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Introduction

Background

The Department of Water Affairs and
Forestry commenced an infrastructure
development programme of consider-
able proportions in 1994 to address
the backlog of services, mainly
amongst rural communities.  The
number of unserved was estimated at
between 12 and 16 million people
without basic water supply and 19 mil-
lion people without sanitation.

There have been four rounds of RDP
funding allocated to the infrastructure
development programme under the
auspices of the government's Recon-
struction and Development Pro-
gramme (the RDP), amounting to R
3.161 billion.  The programme is an
accelerated delivery programme which
aims at meeting the wide spread de-
mand for services as soon as possible.
The mandate given by Cabinet to the
Department of Water Affairs and For-
estry is to meet the needs of 90 % of
the population within a ten year pro-
gramme.  The work has been carried
out in close association with the De-
partment of Constitutional Affairs, the
Provincial governments and local gov-
ernment.  (The constitutional, institu-
tional and legislative framework for
service delivery is explained below.)

A primary concern of the Department
of Water Affairs and Forestry is that
the infrastructure created under the
programme is sustainable.  Interna-
tional and local experience points to
the fact that establishing sustainable
services is very difficult in conditions of
poverty such as is found in South Af-
rica.  These difficulties are exacer-
bated in the context of an accelerated
programme.

The objective of these guidelines
is to strengthen the procedures
of the Department and its agents

so as to ensure that the work
done under the water services

development programme is sus-
tainable.

Status of document

These Guidelines are designed as a
management tool for the Department.

They set out the conceptual framework
and provide specific guidance for sus-
tainable development and support of
water services in South Africa.  The
Guidelines provide the framework for
the activity of the Department, consult-
ants, contractors and local govern-
ment, within the context of the De-
partment’s policy.   The guidelines will
be binding on the agents of the De-
partment and will determine how their
work is undertaken.

During the course of the past two
years a number of guidelines have
been produced by the Department.
The guidelines on sustainability con-
tained in this document should be con-
sidered as an umbrella under which all
other guidelines fall and in the context
of which they should be read.

Scope of document

The document contains the following
sections :-

• The document begins with estab-
lishing an understanding of
sustainability.  This is borne out of
experience both in South Africa
and the broad international devel-
opment world.

• The institutional, legislative and
policy context of South Africa is
then set out which emphasises
that the responsibility for local
service delivery lies with local
government.

• The problem of sustainability has
been highlighted through an
evaluation which the Department
has undertaken of selected proj-
ects which formed part of the ini-
tial infrastructure development
programme.  The findings of this
evaluation are summarised.

• The main contents of the docu-
ment comprise a set of manage-
ment guidelines which draw on
the preceding sections and trans-
late the concepts of sustainability
into specific guidelines.

This document is purposefully written
in an ordinary, non-technical style.

A note on terminology - An
unequivocal context of
empowerment

There are many different contexts to
development in South Africa.  A vo-
cabulary has developed which is con-
tinuously manipulated to meet the par-
ticular needs and perspectives of the
user.  New terminology, coined in an
attempt to avoid misunderstanding and
re-interpretation, inevitably becomes
over-used and miss-used in its turn.
There are many terms and phrases
used in this document which have also
become so widely interpreted that they
now mean different things, depending
on who is using them.  Thus “partici-
pation” means to one person an es-
sential activity in which all participants
are of equal standing, where any deci-
sions made have real results and
where power and responsibilities are
shared.  To another person “participa-
tion” is a necessary evil which must be
carried out with minimum expense and
disruption to existing plans, and is
achieved by holding the prerequisite
meeting, irrespective of the content or
outcome of the meeting.

Short of inventing an entirely new vo-
cabulary, it is important to make clear
at the beginning of this document its
overall tenor and perspective.  All
terms and phrases used in the docu-
ment should be read, therefore, in the
light of the following statement:

Development is a process of social,
economic and human empower-

ment through which ordinary peo-
ple gain a greater control over the
factors which control their lives.  It

is a process where people are at the
centre of their own emancipation

with the support of others.

Understanding
sustainability

A global problem

Sustainability is a problem which faces
all development, in industrialised
countries as well as in the developing
world.  In recent years the debate has
taken on new urgency through the
adoption of Agenda 21 at the Earth
Summit in Rio de Janeiro in June
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1992.  In the global debate
sustainability is considered primarily in
terms of continuing to improve human
well-being, whilst not undermining the
natural resource base on which future
generations will have to depend.

The term “sustainability” in the context
of this document, however, is limited in
its meaning.  It is used not to refer to
the tension between development and
the natural environment, but rather to
refer to the narrow context of service
delivery in the fields of water supply
and sanitation in a developing country
- South Africa.  Maintenance and pro-
tection of the natural resource base
remains a prerequisite for durable
services.

The provision of adequate water sup-
ply and sanitation services to the peo-
ple of the developing world has been
an ongoing quest which has occupied
the minds of development experts and
governments for the past 40 years.
Although a great deal has been done,
enormous amounts of money have
been spent, and Drinking Water Dec-
ades have been proclaimed, coverage
levels remain inadequate.  In recent
years a new trend has been emerging
- throughout the developing world in-
creasing amounts of money are now
being spent on the rehabilitation of
water services which have previously
been installed but which have fallen
into disrepair.

The figures quoted for coverage by
most countries do not usually include
the dereliction rate.   Accurate figures
for dereliction rates are not available.
Rehabilitation is an embarrassment to
most governments as it implies that,
not only did they require assistance to
implement the original project, but they
are not capable of keeping services
going and hence the original invest-
ment has been wasted.

As these very difficult realities come to
light it becomes increasingly clear that
sustainability is an issue to be ad-
dressed at the very beginning of de-
velopment programmes and that if
sustainability is not assured there is
little point in spending the money ex-
cept for very short-term welfare pur-
poses.

South Africa is not immune from these
concerns.  There are very few places
in South Africa where there have been
absolutely no past activities aimed at
providing water - there are a great

many places where there are disused
and derelict water supplies, some of
which have only been build in recent
years, since the 1994 elections, under
the government's Reconstruction and
Development Programme (RDP).

Understanding
sustainability

Introduction

The following comments develop a
framework for understanding
sustainability.  It is based on the hard
realities of success and failure, on both
local and international experience, and
on the urgent necessity to find an-
swers to questions which effect the
everyday lives of millions of people in
South Africa.  The conceptual frame-
work below is presented in generic
terms and then used throughout the
remainder of these guidelines as the
"point of departure".  It has to be put
within the institutional framework as
described by the Constitution and the
new legislation in South Africa, which
is done in the document.  It is not just
"theory" but the foundation on which
the Department of Water Affairs and
Forestry will build in the future to
achieve sustainable development of
water supply and sanitation services
through co-operation with local gov-
ernment and provinces throughout the
country.

Defining sustainability.

At one level sustainability is very sim-
ple.  It is whether or not something
continues to work over time.  For a
water service, this would mean that
water continues to be available for the
period for which it was designed in the
same quantity and at the same quality
as it was designed.  In other words, if a
person can turn the tap in 15 or 20
years time and the water comes out at
the same rate and quality as the day
the scheme was commissioned, then it
is a sustainable supply (provided, of
course, that at some time the scheme
had not become derelict and had to be
completely rehabilitated).

If the water flows then all of the many
elements which are required for
sustainability must have been in place.
There must have been money for re-
curring expenses and for the occa-
sional repair, there must have been
acceptance from the consumers of the

service, the source supplying the
service must have been adequate, the
design must have been properly done
and there must have been sound con-
struction.  These elements include the
following factors:-

• Technical issues,
• Social factors,
• Financial elements,
• The natural environment,
• Durable gender equity and

empowerment, and
• Institutional arrangements.

In search of the "silver bul-
let".

Over the past few decades many
things have been learned about devel-
opment. The learning has generally
taken place in phases when different
factors were "discovered" and champi-
oned.  In the seventies the issue was
appropriate technology.  Arising out of
the scientific advances of the first half
of the century, technology was re-
garded as being the basis of endless
advancement and the solution to de-
velopment.  There was something of a
reaction to technology as the panacea,
particularly as it was often applied in-
appropriately.  This led to the appro-
priate technology, 'small is beautiful'
philosophy.

Then, in the 1980s, it became obvious,
particularly with the passing of the
colonial era and the growing identity of
developing countries (the South), that
'grass-root' communities should be
empowered and made responsible for
the management of their own affairs,
and so community management be-
came very important.  In the nineties
capacity building has been identified
as a critical factor.  There are other
issues which are coming to the fore at
present such as proper financing, po-
litical will and the importance of be-
havioural change, which are also criti-
cally important.

There is a tendency for each one of
these issues to be seen by their pro-
ponents as the answer or the missing
key - the "silver bullet" of development.

The clockwork myth.

Experience has shown that each one
of the issues above are vitally impor-
tant and necessary for sustainable
development, but none of them is suf-
ficient in itself.  Through the years a
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myth has emerged that, if only the right
combination of factors could be put
together at community level,
sustainability could be achieved and a
service such as a water supply could
be set up and would continue to func-
tion without outside involvement.  If all
the parts were assembled correctly -
technical, social, administration etc.,
the project could be wound up like a
clock and would continue to work, by
itself, for the next twenty years.

This is a myth and it develops false
expectations.  It can also be used as
an excuse.  The implementing agent
could say (and this has been said
many times in different forms) that all
the components were put into place - if
the scheme does not work it is the
community's fault, not theirs.  Equally,
the community may say that the
scheme is not working, obviously
something must have been done
wrong at the start.  This is particularly
likely in the light of South Africa’s past
where there has been a long list of
factors mitigating against sustainable
development such as no local gov-
ernments, the “homeland” system,
social and political fragmentation.

No community is an island.

The problem with the clockwork myth
is that it assumes that the "community"
is an island - that it functions on its
own, isolated from the rest of society.
This is clearly not the case in South
Africa or anywhere else.  There are a
host of interconnections between rural
communities and the broader society,
through such social mechanisms as
migrant labour, the influence of urban
drift, education and health systems,
modern communication, and the mass
media such as radio and television.
These create both linkages and ex-
pectations.  There is a constant
movement and mutual influence be-
tween different parts of the whole so-
ciety.  This social flux is an essential
part of development and a key element
of sustainability as it provides the basis
for support to communities.

