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A. Brief Description and objectives of the Project (Maximum 2 paragraph):  
The United Nations Development Programme (UNDP)/Global Environment Facility (GEF) project, “Strengthening Integrated Transboundary Management of the Incomati and Maputo River Basins,” seeks to advance integrated source-to-sea management across the Incomati and Maputo River Basins, the Lubombo Transfrontier Conservation Area, and adjacent coastal zones. The project aims to ensure environmental security while supporting inclusive and sustainable livelihoods, spanning the Kingdom of Eswatini, the Republic of Mozambique, and the Republic of South Africa.
The project is funded by the GEF and led by the UNDP as the GEF Implementing Agency, in partnership with the Global Water Partnership Southern Africa (GWPSA) as the Executing Agency, while the Incomati and Maputo Watercourse Commission (INMACOM) serves as the focal custodian for project implementation.
The project, valued at USD 7,105,936, is expected to run over the course of 72 months. During this period, a suite of activities will be undertaken to support coordinated planning and management of terrestrial ecosystems with coastal and marine ecosystems. These activities will be implemented under five (5) project components:
· Component 1: Strengthening regional governance frameworks for transboundary basin management, including application of source-to-sea management approach
· Component 2: Facilitating a knowledge-based approach for source-to-sea management
· Component 3: Support basin-wide and coastal zone strategic planning and investment mobilisation
· Component 4: Creating sustainable livelihoods through enhancing water, food, energy and environmental security
· Component 5: Knowledge generation, communication, and dissemination


B. Expected Output of the Project: 	Comment by Temndeni Khumalo: Please add a short executive summary and situation analysis

i. Activities implemented during the quarter. 
The Activities are presented in Table 1below. 

	Activity is behind schedule
	

	Activity is on track with good progress and ongoing
	

	Activity is completed
	

	N/A
	Activity Not planned for this quarter





Eswatini CO 
[bookmark: _Ref181595182]Table 1:  Activities implemented during the quarter 2.	Comment by Temndeni Khumalo: Please add the indicators as they appear and report against them
	Component 1:  Strengthening regional governance frameworks for transboundary basin management, including application of source-to-sea management approach

	Outcomes
	Q4 Target
	Milestones/Results at 30 December 2025
	Status
	Means of verification
(e.g. links to publications/reports/etc)

	
	
	
	Completed
	

	
	
	
	InProgress 
	

	
	
	
	Behind schedule 
	

	Output 1.1.1: Institutional, technical and operational capacity needs assessment carried out and short-, mid-, and long-term capacity development plan developed to enhance cooperation and coordination in promoting a source-to-sea approach. 
	· Mapping of stakeholders – ensuring gender equality and social inclusion 	Comment by Temndeni Khumalo: Do we have these deliverables?
· Institutional, technical, and operational capacity needs assessment for each stakeholder group 
· Draw up capacity development plan aimed at addressing the needs of each stakeholder group.  
	Participation in REMCO: INMACOM structures were supported to participate in the 8th International REMCO Conference (Maputo, Nov 2025), strengthening linkages with SADC-supported regional cooperation mechanisms. 

Youth and innovation promoted: INMACOM youth participated in the regional groundwater conference opening up opportunities for young professionals to support groundwater data collection, analytics and modelling through the SADC-GMI collaboration 

Strengthening youth engagement and innovation across the project: a structured youth engagement programme is being built across all project components, leveraging INMACOM’s participation in REMCO and the SADC GMI Conference. In partnership with WaterNet and GWPSA, the project will: (i) expand youth participation in transboundary water governance platforms; (ii) integrate young professionals into technical activities such as the TDA, Joint Basin Survey, WIS/DSS development, and livelihood pilots; and (iii) run innovation-focused hackathons to build capacity in AI, IoT and digital solutions that support monitoring, modelling, community engagement and source-to-sea planning. This approach institutionalises youth leadership and strengthens long-term capacity for basin management.	Comment by Temndeni Khumalo: Please ensure to document and share reports, with gender disaggregation. Also collect immediate change data for all capacity building workshops

	
	REMCO reports - OneDrive

Concept note SADC Youth Session at the 7th SADC Ground Water Conference 21.11.2025.docx

	Output 1.1.2: Linkages facilitated by SADC – to strengthen cooperation and coordination of joint activities between the INMACOM, TFCAs and coastal management institutions. 
	· Map out mandates of each of the institutions and identify opportunities for cooperation and needs for improved coordination. 	Comment by Temndeni Khumalo: The updates do not directly speak to the activities.
· Draw up proposal for strengthened cooperation and improved coordination with concrete measures for information sharing, joint activities and modalities for cooperation on a continuous basis.  
	· Strengthening Lubombo TFCA Engagement: To support the effective participation and capacity building of the Lubombo TFCA, IUCN identified during the PPG as the responsible party is currently finalising the grant agreement for signing in line with the GEF Project Document and GWPSA procurement procedures, with a joint workplan under development to guide implementation. 
· INMACOM presented its strategic approach as a case study of WEFE linkages at the 11th SADC MS Strategy
	
	Draft Responsible Party Agreement - IUCN.docx

11th Multistakeholder Dialogue - OneDrive

	Output 1.1.3: INMACOM comprehensive organizational procedures strengthened in order to strengthen accountability of the Secretariat. 
	· Conduct needs analysis of operational & financial management systems.
· Draft recommendations for strengthening accounting, procurement, HR, and IT systems.
· Review options for virtual tools/digital solutions to support Secretariat operations.
	Strengthening operational systems: A reconnaissance visit was undertaken to the INMACOM Secretariat Offices in Eswatini, for a capacity needs assessment for office setup and equipment, including determination of the procurement requirements. The findings were: 
· Insufficient IT Infrastructure and Expertise: The office lacks secure IT systems and infrastructure, and current equipment reflects limited IT guidance and expertise.
·  Operational Risks Identified: Risks stem from inadequate infrastructure, inadequate cybersecurity measures, and processes with single points of failure.
Mitigation Actions Underway: Procurement of IT equipment and furniture has begun, with service providers conducting site surveys for networking, access control, and CCTV to address infrastructure gaps and reduce risks.

