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ABBREVIATIONS AND TERMINOLOGY

The following abbreviations ave used ini this repori:

AADD Annual Average Daily Demand -
ANC African Naﬁonal Congress
BLA _ B}ack Local Authomzcs
BODA Bnush Overseas Development Agency
'CAPEX Capital Expenditure
'CASE - - Com’murijty Agé_ridy for Social Inquiry
CBOs | Community Based Orgémis'ations
CDE -~ Cenlre for Development and Entérprise
Ccip - Capital Investment Plan _ o
CRDC Community Reconsiruction and De.velo'pmeht Committee
CRCS Crocodlle River Catchment Study | | |
CSIR Council lor Scientific and Industrial Research
‘CWSS : Commumty._Water Supply and Sanitation
DAF Dissolved Air Flotation L
"DANIDA Da.nish Intemat{dnai Development Agency
. DBSA | | Development Bank of Southem Africa
nc . District Council '
" DCF - " Discounted Cash Flow ~
CDFA Deﬁelopment Facilitation Act
DWAF Department of Water Affairs and Forestiy
ESA 'Extended Supply Area of Magalies Water Board as gazelted in April 1996
ESCOM ‘Electricity Supply Commission
- GIS - ‘Geological Information Systein
GNU ‘Govemment of Nauonal Unity
GS\VCA- Govemment Subterranean Water Con{rol Area
GWCA = Government Water Contiol Arca -
G.WS Government Water Scheme

B lerigation Board



IBS ~ lnigatioh Board Scheme

IDT Independent D_ei'elopment Trust (NGO)
IFR Instreain Flow Requirements
IMT Interim Management Team
"INR Institute of National Resoureces
JICA Japan International Coopemtlon Agericy

(the official agency respon51ble for the nnplementatlon of the lechmcal

cooperation programmies of the Government of Japan)

LAPC  Land and Agricultural Policy Centre _
LRDC Local Reconstruction and Development Committee (L'oc'a.l RDP Cominittee)
LWC Local Water Committee

MSF _ Medicines Sans Frontiers

MEC - Member of Executive Committee

MW Magalies Water Board _ :
'NELE  National Electrification Forum (ESKOM Database)
NGOs Non-Governmental Organisations

NPV * Nett Present Value

NWP | North West ‘Provincé - :

NWWA - North West Water Supply Aulhomy

Oo&M .Operauon and Maintenance

ODA * Official Development Assxstaﬁcé :

0oDo Orgamsauon Development Ofﬁcer

OECF Overseas Economlc Cooperauon Fund of Japan

PLP Presidential 1.ead Project _

- PMC ‘Project Management Comnﬁt!ee of the JICA Study

pPSC PrOJect Steering Comnnttee of the JICA Study

rPwB Phalaborwa Water Board - .

PWG Project Working Group of the JICA Study.
PWSSD . Provincial Water Supply and Sanitation Directorate
PWV - Pretoria Witwatersrand Vereeniging triangle (geographicél afea)
RBC Rotating Biological Contacter

RDP - Reconstruction and Development Programme



RSA Republic of South Africa

RSC Regional Service Council
{regional bodies established to facilitate and coordmalc service provision
across local boundaries. To be replaced by Regional and District Councits)

RWB ~ Rand Water Board

SV "~ Scope of Works

SAMWU  South Al‘ricén Municipal Workers Union

SANCO  South African Natioral Civic Organisation

SCOWSAS Stahding Committee on Water Supply and Sanitation

SDD Surnmer Daily Dentand
Setplan - Setilemient Planning Setvices Consulting Engineers
SGT - Self-Governing Territories
SR “Service Reservoir
STW 'Sewage Treatrient Work
SWET - Sanitation and Water Education and Training Program
" TA " Tribal Authority |
TBVC Transken, Bophmhatswana Venda, Clsken (former “"mdependant""
| homelands) | | ' |
TDS  ‘Total Dissolved Salts
CTHM Trihalomethanes
"TLC. | Transitional Local Council
TMC = Transitional Metropohtan Counc:l
TOR  Terms of Reference
"TRC Transitional Rural Council
VIDP Ventilated Improved Double Pit toilet (l'alrine)
viP Ventilated Improved Pit Latrine
WP - WhitePaper |
WRC " Water Research Commission

"~ WRYM  Water Resources Yield Model
WTW Water Treatment Works
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CHAPTER 1 INTRODUCTION
1.1 - Background

In August 1995, the Governments of South Africa and Japan agreed the scope of work for a
‘technical co-operation programume focused on the expansion of the capacity of Magalies Water
(MW). The Japan Intemational Cooperation Agéncy (JICA) is currently undertaking the study
in close co-operation with the Department of Water Affairs and Forestry (DWAF) in South
Africa. The initiative to expand the capacity of Magalles Water is a direct outcome of South
Africa’s new Water and Samlauon policy, which is based on thé Reconstruction and
Development Prograinme (RDP). In terms of the policy, institutions like Magalies Water will
~ extend bulk supply networks in the longer term, and will assist in stimulating and supporting
local level water supply and management institutions in the short to medium term.

The overall framework of the JICA'Stﬁdy is as follows:
‘PHASE 1 - Formislation of a Masfer Plan
Stage 1-- Situational Analysis

Stage 2 - Formulation of a Master Plan up to the year 2015 and
' priority projécts to the year 2002 _

Stage 3 - Recommendations on study methods and terms of teference
for Phases 2 and 3

PHASE 2 - Fcasibility Study on priority pr'ojeéts '
| PHASE 3 - Implementation of selected water supply and sanitation pilot initiatives

 Against the background ‘of the overall framework described above, the present JICA Study is

concerned 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 suppon, in the Study Area. .The
formulation of a priority project to the year 2002, and an extended programnie up to the year
2015 is mcluded in the present JICA Smdy

“The first Siage of this Phase wasa Sltuatmnal Analysis. The purpose of this was to understand
the socio-economic conditions, hydrological and hydrogeological resources, demand for water,
supply of water, existénce and condition of infrastracture; present standard and coverage of
services, environmental condltions, policy 1mpllcat|ons capacity and roles of the First, Second
and Third Tiers, water Supply aliitudes and practices at the community level, financial sntuatlon, '
ang water tariffs and cost recovery systems. '

The second Stage of the Phase is to formulate a Master Plan which includes the Gap Analysis,
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the Policy / Strategy Recommendation / Plan, the Prehmmary Study of Water Supply System
(Technical Solution), and the Economic/Finanicial Analysis of the formulated project(s) under
prc-teastbtltty level including an initial capital investnient plan.

The ob}ectnve of the Gap Analysis was to establish a complete tmderstandmg of the Gap between
the Current State (institutional, technical and financial) of water infrastructures in the Magalies
Water Study Area and the desired future state, as presented in the Water Supply and Sanitation
policy, The current state has been deterntined in the Situationat Analy31s The future state is
identified through key policy documents such as the White Paper on Water: Supply and
Sanitation, as well as the needs and expectations of lhe communities and other consumers in the
Study Area.

The objectnve of the Pohcy / Strategy Recommendatton / Plan was: to facnhtate and gutde the
expansion of Magalies Water through practical recoinmendations regardmg pohcy and strategy;
to identify areas of national policy that SUpport/hmder the expansion of MW, and 1o propose
actions to be takei; to identify areas of policy in spec;ﬁc water sector and related institutions that
require attention, and to propose appropriate actions; and to propose strategies to deal with
institutional and technical gaps that are likely to hinder the expansion of MW, togethcr with
strategies that will facilitate the expansxon proccss

~ The objective of the Technical Solution was to quantify the techmcal requirements to achieve the '
* standards and levels of service 1denttﬁcd in the desired future state and bridge the Gap mapped
oul in the Gap Analysis.

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

* The lessons obtained from a series of analysrs will be fed to furlher Phases 2 and 3 of this Study. - o

Key to the success of the JICA Smdy is the support and mvolvement of the main stakeholders
in water supply and sanitation in the Study Area - Magalies Water Board, nationat and regional -
- offices of DWAF; local authoritics; district councils, local and Provmc:al ‘Government,

‘communities and their representative organisations, and NGOs. To ensure that this involvement
“occurs the following instimtional arrangements have been put in place: -

e The enttre JICA Study is managed by a Project Management Commtttee (PMC) on .
- which sits representatives of Magalies Water, Department of Water Affairs and Forestry
~and JICA. The PMC sits approxnmatcly oncea month and

* - Project Working Groups (PWGs) have beén estabhshed o ovasee the aotmtles of the
" Study Team and the local consultants. Three PWGs were established, which mclude
representatives of key stakeholders, as well as MW, DWAF and JICA.



1.2 Compﬁsition of Master Plan Report

The Final Report is composed of an Executive Summary, Main Report, Supporting Reports and
a Data Book. Each Supporting Report coveérs an individual part of the Study and has been
prepared to provide detailed information to the miore interested or specialist reader. The
Supporting Reports are as follows:

- General Affairs
Situational Analysis
Gap Analysxs _
Policy and Strategy Options

* Preliminary Study of Water Supply Systen
Institutional Deveiopment Plan
Economic/Financial Analysis

OmMEmOOE>

“The Data Book contains primary data and information, and only a limited number 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 made available in elect:omc format whenever applicable.

1.3 Supportmg chort F

“This report descsibes the Institutional Development Plan developed in the context of the JICA

Magalies Expansion Project, This plan compliments the technical options and capital investnient
plans detailed in Supporting Reports E and G. Despite the apparent second tier focus of the
Study, institutional development in the water sector is seento be a process that cannot be pursued
in discreet compariments. Since the effectiveness of organisations in the sector depends both on
their internal capabilities and on their links with other organisations, institutional development
has to address the full network of organisations and furictional relationships, since weakness in
one part of the systemt will 1mpact the performance of other parts

Agamst lhlS background lnshmuonal development issues and initiatives are éxamined within
and across ticrs of government, and dcross the line between govemiment and non-govériment
institutions. The key components of the report are the following:

(1) Areview of water sector policy regarding institutional development.

(2)  Anoutline of the status of institutional development in the Study Area.

| (3) A description of current msmuhonal development i mmatwes undertaken by govemment
- 'ancl other orgamsauons in the Study Area,

%) A review uf msmu‘uonal capacity in the thnrd tier and mmatwes to address key "
mshlulnona] problems.



() A review of the institutional irplications for Magalics Water of the éxpansion activities
recommended by the JICA Study, and suggestions regardmg the evolution of a revised
organisational stricture.

(6) Anoveiview of all of the institutional development recommendations emanating from
' the JICA Magali¢s Study. '

It should be noted that institutionat thinking based on the three-tier model is currently under
review, as is the hierarchical perspective that is implied. The emerging vision speaks more of
“spheres” (eg national, provincial/regional, local). The orthodox terminology is used in this
report, mainly because the study was organised around tasks focussed on the various tiers.

~ However it will be evident that the findings of the study support a nonlinear and i interactive view
of institutional arrangements in the water sector.

