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DATA SHEET

BASIC INFORMATION

Product Information
Project ID

P149714

Country

Western Africa
Original EA Category

Partial Assessment (B)

Organizations
Borrower

Niger Basin Authority

Project Development Objective (PDO)

Original PDO

Project Name

Niger River Basin Management Project
Financing Instrument

Investment Project Financing

Revised EA Category

Partial Assessment (B)

Implementing Agency

Niger Basin Authority (NBA)

The objective of the project is to strengthen the institutional framework for regional cooperation in water resources

in the NigerRiver Basin.
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FINANCING

Original Amount (USS) Revised Amount (USS) Actual Disbursed (USS)
World Bank Financing

TF-18539 7,500,000 4,198,203 4,198,203
Total 7,500,000 4,198,203 4,198,203
Non-World Bank Financing
Borrower/Recipient 0 0 0
Total 0 0 0
Total Project Cost 7,500,000 4,198,203 4,198,203
KEY DATES
Approval Effectiveness MTR Review Original Closing Actual Closing
28-Jan-2015 03-May-2016 07-Dec-2018 31-Dec-2019 31-Dec-2019

RESTRUCTURING AND/OR ADDITIONAL FINANCING

Date(s) Amount Disbursed (USSM) Key Revisions
27-Jun-2018 1.12 Change in Results Framework
Change in Components and Cost
Cancellation of Financing
Reallocation between Disbursement Categories

KEY RATINGS
Outcome Bank Performance M&E Quality
Moderately Satisfactory Moderately Satisfactory Modest

RATINGS OF PROJECT PERFORMANCE IN ISRs

Actual
No. Date ISR Archived DO Rating IP Rating Disbursements
(USSM)
01 16-Jun-2015 Moderately Satisfactory =~ Moderately Unsatisfactory 0

Page 2 of 62



The World Bank
Niger River Basin Management Project (P149714)

02 14-Dec-2015 Moderately Satisfactory
03 18-Apr-2016 Moderately Satisfactory
04 04-Jan-2017 Moderately
Unsatisfactory
05 05-Oct-2017 Moderately
Unsatisfactory
06 26-Dec-2017 Moderately
Unsatisfactory
07 15-Jun-2018 Moderately
Unsatisfactory
08 18-Dec-2018 Moderately
Unsatisfactory
09 06-Jun-2019 Moderately Satisfactory
10 02-Nov-2019 Moderately Satisfactory
11 23-Dec-2019 Moderately Satisfactory
SECTORS AND THEMES
Sectors

Major Sector/Sector

Agriculture, Fishing and Forestry

Agricultural Extension, Research, and Other Support
Activities

Public Administration

Sub-National Government

Energy and Extractives

Renewable Energy Hydro

Water, Sanitation and Waste Management

Other Water Supply, Sanitation and Waste
Management

Moderately Unsatisfactory

Moderately Satisfactory

Moderately Unsatisfactory

Moderately Unsatisfactory

Moderately Unsatisfactory

Moderately Unsatisfactory

Moderately Unsatisfactory

Moderately Satisfactory
Moderately Satisfactory

Satisfactory

71

1.11

1.21

1.71
3.30
3.30

(%)

20

20

20
20

30
30

30

30
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Themes
Major Theme/ Theme (Level 2)/ Theme (Level 3) (%)
Private Sector Development 35
Regional Integration 35
Social Development and Protection 15
Social Inclusion 15
Indigenous People and Ethnic Minorities 5
Other Excluded Groups 5
Participation and Civic Engagement 5
Environment and Natural Resource Management 50
Environmental policies and institutions 15
Water Resource Management 35
Water Institutions, Policies and Reform 35
ADM STAFF
Role At Approval At ICR
Regional Vice President: Makhtar Diop Hafez M. H. Ghanem
Country Director: Colin Bruce Deborah L. Wetzel
Director: Junaid Kamal Ahmad Simeon Kacou Ehui
Practice Manager: Alexander E. Bakalian Yogita Mumssen
R S ——— Catherine Signe Tovey, Christina Pierrick Fraval, Mohamed
Leb Nanzoul
ICR Contributing Author: Laura Bonzanigo
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I. PROJECT CONTEXT AND DEVELOPMENT OBIJECTIVES

A. CONTEXT AT APPRAISAL

Context

1. The Niger Basin is the largest transboundary basin in West Africa and constitutes an important lifeline in the
arid and semi-arid Sahel region, and is experiencing increased fragility. The hydrologically active watershed (the
“basin”) covers 1.5 million km? and spreads across nine West African countries: Benin, Burkina Faso, Cameroon, Chad,
Guinea, Ivory Coast, Mali, Niger, and Nigeria. All countries are members of the Niger Basin Authority (NBA). Of an
estimated total basin population in 2015 of 138 million people, 69 percent resided in Nigeria and nine percent in Mali
and Niger, respectively®. Population density in the basin is four to five times greater than the national averages with
national level annual population growth ranging from 2-4 percent. The Niger Basin hydro-system contributes to
between 20-50 percent of the basin countries’ gross domestic product as it enables agriculture, generates significant
employment, and provides food security for the basin’s population, including for major metropolitan centers such as
Bamako, Niamey, and Abuja. The Niger River is also important for the region’s energy security, with an installed and
partially integrated hydropower capacity of 2,000 megawatt. The inner and maritime deltas are wetlands of
international importance (RAMSAR sites?) that provide livelihoods to many millions of people. The basin population is
mostly young, rural, poverty-stricken, agriculture-dependent, and vulnerable due on the one hand to food security and
social well-being being dependent on unpredictable and extreme rainfall regimes, and on the other hand, to the recent
conflicts which have arisen in Mali, Burkina Faso, and Niger as well as the resurgence of the Boko Haram.

2. The basin’s large potential for water infrastructure development is mostly untapped. Lack of water resources
development and coordinated flow regulation in the Upper and Middle Basin was preventing equitable socio-
economic growth, endangering water security in towns bordering the river, limiting the scale of intensity of irrigation
investments, and depriving countries of a relatively clean, accessible, and cheap source of energy. Currently, about 20
percent of the hydropower potential and less of the irrigation potential are being used.

