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Lebanon Recovery Fund
ANNUAL programme NARRATIVE progress report 
REPORTING PERIOD: 1 january – 31 December 2010
	Programme Title & Number
	
	Country, Locality(s), Thematic Area(s)


	· Programme Title: Flood Risks Management and Water Harvesting for Livelihood Recovery in Baalback-Hermel (Phase I & II).
· Programme Number 
· MDTF Office Atlas Number: 65549; 65557
	
	Baalback-Hermel region

Flood I: Aarsal and Fakeha villages

Flood II: Ras Baalback village


	Participating Organization(s)
	
	Implementing Partners

	UNDP

	
	· Ministry of Agriculture

· Ministry of Water & Energy

·  Municipalities of Aarsal,  Fakeha and Ras Baalback


	Programme/Project Cost (US$)
	
	Programme Duration (months)

	MDTF Fund Contribution:  

· LRF-funding: 
	Flood I:
$ 2,834,881

Flood II:
$ 3,800,000
	
	Overall Duration
	

	Agency Contribution

· by Agency (if applicable)
	
	
	· Start Date: 


	Flood I: 7 Nov 2007

Flood II : 26 Sep 2008

	Government Contribution
(if applicable)
	
	
	End Date or Revised End Date

	· Flood I: May. 2010

· Flood II: Dec 2011



	Other Contribution (donor)

(if applicable)
	
	
	Operational Closure Date

	

	
	TOTAL: 6,634,881 USD
	
	Expected Financial Closure Date
	


	Programme Assessments/Mid-Term Evaluation
	
	Submitted By

	Assessment Completed  - if applicable please attach
     Yes          No    Date: __________________
Mid-Evaluation Report – if applicable please attach          
      Yes          No    Date: __________________
	
	· Name: Jihan Seoud
· Title: Programme Analyst/OIC
· Participating Organization (Lead): UDNP
· Email address:


NARRATIVE REPORT FORMAT

Abbreviations and Acronyms

ACSAD: 

Arab Center for Studies in Arid Zones and Drylands

ARDA: 

Aarsal Rural Development Association
CO: 


Country Office

DIM: 


Direct Implementation

DRM


Disaster Risk Management 
GIZ: 


German Society for International Cooperation.

LRF: 


Lebanon Recovery Fund

MoA: 


Ministry of Agriculture
MoE


Ministry of Environment
MoEW: 

Ministry of Energy and Water

PMU: 


Project Management Unit
UNDP:

United Nations Development Programme
I. Purpose
The project aims at assisting the Government of Lebanon in its recovery efforts in the conflict-affected and desertification-prone region of Baalback – El Hermel through better land management practices, namely: flood risk reduction, restoration of vegetation cover and improved availability of irrigation water needed to increase crop productivity and improve standards of living.  This will be achieved through the construction of stone walls, check dams and water collection reservoirs to prevent runoff water from reaching villages and farms and through the restoration of land cover to reduce soil erosion. The objectives related to water management will be achieved through construction of several membrane-lined reservoirs to collect unused water from springs, rainfall and snow melts and through installation of water-use efficient irrigation networks and systems that will be used by local farmers to improve their crop diversity and productivity.

The project objectives will be met through the following outputs:

1- Coordination and linkage with on-going projects established and strengthened

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

3- Water for irrigation harvested, managed and made available to farmers

4- Land cover in risk areas increased and soil erosion reduced

5- Sustainability, capacity building and public awareness
The expected outcomes from the current project particularly those related to water harvesting, increased vegetation cover and higher productivity will serve very well the national efforts and plans aiming at  combating 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 area.
The Ministry of Agriculture is the main national project partner responsible for the supervision and execution of the project through the National Action Programme to Combat Desertification project already established at the Ministry.  The local municipalities and communities in the region are the project stakeholders and will be involved in the project activities.  The Ministry of Energy and Water and GIZ will be involved in technical information sharing and coordination of the project, while ACSAD will have a technical backstopping role for the flood management component of Phase I and the consulting firm Earth Link and Advanced Resources Development (ELARD) for Phase II.
II. Resources 
Financial Resources:

All the project’s funds were provided by the LRF. The Ministry of Agriculture is hosting the project, it is providing the offices and other running services but without any in cash contribution.  
Human Resources:
National Project Staff:

· 1 project manager 
· 1 Project assistant

· 2 Field engineers 

· 1 part-time GIS expert

· 1 part-time communication expert 

· 1 part-time graphic designer 

· 1 driver

International Staff: 

· One international consultant (international SSA contract expired on the 31st of July 2010). 

