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	DSS

	German Development Bank 
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1. [bookmark: _Toc184032198]Introduction
[bookmark: _Toc184032199]1.1 Context 
The Jordanian water sector is supported by the German Cooperation in Jordan mainly through Deutsche Gesellschaft fur Internationale Zusammenarbeit (GIZ), German Federal Institute for Geosciences and Natural Resources (BGR) and German Development Bank (KfW). 
On behalf of the German Federal Ministry for Economic Cooperation and Development (BMZ) in cooperation with the water sector public institutions GIZ is implementing the German-Jordanian Technical Cooperation project Water Sector Governance (WSG), from Jan 1st, 2023 – Dec 31st, 2026.
The WSG project’s objective aims at improving the principles of good governance in the Jordanian water sector. In order to create an important prerequisite for the sustainable and transparent management of the extremely scarce water resources. The principles of good governance as defined by the WSG project include administrative transparency, efficiency, participation, equity, accountability, and the rule of law. The WSG project supports the Jordanian water sector in implementing key reform measures in the area of regulation, resources & investment planning, private sector participation, bulk water management, human resources management, and information technology & data security. The program comprises the following measures (among others):
1. The elaboration of the National Water Master Plan together with the Ministry of Water and Irrigation (MWI), incl. elaborations on the National Water Master Plan Unit (NWMPU); 
2. The monitoring of key performance indicators of water utilities.
3. the establishment of a bulk water management unit and the development of a bulk water management and cost calculation IT-tool.
4. The implementation of the IT strategies in the water sector.
5. The improvement of the data security in accordance with the ISO 27001 certification and the standardization of the exchange of GIS data between the water sector institutions.
Current measures related to the elaboration of the NWMP process and the establishment of a NWMPU in the MWI build on previous project activities covering the preparation of the Third National Water Master Plan (NWMP-3) in the GIZ “Management of Water Resources (MWR)” project, completed in December 2022. Ongoing WSG GIZ project supports the MWI in the further institutionalization and digitalization of the NWMP process. The NWMP-3 documents already prepared during the MWR project (Rapid Assessment, Volumes B, C, and D with supporting studies) have informed investment planning in the water sector. The NWMP process takes into consideration how much water will be available during the period 2020-2040, how demand will rise and how and from which sources water can be allocated. In the long term, desalinated water would be a main source for water supply in the future and would have to compensate for declining groundwater and surface water resources. Thus, infrastructure are likely to change considerably, which the NWMP process will need to consider. 
Both surface and groundwater resources will lose (15%) of their potential by 2040, due to climate change. This means that the potential for groundwater exploitation will decline from (280 to around 240 MCM/yr), and the potential for surface water exploitation will decrease from around (400 MCM/yr to around 340 MCM/yr). Climate Change impacts must therefore be considered in national planning processes. 
[image: ]Due to decades of over-abstraction and the little prospect that this will significantly change, exploitability of groundwater resources will drastically decrease between now and 2040. Large parts of the main exploited aquifers are likely to run dry and no longer be exploitable. Only (35%) of current production will be available, and in the northern parts only around (15%). Therefore, the way groundwater for domestic water supply is used will drastically change. Major wellfields in the north (e.g. Wadi Al Arab, Aqeb) will either provide almost no water, be affected by water quality deterioration, or extraction will become too expensive (because water levels will be extremely deep) compared to other resources. The same is true for all the major wellfields along or near the desert highway (Siwaqa, Qatrana, Lajjun, Sultani, Hasa, and all wellfields in Maan). 
	Figure 1: Forecast of Development of Water Resources Availability, Supply Requirement and Supply Gap 2018-2040 (BAU and NRW Reduction Scenario)



