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CHAPTER 1 INTRODUCTION
l.i_ Backgfound

In ‘August 1995, the Governments of South Africa and Japan agreed the scope of work for a
technical co-operation programme fociised on the expansion of the capacity of Magalies Water

- (MW). The Japan Intemiational Cooperation Agency (JICA) is currently undertaking the study
-~ in ¢lose co-operation With the Department of Water Afiairs and Fotestry (DWAF) in South
Africa.’ The initiaiive to expaiid the capacity of Magalies Water is a diréct outcome of South
Africa’s néWv Water and Sanitation policy, which is based on the Reconstriction and
Developnient Prograniuiie (RDP). In terms of the policy, institutions like Magalies Water will
extend bulk supply networks in the lohger term, and will assist in stimulating and supporting
tocal level water supply and management institutions in the short to medium term.

* The overall framework of the JICA Study is as follows:
PHASE 1 - Formuiation of a Master Plan
Stagc'l - Situational Analysis

Stage 2 '-'Fo'i'mtﬂali_cm of a Master Plan up to the year 2015 and
priority projects to the year 2002 :

Stage 3 - Rec'omméhdatiohs on study methods and terms of reference
-for Phases 2 and 3 '

PHASE 2 - Feasibility Study on priority projects
PH_A'SE 3- 1mj31eni‘é:1ta'lioﬁ of setected water supply and sanitation pil(jt initiatives

- Against the backgrotind of the overall framework described above, the present JICA Study is-

~ concemed only with the Phase 1, formulation of an overall and strategic framework / master plan '
for the appropriately phased, long term, sustainable development of water supply infrastructure

- and sanitation, including appropriate Second and Third Tier support, in the Study Area. The
formulation of a priority project to the year 2002, and an extended programme up to the year
2015 is included in the present JICA Study. :

The Tirst Stage of this Phase was a Situational Analysis. The purpose of this was to understand -
'~ the socio-econorhic conditions, hyd fological and hydrogeological resources, demand for water,
sipply of water, existence and condition of infrastructure; present standard and coverage of
services, environmental conditions, policy implicationis, capacity and roles of the First, Second -

“and Third Tiers, water supply attitudes and practices at the community tevel, finaneial situation,
and water tarifl’s and cost recovery systems.

. Thééé@oﬁd Stage (i)frt-ht}ﬁ Phase is to formulate a Master Plan which inclades the Gap Analysis,
" the Policy / Strategy Recommendation / Plan, the Preliminary Study of Water Supply System
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{Technical Solution), and the Econbn‘iict_fFinancial Analysis of the :fcmmlated project(s) under
pre-feasibility level including an initial capital investnient plan.

The objective of the Gap Analysis was to establtsh a complete understanding of the Gap between
the Current State (institutional, technical and financial) of water infrastructures in the Magaties
Water Study Area and the desired future state, as presented in the Water Supply and Sanitation
policy. The current state has been determined in the Situational Analysis. - The future state is
- identified through key yolicy documents such #s the Whiie Paper on Water Supply and
- Sanitation, as well as the needs and expectations of the communities and other consumetzs in the
- Study Area.

The objectwe of the Pohcy / Strategy Reeommendatton / Plan was: to facilitate and gmde the
expansion of Magalies Water through practical recommendations regardmg policy and strategy;
to identify areas of national pohcy that support/hinder the expansion of MW, and to propose
actions to be taken; to identify areas of policy i in specific water sector and refated mstltuttcns that
require attention, and to propose appropriate actions; and to propose strategics 1o deal with
institutional and technical gaps that are likely to hmder the expansion of MW, together with
strategtes that will facilitate the expansion process.

* The objective of the Technical Solution was to quéntify the technical requirements to achieve the
standards and levels of service identified in the desired future state and bndge the Gap mapped
out in the Gap Analysis. o

" The objective of the Ecanomic¢/Financial Analysis is to guantify 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 aud third tiers’ eptrepreneurial stance.
The lesso'ns obtained froni a series of anal)tsis will be fed to further Phases 2 and 3 of this Study.

Key to the succéss of the JICA Study is the support and mvolvement of the main stakcholders
in water supply and sanitation in the Study Area - Magalies Water Board, national and regional
‘offices of DWAF, local authoritics, district’ councils, tocal ‘and Provincial Government,
communities and their representative organisations, and NGOs. To ensure that this involvement

occurs the following institutional arrangements have been put in place:

. The entire JICA Study is managed by a Project Management Comnnttee (PMC) on
which sits representatives of Magalies Water, Department of Water Affairs and Forestry
and JICA. The PMC sits approximately once a month; and

o iject Workmg Groups (PWGS) have been’ estabhshed to oversee the acttv:ttes of the
Study Team and the local consultants. Threc PWGs were establtshed ‘which include
representattves of key stakeholders, as well as MW DWAF and JICA.



1.2  Coniposition of Master Plan Report

Thie Fina! 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
prepated to provide detailed information to the more interested or specialist reader. The
Supporting Reports are as follows: '

General Affairs
Situational Analysis
Gap Analysis
Policy and Strategy Options .~ _
Preliminary Study of Water Supply System
Institutional Development Plan

- Beonoimic/Finanicial Analysis

QEEmeQE>

-1‘0‘_&5 Data Book cori:tai:ns: primary dataand information, and only & fimited _n_uhiber of hard copies
will be produced which will be held by key stakeholders (such as DWAF and MW). "The
contents of the Data Book will be niiade available in electronic format whenever applicable.
1.3 Objectives of Policy and Strategy Opfions
" The objective of the Policy and Strategy Options are as foliows:
(1) - Toeview the results of the gap analysis and define key action areas.
2 To | forniulate policy and strategy option recommendations for éddréssing the gaps
identified. ' : :
{3)  To consider draft impleméntéti_oh plans to put the feéommendatioﬁs_iﬁtd effect.
1.4 - Approachto i‘olicy and Strategy Options
The fult process is taid out in Figure 1-1. Key features are the participatory vehicles (i\\fol gap

- workshops and expert/stakeholder task teams}, and the progressive refinement and consolidation
of gaps and Policy and Strategy responses.

The critical path of {his process is shown in more defail in Appendix 1.

In surinmary, the steps are the following:
OEE Summatise preéent situation {Situation Analysis), define development targets and begin

~ to explore gaps. _ :

HOR Fitst Gap 'Wf)'rf:éhopf r’l‘és_t the above with’ éiékéh’ﬁl&efs.‘
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(3) Task teams refine the gaps, .:p'riorilisc an-d begin to formulate a menu of actions,

.{4) ‘Second Gap Workshop. Test and refine Task Téam‘outpiits with stakeholders.

(5)  Refine and consolidate workshop findings.

(6) C{)hduct “expert workshop” to ratio’n%zilise gaps aﬁd o deba;é Policy and Sirétégj Options.
(N Present overall prdcess’ findings to joint PSC/PMC ii_léeting.

®) Opefét_iohaﬁsé Policy ahd Strategy Options in discussion with key water sector actors,
and table proposals.

The planning process outlined above has a number of advantages, particularly in a context of
evolving policy, debate arotind institational arrangeinents, and the emergence of representative
local government structures with a wide diversity of capacity in the field of service delwery and -
management. Briefly, these advantages are the following:

() A clear and interactive: planning 'prc)ce'ss'faci!itates méaningful “engagement b}f
' stakeholders, enabling them to participate in the process and to understand the impacts
of their contributions; :

(2) The process is inclusive, and “stakes out” the field of issues to be consu:lcred in the
* formulation of policy and strategy. This ensures that old preconceptions and mindsets
do not dominate as the base for planning; and :

(3) The approach is to generaté a broad spread of Pollcy and-Strategy Opuons whwh can be
operationalised in discussion with the actors willing and ablé to take reSponsnbiiny for
them. Simply allocalmg roles cannot guarantee action, especially durmg transition.

1.5 .PalllCIp‘lilon '

‘The level of pamclpatmn inw orkshops around the gap/pohcy ancl slrateg) process is indicated
in Figure 1-2. This was excellent in terms of both breadth and numbers, and gave effect to the
~ intentions set out in the approach outlined in scetion 1.3 above. '

1.6 “Key Considerations

In addluon to the context of the overall study \\Iuch is set auit in section 1.1 above, the objectlvcs
of this stage nced to be achieved with regard to certain key cons:derahons in lhe Study Area
environment. The Study Team has 1denllﬁed the foltowing itenis to be of particular note.

(1)  Thereisstill consxderable pohcy flux, espec;aliy regardmg the mteracuon of the 2nd and
3rd Tiers and the appropriate roles (o be played by each in the elaboration’ of the White
Paper. For ex'nnple the relauonshlps between Local Water Commmees and Local
Authorities are receiving atiention, particularly in the context of newly e!ccted local -
Councils.
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(3)

{6)

The debaté on water sector roles artd functions in the 3rd tier has (o be supported with a

 clear undeistanding of the capacity, capability and intentions of the relevant institutions -

and otganisations. The JICA Study will assist in this regard.

The irjstitmibnai flux in the Sl_udy Ared (especially the merger process) makes the
formulation of a baseline view of the 2nd tier very difficult. Clearly the Study should
contribute to the manner in which this flux is resolved.

' Building and reififorcing relationships of frust with stakeholders is essential: During the
“inception stage of the project, the building of relationships has been tackled in threc ways;
itivolvement of kéy stakeholders in Study Managemerit Struclures, special c¢o-operation

meetings with particular groups and institutioris, and exposure of the Study through the
activities of the consultaits. Policy and strategy options wilt potentially impact many of
the stakeholders, Hente it has been very important to ensvre thal communication has
been as inclusive as possible, and that the relationships established are founded on
common interests and trust. ) ' : '

‘Monitoring initiatives of strategic inmiportance to the study: The JICA Study is one of

many related initiatives which have the objective of tranisforming the water sector in line

with new policies relating to water supply and sanitation. In such a transformation

enivironment, it is essential to be informed and flexible. In the Study Area, the Study

complements other activities, and in tum is affected by somie of them. The key initiatives
that must be monitored very ‘closely. are the MW- NWWA Merger, for working

relationship between MW and RW and Water Board options for KwaNdebele.

Monitoring policy shifts in the water sector: As a result of the transition process, it is
possible that shifts in policy emphasis will take place feom time to time. This is
particular the case if it is considered that transfonmation in the water sector will have
different goals at different times i.¢.: ‘ ' ' 3

a) - Inthe short terin the transformation of DWAF and democratisation of Second -
 tier organisations (ie water boards) while maintaining existing service levels.

b) In _thé medium term to support institutional development at tocal level (ie the
Third tier) and to build water supply and sanitation capacity by providing
technical and financial assistance. .

<) _ '!nith_e" long terni to ‘ensure that 'al;l service provision'is_tlie function of local
govemment (with adequate support of provincial government) and that effective
transfer of all service provision to local government takes place.



Figuré 1-1': The Formmntation of Gap and Pelicy and Strategy Responscs

t '3 5 6 8
. \.\’hat : Ré_ﬂﬁeﬂ Confirm 4 Consolidated
is Gaps "Gaps r Gaps
' ; Study - _, . Key
Workshop Team’ Tostifutions
. Lo . L Workihops . I
. Whit (b 3 P .. Dlicasston ] -
4 v Ve - Confirm Optlons . i e
: o : - Explore * Whist
do - Explore - Reflne L.l“"m Done )
’ - Actions - Aligd * By Wiom
i ' i ' When
What i o L of ' L Bxteaded
. Meaou of : ind
deslred Priority Actions Refined
h ) Actions
* Figure 1-2 { Organisations Participating in Workshep
1st Tier . 2nd Tier i '?\Valer Stupply
: L o :
: DWAF (CeMral'j N Dlp'art. Developmient Plagning & " '\lngal:es Watér

{Norith West Wafer'Authorlty
'Rand Water

* Local Govern. {Gauteng) . :
D:parf Houslag (Gauleng)
Depart. Lend & Heunsing (N. Prov. )

: Northern Province MEC

"DWAF (Narth West)
DWAF(Mpumelanga)

' Dlsttict Councils {drd Tier)

i 3rd Tier L o .
' ¢ Other Project Related

Rusu‘anrg'n(',‘ Rustenburg TLC

e R t RDC

" Myula Trust

. Kierksdorp DC - Brits TLC - !
g ) - Bronkhorstpruit TLC [ :
East Rand DC P . .
: ast Ran -  KwaMblsnga TLC i  Japauese Emabassy ‘
Eastero DC i 1 L JICA Stody Team i
- Eastern Gauteng DC ; i Ngwana Asalleung Water Commilteq i Deloiite & Touche
! Highveld DC. i i Shakung Water Commibtes i E EVN !
; Grtater Prelonz MC . Greater Saulspoort RDP Commi“te: ‘ ‘
E

1-6



CHAPTER 2 PLANNING APPROACH



CHAPTER 2 PLANNING APPROACH
2.1  Introduction

This Chaptér“ presents the approach (and methods used) to arrive at the Policy and Strategy
Options which are the subject of this report. .

