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· Title: Programme Analyst/OIC
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FINAL PROGRAMME REPORT FORMAT

EXECUTIVE SUMMARY 

The second phase of the Flood Risk Management project assisted the Government of Lebanon in its recovery and reform efforts in the conflict-affected and high-poverty region of Baalback-El Hermel through better land management practices in the watershed of Ras Baalback.  This watershed covered an area of 250km2 in which water harvesting and soil conservation structures were constructed to reduce the impact of flash floods in the downstream villages.  

In this phase of the project, some 105 stone walls were constructed and 13 reservoirs were built  These structures were built to prevent or minimize runoff water from reaching downstream villages and farms.  The project also planted as a soil conservation measure some 1,800 seeds of indigenous forest trees. Seeds were collected at the beginning of the project from different endemic and drought tolerant varieties such as Amygdalus orientalis, Pirus syriaca, Prunus ursina, Quercus calliprinos and Quercus infectoria.  Throughout the project, capacity building, awareness raising campaigns and training sessions were also delivered to local communities and municipalities on subjects related to flood risks management, maintenance of flood preventing structures and reservoirs, land cover protection and on the role of local authorities in managing flood risks. 

I. Purpose

The project aims at supporting early recovery efforts in the conflict-affected Baalback–El Hermel area which is being threatened by desertification through better land management practices, namely: flood risks reduction, soil conservation and water harvesting with irrigation improvement, as well as through building the capacity of the involved local stakeholders.
In the second phase of the project, the objectives were expanded from the activities of construction of infrastructure in phase I, to a wider scope including institutional capacity development and non-structural measures. A historical perspective on all types of flood in Lebanon was also gathered to help the project understand if there changes in the flood patterns over time.  
The main project objectives were met through the following outputs:
1. Coordination and linkages with on-going projects established and strengthened;

2. Risks and damages caused by floods in target area managed and reduced;

3. Water harvesting and irrigation networks implemented;

4. Land cover in risk areas increased and soil erosion reduced;

5. Sustainability, capacity building and public awareness enhanced.

The expected outcomes of the project, particularly those related to water management, increased vegetation cover and higher productivity will serve very well the national efforts to combat desertification and alleviating poverty in North Bekaa. They will also serve the recovery efforts made by the Lebanese government in normalizing the living conditions of rural communities and in restoring the basic needs and infrastructure for practicing sound and profitable agriculture in the affected areas.

II. Assessment of Programme Results 
i) Narrative reporting on results:

The actual start date of the project’s activities was on 20 February 2009 following the signature of the project document by the national counterparts. With the approval of the Lebanon Recovery Fund of the Phase II of the Flood Project that targets the watershed of upper Aarsal and Ras-Baalback covering an area of approximately 250km2, a new UNDP Project Document was developed encompassing both the second phase of the project and the earlier phase of the project. The two watersheds targeted by the projects are shown in Figure 1 below. Both phases of the project comprise a larger programme on Flood Management in the North Bekaa region.  
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iii) Figure 1: The Two Project Watersheds in North Bekaa Region

· Outcomes: 
At the outcome level, structures were constructed that help improve land and water management so as to reduce the risks and damages caused by flash flooding in the Baalback Hermel reigon in North Lebanon.  Furthermore, the project worked on increasing vegetative land cover in order to reduce soil erosion and degradation.  The main project beneficiaries were the local community members of Ras Baalback and neighbouring villages.  This project had positive results at both the local and national institutional levels: decision-makers are now more aware on the options available for reducing the impacts of flash floods and the need to adapt to climate change impacts such as the increase in more extreme weather occurrences such as floods.
· Outputs: 
1.  Project Management and Coordination
· Project management was undertaken on a full time basis by the Project Management Unit consists of a project manager, 2 site engineers and a project technical assistant. This included project administration, field visits to the sites, supervision of and management of consultants and contractors, meetings with stakeholders and municipalities.