Service provision - a human
activity.

The clockwork myth also falsely as-
sumes that a service or project can
have a pre-determined 'life' which can
be set up through deterministic proc-
esses and expected to continue to
function on its own.  Services and their

provision certainly have an important
physical and technical element but
their provision, administration and
maintenance depend on complex pro-
cesses of human organisation.  Devel-
opment and sustainability are human
processes - not technical or engineer-
ing processes.  To understand this is
to discover half the solution to the
problem of sustainability.

A helpful although somewhat cynical
view of development is that it is the art
of finding the greatest confluence of
self-interest.  This can, however, be
very helpful when attempting to an-
swer the difficult questions surrounding
sustainability.  Questions of afforda-
bility, for example, can be better un-
derstood from the perspective of a
mother of 5 in a remote rural village
with an absentee husband providing
irregular and inadequate remittances -
is it in her interests to commit herself
to an expense which represents a sig-
nificant proportion of her below-the-
poverty-line income to get water from a
tap when she could continue the back-
breaking task of fetching free water?  If
her interests coincide with those of her
neighbours, there may be grounds for
a successful project.

Identification of such realities as self-
interest assists in the important proc-
ess of gaining a more realistic and
honest perspective on development
and sustainability.  The tendencies to
romanticise development are brought
to a rude awakening with the hard re-
alities of dereliction and failure.  It may
not be easy or even expedient to say
to the poor that they have to pay for
their services but not to tell them is to
ensure that their expectations will be
dashed.  We can be assured that each
person will weigh the merits and costs
and determine their own interests in
the matter.  Ensuring that people can
make these choices from an informed
perspective, and that their decisions
are communicated at the beginning of
a project, could have saved the wast-
age of many millions of Rands on proj-
ects which were not sustainable be-
cause they were not, in the opinion of
the 'beneficiaries', in their best inter-
ests.

The difference between a
service and a project

One of the recurring reasons why
sustainability is often a problem is that
it is not necessarily an objective!  This

happens when the issue is ap-
proached from the perspective of con-
structing a water supply or a sanitation
facility rather than providing a service.
There is a vast difference between the
two approaches - one is an event
whilst the other is an ongoing process.
One provides a once-off product (pipes
in the ground) which is essentially
technical in nature and requires little
human interaction, whilst the other is a
complex process requiring a great deal
of interaction between custom-
ers/consumers, providers, local
authority etc..  One is an end in itself
after which the engineer can say "I've
done my bit" whilst the other is a
means to an end - a perpetuated
benefit to the community.  The project
is in fact just a phase in the process of
service provision.

When water supply and sanitation is
seen as a series of projects where the
construction is the element which en-
joys most of the attention, rather than
the provision of a service, then it is
hardly surprising that the projects are
unsustainable.  A service includes the
initial construction phase but is primar-
ily an ongoing business of supplying
(selling) water to consumers (custom-
ers) over a long period of time.

Thresholds for sustainable
services

To establish and run a service a num-
ber of activities are required such as
the collection of revenue, administra-
tion, technical operation, maintenance
and governance.  Skills are required to
undertake these activities effectively,
in order to keep the service running.  If
there are insufficient skills in any par-
ticular area it can have disastrous ef-
fects on the entire service.  For exam-
ple if the administration (bookkeeping,
accurate billing, payment of wages
etc.) is not adequate, the technical
staff may not be paid resulting in the
system not being maintained and
customer dissatisfaction, payment
resistance and finally the collapse of
the service.

The minimum levels of skills which are
required to keep a service functional,
could be regarded as a series of
thresholds which, if breached, could
result in the failure of the service.
Thresholds do not only exist in terms
of skills but also in areas such as pub-
lic awareness and opinion, the wealth
of the community and their ongoing
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ability to pay for the services, social
conflict and other areas.

Critical support

Even if the various thresholds are es-
tablished initially and exist at the
commencement of the service, con-
trary to the clockwork myth, they will
not last.  Pumps will inevitably break
down; trained, capable people move
on; conflicts arise.  A fundamental
element of sustainability is the support
which a community or local govern-
ment can expect from outside of itself.
The support infrastructure, and the
capacity of that structure to perform its
function of support, is critical to
sustainability.  A village level scheme
will require support from the District,
and, in similar fashion, the District will
require support from the provincial
structure etc. etc.

Thus, in order to ensure sustainable
services at village level, effort and at-
tention needs to be put into the full
range of support institutions.  This is
another reason why the project ap-
proach seldom results in sustainable
development.  If the support structure
is not built, with its own sustainability
thresholds, the separate projects will
not be able to regenerate themselves
and will fall into dereliction.

It is important that the support is de-
rived from the appropriate source.  It
has been proven throughout the de-
veloping world that it is not possible for
a central government to support the
local level directly.  The lines of com-
munication and accountability are too
long.

Relationship between the
village and the nation

Given that sustainability involves fac-
tors that go beyond individual commu-
nities, and given that communities are
not islands in the broader society, it is
reasonable to expect that there is a
relationship between the viability of
village level functions and the health of
the broader society.  If the nation can
sustain, for example, a sound educa-
tion system, then this will affect the
skills available to run local services.  If
the country has high employment rates
at reasonable wage scales then there
will generally be improved affordability
for village level services.  In fact it is
unreasonable to expect that village

level services will be sustainable in a
country with a weak economy, corrup-
tion, conflict or other problems.

South Africa presents an interesting
example.  “Sustainable” services have
been provided for many years in the
"first world" sector of the country - in
the larger cities and in the rural towns.
These are places with viable local
economies which are integrated into
the national economy which has gen-
erally been healthy and growing, albeit
that their wealth was created at the
expense of the majority, through their
exploitation.  However, in the "third
world" sector which, because of 'sepa-
rate development' and other policies of
the past, was constrained from devel-
oping, the situation is very different.
There is large scale poverty, not only
in monetary terms but also in terms of
education, health and local services.  It
has proven to be very difficult to estab-
lish sustainable services, even of the
most basic standards, in the midst of
this poverty.  Sustainability at local
level in South Africa therefore de-
pends, to a degree, on macro policy
issues related to the integration of
South Africa's economy, economic
growth and the success of national
policies in areas such as education
and health care.

The two essential "phases"
of sustainability

There are two important phases in the
provision of services which are critical
to sustainability.  These are the initia-
tion phase and the ongoing phase.

The initiation phase is the establish-
ment of the service, from the recogni-
tion that a service is needed, through
the articulation of a demand, the plan-
ning of the service, the design and
construction of the physical infrastruc-
ture, the establishment of the institu-
tional framework, and the initial com-
missioning.

The ongoing phase is the rest of the
service's life.  It includes operating the
services to the satisfaction of the con-
sumers, collecting revenue, mainte-
nance of the infrastructure, administra-
tion, and all of the other day-to-day
activities.  It is a much more difficult
phase to succeed in than the initiation
phase.

Because service provision is essen-
tially a process of human organisation

and the use of technology to the bene-
fit of society it must be expected that
things will go wrong during the ongoing
phase.  The key is to ensure that the
conditions exist to re-establish the
required thresholds and to regenerate
the service without it falling into dere-
liction and needing to be completely
rehabilitated.  The preferred terminol-
ogy for the ongoing phase is the "Con-
tinuation" phase.

In terms of sustainability, there are
activities which can be done or which
can be omitted in both the Initiation
and the Continuation phases which will
either promote sustainability or miti-
gate against it.  A great deal of effort
has been invested in getting the Initia-
tion phase of service provision right -
demand driven development, capacity
building, community awareness, proj-
ect initiation, the development of Key
Performance Indicators etc.  By com-
parison very little thought has been
given to the Continuation phase.

It is very difficult, if not impossible, to
extrapolate whether or not the activi-
ties undertaken during the Initiation
phase will result in long term
sustainability.  Certainly there are a
number of incorrect things which can
be done or correct things which can be
omitted which will mean that the serv-
ice has no chance of succeeding from
the beginning, but to attempt to ex-
trapolate into the future is to assume
too deterministic an approach.  Per-
haps it is an indication that the clock-
work myth is still adhered to.  If proper
attention were given to the Continua-
tion phase it would not be necessary to
try to build into the Initiation phase all
the requirements for the service to
continue to function for the rest of its
design life without any support.

The key to sustainability in the Con-
tinuation phase is the support system
which should be in existence through
the institutional arrangement of local
government, District Councils, Provin-
cial Government and the National
Government.  It is clear therefore that
if "projects" are to survive and real
services are to be delivered, equal if
not more attention, investment and
expertise needs to be targeted at en-
suring that the institutional support
systems are established and have the
capacity to perform their functions.
The clockwork myth applies to each
institutional layer - it is not reasonable
to assume that a District Council, for
example, can be set up and will con-
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tinue to function over the years without
support.

Conclusion - a South African
definition of sustainability

The above comments provide a con-
ceptual framework for understanding
sustainability.  The primary objective of
the Department of Water Affairs and
Forestry is sustainable service delivery
at local level. The purpose of these
guidelines is to identify the factors
which will promote sustainability in
both the Initiation and the Continuation
phases of service provision. Because
development and service provision are
primarily human processes, however,
the debate about sustainability and
best practice will continue.

South African context

Sector development in
South Africa

During the apartheid years, under the
policy of “separate development”, the
majority of South Africans were left to
fend for themselves with regards to
water services.  This resulted in an
estimated 16 to 19 million people be-
ing without formal water supplies and
21 million people being without sanita-
tion.  The Department of Water Affairs
and Forestry did not have the mandate
to provide water services.

After the elections of 1994, the De-
partment of Water Affairs and Forestry
received the mandate to address the
issue.  Legislation was amended em-
powering and requiring the department
to intervene and enabling other institu-
tions such as water boards to provide
services directly to consumers.  The
constitutional and legislative environ-
ment was also developed for repre-
sentative local government to be es-
tablished throughout the country, with
the constitutional responsibility for lo-
cal service provision.  The lack of ca-
pacity in local government, however,
required that support for the function of
service provision be provided by cen-
tral government through the Depart-
ment of Water Affairs and Forestry.