The Study Team has devoted particular atteiition to the process followed for the reason that the
Project hds an importarit goal of mobilizing actors in the Study Area to achievé a vision of the
future which is substantially different for the past realitics. In this respect the Pro;ect is part of
a broader change and fransformation process. How the work has been dpprozdched needcd to be
responsive to this.

‘The Chapler covers:

(1) Objectives which the approach sought to achieve;

(2) The conceptual framework created to put curreiit activities in perspective when they were
explained to Stakeholders; and

(3)  Activities which made up the overall process.

~ Of particular note in h the appmach is the extent 10 which thic Study Team sought to mvolvc
- Stakeholders as is emphasised in this Chapter, :

22 Planning Objectives

~ The approach to formulation of Policy and cElrategy Opnons has been structured to achieve the
following objectives: :

:(1) To ensure maximum pamcnpatmn of slakeholders (\wthm lhe consiramls of the time
: avaliablc),

(2) ~ From the involvement of stakeholders to endeavour to build relationships founded on
common interest and trust; '

3y To yleld realistic recommendat:ons whlch can be lmplemented within the constraint of
~ the énvironment;

() To be consistent with exi'sting macro policy principles; and

5) To recogmse the need for change over time as overall development goals and largets
‘ change

The Jast pomt above led to the conclusmn that lhere is a need for of 3 a cornceplual frameu.ork _
within which policy and stralegy can be deve!oped

21



23 Coneeptual Framework

In developing a ptan for the extension of MW, the JICA study has had to address the difficult
task of planning in a sector characterised by change and uncertainty. The approach adopted
through the gap analysis and the subsequent formulation of policy and strategy responses has
sought to address the dynamics of the sector and its actors. Two issues are discussed in this
context: short and long term roles for Water Boards; and the notion of Policy and Strategy
Options. :

23.1 Shott and Lotig Term Roles for Water Boards

The policy and sirategy 'r_ecbl'n'nﬁ_c'ridalions_' have to be' placc;i in the framewqfk of an
understanding of the short and long ternm roles of Water Boards. The short term expectation in
terms of national water supply policy is different to the long tem vision, and both must be

recognised in MW and wider sectoral planning. in essence, thechallenge to Magalies Water can
be expressed diagrammatically as foltaws: :

Figure 2-11 Conceptaal Framework

Emerging Market
i _ r

Retail and Support : New Bulk

— e
. Bulk | i Bulk | Lo .rlmk o
" Supplier S ~|Supplier| - P 'Supplier | '_

L--f—‘———-—i,. - . e i 1 T
- | N
- i
CPresent Short/ Medium Long Term

In the long term; policies and sleategies will focus on extended bulk functions, but may retain
a component related to the ongoing development of an emerging market. '

~National policy thus creates a challenge for Water Boards by having to extend their activities
~whilst sustaining their core role of wholesaling bulk water. In the shorl to medium term, the -
‘boards are expecled to extend supply areas, and to provide various support functions to the third

tier, These support functions ate not clearly defined in policy. In the long term, it is envisaged

that the Boards will retur to the ofthodox butk supply role of the past, but with a new bady of
bulk customers, mainly in the: form of single or collective local authorities. In this post -
~ teansitionary phase, it might -also be: expécted that the Boards will continue to explore and
‘develop ai emerging niarket for bulk water. ‘ ‘



The 1mplemcntahon of this policy has two major lmplicallons for MW and other Watcr Boards:

(b

@

The extension of areas of supply, and the pl‘OVISIOI\ of bulk servicestoa wider spectrum
of customers. This fask has organisational and infrastructural implications, and has to be
planiied against the background of the technical fea51b1hty investigations mobilised under -
the JICA Study. - Shott and long-term strategies will be required, incorporating
organisational and ‘managerial planning, infrastructure developmeril planning, cost
recovery planning and capital investment planning.

Thé provision of various formmis of third tiet support. For plannmg purposes it is ‘necessary
to categonse variotis forms of supporl :

a)

b)

Ihtémn‘ ptoject m1plememauon.

_ 1tis foreseeable that MW will be asl\ed to 1mplemenl walter suppl} projécts in arcas

where third tier capacity is limited or non-existent.” This activity should diminish as
third tier capacity grows, and hence should be seen as a shori-to-medium ferm
responsibility.  In the study area, there is welcome evidence that third tier
organisations such as the Rustenburg District Council are ready o address the local
government vacuum in various rural and peri-urban areas. However, soriie of the
other District Councils are less ready for this role. The question for MW is how to

-address the matter of internal capacity to deal with interim implementation demands.

Technical support to the Third Tier,

| [t is ¢learly in the interest of MW to see + the third tier becoming self-sufﬁcncm as.

rapidly as possible. The strategxc issue revolves around the extent to which MW

- should develop its own in-house Third Tier supporl capability, and the manner in

which the organisation can play a facilitative role wi orkmg with other Third Tier
support ‘actors,

Developmcnt of new bulk ma‘rkéts. :

: 'Ihe two forms of Third Tier support discussed above are essemlally of short to.

medium termi relevance. For the longer term, MW might wish to link such actwu:es
to a strategy for the development of new bulk business, Whilst a) and b) appear to

. require strategies for interim implementation, ¢) may wel} warrant a more permanent
- strategy and capacity, with lmpllC'\lIOllS for orgamsauonal structure and human and

ﬁnancial resources.

232 Policy and Strategy 'Options

Because the lmplemenlauon of the new water suppiy and sannahon pol:cy requlres a complex
network of cooperation and parmershlp among actors directly and indirectly involved in water,
" it is inappropriate to propose policy and sirategy initiatives unilalerally, or purcly from the
- perspective of MW. Hence the position adopted hete i§ to frame the recommendations as
* options, which must be considered by the Board of MW, by DWAF and by other actors such as
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the District Councils and Local Authorities. A process to take discussion around these options
further is discussed in paragraph 4.4.2 below.

2.4 Planning Activities

The overall process for Policy and Strategy Oplioxls was shown in Table 1-1 and the resulting
Critical Path shown in Appendix 1. The Gap Analysis is a large part of this process. In this
report we are coricerned only with final steps in this process, i.¢. the portion of the process shown

below:

Figire 2-2 : Policy and Stiategy Process -

L ot | r
B I C°(‘;!"m“‘ ] A‘_____[’ Consolidated B
‘ s s | { Stady Team Gaps o ke
Stakeholders, § i | Workstops | L. o Key

Workstop | Institations-
2 | l i ‘ 1 Discussions
T 7T ‘ : ST T
- e : R Explore ’ yooNv e &
_|Contirm { Options —* P ) Discussion p—p | :"h‘::l?"“
Explore . : Refine \l\\hter!alﬁ . y o
R ¢ o Whea
Actions J e I . __ Aligs . . _I_
T . -’ Prelimisasy
’ I....br Menu of ‘l L Pofiq'v &
L - Actions | Strategy
| S | - QOpilons

2.4.1 Task Teams

Before exploring the process illustrated abave in detail it is relevant to comment on the Task

* Teams which prepared the inputs for the 2nd Stakeho_lder Workshop since these groups laid the -
fowiidation and strategy options and therefore played a key role. : :

( ny The Task Teams were mandated b'yjlh:e first stakeholder '\\'():rkéhop 10 investii'gate three
‘thené areas being: ' o _

a) “The inStitutional. environment .(i'_ncluding s, 2nd and 3id Tiér)-
' b) Thira Tiér Reform
c).";Financé and (;,‘o_si Recovery:
(2) 'Théir”t_eml‘,s' of 'reférénc_:e‘weré to:

a) Revie\f\\r faﬁ'd_ékaniuihe existing development targets with 'a view to refining or
recommending appropriate targets; '

" b) Advise bn”désir:albili_ty of ¢urrent '_de\!'e'ldpniént'targets and their consistency and
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R}

)

“adjoining linkages;
Current / Present Situation:

a) Review and Confirni current situation.

Identification of Gaps:

?l) ' Ev'eillu'até and dctcrmiﬁe whether neW]y: identified gaps are approprisite;
IIJ)‘ Refine and Strengthen géps’ where appropriate.

Recommendations:

a) Prioritise gaps' related to Sp(:ciﬁc Task Teanis;

b) Identify gaps in terms of which strategies can be 1mplemented casﬂy or immediately
“based on short and medium term objectives; and

" ¢) Ideritify policy and stréte‘gy options and their implications.

In addition to the abovi_:, the Institutional Environment Task Team was specifically
requested to also study the ehabling framework necessary for the supply of services in

"the Study Area, This framework consisting of the following components:

a) Policy within which the institutions in the supply area operate, consisting of both
~ overall national policies and those local organisations from pravincial government
: 'downwardS' ~

b) __The reguiatory (ie. orgamsahonal) frameworks, both exlstmg and new, which create .

the capacity to deliver service. Particular aliention being given to clarlﬁcatlon of .
“functions and roles and ‘

¢) - The planning process and us capacity. Inchiding the integration mechamsms between
institutions. :

What is hlghly televant is that these teams consisted of both members of the Study Team

“(in¢luding Local Consullants) and stakeholders. The nameés of the parump’itmg

mdwlduals is included as Appendix 3.

Each task team produced a report which included the first draft of options for addressing
gaps. Findings of the Teams and initial recommendation are included as Appendix 4.
These options have been fuither explored, refined, added to and prioritised during the
activities which followed.



242 2nd Stakeholder Wo’rkshoja

The sécond'SleikéhoIdCr wbrkshbp was héld to:

(1) Revie\\; -the output of the Task Team’s work.

(2) Finally co"niﬁrrh the gaps.

3) Consider posSible Poliéy and Slrategy Options which were enlerging.
. This again took the form small group discussions.

' 2.43 Drafting 'Poiic_y and Strategy op{ians

The final major steps in this process are the formulation of Policy and Strategy Options. These
are being developed by: - :

(1)  Considering the implications of the Gaps.
(2)  Assessing the actions {hal are possible to address these implications.
(3) - From these formulating Policy and Strategy Options.

(4)  Reviewing these possible oplions in consultalioh with key people in DWAF and Magalies
Waler, . _

2.4.4 Concluding.()bsenkations

‘What is important is that the Gap Analysis process was designed to be as inclusive and
participative as possible. The reason for this is that the Study Team wished to ensure that the

‘gaps for which solutions are developed are the right ones that they have been confirmed by a
‘wide range of stakeholders below:

(1)  Initial workéhbp: | . 45 Participants.
@) tst Gap Analysis workshop: - 46 Participants.
(3) '2hd'Gap’Ana'lys.is'Workshop: .45 Participants.
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'CHAPTER 3 IMPLICATIONS OF AND RESPONSES TO GAP ANALYSIS
3.1 Introduction

In lhf_s Chapter l_'h'c' fesponses to th_e'idehtiﬁed gaps are presen_iféd. These are based on an analysis
of the Gaps and their implications following the process outlinied in the previous Chapter.

The Ch'aptef'cbireré:

(1) A simmary of Gaps for which Policy and Strategy Options have been developed as

- solutions. o : : .

(2 The ‘t"y'p‘e' or nature of {he responses encountered in the process of interaction with
" stakeholders which either addressed symptoms or were more fundamental systémic

solutions.

