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The Sistan area, including Zabol, Zahak, Hamoun, Hirmand, and Nimrooz districts is a 
topographically basin located in south-eastern lowlands of Iran close to the border with 
Afghanistan. The northern edge of this area is the lowland Hamoun wetlands basin, which is 
a depression receiving 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 decades have had significant negative 
impact on natural resources and the Sistan area is no exception. Historically, local 
communities in the area have relied on natural resources for their livelihoods depending on 
agriculture, gardening, animal husbandry, fisheries and handicrafts. Consequently, significant 
fluctuations in the inflow of water and unsustainable management of natural resources 
negatively affect the livelihoods of communities, especially in rural areas and contribute to 
the increased displacement and increasing multi-dimensional poverty and unemployment.  

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 the European Union. This five-year project is implemented jointly by Iran’s 
Department of Environment (DoE) and UNDP through national implementation modality 
(NIM). This implies close cooperation between DoE and UNDP for project planning, 
implementation and reporting. The overall objective of the project is to promote regional 
development of the Sistan area by supporting Hamoun wetlands restoration and sustainable 
livelihood for the local population and to remove barriers to Integrated Natural Resources 
Management (INRM) by developing and strengthening institutional knowledge, capacity and 
coordination, by demonstrating and up-scaling successful sustainable land and water 
management practices and alternative livelihoods for the families living in the region.  
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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 concentrates on three interlinked 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 present report provides an overview of the project implementation for the period 1 
February 2021–31 January 2022. 
This “Enhancing Natural Resource Management for Restoration of Wetland Ecosystems and 
Support to Alternative Livelihood Development of Local Communities” (EU Sistan) project is a 
capacity-building cross-disciplinary initiative aiming to involve stakeholders representing 
different sectors of the Government, as well as non-governmental organizations, Community 
based organizations, private sector, academia and UN agencies. The intervention provides 
catalytic support to government departments for cross-sectoral planning and 
implementation. It applies ‘learning by doing’ capacity building efforts through the strategic 
demonstration of integrated natural resource management and ecosystem-based adaptation 
in 120 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 targeted low-value grants) to the most marginalized, vulnerable, and 
at-risk people. The project provides tools, platforms, systems, innovations, and approaches 
and offers knowledge products on natural resources management, primarily focusing on 
water scarcity and water efficiency. The target audience for these efforts includes mid-level 
government staff and other officials, as well as other stakeholders. This ‘learning pathway’ 
includes climate modeling, ecosystem-based approaches, and risk/vulnerability assessment. 
The project supports demonstration of climate-smart agriculture and evidence-based, 
participatory, and inclusive planning and risk-informed development.to achieve area based 
and local economic sustainable development. The learning objective is to impart the 
capabilities for a pathway of resilient development. 

 
Covid 19 pandemic coincided with the start of the project. COVID 19 related travel and 
movement restrictions has delayed project implementation during the 1st year (2020). The 
implementation in the second year focused on acceleration and quality implementation. The 
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project conducted a number of studies including gathering and analyzing the existing baseline 
studies in three areas, economic, social and environmental, along with a comprehensive 
analysis of technical and functional capacities and needs at the institutional level to inform (a) 
design of a capacity development action plan; (b)  approach to social mobilization process in 
120 pilot villages in developing relevant actions plans, and (c) a climate change study to 
develop a scenario-based adaptation action plan.  
The project strategy also focused on initiating the low-value grants facility with UNDP’s 
technical support. The Low Value Grants (also referred to as Quick Win Projects) will benefit 
the local economic development goals and will provide sustainable development solutions for 
target communities in Sistan area.  
 
During the reporting period, low value grant scheme was developed, covering selection 
criteria and a participatory planning process introduced to and led by the provincial 
government with involvement of technical/sector specialists, UNDP, DoE and University of 
Zabol. Roll out of the process faced delays due to additional layer of reviews and screening of 
grant recipients through the official procedures. Despite the technical approval of 36 
proposals, to date 14 grantees were screened and cleared. The project team embarked on the 
early roll out of 14 low value grants to maintain the momentum to enable the communities 
(primary beneficiaries) to manage their own development. 
 
The project follows a national implementation modality, led by the Department of 
Environment of Iran, with support from UNDP. The intersectoral coordination and sub-
national interventions are facilitated by the project management unit (PMU) based in DoE. 
UNDP is proactively engaged and provides substantive technical and management support in 
introducing new knowledge and demonstrating new approaches and models such as 
participatory natural resource management and climate-smart agriculture. The PMU is leading 
the coordination of the knowledge inputs in producing substantive baseline analysis across all 
three outputs of the project.   
 
During the second year of implementation, a new technical expert working group was 
established as an innovative and integrated multi-stakeholder platform. Also an existing inter-
sectoral technical group of Hamoun Wetland management plan at provincial and local levels 
was mobilized by the project to support the Hamoun Wetland management plan 
implementation. This was led by the local Department of Environment in Sistan and 
Balouchestan province. Notably, with project efforts, the working group for Hamoun wetlands 
management plan has reactivated its district level work, to implement its regional activities 
supported by the higher-level authorities.  

 
The project faced some challenges during the second year that lowered the pace of actions, 
which are explained in the risk log of the project. The COVID pandemic remained an 
influencing factor in 2021 with great number of deaths and disease widespread throughout 
Iran. In 2021, Iran witnessed three heavy peaks of the disease including one peak in Zahedan 
and Zabol and two peaks in Tehran. Each peak resulted in cancellation of routine non-essential 
meetings at the regional and national levels. Moreover, the government of Iran changed in 
August 2021 leading to the change of the whole cabinet from ministries to heads of offices in 
September 2021. The transition was time-taking and affected the project outputs requiring 
coordination efforts. In addition, the unfolding compound crises in Afghanistan and take-over 
of Taliban was a limiting factor for some of the planned activities given the fact that the project 
is operating in bordering area.  The transboundary plans such as holding transboundary cross-
border markets and events remained pending.  
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PART 1. SUMMARY OF THE IMPLEMENTATION PROGRESS TO DATE  
 

Output 1 “Capacities, institutional arrangements and coordination mechanisms among key 
stakeholders developed in the Hamoun wetland”. 

 
 
The project was able to considerably advance under the component 1 and towards expected 
results in the second year of implementation.  
 
In 2021, during the second year of project implementation, the project work plan under 
Output 1 included implementation of the following activities: 

 
1. Carry out a comprehensive capacity and needs analysis within existing institutional 

frameworks to understand gaps and propose solutions for intervention 
2. Develop and implement capacity-building plans based on the findings from activity 

1.1 to ensure climate resilience interventions 
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 

 
Progress under each activity is as follows: 

 The institutional capacity needs assessment was conducted by the University 
of Zabol informed by UNDP’s capacity assessment framework that requires 
addressing technical and functional capacities, the institutional capacity 
(including the capacity gaps and learning needs of the policy- and decision 
makers). The results of the assessment informed the capacity development 
and training plan for different project stakeholders at organizational, 
institutional and enabling sectors. The outcomes of the above needs 
assessment were also linked with and guided the second baseline study 
focusing on community needs assessment that helped to identify priority 
actions for the 120 pilot sites.  

 
Next steps include Development of the Community Based Assessment (CBA) 
training plan covering all five counties of Sistan Area. The training plan will 
include activities covering county specific activities in line with the project 
goals. The following learning priorities were identified through the 
assessment: 1. Climate-smart agriculture, 2. Renewable energies. 3. Tourism 
and handicrafts, 4. Trade and transboundary commerce, and 5. Micro and 
Small-sized enterprise development.  