1.4  Institutional Development and Water Sector Pdlicy
1.4.1 White Paper Vision

The White Paper on Water Stipply and Sanitation (1994) was the first substantial policy
document to guide the development of the water sector in post- Apaﬂheld South Africa. In this
- role, the White Paper has served as a catalyst, but sevéral of its provisions aré now under review
as aresult of changing circumstances. This chapter looks at the institutional development vision
of the White Paper, and subsequent chapters look at the challenges that have emerged since its
publlcatlon

(1) Summary bf'in:sﬁ'mziohaj roles

" The White Paper devotes consnderable attention to msmuhona] development in the water
sector. The proposed institutional framework has two primary characteristics:

(a) - . ltrccogmscs the dual challenges of government transfommahon at all levels and -;
! ensuring that existing water supply capacity and sanitation provision is not
compromised in the transformation process.

(b)  Itisan integrated framework which sees interlinked and complinientary roles for
all tiers of government, and the necessary involvement of non- govemment
mshtutlons including NGOs and the private sector. -

The White Paper defines the core toles as follows. These are the roles expected under
“normal” circumstances. During transition a number of support roles wﬂl be undertaken,
by vanous govemmcnt and non-govermnent actors. ‘

(@ Central Go'vemmcnt ‘Central government is to manage the nation’s water

' ~ resources and ensure that all citizens have a¢cess to adequate water and sanitation
services. In this context central government has a primary responsibility to
monitor the implementation of water policy.

1:4
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(0)
@

(9

(f)

Provincial Govemment Provingial government is to ensuie service provnsmn
through the promotlon of effective local government.

Water Boards. Wat'er boards are agents of government and have a regional supply
management and bulk water dlstnbutlon function,

Local Govemment Local govemment has respons:bxlsty for the provision of

' services and amemues to all resndmg in its areas of jurisdiction.

Lacat Water Comrmttecs LWCs are bodles envnsaged in the context of the
White Papeér to undertake local water and sanitation provision whilst effectwe
local gOVermnent is being estabhshed :

* Private Sector and NGOS The prwate sector arid NGOs are seen 1o work in

partnership with govcmment ini a variety of contexts.

To achieve the des:red msmutlonal end state, the Whnte Paper emnsages short, medium
and long-lerm objectives:

(@

()

©
1.4.2 Féctors Modifying Polic:}

Short Term. “To maintain service del'ively whilst rationalising the ccnt}al

* government departinent and transforming and democratising Water Boards. -
: Strate’gies to addtess these short-term objectives are largely underway, and are
neanng complétion in some cases.

Medium Term. To snpport mshtutlonal developmcnt at local lcvel and to prowde

- financial and technical assistance for the physical development of water supply

and sanitation services. Major actors are the restructured DWAF and the Water

'_ Boards, with the involvement of the private and NGO sectors. Sirategles to

achieve medium term objectives are in place in some contexts, but experience is

-~ revealing the com_p]exxty of the third tier support task.

Long Term. To realise the “normat” roles described above.

'The Whtc Paper vision has proved durable in many respects, but since it was pubhshed in 1994,
everal factors have modlﬁed or rendered more complex its institutional provisions.

)

@

'ln'sti_tuhona] shtﬂs.’

L'dcal ngémh\ent"eléélidné. ,Démockaticaliy; elected foc}ai_ government was not
in place at the time the White Paper was written. Elections held in late 1995 saw
the - instaltation of elected local and district officials in most parts of the country,

in the ﬁ“amework of transitional arrangements codified in the Local Government
“Transilion Act of 1993. The institutional implications of the new transitional
' strucm:es are many, but m the oontcxt of the water sector (especially in the JICA
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‘Magalies Study Area); they aréthéfoﬂdwing:

D A number of areas which have not previously had elected local
- government now have it in some form.

2) Elected District Councils are in place in many areas,
3) “This means that broadly legitimate local awthorities sexving all sections

of the population (and with de _;ure responsxbxhty for the provision of
‘services, including water) aré now in place in many areas.

- 4) Ho“ ever, in many areas the po]mca] transfommt;on of local government

is riot matched by operauonal u'ansfonnatlon In areas where operationat
- capacity is preésent, this often remainis to be structured éffectively to

address the challenge of serving neglected communities. In other areas,

newly elected officials have litile or no operational infrastruchure, and are
~ not able to act on their sérvicé delivéry brief. :

The key challenge is to support and entrench democrallc local government, whilst
enstiring the dehvery of water and sanitation services, especially where the
capacity of the will is not present.  Finding the appropriate balance between

empowennent and delivery is often a delicate matter.

" Discussions over the roles and p‘ow‘ers of local goveriiment. As the process of

thizd tier democratisation and empowerment unfolds, new initiatives are being

" introduced, and revised structures and roles are being discussed. Among lhe

matters under review are:

RV Sources of ﬁnance for the development of mumcrpal mfrastmcture, and

the most effectwe ways 1o deploy such support

2) ' Provmcml roles in the momtonng and regulatlon of cost recovery and :

local government finance.

)’ The s1mphﬁcatnon and rationalisation of the hlghiy complex local

govenunent system prcscmly in place

From the perSpectwe ofthe watcr sector, these discussions have a bearing on both

" the natuire and the target for third tier support activities. It is clearly imporiant for -

institutional development around water to build skills, strucfures and processcs

 that will survive and support local govemment changes.

Changmg’ views on Local Watcr Committees.

With the advent of elected Iocal government, the role and fuction of Local Water
Committees has been subject to review. In place of the strong and unambiguous

1-6



gap filling role originally envisaged in policy, roles are now more complex,
eSpecnally in refation to local governmeént structires. An observed effect in the
study dreais a !oss of dircction and motivation on the part of some LWCs.

2) Environm‘ental realities.

: o

®

Pace of implementation.

‘The White Paper is clear that institutiorial development in the water sector is

likely to be a difficult process. However, it scems likely that many of the capacity
probleins (especnally in the third tier) will ot be resolved for a considerable
period of umc The possible implications for water policy are:

1) That the long term objcctivcs of full institutional “normalisation” will

remain out of reach for a considerable period of time.

2)  That meditim term support strategies will take a more integrated form

- (with initiatives based in other sectors of government), and that support

~ functions will become a semi-permanent institutional arrangement m
some parts of the country.

Implcmentatlon of RDP projects has demonstrated the institutional chalfenge that
faces the water sector. A number of these have encountered institutional
problems that were more complex than initially envisaged.

Co‘st of imp]ementation_.

- RDP levels of service were formulated with the cost of policy implementation in
- mind. However, several factors have intervened to increase the costs of basic
- water supply and sa'nitation prbvision'in’ many areas:

- Problems with cost- cffectwe water schemes based oi ground water.
These problems include water quality and lack of sustainable yield in the
face of population growth.

- 2) Problems with the installation of sustainable management and operations

capacity. - These pn')blenis have increased costs directly (the cost of
training and institution building) and mdnreclly (as a result of project
- delays). :

3) Limited cost recovery.

- All of the above have had an impact on the pace and scope of water and sanitation

delivery envisaged in policy and expected by practitioners and users in the water
sector. _



(c)

Role and Location of Planning and Comdiria{ion.

: Pohcy is not definitive on the role and location of plannmg and coordmatlon As

the implementation of policy has progressed, a number of bodies charged with
planhing and/or coordination have emerged. Many of these were not a part of the
original institutional framework and their p}acc in a “normal” inslitutional
structuré is 4 matter that will require attentlon in due course.

Examples of plamung/coordmahon bodies that have been added to the three tier
institutional structure envisaged for the water sector are the following:

| 1) Provincial Planrung Forums

2) - Provincial Water Forums

3) Area Planning Forums

‘The overall trend appears to be one of making planning more inclusive and more
accessible. There is also a ¢lear emphasns on securing development planning in
the third tier. This is generally inn ling with the White Paper’s institutional
development plan, but its development is not guided by definitive policy.

1.8
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CHAPTER 2 INSTITUTIONAL DEVELOPMENT IN THE STUDY AREA
2.1 - TInstitutional Challeniges
2.1.1 First Tier

First Tier msntullonal development is relauvely well progrcssed in the Study Area. - The DWAF
offices in the région have pionecred initiatives in the field of organisational development (the
office serving the North West Province was one of the first in South Africa to plan internal
 restructuiing, and the first to deploy Organisational Development Officers). Key institutional
challenges for the First Twr in the study area are:

(I}  Coordination with other departments.
Much of the coordinotion challenge resides in the rélalio_nship behveeh DWAF and the
various national and provincial departments charged with mobilising and developing
local government. :

(2) - Policy formulation and révision,
DWAF is still in the pfoccss of formulating po]icy in some areas (eg the Water Law
Review process, and detailed sanitation policy). In addition, policy revision is requlred
to respond to some of the structural changes and environmental realitics dxscussed in
Section 1.4.2 above.

(3) Internal tra]isfommtion.
The process of mtemal transfonnatlon is continuing. Polxcy emusaged this as a short-

- term activity, but 'in reality the process may take longer, as DWAF responds to
msnumonal development in other t:ers

912 Second Tier

_ The key institutional challengcs to the Second Tier, and partncularly to Magalies Water, are the
following:

(1) -~ The MW/NWWA merger procoss

: 'I‘h;s process is progressing well, but it has placed consnderable strain on the capacn)' of
Magalies Water, :

(2) Relauonshnps wnh the Third Tier.
:Formmg and smtalmng relauonshlps wnth tho Tlnrd Tier is the major msntuuonal

“challenge for MW. The task is made more difficult in that tier institutional arrangements
are themselves in ﬂux This challenge is discussed in more detail throughout this report,



213 Thitd Tier

The Third Tier in the Study Area has to deal with many institutional development éhallenges.
The most importarit are:

(M)

@

1)

@

2.2

Clanfymg general roles and respons:blhtles

Policy. has prowded broad gutdehnes regarding roles and respons:bllmes but the
resolution of thesé is complex due to the vast differences in'capacity and preparedness
that characlerise the Third Tier.. The key institutional challenge in the context of roles
and responsibilities resides more in assigning and accepting responsibility for roles than
it does in their definition.

Estabhshmg functional capacny

The polmcal transfomlanon of the Third Tier has yet to be matched by a funcuonal
transformation. In other words, whilst political rote-players are in place in local
government throughout the Study Area, the process of linking these to functional capagity
has a lorig way to go in many cases. The difference between political and functional
transformation is often not fully recognised, or it is assumed that the former will
automahcally produce the latter. : :

Relanonsh'lps with other tiers.

Water and sanitation policy has tended to take a uni-dimensional view of relationships
between the Third Tier and other tiers. In reality these relationships are made more
complex by the facl that local government has multi-sectoral responsxbrhnes and hence
has to interact with many other government institutions. In the long ferm, having
multiple sources of support is a strength of the Third Tier, but in the short term the

~coordination of these re]anonshlps is a daunting challenge.

Re]atlonshjps w;thm lhe Thn‘d Tler

_ The process of foriing relationships within_the’ Third Tier is prdgr’essing at different

rates, ]ar'g“ely as aconsequence of variations in the capaclly of the six District Councils.
active in the Study Area (dnscussed in more detail in Chapter 4). Whilst institutional
development is often seen in hierarchical terms, an important msutuhonal challenge is
that of forming support networks among and within Third Tier organisations. The issue

is that of moblhsmg existing capacnty, and utlllsmg it to best advantage.

