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Executive Summary

Summary table of the project

Integrated and Environmentally Sound Management of Polychlorinated
Biphenyls (PCBs) in Ecuador”
GEF Project Financial At the time of | At the time of
|dentification 4741 Resources the approval | completion
(USD million) | (USD million)
GEF Agency GEF Funding
Project ID 87582 2.000.000 2.000.000
Country: Ecuador IA'y EA own:
Region: Latlp America and The | Government: 1083.105
Caribbean
Focal area: Persistent Organic Other
Pollutants (POPs) 8310844
Operatlorlal oP4 Total Cofinancing: 9.393,949
Program:
Implementing Ministry if the Environment | Total Project
Agency: (MAE, in its Spanish Expenditure: 11.393.949
acronym)
Other partners | Ministry of Electricity and PRODOC signature (Project start
involved: Renewable Energy date):
(MEER, in its Spanish January 2014
acronym)
Closing date Budget: Real:
(Operational): 31/10/2017 May 2018
Project description:

The objective of this project is to promote the sound management of PCB contaminated oil, equipment,
sites, and wastes in Ecuador, according to the Basel and Stockholm Convention. The project aims to
reduce the obstacles to achieve a good PCB management through the following components: 1)
Institutional Capacity strengthening for sound and environmentally friendly management of PCBs; 2)
Environmentally Sound Management (ESM) of PCBs; and 3) Environmentally sound storage and disposal
of PCBs waste. The project is expected to generate significant benefits for the Global and Local

Environment.

Evaluation rating table

Project performance rating

Criteria

| Rating

| Comments

1.Monitoring and Evaluation: Very satisfactory (VS), Satisfactory (S), Somewhat satisfactory (SS), Somewhat
unsatisfactory (SU), Unsatisfactory (U), Very Unsatisfactory (VU)

Overall quality of M&E S
M&E design at the beginning of the project SS
Implementation of the M&E plan S

2. Implementation of 1A y EA: Very satisfactory (VS), Satisfactory (S), Somewhat satisfactory (SS), Somewhat
unsatisfactory (SU), Unsatisfactory (U), Very Unsatisfactory (VU)




Overall quality of the application and implementation of the | S
project

Executing agency performance VS
Implementation agency performance S

3. Outcome Evaluation: Very satisfactory (VS), Satisfactory (S), Somewhat satisfactory (SS), Somewhat
unsatisfactory (SU), Unsatisfactory (U), Very Unsatisfactory (VU)

Overall quality of the outcomes of the project S

Relevance: relevant (R) or not relevant (NR) R

Effectiveness S

Efficiency S

4. Sustainability: Likely (L), Somewhat Likely (SL), Somewhat Unlikely (SU), Unlikely (U).
Overall probability of sustainability risks L

Financial Resources SU

Socio-economic SL

Institutional and governance framework L

Environmental L

Impact: Significant (s), Minimum (M), Insignificant (1)

Improvement of environmental status Based on the trend noted

Environmental stress reduction Based on the trend noted

Progress towards tension change of the state

DO W

Overall results of the project The project achieved satisfactory

results

Summary of conclusions, recommendations and lessons

In conclusion, the overall result of the Project is satisfactory. The two main results with impact in the
medium term, which are the regulations established and the trend institutionalization towards the sound
management of PCBs in electricity companies, have been achieved; In addition, the global cofounding
was higher by 11% from the committed percentage in the Project Document, as a result of this
institutionalization. This is supported because all the outcomes were obtained in a satisfactory manner,
such as the issuance of regulations for PCB management (Ministerial Agreement 146 and the National
PCB Management Plan), the start of its implementation in companies in the electric sector, the training of
a number of people far superior to that established in the Prodoc and the production of technical guides,
with the exception of the tons of PCBs eliminated, with respect to what is established in the Project
Document.

The foregoing could also represent an opportunity for the development of an extension and consolidation
of the outcomes, through a search for international financial support for this, relying on what has been
accomplished so far.

Regarding the monitoring and evaluation (at the design and M&E phases) of projects such as the one
evaluated here, the recommendation is to establish clearer goals and carefully defined in their scope, in
order to avoid expectations that are difficult to comply with (as in this case the eliminated tons or the
complete inventory, or in its case, the "feasibility" of elimination)

In order to be able to reinforce, but mainly extend the benefits achieved so far, it is recommended to
strengthen the monitoring of compliance with Ministerial Agreement 146 and the National Management
Plan by the electricity companies; elaborate, even if it is an estimate, a real feasibility study of destruction
of existing PCBs in the country, to be contextualize by 2028 the resources required for this and the most



appropriate technical channels and maintain the critical mass of personnel trained within the project, so
that their knowledge and experience permeate even more within the MAE and the MEER.

Recommended future directions to achieve the medium and long-term impact objectives of this project
are: implementing the National PCB Management Plan throughout the country, particularly by
strengthening actions towards private owners of electrical equipment; evaluate the possible attainment of
additional financial resources, since electricity companies are mostly public, for the elimination of PCB
stocks and extend the knowledge and experiences acquired to other Persistent Organic Pollutants, in this
way, the impact would be replicated in other toxic substances.

The relevance of the project is not under discussion. However, regarding performance and success, the
learning that can be taken from this project, as in many other instances, comes from its non-positive part,
in this case during the design and adaptive management phases, there was a lack of precision and/or of
rigor in the definition of the scope of the established goals or in their rectification at the most propitious
moment, which in this case was in the Midterm Evaluation.
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Project Implementation Review
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United Nations Development Program
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Project Progress Reports
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Strategic Approach to International Chemicals Management
Secretaria Nacional de Planificacion y Desarrollo

Metric tons



1 Introduction

1.1 Purpose of the evaluation

This Terminal Evaluation (TE) is intended to determine the main achievements of the project 00087582
Integrated and Environmentally Sound System of PCB Management in Ecuador, funded by the
Global Environment Facility (GEF), with a financial support of US$ 2.000.000.

This Terminal Evaluation intends to analyze, as objectively as possible, the project, from its design phase
until its closure including its achievements, outcomes, and impacts. The Evaluation aims to determine the
relevance, efficiency, and effectiveness of the outcomes, as well as the outcomes and the sustainability
and the impact of the project. It also includes lessons learned and best practices obtained during the
implementation phase, which could be useful for similar projects.

The evaluation may also be useful to improve, when applicable, the sustainability of the project and
support the improvement of UNDP programming.

The evaluation was conducted under the Terms of Reference Terms of Reference published by UNDP-
Ecuador, presented in Annex A, which are based on the "Guidance for Conducting Terminal Evaluations
of Projects Supported by UNDP and Funded by the GEF", (GEFTE), (UNDP, 2012).

1.2 Scope and Methodology

The scope of the evaluation covers the period from May 2014 to May 2018. The evaluation was conducted
according to the established methodology in the GEFTE and follows the structure established there. The
evaluation includes a participatory consultation approach, in addition to the review of documentary
evidence, guaranteeing a rapprochement with the government counterpart, the offices of UNDP Ecuador
and Regional for LAC, the project team and other relevant stakeholders. The criteria of relevance,
effectiveness, efficiency, sustainability, and impact are those denoted in the GEFTE and they are
underpinned in the Results section. The results matrix is also the one established by the Guidance..

Relevant documentation for this evaluation was obtained with the support of the Project Coordinating Unit,
the government counterpart, Ministry of Environment (ME) and other institutions, the UNDP country office,
and the UNDP regional office for Latin America and the Caribbean. This documentation was reviewed by
the evaluator. The list is presented in Annex B.

Additionally, information was obtained from the face-to-face interviews in the cities of Quito, Guayaquil,
and |barra during the Field Mission that took place from 5 to 9 February 2018, with key actors for the
project, whose detailed list of people, places, and scope is presented in Annex C. All the foregoing with a
questionnaire previously prepared, presented in Annex D, during the Mission. For reasons beyond the
reach of the evaluator, no visits were made in the province of Galapagos. At the closure of the mission,
preliminary results were presented to the Project Coordinating Unit, the government counterpart and the
UNDP country office. The list of assistants is presented in Annex H.

The Evaluation team was formed only by an international evaluator, whose signed Agreement Form is
presented in Annex E.

1.3 Terminal Evaluation Structure

This document consist of 5 chapters, plus two unnumbered initial sections. The first is the cover page,
which presents the general information of the project. The second consists of the executive summary,
which contains a synthesis of the project, the main findings, recommendations and conclusions, as well as
the general qualification of the project. In Chapter 1, Introduction, the purpose, scope and objectives of
this evaluation work is presented, as well as the methodology used and the structure of the report.



