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Editorial Note
This document presents the Inception Report of the IWRM Consultancy Services under Lot 1 of the
“Lake Victoria Basin Integrated Water Resources Management Programme”.
The draft version of this Report had been submitted on 9 March 2020, after the completion of the inception period which commenced mid-January 2020.
On 21 April 2020, comments on the daft version of the Inception Report were officially submitted to IPC
in form of a table. The comments covered remarks from LVBC, KfW and Partner States.
On 6 May 2020, an updated final version of the Inception Report was submitted. On 26 June, PCU sent
a list with comments on the replies to the original comments.
To ensure common consent on the two sets of comments, conference calls with LVBC, KfW and IPC
took place on 27 April and on 29 June 2020. In addition, a number of bi-lateral contacts on the subject
were organised.
It was agreed that no complete revised version of the inception report will be submitted. Instead, it was
decided that IPC replies to the received comments from LVBC, KfW and Partner States. An overview of
comments and replies are attached to this report as per Annex 13. Annex 13 is updated for the comments received on 23 June 2020.
To fully address all comments, some textual changes were incorporated in the Report. Moreover, some
comments required further explanations from the perspective of IPC. To this end, additional explanatory
notes are also attached in the additional Annexes 14 to 17.
In the updated final version of 17 June 2020 minor errors are corrected in Annex 9; and Annex 13 is
updated according to the comments of 23 June. Annex 14 is substantially modified following the comments of 23 June; Annexes 1-8, 10-12 and 15-17, remain unchanged since the submission on 6 May.
For the sake of completeness, the entire set of Annexes is attached to this report.
For the updated final version of 28 September 2020: Additional clarifications on previous comments
were received on 3 August 2020. The response has been prepared in the form of tables with answers
for the four questions that needed further elaboration. Each table addresses one of four subjects: Strategy Development, Monitoring and Evaluation, Communication and Visibility and IWRM Data Base and
Model. No adjustment of the main text or the other annexes was made.
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For the updated final version of 08 November 2020: Additional clarifications and comments on previous
comments were received on 15 October, on 21 October and on 05 November. These required yet another revision of this report. In particular the formatting of Annex 13 was adjusted again, and the date of
the activity planning was highlighted in Annex 10.
In general, it has to be emphasised that this report includes the findings which the IPC made during the
inception phase (mid-January to early March 2020). From these findings, the IPC derived certain suggestions for adjustments which were deemed beneficial for the further implementation of the programme. However, in case some or all of these suggestions should not be accepted by either the client
or KfW, the IPC will not implement these rejected suggestions but proceed with the provision of services
as described in the proposal.
By the time this updated final version is prepared, the circumstances under which the programme is
implemented have changed due to Covid-19 pandemic and several modifications took place. These are
reflected in the IPCs subsequent activity planning (week 18-23, week 24-29, week 30-35, week 36-40,
Oct. 2020 – March 2021) as well as in his quarterly and half-yearly reports. This report describes the
situation and knowledge as of 9 March 2020. Material changes within the overall framework, after this
date, will be reported in the quarterly reports and reflected in the linked adjusted programmes as stipulated in the ToR (p70), for subsequent information and approval.
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Executive Summary
Introduction
The Lake Victoria Basin Integrated Water Resources Management Programme (LVB IWRMP) is funded
through two grants, one by the European Union (EU) and another by the Government of the Federal
Republic of Germany. Both grants are channelled through KfW. The grants were provided to the East
African Community (EAC), the recipient of the Programme. The EAC has appointed the Lake Victoria
Basin Commission as the Project Executing Agency (PEA).
The total budget for the current phase of the project is € 31,9 million: € 20 million from Germany, € 8,9
million from the EU and € 3 million as local contribution from the partner states related to the High Priority
Investments (HPIs).
The preparation phase of the programme was carried out from January to December 2016. The current
phase of the programme started in December 2019 and will end in February 2023.
The LVB IWRMP has two modules:
§

Module 1 is for the strengthening of the long-term strategic, regional water resources management function of the LVBC Secretariat;

§

Module 2 is to reduce effluents into Lake Victoria through the implementation of HPIs

For both modules, LVBC has signed into consultancy contracts for both modules, and this Inception
Report pertains with Module 1.
JV Sweco GmbH is the consultant for Module 1: the IWRM Programme Consultant (IPC).
LVBC has established the LVB IWRM Programme Coordination Unit (PCU) with two fulltime staff for an
initial period of 3 years. The PCU is responsible for the implementation of the LVB IWRMP, the IWRM
Programme Coordinator and the IWRM modeller. Both positions are funded through the LVB IWRMP
budget for a period of three years. LVBC has made the commitment to continue funding these positions
for the duration of the Programme. The IPC also works with other professional and support staff of the
LVBC Secretariat and liaises with other ongoing programmes which are carried out by LVBC.
The IPC works directly with and within the LVBC Secretariat, mainly through the PCU.
Programme Objectives
The overall objective of the LVB IWRMP is:
Regional economic integration is enhanced and a contribution to preservation of biodiversity
and to conflict prevention is provided through established regional water resource management
at the Lake Victoria Basin. (ToR 1.2 (5))
The specific programme objective of the LVB IWRMP is:
Water quality and availability is improved through strategic and sustainable management of the
Lake Victoria Basin. (TOR 1.2 (6))

The perspective is to support regional integration through the implementation of Integrated Water Resources Management (IWRM). This calls for an innovative approach, and the Programme must advocate the advantages of regional cooperation. The boundaries of water resources in the Lake Victoria
Basin reach far beyond the neighbouring region, and likewise, the threats of pollution know no boundaries: what happens in one state of the Lake Victoria Basin has a direct impact on all the other states.
For the implementation of a regional, transboundary IWRM programme LVBC is the most suitable institution.
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The importance of LVBCs position as regional IWRM implementing agency was underlined in February
2020 by the Sectoral Council of Ministers for Environmental affairs of the EAC where it was decided to
develop a water strategy for the EAC on the basis of a Water Framework and it directed LVBC to liaise
closely with the EAC for achieving this long term goal.
IPC Scope of Work
To achieve the Programme objectives, 55 tasks with underlying activities were defined in the ToR for
the IPC. These tasks and activities were combined in four components as summarized below.

1. Supporting the IWRM programme management:
·

Capacity development and general support to the PCU

·

Tasks along the typical stages of the project management cycle, including the development
of an Investment Plan and a Project Pipeline

·

Development and implementation of a project communication and visibility strategy

·

Management of the disposition fund

·

Establishing the Monitoring, Evaluation and Reporting system

2. Developing a strategy to strengthen LVBC as a regional institution for IWRM:
·

Familiarising with existing IWRM strategic documents in the LVB

·

Assessing existing IWRM documents, and presenting the results in an assessment report

·

Drafting the regional IWRM strategy in conformity with national and other related regional
and international strategies

·

Supporting LVBC in obtaining approval of the regional IWRM strategy

The above has been expanded with the task of supporting the EAC in the development of a water
strategy and the elaboration of a Water Framework Directive.

3. Implementation of an IWRM data base and IWRM model focused at:
·

Preparatory work (analysis)

·

IWRM database development

·

IWRM model development

4. Other support services:
Management support is wide ranging and therefore, the approach needs to be flexible. During
the Inception Period, additional actions have been identified that are planned to be implemented
in the near future (during the first six months workplan). One of these actions is the organisation
of exchange visits with transboundary water basin management organisations in Africa and/or
in Europe.
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Inception Phase
During the Inception Phase the following key meetings were organized:
·

Initial exchange meeting at the premises of KfW, in Frankfurt am Main/Germany, 12 December
2020.

·

Internal kick-off meeting in Kisumu, Kenya, 24/25 January 2020.

·

The Joint Regional Policy Steering Committee (JRPSC) Meeting for the programme, 11-14 February 2020 in Kisumu.

·

Official Launch Event and official technical kick-off meeting in Kisumu, Kenya, 14/15 February
2020.

The results of the meetings can be summarized as follows and forming an important addition to the
requirements for the IPC.
· The Programme is considered to become a long-term programmatic approach, extending beyond the current investment phase. In addition to the ToR a Programmatic Vision was communicated with the following three key elements:
o

The Programme’s coordinated and systematic cross-border approach for the sustainable
development, allocation and monitoring of the water resources of the LVB has the potential to contribute towards the promotion of a regional “Environmental Acquis” similarly to
the body of European law.

o

Programme participants should help developing and harmonizing a transboundary legal
and regulatory IWRM framework which could be named EAC Lake Victoria Basin Water
Framework Directive.

o

The programmatic vision and thus the strategic significance of this Programme shall be
considered by the consultants when supporting LVBC in the management and further
development of the Programme and shall equally be reflected throughout all Programme
communication.

· The LVB IWRMP is a cross-border programme with the main goal of forming a joint legal water
framework directive for the Lake Victoria Basin and all its riparian countries.
· The goal of the LVB IWRM Programme is to setup an EAC LVB water framework that shall
become legally binding for all riparian countries. Attention towards this programme is required
both on diplomatic and political level as well as population level. The main message to convene
is that everybody shall understand the importance of improving water quality of the LVB and the
need of a joint water directive.
· The importance of benchmarking Europe’s Water Framework Directive (EU WFD) experience
and combining it with the intended EAC LVB Water Framework Directive shall be noted.
· Two LVBC flagship projects have recently ended: Lake Victoria Environmental Management
Programme (LVEMP) and Lake Victoria Water and Sanitation (LVWATSAN). The LVB IWRMP
should build further on the results of these two programmes.
· The Regional Policy Steering Committee (RPSC) advised that a programme coordination structure is needed at National Level in the Partner States, consisting of a National Technical Committee and a National Policy Steering Committee.
· LVBC is expected to become an IWRM Centre of Excellence for the Region.
· The Programme shall have a long-term horizon of 25-30 years
· In the framework of the LVB IWRMP, the direct cooperation between (future) implementing
agencies in the Partner States needs to be clearly structured and intensified. Component 1
activities should be spearheaded by institutions in charge of Water Resources Management in
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the respective Partner States. In Tanzania for example this includes the LV Basin Water Board
in Mwanza. Those linkages should soon be established.
· It should be noted that the EAC Heads of State Summit endorsed the preparation of the EAC
Water Policy and IWRM Strategy.
· The development of the LVB IWRM strategy and ultimate Water Framework should be aligned
with the Community Policies under development.

Key Stakeholders for the IPC
A draft Stakeholder Analysis has been prepared, which shall be finalized after the Inception Workshop.
Given the regional approach of the Programme, the following IWRM institutions in the Partner States
have been tentatively identified as Programme Partners:
1)

Tanzania: Lake Victoria Basin Water Board in Mwanza

2)

Kenya: Water Resources Authority (WRA), a state corporation under the Ministry of Water,
Sanitation and Irrigation. The two relevant regional offices are Lake Victoria North (in Kakamega) and LV South (in Kisumu) Basin Areas.

3)

Uganda: Directorate of Water Resources Management (DWRM). The Victoria Water Management Zone is the relevant for the LVB IWRMP.

4)

Rwanda: Rwanda Water and Forestry Authority.

5)

Burundi: Ministry of Water, Environment, Land Use Planning and Urbanism

Additionally, there are currently 4 National Project Executing Agencies (NPEA) who will be responsible
for the implementation of the HPIs other than the above mentioned IWRM Programme Partners. More
NPEAs will be identified in the process of developing the project pipeline.
With each NPEA a Preliminary Implementation Agreement will be signed during the feasibility stage. As
soon as the investment has been approved and all crucial parameters are available, a Project Financing
Agreement (PFA) will be concluded.

Approach of the IPC
The approach of the IPC is determined by the key capacity and institutional development requirements
of the LVBC and its partners in establishing and managing the LVB IWRMP.
In the long term, LVBC must develop its capacities to coordinate and oversee an LVB IWRM Water
Framework. This requires the following capacities:
·

To apply IWRM principles in a regional transboundary context,

·

To take on leadership in resolving controversial issues,

·

To initiate, control and monitor programme components each with their specific objectives and
activities; and

·

To optimize synergies with ongoing and new Programmes from LVBC and other institutions and
Development Partners.

Besides the capacities of its standing organization, LVBC needs to establish new mechanisms, institutional relations, approaches, procedures and functions including but not limited to:
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1) Programme Coordination and Management, including performance monitoring and reporting
system.
2) A network of Programme Partners in the LVB Partner States with implementation arrangements,
covenants and agreements concluded.
3) A Programme Strategy, including stakeholder engagement and communication strategy.
4) LVBC Knowledge and Data Centre, including established relationships with regional and international research institutions.
5) Strategic Infrastructure Investment Plan and projects pipeline.
6) Funding and Financing strategy.
7) Procedures and Guidelines for Programme implementation.

Given the complexity and magnitude of the challenge, the current assignment of 3 years shall be perceived within a 25 years’ timeframe.
After the Programme kick-off and Inception phase, which are timewise mostly overlapping, the implementation phase of the assignment and its activities start from April 2020, after the Inception Workshop;
the 4 previously mentioned components will be implemented in parallel. Implementation activities will
run until November 2022, divided into six 6-month periods. Every 6 months, a progress report will be
prepared including a detailed work plan and human resources plan for the upcoming 6 months. The first
6-month period runs from April to September 2020.
The project completion, evaluation, handover and follow up planning are scheduled for the period of
December 2022 to February 2023.
The challenge in the approach of the IPC is to balance the high level of ambition (establishing an EAC
LVB Water Framework) with available resources, stakeholder perceptions and expectations, systems
and procedures. It is proposed to maintain the high ambitions for the long-term, whereas on the shortterm, measurable success and performance shall be demonstrated. In order to achieve both long- and
short-term goals, the complexity of the programme and the related processes will be monitored and
followed up closely to keep activities well under control.
The long duration of the project cycle is of concern to the IPC, especially for investments in wastewater
collection and treatment. From identification to operation, it is likely to take 5 years or more, with the risk
of decreasing interest from governments and the public alike.
This enforces the need for channelling part of the investments under the programme to highly visible
activities. Showing the immediate effect is considered crucial for developing and maintaining programme
support. This aspect will be duly considered in further investment planning and project pipeline
development.
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Activities and Results
1. Programme Management Support
The activities under this component are aimed at establishing the basic functions and routines of the
PCU as well as other units of LVBC in managing the IWRMP and in supporting decision making. The
ToR listed 5 tasks under this component, including capacity building, reporting, Programme Operational
Manual and support for RPSC (Regional Policy Steering Committee) Meetings. Under this heading we
also consider the management of the Disposition Fund, which is listed in the TOR under Task 29, and
the support of activities which for the moment cannot yet be foreseen.

Capacity Building is often associated with training of staff, but in this programme, it has many more
aspects and levels. In fact, most of the work of the IPC is a form of capacity building. The two staff of
the PCU are top professionals in their field and are not so much in need of individual training, but they
need support in establishing the systems, instruments, procedures, strategies and networks to be able
to manage the Programme.
The IPC will provide support in building up the PCU function and will design, coordinate and establish
required operational processes in close coordination. The operational processes and procedures include among others the following:
· Programme planning, designating tasks and responsibilities, facilities, budget, reporting lines etc.
· Integration and anchoring the PCU in the LVBC structure and enabling it to draw on available
resources from LVBC (legal, procurement, communication, administration, IT, financial support
services and others).
· Relationship building with Basin /WR Authorities in the Partner States and with the EAC.
· Relationship building and developing synergies with other ongoing programmes under LVBC.
· RPSC agenda setting, information sharing and decision making.
· Revision of the Programme Operational Manual.
· Managing the Disposition Fund.
From the role of IPC as in-house consultant for LVB IWRMP, it follows that flexible support will be
provided, also if this deviates from the initial concept.
By nature, it is not possible to prepare a fixed planning for activities which require flexibility. The nature
of such activities might include:
·

Support in dealing with the rules and regulations of KfW for obtaining no-objections.

·

Support in obtaining quotations for goods and services, or for the tendering process for goods
and services.

·

Support for the organisation of:
o

Exchange visits;

o

Visits to secure stakeholder participation;

o

Other external activities to promote LVB IWRMP.

·

Liaise between LVB IWRMP and KfW and the EU whenever needed.

·

Supporting donor coordination.

Whenever substantial activities arise which were not considered in the ToR, IPC will report on these
activities pro-actively to KfW.
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2. Project Cycle Support
The IWRM project cycle as defined in the Programme Operational Manual (POM, 2016) consists of 7
main steps. Under step 1, project ideas are identified on the basis of urgent needs and criteria which
are part of the LVB IWRM strategy. Ideally, the strategy will include a long-list of projects, either at
national or regional level. Selection criteria, such as readiness or no-regret, will guide the projects to a
shortlist.
The execution of Feasibility Studies is an important aspect of step 2: project preparation. Project implementation goes through the steps: procurement (4), implementation (5) and disbursements (6). In between phases, go/no go decisions may have to be taken, and not all projects may be finalized if unexpected problems appear, or in case conditions are changing. The successful projects enter the operational stage after a decision is made towards acceptance and transfer for Operation & Maintenance
(O&M) to the operating entity (NPEA).
Project cycle support is covered in the TOR under the Tasks 6 to 14. These Tasks appear to refer to
new projects. However, 4 high priority investments were already prepared in 2016, which are still in step
2 of the project cycle. The further development of those 4 HPIs is the responsibility of the Project Implementation Consultant (PIC). Those activities start from step 2 of the project cycle: review and updating
of the 4 FS, steps 3, 4 and 5: selection, procurement and execution, as well as steps 6 and 7: disbursement and operations.
For all those activities performed by the PIC, the IPC will support the PCU in supervising and controlling
the process. In the IPC activity planning, the support for two project cycles are included: one for the
2016 HPI’s and one for the newly identified projects.

3. Communication and Visibility
Communication and promotion of the LVB IWRMP and its objectives is an essential activity to be supported by the IPC. The programme requires a clear communication strategy, a series of communication
plans, M&E indicators, a budget and responsible staff. For the communication activities the EU Communication and Visibility Guidelines will be applied.
The first communication objective is to raise awareness of the reasons, achievements and impact of the
LVB IWRM Programme and the support and contribution of KfW and EU to the Programme, both locally
and countrywide in the EAC member countries. The position and objectives of LVBC as a regional IWRM
centre for the Lake Victoria Basin shall be promoted. C&V activities will ensure optimal visibility of the
role of the LVBC as Regional Centre of Excellence in IWRM, and the essential role of the EU and KfW
in supporting this.
The second communication objective is to reach a wider audience (different target groups) and inform
them about the importance of Lake Victoria for the livelihood of the entire population in the basin, for the
maintenance of biodiversity and for the sustainability of the aquatic ecosystems. It is proven that a project is more effective in the long run when target groups directly connected with the issues change their
attitude and behaviour towards the problem. This is a strategy, with long-term effects, that goes along
with the implementation of actual measures aimed at, for example, improving water quality.
This C&V plan (CVP) lists the activities and details on how the activities are to be carried out, with a
timeline. Based on the C&V Strategy successive 6-month CVPs will be prepared, alongside the 6-month
detailed activity plans. The first CVP will be prepared concurrent with the development of the C&V Strategy. A separate and more limited CVP for the Inception Workshop will be prepared and implemented
during April 2020.

Final Inception Report

Page 7 of 86

Lake Victoria Basin Integrated Water Resources Management Programme (LVB IWRMP), Lot 1

An important basis for the C&V Strategy will be the stakeholder analysis, which is expected to be completed in April 2020, after the inception workshop. The draft stakeholder analysis is attached to this
report in Annex 6.
In addition, the LVB IWRM C&V Strategy should be aligned with the East African Community’s Communication Policy and Strategy. This document outlines C&V at a higher level and the objectives for both
LVBC and the LVB IWRM programme are generally more specific. A detailed approach to preparing the
C&V Strategy, which is actually an initial C&V Strategy, is given in Annex 5. Work on the strategy by the
C&V expert team (international and local) is expected to start by mid-April 2020, immediately after the
Inception. As all communication must be appropriate to local conditions, it is important to cooperate
closely with staff from LVBC, who are well acquainted with PR work in the region.
Typically, the C&V Strategy will define the following aspects:
· Communication objectives;
· An overview of stakeholders / target audiences;
· Relevant key messages, communication channels and tools;
· A baseline for C&V evaluation (if possible);
· Indicators for the monitoring and evaluation of C&V activities and an evaluation plan;
· Organization and budget.