In 2040, 811 MCM will be needed for municipal water supply. Resources available from groundwater and surface water are projected to decrease to 280 MCM in 2040 (35%), which means that the supply gap will be around 531 MCM (65%). Based on the forecast done in 2020, up to 297 MCM could be provided through new projects. In this case, the supply gap would be only around 234 MCM (29%). However, implementation and timing of these projects depend on availability of related funding. One long-term alternative is the desalination of brackish and seawater. 
All the above-mentioned information was produced and created using the available digital information within the water sector (MWI, WAJ, JVA, and the three water utilities). The data were collected and/or extracted from digital files (Office, GIS, DBs). The “Rapid Assessment of the Consequences of Declining Resources Availability and Exploitability for the Existing Water Supply Infrastructure”, one publication finalized in 2022 during the MWR project, summarized the current situation for municipal water supply.
The current NWMP-3 serves as a strategic framework for water management and development within the country. However, with continuously evolving challenges such as demographic changes, population growth including refugee influxes, climate change, urbanization, and increasing water demands, it is crucial to have a dedicated unit within the MWI that can review, revise, complement, and update the NWMP-3 systematically and periodically. This unit could ensure that the water sector is equipped with the most up-to-date and relevant information to address emerging water-related issues effectively, while supporting strategic decision making. 
GIZ WSG supports the Jordanian water sector to assess the current status quo and elaborate on possible option on the establishment of a NWMPU within the MWI. In consequence, the purpose of this report is to perform a rapid assessment to evaluate the current organizational structure and work processes of the MWI. This assessment aims to identify gaps, opportunities, and potential entry points for the creation of a NWMPU. Ultimately, the findings from this assessment will support the establishment of the NWMPU.
2. [bookmark: _Toc184032200]Project Objectives and Deliverables
The aim of this assignment is to establish a more efficient and modern approach for the NWMP-3, shifting away from producing extensive hard-copy reports to integrating content into a digital platform. The specific objectives and deliverables include:
· Discontinuing the production of additional extensive hard-copy "Volumes" of the NWMP-3.
· Moving from paper-based comprehensive reports (previously three NWMP-3 Volumes and one Rapid Assessment report) to a more user-friendly digital format.
· Establishing the NWMP-3 Unit and launching a new digital platform (Version 2.0) to facilitate the integration of NWMP-3 content directly into the platform.
· Ensuring that any previously produced reports or documents, including data sets, tables, and figures, are digitally incorporated into the platform for easier access and use by decision-makers.
· Highlighting the new digital approach in interviews and clarifying that the focus is on digital integration, rather than producing additional hard-copy reports.
To achieve these objectives, the assignment followed the methodology outlined below:
[bookmark: _Toc184032201]2.1 Methodology
1. Planning and Preparation Phase:
· Engaged with key stakeholders within the MWI and other relevant departments to define the project scope, gather organizational charts, strategic documents, and facilitate access to decision-makers.
· Identified existing documentation related to MWI’s structure, functions, and strategic planning processes, with particular attention to the NWMP and related DSS like WEAP, WIS, and SCADA.
2. Organizational Structure and Work Process Analysis:
· Analyzed the current organizational structure and workflows of the departments within the MWI’s Strategic Planning Directorate, identifying roles, responsibilities, and mapping them to NWMP content.
· Identified areas for improvement, including gaps, redundancies, and the need for additional functions for future NWMP updates. Engage department heads to validate the findings and identify challenges.
3. Assessment of DSS:
· Evaluated the current DSS (e.g., WEAP, WIS, SCADA) to assess their relevance and integration with the NWMP process, strategic planning, and decision-making processes.
· Assessed how staff utilize DSS and identified any gaps in training or resources that may impact their effectiveness.
4. Staff Knowledge and Skills Assessment:
· Conducted interviews to evaluate staff knowledge, skills, and capabilities in relation to the NWMP and strategic planning activities.
· Identified skill gaps hindering the effective implementation of NWMP-related tasks and recommend training and capacity-building programs.
5. Report Development:
· Prepared a detailed report based on the organizational structure, DSS, and skills gap analysis, outlining the current state, challenges, and needs for establishing the NWMPU.
· Provided recommendations for structuring the NWMPU, including roles, responsibilities, job descriptions, workflows, and institutional alignment.
· Development of Draft Terms of Reference (ToR):
· ToR based on the findings from the assessment, outlining the activities, roles, timelines, and resource requirements for the NWMP-3 Unit’s establishment.
3. [bookmark: _Toc184032202][bookmark: _Toc184032204]Gap Analysis and Assessment
Based on the adopted methodology for monitoring, documenting, and analyzing the current situation of the Planning, Strategies, and Policies Directorate within the Strategic Planning Department, which includes its three divisions and their interactions with other organizational units in the ministry, the results of the gap analysis are as follows:
[bookmark: _Toc184032205]3.1 Organizational Structure Level:
The Planning, Strategies, and Policies Directorate oversees the development and implementation of the national water strategy and its executive plan. It is divided into three below sections, each focusing on key aspects of water resource management.
· The National Water Strategy Section reviews and updates the national water strategy, ensuring alignment with laws, regulations, and technical recommendations. It formulates recommendations based on studies for policy formulation and prepares periodic performance reports. This section also collects data to support the strategy’s development, monitors performance indicators, and reports on progress.
· The National Water Budget and Water Information System Section collects and manages data for the national water budget, storing it in a dedicated database. It prepares and finalizes the annual budget and provides technical recommendations. This section also operates the water information system, updating data and generating reports to inform decision-making.
· The Water Redistribution Section develops water distribution plans from a strategic perspective based on existing and anticipated scenarios, taking into account developments and changes in the water sector. It collects data to develop and adjust the redistribution plan, operates mathematical models like WEAP, and coordinates with the Water Authority, Jordan Valley Authority, and water supply companies to ensure efficient distribution. It also provides information to the National Water Budget Section to support budget preparation.

