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About the Evaluation?

Report Language: English
Evaluation Type: Terminal Project Evaluations

Brief Description:

This report is a terminal evaluation ofipten UN En
process as a tool to enhance natural and cultural resources management of the Iraqi
Mar shl ands’ i mpl emented between 2009 and 2016. T

to ensure sustainable development of the Iragi Marshlands, reflecting the u nique historical,
cultural, environmental, hydrological and socio -economic characteristics of the area, in
particular utilizing the World Heritage inscription process as a tool to develop and implement a
management framework.

The evaluation sought to asse ss project performance (in terms of relevance, effectiveness and
efficiency), and determine outcomes and impacts (actual and potential) stemming from the
project, including their sustainability. The evaluation has two primary purposes: (i) to provide
evidence of results to meet accountability requirements, and (ii) to promote operational
improvement, learning and knowledge sharing through results and lessons learned among UN
Environment and main project partners keeping in mind the Green Climate Fund projec t
proposal/concept.
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Table 1: Project Identification Table

UN Environment 000547

PIMS ID:

Implementing External: UNESCO, International Union for Conservation of Nature (IUCN),
Partners Ministry of Health and Environment (MoHE), Ministry of Agriculture (MoA),

Ministry of Water Resources (MOWR), Ministry of Municipalities and Public
Works (MMPW), Ministry of Tourism and Antiquities

Internal: International Environmental Technology Centre (IETC) and UN
Environment West Asia Office

B: Increased understanding and
implementation by public and
private sector decision -makers
of sustainable consumption
and production, including in
sectors such as construction
and tourism, and increased
voluntary initiatives promoting
corporate environmental
responsibility, as well as
prevention of and response to
environmental emergencies,
giving due conside ration to
gender issues.

Sub-programme: Sub-programmes

(2008-2009):

Expected
Accomplishments
(2008-2009)2:

-Resource efficiency
and sustainable
production and
consumption; and

-Ecosystem
management

D: Improved capacity of
countries and institutions,
including financial institutions,
to integrate ecosystem issues
into consideration of their
economic and trade policies
and practices to achieve
sustainable development and
poverty eradication.

UN Environment August 21, 2009 Programme of 2008-2009

approval date:

Work Output(s):

2010-2011

Expected start date:

March 2009

Actual start date:

July 2009 (kick off meeting)

Planned completion
date:

2012 (as per
ProDoc)

(After multip le
revisions 2016)

Actual completion
date:

September 2016

2 Linkage to the Expected Accomplishments of 2010 -2011 has also been established in the project document




Planned project
budget at approval:

USD 3,597,650 (as
per ProDoc)

Actual total
expenditures
reported as of

USD 2197,316°

to the evaluation.

USD 2,369,061 (as November 2018:

per PIMS)
Planned USD484,500 Actual Environment | Although in-kind contributions
Environment Fund (inkind UNEP Fund expenditures | were made, no records verifying
allocation: support) reported: their value were made available

Planned Extra-
Budgetary
Financing:

USD 3,113,150

Secured Extra-
Budgetary
Financing:

USD 2,369,061 (Italian

Government)

Actual Extra-
Budgetary
Financing
expenditures
reported as of 30
September 2016:

uUsD 2,197,316

project phases:

Environmental
Management of the
Iragi Marshlands
Pr o] 2004t2009

project phases:

First disbursement: 2009 Date of financial September 30, 2016
closure:

No. of revisions: 3 Date of last October 27, 2015
revision:

No. of Steering 344 Date of last/next Last: Next:

Committee Steering

meetings: Commlttee 15/03/2016 n/a
meeting:

Mid-term Review/ Not planned Mid-term Review/ n/a

Evaluation (planned Evaluation (actual

date): date):

Terminal Evaluation End of the project Terminal September 2018

(planned date): (2016) Evaluation (actual
date):

Coverage - Iraq Coverage - West Asia

Country(ies): Region(s):

Dates of previous ; Support f| Status of future A project proposal on climate

change mitigation and adaption

covering also Iragi Marshlands
is currently being prepared for

Green Climate Fund.

8 Estimated figure: no single source showing consolidated expenditure for the entire project was made available to
the evaluation. The total actual expenditure figure was calculated by combining the records of actual expenditure
for years 2009 -2014, inclusive, in the December 2015 budget revision and records from November 2018 of actual
expenditure for years 2015v 2018, inclusive.

4 These were organized back to back with coordination meetings in Amman and Bahrain when the beneficiary
country was present (MOE and MOC) and were sometimes conducted remotely via skype since representatives
from the UN Environment West Asia Regional Office was unable to be present in Iraqg.
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EXECUTIVESUMMARY

1. The World Heritage inscription process as a tool to enhance natural and cultural
resources management of the lIragi Marshland (Ahwar in Arabic) project was
implemented between July 2009 and September 2016 by UN Environment in
partnership and close cooperation with the United Nations Educational, Scientific and
Cultural Organization in order to ensure the sustainable development of the Iraqi
Marshlands and was intended to reflect a paradigm shift from ad -hoc and immediate
response to a more sustainable and resilience -oriented response to crisis in a fragile

environment. The inscription is considered ;
the world that a World Heritage dossier is presented of mixed property and serial
nomination.

2. Atthe national level the Ministry of Health and Environment was assigned by the Iraqi
government to manage and supervise the project implementation in cooperation and
coordination with the Ministry of Culture and other ministries and institutions such as
Ministry of Water Resources, Ministry of Agriculture, the Governors Offices,
Municipalities and Local Councils among others.

3. This terminal evaluation sought to assess project performance (in terms of relevance,
effectiveness and efficiency), and determine outcomes and impacts (actual and
potential) stemming from the project, including their sustainability. The evaluation has
two primary purposes: (i) to provide evidence of results to meet accountability
requirements, and (ii) to promote operational improvem ent, learning and knowledge
sharing through results and lessons learned among UN Environment and main project
partners keeping in mind the forthcoming Green Climate Fund project
proposal/concept. No other evaluation was conducted during the lifespan of the
project. The report was prepared in accordance with the UN Environment Evaluation
Office guidelines and was conducted as a desk -based exercise from Amman -Jordan.

4. Despite several security and financial challenges, the project was able to enhance the
capacities of the relevant institutions and personnel, improve linkages and work
relations among national and international stakeholders, contribute directly to the
inscription of the Iraqi Marshlands in the World Heritage List and develop the
Marshlands Sustain able Management Plan.

5. It is worth noting that during the past few months , the water issue has been placed
high on the political agenda between Iraq and Turkey, which in turn provides an
opportunity to build on the lessons learned and adopt the recommenda tions derived
from this evaluation in order to ensure that appropriate enough quality water is
allocated to the Marshlands.

6. The total project cost as per the approved project document was USD 3.597 million.
The Italian government provided finance of USD 2.369 million in cash to the project,
which represents the total secured cash funding of the project. Records of expenditure
show the total life of project spend as USD 2,197,316 which suggests a project budget

11



balance of USD 198,745°. No reports on this balance were provided. Expenditure

records indicate project spendup t o the end of December 2018
operational completion date is given as September 2016. It is unclear on what basis

project funds were disbursed during this extended per iod.

7. In-kind contributions with a value of USD 484,500 were anticipated in the project
document and evidence suggests that in kind contributions were made by UN
Environment, IUCN and the ARCWH. However, no records verifying the value of these
contributions , nor their provision, were made available to the evaluation. Potentially,
given the projectos approved budget kimdnd t h
contributions could be of a total value of USD 1,400,334 6.

8. Major factors behind the success (strength s and opportunities) are:

A The enormous threats facing the Marshlands provoked and motivated stakeholders
to give high priority to its restoration and sustainable management,

A The priority and importance that Government of Iraq placed to the Marshlands not
only due to its environmental and cultural vulnerabilities, but also to overcome the
sufferings and burdens imposed on its population,

A The unique case of combining the preservation of both natural and cultural
resources encouraged stakeholders to act promp tly and collectively. Furthermore,
the Iragis considered the inscription as a challenge and a matter of national pride,

A The enabling environment for success that was created by the project such as; (i)
international support, (i) UN Environment close part nership with Iraqgi institutions,
(iif) UNESCO commitment to support, (iv) availability of international experts and
consultants, and (v) availability of funding,

A The felt need for training, as the inscription process required special knowledges
and skills not available in Iraqg at the time,

Involvement of specialized agencies in the training, and

v >

A Cooperation of Iraqgi institutions in the nomination and release of the trainees and
facilitation of the training events and workshops.

9. Reasons, challenges and external factors that affected the implementation
(weaknesses and threats) are:

A ISIS invasions and the drop in international oil prices,

A Successive organizational changes in the structures of the main ministries mainly
Ministry of Environment and Ministry of C ultures as both ministries were merged
with other ministries,

5 The project team report that the project has not yet been closed financially. UN Environment re cognizes
.operational completionoa as being separate from _ financi al
be verified.

8 This calculation is made on the basis of an approved project budget of USD 3,597,650 and life of project
expenditure of USD 2,197,316. The assumption is that the approved project budget was reached based on cash
funding plus in -kind contributions.

12



A Ambiguity of the roles and responsibilities and conflict of interest among national
institutions

A Weak follow up, monitoring and supervision by the Steering Committee and UN

Environment and Ministry of Health and Environment, although this was

strengthened in the latter years of the project,
A Local communities did not receive due attention, efforts to enhancing their

capacities
A Lack of proper funding mainly due t o limited governmental funding, as a sizable

wer e

y too

ttl e, t oo

share of the government budget was allocated to fighting terrorism.

| at e’

10. As a result of the desk review, interviews, analysis, the consultations with the
evaluation manager(s) and the project manager that took place during this evaluation,
a project Theory of Change was constructed to reflect the project logic, pathways and
realities including restructuring and formulation of the project outputs, outcomes,

intermediate states, impact, assumptions and drivers.

11. According to the UN Environment rating scale which ranges from Highly Satisfactory

down to Highly Unsatisfactory the overall rating of the project is Satisfactory . The
ratings of the nine evaluation criteria and their sub -criteria are summarised below while
more detailed assessments can be found in chapter 5 and table 12 in the main body of

this report.
Criterion Rating | Criterion Rating Criterion Rating
A. Strategic HS D. Effectiveness S G. Monitoring and U
Relevance Reporting
B. Quality of MS E. Financial U H. Sustainability ML
Project Design Management
C. Nature of HU F. Efficiency MS Factors Affecting MS
External Context Performance

Conclusions

12. The project plan was very optimistic, especially when it comes to the pilot
implementation of Sustainable Mana gement Plan options. It has underestimated the
time needed for the implementation and the amount of the financial resources
required. Future project plans need to be realistic.

13. An efficient and effective institutional set up for the management of the Mars

hlands is
a major ingredient and contributor to the success in implementing the Sustainable

Management Plan. Financial resources that were made available to the project were
limited and the annual project expenditure was around USD 350 thousand . Other than
the in-kind contributions, the Government of Iraq did not allocate financial resources
directly to the project budget. In future phases the larger share of finance should come
from the Government of Irag.

13

and



14.

15.

16.

17.

Regional cooperation, especially in achieving equitable distribution of shared water
resources among the riparian countries , is key and necessary for the sustainable
management of the Marshlands and the well -being of the Iraqi people.

The participation of the local communities was relatively weak, despite the fact that
several revision documents and progress reports have emphasised its importance for
the project success, ownership and sustainability.

The frequent organizational restructurings of the line ministries and changes of
personnel i.e. focal point s had a negative effect on the project performance.

The two key strategic evaluation questions and issues that were identified inthe T erms
of Reference and their respective conclusions are addressed below:

Q.1 Verify the reported and communicated projecesults to the greatest extent possible and
establish the level of achievement in quantity and qualityas well as their utility.

18.

The project was able to deliver and achieve the following results:

A The inscription of the Iraqi Marshlands in the World Her itage list represented an

unprecedented case as it was the first time a cultural and natural site had been
inscribed together in one file; the decision was supported by the majority of the
World Heritage Convention member states;

A The enhancement of national human resources and institutional capacities |,

especially on issues related to the preparation of the file, the formulation of the SMP,
lobbying and outreach;

A The development and endorsement of the well -structured Sustainable Management

Plan, which was endorsed by the Government of Irag and its inclusion as an integral
part of the inscription file. This demonstrated a good example of joint cooperation
and partnership among all stakeholders;

A Global support and coordination mechanisms were attained all thro ugh the

inscription process mainly from the countries who voted for the inscription, UN
Environment, UNESCO and the immediate relevant regional institutions such as
IUCNROWA and ARCWH;

A Routine and ad hoc implementation and monitoring continues to take pla ce as usual

by the University of Basra on water quality and archaeological monitoring and
excavations, as well as biodiversity surveys and monitored oil excavations ;

A The project succeeded in acquiring global support to its objectives.

Q.2 Identify and andyse the factors driving and/or hindering the sustainability of project results

19.

The sustainability of the projectresultsisa function of the following factors, the degree
of their realisation will directly impact on the sustainability of the results

A The commitment of the Government of Iraq to the implementation of the

Sustainable Management Plan,

14



Performance and efficiency of relevant institutions at national, regional
(governorate) and local levels,

Partnership and responsibility sharing with the pri vate sector, NGOs, CSOs and local
communities,

Attention given to gender, youth, human rights, vulnerable groups and local
community issues.

Commitment of the international community to support and partner with Iraq in the
implementation of the Sustainabl e Management Plan,

Being able to benefit from, and build on, the partnership, experiences and good
relations with UN Environment, UNESCO and other implementing partners that were
established during the past 14 years of working in the Marshlands,

Relations with neighbouring countries , mainly Turkey and Iran, are critical in this
area as the Iragi Marshlands are affected directly by the actions taken in those
countries,

The role played by the oil industry in terms of taking responsibility for, and cost
sharing, the restoration, recovery and development of the Marshlands, and

The well-being and standard of living of the people in the Marshlands i.e. provision
of proper services, jobs and security, protecting their human rights and dignity and
gender equity.

Lessons Learned

20. Efficient and effective project governance and appropriate institutional arrangements
are major ingredients for success in achieving the objectives and the sustainability of
the project results . Major lessons learned in this regard are:

A

>

The project plan should be realistic , mainly in relation to funds availability and time
framework,

Role of the Steering Committee and its ownership and supervisory functions are key,

Monitoring plan is essential for improving and ensuring the efficiency and
effectiveness of the project,

Periodic and systematic follow up, monitoring and feedback from UN Environment

are prerequisites,

Gender and human rights issues should be given due attention all through the
project life span,

Empowering and involving local communities, relevant Non-Government and Civil
Society Organizations and groups are key and prerequisites, and

Strong national ownership, clear division of labour, coordination among the
stakeholders, identification and empowering of a lead institution ar e necessary to
the success of the project.

21. The inscription of the Marshlands and the endorsement of the Sustainable
Management Plan are good but not enough, more importantly is the proper and timely
implementation of the Sustainable Management Plan .

15



22. Ingredients and seeds for the sustainability and ownership should be integral parts of
the project activities and interventions .

23. The present level of regional cooperation and coordination with neighbouring countries
i.e. Turkey. Syria and Iranis not appropriat e. Mutual cooperation among the countries
of the region constitutes a pre -condition to success in the Marshlands due to the fact

that actions taken in the upstream affect directly the downstream. Greater
cooperation would convert challenges into opportuni ties and will result in a win -win-
win case.

24. The accumulated experiences, systems, coordination mechanisms and network are
good project assets and need to be benefitted from during the upcoming phase.

Recommendations
A. Recommendations addressed to UN Environment (for future phases):

Recommendation 1: Continue partnership with , and support to , the Government of Iraq during
the upcoming phase of the implementation of the Sustainable Management Plan.

Recommendation 2: Put in place and maintain a) complete project documentation (narrative
and financial records and reporting) and b) an effective M&E system.

Recommendation 3: Compile and build on the achievements, experiences and lessons learned
that have been accumulated since 2004.

B. Recommendations to be shared by UN Environment with government counterparts :
Recommendation 4: Facilitate Sustainable Management Plan implementation process.
Recommendation 5: Allocate proper financial resources to the implementation of the
Sustainable Management Plan and maximize the benefits from the existing and ongoing
projects and activities related to Marshlands .

Recommendation 6: Establish a new, or strengthen the existing, capacities and authorities of
one of the existing institutions to be in charge of the imple mentation and management of the

SMP.

Recommendation 7: Facilitate cooperation with Turkey, Syria and Iran in order to ensure that
enough water is coming in to the Marshlands on a sustainable basis.

Recommendation 8: Adopt and implement proper policies an d strategies that ensure the
efficient use and sustainable management of water resources and allow enough quality water

to go in to the Marshlands.

Recommendation 9: Integrate environmental issues and considerations in the management of
oil resources in southern Iraq.

16



C. Recommendations to be shared by UN Environment with all stakeholders:

Recommendation 10: Give due attention to the involvement and participation of the local
communities and vulnerable and marginalised groups with special emphasis on gender and
human right issues.

Recommendation 11: Develop the Marshlands Compact to constitute the basis for partnership
and cooperation with major national, regional and international stakeholders.

17



1

25.

26.

27.

28.

29.

30.

31.

INTRODUCTION

This Project ; Wo rHeridage inscription process as a tool to enhance natural and

cultural resources managementthe ccécond fragect | r a q i
implemented by UN Environment in the Marshlands. Th e first ;s Suppo
Environment al Management of the Idouriagg2004Mar s hl

2009 and constituted an ad -hoc response to Marshlands immediate needs at the time.

Furthermore, the Project (2009-2016) constituted a response to the high priority and

urgent needs of the rehabilitation and sustainable development of Iraqi Mars hlands

and meant to represent a paradigm shift fron
medium term ;resilience’ response.