Chapter 2, Project description and development context, focuses on the analysis of the development
context of the country concerning the problem that this project addressed and how to deal with it. The
expected deadlines for the implementation of the project, the immediate objectives, the expected results,
and key indicators are detailed, as well as the coordination arrangements that include the key actors
involved. Chapter 3 presents the findings of the evaluation, which include design, implementation, results
obtained and sustainability. In Chapter 4, Conclusions, Recommendations and Lessons, the rating of the
project is found, while Chapter 5 corresponds to the Annexes, with information that supports the contents
of this report.

2 Project description and development context

2.1 Project start and duration

The project was originally approved for a period of 46 months, (Prodoc signed in English) from January
2014 to October 2017. For the purposes of this evaluation, the original implementation dates are
considered, to complete 4 years. Subsequently, the Steering Committee at its meeting in December 2016
requested an extension, until March 2018, with the main objective to conclude a series of activities and
obtain the respective results in that period. The request of the extension for 5 more months is documented
in the PIR annual reports of the project, the project end date was October 30, 2017. The extension was
granted by the GEF for 7 more months, until May 31 of 2018

In the period of this evaluation, there are still a limited number of activities in progress that should be
completed, including the project closure workshop and the transfer of the project to the government
counterpart.

2.2 Problems the project intended to solve (based on the PRODOC)

Firstly, the main problems that the project faced were considered, based on what was established in the
Project Document, in general it was the existence of a quantity of PCBs and the lack of institutional
capacity to implement a national system of Environmentally Sound Management (ESM) of PCB through
the development of feasible alternatives for the storage and environmentally sound disposal of PCB stocks
in Ecuador. In particular, this was disaggregated into the following problems.

o Thelack of an updated and accurate PCB inventory; (1,400 estimated Tons of oil);

e The lack of monitoring, control and law enforcement;

e The absence of a long-term plan for capacity building and institutional strengthening;

o The lack of physical infrastructure and environmentally sound management of PCB practices;
and

e The lack of a national plan and alternatives for disposal of equipment and PCB-contaminated
oils.

2.3 Immediate and Project development objectives

The overall environmental objective of the project was to promote the rational management of oils,
equipment, sites and waste contaminated with PCBs in Ecuador, reinforcing the ESM mainly through
training of authorities for surveillance and companies in the electrical sector for handling materials with
PCB, and the elimination of 750 tons of equipment, oils and waste contaminated with PCB.

With respect to its development objectives, the project had first to strengthen the institutional capacity
for healthy and environmentally friendly management of PCBs, through the development of
management standards (including a national management plan), the development of more reliable
inventory and training of authorities. The above in order to meet the second development objective of
achieving environmentally sound management of PCBs, supported by guidelines, regulations and
feasibility studies. A third objective was focused on the temporary storage and disposal of PCB



waste, through the achievement of its application also supported by technical guidelines and with the
established commitment of all companies in the electricity sector and with pilot examples of
elimination of PCB materials. Ultimately, establish monitoring, adaptive feedback and evaluation.

2.4 Reference indicators established
The global indicators of the Project, according to how they were specified in the Project Document, were
presented in 3 groups:

e Tons of PCBs (liquids and solids) eliminated (750 Ton) and Tons properly stored, (of which a
numerical target was not established);

o Number of personnel of the authorities (30 officials) trained, including the establishment of a
Standard and 4 Guides or manuals;

e  (Quantity of) Sound management of PCB materials, including one (1) treatment / disposal
alternative in operation; 75% of existing electric sector companies trained and using the new
policy guidelines; 40 members of the maintenance staff, and other personnel of the PCB owners,
trained in safe PCB management; and 10 inspectors / law enforcement officers trained to enforce
compliance with national laws / regulations on the management of PCBs.

Although some indicators are SMART (specific, measurable, achievable, relevant and with a time frame),
neither the second part of the first indicator (tons stored) nor the last one, called by this Evaluator as
"Quantity of Sound Management" , which results redundant in the number of inspectors (authorities)
trained. In particular, the time frame of the project was not established in the Prodoc, which is discussed
later in point 3.1 regarding Design and Formulation of the project).

Particular products do have indicators and numeric targets for the most part, although there are some
disparities between them and the general indicators, for example the National Management Plan does not
appear in the latter (with its corresponding importance) while it is in the indicators of the outputs.

2.5 Main stakeholders
In the project document, the main stakeholders listed are:
e Ministry of the Environment (MAE, in its Spanish acronym)
e Ministry of Electricity and Renewable Energy (MEER, in its Spanish acronym)
¢ National Electricity Council (CONELEC"), in its Spanish acronym)
o Electricity Regulation and Control Agency (ARCONEL, in its Spanish acronym)
o  Electric Distribution Companies (public and private)
e Organizations of the industrial sector
¢ Non-governmental organizations (NGOs)
o Workers' Associations
e  Professional associations
e Research Centers

It should be noted that NGOs did not have a relevant involvement in this project, probably because there
are no organizations involved in this issue in Ecuador, except for the training, while there was a strong
involvement of the electric sector organizations, which are those that are more important for the purpose
of the project. The latter, being part of the public sector, require less participation of NGOs. Regarding the
Institutions of Higher Education and research, various activities were carried out first through the

1 Through the New Electricity Regime Law (2015), CONELEC became the ARCONEL
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SENESCYT and later directly with the institutions, making it possible to present proposals for research
and thesis projects, as well as the accreditation of two laboratories

2.6 Expected outcomes
The expected outcomes, transcribed from the original signed Project Document are presented below:
Component 1
A. Improved legislations about hazardous chemicals, including PCBs-COPs
B. Improved institutional capacity to adequately manage PCBs, including the skills to present proper
reports to the Convention of Stockholm Secretariat
C. Awareness raised amongst the general and the private sector about the importance of sound
management of PCBs
Component 2
D. Management practices related to PCBs are improved
Component 3
E. Proper storage of PCB-contaminated oil, equipment and other wastes
F. Proper disposal of 50% of currently identified stocks ( (750 MT)
G.
The following outputs were established to develop, to achieve the outcomes previously exposed, also from
the original Prodoc:

A.1 PCB legislation reviewed and updated

A.2 Norms and standards for environmentally sound management of PCBs are developed and
adopted

B.1 National PCB Inventory updated and improved. Labeling of stocks

B.2 PCB stocks -tracking information system.

B.3 National PCB management Plan up to 2020 drawn up

C.1 Sound Management of PCBs training manual elaborated and published

C.2 Training of firms in the implementation of PCB management plans

C.3 Communications campaign, knowledge dissemination

D.1 Technical guidelines for PCB sound management are established

D.2 Security regulations are revised, improved and implemented

D.3 Feasibility studies of different in-country and out-of-country sound management and disposal
options for oil, equipment and wastes contaminated with PCBs

D.4 Prioritization of the different options available for disposal and/or management of oil, equipment
and wastes contaminated with PCBs.

D.5 Pilot and replicable projects for the proper disposal of PCB-stocks executed and evaluated
E.1 Contaminated equipment, oil and wastes are classified and properly stored

E.2 Environmental management plans for temporary storage facilities

F.1 Coordination mechanisms between the government and private holders of PCBs developed
F.2 Disposal plan developed and disseminated

F.3 Removal of PCB stocks from Galapagos

F.4 Verification of the capacity, safety and environmental performance of in-country disposal options
F.5 Disposal (in-country or abroad) of 750 MT of PCB contaminated oils, equipment and waste.

3  Findings

In order to evaluate the effective fulfillment of the foreseen in the project, the results of the documentary
review were contrasted, including the report of the Mid Term Evaluation, considering the different sources
with the interviews in the mission. The existing sources of information, regarding PIR (2015, 2016, and
2017) and the minutes of the Steering Committee meeting (two each year, from 2014 to 2017), which were
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well documented allowing to establish progress, difficulties, the adaptations (and their reasons) during the
development of the Project.

3.1 Project design and formulation

This section analyzes the planning phase during the elaboration of the Project Document, hence the
comments are referred to that stage, even though during the implementation there is always an opening
towards modifications or redesign (as part of adaptive management) and considering the mid-term
evaluation.

The project was designed following the National Implementation Plan of the Stockholm Convention (NIP)
for the most part, which confirms POPs as a priority issue for the country and the same from the point of
view of the UNDP country office with regarding the subject of Chemicals and Residues. The Project
formulation from the PIF was conceived by the Ministry of Environment in conjunction with the UNDP
country office and the UNDP regional office. The Project was determined as a priority and as an
investment project, by the National Secretariat of Planning and Development

3.2 Analysis of the logical framework (ALF) and the results framework (logic and project
strategy, indicators)

In the elaboration of the narrative of the components, outcomes and outputs of the Project, the logical
sequence was well devised, however the description of each output was scant. This resulted, throughout
the development of the project, in an unclear definition of the scope of each output.

