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In-depth qualitative capacity assessment: Sedibeng DM

1 Introduction

This report represents the findings of the in-depth qualitative assessment of capacity in
Sedibeng District and its respective local municipalities, namely Emfuleni, Midvaal and
Lesedi. Sedibeng is one of nine pilot cases being assessed this year as part of the
Municipal Demarcation Board’s Capacity Assessment process covering the 2010/2011
Municipal Financial Year.*

The assessment focussed on understanding the capacity spread across the district and
local municipalities and evaluating the effectiveness of the current institutional
arrangements for the following three functions:

e Municipal roads
e Refuse removal, refuse dumps and solid waste disposal
¢ Fire fighting services

This study therefore aims to assess the role of the district and local municipalities in
delivering these functions.

1.1 Research questions
The assessment seeks to answer the following research questions:

e What are the current arrangements and capacity levels in delivering the
service?

e What are the performance challenges in delivering the service?
e What are the underlying causes of the performance challenges?
e What role does capacity play in terms of impacting on performance?

e Would an MEC adjustment of the function assist in addressing the challenges
identified?

e If so, what are shifts that should be considered?
e What are the prerequisites for such a shift?
e What are the implications of an MEC adjustment to the delivery of the function?

1.2 Methodology for qualitative process

The process for conducting the assessments included the following steps:

1.2.1 Initial communication through letters

The MDB distributed letters to each of the selected Districts’ Municipal Managers and
the local municipalities’ Municipal Managers.

1.2.2 Telephonic engagement with the municipal managers

A preliminary telephonic interview was undertaken with the Municipal Manager of
Sedibeng in order to gain a sense of current institutional and financial arrangements
and to provide some background to the context in this district.

The district was also asked to host the engagements/ workshops. Telephonic

! These qualitative assessments follow on from the quantitative data collection process of the MDB which
entailed gathering capacity data from all municipalities in the country.
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communication was conducted with the Chief Operations Officer (COO) of Sedibeng
who assumed responsibility for the coordination of the visit to the District and the
arrangements for the workshop with the Municipal Managers and all relevant technical
managers from the district and local municipalities.

1.2.3 Focus group discussion

In Sedibeng it was agreed that a full-day focus group session would take place with all
Municipal Managers as well as the responsible managers for fire, solid waste and
roads, in attendance.

The session was held in Vereeniging on the 21% of June 2012. While the Municipal
Manager of the District as well as the Municipal Managers of the local municipalities
confirmed their attendance prior to the workshop, apologies were tended on their
behalf on the day. The workshop was attended by technical managers only from the
District and the local municipalities, with the exception of Lesedi Local Municipality
(LM), which was not represented at all.

To ensure that Lesedi LM was consulted, a telephonic interview was held with the
Acting Municipal Manager following the workshop for his input.

1.2.4 Background research to context

Background research included making use of the Municipal Capacity Assessment data
provided by municipalities this year and collecting relevant secondary data, including
National Treasury data and the Integrated Development Plans (IDPs).

1.2.5 Assessment report
The final output of the assessment is a report capturing the main findings and
presenting an analysis of the context and institutional and financial arrangements.
1.3 Structure of this assessment report
The remainder of this report is structured as follows:
e Summary of the division of powers and functions in Sedibeng
e Background to the Sedibeng District
e Assessment of Fire Services Function
e Assessment of Solid Waste Services Function
e Assessment of Roads Function

e Summary and conclusion

2 Section 84 of the Municipal Structures Act

Section 84 of the Municipal Structures Act advocates a split in authority between local
and district municipalities for the three chosen functions. There is often contention or
lack of clarity around the sharing of these responsibilities, and as a result, the
performance in delivering these functions is affected.

Drawing from the Municipal Capacity Assessment data, Table 1 depicts the division of
powers and functions within Sedibeng DM.
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Table 1: Performance of the Functions

Performing Function Solid Waste Roads Fire-fighting
Sedibeng X x v
Lesedi v v v
Midvaal v 4 4
Emfuleni v v v

The table illustrates how all three local municipalities are solely responsible for the
performance of the solid waste and roads functions; whereas, the fire-fighting function
is shared with Sedibeng District Municipality (DM). Details of the split in authority is
explored in later sections.

3 Background to Sedibeng DM

Sedibeng DM, situated in Gauteng Province, consists of three LMs as demonstrated in
Table 2 below. Sedibeng is a C1 DM, which means it is neither a Water Services

Authority (WSA) nor does it have any service delivery obligations.

Table 2: Sedibeng demographics (Report Card)

Municipal . % Poor

Category population households households?
Emfuleni B1 650 872 196 479 41%
Midvaal B2 83 445 24 265 50%
Lesedi B3 66 516 20 479 48%
Sedibeng C1 800 833 241 223 43%

In Sedibeng, 43% of all households are poor. Although Emfuleni has the highest
number of poor households living in its municipality, Midvaal has the largest proportion
of poor households (50%). The level of indigents residing in a municipality affects the
degree to which it must provide free basic services and as a result increases the LMs
dependency grants and subsidies.

