Sequence and
procedure for the

drafting of a CMS
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4.1 Introduction: What this chapter sets out to do

The development of the Catchment Management Strategy (CMS) is a process that is initiated by the
Catchment Management Agency, or CMA and culminates in the strategy being approved by the Minister.
This chapter outlines the process of initiating the development of the CMS to the point where it is
approved (see Figure 4.1). The processes associated with the implementation and review are not the focus of
this guideline but the overall procedure must be kept in mind when developing the strategy.

Special attention is given to the sequencing of activities but this should not be taken to be a ‘blueprint’ as
variations might be necessary to match with specific needs in particular contexts.

4.2 Adopting a phased approach, sequencing issues and milestones
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4.2.1 A phased approach

The desire to develop a perfect CMS the first time around is likely to be strong. However, the complexity of
the task, the lack of certain types of information, the changing roles and responsibilities (particularly between
DWAF and the CMA), the constraints of particular skills and funds might hamper such an ambition.
Importantly, the process of developing a CMS is iterative, with knowledge and skills being built as part

of an adaptive management approach (see Section 3.4). This means that by definition the strategies will be
‘generational’ with the first CMS not being ‘perfect’. As long as the CMS meets with the criteria set out in the
approval process, the CMA can move ahead with implementation. However, even a first generation CMS
must contain all sub-strategies that are listed in Chapter 6 (the CMA is also at liberty to review and improve
upon the CMS through the refinement of business plans associated with each sub-strategy). Bear in mind that
not all functions will be delegated from the start and the sub-strategies will therefore be developed together
with the support of the regional office and national DWAF.

4.2.2 Sequence

Sequence refers to the procedure and order in which things need to occur. In the development of a CMS,
some steps depend on the completion of others, whilst other steps can be conducted simultaneously. This
requires that a CMA plan for the issue of sequence. For example, the visioning process needs to be completed
before the desired Management Class can be set for a resource; the conditions for licences can only be
developed after a water balance has been determined and existing licences might have their conditions
changed during the licence review period following the determination of the water balance. The stages
described below provide some guidance with respect to sequencing associated with the development of the
CMS. The CMS review process is likely to be similar but note that the implementation will probably be quite
different (see Chapter 5, Table 5.3).

4.2.3 Milestones

Milestones are useful tools for the monitoring of progress. They do not reveal much about the quality
and depth of what is happening but they can show progress over a certain period. The CMA might want
to consider placing certain milestones as a way of monitoring how far they have come with a specific
process during a five-year cycle. Figure 4.1 provides a rough guide in terms of achievable Stages or
milestones for: a) planning (4-6 months), b) drafting (up to 18 months) and c) approval

(approximately 6 months) of the CMS.
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4.3 The development of a CMS: Five stages
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The preparation and implementation of a CMS can be divided into a number of broad stages that need
to be conducted in sequence. These - comprising planning, drafting and submission, implementation and
review - are explained below and summarised in Figure 4.1. This guideline however only addresses the first
three in detail.

4.3.1 Stage 1: Planning
There are three areas of activity associated with the planning stage:

1) the CMA initiates CMS development;
2) the CMS team is appointed; and
3) stake holder platforms are engaged.

The planning phase is essentially a preparation phase that allows the CMA to officially launch the drafting
of the CMS with the appropriate team in place, adequate funding and with access to stake holder platforms

so that collaboration and consultation can take place. One of the key challenges associated with this phase is
ensuring that adequate stake holder platforms exist throughout the Water Management Area (WMA) (see GL
6.7). In some cases, adequate platforms may already be present in the form of water users associations or
catchment forums, whilst in others the CMA will need to first establish such platforms. Since proceeding without
proper stake holder engagement can be challenged in terms of the National Water Act (NWA 1998), this
aspect becomes one of the first tasks for CMS development. A situation assessment to establish the status of
such platforms will be a useful step in this regard. A number of guidelines supporting public participation
are available through DWAF (see Appendix 2).

4.3.2 Stage 2: Drafting of the CMS
The two areas of activity associated with the drafting of the CMS are:

1) collaborative drafting of the CMS, as well as ensuring alignment and harmonisation with other
strategic plans; and
2) costing of the sub-strategies.

This is the most intensive of the phases and will require the most attention and input from DWAF, the
CMA and stakeholders. The outcome of this process will be a set of core sub-strategies outlined in the CMS
framework (Chapter 3). Chapter 6 of this guideline provides further detail and can be used to assist in the
drafting of the various core strategies. Additional strategies may be added with time as is deemed necessary.
However, the core strategies (as reflected in Chapter 6 of this guideline) must be evident in the first CMS
submitted to the Minister for approval.

The financial resources required for drafting the CMS need to be distinguished from those required for its
implementation. Drafting costs will be covered by seed-funding provided for by DWAF while the funding

for CMS implementation will need to be raised by the CMA (see GL 6.9). A challenge associated with the
drafting stage is to ensure that the issues of integration and co-operation are addressed (refer to Chapters
5, GL 6.10 and Chapter 7).

There are three main aspects in this regard:

1) Firstly, the CMS must be aligned with the National Water Resource Strategy (NWRS) and consequently
with the NWA and the Constitution of South Africa (NWRS, 2004)
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2) Secondly, the CMS must be reflected in, and must reflect other strategic and developmental plans.
This process of harmonisation and integration requires a strong focus on co-operative governance
(SeeConstitution, Chpt 3 S 41).

3) Thirdly, some strategies draw on parts of other strategies. This is true for public engagement,
information management, monitoring and finances (see Figures 6.7.1; 6.8.1 and 6.9.1 respectively).
Such strategies can therefore not be developed in isolation.

4.3.3 Stage 3: Submission for approval

Once the CMS has been drafted it needs to be submitted to the Minister for approval. Only after publication
in the Government Gazette does it become legally binding on the Minister and CMA to implement it. The
CMA needs to prepare a notice as required by law and to inform the public where to access the final draft
of the CMS. Availability in places accessible to the public is therefore key for succesful public engagement.

The notice in the Gazette and local media (recommended) is followed by a 90-day period during which
comments are received, documented and considered. This will be done by the CMA and all the issues and
comments need to be summarised and presented to DWAF. A guideline to assist the CMA with gazetting of
the CMS is provided in Chapter 7.

Section 8(4) of the NWA requires that the CMS, or any component of the strategy, be established only “with the
written consent of the Minister.”

Section 8 (5) of the Act requires that before the CMA establishes “ a catchment management strategy or any
component of that strategy in terms of subsection (1), a catchment management agency must — publish a notice
in the Gazette — inviting written comments to be submitted on the proposed strateqy or the component in
question...”

4.3.4 Stage 4: Implementation

Whilst implementation and review of the CMS is beyond the scope of these guidelines, mention is made
of them for the sake of completeness. After approval is granted the CMA must give effect to the strategy.
Implementation will require a high level of co-operation and collaboration from various sectors,
stakeholders and government departments.

Also worth noting is that implementation is not a linear process where one task must be completed before the
CMA can move to the next — some overlap is bound to occur. This means that the different core sub-strategies
need to be implemented as a set of harmonised plans, complementing and supporting each other. For example,
monitoring activities, public engagement and financial management need to be conducted alongside a number
of sub-strategies (see Figure 3.1).

4.3.5 Stage 5: Review, refine and redraft
In terms of the NWA the CMA is obliged to review and refine the CMS at least once every 5 years. The
process of review and refining should be planned for and facilitated, as it will draw on a broad spectrum of

service providers, stakeholders and role-players. In fact, stakeholder groups are likely to be an important
source of critical feedback necessary for improving subsequent versions of the CMS.
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