[image: Coat of Arms][image: ]                                                                                                                 [image: C:\Users\CCA2\Pictures\securedownload.png]

[bookmark: _Toc404925875]Management response to the Project Terminal Evaluation Report of:

Project Title: 	Adapting National and Transboundary Water Resources Management in Swaziland to Manage expected Climate Change Project
Project #: 			Project: 00077723
GEF ID #: 			PIMS 3603
Terminal Evaluation Completion Date:  30th August 2016
Date of Issue of Management Response: 30th September 2016

Prepared by: 	UNDP Swaziland Country Office
Contributors: 	Sithembiso Gina UNDP CO Focal Point, Ncamiso Mhlanga Project Manager, Obed Ngwenya, Director Department of Water Affairs and Project Focal Point.
Cleared by: 	UNDP Resident Representative, Project Steering Committee and Project Board.

Context and Background 
Swaziland shares three (3) river basins with South Africa and Mozambique. These basins are important to the country’s economy and the livelihood of the vulnerable populations. Significant national investments[footnoteRef:1] aimed at increasing the agricultural production by supporting small-scale sugar cane producers and the diversification of the agricultural sector are undertaken along these river basins.  [1:  Komati Basin Water Authority (KOBWA), Lower Usuthu Small-holders irrigation Project (LUSIP), and Komati Downstream Development Project (KDDP).] 

The climate change and variability threat remains key in contributing to low agricultural productivity and production of crops including the main cash crop, sugar and staple crop, maize. Climate change impacts have been projected to undermine economic progress and livelihoods in the country. The high levels of poverty (63%) however facilitate the opportunity for climate change adaptation (CCA) in the rural poor communities.  The Project responds to the concerns of many vulnerable communities and stakeholders in Swaziland with a goal to ensure that the management of Swaziland’s water resources is adapted to take into account the anticipated impacts of climate change. 
The Project has the following Outcomes:
(i) Institutional capacity for climate change adaptation strengthened through the integration of climate change risks into national water resources management policies and the establishment of inter-sectoral- coordination mechanisms based on inclusive and informed national dialogue;
(ii) Climate change risk management measures integrated into national water and agricultural programmes and implemented in pilot projects to promote adaptation on the ground, and;
(iii) Negotiations on trans-boundary water management for the Incomati, Maputo and Umbeluzi river basins informed by climate change risk analysis.
Following the submission of the fourth annual GEF/UNDP web-based Project Implementation Report (PIR) exercise in July 2016, the Terminal Evaluation (TE) was undertaken from the 01st April to 30th August 2016. As informed by the UNDP/GEF guidelines, the purpose of the evaluation was to ascertain the overall project achievements and results and analyse further the factors behind the achievements and challenges. The exercise is further meant to draw lessons from the project implementation for future guidance of UNDP and GEF programme activities. Based on the findings, the TE made strategic and operational recommendations (Annex 1), thus the preparation of the management actions by the Department of Water Affairs (DWA), Project Management Unit (PMU) and the UNDP country office (CO), as informed by this report.
[bookmark: _Toc404925832]Terminal Evaluation Findings 
The Terminal Evaluation (TE) established that knowledge and awareness about climate change and its potential impact on the economy of Swaziland have increased since the launch of the CC-A project. The extent of vulnerability to climate change was assessed through the Climate Change Vulnerability Assessment Study commissioned by the project while the distribution of groundwater in the country has been mapped. The potential for and utility of crop diversification has been documented. These studies have contributed to the strengthening of institutional capacity for IWRM in the context of climate variability and change and the integration of climate risks into local, national and regional plans and legislation that effect IWRM;    
The capacities of local communities to respond to climate change risks affecting water resources and agricultural production have been strengthened through the implementation of CC-A projects which are now contributing to enhanced community resilience while degraded ecosystems including forests are being rehabilitated to improve water supply and quality. The project made interventions that addresses the needs of specific target beneficiaries including women and children especially through the water harvesting and storage projects. These initiatives have demonstrated local capacity at community level on which the Swaziland's delegation to the Tripartite Permanent Technical Committee (TPTC) can base negotiations on equitable allocation of the waters that are shared between Swaziland and neighbouring Mozambique and South Africa.
The TE concluded that the project addressed issues that are relevant to Swaziland's social and economic development. The review pointed out on the engagement of stakeholders and partners which was key in both project activity implementation and co-financing of outcomes. The project was subjected to the 2014 annual National Implementation Modality (NIM) Audit undertaken by the General Auditor’s office with no qualified opinion outcome.  The Table below summarises the assessed performance of the project by the evaluation team.
[bookmark: _Ref402190692][bookmark: _Toc404862940]Table 1: Summary of Terminal Evaluation Ratings
	Evaluation Ratings:

