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Management Response Summary Data

Evaluation or review title as it appears on final Unit/person responsible for managing/tracking

report: follow-up:

Interim External Evaluation Report Project Management Unit

Date received: 3 December 2025

Date Management Response approved: All units/positions are requested to take action:

12 December 2025 PMU, Rwanda Country Office, Regional Leadership
Team, Office of Legal Affairs, PSC, and all Partners’
leadership.

Expected duration required to fully implement the | December 2025 to March 2027

MR:

Overall Response

IUCN’s management response to the Independent Interim Evaluation (lIER) of the Transforming Eastern Province
through Adaptation (TREPA) Project reflects a largely receptive and constructive approach, with the majority of
recommendations being fully or partially accepted based on feasibility, alignment with project objectives, and
operational considerations. The IIER identifies a limited number of strategic areas for improvement, including
strengthening implementation efficiency, enhancing monitoring and learning systems, reinforcing institutional
and community-level coordination, and further embedding sustainability, gender, and youth considerations
across project components.

Management acknowledges that, while TREPA has demonstrated strong relevance, coherence, and effectiveness
at mid-term with overachieving many key performance indicators, there is a need to further enhance community
resilience and livelihood outcomes. TREPA will intensify its support to climate-resilient value chains, with a
particular emphasis on the inclusion of women and youth, strengthening Forest and Farm Producer
Organizations, improving access to finance and markets, and sustaining community-led restoration and clean
energy solutions.

To improve efficiency, accountability, and adaptive management, the PMU will strengthen regular performance
tracking through enhanced field monitoring, expanded use of participatory MEL tools, and closer integration of
financial and technical oversight. Lessons learned—both positive and negative—will be more systematically
documented and shared to support timely course correction and portfolio-level learning.

In line with the evaluation’s recommendations, management also recognizes the need to address initial start-up
delays and ensure adequate time for consolidation of restoration outcomes, maintenance, and impact
measurement. Accordingly, management intends to pursue a no-cost extension, subject to approval by the
Green Climate Fund, to enable the completion of an additional implementation and monitoring cycle and to
safeguard the sustainability and integrity of the project's results.

Overall, management considers the interim evaluation a valuable learning instrument and reaffirms its
commitment to adaptive management, results orientation, and country ownership, ensuring that TREPA delivers
lasting climate resilience benefits for ecosystems, communities, and institutions in Rwanda’s Eastern Province.

Response to the secretariat Assessment

IUCN welcomes the GCF’s assessment of the TREPA Interim Evaluation Report and appreciates the constructive
and detailed feedback provided on the IIER produced by Research Hub Ltd.
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Management acknowledges the observations regarding the need to strengthen evidence of independence,
quality assurance, methodological transparency, and traceability between findings, conclusions, and
recommendations. These comments have been fully addressed through substantive revisions to the report,
including the addition of explicit sections on independence and ethical considerations, expanded discussion of
methodological limitations, strengthened quantitative analysis, clearer citation of data sources, and
restructuring of conclusions and recommendations for improved logical coherence. Management considers the

revised report to be fully aligned with GCF evaluation policy expectations and a robust basis for adaptive project
management.
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Recommendation Summary

R-01. Review and update the
Theory of Change (ToC) and
logframe.

IUCN Management Response & Rationale

Partially Accepted.

Management is strongly confident that TREPA’s
theory of change remains relevant. However, it
concurs that some elements of the logframe could be
revisited, especially targets that are unclear
(quantified) and/or not ambitious.

Committed Key Action(s)

Conduct a structured virtual
workshop with all EEs/SPs to
revise the operational targets
followed by formal validation by
the Project Steering Committee
(PSC).

Note: No change to the logframe is
envisaged.

Responsible

Actor(s)

PMU (Facilitate),
All EEs/SPs, PSC

Deadline  for

Completion

30 January
2026

30 June 2026

R-02. Increase targeted capacity-
building for Executing Entities
and Service Providers.

Accepted. Continuous capacity development s
recognized as key to maintaining implementation
excellence and adapting to complex tasks.

