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Background

1. The Adaptation Fund Board (the Board) during its intersessional period between thirty-third
and thirty-fourth meeting of the Board, approved a four-year project titled “Integration of Climate
Change Adaptation Measures in the Concerted Management of the WAP Transboundary
Complex: ADAPT-WAP” submitted by the Sahara and Sahel Observatory (OSS) for a requested
amount of US$ 11,536,200 (decision B.33-34/25).

2. The project aims to strengthen the resilience of ecosystems and improve populations’
livelihoods affected by climate change within the WAP Complex, through the establishment of a
Multi-Risk Early Warning System (MREWS) and the implementation of concrete adaptation
measures. This is enabled through the implementation of a suite of interventions that focus on:
(i) The integration of climate change aspects into the management of the WAP Complex; (ii)
Designing and implementing a MREWS (drought, floods, and fires); (iii) Improving the resilience
of ecosystems and the livelihoods of population and users through the implementation of concrete
adaptation actions; and (iv) Awareness, communication and capacity building for a concerted,
integrated and sustainable management of the WAP Complex.

3. As mandated by the decision, an agreement was prepared and signed between the Board
and OSS in October 2019 of the date and the project started implementation on 21 April 2020.
As of the date of issuance of this document, a total amount of US$ 9,255,450 had been disbursed
to the project by the Trustee, corresponding to eighty per cent of the project funding. The project
started its implementation on 21 April 2020, and two project performance reports (PPR) have
been received and cleared by the secretariat.

4. On 2 February 2024, the secretariat received a request from OSS (Annex I) for the
provision of direct project services (DPS) to the project’s executing entities (EES). This request
was supported by letters of endorsement from the Designated Authorities (DA) of Benin (Annex
II), Burkina Faso (Annex lll), and a support letter from the EE from Niger, informing that the
Department of Water and Forest, had requested support in the provision DPS (Annex V). This
letter in lieu of the endorsement letter from the DA of Niger, can be accepted as an exceptional
circumstance, due to the volatile political situation in Niger, as communicated by OSS to the
secretariat.

5. The request for DPS provision when the project is under implementation, is described in
the Operational Policies and Guidelines (OPG) Annex 7, that reports “In cases where a request
for DPS is submitted to the secretariat for a project/programme that has been already been
approved by the Board, which is only possible on an exceptional basis, the IEs shall submit all
the relevant justification for the DPS explaining how the costs were established, along with a
letter from the Designated Authority of the Adaptation Fund for the country(ies) of the
project/programme endorsing the DPS”.

6. The execution services proposed to be devolved to OSS relate to procurement processes.
The rationale for the request of DPS provision, is due to the lengthy and slow procurement
processes, particularly in Burkina Faso and Benin.

7. The Implementing Entity (IE) confirms that there will be no need for budget reallocation
associated with the requested DPS, which will be covered by the IE fee. Any additional cost that
will arise from the provision of such services will be covered by OSS with its own resources and
will not be charged to the project. OSS does not foresee any budget realignment to carry out
these functions.
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8. As part of these documents, OSS submitted also the first request for a regular eighteen-
month no-cost extension of the project completion date, from 20 April 2024 to 20 October 2025.
As outlined in the Adaptation Fund Policy for Project/Programme Delays (AFB/B.34-35/6), an
implementing entity may request an extension beyond the original project completion date up to
18 months for a concrete adaptation project/programme if: (i) no additional funds are required;
(ii) the project/programme’s originally approved scope will not change; and (iii) the entity provides
reasons and justifications for the extension. The DA must be notified of an extension request.

9. The reasons for this request, as outlined in the memo shared by OSS (Annex V), are
multifaceted and relate to the following factors: delays related to changes in the institutional
arrangement in Benin; delays in procurement; delays related to termination of a service contract;
delays related to the insecurity in the WAP complex and peripheral areas; delays due to
recruitment and assignment of project supporting staff; and political instability in Burkina Faso
and Niger where coup d’états halted the implementation of project activities.