The results of the gap analysis are as follows:
While the sections are responsible for data collection, there is no dedicated unit or section tasked with implementing monitoring and conducting evaluations to assess the effectiveness, efficiency, relevance, sustainability, and impact of the NWMP. This is crucial to ensure that Jordan’s water management strategies, including the shift towards desalination, remain responsive to evolving challenges and are aligned with the country’s long-term water needs.
Although all the necessary work is being implemented, there is no designated unit or section responsible for managing and mitigating risks based on dynamic, real-time data.
The body currently tasked with developing the NWMP involves forming committees with internal and external stakeholders, supported by GIZ. However, no section has been assigned the responsibility for continuously updating the NWMP within the MWI, nor for operationalizing this plan by developing an executive plan with an M&E framework.

[bookmark: _Toc184032206]3.2 Analysis at the Human Resources Level:
Through the analysis and discussions with the Planning, Strategies, and Policies Directorate, it has become evident that there is a disparity in human resources, particularly in terms of the number of employees relative to the workload of the directorate’s divisions. The directorate consists of three sections, with a total of technically caliber five employees, including the director, three section heads, and one assistant programmer. Notably, two sections have heads but no staff members, pointing to a structural and organizational gap.
The results of the gap analysis are as follows:
The insufficient number of staff affects the efficiency and effectiveness of the directorate’s operations. The current staff levels limit their ability to meet the demands and responsibilities assigned to each division, particularly in relation to the operationalization of the NWMP. 
While the Planning, Strategies and Policies Directorate staff are technically competent, they require ongoing professional development in specific areas such as M&E, critical thinking, analysis and research, technical report writing, business intelligence, data visualization, data quality assurance, and risk management. Continuous training in these areas will enhance their ability to effectively carry out their duties.

