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Part Ia Situation Analysis 

The project will help to ensure that the globally and nationally significant biodiversity of Syria is 
sustainably used by, and provides benefits to, current generations while being conserved for the 
benefit of future generations. A detailed description of the problem to be addressed is provided in 
Part 2.b.i of Section 2 of this document. The relevant outcome in the Country Programme is SAS: 
G3- SGNI - SASN2 institutional framework for environmental management & energy 
development. The national institutional and legal framework is described in Part 2.b (paras. 25-28) of 
Section 2. A description of lessons learned that have influenced project design is provided in Part 
2.g.i of Section 2. An independent review of the project design is provided in Annex 4 of Section 2. 

Part Ib Strategy 

Syria's approach to sustainable development while conserving biodiversity, and its national 
commitment to these goals, are described in Section 2, Table 1. UNDP's programme in support of 
these goals is described in Section 2, paragraph 98, while the specific activities undertaken through 
this project in support of policy development and strengthened national capacities are described in 
Section 2, paragraphs 83-85. 
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H.b Summary and Detailed Budgets 

This section presents summaries of the GEF and UNDP cash contributions as well as 
Government's in-kind contribution. 

i. GEF cash contribution (US$) 

Budget Description Amount 
line 
71200 International consultants 348,621 
71300 Local consultants 782,000 
71400 Contractual services - individuals 96,929 
71600 Travel 470,000 
72100 Contractual services - companies 1,285,900 
72200 Eiluipment 158,000 
74000 Miscellaneous 75,000 
74100 Professional services 75,400 

TOTAL 3,291,850 

ii. UNDP cash contribution (US$) 

Budget Description Amount 
line 
71200 International consultants 86,360 
71300 Local consultants 256,080 
71400 Contractual services - individuals 40,000 
71600 Travel 35,000 
72100 Contractual services - companies 521,047 
72200 Equipment 32,316 
74000 Miscellaneous 16,710 
74100 Professional services 12,487 

TOTAL 1,000,000 

iii. Government in-kind contribution 
Personnel 640,100 
Subcontracts 330,683 
Training 157,217 
Equipment 845,000 
Miscellaneous 434,000 
TOTAL 2,407,000 

Additional budgetary details are found in the following locations in the project document: 

• Annex 1.2 (see separate spreadsheet file) presents the project's Total Budget and 
Workplan as well as Annual Budgets and Workplans, which present financial details 
at the level of individual budget lines, organized by Activity Area and Outcome. 

• Annex 1.3 presents a further breakdown of the Government in-kind contribution. 
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• Part IIa. Presents the project's Strategic Results Framework, which presents the same 
infonnation on project inputs, though here grouped and summed within each Activity 
Area by input type (International consultants, Contractual services, etc.). 

• Annex 1.1 provides Terms of Reference for project staff, consultants, sub-contracts, etc. 
TORs for consultants and sub-contracts provide the item-level budgets, which can be 
useful in cases where individual sub-contracts (see TORs #17-19 and 22) are funded from 
more than one Activity Area. 

Part III. Management Arrangements 

IlIa Key national and international agenciei 

1. The major national and international agencies having roles in project implementation and 
oversight are identified below. 

i. THE EXECUTING AGENCY 

Ministry of Local Administration and Environment (MLAE): 

2. The responsibilities of the Ministry of Local Administration and Environment 
(MLAE) as the national executing agency will include: 

• Jointly selecting, in co-operation with UNDP, a National Project Director (NPD) who 
will be responsible, as Director of the Project Management Unit ( PMU) for overall 
project implementation; 

• Individually, from within its respective Ministry, The MLAE will select the National 
Project coordinator (NPC) ,who will be responsible for co-ordinating his respective 
Ministry'S participation in the project. 

• Planning for and monitoring the technical aspects of the project, including regular site 
visits and monitoring progress benchmarks and outputs, 

• Preparation and submission of periodic progress reports, and regular consultations with 
beneficiaries and contractors; 

• Procuring goods and services on a transparent and competitive basis, e.g., review and 
approval of TOR/specifications for personnel/contractors/vendors and required bidding 
documentation, and awarding and entering into contracts of recruitment or procurement; 

• Chairing the Project Steering Committee (PSC) and annual Tripartite Review (TPR) 
meetings; 

• Maintaining a separate project account for the accountability of project funds; 
• Ensuring advanced funds are used in accordance with agreed work-plans and project 

budget; 
• Preparing, authorizing and adjusting commitments and expenditures; ensuring timely 

disbursements, financial recording and reporting against budgets and work plans (in 
English); they will provide the Resident Representative with certified periodic financial 
statements, and with an annual audit of the financial statements relating to the status of 
UNDP (including GEF) funds according to the established procedures set out in the 

2 Project organizational structure is found in annex 1.7 
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Programming and Finance manuals. The Audit will be conducted by the legally 
recognized auditor of the Government. 

• Managing and maintaining budgets, including tracking commitments. expenditures and 
planned expenditures against budget and work plan (in English); 

• Mobilizing and coordinating the financing from UNDP/GEF and UNDP Syria with that 
from other sources, including from Government itself; 

• Maintaining productive, regular and professional communication with UNDP and other 
project stakeholders to ensure the smooth progress ofproject implementation; 

• Co-ordinating with all relevant local authorities at project demonstration sites; 
• Ensuring the full co-operation and participation of MAAR and MLAE offices and units 

at Governorate level and below. 

ii. THE NATIONAL IMPLEMNTING AGENCY 3 

The Ministry of Agriculture and Agrarian Reform (MAAR) 

3. The responsibilities of the Ministry of Agriculture and Agrarian Reform (MAAR) as the 
national implementing agency are indicated in detail in the letter of agreement between the 
MLAE & MAAR. In addition the MARR will 

• Individually, from within its respective Ministry, the MARR will select the National 
Project Focal Point (PFP) , who will be responsible for co-ordinating his respective 
Ministry's participation in the project. 

• Participate in the Project Steering Committee (PSC) and annual Tripartite Review 
(TPR) meetings; 

m. THE GEF IMPLEMENTING AGENCY: UNDP 
4. The United Nations Development Programme (UNDP) is the GEF implementing 
agency for the present project. This role gives UNDP a number of important responsibilities, 
which are outlined below according to the relevant UNDP office: 

• UNDP Country Office in Syria:4 UNDP Syria will maintain day-to-day oversight 
responsibility for project implementation and direct responsibility for fulfilling the duties 
and obligations of a GEF Implementing Agency. It will provide technical and 
administrative backstopping to the PCV to ensure results-oriented management and 
proper administration of funds. It will maintain project accounts, facilitate staff 
recruitment and procurement processes and monitor resource mobilization of baseline 
and co-finance as defined in the project brief and document. Financial transactions will 
be subject to annual audits undertaken by internationally certified auditors. 

UNDP Syria will oversee and verify the proper use of funds through: the "cash advance 
request"; quarterly workplans; quarterly financial reports; Combined Delivery Reports 
(andlor other reports generated from UNDP's project management software); budget 
revision approval; periodic visits to MEW and the PCV; regular communication with the 
NPD and project staff; site visits; and dialogue with project stakeholders. 

3 Agreement between MOLE & MAAR is attached herewith as a part ofthe project document 
4 See Annex 1.1.1, TOR #6 for a complete TOR for the UNDP Country Office in Syria. 
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UNDP Syria will participate in project work planning exercises, Project Steering 
Committee (PSC) meetings and monitoring missions. The office will introduce and 
sensitize project staff and consultants to UNDP work planning, adaptive management and 
financial reporting requirements, formats and processes, particularly during the Project 
Inception Phase (PIP). UNDP may provide additional assistance upon request by 
Government, through Letters of Agreement for Support Services (as per the UNDP 
Programming Manual). 

