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What is Stakeholder Engagement, and Why Does the World Bank and IFC Standards Mandate It?

An inclusive process of building and 
maintaining constructive relationships 
with external stakeholders on ongoing 
basis throughout a project's lifecycle, 
ensuring that their views are considered in 
decision-making and concerns are 
addressed.

Why is SE important for Infrastructure Projects? 

• SE a systemic gap in most national environmental and social 
(E&S) frameworks.

• Contributes to successful project design and implementation.

• Enhance project acceptance (“social license”), mutual 
understanding and trust.

• Ensures, through a Grievance Redress Mechanism (GRM), 
that community grievances are managed appropriately, 
preventing conflicts and project delays.

• Makes development interventions more responsive to the 
needs/concerns of beneficiaries and improves transparency 
and accountability. 

What is Stakeholder Engagement (SE)? 



Stakeholder engagement on an ongoing basis throughout the project life-cycle (i.e. a couple 

of public consultations are not enough)

 

Early identification/mapping of stakeholders, both project-affected parties and other 

interested parties, and clarification on how effective engagement will take place

Timely and conducted in a manner proportionate to the nature, scale, risks and impacts of the 

project

Specifies what is required for information disclosure and to achieve meaningful consultation

Requires an inclusive and responsive grievance mechanism, accessible to all project-

affected parties, and proportionate to project risks and impacts

Total Available Market (TAM)

World Bank Group’s Stakeholder Engagement Standard

Key requirements



The Costs of Poor Stakeholder Engagement

Inadequate Mitigation Measures: 

Unused highway pedestrian/cattle 

crosses (Peru); ineffective livelihood 

restoration measures (Amazonia); 

resettlement housing design.

Cost overruns:

Redesigning a power transmission line 

in the Caucasus due to community 

concerns regarding electromagnetic 

fields and resettlement issues increased 

project costs by 20%. 

Project delays: 

Road project in LAC incurred 9 percent 

cost due to delays generated by land 

resettlement conflict, i.e., contract 

changes, increased land values, and lost 

time.

Project cancellations: 

Cancellation of large mining expansion 

project in Peru due to poor stakeholder 

engagement during the first phase and 

loss of trust.

Reputational Risk/Inspection Panels: 

Bujagali Private Power Generation 

Project in Uganda went through an 

inspection panel due to lack of 

community consultation for 

resettlement (many excluded from 

benefits).

Poor stakeholder engagement and resulting community opposition can lead to:



Building Capacity among Clients and Local Stakeholders

to harness Simple Technology for Digital Data collection and 
Analysis, Real-Time Monitoring and Evaluation, Remote 

Supervision & Third-Party Monitoring, Beneficiary Engagement, 
Risk Management, & Portfolio Mapping

Offered by the World Bank’s 
Fragility, Conflict and Violence (FCV) Group

Supported by the 
WBG Partnership Fund for the Sustainable Development Goals

Geo-Enabling initiative for Monitoring & Supervision 

For more information and additional resources, see the GEMS website at: www.worldbank.org/gems

GEMS

Scan for more info

https://www.worldbank.org/en/topic/fragilityconflictviolence/brief/geo-enabling-initiative-for-monitoring-and-supervision-gems
https://www.worldbank.org/en/programs/partnership-fund-for-the-sustainable-development-goals
http://www.worldbank.org/gems


The Geo-Enabling initiative for Monitoring and Supervision (GEMS):

• Systematic use of simple ICT (smartphones/tablets) to collect granular geo-
tagged data that automatically feeds into central M&E systems & dashboards. 

• Leveraged for project planning, remote supervision, real-time risk monitoring, 
infrastructure mapping, third-party monitoring, beneficiary feedback & more.

• >12k client staff trained and deployed with >1,300 projects in 100+ countries.

➢ Access to structured real-time data from the field, showing local 
dynamics, needs, and impacts across regions, sectors, and agencies

➢ Simple, open-source technology and local capacity to enhance M&E, 
adaptive risk management, and impact of development interventions

GEMS initiative: Creating a Public Good by building Digital Capacity with clients, WBG staff, & partners

Enter 
field 
data

-Sample-

Record 
GPS

Record 
Photo

For further information, just type gems/ in a WBG intranet browser, see here for the GEMS website or contact the GEMS team at the FCV Group (GEMS-team@worldbankg.org)

`

http://www.worldbank.org/gems
http://www.worldbank.org/gems
mailto:GEMS-team@worldbankg.org


The GEMS Core Team: Providing operational support from HQ and ~30 field locations (and growing)