Conduct refresher training on key
project features, including:

- ESMS, SEP, and GRM

-  GAP

- Managing GCF-funded
project effectively

PMU, IUCN as AE

31 December
2025

31 March 2026

30 April 2026

C-01.Develop harmonized
community compensation
guidelines.

Accepted. Aligning  incentives is  critical for
maintaining community trust, equity, and the overall
coherence of interventions in the Eastern Province.

Lead the development and secure
formal adoption of a “Harmonized

Community Engagement
Protocol” through the DPCC
platform.

IUCN
DPCCs

PMU,

30 September
2026

E-01. Clarify roles between RFA
and ICRAF for Output 3.3.

Accepted. Clear institutional arrangements are
necessary to resolve coordination bottlenecks and
improve efficiency.

Facilitate a mediation session to
review and amend the relevant
MoU, resulting in a signed
addendum.

PMU, RFA, ICRAF

30 June 2026
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E-02. Systematically track co-
financed activities.

Accepted. Fully capturing co-finance is essential for
accurately reporting the project's true scale and
impact.

Develop, disseminate, and
implement a mandatory "Co-
financing Tracker" integrated into
quarterly reporting.

PMU (MEL), All
EEs/SPs

30 June 2026
(Launch)

E-03. Assess behind-schedule | Accepted. A structured recovery plan is needed to | Conduct a deep-dive review of all | PMU,  Relevant | 30 June 2026
deliverables. bring all activities to completion. activities below 50% completion | IPs

and develop a master recovery

plan.
E-04. Review and adjust | Partially Accepted. Management agrees to a review | Convene a technical working | PMU, MEL | 30 March 2026

problematic indicators. (Linked
to RO1)

but will prudently adjust only for critically unclear or
gualitative indicators to increase clarity and ease of
reference.

group to review the indicators
reference sheets.

Officer, Relevant
IPs

E-05. Extend Output 2 activities
via a Change Request.

Partially Accepted.

Management does not support the extension of
output 2 activities. Rather, informed by a positive
feasibility assessment, some markets (e.g., RRC,
Nature-positive enterprise development) and climate
finance-related activities will be adapted to increase
their contribution to the resilience target.

Conduct a feasibility assessment
and, if viable, prepare a targeted
Change Request for GCF.

PMU, CordAid,
ICRAF, IUCN AE
(Multilateral

Finance Unit)

30 April 2026
(Feasibility)

30 June 2026
(Change
Request)

E-06. Upgrade the PMEL to a | Not accepted. Management acknowledges the need | Pilot test and finalise the PMEL | IUCN (MEL & | 30 March 2026
digital platform. but notes significant budget and time constraints for | system under construction, and | PMU)

full implementation before the project end. Rather, an | train users on its functionalities,

interactive and real-time PMEL system that is Power | including Power BI

Bl powered is being built.
EF-01. Conduct an internal | Not Accepted. N/A N/A N/A

efficiency audit.

While the management agrees that optimizing
resource use is a continuous priority for maximizing
value for money, the AE has effective systems for that
and both PMU, AE/MF Supervision Mission and the
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annual audits are some of the spaces to track resource
efficiency.

EF-02. Promote a culture of
resource stewardship.

Partially Accepted.

Behavioral change is complementary to procedural
changes for achieving efficiency. However, no extra
initiatives or investment are needed for this.

PMU to integrate the resource
stewardship topic in the monthly
PMCC meetings with monthly
resource trackers.

PMU, IUCN AE
Finance, All IPs

Monthly

L-01. Establish a formal lessons- | Accepted. Systematic learning is fundamental to | Create a "Structured Learning | PMU, All IPs 31 March 2026
learned process. adaptive management. Cycle" with a mandatory log and
quarterly PMCC reviews.

