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In-depth qualitative capacity assessment: Waterberg District

1 Introduction

This report represents the findings of the in-depth qualitative assessment of capacity in
Waterberg District and its local municipalities.

The Waterberg District 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 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; and

e Firefighting 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:
Initial communication through letters

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

Telephonic engagement with the municipal managers

A preliminary telephonic interview was undertaken with the Municipal Manager of
Waterberg District Municipality as well as with the municipal managers of the local
municipalities of Lephalale, Mookgopong, Bela-Bela and Mogalakwena in order to gain

! 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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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.
Focus group discussion

A two day focus group session was held on the 26" and 27" of June 2012 at
Waterberg DM'’s offices in Modimolle. The municipal manager of the district
municipality invited the municipal managers of all the local municipalities as well as the
managers responsible for fire services, solid waste and roads. Attached as Annexure
A is the attendance list from this session.

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.

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 Background to the Waterberg District
e Assessment of Fire Services Function
e Assessment of Solid Waste Services Function
e Assessment of Roads Function

e Summary and conclusion

2 Background to the Waterberg district

The Waterberg District is the largest of the five district municipalities in the Limpopo
Province of South Africa with a geographical area of 44 913 km?. Waterberg DM is a C1
District Municipality which means that it is not a Water Services Authority (WSA); the
local municipalities in its areas of jurisdiction play the role of the WSA.

The Waterberg district contains six local municipalities, five of which are B3
municipalities, and one of which (Mogalakwena LM) is a B2 municipality:
1. Thabazimbi LM, comprising the town of Thabazimbi, Regorogile township and
surrounding rural areas;
2. Modimolle LM which consists of the town of Modimolle, Mabatlane, Alma and
the surrounding rural area;
3. Bela-Bela LM, which is made up of the town of Bela Bela, and its surrounding
rural areas;

. Mookgopong LM which is made up of the following towns: Mookgophong,
Roedtan- Thusang Townships and Mookgophong Township with surrounding
game farms and luxury safari lodges;

. Mogalakwena LM which consists of the towns of Mokopane, Mahwelereng and
Rebone Township and a nhumber of rural settlements; and

. Lephalale Municipality, comprising the town of Lephalale, Marapong township
and surrounding rural areas.

N
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Excluding Mogalakwena LM which has the large town of Mokopane at its core, all the
municipal areas consists of small towns with relatively small populations, of which a
significant proportion is urban.

The background data below is based on the initially responses received from the
municipalities to the Municipal Capacity Assessment Questionnaires 2011 together with
the insights gained at the Focus Group Session. There were a number of data
anomalies that were picked up by the municipalities at the Focus Group Session.
Municipalities were urged at the Focus Group Session to correct data anomalies and
ensure that the correct data was submitted on line by the end of business on the 27"
of June 2012.

2.1 Background data

The Waterberg district is a mix of urban areas with substantial rural areas and
relatively poor households. The area of the district includes considerable natural
resources which make it an attractive place in which to practise agriculture, tourism
and mining. The Waterberg district is primarily agricultural, consisting of farmers who
do a range of cattle and crop farming and contribute to the economy of the district.
Mining activities are mainly found in Lephalale, Mogalakwena and Thabazimbi LMs?,

The area has high rates of poverty, with 208 small rural settlements of 1000 to 5000
people in which unemployment is rife. 73% of the population is living on less than
R1000 a month. 40% of the households within the district are living on less than
R6400 per month and classified as poor according to StatsSA.

The low population density affects service delivery as the cost of providing service is
increased.

Municipality Population Households | Poor Households g'::;z:;:;ﬂ re
% of
# % # # % of district | local # (000) %
pop
Waterberg DM | 596 094 | 100% 161897 64477 100% 40% R210 214 7.4%
Thabazimbi LM 60 036 | 10% 23761 8967 14% 38% R322 375 | 14.4%
Lephalale LM 80 141 13% 23635 15154 24% 64% R92 290 22.1%
Mookgopong LM | 16 820 3% 7638 5134 8% 67% R169 142 6.3%
Modimolle LM 52 602 9% 15753 7025 11% 45% R70 310 11.6%
Bela-Bela LM 55 844 9% 14224 5030 8% 35% R485 300 4.8%
Mogalakwena LM | 330 644 | 55% 76887 23168 36% 30% R107 608 | 33.3%
R1 457 239

Figure 1: Population and operating expenditure

The population and expenditure data reflects that Mogalakwena LM has by far the
largest population of all the LMs, with 55% of the district in its jurisdiction. Despite
this, only 36% of the districts poor households fall within its jurisdiction and it only
spends 33.3% of the districts total operating expenditure. Mookgopong and Lephalale
LMs, on the contrary, contain the highest proportion of poor household, comprising 3%

2 \Waterberg IDP, 2010.
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and 13% of the district’s population respectively, but 8% and 24% of the districts poor
households and spending 6.3% and 22.1% of the total operating expenditure within
the district. The table shows clearly that the amount of expenditure is more closely
linked to the proportion of poor households than to the proportion of the entire
population.

