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Annual Narrative Report 2008
I. Purpose
· Provide the main objectives and outputs of the project. 
The main goal of the project is to promote social and economic development in North Lebanon, one of the most deprived region as indicated in the poverty report, where social and economic indicators show high levels of illiteracy, especially among women, high rates of unemployment beside low incomes and lesser access to services. In spite of many factors that impede agricultural development such as lack of extension services, difficulty to access credits, high costs of production, there are few niches of production with high potential. By strengthening the integrated channel (breeding / dairy products) including downstream and upstream activities and targeting not only breeders but also small-scale industrialists involved in the processing phase, the project aims at improving quality of local productions and increasing competitiveness.

The Project outputs can be summarized as the following:
· Restoring the rural households’ income through the implementation of a recovery program aiming at overcoming agriculture losses. This is achieved through a series of training and technical assistance for breeders and small scale dairy industries engendering various activities for improving the production
· Revitalizing the breeding sector by enhancing linkages between different stakeholders and various level of producers
· Enhancing small scale dairy units by improving the quality of their production and ultimately increasing its capacity always through ensuring the production in a safe and healthy environment. This is achieved by 1) the capacity development tailored programme addressing the specificity of dairy production in the North involving municipalities, cooperatives and local associations, and 2) upgrading processing units at RMF to enlarge its pooling capacity. 
· Explain how the project relates to the LRF Terms of Reference, including issues being addressed through the project. 
July 2006 war resulted in massive destruction of infrastructure and services. Agriculture workers already rated among the poorest in the country, suffered from huge losses resulting from the interruptions in harvesting, difficulty of marketing and destruction of facilities. This has resulted in a decline in living conditions and loss of income and revenues for a significant group of the population in North Lebanon. RMF, given its extensive experience in the North and the agricultural sector, had the comparative advantage to develop and implement this specific project on “Strengthening the dairy production channel in the North” prioritizing war affected agricultural workers/farmers/small industries; thus leading to economic development through job creation in SMEs. Although the project upgrades the production capacity of three dairy centres located in North Lebanon, however a larger number of cooperatives were targeted by the capacity development and technical assistance components. These centres, once operational in their full capacity, they will contribute to the reinforcement of this channel ultimately leading to restoring the war losses. On another hand, supporting the forage production will help improve the quality of the milk and reduce the costs of production of milk.
This program meets the priorities set by the government in a region where agriculture and agro food processing are major sectors to promote social and economic development in North Lebanon. 
· Indicate the main implementing partners, their roles and responsibilities and their interaction with Participating UN Organizations.

To achieve the above mentioned goals, each party UNDP and RMF carry out their perspective responsibilities in accordance with UNDP policies and procedures. 
RMF is designated as the NGO executing agency for the project. UNDP is following the HACT (Harmonized Approach for Cash Transfer) as a modality of implementation of this project.  RMF is responsible for managing, controlling and monitoring the project implementation at the field level. The main responsibilities are as the following:
· Planning all project activities; preparing/ approving the tender documents for each activity; opening the offers; selecting / approving the selection of the best offer; monitoring the progress of activity implementation; approving payments; reporting any problems, concerns, pending issues, or anything else that needs continuous follow-up; and coordinate between and among the project stakeholders and beneficiaries.

· Providing new technologies (microchips) for farmers in order to manage their herds.

· Providing artificial inseminations facilities for genetic amelioration of their herds 

· Providing better quality of forage crops at lower cost by linking them to another project implemented by RMF in Akkar region.

· Collecting milk from the farmers of Danniyeh and Akkar regions using a refrigerated truck (Five tanks are disposed in order to facilitate the collection); milk is transported to the Dairy processing unit at RMF Zgharta.

· Purchasing the milk production from farmers
· Facilitating the necessary tasks for quality control of their production through access to RMF laboratory.
RMF is responsible for managing the project and providing overall support to achieve its intended outputs and results. RMF is thus accountable to UNDP for all resources allocated by the latter, whether their source is UNDP or cost sharing. This accountability calls for very concrete capacities in the administration technical and financial spheres. RMF retains overall responsibility for the execution of the project and shall be responsible for any bound by any contracts signed by the UNDP RR on behalf of the executing agency and upon its request, for the procurement of goods and services and for recruitment of personnel for the programme.

The UNDP NGO execution modality prevails, with the support of the UNDP country office. UNDP will ensure technical substantive expertise available to the programme for coordination and implementation. 
II. Resources 

Financial Resources:

· Provide information on other funding resources available to the project, if applicable. 

Not applicable 

· Provide details on any budget revisions approved by the LRF Steering Committee, if applicable.