On 30 March 2009, the Project Approval Group in UN Environment’ approved the
project and the UN Environment was entrusted with its implementation. The project
implementation started in July 2009 and was completed in September 20168 (87
months), originally the project was planned to last for 36 months.

Four project revisions were undertaken for the periods; (i) on 11/8/ 2011 to run until
11/2012 (ii) on 14/4/ 2013 to run until 7/ 2013 (iii) on 16/5/ 2014 to run until 9/ 2015 and
(iv) on 27/10/ 2015 to run until 30/9/ 2016.

The project went through two phases, the first from July 2009 to December 2013 during

which, the project was implement e d by UN Environmentoas En
Technological Center (IETC)°. While the second phase started in January 2014, the
management and oversight of the project during this phase was transferred to UN
Environmentos Regional Aptuhtiitselosd. or West Asi a

The total project cost a s per the approved ProDoc was USD 3.597 million for the three
years, of which UD 484,500 was anticipated as in-kind contributions from UN

Environment. The ltalian government provided finance of USD2.369 million in cash to
the project, which represents the total secured cash funding of the project. The
evaluation was not able to confirm the value of in -kind contributions.

The project was approved as being aligned to two Expected Accomplishments in the
2008-2009 Programme of Work:

A B: Increased understanding and implementation by public and private sector

decision-makers of sustainable consumption and production, including in sectors
such as construction and tourism, and increased voluntary initiatives promoting
corporate environmental responsibility, as well as prevention of and response to
environmental emergencies, giving due consideration to gender issues.

" Project Approval group Decision Form
8 The Project TOR/project Summary

® Based in Osaka/Japan

10 Based in Manama/Bahrain
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A D: Improved capacity of countries and institutions, including financial institutions,
to integrate ecosystem i ssues into consideration of their economic and trade
policies and practices to achieve sustainable development and poverty
eradication. 1.

32. No mid-term or oth er kinds of evaluation were planned for the initial 36 -month duration
of the project and none took place when the project implementation period was
extended.

33. This terminal evaluation was undertaken after the completion of the project during
June-November 2018. As per the Terms Of Reference (TOR) of this assignment , the
terminal evaluation has two prima ry purposes; (i) to provide evidence of results to meet
accountability requirements and (ii)to promote operational improvement, learning and
knowledge sharing through results and lessons learned among UN Environment and
main project partners, keeping in mi nd the intention of the project team to submit a
concept/proposal to the Green Climate Fund.

34. A wide range of audience will pote ntially benefit directly or indirectly from the results
and findings of this evaluation including but no t limited to the followi ng: (i) policy and
decision makers in Irag and neighbouring countries , (ii) the implementing partners i.e.
UN Environment, UNESCO|nternational Union for the Conservation of Nature/ Regional
Office for West Asia IUCNROWA and the Arab Regional Center for World Heritage
(ARCWH), (iii) Iragi government institutions such as Ministry of Health and
Environment (MoHE), Ministry of Culture (MoC) , Ministry of Water Resources (MoWR),
other line ministries, and the Governors in the Marshlands and (iv) the donor i.e. the
Italian government.

11 PIMS 2016- December¥ Iraq Marshlands Project 0547, Project Performance Highlights
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2 EVALUATION METHODS

35. This terminal evaluation report was prepared in accordance with the UN Enviro nment
Evaluation Office guidelines *> and was conducted as a desk-based exercise. The
evaluation was conducted by the evaluation consultant Walid Abed Rabboh and the
evaluation assistant Yousef Abedr abboh® under the overall supervision of the UN
Environment evaluation unit.

36. An in-depth and participatory evaluation approach was adopted and quantitative and
gualitative methods were applied. Where possible and appropriate data and
information have been triangulated and verified, in order to ensure maximum accuracy
and credibility of the evaluation findings .

37. At the time of the project formulation and approval , the concept of the T heory of
Change (TOC) was not being applied. An initial TOC atDesign was constructed by the
Evaluator during the Inception Phase of the evaluation process, based on the project
documentation , further analysis and the findings of the evaluator at that time. As a
result of the in-depth analysis of the project documents, the interviews conducted with
the stakeholders and consultations with the Evaluation and Project Managers, the TOC
at Evaluation (seefigure 2) was revised and used as a basis for analysis ofthepr oj ect 2's
performance.

38. Following are the evaluation methods and procedures applied:

A Review of relevant documents and reports ; (i) review of UN Environment policies,
guidelines, Programmes of Work and examples of recent terminal evaluation
reports, and (ii) review of the approved project document, project revisions, annual
and progress repor t s minues ofknseétiogs, sSustainablgp or t s,
Management Plan and other project related technical and financial reports ,

A Interviews and consultations with wide range of stakeholders representing different
governmental, UN, NGOs, CSOs, gender and vulnerable groupsCommunication
methods applied included, telephone and Skype calls, emails, personal meetings as
illustrated under Annexes, List of People Contacted.

A All through the evaluation process, close coordination and consultations took place
with the Evaluation Manager and at a later stage with the Project Manager to
discuss and clarify certain methodological and technical issues and to facilitate the
evaluation process

39. The evaluator contacted around 30 persons (see List of People Contacted under
Annex) and feedback was received from 19 of them. Several methods were applied to
get feedback from the non -responding persons such as; sending reminders, requesting
assistance/medians from certain stakeholders. Gender related questions were
integrated in the evaluation questions sent to the correspondents and were
raised/discussed during telephone and Skype calls. The relatively low rate of response

12 Guidelines on the Structure of the Main Evaluation repot revised 17.04.18
13 gSpecial arrangement with the consultant
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40.

41.

42.

43.

44,

pN

is attributed to cha nges in the contact numbers and addresses and the coincidence of
the data collection time with the summer holidays .

The evaluator made it clear to respondents that confidentiality would be assured in
case of sensitive data provided.

For the verification an d triangulation of dat a and information , the evaluator purposely
sought the response of several respondents on the same questions and statements
mention ed by other respondents in addition to double checking from different sources

when possible.

Due to the difficulty of reaching certain vulnerable groups in the Marshlands, the
evaluator requested the assistance of Nature Irag * who has an office in the
Marshlands in order to contact the representatives of such group s and get their
responses on a set of questi ons prepared in advance by the evaluator, and

Specific questions were asked to specific stakeholders in order to match with their
scope of work, involvement in the project implementation and potential involvement in
the future interventions .

Major limitati ons faced by the evaluation can be summarized as following:

Limited availability of certain documents of direct relevance to the evaluation such as
annual plans and budgets, project final technical and financial report covering the
whole lifespan of the project, financial reports, steering committee minutes of
meetings, systematic feedback and monitoring reports ,

It is noted that some key information from the 2009 -14 project implementation period
was received very late (April 2019). While this information i s appreciated, its late
availability meant that it could not be fully integrated into the findings. As the difficulty

in locating this information suggests that either a) the handover between the two
implementing entities was not complete or b) the institu tionalisation of project
information at UN Environment is weak, the performance ratings have not been
adjusted.

Relatively low response rate to the interviews requests see para 39 above,

The long time that had elapsed between the project starting date and the terminal
evaluation i.e. 9 years which resulted in the inability to reach certain stakeholders and
the loss of track ed information and memory of some information , and

The absence of the TOC atproject design®® and confusion over some terminologies in
addition to some lack of clarity in the TOC guidelines. For example, whether the TOC

¥ Mr. Azzam Al-Wash, the Founder and CEO of Natue Irag and Mr. Jassim Alasadi, Chibaish Office
managing Director
15 A Theory of Change was not a requirement at the time this project was designed.
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at Design should capture the intended causality of the intervention at the time of its
formal approval or include revisions 16.

45. According to the UN Environment Evaluation Office guidelines, a six-point rating scale
to be applied on all evaluation criteria ranging from Highly Satisfactory (HS) to Highly
Unsatisfactory (HU) 17. The Evaluation Office allocates a weight out of 100 to each
criterion and the final rating of the project resulted from the sum of multiplying each
criterion score (1-6) by the criterion weight , then divided over 100.

3 THE PROJECT
3.1 Context
46. The Iraqgi marshlands (Ahwar in Arabic) is a unique inland ecosystem in a harsh arid

environment located in the southern part of Iraq within Basra, Missan and Thi-Qar
governorates.

%¥The UN Environment Evaluation Office recommends that a |
developed in conjunction with the project team and confirmed with implementing partners during the evaluation.

The Theory of Change at Evaluation aims to reflect the prevailing design and intentionality of the project at its

maturity and is used as the basis f or eval uating a projectos performance.

17 Likelihood of Impact and sustainability are rated against a similar six -point scale using the terms Highly Likely to

Highly Unlikely and Nature of External Context wusing a scal
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Map 118: Location of the Iragi Marshland
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47. During the last two decades of the 20™ century, the marshlands area was exposed to
several damaging measures and actions that resulted in the deterioration of the
environmental, hydrological, economic, social and cultural characteristics of the
area.'® In 2001 the UN Environment Programme reported that 90 percent of the
marshlands had been lost.?°

48. This has exacerbated the unemployment, poverty and illiteracy rates, in addition to
limited delivery and poor quality of basic services, such as drinking water, health,
sanitation, electricity, and education.

49. Major contributors to the problems facing the marshlands are ; (i) measures taken by
the former regime (before 2003), mainly stopping and diverting the natural flow of
Euphrates and Tigris rivers from going in to th e marshlands, (i) the water control
measures implemented by neighbouring countries, (iii) overuse of irrigation water in

18 The Consolidated Management Plan for the Protected Areas
19 UNEP-Support for the Environmental Management of the Iraqi Marshlands 2004 -2009.
20 UNEP-Support for the Environmental Management of the Iraqi Marshlands 2004 -2009
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50.

the upper catchment , (iv) excessive use of chemicals and pesticides in agriculture and
(v) oil extraction and operations .

Several external challenges have impacted on the project performance , mainly ISIS
invasions and the drop in the oil prices, which in turn affected government priorities.

3.2 Objectives and Components

51.

52.

53.

54.

The overall development goal to which t he project contributes to is; ;to ensure
sustainable development of the Iragi Marshlands 2!, The project aimed to utilize and
benefit fro m the World Heritage inscription process outputs and outcomes as inputs
to achieve sustainable management of the Marshlands .

The project was developed with the aim to; (i) establish a longer -term preservation and
management plan of the cultural and natura | heritage in the Marshlands area in
accordance with the World Heritage Site Programme, (ii) identify and implement some
key sustainable local area development and environmental management practices |, (iii)
build capacities of Iraqi staff and institutions a nd (iv) raise awareness among the local
population to ensure their participation and ownership 22

As per the TOCat Evaluation the project consists of the following four outputs; (1)
sustainable preservation and management plan based on World Heritage inscription
process is developed and endorsed with full stakeholder involvement, (2) foundation
and requirements for the implementation of Sustainable Management Plan are in
place, (3) human resources and institutional capacities are developed to implement
the sustainable management plan and (4) global and regional support and
coordination mechanisms for conservation and management of Iragi Marshlands are
enhanced. In addition, two outcomes were formulated ; (1) government institutions and
local communitypartner so2 capacities to adopt and
national and local strategies and plan s, (2)global and regional cooperation and support
to the SMP implementation maintained . More details on other components and results
are in section 5.4.1

During the course of implementation, some changes i.e. rewording and rephrasing took
place in the content of the lo g frame components as explained in table (3).

3.3 Stakeholders

55. Although the project document does not include a separate section on stakehol ders 2
analysis, yet, several stakeholders (institutions) and their roles and responsibilities in
the project management and implementation have been mentioned in section 2 and
section 6 of the ProDoc.

2 proDoc

22 proDoc
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56.

57.

Despite the proper emphasis on gender equality issues a nd the identification of the
specific efforts to be taken in the ProDoc , youth and other marginalized groups were
not given a great deal of attention as a stakeholder group in the ProDoc. Furthermore,
only one womana BIGO was listed in the institutional fr amework section of the ProDoc.

Based on this evaluation review, an assessment of the available documents and

benefitting from the consultations and discussio ns held during this evaluation key
stakeholders were categorized in eight groups (See Annex 1). Their level of interest,
influence, their relevance to the evaluation and their contact details are included. The
measurement scale used is High (H), Moderate (M) and Low (L).

3.4 Project Implementation Structure and P artners

58.

59.

60.

As mentioned earlier, the project was implemented by the UN Environment in
partnership and close cooperation with UNESCO. The project benefitted from the
experiences and comparative advantage of two regional organizations; International
Union for Conservation of Nature / Regional Office of West Asia (IUCN/ROWA) and the
Arab Regional Centre for World Heritage (ARCWH), who were contracted by the project
as implementing partners.

The Ministry of Health and Environment was assigned as the national focal point
hosting the Project Management Unit (PMU), while the Ministry of Culture assumed
the overall responsibility over the c ultural component . All through the project life span
they ensured cooperation and coordination among themselves and with other
stakeholders.

The project cooperated with the IUCN/ROWA and theARCWH in the implementation of
a number some of its activities. A Project Steering Committee (SC) was established to
oversee and guide the project work.

Figure 1: Organigram

MoWR MoC MoHE UN Environment UNESCO
WHC
IETC ROWA
Project Steering PMU Project
Commitee Manager
Project
Coordinators
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Table 2: Key Project Partners and their role in the Project Delivery and Performance

Key Project Partner

Role in Project Delivery and Performance

UN Environment and its IETC
and ROWAunits

Overall responsibility and supervision of the project activities,
delivery and performance

UNESCO (WK. and Iraq office)

Provided advisory services, capacity building and facilitation of
the nomination file and the cultural component of the inscription
process and Sustainable Management Plan

Ministry of Health and
Environment

The national focal point of the project, representing the
Government Of Iraq entrusted with the national overall
responsibility of the coordination and management of the project
activities, delivery and performance

Ministry of Culture

In charge of the cultural component of the inscription file and
Sustainable Management Plan

Ministry of Water Resources

Responsible for water supply and allocations to the Marshland

Ministry of Agriculture

Responsibility over the management and provision of services to
livestock, fisheries and plant production

Ministry of Foreign Affair

Political relations with regional countries and negotiations over
the shared water resources

Other line ministries and public
institutions

Management and service delivery of electricit y, health,
education, waste management, allocation of financial resources

Governorsooffices in Basra,
Missan and Thi-Qar

Overall responsibility f or security, development and coordination
within their governorates

University of Basra

Provision of technic al services and capacity building mainly on
issues related to water

NGOsand CSOs

Local outreach, capacity building, gender mainstreaming and
equity

3.5 Changes in Design During Implementation

61. During the project implementation whi ch lasted for 87 months, s ome changes in the

project design took place as follow s:

A The project duration was extended by 51 months, furthermore, the project received

in total less than the budget that was planned for the first 36 months . Hence, the
whole work plan was adjusted and s ome activities were moved to later times while
others were cancelled,

Output 2 was rephrased to reflect the realities of limited financial resources and
delays in the endorsement of the SMP. The ori gi nal out put
preservation and manageme nt pl an i s i mpl e me ntteed014

26

st at



62.

revision it was c hanged (Sustaimaleleapdeservation and management plan
implementation initiated ', and

A Consequently, outcome 2 was reworded to reflect the change in output 2. In the

approved ProDoc the outcome was statedas ; Envi r onment al |y
practices and local production/service delivery in the marshland area implemented
on a pil ot dihgacs20l” ra@&wdé s o n Warld Hellitage iasaniption;

sound

criteriaintegratedintonational fr amewor ks and processes

IUCN ROWA andARCWHcontracts were renewed to support, facilitate and finalize the
inscription process and to mobilize support to Iraq when presenting the inscription file
for approval.

3.6 Project Finance

63.

64.

65.

66.

The total costs of the project as per the ProDoc , inclusive of in-kind contributions , is
USD 3,597,650, out of whichUSD 2.369 million or 66% were made available through a
grant from the Government of Italy.

Inkind contributions of USD 484,500 million were anticipate d at project design stage
and, although it is evident that in -kind contributions were made by UN Environment,
IUCN and ARCWH,no documentation confirming these contributions was made
available to the evaluation. Potentially, if one assumes that the approve d project
budget figure was reached, in-kind contributions could have a total value of USD
1,400,334.

The approved project budget anticipates project support costs of USD 358,00 over 36
months (i.e. 10%). Project support costs of USD 272,544.62 (estimated) , representing
13% of the project budget, are reported as of December 2015. This December 2015
revision includes actual figures to the end of 2014 and budgeted figures for 2015 and
2016 so the project support cost figure remains an estimate. Project suppor t costs are
not clearly identified in the financial report of November 2018, which provides actual
expenditure for 2015 and beyond.

The ProDoc, following the project design template required at that time, did not include
any yearly budget details per comp onent, nor details per output or activity. It only

includes a table of budget components for the second half of 2009. The UN
Environment requirements for budget presentation by results component have been
strengthened since this project was designed.
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67.

68.

69.

70.

71.

72.

73.

74.

THEORY OF CHANGE

While reconstructing the TOC, the evaluator reviewed the ProDoc, projectrevisions and
other related documents in addition to integrating his own findings and judgments  built
on the feedback received from interviewed stakeholders.

Itis noted that the ProDoc i.e. the logframe and project revisions did not include drivers,
intermediate states or impact statements per se, as the theory of change was not
required by and was not in use by UN Environment at the time of project design .