Secretariat’s review of the request

7. Following a review of the request, the secretariat finds that the request from OSS to provide
DPS to the executing entities in Benin, Burkina Faso and Niger, is justified and will ensure timely
delivery of project activities and utilization of funds, in line with the Adaptation Fund Palicies.
Additionally, the secretariat finds that the request for an eighteenth-month no-cost extension of
the project completion’s date is justified, in view of the reasons advanced by OSS. As evidenced
by the memo provided by the IE, it is noted that this request would allow sufficient time for the
project to compensate for accumulated delays due to the reasons afore mentioned, and to ensure
the fulfillment of the project outcomes.

8. Finally, the secretariat acknowledges that these requests have been endorsed by the Das
and are supported by the EEs, in accordance with provisions set forth in the OPG Annex 7 and
the Policy for Project/Program Delays.

Recommendation

9. The Board may consider and decide to approve the provision by OSS of a no-additional-
cost direct project services and the request for an eighteenth-month no-cost extension of the
project’'s completion date from 20 April 2024 to 20 October 2025, for the project “Integration of
Climate Change Adaptation Measures in the Concerted Management of the WAP Transboundary
Complex: ADAPT-WAP” implemented by OSS.

Annex

1. Request for the provision of Direct Project Services by OSS;

2. Letter of endorsement by the Designated Authority of Benin for the DPS request;

3. Letter of endorsement by the Designated Authority of Burkina Faso for the DPS request;
4. Support letter by the Executing Entity of Niger for the DPS request;

5. Letter from OSS requesting a no-cost extension of the project’s completion date.
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Annex 1. Request for the provision of Direct Project Services by OSS

OBSERVATOIRE
DU SAHARA
ET DU SAHEL

n°37/sel24 Tunis, February 2", 2024
Adaptation Fund Board Secretariat
MSN-P-P-400
1818 H Street NW
Washington DC 30433 — USA

Subject: AF regional project ID AF 00000111: “Integration of climate change adaptation measures in the concerted management
of the WAP transboundary complex: ADAPT-WAP” in Benin, Burkina Faso and Niger: Request for approval of Direct Project
Services.

Dear Adaptation Fund Board Secretariat,

Reference is made to the regional Adaptation Fund project titled “Integration of climate change adaptation measures in the
concerted management of the WAP transboundary complex: ADAPT-WAP” executed by The National Centre of
Management of Fauna Reserves (CENAGREF) in Benin, the National Office of Protected Areas(OFINAP) in Burkina Faso
and the General Directorate of Water and Forests (DGEF) in Niger, and implemented by OSS as Regional Accredited Entity
which is also hosting the Project Regional Executing Entity.

After three years of implementation, the project's effectiveness rate is rather low, given the poor performance assessed
during the mid-term evaluation, hence the request for the No-cost Extension to catch up on the recorded delays and achieve
the project's objectives. One of the main reasons delaying project implementation are the lengthy and slow procurement
processes, particularly in Burkina Faso and Benin. During OSS supervision missions, this issue was regularly raised by the
national project management units in the three countries, who expressed the need to be supported by the Implementing
Entity in handling specific procurement processes according to its own procedures.

Following discussions with the Executing Entities (EEs) and after agreeing we are requesting your approval for Direct Project
Services. To note that the EEs will prepare the terms of reference and specifications for the activities to be carried out, and
will formally request OSS to take charge of the process until contracting with the selected consultants or service providers
and their payment on their behalf.

It should be noted that the services which will be provided by OSS will be covered by project management fees and that will
not generate costs on budget components / activities. Any additional cost that will arise from the provision of such services
will be covered by OSS with its own resources and will not be charged to the project. OSS does not foresee any budget
realignment to carry out these functions.

| would like to thank you for your support and will be looking forward the AFB decision.

Yours faithfully,

Nabil BEN KHATRA

Esecutive S rretary

Boulevard du Leader Yasser Arafat, BP 31, 1080 Tunis, Tunisie - Tél. : (216) 71 206 633 - Fax : (216) 71
206 636 E-mail : boc@oss.org.tn - URL : www.0ss-online.org


http://www.oss-online.org/
http://www.oss-online.org/
http://www.oss-online.org/
http://www.oss-online.org/
http://www.oss-online.org/
http://www.oss-online.org/
http://www.oss-online.org/
http://www.oss-online.org/

AFB/B.42-43/3
Annex 2. Letter of endorsement by the Designhated Authority of Benin for the DPS request

