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In-depth qualitative capacity assessment: Ugu DM

1 Introduction

This report represents the findings of the in-depth qualitative assessment of capacity in
Ugu District Municipality and its respective local municipalities, namely Vulamehlo,
Umdoni, Umzumbe, Umuziwabantu, Ezingoleni and Hibiscus Coast. Ugu 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.1

The qualitative assessments aim to better understand the capacity spread across the
district and local municipalities and to assess the effectiveness of the current
institutional arrangements specifically for the following municipal 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 number of engagements was undertaken with the Municipal Manager of Ugu District
in order to gain a sense of current institutional and financial arrangement and to
provide some background to the context in this district.

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

! 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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1.2.3 Focus group discussion

In Ugu District 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 took place on 19" June 2012. Unfortunately,
Hibiscus Coast was unable to be at the session, although subsequent meetings with
them ensured that their inputs were incorporated into the analysis.

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.

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 Overview of the Municipal Structures Act Section 84
e Background to the Ugu 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
assessments focused on the roles of the local and district municipalities in delivering
these functions.

Table 1: Powers and Functions

Roads Solid Waste ﬁg,z;?ng
Ugu x x v
Vulamehlo v X x
Umdoni v v v
Umzumbe v X X
UMuziwabantu v v v
Ezingoleni v v X
Hibiscus Coast v v v
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Table 1 draws results from the Municipal Capacity Assessment quantitative data
collection process. The local municipalities are solely responsible for the performance
of the roads functions, whereas the fire-fighting function is shared with Ugu DM. The
dynamics of the relationship will be explored in the later sections.

3 Background to Ugu DM

Ugu District Municipality is one of the ten (10) district municipalities in KwaZulu-Natal,
located at the most southern tip of the province’s coastline, covering 112km of the
Indian Ocean. It is bordered by the Eastern Cape Province to the south, Indian Ocean
to the east, Sisonke and Umgungundlovu to the west and eThekwini to the north. It
comprises of six local municipalities which are Ezinqoleni, Umuziwabantu, Hibiscus
Coast, Umdoni, Umzumbe and Vulamehlo. The District Municipalit is 5866 km2 in
extent.

Ugu is a C2 District Municipality which means that it is a Water Services Authority and
as such has significant service delivery obligations.

Table 2: Demographics of Ugu DM and its Local Municipalities (Report Card, IDP 2011/12)

Municipality Households Households % | Population

Vulamehlo 12 743 8.0 74 023
Umdoni 16 384 10.3 74 437
Umzumbe 40 578 25.6 176 283
UMuziwabantu 20 312 12.8 104 529
Ezingoleni 10 952 6.9 56 372
Hibiscus Coast 50 650 32.0 224 272
Ugu DM 158 443 100 709 917

Figure 1: Fezile Dabi DM (IDP, 2011/12)
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Ugu is predominantly rural and as such the DM has focused on the rural sector of its
population in terms of its priority service and development goals. The major economic
activities are centered on tourism and agriculture with some manufacturing centred
around Port Shepstone.

4 Financing

4.1 Operating Account

Ugu’s operating expenditure is dominated by wages and salaries (40%) and ‘other
expenditure. The District is also a Water Services Provider, and as such expenditure is
made on bulk water purchases.

4

Salaries and wages and ‘other’ expenditure also characterise the main expenditure
categories for the local municipalities. In the case of UMuziwabantu and Hibiscus
Coast, significant expenditure is made on electricity bulk purchases.

100%@
90%0
80%0
70%0
OtherExpenditurel
60%0 Bad@ndDoubtful@ebt?
A =
50%0] Interest@nd®Redemption
B = Waste@Mng@Bulk@Purchasesl
40%E——— -
Waste@VatertMng@Bulk@Purchasesl
30%08 WaterBulk@®urchases?
L]
20%0 Electricity@Bulk@Purchases?
Salaries@Vages@ndRAllowancesl
10%0
O%D T T T T T T 1
N
¥ & & P
& > ¥ & &
NG N & &2 & Ny
Qe N $ &S
S N

Figure 2: Budgeted Operating Expenditure Distribution (National Treasury 2011)

Ugu, as a Water Services Provider, derives a significant proportion of its revenue from
the sale of water (over 40%). Transfers are also a significant source of revenue for the
district.