(3) A listing of the direct responses to the Gaps identificd. These were outputs of the
consultation process. ' '

) A_discuSSionbf the more systemic a'pproa'ch_{'o some of the items consistently raised
duriiig consultations. :

3.2 Summary of Gaps
For reference purposes the Gaps to be addressed are summarised in the Table 3-1.
For further reference a nore detailéd_ description of the Gaps is included as'Appendix 3.
" Full detail can be obtained from the Supporting Report C; Gap Analysis .
3.3 Nature of Response .
Responses to these gaps have to take account of priority, the institutionat and ré‘sou_r'ce_(ph‘ysiéal,
hinman and financial) capacity to deal with them, and issues relating to the balance between short
term mobilisation and long term sustainability. Two kinds of policy and strategy responscs are
possible in this context: : ' : '
(1) ~ Symptomatic Solutions
" These ate solu’iions:whiphlresppnd directly to the identified Gaps._ They address the
evident symptoms, but do not consider the broader impact on other gap issues. In
situations of iransition-ard crisis management, symptomatic solutions often prevail.
(2)  Systematic Solutions

. These are solutions which consider the 'compleic and interlinked nature of the water
-sector, and the intérdependence of problems and solutions.
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1t in this context it is récognised that the way to tackle a problem is not necessarily the
most obvious or direct.

34 Direct RCSponscs to Identified G.aps

Many ditect (or symptomahc) responses to the Gaps were generated in the Gap Analys1s process.
These are options that must be sifted, prioritised and put into action through a preceqs of focused
and purposeful discussion among the relevant actors. The nature of this process is outlined in
Chapter 6.

The Table 3-2 sumniarises the o'ptioﬁs iabléd by 'paﬁicipénis in the Gap Aﬁaly’sié prt}'@rammé.

It is not 1mphed that all of lhe recommendauons should be implemmented, nor that MW should
be the sole agent doing so. The table maps the responses ‘considered to be necessary to address
the key Gaps - how these are prioritised and who champ:ons them is niot consldered here.

The recomendations in Table 3:2 can be placed in the context of the two challenges that face
Magalies Water: extension of supply and support to the Third Tier. Table 3-3 illustrates which
of the tecommended actions might be mcorporated in strategies io extend supply, and which
might be mobilised as Third Tier support strategics. Soime consideration is also given to
initiatives that might suppoit a strategy to develop new bulk matkets. As argued earlier, the
development of bulk markets may be regarded as the long term objective of Third Tier suppoit.
As with Table 3-2, Table 3-3 simply lists the options without specific reference to programming
- and responsibilities. ‘ ' '

35 Uiuler_standihg Systemic Responses to the Kdentified Gaps
The resboinsesl tabulated in Table 3-3 represent a set of simple problem-solution statements. The
table does not identify the'catalytic actions which will ctear logjams inipeding progress across
a number of Gaps, nor does it assign any priority to the implementation of solutions. This matter
requires further debate and discussion in future, but it is striking that Gap Workshop delegales
presented a_wide diversity of viewpoints when asked to identify the single most important
intervention leading to effective and universal water delivery. Key categories of response were
the followmg
(1) Resolve the service standards debate and ahgn policy to pubhc opinion.
{2)  Achiéve effective aiid widespreiad'cost recovery.
(3) - Support the development of an effective and sustainable Third Tier.

(4): . Entrench and éxtend con'nmmicalibn among water seéclor aclots. :

(5)  Align legal frameworks and tools with pohcy objectives.

The varety of opmxons is refléctive of the complex:t} of the tmnsmonal agenda, but it also pomts
to the possibility of subjectively favoured solutions being pronioted above others. *A’ careful and
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' objective analysis of the finkages between the gaps is r_cq'uir'e:d' in ordér to arrive at an integrated

‘view of the key policy and strategy imperatives. The diagram in Figure 3-11is the untested result
of a preliminary linkage analysis. It presents a petspective where:

(1)  Costrecovery and integrated Servii;e p'rov'ision are pro'm'_oltéd by process activities such
‘ as planning, capacity building and the assumption of roles and responsibilities, and

(2) - These process aclivities in tuti sit in an enabling/constraining environment which
includes policy, expectations, resources and public involvement. :

3.6  Conclusion

 The implications of gap issues and ‘respohgeé to them out_line‘d above have been developed and
refined with the complex ongoing process of transition in mind. Inthis context, the findings arc
‘built on a prior and highly consultative Gap Analysis procedure, which has ensured that the

issues and recommmendations are relevant, inclusive, compatible with other related initiatives and
widely supported. '

The recommendations made in résponsé 10 the findings in this chapter and set out in the next
~ chapter will thetefore have to be considered and put into action by the proposed lead actors, often
in consultation with others. Their refinement and implementation will be guided in some respects
by the JICA Study (eg through ongoing feasibility. ‘investigationis).  Together, the:
recoramendations constilute a multi-layered action framework including many key water sector
actors. In essence they illustrate the need for parinership in addressing South Africa’s post-
apartheid water supply and sanitation vision. .

33



Table 3-1: Gaps to be Addressed in Teynis of Policy and Strategy.

[ GAPTITLE

o bE"s'ciiiPﬁm :

Unclear Roles arid
Responsibi!ities '

Roles ami respc-nsabalmes among water sectot institutions arc often not clearl} defined,
assigned of understood. Actors are sometimes reluctant to negotiate roles for themselves.

The White Paper on Water Supply and S_anilalion and other policy instiuments are, in many
cases, itl matched to existing leglsiative frameworks (such ‘as the Water Act of 1956)

Gap Beh’.een Pohcy and i
Lega! Frame\wrk R

Capnmy

Many water sector mst:luuons lack himan, ﬁnancual and technical capacaty Thls is so in §
new orgamsahons (eg new TLCs), and wheré new or revised functions ha\c been delcgated
Capacity requitements aré not well Uﬂdn‘l‘StOOd : :

Ga‘;i Bélﬁee:‘xC&iﬁﬁmhﬁy i
Invélv ement ldeals and
Reaht) : :

Commumty involvement is w |dely pmmotcd and encouraged, bul its practice is variable and
outcornes are of d]ﬂ‘enng vahie to the communities concerned. Mechanisms for
involvemenl actoss tiers are sométimes weak. :

Cb‘rﬁfh nication : -

communication is still limited, In $ome casés this may have mere to do witha Tack of \\1!1

Dcsp:lc & prohferahon of forums and snmnar commumcatson yeh:cles, coordmat:on and
to share agendas than oppmuml:cs 16 Interact.

lnadeqnate Le\‘els nl‘Cost i
Recm er)' : -

Pohc)- driven dev e!opment tafgels assumé a Ie\ el of cost recmer) that femains distant fmm “
reality. Recovery levels aré highly d:ﬂ“erem:alcd across water suppliers, but the reasons are
not alvays ful]y unders!ood

Lack of lntegrated and

Local govemmcnt hasto manage a basket of services. In many cases theré is alack of
Coordinated Service integrated sérvice planning and delivery.. Water secior mqmuhons often promote a narrow
Delivery water perspective in dealings with third tier. : _
lnsuffcienl Capn(al . A lack of capital Tesources to imp[emcm and upgrade water supply is evident, particularly at
Resotirces - third tier. This felates to 3 Jack of capital inv estment planning and to the absenice of the

necessary conrhuons to secure finance.

Divergent Pers’;iec(ives on ¥
the Value of Safe Water

Poln:y stresses the economic vahie of safe and reliable watet suppl) This perspective is not
always shared by vsers, for reasons relating 10 limited water knowledge, local payment
history, poor service, poverly and opporfunisn, :

Proliferation o!'
Unaulhorised Con nections )

Urauthorised connections ace symplomatic of a gap betw cen the ideal of sustainable and
collectively responsible local water managzment and locatly variable patterns of informal,
opportunistic and unregulated use. :

Poor Dew!opmento[Third
Tier Planning Roles.

Many third tier organisations are unclear o their ro!es in Iocal and regional development
planining, and in plasning around the integrated provision of semce: There is no
integrated planning framework, but DFA may help. :

Gap between Commiinity
Expectations of Service |
Levels and RDP Standard

_expectations of contmunities. - The gap also manifests among water seclor actors, where

Theré is an emeiging gap between the basic level of service set by the RDP and the

different positions ar¢ being articulated.

{f . .
Limited Waler Board.
Experience in Retail Sector-

‘exposure 1o 7etail supply and the eapacity building and tuppon that is required to entrench

Water Boards have a 'depth of cs.peneme in burlk water supply, bul mahy have limited

this at local Jev el

Lack of Atconimodation of
Local Diversity

Policy offers litile guidance in terms of dealing with the imptications of locat s.ocial,
economig and political dnemly ‘

Gmdelmgs- Personriel and '
ll Assets

Poor l)eph:’)'méril of 'I{uman resources (and sklils) are not opumally depto; ed among water sector orgamsallons
Resources: Overstaffing ~ ° | Due to shifting roles and new adniinistrative circumstances, some are oy erstaffed, while
and Understaﬂ“ng others are undeistaffed.

Lack of lla ndover = Relates to the gap above. Therd is 4 lack of policy-driven principles and w idely agreed

guidetines for the transfer of human, techaical and financial resources. Asa resull
conmclmg points of depatture arz evident.
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Tab'!-é 3.2: Symptomatic Recommend ations by Cap Isstie

CGARL

j'i"ehi'x"gi Tier

I:nfo_rm'nl!én}'

CUGA o Poligy o[t Human - Managerial /] Finapce and i
'RESPONSE | Change/ .. | Resonfee | - Organisat .- |~ Cost |~ Support - " Skiils
I Review | Devetopment | . Change | Recovery I - Strategy | Transfer
- Ynélear Cléar goals . |~ Teamand DWAFand -  Cepacity | Discussion of
“Roles and . and targets management | Water Boards building in all roles and
‘Responsibil. | withtoolsand | ‘develepment § 1o engage on a aspectsof | responsibititie
: SR incentives more¢ bitateral management sand
basis - al third tier available best
L level practice in |
Explore and . # appropriate.
create sérvice Build pravincial dnd
partaerships/ discussions area forums -
cooperalives. - on roles and '
Dist. Councils responsibilitic
1o Chainpion’ sorian
understanding
of capabilities
+'Policy vs.. | JICA project Enipower © Clarify cost
©iLegal o7 | input to water institutions to recovery
Feainework ] faw review borrow on | ~enforceinent
AR T process . theirown : instrurrients
. * account and preferred {i
. Shiftto L practice
emphasis on © Service and
legistative collection
theasures! responsibilitie
“incentives to ‘s clearly
promote assigned and
service acepted
detivery
B
Review RDP
goals
- Limited Trainingand | Help Water Explore roles | ¢ Local/ area
- Capacity skills sudits * | - Boards tailor for the privafe. | ¢ forumsto -
R Jena | supportin and deploy | share best-
cegionaliarea | @ areasof their capacity - practice
basis - - sirength (eg’ : Lo
] LA financial Water Boards
Managément | management) and -
Development | . - ¢ government
ot Establish departments
Coprdinated service to exchangs
skillsand | cooperatives’/ info on
training service regional -
| programmes networks £conomic
LN EE developnient
Government | Support roles planining -
allocations for | of CBOs and e
third ties ‘Local Water ‘Local
training Commitfees Government
¥ actively departments
-Explore pursued to
training communicate
fationalisation’ capacity
; éspecially building
technical plans/
. initiatives
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" GAPY

Third Tier -

“Information/

API ‘Policy Human | Managerlal/ ‘| Finsnceand
RESPONSE | Change/ | -Resource * |’ Organisat | Cost- .. { . Support . | .. _Skills "
L L Review : | Development Change - | - Reeovery: | ' Strategy =] = Transfer.
_Varfable: Use " Build s¢cond Setelearand | Involve Water
Comuminity | Development tier capacity transparent Boards in ared
Involvement Facilitation - in community . goals for ~ planning
Act as cafalyst liaison “commuaity forums
~ for A involvemen .t :
community- Work with o ~ Use Jocal ©
based " ocal capdcity Useservice ™ | . forumsto .
development {LWCs and cbopératives | “monitor and
planning CBOs) and suppert | report on the
without riefworks as - enabling
‘undermining “capacity - environment
elected local building and . for
officials empewerment | community
mechanisms involvement
CLimited Emphasis on More’
Coordination’ consultative " exposuré of -
Comunicat, and human Waler Boards
L relations ‘o
oriented development
managément forums
*
. Critical
feview of
- DWAF
commurical.
strategy
Limited Cost’ Formutate " Empower Balance Use private. | Explore and
Recovery . ¢lear policy institutions to positive and NGO shate cost
on cost " botrow on incentives sector in - [eCovery
rocovery. " theirown ‘with legal and | ¢ appropriate “success
- Clarify links account: : sacial ‘roles | stosies™in
betwegn - - ! © pressure (o : tocal/regional
- Tecovery and Responsibility pay’ forums -
enforcement for service ! i
4 ' and collection - Link
Review clearty development |
impact of " assigned and 1o payment 1
RDP goals on accepted : .
cos recovery ' "Explore and
o test
~ Clarify . _innovative
subsidy policy in¢entives

