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A Guide for the Establishment of a Project Management Unit (PMU) by municipalities
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1 Introduction 

The Municipal Infrastructure Grant (MIG) is a new municipal infrastructure arrangement, which was established through the merger of the Consolidated Municipal Infrastructure Programme (managed by dplg), the Water Service Capital Grant (managed by DWAF), the Community Based Public Works Programme (managed by Public Works), the Building for Sports & Recreation Programme (Sport and Recreation SA) and the Urban Transport Grant (Department of Transport). The electrification funding will be incorporated from 2006/7 financial year. Individual national line departments will continue to lead the monitoring and support of implementation in their specific functions and priorities.

The vision of the municipal infrastructure grant programme is aimed at providing all South Africans with at least a basic level of service by the year 2013 through the provision of grant finance aimed at covering the capital cost of basic infrastructure for the poor.

The MIG programme is part of government’s overall strategy to eradicate poverty and create conditions for local economic development.  The programme will therefore maximise opportunities for employment creation and enterprise development.  MIG is based on a demand driven approach where service delivery is decentralised to municipalities.  Municipalities play a central role in co-ordinating development activity and the delivery of municipal infrastructure in their jurisdictions.
The entire approach of MIG is focused on improving the capacity, efficiency, effectiveness, sustainability and accountability of local government. Whilst national and provincial government are responsible for creating an enabling policy, financial and institutional environment for MIG, municipalities are responsible for planning municipal infrastructure and for utilising MIG to deliver the infrastructure.  This is reflected in the MIG policy framework, which supports the devolution of responsibility for municipal infrastructure development to the lowest possible level.

The National MIG Unit, which is located within dplg. It  is responsible for administering the use of MIG funds (ensuring that the funds are properly allocated and spent on appropriate projects) and macro planning. This activity relates only to the way projects are implemented and implies that national and provincial government departments retain their normal responsibilities for policy, regulation and capacity building relating to municipal governance, administration, planning and operations activities. The MIG Management Unit plays thus a supportive role by assisting municipalities to establish effective project management capacity and also monitoring the performance of municipalities on the implementation of the MIG.

2 ROLES AND RESPONSIBILITIES OF RELEVANT STAKE HOLDERS
Certain responsibilities of national departments, provincial and municipalities are discussed below. Their overall responsibilities relating to the MIG programme are summarised below:

Department of Provincial and Local Government (DPLG)

· Exercises financially accountability for the MIG programme.

· Administration of grant transfers.  

· Setting up of the restructured MITT, chairing the MITT and its technical committee (MIT3) and providing them with the secretariat function.  

· Setting up the MIG Unit 

· Compile an annual report to parliament on the MIG programme. 

· Monitor performance in respect of generic conditions and overall progress with programme implementation.

National Treasury  (NT)

· Administers legislation that has implications for the MIG programme, notably DORA. 

· Incorporation of MIG conditions and transfers into DORA. 

· Ensure that municipalities observe and operate within the macroeconomic framework driven by national government.

Department of Water Affairs and Forestry (DWAF)

· Policy making, including the setting of norms and standards for water services infrastructure. 

· Planning oversight (regional and water service development plans).

· Monitoring of water sector related conditions and progress in meeting targets.

· Initiating intervention related to water services activities. 

Department of Public Works (DPW)

· Set criteria related to poverty alleviation and employment generation.

· Advise municipalities on intensive labour based processes, systems, techniques and approaches. 

· Liase with municipalities on procurement reforms. 

· Monitor performance in relation to employment generation, labour based technology and SMME involvement. 

Department of Minerals and Energy (DME)

DME's responsibilities will relate initially to policy development. Once the Integrated National Electrification Programme (INEP), has been incorporated into the MIG programme it will undertake similar responsibilities to those identified for DWAF. 

Department of Transport (DoT)

· Policy relating to municipal roads and municipal transport.

· Monitoring of the performance of municipalities in the provision of roads and compliance with conditions applicable to this sector.

· Ensuring that funds allocated to transport infrastructure are properly spent. 

Department of Housing (DoH)

· Coordination of policy and planning of housing development and the provision of infrastructure through the MIG programme.  

· Synchronisation between the MIG programme and the Housing Fund.  

Department of Sport and Recreation South Africa (DSRSA)

· Policy relating to sports and recreation.

· Ensuring that MIG funds are properly applied to building associated infrastructure. 

· Monitor conditions applicable to this sector.

The Role of the Provincial Department

The role of provincial department in terms of the MIG programme is to ensure that IDPs are properly prepared and to develop the capacity of the municipalities to effectively manage the infrastructure provided using MIG funds.  The provincial departments are also involved in monitoring of the financial performance of the municipalities through project viability and to provide technical advice on the MIG programme related to infrastructure.