It is evident from the figure below that, with the exception of Umdoni and Hibiscus
Coast, the collection of revenue via property rates is extremely limited. The other local
municipalities in the district are all heavily reliant on transfers. Hibiscus Coast and
UMuziwabantu both derive significant revenue from electricity sales.
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Figure 3: Operating Revenue % Distribution (National Treasury 2011)

4.2 Transfers

Ugu, in 2012, received approximately R602m in Transfers, the bulk of this (R590m)
was made up of the RSC Levy Replacement (R46m), Municipal Infrastructure Grant
(R290m), Equitable Share (R214m), and the Regional Bulk Infrastructure Grant
(R40m).
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Figure 4: Ugu Transfers 2012 (DORA, 2012)
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The figure below describes the transfers to the LM’s per poor household. The Equitable
Share (ES) is the prominent transfer, followed by the Municipal Infrastructure Grant
(MIG). The ES, which is based on the four trading services and the municipal health
service, accommodates solid waste, but does not account for public services such as
roads or fire fighting.
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Figure 5: Transfers to LMs per poor household (DORA 2012)

4.3 Staffing

Information in this section derives from the Municipal Capacity Assessment report
cards, which is based on data supplied by the municipalities. At present there are data
anomalies and thus the results should be treated with caution. Table 3 and the
subsequent figure describe the 2010/2011 staff employment figures and Figure 7
shows the staff departures for the same year.

Table 3: Staff Employment

Ugu | Vulamehlo | Umdoni | Umzumbe | UMuziwabantu | Ezingoleni Hg:zz;s
Total number of staff
employed 952 56 415 73 162 36 1182
Ratio of staff employed
relative to total number 100% 92.9% 109.2% 69.9% 100% 100% 0%

of posts filled
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Total number of posts in
organogram 1253 56 515 73 167 45

51

Total number of exits 28 2 21 6 24 4
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Figure 7: Staff Exits

5 Fire-fighting

The Ugu District and it's family of Local Municipalities have a shared services model
which they are trying to implement. The Model essentially divides the district into two
geographical zones into which local municipalities are located.

The Northern Zone comprises:
= Umdoni Municipality: as the lead support;

= Umzumbe Municipality;
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= Vulamehlo Municipality.

The Southern Zone comprises:
= Hibiscus Coast Municipality: as the lead support;

= Izingolweni Municipality;
= Umuziwabantu Municipality.

Ugu District Municipality contributes equally in terms of financial contribution to each
zone and is the facilitator and enabler of the Shared Service Model implementation
within the district.

The Northern Zone entered into a shared service agreement, which was implemented
to a certain extent, but not completely. The Southern Zone has not as yet concluded
the formal shared service agreement, although there are informal arrangements of
sharing services when necessary.

In terms of capacity, within the South zone: the HCM has the most resources with a
human resourced and capacitated fire department with equipment and vehicles which
include 3 heavy duty engines, 8 land cruisers and 2 additional heavy duty engines
which are being repaired. HCM’s resources are decentralized to 4 Multi Purpose
Community Centres, and an airport in addition to the central fire station in Port
Shepstone. Ezingoleni has no resources, and has made no budget provision for fire and
Umuziwabantu utilizes 2 staff members, who are employed to perform a different
function (therefore they are not capacitated for the fire service) and has 1 small fire
vehicle.

In terms of capacity, within the North zone: Umdoni has the most resources with a
human resourced and capacitated fire department which comprises 1 medium fire
engine, 1 rapid intervention vehicle, and 2 Land Cruisers. Umzumbe and Vulamehlo
have no capacity nor vehicles, equipment and rely on the Umdoni resources which
were included in the shared services agreement for their usage following their financial
contribution.

The following table summarises the fire-fighting function data submitted by the
Municipality as part of the questionnaire phase of the capacity assessments.

Table 4: Fire fighting function

% staff % posts No. fire- I;o. fire trucks No. fire
) emergency .
professional vacant fighters 5 stations
vehicles
Ugu 66.7% 33.3% 0 1 2
Vulamehlo N/A N/A N/A N/A N/A
Umdoni 0% 0% 10 2 1
Umzumbe N/A N/A N/A N/A N/A
UMuziwabantu 0% 0% 1 1 1
Ezingoleni 0% 0% N/A N/A N/A
Hibiscus Coast 0% 0% 42 19 2
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5.1

Assessment of current arrangements

The following table summarises some of the performance related data applicable to fire
services collected as part of the quantitative phase of the capacity assessment.

Table 5: Performance Indicators

% fire services responded to .
within 7min Approved Disaster Plan
Ugu 0% yes
\Vulamehlo N/A N/A
Umdoni 70% yes
Umzumbe N/A N/A
UMuziwabantu No data N/A
Ezingoleni N/A yes
Hibiscus Coast 60% yes

5.1.1 Performance Challenges: North

The following challenges were identified for the Northern Zone:

It is currently unclear where and who is responsible for the recruitment of fire
personnel. There was a view expressed that Umdoni is best placed to play this
role.