To mention only two cases, in product B.1 was defined: "B1. National PCB inventory updated and
improved. Labeling of stocks ". And for this output only the following is described: "The fulfillment of this
outcome requires the realization of a complete inventory of PCBs between electric generation and
distribution companies, as well as private entities that use electrical equipment for their own generation of
energy ". This do not specify how the Inventory would be performed, which was executed throughout the
project as a record of the entire universe.

(It should be noted here that, in this case as in other countries, "inventory" is interpreted as the analytical
determination of the composition of the entire universe of existing equipment, since there is no precise
definition of the scope of the "Prodoc" text,“inventory” is ambiguous and therefore too broad in its
compliance for countries of the region, it is possible to carry out the chemical characterization of the entire
universe but in countries with other resources)

Similarly, in Result D, 5 Products are established:

"D1. Technical guidelines for PCB sound management are established.

D2. Security regulations are revised, improved and implemented

D3. Feasibility studies of different in-country and out-of-country sound management and disposal options
for oil, equipment and wastes contaminated with PCBs,

D4. Prioritization of the different options available for the disposal and/or management of oils, equipment
and waste contaminated with PCBs.

D5 Pilot and replicable projects for the proper disposal of PCB stocks executed and evaluated ".

And for them only the following is described:
"The CONELEC has a sub-committee of the electricity sector that has representatives of all the electricity

companies, together with the Ministry of the Environment, which will actively participate in the review and
approval of the technical guidelines of the PCB ESM that will be established.
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The different technical alternatives and economically viable options for the elimination of oil, equipment
and waste contaminated with PCBs will be evaluated to define the action plan on compliance with the PCB
elimination plan to be developed. "

Where once again it is difficult to establish the scope from this design phase, but later the PCU will
adaptively define them and the SC will support them.

In contrast, with regard to the Results Framework, this is more precise and numerical, especially in the
indicators of the Project Objective, which are all relevant to the process of eliminating PCBs from the
country, only having as absence the National Management Plan which does appear, but as an indicator of
one of the Output, when due to its importance it should have been a relevant global indicator). 9 global
indicators are established that include 3 indicators of Management (elimination, storage and
treatment/elimination), one of normativity (norm) and the remaining 5 are referred to training.

The baseline (of 1,400 tons of PCB fluids from which it was split, as expressed in the Prodoc) was taken
from a previous study funded by GEF and executed by UNEP for the MAE .

3.2.1 Assumptions and risks

The main risks were identified in the design of the project, in particular, the absence of specific regulation,
but that was not relevant as will be detailed in the implementation section 3.2 below. The one that remains
is the risk regarding the economic restrictions of the companies to carry out the inventory and the
elimination. On the other hand, the risk (effect) of the change of the electric companies from private to
public was not considered in the design, since this was very difficult to foresee at the time of elaboration of
the Prodoc, since the new Law of the Electric Sector was issued in 2015.

3.2.2 Lessons from other relevant projects incorporated into the project design.
This project in its design makes no reference to other similar projects in the region, even though there
were already some in the process of implementation.

3.2.3 Planned stakeholder participation

The MAE as a counterpart was established as the main stakeholder in the project through the National
Directorate of Environmental Control, dependent on the Undersecretary of Environmental Quality of the
Ministry of the Environment of Ecuador and acting as director of all project activities. The ARCONEL
(initially CONELEC) as part of the Ministry of Electricity and Renewable Energy of Ecuador (MEER) was
incorporated in order to help enforce the environmental regulation to companies in the sector. Third, the
participation of Electricity Distribution Companies (public and private) was also considered as an essential
part of the project, since they are the direct users of the results and activities of the project because
environmentally sound management PCBs depends on them. These 3 previous organizations fulfilled the
participation considered in the design. However, the other stakeholders: industrial organizations, non-
governmental organizations, workers' associations, professional associations, and research centers did
not have a clearly defined role in the design of the Project Document and their participation was obtained
throughout the development of the project based on the visibility of the project as well as the subject of
PCBs in the country; This participation was mainly focused on the reception of the trainings and
awareness-raising events.

3.2.4 Repetition approach

The repetition (replication) approach is found in the Prodoc only implicitly in the training activities and
technical guides; it is mentioned in a general way as in Output D.5 (where it can be inferred that this pilot
will be that of Galapagos, but it does not correlate with the corresponding Output F.3) and it is not
specified how it will be carried out; This could also be verified by examining the important results obtained
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in the management and management of the PCBs of the Galapagos Island, which although it is an
environmental icon, it is very difficult to replicate in other parts of the country precisely because of this: the
peculiarity of existing conditions in it.

This, during the development of the project could have been incorporated as a result of an adaptive
management process, to leave some bases of replication for other provinces.

3.2.5 Comparative advantage of UNDP

UNDP encourages and supports that governments or counterparts in the countries not only directly
execute the projects, but also that they take ownership of the issue and its continuation, beyond the
conclusion of specific projects with international support. UNDP contributed to this project with its
experience in pollution control and its ability to coordinate the participation of the productive sector (the
electricity sector in this case is a combination of government and private companies) and the government
for projects of this type. Other similar projects, implemented by UNDP in the region, began in Brazil,
Mexico, Argentina, and Honduras, where it is established that there were advantages for which the
experiences were being developed in them.

3.2.6 Links between the project and other interventions within the sector.

In addition to the direct relationship with the Ministry of the Environment (MAE), the link of this project can
only be recorded as the work that ARCONEL had been carrying out (such as CONELEC) with the
companies in the electricity sector before starting the project (in the beginning of this as private and during
its course as public companies). Links were also established in particular with private cement companies,
for the possible elimination of oils with PCB, as was confirmed during the interview held during the field
work of this evaluation. It is also known that there was contact with similar projects in Latin American
throughout the development of the Project, reported in general as useful, through interactions during
annual UNDP workshops in the region.

3.2.7 Management provisions

The implementation modality of this project was the national implementation (NIM) with UNDP support. In
this, the participation of the UNDP Ecuador Office and the Regional Technical Advisor (RTA), are mainly
focused on monitoring the progress of the project, guaranteeing the quality of the results obtained, as well
as the proper use of resources, as approved by the donor. This should favor the appropriation of the
project by the government of the country, having direct interference in all decisions and should also
support the sustainability of the matter in the long term.

Regarding the duration of the project, on the cover of the signed project document (in English) the start
date is set as January 2014 and ending in October 2017. In the Mid-Term Evaluation it was recommended
to request the extension by two months. As mentioned, there was an agreement (documented) of the
request for an extension for another 4 months based on the fact that the project actually started in May
2014. So in the broadest case according to these dates, the Project duration would be 50 months. Within
the signed versions of the Prodoc in English and in Spanish, there is no annex to the annual activity plans.

The national implementation agency of the project is the Ministry of the Environment, through the National

Directorate of Environmental Control, dependent on the Undersecretary of Environmental Quality. The
arrangements are presented in Figure 1 below.
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Figure 1. Project structure from the PRODOC

The PRODOC establishes that the Project Steering Committee, made up of the MAE, CONELEC (later
ARCONEL) and UNDP, will be responsible for approving the annual budget and work plan. It is inferred
that they should meet at least once a year; This was more than fulfilled since there was more than one
meeting each year during the development of the project. A "Coordinating Committee" was also
established, which met quarterly to monitor project progress and quarterly reports. The Technical Advisory
Committee, formed by members of the PCB subcommittee of the electric sector, representative of
academic and ministerial laboratories, but the periodicity of the meetings is not established. Through the
documentary review it can be established that the Steering Committee met 13 times in the 4 years of the
project: twice in 2014, five times in 2015, three times in 2016, and three times in 2017.

The Project Document does not establish in the text the personnel of the Project Coordinating Unit, only in
the previous Figure where the coordinator and a project assistant are specified. This was maintained until
the first quarter of 2016, when an additional technician was incorporated. Figure 2 below shows the staff of
what was considered the Coordinating Unit, which maintained between 5 and 6 people throughout the
entire project. It is necessary to emphasize that the MAE contributed with the differential salaries of people
(an administrative and 4 technicians on average), something that does not happen so frequently
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Figure 2. Contracted personnel during the project

3.3 Project Implementation
The project implementation is reviewed in this section, with respect to the outcomes and activities as well
as the administrative provisions for its implementation

3.3.1 Adaptive management (changes in Project design and results during the execution)

As a sample of adaptive management, Table 1 below shows the follow-up of the recommendations made
during the Mid-Term Evaluation and most of them were covered, although some of them were neither
strictly the responsibility of the Project, nor were clearly specified the required activity. For example, when
requesting the extension of the project, it says "... Consider an extension of two months ...". From those,
the results framework was not explicitly redefined, except for the request in January 2017 to modify the
destruction goal, as well as the extension of the Project, based on the SC Minutes of December 2016.

