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FOREWORD.

Why We Published This Now.

On 9 March 2026, President William Ruto signed the National Infrastructure Fund Act into law
at State House Nairobi. By that evening, CASA NEXUS had completed the firstindependent
evaluation of the Fund using the SSIl Framework™.

We did not wait for an invitation. We published because the NIF is too consequential — and too
public in its ambition — for its design strengths and weaknesses to remain inside government
memos.

This is not an opposition document. It is an evaluation of a fund, conducted by concerned
parties who understand what it means when infrastructure is promised and not delivered —
and who equally understand what it means when itis.

The NIF has genuine promise. Our baseline score of 53 out of 100 reflects that: the Fund is
credible, the policy logic is sound, and the governance architecture, though imperfect, has
more safeguards than most comparable funds on the continent launched at this stage. But 53
out of 100 is a Bronze score. And a Bronze fund cannot build a Gold economy.

We have also added something that has not existed anywhere in the Kenyan policy debate on
the NIF: a practical framework for tracking Social Return on Investment (SROI) — and a rigorous
scenario analysis of what happens to that SROl when the recommendations in this report are
ignored. Not because we expect them to be ignored, but because Kenyans deserve to know the
cost of that choice in advance, not after the fact.

Samwel Ochieng Onono
Co-CEO, CASA NEXUS Limited | March 2026
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SECTION 1.

Understanding the National Infrastructure Fund.

The National Infrastructure Fund is Kenya’s most ambitious development financing instrument since
independence. Signed into law on 9 March 2026, it answers a question Kenya has failed to answer for sixty years:
how do you build a modern economy without borrowing your way to ruin?

THE CONTEXT: A DECADE OF DEBT-LED INFRASTRUCTURE.

Between 2013 and 2025, Kenya built at a pace unprecedented in its post-independence history — the SGR, the
Nairobi Expressway, the Thika Superhighway expansion. The bill was paid largely by external borrowing:
Eurobonds, bilateral loans, commercial credit lines. The debt-service-to-revenue ratio stands at approximately
62.6% (Cytonn/CBK, 2024)— meaning that for every KSh 100 collected in tax revenue, over KSh 62 exits as debt
repayment before reaching a hospital, school, or road. This places Kenya among the most fiscally constrained
sovereigns in sub-Saharan Africa.

KSh11.8T

Public debt as % of GDP | Debt-service-to-revenue | Total public debt stock NIF decade target
ratio

THE NIF MODEL: INVESTMENT INSTEAD OF DEBT

The NIF replaces the borrowing model with an investment portfolio model. Rather than the government taking on
sovereign debt, the Fund acts as a professionally managed vehicle that pools multiple capital streams and deploys
them into commercially viable national projects.

Capital Source Mechanism Role in NIF

Privatisation Proceeds Ringfenced proceeds: KPC IPO (KSh 106.3bn Primary Year 1 anchor
accepted; KSh 112.4bn subscribed at
105.7%); Safaricom 15% stake (KSh
204.3bn/~USD 1.6bn)

Pension Funds NSSF and RBA-registered schemes via NIF- Long-term institutional
linked instruments capital

Private Equity & DFls IFC, AfDB, bilateral development finance Risk co-sharing; catalytic
capital

Climate Finance GCF, IFC Climate Window, green bonds Sector-specific: energy,
water

Capital Markets NSE infrastructure bonds, public offers Democratised ownership

Government Annual Parliamentary appropriation Viability gap supplementary

Allocations funding

“For every shilling from privatisation proceeds, we aim to attract ten from pension funds, sovereign
partners, private equity, and development finance institutions.”

— President William Ruto, State of the Nation Address, November 2025

This 1:10 leverage promise is the NIF’s defining ambition. The precedents — Australia’s Future Fund, Singapore’s
Temasek, UAE’s Mubadala, India’s National Infrastructure Pipeline — validate the model. The question is not
whether the model works. It is whether Kenya’s implementation environment can make it work.
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SECTION 2.

What the NIF Gets Right: Six Design Strengths.

An honest evaluation begins with what works. The NIF Act contains six genuine design strengths that distinguish it
from previous Kenyan infrastructure financing instruments and from comparable funds that have failed elsewhere
on the continent.

PRIVATISATION PROCEEDS ARE RINGFENCED BY STATUTE.

For the first time in Kenya’s independence history, the law requires that all proceeds from the sale of state
assets be directed exclusively into public infrastructure investment. Previous privatisations generated
proceeds absorbed into general budget expenditure, leaving no lasting physical legacy. The NIF breaks
this cycle by statutory force.

THE FUND CANNOT BORROW ON ITS OWN BALANCE SHEET.