Having said that, the ProDoc and the revisions contained several statements that
contributed to the formulation of the results chain . The project encompasses four
components, as stated in the project document :

>\

Component 1: Preservation and management plan develop ment towards World
Heritage inscription,

Component 2: Preservation and management plan implementation,

> >

Component 3: Capacity building and awareness raising, and

>\

Component 4: International cooperation

The components mentioned above were worded as summari es of the outputs
described in the logical framework. While the project document did not identify
outcomes per se, it can be assumed that the following two statements at the top of the
intervention logic column in the project logframe represent the outcom es of the project
at design ;(i) government institutions and local community partners endorse
sustainable management plan options, developed in line with the World Heritage
inscription requirements, and (ii) environmentally sound management practices and
local production/services delivery in the Marshlands area implemented on a pilot
basis.

Table 3 depicts the changes in the logframe and the new elements of the TOC
statements and explains the justification for th e changes.

The ProDoc logframe has identified four outputs, which have been restructured in the
TOC to better reflect the project realities; (1) sustainable preservation and
management Plan based on World heritage inscription process is developed and
endorsed with full stakeholder involvement , (2) foundation and requirements for the
implementation of SMP are in place , (3) human resources and institutional capacities
are developed to implement the sustainable management plan and (4) global and
regional support and coordination mechanisms for conservation and management of
Iragi Marshlands are enhanced.
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75.

76.

77.

78.

79.

The successful delivery of the four outputs, which in turn depends on the
materialization of the assumptions and the drivers, is expected to result in two
outcomes: (1) government institutions and local community partners adopt and
integrate the Sustainable Management Plan and its options in the national and local
strategies and plans, and (2) global and regional cooperation mechanisms and support
to the Sustainable Management Plan implementati on maintained .

The following three intermediate states are expected to materialize, but only if the
assumptions and their respective drivers materialize: 1.1. Sustainable management
practices and heritage preservation m easures implemented and sustained by the
national and local partners; 1.2. National financial resources and international
technical and financial support to Sustai nable Management Plan improved and 2. Iraqi
Marshlands natural resources management and cultu ral heritage recovery and
restoration enhanced .

Finally, the impact to which the project is expected contribute tois ; Pr e s ethevi ng

historical, cultural, environmental, hydrological, and socio -economic characteristics of
the I raqi Marshlands’

For the outcomes, intermediate states and impact to materialize, the following
assumptions were identified as prerequisites to the successful realization of the
project results: (1) political will for World Heritage Inscription is maintained ; (2)
appropriate insti tutions, cooperation mechanisms, regulatory framework and
individuals are made available for capacity building ; (3) Security does not deteriorate
further; (4) New opportunities do not create inter -tribal tension over resources and (5)
international commun ity support to Iraq maintained.

The assumptions are expected to be facilitated and influenced by the following drivers :
(1) gender issues are given due priority; (2) an inclusive approach that involves well

established communication channels with key stake holders; (3) ensuring overall
government, UN Environment and donors support for sustainable development plan

and (4) enabling environment for s takeholders to receive training and learn about
project findings .
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Figure 2: Theory of Change at Evaluation
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4.1 Theory of Change paths and logic from outcomes to impact

80. If the Sustainable Management Plan (SMP) and the foundations and
requirements for its implementation are in place and the human resource and
institutional capacities are deve loped to implement the SMP, then
government institutions and local community partners will adopt and
integrate the SMP and its options in the national and local strategies and
plans.

81. By the same token, global and regional cooperation and support to the SM P
implementation will be achieved as a result of delivering the SMP
development in addition to enhancing global and regional cooperation, which
aims at improving coordination mechanisms, facilitating the  coherent
implementation of MEAs and providing support to conservation and
management of Iraqi Marshlands. In addition, developing systemic human
resources and institutional capacities will also contribute (to a lesser extent)
to successful SMP implementation.

82. If government institutions and local community p artners adopt and integrate
SMP and its options in the national and local strategies and plans and if
global and regional cooperation and support to the SMP implementation is
maintained, then sustainable management practices and heritage
preservation measures will be successfully implemented and sustained by
the national and local partners.

83. Furthermore, the maintenance of global and regional cooperation and support
to SMP will result in the realization of the improvement of national financial
resources and international technical and financial support to the SMP.
Furthermore, as an effect of the implementation and sustainability of
sustainable management practices and heritage preservations , measures by
the national and local partners and the improvement of national financial
resources and international technical support the S MP, Iragi Marshlands
natural resources management and cultural heritage recovery and restoration
will be enhanced.

84. Consequently, t he enhancement of Il raqi Mé
management and cultural heritage recovery and restoration will contribute to
achieving the preservation of the historical, cultural, environment,
hydrological and socio -economic characteristics of the Iragi Marshlands.

85. All assumptions and drivers are interl inked and affect all outcomes,
intermediate states and impact.

86. Preserving the historical, cultural, environmental, hydrological and socio -

economic characteristics of the I ragqi Mar s
on the implementation of other projects a nd interventions by local, regional,
nati onal and international institutions,

interventions and results.



Table 3: Changes in the Log-frame Elements

Original statement as in the
ProDoc.

Statement in the
reconstructed TOC

Justification for revision/
change

Output 1

Sustainable preservation
and management Plan
based on World heritage
inscription process is
developed with full
stakeholder involvement

Sustainable preservation
and management Plan
based on World heritage
inscription process is
developed and endorsed
with full stakeholder
involvement

The word endorsed has been
added to better reflect the
case as the SMP was
endorsed during the project
life span

Output 2

Sustainable preservation
and management plan is
implemented.

This output was amended in
the project revision in 2014
to read?23;

Sustainable preservation
and management plan
implementation initiated

Foundation and
requirements for the
implementation of SMP are
in place

The implementatio n of the
SMP was not possible to
initiate, as it was endorsed
shortly (two weeks) before
the project termination .
Furthermore, the financial
resources were exhausted by
the time. Therefore, the
project has concentrated its
efforts towards preparing the
enabling environment for the
implementation of the SMP

Output 3

Human and institutional
capacity is developed to
implement sustainable
management plans

Human resources and
institutional capacities are
developed to implement
the sustainable
management plan

Adjusted for clarity and to
reflect that there is only one
SMP

Output 4

Global support and
coordination for
conservation and
management are
maintained

Global and regional
cooperation strengthen the
coherent implementation
of MEAs and improve
coordinatio n mechanisms
that support conservation
and management of Iraqi
Marshlands

This output was reworded to
reflect the great importance
of regional cooperation
mainly in relation to
equitable and fair sharing of
shared water resources to
the success of the SMP
implementation and to
reflect the results of the
efforts exerted by the project
in this regard.

2 Template of 11/5/2014 projec t Revision
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Original statement as in the
ProDoc.

Statement in the
reconstructed TOC

Justification for revision/
change

Outcome 1

Government institutions
and local community
partners endorse
sustainable management
plan options, developed in
line with the world heritage
inscription Requirements

Government institutions

and local community
partnerso capaac i ti
adopt SMP and its

measures are integrated in
the national and local
strategies and plans

As mentioned above the plan
was endorsed as a result of
the project intervention s, so
the outcome has been
amended to reflect the
immediate outcome of
outputs 1, 2, and 3

Outcome 2

Environmental sound
management practices and
local production services
delivery in the Marshlands
are implemented on pilot
basis.

This outcome has been
changed in the project 2014
revision to be:

World Heritage inscription
criteria integrated into
national frameworks and
processes in Iraq

Global and regional
cooperation and support to
the SMP implementation
maintained

The new outcome 1 includes
the integration and adoption
of the SMP options in the
national and local strategies
and plans. Therefore, this
outcome was revised to
reflect the impact at regional
level and be closely related
to the immediate results of
delivering outputs 3 and 4

Assumptions

Participation of suitable
community groups and
institutions is facilitated for
pilot projects and
community initiative
planning, implementation,
and follow -up activities

This assumption is not valid
as it is more of
activity/output nature than
assumption

Security does not
deteriorate further.

No changes

Political will for the World
Heritage Inscription is
maintained

Political will to support
SMP implementation
maintained

The inscription was done, so
the assumption has been
reworded to reflect the new
phase of implementation

International community
support to Iraq maintained

This is a necessary
assumption especially
during the implementation
phase

Appropriate institutions and
individuals are made
available for capacity
building

Appropriate institutio ns,
regulatory framework and
individuals are made
available for capacity
building

Legal and regulatory
frameworks should be
stressed despite the fact it
could be part of the
institutions
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Statement in the
reconstructed TOC

Original statement as in the
ProDoc.

Justification for revision/
change

New opportunities do not
create inter-tribal tension
for resources

New opportunities do not
create tribal tensions

The tension might be inter,
intra or even with other
organizations. Furthermore,
reasons for tension are not
limited to resources but
could be due to other
reasons such as provision of
services, new jobs’l . tc.e

Drivers Justification for revision /
change

Ensuring overall government, UN Env. and donorssupport | The Pr oDoc di d

for sustainable development plan drivers

An inclusive approach that involves well established
communication channels with key stakeholders

Same as above

Gender issues are given due priority

Same as above

Positive climate and proper networking for knowledge and
experience exchange institutions

Same as above

Enabling environment for Stakeholders to receive training
and learn about project findings

Same as above

Intermediate states

Justification for revision /
change

1.1 Sustainable management practices and heritage
preservation measures implemented and sustained by the
national and local partners

The ProDoc did
intermediate states

1.2 National financial resources and international
technical and financial support to Sustainable
Management Plan improved

Same as above

2. Iragi Marshlands natural resources management and
cultural heritage recovery and restoration enhanced

Same as above

Impact Justification for revision /
change

Preserving the historical, cultural, environmental, The ProbDoc did

hydrological, and socio -economic characteristics of the impact

Iragi Marshlands.
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5 EVALUATION FINDINGS

5.1 Strategic Relevance

5.1.1 Alignment with UN Environment strategic priorities

87. At the time of approval, the project complied with the UN Environment
policies, strategies and programme of work as explained in table (3) below:

Table 4: Project Compliance with UN Environment Guiding Documents

UN Environment Mission and
Mandate 24

Medium Term Strategy

Programme of Work

Mission;

To provide leadership and
encourage partnership in
caring for the environment by
inspiring, informing, and
enabling natio ns and people to
improve their quality of life
without compromising that of
future generations.

Mandate;

Keeping the world
environmental situation under
review;

Catalysing and promoting
international cooperation and
action; Providing policy advice
and early warning information
based upon sound science
and assessments;

Facilitating the development,
implementation and evolution
of norms and standards and
developing coherent inter -
linkages among international
environmental conventions;

Strengthening technology
support and capacity in line
with country needs and
priorities

MTS25

Focuses on six thematic
priorities, out of which the
following four are of close
relevance to the project:

Climate change

Sustainable management of
ecosystems

Environmental managem ent
Resource efficiency

POW26

1. SP4, Expected
accomplishment B:
Increased
understanding and
implementation by
public and private
sector decision -
makers of sustainable
consumption and
production.

2. SP4,Expected
accomplishment D:

Improved capacities
of countries and
institutions

24 https://lwww.unenvironment.org/about  -un-environment

SMid-Term Evaluation

26 UNEP Programme of Work 2008-2009

defm StrNEGP2010 - 2083d | u m
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88. Despite the consecutive reviews, extensions and re-planning of certain
activities that occurred between 2012 and 2016, the intended results stayed
in harmony and aligned with the successive strategic priorities (2010-2013,
2014-2017 and 2018-2021 Medium Term Strategie s and their Programmes Of
Work.

89. Furthermore, the project aligned strongly with Bali Strategic Plan especially
outputs 3 and 4 through providing support to the national agencies in order
to improve their capacities and efficiencies in providing services and
performing their tasks and responsibilities and to cope better with the
international agreements, protocols and strategies such as CBD, WHC,
Ramsar, UNFCCCand MDGs/SDGs

90. Further, and in line with South -South Cooperation, the project has benefitted
from experience and expertise in Jordan, Lebanon, Egypt, Bahrain, Qatar and
other countries from the south either by visits, conducting certain activities
in those countries or working with experts from the south.

Alignment with UN Environment strategic priorities is rated Highly Satisfactory

5.1.2 Alignment with donor strategic prioritie s

91. At the time of the project approval, the project was in full alignment with
Italian aid and cooperation policies and priorities. The top two priorities for
Italian cooperation were i. Agriculture and food security i i. Environment,
landscape and natural resource management and with the seventh priority
related to the protection and enhancement o f cultural heritage ?’. Moreover,
Irag was ranked as the top recipient country of Goss ODA among the
countries receiving ltalian Official D evelopment Assistance (ODA) which
reached USD 429 million in 2009, followed by Afghanistan with USD 92
million 28,

Alignment with donor strategic priorities is rated Highly Satisfactory

5.1.3 Relevanceto regional, sub-regional and national environmental priorities

92. The project complied with two of the four pillars of the National Development
Strategy (NDS) which constituted the Government Of Iraq development

27 DGCS (2009a), ltalian Development Ceoperation 2009-2011: Programming Guidelines and Directions,
supplement to a Dipco n.13 (9 April 2009), Ministry of Foreign Affairs, Rome
28 Efforts and policies of bilateral donors, Italy bilateral ODA, DCR/OECD2011
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framework at t he time of project approval; (i) Strengthening the foundation
for economic growth and (ii) Improving the quality of life 2°. This,in addition to
several statements in the strategy , related to project objectives and results
such as, supporting tourism, rural development, institutional capacity
enhancement, local area development, agriculture, food security and water.

93. The new National Development Plan (NDP) 2018-2022 includes four
objectives within the Environment Sustainability Chapter, the third objective
is of close relevance to Ma r s h | Brotetting, restoring and sustaining the
use of terrestrial ecosystems’ . Fifteen me
NDP to achieve the third objective, out of which t hree are of immediate
relevance to Marshlands; (i) implementation of the Marshlands rehabilitation
programme, (ii) implementation of the National Committee Plan for the
Marshlands and (iii) execution of health projects in the Marshlands. This
demonstrates the strong ownership by GOI *°,

94. Article 333 of the Iragi constitution stipulates the following:

A Every individual has the right to live in a safe environment ,

A The state undertakes the protection and preservation of the environment
and biological diversity.

95. The 2007 International Compact with Irag (ICI) included several issues of
relevance such as supporting the efforts to implement the international
conventions, agreements, protocols and treaties.

96. The Irag UN Common Assistance Strategy (UNCT) 2008-2010 under
agriculture and food assiedfaadnancewaterect or
management policy and a comprehensive approach to resolve trans Tt
boundary water and e frurthermore, UAGT idehtified s sue s’
environment as one of the cross -cutting issues to be considered and
addressed in all UN interventions in the country, in addition, environmental
degradation was identified as one of th e major causes of poverty and
unemployment.

, a

The relevance of the project to regional, sub -regional and national environmental
priorities is rated Highly Satisfactory.

2 |ragi national Development Strategy 2007 -2010
%0 ragi national Development Plan 2018 -2022
31 Constitution of Irag 2005
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5.1.4 Complementarity with existing interventions

97. This project has largely built on , and benefited from , the former Marshlands
project that was implemented by UN Environment during 2004-2009 which
responded to the immediate needs of Marshlands at the time.

98. At the same time, several projects and activities covering Marshlands were
implemente d by different agencies such as:

A The Local Area Development Programme (LADP); this project covered six
governorates in Irag of which Basrah, Missan and Thi-gar (the Marshlands
governorates) were targeted, total budget was around USD 30 million for
the period 2007-2010, UNDPR,

A A special UNCT task force ; | r aq i Mar shl ands was
established to ensure alignment and harmony of interventions related to
Marshlands,

A The Sustainable Strategic Development Plan and the Unified Plan for
Marshlands were developed in 2009, UNDP,

A Organizational support to the State Ministry for Marshlands 2008-2011
implemented by UNDP, and

A Decision support system for water resources planning in Iraq 2009-2013
Italy/UNDP.

The project complementarity with existing interventions is rated Satisfactory.

5.2 Quality of Project Design

99. A detailed assessment of the project design quality was conducted in the
inception report and the Project Design Quality rating matrix was attached to
it.

100.1t is worth noting that the project was formulate d in accordance with the
guidelines and procedures applied in 2009, while this evaluation is based and
in line with the present guidelines and requirements. Therefore, the ranking of
some criteria/sub -criteria which were not required at the design stage, has
been affected.

101.Project design main strengths were:

A Benefited from experiences from previous interventions and integrated
lessons learned from them,

A Close partnership and division of labour with other specialized agencies
such as UNESCO and IUCN

A Alignment with the prevailing strategies and plans at national, regional and
international levels ,
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A
A

A

Gender issues were tackled properly,

The ProDoc includes clear and comprehensive project background, World
Heritage inscription process and impacts on poverty and gender equality,

The ProDoc includes a thorough institutional framework analysis despite
the fact there was no proper description of the steering, oversight and
management structure that are considered prerequisites for sustainability,
transparency and own ership, and

Clear communication, public information and outreach interventions and
requirements are described.

102.While the project main weaknesses at design were:

A

> > > > >

>

The project budget does not include details on the whole life span of the
project. It only covers 2009 budget as per the table attached to the ProDoc,

Lack of proper identification/ consultations and analysis of certain
stakeholders representing local communities and gender groups ,

Issues related to human rights and vulnerable groups were not t ackled
Lack of M&E plan, SMART indicators and outcomes,
Weak intervention logic,

Risks, challenging operational factors and mitigation strategies are not
identified , and

Requirements for sustainability and replication of the results and
achievement are lacking.

The Quality of project design is rated Moderately Satisfactory

5.3 Nature of External Context

103.The project has been affected to different degrees by the following external
factors and events:

A

Deterioration of security situation in Irag has had its toll on the project, as
well as:

(i) reduced focus on and prioritisation of the Marshlands,

(i) limited the financial resources allocated to development as most of Iraqi

budgets went on increasing security ,

(i) negative effects on p e o p beeusitg and mobility and

(iv) disenabled environment for investment and reconstruction.

