
GRANT COMPLETION REPORT1

 
  

 
A. BASIC GRANT INFORMATION 
Grant Name:  Lebanon:  PCF Trust Fund Grant for Nahr Al-Barid 
Grant TF Number:  TF091513, PCF Reference No. 362 
Task Team Leader Name:  Olivier Lavinal 
Sponsoring/Managing Unit:  MNSHD 
Grant Amount: US$ 2,025,000 
Executing Agency: Ministry of Interior First Municipal Infrastructure Project    

Coordinating Unit (FMIP PCU) 
Grant Approval Date:  February 18, 2008 
Grant Closing Date:  December 31, 2010 
 
 
B.  DEVELOPMENT OBJECTIVES AND DESIGN  

Provide original statement of objectives from the grant proposal. If original objectives 
have been changed, explain the timing and nature of the revisions, and their justification. 

1. Original (and Revised) Trust Fund Development Objectives 

 
To assist the Recipient in re-building social infrastructure and strengthening social 
services, and to facilitate the economic recovery in the localities surrounding the Nahr 
Al-Barid Camp. 
 

Provide original activities/components to be financed by the Grant. If original 
activities/components have been changed, identify them, and explain the nature of the 
revision and their justification. 

2. Original (and Revised) Trust Fund Activities/Components 

Component 1 – Provision of sub-grants to local communities to fund priority social 
infrastructure and related services.  Grants would not exceed $50,000 and will follow the 
identification, selection, and contracting, and M&E procedures used under the Bank 
financed Lebanon Community Development Project (CDP) 
Component 2 – Operating costs for the Project Implementation Unit (PIU) of the First 
Municipal Infrastructure Project (FMIP) to include beneficiary assessments, supervision, 
and monitoring and evaluation activities.   
 
C.  OUTPUT & OUTCOME  

Discuss the extent to which the grant development objectives have been met, with linkage 
to outcome indicators. This includes an assessment as to whether the actual 
outputs/deliverables were successfully completed, compared to the expected output, for 

1. Achievement of Grant Development Objective  

                                                 
1 The Grant Completion Report (GCR) is a simplified version of the Implementation Completion 
Memorandum (ICM) which is required for reporting on World Bank trust funds. The GCR is intended to 
ease the burden of reporting on project details while ensuring that valuable lessons from grants are captured 
and shared. In order to ensure continuity, the GCR template utilizes the same structure and terminology as 
the ICM.  
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each activity/component of the grant. For activities where the output is a report or a 
dissemination event such as a workshop, conference, training, or study tour, assess the 
Quality, Presentation and Dissemination. Applicable reports and/or documents are to be 
attached to the GCM 
 
Grant objectives have been met. 
 
The proceeds of the grant contributed to rebuilding social infrastructure and 
strengthening social services, as well as increasing economic activities in the localities 
surrounding the Nahr El Barid camp.  These achievements were confirmed through two 
monitoring and evaluation reports, as sub-projects were implemented in two batches.  
Fourteen sub-projects were in the first batch and sixteen sub-projects in the second.  The 
latter report was completed in December 2010 and therefore given the short-execution 
period it was difficult to measure the efficiency and/or impact of these sub-projects.  
These evaluations were mostly qualitative, as the FMIP PIU had great difficulties in 
obtaining baseline data prior to the start-up of most of the sub-projects.  Given these start-
up delays, the Bank advised the FMIP PIU not to further delay the start-up of the first 
batch of projects, as this would be contradictory to the PCF Grant’s emergency nature 
and thus the need to show quick and tangible results on the ground. 
 
Rebuilding social infrastructure and strengthening social services.  This was the case of 
24 sub-projects which, in the process, improved, in one way or another, living conditions 
in the affected communities. Ten sub-projects contributed to the improvement of the 
quality of care by equipping these health facilities.  This also resulted in decreased cost of 
medical and dental care (from 50% to 80%).  Given the higher number of patients 
seeking care, there was an increase in the revenues of some of these facilities.   A case in 
point is the establishment of the first certified CSO dispensary in Mohammara which 
answered an existing need of the populations of Mohammara and its surroundings.  This 
is a milestone, given the relative small size of the sub-projects coupled with the post-
conflict conditions under which the sub-projects were executed. The improvement of the 
health indicators is a strategic priority of the development of the region, which ranks 
among the lowest in Lebanon in terms of meeting basic livelihoods needs. Against this 
background, the medical sub-projects account for 5 of the 16 sub-projects of the second 
batch and significantly consolidate access to basic healthcare of the region served by the 
project. It is estimated that for these sub-projects, the medical services proposed through 
the newly acquired equipment (dentistry, echography, ophthalmology, etc.) are offered at 
just 20-30% of comparable costs charged by private physicians and clinics. 
 
