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The Sistan area, including Zabol, Zahak, Hamoun, Hirmand, and Nimrooz districts is a 

topographic-low basin located in south-eastern Iran close to the Iranian border with 

Afghanistan. The northern edge of this area is the topographically low-land Hamoun wetlands 

basin, which is a depression that receives the discharge from the Helmand (Hirmand) river and 

its tributaries. Sistan is extremely arid and known for its windstorms, extreme floods, and 

droughts, which are exacerbated in dry years or when the inflow of water from Helmand Basin 

is reduced. Climate change and a low level of precipitation in recent years have had significant 

negative impacts on natural resources and the Sistan area is no exception. Historically, local 

communities in the region have relied on natural resources for their livelihoods, which include 

agriculture, gardening, anima husbandry, fisheries and handicrafts. Consequently, significant 

fluctuations in the inflow of water and unsustainable management of natural resources 

negatively impact the livelihoods of communities-especially in rural areas and contribute to 

the displacement of families, increasing multi-dimensional poverty and unemployment.  

Therefore, the “Integrated Natural Resource Management and Socio-Economic Development 

of Sistan” Project, designated hereafter as “the Sistan Project,” was initiated in 2020 with the 

generous funding of EUR 10 million by the European Union. This five-year project is 

implemented jointly by Iran’s Department of Environment (DoE) through UNDP NIM modality, 

which implies close cooperation between DoE and UNDP for project planning, implementation 

and reporting. The project aims to enhance integrated natural resource management for the 

restoration of Hamoun wetland ecosystems and support economic development of local 

communities including promotion of alternative livelihoods development in the Sistan area 

through an area-based development (ABD) approach.  

This approach targets specific geographical areas characterized by a particular complex 

development problem, through integrated (multi-sector), inclusive (community versus 

particular groups or individuals), participatory (bottom-up), and flexible (responsive to 

changes) solutions. To do so, the project will concentrate on three interlinked work 
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components: Component 1: Better Capacities and Coordination, through the application of a 

capacity development framework designed to understand gaps and promote participatory 

solutions for intervention; Component 2: Sustainable Land and Water Management, through 

the conduct of complementary and updated studies on climate change adaptation and the 

design and implement of participatory sand and dust storm action plans in pilot areas. 

Component 3: Climate-smart agriculture and alternative livelihoods with a special focus on 

Agriculture based on the economic comparative advantage of the area. 
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The following report represents the annual overview of the project implementation for the 

period 1 February 2020–31 January 2021 as required by the project agreement. 

This project is inherently a capacity-building cross-disciplinary endeavor involving many 

stakeholders and sectors. The intervention intends to be catalytic support aimed at building 

capacity “while doing” and through the strategic demonstration of integrated natural resource 

management and ecosystem-based adaptation in the pilot areas. The implementation 

strategy and theory of change are to demonstrate and build capacity for participatory planning 

methods and support for local economic development (through targeting low-value grants) to 

the most marginalized, vulnerable, and at-risk people. The project will also introduce topics, 

tools, platforms, systems, innovations, and approaches to the mid-level government staff and 

other stakeholders and officials on a learning pathway that includes climate modeling, 

ecosystem-based approaches, and risk/vulnerability assessment. The project will support 

climate-smart agriculture as well as facilitate a solid demonstration of evidence-based, 

participatory, and inclusive planning and display risk-informed development opportunities 

and nature-based solutions. It is expected to ultimately achieve area based integrated natural 

resource management and local economic sustainable development towards resilience. 

 
The implementation during the initial period of implementation has thus focused on recruiting 

the best possible staff, setting up the project implementation and the oversight mechanisms, 

planning platforms, and undertaking the procurement of technical baseline assessments 

included in the project agreement to inform the full implementation and quality rollout. The 

main strategy for the full project financial rollout (envisioned for years three and four) aims to 

benefit the Sistan area’s beneficiary communities), is a low-value grants scheme with technical 

support. Developing the criteria and engaging in a participatory planning process for the local 

economic small grants rollout thus constitute a key project implementation strategy as well 

as a result (criteria for targeting institutionalized). 

Substantive work conducted during this period involved convening the platforms for 

oversight, decision-making and inclusive work planning, organizing technical and 
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multistakeholder teams for technical inputs and oversight of tendering the baseline studies as 

well as setting up a process for the integration of the baseline knowledge gained for a 

complete understanding for full implementation towards smart targets and indicators of 

project results. For example, the project document’s results framework at inception lacked a 

complete integrated baseline analysis of the institutional needs: the integrated resources 

(land and water) management needs, and the climate change risk and vulnerability scenarios. 

The project is sequential and the first steps are to assess the baseline needs:  climate change 

and vulnerability risks, gaps, and opportunities for community and local economic livelihoods 

as well as to include the understanding of local and traditional practices to inform project 

results monitoring. Such contextual knowledge is necessary to inform implementation 

(defining the stakeholder engagement including private sector and communities with 

government agencies), the pilot areas, and the criteria for the low-value grants (LVGs). The 

LVGs grants as mentioned, are the central strategy in the project document for impact level 

results and this had been verified during the reporting period. To not delay the full 

implementation with communities however, the LVGs will begin being employed in quarter 

two of 2021 to support foreseen adaptive measures, start some critical risk proofing with small 

and medium-scale infrastructure, begin the process of building sustainable small businesses, 

and to support the women’s economic situation. In general, to kick start the process to build 

a system of area based sustainable livelihoods and support local economic and sustainable 

development.  

 

PART 1. IMPLEMENTATION PROGRESS TO DATE  

 

Output 1 “Capacities, institutional arrangements and coordination mechanisms 

among key stakeholders developed in the Hamoun wetland”. 

 

The project is a national implementation project executed with the support from UNDP. In 

this regard, the approach is building “capacity by doing.” The Department of Environment, 

DoE is the counterpart implementing agency-hosting PMU and has successfully steered the 

activities (and spending) of the first year. In year one, the project management unit (PMU) has 

focused on setting up the implementation arrangements, including a project oversight board, 

several key platforms at the technical, policy, and community levels and it has introduced the 

participatory integrated natural resource management concepts. 

 
By doing this, the project team at DoE is already actively demonstrating the new approaches. 

For example, through coordination and conduct of the situational analysis and baseline work 

included in the project plan: institutional capacity assessment, community engagement study, 

land and water management (zoning-related studies and climate change adaptation), baseline 

research, modeling, and climate risk assessment. These activities, moreover, cover new topics 

and approaches as follows: climate change adaptation, resilience, ecosystem-based 

approaches, climate risk, and vulnerability assessment, transboundary landscape approaches, 

and integrated resource management. To facilitate early implementation, the team has set up 

the project's operational guidance manual and refined the strategies for early implementation 

and undertaking the project inception work in close collaboration with the project key 

stakeholders at national and local levels and will be presented to the steering committee and 

key stakeholders on early May 2021. The team has supported the establishment of roles for 

key sectoral engagement in implementation and has drafted the multi-year work plans in year 

one. Once the “integrated” situational analyses and baseline work are complete (June–August 

2021), the project will conduct a planning retreat on early September 2021, set up the smart 

monitoring, and plan for full implementation. 
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The participatory implementation strategy as discussed above includes a broad set of 

stakeholders crossing technical, policy and public/community and UN agencies/donors. The 

full extent of the stakeholder engagement needs to be fully assessed (ongoing across all 

baseline study work). The staff envisions that the project will have substantive private sector 

engagement as well as work with the public and academic institutions and donor/UN 

agencies.  

The project has identified an implementation approach with mechanisms for decision-making, 

monitoring, and coordination at various levels. They continue to be set up. At the national 

level, for instance, a Steering Committee comprising representatives from key ministries,1 

UNDP, and the European Union is formed to provide strategic guidance and oversight. At the 

provincial level, the project strategy has been conducted to capitalize on the existing Hamoun 

Wetlands Working Group as a participatory decision-making platform. The Hamoun Wetland 

Working Group has been functional since the development and approval of the Hamoun 

Wetlands Integrated Management Plan in 2017. The working group convenes at least twice a 

year, chaired by the Governor of Sistan and Baluchestan Province and secretary of provincial 

DoE. Provincial representatives of the project steering committee attend this forum. The 

project provincial ceremony, which is reported in appendix 6, took place in an special session 

of the mentioned working group in June 2020. In addition, a Land and Water management-

working group, including provincial representatives from MOJA and DoE, was formed to 

support the implementation of related activities. The local stakeholder engagement will take 

place with the participation of their representatives in the four studies and project research 

work as well as through their active participation in the platforms, meetings, and decision-

making procedures mentioned. The close engagement of local authorities and communities is 

expected to foster a strong sense of ownership, which will in turn maximize the sustainability 

of the results achieved. Additionally, implementing the capacity development and community 

mobilization programs means using the appropriate tools for enhancing participation at the 

local level. 

 
Following extensive consultations, UNDP, DoE, and key stakeholders at the national and local 

levels have further refined the project implementation strategy (involving creating an 

implementation strategy and monitoring framework for interlinkages between the three 

outputs) and developing a detailed multi-year work plan. The national project team and 

provincial representatives from DoE and MOJA have been active in face-to-face meetings with 

NGOs, community groups, and local cooperatives, including fishermen, handicraft makers, 

farmers, and ranchers, where project beneficiaries could voice their expectations and make 

recommendations. High-level officials outlined their vision and set the strategic direction for 

the project at two launching ceremonies held at the national and provincial levels in June and 

August 2020, respectively. A series of additional meetings took place, including two meetings 

that brought together experts from DoE, MOE, and MOJA at the national level and their 

respective counterparts at the provincial level, three with the planning and economical deputy 

of General Governor of Sistan and Baluchestan province and two with the provincial 

agricultural and natural resources engineering organization as private sector representatives. 

Building on the project document concept, the experts proposed some refinements to the 

project work plan, activities, and budget of the Action. Notably, the adaptations do not affect 

the basic purpose of the action (Annex I) and the proposed changes are limited to transfers 

within single budget headings in line with the provisions of article 11.3 of the General 

 
1Ministry of Energy, Ministry of Jihad-Agriculture, Ministry of Interior, Ministry of Cooperatives, Labour 

and Social Welfare, Ministry of Industry. 
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Conditions of the Contribution Agreement, as further explained in the project adaptation 

section below and as shown in the progress financial report. 

 

A cross-sectoral mechanism for planning and oversight of project activities entitled 

“Innovative Participatory Integrated Platform” is being formed. The Platform comprises 

national and provincial government and non-government entities, as well as academia 

engaged in development of the Sistan area and will serve as the main inter-sectoral 

coordination and planning means during project implementation and beyond. 

 

Output 2 “Sustainable land and water management and wetland restoration 

measures implemented”. 

 
The focus of this work area is on Sustainable Land and Water Management, through 

conducting complementary and updated studies on climate change adaptation and the design 

and implementing participatory sand and dust storm action plans in pilot areas.  

As highlighted above during the reporting period, the project team has developed the 

methodological approach and roadmap to implement a set of four interlinked baseline 

studies. These include the institutional capacity assessment and community mobilization 

(output one), sustainable land and water management, and climate change 

assessment/strategies (output two). The collective work is fundamental to the monitoring 

plan for full-scale implementation with information. For instance, these studies will inform the 

innovations, communications and branding, partnership and stakeholder engagement, 

knowledge management, and the overall capacity development. This work will build a 

comprehensive understanding of the Sistan area including identification of the needs and 

opportunities as well as the results monitoring for the smooth project implementation.  

These analyses will also capitalize on UNDP’s added value for its technical assistance and 

corporate tools, including the capacity assessment framework and the practitioner’s guide to 

area-based development programming, climate change and vulnerability assessment toolkit, 

payment for ecosystem services, and ecosystem-based adaptation approaches tool. The 

Terms of Reference for the four technical baseline assessments were developed and 

advertised. DoE and UNDP have jointly developed them and conducted procurement and 

contracting of the firms that will support this process. 

This analysis, as mentioned above, represents part of the roadmap and baseline for future 

implementation and monitoring. Through literature review, surveys, and stakeholder 

discussions including inter-institutional consultations, the analysis will take stock of the 

current socioeconomic and environmental situation of the Sistan area. It will map existing 

baseline studies and ongoing projects and identify information and communication needs and 

gaps, assess them including the priorities of beneficiaries, and support the targeting of priority 

groups and pilots. The studies and analytical underpinnings will inform subsequent project 

activities, such as the development, implementation, and monitoring system for the capacity-

building plans, community mobilization activities, climate change adaptation plan, and pilots 

for sustainable water and land management interventions. Additionally, it will support the 

establishment of the project's knowledge management system with integrated climate 

change information and local development planning data platform, the project website and 

communication and knowledge management plan, and the participatory land-use planning of 

the Sistan grant schemes for micro and small enterprises, etc.  

 

Output 3 “Strategy and plan of action for sustainable and climate-smart agriculture 

and alternative livelihoods developed and priority actions implemented”. 
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The work (inputs) of outputs one and two are cumulative and meant to support the readiness 

and enabling environment for the rollout of output three towards project results. A major 

strategy for delivering results including the local economic development is the rollout of a low-

value grant scheme. During the reporting period, draft operational guidelines for grant 

schemes have been developed: Low-value grants (LVGs) are essentially cash awards to civil 

society and nongovernmental partners, selected via programmatic decisions to generate and 

solicit development solutions for which no repayment will be required. For instance, the 

project will roll out LVGs as a strategy for achieving impact level results. The multi-year budget 

plan (see outputs 2 and 3 from year 2 of the project implementation) thus has included the 

low-value grants featured as the main strategy in the project document. The criteria for the 

grants will be further refined after the completion of the integrated situational and baseline 

analysis work. They represent a result for scaling. In order to gain the local community's trust 

however, the implementation of the grants will begin in Year 2 with implementation and 

project spending focused on the beneficiaries. The project had thus featured grants in Y1, 

focused on innovative proposals in line with the project's integrated restoration, resilience, 

and local economic development objectives. To do so, the project has developed an 

operational guideline on the grant procedures. See Appendix 2 of this document. The 

guidelines, after review (by the project steering committee), will be subject to further 

refinement (criteria based on four assessments) and applied for monitoring during the project 

implementation. 

