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FINAL REPORT MID-TERM REVIEW  

MULTI-YEAR PROGRAMME 2022-2026  

JOIN FOR WATER 

 

1. Foreword 
 

This final report is the 5de report delivered. Therefore, it certainly does not intend to be exhaustive, 

nor does it intend to repeat all the findings and recommendations of the previous phases. All 

previous reports have been added as annexes, such as the terms of reference of the assignment 

and the approved evaluation methodology: 

• Annex 1: reference terms; 

• Annex 2: evaluation report coherence; 

• Annex 3: evaluation report relevance; 

• Annex 4: report roles JFW, partners and other actors; 

• Annex 5: report strategic congress. 

However, this final report does aim to provide an overview of the steps, coherence and common 

conclusions that emerged throughout this exercise. These common conclusions were discussed at 

the strategic congress (23 to 27 September 2024) and led there to validation of the outputs 

(responses) of the sessions including defining possible actions and tentative roadmaps to 

transform the recommendations and ideas into the current and future MYP.  

The final report of the MTR therefore starts with a brief executive summary, followed by explaining 

the evaluation methodology. It then briefly explains the main findings (and recommendations) of 

the different phases, ending with a conclusion.  
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2. Executive summary  
 

The mid-term review (MTR) of the Join For Water (JFW) Multi-Year Programme (MYP) deliberately 

focused on the first two OECD-DAC criteria (coherence and relevance) of the entire JFW 

programme in all partner countries, and framed a reflection process on the implementation of the 

new JFW strategy (PURE), as well as the current and future role of JFW and its partners in it. The 

final MTR covered 5 phases: coherence, relevance, roles, a strategic conference and the drafting 

of the final report. 

 

Separate evaluation questions were developed for both OECD-DAC criteria, tailored to the 

identified challenges. A participatory and inclusive evaluation methodology structured the 

evaluation in logical, interconnected phases, with the results of the first two phases further serving 

as input for the interpretation of the roles and core tasks analysis. Finally, the strategic key findings 

were discussed and validated at the International Strategic Congress. 

The evaluation found that all JFW country programmes score well in terms of coherence: they align 

well with national policies and other development actors. The PURE strategy is the guiding and 

unique framework for consistent application in all country programmes.  

The relevance criterion also showed that PURE is widely recognized and actively applied in the 

country teams, providing the right answers in the specific country contexts. The systemic approach 

is integrated into day-to-day operations and ensures a shared vision among all JFW offices and 

partners. This provides the necessary foundation and cement to initiate further developments and 

change processes within JFW. 

A clear 'trend' within the whole evaluation process is the demand/desire for JFW to assume a more 

overarching facilitating and coordinating role as a connecting actor between the partners and 

actors within the systemic vision of PURE. The aim here is first of all to bring together various 

stakeholders from different sectors in function of more and sustainable impact, and at the same 

time, to make full use of local and present expertise and know-how. Partners here expressed a 

need for more ownership and a greater role in the full project cycle, while JFW should focus on 
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providing financial and strategic support (and the wider sectoral framework - PURE), in addition to 

continuous capacity building of partners. Certainly in the survey of partners, it appears that 

partner organizations (should) play a central role in this core task, and JFW's role should rather go 

towards funding, strategic (and methodical?) direction, support & capacity building, with a 

possibility of deepening diagnosis (= thematic-sectoral broadening/widening?). 1 

From the different phases, it also appeared each time that there is a large playing field open for 

JFW as an advocate, based on a broad knowledge base. For this, both alliances can be made with 

local and international research institutions and other international partners, but the internal 

MEAL function should also be strengthened (action research, knowledge management and 

production2 ). In doing so, it is inevitable to include international and national frameworks at least 

as a starting point and inspiring framework, and - where feasible given the resources and local 

realities - as a guiding framework (= contributing directly to) in the JFW programmes. There is also 

a need to translate the PURE strategy into an enthusiastic communication (message) that matches 

the needs and is recognizable to the various local and international stakeholders. 

Another observation is that in all phases of the MTR, all parties repeatedly stressed the importance 

of collaborating with other sectors, whereby collaboration with research institutions is considered 

very important. This is to document their own successes, support innovation, have impact in 

advocacy and policy advocacy, and thus also improve their own (JFW and partners') knowledge 

management. In addition, JFW cannot afford not to collaborate and align with actors and partners 

from the agricultural and environmental sectors, given the impact of these sectors on the entire 

water sector.  