3. The Niger Basin Authority was created in 19803 with the overall goal to “promote cooperation between the
nine riparian countries and ensure the integrated development of the Niger Basin in the areas of energy, hydraulic,
agriculture, animal husbandry, fishing and aquaculture, agro-forestry, transport and communications and industry”.
This is to be achieved focusing on five specific objectives: (1) harmonization and coordination of national policies for
the beneficial use of water resources; (2) participation in the preparation and implementation of the basin integrated
development plan; (3) promotion and participation in the design and operation of infrastructure and joint-interest
projects; (4) control and regulation of navigation on the Niger River and its tributaries; and (5) participation in project
formulation and in the mobilization of financing for studies and works required for the development of the basin water
resources. In addition to these “historical roles”, the NBA has gradually embraced direct functions that enable the

1 BRL. 2007. Elaboration Du Plan D’action De Développement Durable Du Bassin Du Niger

2 A Ramsar site is a wetland of international importance under the Ramsar Convention. The Ramsar Convention is an
intergovernmental environmental treaty stipulated in 1971 by UNESCO. It provides for national action and international
cooperation regarding the conservation of wetlands.

3 NBA replaces the River Niger Commission, which was created in 1964.
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coordinated management of water resources in the Basin, particularly along the River Niger, where several large dams
and significant irrigation abstractions were and are still planned.

4. In 2004, the nine riparian countries committed to regional cooperation for joint development and
sustainable management of shared water resources through coordinated multisectoral investments and common
water governance rules. This commitment, known as the Paris Declaration, initiated the Shared Vision Process (SVP)
that reaffirmed the central role of the NBA as a coordination, knowledge, and development organization and led to a
basin-wide Sustainable Development Action Plan (SDAP) piloted by the NBA which was approved in 2007. Its pillars are
(a) socioeconomic infrastructure (development of cascade storage dams for irrigation and hydropower), (b) ecosystem
conservation and natural resource protection, and (c) capacity building and stakeholder participation, including a
strengthened legal and regulatory framework. Based on the SDAP, the Member States approved an USS 8 billion 20-
year Investment Program in April 2008. The Water Charter and its Annexes?, approved in April 2008, gives legal status
to the Paris Declaration and confirmed the mandates of the NBA. The NBA monitors the conditions of the basin (done,
in practice, through the NBA’s Observatory of the Environment), provides services to key stakeholders (including flow
forecasts) and a neutral analysis of planned water abstractions, and it mobilizes high-level expertise for relevant studies
and analyses. The World Bank, together with five other donors, accompanied the SVP and committed to align their
financial assistance to the pillars of the SDAP. The NBA lacked operational capacity. Therefore, supporting the NBA's
institutional strengthening and capacity building at all levels (headquarter and country focal structures) was key to
promoting regional cooperation and growth in the basin area.

5. With the coming online of major regulating infrastructure, the demands on the NBA and its role in promoting
and participating in the design and exploitation of works and projects of common interest were growing. As part of
the SDAP, three large dams were initially planned in the upper basin to work in cascade: Fomi dam in Guinea, Taoussa
in Mali and Kandadji in Niger. Operation of these new transboundary infrastructure works requires a carefully
coordinated approach at the regional level, which the NBA is mandated to take on. The NBA has an increasingly central
role in facilitating decisions and building consensus among member countries, water users, civil society, and other key
river basin partners and increasingly called upon to link national-level investments to regional processes. With the
assistance of several development partners, the NBA had made significant progress towards operationalizing its
mandate. However, as the development in the river basin continued, and pressure on the water resources base
increased, the NBA needed to become a more robust institution. This required a more autonomous and sustainable
financial resources base for the NBA, improvement of the basin- wide legal framework for enhanced coordination in
the exploitation of transboundary infrastructure, as well as information systems and tools to enable the NBA to
effectively enforce its mandate, including to respond to the growing demands on its coordination function. The Fomi
Multipurpose Project (FMP) was a critical investment of the basin’s SDAP, but although its transformative potential
was tremendous, potential impacts included the resettlement of 45,000 people, environmental impacts in the
reservoir’s area, and changes to the flood regime in the ecologically rich and already sensitive Niger Inner Delta (NID).
The dam design and operating rules would also be key determinants of how the benefits would be shared. The

4 The Water Charter and its annexes have defined the following tools and rules, such as: notification (i.e. projects or emergencies
of transboundary impacts); common or joint-interest projects (i.e. ownership, management, financing, monitoring); conflict
management between riparian countries (i.e. mediation, arbitration); definition of environmental norms (i.e. ambient water
quality standards; discharge standards; environmental flows); environmental impact studies; environmental monitoring (i.e.
water quality, water quantity; withdrawals, discharges and other environmental aspects); environment information system and
reporting; water-use and pollution fees.
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adequate institutional mechanisms therefore needed to be mobilized, and the Niger Basin Authority, as the “guardian”
of the basin, could play this role — and sought Bank’s support.

6. The Niger River Basin Management Project (herein called the “Project”) was intended to be a vehicle for
furthering transformative, strategic engagement in the Sahel region and formed part of the World Bank’s strategic
engagement under the Sahel Initiative, a World Bank Group regional approach for supporting fragility and
development in the Sahelian countries consisting of Burkina Faso, Mali, Mauritania, Niger and Chad. The Sahel Initiative
was endorsed by the Bank in August 2013 and emphasizes the need for strong linkages with neighboring countries for
deeper economic and connective integration, as would be the case of key transboundary multi-sector projects. The
Project and the overall Niger Basin program were also consistent with the Bank’s Regional Integration Assistance
Strategy for Sub-Saharan Africa (RIAS) and the Africa Region Strategy (ARS), which recognized regional approaches as
a means for increasing opportunities and realizing economies of scale. In particular, the Project supported pillar one
of the RIAS on regional infrastructure, pillar three on coordinated intervention to provide regional public goods, and
the cross-cutting aspect on strengthening regional strategic planning and alignment with national development plans.

Theory of Change (Results Chain)

7. The Project aimed at enhancing the institutional framework for regional cooperation in water resources in the
Niger River Basin by strengthening the institutional, organizational, and financial capacity of the key responsible
authority, the NBA. At the time of project preparation, a full theory of change was not required. This is the ICR’s team
interpretation of the project’s objectives and indicators.

