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FOREWORD
The Strategic Framework for Water Services, approved by Cabinet in September 2003, states that the target for eradication of the bucket system of sanitation is 2006. This target has since been further revised to state that all bucket sanitation systems in formal, established townships in South Africa will be eradicated by December 2007.

The Presidency and the Department of Water Affairs and Forestry have made the bucket sanitation eradication programme a delivery priority.   For the medium-term expenditure framework period of 2005/06 - 2007/08 a budget of R1.2 billion has been allocated for bucket eradication under the Municipal Infrastructure Grant (MIG) programme. A further R400 million has been made available in the 2007/08 financial year for bucket eradication projects.

The Department of Water Affairs and Forestry appointed the Bucket Eradication Consortium to support water services authorities to utilise these funds effectively to eradicate the backlog and ensure sustainability. The main elements of this strategy are as follows:

Co-operate and co-ordinate with national partner Departments.
Facilitate provincial support for bucket eradication.
Provide hands-on technical support to priority municipalities. 
Sector-wide communication on bucket eradication.
:

1 SITUATION ASSESSMENT
1.1 Progress to date
In February 2005, there were 127 658 buckets in formal established townships in the Free State. Between March 2005 and March 2006, 16 685 buckets were removed, leaving a backlog of 110 973 buckets in April 2006. In the twelve months thereafter, a further 27 698 buckets were removed, which is 66% more than the preceding year.
In May 2006, less than 40% of the backlog was reflected in projects, but by October 2006, the entire Free State backlog was covered in 130 projects. At present, there are 139 bucket projects in the Free State, of which 131 have been registered for MIG funding. Of these, 88 are in the construction phase, which account for more than 46 000 buckets. The backlog for the province at the end of March 2007 was 83 275 buckets; the backlog per municipality is indicated in the table below.

	Municipality
	Backlog

	SETSOTO
	13400

	NKETOANE
	8500

	DIHLABENG
	1993

	LETSIMENG
	519

	MANGAUNG
	9500

	MANTSOPA
	5115

	MATJHABENG
	8279

	MOHOKARE
	1537

	NALEDI
	260

	MOQHAKA
	2859

	METSIMAHOLO
	156

	MAFUBE
	1256

	MASILONYANA
	5868

	NALA
	9026

	TSWELOPELE
	3402

	TIKOLOGO
	2918

	KOPANONG
	1722

	PHUMELELA
	435

	MAL A PHOFUNG
	300

	NGWATHE
	5447


The average rate of eradication over the past year was around 2 300 buckets per month. In order to eradicate the entire backlog between now and December 2007, the rate of bucket removal needs to increase to around 11 900 buckets per month. To achieve this target, a rate of expenditure of around R100 million per month is required, which is well above the norm for most municipalities in the province.  
In order to optimise the support to be provided to municipalities between now and December, a strategy is being developed by DWAF Free State Region to accelerate progress through a process of prioritising municipalities, co-ordinating and consolidating resources, and simultaneously launching a communication and awareness campaign to highlight the importance of the bucket eradication programme.
1.2 Co-ordination and co-operation with partner Departments

As the sector leader DWAF has a responsibility to ensure that the sector is mobilised towards meeting sector targets. The Department of Provincial and Local Government (DPLG) and National Treasury both have a critical role to play in bucket eradication in terms of ensuring local government support and funding for the programme via the Municipal Infrastructure Grant [MIG] programme. The current effort is being conducted in close co-operation with the Provincial Department of Local Government and Housing to minimize delays and ensure fast tracking of project implementation.
1.3 Challenges demanding accelerated support strategy
Numerous challenges were faced during the bucket eradication programme to date, and interventions put in place to address those challenges. Most of the challenges were related to process difficulties and bottlenecks at various stages of the MIG project life cycle, which is illustrated below. 
Key challenges that are characteristic of this programme include the following

Insufficient funds to eradicate backlog

Registration delays

Community dissatisfaction (VIPs)

Inadequate water & treatment capacity

High unit costs with bulk services

Long Municipal procurement process 
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However, the over-riding challenge at this stage is to ensure that there is adequate and focused support to ensure that all municipalities eradicate all outstanding buckets in formal pre-1994 townships by December 2007.
2 ELEMENTS OF THE ACCELERATION STRATEGY
Since April 2006, all 110 973 buckets in the Free State were captured in projects, and 27 698 buckets have been removed in the province. The nature of bucket eradication projects is such that (except in the case of installing VIP toilets), the rate of eradication is anything but linear. In this respect, a significant number of municipalities require bulk infrastructure development to augment water supply and/or improve waste water treatment capacity in order to accommodate waterborne sanitation in place of buckets. About 25% of all projects nationally are dealing specifically with bulk infrastructure development. In these cases, although toilet structures are constructed sooner, they can only be connected (ie functional) when the supporting infrastructure is complete, which usually takes a longer period of time. This creates the impression of slow progress. Nevertheless, the target of removing 83 275 more buckets (70% of the national backlog) by December still remains a formidable and unprecedented challenge. 