Interns:

· Communication intern for 2 month
III. Implementation and Monitoring Arrangements

The Project is executed under the UNDP Direct Implementation Modality (DIM), whereby UNDP acts both as the implementing and the executing agency.  For the day-to-day management of the project, the UNDP CO has set-up a Project Management Unit (PMU). The PMU works under the direct supervision of the UNDP CO, and in close collaboration with the donor, the Lebanese Government, the local direct and indirect beneficiaries, as well as with the international team of experts and the local contractors recruited for this project.  The PMU is based at the Ministry of Agriculture (MoA) which provides offices and running services, such as telephone and internet connection.  The Ministry of Agriculture also ensures that the project’s work is in line with national activities in the region and coordinates the work at the policy level.  
On the other hand, the project supports the MoA in implementing the National Action Plan to Combat Desertification through the promotion of sustainable land practices. Other then flood risk the PMU is working with MoA on activities related to grazing management for the protection of reforested trees. The PMU is coordinating closely with the Ministry of Energy and Water (MoEW) and sharing information related to the execution of the different project activities.  This coordination has lead to the inclusion of floods in the new draft water strategy of the MoEW. The project has also partnered with the Ministry of Environment (MoE) through its GEF/Government of Lebanon funded reforestation project.  The Flood project is testing new reforestation techniques using new planting protocols and “solid water” irrigation technologies. The results from the green cover component of the project will feed into the reforestation strategies of the MoE.  
The PMU is led by a full time national Project Manager and is supported by the required national professional and administrative staff as well as national and international consultants. The UNDP CO is responsible for monitoring the progress towards intended results, and for ensuring high-quality managerial and financial implementation of the project, including the responsibility for ensuring proper use of administrated funds to assigned activities, timely reporting of progress (quarterly progress reports), as well as undertaking of mandatory and non-mandatory evaluations. The UNDP CO follows up with the PMU on a semi-weekly basis on project implementation issues and undertakes annual tripartite review meetings. Furthermore, the procurement of goods and services and the recruitment of personnel are effected in accordance with UNDP standard guidelines, procedures and regulations.
IV. Results 

The actual start date for the project’s activities on the ground was on 01 February 2008 following the signature of the project document by national counterparts.  With the approval of the Lebanon Recovery Fund of the Phase II of the Flood Project that targets the watershed of Ras-Baalback covering an area of approximately 250m2, a new UNDP project document was developed encompassing both phases of the project.  The two watershed with a targeted by the projects and of a total area of 345 km2 (3.3% of the Lebanese territory) can be found in Annex 1. Both phases of the flood projects comprise a larger programme on flood management in the Bekaa region.  Accordingly, reporting will include progress on both projects in the same reports.  

During the current reporting period for year 2010, the remaining works under Phase I of the project were continued and the preparations for launching Phase II of the project were initiated.  Overall, within Phase I of the project, the project completed the building of the smaller flood structures (walls and bunds), undertook capacity building exercises and completed 80% of the large flood management excavations and the water reservoir (in Deir El Ahmar).  In addition, reforestation activities were completed in Arsal area.  As for Phase II of the project, a consultancy firm was hired to design the flood management structures in Ras Baalback, which were completed but not finalized by year end given that many technical issues remained to be confirmed with the different ministries and partners on the ground.  Furthermore, an expression of interest was launched for the selection of qualified contractors to undertake the excavation works in the second phase.. 
Progress on outputs

1.  Project Management and Coordination

·  Project management is being undertaken on a full time basis by the PMU.   This involves project administration, field visits to Aarsal, Ras Baalback and Deir el Ahmar, supervision of and support to consultants and contractors, meetings with stakeholders and resource mobilization. The previous project manager left in October 2009 and  a new project manager was recruited in late 2009.