A Volatile political situation , resulted in serious challenges that have

negatively affected all aspects of life including :
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() the efficiency and performance of Iraqi institutions that resulted from
the successive change in decisions makers and leadership in the
ministries and

(i) the frequent institutional restructuring as was the case in the
establishment of the State Ministry of Marshlands i n 2007 and its
cancellation in 201 2the establishment of the Min istry of Environment
in 2007 and its merger with the Mini stry of Health in 2015 and the
merger of the Ministry of Culture with the Ministry of Tourism and
Antiquities in 2015, and

A Frequent droughts, dust storms and high temperatures which impacted
directly and negatively on the amount and quality of water coming in to the
Marshlands.

\ The external context of the project is rated Highly Unfavourable.

5.4 Effectiveness

104.The project was extended 4 times as explained in chapter 1, reasons for the
delays in delivering the outputs vary from the volatile security conditions,
weak coordination (mainly among Iraqi institutions ) and limited availability of
financial resources , mainly due to the shrinkage in the government financial
resources as a result of the additiona | financial burdens resulted from
combatting terrorism in Iraqg.

105.This evaluation assesses the delivery and achievements of the outputs and
results as stipulated in the original ProDoc, the project revisions and the
reconstructed T heory of Change.

106. It is wort h noting that some activities continued to be implemented after the
operational completion of the project in September 2016 such as; (i) the
roundtable meeting in Amman in February 2017, (ii) MOHE staff visit to
Lebanon in April 2017 and (iii) Steering Committee meeting in Amman in
February 2017.

107.The project aimed to utilize , and benefit from , the World Heritage inscription
process to achieve sustainable management of natural and cultural
resources of the Marshlands.

5.4.1 Delivery of outputs

108.The delivery of four outputs has been evaluated when possible in terms of
quantity, quality, time framework and ownership.

109. Outputs have been assessed against the indicators assigned to each output
as stated in the project revisions , mainly 2014 and 2015 revisions.
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110.Each output evaluation include s; a summary assessment table, the output
activities, achievements, reasons behind success/no success in addition to

eval

uator o9s

Table 4: Summary Assessment of Output 1

comment s.

Output

Indicators and Targets

Summary Assessment

Output 1: Fully delivered

As in the ProDoc

Sustainable preservation
and management plan
based on the World Heritage
inscription process is
developed with full
stakeholder involvement (as
in the ProDoc)

As in the TOC

Sustainable preservation
and management Plan
based in World heritage
inscription process is
developed and endorsed
with full stakeholder
involvement

- Completion of the World
Heritage nomination file for
the Iragi Marshlands as
mixed heritage including
the SMP, with the full
endorsement by the Iraqi
Government and WHC
(Target: one nomination file
with SMP)

- WHC meeting approval

- Number of stakeholders
participating that endorse
the management plan
(Target: 100%; Baseline 0)

- The nomination file was prepared/completed
in 2013

- The SMP was finalized in in September 2015

-Iragi Government endorsed the SMP and it
was integrated in the file two weeks before
Istanbul WHC meeting in July2016

-Iragi Marshlands were inscribed during WHC
meeting in Istanbul

-Most relevant stakeholders parti cipated
actively in accordance with their respective
responsibilities and mandates except local
communities and gender groups whose
participation was not appropriate

- This is well evidenced by the fact that more
than 120 signatures were obtained.
Government institutions were able to work as
one during major steps in the process.

111.Five activities were identified in ord er to ensure the delivery of this output:

A Provide assistance to the State Party (i.e., Iraqi institutions) during the
process of nomina tion of properties for inscription on the World Heritage
List (lead: UNESCO)

A Evaluate management practices being implemented in existing relevant
World Heritage sites, focusing on sites within the region, those with similar
ecosystems, and those in other developing countries, with particular
emphasis on mixed sites,

A Provide support to establish and maintain a network of institutions
involved with marshland preservation and the management and inscription
process, including local, governorate, and national institutions ,

A Conduct data collection and analysis necessary for natural resource and
cultural heritage management plan establishment , and
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A

Conduct regular marshland monitoring programmes, including water
quality and quantity, biodiversity, and human activ ities (lead: UNEP).

112.Major achievements towards delivering this output were :

A

A

> > > D> >

>

Three technical baseline reports for cultural and natural heritage
management produced,

National Protected Area and Parks initiative launched by the Iraqi
Government and supported by the project,

Four technical reports for natural and cultural values of the Iraqi
Marshlands produced,

First draft of Nomination File completed,
Second draft of World Nomination File completed |,
Final draft of World Heritage Nomination file completed ,

Communication and outreach material for local communi ti
consultations completed ,

Management plan of the property incorporating local community and local
authority engagement drawn up,

Management plan including institutional management reviewed with
relevant ministries ,

Government officials and management staff were introduced to the
sustainable management of integrated cultural and natural components of
the SMP, and

Community and global support to the SMP improved as a result of the
media campaign.

113.The inscription file and the formulation of the SMP are the major output s in
this project, their successful delivery demonstrate s the determination and
willingness of MOHE and MOG UN Environment, UNESCO andthe
international community , i.e. Italian Government and other relevant regional
institutions , to work together to preserve and sustainably manage the Iraqi
Marshlands natural and cultural resou rces.

114.Major delays have occurred in delivering this output, originally the file should
have been developed inthe first phase . The field inspection by ICOMOS was
delayed by one year (Oct 2015) due to the security situation in Iraq 32 . There
is no evidence to suggest that the national workshop to launch the SMP in
2015 materialize d.

115.The participation of stakeholders (both men and women) is well evidenced by
the fact that over 120 approval signatures of the SMP were obtained from
various meetings, and workshops/consultations which were ga thered by the

32 ogframe
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UN Environment national consultant 33, discussed in several high-evel
meetings i.e. the meeting of the UN Environment Executive Director with high
level Iragi government representatives and the workshops held specifically
for this purpose at national and governorates levels.

116.Some key stakeholders such as Ministry of Water , local communities, NGOs
and CSOShad minimum participat ion in the preparation of the file and the
SMP.

117.The SMP, which was prepared by IUCN/ROWA and ARCHWunder the overall
supervision of UN Environment in cooperation with UNESCO, is a well
prepared and detailed document with generic interventions that can serve as
examples. However, it lacks specific and detailed programmes and projects
that can be integrated in the national plans and which, in turn, would
constitute the basis for generating international support.

118.A wide range of beneficiaries, including women , have benefitted from being
involved in the process at different s tages, mainly the counterparts from the
MOHE and MOC, in addition to staff from other ministries and institutions,
local authorities, NGOs, CSOs and local communities. This is well
demonstrated in their participation in the meetings, workshops, consultations
and through learning by doing as they were introduced to new concepts,
appropriate methodologies, preparation of technical reports , coordination
mechanisms and management procedures.

119. The ownership of the SMP by the Government of Iraq and other stakeholders
was very evident all through the formulation and endorsement process. They
were able ;to aotne athislicase edespite ¢he overlaps,
ambiguities and conflict of interests among them.

120. Several reasons were behind the success in achieving this output include:

A The Iraqis considered the inscription process as a challenge and an issue
of national pride and duty, as it would set a worldwide precedent,

A The accelerated rate of deterioration of the environmental, cultural and
socio-economical situations in the Marshlands provoked and motivated
stakeholders to give high priority to its restoration and sustainable
management, and

A The enabling environment for success was in place such as international
support, UN Environment close partnership, UNESCO commitment to
support, availability of international experts and consultants and
availability of funding .

121.Factors that affected the delivery of this output negatively were:

33 Project report January -June 2016
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A The consecutive delays in the implementation of activities , as this output
was planned to be delivered in Feb. 2012, while the draft was prepared in
2014, finalized in 2015 and endorsed in July 2016.

p

The volatile security situatio n,and

A Conflict of interest within and among Iraqi institutions

Table 5: Summary Assessment of Output 2

Output

Indicators and Targets

Summary Assessment

Output 2: Partially
delivered

As in the ProDoc

Sustainable
preservation and
management plan is
implemented

As in revision 2014

Sustainable
preservation and
management plan
implementation initiated

As in the TOC

Foundations and
requirements for the
implementation of SMP
are in place

- Number of tools and options
for ecosystem management
and cultural management, in
line with the World Heritage
Operational Guideline for the
local officials and
communities (Target:10)

-A comprehensive long-term
conservation and
management plan for the
proposed World Heritage
property is operational
incorporating community
participation and
consultations with clear roles
and responsibilities ( Target:
1; Baseline: 0)

- Actual operationalization of the
plan did not materialize, although
some ongoing activities related to
monitoring prac tices were
sustained and improved by
guidance from project teams.

- The SMP emphasizes the
importance of the community
participation and consultations.
Moreover, it includes clear
delineation of roles and
responsibilities of different
stakeholders.

122.Four activities were identified in order to ensure the delivery of this output:

() Analyse current and future options for sustainable ecosystem

utilization and impacts on preservation,

including local product

development, industrial activities including touris m, agriculture and

aguaculture, construction using native materials,

and others; analyse

income and job opportunities generated in other world heritage sites
and identify possibi lities for the area. (Lead: UN Environment)34,

(i) Implement a pilot project on com munity -wide ecosystem management
and cultural preservation, including sustainable tourism, incorporating
environmentally sound practices ,

34 Mentioned in the work plan not in the logframe
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(iii) Support small-scale community level initiatives to introduce
preservation and management options for n atural and cultural
resources, and

(iv) Provide advice and assistance to establish a centre for Marshland
Ecosystem and Natural Resource Management, which will serve as an
anchor institution for natural resource preservation efforts in the
southern governorates.

123.1t is worth noting that this output was subjected to several changes as
explained in table (3) and has been reworded again in the TOC to reflect the
realities of the project.

124.Major achievements towards delivering this output were:

A Three preliminary community meeting s with local stakeholders organized ,
A Core experts selected to draft the management plan and nomination file ,

A Gaps were identified by the core national and international experts to
complete the nomination file ,

A National Red list Assessment Process initiate d to support the biodiversity
values,

A National Red list Assessment for the selected species in the Marshlands
areas completed

A Implementation plan for the SMP including an Institutional framework for
the Iragi Marshlands completed ,

A Monitoring Programme for SMP developed including Risk Management
Plan,

>

Additional government staff trained on monitoring tools of the SMP,

>

MOU was signed with Iran on the margin s of Istanbul WHC meeting, and

A project proposal was prepared by UN Environment to support GOI in the
upcoming phase.

>

125.Due to the shortage of time between the endorsements of the plan, W orld
Heritage Center decision and the closure of the project , in addition to fact that
the project financial resources were exhausted, the pilot implementation did
not materialize.

126.Through the support of the project, routine and ad hoc impleme ntation and
monitoring continued to take place as usual by the University of Basra on
water quality, archaeological monito ring and excavations, biodiversity
surveys and monitoring oil excavations.

127.Several reasons were behind the limited delivery of this output including :

A Delays in the development and endorsement of the SMP as it was
endorsed in July 2016,
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A Delays in the inscription process , World Heritage Center decision was
taken in July 2016,

A Lack of proper funding mainly due to limited governmental funding, as
sizable share of the government budget was allocated to fighting terrorism
in addition to the drop in the oil prices ,

>

Weak and uncoordinated monitoring and supervision , and

Successive changes in the government policies and the restructuring of

the major institutions involved such Ministry of Environment and Ministry

of Culture.

128.The Government Of Iraq expressed its commitment to the implementation of
the SMP as stipulated in th e new National Development Plan (NDP) 2018 -
2.22 section 3 of the Environment Sustainability Chapter 10, identifies four
objectives, the third objective is of close relevanceto Ma r s h | Rrotettig, ;
restoring and sustaining the use of terrestrialeco sy st e ms ’

129.Fifteen measures have been identified in the NDP to achieve the third
objective, out of which t hree are of immediate relevance to Marshlands as
explained in section 5.1.3. This demonstrate s the strong ownership and
willingness of the Government Of Irag to proceed in the implementation of the

SMP.

Table 6: Summary Assessment of Output 3

Outputs

Indicators and Targets

Summary Assessment

Output 3: Partially delivered

As in the ProDoc

Human and institutional
capacity is developed to
implement sustainable
management

As in the TOC

Human resources and
institutional capacities are
developed to implement the
sustainable management
plans (as in the TOC).

- Number of communities
involved in capacity building
training (Total: 50
communities ; Baseline: 0)

- Core experts for the world
heritage site management

identified and trained ( Total:

2 core Iraqi experts;
Baseline: 0)

- 60 persons have
participated in capacity
building activities

- Some delays occurred in
implementing act ions
capacity building mainly
those related to the SMP

- Very limited number of
communities participated in
the capacity building

2 core experts received
training

130. Four activities were identified in order to ensure the delivery of this output:
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(i) Raise capacity of Iragi institutions and individuals on the following
aspects of preservation and management of natural and cultural
heritage:

o Institutional frameworks and practices for sustainable
management,

o Data collection and analysis needed for the cons ervation and
management plan establishment and implementation ,

0 Local level initiatives on marshland management and sustainable
ecosystem utilization ,
Inscription Process of W orld Heritage Center,
Management of World Heritage Site, and

Organization of secondary training on the above subjects inside
Iraqg.

(i) Provide training and curriculum development support in the fields of
cultural restoration, ecosystem management, archaeology, and tourism
development to Iragi educational institutions (lead: UNESCO) ,

(iif) Share lessons learned from the process of WHS submission within Iraq
to provide information and guidance on other potential sites for WHS
inscription (lead: UNESCO), and

(iv) Develop programmes for school pupils on the Marshlands that feature
ecological, cultural, and historical importance of the area, including
teaching materials and field visits (lead: UNESCO).

131.The following ha s been achieved towards the delivery of this output :

> >y > > >

> >

Two introduction training s on World Heritage Nomination completed,
A study tour con ducted,

One training on drafting the W orld Heritage Nomination file organized,
Two training s for the protected area management organized,

Final review of the nomination file conducted under the guidance of
international experts,

One training for Red-list assessment organized,

Final consultation workshop of the World Heritage nomination file
organized,

Technical report documenting lessons learned from the nomination file
and process for capacity building report on capacity building needs
assessment for the long-term sustainable management plan were
prepared,

Capacity building workshops/consultations with local authorities and local
communities completed,
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A Capacity building workshops/consultations on the SMP with 6 local
authorities and with 50 local communi ties completed in the later stages of
the project and reported, and

A Human and institutional capacity assessed and action plan for sustaining
result discussed with partners

132.Without the proper training and capacity building activities provided by the
project, it would have been more difficult to achieve the project results.

133.Since the inception of this project, s everal important events and activities
covering a wide range of subject matters took place and achieve ments were
made in relation to this output as mentioned in the above paragraph.

134.Local communities did not receive due attention earlier in the project and
efforts to enhancing their capacitest o . i mpl ement sustainabl e
were perceivedtobe; t oo |l i ttle, too | ate’

135.The lack of workshop evaluations, especially by the participants at the end of
the workshop and later by their relevant institutions , has limited the
eval uatoros judgement o nopihiimgoftheuperisand v of t
interviewed regarding the quality of training ranged between good and
excellent.

136.Reasons behind the achieved successes are:

A The felt need for training as the inscription process required special
knowledges and skills ,

A The project continued the support to, and provision of, the enabling
environment and requirements for training and capacity building ,

Involvement of specialized agencies in the provision of training, and

C >

A Cooperation of Iraqgi institutions in the nomination and release of the
trainees and facilitation of the training events and workshops

Table 7: Summary Assessment of Output 4

Output Indicators and Targets | Summary Assessment

Output 4: Partially delivered

Number of The following international and
As in the ProDoc international/regional regional organizations were
partners involved directly involved:

Global support and
coordination for conservation | (10 partners involved). |UN Environment and its IETCand

and management are ROWA units

maintained . UNESCO headquartefWHC and
Baghdad office

As in the TOC IUCN/ROWA and the
headquarters/ICOMOS
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Output

Indicators and Targets |Summary Assessment

Global and regional ARCWHBahrain
cooperation to improve
coordination mechanisms,
facilitate the adoption of
MEAs and support to
conservation and
management of Iragi
Marshlands is enhanced

137.Three activities were identified in orde r to ensure the delivery of this output:

(i) Build and maintain international support for the conservation and
management of the Iragi Marshlands heritage, such as inclusion of
natural and cultural heritage management concepts and practices into
existing and new international technical assistance initiatives and
donor coordination ,

(i) Report on the progress of the Marshland preservation and management
practices in the international arena, including cultural restoration, Iraqi
reconstruction, transboundary water re source management, and
sustainable tourism development , and

(iif) Support a pilot study of hydrological and ecological functions of the
Iragi Marshlands (such as an upstream area), and share the results to
inform management practices of the Gulf (downstream are a)

138.The following ha s been achieved towards the delivery of this output :

A

>

> B>y >y >

>

Kick-off meeting between UNEP-UNESCO organized with Iraqi
stakeholders,

Several side events during the Convention on Biodiversity -Conference of
Parties

One international assessment ac tivity launched ,
Donor coordination meeting organized ,
Two international assessment activities completed

Global comparative analysis on natural and cultural values completed and
incorporated into the World Heritage nomination file ,

International side event at the World Heritage Convention Meeting in
Doha/ Qatar was conducted to promote W orld Heritage Convention file,

International side event at the W orld Heritage Convention Meeting in
Germany to promote the World Heritage file,

World Heritage nomination criteria integrated into national frameworks
and synergies with biodiversity and related MEASs,

An assessment of the WH file is conducted and shared by ARCWH/IUCN
and
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A A Series of meetings with UNESCO and GOl organized to discuss options
to involve more partners in supporting the initiative .

