
institutional and process issue that can be exported. This supporls !he viewpoint
expressed above. : .

It is importeat thar local authority representatives have access Ia workshops of this kind,
because supply of watér at local level is their primary responsibility. Water Boards also
have key water suppbr Junctions, but this is not a role of provincial govemment

The role of Water Boards was claborated further as follows. Water Boards ar¢ able to
manage the supply of water in areas incorporating a number of local authorities. They will
also work across Provincial boundaries if necessary. Their operations are based on

. geographlc technical and econonuc considerations.

5. TASK TEAM PRESENTATIONS

Each of the threé task teams presented the outcomes of their defiberations. These are summansed
in thie attached document “Gap Analysis - Workshop (2)”, and detailed in the atiached “Gap

; AnaJys:s Refinement, Implications, Priontisation and Recommendation. The presentations deal

with each gap issue under the foltowing headings:

Conlext. Background to the 8ap, captunng the present situation and the de\, elopment
targets.

Gap. The identified gap between situation and targets,
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" Implications. The possible outconie if the gap petsists, and the imblitatioﬁs for solutions.

2 Recommendations. Actions and processes that might be mbbilised_to address the gaps.
5.1 INSTITUTIONAL ENVIRONMENT TASK TEAM
This Task Team placed its work in the context of the following instilutions: National DWAF,

~ Regional DWAF;-\Vatet Boards; Provincial Government. A summary of the presentation is
- contained in the table below:

CONTEXT GAP IMPLICATIONS I RECOMMENDATIONS
MNew policy - Definkig and © Shifling policy . Speed up new
direction set by regulatory and : Wates Act _
White Paper Qegistation for reintécpretationof | ¢ Identify legishtive
1956 Water Act * {nstitutions is not the White Paper incentives’

“still the chiel - 2 reflection of Difficult to  measures 1o
legislation policy priodtise secvice promote provision
: 10 communities of servicés to
‘ communities
(MW given new . Lack of clarity Differing . Support
rotes and of roles and éxpectations of Provingial
responsibifities esponsibilities roles and _ Planning Forums
: of 2ad tier responsibilities of a5 venue to debate
organisations Water Boards . thesefoles
' - DWAF to engage
MW on more
bilate;al basis
Effective water - . Lackof ~ Limited + Emphasis on
sapply involves all coerdination and acknowledgement . eofisultative and
tiesisof communication - of complexity of human relations
government . leading to walér supply eriented
* Cootdination and different Side issues . management
_communication perspectives an " overstated * - Mote exposure of

. difticultin objectives and Personalities can Boards to
transforming - fnethods to build dominate development
seciety © water supply Top down eavironment

: -capacity . approaches * . Management
: _encouraged ' “development
3 * " Review DWAF
| communications
strategy
Water Boards - Institutional Possible project * Help Water

. required to fill . capacity to delay Boards tailot

" weak third tier implement ~ Expectations of tirgeted support,
capacity projects on basls 2nd tier not “espinareasof |
RBPand - of WF guidelines always met _ _cast recovery and
community o - Water Boards lose’ financial
piojects more - motivation in new management

© complex and Gme- “robe N Develop support
consuming ' . networks
‘ Management
developmient
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CONTEXT GAP IMPLICAT[GNS : RECOMMEND.\TIO.‘;S
' Historic role of - WB commercial " Lackof WB ’ Creation of 2
- Water Boards in expetrienté in . claity and service
bulk supply, and bulk butless . conﬁdcmc in cooparative to
commercial familiar with the dealings with *pool gapacity
expericnce in this retail sector retatl sector bebween
szetor institutions
. Now ¢eocouraged -
10 aclin the retail -
sector
* ‘Many 7 Water Boards Difitculty with d Buitd capacity in
“communities tack bavé limited implementation of commiynity liaison
RDP level of “capacity to project al retail - and use diffecent
service involve level : " actofs for diffecent
* Project deal with communities Difticulty in ‘fypes of laison
bulk supply dnd implementing
inproving Segvice alternative
levels spproaches
{F— o - : -
* White Paper ind Lackef Rol¢ of Provincial | * Watet Boards and
RDP have set progratmune and © government governmeni
deadtines for timefrime for uncléar and departments to
création of the ' _'unintegrated exchange
: capac:t} establishment of Thied tier capacity informatidn on
* Exgectations of a capacity 2t third twilding complex provincial and
foll programime of tier and not solved in regianal economic
support shod teim development
plans
' Proviacial
© departments of
Local
Govermnment to
" comimunicate
their initiatives
* Despite suppeort, Policy doss not - Inpractical ‘o Bioad based. :
the pecception | - abwaysreftect development policy formulation
exists that the the socio “targels casuring the
White Paper is economic : ‘Lossof Jinvolvement of
- shorlon . veolitiesof the " confidende in implementers
© implementation * ESA ' " planaing
L cxpencnce