	
	
INMACOM IT needs assessment report.docx

	Output 1.1.4: Technical task teams (under the INMACOM Technical Steering Committee) on Groundwater, Flood & Drought Task-Team operations strengthened. 
	· Review roles, responsibilities, and membership of task teams (incorporating gender and TFCA).
· Gap analysis of structural and capacity needs.
Prepare capacity-building plan for task teams.
	Broadening partnerships and technical learning: INMACOM participated in the AWSISA Dialogue, engaging with governments, RBOs, utilities, and development partners to learn from regional innovations and strengthen partnerships for integrated water management and pollution prevention.

Technical Exchange & Capacity Building: INMACOM contributed to sessions on women and youth, digital cooperation, early warning systems, IWRM, environmental flows, and transboundary diagnostics and modelling, reinforcing joint learning and institutional cooperation at REMCO. 

	
	AWSISA Dialogue - OneDrive

REMCO reports - OneDrive




	Output 1.2.1: Procedures for data and information exchange between INMACOM and TFCA and between Member States adopted and applied. Achieving 
	· Draft technical briefing note on data sharing (parameters, locations, timing).
Review lessons from LIMCOM, ZAMCOM, BUPUSACOM protocols.
· Hold regional stakeholder meeting to discuss data sharing requirements and modalities and agree on a way forward.
	Technical Exchange & Capacity Building: INMACOM contributed to sessions on women and youth, digital cooperation, early warning systems, IWRM, environmental flows, and transboundary diagnostics and modelling at REMCO, reinforcing joint learning and institutional cooperation. 

	
	REMCO reports - OneDrive


	Output 1.2.2: Establish working arrangements with relevant coastal management institutions at national and regional level e.g. the Nairobi Convention. 
	· Scoping for cooperation with Nairobi Convention, IUCN, and SADC TFCA Facility.
· Develop draft roadmap outline for collaboration.
	Enhanced TFCA–RBO–Coastal Linkages: Engagements with TFCAs (including Lubombo), coastal institutions, and Blue Deal partners during REMCO served as a preliminary platform for exploring opportunities for cross-sector coordination and positioned INMACOM to leverage REMCO’s regional and international partnerships for resource mobilisation and joint programming. 
	
	REMCO reports - OneDrive


	Output 1.3.1: National Intersectoral Committees and a cross-sectoral transboundary coordination forum for source-to-sea management established, including INMACOM, TFCA, coastal management institutions and other key role-players 
	· Stakeholder scoping for national intersectoral committees (catchment, forestry, agriculture, mining, etc.).
· Draft TOR and strategy for transboundary forum.
	Strengthened Multi-Stakeholder Platforms: REMCO served as a neutral platform for engagement with CMAs, government departments, TFCAs, NGOs, academia, and international partners—demonstrating progress in strengthening multi-stakeholder transboundary coordination. 

	
	REMCO reports - OneDrive


	Output 1.3.2: Awareness of source-to-sea management approach strengthened among key role-players and approach applied in practice through integration into decision making processes. 
	· Prepare draft communication & training materials on source-to-sea.
· Plan stakeholder awareness sessions.
	Strengthened regional visibility: INMACOM presented its basin and project approach at the 11th SADC Multistakeholder Dialogue, aligning the project with regional priorities on WEFE Nexus, source-to-sea governance, climate resilience, and investment planning.
	
	11th Multistakeholder Dialogue - OneDrive



	Output 1.3.3:  SADC secretariat support for horizontal integration – coordination of RBOs, TFCA and coastal management institutions enhanced. 
	· Map regional RBOs, TFCAs, and coastal organisations for horizontal coordination.
· Draft briefing note on the horizontal integration of the key transboundary water and associated natural resources management organisations
	Strengthened regional visibility: INMACOM presented its basin and project approach at the 11th SADC Multistakeholder Dialogue, aligning the project with regional priorities on WEFE Nexus, source-to-sea governance, climate resilience, and investment planning.

	
	11th Multistakeholder Dialogue - OneDrive

	Output 1.4.1: Gender equality strengthened in INMACOM through development and implementation of a gender policy and strategy. 
	· Engage SADC Gender Focal Points & National Gender Machinery.
· Draft TOR for INMACOM Gender Policy & Strategy.
	Updated analysis and approach for gender integration outlined in inception report, informed by feedback from inception workshop

Youth and innovation promoted: REMCO and the regional SADC GMI groundwater conference helped elevate youth participation and opened opportunities for young professionals 

	
	Draft INMACOM GEF Project Inception report.docx

REMCO reports - OneDrive

Concept note SADC Youth Session at the 7th SADC Ground Water Conference 21.11.2025.docx