MINISTERE DU CADRE DE VIE
may, L7 DES TRANSPORTS
} . N CHARGE DA DEVELOPPEMENT OURABLE
N :
REPUBLIQUE DU BENIN rtoilias
January 28, 2024

N* [ 5 IDGECIMCVTISD

Letter of Endorsement by Government

To.  The Adaptation Fund Board
clo Adaptation Fund Board Secrelarist
Email; i
Fax 202 522 324005

Subject: Support to the request of Direct Preject Services: Regional Praject “Integration
of climate change adaptation measwres in the concerted management of
the WARP transboundary complex (Benin, Burkina Faso and Niger)™.

The above matter refers

In my capacity as designated authority for the Adaptaion Fund in Berin, | endorse the request by
the National Centre of Management of Fauna Reserves (CENAGREF), for the Sahara and Sahel
Observatory (OSS) 10 provide Drect Project Services (DPS) beyond ifs role as a Regional
Implemanting Emtty

We are strongly convinced that in order 1o effectvely execule project activies and aveld potential
delays, CENAGREF Benin needs to rely on OSS for specific recrutment and procurement
processes, using OSS guideines and procedures, including contracting and payment on behalf of
the Executing Entity

Wae would like to thark you for your support and lock forward to fruitfid collaboration in the
implementation of this project. ’ ;

Yours sincerely,

sRINEY SANIN

Adaption Fund Focal Point ¢
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Annex 3. Letter of endorsement by the Designated Authority of Burkina Faso for the DPS

request
BURKINA FASO
Unité-Progrés-Justice
Ministére de I'Economie, des Finances e} de la Prospective
Direction Générale de lo Coopération
¥
i
ADAPTATION FUND

Leter of Endorsement by Govemment
Quagodougou. 26" Januory, 2024

To: Adoptation Fund Board

C/o Adaptation Fund Boord Secretarial

Emal: Secretarait® Adoptation-Fund.org

Fax: 202 522 324075

Sutject: Suppar! 1o the request of Direct Project Services: Regional Project Integration

of climaote change adoplalion measwres in the concerfed management of the WAP

fransboundary complex [Benin, 8uwrking Fase and Niger)'",

The abave motter refers.

n my capacily as designated authority for the Adaplation Fund in Burkina Faso, | endorse

the request by the Notional Cffice of Protected Areas [OFINAF), for the Schore ond Sahel

Observatory [O8S) to pravide Direct Project Services (DPS] beyond its rofe s a Regional

Implementing Entity.

We gre strongly convinced that in order to effechively execute project activities ond

ovoid polenticl delays, OFINAP Burking Foso needs fo rely on OSS for specific recrutment

and precurernent processes, using OSS guidelnes ond procedures, including confractng

ond payment on bahall of the Execufing Entity.

We would like fo thank you for your supparet and lock forword to #uittul collaberation in

the implemaentation of this project.

Sincerely,

Mr. Inoussa OUIMINGA

Adaptation Fund National Designated Authority
Directour Général de la Coopération

03 BP 7067 Quagadougeu 03

Tel: +226 70 41 99 41

Email: jouiminga@yahoo. fr
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Annex 4. Support letter by the Executing Entity of Niger for the DPS request

REPUBLIQUE DU NIGER
Fratemitd-Travail Progris 2 3 N 024

PRARHSTHIS Niamay, le
CONSEIL NATIONAL POUR LA SAUVEGARDE
DE LA PATRIE

MINISTERE DE L'HYDRAULIQUE, DE
L'ASSAINISSEMENT ET DE L'ENVIRONNEMENT

DIRECTION GENERALE DES EAUX
ET FORETS LE DIRECTEUR GENERAL
f Chef de corps

. 3
w00 00 /DGEF/DFCIAP a

Monsleur Nabil BEN KHATRA
Secréaire Exécutif de '0SS

Tunis
Réf : Accord du don N*0VADAPT-WAP-NIGER/Z0
Obiet . Dernance dappui en matiére de passation de marchés
Monsieur e Secrétare Exécul!