Table 1. MTE Recommendations for the Project Integrated and Environmentally Sound of PCB
management in Ecuador

Rec | Recommendation Responsible
Entity/Status

1 Component1. Institutional Capacity Strengthening for sound and
environmentally friendly management of PCBs

1.1 | ltis recommended that technical assistance is deepened at decentralized level | PCU, EE, UNDP and
and in a set of programs and projects for hazardous waste, prioritizing the Government
support in areas of extreme poverty and high climatic vulnerability in the country

1.2 | Strengthen the communication strategy of the Project in the country, for greater | Government and UNDP
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support to projects that have criteria for sustainable development

2 Component 2. Environmentally Sound Management of PCBs

2.1 | Share the results of studies with public and private decision-makers agreeing the | PCU, EE, UNDP and
most viable alternative Government

2.2 | Ensure that the institutions involved allocate sufficient resources for ESM of PCU, EE, and government
PCBs

2.3 | Asses the feasibility (logistic, operational, and financial) to replicate this pilot PCU, EE, UNDP and
experience (export and disposal of PCBs to a country with the proper technology | government

3 Component 3. Environmentally sound storage and disposal of PCBs waste

3.1 | Environmental Management Recommendations in Galapagos in Protected Areas | Galapagos, PCU, EE, and

government

3.2 | Increase technical assistance to environmental areas of Electric Companies to PCU
improve storage

4 Project Implementation and Adaptive Magement

4.1 | Modify (from 2016) spending categories and percentage of disbursements to PCU
each budget line of the Project

4.2 | Work with reduced staffing and maintaining the existing technical team to PCU
complete the implementation

4.3 | Allocate the remaining resources in the priority outcomes PCU, EE, UNDP

4.4 | Consider a two-month extension for the full implementation of the allocated Government, UNDP GEF
funds

B Sustainability

5.1 | For the sustainability of national public policy, it is important to measure results | PCU
and document good practices: Systematize the information

5.2 | Critical analysis should be performed on the cost of efforts provided and results | PCU, EE, UNDP and
achieve in order to have a realistic projection of available resources for the government
coming years

5.3 | Support the efforts of the government to know the portfolio of programs and PCU, EE, UNDP and
projects of all international agencies to establish funding opportunities and plan | government
coordinated strategy exploiting knowledge already generated from the project

In the Table , the fields marked with green were evaluated as completely fulfilled, whereas those marked
with yellow were partially fulfilled. In the EMT it was considered as a risk "... the rotation of national
authorities" as well as the "... proximity of national elections" for the continuity of the project, which can be
witnessed for example by the change of 3 Ministers with their corresponding Undersecretaries of the MAE
in 3 years, to which the CD and the PCU could only attend through a constant insistence on the
presentation of the Project to the new authorities in each case.

Regarding the project team, the activities were well distributed and fulfilled throughout its development,
with a consistent technical and administrative staff, without being excessive; so it is verified that the
execution team has achieved a good adaptive management, following the directives of the Steering
Committee and orienting the activities towards obtaining results .
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3.3.2 Partnership agreements (with relevant stakeholders involved in the country or region)
The project has managed to successfully involve the MAE areas - in particular the National Direction of
Environment Control and the Undersecretary of Environment Quality; likewise, the important involvement
of ARCONEL through its representative in the Steering Committee, whose opinions in the evaluation of
the PIRs, is worth noting.

In the mission and through the documents it was observed that the execution capacity existed in terms of
human resources, offices, and related infrastructure, administrative system and management, and that it
was fully operational and highly functional. In general, the evaluator considers that the capacity of the
project management unit was strong and focused, as well as being well coordinated with the other
departments within MAE, ARCONEL and MEER as well as with most of the interested parties.

Regarding the UNDP country office, it was noted that it was closely involved in the project, giving it
support and participating in the meetings convened and gave its support for the proposed extension of the
project.

The approach of the project to the provincial companies (which could have information, either from
interviews in Guayaquil and Ibarra and in documentary) is considered successful, since the interest to
implement the Management System was verified, although in general the main focus they demonstrated
was towards the need to finish the inventory on time, since there is a mandatory requirement to do so,
through ministerial agreement 146. Regarding the potential owners of equipment contaminated with PCBs
from the private sector, it is still a pending task after the end of the Project.

3.3.3 Feedback of M&E activities used for adaptive management

With regard to reports and minutes of the Steering Committee, PIRs and POAs, as well as all the reports
recorded advances, programs, and recommendations their execution was impeccable. The only point that
was not adequately covered by adaptive management was the lack of an annual program of activities,
since it does not exist in the Prodoc, it should have been drawn up throughout the project; this was later
corrected throughout the project, in the electronic submission of the multiannual POA.

Therefore, it is considered that the feedback was effective from the above, as well as the goals obtained,
and the activities carried out. The meetings of the Steering Committee to issue guidelines were sufficient.
The feedback from the Mid-Term Evaluation was attended to, although not totally, as established in
section 3.2.1 above.

3.3.4 Project funding

The project received a cash funding from the GEF, amounting to US $ 2 million. The Government of
Ecuador committed to a co-financing of US $ 1,083,105 (of which, remarkably, approximately 50% was in
cash) while the companies related to the electricity sector would make contributions of US § 8,310,844 (in
kind) for the treatment of equipment with PCB.

It is considered that the project budget has been sufficient to achieve the expected outcomes in each
component of the project's results framework.

The evaluation team has not received evidence documenting problems or deficiencies in the disbursement
of funds in an appropriate framework and/or in a timely manner. In addition, there are financial controls
and periodic audits.

Table 2 below shows the expenses exercised from 2014 to 2018, which represent practically all of the
resources, it includes the estimated expenses of 2018.
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While in Table 3 it is broken down into cofinancing provided by the different actors.
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Table 2. Annual Budgets executed, in American dollars by Project component from annual Project reports.

2014 2015 2016 2017 2018
Component Prodoc | %r | Exec. Exec. Exec. Exec. Budgeted Cumulative* % Exec.
1: Institutional Capacity Straightening 230,000 | 11.5 |123,122.99| 57,080.74| 7,042.10| 40,821.26 $1,932.91 228,067.09 99%
2: Environmentally Sound Management of PCBs 450,000 | 22.5 0.00| 325,630.75 | 83,183.87 | 38,314.24 2,871.14 447,128.86 99%
3: Environmentally sound storage and disposal of
PCBs waste 1,070,000 | 53.5 -500.00 | 18,734.73 | 537,558.97 | 390,496.62 123,709.68 946,290.32 88%
4: Monitoring, learning, feedback 70,000 | 3.5 0.00 0.64| 52,328.70| 7,649.23 10,021.43 59,978.57 86%
5: Project Management Unit (PMU) 180,000 | 9.0 60,055.76 | 93,511.05| 10,929.92| 8,756.41 6,746.86 173,253.14 96%
Total 2,000.000 | 100% | 182,678.75 | 494,957.91 | 691,043.56 | 486,037.76 145,282.02 1,854,717.98 93%
* Total from 2014 to 2017 what is really executed, the year 2018 is not added because it has not yet been executed
Table 3. Cofinancing of Business Units and Electric Companies of Ecuador
Business Unit / Electric Company Real Expenditure
2013 2014 2015 2016 2017 Total Cof. previous Cof. According
to PCB project | to PRODOC

Emp. Electrica Azogues $4,621.98 $500.00 $9,410.02 $25,344.00 $21,962.02 61,838.02 0.00 90,024.80
Corp. Nacional De Electricidad $411,24042 | $487,586.46 | $825,010.41 $949,984.65 | $3,535,494.51 | 6,209,316.45 0.00 1,946,751.18
Emp. Elec. Regional Del Sur S.A. $2,564.88 $25,450.84 $10,655.72 $50,000.00 88,671.44 0.00 486,640.00
Emp. Elec. Guayaquil /Cnel Ep Guayaquil | $45,335.51 $181,346.05 | $122,999.97 $55,191.77 | $957,138.20 | 1,362,011.50 361,970.20 1,977,327.78
Emp. Electrica Riobamba $180,138.74 $43,850.00 $41,065.58 $32,905.60 $31,852.24 329,812.16 141,479.24 767,789.24
Emelnorte $7,500.00 | $120,960.00 | $100,800.00 | $170,000.00 399,260.00
Emp. Elec. Centro Sur S.A. $34,958.20 $34,735.71 $35,535.71 $165,834.65 271,064.27 86,793.55 1,504,494.38
Emp. Elec. Cotopaxi S.A. $10,733.01 $42,932.04 $54,256.36 $18,161.76 126,083.17 0.00 155,000.00
Emp. Elec. Galapagos S.A. $38,504.65 | $105,341.26 $37,760.95 $33,965.89 215,572.75 0.00 385,136.00
Emp. Elec. Quito S.A. $30,708.16 | $142,057.12 | $112,373.72 | $114,260.40 | $162,474.00 561,873.40 0.00 997,680.16
MEER $107,566.40 $53,500.00 $ 54,500.00 $30,300.00 245,866.40 0.00 350,000.00
ARCONEL $7,100.00 $31,600.00 $26,600.00 $11,800.00 77,100.00 25,000.00 89,200.00
MAE $ - | $199,29592 | $163,708.70 | $102,012.12 $69,922.77 534,939.51 242,000.00 643,905.00
TOTAL $880,971.95 | $1,469,155.41 | $1,594,677.14 | $1,759,760.84 | $4,778,843.74 | 10,483,409.08 857,242.99 9,393,948.54
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-Cofinancing -