	Output 1.4.2: Gender equality strengthened in the established National Inter-sectoral Committees and transboundary source-to-sea coordination committee 
	Develop integration plan to embed gender policy in intersectoral & transboundary committees.
	Updated analysis and approach for gender integration outlined in inception report, informed by feedback from the inception workshop

Youth and innovation promoted: REMCO and the regional SADC GMI groundwater conference helped elevate youth participation and opened opportunities for young professionals 

	
	Draft INMACOM GEF Project Inception report.docx

REMCO reports - OneDrive

Concept note SADC Youth Session at the 7th SADC Ground Water Conference 21.11.2025.docx

	
	
	
	
	

	Component 2: Facilitating a knowledge-based approach for source-to-sea management

	Outcomes
	Q4 Target
	Milestones/Results at 30 December 2025
	Status
	Means of verification
(e.g. links to publications/reports/etc)

	
	
	
	Completed
	

	
	
	
	InProgress 
	

	
	
	
	Behind schedule 
	

	Output 2.1.1: Joint Basin Survey for key ecosystem health parameters carried out including women and women-led organisations. 
	· Development of scope of work for consultant/companies
· Inception report outlining proposed methodology
	Joint Basin Survey work progressed: A draft ToR and equipment list for Output 2.1.1 were developed, aimed at refining indicators and ecosystem parameters for the survey. Procurement of the equipment will be finalised in 2025 – once finalised list is agreed with countries. A lot of lessons on the JBS and environmental flows assessment have been brought in from similar initiative implemented by LIMCOM. 

Member State capacity mapping initiated: Countries began identifying available monitoring equipment to enable shared capacity and cost-effective, harmonised JBS and environmental flows assessment. 


	
	







	Output 2.1.2: Information from existing hydrogeological assessments collated and gaps identified (linked to development of TDA under Output 2.2.1) 
	· Develop scope of work
· Review and collate existing groundwater studies (with
· SADC-GMI & AMCOW’s APAGroP).
· Identify gaps and summarise basin-wide hydrogeological knowledge.
· Establish partnerships (e.g. IAEA) for isotope tracer work and groundwater modelling.
	Partnership with SADC-GMI strengthened: INMACOM has operationalised its MoU with SADC-GMI and engagement in the regional knowledge exchange is aimed at establishing a solid base for coordinated aquifer studies and capacity building 

Groundwater science and data systems advanced: Participation in the SADC Regional Groundwater Conference will inform INMACOM’s planning for WIS/DSS development, especially on AI, IoT monitoring, modelling and data integration under Outputs 2.2.1, 2.2.3 and 2.2.4. 

	
	Concept note SADC Youth Session at the 7th SADC Ground Water Conference 21.11.2025.docx

	Output 2.1.3: Environmental flows for priority catchments determined. 
	· Develop scope of work
· Inception report outlining proposed methodology 
· Review of existing e-flows/EWR studies with gap identification
	Joint Basin Survey work progressed: A draft ToR and equipment list for Output 2.1.1 were developed, aimed at refining indicators and ecosystem parameters for the survey. Procurement of the equipment will be finalised in 2025 – once finalised list is agreed with countries. A lot of lessons on the JBS and environmental flows assessment have been brought in from similar initiative implemented by LIMCOM. JBS will constitute the fieldwork fir Environmental flows

Member State capacity mapping initiated: Countries began identifying available monitoring equipment to enable shared capacity and cost-effective, harmonised JBS and environmental flows assessment. 

	
	




	Output 2.2.1: Transboundary Diagnostic Analysis for the Incomati-Maputo Basins and Lubombo TFCA carried out, including application of the source-to-sea concept. 
	· Develop Terms of Reference (TOR) outlining the roles and responsibilities for the TDA consultants
· Organize a presentation session (or series of sessions) to provide an overview of the TDA’s purpose, approach, and the importance of stakeholder collaboration
	Source-to-sea financing linkages strengthened for TDA-SAP-NAP process: INMACOM and Lubombo TFCA’s involvement in the Sustainable Finance Bootcamp will position transboundary natural resource management within broader landscape planning and supported development of bankable, integrated basin–coastal investment concepts. This will be critical in taking forward the Source-to-Sea approach which is at the heart of the UNDP/GEF INMACOM project. 

	
	Sustainable Finance Bootcamp - OneDrive


[image: ]Day 2- 28 November 2025

	Output 2.2.2: Environmental and Social Safeguards Management is developed and operationalized. 
	· Develop TORs for consultants to undertake the work
· Develop Environmental and Social Impact Assessments (ESIA) and Management Plans (ESMP).
· Update the Grievance Redress Mechanism (GRM) and Stakeholder Engagement Plan.
· Develop Gender Action Plan (building on PPG work).
· Provide training on UNDP SES, human rights, and safeguards.
	Strengthened Safeguards Approach: Given that Component 4 carries the highest E&S risks, the PMU has developed a tailored safeguards mechanism embedded within JWPs and grant agreements, ensuring all RPs meet the requirements of the ESMF and UNDP SES through screening, site-specific mitigation tools, capacity support, and structured monitoring. A meeting was held with UNDP SES Experts to discuss the approach – and facilitate support during implementation.

In addition to this, SES instruments at project level will be updated as implementation advances
	
	Safeguards - OneDrive

	Output 2.2.3: Gender-responsive IncoMaputo Environmental Monitoring Framework developed.  
	· Develop consultant TORs and scope of work
· Inception report outlining methodology
· Identify parameters and monitoring strategy (hydrology, sediment, biodiversity, etc.).
	Leadership in regional knowledge exchange on ambient water quality: INMACOM chaired a technical session at the 25th SADC WaterNet/WARFSA/GWPSA Symposium, contributing to regional discussions on pollution, monitoring gaps, emergency response, and ecosystem valuation, with follow-up work planned on a coordinated regional pollution strategy.

