
Part I: Project Information 

GEF ID
10700

Project Type
FSP

Type of Trust Fund
GET

CBIT/NGI
CBIT No
NGI No

Project Title 
Implementation of the Strategic Action Programmes and the National Strategic Action Plans for the Integrated 
Water Resources Management in the Puyango-Tumbes, Catamayo-Chira and Zarumilla Transboundary 
Aquifers and River Basins

Countries
Regional 

Agency(ies)
UNDP 

Other Executing Partner(s) 
IUCN

Executing Partner Type
Others

GEF Focal Area 
International Waters

Sector 

Taxonomy 



Climate Change, Focal Areas, Climate Change Mitigation, Agriculture, Forestry, and Other Land Use, Climate 
Change Adaptation, Climate resilience, Climate information, Disaster risk management, Ecosystem-based 
Adaptation, International Waters, Pollution, Nutrient pollution from all sectors except wastewater, Strategic 
Action Plan Implementation, Freshwater, Aquifer, River Basin, Convene multi-stakeholder alliances, 
Influencing models, Strengthen institutional capacity and decision-making, Beneficiaries, Stakeholders, Local 
Communities, Civil Society, Non-Governmental Organization, Academia, Community Based Organization, 
Communications, Education, Awareness Raising, Behavior change, Type of Engagement, Information 
Dissemination, Participation, Partnership, Gender results areas, Gender Equality, Participation and leadership, 
Gender Mainstreaming, Sex-disaggregated indicators, Women groups, Gender-sensitive indicators, Capacity 
Development, Capacity, Knowledge and Research, Learning, Indicators to measure change, Theory of change, 
Adaptive management

Rio Markers 
Climate Change Mitigation
Significant Objective 1

Climate Change Adaptation
Significant Objective 1

Biodiversity
No Contribution 0

Land Degradation
No Contribution 0

Submission Date
9/12/2022

Expected Implementation Start
3/15/2023

Expected Completion Date
3/14/2028

Duration 
60In Months

Agency Fee($)
760,000.00



A. FOCAL/NON-FOCAL AREA ELEMENTS 

Objectives/Programs Focal Area 
Outcomes

Trust 
Fund

GEF 
Amount($)

Co-Fin 
Amount($)

IW-3-6 Enhance water security 
in freshwater 
ecosystems through 
enhanced regional and 
national cooperation on 
shared freshwater 
surface and groundwater 
basins

GET 5,661,410.00 39,219,015.00

IW-3-5 Enhance water security 
in freshwater 
ecosystems through 
advance information 
exchange and early 
warning

GET 2,338,590.00 15,076,598.00

Total Project Cost($) 8,000,000.00 54,295,613.00



B. Project description summary 

Project Objective
To implement prioritized investments and activities under the SAP and NSAPs for strengthened Integrated 
Transboundary Water Resources Management in the Puyango-Tumbes, Catamayo-Chira and Zarumilla 
transboundary aquifers and river basins between Ecuador and Peru.

Project 
Component

Financin
g Type

Expected 
Outcomes

Expected 
Outputs

Trus
t 
Fun
d

GEF 
Project 

Financing(
$)

Confirmed 
Co-

Financing($)



Project 
Component

Financin
g Type

Expected 
Outcomes

Expected 
Outputs

Trus
t 
Fun
d

GEF 
Project 

Financing(
$)

Confirmed 
Co-

Financing($)

1. 
Strengthening 
of 
mechanisms 
and capacities 
of institutions 
at the 
binational 
level for the 
integrated 
management 
of water 
resources in 
the three 
water basins 
within an 
overall 
governance 
framework.

Technical 
Assistance

1.1. 
Mechanisms 
and 
capacities of 
binational 
institutions 
at the 
national, 
regional, and 
local levels 
strengthened 
to improve 
planning and 
management 
in the three 
basins and 
the 
application 
of IWRM.

1.2. 
Improved 
IWRM 
through 
strengthened 
capacities of 
the 
institutions 
and 
communities 
at the 
national, 
regional, and 
local levels 
in the three 
basins.

Output 1.1.1. 
Four 
instruments 
that strengthen 
binational 
coordination 
prepared and 
implemented .

Output 1.1.2. 
Four 
instruments to 
mainstream 
IWRM in 
territorial 
planning 
developed and 
tested .

Output 1.1.3. A 
strategy and 
action plan to 
mainstream 
gender equality 
into the GIRH 
Binational 
Commission 
Peru ? Ecuador 
and the 
Technical 
Secretariat 
prepared and 
under 
implementation
.

Output 1.1.4. A 
strategy and 
action plan to 
mainstream 
gender equality 
and 
intergeneration
al equity into 
the three 
transboundary 
IWRM 
Committees by 
basins prepared 
and under 
implementation
.

Output 1.1.5. 
An SAP 
addendum to 
integrate 
gender equality 
and 
intergeneration
al equity 
prepared and 
under 
implementation
.

Output 1.2.1. 
One hundred 
persons from 
key public 
entities and 
local 
governments 
trained for 
transboundary 
IWRM ((30% 
women).

Output 1.2.2. 
Three hundred 
persons from 
community 
user-group 
organisations 
and pertinent 
non-state 
entities trained 
for 
transboundary 
IWRM (30% 
women).

Output 1.2.3. 
One hundred 
persons from 
main IWRM 
institutions 
have been 
trained in 
gender equality 
and 
intergeneration
al equity.

Output 1.2.4. 
An inclusive 
communication 
strategy to 
broaden 
support and 
action for 
transboundary 
IWRM 
prepared and 
under 
implementation
.

GET 1,052,290.0
0

7,394,316.00



Project 
Component

Financin
g Type

Expected 
Outcomes

Expected 
Outputs

Trus
t 
Fun
d

GEF 
Project 

Financing(
$)

Confirmed 
Co-

Financing($)

2. Improved 
management, 
protection and 
conservation 
of water 
sources, and 
improvement 
of water use 
efficiency and 
quality.

Technical 
Assistance

2.1.  
Improved 
binational 
management 
of the 
Zarumilla 
transboundar
y aquifer.

2.2. 
Protection 
and 
conservation 
of water 
sources and 
natural 
infrastructur
e 
strengthened 
and 
improved to 
ensure water 
supply 
(quantity and 
quality) 
through 
ecosystem 
management
.

2.3. 
Improved 
management 
of irrigation 
systems in 
vulnerable 
areas.

2.4. 
Reduction of 
pollution 
sources.

Output 2.1.1. 
Improved 
information 
tools for the 
sustainable use 
of the 
transboundary 
Zarumilla 
aquifer 
developed.

Output 2.1.2. 
An agreed 
management 
model for the 
binational 
management of 
the Zarumilla 
transboundary 
aquifer.

Output 2.2.1. 
Ten 
demonstration 
interventions 
implemented 
for the 
protection and 
conservation of 
recharge and 
catchment 
areas.

Output 2.2.2. 
Four studies 
prepared to 
identify key 
protection and 
conservation 
areas on each 
transboundary 
basin.

Output 2.2.3. 
Two financing 
strategies to 
sustain 
protection and 
conservation 
areas on each 
transboundary 
basin under 
implementation
.

Output 
2.2.4. Eight Te
chnical files 
prepared for 
the creation of 
new sites to 
conserve 
natural 
infrastructure 
for water.

Output 2.3.1. 
Three 
demonstration 
interventions 
implemented 
on water saving 
irrigation for 
climate 
resilient 
agriculture.

Output 2.4.1. 
Two priority 
demonstration 
interventions 
implemented 
for the 
reduction of 
pollution 
sources.

Output 2.4.2. A 
water pollution 
dialogue 
platform on 
each 
transboundary 
basin 
implemented.

GET 4,339,530.0
0

29,957,129.0
0



Project 
Component

Financin
g Type

Expected 
Outcomes

Expected 
Outputs

Trus
t 
Fun
d

GEF 
Project 

Financing(
$)

Confirmed 
Co-

Financing($)

3. Improved 
monitoring of 
water quantity 
and quality 
and flood risk 
reduction in 
the three 
basins

Technical 
Assistance

3.1. 
Improved 
water 
monitoring

3.2. 
Reduction of 
impacts from 
flood risks in 
the 
Zarumilla 
transboundar
y basin.

Output 3.1.1. 
Collaborative 
water 
monitoring for 
transboundary 
IWRM.

Output 3.2.1. 
One binational 
flood early 
warning system 
operating and 
rolled out to 
the local 
communities.

GET 1,044,500.0
0

7,341,446.00



Project 
Component

Financin
g Type

Expected 
Outcomes

Expected 
Outputs

Trus
t 
Fun
d

GEF 
Project 

Financing(
$)

Confirmed 
Co-

Financing($)

4. Monitoring, 
evaluation, 
and reporting 
on the 
implementatio
n of the 
institutional 
mechanisms 
(SAPs, 
SNAPs and 
IWRM plans 
by basin) of 
the three 
transboundary 
basins.

Technical 
Assistance

4.1. A 
collaborative 
information 
system 
supports 
transboundar
y decision 
making.

4.2. Lessons 
on 
transboundar
y watershed 
management 
shared 
worldwide

Output 4.1.1. A 
monitoring 
system of the 
implementation 
of SAP and 
IWRM plans 
operating.

Output 4.1.2. 
An information 
platform to 
support 
transboundary 
IWRM 
decision-
making under 
operation.

Output 4.2.1. 
Project lessons 
documented 
and 
disseminated (
Participation in 
IW:LEARN 
1% of project 
budget).

Output 4.2.2. 
Project 
monitoring and 
evaluation 
plan.

GET 1,182,728.0
0

7,017,219.00

Sub Total ($) 7,619,048.0
0 

51,710,110.0
0 

Project Management Cost (PMC) 

GET 380,952.00 2,585,503.00

Sub Total($) 380,952.00 2,585,503.00



Project Management Cost (PMC) 

Total Project Cost($) 8,000,000.00 54,295,613.00

Please provide justification 



C. Sources of Co-financing for the Project by name and by type 

Sources of 
Co-
financing

Name of Co-financier Type of 
Co-
financing

Investment 
Mobilized

Amount($)

Recipient 
Country 
Government

National Water Authority 
of Peru ANA

Public 
Investment

Investment 
mobilized

3,695,969.00

Recipient 
Country 
Government

National Water Authority 
of Peru ANA

In-kind Recurrent 
expenditures

2,185,729.00

Recipient 
Country 
Government

District Municipality Jilili In-kind Recurrent 
expenditures

10,500.00

Recipient 
Country 
Government

District Municipality 
Pacaipampa

In-kind Recurrent 
expenditures

51,688.00

Recipient 
Country 
Government

District Municipality San 
Jacinto

Grant Investment 
mobilized

2,506,066.00

Recipient 
Country 
Government

District Municipality San 
Jacinto

In-kind Recurrent 
expenditures

9,861.00

Recipient 
Country 
Government

Regional Government of 
Tumbes (GORE Tumbes)

Grant Investment 
mobilized

1,777,271.00

Recipient 
Country 
Government

Regional Government of 
Tumbes (GORE Tumbes)

In-kind Recurrent 
expenditures

9,534.00

Recipient 
Country 
Government

Puyango Tumbes 
Binational Special Project 
(PEBPT)

Public 
Investment

Investment 
mobilized

23,353,912.00

Recipient 
Country 
Government

Puyango Tumbes 
Binational Special Project 
(PEBPT)

In-kind Recurrent 
expenditures

230,058.00



Sources of 
Co-
financing

Name of Co-financier Type of 
Co-
financing

Investment 
Mobilized

Amount($)

Recipient 
Country 
Government

Province Municipality 
Ayabaca

Grant Investment 
mobilized

170,000.00

Recipient 
Country 
Government

National Service of 
Meteorology and 
Hydrology of Peru 
(SENAMHI)

In-kind Recurrent 
expenditures

1,225,000.00

Recipient 
Country 
Government

National Service of Natural 
Areas Protected by the 
State of Peru (SERNANP)

In-kind Recurrent 
expenditures

503,323.00

Civil Society 
Organization

Association for Integral 
Research and Development 
(AIDER)

Grant Investment 
mobilized

434,112.00

Civil Society 
Organization

Regional Water Fund 
FORASAN Piura

Grant Investment 
mobilized

30,000.00

Civil Society 
Organization

Regional Water Fund 
FORASAN Piura

In-kind Recurrent 
expenditures

103,848.00

Recipient 
Country 
Government

Decentralized Autonomous 
Government of Celina 
(GAD Celica)

Grant Investment 
mobilized

75,000.00

Recipient 
Country 
Government

Decentralized Autonomous 
Government of Celina 
(GAD Celica)

In-kind Recurrent 
expenditures

131,463.00

Recipient 
Country 
Government

Decentralized Autonomous 
Government of Las Lajas 
(GAD Las Lajas)

In-kind Recurrent 
expenditures

160,000.00

Recipient 
Country 
Government

Decentralized Autonomous 
Government of Loja (GAD 
Loja)

Grant Investment 
mobilized

320,000.00

Recipient 
Country 
Government

Decentralized Autonomous 
Government of Loja (GAD 
Loja)

In-kind Recurrent 
expenditures

600,000.00



Sources of 
Co-
financing

Name of Co-financier Type of 
Co-
financing

Investment 
Mobilized

Amount($)

Recipient 
Country 
Government

Decentralized Autonomous 
Government of Loja 
Province (GAD Provice 
Loja)

Grant Investment 
mobilized

65,471.00

Recipient 
Country 
Government

Decentralized Autonomous 
Government of Loja 
Province (GAD Provice 
Loja)

In-kind Recurrent 
expenditures

14,529.00

Recipient 
Country 
Government

Decentralized Autonomous 
Government of Sabiango 
(GAD Sabiango)

In-kind Recurrent 
expenditures

3,000.00

Recipient 
Country 
Government

Decentralized Autonomous 
Government of Zaruma 
(GAD Zaruma)

Grant Investment 
mobilized

249,869.00

Recipient 
Country 
Government

Decentralized Autonomous 
Government of Zaruma 
(GAD Zaruma)

In-kind Recurrent 
expenditures

164,000.00

Recipient 
Country 
Government

Ministry of Environment, 
Water and Ecological 
Transition of Ecuador 
(MAATE)

In-kind Recurrent 
expenditures

10,755,410.00

Civil Society 
Organization

Regional Water Fund 
(FORAGUA)

Grant Investment 
mobilized

2,000,000.00

Civil Society 
Organization

Regional Water Fund 
(FORAGUA)

In-kind Recurrent 
expenditures

3,000,000.00

Beneficiaries Asociaci?n Trabajadores 
Agr?colas Sabiango

In-kind Recurrent 
expenditures

3,000.00

Beneficiaries Junta de Riego Algarrobillo Grant Investment 
mobilized

5,000.00

Beneficiaries Junta de Riego Algarrobillo In-kind Recurrent 
expenditures

10,000.00



Sources of 
Co-
financing

Name of Co-financier Type of 
Co-
financing

Investment 
Mobilized

Amount($)

GEF Agency United Nations 
Development Programme. 
Peru office (UNDP Peru)

In-kind Recurrent 
expenditures

250,000.00

GEF Agency United Nations 
Development Programme. 
Ecuador office (UNDP 
Ecuador)

In-kind Recurrent 
expenditures

40,000.00

GEF Agency International Union for 
Conservation of Nature 
(IUCN)

In-kind Recurrent 
expenditures

110,000.00

Recipient 
Country 
Government

Province Municipality 
Ayabaca

Grant Investment 
mobilized

42,000.00

Total Co-Financing($) 54,295,613.00

Describe how any "Investment Mobilized" was identified
In the case of ANA, the investment mobilised corresponds to complementary actions to be funded with 
public resources (ANA?s budget). In the case of the District Municipality San Jacinto, the investment 
mobilised corresponds to a complementary project to funded by peruvian public investment resources (not 
from the budget of the municipality). In the case of the GORE Tumbes, the investment mobilised 
corresponds to a complementary project to funded by peruvian public investment resources (not from the 
budget of the regional government). In the case of PEBPT, the investment mobilised corresponds to 
complementary actions to be funded with public resources (PEBPT?s budget). In the case of the Province 
Municipality of Ayabaca, the investment mobilised corresponds to complementary projects to funded by 
peruvian public investment resources (not from the budget of the province municipality). In the case of 
AIDER, the investment mobilised corresponds to complementary actions to be funded with grants that the 
NGO receives. In the case of FORASAN Piura, the investment mobilised corresponds to complementary 
actions to be funded with resources from different sources managed by the water fund. In the case of the 
GAD Celica, the investment mobilised corresponds to complementary actions to be funded with the 
contributions from water users (water tariff). In the case of the GAD Loja, the investment mobilised 
corresponds to complementary actions to be funded with the contributions from water users (water tariff). 
In the case of the GAD Province Celica, the investment mobilised corresponds to complementary actions 
funded by the province budget. In the case of the GAD Zaruma, the investment mobilised corresponds to 
complementary actions to be funded with the contributions from water users (water tariff). In the case of 
FORAGUA, the investment mobilised corresponds to complementary actions to be funded by water fund 
using the contributions from its members (water tariffs). In the case of the Junta de Riego Algarrobillo, the 



investment mobilised corresponds to a complementary project to funded by peruvian public investment 
resources (not from the budget of the junta). 



D. Trust Fund Resources Requested by Agency(ies), Country(ies), Focal Area and the Programming of Funds 

Agen
cy

Tru
st 
Fun
d

Count
ry

Focal 
Area

Programmi
ng of 
Funds 

Amount($
)

Fee($) Total($)

UNDP GET Region
al

Internatio
nal Waters

International 
Waters

8,000,000 760,000 8,760,000.
00

Total Grant Resources($) 8,000,000.
00

760,000.
00

8,760,000.
00



E. Non Grant Instrument 

NON-GRANT INSTRUMENT at CEO Endorsement

Includes Non grant instruments? No
Includes reflow to GEF? No



F. Project Preparation Grant (PPG)

PPG Required   true

PPG Amount ($)
200,000

PPG Agency Fee ($)
19,000

Agenc
y

Trus
t 
Fun
d

Countr
y

Focal 
Area

Programmin
g of Funds 

Amount($
)

Fee($) Total($)

UNDP GET Regiona
l

Internation
al Waters

International 
Waters

200,000 19,000 219,000.0
0

Total Project Costs($) 200,000.0
0

19,000.0
0

219,000.0
0



Core Indicators 

Indicator 1 Terrestrial protected areas created or under improved management 

Ha (Expected at 
PIF)

Ha (Expected at 
CEO 
Endorsement)

Ha (Achieved at 
MTR)

Ha (Achieved at 
TE)

4,000.00 26,200.00 0.00 0.00
Indicator 1.1 Terrestrial Protected Areas Newly created 

Ha (Expected at 
PIF)

Ha (Expected at 
CEO 
Endorsement)

Total Ha 
(Achieved at 
MTR)

Total Ha 
(Achieved at TE)

0.00 26,200.00 0.00 0.00

Name of 
the 
Protected 
Area

WDP
A ID

IUCN 
Categor
y

Total Ha 
(Expecte
d at PIF)

Total Ha 
(Expected at 
CEO 
Endorsement
)

Total Ha 
(Achieve
d at MTR)

Total Ha 
(Achieve
d at TE)

      
Carrizal 
Municipal 
Conservatio
n Area

      1,200.00  
 

      
Chonta 
Private 
Conservatio
n Area

      700.00  
 

      
Huaringas 
Regional 
Conservatio
n Area

      12,600.00  
 

      
Romeral 
Municipal 
Conservatio
n Area

      1,500.00  
 

      Yanta 
Private 
Conservatio
n Area

      10,200.00  
 

Indicator 1.2 Terrestrial Protected Areas Under improved Management effectiveness 



Ha (Expected at 
PIF)

Ha (Expected at 
CEO 
Endorsement)

Total Ha 
(Achieved at 
MTR)

Total Ha 
(Achieved at TE)

4,000.00 0.00 0.00 0.00

Nam
e of 
the 
Prote
cted 
Area

W
DP
A 
ID

IUCN 
Cate
gory

Ha 
(Exp
ected 
at 
PIF)

Ha 
(Expect
ed at 
CEO 
Endorse
ment)

Total 
Ha 
(Achi
eved 
at 
MTR)

Total 
Ha 
(Achi
eved 
at 
TE)

METT 
score 
(Baselin
e at 
CEO 
Endorse
ment)

MET
T 
score 
(Achi
eved 
at 
MTR)

MET
T 
score 
(Achi
eved 
at 
TE)

      
Ayaba
ca

   
Protec
ted 
area 
with 
sustai
nable 
use of 
natura
l 
resour
ces

500.0
0

 
 

      
Jilili    

Protec
ted 
area 
with 
sustai
nable 
use of 
natura
l 
resour
ces

500.0
0

 
 

      
Minch
ay, 
Shirill
o and 
San 
Cecili
a in 
Macar
? and 
Cata
mayo 
(Ecua
dor)

   
Protec
ted 
area 
with 
sustai
nable 
use of 
natura
l 
resour
ces

2,000.
00

 
 



Nam
e of 
the 
Prote
cted 
Area

W
DP
A 
ID

IUCN 
Cate
gory

Ha 
(Exp
ected 
at 
PIF)

Ha 
(Expect
ed at 
CEO 
Endorse
ment)

Total 
Ha 
(Achi
eved 
at 
MTR)

Total 
Ha 
(Achi
eved 
at 
TE)

METT 
score 
(Baselin
e at 
CEO 
Endorse
ment)

MET
T 
score 
(Achi
eved 
at 
MTR)

MET
T 
score 
(Achi
eved 
at 
TE)

      
Monte
ro

   
Protec
ted 
area 
with 
sustai
nable 
use of 
natura
l 
resour
ces

500.0
0

 
 

      
Paima
s

   
Protec
ted 
area 
with 
sustai
nable 
use of 
natura
l 
resour
ces

500.0
0

 
 

Indicator 3 Area of land and ecosystems under restoration 

Ha (Expected at 
PIF)

Ha (Expected at 
CEO 
Endorsement)

Ha (Achieved at 
MTR)

Ha (Achieved at 
TE)

10.00 2312.00 0.00 0.00
Indicator 3.1 Area of degraded agricultural lands under restoration 

Disaggregation 
Type

Ha 
(Expected 
at PIF)

Ha (Expected at 
CEO 
Endorsement)

Ha 
(Achieved 
at MTR)

Ha 
(Achieved 
at TE)

  
  

Indicator 3.2 Area of forest and forest land under restoration 



Ha (Expected at 
PIF)

Ha (Expected at 
CEO 
Endorsement)

Ha (Achieved at 
MTR)

Ha (Achieved at 
TE)

10.00 2,312.00
Indicator 3.3 Area of natural grass and woodland under restoration 

Disaggregation 
Type

Ha 
(Expected 
at PIF)

Ha (Expected at 
CEO 
Endorsement)

Ha 
(Achieved 
at MTR)

Ha 
(Achieved 
at TE)

  
  

Indicator 3.4 Area of wetlands (including estuaries, mangroves) under restoration 

Ha (Expected at 
PIF)

Ha (Expected at 
CEO 
Endorsement)

Ha (Achieved at 
MTR)

Ha (Achieved at 
TE)

Indicator 4 Area of landscapes under improved practices (hectares; excluding protected areas) 

Ha (Expected at 
PIF)

Ha (Expected at 
CEO 
Endorsement)

Ha (Achieved at 
MTR)

Ha (Achieved at 
TE)

10700.00 7060.00 0.00 0.00
Indicator 4.1 Area of landscapes under improved management to benefit biodiversity (hectares, 
qualitative assessment, non-certified) 

Ha (Expected at 
PIF)

Ha (Expected at 
CEO 
Endorsement)

Ha (Achieved at 
MTR)

Ha (Achieved at 
TE)

7,060.00
Indicator 4.2 Area of landscapes under third-party certification incorporating biodiversity 
considerations 

Ha (Expected at 
PIF)

Ha (Expected at 
CEO 
Endorsement)

Ha (Achieved at 
MTR)

Ha (Achieved at 
TE)

Type/Name of Third Party Certification 
Indicator 4.3 Area of landscapes under sustainable land management in production systems 

Ha (Expected at 
PIF)

Ha (Expected at 
CEO 
Endorsement)

Ha (Achieved at 
MTR)

Ha (Achieved at 
TE)

10,700.00
Indicator 4.4 Area of High Conservation Value or other forest loss avoided 



Disaggregation 
Type

Ha 
(Expected 
at PIF)

Ha (Expected at 
CEO 
Endorsement)

Ha 
(Achieved 
at MTR)

Ha 
(Achieved 
at TE)

  
Indicator 4.5 Terrestrial OECMs supported 

Name of 
the 
OECMs

WDPA-
ID

Total Ha 
(Expected 
at PIF)

Total Ha 
(Expected at 
CEO 
Endorsement)

Total Ha 
(Achieved 
at MTR)

Total Ha 
(Achieved 
at TE)

Documents (Please upload document(s) that justifies the HCVF) 

Title Submitted

Indicator 7 Shared water ecosystems under new or improved cooperative management 

Number 
(Expected at PIF)

Number (Expected 
at CEO 
Endorsement)

Number 
(Achieved 
at MTR)

Number 
(Achieved 
at TE)

Shared 
water 
Ecosystem

Catamayo-Chira, 
Puyango-Tumbes, 
Zarumilla 

Catamayo-Chira, 
Puyango-Tumbes, 
Zarumilla 

Count 3 3 0 0
Indicator 7.1 Level of Transboundary Diagonostic Analysis and Strategic Action Program (TDA/SAP) 
formulation and implementation (scale of 1 to 4; see Guidance) 

Shared 
Water 
Ecosystem

Rating 
(Expected 
at PIF)

Rating (Expected 
at CEO 
Endorsement)

Rating 
(Achieved 
at MTR)

Rating 
(Achieved 
at TE)

Catamayo-
Chira 

3 4   

Puyango-
Tumbes 

3 4   

Zarumilla 3 4   

Indicator 7.2 Level of Regional Legal Agreements and Regional management institution(s) (RMI) to 
support its implementation (scale of 1 to 4; see Guidance) 

Shared 
Water 
Ecosystem

Rating 
(Expected 
at PIF)

Rating (Expected 
at CEO 
Endorsement)

Rating 
(Achieved 
at MTR)

Rating 
(Achieved 
at TE)

Catamayo-
Chira 

3 4   



Shared 
Water 
Ecosystem

Rating 
(Expected 
at PIF)

Rating (Expected 
at CEO 
Endorsement)

Rating 
(Achieved 
at MTR)

Rating 
(Achieved 
at TE)

Puyango-
Tumbes 

3 4   

Zarumilla 3 4   

Indicator 7.3 Level of National/Local reforms and active participation of Inter-Ministeral Committees 
(IMC; scale 1 to 4; See Guidance) 

Shared 
Water 
Ecosystem

Rating 
(Expected 
at PIF)

Rating (Expected 
at CEO 
Endorsement)

Rating 
(Achieved 
at MTR)

Rating 
(Achieved 
at TE)

Catamayo-
Chira 

2 3   

Puyango-
Tumbes 

2 3   

Zarumilla 2 3   

Indicator 7.4 Level of engagement in IWLEARN throgh participation and delivery of key 
products(scale 1 to 4; see Guidance) 

Shared 
Water 
Ecosystem

Rating 
(Expected 
at PIF)

Rating (Expected 
at CEO 
Endorsement)

Rating 
(Achieved 
at MTR)

Rating 
(Achieved 
at TE)

Catamayo-
Chira 

2 4   

Puyango-
Tumbes 

2 4   

Zarumilla 2 4   

Indicator 11 People benefiting from GEF-financed investments 

Number 
(Expected at 
PIF)

Number (Expected at 
CEO Endorsement)

Number 
(Achieved at 
MTR)

Number 
(Achieved 
at TE)

Female 32,518 90,158
Male 23,183 87,844
Total 55701 178002 0 0

Provide additional explanation on targets, other methodologies used, and other focal area 
specifics (i.e., Aichi targets in BD) including justification where core indicator targets are not 
provided 



For core indicator 1. The target corresponds to GEF core indicator 1.1 terrestrial protected 
areas. The target corresponds to the five conservation areas to be established in Peru 
based on the baseline studies and technical files to be prepared by the project (output 
2.2.4). The details can be found in the Core Indicator Worksheet. Progress will be recorded 
by the following the process of creation of the protected areas and the issuing of the legal 
instruments that will establish them. For core indicator 3. The target corresponds to GEF 
core indicator 3.2, the area of forest or forestland that is undergoing ecological restoration 
through GEF-funded interventions. The target corresponds to the areas undergoing passive 
and active restoration as part of the 10 demonstration interventions (output 2.2.1, Table 21 
of the PRODOC). Progress will be measured by recording the restoration process on each 
intervention site. For core indicator 4. The target corresponds to GEF core indicator 4.1 area 
of landscapes under improved management to benefit biodiversity (qualitative assessment, 
non-certified). The target corresponds to the silvopastoral systems to be developed as part 
of the five site interventions in Ecuador (760 ha, output 2.2.1, Table 21 of the PRODOC) and 
the new ACMUS to be established (6,300 ha, output 2.2.4, paragraph 286 of the PRODOC). 
Progress will be measured by recording the advance in the development of the silvopastoral 
systems (760 ha) and the process to establish the new ACMUS (6,300 ha). For core 
indicator 7. The target corresponds to the number of shared water ecosystems, in this case 
the three river basins Zarumilla, Catamayo-Chira and Puyango-Tumbes. Progress will be 
measured by measuring sub-indicators 7.1, 7.2, 7.3 and 7.4 using the methodology 
established in the GEF guidelines on core indicators and sub-indicators (document 
ME/GN/02). For core indicator 11. The target corresponds to the number of direct 
beneficiaries of the GEF investment. These will be the persons that receive direct benefits 
from pilot interventions and project activities and the number of persons that participate in 
project activities and meetings. For this the project will record the participants on each 
project?s meeting/ activity / training event. Records will include sex of each person. 



Part II. Project Justification

1a. Project Description 

1a. Project Description. 

Summary of changes

1.          There are no changes in alignment in the PRODOC with respect to the PIF. In general, the text 
of the outputs was revised to be more concise on their scope. Also, the specific sites for the 
demonstration interventions (outcomes 2.1 to 2.4) were identified and selected through a participatory 
process with project partners and local entities.

2.          The main changes in the project are:

(a)    In the outcome 1.1, the number of outputs was increased from three in the PIF to five in the 
PRODOC. This was done to better focus the outputs and to include specific actions to mainstream 
gender equality and intergenerational equity[1]1 into the binational organisations and the exiting SAP. 
The new outputs are: 

Output 1.1.3. A strategy and action plan to mainstream gender equality into the GIRH Binational 
Commission Peru ? Ecuador and the Technical Secretariat prepared and under implementation.

Output 1.1.4. A strategy and action plan to mainstream gender equality and intergenerational equity 
into the three transboundary IWRM Committees by basins prepared and under implementation.

Output 1.1.5. An SAP addendum to integrate gender equality and intergenerational equity prepared and 
under implementation.

(b)    In the outcome 1.2, an additional output was included (i.e., 1.2.3) to train persons from the main 
IWRM entities into gender equality and intergenerational equity.

(c)     In the outcome 2.3, the extent of the demonstration irrigation systems was adjusted. In the PIF it 
was proposed to develop to rehabilitate or expand 700 ha of irrigation systems. This was not feasible 
because the level of investment needed was beyond the scope of the present project. Therefore the 
project intervention will focus on improving 150 ha of small-scale community-based irrigation systems 
(i.e., social water management).  

(d)    In the outcome 3.1, it was agreed that output 3.1 will be designed during project implementation. 
The political process of approving a binational protocol was a sensitive matter. Therefore, the 
participating countries did not agree on the actions to build a collaborative water monitoring. The 
consensus was to design these activities once the protocol is approved by the countries. 



(e)    In component 4, the PIF proposed three outcomes, that were consolidated into two elements. One 
focused on developing a long-term monitoring system to support decision making (outcome 4.1) and 
another focused-on project monitoring and knowledge generation (outcome 4.2). During the PPG phase 
it was not possible to fully develop outcome 4.1. Therefore, the parties agreed that corresponding 
outputs (i.e., 4.1.1 and 4.1.2) will be designed during project implementation, once the protocol for 
information collection and exchange has been agreed by the GIRH Binational Commission Peru ? 
Ecuador.

(f)      The core indicators were adjusted as follows:

 

In PIF document In PRODOC document

Core indicator target target Comment

Indicator 1 Terrestrial 
protected areas created 
or under improved 
management for 
conservation and 
sustainable use

4,000 ha 26,200 ha Target increased

Indicator 1.1 Terrestrial 
protected areas newly 
created

 26,200 ha Huaringas 
Regional Conservation 
Area, Yanta Private 
Conservation Area, 
Chonta Private 
Conservation Area, 
Romeral Municipal 
Conservation Area, 
Carrizal Municipal 
Conservation Area

Five new conservation 
areas (other effective 
area-based conservation 
measures) to be 
established in Peru. 
Refer to Table 5 of the 
CEO ER.

Indicator 1.2 Terrestrial 
Protected Areas Under 
Improved Management 
effectiveness

4,000 ha

Peru: Ayabaca, Jilili, 
Montero, Paimas

Ecuador: Minchay, 
Shirillo and San 
Cecilia in Macar? and 
Catamayo

Excluded. The project will not 
work on improving 
management 
effectiveness in 
protected areas.

Indicator 3 Area of land 
restored

1,200 ha 2,312 ha Target increased based 
on the identification of 
the intervention sites. 

Indicator 3.2 Area of 
Forest and Forest Land 
restored

1,200 ha 2,312 ha Target increased. Refer 
to Table 3 of the CEO 
ER.



Indicator 4 Area of 
landscapes under 
improved practices 
(hectares; excluding 
protected areas)

10,700 ha 7,060 ha Target reduced based on 
the identification of the 
intervention sites. 

Indicator 4.1 Area of 
landscapes under 
improved management 
to benefit biodiversity

 7,060 ha New core indicator and 
target included. 760 ha 
of silvopastoral systems 
(output 2.2.1) plus 6,300 
ha of new ACMUS 
(output 2.2.4).

Indicator 4.3 Area of 
landscapes under 
sustainable land 
management in 
production systems

10,700 ha Excluded The project will not 
work on improving the 
management of 
production systems.

Indicator 7 Number of 
shared water ecosystems 
(fresh or marine) under 
new or improved 
cooperative management

3 Catamayo-Chira,
Puyango-Tumbes,
Zarumilla

3 No change

Indicator 7.1 Level of 
Transboundary 
Diagonostic Analysis 
and Strategic Action 
Program (TDA/SAP) 
formulation and 
implementation 

Catamayo-Chira 3

 
Puyango-Tumbes 3

 
Zarumilla 3

Catamayo-Chira 4

 
Puyango-Tumbes 4

 
Zarumilla 4

Target increased. At the 
end of the project the 
SAP must be under 
implementation (i.e., 4).

Indicator 7.2 Level of 
Regional Legal 
Agreements and 
Regional management 
institution(s) (RMI) to 
support its 
implementation

Catamayo-Chira 3

 
Puyango-Tumbes 3

 
Zarumilla 3

Catamayo-Chira 4

 
Puyango-Tumbes 4

 
Zarumilla 4

Target increased.

Indicator 7.3 Level of 
National/Local reforms 
and active participation 
of Inter-Ministeral 
Committees

Catamayo-Chira 2

 
Puyango-Tumbes 2

 
Zarumilla 2

Catamayo-Chira 3

 
Puyango-Tumbes 3

 
Zarumilla 3

Target increased.



Indicator 7.4 Level of 
engagement in 
IWLEARN throgh 
participation and 
delivery of key products

Catamayo-Chira 2

 
Puyango-Tumbes 2

 
Zarumilla 2

Catamayo-Chira 4

 
Puyango-Tumbes 4

 
Zarumilla 4

Target increased.

Indicator 11 Number of 
direct beneficiaries 
disaggregated by gender 
as co-benefit of GEF 
investment

Female 32,518
Male 23,183
Total 55701

Female 90,158
Male 87,844
Total 178,002
 

Target increased based 
on the design of specific 
project actions.

 

 

 

 

1) the global environmental and/or adaptation problems, root causes and barriers that need to be 
addressed (systems description).

3.       Ecuador and Peru share nine transboundary basins of which three (Puyango-Tumbes, Catamayo-
Chira and Zarumilla) discharge their waters into the Pacific Ocean and six (Mayo-Chinchipe, Santiago, 
Morona, Pastaza, Cunambo-Tigre and Napo) into the Amazon River. Both countries have advance 
towards collaborative management of the three transboundary basins that drain into the Pacific Ocean. 
Together they established a ?Binational Commission for the Integrated Management of Water 
Resources of Transboundary Hydrographic Basins between the Republic of Peru and the Republic of 
Ecuador? and implemented a project to prepare a Transboundary Diagnostic Analysis (TDA) and a 
Strategic Action Programme (SAP)[2]2.

4.       The Puyango-Tumbes, Catamayo-Chira and Zarumilla basins are very valuable for both 
countries. These basins extend over about 2.4 million hectares, mostly covered by natural vegetation 
(42%) and cultivated pastures (36 %) (Table 1, Figure 1). The biodiversity and water resources of these 
basins sustain a population of about 1.1 million persons and diverse important economic activities.

 

Table 1. Surface of the Puyango-Tumbes, Catamayo-Chira and Zarumilla transboundary basins.

Transboundary 

basin

Surface in 
Ecuador (ha) (%) Surface in 

Peru (ha) (%) Total (ha)



Puyango ? Tumbes 367,696 67 % 181,104 33 % 548,800

Catamayo ? Chira 721,311 40.5 % 1,059,705 59.5 % 1,781,016

Zarumilla 50,743 58 % 36,745 42 % 87,488

Total 1,139,750 47.15 % 1,277,554 52.85% 2,417,304

Source: Proyecto GIRHT (2020).

 

Figure 1. Puyango-Tumbes, Catamayo-Chira and Zarumilla transboundary basins.

 

The Strategic Action Programme

5.       Ecuador and Peru prepared a Transboundary Diagnostic Analysis and a Strategic Action 
Programme for the three transboundary basins with support of the GEF project "Integrated 
Management of Water Resources of the Transboundary Basins and Aquifers of Puyango, Tumbes, 
Catamayo, Chira and Zarumilla" (GEF ID 5284). The TDA and SAP were prepared in close interaction 
with key stakeholders.



6.       The TDA was developed in a period of four months, that started in December 2017. It consisted 
of three phases: (i) collection and analysis of secondary information, (ii) validation, participation, and 
consultation, and (iii) categorisation and synthesis of the TDA. The SAP was prepared over a period of 
13 months, that ended in August 2019. The SAP includes specific vision, objectives, lines of action and 
indicators for each transboundary basin (Proyecto GIRHT, 2020). The SAP also includes a list of 
funding options and proposed governance arrangements based on the GIRH Binational Commission 
Peru ? Ecuador.

7.       On 17 January 2020, the Steering Committee of the project approved the SAP. The water 
authorities of Ecuador and Peru issued endorsement letters on 2 September 2019 and 8 October 2020, 
respectively.

8.       The vision for the Puyango - Tumbes transboundary basin is: ?By 2028, a transboundary basin 
with binational and comprehensive water resources management, with innovative technical, social, and 
participatory systems, with an emphasis on pollution control, overflow and flood mitigation and the 
conservation of natural water-generating ecosystems for the development of its inhabitants?. The 
general and specific objectives for the Puyango-Tumbes basin are presented in Table 9 of the 
PRODOC.

9.       The vision for the Catamayo ? Chira transboundary basin is: ?By 2028, a transboundary basin 
with institutionalized binational management, applying integral and participatory approaches, which 
promotes innovative systems for optimizing the use and exploitation of water, mitigation of extreme 
events, reduction of erosion and improvement of water quality.? The general and specific objectives for 
the Puyango-Tumbes basin are presented in Table 10 of the PRODOC.

10.     The vision for the Zarumilla transboundary basin is: ?By 2028, the Zarumilla River 
transboundary basin is a model of integrated water resources management (IWRM), having policies, 
regulations and binational institutions that guide and regulate the quantity, quality and availability of 
water resources, and the balance between supply and demand, which promotes the protection and 
management of natural ecosystems, the operation and maintenance of hydraulic infrastructure, the 
reduction of hydrological risks in the face of climate change and the sustainable use of water resources. 
This contributes to improved quality of life and border integration for the populations in the two 
countries?. The general and specific objectives for the Puyango-Tumbes basin are presented in Table 
11 of the PRODOC.

Agreed governance arrangements for SAP implementation

11.     The GIRH Binational Commission Peru ? Ecuador will guide SAP implementation. This body 
has three levels: the Binational Commission, the Technical Secretariat and the IWRM Committees by 
basins.

12.     The GIRH Binational Commission Peru ? Ecuador is formed by five representatives appointed 
by Peru and five representatives appointed by Ecuador, from institutions linked to water resources 
management and administration. It has a Binational Technical Secretariat and one IWRM Committee 
for each basin. Up to February 2022, the GIRH Binational Commission Peru ? Ecuador was not 



functioning. The instruments for its operation were under development and negotiation. The Operating 
Regulations and a Work Plan were under review by the parties.

