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Getting started

Water provision to all households in rural and urban areas has been one of the main
developmental strategies of the democratic government since 1994, It continues to be
a key item on the government’s agenda as both a basic human need as well as a route
out of extreme poverty. Increased water provision often reduces the burden of disease
increases community health, improves environmental conditions and creates opportunities
for more effective local economic development. Together these factors contribute to a

more dignitied and sustainable quality ot life tor all South Alricans.

The important and increasingly urgent task of guality water provision is now the mandate
of municipalities. In rural communities where the villages in a single local authority are
often spread out over a large geographic area, local governments tace the significant

challenge of carrving out this mandate etticiently and eftectively

This workbook is designed to assist municipalities to explore ways of managing these
challenges. The one option is through developing community level systems that will
operate and maintain water schemes. The facets of community-managed schemes are

explored in this guide, which is divided into two sections:
Part 1 - Introducing community-managed water schemes
Part 2 - How to establish and support community-managed water schemes

Introducing community-managed water schemes
examines the contribution that community-based
water service providers can make to improve the
lunctioning ol waler service provision. It goes on
to highlight the elements necessary for successiul
community-managed water service operations
and maintenance (O&M). These elements lead
nto a discussion on the relationship between

the Water Service Authority (municipality) and
the Water Service Provider (in this case, the
community-based organisation) and the . dvantages
that this system has for municipalities and for
communities. Throughout this section Reports
from the Community highlight a range o
experiences o communities and municipalities

in implementing such schemes

Making Water Work For Villages: A Handbook for Municipalities
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How to establish and support community-manage d water schemes




Part 1

Introducing community-managed
water schemes

While access to water has increased dramatically since 1994, there are challenges
both old and new, that result in many households and villages not sharing tully in thes
benefits, Installing water provision schemes is considered by some a primarnily technical
service and a once-olt event. However, many muni :p.':]xr s are realising that successiul

water provision must be based on a strongly people-centred development process

People from rural villages are the key factor in maintaining quality service of water
provision. To develop a broader picture of the implications of community-managed
s hemes, this section illll\lll"\ muni l_;-.'iilfll's and water service Provicers w ith

intormaton on

A. Community-based water provision: combining quality service and community
empowerment
B. Legal frameworks guiding municipalities on the establishment of community-

managed water provision

o The challenges to the establishment of community-based O&M of water
provison
D. The benefits of community management: Working towards sustainability

Local and international experience has

4>

shown that community management ol
O&M systems at the lowest appropriate
evel for rural water supply schemes
wcreases the success and sustainabilin
of these schemes. This CXPOTence
shows that a number ol key elements
contribute to successtul community
management ol O&M

¥

\ ]
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J
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A. Community-based water provision: combining
quality service and community empowerment

Elected representatives to local municipalities are very likely to know the villages
and communities under their authority. Many local councillors will have spent
their childhood in these outlying rural settlements. The harsh economic
conditions of these villages are familiar to councillors, as is the strength of
communities to survive such conditions. This familiarity means that councillors
are ideally placed to develop delivery options best suited to these communities.

Community Management

| ‘,\;1'| -'~~;.A‘|; s COommuniiy """Illn‘"-‘ll 'il‘ Nt ¢ O the ( ).\\1:f\'..”l'\"",-r‘
FONISION St !'t‘I'I"\ 1 rL J: \ l? JdUES "\ | »A"lt’ O O STEDs are 'o_-ll., '0'1! 1O estanhish

community management svstem. Once this is completed, the dav-to-day management

O waler PrOVISION IS ( NZOINE: MAaxKIiNg sureé waler 1s as lable 1o con munity H'tg'rlwm
and dealing w ith problems as thev arise. The success of community m inagement

IS Measured in competent rechni al water Provision services as well as social and
CCONOMIC 1actors. such as the extent wh 1 Communities cont 'll"”"L"'lH‘ftl'[lr‘
«cheme .!l‘l'! nartic !i.j"‘ in related decision-mal ng. uUnen this community man 12ement
takes place through Villlage Water C ommuttees (VWS

There are five key elements that should characterise successful community
management:

1. Communities are unique and diverse
&M communih 1anagement o water schemes should be sensitive 10 all stakeholders
in the village. Those operating the scheme should be constantly aware that
communities are groups o men, women and children ot difterent soOCIO-€CoONOM I«
wnd cultural haclk 2ro inds, with onten common. but sometimes also contlicting interests
eas”. It is vital that the voices of ditferent groups in the community are heard s

that dirterent interests intluence the wav WSAs implement and manage the scheme

2
This will allow community members 1o 1ind 10Nt solutions 1o enective and enicient
O&M It 1< oiten din ll! 1OF s ’!"'~- L ROV The share ! NSOy O reside S al '£
grasp the comi lexities of vill 126 relations Has ng management at the lowest Mpropriate
oL e Ol 1 REe leve ensure il S omuplexities hichm 1 under
ective ter Provision CCOEN IS 1 taken wint ) y and

mamitenance o the schemes
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What is a community?
So often the term ‘the community’ is often used to describe 3 group of beneficiaries ’

a settlement of people that live in the same geographic or administrative area. "Community
often implies that the people living in the same area are a 'unit’ and share the same interests
and problems; that they are 3 homogeneous group with similar socio-economic backgrounds
and living conditions. And, importantly, that they will all be equally and unanimously committed
10 the new developments in their village. '

This image is only part of a broader picture. Within a community there are sub-groups and
ndividuals with unique concerns and priorities, and differing interests and ideas of what will
| benefit their village. It is important that the common factors that bind a community together |
‘ are understood. Even more important is that municipalities are aware of how the differences '
between residents may be incorporated into the project to ensure that all voices are heard.
t will also assist planners 1o know the points of conflict in a community so that proactive
| measures may be taken to manage them. This is particularly true when introducing 3 new way l
| of accessing a precious resource such as water. '

—— — e — . — e

2. Involve all stakeholders

While not every member will be directly involved in O&M, the community
management approach encourages each person to take an active interest and
participate at various levels in the setting up and running of the rural water scheme.

Giving stakeholders a voice at the beginning of the project and then regularly through
follow-up and teedback sessions (similar to ward committee interactions) will promote
a continued and active interest in the scheme. This in turn increases the chances of
long-term project success because evervone will feel that they are contributing to
making the scheme successful by ensuring that it continues to provide them with the
type of service they need.

——
| Consultation

This concept is used to mean any interaction between communities and people who are
‘ wanting to impact in some way on a community. Often this process is simply understood as
a compulsory meeting to inform a community about some change that will be taking place
This could include building a factory, school or water scheme. Consultation is too often
viewed as one or two meetings that decision-makers need to get out of the way before going
ahead with their plans

| Effective consultation, on the other hand, is 2 dynamic, ongoing process, It is motivated by

the belief that people know their own communities better than anyone else and that they are
| in the best position to determine what is in their community’s best interest. Consultation ‘
processes offer opportunities to discuss and debate the best solutions for communities and
so ensure their ongoing value for the village. Together decision-makers and community
members can make well-informed decisions and thus implement initiatives that are supported,
realistic and worthwhile for community members. Consultation increases both acceptability
| and accountability.