Comments and qucstlons raised following the presentation were as follow
2 Has the study + considered the role played by LWC s, or Is the focus oniy on Water Boards?
The Thlrd T;er Reform Task Team looked in more detail at lhe LWCS

B The study may p!ace too much emphasis on the lack of capac:!y It shou Id also consider
the capacafy available at third tier level. :
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u The JICA Magahes srua} isa good emmp!e of a change management process at second
tier levet: It will assist in catalysing change af this level. By contrast, the transformation
" need of the third tier are not being addressed.

w  The politicisation of water is a nitter that will have o be addressed. Service delivery
has to become the emphasis.

5.2 THIRD TIER REFORM TASK TEAM
‘The Third Tier Reform Task Team indicated !hal thelr findings were based on research among

- District Councils, TLCs, Tribal Authoritiés,’ ‘LWCs, RDP Comimittees, NGOs and Capacity
Bultdmg Consultants.” The presentauon is summansed below:

CONTEXT GAP [ AIPLICATIONS | RECOMMENDATIONS

* Upheaval of . Lackof clarityre | * Conlusion Tyt Capacity butlding

_ transition “roles and . . * “Leadership not in all aspéet of

* Institutions responsibilities communicaling _management at
requiced to expecied by ... vision effectively third tice level
perform DWAF . * Cominunication ' Re examination of
differently . No certainty | from DWAF _ DWAF

* New policy and " regarding - " interpreted _ © communications
legal framewoik changing roles of ‘differently at strategy

: not in place LWCsin . Jifferent levels .

. Relative refatiori to TLCs - '

' inexpenience of . Difficulty faced
somne third ter : by DWAF in
actors " tatloring specific

guidelines for -
TLCs

' ‘Third tier " Provision of b Separationof . | * District Councﬂs
organisations have fntegrated and - ‘services further - to fead .
to managea coordinated “weakens locat = coordination and

. complex basket of © servicesisweak . authorities integration of -
T oseniees in some areas ' Potential bepefits - | " servicesat thied |

' DWAF and MW - " ofeconomits of Cotier '
not able tofead ' ' S _ sealelost © :
the integration
process .

+ . -HRdevelopmeni .| * No skills and ¢ Lachk of echiable * Plasning and
in the water sector | training audit . infonmationon " coordinated skills
is scattered and * Identify sources _ capacity shortage and training
uncoordinated . of training and oversupply programmes

. " Precise training © | * - . Chronic * © Cosl recovery * - Govtallocations -

' needs are not o shortage of campaigns have . for third tier
kiown | “urban. - hKmited impact C balding .

s Horiielands are maaagément * . Increasing health- | *° Homeland TLCs |
predutts of undet _ capaciy : fisks : * prioritised
development o . Homelandsmore | * . LWCsto augient

' destitute capacity
* Creale & servics
cooperative
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" COVTEXT I ' GAL lMPLICAT[ONS RECOMM ENDAT[ONS
desprcad Poor .. No development | * "Establisha -
vagueness bver understanding No develepment planning
precise roles in by third tier targsts and sense framewoerk
development organtsations of of direction relevantio the
planning their role in - thied tier
No'easily development ' Waler planning -
accessible planniag champions at third
-development tict
framework
: Commumh Conunuaity Fajluté to recover | * Focused
mmhcmcnl involvement is costs management of
sometimes routing Bot seén as Conlli¢t among ¢ommunity -
Intemational directly related ° community involvement
experience to cost recovery oiganisationsin around defined
indicales the struggle for outcomes
imporiance of legitimacy
involvement * -~ Commiinity
~ panicipation
discradited
The following comments were offered following the Task Team presentation:
¢ The question is often asked regarding the length of the so-called “fransition” period.

