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recommendation encourages the adoption of a new Work Plan for the remainder of the duration of 
ADAPT and proposed changes to the budget accordingly. The new Work Plan should be approved by the 
donor and presented to the project partners and other stakeholders for discussion. This new Work Plan 
should also consider the inclusion of additional activities. The recommendation is for the PMT to organise 
an opportunity for project partners and other stakeholders to nominate additional activities. This can be 
organised in an open forum, through focus groups, or via individual consultations. 

In order to improve the efficiency of the ADAPT project, one recommendation is to reinforce the PMT 
with additional programme staff, given that the evidence shows that the existing staff cannot perform all 
of the envisaged activities efficiently, while ensuring the effective achievement of ADAPT objectives. Fur-
thermore, adoption of a comprehensive Monitoring and Evaluation framework is recommended in order 
for performance management to be organised in a more systematic fashion, while it may provide suffi-
cient, adequate, and timely data and information to assess progress against the ADAPT objectives as out-
lined in the ADAPT programme document and its Logical Framework – overall objectives, outcomes and 
outputs, as well as economy specific deliverables. 

Various communication issues have been identified which have resulted in a limited understanding of 
ADAPT objectives, actions, and outcomes by the project partners and other stakeholders. In this regard, 
the recommendation is for ADAPT to delegate more effort to direct communication with project partners 
and other stakeholders who are directly involved in the implementation of ADAPT. The reassessment of 
scoping studies further is recommended in order to enhance the efficiency of ADAPT results. This recom-
mendation centres on ADAPT to reassessing its project activities with respect to the scoping studies and 
envisaging further actions that are necessary for the scoping studies to be validated by national authori-
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This Mid-Term Review fulfils the requirements of both SIDA and the IUCN Monitoring and Evaluation 
Policy, of conducting an independent review at the halfway point of project implementation, for the pur-
pose of learning and reflection on project management and on the early results. It is expected that the 
findings and recommendations of the MTR will help to identify any needed course 
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3. Methodology 

In order to perform the Mid-Term Review of ADAPT, an evidence-based approach was applied, focusing 
on obtaining and analysing data on the ADAPT objectives and outputs, in line with the evaluation criteria 
and key evaluation questions. The approach also examines economy specific outcomes, indicators, and 
deliverables in order to inform on specific progress that is documented in all of the 6 participating econ-
omies. The evidence informs SIDA, IUCN, implementing partners and other stakeholders (both public and 
private) on the mid-term results of the project, with a strong focus on key evaluation questions and sub-
questions testing overall relevance, coherence, efficiency, effectiveness and achievements of ADAPT. The 
methodological steps conducted in order to perform the tasks of this assignment are succinctly presented 
below and subsequently further detailed along with the presentation of the main data collection tool to 
be applied in this MTR.  

First, a document analysis was performed in order to gather relevant data available via desk research. 
Following this, a consultative process with the representatives of the IUCN key staff was undertaken as a 
means of scoping and framing the MTR scope, hence gathering appropriate data on the logic model as 
well as the performance indicators and objectives of the ADAPT project. Following this, once the initial 
scoping has been performed, a consultative process with key stakeholders was undertaken. This consul-
tative process implies the application of a systematic data collection tool, which enables the presentation 
of findings based on relevance, effectiveness, coherence, achievements and challenges, and efficiency. 
Overall, this necessitates a methodologically strict assessment of: 

 The relevance of ADAPT in meeting local needs when compared to the ADAPT project goals and aims;  
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visibility of ADAPT. All evidence shows that ADAPT is very active in promotional activities in order to raise awareness 
of the NbS in the 6 economies, but still in consultations with the stakeholders across Western Balkans it had been 
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influenced communication lines with project partners and other stakeholders, thus stressing the completion of ac-
tions that require direct contact, including training.  

The other significant change, or rather unforeseen risk, that has occurred is the worsening of the bilateral relation-
ship between Serbian and Kosovo. This occurred due to the political process of negotiations between Serbian and 
Kosovo governments on implementation of the Brussels agreement which should have resulted in socio-economic 
agreements and normalisation of relations, yet had failed due to ongoing political issues. On an expert level there 
have been no negative impacts reported and observed, yet the functioning of working bodies foreseen for attend-
ance of highest political representatives from the two economies have been suspended with no clear solution to 
move forward, contributing to delays. This has also influenced the implementation of regional activities as no func-
tioning modus operandi was possible given the instructions from the governments of Serbia and Kosovo. In that re-
gard, joint meetings are knowledge sharing panels could not be organised with political and non-political represent-
atives from either economy.  