When it comes to 'actors of change', there is an opportunity and playing field available to learn 

from the approach of JFW in Belgium with young people and educational institutions as a starting 

point and inspiring framework, and - where feasible given the resources and local realities - as a 

guiding framework (= directly contributing to).  

As a final conclusion, reference can be made to the conclusion of the strategic congress. JFW will 

have to choose whether it will remain a 'classic' operator of development programmes in the 

south, together with its local partners, or evolve into a network organization that finds its mandate 

in knowledge sharing, in co-creation with partners and stakeholders, in innovation, and assumes 

a coordinating and facilitating role in that network. Formulating the new MYP presents a unique 

opportunity here, knowing that much enthusiasm and support can be found among its own staff, 

country offices and local partners to make the reforms successful.  

This report provides avenues for Join For Water to further build its future with performance and 

success. It was a great pleasure as an international consultant to contribute to this. 

Best of luck! 

"Cherishing a dream is an addiction, realizing a dream is the heaven." (Peter De Bruyn)  

 
1 From: General conclusions phase 3, page 6.  
2 Focus on publications, policy papers,... from its own field action. 
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3. Methodology  
 

This mid-term evaluation is the result of a comprehensive evaluation process that began in co-

creation between the international consultant and the JFW management team in 2023, and ended 

more than a year later with the strategic congress. The process started with guidance on the 

development of the evaluation strategy and the preparation of the mid-term evaluation. Based on 

the conclusions of this first phase (here also called pre-evaluation phase), the evaluation strategy 

and concrete evaluation questions and tools were drafted. This was to respond to the following 

challenges: 

– need for more specified strategies and operationalization of terminologies: e.g. the right to 
water, policy change or advocacy, gender or inclusion; 

– better balance between 'top-down' and 'bottom-up' approaches, and the respective roles, 
appreciation and support among partners for this on the one hand, and the choice of 
partners by JFW (in function of its own strategy or in function of a network approach); 

– The feasibility test of the strategy in terms of staff and budget (at Join For Water and 
partners).3 

 

Consequently, the mid-term review addressed the above challenges (through the analysis of 

the OECD-DAC criteria Coherence and Relevance) and the central systemic strategy of Join For 

Water in the 2022-2026 MYP, PURE.  

The purpose of the mid-term review was 'in fine' to evaluate the coherence of the JFW strategic 

framework (PURE) with other strategies and initiatives (coherence) and the extent to which the 

strategic framework is responsive to needs and challenges (relevance). At the same time, the 

process of evaluation also served to increase internal and external support. 

Separate evaluation questions were prepared for both criteria4 that were linked to the identified 

challenges from the pre-evaluation phase. Specifically, attention was given to the participatory 

and inclusive nature of the evaluation methodology, and the actual evaluation was divided into 

logical and interlinked phases.  

 

 

 

 

 

 

 

 

 
3 See annex 1: reference terms 'mid-term evaluation multi-annual programme 22-26 JFW in co-financing by 
DGD' 
4 See annex 1: reference terms 'mid-term evaluation multi-annual programme 22-26 JFW in co-financing by 
DGD' 
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1. Panorama review by country (coherence) 
This phase was essential for understanding the context and strategic orientations in each of the 

countries and was carried out by a local consultant in each country. The monitoring and 

consolidated report was carried out by the international consultant. 

2. Assessment of the systemic view (relevance) 
The aim was to give Join For Water a good idea of how the systemic view was integrated among 

its own staff and partners. This phase was carried out country by country by Join For Water 

offices, partners and representation from Join For Water headquarters. Again, the monitoring 

and preparation of the consolidated report was carried out by the international consultant. This 

phase included a system vision workshop by each JFW country office with representation from 

Join For Water headquarters and a system vision workshop with partners on a country-by-

country basis. 

3. Reflection on roles of Join For Water and partners 
Here, the aim was to get a clear picture of the role of Join For Water and its partners in the 

successful implementation of the PURE strategy. Again, monitoring and formatting of the 

consolidated report was carried out by the international consultant. 

This phase included the consolidation, analysis, recommendations and options of reports phase 

1 and 2 with focus on roles Join For Water & partners by the international consultant: a 

benchmark of other international NGOs and key people with knowledge/experience in systemic 

vision and implementation, survey and interview with partners from intervention countries (1 

workshop per country with the different partners), internal reflections (workshop) in each 

country by Join For Water offices on their role in PURE (with remote support by international 

consultant). 

