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Executive Summary  

 

Project Description  

Bhutan is a small, landlocked country, located in the Eastern Himalayas between China and India. 
A vulnerability analysis for water resources conducted in 2021, as a part of Bhutan’s National 
Adaptation Plan (NAP) identified the Punatsangchhu River basin as an area with the highest 
likelihood of increased duration and frequency of low flows. Climate change impacts including 
erratic rainfall and increased temperatures are contributing to the drying of springs and streams 
during the dry season resulting in reduced groundwater recharge.  

The “Advancing Climate Resilience of the Water Sector in Bhutan” (ACREWAS) project is a 
response to climate change-induced variability in weather patterns resulting in irrigation and 
domestic water shortages which have been intensifying in Bhutan. The project targets four 
watersheds for interventions: Singtaulum, Okalum, Pawkhola and Laraychuu, which fall within 
three Dzongkhags (Gasa, Punakha and Tsirang) of the Punatsangchhu basin. The five-year 
project started in September 2023 and is to finish in September 2028. 

The ACREWAS project’s objective is to enhance resilience to climate change impacts through 
adaptation of the water sector for sustainable economic well-being. The project aims to directly 
benefit 37,334 people. Of these, roughly half will benefit from improved water supply systems and 
half from enhanced watershed services. The project intends to “climate-proof” 74 km of water 
transmission and distribution infrastructure and will augment water storage and treatment through 
small tanks (1 to 250 cubic meters) and two water treatment plants to ensure reliable supplies for 
both agricultural and domestic uses. The project also aims to bring 3,392 hectares of agricultural 
land under assured irrigation and 38,518 hectares of watershed under climate-resilient 
management to stabilise water yields when faced with rainfall variability and long dry periods. 

The Project is funded by a GEF LDCF trust fund grant of USD 8,932,420 with USD 25,032,000 in 
co-financing and USD 100,000 from UNDP trac funds. The project is implemented under the 
National Implementation Modality (NIM) framework whereby the Ministry of Infrastructure and 
Transport (MoIT) has the primary responsibility and accountability for managing the project, with 
the Ministry of Energy and Natural Resources (MoENR) and Ministry of Agriculture and Livestock 
(MoAL) designated as the two Responsible Parties (RPs).  The UNDP-CO assumes responsibility 
and accountability for oversight and quality assurance of the project. 

The project has four outcomes, summarized as: 

Outcome 1: Strengthened water governance, institutions, and financing mechanisms in support 
of climate-resilient water management  

Outcome 2: Vulnerable natural water catchments in the target river basin (Punatsangchhu River 
Basin) restored, sustainably managed, protected and their ecosystem conditions improved  

Outcome 3: Enhanced adaptive capacity of water infrastructure to climate-induced water 
shortages and quality deterioration through climate-proofing, private sector engagement, and 
technology deployment  

Outcome 4: Strengthened awareness and knowledge sharing mechanism established to 
increase the understanding of climate change impacts on biodiversity and watersheds  

The MTR sampled communities in the three dzongkhags of Punakha, Gasa and Tsirang, covering 
the four targeted watersheds of Okalum in Punakha, Singtaulum in Gasa and Kuchi Khola and 
Pawkola in Tsirang, all in the Punatsangchhu River Basin.  The MTR used a multi methods 



9 
 

approach that combined a document review, interviews of stakeholders and on-site observations. 
In total, 67 people were interviewed for the MTR, which took place between December 2025 and 
February 2026. 

Project Progress Summary 

The ACREWAS project is aligned with several laws, policies, strategies, and international 
commitments, particularly those concerned with climate change, water resources management, 
agriculture, and management of forests, rangelands, and natural resources.  

The project strategy was found by the MTR team to be highly relevant to achieving the ultimate 
objective of climate resilience. The project Theory of Change (ToC) shows strategies designed to 
address climate change impacts and human caused environmental degradation by addressing 
specific barriers to the proposed adaptation solution through clear causal linkages. In accordance 
with the ACREWAS Stakeholder Engagement Plan (SEP), the Environmental and Social 
Safeguards Framework (ESSF) and the Gender Analysis and Action Plan (GAAP), stakeholder 
consultations were essential for project design and implementation.  There was a 12-month 
inception phase to complete all in-depth field surveys and finalize designs and plans for 
interventions in close consultations with stakeholders 

There is good project coordination between UNDP, the PMU, the Districts and the Gewogs. This 
provided a workable structure for the project, with all levels of government involved with a defined 
role, and with the district government as an implementing partner. This effective coordination 
structure contributed to the project success that was observed at midterm. 

All project activities were found to be progressing well with some on target, and some below the 
midterm target. The MTR found that there were clear and legitimate reasons for why several of 
the midterm targets were not reached. There was evidence that the end of project targets would 
be met and the project is on track to finish on time.  

The overall financial progress of the project is found to be on track with 71.3% expenditure. 
However, there is fund underutilization for components 1 and 4, which were both between 30 and 
40 percent. However, it was observed that the activities are in the pipeline and the expenditure is 
expected to significantly increase once the consultants are hired during the second half of the 
project. The investment of about 61.6% of the total Co-financing was mobilized at the time of the 
MTR.  

The ACREWAS monitoring and evaluation protocols were found to be comprehensive and 
rigorous with thorough and regular documentation of project activities with good gender 
disaggregation. Project M&E was available for decision making at the PSC level, which is critical 
for adaptive management, for measuring indicators and for documenting project progress towards 
outcomes.  

There are several mechanisms in place to ensure sustainability of project benefits, such as the 
close involvement of the district governments in implementation, the involvement of community in 
the management of watersheds, and water use managed by community forest management 
groups and water user associations, the latter which will oversee a payment for ecosystem 
services system in some areas.  There are also tangible benefits to farmers from small scale 
irrigation systems, which will ensure sustainability. Risks to sustainability include the continuatio 
of funding support for the implementation of watershed management plans, and the continued 
attrition of human resources in both the government workplace and in the private sector. 

The following table provides achievement ratings for the MTR criteria. 
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MTR Ratings & Achievement Summary Table  

Measure 
MTR 
Achievement 
Rating 

Achievement Description 

Project Strategy N/A 

The ACREWAS project design was highly consultative and 
engaged a wide range of stakeholders in the early stages of project 
development.  The Theory of Change is well thought out and 
includes the necessary assumptions and links between outputs 
and outcomes with a good range of SMART indicators. An 
additional indicator to monitor beneficiary income as a result of 
irrigation is suggested. 

Progress Towards Results: 

Objective: 
 

Satisfactory 

The target for Indicator 1 (number of beneficiaries reached) for 
the objective has been surpassed at midterm.  
The target for Indicator 2 was 43.2% of the midterm target, 
however, watershed protection, management and restoration 

will be implemented after the MTR when all of the watershed 

assessments are approved and implementation begins. 

Outcome 1 
 

 
Satisfactory 

Outcome 1 is expected to achieve most of its end-of-project 
targets, with only minor shortcomings – the WUA are loosely 
organized and will formalize in the second half of the project.  
Almost 78% of the midterm target was reached with 7 out of the 
target of 9 district and basin level climate-risk informed policies 
and strategies developed and endorsed. 

Outcome 2 
 

 
Satisfactory 

Two of the three indicators are under target at midterm.  
Watershed management plans have yet to be implemented and 
the source of finance for the CBWMPs  needs to be ensured.; 
Two of the four  LFMPs have been approved (Okalum in 
Punakha and Chedachhu/Bulkey/Lareychu in Tsirang) and two 
are in the approval stage Shingtalum in Gasa and Kuchi Khola)  
and the amount of agricultural land under climate resilient 
practices will increase once the water supply systems are 

running. Outcome 2 is expected to achieve most of its end-of-

project targets  

Outcome 3 
 

Satisfactory 

Volume of water storage (m3) surpassed the midterm target. 
The length of the pipeline (km) climate proofed is 34.7 km out 
of the 55.6km MT target, and it is on track to complete by the 
end of the project to benefit all the beneficiaries.  

Outcome 4 
 

Satisfactory 
Several knowledge products have been produced and more are 
underway 

Project 
Implementation & 
Adaptive 
Management 

 
Highly 

Satisfactory 

Implementation of all seven components – management 
arrangements, work planning, finance and co-finance, project-
level monitoring and evaluation systems, stakeholder 
engagement, reporting, and communications – is leading to 
efficient and effective project implementation and adaptive 
management. The project can be presented as “good practice”. 

Sustainability Likely 
Negligible risks to sustainability, with key outcomes on track to 
be achieved by the project’s closure and expected to continue 
into the foreseeable future  

 

Summary of conclusions   

The ACREWAS project has made significant achievements at midterm. A crucial element of the 
success seen thus far is the coordination structure of the project that includes all levels of 
government, from the national to dzongkhag to gewog involved in implementation, monitoring and 
reporting. The project collaborates and explores synergies with other water supply projects in 
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Bhutan.  These projects create synergies by integrating climate-resilient water supply 
infrastructure with climate resilient agriculture practices, watershed restoration, and digital 
monitoring.  

Gender issues were duly addressed in project design and followed up during implementation.  
Gender and social inclusion issues are well outlined in the Project Document, Stakeholder 
Engagement Plan (SEP), as well as the Gender Analysis and a Gender Action Plan (GAAP). 

Despite not reaching midterm targets, there are reasonable explanations that provide assurance 
that all outcomes will be achieved by the end of the project.  The overall rating for progress 
towards outcomes is “Satisfactory” and there was no evidence of any significant barriers to 
achieving all results in the second half of the project. 

Project Implementation and Adaptive Management was given an overall rating of “Highly 
Satisfactory”. While there have been no significant changes to the project, there have been 
several cases of adaptive management, where unexpected circumstances have led to a shift in 
implementation.  

Project monitoring occurs at multiple levels and appears to be regular, thorough and generating 
evidence-based results which are well documented. While the project has several built-in 
sustainability mechanisms, such as the involvement of government agencies at all levels in 
implementation, the involvement of community members in water user associations and the 
inclusion of community forest management groups in watershed protection, there are some 
identified risks to sustainability. These risks include uncertainty of funding for watershed plan 
implementation, the uncertainty of the feasibility of Payment for Ecosystem Services (PES) in 
rural areas, and the level of attrition of human resources in government and the private sector.  In 
addition, there are some environmental risks, such as unanticipated impacts of climate change 
on water sources and the potential impacts of the water supply system on local biodiversity.  The 
project has, in the ESMPs, developed comprehensive mitigation strategies for most of these risks 
which should work to ensure sustainability of project benefits long after the life of the project. The 
overall financial progress of the project is found to be excellent with 71.25% expenditure at 
midterm. 

Summary of recommendations at midterm for the ACREWAS project 

Recc No. Recommendation Entity Responsible 

Outcome 1 

1 
Initiate strengthening of the WUAs through the use of WUA 
guidelines 2024 as soon as possible, without waiting for the water 
supply projects to be completed. 

PMU, DoW 

2 
Explore incentive options (eg. salary for executive members) to 
encourage youth to join WUA & CFMG. 

PMU, Dzongkhags 

Outcome 2 

3 
More training on climate resilience is needed at the Dzongkhag 
level and re-fresher training is especially important given the high 
level of staff turnover. 

UNDP 

4 
Financing and human capital need to be in place for the 
implementation of watershed restoration. 

UNDP, PMU, DoW, 
DoFPS, Dzongkhags 

5 
Train contractors on fire hazards at work site; Train CFMG and 
WUA on fire hazards. 

DoFPS 

6 
Conduct more experimentation & testing with organic mulches that 
are not labour intensive and that can help to eliminate the reliance 
on plastic mulches.  

PMU & DoA, MoAL, 
PS 
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7 
Encourage farmers to consider adoption of new and tested-in-
Bhutan rice varieties adapted to the changing climate to ensure 
continued high productivity despite increasing temperatures. 

PMU, MoAL 

8 
Consider outsourcing the rehabilitation of the water supply systems 
to green NGOs to work with contractor. 

PMU 

Outcome 3 

9 
Ensure the ESMP monitoring plan is implemented, reviewed and 
strengthened, and ensure that the contractor follows the ESMP. 

PMU (M&E) 

Project Implementation 

10 

a. Develop and monitor development indicators on:  
i) Farming income after CR practices implemented 
ii) Women’s engagement: positions of leadership 

b. Ensure that gender-specific indicators in the GAP are monitored 
and documented and that the ESMP and GAAP monitoring are 
integrated with the project annual and mid-year monitoring. 

UNDP, PMU (M&E) 
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1. Introduction 

The purpose of the MTR is to provide an independent, evidence-based assessment of progress 
towards achieving the project’s objectives and outcomes as set out in the Project Document. The 
MTR assessed and identified successes/failures, challenges, and risks, and provides 
recommendations on some actions to ensure progress continues as well as some corrective 
actions to ensure the project remains on track to deliver its intended results. The MTR reviewed 
the project’s strategy and risks to sustainability. The MTR findings are designed to be credible, 
reliable, and useful as well as to provide actionable recommendations for decision-makers at 
project, national, and institutional levels. The MTR findings are designed to enable timely 
adjustments and ensure recommendations to inform the remaining implementation period.  

The audience for the MTR findings is:  

● Project Management Unit and other implementing partners to strengthen project 
performance 

● UNDP to support adaptive management and alignment with strategic priorities and 

● GEF and government counterparts to assess effectiveness, accountability, and 
sustainability 

1.1 Scope & Methodology 

The MTR sampled communities in the three dzongkhags of Punakha, Gasa and Tsirang, covering 
the four targeted watersheds of Okalum in Punakha, Singtaulum in Gasa and Kuchi Khola and 
Pawkola in Tsirang, all in the Punatsangchhu River Basin.  The selection of sites for data 
collection used a non-probability sampling approach, combining purposive and convenience 
sampling, due to geographical constraints, time and budget.   Data were collected from January 
4 to 15, 2026 by two independent consultants hired by UNDP to conduct the MTR – one national 
and one international consultant. 

The following criteria were used for site selection The detailed field consultation schedule is in 
Annex 5.4.  

1. Feasibility: travel to sites was possible between Jan 7 and Jan 15 

2. Samples from all three Dzongkhags in each of the four targeted watersheds were collected 

3. Sites included those areas both where activities had been completed and those still 
underway 

1.2 Non-experimental design approach 

The MTR followed UNEG ethical guidelines. The MTR aimed to be participatory, consultative, 
utilization-focused (specifically designed to meet the needs of the end-users of the MTR), and 
responsive to gender and any minority groups.  

The MTR used a non-experimental design and collected information to study implementation 
and progress towards outcomes.  The MTR aimed to provide descriptive/qualitative results that 
are useful and informative for the prospective users. The analysis of data was to assess project 
implementation against the project’s design and illustrate possible contributions of the evaluated 
intervention to the project’s goals. 

1.3 MTR Methods  

The MTR used the “Guidance for Conducting Midterm Reviews of UNDP-Supported, GEF-
Financed Projects” and followed the criteria and questions outlined in the Terms of Reference.  
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Key evaluation questions were developed and are listed in the Mid Term Review Evaluative Matrix 
along with indicators, sources of information and methodology (Annex 6.2). The criteria used are:  

1. Project Strategy 
a. Project Design 
b. Results Framework / Logframe 

2. Progress Towards Results:  
a. Analysis of Progress Towards Outcomes  

3. Project Implementation and Adaptive Management:  
a. Management Arrangements  
b. Work Planning  
c. Finance and Co-finance  
d. Project level M&E Systems  
e. Stakeholder Engagement  
f. Social and Environmental Safeguards  
g. Reporting  
h. Communications and Knowledge Management  

4. Sustainability:  
a. Financial 
b. Socio-economic 
c. Institutional / Governance 
d. Environmental 

 

1.3.1 Qualitative methods approach 

This MTR used a qualitative methods approach, which included three methods: i) the document 
review was used in conjunction with ii) stakeholder consultations, either in interviews or focus 
group discussions, and iii) on-site observations.  These three methods were conducted 
independently of each other to allow for data triangulation to provide validity and reliability of data 
collection and to ensure evidence-based findings.  The MTR ensured that data collection captured 
the principle of “Leave No One Behind” and incorporated gender and social inclusion. 

1.3.2 Data collection methods 

1. Document review 

A thorough review of project documents provided by the Project Team was conducted.  
Documents reviewed included the Project Document, PIF, UNDP Initiation Plan, UNDP Social 
and Environmental Screening Procedure/SESP), project reports including the PIR, project budget 
revisions, national strategic and legal documents, Project Board/Steering Committee (PSC) 
Meeting minutes.  All documents reviewed are listed in Annex 5.6.  

The MTR team also reviewed the baseline GEF focal area Core Indicators/Tracking Tools 
submitted to the GEF at CEO endorsement, and the midterm GEF focal area Core 
Indicators/Tracking Tools that were completed before the MTR field mission began. These are 
discussed in Section 3.2.2.  

2. Semi-structured interviews   

Interviews were conducted in-person with a broad range of project stakeholders including the 
project team, key government counterparts, local community members and other key partners. 
Table 2 in Section 2.8 lists the key stakeholders consulted and Annex 5.5 lists the name and 
affiliation of those people consulted. The interview questions served as a guide for interviews and 
FGDs and were structured based on the GEF /ToR criteria outlined in the evaluation matrix 
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(Annex 5.2). Interview notes were transcribed daily to specific data capture frameworks based on 
the MTR questions and criteria. An online interview was conducted with two stakeholders who 
the MTR team could not meet in-person due to their location.  

3. Focus Group Discussions (FGD)  

FGDs were held when there was a group of people to consult, for example with the government 
officials at each of the Dzongkhags. From these discussions, those involved were asked relevant 
questions that were a mix of experience-based and perception-based questions. This combination 
ensured gathering both objective details of the project status and the subjective views of 
participants, while also checking the consistency and clarity of responses.   

4. On-site Observations 

Observations were made during the on-site visits to communities and sites where project 
interventions were being conducted, including drinking water supply and irrigation sites, where 
water infrastructure has been built and on farms where climate resilient practices including drip 
and sprinkler irrigation were used. The MTR team was able to observe activities in situ to provide 
and substantiate interviews and FGDs. Observations can potentially capture additional 
information that participants may not have provided during interviews/FGDs.  

1.3.3 Protocols for Interviews and FGDs 

Protocols for interviews and FGDs require informing the participants of their rights and obtaining 
consent.  Interviews followed UNEG guidelines. In particular, the MTR team ensured that 
participants were: 

i. Informed of their rights to participate and that they are under no obligation to do so.   

ii. Aware of purpose of the MTR and how the interview/FGD contributes to data collection 

iii. Introduced to the MTR Team 

iv. Aware that information collected is completely confidential.  If quotes are taken, 
consent is required for their use in the report 

v. Informed about the team sharing findings through a report or debrief and expectations 
clarified that follow-up projects or funding are outside the scope of the MTR 

vi. Comfortable with the interviewer, the process and at ease with others present (as in 
FGDs) and the location  

vii. Free to divide into groups of women and men for separate FGDs 

1.3.4 Data Analysis 

Data cleaning: Before analysis, all data were cleaned. This is the process of removing errors, 
inconsistencies, duplicates, and irrelevant entries.  

Data capture and analysis: A standardized data-capture form was used to organize cleaned 
data by source and MTR criterion. This form helped to compile information from the interviews, 
focus group discussions, documents, and field observations, aligning data with each evaluation 
question. 

Each data collection method had a method of analysis as described below:  

Document and secondary data review: Project documents were reviewed, then the information 
was extracted and linked to the logic framework of the project and GEF evaluation criteria in the 
data capture form.  
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Interviews, focus groups, and observations analysis: the notes of interviews, focus groups 
and field observations were systematized by evaluation criteria.  

The data capture form was essential to integrate and consolidate the data for analysis across 
data sources. This helped to look for convergence (agreement) and divergence (differences) 
across data sources. It mapped each evaluation question or key finding to the evidence sources.  

Data disaggregation is deemed essential for data collection so that data analysis can discern 
any differences in responses attributed to gender and was done to the extent possible. 