The first critical horizon is the next set of elections. If delivery has not taken place on
a ﬂgny' icant scale before then, the rmphcal:ons Jor local govermnenl could be very
serious indeed.

J The emphasis on homeland areas diverts attention from TI.Cs and rural areqs m the
B former RSA that also have serious capacity prob!ems

. The nofion of a seryice coopemme is: mleres{mg. bur even this institution will have to
- be managed Hence the capacu), tssues identified e!seuhere will appfy in this areas as
- well. : :

K Community involvement is clearly very importamt. However, it is not reasonable to

expect full and effective participation if our quick-track development imperative fails to
‘ensure functional and sustainable prajects and processes.

s The Development Facilitation Act could well act as the ca'labfs:t {0 integrate waler into

- broader planninig processes. The waler sector shou!d give attention {0 the pa!emmi of
‘the DFA.
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$.3 FINA NCE AND COST RECO VERY TASK TEAM

The Finance and ‘Cost Recovery Task Team began their présentation by defining certain key
terms. These inctuded capital costs, O&M costs, tariffs, internal control, financial mariagement
and capacity (details in the attached Gap Analysis Workshop (2) document). The preseatation

dealt with seven gap issues:

cobperative

CONTEXT GAP IMPLICATIONS RECOMMENDATIONSJI
“Whité Papersets © | * WP objectives Lack capacity in ' Pool resouices in
forth broad goals “ not mel by accounting, 8 seqvice
“regafding 3rd tier technical . billing, customer cooperative
capdcity building, capacity (e relations, ' ' Use the prvate
expanded Water personnel personnel, internal sector
Board capacify and controls - * Develop internal
responsibiltity and capital capicity) Limited cost’ capasity
WB assistanée to recovery as
3ed tier syt
Transition is. . Roles and - Lack of * Team'
changing rolés responsibilities accountability, mahagement’
and _ not clear ini¢rnal conirols, development
eesponsibiliiesof | * R&R not “corhvmon goals ¢ Highlevel .
“institutions assumed or’ and initative rectings on roles
assigned ~and ‘

. Lack of sesponsibilities
comumunication . An enviropmeny
contributes to of productive
gap communication
. * Clear goals and

targets with tools’
’ © andincentives
High levelofnon- | * Gap bebveen Inability 1o * Local
payment, linkedto | - policy view that achieve cost respoasitility for
perceptions of water has value recovery © promoting valug ¢
POCE SEIVICE, and actual o - Subsidisation i Financialand =~
historical nor- practices Sustainability training SUppoft
© payment and , questsomb!c . from 1stand an :
© water belonging Iricrease in water’ ' - tiers '
to communitics Crelatedllnesses - | * Markeling -
Billing capacity " Reduction in . cdmypaign linked -
continues 1o quality of life " 1o capacity to bill
 deteriorate : and coltect
d Introduce a
service
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CONTEKT_____ GAP;_____ IMPLICATIONS - LB}Z CO_\!M ENDATIONS
' Policies Tack Gip betwetn Conllict between Cost recovery and
clarity, and within policies enforcement
achicvability and existing policies Policy devalued Achievable and
acceptability and frameworks acceptable RDP
goals
Subsidise hml!cd
watet for low
[incorae
Empower
institutions to
barrow on theis
own adcont |
Respoanbility for
seivice and
collection clearly
assigned
. Overstaffing in Overstaffing and Inefficient Overall sudjt of
some instituons, uadeistelfing deployment of skitls and
lack of capacity in co-exist fes0Urces personned, and
others Excessive casts redeployment
- ' .+ Establish a service
cooperative
* Policy cequires Enability {ri some Subsidisation of Two part triff
cost recovery cases to achieve opetating ¢osts Use private sestof
full cost irecovery " Redirecting Establish kiosk
' - govésnment funds system
- {rom other areas Determiine actual
System cost of full cost
degeneration reeovery
: Mosatorium on
ilegal connections
Incentives for cost
recovery and
service provision
.+ The RDP has set’ Insufficient Inability to - Soliciting capiuil
development " capilal resources implement RDP fésoufces
“targets for the at third tier to minimum © Reévelving pool
" water sector - _implement RGP - _standard fund:
* " The casts of standard or " Limitation on new " Two level taniff
providing water to expanded “develepment Seed capital for
" households (even standard Limitation of " new institutions to
st RDP baseline) instituting O and build capacity
ar¢ high M capacity - o]