139.The project succeeded in acquiring global support to its objectives, this is well
demonstrated by the following:

A The WHC Decision number 40COM3B16 in Istanbul inscribing the Iraqi
Marshlands and the fact that the decision was supported by 18 out of the
21 member states of WHC, despite the recommendations of the WHC
advisory bodies (ICOMOS/IUCN)to defer the file for further evaluation |,
constitutes a major achievement,

A During the visit of the UN Environment E xecutive Director to Iraq in May
2017 and his visit to the Marshlands, the E xecutive Director expressed
willingness and readiness of UN Environment to continue and expand its
support, cooperation and partnership with Iraq in improving environment
in general and the implementation of the SMP in particular,

A The wide media coverage of the inscription decision and the world-wide
praise of the process as an unprecedented case that can be followed and
replicated by other cou ntries,

A The inscription process and project efforts were presented in several side
events such as CBDCOPLO, WHCmeeting in Qatar and WHC meeting in
Germany.

140.Major reasons behind the success can be attributed to the following:

A The enormous threats facing the Marshlands heritage and eco -systems
which attra cts the attention and support of the international community

A The unique case of combining the preservation of both natural and cultural
resources and heritage encouraged stakeholders to act promptly and
collectively , and

A The priority and importance that G Ol places to the Marshlands not only due
to its environmental and cultural vulnerability but also to overcome the
sufferings and burdens imposed on its population.

141.No proper targeting of gender, vulnerable and marginalized groups in the
project activitie s and outputs.

The overall achievement of the four outputs is rated Satisfactory

5.4.2 Achievement of direct outcomes

142.The evaluation of the direct outcomes assess es the extent to which the two
outcomes identified in the ProDoc and in the reconstructed TOC have been
achieved and the extent to which the drivers and assumptions were realistic
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and in place. This analysis is very much relate d to, and informed by, the
analysis and findings of the previous section.

143.Five assumptions and four drivers were identified as prerequisites to the
successful realization of the project results (see table 2, chapter 4).

144.1tis fair to believe that most assumptions have held to different degrees. The
security situation has deteriorated , especially as a result of ISIS invasions,
but the Marshlands governorates have not been affected directly. While the
situation in Baghdad was aff ected heavily which contributed to the delays of
implementing certain activities .

145.The only driver that was not realized is the one related to the priority t 0 be
accorded to gender issues. Despite the fact that gender was emphasised in
the ProDoc and the SMP, patrticipation of different gender groups in the
project activities was limited .

146.1t is worth noting that all assumptions and drivers are interlinked and affect
all outcomes, intermediate states and impact

Outcomel: Government institutionsand local community partners adopt and integrate
SMP and its options in the national andbcal strategies and plars. (Outcome partially
achieved)

147.As shown in the TOCdiagram, this outcome is a result of delivering outputs
1, 2 and 3 The Marshlands has been inscribed in the WHC list despite the
considerable delays. It is worth noting that some of the SMP suggested
interventions are already under implementation by severa | national
institutions. The SMP and its options were widely disseminated through
workshops, media, side events at the national, regional and international
platforms .

148.Due to the fact that the actual implementation ofthe SM P o pt i ons
place, replication of options was not possible, yet several experiences,
acquired knowledges, new methodologies and procedures that have been
gained and applied by the project have been benefitted from and replicated
by different stakeholders . The integration of the SMP in the new NDP 2018-
2022 is very strong evidence that the Government Of Iraq is adopting the
implementation of the SMP.

149.The UN EnvironmentE x e c ut i v e vidittodrag end ¢the Masshlands and
the results of the visit , mainly in regard to the SMP, are important milestones
and results of the project efforts .

35 Mission of the Executive Director to Iraq 21 -23 May 2017, summary Action Items
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150.1t is worth mentioning that some of th e activities continued after the project
reached operational completion as mentioned in section 5.4 .1

Outcome 2 Global and regional cooperation and suppbto the SMP implementation
maintained. (Outcome fullyachieved)

151.Qutputs 4 and 1 contributed directly to the achievement of this out come while
output 3 contributed indirectly and to a lesser extent in achieving this
outcome.

152.1t is evident that concerted ef forts have been exerted to enhance institutional
and human resource capacity and to gain global support to the Marshland as
explained in the former delivery of outputs section 5.4.1.

153. The following has resulted mainly due to project interventions:

A

Global and regional support and coordination were attained all through the
preparation of the file, formulation of the SMP and their endorsements,
mainly from the UN Environment, UNESCO andthe immediate relevant
regional institutions such as IUCN and ARCWH

The success in building n ational consensus and overcoming institutional
conflict s of interest especially before and during the Istanbul meeting ,

The voting result in the Istanbul World Heritage Convention meeting on the
inscription of the Iragi Marshlands reflects the solidarity and support of the
global community. T he decision was adopted by 18 out of 21-member
countries,

The quality of the SMP and the active role played by regional institutions
and national stakeholders in its formulation, leadership and man agement
would not have been possible without the efforts of the project in
improving the efficiencies of the relevant institutions

Implementing partners have contributed in-kind to sup porting some of the
institutional and human resources capacity buildin g activities , and

The fact that UN Environment has prepared a project proposal to continue
the support to the implementation of the SMP is strong eviden ce of the
continued interest of the international community in the implementation of
the SMP.

154.The successes in achieving this outcome can be attributed to the following:

A
A

A

A

The fact that Marshlands has been inscribed as a unique case ,

Ownership of the Government Of Iraq through including the SMP in the new
NDP,

Joint and coordinated efforts of the national, reg ional and international
community ,

Enhanced institutional and personnel capacities .

155.The realization of this outcome has been negatively affected by the following:
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A Successive organizational changes in the structures of the main ministries
mainly Ministry of Environment and Ministry of Cultures as both ministries
were merged with other ministries ,

p

Conflict of interests among line ministries and institutions

p

Shortage of funding , and
Weak follow up and monitoring by the Steering Committee and MOHE

>

156.The role of the project and the support of UN Environment were essential in
the realization of the outcomes especially during the second phase of the
project starting in 2014.

Based on the above the achievement of the outcomes of proje ct interventions is
rated Satisfactory .

5.4.3 Likelihood of impact

157.This section of the evaluation assess es the likelihood of the int ended positive
impacts becoming a reality. *® The pathway from the project outcomes to the
intermediate states and then to the project intended impact are depicted in
the TOC diagram.

158.Again, the ProDoc did not include an impact statement per se, yet the
reconstructed TOC benefitted from contents of the overall goal and objecti ves
in the ProDoc when formulating the impact.

159.The TOC identified three intermediate states (identified in table 3) that were
expected to materialize as ementsiesul t

A As discussed in section 5.4.2 most assumptions and drivers materialized,
with the exception of the security assumption and the driver related to
gender priority.

A Regarding IS 1.1, the implementation of sustainable management
practices and heritage preservation are ongoing activities. The project has
contributed to a certain extent to this through the work with the University
of Basra and support to the Ministry of Culture.

A As for IS 1.2, originally the project planned budget was around USD 3.597
million, while the actual budget received mounted to USD 2.369 million out
of which around 66% came from the government of Italy.

A As a result of the additional financial burden on the government budget
due to the huge costs of the fight against terrorism an d the decrease in the
oil prices, the government did not allocate proper financial resources to the
project.
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A The results of IS 1.1 and IS 1.2 have directly impacted on realizing IS 2. So
far, the major contributors to IS 2 were the capacity development and
global and regional support activities. The materialization of this
intermediate state will be more evident as SMP starts being implemented.

A In light of the fact that the war against terrorism came to an end and
recovery of the economy is expected, there are good reasons to believe
that the Government Of Iraq will allocate appropriate funding to the SMP
implementation and contribute to its sustainability.

A Global and regional technical and political support were ensured all
through the inscription process. During the upcoming phase of the
implementation of the SMP, it is realistic to believe that the intermediate
states will hold and will be realized.

A As has been mentioned earlier in this report, the SMP was endorsed and
constituted an integral part of the i nscription file, moreover, the
Government Of Iraq integrated the SMP in its present NDP 2018-2022. This
is clear evidence that the SMP is well adopted by the Government, but it is
still to be proved by the allocation of the appropriate and needed financial
resources from the national budget and the due technical and financial
support from the international community.

160.The likelihood of long -term impact depends very much on the realization of
realistic and attainable assumptions that are out of the project ¢ ontrol. It is
not easy nor precise to assess the effects of the project in the longer-term,
but the results of project intervention contributed positively to a certain
degree in preserving the Marshlands resources. Moreover, and when
considering that the i mpact will not result from the project interventions only
but also from other present and future interventions that are /will contribute
to the achievement of the impact , then the possibility of impact realization
becomes higher.

The likelihood of the impa ct is rated Likely.

5.5 Financial Management

161.The projectos financi al information
Table (Table 1), the section on Project Finance (see section 3.6) and in Table
8 and Table 9, below. The direct, indirect and in-kind contributions of
organizations other than the Italian Government are not valued, accordingly
not included in the project budget and expenditure s which adds to the
ambiguity of financial information.

162.No final financial statement s on the planned and actual project cost s per
activity, output, year and source of funding for the full project life were made
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available to the evaluator *” and figures have been consolidated by combining
data from different documents to gain an overall picture of the financial
status of the project.

163.During the life of the project USD 2.369 million or 66% of the planned budget
was provided by the Government of Italy and combined documents show that
USD 2,197,316.79 of this was expended between 2009 and the end of 2018.
This suggests an unspent balance of USD 198,745, for which no
documentation was made available.

164.UN Environment recognises an operational completion and a financial
closure date for its projects. The only expenditure that should take place
between the two time points is for the project Terminal Evaluation. The
financial report of November 2018 shows expenditure during the years 2017
and 2018 although the reported operat ional completion date is September
2016. It is not clear on what basis further expenditure was made after
operational completion.

165. Survey responses indicate that in the last two years of the project (i.e. 2015
and 2016) funds were received to a total value of USD 425,000. However, the
records of November 2018 show a total expenditure of USD 362,676.41. The
lack of complete financial documentation and annual reporting make it
difficult for this evaluation to provide any further insight into the phasing of
project funding vis -a-vis its expenditure. Incomplete record keeping and/or
reporting weaken the transparency and
financial management.

166.1t is noted that considerable institutional memory and documentation was
lost due to a com puter malfunction. However, an adequate back up system
should have been in place for key information, such as financial records 38,
During the evaluation the Evaluation Manager extracted some documents
from the Project Information Management System (PIMS), b ut a more
comprehensive institutional record should have been available.

167.The financial reports provided present information by administrative
components such as Personnel, Sub-contracts, Training etc. UN Environment
templates and systems did not require th e presentation of budgets by any
results category, such as outputs or outcomes, at the time or project design,
but this should be considered in any future project designs. The current
financial management system now supports such results -oriented budget
presentation.

%7 The Evaluation Manager requested all financial in formation to be provided to the evaluation team and
the evaluation team requested the same through several communications with the project management,
but unfortunately very little was made available.

%8 The Project Team note that UN Environment transition from one financial management system
(IMIS) to another (UMOJA) during the life of this project. The importance of back -up systems and
complete financial records stands.
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168. The scattered nature of financial records, subsequent gaps in information and
the lack of a complete set of annual reports raises a number of concerns,
namely: a lack of transparency in record keeping; weak financial
accountability and a limita tion to the extent with which financial information
can be interrogated to gain deeper insight
the standards by which it was managed.

Table 8: Project Financial Management

Financial management com ponents: Rating Evidence/ Comments
Completeness of project financial information : U
Provision of key documents to the evaluator (based on
U
the responses to A-G below)
A. Cof inancing and Proj €No No detailed co-
design (by budget lines) financing and project
costos tabl
provided at design
B. Revisions to the budget Yes
C. All relevant project legal agreements (e.g. Partially Some agreements
SSFA, PCA, 1B). with implementing
partners were not
made available (or
were provided during
the final circulation
of this report) .
D. Proof of fund transfers Yes
E. Proof of co-financing (cash and in -kind). No In-kind contributions
could not be verified.
F. A summary report on Partially No single source was
expenditures during the life of the pr oject provided for the life
(by budget lines, project components of the project. A
and/or annual level) combination of
documents were
retrieved from
different sources ,
with varying
information for
20143,
Budget and
expenditure reports
are organised by

39 The December 2015 revision document records actual expenditure for 2014 as USD 91,150.55 and the
November 2018 summary report records no actual expenditure for 2014 but commitments of USD
87,119.55. In this evaluation the expenditure from the December 2015 revision document has been used
in expenditure calculations.
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Financial management com ponents: Rating Evidence/ Comments
administrative
component and not
by results
categories. 4°
The financial report
of November 2015
does not conform to
any standard format
or use of financial
categories (e.g.

rel eased |

G. Copies of any completed audits and Not

management responses (where applicable
applicable).

H. Any other financial information that was Partially Annual and periodic

required for this project (list): reports to UN
Environment and
donors including
financial status are
not complete .

Any gaps in terms of financial information that could be

indicative of shortcomings

with the UN Environment or donor rules Yes

Project Manager, Task Manager and Fund Management

Officer responsiveness to financial requests during the

evaluation process MS

Communication between finance and project

management staff 4% u

and/ or Tas
projectoas

Project
awareness

Manager
of the

Fund Management Officeros
progress/status when disbursements are done.

Level of addressing and resolving financial
management issues among Fund Management Officer
and Project Manager/Task Manager.

The following
suggest that little
awareness? of the
financial statu s vis-a-
vis the pradg
performance was
possible:

Scattered financial
records.

Lack of/gaps in
annual reports.

Limited transfer of
information between

40 At the time of projec t design this was not required but should be considered in future phases.
4! The institutional memory was lost, accordingly, most parts of the project finances and

financial management history were not available.

42 For example, the Progress Report of Janv June 2016 has no financial information.
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Financial management com ponents: Rating Evidence/ Comments
DTIE and ROWA
when project
management roles

— changed.

Contact/communication between by Fund Management . .

. . . In addition, files lost

Officer, Project Manager/Task Manager during the

reparation of financial and progress reports when computer

P ' crashed when there
should have been a
more comprehensive
backup system.

Overall rating U

Table 9: Summary Project Financial Status

Year Planned (USD) Actual Expenditure % Actual/Planned
(USD)
2009 445,012 216,902 48.5
2010 Not known 352,975
2011 398,505% 395,975
2012 186,673 213,835
2013 762,293 564,721
2014 281,091 91,151
2015 338,210.14 70,955.54
2016 142,086.20 219,309.47
2017 Not known 62,344.03
2018 Not known 10,067.37
Total 3,597,650 2,197,316 61
(total taken from
project document(]
this is not the sum
of this column)

Project financial management , based on the incomplete financial docume ntation that
was made available to the evaluation, was poor and rated Unsatisfactory

43 Budgeted figures for 2011 -2013 were provided during the final circulation of the report and
are added here for completeness of this table, although the whole report was not revised to
include these figures elsewh ere.
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5.6 Efficiency

169.In accordance with OECD/DAC* definition, this evaluation assess es the
extent to which the project delivered maximum r esults from the given
resources. This includes both the cost effectiveness and timeliness of project
execution®®. As per the TORs, costeffectiveness is the extent to which an
intervention has achieved, or is expected to achieve its results at the lowest
possible costs i.e. best value for mo ney, while timeliness refers to whether
planned activities were delivered according to the expected timeframes as
well as whether events were sequenced efficiently

170.1t is worth noting that the project duration w as extended from 36 months to
87 months while the actual funding did not exceed 67 % of the originally
planned budget for the first three years.

171.Despite the work achieved during the first five years, most of the tangible
results were achieved in the last two years of the proj ect life span i.e.
completion of the file, finalization and endorsement of the SMP and the
inscription decision . Some of these delays and corresponding low spend are
due to the challenging context in which the project operated.

172.As discussed in section 5.4 and despite the major achi evement in inscribing
the Iragi Marshlands in the World Heritage List, major delays in achieving
certain activities and accordingly their relat ed outputs have materialized. This
is well demonstrated by the fact that the inscription was late by around 40
months, moreover, the implementation of the pilot activities was very limited
to continuation of the routine and quality monitoring activities

173.Due to the; (i) delays occurred in the first phase, (ii) the consecutive
extensions in the project duration and (iii) the minimal implementation of pilot
activities , the project actual expenditure per activity/output has changed in
favour of personnel and sub-contracting components in order to enable
preparing the file , the SMP and to complete the inscription process .

174.The costs of the project extensions were made available from : (i) the three
instalments that were paid by the Italian Government after the end of the
originally planned duration i.e. Feb. 2012, which constituted more than 50%
of the total project actual costs, (ii) the savings that resulted from the limited
implementation of the original output 2 activities and (iii) some unstated
costs from UN Environment, UNESCO, IUCN and ARGVH.

175.The original timeframe and budget were not realistic simply because the pi lot
implementation of certai n options and measures requires more time and

4 OECD = Organisation for Economic Co-operation and Development/Development
Assistance Committee
45 Evaluation Terms Of Reference
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money, realizing that the preparation of the inscription file and the SMP alone
required double the time and consumed all the money.

176.Proper follow up and monitoring from both UN Environment and MOHE and

the enforcement of the Steering Committee roles and responsibilities would
have facilitated and expedited the pace of work, avoided the relatively long
extensions and ultimately would have resulted in better value for the money.

177.The project has benefitted from ,and built on,the Marshlands previous project

implemented by UN Environment during 2004-2008, this is mainly
demonstrated in the adoption of the same management structures of the
former Marshlands project, utilizing the Marshlan ds Information Network
(MIN) and using the former project website ,in addition to benefitting from the
Post Conflict and Disaster Management Branch initiative on capac ity
building .

