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/. Overview

The annual Project Implementation Review (PIR) of the GEF portfolio has become a valuable

component ,:f the extensive monitoring and evaluation procedures required by the United Nations

Development Programme for all projects under its purview In addition to these formal exercises,

GEF project development and implementation is monitored continuously through communications

among project participants, government officials. UNDP country offices, and L'NDP-GEF

headquarters. For the 1996 PIR. detailed reports were submitted by the managers of 70 projects

under implementation for more than one year as of June 30. 1996.

This year's PIR report builds upon the first one issued in 1995. Although the points brought out

in last year's report remain valid, in order to uncover new lessons learned they are not reiterated

here Several new- challenges specific to achieving GEF objectives have been illuminated this year

because it marks the first time that projects can be observed in all stager, of development from

inception to the transition interval after conclusion While the process of sharing lessons learned

among L'NDP-GEF projects has been ongoing. 1996 will see the beginning of a major initiative to

disseminate this information among all operational staff in Regional Bureaux and Country' Offices

so that it may be shared with potential project proposers at the earliest possible stage in project

development. Despite the operational differences among the implementing agencies, many of the

lessons elaborated in this report may be useful to the GEF operations of LNEP and the World

Bank

2. Portfolio Status

Annex 1 gives a summary- of the L'NDP/GEF Portfolio, excluding Project Development Facility A

(PDF A), and Small Grants Programme projects. Statistics on The Small Grants Programme can

be found in section 5 in the main body of the text

Annex lhas three sections.

Section I shows both the distribution of projects, in the L'NDP/GEF portfolio as of 30 June 1996.

by project type and focal area.

Section 2 breaks down the portfolio, showing the distribution of projects that have been under

implementation for over one year and are the subject of this PIR. and projects that have been

under implementation for less than one year, and
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Section 3 shows further detail of the distribution of those projects that are the subject of the 1990

P1R

.?. Portfolio Performance'

Task managers were asked to rate the degree to which their projects had achieved the objectives

stated in the project document. They were also required to write descriptions of the problems

encountered and what measures were taken to resolve them Overall, the major issue brought out

by this PIR is that education, institutional strengthening, capacity building and training are

becoming increasingly crucial to the incorporation of global environmental challenges into

national development strategies. However, achieving these objectives is very time-intensive, and

the results of UNDP-GEF projects targeting the development of these capacities are only now

becoming clear In order to accurately evaluate the success of such projects, there is an urgent

need to develop indicators tor measuring human and institutional capacities " """"""" *

Table 3 below shows that disbursements for UNDP/GEF projects are on schedule

Table 3: Disbursement Status of Projects Under Implementation For Over One Year as of 30

June 1996

Region Total Approved

Project Budget1

(S IS Millions)

Cumulative

Expenditure as of

June 1996

(S US Millions)

Cumulative

Expenditure as a %

of the Total Project

Budget

Global 20.46 ! 1701 53° o

Africa 48 39 21.30 44%

Asia & Pacific 81.14 38 06 47%

Arab States 15 90 i 51°-o

Latin America &

the Caribbean

59 43 36 83

Europe & the CIS 18 53 i 98%

Total 243.85 139.45 57%

includes project GEF Allocation & Co-financint;
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I. Biodiversity

Reports from the Country Offices indicate thai the PRIFS have been remarkably successtul in

generating follow-up projects The bulk of the biodiversity projects in the portfolio are still at the

early to medium sta»e of implementation, and consequently the full impact of the interventions arc

yet to the obtained Oftlie prqjectsjfinishjng. somej_such_asjhojje_inJujz£m mjjind_Jordanj_are

demonstrabjy^ccessfu^in protecting unique_biodiversity cleariyjdjmj^abJejjTjhe ^eici ln otner

cases, where national or regionalcapacitv building efforts have been made over large and very

diverse geographical areas, (such as in Vietnam. Nepa]._Ama^nj^VIonuolia. and East Africa),