Comments following the preéenlation included the following:

The capac:ty issue is important, but generahsanon obscures variability. For examp!e

capital, and how can other tiers of governmeit help?

' A{W has proved that it has the capacity (HR and technical) to fulfil its present role.

- The matter of mobilising new capital deserves a Io.' of altention. What are the sources,
- and what are the constraints? What will local authorities need to do in order 16 access



JICA MAGALIES EXPANSION STUDY: Sécorid Gap Workshop = Ruslenburg, 23 Jily 1996

The no!fon ofa campmgn ro exp!am and promote the economic m!ue of safe water has

merit. However, lessons must be lakeh from the Masakhane campaign. A national water
awareness initiative should not duplicate, but must build on complimentary programmes.

There are still many views regarding the resolution of the unauthorised connections
issue, These range between views that promote the legalisation of existing connections
and the empow erment of informal contractors to those which simply wish to outlas all
presem and future uirauthorised connection.

It is of course cer’ta;n'that the so[u_uon will lie in a mix of actions combining
empowernient, technical innovalion and appropriate eifforceable penalties.

For effecme local deve!opmem planiing to take place, itis necessary to look at the total

cost of development. There are often costs that are not considered, and the basic
information needed is ofien not avaitable.

The constitution may guarantee an equitable share of financial resources generated af
national level to the third fier. The impact of this on policy and strategy developnient ar
the first and second tiers will require analysis.

The mechamsms fevels and criteria attached to staff and f Tnancial transfers require
aitention. ~ For example, it is the view of actors at third tier level that the
transfer/reallocation of staffing must imply the pernmient transfer of the associated
Sfinancial resources. :

6 REPORTS FROM SMALL GROUP SESSION

Three small groups discussed the matenal presented by lhe Task Teams. The groups were formed
around the three Task Team themes: :

*

: Instilulional Env‘irohrhenl ‘

_Thifd Tier Reform

Finance and Cost Recovery

The small groups were asked to tackle three taékis‘

Conﬁrm the gaps as presemed by the Task Teams and agree modnﬁcauons and new gaps
where these are consideried necessary. _

ldemil‘y‘ and motivate priority 'gaps_

10
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. Propose actions to address the gaps identified (what should be done, by whom and within
whicks tireframe).

The three small group reporté are summarised below:.
61  REPORT ON INSTITUTIONAL ENVIRONMENT

The group gave attention to eighi issues:

INSTITUTIONAL ENVIRONMENT
1. Policy and Leglsfalioh Gap -

* The JICA study should make Spec ific input into the water law review process.

2 Cta'rit;v on Roles and Responsibilities

* There should be communication a.rnorié stakeholders at all levels }:Q;ard ng roles and responstbilities.
Workshops may bé worthy of consideration here.
* ~ Aréalevel commumca!zon should bz profmoted. “Area fofums have an 1mporiam role.

3. Coordmauon and Commumcatlon

* In thinking about coordination and communication, it should be recognised that problems associated
with these are not universal or uniform” Actions must thefefore be caréfully targetad. -

.