 

Output 4 “Effective Project Management”. 

 
The original project results and resource framework has included output four, focused on 

supporting the monitoring and cross-cutting support to project implementation. 

In terms of progress, the institutional and project implementation arrangements have been 

set up and are in line with the project document. The project management unit is set up at 

the DoE national office and the city of Zabol regional office. The national staff per Project 

Document includes a National Project Manager, Monitoring and Evaluation Specialist, two 

Technical Specialists (one for environmental and agricultural science and one for capacity 

development and social sciences), an Administrative and Project Assistant, a Finance and 

Procurement Expert, and a Communication Officer. National-level staff was recruited from 

May to August 2020; however, the recruitment of the regional staff was delayed by three 

months due to the COVID-19 pandemic. The project recruited a Chief Technical Advisor in 

December 2020. 

 
Output four resources will be budgeted for further monitoring action and cross-cutting project 

support strategies. These include adaptive management and results-based monitoring, 

partnerships and knowledge networking, knowledge management, and visibility and 

communications support. All are prioritized. Appendix 2 is specifically the elaboration of the 

project's communication strategy. The project team is in the process of developing rolling 

plans for partnerships and knowledge management, the low-value grants, the pilots and 

demonstration areas, a safeguard policy, and a gender marker geared for the monitoring of 

women’s economic support. 

 

 

 

 



PART 2. ACTUAL RESULTS ACHIEVED AS PER PROJECT INDICATORS DURING THE 

REPORTING PERIOD 

 

EXPECTED OUTPUTS  COMPLEMENTARY 

INDICATORS 

RESULTS BY ACTIONS AND PER INDICATORS  

Output 1 

Capacities, 

institutional 

arrangements, and 

coordination 

mechanisms among 

key stakeholders 

developed in the 

Haroun wetlands  

1.1  

# comprehensive capacity 

and needs assessment 

documents 

 

During the reporting period, as highlighted in the narrative, 

planning for a comprehensive integrated baseline study 

involving an institutional capacity assessment as well as the 

related community mobilization, climate change 

adaptation, and the land and water management activities 

were finalized and advertised. These linked technical 

research and planning activities will be completed in the 

year 2021 and capacity building plans, climate change 

adaptation strategy, land and water management, and 

community mobilization strategies will be developed and 

implementing begins with target groups. The baseline level 

of capacities as per UNDP capacity development 

methodology will be set as well. 

1.2 

# of capacity building plans 

developed and implemented 

No change in the status of the indicator during the 

reporting period 

1.3 

# of local and provincial 

arrangements and 

coordination mechanisms 

enhanced (the multi-

sectoral working group for 

wetland restoration) 

 

In 2020, two introductory project meetings were held with 

the Hamoun Wetland Management Working Group. The 

first one launched and introduced the project to the senior 

level provincial managers. The second one, of a technical 

nature, was designed to foster ownership, integrate 

recommendations from members of the working group, 

and agree on the way forward (refer to Appendices 6 and 7 

for details of the meetings). 

A cross-sectoral mechanism for planning and oversight of 

project activities entitled “Innovative Participatory 

Integrated Platform” is under formation. The Platform 

comprise national and provincial government and non-

government entities, as well as academia engaged in 

development of the Sistan area and will serve as the main 

inter-sectoral coordination and planning means during 

project implementation and beyond.  

1.4  

# of bilateral technical 

working groups at the 

senior expert level 

established or enhanced 

(one on livelihoods and one 

on land and water 

management) 

A land and water management working group was set up 

between provincial representatives of MOJA and DoE. The 

provincial working group met three times and drafted a 

letter of recommendation to the project team to guide 

future activities. The project team acted on several of them, 

including some related to the setup of the grant 

management scheme in the year 2020. Another technical 

working group on livelihoods will be established in 2021, 

with the presence of the Ministry of Cooperatives, Labor 

and Social Welfare, Ministry of Cultural Heritage, 

Handicrafts and Tourism, and Ministry of Industry, Mines, 

and Trade. 
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EXPECTED OUTPUTS  COMPLEMENTARY 

INDICATORS 

RESULTS BY ACTIONS AND PER INDICATORS  

1.5 

# of bilateral consultation 

workshops and field visits for 

senior experts and local 

authorities conducted 

No change in the status of the indicator during the 

reporting period 

1.6 

# of transboundary events and 

initiatives 

No change in the status of the indicator during the 

reporting period 

Output 2 

Sustainable land and 

water management 

and wetland 

restoration 

measures 

implemented 

2.1  

# of Climate change 

adaptation action plan 

developed  

The baseline study mentioned under activity 2.2 is the first 

analytical step required to inform the participatory 

development of the climate change adaptation action plan 

(CCAAP). The baseline study will be completed and 

approved by the Hamoun Wetlands working group in Q4-

2021. The development of the CCAAP is planned in Y2. 

2.2 

# of interventions supported 

by the Action Plan 

No change in the status of the indicator during the 

reporting period  

2.3 

# of grants/loans provided 

In the first year of project implementation, at least four 

low-value grants were planned and will be provided to local 

communities to support small-scale water management, 

water efficiency, wetland restoration, biodiversity 

conservation, and sand and dust storm mitigation 

initiatives. The awards will be based on the low-value grant 

guidelines developed by the project team and by UNDP 

Programme and Operation Policies and Procedures. In the 

subsequent years of implementation, an increasing number 

of grants will support the needs and solutions identified in 

the CCAAP. 

Output 3 

Strategy and plan of 

action for 

sustainable and 

climate-smart 

agriculture and 

alternative 

livelihoods 

developed and 

priority actions 

implemented 

3.1 

# of participatory thematic 

Action Plans to promote 

alternative livelihoods 

developed (tourism, 

agriculture and SMEs) 

No change in the status of the indicator during the 

reporting period 

3.2 

# of sustainable alternative 

livelihoods initiatives 

implemented in pilot villages 

The project aims to provide initial low-value grants to the 

local community as a major strategy for results. At least 4 

sustainable livelihoods projects involving innovation are to 

be implemented in the villages. The criteria for low-value 

grants are drafted and will be further informed by the 

baseline work. The LVG mechanism will continue as the 

main implementing strategy of the project with a large 

rollout in the next three years as more innovative proposals 

are sought from the local communities that are empowered 

in different capacity development activities. 

3.3 

% of water efficiency increase 

in pilot farms 

No change in the status of the indicator during the 

reporting period 
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EXPECTED OUTPUTS  COMPLEMENTARY 

INDICATORS 

RESULTS BY ACTIONS AND PER INDICATORS  

3.4 

# of farmers who apply 

sustainable agriculture 

practises in their farms 

(disaggregated by gender) 

No change in the status of the indicator during the 

reporting period 

3.5 

# women’s cooperatives 

enhanced or established 

At least five active women’s cooperatives were recognized 

in Year 1, which will be supported through a competitive 

grant-awarding scheme from 2021 onward. 

 3.6 

# of households that increased 

their income as a result of the 

project support (disaggregated 

by gender) 

 Support by the 

initiatives: 

22*15*5=1650 (50% 

women) 

 Supported by the 

women’s 

cooperatives: 

10*20*5:1000  

Supported with climate-smart 

infrastructure: 

Farmers:1200*5= 6000 (50% 

women) 

No change in the status of the indicator during the 

reporting period 

 

 

 

 
 



PART 3. DETAILED PROGRESS UPDATE 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
The activities planned under output 1 contribute to the first component of the project aiming at 

reinforce capacities and coordination in the Sistan area. Three activities are planned and aim to review, 

plan, implement and enhance the capacities and development potentials at the local and national 

levels. During the reporting period, the team has refined the approach and defined several sub-

activities as detailed below.  

 

Activity 1.1: 

 

Carry out a comprehensive capacity and needs analysis within existing institutional 

frameworks to understand gaps and propose solutions for intervention 

 

1. Operational Activities: 

This foundational activity will provide a comprehensive situational analysis of the Sistan area and inform 

the project beneficiary and all capacity-building initiatives. During the reporting period, the project 

team developed the methodological approach, terms of reference (ToR), and roadmap for the 

successful implementation of this study. This participatory analysis will draw on UNDP's corporate tools, 

including the “UNDP Capacity Assessment Framework” and "the practitioner's guide to area-based 

development programming." 

 

The study objectives are the following: 
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- Collect and review all existing baseline studies in different socioeconomic, environmental, 

ecological, and terrain issues. This collection will not only give a holistic view of the existing 

studies but will also be an initial source for the formation of the project data bank; 

- Conduct capacity assessment among key stakeholders in the pilot areas to provide a 

comprehensive analysis of capacities and needs and propose capacity plans for the 

development of the Sistan area. 

The expected deliverables will be the following: 

- A gap analysis of the baseline studies in a participatory approach to plan for the following 

required studies; 

- Definition of current and potential development challenges and opportunities of Sistan area 

in close cooperation with the key stakeholders;  

- Scoping of areas for project implementation including pilots, grants, and learning activities 

across 120 areas; 

- Definition of long-term comprehensive capacity development plans at local, provincial, and 

national levels including governmental and nongovernmental organizations, private sector, 

and local communities. 

The Terms of Reference for the exercise was jointly developed by DoE and UNDP and advertised on the 

government’s bids announcements portal.2 A bid committee will convene in March 2021 to assess the 

applications after which the selected firm will be contracted. This fundamental baseline study and 

action plan should be finalized by October 2021. 

 
2. Difficulties encountered and measures taken to overcome problems 

Difficulties encountered during the implementation of the project activities were of an operational and 

financial nature and are explained in Part4. Difficulties encountered and measures taken to overcome 

problems.  

 

3. Changes introduced in the implementation 

This is not applicable as it is an early implementation stage, and no changes have been made to the 

original strategy as per the project document. 

 

 

Activity 1.2: Develop and implement capacity-building plans based on the findings from activity 

1.1 to ensure climate resilience interventions 

 

1. Operational activities 

This activity will be guided by the results of activity 1.1; hence the first implementation steps will be 

started in July 2021.  However, the team started planning for the following sub-activities before 

soliciting the results of the capacity and need assessment plan, as detailed below. 

 

1.2.1 Carry out community mobilization programs in the selected pilot sites 

Local community empowerment and mobilization will play a central part in project implementation in 

line with the participatory development approach. The project team jointly prepared the ToRs for this 

activity and defined the methodology based on best practices from peer projects and expertise. The 

ToRs were advertised on the government's bids announcements portal in March 2021, and the 

consultant’s contract is expected to start in early April 2021. 

   

This sub-activity has the following objectives: 

- Conduct a community mobilization baseline assessment with the appropriate methodology 

and criteria : vulnerability and risk and needs assessment (research and development of an 

appropriate method and criteria for the vulnerability, risk and needs assessment, i.e., scope 

UNDP community-based DRR guidance, COBRA -5 capacities, and others);  

- The successful conduct of a community-level project baseline situational analysis including 

assessing the learning needs, vulnerabilities, and risks to inform the further project 

 
2 https://setadiran.ir/setad/cms 
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implementation and roadmap/monitoring framework (as inherently linked to the ongoing 

institutional capacity assessment). It will include the preliminary identification of the potential 

pilot demonstration and “learning area” as well as the capacity development interventions; 

- Set up the criteria for the selection of pilots and demonstration areas, adaptation measures, 

and related activities—livelihoods: local economic development program and capacity 

development. This is keeping in mind the project strategy to scale up within the project period, 

i.e. criteria for demonstration, knowledge sharing, networking, and learning activities with a 

rollout based on a cluster of challenges and based on needs, gaps, risks, and other issues; 

- Pioneering guidance and participatory implementation of local social mobilization strategies 

and programs for the Sistan area; 

- Helping the interaction of local community representatives and stakeholder groups/local 

management committees in participatory management planning processes by facilitating the 

participation of local communities in formal planning processes/mechanisms at the province 

and county level; 

- Quality assessment of community-level needs gaps and ways for meaningful community 

engagement in project activities;   

- Scoping, validation, documentation, and interpretation of best practices of local social 

mobilization and risk reduction/adaptation in a report with photos for future implementation 

of the project roadmap and publication/communications; 

- Documentation of indigenous knowledge concerned with sustainable livelihood and risk 

reduction and adaptation for further project implementation and as inputs for the project 

knowledge management and learning program; 

- Evidence-based project community stakeholder engagement and monitoring plan to facilitate 

broad community involvement and participation in project-level decision-making, planning, 

implementation, monitoring, evaluation, and review of project interventions; 

- Delineation of methods for providing that preparation and formulation of project-related 

activities are aimed at the area-based development of the region, in line with the project's 

overarching resilience objective and in accordance with the comparative advantages, 

participatory, and building on existing community-level potentials. Facilitating the project 

implementation with the participation of local communities aims to make critical interlinkages 

through win-win intervention strategies including reducing poverty, deprivation, and the 

effects of natural disasters or promoting “community resilience in the face of challenges, i.e., 

climate change and need for sustainable economic development” in the region. 

- For a data platform for decision-making, the project will develop an information management 

system that supports cross-sectoral decision-making. This initiative has been planned during 

the reporting  period to provide the systems approach to decision-making. It will roll out in 

year two. This work requires integration with the institutional and other baseline analysis 

work. The database will come with criteria and data sharing agreements.  