Table 4 below shows the information regarding the commitment of the co-financiers at the time of the
elaboration of the Prodoc and the executed, according to the information that the project team consolidated
and informed. The co-financing made by the government, considering MAE, ARCONEL and MEER a part is
in kind and the other in cash, while what is done by the electricity companies, is not broken down, including:
chromatographies, purchase of equipment, decontamination, and aid in kind . Some examples of evidence
from some of the data reported below are presented in Annex C in more detail.

Table 4. Co-financing disaggregated by source

Confinancing Organization Committed Amount US$ Executed Amount % executed
US$ to 31/12/2017

Electric companies 8,310,844 9,625,503

Subtotal companies 8,310,844 9,625,503 116%

MAE (Government of Ecuador) 643,905 534,940

MEER (Government of Ecuador) 350,000 245,866

ARCONEL (Government of 89,200 77,100

Ecuador)

Subtotal Government 1,083,105 857,906 79%

Total 9,393,949 10.483.409 111,6%

In Table 5, the budget performance and the global cofinancing, under the consideration mentioned above for
cofinancing

Table 5. Budget performance and global cofinancing

Cofinancing UNDP funding (USD Government Partner Total

(type/source) million) (USD million) (USD million) (USD million)
Planned Real | Planned Real Planned Real Planned | Real

Grants 0.644 | 0.535 0.644 | 0.535

Loans/ concessions

In kind aid 0.439 | 0.323 0.439 | 0.323

Other 8,311 | 9,626 8.311 | 9,626

Total 1.083 | 0.858 8.311 | 9,626 9.394 | 10.484

3.3.5 Monitoring and Evaluation: initial and implementation design (*)

Start-up, intermediate workshops and a final seminar were held where the results of the Project were
presented to government authorities and interested parties. In addition, an independent project expert
undertook a mid-term review of the project in mid-2016 to determine the progress made in achieving the
results at that time, as part of the Mid-Term Evaluation.

From the project design, the monitoring and evaluation activities were carried out by the administration of the
project based on updating the results and project activities table. The M&E was carried out on the activities
planned for each component, even though the they were lacking in the initial schedule, but from the POAs,
which were approved by the SC annually, based on the global data of the ProDoc. There are no numerical
indicators that allow to visualize the consolidated progress of each component/activity based on the
expected outcomes, but the activities planned for the period are evaluated individually. It is important to




mention that there was not a person specifically responsible for M&E, the same people who developed the
project activities are those who carried out the M&E activities.

Annual reports were made to UNDP and the Steering Committee in periods from January to December of
each year. They were also reported to the UNDP-GEF in the Annual Reports, PIR, which cover July from
one year to June of the following year. Likewise, as part of the M6E of the Country Office, monthly and
quarterly reports were delivered by the PCU; A compendium of these reports prepared by the consultant
team, with respect to the results obtained, is presented in Table 6 below.
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Table 6. Outcomes in SC and PIR reports

Report Period | Date of the Outcomes, (Achievement in PIR and annual reports)
document
PCBs Elimination | Training / Inspection Management System Approvcled
Regulations
1 SC 2014/ |May - 05/01/2015 234,90 Ton <50ppm | 118 people / inspections | 100% of obsolete equipment inventoried. Inventory of No (elaborated,
Annual Dec 2014 to all electricity online equipment has not been started in distribution)
Report companies
2 SC 2015/ |2015 04/01/2016 51,12 Ton con < 1036 people 100% inventory in Galapagos. 5% national inventory. No, (Elaborated,
Annual 50ppm National inventory system developed. Increase of 400 in | distributed and
Report analytical capacity. 16 sites characterized by PCB. 7 approved)
sites where contaminated soil was removed. 2 guides
and 2 videos of PCB management prepared and
disseminate
3 SC 2016/ |2016 30/12/2016 246 ton (137 > 422 people National inventory progress of 40%. Galapagos free of | Yes, published in
Annual 50ppmy 109,78 < PCB Official
Report 50ppm) Registration 456
from 05/01/16.
4 SC2017/ |2017 15/12/12017 229,98 Ton <50ppm | 577 people / inspections | National inventory progress of 51.5% .2 Guides: Safety | Completed
Annual to all electricity and Health, and good environmental practices.
Report companies 1 National Plan for PCB Management 2018-2025
Total IAP 762 ton 2153 people
7 PIR2015 | Start O ton >50 ppm 402 people Not reported ( (reported based on the preliminary Elaborated, sent
06/15 inventory) to be published
8 PIR2016 |07/15a Nothing with more 758 people National Inventory progress of 9,8%. Increase of 400% | Yes, published in
06/16 than 50 ppm of PCB in analytical capacity. 100% inventory in Galapagos. 16 | Official
has been eliminated sites characterized by PCB Registration 456
from 05/01/16
9 PIR2017 |07/M16a 137 tons with > 434 people Inventory progress percentage of 45 % Completed
06/17 50ppm eliminated
PIR Total 137 with more than | 1594 people
50 ppm de PCB*

*In the PIRs the elimination of oil <50 ppm of PCB was not accounted since until the last report, the modification of the elimination objective was not approved to account for the

co-processed




The evaluator was able to verify that the project has full recognition of the UNDP, of the interested parties
and of the governmental and educational institutions; this evaluator did not have evidence of the
understanding of civil society or of local communities.

3.3.6 Coordination of the implementation (*) of UNDP and from the partner of implementation and
operational issues

The Implementation Agency of the project was the United Nations Development Program (UNDP) and the
project was executed within the framework of the national implementation modality with the support of
UNDP, following the norms and standard procedures of the organization in the framework of the GEF for the
implementation of projects.

The project was implemented at national level through the Ministry of the Environment, with the National
Environmental Control Directorate, under the Office of the Undersecretary of Environmental Quality, as the
executing unit.

The Steering Committee met on 13 occasions, 4 of them at a distance: 06/11/14, 09/30/14, 01/15/15,
05/25/15, 07/23/15, 15/10/14 15, 11/20/15, 01/19/16, 08/01/16, 12/15/16, 8/2/17, 12/14/17 and 5/29/17. The
first meetings are more informative. There was also a technical committee of the project (subcommittee of
PCBs), which met once or twice a year and where technical aspects related to the project were sometimes
discussed.

During the project (4 years) there was only one coordinator, who maintained continuity considering the
governmental changes, and thus minimize the changes that could interfere in the direction and continuity of
the methods, processes and activities.

3.4 Project outcomes
This section presents the analysis of the results of the project, based on the aforementioned aspects of
planning and execution of the project.

3.4.1 General Outcomes

The overall result of the project was to promote the sound management of oils, equipment, sites, and waste
contaminated with PCBs in Ecuador, reinforcing the ESM mainly through training of authorities for
surveillance and companies in the electrical sector for handling materials with PCB and the elimination of
750 tons of equipment, oils, and waste contaminated with PCB.

The project obtains a satisfactory overall result, mainly by creating the conditions for the elimination of
PCBs in the country, through the systematization and documentation of the sound management of PCBs
(particularly when advancing in the development of the national inventory), exceeding the amount of co-
financing and obtain almost all the results in a satisfactory manner, such as the issuance of a regulation for
the management of PCBs, the start of its implementation in companies in the electricity sector, the training of
a number of people far superior to that established in the Prodoc and the production of technical guides, with
the exception of the tons of PCBs eliminated, with respect to the provisions of the Project Document.



Regarding the establishment of the management system, the origin arises from the planning stage, in which
the system does not appear in the general outcomes of the project (its scope is also not clearly defined), so
when several results of the activities of the project in the National Management Plan are bring together, there
is a base of the system, even though it is not specified in its operative issues to implement it. But even
without the full implementation of the Management System, it is considered that the institutional capacities
were strengthened.