Provincial departments play a number of roles, which have an impact on the MIG programme.  These include:

a) Ensuring that municipal IDPs combine to form a viable development framework across the province, and are vertically integrated with the Provincial Growth and Development Strategy;

b) Ensuring that IDPs give priority to the basic needs of communities and promote the social and economic development of communities;

c) Promoting the development of local government capacity to enable municipalities to perform their MIG function;

d) Monitoring the financial status of municipalities through Project Viability; and providing technical advice to municipalities on the MIG programme.

The Role of the Municipalities

The role of the Municipalities according to the constitution in section 153 is as follows:

· structure and management its administration and budgeting and planning processes to give priority to the basic needs of the community and to promote the social and economic development of the community.

· Participate in national and provincial development programmes

Based on the Cooperative Governance principle section 88 of the Municipal Structures Act (Act No. 117 of 1998) stipulates: 

(1) 
A district municipality and the local municipalities within the area of that district municipality must co-operate with one another by assisting and supporting each other.

(2) (a) A district municipality on request by a local municipality within its area may provide financial. technical and administrative support services to that local municipality to the extent that that district municipality has the capacity to provide those support services.


(a) A local municipality on request of a district municipality in whose area that local municipality falls may provide financial, technical and administrative support services to that district municipality to the extent that that local municipality has the capacity to provide those support services.

(b) (c) A local municipality may provide financial, technical or administrative support services to another local municipality within the area of the same district municipality to the extent that it has the capacity to provide those support services, if the district municipality or that local municipality so requests.

The MIG is a grant to municipalities, and thus the management of the grant at municipal level must occur within the planning, budgeting, financial management and operational arrangements in this sphere. The municipal manager is responsible for the effective management of capital funds.

All municipalities need to develop capacity to administer MIG funds and manage infrastructure projects, since all municipalities have to address infrastructure backlogs of one type or another.  The aim therefore is to establish project management capacity in all municipalities.  However, currently some local municipalities do not have the necessary capacity to implement the MIG programme and it might take time to develop this capacity.  In these cases, the approach is for the district municipalities to administer MIG funds and provide project management capacity until the local municipalities are able to fulfil these functions themselves.  

Municipality qualifies to receive the MIG allocations:

· Where a local municipality is able to produce capital plan and operational budgets, as required through the Municipal Finance Management Act (MFMA) which reflect projects to be funded in each sector (roads, water, sanitation, and so on) or eligible through other criteria, the municipality qualifies to receive MIG allocation directly from the national transferring officer.

·  Through a district municipality if a municipality is not in a position to develop a capital plan and operational budget or not eligible for direct transfers due to other criteria used for fund transfers. 

It is important to note that project management is required for a municipality to be in a position to implement capital projects in an effective an efficient manner taking into consideration the aspects of costs, time and quality. Hence project management is an integral function of any municipality that has a developmental role in terms of the Constitution of South Africa. 

Each of the municipalities is required to set up a Project Management Unit (PMU), which will have the following functions in relation to the municipalities they serve:
e) responsibility for project managing MIG funding, within the relevant municipal accounting system, for infrastructure projects of their own using MIG funds, and for projects of other municipalities where they are delegated this authority. 

f) co-ordination of the project identification process between municipalities served by the PMU, in terms of the relevant IDPs;

g) co-ordination of the project feasibility process, with involvement of other municipal departments where appropriate, in terms of the relevant IDPs; 

h) establishment and approval of contracts with contractors and consultants for each project, including feasibility studies; 

i) project management, including ensuring that projects meet planning objectives;

j) co-ordination of project-based capacity building initiatives: the PMU is responsible for ensuring that project-related capacity building and development objectives are met; and

k) management of monitoring database and preparation of all necessary reports. 

It is important to note that the PMU is a function within a municipality.  All it requires are the planning, organising, co-ordinating, controlling and directing the activities of a project. The municipalities will decide on a manner in which a PMU is established and resourced. In all instances, a project management function should be viewed as a ring-fenced function that might be called a unit with absolute accountability to the municipal Manager. It implies that municipalities should where possible utilise the internal existing staff before considering the employment of new staff members.

It should be noted that the PMU is not responsible for the integrated development planning but will liaise closely with municipal planning departments and the Planning, Implementation, Management and Support System (PIMMSS) centre.   

Municipalities will be encouraged to include capital works funded from other sources within the competence of the PMU.

The model to initiate a PMU will be decided by a municipality and approved by the National MIG unit.
Process of Establishing a PMU

The following process of establishing Projects Management Units in municipalities should to be followed: 

· A municipality will submit a business Plan to establish a PMU in the first year

· The Business Plan will outline the model that is to be followed in terms of clarifying whether the PMU will be at a district or at a municipality.