~ and ways to
link

subsidisation
1o ¢ost
TeCovery

]
“Use two-part
tariff
*

Test kiosk and
prepayment
‘systems -
.
. Invesfigate
and compare
costol
. recovery
systems in
various

seltings -
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GAP

GAP! | Poley . | Human "Managerial /- | - Fioauce and | Thicd Tler . |- Information/
'RESPONSE ‘|| "Change/ .’ Resource | Organlsat’ |:- - Cost ;. Support. - Skitls .
co T Revlew - | Devélopmeat |1 Change t Recovery ' Strategy . |- Trausfer

‘Limited - .| Explore the District - Locat-Jevel

Service . | Development Councils ta forums 1o,
§|~ Integration - | Facilitation lead discuss pros
: i Actas vay to coordination and cons of
promote and integration,
integrated integration of and share best
service services at practice
: provision third tiec

7 Limited 7 Deploy and Seed capital | Guidelines for
S Capital (esource " for new focal local
CResources managerient | government authorities

S of a two-level "institutions k0 seeking
tariff build capacity finance,
o including -
Institule 2 critéria
revolving applied by
| . pool fund lénders
" Viewson Introduce Supportlocal | Marketing
Value of © service initiatives to campaign .
Water cooperatives . demonstrate linking the
and support - the valugof | value of safe
" nétivorks. safe water. and reliable
Use these o Financialand | water supply
convey vatug {raining to billing
of safe water support from .
15t and 2nd
tiers
I Profiferation Fotmulate Conditional
Unautherised { clear policy moratorium

Connections regarding cooen

. | wnauthorised unauthorised
connections ‘connéctions
L]
Link ¢os
recovery and
wnauthorised
connection
slrategies,
Usiclear "Explore links | -~ Empaower Clarify and Establish a :
i Planning | betweenthe water entrench tocal planning
Rales Development § . planning planning roles framework -
Facilitation champions at  and and guidelines
Actand water locallevel | responsibititie televant to the
~supply st third tier
planning. - Explore ‘(especially
.- DFA may monitoring local
-support local and " authorities) |
developiient - assessment
plasining mechanisms
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II CUGARE | Polieyt [ Human Managerial/ | Fizanceand | Third Tier *| Information!
RESPONSE | ' Change/ . | Resourée - |. Osganisat | . Cost . Y . Support: |- . Skills. .
oo Review | Development | ~ Change " Recovery i:]. Strategy | Transfer
. Service ‘Develop a Explore and Conimunicate
_Standards’ position on disseminate - and distuss

Debate - policy finaricing clear policy.

: o regarding options fos positions/
service tevel higher levels -oplions in the
expectations of service service
{consultation (also * standards

~ with strategies to debate.
stakeholders). deal with risk) *
Options are to Discuss.
“modify policy financing
or to facilitate _options for.
moving - higher levels
beyond RDP of service
standards. No '
resolution
“could
enlrench non-
.payment.
Limited WB' “Create a
 Retait seryice
Experi¢nce - cooperalive 1o
' poo} eapacity
betwesn
institutions
Accommodat. | - Broad based ~Assist local Share
Local policy review government to | information
Diversity with the link water ~ oh local
involvement supply to econohic
of tocal fevel local development.
stakcholders economic ~ | Role for Dist
* development | Councilsand
Explore ‘ ROP
‘policy siructures,
-implications *
" ofthe Share
© diversity - infoimation
found in the on Jocal best
HCA | practice
situational
_analysis _ _
Poor lumaan Overaliaudit |~ Establisha
Resource of personnel - service
Deployment and skills, cooperalive
: teading to '
" options:
deploy
“capacity,
share |
capacily, train
capacity,
redefine tasks |
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CUGARL
WESPONSE

- Policy -
" Change/- .

- Review | -

* Huyman -
> Resqurce

M anageslal /-
_ Organisat
. .Change -

: iﬁ‘inance p‘ﬁ'd
s Cost o
Recovery

| thicd Tier -
. Support -
Strategy

information/
Skiis

. Tranifer J|

e Lack 7

" Handover

Guidelines

‘Devélopment

Formulate’

 clear
principles and
guidelines for

the handover

of stafl ind
_assets/
liabilities
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Table 3-3 Sy‘_nip:tbliiati'cRecbiﬁmendétibh’s by Extension Chaliehgé' |

 Strategies fo Extend Supply -

Strafegies td Develop New'

" Bulk Markets

" Steategies to Providé mﬂl

Tier Support. -

~ Resourceand -
Infrastructure -
Dét_‘ elopment

Water balance investigation
B

‘Fechnical solutions study
¥

- Capital investment plan

Develop a classification of
‘emerging bulk custormers
and prioritise assistance

Poligy: Change
.- and Review -

'Shift In emphais to guidetines,
incentives, processes that will’
promote service delivery
*

Review RDP goals
* .
Clatify implications of DFA,

plan exténsion with this
feamework in mind

Explof¢ DFA asa
framework for local
development planhing

. ;

Usc JICA study to
undersiand local diversity

Provincial and atea forumis 10
discuss roles and responsibilities
o Lk

Clarify RDP poticy and response
1o service standard debate
Y
Clarify policy positions on cost
recovery , uiauthorised
conneclions and subsidies, and
link these

" Human

CReésotirce -
~ Developrivent.

Additional staff for new roles

*

Téasm and management:
development
*

Training/skills audit
. Tk

Coordinated skills and trainlng °

programmes
*

Plan appropriate deployment of

sector human resources

Take slrategic view on HR
requireritents of future bulk
customers

" Management capacity building
*

- Training anid skills audits on a
regional/area basis
*
Coordinated skills and training
' programmes '
progea

Government allocations for third
tigr training
: . ‘
Clarify suppost roles of LWCs
and train accordingly

Ma'n'ager'ia! and
Organisational
Change

Explore sepvice cooperatives,

. led by D Councils
. .

" DWAF and W Boards engage

morte bilaterally
*

Emphasis on consultative and
human felations oriented
management

and guidelines

Explore long term potential

* of sérvice cooperatives
*
Third tier suppord with
. -, characteristics of
sustainable bulk customers
inmind -
Clarify and éntrench local
plabning roles and
responsibilities
€
Formulate clear handover
strategy and responsibilities

Explore service cooperatives, led
by D Councils
E

“Iristitute managerial and
organisational conditions so that
‘toca) authorities can borrow oa

their dwn accoint
B

*Service and collection
responsibilities clearly assigned
and accepted

L

W support in areas of sirength
(eg financial mgm1)
*

Pursue support toles of CBOs |
and LWCs (without undermining
elected oficials)

.

Buildfsuppdﬂ strugtures for
integrated service delivery
¥

Deploy service coopératives and
support nelworks
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. Sira'ttgl'es lu' Exlcnd Supply

Stralegies to Develop New

-~ Buik Markeis

" Strategies (6 Provide Third.

Tier Support

and Cost -

. Findniclal
" Management -

_ Recovery

Deploy and resource tost
recovery manageis and
processes for ne\‘. customers

Clanfy msirum_ents and
preferred practices (balance
incéntives with pressure [o pay)

Refine/modify ﬁnancnal
p!anmng and management
- procedures. ax.cordmg 1o new
roles and scenarios

 Preparé a ¢Osl recovery
plan with forecasts and
targets

service (also'ways to deal with

Discuss ways of lmkmg paynient
1o developmend, also preferred
instraments and practices

Explore and text innovative
“best practice” regardang
recevery, incentives, and

pay mcnt systems

E\plore angd d;scuss ﬁnancmg
ophons for higher levels of

risk)

: Busmess i.h.ait_'-".=

l:\plore shost and long term

Devolve responsibility for”

_ Devolve third iier dévelopment

at thied tier Jevel; development
- of future market -

o Strsﬂegy w7l pros and cons of business unit market development to tasks lo business units/ reglons
i s oplions business units/ regions
Su poly Area - Programiiié (0 deal with
Deﬁm(lo_n _a_nd remaining boundary issues
Consolsdahon' : :
T hi'rd_-fl‘lgr. | Clarify third tiet support | rore:. Strategy of third tier Capacity building in all aspects
" Support | eg interim emergency assistance | sipport which will develop of management

new bulk market

Discussions of roles and
responsibilitics, based on
capability
. ¥

Explore private sector rofes and
deploy

Service ctmps and support
" rietworks as capacity building’
and empomrmenl mechamfms

Go_\'l seed capital for local
institutions
. sk ' ¥ 0
Institute a revelving pool fund
4 .

'Planiing framework and -
guidelines retevant io third tier
*

Assist third tier to link water
" supply to local economic’

development

3



Strategies to Extend Supply .

‘Bulk Markets

Strategiés to 'l)e'_.":'lopNei‘rv;

"~ Sirategles to Provide Third

Communication
©oand

Representation

Buitd strong capacity to interact
with communities :
*

“Mechanisms to exchange
information oo regionaliarea
economic development planning
*

Board reptesentitive of
emerging market
. ¥

Devolotion of community
interaction functions
]
Design and implément clear -
communication stiategy

" Build strong capacity 10
interact with coimmunities
¥

emerging markel

Board representative of ) S
- Area forums to monitor ¢nabling

Guidetinés for local authorities

* Tier Suppoit

Discussions of “best practice™ at
provincial and area fonim {ez
cost recovery success stories)

. 7

envirenment for communily
involvement
: ¥
Discussion of service integration
and local best practice
¥

seekinig finance, including
criteria applied by lenders
) ) _
Marketing campaign linking the i
value of safe and reliable water
supply to billing
. ¥

Discussion of sewice_étaridairdé
policy, and financing options for
“higher levels of service
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CHAPTER 4 POLICY AND STRATEGY OPTION RECOMMENDATIONS
4.1 llltrOﬂdctiOn

In this Chapter the Policy and Strategy Options which are the output of this Stage of the Study are
presented. Tt follows that this is therefore the critically important Chapter in the report.

Tﬁe Chapter covers:

Hoiv the _réconfmiéﬁc_iéd 6ptioi13 wére arrived at giv‘én‘ the large tumber of implicat ions arid fesponses
to gaps presented in the previous chapter. .

(1)  Eleven recommeénided oplioh_s.

(2) - Each recommendation is discussed covering:

a) Description
- b) Lead actors
¢) Policy implications
d) ‘Assessment of priority.

" 42 Focus

The implications of the Gaps and possible recommendations are many, very varied and inter related.
In short a highly complex situation exits. Complex situations are best dealt with by focusing ona few
critically important issues. The issues which are likely to have almost impact on the overall
environment should be selected for solution formulation. ' : :

- Another way of focusing an issues is to concentrate on those areas which are within the power of the
players involved to eitlier influence or manage. Those Issues which cannot be influenced are nol

worth significant effort.

- With the above two guidelines in mind, the Siudy Team has selected from the many possible
solutions in Chapter 3 eleven option recoinmendations. The Team's intention has been to:

(1) Try and identify critical issues with éigniﬁcant potential impact;

(2) Cover ‘p.'rio.'rities :Of 'ther S(akehb_ldérs; and | | |

(?) ':. :Arrive ata in‘anagéable 'm_imbe.r of recqmmendélions. :
. There wé_is no plan to éfri_vc’ ala speéi_ﬁ_c number of re_cOmmehdatibns ie @he_ fact th.at there are cloven

s 'c'_oincidénlfa_l._}\n intensive process of analysis and discussion took place to arrive at these ten,
initially within the Study Team and finally with representatives of the key institutions being:

4-1



(1)  Magalies Waler (Nick Fénner)
(2) Rusténber'g District Codncil (Johh Cuniiiﬂ)
(3) Departmient of Watet Affairs and Foréstry (Lonise Colvin)

4.