JBS Survey is foundational to the Environmental Monitoring framework:
Joint Basin Survey work progress: A draft ToR and equipment list for Output 2.1.1 were developed, aimed at refining indicators and ecosystem parameters for the survey. Procurement of the equipment will be finalised in 2025 – once finalised list is agreed with country. A lot of lessons on the JBS have been brought in from similar initiative implemented by LIMCOM. This will also be a key part of environmental flows field work

Member State capacity mapping initiated: Countries began identifying available monitoring equipment to enable shared capacity and cost-effective, harmonised JBS and environmental flows assessment. 

	
	Waternet session Waterway pollution - OneDrive






	Output 2.2.4: Existing Water Information System (WIS) and Decision Support System (DSS) within INMACOM Secretariat strengthened with new information and enhanced to be inclusive. 
	· Development of consultant TORs and scope of work
Inception report outlining methodological approach 
· Carry out needs assessment of WIS and DSS within the INMACOM Secretariat and in terms of access by the countries and other interested parties. 
· Carry out detailed assessment of the existing WIS and DSS – technical assessment and inclusive stakeholder consultations – and identify strengths and weaknesses. 
Recommendation report on Integrating GESI actions in the WIS and DSS processes assisting stakeholders to work towards more equitable sustainable water management practices that benefit all members.
	Advancing WIS/DSS learning: Also at the Waternet Symposium, participation in a regional session on interoperable information and knowledge systems provided insights to support the scoping and co-creation of harmonised data platforms relevant to INMACOM’s WIS/DSS development.

	
	Waternet session Integrated IKMS - OneDrive

	Output 2.2.5: Livelihood risk management plan aimed at enhancing resilience developed and operationalised.  
	· Review lessons from Resilient Waters and other GEF basins (LIMCOM, OKACOM, ORASECOM).
· Conduct social vulnerability assessments (inclusive, gender-sensitive).
· Draft Livelihood Risk Management Plan for the basins.
· Develop M&E framework for pilot livelihood projects.
	Addressing PPG Gaps: National consultants involved during the PPG phase are being re-engaged under Component 4, and additional local and international consultants will be contracted to complete technical elements of the JWPs not finalised during PPG due to budget constraints. Livelihood risk management in general (and specific to the pilot sites) is part of the scope

	
	

	Output 2.2.6: Development of a strategy to address sand mining activities. 
	Development of consultant TORs and scope of work
Inception report outlining methodological approach 

	Still at scoping stage
	
	 -

	Component 3: Support basin-wide and coastal zone strategic planning and investment mobilisation

	Output/s
	Q4 Target 2025
	Milestones/Results at 31 December 2025
	Status
	Means of verification
(e.g. links to publications/reports/etc)

	Output 3.1.1: SAP for the transboundary basin and coastal zone developed through an inclusive participatory approach and endorsed by the three governments. 
	None
	None
	
	

	Output 3.1.2: Three National Action Plans (NAPs) taking into consideration gender issues, linking country priorities to regional priorities approved at national level. 
	None
	None
	
	

	Output 3.1.3: Gender-sensitive Investment Plan for implementing the SAP and the NAPs developed and adopted by the three governments.  
	None
	None
	
	

	Output 3.1.4: A donor-round table to mobilise resources for the SAPs and NAPs facilitated. 
	None
	None
	
	

	Component 4: Creating sustainable livelihoods through enhancing water, food, energy and environmental security

	Output/s
	Q4 Target 2025
	Milestones/Results at 31 December 2025
	Status
	Means of verification
(e.g. links to publications/reports/etc)

	Output 4.1.1: Conservation and rehabilitation activities undertaken in the transboundary river basin to enhance access to business opportunities e.g., promotion of sustainable land management practices. 
	Onboarding of Responsible Parties (RPs), signing of RP agreements, and initiation of the development of Joint Work Plans (JWPs) for national demonstration projects.
	RPs across participating countries and partners were issued with draft RP agreements, and consultations to finalise contractual arrangements are ongoing. Preparatory discussions toward the development of JWPs, including identification of environmentally friendly technologies and gender-responsive considerations, have commenced. 

For Eswatini (JRBA), the RP agreement has been signed, a consultant has been mobilised to develop the JWP, the inception phase has been completed and approved, and a desk review and stakeholder consultation is underway. Finalisation of the JWP and commencement of demonstration activities is scheduled for Q1 2026.