 

 An MoU was developed and signed between DoE’s Deputy of the Marine 
Environment (NPD) and the Secretariat of Sand and Dust Storms, focusing on 
identification of intervention areas and action plans for national and regional 
sand and dust storm mitigation. Under this MoU, a Working Group was 
established with provincial and national representatives from the DoE and 
Forest, Rangeland and Watershed Organization (FRWO). Substantive 
decisions on executive priority actions are made in this new working group, 
which will be explained under Output 2.   

 

 The project facilitated a four-partite MoU signed by the DoE, Ministry of Jihad-
Agriculture, General Governor of Sistan and Balouchestan, and UNDP in July 
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2021 to establish an innovative and integrated platform for the socio-
economic development of Sistan. To support implementation of provisions of 
MoA a Working Group (WG) was established comprising representatives of 
relevant national and provincial parties. The 1st WG meeting was held in 
November 2021. The following eight priority actions were prioritised and 
approved for implementation in 2022: 1- Water accounting; 2- Pilot 
underground greenhouses using renewable energies; 3- Innovative shades 
over agricultural farms; 4- Cumin value chain analysis (mechanized planting, 
processing, packaging, and marketing) in Zabol; 5- Essential oil production 
complex (absolute extract) of Damask rose; 6- Innovative – sub-surface drip 
irrigation of grapes in the lands having Chahak (small wells with maximum 15 
meters depth); 7- Research on Windbreaks in farmers' lands; and 8- Study and 
conduct value chain of livestock products.  

 

 The project management unit (PMU) conducted 10 meetings and 4 
workshops with local stakeholders. These meetings were instrumental for the 
baseline institutional capacity assessment, the sand and dust storm mitigation 
prioritization process, the value chain analysis for main products, tourism, 
innovations and climate-smart agricultural activities.  Additionally, two 2-day 
workshops were held for local communities on proposal writing for 
participation in the low value grants scheme – (quick-win) projects (LVG) (see 
LVG status and explanation under outcome three).  

 The project team planned transboundary local economic cooperation work in 
2021. However, this had to be postponed due to the August 2021 events in 
Afghanistan resulting in associated regional challenges, including security 
issues as well as potential influx of Afghan refugees. The government is 
monitoring this high-risk situation closely.  

 
 

Output 2 “Sustainable land and water management and wetland restoration measures 
implemented”. 

During the second year of project implementation, the work plan for Output 2 included the 
following activities: 

 
1. Develop a Climate Change Adaptation Action Plan for the implementation of the 

Integrated Hamoun Wetlands Management Plan 
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 

3. Identify and implement mitigation measures to address the negative impact of dust 
storms/drought in the local community 

 
The project progress under Output 2 was considerable & the work plan was on track with 
slight changes. This output aims to introduce Sustainable Land and Water Management 
through knowledge products and research as well as action planning. The climate change 
adaptation related activities implemented in the second year included: introducing 
international best-case solutions for water scarcity and research on water accounting and also 
developing a sand and dust storm action plan with activities to be scaled across 120 
community pilot areas (identified through the CBA): 
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 The project approach to the climate change adaptation work (since September 2021) 
was to firstly review existing climate change studies and then to develop a climate 
change adaptation action plan using the CLEWs model (with lessons learned from 
Iran’s previous Climate Promise project work in Lake Urmia). The CLEWs model is a 
proven tool for assessing least costly pathways for the use of resources across the 
climate, land, energy, and water systems (nexus), while respecting their biophysical 
constraints.  Through the CLEWs model, the effects of water resources availability in 
different climate change scenarios will be investigated on the agricultural and other 
economic activities and the job availability. In this study, climate change will also be 
assessed as a resource-oriented driver of migration and other socio-economic impacts 
in the region. This is an innovative contribution to the economy-NEXUS modelling with 
a potential of replication to other areas vulnerable to the climate change.  The climate 
adaptation action plan will be annexed to the Hamoun wetlands management plan 
and the project will employ the results by mid-2022. 

 
Furthermore, together with the local DoE, the project will develop a climate change 
action plan contributing to the strategy for the Hamoun Wetland Management Plan 
in 2022. The project also supported the local DoE in planning the Climate Change 
indicators. Active hosting of the technical meetings by the local DoE (and more 
importantly local governorship) has been a key highlight of year two implementation, 
which proves the local ownership of the project. The local DoE in Sistan and 
Baluchistan province has the responsibility to report on and update the Hamoun 
Wetland Management Plan every five years. The project engaged with DoE in 
discussions on comprehensive capacity development planning to further influence the 
planning and quality monitoring through training. The project also supported the local 
DoE with a proactive offer to facilitate development of five-year monitoring report in 
2021.  

 

 In 2021, the project team capitalized on UNDP’s involvement for access to its global 
technical networks and corporate tools, setting up a low value grant scheme (see 
output 3) and international procurement. For instance, in addition to UNDP’s capacity 
assessment framework and practitioner’s guide to area-based development 
programming, UNDP provided international best practices on relieving water scarcity 
in drylands through its global network of climate and water technical advisors. UNDP 
also supported the international procurement of international institutions to 
introduce the Climate, Land, Energy, Water systems (CLEWs) model to the region. 

 Under output 2 work plan, the project identified priorities for enhancing the resilience 

of local ranchers living in Takhtaks1￼ (areas most impacted by and vulnerable to 
drought). For instance, in 2021 the project provided supportive equipment to help the 
Takhtak residents in coping with the drought. Provided support to these communities 
included: procurement and delivery of 80 water transport and storage tankers 
(volumes of 1,000 and 5,000 litres); 10 portable solar panels (100 watts for lightening 
10 local cottages); sanitary items and ranchers’ trainings in line with the livestock 
hygiene and 400 litres of Flometrin toxin, 320 litres of anti-parasite syrup and 5 tons 
of mineral brick and scaffolding pipes in order to construct corridors to restrain 
livestock. These items supported about 90 households that breed their Sistani Cows 
in Takhtaks. 

                                                 
1 Takhtaks are small pieces of lands in the bed of Hamoun wetlands, which are higher than the other parts of the wetlands, like 
islands. Historically and traditionally, the local community nurture their Sistani Cows in these areas. Due to the extreme drought 
conditions, most of these Takhtaks are inhibited. 
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 As mentioned under Output 1, an MoU was signed between DoE’s Deputy of the 
Marine Environment (NPD) and the Secretariat of Sand and Dust Storms.  Below four 
priority actions were approved in the first Working Group meeting in November 2021: 
1- participatory rangeland and livestock management, 2- Conducting feasibility study 
and planning for floods management, 3- Investigation and feasibility of water supply 
to hot-spots within the wetland bed, and 4- Construction of windbreaks around farms 
and residential areas. 

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

alternative livelihoods developed and priority actions implemented”. 
 
 
All three of the project’s expected outputs are interlinked and impact the Output 3 focusing 
on regional sustainable economic development. The overall project approach supports the 
enabling environment towards lasting practice changes and through enhancing planning and 
policy based on introduced knowledge and evidence from research. The project also supports 
achievement of results through engagement of communities in grants.   
In 2021, during the second year of project implementation, the project work plan under 
Output 3 included implementation of the following activities: 

 
1. Assess the biological carrying capacity of the Hamoun Landscape and identify local-

level opportunities for sustainable alternative livelihoods in a participatory manner 
2. Develop a participatory Local Economic Development Plan 
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 

4. Support climate-smart agriculture intervention with a special focus on efficient water 
management 

Significant progress was made against activities planned under output 3, with a slight change 
to the approach. Rather than conducting one Local Economic Development (LED) planning 
process, the process was split into three consultancies to contribute to lasting transformative 
changes informed by real needs on the ground. While LED will define comparative areas of 
the Sistan area, the LED objectives will be achieved through implementation of more practical 
and “showcase” activities including training and delivery of the learning plan.  
Progress under each activity is as follows: 

 The following results were achieved under this output in year two: 1. Consultancy for 
marketing and value chain potentials of the regional products, 2. Consultancy to 
assess the renewable energy needs and potentials and 3. Consultancy to study the 
land use planning needs. These selected activities were compatible with the 
development priorities based on the results of the baseline studies and per the 
comparative advantages of the region. In 2021, the renewable energy consultant 
completed a rapid assessment of the renewable energy priorities including solar, wind 
and bio-energy, as a source of alternative livelihood for the local community. The 
marketing consultant also conducted an assessment and suggested three main areas 
of focus for local economic development as follows: tourism, agriculture, husbandry, 
and local businesses.  