Vulamehlo and Umzumbe have limited access to fire fighting equipment, but
they currently don't have manpower. This is a result of insufficient funds being
available (inadequate funds within agreement contributions have resulted in
contracts not being renewed).

Sustainability of the Shared Service is a concern — particularly in terms of
acquisition of equipment.

Currently there are no medium size fire fighting engines and there is a reliance
on only 5 Land Cruiser fire fighting units.

Two stations in each of Vulamehlo and Umzumbe are required given the vast
areas, topographical conditions, fire types and access challenges, but the
current constraints have not allowed this.

Topographical challenges including vast distances, hilly terrain and and poor
access roads severely impact on response times.

There was a general sense that current Budget provisions are not adequate to
effectively meet the fire services challenges facing the area.

Umzumbe and Vulamehlo voiced the view that that they have contributed to
the shared services concept but have not received the expected service in
terms of fire fighting services.

5.1.2 Performance Challenges: South

The following challenges were identified in the southern zone:

There is a need for an agreement to be reached between HCM and Ezingoleni
to ensure the SS Agreement is concluded. Ezingoleni has not made yet budget
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provision to contribute to the service. UMuziwabantu has signed the agreement.
Currently there is a situation where 2 of the three municipalities have signed an
agreement to share services, but that it has not yet been implemented as the
third is yet to formally sign.

UMuziwabantu acknowledges that inadequate budget provision has been make
in terms of its contributions to the shared services

Hibiscust Coast has 4 Multi-Purpose-Community-Centres which have
decentralised fire services and 1 airport based service. Capacity, equipment,
and infrastructure is currently already stretched given the lack of contributions
for the provision of the service.

Umuziwabantu currently assist as a back-up capacity in the event of a large
incident in Ezingoleni - but is facing sustainability challenges in its own right.
HCM don't have staff working on 24 hour basis.

5.1.3 UNDERLYING CAUSES

5.2

The primary underlying cause of challenges in fire services is related to
inadequate financial resources being allocated to the fire function by all the
municipalities, including the District, given broader financial constraints.

The issue around contributions to shared services and the actual disbursement
of these resources is also an area of concern that needs to be addressed.
Coordination weaknesses is also a factor contributing to fire services challenges
in the region. Problems around the finalisation of agreements, and the
implementation thereof have hampered delivery arrangements and are largely
responsible for problems in the implementation of a shared services approach.
For example, in the north, the failure of Municipal Managers to meet resulted in
contracts not being renewed for trained fire personnel.

Assessment of alternative arrangements

Going forward — addressing performance challenges

There was strong general agreement that the shared services model remains the best
opportunity for delivering fire services effectively in the District. However, a number of
issues will need to be addressed in order for this to be successful. Some of these
issues include:

5.3

Clarifying roles and responsibilities regarding training,

Developing a stronger commitment on the part of all parties in terms of
resource contributions,

Clarifying issues around the potential transfer of staff,

Ensuring better communication and coordination between parties, and
Developing a clearer sense of roles and responsibilities in terms of realistic
contributions and service level expectations.

Conclusion and Recommendations on Fire Services

The general view is that the municipalities are on the right track in terms of developing
shared services in the north and the south. Financial constraints are likely to be a
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feature going into the future, but many of the other issues holding back the success of
the shared services model were well described and understood during the
engagement. It is recommended that the parties in both the north and the south
embark on dedicated process of developing strong, binding Service Level Agreements
to ensure that the roles, responsibilities and commitments are clearly defined and
understood by the various municipalities.

6 Solid Waste

6.1 Current Arrangement

Within the District there are 3 municipalities which fulfill their functions in terms of
waste, and the district has provided an IWMP at district level. There are 2 registered,
compliant landfill sites and 1 landfill which is operating but not compliant, although the
municipality is attempting to ensure compliance.

HCM, Umdoni and Umuziwabantu have weekly residential refuse collection services in
built up areas, and informal settlements, and daily business refuse collection in built up
areas. In addition, HCM and Umdoni also have garden refuse sites and have recycling
programmes. HCM has developed a separate unit to deal with the waste pyramid of
recycle, reuse and reduce, and awareness and education.

The registered sites within Ugu are within HCM (which is south) and Umdoni (which is
north) and these sites are utilized informally through a user-pay system by their
neighbouring municipalities when there is a need. Vulamehlo has a weekly refuse
collection in bakkies of the Dududu node only — and this waste is taken to the Umdoni
landfill and dumped. Umzumbe does no waste collection nor servicing in any manner.
Ezingoleni does a daily business refuse collection service in its one node, and a weekly
residential refuse collection within the town node: and this waste is taken to HCM
landfill and dumped through a user-pay system (as would any person taking refuse to
the dump).