(P

Nature of Recommendations

' Thc following section summarises the eleven key action areas recomimended by the JICA Sludy The
' ﬁrsl mo have to do with the rcform and clanﬁcahon of enablmg pubhc pollcy, whllst the remammg
ensure the implementation of the water supply vision of the White Paper on Water Supply and
Sanitation. e

It is further relevant to note that the recommendations loosely align wﬂh areas to be cons:dered by
the Study as shown in Table 4-1. The only significance of this table is to démonstrate lhat the key
areas of the Study are all covered by one or more of the recommendations,

44 " Recommendations

-~ Each récommendation comprises a strategy proposal, a comment on the current status of related
initiatives, an outling of the lead actors in implementing the recominendation, the lmpllcatlons of
the recommendation for policies among the relevant water sector actors, and the priority of the
recommended action.

. 4.4.1 Overall Policy Review :
) Slrategy Proposal

s clear lhat many faws and regulatlons 1nhen{ed from the previous system of government
and sérvice provision are not supportive of new water supply pohcy It is recommended that
" the JICA Study and Magahes make inputs to relevant pOllC} review processes.

An example of an area which has_ been idcmiﬁed by the Study where it appears necessary to

‘review policy is rural water supply. Current polic) does not differentiate rural form other
forms of supply. Findings of the Study and views of key people involved in the Study are
that this area may requlre special [realmenl in pohcy Some of lhe issues are:

a) A complele lacl\ of resources (fi nanc:al and other) ‘unongst peop!e in many rural areas.
Paying for water may be an |1np0551bllliy, :

b) Thc isolated nature of schemes thany of which are small stand alone units (e.g. borehole);

c) Dlspersed communities with little or no orgamsatlon and
4-2
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d)- Limited potential for longer term developmend of supply schemes beyond the most basic
arrangements.

The possible policy implication is_ghdt DWAF may have to accept responsibility (both
financially and physically) for water supply to very rural communities.

Current Status

A water law ;reVieu"prbcess is curfcﬁtly in progréss

Lead Actors

DWAF is leading the process. MW and JICA to presént relevant material.

Policy lmpliéations

Review of remaining outdated legislation and regulations.

Priority

High

Clarification and Interpretation of Specific Policy and Guidelines

Strategy Proposal

‘Several aspects of existing policy require clarification and the development of a common

understanding among affected water sector actors. Some of the arcas where clarity is

necessary are:

" a) RDP standards and the implications of changing these;

9

b) Therole and impact of the Development Facilitation Act in the promotiion of local
* planning and service delivery;

¢) Updated views on transitional roles and functions originatly outlined in the White
' Paperon Water Supply and Sanitation; and :

- Clear definitions of “bulk” and “bulk customers™.

The ‘fb_ruiﬁS in ".vliich the discussions on'the above jssues should take place will vary
according 10 the topic (se¢ Lead Actors below).
o 43
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Current Status

Feedback from commumnes is showing some dissatisfaction with 1he RDP seivice level
benchmark of the RDP, anid the hkeiy stand of government on this issue is not clear. The

DFAis being 1mplemented at local level by some District Couiicils (e.g. Rustenburg) bt

not by all. Emierging views on roles and functions are beiiig discussed in come forums, but
conclusions are not necessmly widely shared. The question of the definition of bulk has yet
to be resolved in the Study Area.

Lead Actors

It is suggested that the followmg lcad actors take rosponsnblhty for processes leadmg to the
clarification of the issucs listed above

a) RDP. DWAF (national and regional), working in regional and area planning forums.
b) DFA. District Councils. M_W_and:DC to‘consi&e'rjoiﬁtly' the implication of the DFA for
the development of bulk services.

¢) Transilional roles. DWAF and District Councils, through regional and area plahning
forums. :

'd) Definition of Bulk. MW and District Councils.

Policy Implications

'Greal'er:c'lari'ly among water supply implementers.

Priority -

~ High.

4.4.3 ]ntegralion and Partnership.

8

Strategy Proposal

Ttis proposcd that a frame\\ ork and an achve plan for sharm g mﬁ)nnauon and the mtegratlon
of activities are established. This plan will examine exnslmg commuiication instruments and
networks, and their effectiveness, and will implement actions to deal with shoricommgs The

“notion of training, service and support cooperatives should be included in the ptan,
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* Curfent Status -

At present two broad frameworks: for communication, integration and partnership are
crystalising. The first is led by actors in the water sector (notably DWAF), and has an
obvious water focus. The second framework centers on local government, and is presently
less well developed. In sonie parts of the Study Area, District Councils are making progress
with the institutional development necessary to enipower local authorities to deliver a basket

of services, in accordarice with their constitutional brief A priority dction is to develop and

ratichalise the links between these frameworks.

Lead Actors

DWAF should continue to lead the development of water sector instititional arrangements,
and the provinces and District Councils local government functions. A forum or forums for
integrated ptanning should be developed. The emerging area forums may serve this purpose,

bt attention must be give to areas where institutional capacity is not present. MW should
- participate in such forums. MW might also resource and implement its own communication

capability and strategy, in conceit with the broader initiatives of DWAL, the provinces and
the District Councils. :

Policy Implications

Water sector deVélopmenf policy seems likely to become much more integrated with palicy
empowering local government.

“Priority -

High

444  Coordination of Training and Training Resources.

Strategy Proposal

Design and implenentation of an integrated approach 1o training and the sharing of training
TeSOUrces. '_f_his,,_might include_cons_idcralion'of issues such as the formation of a training

cooperalive, the implementation of skills and training nceds audits, forums to discuss the
“ deployment of human resources, and the effective usé of tocal support structures such as
- NGOs, LWCs and RDP committees.
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Present Status

" Training is presently loosely coordinated and often implemented in relative isolation.

Lead Actors

Trammg nceds are so diverse that is not p0331b]e to 1denhfy a mngle lead actor. The urgent

needis to ‘fifd frameworks and foruins where h'ammg rieeds and actions can be discussed
- across tiers and among various actors. Area planning forums with mputs from D:strlct

Couwricils and DWAF, may serve an initial “brokerage" funcllon MW should participate in

-~ the training discussions, and identify areas whete they can offer training. Internal MW
' training needs are discussed undef paragraph 4.4.10 below.

" Policy Imiplications
" More 'iljtegratc'd and efficient training policy among watér sector orgahizations.

" Priority

High.
Water Supply and Locat Economic and Resource Devclbpinent.

Strategy PrbpoSal

- The development and implementation-of a sirategy to link’ water supply to both local
- ‘econonic development and community institutional capacity building. The key to such a

strat_eg’y appears to be the cntrenchment of planning capacity and purpose¢ at local level.
Such planning should address the delivery and management of all services, together with
the mobilisation of the human resources required to perforin and sustain these tasks.

Current Status

‘Large and well resourced local authorities engage in local development planning. Many of

the new local authorities are uncertain of their responSLbihtles in this regard, and ofiert have

" no experience or capacity. The Rustenburg District Council is one of the: ﬁrsl in South

Africa to empower local planning by linking small local authorities, and asmgnmg technical
expcrusc to these “zones”. This model is a varian! of several possible service cooperative
approaches, and should be monitored closely by DWAF and MW.

46
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- forums wherever possible.

Lcad Actlors

The primary responsibility for local development planining should rest with the provinces
and the District Councits, DWAF and MW might play a catalytic role in the Study Arca by
assisting emerging District Councils to explore and evaluate the approaches of bodies like
the Rustenburg DC.

“Policy Implications

The p_rqmotioh of intégrated local planning has Substqjlfial in1p1ic§:tions fbr'potiCy regarding
Third Tier capacity building, and the marniner in which the Third Tier tackles its service
delivery roles. It scems likely that service cooperatives, with the possible involvement of

the private sector (as planninig facilitators and service providers) will become more

common, especially outside of the resource-rich major urban areas. Among other things,

governimént will have t6 become clearer on its policy position regarding the coniribution of
the private sector.

Priority

High.

Sharing "Best Practice” |
St'rategy ?rﬁp(’)sal |

The development of an _épproach and vehicle / vehicles for the sharing of best practices (and |

"~ information). As the transitional process unfolds, it is certain that innovative and effective

approaches to issugs like cost tecovery, tocal incentives, payment systemns, locat financing, -
and locally managed operations and maintenance will be developed. The strategy is to
ensure that these initiatives and experience are shared. - S :

Current Status

‘Effective management and operational solutions are somelimes unrecognised by a wider
* grotip who might benefit from them. : ' ' '

Lead actors

The most effective forums to discuss and explore best practice are those where both waler
delivery and tocal government administration are on the agenda (e.g. area planning forums).

Léad actors might be District Councils and DWAF. MW should contribute actively to the

- 47
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" Policy Implications

Besi practice will niiake a contribution to operationatising policy, and to the development of

“practical and tested guidelines.

Pribrity

High.

De‘\relo}imenf of New Markets/Bulk Customers.

Strétegf Proposal

It i.s.se'en to be important that MW clarifies its own pd"sition_ on three forms of Third Tier
support;

(a) Project 1mplemenlauon and “emergcncy” Third Tier support wherc the relevant local
government sttitctures do not exnst

' (b) Forms of support to wider Third Tier capacity building.

(c) The devetopmént'of new bulk custoners and markets.

“The first form of Third Tier support is essentially shorterm, and witl apply where capacily does

not exist. Issues to be considered are the terms of MV engagement and the timing and nature
of handover. The deve[opmcm of new bulk markets is a 1ong-term activity that will include

‘aspects of Third Tier capacity building. Issues requiring attention in the context of the
' '_dev;_lopmcnt of bulk markets are detérmining the nature of Third Tier support ;equlred to
empower effective future bulk customers; the development of a classification of emerging bulk

customers, with the type of supporz required for each category; the preparation of cost recovery
forecasts and targets, and the development of appropriate capacity to interact with emerging bulk
customers. _ :

Current Situation

MW is q!ready involved in shorl term project nnplementatmn but has frequently articutated

the need 0 clanfy this m\(olvemenl and other forms of Third Tier support.

E Lead Actors

MW is the Iead actor in this contcxt but the proposed strategy will reqmre discussions with

" DWAF and elements of the Third Tzer (¢specially District Counr:lls and poss1b1y atea

development forums).
4-8
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Policy Implications -

The positions adopted by MW will assist in clarifying WB roles as broadly described in the
White Paper on Water Supply and Sanitation.

Priority

_ High

Perceptions of Water Boards

Strategy Proposal:

Develop a strategy fo build a constructive perception of Water Boards (and especially MW} -
in the Study Area. This activity links to the development of bulk markets sutlined above,
atid woild seck to create a sense of “ownership” among local authorities and communities
in the Study Area. H :

Current Situation”

It is evident from the work of DWAF (and agencies fike BODA) in the various provinces =
that communities are unfamiliar with the role played by Water Boards. In some areas, local

" authorities are concerned with what they perceive to be a parallel bureaucracy. -

Tead Actors

MW is the lead actor in this context, but will have to work within the framework of Third

"~ Tier institutions and pratocols: BODA will be a useful source of technical advice.

| Policy Implications R

The strategy is entirely in line with the broader 'pdl:icjr of promotiné Water Boa:rdé as kej

" actors in the water supply chain.

Priority

" High.
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Strategy Proposal

Inv esllgatc and develop key ptocesses and sy:,tems that will assist in the eﬂecnve supply and

management of water at local level. Issues that might be given altention in¢lude prepaid

metering, basic water related accounlmg, community and private- -sector based collection

systems arid local ﬁnancmg syslems for higheér levels of service. This slrategy might be
carried out in comuncl:on with the “best practice” strategy discuissed above,

Curreitt Situation
Many processes and systemé are already in place, but h.ave not Beed :ful.ly.e\}aluated.
Lead Actors
The discuss:on of "best pract:ce" might take place in the foruiis dlscussed above. MW (in

discussion with the District Councits and DWAF) might then select initiatives worthy of
support in terms of its Development of New Markets strategy. :

" Policy Implications

Tried and tested processes and systems might be more widely adopted in due course.

Priority

High.