Two factors are considered that make the difference towards obtaining this positive overall result: the first is
the consistency of the coordination of the project and the UNDP Country Office, this made the project to be
aligned despite the changes of the environment, the people, and authorities; the second was the decisive
participation of the MEER through the ARCONEL (CONELEC originally) to encourage compliance with the
regulations.

In a comprehensive manner, the following is considered:
o The National PCB Management Plan is in place;
e There is an advanced inventory of PCBs in the country;
o The concept of the importance of handling PCBs permeated national authorities and electricity
companies
o Cofinancing was covered, beyond the goal;
o Acritical mass of civil servants and personnel from the electricity companies was trained;
o An existing quantity of PCBs was eliminated during the term of the project;

3.4.2 Relevance

The project was evaluated as Relevant, for the following reasons. As presented in the general results
section, the project met the overall objective and provided a first response to an existing, urgent and defined
problem in compliance with the Stockholm Convention. This also results from the National Implementation
Plan of this convention, which establishes the sound management of PCBs as the first priority and includes
the review of the regulations, defining the inventory and its monitoring. This relevance was also confirmed in
the opinions of the stakeholders that were interviewed. Finally, it is also relevant from the economic point of
view, since as it was expressed by several stakeholders, the project covered an important role when
contributing in the development (through the payment) of the inventory.

3.4.3 Effectiveness and efficiency

The effectiveness and efficiency are evaluated with regard to the expected outcomes from the Project
Document. And it is determined that the Effectiveness was Very Satisfactory based on the products that are
detailed below, while the Efficiency was Satisfactory, mainly due to the following: the project was extended
for 7 more months. Regarding the objective of the quantity of PCBs destroyed, efficiency could be
considered Satisfactory, when comparing the tons destroyed against the resources of the whole project,
however with regard to the objective of promoting the sound management of PCB at national level, the
results are efficient, since the strategy was advanced in its establishment at the country level.

o Component 1) Institutional Capacity Strengthening for sound and environmentally friendly management
of PCBs
Outcome A. Improved legislation about hazardous chemicals, including PCBs-COPs
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The expected products were achieved in a very satisfactory manner, since the Ministerial agreement 146
was issued in 2016 and started its application; in the same way the National Plan of Management of PCB
until 2025 was elaborated and its application started in 2017

Outcome B. Improved institutional capacity to adequately manage PCBSs, including the skills to present
proper reports to the Secretariat of the Stockholm Convention

The expected outputs were achieved in a satisfactory manner, because while a higher number of inspectors
than the target group was trained in PCB management and its application, and that the training in ESM of the
PCBs was given to companies of the electric sector, the training manual was not prepared, even though its
elements are contained in the National Management Plan Document, the inspections carried out by the
Project were carried out in 2014 and in 2017, while in the goals of the Prodoc products were established on a
six month basis and they were made by ARCONEL until 2015 and by the MAE the following years; and the
inventory was reached up to 50% approximately and incorporated into the monitoring information system.

It is necessary to comment on the way in which the inventory was developed. Through the interviews and
evidences, what is found (through chromatographic analysis) presents smaller quantities (approximately 2%
with> 50 ppm PCB) to those reported in countries of the region, which varies between 5 and 8%. One of the
reasons that could be estimated through the interviews was that electricity companies in recent years do
NOT maintain small transformers, but only discard them, thus inadvertently minimizing cross contamination.

Outcome C. Awareness raised amongst the general public and private sector bout the importance of sound
management of PCBs

.The expected products were achieved in a very satisfactory manner, since the awareness raising activities
between the public and private sectors involved in the management of the ESM chemicals of PCB reached a
number of more than 2,000 professionals.

o Component 2) ESM of PCBs

Outcome D. Management practices related to PCBs are improved

The expected outputs were achieved satisfactorily, based on the fact that although the technical guidelines
for PCB management were approved, the National PCB Management Plan (in the process of being
implemented) was published as in the National Management Plan for PCBs. PCB establishes Safety and
Health at Work measures for personnel exposed to equipment, oil and waste contaminated with PCBs
prepared and also in the process of implementation; there were other points not concluded in a similar way.
These are feasibility (technical and economic) of alternatives, for the elimination of materials with PCB and
the corresponding identification of the processes to be implemented for the elimination of materials and
waste with PCB, which were not established so explicitly in it, even when you have a specific section for it.
For example, the cost at the country level of the elimination of all existing PCBs is not determined. This is
also a consequence of the fact that in the planning process, during the design of the project, these products
were not accurately described their scope.

o Component 3) Environmentally sound storage and disposal of PCBs waste

Outcome E. Proper storage of PCB-contaminated oil, equipment and other wastes

The expected outputs were achieved satisfactorily, since the Technical Guidelines for PCB temporary
storage facilities were designed and included in the National PCB Management Plan; and its
application in the electricity sector is in process .
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Outcome F. Proper disposal of the currently identified stocks (50%)

The expected products were achieved satisfactorily. The products of this outcome have contrasting
characteristics. On the one hand, the National PCB Management Plan (a fundamental piece of progress in
any country for the consistent elimination of PCBs) was developed and initiated and the elimination of the
Galapagos PCBs, a global ecological icon, was successfully carried out. On the other hand, the elimination
of 137 tons of PCB (> 50 ppm) does not reach the goal originally set out in the 750 ton Project Document nor
does it clearly identify the viable PCB elimination option (it is inferred that on a national scale) for its
implementation. In conclusion, it can be said that the positive aspects of compliance far outweigh the
unreached.

Additionally, it is necessary to mention that PIR reports establish an elimination of oils with PCB <50 ppm by
co-processing in cement kilns, as part of the elimination goal. These projects are focused on the destruction
of oils with concentrations> 50 ppm PCB (according to the provisions of the Stockholm Convention
Document, Annex A, Part II, subsection "e"). In this regard, it is elaborated in more detail in section 4.1
below.

o Component 4) Monitoring, Learning, Adaptive Feedback and Evaluation

The expected products were achieved in a very satisfactory way. As mentioned before, the PCU in
coordination with the UNDP OP and the Steering Committee maintained a permanent and careful follow-up
and monitoring, with the corresponding feedback.

3.4.4 National Involvement

The project had a strong national involvement, because the Ministry of the Environment got involved in the
subject and in its possible solution; and specially, that companies in the electricity sector, through the
interference of ARCONEL, internalized the issue, even though economic resources may not be sufficient.
The project certainly contributes to the fulfillment of the commitments with the Stockholm Convention
regarding PCBs.

3.4.5 Integration

A general tendency was observed in the country towards compliance with good management and the
elimination of PCBs, which will undoubtedly contribute not only the ministerial agreement and the National
Management Plan for PCBs, but also the numerous public presentations and interactions with companies
that made the project.

3.4.6 Sustainability (¥)

Three elements contribute to the potential sustainability of the Project. The first refers to the incorporation of
the rational management of PCBs to the regulations through ministerial agreement 146; this by itself should
give a boost to the introduction into the mainstream of environmental compliance of the issue. Secondly, to
the creation of capacities through training of authorities, inspectors and technical personnel; and the third is
through the institutionalization in the electricity companies of the National Management Plan and the signed
documents of compliance with it. However, with respect to financial sustainability and socioeconomic
aspects, this is not the case, since on the one hand it is known that the Ministries of Environment and
Sustainability of many of the countries do not have enough resources to raise awareness and above all to
control issues such as these. Therefore, for the consolidation of the efforts made in the long term and that
acquires greater sustainability, it is considered that additional international support is still required, given the
particular financial conditions of the country, in the sense of creating business models that are applicable
and appropriate to the situation.
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3.4.7 Impact

At this stage it is not possible to determine the impact of the project results. Only the potential reduction of
stress in environmental systems across the country can be estimated, taking as an example the elimination
pilot in Galapagos. What is clear is that the country, as a result of this project, is moving towards achieving
the objective of the project that is to reduce the exposure of the population and the environment to PCBs,
even though during the project a significant quantity has not been eliminated, that according to estimates of
the amount existing in the country, the 137 tons eliminated represent approximately 10% of what was
established as a baseline in the Project Document. The project did not include any impact indicator in its
original document, so that a specific number could not be assigned quantitatively to the evaluation.

4 Conclusions, recommendations and lessons

In conclusion it can be established that the result of the evaluated Project is satisfactory in general, achieving
two main results with impact in the medium term, which are the established regulations (Ministerial
Agreement 146 and PNG of PCB) and the trend institutionalization towards sound management of PCBs in
electricity companies; In addition, the global cofounding contributed was 11% higher than the committed
percentage in the Project Document, as a tangible demonstration of institutionalization.

The foregoing could also be seen as an opportunity for the development of an extension and consolidation of
results, through a search for international financial support for this, relying on what has been achieved so far.