Currently there are discussions to implement a shared service approach towards waste
in a similar fashion to the fire services to a certain extent.

Table 6: Solid Waste Function

Refuse
Refuse dumps/solid .
cleansing
Removal waste
disposal
Ugu X % x
Vulamehlo X X X
Umdoni v v v
Umzumbe X X X
UMuziwabantu v v v
Ezingoleni v x v
Hibiscus Coast v v v
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Table 7: Staff and Performance Indicators

Integrated % eligible | % registered
% staff % posts Waste for kerbside | municipal | % waste
professional vacant Management . owned recycled
Plan collection | japdfill sites

Ugu N/A N/A N/A N/A N/A N/A
Vulamehlo N/A N/A N/A N/A N/A N/A
Umdoni 1.4% 9.5% Yes 65.8% 100% 10%
Umzumbe N/A N/A N/A N/A N/A N/A
UMuziwabantu 0% 0% No 92.9% 0% 0%
Ezingoleni 66.7% 0% No 80% N/A 0%
Hibiscus Coast 1.5% 3.4% Yes 100 100% 2%

6.2
6.2.1

Assessment of current arrangements

Performance Challenges

The following challenges were identified:

6.2.2

Vulamehlo, Uzumbe and Ezinqoleni have minimal, if any, rates base and
therefore they have financial challenges in rendering a service of refuse
collection, never mind developing a land fill site — in other words, they have
significant cost recovery challenges.

Despite having substantial resources comparatively the HCM has aging vehicles
which have high levels of break downs, and repairs which impact negatively on
service standards in terms of timeous collection of refuse. Linked to the aging
fleet is the challenge of the cost of replacement of waste fleet: which poses
financial challenges.

Onerous landfill requirements, capacity challenges and a limited rates base face
UMuziwabantu who is rendering a level of service.

The topography, nature of settlement (scattered) and limiting/inadequate road
network (access roads) in the rural areas of Umzumbe, Vulamehlo and
Ezingoleni.

Underlying Causes

The primary underlying causes of challenges in waste services are related to
social, economic and topographical characteristics. The nature of settlement,
inaccessible areas, economic status of the residents, and predominately
settlement on Ingonyama land.

Inadequate/No financial resources being allocated to the waste function, given
broader financial constraints.
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6.3 Assessment of alternative arrangements

There was strong general agreement that the shared services model remains the best
opportunity for waste management in the District: in terms of taking waste to landfill
and an integrated district level waste management strategy.

This approach would provide a structured approach towards sharing of land fills by
municipalities: one in the south, one in the north and the uMuziwabantu landfill. As
with fire shared services similar issues would need to be resolved: importantly, the cost
recovery of the additional waste to landfill and lessening of land fill life span as a
consequence of the shared service.

The actual collection of refuse from residential and businesses would need to be
considered by Umzumbe and Vulamehlo; and further roll-out into rural areas by
Umdoni, HCM and Umuziwabantu. Underpinning this consideration however, should be
the waste pyramid approach of focusing on minimising waste to landfill, minimising
waste generated for collection through reusing and recycling.

6.4 Conclusion and Recommendations on Solid Waste

There was recognition by Umzumbe, Vulamehlo, and Ezigolweni that they are not
considering waste management issues adequately. There was a broader agreement
that as a district, sharing landfills within a structured approach needs to be given
attention: and that a more sustainable strategy towards waste in the district needs to
be developed and implemented: aiming to reduce waste, reuse and recycle: ultimately
to reduce waste to landfill and prolong the life span of landfills.

7 Roads

7.1 Current Arrangement

Within the district all local municipalities perform their road function to some extent.
The District does not fulfil any roads functions and the Department of Transport fulfils
its provincial roads function, albeit according to all the municipalities and the
Department itself: inadequately.

The rural municipalities of Vulamehlo, Umzumbe and Ezigolweni have substantial
gravel roads which they maintain. In addition, they develop gravel access roads. All
three municipalities are characterised by one provincial road, which all indicated is
inadequately maintained. Vulamehlo MM indicated that the provincial road running
through Vulamehlo is in a “dismal state of disrepair..”.