13.     The Technical Secretariat?s main responsibilities are political and technical coordination among 
the IWRM Committees by basins and the GIRH Binational Commission Peru ? Ecuador, and oversight 
and coordination of the implementation, monitoring and evaluation of the transboundary IWRM plans.

14.     The IWRM Committees by basins prepare the IWRM plans and coordinate their implementation 
with the pertinent entities. The IWRM plans are presented to the GIRH Binational Commission Peru ? 
Ecuador for approval. The IWRM plans by basins will have a five-year planning horizon and must be 
linked to the corresponding national IWRM plans.

Environmental context and global significance

15.     The Catamayo-Chira, Puyango-Tumbes and Zarumilla transboundary basins are in the Piura and 
Tumbes departments and the Loja and El Oro provinces in Ecuador. Together they have a surface area 
of 2,417,304 ha, of which 52.85% are in Peruvian territory and 47.15 % in Ecuadorian territory (Table 
1). The water contribution (at 75% persistence) from the surface and subway, of the three basins, is 
about 219.47 m3/s (6,921.2 MMC), of which the largest contribution is from the Catamayo-Chira basin, 
with 136.81 m3/s (4,314.49 MMC). The Puyango-Tumbes and Zarumilla basins contribute with 76.73 
m3/s (2,418.84 MMC) 5.93 m3/s (187.09 MMC), respectively. Most of this flow discharged into the 
ocean. Only on the Catamayo Chira basin the flow is regulated in the Poechos and San Lorenzo 
reservoirs in Peru. The highest flows in these rivers are concentrated in the rainy season between 
January and April, eventually producing extraordinary flows that overflow and affect the riparian 
population and their productive activities.

16.     The protected areas in Peruvian territory of the transboundary basins cover about 253,391 ha 
(10.48% of the total area of the basins). The forest and paramo areas cover about 461,600 ha (19.1 % of 
the basins). The largest protected areas are the "Parque Nacional Cerros de Amotape", the "Coto de 
Caza El Angolo" and the "Reserva Nacional de Tumbes". These areas are managed by the National 
Service of Natural Areas Protected by the State (SERNANP).

17.     The "Parque Nacional Cerros de Amotape" protect seasonally dry forests and endemic 
biodiversity like the grey-backed hawk (Pseudastur occidentalis, listed as Vulnerable in the IUCN Red 
List), the grey-cheeked parakeet (Brotogeris pyrrhoptera), the blackish-headed spinetail (Synallaxis 
tithys) and the slaty becard (Pachyramphus spodiurus). The first is listed as Endangered in the IUCN 
Red List, while the other three bird species are listed as Vulnerable. In the "Coto de Caza El Angolo", 
195 species of bird species have been reported, of which 39 are endemic of the Tumbesian region. In 
addition, there are 37 species of mammals, 20 species of reptiles, eight species of amphibians, and five 
species of crustaceans. The most emblematic species is the white-tailed deer (Odocoileus virginianus) 
that has been subject to sport hunting for about 25 years. It is a refuge for 20 threatened birds and is 
recognized as an Important Bird and Biodiversity Area (IBA) (BirdLife International, 2022). The 
"Reserva Nacional de Tumbes" protects Pacific Tropical rainforest, an ecosystem that is only found in 
this area and represents a kind of continuation of the tropical forest on the western slope of the Andes. 
A large diversity of birds and mammals is found in this reserve (270 bird species of which 14 a 



threatened | 67 species of mammals). Important bird species are the yellow-faced parrotlet (Forpus 
xanthops, listed as Vulnerable in the IUCN Red List), the grey-cheeked parakeet, the Peruvian antpitta 
(Grallaricula peruviana, listed as Near Threatened), the grey-backed hawk (Pseudastur occidentalis, 
listed as Endangered), the white-tailed jay (Cyanocorax mystacalis) and the pale-legged hornero 
(Furnarius leucopus). Important mammal species are the white-tailed deer, the squirrel Sciurus 
stramineus (listed as Unknown), the neotropical otter (Lontra longicaudis), the mantled howler monkey 
(Alouatta palliata, listed as Vulnerable), the margay (Leopardus wiedii, listed as Near Threatened), the 
jaguar (Panthera onca, listed as Near Threatened).

18.     On the Ecuadorian side there are three protected areas that belong to the National System of 
Protected Areas (SNAP for its acronym in Spanish) and five protected forests and vegetation, which 
together cover an area of 286,662.69 ha. About 16.6% of this area is within the transboundary basins.

19.     In the Catamayo ? Chira basin there are two protected areas: (i) the Yacuri National Park (43,090 
ha) with 6,442.17 ha within the basin, and (ii) the Podocarpus National Park (146,280 ha) with 
12,420.01 ha within the basin. Together they cover 18,862.18 ha within the basin (1.06% of the basin). 
In these areas predominate paramos and wetlands. The source of the Catamayo ? Chira River is on the 
Yacuri National Park.  In this basin, there are two protected forests and vegetation: (i) Jorupe, located 
in the canton of Macar? with an area of 8,026.56 ha, and (ii) El Ingenio ? Santa Rosa with an area of 
12,391.29 ha, located in the cantons of Quilanga and Esp?ndola.  

20.     In the Puyango-Tumbes basin there are three protected forests: (i) Puyango Petrified Forest 
(3,917.19 ha) completely within the basin, (ii) Cascay (12,577.07) with 8.39 ha within the basin, and 
(iii) Arenillas - Presa Tahu?n - Moro Moro (47,210.58 ha) with 1,697.35 within the basin. In total there 
are 5,622.93 ha of protected forests and vegetation within this basin (1.02% of the basin).

21.     In the Zarumilla basin, there is one protected area, the Arenillas Ecological Reserve (13,170 ha) 
with 2,721.35 ha within the basin (3.11% of the basin).  This area contains a large area of dry forest, 
with imposing cacti and tall mangroves, 153 species of birds, including 55 that can only be found in the 
dry forests of Ecuador and Peru, and four species of mammals in danger of extinction. There is one 
Ramsar sites in the area, the Santuario Nacional Los Manglares de Tumbes in Peru.

22.     The Bosques de Paz Transboundary Biosphere Reserve expands over 1,616.998,42 ha (96% in 
Peru and 4% in Ecuador). It was designated in 2017 by merging the Noroeste Amotapes-Manglares 
Biosphere Reserve of Peru and the Bosque Seco Biosphere Reserve of Ecuador. The nucleus area in 
Peru is formed by the "Parque Nacional Cerros de Amotape", the "Coto de Caza El Angolo", the 
"Reserva Nacional de Tumbes" and the ?Santuario Nacional Los Manglares de Tumbes?. The nucleus 
area in Ecuador (82,899.28 ha) is formed by 17 municipal protected areas. About 850,000 ha of the 
Zarumilla, Puyango-Tumbes and Catamayo-Chira transboundary basins is part of the transboundary 
biosphere reserve.

23.     Key environmental services provided by the transboundary basins are (i) water regulation, (ii) 
protection against extreme weather events, and (iii) conservation of flora and fauna of global 
importance.



Key issues on each transboundary basin

The Puyango ? Tumbes basin

24.     The Transboundary Diagnostic Analysis (TDA) identified the following problems (in order of 
priority):

              i.            Pollution of surface and groundwater that affects the water quality of the Puyango-
Tumbes River, caused by:
a.       Discharges from informal mining in the upper Puyango basin, in the Calera and Amarillo Rivers.
b.       Discharges of sewage and solid waste as well as effluent and solid waste dumping by the local 
population.
c.       Discharges from agricultural and aquaculture activities in the lower Tumbes basin.
            ii.            Limited national and binational institutional management, characterized by 
insufficient of coordination and articulation, reduced and deficient information, and limited 
participation.
          iii.            Human intervention in paramos and native forests, loss of soil on slopes and reduction 
of groundwater recharge due to overuse of soil, mainly in pastures and protected lands in the upper and 
middle Puyango basin in Ecuador.
          iv.            River overflows and flooding in the Tumbes basin, which is highly susceptible to 
flooding, causing major problems to the local population and agriculture in the Tumbes valley. In 
addition, the upper and middle Puyango basin is highly susceptible to mass movements, especially 
affecting the locations of Salvias, Huertas, Cordoncillo, Chilla, Manu, Guizhaquina and Chaguarpama 
in Ecuador.
            v.            Impact of climate variability and climate change, mainly due to an increase in 
precipitation of up to 10% in the lower reaches of the basins and an increase in minimum and 
maximum temperatures throughout the basin of 2.5?C to 4?C (RCP 4.5 to 2065), which means that 
more intense rains and more extreme heat are expected on the coast during El Ni?o events.
          vi.            Hydrological droughts and low flows during the dry season in the middle and middle 
low parts of the Puyango basin, in Ecuador. The average annual water deficit varies between 300 to 
700 mm.
         vii.            Insufficient water availability and decrease in natural flows over time, which affect the 
balance between supply and demand, accentuated by a marked seasonal variability (between January 
and June 86% of the water annual availability) and limited availability of hydraulic infrastructure for 
water access and regulation.
The Catamayo ? Chira basin

25.     The Transboundary Diagnostic Analysis (TDA) identified the following problems (in order of 
priority):

      i.         Pollution of surface and ground water. The main causes are: (i) the discharge of solid waste 
into the water bodies, (ii) the discharge of untreated domestic effluents directly into the 
Catamayo (discharges of untreated sewage from Sullana and neighbouring districts), and (iii) 
agricultural pollution by fertilizers and pesticides in the Catamayo Valley (which affects the 
mouth of the Guayabal River). This has reduced water quality in all the basin. Total coliforms 



counts are highest in the lower basin and during the dry season (July ? November). Also, high 
levels of turbidity and heavy metals (Hg, Cd, Pb) have been found in the lower basin. 

     ii.         Insufficient water availability, decrease in natural flows over time (affecting the supply - 
demand balance), and limited availability of hydraulic infrastructure for water access. Most 
water available is surface water (99.1%). Water demand for agriculture, human consumption, 
industry, and aquaculture represent 82.2%, 3.66%, 0.1%, and 14.1%, respectively. Because 
there is no binational agreement, the ecological water requirements have not been estimated. 
Water availability present surplus between January and July, and deficit between September 
and November. About 82.6% of surface water availability occurs January and June.

   iii.         Degradation of paramos and native forests, loss of soil on slopes and decrease in 
groundwater supply. Soil overuse at the basin level has a direct impact on the paramo and 
native forest ecosystems, directly affecting recharge areas. At the basin level, the overuse of 
soil is 3.40% with direct impact on paramos and native forests and recharge zones. At the sub-
basin level: (i) in the Alamor sub-baisn the overuse of soil in pastures is equivalent to 6% and 
the lands with capacity for protection are overused by 20.00% with other uses. Something 
similar happens with the overuse in the other sub-basins (Catamayo sub-basin, 10% pastures 
and protection land 10.00%; La Solana sub-basin, in crops with 0.20%; Macar? sub-basin, in 
crops with 9.00% and in protection lands with 8.00%; Quiroz sub-basin, in crops with 27% 
and in protection lands it is 5%). There is sedimentation in the alluvial plains of the Chira river 
and its tributaries, affecting road, urban and irrigation infrastructure, and farmland along the 
riverbanks. There are extensive deforested areas in the upper parts of the Chipillico, Quiroz, 
Macar?, Catamayo, and Alamor sub-basins, which generates erosion and sediment transport.

    iv.         Limited national and binational institutional management, characterized by insufficient of 
coordination and articulation, reduced and deficient information, and limited participation. At 
the binational level, there is no coordination between the parties to manage the transboundary 
basin adequately and jointly.

     v.         River overflows and flooding. At the level of the entire Catamayo - Chira basin, an area of 
50,860 ha is highly susceptibility to floods (lower part) and 8,850 ha have medium 
susceptibility. This is caused by poor slope management and increasing deforestation. In 
addition, the countries do not coordinate early warning actions.

    vi.         Hydrological droughts and low flows during the dry season. Several areas on the Ecuadorian 
side are exposed to drought. The middle section of the Catamayo-Chira system (Alamor sub-
basins and low-southern section of Macar?) has a high annual water deficit, which varies 
between 700 and 900 mm (D'Ercole & Trujillo, 2003).

  vii.         Impact of climate variability and climate change. According to the T159 model of climate 
projection for temperature, a moderate change is expected in the low sections of the basins (of 
the order of 0.6-0.8 ?C), while in the medium and high sections of the basin the variation is 
between 1.0 ?C and 1.2 ?C. Also, El Ni?o-Southern Oscillation (ENSO) will generate intense 



rains and droughts in the coming years. Therefore, it is necessary to develop adaptation 
actions to avoid greater impacts.

The Zarumilla basin

26.     The Transboundary Diagnostic Analysis (TDA) identified the following problems (in order of 
priority):

      i.         Limited national and binational institutional management, characterized by insufficient of 
coordination and articulation, reduced and deficient information, and limited participation. At 
the binational level, there is no coordination between the parties to manage the transboundary 
basin adequately and jointly.

     ii.         Degradation of paramos and native forests, loss of soil on slopes and decrease in 
groundwater supply. The overuse of the soil is observed in pasture surfaces that exceed 
approximately in 12% of the area with potential for this use.

   iii.         Pollution of surface and groundwater. Mainly caused by wastewater discharges and 
discharges from oxidation lagoons located in Huaquillas, Aguas Verdes, and Zarumilla. 
Anomalous alues of iron, aluminium, and manganese have been recorded. Dissolved oxygen 
values are acceptable in most of the basin, except in the estuaries, where the value ranges 
between 3 and 7 mg/l (ACE = 4 mg/l), depending on season of the year (dry or wet). In 
analyses from the river, estuary and Zarumilla canal, anomalous values of Pb, Ni, ammonia 
nitrogen, Fe and Al have been recorded.

    iv.         Insufficient water availability, decrease in natural flows over time (affecting the supply - 
demand balance), and limited availability of hydraulic infrastructure for water access. Water 
availability, with a 75% probability of surplus, is composed of (a) surface resources (53.2%), 
(b) groundwater resources (45.1%) from the Zarumilla river basin, and (c) the volume of water 
transferred from the Tahu?n reservoir (1.7%), which also includes surface water. During the 
short wet season (February ? April) water demand is fully covered. On the other months of the 
year there is a deficit. March is the month with the highest volume of water available. In 2006, 
the annual volume of water was concentrated in only three months, when 99.9% of the yearly 
runoff was present.

     v.         Hydrological droughts and low flows in dry season. Ecuadorian areas potentially exposed to 
drought is due to water deficit annual in the Zarumilla river basin, which varies between 1000 
and 1200 mm per year in the lower section, and 500-700 mm in the middle and upper basins.

    vi.         Impact of climate variability and climate change. According to the T159 model of climate 
projection for temperature, a moderate change is expected in the low sections of the basins (of 
the order of 0.6-0.8 ?C), while in the medium and high sections of the basin the variation is 
between 1.0 ?C and 1.2 ?C. Also, El Ni?o-Southern Oscillation (ENSO) will generate intense 
rains and droughts in the coming years. Therefore, it is necessary to develop adaptation 
actions to avoid greater impacts.



  vii.         River overflows and flooding. About 11.47% of the basin is susceptible to flooding. The 
highest risk is in the northern part of the basin, between the mouth of the Zarumilla River and 
the Pacific Ocean (1,360 ha, 1.55% of the basin). There is medium susceptibility in 2,660 ha 
(3.04% of the basin) around the Palmares stream. Other 6,020 ha (6.88% of the basin) has low 
susceptibility to flooding.

Transboundary aquifers

27.     There are two transboundary aquifers: the Zarumilla aquifer and the Puyango ? Tumbes ? 
Catamayo ? Chira Aquifer, identified as S011 and S012 in the world map, respectively (IGRAC, 2021). 
There is very little information about these aquifers (MAA, 1980; UNESCO, 2009; PNUD, 2020).

Zarumilla aquifer

28.     The Zarumilla Aquifer is in the Zarumilla River basin, its limits are not defined. It is estimated 
that the upper part of the basin coincides with the limits of the hydrographic basin and in the lower part 
of the basin this limit expands, mainly towards the east (towards Tumbes). The total area of the 
Zarumilla aquifer is 87,472 ha. Vertically the aquifer could have a variable depth, between 200 m and 
300 m, delimited in two (02) layers or horizons differentiated by their hydraulic conductivity 
(permeability) and electrical conductivity (salinity). The phreatic levels are very shallow and fluctuate 
mostly between 1 m and 6 m below the surface, in some sectors it can reach 40 m depth.

29.     The depths of the wells for agricultural use fluctuate between 5 m and 20 m, which are mostly 
located in the valley and very close to rivers and streams. Wells for population use are between 60 m 
and 120 m deep and take advantage of the deeper aquifer, with better quality water. The groundwater 
levels increase during the rainy season between January and April and decrease during the rest of the 
year due to the intense exploitation of the aquifer. An inventory of wells in the Zarumilla Aquifer 
(PNUD, 2020) identified 1,388 wells in a used, usable and drilling state, of which 516 wells were 
Ecuador and 872 wells were in Peru. Of these, 1,207 wells were for agricultural use (373 in Ecuador 
and 834 in Peru), 99 wells for industrial use (93 wells in Ecuador and 6 in Peru) and 63 wells for 
domestic use (40 in Ecuador and 23 in Peru). It has been estimated that 12.56 MMC of groundwater is 
used in Ecuador and 41.29 MMC in Peru. Therefore, wells exploit about 53.85 MMC / year of the 
Zarumilla aquifer.

30.     In Peru, the Zarumilla aquifer is managed by ANA, which coordinates with the range of water 
users. For human consumption, ANA coordinates with Aguas de Tumbes S.A. (ATUSA). ANA 
monitors groundwater quality and evaluates water recharge conditions to authorize the use of the 
resource through licenses, authorizations and permits.

31.     In Ecuador, the use of the aquifer is managed by MAATE through Machala office of Puyango 
Catamayo Demarcation. They coordinate water use with the Regional Municipal Drinking Water 
Company of Arenillas Huaquillas (EMRAPAH), the administrative boards of drinking water and the 
boards of irrigators.



32.     There is no binational management of the aquifer. The Zarumilla GIRH Plan and the SAP 
include actions to strengthen transboundary management.

Puyango-Tumbes-Catamayo-Chira Aquifer

33.     In the lower part of the Puyango-Tumbes basin, in the Tumbes valley in Peru, groundwater is 
used to supplement surface irrigation and for human consumption. The alluvial aquifer of the Tumbes 
River is associated with the main river course that drains the basin, it is mainly free and, in some 
sectors, semi-confined, it is fed by infiltrations from rivers and non-waterproofed irrigation canals, 
irrigated areas, and, during the rainy season, by the main streams, as well as by infiltrations from 
rainfall. The depths of the water table range between 10m and 30m from the surface.  

34.     A total of 150 wells have been registered in Tumbes, of which 31 are used (under operation), 64 
are usable and 55 are not usable. Of the total number of wells used, 6 are for agricultural use and 25 are 
for domestic use. The Pampas de Hospital district is the densest with 104 wells. The annual volume of 
groundwater exploited from the aquifer by means of wells is 1,830,000 m3, equivalent to a continuous 
flow of 0.057 m3/s, and there is a progressive decrease in groundwater exploitation for irrigation 
(ANA, 2013).

35.     In the Catamayo-Chira basin the aquifer by fissuring (CVIII2) called Chira is located. It covers a 
surface of 7,221 km2 and is formed, in Ecuador by the Alamor, Macar? and Catamayo aquifers (16.7%, 
25.3% and 58.1% of the Chira aquifer area, respectively) (CISPDR, 2015). 

36.     In the lower part of the Catamayo-Chira basin, in the Chira and San Lorenzo valleys, 
groundwater is used to supplement surface irrigation and for human consumption. The aquifers in the 
Chira basin are mainly alluvial deposits of the rivers in this area. A total of 472 wells have been 
identified, of which 347 are superficial shallow wells and 100 are deep tube wells. It is estimated that 
the power or depth of the aquifer ranges between 30 m to 50 meters in the middle zone of the valley 
and between 10 m and 15 meters in the lower zone of the valley, downstream of Sullana. The low 
quality of the water in this aquifer, due to the high mineral content, implies that the water is not 
consistently exploited (ANA, 2013).

37.     In Peru, ANA is in charge of managing the aquifer in the Puyango-Tumbes and Catamayo-Chira 
basins (Peruvian side) and coordinates with the Tumbes, Chira, and San Lorenzo User Boards for the 
use of groundwater and surface water. ANA monitors groundwater quality and evaluates water 
recharge conditions to authorize use of the resource. In Ecuador, the MAATE, through the Puyango 
Catamayo Demarcation, coordinates the management of aquifers for the use of water with the 
Municipal Potable Water Companies, the Potable Water Administration Boards, and the Irrigation 
Boards.

Transboundary aquifer management

38.     The management of the transboundary aquifers has been discussed by the parties, but no 
management plans or specific commissions have been formed for these water bodies.



39.     In the case of the Zarumilla Aquifer, general objective of the Zarumilla GIRH Plan is to achieve 
adequate management of water resources in the basin and aquifer of the Zarumilla River. Within this 
plan, there is baseline information about the aquifer. In addition, within the agreed 10-year scenarios, it 
is indicated that "there is a Binational Piezometric Monitoring Network in the Zarumilla aquifer." 
Finally, within the strategic objectives of the plan, it is pointed out to tend to the efficient and 
sustainable use of the water resources of the transboundary basin and aquifer of the Zarumilla River.

40.     An important milestone was the development of the hydrogeological study of the Zarumilla 
transboundary aquifer in 2020 (PNUD, 2020). This report presents the status of the aquifer, hydrology, 
water balance, water supply, geophysical prospecting, an updated inventory of groundwater sources 
and hydrogeochemical analysis, among other aspects. PNUD (2020) propose (i) an optimized 
piezometric monitoring network is proposed, and (ii) a conceptual hydrogeological model.

41.     Regarding the Puyango-Tumbes, Catamayo-Chira aquifer, no actions binational actions have 
been defined. 

Global environmental problems and root causes

42.     The global environmental problem is loss of biodiversity and ecosystem services in the three 
transboundary basins that drain into the Pacific Ocean. The Transboundary Waters Assessment 
Programme (TWAP) found that the overall risk factor for Zarumilla is medium[3]3 and it is high for 
Puyango ? Tumbes and Catamayo ? Chira (UNEP-DHI & UNEP, 2016). Since then, a TDA was 
prepared which identified specific problems and their corresponding causal chain analysis for the 
Puyango - Tumbes (paragraph 24), Catamayo - Chira (paragraph 25) and Zarumilla basins (paragraph 
26) (Proyecto GIRHT, 2020). 

43.     The three transboundary basins face seven common problems:

?   Weak institutional management at the transboundary and national levels.

?   Surface and groundwater pollution.

?   Fragmentation and degradation of paramos and native forests, loss of soil on slopes and 
decrease in groundwater recharge.

?   Insufficient water availability and decrease in natural flows over time that affect the 
balance between supply and demand, and poor availability of water infrastructure for 
water access.

?   Overflows and floods.

?   Hydrological droughts and low water flows.



?   Impacts of climate variability and climate change, in particular the impacts from El Ni?o 
Southern Oscillation (ENSO).

Barriers that limit the solution of global problems

44.     There are three key barriers that limit the implementation of sound transboundary IWRM in the 
three basins.

Barrier 1. Weak transboundary governance arrangements.

45.     Over the years the parties have established mechanisms to deal with specific water-related 
matters. As indicated before, a major step forward was establishing the GIRH Binational Commission 
Peru - Ecuador, the Technical Secretariat and the IWRM Committees. However, these instruments are 
novel and still need to be operationalised and to mature. A main challenge is to positively deal with 
sensitive matters.

Barrier 2. Limited practical experience on transboundary IWRM implementation.

46.     At the national level, watershed-based management is supported in both countries. However, key 
entities and stakeholders have (i) limited experience on dealing with transboundary IWRM and (ii) an 
incipient understanding of its benefits. It must be acknowledged that it is difficult to grasp a 
transboundary basin perspective when stakeholders face pressing short-term and local issues.

Barrier 3. Insufficient information to support common management of key transboundary issues.

47.     The parties have not established protocols and mechanisms to share and exchange key 
information (e.g., water quality, flow) and to monitor and assess the status of the transboundary basins 
and the implementation of the SAP.

2) the baseline scenario and any associated baseline projects.

48.     The current baseline scenario is complex, and a long-term effort will be necessary to address the 
transboundary issues. The initial SAP, which was adopted in 2020, is a starting point since both 
countries have agreed a set of interventions to address the main causes of the key transboundary and 
common problems. A significant advance has been the signing of the ?Agreement that establishes the 
Binational Commission for the Integrated Management of Water Resources of Transboundary 
Hydrographic Basins between the Republic of Peru and the Republic of Ecuador? which was ratified 
by the Peruvian Congress in 2020 and the Ecuadorian National Assembly in 2021. However, as 
indicated before, the GIRH Binational Commission Peru - Ecuador, the Technical Secretariat and the 
IWRM Committees by basins are not yet operating. In addition, there are sensitive water-related issues 
that slowdown binational dialogue and collaboration. For example, since 2013 the countries have not 
been able to agree on the water quality parameters for joint binational monitoring.

49.     The most strategic approach is to contribute to operationalise and advance the GIRH Binational 
Commission Peru ? Ecuador and the three IWRM Committees by basins to mainstream participatory 
concerted action in the transboundary basins. Without an intervention to further binational cooperation 



it seems unlikely that transboundary IWRM will advance in the near future. Key drivers like (i) 
population growth, (ii) increased water demand and (iii) water pollution from various sources, will 
continue deteriorating the biodiversity base of the transboundary basins. During the past decades both 
countries have greatly advanced in building a binational agenda. However, water management entails a 
range of sensitive issues that require constructing multi-level communication and trust.

Baseline projects

50.     The project will establish synergies and will seek to build upon the results and lesson from the 
following projects:

Natural Infrastructure for Water Security in Peru. Funded by USAID and the government of Canada 
and implemented by Forest Trends. It focusses on potentiating the use of natural infrastructure to 
secure water supplies and resilience to climate change. One of the intervention areas is the Chira-Piura 
watershed. The project is expected to close during 2023.
Blue Deal project in Peru. This is an initiative funded by the Dutch Water Authorities as part of the 
Blue Deal Programme that will be implemented worldwide between 2018 and 2030. In Peru, the first 
phase of the project will run between 2019 and 2023 and concentrates on flood prevention, improving 
the availability and allocation of water, and improving wastewater treatment in the Tumbes and Chira - 
Piura watersheds.
51.     The project will seek collaboration with thee mining related GEF projects. It is foreseen that 
these projects will provide insights and information for the analysis of water-related issues. The 
projects are:

?   GEF GOLD Peru[4]4 (GEF ID 9710), implemented by UNDP. This is a five-year project that 
initiated implementation in 2020 which is part of the GEF planetGOLD programme. One 
of the intervention sites is the Piura region.

?   National Action Plan on Mercury in the Artisanal and Small-Scale Gold Mining Sector in 
Ecuador (GEF ID 9737), under implementation by UNDP. This is a five-year project that 
will end in 2023. It works on reducing the use of mercury in the mining sector.

?   GEF GOLD+ Ecuador[5]5 implemented by UNDP. One of the project intervention sites is the 
Portovelo Canton on the Puyango - Tumbes transboundary basin.

52.     The project will cooperate with the coming fifth phase of the BRIDGE project which will be 
implemented by IUCN between 2022 and 2026. The previous phases of this project have contributed to 
develop positive dialogue between Ecuador and Peru.

53.     The project will seek coordination with two GEF projects:



?  ?Green Finance & Sustainable Agriculture in the Dry Forest Ecoregion of Ecuador and Peru? 
(GEF ID 10852) to be implemented by CAF. This project will work with farmers to promote 
conservation of dry forests by using a range of economic incentives.

?  ?Towards Joint Integrated, Ecosystem-based Management of the Pacific Central American 
Coastal Large Marine Ecosystem (PACA)? (GEF ID 10076), to find synergies between the 
SAPs of the transboundary basins and the large marine ecosystem.

54.     Finally, the project will exchange experience and lessons with the following projects: ?Integrated 
Management of Water Resources of the Mira-Mataje and Carchi-Guaitara, Colombia?Ecuador 
Binational Basins? (GEF ID 9566) and ?Protecting and Restoring the Ocean?s natural Capital, building 
Resilience and supporting region-wide Investments for sustainable Blue socio-Economic development 
(PROCARIBE+)? (GEF ID 10800).

3) the proposed alternative scenario with a brief description of expected outcomes and components of 
the project.

55.     The present GEF project will assist Ecuador and Peru to initiate implementation of the first SAP 
as a means to advance towards sound transboundary IWRM. However, the key elements of the project 
strategy are to facilitate dialogue and collaboration through a series of varied practical interventions 
(Figure 2). The cornerstone will be to operationalise the GIRH Binational Commission Peru - Ecuador, 
the Technical Secretariat and the IWRM Committees so that they guide the execution of specific 
actions such as the binational flood early warning system in Zarumilla (output 3.2.1) or the 
management model for the Zarumilla aquifer (output 2.1.2). The project will provide technical 
assistance to facilitate multilevel binational dialogue on the sensitive issues of water monitoring and 
pollution (outputs 2.4.2 and 3.1.1).



Figure 2. Theory of change of the project.

56.     The project objective is "to implement prioritized investments and activities under the SAP and 
NSAPs for strengthened Integrated Transboundary Water Resources Management in the Puyango-
Tumbes, Catamayo-Chira and Zarumilla transboundary aquifers and river basins between Ecuador and 
Peru". Nonetheless, as indicated before, the project will contribute to improve binational dialogue and 
collaboration (Figure 2). 

57.     The project is organised into four components and ten outcomes (Table 2). The four components 
are:

?  The component 1 will focus on strengthening the binational governance framework. 

?  The component 2 will support the execution of a range of site interventions to gain practical 
experience on joint action and to initiate SAP implementation.

?  The component 3 will contribute to develop binational water monitoring and a joint flood early 
warning system.



?  The component 4 will focus on information and knowledge management by backing the 
development of a binational information platform and the identification and dissemination of 
project learnings.

Table 2. Project outcomes and outputs.

Outcomes Outputs

Component 1.  

Outcome 1.1. Mechanisms 
and capacities of binational 
institutions at the national, 
regional, and local levels 
strengthened to improve 
planning and management in 
the three basins and the 
application of IWRM

Output 1.1.1. Four instruments that strengthen binational coordination 
prepared and implemented.

Output 1.1.2. Four instruments to mainstream IWRM in territorial 
planning developed and tested.

Output 1.1.3. A strategy and action plan to mainstream gender equality 
into the GIRH Binational Commission Peru ? Ecuador and the Technical 
Secretariat prepared and under implementation.

Output 1.1.4. A strategy and action plan to mainstream gender equality 
and intergenerational equity into the three transboundary IWRM 
Committees by basins prepared and under implementation.

Output 1.1.5. An SAP addendum to integrate gender equality and 
intergenerational equity prepared and under implementation.

Outcome 1.2. Improved 
IWRM through strengthened 
capacities of the institutions 
and communities at the 
national, regional, and local 
levels in the three basins.

Output 1.2.1. One hundred persons from key public entities and local 
governments trained for transboundary IWRM.

Output 1.2.2. Three hundred persons from community user-group 
organisations and pertinent non-state entities trained for transboundary 
IWRM.

Output 1.2.3. One hundred persons from main IWRM institutions have 
been trained in gender equality and intergenerational equity.

Output 1.2.4. An inclusive communication strategy to broaden support 
and action for transboundary IWRM prepared and under implementation.

Component 2.  

Outcome 2.1.  Improved 
binational management of 
the Zarumilla transboundary 
aquifer

Output 2.1.1. Improved information tools for the sustainable use of the 
transboundary Zarumilla aquifer developed.

Output 2.1.2. An agreed management model for the binational 
management of the Zarumilla transboundary aquifer.



Outcomes Outputs

Outcome 2.2. Protection and 
conservation of water 
sources and natural 
infrastructure strengthened 
and improved to ensure 
water supply (quantity and 
quality) through ecosystem 
management.

Output 2.2.1. Ten demonstration interventions implemented for the 
protection and conservation of recharge and catchment areas.

Output 2.2.2. Four studies prepared to identify key protection and 
conservation areas on each transboundary basin.

Output 2.2.3. Two financing strategies to sustain protection and 
conservation areas on each transboundary basin under implementation.

Output 2.2.4. Technical files prepared for the creation of new sites to 
conserve natural infrastructure for water.

Outcome 2.3. Improved 
management of irrigation 
systems in vulnerable areas.

Output 2.3.1. Three demonstration interventions implemented on water 
saving irrigation for climate resilient agriculture.

Outcome 2.4. Reduction of 
pollution sources.

Output 2.4.1. Two priority demonstration interventions implemented for 
the reduction of pollution sources.

Output 2.4.2. A water pollution dialogue platform on each transboundary 
basin implemented.

Component 3.  

Outcome 3.1. Improved 
monitoring of water quantity 
and pollutants and pollution 
sources along the Pacific 
Ocean source stream.

Output 3.1.1. Collaborative water monitoring.

Outcome 3.2. Reduction of 
impacts from flood risks in 
the Zarumilla transboundary 
basin.

Output 3.2.1. One binational flood early warning system operating and 
rolled out to the local communities.

Component 4.  

Outcome 4.1. A 
collaborative information 
system supports 
transboundary decision 
making.

Output 4.1.1. A monitoring system of the implementation of SAP and 
IWRM plans operating.

Output 4.1.2. An information platform to support transboundary IWRM 
decision-making under operation.

Outcome 4.2. Lessons on 
transboundary watershed 
management shared 
worldwide

Output 4.2.1. Project lessons documented and disseminated.

Output 4.2.2. Project monitoring and evaluation plan.

 

Brief description of expected outcomes (details are found in the PRODOC)



Component 1. Strengthening of mechanisms and capacities of institutions at the binational level for the 
integrated management of water resources in the three water basins within an overall governance 
framework.

58.     This component is the backbone of the project strategy, it will focus on strengthening binational 
governance arrangements for collaborative IWRM. It has two outcomes: (i) to strengthen the operation 
of the binational institutions responsible for transboundary IWRM (outcome 1.1) and (ii) to build up 
the capacities to implement IWRM in the three transboundary basins (outcome 1.2). 

59.     In the near future, the practical advances and the lessons from this component will contribute to 
the development of the IWRM Committees by basins in the six Amazon transboundary basins shared 
by both countries (Mayo-Chinchipe, Santiago, Morona, Pastaza, Cunambo-Tigre and Napo).

Outcome 1.1. Mechanisms and capacities of binational institutions at the national, regional, and local 
levels strengthened to improve planning and management in the three basins and the application of 
IWRM

60.     This outcome will support the implementation of key lines of action delineated in the SAP. It 
will aim to strengthen the binational institutional framework that will sustain integrated management of 
water resources in the three transboundary basins. In particular, the project will support the 
development of the three IWRM Committees by basins. For this, five interlinked outputs will 
contribute to improve transboundary management operations and to mainstream gender equality and 
intergenerational equity into the binational institutions and to improve their capacities in this respect. 

61.     The following members of the project management unit will be responsible for constructing this 
outcome: (i) the senior water resources specialist (WRE) will be responsible for the implementation of 
the institutional strengthening actions, (ii) the Gender, safeguards, and participation specialist (GPE) 
will ensure that gender equality and intergenerational equity are mainstreamed into the institutional 
arrangements and instruments, and (iii) the binational project coordinator (CDP) will provide strategic 
guidance and will facilitate multilevel democratic dialogue among stakeholders.

Output 1.1.1. Four instruments that strengthen binational coordination prepared and implemented.

62.     The project will strengthen the GIRH Binational Commission Peru ? Ecuador, the Technical 
Secretariat and the three IWRM Committees by basins. Including making operational the regulatory 
bodies of the GIRH Binational Commission Peru ? Ecuador. To achieve this output, the project will 
coordinate actions with the Building River Dialogue and Governance project (BRIDGE[6]6), executed 
by the International Union for Conservation of Nature (IUCN), that has been supporting governance 
dialogue in the Zarumilla and Catamayo ? Chira basins.

63.     As indicated before, draft operating regulations and work plan are under review by the countries. 
Therefore, at project start the status of the development of key operative instruments will be assessed. 
Then the project will contribute to the development of: 



?  A set of instruments needed to implement the binational coordination mechanisms and the 
IWRM Committees by basins, 

?  The Operating Regulations Manual for the IWRM Committees by basins, 

?  An Action Plan of the Technical Secretariat and the Action Plans of the three IWRM 
Committees by basins, and 

?  A Capacity Building Plan.

A set of instruments to implement binational coordination mechanisms

64.     The set of instruments (e.g., regulations, protocols) will be developed in close coordination with 
the members of the GIRH Binational Commission Peru ? Ecuador. It is foreseen that the instruments to 
be developed include matrix of roles, responsibilities, and competencies, internal regulations of the 
GIRH Binational Commission Peru ? Ecuador, and protocols for (i) monitoring water quality, (ii) the 
collection and exchange of data and thematic information, and (iii) resolution of conflicts, among 
others. Finally, the set of instruments will be formally adopted by the GIRH Binational Commission 
Peru ? Ecuador and implemented by the parties.

Operating Regulations Manual for the IWRM Committees by basins

65.     At the moment the IWRM Committees by basins do not have operating regulations. Regarding 
these committees, the current draft Internal Regulations of the GIRH Binational Commission Peru ? 
Ecuador includes: (i) composition, (ii) functions, (iii) appointment of members and experts and (iv) 
creation of technical groups, among others, but not operational aspects. Therefore, the project will 
prepare an Operating Regulation Manual to allow these entities to function 

66.     A consultant will be contracted to draft the operating regulations manual in close collaboration 
with the Technical Secretariat. It will contain (i) detailed structure, (ii) guiding principles, (iii) 
organisational structure, (iv) decision-making process, (v) financing, (vi) monitoring and evaluation, 
(v) dispute resolution, (vi) engagement and participation of external actors, (viii) creation of technical 
group, (ix) preparation and approval of IWRM plans by basin, among other aspects that will be 
considered necessary. The draft will be presented for review and comments of the delegates of the 
GIRH Binational Commission Peru ? Ecuador.

67.     The draft operating regulations will be reviewed in a two-day binational workshop with 
representatives of the three IWRM Committees by basins. The workshop will be designed to ensure 
gender equality, cultural diversity, and youth participation. The final version of the operating regulation 
will be adopted by the GIRH Binational Commission Peru ? Ecuador and communicated to the 
pertinent interest groups.

Action Plans for the Technical Secretariat and the IWRM Committees by basins



68.     In the second year of the project, after the Operating Regulations Manual for the IWRM 
Committees is adopted, the process of developing the action plans for the Technical Secretariat and the 
three IWRM Committees by basins will begin. 

69.     The action plans are expected to generate the roadmaps to operationalise the four binational 
institutions. The plans must present achievable and measurable objectives and goals.

70.     A planning specialist will be contracted to develop the four action plans. These plans will be 
prepared through a participatory process with the pertinent actors. The plans will include: (i) specific, 
concrete, and achievable targets, (ii) SMART indicators, (iii) responsibilities, (iv) human and material 
resources needed, (v) risk analysis, (vi) a budget and financing plan indicating possible funding 
sources, and (vii) a monitoring and assessment mechanism. The drafting of the plans will be done 
through a series of in-person and remote meetings with the members of the Technical Secretariat and 
the three IWRM Committees by basins.

71.     Finally, the four plans will be reviewed and adopted by the GIRH Binational Commission Peru ? 
Ecuador.

Capacity Building Plan for the operation of IWRM Committees by basins

72.     The project will develop and implement a capacity building plan for the members of the three 
IWRM Committees by basins. It is foreseen that the committees will be formed by persons with diverse 
backgrounds and interests (e.g., ministries, local governments, irrigation boards, agrarian users). 
Therefore, the aim will be to provide these persons a common base of knowledge and tools to facilitate 
the work of the committees. A key element will be to promote dialogue and intersectoral collaboration.

73.     It is envisaged that the IWRM Committees by basins will establish working groups to support the 
formulation, monitoring and implementation of the transboundary IWRM plans, as well as in the 
preparation of specific technical proposals. Therefore, the capacity building programme will have two 
components. The first component will focus on all the representatives that make up the IWRM 
Committees. The second component will be aimed at the working groups of the IWRM Committees. 
The capacity building plan will be implemented during the third year of the project, once the IWRM 
Committees by basins are established.

74.     The first component of the plan, focused on all the members of the IWRM Committees, will 
cover, at least, the following topics:

?  Integrated Water Resources Management with a transboundary approach that contributes to 
achieve the SDG 6.5 target[7]7.

?  Legal framework for water management in Ecuador and Peru.

?  Structure, rules, and operation of the GIRH Binational Commission Peru ? Ecuador, the 
Technical Secretariat, and IWRM Committees by basins.



?  Binational mechanisms, regulations, and protocols.

?  Financing IWRM, water funds and other financing mechanisms (e.g., REDD+, green bonds).

?  Basic communication and negotiation techniques.

75.     The second component of the plan, aimed at the members of the committees? working groups, 
will cover, at least, the following topics:

?  Preparation of transboundary IWRM plans.

?  Implementation of IWRM plans.

?  Methods and tools to follow-up, monitor and evaluate the implementation of IWRM plans 
(e.g., use of key performance indicators and control panels).