4. International Strategic Congress 
The final phase for the final report consisted of organizing an International Strategic Congress 

from 23 to 27 September 2024 with the participation of a selection of partners and Join For 

Water staff from all partner countries and headquarters. During this phase, strategic choices and 

findings around our PURE strategy and its implementation were confirmed and fine-tuned.  With 

these elements, the JFW team and Board of Directors can move forward in the adjustment and 

development of its programme and strategy. 

2. Systemic view 

(relevance) 

1. Panorama 

(coherence) 

 review 
3. Roles for Join 

For Water & 

partners 

4. International 

strategic 
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5. Final 
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4. Findings, observations and recommendations from the phases 
of the MTR 

Introduction 

As stated in Chapter 2, the Mid-Term Review (MTR) did not focus on all OECD DAC criteria but 

only on the first two DAC criteria in order to answer the main challenges and questions that 

emerged from the pre-track. At the same time, it is often too early during an MTR to draw 

conclusive conclusions on effectiveness, efficiency, impact and sustainability, as (new) 

programmes traditionally only reach cruising speed around the MTR. However, there is a direct 

relationship between relevance and coherence of programmes and future impact and 

sustainability, which is also reflected in the findings and recommendations.  

The overall results on these criteria are very positive and the conclusions and 

recommendations are very similar (consistent) for all country programmes. The main 

observations are presented below.  

Finally, this chapter will list the findings and evaluation of the roles, where JFW has chosen to 

look at the core tasks, responsibilities and roles of JFW and its partners, and triangulate this 

with the results of the assessment of the relevance and coherence criterion.  

Overall, we can already say that there is a strong demand from partners and a consensus 

among JFW staff that there should be a shift towards a more overarching and networking role 

for JFW (more commitment to connecting different actors in different sectors, capacity 

building, knowledge management and creation, and lobbying), and that planning and 

implementation should become the core responsibility of partners, while JFW should invest 

more in developing sector-wide and cross-sector partnerships with other actors. 

The observations of the strategic congress come last, where the main recommendations from 

the first three phases of the MTR were checked, validated5 and action points listed.  

A. Phases 1 and 2: Coherence and relevance 

The evaluation of the coherence and relevance criterion showed that all JFW country 

programmes score high in this area. This applies both to internal consistency and to coherence 

with and relevance within national policies, programmes and actions, as well as to cooperation 

with other development actors and programmes. JFW's choice of actors and cooperation with 

other stakeholders confirm the same conclusion: the PURE strategy, which serves as a 

guideline for all JFW programmes, and its application in various, contextualised multi-year 

country programmes are highly consistent, coherent and well aligned.  

In addition to coherence, unique approaches and innovations within country programmes 

were also examined by JFW. The various country reports contain clear examples of innovations, 

applications and successes tailored to national and local needs6 . These successes are usually 

the result of JFW's comprehensive strategy and principles of action, rather than some isolated 

factors. The PURE strategy in itself is clearly an important innovation in its own right.  

 
5 'Validated' in this sense means that the output (responses) from the sessions of the strategic congress were 
discussed and validated. 
6 See also annex 2 (coherence report). 
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However, despite the high rating in the area of coherence, this aspect should be placed in a 

broader framework, as a function of improving results and efficiency at the end of the multi-

year programme. Indeed, the PURE strategy requires more and better cooperation, and 

country offices and partners are fully aware of this:  

➢ It is agreed that closer collaboration with academia and research institutions would 

have a positive impact on programmes, and contribute to evidence-based policy 

dialogue. Collaborations with private actors can also be mutually beneficial, including 

in terms of early uptake of new technologies; 

➢ As in all change processes, raising awareness and building capacities of end-users and 

local partners is essential, especially for the sustainability of results. Given the system-

wide approach of PURE, the relatively limited resources of JFW can be complemented 

by other actors or actions, provided there is a proper division of tasks and roles (see 

infra). This requires more coordination and can ensure coherence with interventions 

in different sectors such as agriculture and education (see results session strategic 

congress); 

➢ In addition, national sectoral frameworks are often not adapted to cross-sectoral 

challenges or themes. JFW should work with national authorities and larger donors to 

set up working groups and coordination structures that are cross-sectoral and share 

the same systemic vision for water that JFW shares with PURE. 