. Capacity to Implement Projects
' : Financing for Iugher levels of service needs altention. ‘Al present faw are prepa.red to pursue this
because it is perceived that loans involve high risks.
* One way forward is 10 share the risks. Government must determine how much of the oisk it is preparecl'
. toshare. .
¥ . Organisations thal promoted non- pa\mem <hould be given Lhe opportumt} to unblock the log;am
S, Communily Parﬂcipalwn |
“Water Board.x should invest in stail to prorﬁoté linkage with communities.
Area'plinning forums should be fonned/encomagedfemponcred
The role of Water Boards in community participation needs tobe clarified. Use of existing structures |
‘might aveid unnccessary duplication. : '
6. Capacity Bullding at Third Tier
* Focussed and coordma:ed programmes are needed Linkages and mutual suppon mechanisms are
essential.
7. Socie- Economlc Aspects
' Holistie dev e!opmerd programme; are requlrcd to ensure :.u;!amabiht)
8. New Gap: Recngnlse the differences between urban and rural situations (eg“lth réference to tarin' :
praposals), .

1l
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6.2 REPORT ON THIRD TIER REFORM

This group addressed six issues:

" THIRD TIER REFORM

1. Institutional Roles and Responbibﬂillés

* " In addressing this the emphasis should be on practical guidelines and experience and not overarching
policy.

hd Distrist and area-level forums should be usad for comullat:on and communication around roles and
rc;ponnbiliticb

' {tis important to lest and understand the capabilitics of existing m;muuon» in ordér to reatisticatly

tacklé relevant and feasible roles and responsibilities Simply allocating rolés does not ensure that they
are accepted or a¢ ted upon.

2. Integration and Coordination of Services

* Local authorities are charged with detivi enng a basket of services. . Forums to discuss the pros and cons
of planning and administering thes< in an integrated mianner should be investigated.

3. Human Resouiree, Skills and Capacm Dev elopment

¥ Thé focus on forief homeland aréa¥'is possibly rm;leadmg
* Capacity development involves much more than training. Whatever is undertaken in this regard mll
fail unless it is completely tuned to local needs and circumistances.

¥ Wherever possible training eﬂom :,hou]d be coordinated, or at least should share lesso-za and
~technology.

* " Technical training is a candidate for some rauonal:sauonfcenlmhatlon

4 Planmn 4

* Activities around the Dev elopment Facilitation Act mu~l be communzcaied District Counmls ha\e a
~ central role in this regard.

* Attention milst be given to the links between lhe DFA and water suppl) plannmz

* Do not create new planning institutions - work with those that exist.

* Planning has to be accompanies by monitoring and assessment. Thz: matler requires attention.

5. Community 1m-oh-emen!

* _Comimunity involvement is a comple\ matter. It deai; with the relationshi ps between communities and
other organisations, and relationships within communities. It also has to do with the enabling
environment that easurés that cormnumt) pamc:panon is meaningiul and effective. Cornmunity is best
defined by shared interests. Participation must recognise those interests and engage them.

* [tis important to support the role of elected Iocal officials with regard 1o comumunity participation
However, this shavld niot neglect the role that can and should bé played by other community-based
orgamsauons {eg civics, tribal aulhonuea NGO:.) :

6. New Ga ap: Guidelint forthetransfcr of assets and geonle €3] ecmlhfromotherllers to the 3rd ties

12
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6.3 REPORT oN FINANCE AND COST RECOVERY

Following the dlSCUSSlOﬂ of this theme by the smafl group, the rapporteur presenled viewpoints
and possible solutions to gap issues under séven headings.  The rapponeur indicated that he had
interpreted and rewonked the group’s dehberauons for the purpose of presentation.

FINANCE AND COST RECO\’ERY

*

N

Lavel of Service .