· If a PMU is to be established at a district municipality, consultations should be made with the local municipalities.

· If a PMU is to be established at a local municipality, a district municipality should be informed.

· A district or a local municipalities establishing a PMU should in the Business Plan indicate the resources that are to be utilised and how they are to benefit local municipalities if a PMU is established at a district level.

· The information of the human resources in the PMU should be forwarded to the district municipality or district municipality depending where the PMU is sitting, province and National Municipal Infrastructure Grant Unit.

· The National Unit will input the contact details in the database for the Project Management Units

· The resource database will be audited on six monthly bases to establish if the model and the initial indicated resources still exist.

· The contact database will be updated as monitoring and confirmation of the model of establishment and resources are verified.

· A municipality or a district municipality should submit a business plan  if the original model of on the establishment of the PMU has changed. 

The model will. PMU Subsequent to the submission of the PMU business plan in the first year of establishing the PMU, it is imperative for a municipality to inform the dplg in writing about the committed resources to perform project management function by the 15th of February of every year so that information could be updated in the contact database of the PMUs. 

3 PMU FUNCTION WITHIN A MUNICIPALITY
Competent staff within a municipality must be identified to perform the programme management functions required as set out above.  The dplg should be informed about human resources allocated to perform project management so as to implement infrastructure projects.
The PMU will be responsible for the services included in the scope below, and will get strategic and policy guidance from the Provincial MIG Programme Manager (PMM). A suitably qualified project manager or an engineer will manage the PMU on a full time basis. The PMU established at a district level might  be expected to take responsibility for the MIG programme within the district municipality and for other municipalities where this responsibility has been delegated to the PMU or place dedicated human resources in the municipalities. 

The following personnel may be required within the municipality to resource the functions of the PMU:  Project Manager / Engineer, Secretariat, Technician, Financial / Legal, Administration / OH & S auditing register, Data Capturer, IT capability and Community officer / communications. The existing personnel of a municipality could be utilised to perform the project management functions of a municipality.
The PMU can make use of the available GIS facilities located within the Provincial MIG management units especially in terms of planning / feasibility phases, the operation and maintenance planning and specifically in the compilation of municipal asset registers. Where specialist IT intervention is required in respect of the MIG Data system, this will be sourced from the MIG national management unit.

It is important to note that in instances where municipalities have agreed to establish a PMU at a district municipality, there should be committed human resources at/for every municipality. Such arrangements should be managed through some formal arrangements between district and local municipalities. Such arrangements should be detailed to explain the roles of different parties and how deliverables will be managed.

4 Scope of Work of the PMU: 

In keeping with the MIG principles, the crosscutting conditions and the sector specific conditions stated above - the PMU will be responsible for the following key functions and outputs at an operational level:

4.1 Financial Management:

The PMU is responsible for the administration and financial management of MIG funds, within the municipal and national accounting systems for infrastructure projects of the municipality and any other municipalities where the PMU has been delegated this authority. 

4.2 Project Identification / Feasibility process:

The co-ordination of the project identification and prioritisation process for municipalities served by the PMU, whilst ensuring proper integration of the respective Infrastructure Investment Framework (IIF) and Integrated Development Planning (IDP’s) with the appropriate input from the various other government departments to ensure synchronised service delivery. The feasibility process necessitates that due consideration be given to the feasibility of the project in terms of Provincial growth strategies, integrated regional-level infrastructure planning and technical feasibility of the project. 

The PMU is not directly responsible for planning but will liaise closely with the municipal planning department and the relative PIMSS centre. 

The relevant national department will guide this process or it’s provincial counterpart working in conjunction with the municipality and the PMU.

4.3 The Special Municipal Infrastructure Fund. (SMIF)

The co-ordination of SMIF project applications; in support of innovation in the provision of infrastructure and also in terms of cost effective regional-level infrastructure solutions involving a number of municipalities.

4.4 Contract Administration:

The co-ordination of the administration of service agreements and contracts with contractors and consultants for each project including feasibility and backlog studies.

4.5 Programme / Project Management:

The PMU will be responsible for the management of the local infrastructure programme (municipal scale) as well as physical project implementation activities while ensuring that:

· all projects meet overall planning objectives and specific key performance indicators as determined by the MIG policy framework.
· the co-ordination of regular progress meetings at local level and representation at the national progress meetings.
· the associated project management administrative functions from project registration, evaluation through to final project completion reports.
4.6 Monitoring Database:

The PMU will be responsible for the (IT) management of the monitoring database and the preparation of all necessary reports to municipal and the relevant provincial and national departments.