4.4.10 Appropriate Structuring of MW:

(D

'Strategy Proposal

Develop a structure proposal for MW in the Extended Supply Area whtch addresses short,
medium and long term needs, and MW's role vis-a-vis other players in the water and local
government sectors. Issues that will shape the structure proposal include:

(a) The pnonty and techmcal and financial feasnb;luy of resource and mfraslructure
development (thls wﬂ! influence de01s1ons about expanding technical, ﬁnancm! and
operauons and maintenance capacity in MW); z

{b) The present and anticipated fulu'_re pace of development of the Third Tier’ (this will
influence the view taken on capacity for "emergency" assistance); '
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'(c)'Th'e nature of the selecied long tern Thit& Tier 'supp_ort strategy (especially with

refeence to fhe stralegy to develop new bulk miarkets). This will influence decisions
about communication/interaction capacity and capacity for targeted Third Tier capacity
building. It may also have a bearing on decisions regarding the nature and
representativeness of the Board;

'(d) The shoit and long term capacity of present management and organisational structures

i1 the context of the extension challenges (extending supply and providing support);

E(é) The shioit and long termn resolution of isstes relating to the déﬁhitioh of the supply area

bounday (¢.g. the Water Board option selected by the KwaNdcbele Water and Sanifation
~ Task Team, and the finalisation of long term options around present supply agreements

with Rand Watér); and

(e} Links between spatial uhits based on water management criteria and those formed by
local government structures for area planning and local administration purposes. In this
context, avoiding the duplication of capacity is an‘issue. '

With these issues in mind, MW may have to reconsider the present structure of the
otganisation, possibly éxtending operations and maintenance functions, placing these in
modified spatial and management contexts. It might also wish to build a market
development arm, with additional organisational implications.

Current Situation

© MW is an effective and efficient organisation in the context in which it cuirenlly operates.

In addressing the iew challenges, MW and its Board will wish to retain these qualities.

L Lead Actors

~ Degisions around organisational structure are the jurisdiction of MW and its Board. This is

confirmed in the Scope of Work ageced betieen the governments of South Africa and Japan,

~ Poliey Implications

MW decisions regarding the appropriate structure of the organisation might assist other -
- Water Boards to strcture their response to the challenges of transition ahd beyond.

- Priority

High.
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44.11 Redeployment of Resources to Create Capacily
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'Str.atcgy Proposal

Magalies Water recently absorbed about 350 staff from NWWA as aresult of the extension
of MW’s area to inctude areas forierly more effective structuring and use of technology it
is possible that the current water supply function in the formet NWWA area might be
undertakei by say 300 people. This créatés the possibility of réallocating about 50 people.

It is proposed that these peaple aflcr trainiag could be used to strengthen the capacity of the

Third Tier: Ultimately the individuals would be transferred from the employ of MW to that
of the relevant Local Authorities.

The function which could be undertaken by the relocated staff would be as follows.
We note that this would be within selected communitiés;

(a) Effecting cohnections
(b) Meler'reading
(c) Collections

(d) Problem solving / Liaison

“(e) Minor repairs

It is siressed that this is an idea/suggestion at this stage and full consultation between all -
patties, including the employees concerned and theif representatives would need to take
place. : o

) _C'urre'l:}l Status

MW has only recently completed the process to trak_in'g these staff on and is accessing
operational requirements. This assessment will confirm the possibility of implesentingthis
idea: : ' :

Areas where such s‘taﬂ‘c_oﬁl.c'l'bé de;il__oYed inthe ca_pacity of Third Tier su ppott have not been

identified. The training needs have not yel been assessed,

_Lead Actofs

- MW would need to lead the p’rocesé in consuitmg with Third Tier role players in the area

selected.
472



" (4)  Policy Implications -

policy with regard {o transfer of stafi between instifutions in the Study Arca and the process
for doing this needs to be determined. :

(5y  Priority

High as this is a real opportunity to enhance Third Tier capacity.
45 Con'clllision
' Thb pohcy and strategy recommendattons oullined above have been developed and refined with the
complex ongoing process of transition in mind. In this context, the recommendations are. builtona .
prior aind highly consultative gap analysis procedure, which has ensured that the recommendations

are relevant, mcluswc, compauble wnlh other related initiatives and widely supported,

'For the purposes of the pohcy and stratc‘gy’ r_écommendattons, the challenge to Water Boards has
been dmded iito two components; S .

n | The pxlension of supply (area and customets).

' {2') _.The provision of Third Tier su'.pport‘(.e‘mergency and long term bulk market de‘velopment).
Against this backgfo&ﬁxd fwo sets of recom’mendations hé\{re been develdpcd:.

(1) Amen of possﬂa]e rpspouscs to pamcular gap issues (sy mplomahc respbnses). o

(2)  Asetof mtegraled poh(;) and slrategy recommcndauons and achon plans (SySlelll’ith_
responses) :

These recommendations will have to considered and pul into action by the proposéd lead actors, -
often in consultation with others. Their refinement and unplcmentallon will be guided in some
respects by lhe JICA Study (e.g. through ongoing feasibilily mvesugatlons)

Together, the recommendatmns consmutc a multi-layered action framework including many key |

water sector actors. In essence lhf;) illustrate the need for parlnership in addressing South Africa's
post -apartheid waler supply and sanitation vision.
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Table 4-1: A!ignmeni of Recommeridations to Areas of the Study

Recomendation Arca of Study
Overall Policy Review Finance and Cost Recovery - Commiunication
Clarification and hfﬁerpfetdlioﬁ of Communication -
Specific Policy and Guidlines
Intergration and Partnership Communication - Operations and
' Management -

Cootdination of Training arid Training
Resources

Huran Resoitrces

3rd Ti'er' Support

Water Supply and Local Economic - Operations and
Resource Development Managemf_:m
Sharing “Best Practice” 3rd Tier Support - Technical and

' _ ' Engineering
Development of New Markets / Bulk Stidy Area Boundry - Technical and

Customers Engineering

Perceptions of Water Boards Business Unit _ - Cormmunication

Systerns and Key Processes Finance and Cost Rgco'ver‘y - - Operations and
: ' o Management

Appropriate Structure of MW

Technical

Business Unit

4-14




CHAPTER 5 PREREQUISITES FOR ACTION



CHAPTER '§ PREREQUISITES FOR ACTION

5.0 IHroduelion . ...on vt it i e e e e 5-1
5.2 Enabling Conditions for Implementation.......... ... 0501
53  Allocating Rales & Responsibilities ... ..o i 52
5.4  Capacity Requirements Framework ... ........ooiiiiiiiiiiiiiiiiae 53
5.5  Enabling Changeinthe Study Aréa ..........vueenrnnnnnnn. . e 5-4
Figure 5-1: Initiating Iraplementation . . . ... it iii it 5-6

Figure 5-2: Components of Capacity ... ... oo i i 5-6



" CHAPTER 5 PREREQUISITES FOR ACTION
5.1 lnirodﬂéiibn

In this chapter the question of the preconditions for actioning the recommended options is
discussed and proposals are made regarding appropriate strategies.

Considerable effort has gone into formulating the Policy and Steategy Options and the benefit
of this will be lost if they caniiot be turried into concrete action. Furthermore expectations have
been created amongst stakeholdérs who participated in the process that their efforts would lead -
to improvements’ in the study area. An extremely negative environment will be created if these
expectations are not mef. ' Implementation strategies have to therefore succeed. Included in this

chapter are a discussion of : : '

(1)  The énabli;lg conditions for implementation of strategies.

' (2) How roles and reSponsiBi!iiiéis can be detérmi;led and allocated.
(3) - Four ééﬁiponents of capacity'\x'hiéh_ heéd_t'o be asscéséd.

({l) The need for‘ﬁ documénmd implementation charter.

{5) Mana?,ing the clla:ng'e précéss.

The point is also made in this chapter that a stakeholder inclusive process has been followed.
to date and this should continue during implementation. ' :

52 Enabling Conditions for Implementation . -

“It'is often the case that insufficient attention is given to creating a platform from which
“iniplementation of solutions can take place. This problen is generally experienced in social,
managerial and institutional fields rather than in technical ones. Engineers never proceed to build
a struclure without first having adequate foundations in place. By contrast managers -and
administrators regularly embark on “major organisational change with little attention to the
suppart base for such change. The complexity of initiating and sustaining actions to effect change -
and enhancements particularly in environments characterised by uncertainty is usually
underestimated or naively ignored. . As a result many. sound ideas and good solutions 10
‘commiunity and drganisational problems fail to realise anticipated benefits.
. . R t . . .
_ Creating the enabling platform is the first stage in the change process is illustrated by the Figure
- S5-1. o

In the diagram'in Figure 5-1 the aspects of role clariiﬁc'a't'ion and capacity creation are also
illustrated. These are éxpanded upon in paragraphs 5.3 and 5.4. respectively.
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' Strong and sustamable sponsorshrp of proposed changes is what this enablmg platfmm is about.
Resistance to change exists in all situations where new developnients take place, (although this
is usually denied by the people involved). Without strong sponsorship this resistance impedes
or stops the process.

There are three prerequisites for establishing an énabling platfoml:

(1) Firstly onderstanding’ b) the key: players of the issues, critical success factors, and
~solutions. Also 1he:mphcauons of the sotutions. It is hot the solution itself that is likely
- to be fesisted but the iimplications which the parties involved will need to live with. _

For the purposé of ensiring understanding it is necessary that there is comprehensive
communication and that this is ini an appropriate form given the target audiences,

(2)  Secondly that tlie key players involved accept the proposed sofutions. It should be
- recognised that understanding a proposal ‘and accepting it are two distinct steps.
Acceptance camiot take place without full understanding, (but understanding does not -
automatically lead to'acceptance). It is al this point in the piocess that a decision is made
by those involved. An important psychiological step is taken by making the decision
either individually or as a group to accept a certain proposal or option.

From a practical perspective thc acceptance process hel ps to ldent:fy the parltes whio will
be involved in taking the process further.

{(3)  Thirdly all solutions need to be sponsored for the reason that the challenge of
implementation is often greater that the process of arriving al agreement and a decision.
Resistance to change and many practical issues need to be overcome. Thus key
individuals must act as sponsors lending their support and motivating achievement of the
ends. Without this sponsorship research shown that ch’angé very often fails.

Sponsorahrp roles can clnarly be identified at two stages, the mmatmn of a process and
sustaining it over time. In the former the emphasis is on motivating and leadmg, while
in the laltcr it is on problem solving and coordmatmg

53 Allocatmg Reles & Responmbnhtms

Onee commitmient and sponsorship of change propmals has been obtamed the a!locatlon of reles
and responsibility beconies crucial to implementation. 1t is noted that very often:

(¢)) Required roles and respdnﬁbililics are not 6leariy identified.

(2} Allocation is not done fomlally after due consnderallon of the capacny and competences
' required, :

" The result is a lack of accountability. A general axiom is that wheré accountability to achicve
results is absent failure can be expected.



We therefore stress the importance of the key player formally considering the role and
responsibility requirements and allocating there after careful consideration of available resources.
This may be difficult in an environment where capacity is a problem. In such situations it is
perhaps even inote important that this process is dealt with formally as it is likely that:

| (V) Individuals with appropriate skills wilt have to be sought out.

(2) Compounding cxisling resource work over load can easily occur. This is not in the
interest of the individual nor the solution sought. ' :

Once allocation of roles and responsibilities is undertaken it is clear as to who should take the
next steps and then follow the process through to the final realisation of goals.

54  Capacily Reguirements Framework

As with the eﬁabl_ing platforms and allocation of roles and responsibilities, capacity requirements
need to be assessed and dealt with in a carefully considered mariner. A common error in solution
implementation is to consider some and not all aspects of capacity.

A useful framework for illustrating the generic - capacity réqiiireménls for solution
~ implementation and execution is shown in the Figure 5-2. : ‘

“ The figure identifies the four components that are most commonly referred to when assessing
institutional capacily to achieve results. All four are essential. However the nature of the
challenge will tend to place more or less emphasis on each of these components.: This emphasis
 may also change over time, ' '

~Each component is elaborated on as follows:
(1}  Organisational Capacity -

Refers to the social system which comprises the organisation. Essentially the human

resources, their individual and’ collective competencies (knowledge, skills and
experience), organisation structures which direct their effort and the culture which
determines how the people interact and operate.