The data presented below is based on the responses supplied by the municipalities to
the Municipal Capacity Assessments 2011. However, not all of the data is complete or
correct and has resulted in data anomalies. Municipalities were urged at the focus
group sessions to review and correct their data.

2.2 Finances

Significant national transfers

The graph below reflects the significant national transfers being distributed within the
district.

Significant National Transfers
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Mogalakwena LM receives the highest allocation in terms of Municipal Infrastructure
Grant (MIG), Equitable Share and housing allocations than the rest of the district due
to the size of its population. It also receives the Regional Bulk Infrastructure Grant
(RBIG).

The district municipality’s funding is solely constituted of a small Equitable Share
allocation and the RSC levies replacement grant which gives it a national transfer
amount on a par with the LM receiving the least in terms of national transfers, namely
Mookgopong LM.
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For the LMs in the District, these national transfers make up less than 50% of their
financial budget, they derive the balance from revenue raised through services
provides. The District itself is heavily dependent on grant funding with approximately
90% of its budget derived from national transfers.

Budgeted operating revenue

The graph below shows the budgeted operating revenue distribution within the
Waterberg District Municipality.

Budgeted operating revenue distribution
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The data shows that the district municipality is heavily grant dependent, whereas the
LMs are all raising at least 50% of their revenue from other sources as would be
expected. The most substantial source of revenue is electricity, with property rates,
water charges and then wastewater charges, in order of significance, fleshing out the
rest of the budgeted revenue. All the LMs show that they are raising sizable amounts
of revenue, however there may be a significant different between budgeted revenue
and actual revenue. Mogalakwena LM’s has budgeted for the highest proportion of
transfers and subsidies, despite having the lowest proportion of poor households within
its area of jurisdiction, and a significantly higher urban population than the rest of the
district being a B2 municipality.

Operating expenditure by function

The table below summarises the total operating expenditure by function within each of
the municipalities in the District.
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Governance and Administration
Water Senvices

Electricity and Gas Reticulation
Municipal Transport

Waste Management

Roads and Stormwater Systems
Community and Social Services
Planining and Development:
Emergency Services

Municipal Health

Primary Health Care
Environmental Management
Economic Develooment
Housing

Traffic and Policing

Waterbarg

14.4%
N dat=
N data

09.8%
N data

9.5%

2.1%

5.5%
Mo dat=

13.8%
Mo dat=
Mo dat=

5.5%
Mo dat=
Mo dat=

£
5
F.5%
10.59%
16.1%
19.4%
6.2%
19.4%
4.8%
2.5%
o data
Ko data
Ho data
Ho data
1.4%
Ko data
5.3%

10.2%
15.6%
22.2%
10.0%
16.8%
10,0
9.0%
2.0%:
Mo data
Mo data
Mo data
Mo data
2.0%:
0.6%
Mo data

:
148.4%
4.7%
29.9%
6.4%
9.4%
6.4%
3.6%
2.1%

Mo data
Mo data
Mo data
Mo data
2.1%
Mo data
Mo data

2

:

11.58%
11.7%
40.1%
5.0%
5.7%
5.0%
3.6%
T.4%
Mo data
No data
No data
No data
T.4%
No data
1.8%

3

[2=]

10,.2%%
Mo data
Mo data
Mo data
F.40%
Mo data
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g.0%
Mo data
Mo data
Mo data
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16.9%
13.8%
28.6%
b.5%
5.5%
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2.5%
3.2
Mo data
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Mo data
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Figure 2: Operating expenditure by function

The data provided by the municipalities was not entirely conclusive, however it was
apparent that across the District, salaries and wages account for between 7.5% and
16.9% of expenditure budgeted for.

The most significant budgeted expenditure is for electricity and water services in the
Local Municipalities.

2.3 Staffing

The graph below represents staffing in the district. The blue sections represent the
percentage of posts filled.

Posts vacant - Unfunded
Posts vacant - Funded

Posts filled
TOTAL
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Figure 3: Staffing
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The data reflects that Thabazimbi LM, Mogalakwena LM and Modimolle LM had 36%,
57% and 79% of their staff complements filled respectively. Thabazimbi LM is below
the average of 66% for a B3 municipality, Modimolle LM above. Mogalakwena is below
the 74% average for B2 municipalities®. The accuracy of Waterberg DM’s data is
questionable. Mookgopong and Bela-Bela local municipalities had not filled in all of the
data necessary to create an accurate representation but Bela-Bela LM have since
corrected this information to show that the percentage of posts filled is 45%, also
below the average.

Staff exits
The graph below demonstrates the staff which exited during the financial year.

= g
0
f 08 3 83 3
5 8 2 4 € ¢
& © & 8 3 ?
2 - k| z 3 o
Total number of staff that left during the Financial 9 75 17 6 1 %
Year
% staff that left during the Financial Year 7.0% 20.5% 4.2% 2.7% A% 72.2%

Mogalakwena

[
|

4.1%

Figure 4: Staff exits

Bela-Bela LM's figure is revised to 47%, which is still very high compared with the B3
average of 6.9%, as is Modimolle LM’s figure of 54.5%. Only Lephalale and
Mookgopong are below the average for B3s, while Waterberg DM is comfortably below
the C1 average of 15%.