   

 Low Value Grants Scheme Status and Progress in 2021: Uniquely supported by UNDP, 
the project has introduced and rolled out the LVG facility (see more elaboration of this 
under output 2 and 3) to engage people who have a particular or distinct view of 
development or represent people who are deprived of the development process but 
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have the ability to come up with empirical or innovative solutions to address or face 
deprivation. With almost 40% of the project budget allocated, LVG scheme is critical 
for gaining the trust of local communities and engaging them in smooth 
implementation and delivery of the project objectives. As highlighted in the preamble 
of context, the transition in the government in 2021 slowed down the approval 
process. In total, in 2021, the project facilitated review of over 36 priority proposals, 
approved by the technical experts in the national and provincial government. Among 
the proposals, 14 grantees were screened and cleared by MFA (see Appendix 5) and 
contracted in February 2022.  

 
The project baseline analysis largely informed the definition of LVG criteria. For 
instance, the LVGs intend to support results from the community-based climate 
change adaptation and the sand and dust storm action plan, as well as promoting the 
natural resource management and sustainable development in local area 
development planning and bringing about changes in practices and behaviors of local 
communities throughout the area.  The updated LVG guidelines, reviewed by the LVG 
assessment and approving committee, are attached to the report (criteria adjusted 
based on the baseline analysis and assessments).  

 
The project facilitated call for grants and review of the received proposals.  In 2021, 
call for proposals were advertised via UNDP and project websites. The LVG criteria 
covered the following themes in line with project results, i.e. gender, climate-smart 
agriculture, climate change, energy efficiency, water efficiency.  5 quick win LVG 
projects were approved in 2022 on agriculture and husbandry, which will engage 20 
farmers. These proposals are expected to benefit 180 households - the founders of 
the cooperatives. There are four quick win proposals selected that will address 
women economic empowerment. 

 
The alternative livelihoods which started in February 2022 will include tourism, 
packaging, quale breeding, jewelry production & traditional art crafts.  

 
 

 

Output 4 “Effective Project Management”. 
 
The output four focused on project management and monitoring the progress, as well as 
communications and visibility. The project management unit (PMU) is set up at the DoE 
national office and with the out-posted technical and managerial staff in the city of Zabol.  
 
The team 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 were recruited and are 
in place as of August 2020, while the staff based in Zabol have commenced their assignments 
three months later (due to the COVID-19 pandemic). The project recruited a Chief Technical 
Advisor in December 2020 during the lockdown. CTA has supported the project remotely. 
 
 
Changes to staff project personnel in 2021-22 included:  

 Based on the lessons learnt during year 1 of the project and the bulk of actions in the 
central office, the project management team made some modifications in the division 
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of labour and staff between central and provincial offices. Accordingly, while 
maintaining a service function to the local office, the provincial administrative and 
program assistant and a technical expert on capacity development were recruited to 
work in the central office, however are expected to frequently travel to the project 
sites. The recruitment procedures of these positions are in process and the new 
project personnel will be on board in February 2022.  

 The third provincial technical expert has been recruited and is on board at the 
provincial office. Currently the project team consists of 8 staff in national level and 3 
staffs in the provincial level. Based on the Project Document, the team require a 
project coordinator at provincial level. The mentioned position will be advertised and 
recruited in 2022.  

 During the Year 2, the national project manager (NPM) terminated his contract and 
the monitoring and evaluation specialist of the project had to backstop the functions 
of NPM. 

 
The first Project Board was held in December 2021 with the presence of high authorities of 
DoE, European Commission and UNDP as the co-chairs of the committee, as well as high 
authorities from the MFA, MoJA, MoE, MoI, MMT and MHHI. The project board meeting was 
dedicated to reporting the project progress, next steps and review and approval of the annual 
work plan and Communications and Visibility Strategy.  
  
Output four resources are budgeted in 2022 for further grants monitoring action and other 
related project implementation support strategies.  
 
Moreover, the visibility activities are implemented under this component. These activities 
include visual documentation of the region, develop the bilingual official project website, 
publish and disseminate project brochure and notebook.  
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PART 2. ACTUAL RESULTS ACHIEVED AS PER PROJECT INDICATORS DURING THE 
REPORTING PERIOD 

 

EXPECTED OUTPUTS 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 

 
Year 2 Target = N/A 

Target Achieved. Due to the restrictions imposed by the 
pandemic, the project could not meet the Year 1 target for this 
indicator. However, the baseline capacity needs assessment was 
finalized as a result of which, the institutional and capacity 
assessment, the training needs across the stakeholder groups at 
institutional and organizational levels were derived. Therefore, 
the project has met the overall target (one document) under this 
indicator. 

1.2 

# of capacity building plans 
developed and implemented 

Year 2 Target = 1 

Progressing towards the target. The capacity development and 
monitoring plan were integrated into the project learning and 
training monitoring plan, disaggregated by gender. The plan was 
prepared based on the UNDP capacity building assessment 
framework CBA. The training plan builds on and integrates the 
results of the CBA, the community mobilization capacity building 
needs for 120 project pilot sites, and other key stakeholders' 
learning and capacity needs.  

1.3 

# of local and provincial 
arrangements and coordination 
mechanisms enhanced (the 
multi-sectoral working group for 
wetland restoration) 

Year 2 Target = 1 
 

Target Achieved: 1. An MoU was signed between DoE’s deputy 
marine environment (NPD) and the secretariat of sand and dust 
storms to identify intervention areas and prepare action plans 
for the national and regional sand and dust storm mitigation, 
working group established and meeting held in November 2021 
to approve priority actions.  

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) 

 
Year 2 Target = 1 new and 1 
Enhanced 

Target Achieved. Existing local inter-sectoral technical working 
groups and the new district-level working group for the Hamoun 
wetlands management plan were enhanced. Also, a new working 
group was established under the Innovative and Integrated 
platform MoU, with a meeting convened in November 2021 to 
review and approve priority actions. 

1.5 

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

 
Year 2 Target = 2 

Target Achieved.  The project conducted 10 meetings and 4 
workshops in the region in 2021 for the relevant local 
stakeholders. Two 2-day workshops were held for local 
communities to provide LVG proposal writing trainings. In 
addition, two workshops were held with the main stakeholders 
for selecting project pilot sites. 

1.6 

# of transboundary events and 
initiatives 

 
Year 2 Target = 1 

Target On-Hold. Despite several negotiations and planning 
sessions which led to holding an economic-cultural event in early 
October 2021, the transboundary work has been delayed due to 
the Taliban presence in the area. The government is monitoring 
the situation closely. There may be some project opportunities 
for local development. A factsheet on the procedure and the 
possible activities that could be done for this activity will be 
submitted to UNDP. This could be shared with provincial high 
authorities in order to decide on the future plans. 
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EXPECTED OUTPUTS INDICATORS RESULTS BY ACTIONS AND PER INDICATORS 

Output 2 

Sustainable land and 
water management 
and wetland 
restoration measures 
implemented 

2.1  

# of Climate change adaptation 
action plan developed  

 
Year 2 Target = NA 

Progressing towards the Target 1.  
Due to the restrictions imposed by the pandemic, the project 
could not meet the Year 1 target for this indicator. However, the 
approach to the climate change adaptation study (started in mid- 
September 2021) was to prepare the relevant TOR to review 
existing climate change studies and adaptation plans for the 
Sistan area and develop a climate change adaptation action plan 
using the CLEWs model. Also, a strategy for local Climate Change 
planning was developed under Hamoun Wetland Management 
Plan with DoE.  