 

The expected deliverables are as follows: 

- Social mobilization, risk reduction, vulnerability assessment, and situational analysis of risks, 

vulnerabilities, needs, and opportunities; 

- Community-level baseline analysis and plan including a demonstration area for community 

capacity building and project engagement with a strategy and monitoring framework linked to 

the overarching project objective and three outputs level result;  
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- Community-level stakeholder engagement study and plan with roles in the implementation 

and collaborating narrative including the development of a matrix with defined roles and 

expected involvement in implementation;  

- Compilation of indigenous knowledge and local technologies for sharing and scaling during the 

implementation;  

- Community-level plan for knowledge sharing, networking, and communications:  

o Short videos of the activities carried out by each local social group/management 

committee and a video of the entire work showing the process of good practice and 

social work; 

o Project implementation report prepared by stakeholder social group/local 

management committees, including lessons learned; 

o A fully documented model of local community participatory and good practice 

successes and efforts to exploit them in future activities; 

o Regular briefing and progress reports on social mobilization and community-based 

risk reduction programs as well as the establishment and development of local social 

management committees and their activities; 

o Preparation of intervention priorities with a list of objectives to be implemented in 

the short and medium-term. 

- Leadership and active participation in the project-planning workshop to deliver results and 

work on a project road map and overall monitoring and implementation strategies; 

- Final Project Workshop Deliverable (The final deliverable report is to be prepared for 

presentation in advance together with the Institutional Capacity Building Consultation.); 

- Project community engagement roadmap and supportive project implementation strategies 

including identification of pilots, learning, and stakeholder engagement strategy;  

- Community baseline situational analysis including vulnerability, risk and needs assessment, 

and project response plan, i.e., a recommendation for stakeholder engagement across the 

sector and linked to institutional capacity situational baseline and assessment work; 

- Project community-level results framework including the theory of change, baseline, 

indicators, and targets and implementation strategies with identification of pilot sites for 

demonstration and learning activities linked to overall project results matrix; 

- Project monitoring strategy with short narrative form and matrix format for reporting and 

work planning purposes;  

- Project community-level partnership strategy and stakeholder engagement plan (with 

stakeholder and partner roles for implementation linked to institutional capacity development 

with expected results presented as table and narrative);  

- Project communication awareness strategy (internal and public) linked to institutional capacity 

strengthening expected results with a list of suggested knowledge products, services, and 

communication of key messages and branding. 
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1.2.2 Implement and monitor Communication, Education, Participation, and Awareness Raising 

strategies and plans (including Hamoun Wetlands CEPA plan) 

This sub-activity will also contribute to improving capacities through different communication and 

awareness-raising activities. The main purposes of this sub-activity are the following: 

- Devise a project-specific communication strategy and plans to guide all relevant actions 

throughout the life cycle of the project. See Appendix 2; 

- Produce or revamp educational material for different audience groups; 

- Revitalize and launch participatory practices in which key stakeholders' feedback is solicited 

and best practices are captured at local and national levels including but not limited to 

Hamoun Wetlands Working Groups, project plenary sessions, and meeting with community 

leaders and focal points, campaigns, etc.; 

- Raise the awareness of the local community on the functions of the wetlands, principles of 

ABD, donor's role and contribution to the action, Sistan Projects, achievements, and impact. 

 

The project team visited local communities and held a few meetings with provincial and national 

authorities in order to raise awareness about importance of Hamoun wetlands and the role of this 

fragile ecosystem in livelihoods of local communities. However, more concrete results are expected to 

be achieved from Year 2 onward. 

 

The expected deliverables are as follows: 

- Develop a 5-year Communication Strategy, a 5-year Communication Plan, and an Annual 

Communication Plan. (During the reporting period, the 5-year communication strategy and 

plan were developed (refer to Appendix  2) in line with Annex VI of the  EU-UNDP Contribution 

Agreement); 

- Produce and/or reprint material including wetland-related informative publications targeting 

the general public. Approximately four informative books on the function of wetlands will be 

reprinted and disseminate to the general public; 

- Capture tangible outputs and achievements of various Hamoun-related fora within the 

framework of books, briefing kits, periodicals, human interest and photo stories, web entries, 

short documentary movies, and multimedia clips; 

- Organize public events, exhibitions, workshops, seminars, and technical roundtables in close 

collaboration with other units and/or stakeholders. Five plenary sessions in five districts of the 

Sistan area are planned for which feedback will be solicited. 

 

2. Difficulties encountered and measures taken to overcome problems 

Difficulties encountered during the implementation of the project activities were of an operational and 

financial nature and are explained in Part4. Difficulties encountered and measures taken to overcome 

problems. 

 

3. Changes introduced in the implementation 

N/A 



21 

 

 
Activity 1.3 Organize local and transboundary events and initiatives such as joint technical 

working groups, cross-border markets and fairs, and a training and consultation 

workshop 
 

1. Operational activities 

A holistic and sustainable management approach toward the Hamoun Wetlands basin and the Sistan 

area calls for continuous and appropriate transboundary relationships. During the reporting period, the 

project team explored opportunities and mechanisms to conduct joint events and activities with 

provincial authorities. A few meetings took place (virtual and in-person3) with the Governor-General of 

Sistan and Baluchestan Province during which the Governor outlined potentialities for joint border 

markets and featuring local community products in exhibitions or markets. At least one joint activity 

will be undertaken by the end of the year 2021. Findings from activity 1.1 will serve as a reference to 

plan activities in the upcoming years. The feasibility of a joint activity on management of sad and dust 

storms between Iran, Afghanistan and Pakistan (linked to output 2 of the project) is under study in close 

cooperation with the National Secretariat to Combat Sand and Dust Storms and academia.   

 
2. Difficulties encountered and measures are taken to overcome problems 

Difficulties encountered during the implementation of the project activities were of an operational and 

financial nature and are explained in Part4. Difficulties encountered and measures taken to overcome 

problems. 

 

3. Changes introduced in the implementation 

N/A.  

 

Achievements and results measured by the performance indicators for Output 1 

 

Performance indicators: 

1.1 # comprehensive capacity and needs assessment documents  

During the reporting period, as highlighted in the narrative, planning for a comprehensive integrated 

baseline study involving an institutional capacity assessment as well as the related community 

mobilization, climate change adaptation, and the land and water management activities were 

finalized and advertised. These linked technical research and planning activities will be completed in 

the year 2021 and capacity building plans, climate change adaptation strategy, land and water 

management, and community mobilization strategies will be developed and implementing begins 

with target groups. The baseline level of capacities as per UNDP capacity development methodology 

will be set as well. 

 

1.2 #of capacity building plans developed and implemented  

No change in the status of the indicator during the reporting period 

 

1.3 # of local and provincial arrangements and coordination mechanisms enhanced (the multi-sectoral 

working group for wetland restoration) 

In 2020, two introductory project meetings were held with the Hamoun Wetland Management Working 

Group. The first one launched and introduced the project to the senior level provincial managers. The 

second one, of a technical nature, was designed to foster ownership, integrate recommendations from 

members of the working group, and agree on the way forward (refer to Appendices 6 and 7 for details 

of the meetings). 

A cross-sectoral mechanism for planning and oversight of project activities entitled “Innovative 

Participatory Integrated Platform” is under formation. The Platform comprise national and provincial 

government and non-government entities, as well as academia engaged in development of the Sistan 

 
3 Two virtual meetings and one in-person meeting with the deputy of economic affairs of Sistan and 

Balouchestan Province on the potentials of holding transboundary events in the region. 
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area and will serve as the main inter-sectoral coordination and planning means during project 

implementation and beyond 

 

1.4 # of bilateral technical working groups at the senior expert level established or enhanced (one on 

livelihoods and one on land and water management) 

A land and water management-working group was set up between provincial representatives of MOJA 

and DoE. The provincial working group met three times and drafted a letter of recommendation to the 

project team to guide future activities. The project team took action on a number of them, including 

some related to the grant management scheme setup in the year 2020. Another technical working 

group on livelihoods is to be established in 2021 with the presence of the Ministry of Cooperatives, 

Labour and Social Welfare, Ministry of Cultural Heritage, Handicrafts and Tourism, and Ministry of 

Industry, Mines and Trade. 

 

1.5 # of bilateral consultation workshops and field visits for senior experts and local authorities 

conducted  

No change in the status of the indicator during the reporting period  

 

1.6 # of transboundary events and initiatives  

No change in the status of the indicator during the reporting period   
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Activities planned under this output are expected to contribute to the project's second component 

aimed to promote participatory land and water management and dealing with the natural and human 

inducted limitations of the Sistan area due to climate change and increasing sand and dust storms. 

Moreover, community-based small-scale interventions for watershed management, water efficiency, 

wetland restoration, and biodiversity conservation will be implemented through an innovative low-

value grant scheme. 

 

Activity 2.1 Develop a Climate Change Adaptation Action Plan for the implementation of the 

Integrated Hamoun Wetlands Management Plan 
 

1. Operational activities 

 

The action plan developed under this activity will be informed by a socioeconomic and environmental 

hot spot and vulnerability assessment. This assessment will be conducted in Year 2 to inform the actions 

and capacity building and learning plans. The first implementation step for this activity is a 

comprehensive review of existing climate change studies and adaptation plans for the Sistan area. This 

exercise will be finalized by September 2021. On this basis, a series of participatory workshops and 

consultations with key stakeholders will be organized to develop the Climate Change Adaptation (CCA) 

Action Plan based on existing models. The document will be an updated annex to the Hamoun Wetlands 

management plan and approved by the Hamoun Wetlands integrated management plan working 

group. 

 

The main objectives of the Plan will be the following: 

- Consolidation and formulation of policies and measures for climate change adaptation by the 

development principles of the Sistan area, applicable to all key stakeholders including but not 

limited to the governmental, nongovernmental and private sector, and local communities; 

- Provide a management support system including but not limited to a pre-warning system for 

different climate scenarios based on the long-term data. 
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The activity will be done by hiring a consultancy group that includes a professional group of experts on 

climate change, water and land management, development, and social sciences. The finalized ToR has 

been advertised. It is expected that the CCA Action Plan will be finalized in the third quarter of 2021. 

 

2. Difficulties encountered and measures taken to overcome problems 

Difficulties encountered during the implementation of the project activities were of an operational and 

financial nature and are explained in Part4. Difficulties encountered and measures taken to overcome 

problems.  

 

3. Changes introduced in the implementation 

N/A.  

 

 

 

Activity 2.2 Support the implementation of the Action Plan on watershed management, water 

efficiency, wetland restoration, and biodiversity conservation with a special focus 

on climate change adaptation 
 

1. Operational activities 

The meetings mentioned under activity 1, launching ceremonies at national and provincial levels, 

provided the opportunity to make progress toward the implementation of the Hamoun management 

plan into which the Climate Change Adaptation Plan will be embedded, discuss ongoing initiatives, and 

introduce the main objectives and roadmap of the Sistan Project. 

 

One of the first sub-activities to support the Hamoun Management Plan implementation will be the 

collection and consolidation of baseline data on the status of the Hamoun Wetlands, according to the 

monitoring protocols outlined in the Plan around three key areas: biodiversity, soil and water resources, 

and socioeconomic status. A baseline study consolidating this information will be elaborated in Y2, with 

support from provincial and local stakeholders. The study will serve as a reference to measure progress 

achieved against key indicators throughout the project. It will also include a monitoring plan to ensure 

data is regularly collected and updated through standard procedures and participation from relevant 

local stakeholders. The terms of Reference to hire a contractor who will support this activity have been 

finalized and the position is about to be advertised. 

 

In the next six months after the submission of the report, a call for proposals will be launched to provide 

at least 2 low-value grants to local communities and NGOs to support the implementation of small-

scale watershed management, water efficiency, wetland restoration, and biodiversity conservation 

initiatives. This first round of calls for proposal for grants will provide the opportunity to strengthen the 

capacities of local communities and NGOs in the preparation of grant proposals and to pilot-test and 

refine the grant management scheme as outlined in Appendix 3 of this document. The lessons learned 

during this first round of grants selection and implementation as well as the findings from the various 

studies carried out in the first year of the Sistan Project will inform the subsequent Call for Proposal for 

low-value grants to communities and NGOs.  

For this reason a workshop for the local communities is being planned in late March 2021 to get familiar 

to the operational procedures of the low value grants for the first round.  

 

2. Difficulties encountered and measures are taken to overcome problems 

Difficulties encountered during the implementation of the project activities were of an operational and 

financial nature and are explained in Part4. Difficulties encountered and measures taken to overcome 

problems.  

 

3. Changes introduced in the implementation 

N/A.  
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Activity 2.3 Identify and implement mitigation measures to address the negative impact of dust 

storms/drought in the local community 

 
1. Operational activities 

This activity will be undertaken through a collaboration between the National Secretariate to Combat 

Sand and Dust Storms - based in DoE - and the provincial FRWO as well as academia and will contribute 

to the implementation of the existing Provincial Action Plan on Sand and Dust Storms. The feasibility of 

potential cross-border collaboration between Iran, Afghanistan and Pakistan on the management and 

control of sand and dust storms is under review.   In the next six months after the submission of the 

report, at least 2 low-value grants will be provided to communities and NGOs for the implementation 

of innovative and participatory small-scale mitigation measures against the negative effects of sand and 

dust storms. These grants will be identified through the call for proposal mentioned under activity 2.2 

and support mitigation activities in hotspots as identified in the Provincial Action Plan. 

 

2. Difficulties encountered and measures are taken to overcome problems 

Difficulties encountered during the implementation of the project activities were of an operational and 

financial nature and are explained in Part4. Difficulties encountered and measures taken to overcome 

problems.  

 

3. Changes introduced in the implementation 

N/A 

 

 

Achievements and results measured by the performance indicators for Output 2 

 

Performance indicators 

2.1-# of climate change adaptation action plans developed  

The baseline study mentioned under activity 2.2 is the first analytical step required to inform the 

participatory development of the CCAAP. The baseline study will be completed and approved by the 

Hamoun wetland working group in Q4-2021. The development of the CCAAP is planned in Y2. 