The majority of Mookgopong, Modimolle, Bela-Bela and Mogalakwena LMs’ staff exists
were due to a combination of retirement and resignation, with Modimolle LM more
heavily on the side of resignation. Only Lephalale and Mogalakwena LMs dismissed a
small percentage of their staff. In the case of Waterberg DM a large percentage of
staff left due to their contract period coming to an end.

Section 57
The table below summarises the status of Section 57 (S57) posts across the district.

3 Note: these averages are subject to change as the data is verified and changed.
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% Section 57 posts filled 83.3% 100.0% 57.1% 60.0% 60.0% 0.0% 100.0%
o .
7o Section 57 posts vacant for more than three 167%  0.0%  429% = 400% = 40.0% = 00%  0.0%
months during MFY
o . .
% Section 57 Managers that have signed 833%  1000%  714% | 100.0% = 60.0%  1000%  100.0%
performance agreements in place
o . .
% Section 57 Managers that have signed 83.3%  100.0% = 714%  100.0% = 60.0%  100.0%  100.0%
employment contracts in place
Figure 5: Section 57 posts
The average for B3 municipalities of S57 posts filled is 73.7%. For Cls the average is
80% and for B2s 78.8%. Mogalakwena LM, Waterberg DM, and Thabazimbi LM are
therefore performing above average in this regard.
Staff capacity
The table below reflects staff capacity within the district.
5 2 ;
2
2 3 & 5 E § %
N 8 e} 2 E ; o
g - § : : & g
= F g &
Professional staff as % of total staff 0.0% 0.0% 13.6% 2.8% 12.0%
Number of staff: Registered Professional Engineers 2 0 2 1 1 0 1
Number of staff: Technologists 0 0 0 2 0 1
Number of staff: Technicians 39 & 5 1 0 16
Number of staff: Registered Planners 0 0 1 0 3
MNumber of staff: Chartered Accountants 1 1] 0 0 1] 0 0
Number of staff: Registered with the Institute of 0 1 1 0 1 2
Municipal Finance Officers
Number of staff: Professional staff 0 0 3 1 78
Number of Registered engineers per 10 000
population 0 0 0 1 0 0 0
Number of Technologists per 10 000 population 0 0 0 0 0 0
Number of Technicians per 10 000 population 6 1 3 0 0 0
Numbef of Registered planners per 10 000 0 0 0 0 0
population

Figure 6: Staff capacity

Modimolle LM is showing the greatest capacity in terms of skilled employees, closely
followed by Mogalakwena. Thabazimbi has the greatest capacity per 10 000 population
with 6 technicians. There appears to be a lack of skills in general within the district. At
the focus group session, municipalities advised that whilst there was a lack of skill in
the district, the data which had been provided did not reflect an accurate picture
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Staff distribution by function.

The table below shows the percentage of total staff within a municipality which have
been allocated to the various functions performed by the municipality.

= =

S D T S B

£ : & g 3 3

= E | = = &
Governanoe and Administration Mo data 27 4% 42.4% 28.9% 21.0% 8.7%
Water Senvices MFA 16.2% 20.1% 0.0% 2B. 7% 81.7%
Electricity and Gas Reticulation MNfA 6.5% 0.6% 34.2% 12.B% 1.2%
Municipal Transport MiA Nf& N/A MiA Ni& NA
Waste Management MNIA 11.2% 15.4% 0.0% 20.5% 1.2%
Roads and Stormweater Systems MNIA 28.3% 12.5% Mo data Nf& 0.3%
Community and Social Services 50.9% No data Mo data Mo data 3.6% 0.3%
Planning and Development MNfA 1.8% 3.2% 10.5% 5.1% 1.2%
Emergency Services No data 3.2% 2.6% 26.3% Mo cata 1.2%
Municipal Health 43,9% 0,.0% Mo data MiA Mo data NA
Primary Health Care MNfA MfA N/A MN/A N/A N/A
Environmeantal Management 0.0% 0.0% Mo data MN/A Nf& N/ A&
Economic Development Mo data 1.5% Mo data Mo data N/A 1.2%
Housing MiA 0.3% 0.3% M/A 0.5% 0.3%
Traffic and Poliding MNfA 3.5% 2.9% MN/A 7.7% 2.5%

Mogalaowena

22.4%
28.3%
B.6%
MiA
13.4%
5.7%
0.5%
3.5%
2.4%
0.0%
MiA
1.0%
1.7%
1.6%
10.2%

The table demonstrates that Modimolle LM prioritises waste management above all
other functions, and prioritises it to a greater degree than the other LMs, however
there are no figures available for Modimolle LM’s roads complement which might
reduce the solid waste proportions were it filled in.

Thabazimbi LM allocates the majority of its staff to the roads function, whereas
Mookgopong LM allocates the majority of its staff to fire services.