· A Project Board Review Meeting (PBRM) was undertaken in the presence of concerned stakeholders and the Minister of Agriculture H.E. Dr. Hussein el Hajj Hassan. The PBRM is a meeting of all project stakeholders to discuss the progress of the project and the activities of the coming year.  As a new Minister at MoA, H.E. was presented with a full briefing on the project and its progress from its inception until his taking of office.   The Minister showed keen interest in the project and expressed his desire for new flood projects covering other watersheds in the region.  The Minister requested and was given, with his advisors, regular quarterly briefings on the progress of the project.

· Partnerships were initiated with MoE, MOEW, Green Plan, and CDR.  These will be discussed below under the relevant sections.

· A visit by the MoA international projects inspectorate was undertaken to Aarsal and Ras Baalback to check the work on site. The site visit was preceded by a meeting between the project manager and the international projects inspector at MoA.

2. Flood Risk Management and Reduction 

Phase One

· Given that the flood risk management structures in this phase had already been designed by ACSAD and the works were completed by the contractors (8 reservoirs with a total of 330,000 m3 capacity and 161 walls were completed – refer to Annex 3 Pictures 1 to 4), only capacity building activities were undertaken by the project during early 2010.  

· ACSAD provided hands-on training to the municipality members throughout the project for the up keeping and maintenance of the structures.  A workshop was undertaken for the members of the flood committee, four people, were present during the selection of land, the design process and the implementation. The land owners, around 24, were given face to face awareness raising on the importance of flood mitigation. Finally, a workshop on the maintenance of flood structures was given by ACSAD and the PMU team for 28 people including, farmers, land owners, and representatives from the municipality. (Annex 3, Pictures 9 and 10)

· A Caterpillar 320 DL excavator was purchased through a process of international bidding and has been provided to the Municipality of Aarsal in a media covered handover event involving the Minister of Agriculture, the Ambassador of Spain, the UNDP Resident Representative and all concerned stakeholders. The excavator will allow the Municipality of Aarsal to undertake maintenance works on the flood structures.  The event included a site visit of built structures and reservoirs where a detailed explanation of the project and its achievements was given to those present. (Annex 3, Pictures 11 and 12)

Phase Two

· An international bidding process was launched for the modeling of the watershed in phase II and the contract was awarded to Earth Links and Advanced Resources Development ELARD.  The PMU provided very close support to ELARD through provision of data, verification of assumptions and review of designs.  Joint field visits were undertaken in order to gather site data and fieldtruth findings.

· The design of reservoirs and walls for Phase II has been finalized and field truthing is ongoing. 13 potential sites identified and specifications developed.  Given the issue related to land ownership, all the reservoir selected were located in the public domain such that there is no need for compensatory payments for expropriation of land.  The large reservoirs were subdivided into smaller basins.  This design will reduce the maintenance costs and improve the efficiency of the system.  The first basin will act as a stilling basin and will take most of the sediment load without spreading it to the rest of the reservoirs.  The water flowing out of the first basin will have lower solid content and will accordingly cause less blockage of the soil in the subsequent basins and thus will not reduce water infiltration. (Annex 3, pictures 17 to 20)

· Based on the designs developed for the reservoirs, an international invitation for expressions of interest was launched by UNDP on both its national and international websites.  10 EOIs were received and evaluated; however the full invitation to bid will be launched in 2011.  

· An invitation to bid was launched for the purchase of a tractor and a wheeled loader for maintenance of the flood management structures for the municipality of Ras Baalback.  Bids were received and a best supplier selected, based on UNDP procurement rules and regulations.

· The objectives of the flood project, in Phase 2, were expanded from the construction of infrastructure to a wider scope including institutional capacity development and non-structural measures.  A historical perspective on all types of flood in Lebanon is being gathered through research and a timeline, starting 1293 A.D, has been drawn. This will help the project understand if there are changes in the flood patterns overtime.  So far the timeline shows an increase in the frequency of flooding.