 

2.2 # of interventions supported by the Action Plan 

No change in the status of the indicator during the reporting period 

 

2.3 # of grants/loans provided 

In the first year of project implementation, at least 4 low-value grants were provided to local 

communities to support small-scale water management, water efficiency, wetland restoration, 

biodiversity conservation, and sand and dust storm mitigation Initiatives, based on the low-value grant 

guidelines developed by the project team and by UNDP Programme and Operation Policies and 

Procedures. In the subsequent years of implementation, an increasing number of grants will be 

provided as priority needs and solutions are identified in the CCAAP. 
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This output will contribute to the project’s third component of aiming to support participatory local 

economic development including climate-smart agriculture and sustainable alternative livelihoods with 

a special focus on the development of microenterprises.  

 
Activity 3.1 Assess the biological carrying capacity of the Hamoun Landscape and identify local-

level opportunities for sustainable alternative livelihoods in a participatory manner 

 
1. Operational activities 

The existing land use plan study of Sistan, which indicates the most effective use of land by the 

comparative advantage patterns of each area, will be used as a basis to implement this activity. The 

results of the baseline study and capacity assessment exercise described under activity 1.1 will also 

provide critical information to support the development of a revised participatory land-use plan for the 

Sistan area with a special focus on the establishment and development of alternative livelihoods and 

microenterprises. As the results of the baseline study and capacity assessment will feed into this 

analysis, this activity will be launched in Y2. In terms of the original concept of the land use plan, it was 

planned to assess the biological carrying capacity of the Hamoun Landscape and identify local-level 

opportunities for sustainable alternative livelihoods in a participatory manner. The activity scope is 

going to be broaden by review and compile existing studies in the field of integrated land use planning 

and the status of their Implementation in the region and formulate and develop an integrated land use 

plan in a participatory manner with emphasis on the development of sustainable livelihoods in Sistan 

Area. This was perceived to be an important adaptive measure that makes more sense for the context. 

 

2. Difficulties encountered and measures are taken to overcome problems 

N/A 

 

3. Changes introduced in the implementation 

N/A  

 

 

implemented 
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Activity 3.2 Develop a participatory Local Economic Development Plan 

 

1. Operational activities 

This is one of the strategic activities of the project. The baseline study and capacity assessment 

mentioned under 1.1 will support the participatory identification of priority actions based on the 

comparative advantage of the area, which will form the core of the Local Economic Development Plan. 

Hence this activity will be launched in Y2. 

 

2. Difficulties encountered and measures are taken to overcome problems 

N/A 

 

3. Changes introduced in the implementation 

N/A 

 

Activity 3.3 Support the implementation of the thematic Action Plan including a call for 

proposal for the local organizations and SMEs to propose business plans and 

projects on job generation in the region 

 

1. Operational activities 

In Q1-2021, a call for proposals was launched to support small enterprises and/or women’s 

cooperatives through at least three grants based on the priorities identified in the Local Economic 

Development Plan that include Tourism, Rural Development, SME, entrepreneurship, and 

Environmental Protection. 

The grant selection criteria are developed in Appendix 3 of this document, which will be completed 

after the capacity assessment and community mobilization activities are done to consider the 

integrated climate risk-informed natural resource management plans. 

 

2. Difficulties encountered and measures taken to overcome problems 

Difficulties encountered during the implementation of the project activities were of an operational and 

financial nature and are explained in Part4. Difficulties encountered and measures taken to overcome 

problems. 

 

3. Changes introduced in the implementation 

N/A.  

 

 

Activity 3.4 
Joint action with UN agencies to ensure integral development of skills and 

entrepreneurship in the Hamoun Wetlands 

 

1. Operational activities 

This activity will build on the experiences and ongoing initiatives from UN agencies on managerial skill 

development and employment generation through microenterprises. It will be informed by the results 

of the analysis described under Activity 1.1. Hence, its implementation will start in 2022. 

 

2. Difficulties encountered and measures are taken to overcome problems 

N/A 

 

3. Changes introduced in the implementation 

N/A 

 

Activity 3.5 
Support climate-smart agriculture intervention with a special focus on efficient 

water management 

 

1. Operational activities 

Climate-smart agriculture (CSA) is an approach that helps to guide actions needed to transform and 

reorient agricultural systems to effectively support the development and ensure food security in a 
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changing climate. CSA aims to tackle three main objectives: sustainably increasing agricultural 

productivity and incomes, adapting and building resilience to climate change, and reducing and/or 

removing greenhouse gas emissions where possible. As a first step to support CSA in pilot villages, an 

MOU will be signed in early September 2021 between national, provincial, and local stakeholders to 

develop an Action Plan outlining actionable climate-smart agriculture priorities for implementation in 

the Sistan area. 

 
2. Difficulties encountered and measures taken to overcome problems 

Difficulties encountered during the implementation of the project activities were of an operational and 

financial nature and are explained in Part4. Difficulties encountered and measures taken to overcome 

problems. 

 

3. Changes introduced in the implementation 

N/A 

 
Achievements and results measured by the performance indicators for Output 3 

 

Performance indicators 

3.1 # of participatory thematic Action Plans to promote alternative livelihoods developed (tourism, 

agriculture and SMEs) 

No change in the status of the indicator during the reporting period 

 

3.2- # of sustainable alternative livelihoods initiatives implemented in pilot villages 

The project aims to provide initial low-value grants to the local community as a major strategy for 

results. At least 4 sustainable livelihoods projects involving innovation are to be implemented in the 

villages. The criteria for low-value grants are drafted and will be further informed by the baseline work. 

The LVG mechanism will continue as the main implementing strategy of the project with a large rollout 

in the next three years as more innovative proposals are sought from the local communities that are 

empowered in different capacity development activities. 

 

3.3 % of water efficiency increase in pilot farms 

No change in the status of the indicator during the reporting period 

 

3.4 # of farmers who apply sustainable agriculture practises in their farms (disaggregated by gender) 

No change in the status of the indicator during the reporting period 

 

3.5- # women’s cooperatives enhanced or established 

At least five active women’s cooperatives were recognized in Year 1, which will be supported through 

a competitive grant-awarding scheme from 2021 onward.. 

 

3.6 # of households that increased their income as a result of the project support (disaggregated by 

gender) 

No change in the status of the indicator during the reporting period   
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Activity 4.1 
Project reporting and evaluation systems to provide accurate and timely financial 

and narrative reports 

 
1. Operational activities 

The project is implemented in accordance with UNDP's National Implementation Modality (NIM). The 

DoE is designated as National Implementing Partner under the UNDP Country Office support to the 

government, given the compliance of the implementing partner as a result of the HACT Micro 

Assessment carried out by UNDP. In this regard, the financial procedures will be implemented by 

project NPD utilizing its financial regulations, rules, practices, and procedures also in full observance of 

the General Conditions, Special Conditions and the Communication and Visibility Plan of the EU as per 

the agreement “MIDEAST/2019/411-077” and based on the annual work plans. 

 

The monitoring procedures of the project are implemented by UNDP as per “Section VI. Monitoring and 

Evaluation” of the Description of the Action and in line with “Article 10” of the Annex II(General 

Conditions for Contribution Agreements). Therefore, the monitoring procedures during the reporting 

period included: 

- HACT financial audit performed by independent auditing firm which was hired by UNDP. The 

audit concluded “an unqualified opinion”.  ; 

- Combined Delivery Reports (CDR) which show financial progress of the project have been 

certified by UNDP and NPD (after review and approval of project team) on a quarterly basis;; 

- Regular UNDP monitoring of the technical issues of the project through periodic progress 

review meetings (in-person and virtual), a six-month progress report has been submitted to 

UNDP in the PAPRP format and an annual report that contains all the project’s achievements 

and its evidence. However, the format and date of submitting the annual report to UNDP and 

EU differ by approximately three months, so the report should be modified by date and format 

for reporting to the EU; 

 

2. Difficulties encountered and measures are taken to overcome problems 
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Difficulties encountered during the implementation of the project activities were of an operational and 

financial nature and are explained in Part 4. Difficulties encountered and measures taken to overcome 

problems.  

 

3. Changes introduced in the implementation 

N/A.  

 

Activity 4.2 
Project management arrangements ensure on-time delivery of project activities 

and timely financial and narrative reporting AWP and budget 

 
1. Operational activities 

During the reporting period, seven staff members from UNDP Country Office in Tehran, including a 

national project manager, monitoring and evaluation specialist, two technical specialists (one inland 

and water sciences and one in local economic development sciences), a program and administrative 

assistant, a finance and procurement assistant, and a communications officer, have been recruited. 

Also, two staff members for the Sistan project office including two technical experts (one for land and 

water activities and one for livelihood and development activities) have been recruited. The staff 

recruitment procedures were implemented in line with UNDP’s rules and regulations. The chief 

technical advisor (CTA) has been recruited. 

 

2. Difficulties encountered and measures are taken to overcome problems 

Difficulties encountered during the implementation of the project activities were of an operational and 

financial nature and are explained in Part 4. Difficulties encountered and measures taken to overcome 

problems. 

 

3. Changes introduced in the implementation 

N/A.  

 

Activity 4.3 General Expenses 

 

1. Operational activities 

A project procurement plan has been developed with a list of office furniture and equipment, supplies, 

stationery, and communication tools. These items are being purchased for the Tehran office and are 

still to be procured for the Sistan office.  

 

2. Difficulties encountered and measures taken to overcome problems 

Difficulties encountered during the implementation of the project activities were of an operational and 

financial nature and are explained in Part 4. Difficulties encountered and measures taken to overcome 

problems. 

 

3. Changes introduced in the implementation 

N/A 

 

 

Activity 4.4 Visibility 

 

 

1. Operational activities 

A communication and project knowledge management (learning products and services) strategy in 

collaboration with UNDP's communication and partnership focal point and in accordance with Annex 

VI of the EU-UNDP Contribution Agreement was drafted and confirmed by NPM and UNDP colleagues 

(Appendix 2 of this document). During the reporting period, the following actions have been 

implemented: 

- Establishment of the design of the project’s visual identity, logo, and stationery; 

- Ongoing recruitment for a web developer to develop and maintain the project website; 



31 

- Development of a set of key messages in the first quarter to inform the communications  

messages and positioning; 

- Finalization of the ToR for visual documentation of the project. This has been advertised in the 

Government Bids Portal and will be contracted once the best IP is selected by the bids 

committee. The visual documentation of the project will establish its virtual presence and 

capture its achievements and impacts in the region. This could be monitored by different 

stakeholders, especially the donor to oversee the project's implementation progress visually.  

- CTA support of the development of the project Knowledge Management strategy has been 

linked to the capacity development assessment results as well as the communications.  

 

 

2. Difficulties encountered and measures taken to overcome problems 

Difficulties encountered during the implementation of the project activities were of an operational and 

financial nature and are explained in Part 4. Difficulties encountered and measures taken to overcome 

problems a general section on this subject.  

 

3. Changes introduced in the implementation 

N/A. 
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Part 4.  DIFFICULTIES ENCOUNTERED AND MEASURES TAKEN TO 

OVERCOME PROBLEMS 

 

Difficulties encountered during the reporting period were of an operational and financial nature. 

 

Operational constraints: 

The inception of the project coincided with the COVID pandemic. The pandemic not only 

delayed the project launch by approximately two months but also slowed down the pace of 

the implementation of project’s activities at the provincial and community levels. Since the 

outset of the pandemic, the Sistan and Baluchestan Province has been classified as a COVID 

red zone. Therefore, missions and activities were significantly limited during the period. 

Progress was made in efforts to accelerate the project implementation and to identify 

innovative ways to mitigate the COVID-19 impact on the project delivery. These include the 

purchase of appropriate internet connections, IT equipment and software for the project 

offices, the provision of PPEs for staff as well as safe conditions with essential work from home 

arrangements at the peak of the pandemic, and the organization of regular online meetings 

among project team members and with the provincial and local authorities. These adaptations 

are perceived to have provided learning to efficiently implement many of the future training 

and organize meetings. This has been an unexpected advantage of the pandemic. For instance, 

it forced a greater efficiency and effective virtual platform for future implementation. 

 

Financial constraints: 

 Exchange rate fluctuations have impacted planning and budgeting processes. Because of the 

appreciation of the USD and the Euro against the Iranian Rial, the available budget increased 

up to 2.5-fold during the first 10 months. As a result, the project team, in collaboration with 

UNDP and the national and provincial authorities and through field visits and community 

consultations, has identified new sub-activities in line with the purpose of the action to absorb 

realized gains. 

 The project has generally overcome the initial implementation constraints, and it is now 

sustaining a steady pace. However, UNDP will send to the EU an official request for a no-cost 

extension to compensate for the missed time. 

 

Part 5. UPDATED PROJECT RISK MANAGEMENT 

Given the circumstances, the Project Risk Log has been updated (below) for the consideration of the 

Project Steering Committee. Identified risks are scored as High, Medium, or Low according to their 

likelihood and impact. 

 

 



 

 

No. Category Risks Description Risk Validity Duration Impact Type Impact 

Description 

Likelihood Proposed Mngt. 

Response/Action  

Timeline Responsible Person Status 

  

1 FINANCIAL Exchange rate fluctuations 

are a source of planning 

and budgeting 

disturbances. Because of 

the appreciation of the 

Euro against the Iranian 

Rial, the available budget 

increased up to 2.5- fold 

during the first 10- 

month period 

During the project 

implementation 

process 

4.HIGH The changes will 

highly affect the 

project planning 

process. 

5.EXPECTED The project team 

has engaged in a 

planning exercise 

to absorb the 

extra budget in 

collaboration 

with the national 

and provincial 

authorities and 

through field 

visits and 

community 

consultations.  