The Board of Directors is explicitly barred from taking credit or borrowing in the name of the Fund. Any
government guarantees must count within Kenya’s legal debt ceiling of 55% of GDP. This closes the off-
balance-sheet loophole that has historically allowed contingent liabilities to accumulate invisibly.

ANTI-CORRUPTION DETERRENCE IS GENUINELY STRONG.

Anyone convicted of misappropriating NIF funds faces: repayment of twice the stolen amount, a fine of not
less than KSh 10 million, and a minimum five-year custodial sentence. In a continental environment where
infrastructure fund corruption has been treated as a management risk rather than a criminal one, thisis a
meaningful departure.

PARLIAMENTARY OVERSIGHT IS REAL-TIME.

The Treasury Cabinet Secretary must submit the Fund’s Investment Policy to the National Assembly within
90 days. Parliament may approve, amend, or reject it. This is substantially stronger than most African
infrastructure fund designs, where parliamentary scrutiny is retrospective.

MERIT-BASED GOVERNANCE ARCHITECTURE.

The Government-Owned Enterprises Act requires competitive, merit-based recruitment for all board
appointments, with a five-year exclusion for anyone who has held political or public office. Four
independent directors must be recruited through an open competitive process by the Governing Council,
not appointed at ministerial discretion.

VALUE-FOR-MONEY IS EMBEDDED IN LAW.

Every project must pass a rigorous commercial viability assessment and meet expected rate-of-return
thresholds before a single shilling is committed. The Fund must function as a business protecting its
capital— not a department spending its budget. This commercialisation of project selection is the single
biggest departure from Kenya’s previous infrastructure model.
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SECTION 3.

Is the NIF Just Borrowing by Another Name? CASA’s Position.

WHY CASA IS ADDRESSING THIS DIRECTLY ‘

A significant strand of public commentary — from economists, opposition politicians, and civil society
voices — has raised a pointed objection to the NIF: that dressing up infrastructure financing in
investment language does not change its fundamental nature, and that Kenya will end up in the same
debt trap by a different route.

CASA NEXUS takes this critique seriously. It is not wrong. It is also not entirely right. This section
explains exactly where the critics have a point, where they overstate the case, and what the honest
answer is for Kenyan citizens trying to understand what this fund means for their country’s financial
future.

WHAT THE CRITICS ARE SAYING — AND WHY IT DESERVES RESPECT.

The core of the anti-NIF argument is straightforward: Kenya is already in fiscal distress. Debt servicing consumed
approximately 62.6% of government revenue in 2024. The country has a KSh 11.8 trillion debt stock and an IMF
‘High Risk of Debt Distress’ rating. In that environment, creating a new vehicle that raises KSh 5 trillion by attracting
private capital at commercial rates of return is, in substance, accumulating obligations that must be paid back —
whether or not they appear on the government’s balance sheet.

The critics are pointing at something structurally real. When a pension fund invests KSh 10 billion in an NIF
infrastructure bond, that is a loan. The project must generate enough revenue to pay it back, with interest. When a
DFI provides project finance to an NIF power station, that is a loan. When the government guarantees a project
against default risk, that guarantee is a contingent obligation that will appear on Kenya’s balance sheet the
moment the project fails to perform.

WHERE THE CRITICS HAVE A LEGITIMATE POINT

The fundamental concern is this: the legal architecture of the NIF keeps obligations off the
government’s balance sheet. But the political economy does not. If an NIF project fails and pension
funds lose money, the government faces pressure to rescue it. If community land is acquired for an NIF
road and the road fails to deliver, citizens bear the cost. The obligation shifts from ‘sovereign debt’ to
‘sovereign political liability’ — which, under pressure, converts back into sovereign fiscal liability.

Kenya has seen this dynamic before. The SGR was financed by Chinese bilateral debt secured against
Kenya Revenue Authority receipts — a structure that was not called a sovereign mortgage at the time
but functioned as one. The critics are right to ask whether the NIF repeats that pattern under a new
name.
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WHERE THE NIF IS GENUINELY DIFFERENT FROM BORROWING.

The critics’ concern is real, but it conflates two structurally different things: debt (where government bears all the
risk and repays from taxation) and investment (where private capital bears project-level risk and is repaid from
project revenues). The NIF, properly designed, operates in the second category. Understanding the difference is
not academic. Itis the difference between Kenya’s financial future improving or deteriorating.

Dimension

Traditional Sovereign Borrowing

NIF Investment Model (As Designed)

Who repays? Kenyan taxpayers, via government Project revenues (tolls, tariffs, user

budget. fees, energy sales).

Government — 100% of loss
socialised to taxpayers.

Who bears loss if
project fails?