[bookmark: _Toc184032207]3.3 Analysis at the Level of Electronic Systems used:
The current challenges related to the collection, integration, and distribution of relevant sector data are linked to the diversity of data sources, both within and outside the ministry, without the presence of respiratory data. This situation also leads to multiple formats of data depending on its source and does not guarantee its quality or availability in a timely manner.
[bookmark: _Toc184032208]3.4 Analysis at the Level of Main Processes:
The main processes in the Planning, Strategies, and Policies Directorate are focused on providing essential water-related information, developing policies and strategies, and managing the water budget. One key process is providing water information to stakeholders. This involves supplying various entities within the water sector—such as the MWI, the Water Authority, the Jordan Valley Authority, and water supply companies—with the necessary water data and results from different scenarios. This information supports decision-making and planning at multiple levels.
Another critical process is water budget calculation, which involves preparing the annual water budget report. This report includes the calculation of total water sources and their distribution across different sectors, helping to ensure efficient water resource management and allocation.
Additionally, the directorate is responsible for policy and strategy development. This process focuses on formulating policies and strategies that govern the water sector to maintain and sustain water resources. These policies play a key role in guiding water management practices and ensuring the long-term sustainability of the country’s water resources.
Lastly, the directorate engages in providing stakeholders with the results of different scenarios. This process ensures that stakeholders, whether they are government agencies, university students, or private sector companies, receive the water information they need according to established procedures. This helps ensure that all parties involved are informed and can contribute effectively to water management and policy formulation.
The results of the gap analysis are as follows:
There is a significant gap in terms of systems, methodologies, and communication practices needed to effectively manage and implement the NWMP. Regarding data analysis of the NWMP within the water sector, several committees were formed by GIZ to handle data collection and analysis. However, these efforts were not institutionalized at the ministry level. The main gaps identified in the planning management processes regarding NWMP include the following:
1. Lack of a system for MEL and evidence-based decision-making: There is no established MEL framework for ongoing assessment or decision support.
2. Need for Artificial or Business Intelligence tools for simulation: Current processes lack simulation tools for scenario modeling.
3. Absence of communication policies with sector partners: There are no formal communication policy in place to guide communication with key stakeholders in the water sector.
4. Weak internal communication: The internal communication policy does not adequately address the provision of information, such as shared folders or digital platforms for document sharing.
5. No executive program for NWMP: The master plan is considered a reference for updating the national water strategy; however, there is no executive program or system to monitor its implementation, which hinders its effective execution.
6. Lack of risk assessment and mitigation tools: There is no comprehensive approach to assessing and managing risks associated with water resources and planning.
7. No guarantee of data quality and timely availability: Data quality assurance processes are lacking, and there is no guarantee that the data will be available when needed.
8. Absence of standardized methodologies for data analysis and reporting: Data analysis and reporting are not standardized across the directorate and partners, leading to inconsistent results and outputs.
9. Lack of task documentation and reporting processes: There are no structured documentation and reporting mechanisms for tasks, which affects accountability and transparency.
10. Need for legislative support: Legislative backing is required to ensure the effective governance of NWMP.
11. Limited decision support tools: There is a need for better tools to support decision-making.
12. Lack of quality assurance and future foresight capabilities: The planning processes do not include mechanisms for future projections or quality assurance of outputs.
[bookmark: _Toc184032209][bookmark: _Hlk183683326]3.5 Gap and Analysis Matrix for Managing and Developing the NWMP Unit
This matrix summarizes the identified gaps and areas for improvement in managing and developing the NWMP. It highlights key challenges and provides recommendations for strengthening the processes and structures involved in water resources management.






	Area
	Current Situation
	Gap Analysis
	Recommendations

	1. Organizational Structure 
	The Planning, Strategies, and Policies Directorate oversees the National Water Strategy and its executive plan. The directorate consists of three sections:
 1. National Water Strategy Section 
2. National Water Budget and Water Information System Section 
3. Water Redistribution Section.
	- No dedicated unit or section responsible for managing the NWMP.
- No section to manage and mitigate risks based on real-time data.
- No responsibility assigned for continuous updating of the NWMP or operationalizing the plan.
	Establish a dedicated unit for:
· Continuously managing, monitoring, and evaluating the NWMP.
· Managing real-time data and risk mitigation.
· Developing a plan for the continuous updating and operationalization of the NWMP with an executive program

	2. Human Resources 
	The Policies and Strategic Planning Directorate has 5 staff members: 1 director, 3 section heads, and 1 assistant programmer. Some sections have heads but lack staff, indicating an imbalance in resources.
	- The insufficient number of staff limits the effectiveness of the directorate’s operations, especially in relation to the operationalization of the NWMP.
- Need for continuous professional development in specific areas such as M&E, critical thinking, analysis and research, technical report writing, business intelligence, data visualization, data quality assurance, and risk management.
	- Regarding the newly established unit: Recruit and increase staffing levels to meet the workload demands.

(Manager, M&E advisor, Communication advisor, Researcher, Programmer)
- Implement a continuous professional development program focusing on M&E, critical thinking, analysis and research, technical report writing, business intelligence, data visualization, data quality assurance, and risk management.

	3. Electronic Systems Used
	Data collection, integration, and distribution are hindered by the diversity of data sources both within and outside the ministry. Data quality and timely availability are not guaranteed.
	- Lack of centralized data management system, leading to data inconsistency and inefficiencies.
- Absence of a unified approach to ensure data quality, availability, and integration across the sector.
	- Develop a unified, integrated data management system.
- Implement a centralized platform for data sharing and improve data quality assurance processes.
- Develop Artificial or business intelligence tools.