The water services sector, including
the public sector (central and local
government) and the private sector
(consultants, contractors and suppli-
ers) were not generally prepared for

the demands for local service provi-
sion.  This is both from the perspective
of the capacity to function on the scale
required to begin to meet the demand,
and from the perspective of the type of
work required at local level in generally
impoverished communities.  This is a
very different environment from work-
ing with established municipalities
where the engineers are working with
expert clients.  A considerable reori-
entation of perspective, approach and
ethos was required and is still required
to undertake successful and sustain-
able service delivery.

Substantial work has been done since
the 1994 elections in four RDP rounds
which has resulted in over 1 million
people being supplied with water
services.  The rate of service delivery,
however, is still below expectation with
only some 30 - 40 % of the budgets
allocated to the Department of Water
Affairs and Forestry being able to be
spent.  At the current rate of delivery,
although over a million people have
been supplied with services, it will take
an extrapolated 60 years to reach the
target of universal coverage.  With
expected population growth resulting
in a doubling of population every 20
years it is clear that, at the current rate
of delivery, universal coverage will
never be achieved - in fact the number
of unserved remains on the increase.
It is for this reason that the Minister is
calling for an acceleration of the rate of
delivery.  Accelerated rate of delivery
implies increasing the volume of work
being undertaken, not increasing the
speed with which projects are imple-
mented which would sacrifice
sustainability.

It is one thing to engage in service
delivery and to accelerate the pace of
delivery - it is another thing to ensure
that the services are sustainable and
continue to deliver over time.  In recent
evaluation exercises it has been
shown that a considerable number of
projects undertaken in the early stages
of the Department’s mandate to de-
velop services have encountered diffi-
culties and have proven not to be
sustainable.

Existing policy framework

The primary policy of the Department
which has driven the water supply and
sanitation development programme is
the November 1994 White Paper on
Water Supply and Sanitation Policy.  In
the foreword of the White Paper the

statement is made that “the last word
in policy is never written”, reinforcing
the fact that, with new developments
and increased experience, policy
needs to be dynamic and able to be
amended over time.  Whilst the 1994
White Paper remains the basic policy
document of the Department, new
aspects and refinements of policy are
included in a number of papers and
documents produced by the Depart-
ment particularly the annual Business
Plans.  Whilst the 1997 National Water
Policy White Paper of the Department
is primarily aimed policy relating to
water resource management, it in-
cludes a number of elements of im-
portance to water services provision.

The basis of government policy re-
garding water service as set out in the
November 1994 White Paper on Water
Supply and Sanitation Policy is that
water services provision should be a
locally driven process which involves
the community and all stakeholders in
the process :

The principles on which the policy is
based are as follows :-

• Development should be demand
driven and community based;

• Basic services are a human right;
• “Some for all” rather than “all for

some”;
• Equitable regional allocation of

development resources;
• Water has economic value;
• The user pays;
• Integrated development (ie water

and sanitation service delivery
must form part of socio-economic
development as a whole.);

• Environmental integrity.

In terms of sustainability, these princi-
ples are extremely important and have
not changed.  It is one thing, however,
to write policy which is sound and
based on a wealth of local and inter-
national experience - it is quite another
thing to apply it in practice, especially
in the face of pressing social, political
and economic realities.

Water services provision is a local
government responsibility.  It is there-
fore, very important to consider not
only the development of water related
policy but also developments in local
government policy.  The publication of
the White Paper on local government
policy in 1998 is very important.  The
processes which are being engaged in
to implement the local government
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policy and to implement the Water
Services Act must be coordinated.

Constitutional framework

The Constitution is critical to the
framework of the provision of services
for two reasons.  It sets out the rights
and obligations of the individual and
the government with regards to basic
water supply and it sets out the broad
institutional framework for service pro-
vision.

The Bill of Rights of the Constitution of
South Africa provides for the rights of
everyone to a healthy environment.
The Constitution specifically guaran-
tees the rights of all people to access
“sufficient water and food”.

The Constitution also provides for the
division of functions and responsibili-
ties for the three spheres of govern-
ment at National, Provincial and Local
levels.  Local Government is clearly
responsible for the provision of local
services to consumers resident within
their areas of jurisdiction.  National
government is responsible for estab-
lishing norms and standards for serv-
ice provision and for support of provin-
cial and local government.  In the
event of another sphere of government
being unable to perform its functions,
the national government is empowered
by the Constitution to undertake such
functions.  It is on this basis that the
Department of Water Affairs and For-
estry is engaged in the provision of
water services at local level.

Legislative framework

As in most areas of life in South Africa
since the elections of 1994, there has
been a need to review the legislation
regarding water in the country.  Begin-
ning in 1994, a process of legislative
review was undertaken by the Minister
of Water Affairs and Forestry.  Two
bodies of legislation have been or are
in the process of being prepared.  The
first is the Water Services Act (Act 108
of 1997) and the other is the National
Water Bill which is in the process of
preparation.

Services provision by local govern-
ment is subject to a variety of legisla-
tion the most important of which is the
Local Government Transition Act.  One
of the most important related aspects
of this Act is the requirement for local
governments to prepare an Integrated

Development Plan.  The Act also gov-
erns how local government must han-
dle financial affairs and administration.

The Water Services Act sets out the
norms and standards for water serv-
ices in the country.  The Act requires
several activities to be carried out by
the water services authority or its
agent including the preparation of a
water services development plan.  The
Act also sets out the institutional
framework for the provision of services
which is discussed below.

The Water Services Act requires ac-
tion from the Department of Water
Affairs and Forestry which is substan-
tially beyond the infrastructure devel-
opment programme with which the
Department has been active over the
past three years.  The Act requires the
Department to undertake a monitoring
and evaluation function of all water
services wherever they are provided
throughout the country.  This is an
important element as it provides a le-
gal mandate for the Department to
ensure the sustainability of services to
all customers.

Institutional framework

The institutional framework of water
services in South Africa is set out in
the Water Services Act (Act 108 of
1997).

The Act contains a number of defini-
tions of institutions which are summa-
rised below.  (The text in italics is
quoted directly from the Water Serv-
ices Act.)

"Water Service Authority" means any
municipality responsible for ensuring
access to water services.  In other
words, a water service authority is
local government.  This is in accor-
dance with the Constitution which
sets out that local government is re-
sponsible for service delivery.

"Water Services Provider" means
any person who provides water
services to consumers, but does not
include a water services intermedi-
ary.  A water services provider is
therefore any person, organisation or
company which actually supplies
water.  It may be the water services
authority itself (i.e. the  local gov-
ernment) or any organisation ap-
pointed by it.

"Water Services Intermediary"
means any person who is obliged to
provide water services to another in
terms of a contract where the obliga-
tion to provide water services is inci-
dental to the main object of that con-
tract.  This is an organisation which
performs the function of a water
service provider as an extra function
to its normal or main activity.  An ex-
ample would be a mine which pro-
vide water to residents in the area
surrounding the mine.

Water Service Committee. A water
service committee is a body which
acts as a water service provider
when the water service authority is
unable to exercise its duties.  A wa-
ter services committee may not be
established if the water services
authority is "willing and able" to pro-
vide services effectively in an area.
It must be dis-established when the
relevant water service authority is in
a position to exercise its functions. A
village water committee in a rural
area without effective local govern-
ment would fall under this category.

Water Boards.  The primary function
of a water board is to supply treated
water in bulk to water service
authorities (or water service provid-
ers, as the case may be.), although
they can also function as service
providers and supply water direct to
consumers in some instances.

Private Sector involvement in the
sector is provided for within the Act,
within a framework of regulation to
protect the public interest, particu-
larly as water services are monopo-
listic in nature.

The following table (Table 1) describes
the main elements of the institutional
structure and the bodies responsible
for different functions.  (Items marked
with an * are interim arrangements.
Note that some of the descriptions or
functions may change as the writing of
the National Water Bill is finalised.)
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Sustainability issues in
South Africa

Introduction

Since the establishment of the infra-
structure development programme by
the Department, a great deal of work

has been done and many lessons
have been learned.  In particular the
tension between accelerated delivery
and sustainability has been a source of
learning.  It has become clear that
there are problems with sustainability
"on the ground" and that some projects
which have relatively recently been
completed are not functioning properly.
In order to learn and document the
experiences of past projects an
evaluation project was undertaken.
The project and its conclusions are

described briefly below in the form of
extracts from the executive summary
of Synthesis Report on the evaluation
project.

Evaluation project

In 1997 the Department of Water Af-
fairs and Forestry commissioned an
external evaluation of the Community
Water Supply and Sanitation Pro-
gramme (CWSSP), selecting 3 water
supply Presidential Lead Projects,

TABLE 1

Water Use or Function

(WHAT)

Area

(WHERE)

Institution

(WHO)

Responsibility

(HOW)

National DWAF
§ Conservation & protection of

resource
§ Allocation / licensing
§ Large scale water works
§ Promotion and regulator of

“best practice”
§ Co-ordinator of water re-

source management institu-
tions

§ Monitoring and enforcement
§ Emergency intervention &

safety

Regional DWAF: Regional Office § Delegated responsibility

Water Resource Manage-
ment

Catchment DWAF: Regional Office

Catchment Management
Agency

§ Delegated responsibility

General DWAF
§ Norms and Standards
§ Regulator
§ Monitoring
§ Revenue collection

Inter – catchment (transfers)

Regional

DWAF

Water Boards

§ Extraction
§ Storage (Dams)
§ Transfer (pipes and pumps)

Bulk Water Supply

Raw water (untreated)

Treated water
Regional Water Boards

Water Service Authority
Water Service Provider
DWAF *

§ Extraction & storage
§ Transfer
§ Treatment
§ Storage of treated water

General DWAF
§ Norms and Standards
§ Regulator
§ Monitoring

Water Reticulation to end-
users

§ Domestic supplies
§ Industry & mining
§ Public facilities
§ etc

Municipalities
Rural Districts
Rural villages / settlements

Water Service Authority
Water Service Provider

Private sector
BOTT

Water Service Intermediary
Water Service Committee
Water Board *
DWAF *
ad hoc Committee*

§ Treated water provision (di-
rect or purchased)

§ Storage
§ Reticulation
§ Revenue collection and ad-

ministration
§ O&M



Sustainability Management Guidelines for Water Supply in Developing Communities

Prepared for Department of Water Affairs and Forestry, South Africa

funded under the first tranche of RDP
funding (RDP1).  The selected projects
reflect a range of the socio-economic
circumstances that are the legacy of
apartheid:

• Winterveldt, a large (population
223,000) in part densely-settled,
peri-urban administrative area in
the North West Province, the ma-
jority of the population being ten-
ants or squatters on small-
holdings;

• Shemula, a region with a medium-
sized population (48,000), dis-
persed in largely traditional rural
villages in KwaZulu-Natal;

• Kgobokwane, a single, densely-
populated settlement of 12,000 in
Mpumalanga.