Figure 1 Project’s Theory of Change

e Intermediate Long-term
Activities Outcomes PDO B
results outcome
Sub-component 1.2 .
Implementation of e °
the Wiater Charter - anhancamants fae oo
Subcampanent 13 Conrdination mandates far {1 o aion of
Strengthening the — ":'f:_:;"s mirastructure devBmanag of 4]
NEA"s institutional s shared waters
and arganizatianal endarsed by MS X
Ty e A
B
Sub-campanent 1.1, .
Furthe analyssand New mechanisis for fnancia - "m'_’; L Enhanced
selected finamcing. |~ | o ,,:,z. e i ::e institutional around
imechanizms for the o endorsed by M5 Pl ok for
NBR 5 LRI
—s | regional —  and
Sul at2A. ‘cooperation in management
Damar and imvestar — | Investmient forum for Fomi Water respurces of water
roundiable progect held _ in the Niger TESpUrces in
Sub-component 2.1, FRiver basin the Niger
Procms of River Basin
engagement and }‘.‘.
decision making L' B N .
|omundFarmi | Roadmap for DM designed ] | 7| Jeint DM for Fami
sub-camponent 2.3 and discussed amang o4 SRRTavS by R
Institutianal B ——
Frarmunarks {f‘ m“' e
(R —p— ]
ool
"
Sub-campanent 2.3, Complementary assessment A
tary —+ | af ES| completed and 7} B
environmental and dmecussed by M5 < ____/
socal msessments

MS=Member States; DM=Decision Making
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Project Development Objectives (PDOs)

8. The original Project Development Objective (PDO) as per the Project Appraisal was “to strengthen the
institutional framework for regional cooperation in water resources in the Niger River basin”.

Key Expected Outcomes and Outcome Indicators
9. The associated PDO level results indicators were:

(i) Institutional enhancements for coordination of development and management of shared water resources
endorsed by member states;

(ii) A complementary financing mechanism endorsed by member states;

(iii) Joint decision-making process for Fomi multipurpose project approved by Fomi Inter-Ministerial Committee
and followed.

10. Progress towards achieving the PDO targets was planned to be achieved by strengthening the primary
institution responsible for facilitating regional cooperation in water resources in the Niger River basin, the NBA.
Progress to this end was going to be measured through intermediate results targets and related indicators as per the
Results Framework (RF) in the Project Appraisal Document (PAD), listed below:

New mechanism for financial sustainability developed and discussed (Yes/No)

Coordination mandates for regulating infrastructure clarified (Yes/No)

Roadmap for decision making around Fomi designed and discussed among relevant Member States (Yes/No)
Complementary assessments of environmental and social impacts completed and discussed by relevant
member states (Yes/No)

e. Investment forum for Fomi project held (Yes/No)

o0 oo

Components

11. The project included two components: Component 1 - Strengthening the NBA for Sustainably Delivering its
Mandate; and Component 2 - Facilitating Evidence Based-Decision Making in Fomi Multipurpose Project. An overall
description of the components and their subcomponent is presented below.

12. Component 1. Strengthening the NBA for Sustainably Delivering its Mandate (USS 3,750,000) supported the
institutional, organizational, and financial strengthening of the NBA to enhance its capacity to implement its mandate.

Sub-component 1.1. Further analysis and operationalization of selected financing mechanisms for the NBA (USS
1,200,000) through, inter alia: (a) the development of a business case for hydropower levy; (b) the development of
a related feasibility study; (c) regional and national stakeholder consultations; (d) the design of an implementation
plan; and (e) the provision of support to the NBA to implement said plan.

Sub-component 1.2. Implementation of the Water Charter (US$ 550,000) through inter alia: (a) revisions of the
annex 2 to the Water Charter, on coordinated management of dams® and (b) the improvement and
operationalization of the hydrological information system tool required for the implementation of said Annex 2.

5 ANNEX No.2 TO THE NIGER BASIN WATER CHARTER RELATING TO THE WATER REGULATIONS FOR THE COORDINATED MA
AGEMENT OF THE STRUCTURING DAMS. Article 2: Objective: The present Annex No.2 is adopted in application of articles 2, 5, 6,
7,10 12, 13, 14, 15, 19,20, 27, 28 and 33 of the Niger Basin Water Charter, the provisions of which it specifies and completes in
terms of coordinated management of the structuring dams. Its aim is to define the general rules, methods and constraints for the
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Sub-component 1.3. Strengthening the NBA's institutional and organizational systems (USS 2,000,000) by: (a)
providing financial support to: (i) the Dam Safety and Safeguards Panel of Experts; (ii) the NBA operational expenses
associated to project implementation iii) project operational expenses including Project Management and
Coordination Unit (PMCU) staffing; and (b) technical/organizational support to (iii) the implementation of priority
recommendations from the institutional and organizational audit prepared under the Niger Basin Water Resources
Development and Sustainable Ecosystems Management (WRD-SEM) Program.

13. Component 2. Facilitating Evidence Based-Decision Making in Fomi Multipurpose Project (USS$ 3,750,000). This
component provided process support to the design and implementation of a clear roadmap for project development,
decision making points and engagement and sensitization of concerned stakeholders, as well as complementary
studies concerning environmental and social impacts

Sub-component 2.1. Process of engagement and decision making around Fomi (USS 1,650,000) through: (a) the
provision of support to the NBA for the development of a summary of the state of knowledge on the FMP; (b) the
development of a strategy and action plan for the decision-making process on the FMP; and (c) the carrying out of
a process of engagement and sensitization of stakeholders, and workshops to familiarize decision-makers with
technical details of key studies.

Sub-component 2.2. Institutional frameworks for Fomi multipurpose project (USS 1,100,000). This sub-component
supported studies and technical assistance to explore institutional arrangements for the FMP including joint project
preparation, joint financing and management, implementation and operation, support to national institutional
structures.

Sub-component 2.3. Complementary environmental and social assessments (USS 1,100,000). Carrying out
complementary studies related to environmental and social risks arising from the Fomi Multipurpose Project,
including: (a) an advanced modeling of the ecosystem services in the Niger Inner Delta ; and (b) further studies in
response to issues emerging from the technical reports and the Environmental and Social Impact Analysis (ESIA).

Sub-component 2.4. Donor and investor roundtables (USS 350,000). Carrying out a program of activities to enable
the NBA to mobilize resources from a range of potential sources, including the organization of an investors'
conference and the development of communication material aimed at introducing the Fomi Multipurpose Project
to investors.