• UNDP-GEF Regional Co-ordination Unit (RCU), Beirut and UNDP/GEF Core Unit, 
New York: UNDP-GEF's Regional Co-ordination Unit (RCV) for Arab States, and in 
particular its Regional Co-ordinator for Biodiversity and International Waters, is 
responsible for project oversight, ensuring that the project maintains principles of 
incrementality while achieving global environmental benefits. The UNDP/GEF Regional 
Co-ordinator has an important role in monitoring project implementation and in ensuring 
that GEF funds are used in accordance with GEF eligibility rules, policies and norms. 
The Regional Co-ordinator will serve as a key link between UNDP Syria and the GEF, 
advising the former on the nature of UNDP's responsibilities as an officially designated 
GEF "Implementing Agency" and the appropriate means of fulfilling these. Finally, the 
UNDP/GEF Executive Coordinator in New York will report regularly on project delivery 
to the GEF Secretariat and GEF Council. 

IILb Project structures 

l. PROJECT MANAGEMENT UNIT ( PMui 

4. A Project Management Unit ( PMU) will be established in Damascus in the 
Directorate of Biodiversity and Protected Areas (Ministry of Local Administration and 
Environment). The PCU will be led by a National Project Director (NPD), who will be selected 
by a panel established for this purpose, with participation by the main project partners. Once 
selected, the NPD, with the technical and contract-issuing support of UNDP Syria and UNOPS, 
will recruit PCU staff members, including a Deputy NPD and several support staff. 

5. Small sub-offices of the PCU will be established within the relevant Forestry Department 
offices in Lattakia, Hama and Hassakeh ) Both the Damascus and site-based offices will need to 
have adequate facilities for meetings. 

6. PCU staff will be hired using standard hiring procedures, including a tral)sparent process 
of open advertisement and individual project contracts for all project-funded positions. The PCU 
will invite UNDP to utilize its networks and experience in recruiting international positions to 
ensure best available expertise is hired. 

ii. PROJECT STEERING COMMITTEES
6 

7. A Project Steering Committee (PSC) will meet on an annual basis with the role of 
overseeing project planning, implementation and performance. It will consist of national-level 
representatives from each of the main project partners and other key agencies, as well as a 

5 TOR for the PMU are found in Annex 1.1.1, TOR #2. 
6 TOR for the PSC are found in Annex 1.1.1, TOR #3. 
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representative from each ofthe Sub-Steering Committees (SSCs). The PSC will be responsible, 
inter alia, for adopting annual work programmes prepared by the PCU. It will monitor the 
project's implementation to ensure timely progress in attaining the desired results, and efficient 
coordination with other projects. 

8. The PSC will be chaired by the Minister of Local Administration and Environment and 
will consist of two members of MLAE and MAAR at the level of deputy ministers in addition to 
the projects governmental coordinator and focal point , Sub-steering Committee (SSC) 
chairpersons (3) and one member from each of the following organizations: 

• UNDP. 
• Commission of State Planning 
• Ministry of Tourism 

.• Farmers' Union 
• Women's Union 
• Ministry of Education 

9. The project will also have Sub-steering Committees (SSCs) at each project site.7 These 
will comprise representatives from the formal structures of government, other stakeholders in 
each site and at least one member of each Advisory Committee of Direct Resource Users (see 
below). The presence of village leaders within these sub-steering committees would be highly 
desirable. These committees will provide guidance to project activities, serve as one of the main 
vehicles for stakeholder input and review, and approve and monitor the annual workplan for each 
project site. Their manoeuvrability and degree of freedom will be limited by the boundaries given 
by the overall framework of activities defined by the project document and the Psc. 

lll. ADVISORY COMMITTEES OF DIRECT RESOURCE USERS
8 

10. As other experiences suggest, long-term resource use and biodiversity conservation have 
a better chance of success if genuine avenues are available for the participation of local 
stakeholders in the management of biodiversity resources. Consultations undertaken during the 
PDF-B stage strongly suggested that resource users whose livelihoods would be most directly 
affected by the GEF alternative need to have a formal structure for participation and a direct 
communication link with the local and international experts involved in the management of the 
project. This formal and direct participation is even more important when resource users appear 
particularly vulnerable, as has been observed in several project sites. 

11. Advisory Committees of Direct Resource Users will therefore be established to provide 
independent inputs into the definition, implementation and evaluation of project activities. As the 
name indicates, their role will be of an advisory nature and their recommendations will not be 
binding. However, their recommendations will constitute formal annexes of the project annual 
review and formal annexes to the minutes of the project sub-steering committee meetings. This 
should ensure that the opinions and interests of those most vulnerable enter the project's decision­
making process. 

IIfc Project staffing and technical support 

i. NATIONAL PROJECT DIRECTOR (NPD)9 

7 See Annex 1.1.1, TOR # 4. 
8 TOR for the Advisory Committee are found in Annex 1.1.2, TOR #5. 
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12. The National Project Director (NPD) will be responsible for day-to-day project 
management as head of the PCU. The NPD will ensure smooth implementation of the project in 
accordance with the project document and UNDP and GEF procedures. He/she shall liaise 
directly with designated officials of the PSC, existing and potential project donors, and others as 
deemed appropriate and necessary by the PSC or by the NPD himlherself. He/she shall be 
responsible for coordinating and overseeing the preparation and delivery of all substantive, 
managerial and financial reports from and on behalf of the project. The NPD will prepare an 
annual work plan on the basis of the project brief and project document, under the general 
supervision of the PSC and in close consultation and coordination with the NPC, NPFP and 
UNDP. 

ii. NATIONAL PROJECT COORDINATOR AND NATIONAL PROJECT FOCAL POINT (N PC& 
NPFP)lo 
13. As the project is being executed by MAAR and implemented by MLAE, it has been 
agreed to have the National Project Coordinator from MLAE (NPC) and the National 
Project Focal Point (NPFP) from MAAR. The NPC and the NPFP will be designated by 
MLAE and MAAR respectively and will be responsible for carrying out the directives of the PSC 
and for ensuring the proper implementation ofthe project on behalf of the Government. In doing 
so the NPC will oversee the management, reporting, accounting, monitoring and evaluation of the 
project and will ensure proper management and auditing of project resources. The NPFP will be 
responsible for ensuring the proper implementation of the components entrusted to the MAAR as 
per the LOA between the MLAE &MAAR .The NPC is accountable for the successful delivery of 
expected project outcomes, while the NPFP is accountable to the MAAR (which in turn is 
accountable for the MLAE) for the successful delivery of the project outcome as mentioned in the 
LOA. The NPC and The NPFP will work closely with the PCU and in particular the NPD. in 
assuring the above. 

111. PROJECT IMPLEMENT A TION AND MONITORING ADVISOR (PIMA)II 
14. The PCU will receive periodic support from an international Project Implementation 
and Monitoring Advisor (PIMA), who will carefully monitor and support the implementation of 
all project components. This expert will be considered as a member of the PCU, and thus will 
report directly to the NPD. S/he will undertake periodic visits to the PCU and to the project sites 
in order to review the progress of project implementation as compared with the defined baseline 
and with respect to the benchmark indicators highlighted in the Logical Framework Matrix 
(LFM).12 The PIMA will represent one way of introducing international best practices to the 
project sites. PIMA mission reports will follow an agreed format and will represent an important 
technical source for keeping the UNDP Syria desk officer and UNDP-GEF Regional Co-ordinator 
informed concerning developments in project implementation. Support from the PIMA will 
gradually decline over the course of project implementation, i.e., from four months in Year One 
to two months in Year Seven. 

iv. OTHERPCU STAFFI3 

15. Other PCU staff will include: 

9 TOR for the NPD are found in Annex 1.1.2, TOR #7. 
10 TOR for the NPC & NPFP are found in Annex 1.1.2, TOR #8& TOR # 81 
11 TOR for the PIMA are found in Annex 1.1.2, TOR #9. 
12 See Section 2, Annex 1. 
13 TOR for the DNPD are found in Annex 1.1.2, Annex 10. TORs for other PCU staff will be developed during the PIP 
in order to allow the NPD maximum input in the process of organizing the PCU. 
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• A Deputy National Project Director (DNPD), who will be based in Damascus and 
whose work will focus on national-level, systemic issues such as those being addressed 
under Outcome 1. However, s/he will also supervise the Site Managers (see below); 

• Three Site Managers, who will be site-based and will be responsible for implementation 
of all site-based activities, including both UNDP- and GEF-funded activities; 

• An Administrative Assistant; 
• A Contracts Assistant, and; 
• A Driver. 

