Integrated Water Resources Management project, South Africa
Inception Report


Ministry of the Environment and Energy
DANCEDPRIVATE 

Inception Report

Integrated Water Resource Management 

Strategies, Guidelines and Pilot Implementation in 

Three Water Management Areas, South Africa

Department of Water Affairs and Forestry

South Africa

FINAL DRAFT

This report contains
Carl Bro a|s
restricted information


and is for official use only.

Ref. J. No. 123/138-0154
July 2001

Table of Contents

11
Executive Summary


32
Project Context


32.1
Project Background


42.2
The National Water Act and White Paper on a National Water Resources Policy


42.3
Implementation


52.4
Integration


122.5
Institutional Arrangements


152.6
Capacity Building


182.7
Groundwater Development in IWRM


202.8
Water Conservation and Water Demand Management (WC/DM)


212.9
Conclusions


213
Activities during Inception Phase


213.1
Regional meetings


223.2
Management and Administrative Staff


223.3
Project Meetings


233.4
Facilities


243.5
Expatriate Advisors


253.6
South African Service Providers (SP)


263.7
Establishment of Project Organisation and Procedures


263.8
Other Project Activities


274
Project Outputs


274.1
Introduction


274.2
The re-structured LFA Project Planning Matrix


294.3
Output 1


314.4
Output 2


324.5
Output 3


354.6
Output 4


374.7
Output 5


394.8
Output 6


404.9
Output 7


414.10
Output 8


424.11
Output 9


435
Project Implementation Plan and Staff Plan


436
Some Specific Issues and Challenges


436.1
Public Awareness, Education and Stakeholder Participation


456.2
Public Communication


466.3
Sub-consultancy Agreements


466.4
Small Local Water Resource Initiatives


476.5
Progressive Developments


487
Budget


497.2
Budget divisions between Outputs on National and Regional level




ANNEXES - Attached:

· ANNEX A:
ASSUMPTIONS MONITORING FORMS 

· ANNEX B:
OUTPUT MONITORING FORMS

· ANNEX C:
REVISED PROJECT IMPLEMEMNTATION PLAN

· ANNEX D:
REVISED STAFF PLAN

· ANNEX E:
BUDGET

· ANNEX F:
BUDGET SUBDIVISIONS

· ANNEX G: 
PROJECT PROCEDURES MANUAL

· ANNEX H:
LFA MATRIX

In addition to the annexes the “PROJECT IMPLEMENTATION GUIDE” (PIG) is distributed with the Inception Report. The PIG is however not an integrated part of the Inception Report.

List of Abbreviations

CMA
Catchment Management Agency

CMS
Catchment Management Strategy

CTA
Chief Technical Advisor

DWAF
Department of Water Affairs and Forestry

DANCED
Danish Cooperation for Environment and Development

GRW
Groundwater

IWRM
Integrated Water Resource Management

IR
Inception Report

KZN
Province of Kwa Zulu – Natal 

LA
Local Authority

LFA
Logical Framework Analysis

NPM
National Project Manager

NWA
National Water Act

NWP
North West Province

NWRS
National Water Resource Strategy

OTF
Output Task Forces

PIG
Project Implementation Guide

PIP
Project Implementation Plan

PMG
Project Management Committee


PPM
Project Planning Matrix (LFA)

PSC
Project Steering Committee

PTT


Project Think Tank 

SADC
Southern African Development Community


SP
South African Service Provider (Consultants and Technologists)

TINWA
Team for the Implementation of the National Water Act

WC/DM
Water Conservation and Water Demand Management

WMA
Water Management Area

WSI
Water Service Institutions, including: WSAs (authorities), WSPs (providers), WSCs (committees)

WUA
Water User Association

1 Executive Summary

Since the preparation in October 1999 of the Project Document for this DANCED funded project, the South African Department of Water Affairs and Forestry (DWAF) have made significant progress in implementing the National Water Act. In particular this progress relates to IWRM at a WMA level and progress towards the establishment of Catchment Management Agencies. Notwithstanding this progress, the Inception Phase has served to highlight a number of critical issues that will ultimately affect the medium and long-term sustainability of the project interventions. The majority of these issues were not addressed specifically in the original project document and relate in particular to:

· The empowerment and participation in the democratisation processes inherent in this project by historically disadvantaged groups, in particular rural poor and black women

· The need to embed IWRM principles in DWAF and to change the culture from one of supply to demand management

· The integration of other donor projects and initiatives with which this project will have to interact but were not fully understood at the time of the preparation of the original project document.

In view of these factors, considerable efforts have been made during the Inception Phase to plan and to develop approaches, tools and mechanisms to ensure that these issues are adequately addressed and that the resources allocated to the project are used in the most effective and efficient manner. The activities of this project can be viewed as being of a pilot demonstration nature. Moreover this project also has to adhere to the democratisation demands of the New Constitution of South Africa in the immediate post-Apartheid period. In order to respond to these particular demands, a number of inno​vative mechanisms have been introduced in particular in areas that will work towards ensuring transparency and to obtaining feedback from stakeholders. These include the quarterly participatory review meetings with stakeholders and the Project Implementation Guide that sets out step by step “who does what and when” in an easily read fashion. It is hoped that the PIG may serve as a model and/or inspiration for other DANCED projects in addition to being a tool to assist capacity building within this project. 

Other innovative tools that have been introduced are the Project Think Tank and the Output Task Forces that have been established during the Inception Phase. The purpose of the PTT will be to discuss strategic issues of IWRM based on the ongoing experiences of the project and the implications of any new policies and legislation that may be introduced. One of the overriding purposes for the OTF’s will be to facilitate integration between DWAF HO Directorates and the regions. To support these groups the e-fora has been introduced to act as a communication infrastructure that will serve to enhance participation in the groups and at the same time limit the need for workshops. Once past the pilot phase, the e-fora will be used to facilitate communication and exchange of experience with similar DANCED projects that Carl Bro is currently implementing in other parts of the world.

The original project document contained three immediate objectives/components. Activities related to public awareness, capacity building and financial issues were dispersed between these components. These activities have been brought together under new specific outputs that will address these issues. Moreover, in the vein of promoting integration and transparency, the concept of an integrating objective has been introduced to supplement the original three immediate project objectives. Irrespective of this re-structuring which does not influence the substance and essence of the original project document, it has become apparent that greater effort and resources will be required to ensure the participation of all stakeholders, in particular the historically disadvantaged groups.

During the Inception Phase the plans and terms of reference for the different phases of engaging South African service providers were elaborated and agreed. Service providers have been engaged to assist with the preparation of generic guidelines. 

2 Project Context

2.1 Project Background

2.1.1 Introduction

This section reviews the project context on the basis of the assumptions contained in the original project document in the contract between DANCED and Carl Bro. These are contained in Annex A: table A1.

During the Inception Phase a number of additional important assumptions were identified that will have substantive implications for the sustainability of the project. These relate to empowerment of historically disadvantaged groups, institutional development and capacity building within DWAF. Measures have been taken during the Inception Phase to address these assumptions. These have included the incorporation of more stringent internal monitoring mechanisms and the re-distribution of a number of activities. The latter are described in Section 4 – Outputs.

2.1.2 IWRM in the South African Context

The general concepts and principles of IWRM have been developed in an international process over the last almost ten years. South Africa has quickly absorbed the essence of this process and has, through a series of policies and laws, laid the foundation for implementation of Integrated Water Resources Management. Water policies have been developed and presented in the “White Paper on a National Water Policy for South Africa” and reflected in the National Water Act and the Water Services Act. 

Since the conceptualisation of the IWRM Project there has been a rapid development in South Africa towards implementation of the National Water Act and the Water Services Act. A considerable effort has been made towards the interpretation of IWRM in the South African context. In 1999/2000, Directorate held three workshops: Catchment Management, supported by DWAF staff and various stakeholders, with a direct focus on the IWRM process. During the Inception Phase, a review of strategy papers and other supporting documents has illustrated the progress that has been made by the Department of Water Affairs and Forestry (DWAF) in elaborating a framework for Integrated Water Resources Management (IWRM) implementation since the design of the original DANCED funded project and production of the Project Document. 

By the time the project staff were beginning to mobilise, the DWAF Regions responsible for the three Water Management Areas (WMA) had, to varying degrees, already advanced considerably towards organising stakeholder committees, enhancing the public’s awareness on IWRM and soliciting its support. This process is continuing, with work at different stages in each of the selected WMAs. Throughout the project, a good deal of knowledge transfer and experience will occur between the three selected WMAs and, similarly, from them to other WMAs of the country, as the process proceeds. 

2.2 The National Water Act and White Paper on a National Water Resources Policy

This project primarily intends to give effect to the policies and legislation contained within South Africa’s National Water Act and the White Paper on a National Water Policy for South Africa. These two documents form the most important contextual background for this project. The Project Document effectively outlines the policies around catchment management, groundwater protection and use, and water demand management and conservation. However, as indicated in the Carl Bro’s project proposal other aspects of policy also impact on this project. Some of these were identified during in the project proposal. During the Inception Phase the importance of these factors were further analysed and incorporated into the project implementation plans. This section highlights some of the issues identified during the Inception Phase that have contributed to further clarify the project context. An overview of the consultative processes (stakeholder meetings, PSC, PMG) and adviser missions that have contributed to the analysis of the context and assumptions are provided in chapter 3 “Activities during Inception Phase”

2.2.1 The main principles of the Act

South Africa’s National Water Resources Policy is based on three central principles:-

The equitable use of the resource, which is critical given the previous inequitable access to the resource.

The optimal use of the resource, which is critical given the need for economic growth in the country, and 

The sustainable use of the resource, which is critical to balance the increasing demands for use of the resource with its long-term use for future generations.

2.3 Implementation

Project Document - Assumptions:

· Certain components of the National Water Resource Strategy will be published and implemented before the start of phase 2.

· DWAF remains responsible for ensuring the establishment and funding of Catchment Management Agencies.

· Sufficient suitably qualified staff members are made available in the DWAF Head Office and relevant Regions to implement the process.

· Key stakeholders participate constructively in IWRM 

· All water users actively participate in demand management and water conservation activities.
· Local Authorities provide human and financial resources to implement the approved conservation and water demand management programmes. [See note in Annex A]

The project was originally conceived as three components, relating to three immediate objectives, i.e. one for Water Conservation and Demand Management; one for Groundwater in IWRM; and one for Institutional Arrangements for Catchment Management. It was recognised during the Inception Phase, and in discussions with DWAF staff, that the whole question of integration needed upgrading to either a fourth component for integration or an equivalent crosscutting component. Discussions between the project team strongly suggested that restructuring the three immediate objectives in such a manner as to incorporate cross-cutting issues such as, among others, capacity building under a specific output for this purpose. Moreover, that their integration through a single integrating objective would better serve the purpose and vision of integration at all levels during project implementation.

The findings of the Inception Phase for practical implementation of the project in the South African context, have led to both the proposed restructuring of its objectives, as described above, and the recommendation of mechanisms and actions for their application.

During the Inception Phase the assumptions above were assessed and it became apparent that they were critical to the sustainability of the project interventions. The reasons are set out in section 2.4 below.