Umdoni, HCM and Umuziwabantu have rural and urban areas, with provincial roads
and a national road. These three municipalities fulfil their roads function, albeit
inadequately, through maintaining urban and rural roads: both gravel and tar roads. All
three municipalities in addition do maintenance on provincial roads. Umdoni
Municipality has secured an agreement with the Department of Transport whereby
they maintain a specific area on a provincial road, bill the department, who then pays
them. HCM and Umuziwabantu maintain provincial roads and do not bill nor receive
any payment from the Department of Transport. In addition to maintain a provincial
road Umuziwabantu has repaired stormwater drainage in Harding whilst maintaining
the road.
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HCM maintains the provincial Marine Drive road as it is @ main tourist route which if
not maintained would impact negatively on tourism in the municipal area and
Umuziwantu maintains a provincial road within Harding town as it is the main
economic node in the municipal area and would have negative economic implications if

not maintained.

A further breakdown of the performance of the function is showed in Table 8.

Table 8: Performance of Roads Function

Storm water Municipality performs
Municipal roads systems in built- the 'District’ roads
up areas function
Ugu x x x
Vulamehlo v % X
Umdoni v v x
Umzumbe v x x
UMuziwabantu v v x
Ezingoleni v X X
Hibiscus Coast v v X

However, municipalities do not distinguish between municipal and district roads as
depicted in the table, but only differentiate between national, provincial and municipal

roads.
Table 9: Staffing Skills
% stqff p:{:ts Resg‘;:ered No. No. reggge..-re d
professional vacant P_rof technicians | technologists planners
engineers

Ugu n/a n/a n/a n/a n/a n/a
Vulamehlo 42.9% 14.3% 2 2 0 0
Umdoni 100% 2.8% 0 0 0 0
Umzumbe 50% 27.3% 0 3 1 0
UMuziwabantu 5.9% 0% 0 0 1 0
Ezingoleni 100% 0% 0 1 0 0
Hibiscus Coast No data 4.2% 0 No data 1 No data

7.2

7.2.1 Performance Challenges

Assessment of current arrangements

According to HCM, historically the way roads were built without adequate structure
results in pot holes, and repairing potholes by filling them is ongoing and doesn’t
resolve the deteriorating road.
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The Funding Model and MIG conditions/requirements place limitations on roads
maintenance/rehabilitation and development.

Department of Transport indicated they have financial limitations to enable them to
prioritise the needs of the municipalities

7.2.2 Underlying Causes

The underling causes of the performance challenges are:

e Historically how roads were built, without structure, therefore they require
rehabilitation and development rather than maintenance;

o Different categories of roads, with responsibilities with different spheres of
government within a single geographical area with a single authority
responsible for economic development and basic service delivery and at the
coal face of accountability to communities

Table 10: Performance Indicators

Monitor Paved Roads % roads in "good"
Condition condition
Ugu n/a n/a
Vulamehlo no No data
Umdoni yes 0%
Umzumbe yes No data
UMuziwabantu yes 25%
Ezingoleni no No data
Hibiscus Coast yes No data

7.3 Assessment of alternative arrangements

There was strong general agreement that all roads within a municipal area should be
maintained and developed by one authority, the local municipality which is
appropriately resourced i.e. Funding should follow function.

7.4 Conclusion and Recommendations on Roads

Roads Functions and Powers need to be reconsidered: One centre of responsibility for
a road network within a geographical area should be considered, and then with
function should follow resources. (i.e. provincial roads within Ugu district should fall
within responsibility of LMs within the District with the necessary funds being allocated
to the LMs).

Financial Resource Allocations need to consider that existing roads, which have
potholes do not necessarily have the required road structure and therefore they need
to be rehabilitated and not just maintained. Within HCM alone, the extent of these
roads is substantial and therefore the resources allocated to rehabilitate are
substantial.
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8 Conclusion and Recommendations

8.1 Fire

The current powers and functions can be implemented through the finalisation of the
district level shared services model effectively: with due consideration for finalisation
and implementation of the SLA’s which would include detailed role definition and
financial contributions which would enable the approach to be implemented effectively
and sustainably. Taking a lead and coordination of the shared services model needs to
be given concerted effort and attention.

8.2 Solid Waste

The current powers and functions can be implemented through the finalisation of the
district level shared services model effectively: with regard to shared landfill usage and
recoup of the costs versus the lifespan of the landfill. Simultaneously the reduction in
waste to landfill through reusing and recycling within a district level adopted and
implemented strategy and plan.

8.3 Roads

Roads Functions and Powers need to be reconsidered: One centre of responsibility for
road network within a geographical area should be considered, and then with function
should follow resources. (i.e. provincial roads within Ugu district should fall within the
responsibility of LMs within the District with the necessary funds being allocated to the
LMs).
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