Private investors bear project-level
returns risk first.

Does it appearin
debt-to-GDP ratio?

Yes — directly on sovereign
balance sheet.

No — sits at project company level, off
sovereign books.

What is the
repayment trigger?

Fixed schedule regardless of
project performance.

Contingent on commercial returns; no
performance = no repayment
obligation.

Leverage direction Amplifies government’s

obligations.

Amplifies government’s investment
reach with private capital.

Risk to Kenya if Debt distress from the start.

mismanaged?

Contingent liability crystallises only if
projects fail AND guarantees are called.

The critical phrase in the table above is: ‘as designed.’ The NIF’s design is sound in theory. The question is whether
it will be implemented with the discipline that theory requires.

THE HONEST ANSWER FOR KENYAN CITIZENS.

CASA NEXUS does not believe in speaking to citizens only in the language that is politically convenient. Here is our
honest, plain-language assessment of what the NIF means for Kenya’s fiscal position:

THE NIF IS NOT BORROWING IF... THE NIF BECOMES BORROWING BY ANOTHER

NAME IF...

Vv Projects are selected on genuine commercial
viability, not political favouritism.

Vv Project revenues materialise as projected
and service investor obligations without
government intervention.

v Government guarantees are limited,
monitored independently, and never called
silently

X Projects are selected for political reasons
and fail to generate commercial returns

X Government guarantees are used liberally to
attract investors and crystallise into fiscal
obligations when projects underperform

X Pension funds are directed into NIF
instruments at below-market rates, effectively
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Vv Pension fund investments earn genuine risk- taxing retirees’ savings to finance government
adjusted returns, protecting contributors’ infrastructure

retirement savings X The Treasury CS uses Governing Council

Vv The governing board operates independently influence to redirect the fund toward non-

of Treasury CS direction in project selection commercial projects

v When a project fails, private investors absorb X Failed projects are bailed out by government
the loss — not the taxpayer to protect political relationships with investors

“The NIF is not a debt trap by design. It can become one by implementation. The difference between
those two outcomes is not legislation. It is oversight. That is precisely why independent evaluation of
this fund is not optional — it is the mechanism by which the design is protected from the
implementation.”

THE PENSION FUND QUESTION: WHOSE MONEY IS THIS?

One specific concern deserves direct treatment, because it affects every Kenyan who contributes to NSSF or a
registered pension scheme: will the NIF use workers’ retirement savings to finance infrastructure, and what
happens if those projects fail?

Kenya’s pension sector holds KSh 2.8 trillion in assets under management as of December 2025 (RBA). Of this,
over 51% is currently invested in government securities — which is itself a form of lending to government. The NIF
asks pension funds to shift some of that allocation toward infrastructure instruments that are higher-risk but
potentially higher-return.

This is not inherently dangerous. Australia’s superannuation funds, Canada’s pension plans, and Singapore’s
Temasek all allocate substantial portions to infrastructure and generate strong long-term returns for their
members. The question is not whether pension funds should invest in infrastructure. The question is whether the
NIF’s project selection and governance is rigorous enough to make those investments safe for contributors.

THE THREE CONDITIONS FOR SAFE PENSION PARTICIPATION.

CASA'’s position is direct: pension fund participation in the NIF is appropriate IF — and only if — three
conditions are met.

First: investments must be at genuine market rates of return, not at artificially suppressed rates that
effectively tax contributors to subsidise government infrastructure.

Second: pension fund trustees must retain independent fiduciary authority to decline NIF instruments
that do not meet their members’ risk-return requirements. Any regulatory directive compelling
participation at prescribed rates would be a de facto levy on retirement savings.

Third: an independent contingent liability monitor must track government guarantee exposure on NIF
instruments held by pension funds. If guarantees are called and pension funds are protected by a
government bailout, the fiscal cost reappears on the sovereign balance sheet — which is the debt trap
by another route.

The Act as currently written does not explicitly guarantee any of these three conditions. This is part of
why the Contingent Liability gap (G6) is rated HIGH in our SSIl assessment.
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CASA’S BOTTOM LINE ON THE DEBT QUESTION.

The critics who call the NIF a debt trap are raising a legitimate warning about implementation risk. They are not
raising a fatal objection to the model itself. A fund that selects projects commercially, manages guarantees
transparently, protects pension fund independence, and publishes its SROI performance quarterly is genuinely
different from sovereign borrowing. It transfers risk to private investors, unlocks capital that would not otherwise
reach infrastructure, and creates assets that generate returns to service obligations.

But a fund that selects projects politically, accumulates silent guarantees, directs pension savings at non-market
rates, and operates without independent oversight does become debt by another name — and arguably worse
debt, because its true cost is hidden until it is too late to reverse.