1.3.5 Triangulation  

The MTR applied methodological and data triangulation, drawing from interviews, focus groups, 
and site observations. Findings were validated across these sources to confirm consistency, or 
explain divergence, as displayed in the evidence matrix. Working in a team of two for data 
collection and analysis also support triangulation, as it was possible to compare interpretations 
across independent perspectives. The approach of working in a team also contributes to reducing 
individual bias.  

Triangulation underpinned all evaluative statements, which were based on evidence supported 
by at least two sources. If there was a discrepancy, the MTR team explained the nuances when 
possible. 

1.3.6 Approach to working in each Dzongkhag 

1. Dzongkhag officials were met and interviews or FGDs were held at the Dzong with 
government officers.  Other officials included the Tshogpa, Mangmi and Gup whenever 
possible. 

2. FGDs were held with community members and farmers where project interventions were 
taking place. 

3. Site observations were of project activities (e.g. water infrastructure, farms with irrigation 
and other climate resilient practices). 

1.4 Scope of the MTR 

The MTR covers all four Components and Outcomes of the ACREWAS Project, providing an 
assessment of the project's performance by reviewing its design, implementation, and results at 
mid-term, covering the project implementation period from August 2023 to January 151, 2026, a 
period of approximately two years and four months.  

The MTR covered all three Dzongkhags and sampled all project interventions. Site selection 
criteria for sampling are discussed in more detail in Section 2.5.  The MTR included a broad 
representation of stakeholders, from national level ministries to a sample of local governments, 
and farmer participants (beneficiaries).    

The MTR questions were formulated based on GEF criteria (Annex 5.2) in line with the UNDP-
GEF “Guidance for Conducting Midterm Reviews of UNDP-supported, GEF-financed projects” 
(2014).  Mid-term Reviews are required to provide ratings for the following criteria:  

i. Progress Towards Results (for each Outcome) (see Table 4 in Section 3.2.1) 
ii. Project Implementation & Adaptive Management 
iii. Sustainability 

 
1 Additional M&E data were provided to the MTR team up to Feb 25 
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1.5 Ethical Safeguards 

The MTR Team was responsible for safeguarding and ensuring ethics at all stages of the review 
process, following the 2020 UNEG Ethical Guidelines. The team adhered to the following during 
the data collection and the entire MTR: prior informed consent of respondents, protection of 
privacy, assurance of respondent confidentiality and anonymity of participants, attention to 
cultural sensitivity, respecting the autonomy of respondents, ensuring fair recruitment of 
participants and ensuring no harm to participants or their communities. All products from the MTR 
were prepared to omit personally identifiable information, and the descriptions of those people 
interviewed individually or in focus groups are presented in a summary form to avoid disclosure 
of personally identifiable information.  

1.6 MTR Limitations  

The limitations to the MTR, which are the known constraints or weakness in the MTR design 
and/or methodological issues that restrict the generalizability of findings, are listed below: 

● Unknown sample representativeness: The MTR cannot verify how well the selected 
beneficiaries reflect the entire target population.  However, the sample size is 
determined to be adequate to generalize on project implementation progress.  

2.Project Description and Background Context  

2.1 Development Context 

Bhutan is a small, landlocked country occupying 38,394 km2, located in the Eastern Himalayas 
between China in the north and India in the south, east, and west. High snow-capped peaks and 
alpine pastures occupy the north.  The the mid ranges are covered with temperate forests in deep, 
north to south valleys and hills created by fast-flowing rivers. The southern foothills are 
characterized by alluvial plains with broad river valleys and sub-tropical forests. The entire 
country, with its fragile mountainous ecosystems, is part of a global biodiversity hotspot with 52% 
of the total area protected, according to the Annual Forestry Statistics 2023. As per the 
ACREWAS project document, only 2.75% or 112,556 hectares constitute cultivated agricultural 
land, and farmers largely depend on rainfed irrigation systems to grow crops. 

A Gewog level vulnerability analysis for water resources conducted in 2021, as a part of the 
National Adaptation Plan (NAP) for Bhutan, identified the Punatsangchhu River basin as an area 
with the highest likelihood of increased duration and frequency of low flows. The analysis 
concluded that erratic rainfall due to climate change is contributing to the drying of springs and 
streams during the dry season resulting in reduced groundwater recharge. The frequency of 
droughts and extreme rain events is also projected to increase in both Gasa and Tsirang 
Dzongkhags. The Climate Change Vulnerability Analyses and mapping for the National 
Adaptation Plan (NAP) process in Bhutan (2021) ranked Gasa and Tsirang in third and fourth 
positions in terms of vulnerability. Punakha was ranked among the highest in terms of hazards, 
exposure and environmental degradation. 

The ACREWAS project targets interventions in four watersheds: Singtaulum, Okalum, Pawkhola 
and Laraychuu, which fall within three Dzongkhags (Gasa, Punakha and Tsirang) of the 
Punatsangchhu basin, as shown on the map below. These sites, according to the Project 
Document 2022 (ProDoc), were selected based on a comprehensive assessment of 
socioeconomic and climate hazards at the dzongkhag level as well as a gewog level vulnerability 
analysis of water resources in Bhutan for drinking water and irrigation water sources. 

 

http://www.unevaluation.org/document/detail/2866
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Figure 1. Map of Bhutan showing the four watersheds where the ACREWAS project is being 
implemented (source: Project Document) 

 

2.2 Problems that the project sought to address: threats and barriers targeted 

The ACREWAS project document explicitly mentions that due to climate change-induced 
variability in weather patterns and an increased frequency and intensity of climate-induced 
hazards, irrigation and domestic water shortages have been intensifying over the past few years. 
Water shortages have increased the vulnerability of livelihoods, food production and human 
health that depend on renewable natural resources (RNR), particularly for farmers and those 
dependent on agriculture and forest resources.  

The project aims to address the following problems caused by the impacts of climate change: 

- declining productivity and diminishing ecosystem services from watersheds 
- declining supply duration, volume and quality of both the domestic and irrigation water 

supply 

- increased vulnerability of livelihoods that are dependent on agriculture and natural 
resources 

To address the above problems, the project seeks to tackle the following issues that act as 
barriers to the adaptation solutions: 

- Lack of awareness, capacities and skills among communities dependent on the RNR 
sector to address climate impacts 

- Poor technical capacity and resource constraints in agricultural extension services to 
support climate smart agriculture (CSA) 
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- Overlapping jurisdictions and policy gaps in water resources management and provision 
of water services 

- Poor technical capacities and limited resources to restore water infrastructure and to 
sustain its operation and management (O&M) 

- Inadequate resources to stabilise catchments and for ecological restoration of watersheds 
- Lack of incentives to engage in watershed-friendly land management practices 
- Unclear modalities to engage the private sector in water management 

 

2.3 Project Description and Strategy: objective, outcomes and expected results 

Water scarcity and the decline in water quality contribute directly to the vulnerability of livelihoods, 
food production and human health, dependent on the renewable natural resources (RNR) sector, 
particularly for communities dependent on forest resources. To confront these issues, Bhutan 
launched a USD.932 million project titles “Advancing Climate Resilience of the Water Sector in 
Bhutan” (ACREWAS). The project is financed by the Global Environment Facility’s Least 
Developed Countries Fund (GEF-LDCF) and UNDP with an additional USD 25 million in co-
financing from the Royal Government of Bhutan. The project spans a period of five years from 1 
September 2023 to 1 September 2028. 

The primary objective of the ACREWAS project is to address water shortages and declining 
quality of water in the three Districts/Dzongkhags of Gasa, Punakha, and Tsirang that are 
considered some of the most climate vulnerable regions in the country  Overall, the project aims 
to enhance resilience to climate change impacts for the sustainable economic well-being of the 
people of Bhutan through climate adaptation of the water sector.  

The ACREWAS project has the following components, outcomes and outputs: 

Component 1: Water governance and institutions 
Outcome 1: Strengthened water governance, institutions and financing mechanism in support 
of climate-resilient water management 

Output 1.1: Relevant national and local policies and strategies aligned with sustainable and 
climate resilient water management 

Output 1.2: Institutional and community level capacity for climate-smart water and watershed 
management strengthened 

Output 1.3: Innovative financing mechanisms for both watershed management and water 
infrastructure introduced 

Component 2: Nature-based solutions for sustainable & climate-resilient watersheds 
and livelihood enhancement  
Outcome 2: Vulnerable natural water catchments in the target river basin (Punatsangchhu 
River Basin) restored, sustainably managed, protected and their ecosystem conditions 
improved 

Output 2.1: Nature-based solutions for watershed restoration implemented aimed at yielding 
stable spring/stream flows 

Output 2.2: Forest/Ground cover in catchment watersheds managed and maintained through 
the engagement of local communities and private/corporate sector 

Component 3: Efficient, adequate, and sustainable supply, distribution, and utilisation 
of water  
Outcome 3: Enhanced adaptive capacity of water infrastructure to climate-induced water 
shortages and quality deterioration through climate-proofing, private sector engagement, and 
technology deployment 

Output 3.1: Climate proofing measures implemented in multi-purpose storage, conveyance, 
and distribution network of domestic and irrigation water 
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Output 3.2: Efficient drought-resilient water management technology tested and up-scaled 
through private sector (youth-based start-up enterprises) 

Component 4: Knowledge Management 
Outcome 4: Strengthened awareness and knowledge sharing mechanisms established 

Output 4.1: Communication strategy developed and implemented on water conservation and 
sustainable management developed and implemented 

Output 4.2: Publication of a State of the Basin Report (SOBR) for the Punatsangchu River 
Basin institutionalized 

 

2.4 Expected Results  

The project aims to enhance resilience for the sustainable economic well-being of the people of 
Bhutan through climate adaptation of the water sector. It will directly benefit 37,334 people (male: 
19,465, female:17,869) residing across three Dzongkhags and four watersheds. Of these, 19,391 
will benefit from water supply and 17,943 from enhanced watershed services. The project is in 
the process of “climate-proofing” 74.14 km of water transmission and distribution infrastructure 
and will augment water storage and treatment through small tanks (1 to 250 cubic meters) and 
two water treatment plants to ensure reliable supplies for both agricultural and domestic uses. 
Public-private partnership (PPP) models are to be explored for long-term financial sustainability 
of water utility services. Entrepreneurs will be facilitated, using a PPP model, to take over aspects 
of O&M of water supply networks or the management of the infrastructure’s automated monitoring 
and metering system. The project will also bring 3,392 hectares of agricultural land under assured 
irrigation and 38,518 hectares of watershed under climate-resilient management to stabilise water 
yields under extreme events such as rainfall variability and long dry spells. PES models will be 
upscaled from existing approaches to sustain restoration and management of critical catchments 
and monetize biodiversity services by exploring opportunities in eco-tourism and agro-tourism.  

A river basin management plan will be prepared for the Punatsangchhu River Basin which will be 
coupled with the strengthening of institutional capacities of nine watershed institutions. The 
project will set up three facilities for domestic water quality analysis and measurement of supply 
across both irrigation and domestic water distribution networks. The three Dzongkhags will also 
be supported in adopting water management information systems and using designs for irrigation 
and domestic water infrastructure based on modelling of climate scenarios developed under the 
project. The project targets five key groups for different activities. The detailed description of the 
stakeholders and their associated activities are provided in the Stakeholder Engagement Plan 
(Annex 9 of the Prodoc). 

2.5 Description of the Project Sites 

The ACREWAS Project is being implemented in the three climate-vulnerable dzongkhags within 
the Punatsangchhu River Basin - Gasa, Punakha and Tsirang. The dzongkhags were selected to 
be targeted by the project based on a comprehensive assessment of socioeconomic and climate 
hazards at two levels: i) the dzongkhag level and ii) the Gewog level based on a vulnerability 
analysis of drinking water and irrigation resources in Bhutan.   

2.6 Project Implementation Arrangements 

The Project is implemented under the National Implementation Modality (NIM) framework 
whereby the Ministry of Infrastructure and Transport (MoIT) has the primary responsibility and 
accountability for managing the project. The Project is governed by a multi-stakeholder board or 
committee (Project Board/Steering Committee- PB/PSC) established to review performance 
based on monitoring and evaluation, and implementation issues to ensure quality delivery of 
results, and approve strategic project execution decisions. 
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In addition to MoIT as the Implementing Partner (IP), the Ministry of Energy and Natural 
Resources (MoENR) and Ministry of Agriculture and Livestock (MoAL) are designated as the two 
Responsible Parties (RPs).  There are also three Dzongkhag focal points. The UNDP-CO 
assumes responsibility and accountability for oversight and quality assurance of this project. 

Project Management Unit (PMU) is housed in the MoIT, with Secretary as chair of the PB/ PSC, 
the Director General of the Department of Infrastructure Development (DoID) as Project Director, 
who is supported by a Project Manager, Project Technical Officer, M&E and communications 
Officer, and Finance Officer. The IP also has the Technical Advisory Group/Committee 
(TAG/TAC) to advise the PMU and PB/PSC.  

2.7 Project timing and milestones  

The Project started on 1st September 2023 and has a planned duration of five years, to end on 
1st September 2028. The current expected date of the Terminal Evaluation (TE) submission to 
GEF is 1st March 2029. 

The major project targets/milestones are shown below: 

Table 1. Project Milestones 

Components Mid-term Target End-of-Project 
Target 

Project Objective: To enhance resilience for sustainable economic well-being of the people of Bhutan through 
climate adaptation of the water sector 

Mandatory Indicator 1: People benefitting from GEF financed 
investments (disaggregated by gender): GEF Indicator 11  

11,200 people 
(male= 5,840 & 
female=5,361) 

37,334 people 
(Male=19,465 & 
Female= 17,869) 

Mandatory Indicator 2: Area of land and ecosystem under restoration (Ha 
under climate-resilient management): GEF Indicator 3 

16,746 Ha  
 

41,910 Ha  
 

Outcome 1: Strengthened water governance, institutions and financing mechanism in support of climate-resilient 
water management  

Indicator 3: Number of local level institutions established for adaptative 
management of water resources  

18 18 

Indicator 4: No of district and basin level climate-risk informed policies 
and strategies developed and endorsed  

9 13 

Outcome 2: Vulnerable natural water catchments in the target river basin (Punatsangchhu River Basin) restored, 
sustainably managed, protected and their ecosystem conditions improved  

Indicator 5: Area of watersheds restored and protected (Ha)  15,407 Ha  38,518 Ha  

Indicator 6: Number of watershed and local level climate-risk informed 
policies and strategies  

6 6 

Indicator 7: Hectares of agricultural land under climate-resilient practices  1,357 Ha  3,392 Ha  

Outcome 3: Enhanced adaptive capacity of water infrastructure to climate-induced water shortages and quality 
deterioration through climate-proofing, private sector engagement, and technology deployment  

Indicator 8: Number of persons with assured access to irrigation and 
domestic water through climate-proofing and enhancement of water 
infrastructure  

5,817 (2,824 
females)  
 

19,391 (9,413 
females)  

Indicator 9: water infrastructure more resilient to climate variability and 
change  
9a: Km of domestic and irrigation water transmission and distribution 
lines climate proofed and automated with IoT and ICT based 
technologies  
9b: M3 of domestic and irrigation water storage established  

9a: = 55.6 km  
9b: = 949.25 m3  

9a: = 74.14 Km  
9b: = 1,266 m3 

Outcome 4: Strengthened awareness and knowledge sharing mechanism established  
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Indicator 10: Number of knowledge products generated and 
disseminated  

8 16 

2.8 Main stakeholders: summary list 

The ACREWAS project includes stakeholders in meaningful and informed participation in the 
formulation and in the continuing implementation of the project. Stakeholders were consulted 
during the project  preparation grant (PPG) phase and their input was considered while preparing 
the project document. The Local Project Appraisal Committee (LPAC) was conducted on 24th May 
2023, co-chaired by UNDP and Ministry of Finance. The inception workshop was conducted in 
September 2023 with the purpose of informing stakeholders of the project objectives, outcomes, 
activities, deliverables, Environmental and Social Safeguards, Gender Action Plan and the roles 
and responsibilities of the PMU.  A stakeholder engagement plan was developed to ensure 
continued engagement during project implementation. Table 2 below shows the broad categories 
of stakeholders involved in the project who were consulted for the MTR. 

Table 2. Main categories of Stakeholders consulted for the MTR 

Local Communities/Institutions 

° Water Users (Farmers and domestic Households) 

° Water User Associations (WUAs) 

° Community Forest Management Groups (CMFGs) 

° Gewog Administrations of Toedpisa & Barp (under Punakha), Patshaling, Barshong, Mendrelgang, 
Rangthangling, Tsholingkhar, Kilkhorthang and Sergithang (under Tsirang) and Khatoe & Khamey 
(Gasa) 

Government Agencies (Ministries & Departments) 

° Ministry of Infrastructure and Transport (MoIT) 

° Ministry of Energy and Natural Resources (MoENR) 
• Department of Water 
• Department of Forest and Park Services (DoFPS) 

° Ministry of Agriculture and Livestock (MoAL) 
• Dept. of Agriculture 

° Ministry of Finance  
• Dept. of Macrofiscal & Development Finance (GEF-OFP) 

Dzongkhag Administrations 

° Gasa Dzongkhag Administration 

° Punakha Dzongkhag Administration 

° Tsirang Dzongkhag Administration 

Private Sector 

° Vendors and contractors/suppliers 

Development Partner 

° UNDP 
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3. Findings  

3.1 Project Strategy and Project Design 

3.1.1 The Theory of Change for the ACREWAS project  

Finding 1. The project outcomes contribute to increasing resilience to climate change impacts by 
strengthening the water sector through ensuring a sustainable drinking water supply and offering 
irrigation capability for some beneficiaries. The agricultural sector also benefits though climate 
smart practices (mulching and terrace development) and irrigation to extend the growing season.  

On analysis of the ToC, the MTR finds that the project’s objective to “To enhance resilience for 
sustainable economic well-being of the people of Bhutan through climate adaptation of the water 
sector” is not written as a direct result of the four outcomes. There are no specific outcomes that 
relate to economic well-being, as suggested in the objective. Targeting water supply for domestic 
consumption is enhancing wellbeing but does not necessarily contribute to economic growth as 
the project objective implies.  What contributes to economic well-being (as stated in the objective) 
is improved farming practices and irrigation that will contribute to economic improvement for 
beneficiaries. Therefore, the link between the outcomes and objectives are not entirely clear as 
they are currently worded. 

There is a total of 13 assumptions stated in the project’s ToC (ProDoc page 22), which are 
relevant to how the four components/outcomes will lead to the four intended results.  Of the 
assumptions stated, three of them (1a, 1b, 2) are accurate at midterm.  However, for assumptions 
3a, 3b it is still too early in the project to determine if they are accurate, since it is yet unknown if 
government agencies will be receptive to proposed innovative financial mechanisms and private 
sector involvement and partnerships. As well, it is too soon to know if relevant authorities will 
accept and provide permission, support and resources to use technologies such as IoT and ICT-
based sensors and integrate them with existing management and planning systems.  It is also too 
soon to test the assumption #8, that “Entrepreneurs and private sector participants will be able to 
access credit, insurance and other material and technical resources from existing sources in the 
government, private sector and CSOs.” 

One assumption that is implicit but not explicitly articulated in the ToC is: 

The result of the implementation of Component 2 is stated in the ToC as: “Vulnerable natural 
water catchments in the target river basin restored, sustainably managed, protected and their 
ecosystem conditions improved”.  The assumption here is that this result will contribute to 
enhanced resilience to climate change (CC), which is part of the overall project objective.  This 
assumes that ecosystem restoration and protection will be enough to enhance resilience to CC 
impacts.  However, CC impacts can potentially decrease the amount of water at the source which 
then will affect how much the water supply system can deliver.  With less water at the source, CC 
resilience will be reduced.  It is acknowledged, however, that despite the possibility of reduced 
water flow from the source over time, the ACREWAS project is designed to ensure water use is 
more efficient, with less waste, which is critical to increase the sustainability of the water source. 