— —
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By keeping the WSP accountable for providing a good service, the community
members are exerting their basic rights to water and a safe living environment,
lhr(lugh this t'mp()\\o:rinu process they are pulfil‘g democratic values into prachce in
their dailv lives. This in turn may reap positive rewards for development of the village
in general as people will develop an evidence-based belief in their role of active citizens,

The VWC is accountable to both WSA and the village in the way it manages vandalism
unauthorised connections, application of subsidies, how water is used and issues such
as pollution control. Again, it is the proximity of the VWC to the residents that finds it
well-placed 1o engage with these social and administrative aspects of water service
provision.

Reports from the
Community

Makopung Village
Transparency and fairness ensure success

The village of Makopung in Limpopo Province has a population of about 1 000 people in 143
households. The Makopung Water Committee was elected and charged with the task of
improving the water situation in the village.

The project consists of a solar panel system, with a diesel unit for backup. The solar system has
been adapted to allow problems to be easily identified by the operater. The single borehole
driven by a solar system project has been running successfully since 1996. In November 2000
the project received the Mvula Trust Incentive Bonus for successful management of the scheme
and full recovery of the O&M costs.

When asked why their project was so successful. community members, amongst others, said
that “Transparency and fairness are important. During construction everyone earned R15 a
day, including the committee. They changed labourers every 14 days so that all could have a
chance to earn something. Regular reports must be given to the people, who have access to
the books. Budgeting must be done very carefully so as to spend only what one has. The
Induna’s role is taken very seriously. The committee works with him all the time.”

5. Involvement of women
As water and sanitation are traditionally women’s responsibilities, it is important to
ensure that women's voices are heard.

Gender inequality in communities

The way our society is structured is man-centred: more value is placed on what men
say, men are therefore in more leadership positions and as a result men decide on
what is important for communities

In contradiction to this is the fact that when women run projects they tend to be more
accountable and inclusive; projects are more likely meet their objectives and more
people in general benefit, As with breaking down the patterns of separation and
inequality that characterise apartheid structures, breaking down this inequality
between men and women is the main path to creating a just and fair society and
making sure that all stakeholder contributions are valued equally.

Making Water Work For Villages: A Handbook for Municipalities
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Communily management approaches
need 1o be continuousiy aware ot the
potential of programmes to break the
patierns O gender '|«~r:_,‘|ll.'. They
should actively strive 1o include both
men anag women 1IN gecis on-makin 4
and OAM o1 a proiect, Gender
SEenNsibviIl framing ror hoth local
councillors and VWC is vital 1o
ensuring that women are comtortable

making inputs and taking key decisions

s onlv with their unique insights that

I Comprenensive ind balanced

DErsIE Live O |‘;.A¢'f~ JI1MT S 1hons

tor water provision will be achieved

Reporfsfromrhe —————————— e

Community Nhlungwane Village
Continuous payment leads to Cost-recovery

The water project in the village of Nhlungwane Southern KwaZulu-Natal, has baen oper ating
L

ince November 1997. In early 2002 it won the 2002 Water Institute of South Afnca SWSS

s
Excellence in Rural Water Supply Award

Just over four years after commissioning, it is one of two projects in the province known to have
collected more O&M services fees than they have costs |n reflecting on the reasons for
their success, committee and community members ascnbec it to continued payment by the
community, anc opportunities to express concerns through regular community meetings.

The predominantly women-managed committee expraessed a strong sense of ownership of,
and rasponsibility for, the scheme, Key to their involvement has been participation in the

| planning and construction of the scheme, as well as in operating it

I —

Towards achieving community management

The Nove elements are a ( ll'\‘,'l‘. Y'-J_"i""' ontribute o SIS | resHONSIN

1 | ) - ! ’
nc ownership amongst comm umity members tow ards th o L T hese eleme
and the sense o1 '1“(!0‘ they create work together 1o achiove o aualityv, sustainable
COStl-enmicient and ollechive Ccommunity-man _\l*]‘l neMmoes e next Soction hien gNis
ne benells of community managenment g hoth mmunites ana mut ipaithes

These elements may be seen as the foundation for establishing and maintaining
effective rural water provision schemes. Assisting municipalities to implement
community-based schemes are several pieces of legislation. These are explored in
the next section.

Making Water Work For Villages: A Handbook for Municipalities
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B. Legal frameworks guiding municipalities on the
establishment of community-managed water
provision

Water and sanitation provision is now the responsibility of local government.
There is a legislative framework guiding municipalities in developing effective
water provision schemes for their communities, which will be examined briefly
in this section. These laws and policies provide municipalities with a range

of implementation arrangements for managing village-level operations and the
maintenance of rural water schemes. This process is at the heart of developmental
local government.

There are a number of policies and laws that provide a guide tor municipalities in
carrying out their water provision mandate. They include:
e The Water Services Act (No. 108 ol 1997)
¢ The Local Government Municipal Structures Amendment Act (No. 33 of 2000
e The Municipal Structures Act (No 32 ot 2000)
¢ The Division o1 Revenue Act (DORA

In this section each of these will be examined as they relate to setting up and
managing rural water schemes.

Following the demarcation of municipal boundaries in December 2000, many districts
and towns became responsible for remote rural areas previously outside their boundaries,
In many cases the local authority did not always have sufficient expertise, capacity,
and resources to provide efiective and efficient services to these areas. In many cases
this led to uneven service delivery, and in some cases entire rural areas remained
unserviced. In such cases, WSAs need to consider their options for maximising the
extent and quality of service provision

provision

1. The Water Services Act
The Water Services Act provides for the establishment of Water Services
Authorities (WSAs) and gives priority to the provision ol basic services to all,
In terms of this Act, municipalities in their capacity as WSAs must ensure
access to efficient, affordable, economical and sustainable water services for
all people under their junisdiction. They should also make relevant by-laws
and develop local water services development plans. WSAs have the task of

ensuring water provision to households

In providing household water, WSAs imunicipalities) are faced with a choice. They
may either perform the function of Water Service Provision themselves, or they may
contract another organisation to fulfil the tasks of water provision. The Water Service
Provider (WSP) is responsible for the provision of water supply and sanitation services.
In cases where the WSA decides to contract another organisation to fultil the WSP
function, this is called a Municipal Service Partnership (IMSP),

Making Water Work For Villages: A Handbook for Municipalities
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2 Municipal Structures Amendment Act
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3. Municipal Systems Act
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Reports from the

Community The Alfred Nzo District Municipality

Dividing the responsibilities for maintaining water schemes

The community-based WSPs in the Alfred Nzo Municipality are expected to appoint, pay.

and manage their own personnel. Furthermore, they will be responsible for operation and
maintenance of the water infrastructure. This includes carrying out minor repairs to the schemes,
financial management and revenue collection, customer ralations, and conflict resolution

In addition, the Support Services Agent will maintain an active support role to ensure that
contracts and agreements with these external contractors are established and functioning.

For instance, while minor repairs are expected to be carried out by the Water Services Provider,
major repairs will be contracted 1o external engineering services

The WSP will invoice the Support Services Agent for costs incurred on a monthly basis.

The Support Services Agent will then ensure that the money is paic from the District Municipality
into the community (WSP) bank accounts. Thus WSPs are fully responsible for the money in their
bank accounts, for collecting fees from the users, and for paying staff members.

The Division of Revenue Act (DORA)

This Act, which is enacted each vear, determines the division ot nationally
raised revenue from National Government to Provincial and Local Government,
his equitable share is an unconditional grant to local government for providing
basic services to the poor. The amount of equitable share a municipality
receives 1s based on the number of poor households within a particular
municipality. Since water provision competes tor a share ol this grant with
other basic services, it is in the municipality’s interest to make water provision
as cost-effective as possible. DORA also makes provision for other transiers
from national departments to local government to 1acilitate the development

O waler services.

