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111.
Mr N J Mack to ask the Minister of Water Affairs and Forestry:

(a) How has her department monitored the progress of the establishment of catchment management agencies, (b) what were the problems encountered and (c) how will her department address these problems?
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REPLY:

(a)
The National Water Act, 1998 (Act 36 of 1998) provides for both a top-down or bottom-up approach to Catchment Management Agencies (CMA) establishment.  Whilst it is understood that there could be a need for me, as Minister of Water Affairs and Forestry, to on my own initiative establish a CMA, the preferred route is that of participative processes which provide stakeholders with the opportunity to provide their inputs and insights into CMA establishment.  Stakeholders generally do not have the resources to run the processes themselves, in a “bottom-up” approach, and therefore, the Department of Water Affairs and Forestry through its Regional Offices has facilitated this process.

This, therefore, provides for the facilitated support towards CMA establishment as well as providing the oversight and monitoring to ensure that processes move forward in a direction that is effective, efficient and aligned to both the National Water Act, 1998 as well as broader Governmental objectives.  In addition, my Department provides the policy frameworks for these processes, as well as providing the support and oversight to ensure alignment with policy.

(b)
A variety of challenges are being faced by my Department in terms of establishing CMAs. These can be broadly categorised as follow:


(i)
Stakeholder involvement in CMA establishment
All CMA establishment processes have to a varying degree attempted to involve and consult stakeholders in the process leading to the development of the Proposal to me.  The success of these processes has been mixed due to:

· The challenge and difficulty of involving stakeholders, particularly Historically 
Disadvantage Individuals (HDI) groups.

· The challenge to capacitate stakeholders and to bring them to a point where they can 
discuss matters on a level playing field.

· The potential dominance of organised sectors.

· Limited resources available for the process.

· Confusion about who needs to be involved, namely individuals or groups.

· Inadequate clarity on what is expected from the process, distinguishing between the 
needs for consultation and empowerment (capacity building).

· Limited agreement around the approaches to ensure involvement.
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Furthermore, the National Water Act, 1998 refers to existing and potential water users, Provincial and Local Government and environmental interests to be considered in the composition of the CMA Governing Board.  This implies a focus on groups with a direct interest in using water resources, rather than all inhabitants of a Water Management Area (WMA).  Of course, the process requirements of attempting to involve all individuals in a WMA are enormous, but yet you will find disgruntled stakeholders who feel that they have not been consulted.  Finding the balance in this is always a challenge.

(ii) Resource Requirements

The resources required of my Department’s Regional Offices, both for the establishment and development of CMAs are greater than what was initially estimated.  The following considera-tions are pertinent to this issue:

· There is limited capacity in the Department’s Regional Offices to facilitate extensive stakeholder participation in the establishment of CMAs.  This implies that external (consultant) support is required (at a cost of about R2 million over two years for each CMA), in addition to the active participation of two to five relevant Departmental personnel.

· Support to the new CMA in terms of establishing a solid corporate governance regime, as well as facilitating the organisational development, requires financial and human resources  (including skill sets) that Regional Offices generally do not posses.  

· Once established there is a desire from the CMA to develop legitimacy as soon as possible.  Therefore, they would want to quickly establish participative structures and processes to foster stakeholder participation in water resource management.  Regional Offices generally are not well resourced for this and this would therefore require either rapid staff appointments to the CMA, or external support.  Similarly, they want to take up functions as quickly as possible and this requires functional and systems capacity.

· The effective functioning of CMAs is dependent upon them being staffed by appropriately skilled managerial and technical people from the water (or allied) sectors and/or being able to delegate or contract certain functions to other organisations.  Furthermore, integrated water resources management requires additional skills to those that have historically been recruited into water resource management.  Certainly, accelerated establishment of all 19 CMAs may place considerable strain on the available human resources in South Africa, without providing adequate time to build the capacity of the entire water sector.  The parallel need for skills in other water management and services institutions must be considered, as well as the potential impact on the Department’s human resources.

(iii) Restructuring

Transformation in the water resources management sector is a priority for my Department, which includes ensuring demographically representative staffing of CMAs.  There are a number of key elements to this process:

· Firstly, my Department is establishing proto-CMAs (through the Cluster Restructuring process), largely related to the CMA initial functions and water use control.  The Departmental staff involved in this can then ultimately be transferred to the CMAs.  These transfers need to be representative and existing staffing indications can be determined from the Regional Office’s equity plans. The significant vacancies in these structures need to be filled to achieve representivity, as well as provide training and exposure prior to transfer.

· My Department must require CMAs to adopt and implement employment equity plans and affirmative appointment practices, which it will be bound to do as an organ of state.  It is worth noting though that public entities have been as good, if not better, than Government departments, at achieving employment equity.
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· The Department’s Regional Offices (and/or the Department’s National Head Office) must continue to perform those functions that have not been delegated to a CMA (or other institution).  Therefore, the rate of CMA establishment and evolution dictates the rate and nature of the transformation of the Department’s Regional Offices.  Responsibility and accountability for a function needs to be negotiated once the CMA is in place.

· An important function may be delegated to a CMA in one WMA, before another CMA is established, which may complicate the Department’s ability to maintain capacity for all WMAs.  Those CMAs that are established initially may benefit disproportionately through transfer or recruitment of Departmental staff, leaving CMAs established later with a smaller pool of experienced people to draw upon.

(c)
The Department has realised that the challenges with regards to CMA establishment need to be dealt with head-on.  Therefore, policy and implementation support from the Chief Directorate Institutional Oversight of my Department is playing a crucial role in ensuring that this process continues to move forward.  Through this guidance and support the following assistance is now being provided:

· Policy and implementation support in CMA proposal development processes.  This aims to directly support my Department’s Regional Offices in terms of the stakeholder processes, as well as providing the technical expertise in the development of proposals.  Furthermore, the Stakeholder Empowerment Unit is now playing a crucial support and oversight role for public participation processes.

· CMA development support.  Support is now being provided to not only guide and assist with regards to aspects of good governance, for the newly appointed Governing Boards, but also to assist with organizational matters which includes the structuring of posts within the CMA, the development of an operational roll-out plan that will guide the delegation of functions, the transfer of staff and allocations of appropriate finances, as well as providing assistance with the development of the CMAs first Business Plan.  This support will truly ease the discomfort of such transitional processes.  Inductions and training are provided to the Board and will be co-ordinated for functionaries as they are appointed.

· Co-ordination Committees and a Programmatic approach.  The Department is now establishing a firmer programmatic approach to projects.  This approach calls for the establishment of co-ordinating committees for such projects to ensure that there is indeed the necessary co-ordination and alignment in project roll-out.  The establishment and further development of CMAs has been identified as a key suite of projects that need to have effective co-ordinating committees and these will be established where non-existent, or further enhanced where similar structures already exist.  These committees will play a crucial role in dealing with many of the challenges (in terms of policy that are being faced in the implementation of this important part of the National Water Act, 1998.

· Sector Development Support.  The Department has established twinning relationships with various international partners that are assisting with development within the sector, whilst internally the Department is sharpening its program towards internal staff development with refinements to internship and mentorship programs.  The development of a retention strategy has made significant progress and further supports this requirement.

· Action learning.  Any institutional reform is never straightforward and many lessons are being learned through implementation.  Certainly, the lessons being learned as the Inkomati CMA further develops organisationally are proving invaluable.  The Department is making special effort to capture these lessons that have been learned through establishment processes so as to help guide and assist future processes.