: ]nstitutional Problems

A key component of the JICA Magalies Expansion Study was the Gap Analys;s undértaken as
part of Phase 1. The Gap Analysis was an interactive process involving a spectrum of
stakeholders in the Study Area. The process is deseribed in detail in Supporting Reports C and
D, but a number of impediments to institutional development were identified. These are
~ summarised in Table 2-1 below. :
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Table 2-1: Impediments to Institutional Development in the Study Area

PROBLEM

DESCRIPTION

Unclear Rolés arid

Roles and responsibilities among water sector institutions are often not

Responsibilities clearly defined, assigned or understood. Acters are sometimes refuctant to
negotiate roles for themselves.
Insufficient and o Many watér sector institutions lack human, financial and technical capacity.
| Ineffectively Utilised This Is so in new orgamsauons (¢g. new TLCs), and where new or revised
Capacity fuictioris have been delegated. Capacity requirements are not well

_ understood

Gap Betweén community
Involvement Ideals and
Reatity

Commumty involvement i is wndely pronoted and encouraged, but its practice
is variable and outcomes are of differing value to the communities concerned.
Mechanisms for involvement across tiers are somefimes weak.

Limitations in Coordination
and Corninunication

Despite a proliferation of forums and similar communication vehicles,
coordination and communication s still limited. In some cases this may have
more to do with 4 Jack of will to share dgéndas than opportunitiés to interact.

the Value of Safe Water

Divergént Perspectives on

Poiicy stresses the economic value of safe and reliable water supply. This
perspeetive is not always shared by users, for reasons relating ¢o timited 1 water
knowledge, tocal payment history, poor service, poverty and oppostunism.

Poor Developmient of Third -

Many Third Tier organisations arc unclear on their roles in local and regional

Tier Planning Roles development planning, and in planning around the integrated provision of

' services. There is no integrated planning framework, but DFA may help.
Lack of Accommodation of Pohcy offers little guidance in terms of dealmg with the unphcanons of local
Local Diversity social, economic and political diversity. : . :
Poor Déplojrm'ent of Human resourt:e's (and skills) are not opt imaliy'deploj'ed among water sector
Resources: Overstaffing organisations. Due to shlﬂm g roles and new administrative circumstances,
and Under staffing

some aré overstal‘fed while others are understaffed,

‘_ Possxble responses to these problems are’ dxscussed in Chapter 3 of the Mam Report, in -
: Supportmg Report D, and in Chapter 6 of this report “The most important point to be made here
is that the resotution of many of these i :ssues requires joint action among several pames and
across tiers.
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CHAPTER 3 INSTITUTIONAL DEVELOPMENT INITIATIVES

In the two years since the publication 6f the White Paper, a iumber of institutionat development
initiatives with an impact on the water sector have been launched. Many of these are not
focussed specnﬁcaily on the Study Area, but a number have a provmcnal emphasis. Selected
initialives are discussed below. :

3.1
3.1.1

0y

@)

Initiatives by Wafer Sector Actors

DWAF (and Partners)

Comniunity Water Supply and Sanitation.

The Commumty Water Supply and Samtatlon Chief Dxrectorate was established
specifically to assure the effective on-going operation of potablc water supply systems
for which DWAF is responsible, to plan and promote the expansion of services, and to
develop organisations at the local and regional level to achicve the goals of the RDP.
Activities addressing the latter responsnblhty are: :

@
®)

(©

* The negotiation, establishment and training of Local Water Committees.

* The creation and dcployment of orgamsatmnal development capacmty in Pre!ona

(in the form of a Directorate) and in provincial DWAF offices. As mennoned
before, the North-West Province office: of DWAF ploneered the use of
Orgamsatlonal Development Officers, and similar initiatives have been

_ undertaken by DWAF in Mpumalanga and the Northetn Province.

A recent developient of DWAP’s instifutional development programme is the

- establishment of Acea Planning Forums. These ‘are designed to facilitate

(d)

-pamclpatwe planning on a regional basis, and to ensure synergy between the
- planning agendas of water sector actors and the Third Tier. Several such forums
- have been established in the Study Area, and discussions have taken place around

projects to be undertaken as part of the RDP 4 programme.

CWSS is also cominuous]y reviewing broad policy regarding institutional -
development in the water sector. One of the most significant developments isa

_ strong emphas1s on bu:!dmg and empowering local govemment

RDP

RDP water projects have been established throughout South Africa. Thirteen of these are
in the Study Area (one under RDP 1, six under RDP 2 and five under RDP 3)." The

implementation of RDP pro_;ects has been accompanied by inistitutional development at

locai and regional level, in the f‘ollowmg contexts:
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3.1.2

(a)

®

Project Steering Commiitees.

In order to ensure local ownership and managemcnt of RDP water projects, these _
are controlled by Project Steering Committees. The PSCs emphasise focal
stakehoidmg in their membership, and in some situations may offer communities
their first opporuunty to participate int, and to own a development initiative. - In
this context, while RDP PSCs have very clear proj ject-oriented objectives, they
also provide a practical opportunity for local actors to establish ‘development links
and expertise. Hence the PSCs are a component of water sector mshtunona!
development. :

Local Institutiona! Development.

The RDP Programme has mobilised a network of reglonal and local RDP

structures. The relationships between these have, in some cases, demonstrated _

the potential of cross-tier mlerachon

- Provinces

A number of forums have 'beenl established at provincial level to ensure interaction
between key water sector actors. These are:

@)

Provincial Liaison Cbnm';ittces
The PLCs are bilateral structures mvolvmg DWAF and relevant provmcaal
departments. :

() - Provincial Planning Forums, -
In contrast to thé PLCs, Provincial Planning Forums are multilateral in natuse, -

- providing a vehicle for stakcholders to discuss issues related to ‘development
planning, including water supply and sanitation. Provincial Planning Forums act
as subcommittees of the PLCs in many provinces.
_ Water Authoritics a

MW is the sole Water Board in the Study Area followmg the process ‘of rationalisation

‘and merger with North West Water Supply Authority. The key institutional contributions

of these organisatiosis {individuatly and collectively) are the following:

(@

Community liaison.

NWWA, inits rural water supply sole, developed a commumty halson funcuon
Dedicated officials undertook this task.- .



3.2

®) Technical '1raining,

MW is cons1denng the training of former NWWA officers for roles in the Third
Tier.

Initiatives arcund Local Goverament

There ate too many institutional development initiatives focussed on the enablement of local
governnent 1o be discussed in detail here. - :

320

(1)

2

ROl
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@

First and Second Tier © .

" Development Facilitation Act.

A key development with the potential to inipact institutional development in and around
local government is the mobilisation of the Development Facilitation Act. The DFA

- should add impetus to regional and local development planning, but the details of its

deployment in the Study Area are not yet clear.
Assistancé with financial management and funding.

Municipal and rural infrastructure programmes are being developed at present. It has also
been reported that provincial governiment officials are to be given the power to intervene

“where local authorities are unable recover costs, or to run effective financial management

systems Further research is required to describe the details of this initiative.

Training.

Local‘govémm'eni training has Beén undertaken by: Local Government Training Boards.

" These are reportedly under review, but research is requared to estabhsh the nature and
- possible outcome of the review process

District Counmls '
Elccted councnls

An :mportam oonmbutlon to mstltutlonai devetopment in thc Study Area is the election

~of councillors to serve on the various Dnstnct Councils. Reports from the field suggest

that some councillors have established closer ties with thenr constituencies than others,

‘but the councils do provide the potential for previously isolated rural communities to

present their development needs and prionities. The capacity of District Councnls varies
considerably, as will be sllustrated in Chapter 4.

Rural local govemment. :

In many areas, District Councils are ful‘ﬁlling" the role of rural local goverament.
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Local development planning.

The area forurs initiative is designed to support and build local development planning.
Rustenburg District Council has also established an innovative Jocal development
framework based on planning zones. These zones include gronps of commuinities, and
planning activities are facilitated by consultants who work closely with the commumtxes
concerned.

Non-Gov'ernm‘eht Organisations

Mwula Trist

_ The Mvula Trust is a national NGO whose aim is to improve the health and welfare of

disadvantagéd rural and pen-urban South  Africans through increasing access to safe
domestic water and sanitation services. Mvula Trust has worked in close consultation
with all tiers of government, and is committed to strenglhen the capacity of focal and
regional authorities where the capacity of such institutions is not sufficient to meet local
teeds. Mvula Trust is involved in a numbér of projects in the Study Area. - '

Qther NGOs

" The South Afﬁcén'development arena is characterised by the presence of numerous
- smaller NGOs, often pursuing speczahsed objectives. No detailed inventory of the Study

* " Area is available, but the capaclty bu:ldmg contnbunon of these actors should not be

333
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- overlooked
Technical Assnstance Pro;ects :

' DANIDA

The Damsh government is funding a technical assastance pro_;ect in North West Provmce '

“In its first phase (1995), the project facilitated discussions around the restructuring of

DWAF in Mmabatho, assisted with negotiations leading to the rationalisation of water
board boundaries in North West Province, and supported Third Tier support functions
such as the training and deployment of ODOs. The project also gave technical support
to training activities related to the North West Rural Water Supply RDP project, and
funded mveshgatnons of unauthonsed connections and cost recovery.

The second phase startcd in 1996. The emphas;s in now on ’Ihlrd and Second Tier
support. In the case of the former, the project will undertake a serics of p1lot studies
designed to test and disseminate activities that will have a bearing on policy (for example
the use of the private sector in service provision at local level). Second Tier activities
will include the development of a subsidy reduction strategy for NWWA and the training
and redeployment of former Second Tier officials to private sector roles at Third Tier
level.
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British ODA

BODA is assisting DWAF in expanding the capacity for the management of water supply
services in aréas of Mpumalanga and the Noithern Province. The major activities of the
support programme are the facilitation of new nianagement structures, support to local
posts in organisational devetopnient, funding of consultaicies covering specific water
related issues, support/fuiding for workshops and training activities, and related project

“support and research.

Key institutional development aclivities include - wide-ranging consultations and
workshops it fortiier homeland areas, looking at the role and possible establishment of
waler boards in particular areas. - A task team has been forined to look at water board
options for thie Kwandebele/Moutse/Moretele 2 area, and this group is due to make its

‘recommendations in late 1996.