· In the context of partnership established with the Disaster Risk Reduction (DRR) project and in order to prepare the “National Flood Hazard Map”, the flood project supported in the disaster mapping exercise for Lebanon. The map served in the development and updating of land use strategy. The flood project helped in providing the necessary resources and materials related to flood events in Lebanon (dates, affected regions, and damages) to be integrated into the DESINVINTAR software. The project also prepared disaster scenarios for flash, river and urban floods. These scenarios were used to develop standard operating procedures for the Army, Security Forces, the Red Cross and others to respond to floods in the different regions.
· Coordination was maintained with different national institutions and ministries, including Ministry of Environment (MoE), the Ministry of Energy and Water (MoEW), Green Plan, and the Council for Development and Reconstruction.  UNDP opened strong venues of cooperation with the MoEW: a presentation of the project was made to the Minister of Energy and Water in the presence of his advisors. Furthermore, flood management considerations were incorporated, based on the input provided by the project team, into the National Water Strategy developed by the MoEW. As well, a number of meetings were held with the Minister of Agriculture and his advisors, to brief on the progress of the project. 

2. Flood Risk Management and Reduction 

· The flood risk management structures had already been designed last year by the project consultants and the excavation works were completed during this past year by a local contractor. A total of 13 reservoirs (RR12, RR14, RR11, RR4, RR7, RR6, RR8, RR3, RR5, RR10, RR13, RR9 and RR15) ranging from 50,000m3 to 200,000m3 capacity were completed. The large reservoirs were subdivided into smaller sections to act as stilling basins in order to retain most of sediments without spreading to the rest of the reservoirs. This design will reduce the maintenance costs and improve the efficiency of the system.  
· A Consultant for topographic survey was hired on a retainer basis to support the excavation works component. Frequent visits were carried out to Ras Baalback to check the boundaries of public domains identified for the establishment of the reservoirs, to verify site activities and field truth findings.

· The number, design, and location of the stone walls were identified by the project team based on literature review and field experience. The final number of work sites is 105. The 105 wall structures were completed and validated by the site engineer according to the terms of reference and to the delivered design notes. 
3. Land Cover Increase and Soil Erosion Reduction 
· Within the framework of reducing soil erosion that helps in alleviating flood risk impacts, the project implemented a reforestation pilot plan of 5.7 hectares in the village of Ras Baalback. The technical specifications were prepared for reforestation management, irrigation network and fences. Offers were collected, evaluated and Contracts awarded. Three thousands seedlings were purchased and more than two thousands seeds collected from endemic trees and lower strata. The site was also protected from goats and other wild animals with fences.  Since reforested areas require continuous irrigation for at least for the first two years, new irrigation techniques were used in cooperation the MoE reforestation project’s staff:  “Solid water” is an innovative irrigation technique using either rechargeable or non-rechargeable gels that will hold and slowly release water close to the root zone and for a long period of time. This new irrigation technique showed very positive results and the area was well reforested.

· The launching of a reforestation campaign was held on the 25th of March 2012, in the presence of local communities and school children, where caps, flyers, shovels and hand tools were distributed. The Coop of Ras Baalback prepared the site before the event by digging holes of 35cm width and 40cm depth. Around five thousands of seedlings and seeds were planted and irrigated by the local residents during the event. 
· A tractor and a 4,000L cistern equipped with 2 pumps were offered to the municipality of Ras Baalback to assist in ensuring the maintenance of the reforested plots, based on a needs assessment of the local community.
· Continuous irrigation and maintenance of the planted sites in Ras Baalback, was being carried out every fifteen days (12 liters for each seedling and 6 liters for the sewed seeds). Around 20% of the seedlings perished with time and were replaced by new ones during the month of November 2012 and this is due to natural causes in weather and rate of seedling survival.  The seedlings were replaced at no additional cost to the project by the Contractor given that this requirement was included initially in the Contract.
4. Capacity building and awareness raising 

· A Contract was awarded to “Bee Event” in order to raise awareness on environmental issues (i.e. energy/water conservation, sustainable management, and reforestation) for young students aging between 6 and 12 yrs old. Launching of the environmental play was held on the 20th of February 2012 at UNESCO Palace in Beirut. A total of 100 theatrical presentations performed in Beirut, Saida, Zahlé, Bekaa, Metn, Keserwan and North before 34,000 students. 