?  Preparation of projects and proposals (technical and financial).

?  Economic valuation of problems and solutions for water resources management.

76.     Each component will include (i) online self-paced learning modules and (ii) online workshops or 
short courses with experts on specific topics. These and all training materials of the present project will 
be made available to the GEF IW:LEARN platform for wider use/dissemination through the GEF 
International Water portfolio and worldwide. The GPE will ensure that the training modules and 
materials are gender sensitive and use inclusive language.  The persons that approve the training 
modules will participate in a study visit to share practical experience. 

77.     The capacity building plan will take advantage of existing virtual training platforms such as 
CAP-NET. This will facilitate those new members appointed to the committees can be trained in the 
subsequent years.

Output 1.1.2. Four instruments to mainstream IWRM in territorial planning developed and tested.

78.     IWRM and land use planning are interconnected. However, the TDA identified that a root cause 
of problems such as overflows and floods was the lack of communication and coordination between 
water management, urban planning, territory and risk-management institutions. Poor urban and rural 
planning and land use planning (without regulations to occupy vulnerable areas) were also identified as 
a root cause. To confront this issue, the project will contribute to develop four instruments to integrate 
IWRM into territorial planning: a set of guidelines and three field tested instruments.

79.     The first step will be to identify existing tools and instruments and their level of application in 
territorial planning. For this, a diagnosis will be prepared to identify existing tools and tools that need 
to be developed. The diagnosis will identify:

?  existing tools or instruments in both countries on water resources management linked to 
territorial planning, and 



?  critical similarities and differences between the regulations of both countries regarding the 
integration of territorial planning and water resources management.

80.     The analysis will detect the level of inclusion of IWRM into the existing planning instruments of 
the three transboundary basins, such as: territorial ordering plans, territorial and environmental 
management plans, concerted development plans, protected areas master plans, existing water 
resources management plans of the Water Resources Councils by basin, among others. This analysis 
will allow to determine the level of inclusion of IWRM in territorial planning and to identify 
inconsistencies or lack of coordination between the different sectoral plans. The status of IWRM 
implementation progress on existing plans will also be presented.

81.     The second step will be to propose new tools to facilitate the inclusion of IWRM into territorial 
planning, such as legal provisions, institutional arrangements, administrative mechanisms, binational 
and local agreements, capacity building for local government officials, among others. These new tools 
will be adjusted and validated through three technical roundtables (one per transboundary basin) that 
will congregate professionals from local governments, watershed councils, water resources councils by 
basin, academia, IWRM Committees by basins and the Technical Secretariat.

82.     The third step will be to test three new instruments (one per transboundary basin). Based upon 
the results of the diagnostic and the technical roundtables, the IWRM Committees by basins and the 
Technical Secretariat will select an instrument to be tested on each transboundary basin in collaboration 
with the pertinent entities responsible for landscape planning and water resources management. The 
project will support these practical exercises by providing a specialist that will work with the pertinent 
entities on each basin. These persons will support the application of the pertinent instrument, the 
assessment of its utility, and the documenting of experience and lessons. 

83.     Finally, the results and experience generated will be used to prepare a set of guidelines for 
mainstreaming IWRM into territorial planning. The guidelines will consider mainstreaming at various 
levels like parish, municipal or regional plans. The published document will be presented in three 
virtual meetings with key stakeholders (one per transboundary basin) and widely disseminated. The 
Binational project coordinator and representatives of the national water authorities will visit key 
entities (e.g., provincial or regional governments) to present the guidelines.

Output 1.1.3. A strategy and action plan to mainstream gender equality into the GIRH Binational 
Commission Peru ? Ecuador and the Technical Secretariat prepared and under implementation.

84.     On the third quarter of year 1 of project implementation, a gender equality and intergenerational 
equity assessment will be prepared. This situation analysis will identify gaps, entry points and training 
needs for mainstreaming gender equality and intergenerational equity into the GIRH Binational 
Commission Peru ? Ecuador, the Technical Secretariat and the IWRM Committees by basins.

85.     Based on the assessment a strategy and action plan to mainstream gender equality into the GIRH 
Binational Commission Peru ? Ecuador and the Technical Secretariat will be developed. These 
instruments will establish (i) elements to integrate women participation and representation into the 
binational coordination mechanisms and (ii) a roadmap to progressively integrate actions that will be 



monitored and assessed. The strategy and action plan will be approved and adopted by the GIRH 
Binational Commission Peru ? Ecuador.

86.     The GPE will provide technical assistance and guidance for the initial implementation of the 
strategy and action plan. A set of periodical meetings will be organised to assess progress and to 
document learnings.

Output 1.1.4. A strategy and action plan to mainstream gender equality and intergenerational equity 
into the three transboundary IWRM Committees by basins prepared and under implementation.

87.     First, water-related women organisations (e.g., irrigation, farming) present in the three 
transboundary basins will be identified and their level of organisation will be assessed. This will allow 
to identify opportunities for empowering them to participate into basin-level governance.

88.     Second, based on (i) the analysis of women organisations (previous paragraph) and (ii) the 
gender equality and intergenerational equity assessment (output 1.1.3), a strategy and action plan to 
mainstream gender and intergenerational equity will be developed for the three transboundary basin 
IWRM committees. The strategy will aim (i) to strengthen women participation, empowerment, and 
representation at the basin and at binational levels, and (ii) to expedite the engagement of youth[8]8 into 
basin-level water governance. The GPE will provide technical assistance and guidance for the initial 
implementation of the strategy and action plan.

89.     Third, on each basin between the years 2 and 4, five biannual meetings of women organisations 
will be organised to promote dialogue, articulation, and the drafting of joint roadmaps to participate 
into basin-level water governance (activity 1.1.4.3 in Annex 3).

90.     Finally, towards the end of years 2 and 4, two binational women fora will be organised. These 
meetings will congregate about 30 representatives from women groups (10 persons per transboundary 
basin) to exchange ideas and lessons about women contributions to transboundary basin-level 
governance.

Output 1.1.5. An SAP addendum to integrate gender equality and intergenerational equity under 
implementation.

91.     The SAP does not integrate a gender and intergenerational approach. Therefore, during the first 
year, an analysis will be prepared to:

?  identify opportunities to integrate gender and intergenerational affirmative actions into the 
SAP,

?  draft specific actions to be implemented, and

?  design gender and intergenerational indicators.



92.     A working group of the Technical Secretariat will analyse the assessment and will prepare the 
SAP addendum. The project will provide specialised technical support for this process. The SAP 
addendum will be submitted for review and approval of the GIRH Binational Commission Peru ? 
Ecuador.

93.     Finally, SAP addendum actions will be implemented by the pertinent parties. The project will 
provide specialised technical assistance to support initial implementation, monitoring and the 
identification of learnings. 

Outcome 1.2. Improved IWRM through strengthened capacities of the institutions and communities at 
the national, regional, and local levels in the three basins.

94.     This outcome will contribute to reinforce the capacities of public entities and user groups to 
implement transboundary IWRM. Four interconnected outputs will construct this outcome. 

Output 1.2.1. One hundred persons from key public entities and local governments trained for 
transboundary IWRM.

95.     The project will contribute to strengthen the capacities of 100 persons from key public entities 
such as: ANA, MAATE, MINAM, MIDAGRI, MAG, ministries of foreign affairs, regional 
governments, provincial governments, and local governments. Capacity building will consist of courses 
or workshops on core aspects related to transboundary IWRM in terms of management, conservation, 
and protection of water resources and natural infrastructure, among others. Climate change mitigation 
and adaptation, gender equality and intergenerational equity will be cross-cutting issues. The project 
will implement affirmative actions to encourage women participation. To achieve this output, the 
following activities will be carried out:

96.     First, a training needs assessment will be prepared.  The analysis will consider the topics and 
participants in the training activities implemented by the IWRM project between 2019 and 2020 in both 
countries. It is important to highlight that those trainings were based on the national regulatory context, 
while the emphasis of the new training will be transboundary IWRM.

97.     The assessment will identify knowledge gaps regarding the following topics:

?  Conservation and protection of water resources.

?  Water infrastructure and management.

?  Natural infrastructure and nature-base solutions.

?  Ecosystem management and ecosystem services.

?  Principles of IWRM and its components (enabling environment, institutions and participation, 
management instruments and finance).

?  IWRM for climate change adaptation.



?  Gender, intergenerational participation and IWRM.

?  Water security.

?  Transboundary water cooperation.

?  Transboundary IWRM between Ecuador and Peru.

?  Water governance in Ecuador, Peru, and the binational level.

98.     The diagnosis will be based on questionnaires (confidentiality of interviewees will be 
guaranteed). This will be complemented with in-depth interviews with key actors from the partner 
entities. 

99.     The analysis must provide: 

?  A ranking of the topics or modules that must be covered in the training program (it is expected 
to have at least eight topics for analysis and selection),

?  The proposed duration of each module (number of training hours), 

?  The group to be trained (50 people from Ecuador and 50 people from Peru),

?  The feasibility of using virtual training and internet access limitations identified,

?  Proposed strategies to promote the participation of women and youth, and

?  The days of the week and times of the day that best suit the participants.

100.  Second, the Transboundary IWRM Training Programme will be designed. This will be a self-
paced virtual training programme based on existing virtual training platforms such as those offered by 
CAP-NET. Self-pace online training has several advantages like learning efficiency, convenience, 
scalability, and reusability (Rizzuto, 2017; Huntrods & Dron, 2017; Rafiq et al., 2019). Therefore, 
when personnel turnover occurs, the new persons will have the opportunity to be trained. 

101.  The training program will consist of: (i) online self-paced learning modules, (ii) online workshops 
or short courses with experts on specific topics, and (iii) synchronous activities, such as forums or live 
sessions in which opinions or lessons learned by the participants can be exchanged. The project 
management unit will analyse the pertinence of executing a few in-person workshops. As indicated 
before, these and all training materials of the present project will be made available to the GEF 
IW:LEARN platform for wider use/dissemination through the GEF International Water portfolio and 
worldwide.

102.  Third, the training programme will be made available using a virtual training platform from CAP-
NET or other specialised entity. The first run will be implemented during the second and third years of 
project implementation and will have self-paced modules and synchronous activities (see above 
paragraph). From year 4 onwards only the self-paced learning modules will be maintained. As part of 



the post-project sustainability strategy, the GIRH Binational Commission Peru - Ecuador and the 
project partners will take the necessary provisions to sustain the Transboundary IWRM Training 
Programme from year 4 onwards.

Output 1.2.2. Three hundred persons from community user-group organisations and pertinent non-state 
entities trained for transboundary IWRM.

103.  The project will contribute to strengthen the capacities of 300 persons from community 
organisations of user groups and local non-state entities. The aim will be to raise awareness, sensitise 
and train water users in protection, conservation and management of water resources and natural 
infrastructure. Climate variability and climate change, gender equality and intergenerational equity will 
be cross-cutting issues. The project will implement affirmative actions to encourage women and youth 
participation. It is expected that at least 30% and 10% of the trainees will be women and young 
persons, respectively. To achieve this output, the following activities will be carried out:

104.  First, a training needs assessment will be prepared to identify target user groups and the level of 
knowledge on the topics to be covered. This will be coordinated with MAATE?s regional offices in 
Machala and Loja, and with the AAA Jequetepeque - Zarumilla.

105.  The target audience will be (i) drinking water boards, (ii) sanitation services management boards, 
(iii) irrigation boards, and (iv) community leaders. It is foreseen to train 100 persons from each 
transboundary basin (50 persons from each country). A rough initial distribution will be 50% persons 
from drinking water boards and sanitation services management boards, 25% persons from irrigation 
boards, and 25% community leaders. 

106.  Since the aim is to strengthen capacities for water resources management, it is expected that the 
trainees will come from groups that have technical or administrative weaknesses. The local groups of 
the demonstration interventions on conservation of water sources (output 2.2.1) and improvement of 
irrigation systems (output 2.3.1) will be included in the training activities. 

107.  Information for the assessment will be collected through a stratified sample. The following topics 
will be assessed: self-identified knowledge gaps, socioeconomic profile, level of internet access, 
familiarity with using smartphones / computers and digital platforms (e.g., Facebook, Youtube), days 
of the week and times of the day that best suit their schedules, and previous training in water resources 
conservation and management. Specific knowledge gaps will be assessed on topics like conservation 
and protection of water sources and natural infrastructure, impacts of climate change and adaptation 
measures, technical and administrative skills for water management. The assessment must provide 
recommendations for the development of a blended learning approach that combines synchronous 
virtual learning and in-person activities. 

108.  The list of trainees will be prepared in close collaboration with the MAATE?s regional offices in 
Machala and Loja and the AAA Jequetepeque ? Zarumilla (includes ALA Tumbes, ALA Chira and 
ALA San Lorenzo). These persons will be contacted to verify their interest in participating in the 
training activities, their internet access and logistics for in-person activities.



109.  Second, two specialised entities (e.g., private companies, universities, NGOs) will be contracted 
to develop and implement the training courses in Ecuador and Peru. The senior water resources 
specialist will make sure that both entities work together to ensure (i) a backbone of common topics for 
all participants and (ii) specific elements adapted to the needs of each country (e.g., water use 
regulations). 

110.  It is foreseen that the training course will cover the following topics.

111.  General for all participants

?  Conservation and protection of water resources.

?  Natural infrastructure and nature-base solutions.

?  Impacts of climate variability and climate change.

?  Mitigation and adaptation to climate change.

?  IWRM principles.

?  Transboundary IWRM.

?  Gender equality and intergenerational equity for IWRM.

?  Leadership for community water management.

For drinking water, sanitation, and irrigation boards

?  Conservation and management of water sources.

?  Operation and technical maintenance of drinking water / sanitation / irrigation systems.

?  Social and administrative management of water (drinking water / sanitation / irrigation).

For community leaders

?  Water and health (importance of drinking water consumption and importance of the care and 
maintenance of drinking water systems).

?  Water culture (care, saving and reuse of water at home and at the community level).

112.  The training course will consist of (i) synchronous online modules and workshops and (ii) in-
person field activities -- using the on-farm field day methodology (ICTA, 2015; SARE, 2021) to 
demonstrate, for example, cleaning filters in drinking water systems, and pressure measurement in an 
irrigation system. In Ecuador the training course will be in line with the Water Schools training model. 
The project management unit will seek to use training materials and experience and to collaborate with 



other GEF initiatives like the TDPS project (GEF ID 5748) and the Mira ? Mataje project (GEF ID 
9566).

113.  The training course proposal will be reviewed by the Technical Secretariat, MAATE?s regional 
offices in Machala and Loja and the AAA Jequetepeque ? Zarumilla. The gender, safeguards, and 
participation specialist will ensure that the training modules are gender sensitive and facilitate the 
engagement of women and youth.

114.  Third, the training course will be executed by the contractors under the supervision of the 
National coordinator in Ecuador. The in-person field activities will be implemented in strategic and 
accessible localities. These will be one-day sessions to minimise the disturbance of productive or home 
activities of the trainees. The project will reimburse transportation costs and will provide food and 
refreshments.

115.  Finally, a year after finishing the course a stratified sample of the trainees will be contacted to 
evaluate the use and impact of the training provided.

Output 1.2.3. One hundred persons from main IWRM institutions have been trained in gender equality 
and intergenerational equity.

116.  To mainstream gender equality and intergenerational equity into the binational institutions at the 
national, regional, and local levels, it is necessary that key personnel understand these topics. 
Therefore, based on the results of the gender equality and intergenerational equity assessment (output 
1.1.3), a series of training courses on gender, masculinities, and youth will be prepared. Training will 
focus on (i) the executives and technical teams of the VMW-MAATE and ANA, (ii) the members of 
the GIRH Binational Commission Peru - Ecuador, (iii) the members of the Technical Secretariat, and 
(iv) the members of the IWRM Committees by basins (four tailor-made courses in total).

117.  The specific training course for each group will highlight the issues regarding access, 
participation into decision-making, and control of water resources of women, men, and young people. 

118.  Training of VMW-MAATE and ANA personnel and the members of the GIRH Binational 
Commission Peru ? Ecuador and the Technical Secretariat will be done through online sessions. 
Training of the members of the IWRM Committees by basins will be done via in-person workshops. 

Output 1.2.4. An inclusive communication strategy to broaden support and action for transboundary 
IWRM prepared and under implementation.

119.  To complement the training activities (outputs 1.2.1 to 1.2.3), the project will prepare an inclusive 
and comprehensive communication strategy to expand awareness and knowledge on transboundary 
IWRM-related issues in the three basins. It will use inclusive language, facts, and examples to promote 
the integration of gender equality and youth equity. The strategy design and implementation will be 
overseen by the communications and knowledge management specialist (COM) and the GPE.



120.  First, a rapid situation analysis will be prepared to assess the population?s level of knowledge 
about transboundary IWRM and to identify the best channels to reach the target audience. In addition, 
the lessons from the IWRM project will analysed.

121.  Second, the strategy will be designed. It will aim to increase awareness and knowledge about 
transboundary IWRM in the population of the three transboundary basins. A key element will be to 
promote a sense of belonging and being part of a transboundary river basin.

122.  The strategy will contain, at least, the following elements: specific target audiences (e.g., women, 
farmers), intended communication outcomes (targets), key messages, main channels to be used (e.g., 
radio, social networks, community meetings), messengers, indicators, and an implementation schedule.

123.  The strategy will be prepared through a participatory process with the project?s communications 
working work (output 4.2.1). This will contribute to build upon the communication strategies of the 
project partners and to sustain communication efforts after project closure.

124.  Third, the project will support the initial implementation of the communication strategy. For this, 
a communication assistant will be contracted, and some materials and campaigns will be sponsored for 
30 months. Hereafter, project partners will assume full implementation of the communication strategy, 
as part of the sustainability strategy of the project.

125.  The communication assistant will be based in the project satellite office in Loja under the 
guidance of the communications and knowledge management specialist. Together they will work with 
the communication officers of the project partners to coordinate implementation actions. Every six 
months the communications working group will document learnings and assess progress and impacts.

Component 2. Improved management, protection and conservation of water sources, and improvement 
of water use efficiency and quality.

Outcome 2.1.  Improved binational management of the Zarumilla transboundary aquifer.

126.  This outcome will strengthen and improve the management of the Zarumilla transboundary 
aquifer by generating binational information and an agreed management model.

Output 2.1.1. Improved information tools for the sustainable use of the transboundary Zarumilla aquifer 
developed.

127.  The aquifer does not have formally established binational management. Therefore, there are no 
agreements for consultations or to process and exchange of information or protocols to execute 
measurement campaigns.

128.  First, the project will encourage a dialogue process between the parties on coordination and 
cooperation for the management of the transboundary aquifer. This will allow to outline lines of action 
and to adopt temporary measures for the generation and management of information until a formal 
binational protocol is formally established.



129.  During the first semester of year 2, two roundtables will be organized to agree on:  the control 
network for piezometric levels, control points and points for hydro-geochemical monitoring of water. 
The academy will be invited to contribute during this dialogue. A key input will the proposed 
optimized network that was prepared by the IWRM project (PNUD, 2020).

130.  It is expected that in the roundtables key aspects for the information gathering (e.g., equipment, 
monitoring sites, definitive points of the piezometric monitoring network) will be discussed and agreed. 
This will serve to establish the guidelines and agreements that must be considered to implement a 
binational information system.

131.  Second, information will be collected. This will provide data and information to optimise the 
binational monitoring network and to generate a joint vision of the water system. The project:

?  will provide key equipment to strengthen the piezometric monitoring network (e.g., 
transducer, sensors).

?   will support the implementation of a campaign for piezometric and hydrogeochemical 
measurement, and 

?  will contract laboratory services for the hydrogeochemical analysis of the water samples 
obtained during the monitoring campaign. 

132.  These activities will be implemented in coordination with MAATE (in coordination with 
INAMHI) and ANA. The project will encourage the participation of local universities.

133.  Third, the project will support the development and implementation of a binational information 
system. For proper management of the transboundary aquifer, it is important to have a binational 
information system agreed upon by the parties, which can be accessed by stakeholders and decision 
makers. Therefore, a hydrology/hydrogeology specialist will be contracted to design and implement the 
information system, as well as to analyse historical data on exploitation volumes, piezometric levels 
and hydro-geochemistry. Including information provided by ANA. This activity will be implemented 
once the information exchange protocol for the aquifer has been adopted by the parties (paragraph 
143).

134.  The binational information system for the aquifer will be developed in a participatory manner 
with ANA, MAATE (in coordination with INAMHI) to agree on standardised format, units, and 
methodologies for filling gaps, among others. The project management unit will seek advice and 
support from specialised entities such as the International Groundwater Resources Assessment Centre 
(IGRAC).

135.  Finally, the project will contribute to improve the conceptual hydrogeological model of the 
Zarumilla aquifer building upon the existing one. The hydrogeological model to be developed will 
serve to establish recharge, storage, and discharge mechanisms, and water balance, among other 
aspects that will be considered necessary. Modelling will also include an analysis of the impacts and 
risk vulnerability to climate change on current and future water balance. The analysis of impacts and 



vulnerability will allow to define responses to different scenarios or phenomena that are considered a 
risk to water resources. This will in turn allow the design of pertinent mitigation and protection actions. 
The improved model will allow to know the potential of the subterranean water resource of the basin, 
from which proposals will be developed for the use, management, and use of subterranean water. It is 
expected that the information obtained through the implementation of the piezometric monitoring 
network and the water quality monitoring campaign (paragraph 131) will be included in the analyses. 

136.  The project will contract a specialist to develop the model in close collaboration with ANA and 
MAATE.

Output 2.1.2. An agreed management model for the binational management of the Zarumilla 
transboundary aquifer.

137.  The project will support that the parties agree on a binational management scheme for the water 
resources and associated biodiversity of the Zarumilla transboundary aquifer.

138.  First, the project will provide an international specialist to work with the parties to draft a 
management model that includes administrative and financial arrangements. The IWRM plan of the 
Zarumilla basin (ANA & MAAE, 2020) will be a main input. The draft management model will be 
analysed and adjusted in a binational workshop with the competent authorities and the ministries of 
foreign affairs. 

139.  The project management unit will facilitate advice and support from key world cases like the 
Guarani Aquifer and the Franco-Swiss Genevois Aquifer, among others.

140.  Second, the project will provide a legal advisor / consultant to draft a binational framework 
agreement for the management of the transboundary aquifer. It is foreseen that this document:

?  will build upon the existing binational agreements to generate mutual benefits that fortify 
integration, peace, and security in the border area, and 

?  will integrate technical and legal elements.

141.  The project will encourage that the binational framework agreement integrates, as much as 
possible, gender and intergenerational aspects. 

142.  The legal advisor / consultant will work with an executive binational working group formed by 
formally designated representatives from Ecuador (MAATE, MAG, INAMHI, MREMH) and Peru 
(MINAM, ANA, SERNANP, MIDAGRI, MREP). It is expected that this committee will produce an 
agreed binational framework agreement to be endorsed through the pertinent diplomatic and 
administrative channels.

143.  Finally, the project will support the preparation of an information exchange protocol. The 
protocol will be based on best practical global practice on data sharing in transboundary waters to be 
effective and efficient (Muyuyu et al., 2020; IWMI, 2021; Muyuyu & Lautze, 2021). It is foreseen that 
the protocol will include qualitative and quantitative data (e.g., exploitation volumes, piezometric 



levels, hydro-geochemistry) and practical arrangements like data homologation, standardization, 
integration, dissemination and transmission, obligation to maintain equipment, notification of loss of 
equipment, among others.

144.  The information exchange protocol will be drafted together with ANA and MAATE. It is 
expected that an agreed final version will be endorsed through the pertinent diplomatic and 
administrative channels.

Outcome 2.2. Protection and conservation of water sources and natural infrastructure strengthened and 
improved to ensure water supply (quantity and quality) through ecosystem management.

145.  To build this outcome the project will implement a series of practical actions to potentiate 
conservation and improved management of headwaters and key ecosystems (e.g., cloud forests, 
paramos). This will be done together with (i) the national and local authorities related to IWRM, (ii) the 
local communities and user groups, and (iii) the existing water funds. 

Output 2.2.1. Ten demonstration interventions implemented for the protection and conservation of 
recharge and catchment areas.

146.  The project will implement ten interventions (five on each country) on conservation and 
restoration of water production areas (Table 3, Figure 3). The interventions and sites were identified 
and decided through a participatory process with project partners and local entities (e.g., municipalities, 
water funds, irrigation groups). Annex 15 of the PRODOC compiles the memoirs of all meetings. All 
interventions contribute to confront key problems identified in the TDA and to attain specific 
objectives of the SAP.

147.  FORAGUA will be the responsible party that will implement the five interventions in Ecuador 
(Table 4). In Peru, FORASAN Piura will implement the Subcuenca Quiroz and the Anchalay and 
Hualambi interventions and AIDER will implement the intervention in Cerros de Amotape National 
Park. The responsible parties for the interventions in (i) Pampas de Hospital and San Jacinto and (ii) 
Cooperativa agraria Culqui will be selected at project start. The selection criteria for the selection of 
these responsible parties will include and give high priority weigh to practical experience on vegetation 
restoration for watershed conservation.

 

Table 3. Surface of restored natural vegetation and areas under improved management generated by the 
project interventions (output 2.2.1).

Short name

Municipality 
(Ecuador) or 

District 
(Peru)

Country Transboundary 
watershed

Total surface

 restored (ha)[a]

Total surface 

under improved 
management (ha) [b]



With 
GEF 

funding

With co-
financing

With 
GEF 

funding

With co-
financing

Macar? 
water 
conservation 
intervention

Macar? Ecuador Catamayo - 
Chira 280 1,757 200 2,290

Zaruma 
water 
conservation 
intervention

Zaruma Ecuador Puyango - 
Tumbes 250 1,033 250 950

Loja water 
conservation 
intervention

Loja Ecuador Catamayo - 
Chira 370 683 30 2,908

Celica water 
conservation 
intervention

Celica Ecuador Catamayo - 
Chira 200 2,047 200 267

Las Lajas 
water 
conservation 
intervention

Las Lajas Ecuador Zarumilla

120 590 80 513

Quiroz sub-
basin

Ayabaca, 
Paimas and 
Pacaipampa

Per? Catamayo - 
Chira 350 1,606.18 - -

Anchalay y 
hualambi

Jilil? Per? Catamayo - 
Chira 217 300 - -

Cerros de 
Amotape

Pampas de 
Hospital, San 
Jacinto, San 
juan de la 

Virgen and 
Matapalo

Per? Puyango ? 
Tumbes

Zarumilla 125 6,062 - -

Pampas de 
Hospital y 
San Jacinto

Pampas de 
Hospital and 
San Jacinto

Per? Puyango - 
Tumbes 300 1,503.75 - -

Cooperativa 
agraria 
Culqui

Paimas Per? Catamayo - 
Chira 100 300 - 100

   Total (ha) 2,312.00 15,881.93 760 7,028.00

[a] Contributes to GEF core indicator 3.2. | [b] Contributes to GEF core indicator 4.1.



 

Table 4. Responsible parties for project site interventions in outputs 2.2.1, 2.3.1, 2.4.1 and 3.2.1.

Short name Municipality or District Country Transboundary 
watershed

Responsible 
party

Output 2.2.1. Ten demonstration interventions implemented for the protection and conservation of 
recharge and catchment areas.

Macar? water 
conservation 
intervention

Macar? Ecuador Catamayo-Chira FORAGUA

Zaruma water 
conservation 
intervention

Zaruma Ecuador Puyango-Tumbes FORAGUA

 

Loja water conservation 
intervention

Loja Ecuador Catamayo-Chira

 

FORAGUA

 

Celica water 
conservation 
intervention

Celica Ecuador Catamayo-Chira

 

FORAGUA

 

Las Lajas water 
conservation 
intervention

Las Lajas Ecuador Zarumilla FORAGUA

 

Subcuenca Quiroz 
intervention

Ayabaca, Pacaipampa, 
Paimas, Jilil?

Per? Catamayo-Chira

 

FORASAN 
Piura

Anchalay and Hualambi 
Intervention

Jilil? Per? Catamayo-Chira

 

FORASAN 
Piura

Cerros de Amotape 
Intervention

Pampas de Hospital, San 
Jacinto, San Juan de la 
Virgen

Per? Puyango-Tumbes AIDER

Pampas de Hospital and 
San Jacinto Intervention

Pampas de Hospital and 
San Jacinto

Per? Puyango-Tumbes To be 
defined?

Cooperativa agraria 
Culqui Intervention

Paimas Per? Catamayo-Chira

 

To be 
defined?

Output 2.3.1. Three demonstration interventions implemented on water saving irrigation for climate 
resilient agriculture.



Short name Municipality or District Country Transboundary 
watershed

Responsible 
party

Algarrobillo irrigation 
intervention

Celica Ecuador Catamayo-Chira To be 
defined?

Sabiango irrigation 
intervention

Macar? Ecuador Catamayo-Chira To be 
defined?

Cooperativa agraria 
Culqui irrigation 
intervention

Paimas Per? Catamayo-Chira To be 
defined?

Output 2.4.1. Two priority demonstration interventions implemented for the reduction of pollution 
sources.

Pollution reduction in 
Zaruma canton

Zaruma Ecuador Puyango-Tumbes

 

FORAGUA

 

Pollution reduction in 
San Jacinto

San Jacinto Per? Puyango-Tumbes None?

Output 3.2.1. One binational flood early warning system operating and rolled out to the local 
communities.

Binational flood early 
warning system for the 
Zarumilla transboundary 
basin

Zarumilla, Pampas de 
Hospital and

San Jacinto (Peru), Las 
Lajas and Huaquillas 
(Ecuador)

Ecuador 
and Peru

Zarumilla None?

? To be defined at project start.

? The project unit will directly contract the purchase and installation of the equipment (output 2.4.1).

? INAMHI and SENAMHI will jointly develop the technical activities. The project unit will contract 
support personnel, purchase equipment and supplies, and provide logistic support for field work and 
meetings.

 



Figure 3. Project local interventions.

 



 

Figure 4. Overall flowchart for the restoration interventions.

 

148.  In Ecuador, passive restoration will be applied. Passive restoration (currently also called natural 
restoration) consists in ending the prior anthropogenic land use type to allow the forest for natural or 
unassisted recovery by means of human interventions such as fencing, weed control and fire protection 
(Crouzeilles et al., 2016; Meli et al., 2017). Restoration will be implemented in Municipal 
Conservation and Sustainable Use Areas (ACMUS) that are managed by FORAGUA. ACMUS are 
areas (private, communal, or public property), within a canton, officially established by the 



municipality, in which land use is restricted to preserve, conserve or restore ecosystems to ensure water 
production, biodiversity protection and the provision of environmental services. The designation of an 
ACMUS does not imply the extinction of land tenure or property, but it implies fulfilling the 
environmental function. ACMUS are ?other effective area-based conservation measures? (OMECs for 
its acronym in Spanish) as defined by the Convention on Biological Diversity (Decision 14/8 of 
2018[9]9).

149.  In addition, the interventions in Ecuador will include: (i) the provision of plants and technical 
assistance to incentive that land holders develop silvopastoral production systems, and (ii) the 
plantation of trees to form natural fences to prevent flooding and landslides. The increment of trees in 
grasslands (silvopastoral systems) is a proven tool to reduce the impacts of cattle husbandry and to 
improve the condition of Andean waterheads (Char? & Murgueitio, 2005; Giraldo et al., 2011; Rivera 
et al., 2013).

150.  In Peru, active restoration will be applied. Active restoration is the application of a range of 
human interventions in an effort to accelerate and influence the successional trajectory of recovery 
(Meli et al., 2017). In the present case, the intervention will consist of planting native tree species to 
recover degraded areas and to build natural fences for slope protection.

151.  At project start, a working group (with the support of a biodiversity expert) will be formed with 
the three water funds (FORAGUA, FORASAN, FAQCH) and AIDER to exchange experience and 
delineate guidelines for the vegetation restoration process, based on proven practices. These guidelines 
will comply with the requirements of SES Standard 1[10]10 and a Biodiversity Action Plan[11]11 (BAP) 
and will become mandatory for all project interventions.

152.  The process flowchart is presented in Figure 4. On each of the 10 interventions the following 
steps will be implemented:

?  The first step will be to prepare a georeferenced map of the intervention area.

?  The second step will be to select and map each plot to be restored. 

?  The third step will be to apply a Social and Environmental Standards (SES) risk screening to 
identify potential new risks and develop pertinent management measures. 

?  The fourth step will be to prepare:

-             A Livelihood Action Plan[12]12 (LAP) for the intervention sites that are not within protected 
areas. Two LAPs will be prepared, one for the five intervention areas in Ecuador (LAP Ecuador) and 
another for the four intervention areas in Peru (LAP Peru) (Annex 4 of the PRODOC). 



-             A Process Framework[13]13 for the intervention area in Cerros de Amotape that is within a 
protected area (PF Amotape). 

?  The fifth step will be to sign a long-term conservation agreement with each plot landowner 
(individual, municipality, or community) to ensure that the restored area will be maintained 
and to provide incentives to individual and community landowners.

?  The sixth step will be to prepare the site restoration plan for each plot. This plan will be based 
upon the ?proven practice guidelines for vegetation restoration for watershed conservation? 
(paragraph 151) and will comply with the requirements of a BAP and the SES Standard 1. It 
will establish a detailed workplan and budget for plot intervention (e.g., planting density, 
plant species to be used, seedling suppliers). Only manual methods will be used for site 
preparation, planting, and maintenance. Synthetic chemical herbicides will not be allowed 
for weed control. The plan will specifically indicate that all residues (e.g., growbags, wire 
cuttings, paper) will be carefully collected and properly disposed.

?  Finally, the restoration interventions will be implemented. 

-          In the case of passive restoration, first, the site will be prepared (e.g., removal of 
debris and introduced species) using manual methods. Then, the site will be fenced with 
barbed wire to prevent cattle grazing. Finally, the site will be subject to long-term 
maintenance (e.g., vigilance, fence repair). 

-          In the case of active restoration, the site will be prepared, then seedlings of native 
plants will be obtained from local nurseries, after that the seedlings will be planted, and 
finally the plantation will be maintained (e.g., weed control, replanting seedlings that 
did not survive). 

In all cases, the project will contribute to maintenance works for the first two years, after that, long-
term maintenance will be managed by the local entities (i.e., FORAGUA, FORASAN Piura, 
SERNANP, AIDER).

153.  The details for each of the ten demonstration interventions are found in the PRODOC, see 
paragraph 218 onwards.

Output 2.2.2. Four studies prepared to identify key protection and conservation areas on each 
transboundary basin.

154.  The project will contribute to expand the area under improved management in the transboundary 
basins. For this, four studies will be prepared to identify key areas that need to be conserved.

1. Identification of ACMUS in Las Lajas canton.



155.  As indicated before the GAD Las Lajas, located in the upper part of the Zarumilla transboundary 
basin, has not yet issued an ordinance to establish ACMUS. Therefore, the project will assist the GAD 
Las Lajas and FORAGUA by identifying priority areas of natural infrastructure to be restored or 
conserved to improve water-related ecosystem services, ecosystem connectivity and the protection of 
native biodiversity. The study will be the basis for the issuing of the ordinance to establish ACMUS 
and eventually the incorporation of the GAD Las Lajas into the regional water fund. 

156.  The study will include:

?  A local baseline survey of water sources for human consumption managed by the GAD Las 
Lajas.

?  Prioritization of water sources to be declared ACMUS and specific biophysical, 
socioeconomic, and legal analyses of each site.

?  For each ACMUS candidate prepare a zoning scheme (intangible, restoration, and sustainable 
use / production).

?  For the set of new ACMUS to be established prepare a Livelihood Action Plan11 to prevent 
economic displacement of local land holders and resource users (Annex 4 of the PRODOC).

?  An assessment of the current state of the infrastructure, operation and maintenance of the 
water system or systems for human consumption, which are supplied by the water source(s) 
of the ACMUS candidates.

?  Proposal for ACMUS designation, including management alternatives, the calculation of the 
environmental fee to be charged to water users, and the technical and financial mechanism 
for its operation.

157.  Finally, a draft ACMUS ordinance will be prepared together with the municipality to be 
processed through the pertinent administrative channels. It is foreseen that the GAD Las Lajas will 
issue the ACMUS ordinance. Once the ordinance is issued, the project will provide additional support 
to this municipality (paragraphs 158 and 169).

2. Management plans for ACMUS on the three transboundary basins.

158.  The project will invest GEF resources to sponsor the development of management plans for 
ACMUS located in the following areas:

?  The Las Lajas canton in the Zarumilla transboundary basin.

?  The Zaruma canton in the Puyango ? Tumbes transboundary basin.

?  The Loja, Macar? and Celica cantons in the Catamayo ? Chira transboundary basin.



159.  In Las Lajas, the management plan will be prepared after the ACMUS ordinance is issued. This 
work will expedite the implementation of the newly created ACMUS.

160.  The other four cantons have declared ACMUS and are members of FORAGUA. But they have 
not yet prepared these strategic planning instruments that are critical to improve the management of 
these areas.

3. Identification of degraded areas within the Parque Nacional Cerros de Amotape.

161.  As mentioned before, the Parque Nacional Cerros de Amotape is an important component of the 
Tumbes and Zarumilla watersheds. There are people living inside the national park and its buffer zone 
whose activities deteriorate native biodiversity, such as selective deforestation, extensive goat and 
cattle ranching, and hunting. The degradation and loss of vegetation cover, overgrazing and forest fires 
lead to soil impoverishment, landscape alteration, habitat fragmentation and loss, and deterioration of 
environmental services. Therefore, GEF resources will be invested to: (i) map degraded areas in the 
Parque Nacional Cerros de Amotape and its buffer zone, and (ii) prepare a long-term restoration plan. 
This work will contribute to streamline the restoration actions to be undertaken by AIDER as part of 
the administration contracted signed with SERNANP. It is estimated that about 12,000 ha will need to 
be restored.

4. Identification of areas for the conservation of water sources and ecosystems in the Quiroz and 
Macar? sub-basins

162.  In the headwaters of the Quiroz and Macar? sub-basins (Catamayo ? Chira transboundary basin), 
there are paramos and mountain rainforest ecosystems of great importance for water regulation. 
Together with the Catamayo River, these are the main tributaries to the Chira River, where interannual 
variability shows that average annual flows in dry years can be below 10 m3/s, at the Ardilla station, at 
the entrance to the Poechos reservoir.

163.  In both areas there have been important actions to restore and protect the water sources. For 
example, the Water without Borders project (2015 ? 2018) executed in the Macara sub-basin by the 
Loja Provincial Government and the Piura Regional Government and the creation of the ?Fondo del 
Agua Quiroz Chira? in 2014.

164.  GEF resources will be invested to map and characterise degraded areas and high-value water and 
biodiversity conservation areas in the Quiroz and Macar? sub-basins. This work will contribute to 
streamline the conservation and restoration actions undertaken by the municipal district governments, 
the GORE Piura, the FAQCH and FORASAN Piura.

Output 2.2.3. Two financing strategies to sustain protection and conservation areas on each 
transboundary basin under implementation.

165.  The project will contribute to strengthen the three existing water funds. For this GEF resources 
will be invested to provide technical assistance as follows:



?  The project will assist FORAGUA to prepare a strategy to reinforce the technical and financial 
mechanism of the water fund. Key issues will be to increase and diversify contributions and 
to manage cross-subsidies to support the small municipalities that do not generate sufficient 
resources from water fees (e.g., Las Lajas).

?  The project will assist FORASAN Piura and FAQCH to strengthen and expand the use of the 
compensation mechanism for hydrological ecosystem services in the Catamayo ? Chira 
watershed. Key issues will be to mobilise funding from private sector (e.g., commercial 
farmers) and to develop mechanisms to support IWRM in low-income localities. The project 
will also assist local and regional governments to identify and execute a portfolio of 
investment projects and access to new financial mechanism, for the new conservation areas 
identified in the Catamayo Chira basin.

166.  The project will sponsor two binational meetings of the three water funds:

?  The first meeting will focus on: (a) the exchange of experience and good practice, (b) the 
identification of challenges and opportunities to strengthen their work, and (c) common and 
coordinated action in the three transboundary basins. The results of this meeting will be 
inputs for the preparation the above-mentioned strategies. Representatives from other mature 
experiences will be invited to enrich the dialogue.

?  The second meeting will serve to analyse the challenges and opportunities to implement the 
new strategies and to outline roadmap for collaborative work on the three transboundary 
basins.

167.  The memoirs of each meeting will be publicly available through the range of virtual channels of 
the project partners and the three water funds.

Output 2.2.4. Technical files prepared for the creation of new sites to conserve natural infrastructure for 
water.

168.  GEF resources will be invested to establish eight new conservation areas to safeguard the 
headwaters in both countries.

169.  In Ecuador, the project will assist the municipalities of Las Lajas (Zarumilla transboundary 
basin), Pindal (Catamayo ? Chira transboundary basin) and Atahualpa (Puyango ? Tumbes 
transboundary basin) to prepare the pertinent baseline studies and technical files to declare new 
ACMUS on each municipality. The area covered by the three new ACMUS cannot be precisely 
estimated at this moment, but it is estimated that they will cover about 3,000 ha in Las Lajas, 2,000 ha 
in Pindal, and 1,300 ha in Atahualpa. The work in Las Lajas will be undertaken after the ACMUS 
ordinance is issued (paragraph 157). For the set of new ACMUS to be established a Livelihood Action 
Plan will be prepared to prevent economic displacement of local land holders and resource users 
(Annex 4 of the PRODOC). The new ACMUS will be integrated into the regional programme which is 
implemented by FORAGUA. 