This is not a theoretical distinction. It is the documented difference between what Singapore’s Temasek became
and what Nigeria’s InfraCorp became. Both started with the same legal architecture. The divergence was entirely in
implementation quality and oversight independence.

CASA'’S EVALUATIVE POSITION

We support the NIF’s investment model. We do not support the NIF’s current design, which leaves

too many of the conditions for that model’s integrity unaddressed. Filling those gaps is not an
argument against the Fund. It is the argument for taking the Fund seriously enough to build it
correctly.
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SECTION 4.

What the NIF Gets Wrong: Seven Critical Gaps.

Design strengths do not guarantee delivery outcomes. The same pattern has played out in Nigeria, India, South
Africa, and Ghana: a well-designed fund, legislated with genuine ambition, that underdelivers because the gaps in
its design compound over time. We identify seven such gaps in the NIF Act, 2026.

Gap ‘ Description Severity SSIl Dimension

G1: Executive Treasury CS chairs Governing Council. CRITICAL Systems
concentration Political loyalty displaces institutional
independence under pressure.

G2: Single- Year 1 capital depends entirely on KPC CRITICAL Strategy
point IPO. One legal challenge or market
capitalisation softness erases launch momentum.

G3: Inclusion No gender, youth, ASAL, or disability CRITICAL Inclusion
absent provisions. Zero explicit inclusion
requirements anywhere in the Act.

G4: County No formal county consultation or co- HIGH Inclusion
disconnect investment mechanismin a
constitutionally devolved Kenya.

G5: Project Kenya’s state agencies have HIGH Systems/Impact
preparation documented history of weak feasibility

gap studies and procurement delays.

G6: No independent fiscal risk monitoring HIGH Strategy/Systems
Contingent body designated. Guarantee creep is

liability Kenya’s relevant precedent.

monitoring

G7: Citizen No proactive publication mandate, no MEDIUM Inclusion
transparency citizen dashboard, no plain-language

absent reporting requirement.

CRITICAL FINDING: THE INCLUSION GAP

Gap 3 —Inclusion —is the Fund’s most politically dangerous design failure. A KSh 5 trillion
infrastructure fund that does not explicitly protect the participation and benefit of women, youth, ASAL
communities, and persons with disabilities does not build a first-world country. It builds first-world
infrastructure for a subset of the population.

This is not a progressive policy concern. It is a delivery risk. Funds that exclude communities face land
disputes, construction stoppages, political opposition, and investor reputational damage. Inclusion is
not an add-on. It is a prerequisite for project completion.
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THE COMPARATIVE EVIDENCE.
Fund Primary Gap Outcome by Year 3

Nigeria InfraCorp (2021) Ministry dominance; political project Only 28% of Year 1 capital

selection deployed; investor confidence fell

India NIP (2019) Urban bias; ESIA shortcuts; inclusion Government revised 5-year targets
absent downward 40% in Year 2

South Africa AlIF (2012) Governance capture; opaque Fund restructured after two anchor
procurement investors exited

Ghana Infra Fund (2014) Single commodity revenue Fund stalled when oil prices fell;
dependency governance vacuum followed
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SECTION 5

SSIl Framework™ Baseline: Kenya’s NIF at Day One

The SSII Framework™ is CASA NEXUS’s proprietary evaluation methodology. It assesses four dimensions —
Strategy, Systems, Impact, Inclusion — each scored out of 25, for a maximum of 100.

17/25
68%

STRATEGY

Policy logic is sound and globally validated.
Sequencing depends heavily on a single
capitalisation event. Independent M&E
mechanism absent from design.

SILVER ENTRY

15/25
60%

SYSTEMS

Governance architecture is stronger than most
African peers. Executive concentration at Council
levelis unresolved. Implementation capacity is the
binding constraint.

BRONZE-SILVER

13/25
52%

IMPACT

Macro impact potential is high — infrastructure
multipliers of 1.5-2x GDP are well-evidenced.
Environmental safeguard framework unpublished.
Delivery realism is the critical unknown.

BRONZE

8/25
32%

INCLUSION

The Fund’s most dangerous design failure. Zero
gender, youth, ASAL, or community consent
provisions in the Act. Not a detail — a structural
omission threatening delivery, social licence, and
investor confidence simultaneously.

CRITICAL GAP

COMPOSITE SSII SCORE: 53/100

BRONZE UPPER TIER — Viable foundation. Structured independent guidance is architecturally
necessary.

“A 53-point fund cannot deliver a 100-point ambition. The question is not whether Kenya can close
the gap — it is whether it chooses to.”