The need for an immediate support strategy in the Free State to accelerate progress towards meeting the December target was tabled at an emergency bucket eradication meeting called by the Regional Director, DWAF Free State Region, on 2nd May 2007. The main purpose of the strategy is to optimise the support to be provided to municipalities between now and December 2007, to accelerate progress through a process of prioritising municipalities for targeted support intervention, co-ordinating and consolidating resources, and simultaneously launching a communication and awareness campaign to highlight the importance of the bucket eradication programme.

2.1 Prioritisation of municipalities

Apart from differences in backlogs, political, social and economic circumstances differ among the various municipalities, which impacts in different ways on the rate of progress with regard to bucket eradication. Whilst there may be some similarities between municipalities, there is no standard template for bucket eradication that could apply with equal success in all areas. 
The 19 municipalities with buckets still to be eradicated were ranked or prioritized according to the following categories:

Category A: Municipalities with high backlogs (more than 5 000 buckets)

Category B: Municipalities with specific challenges, but less than 5000 buckets

Category C: Municipalities with small backlogs (less than 2 000 buckets) that are well on target, and require minimal support 
It must be noted that claims by municipalities that they have insufficient funds to eradicate all buckets have not been factored into the categorization; DPLG have stressed to all municipalities that no additional funds are available, and are still in the process of engaging with municipalities to resolve such claims. 

2.1.1 Category A Municipalities
Eight municipalities collectively have 69 745 buckets to eradicate, which represents 84% of the total Free State backlog. The strategy is to provide a dedicated, experienced technical support person in each of these municipalities, with additional backup support for site supervision. Attention will be focused on fast tracking procurement, advising on contractual arrangements to ensure realistic delivery timeframes, and streamlined administrative processes. The municipalities identified in this category are listed in the table below.

	MUNICIPALITY
	Backlog end March 07

	SETSOTO
	13,400

	MANGAUNG
	9,500

	NKETOANE
	9,060

	NALA
	9,026

	MATJHABENG
	8,279

	MASILONYANA
	7,290

	MANTSOPA
	5,115

	NGWATHE
	8,075

	TOTALS
	69,745


Category A Municipalities
2.1.2 Category B Municipalities

Some municipalities are well on the way with regard to implementing their projects but require support in specific areas to ensure that potential risks do not materialize into actual delays. For instance, all of Tikologo’s VIP’s are in construction phase, but the first 800 are not of acceptable quality, and the municipality has to ensure that these are rectified, and quality improves henceforth. Kopanong are on target to eliminate 1183 buckets but another 539 buckets still require design and tender input. The issue of upgrading oxidation ponds needs further attention. These and other municipalities that fall in this category are listed in the table below. Support in these cases will be provided by an experienced technical person on the basis of at least two days per week, with specific input from relevant technical expert(s) depending on the challenges being faced.
	MUNICIPALITY
	Backlog end March 07

	DIHLABENG
	1993

	MOHOKARE
	1537

	TSWELOPELE
	3402

	TIKOLOGO
	2918

	KOPANONG
	1722


Category B municipalities
2.1.3 Category C Municipalities

These municipalities have relatively small backlogs, and are well on track to meet the December target, therefore requiring minimal support. Visits will be made by a technical support person for one or two days per week to ensure progress remains on track, and assist with alleviating challenges as and when they occur. Municipalities identified in this category are listed below.
	MUNICIPALITY
	Backlog end March 07

	MOQHAKA
	2859

	LETSIMENG
	519

	NALEDI
	260

	MAFUBE
	1256

	PHUMELELA
	435

	MAL A PHOFUNG
	300


Category C municipalities
2.2 Rearrangement & scheduling of support capacity
Since the inception of the National Bucket Eradication Programme, The Bucket Eradication Consortium, on behalf of DWAF, provided the primary support to municipalities with respect to bucket eradication. However, changes are to be introduced with regard to support capacity in order to intensify and target inputs to municipalities in each of the three categories; the changes are:
Position an experienced technical person at each of the seven Category A municipalities on a full time basis until such time they reach a category C status