3-5






' CHAPTER 4 INSTITUTIONAL DEVELOPMENT
IN THE THIRD TIER



CHAPTER 4 INSTITUTIONAL DEVELOPMENT IN THE THIRD TIER

4.1 Institotional Developnient in the Water Sector .............. P, 4-1
42  Third TierFocus ................ it e 4-3
43 l‘heCapacntyoftheThnrdT:er ....... et eaaeies et 4-3
4.3.1 Definitionof the Third Tier ........... oo, 4-3

4.3.2 WaterSector Roles ... ..o iiuiiinie i, e 4-4

4.3.3 Dimernisions of Capaeily ..........ooveeriinnnn.. I .46

4.3.4 Information from the Sitnational Analysis ................... e 47

4.3.5 Quality of Sifuational AnalysisData ..............c.ooiiiine, .. 48

4.3.6 Capacity Profiles ........ i i ... 4-8

4.3.7 Conclusions ........ccveiveniiiunn. e e 4-12

44  Institutional Development Plan (......... .o iiiiiiiiiii it e 4-13
~ 44.1 The Appropriate Structuring and Posmomng of Magalics Water ....... 4:13
- 442 Capacity Building in Lagging District Councils «............. ... 4-15 -
44,3  Communily Institution Building Programmc ........... AN e 4-16
4.4.4 TInstitutional Support Programme ... ... ...cvivunnenivin it 4217

'445 Training Programmes . .. ....... S S D SRR 4-18

Table 4-1 : Third Tier Stmctures with Water and Sanitatien Roles .. «.........o00s 4-4
Table 4-2 : Components of Interntal Institutional Capacity ............ P .. 46
Table 4-3 : External Determinants of Capacity ....... e sraseiaaiaaeeaas e 447

" Table 4-4 : Classificasion of Third Tier Orgamzailonsr’Stmctures in the Study Area.... 4-10 -

Table 4-5 : Third Tier Capacnty Profile ... .. S e 4220
Table 4-6 : Issues Informing the Structure and Positioning of Magalies Water ....... . 414
© Table 4-7 : Training Requirements for Support Programme . .....c.ooveueonennen.s 4-19

‘Figure 4-1: Institutional Re.lalionships‘ and Capacity Bljilding' R R S e 422



CHAPTER 4 INSTITUTIONAL DEVELOPMENT IN THE THIRD TIER
4.1 Institutional Development in the Watér Sector

In the iransformation of thie water scctor, a major task is that of instilutional change and
development. On the one hand, institutions established under a different water supply and
sanitation regime have to bé modified. On the othér, new institutional arrangements have to be
set in place where gaps are identified. The process of institutional reform is often difficult,

becauisé change’al one level requirés or enables change at another. For example the installation
of elected local authorities has prompted reconsideration of the roles and powers of local water
committees, and the emergence of proactive District Councils could modify the Third Tier
support roles envisaged for Water Boards in water supply and sanitation pollcy

As d)scussed in Chapter 3of lhe Main Report, Water Boards face two challenges in terns of |
policy. One of these is to provide support to the Third Tier where this is needed, It has been
recogmsed that Thitd Tier suppoit has several dimensions (Chapter 3). These ate:

(1)  Interim pro;ect iniplementation where other capacily is not present.
(2)  Technical support in the form of traiiing, networking and the development of systems.

(3)  'The development of new bulk markets, which implies the creation of pernianent
relationships with various emerging Third Tier customers. :

The pollcy and strategy ophons presented in Chaptcr 3 of the Mam chort include initiatives to
address various facets of Third Tier support (sce Sectlon 3.4)..

‘The second ch‘éllen’ge is to extend supply areas; and within !hese to ex'pa'nd supply capacity and
infrastructure in order to serve previously unserved ‘consumers. ~The technical proposals
présented in Chapter 5 of the Main Report represent a framework wuhm which Magalies Water
cait deveIOp a sustainable response to this challenge :

The 1mplementahon of these tasks requues purposeful mshtutmnal development This

development cannot look at first, second or Third Tier actors in isolation, because lack of

development at one level will impact institutional effectiveness elsewhere. Figure 4-1 illustrates

the institutional relationships and capacity that have to be grown if Magalies Water and partners -
“in the water séctor are 10 address the challenges that face then.
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4.2 Third Tier Focus

‘This chapter recognises the relatlonships outlined above 'l he msutuhonal development plans
seek especially to address the links between the Second and Third Tiers. The chapter has three
parts:

(1) An evaluation of the capacnly of the Thll‘d Tier in the study area. This is partlcularly
|mportant becatise the level of capacity in clements of the Third Tiet will determire the
_ nature and priority of suipport actions by the First and Second Tiers, and by Third Tier
organisations able ta offer stich suppoﬁ Followmg from_this, the slructurc and
deployment of Magaties Water has to be based on an understanding of the extem and

" pace of organisational developrent in the Thlrd Tier.

(2) .. Issues inforniing the appropriate structuring of Magalies Water. These issues are
- developed agairnist the background of the reconimendations from Chapters 3 #nd 5 of the
' Main Report, and they reflect the present and expected short and medium term status of

“the Third Tier.

{3) Programmes to address institutional development imperatives in the Third Tier. It is
recognised that whilst Magalies Water is expected to support the development of the
Third Tier in the study area, there are critical arenas of Third Tier institutional
development that will require contributions from other parties. The three programmes
discussed are: ' B '

(@) A support and development programme for undercapacity and underdeveloped
District Councils. . ' : .

by A supporl and dévelopment programme for isolated and vulnerable rural and peri-
urban communities.

(c) . Asetvice support netw ork and enablmg slmclure for local authormes
43 The Capacnly of lhc Third Tler

As policy 1mplemenlallon has proceeded the complex1ty of 50 called “Tlurd Tier supporl“ has
become increasingly evident,  This ‘complexity has led to consnderable vagueness régarding the
nature of the Third Tier and a wide diversity of views regarding its dutiés and capabilities. For
the sake of clarity in this discussion, a definition of “Third Tier” is provided, and' roles that are
clearly defined by the constitution, legistation or policy are oullmed

4:3.1 Definition of the Third Tier

A narrow definition of the Third Tier would be confined to government institutions. However,
some usage in the water sector also includes various non-slalulory govenunent-supporled '
structures with a direct or potential role in water and sanitation provision. ‘The JICA study has
adopteéd this broader definition, and has also included water-focussed NGOs under the “Third
Tier” ubric, The broader “for profit” private sector is not included, but it is acknowledged as
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- a sigﬁiﬁca’m' actor in water sujiply and water nianiagement at local level,

The JICA study did include two pnvate sector* ‘capacity building” Org'anisati()hs inits Third Tier
audit (see Supporting Report B), but this was purely to understand the role such hands-on bodies
might play.

Table 4-1: Third Tic’f Strictures with Water and Sanifation Roles

Statatory Government-Supported - ' | Non-Government
Non-Statatory | (NGO)
District Councils Local Water Committees | NGOs involved in water
{ TMCs Local RDP stiuctures supply aiid local developrient
| TLCs - - § Informal water-related forums | (eg. Mvula Trust, Independent
TRCs - {eg. Water Board fonims | Developaient Trist)

Tribat Aulhonues* | convened by British ODA) | Inforimal planning forums
\Va!er-related forums steered o

by Third Tier authorities, or
dealing with Third Tier issues’
| Ces. Provincial Planning
Forums, Area Forums)

*  The relationship between tribal authorit:es and Iocal govenment is the subjecl of much debate. Further, much

" of the apartheid era ieglslanon supporting them is questioned. The JICA study has included them because they
play a de-Tacto service provision role in some areas, and because they represent capacity that might be useful
in some contexts.

4.3.2 Water Sector Roles

Many of the organisations listed in the table above have roles that are defined Coxlstitpltioxla]ly,'
in supporting leglslallon, or within some formal ms(ltunonal structure. It -is important to
recognise and undersland these formal roles for several reasons: '

(@)  They caplure the core a(icountabilit_y of the Qr‘gan_iséﬁon's concernéd.

(b). - They often include responsibilities that are outside the ambit of the water scctor.

The champions of water supply and sanitation sometimes fail to recognise this

~ broader spectrunt of responsibility. Itis itmportant to note that whilst the First and

Second Tiers have substantial organisations and mfrastructure dedicated to water
delivery, thls is not (hc casc for the Third Tier.

gt

(1) rRoles and ResponSibxhhes of Dtsmcl Councais

- In the Study Area, Distnct Councils are an evolution of the former Reglonal Serv:c@s
jCouncﬂs (cslabhshed in tenns of the Regional Services Act, No 109 of 1985) In their
new guise, the DCs retain’ the RSC brief to render local govennnent services on a

~‘regional basis, but have the addmonal respons;bllny of acting as full local government
in situations where this does not exist (new roles defined in the Local Government
Transition Act, No 209 of 1993 and relevant Provincial Proclamahons) In practice the
Dlsmct Councils often act as rural local government, or in support of new Tramlilonal

4-4



@)

3.

“)

- Ruiral Councils. The DCs are responsnble to the relevant provmcnal !ocal governnient
departments. DCi income is still largely derived from levies on busiricss in their areas of -
jurisdiction. The De_\clopmem Facilitation Act {DFA} has added a planning role to local
government. The District Councils are institutionally well placed to facilitate such
planning if they elect to do so, and they now have the necessary enabling legislation. In
practice, the various DCs in the study area are takmg up tho|r new roles in differént ways,

‘and at widely varying rates.

Roles and ReSponsibil'itiés of Transitional Local Government

Among the many responsibilities of the various forms of transitional focal government
(os{abhshed it terms of the Local Government Transition Act, No 209 of 1993) is that of .
providing and managing services such as water, electricity, roads, basic health care (eg
clinics), sanitation and refuse removal. Transitional local authorities are also emmpowered
to impose and collect taxes and levies, and to proclaim and enforce by-laws. The -
transitional process has sought to reform the political component of lécal govemment to
reflect the multi-racial character of South African towns and cities, ahd operallonal
transformation has had the objective of ensuring more effeétive and equitable service -
delivery. It practice, whilst the political transformation is well progressed, :operational -

- transformation is taking place mote slowly.. In well-resourced TMCs and TLCs, factors

retarding progress have largely to do with integrating formerly segregated systems, and
avercoming resistance among wealthier sections of the population to increased cross
subsidisation. In areas where no formal democratic local government existed in the past,

~ the problem is much more one of creating new operational capacnty

Roles and Responmblhlles of Local Water Conumittees

" LWCs were conecived as water-dedicated local stmctures empowercd by statute to

undertake local water and sanitation - provision and to manage existing supply -

~ infrastructure in the absence of established and competent local government. In essence, -

it was envisaged that they would assume alocal govemment role, but only in the context
of water supply and’ salmatlon " LWCs have not been given the statutory, muscle

_envisaged, but they are in place in numerous arcas. Many have received training through
- DWAF and its agents, and have been active in their communities. In some areas the
'LWCs are well integrated into other planning and sérvice related structures (for example

RDP coimmittecs), and in others they are relatively isolated. Rolahonshlps with newly
established local govemments are varied, ranging from cooperation to refative hostility.

Roles and Réspbnsibilities of Local RDP Struciures

‘Reconstruction and Development Programme (RDP) Committees are non- statutmy '

organisations operating under the consh{uttona! gmdelmes of the RDP Comm:ssmn
T hey have the following powers: -

(a) - The right to requesl mformalioh_ both locatty ahd pfo\*iaiciélly;

(t) To ﬁmn’ag'o their own projects;
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{c) To liaise and cornisult with tocal government;

(d)  To be representative and inclusive (including civil society, business, labour,
political organisations, associalions, burial societies, NGOs and developiment
forums). :

The specific task of RDP committees is to ldentlfy and prioritise development needs.
“They are not implémentiiig agents, but facilitators of development. Project Steering
Commitieés are established to ensure the representative management of RDP projects
“once funding has been secured. “The PSCs themselves are a source of capacity, having
been involved in the practical side of infrastructural devetopment

4. 3 3 Dunensmns of Capacx(y

Among the sixteen gaps identified through the gap ana!ysm process (sec Supporting Report C),
several relate to a lack of capacny inthe Thlrd Tier. Examples are insufficient and ineffectively
utilised human resource capacny, limited commumly involvement, limited communication and
coordination, lack of integrated service delivery, limited cost recovery, limited capital resources,

poor development of Third Tier planning roles and limited dialogue around RDP standards and
community expectations. Among respondents at the gap analysis werkshops, limited Third Tier
capacity-and the related issue of poor cost recovery were listed as the major constraints to the
realisation of the vision of the White Paper on Water Supply and Samlanon

: On lhe whole the capac:ty issue is often oversnmphﬁed and poorly understood “This has the
potential to lead to stereotypmg and to'inappropriate and wasteful capacity building initiatives.
In an effort to avoid these pitfalis, the following disctssion examines the dimensions of capacity
in some detail. In Chapter 3 of the Main Report, institutional capacity was depicted in four

- categories (see Section 3-4). These categories are summarised in the- table below. The table

refers specifically to mlemal capacity, recognising. that capacity is also dcnved from relationships
external to orgamsahons S

Tahlc 4- 2 Components oflnternal lnstn(u(lonai Capaclt)

‘Component ' Description ' _ ‘ ' | _l

Organisational Capacity Refers to the human!socaal system that cortiprises the orgamsat:on

: ' Includes hunian resources, individual and collective competencies, | -
organisational structurés which direct effort and the culture determmmg
interaction and relationships.