IIld. Processes 

I. PROJECT INCEPTION PHASE
I4 

16. An initial cash advance will be made to undertake a Project Inception Phase (PIP), with 
the aim of staffing and establishing the PCU, building implementation capacity, preparing a 
detailed project workplan and undertaking a number of important preparatory tasks. 

II. PROJECT EVALUA nON AND MONITORING 

17. A draft Monitoring and Evaluation Plan has been developed as part of the present 
documentl5 and will be further refined during the PIP. 
18. In Addition to the Monitoring and Evaluation Plan project management will use the 
WBI WWF management effectiveness tracking tool16

• 

Part IV. Legal Context 

This Project Document shall be the instrument referred to as such in Article I of the Standard 
Basic Assistance Agreement between the Government of Syria and the United Nations 
Development Programme, signed by the parties on 1965. The host country implementing agency 
shall, for the purpose of the Standard Basic Assistance Agreement, refer to the government co­
operating agency descri bed in that Agreement. 

UNDP acts in this Project as Implementing Agency of the Global Environment Facility (GEF), 
and all rights and privileges pertaining to UNDP as per the terms of the SBAA shall be extended 
mutatis mutandis to GEF. 

The UNDP Resident Representative in Syria is authorized to effect in writing the following types 
of revision to this Project Document, provided that helshe has verified the agreement thereto by 
GEF Unit and is assured that the other signatories to the Project Document have no objection to 
the proposed changes: 

a) Revision of, or addition to, any of the annexes to the Project Document; 
b) Revisions which do not involve significant changes in the immediate objectives, outputs 

or activities of the project, but are caused by the rearrangement of the inputs already 
agreed to or by cost increases due to inflation; 

14 TOR for the PIP are found in Annex 1.1, TOR # 1. 
IS 'I11e Monitoring and Evaluation Plan is found in Annex 1.5. 
16 The WBI WWF Management Tracking Tool form is found in annex 1.6 
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ANNEX 1.1 TERMS OF REFERENCE 

1.1.1 Terms of Reference for Project Management - Processes and Structures 

The Project Inception Phase (PIP) is an opportunity for project stakeholders to become 
acquainted with the project - its agreed strategy, expected outputs and outcomes, risks, etc. It is 
also an opportunity to finalise any outstanding implementation details and present them to UNDP, 
MAAR and MLAE for clearance and then the Project Steering Committee (PSC) for approval. 
The PIP also brings new momentum to the project after the relatively quiet period during the 
project approval process. 

UNDP Country office will receive an initial cash advance for the PIP upon submission of the 
standard Cash Advance Request form for the costs of the deliverables listed below. No additional 
workplan will be required. 

Overview 

The National Project Director (NPD) is expected to meet with all stakeholders during the 
Inception Phase. This may be a mix of individual appointments and group meetings and/or 
workshops. In the spirit of cooperation underpinning this project, all parties should be invited to 
participate and contribute to the PIP. 

The PIP should include formal and informal training for the Project Team by MAAR and MLAE. 
This should cover an introduction to the ministries, their procedures and arrangements, as well as 
a sharing of project-specific knowledge from existing MAAR and MLAE initiatives. 

The NPD and the rest of the Project Team should also receive training from UNDP. This will 
include an overview ofUNDP rules and procedures from UNDP-Syria, introduction to the office, 
as well as a briefing on GEF matters from the UNDP-GEF Regional Coordinator. 

Once installed in hislher position, the NPD will lead the PIP - with assistance from the Project 
Implementation and Monitoring Advisor (PIMA) and in consultation with the NPC and The 
NPFP and should refer to all previous project comments, including those of the ST AP Roster 
Expert, GEF Secretariat, UNDP-GEF, and GEF Council members. UNDP will provide copies of 
all relevant documentation. 

The PIP is expected to last approximately 3-4 months. Monthly updates of progress should be 
provided to the UNDP Resident Representative through meetings at the UNDP office. More 
regular and informal contact should be maintained through the responsible UNDP Program 
Officer. 

An Inception Workshop should be held during Month 3 of the Inception Phase. The NPD and 
PIMA will be responsible for developing the agenda for this workshop, while the NPD and 
additional PCU members will help to organize it. This workshop will be an opportunity for all 
stakeholders to meet within a common forum. Local site-level representatives will need to be 
chosen in a participatory manner to attend this workshop and the follow-up meeting of the 
Project Steering Committee (pSC). 
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The NPD and the PIMA will be jointly responsible for preparation of an Inception Report. The 
draft Inception Report should be shared with UNDP, MLAE and MAAR ( the Executing and the 
Implementing agency )as soon as it is available and before being circulated to other stakeholders 
following the Inception Workshop. The agreed draft Inception Report should then be circulated 
for comments to all stakeholders before a revised final draft Inception Report is sent to PSC 
members. 

The first meeting of the PSC should mark the conclusion of the PIP. The meeting is expected to 
endorse the contents of the Inception Report and address any remaining institutional issues which 
may be standing in the way of full project implementation. Preparatory meetings between 
MAAR, MLAE and UNDP should be held well in advance of the PSC in order to reach 
agreement on key issues before seeking PSC approval. This will also be an opportunity to clarify 
UNDP's role in annual workplan reviews, measurement of progress indicators and impact 
indicators, Tripartite Reviews (TPRs) and annual work planning exercises. 

Workplan I Checklist 

Table 1 below presents a roughly chronological workplan for the period following the approval 
of the present project document, as marked by the signature of the GEF Executive Secretary. 

Inception phase 

The expected output of the Inception Phase is an Inception Report. The Report is the 
responsibility of the NPD, with direct support from the PIMA and the project team and co­
operation from all project stakeholders. The Inception Report should include the following: 

1. Detailed andfinal project institutional arrangements 
• Final level of representation and individual membership of the PSC and confirmation of 

willingness to participate (written confirmations annexed to report). 
• Draft rules of procedure for the PSC (description of how developed and annex draft rules) 
• Draft procedures for establishment and operation of Sub-Steering Committees (SSCs) 
• A project organizational chart (donors, government, MAAR, MLAE, project bodies, 

project staff, contractors), including reporting lines 
• An assessment of Government institutional capacities to undertake project execution, and 

review of capacity building components of project document. 

2. Describe the roles, responsibilities and capacities of project team members, particularly 
vis-a-vis project outcomes 

• Final TORs for PCU staff (following review by NPD, clearance by UNDP and NPD) 
• Clarified roles and responsibilities of all participants (PIMA, PCU, MAAR, MLAE, 

UNDP, Local Government, etc.) 
• Identified links and coordination between project positions and activities 
• Link each project position to the workplan and delivery of project outcomes 
• Strengthen links to project stakeholders (particularly national and local government, as 

well as local communities) 
• Describe training provided in required UNDP reporting and project management 

requirements, as well as general GEF expectations. 
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T bill a e : f Ph ncepllon ase ec IS Ch kr t 
~,qdi~f Activity Ret~et, -/ 

month ••. ." 