It is important to understand the settlement context of the District Municipality as this
often impacts the performance and level of service delivery in addition to the extent to
which the municipality is able to generate property rates revenue.

Using Census 2001 data, Figure 1 indicates that Emfuleni and Lesedi have a
predominantly urban population, whereas half of Midvaal’s residents reside in rural
areas, on farms or on smallholdings.

2 Community Survey 2007 using historic increases projected to 2009. Data drawn from the Municipal
Infrastructure Investment Framework (MIIF): An Assessment of Investment Requirements for
Municipal Infrastructure and Implications of such Investment, Round 7 Review - 2009/10.
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Figure 1: Settlement Split (StatsSA 2003)

3.1 Finances

3.1.1 Operating Account

Figure 2 shows that 67% of the District’s operating expenditure for 2011 was budgeted
for salaries, wages and allowances and the remaining 33% is devoted to “other”
expenditure. The graph reflects Sedibeng’s limited service delivery obligations and
indicates that a large proportion of its budget is dedicated to salaries, wages and
allowances. The indication is that more resources are being spent sustaining the DM
rather than fulfilling a function.

Figure 3 shows Sedibeng’s dependency on transfers and subsidies with 74% of
revenue anticipated from these sources of revenue.
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Figure 2: Budgeted Operating Expenditure Distribution Figure 3: Budgeted Operating Revenue Distribution
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All three local municipalities are the bulk water and electricity service authorities and
providers. Local municipalities expect to receive the bulk of their operating revenue
from billed electricity charges (averaging 40%), followed by transfers and subsidies
(16%), and property rates and billed water charges each at 15%. In the case of
Midvaal it would appear that the large rural population base and the high proportion of
indigents does not negatively affect the municipality's property rates base, which
constitutes 19% of its total budgeted operating revenue. It should be noted that Figure
2 illustrates budgeted revenue and not the actual collection rates carried out by the
municipalities. Emphasis needs to be placed on the distinction between fiscal capacity
and fiscal effort. While this analysis focuses on the fiscal capacity of the municipalities,
the fiscal effort could substantially differ.

3.1.2 Transfers

Like most C1 district municipalities, Sedibeng receives the majority of its funding from
the RSC Levy Replacement grant (R207 million in 2012). Since the grant was
introduced to replace the business tax, the RSC Levy Replacement grant is correlated
to the economic strength of each municipality, and as a result, wealthier municipalities
are favoured. The grant is unconditional and municipalities can use it to finance un-
mandated functions. The grant is due for review, which places into question the
sustainability of the grant.

The Equitable Share (ES) forms around 8% of the total transfers and the
Neighbourhood Development Partnership Grant (Capital and In-Kind grant), the
remaining 3%. The grant is provided by National Treasury for community
infrastructure, aimed at serving the residents of underserved neighbourhoods (DORA,

2012).
300 000 000
B RSC Levies Replacement
250 000 000
Equitable share formula
200 000 000 -
m Neighbourhood Development
Partnership Grant (In Kind)
150 000 000 - )
m Neighbourhood Development
Partnership Grant (Capital Grant)
100 000 000 - Expanded Public Works Programme
Intergrated Grant for Municipalities
50 000 000 Municipal Systems Improvement Grant
— — | [ ocal Government Financial
- ! ! Management Grant
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Figure 4: Sedibeng’s Transfers 2012-2014 (DORA 2012)

The local municipalities rely predominantly on the Equitable Share (ES) (60%) and the
Municipal Infrastructure Grant (MIG) (25%) as shown in
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Figure 5. Emfuleni receives the most ES per poor household, obtaining around
R7 000/per poor household and Midvaal receives the least at around R4 000/per poor
household. Midvaal receives 19% of its funding from the Regional Bulk Infrastructure
Grant (RBIG), which translates to R1 616/per poor household.
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Figure 5: Transfers to LM's per poor household (DORA 2012)

3.2 Staffing

Information in this section is derived from the Municipal Capacity Assessment report
cards, which is based on the data supplied by the municipalities. The accuracy of the
data is dependent on the questionnaire completion status of each municipality.

Table 3 and
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Sedibeng Emfuleni Midvaal Lesedi
Total number of staff 865 3948 581 537
Ratio of staff employed relative to 94.8% 100% 100% No data
total number of posts filled
Total number of posts in organogram 865 4 146 654 No data
Total number of exits No data 130 50 36

Emfuleni employs the most staff in the district, although it also experienced the most
staff exits in 2010/2011. Retirement and ‘other’ were the main reasons cited for the

staff departures in that year.
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Figure 6 below describe the 2010/2011 staff employment figures. Figure 7 shows the

staff exits for the same year.