During the consultation process significant changes in governance have been noted in specific economies, as many 
countries have gone through the process of elections on the national level. According to the interviews this occur-
rence has not influenced the ADAPT implementation to a great extent, yet at the status quo period (during and 
after electoral process), the civil servant sector within the project partners was not able to ensure decision-making 
within their institution. This was most evident in Kosovo where four different Governments were established dur-
ing the course of the ADAPT implementation. Additionally, this kind of changes may prove to be a risk for further 
implementation of ADAPT as numerous local elections are scheduled until the ending of ADAPT, meaning that local 
administration will be unable to answer to data needs and other requests during the electoral process. The econ-
omy with the greatest risks of this kind is North Macedonia where local elections in all municipalities will be con-
ducted in the fourth quarter of 2021 (at the same time when the site will be selected for the tender dossier); Alba-
nia, where Parliament elections will be concluded in September and Ministry of Tourism and Environment is ex-
pected to go through organisations change (in the midst of pilot project introductory stages); and also in Serbia 
where presidential and parlamentaryelections will be held in the first half of 2021.  

Key evaluation question: In what ways has the Covid-19 pandemic impacted the ADAPT progress (delays, cancellation, etc.)? 
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hard to validate and may be prone to subjectivity. At the same time, this lack of a Monitoring and Evaluation frame-
work may lead to a non-effective reporting process towards the project partners and donor.  

During the consultation process of the MTR it had been concluded that some participants are not fully aware of 
the ADAPT activities, plans, and results, hence had difficulties in assessing the overall effectiveness of ADAPT. The 
reasons stated varied, yet the most prominent one was that there is a lack of communication with the PMT. The 
other is that often there is a language barrier in communication, justified by poor knowledge of English within the 
respected national institutions.  

Key evaluation question: What has and has not worked so far and why? 

Under Component 1. deriving from the first objective, many activities were performed, including the partial estab-
lishment of PAG, development of draft scoping studies, translation of the NbS standards into local languages, and 
development of a comprehensive communication strategy. These results imply that for the first objective significant 
effects had been achieved, yet due to inability to organise live events, training modules are still pending, hence un-
dermining the overall effects of achieved results. For the same reason the scoping studies failed to be finalised and 
validated by national authorities (with exception for Albania and Montenegro), while field visits had to be cancelled.  

Under the Component 2. the project influenced the negotiation of the EU Green Agenda for the Western Balkans, 
which includes reference to NbS in the climate change and biodiversity chapters. This strengthens links between 
climate and biodiversity and prepares the ground for implementation of NbS at regional and national levels. On the 
other hand, little advocacy for the integration of NbS principles in national strategic and regulatory frameworks 
had been made. This occurred due to lack of effective communication with the project partners, lack of con-
sistency of the PMT (due to staff issues), and had resulted in missed opportunities for early markers of success.  

Under the Component 3. most of the activities were delayed due to COVID 19 pandemic, hence effects of imple-
menting NbS pilot projects, conducting feasibility studies and preparing a full tender dossier for North Macedonia, 
will have to be assessed in the later staged of ADAPT implementation.
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implementation started in June 2021, whilst in Albania the pilot is at its earliest stage given that the pilot municipal-
ity had been selected as late as August 2021, while the procurement of experts is expected in October. 

The pilot region in Serbia is the area comprising within the City of Kraljevo jurisdiction. According to the document 
analysis, and validated during the consultation process, no specific criteria was used for selection of Kraljevo as a 
pilot region. It was promoted as a valuable site by the project partners in Serbia mostly because it is historical vul-
nerability to disasters, mostly floods, and a fact that it was at the time of ADAPT programming the only Local Self-
Government in Serbia that had a completely established and functioning Civil Protection Unit, within the local ad-
ministration of the City of Kraljevo. These factors were crucial to decide on Kraljevo as it was deduced that the NbS 
implementation towards disaster reduction would be significant for the region, while at the same time the local 
capacities for implementing such solution were adequate. During the consultation phase, this region is also con-
firmed to be the largest one in Serbia, with diverse biodiversity, ranging from mountain ranges to the north and 
south of the region, and flat lands in the central part of the region, thus considered to be a quality pilot region as it 
represents the landscape most usual for central and eastern regions of Serbia.  