4.7 Project Monitoring and Evaluation:

The PMU will be responsible for the:

· socio-economic impact assessments detailing how the MIG programme has impacted on the communities and municipalities in terms of; skills development, community involvement, municipal partnerships, local economic development and how the lives of the communities have improved.

· facilitation of backlog studies and environmental impact assessments of projects when necessary.

4.8 Other capital works funding:

Capital works funded from other sources will be included within the competence of the PMU.

4.9 Project-based capacity building:

The PMU will be responsible for the co-ordination of project-based capacity building and developmental initiatives. 

This capacity building component of MIG is only concerned with projects and the arrangements relating to the effective delivery of municipal infrastructure and will be targeted in the following manner:

Table 1: MIG Capacity Building Component

	Scale of initiative
	Type of activity
	Key features

	Project level
	Project implementation 
	Capacity building is associated with improving the ability of communities to become involved with the project planning and construction of projects. With regard to the latter the focus is on labour-based construction and small contractor development. 

	
	Operation 
	Under this category the project includes an undertaking to train the future services provider (or operator) to operate the infrastructure. Typically this would involve community-based organisations but it may also be aimed at municipal staff. In some cases the obligation to support services providers may extend for up to three years. Such costs may be included under project costs. 

	Programme

(Municipal scale)
	Programme management
	The focus of the national effort under the national MIG office will be on building the capacity of project management units (PMUs) to ensure that they can fulfil their functions.

	
	Project  implementation
	There may be a local motivation to establish programme scale initiatives, which could include district scale labour-based construction programmes, particularly for roads. Such initiatives typically have a strong capacity building element. 


4.10. Operations and Planned Maintenance: 

Municipal Infrastructure Investment Planning together with Integrated Development Planning is necessary for long-term financial sustainability of municipal assets. In support of this, it is critical that municipalities have planned maintenance programmes for their assets on one hand and the resources and capacity on the other.

It is the responsibility of the PMU to ensure that the municipality has the resources to fulfil the operations and maintenance obligations for all capital projects. The PMU will assist wherever possible with regard to the planning and implementation of the O&M programmes, directly or indirectly.

4.11. GIS:  It is envisaged that the GIS functions would be based at the provincial offices. The PMU’s is expected to make use of these facilities especially during the project planning / feasibility phases, the O&M planning and the development of asset registers etc.  

4.12. Community Liaison / Development: 

It is critical to the success of the programme that there is the appropriate communication and liaison with the community in respect of project planning and implementation to ensure buy-in and long term sustainability of the projects in terms of the community understanding the need to pay for services as well as the development of community-based partnerships for the purposes of O&M as discussed above under the point project-based capacity building.

5. Operational responsibilities/ Outputs: 

It should be taken into consideration that project management is an integral function of a municipality. The utilisation of internal staff should be maximised before new external staff could be recruited.

5.1.
Project Manager / Engineer 

· Primarily responsible to integrate, co-ordinate, project-manage and financially administer the MIG in his area of jurisdiction.

· Ensure project compliance with all applicable legislation, policies and conditions applicable to MIG.

· Project performance and cash flow reviews. 

· Liaison with the Provincial and the Senior MIG Manager as well as other line function departments through formal regular evaluation / progress meetings and on an adhoc basis.

· Submission of monthly, quarterly, bi-annual, annual and ad hoc reports to dplg as determined in applicable legislation or required by the MIG Management unit.

· Responsible for the management of the PMU team and their respective outputs.

5.2.
Secretariat

· Administrative and co-ordination support to the Project Manager

· HR and related functions.

5.3.
Technician

· Technical support and evaluation of proposed projects in alignment with the respective municipal IDPs and the regional and provincial growth and development plans.

· Project-manage the labour-intensive projects in line with the EPWP framework and the related reporting requirements.

· Arrange regular project progress meetings 

· Ensure compliance of all legal aspects and conditions, required from the different spheres of government.

· Conduct site visits / meetings to ensure compliance to business plan conditions

· Manage cash flows and committed project expenditure.

· Verify payment certificates and preparation of monthly payment schedule documentation.

· Maintain project performance data on national database.

· Assist with other related municipal infrastructure programmes.

5.4.
Financial / Legal 

· Final compilation of monthly, quarterly, bi-annual and annual reports to the MIG Manager

· Monitor the consolidated cash flow performance reports on each project and on the regional programme collectively.

· Verify and reconcile quarterly transfers from national to the DM and LMs.

· Compile all the financial reports (DORA)

· Audit compliance of all legal conditions, required from the different spheres of

government.

· Audit and administer the monthly claims and expenditure.

5.5.
Administration / OH&S auditing

· Support and assist with all administrative duties required by the PMU team.