	4. Main Processes of managing NWMP
	The key processes within The Planning, Strategies, and Policies Directorate include:
	- Gaps identified in system methodologies and communication practices for managing and implementing the NWMP.
	- Establish MEL system for NWMP and SoPs.

	
	- Providing Water Information to Stakeholders
	- Lack of MEL system, methodologies, and standard operating procedure.
	- Invest in decision support tools and simulation methodologies.

	
	- Water Budget Calculation
	- Need for simulation tools for scenario modeling.
	- Develop formal communication policy and channels with stakeholders.

	
	- Policy and Strategy Development
	- Absence of formal communication policies.
	- Standardize data analysis and reporting methods.

	
	- Scenario Results Dissemination.
	- No executive program for the NWMP.
	- Create an executive program for operationalizing and monitoring the NWMP.

	
	
	- Lack of risk assessment and mitigation tools.
	- Implement risk management frameworks and quality assurance systems.



4. [bookmark: _Toc184032210]NWMP Digital Platform Version 2.0 Design Proposal
The design proposal of the NWMP Digital Platform Version 2.0 aims to provide a centralized, real-time data access and decision support system, the first version of the digital platform was built on the ArcGIS Online database engine, providing essential GIS-based functionalities. The database resides on the WAJ GIS server, ensuring centralized spatial data management for water resources, this foundation can be utilized to facilitate integration and future platform enhancements.
The development of the new version (NWMP Version 2.0) will leverage the existing ArcGIS database and infrastructure for seamless integration with WAJ’s GIS systems and other related databases. Building on the current platform ensures compatibility, reduces duplication, and streamlines data exchange across systems.
The system will help MWI effectively manage water resources in the face of challenges such as declining resource availability, climate change, and increasing demand. The platform’s key functional components include Data Visualization and Dashboards, Reporting and Analytics, Real-Time Monitoring, and Decision Support Systems. The Data Visualization and Dashboards will feature interactive, customizable dashboards that display key water resource metrics, including visualizations of trends like resource availability, consumption, and gaps. Additionally, it will incorporate GIS integration for spatial analysis and map-based representations. The Reporting and Analytics component will offer automated reporting tools for periodic updates on water resource status and advanced analytics for scenario planning, including climate change impacts and desalination projects. The Real-Time Monitoring system will integrate with existing systems like SCADA and hydrometeorological networks, providing alerts and notifications for critical changes in water levels, quality, or infrastructure status. The Decision Support Systems will be integrated with tools like WEAP for scenario modeling and planning, utilizing historical data comparisons and forecasting capabilities for 2020–2040 projections.
The system will be fully compliant with international data security standards and will implement role-based access control to ensure secure user interactions. It will support multiple languages (English and Arabic) and feature an intuitive interface designed for diverse stakeholders, ranging from technical staff to policymakers. The platform will have a modular architecture to accommodate future technological upgrades and will be hosted on the cloud for resilience and scalability. It will also integrate emerging analytics and visualization tools, with regular updates to maintain compatibility with new systems such as GIS and SCADA. The platform will seamlessly import data from utilities like MWI, WAJ, and JVA, and will ensure real-time synchronization with national water databases and the NWMP-3 digital platform V.1 database.
The roadmap for implementation begins with requirement analysis, which involves engaging stakeholders to finalize platform needs and mapping existing tools and data bases like WEAP, GIS, SCADA and WIS for integration, the Water Information System (WIS) serves as the central repository for all water-related data, ensuring real-time, accurate, and consistent information for decision-making, it acts as the backbone for integrating digital tools like SCADA, WEAP, and GIS systems. WIS will also support the NWMP digital platform by facilitating seamless data flow and improving overall system interoperability.

· WIS requires enhancements for better integration, automation, and real-time reporting & USAID is actively supporting improvements to WIS to ensure interoperability with other systems, including GIS and SCADA, this important could include: -
· Upgrading WIS to enable real-time synchronization with SCADA and GIS.
· Developing AI-based tools for predictive modeling and scenario planning.
· Enhancing user accessibility and automation for reporting and decision support.