For more information and additional resources, see the GEMS website at: www.worldbank.org/gems
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GEMS: More transparency and accuracy (fewer fake cats) for better development decisions 

For further information, just type gems/ in your WBG intranet browser, see here for our intranet site (https://gems) or contact the GEMS team at the FCV Group (GEMS-team@worldbankg.org)

https://worldbankgroup.sharepoint.com/sites/wbsites/GEMSGeoEnablinginitiativeforMonitoringandSupervision/Pages/index.aspx?e=1:878ee2e608e94b8c8986822c25927fc2
mailto:GEMS-team@worldbankg.org


Remote Sensing
Through Satellite
Imagery

The GEMS Method: 
Systematic Real-Time 
Field Data Collection
through Smartphones

‘Plugging In’
Spatial Data From 
Various Sources

?

The “Rocket Science,”  “Pocket Science,” and  “Socket Science”

See here for a summary 

video on the work with ESA

https://vimeo.com/622265762/db689c334b
https://vimeo.com/622265762/db689c334b


For client use and local ownership: All-in-one open-source tool KoboToolbox

Learn more about KoBo: https://www.youtube.com/watch?v=4PNtT51h3CQ

https://www.youtube.com/watch?v=4PNtT51h3CQ
https://www.youtube.com/watch?v=4PNtT51h3CQ


KoBoToolbox: flexible and scalable digital platform for clients

• Cost-free for up to 5,000 data submissions per month 
(60,000 per year) and 1 GB data hosting for 1 year  

• Everything Open-Source and adjustable

• Very simple interface – easy to learn

• Integrated AI functions for qualitative data analysis

• Data protected & and flexible use of servers

• Quick and fully flexible digital form creation

• Ownership by clients & easy to scale

• Data and forms easy to share

• Large user Community (hum & dev)

• Ready to go – collect data from day 1

Simple enough for anyone to use 

https://www.kobotoolbox.org/
iframe%20width=%22462%22%20height=%22260%22%20src=%22https:/www.youtube.com/embed/4PNtT51h3CQ%22%20frameborder=%220%22%20allow=%22autoplay;%20encrypted-media%22%20allowfullscreen%3e%3c/iframe
https://www.youtube.com/watch?v=eQFP8Hc5l8s


Build for 
Sustainability

https://digitalprinciples.org/principles/

Use Open Standards, 
Open Source, and 
Open Innovation

Be Collaborative
Design for 
Scale

• GEMS Training-of-Trainers 
workshops offered to all interested 
partners (MDBs, RDBs, bilateral 
donors, UN agencies, NGOs).

• Ongoing support provided for 
customized rollout to MDBs: 

• AfDB adaptation of GEMS 
across Africa: “RASME”)

• BOAD adopting GEMS 
across West Africa 

• CDB commencing GEMS 
rollout (t-o-t WS in Mid-Oct)

• Effective donor coordination 
enabled by joint Portfolio Mapping 
and supervision Platforms (e.g. 
Burkina Faso, Burundi, Malawi)

Creating a Public Good: GEMS Training-of-Trainers Workshops & Support for Partners

https://digitalprinciples.org/principles/


Project Planning 
& Baseline Data Collection

Stakeholder Engagement and
Adaptive E&S Risk Management

Tracking of Project 
Outputs and Outcomes

Project 
Impact Evaluation

Portfolio-wide 
Results Monitoring

Environmental and Social 
Safeguards / E&S Monitoring

Verifying TPM Activities
“Monitor-the-Monitors”

Portfolio Mapping 
& Coordination with Partners

Pillar I – Customized operational Use: Possible Uses of GEMS for Projects and Governments

Project Teams & Clients WB Country Teams / Partners
Spatial Planning 

& Portfolio Programming

Citizen Engagement 
& Grievance Mechanisms

Project Progress Monitoring 
& Remote Supervision

Real-time Tracking of Missions 
and Security Issues

Real-time Tracking 
of Service Delivery

Communications 
& Outreach

Icons provided by Freepik from www.flaticon.com 
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Examples of GEMS 
Use in the Field

Project Planning and Preparation 

Project Progress Monitoring

Afghanistan, Mali, Haiti, etc.

Remote Supervision in FCV Contexts

Portfolio Mapping & Coordination

Real-time Tracking of Service Delivery Real-Time Risk/ESF Management

Citizen Engagement and GRM

Honduras, Sri Lanka, 20+ ctries in AfricaKosovo, Niger, Tuvalu, etc.