1 Cash advance provided to UNDP Syria to cover 
costs of inception phase 

1 Official nomination of of National Project MLAE,MAAR 
Coordinator NPC and National Project Focal Point 
NPFP by MLAE and MAAR 

1 selection and recruitment of National Project UNDP Syria (provides 
Director (NPD) contract), in cooperation with 

MLAE, MAAR will 
participate 

2 Preparation of office equipment and vehicle NPD, UNDP Syria 
procurement specifications 

2 Selection and recruitment of remaining PCU staff NPD (recommends), MLAE 
members (clear), UNDP Syria (clears 

and provides contract) 
2 Installation of project team within Damascus MAAR,MLAE 

offices 
2 Review the capacity ofMLAE, MAAR and the UNDP (including UNDP-

PCU to provide project implementation services Syria's Management Support 
and day-to-day project management Unit and UNDP/GEF's RCU 

3 First mission of PIMA UNDP to provide contract 
3 Training ofPCU, MLAE and MAAR staff in UNDP 

UNDP processes and procedures 
3 Organization of National Inception Workshop PCU (organizes), UNDP, 

MLAE & MAAR (support as 
necessary), UNDP-RC 
(attends) 

3 First meeting of the pse (immediately following peu (co-ordinate), MLAE, 
Inception Workshop), thereafter on semi-annual MAAR 
basis 

4 First meetings of Sub-Steering Committees PCU (co-ordinate), MLAE, 
MAAR 

4 Preparation of draft and final Inception Reports PCU 

3. Planning and preparation for Year 1 of the project 
• A detailed workplan for the first year of implementation. 
• A project budget revision if necessary. 
• Detailed and finalised TORs for all sub-contracts to be issued during Year 1 in-line with 

the information provided in the Project Document. 
• A Project Operations Manual (in English and Arabic) and description of training 

provided 
• Status update on all sources of co-financing (based on detailed discussions with relevant 

project managers, etc.). To include latest activities, planning, links with GEF project, etc 

4. An Adaptive Managementframeworkfor the implementation of the project 
• Annual work planning process, linked to the rolling workplans. Should include the setting 

of yearly targets/milestones that are understood by all stakeholders 
• Clear process for monitoring workplan implementation 
• Links to project outcome indicators (impact indicators), progress indicators and the 

Logical Framework 
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• Identify significant Project Risks (possible barriers to successful project implementation 
and identified externalities that may reduce project effectiveness). Prepare a detailed risk 
management strategy for project implementation 

• Review the project's Monitoring Plan and expand if necessary. Ensure there are 
measurable indicators of impact at the Output, Purpose and Goal levels of the LogFrame. 
Ensure baseline data are in place for all indicators. Review the progress indicators set out 
in the LogFrame and improve as necessary. 
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The main office of the Project Management Unit (PMU) will be established in Damascus. Sub­
offices will be located at each project site to provide office space for project staff and consultants 
while in the field. Both the Damascus and site offices will also need to have adequate facilities for 
meetings. 

The PCU will ensure that project implementation proceeds smoothly through well-written work­
. plans and carefully designed administrative arrangements that meet UNDP's requirements. 

The Project Co-ordination Unit will be comprised of: 

1. National Project Director (NPD) (see below, TOR #6) 
2. Project Implementation and Monitoring Advisor (PIMA) (see below, TOR #7) 
3. Site Managers (SMs) (see below, TOR #8) 
4. Administrative Assistant 
5. Contracts Assistant 
6. Driver 

The responsibilities of the PCU and its sub-offices, in association with the implementing 
agencies, will include the following: 

• to manage day-to-day implementation of the project, coordinating project activities in 
accordance with the rules and procedures of UNDP/GEF and based on the general guidance 
provided by the Project Steering Committee (PSC); 

• to provide overall project co-ordination, while acting as an independent and unbiased 
guarantor of co-operation and information exchange; 

• to convene quarterly Project Implementation Meetings (PIMs), in Damascus and at project 
sites, involving project governmental coordinators, national project managers and site 
managers, in order to review progress in implementing project workplans; 

• to ensure, together with UNDP, that specified tasks are outsourced to suitable national and 
international consultants and/or sub-contractors through competitive bidding processes. PCU 
responsibilities in this regard include development of bidding documents and terms of 
reference; 

• to organize project-level meetings and workshops, e.g., inception workshop, Project Steering 
Committee (PSC) meetings, etc.; 

• to work closely with UNDP Syria in organising and providing technical and logistic support 
and coordination to all missions and assignments by international and national consultants; 

• to develop, in co-operation with MAAR and MLAE as appropriate, details of equipment 
procurement, and; 

• to prepare overall project reporting. 
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The Project Steering Committee (pSC) will provide overall guidance and support to project 
implementation activities. The Government of Syria and UNDP will establish the PSC upon 
signature of the project document. Participating institutions (see below) will nominate 
representatives to the PSC in writing during the Inception Phase. Each PSC member must be 
sufficiently senior so that the individual has sufficient authority to make decisions on behalf of 
the institution or agency that slhe represents. 

The first meeting of the PSC will take place towards the end of the Inception Phase, or 
approximately four months following project signature. By this time, staff of the Project 
Management Unit ( PMU) will have been recruited, and the first Annual Workplan (see 
below) will have been prepared by them, together with draft Rules of Procedure for PSC 
meetings. Annual PSC Meetings, each two days in duration, will continue being held thereafter. 
Six PSC meetings are planned during the life of the project. 

The membership of the PSC will consist of one representative from each of the following 
institutions: 

1. Ministry of Local Administration and Environment 
2. Ministry of Agriculture and Agrarian Reform 
3. United Nations Development Programme 
4. State Planning Commission 
5. Ministry of tourism 
6. Ministry of education 
7. Ministry of education 
8. Heads of sub regional steering committees 
9. Women's Union ( representatives of each site) 
10. Farmer's Union ( representatives of each site) 
11. others might be defined later 

The National Project Director (NPD) supported by the Project Implementation and 
Monitoring Advisor (PIMA) and other PCU staff, will act as Secretary to the PSC. At least two 
weeks prior to each PSC meeting (with the exception of the first meeting), the NPD will be 
responsible to disseminate a written Annual Report to all PSC members. This report will detail 
the activities and achievements of the project during the preceding year and compare these with 
the goals set out during that year's annual workplan. The Annual Report will highlight both 
achievements as well as difficulties encountered and will analyze the reasons for success / failure. 

The NPD will likewise present an Annual Workplan prior to the PSC meeting. This workplan 
will represent an elaboration and detailing of the activities described in the project brief and 
project document for the coming year. 

In cases where the workplan proposes a deviation from the general course outlined in these 
documents, it should present clear justification for such changes, as well as reference to further 
documentation, i.e., Quarterly and Annual Reports, etc., supporting the proposed changes. These 
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practices are designed to ensure that the work undertaken by the project team follows the overall 
course laid out in the project brief and project document, while also allowing for flexibility and 
adaptation to unexpected conditions and changes. 

The specific tasks to be achieved during each Annual PSC Meeting include the following: 

• to adopt Rules of Procedure (at its first meeting); 
• to review and assess the progress of the Project and its components - particularly with respect 

to its Logical Framework Matrix (LFM) and associated Process and Impact Indicators -
as highlighted in the Annual Report; 

• to provide policy guidance and decisions to the NPD and the peu team; 
• to review and approve the Annual Workplan (including updated budgets ofthe Project and its 

activities) and the preceding year's Annual Report, and; 
• to ensure mainstreaming of project activities and outcomes into Government plans, policies 

and actions. 

Although the PSC will have decision-making power as well as advisory functions, it will not have 
the authority to alter the project goal, outcomes or Activity Areas. However, the PSC may alter 
specific project activities and/or implementation arrangements, including arrangements for sub­
contracts (ensuring due process is followed), if there is clear and consistent evidence against 
project output indicators (based on progress reports and adaptive management outputs) that the 
project activities are failing to deliver project outputs, or the sub-contracts are failing to meet 
their obligations under their Terms of Reference. 