4. Monitoring, Evaluation and Reporting
Monitoring and Evaluation (M&E) reporting tools are indispensable for any programme, project, organisation or company. They are used to measure and assess results of inputs and activities, to know to
whether the objectives are achieved under dynamic conditions, context and assumptions.
In addition to a Monitoring and Reporting system, the IPC proposes to integrate an “Evaluation” function
and expanding the Monitoring and Reporting system to a Programme M&E reporting system (PME). An
M&E reporting system is essential to manage the LVB IWRMP in an effective and efficient manner, by
providing reliable and up to date management information on progress, as well as providing the necessary data and information to prepare reports, from detailed to Executive to Executive (E2E) level.
Project Monitoring and Evaluation (PME) involves several steps, from assessing the current situation at
LVBC, evaluating whether it is useful to update the current LVB M&E system to also be used for the
LVB IWRMP (and other LVBC programmes) to the possible installation of Individual Investment Project
M&E (IIPME) at the PCU. With the above, for every system the level of sophistication (and the cost/benefit of the system) will be assessed.
While technically it is no problem to carry out all the above and install advanced PME and IIPME systems, the bottleneck may turn out to be the capacity (HR and budget) at LVBC to establish and sustain
such rather advanced systems. The IPC proposes mobilising an experienced international PME/IT expert make a thorough assessment and recommend the optimal PME systems for LVBC and the LVB
IWRMP, including the implications for the staffing and budget of LVBC.
LVBC has introduced several M&E reporting systems on various programme or project levels in the
past. None of these systems have been fully aligned to the structure of LVBC or able to facilitate information aggregation through the application of a LVBC wide system.
The IPC recommends to asses to which extent it is possible to create a sustainable PME system which
covers the programme-wide, but also the LVBC-wide reporting requirements, e.g. reporting to RPSC,
SECOM etc., to be aligned to the LVBC standards.
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As part of the tasks for the International M&E Expert, he/she will look at the options for aligning / combining the LVB IWRMP PME and the LVBC M&E system. If the advice is positive, a joint system can be
established, in such a way that future projects under LVBC can also use this integrated system.
It is therefore recommended to pursue the following steps for completing the PME system:
1)

Agreement on refined key performance indicators

2)

Decision which levels of detail the PME shall cover

3)

Assessment by IPC M&E expert at LVBC level in order to define an adequate M&E reporting
system (ideally aligned with M&E procedure at LVBC level) and if required, prepare Terms
of Reference for the system

4)

Programming, testing and implementation of the M&E reporting system

5)

Organization of PME and assigning tasks and responsibilities to carry out the PME tasks.

5. LVB IWRM Strategy
The ToR encompass 4 tasks for the IPC: (1) familiarising with existing IWRM strategic documents in the
LVB, (2) assessing existing IWRM documents, and presenting the results in an assessment report, (3)
drafting the regional IWRM strategy in conformity with national and other related regional and (4) international strategies and supporting LVBC in obtaining approval of the regional IWRM strategy.
During the past years several important developments have taken place, which have been reviewed
during the Inception Phase. The most important development is the new programmatic vision of aiming
at a LVB Water Framework with similarities to the EU Water Framework Directive.
During the 7th meeting of the SECOM for Environment and Natural resources of the East African Community, held in Dodoma, February 2020, LVBC was directed to work closely together with the EAC in
developing an EAC Water Policy and Strategy for IWRM. The aim is to develop an EAC Water Framework. In this way, the policy objective of the EAC coincides completely with the Programme Partners
ambition for the LVB IWRMP.
The LVB Water Framework setup may consist of 5 building blocks as follows:
1) The EAC LVB Water Framework Directive, as an officially adopted EAC policy document,
setting out the objectives, strategies, legal basis, funding and implementation mechanisms.
2) The institutional framework of competent authorities and other institutions having defined
responsibility for the implementation of the policies and strategies under the Framework
3) A list of planning and focus areas on which measures, and investments will be targeted.
4) Development of tools for planning and decision-making support
5) A work program for the implementation of agreed measures and actions, including infrastructure investments, knowledge and capacity development, monitoring and awareness
raising.
The Water Framework has many interfaces with other programmes and policies, both national and regional. These interfaces shall be managed and developed to create win-win situations.
The IPC will focus on building the capacity of the LVBC and the relevant institutions in the Partner States
to develop and initiate the LVB Water Framework under the LVB IWRMP.
The four strategy development steps are reformulated as follows: (1) Situation and gap analysis, (2)
Vision and Scenario development, (3) Strategy development, (4) Strategy approval and follow up.
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6. LVB IWRM Database and Model
The specification report for the IWRM model proposes off the shelf tools or models to be given preference. Software development of a new model is considered inefficient. The LVB WIS should be built
upon existing national and regional tools and models, for which capacity has been built at national level
over the years. This means that (modules of the) Nile Basin Decision Support System (Nile DSS) or Soil
Water Assessment Tool (SWAT) are possible model codes. The preferred solution would have a flexible
(DBMS) system that can handle the variety of tools and models presently being used within the LVB. A
final decision will be prepared with care in coordination with the relevant stakeholders in the Partner
States.
In 2016, SWECO developed the IWRM model concept. It is the basis of the development of the LVB
WIS (refer to section 9.4).
The main challenge will be to obtain quality datasets. The first major effort of the PCU and IWRM Expert
will be to establish links with the relevant Regional IWRM Institutions, through a series of consultation
visits. The objective is to gradually establish a regional network of IWRM experts, that work together
and know each other. Where accurate or reliable data are not available, fall-back options will be used,
and support for data acquisition, validation, verification and analysis will be made available when and
where necessary. While the ToR and Methodology mention that the model phase may not be possible
unless required datasets of sufficient quality are made available at LVBC, the IPC assessment is that
this outcome is not expected – however, the reliability of the data sets may be less, to be improved when
better data become available.
The ToR makes a strict distinction between the Database and Model. However, when designing the
database structure and deciding the functionality, the eventual linking of models will have to be considered already. In addition, there are systems that are flexible Database Management Systems (DBMSs)
that are already designed to link up with and supply global (weather) data and that have pre-installed
(web-)presentation and reporting functionalities. Special care will be given to including existing Regional
models into the system, now provisionally called LVB WIS (Water Information System).
For the configuration and implementation of the LVB WIS the plan is to involve the technical experts at
the Regional IWRM Institutions, and if possible, also use regional model experts. In this way, the regional
expertise is built, the LVB WIS is ‘their’ creation, and training and testing will become a part of the
capacity building exercise. A phased approach is proposed, where only the most important models as
well as ‘no regret’ models are linked first, with further models linked when the required datasets and the
human and budget resources are available.

Organization and Planning
An activity and a staffing plan for the total duration of the programme is included, the activities and staff
inputs for the next six months outline the way the implementation of the four components of the Programme will start. The common denominator in all activities is the emphasis on the involvement of staff
from partner state institutions.
The Programme will be implemented by JV Sweco GmbH; the team is based in the LVBC Headquarters
in Kisumu. The team consists of long- and short termers.
The programme has a fixed end-date: February 2023. As it started later than originally foreseen, the
total lead time was reduced accordingly. It is not certain whether all the activities can be compressed in
the shorter timeframe, because the IPC working processes require substantial stakeholder cooperation,
with procedures taking ample time.
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1

Introduction

1.1

General Project Information

The Lake Victoria Basin Integrated Water Resources Management Programme (LVB IWRMP) is funded
through two grants, one by the European Union (EU) and another by the Government of the Federal
Republic of Germany. Both grants are channelled through the Kreditanstalt für Wiederaufbau (KfW).
The grants were provided to the East African Community (EAC), the recipient of the Programme. The
EAC has appointed the Lake Victoria Basin Commission as the Project Executing Agency (PEA).
The total budget for the current phase of the project is € 31,9 million: € 20 million from Germany, € 8,9
million from the EU and € 3 million as local contribution from the partner states related to the High Priority
Investments (HPIs).
The preparation phase of the programme was carried out from January to December 2016. The current
phase of the programme started in December 2019 and will end in February 2023.
The LVB IWRMP has two modules:
· Module 1 is for the strengthening of the long-term strategic, regional water resources management function of the LVBC Secretariat;
· Module 2 is to reduce effluents into Lake Victoria through the implementation of HPIs
For both modules, LVBC has signed into consultancy contracts for both modules, and this Inception
Report pertains with Module 1.
JV Sweco GmbH is the consultant for Module 1: the IWRM Programme Consultant (IPC).
LVBC has established the LVB IWRM Programme Coordination Unit (PCU) with two fulltime staff for an
initial period of 3 years. LVBC has made the commitment to continue funding these positions for the
duration of the Programme. The PCU is responsible for the implementation of the LVB IWRMP. The
PCU has two staff: the IWRM Programme Coordinator and the IWRM modeller. Both positions are
funded through the LVB IWRMP budget for a period of three years. The IPC also works with other
professional and support staff of the LVBC Secretariat and liaises with other ongoing Programmes which
are carried out by LVBC.
The IPC works directly with and within the LVBC Secretariat, mainly through the PCU.

1.2

The Objective of LVB IWRMP

The overall objective of the LVB IWRMP is:
Regional economic integration is enhanced and a contribution to preservation of biodiversity
and to conflict prevention is provided through established regional water resource management
at the Lake Victoria Basin. (ToR 1.2 (5))
The specific programme objective of the LVB IWRMP is:
Water quality and availability is improved through strategic and sustainable management of the
Lake Victoria Basin. (TOR 1.2 (6))
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With this objective, the scope of the programme goes beyond the implementation of integrated water
resources investment projects. The perspective is to support regional integration through the implementation of Integrated Water Resource Management (IWRM). This calls for an innovative approach, and
the Programme must advocate the advantages of regional cooperation. The boundaries of water resources in the Lake Victoria Basin reach far beyond the neighbouring region, and likewise, the threats
of pollution know no boundaries: what happens in one state of the Lake Victoria Basin has a direct
impact on all the other states. For the implementation of a regional, transboundary IWRM programme
LVBC is the most suitable organisation.
The importance of this position as regional IWRM implementing agency was underlined in February
2020 by the Sectoral Council of Ministers for Environmental affairs of the EAC. The Sectoral Council
decided to develop a water strategy for the EAC on the basis of a Water Framework and it directed
LVBC to liaise closely with the EAC for achieving this.

1.3

Results of the Preparation Phase (2016)

The Preparation Phase was the first step in developing the LVB IWRMP and comprised three work
packages (WP):
· WP1:
Needs assessment of the LVBC in its role as IWRM Programme Executing Agency as
well as the elaboration of a Programme Operation Manual (POM). Under this Work Package the
Programme setup and structure was developed, as well as the proposal to establish a PCU for
the programme at LVBC.
· WP2:
Shortlisting of HPIs from the long list according to pre-defined selection criteria and
preparation of four respective Feasibility Studies (FS) in line with the KfW project appraisal guidelines.
· WP3:
Specification for a computer based IWRM-model for the LVB, consisting of modules to
simulate the hydrological and economic impact for water intervention scenarios, with preparation
of an IWRM data-base comprising of accessible information and studies.
This focus on organisation (WP1), concrete action (WP2) and central knowledge and information management (WP3) was key to strengthening the central position of the LVBC as IWRM Programme Executing Agency. Activities and technical tools of WP1 and WP3 have the largest impact on strengthening
the organisation and its decision making. The priority projects of WP2 have the largest impact on improving water quality.
The preparation phase was terminated in December 2016 with the ambition to continue the Programme
by mid-2017. Unfortunately, due to various circumstances it took 3 years to start the Programme. Since
then, many of the involved actors have changed, meaning that the concept, strategy and approach of
the Programme have to be presented and discussed intensively with all new stakeholders.
Nevertheless, many results of the Preparation Phase are still applicable today and can be built upon.
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1.4

Scope of Services

To achieve the Programme objectives, 53 tasks with underlying activities were defined in the ToR. These
tasks and activities were combined in four components as summarized below.

1. Supporting the IWRM programme management:
·

Capacity development and general support to the PCU

·

Tasks along the typical stages of the project management cycle, including the development of an Investment Plan and a Project Pipeline

·

Development and implementation of a project communication and visibility strategy

·

Management of the disposition fund

·

Establishing the Monitoring, Evaluation and Reporting system

2. Developing a strategy to strengthen LVBC as a regional institution for IWRM:
·

Familiarising with existing IWRM strategic documents in the LVB

·

Assessing existing IWRM documents, and presenting the results in an assessment report

·

Drafting the regional IWRM strategy in conformity with national and other related regional
and international strategies

·

Supporting LVBC in obtaining approval of the regional IWRM strategy

The above has been expanded with supporting the LVBC with the elaboration of a Water Framework
Directive.

3. Implementation of an IWRM data base and IWRM model focused at:
·

Preparatory work (analysis)

·

IWRM database development

·

IWRM model development

4. Other support services:
Management support is wide ranging and therefore, the approach needs to be flexible. During
the Inception Period, additional actions have been identified that are planned to be implemented
in the near future (during the first six months workplan). One of these actions is the organisation
of exchange visits with transboundary water basin management organisations in Africa and/or
in Europe.

As was indicated, the LVB IWRMP consists of two modules and for each module, there is a specific
consultant. It is essential to coordinate the activities under both modules, in order to emphasise that all
parties are working on one common Programme. As result, the development and coordination of the
reporting system will be part of this common approach.
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1.5

Structure of the Inception Report

In this Inception Report the IPC elaborates on the ToR and the Technical Proposal as well as provide
new and updated information that was obtained during the inception period.
Chapter 2 summarizes the activities during mobilisation and kick-off.
The main body of the Report describes the approach and the tasks of the IPC. Chapter 3 starts with risk
mitigation, the logical framework matrix and the general approach of the IPC.
The activities of the IPC under the tasks are described in the following chapters,
· Chapter 4 deals with the support to the IWRM Programme management,
· Chapter 5 deals with project cycle support and the development of a project pipeline. This chapter
also describes the activities related to the disposition fund,
· Chapter 6 is about communication and visibility
· Chapter 7 concentrates on monitoring and reporting proposing a Programme Monitoring Evaluation (PME) system
· Chapter 8 focuses on the strategy to strengthen LVBC as the regional institution for IWRM
· Chapter 9 describes the development of the LVB IWRMP data base and model
· Chapter 10 presents the activity and staffing planning. In detail for the next 6 months, in general
for the further Programme period until February 2023; and
· Chapter 11 reflects the Programme set-up as such covering institutional set-up, logistics, organisation etc.
The Annexures to this report provide additional background information and results of activities carried
out during the Inception phase.
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2

Initial Project Activities and Mobilisation

2.1

Overview

During the Inception Phase, the IPC developed and integrated its support to the LVB IWRMP, refining
its overall activities with the aim to assess the needs and upcoming interventions for the first half year
after the Inception Phase (April-September 2020).
This chapter describes the major activities performed by the consultant during the Inception Phase,
covering achievements and future targets. Activities are organized according to the key components
stipulated in the consultant’s technical proposal, work programme and in accordance with its ToR.
The commencement of consultancy services under Lot 1 “Programme Management, IWRM Data Management and Modelling, Strategic Project Pipeline Development” and its mobilisation of the consulting
team to Kisumu/Kenya was on 16 January 2020. The Inception Period lasted 8 weeks and marking its
completion with the submission of the Draft Inception Report on 9 March 2020.
During the Inception Phase the following key meetings were organized:
· Initial exchange meeting at the premises of KfW, in Frankfurt am Main/Germany, 12 December
2020.
· Internal kick-off meeting in Kisumu/Kenya, 24/25 January 2020.
· The Joint Regional Policy Steering Committee (JRPSC) Meeting for the programme, 11-14 February 2020 in Kisumu.
· Official Launch Event and official technical kick-off meeting in Kisumu/Kenya, 14/15 February
2020.

The results of the above meetings are summarized in Table 1.
Table 1: Overview of Meeting Results held during the Inception Stage

Meeting and
Date
Initial
exchange at
KfW Frankfurt
(12 Dec. 2019)

1

Relevant points for LVB IWRMP
The Programme is considered to become a long-term programmatic approach, extending beyond the current investment phase. In addition to the ToR a Programmatic Vision was communicated with the following three key elements:
· The Programme’s coordinated and systematic cross-border approach for the sustainable
development, allocation and monitoring of the water resources of the LVB has the potential
to contribute towards the promotion of a regional “Environmental Acquis” similarly to the
body of European law.
· Programme participants should help developing and harmonizing a transboundary legal
and regulatory IWRM framework which could be named EAC Lake Victoria Basin Water
Framework Directive1.
· The programmatic vision and thus the strategic significance of this Programme shall be
considered by the consultants when supporting LVBC in the management and further development of the Programme and shall equally be reflected throughout all Programme
communication.

The IPC will work on the development of a LVB Water Framework, which on the longer term could be utilized and scaled up by
the EAC to develop the EAC Water Framework Directive.
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Meeting and
Date
Internal kick
off meeting at
LVBC (24/25
Jan. 2020)

Relevant points for LVB IWRMP
·
·

·
9th Joint RPSC
and 2nd Ordinary meeting
of the RPSC
for LVB
IWRMP (11-14
Feb. 2020)

·

Programme
Launch event
(14 Feb. 2020)

·

·
·

·

·
Technical
Launch (15
Feb. 2020)

·
·

·
·
·

The LVB IWRMP is a cross-border programme with the main goal of forming a joint legal
water framework directive for the Lake Victoria Basin and all its riparian countries.
The goal of the LVB IWRM Programme is to setup an EAC LVB water framework that shall
become legally binding for all riparian countries. Attention towards this programme is
required both on diplomatic and political level as well as population level. Everybody shall
understand the importance of improving water quality of the LVB and the need of a joint
water directive.
The importance of benchmarking European’s Water Framework Directive (EU WFD) experience and combining it with the intended EAC LVB Water Framework Directive shall be
noted.
Two LVBC flagship projects have recently ended: Lake Victoria Environmental Management Programme (LVEMP) and Lake Victoria Water and Sanitation (LVWATSAN). The
LVB IWRMP should build further on the results of these two programmes.
The Regional Policy Steering Committee (RPSC) advised that a programme coordination
structure is needed at National Level in the Partner States, consisting of a National Technical Committee and a National Policy Steering Committee.
LVBC is expected to become an IWRM Centre of Excellence for the Region.
For the preparation of the Programme Launch the IPC worked closely with LVBC in preparing the agenda, venue and visibility for publicity, press releases, media coverage etc.
The overall expectation was expressed that the LVB IWRMP opens opportunities to further
intensify cooperation between the Partner States on managing their transboundary waters.
From the EU WFD parallels can be drawn between the approach for transboundary waters
in the EU and those in the EAC, and more specifically in the LVB. The challenges that the
LVB faces to date are to a certain extent comparable to those experienced in the EU in
the 1990’s.
Without blueprinting the EU WFD model to the LVB, several lessons can be learned, and
strategic directions explored for adaptation and application in the LVB.
The programme shall have a long-term horizon of 25-30 years
The cooperation among implementing agencies in the Partner States in support of the
programme needs to be intensified. Component 1 activities should be spearheaded by
institutions in charge of Water Resources Management in the respective Partner States.
In Tanzania for example this includes the LV Basin Water Board in Mwanza. Those
linkages should soon be established.
For the development of the LVB IWRM strategy, there is a need to learn from the EU WFD.
It should be noted that the EAC Heads of State Summit endorsed the preparation of the
EAC Water Policy and IWRM Strategy.
The development of the LVB IWRM strategy and ultimate Water Framework should be
aligned with the Community Policies under development.

Comments on the Inception Report are expected by the end of March 2020.
The inception workshop is scheduled to take place on 1-2 April 2020 in Mwanza, Tanzania. Comments
and direction obtained from the workshop will be processed and the final Inception Report will be submitted mid-April.

2.2

Initial Exchange in Frankfurt

In preparation of the official kick-off and conceptualisation for the Programme in Kisumu a fruitful initial
exchange between the IPC, Project Implementation Consultant (PIC) and KfW / Programme Assistance
Consultant (PAC) took place at the KfW headquarter in Frankfurt on 12 December 2019. This meeting
was convened on behalf of and much welcomed by LVBC as PEA. Unfortunately, participation of LVBC
itself was not possible, inter alia, due to the mobilization of the relevant personnel of the PCU yet to be
finalized (Annexe 1).
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2.3

Internal Kick-Off Meeting in Kisumu

The consultancy services of IPC and PIC started mid-January of 2020. After the official commencement
of services, an internal kick-off meeting took place on 24 and 25 January 2020, with attendees of
LVBC/PCU, KfW, IPC and PIC. The purpose of this meeting was, inter alia, to officially welcome the two
Consultants (IPC and PIC) and personally meet with client and financier for commencing the Programme
in Kisumu/Kenya. (Annex 1).

2.4

Regional Policy Steering Committee Meeting for LVB IWRMP

The RPSC is the Steering Committee for the LVB IWRMP where guidance and direction is provided on
the implementation of the programme. The RPSC meets on average twice per year. The current RPSC
was held from 11-14 January 2020 in Kisumu, right before the official Programme launch. The MoM of
the meeting is attached in Annex 1. The salient outcome of the meeting was that the LVB IWRMP should
build further on the results of the two programmes LVEMP and LVWATSAN, which were recently finalized. The RPSC also advised that a programme coordination structure is needed at National Level in
the Partner States consisting of a National Technical Committee and a National Policy Steering Committee. Finally, the expectation was stated that LVBC will become an IWRM Centre of Excellence for
the Region. The features of this were not specified yet, but will be defined as part of the capacity development process.