(2)  Process Capacity

~ Deals with two component$ of effective organisational functioning : Firstly the overall
macro "business™ processes which determine’ the way the organisation for example,
requires customers, controls thaterials / résources, and delivers services. Secondly the
systems within the overall processes which enable the organisation to nmieasure, manage
and control, : '



(3} Technical 'C;fipacity '

Refets to the (echnolog) empIO) ed by thc orgamsauon lo enabte it to convert resource
inptits irito outputs in the form of products and services. Tradmonaliy technology was
represented in organisations by physncal infrastructure in the form of plant and facilities.
It is however increasingly also in the form of technical soflware and encoded data /
processes

4) Fmauc;al Ca;iaeity
‘Has two aspects Flrslly the capital mvestment necessary for the orgamsahon to create
the physical infrastructure necessary 1o perform its purpose. Secondly the finance
necessary for operatinig orna day to day basis as it absorbs resources, processes them and
delivers oulpuls / services.

‘5.5 Eilabling Changé in the Study Area

In the proceeding paragraphs we have dealt wuh the prerequ;sxtes for sucéess lmplementalxon
of solution. To recap these are:

(1) An enablmg p]atfoml

(2) Allocation of roles and I‘eSpOnSlbllltleS

' (3) Putling in place édequate‘ capacity

Wc need to eonslder more specnﬁcally some of the implications of lh1s for lhe 1mplememahon B
" of the $tudy findings given the current environment. In the opinion of the Study Team the
following are key issues: :

(1) A potential for a lack of strong sponsorship of solutions exists. The reason for this is
that there are multiple organisations and key players, being principally:
. DWAY Head Office -

DWAF Regional Office

~ Magalies Water Board -
Rustenburg District Council
Brits District Council -
Where multiple players exist:

{a) Ownership of solutions i less clear

(b) Goals and objectives may be Vdi'ﬂ"erenl between key p'a'rt.ie-s
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Both of thesé concéms make it more difficult to achieve steong sponsorship. To address
this we niake a recomniendation that a forum is created to provide the leadership and
support for the process of implementation. This recommendation is elaborated on'in the
nex! chapter which deals with required institutional arrangements.

Because of the multiple otganisations involved clear allacation of roles and
tesponsibilities becomes particularly critical. In this regard these allocated roles in
impléimentation will need to differentiate clearly between acting as representatives if their
parent organisations and being part of a broader initiative in the Study Area. We also
deal with this in the recommendations in the next chapter..

Linvifed capacity is already a known problem, particularly in the Third Tear. 1t is
therefore riot possible that all the stralegy and policy options ¢an be dealt with, certainly
not simultaneously. Very careful attention will therefore need to be given to
prioritisation. '

A sharing / pooling of resources will need to also be considered.
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Figure 5-1: Inilihliﬁg Implementation
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CHAPTER 6 : IMPLEMENTATION STRATEGY & STRUCTURE
6.1  Introdiction

In thi_s Chapte? the sirathiés for implenenting the recommended policy options are explored
together with the structures necessary to enable the strategies to be achieved. :

The Chapter covers:

(1) A Summary of inipleiientation requiretients which arise from the Policy and Stralegy
Options. ' '

(2) Recomméndations re'geird'ing the strategics and structures necessary for successful
implementation.

() .' Suggested next steps.

In the conclusion we stress the importarice on agreement being reached on the “next steps” before
the end of this phase of the Study so that the momentum which has been achieved is not fost.

6.2  Summary of Ilhblemehtatié‘n Requirenents

Implementation requirements have been mentioned in previous Chapters and discussed in some
depth in Chapter 5. We summarise the key requirements which are:

-6.2.1  Participation
The overall approach in this Study _heis been to involve st'ak.eh_oldcr_s in the p;oteé’s_bf p]'anhiﬁg.
As aresult the Study has achitcved a strong credibility amongst key players. It follows that the
‘recommended policy / strategy options and the proposed technical solution have acceptance. -
“This is a strength of the Study as currenily constituted which should be retained in the future.
Implenientation should therefor proceed with as broad involvement as is possible. '
6.2.2 MW as Key Player
From thc inception of t_hé Study Magalies Water has been 'reéognizéd as the key player in the
future so'l'ulio‘n. This is in keeping with a “broader” role for waler boards envisaged by DWAF.
MW should therefor continue to be the leader actor during implementation.
It is however recognized that:
(1)  Water supply to co:_n_munitiés is fundamentally a Third Tier responsibility.

: (2) . DWAF I"lfll.l'S'i:Séf the overall pﬁlicies and strategies for water supply.



6.2.3 Integration

In Chapter 6 the unportanco of i mtegrahon was discusséd in the li ght of the number and dwersrty
- of important role players in the Study Area. This can be interpreted as a requirement for specific
and strong integrative processes and structures in the Study Area.

6.2.4 Forimal Plan

In Chaptcr 6 both tlic nced for role/ responsrb)hty clarity and formal action plzms weré discussed.
These are both coré mgredlems of concrete (formal) plans. Without such plans implenentation
cannot be expected to succeed given to dwasrly of rolé players and the complexity of issues.-
6.2.5 Sh'aring' of Experience

- It has been demonstrated again and again that thero are many excellent ldeas and sound initiatives
already havmg an impact in the Study Area. Hence the strategy re\,ommcndatlon regardmg
“sharing of best practice”. The process of :mplemematron needs to contribute to this process and

facilitate it.

: These needs are addressed by the recommcndauons \\hlch have been formulaied and are
discussed in the next section of this Chapter. :

6.3  Recommendations

The Study Team makes twa principal recommendations:

6.3.2 Coordin’ating Forum

| DWAP MW and the Drsmcl Counmls in the Study Arca should create a coordmatmg forum

through which they can take the work of the Study further. The term forum is specifically chosen

* to suggest that this velucle could also be used for further consultation and broader partlclpahon

as necessary. :

() Purpose
To cnable the key player to interact and engage the issues, recommended Policy /
‘Strategy Optrons technical solutions and implementation s(rategles Through such
interaction to gain commitment to the way forward and agree roles in the process,
al_loeated responisibilitics amongst membets of the group a;nd formulate action plans.

(2)  Objectives

To achieve meaningful (and measurable) progress towards iniplementation of the:

() Poticy and Strategy O'plion_s.
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(7)

(b} Technical Solutions

{c) pilot Projects

Leadership

MW should play a fead role in the formulation and facilitation of the work of the forum.

| Pamclpatwn

Wil be the kcy players i in the study area and mclude at least:

(a) DWAF

(b) Magalies Water

(é) Rand Water

(cl) Rustenbutg D'islri'ct Coun.cil
(e) Brits District Council

Duration

o ThlS would need to be determined by the parties. However given the nature of challenge "
it is likely that the forum to have an impacl would need to have a lifc of at least two
3 years _

"Frcquency of Meelmg

.Agam lhls would need to be agreed by the parhes but to be useful it is lnkel) that the

forum would need to nieet at least twice per year,
Quiputs
A number of outputs could be expected from the Forum including:

(a) Action Plans

~ (b) Role / tesponsibility altocations
' -.(c) Agreements for sharing resources
~ (d) Joint submissions on policy

(e) Coordinated activity between parties on a bi-lateral basis.
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6.3.2 -Con'sensus Critibai Path

The Study Team s!rongly recommends that a formal p!an be developed by the membeérs of the
forum (discussed in the procecdmg recommendation) and that this plan ihdicate the relative order
and timing of key dctivities so as to stiow the ¢ritical path of changes. Preparation of this plan
would be thc first task of the Forum.

(1}  Purpose
Ta analyse the issues, challenges, solutions and recommcndauons 50 that a suﬂlclently
in-depth understanding is‘created to facilitaté ordering actions to be taken in a logical
‘manner.
(2)  Objective
To create a realistic and accepted critical path for change in the Study Area, together with
" the necessary detailed plans.
" (3)  Leadership
As with the Forum it is suggested that MW should play a lead role in developing the plan,
- (4)  Participation
- This would be an output of diécﬂssions within the Forum. Participation should however
be as inclusive as possible. :
: (5) ' Timing
To havea ‘meaningful input and comnbute {o the rapldly changmg enviconiment thls plan
‘ v.ould need to be in place by early 1997, -
(6) Oulput / Result
A formally document plan with activities, allocated responsibitities, timing and critical
path. :
64 cht Steps
Itis proposcd that progress to achievement of the above recomimended action and process be as
follows: . :
(1) Initially the Study team wilt be di'scussin"g these proposal with individual key player on

an informal one o one basis.



(2)  Next the proposals will be discﬁSs’cdifdnna!ly-at'the Project Management Committee
Meeting.

Both sets of above discussions may lead to some modification of the ideas.

(1)  The Project Steeriiig Commiltee will then discuss the final proposals. A key players are
alt part of this meeting. Endorsement by them atthe meeting will need to be worded in
siich a way as to confirm that they intend to move forward to implement the proposal..
This will need to be done in the absence of the Study Téam who will be completing this
Phase of the praject in November and returiting only in March 1997, '



Figure 6-1 : Initiating Ongoin.g Planning & Coordination

Acceptance of Recommendations November 1996

e

Formation of Coordinating Forim’ Novemher 1996

-

FORUM MEETS Febriary 1997
(To commnience Planning)

-

Sub-Group Work on Plan February 1997

-

"FORUM MEETS )
{To review, revise and endorse March 1997
Critical Path for Action) o

-

Subsequent Coordination & Follow 1997 & 1998
Up Mecetings
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APPENDIX 1 : GAP ANALYSYS CRITICAL PATH
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~ APPENDIX 2 : GAP ANALYSYS / POLICY AND
| - STRATEGY PROCESS |



~Table Appendix 27 Gap Ahal)'sisfPolicy and Strategy Process

rSTEP IN PROCESS

RESPONSIBLE/

_ PARTICIPANTS

DESCRIPTION

OUTPUT Jl

Summary of Current * {_ocal Consuliants Summanse the ﬁndmgs of the Stage Draft discussion
Situation and i Situationiat Analysis and identify | documents
Formulation of policy-based development tafgets [n

Dévelopment Targets the various ¢ontekts

Préliminary *+ |.ocal Consultants - Compa.re developmient la.rgﬂs with | Draft discussion
Identification of Gaps * Study Team ' currént situation and describethe | documents

gaps (in four areas: 2nd tier; 3rd
tier; technical/engineering; finance/
cost recovery)

Testing Prehmmar) Gap

+ Local Corisuftants

Meetings o check curreat situation

Modified discussion

Findings * Study Team sumiaaries, development targets and | documents
(Bilatcral Meetings) + Magalics Water preliminary gap comments
+ PWG Chairs
Testing Preliminary Gap™ | * Study Team | Workshop to involvé stakeholders | Workshop not
Findings, * Local Consultanis in confirmation of development :
{1st Stakeholder * DWAF 1argeis and cuirént situation
Workshop) ¥ Magalies Water sommaries, and in the further
* Stakeholders developrinent of gap definitions

Refine Gaps, Pnormsc, | .* Local Con'sil!lams Task teams briefed {o review and Draft Task Team
Explote Implications and '+ Study Team test development fargets, review and | Reports
Develop Preliminary + Selected Stakeholders conform the curdent situation, refine
Menu of Actions and strengthen gap identitication,
{Task Teams) prioritise gaps, and identify policy .
: and stratepy optlons and their.

implications

Three Task Teams were formed:

* Institutional Environment

* Third Tier Reform

* Finance and Cost Recovery -
Testing Tack Team * Study Team Meetings to discuss gap Reévised Task Team
Findings - 1 1.0ca) Consultants identification, priorsitisation, Reporis
(Bilateral Meetings) * Magalies Water implications and suggested policy

_ + PWG Chairs and strategy options

Testing Task Team * Study Team - Workshop to involve stakeholders Workshop notes
Findings -* Local Consultants in conﬁrmmg gzps, identifying and ' '
(204 Stakeholdet + DWAF agreeing the implications, and
Workshop) * Magalies Water exploring recommendations

* Stakeholders

regarding policy and strategy
options and roles




'STEP IN PROCESS

. OUTPUT

RESPONSIBLE/ DESCRIPTION
PARTICIPANTS

Policy and Strategy * Study Team Setting the framéwork for the Framework document
Framework further development and refinement 1 to gusde furiher

of policy and strafegy options. discussion

Based on the foflowing

assumptions:

* Opf:on.s will be prescnted to

provide space for M W/DWAF to

discuss shart and fong term Water

Board roles and to reach agrecmenl

on aetions

4 Focus will be on opllons ihat have

nmphcanons for the extended role of

Magallcs Water
Draft Gap Repost * Local Consultants Repod dlsuihng and carefuliy Draft report

: ' defining gaps {around 20), fully

discussing implications and .

explormg the linkages beh\ een gapi

issues _
Policy and Straiegy * Study Team Small workshop fo study policy and | Workshop netes
Workshop * Task Team members strategy options, fo refine and test

these, and to place these in various

seenarios regarding policy .

diréctions, involvement of 2nd and

3rd tier roleplayers, and timeframes
Drafl Policy and Strategy | * Study Team Regport based on policy and stratepy . | Draft report
Report - . workshop ard Task Team inputs -
Review of Gap and * Study Team PSC and PMC will review the gap Meeling notes
Policy and Stratepy *PSC and policy and stratepy processes, - :
Processes * PMC and vill comment on the broad

o S recommendations :
. . ! 3
Testing Policy and * Study Team : Mectings to discuss, fest and refi ine - | Draft final policy and - 1
Strategy . * Task Team mémbers policy and strafegy * | strategy eeport; final
Recommendations/ Gap ! DWAF reconimeéndations gap report
Report ¥ Magalies Water ' :
* District Councils
Discussion and adoption | * Study Team Process 1o discuss policy and Final Poticy and . .
of policy and strategy * Magaties Water stralegy recommendations and (o Strategy Report; MW
options * DWAF facilitate Magalies Water adoption policy and stratepy
* District Councils ol these decisions
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TASK TEAMS

The workshop mandated the formation of three Task Teams to investi gate gap items falling into
three theme areas in further depth. The three theme ar¢as and Task Teamn members were:

Institutional Environment

Johan Coetzer - Magalies Water

John Cunniff - Rustenburg District Council
Julian Nagy - Study Team

Steven Lear - Local Consultants

Marc Mateta - Local Consultants

Third Tier Reform

Johan Coetzer - Magalies Water -

John Cunniff (alt Mr Oberholzer} - (Rustenburg District Councll)
1. Lloyd - Highveld Deistrict Council

Mrs S. Mbomvu - Mayor, KwaMhlanga, TLC.

Mr M. Mahlangu - Acting Town Clerk, Kwa Mhlanga.

Deputy Chief Molefe Pilane - Bafokeng Tribal Authority

* Tim Hart - Study Team

~ Jovito Nunes - Local Consultants -

Paul Forsyth - Local Consultants

_ Finance and Cost Recovery

~ Nic Fenner / Johan Coetzer - Magalies-Wa!ér

John Cunnift - Rustenburg District Council :
‘M. Maluketa {alt S. Mahlansu) - KwaMhlanga TLC
Y. ‘Vhyamslu - Study Team .

Charles McKudu - Local Consultants .

Scott Jazynka - Local Consultants
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Tabl'.e:A_p'pe_ndix 4: Gaps and Proposed Policy and Strategy Respenses

CONSOLIDATED GAP

GAPS ORIGINALLY
IDENTIFIED

PROPOSED POLICY AND
STRATEGY RESPONSES

Clarity on Roles and
Responsibilities

Lack of clarity on roles and
responsibilities of 2nd tier
organisations
Lack of clasity ré Third Tier
oles and responsibilities
expected by DWAF
No cértaindy regarding
changing rofes of LWCs in
relation fo TLCs
Difficulty faced by DWAF
in tailoring specifie
guidelines for TLCs
Financial and cost recovery
rofes and responsibilities
not clear
R&R not assumed or
assigned S
Lack of communication
contribules 10 gap

Province-wide workshops
to discuss roles and
responsibilities. Supporl
Provincial Planning Forums

" as venue (o debate these

roles. Allow roles (o evolve
through commiunicated
“best practice”. Emphasis

" on guidetines and what

works. :
Local/District workshops to
share viewpoints, discuss

“roles and responsibilitics

and to explore and creale
service partnerships (Disk.
Councils to champion).

" Discuss “best practice”.
Area Forums have ail

important role here _
Discussions around roles
and fesponsibilities must
understand capabilities. If
not, altocated roles will not
be accepted

DWAF to engage MW on -
more bilateral basis
Capacity building in all -

- aspects of management at

thizd tier tevel

Re examination of DWAF
communications strategy
Tearn/ management
development _

High level meelings os
foles and responsibilities’
An environnient of
productive communication
Cledr goals and targets wilh
tools and incentives




" GAPS ORIGINALLY

time{rame for the

establishmient of capacﬂy at
* third tier

WP objectives not et by

technical capacity (eg

“personne] capacity and

capital capacity)

CONSOLIDATED GAP _ PROPOSFD POLICY AI\D
] : IDENTIFIED STRATEGY RESPONSES -
2, " Supportive and Intepraled * Present defining and - Speed iip new Water Act
Policy and Legal regulatéry legistation for JICA project 1o make
Framework instilutions is not a specal‘tc input to water law
reflection of new water review process
supply policy - Mentify legislative
. Gap bétween and vithin incentives! picasurés to
- existing policies and ' promoic provision of
. frameworks relating1o services (o communities
financé end cost recovery Cost recovery and '
enforcement links miist be
formulated
Achievablé and acceplablc
RDP goals
Subsidise limiled water for
low incéme
- Empower institutions to
“borrew on théir own
account .
Responsibility for service
“and collection cléasly
signed )
3 Insufficient or Incflectively Institutional capacity to telp Waler Boards taifor -
Utilised Caparcity implement projects on basis targeted support, esp in
of WP guidelines ~ areas of cost recovery and
* {especially at second tier) financial management
No skills ang training audit Develop suppoit networks, |
(3rd tier particularly) discuss supporl/service
1dentify sources of training parinerships in refevant
Chironic shortage of urban forums {¢g Area Planning
management capatity - Forums). Pool resourees in
Eack of propramme and a service cooperalive/.

cooperatives which will be
championed by local
government
Trzining and skills adits
on regionalfarea basis -
Management development
Coordinated skills and
training programmes,
forums to share ¢ bcs!
¢ practice”

Gowt allocations for third

© tier training
Explore rationalisation in
training, ¢specially i in

~ lechnical field :
LWCs and other CBOs to
augment capacity
Water Boards and -
government depariments 10

- exchange information on
provincial and regional
economic development’

* plang
Provincial depanments of -
Local Govérnmient to
communicate their capacity
bmldmg initiatives
Use the private sectos

" Develop internal capacity




GAPS ORIGINALLY

R —
—eees
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Communication

communication - |eadmg to
7d|lT¢renl perspectives on
objectives and methods to

build water supply capacity-

CONSOLIDATED GAP G PROPOSED POLICY AND
' ‘ IDENTIFIED STRATEGY RESPONSES
. Cootdination and Lack of <¢oordination and * Emphasis on consultative

and human relations
orienled management

More exposure of Boards to
development environment
Management development
Revigw DWAF
communications stratepy

—
bt

* Policy and Gu:dchnes .

regarding Handover

New 'gép.

Forniwlate clear guidelines
and principles goverming
the handover of
assets/liabilities and staff.

S
=

Insufficient Capital
Resources

Insufficient capital
resources at third tier to
implement RDP standard or
expandéd standard

- W

* typlcally applied by lenders

Seliciting capilal resources
Revolving poo! fund

Twa leve] tariff

Seed capital for new
institutions to build
capacity

Prepare puidelines for focal
authorities seekidg finance,
including the criteria

|

-

Community Expactations
on Service Levels

New gap

_ Develop a strategic position

lotal
. can move beyond RDP

. Explore finaneing optmns

on policy regarding service
{evel expectations (based on
consultation with
stakeholders). Lack of
resolution could entrench
pon-payment

Modify policy regarding
service levels’ formulate
and discuss ways in \which

gmemmentfcommumhes :
nuinimum standards
for higher levels of service

as a priotity (also strategics
to deal with risks).

Value of Safe Water

Gap between policy view
that water has value and
actual practices

_Marketmg campaign linked

Local responsibility for
prométing value
Financial ahd training
support from 1st and 2nd
tiers

to capacity to bill and
collect

Introduce a service
cooperalive

Commcrc:al Expencnce of

" Waier Boards

WB commemal experience
in bulk but léss famitiar
wilh the relall sector

Creation of a service _
cooperative to pool capacity
between institutions




CONSOLIDATED GAP

GAPS ORIGINALLY

IDENTIFIED

- PROPOSED POLICY AND

"~ STRATEGY RESPONSES

10. Cost Recovery

*

nability in some ¢ases 1o
achieve full cost recovery

Formulate cléar policy on
ned-paymeal. Clarify the
finks between cost recovery
and enforcement
Achievable and acceptable
RDP goals _
Balance positive incéntives
- {job cteation,
entrepreneurial
_opporlunities) with legal
and social pressire fo pay. -
Link developmeonito
payment wherever possible.
‘Subsidise limited water for §{
low income. :
Empower institutions to
borrowv on their own
account
Responsibility for service
and collection clearly
assigned.” Must be locally
driven.
Utilise private sector
Explore and test innovative
incentives
Usé two-part tariff
Explore and test kiosk and
prepayment systems
Investigate the costs of
recovery in various sellings
Explore and share cosl
recovery “'success stories”
Clarify subsidisation policy
and possible ways to link
subsidisation 1o cost
ICCOvery

{1, - Unauthoriszd Connections.

New gap

Moratorium on
unauthorised connections’
Formulate cleas policy
regarding unauthorised
conaections o
Link cost recovery and
unauthorised connedtion
sleategies

12, Integration and
Coordination of Services

- Provision of integrated and -

coordinated services is
weak in some areas

District Countils to lead
coordination and
integration of servicesat
third tier :
Local-level forums (District
Council Level) t6 discuss
pios and cons of
integration, and to share
“best prattice™
Explote the potential of the
Developmeni Facifitation
Act 1o facilitate integrated
. sérvice provision




CONSOLIDATED GAP

GAPS ORIGINALLY

IDENTIFIED

_ PROPOSED POLICY AND . -
STRATEGY RESPONSES

3. Pla:nning

Poor understanding by third
tier organisations of their
role in development
planning

Establish a planning .
framework retevant to the
third tier. :

Give attention to the links
between the Development
Facilitation Act and water

“supply planning. DFA may

be a catalyst to slimulate
local Integrated
development planaing
Water planning champions

at third tier

Explore monitoring and
assessment mechanisms .

14. Understanding of Local
Diversity {Urban/Rurai,
Local Socio-Economic
Conditions}

New gap: understanding of
ruralfurban differences
Policy does not always
reflect the socio economic
realities of the ESA

Broad based policy
formulation ensuring the
involvementof
implementers .
Share information regarding
the théory and practice of
local economic
development. Role for -
District Councils and RDP
structuses.

* Link water supply (o local

economic development
Obiain a better
undestanding of the
imptications of local
diversity {eg as indicated in
Situational Analysis}

- Share information on

experience, pilot projects,
“best practices”

15.  * Overstafiing and
Understafling

Overstafli ng'and

understafting co-exist

Overall audit of skilts and
persoanel, and
redeployment

: Establish a service

cooperative




CONSOLIDATED GAP

- GAPS ORIGINALLY

IDENTIFIED

_ PROPOSED POLICY AND
" STRATEGY RESPONSES ]

16.

Community Involvement

_Wate_r’ Boards have timited
capacity lo involve
commanities

Community involvement js

not seea as directly refated
to Cost recovery :

[nvolve Water Boards in
Arca Planning Forums
Build capacity in
community liaison and use

- differént actors for different

types of liaison o
Work with local capacity.
Recognise and vse LWCs
and other CBOs, bt in a
process that empowers
elected local authoritiés. -
Focused management of
community involvement
around defined outcomes’
Use Developrient
Facilitation Actas 2
possible catalyst for
community-based
development planning

Use service
cooperatives/suppoit
networks as a capacity
building and empowerment
mechanism. These should
be strongly rooted in
communities

Use local forums (0 menitor
the enabling environment
for comimunity involvement
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