In addition to participating in the Annual PSC Meetings, each pse member will have the 
following year-round responsibilities with respect to the project: 

• to champion the progress of project activities within the PSC member's institution / 
government department; 

• to provide strategic direction on the workplan; 
• to support the cross-sectoral approach of the project by creating mechanisms for interaction 

with NGOs and other stakeholders; 
• to continue to seek additional funding to support the outputs and activities of the project 

beyond the lifespan of GEF funding, and; 
• to disseminate lessons learned and encourage replication of best practices among the pse 

member's institutiOn/government department and relevant constituents. 
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The project will have Sub-steering Committees (SSCs) at each project site. These will comprise 
representatives from the formal structures of government, other stakeholders in each site and at 
least one member of each Advisory Committee of Direct Resource Users (see below). The 
presence of village leaders within these sUb-steering committees would be highly desirable. These 
committees will provide guidance to project activities, serve as one of the main vehicles for 
stakeholder input and review, and approve and monitor the annual workplan for each project site. 
Their manoeuvrability and degree of freedom will be limited by the boundaries given by the 
overall framework of activities defined by the project document and the PSC. 
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As other experiences suggest, long-term resource use and biodiversity conservation have a better 
chance of success if genuine avenues are available for the participation of local stakeholders in 
the management of biodiversity resources. Consultations undertaken during the PDF-B stage 
strongly suggested that resource users whose livelihoods would be most directly affected by the 
GEF alternative need to have a formal structure for participation and a direct communication link 
with the local and international experts involved in the management of the project. This formal 
and direct participation is even more important when resource users appear particularly 
vulnerable, as has been observed in several project sites. 

Advisory Committees of Direct Resource Users will therefore be established to provide 
independent inputs into the definition, implementation and evaluation of project activities. As the 
name indicates, their role would be of an advisory nature and their recommendations would not 
be binding. However, their recommendations would constitute formal annexes of the project 
annual review and formal annexes to the minutes of the project sub-steering committee meetings. 
This should ensure that the opinions and interests of those most vulnerable enter the project's 
decision-making process. 

Representative from farmers' and herders' associations are good candidates for the above 
committees. Other likely members include representatives from groups engaged in educational or 
social/organizational activities such as the party youth groups (Shabibah) and the womens' 
union. Their role can be of particular importance where raising public awareness is an issue both 
within the stakeholder community and among the general public as a whole. 

Certain key stakeholders from within the community should also be considered as candidates. 
Often, the latter group is not organized by means of association or other similar structures. The 
project will have to undertake an effort either to foster the creation of associations or help the 
group in selecting candidates that fully represent their interests in the project's decision-making 
process. The committees might also include representatives from the tourism sector since tourism 
is expected to play an important role in presenting alternative sustainable means of livelihood. 

The objective of having the Advisory Committees and the Sub-Steering Committees acting 
simultaneously is two-fold. The first objective is to ensure the participation of stakeholders in the 
formal project decision-making process (mainly done through the Sub-steering committees). The 
sub-steering committees are endowed with formal tools to influence the design and 
implementation of project activities. The second objective is to provide a backup channel 
("advisory committees of direct resource users") that can ensure that the interests of most 
vulnerable groups are not diluted whenever sub-steering committees comprise relatively big 
numbers of participants or present significant power asymmetries. Together, these structures are 
aimed at ensuring that project management units have access to inputs from all relevant 
stakeholders, that stakeholders have the tools to participate in project activities, and that the most 
vulnerable groups are heard and not disproportionately affected by any alternative. 
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Under its agreement with the Global Environment Facility, UNDP (and Executing Agency/ies) 
provide a core set of services for each UNDP/GEF project. The following TOR describes these 
services, which are to be carried out in accordance with UNDP's and the respective executing 
agency's operational policies and procedures. This includes UNDP applying its standard due 
diligence requirements related to financial, economic, legal, environmental, social, and technical 
aspects. 

Project Approval and Start-up 

• Prepare legal and other documentation for approval by IA approval authority. 
• Assist project proponent to establish project management structure in country. 
• Assist project management agency to draft TORs and select experts for implementation. 
• Facilitate project management agency with project start-up workshop. 

Outputs: 
=> Project Document for Signature by Country. 
=> Project Initiation Report. 

Implementation SupervisioniManagement Oversight 

Day-to-day implementation support 

Recruitment o/Consultants (International and National) 
• Assist in conducting search for suitable candidates (advertisement, website, rosters) 
• Assist in preparing TORs and be involved in interviewing candidates 
• Assist in issuing contract (when necessary) 
• Authorize salary/consultancy fee/missions 
• Supervise consultant's work, review and approve outputs 

Sub-Contracts 
• Assist in identifying suitable subcontractors (advertisement, website, rosters) 
• Assist in preparing/finalizing TORs and evaluating bids 
• Assist in issuing contracts (when necessary) 
• Supervise sub-contractors' work, ensuring inputs as per contract TORs 
• Ensure payments are made accordingly and that milestones are met 
• Provide critical review of sub-contractors performance 

Project Co-ordination/cross-project learning 

• Monthly meetings with project implementing agency to ensure smooth project 
implementation 

• Participate in Steering Committee meeting to ensure smooth project implementation 
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• Participate in Technical Committee meeting to ensure smooth project implementation 
• Keeping clear communications and taking necessary interventions to ensure co­

ordination between different co-financiers in implementing and completing project 
activities 

• Facilitate cross-sectoral work of the project by lending UNDP's support to these activities 
and this goal. 

• Encourage and enable cross-project learning among the project and lJ'NDP"s other 
projects; 

• Lend UNDP's support to and take part in project round tables and workshops 
• Maintain contacts with other environmental and development projects supported by 

various donors and cultivate cooperative ties with this project. 
• Strengthen project's relationships with the private sector by lending UNDP's support, 

prestige to project efforts in this regard. 

Training/Workshop 

• Making appropriate arrangements for the logistical and technical support of the training 
and workshop activities 

Awareness 

• Disseminate relevant information to host/other countries in the region through UNDP 
COs 

• Share project best practices with other UNDP offices with project interest on energy 
portfolio 

• Share training materials from training workshops for other similar workshops organized 
by the UNDP CO 

• Disseminating information through website created under the project 
• Create links between this project and other GEF projects, and linking up national and 

international scientific communities that are addressing similar issues 
• Working with media and journalists to publicize project activities. 

Equipment/Office premises: 
• Review & approve specifications 
• Identify suppliers of goods and services 
• Assist in evaluating contract and awarding contract (when necessary) 
• Undertake Customs clearance 
• Assist with procurement of services (furniture in setting-up office, telephone etc.) 
• Authorize budgets for rent and payment. 

Project implementation supervision 
• Participate in every steering committee meeting 
• Mount at least one supervision mission per year, including briefing operational focal points 

on project progress. 
• Provide technical guidance, as necessary, for project implementation. 
• Field Visits: Ensuring visits to the project at its site at least once a year; preparing and 

circulating reports no later than two weeks after the end of the visit. 
• Provide technical backstopping when needed and play and ongoing trouble shooting role 
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• Ensure any project document revisions are done properly and in-line with GEF requirements 
by consulting UNDP-GEF colleagues. 

• Review, edit, respond to project reports 
• Conduct policy negotiations when required. 

Financial Management and Accountability 

• Make direct payments and ensure flow of funds for project activities; 
• Pay advances to the Executing Agency and review financial reports. 
• Training of staff of implementing agency on financial disbursement and reporting 
• Oversee financial monitoring, record keeping, and reporting. 
• Make budget revisions in cooperation with Executing Agency . 

• :. 1 st. revision within two months of the signing of the project document to reflect the actual 
starting date and to enable the preparation of a realistic plan for the provision of inputs 
for the first full year . 