achievements have been made in terms of raising the capacity to protect biodiversity, although

spe~cific~impacts~are harder to measure than in the projects where the geographic scope is more

very limited In Colombia, the UNDP-GEF project team was able to participate in the generation

of regulations and national legislation to protect the globally significant Chocojbipja- These

projects point out the need to develop a new set of indicators that measure the increased

cap_acitjes2dncludjrigjhiuman. institutional, and leui_sJjnive^-brqugJTt_about by projects that_educate

and build capacities for biodiversity

UNDP-GEF projects have made great efforts to coordinate ample stakeholder consultations and

to fully incorporate those consultations into project activities. In many case?! however, global

biodiversity benefits are being achieved at a slower r^e than expected due in part to the

complexity of achieving consensus over land uses among diverse and often contentious

stakeholders (as for example in Panama and Colombia). The need t

uses and obtain consensus_ojTj]Tanagernent plans for the Uruguay project means that the

optimistically rapid rate of implementing biodiversity protection that was originally envisioned will

have to be scaled back Insufficient implementation capacity within governmental agencies and

other project executors is another reason that some project Timetables are taking longer than

expected. This bottleneck should decrease as in-country experience with GEF projects increase

On the other hand, the Argentina and Jordan projects are examples of projects that are successful

because technically competent CTAs and NGOs existed in those countries

Some current GEF projects clearly need to engage in more taraeted research because biodiversity

protection is intensivejnj]iejiej:djforj^^ in relation people^s_attjtudes

regarding.jLh.e_distl.ibutio.nv.abundance,-and behaviors, of biota subject to various types_of

To be successful, these projects need the time, more technically competent people.

targeted research, and financial resources to carefully assess what land use options contribujg.

most to consejAlnuJsiodjv^raty on a socially and economically sustainable basis over the long

term

II. Climate Change

22 UNDP-GEF projects under the climate change focal area were subject to the 1996 PIR. In the

area of enabling activities, over 20 countries are benefiting from significant support for

Convention communications preparation under those projects that were developed during the

pilot phase. Most enabling activity projects experienced initial delays, due mainly to the need to
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establish National Climate Change Countryj^ommittee Once this committee is in place, the

climate chan»e work proceeds smoothly UNDP's PRIFs ha\e successfully come to matuntv.

with one PRIF alone (RER.94 G4 1 ) having spawned three different energy efficiency projects

Two shorMerm projects focusing on carbon sequestration and improved rangeland management

(BE N/93/G3 1 E and SUD/93 G3 1 ETarFobtaming good community participation and could

provide useful insmhts for designing a future GEF Programme in carbon sequestration

The more advanced projects, (under Operational Programme 6 Promoting Renewable Energy),

are making excellent progress while yielding important lessons that are transferablej££the,L

projects. One example is the ZmibaJswjJ^jwolt^^ which required

the intervention of UNDP-GEF~officers from headquarters and the country office in a major effon

to bring all parties to agreement on operational arrangements. Since rectifying these difficulties,

the project has gone on to oversee the successful installation of4000 PV systems: to establish a

well-manaued revolving fund, and to facilitate the adoption of national standards for solar home

systems and industry' codes of conduct. Six projects that fund either tjin£e^jnesearchjO£

strengthened GHG monito/ing_ca^bj[itiej^yejrj^^ Two project reports

from Uatm America, (under Operational Programme 5 Removing Barriers to Energy Efficiency),

led to substantial strengthening in the human resource base capable of evaluating and analyzing

energy efficiency needs. Another project in Latin America, the Brazil BIG/GT project

(BRA/92/G31/E), points out the challenge presented by fluctuating natural resource prices. After

making good progress with the development of a complex, and promising technology, the project

must now overcome difficulties in securing a contract for provision of the requisite feedstock, prior

to completing negotiations with the World Bank for the pilot phase 30 VIW plant.