CAR, DRC, Nicaragua, Bangladesh, etc. Hundreds of projects around the world

Azerbaijan, Burundi, Philippines

Myanmar, Maldives, Brazil, etc.

Mapping of GBV Service Providers Tailored Client Use beyond WBG Ops

Portfolio Targeting and Programming 

Madagascar, DRC, Somalia, etc.

Various Adoptions around the World

Stakeholder Engagement and Surveys

Afghanistan, Haiti, Kenya, Mexico, etc. Nigeria, Sahel, Pakistan, Mozambique

Scan QR 
code for 
detailed 

examples

>1,250 
supported 

projects 
in 100+ 

countries



The Core of GEMS: 3-Day Interactive Hands-on Capacity-Building Trainings

Creation and administration of data platform

M&E skills and digital questionnaire design

‘Train-the-trainers’ approach for field data collection

Data mapping and analysis within the application

Data export, spatial analysis, Excel analysis

➢ Interactive design customized to M&E needs of the projects and 
implementation environment

➢ System is fully owned and run by client after training and can be 
used for flexible needs and scaled across operations

For further information, just type gems/ in your WBG intranet browser, see here for our intranet site (https://gems) or contact the GEMS team at the FCV Group (GEMS-team@worldbankg.org)

https://worldbankgroup.sharepoint.com/sites/wbsites/GEMSGeoEnablinginitiativeforMonitoringandSupervision/Pages/index.aspx?e=1:878ee2e608e94b8c8986822c25927fc2
mailto:GEMS-team@worldbankg.org


Impressions from GEMS workshops with clients around the world



Chad: Refugees and Host 
Communities Support 
Project (PARCA)

Refugee Response,
Social Protection

& Jobs



In Chad, the Refugees and Host Communities 
Support Project (PARCA) aims to improve access
to basic services and economic opportunities for
refugees and host communities in 7 Provinces.

• The PARCA team in Chad adopted GEMS at the 
planning stage, which allowed them to establish a 
structured database and strengthen digital 
monitoring and evaluation for a variety of project 
activities.

• With GEMS, the project established an effective 
Grievance Redress Mechanism (GRM), registered 
all (26,693) beneficiaries of the Productive 
Measures program, and monitors progress of 
project interventions (constructions, cash transfer 
for social protection/emergency support) 
remotely for prompt and adequate follow-up.

CHAD : Social Sustainability and InclusionCHAD : Health, Nutrition & Population
Excerpt: SWEDD project 

activities across Chad

Zoomed-out:
PARCA intervention sites show 

project’s geographic focus in Niger

Excerpt: GEMS Portfolio Mapping in 
the Lake Chad region dashboard

Zoomed-out view:
PARCA intervention sites show project’s 

geographic concentration in Niger

Excerpt: GEMS Niger Portfolio Mapping dashboard
955 sub-project sites mapped to date

Excerpt: GEMS Chad Portfolio Mapping dashboard
1,249 sub-project sites mapped to date

Zoomed-out view:
PARCA Intervention sites near 3 refugee camps 

(Bredjing, Gaza, and Treguin) near South/Sudan borders



Social Inclusion Project: 
Building Cabo Verde’s
Social Protection System

Social Inclusion



Cabo Verde’s Social Inclusion Project supports 
efforts to build an effective social protection system 
that promotes social and productive inclusion.

• The project leveraged GEMS to identify 
households for income-generating activities; 
manage grievances in the GRM; assess the 
beneficiaries’ satisfaction level; and evaluate 
trainings delivered at municipal level.

• 2,670 submissions have been collected and 
analyzed so far in the Productive Inclusion 
component, where the team used GEMS to 
identify beneficiary families.

• Out of 357 submissions for the GRM, 297 were 
request for information and 60 were complaints. 
All have been answered and resolved.

Excerpt from nation-wide 
CIG monitoring platform

Disaggregated by: 
Districts

Excerpt: Mogadishu Flood 
Damage Rapid Assessment

Disaggregated by: 
Indicator used for map

Excerpt: Context of Data 
Collection/Survey

Optional

Mapping result photo:
*Please ask PIUs for access 

to KoBo form+data



Citizen Engagement for 
Community-Driven 
Development in Azerbaijan

Citizen 
Engagement

Image © WBG Project



The Azerbaijan Rural Investment Project (AzRIP) 
was designed to address the rapid decline in rural 
infrastructure and services for people living in rural 
areas (about 50% of the population). 

• AzRIP supports the government’s programs for reducing 
disparities in rural areas and for improving access to and 
quality of rural infrastructure. These programs emphasize 
the need for increased local responsibility in managing 
infrastructure and service delivery.