Draft environmental and social safeguards approach developed
	In Progress
	

-Draft RP agreements; RP consultation records

-For Eswatini (JRBA)Signed RP agreement); consultancy contract; 
approved inception report; draft JWP outlines  
Demonstration Pilots - OneDrive

Safeguards - OneDrive







	Output 4.1.2: Conservation based livelihood and business opportunities that ensure gender equality and social inclusion explored in conjunction with TFCA and implemented in pilot sites 
	
	
	
	

	Output 4.1.3: Uptake of environmentally friendly technologies taking into account gender considerations supported and applied in pilot sites (e.g., conversion of irrigation system on small farms, installation of rainwater harvesting and small-scale storage systems)
	
	
	
	

	
	
	
	
	

	Component 5: Knowledge generation, communication, and dissemination

	Output/s
	Q4 Target 2025
	Milestones/Results at 31 December 2025
	Status
	Means of verification
(e.g. links to publications/reports/etc)

	Output 5.1.1: INMACOM actively participated in knowledge/experience sharing at the regional SADC (e.g., biennial SADC RBO workshop) and international level. 
	11th SADC Multistakeholder dialogue 
REMCO
SADC GMI regional groundwater conference
WaterNet Symposium
AWSISA

	Increased INMACOM Visibility: Active participation at REMCO, AWSISA, 11th Multistakehoder Dialogue, SADC Groundwater conference elevated INMACOM’s profile as a growing RBO, enhancing its credibility in regional water governance spaces
Online visibility through social media messages on LinkedIn
	
	AWSISA Dialogue - OneDrive
REMCO reports - OneDrive
Waternet session Waterway pollution - OneDrive
Waternet session Integrated IKMS - OneDrive




	Output 5.1.2 - At least 1 exchange visit with other RBOs and/ or relevant regional institutions carried out to share source-to-sea management experiences.
	Source to sea twinning exchanges
	Engagement has mostly been at workshops and conferences, e.g. SADC Multistakeholder dialogue
	
	

	Output 5.1.3: Regular peer-to peer learning and experience exchanges between local stakeholder communities ensuring inclusivity (especially those involved in demonstration projects) facilitated. 
	Peer to peer learning exchanges between demonstration projects
	Joint workplans to be developed
	
	

	Output 5.1.4: Communication Strategy and Plan developed to facilitate targeted communications to stakeholders driving outreach, awareness raising and dissemination of outputs/results. 
	Communications and knowledge management learning strategy develop
Development of communications materials (project brief etc.)
	Increased INMACOM Visibility: Active participation at REMCO, AWSISA, 11th Multistakehoder Dialogue, SADC Groundwater conference elevated INMACOM’s profile as a growing RBO, enhancing its credibility in regional water governance spaces
Online visibility through social media messages on LinkedIn

Strategic value of engagement: Across all platforms, participation strengthened governance visibility, improved knowledge-sharing on climate, WASH, WEFE and data systems, expanded investment mobilisation pathways, enhanced understanding of community and technology-based solutions, and deepened collaboration with peer RBOs, SADC bodies, regulators, and utilities.

	
	

	Project Management

	Project management
	Quaterly progress reports
PIR
	This report 
	
	

	Procurements and office space setup Office rental costs
	Equipment procured
	Equipment needs have been identified and procurement in process
	
	Office setup - OneDrive

	Financial management
	Financial Reports
	The financial report has been submitted to UNDP
	
	

	Project PCU Standard Operations Procedures established
	Project PCU Standard Operations Procedures 
	Drafts available for adaptation from other GWPSA GEF projects under implementation
	
	

	Project Steering Committee Meetings
	Meeting minutes and attendance register
	2 PSC meetings held in Year 1
	
	PSC Meeting 1 - OneDrive
PSC Meeting 2 - OneDrive

	Monitoring and evaluation

	Inception workshop held
	Organise an Inception workshop that will bring together all the key stakeholders from the regional bodies and national institutions.
	Inception workshop organized 17-18 September 2025 that brought together all the key stakeholders from the regional bodies and national institutions.
	
	Inception Workshop - OneDrive

	Development of project inception report
	Develop the Inception Report to be validated by the stakeholders – with refined actions to be implemented at regional and national level.
	Inception report submitted for review
	
	Draft INMACOM GEF Project Inception report.docx


	Development of Project M&E system and training of project management unit
Development of reporting templates (field reports, back to office reports etc)
	Development of Project M&E system and training of project management unit
Development of reporting templates (field reports, back to office reports etc)
	Draft M&E tracking tool developed to monitor progress against the GEF core indicator targets and other indicators in the Project Results Framework. Awaiting PIU for final joint development.
	
	INMACOM Project Results Framework and M&E tracking.xlsx





ii. Reasons for variance if any. 
The project inception meeting after which project activities kicked off was only held on 17-18 September 2025, after which the PSC approved the activities for implementation. This delayed start largely explains the status of implementation, where while some targets are not met, the groundwork and engagements to serve as launchpads for implementation were laid.

iii. Other non - programmatic activities implemented during the quarter (procurement, recruitment, etc.). 
Recruitment of the following PMU positions have been conducted and finalized: 
· Project Coordinator to commence on 2 February 2026
· Environment/Water Resources Management Officer to commence on 13 January 2026
· Regional Gender and Safeguards Officer to commence on 13 January 2026
· Procurement and Operations Officer to commence on 26 January 2026
· Communications and Knowledge Management Officer to commence on 12 January 2026
· Monitoring and Evaluation Officer to commence on 2 February 2026


C. Partnerships and external relations:

Strengthening partnerships and some scoping of opportunities for new partnerships was possible through INMACOM’s strategic participation in key regional meetings (see below) and knowledge platforms during Quarter 4, enabling INMACOM to strengthen its institutional visibility, position the project within broader SADC dialogues, and link the basin processes to emerging opportunities for collaboration, capacity building, and investment mobilisation. These engagements also ensured learning, cross-RBO exchange, and alignment with regional priorities, laying the groundwork for development of a coherent knowledge and communication programme as implementation deepens

-	11th SADC Multistakeholder Dialogue held from 29 to 30 September in Maseru, Lesotho. 
-	25th SADC Waternet/WARFSA/GWPSA Symposium held from 29 to 31 October in Lusaka, Zambia. 
-	AWSISA Dialogue (Africa & Global South Water and Sanitation Dialogue) held in Ekurhuleni Gauteng, South Africa from 09 to 12 November 2025
- 11th SADC Groundwater Management Conference held from 19-21 November in Johannesburg, South Africa
 

D. Social and Environmental Safeguards

The project applies UNDP’s Social and Environmental Standards (SES) and follows a risk-based and proportionate approach to safeguards management, consistent with the nature and sequencing of project activities.