	1.Monitoring and Evaluation
	Rating
	2.IA&EA Execution
	Rating

	M&E design at entry
	S
	Quality of UNDP Implementation– Implementing Agency 
	HS

	M&E Plan Implementation
	S
	Quality of Execution – Executing Agency 
	MS

	Overall quality of M&E
	S
	Overall quality of Implementation/Execution
	S

	1.Assessment of Outcomes
	Rating
	2.Sustainability
	Rating

	Relevance
	R
	Financial resources
	L

	Effectiveness
	HS
	Socio-political
	L

	Efficiency
	S
	Institutional framework and governance
	L

	Overall Project Outcome Rating
	S
	Environmental
	L

	
	
	Overall likelihood of sustainability
	L


Source: Adapting National and Transboundary Water Resources Management in Swaziland to Manage expected Climate Change Project, TE Report, 2016.
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Table 2: Recommendations and Management Response Actions

	
Terminal Evaluation Recommendation 1: It is recommended that UNDP should consider using the balance on the CC-A project budget as bridge funding to extend the CC-A project for at least a year while a more permanent funding arrangement for the project is put in place.  

	Management response: The project financial resources will be completely utilised by the 30th September 2016 hence there will be no resources available for project extension beyond September 2016. The project will be closed 30th September 2016 as originally planned.

	Key action(s)
	Time frame
	Responsible unit(s)
	Tracking

	
	
	
	MOV
	Status

	1.1: Present the TE recommendations to the Project Board and seek approval for project closure.
	October 2016
	DWA, PMU
	MOV: PB meeting minutes
	Project Board final meeting on schedule for Q3 of 2016.

	1.2: Conduct Local project Appraisal Committee (LPAC) Meeting for official project closure along the UNDP procedures.
	October 2016
	UNDP
	MOV: LPAC meeting minutes
	LPAC will be conducted in the first quarter of 2017 following operational closure of the project in December 2016.  



	Terminal Evaluation Recommendation 2: It is recommended that UNDP Swaziland and the Regional Technical Advisor support the Government of Swaziland to identify new and additional financial resources for use in replicating the pilot project initiated under the CC-A project to cover more communities in the country. A possible source of funding is the Green Climate Fund and the GEF Small Grants Programme.  

	Management response: The GCF readiness proposal for the country. UNDP to engage the country on the GCF and GEF funding opportunities for the prioritisation of CC-A for the proposals that will be drafted for submission to these funding mechanisms.

	Key action(s)
	Time frame
	Responsible unit(s)
	Tracking

	
	
	
	MOV
	Status

	2.1: Engage the Government GCF and GEF focal point and develop a follow-up complementary proposal based on Government priorities for submission to the GEF or GCF
	2017
	UNDP, MNRE, DWA, MTEA
	MOV: CC-A project  proposal and document 
	The project proposal will be developed following the implementation of the GCF Readiness project.

	2.2: Establish a GEF Small Grants Programme in the UNDP Swaziland Country Office
	2018
	MTEA
GEF Focal Point
	MOV: GEF SGP Application
	Engagement with the GEF National Focal Point underway for the preparation of the country’s GEF SGP application for submission to the GEF Council in 2018.



	
Terminal Evaluation Recommendation 3: It is recommended that all relevant Ministries and Departments to include various project elements in their plans and annual budgets in order for them to attract sustainable funding.