Table 3: Staff Employment

Sedibeng Emfuleni Midvaal Lesedi
Total number of staff 865 3948 581 537
Ratio of staff employed relative to o o o
total number of posts filled 94.8% 100% 100% No data
Total number of posts in organogram 865 4 146 654 No data
Total number of exits No data 130 50 36

Emfuleni employs the most staff in the district, although it also experienced the most
staff exits in 2010/2011. Retirement and ‘other’ were the main reasons cited for the

staff departures in that year.
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It seems as though there may have been an error on Lesedi’s questionnaire, as the

Figure 6: Staff Employment

total number of employees matches the number of vacant funded posts.

Midvaal explained that they operate on a three-month staffing turnaround strategy and
aim to fill any vacant posts within this period. The municipality claims to be succeeding

in this initiative.
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Figure 7: Staff Exits

Assessment of functions

This part of the report provides insight into the institutional and funding arrangements,
performance challenges and recommendations for the three functions assessed, that
is, fire-fighting, solid waste and roads. The findings and analysis is based on the inputs

received from the engagement with the District and local municipalities.
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4 Fire-fighting

4.1 Current Arrangement

4.1.1 Powers and Functions

Section 84 advocates that the district municipality should be involved in the planning
and coordination of fire services, the performance of specialised services, and in the
training of officials’.

The definition of fire-fighting services is:

‘In relation to the district municipality, “fire fighting” means fire brigade services serving the
area of the district municipality as a whole intended to be employed for preventing the outbreak
or spread of a fire, and includes-

e planning, co-ordination and regulation of fire services;

e specialised fire fighting services such as mountain, veld and chemical fire services;

e co-ordination of the standardisation of infrastructure, vehicles, equipment and
procedures;

e training of fire officers.

'In relation to the local municipality, “fire fighting” is understood to mean any function not
included in the definition applicable to a district municipality, including fighting and
extinguishing of all fires; the rescue and protection of any person, animal or property in
emergency situations not covered by other legislation or powers and functions’. *

Thus, the definition supports the sharing of responsibility between the District and the
local municipalities. Table 1 in Section 2 reflects the arrangement for Sedibeng District
where the District and the local municipalities share responsibility for this function.

4.1.2 Responsibilities and Delivery of Function

Fire-fighting is a local function and the delivery of this function is devolved to the local
municipalities, who invest in equipment, vehicles and fire-fighters, necessary to deliver
the function. However, the District also plays a role in this regard.

The following are the key issues that were raised with regard to the responsibilities and
delivery of this function:

Challenges with Section 84

Sedibeng believes that there are serious challenges with Section 84 of the Structures
Act that impacts delivery and suggest that the following areas need to be reviewed:

i. It states that the DM must “serve the area of the District Municipality as a
whole.” Sedibeng feels that this is problematic and unclear as it does not
specify or guide the DMs as to where it should base itself.

ii. There is a clash of powers pertaining to the ‘planning, co-ordination and
regulation’ of fire services. Sedibeng believes it is difficult and unnecessary for
the DM to be involved in the planning of fire-fighting services, since in
accordance with the Fire Act, it is the Local Municipalities’ statutory appointed
official (Chief Fire Operator), who performs this function. It is for this reason
that in practise, the planning function sits with the local municipalities, even
though the Systems Act requires differently.

3 Municipal Structures Act, Section 84.1(j)
* Municipal Structures Act, Section 84.1(j)
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iii. ‘Specialised fire fighting services’ allows for a duplication of authority as there
is uncertainty as to what ‘specialised’ services actually entail. There is too much
scope for self-interpretation in terms of what ‘veld fires’ or ‘grass fires actually
involve.” For this reason, Sedibeng has signed a Memorandum of Understanding
(MoU) with the LMs, which states that the LMs perform the function on behalf
of the DM and the LMs can claim the expenses back from the DM.

Role of the District

The final responsibility of the DM involves the training of fire-officers and Sedibeng
performs this function. Sedibeng also plays a supportive role and assists the LMs with
resources, such as specialised equipment.

Specialised fire fighting service: Midvaal LM

Midvaal is predominantly rural and as result veld fires are more common than in other
municipalities. Midvaal therefore submits a lot more claims to the District than the
other municipalities for their involvement in combating veld fires, which should be
undertaken by the District.

Collaboration between the local municipalities

Since the day-to-day running of activities belong with the local municipalities, Table 4
shows details of the ‘fire-brigade.” Midvaal explained that a ‘gentleman’s agreement’
exists between the municipalities, whereby they assist one another and come to one
another’s aid if and where possible. Midvaal emphasised that although there is no
formal written contract, the agreement is working well.