In the case of the District, whilst the data reflects that the bulk of its staff is
concentrated in community and social services and the balance in municipal health,
this data needs to be corrected as a large proportion of the District staff actually are in
the Governance and Administration component,

3 Overview of Powers and Functions

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,
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Table 1 depicts the division of powers and functions within Waterberg DM.
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Table 1: Performance of the Functions

PZZ:ZZZg Solid Waste Roads Fire-fighting
Authority | Provider | Authority | Provider Authority Provider

Waterberg DM v v v x v x
Thabazimbi LM v v v v X v
Lephalale LM v v v v X v
Mookgopong LM v v v v % v
Modimolle LM v v v v X v
Bela-Bela LM v v v v X v
Mogalakwena LM v v v v X v

In summary, the solid waste, roads and fire fighting services are shared across the
district family. The details of these institutional arrangements are discussed in further
detail in the sections below.

4 Fire Services

The Municipal Structures Act (MSA) creates a sub-division in the fire fighting services.
The current MDB definition of fire fighting services, based on the MSA legislation
provides that:

‘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:

(i) planning, co-ordination and regulation of fire services;
(ii) specialised fire fighting services such as mountain, veld and chemical fire services;

(iii) coordination of the standardisation of infrastructure, vehicles, equipment and
procedures; and

(iv) training of fire officers.

In relation to the local municipality, “fire fighting” means 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™.

By way of background all the District Municipalities in the Limpopo Province had been
authorised to take responsibility for the entire fire services function.

4 PDG, 2011. Concept paper on approach to sharing powers and functions.
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4.1 Current Arrangements

The current arrangement within the district is that the DM is the authority for the
“entire” fire services function. As the authority, the DM is meant to play a regulatory
and monitoring role.

The DM has SLAs in place with each of the LMs to provide the service on its behalf.
The LMs are responsible for the ‘operational day to day rendering of a fire fighting
services on behalf of the District”.

The SLAs provide that the DM owns all fire fighting equipment and assets utilised by
the LMs but the LMs are responsible for maintaining these assets. Employees will be
managed by the LM, but the LM will be compensated for all expenses including salaries
and wages which it claims from the DM on a monthly basis and for which it is
reimbursed within 14 days of the claim. The LM is expected to report to the DM
monthly, and annually, and the DM is expected to play its regulatory role based on the
reports which is receives.

At the Focus Group session, it emerged that the process of claiming from and being
reimbursed by the DMs was an extremely cumbersome process which resulted in
unnecessary delays and negatively impacted on the LMs ability to effectively deliver the
service.

From the District’s perspective, fire fighting is one of the highest funded functions that
it budgets for. The District had allocated R16,000,000.00 for the year for all the LMs,
this amount includes personnel and capita costs and accounted for approximately 16-
18% of the District’s budget, however, the reality was that the fire fighting service
required far more funding than this. In the words of the District MM, “ Fire fighting it’s a
municipality on its own, as a service”

The LMs view however is that the funds from the district are not sufficient to render
the service. In the LMs assessment, each LM requires a minimum of approximately
R2,5million to run the fire fighting service.

The LMs are critical of the DMs lack of prioritisation, planning and co-ordination of the
fire fighting service. The LMs suggested that if the District were to set a platform of
minimum compliance for each municipality, it will give the LMs a target that it can work
towards and build on.

The LMs expressed concern and frustration that they are providing the service with
limited resources, old equipment which hasn’t been maintained and staff which are not
properly trained to render fire fighting services, in some instances, using traffic officers
to double up as fire fighters, putting both their lives and the lives of the community at
risk and potentially exposing the LMs to the risk of litigation should these officials not
respond appropriately.

The Head of the Disaster Management Centre at the District is meant to play the co-
ordination and oversight role over the LMs and report on the provision of the service to
the District MM. The LMs however feel that this is not sufficient and that the service is
currently not being well planned and co-ordinated as per the requirements of the SANS
CODE. 100090. The LMs are currently submitting their needs to the DM on an annual
basis based on what they need in the immediate term, the needs are not informed by
legislative requirements. The LMs view was that there was a big planning, coordination
and management level which is meant to be played by the DM which appeared to be
missing.

> Waterberg Municipality, 2010. Service Delivery Agreement between Waterberg District Municipality and
Lephalale Local Municipality.

12
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It also emerged that the LMs end up spending part of their own funding on the fire
function which they do not claim for, and which is generally not budgeted for by the
LMs or the DMs in the case of disaster. The local municipality is the first port of call for
the community, and must react when the district is unable to provide accommodation
and food to the victims of such a disaster within the community.

4.2 Assessment of current arrangements

The District has been criticised for not effectively fulfilling its role as the authority in
terms of regulation, planning and co-ordination of the delivery of the fire fighting

service.

4.2.1 Performance challenges

The table below summarises the responses received from the LMs to the capacity
assessment questionnaire.