Process Capacity | Refersto the macro processes via which the orga'msa'tion performs its -
' tasks, and the internal systems that underpin measuremem management
and control. .

Technical Capacity . | Refers to the technology emp!oyed to convert resource mputs into
~ ] cutputs in the form of products or services. - Technology may range
from plant and facilities to software and encoded data and processes.

'Fin_an'cia:] Capacity " Refers to the capital mvestmenl hecessary to cruate physical and
. orgamsallona! infrastructure and the financial resources necessary to
opérateéon’a day-to day basks,
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Capac:ty is frequemly wewed wnlhm the bounds of spec;ﬁc organisallons or struclures.-
However, there are also exterial determinants of capacity. Some of these are presented below:

Table 4-3: External Determinants of Ca;iacily _

Deief&unina i Déseiiption _

Eﬁabling Framewaork This is the legal and regu latory framew ork that allows organisauons to
act in particular ways, for example levying fees and aclmg against
defauliéts. ‘

Mandate Delegated pover to act which is backed by the relevant higher

authorities and key affected | parties. Ttis posmble to have an enabling
framework, but without the necessary support of (for example)
important political actors.

Access to Support Networks Itis sometimes riot necessary for drganisations to have internal -

: capacity, provided they have access Lo approptiate. external supporl
Factors deiermmmg such access are information, planning ¢apability,
financial resources and the avallab:lny of the right kind of capacxty

Legitiracy Similar to marndate. fn this case, legmmacy refers to the nght to act
' ' conferred by a broad spectrummi of pecple and organisations.

In some circumstances, external determinants of capacity can caricel or neutratise internal
- capacity. So, for example, a well resourced organisation that is perceived to Jack legitimacy
might be prevented from doing its work in a particular area. Similarly, external factors may
cancel each other. In this context, a leglitmatc organisation with a mandate but no ‘enabling
framework mlght be meffcclwe in pursuing its brief.

4.3, 4 Infor‘matm'n from the Sntuauonai Analysns

h Addressmg Thlrd Tier capacity is recogmsed asa prxonty by most actors in the water sector. A
problemi is that the nature and extent of the evident capacity vacuum is mcompletely understood.
A consequence of this is stereolyping and a tendency toward symplomahc “fire- ﬁghtmg”-
solutions.

The Stage | situational analysis incorpbrated two tasks which permit an as$essment of
institutional capacity in the study area: (see supportmg Report B for more detail):

(1) The Thlrd l:er audit investigated selec(ed argamsatlons in a variety of categorms

' (a) ' DlSlrlC( Cmmcnls. _
(b)  Transitional Local Councils.
(¢)  Tribal Authorities.
(d) = Local Water Committees.
()  Local RDP comniitees.
()  Water-related NGOs.
(g  Water-related capacity buitding orgamsauons
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(2)  The community case study component of the situational aralysis examined the social and
orgamsauonal characteristics of 30 peri-urban and rural communities, many of which had
rio formal local authority at the time of the research.

In c‘ornbi_nation, the Third Tier audit and the community case studies provided fair coverage of
the Third Tier in the study area.

43,5 Quality of Situational Analysis Data

An overview of Third Tier capacity based on the situational analysis is presented below.
However, it is necessary to tecognise some of the difficulties inherent in the body of informiation
available:

(1) ~Capacity is a dynamic issue, and circumstanceés can sometimes change quiekly,

~ particularly as a result of the availability of previously unutilised support.  For example,

‘the RListénbufg District Counci has appointed zonal planning consultants to serve groups

of towns and villages. The presence of these experiericed people has the potential to

rapidly increase the planning capacity of the communities and authorities involved. The
‘situational analysis provides a time-bound siapshot does not capture such changes.

(2) © The mere presence of capicity does not necessarily reflect effective utilisation. In some
“of the case study villages, RDP Committees and Local Water Commitiees have
substantiat membership and have received training. However, they are uncertain of the
steps necessary to move from local consultation to project’ implementation. “The
information avatlable cannot accurately address the question of eﬂeclweness

- (3) .To have meaning, capacily has to be assessed relative to a task ortoa serics of 1asks
Hence a small operation with a simple task (like distributing information on water
quality) might have sufticient capacity, whilst a large organisation with a complex task
(like managmg the full range of mumclpal services) might not. Water supply and

~ sanilation provxsnon encapsufates a wide variety of tasks (technicaf and orgamsahonal 3

~ and spanning planhing, installation and operalion). Capacrly depends on the balance of
resources and the spectrum of tasks that a particular organisation is charged to execute.

- An attempt is made to consider capacity against the background of task, but far more

- detailed auditing is required if detailed capacity-building programmes are envisaged.

(4)  As indicated earlier, capacity has internal and external détc’nnina_mé. Many of the
external determinants, such as legitimacy, mandate and access to support networks are
dlfﬁcult to quantify, or even to evaluate with any degree of accuracy. The situational
analysis did not specifically address external determinants, but these are taken into

- account in the discuss:on below.
436 Capacity Profiles
The Third Tier capacity profiles presented here are based on two steps:

(8 A broad classification of Third Tier organisations, based on situational analysis

48



Q)

material, and using criteria such as intemal capac:ty, the scale of the water sector
challenge, and the influerice of external capacity determinants.

(b) A profile of each of these groups of organisations reflecting different aspects of
Third Tier capacity relevant to water supply and sanitation.

Classification of Third Tier Organisations

Table 4-4 presents a classification of Third Tier organisations and structures covered by

the situational analysis. It will be noted that characterising any one of the organisation

types homogeneously is incorrect.’ The example of District Counicils illustrates this point.

‘The Eastern Gauteng DC has niote internal capacity than other DCs in the study aréa, and

EGDC does riot have the scale of rural/peri urban chaltenge that faces niany other DCs.
Thls is in stark contrast with the Eastern District Council, which has jurisdiction over
many rural and peri-urban settlements, but ‘which presently has almost no internal
capacnty Similarly; whilst the Greater Pretoria, Bushveld, Rustenburg and Highveld DCs
are similar in térms of intemal capacity, the latter pair appear to face the larger challenge
(m the study area, at least). :

The c]ass_lﬁcaiwn of “rural authorities” is difficult becaise of the importancé of local

- political and organisational dynamics. Many rural villages are clustered in a bigger local

avthorily. Their capacity depends in part on the resources avaifable to the umbrelia
authority, but atso on the strength of their relationship to the larger authority. Further,
with reference to water supply and sanitation, it is often thie case that the most substantial

 pool of human resources resides in LWCs or in other developmient-related structures. As

indicated earlier, the cffectiveness of these structures depends on . their éxternal

" connectionis, but also on telationships within the community. ‘The ¢ase study
. inveéstigation révealed a number of examples of communities where terision and conflict
among focal structures is firmly enfrenched. The roots of fhese tensions are multiple, but
“in'niany cases they have to do with traditional vs. democratic roles, conflict over access

“to development resources, or dissatisfaction over the rate of developnient delivery.
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" Tableé 4-4; Classification of Third Ticr 0rgamsatmns/Slructures in the Study Avea

Orgamsallon Type

Descnplion

Examples

District Council A

E_stablished internal capacity, moderate ruial/peri
urban challenge

Eastem Gauteng DC

District Council B

Small intemal capacity, gooé _networks, moderate

Greater Pretoria

rural/peri urban challenge Metropolitan DC,
o Bushvcld DC*
District Couﬁ{:il o Small but de\elopmg internal capacny, good R_uStenbur'_g DC,
networks, substantial turalfperi urban challenge Highveld DC

District Council D

Very limited int’eniaj capacity, limited networks, -
substantial rural/peri urban challenge

Eastern District Council

Rustenburg TLC,

Transitional Local Council | Established atid well resourced local authority,
A with wide spectrum of capacity, subs!ant!al peri - | Bronkhorstspruit TLC
' urban challenge :
Transitional Local Counéil - Vérj In'inled internal capacity, sitohg’reliance ot | Siyabuswa TLC,
B ' DWAF and/or DC, substantial peri nrban KwaMhlanga TLC
' ‘challenge - : :
Rural Authority A** Very limited internal capacny, slrong commumty Kameelboom_(N‘WP),
S Ny organisations _ No’_mkie (NWP)
Ruial Authority B** Very limited intemal capacity, capable | sehoke {Mpuma!angé)
S o community organisations, limited inferaction B ' _
Rural Authority C** Very limited internal capacity, weak or non- Mabele-a-Podi (NWP)
T ' existenl communily orgahisations _
Tribal Authority A Well resourced tribal authonty, wnth asubstantial | Bafokeng (NWP)
suppori base and management and (outsourced)
_ _ technical capacﬁy ' _
Tribal Authority B Limited m(ema! capacity, uncertain legitimacy - Ndzundza _
‘and very limited technical capability. {Mpumalanga)

Local Water Committee A *

Good ¢apacity due to iraining and links with RDP
structures, CBOs and local government.

Phatsima LWC (NWP)

Local '_&Vafér Committee B -

Limited capacny due to absence of trammg and

relative local iselation.

No examples fram the
situational analysis

RDP Committee A Good capacity due to wide panlclpauon and good Saﬁls’poqr{ Village RDP
links with higher leve! RDP structures, Iocal Commitiee (NWP)
gov érmment and CBOs D
RDP Committee B lelted capacnty due to poor parucnpanon and/or ] No exam ple from the
: relative isolation situational analysis
‘NGO A National, relatively well resourced deveidpme'nl Mvuld Trust,
‘ and water-related NGOs Independent
. Development Trust -
NGOB oc'al issdé’-focdséd NGOs with Iimitéd resources’ | No example from the
o o situational analysis
ofesi % Assessment of Bush\eld 1518 apphes only lo (he biudy Area

*k ']‘he capaclty issue in rural areas is far imore compleX than this c!asslﬁcallon suggests,

4-10




(2)

Capacily Profiles

As argued earlier, it is impoitant to preface any discussion of water supply and sanitation
capacity with an assessment of what is neéded. For the sake of the impressionistic
overview developed here, it is assumed that water and sanitation provision requires skills,
human’ resources, management, organisational structures, systems, tcchnology ahd
finance to deal with differént phases in a prolect or schenie, Herce capacity is considered
in the context of planning, instattation and operation, Fuither, the four componems of
capacity descrubed in Table 4-4 above are assumed to be necessary {to a lesser or greater-
degree) during each of these phases.  Again, it must be noted that the broad brush
approach used here might conceal a great deal of detail. However, this is dorie in
responseé {0 the information available, and to permit a global view of 1he mwich dlscussed
but often misunderstood issue of Third Tier capacity.