Table 4: Fire-fighting: equipment distribution

No. fire trucks &
No. fire-fighters emergency No. fire stations
vehicles
Sedibeng no data no data no data
Lesedi no data 4 1
Midvaal 44 11 1
Emfuleni 78 27 4

Resources allocated to fire-fighting services

Sedibeng invests 11% of its operating expenditure to emergency services and
R637 717 per 10 000 population to fire-fighting>. The municipalities cautioned the
interpretation of the staffing results in Table 5 below. Midvaal, for example, balances
its staffing capacity challenges by tapping into the resources offered by ‘Working on
Fire’ (a private nationally funded organisation). A service level agreement exists,
whereby Midvaal outsources the function to the ‘Working on Fire’ contractors, who
have the desired, specialised skills. Working on Fire is nationally funded and this
agreement helps alleviate Midvaal’'s shortage of staff, in addition to reducing their
overall operating expenditure.

> Information extracted from the Municipal Capacity Assessment Report Cards.
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Table 5: Resource & staffing distribution

Exp i;r::ture % oper.?ting % staff % st.?ff % posts
10 000 expenditure professional vacant
Sedibeng R 637 717 11.1% no data no data no data
Lesedi R 1104 095 15.9% 6.9% no adata 0%
Midvaal R 1283 600 10.8% 7.8% 6.80% 21.2%
Emfuleni R 527 047 12.1% 2.7% 7.10% 48.8%

On average 13% of the local municipalities” operating budget and 6% of their staff is
devoted to fire-fighting. Emfuleni experiences a vacancy rate of almost 50%, although
it has a significant number of fire-fighters, fire-fighting fleet and fire stations, as shown
in Table 4.

4.1.3 Funding Arrangements

Fire-fighting is funded through the local financial fiscus in the form of ‘own revenue’
sources, such as property rates and taxes. However, the local municipalities are clear
to point out that their ‘own revenue’ sources are not sufficient. The DM uses its own
funds to compensate the LMs for performing the specialised function and for
supporting the municipalities with training.

Midvaal explained that property rates cannot fund the full service and so they usually
claim from insurance companies and from home-owners who have insurance.

4.2 Assessment of Current Arrangements

Performance Challenges and Underlying Causes: capacity constraints,
management and leadership

Although performance data for Lesedi is missing in Table 6, Midvaal and Emfuleni have
a good response rate to fire call outs. Sedibeng does not actually perform the fire-
fighting function and therefore the performance indicators are not applicable.

Table 6: Fire-fighting: performance indicators

% fire services
responded to within Approved Disaster Plan
zmin
Sedibeng n/a no data
Lesedi no data n/a
Midvaal 80% n/a
Emfuleni 70% no

According to Sedibeng, there is a vast disparity in terms of capacity across the district.
Since there were no representatives for Lesedi, Sedibeng explained that Lesedi is not
able to afford the fire-fighting service and all its vehicles are grounded. The District
described how Lesedi does not have a functioning fire station and is instead operating
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from an 'old house'. They claimed that Lesedi has requested assistance from the
district, provincial and national departments.

Sedibeng explained how the district intervened to assist Lesedi and that the DM is
currently managing the function on behalf of Lesedi. It was also mentioned that Lesedi
has a close relationship with Ekurhuleni and the metropolitan has assisted them with
the fire-fighting function.

It is believed that Lesedi’s challenges stem from a lack of management and leadership.
Two of the top officials recently resigned and thus there is a power vacuum. The
department has been disrupted, and there is a continual replacement of Acting
Municipal Managers.

In a telephonic interview with the Lesedi’s Acting Municipal Manager disagreed that the
District is assisting them with fire-fighting and mentioned that the District only assists
the LM with ambulances. Mr Majola also disagreed that the municipality has received
cross border support from Ekurhuleni. He claimed that Lesedi has its own fire-fighters
and fire engine and does not have any major capacity gaps or performance challenges.

Emfuleni’s four fire-stations are spread across the municipality, as a result, their
personnel and other resources are distributed as such, causing co-ordination problems.
On the other hand, Midvaal's fire equipment and personnel are concentrated together
in one fire station, which makes management and planning far easier.

4.3 Assessment of Alternative Arrangements

4.3.1 Addressing performance challenges
Funding to follow Function

The District believes it should take over the fire-fighting function in Lesedi since it
claims to already be fulfilling the function on behalf of the local municipality. However,
since the District cannot generate rates and taxes, it is uncertain as to how they can
sustainably fulfil the function with no funding. The District suggests that if they take
over the function, funding needs to follow.

Sedibeng requests that the Equitable Share be streamlined and that the public service
of fire-fighting be incorporated into the allocation. Transparency is necessary to ensure
for a better allocation of funds.

It was requested that funding models be created to provide assistance to fire-fighting
budgeting. It is a difficult service to budget for given that the extent of specialised fires
in a particular year is difficult to predict.

Standardisation

Each local municipality is responsible for setting their own standards of equipment and
ensuring they meet these standards, and as a result, fire-fighting operates in an ad hoc
manner. Disparities should be removed and standardisation of vehicles, equipment and
operating procedures is necessary for improved performance.