3.1.2 Relevance of the project strategy  

Finding 2. The project strategy is found to be highly relevant to achieving the ultimate objective 
of climate resilience. The project ToC shows strategies designed to address climate change 
impacts and human caused environmental degradation by addressing specific barriers to the 
proposed adaptation solution through clear causal linkages. These strategies were developed 
through extensive consultations with stakeholders at all levels, including women and vulnerable 
groups (ProDoc). The project strategy is also responsive to the increasing severity of climate 
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change impacts. All four outcomes contribute to the project objective in ways that aim to increase 
climate resilience:  

Outcome 1: Strengthened water governance, institutions, and financing mechanisms in support 
of climate-resilient water management is a means to sustainably ensure community oversight of 
water resources through the strengthening of Water User Associations who follow established by-
laws on water use and who manage a system of payment for ecosystem services (PES) which is 
a system designed to ensure those who use the resource pay those to maintain the resource.   

Outcome 2: Vulnerable natural water catchments in the target river basin (Punatsangchhu River 
Basin) restored, sustainably managed, protected and their ecosystem conditions improved aims 
to restore and protect the very watersheds that ensure adequate water quantity and quality from 
the source to be piped to beneficiaries.   

Outcome 3: Enhanced adaptive capacity of water infrastructure to climate-induced water 
shortages and quality deterioration through climate-proofing, private sector engagement, and 
technology deployment aims to ensure that the water is protected from climate change induced 
impacts (landslides) at the source and along the transmission line to recipients, as well as the use 
of technology to monitor water quality.  

Outcome 4: Strengthened awareness and knowledge sharing mechanism established is 
designed to increase the understanding of climate change impacts on biodiversity and watersheds 
for the general public (including schools and through curriculum development) to ensure support 
for watershed protection and restoration.  

At midterm, the project was starting the process of integrating institutional policies and procedures 
(water by-laws) and had strengthened the coordination between national agencies (MoIT and 
DoW) and sub-national agencies – the Dzongkhags and Gewogs. The project had started the 
process of strengthening the capacities of public institutions at the national and district levels to 
develop adaptive water management policies and delivery services.  District level extension 
services were being included in training thereby strengthening capacity to assist farmers in the 
adoption of climate-smart agricultural practices.  The engagement of local entrepreneurs and the 
private sector for IT-based solutions to improve water supply O&M had not yet occurred but it was 
to be done in the second half of the project.   

3.1.3 Lessons learned from other similar projects: SCADA technology  

The MTR team learned that the Internet of things (IoT) and the Supervisory Control and Data 
Acquisition (SCADA) technology is to be installed after the completion of the water supply 
construction for urban/town of Gasa and Lobesa in Punakha. It will use sensors to monitor water 
flow, pressure, and quality in real time. SCADA technology is expected to reduce leaks, prevent 
contamination and reduce water wastage, ensuring safe and sustainable water management, 
bringing in new levels of efficiency and cost effectiveness. According to the PMU, the SCADA 
technology is currently being piloted in the recently completed water treatment plant and 
distribution network as a part of the ADB project in Dechencholing/Pamtsho area in Thimphu 
Thromde and in the Taba Water Treatment Plant (World Bank funded). In addition, it was also 
introduced in Gyelposhing Distribution Network, Mongar and Semjong integrated water supply 
scheme in rural Tsirang. 

The MTR noted that there were some issues and challenges in the use of IoT/SCADA technology, 
especially in the rural water supply projects operated by the rural community. Although local 
communities were initially trained to use the SCADA system, eventually it could not be sustained 
as it involved digital tasks, which the rural community is not familiar with. They were also not able 
to monitor this kind of technology without technical assistance. In addition, spare parts that 
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became dysfunctional overtime and needed repair and replacement services were not readily 
available in the local market.  

Finding 3. Based on the assessments and lessons learned, it was decided that the ACREWAS 
project will not provide SCADA technology for the water supply in the Tsirang Dzongkhag as it is 
a rural water supply scheme. The SCADA technology will be installed only in the two urban water 
supply systems, in Gasa and Punakha, where the dedicated operators/technicians will be 
assigned from the Dzongkhag municipal offices. The construction contract is designed to include 
O&M of the water supply system post completion for a period of two years, during which the 
operators delegated by the Dzongkhag will be trained by experienced professionals deployed by 
the contractors. Over time, this is expected to strengthen the in-house capacity and improve the 
overall efficiency and reliability of the water supply system. It is planned to keep the operation 
system simple and user-friendly, with the option of manual operation to ensure uninterrupted 
water supply in case of system failure.  

In addition, the MTR team learned that the engineers and the district administrators were also 
provided with training and exposure trips for capacity enhancement and familiarization on SCADA 
technology through the project. 

3.1.4 Partnerships 

Finding 4. The MTR team found that the ACREWAS project collaborates and explores synergies 
with other water supply projects and initiatives bringing in crucial elements of climate change 
adaptation and resilience. These projects create synergies by integrating climate-resilient water 
supply infrastructure (for both drinking and irrigation) with sustainable and climate resilient 
agriculture practices, watershed restoration, and digital monitoring.  

Leveraging on the success of earlier projects such as the GEF-LDCF funded project “Enhancing 
Sustainability and Climate Resilience of Forest and Agricultural Landscape and Community 
Livelihoods-3rd NAPA project (2017-23)”, and the GCF funded project “Supporting Climate 
Resilience and Transformational Change in the Agriculture Sector project (2019-25)”, the 
ACREWAS project continues to advance and support enhancement of climate-resilient water 
supply infrastructure, climate resilient agriculture and sustainable land management.  The project 
“Adaptation to Climate-induced Water Stresses through Integrated Landscape Management in 
Bhutan” funded by the Adaptation Fund (AF) through Bhutan Trust Fund for Environmental 
Conservation (BTFEC), also follows similar approaches and interventions.  It promotes adaptive 
management of watersheds to enhance the resilience of communities, climate resilient water 
infrastructures for uninterrupted supply of water for drinking and irrigation, and climate-smart 
agriculture through sustainable land management. These projects complement each other 
through cross-learning and collaboration to expand the impact of the interventions. Similarly, the 
DoPFS, as an implementing agency for “Securing Ecological Connectivity of High Conservation 
Value Areas (HCVAs) in South-Western Bhutan” funded by WWF/IKI (2020-28), as well as for 
ACREWAS project, ensures that the two projects complement each other in springshed 
management and watershed restoration in degraded catchment areas. 

Under the 13th Five Year Plan (FYP) (2024-29) there are various water projects under the ADB-
funded Water Flagship Program Support Project (WFPSP), Adaptation Fund (AF) through 
BTFEC, and the GEF-LDCF funded project “Enhancing Climate Resilience in Urban Landscape 
of Thimphu-Paro region” (ECRUL). These projects, although managed by different agencies, the 
Water and Sanitation Division, DoID, MoIT (where the ACREWAS PMU is housed), provide the 
necessary technical support in terms of planning, designing, cost estimation, monitoring and 
implementation. It ensures that the projects and activities complement each other and avoid 
duplication. The water supply projects will also significantly enhance the WASH program 
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undertaken by the UNICEF by improving access to safe, climate-resilient water infrastructure, 
particularly in rural schools and communities, hence strengthening the partnerships. 

All these initiatives and synergies foster partnerships between government, communities, 
development partners, and funding agencies ensuring long-term sustainability, improved health, 
and food security. 

3.1.5 ACREWAS project and country priorities 

Finding 5. Country priorities are well enshrined in the ACREWAS project. The project aligns with 
several laws, policies, and strategies, including international commitments, particularly those 
concerned with climate change, water resources management, agriculture, and management of 
forests, rangelands, and natural resources. Some of the main policies/strategies and plans 
include:  

1.  Economic Development Policy of Bhutan (EDP) 2016 

2. Land Act of Bhutan 2007 

3. National Irrigation Policy 2012 

3. National Integrated Water Resource Management (IWRM) Plan 2016 

4. The Bhutan Water Policy 2007 and The Water Act 2011 - PES is supported by the legal and 
policy environment in Bhutan. promulgates PES provided by water resources, such that the cost 
of conserving water resources in the upper watershed areas are to be shared by downstream 
users. The Water regulations, 2014 promotes PES mechanism to support watershed 
management programs. 

5. The National Forest Policy 2011 enables options for the payment for watershed services to 
cover the costs of maintaining and improving watershed conditions and watershed services.  

6. Bhutan’s National Adaptation Programme of Action (NAPA) identifies water as a vulnerable 
sector due to increased sedimentation of rivers, water reservoirs, and distribution networks which 
affect irrigation schemes and agricultural crop yields 

7. The National Adaptation Plan (NAP) 2023 which is aligned with the national strategic plan and 
the UNFCCC.  The NAP contributes to the overarching development philosophy of environmental 
sustainability and the project specifically aligns with the NAP objectives of: 1) Conservation, 
rehabilitation, and sustainable use of forest resources to maintain well-functioning forest 
landscapes and watersheds; 2) Development and promotion of sustainable agricultural practices; 
3) Integration of environmental management measures in development activities; 4) 
Strengthening of systemic and institutional capacity to combat land degradation and its impacts 
and 6) Information, advocacy, and education to create increased policy and public support for 
sustainable land management.  

8. The Project aligns with the country’s Land Degradation Neutrality Report (LDN) 

9. The Project supports the implementation of Bhutan’s 12th Five-year Plan and 13th Five-Year 
Plan, coinciding with Bhutan’s ‘last mile’ to LDC graduation which occurred in 2023. This placed 
critical importance on the water sector through a dedicated Water Flagship Programme. 

10. The Constitution of Bhutan obliges the RGoB to protect, conserve and improve the pristine 
environment and safeguard the biodiversity of the country; prevent pollution and ecological 
degradation 

11. The Comprehensive National Development Plan for Bhutan (CNDP) 2030 identifies 
organisational coordination to optimize cross-sectoral structures; promote attractive water basins; 
study water resource conservation and OCT application in water management. 
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12. The National Land Use Zoning Implementation Guidelines 2018 aim to protect and preserve 
watersheds, wetlands, and forest ecosystems that are important for adaptation.  

13. The National Sanitation and Hygiene Policy (NSHP) 2020 commits to achieving universal 
coverage and adoption of appropriate technology for sustainable sanitation systems. 

14. The National Environment Protection Act (NEPA) 2007 states a person has the fundamental 
right to a safe and healthy environment with equal and corresponding duty to protect and promote 
environmental well-being.  

15. The National Human Settlement Policy (NHSP) of Bhutan 2019 requires environmentally 
sensitive areas, including bio-diversity hot-spot areas identified in the national land-use plan and 
in settlement areas to be protected.   

16. The Climate Change Policy of the Kingdom of Bhutan (CCP) adopted in 2020, aims to enable 
a climate-resilient and carbon neutral development. 

17. Bhutan’s Country Work Program (CWP)(2021) for GCF has been prepared on existing 
policies, strategies, plans and Bhutan’s Nationally Determined Contribution (NDC).  

18. The Project supports the implementation of Bhutan’s National REDD+ Strategy & Action Plan 
of Bhutan 2020 

19. The project supports the implementation of Bhutan’s National Biodiversity Strategy and Action 
Plan (NBSAP) under UNCBD 2025, particularly, target 8 on pollution from different sources, 
affecting biodiversity and ecosystem functions 

20. The project will contribute directly to the achievement of Sustainable Development Goal 
(SDG) 13 Climate Action, SDG 15 Life on Land and SDG 6 Clean Water and Sanitation. It will 
also contribute substantially to SDG 1: No Poverty; SDG 5: Gender Equality; and SDG 9: Industry, 
innovation, and infrastructure. 

3.1.6 Project Decision-Making Processes 

Finding 6. The MTR found that there was strong buy-in by the Government of Bhutan and there 
is very good technical capacity within the government agencies. 

The project shows good coordination between UNDP, the PMU, the Districts and the Gewogs. 
This provided an efficient and workable structure for the project, with all levels of government 
involved with a defined role, and with the district government as the implementing partner. This 
effective coordination structure contributed to the project success that was observed at midterm. 
The PMU, which is housed in water and sanitation division at MoIT, has the required engineering 
technical expertise; the partner government agency Dept of Agriculture and Livestock has 
expertise in good agricultural practices and UNDP has the technical skills in the social aspect of 
development, including gender, and social inclusion, based on the “Leave No One Behind” 
principle. 

In accordance with the Stakeholder Engagement Plan (SEP), the Environmental and Social 
Safeguards Framework (ESSF) and the Gender Analysis and Action Plan (GAAP), stakeholder 
consultations were essential for project design and implementation.  There was a 12-month 
inception phase to complete all in-depth field surveys and finalize designs and plans for 
interventions in close consultations with stakeholders. Interviews with stakeholders during MTR 
data collection confirmed there was extensive stakeholder consultation in preparation for the 
PPG. 

The ESSF was undated and there were four environmental and social management Plans 
(ESMP) written. All four ESMPs were robust, well researched and they followed the guidelines 
set out for their development.   
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 In addition, the gender analysis and action plan (GAAP) and the stakeholder engagement plan 
(SEP) were developed during the first six months of the project.  The SEP was conducted during 
the PIF and PPG stage for the formulation of the ACREWAS project. The preparation process is 
stakeholder and country driven and it is these inclusive engagements that informed the design of 
the project, ensuring the inclusion into decision making of stakeholder interests, priorities and 
needs. 

The project has also established a multi-tiered Grievance Redress Mechanism (GRM) with 
committees at the Gewog, Dzongkhag, Project Management Unit (PMU), and Project Steering 
Committee (PSC) levels, each operating under a clearly defined Terms of Reference. These 
arrangements ensure accessibility at different administrative levels and guarantee women’s 
representation across all GRM committees. In addition, gender and GRM capacity-building 
training systematically include dedicated sessions on addressing gender-based violence 
including sexual exploitation, abuse and harassment. 

3.1.7 The Gender Analysis and Gender Action Plan (GAAP) 

Finding 7. The MTR verified the intent of project design to include women.  It was confirmed that 
gender issues were duly addressed in project design and are well outlined in the ProDoc and 
Stakeholder Engagement Plan. The ACREWAS project also prepared a Gender Analysis and a 
Gender Action Plan (GAAP 2022) which ensures that women’s needs in the project have been 
identified and addressed. The GAAP identified both strong interest and notable constraints 
regarding women’s participation in WUA activities. The women who were questioned during the 
FGDs for the GAAP expressed confidence that with adequate formal training, they could 
meaningfully participate and share responsibilities with men. However, it also revealed potential 
structural barriers- stereotyping of gender roles, lower level of formal education among women, 
and the disproportionate burden of household and care responsibilities that limits their meaningful 
and sustained participation in the project governance and WUA activities. In response, the project 
integrated actions to strengthen their roles in WUAs in the GAAP. Annex 9 in the Guidance for 
Conducting Midterm Reviews of UNDP-Supported, GEF-Financed Projects provides a checklist 
for gender-sensitive midterm review analysis.  Using the checklist as a guideline, the MTR found 
that all points for the integration of gender in project design and preparation were covered:  

1. The ACREWAS gender analysis brought up relevant gender issues such as the limited 
involvement of women’s groups, and the need to ensure that women are engaged in project 
activities, involved in WUAs, in the operation and maintenance of water supply systems, as 
well as ensuring that women and youth become agents of change. 

2. The Environmental and Social project screening raised and discussed specific gender 
issues such as exclusion of women and other vulnerable groups and prevention from SEA 
It promoted women’s representation in the GRM to appropriately handle and respond to 
sensitive cases involving harassment and abuse. 

3. Project budget included funding for gender-relevant outcomes, outputs and activities 
4. Gender consultants were hired and gender specialists from UNDP were consulted on the 

project design and project preparation process.  

For the Stakeholder Engagement Plan (SEP), a gender expert conducted separate field visits and 
focused on actions to effectively mainstream the strategic needs of gender and gender responsive 
project design. Consultation also specifically included meetings with vulnerable groups within the 
communities.  

The project engages in gender sensitization of communities, gender responsive planning of 
activities, creation of women groups for implementing relevant interventions and gender-
disaggregated data collection for monitoring and reporting. In addition, capacity building of project 
stakeholders and communities on GRM have systematically included dedicated sessions on 
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gender and key gender issues such as gender-based violence and sexual exploitation, abuse and 
harassment. However, the MTR documented evidence that gender training conducted at the 
Dzongkhag level has so far been broad-based and that more in-depth training is required as the 
project progresses.  

The GRM which is designed to be responsive to women’s needs, has women’s representation at 
all levels. Any sensitive matters related to gender-based violence including sexual exploitation 
and abuse are referred to the PEMA focal or RENEW focal.  UNDP has a full-time gender and 
stakeholder engagement expert who is able to provide day-to-day guidance, as needed, on 
gender issues and other stakeholder involvement. 

3.1.8 Results Framework/Logframe  

The project outcomes confer resilience to climate change impacts by strengthening the water 
sector through ensuring a sustainable drinking water supply and offering irrigation capability for 
some beneficiaries.  In addition, the agricultural sector benefits though climate smart practices 
including irrigation.   

Finding 8. At midterm, it is too soon to determine if some of the targets will be met before the end 
of the project, since several activities are below the midterm target. However, evidence was 
gathered to bolster predictions on if End of Project (EoP) targets will be met.    

The MT targets, MT achievements and additional data are shown in Tables 3 and 4. For example, 
Indicator 5 is the “Area of watersheds restored and protected (ha)” was 34.2% achieved at 
midterm. The MTR found that it was understandable that more would be done after midterm when 
all the watershed management plans are approved and subsequently implemented.  The 
watershed assessments for the water sources of the four water supply systems have been 
completed, and restoration, protection, and management plans will be developed based on the 
findings. Accordingly, it is likely that the overall end of project (EOP) target will be achieved 
through the implementation of these interventions. 

Similarly, Indicator 3 (Outcome 1) which is the “Number of local level institutions established for 
adaptative management of water resources” is at 6 at midterm and the target was 18. However, 
the MTR notes that the DoW has conducted sensitization and ToT on the “Guideline for the 
Formation & Registration of WUA for District and Block Officials of all four District Administrations”. 
The completed WUA ToT programme is a part of the WUA Strengthening activity that precedes 
the WUA formation and registration for Tsirang and Punakha Districts which will be initiated in 
March 2026. 

Indicator 8 (Outcome 3) is “Number of persons with assured access to irrigation and domestic 
water through climate-proofing and enhancement of water infrastructure” and the achievement is 
only 5.6% at midterm. Expenditure for this outcome has reached 79% as construction of the water 
supply systems is currently well underway. The MTR recognizes that the number of beneficiaries 
from the water supply systems cannot be accurately determined until construction is completed 
and water is delivered to the households. 

The MTR found evidence of increased income of farmers who benefitted from the sprinkler and 
drip irrigation systems in Tsirang District (Outcome 2).  This development effect of the project 
intervention is not captured in any of the indicators but is a result that shows beneficial impacts 
and should be included in the project’s results framework and monitored annually to show project 
impact. Irrigation enables more farmland to be cropped, which likely previously was in fallow, and 
it also allows more intercropping with trees such as citrus. There is the potential for additional 
indicators to be developed in the logframe to provide factual evidence on capturing development 
benefits such as level of income generation as well as women’s increased roles in water 
governance positions.  
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The MTR finds that the project level indicators generally follow the SMART criteria, are sex 
disaggregated and generally easy to measure and monitor (Table 3).   

Table 3. Analysis of ACREWAS Logframe Indicators and Targets using SMART Criteria (Specific, 
Measurable, Attainable, Relevant, Time-bound; green=satisfied; orange=improvement needed; red=needs 
revision) 

Indicators 
Mid-term 

Target 
End of Project 

Target 

MTR Review 
MTR Review Comments 

S M A R T 

Project Objective: To enhance resilience for sustainable economic well-being of the people of Bhutan 
through climate adaptation of the water sector 

1. Indicator 1: People benefiting 
from GEF financed 
investments (disaggregated 
by gender) GEF Indicator 11 

11,200 people 
(male = 5,840 

& female 
=5,361) 

37,334 people 
(Male =19,465 & 
Female = 17,869) 

     

This indicator was ranked as 
improvement needed for 
increased specificity: the 
“benefits” from GEF financed 
investments can be broadly 
interpreted.  
PIR: 10,894 people (4,951 female) 
 
Updated M&E2: 11,219 people 
(5114 female) (surpasses MT 
target) 
 

2. Indicator 2: Area of land and 
ecosystem under restoration 
(number of ha under climate-
resilient management): GEF 
Indicator 3 

16,746 Ha 41,910 Ha      

 
PIR: 4,426.014 Ha 
 

Updated M&E: 7231.7  ha  
(43.2% of MT target)  
 
The watershed protection, 
management and restoration will 
be implemented after MTR as 
currently the watershed 
assessments are completed. 