170.  In Peru, the project will assist the GORE Piura, the Provincial Municipalities of Ayabaca and 
Huancabamba and local groups to establish five new priority conservation areas, under the OMEC 
concept, in the Catamayo Chira watershed (Table 5). Baseline studies and technical files will be 
prepared for five areas: 

?  Two Private Conservation Areas in Yanta and Chonta, 

?  Two Municipal Conservation Areas in Romeral and Carrizal, and 

?  The Huaringas Regional Conservation Area. 

171.  For the set of the five new OMECs a Livelihood Action Plan will be prepared to prevent 
economic displacement of the local land holders and resource users (Annex 4 of the PRODOC).

172.  The Yanta, Chonta, Romeral, and Carrizal areas will protect paramos of the Ayabaca province. 
The Huaringas Regional Conservation Areas will connect the paramos of the Ayabaca and 
Huancabamba provinces. Finally, the Yanta and Chonta Private Conservation Areas will be managed 
by a community committee.

173.  In all cases, it is foreseen that the pertinent authorities will establish the new conservation areas 
and will initiate their administration. 

Table 5. New conservation areas to be established to protect waterheads.

Province District Name Area (ha)

Ayabaca Pacaypampa

Ayabaca Ayabaca

Huancabamba Carmen de la Frontera

ACR Huaringas 12,600

Ayabaca Ayabaca

Huancabamba Carmen de la Frontera
ACP Yanta 10,200

Ayabaca Montero ACP Chonta 700

Ayabaca Ayabaca ACA Romeral 1,500

Ayabaca Ayabaca ACA Carrizal 1,200

  Total (ha) 26,200

ACR = Regional Conservation Area. ACP = Private Conservation Area. ACA = Municipal Conservation 
Area.

Outcome 2.3. Improved management of irrigation systems in vulnerable areas.



174.  Community-managed irrigation systems are widespread along the three transboundary basins. 
Irrigation improves the efficiency of water use and is a ?climate-smart agriculture? practice because it 
reduces the dependence on precipitation cycles. However, community-managed irrigation systems face 
several problems like insufficient maintenance and governance issues. This outcome will contribute to 
support community-based irrigation in three demonstration sites (Algarrobillo and Sabiango in Ecuador 
and Culqui in Peru). The sites were identified and chosen through a participatory process with project 
partners and local entities.

175.  In the three cases the project will:

?  rehabilitate key elements of the existing system and introduce technological improvements, 

?  provide technical assistance on efficient water use and governance of community irrigation 
systems, and

?  motivate the engagement of women and young persons.

176.  A gathering of the three irrigation groups will be organised to exchange experience and to 
document their learnings. It will be encouraged that women and young people from each community 
participate in this meeting. Also, the communications and knowledge management specialist will 
prepare life history cases of men and women of these irrigation groups to inspire other irrigators 
worldwide. The life history cases will be disseminated through the IW LEARN portal.

Output 2.3.1. Three demonstration interventions implemented on water saving irrigation for climate 
resilient agriculture.

177.  The project will implement three interventions to improve 150 ha of small-scale community-
based irrigation systems (Figure 3). The interventions and sites were identified and decided through a 
participatory process with project partners and local entities (e.g., municipalities, irrigation groups). 
Annex 15 compiles the memoirs of all meetings. All interventions contribute to confront key problems 
identified in the TDA and to attain specific objectives of the SAP.

178.  On each irrigation intervention, once the specific sites are selected (e.g., irrigation plots), a SES 
risk screening will be implemented to identify potential new risks and develop pertinent management 
measures.

179.  No responsible parties were identified during project preparation (Table 4). At project start, the 
project management unit will try to identify local organisations that could directly support the irrigation 
interventions. If no local organisations are available, then the project will directly execute these 
interventions. 

1. Algarrobillo irrigation intervention

180.  Algarrobillo is a village of the Celica canton (Loja province, Catamayo ? Chira transboundary 
basin). It has about 573 persons. The main activities are the production of maize and fruits and cattle 
farming. 



181.  The existing community irrigation system has a main distribution channel and two irrigation 
branches. It supplies gravity flow irrigation through shifts for users. The irrigation channel is 
deteriorated causing water runoff. Irrigation water is used to produce maize (30%) and grasses for 
cattle grazing. The irrigation system is managed by the "Junta General de Usuarios de Los Canales de 
Riego Algarrobillo" (General Board of Users of the Algarrobillo Irrigation Canals). This is a legal 
organisation, but they need to update their documents with the water authority. In addition, there are 
organisation issues that generate conflicts between irrigators and members of the community. 

182.  The project will contribute to improve the community irrigation system and to mobilise support 
from the provincial government. The Loja provincial government is responsible for planning, building, 
operating, and maintaining irrigation systems. However, community systems tend to be unattended. 

183.  GEF resources will be invested to develop 60 ha of water-efficient micro-sprinkler irrigation. The 
GEF funds will allow to:

?  Rehabilitate the most critical sections of the community irrigation system.

?  Install the micro-sprinkler irrigation system.

?  Train the board of irrigators for the operation, maintenance, and administration of the 
community irrigation system.

?  Promote the engagement of women and youth into the board of irrigators and irrigation 
activities.

184.  Rehabilitation will be a manual operation that includes the demolition and restoration of sections 
of the irrigation channel. Local beneficiaries will contribute part of the workforce for the manual 
construction works. All residues (e.g., damaged concrete and wood planks, wire cuttings, cement bags) 
will be carefully collected and properly disposed.

185.  Micro-sprinkle irrigation is a proven tool for climate-smart agriculture (Communal et al., 2016; 
Cachipuendo, 2022). It can increase yields and decrease water, fertiliser, and labour requirements by 
applying water directly to the plants? root zone. Micro-irrigation reduces loss of water through 
conveyance, run-off, deep percolation, and evaporation. This kind of irrigation system also contributes 
to prevent frost damage. Specific micro-sprinkle systems will be installed in individual farm plots. 
Each system will include a tank, a control or shut-off valve, a filter, a main line and drip laterals. The 
beneficiaries will contribute workforce by digging the shallow trenches (about 12 cm deep) to lay down 
the flexible pipes and sprinkles. All residues (e.g., tube cuttings, packaging, wire cuttings) will be 
carefully collected and properly disposed.

186.  This intervention will contribute to address the following problem of the Catamayo ? Chira 
transboundary basin: "hydrological droughts and low flows in dry season. In addition, it will contribute 
to attain the general objective 4 of this basin: "promote the efficient and sustainable use of water 
resources in the Catamayo-Chira transboundary basin."

2. Sabiango irrigation intervention



187.  Sabiango is a parrish of the Macar? canton (Loja province, Catamayo ? Chira transboundary 
basin) with a population of about 651 persons. The main activities are the production of maize, peanuts 
and fruits and cattle farming.

188.  The existing community irrigation system has a main distribution channel with earth and concrete 
sections. It supplies gravity flow irrigation through shifts for users. Irrigation water is used to produce 
maize, fruits, short-cycle vegetables and grasses.

189.  The system is managed by the ?Asociacion de Trabajadores Agricolas de Sabiango? (Sabiango 
Farm Workers Association). The irrigation system is deteriorated causing water runoff. The association 
has limited capacities to manage the irrigation system. In addition, their legal status is outdated. 

190.  The project will contribute to improve the community irrigation system and to mobilise support 
from the parish and provincial governments. The parish development plan includes actions to improve 
the irrigation network. However, their investment budget is very limited. On the other hand, the Loja 
provincial government is responsible for planning, building, operating, and maintaining irrigation 
systems. Though, community systems tend to be unattended. 

191.  GEF resources will be invested to develop 40 ha of water-efficient micro-sprinkler irrigation. The 
GEF funds will allow to:

?  Rehabilitate the most deteriorated sections of the community irrigation system.

?  Install the micro-sprinkler irrigation system.

?  Train the association for the operation, maintenance, and administration of the community 
irrigation system.

?  Promote the engagement of women and youth into the association and irrigation activities.

192.  The works to rehabilitate the irrigation channel and to install the micro-sprinkle irrigation system 
on individual farm plots are similar to those explained in paragraphs 184 and 185.

193.  This intervention will contribute to address the following problem of the Catamayo ? Chira 
transboundary basin: "hydrological droughts and low flows in dry season. In addition, it will contribute 
to attain the general objective 4 of this basin: "promote the efficient and sustainable use of water 
resources in the Catamayo-Chira transboundary basin."

3. Cooperativa agraria Culqui irrigation intervention

194.  As mentioned before, Culqui is a locality of the Paimas district (Catamayo ? Chira transboundary 
basin). The main problem is water deficit for agriculture production. This is caused by poor 
management of the irrigation network and inefficient use of water for agriculture purposes. In addition, 
water availability has greatly reduced, in part due to loss and degradation of natural vegetation cover. 



195.  The existing irrigation system is managed by the "Cooperativa Agraria de Producci?n Culqui". 
Now they practice gravity flow irrigation to cultivate corn, rice, peas and asparagus. Their current 
irrigation efficiency is 45%

196.  First, the project will assist the District Municipality of Paimas and the Culqui Cooperative to 
mobilise public investment to improve the water irrigation system. The improved system will enable 
that Culqui farmers develop commercial scale production of yellow pitahaya (Hylocereus 
megalanthus). The yellow pitahaya is a vine cacti native to Colombia, Bolivia, Ecuador, and Venezuela 
(Lim, 2012; Mizrahi, 2014). Culqui farmers produce very small amounts of pitahaya. However, with 
improved water management they can take advantage of the growing local and international demand of 
this fruit.

197.  Next, GEF resources will be invested to develop 50 ha of water-efficient micro-sprinkler 
irrigation. The parallel public investment project will develop an additional 100 ha. The GEF funds will 
allow to:

?  Install the micro-sprinkler irrigation system.

?  Produce pitahaya cuttings to plant 50 ha.

?  Install small water reservoirs (one per hectare).

?  Train local farmers on the use and maintenance of the micro-sprinkler irrigation system and 
other climate-smart water management techniques.

198.  The works to install the micro-sprinkle irrigation system on individual farm plots are like those 
explained in paragraph 185. 

199.  This intervention will contribute to address the following problem of the Catamayo ? Chira 
transboundary basin: "insufficient availability of water and decrease in natural flows over time, which 
affect the balance between supply and demand, and limited availability of hydraulic infrastructure for 
access to water.? In addition, it will contribute to attain the following strategic objective of the SAP of 
this basin: SO. 4.2. promote the implementation of interventions or projects for exploitation, efficient 
use, and conservation of water resources.

 

Outcome 2.4. Reduction of pollution sources.

200.  To build this outcome the project will support: (i) two demonstration interventions that contribute 
to address the main problems of each country, and (ii) the development of a binational water pollution 
dialogue platform on each transboundary basin. The demonstration interventions will address water 
pollution caused by farm animals (Zaruma in Ecuador) and the removal of heavy metals from drinking 
water (San Jacinto in Peru). The dialogue platforms will contribute to build mutual understanding and 
positive dialogue to address the main water pollution problems on each transboundary basin.



Output 2.4.1. Two priority demonstration interventions implemented for the reduction of pollution 
sources.

201.  The project will implement two water pollution interventions (Figure 3). In Ecuador, the 
intervention will focus on reducing effluents from farming activities. In Peru, the intervention will 
focus on removing heavy metals from drinking water. The interventions and sites were identified and 
decided through a participatory process with project partners and local entities (e.g., municipalities, 
irrigation groups). All interventions contribute to confront key problems identified in the TDA and to 
attain specific objectives of the SAP.

202.  For each intervention, once the specific working sites are selected, a SES risk screening will be 
implemented to identify potential new risks and develop pertinent management measures.

1. Pollution reduction in the Zaruma canton

203.  The intervention will focus on pollution of surface water caused by cattle that thrive in water 
recharge areas and raw wastewater from backyard family pig farms. The paddocks are adjacent to the 
streams and cattle roam freely in the area, impacting the streams with their droppings and pathogenic 
bacteria. Also, livestock trampling along streambanks increase dissolved and suspended solids carried 
by streams. All this alter the water quality parameters and may present health hazards to down-stream 
users. In addition, backyard family pig farms[14]14 discharge untreated wastewater and residues into 
the streams. The municipality is preparing a cadastre of pig farms to implement monitoring and control 
actions. At the moment the municipality does not have specific regulations related to pig production 
and waste management.

204.  The GEF resources will contribute to improve water quality in the Mir Mir and Guando rivers 
that are used for human consumption and farming, and to reduce pollution caused by pig farms. The 
following actions will be funded:

?  Install three sewers to channel the water next to the intakes in the Mir Mir and Guando 
micro-basins, this will reduce pollution caused by roaming cattle. The sewers will be hand 
built. A backhoe will be used to dig the hole and to locate the metal pipe (6 m long and 1 
m in diameter). Each sewer will have lateral concrete flaps about two meter long. All 
construction residues (e.g., damaged concrete and wood planks, wire cuttings, cement 
bags) will be carefully collected and properly disposed.

?  Install 30 drinking troughs and barbed-wire fences in the Mir Mir and Guando micro-basins 
to prevent that roaming cattle approach the streams and streambanks. All residues (e.g., 
wood residues, wire cuttings, packaging) will be carefully collected and properly 
disposed.

?  Provide technical assistance to 500 backyard pig farmers (each farmer manages <20 pigs) to 
apply proven practices to improve the management of pig residues and waste.



205.  This intervention will contribute to address the following problem of the Puyango - Tumbes 
transboundary basin: "pollution of surface and groundwater.? In addition, it will contribute to attain the 
following strategic objective of the SAP of this basin: SO 1.2. Develop instruments to improve water 
quality.

2. Pollution reduction in San Jacinto

206.  Carretas, Casa Blanqueada and Oidor are rural localities of the San Jacinto district (Tumbes 
province, Tumbes region, Puyango ? Tumbes transboundary basin). About 2,300 people live in the 
three localities. They consume contaminated water that is not properly treated for human consumption. 
The river receives agriculture runoffs, untreated sewage, and mining effluents. The District 
Municipality of San Jacinto has not been able to cope with the increasing demand for human 
consumption. Therefore, the population use untreated water directly from the river or from water 
tankers. In addition, during the summer months water is scarce and the population is served by water 
tankers and a restricted water distribution service (about two hours of water supply per day). 

207.  The District Municipality of San Jacinto is developing a project proposal to the ?Agua para 
Todos? (Water for All) investment programme of the Ministry of Housing, Construction and Sanitation 
to upgrade drinking water treatment and distribution and wastewater treatment. The GEF resources will 
contribute to add a water treatment module to the water treatment plant to remove heavy metals. The 
following actions will be funded:

?  Prepare an assessment to identify the most effective and cost-effective commercial 
technology to remove heavy metals in San Jacinto?s water treatment plant.

?  Install the water treatment module on the water treatment system which supplies water to 
the Carretas, Casa Blanqueada and Oidor localities. The module will process 130 m? per 
day.

?  Provide training and technical assistance for the operation and maintenance of the water 
treatment module and document learnings.

208.  This intervention will contribute to address the following problem of the Puyango ? Tumbes 
transboundary basin: "pollution of surface water and groundwater.? In addition, it will contribute to 
attain the following strategic objective of the SAP of this basin: SO 2.1 promote the efficient use of 
water and the conservation of water resources in the Puyango ? Tumbes transboundary basin.

Output 2.4.2. A water pollution dialogue platform on each transboundary basin implemented.

209.  Transboundary water pollution is a sensitive issue for Ecuador and Peru. In the three basins there 
are reports of pollution from various sources. For example, in the Catamayo ? Chira basin ANA has 
reported pollution from untreated sewage and agricultural runoffs. In the Puyango ? Tumbes basin, 
mining pollution is a main challenge that was identified in the TDA and the SAP (Proyecto GIRHT, 
2020). A main issue is that in 2018, the Federation of Farmers of Tumbes sued the Ecuadorian State for 
mining contamination of the Puyango - Tumbes river. In May 2020, the Inter-American Commission 



on Human Rights admitted the case (Anon., 2020; P?rez, 2020). The circumstances and ease to discuss 
water pollution are different on each basin.

210.  GEF resources will be invested to promote positive exchange of ideas and forward thinking by 
establishing a dialogue platform on each transboundary basin. It is envisioned that through the dialogue 
process diverse stakeholders will find commonalities and complementarities that become the basis for 
mutual understanding and joint action. 

211.  First, the WRE will prepare a white paper[15]15 about water pollution issues on each 
transboundary basin (three white papers). After that, the dialogue process to be undertaken will be 
agreed with each transboundary river basin committee. Next, the platforms will be implemented 
through a structured dialogue process facilitated by experts. The representatives of user groups, 
authorities and private sector will be invited to participate in a series of four sequential meetings to 
discuss common challenges and to generate concerted common solutions to water pollution. The 
dialogue process will be based on the methods and tools for democratic dialogue (Pruitt & Thomas, 
2007; United Nations, 2007). UNDP will provide strategic advice on this matter. The dialogue 
platforms will contribute to build mutual understanding and positive dialogue aimed to adopt 
collaborative actions to confront the main water pollution issues on each basin (e.g., waste, heavy 
metals, pesticides, among other). Each dialogue session (e.g., ideas, proposals, agreements and 
disagreements) will be documented by the COM. The reports will be publicly available. During the 
final dialogue session participants will be guided by the facilitators to identify lessons from the process. 
To conclude, the project will provide a small fund of USD15,000 per basin to implement (through the 
corresponding transboundary river basin committee) agreed demonstration actions identified by the 
dialogue platform members.

212.  The binational project coordinator will organise the development of the dialogue platforms. The 
gender, safeguards, and participation specialist will ensure that the platforms include gender and 
intergenerational considerations. The communications and knowledge management specialist will keep 
records of each dialogue session and finally will document and systematise the learning from each 
platform into a concise document to be widely distributed.

 

Component 3. Improved monitoring of water quantity and quality and flood risk reduction in the three 
basins.

213.  This component will contribute to build collaborative basin-level mechanisms to generate and 
share key information on water quality and water-related risks. It has two outcomes: (i) to develop a 
binational water monitoring system for each transboundary basin (outcome 3.1), and (ii) to build a 
binational flood early warning system for the Zarumilla transboundary basin (outcome 3.2).

Outcome 3.1. Improved water monitoring



214.  Information based on well-organised and coordinated monitoring programmes is crucial for 
accurate assessments of the status of transboundary water resources. This requires that the parties apply 
harmonized and comparable assessment methods and data management systems as well as uniform 
reporting procedures. 

Output 3.1.1. Collaborative water monitoring for transboundary IWRM.

215.  Output 3.1.1 activities will be defined once the countries have approved the binational protocol 
for monitoring water quality in the nine transboundary basins. The actions of this product related to the 
collection of information on water quality, in the transboundary basins, will support the agreements 
established at the bilateral level within the framework of the presidential meetings and binational 
cabinets. To design the activities it is foreseen that the project management unit will prepare a proposal 
to be analysed and adjusted with the formally designated delegates to the Technical Committee for 
Execution Oversight from ANA, MAATE, MINAM and MREP. Once an agreement is achieved, the 
proposal will be submitted to the Project Board for approval and inclusion into the project?s work plan.

Outcome 3.2. Reduction of impacts from flood risks in the Zarumilla transboundary basin.

216.  The Zarumilla transboundary basin is heavily affected by heavy rainfall events that intensify 
during by El Ni?o, which produce overflows, flooding, and landslides, and affect the population that 
live in the middle and lower basin. About 11.5% of the basin is susceptible to flooding. The most 
affected areas are the cities of Huaquillas and Aguas Verdes, the localities living on the edges of the 
Palmares creek in Ecuador and agricultural areas adjacent to the Zarumilla river. Despite important 
efforts of both parties to mitigate the impacts, there is no exchange of information on flood alerts or 
binational coordination to alert the population and to respond emergencies. A key issue is the lack of 
reliable hydrometeorological information.

217.  The SAP includes a line of action to ?design and implement an effective communication and 
early warning system in the presence of extreme water events? for the Zarumilla basin. Therefore, the 
project will support the development of a binational flood early warning system for this basin (BEWS-
Z).

Output 3.2.1. One binational flood early warning system operating and rolled out to the local 
communities.

218.  A working group (henceforth called BEWS-Z working group) will be formed with key local 
entities of the early warning systems of both countries: (i) Tumbes Regional Emergency Operations 
Centre (COER Tumbes), (ii) El Oro Special Operations Committee (COE El Oro), (iii) PEBPT, (iv) 
SENAMHI, and (v) INAMHI. This working group will:

?  Oversee the development of the BEWS-Z, 

?  Coordinate with competent national institutions of the National Disaster Risk Management 
System (SINAGERD) in Peru and the National Risk and Emergency Management Service 
(SNGRE) of Ecuador, 



?  Mainstream the BEWS-Z into the pertinent institutional arrangements, and

?  Inform progress to the national water authorities and the ministries of foreign affairs of both 
countries.

219.  The development of the BEWS-Z will have four phases that are described below. INAMHI and 
SENAMHI will develop the products of the first two phases. The project will provide them with 
temporary personnel to assist their specialists, travel expenses for field work and materials. At project 
start an agreement will be signed between INAMHI, SENAMHI, the implementing partner and the 
Technical Secretariat to establish specific roles and responsibilities. The communications and 
knowledge management specialist will document and systematise the experience and lessons.

Phase 1. Better understand and manage the risks

220.  A baseline analysis will be prepared to identify hydroclimatic risks, threats, and vulnerable areas 
in the basin. The analysis will be supported with a LIDAR topographic and bathymetric survey of the 
vulnerable areas[16]16. 

221.  Then a mathematical flood model will be prepared to support the design of flood protection 
strategies to reduce the vulnerability of flood prone areas. This tool will be used to prepare a technical / 
contingency plan for flood risk management. 

222.  The BEWS-Z will be gender and youth sensitive. Therefore, an analysis will be prepared to 
identify the needs, concerns and capabilities of women that live in the flood risk areas. The analysis 
will also identify the interest and potential role of young people as risk communicators and response 
collaborators. The analysis will consider previous reports such as Brown (2019).

223.  INAMHI and SENAMHI will guide the BEWS-Z working group to cooperatively prepare a 
binational protocol for information exchange and issuing flood warning and the design of the BEWS-Z. 
The gender, safeguards, and participation specialist will ensure that the BEWS-Z is gender sensitive 
and incorporate intergenerational issues. The final BEWS-Z design will be endorsed by the countries 
through the pertinent channels.

Phase 2. Improve the monitoring network

224.  Together INAMHI and SENAMHI will assess the status of the existing hydrometeorological 
monitoring network and will strategically specify the sites to install an additional (i) four automatic 
meteorological station (two for each country) and (ii) two automatic hydrological stations (one for each 
country). The equipment will be handed to INAMHI and SENAMHI who will manage and maintain it. 
 For this purpose, each entity will sign an agreement certifying that they will ensure their operation and 
will cover all related costs.

Phase 3. Strengthen response capacity of local authorities



225.  The project will provide equipment and software for the emergency control centres. The BEWS-Z 
working group will catalyse the preparation of the pertinent agreements for the operation and 
maintenance of the control centres. 

226.  Personnel from pertinent entities will be trained on the operation and maintenance of the BEWS-
Z.

Phase 4. Strengthen response capacity of local population

227.  A risk awareness plan will be prepared and implemented to mobilise public engagement and 
support for the BEWS-Z. Execution will be coordinated with the communications working group to 
ensure synergy with the communication actions of the project partners.  The gender, safeguards, and 
participation specialist will ensure that the awareness plan is gender and youth sensitive. 

228.  Finally, community leaders (women, men, and young persons) of the risk-sensitive areas will be 
trained to mobilise the response when warnings are issued. It is expected that these people will 
understand the BEWS-Z and organise their communities and take measures which reduce the adverse 
impacts from flooding. The gender, safeguards, and participation specialist will ensure that training 
session facilitate participation women and young persons.

Component 4. Monitoring, evaluation, and reporting on the implementation of the institutional 
mechanisms (SAPs, SNAPs and IWRM plans by basin) of the three transboundary basins. 

Outcome 4.1. A collaborative information system supports transboundary decision making. 

229.  This outcome will build a basic system to share and make public information about the situation 
of the three transboundary basins. It has two outputs focused on (i) monitoring the implementation of 
the agreed planning instruments (output 4.1.1) and (ii) making information available to support 
decision making (output 4.1.2). During the project preparation phase, it was not possible to fully 
develop this outcome. Therefore, this will be done during the third year of project implementation after 
the protocol for information collection and exchange has been agreed by the GIRH Binational 
Commission Peru ? Ecuador (paragraph 64).

230.  The overall strategy to build this outcome will be that the Technical Secretariat forms a technical 
working group that agrees on the indicators and information sources to be used and, afterwards, 
oversees the development of both outputs (4.1.1 and 4.1.2). ANA will initially host both information 
systems, but it is foreseen that afterwards the Technical Secretariat will take charge of its operation and 
maintenance.

Output 4.1.1. A monitoring system of the implementation of SAP and IWRM plans operating.

231.  This information system will allow to follow up the implementation of the SAP, NSAPs and 
IWRM plans. It will use a control panel with key performance indicators to facilitate its utilisation.

Output 4.1.2. An information platform to support transboundary IWRM decision-making under 
operation.



232.  This will be a binational information platform for the three transboundary basins. It is foreseen 
that it may eventually expand to include the nine basins shared by the parties. It will build upon 
previous national and international experience (e.g., water observatory Chillo, Rimac, Llurin).

Outcome 4.2. Lessons on transboundary watershed management shared worldwide

233.  This outcome focuses on documenting and sharing the lessons from the project. The project 
monitoring and evaluation plan will generate inputs to measure progress and to learn from experience.

Output 4.2.1. Project lessons documented and disseminated.

234.  This output focuses on documenting and sharing the lessons from the project. Two lines of work 
will be developed:

?  Facilitate communication and information flow among key project stakeholders and 
disseminate achievements and lessons.

?  Document and disseminate project lessons.

Project communication strategy

235.  At project start, the communications and knowledge management specialist will establish a 
?communications working group? with the communication officers of the project partners (MINAM, 
MAATE, ANA, MREMH and MREP) and core entities like GORE Piura and Loja and El Oro 
provincial governments. Each entity will designate a delegate that will integrate the working group and 
that will be the channel for the flow of information and communication materials. This workgroup will 
prepare and agree:

?  annual work plans that will be jointly implemented and evaluated, and 

?  protocols and procedures for collaboration and joint actions.

236.  The COM will prepare press materials and news, but their dissemination will be done through the 
channels and social networks of the project partners (e.g., YouTube, Instagram, Twitter). These 
channels will be the main means to conduct the messages of the awareness raising and knowledge 
transfer strategies.

237.  In the second quarter of project implementation, the COM will prepare:  

a.      A detailed communications strategy. The purpose of this strategy will be to transmit vital 
information about the project throughout its implementation and the relevance of 
transboundary IWRM in the three basins. The strategy will focus on the key stakeholders 
and the project beneficiaries. It will include actions for wide dissemination of the core 
ideas about transboundary IWRM, as well as the main project learning. The strategy will 
be analysed with the members of communications working group, and it will be executed 
through annual joint work plans. At the end of each year, the communications working 



group will evaluate achievements and performance of the project?s communication 
strategy and it will make relevant adjustments.

b.     Four guidelines about:

?  Organization of sustainable events (UNEP, 2009; UNEP, 2012). 

?  Guidelines for in-person meetings under the COVID-19 scenario, based on advice from 
the World Health Organization or the US Centres for Disease Control and Prevention 
(CDC) and pertinent national guidelines.

?  Behaviour and use of inclusive and gender-sensitive language.

?  Organization of inclusive events with gender perspective.

238.  The guidelines will be agreed with the partners and implemented in all project actions.

239.  The COM, in coordination with the communications working group, will prepare communication 
materials to implement the project?s communication strategy. A quarterly digital bulletin with news 
and information of the project will be prepared, which will be distributed to all the target audiences of 
the project.

Project website

240.  The COM will be responsible for developing and managing the project website that will be linked 
to the websites of the project partners, core entities, and responsible parties, and to the IW LEARN 
portal.

241.  If necessary, accounts will be created and maintained in virtual platforms and social networking 
sites (e.g., Facebook, Twitter, YouTube, Instagram) that are accessible to the target audiences of the 
project. However, the priority will be that information flows through the partner channels and 
networks.

Project lessons documented and disseminated.

242.  In the second quarter of project implementation, the COM will prepare the project strategy for 
knowledge transfer. The purpose of this strategy will be to capture project knowledge, transfer it to 
pertinent key stakeholders and to make it available to interested parties worldwide. A core element will 
be close coordination and collaboration with IW:LEARN and at least 1% of GEF financing will 
support learning activities through IW:LEARN. The project will contribute information and knowledge 
to the IW:LEARN network. The GPE will ensure that the project submit contributions to the 
IW:LEARN Gender Hub. This strategy will have synergy with (i) the communication strategy, and (ii) 
the stakeholders engagement plan.

243.  In line with the knowledge transfer strategy, the COM will establish both methods and procedures 
for the project team to systematically document the experience of the project and finally prepare 



documents that present the project learning. The COM will provide practical guidance to the project 
team so that they can adequately document experiences, good practices, and the site interventions. The 
GPE will ensure that these actions capture social and gender aspects.  

244.  Mid-term and final onsite meetings for self-assessment and reflection will be organised with local 
groups implementing the 15 site interventions (Table 4). The mid-term meetings will facilitate thinking 
about the challenges they might be facing and documenting learning. The final meetings will allow to 
distil and document core lessons. A key element of these sessions will be to examine women?s 
contributions and perspectives. The reports of these meetings will be systematized and presented to the 
project board. Key findings will be informed in the annual reports to the GEF. 

245.  The project?s mid-term review will serve as an opportunity for learning. The key findings and 
lessons from the mid-term review will be shared to all project partners and responsible parties.

246.  At the beginning of the final year, it is expected to prepare three documents that systematise the 
project experience. The provisional titles are:

?  Lessons on building transboundary governance in the Zarumilla, Puyango ? Tumbes and 
Catamayo ? Chira basins.

?  Opportunities and challenges to conserve natural water infrastructure in the Zarumilla, 
Puyango ? Tumbes and Catamayo ? Chira transboundary basins.

?  Women and youth participation and representation challenges in transboundary IWRM.

247.  These documents will have a dissemination format (e.g., visually appealing, plain language) to be 
accessible to a broad audience. Each document (i) will have an executive summary in in Spanish and 
English, and (ii) will be in high-quality PDF format to be downloaded from the web. 

248.  For project closure, a memoir that summarise the project experience will be prepared in a simple 
and very graphic format. The memoir will have executive summaries in Spanish and English and will 
be distributed mainly in PDF format through electronic means. In addition, three short videos will be 
prepared. These will summarise the project achievements and lessons, including testimonies of key 
stakeholders and beneficiaries. The short videos will be made available through IW: LEARN, the 
project partners websites and YouTube.

249.  The formal closure will be performed on the second quarter of the final year. A public event will 
be organized in each country with broad participation of beneficiaries, key stakeholders, and project 
partners. 

250.  To support dissemination of advances and lessons, GEF resources will be invested to support 
participation in the international waters? conferences (IWC) of 2023 and 2025.

Output 4.2.2. Project monitoring and evaluation plan.



251.  The project management unit will monitor the GEF core indicators and the project indicators of 
the results framework to assess progress and the achievement of the mid-term and end-of-project 
targets. The monitoring and evaluation plan (M&E plan) is included in Annex 9 of the PRODOC and 
the specific GEF monitoring and reporting requirements are detailed later in this document.

252.  The main elements of the M&E plan are:

?  An inception workshop to be held within two months from the first disbursement date. Before 
this event it will be necessary that the members of the project board had been formally 
designated and that the binational project coordinator has been contracted. If needed, the 
M&E plan will be adjusted based on outcomes of inception workshop.

?  An annual GEF project implementation report (PIR) to be prepared by the CDP based on the 
outcomes of project monitoring. This report will include the status of the GEF Core 
Indicators and the project indicators established in the results framework. as well as a 
progress in terms of gender, communications, knowledge management, risks (ATLAS and 
SESP), delivery and financial planning. The PIR will be revised by UNDP country offices 
and cleared by the UNDP Regional Technical Advisor before submission to the GEF.

?  An independent mid-term review process (MTR). The purpose of this examination is to 
identify challenges and outline corrective actions to ensure that the project is on track to 
achieve maximum results by its completion. The MTR will be prepared during the third year 
of project implementation.

?  An independent terminal evaluation (TE) to be completed in the final year before the 
operational project closure. The purpose of the TE is to assess and document the project 
results, to synthesize lessons and to promote accountability and transparency.

?  Annual board meetings to review project performance based on monitoring and evaluation 
reports like the PIR, MTR and TE, among others.

?  A final report that present project achievements, learnings and contributions to the GEF goals 
and targets.

253.  The monitoring and evaluation specialist (MEE) will be responsible for the implementation of the 
M&E plan. This person will ensure that project activities are meticulously monitored and assessed 
applying the GEF monitoring and evaluation policy, and the UNDP monitoring and evaluation policies.

 

4) alignment with GEF focal area and/or Impact Program strategies.

254.  The project will contribute to objective 3 of the International Waters portfolio of GEF-7 (Enhance 
water security in freshwater ecosystems), in particular to the following strategic actions:



?  3-6: enhance water security in freshwater ecosystems through enhanced regional and national 
cooperation on shared freshwater surface and groundwater basins sustaining healthy coastal and marine 
ecosystems (project components 1 and 2).

?  3-5: enhance water security in freshwater ecosystems through advance information exchange and 
early warning (project components 3 and 4)

 

5) incremental/additional cost reasoning and expected contributions from the baseline, the GEFTF, 
LDCF, SCCF, and co-financing.

255.  The baseline situation is that the condition of the three transboundary river basins has clear 
symptoms of deterioration. Ecuador and Peru have made significant progress towards binational 
collaboration for transboundary IWRM. However, collaborative governance and joint action is still 
fragile. The existing pressures and trends will continue to deteriorate high value biodiversity and water 
resources. 

256.  GEF resources will be crucial to provide incremental resources to build the foundation of 
binational transboundary IWRM and to accelerate the implementation of the initial SAP. The 
incremental resources will mobilise national investments and will catalyse collaborative action among 
multi-level stakeholders of both countries. The GEF incremental contribution will enable that 
municipalities mobilise investments to conserve water resources and biodiversity. For example, in 
Peru, the GEF resources will allow that the District Municipality of San Jacinto and the Province 
Municipality of Ayabaca access investment resources for about USD2.7 million. In Ecuador, the GEF 
resources will lever USD1.7 million of direct investment from five municipalities and USD5 million 
from the regional water fund (FORAGUA). The GEF contribution has also increased the contribution 
of AIDER towards the conservation of the Cerros de Amotape National Park (i.e., USD434,112) and 
contributed to mobilise about USD23 million from PEBPT in the Puyango - Tumbes and Catamayo - 
Chira basins.

257.  The key contributions of this project will be:

?  To strengthen the binational governance mechanisms to operationalise transboundary IWRM. 
Including mainstreaming and supporting gender equality and intergenerational equity 
(outcomes 1.1 and 1.2).

?  To develop management arrangements for the sustainable use of the Zarumilla transboundary 
aquifer (outcome 2.1).

?  To gain practical experience on collaborative actions that initiate implementation of the SAP and 
build IWRM (outcomes 2.2 to 4.1). The demonstration initiatives (outcomes 2.2. to 2.4) will 
catalyse investment of national resources and the construction of trustful relations among 
multilevel stakeholders. The development of the Zarumilla transboundary flood early warning 
system will be the first joint practical exercise on this matter.



258.  The alternative scenario will be agreed governance arrangements that operate to address the main 
common problems that threaten the three transboundary river basins and to build collaborative IWRM. 
It is expected that joint action will contribute to improve dialogue and trust among multilevel key 
stakeholders. 

259.  The project will build upon a range of existing experience and ongoing initiatives from a range of 
entities. For example, the demonstration interventions (outputs 2.2., 2.3 and 2,4) will: (i) catalyse 
contributions from various initiatives, (ii) build upon the experience and practical work of the existing 
water funds and (iii) use the learnings from other projects such as the Natural Infrastructure for Water 
Security in Peru and BRIDGE projects.

6) global environmental benefits (GEFTF) and/or adaptation benefits (LDCF/SCCF).

260.  The project will contribute to improve the management of three transboundary basins that cover 
2,417,304 ha which contain a range of interconnected ecosystems (e.g., paramos, dry forests, 
mangroves) that:

i.         Sustain endemic and high conservation value fauna and flora. For example, El Oro 
parakeet (Pyrrhura orcesi), the grey-backed hawk (Pseudastur occidentalis), the grey-
cheeked parakeet (Brotogeris pyrrhoptera), the white-edged oriole (Icterus graceannae) 
or the slaty becard (Pachyramphus spodiurus). Linares-Palomino et al., (2010) reported 
34 endemic species of woody plants in the Equatorial Pacific seasonally dry forests of 
Ecuador and Peru.

ii.       Sustain the livelihoods of about 1.1 million people who live in the three transboundary 
basins.

261.  Global benefits will be demonstrated through increased binational joint action which will lead to 
(i) enhanced protection of biodiversity of global importance (e.g., endemic fauna and flora), (ii) 
improved conservation of water-related ecosystems, and (iii) better use of shared water resources. In 
addition, the project will contribute to the GEF corporate core indicators as follows:

-             Will establish 26,200 ha of new terrestrial OMECs in Peru (core indicator 1).

-             Will initiate active and passive restoration process in 2,312 ha of forestland in the 
transboundary basins (core indicator 3).

-             Will improve management of 7,060 ha of rural land in Ecuador (760 ha of silvopastoral 
systems and 6,300 ha of new ACMUS) (core indicator 4).

-             Will contribute to improve collaborative IWRM in three transboundary basins (core indicator 
7).

-             Will directly benefit about 179,002 persons (ca., 50.6% female) (core indicator 11).



7) innovativeness, sustainability and potential for scaling up.

Innovation

262.  The project will support the countries to try-out and learn about elements of policy and 
institutional innovation for transboundary IWRM. This is in line with the definition of innovation used 
by the GEF[17]17. The main elements of innovation for the participating countries are: 

?  To jointly explore practical approaches to develop practical multilevel governance 
arrangements. The IWRM Committees by basins will be a novel approach to water 
resources management. This is novel institutional innovation for the countries. In the short 
term it will add value to collaborative water resources management. The lessons from the 
implementation of the IWRM Committees will most probably be replicated in the other 
basins that the countries share and could serve to other cases like the shared basins among 
Ecuador and Colombia.

?  To develop and try instruments to mainstream transboundary IWRM into territorial planning 
(output 1.1.2). This has elements of institutional and policy innovation. Practical trials of 
IWRM instruments in territorial planning is new for the local governments of both countries 
and for the binational water management committees. The IWRM Committees will test 
instruments, assess their utility and document lessons. This will generate a wide range of 
practical knowledge that can be improved to be applied in the three shared basins and 
worldwide.

?  To mainstream gender equality and intergenerational equity into the transboundary governance 
arrangements and the SAP (outputs 1.1.3, 1.1.4. and 1.1.5). Dealing with these topics is new 
for the national water authorities. This work involves both institutional and policy 
innovation. In the short term. it is expected that it will add value by generating practical 
experience and understanding applied to IWRM. In the long term, it is expected that that 
these actions will contribute to changes in core culture and values of the organisations.

?  To jointly develop a transboundary flood early warning system (output 3.2.1). This has not 
been done before by the participating countries. This work involves both institutional and 
policy innovation because the key stakeholders will collaborate on the development of a 
complex system that needs strong binational coordination and community support. The 
lessons (positive and negative) will most probably serve in the future development of larger 
and more complex systems in the Puyango ? Tumbes and Catamayo ? Chira basins, as well 
as in other shared basins in the region and worldwide.

Environmental sustainability

263.  The central axis of the project is to promote transboundary IWRM. The focus of the project is to 
build governance arrangements for transboundary management of the three transboundary basins to 



support SAP implementation. The highly participatory approach of the project will contribute to 
internalise the transboundary IWRM perspective at different levels of society in the participating 
countries.

264.  Climate change will affect the three transboundary basins and the biodiversity of the area. In this 
regard, the project will encourage that climate considerations are mainstreamed in all interventions.

265.  All project actions will be framed within the corresponding biodiversity and climate change 
strategies and national plans as well as pertinent water resources agreements between the parties.

Social sustainability

266.  The project includes a participatory approach and emphasizes the involvement of key 
stakeholders in transboundary management of the three basins. Measures will be taken to ensure that 
key stakeholders (e.g., farmers, local governments, drinking water boards) are represented and 
participate in the IWRM Committees by basins. In addition, a SAP addendum will be prepared to 
integrate gender and intergenerational affirmative actions (output 1.1.5).

267.  The project will promote multi-level interaction, dialogue, and collaboration. A fundamental 
element will be that the key stakeholders will collaborate to address common problems (some of them 
quite sensitive) and will develop relationships based on trust, which will contribute to strengthen social 
capital.