· Processing of related correspondence and assistance in report generation.

· Data audits

· Register maintenance: site-visit reports, OH&S register etc.

5.6.
Data Capturer / limited IT capabilities

· Management and maintenance of the national monitoring database
· Liaise with provincial and National IT specialist on related issues.
· Provision and quality control of data and information technology.

· Manipulation of data for the preparation of all necessary reports to municipal and the relevant provincial and national departments.

5.7.
Community Officer / Communications

· Design and implement an communications strategy in line with provincial and national objectives

· Press releases 

· Co-ordinate opening and hand-over ceremonies

· MIG orientation workshops etc.

· Prepare and implement a MIG capacity building business plan in alignment with the municipal LGCBF business plan.

· Facilitate community liaison linkages to ensure full community participation at all stages of a project’s life cycle.

· Conduct bi-annual socio-economic impact assessments on selected projects as required by the MIG Unit

· Co-ordinate the project-based capacity building in terms of: 

· job creation, with the focus on introducing labour-based construction methodology and the development of SMMEs where technically feasible.

· the development community-based partnerships for the operation and maintenance of the infrastructure.

· Monitor and report on implemented capacity building initiatives.

The municipality in conjunction with province and dplg reserve the right to expand or reduce the scope of work as the circumstances may dictate. It is envisaged that the IT and the GIS specialists be located within the provincial structure and report directly to the Provincial MIG Manager.

5.8.
Training

In terms of the MIG policy Framework – the national MIG management unit will support the capacity building of the PMU utilising MIG funds.

The type of interventions will obviously depend upon the qualifications and experience of the PMU team members but may include the following:

a) MIG orientation workshops – National (as per nationals training schedule)

· MIG Fund management systems and institutional requirements.

· Inter-departmental orientation

· Inter-departmental line functions (roles and responsibilities) 

DWAF, DoT, DoH, SALGA, NT, DPW, PIMMS etc.

· Sector specific conditions

· Departmental Reporting requirements

· MIG Administration systems

· MIG Data Information systems

· MIG lines of communication

· MIG reporting requirements

· Monitoring and Evaluation – Impact Assessments

b) Technical training

· Infrastructure Investment planning

· Integrated development Planning

· Project management  - Municipal Infrastructure related

· Labour-Based methodology – NQF 5 to NQF7 (In terms of the EPWP)

· Operation and Maintenance planning

· Asset management

· OH & Safety standards

· IT - national database training

· GIS planning

c) Legal Services training

· Contract documentation

· Local Government law including Departmental conditions

Capacity Building interventions, training requirements, associated budgets and timelines will be formulated once all the capacity gaps have been identified and will be implemented by a multi-sectoral team.

5.9.
Implementation of the MIG Programme Management systems
As mentioned previously the MIG programme management system developed by the national MIG management unit will have to be established within Municipal systems by the PMU, and includes:

· The implementation of communication, documentation, and information flows generic to all sectors and departmental policies.

· The implementation of the generic reporting mechanisms, formats and procedures

· The implementation of the MIG National Fund Administrations system
· The implementation of the MIG Data Information system.
· The implementation of ISO quality control standards.

6. PMU funding arrangements     

The PMUs will be funded from the MIG grant allocation made to the municipality and will be subject to a maximum limit of the grant allocation. The funding for PMU’s will be subject to a minimum of 0,5% and a maximum of 5% to the limit of R3,5 million of the total grant allocation for the PMU area.

In the first year of establishing a PMU, a municipality must submit a PMU business plan to the Province for approval and ratification by the dplg. This will include the assessment of the business plan on the viability of the PMU taking into consideration that more municipalities will receive funds directly in 2006/07.  Province and the dplg where necessary, would provide assistance with the implementation of the PMU’s and with operational issues on an ongoing basis. The business plans must include the following:

· Detailed cash flow of all allocations 

· Municipal infrastructure backlog eradication strategies in alignment with IDPs and backlog studies.

· Detailed PMU programme management functions, operational, reporting procedures and systems within the MIG framework.

· Implementation Timelines.

· Dedicated MIG project management staff structure, detailing key responsibilities and competencies as well as the related personnel budget.

· Detailed planned office environment and support IT hardware, equipment, and other office resources.

· Detailed lines of reporting  / communication with all stakeholders – national departments, provincial line departments etc.

· Training / orientation programmes and timelines.  (Project based interventions)

· In particular where external consultants have been appointed – a detailed skills transfer exist-strategy must be developed in keeping with the local government capacity constraints. The strategy must detail the following outputs/objectives and form part of the PMU Business Plan:

· Nominated staff / positions to be trained.

· Identify specific training needs.