➢ There was unanimity in both phases, among all actors and partners, about the need 

to do more and better at knowledge management and knowledge creation. Firstly, 

through better analysis, mapping and use of local knowledge, supplemented - where 

there are knowledge gaps - with international expertise. Secondly, through targeted 

cooperation with research and knowledge institutions in function of e.g. "field-based 

and change-oriented action research", as a strategic part of the MEAL system. 

In summary, the evaluation of the relevance and coherence criterion has unequivocally shown 

that PURE/JFW has the potential to deliver better, more sustainable and locally embedded 

solutions in a complex water and environmental ecosystem, even in a sector where systems 

thinking is relatively new. Achieving a high degree of coherence, consistency and alignment, 

and working in synergy with various other actors, provides a strong foundation for future 

impact and efficiency. A central finding is the need for collaboration with other actors, 

especially research institutions, to promote the building of a fact base (knowledge 

management) around PURE and its realizations in the field. An alliance with other stakeholders 

is also necessary, based on shared analysis and vision and implementation. In the case of JFW, 

this seems to be a priority, as limited resources are not sufficient to address all the challenges 

and components of the system. 

PURE - systemic approach 7 

The analysis of the relevance criterion in this mid-term review went much broader and deeper 

than a classic analysis of the OECD criterion, as it focused on the (components of the) PURE 

strategy itself. It found that PURE is widely known, well integrated, and actively applied by all 

 
7 The systems approach introduced into the operation of JFW with PURE was the focus of the evaluation's 
relevance analysis (in short - is PURE doing the right things, with the right partners and in the right way). Some 
elements that would rather fall under relevance in a classical evaluation were also questioned in the coherence 
analysis. See also annex 3 report relevance. 
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JFW country teams, and relevant to the context. The systems approach is appreciated by all 

country offices, which ensures constant support in programme design and implementation.  

Overall, it can be concluded that JFW's systemic vision is well understood and an integral part 

of the way of working within each local office of JFW.  

Regarding the knowledge and importance/value that offices and partners attach to PURE, 

there is no doubt that JFW country teams are well familiar with PURE in all its facets and 

nuances. This appears to be clear evidence of the entrenchment of PURE as a deeply rooted 

vision within the JFW teams, with team members having internalized and integrated this vision 

into their daily work. This common and integrated knowledge constitutes a significant 

advantage for JFW, as the uniformity of values and vision across all divisions (country offices) 

provides a solid foundation for further development within the organization. 

Regarding further uptake and implementation of PURE, especially by local partners and 

stakeholders, continuous capacity building, coaching and joint implementation is required. 

This has been raised by several country teams and is closely related to the sustainability 

aspects of the JFW approach and programmes.  

B. Phase 3: Roles:  

Phase 3 of the mid-term evaluation built on the evaluations already carried out regarding 

coherence (phase 1) and relevance (phase 2). 

An important observation is that a trend (and desire) can be identified towards a more 

overarching and facilitating role for JFW in the future, and this in just about all 5 core tasks 

(diagnosis, planning, implementation, MEAL and coordination). Specifically, this means more 

work around connecting different actors in different sectors in order to realize the systemic 

view and objectives of PURE. This both at the local/national level8 , and in a regional and 

international framework. This evolution may have an impact on the current and future roles 

of JFW, partners and other actors. 

There is a consensus that both partners and other stakeholders, such as research institutions, 

local administrations and governments and local civil society, should be increasingly involved 

in analysis and diagnosis tasks. Local and national partner organizations should play the 

implementing role; after all, they are close to communities and local and/or national 

institutions. JFW should strengthen them in that role and should focus more on funding, 

strategic and methodological support and capacity building. There is also a general demand 

that JFW, together with local partners and actors, should look for other funding opportunities, 

and there should be greater financial autonomy of local actors and partners. 

This also applies to JFW's role in planning, where the response from partners suggests they 

would like a more active role in a joint planning and evaluation exercise, with JFW focusing on 

project advice and advocacy. 

In the implementation of field activities, there is a notable difference between the degree of 

autonomy that partners themselves want, and the degree of autonomy that some JFW offices 

see as 'feasible' or desirable for local partners. Local partners emphasize the need for an 

exclusive executive role for themselves, with JFW again having to focus on financial support, 

 
8 Locally and nationally mainly in function of concrete programmes and policy dialogue, regionally and 
internationally mainly around knowledge management, lobbying and alliances. 
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quality control and capacity building where the JFW offices here seem to prefer rather an 

intermediate form (joint responsibility but incremental role for partners), possibly based on 

the current capacities of local partners. 