2.4 Integration

The concept of integration is embedded in the National Water Act and the White Paper on a National Water Policy for South Africa. These two documents formed the background and rational for this Integrated Water Resources Management project. During the Inception Phase it has become more apparent than was indicated in the Project Proposal that other aspects of integration, beyond the principles of IWRM, will have to be addressed to ensure the successful implementation of the project and the sustainability of its interventions. These are:

· Integration of historically disadvantaged and marginalized groups into decision-making processes, see section 2.4.1.

· Embedding the principles of IWRM into the culture of DWAF, see section 2.4.2

· Integration of DWAF staff into the project activities, see section 2.4.3

· Integration of activities under the auspices of this DANCED funded project and DWAF ongoing activities related to IWRM, see section 2.4.4


In addition a tool, in the form of a Project Implementation Guide (PIG), has been developed to support this integration process throughout the project activities see Section 2.4.6.

2.4.1 Integration of historically disadvantaged and marginalized groups

The requirement to integrate historically disadvantaged groups into the decision-making processes is firmly embedded in The Constitution of the Republic of South Africa (Act No 108 of 1996), the supreme law of South Africa. Consequently, all laws, conduct and policies must be measured against the Constitution to determine their validity. In addition, the Constitution contains a bill of rights, which is the cornerstone of democracy in South Africa, and the state is obligated to respect, protect, promote and fulfil the rights in the Bill of Rights. Of particular relevance to this project are the following:

· A requirement that the public administration to be efficient, development oriented, transparent, accountable, representative, encourage public participation and to comply with all basic values and principles governing public administration provided for in Chapter 10.

· It commits all spheres of government and organs of state to the principles of cooperative governance as provided for in Chapter 3.

· A Provision, in Section 27, for, amongst others the right to sufficient water, and obligates the state to take legislative and other measures, within its available resources, to achieve the progressive realisation of this right.

· It confers in Chapter 4, on the national sphere of government, the legislative and executive competence to manage, develop, protect and conserve the nation’s water resources.

These aspects of the Constitution and Bill of Rights serve as a basis for guiding principles of IWRM and Catchment Management namely:

· Equity in access to water resources, benefits and services, particularly for those who have historically not benefited from water resources management, such as women and the poor, is a fundamental principle that underlies the Policy and the Act.

· Sustainability in terms of water resources and the ecology, socio-economic development, which is dependent upon these resources, and the institutions responsible for catchment management, is fundamental to the Policy and the Act.
· Optimal beneficial use (or efficiency) has both social and economic elements, and is one of the fundamental principles that underlie the Policy and the allocation of water resources.

· Redress of past racial and gender discrimination, to facilitate equity and promote social beneficial use.

· Local participation by stakeholders in decision-making about water resources management, based on transparency and appropriate mechanisms.

These guiding principles, in particular the need to redress past racial and gender discrimination, will have a profound impact upon the selection of appropriate mechanisms to ensure sustainability of the project interventions. The consultation process during the Inception Phase further served to emphasise this need. Ongoing difficulties are being encountered in the selected project WMAs to empower these groups to participate in the decision-making processes through the Catchment Management (CM) Fora. Recent statistics from the Inkomati CMA proposal indicate that the limited participation of these groups exists elsewhere. Participation among black women in CM fora was as low as 3%. DWAF senior management views the integration of these groups into the decision-making processes as a matter of priority.

In order to address this issue greater emphasis will be placed upon public awareness targeted at these groups and capacity building to contribute towards the empowerment process. These issues are described under Section 4.

In view of the pilot nature of this project, a participatory project monitoring and review process has been introduced with the specific purpose, among others, to monitor the involvement of these groups in the project activities. This is described under Output 1 in Chapter 4. 

Finally, the project has developed a policy of appointing local service providers that pays particular attention to the engagement of consultants with a strong background of empowering these groups.

2.4.2 Integration through embedding the principles of IWRM into the culture of DWAF

The introduction of IWRM will also have significant implications for the manner in which DWAF itself operates and will lead to a transformation of a culture from one centred on supply management to one focused upon demand management. The original project document contained three Immediate Objectives (in addition to the Inception Phase). Whilst the original rationale for this division is appreciated, discussions during the Inception Phase indicated that the approach did not contribute to “breaking down” the divisions within DWAF in order to work towards a common vision towards IWRM. A revised LFA PPM was developed to reflect the restructuring. The reasons for these changes are primarily to follow the general accepted principle of the LFA i.e. that more than one immediate objective can lead to conflicts and a dilution of effort and; of greater importance to demonstrate, through the LFA PPM as a communication tool, the integrative nature of the project at an institutional level especially DWAF. 

An overview of the project restructuring is provided in Section 3. The re-structuring of the project was accepted by the PMG at its meeting held on 8 December at DWAF Headquarters. 

2.4.3  Integration of DWAF staff into the project activities

During the Inception Phase it became increasingly evident that efforts will have to be made to ensure that effective capacity building of DWAF staff takes place during the implementation of this project. The re-structuring process (financed by DfiD) has implications for staff allocations and the increased mobility of staff, particularly among historically disadvantaged individuals. Thus capacity building will be integrated into project activities in order to contribute to sustainability related to policy and management concerning IWRM in the post project period.

During the Inception Phase a number of tools actions were developed to integrate DWAF staff into project activities, these include:

· Project Think Tank (PTT)

· Output Task Forces (OTF)

· E-fora

2.4.3.1 Project Think Tank PTT

A Project Think Tank is in the process of being established. The purpose of the PTT will be to discuss strategic issues of IWRM based on the ongoing experiences of the project and the implications of any new policies and legislation that may be introduced that will impact upon the enabling environment of IWRM at national level at the Catchment Management level.

The Project Think Tank comprises an ad-hoc membership drawn from the Output Task Forces described below. In addition, arrangements will be made to draw upon external expertise if and when required.

2.4.3.2 Output Project Task Forces

Output Project Taskforces (OTF) have been established for each of the project Outputs. One of the overriding purposes for these groups will be to facilitate integration between DWAF HO Directorates and the regions. The Output Task Forces will include:

· Representatives from each DWAF Directorate directly or indirectly involved in the implementation of the project output 

· DWAF regional staff

· Lead Consultant Advisers

· Lead Consultant backstopping staff in Denmark & UK

· Service Providers

· At a certain point – stakeholders

· DANCED (should they wish to participate)

The purpose of these Output Task Forces will be to:

· Facilitate on-going monitoring of the project output activities

· Exchange of views on specific issues common to each of the three WMAs

· Trouble-shooting

2.4.3.3 E-fora

The e-fora communication medium was introduced in December 2000 to discuss the elaboration of the Inception Report. Whilst there were a number of initial problems with encouraging people to use this medium, efforts will be made to encourage its use as an integral part of the project web site. The e-fora will be used in the following manner.

Firstly, there are many IWRM initiatives beyond those that are within the scope of this project; therefore there is a need to provide a channel for dissemination of experiences. The e-forum provides a structured medium to support this. During the project period a number of “special events” of a fixed time duration will be held. These will deal with specific topics related to IWRM and will draw upon expertise within and outside the immediate project resources

Secondly; They will used as an integral part of the internal capacity building process within DWAF HQ, the regions and other relevant institutions. A key element of this project is to integrate capacity building into the project activities. This will involve DWAF staff participating in project activities and workshops. The e-forum will be used to supplement these capacity building activities by exchanges of experience and on-line-coaching and support by peers and DANCED advisers. As an example, capacity building under Output 5 includes among others, issues related to empowerment. This will involve the development of guidelines, a training course for DWAF HO and regional staff and the monitoring of implementation. The E-forum will be used for exchange of experiences during the monitoring of implementation. Some other examples, will include strategic planning/management and project cycle management related to each of the three WMAs. These would adopt the model of short workshops supplemented by an e-forum to exchange experiences as concrete plans are developed. This will be a cost effective alternative to “face-to-face” workshops.

Thirdly. Each topic area within the individual forums can be edited and produced in hard copy and can be distributed to bodies not directly involved in the project or project stakeholders who do not have access to the e-fora.

Fourthly: The e-fora will provide one of the communication media for each of the Output Task Forces (OTF) that have been established.

Fifthly: Carl Bro is engaged in implementing similar DANCED funded projects in other parts of the world. Once the e-fora have been established the possibility of using this medium as for exchanging experiences between these projects will be explored, thus contributing to DWAF capacity building and a wider understanding of IWRM issues in different countries. 

2.4.4 Integration of activities under the auspices of this DANCED funded project and DWAF ongoing activities related to IWRM

The DANCED funded project aims at supporting the implementation of pilot programmes within the framework of establishing Catchment Management Agencies (CMAs) as part of the institutional infrastructure to support IWRM in each of the nineteen Water Management Areas (WMAs) in South Africa. Appropriate groundwater resource policies and demand management and conservation form an integral part of the pilot initiatives supported by DANCED. Three WMAs have been selected for the pilot activities that should result in the establishment of CMAs for each selected Area within the lifetime of the project. 

Given the interval between the original design and the project start-up, one of the major task during the Inception Phase has been to determine how best to create the maximum synergy between the DANCED supported activities and DWAF’s ongoing activities in the light of their progress towards developing IWRM implementation strategies. This includes other donor-funded activities that are directly and indirectly related to this project. In order to facilitate the interaction with these projects, the Project Implementation Guide provides a list of relevant projects, contact names that are of relevance to each of the project outputs.

DWAF has established generic guidelines for the establishment of CMAs and the start of the DANCED project coincides with the recognised need to transform these guidelines and policies into practice. Thus by establishing CMAs in the three Areas selected for this project it is hoped that significant experience will have been gained to adapt existing strategies, where necessary, and to refine the generic guidelines in such a manner that there is a certain degree of flexibility to reflect the diverse institutional and stakeholder interests in each of the nineteen WMAs. Moreover, in view of the work that had already started in the three selected WMAs and which is directly related to the implementation of this project, it became apparent that support in the regions from this project would be required earlier than expected. This related particularly to the establishment of forums, public awareness and the adaptation of generic guidelines to the environment of each WMA. 

2.4.5 Integration of the roles of the DANCED Institutional and Capacity Building Advisers

As noted in the introduction to this section, the above-described issues will have major implications for the sustainability of the project. During the Inception Phase it was recognized that the roles of the Institutional and Capacity Building Advisers were closely inter-linked. Therefore, it was considered expedient to assign these two responsibilities to one adviser to ensure a continuous input throughout the project period. Moreover, this new arrangement will guarantee that the capacity building needs fully reflect the new institutional arrangements and stakeholder roles that will evolve during the course of the project. The Project Management Group agreed to this new arrangement at its 2 April 2001 meeting.

2.4.6 Project Implementation Guide

The purpose of the Project Implementation Guide (PIG) is to provide all the project partners with an easy understanding of the DWAF-DANCED IWRM Project. The PIG provides, at a ready glance, an overview of when things have to be done and by whom. The guide has also been prepared with the intention of providing a common vision of the project among the principal actors who will be responsible for ensuring its successful implementation and sustainability. It is also hoped that by outlining this common vision their commitment to the project will be secured and that the need for integration at all levels becomes apparent to all parties. 

Monitoring arrangements form an inherent component of the PIG and for each Output monitoring tasks and intervals are clearly set out. The Guide was presented at a teambuilding workshop and accepted as a practical tool for guiding the project and of ensuring the involvement of staff in DWAF. 