T able 4-5 shows the capacnt} profiles of the 17 orgamsahonal categones presented in

Table 4-4, The colouring of the cells represents a qualitative interpretation of capacity, -
with green and red cells reftecting opposité ends of the capacity spectrum {green=good
capacity; red=very limited or no capacity). In interpreiing the matrix, the following

* points should be borie in mind:

(a) The classification of cells is subjective; but it is based on the information gathered
by the situational analysis. The detailed results of the tWwo relevant investigations
are contained in Supporting Repori B and in the accompanying Data Book.

“(b) Where organisations have beén able to access outside resources, ihls is taken mtd

_account. So, for example, whilst most District Councils have a very small core
- of permanent staff, many vake considerable use of consultants and contractors.
- Access to such additional capacity is itself a function of other forms of capacity;
for example the financial resources fo hire consulianis and con!ractors, and the

- techmcal and managenal capacnty to use them  effectively.

(e} The scale of' the water chaﬂengc is considered whcruer'possnble Hence District
- Councils classified “C” are considered to have very litlle or no financial capacity
~ for installation and operation by virtue of the daunting rural and peri-urban
“hinterlands they contain. :

() Different forms of capacﬁy interact. I{ence while Dislrlct Council “D* has some
process capacity to hire consultants and contractors, its financial resources are -

inadequate for the challenge its faces. The Jack of financial capacsty also prevents
many other bodies from contracting, the operational and techmcal capacity they -
sequire (for cxampte TLCs classified “B"),

(¢) The extemal factors determining capacity are difficult to classify. For example,
© District Councils and TLCs are assumed (0 have an adequate enabling framework
by virtue of the legislation that underpins them.. However, it might be argued that °
they still lack the policy and legal backmg to deal with non payment and
mnuthonsed connections. “The mote qualitative issues of manda!e access to
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support and legitimacy are ‘even more clusive, but they still serve to illustrate
some important points. An example is that of Tribal Authority “A”. It has
significant internal capacﬂy, and it appeara to enjoy a fair level of legiumacy
However, its capacity in fhe water sector is limited by the lack of an enabling
- framework and mandate. In another example, Local Water Committees are
presént in many communities, but policy flux has left them with an unclear
enabling framework and a mamfatc that is open t0 a range of local interpretations.

437 Conclusions

The following are the key conclusions drawn from the above capacity evaluation. These
conclusions inform the institutional development plai ouitlined in Section 4.4:

(1

@)

3)

@)

District Couricil capacity vaties widely in the Study Area. The DCs are assuming an

- increasingly important role’ in current institutional development thinking,: both as

facilitators of local development planning, and as the key interface between DWAF and
the Water Boatds on one hand, and local government on the other. Many of the policy
and strategy recommendations of the JICA study place District Councils in a lead role,
echeoing the broader thinking in DWAF and in the water sector generally. These
approaches are clearly at risk where DC capacity is nominal, as in the case of the Eastern
District Council. With this in mind, building the capacity of the weaker District Councnls
is a priofity. ;

~There is an acute lack of local capacity in rural aréas, and among some TLCs. This is

well recognised, but it is particularly serious where the affected authorities and

~ communities have no access to support netivorks. Hence a rural village in the area of
‘jurisdiction of the Fastern District Council would be particularly isolated, especially if

the local LRDC and LWC have fallen into inaction and have lost legitimacy. Against this
background it seems evident that some communities are especially vulnerable, and in

‘need of support through extraordmary institutional channels

fPlannmg capacity is conccntrated largely in \\,eii resourced DCs, TLCs and NGOS The
~ability to plan locally ‘to meet local needs is the essence of the demand driven water

policy articulated in the White Paper.- This vacuum is well recognised, and- institutional
responses are being lead by DWAF and some Disteiet Councils. For example, DWAF
is. pursuing the nolion of area planning forums, and Rustenburg District Council has

- established planmng zones. Two priorities in this context seem to be those of ensuring

planning capacity in the “villnerable” communitics discussed above, and of remaining
alert to the need for local planning capacity to be truly rooted in the communities it
serves. In this context, it appears worthwhile to give special attention 10 structures
capable of building and cementing local piannmg From the capacxty analysns of Table
4-5, lhese include LWCS LRDCs and some NGOS -

Some organisations have capacity that might be more effectively deployed in the service
of water supply and sanitation. LWCs and LRDCs are discussed above, but it is worth
adding that they may be the only significant capacity in some areas. Other sources of
capacity are the larger TL.Cs (cg. technical training, technical sub-contracting to smalter
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4.4.1

0}

“locat 'az.ithdr'iti'es)g, some of the NGOs (eg. traiﬁing in: planning skills), and’ Tribal

Authorities siich as Bafokeng. Many of these would fequire lmnted institutional support
to be effective in specific contexts.

Somé District Conncils are tiseful models of organisations with limited in-house human
resources, but with the technical, process (arid sometimes financial) ability to contract

others-and thereby to build a network of capacity beyond the small management COre.

The model may merit consideration in niany local authority contexts. To do this it would
be necessary uiiderstand the hature of the ¢oré capacity required. Among others, financial
capacily would be essential.

Whilst niany forms of capacity relate to operational effectivencss; other forms are the

foundation for growing capacity itself. The latter mlght be called “generative” capacity.

In the analysis presented above, 1he two l-.ey forms of genetative capacitly relate to
planning and financial resources. If a local authority has the capacity to plan {including
planning its own organisationat development}, and the money to put plans into action,

‘much else will fall into place. From the capacity analysis it is evident that nvany Third

Tier structures lack both forms of generative capacity (especially the rural areas), and are
therefore at risk of remaining dependent on éxternal actors.

Institutional Development Plan

The Appropriate Structuring and Positioning of Magalies Water -

Context

Itis clear that the appropriate structuring and pesmonmg of Magalies Water cannot be

* determined oul of the context of the broader water sector in the Study Arca. Furtheér, '
~ decisions around structure and position will have to consider the pace of institutional

development in the sector as'a wholé.: Against this background, a clear distinction has -
{o be made between the development of permanent capacity which will allow Magalles

- Water to execute its long term role as an extended bulk supplier in the Study Area, and

the development of transitional capacity, which will enable MW to play various support
roles. Many of the support roles should not be considered in isolation of the Third Tier. -

" Some of these might be undertaken in cooperation with Third Tier actors, with a view to

the Third Tier taking responsibility for them in due course. The policy and strategy
proposals in Section 3-4 of the Main chon outline severat p0551ble joint ventures of this
nature:

(a)  Training coordination. - It is énvisage’d ‘that training resources should be
 rationalised and optimally deployed, using vehicles such as area planning forums
16 determing needs and appropriate responses ‘

(b) " Sharing best practice. Thrs too is a shar'ed Second Tier/ -’I_‘hirrdTier activity that
: might be mobilised through area forunis or similar interactive vehicles.

(c)  Developing systems and key processes (eg r‘ne'l'er.i‘ng: options, local accounting -
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_systeins, cost recovery roles for the private sector, local finaricing systems for
higher levels of service). Again, discussion of such systems and processes might
take place in area planning forums, or other suitable venues,

Henee structure and positioning proposa!s for MW have to be dynamlc and flexible. In
response to this, Section 3.4.14 of the Main Report proposes the establishment of a
Coordinating Forum which, aniong other things, would consider roles and respons:bnhues
and from this the optimal inleractive structuring of MW and partners such as District

~ Councils. As proposed, the coordmatmg forum is envisaged to include DWAF, MW and
the District Cotincils in the Study Area

(2) | _ Consideratiohs:for the Structuring and Positii}nin'g of Magalies Water
" A number of issues will inform the st'ructi_rring' and positicning of MW. These were
outlined in Section 3.4.11 of the Main Report, and are elaborated below. Chapter 5 this

report examines second tier strictute options in more detail.

Table 4-6: Issues Informing the Struefure and Positio.ning”of Magélies Witer

Issue ' s Orgamsahonal Imphcauons

The extent and pace of Decisions will have to be made regarding the expanslon and
infrastructural development. | deployment of technical, financial and operations and

This will be determined by maintenance capacily. - With extended infrastructure, the :
priorities set by MW, appropriate definition and deploymem of business units will have
technical and finaneial to be cons:dered

-§ feasibility, and the prospecis
for sustainable cost recovery.

The present status of Third -~ - | This will influence the view taken ori the capacity and

Tier capacity and expected | deployment of project implententation capacity; the nature and
developments in various Third. § focus of Third Tier support (including technical trammg ‘and
Tier organisations. orgamsatmnal development); the nature of parmerships with the-

Third Tier (especially the District Cou ncns) The view takeén on
expected Third Tier developments will also have imiplications for
the time horizons set for Third Tier support,

The nature of long te’rm."l.‘hird Decisions will have to be taken regarding the organisationat

Tier support, especiatly in capacity required to develop and sustain Jong-term refationships
terms of strategies to develop | with emerging bulk customers. Such capacity might address
new butk markets andto - conimunication and information, and mtght incorporate
promote the emergence of organisational development. '

viable bulk customers.

The likely shoif and long term | Organsational structuring (and especially the definition of
resolution of issues télating to * | businiess or management units) will havé to allow for the likely
the definition of the supply | dutcome of deliberations around the formation of a waler board in
area boundary. | the area of the former K\»aNdebeIe and for the finalisation of
long term options around the present supply agreemenis between
MW and Rand Water. There ar¢ implications for the short and
Iong term dep!oyment of MW capacnty, and for capital mveslmenl
and lnfraslrucrural de\.elopment priorities.
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~ Structure Proposals.

Detailed structure options for MW aré presented in Chapter 5. These take cognisance
of the contextual issues outlined above. The discussion to follow addresses key areas in
which parallel Third Tier institutional development will have to take place.

4.4.2 Capacity Building in Lagging District Councils

(M

@)

Pfoblen-:

The District Councils in the Study Area form an important institutional link between
Magalies Water aiid the broader body of small local authorities. In this way, the District
Councils are an important component of the “rietwork capacity” of Magalics Water. They

 are also ideally placed to promote and facilitate local development planining and demand

driven water supply planning.

~ From this pcrbpeciwe, the broad variation of Dlstnct Council capacnty is maﬁer for

concern. It has consequences for the pace of water prows!on in many paris of the study
area. There are also implications for Magaties Water, in that “emergency” project
implementation will continue to be required whilst some District Councils are tinable to
tackle implementation themselves.

Among the policy and strategy proposals presented in Section 3.4.11 of the Main Report,

the following would not be effectivc without full DC particip’ation:

: (i_\) o lntcgratlon of communication and plannmg mmatlves !ed by DWAF and by some

' District Councds

“(b) 'Coordmauon of lraming and training resources.

- {c) lntegratlon of water supply wxlh local economic and resource development

(d) | Sharing “best prachcc

(e) - Deveiopment of systems and key processes.

' Agains't this background, the_dévélopment of capacily‘a'mong lagging Dislrict Couﬁcils’ is

a priority for institutional development in the Third Tier. "A proposed action plan is
outlined below.

~ Action Plan

Provmcral depanments of Local Govemment have | pnmary responsnblhly for. District
Councils, and this should be recognised. However, there is clearly a need for the
accelerated development of District Councils like the Eastera DC. With this objeclive it
is proposed that the six District Councils in the Study Area j join to establish a District

- Council histitutional Development Forum. ‘There is alréady a plethora of such bodles, 50

4-15



443

(D

@)

the proposed fortim should set clearly defined ijectives and a definite time limit for its
work. Key issues for discussion in the forim might include:

(a)  Nature of capacity shortcomings in some District Councils.