• :. Annual revision approved by 10 June of each year to reflect the final expenditures for the 
preceding year and to enable the preparation of a realistic plan for the provision of inputs 
for the current year. 

• Ensure annual audits of NEX projects are completed and the audited financial statements 
together with the audit report reach UNDP headquarters (Office of Audit and Performance 
Review) no later than 30th April. 

• Continue ongoing fundraising efforts for the project's LTFM. 

Reporting, Monitoring, Evaluation 

Technical Reporting 

• Prepare annual project implementation reports for submission to GEFME 
• Monitor the implementation of the workplan and timetable 
• Ensure progress reports are prepared and submitted timely 
• Ensure Annual Programme Report (APR) are prepared and submitted to UNDP CO 
• Ensure their annual preparation of APRs & their completion by the due date, two weeks 

before the TPR to UNDP-GEF. 
• Prepare and participate in Project Implementation Reviews (PIR) and ensure their preparation 

submission by the due date. 

Monitoring and Evaluation 

• Undertake project monitoring/site visits 
• Organize TPR meeting, participate and ensure that decisions are taken on important issues. 
• Contribute to preparation of TPR reports 
• Ensure the development of clear guidelines for assessing project progress and impact, for 

improving monitoring, and for identifying lessons learned and including them in the 
following years' workplans 

• Undertake mid-term review, including possible project restructuring. Send copy to GEFME 
• Prepare and finalize TOR for evaluation (mid-term and final evaluation) 
• Make appropriate logistical and technical arrangements for the evaluation team and mission. 

COMPLETION 

• Prepare Project Completion Report/Terminal Evaluation, and submit the report to GEFME . 
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• Operational completion activities. Determining when the project is operationally complete 
and advising all interested parties accordingly. 

• Prepare project closing documents 
• Ensure projects are financially completed no more than 12 months after operational 

completion by ensuring the final budget revision is promptly prepared and approved. 

Ouymt 
:=) Mid-term Review Report 
:=) Annual Project Implementation Reports 
:=) Independent evaluation reports 
:=) Project Completionfferminal Evaluation Report 
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1.1.2 Terms of Reference for Project Staff 

The National Project Director (NPD) will be responsible for day-to-day project management as 
head of the Project Management Unit (PMU). The NPD will ensure smooth implementation of 
the project in accordance with the project document and UNDP and GEF procedures. He/she 
shall liase directly with designated officials of the Project Steering Committee (PSC) , existing 
and potential project donors, and others as deemed appropriate and necessary by the PSC or by 
the NPD himlherself. 

He/she shall be responsible for coordinating and overseeing the preparation and delivery of all 
substantive, managerial and financial reports from and on behalf of the project. He/she will 
supervise all project staff in the PCD as well as the project budget. The NPD will prepare an 
annual work plan on the basis of the project document, under the general supervision of the PSC 
and in close consultation and coordination with the NPD and UNDP. 

Overall duties 

The NPD will have the following responsibilities: 

1. Ensure smooth implementation of the project in accordance with the project document 
and UNDP's procedures. 

2. Supervise all project staff in the PCD as well as the project budget. Certify attendance 
sheets, and oversee the establishment and operation of a project personnel performance 
assessment scheme. 

3. Work with project staff members and consultants to help each one utilize a practical and 
simple method for helping to determine the impact of project activities - of training 
activities, workshops and the process of developing new laws and policies. 

4. Coordinate, monitor and be responsible to the PSC for implementation of the Work Plan; 
5. Ensure consistency and integration among the various program elements and related 

activities provided or funded by various sources (GEF, Government and UNDP); 
6. Work with UNDP Damascus to prepare Terms of Reference for consultants and 

contractors; 
7. Foster and establish links with other relevant GEF programs and, where appropriate, with 

other relevant regional programs; 
8. Provide technical input to project activities where appropriate; 
9. Be an ex-officio member of the PSC and be responsible for the preparation, organization, 

and follow-up necessary to the effective conduct of PSC business; 
10. Submit quarterly reports of relevant project progress and problems to the PSC; 
11. Organize round-table discussions on project successes and failures, as per the workplan 
12. Encourage an atmosphere of adaptive management in the project office, where people 

focus on meaningful results "on the ground", rather than simply the spending of funds or 
reports. 

13. Oversee an effective ongoing project monitoring program and development of a process 
whereby the project assesses best practices as it gains experience. 

14. Collaborate with UNDP to ensure that specified project tasks are outsourced to suitable 
consultants and/or organizations. 
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Specific roles related to implementation of project Activity Areas 

A key role of the NPD, and ofthe PCU as a whole, will be to supervise and co-ordinate the inputs 
of various national and international consultants. However, it will not be possible to rely on short­
term consultants to undertake all substantive project activities. It will therefore be essential for the 
NPD, the Deputy National Project Director (DNPD) and the Site Managers (SMs), as full time 
technical staff, to have strong technical backgrounds and to utilize these backgrounds in 
contributing actively to project outputs. 

Qualifications 
• graduate degree in biodiversity conservation, project management, or some directly 

related field (e.g. wildlife and fisheries management, natural resource management, 
natural resource economics, etc.); 

• extensive experience in fields related to the assignment; 
• at least five years experience as a senior project manager. 
• excellent inter-personal, communication and negotiating skills; 
• familiarity with the goals and procedures of international organizations strongly 

preferred, in particular those of the GEF and its partners (UNDP, the World Bank, major 
NGOs, and potential additional donors); 

• good English-language writing skills; 
• previous work experience in the region on issues directly related to the project; 
• ability and willingness to travel, and; 
• demonstrated skills in office computer use - word processing, spreadsheets. 

Duty stations 
The NPD will be based at the project office in Damascus. However, s/he will make frequent visits 
to the project sites. 
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The National Project Coordinator (NPC) is ultimately responsible and accountable to 
UNDP for project implementation on behalf of his respective Ministry (MLAE). He will act as 
focal point and responsible party for project implementation and will ensure that all Government 
inputs committed to the project are available in a timely manner. He will also act as approving 
authority for staff appointments and selection of international consultants. In principle all 
decisions have to be consulted and agreed on with the national project coordinator; however, 
MAAR will have primary responsibility for activities identified in the letter of agreement 
between MLAE & MAAR. 

The (NPC) is state employee and is entrusted with overall guidance and coordination of the 
project implementation. It is an unpaid position covered by the Government as an in-kind 
contribution to the project. The (NPC) is accountable to Government and to UNDP for 
production of the project outputs, appropriate use of the project resources provided by GEF and 
UNDP, and coordination of the UNDP/GEF project with other programmes and projects 
implemented in Syria in the area of protected area management. 

Tasks 

In particular the (NPC) will: 

• approve project work plans, budget revisions and if necessary project revisions; 
• participate in the project PSC; 
• be responsible for coordination of project activities with other involved governmental and 

non-governmental organizations; 
• ensure that national legislation, rules and procedures are fully met in the course of the 

project implementation; 
• approve terms of references, selection of project staff and reports produced by the PCU 

and the key experts/contractors; 
• approve/certify project monitoring reports (APRs), audit reports and evaluation reports; 
• facilitate liaison and cooperation with the central Government authorities in the course of 

the project implementation; 
• liaise with MAAR and project partners as required, on a regular basis, to build an 

effective partnership for the successful delivery of expected project outcomes, and; 
• ensure that there is a clear and unambiguous decision-making process for project 

implementation so that project activities are planned well in advance and necessary 
resources are available. 