· SCADA (Supervisory Control and Data Acquisition): SCADA systems are deployed for real-time monitoring of water infrastructure, current implementations enable tracking of water levels, flows, and quality, however, system upgrades are needed for enhanced automation, predictive analytics, and integration with WIS.
· WEAP (Water Evaluation and Planning): WEAP is used for scenario modeling and water resource planning, it provides valuable tools for assessing future water demand, supply gaps, and infrastructure needs, the system needs to be integrated with real-time data from WIS and SCADA is necessary to ensure timely and actionable insights.
Future Improvements Required:
1. Integration of WIS with SCADA, WEAP, and the NWMP digital platform for seamless real-time data sharing.
2. Enhanced predictive analytics and risk assessment tools to address evolving water challenges.
3. Improved automation and AI-driven insights to support evidence-based decision-making.
 Next, in the development and integration phase, dashboards, visualizations, and analytics modules will be developed with recommendation to use TensorFlow (for predictive models) and OpenAI GPT (for NLP-driven insights and automated reports) for dashboard development and for analytic module development TensorFlow (for predictive models) and OpenAI GPT (for NLP-driven insights and automated reports).
while integrating existing monitoring systems and databases, testing and training will follow, with pilot testing among MWI staff and training sessions for all user groups. The final phase, launch and monitoring, will see full deployment and onboarding, followed by feedback collection and platform refinement.
In terms of integration with WIS, DSS, and NWMPU, the goal is to establish WIS as the central data repository for all DSS and NWMP units, ensuring secure, real-time data sharing and system interoperability without redundancy. This will provide a seamless platform for decision-making through connected dashboards and analytics. The integration plan will follow a six-phase process, starting with Phase 1: Assessment and Preparation, which includes a data audit to identify and map existing data sources, infrastructure readiness assessments, and security and compliance setup. Phase 2: WIS Integration will focus on building APIs to connect WIS with DSS systems like WEAP, SCADA, and GIS, migrating data to WIS, and conducting testing for accuracy and performance. In Phase 3: DSS Integration, WEAP will be configured to fetch real-time data from WIS, SCADA sensors will be integrated for real-time infrastructure monitoring, and GIS mapping tools will be linked to WIS for spatial analysis. Phase 4: NWMPU Framework Integration will define NWMPU’s role in accessing and contributing to WIS data, deploy decision-making tools like AI-driven dashboards, and implement role-based permissions for NWMPU staff. Phase 5: AI-Powered Dashboard Development will focus on designing user-friendly dashboards with KPI tracking, alerts, and scenario analysis features, integrating AI tools for demand forecasting and anomaly detection, and piloting the dashboard with NWMPU and key stakeholders. The final phase, Phase 6: Training and Deployment, will involve staff training on the WIS platform and full deployment, with post-deployment monitoring and issue resolution.
Following deployment, post-deployment recommendations include regular updates to WIS and integrated systems, periodic training for NWMP Unit staff, and continuous performance monitoring for optimization.
The National Water Master Plan Unit (NWMPU) will oversee the maintenance, operation, and continuous development of the digital platform. Once established, the unit will ensure the platform remains functional, up-to-date, and aligned with evolving water sector needs. NWMPU’s responsibilities include data integration, platform enhancements, quality assurance, and training stakeholders on its use.

5. [bookmark: _Toc184032211]Scenarios and Recommendations for Structuring the NWMP Unit 
[bookmark: _Hlk183683175]This section presents two proposed scenarios for developing the NWMP Unit, based on the gap analysis outlined in the previous section. The first scenario involves establishing the NWMP Unit at the section level within the Planning, Strategies, and Policies Directorate. The second scenario suggests creating the NWMP Unit at the directorate level, reporting directly to the Secretary General Assistant for Planning.
First Scenario
In this scenario, the NWMP Unit would operate as a section within the Policies and Strategic Planning Directorate, as illustrated in Figure 2. This directorate currently comprises three sections: The National Water Strategy Section, The National Water Budget and Water Information System Section, The Water Redistribution Section. With the addition of the NWMP Unit, the directorate would expand to include four sections. This organizational structure requires fewer changes to the current organizational structure but demands careful resource management to avoid overburdening the directorate.

Figure 2: First Scenario for structuring the NWMP Unit.

Second Scenario
In the second scenario, the NWMP Unit would be established as a standalone entity at directorate level, reporting directly to the Secretary General Assistant for Planning, as shown in Figure 3. This setup would grant the unit greater autonomy and a higher level of operational authority. Implementing this structure would require amendments to the current organizational structure through the issuance of a new bylaw for the ministry's structure.