B. SIGNIFICANT CHANGES DURING IMPLEMENTATION

14. A restructuring of the project was approved in June 2018, to update the Results Framework (RF), change
components and their cost, propose a partial cancellation of the grant, and reallocate between disbursement
categories. The key changes introduced during restructuring were the following:

Revised Components/project scope:

15. Under Component 1, the restructured project supported the design of an operationally sustainable financing
mechanism but not, as initially planned, assistance to actually set it up, as this would not be realistically achievable
within the project’s timeframe and was determined could be supported under future engagements. Moreover,

coordinated management of ail the existing and future structuring dams on the Niger river and its tributaries, and includes the
major social, economic and environmental challenges of the hydrographic drainage basin.
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endorsement of the financing mechanism was scaled down from ministerial to technical level®, more realistically
achievable within the project’s lifetime. The endorsement of the Technical Committee (TC) remained nonetheless an
important achievement and necessary step towards the final political endorsement. Indeed, before the PGBFN, there
had not been agreement on one type of financing mechanism. The expectations were that a ministerial level
endorsement could be pursued after the project closure under future engagements, therefore the project targets were
scaled down to reflect the new realistic expectations.

16. Under Component 1, in 2018, as part of the revived dialogue between the NBA and its development partners,
the NBA also requested the Bank to finance a strategic institutional analysis of the NBA in order to inform the decision
to enhance. The PGBFN, with additional support from a Bank executed Cooperation in International Waters in Africa-
Multi Donor Trust Fund (CIWA-MDTF) (Niger Basin Support Program, P148889), financed it.

17. The focus of Component 2 was broadened from the specific case of the FMP towards support for large,
transboundary infrastructure in general within the NBA’s mandate. The reason was that the results of the Fomi dam’s
feasibility study and ESIA study, completed in December 2017 under the WRD-SEM Program, revealed significant
environmental and social constraints at the original site. The Project financed the methodology for evidence-based
analysis and discussion of these studies, which led to a consensual decision over an alternative solution during a
regional workshop in December 2017. Identifying alternative site(s) and doing new feasibility studies exceeded the
scope of the project and its safeguards category. Therefore, activities related to the review of institutional
management arrangements for the Fomi dam, the financing of the round table of donors for Fomi, and additional
environmental and social studies were removed from the project scope. The restructured project focused on assisting
the NBA to develop and advocate generic methods for sound, fact-based decision-making procedures regarding more
generic transboundary infrastructure projects in the Niger Basin. NBA will be of course able to apply these procedures
also to the Fomi project’s decision-making process when the time is ripe. The name of Component 2 was thus changed
to “Facilitating evidence-based decision-making for large transboundary infrastructure in the Niger Basin”. The related
indicators were also updated accordingly, and respective amount cancelled.

Revised results framework

18. The PDO remained unchanged.

19. The indicators in the RF were adjusted to reflect the changes discussed in paragraphs 16-18 and are reported
in Table 1. A new intermediate indicator was introduced to measure the outputs of the institutional assessment,
“Priority Actions to improve the organizational performance of the NBA are approved by the Summit of Heads of States
and implemented”, linked to the PDO indicator “Institutional enhancements for coordination of development and
management of shared water resources endorsed by member states (Yes/No)” was therefore added at restructuring.

& However, the Extraordinary Council of Ministers held in November 2019 took note of the conclusions of the Feasibility Study on
NBA's Sustainable and Autonomous Financing Mechanism relating to Hydropower and invited the Executive Secretary:

To transfer the outcomes of the study to the Ad hoc Committee with a view to harmonizing the various initiatives on NBA'
sustainable and autonomous funding and to defining the modalities of implementation of the new sharing formula of the royalty.
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Table 1 Revised Indicators

process for Fomi multi-
purpose project approved
by Fomi Interministerial
Committee and followed
(Yes/No)

making process for
transboundary
infrastructure projects is
endorsed by the Technical
Committee (Yes/No) [In RP,
Aide Memoirs, NBA ICR]**

Evidence-based decision-
making process for
transboundary

Original indicator Achieved | Original | Revised/ new indicator Revised | Comments
(as of June target Target
2018, time of
restructuring)
PDO level indicators
Institutional enhancements | No Yes No change No
for coordination of change
development and
management of shared
water resources endorsed
by member states (Yes/No)
A complementary financing | No Yes A complementary financing | Yes The endorsement level was lowered from political to technical
mechanism endorsed by mechanism is endorsed by level, given that Council of Ministers’ endorsement would likely
member states (Yes/No) a Technical Committee depend on other external factors and went beyond the
(Yes/No) [In RP, Aide implementation period of the project.
Memoirs, NBA ICR]*
*There are some inconsistencies in the RP itself and in
A sustainable financing successive documents (AMs, ISRs, NBA ICR) as to the wording of
mechanism is designed and the revised indicators. After the restructuring, the team reached
endorsed by a regional NBA out several times to the Portal Support team to fix these
workshop [In RP datasheet inconsistencies, without success. Yet, the TC and the regional
and December 2019 ISR]* NBA workshop embed the same level of technical endorsement.
Joint decision-making No Yes Evidence-based decision- Yes The sound evidence-based decision-making process financed by

the project led to a consensual decision of the FIC over an
alternative solution: Member States decided to abandon the
Fomi site due to the calculated high social and economic risks.
Hence new studies were to be prepared for the new site. The
need to pursue the decision-making process on FMP became
irrelevant.

The new wording illustrates that, in its ambition to develop a
methodology for evidence-based decision-making, Component 2
becomes more generic. The methodology would be informed by
case studies in the basin, including Fomi.
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infrastructure projects
designed and presented to
decision makers [In RP
datasheet and December
2019 ISR]**

**There is a discrepancy in the RP (and successive documents)
between the two proposed indicators in terms of what would
determine their achievement: endorsement by a TC, or
presentation to DM.