The project implementation guide is structured in such a manner to be “stand-alone” for each of the Project Outputs and contains the following for each Output:

Section 1 Introduction

· Purpose of the Output

· What it means in practice

· Project indicators

Section 2 Implementation arrangements

· Over all responsibilities (Output Task Force)

· Responsibilities for implementation of activities

· Monitoring arrangements

· Description of the steps to be taken for implementation with assigned responsibilities

· Where appropriate, tools to assist the implementation of activities


Section 3 Inputs

Provides an overview of inputs in person days distributed between

· Lead Consultant CTA

· Lead Consultant Advisers

· DWAF National Project Manager

· DWAF Head Office

· DWAF Regional Offices

· Service Providers for each of the work packages

Section 4 Contact list

· Contact coordinates for OTF for the Output

· Contact coordinates for persons involved in implementation of the various activities

Section 5 Six monthly work plan

· Rolling six month plan to be reviewed and updated every three months for the subsequent six months


Section 6 Other relevant projects

· Lists other projects/initiatives of relevance to the output in question of the DWAF/DANCED project


Section 7 Project planning matrix LFA

· Contains the LFA for the Output

The PIG has been prepared in a manner to facilitate regular review and updating. If used as intended it will contribute to developing the institutional memory and in addition to guiding the overall project activities will contribute to the internal capacity building process of DWAF staff.

2.5 Institutional Arrangements

Project Document - Assumptions:

· Institutions and other stakeholders co-operate constructively in defining their respective roles.

· Sufficient public interest exists in integrated water resource management.

· DWAF commits adequate financial and human resources to establish and operate Catchment Management Agencies.

Additional assumptions identified during Inception Phase

· Stakeholder participation is guaranteed

· Participation takes place in the optimal way to reflect the need and level of participation for the specific issue being discussed (i.e. appropriate participation to reflect specific circumstances)

· Information channels i.e. dissemination on how decisions taken clearly set out at the beginning of the project

2.5.1 Institutional / Sectoral Integration:

This DANCED funded project will operate at two different levels, one being at DWAF HO and the other at the WMA/CMA, which again has its links to the water management institutions and water management forums in the area. A representation of the IWRM project, its position and the main linkages at DWAF HO level is given below: 

	Donor/Funding agencies 

Provincial Governments


	Bulk Water Providers

Working for Water programme
	Environmental implementation & Management Plan



	
	D: Water Resources Planning (assessments)
	D: Water Quality Management

(Assessments, wastewater discharge pricing


	Water licensing

CD: Communications
	Health

	Networks of educational & research institutions 

(Water Net)
	Restructuring Process (Cross-CD/D)

TINWA
	IWRM Project

Dir Catchment management

Dir Geo-hydrology

DirWater Conservation

Regional Co-ordinators

Water Quality Mgmt.
	CD: Scientific Services

(Resource directed measures)

D: Social and Ecological Services
	Industry & Mining

Forestry

	Disaster Management


	D Water Utilisation (pricing)

CD: Human Res.
	CD/D: Regions (regional implementation)


	CD: Water Services (Planning process)
	

	Integrated Development Plans
	NWRS
	Local Government (Domestic Water & Waste)


	Agriculture


Figure 2.5.1. – Spheres of interaction at central level between IWRM Project, key institutional units in DWAF and water related sectors
Figure 2.5.1 shows the IWRM Project in the centre, comprising the combined competence of the three directorates. This is the first sphere of interaction, linking and interfacing. The next sphere encapsulates the institutional units within DWAF, including the Regions, with which there exist clear linkages and the need for interaction during the project implementation. The third sphere of interaction, which is about giving rise to co-operative governance, represents some of the key water related sectors and institutions, with which it will be necessary to interact. In this case of central levels, there is a strong emphasis on horizontal integration (institutions at the same level).

The corresponding representation of the institutional spheres of interaction at the Regional/ level (in the Water Management Area) is essentially, the same as the above figure, except that the CMA becomes the central core, as depicted below, and IWRM Project exists in the sphere of its first interaction:

	Bulk Water Providers


	Provincial Government 
	Environmental implementation & 

Management Plan

	Forestry

Networks of educational & research institutions 

(Water Net)


	D: Water Resources Planning (assessments)

D: Communications
	IWRM:

D: Catchment man-

agement

D: Geo-hydrology

D: Water Conservation 
	D: Water Quality Management

(Assessments, wastewater discharge pricing)


	Land Use

Health

	
	CD: Human Res.

Restructuring Process (Cross-CD/D)


	WMA/CMA

Water Forums

Water User Associations

Water Services Institutions

NGOs, CBOs


	Water licensing

D: Social and Ecological Services


	Industry & Mining

Agriculture



	
Disaster Management

TINWA


	
	
	CD: Scientific Studies

(Resource directed measures)
	

	
	D: Water Utilisation (pricing)
	CD/D: Regions

D: Local Institutional Development Support (LIDS)


	CD: Water Services (Planning process)
	Traditional Leaders / Tribal Authorities

	Local Government

(Domestic Water & Waste)


	Integrated Development Plans

Working for Water

Donor Funding Agencies


Figure 2.5.2– Regional perspective with a central WMA/CMA sphere, interacting with an “IWRM Project sphere”, in essentially the same format as figure 2.5.1. IWRM will then become an immediate support to the CMA, together with key institutional units in DWAF Regional Office, DWAF Head Office other Directorates, water related sectors and planning processes.

In the regional situation in which the Catchment Management Agency is the hub, this agency interacts with the full range of Water Management Institutions and Water Forums in the Water Management Area and within the primary sphere. Depending on the developments in the DWAF restructuring process and the dynamics of the institutional processes, the Catchment Management Agency will interact with the DWAF Regional Office and/or some of the central DWAF institutional units within the second sphere. Water related Sectors and key institutions are represented in the third sphere of interaction. 

In the third sphere, there will be a strong need for the CMA to be informed of water related projects and initiatives that are funded or supported by government departments (other than DWAF) or agencies, educational institutions, the private sector, water boards, foreign donors etc.

In the regional case there will likely be the need for strong lateral integration (institutions at the same level) and a vertical integration between institutions at different levels.

The interaction and linkages between other DWAF and donor funded projects and other initiatives at the level of Outputs of this project are set out in the Project Implementation Guide.

2.5.2 Monitoring issues

The importance of the various elements of integration has been described in Section 2.4. above. In particular, the issue of empowerment of historically disadvantaged groups, in particular black women and the rural poor to ensure their participation in the democratic institutions that will be facilitated through this project has been highlighted. Additional monitoring mechanisms in the form of surveys and interviews have been introduced. These will be conducted at six monthly intervals. In addition the participatory project review mechanisms introduced under Output 1 will also serve to monitor the incremental involvement of these groups in overall project initiatives.

2.6 Capacity Building

Project Document - Assumptions:

· Sufficient suitably qualified staff members are made available in the DWAF Head Office and relevant Regions to implement the process. 

· Local Authorities provide human and financial resources to implement the approved water demand management and conservation programmes. 

Additional assumptions identified during the Inception Phase

Related to Output 4 – Stakeholder Participation

· Base line survey of current level of awareness conducted at the outset of the project as part of developing the communication strategy.

· Material is designed to reflect the needs of different target groups
Related to Output 5 – Capacity Building

· That DWAF national and regional selects and assigns appropriate staff to participate in the capacity building programme 

· That appropriate efforts (e.g. community meetings) are taken to encourage historically disadvantaged groups, particularly rural communities and black women to participate in the capacity building programmes

· That the programmes are tailored to reflect the cultural traditions and economic conditions (daily work pattern) in which these groups live
The DWAF capacity building programmes encompass and stress strategies, which aim at awareness creation, public participation and empowerment. The term Capacity Building is applied to any strategy, which “enables” people with a role, to become able to fulfil that role in terms of the Government’s policy and for the water sector. For clear communications, the project will ascertain its need and ability to adapt itself to the way capacity building is applied by similar initiatives in South Africa.
The output and activities in the Project Contract concerning capacity building, networking, awareness campaigning, etc. are still on the whole valid and will serve as a starting point for the more detailed sections on these issues in the project implementation plan in Annex C. However, it is essential to integrate the different elements as they are described for catchment management, groundwater management, and water conservation and water demand management respectively into one uniform framework. 

DWAF is currently undergoing restructuring which highlights the need for capacity building. To sustain restructuring and remedy human resource problems, a major assessment of needs for capacity building in the water sector has recently been conducted by UNESCO, WMO and DWAF, followed by a three-day Dutch supported seminar at DWAF to address the situation and define a consistent strategy for capacity building. Thus for DWAF staff, a substantial capacity building programme is on the way and will inevitably form the context for the capacity building programme under this project.

The Directorate: Catchment Management is currently developing proposal for assessing Capacity Building needs related to the formation of CMAs, formulation of a policy document and preparation of both a training strategy and guideline document for capacity building. 

The Directorate: Water Conservation has at this stage done a significant job in identifying a network and resources for capacity building. Conceptually, the Directorate is at an advanced stage in terms of defining the way it envisages how capacity building will take place, which the major target categories will be and what they need to know.

At the Directorate: Geo-hydrology various capacity building activities have also taken place. Groundwater management has previously played a minor role in water management in South Africa, but is now gaining prominence through the National Water Resource Strategy to which the Directorate is currently contributing, assisted by this project. Engaging groundwater management more seriously than in the past, identifies considerable needs for capacity building, comprising awareness creation and the development of specific knowledge and skills. The Directorate is currently conducting capacity building activities aimed at the general public, such as providing maps for high schools, developing posters, etc…

2.6.1 Integration of capacity building into project activities

Section 2.4 emphasised the need to integrate capacity building through engaging DWAF staff and stakeholders directly in project activities. At the time of preparing the Inception Report, the project team is in the process of discussing with DWAF and the Local Service Providers mechanisms by which elements of the capacity building can be “formalised” and be accredited as part of a formal qualification. This will entail:

· DWAF making a commitment to allowing members of the Output Task Forces to allocate time to study; 

· Further development of the e-fora for this purpose

· DANCED project advisers acting as “mentors” for members of the Output Task Forces

· Negotiations with relevant institutions to acknowledge work as contributing to the formal accreditation system

2.6.2 Specific Monitoring arrangements

As with the Institutional Arrangements, particular attention will be paid to monitoring the progress of capacity building efforts in relation to the historically disadvantaged groups, particularly the rural poor and black women. To this end the local service providers will conduct a base line study during the summer of 2001 for “benchmarking” purposes. Further surveys will be conducted at six monthly intervals. These will be supplemented by the discussions at review meetings under Output 1.

2.7 Groundwater Development in IWRM

Project Document - Assumptions:

· Agreement of catchment management agency proxies secured.

· Major groundwater user groups co-operate.

· The Water Research Commission programme on the Groundwater Component of the “Reserve” has produced results, which can serve as input to a conceptual groundwater model.

· Budget for the required monitoring instrumentation is available, as well as capacity in the regions to maintain the networks.

· The joint Development of the National Groundwater Information System (NGIS) with the TNO in the Netherlands progresses according to schedule.