Institutional sustainability

268.  The project is anchored in:

?  The governance arrangements established by the ?Agreement that establishes the Binational 
Commission for the Integrated Management of Water Resources of Transboundary 
Hydrographic Basins between the Republic of Peru and the Republic of Ecuador? signed in 
2017 and ratified by the legislative bodies of Peru and Ecuador in 2020 and 2021, 
respectively.

?  The water and environment authorities and the ministries of foreign affairs of both countries. 

269.  To secure long-term institutional sustainability at the local level, the project will:

?  Operationalise the IWRM Committees by basins (outcomes 1.1 and 1.2), this will motivate 
that government institutions and non-state entities see their roles and responsibilities in 
transboundary water management, and therefore mobilise their resources into action.  

?  Work together with pertinent local governments and key stakeholders to implement a range of 
demonstration interventions (outputs 2.2.1, 2.3.1, and 2.4.1). In all cases GEF resources will 
complement local initiatives and investments. 



?  Closely collaborate with the three water funds. These entities provide a long-term stable 
financial mechanism and have strategic planning for water conservation and management. 
The project will contribute to strengthen the water funds and promote coordinated 
collaborative work in the transboundary basins (output 2.2.3).

270.  In all cases the project will integrate multiple private and public actors. It is expected that through 
this networking, the fundamental elements of the SAP and transboundary IWRM will continue in the 
institutional agendas.

Financial sustainability

271.  GEF resources will be invested in strategic actions to catalyse governance arrangements for 
transboundary IWRM. It is envisaged that this will motivate involvement of public and private sectors 
in the implementation of the SAP and the IWRM plans by transboundary basin that will be prepared by 
the parties. During the second year a post-project sustainability strategy will be prepared. It will aim to 
mobilise, by various means, political and stakeholder support and contributions to maintain key project 
results. The post-project sustainability of the actions will be ensured by their integration into the 
institutional budgets and commitments of several stakeholders such as the water and environment 
authorities, local governments, the water funds, and civil society organizations. However, it has to be 
taken into account the economic impacts derived from the COVID-19 pandemic.

Replicability

272.  There is a high probability of replication of the lessons and good practices of the project. GEF 
resources have been strategically assigned to activities with high potential to catalyse learning. For this 
purpose, both experience and lessons will be systematically documented and disseminated through the 
project website, the portals and channels of the project partners and the IW: LEARN platform (output 
4.2.1).

273.  It is expected that the lessons learned from the site interventions will be immediately used in the 
short term in both countries and in Mira, Mataje, Carchi-Guaitara, Sixaola and Motagua transboundary 
basins where GEF projects are under implementation. The lessons learned from this project will be 
certainly applicable to various contexts worldwide.

[1] Intergenerational equity is defined as ?the issue of sustainable development referring, in the 
environmental context, to fairness in the inter temporal distribution of the endowment with natural 
assets or of the rights to their exploitation? (UNSD, 1997).

[2] Project ?Integrated Water Resources Management in the Puyango-Tumbes, Catamayo-Chira and 
Zarumilla Transboundary Aquifers and River Basins? (GEF ID 5284). Hereafter this project will be 
referred as ?the IWRM project?.

[3] Using a five-point scale: very low, low, medium, high, and very high.
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[4] Full name: GEF GOLD Peru - Integrated Sound Management of Mercury in Peru?s Artisanal and 
Small-scale Gold Mining (ASGM).

[5] Full name: Promoting formalization and use of better techniques for alluvial and hard-rock mining, 
to reduce mercury use and improve access to responsible markets. This is part of the GEF planetGOLD 
phase 2 (GEF ID 10802).

[6] BRIDGE is a global project sponsored by the Water Diplomacy Programme of the Swiss Agency 
for Development Cooperation. In South America it works on the Zarumilla and Catamayo ? Chira and 
Lake Titicaca.

[7] The Sustainable Development Goal (SDG) 6.5 is to ensure access to water and sanitation for all. 
Target 6.5 is ?by 2030, implement integrated water resources management at all levels, including 
through transboundary cooperation as appropriate?.

[8] The United Nations, for statistical purposes, defines ?youth?, as those persons between the ages of 
15 and 24 years, without prejudice to other definitions by Member States.

[9] ?Other effective area-based conservation measure ?means? a geographically defined area other than 
a Protected Area, which is governed and managed in ways that achieve positive and sustained long-
term outcomes for the in situ conservation of biodiversity, with associated ecosystem functions and 
services and where applicable, cultural, spiritual, socio?economic, and other locally relevant values? 
(Decision 14/8 of the Conference of the Parties of the Convention on Biological Diversity of 30 
November 2018).

[10] https://info.undp.org/sites/bpps/SES_Toolkit/SitePages/Standard%201.aspx

[11] A BAP is prepared when UNDP-supported project activities may affect natural habitats, critical 
habitats and protected areas. The BAP template is available at 
https://info.undp.org/sites/bpps/SES_Toolkit/Pages/Guidance-and-Templates.aspx.

[12] A Livelihood Action Plan details the procedures and actions that will be undertaken in order to 
ensure that the capacity, production levels, and standards of living of economically displaced people 
are improved or at least restored, and that displaced people are compensated adequately. This plan must 
be developed after it has been determined, following the process outlined in SES Standard 5, that 
displacement is unavoidable. The LAP template is available at 
https://info.undp.org/sites/bpps/SES_Toolkit/Pages/Guidance-and-Templates.aspx.

[13] A Process Framework is prepared when UNDP-supported projects may cause restrictions in access 
to natural resources in legally designated parks and protected areas. The Process Framework template 
is available at https://info.undp.org/sites/bpps/SES_Toolkit/Pages/Guidance-and-Templates.aspx.

[14] These small family production units manage up to 20 animals.

[15] A "white paper" is a document that discusses issues on a certain subject. It is helps the readers to 
understand an issue or make a decision.
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[16] The "Light Detection and Ranging" (LIDAR) is a remote sensing technology that allows to create 
precise three-dimensional topographic and bathymetric information.

[17] The GEF Independent Evaluation Office has defined innovation as ?doing something new or 
different in a specific context that adds value.? (IEO, 2021). Innovation results in value addition and 
transformation change. 

1b. Project Map and Coordinates 

Please provide geo-referenced information and map where the project interventions will take 
place.

See Figure 1 and Figure 3.

1c. Child Project?

If this is a child project under a program, describe how the components contribute to the overall 
program impact.

2. Stakeholders 
Select the stakeholders that have participated in consultations during the project identification 
phase: 

Civil Society Organizations Yes

Indigenous Peoples and Local Communities Yes

Private Sector Entities 

If none of the above, please explain why: 

Please provide the Stakeholder Engagement Plan or equivalent assessment.

In addition, provide a summary on how stakeholders will be consulted in project 
execution, the means and timing of engagement, how information will be disseminated, 
and an explanation of any resource requirements throughout the project/program cycle to 
ensure proper and meaningful stakeholder engagement 

1.          The stakeholders? analysis and engagement plan are in Annex 6 of the PRODOC. The ?gender, 
safeguards, and participation specialist? (GPE) will coordinate the implementation of the plan, and 
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together with the ?monitoring and evaluation specialist? (MEE) will monitor and assess progress. The 
stakeholder?s engagement plan includes the grievance mechanism for the project.

2.          Sixty four actors were identified as key stakeholders in Ecuador and Peru, and most of them are 
public institutions (47).  From these 64 actors, there are three groups that have been identified as key 
stakeholders due to their high level of influence and interest and for whom special attention should be 
given for full involvement and to stablish collaborative actions during project execution.  The three key 
stakeholder groups are: (i) 36 relevant actors to the whole implementation of the project in the two 
countries, (ii) 11 binational actors, and (iii) 12 actors relevant to the implementation of the 
demonstration interventions.  These three groups are mainly public institutions but also, there are social 
organizations, private initiatives, public-private initiatives, and NGOs.

3.          Due to time and COVID pandemic constraints, limitations were faced to deepen the 
stakeholder analysis and to open the scope to all the diversity of stakeholders in the project.  Both, 
research and international cooperation organizations were not identified, nor evident organisations of 
on women and youth in the intervention areas. During the stakeholder mapping and the project design, 
it was verified that there are no indigenous peoples in the project area (Annex 16 of the PRODOC).

4.          During the project preparation phase, a process of information and consultation with key 
stakeholders in the participating countries was implemented. It was done through:

?  Three main binational virtual workshops for analysis, consultation, advice and to receive 
technical contributions and feedback from the project partners and GEF Operational Focal 
Points. These workshops were held on 15 -16 April 2021, 18-19 January 2022, and 2-4 
March 2022. There were additional binational meetings to address specific topics.

?  Twenty-one Interviews and information and consultation meetings (in-person and virtual 
meetings) with about 39 national stakeholders, mainly related to the demonstration 
initiatives.

The records of all the meetings are found in Annex 15 of the PRODOC.

5.          The formal involvement of project stakeholders will begin with the project initiation 
workshops on each of the three transboundary basins (see Activity 4.2.1.2 in Annex 3 of the 
PRODOC).  In these meetings, key stakeholders will (i) confirm their contributions and participation in 
project implementation, (ii) agree on coordination mechanisms for each outcome and (iii) know the 
existing environmental and social risks (Table 10, Annex 4 of the PRODOC). There will be as well 
closing workshops for delivering information of the implementation and closing of the project in each 
of the three transboundary basins (Activity 4.2.1.6 in Annex 3 of the PRODOC). The demonstration 
interventions will have meetings for self-assessment and reflection with local stakeholders in years 3 
and 4 (Activity 4.2.1.3 in Annex 3 of the PRODOC). 

6.          At project start, a communications working group will be established (paragraph 235) to 
achieve the greatest communicational effects of the project at all levels. Also, a project communication 
strategy will be prepared to transmit information and to encourage stakeholder participation. This 
strategy will have a gender equality, intergenerational equity, and inclusiveness approach for 



disseminating information to the diverse actors of the project. In addition, a person specialized in 
communication will be part of the project unit to facilitate sharing knowledge and an adequate 
transmission of information to key stakeholders. 
7.          Some of the actions recommended by the stakeholders? engagement plan are:
?  At the beginning of the project, specific engagement actions should be developed for the three 
groups of key stakeholders to motivate their full collaboration. A draft of proposed actions has been 
developed (Table 5 in Annex 6 of the PRODOC).
?  The MEE should record and monitor that the number of beneficiaries was achieved through the 
execution of the project activities and demonstration interventions.
?  To advance IWRM in the three basins, an inclusive non-discriminatory communication strategy will 
be prepared to broaden support for transboundary IWRM (output 1.2.4). This activity will receive 
support from the GPE and will be developed by the ?communications and knowledge management 
specialist? (COM).
8.          The demonstration interventions will be implemented through direct involvement of local 
stakeholders and institutions. About 178,002 persons have been identified as direct beneficiaries from 
project activities and demonstration interventions (Table 6).

9.          Seven general barriers for stakeholder participation were identified, Table 7 summarizes these 
barriers and the proposed mitigation actions.

 

Table 6. Direct and indirect beneficiaries from project activities and demonstration interventions

Project Outcomes Direct beneficiaries Number Indirect beneficiaries

Staff from the GIRH Binational 
Commission Peru - Ecuador, 
Technical Secretariat and three 
IWRM Committees by basins 
(coordination mechanism and 
gender and intergenerational 
mainstreaming)

76

42 Institutions related to territorial 
planning (departments, 
municipalities, parishes)

84

Outcome 1.1. 
Mechanisms and 
capacities of binational 
institutions strengthened

Women organisations (organised 
or in process of organisation) in the 
three transboundary basins.

30

 Inhabitants of the three 
transboundary basins.

Personnel from public institutions 
and local governments trained in 
IWRM.

100 Inhabitants of local 
governments in the three 
transboundary basins

Outcome 1.2. Improved 
IWRM through 
strengthened capacities 
of the institutions and 
communities Community users-groups and 

organizations, and pertinent non-
state entities trained in IWRM

300 Communities and boards of 
users of drinking water.



Project Outcomes Direct beneficiaries Number Indirect beneficiaries

Staff from VMW-MAATE and 
ANA.

80 Inhabitants of the three 
transboundary basins.

Outcome 2.1.  Improved 
binational management 
of the Zarumilla 
transboundary aquifer

Inhabitants of the Zarumilla 
aquifer.

102,647 Producers benefited from the 
aquifer services.

Output 2.4.2. A water 
pollution dialogue 
platform on each 
transboundary basin.

Persons conforming the water 
pollution dialogue platform on 
each transboundary basin (60 from 
Per? and 60 from Ecuador)

120 Population benefited from 
binational agreements and 
actions to address water 
pollution.

Outcome 3.1. Improved 
monitoring of water 
quantity and pollutants 
and pollution sources

Three technical teams of binational 
water quality and quantity 
monitoring system on 
transboundary basins (18 from 
Per? and 18 from Ecuador)

36 Population benefited from 
water quality and quantity 
monitoring system.

Leaders and decision makers from 
three transboundary basins which 
access information from SAP and 
IWRM plans

100 General users of information 
from SAP and IWRM plans.

Outcome 4.1. A 
collaborative 
information system 
supports transboundary 
decision making

Leaders, decision makers, 
professionals and students from 
three transboundary basins which 
access the information platform to 
support decision-making

1,000 General users which access 
information platform

Demonstration 
initiatives Direct beneficiaries Number Indirect beneficiaries

Macara water 
conservation 
intervention

Beneficiaries of the Macar? Canton 
with better availability of water for 
human consumption and 
productive activities.

17,035 Users of surrounding areas 
with greater and better 
availability of water for 
human consumption and 
productive activities.

 Zaruma water 
conservation 
intervention

Beneficiaries of the Zaruma 
Canton with better availability of 
water for human consumption and 
productive activities (beneficiaries 
included in  Pollution reduction in 
Zaruma)

 Users in surrounding areas 
with greater and better 
availability of water for 
human consumption and 
productive activities



Project Outcomes Direct beneficiaries Number Indirect beneficiaries

Loja water conservation 
intervention

Beneficiaries of the Parishes of El 
Cisne, Chantaco, Gualel and 
Chuquiribamba with better 
availability of water for human 
consumption and productive 
activities.

7,960 Users of local biodiversity, 
productive diversity, 
community tourism, etc.

Celica water 
conservation 
intervention

Beneficiaries of the Celica Canton 
with better availability of water for 
human consumption and 
productive activities.

7,323 Greater and better availability 
of water for human 
consumption and productive 
activities for users in 
surrounding areas

Las Lajas water 
conservation 
intervention

Beneficiaries of Las Lajas Canton 
with better availability of water for 
human consumption and 
productive activities.

1,178 Greater and better availability 
of water for human 
consumption and productive 
activities for users in 
surrounding areas

Subcuenca Quiroz 
intervention

Population of 28 areas in the 
Quiroz sub-basin.

5,615 Population of the Quiroz river 
basin

Anchalay y Hualambi 
Intervention

Populated areas of Anchalay and 
Hualampi

1,304 Population from the Jilil? 
District

Cerros de Amotape 
intervention

Population located in the 
surrounding areas of Cerros de 
Amotape National Park

650 Population from Tumbes 
Province.

Pampas de Hospital and 
San Jacinto Intervention

Population from El Lim?n, El 
Prado, Vaquer?a, Oidor, Casa 
Blanqueada, Higuer?n and Brunos.

3,177 Population from the Tumbes 
river basin

Agrarian Cooperative 
Culqui intervention

Population of the area of Culqui 609 Population from the Paimas 
District

Algarrobillo irrigation 
intervention

Beneficiaries of the Algarrobillo 
parish with better and greater 
availability of water for productive 
activities.

108 Inhabitants of the parish seat 
of Algarrobillo with improved 
social relations between the 
users of the community 
irrigation system.

Sabiango irrigation 
intervention

Beneficiaries of the Sabiango 
parish with better and greater 
availability of water for productive 
activities.

85 Population of Sabiango parish

Culqui Community 
Irrigation Intervention

Population of the area of Culqui 
(same as the Agrarian Cooperative 
Culqui intervention)

 Population from the Paimas 
District



Project Outcomes Direct beneficiaries Number Indirect beneficiaries

Pollution reduction in  
Zaruma canton

Beneficiaries of the Zaruma 
Canton with better quality of water 
in springs rivers and streams (these 
beneficiaries include 10.659 from 
the Zaruma Water conservation 
intervention)

12,059 Users in surrounding areas 
with better availability of 
water for human consumption 
and productive activities

Pollution reduction in 
San Jacinto

Population of areas of Vaqueria, 
Oidor and Casa Blanqueada

1,673 Population of San Jacinto 
District

SAT Zarumilla 30% of the Population of the 
Zarumilla transboundary basin 
directly benefited from the Early 
Warning System

14,653 Population of Zarumilla 
transboundary basins.

Total project beneficiaries 178,002

 

Table 7. Stakeholder engagement barriers and proposed mitigation actions.

1. COVID-19 context that prevents stakeholders? participation

Prepare and implement guidelines for in-person meetings/interaction under COVID-19 scenario based on 
advice from the World Health Organization and the corresponding national authorities from the two 
countries. During the implementation of the project, design alternatives to implement virtual meetings 
whenever it is not possible to make in-person meetings and apply biosafety protocols for in person 
meetings/interaction (social distancing, masks, cleaning hands as regular as possible, use of hand 
sanitizer) (to be included in the project?s communication strategy). Undertake, as necessary, budget 
reviews to assign resources for implementation of biosecurity protocols and strengthening capabilities for 
web-based collaboration (see Annex 11 of the PRODOC).
2. Time availability. Persons must leave other activities to participate in the project activities and events.

The members of the institutions that conform the GIRH Binational Commission Peru - Ecuador, the 
Technical Secretariat and designated members for the three transboundary basin committees, have high 
work demands in their duties.  Make sure that all meetings / workshops are efficiently planned and 
managed, with a clear agenda and specific targets/results and considering the needs and time limitations 
of the participants.

3. Cost of participation. In addition to the cost of time that each person dedicates to the activities and 
events, there are other associated costs like travel expenses, food and lodging. Some persons will not 
have the means to cover these expenses.

Provide travel support (reimburse travel expenses) and provide board and lodging to stakeholders that 
need assistance.

4. Distance. Some groups are in remote areas and have long journeys from their homes to the main 
localities to participate in trainings and workshops.



Take into consideration distance and travel time. When appropriate, allow that people can arrive a day 
before and provide board and lodging.

5. Communication. This includes difficulty to understand technical matters and complex concepts, 
language, difficulty expressing ideas (specially in public)

Encourage the use of plain-inclusive language and graphic communication during trainings, meetings and 
information diffusion mechanisms (to be included into the project?s communication strategy).  
Complement group meetings with in-person meetings. Assure that facilitators and trainers will have the 
abilities to integrate all the participants opinions. Take into account less trained persons for support their 
full understanding.

6. Gender and youth-biased conditions to limit women and youth adequate participation and involvement

Implement project?s gender-related and youth-related indicators and actions determined in gender action 
plan as part of implementing positive actions to facilitate women and youth participation and 
representation. Use gender inclusive language in all project documents and communications (to be 
included into the project?s communication and knowledge transfer strategies). Register and follow up sex 
and age disaggregated information regarding participation in meetings and workshops.  The age registry 
must be established by segments (e.g., young, adult, older adult) and must not request exact age.

7. Cultural and political differences.

Identify in advance cultural issues and take measures to accommodate special requirements (e.g., food). 
Ensure that all meetings and activities are culturally sensitive (e.g., use inclusive language), as well as 
political-neutral (e.g., do not allow the expression of political agendas or statements). At the beginning of 
an activity or meeting establish basic rules (e.g., respect different views, political neutrality). 

Select what role civil society will play in the project:

Consulted only; No

Member of Advisory Body; Contractor; Yes

Co-financier; Yes

Member of project steering committee or equivalent decision-making body; Yes

Executor or co-executor; 

Other (Please explain) 

3. Gender Equality and Women's Empowerment 

Provide the gender analysis or equivalent socio-economic assesment.



1.          The gender analysis and the gender action plan are in Annex 7 of the PRODOC. The GPE will 
provide technical assistance and guidance for the gender action plan, and together with the MEE will 
monitor and assess progress during project implementation.

2.          Peru and Ecuador have appropriate international and regional policies for the promotion of 
gender equality and women empowerment. They are signatories and have ratified the Convention on 
the Elimination of All Forms of Discrimination against Women (CEDAW) and the Inter-American 
Convention on the Prevention, Punishment, and Eradication of Violence against Women Convention 
(Bel?m do Par?, 1994).  

3.          At the national level, both countries? Constitutions protect the incorporation of gender aspects 
based on women?s rights and non-discrimination principles. Ecuador has the National Council for 
Gender Equality (CNIG), and the Organic Law on Water Resources (2014) as institutional and 
regulatory framework for gender equality in water resources management. Peru has the Ministry of 
Women and Vulnerable Populations (MIMP) and the Institutional Commission for Gender Equality in 
the National Water Authority for implementation, follow up and reporting actions of gender equality 
integration.

4.          The Gender Inequality Index (GII)[1] measures inequality in three aspects of Human 
Development: reproductive health, empowerment, and economic status, among 189 countries. Ecuador 
is placed in number 86 and Per? in number 87 of the GII ranking, as described in Table 8.  The gender 
analysis makes a further explanation of the GII and national, regional, and international policies and 
regulations in each country.

5.          The gender analysis found that:

i.         Both countries have similar conditions in terms of the GII ranking, however, they have high 
negative rates in reproductive health conditions, Ecuador with a high percentage of teenage 
pregnancies, and Peru, a high rate of maternal mortality, both with an excess of burden of domestic 
chores for women. Progress has been achieved in women accessing to education, although the indices 
of access to the labour force show that there is a gap of 25 percentage points in Ecuador and 14.8 points 
in Peru, which means that access to economic empowerment faces gender inequality barriers.
ii.       In the latest GWP report on the results of monitoring the relation of SDG 5 (gender equality) and 
SDG 6 (clean water and sanitation) is highlighted that there are several challenges for both countries in 
this respect, Ecuador appears in the ?Low? category and Peru in the ?Very Low? category. According 
to this report, despite policies development there is still a gap of application between policy and 
practice (GWP, 2021). To exemplify this gap in the context of the present project, the IWRM project 
prepared a TDA and a SAP, however, gender equity was not integrated.
iii.     At the basins level, there are higher percentage of women living and carrying out their productive 
activities, but they are not represented in decision-making bodies for water resources. The presidency 
positions are mostly for men and very few for women. Women participate in water boards mainly as 
treasurers or secretaries. 
iv.     At the institutional level, in Peru there is a position responsible for the integration of gender 
equality in ANA, and in Ecuador, there is no equivalent instance within the Ministry of Environment, 
Water and Ecological Transition.
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6.          There are several barriers that women face to participate and be involved in decision making in 
water resources management: i) discrimination and sexism, ii) practices that devaluate women in public 
spheres, iii) excessive work-load, iv) mobility limitations and costs to travel to distant places for 
training, v) uncertainty of availability of water that allows them to have free time to access to training 
processes, vi) land ownership which limits women access to irrigation organizations since ownership is 
a requirement for participation, vii) lack of education to access technical training in irrigation, viii) men 
lack understanding of women?s water needs and women?s role in the agricultural sector.

 

Table 8. Gender Inequality Index in Ecuador and Per?.

Reproductive health Empowerment Economic Status

Gender 
inequality 

Index (GII)

Population with 
at least some 

secondary 
education (% 

ages 25
and older)

Labour force 
participation rate 
(% ages 15 and 

older)

Country

Index Rank

Maternal 
Mortality 

Ratio 
(deaths 

per 
100,000 

live 
births)

Adolescent 
birth rate 

(births per 
1,000 

women 
ages 15?19)

Share of 
sits in 

parliament  
      (% held 
by women)

Female Male Female Male

Ecuador 0.384 86 59 79.3 38.0 52.5 53.3 55.2 81.1

Per? 0.395 87 88 56.9 30.0 58.9 69.4 70.3 85.1

Source: UNDP Human Development Report 2020. Gender Inequality Index.

 

7.          Towards the end of the IWRM project (GEF ID 5284), a gender equality mainstreaming 
strategy was prepared. This document was validated by the competent institutions. The present gender 
action plan has integrated this strategy. 

8.          The gender action plan (Annex 7 of the PRODOC) delineates 21 actions to be executed during 
project implementation, among which are the following:

?  Develop a strategy and action plan to mainstream gender equality into the GIRH 
Binational Commission Peru-Ecuador and the Technical Secretariat (Output 1.1.3) to 
establish the elements and roadmap to integrating women participation and 
representation in the binational coordination mechanisms. 

?  Develop a strategy and action plan to mainstream gender equality and intergenerational 
equity into the three transboundary IWRM Committees by basins (Output 1.1.4) to 
strengthen women participation, empowerment, and representation at the basin and at 
binational levels, and to expedite the engagement of youth[2] into basin-level water 
governance.  
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?  Assess women organizations at basin levels to promote articulation and joint roadmaps to 
strengthen their participation and contributions to transboundary basin-level governance. 

?  Develop an SAP addendum to integrate gender equality and intergenerational equity into 
its contents (Output 1.1.5.) led by a working group from the Technical Secretariat that 
will submit the addenda for approval of the GIRH Binational Commission Peru-Ecuador.

?  Implement affirmative actions to implement Transboundary IWRM trainings for 
promoting at least 30% women and 10% young participants from key public entities, 
local and regional governments and from community user-group organization as well as 
non-state entities (Output 1.2.1., 1.2.2).  A gender and intergenerational cross cutting 
approach will be integrated into training content design and an inclusive communication 
strategy will support the implementation of the trainings.

?  Develop technical capacities in gender equality and intergenerational equity in the 
Binational Commission, Technical Secretariat, transboundary IWRM Committees by 
basins, VMW-MAATE and ANA (Output 1.2.3) will be put in place to advance in 
conceptual understanding in this respect as well as to integrate as part of planning and 
management improvement. 

?  All training developed in pilot interventions will give special attention to integrate 30% of 
women and 10% of youth participation.

?  Project lessons about women and youth participation and representation challenges in 
IWRM will be documented and disseminated (Output 4.2.1). Special attention will be 
given to provide information for disseminating to IW:LEARN?s Gender Hub.

9.          The action plan will be responsibility of the GPE as part of the project team, and will give 
technical support, trainings for project and pilot interventions teams.  All the project implementation 
activities will record sex and age data in participation, include gender considerations in hiring and 
procurement, and in all project reporting mechanisms. The project communication strategy includes a 
gender equality and generational approach and will be expressed in all documents and communications.

[1] UNDP Human Development Report 2020. Gender Inequality Index. 
http://hdr.undp.org/en/composite/GII

[2] The United Nations, for statistical purposes, defines ?youth?, as those persons between the ages of 
15 and 24 years, without prejudice to other definitions by Member States.

 

Does the project expect to include any gender-responsive measures to address gender gaps or 
promote gender equality and women empowerment? 
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Yes 
Closing gender gaps in access to and control over natural resources; 

Improving women's participation and decision making Yes

Generating socio-economic benefits or services or women 

Does the project?s results framework or logical framework include gender-sensitive indicators? 

Yes 
4. Private sector engagement 

Elaborate on the private sector's engagement in the project, if any.

292.       The project will implement some limited private sector involvement. The GEF?S Private 
Sector Engagement Strategy of 2020 focus on expanding the use of blended finance and mobilising the 
private sector as an agent for market transformation. The present project does not include these 
approaches; however, the project will engage private sector in multistakeholder platforms and 
dialogues aiming to improve policy development and water resources management to advance 
transboundary IWRM.  The project will promote the engagement of private sector representatives 
mainly in three instances: 

(i) The IWRM Committees by basins which are central to develop collaborative dialogue and action 
among key stakeholders of both countries. It is expected that farmers organisations and water 
companies will be present in the committees.

(ii) The demonstration interventions (outputs 2.2.1, 2.3.1 and 2.4.1) that will be implemented directly 
with local groups.

(iii) The water pollution dialogue platforms (output 2.4.2) that will engage a range of water users. 

In addition, the project will support the efforts of the water funds to diversify their contribution sources 
and to mobilise funding from private sector (output 2.2.3). FORASAN Piura already includes organic 
banana producers (Asociaci?n de Peque?os Productores Org?nicos de Querecotillo) and CBC Peruana 
SAC (PEPSICO).

5. Risks to Achieving Project Objectives

Elaborate on indicated risks, including climate change, potential social and environmental risks that 
might prevent the project objectives from being achieved, and, if possible, the proposed measures 
that address these risks at the time of project implementation.(table format acceptable): 

1.          Eight risks may affect project implementation. The corresponding mitigation measures are outlined 
in Table 9. In addition, 11 social and environmental risks were identified (Annex 4 of the PRODOC). One 
of them was categorised as ?substantial?, eight were categorised as ?moderate? and two were categorised 



as ?low?.  The overall project risk categorization is ?substantial?. The nine substantial and moderate risks 
and their corresponding management measures are outlined in Table 10. The two low level risks do not 
require mitigation measures.

Table 9. Project risks.

 

Description Type[1] Impact 
and 

probability
[2]

Mitigation measures Responsible Status[3]

The Ecuadorian 
congress is 
processing 
reforms to the 
Organic Law of 
Water 
Resources use 
and utilization 
of Water which 
may change the 
institutional and 
regulatory 
framework.

Political I = 4

P = 5

High risk

The project 
management unit will 
monitor the 
development of the 
reforms. When the 
reforms are issued 
the implications for 
project 
implementation will 
be analysed and 
mitigation actions 
will be prepared.

Binational 
project 
coordinator 
with support of 
UNDP Ecuador 
country office 
(as needed)

Without 
change

Changes in 
central[4] and 
local[5] 
governments 
which may 
imply that 
project partners 
change their 
priorities and 
modify their 
support and 
contributions to 
the project.

Political I = 3

P = 5

Substantial 
risk

The project 
management unit will 
maintain ongoing 
fluid communication 
with project partners 
and stakeholders. At 
any time that new 
authorities assume 
office, there will be a 
formal presentation 
of the project 
document, 
implementation 
progress, 
management 
arrangements and the 
roles and 
contributions of the 
entity.

Binational 
project 
coordinator 
with support of 
UNDP country 
offices (as 
needed)

Without 
change
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Description Type[1] Impact 
and 

probability
[2]

Mitigation measures Responsible Status[3]

Delays in 
installing the 
Binational 
Commission 
Peru - Ecuador, 
the Technical 
Secretariat, and 
the IWRM 
Committees by 
basins.

Political I = 4

P = 3

Substantial 
risk

Maintain fluid 
communication with 
MAATE, ANA, 
MINAM and the 
ministries of foreign 
affairs to encourage 
advancing on the 
approval of 
operational 
instruments and the 
designation of 
delegates. 

Binational 
project 
coordinator 
with support of 
UNDP country 
offices (as 
needed)

Without 
change

The parties 
cannot agree on 
the details for 
binational water 
monitoring and 
information 
exchange. 

Political I = 4

P = 3

Substantial 
risk

Promote open and 
positive dialogue to 
overcome stalemates. 

UNDP 
Resident 
Representatives

Without 
change

Project 
implementation 
delays caused 
by several 
situations like 
travel 
restrictions, 
increased risk 
of infection by 
the emergence 
of new 
COVID-19 
variants, and 
increased cost 
of goods and 
services.

Environmental I = 4

P = 4

Substantial 
risk

The project 
management unit will 
monitor status reports 
about post-pandemic 
situation and apply a 
series of mitigation 
responses listed in 
Annex 11. These 
include, among 
others, apply 
biosecurity protocols, 
prefer virtual 
communication 
means and budget 
reviews.

Binational 
project 
coordinator

Without 
change
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Description Type[1] Impact 
and 

probability
[2]

Mitigation measures Responsible Status[3]

Difficulty to 
materialise the 
project co-
financing 
because the 
countries focus 
budgets on 
economic 
pandemic 
recovery 
actions.

Financial I = 4

P = 4

Substantial 
risk

Maintain fluid 
communication with 
key project partners 
to identify difficulties 
in materialising co-
financing. Encourage 
project partners to 
maintain as much as 
possible their 
contributions to the 
project. Seek 
opportunities for 
collaboration with 
other ongoing 
projects and 
initiatives to obtain 
contributions that can 
add to project co-
financing.

Binational 
project 
coordinator

Without 
change

Holdbacks in 
project 
implementation 
caused by 
delays in 
approval 
processes by 
pertinent 
entities

Operational I = 4

P = 4

Substantial 
risk

Maintain fluid 
communication with 
MAATE, ANA, 
MINAM and the 
ministries of foreign 
affairs to encourage 
timely advance in the 
approval of pertinent 
project products. 

Binational 
project 
coordinator 
with support of 
UNDP country 
offices (as 
needed)

Without 
change

Because of the 
COVID-19 
pandemic some 
stakeholders 
may have 
limitations to 
get involved as 
well as not 
much time may 
be devoted to 
project 
activities, and 
their interest 
may decrease.

Social I = 4

P = 3

Substantial 
risk

Ask project partners 
to identify difficulties 
in the localities. 
Adjust the 
communication 
strategy to motivate 
stakeholders to 
maintain interest.

Binational 
project 
coordinator

Without 
change
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Description Type[1] Impact 
and 

probability
[2]

Mitigation measures Responsible Status[3]

Impacts from 
El Ni?o 
Southern 
Oscillation[6] 
(ENSO)

Environmental I = 4

P = 4

Substantial 
risk

ENSO is a natural 
recurring climate 
pattern that have 
direct impact on the 
three transboundary 
basins.  ENSO 
conditions can 
negatively affect 
production activities. 
El Ni?o can cause 
severe flooding and 
landslides, while La 
Ni?a can cause 
severe drought.  
During project 
implementation 
climate conditions 
will be monitored, 
mainly through 
NOAA climate 
prediction centre. 
Annual workplans 
will be adjusted, as 
needed, to cope with 
the impacts of ENSO 
events

Binational 
project 
coordinator

Without 
change

Difficulty to 
find highly 
specialised 
consultants 
(e.g., 
negotiators, 
democratic 
dialogue 
specialists).

Operational I = 3

P = 3

Moderate

The project 
management unit will 
seek support of 
UNDP to access their 
rosters of specialised 
consultants.

Binational 
project 
coordinator 
with support of 
UNDP country 
and regional 
offices.

Without 
change

 

Table 10. Environmental and social risks with substantial and moderate risk level.

 

Description Impact 
and 

Likelihood
[7]

Mitigation management measures
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Description Impact 
and 

Likelihood
[7]

Mitigation management measures

Risk 1: Project 
activities may 
inadvertently 
reproduce 
discrimination 
against women and 
youth based on 
gender, especially 
regarding 
participation in 
project 
implementation or 
access to 
opportunities and 
benefits.

 

 

L 2

I 3

-           Implement the Gender Action Plan (Annex 7) and monitor 
the project?s gender-related indicators included in the project 
results framework.

-           The project team will have a ?gender, safeguards and 
participation specialist? (GPE) to lead implementation of the gender 
action plan and to provide guidance during project implementation 
(Annex 5 of the PRODOC).

-           At project start, the project team and the persons that will 
implement the demonstration interventions will be trained to 
properly integrate a gender equality approach.

-           All activities will integrate affirmative actions in order to 
mainstream gender equality and youth as a cross cutting issue.

-           The project will record sex and age data giving a margin of 
at least 30% of women and 10% of young person?s integration.

-           Special attention will be given to gender inclusive language 
in all the documents and communications and to integrate sex and 
age data in all reporting mechanisms.

-           A SAP addendum will be developed to integrate gender 
equality and intergenerational equity into the SAP contents.
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Description Impact 
and 

Likelihood
[7]

Mitigation management measures

Risk 2. Local 
stakeholders may not 
be adequately 
involved in the 
project capacity 
building activities 
and other 
participatory 
processes.

 

 

L 4

I 3

-           During the project implementation, the Stakeholders 
Engagement Plan, will be fully implemented, an associated budget 
has been allocated (Annex 6) and update it with new information 
derived from implementation and/or changes in the context.

-           The project team will have a ?gender, safeguards and 
participation specialist? (GPE) (Annex 5 of the PRODOC) for 
technical implementation of the project and to implement, support 
and assess progress of the Stakeholders Engagement Plan (Annex 
6). 

-           The mitigation actions designed to tackle participation 
barriers will be applied and monitored by the GPE. 

-           A grievance mechanism for local communities and 
stakeholders involved in the project has been designed to facilitate 
that they raise and voice their concerns, claims and/or grievances in 
cases where project interventions may adversely impact them 
(Annex 6).

-           Project activities should inform, consult and involve 
adequately stakeholders in the technical roundtables to mainstream 
IWRM, development of the strategy and action plans, SAP 
addendum, water pollution platforms, binational flood warning 
system and in documentation of project lessons, in which special 
attention should be given to adequately integrate key local 
stakeholders.

-           Capacities development activities should ensure that 
stakeholders are previously informed and that their participation is 
effective. 

-           Update stakeholders on changes to project and involve them 
in any new screening, assessment, and management of additional 
potential social and environmental risks and impact.

-           The GPE will periodically verify that project actions comply 
with UNDP Safeguards. 
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Description Impact 
and 

Likelihood
[7]

Mitigation management measures

 

Risk 3. Local 
stakeholders may not 
be properly engaged 
during the 
identification and 
creation of new 
conservation sites 
and the preparation 
of the long-term 
vegetation restoration 
plan in Cerros de 
Amotape National 
Park.

 

 

L 4

I 4

-           During the project implementation, the Stakeholders 
Engagement Plan, will be fully implemented, an associated budget 
has been allocated (Annex 6).

-           The project team will have a Gender, safeguards and 
participation specialist (GPE) as detailed in Project Staff Terms of 
references (Annex 5) for technical implementation of the project 
and to implement, support and assess progress of the Stakeholders 
Engagement Plan (Annex 6). 

-           A grievance mechanism for local communities and 
stakeholders involved in the project has been designed to raise and 
voice their concerns, claims and/or grievances in cases where 
project interventions may adversely impact them (Annex 6).

-           For the implementation of the activities related to (i) the 
identification of potential new ACMUS and the creation of new 
ACMUS, (ii) the preparation of the long-term vegetation restoration 
plan in Cerros de Amotape, and (iii) the creation of new 
conservation areas in Peru, specific local landowners and user 
groups should be properly involved and actively been engaged as 
key considerations of Standard 5 to prevent and minimize impacts.  
In this respect, a Livelihood Action Plan will be prepared for the 
creation of new conservation sites (i.e., OMECs) in Peru, a 
Livelihood Action Plan for new ACMUS in Ecuador, and a Process 
Framework will be prepared in the case of Cerros de Amotape, 
these instruments will be developed before starting the activities in 
order to establish appropriate local stakeholders engagement actions 
related to the risk and complying with correspondent with SES. 

-           This risk is included in the ESMF (Annex 17).
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Description Impact 
and 

Likelihood
[7]

Mitigation management measures

 

Risk 4. Inadequate 
management of 
restoration activities 
may alter critical 
habitats in the ten 
intervention sites.

 

 

 

L 2

I 4

-           Before starting restoration activities, a process to ensure that 
each restoration plan complies with the requirements of a 
Biodiversity Action Plan (BAP) or SES Standard 1 requirements as 
defined in critical habitats.

-           Prepare georeferenced maps of each intervention area and 
map each individual plot to be restored to identify natural and 
critical habitats.  

-           Prepare ?proven practice guidelines for vegetation 
restoration for watershed conservation?. At project start, a working 
group with the support of a biodiversity expert will be formed with 
the three water funds (FORAGUA, FORASAN, FAQCH) and 
AIDER to exchange experience and delineate guidelines for the 
vegetation restoration process, based on proven practices. The 
guidelines will comply with SES Standard 1 (Biodiversity 
Conservation) and with the BAP, and will become mandatory for all 
project interventions.

-           The selection criteria for the responsible parties that will 
implement (i) the Pampas de Hospital and San Jacinto and (ii) the 
Cooperativa agraria Culqui interventions in Peru will include and 
give a high priority weight to practical experience on vegetation 
restoration for watershed conservation. 

-           The responsible parties that will implement vegetation 
restoration actions will: (i) prepare a restoration plan for each site 
which is in line with the ?proven practice guidelines for vegetation 
restoration for watershed conservation?, and (ii) give evidence in 
their progress reports of the application of the ?proven practice 
guidelines for vegetation restoration for watershed conservation?.

-           This risk is included in the ESMF (Annex 17).
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Description Impact 
and 

Likelihood
[7]

Mitigation management measures

 
Risk 5. Limitations 
of use in the 
restoration areas and 
in the new 
conservation areas 
may affect the 
livelihoods of 
landowners and 
neighbours.
 

 

L 4

I 3

-           Before starting the restoration planning processes a 
Livelihood Action Plan for Peru and a Livelihood Action Plan for 
Ecuador should be prepared and disseminated, which include 
situations in which access to resources may be restricted.

a)        In the restoration planning process on each plot to be 
restored, the following procedure will be applied:

-           Establish baseline information, assessing potential risk and 
impact about the uses and users of the sites/lands or assets 
(landowner and neighbours) that may be potentially affected. 

-           Prepare an inventory of tenure and property rights of 
potentially affected persons related to affected lands and resources 
(including recognition of customary rights and collective or 
communal forms of land tenure).