Intermediate indicators

New mechanism for No Yes Feasibility study and road Yes The indicator was made more precise by specifying the actual
financial sustainability map for financing financial mechanism that would be addressed as agreed with the
developed and discussed mechanism based on a NBA Council of Ministers. To note that the revised indicator is
(Yes/No) hydropower levy is more ambitious that the pre-restructuring, as it includes the
endorsed by the Technical endorsement of the feasibility study and road map, and not just
Committee (Yes/No) their discussion. It also specifies who should endorse the study
and related road map.
Coordination mandates for | No Yes Annex 2 to the Water Yes The indicator was made more specific and ambitious because
regulating infrastructure Charter on coordinated Annex 2 is intended to set the rules for coordinated management
clarified (Yes/No) management of water of the water infrastructure in the Niger River and its
infrastructure and its interdependent tributaries. The substance of what was being
implementation modalities measured did not change.
is endorsed by the NBA To note that the revised indicator is more ambitious that the pre-
Council of Ministers restructuring one, since it includes the endorsement by the NBA
(Yes/No) CoM, a very high-level endorsement (which should perhaps even
warrant a PDO level).
Complementary No Yes Modeling reports generated | Yes The original indicator intended to capture the results related to
assessments of from the operation of the sub-component 2.3 (see paragraph 14).
environmental and social Niger Inner-Delta model However, when the original site was dropped, the full set of
impacts completed and published (Yes/No) technical and ESIA studies were to be redone. This Project could
discussed by relevant not finance them and the need for complementary assessments
member states (Yes/No) was thus postponed and likely to not be necessary until after
project completion. Yet, the modeling on the NID was
maintained hence the indicator revised accordingly.
Roadmap for decision No Yes Marked for deletion As the FMP was put on hold until the studies for the new site

making around Fomi

were completed, this indicator lost relevance.

Page 12 of 62




The World Bank

Niger River Basin Management Project (P149714)

designed and discussed
among relevant member
states (Yes/No)

Investment Forum for Fomi
project held (yes/No)

No

Yes

Marked for deletion

Since the FMP was put on hold when the original site was
dropped, whilst new feasibility studies were prepared, the
conditions for an investment forum for the Fomi project were
not met.

Evidence-based decision- Yes New indicator

making process for This indicator is meant to describe the actual implementation of

transboundary a real case of a methodology developed for evidence-based

infrastructure tested decision-making and its outcome in a case study. “Tested” in this

(Yes/No) context means that the findings of the transboundary dam’s
feasibility and environmental study are discussed by key
stakeholders and contributed to informed decision-making.

Priority Actions to improve | Yes New indicator.

the organizational
performance of the NBA are
approved by the Summit of
Heads of States and
implemented

This indicator aimed to monitor the effective adoption of the
main recommendations of the revised institutional assessment
of NBA.

NOTE: This indicator was added to the RP datasheet — but it
does not appear in the RP, nor in successive ISR, including the
final. It does not appear in the NBA ICR either.
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Partial cancellation of the grant

20. The grant was reduced from USS 7.5 million to USS 4.2 million. The cost for Component 1: Strengthening the
NBA for Sustainably delivering its mandate was reduced from USS 3.75 million to USS 2.40 million. The title of
Component 2 was revised from “Facilitating Evidence-based decision making in the Fomi Multipurpose project” to
“Facilitating evidence-based decision-making for large transboundary infrastructure in the Niger Basin, and its cost
reduced from USS$ 3.75 million to USS 1.8 million.

Other Changes

21. Two other changes occurred during restructuring:

a. Updated disbursement estimates

b. Reallocation between disbursement categories, to account for the partial cancellation of the grant. Table 2 and
Table 3 Disbursement categories revised during restructuring below show the disbursement categories before and
after the project (Table in Section IV A.2 of Schedule 2 of the agreement (Withdrawal of Grant Proceeds).

Table 2 Disbursement categories at appraisal

Category Amount of the Grant Allocated Percentage of Expenditures to
(expressed in USS) be financed (incl. of taxes)

Goods, consultant services, operating 7 500 000 100%

costs and training under the project

TOTAL AMOUNT 7 500 000

Table 3 Disbursement categories revised during restructuring

Category Amount of the Grant Allocated Percentage of Expenditures to
(expressed in USS) be financed (incl. of taxes)

1. Goods, consultants services, 4 200000 100%

operating costs and training under the

project

2. Cancellation amount (as of November 3 300 000

29, 2017)

TOTAL AMOUNT 7 500 000

Rationale for Changes and Their Implication on the Original Theory of Change

22. As a result of the introduced changes (ref. paras 16-18), the original theory of change was slightly revised (see
below the revised theory of change).
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Figure 2 Revised Theory of Change

Activities

Intermediate results

Outcomes

-

Long-term
outcome

Sub-component 1.2,
Implementation of
the Water Charter

Sub-component 1,3,
Strengthaning the
MBA's Instituticnal
and organizational
syslens

Anmex 2 to the Water Charter on
coordinated management of water
infrastructure and s implementation
modalities i endorsad by the NBA
Cowncil of Ministers

Pricrity Actions to improwe the
organizational performance of the NEA
are aporoved by the Summit of Heads
of States and implemented {Mo/Yes)

Institutional enhancemsents

for coordination of

F devEmanag of shared waters

endorsed by M5

MS=Member States; DM=Decision-Making

Il. OUTCOME

A. RELEVANCE OF PDOs

Assessment of Relevance of PDOs and Rating

Project Relevance Rating: HIGH

23. The Niger River Basin population is mostly young, rural, poverty-stricken, agriculture-dependent, and
vulnerable to food insecurity and (conflict. Significant changes with an impact on its transboundary water flows are
currently happening on the Niger River and its main Western tributaries, which call for a strong river basin organization
that is able to ensure its coordinated management and development, essential to avoid furthering poverty in already
very fragile areas. The development of three large dams in the upper basin in Guinea (Fomi), in Mali (Taoussa), and in
Niger (Kandadji) will significantly change river flows downstream and could drive suboptimal hydropower generation in
downstream dams (Kainji and Jebba, in Nigeria) due to insufficient upstream flow. The latter two are under construction
already, whereas the former, now planned in a different site, is at an advanced stage of study. These were initially planned
as cascade dams. These potential impacts call for strong coordination on water resources management between
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countries. Given the high concentration of population along the River Niger in its Sahelian portion, including two capital
cities (Bamako and Niamey) and the vast NID wetland in Mali, host of the livelihoods of 1 million people, it is essential
that decisions on the design and operating rules of these large dams be based on evidence and take into account the
local and transboundary impacts. Given all these developments and NBA’s prominent role in regulating water resources
while at the same time working towards enhancing cooperation for shared economic growth among riparian countries -
as per its mandate-it is highly relevant to continue supporting NBA in enhancing its institutional, technical, and financial
capacities. Today, NBA struggles to fill these critical functions. Despite NBA weaknesses, Member States remain
committed to the organization and are keen to improve its institutional capacity and role in managing resources in the
Basin. As an example, the October Council of Ministers, representing all member countries, validated and approved
several steps for improving NBA as an organization. Moreover, in November 2019, NBA’s nine Member States adopted a
legally binding Annex of the Water Charter, to which they would have to abide when developing new infrastructure in
the river basin. NBA is in charge of its implementation.