On MEAL (Monitoring, Evaluation, Assessments and Learning), partners call for greater 

responsibility in providing reliable data and co-designing the whole MEAL system.  

Finally, feedback from partners points to the need for further coordination with an emphasis 

on synergies and advocacy, which should possibly become the central task of JFW. These 

observations are in line with previous conclusions on partnership, knowledge management 

and collaboration. 

In summary, there seems to be an unmistakable trend to strengthen the role of local partners 

in JFW's five core tasks, with a shift of implementation responsibility from JFW to partners at 

all stages, and more towards conceptual co-creation and co-responsibility of all stages. This 

evolution reflects broader trends within the NGO sector, where the emphasis is increasingly 

on systemic approaches, capacity building and long-term collaborations. The future role of 

JFW9 seems to become that of a facilitator, providing support to local partners and enabling 

them to take an autonomous role in realizing field implementation. Thus, both actors 

complement each other perfectly. 

There is a clear emancipatory movement of local actors within the sector, coupled with an 

upgrading of local knowledge and a claim to be directors and owners of local development 

goals. At the same time, there is also a parallel movement within international NGOs towards 

greater ownership and autonomy for local organizations, with international NGOs focusing on 

facilitating and strengthening these capacities rather than taking the lead themselves. The 

focus is thus shifting towards creating sustainable impact through local empowerment and 

capacity building, which is exactly what JFW and its partners are working towards in their 

current and future cooperation models.  

C. Phase 4: the strategic congress 

One of the main tasks of the strategic congress was to validate the analyses and 

recommendations from the earlier phases, turn them into action proposals, and strengthen 

the JFW network. There was broad consensus on a number of key issues, including the 

importance of programme coherence, the need for youth involvement and leveraging 

international frameworks in advocacy. Each participating country proposed both immediate 

and long-term actions tailored to its own local context, suggesting better water management 

and greater youth involvement in the MYP. Overall, the congress emphasized the need for JFW 

to adopt a flexible, adaptive strategy that matches local realities while remaining aligned with 

broader international goals. 

A brief summary of the conclusions of the seven thematic sessions is presented below :10 

1) Coherence with other sectors 

Participants stressed the importance of collaboration between the JFW programmes with 

sectors such as agriculture, research, education and environmental protection. The next 

MYP should include these sectors and further refine the level of participation.  

2) Youth engagement 

 
9 See Annex 4 for the proposals of tasks for JFW by core function: report roles 
10 See Annex 5 for the detailed conclusions of the strategic congress.  
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Young people were seen as important stakeholders. There was unanimous support for 

engaging young people as ambassadors for water conservation and education, both in the 

current MYP and the next MYP. 

3) International frameworks 

The need to use internationally recognized frameworks (e.g. nationally determined 

contributions - NDC and NAPs) for advocacy was highlighted. JFW should integrate its 

efforts into these frameworks to increase policy influence at both national and global 

levels. 

4) Promotion of the PURE strategy 

The conference noted the need to make it clear that the PURE strategy is consistent with 

community needs and fits within broader international strategies. Despite the strong 

support and unanimity on the value of PURE, it was also cited that the story is often 

difficult to sell ('branding'), and there is a need for a recruiting and recognizable 

communication (message) for all stakeholders (and potential donors).  

5) Knowledge management 

The session focused on leveraging local knowledge for programme development and 

validation. As was also evident in the analysis around roles, a participatory approach to 

knowledge management is considered essential for successful implementation, with a 

central role for JFW (setting up and managing the platform, ensuring information is 

converted into knowledge, network structure). The link to cooperation with the education 

and research world, the role definition between JFW and partners regarding MEAL and the 

importance of action research are all intertwined with this (see also recommendations and 

conclusions from phase 1 and 2).  

6) Role of JFW as a service provider 

In Belgium, Join For Water guides schools, businesses and Civil Society Organizations in 

finding and implementing solutions to water-related challenges. The question of whether 

this approach can pay off in the Global South depends mainly on the role JFW assumes in 

the partner countries: discussions indicated that JFW should act as a facilitator here too. 

The method of programme Belgium is considered interesting by peers and partners but 

needs to be adapted to the context. The emphasis should be on adapting Belgian practices 

to the local context and addressing specific needs of partners. 