III. International Waters

Four oi' the seven UNDP-GEF projects in the international waters focal area have received

cofinancing worth a total of S13 81 million 44% (S20.79 million) of the total GEF allocation of

S46 9 million has been disbursed All the projects are on schedule with minimal or_jTo^cost

overruns. Several instances of enhanced capacities which will produce global environmental

Toenefits'were identified, including: develojgrm^nt_ofJn^^ ^a>'si.

modernization and upgradinu_of_scientific facilities; establishment of^j^e_gj£nal_mo_mt_orij}g_and

information jrietwprks; and the introduction o_f_n£w_t.echj}o_bgies. Stakeholder consultations,

particularly" among NGOS, have been particularly strong. All UNDP-GEF international waters
projects are pursuing strategies toward ensuring long-term financial sustainability, including:

holding donor meetings; "examining the use of economic instruments to support trust funds;

developing mechanisms to include public and private financing; and securing country responsibility

for monitoring activities.

4. Project Design — Lessons Learned

There are certain crucial issues to be taken into account during the project design stage to ensure

effective project implementation
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Target limited numbers of mum objectives. These objectives must be realistically achievable

within the project timetable and budget, and they must be readily quantifiable for purposes of

monitoring and evaluation.

Do not underestimate time or expenses required. Certain project activities, especially recruitment,

procurement, and the establishment of legal frameworks often require more time than has been

budgeted in past projects Capacity building and ensuring full participation are very time

consuming endeavors—several projects have identified 4 years as the minimum project time frame

for broad participation and sustainable capacity building.

Allocate adequate resources: to expand income gei-eration options for local communities, develop

non-donor financing mechanisms based on market surveys, and consider how project objectives

will be sustained 5-10 years after a project ends.

Identify and secure realistic counterpart contributions. Some projects have been hampered by the

failure to receive timely counterpart contributions foreseen in the project document Realistic

assessment of contributions and timetables for the delivery of contributions must be included in the

project document. Documented political commitments can ir^ke up for lack of ability to offer

counterpart support

Identify opportunities to leverage co-financing and complement other projects. Project developers

should expend more effort researching potential project cofinanciers. Project design should be kept

open and flexible to permit the participation of other donors

Establish clear responsibilities for pro/eel execution ana project implementation. These

responsibilities and procedures can be arrived at through a pre-implementation meeting among

project participants

Identify several potential procurement channels and subcontractors. Several project PIRs noted

that delays were due to difficulties in the procurement and delivery of equipment and services.

Plan the smooth transfer ofproject management responsibility to government and civil society at

end ofproject. The transition period at the end of a project has proven to be crucial to long-term

sustainability of efforts to realize project objectives. Although many alterations in project activities

will occur during the life of a project, it is possible to design specific mechanisms for the efficient

transfer of project management

5. Project Implementation — Lessons Learned

Train project staff in I'NDP operational procedures at earliest stage in project implementation:

some delays were cited due to a lack of understanding amongst project personnel regarding

implementing agency procedures



Draft

Hold a pre-impiementation workshop during which all parties involved in project management can

clarify and auree on their rospecti\ e roles'and responsibilities in decision-making structures and

project implementation

Hold numerous introductory n orkshnps for the local population. Projects must be designed with

the participation of local populations, and a major effort must stili be made to thoroughly inform all

affected populations at the outset of project activities.

Compile a directory of relevant XGOs and experts. The project should be sure that contact is

established and maintained with all relevant NGOs and leading local and national experts in the

project's area of focus.

Gain the government's commitment on addressing the project'sfocal area. As project

implementation proceeds, a governmental commitment on the project focal area will deepen the

project's impact and help make it more sustainable The projects can provide support to

governments in developing related policies

Build in contingency plans for the consequences of instability u ithin governmental institutions.