The overall objectives of the evaluation
were, through an empirical and partici-
patory assessment, to:

• Review progress made towards the
achieving the objectives of
CWSSP.

• Identify lessons which could be
learnt to enhance the implementa-
tion of future Programme activities.

The evaluation was managed by a
Steering Committee comprising repre-
sentatives DWAF, the Mvula Trust, the
Development Bank of Southern Africa,
Palmer Development Group and
ACER (Africa) over a 7 month period
from March to October, 1997.  Detailed
studies, using a variety of methodolo-
gies, were undertaken by specialist
teams to assess different project as-
pects:

• Community impact and community
management

• Project management

• Technical aspects

• Financial aspects

• Training

• Environmental considerations, and

• Environmental health impacts.

Evaluation conclusions

There exists a gap between the well
articulated and highly regarded poli-
cies in the Department ‘s macro-policy
stance and their practical interpretation
and implementation.  This evaluation
demonstrates that profound and ambi-
tious concepts such as a commitment
to equitable, demand-driven, commu-
nity-based approaches, a practical
recognition of the economic value of
water, user payment, integrated devel-
opment, and environmental integrity
are not always being successfully im-
plemented in practice.

It is early in the life of the CWSSP and
there is much to suggest that from the
forward-looking and delivery-focused
management approach, new re-
sponses to problems will be found.
But the evidence from these early
evaluated projects suggests that seri-
ous problems may lie ahead if the De-
partment does not modify key aspects
of its micro-policies and project imple-
mentation procedures.

The evaluated projects in practice ap-
pear expensive relative to the available
resources and this is questioned in
relation to the “some for all” principle.
In many respects these projects have
been implemented emphasising water
provision as a social, political and
(sometimes) free good, have achieved
limited effective local-level manage-
ment capacity, and have not been im-
plemented with adequate reference to
environmental risks or the maximisa-
tion of potential environmental health
benefits. Concentrated ongoing atten-
tion is needed or they are likely to go
the way of many previous water
schemes and enter a cycle of lack of
local will and capacity to manage the
service, the blossoming of illegal con-
nections, non-collection and non-
payment for running the supply and
collapse of the service.

Policy and guidelines
for sustainable devel-
opment

Introduction

The following sections set out the pol-
icy of the Department of Water Affairs
and Forestry on a number of specific
issues which have been identified as
key factors in the attainment of

sustainability and critical issues en-
countered in practice.  The issues
have been identified through the expe-
rience of the Department in the course
of its work and through the evaluation
of past projects.  The policy is ex-
pressed in terms of the conceptual
framework for the achievement of
sustainability as set out in the begin-
ning of this document.  Each issue is
introduced together with a brief state-
ment of the problem, the policy posi-
tion of the Department and the activi-
ties which are required of the various
stakeholders in order to ensure sus-
tainable service provision.  Each issue
will be specifically addressed in terms
of the two essential phases of
sustainability - the Initiation phase and
the Continuation phase.

The objective of these guidelines is to
introduce best practice for the activities
of the Department of Water Affairs and
Forestry and its agents.  The Depart-
ment is not in a position to determine
the activities of other spheres of gov-
ernment or other government depart-
ments beyond in those areas where it
is empowered to do so by the Consti-
tution as discussed above.  In the field
of the provision of water services (wa-
ter supply and sanitation) these areas
are addressed in the Water Services
Act.  These guidelines are com-
mended to other government depart-
ments and other spheres of govern-
ment, however, for consideration in
regard to their activities in the interests
of co-operative government and best
practice.

The issues to be addressed are as
follows:

• Sustainability as the primary man-
agement objective

• Focus on the consumer/customer
• Identification and support of the

Service Provider
• Support for the Service Author-

ity/local government
• Planning and pre-project ar-

rangements
• Resource allocation and project

identification
• Financial arrangements and proj-

ect financing
• Environment, health and commu-

nity awareness
• Technical standards and guide-

lines
• Service provision arrangements

and levels of service
• Accommodating inherited and

failed projects
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• Water service business and re-
lated plans

• Capacity building and training
• Monitoring and evaluation

Sustainability as the pri-
mary management objec-
tive

Introduction

The Department of Water Affairs and
Forestry is a central player in the na-
tional reconstruction and development
agenda.  Politically, an imperative in
this agenda has been the delivery of
tangible change, especially in sections
of the population previously disadvan-
taged by discriminatory resource dis-
tribution.  The improvement of water
supply is one such change, and the
Department’s management has fo-
cused on delivering improved water
supply to as many disadvantaged
communities as quickly as possible.
Delivery has thus been a key objective
for management.

Policy

The notion of sustainability is explicit in
the policy slogan “some for all, for-
ever”.  However, rapid delivery has
been accompanied by a growing list of
failed or failing water projects.  These
are added to water schemes that had
fallen into dereliction prior to 1994.
Against this background the need for
an emphasis on sustainability has
been recognised.

Sustainability and service delivery are
thus central management objectives.
Whilst sustainability has been made a
key item on the management agendas,
it is important that it becomes a part of
the internal management culture.  This
will serve to integrate the delivery
(planning, implementation) and sup-
port (operations, ISD) functions of the
Water Services Chief Directorate.

The sustainability/service delivery ob-
jective should also flow through the
relationships between the Department
and other actors in the water sector.
The vision is that of achieving a situa-
tion where all managers with water
and sanitation responsibilities adopt
sustainability and service as a primary
objectives.

Activity in the Initiation
Phase

It is clear that sustainability-driven
management is multi-dimensional,
dealing with matters as diverse as
customer relations and technical stan-
dards.  In essence, activity in the ini-
tiation phase should concentrate on
ensuring that the preconditions for
sustainable service delivery are in
place.  The transfer of a management
culture where sustained service deliv-
ery is the objective is not an easy or
mechanical task.  It may extend be-
yond the initiation phase in some cir-
cumstances.

Activity in the Continuation
Phase

An activity central to management with
a sustainability focus is monitoring and
evaluation, not as end in itself, or
purely as a measure of the perform-
ance of those delivering project-related
services, but as a measure of cus-
tomer satisfaction.  A key outcome of
monitoring and evaluation must be the
effective remediation of circumstances
and processes threatening
sustainability.

If sustainability is accepted as a pri-
mary management objective, a critical
element of management information
should be that emerging from the con-
sumers / customers.  A management
culture focused on project delivery, on
the other hand, might not see cus-
tomer feedback as a priority.

The section below on customers and
consumers deals with the theme of
customer feedback in more detail.

Focus on the Con-
sumer/Customer

Introduction

South Africa does not have a well-
developed consumer culture.  This is
most evident among disadvantaged
groups, where access to essential
services has tended to be a matter of
dispensation.  In this context, providers
and users have been locked in an
unequal relationship, with users mostly
passive and disempowered.   An em-
phasis on the delivery of hardware
runs the danger of perpetuating this
form of consumer disempowerment,

because it is technically driven and
because success is judged by num-
bers of taps rather than by numbers of
satisfied users.

Policy

Delivery by dispensation has been
shown to be unsustainable because,
among other reasons, users are not
required and/or motivated to contribute
to cost recovery.  This is contrary to
the policy of the Department which
places emphasis on demand-driven
water services provision.  Studies all
over South Africa have shown that
cost recovery potential is greatly en-
hanced when a good service is sold to
willing consumers.  Such consumers
are customers, and they will remain in
a constructive relationship with the
provider for as long as they receive
perceived value for money.  Symptoms
of a breakdown in the relationship are
retarded payment, non-payment and
illegal connections.

Activities in the Initiation
Phase

A focus on customers means focusing
on sustainable relationships between
Service Providers and paying users.
An objective for all water managers
should thus be to ensure that users
become customers in the initiation
phase, and that existing customers
retain that status during the continua-
tion phase.  The Department can con-
tribute by adopting a customer focus in
its own activities (ranging from policy
development to implementation).

Service Authorities have a critical role
to play in providing the right environ-
ment for customer development.  A
lack of political will to encourage cost
recovery, and a general lack of ac-
countability in the local government
environment will work against cus-
tomer development.  Capacity building
and mentoring around a customer fo-
cus may be necessary in some con-
texts.

A key issue is the motivation of Serv-
ice Providers to adopt and promote a
customer oriented approach.  Open-
ended subsidisation and lack of com-
petition work against the approach.
Since water provision is often a local
monopoly, it is difficult to promote
competition.  A form of competition
could be facilitated by Service Authori-
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ties, by offering contracts to providers
willing to deliver a specific level of
customer service.

Activities in the Continuation
Phase

The major activity in the continuation
phase will be that of monitoring the
customer service delivered by Service
Providers.  Ideally, the customers
themselves should be the source of
such information, but this will require
organisation and infrastructure.  In this
context, the Department will initially
monitor customer service issues at a
district level through Area Forums.  In
time the Department will encourage
the establishment of consumer desks,
possibly under the auspices of District
Councils.  Existing consumer organi-
sations will be encouraged to assist in
such an initiative.

Identification and Support
of the Service Provider

Introduction

Service Providers are in the front line
of service delivery, so it follows that
they are key actors in any initiative to
promote sustainability.

Policy

The Water Services Act has made the
useful distinction between Service
Authorities and Service Providers.  In
the Department, growing emphasis is
being placed on support to Service
Providers, but policy in this regard has
not been fully developed.  This shift
has suggested a re-evaluation of the
role of Project Steering Committees.

Service Providers must be identified at
the pre-project stage of the service
provision process.  The relationship
between the Service Provider and the
Service Authority must be formalised
as provided for in the Water Services
Act.  Service Authority support should
not be neglected, however, because
local government should play a num-
ber of key roles in ensuring an ena-
bling environment for providers, and in
ensuring that the best providers are
active in their areas of jurisdiction.