In addition to these the consultant has identified the following assumptions that will have impact on the successful completion of the groundwater activities:

· Approvals of documents within reasonable time

· DWAF provide minimum five work months to coordinate previous and ongoing activities and participate in the approval of procedures

· NGIS / “Regis Africa” working and relevant data loaded in the system

· NGIS / “Regis Africa” succeeds as the system used by CMAs


The basic water needs of some 4.000.000 South Africans have been met in the last 6 years by developing groundwater supplies and almost two thirds of the dry western parts of South Africa are reliant on groundwater. It is only with a realization that groundwater has a key role to play if the country’s Integrated Development Plan (IDP) goals are to be met, that the full value of groundwater is being recognised. 

The prominence of groundwater in environmental discussions has also increased in recent times, sometimes as means of blocking particular water developments. Though it is perceived that the role of groundwater is gradually being appreciated, the resource is neither integrated into water resource management, environmental planning nor land use management. A general response from water resource decision-makers and managers, when questioned by stakeholders during the Inception Phase on the public’s understanding of groundwater, was that a strong need exists for the Geo-hydrology profession to convey information that is readily understood by the public.

Recent publication of national and regional scale geo-hydrological maps has provided the first mechanism of easily providing geo-hydrological information in a systematic manner. As the regional mapping exercise draws to completion, the focus needs to shift towards providing information adapted for specific purposes, such as allocation and protection. Information also needs to be presented in a popularised format for use in schools and by the broader public, as well as in a sufficiently technical format for use by the water sector.

The Groundwater component of the IWRM project is shaped to interact with the ongoing activities at DWAF in fields such as the determination of the Reserve, water resource assessment, water allocation principles, monitoring networks, water quality protection and the information systems already mentioned. The work plan for the international adviser and the TOR for the South African service providers incorporate flexibility to adjust the activities in such a way as to minimise overlap with the ongoing activities at DWAF and to direct the resources towards those issues that presently needs attention. 

An example of the above is giving priority to preparing guidelines for groundwater resource assessment, which is less developed than i.e. guidelines for monitoring. A central issue will be the data needs to make the assessments and for that reason the activity will be closely coordinated with activities relating to the National Groundwater Information System. Other key issues include, link to the determination of the “Reserve”, link to surface waters and other elements of hydrological cycle and how to make the step from the present conceptual assessment to “numbers”, which are solidly based on observations and science. 

DWAF has prepared a Groundwater Quality Management Strategy, which addresses the issue of the quality of the groundwater resource, and the steps, which are necessary to protect it. This project will take hold in how this strategy can be used to promote local actions to protect the resource. The main focus will be on the “Resource Directed” measures, but the “Source Directed” measures will also be addressed. The activity includes feasibility considerations, an implementation plan and preparation of guidelines that can assist the CMAs in becoming proactive in the efforts to avoid future contamination. The activity is linked to the Groundwater Information System, which can be used to identify those resources already polluted, and those at risk of pollution. These areas can then be targeted for priority implementation of the Groundwater Quality Management Strategy. Close co-operation is planned with the “Dense Settlements” project, which has already addressed some of these aspects.

Relevant and valid groundwater information is considered critical for proper resource management. 

This requires a well planned and executed monitoring program for the WMAs. DWAF has already ongoing monitoring programmes and the guidelines for continuation and improvement are progressing. The target for the IWRM project will be to enable the emerging CMAs to establish continuity in data collection and to coordinate with other relevant information sources. The project does not have any funds for drilling or purchase of equipment and will rely on DWAF’s resources for those purposes.

Information tools such as databases, maps, reports and booklets provide hydro-geological information to the water sector, decision makers and the general public. The target is to achieve continued improvement in data management using digital information systems, which continuously undergo technological improvements. This is in progress in the form of the National Water Archive and more specific in the National Groundwater Information System (NGIS). DWAF is currently in co-operation with TNO implementing and adapting a system used in the Netherlands. The system is named “Regis Africa”. The IWRM project activities have become a part of the overall plan for the use of NGIS as the tool for data management in the CMAs. The assumption that “Regis Africa” will become the preferred tool is critical to the successful completion of this activity.

The activities continue to the end of the project with a substantial input from DWAF regional staff in the second half of the project period. This will best secure the accumulation of experience at local level and secure sustainability
2.8 Water Conservation and Water Demand Management (WC/DM)

Project Document - Assumptions:

· Information (documents) on water use and unaccounted for water available

· Adequate resources within the Local Authorities for implementation of Business Plan. Annex

· Motivated staff at all levels within the Local Authorities. Annex

In common with the other components of the project, there has been considerable activity in WC/DM over the past 2 years, i.e. since this project was first conceived and the Project Document published. The principal activities of this work comprise:

· A national strategy framework for water conservation and demand management, developed by DWAF (draft May 1999)

· A sub-set of WC/DM strategies, developed by DWAF, covering the agricultural, water services, industry, mining & power, and forestry sub-sectors (various drafts, latest being August 2000)

· Development of WC/WDM Strategy for the Greater Potgietersrus Study

· In October 2000, a commission to undertake a WC/DM strategy for the Mhlatuze River sub- Catchment, awarded to DWAF

· At least two of the bulk supply water boards, e.g. Umgeni Water and Rand Water, developed their own strategies or position statements and worked with their local authority users to assess the implications of WC/DM for both the supplier and distributor of water

· A major DM programme, already under way in the city of Durban, is yielding very significant results.

As far as the WC/DM advisor is concerned, the full extent of development in WC/DM nationally is still emerging since, during the first two visits, it was possible only to arrive at an understanding of the general position and some of the major initiatives. The project must obviously be shaped to reflect the many initiatives that are occurring and incorporate sufficient flexibility to adjust inputs in such a way as to minimise overlap and obtain the maximum benefit from the project.

2.9 Conclusions

Comments to the assumptions are itemized in Annex A: table A1

At this stage of the project, fulfilment of some general and specific assumptions prescribed in the project document has already been largely achieved. Furthermore, none appear to be in any jeopardy, other than for where the project is geared to remedy them, such as in capacity building requirements.

Project progress reports will track their progressive achievement and, if applicable, recommend any proposed remedial measures. Activities during Inception Phase

2.10 Regional meetings

Prior to the mobilisation of the CTA, two sets of Regional meetings in each of the selected Water Management Areas (WMA) were arranged by the three core directorates of Catchment Management, Geo-hydrology and Water Conservation, based in Pretoria. The first set of meetings was held to initiate the project concept with stakeholders. The second set was held, through late July to early September 2000. 

The second set of meetings was convened to:

· Introduce the international team,

· Outline the project status, 

· Confirm its outputs, activities and implementation plan, 

· Discuss regional stakeholders’ issues and concerns, and 

· Nominate regional project coordinators. 

The meetings were held:

· In Pietermaritzburg for WMA no.11 (Mvoti to Mzimkhulu Rivers), Kwa Zulu – Natal Province on 12th July 2000,

· In Rustenburg for WMA no.3 (Crocodile West and Marico Rivers), Gauteng & N.W Provinces on 6th September 2000, and 

· In Clanwilliam for WMA no.17 (Olifants and Doorn Rivers), Western Cape Province on 15th August 2000

The meetings' agenda comprised presentations by Regional, Directorate and IWRM project staff followed by questions and discussion. This series of meetings culminated in a Consolidation Meeting of DWAF and Project staff in Pretoria on 11th August 2000, to draw their conclusions and form directions for the future project implementation and development. 

A number of further meetings were attended and stakeholders met by the CTA and/or the Acting NPM during this period on catchment management, water balance modelling, water forums development and other stakeholder participation meetings.

2.11 Management and Administrative Staff

Chief Technical Advisor and National Project Manager: Following the above series of regional and technical meetings, in the period, i.e. 14th August to 2nd October, the Acting NPM, with the Directorate of Water Conservation, completed tasks generated during the above meetings and administered some project mobilisation tasks in South Africa. The CTA resumed his project activities, once having returned to Pretoria from his home base, on 3rd October 2000.

Project Accountant and Secretary: An established DWAF Senior Administration Officer position was identified and given to the project, with the successful candidate beginning his duties on 1st April 2001. Meanwhile, a temporary junior secretary, hired for the project by DWAF on 20th November 2000, until the senior position was filled and a contracted accountant acquired, supported the project. 

To assist the project in its initial needs for administrative support, the Secretary for the DANCED assisted “Strategy to Manage Water Quality Effects of Dense Settlements” DWAF Project trained and supported the temporary project secretary through the initial financial accounting and reporting procedures. 

Owing to the immediate requirement for an accountant and senior administrative staff person, DANCED, by its verbal agreement on 19th October 2000 and letter of 28th November 2000, agreed to fund an incumbent to the position for the remainder of the fiscal year. This position was requested by the project to help with the more complex financial and records management aspects of project administration. Disbursements for it have been made out of the project budget contingencies.

2.12 Project Meetings

2.12.1 Project Management Meetings

The project has held two Project Management Meetings. 

The following decisions concerning the project were made at the 1st PMG meeting held on the 26th February 2001

· Department of Water Affairs and Forestry would allocate funds towards VAT for the professional services provided by Local Service Providers (Consultants). This would be contributed by all three key Directorates in the project and it will be spread throughout the duration of the project.

· On the same day it was also agreed that Work Packages relating to the Water Management Areas would be outsourced to Local Service Providers within the region to reduce reimbursable expenses for Consultants stationed in other regions.

· The PMG also agreed that Service Providers already working in those WMAs appointed by the Department would be considered for sub consultancy in the IWRM Project. But this would mostly depend on their performance and delivery on the project output.

· The project should be launched during the National Water Week launch, this should involve the Minister and the Royal Danish Ambassador.

· WQM should be represented at the Project Steering Committee.

· An activity concerning the development of CMS in output 3 should be removed from output 3 and considered to be a stand-alone output in the LFA as output 9.

The second PMG meeting was held on the 2nd April 2001, and the following decisions were made

· DWAF key personnel should approve all documents produced by the Project’s office before being sent out to public.

· Barbara Schreiner nominated Michael Singh as the Project Director.

· Roger Short would advise on Institutional Arrangements and Capacity Building.

2.12.2 Project Steering Committee Meetings

One PSC meeting has been held so far and the following decisions were made;

· Two Water Management Area Steering Committee members should be nominated to represent regional stakeholders in the National PSC.

· The National PSC should be reconstituted to reduce the number of members already part of the PMG.

· All PSC meetings should run for at least two hours to allow full discussions.

2.12.3 Project Management Team Meetings

One PMT meeting has been held and the following decisions were made;

· Each key Directorate would transfer R170 000,00 towards VAT for services to be provided by Local Service Providers to one common account.

· Azwi Nelwamondo should participate/attend other DWAF initiative processes within the Department that link with the project and report back to the Project Management Team.

· Requests for financial assistance from the project’s funds from regions should be done formally on a Departmental Letterhead.

· The first road show about project implementation should be done in Rustenburg (Crocodile-West Marico WMA).

PMT meetings are scheduled to take place every Monday at 12H00.

2.13 Facilities

The inception period has seen the establishment of the Integrated Water Resource Management Project Office in the DWAF Head Office, with a functional set of office furniture (for 3 staff and visiting advisors), three early Pentium computers – later replaced by more modern equipment, printers communications and all office supplies required. 