SSII Framework™ © CASA NEXUS 2026
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SECTION 6.

Tracking What Matters: ROl and SROI for the NIF.

WHY ROI ALONE IS NOT ENOUGH FOR A PUBLIC FUND.

Traditional Return on Investment (ROI) measures financial returns: capital deployed versus financial value
generated. For the NIF, this means tracking whether the KSh 5 trillion invested generates returns sufficient to repay
investors, sustain the Fund, and attract the next round of capital. This matters — and must be measured
rigorously.

But the NIF is not a private equity fund. It is a public investment vehicle mandated by law to deliver national
transformation. Its most consequential outputs — time saved on improved roads, children educated in powered
schools, women with irrigated land, communities connected to the grid — do not appear in a financial returns
ledger. They appear in lives.

Social Return on Investment (SROI) is the methodology that quantifies non-financial returns in
monetary terms, enabling governments, investors, and citizens to compare the full value of public
investment decisions. For a fund of the NIF’s scale and mandate, SROI is not optional. It is the only
honest accounting.

THE NIF ROI TRACKING ARCHITECTURE.

CASA NEXUS proposes a two-tier measurement architecture: a Financial ROl Tracker and a Social ROl Tracker,
both updated quarterly and published as a single integrated NIF Returns Dashboard.

TIER 1 — FINANCIAL ROI TRACKER.

Metric Measurement Approach Frequency Data Source
Capital Mobilised vs. KSh deployed vs. KSh 5T target Quarterly NIF Board / Treasury
Target (cumulative %)
Leverage Ratio Private capital per KSh 1 of public Quarterly NIF Board / CBK
Achieved capital
Project-Level Returns IRR per project vs. benchmark at Annual NIF Board / CASA

approval audit

Privatisation Value KSh received vs. independent Per event NSE / Treasury /
Retained asset valuation CASA
Fund Operating Admin costs as % of total capital Annual NIF Annual Report
Expense Ratio deployed
Investor Confidence Spread on NIF bonds vs. sovereign Quarterly CBK/NSE
Index benchmark
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TIER 2 —SOCIAL ROI (SROI) TRACKER.

SROI assigns proxy monetary values to social outcomes — translating lives improved into an equivalent financial
value comparable to capital invested. CASA NEXUS will apply proxy values from KNBS data, World Bank Kenya

cost-of-living indices, and ILO wage benchmarks.

Social Outcome

Jobs Created (Direct)

Travel Time Saved

Energy Access

Agricultural Productivity

Women’s Economic

Participation

Community Health

Proxy Value Method

ILO wage benchmarks: average
construction wage x employment
years

KNBS: value of time @ 40% of daily
wage

Kerosene cost avoided + productive
hours @ min wage

KALRO: irrigated vs. rainfed yield
differential x farm gate price

GBV avoidance value + income uplift
from procurement access

WHO cost-of-illness: avoided

NIF Target by 2030
300,000 job-years @ avg KSh
35,000/month

500M hours saved annually by
2030

2M additional households
connected

Additional 250,000 ha under
irrigation

30% of NIF contracts to women-
led SMEs

Measurable DALY reduction in

Outcomes waterborne disease DALYs project communities

CALCULATING THE NIF’S SROI RATIO.

SROI Ratio = Total Social Value Generated (KSh) + Total Investment Made (KSh) An SROI ratio of 3.5:1
means that for every KSh 1 invested, KSh 3.50 of social value is created. International infrastructure
fund benchmarks typically deliver SROI ratios of 2:1 to 5:1 depending on the quality of execution and
inclusion design.

CASA NEXUS projects three SROI scenarios for the NIF, modelled against the base capital assumption of KSh 5
trillion over 10 years:

SROI Ratio 10-Year Social

Value

Scenario

Description

Optimistic (15% KSh 24 trillion

probability)

Full inclusion retrofit; county 4.8:1
engagement; strong governance;
1:10 leverage achieved

Base Case (55% Partial inclusion improvements; 2.9:1 KSh 14.5 trillion
probability) moderate governance; 1:5 leverage
by Year 5
Pessimistic — No inclusion retrofit; political 0.9:1 KSh 4.5 trillion —
Roadmap Ignored (30%) interference; single-source below investment
capitalisation fails value
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CRITICAL: THE BELOW-UNITY SROI SCENARIO

In the pessimistic scenario — where the Fund’s design gaps are left unaddressed — the SROI ratio falls
below 1:1. This means the social cost of mismanagement exceeds the social value created. Kenya
would have deployed KSh 5 trillion and made itself poorer in social terms.

This is not a theoreticalrisk. It is the documented outcome of three comparable African infrastructure
funds: Nigeria InfraCorp, Ghana Infrastructure Fund, and South Africa’s AllF — all of which scored
below-unity SROI in their first operational period.