2.2 

# of interventions supported by 
the Action Plan 

 
Year 2 Target = 4 

Good progress towards the Target.  A priority action plan was 
implemented for enhancing the resilience of local ranchers living 
in Takhtaks.  

2.3 

 # of  grants/loans provided 

 
Year 2 Target = NA 

Good progress towards the Target.  The project implemented 
Low-Value Grants facility (also see output 3) with agreed criteria 
for approval and implementation and monitoring arrangements 
through UNDP. As highlighted in context above, the 2021 
changes in government slowed the quick-win projects 
implementation. Experts in government and UNDP reviewed 
approximately 100 low value project proposals. 14 proposals 
were approved by MFA in January 2022 to be contracted during  
2022. 

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) 

 
Year 2 Target = 1 

 Target Achieved.  The approach to do a participatory Local 
Economic Development Plan slightly shifted. The output 3.1 LED 
plan was split into consultancies that are more realistic, including 
marketing and value chain of the regional products, renewable 
energy, and participatory land-use planning.  

3.2 

# of sustainable alternative 
livelihoods initiatives 
implemented in pilot villages 

 
Year 2 Target = 5 

Target Achieved.  As mentioned above in Output 2, the Low-
Value Grants ideas support output 3. The project implemented 
Low-Value Grants facility with agreed criteria for approval and 
implementation and monitoring arrangements through UNDP. 
As highlighted in context above, the 2021 changes in 
government slowed the quick-win projects implementation. 
Experts in government and UNDP reviewed approximately 100 
low value project proposals. 14 proposals were cleared by MFA 
in January 2022 to be contracted during 2022.  The LVGs on 
women economic empowerment, climate-smart agriculture, 
climate change, energy efficiency, water efficiency is relevant to 
this output.  

3.3 

% of water efficiency increase in 
pilot farms 

Year 2 Target = 35% 

Progressing towards the Target.  4 quick-win projects are on 
agriculture and husbandry, which will engage more than 10 
farmers. 

3.4 

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

Year 2 Target = 10 farmers * 30 
villages 

Progressing toward the Target. In 2021 project supported five 
farmers in 22 villages.  For indicator 3.4, the project developed 4 
quick-win projects on agriculture and husbandry, which will 
engage 10 farmers. 
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EXPECTED OUTPUTS INDICATORS RESULTS BY ACTIONS AND PER INDICATORS 

3.5 

# women’s cooperatives 
enhanced or established 

Year 2 Target = 5 

 Target Partially Achieved. For indicator 3.5, there are 4 quick win 
proposals that will address women's economic empowerment. 

 

3.6 

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

o Support by the 
initiatives: 
22*15*5=1650 (50% 
women) 

o Supported by the 
women’s cooperatives: 
10*20*5:1000  

Supported with climate-smart 
infrastructure: Farmers:1200*5= 
6000 (50% women) 

Progressing towards the Target. For gender and community level 
expected results as mentioned, 14 Low-Value Grants were 
approved in consultation with government decision-makers. The 
proposals will benefit 180 households, who are the founders of 
the cooperatives. 
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PART 3. DETAILED PROGRESS UPDATE 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
The activities planned under output 1 contribute to the first component of the project aiming 
at reinforcement of capacities and coordination in the Sistan area. Key baseline activities were 
executed with the aim of integrating the knowledge gained for the review, planning, 
implementation and enhancement of the capacities and development potentials at the local 
and national levels. During the reporting period, the team refined the approach to component 
one 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: 
Activity 1.1 sought to realize the comprehensive situational analysis of the Sistan area. This 
activity was needed to identify the project target beneficiaries, the pilot areas and to inform 
all capacity-building and training initiatives. During 2021 period, the project team 
implemented this action.  
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The Zabol University conducted the prioritized institutional capacity needs assessment. The 
institutional capacity assessment (including assessment of the learning needs for the 
stakeholders responsible for the enabling environment aspects- laws, policies, and norms), 
and training needs assessment were carried out across the institutional and organizational 
levels.  The results of this assessment were integrated into a capacity development plan, 
disaggregated by gender. The UNDP capacity assessment framework influenced the plan, 
containing a comprehensive analysis of technical and functional capacities, and needs in 
organizational and enabling sectors. The needs assessment linked with a second project 
baseline study titled “community mobilization needs assessment”. This action helped to 
identify actions for the 120-project pilots.  
 
The CBA training plan activities will cover the region’s five counties. There will be a separate 
training plan for each county in line with the project goals. The training need assessment has 
considered the comparative needs and opportunities for each district. The following are the 
priorities for learning: 1. Climate-smart agriculture, 2. Renewable energies. 3. Trade and 
transboundary commerce, and 4. Micro and Small-sized enterprise development.  
 
The project pilot sites were selected according to the above-mentioned potentials in five 
districts of Sistan area and according to the baseline data gathered from the region (the list 
and map of pilot sites are provided under Appendix 2).  
 
A capacity development action plan is also developed at institutional and enabling 
environment levels. The project will plan for implementation and embedding the capacity 
challenges in the region through a brief term of reference to be advertised and implemented 
by an eligible contractor. 
 
2. Difficulties encountered, and measures taken to overcome problems 
Difficulties encountered during the implementation of the project activities were of a political 
and operational nature and are explained in Part 4.  
 
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 was integrated with the results of activity 1.1; The implementation of 1.2. formally 
started in July 2021.  The following sub-activities were implemented:  
 
1.2.1 Community mobilization programs in the selected pilot sites 
Local community empowerment and mobilization plays a central role in project 
implementation in line with the participatory development approach. The ToRs for this activity 
were prepared with the methodology based on best practices from peer projects and 
expertise. ToRs were advertised on the government's bids announcements portal in March 
2021 and started by consultant in August 2021 for the following year.  
 
Since August 2021, the local facilitators (10) have entered to the selected pilot sites 

(approximately 10-13 villages each). Over 30 local workshops were held by the local 

facilitators in the villages to get the village profile including some baseline data and the 
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existing local capacities. The community-based action plan will be a proper tool at the 

community-level for the project, which would be a proper guide for enhancing the capacities 

and empowering the local community regarding the local comparative advantages. It would 

as well be an appropriate approach for creating innovative ideas, which could be a value 

added for the quick win projects. 

1.2.2 Implement and monitor Communication, Education, Participation, and Awareness 

Raising strategies and plans (including Hamoun Wetlands CEPA plan) 

This sub-activity was conducted in 2021. It contributed to improving capacities through 
different communication and awareness-raising activities such as communications strategy 
and plan for project lifecycle, targeted educational materials, capturing best practices and 
awareness raising of local communities.  
 
The monitoring of CEPA status of local communities was carried out in the region and it was 
finalized  on February 2022. Comprehensive questionnaires have been filled out by inhabitants 
of 60 random villages in the area. A database is in place on the existing status of people 
(disaggregated by gender) regarding two key goals of the project: “integrated natural resource 
management” and “local economic development”. Based on the collected data, there is a 
great tendency among both men and women to enhance their economic status, as they are 
significantly affected by the continuous drought. 
CEPA action plan will be the main deliverable of this project, which would notably raise the 
local communities’ awareness on their precious ecosystem and subsequently incentivise them 
to create new ideas in line with the development capacities of the region.  
 