During the 

project 

implementation 

Project ONGOING 

2 OPERATIONAL Due to the COVID-19 

situation across the 

country, the project 

launch was delayed by two 

months. The 

implementation of 

activities is lagging 

approximately two 

quarters behind. 

Until the pandemic is 

contained 

5.EXTREME The pandemic 

not only 

delayed the 

project launch 

but also slowed 

down the pace 

of the 

implementation 

of the project’s 

activities at the 

province and 

community 

levels. 

4.HIGHLY 

LIKELY 

An official 

request for a no-

cost extension of 

at least one year 

will be sent to EU 

for 

compensating 

delays linked to 

the COVID 

pandemic.  

 

The increasing 

use of new 

communication 

means such as 

online meetings 

and information 

sharing 

platforms is 

instrumental in 

addressing the 

issue. 

To be raised in 

the first Project 

Steering 

Committee 

UNDP and Project  NOT 

STARTED 
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3 OPERATIONAL Sistan and Baluchestan is 

regularly classified as a 

COVID red zone. 

Until the pandemic is 

contained or the 

classification of the 

region is changed. 

4.HIGH Due to the 

pandemic, most 

of the 

contractors 

tend not to 

travel to the 

Province and 

even less so to 

conduct field 

visits. 

4.HIGHLY 

LIKELY 

Discussions are 

ongoing with 

contractors to 

identify how safe 

sanitary 

conditions can 

be met when 

traveling to the 

Province: 

sanitizers; social 

distancing, etc.)  

Until the 

pandemic is 

contained or the 

classification of 

the region is 

changed. 

Project ONGOING 

4 OPERATIONAL Zabol city as the main 

place for the project team 

(both provincial and 

national) has various 

limitations, such as flight 

frequencies, hotels, etc. 

During the project 

implementation 

process 

3.MODERATE The missions 

will need to be 

extended by at 

most one day. 

Accommodation 

of the staff is a 

challenging 

issue. 

5.EXPECTED The missions will 

be from Tehran 

to Zahedan and 

vice versa 

instead of Zabol. 

The distance 

between these 

two cities is 

about 220 km, 

which can be 

done via taxi. 

An appropriate 

place for 

accommodation 

in Zabol will be 

identified and 

rented. 

During the 

project 

implementation 

Project ONGOING 

5 OPERATIONAL The Sistan area faces a 

120-day wind which leads 

to dusty weather and 

polluted air conditions. 

During the project 

implementation 

process 

4.HIGH Dust storms 

could be a 

reason for flight 

cancellation and 

create a high 

risk for safe 

commuting in 

the pilot areas 

for the con-

tractors and 

project team. 

5.EXPECTED The project 

activities will be 

adapted to the 

region's weather 

conditions 

through 

changing the 

activities' 

timelines and 

applying 

innovative 

methods. 

During the 

spring and 

summer 

seasons 

Project ONGOING 
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6 OPERATIONAL Grant approval process 

will be time-consuming 

due to the unfamiliarity of 

the local community with 

the process of writing 

proposals and financial 

management. 

During the project 

implementation 

process 

3.MODERATE Training and 

educational 

workshops will 

be held for the 

local entities. 

5.EXPECTED The project 

technical 

specialists and 

the grant 

approval 

committee will 

help local 

entities to 

enhance their 

capacities to 

address these 

issues. 

 

Very detailed 

guidance has 

been developed 

to support 

communities and 

guide the 

process. 

During the 

project 

implementation 

Project ONGOING 



Part 6. PROGRESS FINANCIAL REPORT  

 
The project had received USD 1,107,328.54 upon the signature of the agreement with the EU. As the 

project launch coincided with the start of the pandemic early 2020, the project team was recruited 

lately and the implementation process was referred to year 2 in most of its activities. Therefore, most 

of the costs occurred for human resources, procurement of goods and services to equip the project 

office and limited travel4 to the region, which amounts to USD 292,890.15. There is also a legal 

commitment for the recruitment of the project chief technical advisor. The progress financial report is 

available in the Excel file, while here below there is a summary of the project’s financial status as of 

April 2021.  

 

 

Progress Financial 

Report 

Total Expenses (USD) 

1/02/2020 – 31/01/2021 

Budget Actual Expenses Legal Commitments 

Combined (Actual 

expenses & Legal 

commitment) 

Total direct Cost 110,761.32 174,339.41 285,100.73 

Total indirect Costs 

(GMS) 
7,789.42 0 7,789.42 

Total eligible cost of 

the Action 
118,550.74 174,339.41 292,890.15 

 

 

 

 

 

 
 

 
4 Only necessary travels has been made by the project staff, considering the precautionary measures informed by 

the national Covid-19 committee. That is why the implementation of most of the project activities such as 

trainings and meeting are postponed to the following years, as explained in the narrative and financial reports. 

Although project teams (both provincial and national) was attending project offices and attended field missions 

(taking into account precautionary measures), fortunately none of the team members infected by Covid-19 
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Part 7. PROJECT WORK PLAN FOR YEAR 2 
 

Project intended outputs 
Planned Activities: List all activities 

including M&E to be undertaken  
Sub Activities 

Planned Time Frame 

Q1 Q2 Q3 Q4 

Output 1: 

Capacities, institutional 

arrangements, and coordination 

mechanisms among key 

stakeholders developed in the 

Hamoun wetlands 

1.1 Carry out a comprehensive capacity and 

needs analysis within existing institutional 

frameworks to understand gaps and 

propose solutions for intervention 

1.1.1 Carry out a comprehensive capacity and needs analysis 

and a baseline study on various measures (including 

economic, environmental, and cultural studies) 

        

1.1.2 Transportation and travel         

1.2 Develop and implement capacity 

building plans based on the finding from 

activity 1.1 to ensure climate resilience 

interventions  

1.2.1 Conduct community mobilization programs in the 

selected pilot sites 
        

1.2.2 Implement and monitor capacity development plan         
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1.2.3 Transportation to the communities, vehicle-related and 

other logistics needed for capacity development activities 
        

1.2.4 Implement and monitor Communication, Education, 

Participation and Awareness Raising strategies and plans 

(including Hamoun wetlands CEPA plan) 

        

1.2.5 Transportation and travel         

1.2.6 Develop wetland information and data bank for 

reporting the wetland status 
        

1.3 Organize local and transboundary 

events and initiatives such as joint 

technical working groups, cross-border 

markets, and fairs, training and 

consultation workshop 

1.3.1 Cost for workshops, field visits, cross-border market,s 

and other joint events with Afghanistan  (1 per year) 
        

1.3.2  Transportation and travel         

Output 2: 

Sustainable land and water 

management and wetland 

restoration measures implemented 

2.1 Develop a Climate Change Adaptation 

Action Plan for the implementation of the 

Integrated Hamoun Wetlands 

Management Plan 

2.1.1 Review existing climate change studies and adaptation 

plans for the Sistan area and develop a Climate Change 

Adaptation Action Plan based on existing models 
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2.1.2 Consultation workshops (1#Y2)         

2.1.3 Transportation and travel         

2.2 Support the implementation of the 

Action Plan on watershed management, 

water efficiency, wetland restoration, and 

biodiversity conservation with a special 

focus on climate change adaptation 

2.2.1 Conduct baseline studies to populate data from 

Hamoun wetlands based on the monitoring protocols in 

Hamoun wetlands integrated management plan. Populated 

data will be reflected in the data bank which will be 

established in activity 1.2.6 

        

2.2.2 Implementation and monitoring of the Climate Change 

Adaptation Action Plan 
        

2.2.3 Workshops and training costs for implementation of 

Hamoun management plan.  Review the progress of 

implementation of the management plan 

        

2.2.4  Community-based small scale water management 

interventions (grants to NGOs or small private companies) 
        

  2.2.5 Transportation and travel         
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2.3  Identify and implement mitigation 

measures to address the negative impact 

of dust storms/drought in the local 

community 

2.3.1 Collaborate with FRWO and DoE to identify sand and 

dust storm hot spots in the area and develop an action plan 

for mitigation measures to address SDS 

        

2.3.2 Small scale grants for the implementation of the 

selected actions with local organizations  
        

2.3.4 Implement and monitor the results of the new solutions 

and development of best practice document  
        

2.3.5 Transportation and travel         

  2.3.6 Workshops and training costs (field visits)         

Output 3  

Strategy and plan of action for 

sustainable and climate-smart 

agriculture and alternative 

livelihoods developed and priority 

actions implemented 

3.1 Assess the biological carrying capacity 

of the Hamoun Landscape and identify 

local level opportunities for sustainable 

alternative livelihoods in a participatory 

manner 

3.1.1 Review existing land use planning studies and the status 

of their implementation in the area; develop a participatory 

land-use plan for the Sistan area with a special focus on 

sustainable alternative livelihoods. Emphasis will be on the 

development of microenterprises 

        

3.1.2 Submit and get approval of the participatory land-use 

plan from the provincial authorities; implement and monitor 

priority actions in the form of pilots 

        

3.1.3 Transportation and travel         
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3.2 Develop a participatory Local Economic 

Development Plan 

3.2.1 Develop the Local Economic Development Plan and 

sustainable alternative livelihood strategy/action plan  
        

3.2.2 Transportation and travel         

3.2.3 Workshops and training costs          

3.2.4 Advisory services for the supervision and monitoring of 

the Local Economic Development Plan and sustainable 

alternative livelihood strategy/action plan  

        

3.3 Support the implementation of the 

thematic Action Plan including a call for 

proposal for the local organizations and 

SMEs to propose business plans and 

projects on job generation in the region. 

3.3.1 Implementation of the local economic development 

plan which includes sustainable alternative livelihood options 

(minimum of five pilot sites) 

        

3.3.2 Explore and identify the opportunities for local 

economic development by MSMEs and establish the links 

between microenterprises, local cooperatives, and MSMEs 

Design local economic models to develop and strengthen 

value chains 

        

3.3.3 Workshop and training costs         

3.3.4 Grants for selected projects          

3.3.5 Transportation and travel         
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3.3.6 Field visit costs          

3.3.7 Conduct assessment and develop an action plan for 

women economic empowerment   
        

  
3.3.8 Seed fund for women's cooperatives to support 

livelihoods initiatives   
        

3.4 Joint action with UN agencies to ensure 

integral development of skills and 

entrepreneurship in the Hamoun wetland 

3.4.1 Training and skills development courses in coordination 

with other UN agencies working in the same province.  
        

3.4.2 Transportation and travel         

3.5 Support climate-smart agriculture 

intervention with a special focus on 

efficient water management 

3.5.1 Develop the Action Plan on climate-smart agriculture in 

collaboration with MoJA 
        

3.5.2 Implement training programs on technical requirements 

for the implementation of climate-smart agriculture 
        

3.5.3 Implementation monitoring including baseline setting 

and monitoring of the efficiency of agricultural inputs e.g., 

water and agrochemicals 
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3.5.4 Transportation and travel         

3.5.5 Implementation of the action plan on climate-smart 

agriculture including procurement of equipment 

(greenhouses if needed) and provision of technical support to 

the implementation 

        

Output 4 

Effective Project Management 

4.1 Project reporting and evaluation 

systems to provide accurate and timely 

financial and narrative reports 

Audit         

4.2 Project management arrangements 

ensure on-time delivery of project activities 

and timely financial and narrative reporting 

National Project Manager (Full time)         

Insurance Costs         

Chief Technical Advisor Local Development (Full time)         

Travel costs of CTA         

M&E specialist (Full time)         

Insurance Costs         

2 Programme and Admin (Full time) (1 in the region and 1 at 

the national level) 
        

Insurance Costs         
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Finance Assistant and Procurement (Full time)         

Insurance Costs         

2 National technical specialists (Full time)         

Insurance Costs         

Coordinator in the regional office (Full time)         

Insurance Costs         

4 Experts in the regional office (1 per project component and 

1 for climate-smart agriculture) (Full time) 

        

Insurance Costs 
        

National Communication Officer (Full time)         

Insurance Costs         

Technical Advisory support to Project in the form of part-time 

national and international individual consultants 
        

Organize and hold at least one team-building exercise 
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Assistant Resident Representative (Programme) 

        

Programme Analyst  

        

Programme Associate 
        

Communications, Partnership, & Innovation Officer 
        

Deputy Assistant Resident representative 
        

Head of Finance 
        

Finance Associate 
        

Head of Procurement  
        

Procurement Associate 
        

Programme Support Unit 

        

Procurement/Travel 
        

Travel Clerk 
        

HR Assistant 
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General Operating Expenses (Utilities, ICT, Security, Office 

rent) 
        

4.3 General expenses 

4.3.1 Office furniture and equipment         

4.3.2 Office supplies & Stationery         

4.3.3 Provincial office rent         

4.3.4 Communication/phones and internet         

4.4 Visibility 

4.4.1 Compilation and visual documentation of the project 

including production video clips 
        

4.4.2 Other visibility materials (banners, folders, brochures, 

stickers, etc.) 
        