· A cost assessment of direct flood damages has been done through data collected from the published records of the Lebanese Higher Relief Council.  It has been estimated that the direct costs of one flood event in Aarsal and Fakeha is equivalent to 2.5 M US$. The investments in infrastructure of the flood project have a return on investment (ROI) of just 2 years.

· Improving green cover is one of the tools used in reducing flood risks and consequent damages.  Increasing the green cover is strongly hindered by overgrazing.  Accordingly, there is a need to address the issues related to grazing prior to reforestation.  Consequently, the PMU has initiated grazing related work on several fronts. It has started collaboration with the Development Studies Association (DSA) and specifically through their GEF Small Grants Fund project on promoting the concept of inter-cropping for herdsmen.  A presentation to the MoA staff was done by experts from the DSA.  Further to the presentation, work was initiated between UNDP and MoA on grazing.  A joint field visit was undertaken to Ras Baalback and Aarsal in order to assess the area for a joint project on sustainable grazing. The flood project has selected an area of land for a grazing demonstration plot in cooperation with the MoA.  MoA will provide seeds and the rest of the work will be undertaken by UNDP.

· A program of capacity building was initiated by the project.  Accordingly, a 5 day training involving Ministry staff on flood modeling was organized by the project.  The project site engineer, is preparing a note on wall structures in flood risk management based on a review of literature and field experience. 

· The Disaster Risk Management (DRM) program of UNDP is working on institutional responses measures to flood and other risks.  The project is coordinating closely with the DRM on assessing the scope of flood risks on the national level.  An expert will be hired to develop a national flood risk map based on a desk review and field assessments. The PMU prepared disaster scenarios for flash, river and urban floods.  These scenarios will be used to develop standard operating procedures for the Army, Security Forces, the Red Cross and others on response to floods in the different regions.

· The PMU co-organized with MoA and AARDO the workshop entitled “Water Harvesting Techniques and Practices and their Role in Enhancing Rural Livelihoods” held between September 26 and October 2nd 2010 to exchange to exchange and learn from the experience of the AARDO member countries. 40 participants from 15 different countries were present in the event.

· UNDP opened strong venues of cooperation with the Ministry of Energy and Water (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. 

3. Water harvesting for extending irrigation periods (only Phase I)
· In 2009, the construction of a reservoir in Deir el Ahmar with a capacity of 33,000m3 was contracted through an international bidding process to a Lebanese contracting company, Farhat Group.  Weekly follow-up of the construction of the reservoir in Deir el Ahmar has been done by the PMU with some modification of design due to constraints on the terrain.  The reservoir is currently in its final stages of construction (Annex 3, Pictures 13 to 16)

· The project also supported local framers to secure piping to upgrade the usage of an existing pond and improve its efficiency.  The pond was fed by an earthen channel leading to major losses in water.  The project provided a polyethylene pipe that carries water from a main feeding channel to the reservoir.  This has increased the irrigation potential of the reservoir.

4. Land Cover Increase and Soil Erosion Reduction 

Phase I
· A soil erosion susceptibility map was developed by the project team and provided to the Aarsal Municipality, ARDA and the Ministry of Agriculture.  Site selection for planting of trees was based on the erosion map, the possibility for protection from grazing by the municipality and land ownership.

· 20,000 seedlings were produced by the local NGO ARDA and planting of 15,000 seedlings was undertaken. (Annex 3, Pictures 5 and 6)  The number of seedling was reduced from 20,000 due to unavailability of proper planting areas.  Close follow-up was insured by the PMU. (Annex 3, Pictures 7 and 8)

· Maintenance of the seedlings was delegated to the municipality of Aarsal to ensure sustainability of the work.