HOW SROI WILL BE TRACKED AND REPORTED IN PRACTICE.

The most common objection to SROI in public infrastructure contexts is that it is too complex, too resource-
intensive, and too dependent on government cooperation to implement credibly.

CASA NEXUS addresses each of these objections directly.

OBJECTION: “SROI is methodologically complex and expensive to implement.”

RESPONSE: CASA NEXUS uses a tiered proxy value system anchored in publicly available Kenya data
sets (KNBS Labour Force Reports, World Bank Kenya Open Data, ILO Decent Work Indicators, KALRO
crop yield data). The system does not require primary data collection for every indicator — it uses
verified national baselines updated annually. Setup cost is modest; the ongoing cost is predominantly
staff time.

OBJECTION: “SROI requires government cooperation to access project-level data.”

RESPONSE: CASA NEXUS’s SROI model is designed to function with or without government
partnership. Tier 1 (financial ROI) relies on publicly mandated disclosures: NIF Annual Reports, NSE
filings, CBK monetary reports, and Parliamentary budget submissions. Tier 2 (social outcomes) relies
on CASA-conducted community perception surveys, satellite-derived infrastructure footprint data, and
partner-reported employment records. Government partnership improves precision. Its absence does
not prevent credible reporting.

OBJECTION: “SROl is a tool for donors, not governments or investors.”

RESPONSE: The opposite is increasingly true. The IFC, AfDB, and European DFIs now require SROI-
compatible impact measurement as a condition of co-investment. Kenya’s pension funds are under
growing pressure from beneficiaries and regulators to demonstrate ESG compliance, which includes
social impact evidence. An NIF with published SROI tracking is a more attractive investment vehicle to
institutional capital. An NIF without it is an opaque fund asking investors to trust government
assurances — the same posture that has consistently failed to attract leverage in comparable African
contexts.
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THE REPORTING CYCLE.

Report Content
NIF Returns Financial ROl + SROI
Dashboard scorecard; live data; plain-
language
Investor SROI SROI evidence; ESG

Brief compliance score for DFI
co-investors

Community Value
Report

Project-level social
outcomes; community
perception scores

Parliamentary Full methodology, data,

SROI Pack implications for Investment
Policy

NIF Social Comprehensive SROI

Accounts statement; independent
audit trail

Critically: CASA NEXUS will publish these reports regardless of whether the government formally commissions
them. The NIF is a public fund financed by public assets and institutional savings. Its social returns are a matter of

public right, not government discretion.

Publisher
CASA NEXUS
(public)

CASA NEXUS

CASA + local

partners

CASA NEXUS

CASA NEXUS

Audience

All Kenyans

DFls, pension
funds, PE

Project
communities

National
Assembly
Finance Cttee

Government,
public, media

Frequency

Quarterly

Semi-

annual

Annual

Annual

Annual
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SECTION 7.

The Cost of Not Listening: A Scenario Analysis.

This section models a scenario that we hope does not materialise — but which Kenyan institutional history makes
plausible: a government that receives an independent evaluation, acknowledges its findings, and then proceeds to

operationalise the NIF without addressing the identified gaps.

“Every year that the Inclusion gap is not closed, every year that county governments remain outside
the investment decision, every year that citizen accountability infrastructure is absent — is a year in
which Kenya’s first-world ambition falls further behind its own deadline.”

— CASA NEXUS SROI Model, March 2026

THE SEVEN GAPS LEFT UNADDRESSED: YEAR-BY-YEAR COST.

Gap Not Closed

G1: Executive
concentration

G2: KPC IPO dependency

G3: Inclusion absent

G4: County disconnect

G5: Capacity gap

G6: Contingent liabilities

G7: Transparency absent

Year 1 Consequence ‘ Year 3 Consequence

CS overrides board on

politically favoured
projects

Partial
underperformance
cuts seed capital 30—
40%

Women & youth
excluded from KSh
106.3bn KPC
contracts

3-4 counties contest
project land access

2-3 projects lack
adequate ESIA

Guarantees
accumulate outside
public scrutiny

Public scepticism
hardens into
opposition

Returns
underperform; DFls
signal concern

Capital pipeline
starved; 2-3 projects
stalled

Gender inequality in
project areas deepens

Courtinjunctions
delay construction;
costsrise 15-25%

DFI co-financing
withdrawn from key
projects

IMF flags fiscal risk;
Eurobond spread
widens

Media investigations
damage investor
confidence

Year 5 Consequence

Anchor investor exits;
leverage ratio
collapses

Fund misses 1:10
leverage; restructuring
required

Community resistance
to project entry; cost
overruns

Projects in 8+ counties
face completion risk

International
arbitration risk on
contracts

Contingent liabilities
breach 55% GDP
ceiling in crisis

Parliament votes to
freeze Investment
Policy; NIF stalls
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THE DIVERGENCE TABLE: WITH AND WITHOUT THE ROADMAP.