    4.4.3 Project website development and maintenance         

    4.4.4 Transportation and travel         
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APPENDIX 1.  RESULTS FRAMEWORK  

 

EXPECTED 

OUTPUTS 
OUTPUT INDICATORS 

BASELINE TARGETS (by frequency of data collection) DATA COLLECTION 

METHODS & RISKS 
Value Year Year 1 

Achieved 

in Year 1 
Year 2 Year 3 Year 4 Year 5 FINAL 

Output 1 

Capacities, 
institutional 

arrangements, 

and coordination 

mechanisms 

among key 

stakeholders 
developed in the 

Hamoun 

wetlands 

1.1  # comprehensive capacity and 

needs assessment documents 
0  1 None     1 Assessments approved 

1.2  # of capacity building plans 

developed and implemented  0 2019 1 None 1 1   1 Plans approved 

1.3 # of local and provincial 

arrangements and coordination 

mechanisms enhanced (the multi-
sectoral working group for wetland 

restoration) 

1 2019 1 1 1 1 1 1 15 Training/project reports 

1.4 # of bilateral technical working 

groups at the senior expert level 

established or enhanced (one on 

livelihoods and one on land and water 

management) 

0 2019 1 new 1 new 

1 new 

1 

enhanced 

2 

enhanced 

2 

enhanced 
2 enhanced 26 

Training/project reports 

 

1.5 # of bilateral consultation 

workshops and field visits for senior 

experts and local authorities 

conducted 

0  1 None 2 2 2 2 9 
Training/project reports 

 

1.6 # of transboundary events and 

initiatives 

1 2019 1 None 1 1 1 1 5 Project reports 

Output 2 
2.1  # of climate change adaptation 

action plans developed  
0 2019 1 None     1 Project reports 

 
5 Only one, the multi-sectoral working group for wetland restoration will be supported every year with specific activities. Therefore, the final target is 1.  
6 Tw bilateral technical working groups will be established or enhanced. One will be established in year 1 and enhanced over the next years. The second one will be created on year 2 and enhanced during the next 

three years.  
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EXPECTED 

OUTPUTS 
OUTPUT INDICATORS 

BASELINE TARGETS (by frequency of data collection) DATA COLLECTION 

METHODS & RISKS 
Value Year Year 1 

Achieved 

in Year 1 
Year 2 Year 3 Year 4 Year 5 FINAL 

Sustainable land 

and water 

management and 
wetland 

restoration 

measures 

implemented 

2.2 # of interventions supported by the 

Action Plan  
0   - 4 3 3 3 13 

Evaluation report/ Project 

reports 

2.3 # of people benefited from sand 

and dust storms/drought mitigation 

measures thanks to the support with 

small grants and investments  

   -    5,0000 

As per 

Annex 1: 

5,0000 

Evaluation report/ Project 

reports 

Output 3 

Strategy and plan 

of action for 

sustainable and 

climate-smart 
agriculture and 

alternative 

livelihoods 

developed and 

priority actions 

implemented 

3.1 # of participatory thematic Action 

Plans to promote alternative 

livelihoods developed (tourism, 

agriculture and SMEs) 

 2019 2 None 1    3 Plans developed. 

3.2 # of sustainable alternative 

livelihoods initiatives implemented in 

pilot villages 

0 2019 - - 5 10 5 2 22 Project reports 

3.3 % of water efficiency increase in 
pilot farms  

25-30% 2019 - - 35% 40% 45% 45% 
45% 

 

Evaluation report/ Project 

reports / Interviews report 

3.4 # of farmers who apply sustainable 

agriculture practises in their farms 

(disaggregated by sex) 

TBD 2019 - - 

10 

farmer X 

30 

villages 

10 

farmer X 

30 

villages 

10 

farmer X 

30 

villages 

10 farmer X 30 

villages 

1200 

farmers in 

120 

villages 

Evaluation report/ Project 

reports / Interviews report 

3.5 # women’s cooperatives enhanced 

or established  
TBD 2019  - 5 5   10 

Evaluation report/ Project 
reports / Interviews report 
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EXPECTED 

OUTPUTS 
OUTPUT INDICATORS 

BASELINE TARGETS (by frequency of data collection) DATA COLLECTION 

METHODS & RISKS 
Value Year Year 1 

Achieved 

in Year 1 
Year 2 Year 3 Year 4 Year 5 FINAL 

3.6 # of households that increased 

their income as a result of the project 

support (disaggregated by sex) 

 Support by the initiatives: 

22*15*5=1650 (50% 

women) 

 Supported by the women’s 

cooperatives: 10*20*5:1000  

Supported with climate-smart 

infrastructure: Farmers:1200*5= 6000 

(50% women) 0 2019 0 - 0 0 0 

-Support by the 

initiatives: 1650 

(50% women) 

-Supported by the 

women’s 

cooperatives:1000 

-Supported with 

climate-smart 
infrastructure: 

6000 (50% women)

 Support 

by the initiatives: 

22*15*5=1650 

(50% w
 Supporte

d by the women’s 

cooperatives: 

10*20*5:1000 

Supported with 

climate-smart 

infrastructure: 

Farmers:1200*5= 

6000 (50% women) 

8,650 

households 

(55 % 

women) 

Evaluation report/ Project 

reports / Interviews report 
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APPENDIX 2. PROJECT COMMUNICATION STRATEGY 

 
 Introduction  

 

The Islamic Republic of Iran is an upper-middle-income country with a population of approximately 83 

million. Iran’s s Human Development Index value for 2019 is 0.783, which puts the country in the high 

human development category, positioning it at 70 out of 189 countries and territories. 

A look at Iran’s map shows the extent of desert areas and the scarcity of water. The wetlands have 

always been a unique ecosystem of critical local, national, and international importance with ecological 

and socioeconomic values. However, due to the acceleration of climate change, mismanagement of 

water resources, use of traditional irrigation systems by local farmers, and lack of a formal agreement 

between Iran and Afghanistan, the once fertile wetlands have dried up drastically in the past two 

decades. 

Years of natural and man-made disasters have severely impacted nature and the livelihoods across the 

Hamoun wetlands. Many local businesses stopped their activities, leaving people without jobs. Crops 

have been compromised due to lack of rain and water, increasing the level of food insecurity. 

Sandstorms last longer causing a higher rate of respiratory and heart diseases. People leave their homes 

in search of areas that can provide for better livelihoods.  

The European Union (EU) provided EUR 10 million to support the restoration of the transboundary 

Hamoun wetlands at the Iran-Afghanistan border. The new five-year initiative will be implemented by 

the UN Development Programme (UNDP) in close cooperation with Iran’s Department of Environment. 

This five-year project will promote integrated natural resource management for the restoration of the 

wetland ecosystems and support alternative livelihoods development for the local communities in the 

Hamoun wetlands through: 

1. Enhancing capacities and coordination among local entities for improved management of 

Hamoun Wetlands; 

2. Sustainable land and water management; 

3. Climate-smart agriculture and alternative livelihoods. 

 

 

The communication strategy is drafted with a vision to help strengthen internal communication 

mechanisms among the EU, UNDP, and DoE while simultaneously fortifying communication with 

external stakeholders such as governmental and non-governmental actors as well as the Project’s main 

beneficiaries.  

 
Background  

 
Sistan Project7 is an international, five-year development project funded by the EU and UNDP that seeks 

to implement sustainable, climate-smart livelihoods projects within the framework of the Area-Based 

Development approach. It is a multi-stakeholder, multi-actor project, but the implementation is led by 

a team of experts recruited to help Iran’s Department of Environment heading the implementation. 

Sistan Project’s Communication Strategy 2020–2025 will be an integral part of the project aimed at 

encapsulating the Project’s achievements and impact while strategically helping to establish 

functioning, reliable information-sharing platforms among the project’s plethora of stakeholders and 

beneficiaries. Sistan Project’s Communication Strategy document capitalizes on the best practices of 

 
7 “Enhancing Integrated Natural Resource Management for The Restoration of Wetland Ecosystems and Support to Alternative 

Livelihoods Development of Local Communities” 
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other major international development projects and is here to improve the project’s visibility, presence, 

and media footprint while fostering an environment of strategic information sharing aimed at 

highlighting desired results and enhancing ownership of the project. 

To materialize this vision, the document at hand will serve as the building block over which the 

Communication & Visibility Plan coupled with a range of user-friendly and effective tools will be 

designed and made readily available.  

 

Communication 

 

The pivotal role of communication is to ensure that the project achieves the following objectives:  

 Visibility: the public needs to understand who we are, what we do, and why we do it; 

 Accountability:  Ensuring sharing of accurate information about the project; 

 Responsibility: Promoting values, protocols, and standards; 

 Credibility: Demonstrating Sistan Project’s expertise and outreach; 

 Consistency: Showcasing Sistan Project as one credible reference in Area-Based Development 

of the Hamoun area in the Sistan and Baluchestan Province of Iran; 

 Transparency: Exhibiting public accountability to our donors and stakeholders; 

 Advocacy: Promoting peace, stability, and development;  

 Fundraising: Mobilizing resources to support national development and beneficiaries on the 

ground and through visibility ensuring expanded partnership with the EU. 

 

1. Objectives 

 
Based on the Project Document, the project’s strategy will be centered on the following overarching 

goal: 

To help shape, package, and deliver Sistan Project’s expected results to maximize awareness and buy-

in through reliable, transparent, and accountable outreach.  

To achieve this overarching goal, this document will focus on the following three objectives in the 2020–

2024 period. 

 

OBJECTIVE #1:  Showcase Project Results and Human Impacted Stories from the Field  

 

Sistan Project is “in touch with reality” and a source of knowledge-global best practices. 

 

We need to creatively document and highlight the impact of this project on the lives of people in the 

area. By highlighting the impacted and successful human stories, we can showcase results. This is an 

important component for the EU.  

 

We need to become better storytellers, connecting more directly and on a human level with all our 

target audiences by highlighting the personal stories of people this project supports through audiovisual 

material. 

 

Print, digital, mobile, and broadcast media are rapidly converging, and the project’s approach to media 

must also be integrated. The Communications Officer will continue to maintain a good working 

relationship with key media institutions within the country for strategic messaging in public. In each 

intervention, the communications team will also strategically analyse the key channels on which to 

focus, balancing between offline and online communication and recognizing that in some contexts, 

traditional media still drive the majority of web and digital stories. 

 

Digital outreach must be strongly supported by increased investment in the use of data visualization 

and infographics that can work across both traditional and digital platforms. And whether in digital, 

print, broadcast, or social media, we must be faster, sharper, and more compelling in our headlines and 

core messaging. 
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Highlighting partnerships and the role of different entities through creative audio-visual stories can 

make an impact in future resource mobilization. As such, every communication material that will be 

developed will also acknowledge contributions made by the relevant donors and partners. 

 

The use of new technology, innovations, and the power of images in emerging channels will allow us 

to reach new audiences, especially among youth and millennials. Taking into consideration that some 

social media outlets are filtered in Iran, our focus will be on improving the profile on Instagram and 

Twitter along with Aparat, which is a local video-sharing platform. Depending on the content, the 

Communications Officer will continue to enhance its digital presence reaching new audiences to tell 

the story of success. 

 

Target Activities:  

 Establish the project’s online presence, i.e., website, and regularly update and maintain the 

online platforms; 

 Oversee design and deliver projects visual identity along with guidelines for online and offline 

use; 

 Create SOPs, guidelines, and templates including but not limited to organizing and reporting 

on field visits/interviews/focus-group discussions, etc., regularly updated factsheets, 

brochures, roadmap, key messages, organigram, contact database, press release, news/photo 

stories, and high-quality short documentaries capturing human interest stories.  

 

OBJECTIVE #2 Ensure Engagement of Strategic Partners and Stakeholder Networks  

 

To ensure that the project’s expected results are delivered in a timely coordinated manner, as stated in 

the Project Document, Communications plays a vital role in establishing stakeholder networks and 

overseeing the constant flow of clear, valid, and reliable information among the network. 

 

Target Activities:  

 Lead Stakeholder Mapping and Stakeholder Analysis with Project’s team and decide on best 

communication channel(s) for each;  

 Organize seminars, events, and participatory workshops in collaboration with the project’s 

team to ensure all parties feel seen, heard, and recognized while at the same time, the 

project’s realistic scope and envisaged goals are clearly communicated to them; 

 Design and regularly disseminate newsletters to keep all stakeholders informed of the 

project’s highlights;  

 Devise a complaint, feedback, and response mechanism to ensure two-way communication 

between stakeholders and the project team. 

OBJECTIVE #3: Boost Project’s Profile by Securing Regular Media Coverage 

 

To ensure that the Project’s message reaches its large and diverse audience. Communication Strategy 

includes both classic print and broadcast media in addition to digital/social media platforms. All media 

outlets will be appropriated to help raise the project’s profile and ensure regular coverage of its 

achievements.  

 

Target Activities:  

 Organize workshops and field-visits for journalist and key media figures to provide them with 

first-hand information, sensitize them towards the topic, and create an interest/incentive to 

cover the Sistan Project’s stories;  

 Pursue strategic partnerships with various media outlets to secure more coverage;  

 Increase collaboration with DEVCO, UNDP, and DoE’s Media/Public Information Units to 

ensure dissemination of harmonized messages; 
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 Facilitating drafting and publications of op-eds by Project’s senior management (UNDP’s 

Resident Representative in Iran and DoE’s Deputy for Maine Environment and Wetlands);  

 Publicize major research findings related to the Project’s geographic and thematic scope 

approved by the project’s Steering Committee members;  

 Ensure media outreach in both Farsi and English.  

2. Priority Themes  

 
Based on the Project Document, the local community’s youth, particularly young girls and women, 

should be prioritized in all communication-related endeavors.  

3. Audiences 

 
The term audience usually conveys a one-way communication channel while within the scope of the 

Sistan Project, communication is envisaged as a two-way participatory exercise that solicits valid input 

and disseminates responsible harmonized messages.  

The EU and all other stakeholders are our key audiences to demonstrate results to expand our 

partnership. The media and the public are also the target audience. We must communicate to 

advocate. 

4. Key Messages 

 
Key messages help translate the goals and visions of the project to chunks of messages that could be 

savoured and digested by literally any person. Therefore, technical lingo and jargon should be seriously 

avoided in key messages. Once developed and approved, key messages could be incorporated in any 

communication (and visibility) activity that will happen between 2020 and 2025. In addition to being 

clear, messages should be consistent and rather actionable. Considering the public, key messages could 

be paraphrased to ensure successful communication. 