Figure 3: Second Scenario of structuring the NWMP unit.
The analysis of the two scenarios is done by using the McKinsey 7S Framework, which considers seven critical organizational elements: Strategy, Structure, Systems, Shared Values, Skills, Style, and Staff.
1. Strategy:
a. First Scenario:
Embedding the NWMP Unit within the Policies and Strategic Planning Directorate aligns with the existing strategic focus of water management. However, it may dilute the strategic focus of the NWMP due to competing priorities.
· Strength: Strategy leverages existing directorate capabilities.  
· Weakness: Less emphasis on dedicated NWMP management.

b. Second Scenario:
Establishing the NWMP Unit as a directorate ensures a dedicated strategic focus on NWMP. The unit can fully align with broader water resource management objectives and drive strategic innovation in real-time data management and risk mitigation.
· Strength: Enhanced focus and alignment with national water priorities.  
· Weakness: Potential misalignment with other directorates due to siloed operations.

2. Structure
a. First Scenario:
The unit operates as a section within an existing directorate, promoting integration but potentially limiting its operational autonomy.
·   Strength: Simplifies reporting and leverages the existing structure.  
·   Weakness: Limited authority and autonomy.

b. Second Scenario:
As a directorate, the unit enjoys a higher degree of structural autonomy, reporting directly to the Secretary General Assistant for Planning.
· Strength: Independent decision-making and a clear mandate.  
· Weakness: Higher administrative complexity and costs.

3. Systems
a. First Scenario:
The unit would rely on the existing systems of the Policies and Strategic Planning Directorate, which could streamline initial operations but may face capacity and data management challenges.
· Strength: Immediate access to established processes and systems.  
· Weakness: Current systems may lack the sophistication required for advanced NWMP functions (e.g., real-time data, risk management).

b. Second Scenario:
A new directorate could implement tailored systems for data integration, monitoring, and risk management, providing better tools for NWMP operations.
· Strength: Opportunity to build advanced, dedicated systems.  
· Weakness: Requires significant investment in new infrastructure and training.

4. Shared Values
a. First Scenario:
The shared values of the existing directorate, such as policy-driven planning and strategy alignment, could support the NWMP Unit's mission. However, the unit might struggle to establish its unique identity.
·  Strength: Aligns with broader organizational values.  
·  Weakness: Risk of diluted focus on NWMP-specific values.

b. Second Scenario:
A standalone directorate could cultivate its own culture centered on innovation, data-driven decision-making, and risk management, reinforcing its specialized role.
· Strength: Clear focus on NWMP-centric values.  
· Weakness: Possible misalignment with broader organizational culture.

5. Skills
a. First Scenario:
The existing directorate may lack specialized skills in areas like real-time data analysis, risk mitigation, and advanced monitoring and evaluation.
· Strength: Immediate access to generalist skills.  
· Weakness: Skills gap for specialized NWMP tasks.

b. Second Scenario:
A dedicated directorate allows for the recruitment and development of specialized skills, including data management, risk analysis, and scenario planning.
·   Strength: Focused skill development and training.  
·   Weakness: Time and resources required for capacity building.

6. Style
a. First Scenario:
The leadership style within the Policies and Strategic Planning Directorate may emphasize collaborative and policy-oriented management, potentially limiting the unit’s proactive and innovative approach.
·   Strength: Consistent leadership style within the directorate.  
·   Weakness: Limited flexibility to adopt new approaches.

b. Second Scenario:
As a directorate, the NWMP Unit can establish its own leadership style, prioritizing agility, innovation, and data-driven decision-making.
· Strength: Leadership tailored to the NWMP’s unique needs.  
· Weakness: May lead to inconsistency with organizational norms.

7. Staff 
a. First Scenario:
Staff allocation would depend on the directorate's existing human resources, potentially stretching thin the already limited workforce.
· Strength: Leverages existing personnel.  
· Weakness: Insufficient staff to meet NWMP-specific demands.

b. Second Scenario:
The new directorate could recruit dedicated staff with expertise in M&E, data management, and risk assessment.
· Strength: Ability to build a specialized, high-performing team.  
· Weakness: Increased recruitment and training costs.
Strengths and Weaknesses are summarized in the following table:
	Element
	First Scenario (Section level)
	Second Scenario (Directorate level)

	Strategy
	Aligns with current directorate strategy but may dilute focus.
	Strong focus on NWMP strategy.