During the reporting period, project activities primarily focused on institutional set-up, onboarding of Responsible Parties (RPs), consultant mobilisation, and inception and planning processes. No physical works or site-level livelihood interventions were undertaken during the quarter. As such, no site-specific environmental or social impacts were triggered in Q4 2025.

A project-level Social and Environmental Screening Procedure (SESP) has been applied, confirming that current activities fall within low to moderate risk categories and can be managed through standard safeguards instruments and procedures. Preparatory work has commenced toward operationalising the project’s environmental and social safeguards framework, including the development of guidance for Responsible Partners on safeguards compliance, stakeholder engagement, and grievance redress.

During the quarter, a dedicated coordination meeting was held with UNDP to agree on the safeguards implementation approach for the project. Following this engagement, a structured approach was developed to support RP’s in meeting their environmental and social obligations, including clarification of roles and responsibilities, sequencing of safeguards instruments, and provision of technical backstopping by the Project Management Unit.

In parallel, safeguards considerations are being integrated into the development of Joint Work Plans (JWPs), ensuring that planned demonstration projects incorporate environmental sustainability, gender equality, and social inclusion principles from the outset. Capacity gaps among Responsible Partners in relation to UNDP safeguards requirements have been identified as part of the onboarding process, and targeted technical backstopping and guidance are planned for the next reporting period.

Site-level safeguards instruments (such as Environmental and Social Management Plans, site-specific Stakeholder Engagement Plans, and grievance mechanisms) will be developed and disclosed, where required, prior to the commencement of any field-based activities in line with UNDP SES requirements.

E. Visibility (Optional)
GWPSA LinkedIn Page 
GWPSA X Account 
GWPSA Website

F. Keys challenges faced and (proposed) solutions/mitigation measures:

Q4 Challenges and Proposed Solutions


	
	Challenge
	Description
	Mitigation

	1
	Delayed recruitment of the Regional Project Coordinator due to iterations in the procurement process.
	The initial candidates identified by the interview panel requested remuneration above the approved project budget, and a subsequent selected candidate later declined the offer.
	The recruitment process has been concluded, and a contract has been signed with an alternative candidate. The Regional Project Coordinator is scheduled to assume duty on 2 February 2026, mitigating the risk of further delays to project coordination and implementation.

	2
	Changes in the implementation baseline since ProDoc development
	While the project remains fully aligned with the approved ProDoc, the time elapsed between ProDoc development and implementation has resulted in changes to the implementation baseline. During this period, some activities originally identified in the ProDoc have been implemented by other actors or are no longer relevant in their original form, requiring adjustment to ensure continued relevance, feasibility, and complementarity.
	The JWP process is being used as the primary mechanism to translate ProDoc objectives into current, feasible, and safeguard-compliant activities under prevailing conditions. Through the JWP co-design process, activities are refined, substituted, or re-sequenced as necessary, ensuring alignment with approved outcomes while avoiding duplication and responding to updated baseline realities prior to implementation.

	3
	Uneven pace of Responsible Partner onboarding across countries
	RPs across participating countries exhibit varying institutional capacity and familiarity with UNDP and GEF processes. This has resulted in different rates of progress in finalising RP agreements and initiating Joint Work Plans.
	The PMU is providing targeted technical support to RPs, including bilateral engagement, clarification of contractual and safeguards requirements, and phased onboarding. This approach is intended to accelerate RP readiness while ensuring compliance with UNDP requirements and maintaining implementation quality.




G. Risk and risk treatments:

UNDP Risk Register

 
The project risk register is maintained on a regular basis with regard to both the monitoring of previously identified risks and the emergence of new ones. The register is systematically reviewed and, if necessary, updated monthly. The latest version is presented below.

	#
	Event
	Cause
	Impact(s)
	Risk Category and Subcategory            (including Risk Appetite) 
	Impact, Likelihood  & Risk Level
(see Annex 3 Risk Matrix)
	Risk Valid From/To
	Risk Owner
(individual accountable for managing the risk)
	Risk Treatment and Treatment Owner (Reviewed Jan. 2026)

	1
	Political commitment on the long-term SAP and Investment plan,  developed based on the TDA, is not secured
	As a result of lack of ministerial endorsement…
	Which will impact on the acceptance of the SAP and NAPs and the likelihood of securing finaincing for the Investment plan…
	7. STRATEGIC (7.5. Government commitment) - UNDP Risk Appetite: OPEN TO SEEKING

	Likelihood:
1 - Not likely

Impact: 
3 - Intermediate

Risk level: 
LOW (equates to a risk appetite of CAUTIOUS)
	From: 01-Jan-27

To: 31-Dec-30
	Project Coordinator, INMACOM…


	Risk Treatment 1.1: Keep high level stakeholders well-informed.
Risk Treatment Owner: Project coordinator, communications officer

	
	
	
	
	
	
	
	