· Training on “Best Pruning Practices for Viticulture” was organized in Deir El Ahmar on the 22nd of March 2012, aiming at helping farmers in the selection of vinegrape variety and pruning methods considering the factors that would affect the productivity and quality of the final products. Brochures on pruning practices were produced and distributed as guidelines. The number of attendees was 24 and the main beneficiaries are vine growers of Deir El Ahmar and surroundings. 
· Another training session was organized on the 15th of May 2012 in Deir El Ahmar targeting “Modern Irrigation Techniques of Vineyards”. The presentations tackled the operation maintenance of the constructed reservoir and introduction of new efficient irrigation techniques. Around 20 farmers and land owners attended the meeting.
· In addition, staff form the MoA, completed a training course on Project Management according to the Project Management Institute (PMI) standards and succeeded in obtaining certificates of achievement. This activity was held within the framework of building the capacity of national counterparts. 
· On the 2nd of February 2013, an awareness raising and training workshop on “the Role of Local Authorities in the Maintenance and Management of Flood Risks” was conducted to the municipalities of Ras Baalback and the neighboring villages under a media coverage involving the Minister of Agriculture, the Ambassador of Spain, the UNDP Resident Representative and all concerned stakeholders. The event was organized in close coordination with ELARD and MoA. The workshop explained the risks of flood threatening the project area namely Aarsal, Ras Baalback and the neighboring villages and introduced the mitigation measures to be adopted by the local authorities through the structures constructed by the project. Around 30 people attended the event including local actors, head of municipalities or representatives 

Using the Programme Results Framework from the Project Document / AWPs - provide details of the achievement of indicators at both the output and outcome level in the table below. Where it has not been possible to collect data on indicators, clear explanation should be given explaining why. 

	
	Achieved Indicator Targets
	Reasons for Variance with Planned Target (if any)
	Source of Verification

	Outcome 1
   Flood risks management and soil conservation in Ras Baalback
Indicator: 1. Number of established walls and reservoirs   2. Reduced flow of flood water in Ras Baalback   3. Increased land cover to 3 hectars in Ras Baalback
Baseline:     One pilot flood management plan implemented over a small area (20 Km2) 
Planned Target:   1. Construction of at least 100 stone walls and excavation for at least 10 collection reservoirs  2.Increased land cover area of 3 hectars in Ras Baalback    3.At least 2 public awareness and capacity building campaigns for target municipality
	105 stone walls constructed

Flood reduction measures completed including 13 large reservoirs

5.7 Ha of land reforested in Ras Baalback
	
	Photographs

Satellite images

Land surveys/maps

Site visit reports

	Output 1.1 Restoration of livelihoods in conflict-affected & poor rural areas in North Bekaa
Indicator  1.1.1  Construction of stone walls and reservoirs 

Baseline:   Lack of baseline data on soil and topography
Planned Target:   1.Data collection and mapping of target area   2.Modeling of target watershed and map generation for construction sites  3.Constructions of stone walls and excavations for runoff water control and management 
	105 stone walls constructed

Flood reduction measures completed including 13 large reservoirs


	Relocation of some of the walls, in addition to modifications in the locations and sizes of some of the reservoirs due to security constraints in the project area
	· Land surveys/maps

· Photographs 

· Note design of walls

· Surveys/photos of constructions
· Site visit reports



	Output 1.2 Improving land and water management to reduce risks and damages caused by flash floods in Baalback-Hermel area 

Indicator  1.2.1 Reduction in water surface runoff and soil erosion, as well as  forested areas increased
Baseline:   Reduced vegetation leading to erosion and surface runoff
Planned Target: 1. Forestation with wild fruit trees in soil erosion sensitive areas and protection of planted area from grazing 2. Extension of the irrigation net in Deir El Ahmar
	5.7 Ha of land reforested in Ras Baalback
	
	· Photos of planted site

· Design plans/maps

· Photos of irrigation sytems

· Field visits



	Output 1.3  Sustainability ensured, capacity built and public awareness raised
Indicator  1.3.1 Awareness raised, capacity built and municipalities trained 
Baseline:   Reduced vegetation leading to erosion and surface runoff
Planned Target: 1. Raising public awareness on soil conservation and flood prevention and control 2. Training municipalities in maintenance of constructed structures, water reservoirs 3. Capacity building and empowerment of target municipality to ensure sustainable maintenance of walls and reservoirs.
	· 2 technical trainings conducted attended by over 50 persons

· Awareness raising play held for school children.  Over 100 theatrical presentations held and 34,000 children saw the play.