The work of the (NPC) will be supported by the NPD and the rest of the PCU as well as by the 
UNDP office in Damascus. 
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The National Project Focal Point (NPFP) is ultimately responsible and accountable to 
MLAE for project implementation on behalf of his respective Ministry (MAAR). He will 
act as focal point and responsible party for project implementation of the relevant 
activities (as indicated in the LOA between MLAE & MAAR) and will ensure that all 
inputs by the MAAR committed to the project are available in a timely manner. He will 
also participate in the panel meeting to select national & international consultants ( within 
the framework of activities implemented by MAAR as stipulated by the LOA & 
participate in the appointment of MAAR staff . 

The NPFP) is state employee and is entrusted with overall guidance and coordination of the 
implementation of the project components entrusted to the MAAR as stipulated in the LOA. It is 
unpaid position covered by the Government as an in-kind contribution to the project. The NPFP) 
is accountable to Government and to MLAE for production of the project outputs, appropriate use 
ofthe project resources provided by GEF and UNDP, and coordination of the UNDP/GEF project 
with other programmes and projects implemented in Syria in the area of protected area 
management. 

Tasks 

In particular the (NPFP) will: 

• contribute to the preparation of the project work plans, budget revisions and if necessary 
project revisions with regard to the relevant activities implemented by MAAR; 

• participate in the project PSC; 
• ensure that national legislation, rules and procedures are fully met in the course of the 

project implementation; 
• approve terms of references, selection of project staff and reports produced by the PCU 

and the key experts/contractors with regard to the relevant activities implemented by 
MAAR; 

• provide inputs to the project monitoring reports (APRs), audit reports and evaluation 
reports namely, with regard to the activities implemented by MAAR; 

• liaise with MLAE , and project partners as required, on a regular basis, to build an 
effective partnership for the successful delivery of expected project outcomes, and; 

• ensure that there is a clear and unambiguous decision-making process for project 
implementation so that project activities are planned well in advance and necessary 
resources are available ( According to the letter of agreement) . 

• provide quarterly progress reports 
The work of the NPFP) will be supported by the NPD and the rest of the PCU as well as by the 
UNDP office in Damascus. 
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I. Background 
The Project Implementation and Monitoring Advisor (PIMA) will represent the primary 
source of international technical support for project implementation. The PIMA will monitor and 
support the implementation of all project components, primarily by means of annual visits to 
Damascus and to the project site. This in-country support will be supplemented by periodic 
home-based support, which will include responding to technical queries, commenting on 
technical reports, etc. Despite hislher part-time status, the PIMA will be considered as a member 
of the Project Management Unit ( PMU), and as such will work closely with the National 
Project Manager (NPD). 

II. Timing, duration and duty stations 
The PIMA will be recruited by the project on a retainer basis for a pre-determined number of 
months annually.17 A total of 13 months support over the life of the project is envisaged. The 
majority of support will be provided during annual missions, timed to coincide with major project 
monitoring events, such as the annual meeting of the Project Steering Committee (PSC). This 
will be supplemented by ad-hoc, home-based support. The schedule of support will be as follows: 

It is expected that approximately 60% of the time spent in country will be spent at the project 
demonstration sites, with the remaining 40% spent in Damascus. 

III. Description of work responsibilities 
Overall, the PIMA will have the following general responsibilities: 

1. To ensure that the project maintains strategic direction during implementation and that it 
becomes an active member of a learning network of GEF projects. 

2. To sharpen the project's focus on quality outputs, and to emphasize a learning and adaptive 
approach to project management and implementation. 

3. To introduce international best practices to project managers by serving as a conduit for 
ongoing UNDP/GEF best practice input to project implementation, monitoring and 
evaluation. This will include - working in co-operation with UNDP-GEF's Regional Co­
ordination Unit (RCV) in Beirut - the development of linkages between the project and 

17 It would be useful to engage the PIMA for an initial3-year period, in order to ensure consistency, i.e., so that a new 
PIMA does not need to be identified and/or recruited each year. 
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other UNDP/GEF projects implemented in the Middle East, as well as in other parts of the 
world. 

During annual missions to Syria, the PIMA will have the following specific responsibilities: 

4. To liase with MLAE, MAAR, the PCU and UNDP in order to identify, and find solutions to, 
problems and challenges facing project implementation; 

5. To review the progress of project implementation as compared with the defined baseline and 
with respect to benchmark indicators highlighted in the Logical Framework Matrix (LFM) 
(see Section 2 and Section 1, Annex 1.3). 

6. To facilitate a learning and adaptive approach to project management and implementation by 
asking questions of key project personnel, including: "What are we learning and how are we 
incorporating it into our project implementation process?" and "Are we meeting our 
indicators of success?" 

7. To lead an annual project management and evaluation exercise. 
8. Upon request of the NPD, to revise, update, and/or prepare detailed Terms of Reference for 

positions as they come up for hire during project implementation; 
9. To support the development and dissemination of a lessons learned/best practices handbook 

derived from the project. 

Ad-hoc home-based support will include the following: 

10. Providing technical comments on draft sub-contract and consultancy reports produced under 
the project. 

11. Responding to technical queries from project partners. 
12. Within constraints imposed by communications systems, participate in twice-annual 

teleconferences / videoconferences with key Syria-based project partners. 
13. Other support as requested by the NPD, within the constraints imposed by the availability of 

working days. 

IV. Qualifications 
~ Ability to work in the English language 
~ Detailed knowledge of project design and implementation arrangements and experience with 

key stakeholders; 
~ At least five years of experience with UNDP and GEF project development and 

implementation; 
~ Proven experience in successfully working with adaptive management/monitoring & best 

practice assessment; 
~ Well developed leadership, inter-personal, communication and negotiating skills, as well as a 

proven ability to work effectively in groups; 
~ Previous work experience in the Middle East; 
~ Post-graduate university education. 
~ Reliability, initiative, thoroughness and attention to detail. 
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I. Background 

The Deputy National Project Director (DNPD) will support the National Project Director 
(NPD) in ensuring day-to-day project management. The DNPD will help to ensure smooth 
implementation of the project in accordance with the project document and UNDP and GEF 
procedures. He/she shall support the NPD in coordinating and overseeing the preparation and 
delivery of all substantive, managerial and financial reports from and on behalf of the project. 

II. Description of work responsibilities 

The DNPD will assist the NPD in implementing the following responsibilities: 

l. Ensure smooth implementation of the project in accordance with the project document and 
UNDP's procedures. 

2. At the request of the NPD, assume the latter's responsibilities / authority (signature authority, 
etc.), as Acting NPD, during the NPD's absence from the PCU due to travel, illness, annual 
leave, etc. 

3. Supervise all project staff in the PCU as well as the project budget. Certify attendance sheets, 
and oversee the establishment and operation of a project personnel performance assessment 
scheme. 

4. Work with project staff members and consultants to help each one utilize a practical and 
simple method for helping to determine the impact of project activities - of training activities, 
workshops and the process of developing new laws and policies. 

5. Coordinate, monitor and be responsible to the PSC for implementation of the Work Plan; 
6. Ensure consistency and integration among the various program elements and related activities 

provided or funded by various sources (GEF, Government and UNDP); 
7. Work with UNDP Damascus to prepare Terms of Reference for consultants and contractors; 
8. Foster and establish links with other relevant GEF programs and, where appropriate, with 

other relevant regional programs; 
9. Provide technical input to project activities where appropriate; 
to. Be an ex-officio member of the PSC and be responsible for the preparation, organization, and 

follow-up necessary to the effective conduct of PSC bu~iness; 
11. Submit quarterly reports of relevant project progress and problems to the PSC; 
12. Organize round-table discussions on project successes and failures, as per the workplan 
13. Encourage an atmosphere of adaptive management in the project office, where people focus 

on meaningful results "on the ground", rather than simply the spending of funds or reports. 
14. Oversee an effective ongoing project monitoring program and development of a process 

whereby the project assesses best practices as it gains experience. 
15. Collaborate with UNDP to ensure that specified project tasks are outsourced to suitable 

consultants and/or organizations. 
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III. Specific roles related to implementation of project Activity Areas 

A key role of the DNPD, and of the PCU as a whole, will be to supervise and co-ordinate the 
inputs of various national and international consultants. However, it will not be possible to rely 
on short-term consultants to undertake all substantive project activities. It will therefore be 
essential for the DNPD, along with the National Project Director (NPD) and the Site Managers 
(SMs), as full time technical staff, to have strong technical backgrounds and to utilize these 
backgrounds in contributing actively to project outputs. 