Again, an option for achieving low costs is to contract the management of operations

and maintenance of water schemes to community-based organisations. In small,

stand-alone rural schemes that are often some distance from the municipality’s

C

fice, it makes financial and logistical sense to delegate the day-to-dayv running to
mmunity members

Ma;inq—w.'t:r WoTt F;r Vilages: A Hond;ook—for Mﬁm
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Reports from the
Community

Tarkastad, Eastern Cape
Small financial changes make a huge difference to the poor

n Tsolwane Local Municipality, in and around Tarkastad, free basic water provision for poor
families in the two towns (Tarkastad and Hofmeyer) has been implemented since August 2001
Here the equitable share is only used to pay for free basic water for poor households (whare
no-one in the family is employed). The service charges for the rest of the inhabitants of the
towns have been increased by 10 which adequately covers free basic water to all. The fina
nousehold il Tor pay ng residents has not increasad much. Poor nouUSSN0Igs Nave ther services
subsidised by 95% so that they only pay R3.50 for all services including water. sanitation and
refuse removal. Tsolwane Local Municipality has gone further than most municipalities, and their
wlicy represents a major achievement. Howeaver, thay have not managed to extend these
penefits to any paopie in the rural areas under their junsd.ctior
The Impact of Free Basic Water: Reducing and recovering O&M costs
In luly 2001, National Government initiated its Free Basic Water nolicy. which me
{ (811 s rient tor { )| Ire { Cacl | | "
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In exploring options for establishing community-based WSP, there are a number of
factors that indicate that community-managed projects are beneficial to local or
district councils and to community members themselves. The next section considers
the factors that must be in place for successtul CBO involvement in O&M of
community-managed water provision.

Making Water Work For Villages: A Handbook for Municipalities
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C. The challenges to the establishment of community-
based O&M of water provision

In exploring options for establishing community-based WSPs, there are a number
of factors that indicate that community-managed projects are logistically,
financially, socially and politically beneficial to local or district councils and to
community members themselves. This section highlights some of the challenges
that may face CBOs in the establishment and O&M of community-managed
waler services.

1. Acceptability and accountability of CBOs
Munic p 1lities need to assess whether a particular CBO is acce [)‘.ll'v ¢ or nOt 1o the
community. While some of this information mav be found in CBO) accounting and

ive records, these mav not alwavs be available due to veneral lack ot

administrat
experience at community level, Municipalities should then examine the CB(O)'s
ittairs further by conducting interviews with previous project benehncianes or previous

emplovers

CBOs are highly motivated partners and otten take on responsibilities more eage

local municipal ofticials who have to attend to many other tasks. Municipalities
weed o incorporate institutional capacity-buillding as part of their MSP and more
woadly as local economic development (LED).
\While the bindir g contract between the two partners 1s U e primary legal Iramew irk
for holding each other to account, budget control and justification of spending, regular

progress meetings, and other monitoring tools also ensure CBO accountability to the

WSA

2. Capacity of CBOs

People have rich and in-depth
L\,'Ill\'.l!‘ll;:" of thewr own v l”.i;;-'\
and the wider community in which
thev live. Community members
are otten the most Jware ol interna
village relationships and can make
intormed decisions and plans tor
setting up and running water
schemes. Community arganisations
are in a good position to decide
where to locate tap points most
conveniently and how to ensure

cost-recovery and user pavment

Making Water Work For Villages: A Handbook for Munr‘cif;ahﬁ;s
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Reports from the
Community

Mankotsana Village
Innovative problem-solving

;. Reliability of CBOs
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4. Community management: a continuing process

Establishing a community management system requires careful planning to build a
solid foundation and commitment to sustain the full and continuous participation
of community members. It is not a single event, it is a process that, if successiul,
endures in the community.

Community management is often unpredictable and so may take longer that
anticipated to become fully functioning. This may be frustrating for all stakeholders.
Patience with the process as community members come to grips with new concepts
and information will benefit implementation and maintenance of management in the
long run,

Community members that are more involved in decision-making are likely to attend
to the scheme, and, if they choose services that are above the FBW minimum, be
more willing to pay tor services delivered. These factors directly and positively
influence the success and sustainability of the scheme.

5. CBOs must be acceptable to the community

The idea underlying community management is that the CBO operates in the
interests of the whole community and that this translates into high acceptability
among residents. In practice, making sure that the CBO is in fact “acceptable’ to
the community needs to be carefully negotiated. It is the responsibility of both
the WSA and the community to decide upon the local group and their mandate
to ensure that the needs of both parties will be satisfied.

6. Selecting a CBO WSP

In a quickly changing and often highly politicised climate it is very important for
the WSA to work within the appropriate political structures when selecting a WSP.
Careful assessment of the village will ensure that WSAs work with the appropriate
ward councillor and ward committees, and the traditional leaders. As in any
community management process, involvement of all stakeholders is crucial in
determining which group to work with within a community.

There are two options available to Municipalities for selecting CBOs as WSPs.
o Elections: Communities may select candidates through community meetings
and community elections,
e Tendering: The WSA may also opt for a situation in which different groups
from the community ‘tender’ to become the WSP, and the WSA then selects
the best candidate.

While elections mav seem to be the maore participatory process of the two, groups
tendering are ‘representatives from the community”: they come from and reside in
that community. The most important factor to consider in any selection process is
the level of acceptability of the CBO to the residents; be they elected or selected.

Making Water Work For Villages: A Handbook for Municipalities
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Reports from the
Community The Alfred Nzo District Municipality
Setting up a Water Service Provider

The Support Services Agent (S arried out surveys and assessments in the 33 villages of the
Alfrac \‘713 -_l ’ Da tv 10 determine A nditions related to water use :>‘~.v.\~"!-’ ssues and
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Involvement of traditional authorities

Making Water Work For Villages: A Handbook for Municipalities
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Traditional leaders have been known to play a significant role in addressing problems
and, if necessary, ensuring that solutions are found and implemented. The co-operation
between the VWC and the traditional leader around sensitive village issues (such as
non-payment) will often strengthen the authority of the committee. This co-operation
could be made official by including it in the constitution of the VWC, It is important
to address concerns of traditional leaders regarding the project and their role in it.
Without their backing, project success could be undermined.

Reports from the

Community The Uthukela District Municipality
Working with existing local structures

In the Uthukela District Municipality in KwaZulu-Natal, a system of “Ward Development
Committees” is currently being established. There are formally demarcated Ward Committees
which are the lowest level political structures in local government. The Ward Development
Committees are based largely on these, and will have a number of functional committees
such as roads, water, electricity, and health. Since each ward will have within its borders a
number of izigodi (units roughly based on villages), these functional ward committees will
have to co-operate with structures at izigodi, or village level. Many of the villages currently
have a Village Water Committee. Most likely, these VWCs will have to make way for localised
democratic processes. Individuals that are at present part of the VWCs may stay in place,
but only if they are chosen and accepted through a democratic process.

8. Continued support to the project

Continued and sustained support is one of the most critical aspects in establishing a
successiul community-managed water project. At the time of commissioning a VWC
may be properly functioning, well trained, and very committed yet without continued
support many committees may experience a range of ongoing problems. These may be
caused by changes in personnel, technical problems with the system that are not fixed,

or dissatisfied users.