2.5

Official Launch Event and Technical Kick-Off Meeting in Kisumu

On 14 February 2020, LVBC in collaboration with EAC Secretariat and Partner States launched the LVB
IWRMP at the premises of Acacia Premier Hotel, Kisumu, in the Republic of Kenya. The launch was
organised as an integrated part of the 9th Joint Regional Policy Steering Committee meeting that was
organised by LVBC from 10 until 15 February 2020. It was attended by representatives of the Federal
Republic of Germany, KfW representatives, representatives of the European Union, Senior Officials
from EAC Partner States (Republic of Burundi, Republic of Kenya, United Republic of Tanzania, Republic of Rwanda, and Republic of Uganda), EAC staff, LVBC Executive Secretary, LVBC staff, as well
as the IPC and PIC. The agenda for the launch event is attached to this report in Annex 1.
The Technical Kick off meeting followed the day after the official launch, on Saturday 15 February 2020.
The purpose of the meeting was to introduce the two Consultants (IPC and PIC) to the representatives
of the Partner States, while presenting the approach and initial outcomes of the assessment from the
first weeks after commencement of services. The main content of this meeting was to present the general Programme structure to the participants for their acquaintance with the Programme; and presenting
the preliminary assessment of the four High Priority Investments.

2.6

Mobilisation

After deployment of the Programme Management Advisor (PMA), IWRM Advisor, Water Governance
Expert, Project Director and Junior International Expert, on 12 December 2020 the core team of experts
arrived in Kisumu on 16 January 2020. By the end of the Inception Phase, IPC deployed 5 staff members, as listed in Table 2.
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Table 2: Staff Deployment during Inception Phase

Expert

Position

Inputs

Cees Vulto

Programme Management Advisor

15.01.2020 – ongoing

Lisa Hecker / Markus Niecke

Junior Int. Expert

15.01.2020 – ongoing

Adrian Sannen

Water and Governance Expert

04.02.2020 – 19.02.2020
25.03.2020 – 08.04.2020

Bob Pengel

IWRM Advisor

Elda Sortino

Communication and Visibility Expert

06.02.2020 – 06.03.2020
30.03.2020 – 06.04.2020
04.02.2020 – 16.02.2020

The staff members are supported by the IPC backstopping team based in Frankfurt. In addition, the
PCU for the execution of the Programme at LVBC level, became fully operational during the Inception
Phase with the staff members as listed in Table 3.
Table 3: LVBC PCU staff mobilisation

Expert

Position

Inputs

Arsène Mukubwa

Programme Coordinator

15.01.2020 – ongoing

Benjamin Ssekamuli

IWRM Modeller

3.02.2020 – ongoing

The IPC was provided with basic office facilities at the LVBC secretariat in Kisumu. A local car was hired
with a driver for local transportation.

2.7

Other Activities Performed during the Inception Period

Apart from participation in the above meetings and contributing to their preparation, several other activities were carried out. The main activity is the preparation of the Draft Inception Report and the related
activity and manpower planning. This activity required intensive cooperation between the team members
as well as discussions with the PCU and other LVBC staff.
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Other activities included the following:
·

Participation in several meetings (internal LVBC, PCU and with KfW) including conference
calls

·

Documents received, collected and reviewed (Annex 2)

·

List of ongoing projects in the region with IWRMP relevance (Annex 11)

·

Stakeholder inventory and analysis (Annex 6)

·

Communication and Visibility (C&V) quick actions for the launch event chapter 6 and Annex 5)

·

Preparation of several speaking notes for Launch event and Technical Meeting speeches

·

Support for background paper (JRPSC 11-14 Feb. 2020)

·

Preparation of powerpoints for the technical meeting (15 Feb 2020)

·

First withdrawal application for the Disposition Fund

·

Draft Implementation Agreements with the 4 NPEAs for the 4 High priority investments (HPI).
These come prior to the formulation of project Financing Agreements (PFA).

·

Report templates including cover pages in line with the visibility of each partner (Annex 7)

·

Email server, SharePoint and email addresses

·

Agenda and preparation of Inception Workshop (Annex 12).
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3

Concept and Approach of the IPC

The approach of the IPC takes as a starting point the requirements as formulated in the ToR, the corresponding Logical Framework Matrix, the perceived risks and their proposed mitigation, the institutional
setting and the requirements from key stakeholders.

3.1

Logical Framework Matrix

The Logical Framework Matrix for the two Modules is summarized in Table 4.
Table 4: Logical Framework

Specific
programme
objective

Objective of
Module 1
(IPC)

Water quality and
availability is improved through
strategic and sustainable management of the Lake
Victoria Basin

Programme Indicator: Reduction of BOD (Biochemical Oxygen Demand) inflow to Lake Victoria Basin of 8 tons per day

Long-term strategic and regional
water resource
management
function of the
LVBC Secretariat
is strengthened

Indicator 1: Strategy
for strengthening
LVBC as regional institution for implementation of a regional integrated water resource
management (in accordance with international standards) is established by IPC and
approved by LVBC

Outputs
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Indicator 3: Regional investment
plan is approved,
implemented and
monitored by
LVBC.

IWRM Database and
Model is in in place,
training conducted and
modelling documented

Investment programme is developed, assessment
criteria agreed
among partner
countries, monitoring system defined

Indicator 4: BOD inflow is reduced at the
location of each sub
project

Indicator 5: Access to
sanitation is improved
for XX additional people
in the Lake Victoria Basin

Indicator 6: XX
beneficiaries have
been reached
through awareness campaigns
and change in behaviour can be
documented.

Wastewater and Solid
Waste infrastructure is
constructed and operated

Beneficiaries are connected to the network

Hygiene and Sensitization Awareness Campaigns
have been conducted

Regional IWRM Strategy in place and approval process conducted

Outputs

Objective of
Module 2
(PIC)

Indicator 2: A database
and IWRM Model is operational and is regularly used for prioritization of regional investments.

Effluents into the
Lake Victoria are
reduced through
targeted infrastructure investments in liquid
and solid waste
management and
beneficiaries are
sensitized.
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3.2

Risk Management

A number of risks anticipated for the project are mentioned in the ToR and log frame, as well as updated
in the Technical Proposal. The list of risks is updated in this Inception Report and presented in Table 5
below. A regular update will be included in each subsequent semi-annual plan.
Table 5: Potential Risks and its Effects on the Programme

#

Risk

Effect

Prevention & mitigation measures

1

PCU staff will only remain in
LVBC as long as KfW pays the
salaries

The results of LVB
IWRMP will not be sustained.

LVBC has committed itself to continuing the
salary payment for the PCU staff under the
Programme.

2

Potential lack of staff continuity and lengthy intervals between the end of service for
one staff and the appointment
/start of work for the next one
affects
the
institutional
memory of LVBC
Projects/programmes implemented by LVBC remain too
much ‘stand-alone’ activities
and data and findings are not
sufficiently consolidated.

Loss of time and resources because of the
need to ‘reinvent the
wheel’.

Start the recruiting procedure for replacement of staff earlier, in order to enable an
overlap between the departure of one staff
and the start for the successor.

Lessons learnt will not add
to improved functioning of
LVBC

4

A regional LVB IWRM strategy
is not adopted because of diverging interests from one or
more Partner States

Lack of strategic direction
and appearance of the
programme

5

Insufficient ownership of project proponents for investment
proposals

6

Slow procurement of construction services by Partner
States Institutions

Consultant and donor
driven process, weak cooperation in data collection and taking responsibility for project preparation
Delay of project implementation

LVB IWRM must contribute to a comprehensive, LVBC-wide monitoring and data collection system, resulting in an IWRM library
(digital and physical) accessible to the complete organisation. This will contribute to the
development of LVBC as a Centre of Excellence for IWRM in the region
Applying a bottom up strategy development
process with strategy dialogues. Strategy
consolidation on the basis of broad consensus. Unresolved issues will be parked to
avoid blocking the strategy development
process.
Selection of projects with high urgency,
readiness and proven commitment. Development of projects from early stage in close
cooperation with problem owners. Support
to project proponents in project development.
Support measures for strengthening procurement and contract management capacities

7

Insufficient water quality data
are collected, provided or
shared by the institutions in
the Partner States

Insufficient data for model
calibration. The IWRM
model could not be made.

8

Competent staff and instruments for water quality data
collection might not be available at the service provider who
are operating the new infrastructure.

No systematic impact
measurement possible

3

Final Inception Report

There exist institutions and professionals in
the Partner States for data collection. The
Programme must contribute to the developing a network for data sharing, building a
Community of Practice. Capacity development support. Use will be made of satellite/remote sensing and globally available
data.
Including instruments and staff training in
the procurement of the services
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#

Risk

Effect

Prevention & mitigation measures

10

National Budget is not sufficient or not available for counterpart contributions to the investments

Implementation of the investments will be affected

National contribution for an investment will
be a condition for selecting the project.

11

National budget is not sufficient or available for regular
data collection for the IWRM
Model Database.

Data collection, data management and model use
are unsustainable

Support the institutions in the partner states
in lobbying for financial support. The data
collection methods and procedures will be
optimally cost effective.

12

Target population is not connecting to the new sewer systems and/or are not paying for
the services

The investment is not sustainable

Intensive promotion. Adequate design of the
system. Subsidy scheme for sewer system
connections of poor households.

13

IWRM activities of other development partners are not coordinated with the PCU

Intensive coordination, negotiation and promotion through LVBC, supported by the IPC

14

Long duration of the project
cycle,

The LVB IWRMP will remain a stand-alone programme financed from
KfW and EU
Stakeholders may lose
their interest.

3.3

Open the possibility to identify and select
smaller projects for which the project cycle is
shorter, e.g. with local NGOs.

Institutional Setting

As mentioned before, LVBC has established a Programme Coordination Unit with two fulltime staff for
an initial period of 3 years. LVBC has made the commitment to continue funding these positions for the
duration of the Programme. The PCU is not standalone organisation within LVBC; other staff such as
the Communication and Awareness Officer, Water Resources Management Officer, Procurement, Internal Audit, IT, Legal and Administrative services are available to work with the PCU.
Given the regional approach of the Programme, the following IWRM institutions in the Partner States
have been tentatively identified as Programme Partners:
1)

Tanzania: Lake Victoria Basin Water Board in Mwanza, an Authority under the Department
of Water Resources in the Tanzanian Ministry of Water.

2)

Kenya: Water Resources Authority (WRA), a state corporation under the Ministry of Water,
Sanitation and Irrigation. The two relevant regional offices are Lake Victoria North (in Kakamega) and LV South (in Kisumu) Basin Areas.

3)

Uganda: Directorate of Water Resources Management (DWRM). The Victoria Water Management Zone is the relevant for the LVB IWRMP.

4)

Rwanda: Rwanda Water and Forestry Authority.

5)

Burundi: Ministry of Water, Environment, Land Use Planning and Urbanism

Additionally, there are currently 4 National Project Executing Agencies (NPEA) who will be responsible
for the implementation of the HPIs other than the above mentioned IWRM Programme Partners. More
NPEAs will be identified in the process of developing the project pipeline.
With each NPEA a Preliminary Implementation Agreement will be signed on short notice. As soon as
the investment has been approved a Project Financing Agreement (PFA) will be concluded.
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Chapter 11 provides a more detailed description of the Programme organisation and the contractual
relations.

3.4

Approach of the IPC

The approach of the IPC is determined by the key capacity and institutional development requirements
of the LVBC and its partners in establishing and managing the LVB IWRMP.
In the long term, LVBC must develop its capacities to coordinate and oversee an LVB IWRM Water
Framework. This requires the following capacities:
·

To apply IWRM principles in a regional transboundary context,

·

To take on leadership in resolving controversial issues,

·

To initiate, control and monitor programme components each with their specific objectives and
activities; and

·

To optimize synergies with ongoing and new Programmes from LVBC and other institutions
and Development Partners.

Besides the capacities of its standing organization, LVBC needs to establish new mechanisms, institutional relations, approaches, procedures and functions including but not limited to:
1) Programme Coordination and Management, including performance monitoring and reporting
system.
2) A network of Programme Partners in the LVB Partner States with implementation arrangements,
covenants and agreements concluded.
3) A Programme Strategy, including stakeholder engagement and communication strategy.
4) LVBC Knowledge and Data Centre, including established relationships with regional and international research institutions.
5) Strategic Infrastructure Investment Plan and projects pipeline.
6) Funding and Financing strategy.
7) Procedures and Guidelines for Programme implementation.
The above is translated into an approach with 4 work packages for the 3-year project period, as shown
in Figure 1.
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Figure 1: The four IPC Work Packages
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The approach and workflow for the project is visualized in Figure 2.
After the programme kick off and Inception phase, which are timewise mostly overlapping, the implementation phase of the assignment and its activities start from April 2020, after the Inception Workshop;
the 4 work packages will be implemented in parallel. Implementation activities will run until November
2022, divided into six 6-month periods. Every 6 months, a progress report will be prepared including a
detailed work plan and human resources plan for the upcoming 6 months. The first 6-month period runs
from April to September 2020.
The project completion, evaluation, handover and follow up planning are scheduled for the period of
December 2022 to February 2023.
The challenge in the approach of the IPC is to balance the high level of ambition (establishing an EAC
LVB Water Framework) with available resources, stakeholder perceptions and expectations, systems
and procedures. It is proposed to maintain the high ambitions for the long-term, whereas on the shortterm, measurable success and performance shall be demonstrated. In order to achieve both long- and
short-term goals, the complexity of the programme and the related processes will be monitored and
followed up closely to keep activities well under control.

Figure 2: IPC Activity Workflow and Phasing

The long duration of the project cycle is of concern to the IPC, especially for investments in wastewater
collection and treatment. From identification to operation, it is likely to take 5 years or more, with the risk
of losing interest from governments and the public alike.
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Interestingly, a few media outlets interpreted the message conveyed at the Programme Launch event
(14 Feb. 2020) as a Lake Clean Up initiative. For example, they referred to the challenge of water
hyacinth growth, a visible and truly experienced annoyance for fisheries, shipping and tourists. This
enforces the need for channelling part of the investments under the programme to highly visible
activities. Showing the immediate effect is considered crucial for developing and maintaining programme
support. This aspect will be duly considered in further investment planning and project pipeline
development.
The approach of the IPC will be participative: the consultants work in close cooperation with the Client’s
staff, as in-house consultants for LVBC. This cooperation will be most specific with the PCU: all activities
by IPC staff will be in close coordination with PCU staff and other staff of LVBC. For each cluster of
activities as identified under the scope of work, specific working teams will be set-up, consisting of at
least one IPC consultant, one staff of PCU and concerned staff of LVBC. LVBC staff may include the
IWRM Officer, the Communication & Development Awareness Officer, the M&E Officer, the Environment
and Natural Resources Officer, or any other relevant staff of LVBC.
This would ensure that the activities are complying with the priorities of LVBC whilst internalising the
agreed approach and solutions. A learning environment will thus be created.
With participation of working groups consisting of permanent staff of LVBC, the sense of ownership in
the Programme will be strengthened. Multiple studies have shown, with greater ownership and
involvement of stakeholders such as LVBC, it is much more likely that Programme activities continue
after project completion.
Furthermore, implementation of activities will take place in the Partner States as much as possible. This
is necessary to develop the support base for the Programme throughout the Lake Victoria Basin.

3.5

Long-term Perspective of the Programme

The development of an IWRM Programme for the entire LVB and the establishment of an LVB Water
Framework require a long-term horizon of 20-25 years. An indicative overall phasing of the process is
provided below, based on 5-years programme cycles.
Table 6: Indicative Phasing of the Long-term LVB IWRMP

Phase

Timeframe

Title

0

2015 - 2020

Programme preparation

1

2020 – 2023
(with extension: 2025)

Programme establishment and
take-off

Important milestones
·
·
·
·
·
·
·
·
·
·
·

2

2025 - 2030
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Programme Acceleration and Expansion

·
·
·

Initial cooperation agreement and programme scope
4 HPIs selected and 4 FS prepared
IWRM needs assessment and draft Operational Manual
IWRM Model and database specifications
Financing Agreement
PCU established at LVBC
PFAs concluded and 4 HPIs implemented
Investment Plan and projects pipeline, new HPIs and FS prepared
LVB IWRM strategy and Water Framework established
Database and Model operational
Programme partners capacitated
LVB Water Framework operational with LVBC as managing
institution
More investments prepared and funding attracted
Pollution point source contaminations prioritized
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Phase

Timeframe

3

2030 - 2035

4

2035 - 2040

Title

Programme Full
Scale implementation
Programme integration and consolidation

Important milestones
·

River Basin Management Plans (RBMP) under preparation

·

Sanitation coverage rising, pollution load decreasing, water
pricing and cost recovery mechanisms agreed

·

Programme components integrated and consolidated in sectoral policies and institutions

The current IPC contract falls under Phase 1 and covers the period 2020-2023. To fulfil the 5-years
programme cycle concept an extension of Phase 1 may be considered up to 2025. During this 5-year
period the LVB IWRMP must have been firmly established, have a clear profile with stakeholders,
governments and investors within and beyond the EAC, and should be able to demonstrate performance
and success.

3.6

Cooperation between PCU, IPC and PIC

The Lake Victoria Basin Integrated Water Resources Management Programme has two modules:
·

Module 1 is for the strengthening of the long-term strategic, regional water resources management function of the LVBC Secretariat;

·

Module 2 is to reduce effluents into Lake Victoria through the implementation of High Priority
Infrastructure Investments.

JV Sweco GmbH is the IWRM Programme Consultant (IPC) responsible for Module 1, the JV CES/Akut
is the Programme Implementation Consultant (PIC) for Module 2.

Figure 3: Cooperation between PCU, IPC and PIC
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There are areas where the activities from IPC and PIC overlap. Moreover, both modules have the same
overall objective. It is therefore important to show that the two modules are different sides of the same
overall Programme. There are four topics on which the activities must be specifically coordinated:
·

Project Funding Agreements (PFAs)

·

Procurement

·

Communication and Visibility

·

Reporting and monitoring.

Project Funding Agreements
Project Funding Agreements (PFAs) provide the guidelines and regulations for the transfer of the funds
from the LVBC to the National Project Executing Agencies (NPEA). IPC will assist in drafting, preparing
and implementing the PFAs. First a generic model for a PFA will be prepared. This generic model will
be tailored for the NPEA of the specific HPI. PIC will provide the updated information on these HPIs,
including the details of the specific NPEA. The NPEA being the institution in the Partner State that has
the authority to enter into contracts for the implementation process of the HPI.
Procurement
Once the feasibility study is completed and approved by all stakeholders, the procurement process
starts. The tasks and responsibilities for this process will be detailed in the PFA. PIC will prepare the
required tender documents, IPC will support in overseeing the procurement and tendering process, in
accordance with the guidelines of KfW.
Communication and Visibility
The IPC will prepare a Communication and Visibility Plan (see Chapter 6). This plan conforms to the
relevant guidelines for visibility of the European Union. Once the HPIs come in implementation, PIC
must adhere strictly to these guidelines in every project.
PIC will carry out sensitization campaigns through household hygiene promotion activities related to the
HPIs. These activities shall be in line with the guidelines and strategy as described in the Communication
and Visibility Plan.
Monitoring, Evaluation and Reporting
IPC develops a monitoring and reporting system for the activities under LVB IWRMP (see Chapter 7).
PIC will provide to IPC the information that should be included in thus system, IPC will prepare the
resulting reports, in accordance with the system. Information exchange between IPC (PCU) and PIC is
ensured through bi-weekly conference calls.
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4

Supporting the IWRM Programme Management

This chapter describes the activities for establishing the basic functions and routines of the PCU as well
as other units of LVBC in managing the IWRMP and in supporting decision making. The ToR listed 5
tasks under this component, including capacity building, reporting, Programme Operational Manual and
support for RPSC (Regional Policy Steering Committee) Meetings. Under this heading we also consider
the management of the Disposition Fund, which is listed in the TOR under Task 29, and the support of
activities which for the moment cannot yet be foreseen.
Project Cycle Support, the establishment of a Monitoring, Evaluation and Reporting system, and supporting Communication and Visibility are likewise important elements of Programme Management support; those are dealt with in separate chapters.

4.1

Support to PCU and Capacity Building

PCU Capacity Building (T1)

Capacity Building is often associated with training of staff, but in this programme, it has many more aspects and levels. In fact, most of the work of
the IPC is a form of capacity building. The two staff of the PCU are top professionals in their field and are not so much in need of individual training,
but they need support for establishing the systems, instruments, procedures, strategies and networks to be able to manage the LVB IWRMP.
The IPC will provide support in building up the PCU function and will design,
coordinate and establish required operational processes in close coordination. The operational processes and procedures include among others the
following:
·

Programme planning, designating tasks and responsibilities, facilities,
budget, reporting lines etc.

·

Integration and anchoring the PCU in the LVBC structure and enabling
it to draw on available resources from LVBC (legal, procurement, communication, administration, IT, financial support services and others).

·

Relationship building with Basin /WR Authorities in the Partner States
and with the EAC

·

Relationship building and developing synergies with other ongoing programmes under LVBC

·

RPSC agenda setting, information sharing and decision making

Ideally the PCU should be able to run the LVB IWRMP independently from
2023 onwards.