	Risk Treatment 1.2: High level of consultation during NAP and SAP process
Risk Treatment Owner:  Project coordinator, communications officer 

	
	
	
	
	
	
	
	
	Risk Treatment 1.3: Regular INMACOM meetings with country representation.
Risk Treatment Owner: INMACOM secretariat

	2
	Lack of funding from government and private sector to support proposed interventions
	As a result of macroeconomic pressure…
	Which will negatively impact on implementation of projects included in the investment plan and on scaling up of pilot projects.
	2. FINANCIAL (2.6. Budget availability and cash flow) - UNDP Risk Appetite: MINIMAL TO CAUTIOUS

	Likelihood:
2 - Low likelihood

Impact: 
3 - Intermediate

Risk level:
MODERATE (equates to a risk appetite of EXPLORATORY)
	From: 01-Jan-27

To: 31-Dec-30
	Project Coordinator, INMACOM, especially country commissioners
	Risk Treatment 2.1:Lobbying with ministries of planning and finance
Risk Treatment Owner: INMACOM, especially country commissioners…

	
	
	
	
	
	
	
	
	Risk Treatment 1.2: High level of consultation during NAP and SAP process
Risk Treatment Owner  Project coordinator, INMACOM secretariat…

	
	
	
	
	
	
	
	
	Risk Treatment 2.3: Careful attention to presentation of business case for pilot projects
Risk Treatment Owner: Project coordinator, economists

	3
	There is a risk that  there is lack of acceptance of the SAP/NAPs at the country level…
	As a result of  Government Strategies & Policies contradict or conflict with the SAPs & NAPs 
	Which will impact on the ability of the team to get agreement on a basinwide plan moving forwards…
	7. STRATEGIC (7.7. Alignment with national priorities) - UNDP Risk Appetite: OPEN TO SEEKING

	Likelihood:
2 - Low likelihood

Impact: 
3 - Intermediate

Risk level:
PLEASE SELECT
	From: 01-Jan-27
To: 31-Dec-30
	Project Coordinator, INMACOM, especially country commissioners
	Risk Treatment 3.1: high level of consultation from early on in the process …
Risk Treatment Owner: project coordinator and legal and policy specialists…

	
	
	
	
	
	
	
	
	Risk Treatment 3.2: Critical examination of country strategies and policies with early identification of potential challenges
Risk Treatment Owner:  project coordinator and legal and policy specialists …

	
	
	
	
	
	
	
	
	Risk Treatment 3.3: Efforts to harmonise strategies and policies where justified and possible. 
Risk Treatment Owner: legal and policy specialists

	4
	There is a risk that  key institutions fail to deliver on their responsibilities…
	As a result of Institutional capacity for implementation and sustainability being inadequate …
	Which will impact on the effectiveness of government institutions, INMACOM and or Lubombo TFCA making the required contributions…
	4. ORGANIZATIONAL (4.2. Execution capacity) - UNDP Risk Appetite: EXPLORATORY TO OPEN

	Likelihood:
2 - Low likelihood

Impact: 
3 - Intermediate

Risk level:
LOW (equates to a risk appetite of CAUTIOUS)
	From: 01-Jan-25

To: 31-Dec-30
	INMACOM Executive secretary, Senior government officials (commissioners etc)


	Risk Treatment 4.1: Concentrated effort and resources spent on capacity-building 
Risk Treatment Owner: project coordinator, training manager…

	
	
	
	
	
	
	
	
	Risk Treatment 4.2: Visits to other RBOs for experience sharing and capacity-building…
Risk Treatment Owner: INMAOM Secretariat, TFCA management…

	
	
	
	
	
	
	
	
	Risk Treatment 4.3: Involvement of academia in capacity-building. Secondment of Masters and PhD students
Risk Treatment Owner: INMACOM secretariat…

	5
	There is a risk that  funds are wasted or lost
	As a result of  Inadequate Financial Management and Procurement performance …
	Which will impact on the ability of the project to all that has been budgeted, and on the reputation of INMACOM…
	2. FINANCIAL (2.5. Delivery) - UNDP Risk Appetite: MINIMAL TO CAUTIOUS

	Likelihood:
1 - Not likely

Impact: 
4 - Extensive

Risk level:
LOW (equates to a risk appetite of CAUTIOUS)
	From: 25-Jan-24

To: 31-Dec-30
	GWPSA …


	Risk Treatment 5.1: Best practices on project implementation
Risk Treatment Owner: Admin and finance within GWPSA …


	6
	There is a risk that stakeholders are not interested in the project
	As a result of inadequate stakeholder consultation…
	Which will impact on implementation of projects, especially pilot projects and scaling up…
	7. STRATEGIC (7.3. Stakeholder relations and partnerships) - UNDP Risk Appetite: OPEN TO SEEKING

	Likelihood:
1 - Not likely

Impact: 
4 - Extensive

Risk level:
LOW (equates to a risk appetite of CAUTIOUS)
	From: 01-Jan-27

To: 31-Dec-30
	Project Coordinator, INMACOM, especially country commissioners 
	Risk Treatment 6.1: Implementation stakeholder action plan
Risk Treatment Owner: Stakeholder engagement and gender experts …

	
	
	
	
	
	
	
	
	Risk Treatment 6.2: Regular and frequent engagement with stakeholders…
Risk Treatment Owner:  Stakeholder engagement and gender experts 