Continued support has to be built into the process of establishing a community-
managed O&M system. Here a Support Services Agent can play an important role.
The aim of the SSA is to support the community-based WSP.  This agent may be an
organisation or consultant contracted by either the WSA or the village WSP.

Once these factors have been considered and elements for successiul community-
managed projects have been put in place, the village residents will begin to experience
the benefits of managing the scheme for themselves. The next section looks at the
benefits of community management for operating and maintaining rural water
schemes.

The next section looks at the benefits of community management for operating and
maintaining rural water schemes.

Making Water Work For Villages: A Handbook for Municipalities
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D. The benefits of community management:
working towards sustainability

The elements and legislative guidelines above already provide a good idea of
what benefits a community-managed approach has for delivering a quality water
provision scheme and maintaining it in a sustainable way. This section outlines
five benelits to show the specitic advantages of communily management.

Benefits which show specific advantages of community management

1. Effective use of time and capacily

N rural areas are often locat f ipart and ar wea | OOF (jua

2. Ffficiency

Making Water Work For Villages: A Handbook for Municipalities
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4. Enhancing local economic development (LED)

Local economic development is a process of identitving and using local resources

for creating sustainable economic and social development in local and regional areas
to assist in job creation, developing local markets, establishing small medium and

micro enterprises, addressing poverty in local areas and empowering the community

Community management ofters a way ol encouraging community own rship and
through the process of establishing a successiul project or eftective system, community
members strengthen their capacity to make things happen. Once the community
members themselves have established a successiul project this mav lead 1o new
initiatives and plans being undertaken by the community members. In addition, since
the community members have been directly involved in deciding on what services

to put in place and how to operate them, these services are more likely to be designed

to support other productive tasks

5. Sustainability

Sustainability refers to a range of ideas and processes that
aim to implement development plans in ways that benetit
communities in the short-, medium- and long-term while
simultaneously ensuring that the environment and other

resources are nol (:eplvlc-(i in development plans,

As communities will have their own best interests at heart
n any planning and development schemes, they will ensure

that environmental and human sustainability is promoted

lhe unique circumstance of each village needs to be
assessed caretully to help municipalities make appropriate
arrangements tor household water provision. It is intended
that the information provided thus far in the guide will
persuade municipalities to consider the positive option that

community management ofters.

Part 2 of this workbook focuses on the implications for WSAs in setting up and
supporting WSPs. Here the factors that lead to successful and sustainable water
schemes will be explored from a practical perspective.

Making Water Work For Villages: A Handbook for Municipalities
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—_— Part 2

How to establish and support
community-managed water schemes

This part of the manual provides a step-by-step guide to establishing systems in ways
that enhance the capacity of the municipality to deliver more eflective and efficient

sServices

Part 1 provided councillors and officials with information on the potential value of

placing dav-to-day management of water provision in the hands of communit based

organisations, This second part of the book provides municipalities with a practical
puide for setting up lower level tusually lage level) management systems tor the
operation and maintenance of rural water schemes. These practic al steps will also
suggest how the municipalities can boost the technical and administrative capacity
o Um"nl.mt\-l),-_\v-:i organisations nd |||\|(| 1he power for managing water in the

community’s hands.

A successiul project
Before looking at the detail of these steps it is useful to keep in mind the overall
picture or the intended outcome of a community-managed rural water scheme.
A project will be successiul when:
¢ It is delivering an appropriate and equitable level of service in terms ol water
of good quality, sufficient quantity, at affordable prices over a prolonged
period of time.
e |t1is i’)t‘ll‘:,; used by all the v l|].1;"1' resicdents
¢ The system functions well, technically and administratively

¢ It does not have a negative effect on the environment,

Ihis implies that
e Users are satisfied
¢ Operations and Maintenance (O&M) projects are delivering services within
their budgets
¢ That the management of the scheme is institutionalised through a partnership
between a WSA and a WSP.
e There is useful external support (financial, technical and ongoing training

support) when needed

Making Water Work For Villages: A Handbook for Municipalities
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The process for establishing community-managed
water schemes

Outline of each step
Each of the 15 steps that follow contain the following information:

Objective: This is the am of the step for each municipality as they proceed

with developing a community-managed Q&M

Outcome: This is the desired situation once the municipality has implemented

the step

Taking the steps: This offers information on the way to proceed and
components that must be taken Into account In practice
In your municipality: This is a list of ‘what to do” points in order 10 achieve the

desireCc outcome

Notes: Space for readers to make comments for their own use
|
‘e
-

& |
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Preparing the ground

' ’ Planting the crop

Project preparation Implementing the
process .

Step 1: Deciding which villages to ;
target first for community- Step 6: Agreeing to a scope of
based O&M work for the VWCs

Step 2: Assessing village Step 7: Employing staff to
willingness and commitment conduct O&M

Step 3: Budgeting for community- Step 8: Determining technical
managed O&M: money, and managenal training
time and effort needs

Step 4: Assessing existing technical Step 9: Developing a good
and management systems working relationship

Step 5: Establishing a community- between WSAs and
based Water Service WSPs
Provider Step 10: Financial management

and planning
Step 11: Building relationships
between village

resident and the WSP

Watering the crop

Planting a new crop

[

Deciding on future
plans

Maintaining the
Step 14: Evaluating the project project
Step 15: Developing projects in

Step 12: Continued support to
build strong O&M in
villages

Step 13: Monitoring progress

—?

Making Water Work For Villages: A Handbook for Municipalties
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Preparing the ground: Project preparation
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STEP § ,
1 Deciding which villages to target first for community-based O&M

Objective

{ oug { NN | 1 V"!'].\..-i't""

Outcome

Taking the steps

1. Reflecting on the changing relationship between local government, citizens and

waler provision
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2. Criteria tor selecting the villages

In your

municipality... - _‘_ - ]
|
- 3 . Notes ‘
e h e \
|
— DL L .: _. : “ur : ‘
aca { 11 \ |

dy iSO

and o
+ t tab A0e

Now vou can develop a strategy for approaching these villages (Step 2) to find out whether

they are rec ('pfi\c‘ to the idea of local-level O&M.
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STEP

2 Assessing village willingness and commitment

Objective

O ensure that the mmun I willing ) mmitted partner 1in the O&M
[ \
Outcome
\ 100s wil ' nmitt 10 estabiishing partnersnip \w th WSAS fi
| ) on

1. Consult with communities to gauge whether they will find such a management
scheme acceptable

| ¥ ( { co-0rchin | ¢ ! ) 3 1a f )
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Why is consultation important?

The importance of interest and commitment

Forms ot commitment
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In your

municipality...

tator (see the critena
and descnption on page 30

2. Determine the roles and responsibilities
between the municipal offic

councilliors and the facilitator

w

Set up site visits

4. Meet with relevant stakeholders and
village residents

5. Determine the levels of commitment

using the factors that Ingicate

commitment m;;h ghted in this step

Notes
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Facilitating community development: the role of the facilitator
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Once municipalities have gauged the extent to which villages are open and
committed to establishing community-managed water schemes il is necessar

to review the financial requirements ol this process

Making Water Work For Vilages: A Handbook for Municipalities

30




Eaudgoung for community-managed O&M: money, time and effort

Objective
To identify all costs that need to be budgeted ior establishing and running a
community-hased O&M system.