The pilot began with forming of a Project Team, comprised of a ROAM expert (team lead), GIS specialist, Biodiver-
sity expert, Gender expert, and Socio-Economics expert. They were tasked with preparing the comparative analysis 
of different Forest Land Restoration (FLR) options and different sites in which the FLRs could be implemented. Ac-
cording to the stakeholder consultation process with the representatives of the local administration and local com-
munities, that took place during two field visits, while an analysis was performed for four different sites – Goc 
Mountain foothill, Studenica region, Lojanik and Gledic. For the purposes of selecting the site a multi-criteria analy-
sis was performed and Gledic was proved to be the most suitable site. According to the analysis of the project doc-
ument containing the multi-criteria analysis, it has been deducted that a vast number of criteria were used for the 
assessment, whilst the document shows lack of evidence-based approach as only publicly assessable data was 
used, and only for a number of criteria that were analysed. In that sense, more effort should be invested in identi-
fying relevant data available from administrative sources including GIS maps, local tax authority data, civil protec-
tion department data, local forest authority data, etc. During the consultation process it had been confirmed that 
there is an obvious lack of data on a regional level, hence additional field trips and data collection activities will 
have to be conducted in order to obtain data, hence confirming Gledic as a pilot site. According to the interviews 
with the PMT key staff it had been confirmed that additional visits were conducted after the conclusion of this re-
port, and that the validation workshop will be held in early October. 

The lack of data is a factor also to be considered for other aspects of a pilot, given that the quality of the socio-eco-
nomic and gender analysis are in direct correlation with the availability of highly specific data. In that regard, the 
final analysis in which FLR actions are assessed from a stand point of cost and benefits, may be difficult to perform 
according to the IUCN Cost-Benefit Framework for Analysing Forest Landscape Restoration Decisions. Having said 
that, the PMT and pilot project team will have to invest significant resources in on-site data collection or alterna-
tively choose an approach with excessive use of comparative data.  

Document analysis has shown that for the implementation of the pilot sites, no action plans, or other sort of oper-
ational planning document, had been envisaged and adopted. In that sense, the pilots are being implemented with 
little understanding from the beneficiaries on stages and actions to be taken in order to fully implement pilot pro-
jects. In perspective this can impose additional resources for communication towards beneficiaries who are not 
directly involved in the implementation of the pilot projects.  

In Albania, a total of 12 sites were considered for a pilot project. The comparative analysis was conducted by the 
Urban Research Institute (URI) based upon ten distinctive criteria, such as sustainability, adaptive management, 
and others. Each option was weighed against the criteria and ranked; hence four different sites were proposed to 
national authorities (Water Resources Management Agency Albania and Albanian Ministry of Tourism and Environ-
ment). In the due process, Elbasan was chosen as the most suitable pilot site by the Water Resources Management 
Agency. In the later stages of the project implementation a location within the project site will be selected, where 
the pilot NbS will be implemented. The ranking of each region was still done with an arbitrary approach, yet there 
is enough clarification for selecting Elbasan. The implementation of the pilot project will be commenced in Octo-
ber/November 2021 when project team will be procured, on similar basis as one for the Serbian pilot project.  



ADAPT: Nature-based Solutions for Resilient Societies in the Western Balkans 

Final Report  11 

a working language, and a lack of personal contact with other beneficiaries of ADAPT, most participant who partici-
pated in the consultations stated that the possibilities for broadening cooperation was highly limited.  

Some of the participants, from North Macedonia and Kosovo especially, mentioned that late spring and summer of 
2021 may be considered as a lost time in which such cooperation could be achieved. There had been initiatives for 
field visits to Kraljevo, Serbia that had not been met by the PMT for organisational reasons, yet had been considered 
as a perfect opportunity for regional cooperation towards which ADAPT has been aiming for and a loss opportunity 
for other economies to familiarise themselves with the progress that had been made on the pilot site.  

The representative from Bosnia and Herzegovina has emphasized that without the so-called “social component” of 
the project, being the opportunity for all representatives to share their experiences in an open forum with transla-
tors provided, no significant effect of the ADAPT would be achieved. This supports the notion that Western Balkan 
economies and their national authority representatives are traditionally used to a more direct approach where 
through discussion the main points can get across, whereas extensive document sharing has little impact.  

It is important to mention that Serbia and Kosovo, due to political circumstances, have cooperated in limited capac-
ity in the working bodies envisaged by the ADAPT, hence straining the overall cooperation efforts made by the IUCN.  