4.1 Corrective measures for the design, implementation, monitoring and evaluation of the project
The targets planned during the design of this type of projects tend to be oversized, which is a consequence
of seeking to attract financial support through greater potential achievements. For example, in this case, total
inventory as a goal is difficult to achieve, not only because of the economic resources required, but also
because of the time required to do so.

A corrective measure ex post to the project is concerning the size of the national inventory and its
percentage correspondence with the actually eliminated quantity, in this case generated during the design
phase of the project. In this case, the elimination outcome established was too high, hence the following can
be elaborated, based on the experience of this evaluator.

If the total amount of liters of oil in the original inventory document (2003) is considered, which seems to be
well-founded, of 20,447,921 liters and a similar percentage is applied to that found in other countries of the
region (Mexico, Argentina, Honduras ) of 6% contaminated with PCBs> 50 ppm, the total amount of
contaminated liquids would be: 1,227 Ton (similar to the one that was somehow established in paragraph 6
of the Prodoc of 1,400 ton), which when projected to equipment (35 % of oils in them) would be 3,680 tons.
Of which, if we consider elimination goals similar to those established in other Projects of countries of the
region, for example of 8% eliminated (Mexico and Argentina) the goal to be eliminated by Ecuador should
have been 294 tons; or if the case of Colombia is considered (with 5%) it should have been 184 Ton. So the
amount destroyed by Ecuador of 137 Ton would be closer. Similarly, if the amount found by chromatographic
analysis were taken as real, of approximately 2% with> 50 ppm PCB, the amounts when referring to Mexico
and Argentina should be 98 Ton or when reference is made to Colombia of 61 Ton. Therefore, the destroyed
amount of 137 Ton is considered more reasonable than that established in the 750 Ton Project Document
(equivalent to 20% of the total), which was considered to be oversized when designing the project document.

28



Another ex post corrective measure is the definition of the scope of several of the goals that have been
mentioned before, in particular, the scope (dimension) of the inventory and the methodology to be used.

Finally, in the mid-term evaluation, the two previously mentioned measures could have been pointed out by
the evaluator or, from there, from the PCU.

4.2 Actions to follow or reinforce the initial benefits of the project.

In order to be able to reinforce, but mainly extend the benefits achieved so far, the following actions are
recommended:

e Strengthen the monitoring of compliance with the AM 146 and the National Management Plan by the
electricity companies;

o Toelaborate, even if it is an estimation, a real feasibility study of the destruction of existing PCBs in the
country, in order to be able to contextualize by 2028 the resources required for this and the most
appropriate technical path;

o Maintain the critical mass of personnel trained in the project, so that their knowledge and experience
permeate even more within the MAE and MEER;

For this, it would be very useful to obtain additional financing to continue with these activities.

4.3 Proposals for future directions that emphasize the main objectives
In specific terms, future directions to achieve the medium and long-term impact objectives of this project are:

o Implement the National PCB Management Plan throughout the country, combining the experience of
the places where it has already been carried out, and particularly reinforcing actions towards private
owners of electrical equipment;

e Evaluate the possible attainment of additional financial resources, since electricity companies are
already public, for the elimination of PCB stocks that will be determined at the end of the inventory;

e Extend the knowledge and experiences acquired towards others of the Persistent Organic Pollutants,
so that the impact is replicated in other toxic substances;

4.4 The best and worst practices to address issues related to relevance, performance and
success.

The project relevance is not discussed. However, regarding performance and success, the learning from this

project, as in many other instances, comes from its non-positive part, in this case during the design and

adaptive management stages, regarding lack of precision and/or of rigor in the definition of the scope of the

established goals or its rectification at its most appropriate moment.

One of the best practices to highlight is the consistency of the work of the Coordinator (and by inference from
the PCU) as well as the area in charge of the UNDP CO, which ensured the achievements obtained.
Another opinion of this evaluator refers in general to the importance of mid-term evaluations of this type of
project. The need to do it in time and in the most rigorous way possible will allow projects in general to be
redirected on time.
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A) Términos de Referencia de Consultoria (incluye carta Firmada de Cédigo de Etica)

S
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Project No.:

Project Title:

Functional Title:
Contract Type:
Location:

Duration:

INTRODUCTION

TERMINAL EVALUATION TERMS OF REFERENCE

O00ETSE2

<[] @
ek
st

Integrated and Environmentally Sowund Management of Polychlorinated
Biphenyl (PCB) in BEcuador.

Consultant for Independent Terrninal Evaluation

Individual Contract

Qwito - Ecuador

&0 days [ower a period of 12 weeks)

In accordance with UNDP and GEF policies and procedures, all full and medium-sized UNDP support
GEF financed projects are reguired to endergo & terminal evalustion upon completion of
implemantation. These terms of reference (TOR) et out the expectations for a Terminal Evaluation
[TE) of the Project “Integrated and Ernvironmentally Sound PCB Management in Eceador”™ (PINMG &

4827

The essentials of the project to be evaluated are as follows:

PROJECT SUMMARY TABLE
Project Tithe: Integrated and Environmentally Sound Management of PCB in Ecuador
At endorsement | AL Decermnber 2016
GEF Project 1D: E7582 [Millen USS5) {Millon US s5)
UNDP Project PIMS 1Dz 4RIT | GEF Financing: 2,000,000.00 1,375 68022
Country Ecuador 1A J AE orain: -
Region: Letin Amarica Eovarmment: 1,083,105.00 455, 016.74
Climate contral,
Focal Area: Emnvironment | Other: E,310,5844.00
United Mations
Development Total eo-
Operational Program: Programme | financing: 9,393,949.00 465 ,016.74




[P [N]
(U[D]
MWESET .

Ministry of Total Project
Executing Agendy: Emvinoniment Ciost: 11,3893,949.00 1 8B40, 696G 96
Ministry of
Electricity and

Cther partners Renawable
imverdwed: Energy Prodoc Signature (date project began):

Real: May 2014

FA Dbjectives (05 f5P): | i) Institutional
capacity
strengthening
for sound and
ervironmentally
friendly
management of

PCE. i) Closing date
Ervironmentally | [operational):
ouind
reanagerment of
PCB, and iii)
Ervironmentally
sound storage
and disposal of
PCE waste.

Proposed: Oct 2017 Real: Bay 2013

OBJECTIVE AND SCOPE

The long-term goal of the project is to promote the sound management of FCB contaminated oil,
eguipment, sites and wastes in Ecuador; not only to meet the country's commitment to the

Stockholm Convention, but also to minimize the risk of exposure of the population to PCB oil and
wastes and possible damages to the ervironment as a result of PCE presence.

Hence, the Project will contribute to enhancing the integrated and emvironmentally sownd
managerent of PCB in Ecuador by addressing five barriers:

i) Lack of an updated and acourate PCE inventory;

i) Lack of monitoring, control and enforcerment of the legislation;

iii] Lack of a structured long-term plan for capacity building and institutional strengthening;

iv] Lack of physical infrastructwre and the environmentally sound management of PCB practices;

w) Lack of a national elimination plan and technical alternatives for the disposal of PCB contaminated
equipment and oil.
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The project’s policy development and institutional strengthening actions at the systemic lesel will
be complemented with the creation of national regulation for PCB: management, the contineous
training of all imvolved parties, the gathering of information to update the PCE national inventory,
elaboration of PCBs Plans sech as, Mational Management Plan and Elimination Plan, the
collaboration with the laboratories from Mational Universities or Institutions to strengthen their
capacity to perform gas chrormatography for PCB in oll, ete.

The terminal evaluation shall be conducted according to the guidance, rules and procedures
established by UMDP and GEF a5 reflected in the UNDP Evaluation Guidance for GEF Financed
Projects.

The objectives of the evaluation are to assess the achievement of the project results, and to draw
lessons that can both improse the sustainability of benefits from this project, and ald in the overall
enhancerment of UNDP programming. The terminal evaluation will assess the implementation and
performance of the project by looking at the potential impact and sustainability of results. This
includes contribution to capacity development to achieve effective integrated and environmentally
sound management of PCB and the attainment of global and country specific environmental goajs.

The evaluation is expected to revies the project’s progress with the main stakeholders: Ministry of
Enviranment of Ecuador (MAE), Mational Agency of Regulation and Control of Electricity (ARCONEL],
Electric Distribution Companies (public and private), Industrial Sector, Research Centers and
Labaratories.

additionally, it is considered as a significant opportunity to provide donors, governmeant and propgct
partners with an independent assessment of relevance and achieverment of objectives and impact
indicators, to determine progress being made towards the achisvement of outcomes.