Governments should appoint key contact persons to ensure timely and effective interaction with the

project, and projects should maintain sufficient flexibility to weather changes in governments that

cause personnel replacements and an alteration in the policy environment

Conned project to the Global Community. Site visits, out-of-country training, and the linking of

institutions through the Internet and regional information systems can enhance project effectiveness

throuyh better information sources, and spread the benefits of knowledge gained through project

activities

6. The Small Grants Programme

I. Overview

Through 30 June 1996, the Small Grants Programme (SGP) has funded a total of 720 projects in

33 countries Out of this total, the breakdown of projects by GEF focal area is: 472 projects in

biodiversity (65 %); 172 projects in climate change (24%); 26 projects in international waters

(4%); 8 projects in ozone depletion (1%); and 42 projects which cut across the GEF focal areas,

primarily in capacity building (6%). It should be noted that a number of projects in coastal and

marine areas are included under biodiversity.

Given the community-level focus of SGP projects, the relatively high percentage of biodiversity

projects in the Pilot Phase reflects the closer links of this area with local needs and priorities. The

relatively low share of climate change projects reflects the much smaller number of NGOs and

community-based groups involved in climate change (re: renewable energy and energy efficiency).

issues. In the next phase of the programme, the breakdown by GEF focal area is projected to be

13/14/rc
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biodiversity (50°o). climate change (30°o). international waters ( 10°o). and cross-canine activities

in land degradation i K>%)

The breakdown of projects by region is shown b\ K-ible 4 below

Table 4: Regional Distribution of the Projects in the Small Grants Programme

| Region

Africa (10 countries)

Arab States (3 countries)

Asia/Pacific (8 countries)

! Number of Projects

Europe (2 countries)

Latin America/Caribbean :

(10 countries) |

Total

152

47

21 1

60

250

720

] —

Percentage of the Total

Number of Projects

21°o

6% .

20° o '

8°o ;

35°o :

i

100%

Table 5 below shows the Portfolio's Performance in terms of financial disbursements.

Table 5. Disbursements of Funds to All L'NDP/GEF Small Grants Proiects as of 30 June 1096

Region Total Approved

Project Budget2

(S IS Millions)

| Cumulative

I Expenditure as of

! June 1996

i (S IS Millions)

j Cumulative \

! Expenditure as a % i

of the Total Project j

Budget

i Small Grants

Programme

2 Lessons Learned -- Project Design & Implementation

The main issues and recommendations for project implementation and design of the Small Grants

Programme that have arisen from the PIR excercise are:

• establish an overall strategic framework for the GEF/SGP that is clearly linked to the GEF

Operational Strategy, and revise country programme strategies to ensure consistency with the

ulobal framework.

includes project GEF Allocation <fc Co-fin;incim>
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• establish a programme-wide framework for monitoring and evaluation, including with respect

to assessing impact.

• revise and. as necessary, develop new programme operational guidelines.

• as appropriate, ensure that NSCs have adequate technical expeni.se in the climate change

(renewable energy) and international waters focal areas.

• expand local access to information and expertise in the climate change (renewable energy) and

international waters focal areas.

• while maintaining the focus on -demonstration" activities, expand the use of grant funds in the

areas of capacity building, analysis, documei.tation and dissemination of experience, and in

networking and policy dialogue.

• as appropriate, taruet GEF SGP programming to complement and or directly contribute to

regular GEF projects.

• develop sieneric GEF/SGP training modules with respect to community-level action in the

GEF focal areas and and key areas of implementation, such as monitoring and evaluation.