2. Difficulties encountered, and measures taken to overcome problems 
Difficulties encountered during the implementation of the project activities were of a political 
and operational nature and explained in Part 4.  
 
3. Changes introduced in the implementation 
 
 
 
N/A 
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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 towards the Hamoun Wetlands basin and 
the Sistan area calls for continuous and appropriate transboundary relationships. During 2021, 
the situation changed drastically around the project strategy and idea to explore opportunities 
and mechanisms to conduct joint events and activities with cross border provincial authorities. 
While in 2020 and first half of 2021, meetings took place (virtual and in-person2) with the 
Governor-General of Sistan and Balouchestan Province, through which the Governor outlined 
potentials for joint border markets and featuring local community products in exhibitions or 
markets. Unfortunately, the determination of war situation in Afghanistan has put this on hold 
for year 2.   
 
2. Difficulties encountered, and measures taken to overcome problems 
This activity is now on hold and its challenge is explained in Part 4. 
 
3. Changes introduced in the implementation 
N/A.  
  

                                                 
2 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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 The activities planned under Output 2 contribute to promoting participatory land and water 
management and finding solutions for dealing with 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 implemented through an innovative low-
value grant facility (Output 3). 
 

Activity 2.1 Develop a Climate Change Adaptation Action Plan for the implementation 
of the Integrated Hamoun Wetlands Management Plan 

 
1. Operational activities 
 
The project team supported the development of the climate change action plan through 
conducting a socio-economic and environmental hot spot and vulnerability assessment in 
2021 as per the plan. The project facilitated the assessment in 2021 to inform the actions and 
capacity building and learning plans. A comprehensive review of existing climate change 
studies and adaptation plans for the Sistan area was finalized in September 2021. A series of 
participatory workshops and consultations with key stakeholders was organized to develop 
the Climate Change Adaptation (CCA) Action Plan terms of reference.  
 
The main objectives of the Plan were: 

 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 project approach to the climate change adaptation work (started in mid- September 2021) 
was first to review existing climate change studies and develop a climate change adaptation 
action plan using the CLEWs model (learned based on the previous UNDP’s Climate Promise 
project in Lake Urmia). The resulting climate adaptation action plan will be annexed to the 
Hamoun wetlands management plan after holding a consulting workshop and presenting the 
results of CLEWs model scenarios to the provincial officials. However, the project will employ 
it in practice within the next 6 months in some pilot areas in order to present the best practices 
into the provincial relevant authorities. 
 
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.  
 
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 
This activity was integrated with the results of activity 2.1; however, the project team tried to 
implement some relevant activities based on the Hamoun wetland management plan and 
baseline studies results. The following sub-activities were implemented: 
 
2.2.1 Conduct baseline studies to populate data from Hamoun wetlands based on the 
monitoring protocols in Hamoun wetlands integrated management plan 
 
One of the first sub-activities to support the Hamoun Management Plan implementation was 
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 socio-economic status. In 2021, the project 
supported implementation of the baseline study consolidating this information with support 
from provincial and local stakeholders. The study now serves as a reference to measure 
progress achieved against key indicators. This includes a project-monitoring plan to ensure 
that data is regularly collected and updated through standard procedures and participation of 
relevant local stakeholders.  
Through this approach the project facilitated the local working group of Hamoun wetland 
management plan. The management unit at DoE has facilitated a new technical expert 
working group and has mobilized an existing inter-sectoral technical group in its efforts to 
influence (with the knowledge output of the baseline studies) and support the Hamoun 
Wetland management plan implementation. This is led by the local DoE. Notably, since the 
beginning of project, the working group for Hamoun wetlands management plan has 
reactivated its district level work to implement its regional activities supported by the high-
level authorities. 
 
2.2.2. Providing the necessary equipment and infrastructure in order to enhance resilience 
and empowerment of Takhtak inhabitants in support of Sistani cattle breeding in extreme 
conditions of water stress and drought in the region 
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Takhtaks are mounds in the bed of Hamoun wetlands which become like islands during the 
wetlands flooding. The inhabitants of these Takhtaks are historically ranchers of a traditional 
cow species called Sistani Cow. The drought conditions have driven most of these inhabitants 
to migrate from these areas. The project team held a series of meeting with the above-
mentioned people (4 in person meetings) and also with the key governmental stakeholders (2 
virtual meetings) in July and August 2021 in order to identify the main issues of these 
communities and enhance their resilience in the current and extreme weather conditions. 
Therefore, the top priority actions were planned as below: 
 
Activity Objectives: 

 Enhance resilience of Takhtak inhabitants of Hamoun wetland in extreme water and 
drought conditions of the region 

Activity Deliverables: 

 Distribution of 80 water transport and storage tankers in the volume of 1000 and 5000 
litres 

 Supply and distribution of portable solar panels with a capacity of 100 watts for 
lightening purposes  

 Supply and distribution of sanitary items and provide ranchers with necessary 
trainings in line with the livestock hygiene including 400 litres of Flometrin toxin, 320 
litres of anti-parasite syrup and 5 tons of mineral brick 

 Supply scaffolding pipes in order to construct corridors to restrain livestock 
 
The supportive items were delivered to the inhabitants on 21 November 2021. These actions 
have significantly improved their resilience and encouraged them to stay in the Takhtaks.  
 
2.2.3 Community-based small scale water management interventions 
 
Following the second and third outputs of the project, small-scale quick win projects are 
considered in implementation processes. These call for proposals were within the following 
seven areas: 
1- “Tourism, Handicrafts and Cultural Development”, 2- “Women Economic Empowerment”, 
3- “Agriculture and Husbandry”, 4- “Fisheries and Aquaculture”, 5- “Entrepreneurship and 
small businesses Development”, 6- “Water, Land and Wetland Management” and 7- “Trade 
and Commerce”  
 
Activity Objectives: 

 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 

Quick Win Project Recipients will include: Women's credit funds, Local and rural groups, all 
local entrepreneur groups and organizations and Innovative youth groups 
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Implementation steps in Year 2: 

 Prepare guidelines for small-scale quick win projects 

 Establishment of the approval committee, including representatives of UNDP, 

representatives of the DoE, a representative of the Ministry of Foreign Affairs, the 

Deputy Governor of Sistan and Baluchestan (Economic Affairs) and a representative 

of the technical authorities relevant to the proposals and representative of Zabol 

University 

 Holding meetings and joint workshops with local stakeholders and government 

stakeholders to introduce the process of quick win projects in the region and the 

method of proposal writing (April 14 to 19, 2021)  

 Call for proposals through the official website of UNDP and the Sistan project (from 

19 July 2021 for a three-month period)  

 Receipt of more than 100 proposals in the various areas mentioned above 

 Holding four to five sessions of technical review of projects in the Sistan and 

Baluchestan governorate 

 Approval of 36 quick-win proposals out of which, 14 proposals were cleared by the 

Ministry of Foreign Affairs. The clearance period from the MFA took about two 

months. 

 Drafting contracts to be signed out bewteen UNDP and grant recipients.  

 
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.  
 
3. Changes introduced in the implementation 
N/A.  
 

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 was split into four sub-activities based on the year 2 work plan.  The following is 
a review of the activities:   
 
Firstly, a MoU was signed between the project and national council of sand and dust storm 
mitigation (August 2021) to cooperate in identifying, introducing and compiling studies and 
executive measures related to the control of internal and external hot-spots of sand and dust 
storms affecting the Sistan area. 
The actions implemented in line with the MoU included: 
A consultation meeting was held in the province in November 2021 with the presence of 

provincial Departments of Environment, Natural Resources and local governors of five districts 

of Sistan area in order to identify mitigation approaches of negative consequences of sand 

and dust storms with the following approvals: 

A) Support for participatory ranching and animal husbandry management: The terms of 

reference has been developed and advertised for bidding. The implementation of 

action will be processed in 2022. 
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B) Conduct feasibility studies and planning for floods management: the terms of 

reference for this approved action is under preparation and will be advertised in 

March 2022. 