	Management response: The exit strategy recommendations have been implemented to the effect of this proposed recommendation. Plans for all key Ministries and Departments to integrate the project elements have been established through the Project Exit Strategy. 

	Key action(s)
	Time frame
	Responsible unit(s)
	Tracking

	
	
	
	MOV
	Status

	3.1: In conjunction with recommendation 5, in coherence with the implementation of the project Exit Strategy ensure the project elements are monitored for sustainability by the RWSB and DWA.
	October  2016
	DWA, PTC, RWSB
	MOV: Sustainability plan
	On-going. 

	3.2: Facilitate the implementation  and monitoring of the sustainability plan by DWA on quarterly basis
	Quarterly
	DWA
	MOV: Reports
	On-going.






	
Terminal Evaluation Recommendation 4: It is recommended that the Project Steering Committee should be left in place over the recommended one year extension period so that the same effective project leadership remains available to the Project Management Unit.

	Management response: The Project Steering Committee/ Project Board will be disbanded following the official project closure as highlighted under recommendation 1.  

	Key action(s)
	Time frame
	Responsible unit(s)
	Tracking

	
	
	
	MOV
	Status

	4.1: Given the decision made by the UNDP CO and UNDP RTA to close the project 30th September 2016 as there are no resources to finance activities, the Project Steering Committee (and Project Board) will also be disbanded.
	September 
2016
	UNDP, DWA
	MOV: Official Project Closure minutes
	On-going.













	
Terminal Evaluation Recommendation 5: DWA inherit the Outputs from the CC-A project and integrate these into their formal work programmes. This way any additional work that needs to be supported can be funded through normal government budgetary allocations.

	Management response:  The developed Project Exit Strategy has been implemented by DWA to integrate project outputs into their strategic documents e.g (IWRM Master Plan and Departmental Annual Budgets). Project activities will now be managed by DWA and ensure long-term sustainability of project outputs.

	Key action(s)
	Time frame
	Responsible unit(s)
	Tracking

	
	
	
	MOV
	Status

	5.1: Facilitate continued implementation of the Project Exit Strategy monitoring through the IWRM Master Plan. 
	Quarterly basis
	DWA
	MOV: Reports 
	On-going.



	
Terminal Evaluation Recommendation 6: It is recommended that the DWA identifies and designates a "face" for the project to ensure the sustainability of the project outputs into the future. This "face" could be in the form of a dedicated unit or individual within DWA.  

	Management response:  The Department of Water Affairs has identified the Rural Water Supply Branch (RWSB) as the ‘face’ for sustaining the community projects such as sand dams, rainwater harvesting and the ecosystem rehabilitation. The RWSB will continue and provide support to community projects to ensure sustainability of the outcomes.

	Key action(s)
	Time frame
	Responsible unit(s)
	Tracking

	
	
	
	MOV
	Status

	5.1 The DWA ensure the RWSB follows up on the monitoring of the project outcomes. 
	September 2016
	DWA, RWSB
	MOV: DWA Annual Report
	On-going. The DWA has tasked the RWSB to continue monitoring the project outputs and provide technical support where required.











	
Terminal Evaluation Recommendation 7: It is recommended that UNDP Swaziland and the Department of Water Affairs complete the packaging of the information and publicity materials on the various elements of the project for use in creating awareness on achievement of the project results. Particular attention should be paid to the production of a Communication Strategy on Climate Change as well as simple one-page messages targeting policy makers. The DWA has already committed to taking over project oversight and will therefore be able to use these materials to publicize the benefits of climate change adaptation.

	Management response: Information and publicity materials have been developed and Shared with various stakeholders. More publicity materials aligned to this recommendation will be developed through UNDP support by the Department of Water Affairs pending availability of resources and demand for the materials.

	Key action(s)
	Time frame
	Responsible unit(s)
	Tracking

	
	
	
	MOV
	Status

	5.1: Finalise the development of information and publicity materials and distribute to all stakeholders. 
	September 2016
	DWA, PMU
	MOV: Publicity Materials
	[bookmark: _GoBack]The proposed action has been completed as developed publicity materials have been distributed to all key stakeholders. Publicity materials has also been shared through the DWA Information Management System and using online platforms such Facebook, and You tube. 