{(b) _ Organisational models for District Couricils (eg. intemal technical capacity;
limited core capacity with contracted technicat capacity).

(¢}  Lessons from District Cotincils that have imﬁleménted particular organisational
models.
(d)  Relationships with Magaties Water. -

The appropriate local govemlﬁent'depar’tments should sanction the action plan and
programme, but initial facilitation will be required from DWAF in the North West
Province and \qumalanga District Councils stch as Rustenburg and Eastern Gauteng,

- and Magalies Water.

Conimunity Institution Building Programine

Problem

The evaluahon of Third Tier capacity in the Study Arca suggests that there are

communities (cspec:ally in the rural areas) that have cumulative capacity problcms In’

‘essence, they lack intemal capacity to plan and 1mplement water and sanitation services,

and they have limited access to external support (for example in areas falling under-the
jurisdiction of the Eastern District Council). In some of the cases examined under the
situational analysis, additional disadvantages related to tension among elected officials and
LWC and LRDC structures, or simply to stagnation of LWCs and LRDCs.

The “marginal” cmnmunitics idenliﬁcd may weU fall under the umbrella of capacity
building and coordination initiatives such as area forums and infrastrictural support
programmes, but these are not uniform in coverage. The challenge is to ensure that the
vulnerable communities concermed do not fall between stools; to build generative capacity
which will enable them to identily and tap the Tesources available, and to set in mouon
processes of self-sustammg planning and institutional development,

Action Plan

Ideally, a' community institution building programme for the mostdisadvantaged
communitics should reside under a District Council. However, it is largely because of the

" patchiness of DC capacity that such an initiative is necessary. Hence the managemem

dl!emma is to find an appropriate champxon for the programmc

The proposed Dtsmct Councﬂ Forum might be a smtable vehlcle because it allows
District Councils to _share ideas and, where possible, capacily. Whll_st _sonm_of the District -
Councils have limited organisational aiid technical capacity, they do have the advantage
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of an' elected Council “with representatives from sub-dislri_cls within Council areas of
jurisdiction. ~These representatives should be able to assist in the identification of
vulnerable communitics, and to facilitate interaction with them.

Initiatives falling under the ambit of a community institution building programme might
be the following:

(3}  Capacity audits in the i_de;itiﬁc_d_commuhities_', especially to determine the role and
pdtential‘of existing structures like LWCs and LRDCs.

(b) Fxploratlon (wnth the commumues and authormes conccmed) of capacity needs.

The analysis presented in Section 4.3.7 suggesls that emphasis might be placed on

planning capacity and firiancial capacity, since the development of these will

enable local officials and communities to engage in sustainable and locally

relevant institutional devcln:)pmcnt The JICA pilot projects (see Chapter 10 of the

Main Report) might provide a vehicle to invéstigate options for the development
" of such generative capatity.

- {c) Design and implementation of an appropriate support programme, incorporating

the possible remobilisation of LRDCs and LWCs, training in planning skills, and
identification of training agents to act in specific areas. These areas might be the
precursor to planning zones such as those established by Rustenburg District

© Council, and an option may be to use pnvate sector facilitators/ trammg co-
ordinators.

{(d) Appropriate use of ava;lable resources, such as Orgamsatlonal Dcvclopment

- Officers (or similarly skilled officials) employed by Magalies Water; DWAF, Rand-
" Water and. possible the larger TLCs such: as Rustenburg, Brits and
Bronkhorbtspru:t ‘ .

- Where poss1blc Dlstnct Counc:ls should flmd coxmnumty umnlutmn bmldmg initiatives
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“in their own areas. Howvever, an objective of self-generating capacity building would be
" that of installing cost recovery processes as soon as possible.

Institutional Support Progranime
Problem.

Participants in the gap analysis process recognised the need for Third Tier institutions to
share resources wherever possible.” In fact a key institutional development theme

' .emergmg from' this study is the lmperalwe of commumcatmn and the exchange of

experiences and capacity.

The policy and strategy recommendatlons reflect thls theme, and outlme a number of
mlllatwes
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4.4.5

(@) Coordination of training and (raining resources through area planning forums and

District Cotineils. -

{t) The posslble establishment of training, service and support cooperatives, possmly

under the auspices of District Councils or area planning forums.

(¢}  Sharing of “best i)r_actic&“ among second and Third Tier actors, again through area
fo'rums and District Cotincils.

@ Jomt development of syslems and key processes such as prepald netering,
effective local accountmg, commumty—based collectmn systems, and local
financing systems for highér levels of service. Area forums and District Councils
were again envisaged as vehicles for such initiatives.

Taking the variable capacity of the District Councils into account, and acknowledging that
area planning forunis themselves have limited coverage and capacity, it is evident that an -
overarching champion is nequrred for the envisaged support networking process. This is
particvlarly necessary if thc process is ta be extended beyond the Study Area.

Aciion Plan

There is no obvious institutional home for the instifutional support programine, but the

facilitation of networking does seem to be an activity well suited to the NGO sector. This
possibility should be explored with existing NGOs such as the Mvula Trust and the
Independent Development Trust.

Training Prbgramnies

The three initiatives out}med above havc irammg implications. 1 able 4-7 suntmarises thc
requlrements for eauh of the lhree support progralmnes
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Table 4-T: Training fle'quircmcht’s for Support Progranimes,

Training Type

Support Implementing Training Provider
Programme Agent
District Council District Council | 1.-Managerial and . Possible training providers are the
Capacity Building | Forum technical training for - private sector, farger District
Progranime corté officials of - Counceils, provincial depariments of
' District Councils Jocal government. f possible,
emphasis should be placed on in-
service training, and exchange
prograinmes between District
Councils,
. Technical training for . Magalies Water has already
DC project managers undertaken to leain former NWWA
and field operatives staff for roles in thé Third Tier.
Somi¢ of these (rained staff might be
usefully deployed in undercapacity
District Councils. Candidates
selected froni this group might
receive additional project
management training from private
sector, or from larger TL.Cs and
DCs.
Comniunity District Council | 1. Training in planning . Private sector, DWAF (in the form
Institution Forum * skiils for local ~ of mentoring and exchange), bigger
Building ' ~officials. - These skills . DCs and TLCs (also on .
Programme -should include exchangebasis). '
" organisational
planning and financial
‘planning,
.. Reinforcement of . Private sector, Magalies Waler,
- planning skiils in * Rand Water, DWAF (possibly on an
“existing LWCs and * exchange basis)
" LRDCs, Particutar
emphasis on technical
and infrastructural
. planning.
Institutional Selected Non- | 1. The ISPisa . Private sector
Suppont Govemnment ~ networking and
Programme Organisation facilitation initiative,

Training might include

projéct evaluation and
communication ©
technology,
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Table 4-5 : Overview of Third Tier Capacity

CAPACITY CAPACITY COMPONENT

ORGANIS, PROC. TECHN, FINANCIAL EXTERNAL
CAPACITY | CAPACITY | CAPACITY | CAPACITY FACTORS

ORGANISATIO)
STRUCTURE

.TG ’

£. FRAMEWORK

INSTALLING
OPERATING.

P

OPERATING

OPERATING.
NING.

INSTALLING

SCPPORT - ACC.
A LEGITIMACY.

“jpLaNNING
INSTALLING

{PLANNING
| PLANNING

. INSTALLING
; OPERA

| MANDATE.

DISTRICT COUNCIL A

DISTRICT COUNCIL B

DISTRICT COUNCIL C

DISTRICT COUNCIL D

TLCA

TLCR

RURAL AUTHORITY A

RURAL AUTHORITY B

RURAL AUTHORITY C

TRIBAL AUTIEORITY A
TRIBAL AUT! IORITY B

LWCA

LWCBE

RDP COMMUNITY A

RDP COMMUNITY B -

NGO A

NGO B

' Legend
Very Low or No Capacity
Intermediate Capacity

Good Capacity
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CHAPTER 5 INSTITUTIONAL DEVELOPMENTS IN THE SECOND TIER
5.1  [Introduction

Figure 5-1 shows the refative scheduling of the unp‘tementahon of activities leading from the
JICA Magalies Study. These are described in more detail in Chapter 8 of the Main Report. Key
points of inote from the table are the: ~

(1 Need to get s:gmf’ cant capacxty in place right from the start of 1mplementahon as all the
major activities commence during the year 1997.

2) Ongomg nature of the lmplementatmn initiatives over almost a twenty year penod
Suslamabihiy is therefore crucial.

(3) Multnd:scnplmary nature of the achwtles which wilt need to be undertaken partlcularly
in the early stages i.e. 1997 to 2002,

52  Instifutional lmphcatio‘ns

Analysis of the above requirements and findings in preceding chapters lead to the folfowing main
overall conclusions about the institutional arrangements which will have to be put in place if the
master plan is to be successfully achieved, Thesé apply to both the implementation and
subsequent operations and maintenance time periods:

'5.2.1  Restructuring within Zones

Existing structures within each zone witl need to undergo sigiificant change. None of the zones
~currently has an approprlate struciure in place to meet the challenges of i mteractmg directly with
commumtles and customers. : :

522 Capacity wilhin Zones

Each of the three zones will require both implementation and O&M ecapacity to 1limiagé the
required. changes, Thns ‘will require appropriate” structures to be set up in each zone (o
accommodate additional resources.

5.2.3 "Thir:d Tier Suppoxt

: ln the absence of 'Ihird Tler capacny MW will riced to be actively-involved i m suppomng
devclopment it the Tier in the interests of securmg long term expansmn of Il s bulk water '
supplies.

5. 2 4 Ne.w F unctlons

MW will' be mvolved ji mgmﬁcamly dnﬂerent toles’ durmg thc period 1997 2015 from its
traditional roles.” This will require a number of new funcllons to be carried out by MW which
are discussed fully in Seclton 5.5
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53  Aliernative Options in Response fo Change Requiremehts

The reqmrcmenls dlscusqed can be addrcssed by appropriate changes within MW. There are two
fundaiméntal options that could apply to implementing changes and cach of these has been
considered by the Siudy Team:

5.3.1 Central Control of Implementation

In termss of this option the whole process of implementation would be directed anid controlled by
the central office of MW ic. from Rustenberg ‘Existing or additional resources would be given”
full responsnbxhty for brinigihg projects to fruition thereafter handing them over to locally based
management {or Third Tier organisations). The time frane for this hand over could be fairly
extended. Characterislics of the centralised option are likely to be:

(l) A functional orientation - (e.g. ﬁnanclai enginecring and human resource
management). '

(2) Integrated project managenient across all the activities being implemented.

(3) Day to day facilities management only at zonie and area level,
5.3.2 Decentralised Control of Implementation
By contrast to the above this option will require the implementation capacity to be located within
the zone (and within areas within the zone.) It has been highlighted that fittlé capacu) currently
- exists in the zones and this option should not be assessed on the ba5|s of existing resources in the
zones. Clearly appropriate resources will néed to be put in place ‘Key characteristics of this

option would be:

(1) Struclures determmed by the ph)sncal processes mfrastmcture and spanal distribution
of comiwunities in the zone rather than functions.

(2) Integration of operations with'in_'lhe”zbne as the focus of stricture rather than
intégration between zones in the whole area. :

(3} More emphasis in structure on the interface with end users.