24, The project’s objective is also aligned with several internal strategies. It is aligned with the objective 4.2 of the
Africa Regional Integration and Cooperation Assistance Strategy (FY18-FY23), to support sustainable management and
financing of transboundary water, coastal and marine resources (Report No. 121912-AFR presented to the Board in June
20187). The project also complements the Project WRD-SEM Adaptable Program Lending (P130147), which finances the
Kandadji Dam Project in Niger by strengthening the NBA in its role to generate shared transboundary benefits while
enforcing environmental flows on the River. The project is also fully aligned with the CIWA objective of strengthening
cooperative water resources management and development to enable sustainable, climate resilient economic growth in
the region (CIWA results framework, 20193).

B. ACHIEVEMENT OF PDOs (EFFICACY)
Assessment of Achievement of Each Objective/Outcome

Project Efficacy Rating: Given the 2018 restructuring changing the PDO level indicators, a split evaluation is needed.
The pre-restructuring rating is MODEST (27 percent) and the post-restructuring is SUBSTANTIAL (73 percent).

25. The project’s PDO is to “strengthen the institutional framework for regional cooperation in water resources in
the Niger River Basin”. As mentioned in paragraph 24 of the PAD, progress towards achieving the PDO targets was to be
achieved by strengthening the primary institution responsible for facilitating regional cooperation in water resources in
the Niger River Basin (NBA).

Pre-restructuring efficacy assessment (27 percent)

26. “Pre-restructuring” achievement of the PDO is measured against three PDO-level outcome indicator targets: (1)
institutional enhancements for coordination of development and management of shared water resources endorsed by
member states (2) a complementary financing mechanism endorsed by member states and (3) joint decision-making
process for multipurpose project approved by Fomi Interministerial Committee and followed.

27. The major achievement related to PDO indicator 1 was the development of a legally-binding tool on how to
regulate the coordinated management of dams in the basin (Annex 2 of the Water Charter). Annex 2 was validated by

7 World Bank, 2018. SUPPORTING AFRICA’S TRANSFORMATION: REGIONAL INTEGRATION AND COOPERATION ASSISTANCE STRATEGY FOR
THE PERIOD FY18-FY23. May 7, 2018
8 http.//www.ciwaprogram.org/annualreportFY19/wp-content/uploads/2019/10/CIWA_AnnexC_v1.pdf
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the TC of the NBA and endorsed by Member States. The Project also supported a strategic institutional audit which led
to the identification of priority measures, endorsed by Member States, on how to strengthen the capacity of the NBA.
These measures are currently being implemented. Activities related to setting up the institutional framework for the
FMP, lost relevance as a result of Project-supported evidence-based decision making which led to a consensual decision
of the FIC to discard the original site in favor of an alternative solution. The first PDO-level indicator can be thus
considered PARTIALLY ACHIEVED.

28. The second PDO indicator was NOT ACHIEVED: whereas both the TC and decision-makers did endorse the Project-
supported feasibility study of the complementary financing mechanism based on a hydropower levy and the proposed
operational and financial frameworks, they did not endorse the legal component as Guinea and Nigeria rejected the
hydropower royalty. The TC agreed on a clear road map to continue the process and the financing mechanism is currently
being revised. It is hard however to predict if it will be eventually adopted as it is a delicate political process.

29. PDO indicator 3 can be considered ACHIEVED. The Project successfully supported the development of a
methodology for informed decision-making around Fomi dam, which was tested during the December 2017 Regional
Workshop “Updated Feasibility Study and Environmental and Social Impact Assessment for the Fomi Multipurpose Dam
Project” and validated by the FIC. A major outcome of the joint decision-making process supported by the Project was
the decision of halting the project because studies revealed major constraints associated with the original site as well as
knowledge gaps for a possible alternative site (the Moussako site, upstream of Fomi).

30. Error! Reference source not found. below provides an overview of pre-restructuring indicators, what was
expected, and what was achieved. As the table conveys, the operation partly achieved its pre-restructuring objectives.
The efficacy pre-restructuring is rated as MODEST.
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Table 4 Pre-restructuring Efficacy Assessment

PDO indicator Status Related intermediate Status Comments / Outputs as foreseen in the PAD (Annex 3 on Detailed Project
indicators Description)
Component 1: Strengthening the NBA for Sustainably Delivering its Mandate
Institutional Partially Coordination mandates Partially Expected Outputs:
enhancements for Achieved for regulating Achieved (i) Revised and finalized text of Annex 2 to the Charter, based on national and
coordination of infrastructure clarified regional consultations; operational hydrological information tool. TARGET
development and (Yes/No) EXCEEDED; ENDORSED BY Member States (groundbreaking achievement, one of
management of shared few RBOs around the world to have a legally binding tool on coordinated
water resources endorsed [according to the PAD, this management of dams), TOOL VALIDATED AND TRAININGS HELD
by member states indicator measured (ii) Fomi institutional framework clarified: the Project-financed sound evidence-
(Yes/No). revision of Annex 2 and based decision making process led to a consensual decision in favor of an
clarification of Fomi alternative solution. Therefore, even though the Fomi institutional framework
institutional framework] was not clarified per se, the project supported an informed decision making.
(iii) NBA institutional and organizational systems strengthened (specific
interventions to be identified), PARTIALLY ACHIEVED: PRIORITY MEASURES
ENDORSED BY COM IN OCTOBER 2019 AND SOME IMPLEMENTED
A complementary Not achieved | New mechanism for Achieved Expected Outputs:

financing mechanism
endorsed by member
states (Yes/No).

financial sustainability
developed and discussed
(Yes/No)

(i) a business case for the hydroelectricity levy, including its institutional and
technical justification and a feasibility analysis; and an action plan for
implementation. DONE AND APPROVED BY A TC IN NOVEMBER 2019.