-           Meet with the landowner and other users to effectively 
involve them in informed consultations about the purpose and 
benefits of the intervention and the activities that will be banned 
(e.g., livestock grazing, logging, planting of short-cycle crops, 
hunting) and engage them in the process of design and 
determination of necessary measures to address the restrictions.

-           Negotiate with the landowner the pertinent conservation 
agreement and compensation measures. 

-           Sign the conservation agreement and inscribe it in the land 
registry.

-           Design and implement communication and education 
activities to incentivise non-proprietor users to change their 
practices and to support vegetation restoration.

b)      A Livelihood Action Plan for new OMECs in Peru and a 
Livelihood Action Plan for new ACMUS in Ecuador will be 
developed before implementation.

-           In the new conservation areas (i.e., OMECs), the following 
procedure will be applied:

-           Establish baseline information, assessing potential risk and 
impact about the uses and users of the areas that may be potentially 
affected, the lands and resources. 

-           Prepare an inventory of tenure and property rights of 
potentially affected persons related to affected lands and resources 
(including recognition of customary rights and collective or 
communal forms of land tenure).

-          Organise preliminary participatory meetings to understand 
the perspectives and concerns of land holders and users and to 
clearly explain the purpose and benefits of establishing ?other area-
based conservation measures? conservation areas.

-           Design and implement engagement activities to involve 
local stakeholders into the process of establishing the new 
conservation areas and the design and determination of necessary 
measures to address the restrictions. 

-           This risk is included in the ESMF (Annex 17).
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Description Impact 
and 

Likelihood
[7]

Mitigation management measures

Risk 6. Limitations 
of use in the 
restoration areas and 
in the long-term 
restoration plan in 
the Cerros de 
Amotape National 
Park may affect the 
livelihood of people 
living inside the 
protected area and in 
its buffer zone.

 

 

L 4

I 3

-           A Process Framework should be developed to establish the 
process by which the members of the potentially affected 
communities living inside the protected areas and its buffer zone 
will participate in the determination of measures necessary to 
confront the restrictions of use that may affect their livelihoods.

-          Establish baseline information, assessing potential risk and 
impact about the uses / lands/ assets and users that may be affected. 

-           Organise participatory meetings to understand the 
perspectives and concerns of users and to clearly explain the 
purpose and benefits of habitat restoration and the activities that 
will be banned (e.g., livestock grazing, hunting) and engage them 
into the process of design and determination of necessary measures 
to address the restrictions.

-           All these activities will be consistent with the protected area 
management plan and their managers, as well as other necessary 
measures to promote and enhance the conservation aims and 
effective management of the area.

-          Include into the long-term restoration plan, communication 
and education activities and compensation measures to motivate 
users to support habitat restoration.

-           This risk is included in the ESMF (Annex 17).

Risk 7. Invasive 
species may be 
introduced during 
reforestation 
activities and/or may 
colonise the restored 
areas due to 
inadequate 
maintenance 
practices.

 

 

 

L 2

I 3

 

-           At project start, with the support of a biodiversity expert, the 
reforestation activities will be reviewed in order to comply with 
SES Standard 1 (Biodiversity Conservation) and with the 
requirements of BAP.

-          In reforestation interventions, the restoration plans (see risk 
4 above) must include actions to (i) enhance the survival and 
high growth of plants, (ii) fill the gaps left by seedlings that did 
not survive, and (iii) manual removal of invasive plants.

-          In passive restoration interventions, the restoration plans 
must include actions for (i) manual removal of invasive plants 
during site preparation and (ii) surveillance and manual 
removal of invasive plants during the maintenance phase.

-          In all cases, inform the local population about invasive plant 
species present in the area and the impacts they have on the 
environment and their livelihoods.

-           This risk is included in the ESMF (Annex 17).
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Description Impact 
and 

Likelihood
[7]

Mitigation management measures

Risk 8. Non-native 
species may be used 
in reforestation 
actions in Peru and 
silvopastoral 
interventions in 
Ecuador.

 

L 2

I 3

 

-           In all cases, the project interventions will only use native 
species. The restoration plans will indicate the plant species to be 
used and the pertinent national authorities will verify and certify 
that these species are native and proper for the area to be planted. 

-           This risk is included in the ESMF (Annex 17).

Risk 9: The project 
outcomes may be 
sensitive or 
vulnerable to the 
potential impacts of 
climate change.

 

 

L 4

I 3

 

-           Climate conditions will be monitored biannually, mainly 
through the NOAA climate prediction centre weekly report on 
ENSO recent evolution, current status and predictions. 

-           This information will be disseminated to all project partners 
and beneficiaries.

-           Implement an annual review of project outcomes and 
workplans will be adjusted, as needed, to cope with the impacts of 
ENSO events.

COVID-19 opportunities and challenges for project implementation
 
1.       Introduction

The COVID-19 viral pandemic is an unprecedented global phenomenon. The pandemic has had severe 
impacts in human livelihoods and wellbeing. The pandemic generated global health and socioeconomic 
crises.  There was as severe health crisis and a disruption of the global economy that still is affecting the 
whole world. It disrupted production systems and supply chains and produced societal impacts, 
exacerbating inequalities and increasing poverty (Ahmed et al., 2020; Alon et al., 2020; Sumner et al., 
2020; Torales et al., 2020; Van Lancker & Parolin, 2020). Sumner et al. (2020) estimated that the 
pandemic would increase global poverty by as much as half a billion people.

The World Health Organisation forecasts that the pandemic will end in 2022. However, COVID-19 will 
still be a public health challenge in the years to come and there is a high risk that new emerging disease 
events will develop in the near future[1].

In the scope of the project, the pandemic strongly affected the economies and societies of Ecuador and 
Peru. In 2020, the GDP contracted about 13% in Peru and 9% in Ecuador (CEPAL, 2022). In parallel the 
home income declined about 28% in Peru and 14% in Ecuador. Both countries have experienced several 
infection waves. The most severe occurred during January 2022.

The GEF is contributing to respond to this crisis and to mitigate the impacts of possible future pandemics 
by mainstreaming specific strategic actions into project design and implementation. The purpose of this 
intervention is to assist the countries to advance towards green recovery[2] and to build resilience 
strategies.
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The present document outlines the COVID-19 related challenges and opportunities for the project ? 
?Implementation of the Strategic Action Programmes and the National Strategic Action Plans for the 
Integrated Water Resources Management in the Puyango-Tumbes, Catamayo-Chira and Zarumilla 
Transboundary Aquifers and River Basins? (GEF Project ID 10700 | PIMS 6291). It also details project 
mitigation actions and contributions to advance towards green recovery.

2.       Main impacts of COVID

The main impacts in the project area were:

(i) A health crisis caused by widespread of the virus and limited capacity of the health system to attend the 
large number of infected persons in particular those with acute respiratory distress. 

II)  The suspension of economic activities impacted tourism, commerce, transportation, restaurants, health, 
education and provision of services in general, affecting in general to all employed and dependent on these 
economic activities, however, in some cases, the situation of populations with fewer resources worsened.

iii) State expenditures made to meet health urgent needs, above budget allocations, generated a posterior 
significant contraction of the economies and with which, the unfavourable conditions of economic, social 
and health care of the poor populations of the countries, worsened.

3.       Project contributions to confront the main impacts of COVID

The project will contribute in the following ways to recover from the impacts of the pandemic and to 
improve sustainability and resilience:

-          The project will focus to strengthen mechanisms to improve territorial planning and management in 
the three transboundary basins, integrating aspects such as climate change and disaster risk 
management (outcome 1.1).

-          Capacities of relevant stakeholders from key public entities, regional governments, provincial 
governments, and local government will be fostered and strengthen by IWRM trainings (Outcome 
1.2). These actions will support the integration of core aspects related to transboundary IWRM in 
terms of management, conservation, and protection of water resources and natural infrastructure, and 
climate change.

-          The project will develop several interventions to contribute to biodiversity conservation, climate 
change adaptation and the application of the ecosystem approach, therefore contributing to global 
health:  

o    Ten demonstration interventions for the protection and conservation of recharge and 
catchment areas with an ecosystem approach (outcome 2.2).

o    Three demonstration interventions of water saving irrigation for climate resilience to increased 
efficiency of irrigation systems for productive development (Outcome 2.3).



o    Two demonstration interventions for pollution reduction of surface water that will address 
water pollution caused by farm animals and the removal of heavy metals from drinking water 
(Outcome 2.4).

o    A binational flood early warning system (Outcome 3.2).

1.          These interventions will add to develop an enabling environment to sustain post-pandemic 
sustainable economic and social recovery.

4.       Main risks during project implementation

The two main project risk identified: 

[1] Project implementation delays caused by a number of situations like travel restrictions, increased risk of 
infection by the emergence of new COVID-19 variants, and increased cost of goods and services.

To mitigate project implementation delays the following actions will be applied:





[2] Difficulty to materialise the project co-financing because the countries focus budgets on economic 
pandemic recovery actions. To mitigate this risk the following actions will be applied:s risk the following 
actions will be applied:
?  Maintain fluid communication with project partners to identify difficulties in materializing co-financing.

?  Encourage project partners to maintain as much as possible their contributions to the project. 

?  Seek opportunities of collaboration with national post-pandemic socioeconomic recovery strategies, and 
other projects and initiatives to obtain contributions that can add to project co-financing.

[3] Due to the potential economic difficulties derived from the pandemic, some stakeholders may have 
limitations to get involved as well as not much time may be devoted to project activities, and their interest 
may decrease.

To mitigate this risk the following actions will be applied:

?  Maintain fluid communication with project partners to identify difficulties in local areas.

?  Encourage local project stakeholders to actively participate due to the future environmental and social 
benefits derived from the Project.

?  Develop communication actions based on the stakeholder engagement plan where interest, involvement 
and participation in the project can be attracted and maintained.

[1] IPBES. (2020) IPBES workshop on biodiversity and pandemics. Executive summary. 
Intergovernmental Platform on Biodiversity and Ecosystem Services (IPBES). Bonn, Germany, 14 pp.

Poorolajal, J. (2021). The global pandemics are getting more frequent and severe. Journal of Research in 
Health Sciences, 21(1), e00502.

[2] For the GEF green recovery strategies and actions include investments in sustainable, inclusive, 
resilient, low-carbon, low-polluting, nature positive and circular economy-based pathway for society to 
withstand future shocks coming from climate change, natural and manmade disasters, and other global 
challenges.

[1] According to UNDP Enterprise Risk Management (ERM) Policy (UNDP, 2018): social and 
environmental, financial, operational, organizational, political, regulatory, strategic, and safety and 
security. 

[2] Five-point scale according to UNDP Enterprise Risk Management (ERM) Policy (UNDP, 2018). For 
impact: 1. Negligible, 2. Minor, 3. Intermediate, 4. Extensive, 5. Extreme. For likelihood: 1. Not likely, 2. 
Low likelihood, 3. Moderately likely, 4. Highly likely, 5. Expected.
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[3] Finished, reducing, increasing, without change.

[4] In Ecuador in May 2025 and in Peru in July 2026.

[5] In Ecuador in May 2023 and May 2027. In Peru in January 2023 and January 2027.

[6] By 10 February 2022 a La Ni?a event was developing. There was a 77% chance that it will continue 
until May 2022 and then transition to ENSO-neutral conditions.

[7] Five-point scale according to UNDP Social and Environmental Screening Procedure (UNDP, 2019). 
For impact of a risk: 1. Negligible, 2. Minor, 3. Intermediate, 4. Extensive, 5. Extreme. For likelihood: 1. 
Not likely, 2. Low likelihood, 3. Moderately likely, 4. Highly likely, 5. Expected.

6. Institutional Arrangement and Coordination

Describe the institutional arrangement for project implementation. Elaborate on the planned 
coordination with other relevant GEF-financed projects and other initiatives. 

1.          UNDP is accountable to the GEF for the implementation of this project. This includes overseeing 
project execution undertaken by the Implementing Partner (paragraph 296) 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) letters for this project. The UNDP GEF 
Executive Coordinator, in consultation with UNDP Bureaus and the Implementing Partner, retains the right 
to revoke the project DOAs, suspend or cancel this GEF project. UNDP is responsible for the Project 
Assurance function in the project governance structure and reports on this matter during the Project Board 
meetings (Figure 5, paragraphs 302, 310 and 311). In addition, UNDP will have the role of a "development 
partner" in the Project Board and will attend meetings as a voting member (Figure 5, paragraph 309). 

2.          The UNDP country office in Peru will be the ?Coordinating Country Office? for this binational 
project and the UNDP Country Office in Ecuador will be referred as the ?Participating Country Office?. 
The Resident Representatives of both Country Offices will assume full and primary responsibility and 
accountability to sign the UNDP-GEF Project Document for this project and to ensure the timely 
implementation of this GEF-financed project.

 

Implementing partner (project executing entity)

3.          The Implementing Partner for this project is IUCN. This agency was selected through a 
competitive process that followed the conditions agreed by the delegates of the participating countries. The 
Implementing Partner is the entity to which the UNDP Administrator has entrusted the implementation of 
UNDP assistance specified in this signed project document along with the assumption of full responsibility 
and accountability for the effective use of UNDP resources and the delivery of outputs, as set forth in this 
document.
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4.          For this project, the UNDP country office in Peru will be the ?Coordinating Country Office? and 
the UNDP country office in Ecuador will be the ?Participating Country Office?. Therefore, these two 
country offices will be the direct points of contact for the Implementing Partner and will oversee the 
execution of the pertinent agreements.

5.          The Implementing Partner is responsible for executing this project. Specific tasks include:

?  Project planning, coordination, management, monitoring, evaluation, and reporting.  This includes 
providing all required information and data necessary for timely, comprehensive, and evidence-
based project reporting, including results and financial data, as necessary. The Implementing 
Partner will strive to ensure project-level monitoring and evaluation counts with the participation 
of national institutions and is aligned with national systems so that the data used and generated 
by the project supports national systems. 

?  Overseeing the management of project risks as included in this project document and new risks 
that may emerge during project implementation. 

?  Procurement of goods and services, including human resources.

?  Financial management, including overseeing financial expenditures against project budgets.

?  Approving and signing the combined delivery report at the end of the year, and

?  Signing the financial report or the funding authorization and certificate of expenditures.

Responsible parties

6.          The implementing partner will enter into a written agreement / contract with each of the 
responsible parties that will provide goods and services to the project, carry out project activities and 
produce project outputs.  The responsible parties are accountable directly to the implementing partner.

7.          The responsible parties were designated by the participating countries during project preparation. 
The following organisations will be responsible parties (Table 4):

                    i.            The Regional Water Fund for the Chira Piura watershed (FORASAN Piura).

                  ii.            The Regional Water Fund (FORAGUA).

                iii.            The Association for Integral Research and Development (AIDER).

Project stakeholders and target groups

8.          The project partners are the Ministry of Environment, Water and Ecological Transition of Ecuador 
(MAATE), the Ministry of the Environment of Peru (MINAM), the National Water Authority of Peru 
(ANA), the Ministry of Foreign Affairs of Peru (MREP), and the Ministry of Foreign Affairs and Human 
Mobility of Ecuador (MREMH). In addition, key collaborators will be the provincial governments of El 



Oro and Loja in Ecuador (GAD El Oro and GAD Loja), and the regional governments of Piura and 
Tumbes in Peru (GORE Piura and GORE Tumbes).

Project governance structure

9.          The project organisation structure is presented in Figure 5. The UNDP Resident Representative of 
the Coordinating Country Office (Peru) and the UNDP Resident Representative of the Participating 
Country Office (Ecuador) assume full responsibility and accountability for oversight and quality assurance 
of this project and ensures its timely implementation in compliance with the GEF-specific requirements 
and UNDP?s Programme and Operations Policies and Procedures (POPP), its Financial Regulations and 
Rules and Internal Control Framework. Representatives of the UNDP Coordinating Country Office (Peru), 
UNDP Participating Country Office (Ecuador) and the Regional Technical Advisor for Waters, Oceans, 
Ecosystems and Biodiversity of UNDP?s Regional Office for Latin America and the Caribbean (RTA 
RLAC) will jointly assume the assurance role and will present assurance findings to the Project Board, and 
therefore attend project board meetings as non-voting members.  

Segregation of duties and firewalls vis-?-vis UNDP representation on the project board:

10.      As noted in the Minimum Fiduciary Standards for GEF Partner Agencies, in cases where a GEF 
Partner Agency (i.e., UNDP) carries out both implementation oversight and execution of a project, the 
GEF Partner Agency (i.e., UNDP) must separate its project implementation oversight and execution duties, 
and describe in the relevant project document a: 1) Satisfactory institutional arrangement for the separation 
of implementation oversight and executing functions in different departments of the GEF Partner Agency; 
and 2) Clear lines of responsibility, reporting and accountability within the GEF Partner Agency between 
the project implementation oversight and execution functions. 

11.      In this case, UNDP is only performing an implementation oversight role in the project vis-?-vis its 
role in the project board and in the project assurance function and therefore a full separation of project 
implementation oversight and execution duties has been assured.

Roles and Responsibilities of the Project Organization Structure

Project board

12.      The project will be governed by a multi-stakeholder board or committee established to review 
performance based on monitoring and evaluation, and implementation issues to ensure quality delivery of 
results (Figure 5). The Project Board (also called the Project Steering Committee) is the most senior, 
dedicated oversight body of the project.

13.      The two main (mandatory) and nondelegable roles of the project board are:

                    i.            High-level oversight of the execution of the project by the Implementing Partner (as 
explained in the ?Provide Oversight? section of the POPP). This is the primary function of 
the project board and includes annual (and as-needed) assessments of any major risks to the 
project, and decisions/agreements on any management actions or remedial measures to 
address them effectively. The project board reviews evidence of project performance based 
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on monitoring, evaluation, and reporting, including progress reports, evaluations, risk logs 
and the combined delivery report. The project board is responsible for taking corrective 
action as needed to ensure the project achieves the desired results.

                  ii.            Approval of strategic project execution decisions of the Implementing Partner with a 
view to assess and manage risks, monitor, and ensure the overall achievement of projected 
results and impacts and ensure long term sustainability of project execution decisions of the 
Implementing Partner (as explained in the ?Manage Change? section of the POPP).

Figure 5. Project organization chart.

1.          Requirements to serve on the Project Board:

?  Agree to the terms of reference of the board and the rules on protocols, quorum, and minuting.

?  Meet annually, at least once per year.

?  Disclose any conflict of interest in performing the functions of a project board member and take all 
measures to avoid any real or perceived conflicts of interest. This disclosure must be documented 
and kept on record by UNDP.

?  Discharge the functions of the project board in accordance with UNDP policies and procedures.

?  Ensure highest levels of transparency and ensure project board meeting minutes are recorded and 
shared with project stakeholders.

about:blank


2.          Responsibilities of the Project Board:

i. Consensus making.

(1) The project board provides overall guidance and direction to the project, ensuring it remains within any 
specified constraints, and providing overall oversight of the project implementation. 

(2) Review project performance based on monitoring, evaluation and reporting, including progress reports, 
risk logs and the combined delivery report.

(3) The project board is responsible for making management decisions by consensus. 

(4) To ensure UNDP?s ultimate accountability, project board decisions should be made in accordance with 
standards that shall ensure management for development results, best value money, fairness, integrity, 
transparency, and effective international competition.  

(5) In case consensus cannot be reached within the Board, the UNDP representative on the board will 
mediate to find consensus and, if this cannot be found, will take the final decision to ensure project 
implementation is not unduly delayed. 

ii. Oversee project execution. 

(1) Agree on project binational coordinator?s tolerances as required, within the parameters outlined in the 
project document, and provide direction and advice for exceptional situations when the project binational 
coordinator?s tolerances are exceeded.

(2) Appraise annual work plans prepared by the Implementing Partner for the project and review the 
combined delivery reports prior to certification by the implementing partner.

(3) Address any high-level project issues as raised by the project binational coordinator and project 
assurance.

(4) Advise on major and minor amendments to the project within the parameters set by UNDP and the 
donor and refer such proposed major and minor amendments to the UNDP BPPS Nature, Climate and 
Energy Executive Coordinator (and the GEF, as required by GEF policies).

(5) Provide high-level direction and recommendations to the project management unit to ensure that the 
agreed deliverables are produced satisfactorily and according to plans.

(6) Track and monitor co-financed activities and realisation of co-financing amounts of this project. 

(7) Approve the Inception Report, the GEF annual project implementation reports (PIRs), and the mid-term 
review and terminal evaluation reports.

(8) Ensure commitment of human resources to support project implementation, arbitrating any issues 
within the project



iii. Risk Management:

(1) Provide guidance on evolving or materialized project risks and agree on possible mitigation and 
management actions to address specific risks. 

(2) Review and update the project risk register and associated management plans based on the information 
prepared by the Implementing Partner. This includes risks related that can be directly managed by this 
project, as well as contextual risks that may affect project delivery or continued UNDP compliance and 
reputation but are outside of the control of the project. For example, social and environmental risks 
associated with co-financed activities or activities taking place in the project?s area of influence that have 
implications for the project. 

(3) Address project-level grievances.

iv. Coordination:

(1) Ensure coordination between various donor and government-funded projects and programmes. 

(2) Ensure coordination with various government agencies and their participation in project activities.

 

3.          The composition of the project board must include individuals assigned to the following three 
roles: 

?  Project Executive. These are persons who represents ownership of the project and cochair the 
project board. In this project the Project Executive are (i) the Vice Ministry of Water of 
MAATE, (ii) the Vice Ministry of Environment of MAATE, the (iii) the Vice Ministry of 
Strategic Development of Natural Resources of MINAM and (iv) the Director of Planning 
and Development of Water Resources of ANA.

?  Beneficiary Representatives. These are persons representing the interests of those groups of 
stakeholders who will ultimately benefit from the project. Their primary function within the 
board is to ensure the realization of project results from the perspective of project 
beneficiaries. In this project the beneficiary representatives are the Director General of 
Sovereignty, Borders and Antarctic affairs of MREP, the Director of Neighbourhood 
Relations of MREMH, a Representative of Peru?s Regional Governments and a 
Representative of Ecuador?s Provincial Governments.

?  Development Partner. These are persons representing the interests of the parties concerned that 
provide funding, strategic guidance and/or technical expertise to the project. In this project 
the Development Partner is the UNDP Resident Representative in Peru, in coordination with 
the UNDP Resident Representative in Ecuador.

In addition, the GEF Operational Focal Points in Ecuador and Peru will attend project board meetings as 
non-voting participants.



 

Project assurance

4.          Project assurance is the responsibility of each project board member. However, UNDP has a 
distinct assurance role for all UNDP projects in carrying out objective and independent project oversight 
and monitoring functions. UNDP performs quality assurance and supports the project board (and the 
project management unit) by carrying out objective and independent project oversight and monitoring 
functions, including compliance with the risk management and social and environmental standards of 
UNDP. It must be emphasised that the project board cannot delegate any of its quality assurance 
responsibilities to the project binational coordinator. Project assurance is totally independent of project 
execution.

5.          A designated representative of UNDP playing the project assurance role is expected to attend all 
board meetings and support board processes as a non-voting representative. It should be noted that while in 
certain cases UNDP?s project assurance role across the project may encompass activities happening at 
several levels (e.g., global, regional), at least one UNDP representative playing that function must, as part 
of their duties, specifically attend board meeting and provide board members with the required 
documentation required to perform their duties. The UNDP representative playing the main project 
assurance function is the Regional Technical Advisor for Waters, Oceans, Ecosystems and Biodiversity 
Nature, Climate and Energy Team of UNDP?s Regional Office for Latin America and the Caribbean (RTA 
RLAC) in coordination with Representatives of the UNDP Coordinating Country Office (Peru) and UNDP 
Participating Country Office (Ecuador).

Technical Committee for Execution Oversight 

6.          The Technical Committee for Execution Oversight is a binational inter-institutional coordination 
instance. Its main roles are to:

                    i.            Ensure fluid inter-sectoral communication and collaboration within and among the 
countries. 

                  ii.            Guarantee ownership of the activities implemented by the Implementing Partner, 
ensuring the results are aligned with the countries? policies and priorities.

                iii.            Provide technical guidance to the binational project coordinator and the project 
management unit to support the achievement of the project outcomes. 

                 iv.            Review and pre-approve the annual work plan and its corresponding budget before 
they are submitted for consideration of the Project Board.

                   v.            Appraise and comment the draft PIR before it submitted for consideration of the 
Project Board.

7.          The Technical Committee for Execution Oversight will be composed by formally designated 
delegates from ANA, MAATE, MINAM, MREMH, MREP, SENAMHI and INAMHI. The chair of the 



committee will be elected by its members. In its first meeting, the Technical Committee for Execution 
Oversight will agree its operating procedures. The draft terms of reference of the committee are in Annex 5 
of the PRODOC.

Project management unit ? execution of the project

8.          The project management unit (PMU) is headed by the binational project coordinator (CDP) and 
includes six members (Figure 5) who will be contracted by the implementing partner, using GEF resources, 
solely for the execution of this project. The implementing partner will apply strict measures to prevent that 
the project?s personnel is involved in other matters or activities, in particular of the implementing partner. 
At least 50% of its members will be women.

9.          The members of the project management unit will be based in the cities of Piura (Peru) and Loja 
(Ecuador), office space and working facilities will be provided by ANA and MAATE, respectively. The 
main project office will be in Piura, there will work (i) the CDP, (ii) the monitoring and evaluation 
specialist (MEE), and (iii) the operations manager (ADM). The satellite office will be in Loja, there will 
work (i) the senior water resources specialist, (ii) the gender, safeguards and participation specialist (GPE), 
and (iii) the communications and knowledge management specialist (COM). The WRE will head the 
satellite office. Table 11 summarises the main responsibilities of the members of the project management 
unit and Annex 5 of the PRODOC has the terms of reference for each post.  

10.      Furthermore, ANA and MAATE will provide additional office space and working facilities in the 
cities of Tumbes and Quito, respectively. 

11.      The binational project coordinator is the most senior technical representative of the PMU, while the 
operations manager is responsible for the overall administrative day-to-day management of the project. 
Both of them will attend all board meetings and will keep minutes and support board processes as non-
voting representatives.

Binational project coordinator

12.      The binational project coordinator will lead the technical implementation of the project (Table 11). 
This person will guide the thematic specialists and will closely coordinate with the operations manager to 
ensure adequate project implementation within the constraints laid down by the project board. 

13.      The coordinator?s primary responsibility is to ensure that the project produces the results specified 
in the project document, to the required standard of quality and within the specified constraints of time and 
cost. This person will verify the technical quality of the deliverables from the project staff, responsible 
parties, consultants, and sub-contractors. The specific responsibilities and deliverables of the binational 
project coordinator are listed in Table 11 and Annex 5 of the PRODOC.  The binational project coordinator 
will inform the project board and the project assurance roles of any technical delays or difficulties as they 
arise during implementation so that appropriate support and corrective measures can be adopted.

14.      The Implementing Partner appoints the binational project coordinator, who must be different from 
any Implementing Partner?s representative that will eventually attend board meetings. The binational 



project coordinator will remain on contract until the Terminal Evaluation report and the corresponding 
management response have been finalized and the required tasks for operational closure and transfer of 
assets are fully completed. 

15.      The CDP will ensure fluid communication and coordination among project partners, responsible 
parties, and UNDP, as well as other entities that contribute to project execution (e.g., local governments, 
civil society organizations, international organisations). The CDP will be responsible for the development 
of the transboundary governance arrangements needed in several outcomes and for providing overall 
technical guidance during project implementation (Table 11).

Thematic specialists

16.      There will be five thematic specialists (Figure 5), who will coordinate specific outcomes and will 
work together with the responsible parties, project partners and other participating entities. These persons 
will have cross-cutting functions to all project outcomes but will also have specific duties (Table 11). 

                         i.            The operations manager will provide administrative, logistic, and financial support 
for project execution. This person is responsible for the administrative day-to-day 
management of the project. This includes the mobilisation of resources, contract 
management, budget management, bookkeeping, and procurement. The operations manager 
will present key administrative documents to the board for their review and approval, 
including progress reports, annual work plans and budget, adjustments to tolerance levels 
and risk registers. Also, this person will inform the project board and the project assurance 
roles of any administrative delays or difficulties as they arise during implementation so that 
appropriate support and corrective measures can be adopted.

                       ii.            The senior water resources specialist will ensure that the IWRM approach is 
implemented in all project actions. In addition, this person will head the satellite office in 
Loja and will coordinate project activities in Ecuador. This person will be responsible for 
(a) implementing institutional strengthening and training activities, (b) the development of 
the monitoring and reporting systems, and Zarumilla?s transboundary flood early warning 
system, and (c) to supervise the implementation of all site interventions in both countries. 
This person will head the satellite office in Ecuador.

                     iii.            The gender, safeguards and participation specialist will be responsible for 
promoting and coordinating the effective participation of diverse key stakeholders, direct 
beneficiaries, and local groups, as well as the implementation of the stakeholder 
engagement plan, the gender action plan and the environmental and social management 
framework. This person will ensure that (i) gender equality and intergenerational equity are 
mainstreamed in all project actions, and (ii) that GEF and UNDP safeguards are complied, 
monitored and reported.

                      iv.            The communications and knowledge management specialist will ensure that key 
stakeholders receive vital information about the purpose and development of the project. 
This person will (i) prepare and implement the project?s communication and knowledge 



transfer strategies (paragraphs 237 and 242), (ii) develop and operate the project?s website 
and the array of social media channels used to communicate with the public, and (ii) ensure 
that all communications and documents use inclusive, intercultural-sensitive and gender-
inclusive language.

                        v.            The monitoring and evaluation specialist will coordinate actions to document and 
monitor the project activities and will be directly responsible of the execution of the 
monitoring and evaluation plans. In addition, this person will support that learning is 
thoroughly documented. 

 Table 11. Main responsibilities of the technical members of the project management unit



7. Consistency with National Priorities

Describe the consistency of the project with national strategies and plans or reports and 
assesments under relevant conventions from below:

NAPAs, NAPs, ASGM NAPs, MIAs, NBSAPs, NCs, TNAs, NCSAs, NIPs, PRSPs, NPFE, 
BURs, INDCs, etc.

1.          At the binational level, the project is in line with the following instruments that include water-
related cooperation:

?  Treaty of Commerce and Navigation.
?  Broad Ecuadorian-Peruvian Agreement on Border Integration, Development and Neighbourhood (The 
Neighbourhood Commission, The Strengthening of Bilateral Cooperation, The Border Regime, and The 
Binational Development Plan for the Peru-Ecuador Border Region).
?  Exchange of notes on the basis agreement for the rehabilitation or reconstruction of the water intake and 
related works of the Zarumilla Canal, as well as the regulations for the administration of the Zarumilla 
Canal and the use of its waters.
?  Exchange of notes on the agreement of the constitution of the Ecuadorian-Peruvian Binational 
Commission on measures of mutual confidence and security.
?  The ?Agreement that establishes the Binational Commission for the Integrated Management of Water 
Resources of Transboundary Hydrographic Basins between the Republic of Peru and the Republic of 
Ecuador? of 2017. This instrument was approved by the Congress of Peru on October 2020 (Legislative 
Resolution 31058) and by the Ecuadorian National Assembly on September 2021 (Resolution II-2021-
2023-003).
2.          At the national level, the project is consistent with:



[1]   The water resources strategies and plans of both countries. 
a.       In Ecuador, the project aligns with:

                                                                  i.      The National Plan for Integrated and Comprehensive 
Management of the Water Resources of the Hydrographic Basins and Micro-
basins of Ecuador of 2016 (PNGIRH for its acronym in Spanish). In particular 
with the action lines on planning and effective water resources management, 
the protection and conservation of water and soil and the implementation of 
measures for flood control and disaster relief.   

                                                               ii.      The National Water Quality Strategy 2016 ? 2030, in 
particular with strategy 5 on conservation and protection of water quality 
which includes the creation of protection zones for water sources.

                                                             iii.      The National Strategy for Drinking Water and Sanitation 
(ENAS) of 2016.

b.       In Per?, the project is in line with the State Policy on Water Resources of 2012, the 
National Water Resources Policy and Strategy of 2013, the National Plan for Water 
Resources of 2013, and the National strategy for the improvement of water resources 
quality (2016-2025). The strategy 3.2 of the National Water Resources Policy and 
Strategy is to promote and implement IWRM in transboundary basins.

[2]   The national biodiversity strategies and action plans of both countries.
a.       In Ecuador, the project is in line with the National Biodiversity Strategy 2015 ? 203 

and its corresponding Action Plan 2015 ? 2021. The project contributes to the following 
targets:

                                                                  i.      9.4. By 2021, the IWRM approach is implemented in at least 
three hydrographic demarcations, with emphasis on binational basins.

                                                               ii.      16.1 By 2021, the accumulated forest restoration surface has 
been increased to 3,000,000 ha, with emphasis on fragile ecosystems and 
hydrographic basins that contribute to multipurpose, irrigation, and hydro-
generation projects.

b.       In Peru, the project is in line with the National Biological Diversity Strategy to 2021 
and the Updated Action Plan of the National Biological Diversity Strategy to 2021 
(Executive Decree 004-2021-MINAM). The project contributes to the following 
objectives and targets:

                                                                  i.      Strategic objective 1. Improve the state of biodiversity and 
maintain the integrity of the ecosystem services it provides. Target 1. By 2021, 
the sustainable and effective management of biodiversity is consolidated in at 
least 17% of the land area and 10% of the marine area under different types of 
conservation and in situ management.

                                                               ii.      Strategic objective 2. Increase the contribution of biodiversity 
to national development by improving the country's competitiveness and the 
equitable distribution of benefits. Target 4. By 2021, five ecosystem services 
have been valued, ensuring the integrity of the ecosystems and respect for the 
indigenous peoples involved, and a similar number of competitive 
biobusinesses have been promoted, preferably oriented to the biocommerce 
model, managing to market two new products with value aggregate.



[3]   The climate change policies, strategies and plans of both countries. 
a.       In Ecuador, the project is in line with:

                                                                  i.      The National Strategy for Climate Change 2012-2025 
includes water resources is a priority sector for climate change adaptation. The 
project is in line with the following objectives:

?         Specific objective 4. Manage the water heritage with a comprehensive 
and integrated approach by hydrographic unit, to ensure the availability, 
sustainable use and quality of the water resource for the various human and 
natural uses, in the face of the impacts of climate change.

?         Specific objective 7. Include comprehensive risk management against 
extreme events attributed to climate change in the areas and activities at the 
public and private levels.

                                                               ii.      The first Nationally Determined Contribution (NDC) of 2019, 
which includes for the water sector:

1.       Incorporation of climate change criteria in national and sectoral 
strategies and plans for the water sector.

2.       Implementation of communication, dissemination and capacity 
building programs that allow the awareness of actors in the water 
sector and water users, about the effects of climate change.

3.       Generation and establishment of mechanisms for the conservation 
of water sources and implementation of their management plans to 
ensure, in the future, water in quantity and quality.

                                                             iii.      The Technology Needs Assessment (TNA) of 2013 which 
evaluated technologies for irrigation and water supply. These include the use 
of community funds to finance the improvement of agricultural and irrigation 
practices, the improvement of irrigation efficiency through loss reduction and 
training, and the monitoring of water resources at the sub-basin and aquifer 
levels.

b.       In Peru, the project is in line with:
                                                                  i.      The National Strategy in the face of Climate Change of 

2015. In particular with the actions to (i) increase in the proportion of people 
who know what actions to take for risk management in a climate change 
context and for adaptation to climate change, and (ii) reduce human and 
economic losses due to the occurrence of climatic disasters.

                                                               ii.      The update Nationally Determined Contributions 2021 ? 
2030, which includes as priority sectors agriculture, forests, and water.

The Technology Needs Assessment of 2012, which focused on water resources, specifically on micro and 
small reservoir rainwater harvesting and the use of micro-reservoir-regulated irrigation systems.
8. Knowledge Management 

Elaborate the "Knowledge Management Approach" for the project, including a budget, key 
deliverables and a timeline, and explain how it will contribute to the project's overall impact. 



1.          Outcome 4.2 of the proposed project focus on documenting and sharing the lessons from the 
project. Output 4.2.1 has two lines of work: (i) to facilitate communication and information flow among 
key project stakeholders and disseminate achievements and lessons, and (ii) to document and disseminate 
project lessons. Output 4.2.2 is the project monitoring and evaluation plan, which will provide inputs to 
identify and process project lessons.

2.          The project team will ensure extraction and dissemination of lessons learned and good practices to 
enable adaptive management and upscaling or replication at local and global scales. For this, two 
complementary knowledge transfer and communication strategies will be prepared and implemented 
(output 4.2.1). Project learning will be disseminated to targeted audiences through relevant information 
sharing fora and networks. The project will contribute to scientific, policy-based and/or any other networks 
as appropriate (e.g., by providing content, and/or enabling participation of stakeholders/beneficiaries). As 
indicated before, there will be close coordination and collaboration with IW:LEARN. To support 
dissemination of advances and lessons, GEF resources will be invested to support participation in the 
international waters? conferences of 2023 and 2025.

3.          The project team will identify, analyse, and share the learning that could be beneficial for the 
design and implementation of similar projects and the lessons will be widely disseminated. There will be a 
continuous exchange of information between this project and other projects of similar approach in the 
participating countries, region and worldwide.

4.          The lessons from the project will be collected into three documents which systematise 
experiences.  The provisional titles are:

?  Lessons on building transboundary governance in the Zarumilla, Puyango ? Tumbes and Catamayo 
? Chira basins.

?  Opportunities and challenges to conserve natural water infrastructure in the Zarumilla, Puyango ? 
Tumbes and Catamayo ? Chira transboundary basins.

?  Women and youth participation and representation challenges in transboundary IWRM.

5.          These documents (i) will be in a dissemination format (e.g., visually appealing, plain language) to 
be accessible to a wide audience, (ii) will use inclusive and gender-sensitive language, and (iii) will be 
available to be downloaded from the web. Each document will include summaries in Spanish and English. 

6.          Finally, a memoir of the project that systematises both achievements and learnings will be 
prepared. The memoir will be in a simple and very graphic format, so that it is accessible to the general 
public, and will use inclusive and gender-sensitive language. The document will have executive summaries 
in Spanish and English and it will be available to be downloaded from the web. In addition, three short 
videos will be prepared. These will summarise the project achievements and lessons, including testimonies 
of key stakeholders and beneficiaries. The short videos will be made available through IW: LEARN, the 
project partners websites and YouTube.



       The timeline for outcome 4.2 is in the multiyear workplan (Annex 3 of the PRODOC). The budget 
allocation for outcome 4.2 is USD 673,730. The details are sections ?outcome 4.2. Lessons on 
transboundary watershed management shared worldwide? and ?knowledge management? of the PRODOC.

Knowledge management budget 

Expenditure 
category Description USD

Prepare and edit learning documents (three documents). The documents 
will be in a format to be accessible to the general public (visually 
appealing, plain language). Each document will include summaries in 
Spanish and English. The documents will be in high-quality for web 
browsing and download.

31,500

Prepare and distribute project memoirs. Prepare and edit a 
communication document accessible to the general public (visually 
appealing, plain language) and three short videos that summarise the 
project achievements and lessons, including testimonies of key 
stakeholders and beneficiaries. The document will be in high-quality 
PDF format for online distribution and browsing. The short videos will 
be made available through IW:LEARN, the project partners websites 
and YouTube.

35,000

Works

Contract preparation of communication materials to implement the 
project?s communication strategy. 40,000

Goods Equipment and software for website and social-media platforms. Two 
servers  + twovideo cameras + dos voice recorders software to edit 
video, audio and images  + website and webinar administration software 

16,412

 Contract the development of information management tools related to 
the collaborative information management system 100,000

Development of project website according to IW:LEARN guidelines, 
linked to web portals of project partners. 10,000

Contractual 
Services ? 
Company

Maintenance and operation of project website (outsourced). 27,500
Binational Project Coordinator. 37,000
Water resources specialist. 31,660
Gender and participation specialist. 26,970
Monitoring and Evaluation specialist. 83,700

Salary and 
benefits / 
Staff costs

Communications & knowledge management specialist. 20,670
Initiation workshop with national stakeholders on each transboundary 
basin (three workshops). Includes materials, venue, food and lodging 
and travel support for participants from distant rural areas.

15,000

Onsite meetings for self-assessment with local groups implementing 
local interventions. Includes refreshments, venue, materials and travel 
support if necessary. Two meetings per site intervention (mid-term and 
end).  32 meetings (10 water conservation, 3 irrigation, 2 pollution 
control, 1 early warning).

96,000

Closing workshop with national stakeholders on each transboundary 
basin (three workshops).  Includes materials, venue, food and lodging 
and travel support for participants from distant rural areas.

15,000

Trainings, 
Workshops, 
Meetings

Participation in IWC2023 and IWC2025. Five persons per meeting (four 
country delegates + Binational Project Coordinator). 48,000

Airplane tickets for project team. 10,000Travel
 travel expenses of project team. 12,000



Expenditure 
category Description USD

Land travel of project team in project area. 17,318
Total  673,730

 

Knowledge management products and timeline
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9. Monitoring and Evaluation

Describe the budgeted M and E plan

1.       The monitoring and evaluation plan is described in the following sections of the PRODOC: "Output 
4.2.2. Project monitoring and evaluation plan", "V. Monitoring and Evaluation (M&E) Plan", and "Annex 
18. Monitoring plan." 