Not applicable 

Human Resources: 
Refer to Annex 2 to see the organigram of the NGO Project Management Unit.
The national staff members engaged in the project implementation in the field level are the following:

· Project director

· Accountant

· Secretary

· Production manager

· Animal production manager

· Technician for maintenance
III. Implementation and Monitoring Arrangements
· Summarize the implementation mechanisms primarily utilized and how they are adapted to achieve maximum impact given the challenging operating context. 
As mentioned above, RMF is implementing the project and all related activities; as such it is ensuring the proper management of the project by constant field presence in the target area through its field coordinator. RMF liaises closely with UNDP for the development of project work plan, monitoring the progress and substantively reviewing progress towards achievements.

It should be mentioned that many factors delayed the start up of the project implementation mainly the sporadic internal clashes that lasted for more than four months in North Lebanon between “Jabal Mohssen” and Bab El Tebbaneh” and other regions in Akkar the target area of the project. This created a real challenge to RMF to resume the project activities mainly the capacity development sessions. Thus, UNDP was keen on following up closely the implementation of this project. Below is the detailed implementation processes followed by RMF: 
· Holding meetings with consultants for implementation of new dairy plant, and with local stakeholders for the identification of the dairy cooperatives working in the region and assessing their needs accordingly. 
· Arranging for all needed public and legal documentation for the cooperatives and the small scale industries 
· Developing and conducting training packages as per assessed needs and ensuring access to RMF production facility of on-the-job training 
· Preparing of presentations and handouts of the training sessions 

· Holding follow up and technical meetings with dairy production stakeholders
· Conducting field visits to Dairy units to oversee the implementation and assess the needs  

· Providing technical assistance and field surveys for evaluation of progress
· Provide details on the procurement procedures utilized and explain variances in standard procedures. 
Given that this project is following the HACT modality for the implementation, the executing NGO is applying pertinent procurement rules and regulations. It will safeguard the principles of highest quality, economy and efficiency and that the placing of such orders will be based on an assessment of competitive quotations, bids, or proposals unless otherwise agreed by UNDP. RMF is maintaining complete and accurate records of equipments, supplies and other assets purchased with LRF-UNDP funds and will inventories. RMF is seeking UNDP’s prior approval on most of the procurement actions for transparency and accountability. However, RMF used its own procurement rules and regulation for the implementation of the project, as detailed in Annex 1
If needs be, UNDP shall make every effort to assist the NGO in clearing all equipments and supplies through customs at places of entry into the country where project activities are to take place.

· Provide details on the monitoring system(s) that are being used and how you identify and incorporate lessons learned into the ongoing project. 
In order to monitor the project progress and control the flow of implementation of the project; the PMU holds meetings on a bi-weekly basis or whenever deemed necessary to discuss the development of the project preparation, implementation and progress against the workplan and to take decisions whenever needed.

The agreed upon monitoring system for this project is similar to all other project managed and implemented by UNDP. As such, the following actions are taken to ensure the proper implementation of the project and the re-alignment to specific objectives if need be:

· Quarterly reports: RMF prepares quarterly progress reports and work plans in addition to annual reports and other reports as required by UNDP and LRF committee in Beirut. 
· Field visits: UNDP accompanied by RMF committee members conduct periodic field visits and spot checks as indicated in the HACT procedures/regulations. 

· Audit plans: the project is part of the HACT audit planned to take place in second quarter of 2010. The audit will be carried out by qualified audit firm, which will produce an audit report and certify the financial statement. However, all project expenditures are inspected and checked by UNDP programme and finance departments before the advancement of a requested cash transfer. 

· Periodic meetings: UNDP holds periodic meetings with RMF to substantively assess the progress of the project and advise on future steps and rectification if needed. 

All of the above contributed to an in-depth follow up of the project implementation facilitating the corrective measures to be taken if amendment of specific activities is required. This is logged as a lesson learned in the quarterly report submitted to UNDP. 

· Report on any assessments, evaluations or studies undertaken.
As an introductory mandatory step before utilizing the HACT modality with an NGO, KPMG conducted micro assessment for RMF.

IV. Results 

· Provide a summary of project progress in relation to planned outcomes and outputs; explain any variance in achieved versus planned outputs during the reporting period. 
· Report on progress made toward the achievement of specific medium-term outcomes of the project as a result of the achieved short-term outputs during this reporting period. 
· Report on the key outputs achieved in the reporting period including number and nature of the activities (inputs), percentage of completion and beneficiaries. 
Needs assessment was conducted by RMF at the early stages of the project implementation to determine the needs of the farmers in terms of identifying common problems and best solution, required technical assistance, needed development projects in order to improve their production.

Planning and implementation of a new dairy plant 

In order to develop the plan for the construction of the upgraded production unit, RMF consulted with technical entities to provide them with the detailed studies for the construction of the plant. 