The positive aspect is that it has been concluded, according to the interviews with various representatives from 
national authorities and NbS field experts, that long-term cooperation on an expert level has been ongoing for 
years back, and that in fact there is a decent amount of knowledge sharing between regional actors in the fields of 
DRR and CCA, hence the conclusion is that the good practices of NbS standards implementation through ADAPT 
will eventually build capacity within the whole region.  

Key evaluation question: To what extent are the ADAPT MEL strategy and tools adequate and effective to keep track of pro-
gress in view of i) understanding the results and, ultimately, the impact of the ADAPT project and ii) detect any needed im-
plementation adjustments for better progress towards results? What adjustments to the MEL system are recommended? 

Sub-question: What are the lessons learned on how to improve the communication lines between ADAPT and stakeholders, 
namely national policy makers? What are the best practices in effective communication of the ADAPT objective and NbS? 

The ADAPT MEL strategy is found to be fairly adequate and effective. The reporting of results to the stakeholders. 
is mostly done via email and online conferencing. In regard to the absence of an adopted Monitoring and Evalua-
tion framework, the MEL strategy requires more systematic approach in order to ensure that the data is collected 
in an organised fashioned and used for assessing the results directly in correlation
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Criteria: Efficiency 

Key evaluation question: To what extent are the current ADAPT operational modality and governance/management 
structure efficient in contributing to its overall achievements? 

Sub-question: Were there any staffing or procurement issues, and how have they influenced ADAPT implementation? 

The governance and management structure of ADAPT is found to be fairly complex. Day to day management, re-
porting, communication and other regular operations lay with Project Management Team (PMT). At the same 
time, PMT is a focal point for coordination between different project components and units, including Project 
Steering Committee (PCS) tasked with oversight and strategic planning, and Project Advisory Group (PAG) responsi-
ble for technical assistance and expert advice. The PMT is also responsible for coordination and cooperation with 
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5. Conclusions and Lessons Learnt 

The MTR of the ADAPT was conducted through a three-stage assessment, including document analysis, 
consultation processes, and assessment of the collected data. The purpose of the MTR was to determine 
the progress being made toward the achievement of outcomes in all its three key intervention areas, 
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evident lack of pro
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 Reinforcement of the ADAPT PMT 

The governance and management structure of ADAPT is found to have a high degree of complexity. Day to 
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 Improved communication 

During the MTR, various communication issues have been identified which have resulted in a low under-
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d) Efficiency  
To what extent are the current ADAPT operational modality and governance/management structure 
efficient in contributing to its overall achievements? To what extent are the ADAPT outputs in balance 
with the level of effort, time and resources spent? 
✓ How efficient is the ADAPT in ensuring inputs (money, human resources, activities) are con-

verted into the desired outputs according to the planned schedule? 
To what extent are the roles, responsibilities and relations among the PMT, National NbS Coordina-
tion group, national field experts, Project Steering Committee (PSC) and the Project Advisory Group 
(PAG).  
✓ PSC and PAG working effectively to guarantee an efficient management of the ADAPT and its 

good governance?  
✓ How efficient is the collaboration between PMT, IUCN Commissions and IUCN Thematic Pro-

grammes? 
 
In addition, it is strongly advised to review the Monitoring and Evaluation (M&E) Framework of 
ADAPT and identify strengths and needs for improvements.  
 

e) Coherence  
To what extent is the ADAPT project coherent with country priorities and needs and in supporting 
mainstreaming of NbS approaches and interventions that meet NbS Standard? How coherent and 
complementary are the ADAPT activities vis-à-vis other policies and initiatives undertaken by country 
Governments and other regional and international partners engaged in promoting resilience to cli-
mate change in the Western Balkans?  
 

3. Audience for the review 

 
The primary audiences for the ADAPT MTR are: 
✓ Sida (donor); 
✓ IUCN ECARO, IUCN Senior Management and IUCN Thematic Programmes engaged in sup-

porting the implementation of the ADAPT; 
 
The review can also be of interest to other key stakeholders such as the field experts, the NbS 
Coordination Groups, the ADAPT Project Steering Committee and the Project Advisory Group.  
The review will be available to the public on IUCN’s website. 
 

4. Methodology 
 
The MTR will be designed and coordinated by the Consultant under the supervision of the ADAPT 
Project Management Team (PMT) in IUCN ECARO. The evaluation process shall start by Monday, 
12 July and end by Friday, 3 September 2021. Given the current Covid-19 situation, little or no 
travel is envisaged. 
 