Other sub-projects included libraries (establishment and equipment) and electronic 
centers, training facilities, an orphanage, a nursery, a school garden, public halls and a 
public theater.  The population is generally satisfied with the services provided by the 
various sub-projects included in the first batch.  In the case of the sub-projects of the 
second batch, it is mostly too early to assess their effectiveness. 
 
 



There have been increased economic opportunities.  Three out of eight sub-projects 
enabled increased economic opportunities, most notably for the fishermen community in 
Bebnine. Building on remarkable assets, agriculture and agri-business industries are a 
driver for growth in North Lebanon. In light of this context, 20% of the sub-projects 
target the agricultural sector and have an economic impact. Hence, the two sub-projects 
related to fruit and olive growers in Mounieh aspire to increase the opportunities of 
economic growth at the local level, building on its ancestral know how in fruit 
processing. The assessments have confirmed that the sub-projects were overall 
sustainable, and that they translate into economic opportunities. The income-generating 
projects are still operating more than one year after completion and households income 
has increased.  
 
The outcomes of the second batch of sub-projects confirmed the first analysis: even if 
they were not all installed, the upgrading of fishing equipments has improved the fishing 
conditions and has led to a 30% increase in the disposable income of fishermen. In 
Mounieh, the olive mill was equipped and carries high economic potential and is 
sustainable as the municipality has committed to supporting the sub-project. The impact 
will actually be measured during the 2011 harvesting season but the relevance of the 
project is clearly in line with the development objective of the Grant.   
 
More generally, the sub-projects contributing to upgrading the competencies of the 
inhabitants had an indirect but clear economic impact. Hence, the libraries and IT centers 
established in five of the targeted municipalities should create some employment or other 
opportunities. Youth are an essential target group as they are one of the most vulnerable 
categories and despite the absence of statistical data for the first batch projects, the free 
internet access or training offered strengthened the youth’s possibility for employment 
opportunities. For example, the sub-project encompassing the IT lab and the scientific lab 
in Biddawi contributes to address the issue of skills and to respond to the challenge of the 
high dropout rates. Easier access to science coined by one of the students as “science in 
front of my eyes” allows students to acquire new skills and to broaden their socio-
economic horizons. Another example is the provision of vocational training courses to 
disadvantaged youth and women in Biddawi. The sub-project had an impact on 90 direct 
beneficiaries who attended the courses and 567 indirect beneficiaries (families of the 
trainees). Almost two thirds of the trainees found jobs or established their micro-
enterprise. This project can be recorded as a success story as it provided the target group 
with the appropriate skills needed to find a job and was filmed by Al Jazeera Television 
for a program called Initiative. 
 

Discuss all other outcomes and impacts achieved under the Grant (including unintended, 
positive and negative). Where relevant, discuss how the grant has contributed to the 
development/strengthening of relevant institutions, mobilization of other resources, 
knowledge exchange, recipient policy/program implementation, replicable best practices, 
introduction of new products, New Forms of Cooperation with Other Development 
Institutions/NGOs, etc., which would not have been achieved in the absence of the grant.  

2. Development Impacts, including those that are Unintended/Unrelated to Grant 
Objectives  



 
First and foremost, this PCF Grant contributed to getting the six beneficiary 
municipalities involved in social service delivery issues. It is one of the first examples in 
Lebanon of municipal councils formally discussing and approving social interventions.  
This resulted in the increased importance placed by municipalities on social service 
delivery and related issues. In addition, this Grant created awareness through focus group 
discussions with the various municipal councils on how to go about ensuring the 
sustainability of interventions.   
 