Establish Video
Conference Facility
(T2)
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The conference facilities at LVBC has been purchased and installed.
(https://www.lvbcom.org/News/Video-Conference) Further digital platforms
for communication will be assessed and explored throughout the project to
facilitate communication among the different actor, e.g. potentially, as part
of the M&E, and Reporting software.
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Reporting of Meetings and Workshops
(T3)

Revision of Programme Operational
Manual (T4)

The EAC/ LVBC procedures require that all meetings and workshops are
documented and signed. The Consultant will support the preparation of all
reports of meetings and workshops and the PCU staff will support the
consultant to ensure signing of the minutes and proceedings by
representatives of Partner States for record purposes and for further policy
guidance by the RPSC and LVB Sectoral Council of Ministers (SECOM).
The first (2016) version of the Programme Operational Manual (POM) was
developed by SWECO consultants during the programme preparation
phase in 2016 and discussed extensively with KfW, LVBC management and
during several workshops with representatives from the Partner States. In
2018 a change of responsibilities has been agreed upon between KfW and
LVBC concerning the procurement of construction services. This has shifted
from LVBC to the Partner States, more specifically the National Project Executing Agencies (NPEA).
The agreed responsibility of the NPEA for the procurement of construction
services shall be reflected in updated stipulations of the Manual. The revised
manual shall be presented to the stakeholders for their inputs and later presented to the Sectoral Council of Ministers for approval.
Part of this activity is also the preparation of a detailed project Selection
Guideline, which was previously mentioned in the first version of the POM.
This activity relates to Task 12 (see below).

Preparation of RPSC
Meetings (T5)

4.2

The IPC will prepare the bi-annual RPSC meetings concerning relevant
IWRM topics on the agenda. The terms for this will be developed, distinguishing between issues for RPSC decision-making, and those for reporting
purpose. If required, the Programme Operational Manual will be modified
accordingly. The first RPSC meeting was held during the Inception Phase,
11-14 Feb. 2020 and was duly supported by the PCU with support from the
IPC. The background Paper for the meeting was prepared, as well as the
meeting report.

Management of the Disposition Fund

Support for the management of the Disposition Fund by the PCU is referred to in the TOR as Task 29.
The disposition fund allows for flexible financing for the procurement of:
·

Hard and software

·

Communication activities

·

Small supplementary studies

·

Financing of workshops

·

Any other suitable item for improvement of IWRM in the LVB

Procurement under the disposition fund (DF) may require the no-objection of KfW and KfW procurement
guidelines apply.
The disposition fund is not a separate part of the budget for LVB IWRMP, it is merely an efficient modality
for expenditure. In LVBC, the disposition fund is managed by the PCU.
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In September 2019 an initial disbursement was made by KfW to the disposition fund. At that time, the
PCU was not yet operational. The amount was € 79.430,25. Reportedly, most of these funds have been
spent. However, the accounting department in LVBC has not yet provided a complete overview of all
expenditure.
To prepare an application for a subsequent disbursement request, a detailed overview of the use of
funds from the first disbursement is essential.
In addition to the overview of the use of funds, a budget was prepared for the next period of four months.
The IPC assisted the PCU in the preparation of this budget. For this first ‘subsequent disbursement
request’ the draft of the budget was sent to KfW Headquarters in Frankfurt, to ensure that the proposed
expenditure is allowed under the disposition fund. Future withdrawal applications must be based on
approved annual workplans for the PCU. These workplans will be aligned with the workplans of the IPC.
The IPC will support the PCU in the setting-up of a routine reporting system on expenditure from the
Accounting Department. This reporting system must provide the information on expenditure in accordance with the requirements of KfW. IPC will also advise PCU on the need to obtain a no-objection from
KfW for specific expenditure.
The IPC shall assist LVBC with all steps to manage the disposition fund. This includes, apart from
developing the workplan on which the budgets for the withdrawal applications are based:
·

Financial planning and monitoring of actual expenditure;

·

Procurement;

·

Contracting (if relevant);

·

Approval and payment procedures;

·

Quality control.

4.3

Supporting unforeseen activities

IPC is to support the LVB IWRMP in all tasks as outlined above. In addition, it is to be expected that
occasional need may arise for support on issues that were not specifically mentioned in the ToR.

From the role of IPC as in-house consultant for LVB IWRMP it follows that such support will be given.
By nature, it is not possible to prepare a planning for unforeseen activities. However, an indication of
the nature of the activities might include:
·

Support in dealing with the rules and regulations of KfW for obtaining no-objections

·

Support in obtaining quotations for goods and services, or for the tendering process for goods
and services

·

Support for the organisation of:
o

Exchange visits;

o

Visits to secure stakeholder participation;

o

Other external activities to promote LVB IWRMP.

·

Liaise between LVB IWRMP and KfW and the EU whenever needed

·

Taking initiatives for donor coordination.

Whenever substantial activities arise which were not foreseen in the ToR, IPC will report on these
activities immediately and pro-actively to KfW.
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5

Project Cycle Support and Development of a Project Pipeline

5.1

Approach

The project cycle model is based on the POM (2016) and depicted in Figure 4.

The IWRM project cycle consists of 7 main steps. Under
step 1, project ideas are identified on the basis of urgent
needs and criteria which are part of the LVB IWRM
strategy. Ideally, the strategy will include a longlist of
projects, either at national or regional level. Selection
criteria, such as readiness or no-regret, will guide the
projects to a shortlist.
The project cycle steps are elaborated in the subsequent sections, under the description of Tasks 6-25.
The execution of Feasibility Studies is an important aspect of step 2: project preparation. Our approach for the
Feasibility Studies is elaborated under Task 11.
Project implementation goes through the steps: procurement (4), implementation (5) and disbursements
(6). In between phases, go/no go decisions may be
taken, and not all projects may be finalized if unexpected problems appear, or when conditions are
changing. The successful projects enter the operational
stage after a decision is made towards acceptance and
transfer for Operation & Maintenance to the operating
entity (NPEA).
Figure 4: The LVB IWRMP Project Cycle

Figure 5 shows the main deliverables of the IPC for Project Cycle Support and Project Pipeline Development in relation to the 7 steps of the project cycle. Project cycle support is covered in the TOR under
the Tasks 6 to 14. These Tasks appear to refer to new projects. However, there are already 4 high
priority investments prepared in 2016, which are still in step 2 of the project cycle. The further development of those 4 HPIs is the responsibility of the Project Implementation Consultant (PIC). Those activities start from step 2 of the project cycle: review and updating of the 4 FS, steps 3, 4 and 5: selection,
procurement and execution, as well as steps 6 and 7: disbursement and operations.
For all those activities performed by the PIC, the IPC will support the PCU in supervising and controlling
the process. In the IPC activity planning, the support for two project cycles are included: one for the
2016 HPI’s and one for the newly identified projects.
Hereafter, the project cycle support activities and results are described in more detail.
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Figure 5: Deliverables in relation to Project Cycle Support

One of the main objectives in the project is the development of an investment projects pipeline. In Figure
6 the pipeline development process is visualized.

Figure 6: Project Pipeline Development
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Project ideas are expected initially to come from existing project pipelines, from existing policies, River
Basin Management Plans, IWRM strategies or master plans, rehabilitation or reconstruction of existing
infrastructure, missing links in ongoing programmes etc. At a later stage in the Programme, the formulation of investment projects and other measures will be supported by the IWRM model as soon as this
is functional.
Project ideas will be assessed in a “strategy filter” where the eligibility of the project ideas will be verified.
Project ideas not meeting the requirements can be either rejected or reformulated to meet the criteria.
The project ideas will proceed to the pipeline. For most promising or ready projects, a feasibility study
and risk screening will be performed. The information should be sufficient to make a well-founded investment decision. Those projects passing the screening will enter the active project pipeline, meaning
that they will be prepared for implementation.
In the ToR and proposal Tasks 4 to 9 were considered for the project identification process. Hereafter
we have extended the process to Tasks 4 to 10 and the names of the tasks have been slightly modified.

5.2

Project Stage 1: Project Identification

Strategic Regional priority investment plan
(Task 6)

The identification and prioritization of projects shall be done on the basis of
an IWRM strategy, that will set objectives and propose measures for improving the water quality of the LVB. The LVB IWRM strategy will take time to be
fully developed and approved, however an early consensus could be obtained on the strategic objectives and directions. .Also, other (qualitative) indicators, and extensive stakeholder consultation and needs assessments will
contribute to the identification of investments. Burning issues and pressing
needs may need be addressed first, as well as projects with potentially high
impact and visibility. In the revised POM the set of eligibility and selection
criteria that were used to select the four HPIs of 2026 will be reviewed and –
if necessary – updated. These revised criteria will be used for the identification and prioritisation process as long as the IWRM strategy is still under development.
As part of capacity building the relevant Partner States institutions will be
supported in identifying priority investments by themselves. It is highly recommended to include also small investment projects which have timewise a
much shorter project cycle duration and which could support significantly the
visibility of the programme.
IWRM relevant investments in the LVB are made by national and local governments, the private sector, NGO’s and by multiple Development Partners.
This is not only limited to infrastructure development, but may also extend to
capacity development, cleaner production initiatives, support for planning and
policy, community initiatives, generating local finance etc.
The IPC will support LVBC with the identification of additional new projects.
An initial project pipeline was established in 2016, which will be further developed into a Regional Priority Investment Plan. Other Development Partners
can also participate to finance these projects.
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Analytical results from the improved IWRM data base and results from IWRM
modelling will be used for the identification of priority projects as soon as possible. A regional investment plan requires a continuous update of all planned,
ongoing and completed projects, on the basis of which specific investment
opportunities can be carved out, with expected maximum impact and synergies.

Organization and preparation of the project
identification and selection process
(Task 7)

Before the publicity and information campaign on identification of new projects can be launched, the organization and documentation for this process
should be put in place. The communication messages should be concise and
clear. The project appraisal criteria should be unambiguous. Application
forms and supporting documentation need to be prepared, including Frequently Asked Questions (FAQ), procedures and guidelines, web-based information etc. A project selection committee may have to be established under the PCU at LVBC.

Supporting the call for
(pre-) proposals,
promotion visits
(Task 8)

For the purpose of the development of the project pipeline, LVBC will be supported in the call for new project ideas. A simple call for projects will most
probably not deliver the expected results. LVBC will be supported in becoming an active promoter and supporter in developing sound IWRM project interventions jointly with Partner States. Suitable communication processes for
that purpose will be established. Stakeholders will be engaged, and partnerships will be encouraged.
The IPC will review in each of the Partner States the ongoing and planned
projects, initiatives and strategies aimed in part or fully to improve the water
quality in the LVB. Issues, bottlenecks and potential solutions will be identified
in local workshops, and a focused strategic framework will be developed. This
framework will also constitute an important bottom up input to the IWRM strategy development process. Resulting project ideas will be screened and developed for eligibility, if necessary, supported by additional analysis or survey.
Several projects have already been planned or are ongoing for domestic
wastewater collection and treatment in the main population centres around
the lake. Not all projects deliver the expected results due to multiple issues
and bottlenecks. Additional interventions may need to be explored in solid
waste management, industrial and mining discharge, and in the major river
basins. This could also include an approach for harvesting and processing
water hyacinths.
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Screening of project
ideas, sizing and
packaging of investment proposals,
priority setting
(Task 9)

The IPC will support the PCU in screening project ideas for eligibility and
suitability for further development and maturity. A simple decision support
system will be developed, during the time when the IWRM model cannot yet
be used for that purpose. Screening results shall be communicated with the
project proponents in a transparent way. If needed, the PCU will be supported
during site visits, to prepare reports about the suitability of the potential
project and its inclusion in the project pipeline, its priority setting and potential
financing.
The IPC principle is to think big but start small. Small but successful
interventions have the potential to be disseminated and scaled up or
replicated. Most probably such projects already exist. Replication and
upscaling mechanisms may be supported and promoted through LBVC as a
regional institution. The IPC shall actively research such options and
opportunities. Most probably the selection criteria from the first phase will
serve as a basis for decision-making processes until the IWRM model is set
up.
As stated above, additional communication paths will be developed in order
to inform potential project proponents about funding potentials through LVB
IWRMP. The IPC will undertake project finding and promotion missions to hot
spots of the Lake Victoria Basin, which are already known to LVBC. Partial
financing or dividing larger projects into sub projects could be possible,
particularly when suggested projects are within the scope of the larger
planning framework (e.g. master plans). During project finding and promotion
missions, the IPC shall advise possible project proponents in the sizing and
packaging of investment proposals in order to make them suitable to be
funded under LVB IWRMP.
Joint fact finding is essential, followed by consultative project formulation and
mobilization of stakeholder support.

Support to project proponents in project
preparation. Project
pipeline proposal
(Task 10)

Any project proposal that appears suitable for LVB IWRMP may need further
data, information and scoping in order to include it in the project pipeline. The
IPC shall support the project proponents (future NPEA) by collating and analysing such information and summarising it in special reports.
As a result of the process, a project pipeline proposal shall be prepared for
consultation and review by LVBC and the Partner States

Tasks 6 to 10 above result in a strategic investment plan, a project pipeline proposal, as well as the
organization at LVBC to manage the project identification and selection process.
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5.3

Project Stage 2: Project Preparation

Optional Preparation
of 4 Feasibility Studies
(Task 11)

Based on the prepared project pipeline, the IPC supports the PCU in selecting up to 4 promising projects, which can be the subject of further studies.
The IPC shall optionally prepare up to 4 feasibility studies, for a funding decision by the project partners. These services shall be only performed, when
projects appear suitable for financing under LVB IWRMP and when approved
by LVBC and KfW. This will be decided after initial approval of the revised
project pipeline, at the start of the 2nd project year.
These services are considered optional in the consulting contract. The technical approach for the execution of the FS in Annex 4.

5.4

Project Stage 3: Project Selection

Refining Assessment
Procedure (Task 12)

The IPC will assist the PCU in the assessment of the investment proposals
based on submitted feasibility studies. The assessment procedure outlined
in the Programme Operational Manual shall be refined. The assessment criteria shall allow other potential donors to contribute to the Programme. Assessment criteria shall encourage Partner States of the EAC to make relevant
investments and showcase projects on their territory to improve water quality
and water resources management in the Lake Victoria Basin.
In Table 7 the assessment criteria from the POM (2016) are shown. Those
have been applied in 2016 by the SWECO team to 4 HPI’s with good results.
These criteria can be adapted during the course of the project.
Table 7: Eligibility Criteria (Programme Operational Manual, 2016)
Criteria

Prepare Decision Making (Task 13)
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1

Cost effectiveness

2

Impact

3

Financial
sustainability &
affordability

4

Environmental &
social sustainability

5

Capacity of the
implementing
institutions

Description
·
The project delivers value for money, i.e. the balance of
proposed investments, costs vs the targeted outcomes and
benefits is demonstrated by a positive business case
·
The project yields positive (quantifiable) benefits, impacts
and effects (local and regional level) on the relevant social,
economic, environmental and institutional indicators.
·
The project can be financially sustained by the users and
owners (coverage of O&M costs)
·
·
·
·
·
·

The design is climate change resilient
The project contributes to ecosystem stability
The project contributes to gender equality
The project invests in capacity building and empowerment
at community level
The proponent has the organizational and financial
capability to deliver the project and its outputs
The proponents organization has the potential for
replication and upscaling of the project

Weight
1-5 scale

1-5 scale

1-5 scale

1-5 scale

1-5 scale

Assessment results will be presented to the RPSC, SECOM and KfW for decision making. The IPC will support the PCU in preparing the necessary documentation.
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5.5

Project Stage 4: Procurement

Procurement support
for consulting services – procurement
plan (Task 14)

The IPC will assist the PCU in the procurement of consulting services such
as for detailed design and construction supervision. KfW procurement guidelines shall be used. For all procurements a procurement plan shall be developed. All steps in the procurement including evaluation of proposals, award
decision and contracting will be supported by the IPC. The IPC will also provide support in obtaining the required no objection from KfW for prequalification documents, evaluation reports, tendering documents, tender evaluation
and consulting contracts.

Supervision of procurement (Task 15)

The Partner States will be responsible for the procurement of construction
services. The IPC shall support the PCU in overseeing the Project Implementation Consultant, who will be assisting the Partner States in the procurement
of works, the preparation of detailed designs and tender documents.

Promotion of sustainable procurement (Task
16)

For any procurement under LVB IWRMP, sustainable procurement shall be applied. The toolbox for
sustainable procurement shall be used. Sustainability elements are also part of the project selection criteria.

Procurement shall also comply with the rules and
regulations in the respective Partner States. Additionally, sustainability criteria will be included in the
award criteria.
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5.6

Project Stage 5: Execution

PFAs between LVBC
and NPEAs (Task 17)

In order to authorise the funding and implementation of individual investment
projects in the EAC Partner States, the IPC will assist the PCU with the preparation of Project and Funding Agreements between LVBC and the NPEAs.
A draft model Project and Funding Agreement, which is replacing the Project
and Agency Contract from the Programme Operational Manual, will be developed and shall be further refined by the Consultant.
An initial agreement between Partner States is requested to conclude the
preliminary implementation instruments between LVBC and respective National PEA /Partner States. During the 9th RPSC Meeting in Kisumu it was
agreed that this agreement is going to be developed and completed in close
consultation with the IPC until 15th March 2020.
Tailored Project and Funding Agreements clarify the physical scope of the
project, the roles and responsibilities of the different stakeholders, the financing schedule including the own contribution of the NPEA and the implementation modalities. The model Project and Funding Agreement will be adapted
for each single investment project. The IPC will also assist the PCU with the
required negotiations with the NPEAs, and with obtaining the required noobjection of KfW for all Project and Funding Agreements.

Implementation of
PFAs (Task 18)

After signing the Project and Funding Agreement, the IPC will assist the PCU
with all tasks that are the duty of the PCU according to the Project and Funding Agreement and further specified in the Project Operational Manual.

Contract implementation support (Task 19)

Generally, the IPC assists the PCU with the implementation of all contracts
signed by LVBC in the context of the LVB IWRMP.

Evaluation and Monitoring Framework:
Monitoring system,
E2E Reports, Project
Logframes (Task 20)

The IPC will develop a suitable monitoring system. Information from the monitoring system shall be used for the regular reporting to RPSC and KfW.
Sound and meaningful information about project progress must be submitted
from the PCU to KfW regularly in the form of Executive to Executive (E2E)
reports. Log frames for all investment projects will be developed.
Under Task 30 the monitoring and reporting system has been elaborated.

5.7

Project Stage 6: Disbursement

Issuing disbursement
requests
(Task 21)
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The IPC will support the PCU to issue disbursement requests of consultants
and contractors.
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Financial management plan and monitoring (Task 22)

The IPC shall prepare a financial management plan for the programme in order to allow cash flow forecasting for KfW and the EU. Besides the projected
cash flow requirements of consultants and contractors, the financial plan shall
include own requirements of the IPC. Financial monitoring will be included in
the E2E reporting.
The financial management plan shall also be part of the overall annual financial plan of LVBC. It will include additional requirements for reporting to KfW.

5.8

Project Stage 7: Operations

Long-term impact
monitoring tool
(Task 23)

The IPC shall support the PCU in developing a long-term impact monitoring
tool for project impacts. Information from this tool shall be used for the further
development of the regional priority investment plan. Impact monitoring requires data collection, and therefore it should be preferably connected to the
IWRM database facility.
The IPC shall assist the PCU in the dissemination of project results and
knowledge dissemination.

Assist NPEAs with
Performance
monitoring (Task 24)

As optional services the IPC shall assist the concerned NPEA in performance
monitoring during the operational phase of the built facilities. This includes
advice to the NPEA in monitoring the fulfilment of the contractual requirements of the operator, and if necessary, assistance to the settlement of disputes with the operator.

Review / revision /
updating of POM
(Task 25)

The Programme Operational Manual will be checked annually by the IPC on
practicability during programme implementation and shall be revised and updated accordingly. Decisions by the RPSC and a no-objection by KfW are
required for the update of the operational manual. An annual update of the
POM is recommended.
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6

Programme Communication and Visibility Strategy

Communication and promotion of the LVB IWRMP and its objectives is an essential activity to be supported by the IPC. The programme requires a clear communication strategy, a series of communication
plans, M&E indicators, a budget and responsible staff. For the communication activities the EU Communication and Visibility Guidelines will be applied.

EU Communication and Visibility Guidelines (2018) ensure that the EU participation through financing is acknowledged in all projects. They cover the written and visual identity of
the EU and are to be used in briefings, newsletters,
press conferences, presentations, invitations,
signs, commemorative plaques and all other items
used to highlight the EU participation.
Visibility is essential; thus, the public awareness
and information dissemination are the key aspects
of successful project implementation and its’ sustainability.
The use of the EU guidelines is compulsory for all
consultants, contractors and/or implementing partners under contracts and financing agreements
which explicitly refer to them, whether signed by the
European Commission or by any other Contracting Authority and will follow them
along the implementation of the project.