	Structure
	Simple integration, but limited autonomy.
	Independent, clear mandate, higher complexity.

	Systems
	Uses existing systems but may face limitations.
	Custom systems, better suited for NWMP needs.

	Shared Values
	Aligns with broader organizational values, but lacks unique identity.
	Clear focus on NWMP values but may misalign with overall culture.

	Skills
	Immediate access to general skills, lacks specialization.
	Focus on recruiting specialized skills.

	Style
	Policy-oriented leadership, limits innovation.
	Tailored leadership for agility and innovation.

	Staff	
	Limited staff, stretching current resources.
	Dedicated, specialized staff but increased costs.



While both scenarios have their merits, the Second Scenario offers greater potential for developing a specialized, effective NWMP Unit with dedicated resources and autonomy. However, it requires careful planning to ensure alignment with the broader organizational strategy and values, as well as sufficient investment in systems and staff.
[bookmark: _Hlk183706338]The roles and responsibilities of the NWMP Unit are outlined below:
1. Develop and implement a comprehensive Monitoring, Evaluation, and Learning (MEL) system to track the performance of the NWMP-3.
2. Identify, assess, and mitigate risks using real-time data and scenario modeling to ensure water resources sustainability.
3. Develop and manage an executive program for updating, complementing, and implementing the NWMP, including regular reviews and revisions. Continuously develop new content for the NWMP process to complement existing policies, strategies, reports, and data sets.
4. Utilize AI and business intelligence tools for scenario analysis, forecasting, and decision support.
5. Establish protocols for ensuring data accuracy, consistency, and availability across stakeholders.
6. Provide ongoing training in areas like M&E, critical thinking, technical writing, data visualization, and risk management.
7. Establish formal communication policies and workflows for engaging with stakeholders, ensuring transparency and accountability.
8. Develop strategies for disseminating NWMP updates and findings to relevant stakeholders.
9. Develop and implement Standard Operating Procedures (SoPs) for NWMP-related activities.
10. Standardize data analysis methods and reporting formats to ensure consistency and reliability in outputs.
11. Shift from hard-copy reports to an interactive, user-friendly digital platform for managing and accessing NWMP-3 content. Maintain, update, and further develop the NWMP Digital Platform V.2 (living document approach). 
12. Incorporate historical data, reports, and visualizations into the digital platform for streamlined access and utilization.
13. Ensure adherence to principles such as transparency, efficiency, equity, and accountability as part of the broader Water Sector Governance program.
14. Support the ministry in implementing reforms to enhance regulatory frameworks, resource management, and infrastructure planning.
15. WIS,SCADA,WEAP
16. directorates (in and outside MWI): 
Facilitate cross-departmental and inter-agency collaboration within MWI and with relevant external stakeholders to ensure the alignment of water management strategies, data sharing, and policy development. The NWMP Unit will coordinate efforts in areas such as water resource planning, risk management, regulatory frameworks, and foster an integrated approach to water governance. Additionally, the Unit will support joint monitoring and evaluation, public engagement, and compliance with national and international standards to ensure transparency, efficiency, and sustainability in the implementation of the NWMP.





Minister of MWI


Secretery General


Secretery General Assistant of Strategic Planning


Policies & Strategic Planning Directorate


The National Water Strategy Section 


NWMP Unit


The National Water Budget and Water Information System Section 


The Water Redistribution Section



Minister of MWI


Secretery General


Secretery General Assistant of Strategic Planning


Water Demand Directorate


Policies & Strategic Planning Directorate


Investment Plan Directorate


Finance & International Cooperation Directorate


Economic Studies Unit


Strategic Projects & International Agreement Unit


Drought Management Governance Unit


NWMP Unit


Page 2 of 2

image1.png
-
Deutsche Gesellschatt
far Internationale
Zusammenarbeit (612) GmbH




image2.png




image3.png
-
Deutsche Gesellschatt
far Internationale
Zusammenarbeit (612) GmbH




image4.png




image5.emf

image6.png




image7.gif
1