‘The gap bétween RDP standard:. and a:,puatmn; is real and must be addreaaed Lack of clca: action if
. this regard imay reinforee non- pa}ment
A choice has to be fade betwezn options: mobilise to rieet the aspuahor.:. or put eﬁ‘oﬂ into alternative
methods whereby basic RDP standards can bé upgraded. :

. Forniation of a Service Cooperallve

Local government should lead such an initiative. : : " :
Service cooperatives should not compromise Jocal authonties, '

. Paynient Culture

A poIm) on non-payment is needed (the stick). Intervention may be requued uuna!i) to enforce policy
regardintg non-paymeni and unauthorised connections.

Payment will oaly happen if it is lotally driven Positive incentives like job creetion and entrepreneunai
opportunities should be balanced with social pressure to pay.

An integrated and carefully planned awareness campaign is necessary.

Link development te pavinent wherever possible.

. Tasift Determination

If taritls are to be seen as fair and equitable, they should be locally generated as far as possible. .

. lntegralion

Itis c!ear that appropriate levels of intégration should be pursued in the areas of p! anning, service
provision and funding.
Much of the integration should be mmaled and dm en al pros incial and sttncl Council le\ el.

~ The Dévelopment Facilitation Act has potential to facifitate integration, ihrough vehicles such as Area
Planning Forurn\ and Planning Tribunals.

. The Way Ahead

Pilot projects are necessary, and should be third tier focused.
Management assistanée is urgentl\ requ ired by local government.

, Communication

* An inclusive waler sector and development sectot communication strategy should be pursyed actively. )

13
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6.4 DISCUSSION OF-SMALL GROUP PRESENTATIONS

' Conimunication problems were erphasised by all three gronps. Does this imply that the y'
are imiversal?

They probably do exist in all areas of the water sector, but they take different forms, and
have different implications.

' Vith di ﬁeren! kinids of communication probléms bemg evident, it becomes very di ff icult
lo Jformulate appropriate stra{egy? Did the t‘ask feams deal with ihis?

The task teams did look at the is:sue of ‘ccm'r‘nu'nica'ting roles and responsibilities. §t is
probably fair to say that the issue is less that of clacity on roles and responsibilities, and
more to do with a lack of communication of what dlfferent {vater sector actors are domg

If this is the case, then the conﬁmmication vehicle has to be appmpnate We like the idea
of interactive forums on roles and responmbnhhes where locally-owned solulzons can be
shared and not simply handed do“n

J !f is corréct (o emphas:se lbe role of Sarco, RDP Foruais aid other community- basea’
Cactors.  Masakhane is to be revamped with. greater communify and stakeholder
participation. This initiative should aiso be taken into account when seeking to address - |

water issues like awareness and payment

. The Water Boam!s snould perhaps look at Area Planning Forums as'a link with
- connnunities. They might be very useful for communication purposes, but also as an
institution within which to discuss cmd mobilise capacuy bm!dmg

. It was suggested earlier that the confus:on around rofes and responsibilities has to do

" with the lack of imformation regarding what different water sector aclors are doing to.

formufare these roles for themselves.” A problém is the different ways in which these roles

are being interpreted. 1t will be necessary Jor organisafions in parlfcular areas to ge! '
together and to sort .'hrough these mlerpre!ahons

. | balance has (o bé fozmd between gmdefmes regarding rofes and respansrb:!mes and
" a process where actors determine and negotiate these roles for themselves. The various
Plcmnmg Forums cordd play an importait and proac! ive role in facilitating this process.

.  Assistance to. the lhrrd tier from f irst and second tier govemment has been proposed.
This needs to be thought through very carefully. For example, it would be pmb!emanc
for central gm emmen! to eiid up paying salaries of third tier officlals. :

There isno doubt that asqslance is needed by some third tier insmunons and !hat grants
in this regard would be useful, whalever the source.
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' Local governiment is a complex phenomenon, and there are different réalities. It is not
possibleto treat local government as a single body.

. This is the case, yel one has the feeling thai staff transfers to the third tier do not
recoguise the different needs.