In the case of the DNPD, both his/her supervisory role vis-a-vis consultants and experts, as well 
as the relevant area for substantive contributions, will be Outcome 1 - Policies and institutional 
systems allow for the wise selection and effective operation of protected areas to conserve 
globally significant biodiversity. He/she will therefore have direct operational responsibility for 
achieving this outcome, using a combination of his/her own inputs and those of the various 
experts and consultants making contributions under this outcome. 

IV. Timing, duration and duty stations 

The DNPD will be given an annual contract and will be based at the project office in Damascus. 
However, s/he will make periodic visits to the project sites. 

V. Qualifications 

• graduate degree in biodiversity conservation, project management, or some directly 
related field (e.g. wildlife and fisheries management, natural resource management, 
natural resource economics, etc.); 

• solid experience in fields related to the assignment; 
• at least three years experience as a project manager. 
• excellent inter-personal, communication and negotiating skills; 
• good English-language writing skills; 
• previous work experience in the region on issues directly related to the project; 
• ability and willingness to travel, and; 
• demonstrated skills in office computer use - word processing, spreadsheets. 
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I. Background 
The present project has a variety of socio-economic elements that are important to ensuring the 
project's success. In particular, various possible micro-projects for reducing pressures on 
demonstration site resources have been highlighted in background studies conducted under the 
PDF_B.IS The project will conduct cost-benefit and environmental impact analyses of these 
interventions prior to funding any of them. A micro-credit programme will be developed to 
provide seed funding for some of these small projects, and will be made available to all members 
of the community, making sure there is equitable access by women, different ethnic groups, 
sedentary vs. mobile populations, etc. 

II. Description of work responsibilities 
The Socio-economic specialist (SES) will be closely involved with all project components with 
significant socio-economic aspects. Hislher specific responsibilities will include the following: 

• Oversee implementation of the micro-enterprise development and financing component of the 
project: Activity Area 3.3, "Alternative livelihood activities and opportunities are identified 
and made available to local communities where required." This will involve working closely 
with one or more sub-contractors engaged to implement these activities (see TOR #23). 

• Overall support to implementation of socio-economic aspects of the project, particularly 
activities taking place under AA 3.1 and 3.2. 

• Support assessment of socio-economic impacts as measured through project indicators. 
• Work closely with other project staff and consultants involved in implementation of relevant 

activities. These include in particular: 
~ the international specialist in micro-enterprise development & credit (see TOR #14), 
~ Site Managers (see TOR #12), 
~ Government-supported staff and consultants. 

• Make regular-roughly quarterly-visits to the each of the project sites. These visits should 
be followed by reports on project implementation at the sites and recommended actions 
(adjustments to work plans, etc.) 

• Liaise with consultants preparing the site management plans (see TOR #13) to ensure that 
socio-economic issues are fully covered. 

III. Timing, duration and duty stations 
The SES will be based in Damascus for the duration of the project. He/she will make periodic 
visits to the project sites. 

IV. Qualifications 
• An advanced degree in a field of direct relevance to the present assignment, e.g., economics, 

sociology, anthropology, etc. 
• At least five years of professional experience in a relevant field, 
• Excellent communication skills in English and Arabic. 

18 See Section II, Project brief. 
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I. Background 
An important part of the project consists of work being undertaken at demonstration sites. This 
includes both activities aimed at demonstrating techniques of protected area management (see 
Outcome 2 of the project brief), as well as support designed to demonstrate the sustainable use of 
natural resources in and around protected areas (see Outcome 3 of the project brief). This site­
based work, which will be funded from three different sources (GEF, Government and UNDP) 
will need to be carefully managed and co-ordinated. For this reason, the Project Management 
Unit (PMU), which will be based in Damascus, will out-post one Site Manager (SM) to each of 
the project sites. The SMs will be based within local offices of the Forestry Department. 

II. Description of work responsibilities 
Each SM will be responsible to co-ordinate and contribute to all project activities taking place at 
the demonstration site to which s/he has been assigned. This will include visits by project staff, 
sub-contractors and consultants to the project sites. In addition, upon the request of the National 
Project Director (NPD) or Deputy National Project Director (DNPD), s/he may periodically 
be requested to contribute to work at other demonstration sites, in particular in cases where 
his/her own expertise" or the experience at his/her 'home site' may be of direct relevance to 
problems confronting work at these other sites. 

SMs will maintain close contact with the NPD and the DNPD - the latter their direct supervisor­
and will be expected to produce regular reports on progress at their respective sites. They will 
also make regular-roughly quarterly-visits to the PCU for meetings with their colleagues. 

IlL Timing, duration and duty stations 
The SM position is designed to rotate among the project sites. Thus, each of the three SMs will 
spent a period of approximately two years at a demonstration site before moving to a new site. 
By the end of the project, each SM should have spent roughly equal periods of time at each 
project site. This procedure will ensure cross-fertilization among site-based work as well as 
helping to avoid overly entrenched relationships with project beneticiaries. 

IV. Qualifications 
It is important that the three SMs selected should possess a combination of skills in project 
management and biodiversity and protected area management. If possible, the three SMs should 
have rather complementary skills, so that each may take the lead within given thematic areas, 
while also providing support to his/her colleagues at remaining project sites. 

During the first two-three years of the project, the SMs may receive additional training as 
necessary in areas relevant to their responsibilities. This may include brief study tours, visits to 
other GEF projects in the region, etc. 
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1.1.3 Terms of Reference for International Consultants 

I. Background 
In addition to strengthened human resources and enhanced data and information flows, improved 
management at demonstration sites will require effective systems for integrated management 
planning. Site managers will need support in order to develop medium-term plans for their sites, 
encompassing biodiversity conservation and remediation goals, and practical strategies for 
achieving these. 

This process will begin with a review and assessment of current management practices and 
planning at project sites, including policies of restoration using heavy vehicles, afforestation, etc., 
to assess the suitability and impacts on biodiversity of these measures. This will be followed by 
development of 5-year management plans for each site, to include issues such as threat removal, 
sustainable use protocols, development of functional zoning schemes, revisions to job profiles 
and management structures, proposals for pilot ecological rehabilitation measures and investment 
plans. It will be important to ensure the consultation and participation of a broad range of 
stakeholders within this planning process. 

Additional activities beyond those identified in the project brief, including infrastructure 
investments, will be formulated and implemented under the auspices of these management plans. 
The management plans will also stipulate areas for sustainable use. The management plans will 
develop appropriate mechanisms for equitable sharing of benefits with local communities in the 
event that tourism revenues increase. Finally, the plans will stipulate procedures regarding their 
own periodic updating. 

Management plan activities will be designed with the close co-operation and participation of local 
communities surrounding the project sites. Wherever possible, these communities will also 
participate in implementation of the management plans, thereby benefiting from enhanced 
employment opportunities during the period of project implementation. 

In preparing the management plan, the consultants will be able to count upon GEF funding for 
implementation of management plan activities (see TOR #23). In addition, Government co­
financing will be available for management plan implementation. These funds have not yet been 
distributed among the three project sites. 

Thus, priority activities should be designed based on the above-described financing envelope. 
Additional activities may also be proposed within the management plan and put forward to 
Government and donors for possible leveraged co-financing. 

The management plan will be prepared by a team of four consultants - three nationals and one 
international, the latter the subject of the present TOR. Its development will include a series of 
consultations with local stakeholders. 
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