Activities during Initiation
Phase

It is important that Service Providers
are identified as early as possible.
This process needs to link with the
activities of PSCs, but the roles and
responsibilities of PSCs relative to
Service Providers must be clarified at
the outset.

A number of scenarios around Service
Provider identification can be envis-
aged:-

• Where a provider is already avail-
able, and where the provider
meets Service Authority criteria,
negotiations should start as early
as possible.  The relationship
between PSCs and the provider
should be considered carefully,
but the two should work together.
Where a provider is agreed, ca-
pacity building and training re-
sources should be directed as
necessary to the provider.  Among
these should be training around a
service/customer orientation.

• A second scenario is the situation
where several provider options
are available.  This is uncommon,
but it is foreseeable, for example,
that private sector and commu-
nity-based providers will vie for
the same work.  In an open mar-
ket, the consumers would make
the choice.  However the market
is not open, and it is not possible
to change providers easily.  In this
context a selection process should
be developed, with service deliv-
ery and customer focus at its core.

• The most common scenario is that
where there is no Service Provider
identified at the start of the proj-
ect.  A number of strategies may
be pursued in this context.  The
first is to build local provider ca-
pacity, or to support it if it is al-
ready present (in the form of a Lo-
cal Water Committee, for exam-
ple).  This may be particularly ap-
propriate in deep rural situations.
The role of the PSC in this situa-
tion might be to facilitate Service
Provider capacity building and to
plan for handover to the Service
Provider.

A second strategy is to “import” a
provider, either temporarily while a
local option is being developed, or

with the possibility of a more per-
manent role.  In many situations, it
is necessary to begin thinking
about the installation of Service
Providers in strategic terms,
where the short-term solution is
not the desired end-point.  For ex-
ample, a contracted short term
provider may be given the brief to
build local Service Provider ca-
pacity (similar to the BoTT model).
In turn, local capacity may be
consolidated in the form of service
cooperatives or partnerships with
District Councils, Water Boards or
the private sector.

Activities during the Con-
tinuation Phase

From an orthodox project delivery
point of view, the promotion of effec-
tive Service Providers makes good
sense.  At issue is the way effective-
ness is assessed, and by whom.  From
a sustainability perspective, success
should be judged according to the
quality of the service (including its du-
rability).  The best judges of this quality
are the users, and one expression of
approval is the choice to become a
customer of the provider.  In the ab-
sence of competition, it is difficult to
guarantee that Service Providers will
be customer oriented, but strategies to
achieve this will be purposeful subsidy
reduction and the promotion of cus-
tomer sensitive providers by the Serv-
ice Authorities.  A consumer reporting
mechanism was discussed in the pre-
vious section.

A strategy to deal with non-performing
Service Providers has to be devel-
oped.  This will be most appropriately
managed by Service Authorities, who
will have contracted the Service Pro-
viders in the first place.  The monitor-
ing of combined Service Authorities /
Service Providers cannot necessarily
rely on the process suggested above.
In this context an independent ombuds
role should be considered.

Support for the Service
Authority/local govern-
ment

Introduction

Constitutionally, local government is
the arena for service delivery, includ-
ing water services.  The Department
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has placed considerable emphasis on
supporting local government, and, in
the spirit of co-operative governance,
works closely with the Department of
Constitutional Development, Provincial
departments responsible for local gov-
ernment and with local government at
district and municipality level.

Policy

Policy around the role of local govern-
ment is very clear.  It is this sphere of
government which has responsibility
for ensuring access to water and
sanitation services.  The distinction in
the Water Services Act between serv-
ice authority and service provider roles
provides the Department with the op-
portunity to develop a more focused
policy on local government support.
The effectiveness of service authorities
and service providers cannot be sepa-
rated, especially from the perspective
of the service delivery process.  In this
context, a capable and committed
service authority can provide the con-
ditions for cost recovery, and can act
to promote customer orientation in
service providers.  The providers in
turn can consolidate service authorities
by delivering a service that pleases the
local electorate.

Activity in the Initiation
Phase

In the initiation phase, a key role for
the Department is to prepare service
authorities for their supportive role in
service provision.  If the service
authority and service provider roles
are combined, the assistance should
combine both functions.  Included in
the possible preparatory work are the
development of model service provider
contracts (including customer-related
performance clauses), identification of
service providers, assistance in nego-
tiations with service providers, the de-
velopment and sharing of guidelines
for service provider management, and
the development and sharing of guide-
lines for customer-oriented service
provision.

Activity in the Continuation
Phase

Activities in this phase should ensure
that service authorities continue to
provide an environment for customer-
oriented service delivery, and that they

deliver such services where they act
as providers.  In this context, there are
many dimensions of the relationship
between service authorities and serv-
ice providers that will require monitor-
ing and possible remediation.  For
example the authority should be a role
model by promoting good governance,
accountability and customer orienta-
tion.

District councils should also act as a
facilitator of customer orientation by
promoting a measure of competition
among service providers.  It can do
this by basing contracts on service
quality criteria, or simply by publicising
provider performance in its area of
jurisdiction.  District Councils may be
best placed to pursue the latter strat-
egy, since they might encompass a
number of providers.  The Department
will assist by providing guidelines for
the measurement of service quality
(including building and retaining a
customer base).

Planning and pre-project
arrangements

Introduction

Planning is an essential function into
which the Department has put consid-
erable effort.  Planning is required to
co-ordinate the activities of all the role
players, to allocate resources, to co-
ordinate the timing of activities, to inte-
grate activities and to liase with related
activities and stakeholders.

The Planning Directorate has played a
critical role in the implementation of
the basic infrastructure development
programme of the Department.  The
strategy has been the development of
Area Forums throughout the country
as the vehicle for bringing parties to-
gether to plan for and manage service
provision, to ensure that the processes
are owned and controlled by the ap-
propriate parties, and through which to
finance projects.

Policy

Planning is a tool - it is a means to an
end and not an end in itself.

The role of the Department of Water
Affairs and Forestry in planning in re-
lation to the provision local water
services is to support local govern-

ment. The plans should be the plans of
local government.  Local government
should formulate the plans with sup-
port from the Department.  Local gov-
ernment should be responsible and
accountable for the fulfilment of the
plans.

Planning should take place at a level
as close as possible to the sphere of
government responsible for imple-
menting the plans.  That is, planning
should not be done by a "higher" level
if it can be done at a "lower" level, al-
though the higher level may need to
provide support to the lower level.

Planning for water services should not
be done in isolation from other activi-
ties and local services but should form
one component of the Integrated De-
velopment Plan of the area under con-
sideration.  These plans will be part of,
and should conform to the require-
ments of, the Infrastructure Develop-
ment Plans as required by the Second
Amendment Act of the Transitional
Local Government Act.

Planning should include as many
stakeholders as possible.  It should be
participative but it should in no way
undermine the authority, responsibility
or accountability of any party to un-
dertake their constitutional or legally
required functions.

Planning must be for sustainable
service provision.  It should not be for
undertaking the construction of physi-
cal infrastructure only but must include
planning for all aspects of service pro-
vision, in particular the long-term op-
eration, maintenance, administration
and governance of the service.  This
issue applies particularly to the devel-
opment of business plans as dis-
cussed below.

Activity in the Initiation
Phase

All planning undertaken by the De-
partment at national and regional level
will take into account the above policy
points.  The responsibility for planning
the activities of the Department will
increasingly be that of the regional
office of the Department where the
proposed development is to take
place.

Plans for the initiation phase of a
service will include full consideration
for the long term sustainability of the
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service.  (Refer to the Business Plan
section below for greater detail.) Such
consideration must include details of
how the service will function over time,
who will be responsible for the large
number of activities required to sustain
a service, how the service will be fi-
nanced over time and how customers
(consumers) will be kept informed and
aware and their rights and responsi-
bilities.

The Area Forums, which are the pri-
mary planning body of the Department
and local government, will increasingly
become the responsibility of local gov-
ernment with the Department moving
into a support role.   It is particularly
important that the Area Forums are not
run by outside parties such as consult-
ants.  Particular attention is required to
develop the capacity of local govern-
ment representatives to take owner-
ship and control of the forums.

The  Project Steering Committee
(PSC), the body with the responsibility
of representing stakeholders during
the implementation phase of develop-
ment of a water service, should not
undertake planning outside of the
context of local government or the
Area Forums.

Activity in the Continuation
Phase

The ongoing provision of services re-
quires planning.  Specific plans for the
delivery, operation, maintenance, ad-
ministration and governance of serv-
ices should be prepared by each local
government in terms of the Water
Services Act, 1997.

Area Forums will be required to de-
velop plans for the ongoing
sustainability of water services (which
may be based on or the same as the
plans required under the Water Serv-
ices Act.)  These plans will include all
of the activities which are required for
sustainable services, how these will be
implemented, who or which institution
will be responsible for each activity,
how the service will be financed, what
capacity exists to perform the func-
tions, what "gaps" exist in the capacity
available, and what provisions need to
be instituted in order to fill the capacity
gaps.

The Department will plan how it is to
fulfil its functions in terms of the new
Water Services Act for the support of

local government in achieving sustain-
able service delivery, both in those
areas where the Department has been
active in recent years and also in all
other areas of the country as required
by the Act.  Planning is particularly
required to support capacity building in
local government to enable them to
provide sustainable services.

The Department will plan its activities
for the support of local government in
close collaboration and, where neces-
sary, jointly with the Department of
Constitutional Development and rele-
vant provincial departments.

Pre-project arrangements

Introduction

Development experience throughout
the world shows that although a serv-
ice is designed to work for many years,
one of the most critical elements in
terms of the sustainability of the serv-
ice is the work that is done (or omitted)
at the very outset, at the pre-project
stage.  This is often the time when a
community or consumer group is either
"won" or "lost".  This is particularly
pertinent in the light of South Africa's
past history where communities were
not considered and where services
were installed which did not meet their
needs, their expectations or their abil-
ity to pay.