Outcome 1: Strengthened water governance, institutions and financing mechanism in support of climate-resilient 
water management 

 
2 Updated M&E refers to data that were collected after the PIR 
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Indicators 
Mid-term 

Target 
End of Project 

Target 

MTR Review 
MTR Review Comments 

S M A R T 

3. No. of local level institutions 
established for adaptative 
management of water 
resources 

18 18      

PIR and M&E: 0: While no 
achievement has been recorded 
under this indicator to date, 
activities are on track and 
progressing towards its realization 
by the midterm of the project. 
 
Updated M&E data (as of Feb 25 
2026): 1. Formation of the RBC 
Scretarait initiated and official 
recruited= 1 
2. Associations registered and 
strengthened = 5 (Kuchi Khola 
scheme; Lareychhu Scheme; 
Okalum Scheme; Gasa Khatoe 
scheme; Gasa Khame)= 5 
Total = 6 
33.3% of the MT target 

4. No. of district and basin level 
climate-risk informed policies 
and strategies developed and 
endorsed 

 
9 
 

13      

PIR: The project has developed 6 
climate risk informed policies and 
strategies (this is 66.7% of the 
mid-term target) 
 
Updated M&E: 7 (77.8% of MT 
target): In addition to the 
achievements reported, the water 
tariff system is developed and 
other activities are ongoing which 
will be reported once formal 
approval is given. 
 

Outcome 2: Vulnerable natural water catchments in the target river basin (Punatsangchu River Basin) restored, 
sustainably managed, protected and their ecosystem conditions improved 

5. Area of watersheds restored 
and protected (ha) 

15,407 Ha 38,518 Ha      

PIR: 3,761.284 ha of watershed 
areas are protected, restored, 
managed as follows: 
 
Updated M&E: 5,271.9 ha. 
(34.2% of the MT target) 
 

6. No. of watershed and local 
level climate-risk informed 
policies and strategies 

6 6      

PIR: 3 watershed and local level 
climate-risk informed strategies 
are approved 
 
Updated M&E: 4. Okalum LFMP 
and Lareychu under sergithang 
Gewog are approved while others 
are submitted for approval. 
Both the CFMPs are approved 
(66.7% of MT and EoP target) 
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Indicators 
Mid-term 

Target 
End of Project 

Target 

MTR Review 
MTR Review Comments 

S M A R T 

7. Hectares of agricultural land 
under climate-resilient 
practices 

1,357 Ha 3,392 Ha      

PIR and M&E: 664.73 ha of 

agricultural land under climate-
resilient practices:  
Updated M&E data (as of Feb 25, 
2026):  
In total: the MT achievement is 
2,624.54 ha. which exceeds the 
MT target of 1,357 ha. 
MT target surpassed 

Outcome 3: Enhanced adaptive capacity of water infrastructure to climate-induced water shortages and quality 
deterioration through climate-proofing, private sector engagement, and technology deployment 

8. No. of persons with assured 
access to irrigation and 
domestic water through 
climate-proofing and 
enhancement of water 
infrastructure 

5,817 
(2,824 females) 

19,391 
(9,413 

females) 

     

 
PIR: 0. While no achievement has 
been recorded under this indicator 
to date, activities are on track and 

progressing towards its realization 
 
 
Updated M&E: 325. In addition to 
the PIR, 325 people (163 female) 
are currently benefitting from 
irrigation water at Geon Khame, 
Gasa as the scheme is completed 
under the RGoB water Flagship 
project. 

 
Expenditure has reached 79% as 
construction of the water supply 
systems is currently well 
underway. However, only 5.6% of 
the MTR target has been 
reported, as the number of 
beneficiaries from the water 
supply systems cannot be 
accurately determined until 
construction is completed and 
water is delivered to the 
households. 
(5.6% of MT target) 
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Indicators 
Mid-term 

Target 
End of Project 

Target 

MTR Review 
MTR Review Comments 

S M A R T 

9. Water infrastructure more 
resilient to climate variability 
and change 

9a: Km of domestic and 
irrigation water transmission 
and distribution lines climate 
proofed and automated with 
IoT and ICT based 
technologies Cum. of 
domestic and irrigation water 
storage established  

9b: M3 of domestic and 
irrigation water storage 
established 

9a: = 55.6 km 
 

9b: = 949.25 m3 

9a: = 74.14 
Km 

 
9b: = 1,266 m3 

     

The measurement of climate 
resilience of infrastructure is 
unclear and difficult to measure 
and put a number on. 
 
PIR: 9a. 34.7 km 
 
 
9b. 1050 m3   (The project has 
constructed 1050 m3 of water 
storage in  
Punakha District- 550 m3 

Tsirang District- 500 m3 ) 

 
 
Updated M&E data (as of Feb 25, 

2026): :  9a.  
1. Punakha 12 Km  
2. Tsirang 15.243km Sergithang 
and 43 km Mendrelgang 
=58.243km 
3. Gasa 1.5 km 
Total climate proved 
transmission and distribution 
lines= 71.74 km (surpasses MT 
target and is close to EoP 
target) 
 
 
9b. 1050 m3 volume of water 
storage established along the 
water conveyance and distribution 
lines and surpasses the MT target 
of 949.25 m3 

Outcome 4: Strengthened awareness and knowledge sharing mechanism established 
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Indicators 
Mid-term 

Target 
End of Project 

Target 

MTR Review 
MTR Review Comments 

S M A R T 

10. Indicator 10: Number of 
knowledge products 
generated and disseminated 

8 16      

 

PIR: 6 (75% of MT target) 

 
Updated M&E data (as of Feb 25, 
2026):  
1-Water resource management 
curriculum 
4- participatory water resources 
assessments in the 3 districts 
1- Policy feedback for institution of 
local utility service providers 
generated. 
1- Baseline Survey and 
assessment report on all 
indicators in the results 
framework. 
1- Annual lessos learned report in 
annual project implementation 
report (PIR) 
 
Total:  8 knowledge products 
100% MT achievement. 
 

 

3.2 Progress Towards Results   

3.2.1 Progress towards outcomes analysis  

Table 4. Progress Towards Results Matrix (Achievement of outcomes against Mid term Targets) 

(green = achieved; yellow= on target to be achieved; red=not on target to be achieved) 

Project 
Strategy 

Indicator Baseli
ne 

Level 

Level 
in 1st 
PIR3 

Midterm 
Target 

End of 
Project 
Target 

Midterm level 
and 

Assessment 

Achievement 
Rating 

Justification for 
Rating 

Outcome 1 
Strengthened 
water 
governance, 
institutions, 
and financing 
mechanisms in 
support of 
climate-
resilient water 
management 

3. Number 
of local 
level 
institutions 
established 
for 
adaptative 
manageme
nt of water 
resources 

0 6 18 18 
33.3% of 
midterm 

target 

Satisfactory  
 

The MTR found 

that the Water 
User 
Associations 
were loosely 
organized and 
would be 
formalized in the 
second half of 
the project and 
the formation of 
River Basin 
Committee 
(RBC) is 
progressing well 
with the approval 
already accorded 

 
3 Some data are from updated M&E as of Feb 25, 2026, collected after the PIR 
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Project 
Strategy 

Indicator Baseli
ne 

Level 

Level 
in 1st 
PIR3 

Midterm 
Target 

End of 
Project 
Target 

Midterm level 
and 

Assessment 

Achievement 
Rating 

Justification for 
Rating 

4.No of 
district and 
basin level 
climate-risk 
informed 
policies and 
strategies 
developed 
and 
endorsed 

0 7 9 13 
77.8% of 
midterm 

target 

Satisfactory 
 

Several policies 
were developed 
by midterm  

Outcome 2 
Vulnerable 
natural water 
catchments in 
the 
Punatsangchu 
River Basin 
restored, 
sustainably 
managed, 
protected and 
their 
ecosystem 
conditions 
improved 

5.Area of 
watersheds 
restored 
and 
protected 
(Ha) 0 

5,271.
9 ha 

15,407 
ha 

38,518 
ha 

34.2% of 
midterm 

target 
 

Satisfactory  

The watershed 

protection, 
management and 
restoration will be 
implemented 
after MTR as 
currently the 
watershed 
assessments are 
completed. 
 

6.Number 
of 
watershed 
and local 
level 
climate-risk 
informed 
policies and 
strategies 

0 4 6 6 
66.7% of 

midterm 
target 

Satisfactory 

4 watershed and 
local level 
climate-risk 
informed 
strategies 
approved: the 
Okalum LFMP 
approved while 
others are 
submitted for 
approval. 
Both the CFMPs 
are approved. 

7.Hectares 
of 
agricultural 
land under 
climate-
resilient 
practices 
 

0 
1245.7

7 ha 
1,816 ha 

3,392 
ha 

Achieved: 
mid-term 
target is 
surpassed  

Satisfactory 

1. No. ha. of 
cultivated dry 
land brought 
under winter 
cropping: 
1,245.77 ha (MT 
target 1,816 ha.)  
2. No. ha. of 
agricultural land 
under improved 
agricultural 
practices: 
1,245.77 ha (MT 
target 1,057 ha.) 
3. No. ha of 
fallow wetland 
and dry land 
brought under 
cultivation due to 
assured irrigation 
water: 133 ha 
(MT target 519 
ha.) 
Total: the MT 
achievement is 
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Project 
Strategy 

Indicator Baseli
ne 

Level 

Level 
in 1st 
PIR3 

Midterm 
Target 

End of 
Project 
Target 

Midterm level 
and 

Assessment 

Achievement 
Rating 

Justification for 
Rating 

2,624.54 ha 
which exceeds 
the MT target of 
1,357 ha. 
MT target 
surpassed 
 

Outcome 3 
Enhanced 
adaptive 
capacity of 
water 
infrastructure 
to climate-
induced water 
shortages and 
quality 
deterioration 
through 
climate-
proofing, 
private sector 
engagement, 
and technology 
deployment 

8.Number 
of persons 
with 
assured 
access to 
irrigation 
and 
domestic 
water 
through 
climate-
proofing 
and 
enhanceme
nt of water 
infrastructur
e 

0 
325. 

(163 f) 
 

5,817 
(2,824 

females) 

19,391 
(9,413 

females
) 

5.6% of the 
midterm 

target 
 

Satisfactory 

While the 
number achieved 
by midterm is 
only 5.6% of the 
MT target the 
MTR found that 
the water supply 
infrastructure 
was progressing 
well and all will 
be completed by 
the end of the 
project when 
construction of 
the water supply 
systems is 
completed and 
water is delivered 
to the 
households 
 

 9. water 
infrastructur
e more 
resilient to 
climate 
variability 
and change 
9a: Km of 
domestic 
and 
irrigation 
water 
transmissio
n and 
distribution 
lines 
climate 
proofed 
and 
automated 
with IoT 
and ICT 
based 
technologie
s Cum. of 
domestic 
and 
irrigation 
water 
storage 
established  

9a=0 
 

9b=0 

9a.= 

71.74 
km 

9b.= 
1050 
m3 

9a: = 
55.6 km 

 
9b: = 

949.25 
m3 

9a: = 
74.14 
Km 

 
9b: = 
1,266 

m3 

9a has 
surpassed the 
MT target  
 
9b. surpassed 
the midterm 
target 

 
 
 
 Satisfactory 

9a. 34.7 km of 
pipeline climate 
proofed 
(underground 
laid or 
suspended lines 
with reliable 
support 
structures) and is 
progressing well 
to complete by 
the end of the 
project period. 
The pipes and 
construction 
materials are 
already at the 
sites. 
 
 
9b. volume of 
water storage 
established 
along the water 
conveyance and 
distribution lines 
surpasses MT 
target 
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Project 
Strategy 

Indicator Baseli
ne 

Level 

Level 
in 1st 
PIR3 

Midterm 
Target 

End of 
Project 
Target 

Midterm level 
and 

Assessment 

Achievement 
Rating 

Justification for 
Rating 

9b: M3 of 
domestic 
and 
irrigation 
water 
storage 
established 

Outcome 4 
Strengthened 
awareness and 
knowledge 
sharing 
mechanism 
established 

 Number of 
knowledge 
products 
generated 
and 
disseminat
ed 

0 

 

8 

 

8 16 
100% of 
midterm target 
 

Satisfactory 

Remaining 
activities are 
ongoing and will 
be reported upon 
completion 

 

Table 5. MTR Ratings & Achievement Summary Table for the ACREWAS Project 

(Achievement ratings are on a 6-pt scale except for Sustainability on a 4-pt scale; Ratings scales are found 
in Annex 5.3) 

Measure 
MTR 

Achievement 
Rating 

Achievement Description 

Project Strategy 

N/A 

The ACREWAS project design was highly consultative and 
engaged the wide range of stakeholders in the early stages of 
project development.  The Theory of Change is well thought out 
and includes the necessary assumptions and links between 
outputs and outcomes with a good range of SMART indicators. An 
additional indicator to monitor beneficiary income as a result of 
irrigation is suggested. 

Progress Towards 
Results: 
Objective:  

Satisfactory 

The target for Indicator 1 (number of beneficiaries reached) for 
the objective has been surpassed at midterm.  
The target for Indicator 2 is only at 31.3% of the midterm target, 
however, watershed protection, management and restoration 
will be implemented after the MTR when all of the watershed 
assessments are completed 

Outcome 1 
 

 
Satisfactory 

Outcome 1 is expected to achieve most of its end-of-project 
targets, with only minor shortcomings – the WUA are loosely 
organized and will formalize in the second half of the project.  
Almost 78% of the midterm target was reached with 7 out of the 
target of 9 district and basin level climate-risk informed policies 
and strategies developed and endorsed. 

Outcome 2 
 

 
Satisfactory 

Two of the three indicators are under target at midterm.  
Watershed management plans have yet to be implemented and 
the source of finance for the CBWMPs is uncertain; the LFMPs 
are in the approval stage and the amount of agricultural land 
under climate resilient practices will increase once the water 

supply systems are running. Outcome 2 is expected to achieve 

most of its end-of-project targets but with some shortcomings 
due to uncertainty of implementation of plans. 

Outcome 3 
 

Satisfactory 

Volume of water storage (m3) surpassed the midterm target. 
The length of the pipeline (km) climate proofed is 71.74 km, 
more than the 55.6km MT target. 
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Outcome 4 
 

Satisfactory 
Several knowledge products have been produced and more are 
underway 

Project 
Implementation & 
Adaptive 
Management 

 
Highly 

Satisfactory 

Implementation of all seven components – management 
arrangements, work planning, finance and co-finance, project-
level monitoring and evaluation systems, stakeholder 
engagement, reporting, and communications – is leading to 
efficient and effective project implementation and adaptive 
management. The project can be presented as “good practice”. 

Sustainability 
Likely 

Negligible risks to sustainability, with key outcomes on track to 
be achieved by the project’s closure and expected to continue 
into the foreseeable future  

 

3.2.2 GEF Tracking Tools 

The numbers presented in the GEF Tracking Tool are summarized in Table 6 below.  These 
numbers are also shown in the Progress Towards Results Table 4 above.  As previously 
discussed, the MTR shows several indicators are below target and three have met or have 
exceeded the midterm target. The GEF Core Indicator 4 (1429 people) and the target for Outcome 
2.3/output 2.3.1 show that the number of people trained (3220) surpasses the GEF indicator 
target. 

For those outputs that are below target, the MTR found that the activities are on track and will 
likely be finished by the end of the project.  Delays in achieving MTR target numbers are due to 
several reasons: 

i. The Water User Associations (Outcome 1) exist already as a loosely aggregated group 
but will be formalized after the MTR.  Sensitization and ToT training have already taken 
place. 

ii. Activities related to climate resilient practices (Outcome 2) are contingent partially on the 
completion of the water supply systems to provide irrigation 

iii. Watershed restoration activities (Outcome 2) are contingent on completion of the 
Watershed Management Plans which were largely completed at the time of the MTR so 
should be ready to be implemented in the second half of the project 
 

Table 6. GEF 7 Climate Change Adaptation Results Framework  

GEF AMAT (Adaptation Monitoring and Assessment Tool) 

Indicator 
PIF 

GEF/CEO 
Endorsement 

MTR 

Core Indicator 1: Total number of direct 
beneficiaries 

37,334 
(48% F) 

37,873 
(48% F) 

      
11,544  

(45.7% F) 

Core Indicator 2: Area of land managed for 
climate resilience 

41,910 41,910 4,426 

Core Indicator 3: Total number of 
plans/policies that will mainstream climate 
resilience: 

19 38 10 

Core Indicator 4: Number of people trained 1429 
(35% F) 

1429 
(35% F) 

3220 
(35% F) 

Objective 1 

Outcome 1.1 / Output 1.1.1 
Total number of direct beneficiaries from more resilient 
physical and natural assets 
 

37,334 
 

11,219 
(45.6% F) 
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Ha agricultural land 3,392 665 

Ha rural landscape 38,518 3,761 

Other (m3 water storage) 1,226 1,050 

Outcome 1.1 / Output 1.1.2  
 Total number of direct beneficiaries with diversified and 
strengthened livelihoods and sources of income 

496 
(35% F) 

325 
(50% F) 

Outcome 1.2 / Output 1.2.1 
Total no entrepreneurs supported 

43 0 

Objective 2 

Outcome 2.1 / Output 2.1.1 
Total number of policies/plans that will mainstream climate 
resilience: of which no. of sub-national policies/plans 

13 6 

Outcome 2.3 / Output 2.3.1  
Total number of people trained 

1429 3220 

Of which total number of people at line ministries 111 
(35% F) 

199 
(27% F) 

Of which total number of community/association members 966 
(35% F) 

2305 
(37% F) 

Of which total number of extension service officers 309 
(35% F) 

533 
(25% F) 

Of which total number of small private business owners 43 
(35% F) 

183 
(44%F) 

Objective 3 

Outcome 3.1 / Output 3.1.1 
Number of national climate policies and plans 

19 10 

 

3.2.3 Remaining barriers to achieving the project objective  

The barriers to achieving project results and ultimately the project objective were initially 
summarized in the Project Document and are shown in the diagram in Figure 2 Section 2.3: “The 
relationship between problems/barriers and strategies proposed by the ACREWAS project”.  

Finding 9. The MTR finds that the project has taken the necessary steps to overcome most of 
the stated barriers to realizing the objective.  However, at midterm there is some uncertainty 
regarding three of the barriers. While these may not be actual barriers to project achievements, 
there was insufficient evidence at midterm to determine if the project had yet been able to take 
the necessary steps to overcome these barriers. 

1. There is a need to ensure that there are adequate resources throughout the project and 
after the project ends, to stabilise catchments and for ecological restoration of watersheds 
– the watershed management plans have been developed but not yet implemented.  
Financing and human capital needs to be in place for their implementation.   

2. Ensure there are  incentives to engage in watershed-friendly land management practices 
– while there is evidence that the people benefitting from the project-supported water 
supply schemes appreciate and understand the need to maintain good practices to ensure 
a healthy watershed, there is a need for evidence to show that CFMGs are committed to 
engaging in sustainable practices that maintain the hydrology of the watershed.   