The PCF Grant approach of using municipalities as an entry point to improve social 
service delivery at the local level is a best practice which could be replicated in other 
parts or throughout Lebanon. Even though it is part of the municipalities’ mandate to 
oversee all projects and activities, municipalities have been reluctant to engage and have 
not been given a formal opportunity to become involved in social service delivery issues. 
This has left a vacuum and thus their oversight function has been minimal. As a result of 
this grant, municipalities went on to show commitment to ensuring sustainability of the 
sub-projects. In the case of the sub-project that funded the purchase of an ambulance in 
Bhanine to serve its 12,000 inhabitants, the municipality formally committed to its 
maintenance by making budgetary provisions in its 2011 budget. This should be viewed 
as an important development impact.  
 
The Grant has also contributed to “professionalize” the way CSOs and NGOs operate in 
North Lebanon. The capacity of CSOs and NGOs was strengthened in areas such as 
project identification, proposal formulation, procurement, and monitoring and evaluation.  
Proper sub-project implementation was assessed in the evaluation reports as one of the 
key positive outcomes of the project. This notably enhanced the capacities of the CSOs to 
follow transparent and professional standards for procurement.  
 
This PCF Grant created synergies with the on-going Bank funded First Municipal 
Infrastructure Project (FMIP), as they were both managed by the same PIU.  This PCF 
grant became, in a sense, another FMIP component.  The on-going FMIP project was 
funding municipal projects with large civil works components from $100,000 upwards, 
while this PCF grant funded social sub-projects costing less than $100,000. A key 
outcome is that the FMIP PCU was a good entry point as it had a proven track record 
working with municipalities and therefore encouraged the municipalities to become 
formally involved in social service delivery issues; all PCF grant sub-projects were 
formally approved by municipal councils.  
 
MNSSD staff facilitated PCF grant implementation as they encouraged the FMIP PIU to 
take on the implementation responsibility. Joint supervision missions took place semi-
annually.   
 
 
 



D.  SUSTAINABILITY  
Describe how likely, and for how long, the outcomes will be sustained after completion of 
grant activities, and the likelihood that some changes may occur that are detrimental to 
the achievement of the grant development objectives. These may include factors such as 
technical, financial, economic, social, political, environmental, government 
ownership/commitment, other stakeholder ownership, institutional support, etc,. 
 
For the first batch of sub-projects, sub-project sustainability is likely.  The evaluation 
concluded that the medical equipment purchased for the 3 dispensaries is being managed 
by experienced (and well funded) NGOs who have been operating dispensaries, in one 
case since 1978. The newest dispensary has been operating for five years. The income- 
generating projects were still operating a full year after completion. Interviewed 
stakeholders were aware of the need to provide resources to ensure medium and longer-
term sustainability. Furthermore, the PIU organized sessions with the 6 concerned 
municipal councils to discuss sustainability related issues, including the need in certain 
cases to ensure proper budgeting of municipal funds for the following years. 
 
Local commitment is at the core of sustainability. The involvement of the municipalities 
at all stages of the process coupled with the FMIP PIU’s technical support was 
instrumental in generating ownership of local decision makers and stakeholders. 
Furthermore, the CSO/NGOs “know-how” and capacity increased, as they now are 
knowledgeable on awareness creation and contracting out for social service delivery.   
This will, to a large extent, ensure sub-project sustainability and is one of the key 
achievements of the project. 
 
E.  PERFORMANCE  
State whether the project was (a) Bank-executed, (b) recipient (government) executed, or 
(c) third party/NGO executed. Assess how well the executing agency carried out its 
specific responsibilities assumed under the grant. If the Bank is executing Recipient work 
on behalf of Recipient, describe how well the rationale for Bank execution was realized.  
 
The Grant was recipient-executed. It was executed by the First Municipal Infrastructure 
Project Implementation Unit (FMIP PIU). The FMIP PIU has a ten year track record in 
implementing Bank projects, including high caliber fiduciary and staff. The FMIP PIU 
Director is very competent and had a long standing experience working with 
municipalities.  
 
Upon Grant approval, the FMIP PIU began to facilitate the very important start-up 
discussions to launch a participatory process in each municipality, which would lead to 
sub-project identification. The FMIP PIU went on to ensure that there was an enabling 
environment for smooth PCF Grant implementation.  The PCF Grant benefited from the 
on-going fiduciary systems in place for the on-going FMIP grant.  The FMIP staff in the 
procurement and accounting departments took on full responsibility for all fiduciary 
related matters pertaining to this PCF Grant. FMIP engineers were also tasked to 
supervise and assess the technical quality of sub-projects.   
 