A great deal has been learned re-
garding the nature of demand driven
development and its relationship to
sustainability.  It is during the pre-
project arrangements for service deliv-
ery that it is critical to determine
whether or not the motivation and drive
for development is derived from within
the community or from outside.  Whilst
there is undoubtedly a general de-
mand from society at large for serv-
ices, this should not be extrapolated to
the individual community level.  When
a specific water service is being con-
sidered, there are a number of deci-
sions which customers / consumers
need to make.  These decisions will be
made from the perspective of the in-
terests of each household.  If the
scheme is not considered to be in their
best interest, it will not be supported
actively.  Passive consent should not
be construed as demand.

Service provision is a social contract
between the provider and the cus-
tomer.  In the past services were pro-

vided after only having considered one
party to the contract.  It is hardly sur-
prising therefore that  the services
were not sustainable.

In the light of the experience of the
Department over the past few years,
the importance of the pre-project stage
has been reinforced.  For the commu-
nity to enter into a social contract there
has to be real communication between
the parties to the contract.  The cus-
tomer body - that is the community -
must be aware of its obligations, rights
and responsibilities.

A "chicken-and-egg" situation often
arises because the pre-project stage
occurs before the project is at an ad-
vanced stage of development.  As a
result of this monies are often not
budgeted for this important stage.  It is
because of this reality and a lack of
understanding of the importance the
pre-project stage that it is often omit-
ted.

On the other side of the social contract
to the consumer, in terms of the South
African constitution and its supporting
legislation, is local government.  It is
therefore imperative that local gov-
ernment should be involved in the pre-
project arrangements.  Once the con-
tractor and the Department have left
after the Initiation phase, the reality of
the relationship between local gov-
ernment and the consumers of the
service will be tested.

Policy

The pre-project arrangements are criti-
cal to the long-term viability and
sustainability of water services.  Serv-
ice provision involves a social contract
between the providing authority and
the consuming community.  It is the
policy of the Department of Water Af-
fairs and Forestry to ensure that the
community, represented by the local
government and other community rep-
resentatives where appropriate, is en-
gaged in the initial phases of projects.
It is also policy that the community
expresses discernible demand for
services and that the process is not
supply led.  All stakeholders should be
appropriately involved in the initial de-
cisions.

In order for real decisions to be made
by the consumers, they need to be
aware of the implications of their deci-
sions and their responsibilities.  Simi-
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larly, local government, as the Service
Authority, must be fully aware of its
functions and responsibilities.  This
requires awareness creation at the
pre-project stage.

Activity in the Initiation
Phase

All Departmental staff and their agents
must apply the policy of the Depart-
ment in relation to assessing the real
demand and perceptions of the com-
munity during the pre-project phase.
The real demand should be demon-
strated by the community.  Measures
for assessing the demand will be in-
cluded in the KIPs (Key Performance
Indicators) of projects.

Local government will be engaged
during the pre-project phase and in-
volved in decision making in terms of
the functions and responsibilities as
prescribed in the Water Services Act.
Capacity building and awareness
creation activities will be undertaken in
order to ensure that the local govern-
ment can play its propper role during
the pre-project phase.

Monitoring and evaluating the effec-
tiveness of the pre-project phase will
be undertaken and successful
achievement of KPIs will be a prereq-
uisite for remuneration of contractors.

Activity in the Continuation
Phase

Pre-project activity is by definition an
activity which takes place during the
initiation phase.  However, continuing
awareness creation needs to occur
during the whole life of a service in
order to maintain customer awareness
and avoid misunderstandings and
problems arising.

Environment, health and
community awareness

Introduction

Sustainability can be considered in a
number of contexts.  One of these is
the institutional and organisational
environment that promotes service
delivery.  Another context is that of the
users, the manner in which they use
the service, and the way in which atti-
tudes and behaviour around service

use affects quality of life.  Environ-
ment, health and community aware-
ness are related in a cycle.  Lack of
concern for issues like water quality
and hygiene can affect health and
quality of life, and awareness can ad-
dress this.  Once the benefits are re-
alised, this can build further aware-
ness.

Policy

The Department has developed clear
norms and procedures relating to wa-
ter quality and the environment.  Con-
cern for the environment is an issue of
long term sustainability.  However,
there are also short-term environ-
mental impacts that can seriously
harm water projects.  The contamina-
tion of sources is the most important of
these.  Contamination is undesirable in
any context, but it is particularly prob-
lematic where water is scarce, and
where water treatment and water qual-
ity monitoring are not present.  In ad-
dressing the delivery imperative for
water, it is easy to neglect sanitation
and the disposal of "grey" water.

From a sustainability perspective, it is
important to pursue both water and
waste disposal services.  Service
authorities and service providers are
frequently not motivated to address
sanitation and waste disposal because
there is no clearly articulated demand.
Communities can collectively express
a demand for water, but sanitation and
waste disposal are often matters that
impact at household level.  To promote
sanitation and waste disposal services,
therefore, it is important to mobilise
and empower households.  The need
to build health and hygiene awareness
is well recognised by sanitation pro-
tagonists.

Further, whilst building awareness
during project implementation serves
to build an informed customer base, a
broader awareness building process
unconnected to specific projects is
necessary.  This will stimulate demand
and the motivation to provide sanita-
tion and waste disposal services.

Activity in the Initiation
Phase

Awareness building around health,
hygiene and environmental issues
should precede project initiation if pos-
sible.  This should be mobilised where

possible through existing structures
like District Councils and Area Forums.
Locally, community resources should
be mobilised, together with health and
community development workers op-
erating at local level.

Training and capacity building initia-
tives will include awareness building.
This will be built into contracts with
social and training consultants.

Environmental impact studies should
accompany the development of new
projects, and should be undertaken
where issues of water quality are iden-
tified in operating schemes, where
directed by the Department. It is im-
portant that environmental studies
provide management strategies, and
that these are practical in the context
of existing organisational capacity.

Activity in the Continuation
Phase

Awareness building is a process that
should not stop.  In the continuation
phase, it is appropriate that this proc-
ess should be in the hands of local
government and of service providers
seeking to establish a sound customer
base.  Best practice sharing and inter-
action between communities is a way
to facilitate ongoing awareness build-
ing.

The Department and the service
authorities will require water quality
monitoring by service providers.

Technical standards and
guidelines

Introduction

Generally in the past, the provision of
water supply and sanitation has been
the arena of the engineer and has
been considered as a technical activ-
ity.  The inadequacies of this approach
have been clearly illustrated in the
developing world.  However, the ap-
propriate application of technical stan-
dards and guidelines play a key role in
achieving sustainability.

The Department has produced guide-
lines for the design and construction of
basic water services which form part of
the documentation for implementation
guiding the work of the Department
and its agents.
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Policy

Technical standards and guidelines
form an important part of ensuring that
sustainability is achieved.

Whilst sustainability certainly involves
a wide variety of factors which are
addressed in this document, the tech-
nical viability of a system is critical to
sustainability.  If the design and con-
struction of the system is inadequate
and the system fails to function as
required, all the other activities will be
to no avail.  Technical standards and
guidelines must however be oriented
towards sustainability and customer
needs.  Such standards and guidelines
must take into account both social and
economic constraints.

Although technical elements of proj-
ects may be within the areas of exper-
tise of engineers, designs must be
discussed with and approved by the
water authority who will have the task
of operating and maintaining the serv-
ice in the long run.  Awareness crea-
tion and training of local councillors
may therefore be required in order for
them to make informed decisions.

Technical design should provide for
basic operation and maintenance to be
carried out at local level with consid-
eration for the levels of technical ex-
pertise which are likely to exist at local
level.  Projects should include training
of local people for these activities.

Operation and maintenance should be
the ongoing task of local government
supported by District Councils which
should, in turn, be supported by the
provincial authorities, the Department
of Constitutional Development or the
regional office of the Department of
Water Affairs and Forestry, which ever
is appropriate.  During the initiation
phase of service delivery attention
should be given to the capacity of
these institutions to perform these
functions.  Their existing capacity must
be assessed in order to establish
where capacity needs to be devel-
oped.  In terms of the function of the
Department as required by the Water
Services Act, the proper functioning of
services in all local environments is the
concern of the Department, not only in
those areas where the Department has
been the source of funds for basic
service provision.

Activities for initiation

The guidelines produced by the De-
partment for the technical design and
construction of projects must be ad-
hered to.

In the specification of plant, such as
pumps, hand pumps, electrical equip-
ment etc., consideration must be given
to the maintenance and repair of such
plant.  Spare parts and maintenance
and repair expertise must be locally
available and reasonably priced.  All
designs must specifically address this
issue to the satisfaction of the Depart-
ment.

Water supply and sanitation systems
must be "designed for sustainability".
This includes all aspects of
sustainability including such issues as
cost recovery and ease of mainte-
nance and operation.  Consideration
for how the service will be run as a
sustainable business including such
issues as metering and future upgrad-
ing of levels of service will be specifi-
cally taken into account during the
design stage.

The local authority must give approval
of designs.  Capacity building and
training must also be provided such
there the local authority can make in-
formed decisions regarding the techni-
cal aspects of the project.

Activities for continuation

It is imperative that systems of techni-
cal support are established at all ap-
propriate levels in the appropriate in-
stitutions so that ongoing operation
and maintenance of services can hap-
pen at local level.  The Department will
establish procedures in each province
to monitor the water services at local
level and the functioning of support
processes.  The Department will de-
velop programmes for ongoing sup-
port, training and re-trainingIn con-
junction with the Department of Con-
stitutional Development, the provinces
and SALGA.

Service provision ar-
rangements and levels of
service

 Introduction

 The concept of service provision
needs to be seen from the perspective
of the water services authority and
services provider. The activities in
each case are described in the
‘Framework for establishing water
services providers in rural areas’ and
are summarised in Table 3 above.

 In this section only those activities
relating to the water services provider
function are addressed.

 Policy

In order for service provision to take
place sustainably, a wide range of
activities need to be performed prop-
erly, primarily by service providers and
secondarily by those who support
them. Key policy issues in this regard
have already been addressed else-
where in this document, including: the
central role of services providers; fi-
nancial arrangements; proper plan-
ning; and an overriding emphasis on
the customer.

Further policy positions relating to
service provision are stated below.