Indicator With CASA Without Roadmap Annual Divergence
Roadmap Cost
Capital mobilised by Year 5 KSh 2.8 trillion KSh 900 billion KSh 380bn/year in
lost investment
Private leverage ratio (Year 1:7 1:1.5 KSh 275bn/yearin
5) foregone capital
Direct jobs created (Year 5) 180,000 35,000 29,000 fewer
livelihoods per year
SROl ratio 29:1 0.9:1 KSh 2T/year in social
value not created
ASAL counties with NIF 15 of 25 20f 25 13 counties per year
projects excluded
Women'’s share of NIF 30% <5% KSh 56bn/year
contracts locked from

women’s enterprise

Community trust score 68% positive 31% positive Social licence
erodes; resistance
increases
Electricity added (MW by +4,800 MW (to +1,200 MW (to 720 MW/year
Year 5) ~8,000 MW) ~4,400 MW) foregone; ~2M
households
unserved
SSll composite (Year 5) 73/100 42/100 Institutional
regression: Silver >
Developing
Probability of KSh 5T by 2035 55% 8% 92% chance the

promise is broken

THE 10-YEAR SROI DIVERGENCE: KSh 19.5 TRILLION IN SOCIAL VALUE

The cumulative SROI divergence between the two scenarios over ten years is estimated at KSh 19.5
trillion in social value — the difference between a Kenya that has genuinely moved toward first-world
status and one that has spent KSh 5 trillion and moved sideways.

At Kenya’s average informal sector daily wage of KSh 800, KSh 19.5 trillion represents 66.7 billion work-
days of economic dignity that would not be created in the roadmap-ignored scenario.

This is the true cost of not listening.
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WHAT TRIGGERS THE PESSIMISTIC SCENARIO.

The pessimistic scenario does not require deliberate sabotage. It requires only three things that are historically
common in Kenya’s public institutions:

* Inertia: The Investment Policy is submitted to Parliament without an inclusion framework because no one
internally championed it, and no external pressure existed to require it.

e Capture: The Governing Council’s informal dynamic tilts toward the Treasury CS’s preferences on project
selection, and the four independent directors are not sufficiently independent in practice.

e  Opacity: The NIF operates without a public dashboard, without community perception monitoring, without
independent SROI tracking — meaning problems accumulate invisibly until they are too embedded to
reverse without political cost.

None of these require corruption. All of them are the default trajectory of an under-monitored public fund in an
environment where civil society has not been given the tools or mandate to hold it accountable.
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DATA VERIFICATION ANNEX

All Economic Indices: Sources, Dates and Verification Status

Every numerical claim in this publication has been sourced from primary official datasets, verified against multiple
sources, and dated. The table below provides the full verification trail for all key economic indices used in this
report. Where figures have been updated from earlier drafts to reflect more current data, the correction is noted
explicitly.

KENYA FISCAL AND DEBT INDICATORS.

Indicator ‘ Figure Used ‘ Source Date

Total public debt stock KSh 11.8 trillion National Treasury Annual Public June 2025
Debt Management Report
2024/2025; CBK Weekly Bulletin

Public debt as % of GDP 67.8% of GDP National Treasury Annual Public June 2025
Debt Management Report
2024/2025
Debt-service-to-revenue ~62.6% Cytonn Investments Public Debt 2024
ratio Review 2025 (drawing on
CBK/Treasury data); comparable
to IMF DSA
IMF debt risk rating High risk of debt distress IMF Debt Sustainability Analysis 2025
2024/2025
Kenya GDP growth (2025 4.8% IMF World Economic Outlook, April 2025
forecast) April 2025

KPC IPO AND PRIVATISATION PROCEEDS.

Indicator Figure Used Source ‘ Date

KPC IPO proceeds KSh 106.3 billion National Treasury / Privatization 4 March 2026
(accepted) Authority official IPO results

announcement; Business Daily
Africa; Kenyan Wallstreet

KPC subscription rate 105.7% Treasury CS John Mbadi IPO 4 March 2026
results statement; Citizen Digital;
Biznakenya

KPC NSE listing date 10 March 2026 Kenyan Wallstreet; revised from March 2026

prospectus date of 9 March

Safaricom 15% stake sale KSh 204.3bn (~USD CS Mbadi statement; Mwango December
proceeds 1.6bn) Capital; Capital FM; Vodacom 2025
press release
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KENYA ELECTRICITY SECTOR.