Outcome
The municipality will be aware of the projected costs for establishing and
running a community-based O&M system, and will decide whether community-
based O&M is a viable financial option for the municipality.

Taking he steps cccccccnccnccenecrsnccessssscsasee

Budgeting and financial planning for the setting up and continued support of the
projects is one of the main factors that will determine the sustainability and long-term
success of the project.

1. Initial cost for long-term gain

When the budget for establishing the community-based management structures is out-
lined, it is important to keep in mind that initial financial outlay is usually earned back
easily through the long-term low costs of the O&M system.

e Community-based staif are often employed on a part-time basis and therefore
their salaries or allowances are generally lower than that of regular municipal
staff.

e Problems can be efficiently dealt with, without time delays and travel costs,

especially when spare parts are stored in the village.

Municipalities therefore need to weigh higher initial costs against the long-term lower
running costs, With the general aim of cost-efficiency dominating local governance,
it is evident that this svstem holds benetits for the municipality’s budget.

2. Costs involved
When budgeting for this project, there are three phases of expenditure that need to
form part of planning.

1. Costs of establishing the system

Note these costs are specific to this type of participatory initiative:
Facilitation: either a municipal emplovee or an external facilitator
o Community consultation: site visits, community meetings
Training the WSP committee members and staff members: technical,
administration, book-keeping, management, and conflict resolution
Developing necessary documentation: constitutions, contracts, research
findings and regular reports

Making Water Work For Villages: A Handbook for Municipalities
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2. Costs of running the system
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Determine the financial costs ed
for all three phases of project
nplementation, over a planned
duration
Determine how the establishment of the
community-managed O&M will be
aligned with the |IDP-based water
services development plan and the
fina a plications of this
Determine how the finar M andg tim¢
resources will be allocated from the
overal counc I,LI,’};;"' apita
expenditure as we AS equitable shars
allocations
Get approval from Council for the

expengiture

Note: Steps 7 and B on contract
and 'mancial planning o e

Y re Yv_‘, - . !l', a f
Wi 4 10N &y ) e Deatwe thy
municipaity and the N0 ang the
accountability Jul 10 ensurt
that monies are spent perly
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Assessing existing technical and management systems

Objective

Outcome

Taking the steps

1. An audit of technical and administrative capacities

The questions below highlight the focus areas that will help stakeholders to find out

more about the systems in the village

Questions to ask the current O&M team

y65. A Handbook for Municipalities
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2. ldentifying the gaps

3. Responding to the gaps

In your
municipality...
>
1. To get a sense of the ¢ ent D
conantions, have meetings with Notes
Key pecple In mn nages wn f
associated with loc evel ater
provision
- orginar A0e resigents whi | he
| ahla o ¢ ou at t the quality ©
| vate ! S grvice
| 2. Lock at the challenges and problen
‘ 0 be woven i he ne &M
‘ tiative 10 ¢ ) t old difficulties
|
‘ ire a e
3, Make sur it u formatior
reftully recorg ] tOre sO that
=1 e UsSed 1IN a raview I S
Appoint 12 pers O be resp Dle
fort this task 1s vital 1o bei
1b'e 10 measure € SuCcess 0Of the
roject (see Ster ' \ )

Once there is a clear understanding of the present waler provision situation, the process
can move towards establishing a communilty structure to manage daily operations and

maintenance.
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Implementing the process

Planting the crop:
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STEP NS

oY Establishing a community-based Water Service Provider

Objectives
e To conduct a participatory process that ensures that the CBO has the mandate

Irom the community to pertorm OAaM
e To ensure that the sele e

led to perform its tasks

Outcomes
e CBOs will begin to function as a WSP based on sound training in O&M ai
related ski

e Communities will be supportive of the O&M work of the ( B(

1B B e —— N p———

The process of setting up a communitv-based organisation goes through three phases
e Consultation with the community on the establishment pr WSS
e S¢leCchon procediure
e Establishing a CBO
1. Consultation
Unce the imiia nsultations have been conducted with cor nites wd the
technical and administrative conditions have been assessed, municipalities 1
roceed with plans to establish a communitv-base rganisation to manage the O&M
ol the village water provision. In order to do this in a wayv that promotes democrat
OCesses, 1t 1s important that illage residents give a potent Waler service provideor
he mandate to pertorm OA&M sks on the wha This is likely to be through
community meetings to expose village residents to the idea and practice of community
nanaged O&M
2. Selection
Once residents are 1ully supportive ol the idea of establishing a communitv-manage
cheme, they need 10 participate in the process ol selecting a CBO to do this job

This selection canr take ;'-11-“'1|,.."‘.| wmber of procedures that include
e vlechon Trom roup Of NOMINYeS
e ‘lendering "‘r‘ll;"‘ “WPRressions Of INnteres!

e Choosing an existiing group or commillee

| he selection -'ll‘ll establishment ot a local e vel WWSP 1s a crucial ste o the Process
towards community-ms: 'l.v;ml O&M. Theretore, the tacilhitator co-ordinat ng this
process must De very expenenced ind knowledgeabl Should the 1ac 1atlor not
have the necessary level ol experience, the municipality may call on an experienced

Sunport Services Agent to 1aciiitat this Darti lar Dhase

5
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3. Establishing a Communitv-Based Organisation
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In your

municipality...

1. Assess the conditions in the villages to od Notes:
discover whether it 1s necessary to either
use an existing CBO or establish a new
village water committee,

2. Budget sufficient time for this process,
both for village residents to decide on
the appropriate procedure of selection
and then for the selection of a VWC
itself.

3. Conduct information meetings to
familiarise residents with the procedures
of establishing an O&M VWC

4. Choose the most appropriate procedure
for selection:

Hold elections
- Call for tenders
- Select an existing group

5. Use the facilitator or support agency to
play an impartial role in these selection
procedures as they all involve a high
level of community consultation where
there are likely to be competing interests

6. Choose one Village Water Committee.

7. Assist the VWC to make sure that the
proper organisational requirements are in
place.

8. Develop a constitution and accept it.

| 9. Enter into a contract with the VWC WSP

to provide water linked to a specific

water scheme. [t is not necessary for

VW(Cs to register in terms of the Non-

profit Organigations Act (No. 71 of 1997)

unless they are managing many schemes

and/or very large amounts of money”.

Establishing a VWC and entering into a Municipal Services Partnership is not the end

of the process. There is still a lot that needs to happen, initially and on an ongoing basis

to ensure that water service delivery is optimal in villages. The next steps look at the scope
of work for the new WSP.
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Agreeing to a scope of work for the VWCs
Objective

QOutcome

Taking the steps

e technical O&M the sche

e manavement o !

1. Determining the scope of work

Making Water Work For Villages: A Mandbook for Municipalities
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Ihe Water Services Authority may delegate all or some of the provider functions to
a VWC. The iree basic water policy means that it is highly unlikely that there will
be any tanft collection in the targeted villages. However, if for particular reasons,
such as an unusually high use of water and tariit collection does take place in the
communities, cost recovery and tariff collection may need to be included in the
VW(C's scope of work.

I'he following criteria will guide decisions about the scope of work of the
individual CBO:

e the level of technology r<-r|;.‘n-r! to operate the scheme

e the distance trom a town

e current skills of the members of the VWC

e availability of Support Services Agent to assist the WSP whenever needed.