Thabazimbi | Lephalale | Mookopong | Modimolle | Bela-Bela | Mogalakwena

No of
firefighters 2 9 10 1 9
No of fire
trucks 3 3 5 0 6
No of fire
stations 1 1 2 0 1
% fire service
calls
responded to
within 7 mins 20% 1% 100% 80% 70%

Fire Stations

Whilst the responses to the capacity assessments reflected five fire stations in the
District, the LMs explained that Mogalakwena has the only real fully fledged and
operational fire station in the district. The other LMs have spaces/areas in which they
park their fire fighting vehicles and store equipment but these do not meet the
requirements of a fire station.

Fire Fighters

The LMs have a mixed range of capacity of fire fighters with only two Chief Fire
Officers in the District. The LMs devote between 3.2% and 1.2% of their staff to fire
services® and numbers of fire fighters very between 1 and 10, or between 0.4 and 5.9
people per 10 000 population.

The LMs explained that they experience serious challenges with respect to their
capacity to deliver the service. In the case of Thabazimbi for instance, the LM is
awaiting the go ahead from the DM to appoint fire fighters in to approved posts, in the
interim the LM has utilised the services of traffic officers to act as fire fighters.

In Modimolle there is only one fire fighter to respond to the entire area of jurisdiction.
In Bela-Bela it was explained that there was only one junior fire fighter, the
municipality also depends on six volunteers to assist in the event of a fire.

Across the District, the LMs supplement their lack of fire fighting personnel capacity
through the use of traffic officials and/or volunteers, neither of whom necessarily have

® Excluding Mookgopong LM who registers at 26.3% as a result of not filling in figures for other functions
and whose data is therefore incorrect.
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the skills for the job. One of the drawbacks of using volunteers has been the
expectation of the payment of stipends and in some instances the expectation of
employment by the municipality once they have been trained/skilled. The LMs noted
that their approach may have been wrong in sourcing unemployed volunteers; it may
have been preferable to train employed people as fire fighting volunteers.

With scare capacity, the challenge for the LM is often how best to prioritise and deploy
the limited resources available in circumstances that are almost always emergency
situations and often life threatening.

Fire Trucks

Whilst the data responses reflect 17 fire trucks, the LMs explained that these are in
varying conditions and of different standards and not all in working order.

Whilst Mogalakwena has relatively new trucks not all of the staff understand how to
operate the trucks as they have been imported from overseas. In the case of
Thabazimbi, whilst there are 3 fire trucks, only one of these are working. The LM does
not have the funds to fix the other two fire trucks.

% Of fire calls responded to within 7 minutes

The size of the Waterberg District and the sparse distribution of its population make
the distances between settlements difficult to cover and prevent the clustering of
certain areas under one fire station to capitalise on economies of scale. This impacts
on coverage and response times.

Only Mookopong reports being able to respond to all fire service calls within 7 minutes.
In the case of the other LMs, the vast geography of the Waterberg district, and the
dispersed nature of the settlements, affects their response time.

In Mogalakwena for instance, there are 178 villages, and the only fire station is in the
town of Mokopane. Some of the areas within the jurisdiction of the municipality are up
to 100km from the fire station, and considering that fire trucks should be travelling on
average 25% slower than an ordinary vehicle, covering these areas adequately is not
possible. This is compounded by the fact that the vehicles are old and the roads are
not tarred, which makes the response time even slower.

In terms of coverage, the majority of the LMs are only able to provide the function
with the towns. Many agricultural landowners are dissatisfied with the response to
household or veld fires.

4.3 Assessment of alternative arrangements

The possible alternative arrangements for the delivery of the fire service are to:
¢ Centralise the authority and provision of the function within the DM; and
e Decentralise the authority and provision of the function to the LMs.

Strengthen the District’s Role as the Authority

The LMs strongly suggest that the District strengthen its planning, co-ordination and
regulatory role as the authority for fire services by increasing its capacity and
understanding of the fire services function.

Satellite Fire Stations

The vast nature of the district suggests that there is a need for the establishment of
satellite fire stations to ensure that the response time can be in line with the national
norm but the challenge of financial and human resources prevents even the
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establishment of one fully-fledged fire station per local municipality let alone additional
satellite stations.

Lack of Revenue collection

None of the LMs within the district are currently raising any of the revenue for fire
services independently. According to the SLAs the LMs ‘shall deduct all revenue
received during the preceding month from the claims mentioned in Clause 11.6”. Give
the rural nature of most of the LMs and the poor tax base as well as porr billing
systems within the municipalities, the LMs do not bill for fire services rendered and as
such do not generate any revenue in providing this service.

Centralisation of authority and provision

An alternative arrangement suggested during the focus group session was that the
provision of fire services should be centralised within the district along with the
provision. There is an argument for keeping the authority and provision of the function
integrated in order to counter the bureaucratic structure which has emerged.

The implications of such a shift would be the transfer of the fire fighting staff to the
employment of the district municipality as currently the equipment belongs to the DM
but the staff are employed by the LMs. Some LMs suggest that this may prove as an
impetus to the DM to improve its co-ordination, planning and regulatory role.