· Realistic strategy timeline based on municipal capacity gaps & training needs.

· Handover milestones of operational and technical functions.

In the Division of Revenue Act (DORA) No. 5 of 2004 it is shown clearly that allocations will be given directly to local municipalities in the outer year of the 2004/5 Medium Term Expenditure Framework (MTEF). In order to allow an undue administration burden to the MIG fund administration system in 2006/7 when transfers would be made to all municipalities, the Municipal Infrastructure Task Team (MITT) took a decision to phase –in the transfers to some of the municipalities in 2005/6. 

The implication of this is that the new MIG infrastructure allocation for district municipalities is below the indicative allocation published in the Division of Revenue Act (DORA) No. 5 of 2004. The phase in-approach indicates that funds will be allocated according to powers and functions in 2006/7.

It is recognised that some of the Project Management Units already established in the 2004/5 financial year have already developed some capacity in performing the project management functions. Some municipalities either as in districts and local municipalities have already committed themselves to two-year contracts with the realisation that funds will be allocated to all the municipalities in 2006/7 and those municipalities will be expected to perform project management functions. 

The following solutions to resolve the problem and to prevent losing the skills of the PMU are suggested:

· The existing PMU staff members can be seconded to some of the receiving local municipalities as per the agreement between the two municipalities. The local municipalities could pay the salaries of the seconded officials.

· A PMU serve all the receiving municipalities. The receiving local municipalities contribute financially to a PMU established at a national level.  A district municipality and the local municipality to enter into a service level agreement.

· A local municipality to establish a PMU whilst district municipalities are building capacity through a PMU established at a district level.

· A local municipality could establish a PMU if it is able to fund and perform project management function.

The following model should be considered with regards to the establishment of a PMU function or a ring-fenced unit within a  municipality.




The model fits well within the cooperative governance and intergovernmental relations between the district municipalities and local municipalities.

It is imperative for a municipality that has established a PMU to inform the dplg about the committed resources to perform project management function from the 2nd year of existence of the PMU by the 15th of February of every year so that information could be updated in the contact database of the PMUs. 

In instances where municipalities have agreed to establish a PMU at a district municipality, there should be committed human resources at/for every municipality. Such arrangements should be managed through some formal arrangements between district and local municipalities. Such arrangements should be detailed to explain the roles of different parties and how deliverables will be managed.

6.10. Project Life Cycle: The cycle illustrates that other stakeholders lead by a Municipality have a major role to play 

	PHASE
	DESCRIPTION
	RESPONSIBILITY

	PROJECT IDENTIFICATION
	· The IDP should incorporate a proper community participation process and thereby ensure that the true needs of the community are being addressed by the identified projects.  The IDP will also form the basis for alignment between the MIG programme and other Sector Departments.

· PMU to facilitate the feasibility studies in the municipalities.  The participation of sector departments is crucial.

· Prioritise residential infrastructure for water, sanitation, electricity, refuse removal, streets, housing connector, and other municipal infrastructure like roads, in line with any MIG of Sector policies established before the start of the municipal financial year.

· The Municipal Council must approve the three-year capital plan linked to the IDP and budget and it must reflect the operational and maintenance costs.

·  Municipalities must also adhere to the labour-intensive construction methods in terms of the EPWP guidelines agreed between Department of Public Works, National Treasury and SALGA, for at least low volume roads, sidewalks, stormwater drainage, trenching, etc.


	MUNICIPAL PMU / PMMU / SECTOR DEPARTMENTS

	· PROJECT PRIORITISATION / SELECTION


	The following conditions will be applicable on the MIG Programme and must be taken into account in the prioritisation process:


· Division Of Revenue Act

· Cross-Cutting Conditions 

· Conformity with IDPs
· Limitation on operational spending
· Restrictions on eligibility: 
· Adequate attention to rehabilitation: 
· No Pledging of funds to secure loan finance: 
· Achievement of specified basic service coverage targets: 
· Poverty alleviation
· Reporting: 
· MIG funds to be allocated in municipal budget: 
· Registration of MIG 
· Sector Specific Conditions

Each sector department (DWAF, DME, DoT and DSRSA) may establish further conditions specific to their sectors. Such conditions will be included at the discretion of the Municipal Infrastructure Task Team.  
	· MUNICIPAL PMU / PMMU /SECTOR DEPARTMENTS

	
	SMIF

· The co-ordination of SMIF project applications; in support of innovation in the provision of infrastructure

· Also in terms of cost effective regional-level infrastructure solutions involving a number of municipalities.

· Technical studies supporting innovation
	MUNICIPAL PMU / PMMU / SECTOR DEPARTMENTS

	· FINAL ROJECT LIST
	· The result of the deliberations should be a prioritised list of projects that comply with all the MIG criteria and an estimated cashflow over the duration of the implementation period for all the identified and already approved projects that ties in with the DORA allocation. 