• expand efforts globally and at country level to mobilize non-GEF sources of funding, and

identify and implement measures to ensure t'-e sustainability of the country programmes
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Annex 1. Statistical Summary of the l'\'DP GEF Portfolio

I. LNDP GEF Work Program on 30 June I 0% (excluding PDF Ai

Figure a The Distribution of the Number of Projects in The I.'NDP GEF Portfolio b\ Project

Type

Project Development

l'roiec! Development iaulilx C

l-aulit\ H ,„

Prc- nr-estmen:

l-'.niiiilini: Aeln ill

I >;•-' n

Figure b The L'NDP/GEF Portfolio by Project Type. Showing the Distribution of GEF

Allocation (S)

l'ull Project

Project !)e\elopnieiii

Facility 1! l're-In\e<lmenl lacilil\

- W'.>

\eti\it\

Project De\elopment

Facility C

I)",,
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Figure c. The L'NDP GEF Portfolio by Focal Area. Showing -.'c Distribution of GEF

Allocation < S)

Mtil'.i-l-'neai Area international Water*

iie Depletion

Biodiversity

International Wa

II. Implementation Status of Projects in L'NDP/GEF Work Program on 30 June 1996 (excludirm

PDF A).

Figure d. The L'NDP/GEF Portfolio State of Implementation. Showing the Percentage by

Number of Projects Under Implementation Less Than One Year and the Number of

Projects Under Implementation More Than One Year

43%

57%

QNn ol'l'roKVt.-. AiTlivi: I.t'ss 'ITian Oik1

Vi:ar

B No ol'l'roitvts I 'ndcr lmpciiK'ntalion

for Over One \'v.'ar
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Figure e The UNDP'GEF Portfolio State of Implementation. Showing Projects under

implementation less than one year and projects under implementation more than one

vear b\ the Distribution of their CiEF Allocation (S)

0CJKI-'

I .ess

HCKI-

(her

,\l
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Ml
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ocalmn

e Year
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Inipieniem

impemenia

ilinn

1; ill \nr

Table 1. The UXDP/GEF Portfolio State of Implementation Showing the Distribution of

Projects by GEF Allocation (S US Millions;

Project Status

GEF Allocation

of Projects

Lndcr

Implementation

Less Than One-

Year

GEF Allocation

of Projects

Under

Impcmentation

for Over One

Year

Total GEF

Allocation of

Projects in

Work Pro«ram

Enahlin"

Activities

16 97

j

0

Full

Projects

55 09

238.16

j

Projects

Development

Facility B

5 S3

Projects

Development

Facility C

0.25

0

I !
I i

I

16.97 293.25 5.83

i

0

0.25

Prc-

Invesiment

Facility

3 44

17.36

2(1.8

Total

98.94

238.16

337.11)
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.III. UNDP GEF Proiects I'nder Implementation lor Over One Year at >■ June !°% (excluding

PDF A)

Table 2. Number of Projects. Project Type by Region

Project

Type

I Global I Africa Asia &

! Pacific

i Arab States \ Europe & j Latin Total

i i the CIS I America & |
!thc !
Caribbean j

! Full

| Projects

ID! 4!

P re-

Investment

Facility

20i

Total 13 21; 17; 701

1C/14/??.
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UNDP/GEF 1996 PROJECT IMPLEMENTATION REVIEW

1. PROJECT IDENTIFIERS:

Project number: BEN/93/G31

Project name: Village based Management of wooded savannah and establishment

of woodlots for carbon sequestration Region Africa Country Benin

Focal area Climate change

National implementing agency: Ministere du Developement rural, Direction des Forets et

des Ressources naturelles

Executing Agency: Government of Benin

Resident Representative a.i: Mr. Stanislaus Nkwain

Task Manager: Mr. Rene da Silva

Entry into work programme: 12/92

Prodoc signature date: 14/01/94

Amount: US $ 2 500 000

Cofinancing amount: 00

2: PROJECT DESIGN AND INDICATORS DEVELOPMENT OBJECTIVE:

To assure a significant absorption of carbon and consequently to contribute to the lessening of the

greenhouse effect by the management of natural forests, with the population participation as well

as reforesting activities, in the larger context of ameliorating the systems of production at the

village level.

Immediate objectives:

1) Reduce carbon by the restoration of identified forests in Goun, Sota and Gouroubi and by

reforestation in villages.