Alignment of Departments

The Department of Water Affairs (DWA) budgets R30 billion on veld and forestry fires
through Working on Fire and it is suggested that the money should be channelled to
the local municipalities. Working on Fire is a private company who gets funding from
the national fiscus and has teams throughout the country. They possess their own
equipment and vehicles, but do not have their own stations and as a result are placed
at the local municipalities’ stations. It is suggested that instead of working in parallel
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with the municipalities, further collaboration, especially in terms of funding, should be
explored.

Private Investors

PetroNet is in the process of building an inland petrol storage facility, a national key
point, in the municipality of Lesedi. It is deeply questionable as to whether the
municipality has the capacity to house such a fire-risk development and it is believed
that this responsibility should be shifted to either the District or provincial level.

However, the responsibility to mitigate the risk should not lie solely with the
municipality. External investors should also play a role and developers should invest in
the municipality to ensure the area is well capacitated to handle the risk.

4.4 Conclusion and Recommendations on Fire Services
Section 84

Sedibeng believes that the MEC needs to revisit the allocation of powers and functions
for the fire-fighting function as outlined in Section 84. The ambiguity in this regard lies
at the core of the performance challenges, and as a result, needs urgent attention.

Gauteng City-Region and centralisation

The greater Gauteng City-Region, which involves turning Gauteng into a province of
metropolitans, needs to be taken into context when addressing the performance
challenges. Sedibeng wants to move towards a metropolitan in the Vaal region. The
DM believes that a centralised approach, whereby all resources are pooled and
assistance is provided to struggling municipalities, should be adopted.

Midvaal believes that fire-fighting should remain at the local level, since the principle of
subsidiarity and integration applies and the municipalities are currently performing the
function adequately.

The District's view is that there should only be a single authority and that fire-fighting
should be performed by one tier of government, that is, either at the local or the
district level.

Alignment of function and funding

The alignment of function and funding is more appropriate at the local municipality
level, since fire-fighting is primarily about the protection of property and LMs should
generate revenue through property rates.

Centralisation of training

Sedibeng suggest that training be centralised at the provincial level. Sedibeng says that
training is expensive (around R10 000 per person) and all municipalities should be able
to send their staff for provincial training and benefit from the sharing of resources.

5 Solid Waste

5.1 Current Arrangement
Current arrangements and capacity levels

The responsibility for solid waste lies with the local municipalities who are involved in
the actual collection and disposal of waste. The local municipalities are both the service
authority and service provider for this function.
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Kerbside collection is provided to the majority of residents in Emfuleni and Midvaal and
around 70% of citizens in Lesedi, as portrayed in Table 8. The service levels differ
according to settlement type and this is usually due to access problems. Midvaal
explains that its level of service delivery is exceptional and that it is expanding the
service to new areas, in the hope of defeating the backlog by 2014.

The local municipalities of Midvaal, Emfuleni and Lesedi are involved in the actual
operation of the function. Midvaal explained that they have their own integrated waste
plan in addition to a waste minimisation plan. Midvaal currently has sufficient landfill
space and has procured future landfill sites.

Both Emfuleni and Midvaal have by-laws in place, which they enforce. They also
comply with national legislation, which bypasses the District Municipality, and is
overseen by the provincial government.

The local municipalities dedicate around R2 million per 10 000 population to the solid
waste function, which forms just less than 5% of their total operating expenditure.

Table 7: Solid Waste: resource distribution

. Operating No. of No. of
‘Z{ogf ;Z,t':_’g Expenditure | % staff roo{"’ezggra / ol/‘/,af': :tts professional | technicians &
P u Per 10 000 P engineers technologists
Sedibeng n/a n/a n/a n/a n/a n/a n/a
Lesedi 4.5% R2443923 | 16.3% 3.4% 0% 0 2
Midvaal 4.9% R 2882 737 16% 2.2% 3.2% 0 0
Emfuleni 3.7% R 1563748 | 15.2% 1% 15% 0 0

In general, around 16% of the municipal staff is devoted to solid waste; however the
lack of professional staff is evident in Table 7. The municipalities were quick to explain
that the departments do not act in silos. When necessary, engineers or other
professional staff are sourced from neighbouring department and due to this
arrangement, the municipalities are as understaffed as it appears in Table 7.

Sedibeng DM is involved in the overall Integrated Waste Management Framework,
which involves looking at the stream of waste that moves within the district and
developing an overriding framework for how the District can act in unison. The DM is
interested in issues of ‘green development’ and has appointed a Waste Management
officer who is involved in planning of future developments, which include opportunities
to establish energy development projects or regional landfill sites. The DM is
particularly interested in increasing their role in the development of future landfill and
disposal sites.