3. Unclear modalities to engage the private sector in water management – at midterm, there 
was not much evidence of private sector engagement in water management, aside from 
the PES that is operational in Tsirang, and the DBOT system where the contractor (private 
sector) operates the water supply system and conducts training for two years before 
transferring the Operation and Maintenance to the WUAs. 
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3.3 Project Implementation and Adaptive Management  

3.3.1 Management Arrangements    

The project is being implemented within the framework of UNDP’s National Implementation 
Modality (NIM) agreed between UNDP and the Royal Government of Bhutan (RGOB). The lead 
Implementing Partner (IP) for this project is the Ministry of Infrastructure and Transport (MoIT), 
and the Project Management Unit (PMU) is placed within the Department of Infrastructure 
Development (DoID) of the Ministry. It is responsible and accountable for managing the project, 
achieving project outcomes, and for the effective use of UNDP/GEF-LDCF resources. Following 
Government protocols, all reporting and requests to and from the MoIT is made through the 
Ministry of Finance (MoF), particularly the Department of Macro-fiscal and Development Finance 
(DMDF). The UNDP, as the GEF Implementing Agency, assumes responsibility and 
accountability for oversight and quality assurance of this Project and ensures compliance with the 
GEF-specific requirements and UNDP’s Programme and Operations Policies and Procedures  

The project is governed by a multi-stakeholder board/committee established to review 
performance based on monitoring and evaluation, and implementation issues to ensure quality 
delivery of results. A Project Board (PB), also called the Project Steering Committee (PSC) has 
been instituted to provide a strong oversight role. The PB/PSC is chaired by the Secretary of the 
Ministry of Infrastructure and Transport, Co-chaired by the Resident Representative (RR) of the 
UNDP-CO. The members include Director General of DMDF, MoF, Director General of DoID, 
MoIT (who is also the Project Director and the Member Secretary to the Board), and the three 
Dzongdags/Governors representing the three Districts/Dzongkhags - Gasa, Punakha and 
Tsirang, falling within the Project landscape. The Board/Steering Committee is responsible for 
high-level oversight of the project execution, and approval of strategic project execution decisions 
of the Implementing Partner.  

The Responsible Parties (RPs) for this project include the Ministry of Agriculture and Livestock 
(MoAL) and the Ministry of Energy and Natural Resources (MoENR). They are the entities 
entrusted with the responsibility of implementing specific project components to achieve the 
agreed results outlined in the project’s Results Framework (RF). While the MoAL provides the 
oversight roles to manage component two of the project relating to resilient agriculture practices, 
the activities in the field are directly implemented by the District Agriculture Sector. The MoENR 
manages component two relating to nature-based solutions on water source catchments. It takes 
the overall responsibility of water governance and climate change policy and regulations. 

The PSC convened at least once a year and/or as and when it is necessary for any critical 
discussions that require the board’s decision. To date, the Board has met four times (4th October 
2023, 28th February 2024, 28th November 2024, and 13th October 2025), the last one having 
conducted online to endorse contract extension of the two employees under the PMU. The MTR 
team found that proceedings of all project Board meetings were well recorded and shared 
amongst all the members. The meetings are used to discuss various operational and coordination 
issues, and guide IP and PMU as needed. For example, the third PSC meeting held on 28th 
November endorsed the critical additional civil works for the construction of water supply in 
Tsirang and Punakha Dzongkhags, and the procurement of IT office equipment and the program 
field equipment from the savings. 

A Multi Sector Technical Advisory Group/Committee for the project is formed led by the Project 
Director, not only to provide adequate technical backstopping but also to advise the PMU and 
PSC on issues concerning stakeholder sector agencies and mainstream project learnings and 
lessons into the sector policies and programs mainstreaming climate change adaptation in 
agriculture, forests and natural resources management sector policies and programs. 
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Adaptive Management 

Finding 10. Although the project did not face major issues or challenges that required significant 
changes, the project followed an adaptive management approach in its implementation process 
through the quarterly reviews, discussion of project workplans and budgeting, and sharing of 
knowledge and lessons learned, and good documentation of decisions in PSC meetings. Some 
examples of practicing adaptive management include:  

1. There was no environmental clearance granted in Gasa for access to the water source.  In 
this case, manual labour was required to carry the pipes along the 1.8 km route to the 
source.  This was unanticipated additional labour and cost and it incurred some delays, but 
the work was successfully completed     .   

2. The initially identified water source in Gasa was washed away during the landslide in mid-
2025. The project team, in consultation with the affected communities, was able to provide 
quick and efficient alternative solutions  

3. There was a re-appropriation of Nu 3.24 million (USD 34,000) from the ESMP activity to IT 
equipment and program field equipment for project focal points in Punakha, Tsirang, Gasa 
and Regional Office of Infrastructure Development (ROID).This was presented and 
endorsed in the second PSC meeting.  

4. Under Component 2, “construction of a patrolling outpost/guard post” with a budget of USD 
20,000, was proposed to facilitate smart patrolling, but due to the possibility of the building 
being used by poachers, it was changed to construction of a “service centre” to serve as an 
information display centre for the JDNP at the Jawathang Tshachu area, and also as an 
outreach centre. This was also presented and endorsed in the 3rd PSC/PB meeting held on 
28th November 2024. 

Adaptive management has facilitated the smooth implementation of the project with few 
adjustments of activities within the broader framework on the project’s multi-year work plan and 
budget allocation for each project component. The MTR team noted that the PMU followed the 
project interventions as prescribed in the Results Framework. MTR visits to the project sites also 
revealed that the project team is, in general, flexible in managing the project. There were some 
minor delays in implementation of some project activities that can be attributed to the delay in 
procurement of the consultancy services (eg. Integrated District Water Masterplan and 
Punatsangchhu River Basin Management Plan) and contractual works for water supply 
infrastructure due to low turnout of the consultants/contractors.  

The MoIT as the Implementing Partner and the PMU have been able to effectively execute and 
manage the project on a day-to-day basis within the guidelines laid down by the PB/PSC, UNDP 
and GEF. It was also noted that the PMU constitutes the key personnel, with the Director General 
of the Dept. of Infrastructure Development (DoID) of the MoIT providing overall strategic direction; 
a Project Manager of the PMU from the Water and Sanitation Division (WSD) looking after the 
overall coordination; a Monitoring & Evaluation and Communications Officer; and a project 
technical Officer. From the UNDP-CO, there is a dedicated programme analyst/project focal who 
provides technical support and provides oversight. 

UNDP is accountable to the GEF for the implementation of this project and includes overseeing 
the project execution undertaken by the Implementing Partner to ensure that the project is being 
carried out in accordance with UNDP and GEF policies and procedures and the standards and 
provisions outlined in the Delegation of Authority (DOA) letter for this project. UNDP Bhutan has 
been closely working with the PSC. It has also regularly performed reviews such as the inception 
report, Project Implementation Review (PIR), and quarterly progress reports. It has also 
undertaken several field missions and has provided adequate guidance to the project through 
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periodic reviews, as well as representing the interests of those implementing the project activities 
on the ground. 

Project risks are being monitored generally by PMU and the programme analyst from UNDP. Any 
operational challenges in the field have been mostly solved through regular assessments and 
provision of support from the PMU. UNDP-CO has continuously followed up in the application and 
compliance of UNDP Environmental & Social Safeguard Policy. The MTR team noted that UNDP-
CO and the IP worked in close coordination through regular consultation and communication and 
have established a good rapport. The interaction with the project stakeholders and the field 
officials (project implementation unit in the Dzongkhags/Districts) revealed that there was no 
significant risk that would impact implementation. 

3.3.2 Work Planning  

The project has a multi-year work plan and the project’s Annual Work Plans & Budget (AWPB) 
are derived from the multi-year work plans which are aligned with outputs and outcomes and have 
details of itemized costs and the timeframe for implementation. The project organized quarterly 
review meetings where the project AWPB are prepared with active participation of Responsible 
Parties (RPs) - Dept. of Agriculture (DoA) and Ministry of Energy and Natural Resource (MoENR), 
especially Dept. of Water (DoW) and Dept. of Forest and Park Services (DoFPS), and the project 
focal officials from the districts (project implementation unit – PIU). The Work and Budget planning 
is carried out for 18-months to harmonize and align with the Royal Government of Bhutan’s 
financial year from July-June and the UNDP’s financial year (calendar year), and it is reviewed 
quarterly. 

The quarterly planning and review workshop is also conducted to prepare Funding Authorization 
and Certificate of Expenditures (FACE) forms, Itemized Cost Estimate (ICE), progress report, 
share knowledge and lessons learnt from the project implementation. 

3.3.3 Finance and co-finance  

The Project Document (ProDoc) clearly outlines the total funding of the project, The total project 
financing is USD 34,064,420, the breakdown of which is shown in Table 7 below: 

Table 7. ACREWAS financing plan  

Financing Plan 

Funding Source Amount (USD) 

Global Environment Facility (GEF) Trust Fund Grant: LDCF (GEF-LDCF) 8,932,420 

UNDP TRAC Resources 100,000 

ii. Total Budget administered by UNDP 9,032,420 

iii. Co-financing from the Royal Government of Bhutan (not 
administered by UNDP) 25,032,000 

Grant Total Project Financing (i + ii) USD 34,064,420 

 

UNDP, as the GEF Partner Agency, is responsible for the execution of the GEF/LDCF resources. 
The finance and co-financing arrangement of the project has been working well and all allocated 
finances have been used efficiently and effectively to achieve progress towards the outcomes.  

In accordance with the PIR 2025, the cumulative disbursement as of June 2025 is estimated to 
be USD 5,392,135. However, as per the latest information from the PMU, it stands at USD 
6,364,733.65 as of December 2025.  

The following Table 8 shows the component-wise budget allocation, utilization and the balance 
as of December 2025. 
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Table 8. Approved budget and actual expenditure for ACREWAS at midterm 

Component
s 

Description Approved 
Budget 
(USD) 

Total 
expenditure 

until Dec 2025 
(USD) 

Balance 
(USD) 

% 
Utilized 

Component 1 
Water Governance & 
Institutions 

287,000.00 88,591.27 198,408.73 30.9 

Component 2 

Nature-based solutions 
for sustainable & 
climate- resilient 
watersheds, and 
livelihood enhancement 

504,860.00 399,142.46 105,717.54 79.1 

Component 3 

Efficient, adequate, 
sustainable supply, 
distribution, and 
utilization of water 

6,669,022.00 5,329,733.36 1,339,288.64 79.9 

Component 4 
 
 

Knowledge Mgt. 
918,100.00 370,630.94  547,469.06 40.4 

M&E Monitoring & Evaluation 249,500.00 61,006.99 188,493.01 24.5 

Project 
Management 
cost 

Project Management 
cost (PMC) 303,938.00 115,628.63 188,309.37 38.0 

Total 8,932,420.00 6,364,733.65 2,567,686.35 71.25 

Total Percentage Utilized   71.25% 28.75%  

 

The MTR team noted that the budget is tied to outputs, outcomes, and components by project 
year. The project resources are managed according to best practice accounting principles and 
project management, with no major issues reported so far in audited financial statements. All 
disbursements were timely and there were no delays reported to the MTR team.  

Finding 11. The overall financial progress of the project is found to be excellent with 71.25% 
expenditure and total balance of ca. USD 2.57 Million. However, further efforts and actions are 
required for components 1 and 4. The fund utilization under these components currently stands 
at 30.87% and 40.4% respectively. 

The investment of about 61.56% of the total Co-financing has been mobilized at the time of the 
MTR. The co-financing for the project from various stakeholders and the status is shown in Annex 
5.7. 

Table 9. The proportion of GEF LDCF funding and co-financing for each outcome from the budget 
(numbers from the ProDoc) 

Outcome LDCF Co-financing Total 
Percent 
LDCF 

Percent Co-
financing 

Outcome 1 287,000 4,339,000 4,626,000 6.2 93.7 

Outcome 2 504,860 7,477,000 7,981,860 6.3 93.7 

Outcome 3 6,669,022 9,020,000 15,689,022 42.5 57.5 

Outcome 4 918,100 3,416,380 4,334,480 21.2 78.8 

PMC 303,938 879,620 1,183,558   

Total 8,682,920 25,132,000      33,814,920 25.7% 74.3% 
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The financial management oversight is carried out by UNDP/PMU with periodic reporting to the 
UNDP Task Manager. The project manager ensures efficient use of project funds. Procurement 
of Works, Goods and services are procured following the national procurement rules and 
regulations. The MTR Team found that the project financial management and controls are 
appropriate including annual reporting and planning. 

The financial audit was also carried out by Royal Audit Authority (RAA), Thimphu in October 2025. 
Overall, the audit assessment showed that there is no significant financial risk in this project. 

3.3.4 Project-level monitoring and evaluation systems 

 Monitoring Tools 

The first GEF Project Implementation Report (PIR) was produced in June 2025.  Quality 
assurance was undertaken by UNDP, before submission to GEF and shared with the PSC. The 
UNDP BPPS Technical Advisor gave a rating of “Satisfactory” for the Development Objective 
Progress (DO) and a rating of “highly satisfactory” was given for the Implementation Progress 
Rating. 

The Monitoring Plan in the ProDoc (page 69-79) is a comprehensive plan that shows the project 
results, the corresponding indicators and a description of the indicators, along with the mid-term 
and end-of-project targets.  The monitoring plan also lists data collection source/methods, who is 
responsible for data collection, means of verification and risks and assumptions.  

The results framework is monitored by the PMU annually and is reported in the GEF PIR every 
year.  It is evaluated periodically during project implementation. Project risks, as outlined in the 
risk register, are monitored quarterly. The quarterly progress meetings and reports included 
updates on the logical framework indicator progress. 

Monitoring efforts have produced several documents, including the Baseline Study (2026), the 
Quarterly Project Implementation Progress reports, and monitoring reports from the districts.  

Environmental and Social Impact Assessment (ESIA) and Environment and Social Management 
Plans (ESMP) were developed for all three districts.  It is the responsibility of the PMU to monitor 
and measure implementation progress of the ESMP to ensure that environmental and social 
impacts are effectively mitigated. 

There was evidence of some spatial technologies and mobile ICT for community and stakeholder 
participation in M&E.  Stakeholder participation has been enhanced through the formation of 
WhatsApp groups, the use of google drive, and google sheets which show all relevant 
stakeholders. This has helped with the provision of regular updates of project progress and is 
essential for knowledge sharing.  There was also evidence of ongoing monitoring at the farm level 
with logbooks keeping account of crops grown, yield and income obtained from sales. 

Discussions with WUA representatives indicated that together with project staff and extension 
workers they will conduct regular participatory monitoring exercises to track project activities and 
their impact.  

The ACREWAS monitoring plan and implementation of the plan was found to be comprehensive 
and rigorous with thorough and regular documentation of project activities with good gender 
disaggregation. Project M&E was available for decision making at the PSC level, which is critical 
for adaptive management, for measuring indicators and for documenting project progress towards 
outcomes.  

Monitoring of gender equality results  

Gender is integrated into the relevant indicators i) Objective Indicator 1: (People benefitting from 
GEF financed investments); ii) Outcome 3 Indicator 8 (Number of people with assured access to 
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irrigation and domestic water through climate proofing and enhancement of water infrastructure); 
and iii) Indicator 9 (Population benefiting from domestic water scheme / integrated domestic water 
/ irrigation).  The relevant indicators also have clear gender-related targets with quotas of 35% 
participation of women. 

The Gender analysis and planning process aimed to ensure that project design and the planning 
processes incorporated gender concerns and priority actions, outlined in the GAAP and that 
gender was mainstreamed during project implementation, including in the implementation of 
ESMPs. In addition, the Social and Environmental Safeguards Plans ensured good community 
consultation, ensuring the inclusion of women, at the PPG stage.  

The Gender assessment (July 2022) found clear segregation of roles for men and women in water 
management. These were along the traditional gendered division of roles. Women play an 
important role in everyday water use and management at the household level. The gender 
analysis also found that women’s representation in the Executive Committees of the WUAs in 
project areas were minimal.  

The ACREWAS Gender Action Plan was developed in order to: i) facilitate equality in accessing 
project benefits by both men and women; ii) ensure that all women are actively consulted and 
engaged in project design, decision-making, implementation and monitoring processes, including 
the active engagement of youth (school drop outs) in the project sites; and iii) collect gender-
disaggregated data/information to inform M&E and adaptive management responses.  

Finding 12. Table 13 on page 46 in the Gender Action Plan lists gender-specific indicators and 
targets for several of the project outputs. The MTR did not find evidence of measurements and 
monitoring of these gender-specific indicators.  The MTR also found that there was a lack of 
indicators for development objectives concerning: i) women’s engagement/empowerment in 
different capacities including their meaningful participation in leadership roles; and ii) increase in 
income of women in the monitoring plan.   

Financial management of the project monitoring and evaluation budget 

The total budget for M&E was USD 249,500 (ProDoc). A large portion (41%) of that budget (USD 
103,000) was allocated for the ongoing monitoring of the implementation of the Gender Action 
Plan and the Environmental and Social Safeguards.  Less than 8% (USD 19,000) was allocated 
to monitoring progress made in reaching GEF core indicators and project results included in the 
project results framework.   

The overall budget in the ProDoc (page 87) specifically for M&E shows that USD 60,000 was 
allocated for international consultants (24% of the budget) and USD 30,000 for national 
consultants (12%). Training and Workshops was allocated a total of USD 159,500 which is 64% 
of the budget. The largest proportions of the budget for M&E were to be spent in years 3 and 5.  

3.3.5 Stakeholder engagement  

The Project has been designed based on extensive consultations with stakeholders in the Royal 
Government of Bhutan from all levels, with local institutions such as the Chiwogs, Gewogs, and 
Dzongkhags, their associated committees and federations and through directly interacting with 
communities, with specific attention on the inclusion of women, minority groups and vulnerable 
sections in the consultations.  

The stakeholder engagement strategy has five key elements to ensure the active and meaningful 
involvement of stakeholders throughout the project. These are:  

i. Free Prior and Informed Consent (FPIC) of communities engaged in the project;  
ii. Comprehensive mobilisation and awareness generation to ensure inclusive participation, 

including that of women and vulnerable groups;  
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iii. Continuous capacity building and training to ensure necessary skills and resources are 
provided to stakeholders;  

iv. Creation and strengthening of local institutional structures for the management of water 
resources and infrastructure; and  

v. Continuous and participatory monitoring of project activities and impacts.  

The MTR team noted that a dedicated Stakeholder Engagement Plan (SEP) was developed for 
the project, listing the stakeholders at all levels, their roles and their responsibilities. 

Table 10. Stakeholders and their role in ACREWAS Project 

Sl.# Stakeholders Roles/Interest 

1 Water users (farmers, domestic) Primary beneficiary: Climate Change Adaptation (CCA); 
Disaster Risk Reduction (DRR); livelihood security; 
diversified incomes; food security 

2 Water User Associations (WUAs), 
Community Forest Management 
Groups (CFMG), and River Basin 
Committee 

Beneficiary: strengthened capacity & legitimacy; expanded 
mandate; natural resources; water infrastructure; economy 

3 Community representatives and 
leaders 

Local development & economy; increased legitimacy and 
mandate; natural resources; improved water infrastructure 

4 Project Steering Committee/Project 
Board 

Supervisor: Policy; institutional frameworks; water 
infrastructure; ecological restoration and improved resource 
management 

5 Local government agencies Beneficiary: strengthened capacity & legitimacy; expanded 
mandate; natural resources; water infrastructure; economy 

6 Research Agencies 
(Colleges/Institutions) 

Partner: Policy; institutional frameworks; ecological 
restoration and improved resource management 

7 International/National NGOs and 
multilateral agencies 

Partner: Policy; institutional frameworks; ecological 
restoration and improved resource management 

8 Corporate and private sector Partner: Policy; institutional frameworks; water infrastructure; 
ecological restoration and improved resource management 

9 Entrepreneurs Beneficiary: local industry; organised procurement of 
produce; local processing, packaging and storage, value 
addition 

10 Vendors and contractors/suppliers: Beneficiary: local industry; organised procurement of 
produce 

 

The stakeholders have been engaged at varying degrees based on the roles identified in the 
stakeholder engagement plan. The project partnerships are country-driven based on the nature 
of the project activities and the background of the national agencies working in the project 
thematic issues.  The MoIT Secretary acts as the chair of the PB/PSC. The RPs (DoA and 
MoENR), Local government leaders (Governors) and other stakeholders are working on the 
fulfillment of the project objectives and play an active role in decision-making through regular 
coordination meetings and collaboration. They have supported the participatory planning 
exercises, project implementation and review. Local-level stakeholder engagement is mostly 
taken care of by the PMU supported by Local Government Administrations and the responsible 
designated project focal in the districts. 