6.1

Objectives of Communication and Visibility

The first communication objective is to raise awareness of the reasons, achievements and impact of the
LVB IWRM Programme and the support and contribution of KfW and EU to the Programme, both locally
and countrywide in the EAC member countries. The position and objectives of LVBC as a regional IWRM
centre for the Lake Victoria Basin shall be promoted. C&V activities will ensure optimal visibility of the
role of the LVBC as Regional Centre of Excellence in IWRM, and the essential role of the EU and KfW
in supporting this.
The second communication objective is to reach a wider audience (different target groups) about the
importance of Lake Victoria for the livelihood of the entire population in the basin, for the maintenance
of biodiversity and for the sustainability of the aquatic ecosystems. It is proven that a project is more
effective in the long run when target groups directly connected with the issues change their attitude and
behaviour towards the problem. This is a strategy, with long-term effects, that goes along with the implementation of actual measures aimed at, for example, improving water quality.
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6.2

Approach of Communication and Visibility

Inception
C&V activities have already started since the preparation of the Launch event on February 14, 2020.
This was an improvised action right after the mobilization of the team (see also Annex 5). The program
partners still had to learn to work together, requiring ad hoc exchange of information and opinions on
what and how to communicate. The Launch event was successful, and many lessons have been learnt,
especially on how professionally the LVBC organized the event, its many and longstanding relations
with the media, the excellent moderation of the event and the creation of a positive atmosphere. The
next event will be the Inception Workshop for which a separate C&V action plan will be made, and the
LVBC will again take a leading role in the C&V.

C&V Strategy development
For the full LVB IWRM Programme, a comprehensive C&V Strategy needs to be developed jointly with
the LVBC, and endorsed, to create a firm basis for all C&V activities. There is much confusion on the
terminology used in C&V. The terms Communication Policy, Strategy and Plan are often mixed used.
The IPC approach is to aim for a practical overall Strategy, which is the more practical elaboration of a
Policy, for which we will look at the EAC C&V Policy. The terms Communication Policy and Strategy are
often used for the same overall C&V framework that is the basis for a consistent C&V.
What is much more clearly defined is the Communication & Visibility Plan. This C&V plan (CVP) lists
the activities and details on how the activities are to be carried out, with a timeline. Based on the C&V
Strategy successive 6-month CVPs will be prepared, alongside the 6-month detailed activity plans. The
first CVP will be prepared concurrent with the development of the C&V Strategy. A separate and more
limited CVP for the Inception Workshop will be prepared and implemented during April 2020.
An important basis for the C&V Strategy will be the stakeholder analysis, which is expected to be completed in April 2020 after the inception workshop. The draft stakeholder analysis is attached to this report
in Annex 6. In addition, the LVB IWRM C&V Strategy should be aligned with the East African Community
Communication Policy and Strategy2. This document outlines C&V at a higher level and the objectives
for both LVBC and the LVB IWRM programme are generally more specific. A detailed approach to preparing the C&V Strategy, which is actually an initial C&V Strategy, is given in Annex 5. Work on the
strategy by the C&V expert team (international and local) is expected to start by mid-April of 2020,
immediately after the Inception. As all communication must be appropriate to local conditions, it is important to work closely with staff from LVBC, who are well acquainted with PR work in the region.
Typically, the C&V Strategy will define the following aspects:

2

·

Communication objectives

·

An overview of stakeholders / target audiences

·

Relevant key messages, communication channels and tools

·

A baseline for C&V evaluation (if possible)

·

Indicators for the monitoring and evaluation of C&V activities and an evaluation plan

·

Organization and budget

East African Community Communication Policy and Strategy, EAC, May 2014 (ISBN 978-9987-712-51-9). This document outlines both the communication policy and the communication strategy for the EAC. On the one hand the EAC Communication
Policy aims at providing the necessary guidelines that will inform the overall direction for the various Organs and Institutions of
the EAC in regard to communication. On the other hand, the EAC Communication Strategy seeks to spell out specific activities
that the community will undertake to promote awareness and therefore foster broad participation by various stakeholders in the
integration process.
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C&V Plans (CVP)
The first CVP will be prepared in April 2020 and implementation of C&V activities will start from May
2020. At the end of September 2020, the activities and results will be reported and a new CVP will be
prepared for the next 6 months.
Identified C&V tools have to match the existing budget which is allocated exclusively to the promotion
of the Programme. All C&V activities will acknowledge the EU. Relevant key messages, communication
channels and tools (including for among others a programme identity handbook with guidelines on layout
for publications and other C&V expressions).
C&V objectives and activities are considered in relation to the four LVB IWRMP components as
shown in Figure 7.

Figure 7: Communication and Visibility Activities

While C&V is often seen as only focusing on communication with the ‘outside’, internal communication
within the LVB IWRM Programme and its direct partners in the implementation is also a factor that will
determine the success of the Programme. To ensure that this communication is effective, a Project
Communication & Management Manual has been prepared. The purpose of this Manual is to ensure
proper communication lines between the expert team, Sweco head office, the client (LVBC) and the
development partners (KfW and EU). The Manual only addresses the internal communication structure
for the assignment at hand and from the perspective of the IPC.
In the next paragraphs the C&V activities are described in relation to the requirements from the TOR.
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6.3

Communication and Visibility Activities

EU Communication and
Visibility Plans
(CVP) (Task 26)

A CVP will be prepared every 6 months. The first CVP will include a summary
outlining the objectives, target audiences, means and messages that are relevant,
pending the completion of the C&V Strategy.
Relevant events will be considered, and the appropriate C&V activities included
in the CVP, e.g. EU-African Union Summit which is currently planned for October
2020.
Throughout the project the IPC will evaluate the possibilities regarding the visibility and communication tools and methods based on the C&V Strategy and prepare the 6 monthly CVP with an overview of planned C&V activities and timeline.
Tools and methods considered will include, among others, the following:
·

Project identity; LVB IWRMP website

·

Media relations, press releases and press conferences: with the intention of
gaining media coverage and in effect more recognition in the general public,
systematic media relations will be implemented.

·

Media relations consist of regular press releases, direct contacts with individual editors and journalists, arrangements of series of articles and interviews,
reports, press conferences.

·

Brochures, leaflets, newsletters.

·

Projects presentation, fact sheets, roll-up banners.

·

Other material – the IPC will seek the options regarding development of PR
materials when appropriate (videos, photography, notebooks, folders, pens,
posters, maps, certificates, invitations, vehicle panels, plaques, helmets, jackets, shirts, etc.)

·

Trainings, conferences, round tables, seminars, events, campaigns – the consultant will seek that all trainings, opening events, signing events, closing
events and campaigns organized within the project context will apply the unified visibility.

The first CVP will be based on an LVB IWRMP stakeholder analysis; a stakeholder
inventory was already started during the inception phase, and it will be elaborated
in April 2020. The second CVP will be based on the more comprehensive C&V
Strategy.
As per the C&V Strategy, the CVP activities will be aligned with LVBC’s publicity
and PR strategy3 and the formal EU requirements. In order to facilitate the implementation of the CVP, staff from LVBC will be involved as they have ample expertise and skills as well as local knowledge and networks when it comes to PR activities.
Also, there will be a strong link with the public hygiene sensitization activities of
the Project Implementation Consultant (PIC). The IPC will support the PCU in implementing the CVP.
Each CVP will be coordinated with the information officers of the concerned EU
delegation in the EAC Partner States. The CVPs will include all agreed project

3

At this moment no formal LVBC C&V Policy or Strategy is known to the Consultants.
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investments in the EAC Partner States, and those activities, which are conducted
centrally at LVBC with regard to the IWRMP.

CVP Implementation,
monitoring
and reporting
(Task 27)

The IPC will support the PCU in implementing the C&V Strategy, prepare and
implement 6 monthly CVPs and support monitoring and reporting. Project visits of
the IPC to the selected project sites will be conducted.
Activities for the implementation of the communication and visibility plans (CVP)
will be financed through the disposition fund or may be implemented by the IPC
through own staff and/or LVBC staff. The IPC will make suitable suggestions for
implementation.
Promoting the LVB IWRMP and the development of a project pipeline is a key
component of the C&V Strategy. Promoting LVB IWRMP also concerns the attraction of other funding agencies to contribute to the Program and its subsequent
phases.
LVBC, KfW and the EU delegation will be informed and consulted about all visibility activities. It is understood that approval is required of the following: texts, design, structure of any brochures, layout, printing format, invitation lists to visibility
events and presentations of the IPC in the visibility events.
During implementation of the project C&V Strategy the progress will be included
in the Project Monitoring & Evaluation (PME) system.

Web page
maintenance
(Task 28)

For a website to be effective, it should be professionally designed, in order to direct
the attention of the visitors to those information items that are of interest to them,
and allow them to understand the message quickly, by a combination of easy to
read text and multimedia. Visitors with a different background (professionals, interested citizens, children, etc) should be able to quickly move to those parts that
are of interest to them.
A website is an indispensable C&V tool for any organisation. However, in this respect, one needs to highlight the importance of updating the website to keep the
reputation of the organisation.
SWECO has set up a webpage for the LVB IWRMP https://www.iwrm-lakevictoria.info/. The Programme webpage was hosted by SWECO and due to sustainability reasons, it was decided to integrate the information of SWECO’s Programme
webpage into LVBC webpage (https://www.lvbcom.org/). LVBC has its own
webpage which is frequently maintained. Pursuing LVBC approach, Programme
information will be made available on this webpage. Either way, updates with news
on the programme will be available online, while the potential of the website(s) to
reach specific target audiences will be explored.
The handing-over process was already initiated during the Inception Phase and
will be completed the upcoming months. IPC and LVBC agreed upon changing
the approach, as these changes in the approach will ensure the sustainable
maintenance after the completion of the project.
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7

Monitoring, Evaluation and Reporting

7.1

Introduction

Monitoring and Evaluation (M&E) reporting tools are indispensable for any programme, project, organisation or company. They are used to measure and assess results of inputs and activities, know to
whether the objectives are achieved under dynamic conditions, context and assumptions.
In addition to a Monitoring and Reporting system, the IPC proposes to integrate an “Evaluation” function
and expanding the Monitoring and Reporting system to a Programme M&E reporting system (PME). An
M&E reporting system is essential to manage the LVB IWRMP in an effective and efficient manner, by
providing reliable and up to date management information on progress, as well as providing the necessary data and information to prepare reports, from detailed to Executive to Executive (E2E) level.
All reports are submitted by IPC to the client, the LVBC, which then forwards to KfW and any other
organisation as per requirement of LVBC.
According to the ToR, the following reports must be submitted:
1)

Inception Report,

2)

Brief 3 monthly E2E reports,

3)

6-monthly work plans jointly with quarterly reports,

4)

IWRM database implementation plan,

5)

IWRM model implementation plan,

6)

Any special report with background information for decision-making of RPSC and KfW,

7)

Up to 4 feasibility study reports (optional).

Only the quarterly reports, item 2, are produced using the PME. For this, (semi)automatically generated
consolidated progress reports are proposed. The quarterly reports will be submitted to LVBC in the form
of a so called “Executive to Executive (E2E)” and provide a summary of the main outcomes of the
designated period. This E2E report will present a programme-wide overview of the progress and results
of LVBC with respect to IPC and PIC activities, while indicating in a visual manner whether the individual
Programme components are on track. The objective of introducing a PME is to allow tracking Programme progress at any time, providing an overview of the status of all essential IPC components.
In addition, the PME will provide monthly overviews at a level of detail that is still to be decided for
internal / management use only; these reports will be very simply, ideally automatically formatted.
As collection of the required progress/management information can only start after the end of each
quarter, the E2E reports are expected to be submitted 5 working days into the new quarter. The quarterly
E2E reports will be synchronized with the 6-monthly work plan / detailed activity plan (item 3 on the list
of reports). The first 6-monthly planning runs from April 1 to September 30, 2020; the second from
October 1, 2020 to March 31, 2021, etc. etc. This means that the quarterly E2E reports will be submitted
after the first week of April, July, October and January.
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In addition, the PME system will form the basis of any evaluation of the programme or parts of it. While
the cumulative progress is tracked by the PME, an evaluation will require a baseline. This baseline
should be developed as early as possible (second quarter of 2020, the first programme quarter after the
Inception).

7.2

PME Organisation and Procedures

Monitoring and Reporting
system (T30)

For the LVB IWRMP, a PME is required to report on two levels:
1)

Programme level; and

2)

(Investment) Project level.

LVBC and KfW consider the implementation of such a system as very
helpful, as it is expected to harmonize reporting between IPC and PIC,
LVBC, PCU and KfW, while allowing all parties a more integrated view
of the current progress of the LVB IWRMP.
As a first step for the operationalisation of the PME system, the reporting requirements for different
involved parties were analysed. This included defining the reporting streams for the Programme. The
main reporting streams for the Programme are visualised as per Figure 8.

PIC

IPC

LVBC

KfW

PCU

Figure 8: Reporting Lines within LVB IWRMP Lot 1

PIC will report at an overview level to IPC; IPC consolidates this information and is responsible to report
to PCU/LVBC; PCU reports to KfW.
The IWRMP quarterly reporting will be aligned with the LVBC M&E reporting requirements; consolidated
progress reports will be prepared by IPC, should the LVBC require 6-monthly or yearly reports.
In order to design the PME, the following aspects of programme progress were identified:
§

Timing: Monitor and report on actual progress at Programme and Project level and compare
with targets (indicators of the logframe), monitor and report on staff resources and main meetings.

§

Cost and Financing: Support good programme management and ensure accountability.

§

Cash Flow: Monitor and report on Programme expenses.

§

Outputs: Monitor and report on Programme and Project outputs based on key performance
indicators; monitor and report on impact achieved.

The PME is based on the logical framework which forms the basis of all activities. As such it will allow
for a programme evaluation based on key performance indicators (KPIs) as well as tracking of individual
Programme activities.
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Draft KPIs were specified by the IPC (Table 8) for most but not all IPC programme components; these
KPIs still need to be completed and agreed upon together with LVBC and KfW. The table only lists KPIs
for the IPC; the PIC will develop their own detailed PME, with their own KPIs.
Based on the Logframe an overall Programme Activity Planning has been prepared (Annex 10). This
overall planning is the basis of the 6-monthly activity plans / detailed activity plans that the IPC will
prepare and submit. Activities of the overall and 6-monthly activity plans will be linked to the respective
KPIs.
One step lower in the detailing of the overall activity plan are the Consultants ToRs. For each IPC consultants mission a ToR is prepared. The activities in this ToR can also be linked with the KPIs.
To facilitate coordination, but also to obtain progress information, twice monthly telephone conferences
will be organised between IPC, PIC and PCU.
A last source of progress information are the documents related to events, like workshops and RPSC
meetings. Based on the meeting reports / minutes / participants lists / media coverage, an estimate of
progress can be made against the relevant activities / KPIs.
Table 8: Indicators for Monitoring of Programme Progress

Programme component
Programme Organization

Key Performance Indicators (KPIs)
· PCU formally established
· # PCU staff
· # LVBC man days contributed to the programme
· PCU (semi) annual work plan
· # PCU counterparts in Partner States
· # Meetings with Partner States
· # donors contributing

Programme Finance

· Programme Budget
· Investment requested and approved
· Disbursements made
· Contribution Partner States
· Contribution other Donors
· Programme Cashflow

Programme Manual

· # of POM revisions
· stakeholder approval
· RPSC approval

Programme communication
& visibility

· # events, workshops and trainings
· # website visits
· # press releases
· # interviews
· # awareness campaigns in Partner States
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Programme component

Key Performance Indicators (KPIs)
· # requests for information
· # communication messages

Disposition Fund

· % utilization of DF

PFA's

· # of PFA's signed

Programme Strategy

· Strategy development process design
· Scope and objectives agreed
· Scenarios developed
· # participants in strategy dialogue
· Draft strategy submission
· Draft strategy adaptation
· Strategy approval
· Strategy implementation

Investment Projects Pipeline

· # project ideas submitted
· # eligible project ideas
· # project digests
· # Feasibility Studies
· # investment decisions
· # projects under construction
· # projects completed
· ESMP established and implemented
· Regional Investment Plan established/ approved

IWRM Database

· Database definition
· Partner States participation in data collection
· Established data exchange protocols
· Established data transfer procedures
· Established QA/QC Procedures
· Procurement of database software & hardware
· Database physical design for testing
· Database functionality tested
· Database user manual
· Data entry & operational training participants
· Database organization established
· Maintenance contract made
· Utilization of the database
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Programme component
IWRM Model

Key Performance Indicators (KPIs)
· Sufficient data for model development
· Model development launched
· Model specifications agreed
· Procurement of model soft and hardware
· Model development: WRM
· Model development: WIM
· Model development: WUM
· Model development: User interface
· Model functionality tested
· Model user manual
· Model training participants
· Maintenance contract made
· Utilization of the Model

The process of collecting the PME information can be carried out by the PME officer of the LVB IWRM
Programme:
§

Collect all information by requesting submission of concise progress reports with all IPC experts.
Use a prepared format based on their mission ToR. Then follow up by discussing the progress
reports with each individual expert, in person or by telephone.

§

Collect all information on events of the past month organized by the LVB IWRMP.

·

Obtain progress information of PIC.

·

With PMA: collate the information into one detailed overview.

·

With PMA: prepare E2E PME report, submit to LVBC.

To facilitate exchange of information, both on progress and otherwise, the IPC will propose to conduct
monthly meetings with LVBC/PCU and all current projects under LVBC. A format for the meetings will
be decided in close consultation with the PCU but should include something like a 5-minute brief of
representatives of each project.

7.3

PME System Description and Implementation

The PME system as described in the preceding paragraphs is only defined by inputs, structure, procedures and outputs. It can in theory be set up based entirely on paper, though normally it is build using a
spreadsheet or combination of spreadsheets; for more complex organisations databases are set up or
specialized software is used. Financial data is usually provided by the accountancy unit, which uses
some form of accounting software.
A higher level of sophistication of a PME system will have advantages, for example by offering more
options in reporting format; it also has higher requirements regarding the skills of the operator, may be
more difficult to set up and adjust, be (considerably) more costly, and may be less flexible than a system
based on spreadsheets.
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To decide what the best PME system for the LVB IWRMP is, it is proposed to carry out an assessment
by an (international) PME expert. The issues that need to be addressed in the assessment are the
following:
·

Does the proposed system as described in the above paragraphs meet the requirements and
needs of all stakeholders?

·

Is there scope for establishment of an automated / IT system, or is a system based on spreadsheets, documents and forms enough?

·

What are the M&E needs of LVBC?

·

What is the level of overlap; can both systems be aligned or possibly be replaced by one system (e.g. LVB IWRMP to use LVBC system, which may be adjusted to suit the requirements of
both LVBC and LVB IWRMP) and is this desirable (clear benefits)?

·

If yes, prepare design and if required prepare technical description to be used for tendering.

·

Is there a need to establish a (separate) M&E system to track progress of individual investment projects, like the HPIs (M&E is now under responsibility of PIC)? And if so, when? What
would be the requirements (HRM, capacity, knowledge) at PCU/LVBC? See also T31.

Review progress of investment projects; IT
supported information
system (T31)

For the reporting on individual Investment Projects a simplified format
based on the information to be delivered by PCU to LVBC and KfW
was established. This allows the screening of information from the PIC
on project progress, requesting further details from the PIC if necessary, and summarising this information for reporting by the PCU. The
Individual Investment Project report (IIPR) focuses on single investment projects separately, providing a project summary on the, current
phase of the project, the status of the project, budget, risks and disbursement. The IIPR must obtain information from the Building Information and Modelling (BIM) system used with some of the projects by
PIC; this means information should be aligned with the information and
information structure in BIM.

An harmonized reporting format in line with KfW and LVBC reporting requirements has been elaborated
(refer to Figure 9, Figure 10, Figure 11 ).The detailed reporting format is attached as per Annex 7 and
will be agreed upon with KfW and LVBC in close consultation with an experienced M&E Specialist after
the completion of the Inception Phase.

Figure 9: Excerpt of Reporting Format to Track the Progress of Individual Key Performance Indicators
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Figure 10: Format for Summary of E2E Report

Figure 11: Format for Reporting on Project Level

Monitoring and reporting
on CVP and ESMPs (T32)

As part of the PME, the progress of communication and visibility (C&V)
plan will be tracked based on key performance indicators of the CVP
component.
If applicable the implementation of the Environmental and Social Management Plans (ESMP) of the individual investment projects may also
become part of the PME system. For the latter, it requires the start of
the construction supervision of one of the HPIs.