	
	· Photos

· List of attendees

· Workshops/trainings

· Brochures




iii) Evaluation, Best Practices and Lessons Learned

· Land ownership: Land ownership is a serious problem in North Bekaa region. The project faced the issue of identifying the land owners and getting their approval for the use of the land to construct reservoirs for flood mitigation. The process of identification of owners is very tedious since these are almost abandoned and un-delimited lands and ownership has been passed from generation to generation without clear documentation.  The approval process also resulted in delays in project implementation.  The concept of flood mitigation is new in the area.  Accordingly, it took a certain length of time to explain to owners the objectives of the project in order to acquire the acceptance of some of them. 

· Political and Security Situation in the Project Area: Due to the escalation in the security situation along the Lebanese-Syrian border especially in the project area, some of the project activities were adversely affected: certain reservoirs as well as wall structures are very close to the border and visible in a way to form an easy military target; thus, the project, while carrying on with the reservoirs excavation and walls construction works in the non-exposed border locations, studied other alternative to be implemented before the project deadline allowing enough time to complete the excavation works in other identified locations away from the danger zone, and which will maintain the efficiency of the flood risk reduction system as a whole. 
In the case of the wall structures, the relocation is much easier and the works are much less time consuming than the excavation works. According to the security situation, the changes are mainly related to the relocation of some of the flood walls to downstream areas which does not reduce the efficiency of the flood mitigation measures. The reservoir designs remained the same although the security situation resulted in some delays in execution but did not affect the overall time frame of the works. Plan B was not a complete change in approach in the project design or timeframe.  

· Changes of the forestation plot:  The selection of planting sites has been strongly influenced by the capacity of the municipality of Ras Baalback to protect the planted areas from grazing herds.  Overgrazing is a major problem.  Plots were selected close to Ras Baalback with a possibility to be viewed from the village.  Remote areas could not be planted because the municipality lacked the capacity to guard the planted trees. 
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ii) Indicator Based Performance Assessment:








� The term “programme” is used for programmes, joint programmes and projects. 


� Strategic Results, as formulated in the Strategic UN Planning Framework (e.g. UNDAF) or project document; 


� The MPTF Office Project Reference Number is the same number as the one on the Notification message. It is also referred to as  “Project ID” on the project’s factsheet page on the � HYPERLINK "http://mdtf.undp.org" ��MPTF Office GATEWAY�.


� The MPTF/JP Contribution is the amount transferred to the Participating UN Organizations – see � HYPERLINK "http://mdtf.undp.org" ��MPTF Office GATEWAY� 


� The start date is the date of the first transfer of the funds from the MPTF Office as Administrative Agent. Transfer date is available on the � HYPERLINK "http://mdtf.undp.org/" ��MPTF Office GATEWAY�


� As per approval of the original project document by the relevant decision-making body/Steering Committee.


� If there has been an extension, then the revised, approved end date should be reflected here. If there has been no extension approved, then the current end date is the same as the original end date. The end date is the same as the operational closure date which is when all activities for which a Participating Organization is responsible under an approved MPTF / JP have been completed. As per the MOU, agencies are to notify the MPTF Office when a programme completes its operational activities. Please see � HYPERLINK "http://mdtf.undp.org/document/download/5449" ��MPTF Office Closure Guidelines�.   


� Financial Closure requires the return of unspent balances and submission of the � HYPERLINK "http://mdtf.undp.org/document/download/5388" ��Certified Final Financial Statement and Report.� 


� Note: Outcomes, outputs, indicators and targets should be as outlined in the Project Document so that you report on your actual achievements against planned targets. Add rows as required for Outcome 2, 3 etc. 
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