Preventive maintenance is key to effective O&M. To ensure that the VWCs are
increasingly competent in the early detection of technical and other problems,
regular visits by the Support Services Agent will be essential. This support will
focus on monitoring results, and detecting potential problems earlv on and thus
avoiding time-consuming and costly repairs

Whatever the technical infrastructure and capabilities of the VWC, communities
will require continued support for:

e preventive maintenance

e MaAjor repairs

e svstem rehabilitation

.

future extensions.,

In your

municipality...

-

Determine the particular scope of work
together with the VWC and the
community in general

2. Decide which technical, administrative
and management tasks the VWC will
take on.

- e e s R T M R R R R T T R R R R R W W e

Making Water Work For Vﬁbgcs! A Handbook for Mumm‘paﬂ!n;
a1




STEP
7 Employing staff to conduct O&M

Objective

Qutcomes
= 2

Taking the steps

Who is an emplovee!?

Fair labour practice in the WSP

Making Water Work For Villages: A Handbook for Municipalities
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Who to employ?

The WSP should promote equal opportunities for all people to be emploved. This
means that people who are usually excluded in local communities and villages must
be fairly represented among those that the WSP employs. Women, and people with
disabilities have traditionally been assigned non-paving work in a village situation;
however, their competence and ability should not be restricted and they need to make
up a significant percentage of the total workforce in all levels of operation and maintenance,

What happens when people are not able to work any more?

In cases where employees work for 24 hours a month or more, the WSP has 1o
contribute to the Unemployment Insurance Fund to provide for situations where
employees are not able to continue with their duties, either temporarily (iliness,
maternity,) or permanently (long-term chronic illness), or termination (retrenchment
and some kinds ot dismissal),

Both emplovees and the WSP must make contributions to the Unemployvment
Insurance Fund. To do this, the WSP must register as an emplover with the
Unemployment Insurance Commissioner and then pay in the monthly contributions,
either 10 the South African Revenue Service or the Commissioner. The contribution
to be paid amounts to 2% of the emplovee’s income, 1% is deducted from the
emplovee’s pay and the employer contributes 1%. These amounts can be paid
monthly, quarterly, six-monthly or annually by arrangement with the Commissioner.

Safe working conditions

Part of O&M will include low-level technical operations and minor repairs. To ensure
employee safety, WSPs must ensure a working environment that is safe and without
risk to the health of its employees. Machinery should always be in good working
condition, safety gear (face-masks, gloves, protective shoes and clothing) must be
available and worn when required

Income tax contributions

Employees who earn under R30 000 per vear trom 2003 do not have to pay income
tax. This amount varies from time to time, In the case where emplovees are paid
more than this amount, the human resources officer of the municipality will advise
the WSP on the provisions it must make in terms ol the Income Tax Act, 1962.

What happens should someone sustain an injury or die?

If an employee is injured or contracts an illness resulting trom the performance of
hisher work duties, s/he must be compensated. If the employee dies as a result, this
compensation will go to hisher tamily. The Compensation Commissioner pays this
compensation.

In terms of The Compensation for Occupational Injuries and Diseases Act, 1993
Coida’, the emplover must:

register his emplovees

pay annual contributions

reportl any accidents or illnesses

make the necessary claims in the event of an accident or illness.
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In your

municipality...
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mMm technical and managerial training needs

Objective
To set up a training programme incorporating all the training needs of the new
WSP administrative and technical staft members and contractors to enable
efiective performance.

Outcomes
e VWC members are appropriately equipped to manage a range of tasks and
situations.
e The organisation is well managed and the O&M functions are carried out
effectively
T W UIEIT oo e 40 000 Gorvi i 0 o ok Mg G Sl Nl iy g i i

1. Technical training
For water to be provided to meet village requirements adequately, operations staff must
understand how their village scheme works. They should know:
where the water comes from

- where the main pipes and the reticulation pipes are
The operations staff should be trained to manage the pump that is being used in their
village. They must know how to repair leaks and broken taps and how 1o maintain
soakaways hvgienically. Thev must also be able to read the meters if these are
installed. It is also important that stait know when to call for help.

2. Managerial training
In all situations it is important that VAVCs know what the task involves and are able
to assess whether this is being performed properly. Management can be divided
into social, technical, and financial management. Managers need skills in planning,
organisation, decision-making, co-ordination, control and monitoring so that they
are able to:

e monitor the work of operators

e contract outside expertise and monitor their work

e pay stalf and external contractors

e communicate with local government and other stakeholders such as Support

Services Agents
e facilitate community meetings and community decision-making
e respond to conflicts within the community.

Training to enable VWC managers to perform the above tasks will enhance effective
management to ensure that:
users are satisfied

e users are willing to contribute to the scheme’s functioning
o tariffs are collected where applicable
o conflicts within the community are prevented or resolved.

Making Water Work For Villages: A Handbook for Municipalities
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Who to train?

When does training take place?
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STEP

*Jll Developing a good working relationship between WSAs and WSPs

Objectives
e To examine the contractual relationship between the water services authority
and the water service provider.
e To develop a functioning relationship between WSA and CBO WSP based on
mutual trust, accountability, and continued support.

Outcomes
The WSA and the WSP work well together to deliver effective water provision
services in villages.

Takingthe steps - w e cccccccccnccccccccccccccccccces

The contracts between the WSA and the WSP outlines their relationship and
determines their obligations to each other and the community for the supply and
delivery of water.

1. Contractual agreement
The WSP has the responsibility of managing its contract with the WSA, as well as any
other contracts it may have entered into with, for example, repair contractors or a
services support agency. Likewise, the WSA is responsible to the WSP for meeting
its contractual obligations: bulk water supply, major repairs and financial and other
support. This contract should be simple, 1air and binding in terms of the Water
Services Act to ensure that:
o water services are provided on an efficient, equitable, cost-effective and
sustainable basis
e the terms of the contract are fair and equitable 1o the WSA, the WSP and
consumers the terms comply with the Act.

1.1 The Model Contract

A ‘model contract’ is available from the Department of Water Affairs and Forestry that
provides municipalities as WSAs with a model that should then be amended to suit the
local conditions between specific WSPs and the WSA. While it is not compulsory that
WSAs use this model it is usetul and includes all necessary clauses to ensure water
provision arrangements that are in line with the Act. This model contract has a
number of useful features that will help municipalities to shape the contract to their
needs. To help WSAs there are ‘choices” that appear in bold italics where municipalities
may select the option best suited to their circumstances.

This ‘model contract” should be used as a guide for drawing up a contract that suits
the purposes of the WSA and the WSP. 1t is important that the WSA also consults with
municipal legal experts to make sure that the contract is clear and works in the best
interests of the WSA, the WSP and the village. (See Appendix B for an outline of what
this contract will include.)

Making Water Work For Villages: A Handbook for Municipalities
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1.2 Assumptions of the Model Contract
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2. Developing a good working relationship
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3. Systems and procedures

In order to be successful in carrving out and managing all the above tasks, systems
and working arrangements must be established beforehand, and agreed upon by all
stakeholders. This will ensure that there is a wide acceptance tor the roles and
functions of the project.

Contractual activities (reporting and accounting) should be put into a system that is
practical and useful for both parties. For instance, if the municipality prefers to have
six-weekly or bi-monthly progress meetings in the municipal offices, it should make
sure that this is feasible, and pay for the VWWC-members to travel to the town. So too,
if a WSP decides that it is useful to attach a narrative report along with the financials
at the end of each month, it should make sure that all staff are able to meet this
obligation. If these kinds of procedures do not form the foundation of the relationship
between the WSP and the WSA, the general management of the project will be
disorganised and ultimately fail to deliver a good service to the village.