• Over 2,000 community and livelihood projects have been 
implemented in 1,453 villages for 3.5 million beneficiaries, 
51% of whom are women. In total, this covers 90% of 
municipalities and one third of the villages in Azerbaijan.

• AzRIP forged strong working relationships among the  
communities, municipalities, and local governments and 
has enhanced  local leadership by electing 430 
community leaders to municipalities.

Example: heatmap of  DRC portfolio with provinces
Access of beneficiaries to project interventions

Head of a newly built kindergarten

Azerbaijan Rural Investment Project (AzRIP)

Image © WBG Project



GEMS was implemented across all sub-project 
locations of AzRIP throughout Azerbaijan. 

• GEMS was rolled out with AzRIP via an in-country 
training for some 40 PIU members, in which a digital 
M&E platform was created. The PIU was able to 
map over 2,000 community project sites throughout 
the country within 10 days. 

• All data is available to the public on a user-friendly 
interactive web map that is searchable by location, 
year of construction, and infrastructure type and 
provides details on each project investment.

• The platform serves for accountability and citizen 
engagement and includes a Grievance Mechanism 
function that allows citizens to send comments on 
project- related issues directly to the PIU.

Example: heatmap of  DRC portfolio with provinces
Access of beneficiaries to project interventions

Azerbaijan Rural Investment Project (AzRIP)Azerbaijan Rural Investment Project (AzRIP) – M&E Platform

Click to return to landing page

Click to return to landing page

Image © WBG Project

http://azrip.net/maps/index.html


Mapping Gender-based 
Violence Service Providers: 
Across the Sahel, Nigeria,
and beyond

Gender
and Violence



Working with WB Gender and Social Development 
colleagues, the GEMS team has spurred the effort 
to map service providers for survivors of Gender-
based Violence across the Sahel CMU.

• In Burkina Faso, Chad, Mali, and Niger, GEMS 
hosted 3 virtual trainings to launch data 
collection for a comprehensive mapping.

• Enumerators logged granular details of each 
service provider (e.g., types of services offered, 
available infrastructure, security, operation and 
data privacy protocols, etc.). This data will be 
crucial in supporting GBV victims and providing 
the necessary resources.

• 1,500+ locations were mapped in detail across 
the 4 countries, thanks to existing GEMS 
footprint across the region’s portfolio. Disaggregated by: Types of Service

n.b.: GEMS is NOT being used to collect 
data on individual GBV cases or any 
personal information. The collected data 
relate solely to the locations and offering 
of the service infrastructure.

Excerpt: Sahel GBV service 
provider mapping platform



The Sahel experience gave birth to a largely similar 
data collection approach, fit for Nigeria’s contexts.

• In March 2021, the GEMS team began focused 
trainings to smaller project groups. In a few 
weeks, the form was deployed, with immediate 
follow-up and data population. 

• Subsequent data review sessions discussed 
methodology, results, and further plans to set up 
a referral structure for victims. Over 6,600 GBV 
service provider locations have been mapped.

• The Ministry of Women Affairs and Social 
Development (MOWASD) adopted the GEMS 
approach. The plan is to build upon the database 
of GBV service providers and expand the 
mapping across the whole of Nigeria to host an 
official referral database. 

Excerpt: Nigeria GBV 
service provider mapping

Disaggregated by: Organization type

n.b.: GEMS is NOT being used to collect 
data on individual GBV cases or any 
personal information. The collected data 
relate solely to the locations and offering 
of the service infrastructure.



Please access the GEMS website on www.worldbank.org/gems for 
more information about the initiative

WBG staff can also just type gems/ in any intranet browser to access 
the GEMS intranet or contact the GEMS team at:

GEMS-team@worldbank.org

Don’t settle for tunnel vision! Get in touch or check the GEMS website

http://www.worldbank.org/gems
https://worldbankgroup.sharepoint.com/sites/wbsites/GEMSGeoEnablinginitiativeforMonitoringandSupervision/Pages/index.aspx?e=1:878ee2e608e94b8c8986822c25927fc2
mailto:GEMS-team@worldbankg.org


#iaia25

Let’s continue the conversation!
Message me your questions or comments in the IAIA25 app.

Bernhard Metz

Senior Operations Officer

Founder and Program Manager of the GEMS initiative

www.worldbank.org/gems 

https://www.linkedin.com/in/bernhard-metz-877a354/ 

http://www.wordbank.org/gems
https://www.linkedin.com/in/bernhard-metz-877a354/
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