3.3.6. Reporting  

The document review conducted by the MTR team provided evidence that the reporting 
processes for the project were duly conducted and the project documents provided the necessary 
information for: i) effective project implementation including adaptive management; ii) monitoring 
data on project activities; and iii) the budget for effective decision making.  Reporting to GEF 
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occurred regularly as scheduled. The quarterly reporting meetings were especially effective for 
project participants to share experiences, stories and other information relevant to sustainability 
and progress towards outputs and outcomes.  

3.3.7 Social and Environmental Standards (Safeguards)   

The Social and Environmental Risks inherent in the ACREWAS project are detailed in the risk 
register in the Project Document.  The risk log is reviewed by the RTA and UNDP CO monitors 
and updates it annually.  UNDP sends updated risks to GEF.  

Finding 13. The MTR found that all of the identified risks remain valid as there is still the potential 
for them to occur throughout the rest of the project.  However, the mitigation protocols for those 
risks have reduced the probability of the risk in three cases (refer to risks 5, 9 and 11 in Table 11 
below), as assessed at midterm.  Therefore, it appears that the mitigation measures are well 
thought out and have been implemented in these cases and are having an effect at reducing the 
potential risk.  Table 11 shows the social and environmental risks identified in the risk register 
(ProDoc page 122) along with an assessment of those same risks at midterm.  

Table 11. UNDP Risk Register and SESP Risks  

Description of Risk Risk Type Probability (P) 
and Impact (I) at 
project inception 

Probability (P) 
and Impact (I) at 

midterm 

Comments 

Risk 1: Climate induced hazards 
may damage water infrastructure 
or obstruct and delay work 

Environmental P-3 
I-3 

Moderate 

P-4 
I-2 

The MTR found this to 
occur – damage to 
infrastructure at the 
source and delays in 
work due to weather; 
also risk of forest fires 
may damage 
infrastructure 

Risk 2: Underdeveloped private 
sector and weak value and supply 
chains may hinder adoption and 
success of private sector 
engagements 

Organizational P-3 
I-3 

Moderate 

P-4 
I-3 

 

There were few to no 
private sector 
engagements by 
midterm so the risk 
probability is increased 

Risk 3: IoT devices equipment 
may fail to perform due to poor 
power supply, network 
connectivity issues and 
breakdown 

Operational P- 2 
I-2 

Low 

P-2 
I-2 

IoT was not installed at 
midterm so probability 
and impact remain the 
same 

Risk 4: Beneficiaries’ 
unwillingness to pay for the 
improved water facilities and 
supplies may not generate enough 
funds to sustain delivery of water 
utility services 

Financial P- 1 
I- 3 
Low 

P- 1 
I- 3 
Low 

Beneficiaries stated they 
were willing to pay for 
improved water facilities 
but was yet untested so 
P and I remain 
unchanged 

Risk 5: Emergent risks due to the 
COVID-19 pandemic 

Social - 
Health 

P- 2 
I- 4 

Moderate 

P-1 
I-3 

Low 

the threat of COVID has 
passed so the 
probability is lower and 
likely impact would be 
less 

Risk 6: Changes in government 
may lead to changing priorities 
causing conflict with the project 
objectives, such as lesser priority 
on the water flagship 

Political P-2 
I-3 

Moderate 

P-2 
I-3 

Moderate 

Remains unchanged at 
midterm 

Risk 7: Slow economic recovery 
may reduce government and 

Financial P-2 
I-3 

Moderate 

P-2 
I-3 

Moderate 

Co-financing is going as 
planned so remains 
unchanged at midterm 
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Description of Risk Risk Type Probability (P) 
and Impact (I) at 
project inception 

Probability (P) 
and Impact (I) at 

midterm 

Comments 

partners capacity to co-finance the 
project 

Risk 8: Institutional reorganisation 
and capacity gaps among IP/RPs 
may project implementation 

Organizational P-2 
I-3 

Moderate 

P-2 
I-3 

Moderate 

Remains unchanged at 
midterm 

Risk 9: Poor connectivity over 
rugged terrain combined with 
inclement weather conditions may 
hinder supply of critical inputs 
during project implementation. 

Operational P-2 
I-3 

Moderate 

P-1 
I-3 

Low 

Supply of materials has 
not been duly affected 
so probability is low 

Risk 10: Vulnerable groups 
(Members of ethnic socio-cultural 
groups and women-headed 
households) may be excluded 
from fully participating in project 
activities, particularly, from 
membership and leadership roles 

Social P-4 
L-2 

Moderate 

P-4 
L-2 

Moderate 

Remains unchanged at 
midterm 

Risk 11: Watershed restoration 
and conservation activities may 
result in temporary denial of 
communities or groups to 
traditional or customary use of 
forests. 

Social and 
environmental 

P-3 
I-3 

Moderate 

P-2 
I-3 

Low 

Communities were 
consulted; the GRM did 
not have significant 
complaints at midterm 
so the probability is 
lower 

Risk 12: During project 
implementation, some sections of 
the pipeline will be routed through 
some of the private registered 
land, potentially causing disruption 
on use of land 

Social P-4 
I-2 

Moderate 

P-4 
I-2 

Moderate 

Remains unchanged at 
midterm 

 

Mitigation and management of environmental and social risks  

It is the responsibility of the PMU to monitor and measure the progress of implementation of the 
ESMP to ensure that the identified environmental and social impacts are effectively mitigated. 
Monitoring must ensure compliance with the ESMP as well as ensure compliance with National 
laws, rules and regulations, ensure that corrective measures are undertaken (mitigation), and 
ensure that grievances of workers and community are resolved transparently on time and 
escalated up to the PSC if it cannot be resolved at the lower GRM committees. The contractor for 
the water supply systems is responsible for daily monitoring of the site and submits monthly 
reports on the ESMP along with the progress report (ProDoc). 

Finding 14. The Environmental and Social Safeguards Management Plans are a comprehensive 
and detailed assessment of social and environmental risks for each of the districts.  The four 
detailed ESMPs outline potential risks with an impact and probability rating, along with detailed 
mitigation measures for each potential risk.   

The ESMPs for each district are titled: “Environmental and Social Impact Assessment and 
Environment and Social Management Plan for Climate Resilient Domestic Water Supply 
Systems”. They were developed for: 

i. Toedpisa and Barp (including Lobesa Township) Gewogs in Punakha  
ii. Gasa Town and Gasa Dzongkhag (July 2024) 
iii. Tsirang: one ESMP for Mendrelgang: for 6 Gewogs and  
iv. Tsirang: one ESMP for Sergithang (Dec 2023) for Tashithang Chiwog under Sergithang 

Gewog 
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For all four ESIA/ESMPs the risk rating given for the project was “moderate”, in large part due to 
the nature of the infrastructure work. The MTR finds that this risk rating remains unchanged at 
midterm. 

Six environmental risks were identified for three of the ESMPs -for Punakha and Mendrelgang 
and Sergithang as follows: 

Risk 1: Non-compliance with UNDP Principles and Standards and relevant National legislation 

Risk 2: Reduction in forest cover, forest fragmentation and degradation of wildlife habitat due to 
forest clearance for various project components (construction of worker camps, intake structure, 
sand trap, reservoirs and laying of water pipelines in trenches).  Construction activities will cause 
forest fragmentation, leading to habitat alteration and impact species that rely on forest habits for 
food, shelter, and breeding. 

Risk 3: Loss of wildlife from illegal poaching or accidents 

Risk 4: Disturbance to wildlife and bird species due to workers and construction activities  

Risk 5: Impacts on aquatic ecosystems and loss of ecological functionality due to changes in flow 
regime and pollution  

Risk 6: Lack of adequate human resources, capacities, and budget to implement the (Biodiversity 
Action Plan (BAP). It is noteworthy that the BAP identifies the need to “Minimize the risk of forest 
fire” and recommends to “Avoid using firewood for cooking in the worker camps. If unavoidable, 
ensure that fires are contained and maintain fire extinguishers or adequate water pipes, tanks, 
buckets etc. at worker camps inside the forest as a precautionary measure Contractor/ DOFPS 
Monthly Brief workers on fire hazards and conduct training to deal with such hazards”. 

Some of the other risks identified in the ESIA/ESMPs include: 

● Water availability in rivers and streams in Bhutan is highly variable depending on the 
season and lowest during the lean season  

● Lower water discharge after diversion to the intake pipes at the water source (mitigation 
is compliance with the Water Act 2011 that requires maintaining 30% discharge as 
environmental flow 

● Steady loss of forest cover to developmental activities and the impacts of construction 
projects within forested areas which include loss of forest cover, habitat fragmentation and 
degradation (Mitigation is compliance with the Forest and Nature Conservation Act 2023 
and its regulation the Forest Clearance (FC). 

● Lack of capacity by local contractors to implement water supply projects, especially 
construction of water treatment plants. Contractors may also not be aware of UNDP SES, 
national legislation, Environmental and Forestry Clearance terms and conditions and 
ESMP budgeting requirements (Mitigation is that the PMU and PIU to ensure inclusion of 
the provisions of the ESMP into the contract documents, conduct contractor training on 
the ESMP requirements and the GRM). 

● Use of substandard materials, improper construction, inadequate trenching and 
pipelaying may compromise the structural integrity and the challenge for the district 
engineers to provide constant oversight and monitoring (Mitigation is the PMU/PIU will 
ensure Quality Control and the contract agreement must assign full liability to the 
contractor) 

● The recruitment of skilled and semi-skilled workers from within or outside the 
Dzongkhag could potentially lead to underage recruitment, gender discrimination and 
violence, spread of disease, delayed or underpayment of wages, conflict among workers 
or lack of mechanisms for resolving grievances (this may have more of a significant impact 
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on Gasa, which is a very small community that has not been exposed to many 
development activities). To mitigate, contractors must follow UNDP standard 7 on Labor 
and working conditions, labor laws, rules, and regulations, and the Labor Management 
Plan. The contractor must ensure that worker camps do not encroach on private property 
and foreign workers are screened for communicable diseases). 

● Valuable species may be collected indiscriminately once workers are aware of their 
value leading to overharvesting of the species  

3.3.8 Communications & Knowledge Management   

The project developed a Communication Management Plan (CMP) (2024) with the purpose of 
“disseminating project goals, progress, and outcomes to stakeholders, ensuring transparency, 

engagement, and support throughout the implementation process”. The management plan 
includes a comprehensive matrix that identifies the communications requirements for each project 
component, outlining what is to be communicated, the objective, the medium, the audience, the 
deliverable and the format.  This Plan appears to be a useful guide for project communications. 

The MTR found evidence that communication among stakeholders was good – from the gewog 
and dzongkhag levels to the PMU was efficient and effective.  Communication between the PMU 
and UNDP was also reported to be good with no problems reported.  

There was some public awareness generated about the project and its outcomes. Public 
awareness  is heightened through Facebook posts, news media stories There is a YouTube 
posting (https://www.youtube.com/watch?v=RNlasY9os3Y) and there is a comprehensive 
website devoted to ACREWAS (https://www.adaptation-undp.org/projects/advancing-climate-
resilience-water-sector-bhutan-acrewas).  

The Project has recently hired a communications expert to further generate communications 
products to create awareness, share project progress and impacts, and enhance visibility.  

The CMP identifies the Project Team as the entity to maintain the Google drive within the PMU to 
store data, provide updates, archive various reports, and conduct project communications.  This 
platform enables stakeholders with compatible technology, to access project data and 
communications at any point in time.  The google drive provides the ability for stakeholders and 
project team members to collaborate on project work and communication.  The MTR verified that 
the google drive was an effective IT tool. 

3.4 Sustainability  

3.4.1 Financial risks to sustainability  

Close to 70% of the Project’s funding is allocated for climate resilient water supply infrastructure 
in the three Dzongkhags. For outcome 3, 42.5% of the funding is from the LCDF grant and 57.5% 
is from co-financing.  Since a significant proportion of co-financing (61%) has been realized at 
midterm, it looks favorable that funding commitments through co-financing are sustainable for the 
life of the project. The project is embedded in the Dzongkhags activities and budget which confers 
financial sustainability. 

The PES scheme with water tariffs is still being tested for feasibility but where these have been 
successful in Tsirang, there is potential for sustainability.  Risks to sustainability are in the rural 
areas, where PES may be less effective.  

There is no financial provision for the implementation of the Watershed Management 
Assessments and the Local Forest Management Plans developed for the watersheds under the 
project.  So far, these plans are to serve as a “guiding document” for the dzongkhags and DoFPS 

https://www.adaptation-undp.org/projects/advancing-climate-resilience-water-sector-bhutan-acrewas
https://www.adaptation-undp.org/projects/advancing-climate-resilience-water-sector-bhutan-acrewas
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to secure funds in the future for their implementation. This is considered by the MTR team to be 
a risk to sustainability of the benefits of these management plans. 

3.4.2 Socio-economic risks to sustainability 

The most apparent existing socio-political risk to sustainability is attrition of human resources in 
both the government workplace and in the private sector. This leads to a human resource deficit 
and contributes to frequent changes in government officers which can adversely affect project 
sustainability through: i) the loss of institutional memory of project related trainings; and ii) the 
loss of well-trained engineers who have the knowledge to maintain and train on the project 
established water supply systems. 

Economic benefits to participating farmers arise from increased yields.  The MTR observed 
increased yields from drip irrigation which enabled an extension of the cropping season after rice 
production to allow for winter chili production.  Similarly, when the integrated water supply systems 
are up and running, it is anticipated that the irrigation systems will enable farmers to take land out 
of fallow and plant crops to improve livelihoods.  In addition, the ACREWAS project has secured 
a market for the organic produce produced by the 15 participating farms in the irrigation scheme.  
With a market in place for increased productivity, this increases sustainability. 

3.4.3 Institutional framework and governance risks to sustainability  

The sustainability of the results of the project and the progress towards impact may be dependent 
on institutional and policy frameworks, and governance structures related to water resources 
management. At midterm, there is evidence of the potential for continuity of project activities 
beyond the project lifetime though the engagement by local governments (gewog and dzongkhag) 
in implementation, training and monitoring with oversight by the technically skilled National 
agencies such as MoIT and DoW.  The local government has also stated they have the financial 
capacity and commitment to continue their role in this capacity. Project implementation is also 
fully supported by government policy (i.e. Water Act, by-laws) which ensures commitment will 
remain.  

The construction of the water supply systems in some cases follows the DBOT model – Design-
Build-Operate-Transfer. It is a type of Public-Private Partnership (PPP) whereby a private entity, 
through a contractual arrangement, follows a structured timeline to design, construct (build), and 
manage (operate) the water supply infrastructure facilities for a specific period, and then transfer 
the ownership back to the public or the client. The core principles of this model are not only 
focused on efficiency and risk transfer, but also the long-term management of the water supply 
system and sustainability. This DBOT model is also seen as a way to manage staff attrition, which 
the country has been experiencing for the past few years.   

The Dept. of Infrastructure Development (DID) under the MoIT has also created a Regional 
Engineering Cluster Division as a part of strategic consolidation of engineering resources, 
expertise, and services within specific regions or sectors to enhance efficiency, technical capacity, 
and project delivery. The regional clusters were established in 2023 in the Dzongkhags to improve 
technical backstopping and manage infrastructure development. These clusters are involved in 
creating, designing, and maintaining infrastructure, including drinking/irrigation water supply, road 
surveys, and enforcing the Building Code of Bhutan. The primary goals are to improve the quality 
of construction and public service delivery, ensure water security, promote climate-resilient 
development, and optimize budget utilization. For example, the contractor for water supply 
construction in Punakha will continue to operate and maintain the infrastructure for two years, 
during which time the WUA members and the technicians/engineers of the districts will also be 
trained, before handing responsibilities over to the WUA or the Client (District Administration). 
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The Water User Associations (WUAs) will also be strengthened through training and formalization 
to eventually manage, operate, and maintain the water supply. The WUAs are community-based 
organizations formed under the Water Act of 2011. This institution will be responsible for 
operational management, equitable distribution, maintenance & protection of water sources, 
financial sustainability by collecting revenue from users to cover operational and maintenance 
costs, and governance & compliance by operating within the Water Act of 2011 framework and 
the byelaw, coordinating with local governments, and managing conflicts. The Department of 
Water (DoW) will be taking the lead to provide capacity building/training, sensitization and 
awareness initiatives to the WUAs. 

Community Forest Management Groups (CFMGs) also play a pivotal role in watershed 
management by actively protecting water sources, restoring degraded land, and managing forest 
resources sustainably. As local stewards, they implement management plans that enhance soil 
stability and maintain consistent water flow for communities. The Department of Forestry and Park 
Services in coordination with Department of Water and Local Governments provide frequent 
awareness, sensitization and training to the group. 

3.4.4 Environmental risks to sustainability  

Several risks to environmental sustainability are outlined in section 4.3.7 and summarized here.   

One environmental risk identified at project inception (ProDoc) is: 

1. Climate-induced hazards may damage water infrastructure or obstruct and delay work 

Environmental Risks identified in the District ESMPs include (among others): 

2. Non-compliance with UNDP Principles and Standards and relevant National 
3. Reduction in forest cover, forest fragmentation and degradation of wildlife habitat due to 

forest clearance for various project components (construction of worker camps, intake 
structure, sand trap, reservoirs and laying of water pipelines in trenches).  Construction 
activities will cause forest fragmentation, leading to habitat alteration and impact species 
that rely on forest habits for food, shelter, and breeding 

4. Loss of wildlife from illegal poaching or accidents 
5. Disturbance to wildlife and bird species due to workers and construction activities  
6. Impacts on aquatic ecosystems and loss of ecological functionality due to changes in flow 

regime and pollution  
7. Lack of adequate human resources, capacities, and budget to implement the (Biodiversity 

Action Plan (BAP).  

Additional environmental risks identified by the MTR team are: 

8. There is a potential risk of forest fires especially in areas where humans are active 

These risks remain for the project and pose a risk to sustainability, however the project, through 
its ESMPs have carefully outlined clear and reasonable mitigation strategies for these risks 
which reduce the possibility for them to affect project outcomes. 

4. Conclusions and Recommendations  

4.1   Conclusions   

The ACREWAS project has made significant achievements at midterm. The four project outcomes 
all contribute to increasing the resilience to climate change impacts by strengthening the water 
sector through ensuring a sustainable drinking water supply and offering irrigation capability for 
some beneficiaries. The project strategy is found to be highly relevant to achieving the ultimate 
objective of climate resilience, although there could be more indicators and monitoring conducted 
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to measure how farmer income (Outcome 2) contributes to the objective of “sustainable economic 
well-being”. 

Country priorities are well enshrined in the ACREWAS project, as the project is well aligned with 
several laws, policies, and strategies, including international commitments, particularly those 
concerned with climate change, water resources management, agriculture, and management of 
forests, rangelands, and natural resources. In addition, the project collaborates and explores 
synergies with other water supply projects and initiatives bringing in crucial elements of climate 
change adaptation and resilience. These projects create synergies by integrating climate-resilient 
water supply infrastructure with climate resilient agriculture practices, watershed restoration, and 
digital monitoring.  

A crucial element of the success thus far of the ACREWAS project is the coordination structure 
of the project that includes all levels of government, from the national to dzongkhag to gewog 
involved in implementation, monitoring and reporting.  Quarterly meetings have been useful 
forums for sharing challenges, successes and decision-making. Stakeholder consultation was an 
essential element of the project: in accordance with the Stakeholder Engagement Plan (SEP), the 
Environmental and Social Safeguards Framework (ESSF) and the Gender Analysis and Action 
Plan (GAAP), stakeholder consultations were integral to project design and implementation. The 
yearlong inception phase provided the necessary time to complete all in-depth field surveys and 
finalize designs and plans for interventions in close consultations with stakeholders. 