	7
	There is a risk that progress on data-dependant transboundary interventions will be poor…
	As a result of Lack of willingness of states to release and share their data for use by INMACOM and the project developers. …
	Which will impact in…
	4. ORGANIZATIONAL (4.6. Knowledge management) - UNDP Risk Appetite: EXPLORATORY TO OPEN

	Likelihood:
2 - Low likelihood

Impact: 
3 - Intermediate

Risk level:
LOW (equates to a risk appetite of CAUTIOUS)
	From: 01-Jan-25

To: 31-Dec-30
	INMACOM


	Risk Treatment 7.1: Clear communications of the need for and benefits of good transboundary cooperation …
Risk Treatment Owner: INMACOM Secretariat, Project coordinators…

	
	
	
	
	
	
	
	
	Risk Treatment 7.2: Development of projects (e.g. flood warning) that clearly demonstrate benfits…
Risk Treatment Owner: Project coordinator

	8
	There is a risk that the investments in local level demonstration projects are adversely affected by extreme climatic incidents
	As a result of climate events, such as severe floods or prolonged droughts as well as tropical cyclones.
	Which will impact on the successful implementation of the demos, particularly in the areas vulnerable to changing climatic conditions such as agricultural practices, and small scale water storage/ harvesting infrastructure
	8. SAFETY AND SECURITY (8.6. Natural hazards) - UNDP Risk Appetite: CAUTIOUS

	Likelihood:
2 - Low likelihood

Impact: 
4 - Extensive

Risk level:
MODERATE (equates to a risk appetite of EXPLORATORY)
	From: 01-Jan-25

To: 31-Dec-30
	GWPSA; Responsible Parties
	Risk Treatment 8.1: Promote and implement measures and approaches that are more resilient to climate change and tropical cyclones in the demonstration projects
Risk Treatment Owner: Project coordinator; Responsible parties
Risk Treatment 8.2: Make use of early warning systems and employ climatic data collection processes to increase preparedness 
Risk Treatment Owner: Project coordinator; Responsible parties










H. 
Eswatini CO 

I. Lessons Learned:

At the current stage of onboarding the PIU, most activities are at preliminary stage and lessons have not yet fully crystallized.


J. Planned Activities for the next Quarter: 
During the first quarter of 2026, the INMACOM GEF Project will shift focus toward technical execution, institutional consolidation, and stakeholder engagement across all six components. 

Component 1:
· Development of scope of work and ToRs and commencing mapping of INMACOM stakeholders – ensuring gender equality and social inclusion
· Institutional, technical, and operational capacity needs assessment for each stakeholder group
· Stakeholder scoping for national intersectoral committees (catchment, forestry, agriculture, mining, etc.).
· TORs and draft strategy for strengthening the transbundary forum. 
· Map regional RBOs, TFCAs, and coastal organisations for horizontal coordination.
· Engage SADC Gender Focal Points & National Gender Machinery.
· Develop strategy for youth engagement in collaboration with SADC
· Draft TOR for INMACOM Gender Policy & Strategy.
Component 2:
· Development of scope of work and ToRs for consultant/companies to support technical workstreams: (baseline assessment of the biophysical environment and socioeconomic activities, baseline assessment of flows in the ‘source’-to-sea’ continuum, hydrogeological assessment, environmental flows assessment, joint basin survery), floating and procurement.
· Commence updating SES instruments at project and pilot level
Component 3:
None planned 

Component 4:
· Establish Responsible party grant agreements and Joint workplans
· Commence design of interventions

Component 5:
· Commence development of communications and knowledge management strategy
· Participate at regional and continental fora – SADC WRTC, RBO workshops and Pan African Dialogue

Component 6:
· Finalise development of M&E system
· Induction of project Implementation Unit 
· Project PCU Standard operations procedures development



I. Financial Delivery.

Project Total Budget (Breakdown by Fund Code):

1. Advanced/Utilized funds for the quarter (See ATLAS project CDR for Guidance)
	Component  
	UNDP Fund code
	Budget allocated 
	Budget USED 
	 Remaining Budget  
	 Delivery rate %  

	Component 1  
	62000
	      214 700,00 
	     104 529,00 
	       110 171,00 
	49%

	Component 2 
	62000
	      338 125,00 
	     198 466,80 
	       139 658,20 
	59%

	Component 4 
	62000
	      183 250,00 
	       42 434,26 
	       140 815,74 
	23%

	Component 5 
	62000
	        38 750,00 
	       12 226,10 
	         26 523,90 
	32%

	PMC  
	61996
	          2 000,00 
	                   -   
	           2 000,00 
	0%

	PMC  
	61997
	        50 350,00 
	       50 000,00 
	              350,00 
	99%

	PMC  
	61998
	          9 000,00 
	         9 000,00 
	                    -   
	100%

	PMC  
	61999
	          7 000,00 
	              42,34 
	           6 957,66 
	1%

	PMC  
	62000
	          4 335,00 
	         1 474,52 
	           2 860,48 
	34%

	PMC  
	62000
	          3 500,00 
	         1 811,90 
	           1 688,10 
	52%

	Monitoring and Evaluation 
	61999
	          5 000,00 
	         4 886,16 
	              113,84 
	98%

	Monitoring and Evaluation 
	62000
	        17 875,00 
	                   -   
	         17 875,00 
	0%

	Monitoring and Evaluation 
	62000
	        15 000,00 
	       13 330,75 
	           1 669,25 
	89%

	TOTAL 
	 
	        888 885,00 
	       438 201,83 
	         450 683,17 
	49%





2. Financial Gap Analysis

 No gap has been identified.
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