Permattez-mol tout d'abord, de vous adressar mes plus vifs remerciements pour
l'accompagnement fourni par volre crganisation dans le cadre de la mise en aauvre du projet
régonal « Intégration des meswes dadaptabon au changement clmatque dans la gestion
concertée du complaxe transfrantaber W-Ardy-Pandjan (Adapt-Wap) » au Bénin, Burkina Faso et
Niger.

Camme vous le savaz, dapuss le lancement régional du projet en avnl 2020, l'exécution des
actités au Nigar 8 connu un grand retard du fait d'une mullitude de dfficulés, notamment d'ordre
sanitaire, sdcuritaire et nstitutionnel. Le processus national de passation de marchés s'avers I'une
das principales contraimes qui affectent la bonne mise en aeuvre du projet

Face & cette siuation, nous sollcitons votre appul én tant QUENtILE Régonale de Misa
CEuvre, afin que vous puissaz assumar, conformémeant & vos procédures intemes, la gestion des
processus de passation de marchas relatfs & des aclivads spéchiques gue nous enlifierons en
fonction de nos besons. Cela englobera non seulemant la sdlaction des prastataires, mas
egalement la contractualaation et &a gastion des paements asscaés

En cptant pour cetie approche, nous antiopons e accdlration des procddures, une
améioration de fefficacité opérationnalie, ainsi qu'une réduction des retards qus ont jusau'a présent
entravé e rythme d'exécution du projet

Tout en vous réditérant notre engagemant & cauvrer & atieinte das objactife du projet, je
vous peie d'agreer Monsieur le Sacrélare Exdcutif, l'axprassion de Wbﬂmm

BNVW‘ o
\

~MHAE..............1 &tcor
- DFCIAP .1 pour suivi
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Annex 5: Letter from OSS requesting a no-cost extension of the project’s completion date.

REQUEST FOR EXTENSION OF CONCRETE ADAPTATION PROJECT/PRORAMME

OBSERVATOIRE
DU SAHARA
ET DU SAHEL

REQUEST FOR EXTENSION OF CONCRETE ADAPTATION PROJECT/PROGRAMME

Request for extension of project/programme completion date
Implementing Entity Name: Sahara and Sahel Observatory (OSS)
AF Project/programme ID: AF00000111

Project/programme Title: Integration of climate change adaptation measures in the concerted
management of the WAP transboundary complex: ADAPT-WAP

Countries: Benin, Burkina Faso and Niger

Project/Programme | 7/15/19
Approval (date)
Expected 04/20/2024 Proposed Revised| 10/20/2025
Project/programme Completion (date):
Completion (date)

Reasons/justifications for the extension of project/programme completion:

The "Integration of climate change adaptation measures in the concerted management of the WAP
transboundary complex: ADAPT-WAP" is considered to be the first regional climate change project
for the largest and most important continuum of unharmed transboundary ecosystems in the West
African savannah belt. The project was designed to be aligned with the sustainable development
and climate change adaptation priorities of the three countries. It is in perfect harmony with Block
W's transboundary planning and management plan, as well as national and regional policies,
strategies and priorities in terms of sustainable development and adaptation to climate change.

It is a project dedicated on the one hand to building the capacities of stakeholders in strategies for
adapting to climate change impacts and integrating the adaptation dimension into development
plans at various levels, and on the other hand to enhance the resilience of the WAP complex
ecosystems and most vulnerable local communities through concrete adaptation measures to
better cope with the adverse effects of climate change within a regional vision.

After three years of implementation, the project's effectiveness rate is rather low, given the poor
performance assessed during the mid-term evaluation, hence the need for additional time to catch
up on the recorded delays and achieve the project's objectives.

The regional inception workshop was held on April 21, 2020, under special conditions coinciding
with the start of the COVID-19 pandemic. This situation did not allow the regional project
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management unit to travel to the countries, resulting in delays in setting up the national project
teams and training them in implementation procedures and project management aspects. This
unprecedented situation posed problems that affected the initial set-up of the project and hampered
the timely deployment of the necessary resources and the establishment of the best conditions for
starting implementation according to the initial plan.

Also, many difficulties were encountered, particularly by Benin and Burkina Faso’ Project
Management Units, in drawing up, finalizing and satisfying the conditions for entry into force
specified in the funding agreements and the releasing of the first disbursements.