2.14 Expatriate Advisors

Between 7th November, 2000 and 1st June, 2000 the Carl Bro short–term advisors, listed in Table below, visited South Africa to begin their assignments and assist with execution of the Inception Phase.

	
	Expertise
	Visit(s) Period
	Achievements

	Hugh Allan
	Water Conservation / Demand Management
	20 Nov-8 Dec 00

20 Feb–9 Mar 01

30 Apr–11 May 01


	Reviewed DWAF WC/DM strategy documents

Input to Inception Report-changes from Project Document, detailed work plan

Invitation for expressions of interest from local service providers

Attendance at national workshop on water resources reconciliation

Programme for appointment of SPs

Work packages TOR

Project budget review

Tender evaluation WP#s1a&1b

Questionnaire on WC/DM for issue to water services institutions

Visit Rustenburg CC to discuss their active participation in the project within WMA3

	Jan Hassing
	IWRM
	7 Oct-28 Oct 00
	Mission Report

IWRM Discussion Paper.



	Jens Gnaur


	HRD/Training 

- Capacity Building
	7 Nov-24 Nov 00
	Initial needs assessment

Mission Report.




	Gavin Quibell
	IWRM
	13 Jul-28 Jul 00

12 Feb–30 Mar 01
	IWRM guidelines for stakeholder participation in WMAs




	Roger Short
	Institutional support, public awareness and capacity building
	20 Nov–8 Dec 00

26 Feb–2 Apr 01

16 Apr–27 Apr 01

13 May–25 May 01
	Project re-structuring – revised PPMs Mission Report.

E-fora established

Project Implementation Guide.

Work packages TOR. Missions to Durban and Cape Town to discuss WPs

Attendance Team building workshop

Analysis of internal project enabling environment. Follow up mission to Durban

WP 1 Bid documents

Tender evaluation

Outline of DWAF preliminary internal capacity building plans.

	Torsten 

Toksvad
	Groundwater
	9 Oct-3 Nov 00

Nov 14-Dec 12 00

12 Feb–9 Mar 01

14 May–25 May 01
	Mission to Cape Town to discuss Groundwater strategy 

Reviewed DWAF groundwater documents

Missions to Durban, Pietermaritzburg, King Williams Town and Cape Town to collect information, draft version of strategy

Attendance at international workshop on IWRM at IAH conference

Input to Inception Report

Final version of Strategies for the inclusion of groundwater in the NWRS.

Work packages 1 & 3 TOR

Tender evaluation for WP1


2.15 South African Service Providers (SP)

To obtain expressions of interest and SPs’ pre-qualification in the project an invitation was posted in The Sowetan and The Mail & Guardian, two wide distribution national print-media outlets, on 19th January 2001 and subsequent to that, in the government bulletin. Responses were requested for submission by 5th February 2001, but later extended to 12th February to match the tender bulletin publishing date.

The advertisement specified the breadth of technical qualifications required for the work. Also, and of equal importance, it was identified that the appraisal criteria stipulate a requirement in the submissions for the service providers’ proven community knowledge and involvement, as well as employing direct involvement of previously disadvantaged groups/individuals and emerging consultants. Ultimately, these criteria will be rigorously examined for the relevance and importance of these aspects in proposals arising from this search for services.

Following an invitation for expressions of interest from SPs, the bid documents for the initial work packages were issued to those interested in submitting proposals for complete work packages. 

Lists were issued of those parties who have requested bid documents and those who have not, in order to let them know who each other are and provide maximum opportunity for all to be a part of proposals submitted for the packages. This process is deliberately intended to maximise the opportunity for the employment of previously disadvantaged individuals/groups, emerging consultants and the best people for the work. 

The condition for a successful bidder are that the company or consortium comprise all the best skills required for each package, with the required corporate experience and composition, and the will and ability to mentor and supervise team members from previously disadvantaged individuals/groups and emerging consultants.

An evaluation committee has evaluated the proposals for Work Packages 1a & 1b, with members from the DWAF and Carl Bro and a preferred bidder has been appointed, and contract negotiations are ongoing.

DWAF and Carl Bro have agreed that Work package 2 will be contracted as 3 service contracts, one for each WMA. The regional offices will each identify 3 companies or consortia, who will then been invited to submit a proposal for a general scope of work. The proposals will primarily be evaluated based on CVs and the fee rates.

Service provider for Groundwater Strategy

Immediately following the project start-up the need for SPs was identified for the purposes of addressing groundwater in the NWRS. This activity was described in the Project Document as Output 2.1. On 19th October, 2000, the consulting firm, Parsons & Associates, was contracted by the project to work through the Groundwater Adviser, Mr. TorstenToksvad, to fulfil the output: “Groundwater adequately addressed in the NWRS”. The task was completed in April 2001. It is however expected that further refinements of this submission will be required as the NWRS nears completion. 

2.16 Establishment of Project Organisation and Procedures

The generation of the project structure and its management procedures has occurred through the provision of DWAF resources, together with support from the DANCED assisted “Water Quality in Dense Settlements” Project currently operating within DWAF. 

The culmination of this process is detailed in the Project Procedures Manual in Annex F

2.17 Other Project Activities

Underlying all the specific and direct activities described above, the NPM, CTA and Advisers have made it their business to network with as many existing and potential project partners as feasible. The overriding rationale for these communications has been to become known amongst the water management community, to collect data and information relevant to the project and to impart what information currently existed on the project.

3 Project Outputs

3.1 Introduction

This Section reviews the indicators and means of verification of the project outputs. As discussed elsewhere in the Inception Report, proposals have been made to re-structure the project. However, the re-structuring has not influenced the substance of the project as contained in the contract between DANCED and Carl Bro.

3.1.1 Rationale for the re-structuring of the project.

During the November mission of the Institutional Adviser, the project document was reviewed and a revised LFA project-planning matrix PPM prepared to reflect the progress already made to date. Moreover, the re-structuring also took into account the findings of the IWRM Adviser’s (Jan Hassing) mission in October 2000. These revisions have not made any substantive changes to the content of the original project document. 

The revised PPM has been elaborated in such a way that there is now also an integrative objective.  This is directed at the operationalization of IRWM through the establishment of CMAs and the need to demonstrate integration at all levels. The reasons for these changes are primarily to follow the principle of the LFA i.e. that more than one immediate objective can lead to conflicts and a dilution of effort. The restructuring also demonstrates, the integrative nature of the project at an institutional level especially at DWAF as discussed under Section 2 of this report. Notwithstanding this restructuring, the essence of the original three project components remains. 

3.2 The re-structured LFA Project Planning Matrix

Based on the information gathered during the Inception Phase, it became clear that there was a need to engage the active participation of the stakeholders, in particular the previously disadvantaged groups and individuals, to ensure the success of the project. Thus, mechanisms have been introduced to enhance the joint implementation and monitoring of the pilot project initiatives. Provision for this has been made in Output 1. Linked with this issue has been the consideration for additional effort to inform stakeholders through various public awareness initiatives, in particular in relation to the historically disadvantaged groups as discussed in Section 2. Output 4 strengthens this aspect that was included in the original project document under 1.6.1. 

The activities relating to capacity building have all been brought together under one Output (no.5).

3.2.1 The key elements of the overall Project Planning Matrix are as follows

3.2.1.1 Overall Long Term Objectives
1. The management of South Africa's water resources environment and human behaviour in ways to achieve equitable, efficient and sustainable use of water

2. Sustainability in terms of water resources and the ecology, social economic development that is dependent upon these resources, and the institutions responsible for catchment management.

3. Equity in access to water resources, benefits and services, particularly those who have historically not benefited from WRM, such as women and the poor.

3.2.1.2 Original Project Objectives

Immediate Objective 1: Institutional arrangements for IWRM at catchment level established and IWRM in operation.

Immediate Objective 2: Strategies, tools and systems developed and applied within three pilot water management areas to achieve sustainable groundwater management as an integral part of IWRM. Application supported by information systems and capacity building.

Immediate Objective 3: Water conservation and demand management strategies and approaches developed and applied in selected Local Authority and Water User Association areas within the three pilot water management areas. Application supported by raising awareness.

3.2.1.3 Integrating Project Objective

The original three project immediate objectives (components) have been brought under one INTEGRATING objective for the reasons stated above in 4.1.1

	Integrating Project Objective

“Integrated Water Resource Management established in three selected WMA’s”




3.2.1.4 Project Outputs

The re-structured PPM has the following Outputs, as illustrated by Table 4.2.

· OUTPUT 1:  Project implementation, monitoring and dissemination mechanisms established and functioning

· OUTPUT 2: Networking & information dissemination mechanisms functioning

· OUTPUT 3: Institutional arrangements for IWRM established & tested in the three selected WMAs

· OUTPUT 4: Stakeholder participation established and tested in the three selected WMAs through public awareness and other appropriate mechanisms

· OUTPUT 5: Stakeholder and institutional capacity strengthened in the three selected WMAs

· OUTPUT 6: Basis for viability of three selected CMAs established

· OUTPUT 7: Strategies, tools and systems applied within the three selected WMAs to achieve sustainable GW development as an integral part of IRWM

· OUTPUT 8: Water conservation and demand management strategies & approaches applied, tested and evaluated in selected Local Authorities and WUA’s in the three selected WMAs.

· OUTPUT 9:  Framework for Catchment Management Strategies

Details of Activities and Indicators have been included in ANNEX H.

3.3 Output 1 

“Project implementation, monitoring and dissemination mechanisms established and functioning”

3.3.1 Background & Rationale 

The activities envisaged in this Output did not appear directly in the original project document. However, they are inherent in the philosophy of engaging stakeholders. Therefore, this new Output has been introduced to ensure maximum transparency of project activities and to the facilitate participation of stakeholders throughout the project period. This goes beyond the project reporting mechanisms that were envisaged in the original project document under Immediate Objective 0. Moreover, this approach has been considered necessary given the “pilot” nature of the project and the need that has been emphasised by DWAF and the three regions to involve stakeholders in the entire process. This process will also be essential for preparing the necessary documentation for the adaptation of the generic guidelines related to institutional arrangements, financing and mechanisms for securing stakeholder participation. 

Quarterly review meetings will be held in each WMA. These will involve all the stakeholders. These will not be “reporting sessions” in the traditional sense. The meetings should be designed to ensure maximum interaction between the stakeholders. They should serve to assist the project team in drawing upon lessons learned and, moreover, they should contribute to the democratisation process, in particular the empowerment of historically disadvantaged groups 

Based on the inputs provided by the review workshops, a compendium will be developed and will be pivotal in representing a “history” of the cross cutting processes involved in introducing the IWRM concepts at WMA level and the establishment of the CMAs.

The compendium will document the dynamics of the processes involved and will be supported, where appropriate, by different media forms. Thus it will serve as a resource base for some of the other Outputs of the project, in particular those dealing with communication (e-fora and the project web site) and public awareness. Therefore, the participatory project review process and the compendium will serve the following purposes:

· Firstly, it will provide the basis for internal participatory review by stakeholders and formal reporting mechanism to DWAF and DANCED;. 