 

Sistan Project’s key messages should do the following:  

 Transparently, clearly, and simply communicate the expected results of the project;  

 Demonstrate the relevance of the project’s undertakings as they related to each specific target 

group;  

 Underline the human-interest side of the interventions;  

 Cut to the chase with a language/tone/style the encourages engagement;  

 Clearly call all stakeholders to action;  

 Use inclusive language (i.e.,  first person plural) to engage the target groups in discussions;  

 Reflect the core values of the project including sustainability, integrity, gender balance, and 

non-discrimination (in both language and imagery).  

5. Communication Channels  

 
Communication channels usually include but are not limited to websites, press releases, videos, 

podcasts, e-newsletters, brochures, events, meetings, workshops, social media outlets training, blogs, 

social media platforms, briefs, billboards, posters, multimedia reports, field visits, exhibitions, 

roundtables, talks, press conferences, interviews, case studies, and human interest (success) stories. 

6. Implementation 

 
This document provides a general framework to align all communication activities planned within the 

lifespan of Sistan Projects from 2020 to 2025. For action, an annual Communication Plan should be 

drafted and finalized in parallel with the Project’s multi-year and annual Work Plan. 
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7. Resources 

 
The estimated budget for the Communication Strategy 2020–2025 is allocated from activities 1.2 and 

4.4, excluding human resource requirements. This budget will support the following: 

 Develop and maintain a project website; 

 Social media campaigns and posts; 

 Knowledge products including project one-pager success stories and newsletters; 

 Thank you events for our EU partners in which we showcase the project results; 

 Translation of material into different languages; 

 Producing video clips about the project including human stories from the field; 

 Monitoring and evaluation reports for communications activities; 

 Visibility items.  

8. Oversight  

 
To ensure that all the above objectives are translated into action at various levels and to be able to 

report on evidence-based achievements and impact, incorporating communication and visibility 

requirements in all the Terms of Reference and contracts signed with the project’s implementing 

partners should become mandatory. In doing so, all implementing partners also become accountable 

to Sistan Project’s Communication in terms of what they need to document to portray achievement 

and how they should responsibly do so with regards to the project’s values and overarching guidelines 

such as the UN’s Code of Conduct.  

 

9. Division of Labour  

 
Sistan Project Communications Officer will lead the process under the leadership of the National Project 

Manager and through liaising with UNDP Iran and the EU to ensure that all guidelines and SOPs are 

taken into consideration and implemented.  

10. Monitoring and Evaluation 

 
The success of any strategy can only be measured once success metrics have been previously defined 

and agreed upon. The following principal metrics can help with defining communication-specific 

monitoring and evaluation indicators (to be incorporated in the annual Communication Plan):  

1. Key Performance Indicators;  

2. Scope (media coverage, social media followership, website visits, events’ foot traffic, op-eds 

published, etc.); 

3. Engagement (key influencers engaged, website memberships, website return visits, 

publication downloads/citations, event attendance); 

4. Policy impact; 

5. Awareness-raising and advocacy (surveys).  
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APPENDIX 3. LOW-VALUE GRANTS (LVGs) OPERATIONAL GUIDELINES 
 

Introduction 

The Sistan Project, as a development project, will try to develop baseline studies and collect data based 

on the main outputs of the project with the main area-based development approach. Grants are often 

used as a risk-mitigation strategy when faced with complex development challenges since they allow 

rapid experimentation and learning while disbursing comparatively small amounts. 

Grant components can be included in projects under any implementation modality. As the Sistan 

Project is implementing under NIM modality, grants will be provided to the Project by country office 

support services (COS) under a nationally implemented (NIM) modality.  

The use of LVGs is specified in the project document and included in the multi-year work plan, outputs 

2 and 3. The total amount of the project budget that will be allocated to LVGs is US$ 3,923,543.26, 

which are mainly allocated to activities 2.2, 2.3, and 3.3.  

The purpose of this section is to familiarize the project steering committee and team members with the 

procedures that will be applied in the grant approval process. To do so, first, we will have an overview 

of the definition, purpose, and recipients of these grants based on Low-Value Grants—UNDP 

Operational Guide. The grant eligibility, threshold, governance issues to LVGs, grant selection criteria, 

solicitation and selection process, grant agreement, disbursement, and monitoring will be described in 

the planning for the use of grants section. 

 

A. Overview: Definition and purpose of low-value grants 

UNDP and the project define low-value grants as cash awards—selected via programmatic decisions—

to civil society and nongovernmental partners to generate and solicit development solutions for which 

no repayment is typically required. 

The purpose of the use of LGVs includes the following: 

Strengthening the institutional capacity of entities critical for achieving development 

objectives;  

Supporting community-based self-help initiatives, which may include income-generating 

activities designed to alleviate poverty; 

Promoting advocacy activities and networking between civil society organizations, a 

government, and donors; 

Supporting NGOs and community-based organizations involved with nature-based solutions, 

climate change actions, and poverty eradication activities; and/or 

Development challenges that still require some level of experimentation to identify possible 

solutions. 

LVGs are typically used to engage with stakeholders who have a unique or distinct perspective on a 

development challenge, either because they represent populations excluded from the development 

process, can provide innovative/experimental development solutions, or have particular legitimacy or 

exposure to a development challenge. While grantees often lack “traditional capacity” in some areas, 

their inclusion in the development and implementation of UNDP projects leverages their technical 

capacity, relationships, and networks so that UNDP can maximize its development impact. 

 

Grant recipients 
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LVGs provide an opportunity to work directly with beneficiaries in which development projects have a 

long-term interest. They are not strictly required to prove existing capacity to implement discrete 

activities since the grant itself can be intended to strengthen their capacity.  

Grant recipients are often organizations in a position to experiment with innovative solutions to 

development challenges. They often represent populations excluded from the development process 

and play an important advocacy role for the groups they represent. They are uniquely positioned to 

ensure a quick response to a development challenge, to reach communities at the grassroots level, and 

to engage with excluded or marginalized population groups. Therefore, the following population groups 

will be considered as the grant recipients in the project: 

 Women and girls; 

 Ethnic and regional/rural populations; 

 Indigenous groups; 

 Disadvantaged casts and social groups; 

 Youth not in education, employment, or training. 

The entity signing the grant agreement is always the beneficiary from a legal perspective; however, 

practically speaking two types of grant recipients are possible: 

a) The grant recipient is the single beneficiary. This is typically the case when the project supports 

the capacity of a single institution that is expected to fulfill a development-relevant function. 

Examples of such institutions are local development or environment funds and training centers. 

b) The grant recipient is a collective that represents a specific group of individuals who directly 

benefit from the grant. The grant recipient signing the grant agreement could be a local NGO, 

CBO, or cooperative, and the benefits extend to all its members. 

 

B. Planning for the use of grants 

The following section presents necessary steps the national project manager will consider before a 

grant can be awarded. Since the selection of a grantee is a programmatic decision, these considerations 

typically tie back to the project's annual work plan. According to the project multiyear work plan, grants 

will be awarded to the development challenges regarding land and water management initiatives and 

establishing innovative sustainable livelihoods in outputs 2 and 3. 

 

Grant eligibility 

LVGs can be awarded to local civil society as it was described in the Grant Recipients section. Grant 

recipients either represent beneficiaries of the project or can be beneficiaries themselves. 

Private sector and commercial entities, and governmental organizations (e.g. regional governments, 

municipalities, etc.) are not eligible to receive LVGs. 

 

Grant threshold 

Funding provided to each grant recipient cannot exceed $25,000 per grant on a cumulative basis within 

the same programme period. To receive multiple grants, the grant recipient must have produced the 

results agreed to in the prior grant agreement, and a new grant agreement must be approved by the 

selection committee. The same entity could receive separate grants under different projects with a 

cumulative ceiling of US$ 50,000 in the project period. The UNDP business unit is responsible for 

reviewing proposed grant awards under UNDP projects and confirming that the amount falls under the 

grant threshold amounts allowed per project period. 

 



 

58 

Governance issues to LVGs 

For the use of low-value grants, a separate project body named a grant selection committee will be 

created to define grant selection criteria, award grants, and monitor the achievement of results. The 

grant selection committee will consist of UNDP, Department of Environment, provincial planning and 

management organization, or deputy of general governor of Sistan and Baluchestan Province and Sistan 

and Baluchestan or Zabol University representatives. According to each case of the proposals, an 

approved representative of the relevant provincial technical organization will be added to the selection 

committee. The combination of the committee will be based on the following points: 

a) UNDP representatives: Since the agreement will be signed between UNDP and the 

selected entities, UNDP representatives including three persons will be one of the main 

members. 

b) Department of Environment representatives: As one of the parties of the project 

document will be another member of the committee. The representatives will consist of a 

national project manager, one project technical specialist as the main member, and the 

Wetlands Office as the observer. 

c) Provincial planning and management organization or deputy of the Governor-General 

of Sistan and Baluchestan Province: Since the project design is a development project with a 

special focus on the area-based development approach and for the avoidance of the conflict 

of interests during the grant selection, a representative of a multisectoral organization will be 

an appropriate choice. According to the proposal's subject, a certified representative of the 

relevant provincial organization will be determined to certify and approve the feasibility of the 

issue. 

d) Sistan and Balouchestan or Zabol University representatives: As the proposals will 

have technical issues that need to be certified by and from both technical and scientific points 

of view, Zabol University will be determined as an observer in the selection team members. 

Transparency and simplicity of the governance process play an important role in the grant selection 

process as the LVGs typically involve a wide spectrum of beneficiaries with various levels of capacities 

as outlined in the Grant Recipient Section. In this regard, a procedure of legal call for proposals with the 

following specific subjects relevant to the project main components will be considered: 

1- Tourism, handicrafts, and cultural development; 

2- Economic empowerment of women; 

3- Agriculture and animal husbandry; 

4- Fisheries and aquaculture; 

5- Entrepreneurship and development of small and medium-sized enterprises; 

6- Soil, water, and wetland management. 

As a legal procedure that will be audited and monitored by the donor and other parties of the project, 

the call for proposals will be advertised on UNDP Iran and Sistan Project official websites and informed 

officially by the project team members at the provincial and local level to all eligible entities to help 

them to be engaged in the solicitation process. 

 

Grant selection criteria 

The first step in issuing grants is the definition of selection criteria. A good practice is the design of a 

grant evaluation matrix that awards points in up to five categories (i.e., up to 20 points each for a total 

of up to 100 points per proposal), depending on their relative importance in line with the programmatic 

considerations contained in the project proposal. 

 

Selection criteria will be grouped into the following types: 

a) Purpose: Grants are expected to be provided for the defined purposes of the project, 

which are in line with the project main components: Component 1: Better capacities and 

coordination; Component 2: Sustainable land and water management/wetland restoration; 

Component 3: Climate-smart agriculture and alternative livelihoods. Following the project 
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components, some relevant criteria that will lead the project to achieve the purposes are listed 

below: 

1. Enhance the production efficiency; 

2. Optimize natural resources use; 

3. Improve household and other social institutions income; 

4. Encourage employment and entrepreneurship; 

5. Conserve biological resources.  

b) Method: In every proposal, grants are expected to use certain methods or approaches 

to be considered eligible. For instance, a certain type of community engagement in its design 

and management or the use of specific tools. The methodology relevant to each proposal will 

be assessed by the grant selection committee; 

c) Identity: In line with grant recipients and the considerations mentioned in the grant 

eligibility section, it can be important to define eligibility in terms of the identity or composition 

of the entity submitting a grant proposal. However, careful attention should be given that 

selection criteria focusing on identity do not undermine the inclusiveness of the process;  

d) Capacity: Unlike other engagement methods, grants do not assume or require that 

eligible entities can prove capacity to implement their grant ideas a priori since the grant itself 

is often intended to strengthen or build up capacity. So, capacity considerations of grantees 

tend to follow two paths: (i) a certain minimum threshold of capacity, which is often tied to 

the entities’ ability to credibly reach and interact with beneficiaries or stakeholders; (ii) a 

maximum ceiling on the age or budget the entity already has, which can be important if the 

objective is to support new or emerging entities that help diversify a sector.  

e) Submission Requirements: Ideas for grants are presented in the form of a grant 

proposal (the template of the proposal format will be provided by the grant selection 

committee). The grant proposal defines how the idea needs to be presented including any 

requirements with regard to budget, disbursement schedule, reporting, duration, and other 

formal criteria. 

 

Grant solicitation process 

Once the selection criteria have been approved by the grant selection committee, the grant solicitation 

process can commence through a grant solicitation mechanism such as an open advertisement as 

described in the Governance Issues Section. How potential grantees are made aware of a possible 

funding opportunity depends on several factors, but above all transparency. In the interest of 

transparency and accountability, the grant scope and requirements, proposal format, selection criteria, 

and the award of all grants must be made public by UNDP, the Sistan Project, and the selection 

committee in an appropriate fashion. The two most immediate issues for consideration are language 

and the medium used for solicitation. There is a necessity to write the required documents in English 

as they will be advertised by UNDP. However, for more clarification and simplicity for the local 

community to apply for the grants, a Farsi version with more detailed descriptions will be attached in 

the advertisements to reach all populations in the Sistan area. Moreover, the call for proposal will be 

publicized in the local media and magazines. 

 

Grant selection process  

Entities eligible as low-value grant recipients are selected under the modalities identified and certified 

by the grant selection committee. Depending on the decisions of the project board or selection 

committee, once the deadline has passed, each grant proposal is assessed and scored with regard to its 

eligibility in line with the published selection criteria. 

The result of the grant selection process, i.e., which entity is receiving a grant and which proposals were 

rejected, must be published, usually in the same way as the solicitation process was handled. The 

publication of the selection process serves a larger transparency and accountability purpose but can 

also trigger collaboration among entities who were successful and those who were not. Hence, at least 

for the winning grant proposals, it is important to make available the title of the grant, the name of the 

entity, and the contact information of the person appropriately signing the grant. 
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Grant agreement 

Once the grant selection committee selects the grantees, it is the responsibility of UNDP to enter into 

agreements with the grant recipients. For UNDP, the grant agreement consists of the standard template 

to which the grant proposal is attached. Additionally, a financial guarantee will be requested to be 

submitted by the grantee as an attachment to the agreement to safeguard an appropriate quality of 

project implementation. 