The DM is not involved in the regulation or licensing of landfill sites, but it does assist
municipalities with awareness and environmental campaigns. In some instances, such
as the burning of discarded tyres, issues of waste management interacts with the
District’s function of Air Quality.
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5.2 Assessment of Current Arrangements

5.2.1 Capacity Challenges
Capacity

All the capacity exists at the local municipality level. Emfuleni's capacity challenges
mainly relate to equipment, staff and funds. Staff replacement is an onerous task,
since the system procedures impede the process, and as a result, Emfuleni struggles to
fill the vacant posts timeously.

Reliable data

The lack of good databases holding accurate information about the demographics and
population figures for the municipalities is a problem in both Midvaal and Emfuleni.
Emfuleni has been budgeting and planning solid waste services based on a population
figure which they fear is a gross underestimate. They will have to revise their planning
and budgeting when the new figures are released by StatsSA. Midvaal also needs to
improve its database to ensure it accounts for the correct number of indigents,
necessary for the allocation of the ES grant.

Illegal dumping and by-law enforcement

Municipalities are struggling to deal with illegal dumping since there is capacity
challenge in terms of law-enforcement. Emfuleni has traffic officers and a by-law unit,
but it does not have law enforcement officers. They are in the process of training their
existing staff, for example truck drivers, in law-enforcement, but they do not want to
compromise the performance of their current jobs.

Interference of politics

The issue of politics interfering with the delivery of services was raised by all the
municipalities. Municipal officials cannot address or engage with the residents without
the 'blessing' of the ward councillor. Labour unions interfere and hinder processes such
as training sessions.

5.2.2 Performance

The performance indicators in Table 8 show that Midvaal is the only municipality that
has registered all its landfill sites. Lesedi has one landfill site, which is not licensed and
is operating illegally. However, they are in the process of closing it and opening a new
site.

Table 8: Solid Waste: performance indicators

Integrated - % registered
Waste % ,Z:.gblsb,ﬁefor municipal % waste
Management Jlecti owned landfill recycled
Plan collection sites
Sedibeng n/a n/a n/a n/a
Lesedi No 68.2% 0% 1%
Midvaal Yes 90% 100% 20%
Emfuleni yes 100% 0% 40%
Midvaal possesses good and decisive leadership, which translates into the

implementation of effective policies. They have committed resources and a strong
organisation culture. There is close interdepartmental collaboration, whereby resources



In-depth qualitative capacity assessment: Sedibeng DM

are shared with other departments so that they can further the municipality as a
whole. They also have good systems in place, such as a complaints call centre, where
the municipality responds to queries within 72 hours.

5.2.3 Funding Arrangements

The poor funding and low collection rates is the overriding challenge for Emfuleni.
Emfuleni currently has a collection rate of 18%. This poor collection performance can
be attributed to the extent of low income households residing in the municipality.

Midvaal has an effective billing system, based on a cost-recovery tariff, which charges
households R120/month and poor households R55/R60/month. Midvaal experiences a
collection rate of 95%.

Lesedi finances the function using internal funds generated through the consolidated
account. The municipality does not bill separately for solid waste and instead it forms
part of the municipal rates and taxes. The Acting MM explained that in the past the
municipality had exceptional collection rates. However, since the service delivery strike
and the ‘forced’ de-linking of the accounts, the municipality has been struggling with
its collection rates and credit control.

5.3 Assessment of Alternative Arrangements
Regionalisation: option for locals

Midvaal has procured enough land for future landfill sites and thus does not foresee a
need to centralise landfills. Nevertheless, it sees the benefit of regionalisation or
centralisation when it comes to addressing environmental issues such as waste
minimisation. The desire of a ‘one stop shop’ or waste-to-energy schemes would
necessitate collective cooperation in, firstly, generating sufficient volumes of waste,
and secondly, in procuring further available land. However, the success of horizontal
cooperation does not depend on district level involvement and could be coordinated at
the local level.

Enforcement

Since illegal dumping has negative externalities for the district as a whole, Emfuleni
requested that the DM assists the local municipality combat illegal dumping in the form
of advanced law-enforcement. The DM responded that they would be willing to assist
on the basis that the LM paid them for the delivering the service. The DM suggested
expanding the Department of Environmental Affairs (DEA) funded “green scorpions”
project, whereby officials are trained in enforcing environmental laws.

The inefficiency of external departments is a major challenge for Midvaal and this is
visible in their relationship with SAPS. The LM trained staff to enforce the by-laws;
however, they are still waiting for the SAPS to deliver on their side of the agreement.
Midvaal has requested that the policing be decentralised from provincial to district level
to improve the speed and efficiency with which the service is performed.

Regulation

The local municipalities requested the regulation of landfill sites be shifted from
provincial government to the district level. Midvaal has been waiting for 2> years for
DEA to respond to their landfill site applications and believe the process will improved
if the power is given to the DM. This is another example of where the interaction with
external sector departments affects the performance of the solid waste function.
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DM capacity — funding to follow function

It is uncertain as to whether the DM has capacity to grant landfill licenses. Sedibeng
responded that if funding followed this function, it could establish an environmental
management task team which could focus specifically on poor solid waste practises
and the licensing of landfill sites.