· Secondly, it will act as a resource base for capacity building for internal and external stakeholders by providing inputs to e-fora and the DWAF-DANCED IWRM project website; i.e. inputs to Output 2

· Thirdly, provide sources for case studies for use in public awareness and special events, i.e. Output 4 and

· Fourthly, to provide material for the development of the project institutional memory on CD. This can be used for the establishment of IWRM in other WMAs 

The implementation arrangements are contained within the relevant section (Output 1) of the Project Implementation Guide (Annex G)

3.3.2 Comments on the Output indicators

The indicators for Output 1 as set out in Annex B relate to key stakeholders being informed of the project and their active involvement throughout the project in providing inputs in the form of debate and critique concerning project implementation. In particular this process is intended to encourage the participation of historically disadvantaged groups (black women and the rural poor). The review meetings complement the CMA forum establishment process in that they will take an informal holistic approach to the project. It is hoped that this approach will assist in the empowerment process and thereby lead to their willingness to participation in the CMA fora.

3.3.3 List of Activities

	1.1
	One day joint project start up meetings in each of the selected WMAs 

	1.2
	One day joint project start up meeting in each of the three WMAs

	1.3
	Periodic review and planning workshops facilitated at each of the three selected CMAs

	1.4
	Two day quarterly project review meetings with key stakeholders at HQ

	1.5
	Two day mid term joint internal project review in each of the selected WMAs

	1.6
	Three day mid term joint internal project review with key stakeholders at HQ

	1.7
	Two day joint internal end-of-project evaluation workshop at each selected WMA

	1.8
	Three day joint internal end-of project evaluation workshop with key stakeholders at HQ


3.4 Output 2 

“Networking and information dissemination mechanisms functioning”

3.4.1 Background and Rationale

The DANCED project sets out, through pilot initiatives in the selected WMAs, to establish the basis for IWRM at these local/regional levels. The experience from the project activities will contribute to the further development of CMAs on a nationwide basis over a ten to fifteen year period. The process of establishing CMAs in a number of the remaining WMAs has already started and the process will continue during the lifetime of this project.

In order to facilitate maximum levels of information dissemination and an exchange of experience between all actors and institutions in the water sector, the project will establish e-fora linked to the project Internet website. In addition to information exchange, the e-fora will be used for training, seminars on specific topic issues. Moreover, where practicable, e-fora will be established for online project monitoring to support the activities of Output 1. During the project period a number of “special events” of a fixed time duration will be held. These will deal with specific topics related to IWRM and will draw upon expertise within and outside the immediate project resources. These will serve as a basis for internal capacity building within DWAF HQ, the regions and other relevant institutions. It is also planned to use the e-fora medium for networking with other IWRM initiatives particularly those funded by DANCED and which Carl Bro is implementing.

A further element of Output 2 includes the preparation of newsletters targeted at each WMA. Information and exchanges of information from the e-fora will be incorporated into these newsletters.

Finally, a database of internal and external resources to support the development of IWRM will be established. This will also include emerging service providers from historically disadvantaged groups.

3.4.2 Comments on the Output Indicators

A first trial of the e-forum took place in December 2000 in conjunction with preliminary discussions concerning the revised project planning matrices. At that time ID and passwords were distributed to DWAF staff. The use made of the system was very limited. This may have been attributed to the timing (prior to the Christmas break) or problems of accessing via the Internet. The latter problem is being resolved by allowing access via the DWAF intranet. Once this has been established, tutoring and mentoring of users will be made easier. An e-forum has been established for each Output Task Force. This means that currently there are some seventy-user names registered. Over the coming months this number will be increased as part of the capacity building programme and the time bound events. The topics for these events will be finalised by the end of September 2001. 

The project website is under construction and will be finalised by early July. The first newsletters will be issued following the project roll out in the regions during the first two weeks of July 2001. The subsequent publication and distribution of the newsletters will follow the schedule of the quarterly review meetings.

3.4.3 List of Activities

	2.1
	Establish project web site and E-forums 

	2.2
	Prepare newsletters, targeted at each of the three selected WMAs (This is co-ordinated with communication strategy 4.1.)

	2.3
	Prepare and conduct time bound E-forums "events" targeted at a specific IWRM issues 

	2.4
	Establish database of internal and external resources to support the development of IWRM nationally and locally.  


3.5 Output 3 

“Institutional arrangements for IWRM established and tested in the 3 selected WMAs”

3.5.1 Background and rationale

With the exception of the elaboration of the framework for Catchment Management Strategies Output 3 incorporates the activities of Component 1 (Immediate Objective 1) of the original project document. The following will be delivered under this Output.

4. Institutional framework arrangements that reflect the specific characteristics of each the selected WMA prepared in collaboration with local stakeholders and adopted by December 2001. Olifants–Doorn will be prepared some time later. An internal evaluation of their performance will be completed by May 2003

5. Duties, powers and functions of the National Department and WMI for each of the selected WMAs prepared and agreed for implementation by December 2001. An internal review of these functions will be completed by May 2003 for inclusion in the final guidelines.

6. The necessary, WMIs and non-statutory bodies that reflect the specific characteristics and concerns of each selected WMA promoted and facilitated during the project period. An internal review will be completed by May 2003 and the findings incorporated into the final guidelines.

7. WMIs in each of the selected WMAs constituted and operating on a transition basis during the project period and evaluated by May 2003 and findings incorporated into the final guidelines

8. Organisational arrangements and linkages (e.g. contractual arrangements for service providers) agreed with stakeholders, approved by May 2003

9. Periodic documents prepared in conjunction with reviews. Evaluation report setting out recommendations for possible changes to guidelines completed by mid-May 2003. Guidelines elaborated on the basis of the on-going monitoring.

3.5.2 Comments on the Output indicators

The majority of the generic guidelines related to institutional arrangements have been prepared. The recently appointed service providers for WP No 1 will commence on the adaptation of these guidelines to reflect the environments of each of the three selected WMAs. The service providers for WP2 will provide interim assistance (i.e. before commencing Phase II of the project) to the three regions to, among others, establish the non-statutory bodies. Each of the three regions is progressing towards the establishment of the CMAs. However, the pace differs between the three WMAs. Thus the monitoring of the progress and indicators has been established through a monthly reporting system to supplement the quarterly review mechanism. However, despite the differing levels of progress, it is anticipated that the institutional arrangements envisaged under this Output will be in place by May 2003 by which time it will be possible to undertake an internal project review in order to incorporate these three experiences into the final guidelines.

3.5.3 List of Activities

	3.1
	Prepare framework institutional arrangements in each of the selected WMAs

	3.2
	Clarify duties, powers and functions of National Department and WMIs in each of the selected WMAs

	3.3
	Promote and facilitate the establishment of WMIs and non-statutory bodies in each of the selected WMAs

	3.4
	Advise and assist in the constitution and operation of WMIs in each of the three WMAs

	3.5
	Assist and advise on the detailed organisational arrangement and linkages in the three WMAs

	3.6
	Monitor, evaluate, document and revise institutional strategies as appropriate.


3.6 Output 4 

“Stakeholder participation established and tested in the three selected WMAs through public awareness and stakeholder workshops”

3.6.1  Background and rationale 

The introductory section indicated the need to strengthen stakeholder participation through public awareness. Currently, the majority of participants to the forums associated with the establishment of the CMAs in the three selected WMAs are drawn from groups that are able to articulate their needs. The level of participation from previously disadvantaged groups, directly or indirectly through representatives, remains at a disturbingly low level.  The original project document made reference to education and public awareness. However, visits to the selected project sites and meetings with DWAF indicated that efforts should be made within the scope of this project to increase public awareness in order to stimulate an interest among previously disadvantaged groups to participate in stakeholder meetings. 

Output 4 brings together a broad spectrum of public awareness initiatives linked with a greater effort at community level to work towards substantially higher levels of participation among previously disadvantaged groups in forum work. This need was not fully recognised in the original project document Thus the main thrust of Output 4 will be two-fold:

1. Develop and conduct appropriate public awareness campaigns targeted at those groups whose participation in the CMA establishment process remains low. The purpose being to stimulate interest especially among previously disadvantaged groups, in particular the rural poor and black women, to either directly participate in meetings or elect members of their local communities to represent them in forum meetings. In this way mechanisms will be established by which the concerns and needs of these communities can be addressed in order to redress past inequalities as envisaged in the NWA. 

   2.  Through further building upon the work conducted in the Inception Phase of developing and testing a manual for stakeholder participation, conduct workshops and meetings with groups currently under-represented in the work of the forums, in particular the previously disadvantaged groups.

The key elements of Output 4 are as follows:


Public Awareness

1. Development of a communication strategy for different target groups developed and agreed by early September 2001. In view of the need for additional finances for public awareness, the local service provider has been instructed to develop a private-public partnership plan (with associated sponsor funding) for this Output.

2. Awareness campaigns directed at rural communities and black women in the three WMAs. These will commence in the autumn of 2001.

3. Additional awareness campaigns for different stakeholder groups in the three selected WMAs. These will commence in January 2002 and will run throughout the year.

Stakeholder workshops

It has been recognised that there is an urgent need to develop capacity among individuals from the previously disadvantaged groups to act as facilitators and animators. Such skills will be required at community level on an ongoing far beyond the time-scale of this project. Therefore during the second half of 2001 candidates from communities in the three pilot areas will be selected and trained in skills related to empowerment, community participation and the design and management of developmental projects. The latter will place particular emphasis on integrating traditional indigenous approaches into project design. Parallel with these activities the project will aim to facilitate the training of these individuals in business management skills in order to develop sustainable new firms that can provide socio-economic services at a community level. Thus the activities envisaged are:
1. Selection of candidates in the three pilot areas for training

2. Training of facilitators – animators programme in the three pilot areas
3. Two preliminary stakeholder workshops/meetings targeted at community-based level (rural poor and black women) will be conducted in each of the three WMAs by the end of November 2001. These will be conducted by the newly trained animators and supervised by the DWAF-DANCED team

4. A review of the processes adopted for the preliminary workshops and adaptation as necessary by end of November 2001. Jointly between local trained animators and DWAF-DANCED Project staff

5. Four stakeholder workshops/meetings meetings targeted at community based level (rural poor and black women) will be conducted in each of the three WMAs by the end of May 2002 in order to consolidate stakeholder “buy-in” at this level. The newly trained animators will conduct these.

6. Provide on-going advice to community-based leaders on issues related to the NWA, their rights and link this to the capacity building (Output 5) as needs arise.

3.6.2 Comments on the Output indicators

It has become apparent during the Inception Phase that the level of funds currently available within the project budget may not be adequate to match the needs and ambitions set out in this Output. Thus the indicators will have to be revised once the communication strategy and the private-public partnership plans have been finalised.  A need to conduct public awareness campaigns directed at other target groups beyond the previously disadvantaged groups has been expressed by DWAF. A tentative plan for these is outlined in the PIG but will be dependent upon the outcome of the sponsorship plan. Thus resources currently available within the project will be utilised to mobilise the participation of under represented groups e.g. rural poor and black women in the CMA establishment process.