A centralised structure would allow for greater economies of scale or shared services
arrangements, as well as theoretically facilitate more efficient use of resources.

Decentralisation of the authority and provision

Decentralising the arrangement and making the LMs responsible for the entire function
as well as the providers of the function would also serve to integrate the authority and
provider and so counter the current overly bureaucratic structure.

It would provide greater impetus for the LMs to raise revenue from their communities
as well as, following the principle of subsidiarity, empower the community by allowing
them to have direct contact with the authorities and decision-making structures
responsible for providing the function.

However, in the context of Waterberg, given the rural nature of the District, its poor
tax base, the lack of billing systems and collection systems within the local
municipalities and the poor payment rate of services currently being rendered, it is
unrealistic to consider that the LMs would be able to raise revenue from providing this
service.

4.4 Conclusion and recommendations on fire services

The LMs have strongly advocated that the District look to improving and enhancing its
role as the Authority. They suggest that what needs to be done as a matter of priority
is better planning for fire services, which will in turn lead to improved co-ordination,
prioritisation of funding and ultimately better roll out of the fire fighting function in the
District.

The LMs have found the current system of claiming for their expenses incurred back
from the district as well as relying on the District to make decisions cumbersome and

7 The clause which discusses claims is actually Clause 11.5 which states that: ‘[LMs] will be required to
submit monthly claims certified by the Accounting Officer of the Municipality for the actual
expenditure incurred, for the delivery of the Services, before the 14" of each month, based on the
approved operational budget and the WDM will refund such claims within 14 days after having
submitted.’
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unnecessarily bureaucratic; the District should look to improve this to create better
efficiencies

The focus group session agreed that the nature of the performance challenges being
experienced would not be resolved by an adjustment of the function. Whilst some of
the challenges were inherent to the geographic layout of the District others were due
to systems these could be addressed by simplifying the current structures and
processes and improving the District’s role as an Authority. The District needs to invest
in improving its capacity so that it can play this role more effectively.

It would also be appropriate for the current SLA arrangements to be reviewed and
improved so as to enhance the role that is being played by the LMs. A more inclusive
and open budgeting process, which provides the LMs with a overall fire fighting budget
and allows them to decide how to spend the money throughout the year, might serve
to simplify procurement and decision making processes. In addition, a more strategic
and inclusive planning process managed and run by the District might serve to improve
the co-ordination and overall management of the fire fighting service in the District.

5 Solid waste

Section 84 of the Municipal Structures Act provides for district municipalities to
undertake the following:

‘Solid waste disposal sites, in so far as it relates to-
i) the determination of a waste disposal strategy,
i) the regulation of waste disposal,
7ir) the establishment, operation and control of waste disposal sites, bulk
waste transfer facilities and waste disposal facilities for more than one
local municipality””.

5.1 Current arrangements

In the Waterberg district the responsibilities for solid waste services are sub-divided
between the district and local municipalities as envisaged in the Structures Act.

The district municipality plays a regulatory and monitoring role with regards to solid
waste. It checks that collection is being done correctly and monitors illegal and
overgrown dumping sites in the area. It also provides support for two LMs annually on
a rotation basis in terms of financial assistance for the rehabilitation of landfill sites. It
uses the funding that it receives for the environmental health function to perform this
role. There are no regional landfill sites, hence the DM does not play a direct role in
the implementation of waste disposal.

The local municipalities take responsibility for refuse removal in the proclaimed areas,
for local refuse dumps and for solid waste disposal. The local municipalities do not
collect refuse in the rural areas.

8 This definition is problematic as it includes the superfluous term ‘waste disposal site’ which is a ‘waste
disposal facility’ and it does not refer to recycling facilities which are probably the most likely facilities
to be set up at district scale.
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5.2 Assessment of current arrangements

The table below reflects that LMs spend between 6.2% and 16.8% of their total
operating expenditure on solid waste. The result is a variance of between R805 731
per 10 000 population and R5 148 633 per 10 000 people.

Bela-

Thabazimbi | Lephalale | Mookopong | Modimolle | Bela Mogalakwena

% operating

exp 6.20% 16.80% 9.40% 8.70% 7.40% 5.50%

%o staff

professional 2.60% 3.80% 25% 1.30%

%o posts

vacant 50% 5.40% 5% 2.30% 13.30%

No. of
professional
engineers

No. of
technologists

No. of
technicians

Summary of Solid Waste Data Collected in the 2011 Municipal Capacity Assessment Process

The LMs have MIG or Equitable Share available to assist in establishing landfill sites but
there seems to be a general understanding amongst municipal managers that it is
forbidden to use their MIG for waste management. The technical managers were more
of the opinion that not using MIG for waste management was the result of the de-
prioritisation of solid waste by local municipalities in terms of funding, despite the fact
that it is frequently of high priority in the IDP. Lephalale is the one municipality that
seems to have prioritised solid waste in terms of operating expenditure at 16.8% and
as a result reports 100% coverage of its proclaimed area.