2) Restore 4 to 6 villages.



3. FINANCIAL STATUS DISBURSEMENT:

Disbursements (US $ Millions)

FY 1995 0.40

FY 1996 0.53

Cumulative expenditure upto 30 June 1996

1.04

Cumulative expenditure as a percentage of the total project budget

42%

4. IMPLEMENTATION PROGRESS RATING

Immediate objective 1: satisfactory

Immediate objective 2: highly satisfactory

Summary: The progressive adoption of controlled land clearing by farmers, the use of

improved cooking stoves at the household level, the control of early burning and

improved farming techniques are reducing the size of the farms and relieving the

pressure on natural vegetation. The growing number of peasants ( farmers and

herders) participating to perennial trees planting and taking really care of the trees

are altogether good signs of awareness of target population for a sustainable use of

natural resources. These new behaviours are also very favourable to carbon

sequestration.

Participation:

NGO -SNV Netherlands -PADEC KANDI -PADES COBLY -FOCOPS KANDI -GERED

-USAID (PEACE CORPS)

UNSO Technical follow up for GEF

UNOPS Assistance in equipment purchasing and international personnel recruitment

Village associations co-ordinating activities and preparing take-over at village level.



5. OVERALL PERFORMANCE RATING:(Verbal assessment of project).

(Performance in achieving all objectives outlined in section 2)

Consensus is now widely reached with the population about the principles which should guide the

future use of the target forests. This has allowed significant progress in drawing the participatory

forest management plans. The consensus states that forests will be divided into management units

inside which we have the forests series (less disbursed vegetation cover), the agroforestry series (

where cropping annuals with perennial is allowed) and the silvopastoral series ( where controlled

grazing is tolerated). This approach which has resulted into breaking down the rhythm of land

cleaning besides enrichment plantations with the participation of the population in degraded areas

is going on. (More than 600 ha of degraded areas planted with about 60000 seedling of

indigenous species). On the other side, most target villages are to date endowed with their land

management plan. At village level, more than 600000 seedling have been planted from 1993 to

date with an average survival rate of 70%. This achievement is by far more the number of 165000

seedling planned to be planted for the total duration of the project at village level. But the most

interesting thing is the increasing consciousness (awareness) observed among the target

population and peasants availability to cooperate and to take over the on going activities from the

project.

6. FOCAL AREAS QUESTIONS:

In the long run, the project's objectives can really contribute to lessening climate change at the

local as well as at the global level. Since most of its activities ( present and future) tend to bring

about more carbon "sinks" than encouraging emissions (sources).

7. VERBAL SUMMARY OF CURRENT PROJECT STATUS, PROBLEMS AND ISSUES

OF IMPORTANCE FOR FURTHER IMPLEMENTATION:

The project status can be regarded as satisfactory. There was a time when the move toward a

consensus about the criteria for a sustainable management of the targets forests had slowed down

mainly with regard to the GOUN GOUN forest. But actually things are working hopefully thank

to a strong support from the Centre d'Action Regionale pour le Developpement Rural (CARDER)

in BORGOU and the political authorities. Problems arose mainly due to misunderstanding of the

project by the farmers who were skeptical about this new approach. It is also important to

underline that participatory approach is time consuming. To this point, it should be mentioned that

the duration of the actual project is very short. We can now assert based on our own experience

and that of Projet de Gestion des Resources Naturelles (PGRN) that 4 years is just enough to

draw a "participatory " forest management plan. There will be a real need to follow up and give

technical advice to the population for at least two years beyond the current project in order to

ensure a satisfying take over of the activities by the population



8. Follow up recommendations

As stated above from the experience, it appears that 4 years is not enough to assist the

populations in both drawing and implementing the participatory forest management plan. We

therefore recommend the project to pursue its activities ( essentially giving technical assistance to

peasants for a correct implementation) for at least 2 additional years from the date of adoption/

signature of the plans by the Government.
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