 The service provider for WP 1 will conduct a base line study in order to establish a benchmark in each of the WMAs for measuring the impact of the awareness campaigns. During this process issues and concerns will be identified that will have to be addressed during the two preliminary stakeholder workshops that will be held before the end of November 2001

3.6.3 List of activities

	4.1
	Elaborate communication strategy embracing a set guidelines for different target groups

	4.2
	Develop and implement framework and guidelines for stakeholder participation.

	4.3
	Awareness campaigns directed at PDI in the three WMA’s

	4.4
	Awareness Campaigns for other stakeholders, subject to availability of none DANCED funding

	4.5
	Testing guidelines on Stakeholder participation, primarily directed at PDI’s, in the three WMA’s

	4.6
	Prepare consolidated report and recommendations relating to future strategies for stakeholder involvement


3.7 Output 5 

“Stakeholder and institutional capacity strengthened in the three selected WMA’s”

3.7.1 Background and rationale

Output 5 brings together all the institutional capacity elements that were included in each of the original project components. An additional element has been included to establish service provider networks. This is linked to the establishing resource provider databases under Output 2.  This element has been included as the DWAF-DANCED project team strongly believes that the move from supply management to demand management will open up many employment opportunities for developing emerging service suppliers, in the broadest sense i.e. beyond those described under Output 4. In addition it has been recognised that the CMAs should also play a developmental role in the efforts to eradicate poverty among the previously disadvantaged groups. To this end, training will be offered to DWAF staff and other stakeholders in participatory approaches to designing and implementing development projects that are firmly anchored in local cultural traditions.  The key elements of Output 5

10. Training of DWAF staff and other stakeholders in participatory approaches to the design and management of development projects

11. Development of skills and competencies of DWAF national and regional staff related to IWRM by their integration into the project activities in each of the three WMA’s

12. Development of skills and competencies of "Champions" in each of the three WMA’s developed using action oriented methodologies 

13. Development of skills and competencies of local stakeholders involved in the institution process in each of the three WMA’s developed using action oriented training methodologies.

14. Development of skills and competencies of executives counsellors etc. relating to catchment management & IWRM legislation, regulations and process in each of the three WMA’s 

15. Development of skills and competencies of executives, planners and middle managers in the three selected WMA’s 

16. Development of skills and competencies of technical managers, supervisors & experts in each of three selected WMA’s 

17. Development of skills and competencies of public decision makers in three selected WMA’s 

18. Development of skills and competencies of historically disadvantaged groups, in particular rural communities and black women increasingly contributing and involved in the decision making process.

19. Development of skills and competencies of officials of the constituted three CMAs and related institutions 

3.7.2 Comments on the Output indicators

The capacity building programme will initially follow the outline plans developed by DWAF Catchment Management. The service provider engaged for WP No 1 will further elaborate on these outline plans and also conduct a training needs analysis for each of the target groups. On the basis of the TNA's, the final structure of the capacity building programme and measure of quantitative and qualitative delivery will be ascertained. This will be prepared in time for the next project progress report.

3.7.3 List of Activities

	5.1
	Training DWAF national and regional staff through integration into project activities and, where necessary, training programmes

	5.2
	Design and implement training/ coaching of "Champions" who will take forward the CMA establishment in each WMA 

	5.3
	Design and implement training/coaching programmes for stakeholders involved in the institution process in each WMA using action oriented methodologies

	5.4
	Design and implement training/coaching programmes for executives counsellors etc. relating to catchment management & IWRM legislation, process in each of the selected WMAs using action oriented methodologies

	5.5
	Design and implement training/coaching programmes for executives, planners and middle managers in each selected WMAs using action oriented methodologies

	5.6
	Design and implement training/coaching programmes for technical managers and supervisors and experts in each selected WMAs using action oriented methodologies

	5.7
	Design and implement training/coaching programmes for public decision makers in each selected WMAs using action oriented methodologies

	5.8
	Design and implement training/coaching programmes for historically/previously disadvantaged groups, in particular rural communities and black women in each selected WMAs using action oriented methodologies


3.8 Output 6 

“Basis for viability of three selected CMAs established”

3.8.1  Background and rationale

Output 6 brings together the financial aspects of Immediate Objectives 1 & 3 of the project. The project will consider that DWAF has already embarked on some of the activities listed, and the project will focus on those that are not covered by other project and will work closely together with for example the Strategic Environmental Assessment study on Hydrological / Economical modelling. The key elements of Output 6

20. Guidelines to assess the financial, social and institutional viability of CMAs prepared and agreed by August 2001

21. Technical note on indicators for sustainable, efficient and equal water allocation elaborated by August 2001

22. Technical note on WMA decision criteria for optimal water allocation in a MCDA framework

23. Small co-financing fund for local water resources initiatives established by the beginning of 2002

24. Local water resources initiatives in each of the selected WMAs supported through the provision of a small co-financing fund operational by January 2002 and evaluated by May 2003

25. Economic model frame for analysis of water allocation and impact of WC/DM measures developed and made available for the three CMA’s by November 2001

3.8.2 Comments on the Output indicators

The work under points 1-4 above is currently progressing as scheduled.

3.8.3 List of Activities

	6.1
	Develop guidelines to assess the financial viability of CMAs

	6.2
	Economic implications of water use charges to implement IWRM

	6.3
	Develop a economic analysis to implement water conservation and demand management

	6.4
	Establish small co-financing (seed) fund for local water resources

	6.5
	Implement local water resources initiatives in each of the selected WMA supported through the provision of a small co-financing fund


3.9 Output 7 

“Strategies, tools and systems applied within the three selected WMAs to achieve sustainable GW development as an integral part of IRWM”

3.9.1 Background and rationale

Output 7 replaces Component 2 (Immediate Objective 2) of the project document and targets its activities at the three selected WMAs. The activities remain unchanged except that the Public Awareness and Capacity Building elements are now placed under Output 4 and 5.

 The key elements of Output 7

26. Groundwater component for NWRS completed and agreed. by February 2001 (completed)

27. Protocols and tools to address groundwater comprehensively in catchment management plans prepared and agreed by December 2001

28. Guidelines and tools for groundwater resource allocation developed and agreed by December 2001

29. Strategies to conserve and enhance available water resources in a catchment developed and agreed by PSC by December 2001

30. Guidelines and tools to implement existing groundwater quality management strategy prepared and agreed by December 2001

31. Groundwater resource assessment approaches for IWRM prepared and agreed by March 2002

32. Groundwater monitoring networks implemented and tested in the three selected CMAs. Monitored and evaluated by May 2003

33. National Groundwater Information system adapted as an instrument in IWRM by May 2003

3.9.2 Comments to the Output indicators

The original indicators of Component 2 have been revised and include completion dates for the key activities. The work is progressing in accordance with this schedule. A local service provider has been appointed to develop the generic guidelines.

3.9.3 List of Activities

	7.1
	Prepare groundwater component for NWRS 

	7.2
	Develop protocols and tools to address groundwater comprehensively in catchment management plans 

	7.3
	Develop guidelines and tools for groundwater resource allocation 

	7.5
	Develop guidelines and tools to implement existing groundwater quality management strategy.

	7.6
	Develop groundwater resource assessment approaches for IWRM 

	7.7
	Groundwater monitoring networks implemented and tested in the three selected CMAs. Monitored and evaluated by May 2003

	7.8
	National Groundwater Information system adapted as an instrument in IWRM by May 2003


3.10 Output 8 

“Water Conservation and demand management strategies and approaches applied, tested and evaluated in selected Local Authorities and WUAs of the three selected WMA’s”

3.10.1   Background and Rationale

Output 8 replaces Component 3 (Immediate Objective 3) of the original project document. Issues related to business plans under the original component appear under Output 6.The key elements of Output 8 are as follows:

34. Generic procedures and manuals for water conservation and demand management including demand management projection tools developed and agreed by December 2001

35. Business plans for WC/WDM for the eight localities in the selected CMAs developed and WDM options evaluated for financial viability by February 2002

36. Business plans implemented, with ongoing monitoring and advisory services; and evaluated by May 2003

37. Consolidated guidelines and procedures prepared by end of May 2003

3.10.2   Comments to the Output indicators

The original indicators of Component 3 have been revised and include completion dates for the key activities. The work is progressing in accordance with this schedule. A local service provider has been appointed to develop the generic guidelines.

3.10.3   List of Activities

	8.1
	Develop generic procedures and manuals for water conservation and demand management including demand management projection tools developed 

	8.2
	Develop business plans for WC/WDM for the eight localities in the selected WMAs 

	8.3
	Implement business plans with ongoing monitoring and advisory services

	8.4
	Elaborate consolidated guidelines and procedures manual


3.11 Output 9

“Framework for Catchment Management Strategies”


3.11.1   Background and Rationale

The purpose of this output is to identify priority components of the Catchment Management Strategy (CMS) for each of the selected WMAs and then to develop a CMS for each of these WMAs based upon these priority issues, thereby supporting IWRM in these areas. The project experiences will be documented and incorporated in a set of guidelines. This work will be undertaken in close collaboration with local level stakeholders and will include:

38. Identification of priority issues for the CMS in each individual WMA
39. Develop a framework for the CMS for each WMA based upon priority issues for each area
40. Prepare final guidelines based on project experiences


3.11.2   Comments on the Output indicators

The framework for catchment strategies in each of the WMAs will be prepared in collaboration with local level stakeholders and approved for implementation by early 2002 This may vary from WMA but will be verified with the appointment of the service providers for WP 2 and will be included in 

the next project progress report. 

3.11.3   List of Activities

	9.1
	Identify priority issues for CMS to reflect the situation of the three selected WMAs

	9.2
	Develop a framework for the CMS for each WMA based upon priority issues for each area

	9.3
	Prepare final guidelines based on project experiences


4 Project Implementation Plan and Staff Plan

The Project Implementation Plan (PIP) is revised according to the new Work Breakdown Structure of the LFA Project Planning Matrix (PPM). In turn, the new PIP has required corresponding changes in the Advisors’ Staff Plan.

During the preliminary work in the Regions the consultants have identified important differences that will influence the rate of progress. As a consequence of this, the details of PIP and Staff Plan for Phase 2 must be further detailed and revised as this phase approaches, presumably in November 2001.

The current PIP is detailed in Annex C and the resulting Staff Plan in Annex D.

5 Some Specific Issues and Challenges

The items listed below have been identified and/or emphasised to the project team during the Inception Phase, as either requirements or desirables for the project’s success. They are principally mentioned here as indicators to resource requirements that are either partially articulated in Annex E, but not fully explained, or not mentioned in any other part of this report. If and when these items become an evident need for the project, formal applications will be made to DANCED for budget contingencies adjustments, as required and on a progressive basis.

5.1 Public Awareness, Education and Stakeholder Participation

It has been recognized by the project team that of all the project deliverables, the most challenging input that will have a major impact on sustainability is the public participation process, in conjunction with its supporting new public awareness requirements in the WMAs. Several other aspects of the project have some benefit in the availability of tried and tested methods for achieving their outcomes. However, the requirements for public participation as set out in the South African Constitution and the Water Act as described in Section 2 above will require greater efforts than set out in the original project document. As has been mentioned elsewhere, the local service provider for WP No 1 has been instructed to develop a public-private partnership plan to encompass sponsorship as a mechanism to compensate the envisaged funding shortfall for these activities.

The original project document includes activities directed towards this for specific issues such as groundwater and water conservation. It is however realised that a more comprehensive and coordinated effort would be valuable to achieve the goals of active public participation and support in the WMAs. The original DANCED contract budget is however not sufficient to support the increased level of ambitions.