LMs devote between 1.2% and 20.5% of their staff complement to solid waste. The
result, however, is a mere 0.1 to 7.6 staff per 10 000 population and none of those are
reported as being engineers, technicians or technologists. It emerged in the Focus
Group session that this data was not entirely correct and that there was some capacity
in Lephalele.

5.3 Performance and Capacity Challenges

From a planning perspective, the District has taken the lead in terms of the
development of an integrated waste management plan. In respect of the LMs, only
Thabazimbi and Lephalale have an approved integrated waste management plan in
place. Greater coordination and planning might lead to innovative arrangements which
might assist to make better use of the scarce resources available. Particularly the
establishment of private sector recycling centers seem to present an opportunity for
local government which is not currently being exploited.
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Bela-

Thabazimbi | Lephalale | Mookopong | Modimolle | Bela Mogalakwena
Approved IWMP? yes no yes no No
% population
eligible for
kerbside
collection that
receives this level
of service 96.40% 100% 90% 96% 33.60%
% municipal
landfill sites
registered
according to ECA
and Waste Act 75% 100% 100% 100%
% waste recycled 30% 54% 5% 15%
bylaws in place yes yes yes yes yes Yes
enforcement of
bylaws - urban yes yes yes yes yes Yes
enforcement of
bylaws - rural yes yes no no no No

One of the biggest challenges experienced by the LMs has been the establishment or
rehabilitation of landfill sites. Often appropriate land is not available and has to be
bought. The requirements from the DoE stipulate that three sites have to be sourced
and a study done before the most appropriate site can be chosen. Once the site has
been bought it has to be prepared in accordance with licensing requirements. Most of
the landfill sites in operation in the District do not comply with legislative requirements.
Currently the function is being funded through the LMs’ own sources of revenue which,
in areas with a low revenue base and large rural areas, is insufficient. It was suggested
that perhaps the municipalities are their own stumbling blocks in that they tend to
prioritise solid waste issues last in their IDPs, which means that it appears last in their
budgets, however it's a key service delivery issue and needed to be prioritised.

Buying and maintaining equipment is a challenge for the LMs. Currently many are
operating using infrastructure which is old or in need to repairs but it cannot be
decommissioned because that would result in non-delivery of the service.

The geographic nature of the district poses challenges from a waste collection
perspective. Whilst the LMs are able to collect and remove refuse and enforce bylaws
in the urban areas, they are less successful in the rural areas. Given that there is no
kerbside collection of refuse in the rural areas, people in the rural areas have taken to
dumping their waste into the rivers. The result is a slow seepage of toxins into the
groundwater and heavy pollution of water resources after the rains. Municipal
Management across the District are concerned about the environmental impacts of this
on the water system and the public health of the communities.

The Expanded Public Works Programme (EPWP) assists in the collecting of waste
outside of proclaimed areas, but is perceived as unsustainable. It is extremely limited
in coverage, mainly to peri-urban areas, and the Department of Public Works is only
willing to reimburse part of the money which the municipality would spend in
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implementing the programme. Volunteers who assist with this are compensated with
food parcels, however they are now dissatisfied and want a stipend instead.

5.4 Assessment of alternative arrangements

The focus group did not suggest any alternative arrangements as the current
institutional arrangements and division of powers and functions were understood by all
and appeared to be working.

The challenges that were being experienced related to planning, co-ordination and
funding.

5.5 Conclusion and recommendations on solid waste services

There appeared to be no basis to suggest an adjustment of the function. The district
municipality is not seen as having a greater capacity than the local municipalities, and
the settlements within the district are regarded as too dispersed to warrant a shared
services arrangement on the principle of economies of scale.

What was needed was better planning, co-ordination and improved funding for the
enhanced delivery of the solid waste function within the District.

6 Roads

District roads are described in S84 of the Structures Act, as amended, as ‘Municijpal
roads which form an integral part of a road transport system for the area of the district
municipality as a wholée®.

The legislation therefore sub-divides the municipal roads function is therefore sub-
divided between the district and local municipality, with the district municipality given
responsibility for ‘district roads’ as defined in the legislation.

The legislation does not, however, clearly define a ‘district road” and each province is
therefore required to classify which roads are considered to be an ‘integral part of a
road transport system’ in order that all roleplayers can be clear which roads they are
responsible for.

6.1 Current arrangements

Waterberg DM is one of the three districts in Limpopo (out of six) which has not had its
roads function adjusted to the LMs over the course of the last 12 years. The DM is
therefore still the authority for the function but is currently not providing the function it
as it does not have the funding with which to do so.

The funding for the function was removed at the time when the LMs were authorised
as water services authorities (WSAs). It dried up as a result of a provincial government
dispute with the classification. To date the classification has not been finalised despite
numerous attempts to determine the outcome. The District has been advised by CoGta
that once the classification has been finalised the funding for the roads function would
flow, however there was no sense as to when this would take place.