Provide 10 additional technical staff for support at selected municipalities

Provide a pool of highly experienced technical expertise for advising on specific issues or challenges, such as waste water treatment options, water purification, technology options, construction management issues etc.
Support for monitoring and evaluation of bucket projects

Project process support will be provided as and when required
2.2.1 Additional Technical Staff

Ten additional technical support staff will be made available for municipal support in the Free State from now until December 2007. In some instances these individuals will support category B municipalities, and others will provide additional support to those based in category A municipalities.; their details are as follows:

	 
	Namer of Resource

	1
	Loren Kramer *

	2
	Cornwell Ngqeyi

	3
	Banzi Makula

	4
	Johan Koen

	5
	H Butters

	6
	Lawrence Dumasi *

	7
	Raymond Mnguni *

	8
	Bambeni Lubabalo

	9
	Sisho Mathenjwa

	10
	Lundi Hanise

	 
	(* to be confirmed)


2.2.2 Full time deployment (Category A)

The following staff will provide dedicated support to the eight category A municipalities:

	MUNICIPALITY
	Technical support

	SETSOTO
	Mandla Mkathali

	NALA
	H Butters

	NKETOANE
	Mlamli Cuku

	MANGAUNG
	Thulo Mohapi

	MATJHABENG
	Kenneth Mboyana

	MASILONYANA
	Johann Pistorius

	MANTSOPA
	Christopher Motsomi

	NGWATHE
	Ross Grainger


2.2.3 Pool of Specialist Expertise
In some instances, delays could be considerably shortened through decision support / advice from appropriate skills or expertise in response to the challenge at hand, eg decisions around technological options, waste water treatment upgrades versus the use of package plant, construction management issues, etc. In this respect, a pool of specialist expertise will be made available for application in any municipality in response to issue(s) identified by the technical support person serving the particular municipality. The list of experts and their respective areas of expertise appears below.
	Namer of Resource
	Area of Specialist Expertise

	Lansana Marah
	Project management

	Peter Kleynhans
	Small contractor development, risk mngt

	Seetella Makhetha
	Sanitation technology (options)

	Gwarega Dambudzo
	Water Supply, feasibility studies

	Andre Scheepers
	Municiipal planning, infrastructure design

	Sean Glynn
	Construction developmental issues

	Evan Painting
	Water Treatment

	Molatelo Montwedi
	Sector co-ordination

	Mohummad Mayet
	Feasibility studies

	Ross Grainger
	Design Reviews

	Sean Power
	Waste Water Treatment

	Richard Martin
	Instit development, Contractual issues

	Paul Prinsloo
	Small contractor development


2.2.4 Monitoring & Evaluation support

Five skilled individuals will be made available from Sedibeng Water to provide support for monitoring and evaluating bucket projects in all areas, on an ongoing basis. The workload will be shared on the basis of one person per District Municipality.
2.2.5 Project Process Support
Based on experience of the bucket eradication programme to date, municipalities are often faced with lack of capacity or resources for specific phases of a project, for which support from the BEC can avoid unnecessary delays. Typical interventions in this regard include the following:
Design inputs for bucket eradication projects (on request)
Feasibility investigations to motivate high unit costs 

Assist with fast tracking MIG registration of projects

Undertake design reviews for projects (on request)

Advise on procurement process

Escalate community resistance issues for political intervention

2.3 Communication and awareness

An important element of the Acceleration Strategy is to increase the awareness among municipalities and civil society of the objectives and importance of the bucket eradication programme, in order to conscientize all relevant parties about the December target and the need to work collectively towards it. As a precursor to this process, all BEC resources will be re-introduced to relevant municipal officials, up to district level. A draft communication strategy is under preparation by the Regional office of DWAF, and this will be augmented by a civil society awareness strategy being developed by Tswelopele Rural Development Network.
3 WAY FORWARD 
Implementation of the strategy, once approved, will be reviewed after two months. The ten additional resources are expected to be mobilized by the 1st of June2007. Progress reports for each municipality will be submitted weekly to the BEC Cluster Manager for the Free State. Monthly progress meetings will be held at DWAF Regional Office, to be chaired by the Regional Director, during which adjustments to the support activities will be made as and when required. 
______________________________________________________________________________________
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