The DM envisages taking responsibility for creation of the landfill sites with the
arrangement that and local municipalities pay the DM an operating fee for the use of it.
However, municipalities mentioned that regional landfill sites need not be run through
a two-tier government model, since local municipalities could be responsible for such a
landfill site.

It was requested that the successful cross-boundary agreements that apply to other
services be introduced to the solid waste function. These agreements describe the
relative responsibilities in addition to recommending a costing model.

5.4 Conclusion and recommendations on Solid Waste Services

There are no issues of contention relating to the institutional arrangements of the solid
waste function®. The roles are clear-cut and each tier understands and performs their
necessary responsibilities.

Shifting of Powers and Functions

The municipalities agree that the principle of subsidiarity applies to the solid waste
function and that it cannot be performed at the district level. The local municipalities
are closest to the communities and should continue to deliver the function.

However, it was suggested that with regard to enforcement and landfill regulation, the
shifting of power from provincial to district level should take place. However, this
shifting of authority needs to be followed by funding.

6 Roads

6.1 Current Arrangement

The responsibility of the function sits with the local municipalities. The municipalities
only distinguish between national, provincial and municipal roads, and do not make
any distinction between local and district municipal roads as shown in Table 9.

Table 9: Performance of Roads function

Storm water systems | MUnicipality performs
Municipal roads L . V the 'District’ roads
in built-up areas )
function
Sedibeng x x x
Lesedi v v v

® “District municipalities to undertake the following: ‘Solid waste disposal sites, in so far as it
relates to-

o the determination of a waste disposal strategy;

e the regulation of waste disposal;

o the establishment, operation and control of waste disposal sites, bulk waste transfer
facilities and waste disposal facilities for more than one local municipality’.
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Midvaal 4 v x

Emfuleni v v v

All three local municipalities are both the service authorities and providers are involved
in the operations and the planning of roads.

Midvaal is involved in “gravel to tar” and annual “gravel grading” projects and currently
have 600km of tarred and 600km of gravel roads in the municipality.

Lesedi performs the maintenance of the roads internally, but outsources the
construction of the roads through the tender process. It has implemented a
maintenance programme which addresses potholes.

The DM plays supportive role and invests its efforts in the Strategic Roads plan, which
looks at the overall picture of the operational issues affecting roads.

In the past, Sedibeng invested money into roads in Emfuleni and these actions explain
Sedibeng’s operating expenditure shown in Table 10. The money was used to upgrade
gravel roads to tar and build pavements in the townships. The DM was also part of the
Priority Township Programme (PTP) whereby the money flowed from the provincial
coffers to pave gravel roads.

Table 10: Roads: resource distribution

No.
Expengture % operating % staff % staff % posts techn,l!:;:ans & riagt;itee:se Z
1 op 000 expenditure ° professional | vacant technologists ,5, ofessional
engineers
Sedibeng R 84 738 1.5% n/a n/a n/a n/a n/a
Lesedi R 2351 164 4.3% 16.3% 1.7% 0 2 0
Midvaal R 4 969 860 8.5% 7.5% 0% 14.3% 1 0
Emfuleni R 1687 352 4% 9.7% 3.6% 77.8% 8 0

The DM’s involvement in roads is sporadic and is dictated by the availability of funds.
The DM does not hold regular intergovernmental relations (IGR) meetings with the LMs
on matters of infrastructure including roads. The rationale applied is that meetings
should only be held when pressing issues arise or when the DM obtains money to
invest into roads.

Table 11 shows that all three local municipalities monitor the condition of the roads,
and 60% and 79% of the paved roads are in good condition in Midvaal and Emfuleni
respectively.

Table 11: Roads: performance indicators

Monitor Paved Roads % roads in "good"
Condition condition
Sedibeng n/a n/a
Lesedi yes no data
Midvaal yes 60%
Emfuleni yes 79%
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Relationship with province

The local municipalities have monthly IGR meetings with the province. They discuss
the existing structure for the roads and issues such as advertising, signage and
maintenance of roads that relates to local roads.

The province has an influence over the planning issues and deals with the legislation
and regulation. The process takes a long time and it is hoped that the IGR meetings
will speed up the process.

6.2 Assessment of Current Arrangements
Performance Challenges and Underlying Causes

Funding is a major constraint for all municipalities and is the underlying reason for the
performance challenges. Beyond this Midvaal and Lesedi claim to have no major
capacity constraints and do not experience any major maintenance backlogs.

The shortage of staff, depicted in Table 10, is a major capacity challenge in Emfuleni.
The roads department experiences a vacancy rate of 77% and 25% of the current
employed staff reside in acting positions. Although the staff have the appropriate
knowledge and skills, there is a shortage of staff humbers. There are supposed to be
three sectors within the roads sector: operational, planning and traffic engineering.
However, Emfuleni does not have the specialised traffic engineering sector and so the
existing two sectors share this function.