DWAF has ongoing and planned activities that fit well into the plans for this project and it is suggested that the PA activities will be managed jointly. For this purpose it is recommended that a South African Service Provider will be contracted to plan, co-ordinate and facilitate all PA activities with reference to the CTA and the PMG. As this activity is seen as additional to the original Project Document, the budget for South African Service Providers should be increased with 200.000 ZAR for this purpose.

The concept of public awareness enjoys great general support and in addition to DANCED and DWAF funded activities it is likely that other sources, private as well as public and international, will contribute to the activities. This issue will be included in the Terms of Reference for the South African Service Provider

Practically all of the activities towards public participation will occur in the Regions. Indeed it is now realised that the Regions, being the testing grounds for the project’s strategies, tools and initiatives, will have a larger prominence than was anticipated in the project’s initial stages. This has budget implications for increased logistical requirements, i.e. travel needs, as discussed in more detail below. 

DWAF staff agrees that, although the department has done much in producing public awareness materials, there is still a lot more that can be done in the WMAs to prepare the ground, raise the profile of water resource management and maximise on the investment of the project. The principal challenge in doing this is how the project reaches the minds of all water users, and how they perceive its objectives and benefits for their buy-in to implementation of the project. 

Most of those people who readily appreciate the need to become involved already have, are or will likely be doing so as the project intensifies. However, there are still many more who either are still not aware of, or have not absorbed the reasons for the project’s existence or cannot. There are also many people in South Africa still without basic services such as clean water supply. Thus, it is the responsibility of DWAF and the project to ensure that the message and its understanding is conveyed and that such people have the opportunity to understand their future interest in, relevance to and role in the project. In doing so, it is equally important to be sensitive to the stakeholders’ current perceptions and levels of water resources management

The project has produced its implementation guide with which to conduct this process along with the delivery of all other outputs. The first issue of the PIG will be distributed concurrently with this report. 

The definition and implementation of tools to assist the project in bringing its stakeholders and partners to a common vision are amongst the first priorities to be addressed. To help carry this common vision, there are a number of related initiatives, which will be invited into working with the IWRM project. These initiatives include:

· Working for Water Programme: on alien vegetation removal

· Water Situation Assessment Model: Currently addressing demands and supply; however, with the potential to integrate water quality data and deliver to the public a view of the dynamics of supply and demand at critical reaches of the nation’s rivers. Demonstrations of this model in its present and future development stages would be very educational for the stakeholders.

· Groundwater modelling: Demonstration to stakeholders, as above

· 20/20 Programme: Schools environmental education and participation

· G.L.O.B.E. Programme: International schools programme, active in Olifants-Doorn WMA

· Soul City: Radio soap opera discussing rural issues principally on health.

· Eco-monitoring competition for schools: Competition for schools on innovative ways to monitor & preserve the environment 
· NEEP (National Environmental Education Programme) in schools under the auspices of the National Department of Education.
· Arbour Day (September) and National Water Week (March): Environmental pack for schools, being promoted by the Dept. of Education and Dept. of Water Affairs and Forestry, respectively.
· DWAF Strategic Environmental Assessment Project (SEA).

· Monitoring and Information Systems project.

5.2 Public Communication

As implied above, the mode of communication to various different groups within the WMAs will need to be appropriate and varied, according to the mediums of communication that the target groups will best assimilate.

Accordingly, the project team has discussed and agreed that formal public awareness campaigns should be launched in each WMA. Much effort is currently being expended towards this goal; however, the major constraint to giving effect to such campaigns is the acquisition of human, financial and information resources. The project is designed and equipped to provide some of these resources as a reserve to DWAF funds or to support them. These resources are needed if the campaigns are to have both the substance and momentum they require.

As for public awareness described in Section 6.1 above, the project’s original budget is seen as insufficient to support its aspirations in this regard, and alternative funding is needed.

As specified in the revised PIP, the production of a Project Communication Strategy will be drafted by an SP, reviewed by the PMG and recommended to the PSC for approval. Owing to the existence of many languages, dialects and cultures in South Africa, communications throughout the project areas will be a major challenge. Cooperation with existing programmes in South Africa, using outlets such as industrial theatre, radio plays, workshops, newsletters, posters and brochures will all be considered for collaboration with the project. 

A further technique to facilitate communications with target groups, which has been successful in similar projects in South Africa is, during visits and meetings with the communities, to search for “champions” within the communities who have the trust of their peers, the communication skill levels of both the project team and the community and a desire to improve on the status quo. 

Such community representatives often have the double benefit in understanding and promoting the communities’ ideas for solutions to their own problems to project staff.

5.3 Sub-consultancy Agreements

5.3.1 FIDIC/DWAF

The PMG has discussed the form of the International Federation of Consulting Engineers (FIDIC) sub-consultancy agreements to be used with South African Service Providers (SP), as specified in the project contract, but has also expressed DWAF’s need for conditions to the project contract which fully address the requirement for appropriate and relevant roles and numbers of previously disadvantaged individuals and groups and South African emerging consultants contracted to the project.
5.3.2 Selection, Contracting and Dismissal Procedure.

The criteria for selecting, contracting and, where required, dismissing sub-consultants will be executed under the FIDIC contract, combined with the DWAF conditions contained in each contract terms of reference.

5.4 Small Local Water Resource Initiatives

In addition to contracting Service Providers, the project will co-fund small Local Water Resource Initiatives under the DANCED/Carl Bro contract’s pre-defined activities

Criteria for the selection of such initiatives for funding eligibility with transparent, fair and swift processing, comprise:

· Being centred on water resource conservation and management principles, within a catchment or aquifer environment.
· Having the verifiable potential to trigger more intensive or extensive initiatives of the same nature within similar catchment environments.
· Addressing the three principles of the NWA, being: the equity of access to, efficiency in the optimal use of and sustainability of the supply of the water resource.
· Project objectives should be clear and a clear project organisation in place for monitoring

· Projects should lead directly to either or any outputs of the IWRM project

· Empowerment of local communities and previously disadvantaged groups should be demonstrated by the project.

Management of the fund will be carried out by the OTF for Output 6, comprising:

· Lead Consultant CTA

· Lead Consultant Financial Adviser

· Lead Consultant WC/DM Adviser

· Service Provider WP#3

· DWAF Regional Offices

Funding support to the initiatives will be operational by January 2002, monitored and then evaluated by May 2003.

5.5 Progressive Developments

Local authorities are going to be engaged from this year onwards in implementing the Free Basic Services policy recently announced by Minister Kasrils. There are various budgetary, technical, infrastructure and socio-economic implications that may affect this project in some manner, particularly with regard to the Water Conservation and Demand Management aspects.

6.  Budget

The original budget is still unchanged as far as the sub-ceilings are concerned; the only changes are connected with internal reallocation of work months as detailed below. There are a few budget lines where the need for augmentation is foreseen, and the project will return to those issues as they become critical.

5.5.1 Reimbursables

During the Inception Period a number of changes has been made to the project as describes in earlier chapters. The scope of the project has been focused much more on participation and capacity building primarily for PDI in the Water Management Areas. This has been done in order to react to the very large need in South Africa to empower PD!’s, but also to a growing realisation in the project that the extensive stakeholder participation that is taking place, does not seem to adequately address this problem. It is felt that the stakeholder participation often only reaches those already able to participate in the processes. This realisation has meant an increase need for resources for awareness creation and interaction with the local communities as well as a general increase in activities in the three WMA. 

It was agreed by the PMG, that South African Service Providers would best support the increased activities in this field. The SP will have direct experience of and expertise in working with the country’s wide spread cultural groups, their needs and concerns and their preferred means of communication. The public awareness activities will be closely linked with DWAF financed activities as described in section 6.1.

This will have implications for the use of funds from different budget lines. At this point in time it is not suggested to change the budget lines for these reasons, but it will be necessary to mobilise additional funds either by reallocation within the project, from DWAF contribution or from other external sources. The budget lines in question are mainly awareness campaigns, and air transport.

The original budget allocation for WC/DM equipment was a lump sum, and not based on detailed scope and work programme. Following the initial work on WC/DM it has become clear that a meaningful level of activity in pilot areas in all three WMA cannot be achieved with the equipment that can be purchased under the present budget allocation. The fieldwork in the pilot areas will have to start early 2002, and the equipment will therefore have to be in place by then. The need to increase the budget for equipment will thus soon become critical, and we shall return to this issue in the coming progress reports.

5.5.2 Staffing and Fees

The work months (WM) for the international advisers are redistributed to reflect the changes in the staffing and the revisions to the Project Implementation Plan The costs involved in the redistribution is neutral to the overall budget for international advisers, but since there are differences in the monthly rates between the advisers the final number of months may change a little.

41. The CTA Mr. Rodney Jones will have a reduced input of 10 work months total, leaving 22 months.

42. The new CTA Mr. Ole Houmøller will have total input of 17 work months taken from the above.

43. The Groundwater Adviser Mr. Torsten Toksvad, will increase his input with 2 WM to a total of 10. 

44. The Water Conservation & Demand Management Adviser, Mr Hugh Allan will increase his input with 4 WM to a total of 10.

45. The Organisation and Management Adviser, Mr Roger Short will in addition take over the function as Training Adviser from Mr. Jens Gnaur. He will be responsible for advising and coordinating on Outputs 3, 4 and 5. Moreover, given the importance of Output 1 in the institutional development and capacity building process, Mr. Short will provide significant inputs to this participatory project review mechanism. Mr Short will increase his input with 10 WM to a total of 16. In addition to the work in South Africa, Mr Short will increase his work in his Home Office with 90 hours to 150 hours.


46. The Economical Adviser, Mr. Christian Sørensen will increase his input with 1 WM to a total of 3.


47. From the sum for “Pool of advisers” is taken 261.766 DKK. The remaining budget is 464.234 DKK to be allocated later, most likely during implementation in the 3 selected WMAs 

48. The new Public Awareness activities will require additional input of South African Service Providers. The service will be put forward in tender, and the budget ceiling including fees, allowances and accommodation, but excluding domestic flights and materials is suggested at 200.000 DKK. This amount is not available in the current budget and may be taken from contingencies.

5.6 Budget divisions between Outputs on National and Regional level

The budget sheets in Annex F, entitled “Budget Subdivisions – Summary Sheet” and “South African Service Providers” are included to quantify the proposed distribution of funds throughout the project. The proportional distribution of the funds in the budget was requested by the PMG as a guideline on how to equitably and practically divide them. The values for the proportioning of funds to the different outputs were reached by calculation of the physical resource requirements to achieve each output. The distribution between the 3 selected regions is still preliminary and is expected to be adjusted to reflect the local conditions and level of progress in establishing the CMAs.

The summary budget sheet is mainly of value as a planning tool and comprises a compilation of all the project funds, reimbursables, expatriate advisers, South African Service Providers and pre-defined activities. Thus, it may be used as a guide or baseline for more detailed budgeting within that scope.

The budget for South African Service Providers is included to illustrate the economic framework for this very important element of the Project. Unless additional funds are made available any increase in one of the items must be balanced by an equal reduction in another item.

The budgets are not adjusted for any of the proposed changes mentioned above.
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