L-02. Actively engage | Accepted. Develop and implement a | AE/MF Unit, | 30 June 2026
stakeholders outside target Maximizi il " if o "Spillover Amplification or Scaling | PMU, Hub
areas. aX|m|Z|ng spillover e 'ects ampl ies project |rT1pact Strategy." Coordinators

and benefits. IUCN considers this rather as “Scaling”
S-01. Develop an institutional | Not Accepted. PMU, RFA, | 31 March 2026
transition plan. o o ) ) ) Districts

An institutional transition plan is not necessary when | PMU to fastrack implementation

the project has a strong exit plan that is already in | of key elements of exit

implementation. strategy/plan
10-01. Integrate outcome-level | Partially Accepted. While capturing the full spectrum | Integrate co-benefit indicators | PMU (MEL | 30 June 2026
co-benefit monitoring. of project impacts is a priority, the current MEL plan | into the 2026/2027 Annual | Officer), IPs (Indicators)

outlines when such actions will be taken. Household Surveys and reporting.
OP-01. Scale up cross-learning | Accepted. Leveraging the "One  Programme" | Establish a formal “IUCN Rwanda | IUCN Program | 30 June 2026

with IUCN projects.

approach enhances collective impact.

FLR Learning Consortium."

Manager, TREPA
PMU

(Launch)

GY-01Upgrade GAP to a "Gender
and Youth Action Plan (GYAP)".

Accepted. A combined GYAP is essential for targeted
and inclusive programming.

lead a
process,

Hire a consultant to
participatory revision
creating a costed GYAP.

PMU
Officer),
Consultant

(Gender

30 March 2026
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GY-02. Integrate Rwanda’s | Accepted. Alignment with national policy strengthens | Liaise with the government to | PMU (Gender | 30 March 2026
CcGAP into the TREPA GYAP. legitimacy and impact. align the GYAP with the national | Officer)

CcGAP.
GY-03 Create a dedicated budget | Accepted. Ring-fenced funding is non-negotiable for | Propose a formal budget | IUCN Finance | 30 March 2026

for the GYAP.

effective implementation.

reallocation to create a dedicated
GYAP implementation fund.

Manager, PMU

SP-01. Bridge the gap with local
schools/TVETs.

Accepted. Integrating knowledge into education
systems ensures long-term sustainability.

Establish a
Curriculum”

“Knowledge to
pipeline by co-

PMU (Knowledge
Officer), TREPA

30 September
2026

developing modules with TVETs. Tech Experts (Modules)
SP-02. Seek government | Not Accepted. N/A N/A N/A
endorsement of research.
Government of Rwanda has endorsed TREPA at
central and district level.
SP-03. Assign a dedicated budget | Accepted. Strategic communication is a core function, | Create a dedicated "Strategic | IUCN Finance | 30 June 2026
for communication. not an optional add-on, and the current budget setup | Communication" budget line, and | Manager, PMU,
does not allow key communication activities to be | if needed request budget | Comms and
organised. adjustment alongside the change | AE/MF Unit
request to GCF.
CO-01. Feature in GCF formal | Accepted. IUCN will champion this at the AE level to | Submit a proposal to GCF for an | IUCN Country | 30 June 2026
knowledge sharing on Rwanda’s | enhance portfolio-wide learning. annual learning forum and, if | Rep, TREPA PMU, | (Proposal)
climate action. possible, establish an interim | AE/MF Unit.
Community of Practice with other
AEs/GCF-funded  projects in
Rwanda.
I N-01. Leverage innovativeness | Accepted. Documenting and scaling the "TREPA | Develop a "TREPA  Model | IUCN Regional | 30 September

for replication.

model" is a strategic priority.

Playbook" and conduct targeted
dissemination for replication.

Program Delivery
Manager, PMU

2026
(Playbook)
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RS-01. Plan a successor project | Accepted. Building on TREPA's success is a strategic | Initiate the structured | IUCN Program | 31 December
(TREPA 2.0). imperative for IUCN and national partners. development of a Concept Note | Manager, PSC, | 2026 (Concept
for a successor project to scaling | NDA Note)
up in other provinces.
UR-01. Integrate COMBIO co- | Accepted. Systematically capturing synergies with | Develop a Joint Results | TREPA PMU | 31 March 2026
benefits into MEL. COMBIO is essential for accurate reporting. Framework with COMBIO and | (MEL), COMBIO | (Framework)
update the TREPA MEL plan. M&E Officer
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