Emfuleni is also hoping to extend the Expanded Public Works Programme (EPWP)
contracts as the projects assist in providing additional resources and staff.

Emfuleni’s roads are deteriorating and it is predicted that the paved road network will
become unmanageable by 2018. The Department of Housing has promised houses for
an additional 235 000 households in the next 10 years and more roads will have to be
built to meet this influx of demand.

Emfuleni believes that the lack of national or provincial standards is a major problem.
Water and sanitation have "green and blue-drop" initiatives and the roads sector needs
a similar benchmarking initiative or level of compliance. It is also imperative that road
servitudes and roads planning is protected. In the past, master plans have been drawn
up, but they often cannot come into effect, because they are not protected.

Funding Arrangements

Priority services, such as water and sanitation, consume the pot of grant money and
very little remains for roads. Since the MIG grant is a conditional grant, it cannot be
used for all problem areas, such as maintenance. The ES does not incorporate roads
because roads are not viewed as an essential service. It is suggested that the ES needs
to be reviewed to include public services and that funding for maintenance is sourced.

Emfuleni states that the municipality cannot succeed in combating the roads backlogs
with the current funding structure. Self generated income is not sufficient since the
municipality does not have a wealthy rates and tax base and performance is failing due
to the lack of funding. Emfuleni estimates that the backlogs pre-1994 amounted to
R2.7 billion and since 1994, they sit at R2.3 billion. Emfuleni obtains around R16.1
million from the MIG grant for roads.

Emfuleni has introduced Engineering Contributor Services to assist in the funding of
roads. The municipality has also approached funding donors to assist in the
construction of the major corridors.
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Midvaal has managed to raise loans to fund the ‘gravel to roads’ project and utilises
the MIG grant to finance its projects. Midvaal funds the ‘gravel grading’ project using
Assessment Rates. The LM receives no funding from Sedibeng, but states that its
'political structure prioritises the maintenance and upkeep of roads'.

6.3 Assessment of Alternative Arrangements

There are no issues regarding the split in authority as advocated in Section 84’. Both
the District and local municipalities understand their roles and responsibilities.

Standards

Emfuleni believes that national standards need to be introduced to allow for the
comparison of functions. It is believed that if national standards are set, the
importance of roads will be recognised and as a result, more money will set aside for
roads.

6.4 Conclusion and recommendations on Roads

The backlog of roads maintenance is a major challenge, specifically in Emfuleni. The
poor performance stems from inadequate funding and their current finance structure
needs to be addressed. Capacity constraints such as aging infrastructure and a
shortage of staff derive from the lack of funds.

The District and Local Municipalities do not wish to see any shift in powers and
functions. The capacity challenges lie in the insufficiency of funding and it is
understood that a reallocation of powers will not address this problem.

7 Conclusion and Recommendations

The in-depth qualitative capacity assessments enabled a deeper understanding into the
unique institutional arrangements. Discussions delved into the reasons and underlying
causes for poor performance and were able to extract the extent of capacity
challenges. The deliberated options to address the capacity and performance issues
also went beyond merely an MEC adjustment.

The assessments have demonstrated that capacity lies in more than effective
administration and financial management and relies on, amongst other factors, good
leadership, effective systems and a culture of good work ethic.

The fact that an MEC adjustment relies on more than an assessment of capacity also
emerged from the assessment. The principles of subsidiarity and interaction at the
coalface of service delivery play a significant role in the fire-fighting and solid waste
functions. It was found that the ability to raise revenue and the issue of function
following funding is critical to the performance of the function.

The main points that surfaced during the assessments are summarised below.
Fire-fighting

The ambiguity of Section 84 of the Structures Act is causing performance challenges in
the fire-fighting function, and needs to be addressed.

7 A district municipality has the following functions and powers:

“Municipal roads which form an integral part of a road transport system for the area of the
district municipality as a whole.”
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The local municipalities believe that the performance of the function remain at the local
level. Nevertheless, Sedibeng believes that through the centralisation of the function,
struggling municipalities can be supported.

Solid Waste

Most of the performance challenges in solid waste relate to the interaction with
external departments. It is for this reason the local municipalities have requested the
devolution of power from provincial to district municipality level for the regulation of
landfills.

Municipalities are also struggling to combat the illegal dumping and have requested
assistance by way of law enforcement officials.

The District Municipality has a role to play when it comes to the regionalisation of
landfill sites and green development initiatives, such as waste-to-energy schemes.
Nevertheless, horizontal cooperation is not solely dependent on district intervention,
and capacitated local municipalities could play the same role.

Roads

The lack of funds is crippling the roads function, particularly in Emfuleni. A change of
institutional arrangements or a shifting of powers and functions will not resolve these
issues; however, attention should be given to the existing financial structure for roads.
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