The involvement of the community should include agreements on:

e Cleaning of the standpipes: who is responsible? does this responsibility
circulate? how often do they get cleaned?

e Consumption patterns: who will open the taps? at what times will the taps be
open? how much water per familv per day?

e Actions to be taken against people who vandalise the standpipes, or who do
not leave the tap-point clean. If penalties or sanctions are to be imposed, the
community has to agree on these beforehand

In your

municipality...

1. Decide on the contract that is realistic / Notes:
and suits the local conditions of the
water service provider.

2. Assign your legal team to draft this
contract; here the ‘model contract’ may
be used as a guide.

3. Make sure that the WSP and the village
in general are satisfied with the
stipulations in this contract.

4. Sign the contract and supply this
information to the provincial and national
authonties.

5. Stick to the agreements in the contract
and renegotiate them if they hinder
effective delivery.

The WSP and the village should now be fully aware of the obligations they have for the
O&M of the water scheme. The WSP will have received training to equip its staff to
perform these functions adequately. An important component that needs a closer
review is financial planning, as this is vital for effective performance of the VWC.

Making Water Work For Villages: A Handbook for Municipalities
49




STEP
10

Financial management and planning

Objective

Outcomes

® | LI P sysie s o " sirive Lo e lrans

Taking the steps

1. Financial planning duties

2. Accessing funds

Making Water Work For Villages: A Handbook for Municipalities
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Another method of financial management is incentive-based. Here the VWC
calculates and agrees to a monthly budget for O&M, which is deposited in the
community bank account at the beginning of every month. The money that remains
at the end of each month is for the VWC WSP to keep and use as they choose (in
consultation with the village residents). It may then be accrued for an emergency

or extension fund, or invested in other community devele pment initiatives.

This system encourages the WSP 1o work as cost-effectively as possible,

It is important that all financial rules, systems and methods of payment that are agreed

upon are transparent, and are understood by all involved. It is especially important
that they are geared towards enabling VWGCs to deliver a good service to the village.

In your

municipality...

1. Decide which method of deposit best % Notes:
suits the financial management skill of
the VWC, along with the O&M duties (this
may alter over time to meet changing
conditions)

2. Ensure that the municipalities have the
capacity to manage the regular and ad
hoc financial requests from the WSP.

3. Train staff if necessary to make sure that
the new demands made of the municipal
financial departments can respond
effectively to these new challenges.

4. Ensure that WSPs (usually key staff) are
sufficiently trained to meet the demands
of financial management

5. Monitor the expenditure of the VWC.,

6. Identity potential problems and address
them promptly to avoid time consuming
and often destructive consequences of
financial mismanagement of the project.

At this point WSPs should begin to function to fully meet the water service provision
needs of their village. The WSA role is now to
e continue to make bulk water available
o maintain good financial oversight of the project
o monitor the progress of the project through building healthy, mutually
respectiul relationships.
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Building relationships between village residents and the WSP

Objectives

. | ¢ vl anved

Outcome

Taking the steps

Making Water Work For Vilages: A Handbook for Municipalities
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In your

municipality...

1. Train the VWC to develop and nurture a
good relationship with residents

nN

Monitor the regularnty and content of
stakeholder meetings (through reviewing
minutes of the meetings, or ward
councillor report-backs)

()

Monitor interactions between the WSP
and the SSA to ensure that community
complants are managed appropnately

1. Listen seriously to complaints and find
' viable solutions that both satisfy the
residents and raise the standard of
service delivery

Making Water Work For Villages: A Handbook for Municipalities
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Watering the crop: Maintaining the project
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E Continued support to build strong O&M in villages

Objective
To establish systems of continued support for the CBO, in order to ensure
sustainability and good functioning of the scheme.

Outcome
A svstem exists to support the WSP and the village as a whole in cases of major
breakdowns, financial or social problems or contlicts, and other emergencies.

TN NSNS cavaccanan onne s o i 5w e o e e

As mentioned betore, support for village level O&M must be ongoing. The extent 1o
which the VWC becomes more competent, and the village receives a regular good
quality service will impact on the expectations of the village and the VWC. Feeling
secure that this service is something upon which they can rely will empower the
village residents to think about more long-term needs and services. This community-
managed approach will help residents realise that they are their own most powerful
agents of change. The improvement in water delivery will have positive consequences
in other areas and broaden individuals” horizons and expectations of what they want
and what they are capable of achieving.

However, no matter how well-prepared and trained the WSP is at the time it takes up
its tasks, it will require continued support. Without structured, reliable support, the
chances of success and sustainability of the community-managed scheme decrease
substantially.

I'he support typically required by a WSP includes
e Operations (technical) mentoring
e Major maintenance
e Major repairs
e Bulk purchasing
e Annual reconciliation of financials

Continued support is focused on pre-determined issues, such as major repairs or
annual reconciliation of the books. A S5A should be appointed to provide this suppon
service. Here too a contractual relationship is entered into where the SSA and the
WSA or WSP will decide:

¢ to whom the SSA is accountable

e the costs of services

e who will pay for what

e time-frames for support delivery

Making Water Work For Villages: A Handbook for Municipalities
55




In your
municipality...

1. Find & table SSA - Notes
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Monitoring progress t

Objective
lo set up a monitoring system that will identify problems quickly and respond
to these betore they become a threat to the sustainability of the community
managed scheme

Outcomes
e A monitoring svstem is in place, with a clear division of responsibility
between VWC WSP, municipality and the SSA.
e Results of monitoring are fed into the process swiftly and serious problems are

averted.,

Takingthe steps - - - - - - - - = = = - e e e

Monitoring is checking, collecting and analysing inlormation about a project to ensure
that it is performing as required. It is an ongoing process that should be an integral

part of the project. Monitoring happens trom project inception through to evaluation

and bevond. It should also happen within every level and between every level with
the aim of optimising resources and ensuring the best possible service delivery.
Eflective monitoring assesses project performance and then takes steps to make sure
that any problems or challenges are managed and resolved; that adaptations to the
objectives and the outcomes are made it necessan and that the WSP makes chanpges

accordingly.

A monitoring team that is made up of stakeholders from the municipality, the WSP and
the SSA should be nominated to conduct regular monitoring of different aspects of the

project, technical, managerial and community relations

1. The scope of monitoring

The things that need to be monitored and reported to the WSA are:
e How much water has been supplied?

How much money has been spent?

How much has the power cost?

Is the supply reliable?

s the water quality acceptable (taste appearance)?

The tirst three will be reported by the VIWWC, and village residents will be in the best

position to report on the last two.

Making Water Work For Villages: A Handbook for Mumclp;lm'cs
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in your

municipality...
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Planting a new crop: Deciding on future plans

The tarmer has been successtul in ?)r:n:; ng the crop 1O
maturity and now it is readyv tor harvest, The farmer
knows that for an even more successful crop, s'he
together with the team ol workers that made the crop a
success will need to retlect on what made the previous
crop successtul. In this process they will dentify what
could have been done differently to ensure an even

higher vield. It is in this process that the farmer will

start to make plans to expand the crop.

So 100, once the project has reached a stage where it has been functioning tor a while
the planners and implementers should develop and then implement a process to
evaluate the project. Once the findings of this evaluation have been shared amongst
the village residents, planners and implementers, they should all have an opportunity
10 express what they believe would improve their own project They should also
reflect on ways that this information could inform the future expansion of the initiative

within current projects and to other villages.