In addition to the above-mentioned reasons, many other challenges were faced during
implementation, delaying or postponing certain key activities. The main key points are highlighted
below:

1. Delays related to changes in the institutional arrangement in Benin:

The effective start-up of the project in Benin was hampered by the new institutional arrangement
for the Pendjari and W/Benin parks. Indeed, during the Due Diligence mission conducted in
January 2020, OSS was informed of the new management and concession procedures set out in
the delegated management contract signed between the government of Benin and the African
Parks Network (APN). This new arrangement required some adjustments and adaptations in the
drafting of working documents such as the procurement plan, annual work plan and budget, etc.,
for the full execution of project activities. This was agreed through a time-consuming consultation
process. In addition, after starting the implementation of this agreement, CENAGREF and APN
(African Parks Network) encountered some difficulties, mainly due to APN's internal management
procedures. This has not helped to reduce the delays already experienced.

2. Delays in procurement:

Bureaucracy and slow procurement procedures in Burkina Faso are among the major constraints,
causing important delays which can't be easily addressed. For example, the process of recruiting
the consulting firm to carry out the studies on transhumance corridors, water points and grazing
areas, which was launched in May 2021, had taken more than one year to be completed. Same
challenges are also being experienced by Benin and Niger Executing Entities.

3. Delays related to termination of a service contract:

The Regional Executing Entity was constrained to terminate the contract with the group of
consulting firms assigned to design and implement the MR-EWS, due to the inability of the
contractor to provide deliverables that meet the requirements of the ToRs and with the required
quality. This was led to a very negative impact on the project's progress and disbursement. New
measures were taken to relaunch the implementation of MR-EWS with the strategic involvement
of the AGRHYMET Regional Center, but this would need additional more time to achieve it with
all related activities.

4. Delays related to the insecurity in the WAP complex and peripheral areas:

The security situation in the project intervention area got worse during the second and the third
year of the project implementation. The entire area of the WAP complex has become inaccessible
due to the presence of armed terrorist groups and therefore no activities could be carried out inside
the area. In addition, some peripheral zones in the 3 countries started presenting high security
risks, obliging some villages to move to other safe regions. This situation has delayed and
hindered the implementation of many activities.

5. Delays due to recruitment and assignment of project supporting staff:
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The three countries have experienced delays in hiring or assigning project supporting staff.
Moreover, in Benin and Burkina Faso, recruited staff left the project which took more time to be
changed through new hiring processes.

6. Weak project team’s capacity and changes

In Burkina Faso, we noted a weak capacity in terms of technical and management skills (poor
quality of supervision, reporting and management). Furthermore, the national project coordinator
who is the General Director of the Executing Entity, has other duties and thus is not fully dedicated
to manage and coordinate the project and the team. This affected the efficiency of the activities’
execution in the country.

In Benin, the project national coordinator, has left for other duties and this has also caused
additional delay to replace him and for the new one to take over the tasks and understand the
project philosophy.

7. Political Instability:

During its implementation the ADAPT-WAP project has experienced major challenges related to
political instability where in Burkina Faso a “Coup d’Etat” has occurred two times and consequently
has halted the activities also at the central level. To note also, during this precedent year Niger
was experiencing the same challenges related to Political volatile systems and a “Coup d’Etat”.

Recommendation of the mid-term evaluation

The project mid-term evaluation conducted underlined also the delays occurred to the project due
to the above-mentioned reasons and therefore recommended to extend the project duration for
24 months. This will allow to compensate the delayed project start and achieve all the planned
outputs to reach the project outcomes.

With regard to the above, the implementing entity, OSS, would like to request a no-cost project
extension of 18 months. This will allow to:

e Compensate for accumulated delays encountered due to different challenges and
constraints faced in the project start and implementation,

o Ensure fulfillment of the project outputs and outcomes for enhanced sustainability.

Implementing Entity certification

This request has been prepared in accordance with Adaptation Fund policies and procedures,
has been agreed by participating executing entities, and the designated authorities (DA) of the
three countries has been notified.
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Mr. Nabil BEN KHATRA, Executive Secretary of the Sahara and Sahel Observatory (OSS) as

the Project contact person.

Date: January 26, 2024

Tel.: 4216 71 206 633 Email; boc@o0ss.org.tn