(ii) technical assistance for implementation of the action plan. NOT DONE AS
LEVY NOT FULLY APPROVED

Component 2: Facilitating evidence-based decision making in Fomi multipurpose project preparation process

Joint Decision-Making
process for multipurpose
project approved by Fomi
Interministerial Committee
and followed (Yes/No).

Achieved

Achieved

Expected Outputs of sub-component 2.1, measured by the PDO indicator:

(i) Summary of the state of knowledge on the Fomi multipurpose project as a
communications tool to ensure that all stakeholders have a robust and
accessible set of information and the same level of knowledge of the project.
DONE, Nov 2017

(ii) Development and adoption of a strategy and action plan for the decision-
making process on the Fomi multipurpose project in consultation with the
directly concerned countries, Guinea and Mali. DONE, Nov 2017

(iii) Implementation of the decision-making process to achieve early
engagement and sensitization of key stakeholders. DONE, Dec 2017 — leading to
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unanimous decision to abandon original site.
The PDO level indicator has thus been achieved as the methodology was
approved by the IMC and followed at least once.

Roadmap for decision Not achieved | Asthe FMP was put on hold until the new studies would be completed, which
making around Fomi was expected to exceed the project’s lifetime, the activities related to these
designed and discussed indicators lost relevance.

among relevant member Yet, these indicators were not achieved not because of faults in project’s
states (Yes/No) implementation, but because the sound evidence-based decision-making

process financed by the project led to a consensual decision over an alternative
solution: Member States decided to abandon the Fomi site due to the
calculated high social and economic risks. Thus, the fact that the activities were
dropped and the indicators consequently not achieved could in fact be a positive
outcome of the project.

Complementary Partially Expected outputs:

Assessments of achieved (i) Advanced modeling of ecosystem services in the Niger Inner Delta available
environmental and social under different flow regimes and operational conditions of the proposed Fomi
impacts completed and dam. DONE The NID model and the associated report were delivered in full and
discussed by relevant validated on December 14, 2019. Training also took place in December 2019.
member states (Yes/No (ii) Additional complementary studies defined in response to needs identified in

the decision-making process. DROPPED AS NO LONGER RELEVANT (see above)

Investment Forum for Not achieved | DROPPED AS NO LONGER RELEVANT (see above)
Fomi project held (yes/No)
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Post-restructuring efficacy assessment (73 percent)

31. “Post-restructuring” achievement of the PDO is measured against three PDO-level outcome indicator targets,
one of which “Institutional enhancements for coordination of development and management of shared water resources
endorsed by member states” remained unchanged from appraisal while two were changed during restructuring (see
Table 1 on restructuring details).

32. While the first PDO indicator remained unchanged, the restructuring modified its intermediate indicators to
reflect (i) the abandonment of Fomi dam activities while broadening the scope to more generic transboundary
infrastructure and (ii) results of the strategic institutional audit. The first intermediate indicator “Annex 2 to the Water
Charter on coordinated management of water infrastructure and its implementation modalities is endorsed by the NBA
CoM” was achieved, as mentioned in paragraph 27, and the second “Priority Actions to improve the organizational
performance of the NBA are approved by the Summit of Heads of States and implemented” can be considered partially
achieved: the Council of Ministers (CoM) held on October 11, 2019, endorsed six important measures contained in the
strategic institutional analysis, of which two have been fully implemented. COVID 19 is delaying the implementation of
a third measure, the revision of NBA's organizational chart, upon which depends the implementation of the rest of
measures. It is important to mention that the WRD-SEM APL2A (P128336), soon to be extended until 2026 and renamed
the “Kandadji Project”, Board approval pending, focuses, inter alia, on strengthening NBA, particularly through the
implementation of the Priority Actions and the finalization and approval of the financing mechanism. This raises the
likelihood that even the remaining Priority Actions will be implemented. Given all this and the crucial importance of
Annex 2 and the larger budget spent to make sure it was revised, of good quality, and adopted by Member States — we
believe that overall, indicator 1 has been ACHIEVED.

33. PDO indicator 2 “A sustainable financing mechanism is designed and endorsed by a Technical Committee//by a
regional NBA workshop” has NOT been ACHIEVED. As mentioned in paragraph 27, Member States and the TC asked for
the revision of the legal framework of the financing mechanism based on the hydropower levy. The Kandadji project is
planning to continue to support the finalization and endorsement process of the mechanism.

34, PDO indicator 3 “Evidence-based decision-making process for transboundary infrastructure projects is endorsed
by the Technical Committee//presented to decision makers” can be considered as ACHIEVED. The methodological note
for evidence-based decision making around transboundary infrastructure was validated by a Technical Committee on
November 5 and 7, 2019 in Niamey — hence the indicator that mentions the Technical Committee has been achieved. If
we consider the latter wording (presented to decision makers), there is a high likelihood of achievement in the near
future as (i) this NBA had already organized a regional workshop in March 2020 to validate the methodological note
with the representatives of the countries but had to postpone it due to COVID19 (ii) the Kandadji Project (P128336)
2020 budget and work program includes the completion of this activity and (iii) this indicator does not require political
endorsement and the decision making methodology in question is not a controversial issue, hence there is very low risk
it will not be discussed at the next workshop.

35. Table 5 below provides an overview of post-restructuring indicators, what was expected, and what was
achieved. As the table conveys, the operation almost fully achieved its objectives (intended outcomes) or is likely to do
so and therefore the efficacy rating post- restructuring is SUBSTANTIAL.
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Table 5 Post-restructuring Efficacy Analysis

PDO indicator

Status

Related intermediate

indicators

Status

Comments / Outputs as foreseen in the RP and, if unchanged, in the PAD
(Annex 3 on Detailed Project Description)