Gender issues were appropriately addressed in project design and followed up during 
implementation.  Gender and inclusion issues are well outlined in the Project Document and 
Stakeholder Engagement Plan (SEP), as well as the Gender Analysis and a Gender Action Plan 
(GAAP). The MTR found that the project carried out gender sensitization at the community level. 
There was also the collection and management of gender-disaggregated data guiding gender 
responsive/specific intervention planning; and there was the inclusion of women in project 
interventions. 

Regular and efficient project monitoring has provided evidence that three of the midterm targets 
have either been attained or surpassed and several are below target.  Despite not reaching 
midterm targets, there are reasonable explanations that provide assurance that all outcomes will 
be achieved by the end of the project.  The overall rating for progress towards outcomes is 
Satisfactory and there was no evidence of any significant barriers to achieving all results in the 
second half of the project. The MTR finds that the project has taken the necessary steps to 
overcome most of the stated barriers to realizing the objective. There remains some uncertainty 
regarding some barriers and there was insufficient evidence at midterm to determine if the project 
had yet been able to take the necessary steps to overcome them. 

Project Implementation and Adaptive Management was given an overall rating of “highly 
satisfactory”. While there have been no significant changes to the project, there have been several 
cases of adaptive management, where unexpected circumstances have led to a shift in 
implementation, which have not impeded project progress and in some cases, have provided 
benefits.  

Project financial management and oversight have been very good, and there were no reports of 
delays in disbursements. Expenditure at midterm was 71.3% but further efforts and actions are 
required for components 1 and 4, where fund utilization remains low. The investment of 61.6% of 
the total Co-financing has been mobilized at the time of the MTR.  

Project monitoring occurs at multiple levels and appears to be regular, thorough and generating 
evidence-based results which are well documented. There will be a need to ensure that gender-
based/responsive indicators in the GAAP are measured in the second half of the project to retain 
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the project’s GEN-2 status.  The project developed Environmental and Social Safeguards 
Management Plans, which are a comprehensive and detailed assessment of social and 
environmental risks for each of the districts.  The four detailed ESMPs outline potential risks along 
with detailed mitigation measures for risk. These documents include elements crucial for project 
sustainability, including guidelines for site rehabilitation and mitigation measures to prevent 
gender-based violence and discrimination. These documents are important as the basis of 
continued training and monitoring. 

While the project has several built-in sustainability mechanisms, such as the involvement of 
government agencies at all levels in implementation, the involvement of community members in 
water user associations and the inclusion of community forest management groups in watershed 
protection, there are some identified risks to sustainability. These risks include uncertainty of 
funding for watershed plan implementation, the uncertainty of the feasibility of PES in rural areas, 
and the level of attrition of human resources in government and the private sector.  In addition, 
there are some environmental risks, such as unanticipated impacts of climate change on water 
sources and the impacts of the water supply system on local biodiversity.  The project has, in the 
ESMPs, developed comprehensive mitigation strategies for most of these risks which should help 
to ensure sustainability of project benefits long after the life of the project. 

4.2 Recommendations   

Table 12 below outlines the recommendations that emerged in the midterm review and 
suggestions for who might take responsibility for implementing them. 

Table 12. Recommendations for the ACREWAS project at midterm 

Recc No. Recommendation Entity Responsible 

Outcome 1 

1 

Initiate strengthening of the WUAs through the use of WUA 
guidelines 2024 without waiting for the water supply projects to be 
completed. 

PMU, DoW 

2 

Explore incentive options (for example, salary or other incentives 
for executive members) to encourage youth to join as members in 
the local institutions such as WUA, CFMG, PES by including the 
‘incentive sections/clause’ in the Bylaws of the associations/groups. 

PMU, DoW, DoFPS, 
and Dzongkhags 

Outcome 2 

3 

More training on climate resilience is needed at the Dzongkhag 
level – such as how to develop adaptation strategies to CC impacts 
and how to implement timely interventions. Re-fresher training is 
especially important given the high level of staff turnover. 

PMU,      UNDP 

4 
Ensure capacity development for DoW officials on springshed 
assessments as many DoW officials are new to the department. 

UNDP, PMU, DoW, 
DoFPS, Dzongkhags 

5 
Train contractors on fire hazards at the work site; Train CFMG and 
WUA on fire hazards (refer to the Biodiversity Action Plan). 

DoFPS 

6 

Explore more experimentation & testing with organic mulches that 
are not labour intensive and that can help to eliminate the reliance 
on plastic mulches which are expensive and environmentally 
harmful. It is suggested that this could involve collaboration with 
Agriculture Research and Development Centres (ARDC) under 
DoA, MoAL which is also a Responsible Party (RP) of the project.  

PMU & DoA, Ministry 
of Agriculture and 
Livestock (MoAL) PS 

7 
Encourage farmers to consider adoption of new and tested-in-
Bhutan rice varieties adapted to the changing climate to ensure 
continued high productivity in increasing temperatures. 

PMU, MoAL 

8 
Consider outsourcing the rehabilitation of impacted land/forest area 
due to the construction of water supply systems to the community 

PMU, DoFPS 
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under the guidance of the DoFPS This will also ensure good 
oversight on contractor obligations for site rehabilitation, including 
the proper planting of native species where transmission lines and 
access tracks have caused degradation.  

Outcome 3 

9 
Continue to enhance awareness on SES/ESMP and provide in-
depth training on gender and social inclusion and engage more 
people at all levels. 

PMU, UNDP 

Outcome 4 

10 
Ensure heightened project visibility in the second half of the project 
through communications      

UNDP, PMU 

Project Implementation 

11 

a. Develop and monitor development indicators on:  
iii) farming income after CR practices implemented 
iv) Women’s engagement: positions of leadership 

b. Ensure that gender-specific indicators in the GAP are monitored 
and documented and that the ESMP and GAAP monitoring are not 
considered as a separate standalone activity but instead are 
integrated with the project annual and mid-year monitoring and 
review processes to ensure that gender is fully mainstreamed into 
project activities. 

UNDP, PMU (M&E) 
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5. Annexes 

 

Annex 5.1 MTR ToR  

National consultant 

International consultant 

 

Annex 5.2 MTR evaluative matrix  

 

Evaluation Question Indicator Sources Methodology 

1. Project Strategy:  

1.1 Project Design 

Project Theory of Change: 

1. What are the underlying assumptions of 
the project and what is the effect of any 
incorrect assumptions or changes to the 
context to achieving the project results as 
outlined in the Project Document? 

Number of additional assumptions 
that need to be made and number 
of assumptions missed 

Project Document 

Theory of Change 

Document review 

https://erc.undp.org/evaluation/documents/download/24984
https://erc.undp.org/evaluation/documents/download/24983
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Evaluation Question Indicator Sources Methodology 

Relevance:  

2. How relevant is the project strategy?  

3. Does it provide an effective route towards 
intended results?  

4. Were lessons from other relevant projects 
properly incorporated into the project 
design? 

5. Does the project address country 
priorities? 

6. Is there country ownership? 

7. Was the project concept aligned with the 
national sector development priorities and 
plans of Bhutan? 

8. Is the project well aligned with the 
priorities of targeted community 
members? 

Project strategy is aligned to the 
needs of the Royal Government of 
Bhutan, to the Dongkhag officials, to 
community members and to 
environmental restoration.  

Lessons learned from previous 
projects were integrated into project 
design 

Government partners have 
integrated project principles into 
policies/strategies and budgets 

Project Document 

Other similar climate 
resilience projects in 
Bhutan 

Royal Government of 
Bhutan policies, 
strategies and 
international 
commitments to MEA 
and CC 

Document review 

 

Interviews with 
government partners 

Decision-making processes:  

9. Were the perspectives of those who would 
be affected by project decisions, those 
who could affect the outcomes, and those 
who could contribute information or other 
resources to the process, taken into 
account during project design processes? 

Stakeholders at each level perceive 
they were invited and able to share 
their perspectives through early 
project consultation and during 
implementation 

 

 

All stakeholders Semi structured 
interviews 

Focus group 
Discussions 

 

Evaluate by different 
socio-economic groups  

Gender:  

10. Were relevant gender issues (e.g. the 
impact of the project on gender equality in 
the programme country, involvement of 
women’s groups, engaging women in 
project activities) raised in the Project 
Document? 

11. Are there any project level indicators 
specific to gender?  

Gender assessment conducted 

Indicators have a separate provision 
for gender 

MEAL framework specifically 
requires data disaggregation 

Project Document 

MEAL Framework 

Results/Logical 
Framework 

Project Team 

Document review 

Interviews 
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Evaluation Question Indicator Sources Methodology 

12. Is there a requirement in M&E to 
disaggregate data by gender? 

       1.2 Results Framework/Logframe: 

13. Are the project’s objectives, Components 
and Outcomes clear, practical, and 
feasible within its time frame? 

Objective, components and 
outcomes clearly stated and 
achievable 

Project Document 

Results/Logical 
Framework 

Project Team 

Document Review 

Interviews 

14. Has progress at mid-term shown to 
catalyze positive change (i.e. income 
generation, gender equality and women’s 
empowerment, improved governance 
etc...) that should be included in the 
project results framework and monitored 
on an annual basis? 

Project outcome indicators show 
progress towards achievements in 
timeframe of project 

Project Document 

Results/Logical 
Framework 

Project Team 

Key Stakeholders 

Community Members 

Document review 

Interviews 

Focus Group 
Discussions 

15. Are broader development aspects being 
monitored effectively? 

16. Are gender aspects of the project being 
monitored effectively?  

17. Are the indicators disaggregated by 
gender? (repeat question) 

Monitoring protocols are effectively 
and regularly monitoring for 
development changes, gender  

Monitoring data are disaggregated  

Project Logical 
Framework 

Project MEAL 
Framework 

Document review 

Interview with those 
conducting M&E 

2. Progress Towards Results: Progress Towards Outcomes Analysis 

18. What are the remaining barriers to 
achieving the project objective in the 
remaining time of the project? 
- Go through each activity to identify 

barriers to activity progress and 
finishing in the time the project has left 

Risk register updated 

Barriers to project progress 
identified and strategies developed 
to deal with them 

Project Team 

Key implementing 
partners 

Annual Progress Report 

Risk register  

Interviews 

Document Review 

19. What aspects of the project have been 
most successful?  

20. How can these benefits be expanded in 
the remaining time of the project?  

Elements of success identified 

Strategies developed based on 
identified successes 

Project Team 

Key stakeholders 

Interviews 

Board meeting minutes 

Annual progress report 
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Evaluation Question Indicator Sources Methodology 

3. Project Implementation and Adaptive Management: Management Arrangements 

3.1 Management Arrangements 

21. Has Adaptive Management been 
practiced?  

22. Have changes been made and are they 
effective? Are responsibilities and 
reporting lines clear?  

23. Is decision-making transparent and 
undertaken in a timely manner?  

24. How can this be improved? 

Evidence of adaptive management 
practiced when needed and the 
change documented in the Board 
meeting minutes and annual 
progress report  

 

Project Team 

Board meeting minutes 

Annual progress report 

Interviews 

Document review 

25. How can the quality of execution of the 
Executing Agency be improved? 

Management and execution of the 
project was effective and areas for 
improvement identified 

 

Project Team 

Implementing Agency 

Annual progress report 

Interviews 

Document review 

26. How can the quality of the Implementing 
Partner(s) be improved?  

The implementing agency was able 
to effectively deliver on project 
identification, concept preparation, 
appraisal, preparation, approval and 
start-up, oversight, and ongoing 
supervision. Areas for improvement 
identified. 

 

Implementing Agency 

Executing Agency 

Project Team 

Annual Progress Report 

Board Meeting Minutes 

Dzongkhag officials 

Interviews 

Document review 

27. How can the support provided by the GEF 
Partner Agency (UNDP) be improved? 

Dialogue established for review of 
GEF partner agency and results 
documented. 

Strategy for improvement 
documented 

Executing Agency 

Project Team  

Dzongkhag officials 

Annual Progress Report 

Board Meeting minutes 

Interviews 

Document review 

28. Do the Executing Agency/Implementing 
Partner and/or UNDP and other partners 
have the capacity to deliver benefits to or 
to involve women? If yes, how?  

Gender is included in project 
interventions 

Women targeted by project 
interventions 

Project Document 

MEAL Framework 

Project Team 

Document review 

Interviews  
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Evaluation Question Indicator Sources Methodology 

Technical support on gender 
provided to implementing partners 

Implementing Agency 

Executing Agency 

29. What is the gender balance of project 
staff?  

30. What steps have been taken to ensure 
gender balance in project staff?  

Project team is at least 30% women 

Efforts have been made to hire 
women onto project staff in higher 
management positions 

Project Team 

 

Interviews 

Observation 

31. What is the gender balance of the PSC? 
What steps have been taken to ensure 
gender balance in the PSC? 

PSC is at least 30% women 

Efforts made to include women in 
key positions on the Board 

Project Team 

PSC Members 

Interviews 

3.2 Work Planning 

32. Were there delays in project start-up and 
implementation? 

33. What caused the delays? 

34. Have the reasons for delays been 
resolved?  

Delays clearly identified and 
strategies developed to resolve 
them and avoid them for the 
remainder of the project 

Project Team 

PSC 

Annual Progress Report 

Board meeting minutes 

Interviews 

Document review 

35. Are work-planning processes results-
based? If not, what are some ways to re-
orientate work planning to focus on 
results?  

Work Planning processes depend 
on monitoring results  

Project Team 

Implementing Agency 

Annual Workplans 

Interviews 

Review of workplans 

36. What changes have been made to the 
project’s results framework/ logframe?  

 Results 
Framework/LogFrame 

Annual progress report 

Document review 

a. Finance and co-finance 

37. Are project interventions cost-effective? Interventions have appropriate costs 
allocated to them and overspending 
is limited 

Project Team 

Project Budget 

Interviews 

Review of budget 

38. Are the fund allocations as a result of 
budget revisions appropriate and 
relevant? 

Budget revisions are justified and 
appropriate 

Project Team 

Project Budget 

PSC Members 

Interviews 

Review of Budget 
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Evaluation Question Indicator Sources Methodology 

39. Does the project have the appropriate 
financial controls, including reporting and 
planning, that allow management to make 
informed decisions regarding the budget 
and allow for timely flow of funds? 

Perceived agency by management 
to make informed financial decisions  

Perceived control of financial 
resources with appropriate oversight 

Project Team 

Implementing Agency 

PSC Members 

Interviews 

40. Is co-financing being used strategically to 
help the objectives of the project?  

41. Is the Project Team meeting with all co-
financing partners regularly to align 
financing priorities and annual work 
plans? 

Co-financing is contributing to 
outcomes and project objective 

Co-financing monitoring 
table to be filled out by 
the Commissioning Unit 
and project team 

Project Team 

Document revies 

Interviews 

a. Project-level Monitoring and Evaluation Systems 

42. Do the monitoring tools used in the project 
provide the necessary information?  

43. Does monitoring involve key partners?  

44. Are the monitoring tools aligned or 
mainstreamed with national systems?  

45. Do they use existing information?  

46. Are they efficient?  

47. Are they cost-effective?  

48. Are additional tools required?  

49. How could they be made more 
participatory and inclusive?  

Information is gathered by indicators 
in the MEAL framework and/or 
Results/Logical Framework 

Key implementing partners are 
involved in monitoring 

Monitoring tools are aligned with 
national monitoring systems 

Monitoring is efficient and resources 
allocated to M&E are appropriate  

M&E is inclusive and strategies 
developed to ensure inclusivity and 
participation 

Project monitoring tools 

Key executing and 
implementing partners 

 

 

MEAL Framework 

Results/Logical 
Framework  

Project Team M&E 
designate  

 

Document review 

Semi-structured 
interviews 

 

50. Are sufficient resources being allocated to 
monitoring and evaluation?  

51. Are these resources being allocated 
effectively?   

52. To what extent are gender issues 
incorporated in monitoring systems? 

Monitoring and Evaluation is 
effective and efficient  

M&E includes gender in the 
indicators and there is the 
requirement to disaggregate data by 
gender 

Financial management 
of the project monitoring 
and evaluation budget 

Project MEAL 
framework 

Use Guidance for 
Conducting Midterm 
Reviews of UNDP-
Supported, GEF-
Financed Projects 

a. Stakeholder Engagement 
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Evaluation Question Indicator Sources Methodology 

53. Has the project developed and leveraged 
the necessary and appropriate 
partnerships with direct and tangential 
stakeholders?  

Participation and country-driven 
processes:  

54. Do local and national government 
stakeholders support the objectives of the 
project?  

55. Do they continue to have an active role in 
project decision-making that supports 
efficient and effective project 
implementation?  

Participation and public awareness:  

56. To what extent has stakeholder 
involvement and public awareness 
contributed to the progress towards 
achievement of project objectives?  

57. How does the project engage women and 
girls?  

58. Is the project likely to have the same 
positive and/or negative effects on women 
and men, girls and boys?.  

59. What can the project do to enhance its 
gender benefits? 

60. Have public-private-partnership (PPP) 
models been explored for the long-term 
financial sustainability of water utility 
services? 

61. Have entrepreneurs been facilitated to 
take over aspects of the O&M of water 
supply and monitoring of water distribution 
infrastructure and metering? 

Partnerships are strong and they 
strengthen project achievements 

Local and national governments are 
supportive of the project  

Local and national stakeholders 
participate in project decision 
making processes 

Public awareness has occurred and 
it supports project progress 

Women and girls are engaged in the 
project in various capacities 

The project has the same effects on 
women and girls as it does on men 
and boys 

 

The project has taken several steps 
to enhance benefits to women and 
girls and to generate awareness of 
gender equality 

PPP models have been explored for 
long term financial sustainability of 
water utility services 

Entrepreneurs are taking over 
aspects of the O&M of water supply 
and the monitoring of water 
distribution infrastructure and 
metering 

Project Management 

Local and national 
government 
stakeholders 

 

Women and girls in 
targeted communities 

Semi structured 
interviews 

 

Review of gender 
assessment, gender 
studies conducted in 
Bhutan to identify legal, 
cultural, or religious 
constraints on women’s 
participation in the 
project 

a. Social and Environmental Safeguards 



63 
 

Evaluation Question Indicator Sources Methodology 

62. Are there any revisions needed for the 
risks identified and the risk ratings in the 
project’s SESP? 

63. What revisions have been made to:  

64. The project’s overall safeguards risk 
categorization 

● The identified types of risks 
● The individual risk ratings  

65. What progress has been made in the 
implementation of the project’s social and 
environmental management measures?   

66. What revisions have been made to those 
measures?  

Following a review, the appropriate 
and timely revisions have been 
made to the project safeguards risks 
and risk ratings if necessary 

The project social and 
environmental management 
measures have been followed and 
acted upon 

Following a review, the SEM 
measures have been revised if 
necessary 

Project’s SESP  

CEO 
Endorsement/Approval 

Environmental and 
Social Management 
Plans (ESMPs)  

Other management 
plans 

Project management 

Question 6 in the SESP 
template for a summary 
of the identified 
management measures. 

UNDP’s safeguards 
policy that was in effect 
at the time of the 
project’s approval. 

Document review 

Semi structured 
interviews 

Focus Group 
Discussions 

a. Reporting 

67. How have adaptive management changes 
been reported by the project management 
and shared with the PSC? 

68. How does the Project Team and partners 
undertake and fulfil GEF reporting 
requirements (i.e. how have they 
addressed poorly-rated PIRs, if 
applicable?)  

69. Have lessons learned derived from the 
adaptive management process have been 
documented and shared with key 
partners? 

70. How have key partners used the lessons 
learned?   

Adaptive management changes 
duly reported and shared 

GEF reporting requirements 
undertaken and fulfilled by project 
team and partners 

Lessons learned documented and 
shared 

 

Project management 

Project Team 

PSC 

PSC Minutes 

Documentation of 
Lessons learned 

Semi structured 
interviews 

Focus Group 
Discussions 

Review of relevant 
documents 

a. Communications and Knowledge Management 
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Internal communication: 

71. Is communication regular and effective?  

72. Are there key stakeholders left out of 
communication?  

73. Are there feedback mechanisms when 
communication is received?  

74. Does this communication with 
stakeholders contribute to their awareness 
of project outcomes and activities and 
investment in the sustainability of project 
results?  