The PME information will collect limited and core to track the status of project progress. It is anticipated
that based on aggregated individual data, provided by team members (PIC/IPC) and LVBC staff, a summary on outcomes is produced by the PME system.
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7.4

Integrated LVBC – LVB IWRMP PME System

During the previous decades, LVBC has introduced several M&E reporting systems on various programme or project level. None of these systems have been fully aligned to the structure of LVBC or able
to facilitate information aggregation through the application of a LVBC wide system.
The IPC recommends to asses to which extent it is possible to create a sustainable PME system which
covers the programme-wide, but also the LVBC-wide reporting requirements, e.g. reporting to RPSC,
SECOM etc., to be aligned to the LVBC standards.
As part of the tasks for the International M&E Expert, he/she will look at the options for aligning / combining the LVB IWRMP PME and the LVBC M&E system. If the advice is positive, a joint system can be
established, in such a way that future projects under LVBC can also use this integrated system.
It is therefore recommended to pursue the following steps for completing the PME system:
1)

Agreement on refined key performance indicators

2)

Decision which levels of detail the PME shall cover

3)

Assessment by IPC M&E expert at LVBC level in order to define an adequate M&E reporting system (ideally aligned with M&E procedure at LVBC level) and if required, prepare
Terms of Reference for the system

4)

Programming, testing and implementation of the M&E reporting system

5)

Organization of PME and assigning tasks and responsibilities to carry out the PME tasks.
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8

Development of a Strategy to Strengthen LVBC as Regional Institution for IWRM

8.1

Introduction

The TOR encompasses 4 tasks for the IPC under this scope: (1) familiarising with existing IWRM strategic documents in the LVB, (2) assessing existing IWRM documents, and presenting the results in an
assessment report, (3) drafting the regional IWRM strategy in conformity with national and other related
regional and (4) international strategies and supporting LVBC in obtaining approval of the regional IWRM
strategy.
In Sweco’s Technical Proposal of February 2019 the activities under these tasks were provisionally
described. However, during the past years several important developments have taken place, which
have been reviewed during the inception phase. The most important development is the new programmatic vision of aiming in the long-term at a LVB Water Framework.
During the 7th meeting of the SECOM for Environment and Natural resources of the East African Community, held in Dodoma, in February 2020, LVBC was directed to work closely together with the EAC in
developing an EAC Water Policy and Strategy for IWRM. The aim is to develop on the long term an
EAC Water Framework. In this way, the policy objective of the EAC coincides completely with the Programme Partners ambition for the LVB IWRMP.
The outcomes of several meetings which were held during the inception stage, have a relevance for the
development of LVB IWRM strategy development.
The above-described circumstances indicate that there will be more emphasis on the strategy development agenda than originally foreseen in the ToR and in the Sweco proposal. The tasks have been
slightly modified, and are now reflecting the 4 stages of the strategy development process, as follows:
·

T33: LVB IWRM Situation and gap analysis;

·

T34: LVB IWRM Vison and Scenario development;

·

T35: LVB IWRM Strategy development;

·

T36: LVB IWRM Strategy approval and follow up.

Concerning Tasks 33 and 34, Sweco has prepared an extensive LVB IWRM Needs Assessment Report
in 2016 which will be updated to the 2020 situation.
Concerning Task 35, a concise draft LVB IWRM Strategy was developed under the preparation phase
in 2016. This will be elaborated with elements from the EU WFD and aligned with the recently initiated
EAC Water Policy and IWRM Strategy Development. Task 36 will not only be focused on approval but
also on immediate follow up after approval by the 11th Joint RPSC, which may be held in February 2021.

8.2

EAC LVB Water Framework Strategic Options and Building Blocks

The EU WFD provides a wide array of strategic options as well as practical considerations on how to
establish a Water Strategic Framework in the LVB. Annex 8 provides a summary of the EU WFD.

Key features of this framework would include:
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·

Focus on water pollutants both from point and non-point sources;

·

Focus on River Basin Management Plans as the building blocks for systematically improving
water quality;

·

Politically and legally (if achievable) binding character of the plans and the measures;

·

Scientific underpinning of programmes and knowledge development, including applied
knowledge for policy and practice;

·

Guided process (through guidance documents, best practices sharing, capacity development).

In Table 9 an initial list of strategic options for the EAC LVB Water Framework has been compiled.
Table 9: Strategic Option for EAC LVB Water Framework

Aspect
1)
Policy & Legal
Development

Strategic options
·
·
·
·

2)
Water
Resources
Planning &
Management

·
·
·
·
·
·
·
·

3)
Knowledge &
Data
Management

·
·
·
·
·
·
·
·
·
·

Final Inception Report

Partner States adopting the Framework
Key legal provisions should be incorporated in national laws, including enforcement
system
Key policy directions harmonized with respect to transboundary Lake basin management
Focus on reduction of priority substances causing most of the water quality problems
River Basin Management Plans to be prepared/ updated in the next 5 years for all
basins and sub basins, including cross boundary.
Basin committees established/ empowered to prepare the RBMP’s.
Setting terms, agenda and procedures. Agree on joint planning, formats and coordination by LVBC
Decentralized national level catchment management agencies within the LV basin
strengthened or established
Setting environmental objectives for all water bodies in the LVB
Monitor and report on state of the Basin every two years
Climate adaptation mainstreamed into IWRM lake basin plans
Addressing at the same time: floods, drought and water scarcity issues
Rehabilitation of existing monitoring systems and extension with new ones
Enabling continuous flow of data, harmonized at basin level, with adequate human
and financial resources provided
IWRM model and analytical tools at basin level is in place
Effective monitoring, assessment and information management for adequate management and allocation of shared Lake Basin water resources
Water related resource inventory for LVB in place and operational
Data standards developed and used including well-defined meta-data
Strengthened Lake Basin knowledge base and IWRM information systems and
tools
Relevant procedures (Data sharing and exchange procedures and guidelines, Notification of planned measures, pollution control monitoring etc.) prepared and operationalized
LVBC establishing the necessary information exchange platforms
Creation of the science-policy interface and developing the research and innovation agenda in close cooperation with existing research institutions
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Aspect
4)
Capacity
velopment

Strategic options
De-

·
·
·
·

5)
Mobilization of
Investments

·
·
·
·
·

Guidance from LVBC on best practices, project cycle management, administration
Qualified human resources and knowledge base within institutions for transboundary Lake basin planning, management and research
Development of Guidance documents for pollution registration, data transfer, monitoring network optimization and for legislation.
LVBC provides training and Training of Trainers, organizes conferences and participates in international conferences and twinning
Private sector participation in financing basin wide IWRM strategy in place and operational
Developing the funding base of the programme through a system of water pricing
Benefit sharing guidelines prepared and operationalized within context of lake basin IWRM
Proposed measures must be technically and financially feasible, and socially acceptable. This will be ensured through FS, Environmental Impact Assessment
(EIA), Social Impact Assessment (SIA) and Social Cost Benefit Analyses (SCBA)
Implementation of projects by national institutions

Based upon the above considerations an initial EAC LVB Water Framework Model has been conceived,
as depicted in Figure 12.

Figure 12: EAC LVB Framework Building Blocks
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The WF setup consists of 5 building blocks as follows:
1) The EAC LVB Water Framework Directive, as an officially adopted EAC policy document,
setting out the objectives, strategies, legal basis, funding and implementation mechanisms.
2) The institutional framework of competent authorities and other institutions having defined
responsibility for the implementation of the policies and strategies under the Framework
3) A list of planning and focus areas on which measures, and investments will be targeted.
4) Development of tools for planning and decision-making support
5) A work program for the implementation of agreed measures and actions, including infrastructure investments, knowledge and capacity development, monitoring and awareness
raising.
The Water Framework has many interfaces with other programmes and policies, both national and Regional. These interfaces shall be managed and developed to create win-win situations.
It will be investigated how regional scientific institutions can become involved with the LVB IWRMP, how
the research agendas shall be developed and be aligned with key policy questions and practical issues.
The IPC will focus on building the capacity of the LVBC and the relevant institutions in the Partner States
to develop and initiate the EAC LVB Water Framework under the LVB IWRMP.

8.3

Description of Strategy Development Tasks and Activities

LVB IWRM Situation
and Gap Analysis
(Task 33)

Complementary to the update of the existing IWRM strategic documents, the
relevant IPC stakeholders shall liaise with the Partner States, review recent
developments with them, as well as assess the needs and issues of
stakeholders. Also, the 2016 stakeholder inventory and analysis will be
updated, which will form an important starting point for vision and strategy
development.
An assessment will be made of the key results from the recently ended LVEMP
and LVWATSAN Programmes relevant for IWRM strategy development.
Likewise, the IPC shall liaise with the relevant ongoing Programmes under
LVBC to seek synergies with Mara River Basin, Population, Health and
Environment (PHE), Sustainable Water Partnership (SWP) and Climate
Mitigation Programmes (ACC-LVB).
An update will be made of ongoing, planned and recently accomplished IWRM
related projects in the LVB Partner States. In each of the Partner States an
IWRM strategy workshop will be held with the key IWRMP stakeholders, soon
after the approval of the inception report and the activity plan.

The IPC shall (through LVBC) liaise with the Task Group in the EAC Secretariat
which shall be working on the EAC Water Policy development.
The results of this Task shall be incorporated in the revised LVB IWRM
Assessment Report.
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LVB IWRM Vision and
Scenario development
(Task 34)

Within the East African Community region IWRM principles are incorporated
among others into:
·

the Protocol for the Sustainable Management of the Lake Victoria Basin

·

the EAC-LVBC Water Resource Management Bill, 2014

·

Draft EAC/LVBC harmonized Water Resource Management Policy

·

the LVBC Memorandum of Understanding (MoU) governing the utilization of water resources in the Lake Victorian Basin, 2014

·

the EAC Protocol on Environment and Natural Resources Management

·

EAC Climate Change Policy Strategy

An updated assessment will be made with respect to the implementation level
and follow up of the relevant strategies and policies in the LVB. Results of the
assessment shall be presented in an updated Strengths, Weaknesses, Opportunities and Threats (SWOT) and LVB IWRM assessment report.
In a number of workshops with stakeholders in the Partner States it is proposed
to develop the mission, vision and long-term goals of the IWRMP. This will
include exploring possible implementation pathways, identification of major
risks bottlenecks and uncertainties. Two key uncertainties can be mentioned:
a) the adequacy of available data for supporting investment decision
making and priority setting
b) the possibility of achieving a legally binding Water Framework Directive within the Programme period.

The two uncertainties lead to 4 scenarios for the programme (see Figure 13).
In the current situation the programme starts from the lower left scenario in
identifying no regret National projects, with assumed regional impact, although
this cannot yet be substantiated by adequate data. The programme invests in
data availability and adequacy, as well as in developing a more coherent regulatory framework. Therefore, the development towards the upper left and
lower right scenarios will be pursued, with the ultimate aim to achieve the upper
right scenario.
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Figure 13: Scenario Overview

In support of Vision and Scenario development, it essential to conduct a WFD
study tour in Europe, together with the key players in the LVB IWRM strategy
development process. In this study tour, a visit to Brussels is proposed as well
as to key institutions in the Rhine River Basin (potentially Germany and the
Netherlands). The study tour is provisionally scheduled in October 2020.

It is estimated that the 10th Joint RPSC Meeting will be held in August or September 2020. Preparations for the JRPSC will be made in close coordination
with the PCU.

LVB IWRM Strategy
Development (Task
35)

It has been advised by the RPSC to establish in each of the Partner States an
IWRMP National Technical Committee and a National Policy Steering Committee.
The process of updating / developing the IWRM strategy shall be closely coordinated with LVBC, the Partner State institutions and with the EAC. As a first
step the vision, rationale and purpose of the IWRM strategy shall be discussed
and agreed upon. The Programme components shall be outlined.
Any strategy requires instruments for implementation. There needs to be a
budget, a strategic infrastructure investment Plan, procedures and agreements
between the programme participants, definition of roles and responsibilities, a
communication strategy and plan, decision making procedures, and other rules
and regulations. Each strategy or programme requires new ways of working
together, therefore also capacity building activities should be part of programme development and strategy implementation.
In order to measure progress and impact a number of Key Performance Indicators (KPI) shall be developed which shall be monitored and reported upon.
The draft strategy will be formulated and prepared for discussion and consideration of the 11th Joint RPSC, possibly scheduled around February 2021.
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LVB IWRM strategy
approval and follow
up (Task 36)

The 11th JRPSC will be prepared together with the PCU and the outcomes will
be crucial for obtaining further guidance on fine-tuning and completing the
strategy. Before this JRPSC, various stakeholder consultations may take
place. Having obtained guidance from the JRPSC, the strategy will be finalized,
implementation agenda prepared, and communication and promotion of the
strategy undertaken. Urgent policy harmonization and regulatory issues will be
discussed with the corresponding institutions in the Partner States and promoted for action. Further elaboration of necessary policy instruments, guidance documents and implementation framework will be pursued.
Although KfW and the EU are the prime financers of the programme, it may be
expected that other development partners may be interested in financing selected priority measures and infrastructures.
Experiences with implementation of the strategy components will lead to new
insights, views, appearance of new actors on the scene etc. Therefore, a strategy revision process will be considered after two years.
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9

Development of the LVB IWRM Database and Model

The general purpose of an integrated water quantity and quality model is to support policy measures
and local investment decisions for the long-term sustainable development of the LVB. Furthermore, it
serves the purpose of easily tracking and disseminating information on the development of the regional
priority investment plans.
The model and database will result in increased awareness, better informed problem analysis and
increased support for investment decisions.
The Specification Document of the preparation phase is used as a basis for the planning. This Inception
Report proposes several minor modifications and it details an approach based on strong involvement of
experts of the Partner States. Furthermore, the results of the Consultation Meetings will be important in
determining the detailed approach.
The modelling goals of the IWRM model and database can be defined as follows:
a. Tool for prioritisation of investments and other measures: The primary modelling goal of the
IWRM model is to support investment decisions for water quality improvement in the Lake and
tributary rivers.
b. Tool for policy development: Simulating the effects of policy measures and interventions in relation/comparison to the future autonomous development of the water quantity and quality.
To facilitate discussion the “LVB IWRM Database and Model” will be referred to as the “Lake Victoria
Basin Water Information System” or “LVB WIS” in this Inception Report pending a final decision on the
name.
While the LVB WIS will eventually support prioritization of investments, the LVB IWRM programme will
support the PCU in setting up a pipeline of investments, an activity that will start within the first six
months after the Inception phase. The LVB WIS will not yet be ready to assist in the prioritization process; until it is operational other means of prioritizing the pipeline of investments need to be used.

9.1

Capacity Building

Capacity building will be an integral part of the LVB IWRM programme. During the implementation of
the LVB WIS, capacity building will be realised in three ways:

1. Experience exchange visit
An exchange visit is proposed to support the development of a Water Framework for EAC; it is proposed
to use the experience of the WFD as it was adopted in 2000 and subsequently implemented in the EU
member states. A visit is tentatively planned sometime in the second half of 2020. In addition, a study
tour can also be very useful in showing how setting up flexible Database Management Systems (DBMS)
and models can help in IWRM, and to allow IWRM officers of the LVB Partner States to exchange
experiences on how to implement such systems. To this aim, targeted visits are proposed for technical
staff / IWRM officers to implementations of DBMSs and linked models that have comparable functionality
to the one envisaged for LVBC. Suggestions are:
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a. Nile Basin Secretariat (Nile-SEC), for Nile DSS (this is mentioned in the ToR and methodology);
b. Deltares, for DelftFews; DHI, for MikeBasin;

c. Implementation(s) of DBMS systems for data management,
d. Implementation(s) of DBMS/modelling systems for modelling
The group of decision makers could possibly also join in one or two of the technical visits, though this
might create logistical challenges.

2. On-the-Job-Training
The consultants plan to involve staff members from designated Water Resource Management Authorities in the Partner States. in the setting up of the IWRM DBMS and models, see also the description at
Task 45 and Task 51. In this way optimal use can be made of their knowledge of the area, datasets and
models that are already in use, while at the same time preparing them for using the system once it is
completed. In this way local capacity is developed as well, while minimizing the input of the specialized
experts, instead using them not only for building the system but also for training (and training of trainers).
In this vision the testing phase will also be done together with the staff members from designated Water
Resource Management Authorities in the Partner States, ensuring that the LVB WIS is known, understood, supported and accepted by all stakeholders.
A principle of the LVB IWRM programme is that all activities of the consultants are carried out jointly
with the LVBC counterparts and where applicable with officers of the respective institutions in the Partner
States. Such ‘job-embedded support’ will ensure that any results are fully supported by all and that
knowledge transfer takes place in an efficient and sustainable manner.

3. Training Courses
Specific courses may be required on topics such as Data Collection, Validation and Verification, and in
general on data management for IWRM, but also on other technical topics may further include the use
of satellite data and Geographical Information System (GIS), and the use of global (open) data sources
as input for modelling.
Based on the results of the round of consultation meetings which will include a skill/ / knowledge gap /
needs assessment, such courses may be planned and organised, either at location in the respective
Partner Countries or at a central location, depending on the requirements and number of trainees. For
the training courses specialized trainers can be involved, or (part of) the training sessions can be given
by the LVB IWRM (Key) experts.

9.2

Observations made during the Inception Phase

While the objective is to build one tool, the LVB WIS, this tool will consist of one or more databases,
which are used by one or more models; the results of the models may also feed back into the database(s).
The LVB WIS will be established at the LVBC in Kisumu, while a local version can be developed at a
selected institution in each of the Partner States. All instances of the LVB WIS should have the same
overall database structure and the same linkages to model(s); however, not all datasets nor all models
need to be implemented in the Partner States.
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The objective is that eventually all Partner States have their own LVB WIS that can support national
policy and strategy decisions4 (see Figure 14), whereas at the LVBC all datasets and models are implemented; LVBC will thus become the regional IWRM Centre of Excellence5 where both national and
regional requests for modelling or data management support can be fulfilled.
This is in accordance to the 2nd Ordinary RPSC Meeting for the LVB IWRM Programme (Kisumu, 10-13
Feb. 2020), which:
x)

Directed LVBC Secretariat to ensure that the IWRM-Programme Consultant (IPC) factors
the commitment to support the construction of the Centre of Excellence as one of the key
LVB-IWR programme deliverable and report to the next RPSC (LVBC/RPSC 2/LVB
IWRM/Directive 10);

For explanation of the model
components see Table 10

Figure 14: LVB IWRM WIS at LVBC and Partner State Institutions

4
5

Results should be shared with the LVBC as LVB Knowledge Centre / Centre of Excellence
Report from the 2nd Ordinary RPSC Meeting for the LVB-IWRM Programme, Kisumu, 10-13 Feb. 2020
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9.3

Preparatory Activities

Study design and specification of IWRM model
and GIS database (T37)

As the involved staff at LVBC are new to the organisation, they should
thoroughly familiarize themselves with the results of the preparation
phase, for the LVB WIS especially with the proposed design and specification of the IWRM model and GIS database as agreed upon during the
preparation phase of this Programme in 2016. In addition, several other
sources of information will be studied. This should be completed before
any visits to Nile-SEC and institutions in Partner States can take place;
these visits are tentatively planned for May 2020 (see T38).

To guide adjustment of the proposed approach the findings of the 2nd Ordinary RPSC Meeting for the
LVB- IWRM Programme (Kisumu, 10-13 Feb. 2020) and the IWRM kick-off meeting (Kisumu, 15 Feb.
2020) will be take into consideration.
The 2nd Ordinary RPSC Meeting for the LVB IWRM Programme:
ix)

Directed LVBC Secretariat to guide the establishment of the necessary Programme coordination structures at national levels including National Technical Committee and the
National Policy Steering Committee as provided for in the Project Document and Financing Agreement (LVBC/RPSC 2/LVB-IWRM/Directive 9)

xi)

Directed LVBC Secretariat to identify and leverage on opportunities for collaboration with
other NBI initiatives under component 1 of the LVB-IWRM programme such as the hydromet project, surface water models and Nile DSS databases by utilizing the collaborative MoU between LVBC and NBI to avoid duplication (LVBC/RPSC 2/LVB-IWRM/Directive
11)

From the Report of the IWRM kick-off meeting, Kisumu, 15 Feb. 2020:
Observations made with respect to IWRM Database and Model Development
i)

The need to map the databases and models being used in the Partner States is critical at this
stage before development of new LVB-IWRM database and model;

ii)

There is need to appreciate efforts from other existing/completed initiatives so as to build on
the efforts already in place with regard to databases and models, e.g LVEMP Lake Victoria
Water Quality Model, Nile Basin Initiative Monitoring Network, etc.

iii)

There may be need for targeted monitoring in cases where there are no monitoring stations
or even in cases where it is limited;

iv)

In most cases, the aspect of water quality has been omitted in water resources modelling
efforts, but in this case, it should be emphasized; and

v)

Relevant institutions in all Partner Stated should be involved in the development of the IWRM
Strategy.

The findings above clearly guide LVBC and the IWRM IPC to carefully consider the following:
1. Ensure that the correct institutions in the LVB Partner States are involved and work together
through a programme coordination structure
2. Start with a thorough inventory of all other initiatives, existing databases and IWRM models
within the LVBC to build upon the efforts already in place
3. Evaluate the datasets and data collection practices, with emphasis on water quality data, and
consider the options of supporting data collection in the Partner States.
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Visit Nile-SEC in
Entebbe. Special report
with modified approach
(T38)

The IPC/LVBC IWRM team plans to visit Nile-SEC in Entebbe, Uganda
to investigate options to use available resources, databases and models
at Nile-SEC for the use of LVB WIS. A key objective of the visit is to
assess if the Nile-SEC Mike-Basin based model/database system can be
used as basis to create the LVB WIS. In that case the resulting (improved) system can be used at both LVBC and Nile-SEC and the IPC will
prepare a special report outlining a modified approach to the implementation of the LVB WIS to be agreed upon between LVBC and KfW.