The evaluator will review all relevant souwrces of information, such as project document, project
reports, project budgst revicions, midterm review, Progress reports, GEF area of interest tracking
tools, propect files, national strategic and legal docurnents, sustainability strategy and any other
material that the evaluator considers useful for this analysis, condusions and recommendations for
preparing the prajpect evaluation’s final report

EVALUATION APPROACH AND METHOD

An overall approach and method! for conducting project final evaluations of UNDP supporied GEF
financed projects has been developed over time. The evaluator is expected to frame the evaluation
effart using the criteria of relevance, effectiveness, efficiency, sustainability, and impact, as defined
and explained in the UNMDP Guidance for Conducting Terminal Evaluations of UNDP-supparted,

! For additional information on methods, see the Handbook on Planning, Menitoring and Evaluation for
Development Resylts, Chapter 7, pg. 163, hitod fweb undp prglevaluaticn/handbook)
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GEF-financed Projects. A set of guestions covering each of these criteria have been drafted and are
included in this TOR (see Anmex C). The evaluator is expected to amend, complete and submit this
miatrix & part of an evaluation inception report, and shall include it a5 an anmes to the final report.

The evaluation must provide evidence-based information that is credible, reliable and useful. The
evaluator is expected to follow a participatory and consultative approach ensuring close
engagensent with government counterparts, in particular the GEF operational focal point, UNDP
Courntry office, project Steering Committes members, project team, UNDP GEF technical Adviser
based in the region and key stakebolders, The evaluator i expected to condect a field mission in

Ecuador to chosen sites where the Project has developed activities in coordination with
stakeholders. The field visits may include the following sites:

City Site f distance from the project office / Interdews will be held with the
rreans of mobilization following stakeholders at a
mimirmum
Cuiito Warehouse balonging to the Electric Company | EEQ s Evvironmental and Social

Ot (EEQ) in Cumbaya [/ 12 Km f travel by Director
car to the site.
Guayaquil | Warehouse belonging to the Electric Company | CNEL-Guayagquil Environmental
Guayaguil [CHEL-Guayaguil] / 405 Km [ travel | Director

by plame to Guayagil and by car to the

wialehouse,
Cuenca Warehouse in belonging to the Electrical Electrical Company of Cuenca,
Cormpany of Cuenca and warehouse belonging | Ervironmental Director.
to company CELEC Hidropaute 440 Krn f And
travel by plane to Cwenca and by car to the CELEC HIDROPAUTE
sites Ervironmental Director
Santa Cruz | Power Plant and warehouse belonging to Environmental Responsible from

(Galdpagos) | ELECGALAPAGOS S.A. / » 1000 Km / travel by | ELECGALAPAGOS.
plane to the islands and by car once in the site

The evaluator will review all relevant sowrces of information, such as the project document, project
reports - including ammueal APRSFIR, project budget revisions, progress reports, GEF focal area
tracking tools, propect files, national strategic and legal documents, sustainability strategy and any
other materials that the evaluator considers useful for his evidence-based assessment. A list of
docurments that the project tearm will provide to the evaluator for review i included in Annes B of
this term of reference.

EVALUATION CRITERIA & RATINGS

An assessment of the project performance will be carried out, based against expectations set out in
the Propect Logical Framework [ Results Framework [Annex A), which provides performance and
irpact indicator for project implermentation alomg with their corresponding means of verification.
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The evaluation will at a minimum cover the criteria of: relevance, effectiveness, efficiency,
sustainability and impact. Ratings must be provided on the following performance criteria. The
completed table must be included in the evaluation executive summary. The obligatory rating scales
are incleded in Anmex 0. And a total/averaged rating obtained from the ratings of the following table

must be presanted for the project.

Rating Project Performance

Criteria

Comments

Monitoring and Evaluations: Mighly Satisfactory [HE), Satisfactory (5], Moderateby Satisfactory
|MA5), Moderately Unsatisfactory [MU), Unsatisfactory [U], Mighly

Unsatisfactory (U]

(verall guality of BSE

[rate & pt. scale)

MEE design at project start up

[rabe & pt. sole]

MEE plan implermnentation

[rate & pt. scale]

1A & EA Execution: Mighly Satisfactory [

H5], Satisfactory (%],
Moderately Uinsatisfactory (MU], Unsatisfactory (U], Highly Unsatisfactorny [HU)

Moderately Satisfactory (MS),

iOwvrerall Quality of Prajesct Implementation [/
Execution

[rate & pt. scale]

implementing Agency Execution

[rabe & pt

. scale)

Executing Agency Execution

[rate & pt

. scale]

Outcomes: Mighly Satisfactory (MS), Satisfactory (5), Moderately Satisfactory (MS), Moderately
Unsatisfactory [MU), Unsatisfactory (U], Highly Unsatisfactory (MU

iOverall Quality of Project Outcomes [rabe & pt. scale]
Redevance: relesvant [B) or nok relevant [HE) | (rate & pt. scale)]
Effectivenoss [rate & pt. scale)
Efficiency [rate & pt. scale)

Sustainability: Likely (L), Moderately Likely [ML). Moderately Unlikely (BU], Unlikedy (U]

iOwvrerall eelibood of risks i Sustainability [rate & pt. scale]
Financial resouwnces [rate & pt. scale)
Locio-economic [rate & pt. scale)
Institutional framework and govemance [rate & pt. scale)
Ervsirommeental [rate & pt. scale)

impact: Significant [5], Minimal (M5), Megligible [N)

Enwironmental Status improwement

[rate & pt.

scalie]
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Ensironmeental Stress Reduction [rate & pt. scale]
Progress towards stressfstatus change [rate & pt. scale)
Orwerall Project Besults [rate & pt. scale)

PROJECT FINANCE / COFINANCE

The Evaluation will a2sess the key financial 35|.'II':'I'.|'£. of the |'Jr:'.“ljl':""_t. Ir'Il.'|I..2II'IE the extend of co-
financing planned and realized. Project cost and funding data will be reguired, including ammual
expenditures. Varianoes bebaeen planned and actual expenditures will meed o be assessed and
explained. Results from recent financial audits, as available, should be taken inbo consideration. The
evaluator will receive assistance from the Country Office (CO) and Project Team to obtain financial
data in order to complete the co-financing table below, which will be incleded in the terminal
evaluation report.

Flanned Manned

Grants

Loans Concesshons
- In-kiinsd support

- Other

Totals

MAINSTREAMING

UMDF supported GEF financed projects are key cormponents in UNMDP country programming, as well
a5 regional and global programs. The evaluation will assess the extent to which the project was
sceessfully mainstreamed with other UNDP priofities, including poverty alleviation, improyved
governance, the prevention and recovery from natural disasters, and gender”.

PP LT

The evaluator will assass the extent to which the lJl'I:IjEI'.'.I:‘. 3".|'II':"-.'iI'IE_II"I|’.'IEI'.|'_‘. Or progressing towards
the schievemsnt of impacts. Key findings that should be brought out in the evaluations include
wihether the project has demonstrated: a) verifiabla improvements in the national capacity o

¥ Far this the ©0 will share the UNDAF, CCA, CPD, Strategic Plan and CRAP.
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adequately manage PCRs, b) improvements in the emdronmentally sound management of PCBs, cf
improvernents in the emdronmentally sound storage and disposal of PCB waste,

The Praject expects the evaluation to answer some of the following questions:

- Has the project achieved the expected results and products for the final evaluation ?

- How is the progress towards each result, product and impact indicator?

- ‘Which factors have contributed or hinder the schievement of the expected results?

- ‘What level of appropriation, support and technical support has provided the executing agency
(BAAE] for the project’s achievement of results?

- How do the main stakeholders plan to provide sustainability to the project’™s results in the
futwre?

- How has the UNDP contribution helped the project’s result achievement?

COMCLUSIONS, RECOMMENDATIONS & LESSONS

The esaluation report must inclede a chapter pm-.n'dir'g a set of conclusions, recommendations and
S 50ns

IMPLEMENTATION ARRANGERENTS

The main responsibility for managing this evaluation resides with the UNDP C0 in Ecuador and the
PCE Project Unit. The UNDP OO0 will contract the evaluator, as per requirement of the Propect and
the Ministry of Environment. The Project Tearm will be responsible for lizsing with the Evalustor to
st up stakeholder interviews, arrange field visits, coordinate with the Government, ete.

The Evaluator will be responsible for all logistics arrangements that his/her field visit could imply. In
addition, hefche will present all documents including main report and anmnexes in Spanish first, anos
they are approved, the Evaluator will translate them and present them in English.

EVALUATION TIMEFRAME

The total duration of the evaluation will be 60 days aocording to the follewing plan, the time that
the reference group, composed by the propect’s Steering Committies members, takes to review the
reports/findings and other docurnentation is not taken into acoownt in the following table:

Activity Tirming
Preparation 12 days
Evaluathon Mission 8 days
Diraft Evaluation Report 2