178.Iraqo bio capacity by person has been decreasing from -1.2 GHA* in 1985 to

-1.8 GHA in 2014 according to the Global Footprint Network #7, the project
contributed positively to minimizing environmental footprints through; (i)
improving awareness of the stakeholders to environmental sustainability
issues, (ii) putting in place prop er medium- and long-term plans and (iii)
attracting regional and international attention and support to the sustainable
management of the Marshlands .

179.Reasons for the project extension s were to; (1) compensate for the d elays in

the inscription process and t he formulation and endorsement of the SMP that
resulted from the changes in the political scene, volatility of t he security
situation, frequent institutional restructurings and changes in the project
counterparts and (2) seek additional finance as the fina ncial resources that
were available during the originally planned duration of the pr oject which is
36 months were USD 1.87 million only, and (3) complete the uncompleted
activities and tasks.

The efficiency of the project is rated Moderately Satisfactory .

5.7 Monitoring and Reporting

180. This section will assess the monitoring and reporting at three levels:

46 Global Hectare
47 National Footprint Accounts 2018 e dition (Data Year 2014); building on World Development Indicators, The World

Bank (2016); U.N. Food and Agriculture Organization.
48 In accordance with the UN Environment Evaluation Office evaluation criteria matrix, the fact there were

two extensionsofmor e than one year, the project should

has

been adjusted to  Moderately Satisfactoryo
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5.7.1 Monitoring d esign and budgeting

181.Despite the fact that the ProDoc included a section on monitoring and
reporting stating that reporting, accounting and auditi ng of the project would
be conducted according to standard UN Environment procedures, yet there is
no proper and sound monito ring plan.

182.The ProDoc identified indicators only at outcome level and their means of
verification, the indicators are not SMART *as t hey donot
targets, and accordingly there was no disaggregation by gender, vulnerability
or marginalization .

183.According to the ProDoc an annex including the overall project budget
specified by categories on yearly basis should be attache d, the evaluator was
not able to find such table, the only annex attached to the ProDoc is the
budget for 2009 which include s a budget item for monitoring and evaluation
without a sub -item for monitoring and reporting, the only budget sub-item
exists is for the evaluation.

184.The project work plan identifies the starting and ending dates of the activities
for the first 36 months it also identifies the lead institution for each activity.

185.The project revisions identified the indicators, targets, baselines and
milestones for the outputs and outcomes but again yearly specified budgets
for outputs and activities were not included.

186. Detailed project cost s are not available; hence it is not possible to accurately
define how the project managed to compensate for the add itional
management cost during the extended period of 51 months .

The appropriateness of the monitoring design and budgeting is rated
Unsatisfactory .

5.7.2 Monitoring of project i mplementation

187.A monitoring plan was not included in the original ProDoc nor in an y of the
revisions. Accordingly , no specific budget for monitoring was allocated in the
budget.

188.No mid-term evaluation was conducted because it was not originally planned.
This is despite the relatively long life of the project and the challenges it faced
during its implementation .

189.The project revisions and progress reports include information on
achievements against outputs and outcomes, in addition to suggestions to

4 SMART is a commonly used abbreviation standing for: Specific, Measura ble, Attainable, Realistic and
Time-Bound.

61

Il denti fy



improve and overcome challenges. Some quality assurance and reviews of
the technical reports prepared by other implementing partners w ere
undertaken. Yet the progress reports were not systematic without proper
financial reporting.

190.Despite ongoing communication between the project and the MoHE, t he
absence of a proper and systematic monitoring that is aligned with UN
Environment monitoring guidelines and procedures has negative ly impacted
not only on the project performance and efficiency but also on this evaluation.

Monitoring of project implementation is rated Unsatisfactory .

5.7.3 Project reporti ng
191. Several reporting modalities were used by the project including the following:

A Periodic reports were submitted by the project management covering
different periods, so despite the fact that there were annual progress
reports for some years, no proper annual reporting comparing the achieved
with the planned activities, their costs, reasons for deviations, lessons
learned and recommendations were made available to this evaluation ,

A The project revisions?o document s inclu
achievements and progress in the project implementation and reasons
behind the delays in addition to justification for the extension

A The project team provided considerable documentation describing the
projectos activities, (baveral documengsrandy i n i t's
information were made available at a late stage of the evaluation (April
2019 during the circulation of the final draft). The difficulty in obtaining this
information suggests it was not well institutionalised.

192.No financial reports detailing th e planned allocations and the actual
expenditures per activity/output/annum  were made available to the
evaluation.

193.The project final report that summarizes the accumulative achievements,
results, costs, issues, challenges and recommendations over the whole
lifespan of the project is not available, the last project progress report cover s
the period January 2014-June 2016 only and it lacks any financial
information .

194.The evaluator was not able to track feedback comments from UN
Environment, the Steering Committee and/or MOHE on the reports provided
by the project. Due to the lack of project database and documentation and/or
nonexistence of such feedbacks or responses.

195.The evaluator was not able to access regular progress and status reports that
were delivered to the Government of Italy and the feedback from Italian side
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on them. It is noted however, that some reports were provided at a very late
stage in the evaluation process (April 2019).

196.All in all, several reports were available covering most implementati on
periods, but the reporting was not systematic , did not apply proper reporting
guidelines and lacked major financial information .

197.1t is worth noting that the evaluator did not have access to the UN
Environment information system PIMS.

Project reporting i s rated Moderately Unsatisfactory .

5.8 Sustainability

198.For the purposes of this evaluation , sustainability is understood as the
probability of direct outcomes being maintained and developed after the
close of the intervention .>°This section discusses and assesses the factors
that might have affect ed, both positively or negatively , the persistence of the
projecto sachievements and direct outcomes as related to the following
aspects:

5.8.1 Socio-political s ustainability

199.The following are key prerequisites enabling social and political fa ctors to
achieve the sustainability of the direct proj ect outcomes :

A

>

Maintenance of political will, priorit isation and commitment accorded by
the Government of Iraq to the preservation and development of the
Marshlands,

Regional cooperation with neighbouring countries i.e. Turkey, Syria Iran
and Kuwait,

Security situation stability ,

Commitment of the government to put in place the conductive ins titutional
structure s that ensure maximum support and harmony in order to restore

and sustain t he natural resources and cultural heritage in the Marshlands ,
and

Commitment from the government and its institutions to partnership with
private sector and civil society organizations and provision of due support
to issues related to gender, human rights and vulnerable groups.

200.The present financial challenges facing Irag , mainly due to the decline in oil
prices, the reconstruction costs of the infra -structure and the rehabilitation of
the new environmental hot spots resulted from the war on terrorism, have and

%0 Terminal Evaluation Terms of Reference of this project
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will inevitably affect the pace of development and sustainability of efforts in
the Marshlands .

201.Concerted efforts need to be in place in order to raise the awareness of
politicians, decision makers and the international community to the
importance of the implementation of the SMP as a major requirement and
opportunity for the sustainability of the marshland resources that might be
forgone if timely action is not taken as some damages are approaching
irreversible stage. This is an uncompromisable right of future generations and
a global wealth .

The socio-political sustainability is rated Moderately Likely.

5.8.2 Financial sustainability

202.Financial sustainability is a function of several factors that will positively or
negatively contribute to the availabilit y of financial resources required as
mentioned in the earlier sections.

203.The sustainability of what has been achieved so far and any future
achievements as a result of the SMP implementation is dependent mainly on
the Iragi governmento sallocation of the re quired financial resources in the
short, medium and long term to the im plementation of the SMP and to ensure
the sustainability of its outcomes

204.The UN Environment newly prepared project proposal will, if implemented,
contribute positively to financial sust ainability .

The financial sustainability is rated Moderately Likely.

5.8.3 Institutional sustainability

205.Issues related to Marshlands are multidisciplinary and multi -institutional as
it is closely related to different subject matters including but not limited t 0;
environment, water, culture, agriculture, service delivery, infrastructure,
politics, economy and social issues.

206.Accordingly, and as explained in chapter three of this report, several
government, NGO, CSO, local community,private sector, international and
regional institutions and groups are involved directly or indirectly in the
Marshlands.

207.The high natural and socio-economic vulnerability and fragility of the
Marshlands require an efficient and effective institutional set up that can
promptly and app ropriately respond to the ad -hoc, short, medium- and long-
term needs of the Marshlands and its people . In addition to properly monitor
and evaluate plans, programmes and projects.
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208.The enabling legal framework, policies and procedures and availability of
proper financial and human resources are major pillars and prerequisites for
good governance.

209. Furthermore, issues related to p e o p hnel D&l community empowerment,
gender equity, human rights, partnership with private sector and civil society
organizations, accountability and transparency have not been given due
attention . Knowing that they constitute major requirements for vibrant and
efficient institutions that need to be in place in order to manage the
restoration, development and sustainability of the Marshland.

210.The project has supported several institutional and human resour ces
development efforts concentrating on issues tailored to the management and
facilitation of the inscription process and development of the SMP . The
sustainability of the efficient and effective performance of institutions
dealing with the Marshlands depends not only on the availability of the
needed financial resources but also on the will and commitment of the Iraqi
government to put in place robust institutional framewor k.

211.In this regard, UN Environment has prepared a project proposal to be
presented to the Green Climate Fund (GCF) that will bridge the gap between
the present situation and the proper implementation and sustainability of the
SMP options.

The institutional susta inability is rated Likely.

5.9 Factors Affecting Performance
5.9.1 Preparation and readiness

212.This project has succeeded another project that was implemented in the
Marshlands by UN Environment during 2004 -2009, so it has built on, and
benefited from, the former Marshlands project, and also from involving major
stakeholders mainly from the public sector , but it did not give due attention
to involving local communities in its design. Please see sections 5.2, 5.4.1,
5.5 and 5.6.

The rating for preparation and readin ess is Moderately Satisfactory

5.9.2 Quality of project management and supervision
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213.Despite the fact that a Steering Committee was established to oversee the
management and performance of the project, yet it was not functioning
properly. UN Environment has assigned a project manager all the time
assisted by Iragi technical and support staff.

214. Further, the project contracted two regional partners to provide technical
support to the project . The quality of the project management, supervision
and the performance of the implementing partners was acceptable. Please
see sections 5.4, 5.5 and 5.6.

The quality of project management and supervision is rated Moderately
Satisfactory

5.9.3 Stakeholders participation and cooperation

215.St akehol der so parti cwepdtonsstentancfldctuatedo per at i o
mainly due to the frequent changes in the institutional structures and
personnel and due to the conflicting interests among national institutions.
The project management team tried to improve this situation by facilitatin g
communication and consensus building in order to minimize the impact of
these sensitive issues on its performance.

216.The involvement of major stakeholders such as local communities, gender

and vulnerable groups was not given enough attention. Please see sections
5.1,52,54.2,543,5.6,5.8.3

Participation and cooperation of stakeholders is rated Moderately
Satisfactory

5.9.4 Responsiveness to human rights and gender equity

217.The ProDoc did not include any mention of human right issues and
international dec larations. Furthermore, the improvement of human rights
was not directly targeted by the project. Gender equality issues were given
due attention in the project document, yet, improving gender inequalities
during the project implementation was not given due attention. Please see
sections 5.2, 5.4,5.7.3 and 5.8.3.

The rating of responsiveness to human rights and gender equity is
Moderately Unsatisfactory.

5.9.5 Country ownership and driven-ness
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218.This varies across the project - in some cases it was highly satisf actory as
was the case before and during the inscription meeting, while in other cases
it was highly unsatisfactory mainly when it comes to financial allocations by
the Government Of Iraq. Please see sections 5.1, 5.4.3, and 5.8.3

The rating for country o wnership and driven-ness is Satisfactory.

5.9.6 Communication and public awareness

219.Communications were intensified shortly before and during the inscription
process, but were moderate all through the rest of the project life. Please see
sections 5.4.2 and 5.8.3.

The rating for communication and public awareness is Satisfactory.

6 Conclusions and Recommendations

6.1 Conclusions

220.At the time when the project was launched, its interventions were urgently
needed due to the enormous threats and challenges facing the Mar shlands
and endangering the sustainability of its resources.

221.The project plan was very optimistic, especially when it comes to the pilot
implementation of the SMP options. It underestimated the time needed for
implementation and the amount of financial re sources required. Future
project plans need to be more realistic.

222. Adaptive planning was undertaken, but only as a result of project revisions.

223.Efficient and effective institutional set up for the management of the
Marshlands is a major ingredient and cont ributor to the success in
implementing the SMP .

224.Financial resources that were made available to the project were limited, the
annual project expenditure was around USD 350,000 i.e. the budget was
spread thin. Other than the in-kind contributions i.e. staff time and logistic
support, the Government Of Irag did not allocate financial resources directly
to the project budget. During the upcoming phase a much greater share of the
financial cost should come from G overnment Of Iraq.

225.The additional management and administrative costs result ing from the
extensions were made available from savings made mainly from the limited
implementation of output 2 and the unstated contributions from UN
Environment and other implementing partners.
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226.Regional cooperation, especially in achieving the equitable distribution of
shared water resources among the riparian countries ,is key and inevitable for
the sustainable management of the Marshlands and the wellbeing of the Iraqi
people.

227.The participation of the local communities is essential, despite the fact that
several revision documents and progress reports have emphasised its
importance for the project 9 success, ownership and sustainability , yet, not
much has been done in this regard.

228.The frequent organizational restructurings of the line ministries and changes
of personnel i.e. focal points had their toll on the project performance.

229. Despite the relatively long duration of the project, no mid -term evaluation was
conducted.

230.As explained in chapter 5 and in table 12 in this section below, the project has
delivered most of its outputs and results with different degrees of success .

231.Major factors behind the success (strengths and opportunities) are:

A The enormous threats facing the Marshlands provoked and motivated
stakeholders to give high priority to its restoration and sustainable
management,

A The priority and importance that the Government Of Iraq placed on the
Marshlands, was not only due to its environmental and -cultural
vulnerabilities, but was also intended to overcome the sufferi ngs and
burdens imposed on its population,

A The unique case of combining the preservation of both natural and cultural
resources encouraged stakeholders to act promptly and collectively .
Furthermore, the Iragi authorities considered the inscription as a ch allenge
and a matter of national pride,

A The enabling environment for success that was created by the project such
as; (i) international support, (ii) UN Environmenta slose partnership with
Iraqgi institutions, (ii) UNESCO commitment to support, (iv) availability of
international experts and consultants , and (v) availability of funding,

A The felt need for training, as the inscription process required special
knowledge and skills not available in Iraq at the time,

Involvement of specialized agencies in the tr aining, and

v >

A Cooperation of Iraqgi institutions in the nomination and release of the
trainees and facilitation of the training events and workshops.

232.Reasons, challenges and external factors that affected the implementatio n
(weaknesses and threats) are:

A ISISinvasions and the drop in international oil prices ,
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Successive organizational changes in the structures of the main ministries
mainly Ministry of Environment and Ministry of Cultures as both ministries
were merged with other ministries,

Ambiguity of the roles and responsibilities and conflict of interest among
national institutions ,

Weak follow up, monitoring and supervision by the Steering Committee and
UN Environment and MoHE, although this was strengthened in the latter
years of the project,

Local comm unities did not receive due attention, efforts to enhancing their
capacities to implement sustainable management wer e ; t oo |
and

Lack of proper funding mainly due to limited governmental funding, as a
sizable share of the government budget was allocated to fighting terrorism,

233.The two key strategic evaluation questions and issues that were identified in
the Terms Of Reference and their respective conclusions are addressed
below:

Q.1 Verify the reported and communicategbroject results to the greatest extent possible
and establish the level of achievement in quantity and quality as well as their utility

234.The project was able to deliver and achieve the following results:

A

> >

The inscription of the Iragi Marshlands in the World Heritage list
represented an unprecedented case as it was the first time a cultural and
natural site had been inscribed together in one file; the decision was
supported by the majority of the W orld Heritage Convention member
states. This was despite the recommendation of the WHC advisory bodies
(ICOMOS/IUCN) to defer the file for further evaluation,

The enhancement of national human resources and ins titutional
capacities especially on issues related to the preparation of the file, the
formulation of the SMP, lobbying and out reach,

The development of a well-structured SMP, its endorsement by the
Government Of Iraq and its inclusion as an integral part of the inscription
file,

Global support and coordination mechanisms were attained all through the
inscription process mainly f rom the countries voted for the inscription, UN
Environment, UNESCO and the immediate relevant regional institutions
such as IUCN/ROWA and ARCWH

The MOU with Iran that was signed in the margins of WHC meeting ,

The success in building national consensus over the issues related to the
inscription process in addition to the development and endorsement of the
SMP, this is well demonstrated before and during Istanbul meeting ,
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The voting results in Istanbul WHC meeting on the inscription of the Iraqi
Marshlands reflect the solidarity and support of the global community. T he
decision was adopted by 18 out of 21-member countries,

The active role played by the national stakeholders in the formulation and
preparation of the file and the SMP , leadership and management were not
possible without the efforts of the project in improving the efficiencies of
the relevant institutions

IUCN has contributed to financing some of the institutional and h uman
resources capacity building ,

Routine and admhoc implementation and mon itoring continues to take
place as usual by the University of Basra on water quality and
archaeological monitoring and excavations as well as biodiversity surveys
and monitored oil excavations ,

235.The project succeeded in acquiring global support to wards its objectives, this
is well demonstrated by the following:

A

A

The WHC Decision number 40COM3B16 in Istanbul adopting the World
Heritage inscription of the Iragi Marshlands,

During the visit of the UN Environment E xecutive Director to Irag and his
visit to the Marshlands, the Director expressed willingness and readiness
of UN Environment to continue and expand its support, cooperation and
partnership with Irag in improving environment in general and the
implementation of the SMP in particular,

The wide media coverage of the inscription decision and the world-wide
praise of the process as an unprecedented case that can be followed and
replicated by other countries,

The inscription process and project efforts were presented in several side
events such as CBDCOP10, WHCmeeting in Qatar and WHC meeting in
Germany.