Data exchange proposal in relation to HydroMet (T39)

During the talks with Nile-SEC the IPC/LVBC IWRM team will discuss
procedures and make proposals for data exchange between the LVBC
Partner Countries, Nile-SEC and LVBC. This will include the new Nile
Basin Regional HydroMet system and the proposed data transmission
mechanisms. Existing data transfer mechanisms should be used where
possible to minimize efforts and duplication of efforts6.
To facilitate the data exchange, the existing MoU which covers cooperation between NBI and LVBC that is currently dormant, can be revived.
In addition to Nile-SEC, visits to all partner countries & relevant institutions are planned to conduct a thorough inventory on data availability and
assess data quality; assess the need for assistance in improving data
collection, verification, validation and analysis, or optionally the practical
possibilities and implications of setting up new, regular and high-quality
data collection. Based on the consultation meetings a gap / needs assessment will be prepared to inform on the capacity building / training
needs as well as other issues that may need to be addressed to ensure
successful data exchange.

9.4

IWRM Database

“The database shall include all basic data of the water system, the water quantity, water quality, meteorological data, the georeferenced physical and administrative elements of the LVB such as sub-catchments, hydraulic infrastructure, diversions and confluences, lateral catchments, and points of demand
such as settlements, farms and irrigation districts, industries, or wetlands. It shall also contain all other
types of information needed for the development of the IWRM model.
The database must contain data tables as well as it will contain geographical information (GIS). In addition, a literature database needs to be established. The database should be easy to use/operate and
maintain – nevertheless, it should facilitate several tasks of users like data exporting, mapping and
quality control or tasks that also need capacity development, and which cannot be executed at this
stage.” (ToR, Aug 2018)

6

Similar initiatives are undertaken at the Partner Countries at national level; for instance, with the Water Resources Authority
(WRA) in Kenya: the WATER RESOURCES AUTHORITY STRATEGIC PLAN 2018 – 2022 (© WRA 2019) mentions as essential steps to come to enhanced water resources management the following steps: “2. Develop effective, efficient and reliable
water resources information acquisition, management and sharing systems; 3. Put in a place a centralized national ground
water resources data and information management including technically and commercially viable options for sustainable utilization (p28). It is expected that other Partner States have similar systems planned or operational.
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Figure 15: DBMS Approach

An idea of data stored and managed within the LVB WIS DBMS is shown in Figure 15.
It is very important to see the development of the DBMS as closely interlinked with the requirements of
the model(s) that are to be implemented. While minimum requirements of data fields and GIS data to
be included are listed in the ToR, the models to be used with the DBMS will determine which datasets
are essential, while the other way around certain models can only be successfully implemented if the
required datasets are available. A flexible implementation of the DBMS is essential in ensuring that new
models can be incorporated / linked with relatively little effort.
The term “Data” includes GIS spatial data and may include Remote Sensing (raster) datasets. The
cooperation of the LVB Partner States IWRM institutions in obtaining especially the IWRM related GIS
data is a prerequisite and essential for the successful implementation and operation of the spatial part
of the DBMS / LVB WIS.
Establish the database and enable the
PCU (T40)
Review database implementation approach (T41)

A major task of the IPC is to establish the database and enable the PCU to
take over responsibility for data management. This is done according to the
following activities/tasks:
The consultant will review the IWRM database specification detailed in the
Final Specification Report7 and the Background Document8, and prepare an
updated version, taking into account the methodology as previously proposed
and outlined, and the findings during the consultation visits with the relevant
institutions at the Partner States (Task 42).

7

Final Specification Report, Design and Specification of an IWRM Model with a Sound GIS Database to Support Future Investment Decisions; LVBC/JV SWECO-Alterra-Ecorys, November 30, 2016
8
Background Document, Design and Specification of an IWRM Model with a Sound GIS Database to Support Future Investment
Decisions; LVBC/JV SWECO-Alterra-Ecorys, November 30, 2016
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Data transfer procedures (T42)

Without (reliable and complete) datasets there is no database and there can
be no models. Data collection / sharing / transfer is an essential step in the
process of establishing a viable LVB WIS, and a step that will need involvement and support at all relevant institutions as well as at the Ministry level in
the LVB Partner States. To ensure that the LVBC can become the regional
‘Centre of Excellence” the IPC and LVBC PCU will support the LVB IWRM
institutions, where this is needed, to bring the procedures for data collection,
verification, validation, analysis and management up to the required standard.
It is highly recommended to set the frequency of any data transfer to one
month at the most, as this will enable LVBC to signal any possible issues early,
and offer timely assistance where this is needed, required and possible.
The consultation meetings planned at the Partner State IWRM institutions and
the subsequent regional level IWRM meetings will be used to draft the specific,
defined procedures and rules required for successful data exchange.
Global data sources
In parallel, the options to use ‘global datasets’, data that are freely available
through the internet, should be explored. Such datasets, obtained by satellites
and weather stations, are already successfully being used as input in hydrological modelling. A huge trove of satellite imagery and GIS maps are in the
public domain, as well as global meteorological data. The use of satellite sensors to signal localized nutrient pollution in Lake Victoria might be feasible; a
study into documented applications of satellite data for data gathering and
modelling for Lake Victoria is proposed.

Database implementation Plan (T43)

Based on the findings of the consultation meetings, inventory of data and models, the IPC will develop an LVB IWRM data base implementation plan, closely
linked to the requirements for the LVB WIS. The plan shall describe the required implementation steps, milestones, planning and responsibilities for implementation. The implementation plan will be included in the tender documents required for the procurement of IWRM soft- and hardware.

Procurement of
IWRM soft- and hardware & tender documents (T44)

The IPC will facilitate the procurement of suitable LVB WIS soft- and hardware,
including the preparation of tender documents9. While for practical and planning purposes the development of the DBMS and the model(s) are separated,
a solution that combines not just the DBMS but also the functionality to link
models to it will be included in the description of requirements10; the hardware
specifications will take the requirements of modelling and GIS into account as
far as these are already known. The actual implementation of (the) model(s)
can then take place as soon as the required datasets have been entered, validated and verified (T51-53).

9
10

The procurement will be covered by the disposition fund. The required procurement regulations will be adhered to.
Such DBMS model platforms exist; Mike Basin is one example (in use at Nile-SEC; Delft-FEWS is another. Both have predefined DBMS systems that can be extended to include additional datasets, have functionality to automatically obtain global
data and GIS/remote sensing information, and can be linked to a series of (IWRM and other) models (for MikeBasin based on
information obtained from LVBC PCU staff, for DelftFews from own experience).
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Supervision of software development
and implementation
(T45)

Guided by the implementation plan the IPC will supervise the (technical)
DBMS installation. Then, based on the results of the consultation meetings,
LVB Partner States’ IWRM technical staff can be involved in the configuration
of the DBMS to meet the requirements of the LVB users. This can be done by
conducting training sessions by the DBMS specialists, after which the LVB
IWRM staff can work on the configuration, guided by the DBMS specialists.
Depending on the availability of LVB IWRM technical staff, the demand for
such ‘job-embedded support’ and possibly budget constraints, several such
sessions can be carried out, step by step building the LVB WIS database. It is
also possible to include joint testing, as basis for completion and handing over.
The IPC will retain the overall responsibility of the DBMS installation and configuration.

Tasks and responsibilities for data management (T46)

It is essential that tasks and responsibilities for data management within PCU
specifically or LVBC in general are well defined; the IPC shall support the PCU
in this important task. As part of this task and of Task 39 and Task 42, a professional network of IWRM technical officers in the LVBC Partner States will
be established and facilitated from the PCU / LVBC. This network will also
form the LVB WIS User Group, which will support the continuity and necessary
upgrading of the LVB WIS (see also Task 54a).

Capacity development, training in the
use of tools, manuals (T47)

Capacity development for the PCU/LVBC team and LVB Partner States IWRM
technical staff will be carried out as part of the LVB WIS DBMS configuration
(see Task 45), jointly with the LVB WIS DBMS developer. As per ToR such
(hands-on) training will enable the users to successfully and confidentially
carry out the following tasks:
a. Proper use of basic database functions (querying, mapping)
b. Management of the database
The IPC and LVB WIS DBMS developer will, in close cooperation with the
LVBC PCU:
a. Develop pre- and post-processing tools and conduct training in the
use of these tools
b. Define and implement IWRM reporting standards
c.

Support data collection and data analysis (see also Task 42)

d. Define responsibilities for quality assurance / quality control and reporting of results, including protocols
e. Develop user-friendly manuals and training material.

9.5

LVB IWRM Knowledge Hub

The ToR and the Final Specification Document both mention a “Literature Database”. The objective is
to make the collection of books, documentation, reports and (scientific) papers, articles and presentations now available at LVBC accessible and searchable. This fits squarely with the intention, voiced at
the 2nd Ordinary RPSC meeting of February in Kisumu, to build the LVBC into a Centre of Excellence
for IWRM.
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Chapter 3 of the Final Specification Document describes the current situation, approach and requirements in detail. It also stipulates that maps and datasets should not be considered for this database.
While strictly speaking (GIS) maps and (MS Excel) datasets are not literature, there are good arguments
to widen the scope of the described Literature Database into an LVB IWRM Knowledge Hub, which also
stores and manages products and resources of (earlier) projects and activities:
·

In many cases, studies that are undertaken need data; rough datasets are improved, or new
datasets are acquired as part of the study but are not used to improve the original database
(either by improving the original dataset or by adding the improved dataset). While this would
be the preferable course of action, it is often not done11. For that reason, it is strongly recommended to create project data and information repositories, where all relevant digital data is
stored in an accessible manner.

·

Access to the non-literature information could be arranged by including clear descriptions of the
(project) data in a (standardized) document that can be accessed in the “literature database”
part of the Knowledge Hub. Requests for information can then be submitted through a webportal, stating the reason / justification for the request and a means of verification of the identity
of the person / organisation requesting. This access management can be set up at various
levels of restriction, from pre-vetted organisations to – for some information – open access for
valid purposes. The repository can be organised in a relatively simple manner (even as an
agreed, predetermined file directory structure), with data delivery by sending a link to a VPN
download site, for instance. In all cases the intervention of a human information manager is still
required, though an automated system might be designed and implemented at a later stage.

·

To ensure that project data does not become inaccessible, LVBC should consider obliging all
IWRM and related projects to submit a digital copy of reports and datasets for the Lake Victoria
Basin upon completion. Ideally all EAC member states could follow suit at some date in the
future, creating depositories and one central access point or consolidated depository for all projects and project results carried out within the EAC Partner States.

The EAC has implemented an online Document Repository which also holds documents under the subheading of LVBC (http://repository.eac.int/handle/11671/5, 169 publications on February 26, 2020). At
the moment this is more limited than the ‘literature database’ envisaged under the Knowledge Hub;
there are more than 300 reports, books and articles collected at LVBC. As it is desirable to make use of
existing systems as much as possible the first action would be to see how the EAC LVB repository can
be included in the LVBC Knowledge Hub. Based on consultations, either a parallel system with the
required functionality will be built at LVBC or requested functionality can be added to the EAC LVBC
document repository. If parallel systems are needed, then a very active exchange of (a selection of)
documents between both repositories needs to be realised, and hyperlinks at each web portal installed
that point at the other portal.
The concept of a knowledge hub can easily be replicated at the relevant IWRM institutes in the Partner
States. If this is implemented, a protocol for exchange of documents needs to be set up to ensure all
Knowledge Hubs have all (relevant) documents available.

11

In fact, it happens all too often that any digital reports, (GIS) maps or other datasets are no longer accessible relatively soon
after completion of projects and programmes – this amounts to a destruction of value and capital.
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9.6

IWRM Model

The specification report for the IWRM model13 proposes off the shelf tools or models to be given preference. Software development of a new model is considered inefficient. The LVB WIS should be built
upon existing national and regional tools and models, for which capacity has been built at national level
over the years. This means that (modules of the) Nile Basin Decision Support System (Nile DSS) or Soil
Water Assessment Tool (SWAT) are possible model codes12. The preferred solution would have a flexible (DBMS) system that can handle the variety of tools and models presently being used within the
LVB. A final decision will be prepared with care in coordination with the relevant stakeholders in the
Partner States.
In 2016, SWECO13 developed the IWRM model concept. It is the basis of the development of the LVB
WIS, see 9.4.
While the aim is for an integrated modelling system, it is recommended that the LVB WIS to be used to
make limited model runs, for instance (groups of) river basins of tributaries to Lake Victoria. In practice
this depends on the influence of the lake on the river basin models; for hydrological models the lake
level will be an important boundary condition.
Table 10: LVB IWRM Model Description

Functional
Component

12

13

Description

Regional
knowledge
base

A regional knowledge base that provides a common and shared information
basis for the planning and decision-making processes, locally, sub-regionally, and basin wide, directly accessible for all stakeholders in line with the
Lake Victoria Basin Data and information sharing and exchange procedures;

An LVB modelling system
(LVB WIS) built
around 3 modules

A Water Resources Module (WRM) as a dynamic water budget and water
quality model, building on/using the existing models. The WRM is expected
to be extended to fully cover the lake system. The WRM computes water
supply and demand on a daily basis and can be aggregated to monthly and
annual water budgets for any node, sub-catchment, or administrative
grouping. This basic core model system interacts with logical pre-processors (hydro-meteorological data management, time series analysis, rain-fall
runoff model, irrigation water demand, watershed erosion) and in turn provides the inputs for a water quality model (BOD, nutrients, conservative
substances, first order decay, turbidity/sediments including bank and bed
erosion and transport).

An updated and more comprehensive list of models that are used within the LVB will be a result of the planned Consultation
Meetings, Task 42
Final Specification Report, Design and Specification of an IWRM Model with a Sound GIS Database to Support Future Investment Decisions; LVBC/JV SWECO-Alterra-Ecorys, November 30, 2016
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Functional
Component

Description
A Water Intervention Module (WIM) that helps to design and evaluate
possible interventions, strategies and projects in response to the problems
and challenges identified and prioritised in the stakeholder consultations.
The WIM enables the IWRM model to be used as a decision support tool
for policy makers to decide on feasible development scenarios, anticipate
autonomous developments, and set priorities in investments. The WIM considers the effects and outcomes of measures and investments in the sector
of water supply, treatment projects, dams, irrigation etc. as well as of policy
changes like water pricing and environmental protection. Within the WIM
the effects of these changes can be identified for the current situation and
for the expected future development scenarios (e.g. climate change, economic growth, demographic changes, etc.).
A Water Utilization Module (WUM) that helps in ranking scenarios contemplated under the WIM based on certain pre-defined criteria. Those criteria may be economic, environmental or social (to rank and select alternative solutions for win-win strategies). The WUM shows relations between
water quality problems and damages on one side, and pollution sources on
the other side. By mapping water users and potential sources of water quality problems, water resource managers will be able to better assess the
effect of measures (which users will be affected), to gain improved understanding of potential causes for damage and to better assess research and
monitoring needs.

While the objective is to build one LVB WIS, this tool will consist of one or more databases, which are
used by a suite of models; the results of the models are also fed back into the database(s) if relevant
(Figure 16). The LVB WIS can be seen as only the combination of DBMS and models, but in a wider
definition it takes in all knowledge available at the LVBC, including expert knowledge and the information
stored, managed and shared in the LVBC Knowledge Hub. This is visualized in Figure 17. To establish
a sustainable and successful LVB WIS the human resources aspects need to be taken into account;
retention of knowledge, proper handing over and training of new staff is currently a serious challenge
and will need considerable attention by the LVBC management.
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Figure 16: LVB WIS - Wider Definition of WRM Information Centre
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Figure 17: Concept of LVB WIS – Example of DBMS – Model Linkage and Data Flows

The LVB WIS will be established at the LVBC in Kisumu, while a local version can be developed at a
selected institution in each of the Partner States. All instances of the LVB WIS should have the same
overall database structure and the same linkages to model(s); however, not all datasets and not all
models need to be implemented in the Partner States at this first stage of the programme.
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Phase 1

•Most important model(s) linked
•No regret model(s) linked
•LVB WIS operational by early 2023

Phase 2

•Further models linked as per priority agreed by LVB WIS User Group
•Datasets added and updated that are required for these models
•LVBC and partner countries have WIS with added functionality

Phase 3

•The cycle as outlined under Phase 2 will be repeated
•LVBC and partner countries have WIS that is and will remain ready for all new IWRM challenges
they face

Figure 18: Phased approach implementation of WIS functionality

In general, a phased approach is recommended; the addition and/or configuration of the most important
models as well as ‘no regret’ models (easy to link and implement) will have the highest priority; other
models can then be phased in depending on need and available resources (HR and financial), see
Figure 18. In this way the LVB WIS can be seen as a ‘living system’, where there is no hard completion
state, but functionalities are added over time, ensuring that the LVB WIS will be useful relatively soon,
and become more useful in time.
In the description of activities / tasks below the generic term “model(s)” or “modelling capabilities” is
used. These terms include all the capabilities described in Table 10 under “Water Resources Module
(WRM)”, “Water Intervention Module (WIM)” and “Water Utilization Module (WUM)”; in the prioritization
of model elements to implement the proper implementation sequence needs to be taken into account;
without at least a set of WRM models the WIM and WUM modules cannot work.

Special report
on scope and
detail of the
model (T48)

A final decision of the scope and resolution of the IWRM model will be taken at the
latest by September 2021 (18 months after start of the LVB IWRMP). This decision
will be based on extensive consultation with the relevant Partner State IWRM institutions and LVBC, and on the status of the data availability and quality by then.
The rationale for the decision will be outlined in a special report (“Scope and detail
of the LVB WIS modelling”) to be presented to the LVBC, RPSC and KfW.

Review implementation approach (T49)

In parallel with the preparation for (T48) a review of the implementation approach
as outlined in the IWRM model specification report will be carried out, also with
extensive consultation with the stakeholders, and the updated approach will be
presented together with the Special Report.

Updated implementation approach (T50)

Final Inception Report

The updated report will include a draft LVB WIS modelling implementation plan.
The plan shall describe the required implementation steps, miles stones that need
to be achieved before other steps are implemented, responsibilities for implementation, and timelines.
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Based on suggestions and comments from LVBC, RPSC and KfW an updated and
final version of the “Scope and detail of the LVB WIS modelling report” and updates
Model implemen- of the implementation approach and implementation plan will be prepared.
tation Plan (T51) Consultation meetings and meetings dedicated to DBMS configuration and training
will be used from the very start of the LVB IWRM programme activities to discuss
ideas and concepts on the required model capabilities and existing models that
can and should be included. The first set of basin wide consultation meetings is
scheduled for May 2020.
While the focus for the LVB IWRM programme is on water quality, the LVB WIS
could be a sound basis for the installation of a Flash Flood Guidance System.
While this cannot be facilitated under the current Phase 1, the potential benefits
can be investigated, and if desired a pre-feasibility study could be carried out and
an assessment note may be compiled.
Procurement
of soft and
hardware (T52)

The IPC will facilitate and support the PCU with procurement of suitable LVB WIS
software required for the modelling capabilities, including the preparation of tender
documents. If additional hardware is required this will be included, though it is foreseen that the hardware procured under (T44) will be dimensioned to facilitate both
the DBMS as well as all modelling and GIS requirements for the LVB WIS14. The
requirement to favour existing systems within the LVB or at least to allow the continued use within the LVB WIS will be included in the tender.

Supervise
software development and
implementation (T53)

Guided by the implementation plan the IPC will supervise the (technical) model
system installation. Based on the results of the consultation meetings, LVB Partner
States IWRM technical staff can be involved in the configuration of the models to
meet the requirements of the LVB users. This can be done by conducting short
training sessions by the modelling specialists, after which the LVB IWRM staff can
work on the configuration guided by the modelling specialists. Depending on the
availability of LVB IWRM technical staff, the demand for such ‘job-embedded support’ and possibly budget constraints, several such sessions can be carried out,
step by step building the LVB WIS modelling capabilities. It is also foreseen to
include joint testing, as basis for completion and handing over. The IPC will retain
the overall responsibility of the model installation and configuration.
As it is expected that existing models will be included for which capacity exists
within the LVB, the LVB model officers with this knowledge can also fulfil the role
of ‘model implementation specialist’ and take an active role in the training and support of other LVB IWRM officers in the “on-the-job training sessions.

Capacity development
(T54)

14

Capacity development for the PCU/LVBC team and LVB Partner States IWRM
technical staff will be carried out as part of the LVB WIS DBMS configuration (see
Task 45 and 54), jointly with the LVB WIS model developer. As per ToR such
(hands-on) training will enable the users to successfully and confidentially carry
out the following tasks:

The procurement will be covered by the disposition fund. The required procurement regulations will be adhered to.
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a. Training in the proper use, management and configuration (updating) of
the model(s); in the case of inclusion of (river basin or other) models that
were developed by one of the LVB Partner State IWRM institutions the
responsibility for management and updates of the configuration is and will
remain with this institution; necessary model software updates can be
(partly) financed by the LVBC15.
b. Update and implementation of IWRM reporting standards by using modelling results.
c.
Operation and
Management
(O&M) of the
LVB WIS
(T54a)

Develop mechanisms to use modelling results for the development of a
regional IWRM priority investment plan.