C) Investigation and feasibility studies of water supply to hot-spots within the wetland 

bed. The relevant ToR will be developed and advertised in 2022. 

D) Construction of windbreaks around farms and residential areas 

The implementation of the last two approved items is planned for 2022. 
 
Furthermore, a part of low value grants is budgeted under this activity, which have the same 
implementation procedures as explained above. 
  
 
2. Difficulties encountered and measures taken to overcome problems 
 
See the list of project implementation challenges in section 4 concerning risks.  
 
3. Changes introduced in the implementation 
N/A 
 
 
 
. 
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This output contributes to the project’s third component, aiming to support participatory 
local economic development including climate-smart agriculture and sustainable alternative 
livelihoods with a special focus on the development of microenterprises. Significant progress 
was made with activities planned under output 3 with a slight change to the approach. Rather 
than conducting one local economic development planning process, the LED planning process 
split into three realistic consultancy-based assignments. While the LED is highly positioning 
and perceived a convening opportunity taking full advantage of the UNDPs comparative areas 
including its convening abilities, the LED objectives will commence with the implementation 
of more practical “showcase” activities including training and delivery of the learning plan.   
Also as mentioned above, the Low Value Grants are supporting all indicators. As explained, 
Low Value Grants project proposals were advertised and proposals were received from the 
local institutions and organizations. 14 Low Value Grants were technically approved towards 
project expected results, i.e. 1. “Tourism, Handicrafts and Cultural Development”, 2- “Women 
Economic Empowerment”, 3- “Agriculture and Husbandry”, 4- “Fisheries and Aquaculture”, 
5- “Entrepreneurship and small businesses Development”, 6- “Water, Land and Wetland 
Management” and 7- “Trade and Commerce”. The alternative livelihoods, which  started in 
February 2022, include tourism, packaging, quale breeding, traditional art crafts. 

 

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 and zoning plan study of Sistan was the basis to implement this activity in 
2022. The activity was started on August 2021 for a seven-month period until end of March 
2022 with following objectives and deliverables:  
 

implemented 
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Activity Objectives: 

 Identify local opportunities for creating and developing sustainable micro-enterprises 
in the target area through the implementation of activities to analyse the current state 
of land-use; 

 Verification of findings according to available documents,  

 analysis of the current and desired situation in a participatory manner;  

 Develop monitoring and action plan of the project with a participatory approach 
Activity Deliverables: 

1. Introduce a participatory plan of sustainable and integrated land use planning in the 
target area and develop the basic requirements for its implementation; 

2. Develop a document/action plan for participatory sustainable and integrated land use 
planning in the target area; 

3. Preparation of project best experiences and lessons learned in the field of sustainable 
management and integrated land use planning in a participatory manner 

 
The baseline studies and capacity assessment exercise described under activity 1.1 also 
provided information to support the development of a revised participatory land-use plan 
and establishment and development of alternative livelihoods and microenterprises. The 
baseline studies and capacity assessment feed into this analysis and the activity launched in 
2021. Based on the development criteria of the region, the study covers an area of 75,000 ha, 
which contains every development capacity of the region. The activity is broadening to 
compile existing studies on 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. Holding the local meetings for calibration of different existing land uses in the selected 
area are in progress.  
 

2. Difficulties encountered, and measures taken to overcome problems 
See challenges in Part 4 
 
3. Changes introduced in the implementation 
N/A  
 

Activity 3.2 Develop a participatory Local Economic Development Plan 

 
1. Operational activities 
This is one of the strategic activities of the project. All three of the project’s expected outputs 
are interlinked and cumulate in the Output 3 expected results - sustainable economic 
development for the region. The overall project approach supports the enabling environment 
towards lasting behavioral and practices changes and through changes in planning and policy 
based on introduced knowledge and research evidence.   
 
The LED plan was split in a way that the results would be more compatible with the 
development priorities highlighted by the baseline studies and the comparative advantages 
of the region. The output had the following results in the second year: A) development of a 
TOR and implementation of consultancy for marketing and value chain potentials of the 
regional products, B) Development of a TOR and consultancy to assess the renewable energy 
needs and potentials and C) development of TOR and consultancy to study the land use 
planning needs. The details of each consultancy work, proposed options and future actions 
are explained below:   
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A) Implementation of measures to evaluate the market and value chain analysis of products 
with competitive advantages, including Sistani cattle, medicinal and herbal plants and Sistani 
carpet in the region 
Activity Objectives included Studying the current market situation of products that were 
produced in the past in Sistan and are not currently produced, and evaluation of the market 
and analysis of the value chain of products that have competitive advantages in the region 
Proposed suggestion based on the region’s potentials: 

 Dividing the marketing pillars of the region into three groups: tourism, handicrafts and 
food products 

 Helping the development of educational infrastructure and providing services in the 
field of marketing 

 Utilizing the potential of transit roads in the province 

 Evaluate value chain including interventions matrices and suggestions for marketing 
of the products and services 

 
Based on the above, in 2022 the project team will develop a comprehensive term of reference 
that could be implemented by a marketing team and in response to the main potentials of the 
region. 
 
B) Investigating the potential and strategy of development and exploitation of various 
renewable energy sources in Sistan area  
Activity Objectives: 

 Study of the current situation of the use of renewable energy (clean energy) in Sistan 

region  

 Investigate the possibilities and constraints in the field of renewable energies (clean 

energy) development in the local communities of Sistan area 

 Compare the efficiency of each energy source in Sistan area and propose priority 

options for investment and development 

 Determine the capacity development of each renewable energy type, according to 

existing resources and infrastructures, which could be provided in Sistan area 

 Determine suitable zones for application of each energy source 

 Develop strategies and action plans at the local community level to implement the 

priority options 

 
These were suggestions for optimizing the development and exploitation of renewable 
energies under Wind Energy (wind power plants, home-made turbines workshop, 
rehabilitation of wind deflectors and recovery of  traditional thorn cottages using felt filters), 
Solar energy (Installation of off-grid photovoltaic systems for remote areas, photovoltaic 
equipment workshops, rural solar water heaters, solar water heater workshops and use of 
solar dryers for farmers),  Eco Energy (use of environmentally friendly biogas digesters in the 
flat area of Hamoon wetland, biogas digester for gas extraction from waste and wastewater 
treatment plants and planting oilseeds with low water consumption instead of weeding and 
biofuel extraction) 
 
2. Difficulties encountered, and measures taken to overcome problems 
See Part 4. 
 
3. Changes introduced in the implementation 
N/A 
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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 Q2-2021, a call for proposals was launched to support small enterprises and/or women’s 
cooperatives through LVGs based on the priorities identified in the Local Economic 
Development Plan that include Tourism, Rural Development, SME, entrepreneurship, and 
Environmental Protection. 
The procedures were explained in output two. 
 
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 explained in Part 4.  
 
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, implementation 
will start in 2022.  
 
2. Difficulties encountered, and measures 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 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 of “Participatory Integrated Innovative 
Platform” was signed among DoE, MoJA, UNDP and Governor of Sistan and Balouchistan 
Province in August 2021. 
 