Phase II

· The selection of lands suitable for reforestation was finalised for Phase II.  This was based mainly on the development of a soil erosion map that was prepared by the project GIS expert.  This was overlaid with a land ownership map in order to identify the most suitable areas for reforestation.
· A partnership has been created with the Ministry of Environment (MoE) reforestation project for testing new reforestation protocols.  The specifications manuals for reforestation of the MoE and MoA stipulate the planting of seedlings that are at least 18 months old.  The practice has shown to be unsuccessful due to the curling of the root ball around the stem and the subsequent death of the tree.  The two projects are testing the use of seedlings that are only 6 -8 month old.  The projects are also testing “solid water” irrigation techniques. “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. The aim of these pilot tests is to contribute to cost reduction and the improvement of the efficiency of reforestation projects.  Reforestation is a costly endeavor due to the need for heavy works during planting and for irrigation at least for the first two years.  The project is testing reforestation techniques using seeds and not seedlings. Seeds require minimal labor and no irrigation systems.
· A bid for reforestation was launched but cancelled further to the receipt of only one and technically non-compliant bid.  Requests for bids to be modified and re-launched.

· A tractor and a 4000L cistern equipped with 2 pumps will be donated to the municipality of Ras Baalback to ensure maintenance of the reforested plots, based on a needs assessment of the local community.
· Preliminary talks have been engaged with the herders in Ras Baalback and Aarsal in order to try to find a solution to the problems of overgrazing affecting reforestation 

5. Capacity building and awareness raising 

· A communication strategy was initiated by the Flood Project.  It includes dissemination of information to all levels of stakeholders from decision makers to local communities.

· An informative calendar including the flood project was designed, printed and distributed.  It has been noticed by the PMU that the calendar has been used by many and it has helped raise the awareness of the different stakeholders on the flood project.

· A documentary on the UNDP Sustainable Land Management (SLM) program with the Ministry of Agriculture, including the flood project was produced.  The documentary is being used to raise the awareness of the different stakeholders.  Latest it was projected during the World Food Day events organized by the FAO and the LRF donors meeting

· Continuous meetings and hands on training was done by the project team for all stakeholders.  This included members of the agriculture coops, Municipal board members and farmers.  Meetings regarding Phase II were initiated with the municipality of Ras Baalback who is currently involved in each decision made by the project in order to ensure local support and sustainability of the activities of the project

· The project actively participated in World Food Day event with a presentation on the flood project (Annex 3, Picture 27).  Participated to the LRF donors meeting as an exhibitor (Annex 3, Picture 28) and published an article on flood risk was published in the winter edition of a local environmental magazine “Beyond Magazine”.
Implementation Constraints
Land ownership: Land ownership is a serious problem in North Bekaa region.  Selection of land areas for planting trees has been affected by land ownership. The project was faced with 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 process of approval has also taken its toll on time.  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. 

Overgrazing:  The selection of planting sites has been strongly influenced by the capacity of the municipality of Aarsal to protect the planted areas from grazing herds.  Aarsal has the largest herd of sheep and goats in Lebanon.  Overgrazing is a major problem.  Plots were selected close to Aarsal with a possibility to be viewed and wardened from the village.  Far areas could not be planted because the municipality did not have enough capacity to guard the planted trees.
Availability of Data:   the design of flood risk management structure depends on the availability of weather data.  The lack of weather stations in the regions of Ras Baalback and Aarsal resulted in the need to use statistical modeling to develop the data needed in flood modeling.
Capacity of contractors..  The design of the water harvesting pond in Deir el Ahmar is almost unique in Lebanon and does not follow the usual design criteria used commonly for ponds in Lebanon.  The design most commonly used is a dug area of land covered with a lining membrane. The design of Deir el Ahmar is, first, unique in the fact that the pond is located on a slope and not in flat lands and this to ensure gravity feed for irrigation and second, the specification include drainage layers on slopes made of porous concrete and gravel. These drainage layers serve to protect the membrane and increase the time that the water is conserved in the pond in case of membrane failure. The design also includes a 13m by 170m dam structure.  The uniqueness of the design and the fact that it has not been done before by contractors has had a major impact on the execution schedule and the need for very close supervision by the PMU and coordination between the contractor and the consultant who has designed the reservoir. 