7) A) Cooperation  

Discussions in this session essentially covered the entire 3rd phase of the MTR, and 

underlined the need to establish robust networks between JFW, its partners and other 

stakeholders. Existential questions about the future role, capacity of local actors and 

partners and strategic positioning of JFW, played into this. A co-creation approach was 

preferred, where stakeholders are actively involved in all core tasks (see phase 3 - roles) 

within the programme. There was consensus that this is about a continuous process 

whereby partners align closer to JFW's strategy (JFW provides guidelines and framework - 

high level), then together with partners (co-design) the concrete programme activities are 

defined (from diagnosis over implementation to evaluation), with varying degrees of 

autonomy depending on context and local capacities. This also cannot be separated from 

the great importance of capacity building among local actors.  

B) Network structure 

With the shift in roles, which is seen as a logical consequence of continuous capacity 

building and equal partnerships, the question of expanding partnerships and roles of local 

partners also arises, for example through helping local partners mobilize funds (co-

creation of projects) and ensuring impact and access to national level.  



20241112_Endreport MTR JFW_EN.docx                                                                                       p.11/17 

JFW should then increasingly focus on 'Connecting' ('connect') and coordinating actors and 

partners. For JFW, this could lead in the medium term to a common 'board' with its 

partners and connecting with global networks/actors, with JFW (human and financial 

resources) mainly taking up the network secretariat. However, it is unclear whether this 

movement should start internationally (multiple countries) or nationally first.  
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5. Conclusions 

The statements below are based on the findings and conclusions of the reports of the 

different phases of the MTR. 

A high degree of internal coherence within JFW country programme. Documented 

coherence and alignment with national plans and policies. 

A strategic choice of actors and well-developed networks and partnerships. 

The clear merit and added value of the PURE strategy, the main innovation for this Multi-

year Programme. 

Consensus amongst country teams with regards to the importance and added value of 

working in a sector-wide and cross-sectoral manner. 

An established wide variety of actors and partners. Integration of and awareness to include 

other sectors in the analysis and approach. 

Consensus on the concept of interconnectivity of sectors and actors. 

A good understanding of the need to combine local knowledge and know-how with 

international expertise and frameworks. 

Incorporation of the sustainability ambitions of the approach, amongst others by 

recognising the importance of ownership by the local partners, from diagnosis, design, over 

implementation & management to M&E. 

Consensus on and integration of the findings and recommendations of the three initial 

phases of the MTR. 

There is a shared vision of the future role(s) of JFW, within in wide network of partners and 

actors. All actors acknowledge the undeniable need to collaborate with the academic world 

on innovation and research, and with the agricultural sector to ensure sustainability and 

impact of the JFW programmes. 

Making a priority of working with youth (the drivers of change) and with intermediate 

organizations (education & private sector). 

Awareness to articulate PURE to the national and international frameworks, but also of the 

need to develop an enthusing and contextualised PURE-narrative for donors and partners. 

It is safe to state as the main conclusion that, regardless of the coherence or relevance criterion 

and regardless of the different methodologies, the PURE strategy is well known, widely 

supported and internalized, and the sector-wide and comprehensive vision is in itself the most 

important innovation. This conclusion applies to the JFW country teams, JFW partners and 

external stakeholders, and to the entire MYP of JFW.   

The high scores on both evaluation criteria (1), the solid common ground regarding the current 

and future roles and responsibilities of JFW, partners, stakeholders and other actors 

throughout the programme management cycle (or core tasks) (2), the high level of consensus 

regarding future developments and actions to achieve greater impact and a new model of 
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working together11 (3), are a unique strength of JFW, and is a 'valuable foundation' on which 

the organization and its partners can build for future operational and organizational changes. 

On top of that, there is also a very high consensus on areas for improvement and necessary 

adjustments, which can provide a lot of support for reforms. 

These conclusions were confirmed at the strategic congress, where key elements of the MTR 

analysis were discussed and recommendations and action ideas were developed (in an 

embryonic form). This will now be the main challenge for JFW's management team and Board, 

specifically, to take advantage of this momentum and develop a management response 

including action plan that integrates the ambitions of the organization (and its partners and 

stakeholders) while keeping sight of the goals of the current MYP, and at the same time start 

designing a new MYP.  

 

  

 
11 Network model  
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6. Recommendations  
The strategic congress presented, specified (and possibly amended), and validated12 the 

recommendations and findings most important for the organization from the three previous 

phases. A number of short- and medium-term actions were also proposed. Below we 

summarize the main recommendations, to which some recommendations from earlier phases 

are added, mostly addressed to the JFW management and Board of Directors.  