· Concurrence must be obtained from the Sector Departments on the final project list

· The final project list to be submitted to the PMMU and NMMU. 


	MUNICIPAL PMU / PMMU / SECTOR DEPARTMENTS

	PROJECT REGISTRATION
	National MIG Information System (MIS)

· The PMU will be responsible for the (IT) management of the monitoring database and the preparation of all necessary reports to municipal and the relevant provincial and national departments.

· Generation of Registration forms/ Business plans / Feasibility studies

· Data capture, updating and replication of all data and KPIs

· 
	MUNICIPAL PMU / PMMU

	· 
	· The PMU to appoint Consulting Engineers according to the roster system.

· The PMU activates the Project Registration Form on the website.

· The PMU completes the Project Registration Form on the website.  A hard copy of the Project Registration Form is printed out for filing purposes.

· Prepare and finalize Technical report.  A hard copy of the Technical report is printed out for filing purposes.

· The Municipal Manager (PMU) signs the project registration form off on MIS.
	MUNICIPAL PMU / PMMU



	· 
	The PMU submits the Technical Report to DWAF for approval.
	DWAF

	· 
	The PMMU evaluates project registration form and signs the form off on MIS.
	PMMU

	· 
	The NMMU evaluated project registration form and signs the form off on MIS.

The NMMU submits the Registration letter Municipal PMU.


	NMMU

	· DESIGN
	· The municipality appoint a project consultant and capture the consultant’s details on the MIS.

· Projects must be allocated to consulting engineers through a roster system to ensure that an equitable spread of work is achieved between the different companies.

· 
	MUNICIPAL PMU / PMMU

	· 
	Design alternatives

The first task that the consulting engineer will perform is to identify the different design alternatives that can be used for the project.  Examples are:

· The use of technology with a high operation and maintenance cost.  These costs will have to be carried by the municipality for the duration of the project’s design lifetime.

· The potential to employ labour on a project is often influenced by decisions taken during the design phase e.g. to tar a road or to rather pave it by hand with concrete paving bricks. 

· Because of the long-term implications to the municipality of the design alternative selected, it is important that the municipality endorse the selected alternative.
	MUNICIPAL PMU / PMMU / SECTOR DEPARTMENTS

	· 
	Preliminary design

· The consulting engineer will complete all the necessary surveys as well as the preliminary design based upon the selected design alternative.

· The Municipality to endorse the design report.


	MUNICIPAL PMU / PMMU / SECTOR DEPARTMENTS

	· 
	· Detailed design 

· The consulting engineer can now complete the detailed design for the project based upon the approved preliminary design report.

· 
	MUNICIPAL PMU / PMMU 

	· 
	Tender document 

· The schedule of quantities and tender document is based upon the final design for the projects and can be drawn up after the detailed design has been completed.

· The prescribed preferential procurement procedures that will be used to evaluate the tenders received must be described in detail in the tender document.

· Tender report to be endorsed by the Municipality.

· Preparation and placing of Tender advertisements

· Evaluation of tenders and submission of tender evaluation report to the Municipal Council for approval.

· Approval of responsive tenderer by the Municipal Council.


	MUNICIPAL PMU / PMMU 

	· 
	Occupational Health and Safety Plan must be compiled and submitted.
	MUNICIPAL PMU / PMMU 

	· CONSTRUCTION
	Contractor appointment

· After the municipality has approved the tender evaluation report, the municipality can appoint the successful contractor for the construction of the project.

· Capture contractor’s details on MIS

· The contractor can then commence with construction of the project in terms of the design and project business plan.

· The consulting engineer will represent the municipality during this period and supervise the work carried out by the contractor.  However, the contractor will be responsible for the quality and correctness of the work performed in all cases.

· Register contractor with Construction Industry Development Board
	MUNICIPAL PMU / PMMU 

	· 
	DORA Certificate of Compliance

The Municipality must complete and submit the DORA Certificate of Compliance to the PMMU and NMMU.
	MUNICIPAL PMU / PMMU/ NMMU 

	· 
	Project management

The PMU will be responsible for the management of the local infrastructure programme (municipal scale) as well as physical project implementation activities while ensuring that:

· all projects meet overall planning objectives and specific key performance indicators as determined by the MIG Unit.

· the co-ordination of regular progress meetings at local level and representation at the national progress meetings.

· the associated project management administrative functions from project registration, evaluation through to final project completion reports.

· Project manage the labour-intensive projects in line withy the EPWP framework and the related reporting requirements

· Conduct site-visits / meetings to ensure compliance to the Project Registration form, the Letter of Acceptance.