Finally the farmer plants the new crop, on the old land as well as new land, taking the

recommended modifications or improvements into account. Here the project will be

'_‘\:)‘n'ch‘(i 1o include more ‘.IH.L:('\ and lessons leammt from the first \ﬂ';aj,;o,-,\ will muu]d

the plans tor the next set of villages. This will ensure the development of even better

projects, with higher levels of participation, increased time and cost efficiency, regular
.. delivery and swiiter response to O&M problems, and a more productive working

relationship between villages and municipalities,
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Evaluating the project

Objectives

Outcome

Taking the steps

1. The evaluation process

managed O&M sho

nswer the questior
Are municipalities
providing villages with a
good quality, sustainable
level of service through
this approach?

Making Water Work For Villages: A Handbook for Mumnicipakties
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2. The evaluation team

As with monitoring, external people play an important role in evaluation. These people
should have suitable experience in defining policies and institutional framework to
support community-managed water supplies, or those who provided financial support
for such projects. This could include representatives from national and provincial
departments and foreign donor agencies,

3. Information for the evaluation

Evaluation data may be gathered through baseline information collected during the
planning phase (Steps 2 and 4) and may be obtained from both quantitative and
qualitative sources, As mentioned previously, baseline information must be analysed
stored and be easily accessible to users, if it is going to maximise its value, Adequate
filing guidelines are essential for keeping records and other documents. This is vital to
the success of the project, and so additional training to complement filing skills by staff
15 useful. Analysis of this data will allow evaluators to interpret the information and
draw reliable conclusions. These conclusions will then serve as a basis for reflecting on
the project and identifying ways of working more optimally in future projects.

The presentation of information is also important. If the data is presented in a complicated
way, it will be unattractive to a potential user and will diminish the possibility of an
accurate evaluation, thus impacting on future project planning. Potential users may also
need the information in different formats. For example, heads of municipal departments
will need summaries on maintenance performance to update themselves on key areas of
work, whereas others may need an entire report 10 determine the effectiveness of, for
example, training and skills development. When information is fed back to the village,
it should be accessible to people who have varying levels of literacy and education.

in your

municipality...

5. Review the project together with all
relevant external (donors, SSA) and
internal (staff, residents) stakeholders.

# otes:

1. Start thinking about the evaluation
process at the inception of the project,
i.e. at Step 1. This will ensure that
planners and implementers are aware of
the type of data that they need to
constantly collect throughout the project
to inform the evaluation

2. Develop an evaluation process soon after
Step 5 (establishing the VWC) with
criteria for assessing the impact of the
project on the village (i.e. were the aims
of the project met?).

3. Allocate time and resources to evaluate
ongoing support to village water
committees,

4, Establish a process with a facilitator for
vilage residents to express their opinions
of the project

Making Water Work For Villages: A Handbook for Emuxpdmn
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Developing projects in more villages

Objective

[ s ! ' WV Svsle ! \ { JAM

Outcome
Taking the steps
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In your

municipality...
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Enjoying the harvest

In this handbook, municipal councillors and officials have travelled a long route
The journey started with thinking about the advantages for municipalities and
communities of community-managed water schemes, The factors that need to be in
place to secure the positive impact of such projects were explored, before reviewing
and examining more p'.u'tl('.ll aspects of setting up such a project in \||1.1g¢-<

From entering the community and finding out what potential existed for village
residents to manage their own O&M of the water scheme, to developing svstems to
monitor the village level implementation of the projects, the handbook has provided
readers with practical information for establishing such projects.

Throughout this handbook the role of village residents as kev decision-making partners
has been emphasised. This has positive consequences for village residents: increasing
contidence in their own capabilities, and maintaining a process that is resulting in
increased sustainability in their own communities. Equally, the role of municipalities
is central in establishing the project, setting up user-iriendly systems and procedures,
and providing continued support.

Just as the rarmer is always thinking about what can be done to maintain his’her crop
to then get the highest yield, this handbook has also impressed upon readers the value
of taking lessons leamt and feeding these into current and future projects.

Striving to maintain high productivity and vield, through environmentally and
economically sustainable tarming, has many positive results. In the same way, in
villages there are many advantages to developing programmes such as locally managed
water provision that has a long-term vision and is sustainable and cost-efficient

For women, the installation of a more effective water provision scheme will mean that
they know that when they need water it will always be there for them and their house-
holds. In addition, the time that may have been spent collecting water from far-off sources
can now be used more productively. Municipalities should use these opportunities to

meet local economic development goals and boost economic growth in local villages,

For people with HIV and AIDS and their caregivers, the regular water supply and
better sanitation increases chances of prolonging the productive lite of those who are
HIV-positive. It also enables caregivers to offer better, more hygienic care for those
who are chronically ill

For small-scale farmers, there is the reassurance of being able to plan, to plant and know
that irrigation will be possible, and that there is a plan should the water provision fail.

It is hoped that this handbook will serve as a useful and practical tool as municipalities
embark on the journey towards community-managed water service provision in evern
household and village
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Appendix A:
Employment Legislation

Listed below are the relevant ‘employment laws’:

e [he Basic Conditions of Emplovment Act, 1997 (Act No. 75 of 1997);

e The Labour Relations Act, 1995 (Act No. 66 o 1995

e Thet '1‘|||<u!n(-'1! rfll. tv Act, 1998 (Act No. 55 of 1998

e The Une mployment Insurance Act, 2001 (Act No. 63 of 2001);

e The Unemployment Insurance Contributions Act, 2002 (Act No. 4 of 2002

e The Oc upation | Health and Safety Act, 1993 (Act No. 85 of 1993

e The Compensation tor Occupational Injuries and Diseases Act, 1993
ACt No. 130 of 1993

e The Skills Development Act, 1998 (Act No. 97 of 1998

e The Skills Development Levies Act, 1999 (Act No. 9 of 1994); and

e The Income Tax Act, 1962 (Act No. 58 of 1962

Copies of these Acts may be obtained from the Department of Labour and the

]}c_-lnkulnn_"l: ol Finance (South Alncan Revenue Services).
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Appendix B:
Table of Contents from DWAF Model Contract

Section A: Introduction

Section B: Training and Capacity Building Phase

Cl

Section C: Appointment of the CBO WSP

Section D: Responsibilities and rights of the CBO WSP

Section E: Responsibilities and Rights of the WSA

Section F: Breach, Termination And Vis Major
|

Section G: General

Making Water Work For Villages: A Handbook for Municipalities







L~

Making Water Work for Villages

Since 1994, water provision to all households in rural and urban
areas has been one of the main developmental strategies of the
democratic government.

This important and increasingly urgent task of quality water
provision is now the mandate of municipalities. In rural
communities where the villages in a single local authority are often
spread out over a large geographic area, local governments face
the significant challenge of carrying out this mandate efficiently
and effectively.

This workbook is designed to assist municipalities to explore ways
of managing these challenges. The one option is through
developing community-level systems that will operate and
maintain water schemes. The facets of community-managed
schemes are explored in this guide, which is divided into two
sections:

Part 1 - Introducing community-managed water schemes
which examines the contribution that community-based
water service providers can make to improve the
functioning of water service provision; and
How to establish and support community-managed
water schemes which focuses on the practicalities of
establishing community- based operations and
maintenance of water provision in villages.