Project steering committees (PSCs)

PSCs need to be seen as subservient
to water services providers and, in
turn, to water services authorities.
However, they retain an important role
in the project planning and project im-
plementation as bodies to assist the
services providers and, less directly,
the water services authority. Their
function is to broaden the participation
of stakeholder groups during project
planning and project implementation.

Implementing agents

For a sustainable programme, it is
essential for a broad range of imple-
menting agents to be supported. Ulti-
mately these agents should be con-
tracted to service providers. However,
in the medium term contracting to wa-
ter services authorities should be seen
as the objective, to replace the existing
situation where implementing agents
are contracted to the Department.
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Service levels

 With demand based principles founded
on a set of financial rules for grant
finance, the need to set specific mini-
mum service levels falls away.  The
approach then becomes one of using
the resources made available by the
state in the best way possible to
achieve the highest level of service
possible while maintaining the afforda-
bility of the system.

Operations

Proper arrangements for operating and
maintaining water services are the
essence of sustainability. For this to be
successful operations must be prop-
erly planned up-front within the finan-
cial constraints established in the
business plan; staff, whether formally
of informally appointed, must properly
identified and trained; sound arrange-
ments need to be set up for supplying
fuel, materials and spare parts; and
contracts need to be set up for carry-
ing out major maintenance.

 Activities for initiation

 It has been mentioned that, for water
services to be sustainable, water
services providers need to perform all
of their key activities adequately. The
important issues from the point of view
of sustainability are dealt with in the
box below.

 

 

 Detailed services provision requirements

 Governance and administration

 A water services provider needs to have a governing body in the form of a board, council or committee. The
structure of this body is defined by law for formally established services providers while guidelines are avail-
able for informal community based organisations.

 For smaller services providers the board, council or committee would carry out the administration function
while for larger services providers this would be done by others either employed or contracted to do the
work.

 The key issues from the point of view of sustainability is training and mentorship.

 Customer relations

 The issue of customer relations, and the crucial importance of this activity for sustainability, has been dealt
with earlier in this document.

 For this activity to be carried out successfully,  it is necessary for responsibility for it to be assigned to a par-
ticular individual and for proper liaison arrangements to be set up. This may include mass meetings, cus-
tomer surveys, complaints desks, house visits etc.

 Finance

 The finance (treasury) function also needs to be assigned to a specific individual, either a council, board or
committee member in the in the case of smaller services providers or an employee or contracted body in the
case of larger services providers.

 Proper financial management is perhaps the most important activity for sustainable service provision and it
is thus essential for this to be done satisfactorily. The sub-activities which form part of the finance or treasury
activity (or portfolio) include raising capital, setting tariffs, keeping accounts, billing, collecting income and
following up on debtors.

 Planning

 The business plan

 From the point of view of a water services provider the key plan with regards to sustainability is the business
plan. Although business plans are currently required for all projects these are in fact closer to project plans
or project feasibility studies. New thinking is required in this regard with the emphasis to be placed on long
term sustainability.

 Business plans need to have at least five year time frames and should focus on customers, demand for
services, customer relations, income policy and affordability before they deal with projects.
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 Relationship to the Water Services Development Plan

 A water services provider is bound by the conditions of their contract with the water services authority. This
contract will have as its basis the water service development plan (WSDP) and thus the services provider is
bound by this plan. This implies that business plans need to be drawn up within the context of the WSDP.

 Level of service

 It is becoming well recognised that for water supply and sanitation projects to be sustainable customers
must be provided with the level of serve which that want, providing they can afford to pay for the service. In a
rural water supply context this means that a range of service level options need to be available, including:

• Unreticulated supplies including wells and boreholes with handpumps

• Reticulated supplies with public standpipes

• Yard tanks

• Yard taps

• House connections

While the national policy currently states that everyone should have access to a supply within 200 metres of
their dwelling recent studies have shown that this is not possible for everyone as the capital costs are often
too high to achieve this, particularly in scattered settlements.  Further, the provision of such supplies may
only be achievable with very high operating costs which are not affordable to customers.  This renders the
system unsustainable.

Business planning needs to be undertaken with a variety of level of service options in mind, tailored to cus-
tomer requirements.

In the case of sanitation the level of service options in rural areas are constrained by the high cost of reticu-
lated (waterborne) sanitation in low density conditions. Nevertheless, while on-site sanitation systems such
as VIP toilets may be the most widely applicable due to their cost effectiveness, other sanitation service lev-
els need to be considered.

 Demand for services

The key element of the planning process is the assessment of demand for different service levels. In order
for this to be done properly, various scenarios need to be investigated and costed.  Provisional capital fi-
nance arrangements and tariffs then need to be made so that customers can be offered options with associ-
ated payment requirements.  In this way the demand for services can be assessed and projects can be
planned and implemented to give customers what they require in a situation where they know what it will
cost them and where the payments are seen as reasonable in relation to their household budgets.

A planning model and guidelines for planning in the context of mixed service levels is under preparation.

Projects

 The project cycle

A project includes a cycle of activities which includes services provider and contractor training, project plan-
ning, design, construction and setting up ongoing operational arrangements.

 Steering and managing the project

The importance of identifying the service provider before the project is commenced has been mentioned.
The service provider then needs to play a key role in steering the project, in accordance with the project plan
which, in turn, fits within it’s business plan and the water services development plan.

Project implementation has a substantial impact on the community the project is serving. Therefore they
have to be involved in many of the decisions taken. While the water services authority and services provider
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represents their interests, this level of representation is generally not sufficient during the project implemen-
tation phase. Thus the establishment of a project steering committee (PSC) is necessary. The PSC should
provide for representation of all local stakeholders. While it may be best if it is chaired by a representative of
the water services authority, distance and capacity will often mean this is not possible.  Then a local leader,
who may also be the chairperson of the body acting as the water service provider, would need to chair the
PSC.

At least 40% of the PSC members should be women.

The day to day management of the project should be carried out by a project manager appointed by the im-
plementing agent. The project manager would be tasked with implementing the project in accordance with
the project plan, steered by the PSC.

 Project planning

The business plan sets the basis for a project plan essentially by giving financial limitations, level of service
requirements and overall criteria for implementation and operating of the system. Within this framework a
project plan needs to be prepared dealing with the technical, financial and management issues associated
with the project.

 Project implementation

The actual sub-activities associated with project implementation (design and construction) are well under-
stood in South Africa and well covered by existing documentation.

 Training and support

Training and support for the various roleplayers throughout the project cycle is an essential part of building
sustainability. This aspect is covered elsewhere in this document.

Implementing agents

The implementing agent is directly responsible for implementing the project. From a sustainability point of
view it is best for this implementing agent to be contracted to the water services provider as it is this latter
body which must take primary responsibility for managing the project after completion. However, in a situa-
tion where public money is involved, the next best option may need to be used where the contract is entered
into with the water services authority (generally the district council).

The current situation with the WS is that the implementation agent is contracted directly to the Department.
This has been done primarily as water services authorities currently do not have sufficient capacity to man-
age the contracts. However, as water services authorities build capacity it is essential that they are made
contractually responsible.

There are currently a range of implementing agents used in South Africa, including BOTT contractors, Mvula
Trust, water boards and local government.  At this stage it is important for the diversity of agents to be
maintained, so that competition takes place and broad based capacity can be built.

Activities for continuation

Many of the activities described above
under ‘initiation’ are also central to
‘continuation’, notably governance and
administration, customer relations,
finance and business planning.  But
the key activity for continuation is ‘op-
erations’.

Operations

The term ‘operations’ refers to the op-
erating and maintenance activity which
is necessary to keep water supply and

sanitation systems running in the long
term.

This requires the employment of staff,
the purchasing of consumables such
fuel, electricity and chemicals, pur-
chasing of spare parts for maintenance
work done directly by the services pro-
vider and the contacting of others to do
major maintenance work.

It is not possible to describe all of the
activities which are required for suc-
cessful operations in this document.
Some guidelines are available relating
to this topic and further work needs to
be done to improve the support for

services providers in carrying out this
activity.

Accommodating inherited
and failed projects

Introduction

Historically, rural water supply projects
in South Africa have been imple-
mented with insufficient attention paid
to sustainability; all too often in the
past the emphasis has been on project
implementation rather than service
provision. This has meant that many
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water supply systems are no longer
operating properly for a number of
reasons.

These projects represent a substantial
investment and, generally, funds spent
now on rehabilitating them will repre-
sent better use of resources when
compared to constructing new proj-
ects. Such an approach is consistent
with a sustainability ethic.

The situation with sanitation is some-
what different: so little attention has
been paid to sanitation in the past that
very few ‘projects’ have been imple-
mented.

Non-operational or partially operational
water supply systems can be grouped
into three categories, based on the
action to be taken to make them fully
operational:

• Rehabilitation: situations where
the infrastructure is damaged and
requires substantial repair.

• Upgrading: situations where previ-
ous projects provided a low level
of service and where current policy
allows the service level to be im-
proved.

• Service provision: situations where
a properly functioning service pro-
vider is not in place.

Policy

General approach

As mentioned previously in this docu-
ment the general approach is to iden-
tify systems which are non-operational
as part of the water services develop-
ment plan. The cost of bringing these
systems back to operational condition
needs to be assessed and then they
need to be prioritised in relation to
other projects in the WSA area.

It is suggested above that these non-
operational projects be given a rela-
tively high priority.

Service provision

With regard to service provision, spe-
cific projects will have to be set up to
support the establishment of service
providers for existing systems which
are not operating properly. These proj-
ects will not require capital finance but

will need finance to cover training and
capacity building.

Implementation

In general the implementation of proj-
ects to bring non-operational systems
on line again should be carried out
using implementation procedures
similar to those used for new projects.
The main difference will be in the rela-
tively low amount of capital finance
needed per capita.

The lack of capital intensity of such
projects is likely to discourage imple-
menting agents from undertaking this
work.  Further criteria should be set to
ensure that adequate attention is paid
to strengthening service providers in
settlements where there is existing
infrastructure.

Water service business
and related plans

Introduction

In terms of the conceptual framework
presented at the beginning of this
document, the primary activity of the
Water Services Branch of the Depart-
ment is supporting the provision of
water services which are sustainable.
This is a very different activity to that of
undertaking water supply and sanita-
tion projects.  Water service provision
is a business of considerable com-
plexity.