It is the responsibility of the partner managing the grant component and signing the grant agreements 

to ensure that any financial limits applicable to individual grants and any general eligibility criteria of 

the grantee are respected for each grant.  

 

Disbursement 

In line with the nature of LVGs, the disbursement of the grant amount takes place before the results or 

achievements set out in the grant agreement are obtained. The grant agreement includes the amounts 

to be paid to the grantee and any disbursement schedule. LVGs tend to be small (often well below 

$25,000) and hence can be paid in two or more tranches (80 percent in the initial tranches and 20 

percent for the last one). Where grants have performance conditions, they should be broken into 

phases. The Country Office must have evidence on file to substantiate that performance conditions 

have been achieved before issuing subsequent phases of the grant. A final instalment should be paid 

only after the completion of all activities, submission of final narrative and financial reports, and 

certification of those reports by the Project.  

 

Monitoring 

The monitoring procedure of the Project must be distinguished from the monitoring of individual 

grantees and will be done and planned by the Project.  

Risks related to grant should be tracked in the Project Risk Log and monitored to ensure management 

measures are being implemented and are effective. 
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APPEDNIX 4: THE STATUS OF DEVELOPED TORS  

 

No Subject 
Duration of the 

Activity 

Expected 

Date to be 

Started 

1 

Collect and Review Existing Baseline studies 

for participatory Completion of required basic 

information and Conduct needs assessment 

and comprehensive analysis of capacities for 

propose capacity Development plans in Sistan 

Area 

7 months April 2021 

2 

Community Mobilization for Resilience - 

Baseline Risk and Vulnerability, Learning 

Needs Planning Assessment, Strategy, and 

Results from Monitoring Framework, 

Knowledge sharing, and Good Practice 

identification: Project Road Map/Action 

planning and implementation support 

12 months April 2021 

3 
Developing the climate change adaptation 

action plan of Sistan area 
9 months April 2021 

4 

Review and compile existing studies in the 

field of integrated land use planning and the 

status of their Implementation in the region 

and formulate and develop an integrated land 

use plan in a participatory manner with 

emphasis on the development of sustainable 

livelihoods in Sistan Area 

12 months April 2021 
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APPENDIX 5: TRAININGS LOG 

 
No Subject of Training Trainer Target Groups Date 

1 

On-line training on EU-

funded projects – review of 

EU-specific requirements: 

Session 1 – What one 

should know when 

embarking on 

implementation of an EU-

funded project? 

UNDP Brussels 

Office 
Project Office 8 June 2020 

2 

On-line training on EU-

funded projects – review of 

EU-specific requirements: 

Session 2 – What do EU 

reporting requirements 

embrace? 

UNDP Brussels 

Office 
Project Office 9 June 2020 

3 

On-line training on EU-

funded projects – review of 

EU-specific requirements: 

Session 3 – What to do 

when things do not go 

according to the plan i.e. 

what’s in the Contract? 

UNDP Brussels 

Office 
Project Office 15 June 2020 

4 

On-line training on EU-

funded projects – review of 

EU-specific requirements: 

Session 4 – Costs & 

financial matters 

UNDP Brussels 

Office 
Project Office 16 June 2020 

5 
Result Based Management 

brief Introduction 

UNDP Iran 

Office 
Project Office 11 August 2020 

6 Proposal writing   

Facilitators 

from private 

sector 

Local 

community 

groups 

Planned to be 

held on early 

April 2021 

7 Re-treat and team building 
Freelancer 

facilitator 
Project team 

Planned to be 

held in April 

2021 
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APPENDIX 6: PROVINCIAL LAUNCHING CEREMONY REPORT 

 

Sistan Project, the tripartite cooperation between the Department of Environment, UNDP, and the EU, 

was officially launched at the provincial level on Thursday, June 5, 2020, in a meeting attended by the 

Deputy for Marine and Wetlands of the Department of Environment (DoE), Ahmadreza Lahijanzadeh; 

Director-General of DoE Sistan and Baluchestanl, Vahid Pourmardan; Member of Hamoun International 

Research Institute of Zabol University, Abolali Rahdari; Director or Regional Water Company of Sistan 

and Baluchestan, Mohammad Delmoradi; Governor of Hamoun County, Jamshid Rakhshani-Nasab; 

Zabol’s Member of Parliament; Habibollah Dahmarder; National Project Manager, Hossein Sargazi; the 

representatives of relevant ministries and governmental organizations at provincial/local level and the 

Sistan Project’s Staff members.  

 

The European Union (EU) has allocated EUR 10 million to support the Government of the Islamic Republic 

of Iran’s efforts to boost socioeconomic development in Sistan & Baluchestan, restore Hamoun 

Wetlands and promote alternative climate-smart livelihoods. This is a five-year initiative, and while 

UNDP is, the EU is implementing partner and fund-manager, Iran’s DoE and a specialized project 

management unit lead day-to-day activities. The EU is collaborating in funding Sistan Project as a 

participatory, area-based approach toward assisting the region will help pilot sustainable land and 

water management and enhance climate-smart income generation activities. The project consists of 

three main components: 1) Capacity development and coordination; 2) Sustainable management of land 

and water; 3) Climate-smart agriculture and alternative livelihoods. Local communities and the public 

in Sistan Plain are the project’s primary beneficiaries. 

 

The tripartite agreement among Iran’s Department of Environment, UNDP, and the EU called 

"Enhancing Integrated Natural Resource Management for The Restoration of Wetland Ecosystems and 

Support to Alternative Livelihoods Development of Local Communities,” a.k.a Sistan Project, was 

launched at the provincial level in an official ceremony held in Conference Hall of Sistan and Baluchestan 

Governorate, attended by Deputy Marine Environment and Wetlands of Department of Environment 

(DoE), Zabol’s Member of Parliament, government authorities from the province’s governorate in 

addition to project staff members.  

Sistan and Baluchestan’s Director General of DoE, Mr. Pourmardan, opened the floor by providing the 

audience with an update on the degradation of Hamoun International Wetlands, changes in climate in 

the region, and the mitigation actions operationalized in the region within the past few years.  

Representing the International Hamoun Research Institute of the University of Zabol, Abdolali Rahdari, 

took the floor and gave a speech on how climate changes have been and still are negatively affecting 

Hamoun wetlands. He highlighted the adverse effects of the said changes in the region and the pivotal 

role of water resource management to rehabilitate Hamoun wetlands.  

In continuation, Mr. Delmoradi, DG of Regional Water Company of the province, reported on the 

situation of the Sistan area’s water condition. Following his remarks, Hamoun County’s Governor Mr. 

Rakhshani-Nasab provided technical information vis-à-vis the increase in the amount of water entering 

the Niatek canal. 

 

Sistan Project’s manager, Hossein Sargazi introduced the main components of the project underlining 

the centrality of development, implementing capacity building plans, and conducting international 

events such as workshops and cross-border markets in cooperation with Afghanistan. Sargazi called for 

the cooperation of governmental and nongovernmental partners to help materialize the results 

envisioned in the Project Document.  

 

In continuation, Mr. Dahmardeh, Zabol’s MP, referred to the wealth of data available on Sistan and 

Baluchestan and more specifically on Hamoun wetlands that need to be critically reviewed to enhance 

synergies with the previous action and build on documented best practices. He stated that the 

successful cooperation of all the stakeholders will translate into desirable achievements which could 

subsequently be used elsewhere where similar challenges threaten biodiversity and livelihoods of the 

inhabitants. 

 

Mr. Lahijanzadeh, Deputy Director of Marine Environment and Wetlands Department of DoE who also 

acts as the Sistan Project’s National Director, stated that to date 143 wetlands covering a surface of 
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nearly 3 million ha have been registered so far, 25 of which have been enlisted within the framework 

of Ramsar Convention and some, like Shadegan and Hamoun, carry extra importance due to their 

internationally significant role in ecosystems and biodiversity. In his remarks, he pointed out the 

research conducted by the National Dust/Sandstorm Control Headquarters which monitors sand/dust 

storm hotspots. Results rendered by the said research indicate that 34.7 ha of Iran’s land could be 

considered as the source of dust; however, it is a challenge that needs to be solved in collaboration 

with neighboring countries who also have high stakes in this matter. Out of the above-mentioned 34.7 

million ha, 1.4 million ha are in wetlands’ currently dry beds. Lahijanzadeh believes that this issue is 

partly related to below optimal water management strategies implemented in Iran. He highlighted the 

Integrated Management Plan of Hamoun International Wetlands as a key document that paved the way 

for the EU to fund the Sistan Project. 

 

The session was closed by Sistan and Baluchestan’s Governor-General’s remarks in which he clarified 

that the sand/dust storms do not entirely originate from the Hamoun wetland in Iran. He called for a 

holistic approach to analyzing the issues at hand in Hamoun wetlands and requested all governmental 

and non-governmental organizations to join forces and build on their collective wisdom to help 

successfully implement the project.  
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APPENDIX 7: VIRTUAL LAUNCHING CEREMONY REPORT 

 
Sistan Project, the tripartite cooperation between the Department of Environment, UNDP, and the EU, 

was officially launched at national level on Tuesday, August 18, from 10:00 to 12:30 IRST in a virtual 

meeting attended by the Deputy for Marine and Wetlands of Department of Environment (DoE), Dr. 

Ahmadreza Lahijanzadeh, Deputy Coordination of Development Affairs of Governor-General of Sistan 

and Baluchestan Mr. Mansoor Bijar, EU Representative, Mr. Leopold Gritschneder, and UNDP Resident 

Representative in the Islamic Republic of Iran, Mr. Claudio Providas and the representatives of relevant 

ministries and governmental organizations. 

 

The European Union (EU) has allocated EUR 10 million to support the Government of the Islamic Republic 

of Iran’s efforts to boost socioeconomic development in Sistan & Baluchestan, restore Hamoun 

Wetlands and promote alternative climate-smart livelihoods. This is a five-year initiative, and while 

UNDP is the EU’s implementing partner and fund-manager, day-to-day activities are led by Iran’s DoE 

and a specialized project management unit. The EU’s collaborating in funding Sistan Project as a 

participatory, area-based approach toward assisting the region will help pilot sustainable land and 

water management and enhance climate-smart income generation activities. The project consists of 

three main components: 1) Capacity development and coordination, 2) Sustainable management of land 

and water and 3) Climate-smart agriculture and alternative livelihoods. Local communities and the 

general public in Sistan Plain are the project’s primary beneficiaries. 

 

 
 

The ceremony was opened by Sistan Project’s National Project Director, Ahmadreza Lahijanzadeh 

stating that “Sistan Project as an international initiative is an invaluable opportunity for the country and 

more specifically for Sistan and Baluchestan Province whereby previous national and international 

experiences in the areas of water, land and wetland restoration in addition to implementation climate-

smart projects aimed at coping with water scarcity, will not only help restore one of the largest wetland 

ecosystems in the region but also will take serious action to enhance livelihoods and economies of local 

communities and mitigate the effects of dust and sand storms.” His remarks were followed by 

expressions of gratitude toward the EU for having funded this project and the UNDP Iran’s Country 

Office for its cooperation with the DoE. 

 

The second speaker was Mr. Bijar, in place of Sistan and Baluchistan’s Governor-General, who provided 

the audience with data highlighting the pressing socio-economic and environmental challenges of the 

Hamoun area. According to him, the recent increase in rainfall has restored 50% of Hamoun Wetlands’ 

water inside the Iranian borders; however, to ensure sustainable access to water and thereby 

livelihoods, the Afghan counterparts should be more closely engaged in the discussions. 
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Leopold Gritschneder, representing the Directorate-General of International Cooperation and 

Development, pointed out that: “[t]he project that we are launching today is yet another important 

example of our collaboration. The European Union and Iran share many areas of mutual interest and in 

the past years, we made a lot of progress in our relationship. Our wish is to continue and expand our 

fruitful cooperation.” Reference was also made to Iran’s emphasis on wetland restoration as its most 

important environmental concern and the EC’s European Green Deal which “cannot be achieved in 

isolation.” He thanked the Afghan Ministries and national authorities involved for their collaboration 

and went on to mention previous successful initiatives in which Iranian and international experts joined 

forces to operationalize sustainable solutions to environmental problems. Gritschneder pinpointed the 

Sistan Project as one that “will address a number of wetlands with very concrete measures to increase 

the flow of water there and help the surrounding communities with mitigation measures”—all of which 

are interventions that are “essential to support the livelihoods of local communities and biodiversity.” 

 

 
 
UNDP’s Resident Representative in Iran, Claudio Providas, highlighted: “Sistan and Baluchestan is 

affected by impacts of climate change, natural disasters, and human factors. The Department of 

Environment together with UNDP have experience and a track record showing that we can deliver 

results in mitigating climate change. Improving the management of natural resources should be 

simultaneously linked with improving the livelihoods of local communities.  We are grateful to the 

European Union for their generous contribution and together we will work towards achieving 
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meaningful results and lasting impact. He closed his remarks by thanking Iran’s Department of 

Environment for having cooperated with UNDP in several successful climate-smart development 

projects at the national level.  

Before the floor was opened to questions, UNDP’s Head of Program Support Unit, Mr. Reza Khosravi, 

presented a general overview of the Project and its objectives and expected results. In his remarks, he 

underlined statistics from 2016 demonstrating that 53% of Sistan and Baluchestan’s inhabitants survive 

on USD 5.5 per day which coupled with Iran’s inflation rate and the extremely high unemployment rate 

of the province which has especially hit young men and women, the need for successfully implementing 

alternative climate-smart, sustainable livelihoods is of utmost importance in the region. 