	5.2: Develop Technical Policy brief for integrated water resources management and facilitate policy development thereof.
	September 2016
	DWA, NWA, UNDP
	MOV: Policy Briefs
	Technical Policy Brief has been developed and presented to the Minister of Natural Resources and Energy for approval of the review of the National Water Policy Strategy and Action Plan.


















ANNEX 1: Terminal Evaluation Recommendations

Most of the pilot initiatives funded under the CC-A project have started generating results and still require institutional and programmatic support for them to be sustainable. Support is still required for strengthening community project management systems and for repairs to damaged water transfer infrastructure at some sand dams. Institutional strengthening will also be required among some of the school committees managing water harvesting projects. The analysis of the project's finances shows that the project has a balance of US$ 155,000 as at June 2016. These funds have been earmarked for supporting project activities under the 2016 Annual Work Plan for the project with almost half the amount reserved for activities under Outcome 3. With the project closing, supporting activities promoting transboundary water resources management is not considered strategic. These resources should therefore be directed at consolidating the gains that have been made with respect to national water resources management. 
Recommendation 1: It is recommended that UNDP should consider using the balance on the CC-A project budget as bridge funding for the CC-A project for at least a year while a more permanent funding arrangement for the project is put in place.  
The results from the CC-A interventions can be replicated to cover more communities in the dry regions of Swaziland. This will make the CC-A a preferred approach to climate change adaptation in the country.
Recommendation 2: It is recommended that UNDP Swaziland and the Regional Technical Advisor support the Government of Swaziland to identify new and additional financial resources for use in replicating the pilot project initiated under the CC-A project to cover more communities in the country. A possible source of funding is the Green Climate Fund and the GEF Small Grants Programme.  
The pilot projects funded through the CC-A project have demonstrated the viability of community level interventions in climate change adaptation. The DWA has acknowledged that the experience so far has improved the GoS appreciation of climate change and the various ways it can be mitigated. The department should therefore assimilate the activities initiated under the project into their work programme to facilitate funding of these initiatives as part of formal government investments. The CC-A project has resulted in many important outputs on a very limited budget. The sand dams and the water harvesting projects that were supported by the project have demonstrated climate change adaptation strategies which will require further financial support for them to be sustainable into the future. 
Recommendation 3: It is recommended that all relevant Ministries and departments include various project elements in their plans and annual budgets in order for them to attract sustainable funding.
The project has produced a wide range of significant outputs especially i relation to adaptation to climate change at community level which need nurturing for them to transform into results. These achievements have been attributed to strong leadership and guidance provided by the project arrangements put in place at project mobilisation.
 Recommendation 4: It is recommended that the Project Steering Committee should be left in place over the recommended one year extension period so that the same effective project leadership remains available to the Project Management Unit.
The need for project sustainability cannot be overemphasised. If the project is to be extended, it is critical that the current Steering Committee members are retained for institutional memory and to ensure that the initial goal and vision are carried forward.
Recommendation 5: That DWA inherit the Outputs from the CC-A project and integrate these into their formal work programmes. This way any additional work that needs to be supported can be funded through normal government budgetary allocations. 
The Project Manager has almost single-handedly spearheaded the implementation of the project over the past four years. As the project closes it is expected that the DWA will assume responsibility over the project over the extension period. 
Recommendation 6: It is recommended that the DWA identifies and designates a "new face" 	for the project to ensure the sustainability of the project outputs into the future. This "face "could be in the form of a dedicated unit or individual within DWA.  
Information and publicity materials as well as policy briefs on climate change adaptation and its mainstreaming into development planning have been developed under the CC-A project. Most of this work was accomplished very late in the project and the PMU has not had the time to appropriately package these products. 
Recommendation 7: It is recommended that UNDP Swaziland and the Department of Water Affairs complete the packaging of the information and publicity materials on the various elements of the project for use in publicizing project results. Particular attention should be paid to the 	production of simple one-page messages targeting policy makers. The DWA has already committed to taking over project oversight and will therefore be able to use these materials to publicise the benefits of climate change adaptation.  
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