A “Guidance Document for the construction of a new Dairy production Plant” was prepared by Apave and submitted to RMF for the implementation of the new Dairy production Unit in Mejdlaya within RMF campus.
This technical report was used a guide  including the following main topics:
i. General requirements for Dairy Factory 

ii. Plant Area specifications

iii. Building Services

iv. Production Equipments per section

v. Construction Specifications

vi. Specifications of each section

vii. Codes and Regulations

Maps, BOQ, plant design and Term of References were then prepared by Dar Al Handassa (a Consulting Engineering Firm) and submitted to RMF. Actual construction works had started at the selected site in Mejdlaya by the end of 2008.

Rehabilitation activities
Assessment of Coops and small-scale dairy industries needs had been achieved in 8 villages in Akkar and Zghorta regions: Tikrit, Aabdeh, Kobayet, Tal Abbas, Kweichra, Meryata, Akkar El-Aatika and Mejdlaya.

Assessment reports of the fact-finding investigation were prepared. They include the following information:

- General description of the dairy unit which include: location and size of the unit, hygiene of surrounding area, divisions, infrastructure and utilities, offices and vehicles.

- Number of operators and their educational and technical qualifications.

- List of products and accessed markets. 

- Technical evaluation of the dairy unit including the list of processing and laboratory equipments.

Training sessions were then tailored according to the identified needs using the on-the-job training mechanism and larger training workshops. 
Intensive one day session: Training subjects are defined according to the cooperatives and farmers needs. The logistical preparation are prepared and provided by RMF. 
So far, 26 intensive one-day sessions has been conducted for 9 small-scale dairy industries and farmers benefit more than 160 individuals.

Animal Production 

· Field surveys

RMF staff had conducted several visits benefiting 60 growers from 17 different villages (Annex 3).
Different topics are discussed with farmers:

- Reproductive process
- Heat detection and time of insemination

- Artificial and natural insemination

- Pregnancy and calving

- Farm construction

- Farm Hygiene

- Alimentation

- Feasibility study (creation of new farms)
- Artificial Insemination

 In order to ameliorate the genetic characteristics (milk and meat production improved) of the herd, Artificial insemination had been done to 139 cattle’s belonging to 12 farmers from 5 villages. (Annex 4)
- Forage Sales

 In order to increase the productivity and decrease the production cost, RMF linked the farmers to the Forage Production Project implemented in Akkar aiming to provide them with good quality of forage at lower cost.

- 50 farmers from 35 villages benefited from forage sales (3.712, 818 tones of forage)

(Annex 5) 
· Veterinary pharmacy

RMF had assisted the cattle’s breeders’ cooperatives in creation of veterinary pharmacy.

The veterinary pharmacy provides the farmers with many technical advices and diagnosis on animal diseases (free of charge) and also proposes them the adequate medicament for the livestock (low price).

18 farmers from 7 villages have benefited from this facility.

 (Annex 6) 

· Intensive one day session

 11 sessions have been conducted by a university Doctor lecturing topics about breeding of calves, feeding of cows, raising new born calves, controlling the quality of milk. 

The total number of beneficiaries is: 165.

· Milk Collection

Due to the facilities provided by RMF (collect tanks/collect truck) milk is collected from 45 farmers in the different villages of Akkar, Danniyeh and Zgharta and quantities are as follows:

· 60.23 tones of milk during July 2008 

· 63,520 tones of milk during August 2008 

· 65,669 tones of milk during September 2008 

· 66.753 tones of milk during October 2008 

· 74,820 tones of milk during November 2008 

· 82,016 tones of milk during December 2008 

· Explain, if relevant, delays in project implementation, the nature of the constraints, lessons learned in the process and actions taken to mitigate future delays. 
As explained above, delaying factors varied from political instabilities (namely the May clashes in Beirut) to programmatic ones. The implementation phase was affected by the critical political and security conditions Lebanon is passing through. This has imposed on RMF restrictive measures especially that the subject project targets North Lebanon were many clashes had erupted. The repercussions of the unfortunate May 2008 incident echoed throughout the following months and halted the operations for at least two months. The rainy weather had also impeded the construction of the upgraded milk processing unit.
· List the key partnerships and collaborations, and explain how such relationships impact on the achievement of results. 
RMF relied on their extensive network in the target area and worked with the local community representatives and groups to ensure the sustainability of the project. Moreover, linkages with and between the operating NGOs and cooperatives in the North ensured a better planning and cooperation for better results. RMF also engaged two private sector companies in the investment of the produced milk and other dairy products.  
V. Future Work Plan  
· The proposed activities for the coming period are summarized in (Annex 7)
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