In terms of the understanding in the focus group, the province is responsible for
maintaining the upgraded or tarred roads and the district is responsible for the gravel
roads. The frustration for the LMs is that they are forced to construct the connector
roads which the District should be building in order to ensure that they provide

° PDG, 2011, Powers and functions concept note
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services to their communities. The LMs do this on their own costs with no funding from
the District.

6.2 Assessment of current arrangements

The consequence of the lack of clarity over the classification of roads is that certain
roads are not being maintained as it is unclear who is responsible for maintaining
them. The lack of clarity over DM and LM responsibility, as well as the lack of data on
the condition of roads, has resulted in a withholding of MIG funding from DMs, even
those DMs which are the authority for district roads. As a result the Waterberg DM is
not maintaining the roads which fall under its authority because the mandate is
unfunded.

6.2.1 Performance challenges
Maintenance

While local municipalities are able to source funding from the MIG for the paving of
new roads, or the rehabilitation of existing roads, there is very little funding available
for the maintenance of already existing roads. As a result the roads tend to deteriorate
at a faster rate than they should resulting in higher costs to replace the roads at a later
date. The biggest challenge for local municipalities is the funding for maintaining
roads.

District roads

The district is unable to perform the roads function and as a result the roads which
they are responsible for are either maintained by the local municipality out of
obligation to their communities or not maintained at all. From the focus group
discussion, it appeared that whilst the district municipality has been given the function
of the district road it didnt have a budget to fulfil this function.

Planning

The local municipalities are unable to develop an integrated transport plan until such
time as they are informed by the province and the district municipality of who does
what and how they will fund this.

6.2.2 Underlying causes
Coordination

There is currently no comprehensive infrastructure development plan from the province
or the district, with which the LMs can work, and no assessment of the percentage of
roads which are in a good or bad condition which will inform district level and
provincial level planning. An integrated plan can only be achieved if there is
communication and coordination between the different spheres of government, as well
as complete information to inform decision making.

Financial capacity

For the district the roads function is essentially an unfunded mandate as they have the
responsibility to maintain certain roads, but are not provided with the financial capacity
to do so. As a result the function is not provided however the DM does report spending
9.8% of its budget on roads and stormwater.

The LMs spend between 5% and 19.4% on roads and stormwater and are able to use
the Equitable Share and Municipal Infrastructure Grant (MIG) to fund their mandate for
roads. They are therefore better able to perform this function within the current
arrangements.
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Role of province and district

The province is also not fulfilling its mandate in regard to maintaining and upgrading
the roads which fall under the responsibility of the Limpopo Roads Agency (LRA). As a
result some municipalities are attempting to compensate for the role of the province
and the district.

Staff capacity

The LMs devote between 0.3% and 28.3% of their staff to roads and stormwater
which translates into between 0.04 and 15.9 staff per 10 000 people. The district has
extremely low staff capacity in terms of engineers, technologists and technicians to
fulfil the roads function. Within the entire district there was only one technician and
one technologist in the 2010/11 financial year.

6.3 Assessment of alternative arrangements

Some of the participants in the focus group advocated for a devolution of the authority
for the entire municipal roads function to the LMs. It was considered that the
devolution would assist to provide clarity over responsibilities and so funding would
follow.

In the opinion of the service providers, however, this reasoning is an attempt to
circumvent the need for a classification. At the root of the district’s capacity issue is the
need to finalise the classification of roads within the province and obtain funding. It
therefore seems more appropriate to finalise the classification so that the district
municipality can fund its mandate once more.

Given the challenges experienced in the roads function, what is emerging is the need
for the district and its local municipalities to engage further around how they can
better support each other by looking at shared services and other ways to put their
different strengths to work to improve the provision of the service.

6.4 Conclusion and recommendations on roads and stormwater
services

In the absence of the roads classification process, the district will not be able to
provide the district roads function. Like other districts in the country, the district faces
the challenge of not having a funding source to provide the district roads function. In
addition, the district did not have the capacity to render this function. It would not be
possible to consider an authorisation until such time as the classification issue has been
addressed.

Within the district family however the emerging solution was that it was critical that
the roads classification system be addressed first after which the funding would be
addressed. This would need to be followed by good systems to maintain the
investments on roads infrastructure and equipment to maintain the roads.

7 Conclusions and recommendations

The qualitative assessment undertaken in Waterberg DM has shown that the numbers
collated on the responses to the municipal capacity assessment questionnaires are not
in themselves conclusive. The numbers do not describe the institutional arrangements
at play within the district.

It was evident that many of the challenges faced in the district are due to the nature of
the district, with its mix of urban and rural areas, its poor tax base, its local
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municipalities who do not have proper billing and collection systems in place. What
was apparent as well was that a lot of changes can be made if the district was to
strengthen its role as the co-ordinator and convene the district family into sessions to
jointly plan for the improved delivery of services in the district.

It pointed towards the need for the district municipality to play more of a coordinating
and facilitatory role in pulling together the strengths within the district family to
develop common strategies and solutions for challenges faced in the district.

The semi-rural nature of the district lends itself to some deep rooted challenges; these
challenges need to be addressed by better capacity, integrated planning and more
resources, financial and otherwise.
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