 



F.  LESSONS LEARNED / RECOMMENDATIONS   
List (a) the most significant achievements of the grant as well as (b) the most significant 
challenges faced. List and describe (c) the most significant positive and negative lessons 
learned from the success or failure of the grant activity (these can be grant-specific as 
well as corporate lessons) and, as appropriate, make constructive (d) recommendations 
for follow-up or undertaking similar activities in the future. 
 
Achievements 
The most significant achievement of this grant is that it created a precedent of formally 
involving municipalities in issues and projects pertaining to the delivery of social 
services. As a result, some municipalities went on to formally appoint a staff member to 
oversee social programs, as in the past, municipalities were often sidelined from social 
issues.  In the past, such decisions were taken in an ad-hoc manner by NGOs with limited 
coordination with relevant line ministries or municipalities.  
  
The second most significant achievement is the creation of synergies in terms of sub-
project identification, implementation, and monitoring and evaluation between the on-
going Bank financed First Municipal Infrastructure Grant that was financing larger scale 
municipal works and this one. For example, in the case of Bebnine, the Bank financed 
FMIP grant financed walkways that enabled poorer people to access the health facility in 
a safer way.   
 
Finally, a strong achievement is the capacity building element. Against an adverse socio-
economic environment, the grant clearly contributed to enhance the capacities of all local 
stakeholders: (i) the beneficiaries were well targeted and correspond to the most 
vulnerable groups of the population; (ii) the CSOs increased various skills, including 
contracting; (iii) the local governments have, despite the delays and administrative 
bottlenecks, proven that they can be involved in social issues, and have increased their 
understanding and commitment to social issues. This is all the more important in that it 
occurred in a context of municipal elections (May 2010) and thus of changes in the 
municipal teams.  
 
Challenges 
The most significant challenge was to recruit a qualified consultant to carry out the 
monitoring and evaluation work. There are very few qualified M&E consultants that 
grasp the issues pertaining to having treatment and control groups and obtaining baseline 
data to assess the impact of the sub-projects.   
 
Clearly, the grant faced challenges due to the municipal elections in May 2010 as these 
had an important effect on the constitution of municipal councils and staff. The second 
batch of sub-projects had to be explained to newly-elected officials. It led at times to 
administrative delays and implementation bottlenecks. Although this challenge was 
addressed by the FMIP PIU, the initial implementation time frame was delayed.  This 
therefore delayed the evaluation of the second batch of sub-projects as it reduced the 
execution period.  
 



Another challenge is the scarcity of resources at the local level, be it from municipal 
staff, NGOs/CSOs, or other stakeholders, especially in more remote areas Lebanon. 
   
Positive Lessons Learned 
Emergency interventions should be implemented using existing and functioning 
implementation structures with a positive track record.  The primary reason for the 
success of this grant is that during start-up technical issues relating to grant start-up, 
fiduciary, procurement, and staffing issues were addressed by the management of the 
FMIP PIU.   
Rigorous monitoring and evaluation of CDD type operations using treatment and control 
methodology in emergency contexts should be weighed with the potential delays required 
that entails recruiting a consultant to obtain baseline information to monitor the before 
and after effects of sub-projects.  This type of exercise is cumbersome, leads to 
significant delays, and in cases where baseline information has been collected it has been 
difficult to assess “impact” because the information presented after the completion of the 
sub-project is not consistent with the information provided prior to project start-up. And 
yet, other methodologies can be used to impact evaluate ex post without a baseline. 
Although somewhat complex econometrically, non-experimental or quasi-experimental 
designs allow to isolate the effect after the intervention.  
Municipalities should be given the opportunity to become involved in social service 
delivery issues, especially in fragile states, where their potential involvement in the event 
of a future crisis is critical, especially is crisis prone countries.   Municipalities could be 
used to channel large amounts of funds to social service delivery and related 
interventions.   
 
Sub-project sustainability remains an issue.  Awareness creation sessions should be 
carried out for municipal councils to reinforce the sustainability message and the need to 
make adequate budgetary provisions in the municipal budget for proper maintenance. 
 
Recommendation for undertaking similar activities in the future 
Emergency CDD type operations should only be implemented in Lebanon when there can 
be assurances of having a top notch implementation structure in place at the outset of the 
project. The creation of an implementation structure, in the best case scenario, would take 
a year, and in the worst case more than two years, and thus would defeat any emergency 
purpose.   
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