Indicator Figure Used
Effective installed grid 3,192 MW
capacity
Peak electricity demand 2,316 MW

Electricity access rate 75% (90% urban, 68%

rural)
Electricity customers 10 million
(grid)
Renewable energy share 85-90%

of generation

KENYA PENSION SECTOR.

Indicator

Figure Used

Source Date

Kenya National Energy Compact December
2025-2030 (Ministry of Energy & 2024
Petroleum / World Bank); EPRA

Energy & Petroleum Statistics

Report

Kenya National Energy Compact
2025-2030

February 2025
Kenya National Energy Compact 2024
2025-2030

Kenya National Energy Compact 2024
2025-2030

US Trade.gov Kenya Energy Guide 2023-2024

2024; EPRA

Source

Pension sector AUM KSh 2.8 trillion

~14.6%

Pension to GDP ratio

Infrastructure allocation
(pension funds)

<5% currently; NIF
target 30% by 2035

SROI AND COMPARATIVE FUND DATA.

Retirement Benefits Authority December
(RBA) Industry Report; RBA press 2025
release

Cytonn Investments Retirement 2024
Benefits Performance Note
(drawing on RBA data)

RBA Industry Reports; NIF 2024-2025

Investment Policy framework

TRANSPARENCY NOTE: SROI METHODOLOGY

CASA NEXUS will provide full citations on request.

SROI PROJECTIONS: The SROI ratios and social value projections (2.9:1 base case; 0.9:1 pessimistic; 4.8:1
optimistic) are CASA NEXUS model outputs, not direct citations from external data. They are derived from:

e Proxyvalues calibrated to KNBS Labour Force Survey 2024, ILO East Africa Wage Data 2024, KALRO
Agricultural Productivity Data, and WHO DALY cost-of-illness estimates for Kenya.

e International benchmark SROI ranges for infrastructure funds (2:1 to 5:1) drawn from IFC Impact
Measurement Framework (2023) and GIIN Annual Impact Investor Survey (2024).

e Scenario probabilities (optimistic 15%, base case 55%, pessimistic 30%) are CASA NEXUS
professional judgments, not statistical forecasts. They are clearly labelled as such in the report.

COMPARATIVE FUND CLAIMS: The statements made about Nigeria InfraCorp, India NIP, South Africa AllF,
and Ghana Infrastructure Fund are based on World Bank Africa Infrastructure Development reports, IMF
country reviews, and published academic literature on infrastructure fund governance failures in Africa.
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WORLD BANK PUBLIC FINANCE REVIEW NOTE.

SUPPLEMENTARY CONTEXT: WORLD BANK PFR 2025

The World Bank’s Kenya Public Finance Review (May 2025) — ‘Beyond the Budget: Fiscal Policy for Growth
and Jobs’ — projects that Kenya’s debt-to-GDP ratio could fall to approximately 44% of GDP by 2035 if the
recommended structural, fiscal, and governance reforms are implemented.

This projection is directionally consistent with the NIF’s ambition: a fund that successfully mobilises KSh 5
trillion in private-led infrastructure investment, rather than sovereign debt, would contribute materially to
this debt trajectory.

Source: World Bank Press Release, 27 May 2025. https://www.worldbank.org/en/news/press-
release/2025/05/27/kenya-afe-can-cut-public-debt-to-gdp-ratio.

This Data Verification Annex forms an integral part of this publication. Any reader wishing to challenge, update, or
supplement any data point should contact CASA NEXUS (partnerships@casanexus.net. We commit to updating
verified corrections in subsequent editions.
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ABOUT CASA NEXUS LIMITED

CASA NEXUS Limited is Kenya’s independent capacity accelerator, operating CASA Consulting, CASA Research,
CASA Media, and CASA4impact. Founded on the principle that African institutions should be built by Africans —
with African intelligence and accountability — CASA NEXUS works embedded in the systems it serves.

The SSII Framework™ is CASA NEXUS’s proprietary evaluation methodology, assessing organisations, funds, and
policies across four dimensions: Strategy, Systems, Impact, and Inclusion.

We Stay Until You Succeed.

CONTACT
partnerships@casanexus.net | www.casanexus.net| Nairobi, Kenya.

METHODOLOGY NOTE

Baseline scores reflect document review, publicly available legislative text, comparative fund analysis, and macro-
economic data as of March 2026. SROI projections and scenario models are based on proxy value methodologies
and comparative fund benchmarks; they are indicative estimates, not financial forecasts.

© CASA NEXUS Limited, March 2026. Open Access. Reproduction permitted with attribution.
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