Partnerships and collaborations

A good partnership is established between UNDP, MoA, ACSAD and GiZ and the Municipalities of Aarsal and Ras Baalback. The project’s working group is meeting whenever needed to discuss all major implementation steps and ensure lessons learnt from the initial pilot project implemented by UNDP ACSAD and MoA in Aarsal are transferred.
Cooperation was initiated with the municipality of Ras Baalback and the decision making process involves the Mayor and the municipal council.  Stronger partnerships were developed with the disaster risk management project, the MoEW and MoE.  The previous partnerships are still kept strong.

V. Future Work Plan 

The projected activities and expenditures for the following reporting period (1 January-31 December 2011) are in the order of 3,236,538 USD divided as follows:

       Remaining Activities





Allocated budget
· Water harvesting and irrigation networking:            

607,201 USD

· Supervision of lake execution by RK


 
 37,928 USD

· Planting of trees and protection (Grant)

  
22,000 USD

· Reforestation (phase II)




200,000 USD

· Collection and planting of seeds


    
2,400 USD
· Design of flood risk management structures 

  
36,250 USD


· Flood strategy for Lebanon




100,000 USD
· Field excavations of water collection reservoirs:    

1,120,000 USD

· Establishment of stone walls and check dams:         

260,000 USD

· Others (F&A, SIOC, Misc..)




372,145 USD
· Equipment Municipality:




250,920  USD

· Salaries of staff & Consultants                                

 227,694 USD

There will be no major changes in the strategy, targets or outputs. 


	
	Performance Indicators
	Indicator Baselines
	Planned Indicator Targets
	Achieved Indicator Targets
	Reasons for Variance

(if any)
	Source of Verification
	Comments 
(if any)

	Outcome 1

Sustainable development through ensuring environmental resources, poverty eradication and better land management.

	Output 1
Restoration of livelihoods in conflict-affected & poor rural areas in North Bekaa
	Indicator  1
Construction of dams, stone walls, and bunds.
	Lack of baseline data on soil and topography
	1.1 Data collection and analysis for soils and topography of target area
	Completed
	
	Land surveys/ mapping and soil analysis
	

	
	
	
	1.2 Modeling of target watershed and map generation for construction sites
	Completed 
	
	Surveys/ photos of construction
	

	
	
	
	1.3 Constructions and excavations for runoff water control and management
	Underway
	
	Surveys/ photos of construction
	

	Output 2
Improving land and water management to reduce risks and damages caused by flask floods in Baaalbek-Hermel
	Indicator  2
Reduction in water surface runoff and soil erosion, as well as  forested areas increased
	Reduced vegetation leading to erosion & surface runoff
	2.1 Identification of soil erosion sensitive sites
	Completed
	
	Assessment of water runoff 
	

	
	
	
	2.2 Nurseries establishment seeds and seedlings production
	Completed
	
	Site visit reports
	

	
	
	
	2.3 Pastures rehabilitation and management b y end of 2012
	15,000 seedlings planted, with more areas planned for 2011-2012
	
	Before and after land cover maps
	

	Output 3
Sustainability ensured, capacity built and public awareness raised


	Indicator 3

Awareness raised, capacity built and municipalities trained
	
	3.1 Raising public awareness on sustainable land management
	Currently in process
	
	Organization of workshops and field visits
	

	
	
	
	3.2 Training local farmers and municipalities in maintenance of constructed structures, water reservoirs
	
	
	
	

	
	
	
	3.3 Capacity building and empowerment of concerned municipalities by Q3 2011
	
	
	
	

	Output 4

Alternative grazing options developed and adopted
	Indicator  4

Change in grazing patterns and activities


	
	4.1 Organisation of grazing activities in target areas and promotion of alternative grazing options.
	
	
	Assessment of grazing activities  
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VIII. INDICATOR BASED PERFORMANCE ASSESSMENT











� Priority Area for the Peacebuilding Fund; Sector for the UNDG ITF.


� All activities for which a Participating Organization is responsible under an approved MDTF programme have been completed. Agencies to advise the MDTF Office. 
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