Once the first version of the LVB WIS is operational, it is important that a
sustainable mechanism is established to support the operation and maintenance
of the LVB WIS. This will include technical support with the DBMS and models,
ideally set up through an online and easy to use web portal. A system to submit
and handle change requests needs to be established at LVBC, which is when
users find that in day to day use of the LVB WIS certain improvements would be
helpful. Feedback on the actual use of the system is an invaluable way to improve
it and to ensure that it is easy to use, and thus actually used.
Progressive or phased implementation is the preferred approach to ensure
sustainability. Core and priority models are implemented first, other models /
capabilities can be added at a later stage. Such additional models can of course
only be implemented if the required datasets are available and of sufficient quality.
To enhance involvement of the users in decisions on further development of the
LVB WIS, it is recommended to set up a LVB WIS User Group, and to organise
regular (6-monthly) meetings of representatives to decide on further improvements
and developments, especially taking into account the list of change requests. The
User Group should recommend prioritization of these change requests and other
maintenance activities based on the available (time, human and budget) resources. Any change requests not fulfilled can be carried over to the next round.
Minutes of the meeting are to be shared with all members of the user group and
should show clear justifications for the decisions. The recommendations are submitted to the LVBC for endorsement and financing.

15

Depending on the availability of budget
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10

IPC Staffing Concept and Planning

10.1

IPC Staffing Concept

The staffing concept of the IPC for the LVB IWRMP is based on a complete integration of all IPC
activities within the PCU and LVBC. The capacity of the PCU is 2 full time staff, plus the support from
other Units and Officers in LVBC. Nevertheless, there is a risk of overloading the PCU with a variety of
different types of activities from two consultant teams. In the beginning, when routines have not yet been
fully established, the IPC shall work side-by-side with the PCU and relevant LVBC staff to perform all
duties. Once the systems and procedures have been established and are anchored within LVBC this is
expected to become less time consuming.
Administrative support for the Programme is under consideration.
From the side of the IPC, the staff set-up is depicted in Figure 19.

Figure 19: IPC Staff Setup

The IPC has five key expert positions as follows:
1) Programme Management Advisor
2) International Junior Expert
3) IWRM Advisor
4) Communication and Visibility Study Expert; and
5) Feasibility Study Lead Expert.
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It should be noted that the International junior expert already has 8 years of relevant experience and
may therefore be named International Associate Expert.
In addition to the key experts, two supporting expert pools are foreseen. The expert pools are divided
into two main fields of interventions:
1) Engineering Support Pool
2) IWRM Support Pool.

The key expert positions are covered by international experts, whereby the supporting expert pool is
composed of mainly regional experts. For several positions of the expert pool an international expert
was identified.

Tandem approach between international and regional experts
During the inception phase, the staffing approach and especially the input for the upcoming months
which was proposed in the technical proposal of the IPC has been re-assessed.
Based on the needs and findings, a more intensive cooperation between international key experts and
regional experts has been considered as more suitable to successfully implement the IPC services.
Therefore, the IPC will employ one regional expert with each international expert, while forming a
tandem for each field of expertise. In this way, continuity and steady following up of tasks during the
absence of international experts shall be ensured. Moreover, through this tandem approach a capacity
building for regional experts is enabled, which supports the sustainability of the Programme results. In
the staffing schedule (Annex 9) this approach is integrated.
Further, based on the experience during the first 3 months, it seems necessary to allow international
key experts to work a certain number of days from their home-office. This is essential in order to followup on field missions, but also to remain available for other team members, particularly for the regional
experts, whenever there is a request.
In this way, a more flexible input for the international experts is ensured, while requests can be answered
at any time and momentum maintained.

10.2

Reallocation and Re-scheduling of Expert-Months

Programme Management
During the Inception Period, the Sectoral Council of Ministers for Water and Environment decided to
develop a water policy and strategy for the EAC. This water policy and strategy must be guided by a
Water Framework. The Council directed LVBC to liaise closely with the EAC in this process. The
implication is that there will be more emphasis on the activities of IPC related to water governance and
strategy development than initially foreseen. In the next section, this topic is addressed in more detail.
This heavier emphasis on water governance will be realised through a substantial increase of the inputs
of the International Water Governance Expert.
To remain within the total amount of agreed international staff-months, the time inputs of the PMA will
be reduced accordingly.
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This results in an adjusted staffing concept with three senior key experts, each with profound knowledge
in programme management and extensive experience in the most relevant aspects of the LVB IWRMP:
1) Programme Management Advisor
2) IWRM expert; and
3) Water Governance expert.

The 3 key experts will be jointly sharing the activities for the Programme management; however, the
core responsibility remains with the PMA.
One of the 3 key experts will always be present in the Programme to guarantee continuity in overall
guidance of the Programme. The IPC ensures the proper handing over of the tasks from one expert to
another. To this end, there will always be some time overlap in their inputs.

Feasibility Study Expert
As part of the IPC’s services, the preparation of optional feasibility studies is foreseen. In order to make
this a viable option, activities on the development of the project pipeline have to start as soon as
possible. For this reason, the FS lead expert will be mobilised for a first mission starting from the
Inception Workshop when he will start working on activities for establishing the project pipeline.
It is essential that the FS lead expert starts his assignment from this stage as the fine-tuning of eligibility
criteria, prioritization criteria, format for project pipeline proposal requires his technical expertise.
His input over the project duration is reflected in the staffing schedule.

Additional Staff Requirements
In addition to the above, we propose to mobilise a Monitoring and Evaluation Expert to join the IWRM
support pool. The need for such an expert is outlined in Chapter 7 of this Inception Report. His expertise
is required to prepare a thorough assessment of the existing M&E system and the possibility of linking
and aligning it to the Programme level PME. His contribution is to be expected after the inception phase.

Change of Regional Experts
Two proposed regional experts are no longer available for the IPC: The Regional IWRM Policy expert
Mr. Emmanuel Olet, and the Regional IWRM database expert Mr. Benjamin Ssekamuli. Mr. Olet has
been employed elsewhere, whereas Mr. Ssekamuli has been recruited by LVBC as staff for the PCU.
For both experts, the IPC is in the process of selecting replacements. A regional Communication and
Visibility expert is also under selection.
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10.3

Activity Plan

The activity plan covering the entire IPC approach will involve extensive travelling to the Partner States.
The travelling and close liaison with programme partners in the Partner States is crucial in order to
improve mutual understanding, to promote the programme, to create awareness and commitment and
strengthen cooperation. Team travels within the LVB would be highly facilitated through EAC residence
permits, if those could be provided.
For the upcoming first six months period the activities are scheduled with corresponding inputs by IPC
experts. The cornerstone of the IPC approach is that all activities will be carried out together with the
PCU. As the PCU consists only of two staff members, it has to be acknowledged that this activity schedule will be too comprehensive to be shared intensely by the PCU with its current staff. It is therefore
proposed to increase the implementation capacity of PCU. To this end, it might be considered to employ
young graduates from the Partner States. They could be remunerated from the IPC contract – in this
contract some staff months could be shifted to accommodate the costs. It is expected that the financial
implications will be moderate.
The Activity Plan consist of two excel tables: one for the period April – September 2020, the first six
months period, for which a detailed activity schedule is provided. The second table covers the period
from October 2020 until February 2023 and is less detailed.

10.4

Staffing Schedule

The staffing schedule was drawn up to match the activity plan. It too consists of two tables. The first
covers the first six months (April-September 2020), the second covers the remainder of the LVB IWRMP
period, up to February 2023.
The tables are included in Annexe 9 (staffing) and 10 (activities).
In Table 11, the planned staff inputs and activities for the next six months are indicated.
Table 11: Staff Inputs and Activity Planning April - September 2020

Expert
Programme
Management
Advisor (PMA)

Int. IWRM Advisor
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input

Duration
of input

April

5 weeks

July-August

7 weeks

IR workshop

1 week

Activities
·
·
·
·
·
·
·
·
·
·
·
·

PCU capacity building
Reporting
Adjustment of the POM
Programme management
Project pipeline development
Support PCU in procurement procedures
Finalising/implementing the PFAs
PCU planning and budgeting for Disposition Fund
C&V follow-up
Follow-up on monitoring and reporting system
Programme planning October 2020 – March 2021
Support during the IR Workshop
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Expert

input

Duration
of input

May-June

6 weeks

SeptemberOctober

4 weeks
(+2 weeks
in October)

Int. Junior Expert

April-September

22 weeks

Int. Communication expert

April-May

4 weeks

September

2 weeks

April-May

4 weeks

July-August

6 weeks

April

2 weeks

May-June

2 weeks

April

2 weeks

Int. FS Lead Expert

Int. Legal affairs
expert

Int. Water governance expert
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Activities
· Relationship building PCU-Basin / IWRM institutions including visits to partner states, prepare for
data exchange / joint LVB WIS development
· Prepare for LVB WIS - DBMS
· Assessment / recommendations Knowledge Hub
establishment in LVBC
· Planning study tour Europe/Region for technical.
Water Information System experience exchange
· Prepare design for IWRM database, prepare for
procurement hard / software
· Work on data transfer procedures, draft data exchange protocols (ongoing work)
· Evaluate use of global datasets (GIS, RS)
· Establishment of LVBC Knowledge Hub
· Support PME system establishment
· Support preparation second six months workplan
· Support for all activities in LVB IWRMP
· Logistic support for experts
· Support with developing the IWRM database, emphasis on data exchange, availability
· Prepare C&V Strategy and C&V Plan for April-September
· Establish IWRMP webpage within the LVBC website, establish procedure for regular updates
· Update C&V Strategy
· Evaluate C&V first 6 months
· Prepare 6 monthly C&V plan
· Prepare a Strategic Regional Priority Investment
Plan
· Application forms for project proposals
· Communication to partner states
· Establish a project selection committee
· Liaise with partner states
· Liaise with partner states/NPEAs
· Support preparation of pipeline proposals
· Support the PCU in overseeing procurement
· Generic model of a PFA
· Flow of funds per HPI
· Fine tuning PFA for specific case (probably first
Mwanza)
· Support during the IR workshop
· Updating the Stakeholder Analysis
· Updating the Programme Operational Manual
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Expert

input

Duration
of input

June-July

6 weeks

September

2 weeks

Regional IWRM
policy expert

June- September

9 weeks

Regional C&V
Expert

May-September

8 weeks

Regional WIS
data expert

May-September

15 weeks

Regional
WatSan expert

April-May

4 weeks

August

2 weeks
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Activities
· Vision development and goals setting for the LVB
IWRM Strategy
· Strategy workshop in each Partner State
· Preparation input for RPSC-10
· Planning study tour Europe
· Scenario development LVB IWRM Strategy
· Preparation detailed alternatives
· Schedule detailed activities October ’20 – March ’21
· Supporting LVB IWRM vision and strategy development
· Conducting strategy workshops in the partner states
together with the International Water Governance
expert
· Support the international C&V expert with the C&V
Strategy and C&V Plan development.
· Support implementation of planned C&V activities
· Support the development of the IWRM database together with the International IWRM advisor
· Facilitate data exchange agreements between partner states
· Establishment of project pipeline
· Awareness raising partner states
· Missions to partner states for joint dialogue
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11

Programme Organisation and Logistics

11.1

Programme Organisation

The Programme Executing Agency (PEA) for the LVB IWRMP is the Lake Victoria Basin Commission
(LVBC). In the LVBC organisation, the Programme Coordination Unit (PCU) is responsible for the implementation of the Programme. There are two consultants to support the PCU: the IWRM Programme
Consultant (IPC) and the Programme Implementation Consultant (PIC). The IPC supports the PCU with
LVB IWRM Programme development. Figure 20 shows Programme Partners within the LVB IWRMP
structure.

Figure 20: LVB IWRMP Structure for current NPEAs

·

The EAC is the direct counterpart of the KfW and the EU

·

The KfW has appointed a Programme Assistant Consultant (PAC). The PAC is based in Nairobi and is the liaison between the LVBC, the IWRM Programme and the consultants and the
KfW Headquarters in Frankfurt.

·

The EAC has appointed the Lake Victoria Basin Commission (LVBC) to execute the Programme

·

The LVBC has established the Programme Coordination Unit (PCU) for the implementation of
the Programme

·

The EAC, LVBC and KfW entered into direct agreement for the specification on the Programme scope and details in the form of a “Separate Agreement”

·

LVBC has entered into consultancy contracts for support to the Programme.
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·

JV Sweco GmbH is the IWRM Programme Consultant (IPC). The IPC organisation consists of
a full-time Programme Management Advisor and a full time Junior International Expert. In addition, the Key experts for the IPC include the IWRM Expert, the Communication Expert and
the Feasibility Lead Expert. This IPC core team is supported by two pools of experts.

·

The LVB IWRMP works closely together with the relevant institutions in the Partner States. In
Kenya, Tanzania, Uganda and Rwanda National Project Executing Agencies (NPEAs) are appointed for the implementation of the HPIs. Each NPEA has a National Project Coordinator. In
each partner state the Programme works through the representative of the Ministry in charge
of EAC affairs, National Focal Point Officers.

·

The IPC works directly through the PCU as outlined in Chapter 4, The IPC prepares every
three months a Progress report in which the Programme activities of the previous period are
described. Every six-months a detailed activity plan along with the staffing schedule will be
submitted. The Progress reports include information of the logistical, organisational and financial aspects of the assignment.

11.2

Logistics

LVBC has provided the IPC with office space at their premises, and the office will be fully equipped.
In addition, the IPC is currently in negotiation with LVBC to recruit an office-manager for the coordination
and support of Programme activities.
For the Consultant’s international long-term staff, two furnished apartments are rented in Kisumu. The
short-term experts stay in hotels in close proximity to LVBC. During field trips, the experts will stay in
hotels.
It has been agreed with LVBC to purchase an EAC vehicle under this consultancy agreement to facilitate
exemption from taxes. However, due to the complexity of the procedure, the vehicle has not yet been
purchased. Having a car with EAC registration will substantially facilitate travel from Kenya to Tanzania
(Mwanza) and from Kenya to Uganda (Kampala).
Temporarily, the Consultant has hired an independent vehicle and driver to circulate in the project location.
Upon requirement and whenever it deems necessary, further vehicles will be rented for the peak seasons.
For international experts, according to the ToR, 25 international flights and 75 regional flights are foreseen. However, given the duration of the project, it is important to increase the amount of international
flights and pursue a more flexible approach with international experts as outlined in the Working Programme.
For trips to the Partner States, either regional flights and/or transport with local rented vehicles, depending on the adequacy. The regional flights will mainly be used for mission to Partner States for working
visits to Partner States for consultation meetings, site visits, trainings etc.

11.3

Contractual Issues

The work of the IPC is governed by the Consultancy Contract between the LVBC and the JV Sweco
GmbH. The cooperation between the two partners during the Inception Period was excellent and no
serious problems are foreseen. There are however, two issues that would be pointed out.
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A large number of experts are foreseen for the implementation of the Programme. These experts will
spend longer or shorter periods in the Programme area, and the remainder of the time in their home
office. According to the contract, only the days worked in the Programme area (i.e. the LVB), will be
paid. However, it may be highly efficient if short term experts can provide some support from home office
in between missions. It is therefore requested to allow for such home office support. The agreement of
the PCU will be required. Likewise, it is efficient to allow short term consultants to optimise their input
on site by working during weekends.
The second issue is also related to the large number of experts and the even larger number of expert
missions that are foreseen in the activity plan. It is virtually impossible to plan all these inputs exactly for
the complete duration of the Programme. Implicitly, this has already been acknowledged through the
reporting system: the Consultant shall submit a detailed activity plan every six months and this workplan
shall include a detailed staffing schedule. For a proper implementation of the tasks, it is unavoidable
that these detailed six months staffing schedules may divert from the original overall staffing inputs as
proposed in the Proposal, which are now the basis of the Consulting contract. It is evident that this will
not lead to substantial differences in the totals: the total amount of the staff inputs will not be changed.
During the Inception Period, the first minor deviation from the original contract took place. In the line-up
for the Programme, Mr. Markus Niecke is mentioned as the long-term junior Expert on the team. Due to
the delays in the start of the Programme, Mr. Niecke was employed on another project and was not
available for the Inception Period. His position was temporarily covered by Ms. Lisa Hecker who has
been involved since the study phase for LVBC and will continue to serve as project manager.
After the Inception Phase, Mr. Niecke will join the team on-site and will be working full-time in Kisumu.
This shift in staff has been immediately mentioned and agreed, upon the arrival of the PMA in Kisumu
in January 2020.
The Project Director, Mr. Alexander von Goertz has discussed the matter with KfW in Frankfurt. Both
from the side of the KfW and from the side of LVBC, the shift has been agreed upon and approved.

11.4

Project Duration and End Date of Project

In the Programme Proposal, it was assumed that the activities in the LVB would start in June 2019 until
February 2023. As a consequence, the duration of the assignment would have been 3 years and 9
months. Due to a delayed project start, the IPC services for this Programme started in mid-January of
2002, instead.
Considering the fixed end date in February 2023, as of existing funding agreements, a project duration
of 3 years and one month remains. This means that there is about 25 % less time to carry out all tasks.
In a programme that is focused on capacity building, this is a challenge: Capacity building cannot be
speeded up just by increasing the input in staff months. Working with local counterpart organisations
means accepting their lead time. Therefore, we take into account the scenario that not all planned man
months can be meaningfully utilized until February 2023. The option of a budget neutral extension of 6
months may have to be considered.
The end date of the Project wouldn’t imply the end date of the LVB IWRMP, because this development
requires a horizon of at least 20-25 years. Long gaps in programme support such as happened between
the preparation phase and Phase 1 should be avoided if possible; it takes away the momentum of the
process. Therefore, it is recommended that preparations for the next Programme Phase should be possibly started from the beginning of 2022.
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11.5

Partner Organisations and Activities

LVB IWRMP can only become a success if most of the activities are implemented in the partner states
with stakeholders from these partner states. At present, LVBC has contact persons in every partner
state: the National Focal Point Officers. To create a network for collaboration in the field of IWRM this is
a start, but more is required. The approach of LVB IWRMP will be that during the first visit to a state, the
National Focal Point Officers will be visited. Through them, the specialised institutions and staff that are
relevant for the IWRMP will be addressed. IPC has developed a tentative list of such institutions in every
Partner State. The key institutions are:
·

Tanzania: Lake Victoria Basin Water Board in Mwanza. This institution comes under the Ministry of Water

·

Kenya: Water Resources Authority (WRA). WRA a state corporation under the Ministry of Water, Sanitation and Irrigation. The two relevant regional offices are Lake Victoria North (in Kakamega) and LV South (in Kisumu) Basin Areas

·

Uganda: Directorate of Water Resources Management (DWRM). The Directorate is responsible for managing and developing the water resources of Uganda. It has four departments: Department of Water Resources Monitoring and Assessment, Department of Water Resources
Planning and Regulation, Department of Water Quality Management and Department of International Transboundary and Water Affairs. The Victoria Water Management Zone is the relevant one for the LVB IWRMP

·

Rwanda: Rwanda Water and Forestry Authority

·

Burundi: Ministry of Water, Environment, Land Use Planning and Urbanism

Apart from institutions and experts in those institutions, LVB IWRMP may improve its impact by liaising
with on-going projects, and/or with making use of the results and recommendations of such projects.

The LVB IWRMP is one of several projects implemented by the LVBC. The projects which are most
relevant for IWRM are:
·

Lake Victoria Environmental Management Project

·

Lake Victoria Water and Sanitation Project

·

Population Health and Environment Project

·

Adaptation to Climate Change in the LVB Region

The first two projects are currently in between closure of the previous phase and a decision to implement
a next phase. No staff that was involved in these projects is still employed in LVBC.
The Population Health and Environment (PHE) Project is ongoing until 2021. This project is linked to
another relevant initiative: the Mara River Basin Development Project, which is a transboundary project
between Kenya and Tanzania.
The Adaptation to Climate Change (ACC) project is coordinated by a staff in LVBC. One of the activities
of ACC is to develop LVBC as a knowledge hub for climate adaptation. This offers an opportunity to
coordinate with the activities of IWRMP to develop LVBC into the regional centre of excellence for IWRM.
Coordinating the activities of LVB IWRMP with PHE and ACC will be very beneficial. As the responsible
staff are all based in LVBC Headquarters in Kisumu such coordination can be facilitated easily. It is
anticipated that the planning of activities for IWRMP in the five Partner States will be made in
consultation.
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A major Partner Organisation for IWRMP is the Nile Basin Initiative (NBI). As was indicated earlier in
this Inception Report, the organisation of an introductory visit to NBI will be scheduled shortly.
Apart from the projects implemented through LVBC, there are a large number of projects in the different
Partner States. Whenever IPC organises visits to the states, the list of on-going relevant projects will
play a role in the discussions with our contacts. In Annex 11, the projects in the different states are
listed. This list will be continuously updated during the IWRMP activities.
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