Activity Objectives: 

 Create opportunities for capacity building and coordination, inter-sectoral 
cooperation and engagement of a wide range of stakeholders in line with sustainable 

http://www.fao.org/climate-change/en/
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management of water and soil resources and local economy development compatible 
with climate and alternative livelihoods  

 Encourage innovation, creativity, learning and create a scientific and safe 
environment to explore and provide common solutions 

 
Actions implemented in line with the MoU: 
The first working group of the MoU was held in the Governor General’s office of Sistan and 
Balouchestan province in December 2021 with the following approval points: 
 

1. Investigation of water accounting in the Sistan area 
2. Implementation and monitoring of a pilot underground greenhouse using renewable 

energy 
3. Implementation and monitoring of shades over agricultural farms 
4. Implementation of a pilot for completing the cumin value chain (mechanized planting, 

processing, packaging and marketing) in Zabol  
5. Implementation of essential oil, concrete and absolute production complex (absolute 

extract) of Damask rose 
6. Implementation and monitoring of subsurface drip irrigation of grapes in the lands 

having Chahak 
7. Implementation and monitoring the development of windbreaks in farmers' lands 
8. Investigating the potentials of executive activities for livestock product 

 
The project team has planned to develop relevant terms of references for the above-
mentioned subjects through the year 2022. 
 
 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 explained in Part 4.  
 
3. Changes introduced in the implementation 
N/A 
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Activity 4.1 
Project reporting and evaluation systems to provide accurate and timely financial 
and narrative reports 

 
1. Operational activities 
This project is implemented in accordance with UNDP's National Implementation Modality 
(NIM). The DoE is the designated National Implementing Partner in compliance with the 
implementing partner HACT Micro Assessment also carried out by UNDP as a prerequisite. 
Project funds will be disbursed on planned activities as indicated in Annual Work plans of the 
project. Such disbursements will be made according to  UNDP financial procedures upon 
receipt of a Request for Direct Payment (RDP) signed by the project NPD along with copies of 
supporting documents. Project NPD and UNDP implement all of the above mentioned 
procedures in line with UNDP’s rules, regulations and policies and in compliance with 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 UNDP monitoring procedures are in place 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). The monitoring procedures during the reporting period 
included: 

 Mid-year progress update: the update to UNDP was prepared at the end of July 
2021 reflecting project progress during the first six months of the year. 

 Annual Report: the UNDP Annual Project Progress Report (APPR) for 2021 was 
prepared and submitted the end of December 2021. 

 Project Board: the first project board meeting was held on December 2021 with the 
presence of all board members including Head of DoE, the representatives of 
European Commission, UNDP, and high-level authorities from key ministries. In this 
meeting, the 2022 work plan and communication strategy were approved. 
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 CTA reports: the project received two reports from the project CTA on the progress 
status of the project and get her inputs both on the annual and donor reports.  

 UNDP monitoring missions: due to the pandemic status, UNDP team travelled to 
the region once on 1st December 2021. The team included UNDP Resident 
Representative, UNDP Deputy Resident Representative, Programme Support Unit 
Analyst and Program analyst responsible for the project who visited the area to 
review the development issues in the area, impact of the climate change and sand 
and dust storms on the peoples’ livelihoods, and discuss potential areas of 
collaboration and partnership with the Governor General of the province and high-
level local authorities. 
 

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 explained in Part 4.  
 
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 2020, seven staff members, 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, were recruited. In addition, two staff 
members for the provincial project office including two technical experts (one for land and 
water activities and one for livelihood and development activities) were recruited. The staff 
recruitment procedures were implemented in line with UNDP’s rules and regulations. A chief 
technical advisor (CTA) was recruited late in 2020. 
 
In 2021, due to the bulk of actions in the central office, the project management team decided 
to have some modifications in the division of staff between central and provincial offices. 
Therefore, the provincial administrative and program assistant and a technical expert will be 
transferred to the national office. The recruitment procedures of these positions have been 
completed and the new staffs is on board since Feb 2022. Moreover, the third provincial 
technical expert has been recruited and is on board at the provincial office. To wrap up, the 
project team consists of 8 staff in national level and 3 staff in the provincial level. Based on 
the Project Document, the team require a project coordinator at provincial level and a 
monitoring and evaluation specialist at national level. The mentioned positions will be 
advertised and recruited in the coming year. 
 
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 explained in Part 4.  
 
3. Changes introduced in the implementation 
N/A.  
 

Activity 4.3 General Expenses 
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1. Operational activities 
In order to carry out all the project’s activities, a project procurement plan was implemented 
by purchasing office furniture and equipment, supplies, stationery, and communication tools 
as indicated in the latest revised budget and reported in the financial report. These items were 
purchased for the Tehran office and the Sistan office.  
 
2. Difficulties encountered, and measures taken to overcome problems 
Difficulties encountered during the implementation of the project are explained in Part 4.  
 
3. Changes introduced in the implementation 
NA 
 

Activity 4.4 Visibility 

 
 
1. Operational activities 
A communication strategy was developed in collaboration with UNDP's communication and 
partnership focal point, in accordance with Annex VI of the EU-UNDP Contribution Agreement. 
The communication strategy was drafted and approved by NPM and UNDP colleagues 
(Appendix 3 of this document) and approved in the Project Steering committee on December 
2021. During the reporting period, the following actions were implemented: 

4.4.1. Compilation and visual documentation of the project including production video clips 

Regarding this sub-activity, the project advertised and made a contract for visual 
documentation of the project under the following objectives and deliverables: 

Activity Objectives: 

 Record the history of the Sistan area and wetlands and document before and after 
implementation phases of the project to showcase impact  

 Representation of the effects of Sistan project interventions in the geographical area  

 Collect and purchase copyright visual documentation of biodiversity status, soil and 
water, air, livelihood, role of people in natural resource degradation, local community 
resilience, natural resources, tourist attractions, handicrafts, cultural heritage and 
conservation of the environment 

 Production of short video clips with a realistic and hopeful view that reflects the 
current situation, requests and the role of the local community 

Activity deliverables: 
I. Qualified photos of the region from the current decade 

II. 360-degree photos and virtual tours 
III. Hamoun book 
IV. Short clips 

 

A 120-page visual book named “Natural and Human Face of Hamoun” was published and 
disseminated between project key stakeholders (please see link in Appendix 4). 

 

4.4.2 Other visibility materials (banners, folders, brochures, stickers, etc.) 

The project team enhanced the visibility of the project activities based on the Communication 
and Visibility Plan in Annex VI of the Contribution Agreement. In this regard, the project 
prepared the brochure, banners for every meetings and promotional items (Appendix 4).  



36 

 

4.4.3 Project website development and maintenance 

The bilingual website of the project has been launched from September 2021 with the 
(www.sistanproject.ir) address through deployment of web developer company. The project 
website would provide the visitors with the most updated news and reports on the project 
procedures. 
2. Difficulties encountered and measures taken to overcome problems 
Difficulties encountered during the implementation of the project activities were of political, 
operational and financial nature. These are reported under Part 4.  

 
3. Changes introduced in the implementation 
N/A. 
 
 
  

http://www.sistanproject.ir/
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Part 4.  DIFFICULTIES ENCOUNTERED AND MEASURES TAKEN TO OVERCOME PROBLEMS 
 

Difficulties encountered during 2021 implementation were of political, operational and 
financial nature.   

The first key challenge was political.  There has been a high threat of domestic war in 
Afghanistan, near the border of Sistan and Baluchistan looming over implementation. The 
authorities expect this to continue in the next year. The war and relevant security threats has 
already influenced the implementation of Cross-Border activities within the project duration. 
It could also lead to migration and prevent investments in the area. The project would wait 
until the ambiguous circumstances of Afghanistan governance would be determined and will 
then announce the status to the EU. 
 
The second challenge was operational. In 2021, the country witnessed a new surge of COVID-
19 pandemic, and this was especially hard on Sistan & Baluchistan. The pandemic affected 
project implementation for the entire 2021, which experienced two surges. With the current 
statistics, this situation will continue in 2022. As highlighted, the COVID 19   pandemic delayed 
the project launch and decreased the pace of implementation of project activities at the 
National, provincial and community level.  The Covid pandemic also led to use of news ways 
of communication, implementation and monitoring such as application of online platforms, 
which are now firmly in place. 
 