84 Recommended Structural Framework

* Solutions seldom represent absolute choices between options. In this casc the view of the S!u'dy
-team is that while we belicve a high degree of deceitralisation will best serve the interests of

implementation there are aspccts of ‘centralised control that are also appropriate. Qur
recommended approach belween these two oplions is illustrated in the following diagram:
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Figiire 5-2: Implementing Structure : Conceptual Framework

| Centralised Integrated Decentralised
Centralised and
Decentralised

Overall |
Management and
Co-ordination
Projeet
Manag’émént

Operatmns and
Mainten ance

'54.1  Overall Management and Co-ordination

Key functions needing to be performed will not be 31gn1ﬁcantly affcctcd by lmplementatlon and
- are the normal high level functions of MW:

(]) Strategic planning and management.

| ) Business Hevelopxﬁ_ent.

3) Stake_h‘;lder's' rer'anio.x_s -,

4) Overall acc’:ounti_i_lg:and auditing. -

©) Séi(ihg 'persbnhei'pfolicy.

| (6) .Sclting technical .standards.

These will .cominue 10 'b_c done centrally by MW head office.

5.4.2 Project Mallageii1enl :: |

This is an area where there should be shared responsibility between the central functions and the
operational level in the zones. Key considerations being: :

" (a) The Iearmng expenences whlch can be shared across pro;ects

(b) (,ommon activities which will need to be contracled for across pmJects e.g. soil
m\'esltgallons

(¢) The multidisciplinary nature of the activities.
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Figure §-2: Implementing Struecture : Conceptual Framework

Centralised Integrated Decentralised
Centralised and
Decentralised

Overall
Management and
Co-ordination

Project
Management

Operations and
Maintenance

5.4.1  Overall Management and Co-ordination

Key functions needing to be performed will not be significantly affected by implementation and
are the normatl high level functions of MW

{1) Strategic planning and management.

{2) Business development.

{3) Stakecholders relations

(4) Overall accounting and auditing.

(3) Setting personnel policy.

{6) Setting technical standards.

These will continue to be done centrally by MW head oflice.
542 Project Management

This is an area where there should be shared responsibility between the central functions and the
operational level in the zones. Key considerations being:

(a) The learning experiences which can be shared across projects.

(b) Common activities which will need to be contracted for across projects ¢.g. soil
investigations.

(c) The multidisciplinary nature of the activities.
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(d) Ciose co-ordination with communities involved.
5.4.3 Operations and Maintenance

This is the arca of greatest impact as the proposals and recommendations contained in this
chapter result in significant changes in steucture in the zones. The institutional structures within
the zones will be’ responsible for all aspects of project implémentation and operation and
maintehance of water supply.” Making these changes is the responsibility of MW in the first
instance as the prmmpal player in the study area. To this end the Policy and Strategy options
report niakés the récommendation that MW needs to adjust its structuire to inéet the new detands
of the area. ‘Specific proposals in this regard are the responsibility of MW's management.

5.5  New Functions
5.5.1 Change in Emphasis

‘ The proposed new funchons relate to meelmg two needs the 1mporlance of whlch cannot be over
cmphasmed

- (1) Firstly the smaller water boards depend upon a growing base of bulk customers for

~ long term survival. The very low levet of capacity in the Third Tier means that these

future bulk customers will not emerge unless water boards achvely assist in the
process of developmg their water supply capacnty :

~ (2) Secondly water supply pohcy of DWAF enwsages a folé for watcr"boa-rd in ensurihg
that the overall goals of rectifying the imbalances crcatecl by the prewous govesnment
-are achleved

There still _needfs tobea lot of discussion Bet“‘éch D\VAFf_aﬁd water boards on these new roles.
* The recommendations assume that discussion and future legistation will resolve many of the -
~ outstanding issues and thaf structures should therefore be based on the future vision.

$.5.2 New Functions

The major new functions which will flow from the redefined role for water boards and hence
MW are:

O Bulk Supply Development
 This is the funchbn of developing new bulk markets. It has a long term pe'rspcclive and
while it needs 16 be put in place as soon as possible will only yield results i in a minimum
of five years. Sub-functions of this are:
(a) Slakehdlder engagement : Is the process of interaction with stakeholders to identify

"'needs and opportunities. Also o build up retationships of trust necessary for taking’
: pmJects from inceplion to 1mplcmentat|0n :
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(3)

(b) Development pianmng Is the piocess of co- ofdinated planning which will need to
take place between the Sccond and Third Tiers. This furiction will facilitate the
realisation of RDP principles and White Paper goals.

{c) Organisation development : Is the process of facilitating the development of
leadership, manageinent and operational stnictutes necessary to mobilise Third Tier
institutions which will become supphers of water to communities (and future bulk
custoniets of M W) : :

() Thlrd Tier Support : Will involve detennmlng needs of moblhsed Thlrcl Tier
organisations which can be met by suppoit arrangements with MW Support could
be in the form of training, systems; technology and résources.

- Water Supply Projecis

This is the function concerned with all aspects of brmgmg projects for chIgn throuigh to

“commissioning. While this function cumréntly exits it has an engineering ofientation. In

future certain new sub-functions will add to the scope of this area:

(a) Project structuring : Is the functlon of setting up the necessary matrix structures for -
managing projects so as to ensure the appropriate involvement of stakeholders

" (b) Institutional development : Is the function. of creatmg the necessary’ institutional

infrastructure for operating and maintaining projects. This is essential to ensuring the
sustamablhly of infrastructure created by projects.

©) Trammg Isa sub-l‘uncuon of mshtutlonal development Ail projects create training
needs which must be addressed. it is loglcal that this is an integral part of the pro;ect

delivery process rather than being separate from it.

Within Opera_llons and Mamten'a'nce

Two new sub-functions are proposed:

(a) Tnterim resourcing : This is the function of providing resonrces to other institution or
projects to assist with commissioning or O & M on an interim i.e. non permanent
basis. It may be necessary within zones to assist the Third Tier with getting waler
supplies to communities by providing resources. :

(b) Third Tier support : This is the same function as discussed above. 1t needs to take
place at zone level as well as centrally. :

Changes to Existing[-‘unclions

‘There are a number of areas where functions are alrcady in place bllt will need to be
redefined. MW will nced to look at these in some detail. Obvious areas are:
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(a} Project fihance

(b) Personnel/iR

{c) Ac’:count'ing (¢.g. Debtors systems)
5.6 . Suggested Evolution of Structure
5.6.1 Time Scale

While the penod of the miaster plan is twerity years i.e. from 1997 to 2015. It is appropnate for
the purpose of structure to considet two larget date periods:

(1) A Setup 'and operauonallsallon phase spanning the years 1997 to 2002.

(2) A full operational phase where O & M needs comes to the fore, spanning the years
2003 10 2015.

In the former pcnod asssstance to the Thtrd Tier will bé pamcularly important,
~ 5.6.2 Development Phase : 1997 - 2002

; Proposed functional structure for this phase is shown in Figure 5 3. The purpose ot this proposal
is 1o show how the structural framework (cenlra!lsattom'decenlrahsanon) and the new functions
* can be acconimodated. A brief description of this structure is as foltows;

(1) The split of the O & M function into three accordmg to the zolies propOSed in the
master plan “Currently there is only a western and castern zone

(2) lncorporauon of the new functions \wlhm the zone slmcturcs Intcnm resourci ng and
Thzrd Tier support. : '

(3) Incorporation at an overalt level of a new funcnon bemg Bulk Supply Development
‘together with its sub functions. This puls a strong emphasis on the goal of creating
future bulk customers by providing support and development now.

(4) Inctusion w:th thc Water Supply Projects of new sub funcuons to introduce a more
develr:-pmental emphasis to this function,

563 Operaliona!isalion Phase : 2003 - 2015

Proposed funclional structure for this phase is shown in Figure 5-4, Tlus proposal is based on
several assumpllons _ :

(I) hrstly that consnderable progress wd! havc been made in eslabllshmg a process of"
‘stakeholder engagenient and devclopmenl p]annmg It will therefore be possible to
ratmnahse this with the water supply projects function lo creaté a niore économical
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structure arid more integrated long terin approach. This single function is termed
Planning and Development.

(2) Sécondly that the question of the futiire of the castern zone will have been resolved
and it will become part of a future “Highveld Watér Board".

Both the above changes are shown on the revised structure.

Ttis noted that the interim resourcing and-Third Tier support funétions are retained in the zone

stmctUres asitis envrsaged that lhcse will be required fota long time.

It is also noted that in both’ the penods 1997 to 2002 and 2003 to 201 5 the desxgn and

construction of projects is envisaged as being contracted out to local consultants and construcllon _
entities to a significant degree. This will reduce staff and administration costs.

5.7  Training for New Roles

It is clear that the proposed new functions will create many training needs for MW. TheSe will
need fo be assessed in further defail. ‘It is proposed that they can be considered in terms of the
following framework. An initial assessment of training needs is indicated in the Table 5-1.

_ Table 5-1 : Training Asscssment

- | TRA]NING NFFDS
FUNCTIONAL '}-\REA. STAFF WiTHlN M\V o TRAIN!NG PROV]DED IN
: o . L ~. | SUPPORT OF OTHER -
INSTITUTIONS
Administration Function® | - "Industrial Relations Skills - : Budgeung S
Bulk 'Suppl.y Development . - Stakeholder Processes - Pianﬁmg

De\welopniean}anr_aing - ¢+ Feasibility Assessment
_Organis'atio'n Development : :

—— 4

Water Supply Projecis - Institutional Developmem - Project Management
o TE- 0 skills Transfer LT - Management and
' _ o ©_ Supervision . - .
Operations and Maintenance |- 'lnduslual Relations Skx!ls - - " Budgeting
: ‘ - S'qlls Tranéfer . . 1< - Bookkeeping .
b R “Administration” -
- 7-Supervision .
-7 'Technical Skills -

1t is difficult to estimate the amount of training at this stage as this depends on o’rQaniédtional _
structure, numbers of people and their current degree of competency in the areas of training need.
‘Research in South Africa shows that organisations spend 2% to 5% of their turnover on staff
development. Thisislow by inteinational standards allhough needs in South Africa are probably
greater. Needs in the Study Area because of the transition will be very SIgniﬁcam As arough
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~estimate MW should be curtently spending R]".'S'SZ_ m per aninum on training based on national
norms. (R37m tamover x 5%). Training needs in the whole Stidy Area have been estimated at
5% of the retail cost of water which is an amount of R96.9 mitlion.

58  lmplicationsAmplementation

“There are many impliéeitionsfof the proposals discussed in this chapter. These will need to be
discussed in depth in the forum proposed in Séction 3.4.13 of the Main Report which suggests
how the policy and strategy proposals should be taken forward. In particular it is noted that:

(1)  These proposais will frre'p'rése_'m an investment by MW in staffing to provide for the
functions needed to ensue the development of future bulk customers. MW’s board will
“niced to consider the pros and cons of this required commitments.

2 If DWAF want water boards to play an expanded role they need to formulate a clear
policy in this regard and not only comimunicate it but support water boaids in the
repositioning they need to go through. '

The proposals in this chapter are the views of the study team formulated after extensive

“consultation. In'that théy inevitably represent a_comp’romiSe between views these proposals will -
either be viewed as controversial or as not going far enough to meet goals. '
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