2.       The project results, corresponding indicators and mid-term and end-of-project targets in the project 
results framework will be monitored annually and evaluated periodically during project implementation. If 
baseline data for some of the results indicators is not yet available, it will be collected during the first year 
of project implementation. The Monitoring Plan included in Annex 18 of the PRODOC details the roles, 
responsibilities, frequency of monitoring project results. 

3.       Project-level monitoring and evaluation (M&E) will be undertaken in compliance with UNDP 
requirements as outlined in the UNDP programme and operations policies and procedures (POPP) and the 
UNDP Evaluation Policy[1]. The UNDP Country Office in Peru is responsible for ensuring full 
compliance with all UNDP project monitoring, quality assurance, risk management, and evaluation 
requirements. Additional mandatory GEF-specific monitoring and evaluation requirements will be 
undertaken in accordance with the GEF policy on monitoring[2] the GEF evaluation policy[3] and other 

https://undp-my.sharepoint.com/personal/joana_troyano_undp_org/Documents/00%20OFFICIAL/01%20JOANA/00%20Portfolio/6291%20Zarumilla%20SAP/PPG/resubmission%201/6291%20Zarumilla%20SAP%20CEO%20Endorsement%2002112022.doc#_ftn1
https://undp-my.sharepoint.com/personal/joana_troyano_undp_org/Documents/00%20OFFICIAL/01%20JOANA/00%20Portfolio/6291%20Zarumilla%20SAP/PPG/resubmission%201/6291%20Zarumilla%20SAP%20CEO%20Endorsement%2002112022.doc#_ftn2
https://undp-my.sharepoint.com/personal/joana_troyano_undp_org/Documents/00%20OFFICIAL/01%20JOANA/00%20Portfolio/6291%20Zarumilla%20SAP/PPG/resubmission%201/6291%20Zarumilla%20SAP%20CEO%20Endorsement%2002112022.doc#_ftn3


relevant GEF policies[4]. The costed M&E plan included below, and the Monitoring plan in Annex 18 of 
the PRODOC, will guide the GEF-specific M&E activities to be undertaken by this project.

4.       In addition to these mandatory UNDP and GEF M&E requirements, other M&E activities deemed 
necessary to support project-level adaptive management will be agreed during the Project Inception 
Workshop and will be detailed in the Inception Report. 

5.       Project monitoring and evaluation actions constitute output 4.2.2 and are detailed in the multiyear 
work plan (Annex 3 of the PRODOC) and the project budget (section VIII on page 119 of the PRODOC).

GEF monitoring and reporting requirements

Inception Workshop and Report

6.       A project inception workshop will be held within two months from the first disbursement date. 
Before this event it will be necessary that: (i) the PRODOC document has been signed by the countries, (ii) 
the agreement with the implementing partner has been signed, and (iii) the CDP has been contracted.

7.       The inception workshop will aim to: 

a.       Familiarize key stakeholders with the detailed project strategy and discuss any changes that may 
have taken place in the overall context since the project idea was initially conceptualized that may 
influence its strategy and implementation. 

b.       Discuss the roles and responsibilities of the project team, including reporting and 
communication lines, stakeholder engagement strategies and conflict resolution mechanisms. 

c.      Review the results framework and, if pertinent, adjust the indicators, means of verification and 
monitoring plans.

d.       Discuss reporting, monitoring and evaluation roles and responsibilities, and if pertinent, (i) 
adjust the monitoring and evaluation budget, (ii) identify national / regional entities that could be 
involved in the monitoring and evaluation actions of the project, (iii) discuss the role of the GEF 
operational focal points and other stakeholders in project monitoring and evaluation.

e.      Update and review responsibilities for monitoring project plans and strategies, including the risk log, 
UNDP's Social and Environmental Screening Procedure (Annex 4), ESMF (Annex 17), safeguards 
requirements, project grievance mechanism, gender plan, stakeholder engagement plan, knowledge transfer 
strategy, communication strategy and other relevant strategies.

f.        Review financial reporting procedures and budget monitoring and other mandatory 
requirements and agree on the arrangements for the annual audit. 

g.     Plan and schedule the meetings of the project board and confirm the annual work plan for the first 
year and finalise the terms of reference for the project board.
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h.       Formally launch the project.

8.       The CDP will prepare the inception report no later than two weeks after the inception workshop. The 
final version of the inception report will be cleared by the UNDP country offices in Ecuador and Peru and 
the UNDP-GEF Regional Technical Advisor, and then approved by the project board.

GEF project implementation report (PIR)

9.       The annual GEF project implementation report (PIR) covering the reporting period July (previous 
year) to June (current year) will be completed for each year of project implementation. Any environmental 
and social risks and related management plans will be monitored regularly, and progress will be reported in 
the PIR. 

10.     UNDP will undertake quality assurance of the PIR before submission to the GEF. The PIR submitted 
to the GEF will be shared with the project board. UNDP will conduct a quality review of the PIR, and this 
quality review and feedback will be used to inform the preparation of the subsequent annual PIR.  

GEF Core Indicators

11.     The GEF Core indicators included in Annex 9 will be used to monitor global environmental benefits 
and will be updated for reporting to the GEF prior to MTR and TE. Note that the project team is 
responsible for updating the indicator status. The updated monitoring data should be shared with MTR/TE 
consultants prior to the required evaluation missions, so these can be used for subsequent ground truthing. 
The methodologies to be used in data collection have been defined by the GEF and are available on the 
GEF website[5].

Independent midterm review

12.     The terms of reference, the review process and the final MTR report will follow the standard UNDP 
templates and UNDP guidance for GEF-financed projects available on the UNDP Evaluation Resource 
Centre[6] (ERC). 

13.     The evaluation will be ?independent, impartial and rigorous?. The evaluators that UNDP will hire to 
undertake the assignment will be independent from the organizations that were involved in designing, 
executing, or advising on the project to be evaluated. Equally, the evaluators should not be in a position 
where there may be the possibility of future contracts regarding the project under review.

14.     The GEF Operational Focal Points of the participating countries and other stakeholders will be 
actively involved and consulted during the midterm review process. Additional quality assurance support 
will be available from the BPPS/GEF Directorate. The final MTR report will be available in English and 
will be cleared by the UNDP Country Offices in Ecuador and Peru and the UNDP-GEF Regional 
Technical Adviser and approved by the project board.  

15.     The final MTR report and the MTR terms of reference will be publicly available in English and will 
be posted on the UNDP Evaluation Resource Centre (ERC) by December 15, 2025. A management 
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response to MTR recommendations will be posted in the ERC within six weeks of the MTR report?s 
completion.

Terminal Evaluation 

16.     An independent terminal evaluation (TE) will take place upon completion of all major project 
outputs and activities. The terms of reference, the evaluation process and the final TE report will follow the 
standard templates and guidance for GEF-financed projects available on the UNDP Evaluation Resource 
Centre66. 

17.     The TE should be completed three months before the estimated operational closure date, set from the 
signature of the PRODOC and according to the duration of the project. Provisions should be taken to 
complete the TE in due time to avoid delay in project closure. Therefore, TE must start no later than six 
months to the expected date of completion of the TE (or nine months prior to the estimated operational 
closure date).

18.     The evaluation will be ?independent, impartial and rigorous?. The evaluators that UNDP will hire to 
undertake the assignment will be independent from the organizations that were involved in designing, 
executing or advising on the project to be evaluated. Equally, the evaluators should not be in a position 
where there may be the possibility of future contracts regarding the project being evaluated.

19.     The GEF operational focal points of the participating countries and other stakeholders will be 
involved and consulted during the terminal evaluation process. Additional quality assurance support will be 
available from the BPPS/NCE-VF directorate.

20.     The final terminal evaluation report will be cleared by the UNDP country offices in Ecuador and 
Peru and the BPPS/GEF Regional Technical Advisor and approved by the project board. The TE report 
and the corresponding terms of reference will be publicly available in English and posted on the UNDP 
ERC by October 15, 2027.  A management response to the TE recommendations will be posted to the ERC 
within six weeks of the TE report?s completion.

Final Report

21.     The project?s terminal GEF PIR along with the terminal evaluation report and corresponding 
management response will serve as the final project report package. The final project report package shall 
be discussed with the Project Board during an end-of-project review meeting to discuss lesson learned and 
opportunities for scaling up.

22.     The budgeted plan is as follows:

 

GEF M&E requirements 
to be undertaken by the 

PMU
Responsible Indicative 

costs (USD) Time frame



GEF M&E requirements 
to be undertaken by the 

PMU
Responsible Indicative 

costs (USD) Time frame

Inception Workshop Implementing Partner

Binational Project 
Coordinator

23,400 Within two months of the 
first disbursement  

Inception Report Binational Project 
Coordinator

None Two weeks after the 
inception workshop.

Monitoring of GEF core 
indicators and project results 
framework 

Monitoring and evaluation 
specialist

None Annually prior to GEF PIR 
and at mid-point and 
closure.

GEF Project Implementation 
Report (PIR)

Binational Project 
Coordinator, UNDP 
country offices in Ecuador 
and Peru, UNDP Regional 
Technical Advisor

None Annually typically between 
June-August. UNDP COs 
and UNDP-GEF Unit?s 
participation and time are 
charged to the GEF Agency 
Fee.

Monitoring of stakeholder 
engagement plan

Gender, safeguards, and 
participation specialist

None On-going.

Monitoring of gender action 
plan

Gender, safeguards, and 
participation specialist

None On-going.

Project Board Meetings Implementing Partner

Binational Project 
Coordinator

53,280 Annually

Reports of Project Board 
Meetings

Implementing Partner

Binational Project 
Coordinator

None Annually

Supervision missions UNDP Country Offices None Annually. The costs of 
UNDP COs and UNDP-
GEF Unit?s participation 
and time are charged to the 
GEF Agency Fee.

Oversight missions UNDP Regional Technical 
Advisor

None Troubleshooting as needed. 
The costs of UNDP COs 
and UNDP-GEF Unit?s 
participation and time are 
charged to the GEF Agency 
Fee.



GEF M&E requirements 
to be undertaken by the 

PMU
Responsible Indicative 

costs (USD) Time frame

Independent Mid-term 
Review (MTR) and 
management response

Binational Project 
Coordinator, UNDP 
Country Offices in Ecuador 
and Peru, UNDP Regional 
Technical Advisor

54,000 Second quarter of third 
year.

Independent Terminal 
Evaluation (TE) and 
management response

Binational Project 
Coordinator, UNDP 
Country Offices in Ecuador 
and Peru, UNDP Regional 
Technical Advisor

59,000 Second quarter of final 
year.

Total indicative cost 189,680 2.37% of project budget

[1] web.undp.org/evaluation/policy.shtml

[2] www.thegef.org/sites/default/files/documents/gef_monitoring_policy_2019.pdf

[3] www.thegef.org/sites/default/files/council-meeting-
documents/EN_GEF.ME_C56_02_GEF_Evaluation_Policy_May_2019_0.pdf

[4] www.thegef.org/projects-operations/policies-guidelines

[5] www.thegef.org/sites/default/files/documents/Results_Guidelines.pdf

[6] web.undp.org/evaluation/guidance.shtml#gef

10. Benefits

Describe the socioeconomic benefits to be delivered by the project at the national and local levels, as 
appropriate. How do these benefits translate in supporting the achievement of global environment 
benefits (GEF Trust Fund) or adaptation benefits (LDCF/SCCF)? 

1.          The main benefits from the project will be:

(a)    To support the consolidation of binational governance arrangements and capacities for transboundary 
IWRM. This will directly improve the condition of the natural infrastructure and water conservation and 
use in three transboundary river basins (1,139,750 ha) and one transboundary aquifer (91,700 ha). 

(b)    To contribute to strengthen constructive multilevel binational dialogue among key stakeholders, 
particularly on sensitive issues like water pollution. It is foreseen that the water pollution dialogue platform 
on each transboundary basin will promote constructive dialogue, mutual understanding and respect, and 
forward thinking.
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(c)     To foster an enabling environment that facilitate women and youth engagement into comprehensive 
water resources management. Gender equality and intergenerational equity will be mainstreamed into the 
governance arrangements, the SAP, and all project actions. 

(d)    To advance the use of OMECs for conservation of water sources and vital ecosystem services.  In 
Ecuador, the project will contribute to: (i) the restoration of 1,220 ha and the improved management of 760 
ha in the ACMUs of five municipalities and (ii) the creation of 6,300 h of new ACMUS in three 
municipalities. In Peru, the project will contribute to the creation of five new OMECs that will cover 
26,200 ha.

(e)    To foster transboundary cooperation among the existing three water funds, as well as to strengthen 
their funding strategies, the use of tools for payment of ecological services and mechanisms to support 
IWRM in low-income localities. 

(f)      To develop practical experience and learning on the development and operation of the Zarumilla 
binational flood early warning system.

2.          The number of direct and indirect beneficiaries of the pilot intervention is presented in Table 12

 

Table 12. Direct and indirect beneficiaries from project activities and demonstration interventions

 

Project Outcomes Direct beneficiaries Number Indirect beneficiaries

Staff from the GIRH Binational 
Commission Peru - Ecuador, 
Technical Secretariat and three 
IWRM Committees by basins 
(coordination mechanism and 
gender and intergenerational 
mainstreaming)

76

42 Institutions related to territorial 
planning (departments, 
municipalities, parishes) 

84

Outcome 1.1. 
Mechanisms and 
capacities of binational 
institutions strengthened

Women organisations (organised or 
in process of organisation) in the 
three transboundary basins.

30

 Inhabitants of the three 
transboundary basins.

Outcome 1.2. Improved 
IWRM through 
strengthened capacities 
of the institutions and 

Personnel from public institutions 
and local governments trained in 
IWRM.

100 Inhabitants of local 
governments in the three 
transboundary basins



Project Outcomes Direct beneficiaries Number Indirect beneficiaries

Community users-groups and 
organizations, and pertinent non-
state entities trained in IWRM

300 Communities and boards of 
users of drinking water.

communities 

Staff from VMW-MAATE and 
ANA. 

80 Inhabitants of the three 
transboundary basins.

Outcome 2.1.  Improved 
binational management 
of the Zarumilla 
transboundary aquifer

Inhabitants of the Zarumilla aquifer. 102,647 Producers benefited from the 
aquifer services.

Output 2.4.2. A water 
pollution dialogue 
platform on each 
transboundary basin.

Persons conforming the water 
pollution dialogue platform on each 
transboundary basin (60 from Per? 
and 60 from Ecuador)

120 Population benefited from 
binational agreements and 
actions to address water 
pollution.

Outcome 3.1. Improved 
monitoring of water 
quantity and pollutants 
and pollution sources 

Three technical teams of binational 
water quality and quantity 
monitoring system on 
transboundary basins (18 from Per? 
and 18 from Ecuador)

36 Population benefited from 
water quality and quantity 
monitoring system.

Leaders and decision makers from 
three transboundary basins which 
access information from SAP and 
IWRM plans

100 General users of information 
from SAP and IWRM plans.

Outcome 4.1. A 
collaborative information 
system supports 
transboundary decision 
making

Leaders, decision makers, 
professionals and students from 
three transboundary basins which 
access the information platform to 
support decision-making

1,000 General users which access 
information platform

Demonstration 
initiatives Direct beneficiaries Number Indirect beneficiaries

Macara water 
conservation intervention

Beneficiaries of the Macar? Canton 
with better availability of water for 
human consumption and productive 
activities.

17,035 Users of surrounding areas 
with greater and better 
availability of water for 
human consumption and 
productive activities.

 Zaruma water 
conservation intervention 

Beneficiaries of the Zaruma Canton 
with better availability of water for 
human consumption and productive 
activities (beneficiaries included in  
Pollution reduction in Zaruma)

 Users in surrounding areas 
with greater and better 
availability of water for 
human consumption and 
productive activities



Project Outcomes Direct beneficiaries Number Indirect beneficiaries

Loja water conservation 
intervention

Beneficiaries of the Parishes of El 
Cisne, Chantaco, Gualel and 
Chuquiribamba with better 
availability of water for human 
consumption and productive 
activities.

7,960 Users of local biodiversity, 
productive diversity, 
community tourism, etc.

Celica water 
conservation intervention

Beneficiaries of the Celica Canton 
with better availability of water for 
human consumption and productive 
activities.

7,323 Greater and better availability 
of water for human 
consumption and productive 
activities for users in 
surrounding areas

Las Lajas water 
conservation intervention 

Beneficiaries of Las Lajas Canton 
with better availability of water for 
human consumption and productive 
activities.

1,178 Greater and better availability 
of water for human 
consumption and productive 
activities for users in 
surrounding areas

Subcuenca Quiroz 
intervention 

Population of 28 areas in the Quiroz 
sub-basin.

5,615 Population of the Quiroz river 
basin

Anchalay y Hualambi 
Intervention

Populated areas of Anchalay and 
Hualampi

1,304 Population from the Jilil? 
District

Cerros de Amotape 
intervention 

Population located in the 
surrounding areas of Cerros de 
Amotape National Park

650 Population from Tumbes 
Province.

Pampas de Hospital and 
San Jacinto Intervention

Population from El Lim?n, El 
Prado, Vaquer?a, Oidor, Casa 
Blanqueada, Higuer?n and Brunos. 

3,177 Population from the Tumbes 
river basin 

Agrarian Cooperative 
Culqui intervention

Population of the area of Culqui 609 Population from the Paimas 
District 

Algarrobillo irrigation 
intervention 

Beneficiaries of the Algarrobillo 
parish with better and greater 
availability of water for productive 
activities.

108 Inhabitants of the parish seat 
of Algarrobillo with improved 
social relations between the 
users of the community 
irrigation system.

Sabiango irrigation 
intervention

Beneficiaries of the Sabiango parish 
with better and greater availability 
of water for productive activities.

85 Population of Sabiango parish

Culqui Community 
Irrigation Intervention

Population of the area of Culqui 
(same as the Agrarian Cooperative 
Culqui intervention)

 Population from the Paimas 
District 



Project Outcomes Direct beneficiaries Number Indirect beneficiaries

Pollution reduction in  
Zaruma canton 

Beneficiaries of the Zaruma Canton 
with better quality of water in 
springs rivers and streams (these 
beneficiaries include 10.659 from 
the Zaruma Water conservation 
intervention)

12,059 Users in surrounding areas 
with better availability of 
water for human consumption 
and productive activities

Pollution reduction in 
San Jacinto

Population of areas of Vaqueria, 
Oidor and Casa Blanqueada

1,673 Population of San Jacinto 
District

SAT Zarumilla 30% of the Population of the 
Zarumilla transboundary basin 
directly benefited from the Early 
Warning System

14,653 Population of Zarumilla 
transboundary basins.

Total project beneficiaries 178,002

 

11. Environmental and Social Safeguard (ESS) Risks 

Provide information on the identified environmental and social risks and potential impacts 
associated with the project/program based on your organization's ESS systems and 
procedures 

Overall Project/Program Risk Classification*

PIF

CEO 
Endorsement/Approva
l MTR TE

Medium/Moderate High or Substantial
Measures to address identified risks and impacts

Elaborate on the types and risk classifications/ratings of any identified environmental and 
social risks and impacts (considering the GEF ESS Minimum Standards) and any 
measures undertaken as well as planned management measures to address these risks 
during implementation.

Project Information



 

Project Information  

1.     Project Title

Implementation of the Strategic Action Programs and the National Strategic 
Action Plans for the Integrated Water Resources Management in the 
Puyango-Tumbes, Catamayo-Chira and Zarumilla Transboundary Aquifers 
and River Basins 

2.     Project Number 10700

3.     Location 
(Global/Region/Country) Ecuador and Peru

4.     Project stage 
(Design or 
Implementation)

Design

5.     Date   August 4th 2022

 

Part A. Integrating Programming Principles to Strengthen Social and Environmental 
Sustainability

QUESTION 1: How Does the Project Integrate the Programming Principles in Order to 
Strengthen Social and Environmental Sustainability?

Briefly describe in the space below how the project mainstreams the human rights-based approach
The project?s objective is to implement prioritized investments and activities under the SAP and NSAPs 
for strengthened Integrated Transboundary Water Resources Management in the Puyango-Tumbes, 
Catamayo-Chira and Zarumilla transboundary aquifers and river basins between Ecuador and Peru. It 
mainstreams the human-rights based approach, as it:
?         Supports no discrimination and meaningful participation and inclusion of all project 
stakeholders, women, youth and the diverse range of water users in the three transboundary river 
basins (through IWRM Committees) and in the processes during the implementation of the 
project, such as the IWRM training and the fifteen demonstration initiatives (see Prodoc outcomes 
2.2, 2.3, 2.4 and 3.2). 
?         Will include local, regional and binational stakeholders in IWRM training and it will 
create an enabling environment for participation (consistent with the participation and inclusion 
human rights principle) as determined in the Stakeholders? Engagement Plan (Annex 6). 
?         Counts with a grievance mechanism for local water users? communities, populations and 
stakeholders involved in the project which has been designed to facilitate that they raise and voice 
their concerns, claims and/or grievances in cases where project interventions may adversely 
impact them (consistent with the accountability and rule of law human rights principle) (Annex 
6).
?         Enhances the availability, accessibility and quality of benefits and services from water 
resources (Outputs 2.2.1, 2.3.1, 2.4.1) for potentially marginalized individuals and groups, and 
increases their inclusion in decision-making processes that may impact them as well as supporting 
the right to drinking water and sanitation as an essential human right (consistent with the non-
discrimination, equality human rights principle and the human right of access to water). 



Briefly describe in the space below how the project is likely to improve gender equality and women?s 
empowerment

During the PPG phase, a Gender Analysis and Action Plan (Annex 7), and its corresponding budget, 
was developed to integrate gender equality and youth equity in the implementation of the project. Gender 
results, indicators and activities have been integrated into the results framework. There will be special 
attention to youth participation in the context of the project implementation as part of the Gender Action 
Plan. 
The project?s gender action plan integrates the following to encourage women? and youth participation, 
equality and empowerment and to tackle the identified barriers:

?         Preparation of strategies and action plans to mainstream gender equality and 
intergenerational equity into the IWRM Binational Commission Peru- Ecuador, the Technical 
Secretariat and the three Transboundary IWRM Committees by basins, to guarantee the progressive 
integration and representation of gender issues in binational coordination mechanisms. Special 
attention will be given to promote participation of at least 30% women and 10% young participants.

?         Strengthen women organizations to support their linkage, coordination and exchange at the 
basin and binational levels, to establish roadmaps to increase their participation and representation in 
the governance mechanisms. 

?         Development of a SAP addendum to integrate gender equality and intergenerational equity into 
the existing SAP.

?         Development of Technical capacities in gender equality and intergenerational equity in the 
IWRM Binational Commission Peru-Ecuador, the Technical Secretariat, the three transboundary 
IWRM committees, VMW-MAATE, MINAM and ANA in order to advance the conceptual 
understanding and to integrate gender as part of planning and management improvement. 

?         Integration of a minimum of 30% of women and 10% of young participants in all the training 
to be developed in the demonstration interventions.

?         Documentation and dissemination of project lessons about women and youth participation 
and representation challenges in IWRM. 

For project implementation, the project team will have a ?Gender, Safeguards and Participation 
specialist? (GPE) for technical support and to lead the implementation of the gender action plan and 
related actions. As project starts implementation, the project team and the persons that will implement 
the demonstration interventions will be trained to integrate a gender equality approach in the project 
activities. All activities will record sex and age data in participation and in all project reporting 
mechanisms. Gender considerations will be included in hiring and procurement processes. The project 
communication strategy will include a gender equality and generational approach expressed in all 
project documents and communications.
Briefly describe in the space below how the project mainstreams sustainability and resilience



The project will mainstream environmental sustainability by: 
?         Developing instruments to mainstream IWRM in territorial planning and management 

in the three transboundary basins. Relevant aspects such as gender equality, youth equity, 
climate change and disaster risk management will be integrated.

?         Strengthening the capacity of relevant institutions through training for transboundary 
IWRM (ANA, MAATE, MINAM, MINAGRI, MAG, ministries of foreign affairs, local and 
regional governments) including management, conservation, and protection of water resources 
and natural infrastructure, among others. Climate change mitigation and adaptation, gender 
equality and intergenerational equity will be cross-cutting issues to be included in training.

?         Developing capacities of public entities, local and regional governments, community 
user-groups organisations and pertinent non-state entities through IWRM training based 
on nature-based solutions in both countries, to raise awareness, sensitise, and train water users in 
the management of water resources and natural infrastructure (ecosystems and species). Climate 
variability and climate change, gender equality and intergenerational equity will be cross-cutting 
issues to be included in training. 

?         Developing and implementing ten demonstration interventions for the protection and 
conservation of recharge and catchment areas with an ecosystem approach.

?         Identification, designing and implementing three demonstration interventions of water 
saving irrigation for climate resilience for increased efficiency of irrigation systems for 
productive development.

?      Implementing two demonstration interventions for pollution reduction of surface water that 
will address water pollution caused by farm animals and the removal of heavy metals from 
drinking water.

?      Developing a binational flood early warning system in the Zarumilla transboundary basin.

Briefly describe in the space below how the project strengthens accountability to stakeholders



The following activities have been developed to strengthen accountability to project stakeholders:

During the project preparation phase (PPG), a process of information and consultation with key 
stakeholders in the participating countries was implemented. It was done through: a) Three binational 
PPG virtual workshops to make the correspondent consultations and receive technical contributions to 
the design from the designated focal points of each country (Ministries of Foreign Affairs, Ministries of 
Environment, National Water Authorities, GEF operational focal points and Regional and Country 
Offices of UNDP), and b) 21 Interviews and information and consultation meetings were developed 
by the PPG team with approximately 39 national stakeholders and the local entities and groups involved 
in the demonstration initiatives (Annex 15). 

During the PPG phase, a ?stakeholder analysis and engagement plan? was developed to give special 
attention to key stakeholders of the project and to ensure their full integration (Annex 6). The analysis 
and plan are summarized, as follows: 

?         There are 59 stakeholders that have been identified as key stakeholders of the project due to their 
high level of influence and interest and for whom special attention should be given for full involvement 
and establishment of collaborative actions during the project execution. 

?         No Indigenous peoples were identified in the project intervention area[1].

?         A grievance mechanism for local communities, populations and stakeholders involved in the project 
has been designed to facilitate that they raise and voice their concerns, claims and/or grievances in cases 
where project interventions may adversely impact them. 

?         The demonstration interventions will be implemented through direct involvement of local 
stakeholders and institutions. About 178.002 persons (90,158 women and 87,844 men) have been 
identified as direct beneficiaries from project activities and demonstration interventions. 

?         The formal involvement of project stakeholders will begin with project inception workshops on each 
of the three transboundary basins. In these meetings, key stakeholders will (i) confirm their 
contributions and participation in project implementation, and (ii) agree on coordination mechanisms for 
each outcome. At the end of the project, there will be closing workshops for sharing information and 
learnings and ending the project in each of the three transboundary basins. The demonstration 
interventions will have meetings for self-assessment and reflection with local stakeholders.

?         At the project start, a communication working group with communications officers of project 
partners will be established to achieve the greatest communicational effects of the project at all levels. 
At the same time, a project communication strategy will be prepared and it will include a gender 
equality, generational equity and inclusiveness approach for disseminating information to the diverse 
actors of the project, and it will be expressed in all documents and project communications. In addition, a 
person specialized in communication will be part of the project unit in order to facilitate sharing 
knowledge and an adequate transmission of information to key stakeholders.  

?         Seven general barriers for stakeholder participation were identified, and pertinent mitigation 
actions have been proposed.
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Part B. Identifying and Managing Social and Environmental Risks

QUESTION 2: 
What are the 
Potential Social 
and 
Environmental 
Risks? 

Note: Complete 
SESP 
Attachment 1 
before 
responding to 
Question 2.

 

QUESTION 3: What is the level of 
significance of the potential social and 
environmental risks?

Note: Respond to Questions 4 and 5 below 
before proceeding to Question 5

QUESTION 6: Describe the 
assessment and management measures 
for each risk rated Moderate, 
Substantial or High 

Risk Description

(broken down by 
event, cause, 
impact)

Impact 
and 
Likelihood
  (1-5)

Significance 

(Low, 
Moderate 
Substantial, 
High)

Comments 
(optional)

Description of assessment and 
management measures for risks rated as 
Moderate, Substantial or High 



Risk 1: Project 
activities may 
inadvertently 
reproduce 
discrimination 
against women and 
youth based on 
gender, especially 
regarding 
participation in 
project 
implementation or 
access to 
opportunities and 
benefits.

Principle 3. P.10, 
P.11.

 

 

L 2

I 3

 Moderate The structural 
conditions of 
discrimination 
in Ecuador and 
Peru may be 
reproduced in 
the 
implementation 
of the project if 
special attention 
is not given to 
the participation 
of women and 
youth. 

This risk may 
potentially 
occur regarding 
women and 
youth 
participation 
and 
representation 
in the following 
cases: 
binational 
coordination 
mechanism 
(outputs 1.1.1 
and 1.1.4), 
IWRM training 
(output 1.2.2), 
irrigation 
boards and 
irrigation 
activities in 
Algarobillo and 
Sabiango 
(output 2.3.1), 
water pollution 
dialogue 
platforms 
(output 2.4.3), 
binational 
flood-warning 
system in the 
Zarumilla Basin 
(output 3.2.1).

A Gender Analysis and Action Plan 
(Annex 7) was prepared during the PPG.  
The plan determines the measures that 
will be undertaken to address this 
potential risk.  The project results 
framework (Prodoc section IV) has 
explicitly mainstreamed gender 
dimensions with a correspondent budget 
(Prodoc paragraph 398).

Management measures:

-          Implement the Gender Action 
Plan and monitor the project?s gender-
related indicators included in the project 
results framework.

-          The project team will have a 
?gender, safeguards and participation 
specialist? (GPE) to lead implementation 
of the gender action plan and to provide 
guidance during project implementation 
(Table 29 and Annex 5).

-          At project start, the project team 
and the persons that will implement the 
demonstration interventions will be 
trained to properly integrate a gender 
equality approach.

-          All activities will integrate 
affirmative actions in order to 
mainstream gender equality and youth as 
a cross cutting issue.

-          The project will record sex and 
age data giving a margin of at least 30% 
of women and 10% of young person?s 
integration.

-          Special attention will be given to 
gender inclusive language in all the 
documents and communications and to 
integrate sex and age data in all reporting 
mechanisms.

-          A SAP addendum will be 
developed to integrate gender equality 
and intergenerational equity into the SAP 
contents.



Risk 2. Local 
stakeholders may 
not be adequately 
involved in the 
project capacity 
building activities 
and other 
participatory 
processes.

Principle 1. P6, P7; 
Principle 3. P.13, 
P.14.

 

 

L 4

I 3

 

Moderate

If not managed 
properly, there 
is a high 
probability that 
this risk may 
materialise in 
all the project 
activities that 
involve 
participation of 
project 
stakeholders. 
They should be 
integrated 
ensuring 
meaningful, 
effective and 
informed 
participation in: 
 
a) The three 
technical 
roundtables that 
will validate 
new tools to 
mainstream 
IWRM into 
territorial 
planning 
(output 1.1.2), 
 the strategy and 
action plan to 
mainstream 
gender and 
youth into three 
transboundary 
IWRM 
Committees 
(output 1.1.4) , 
the SAP 
addendum 
(output 1.1.5), 
water pollution 
platform on 
each 
transboundary 
basins ( output 
2.4.2),  
binational flood 
warning system 
(output 3.2.1) 
 and in 
documentation 
of project 
lessons (output 
4.2.1).
b) Training 
processes for 
improving 
institutional and 
communities 
strengthening 
capacities 
(outputs 1.2.1, 
1.2.2, 1.2.3) 
Participation 
activities and 
capacities-
development 
activities should 
promote that 
local 
stakeholders? 
voices are heard 
and that they 
are effectively 
participating, 
building 
ownership and 
institutional 
capacities to 
contribute for 
improving 
integrated water 
resources 
management in 
the three 
transboundary 
basins 
(influence 
governance 
arrangements 
and 
instruments).

During the PPG a Stakeholders Analysis 
and a Stakeholder Engagement Plan 
(Annex 6) were prepared to promote 
stakeholders? participation and address 
any potential risk.  In this analysis, seven 
general barriers for stakeholder 
participation were identified, and 
pertinent mitigation actions were 
designed (Prodoc Table 27).

Management measures:

-          During project implementation, 
the Stakeholders Engagement Plan, will 
be fully implemented, an associated 
budget has been allocated (Annex 6) and 
update it with new information derived 
from implementation and/or changes in 
the context.

-          The project team will have a 
?gender, safeguards and participation 
specialist? (GPE) (Annex 5 and Table 29) 
for technical implementation of the 
project and to implement, support and 
assess progress of the Stakeholders 
Engagement Plan (Annex 6). 

-          The mitigation actions designed to 
tackle participation barriers will be 
applied and monitored by the GPE (Table 
27). 

-          A grievance mechanism for local 
communities and stakeholders involved 
in the project has been designed to 
facilitate that they raise and voice their 
concerns, claims and/or grievances in 
cases where project interventions may 
adversely impact them (Annex 6).

-          Project activities should inform, 
consult and involve adequately 
stakeholders in the technical roundtables 
to mainstream IWRM, development of 
the strategy and action plans, SAP 
addendum, water pollution platforms, 
binational flood warning system and in 
documentation of project lessons, in 
which special attention should be given 
to adequately integrate key local 
stakeholders.

-          Capacities development activities 
should ensure that stakeholders are 
previously informed and that their 
participation is effective. 

-          Update stakeholders on changes to 
project and involve them in any new 
screening, assessment, and management 
of additional potential social and 
environmental risks and impact.

-          The GPE will periodically verify 
that project actions comply with UNDP 
Safeguards. 



Risk 3. Local 
stakeholders may 
not be properly 
engaged during the 
identification and 
creation of new 
conservation sites 
and the preparation 
of the long-term 
vegetation 
restoration plan in 
Cerros de Amotape 
National Park.

Principle 1. P6, P7; 
Principle 3. P.13, 
P.14.; Standard 5. 
Q 5.2, Q 5.4

 

 

L 4

I 4

Substantial This risk may 
materialise if 
local 
stakeholders are 
 not properly 
informed, 
consulted and 
integrated 
during (i) the 
identification of 
potential new 
ACMUS[2] in 
Las Lajas 
canton 
(Ecuador) 
(output 2.2.2), 
(ii) in the 
preparation of 
ACMUS 
management 
plans in Las 
Lajas, Zaruma, 
Loja, Macar? 
and Celica 
cantons 
(Ecuador) 
(output 2.2.2), 
(iii) in the 
preparation of 
the long-term 
vegetation 
restoration plan 
for the Cerros 
de Amotape 
National Park 
(Peru) (output 
2.2.2), (iv) in 
the 
establishment of 
new ACMUS in 
Las Lajas, 
Pindal, and 
Atahualpa 
cantons 
(Ecuador) 
(output 2.2.4),  
and (v) in the 
establishment of 
new 
conservation 
areas in Peru[3] 
(ACR 
Huaringas, ACP 
Yanta,  ACP 
Chonta, ACA 
Romeral and 
ACA 
Carrizal)(output 
2.2.4).

During PPG a Stakeholders Analysis and 
a Stakeholder Engagement Plan (Annex 
6) has been developed to promote 
stakeholders? participation and to address 
any potential risk.
An ESIA ? ESMP and a SESA, will be 
completed during implementation.
Management measures:

-          During the project 
implementation, the Stakeholders 
Engagement Plan, will be fully 
implemented, an associated budget has 
been allocated (Annex 6).

-          The project team will have a 
Gender, safeguards and participation 
specialist (GPE) as detailed in Project 
Staff Terms of references (Annex 5) for 
technical implementation of the project 
and to implement, support and assess 
progress of the Stakeholders Engagement 
Plan (Annex 6). 

-          A grievance mechanism for local 
communities and stakeholders involved 
in the project has been designed to raise 
and voice their concerns, claims and/or 
grievances in cases where project 
interventions may adversely impact them 
(Annex 6).

-          For  the implementation of the 
activities related to (i) the identification 
of potential new ACMUS and the 
creation of new ACMUS, (ii) the 
preparation of the long-term vegetation 
restoration plan in Cerros de Amotape, 
and (iii) the creation of new conservation 
areas in Peru, specific local landowners 
and user groups should be properly 
involved and actively been engaged as 
key considerations of Standard 5 to 
prevent and minimize impacts.  In this 
respect, a Livelihood Action Plan will be 
prepared for the creation of new 
conservation sites (i.e., OMECs) in Peru, 
a Livelihood Action Plan for new 
ACMUS in Ecuador, and a Process 
Framework will be prepared  in the case 
of Cerros de Amotape, these instruments 
will be developed before starting the 
activities in order to establish appropriate 
local stakeholders? engagement actions 
related to the risk and complying with 
correspondent SES Standard 5. 

 

During the PPG an ESMF (Annex 17) 
has been developed to detail the 
procedures to manage this risk. 
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Risk 4. Inadequate 
management of 
restoration 
activities may alter 
critical habitats in 
the ten intervention 
sites.

 

Standard 1. Q 1.1, 
Q 1.2,  Q 1.8., Q 
1.9,

L 2

I 4

 Moderate The project will 
implement 
passive 
restoration 
actions in five 
sites in Ecuador 
and active 
restoration 
actions in five 
sites in Peru. 
This risk may 
materialise, 
mainly, if the 
sites to be 
restored are not 
adequately 
chosen and 
proven 
vegetation 
restoration 
practices are not 
properly applied 
leading to 
erosion, soil 
degradation or 
introduction of 
non-native 
species. 
FORAGUA, 
FORASAN and 
AIDER are 
experienced 
entities that use 
proven 
restoration 
practices[4], but 
the responsible 
parties for two 
restoration 
interventions in 
Peru have not 
been identified. 
The risk may 
materialise if 
the responsible 
parties chosen 
for these 
interventions do 
not have enough 
experience on 
vegetation 
restoration 
practices.

There are nine 
demonstration 
interventions 
that will restore 
native 
vegetation in 
areas adjacent 
to critical 
habitats (e.g., 
cloud forest and 
paramos) and 
one intervention 
within a 
protected area 
(i.e., Cerros de 
Amotape 
National Park) 
(Output 2.2.1). 
The 
interventions 
will apply 
active and 
passive 
restoration 
techniques to 
increase natural 
habitats and to 
improve the 
conditions of 
the watersheds.  

The 
identification 
and selection of 
the intervention 
areas was done 
during the PPG 
through a 
participatory 
process with the 
national water 
authorities, the 
water funds, the 
local 
governments, 
and local 
stakeholders.

The five 
interventions in 
Peru will imply 
active 
restoration (i.e., 
reforestation) of 
1,092 ha in 
total: 350 ha in 
Subcuenca 
Quiroz, 217 ha 
in Anchalay and 
Hualambi, 125 
ha in Cerros de 
Amotape, 300 
ha in Pampas de 
Hospital and 
San Jacinto, and 
100 ha in 
Culqui. On each 
intervention site 
(except Cerros 
de Amotape) 
reforestation 
will be done in 
a series of small 
plots, together 
with local 
farmers and 
landowners, that 
will be selected 
during project 
implementation. 
In Cerros de 
Amotape, 
reforestation 
will be 
implemented by 
AIDER in 
several plots to 
be agreed with 
SERNANP.

The five 
interventions in 
Ecuador will 
imply passive 
restoration of 
1,220 ha in total 
in five cantons: 
Macar? (280 
ha), Zaruma 
(250 ha), Loja 
(370 ha), Celica 
(200 ha) and 
Las Lajas (120 
ha). On each 
intervention 
site, passive 
restoration will 
be done in a 
series of small 
plots together 
with local 
farmers and 
landowners.

 

Before starting restoration activities, a 
process to ensure that each restoration 
plan complies with the requirements of a 
Biodiversity Action Plan (BAP)(to be 
prepared once the project will start 
implementation) and SES Standard 1 
requirements as defined in critical 
habitats (Prodoc Figure 5) is required. 

 

Management measures:

-          Prepare georeferenced maps of 
each intervention area and map each 
individual plot to be restored to identify 
natural and critical habitats.  

-          Prepare ?proven practice 
guidelines for vegetation restoration for 
watershed conservation?. At project start, 
a working group, with the support of a 
biodiversity expert, will be formed with 
the three water funds (FORAGUA, 
FORASAN, FAQCH) and AIDER to 
exchange experience and delineate 
guidelines for the vegetation restoration 
process, based on proven practices. The 
guidelines will comply with SES 
Standard 1 (Biodiversity Conservation) 
and with the BAP (to be prepared once 
the project will start implementation), 
and will become mandatory for all 
project interventions.

-          The selection criteria for the 
responsible parties that will implement (i) 
the Pampas de Hospital and San Jacinto 
and (ii) the Cooperativa agraria Culqui 
interventions in Peru will include and 
give a high priority weight to practical 
experience on vegetation restoration for 
watershed conservation. 

-          The responsible parties that will 
implement vegetation restoration actions 
will: (i) prepare a restoration plan for 
each site which is in line with the 
?proven practice guidelines for 
vegetation restoration for watershed 
conservation?, and (ii) give evidence in 
their progress reports of the application 
of the ?proven practice guidelines for 
vegetation restoration for watershed 
conservation?.