Q.2ldentify and analyse the factors driving and/or hindering the stainability of project

results

236.The sustainability of the project results is a function of the following factors,
the degree of their realisation will directly impact on the sustainability of the
results.

A

The commitment of the G overnment of Irag to the implementation of the
SMP which requires the following , among others;

0 The inclusion and integration of SMP components in the national
policies, strategies and plans,

o0 Allocation of enough and appropriate funds to the implementation
of the SMP,

0 Prioritisation of the SMP support when negotiating with donors, UN
agencies and regional organizations ,
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o Enforcement and development of the enabling leg al, regulatory and
institutional framework .

A Performance and efficiency of relevant institutions at national, regional
(governorate. and local levels) this includes ;

o Provision of capacity development to different stakeholder
institutions and personnel ,

o Putting in place clear, transparent and stable mechanisms and
modalities and avoiding the frequent changes in the institutional
restructurings and persons in charge ,

0 Clear delineations of roles and responsibilities among the
stakeholders.

o Proper identification and documentation of experiences,
indigenous knowledge and lessons learned.

A Cooperation and coordination among the national relevant ministries,
environment, water resources, culture, mining, agriculture is critical to
implement the SMP .

A Partnership and responsibility sharing with the private sector, NGOs,CSOs
and local communities ,

A Attention given to gender, youth, human rights, vulnerable groups and local
community issues .

A Commitment of the international community to support and partner with
Iraq in the implementation of the SMP ,

A Building on the partnership, experiences and good relations with UN
Environment, UNESCO and other implementing partners that were
established during the past 14 years of working in the Marshlands ,

A The relations with neighbour ing countries mainly Turkey and Iran as the
Iragi Marshlands are affected directly by the actions taken in those
countries,

A Qil industry responsibility and costs sharing of the restoration, recovery
and development of the Marshlands , and

A The wellbeing and standard of living of the people in the Marshlands i.e .
provision of proper services, jobs and security, protecting their human
rights and dignity and gender equity .

237.1t is worth noting that the SMP was formulated in 2014 and as time goes |,
some suggested interventions, their time framework and costs are not
appropriate.

238.Based on the evaluation assessment and findings, and the rating of the
individual criteria the overall r atings of the project is Satisfactory.
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Table 10: Summary of Evaluation Rating

Criterion Summary Assessment Rating
A. Strategic Relevance HS
1. Alignment to MTS and | Fully in line with MTS 2006-2009 and POW?2008- HS
POW 2009 and UN Environment vision and mandate
2. Alignment with donor | Well aligned with Italian cooperation two top HS
strategic priorities priorities i.e. food security. At the same time Iraq
was categorized among the priority 1 countries of
Italian Cooperation in the 2009-2011 Programming
Guidelines and Directions.
3. Relevance to regional, | The project complied with two of the four pillars of HS
sub-regional and the National development Strategy ( NDS) 2007-
national environmental 2010, article 33 of the Iragi constitution , The2007
priorities International Compact with Iraq (IC I), Iraqg UN
Common Country Strategy 2008-2010 and The Iraq
UN Common Assistance Strategy (UNCT) 2.8-2010
4. Complementarity with | Largely built on and benefited from the former S
existing interventions Marshlands project implemented during 2004-
2008 and complemented several projects and
activities implemented by different agencies in the
Marshlands.
B. Quality of Project The project design cope d with the requirements at | MS
Design the time, yet certain aspects such as indicators,
proper financial information and intende d results
were not there and were not addressed in later
project revisions.
C. Nature of External The project was affected heavily by ISIS invasion HU
Context to sizeable parts of the country and the decrease
in oil prices
D. Effectiveness®! S
Outputs 1,3 and 4 were delivered satisfactory while | S
1. Delivery of outputs the delivery of output 2 was constrain ed
2. Achievement of direct | Direct and immediate outcomes were achieved to S
outcomes a great extent
3. Likelihood of impact It is not easy to quantify or to objectively judge the | L
project effects on the impact, but it can be the
project has and will continue to positively impact
the preservation of natural, cultural and socio -
economical aspects of the Marshlands
E. Financial U
Management

51 Where a project is rated, through the assessment of Project Design Quality template during the evaluation
inception stage, as facing either an Unfavourabl e or Highly Unfavourable external operating context, ratings for
Effectiveness, Efficiency and/or Sustainability may be increased at the discretion of the Evaluation Consultant
and Evaluation Manager together.
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Criterion Summary Assessment Rating

1.Completeness of Using the Evaluation Office matrix for establishing U
project financial ratings, less than 50% of the expected financial
information information was made available to the evaluation.

What was made available came from scattered
sources and raised questions about: a) the basis

of expenditures made during 2017 and 18 after the
projectos operational c |
the status of unspent funds and c) gaps in

financial information that undermine the
triangulation of data relating to the phasing of
funding vis -a-vis expenditure. 52

2.Communication There is a lack of evidence of the effective transfer | U
between finance and of information between managing units with UN
project management Environment (DTIE and ROWA) Proper annual
staff reports and feed-back on them were not made

available to the evaluation suggesting little shared
awareness of the financial situation vis -a-vis
project performance. The loss of information due
to a computer malfunction acerbated the weak
institutional memor y/documentation and indicates
the lack of an adequate back up system for project
information beyond that stored on the Project
Information Management System (PIMS).

F. Efficiency The project has been extended several times MS
mostly due to reasons behind the control of the
project, moreover there were no SMART indicators
nor yearly plans or itemized budgets to
appropriately and objectively assess the efficiency

G. Monitoring and U

Reporting

1. Monitoring design No proper monitoring pl an nor budget were there U

and budgeting

2. Monitoring of project Some monitoring activities took place during U

implementation implementation but were not structured well

3.Project reporting Several annual and progress reports are available MU
but not made in a systematic manner

H. Sustainability (the ML

overall rating for
Sustainability will be the
lowest rating among the
three sub-categories)

1. Socio-political Socio-political conditions are improving slowly but ML
sustainability steadily which in turn contribute t o the

52 Reports of funds to a value of USD 425,000 being received during the last two years of the project
(i.e. 2015 and 2016) could not be verified and are not consistent with the total expenditure during 2015 -
2018, inclusive, of USD 362,676.41 (November 2018 document)
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human rights and
gender equity

international declarations. Furthermore, the
improvement of human rights w as not directly
targeted by the project.

Genderequality issues were given due attention in
the project document, but little has been done
towards improving gender inequalities.

Criterion Summary Assessment Rating
sustainability of the outcomes and achievements
of the implementation and results of the SMP
2. Financial The Marshlands have been included in new NDP ML
sustainability plan and accordingly resources are expected to be
made available for its managem ent. This is in
addition to contributions that will come from the
international community.
3. Institutional Relevant Iraqi institutions have gained appropriate L
sustainability support and experience during the project time on
issues related to Marshland sopreservation and
development which will contribute positively to the
sustainability of institutional performance.
I. Factors Affecting MS
Performance %3
1. Preparation and This project has built on, and benefited from , the MS
readiness former Marshla nds project, and also from involving
major stakeholders, but it did not give due
attention to involving local communities in its
design.
2. Quality of project The quality of the project management, MS
management and supervision and the perfo rmance of the
supervision 54 implementing partners w as acceptable.
3. Stakeholders Stakehol derso participat|MS
participation and inconsistent and fluctuated mainly due to the
cooperation frequent changes in the institutional structures
and personnel and due to the conflicting interest s
among national institutions. The project
management team tried to improve this situation
by facilitating communication and consensus
building in order to minimize the impact of these
sensitive issues on its perfo rmance. The
involvement of major stakeholders such as local
communities, gender and vulnerable groups was
not given attention.
4. Responsiveness to No mention was made of human right issues and MU

53 While ratings are required for each of these factors individually, they should be discussed within the Main Evaluation
Report as cross-cutting issues as they relate to other criteria. Catalytic role, replication and scaling up should be
discussed under effectiveness if they are a relevant part of the TOC.

“I'n some

cases _project

management and

S u p ancevprosided oy IIN wi | |

Environment to implementing partners and national governments while in others, specifically for GEF funded projects,
it will re fer to the project management performance of the Executing Agency and the technical backstopping provided
by UN Environment, as the Implementing Agency.
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Criterion

Summary Assessment

Rating

5. Country ownership
and driven-ness

This varies across the project -in some cases it
was highly satisfactory as was the case before

and during the inscription meeting, while in other
cases it was highly unsatisfactory mainly when it
comes to financial allocations by the G overnment
of Irag.

6. Communicatio n and Communications w ere very effective and apparent | S
public awareness during the inscription process, but were moderate

all through the project life.

Overall Project Rating S

6.2 Lessons Learned

239.Efficient and effective p roject governance and appropriate institutional
arrangements are major ingredients for the success in achieving the
objectives and the sustainability of the project results . Major lessons learned
in this regard are:

(i) The project plan should be realistic mainly in relation to the availability
of funds and time framework . In this case the budget was small and
time was short

(i) Role of the Steering Committee and its ownership and supervisory
functions were wealk,

(iif) Monitoring plan is essential for improving and ens uring the efficiency
and effectiveness of the project ,

(iv) Periodic and systematic follow up, monitoring and feedback,
identification of lessons learned and proper documentation are key,

(v) Gender and human right issues should be given due attention all
through the project life span. Empowering and involving relevant NGO
and CSO organizations and groups in the Marshlands are key and
prerequisite, and

(vi) Strong national ownership and clear division of labour, coordination
among the stakeholders, a lead institution a nd an effective steering
committee with proper financial and managerial authority are necessary
to the success of the project .

240.The inscription of the Marshlands and the endorsement of the SMP are a good
start but are not enough to achieve the desired changes, more important is
the proper and timely implementation of the SMP .

241.Ingredients and seeds for the sustainability and ownership should be integral
parts of the project activities and interventions .
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242.Regional cooperation and coordination with neighbouring countries i.e.
Turkey, Syria and Iran are condition precedent and key to success in the
Marshlands due to the fact that actions taken in the upstream affect directly
the downstream. Cooperation will convert challenges into opportunities and
result in a win-win-win case.

243.The accumulated experiences, systems, coordination mechanisms and
network s are good project assets and need to be benefitted from during the
upcoming phase.

6.3 Recommendations

244.1n light of the analysis, results, conclusion s and lessons learned of this
evaluation, following are the major evaluation recommendations :

a. Recommendations addressed to UN Environment (for future phases) :
Recommendation 1: Continue partnership with and support to G overnment Of Iraq

UN Environment needs to sustain and develop its support to relevant Iraqi institutions
during the upcoming phase in order to:

(i) maintain and sustain the institutional achievements such as the expertise, systems,
coordination mechanisms, networks and knowledge base , (ii) provide technical assistance,
managerial support and quality assurance during the upcoming phase of the SMP
implementation , (i) improve coordination and cooperation among relevant Iragi
institutions , (iv) adopt and implement the MEAs such as CBD, WHC, SDGs antyNFCCC
and to facilitate regional cooperation on transboundary environmental issues , (v) bridge
the gap between now and the launching of the SMP and to expedite the adoption and
implementation of this evaluation recommendations , (vi) strengthen and integrate the
human rights and gender related issues in the environmental planning, implementation
and M&E activities in the Marshlands in special and in Iraq in general and (vii) assist in
attracting funding to the implementation of SMP and other environmental projects and
activities .

Relevant Statements in the Evaluation Report Sections 5.4.1, 5.4.2,5.8.1, 5.8.2, 5.8.3,5.9
6.1 and 6.2

Action: UN Environment to start a dialogue with relevant Iraqgi institutions to  provide
support to SMP implementation activities in o rder to set the stage for a proper and smooth
implementation of the SMP .

Recommendation 2: Put in place and maintain a) complete project documentation
(narrative and financial records and reporting) and b) an effective M&E system.

Reporting, documentation, monitoring and evaluation are essential management
instruments and tools. The project performance in this regard was relatively weak which in
turn has negatively affected the efficiency and effectiveness of the project and constituted
a challenge to this evaluation. This includes both narrative and financial records and
reporting.
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UN Environment should work with relevant Iraqi institutions to ensure that in the
upcoming stage an effective monitoring system is established in order to improve
transparency and accountability of the information. Such a system should:

1 Bein harmony and can talk with other systems at sectoral (ministerial) national
(Ministry of Planning and /or Prime Minister Offic e.and UN Environment PIMS
system,

1 Adapt state of the art app roaches and procedures in IT and Result Base
Management,

1 Be simple (user friendly) and smart , and

1 Be hosted and owned by a government institution .

Relevant Statements in the Evaluation Report: 5.1, 5.4.2, 5.7,5.8.3 and 6.2

Action: Put the establishment of a documentation and M&E system at the top of agenda
as a Pre-SMP implementation activity .

Recommendation 3: Compile and build on the achievements, experiences and lessons
learned that have been accumulated since 2004.

UN Environment has accumulated rich experience working in the Marshlands and Iraq
since 2004 in terms of policies and strategies, legal and regulatory framework, institutions
and who is who in addition to the technical and professional experiences gained since
then. Adding this to the UN Environment global mandate and experience qualify UN
Environment to be the main agent of technology transfer, innovation and transformation in
addition to providing policy advice, capacity development and project management in
Environment and related fi elds.

Relevant Statements in the Evaluation Report: 5.4.2, 5.6 and 6.2

Action: Document the experiences and lessons learned from working in the Marshlands .

b. Recommendation addressed to the Government of Iraq:

Recommendation 4: Facilitate SMP implem entation process .

A lot of damage has already been done to the Marshlands with incoming water declining

at alarming rates, exacerbating the degrad
resources. GOI needs to act now before it is too late and damag e becomes irreversible.
Delays in and postponements of the SMP implementation will only complicate the

situation and add to the costs of rehabilitation and development.

Relevant Statements in the Evaluation Report: 5.4.1,5.4.2, 5.6, 5.8.1 and 5.8.3

Action: Issue a high-level decision on the launching of SMP implementation .

Recommendation 5: Allocate proper financial resources to the implementation of the SMP

In light of the urgency, GOI needs to accord high priority to the implementation of the SMP
by:
91 Allocating emergency budget at short term ,
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1 Coordinate efforts and support UN Environment to seek financial resources to
support SMP implementation,

1 Assign a fixed item in the GOI annual development budget for the Marshlands , and
1 Assignspecialbudgeti n t he relevant governorates

T Take stock of existing GEF, Ramsar and
relevance to Marshlands

Relevant Statements in the Evaluation Report: 5.8.2,5.9.5, 6.1 and 6.2

Action: Relevant line ministries in coo peration with UN Environment to launch awareness
campaign targeting parliamentarians, Ministry of Finance, other decision makers and
opinion influencers i.e. media in order to ensure that enough financial resources are
available to the implementation of th e SMP at short, medium and long term.

Recommendation 6: Establish a new or strengthen the capacities and authorities of one of
the existing institutions to be in charge of the implementation and management of the
SMP.

Issues related to SMP are multidis ciplinary and multi -institutional in nature. Overlaps and
conflicts among immediate line ministries do exist and will affect negatively any future
work. Therefore, a new entity needs to be established or one of the existing institutions to
be strengthened and entrusted with the following:

() the responsibility of the restoration and development of the Marshlands , (i) have full
administrative and financial autonomy , (iii) be under the authority of the prime minister or
one of his deputies in order to min imise the conflict of interest, overlaps and duplication
and (iv) its main offices be in the Marshlands with a liaison office in Baghdad.

Relevant Statements in the Evaluation Report: 5.41. 5.4.2,5.8.1,5.8.3 and 6.2

Action: A decree from the Prime Mini ster to be issued.

Recommendation 7: Facilitate cooperation with Turkey , Syriaand Iran in order to ensure
that enough water is coming in to Marshlands on sustainable basis

Being at the downstream (recipient) of the Euphrates and Tigris waters, the Marshlands is
affected directly by the measures taken in the upstream countries i.e. Turkey, Syriaand
Iran. It is becoming urgent to start a mutual negotiation that result in a fair deal and
equitable sharing of water resources guide d by the good will of the riparian countries and
international agreements and protocols . In this regard the services of an honest
broker/mediator might be needed.

Relevant Statements in the Evaluation Report: 5.8.1, 6.1 and 6.2

Action: Relevant ministries in cooperation with U N Environment and other relevant UN
agencies to raise this important and sensitive issue at the highest level in the government
and to agree on a road map or strategy to guide the process .
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Recommendation 8: Adopt and implement proper policies and strate gies that ensure
efficient use and sustainable management of water resources and allow enough quality
water to go in to the Marshlands .

The over and misuse of water resources within Iraq is another contributor to the
Marshlands problems. Concerted efforts need to be exerted in order to ensure that
available water is used in the most efficient and sustainable manner. Again, this is an
issue of national interest and concern, therefore the relevant line ministries, farmers, local
communities and other stakeho Iders should be engaged in the preparation, adoption and
implementation of a national sustainable water management strategies and plans taking
in consideration the water needs of Marshlands in terms of quantity and quality

Relevant Statements in the Evaluation Report:3.1,5.8.3 and 6.1

Action: Prepare detailed TORs the strategies and plans for IWRM of the Marshlands

Recommendation 9: Integrate environmental issues and considerations in the
management of oil resources in southern Iraq .