The third challenge was political. The changes to government including its officials and 
assigned authorities mean that they are unfamiliar with the project. This has affected the pace 
of project implementation and delivery due to time-consuming and continuous process of 
justification of project for new authorities. In this regard, project prepared documentation 
and progress reports of the project’s objectives and achievements as well as the planned 
activities with timelines. This helped to speed up justifications. UNDP also briefed new project 
NPD regarding the importance of the project for Iran, and expectations of local communities. 
 
Another key issue was the long time (about two months) for getting clearance from the MFA 
for the project quick wins- low value grant projects. This has been a key and high-risk challenge 
in year 2, as over 30 -40 percent of the project budget is allocated to these QWPs. If continued, 
this will lower the project delivery rate in future years as well. 
The project has introduced a mechanism (still to be approved) for selection and approval of 
the local communities to expedite the procedure. 
 

Part 5. UPDATED PROJECT RISK MANAGEMENT 

Given the circumstances, the Project Risk Log is updated (below) for the consideration of the 
Project Board. Identified risks are scored as High, Medium, or Low according to their likelihood 
and impact. 
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No. Category 
Risks 

Description 
Risk Validity 

Duration 
Impact 
Type 

Impact 
Description 

Likelihood Proposed Mngt. 
Response/Action  

Timeline 

Responsible 
Person Status 

    

1 POLITICAL 

Possible 

domestic war in 

Afghanistan, 

near the border 

of Sistan and 

Baluchistan 

At least the 

following six 

months 

4.HIGH 

The war and 

relevant security 

threats could 

influence the 

implementation of 

Cross-Border 

activities within the 

project duration. It 

could also lead to 

migration and 

prevent investments 

in the area. 

4.HIGHLY 

LIKELY 

The project would 

wait until the 

ambiguous 

circumstances of 

Afghanistan 

governance would be 

determined and will 

then announce the 

status to the EU 

Mid 2022 Project ONGOING 

2 
OPERATIO

NAL 

A new peak of 

COVID-19 

pandemic in the 

country and 

specifically 

Sistan& 

Baluchistan 

The pandemic 

continued 

during the 

entire 2021 

and two peaks 

were passed, 

but given the 

current 

statistics, it 

will continue 

for another 

year. 

3.MODERA

TE 

The pandemic not 

only delayed the 

project launch but 

also has lowered the 

pace of project 

activities at 

National, provincial 

and community 

level. 

3.MODERA

TELY 

LIKELY 

New ways of 

communication and 

implementation and 

monitoring such as 

application of online 

platforms will be in 

place. 

First 

Project 

Board 

Project team, 

DoE and UNDP 
ONGOING 

3 POLITICAL 

Changes to the 

new 

government 

and assigned 

authorities and 

their 

unfamiliarity 

During the 

upcoming 6 

months 

3.MODERA

TE 

This will affect 

project 

implementation and 

delivery due to time-

consuming process 

of justification of 

3.MODERA

TELY 

LIKELY 

The project will 

prepare in advance 

documentation and 

progress reports of 

current achievements 

and planned activities 

with timelines, to 

In the 

coming 6 

months 

Project ONGOING 
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with the 

project. 

project for new 

authorities. 

enable and speed up 

the proper 

justifications. 

4 
OPERATIO

NAL 

Long time for 

getting 

approval from 

MFA for LVG 

(quick win) 

projects 

During 

project 

implementatio

n 

3.MODERA

TE 

Delay in signature 

of contracts and 

allocation of funds, 

leading to delay in 

major part of project 

delivery and grants 

scheme which 

constitute a major 

portion of budget 

(30%) 

3.MODERA

TELY 

LIKELY 

Negotiation with 

implementing partner, 

MFA and other 

national and local  

organizations to 

facilitate the process 

During 

project 

implementa

tion 

Project board, 

MFA and 

UNDP 

ONGOING 
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Part 6. PROGRESS FINANCIAL REPORT UPDATE 

 
The project had received USD 1,107,328.54 upon the signature of the agreement with the EU.  The 
project launch coincided with the start of the pandemic early 2020 and so the full team was on board 
with delay. The project only started full implementation process in 2021. The progress financial report 
is available as a separate document in Excel format; the following is the summary of the project’s 
financial status as of January 31, 2022.  
 

 
Progress Financial 
Report 

Total Expenses (USD) 
1/02/2020 – 31/01/2022 

Budget Actual Expenses Legal Commitments 
Combined (Actual 
expenses & Legal 

commitment) 

Total direct Cost 472,897.88 126,610.70 599,508.58 

Total indirect Costs 
(GMS) 

32,525.59 0.00 32,525.59 

Total eligible cost of 
the Action 

505,423.47 126,610.70 632,034.17 
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Part 7. PROJECT WORK PLAN FOR YEAR 3 
 

Project intended outputs 
Planned Activities: List all activities including M&E to be 
undertaken  

Planned Time Frame 

  
Q1 

  
Q2 

  
Q3 

  
Q4 

Output 1: 
Capacities, institutional 

arrangements, and coordination 
mechanisms among key 

stakeholders developed in the 
Hamoun wetlands 

          

1.2 Develop and implement capacity building plans based on 
the finding from activity 1.1 to ensure climate resilience 
interventions   

  
  
  
  
  

  
  
  
  
  

  
  
  
  
  

  
  
  
  
  

1.3 Organize local and transboundary events and initiatives 
such as joint technical working groups, cross-border markets 
and fairs, training and consultation workshop 

  
  

  
  

  
  

  
  

Subtotal of output 1 * 

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 

  
  
  

  
  
  

  
  
  

  
  
  

2.2 Support the implementation of the Action Plan on 
watershed management, water efficiency, wetland restoration, 
biodiversity conservation with special focus on climate change 
adaptation 
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2.3  Identify and implement mitigation measures to address the 
negative impact of dust storms/drought in the local community 

  
  
  
  
  

  
  
  
  
  

  
  
  
  
  

  
  
  
  
  

  Subtotal of output 2 * 

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 

  
  
  

  
  
  

  
  
  

  
  
  

3.2 Develop a participatory Local Economic Development 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. 

  
  
  
  
  
  

  
  
  
  
  
  

  
  
  
  
  
  

  
  
  
  
  
  

  
3.4 Joint action with UN agencies to ensure integral 

development of skills and entrepreneurship in the Hamoun 
wetland 

  
  
  

  
  
  

  
  
  

  
  
  



Sistan Project           

43 

3.5 Support climate-smart agriculture intervention with special 
focus on efficient water management 

  
  
  
  
  

  
  
  
  
  

  
  
  
  
  

  
  
  
  
  

Subtotal of output 3* 

  

4.1 Project reporting and evaluation systems to provide 
accurate and timely financial and narrative reports 

        

4.2 Project management arrangements ensure on-time delivery 
of project activities and timely financial and narrative reporting 

  
  
  
  
  
  
  
  

  
  
  
  
  
  
  
  

  
  
  
  
  
  
  
  

  
  
  
  
  
  
  
  

4.3 General expenses         

4.4 Visibility         
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APPENDIX 1: PROJECT PILOT SITES 
APPENDIX 2: UPDATED LOW-VALUE GRANTS (LVGs) OPERATIONAL GUIDELINES 
APPENDIX 3: APPROVED COMMUNICATION STRATEGY 
APPENDIX 4: COMMUNICATION AND VISIBILITY 
APPENDIX 5: LIST OF APPROVED QUICK WIN PROJECTS 
APPENDIX 6: RESULTS FRAMEWORK 
 
 
      

 
 

 

 