 

A. Recommendations on strengthening PURE implementation 

1. Strengthen cohesion between sectors 

Develop integrated programmes that link water management with agriculture, research, 

education, and environmental protection to improve the overall sustainability and relevance 

of programmes. 

In the short term, within the current programmes, it can be examined which key actors and 

key sectors must absolutely be involved if the programme objectives are to be achieved and 

secured. The questionnaires per country of the relevance phase can be used as the basis for 

this.  

In the medium term, when developing a new MYP, this sector analysis should be fine-tuned, 

with a clear mapping of actors and programmes active within these sectors. Depending on 

their 'outreach' to the 'water sector', specific actions can then be defined, ranging from 

'connecting and linking' to implementing 'concrete activities'.  

2. Leveraging international frameworks 

Use established international frameworks (NDCs, NAPs) to improve advocacy, ensure 

alignment with local and global climate goals while seeking potential funding opportunities. 

In the short term: analyze the NDCs and NAP, and include indicators in their own reporting and 

try to interpret/define the contribution of the JFW programme.  

Medium-term: include the NAP/NDCs as analysis frameworks and starting points (alongside 

existing context analyses and needs) when preparing a new MYP, and define own actions 

where possible within the lines of these frameworks.  

3. Establish coalitions with other agencies and actors 

Invest in a coalition with other agencies and actors for joint programming and implementation 

because JFW has neither the budget nor the staff to address all the challenges and elements 

of the system.  

In the short term: make use of the analysis per partner country for convergence and possible 

better agreements around division of work (tasks) with other actors and agencies (agriculture 

and education sectors) 

Medium-term: invest more time in the preparation of the next MYP in mapping sectors, actors 

and development partners. Conclude cooperation agreements and MoUs with those 

programmes/actors that are necessary to achieve their own objectives.  

 
12 See also annex 5: strategic congress report. 
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B. Recommendations around stakeholders  

4. Increase youth engagement 

Create targeted initiatives to engage young people as ambassadors for water and ensure that 

different age groups and community segments are involved, especially those outside the 

formal education system. 

In the short term: launch a ''call'' within the intervention region for young people to be 'JFW' 

or 'water' ambassadors in their communities, their schools or associations.  

Medium-term: foresee specific actions and outcomes within the future JFW MYP to engage 

young people (through education, cooperatives and associations) as actors and partners. 

C. Recommendations around research, knowledge management and communication 

 

Regularly evaluate programme impact and progress to measure success, adjust strategies and 

gather feedback from all stakeholders to ensure JFW remains responsive and effective in its 

mission. 

By following these recommendations, JFW can increase its impact on water-related issues, 

build sustainable partnerships with local communities and align its activities with global 

sustainability goals. 

5. Promote knowledge management 

Implement a structured approach to knowledge management that prioritizes the integration 

of local insights into programme design and implementation, encouraging stakeholder 

involvement throughout the process. 

In the short term: an idea could be to make an employee in each country responsible for 

knowledge management, content-driven by headquarters. Also link this to actions under (4). 

Strengthen the local partners in this function, within ongoing programmes (possibly 

broadening the logical framework to include a specific result/activity around knowledge 

management and communication?) 

In the medium term: explore cooperation opportunities with other actors, local partners and 

research institutes, in order to convert its own expertise and the knowledge of local partners, 

into publications, policy papers, manuals and thematic sheets. Further build  on an 

organizational structure and culture that stimulates knowledge management and knowledge 

creation.  

6. Build collaborative networks (see also recommendation 5) 

Establish strong collaborative networks that facilitate knowledge sharing and co-creation 

between JFW, partners and other stakeholders to improve programme effectiveness. 

In the short term: make a 'call' per partner country to set up networks around integrated water 

management or join existing networks. Explore funding opportunities to organize this 

network, possibly project-based.  
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Medium-term: foresee a separate outcome/objective in the new Multi-Year Programme 

around collaborative networks and research and knowledge creation.   

7. Improve communication on the PURE strategy 

Develop clear compelling stories about the PURE strategy that reflect community needs and 

successes, integrating local testimonies and stories. 

In the short term: launch an internal call for PURE strategy success stories.  Distribute to local 

press or invite them to publish (possibly during high-level field visits with partners, ministries 

and Belgian embassy).  

In the medium term: build into the final evaluation reference terms a step to further 

investigate/document a 'most significant change story' per country13 .    