External communication: 

75. Are proper means of communication 
established or being established to 
express the project progress and intended 
impact to the public (e.g. is there a web 
presence)?  

76. Did the project implement appropriate 
outreach and public awareness 
campaigns?  
 

 

Internal: 

Project communication is regular 
and it reaches all stakeholders  

All stakeholders are included in the 
communications 

A feedback mechanism is in place 
when communication is received 

Project communication contributes 
to stakeholder awareness of project 
activities, outcomes and 
sustainability 

External: 

Project has established good 
communication systems to ensure 
project progress and results is 
shared with the public 

Outreach and awareness 
campaigns are implemented by the 
project 

Internal project 
communication between 
stakeholders 

External project 
communication  

Communications officer 

Semi-structured 
interviews 

Document review 

Write one half-page 
paragraph that 
summarizes the 
project’s progress 
towards results in terms 
of contribution to 
sustainable 
development benefits, 
as well as global 
environmental benefits.  

List knowledge 
activities/products 
developed (based on 
knowledge 
management approach 
approved at CEO 
Endorsement/Approval)
. 

 

Sustainability 

77. Are the identified project risks the most 
important or are there other risks that 
should have been identified? 

78. Are the risk ratings applied appropriate 
and up to date?  

The project has reviewed and taken 
measures to assess changing 
project risk status 

Risk ratings are reviewed and up to 
date 

Project Document 

Project Implementation 
Report (PIR)  

Quantum Risk Register 

 

a. Financial risks to sustainability 

79. What is the likelihood of financial and 
economic resources not being available 
once GEF assistance ends? (potential 
resources can be from multiple sources, 

There are alternate funding sources 
found to sustain project benefits 
once the GEF funding ends 

Project Team 

PSC  
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such as the public and private sectors, 
income generating activities, and other 
funding that will be adequate financial 
resources for sustaining project’s 
outcomes). 

a. Socio-economic risks to sustainability 

80. Are there any social or political risks that 
may jeopardize sustainability of project 
outcomes?  

81. What is the risk that the level of 
stakeholder ownership (including 
ownership by governments and other key 
stakeholders) will be insufficient to allow 
for the project outcomes/benefits to be 
sustained?  

82. Do the various key stakeholders see that it 
is in their interest that the project benefits 
continue to flow?  

83. Is there sufficient public / stakeholder 
awareness in support of the long-term 
objectives of the project?  

84. Are lessons learned being documented by 
the Project Team on a continual basis and 
shared/ transferred to appropriate parties 
who could learn from the project and 
potentially replicate and/or scale it in the 
future? (repeat question) 

Social and political risks are 
identified 

Stakeholder ownership of project 
results is positive and contributes to 
sustainability 

Public and stakeholder awareness 
of project long term objectives is 
established and contributes to 
sustainability 

Lessons learned are documented 
and shared with those parties who 
can replicate and scale up project 
results 

Project document risk 
register 

Key stakeholders – 
government  

Community members 
targeted by the project  

Document review 

Semi structured 
interviews 

Focus group 
discussions 

a. Institutional Framework and Governance risks to sustainability 

85. Do the legal frameworks, policies, 
governance structures and processes 
pose risks that may jeopardize 
sustainability of project benefits?  

86. Are the required systems/ mechanisms for 
accountability, transparency, and technical 
knowledge transfer in place? 

Legal frameworks, policies and 
governance structures do not 
jeopardize project sustainability 

The mechanisms for accountability, 
transparency and knowledge 
transfer are in place for project 
sustainability 

Government 
stakeholders 

Relevant policies  

Semi-structured 
interviews 

Policy review 
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a. Environmental risks to sustainability 

87. Are there any environmental risks that 
may jeopardize sustenance of project 
outcomes? 

88. Does the project have any real or 
potentially adverse impacts on the 
environment? 

Environmental risks to project 
sustainability have been identified 
and taken into account 

Adverse impacts on the 
environment by the project have 
been identified and mitigation 
measures put into place 

Community members  

On site observations  

Semi structured 
interviews 

Observation on site 
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Annex 5.3 Ratings Scales  

Ratings for Progress Towards Results: (one rating for each outcome and for the objective) 

6 
Highly 
Satisfactory (HS) 

The objective/outcome is expected to achieve or exceed all its midterm 
targets, without major shortcomings. The progress towards the 
objective/outcome can be presented as “good practice”. 

5 Satisfactory (S) 
The objective/outcome is expected to achieve most of its midterm targets, 
with only minor shortcomings. 

4 
Moderately 
Satisfactory (MS) 

The objective/outcome is expected to achieve most of its midterm targets 
but with significant shortcomings. 

3 
Moderately 
Unsatisfactory 
(HU) 

The objective/outcome is expected to achieve its midterm targets with major 
shortcomings. 

2 Unsatisfactory (U) 
The objective/outcome is expected not to achieve most of its midterm 
targets. 

1 
Highly 
Unsatisfactory 
(HU) 

The objective/outcome has failed to achieve its midterm targets and is not 
expected to achieve any of its end-of-project targets. 

 

Ratings for Project Implementation & Adaptive Management: (one overall rating) 

6 
Highly 
Satisfactory (HS) 

Implementation of all seven components – management arrangements, 
work planning, finance and co-finance, project-level monitoring and 
evaluation systems, stakeholder engagement, reporting, and 
communications – is leading to efficient and effective project implementation 
and adaptive management. The project can be presented as “good 
practice”. 

5 Satisfactory (S) 
Implementation of most of the seven components is leading to efficient and 
effective project implementation and adaptive management except for only 
few that are subject to remedial action. 

4 
Moderately 
Satisfactory (MS) 

Implementation of some of the seven components is leading to efficient and 
effective project implementation and adaptive management, with some 
components requiring remedial action. 

3 
Moderately 
Unsatisfactory 
(MU) 

Implementation of some of the seven components is not leading to efficient 
and effective project implementation and adaptive, with most components 
requiring remedial action. 

2 Unsatisfactory (U) 
Implementation of most of the seven components is not leading to efficient 
and effective project implementation and adaptive management. 

1 
Highly 
Unsatisfactory 
(HU) 

Implementation of none of the seven components is leading to efficient and 
effective project implementation and adaptive management. 

 

Ratings for Sustainability: (one overall rating) 

4 Likely (L) 
Negligible risks to sustainability, with key outcomes on track to be achieved by 
the project’s closure and expected to continue into the foreseeable future 

3 
Moderately Likely 
(ML) 

Moderate risks, but expectations that at least some outcomes will be sustained 
due to the progress towards results on outcomes at the Midterm Review 

2 
Moderately 
Unlikely (MU) 

Significant risk that key outcomes will not carry on after project closure, although 
some outputs and activities should carry on 

1 Unlikely (U) Severe risks that project outcomes as well as key outputs will not be sustained 
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Annex 5.4 MTR mission itinerary  

Date Program Contact persons 

5th/01/2026 
(Monday)  

-Introductory meeting with UNDP (Res. Rep. and Portfolio 
Manager) 

-Meet with PMU and UNDP team (Project Manager, M&E & 
Comms. Officer, Project Technical Officer, and Programme 
Analyst/Project focal from the UNDP) 

-Meet with Ministry of Finance (GEF-OFP), and Department of 
Water (DoW), MoENR officials.  

Ms. Sonam Choki (UNDP),  

Mr. Sangay Dorji (M&E), 

Ms. Tshering Choden (MoF), 
and  

Mr. Dorji Khando (DoW) 

 

6th/01/2026 
Tuesday 

Visit to Punakha District: 

-Courtesy call & interview with Dy. Governor (Offtg. 
Dzongdag/Governor) 

- Meeting with project officials in the District. 

-Interview with Gewog Administration of Toedpisa & chiwog 
Tshogpas, and Water User Association (WUA) members 
executives/representatives 

Mr. Jigme Dorji (District 
Planning Officer, Punakha ) 

 

7th/01/2026 
Wednesday  

Punakha Site Visit: 

Water supply infrastructure under construction for Toedpisa, Barp 
gewog and Lobeysa township 

 -as above- 

8/01/2026 
Thursday 

Visit to Gasa District: 

-Courtesy call & interview with Dy. Governor (Offtg. 
Dzongdag/Governor) 

-Consultation meeting & Interview with project officials in the 
district. 

-Interview with Gasa town representative/tshogpa and WUA 
members. 

- Site visit to Gasa township water supply infrastructure under 
construction. 

Ms. Dorji Wangmo 
(Monitoring & Coordination 
Officer, Gasa Dzongkhag) 

 

9/01/2026 
Friday 

Visit to Tsirang Disctrict: 

-Consultation meeting & interview with project officials 

Ms. Dawa Dem (Finance 
Officer), 

Mr. Kinzang Chophel (Agri. 
Officer), Tsirang Dzongkhag 

10/01/2026 
Saturday 

-Site visit to Climate Resilient Agriculture (CRA) farms (mulching, 
sprinkler & drip irrigation) in Mendregang 

-Site visit to the Mendrelgang water supply scheme  

-Interview with Mendrelgang Gewog Administration including 
Chiwog Tshogpa & WUA representatives, Gewog AEO, and 
Farmers. 

 

-as above- 
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11/01/2026 
Sunday 

-Interview with a representative of Thakhorling Community Forest 
Group, Patsaling gewog  

-Interview with Damphu town representative/tshogpa, and 
municipal engineer 

 

 

-as above- 

12/01/2026 
Monday 

-Courtesy Call and interview with District Governor/Dzongdag 

- Interview with Sergithang Gewog Administration including 
Chiwog Tshogpa, WUA representatives/farmers &gewog AEO 

-Site visit to CRA farms (mulching, hedgerow, drip irigation, etc, 
and Met station 

 

-as above- 

13/01/2026 
Tuesday  

Preparation of the field report and findings  

14/01/2026 
Wednesday 

-Consultation meeting with Dept. of Forest and Park Services 
Officials. 

-Interview with the Director General, Dept. of Infrastructure 
Development, MoIT, who is also the Project Director. 

-Follow-up interview with the PMU team, and debrief the findings. 

Mr. Bala Ra Mafchan 
(DoFPS), 

Mr. Sangay Dorji, M&E 
Officer 

15/01/2026 
Thursday 

Presentation of the initial findings to UNDP management Ms. Sonam Choki (UNDP) 

16/01/2026 
Friday 

Travel back   
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Annex 5.5  List of persons consulted/interviewed  

 

Sl# Name  Designation/Agency 
1 Mr. Mohammad Younus Resident Representative, UNDP-CO 

2 Mr. Lhap Dorji Portfolio Manager, UNDP-CO 

3 Ms. Sonam Choki Programme Analyst/Project focal, UNDP-CO 

4 Mr. Karma Dupchuk Director General, DoID, MoIT, Project Director, PMU 

5 Ms. Thinley Choden Project Manager, PMU 

6 Mr. Sangay Dorji M&E and Comms Officer, PMU 

7 Mr. Arun Gurung Project Technical Officer, PMU 

8 Ms. Tshering Choden Programme Coordinator, DMDF, MoF 

9 Mr. Dhendrup Tshering Programme Coordinator, DMDF, MoF 

10 Mr. Dorji Khando Project Focal, Dept. of Water (DoW), MoENR 

11 Mr. Dorji Gyeltshen Chief Programme Officer, DoW, MoENR 

12 Mr. Gopal Prasad Khanal Offtg. Chief Program Officer, DoW, MoENR 

13 Dasho Ugyen Tshering Dzongrab/Dy. Governor, Punakha District Administration 

14 Mr. Jigme Dorji District Planning Officer, Project Focal, Punakha 

15 Mr. Norbu Tshering Finance Officer, Punakha 

16 Mr. Sonam Jamtsho Registration and Census Officer (former project focal), 
Punakha 

17 Mr. Sandeep Rai Site Engineer (civil), Punakha 

18 Mr. Sonam Gyeltsen Civil Engineer, Regional Cluster, Punakha 

19 Mr. Mani Raj Limbu Civil Enginer, Punakha 

20 Mr. Needup Lhamo Land Record Assistant, Punakha 

21 Mr. Phub Dorji Offtg. Chief District Engineer, Punakha 

22 Ms. RInzin Wangmo Dzongkhag Tshogde secretary (Disaster focal) 

23 Ms. Damcho Wangmo  Legal Officer, (Offtg. Env. Officer), Punakha 

24 Mr. Ngawang Gyeltshen Forest Range Officer, Wangdue Division Forest Office 

25 Ms. Tshering Gewog Administrative Officer, Toebisa Gewog 

26 Mr. Tshering Penjor Gup, Toebisa Gewog Administration 

27 Mr. Damchoe Wangchul WUA Chairperson, Tobisa water supply 

28 Kinley Dendup WUA member, Toebisa 

29 Dasho Tshewang Namgyel Dzongrab (Dy. Governor), Gasa Dzongkhag 

30 Mr. Tashi Dhendup Planning Officer, Gasa  

31 Ms. Dorji Wangmo Monitoring & Coordination Officer, Project focal, Gasa 

32 Mr. Raju Singer Site Engineer, Gasa 

33 Mr. Dawa Gyeltshen Health Officer, Gasa 

34 Mr. Sonam Yonten Forest Ranger, JDWNP, Gasa Range 

35 Ms. Sita Maya Accountant, Gasa 
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36 Mr. Thinley Wangdi Gup, Khatoe Gewog, Gasa 

37 Mr. Sangay Tashi Mangmi, Khatoe Gewog, Gasa 

38 Mr. Chador Tshering  Memder Secretary of WUA (former Town Representative), 

Gasa 

39 Mr. Damchoe WUA member, Gasa 

40 Mr. Dophu Chiwog Tshogpa, Khatoe, Gasa 

41 Dasho Sonan Dzongdag/Governor, Tsirang Dzongkhag 

42 Ms. Dawa Dem Finance Officer, Project Focal, Tsirang 

43 Mr. Karma Wangdi DAO, Tsirang 

44 Mr. Kinzang Chophel ADAO, Tsirang 

45 Mr. Rinchen Leyda Offtg. Chief Engineer, Tsirang 

46 Mr. Sonam Site Engineer (civil), Tsirang 

47 Mr. Sonam Choidup Forest Ranger, Tsirang DFO 

48 Mr. Dhan Bdr. Ghalley Agriculture Extension Officer, Sergithang, Tsirang 

49 Ms. Dechen Choezom Municipal Engineer, Tsirang 

50 Ms. Dema Town Representative, Tsirang 

51 Mr. Tshering Wangdi Secretary of Khuchi Darachu CFMG, Tsirang 

52 Mr. Tika Rai Chairperson of Thakorling CFMG, Tsirang 

53 Mr. Ram Chandra Katel Gewog Agriculture Ext. officer, Mendrelgang, Tsirang 

54 Mr. Wangchuk Riserboo Chiwog Tshogpa, Mendrelgang 

55 Ms. Tshering Moktan Beneficiary farmer, Riserboo chiwog, Mendrelgang 

56 Mr. Phurba Moktan Beneficiary farmer, Riserboo chiwog, Mendrelgang 

57 Ms. Meena Ghishing Beneficiary farmer, Riserboo chiwog, Mendrelgang 

58 Mr. Guman Das Tamang Beneficiary farmer, Riserboo chiwog, Mendrelgang 

59 Ms. Bishnu Maya Beneficiary farmer, Riserboo chiwog, Mendrelgang 

60 Mr. Sonam Dorji Mangmi, Sergithang Gewog, Tsirang 

61 Mr. Laxmi Kanta Tashithang Chiwog Tshogpa, Sergithang, Tsirang 

62 Mr. Tsheten Beneficiary farmer, Tashithang chiwog, Sergithang 

63 Ms. Nidup Zangmo Beneficiary farmer, Tashithang chiwog, Sergithang 

64 Mr. Sanga Dorji Beneficiary farmer, and former WUA member, Tashithang 
chiwog, Sergithang 

65 Mr. Chandra Bdr. Subba Beneficiary farmer, Tashithang chiwog, Sergithang 

66 Sofiane Mahjoub Regional Technical Advisor, UNDP BRH (online) 

67 Pinyavi Chaiwongsrisuk Regional Programme Associate, UNDP BRH (online) 

68 Sonam Y Rabgye Planning and Partnership specialist, UNDP CO(Online) 
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Annex 5.6 List of documents reviewed  

 

1. ACREWAS Project Document 
2. Project Inception Report 
3. Project Implementation Report (PIR) 2025 
4. Stakeholder Engagement Plan 
5. Monitoring Plan 
6. Communication Plan 
7. Guiding tool for Development of National Integrated Water Master Plan 2024  
8. Gender Analysis and Gender Action Plan (GAAP) 
9. Environment and Social Management Framework (ESMF) 
10. Quarterly Progress Reports 
11. Project Steering Committee Minutes 
12. ESMP for Sergithang, Mendrelgang, Gasa and Lobesa 
13. LFMP Toebisa 
14. Participatory Water Resource Assessment Report, Khuchikhola, Tsirang 
15. Financial Audit Report (July 2023- June 2025), Royal Audit Authority, Bhutan 
16. Watershed Management Plans 
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Annex 5.7.  Co-financing table  

 

Name of the 

co-financer 

Co-financer 
type4 

Type of  
co-
financing
5 

Co-financing at project start 

(Amount confirmed at GEF CEO 
endorsement/approval by the project design 
team) (in USD) 

Materialized co-financing at Midterm 

(in USD) 

In-kind Cash Total In-kind Cash Percent 
materialize
d 

Total 

Department 
of 
Environment 
and Climate 
Change, 
Ministry of 
Energy and 
Natural 
Resources. 
(Earlier known 
as National 
Environment 
Commission 
Secretariat) 

National 
Government 

 

Grant  1,200,000 1,200,000 - 
3,145,608.3
1 

Over by 
2.6% 

2,814,608 

In-kind 700,000  700,000 457,754.63  65.4% 457,754.63 

Ministry of 
Infrastructur
e and 
Transport. 
(Earlier known 
as Ministry of 
Works & 
Human 
Settlement) 

National 
Government 

In-kind 700,000  700,000 
1,325,567.1
3 

 
Over by 
1.9% 

1,325,567.13 

Grant  

 

6,930,000  

 

6,930,000  
5,893,831.0
2 

85% 5,893,831.02 

Government In-kind 1,800,000  1,800,000 664,305.56  37% 664,305.56 

 
4
 Examples of categories include: local, provincial or national government; semi-government autonomous institutions; private sector; multilateral or bilateral organizations; educational 

and research institutions; non-profit organizations; civil society organizations; foundations; beneficiaries; GEF Agencies; and others (please explain). 
5
 Grants, loans, equity participation by beneficiaries (individuals) in form of cash, guarantees, in-kind or material contributions, and others (please explain). 
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Name of the 

co-financer 

Co-financer 
type4 

Type of  
co-
financing
5 

Co-financing at project start 

(Amount confirmed at GEF CEO 
endorsement/approval by the project design 
team) (in USD) 

Materialized co-financing at Midterm 

(in USD) 

In-kind Cash Total In-kind Cash Percent 
materialize
d 

Total 

Department of 
Forests and 
Park Services, 
Ministry of 
Energy and 
Natural 
Resources 
(MoENR) 

Grant  

 

3,500,000 

 

3,500,000  1,631,944 46.6% 1,631,944 

Local 
Government, 
Ministry of 
Finance 

(3 Districts 
combined: 
Punakha, 
Gasa and 
Tsirang) 

 In-kind 1,202,000  1,202,000 948,530  79% 948,530 

Grant  
 
9,000,000 
 

9,000,000  
1,348,773.0
0 
 

15% 1,348,773.00 

          

        

United 
Nations 
Development 
Programme  

UN 
Organizatio
n 

Grant 

 100,000 100,000  55,649 55.6% 55,649 

Grand total (USD) 25,032,000   
61.8% 
realized 

15,471,963.2
0 
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Annex 5.8 Signed UNEG Code of Conduct form  

 

 

  