-          During PPG an ESMF (Annex 17) 
has been developed to detail the 
procedures to manage this risk.
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Risk 5. Limitations 
of use in the 
restoration areas 
and in the new 
conservation areas 
may affect the 
livelihoods of 
landowners and 
neighbours.

Standard 1. Q 1.3.; 
Standard 5. Q 5.2, 
Q 5.4.

L 4

I 3

Moderate The nine 
restoration 
intervention 
sites to be 
restored for 
watershed 
conservation 
(output 2.2.1) 
are located 
within 
established 
ACMUS in 
Ecuador and 
 reforestation 
projects  in 
Peru. 
 
The new 
ACMUS to be 
established in 
Las Lajas, 
Pindal and 
Atahualpa 
cantons in 
Ecuador 
(outputs 2.2.2 
and 2.2.4) and 
the new 
conservation 
areas in Peru 
(ACR 
Huaringas, ACP 
Yanta, ACP 
Chonta, ACA 
Romeral and 
ACA Carrizal) 
are located in 
the Ayabaca 
and 
Huancabamba 
provinces 
(output 2.2.4) 
 
During the 
PPG, the nine 
intervention 
areas were 
identified and 
selected through 
a participatory 
process with the 
national water 
authorities, the 
water funds, the 
local 
governments, 
and local 
stakeholders. 
The nine 
interventions 
will be on 
municipal, 
private or 
community 
land3. During 
implementation, 
specific plots 
and sites (a 
group of 
neighbouring 
plots) will be 
identified. 

The creation of 
ACMUS does 
not affect land 
property rights 
but limit the 
uses of the area

 

 

Before starting the restoration planning 
processes a Livelihood Action Plan for 
Peru and a Livelihood Action Plan for 
Ecuador will be prepared and 
disseminated (once the project will start 
implementation), which will include 
situations in which access to resources 
may be restricted.

 

 

Management measures:

 

a)        In the restoration planning process 
on each plot to be restored, the following 
procedure will be applied:

-          Establish baseline information, 
assessing potential risk and impact about 
the uses and users of the sites/lands or 
assets (landowner and neighbours) that 
may be potentially affected. 

-          Prepare an inventory of tenure and 
property rights of potentially affected 
persons related to affected lands and 
resources (including recognition of 
customary rights and collective or 
communal forms of land tenure).

-          Meet with the landowner and 
other users to effectively involve them in 
informed consultations about  the 
purpose and benefits of the intervention 
and the activities that will be banned 
(e.g., livestock grazing, logging, planting 
of short-cycle crops, hunting) and engage 
them in the process of design and 
determination of necessary measures to 
address the restrictions.

-          Negotiate with the landowner the 
pertinent conservation agreement and 
compensation measures. 

-          Sign the conservation agreement 
and inscribe it in the land registry.

-          Design and implement 
communication and education activities 
to incentivise non-proprietor users to 
change their practices and to support 
vegetation restoration.

 

b)       A Livelihood Action Plan for new 
OMECs in Peru and a Livelihood 
Action Plan for new ACMUS in 
Ecuador will be developed before 
implementation.

 

-          In the new conservation areas (i.e., 
OMECs), the following procedure 
will be applied:

-          Establish baseline information, 
assessing potential risk and impact about 
the uses and users of the areas that may 
be potentially affected, the lands and 
resources. 

-          Prepare an inventory of tenure and 
property rights of potentially affected 
persons related to affected lands and 
resources (including recognition of 
customary rights and collective or 
communal forms of land tenure).

-          Organise preliminary participatory 
meetings to understand the perspectives 
and concerns of land holders and users 
and to clearly explain the purpose and 
benefits of establishing ?other area-based 
conservation measures? conservation 
areas.

-          Design and implement 
engagement activities to involve local 
stakeholders into the process of 
establishing the new conservation areas 
and the design and determination of 
necessary measures to address the 
restrictions. 

-          During PPG an ESMF (Annex 17) 
has been developed to detail the 
procedures to manage this risk through 
the Livelihood Action Plan.



Risk 6. Limitations 
of use in the 
restoration areas 
and in the long-
term restoration 
plan in the Cerros 
de Amotape 
National Park may 
affect the 
livelihood of 
people living inside 
the protected area 
and in its buffer 
zone.

Standard 1. Q 1.2, 
Q.1.3.; Standard 5. 
Q 5.2, Q 5.4.

 

L 4

I 3

Moderate In the case of 
Cerros de 
Amotape, the 
intervention 
will be 
implemented 
inside a national 
park (IUCN 
category II), 
where economic 
activities are 
limited and the 
extraction of 
natural 
resources (e.g., 
logging) is not 
allowed.

 

In Cerros de 
Amotape, the 
project will 
restore 125 ha 
of forests 
(output 2.2.1). 

 

The long-term 
restoration plan 
will identify 
degraded areas 
within the 
national park 
and its buffer 
zone that need 
to be restored to 
confront habitat 
fragmentation 
(action 3 of 
output 2.2.3) . 

 

 

Once the project will start 
implementation a Process Framework 
will be developed to establish the process 
by which the members of the potentially 
affected communities living inside the 
protected areas and its buffer zone will 
participate in the determination of 
measures necessary to confront the 
restrictions of use that may affect their 
livelihoods.

 

Management measures:

-          Establish  baseline information, 
assessing potential risk and impact about 
the uses / lands/ assets and users that may 
be affected. 

-          Organise participatory meetings to 
understand the perspectives and concerns 
of users and to clearly explain the 
purpose and benefits of habitat 
restoration and the activities that will be 
banned (e.g., livestock grazing, hunting) 
and engage them into the process of 
design and determination of necessary 
measures to address the restrictions.

-          All these activities will be 
consistent with the protected area 
management plan and their managers, as 
well as other necessary measures to 
promote and enhance the conservation 
aims and effective management of the 
area.

-          Include into the long-term 
restoration plan,  communication and 
education activities and compensation 
measures to motivate users to support 
habitat restoration.

During PPG an ESMF (Annex 17) has 
been developed to detail the procedures 
to manage this risk.



Risk 7. Invasive 
species may be 
introduced during 
reforestation 
activities and/or 
may colonise the 
restored areas due 
to inadequate 
maintenance 
practices.

Standard 1. Q 1.6, 
Q 1.8.

 

 

L 2

I 3

 

Moderate The risk may 
materialise if:  
(i) Invasive 
species are 
introduced 
during 
reforestation 
activities in the 
five Peruvian 
intervention 
sites 
(Subcuenca 
Quiroz, 
Anchalay and 
Hualambi, 
Cerros de 
Amotape 
National Park, 
Pampas de 
Hospital and 
San Jacinto, and 
Cooperativa 
Agraria Culqui). 
(ii) Invasive 
species colonise 
the regenerating 
areas due to 
inadequate area 
maintenance in 
all ten 
intervention 
sites (output 
2.2.1).
It is worth to 
mention that 
during 
plantation 
establishment or 
natural 
vegetation 
regeneration, 
regenerating 
forests may be 
impacted by 
alien plant 
invasions 
mainly due to 
the increase in 
light and 
nutrient 
availability that 
intensifies 
competition for 
limited sources. 
Invasive species 
affect 
regeneration 
success by (i) 
competition for 
resources, (ii) 
chemical, 
physical and 
structural 
impact on 
regeneration, 
and (iii) indirect 
impact through 
interaction with 
other species. 

 

At project start, with the support of a 
biodiversity expert, the reforestation 
activities will be reviewed in order to 
comply with SES Standard 1 
(Biodiversity Conservation) and with the 
requirements of BAP (to be prepared 
once the project will start 
implementation).

 

Management measures:

-          In reforestation interventions, the 
restoration plans (see risk 4 above) 
must include actions to (i) enhance 
the survival and high growth of 
plants, (ii) fill the gaps left by 
seedlings that did not survive, and 
(iii) manual removal of invasive 
plants.

-          In passive restoration 
interventions, the restoration plans 
must include actions for (i) manual 
removal of invasive plants during 
site preparation and (ii) surveillance 
and manual removal of invasive 
plants during the maintenance phase.

-          In all cases, inform the local 
population about invasive plant 
species present in the area and the 
impacts they have on the 
environment and their livelihoods.

-          During PPG an ESMF (Annex 17) 
has been developed to detail the 
procedures to manage this risk.

 



Risk 8. Non-native 
species may be 
used in 
reforestation 
actions in Peru and 
silvopastoral 
interventions in 
Ecuador.

Standard 1. Q 1.6, 
Q 1.8.

L 2

I 3

 

 

Moderate This risk may 
materialise if 
non-native 
species are 
selected and 
used in the five 
restoration sites 
in Peru and in 
the silvopastoral 
actions in the 
five 
interventions 
sites in Ecuador 
(output 2.2.1).

Some non-
native tree 
species can 
accelerate forest 
restoration due 
to their 
accelerated 
growth and 
better 
performance 
under harsh 
growing 
conditions. 
Therefore, there 
is a risk that 
these species 
are selected to 
accelerate the 
restoration 
process and to 
reduce costs. 

 

Management measures:

-          In all cases, the project 
interventions will only use native species. 
The restoration plans will indicate the 
plant species to be used and the pertinent 
national authorities will verify and certify 
that these species are native and proper 
for the area to be planted. 

-          During PPG an ESMF (Annex 17) 
has been developed to detail the 
procedures to manage this risk.

 



Risk 9: The project 
outcomes may be 
sensitive or 
vulnerable to the 
potential impacts 
of climate change.

Standard 1. Q 1.14; 
Standard 2. Q 2.1, 
Q 2.2.

 

L 4

I 3

 

Moderate The most 
sensitive 
elements are the 
restoration sites 
(output 2.2.1), 
the 
demonstration 
irrigation 
systems (output 
2.3.1) and the 
binational early 
warning system 
(output 3.2.1).

The three transboundary basins are 
affected by El Ni?o Southern Oscillation 
(ENSO). El Ni?o can cause severe 
flooding and landslides, while La Ni?a 
can cause severe drought. It is predicted 
that climate change may generate more 
intense and frequent El Ni?o y la Ni?a 
events.  During the PPG phase, climate 
change adaptation actions were 
introduced into the project interventions 
such as infiltration trenches, natural 
fences for river and slope protection, 
albarradas for water storage and aquifer 
recharge, and the use of micro-sprinklers. 

Management measures:

-          Climate conditions will be 
monitored biannually, mainly through the 
NOAA climate prediction centre weekly 
report on ENSO recent evolution, current 
status and predictions. 

-          This information will be 
disseminated to all project partners and 
beneficiaries.

-          Implement an annual review of 
project outcomes and workplans will be 
adjusted, as needed, to cope with the 
impacts of ENSO events.



Risk 10: Small 
manual 
construction works 
may produce noise 
and traffic.

Standard 3. Q 3.1, 
Q 3.2,  Standard 7. 
Q. 7.6, 

L 2

I 2

 

Low The noise and 
traffic may 
result from the 
rehabilitation of 
some sections 
of the 
community 
irrigation 
systems in 
Algarrobillo 
and Sabiango 
(Peru) (output 
2.3.1), the 
manual 
construction of 
small water 
reservoirs in 
Culqui (Peru) 
(output 2.3.1), 
and the 
construction of 
three small 
sewers in 
Zaruma 
(Ecuador) 
(output 2.4.1).

The project includes small manual 
construction works like the demolition 
and restoration of sections of irrigation 
channels in Algarrobillo (paragraph 300) 
and Sabiango (paragraph 308) or the 
construction of dugout albarradas 
(paragraph 254) which are 20 m long, 7 
m wide and 4 m deep water reservoirs. 
The transport of construction materials 
like cement bags and the works may 
generate temporary noise and traffic.



Risk 11. Pollution 
may be produced 
by the inadequate 
management of 
non-hazardous 
waste in restoration 
interventions, small 
construction works 
and the installation 
of meteorological 
and hydrological 
stations.

Standard 8. Q 8.2.

L 3

I 2

 

 

Low This risk may 
materialise if 
non-hazardous 
waste is not 
adequately 
managed in (i) 
the ten 
restoration 
intervention 
sites  (grow 
bags, barbed 
wires, ropes, 
paper) (output 
2.2.1), (ii) the 
demolition of 
damaged 
sections of the 
irrigation 
channels and 
from manual 
construction 
works 
(construction 
waste, cement 
bags, tube 
residues, 
packing) in 
Algarobillo, 
Sabiango and 
Culqui 
community 
irrigation 
systems (output 
2.3.1), (iii) the 
building of 
three small 
sewers and the 
installation of 
fences to 
prevent roaming 
cattle in the 
Zaruma canton 
(output 2.4.1) 
and (iv) the 
installation of 
meteorological 
and 
hydrological 
stations 
(carboard 
boxes, wires, 
packaging) in 
the Zarumilla 
basin (output 
3.2.1).

The project will produce waste associated 
with small manual construction works 
(e.g., manual installation of pipes and 
micro-sprinkles) and field activities that 
will produce small amounts of non-
hazardous waste like grow bags, barbed 
wires, construction waste, and packaging. 
Project activities do not imply the use or 
disposal of hazardous or dangerous 
materials. The quantities of waste to be 
produced are small and will not cause 
significant environmental impact. 
Nonetheless, in all cases, all residues will 
be carefully collected and properly 
disposed.

 



QUESTION 4: What is the overall project risk categorization? 

 

Low Risk ?  

Moderate Risk ?  

Substantial Risk x Given the nature of the project 
interventions and activities, the project 
is deemed as Substantial Risk

 

High Risk ?  

QUESTION 5: Based on the identified risks and risk categorization, what 
requirements of the SES are triggered? (check all that apply)

Question only required for Moderate, Substantial and High Risk projects 

Is assessment required? 
(check if ?yes?) ?

  Status? 
(completed, 
planned)

 

x Targeted 
assessment(s) 

Completed 
Stakeholder 
Analysis and  
Gender 
analysis. 

 

x ESIA 
(Environmental 
and Social 
Impact 
Assessment)

Planned to de 
developed 
during 
implementation

if yes, indicate overall type 
and status

 

x SESA 
(Strategic 
Environmental 
and Social 
Assessment) 

Planned to de 
developed 
during 
implementation

 

Are management plans 
required? (check if ?yes) ?   



 

x Targeted 
management 
plans (e.g. 
Gender Action 
Plan, 
Emergency 
Response Plan, 
Waste 
Management 
Plan, others) 

-Stakeholder 
Engagement 
Plan completed.

-Gender action 
plan completed.

- Biodiversity 
action plan 
planned during 
implementation.

-Process 
Framework 
planned during 
implementation.

-Livelihood 
Action plan 
planned during 
implementation.

 

 

  
   
x

ESMP 
(Environmental 
and Social 
Management 
Plan which 
may include 
range of 
targeted plans)

Planned to be 
developed 
during 
implementation.

If yes, indicate overall type

 

  
   
x

ESMF 
(Environmental 
and Social 
Management 
Framework)

-Environmental 
and Social 
Framework 
completed

Based on identified risks, 
which Principles/Project-
level Standards triggered?

 Comments (not required)

Overarching Principle: 
Leave No One Behind   

Human Rights  x  

Gender Equality and 
Women?s Empowerment x  

Accountability x  



1.   Biodiversity 
Conservation and 
Sustainable Natural 
Resource Management

x

 

2.   Climate Change and 
Disaster Risks x  

3.   Community Health, 
Safety and Security x  

4.   Cultural Heritage ?  

5.   Displacement and 
Resettlement x  

6.   Indigenous Peoples ?  

7.   Labour and Working 
Conditions       x  

8.   Pollution Prevention 
and Resource Efficiency x  

[1] The PPG team identified that there are no indigenous peoples and territories within the three 
transboundary basins. This was ratified by the national water authorities and the water funds that 
operate in the area. As a precaution, during the field visits to each of the 15 intervention sites, it was 
enquired to local authorities and user groups if there were indigenous peoples or organisations in each 
particular area. None were identified.

[2] Municipal Conservation and Sustainable Use Areas (ACMUS). ACMUS are areas (private, 
communal, or public property), within a canton, officially established by the municipality in which land 
use is restricted to preserve, conserve or restore ecosystems to ensure water production, biodiversity 
protection and the provision of environmental services. The designation of an ACMUS does not imply 
the extinction of land tenure or property, but it implies fulfilling the environmental function. ACMUS 
are not protected areas, but ?other effective area-based conservation measures? (OECMs) as defined by 
the Convention on Biological Diversity (Decision 14/8 of 2018).

[3] These will be ?other effective area-based conservation measures? as defined by the Convention on 
Biological Diversity (Decision 14/8 of 2018).

[4] In Ecuador, all restoration activities will be implemented by the regional water fund (FORAGUA) 
using the proven methods already applied in all their working area. 

In Peru, the restoration activities will be implemented by (i) the regional water fund (FORASAN) in 
the Subcuenca Quiroz and Anchalay and Hualambi sites, and (ii) AIDER in Cerros de Amotape 
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National Park. The responsible parties for the (i) Pampas de Hospital and San Jacinto and (ii) 
Cooperativa Agraria Culqui interventions in Peru must be identified at project start.

Supporting Documents

Upload available ESS supporting documents.

Title Module Submitted

Zarumilla II ESMF CEO Endorsement ESS

PIMS 6291 Zarumilla SESP 
27JUL2022

CEO Endorsement ESS

Climate Risk Screening Project PIF ESS

20200922 6291 Zarumilla SAP 
PRE SESP cleared

Project PIF ESS



ANNEX A: PROJECT RESULTS FRAMEWORK (either copy and paste 
here the framework from the Agency document, or provide reference to 
the page in the project document where the framework could be found). 

 Objective and Outcome 
Indicators

Baseline Mid-term 
Target

End of Project 
Target

Indicator 1:  Number of 
direct project beneficiaries 
disaggregated by sex 
(individual people). 
Corresponds to GEF core 
indicator 11.

0 88,959 direct 
beneficiaries 
(about 45,058 
women and 
43,901 men)

178,002 direct 
beneficiaries 
(about 90,158 
women and 
87,844 men)

Indicator 2: Terrestrial 
protected areas newly 
created (ha). Corresponds to 
GEF core indicator 1.1.

0 10,900 ha 26,200 ha

Indicator 3: Area of forest 
and forest land restored (ha). 
Corresponds to GEF core 
indicator 3.2.

0 ?1,000 ha ?2,312 ha

Indicator 4: Area of 
landscapes under improved 
management to benefit 
biodiversity (ha, non-
certified). Corresponds to 
GEF core indicator 4.1.

0 ?2,500 ha

 

?7,060 ha

 

Objective. To 
implement 
prioritized 
investments and 
activities under 
the SAP and 
NSAPs for 
strengthened 
Integrated 
Transboundary 
Water 
Resources 
Management in 
the Puyango-
Tumbes, 
Catamayo-Chira 
and Zarumilla 
transboundary 
aquifers and 
river basins 
between 
Ecuador and 
Peru.

Indicator 5: Level of 
Transboundary Diagnostic 
Analysis and Strategic 
Action Program formulation 
and implementation. 
Corresponds to GEF core 
indicator 7.1.

3 4 4

Project 
component 1

Strengthening of mechanisms and capacities of institutions at the binational level for 
the integrated management of water resources in the three water basins within an 
overall governance framework.

Project 
Outcome 1.1. 
Mechanisms 
and capacities 
of binational 
institutions at 
the national, 
regional, and 

Indicator 6: Level of 
development of the IWRM 
Committees by basins.

Zarumilla: 0

Catamayo-
Chira: 0

Puyango-
Tumbes: 0

Zarumilla: 3

Catamayo-
Chira: 3

Puyango-
Tumbes: 3

Zarumilla: 4

Catamayo-Chira: 
4

Puyango-Tumbes: 
4



 Objective and Outcome 
Indicators

Baseline Mid-term 
Target

End of Project 
Target

Indicator 7: Level of gender 
equality and 
intergenerational equity 
mainstreaming into the 
GIRH Binational 
Commission Peru - Ecuador, 
the Technical Secretariat, 
and the SAP

0 2 3local levels 
strengthened to 
improve 
planning and 
management in 
the three basins 
and the 
application of 
IWRM

Indicator 8: Level of gender 
equality and 
intergenerational equity 
mainstreaming into the three 
IWRM Committees by 
basins.

Zarumilla 
committee: 0

Catamayo ? 
Chira 
committee: 0

Puyango ? 
Tumbes 
committee: 0

Zarumilla 
committee: 1

Catamayo ? 
Chira 
committee: 1

Puyango ? 
Tumbes 
committee: 1

Zarumilla 
committee: 2

Catamayo ? Chira 
committee: 2

Puyango ? 
Tumbes 
committee: 2

Outputs to 
achieve 
Outcome 1.1

Output 1.1.1. Four instruments that strengthen binational coordination prepared and 
implemented.

Output 1.1.2. Four instruments to mainstream IWRM in territorial planning 
developed and tested.

Output 1.1.3. A strategy and action plan to mainstream gender equality into the GIRH 
Binational Commission Peru ? Ecuador and the Technical Secretariat prepared and 
under implementation.

Output 1.1.4. A strategy and action plan to mainstream gender equality and 
intergenerational equity into the three transboundary IWRM Committees by basins 
prepared and under implementation.

Output 1.1.5. An SAP addendum to integrate gender equality and intergenerational 
equity prepared and under implementation.

Indicator 9: Number of 
people from pertinent public 
entities with understanding 
of transboundary IWRM 
(sex disaggregated data). 

0 ?100 (?30% 
women)

?100 (?30% 
women)

Outcome 1.2. 
Improved 
IWRM through 
strengthened 
capacities of 
the institutions 
and 
communities at 
the national, 
regional, and 
local levels in 
the three basins.

Indicator 10: Number of 
people from non-state 
entities with understanding 
of transboundary IWRM47 
(sex and aged disaggregated 
data).

0 0 ?300 (?30% 
women and ?10% 
young persons)



 Objective and Outcome 
Indicators

Baseline Mid-term 
Target

End of Project 
Target

Indicator 11: Number of 
people that comprehend 
gender equality and 
intergenerational equity in 
the Binational Commission, 
Technical Secretariat, 
transboundary basin IWRM 
committees, VMW-MAATE 
and ANA.

0 ?80 ?100

Outputs to 
achieve 
Outcome 1.2

Output 1.2.1. One hundred persons from key public entities and local governments 
trained for transboundary IWRM. (30% women).

Output 1.2.2. Three hundred persons from community user-group organisations and 
pertinent non-state entities trained for transboundary IWRM. (30% women).

Output 1.2.3. One hundred persons from main IWRM institutions have been trained 
in gender equality and intergenerational equity.

Output 1.2.4. An inclusive communication strategy to broaden support and action for 
transboundary IWRM prepared and under implementation.

Project 
component 2

Improved management, protection and conservation of water sources, and 
improvement of water use efficiency and quality.

Outcome 2.1. 
 Improved 
binational 
management of 
the Zarumilla 
transboundary 
aquifer

Indicator 12: Level of 
development of binational 
management arrangements 
for the Zarumilla aquifer.

0 2 3

Outputs to 
achieve 
Outcome 2.1.

Output 2.1.1. Improved information tools for the sustainable use of the transboundary 
Zarumilla aquifer developed.

Output 2.1.2. An agreed management model for the binational management of the 
Zarumilla transboundary aquifer.

Outcome 2.2. 
Protection and 
conservation of 
water sources 
and natural 
infrastructure 

Indicator 13: Area (ha) of 
landscapes under improved 
management to conserve 
water sources. Contributes 
to indicator 4 above.

0 ?300 ha ?760 ha



 Objective and Outcome 
Indicators

Baseline Mid-term 
Target

End of Project 
Target

strengthened 
and improved to 
ensure water 
supply (quantity 
and quality) 
through 
ecosystem 
management.

Indicator 14: Area of new 
sites established to conserve 
water resources (ha). 
Contributes to indicator 3 
above.

0 ?7,000 ha ?20,000 ha

Outputs to 
achieve 
Outcome 2.2.

Output 2.2.1. Ten demonstration interventions implemented for the protection and 
conservation of recharge and catchment areas.

Output 2.2.2. Four studies prepared to identify key protection and conservation areas 
on each transboundary basin.

Output 2.2.3. Two financing strategies to sustain protection and conservation areas on 
each transboundary basin under implementation.

Output 2.2.4. Eight technical files prepared for the creation of new sites to conserve 
natural infrastructure for water.

Indicator 15. Area (ha) of 
improved community 
managed irrigation systems.

0 ha 150 ha 150 haOutcome 2.3. 
Improved 
management of 
irrigation 
systems in 
vulnerable 
areas.

Indicator 16. Number of 
community users with 
understanding of climate-
smart irrigation.

0 persons 200 (?30% 
women, ?10% 
young persons)

400 (?30% 
women, ?10% 
young persons)

Outputs to 
achieve 
Outcome 2.3.

Output 2.3.1. Three demonstration interventions implemented on water saving 
irrigation for climate resilient agriculture.

Indicator 17. Number of 
springs and / or water 
catchments that are 
protected in the ?water 
generating ecosystems? of 
the Zaruma canton 
(Ecuador).

5 protected 20 protected 35 protectedOutcome 2.4. 
Reduction of 
pollution 
sources.

Indicator 18. Number of 
backyard family pig farms 
that sustainably manage 
their wastewater in the 
Zaruma canton (Ecuador).

0 ?200 ?500



 Objective and Outcome 
Indicators

Baseline Mid-term 
Target

End of Project 
Target

Indicator 19. Daily volume 
(m?) of water for human 
consumption treated to 
remove heavy metals in the 
San Jacinto District (Peru).

0 m?/day 86 m?/day 130 m?/day

Indicator 20. Level of 
development of pollution 
stakeholder dialogue 
platforms[18], [19].

Zarumilla: 0

Catamayo-
Chira: 0

Puyango-
Tumbes: 0

Zarumilla: 3

Catamayo-
Chira: 3

Puyango-
Tumbes: 3

Zarumilla: 4

Catamayo-Chira: 
4

Puyango-Tumbes: 
4

Outputs to 
achieve 
Outcome 2.4.

Output 2.4.1. Two priority demonstration interventions implemented for the reduction 
of pollution sources.

Output 2.4.2. A water pollution dialogue platform on each transboundary basin 
implemented.

Project 
component 3

Improved monitoring of water quantity and quality and flood risk reduction in the 
three basins

Outcome 3.1. 
Improved water 
monitoring

Indicator 21: Level of 
development of the 
binational water monitoring 
system[20].

1 2 3

Outputs to 
achieve 
Outcome 3.1.

Output 3.1.1. Collaborative water monitoring for transboundary IWRM.

Indicator 22: Level of 
development of the 
Zarumilla transboundary 
flood early warning 
system[21], [22].

0 3 4 Outcome 3.2. 
Reduction of 
impacts from 
flood risks in 
the Zarumilla 
transboundary 
basin. Indicator 23: Number of 

community users that 
comprehend the 
transboundary flood early 
warning system.

0 100 (?40% 
women, ?30% 
young persons)

300 (?40% 
women, ?30% 
young persons)

Outputs to 
achieve 
Outcome 3.2.

Output 3.2.1. One binational flood early warning system operating and rolled out to 
the local communities.



 Objective and Outcome 
Indicators

Baseline Mid-term 
Target

End of Project 
Target

Project 
component 4

Monitoring, evaluation, and reporting on the implementation of the institutional 
mechanisms (SAPs, SNAPs and IWRM plans by basin) of the three transboundary 
basins.

Outcome 4.1. A 
collaborative 
information 
system supports 
transboundary 
decision 
making.

Indicator 24: Level of 
development of long-term 
monitoring system of 
transboundary planning 
instruments[23].

0 2 3

Outputs to 
achieve 
Outcome 4.1.

Output 4.1.1. A monitoring system of the implementation of SAP and IWRM plans 
operating.

Output 4.1.2. An information platform to support transboundary IWRM decision-
making under operation.

Indicator 25: Number of 
people (men and women, by 
country) who have 
participated in events for 
dissemination of project 
lessons.

0 ? 1,000 (?40% 
women, ?30% 
young persons)

? 2,500 (?40% 
women, ?30% 
young persons)

Outcome 4.2. 
Lessons on 
transboundary 
watershed 
management 
shared 
worldwide

 
Indicator 26: Number of 
visitors per month (annual 
average) recorded in the 
network of electronic 
platforms used to 
disseminate project?s 
lessons.

Visits 0

Unique visits 
0

Visits ?2,000

Unique visits 
?1,500

Visits ?4,000

Unique visits 
?3,000

Outputs to 
achieve 
Outcome 4.2.

Output 4.2.1. Project lessons documented and disseminated.

Output 4.2.2. Project monitoring and evaluation plan.

[1] The five local conservation areas to be created in Peru (Table 5). 

[2] Restored areas as part of output 2.2.1 using GEF funds (Table 3). An additional area of about 
15,881.93 ha will be restored with cofinancing.

[3] To be managed as part of outputs 2.2.1 (760 ha, Table 3) and 2.2.4 (about 6,300 ha of new 
ACMUS) using GEF funds. An addition area of about 7,028 ha will be managed using cofinancing 
(Table 21).



[4] Four-point scale. 1 = No TDA/SAP developed. 2 = TDA finalized. 3 = SAP ministerially endorsed. 
4 = SAP under implementation.

[5] Five-point scale. 0 = Not established. 1 = By-laws and operating regulations manual drafted. 2 = 
IWRM committee established in the transboundary basin (according to the regulations of the GIRH 
Binational Commission Peru - Ecuador) and operating regulations manual approved by both countries? 
delegations. 3 = transboundary action plan approved by the countries and the transboundary basin 
IWRM committee meets regularly. 4 = transboundary action plan under implementation and the 
transboundary basin IWRM committee meets regularly.

[6] To measure mainstreaming into the GIRH Binational Commission Peru - Ecuador and the 
Technical Secretariat a five-point scale will be used: 0 = Not mainstreamed. 1 = There is an assessment 
of gender equality and intergenerational equity that identify gaps and entry points for mainstreaming. 2 
= A mainstreaming strategy has been formally adopted. 3 = The strategy is under implementation and 
activities are monitored. 4. The mainstreaming strategy has been assessed and updated, and the lessons 
have been disseminated.

To measure mainstreaming into the SAP a five-point scale will be used: 0 = SAP does not include 
gender and intergenerational considerations. 1 = There is an assessment of gender equality and 
intergenerational equity that identify opportunities and recommendations for mainstreaming. 2 = An 
addendum that mainstream gender and intergenerational actions into the SAP has been formally 
adopted by the countries. 3 = The SAP addendum is under implementation and activities are monitored. 
4 = The SAP addendum has been assessed and the lessons have been disseminated.

[7] Four-point scale. 0 = Not mainstreamed. 1 = Strategies for gender and a youth mainstreaming have 
been formally adopted. 2 = The gender and youth strategies are under implementation and activities are 
monitored. 3 = The strategies have been assessed and updated, and the lessons have been disseminated.

[8] [1] one set of instruments (matrix of roles, responsibilities, and competencies) needed to execute 
actions to implement the binational coordination mechanisms and the IWRM Committees by basins, 
[2] Operating Regulations Manual for the IWRM Committees by basins, [3] an Action Plan of the 
Technical Secretariat and the Action Plans of the three IWRM Committees by basins, and [4] a 
Capacity Building Plan.

[9] A set of guidelines to mainstream IWRM into territorial planning and three instruments for 
territorial planning that include IWRM (to be defined during project implementation).

[10] For example, MAATE, ANA, MINAM, provincial and municipal governments in Ecuador, 
departmental and municipal governments in Peru.

[11] Training will include gender equality and intergenerational equity as cross-cutting elements and a 
specific training component on these topics.

[12] For age disaggregated data, information will be collected for three age categories: youth (15-24), 
adult (25-64), senior (>65). 



[13] Five-point scale. 0 = not developed. 1 = At least one meeting to set up monitoring campaigns and 
improvement of the hydrological model under development. 2 = A binational management model has 
been agreed by the countries. 3 = A binational framework agreement has been endorsed by the 
countries. 4. The management model has been implemented, assessed, and updated and the lessons 
have been disseminated.

[14] See Table 21 of the PRODOC.

[15] For example, ACMUS, OMECs and Water Protection Areas. To be established as part of output 
2.2.4, includes five new conservation areas in Peru (Table 5) and three new ACMUS in Ecuador. 

[16] As of January 2022.

[17] Backyard family pig farms manage up to 20 animals.

[18] Five-point scale. 0 = not developed. 1 = A white paper about watershed pollution issues has been 
prepared and key stakeholders have been identified. 2 = A dialogue process has been adopted by the 
transboundary river basin committee. 3. The dialogue process is under implementation. 4. The lessons 
from the dialogue process have been documented, assessed, and disseminated.

[19] The platforms will be designed with gender and youth sensitive approach. The project will 
facilitate the participation of women and young persons.

[20] Six-point scale. 0 = not developed. 1 = Binational water quality and quantity monitoring and data 
sharing protocol drafted. 2 = Binational water quality and quantity monitoring and data sharing 
protocol formally adopted by the countries. 3 = Binational water monitoring plan formally adopted by 
the countries. 4. Binational water monitoring plan under implementation and data and trends are 
publicly available. 5. The binational water monitoring system has been updated based on learnings.

[21] Six-point scale. 0 = not developed. 1 = A transboundary situation analysis has been prepared. 2 = 
A binational flood forecasting model has been agreed. 3 = A binational protocol for real-time data 
exchange and warning communications has been formally adopted by the countries. 4 = The binational 
early warning system is under implementation. 5. The binational early warning system has been 
updated based on learnings.

[22] The design of the early warning system will differentiate gender conditions.

[23] Six-point scale. 0 = not developed. 1 = Key performance indicators and data sources agreed by the 
countries. 2 = A binational protocol for data exchange formally adopted by the countries. 3 = Test trial 
of control panel and online platform. 4 = Control panel and online platform fully operational. 5 = The 
monitoring system has been updated based on learnings.

ANNEX B: RESPONSES TO PROJECT REVIEWS (from GEF Secretariat 
and GEF Agencies, and Responses to Comments from Council at work 
program inclusion and the Convention Secretariat and STAP at PIF). 



GEFSEC
 
All comments were addressed during PIF review
 
STAP
 

Comment 1. The theory of change clearly presents alignment of actions to address barriers identified. 
Assumptions are indicated but not clearly identified with particular causal connections in impact 
pathways.

 

Response. The theory of change was further elaborated and assumptions are clearly indicated. Please 
see Figure 2 in the present document.

 

Comment 2. Prior TDA, SAP and NSAPs entailed significant, recent stakeholder engagement. With the 
advantage of this foundation, preliminary indications of expected stakeholder roles are adequate, but 
these should be further developed prior to CEO endorsement.

 

 

 

 

 

 

Response. A detailed stakeholder analysis and engagement plan was prepared during the PPG (see 
Annex 6 of the PRODOC). Key stakeholders will participate in several ways during project 
implementation. For example: 

(1) Two water funds (FORAGUA and FORASAN Piura) will be responsible parties that will execute, 
together with local groups, the forest restoration actions (output 2.2.1). 

(2) Local governments will provide cofinancing and will establish "other effective area-based 
conservation measures" to conserve critical water sources. 

(3) The water pollution dialogue platform on each transboundary basin will facilitate multi-level open 
dialogue on sensitive issues (output 2.4.2). 



(4) The needs, concerns and capabilities of women and young persons will be assessed to design the 
Zarumilla binational flood early warning system (output 3.2.1).

 

Comment 3. Prior to CEO Endorsement the project should consider additional risks related to private 
sector actions, including inadequate incentives to realign patterns of private investment and resource 
use.

 

Response. A detailed risk analysis was prepared during the PPG. Please see section ?risks and 
mitigation measures? and Anexxes 4 and 17 of the PRODOC.  The  issues of incentives to realign 
private sector actions is beyond the scope and means of the present project whose primary focus will be 
to consolidate the governance foundation for transboundary IWRM collaboration. Nonetheless, the 
water funds and local governemnts will explore the use of existing incentive mechanisms for water 
conservation, like the Socio Bosque programme (sociobosque.ambiente.gob.ec) and ACMUS in 
Ecuador and the use of the compensation mechanism for hydrological ecosystem services in Peru 
(www.minam.gob.pe/economia-y-financiamiento-ambiental/mecanismos-de-retribucion-por-servicios-
ecosistemicos-mrse).

 

Comment 4. Metrics for knowledge management performance should be developed prior to CEO 
endorsement.

 

Response. The integration of knowledge management into project implementation was done during the 
PPG phase. There will be three synergic instruments to guide project actions: (i) a communications 
strategy, (ii) a knowledge transfer strategy and (iii) a stakeholder engagement plan. Output 4.2.1 focus 
on capturing and disseminating project learning. The results framework includes two indicators to 
measure that lessons on transboundary watershed management are shared worldwide:

Indicator 25: Number of people (men and women, by country) who have participated in events for 
dissemination of project lessons.

Indicator 26: Number of visitors per month (annual average) recorded in the network of electronic 
platforms used to disseminate project?s lessons.

 

Comments submitted by council members on the GEF December 2020 work program

Germany Comments



Suggestions for improvements to be made during the drafting of the final project proposal:

 

Comment 1. The full proposal should clearly identify how the development and implementation of a 
binational information platform for water resources management (output 4.2) will be set up, what kind 
of institutional structure is envisaged, and how this structure will ensure long-term operability 
regarding the required information services.

 

Response. During the PPG phase it was not possible to fully develop  the details of the collaborative 
information system (outcome 4.1). There were sensitive issues regarding data collection and sharing 
that the parties could not concensuate during project preparation. Therefore, it is foreseen that the two 
pertinent outpust will be designed during the third year of project implementation after the protocol for 
information collection and exchange has been agreed by the GIRH Binational Commission Peru ? 
Ecuador. The overall strategy to build this outcome will be that the Technical Secretariat forms a 
technical working group that agrees on the indicators and information sources to be used and, 
afterwards, oversees the development of both outputs (4.1.1 and 4.1.2). ANA will initially host both 
information systems, but it is anticipated that afterwards the Technical Secretariat will take charge of 
its operation and maintenance.

 

Comment 2. Germany recommends to take into consideration Peru?s experience with the Water 
Resources Observatory of the Chill?n, R?mac, Lur?n basins (Lima) that was implemented by the 
National Water Authority of Peru (ANA) and supported by the German government.

 

Response. The experience of the water observatory Chill?n, Rimac, Lur?n was analysed. It is foreseen 
that output 4.1.2 will build upon this experience.

ANNEX C: Status of Utilization of Project Preparation Grant (PPG). 
(Provide detailed funding amount of the PPG activities financing status 
in the table below: 

   
PPG Grant Approved at PIF:  200,000



GEFTF/LDCF/SCCF Amount ($)
Project Preparation Activities 

Implemented
Budgeted Amount

Amount 
spent to 

date
Amount 

committed  
International Consultants 35,000.00 96,832.98  1
Local Consultants 139,500.00 77,582.52  2
Travel 7,000.00 6,066.67  3
Supplies 500.00 0.00  4
Professional Services 3,000.00 10,249.48  5
Miscellaneous Expenses 2,000.00 0.00 1,867.03 6

Training, Workshops and Confer 13,000.00 2,955.59  7

Audio Visual&Print Prod Costs  4,445.73  8
SoF Total 200,000.00 198,132.97 1,867.03  

1)  6 international consultants for PPG team
2) 3 national consultants for PPG team
3) travel to site visits for project team 
4)n/a
5) HACT microassesment for implementing partner
6) Committed for prodoc and annexes translations
7) workshops for PPG inception, logical framework validation, and final closure of prodoc package
8) Communications, internet, telephone.

ANNEX D: Project Map(s) and Coordinates 

Please attach the geographical location of the project area, if possible.



ANNEX E: Project Budget Table 



Please attach a project budget table.







ANNEX F: (For NGI only) Termsheet 

Instructions. Please submit an finalized termsheet in this section. The NGI Program Call 
for Proposals provided a template in Annex A of the Call for Proposals that can be used 
by the Agency. Agencies can use their own termsheets but must add sections on 
Currency Risk, Co-financing Ratio and Financial Additionality as defined in the template 
provided in Annex A of the Call for proposals. Termsheets submitted at CEO 
endorsement stage should include final terms and conditions of the financing.

ANNEX G: (For NGI only) Reflows 

Instructions. Please submit a reflows table as provided in Annex B of the NGI Program 
Call for Proposals and the Trustee excel sheet for reflows (as provided by the Secretariat 
or the Trustee) in the Document Section of the CEO endorsement. The Agencys is 
required to quantify any expected financial return/gains/interests earned on non-grant 
instruments that will be transferred to the GEF Trust Fund as noted in the Guidelines on 
the Project and Program Cycle Policy. Partner Agencies will be required to comply with 
the reflows procedures established in their respective Financial Procedures Agreement 
with the GEF Trustee. Agencies are welcomed to provide assumptions that explain 
expected financial reflow schedules.

ANNEX H: (For NGI only) Agency Capacity to generate reflows 

Instructions. The GEF Agency submitting the CEO endorsement request is required to 
respond to any questions raised as part of the PIF review process that required 
clarifications on the Agency Capacity to manage reflows. This Annex seeks to 
demonstrate Agencies? capacity and eligibility to administer NGI resources as 



established in the Guidelines on the Project and Program Cycle Policy, 
GEF/C.52/Inf.06/Rev.01, June 9, 2017 (Annex 5).