Environmental considerations are not given enough attention by the oil extraction
companies active in the Marshlands and southern Irag which have negative impact on all
aspects of live i.e. human, animal, plant, water, soil, air among others. An environmental
assessment of the oil industry is key to the sustainable management of the Marshlands
that need to be conducted soonest in order to minimise the damages and negative impact
of oil industry.

Relevant Statements in the Evaluation Report: 3.1 and 6.1

Action: Conduct a Strategic Environmental Assessment of the oil sector in southern Iraq .

c¢. Recommendations addressed to all stakeholders:

Recommendation 10: Give due attention to the Involvement and participation of the local
communities and vulnerable and marginalis ed groups with special emphasis on gender
and human right issues .

Little attention has been given to local and marginalized people in the Marshlands during
the project life span, undermining their important role to the success of the
implementation, owne rship and sustainability of interventions, achievements and results.
It is of great importance give due attention to issues related to human rights and gender
equality by enhancing the capacities of relevant institutions and individuals and to equip
them with appropriate tools and means to perform their tasks and duties in most efficient
manner. Furthermore, farmers and water user associations should be empowered.

Relevant Statements in the Evaluation Report: 5.8.3,5.9.3,5.9.4, 6.1 and 6.2

Action: Relevant institutionsto st ress | ocal communi tintegate e
human rights and gender equality issues in all activities and interventions related to SMP
implementation .
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Recommendation 11: Develop the Marshlands Compact

A Compact for the Restoration and Sustainable Management of the Marshlands
;Marshlands Compact t o be reached and agreed upon
community preferably with the involvement of Turkey , Syriaand Iran to reflect the shared
commitment to Marshla nds developments, allocation of the needed financial resources
and the provision of the enabling and conducive environment for the implementation and
sustainability of efforts and results.

Relevant Statements in the Evaluation Report: 5.4.2, 5.8.1, 6.1and 6.2

Action: In cooperation with regional and international community, i nitiate work towards
the preparing the Marshlands Compact.
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ANNEXES

Annex 1: Stakeholder Comments (not fully addressed within the text)

COMMENT

EVALUATION CONSULTANT RESPONSE

EVALUATION OFFICE
RESPONSE

Additional documents relating to project budgeting
and correspondence with funding partners were
supplied by Michiko Ota, Budget Assistant 2009 -14)
during the circulation of the final draft.

The provision of documentation has been n oted at points in
the text where it refers to missing information.

Despite requesting all financial
and donor information throughout
the evaluation process, some
documentation was only received
at the very end of the process
during the circulation of the final
report. This information has been
forwarded to relevant staff within
UN Environment to ensure it is
properly stored.

As this information was not
readily available (suggesting
either a weak handover between
managing entities or gaps in the
instituti onalization of records),
performance ratings were not
affected.

Azzam Alwash, Nature Iraq

1- I understand the need for working with and
through the Iragi government but | think the role of
the local communities and their representatives
should be put on a higher priority level. Without

1- 1 believe that the importance of the local
communitiesoa participation

The lessons learned and
recommendations were reviewed
by the evaluation consultant.




local support all the decisions of Baghdad are
meaningless on the ground.

2- Higher emphasis on the need to help Iraq and
Turkey to come to an agreement on water issues . |
know that this year has been a good water year
(despite the alarming rise of water in Musil dam and
what that represents in danger) and the marshes are
reflooded. However the natural floods that drove
the biodiversity function of the marshes have been
eliminated. We need to add to the requirement of
the agreement between turkey and Iraq a provision
to allow for the creation of a mechanical flood in the
late winter as both countries prepare themselves for
the spring melt of the snow pack to release as much
water as possible and direct it to the marshes to
create a sort of flood in an attempt to replicate the
natural process.

3- Irag needs to develop the marshes as a
tourist destination to provide a source of income for
the locals other than dependence on the the over
harvesting of the natural resources. Currently |
believe the practice is unsustainable.

4- Oil companies should be engaged and should
be encouraged to allow their workers to visit the
marshes on weekly basis and create a bond
between the foreign workers and the
locals. Currently they visit with heavy security
which alienates the locals.

through the report. Some emphasis has been added in
lessons learned and recommendations.

2- This is well covered and contained in
recommendation 7. The detailed issues will be identified
and raised during the negotiation sessions on bi -ateral and
regional levels.

3- The project has dealt with tourism in acti vities 1 and
2 of output 1, activity 2 of output3 and activity 2 of output
4. Furthermore, the SMP includes details on promotion of
the Marshlands as sustainable tourism and visitation site.

4- The role played by the oil industry in terms of taking
responsibility for, and cost sharing, the restoration, recovery
and development of the Marshlandsvas identified as one of
the major factors for the sustainability of the project.
Moreover, recommendation 9 is tackling issues related to
oil industry. As for the weekly visits of the staff without
security escorts, | think this is an issue that depends on the
security policies of the responsible institutions and security
situation in the field.
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Annex 2: List of People Contacted

Name Organization Tele/Skype Email In person
Saila Toikka UN Environment X X -
Janet Wildish UNEnv X X -
Diane Klaimi UNEnv X X -
Abdul-Majeid Haddad UNEnv/ROWA X X X
Hassan Partow UN Env X X
Andreas Lueck UNESCO/Iraq X X X
Mechtild Réssler UNESCO/WHC - X -
Alessandro Balsamo UNESCO/WHC - X -
Ryuichi Fukuhara Former PM X X -
Michiko Ota Budget Assistant X X -
Ali Al Lami Former National X -
PC
Mudhafer Salim Former National X X -
Consultant PC
Qahtan Al Abeed MOC/Basra X X --
Yousef Muaed MOHE X X -
Azzam Al Wash Nature Iraq X X X
Jassem Nature Iraq X X -
Hani Al Shaer IUCN/ROWA X X X
Muhamad Al Kanaani X X -
Laith Shubbar X X -




Annex 3: Evaluation Findings Bulletin

The World Heritage inscription process as a
tool to enhance natural and cultural
resources management of the ll'-'l(li
Marshland Project w implemented

between July 2009 and Septembe 016 by
the UN Environment through in partnership
and close cooperation with the United

Nations Educational, Scientific and Cultural

Organization in order to ensure sustainable

development of the Iraqi Marshlands.

The total project cost as per the approved project
document was around USD 3.597 million for the
three year The Italian government provided
finance of around USD2.369 million in cash to the
project, which presents the total secured cash
funding of the project

EFFICIENCY

I'he project has been extended for several times mostly due
to reasons behind the control of the project, moreover there
e no SMART indicators nor yearly plans or itemized
budgets to appropriately and objectively assess the
efficiency

SUSTAINABILITY

Socio-political conditions are improving slowly
but steadily which in turn contribute to the
sustainability of the outcomes and achievements
of the implementation and results of the SMP.
Moreover, the Marshlands has been included in
the new NDP plan, accordingly resources will be
ade available. This in addition to contributions
that will come from the international
community.

Through the project, Iraqi relevant institutions
have gained appropriate support and experience
during the project time on issues related to
Marshlands preservation and development
which will contribute positively to the
sustainability of the institutional performance.

RELEVANCE

At the time of approval, the project complied and aligned with the UN
Environment Mid-term Strategy and programme of work and other
related policies and agreements. Moreover, the project was in line with

the top two priorities for lalian cooperation; I. Agriculture and food
security, and i, Environment, landscape and natural resource

management and with the seventh priority related to the protection and

enhancement of cultural heritage.

The project complied with two of the four pillars of the National
Development Strategy (NDS) which constituted the GOI f

framework at the time of project approval; (i) Strengthening the
foundation for economic growth and (i) Improving the quality of life

This in addition to several statements in the strategy related to project
objectives and results such as, supporting tourism, rural development,
institutional capacity enhancement, local area development, agriculture,

food security and water. The project was in harmony and in
complementarity with existing interventions in the Marshlands

‘FECTIVENESS

Outputs 1,3 and 4 were delivered satisfactory while the
delivery of output 2 was const the
direct and immediate outcomes were achieved to great
extent
It is not easy to quantify or to objectively judge the
project effects on the impact, but it can be concluded that
the project has and will continue to positively impact the
servation of natural, cultural and socio-economical

aspects of the Marshlands.

LESSONS LEARNED

1. Efficient and effective project governance and
appropriate institutional arrangements are major
ingredients for the success in achieving the objectives
and the sustainability of the project results, Major
lessons learned in this regard ar

1. The project plan should be realistic mainly in

ation to funds availability and time framework, the
budget was small and time was short,

ii. Role and ownership of the line ministries and the
Steering Committee and its ownership and supervisory
functions are ke

iii. Periodic and systematic follow up, monitoring and
feedback from UN Environment are prerequisites, and

iv. Gender and human right issues should be given
due attention all through the project life span

The inscription of the Marshlands and the
endorsement of the Sustainable M ment Plan are
good but not enough, more importantly are; the proper
and timely implementation of the Sustainable

»dients and seeds for the sustainability and
ownership should be integral parts of the project
activities and interventions

4. Regional cooperation and coordination with
neighbouring countries i.e. Turkey. Syria and Iran are
condition precedent and key to success in the
Marshlands.

5. The accumulated experiences, systems, coordination
mechanisms and network are good project assets and
need to be benefitted from during the upcoming phase.
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Annex 4: Terms of Reference

Section 1: PROJECT BACKGROUND AND OVERVIEW

Project General Information
Table 1. Project summary 55

UN Environment
PIMS ID:

000547

Implementing
Partners

External: UNESCO, International Union for Conservation of Nature (IUCN),
Ministry of Environment (MoE), Ministry of Agriculture (MoA), Ministry of Water
Resources (MOWR), Ministry of Municipalities and Public Works (MMPW),
Ministry of Tourism and Antiquities

Internal: International Environmental Technology Centre (IE TC) and UN
Environment West Asia Office

Sub-programme:

Subprogrammes
(2008-2009):

-Resource efficiency
and sustainable
production and
consumption; and

-Ecosystem
management

Expected
Accomplishments
(2008-2009)%6:

B: Increased understanding and
impleme ntation by public and
private sector decision -makers
of sustainable consumption
and production, including in
sectors such as construction
and tourism, and increased
voluntary initiatives promoting
corporate environmental
responsibility, as well as
prevention of and response to
environmental emergencies,
giving due consideration to
gender issues.

D: Improved capacity of countries
and institutions, including
financial institutions, to
integrate ecosystem issues into
consideration of their economic
and trade policies and practices
to achieve sustainable
development and poverty
eradication.

UN Environment
approval date:

August 21, 2009

Programme of
Work Output(s):

2008-2009
2010-2011

completion date:

(After multiple
revisions 2016)

completion date:

Expectedstart March 2009 Actual start date: July 2009 (kick off m eeting)
date:
Planned 2012 (as per prodoc) Actual September 2016

%5 Source: prodoc, unless otherwise stated

%6 Linkage to the Expected Accomplishments of 2010 -2011 has also been established in the
project document
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Plannedproject

3,597,650 USD (as per

Actual total

2,270,000 USD

expenditures
reported as of

budget at prodoc) expenditures
approval: reported as of
2,369,061 USD .
(as per PIMS) 28/03/2018 57:
Planned 484,500 USD® Actual To be confirmed during the
Environment (inkind UNEP Environment evaluation phase
Fund allocation: support) Fund

previous project
phases:

Environmental
Management of the
Iraqi Marshlands
Project’

project phases:

[date]:
Planned Extra- 3,113,150 USD Secured Extra- To be confirmed during the
Budgetary Budgetary evaluation phase
Financing: Financing:
Actual Extra- To be confirmed during the
Budgetary evaluation phase
Financing
expenditures
reported as of
[date]:
First ??? Date of financial September 30, 2016
disbursement: closure:
No. of revisions: 3? Date of last October 27, 2015
revision:
No. of Steering 3-4%° Date of last/next Last: Next:
Committee Steering
meetings: Committee 15/03/2016 n/a
meeting:
Mid-term not planned Mid-term Review/ | n/a
Review/ Evaluation (actual
Evaluation date):
(planned date):
Terminal End of the project | Terminal September 2018
Evaluation (2016) Evaluation (actual
(planned date): date):
Coverage - Iraq Coverage - West Asia
Country(ies): Region(s):
Dates of ; Support Status of future A project proposal on climate

change mitigation and adaption
covering also Iragi Marshlands is
currently being prepared for
Green Climate Fund.

Project Rationale

1. The Iragi Marshlands, located in South -Eastern Irag bordering Iran, has been recognized
as one of the Worldos most significant wet|
unique historical, cultural, environmental, hydrological , and socio-economic characteristics.
These wetlands were severely damaged during the previous regime (until 2003) and were

and ecos:s

57 estimate

%8 To be confirmed during the evaluation

%9 These were organized back to back with coordination meetings in Amman and Bahrain when

the beneficiary country was present (MOE and MOC) and were sometimes conducted remotely via
skype since representatives from the UN Environment West Asia Regional Office was unable to be
present in Irag.
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contaminated with pesticides, untreated industrial discharges and other wastewater. The
Iragi Marshlands also suffered from saliniza tion of the drying surface.

2. The protection of human health and livelihoods and the preservation of ecosystems
and biodiversity of the wetlands has been a national priority since the post -conflict
reconstruction period. The previous UN Environment project s upporting environmental
management of the marshlands was implemented in 2004 -2008¢° focusing on short to
medium-term interventions for post -conflict re -construction. At the end of this previous
project it was concluded that further assistance and internatio nal cooperation for the long -
term sustainable management of the Iragi Marshlands was needed. This new project,
currently being evaluated, was designed in 2008, when Irag was in the process of transitioning
from the reconstruction period to the re -development phase. The project is based explicitly
on the lessons from the previous project and aims to address the longer -term development
needs of the Marshlands.

3. The Iragi Ministry of Culture had listed the Iragi Marshlands (Marshlands of
Mesopotamia) ®* on the national Tentative List for the World Heritage sites already in 2003.
The new project was introduced to support the Government of Iraq in the World Heritage
inscription process as a means to preserve the Iragi Marshlands.

4. In 2008 the marshlands area was continuing to suffer from limited basic services, such
as drinking water, sanitation, and education, while economic activities in this area were
limited, small -scale and local. While the project was designed in the context of the World
Heritage programme, which prioritizes the preservation and management of natural and
cultural sites and does not directly promote tourism or economic activities, it was also seen
as having a potential impetus to improve the living conditions of the local population and to
provide sustainable income generating opportunities.

5. The uniqueness of the Iragi Marshlands as a UNESCO Work Heritage Site is its
recognition as a mixed - natural and cultural v heritage site. At the time of the project

development, among the 878 properties inscribed by the World Heritage Committee on the
World Heritage List, only 25 were mixed sites and 174 natural sites worldwide (UNESCO,
2008). In the Arab states, out of 65 World Heritage sites only 1 in Algeria was a mixed site. As

such, there was a heightened interest and urgency to establish and improve management

practices of locations with mixed heritage in the Arab region as well as globally.

Project Objectives and Components

6. The project was developed with the aim to: establish a longer -term preservation and
management plan of the cultural and natural heritage in this area in accordance with the
World Heritage Site programme; identify and implement some key sustainable local area
development and environmental management practices on a pilot basis; an d to build capacity
and raise awareness among the local population to ensure their participation for the site
preservation, environmentally sound development in the rural areas, and ecosystem
management.

7. The overall development goal of the project at the d esign was to ensure sustainable
development of the Iragi Marshlands, reflecting the unique historical, cultural, environmental,

UN Environment project : Support for Environmental Management Of the Iraqi Marshlands,
PIMS ID 547

The uniqueness of this n omination is that the Marshlands are recognized as a mixed, natural
and cultural, heritage site.
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hydrological, and socieeconomic characteristics of the area, in particular utilizing the World
Heritage inscription process asa tool to develop and implement a management framework.

8.

10.

a)

b)

d)

As per the original project document the project was to:

Establish a long-term preservation and management plan of the cultural and natural
heritage of the Iragi Marshlands area utilizing the World He ritage inscription process
as a tool.

Ensure sustainable socio-economic development practices that reflect the natural
and cultural conditions of the Iraqi Marshlands, as described in the plan.

Build capacity and to raise awareness among the local populati on as well as national,
governorate, and local institutions in order to encourage their participation for the site
preservation, and management framework operations.

Raise recognition of the importance of the Iraqi Marshlands within the international
commu nity to support equitable use and sustainable development of the area.

The original project design was planned around four components:

Component 1: Preservation and management plan development towards World
Heritage inscription . The main purpose of this co mponent was assisting the national
counterparts in the World Heritage nomination process €2, including developing a site
management plan covering both the natural and cultural components

Component 2: Preservation and management plan implementation. The purpose of this
component was to identify and implement community level pilots.

Component 3: Capacity building and awareness raising. This component was design to
target institutional and human capacity building, emphasizing aspects of preservation
and management of natural and cultural heritage.

Component 4: International cooperation. The purpose of this component was to
maintain relations and connection with the relevant international arena.

Executing Arrangements

The project was implemented by UN Environment 2 s I nternati o

Technology Centre (IETC¥® of Economy Division (previously Division of Industry and Economy
[DTIE]), under overall supervision of the Division Director. Following the project revision in
2014 the project management and overs ight was moved from IETC to UN Environment West
Asia Office®.

11.

12.

nal

The project has ¢ oo pWorld Hegitdge Genttetas welNes So0rdy s
and regional centers. The project has also worked closely with IUCN since 2009. The project
coordinated with mu Itiple Iragi Ministries related to environmental protection at national and
sub-national level.

Project Cost and Financing

Table 2 below presents the planned project budget at design for the planned project

duration of 36 months.

62 Actual inscription of the Iragi Marshlands took place n 2016

63
64

Based in Osaka, Japan
Based in Manama, Bahrain
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