D. Recommendations on the organizational structure, funding frameworks and role of JFW 

 

8. Transition to a facilitation role 

Accelerate the change in approach of JFW, to act primarily as a facilitator of partnerships, 

allowing local entities to lead initiatives, encouraging ownership and ensuring that solutions 

are contextually relevant. 

In the short term: establish minimum parameters to determine in which cases JFW should still 

take operational leadership (or implementation), in function of partners' capacities and 

foreseen objectives. 

Medium-term: this is linked to the evolution towards a network model/organization (and thus 

recommendation 13). When formulating a new Multi-Year Programme, take as an assumption 

that the partners and local actors, bear the operational and final responsibility of the field 

actions and results. Analyze any knowledge and operational gaps among local actors and 

partners, and include this in the choice of partners and efforts around capacity building of 

partners.  

9.  Improve donor coordination and policy dialogue (also relevant under recommendations 

Group B) 

Use (5), (6) and (7) as a means to improve donor coordination and policy dialogue and increase 

impact on system change. Use PURE's own expertise and USP14 , to engage with other actors 

and agencies in a logic of joint programming & implementation and attract external resources 

(donors other than DGD). 

10.  Work towards longer-term programming and funding 

Donors should realize that sustainable change in complex systems cannot be achieved within 

five years. Therefore, funding and programming should ideally take into account a longer-term 

perspective to enable dynamic and 'ongoing' programming and planning, especially in fragile 

 
13 More information: Most significant  changchange | Better  Evaluation  
    Manual: EA_PM%26E_toolkit_MSC_manual_for_publication.pdf 
14 USP: Unique Selling Proposition, the unique strength of JFW in which it distinguishes (can differentiate) itself 
as an organization. 

https://www.betterevaluation.org/methods-approaches/approaches/most-significant-change
https://www.betterevaluation.org/sites/default/files/EA_PM%2526E_toolkit_MSC_manual_for_publication.pdf
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contexts and ecosystems under severe pressure from climate change, economic growth, 

industrialization, population growth and geopolitical changes. 

In the short and medium term: organize a dialogue with researchers, Belgian NGOs (and 

federations/domains) and donors (Belgian state and others) on the need for greater flexibility, 

long-term frameworks (linked to discussions around fragility) and change-oriented 

accountability ('accountability' on sustainable changes and results).  Document examples 

(possibly from other policy areas such as education and research, social programmes in EU 

member states, etc.), to obtain changes in collaboration with the sector.  

11. Commit to other funding and evaluation criteria (see also recommendation 10) 

If JFW evolves into a "network organization", something that seems to be becoming a trend in 

the NGO sector, other funding and evaluation criteria may be needed, less focused on (visible 

and tangible) outputs, and more on ownership, sustainable capacity building and qualitative 

indicators around learning, networking and change processes.  

12. Balance between decentralization and capacity building (see also recommendation 8) 

Decentralization and capacity building are two sides of the same coin. Decentralization is an 

important action principle that strengthens the resilience and ownership of local partners and 

actors. However, some country reports showed that the governance and management 

capacities of local actors are still unbalanced and there seems to be a big difference between 

partners and countries. Therefore, there is an ongoing need to strengthen local capacities 

down to the level of end-users and the wider community. Any organizational and approach 

change to JFW should certainly take this into account as it works in often very fragile contexts. 

Possibly, a step-by-step and in some countries gradual transition to the network model could 

be considered, while still maintaining a flexible programme structure (i.e. in some countries 

even greater implementation role for JFW).  

In the short term: develop a draft model of the new organizational model - and structure, and 

take this to a Board of Directors/General Assembly and consult with partner organizations for 

approval/amendment/discussion.  Link this to the actions in recommendation 8.  

13. Explore public-private partnerships 

Explore public-private partnerships, beyond considering companies merely as 'intermediate' 

actors. By partnering with private companies, JFW could harness their expertise to implement 

the most innovative aspects of the strategy. Joint action and CSR programmes15 could also be 

developed. These could also focus on technological innovations such as "smart water 

management systems", increasing the use of digitalization and related technologies. 

15. Adjust the formulation process (see also recommendations 8, 10 and 11) 

Adapt the formulation process for the next MYP to the recommendations of the first 3 phases, 

as well as to the chosen organizational structure (network organization). This includes 

providing an exit strategy, investing in MEAL and in knowledge innovation/management, 

ensuring that the HR strategy evolves with the strategic choices and is aligned with local 

capabilities (and gaps).  

 
15 CSR programme: programmes involving Corporate Social Responsibility. 