In the early stages of the RDP pro-
gramme directly following the 1994
general elections in South Africa the
terminology "business plan" was
widely used to mean the planning for
the implementation of the project itself
rather than for the planning of a long
term service.  It has become increas-
ingly apparent that sustainability is
unlikely to be achieved unless the
business plan is regarded as the plan
for the provision of the service within
which the actual construction phase is
but a small part.

The new Water Services Act requires
that each water Service Authority de-
velops a water service plan.  These
plans are explicitly set out in the Act
and include all necessary activities for
the provision of ongoing and sustain-
able services.  It is the Department's
responsibility to monitor and evaluate
these plans and to support local water

Service Authorities in the preparation
of such plans.

All planning of water services must
integrate with and comply with the
requirements of local government leg-
islation such as the Local Government
Transition Act, Second amendment.

Policy

Water service provision is a complex
business activity requiring thorough
planning which includes all aspects of
the service.  Planning spans several
years including the ongoing activities
of provision of service and the related
activities of revenue collection, admini-
stration, operation, maintenance, gov-
ernance and support.

The drafting and approval of business
plans must be done in conjunction with
local authorities particularly as they
carry the constitutional responsibility
for providing services and will have to
live with the consequences of the
planning process.  It is very unlikely
that a service will be sustainable if
those who are responsible for ensuring
its continued functioning are not in-
volved in its planning, particularly in
the longer term activities which include
collection of revenue and administra-
tion.

The Department will support local gov-
ernment and other appropriate institu-
tions in the preparation of the water
services development plans as de-
scribed in the Water Services Act.

Activities for initiation

All business plans must incorporate a
plan for how the service is to be oper-
ated for an initial period of at least five
years after construction.  Such busi-
ness plans must indicate clearly the
financial planning for the service in-
cluding revenue collection, other in-
come from inter-governmental trans-
fers, anticipated expenditure etc.  The
plan must also include how the service
is to be administered and governed.
Where the service is to be run by a
Service Provider which is not the
Service Authority the Service Provider
must prepare the business plan which
must be approved by the Service
Authority.  The business plan must be
prepared in collaboration with the
Service Authority.
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Business plans must incorporate the
support which it is envisaged will be
required and from whom such support
should come.

Activities for continuation

Business plans need to be updated
and kept current if they are to have
any impact and lasting value over time.
This is both the requirement of the
Water Services Act and good practice.
Such ongoing planning requires thor-
ough monitoring and understanding of
how the service is functioning and how
the consumers view the service.  Busi-
ness plans therefore need to be re-
viewed annually and occasionally
completely new business plans will be
required.

Capacity building and
training

Introduction

In the context of RDP project delivery
imperatives, capacity building and
training are of central importance.
However,  capacity building and train-
ing initiatives have often been poorly
targeted and inadequately evaluated.
Capacity is complex and multi-
dimensional.  It resides within groups
and organisations, but it  is also de-
pendent on the relationships between
groups and organisations.  Certain
thresholds of capacity are necessary
for sustainable service delivery within
communities, but this capacity has to
reside in a broader enabling environ-
ment of policy, proven practice and
support.  In many cases, local capacity
building has to be accompanied by the
building of capacity in the institutional
hierarchy that supports the local or-
ganisation.

Policy

The Department has produced capac-
ity building and training guidelines for
use primarily in RDP implementation.
However, these guidelines have more
general applicability, and should be
used as a reference by all service
authorities and providers.  Contracts
for social scientists are also being pi-
loted at present, and the lessons
emerging from this should contribute to
greater clarity and accountability
among capacity building and training
practitioners.

Activity in the Initiation
Phase

The idea of capacity thresholds is
common currency, and this should be
used to guide and target capacity
building.  For sustainability, however,
the elements of capacity building that
create the conditions for self-
generation should be prioritised.
These include planning and problem
solving skills, customer relationships,
cost recovery, and reliable and appro-
priate networks of support.  The latter
includes links between service authori-
ties and service providers, and links
between service providers and the
suppliers of technical and institutional
support.  In this context, it is important
in the initiation phase to identify serv-
ice providers early, and then to build
the capacity and networks outlined
above.  In many cases, purposeful
capacity building should be preceded
by more general awareness promo-
tion.

A “scatter gun” approach to capacity
building and training is both wasteful
and counterproductive.  It is counter-
productive because it raises un-
founded expectations, frustrates those
who never get to use the training, and
encourages some newly trained peo-
ple to seek opportunities elsewhere.
Hence it is important to target capacity
building and especially training during
the inception phase.  This targeting
has several dimensions: train the right
people; deliver the right training; use
the most effective and durable meth-
ods.

Train the right people.  From a water
service delivery perspective, training
and capacity building should prioritise
service providers.  In this context  the
existing model of PSC/community
training should be modified.  If the
PSC is to become the service provider,
or if it is linked to the service authority,
the investment of significant training
resources is warranted.  However, if its
role is to be that of a temporary project
management body, then training
should be appropriate to this task.  In
some cases, service authorities may
require orientation and training sup-
port, but this should not be the primary
concern of the Department.  Naturally
service providers have to be identified
as early as possible to permit mean-
ingful capacity building and training.  If
possible this training should run con-
currently with the planning and con-

struction of water projects, with a close
link between the two.

Deliver the right training.  Just as it is
unproductive to train the wrong people,
so it is also wasteful to deliver the
wrong training.  The usual manifesta-
tion of this is that the training is too
broad, in the expectation that a portion
will prove useful to the recipients.
Careful training needs analysis is one
way to target training (especially once
the right people have been identified).
However, the best way is to develop a
detailed management plan for the
system in question, with job descrip-
tions.  Where the identified providers
are able to fill these jobs without train-
ing, none should be undertaken.
Where training is seen to be needed, it
can be focussed and practical.  Train-
ing for service authorities, where
needed, might include guidelines for
contracting and monitoring service
providers, and the establishment and
maintenance of conditions supporting
good provider / customer relations.

Use the most effective methods.  Or-
thodox show/tell methods of capacity
building and training are useful, but
interactive and experiential ap-
proaches should be encouraged.
Among these are best practice shar-
ing, the development of detailed serv-
ice provider-driven mange and prob-
lem solving strategies, and self-
monitoring.  As capacity building tasks
become more defined and more effec-
tively targeted, and as interactive and
internally-generated capacity building
is employed more frequently, the need
for formal training is reduced.

Training and capacity building should
take place in a supportive environ-
ment.  Timing should take account of
the readiness of the trainees, and of
the institutional environment in which
the training will take place.  For exam-
ple, the training of a service provider
that is unacceptable to a community is
a waste of resources.

Conditions for monitoring and evalu-
ating training should be agreed in the
inception phase.  Clauses should be
built into contracts with trainers and
development practitioners, and service
authorities (and / or independent
monitors) should be briefed on how to
evaluate the in-service performance of
trainees.

Support networks should be identified
during the inception phase, and where
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possible firm relationships should be
agreed.

Activities in the Continuation
Phase

It may be necessary to retrain or to do
additional training under a variety of
circumstances: the  service provider is
not able to perform some tasks ade-
quately, the service authority is not
able to deal with its role, new respon-
sibilities are added due to modifica-
tions to the water supply system or to
the way in which the system is man-
aged.  Further training must be un-
dertaken with reference to information
from a monitoring and evaluation pro-
cess.

For monitoring and evaluation to be
effective, it has to have an institutional
home.  Customers are the most rele-
vant critics of service authority / serv-
ice provider performance, and feed-
back from customers should be pro-
moted wherever possible.  Where the
provider and the authority are separate
bodies, the authority should be a vehi-
cle for monitoring and evaluation.
Where they are combined, an ombuds
function might have to be established.
Service-oriented providers should also
be willing to monitor themselves.

Ideally, capacity building and training
should never stop.  The most sustain-
able source of ongoing training and
capacity building is the water institu-
tions themselves.  The sharing of best
practice among like-minded authorities
and providers is a promising vehicle
for ongoing capacity building, but this
will require appropriate institutional
support.  Area Forums could be one
forum for best practice sharing.

Monitoring and evaluation

Introduction

The monitoring of local water services,
the evaluation of the information de-
rived from monitoring activities and the
changing of practice arising out of
evaluation is a critical process for en-
suring sustainability.  This is the proc-
ess whereby learning occurs and
through which best practice is estab-
lished.

A separate set of guidelines is being
prepared by the Department to cover
monitoring and evaluation.  The moni-
toring and evaluation guidelines should
be read in conjunction with these
guidelines.  The issue of monitoring
and evaluation is therefore only briefly
mentioned below.

Policy

It is the policy of the Department of
Water Affairs and Forestry to ensure
that all activities undertaken by the
Department or its agents is monitored
and that such activities are evaluated
for effectiveness and in terms of the
spending of public monies.  With re-
gards to water services, it is not only
the policy of the Department to monitor
its own activities but it is also the De-
partment's responsibility, in terms of
the Water Services Act, to monitor the
activities of all bodies engaged with
the function of water services provi-
sion.

Activities for initiation

The monitoring of the initiation of
services to ensure that they will be
sustainable in the long run is critical.
Where service provision is undertaken
to the Department, the Department will
ensure that all activities are monitored
and evaluated in terms of its guide-

lines.  Monitoring and evaluation will
seek to ensure that the issues which
have been raised in this document are
addressed and that sound principles
which will ensure sustainability are
applied.

Activities for continuation

It is essential that services and the
institutions which provide them are
monitored to enable problems to be
identified as early as possible.  As
repeated on numerous occasions in
this document, services can never be
established which will continue to
function without any problems.  It is
therefore essential that monitoring
processes are established at all ap-
propriate institutional levels to provide
early warning of problems with the
sustainability of the service.  Monitor-
ing is therefore part of the support
structure which is essential for
sustainability.  Monitoring as simply a
process of gathering information, how-
ever, is of little value if the information
is not evaluated and if there is no pro-
cess for acting on the outcome of the
evaluation.

Conclusion

Sustainability of water services is the
objective of the Department of Water
Affairs and Forestry.  It is of no service
to the people of South Africa if the
services which have been so heavily
invested in are not sustainable.

It is for this reason that these guide-
lines must be rigorously adhered to by
the Department and its agents.

As experience is gained these guide-
lines will be updated and amended.
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