Component 1: Strengthening the NBA for Sustainably Delivering its Mandate

Institutional enhancements Achieved Annex 2 to the Water Achieved Expected output:
for coordination of Charter on coordinated (i) Endorsement by CoM of the revised and finalized text of Annex 2 to the
development and management of water Charter, based on national and regional consultations; operational
management of shared infrastructure and its hydrological information tool. ENDORSED BY COM IN NOVEMBER 2019
water resources endorsed by implementation (groundbreaking achievement, one of few RBOs around the world to have a
member states (Yes/No). modalities is endorsed by legally binding tool on coordinated management of dams), TOOL VALIDATED
the NBA CoM (Yes/No) AND TRAININGS HELD
Priority Actions to improve | Partially Expected output:
the organizational achieved, (i) Priority actions approved by HoS and implemented
performance of the NBA likely to be 6 Priority actions endorsed in October, 2 high priority actions selected, of
are approved by the achieved in which one fully implemented, and one being implemented. Another Priority
Summit of Heads of States | an ongoing Action has been implemented since project’s completion.
and implemented (No/Yes) | project
The Kandadji project is being extended to 2026 (pending Board approval at
[This indicator only the time of writing) and one component focuses on strengthening NBA,
appears in the RP particularly through the implementation of the Priority Actions and the
datasheet, it hasn’t been finalization and approval of the financing mechanism. Additional support is
monitored since, in any planned through a BE TA, so the Bank remains engaged and is able to
other supervision continue to support the process to some extent. This raises the likelihood that
documents] even the remaining Priority Actions will be implemented.
Therefore, the PDO indicator is Achieved.
A sustainable financing Not Feasibility study and road Achieved Expected output:
mechanism is designed and achieved map for financing (i) A business case for the hydroelectricity levy, including

endorsed by a Technical
Committee (RP, AMs, NBA
ICR) // A sustainable
financing mechanism is
designed and endorsed by a

mechanism based on a
hydropower levy is
endorsed by the Technical
Committee

its institutional and technical justification and a feasibility analysis. DONE
Feasibility study and roadmap endorsed by a NBA Regional Workshop in
October 2019 and again by a TC of Experts in November 2019, where they
agreed it is feasible and agreed on a roadmap for its finalization and approval
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regional NBA workshop (RP
datasheet, December 2019
ISR)

(Intermediate Indicator ACHIEVED). The TC did not however fully endorse the
proposed mechanism and asked for revision on the legal framework (PDO
indicator NOT ACHIEVED)

Though short of the achievement of the PDO indicator, the decision of the TC
is a significant step forward in the adoption of a sustainable financing
mechanism. The Kandadji project, now being extended until 2026, is planning
to continue to support the finalization and endorsement process of the
mechanism.

Component 2: Facilitating evidence-based decision-making for large transboundary infrastructure in the Niger Basin

(a) Evidence-based decision- | Achieved, | Evidence-based decision- Achieved The decision-making methodology funded by the project has been
making process for the note making process for successfully tested in the analysis and discussion of updated ESIA and
transboundary infrastructure | was transboundary feasibility studies of the Fomi dam in December 2017.
projects is endorsed by the endorsed infrastructure tested
Technical Committee in Nov (Yes/No)
(Yes/No). [RP, AMs, NBA ICR] | 2019 by a
TC
Modelling report Achieved Modeling report generated and published in December 2019. Staff trained.
generated from the
operation of the Niger
Inner-Delta model
published (Yes/No)
(b) Evidence-based decision- | Partially High likelihood of its achievement in the near future because:
making process for achieved, (i) NBA had already organized a regional workshop to validate the
transboundary infrastructure | highly methodological note with the representatives of the countries (who usually
projects designed and likely to study whatever is presented to and recommend to the Council of Ministers
presented to decision- be whether they should endorse, in this case it will be dam experts), the
makers [RP datasheet, achieved managers of the existing and planned dams in the basin, and representatives
December 2019 ISR] in this of the Ministries in charge of environmental and social safeguards. This
calendar workshop could not take place before December, but was planned in March
year 2020, in occasion of a Council of Ministers. In preparation for the meeting,

NBA was planning to send to the countries the final version of the

methodology together with a proposed action plan to lead to its application,
which would then be presented and discussed during the regional workshop
with decision makers. COVID 19 prevented the workshop from happening at
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the end of March. Things are being postponed but still likely taking place this
calendar year, COVID allowing;

(i) the organization of the workshop for the presentation of the
methodological note is reflected in the Kandadji project’s 2020 budget and
work program.

(iii) the achievement of this indicator does not require political endorsement
and the decision-making methodology in question is not a controversial issue,
therefore the risk it will not be presented in the next meeting is low. In fact,
the core of what the note proposes was already validated in the December
2017 Fomi dam workshop with decision makers.
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36. Overall, as a result of the Project, both the institutional and technical capacity of the NBA improved
substantially relative to pre-project levels. First, NBA is now equipped with a legally binding agreement signed by
Member States on how to regulate the coordinated management of transboundary dams. Second, NBA possesses and
has tested a framework for complex, evidence-based, multicriteria decision-making around transboundary
infrastructure. Third, NBA now owns and uses a technical tool to support its decisions by modeling the impacts of
operational decisions related to dams on river flows, ecosystems, and depending livelihoods. Fourth, it is undergoing
organizational restructuring to improve transparency and efficiency in fiduciary and budgetary processes by hiring new
staff and revising its organizational chart. All this is posed to enhance NBA’s capacity to carry out its mandate and accrue
its authority and trust vis-a-vis Member States. Thanks to Project’s support, the NBA was also instrumental in influencing
the choice of the site for the Fomi dam by relying on technical data and analysis. This reinforced its influence on the
Mali-Guinea FIC by notably getting both countries to officially disclose the new design to all member countries®. Clearly,
the endorsement of the financing mechanism at the highest political level (by Heads of States), which would make it
binding for all Member States, and the finalization of the recruitment of competent technical staff in the currently vacant
positions -one of the recommendations of the institutional study- do remain critical and yet, beyond the project scope.

37. Based on the above, the operation almost fully achieved its post-restructuring objectives and therefore the
efficacy rating post- restructuring is SUBSTANTIAL.

Justification of Overall Efficacy Rating

38. The project’s efficacy is rated as MODEST before restructuring (27 percent) and SUBSTANTIAL after
restructuring (73 percent).

C. EFFICIENCY

Assessment of Efficiency and Rating
Project Efficiency Rating: MODEST
Cost Efficiency

39. Because it is focused on strengthening the institutional framework for transboundary water resources
management, this project does not really lend itself to any of the usual economic analysis methods. However, several
studies show the economic benefits of enhanced transboundary cooperation. With the endorsement of Annex 2 of the
Water Charter and the development of tools to enforce it, NBA is now better placed to guarantee the interests of the
riparian countries. As se