· Manage cash flows and committed project expenditure
	MUNICIPAL PMU / PMMU/ NMMU 

	· 
	· Monitor progress and quality.

· Monitor adherence to the Occupational Health and Safety Plans

· Implement the training programme

· Conduct site visits and compile site visit reports 

· Complete all monthly progress reports

· Capture all reports of the MIS

· Verify and update MIS information on a regular basis

· Quantification and certification of monthly progress certificates for work completed according to the specifications

· Process progress payments (consultants and contractors) on financial system

· Compile “As-Built” drawings, operation and maintenance manuals


	MUNICIPAL PMU / PMMU/ NMMU 

	
	· Financial Management

· The PMU is responsible for the administration and financial management of MIG funds, within the municipal and national accounting systems for infrastructure projects of the municipality and any other municipalities where the PMU has been delegated this authority. 

· The PMU is responsible for the compliance of all conditions contained in the Division of Revenue Act framework (DORA) relating to all funding mechanisms.

· The PMU is directly responsible for the reconciliation and timely submission of all DORA reporting and adhoc reporting as and when required.

· Final compilation of monthly, quarterly, bi-annual and annual reports to the MIG Manager

· Monitor the consolidated cash flow performance reports on each projects and on the regional programme collectively

· Verify and reconcile quarterly transfers from National to the Municipalities

· Audit and administer the monthly claims and expenditure
	MUNICIPAL PMU / PMMU/ NMMU 

	
	· Communication

· Facilitate community liaison linkages to ensure full community participation at all stages of a project’s life cycle.

· Develop and implement a communication strategy in line with provincial and national objectives

· Press releases

· Co-ordinate opening and hand over ceremonies

· MIG orientation workshops etc

· Prepare and develop MIG capacity building business plan in alignment with the municipal LGCBG business plan.

· Co-ordinate the project-based capacity building in terms of: 

· job creation, with the focus on introducing labour-based construction methodology and the development of SMME’s where technically feasible.

· the development community-based partnerships for the operation and maintenance of the infrastructure.

· Monitor and report on implemented capacity building initiatives.

· 
	MUNICIPAL PMU / PMMU/ NMMU

	· OPERATION AND MAINTENANCE
	· After completion of the project, the contractor is responsible to repair any defects that may arise during the defects liability period of the contract.

· Once the project has been completed, the consulting engineer will issue a physical completion certificate.

· Capture the physical completion certificate on the MIS.

· If the project was completed for an amount that is less than the approved project budget, budget maintenance will have to be done on the MIS to reflect this saving.

· Municipal Infrastructure Investment Planning together with Integrated Development Planning is necessary for long-term financial sustainability of municipal assets. In support of this, it is critical that municipalities have planned maintenance programmes for their assets on one hand and the resources and capacity on the other.

· It is the responsibility of the PMU to ensure that the municipality has the resources to fulfil the operations and maintenance obligations for all capital projects. The PMU will assist wherever possible with regard to the planning and implementation of the O&M programmes, directly or indirectly.

· Promote Municipal Service partnerships for maintenance and operational functions.


	MUNICIPAL PMU / PMMU


7. Monitoring of Project Management Units     

A municipality should in the first year of establishing a PMU submit a PMU Business Plan to the province and the dplg for ratification of the model used for the establishment of the PMU. Contact list of the human resources in the PMUs should be submitted every six months after ratification of the Business plan in the first year of establishment. A municipality should submit a business plan should the original model of establishment be changed. The contact database of human resources of the human resources in the PMU will be established and updated every six months. This process will assist in assessing the human resources gaps and the capacity needs for the PMUs gaps.

It is imperative for a municipality that has established a PMU to inform the provinces and the dplg about the committed resources to perform project management function from the 2nd year of existence of the PMU by the 15th of February of every year so that information could be updated in the contact database of the PMUs. 

8. Capacity Building of PMUs     

The dplg and sector departments have a responsibility to build capacity of the municipalities. The dplg is responsible to ensure that the PMUs are established and functional. That implies that the systems that are in the municipalities to mange the programme should be functional so that projects could be implemented. Sector departments are responsible to ensure that the PMUs are competent to plan, implement the projects, report on financial and non-financial indicators and also monitor the projects.
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PMU established in more local municipalities. District municipalities perform capacity building function to local municipalities based on the arrangement within a district municipality





PMU established mainly in local municipalities.  District municipalities perform a capacitating function to local municipality based on the arrangement within a district municipality.





PMU established mainly in local municipalities.  District municipalities perform a capacity building function to local municipality based on the arrangements within a district municipality.





PMU established in district, high capacity and metropolitan municipalities
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