. With regdrd to staff fransfers, the commitment on {'f_re pari of all actors should be place
people witere they will be most effective. The “how" hns {0 be negotin!éci

' tis lmpor!am rha t fom:er NWWA staff in the ex!ended S:{pp{v area are !reafed accom’mg
to this principle. The question of appropriate placement might be taken up by the area
planining forums.

7. PRIORITISATION OF ACTIONS

Tim Hart introduced the session.  He explained that the purpose would be to look at the actions
‘proposed by the Task-Teams (and modified by the small groups), and.to pnormse them. The
problen is to find the most appropriate basis for pnonhsanon The Task Teanis had discussed
the issue of prioritisation and it became evident that there are many ways in which to determine
the relative importance of various actions:

: 8 . The contribution to “fast track” deliverjc’
5 'The contribution to sustainability.
CH Réﬂeétidg the priofities of diverse s’t'ak‘eh'olders.. :
e The most likely to reward effort and collective éctidn. |
B ' The moSt.lik’e.ly to .g.en"era.t.t'e' widér pdéifive spm offs”.
B 'I he most llkely to become a fatal flaw if not addressed

_lt was agreed that the Jast three criteria should guide discussion at the workshop The followmg
were 1demlf|ed by delegates as areas requiring pnonty action:

L Resoivmg iheé debate around the level of service. ?7::5 cannot be fej! ina state oj fux,
because unhappiness can fand already has) result in the eufrenchmem and extension of
non-paynent. The choice is fo revise policy, or to devise ways to empower those who
want a higher service level to take the necessary action. In essence, a view has to be
taken whether the resolution of this debate is a'standards issue, or a matter of methods
to move beyond the minimum standards.
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A key to effective water de!weo’ on the scale required 'is the solution of the cost recovery
problem: Once payment siarts, the incentive to provide services is there. This is the

: fomadfmou from which developnient and delivery proceed, The challenge is to find the

right mix:of incentives aid enforcement. The difficult issue of enforcement has to be
Jaced sometime, but incentives must also receive altention. For example, linking
payment to development, or equalising tariffs. Further, sirategies to address non-
payment should focus on the peaple who are not paying. In this respect some form of

social pressiire might be most ej}’ecn ve.

The tariff equahsauan issue is compier It may encoumge paynienl in sonie situalions,
but if consumers feel they are not getting the service others are receiving, it may act
negatively. Further, tariff equalisation may conceal the true value of water iri some local
siluations. :

In cost recovery and in other aspects of water delivery there wiil bé different solutions
Jor differenit cormniunities. This is where pilot projects may be very important - a means
fo test and refine local solutions. It is also iniportant that relevanit ideas and experiences
should be recorded and shared.. Processes fo facilitale this should be investigated and
implemented wherever re!emnr.

Stupport to local gox ernnent in me service demer_) process is very necessary. However,
there Is a donger af creating too many organisations where the capacity already exists.

" One of the incentives attached to veater services is the possible creation of jobs.

There are cases where comn":_sz!:‘es have agreed (o pay for water, but for reasons which
have emerged later, have changed their minds. The level of serv ice issue plays a role

' here, especially where consultation has been inadequate. Thorough ‘consultation coupled

to a written commitment o confract might be the right cambination.

We should be careful not to generahse or exaggerate the non- pa}menr isswe. There are
communities that are prepared to pay. What they need is education regarding the

realities of the supply of services. - In some situations prepaid méters hm'e been very .

effective. The benefit of the systent is that it is simple and self-regulating. Evaluations -
of the existing examples should be underiaken and shared with others grapplmg with
ways {o collect payment. 1t should m’so not be assumed that prepaymem is the best
solution in all situations. :

' Loo!m.'g at prepaynient js worﬂm hile, but it would be a mistake to rely on ledmology

The most importent thing is 10 find ol what will make peopn’e want to pay.- If they want
{0 pay, the cost recovery m‘ue is solved Inmany wey's we are not close enough to people
to ascertain their views. This is a serious weakness.
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8. CLOSURE

Louise Colvm closed the v.ori.shop She thanked participants for their creative conmbuuons
and wished them-well.
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