The MTR should use mixed methods to gather necessary information and to seek the view of the 
range of stakeholders who have been engaged in the ADAPT to date. This will include:  
 
✓ the review of project documents including annual reports produced to date, scoping studies, 

pilot project documents, the comparative policy analysis and communication strategy-related 
material;  

✓ At least 12 interviews of key stakeholders across all 6 economies (list to be provided at incep-
tion); 

✓ Other methods may be proposed as needed – e.g. surveys or focus group. 
 
The Consultant is expected to develop a review framework based on the suggested key evaluation 
questions above but may suggest additional questions or modifications. The inception report will be 
prepared as the first deliverable of the MTR and will include an “evaluation matrix” presenting how 
the key issues will be addressed, the data sources and the data collection methods that will be used 
for the MTR and a set of criteria to rate the strength of the evidence collected. Adequately addressing 
the key evaluation questions will be the basis for IUCN to sign off on the completeness of the MTR 
report.  
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All data collection tools should be included as annexes to the MTR report. The presentation of the 
MRT findings shall include all relevant links between evaluation questions, data collection, analysis 
and conclusions; they shall be presented in a structured and transparent manner. Conclusions and 
recommendations should be underpinned by a strong set of evidences.  
  

5. Schedule and deliverables 

 
The expected outputs are: 
 
✓ An inception report including refined 

key evaluation questions; valuation ma-
trix; work plan and schedule. 

✓ A draft 20-page MTR report; 
✓ A final 20-page MTR report + Annexes  
✓ A two-page summary of key findings, 

lessons, recommendations and mes-
sages from the MTR report, that can be 
disseminated to the wider public for 
general information on the project’s re-
sults and performance to date. 

✓ A webinar on key findings, including 15 
slides summary presentation of key 
findings 
 

 
 
 
 
 
Expected deliverables and tentative timeframe 
 

Milestone/deliverable Indicative completion date 

Recruitment of MTR Consultant July 9, 2021 

Start date and Consultant appointed July 12, 2021 

An inception report including refined key evaluation ques-
tions; valuation matrix; work plan and schedule 

July 16, 2021 

Draft MtR report July 30, 2021 

IUCN comments on draft report August 20, 2021 

Final Report, two-page summary and webinar September 3, 2021 
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A.2 Data collection instruments 

During the consultation process with the relevant stakeholders, an ADAPT MTR Questionnaire was pre-
pared. It was designed as a tool that accompanies online/live interviews, hence containing all the relevant 
questions and sub-questions. Participants were not obliged to fill in the answers as the Questionnaire was 
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Effectiveness 

How effective is ADAPT? 

5 – Very effective 4 – Fairly effective 3 – Moderately ef-
fective 

2 – Slightly effec-
tive 

1 – Ineffective 

Additional interview questions: 
How effective has been the ADAPT project so far? 

• What has and has not worked so far and why? 
How effectively has the ADAPT project engaged with national policy makers and natural resource managers in 
the six targeted economies to raise interest in and understanding of NbS? 

• Is there an effective solution in which local policy makers can be further engaged in ADAPT implementation? 
Would this prove to be effective in achieving ADAPT objectives in a greater extent? 

• Were ADAPT actions complimentary to ongoing economy specific policy actions? 
How effectively has the ADAPT project been to position NbS as effective solutions to address climate risks, in-
crease resilience and enhance compliance with EU policies such as EU Acquis and other international frame-
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A.4 List of people met/interviewed 

Country or affiliation Name Position/Organisation 

Albania Zana Vokopola Urban Research Institute Albania 

Arduen Karagjozi Director of Strategic Management, Water Resources 
Management Agency 

Bosnia and Herzegovina Igor Jevtić Environmental Protection Department, Ministry of Foreign 
Trade and Economic Relations of Bosnia and Herzegovina 

Lazić Svetlana Ministry of Agriculture, Forestry and Water Management of 
Republika Srpska 

Kosovo Ismail
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A.5 Documents consulted 

Activity Plan for the ADAPT communication strategy 

ADAPT Summary of the Regional Comparative Policy Analysis in the Western Balkans 

ADAPT: Nature-based Solutions for Resilient Societies in the Western Balkans, A narrative report for the 
period November 2019-October 2020 

Draft version of the MEL strategy for ADAPT 

FINANCIAL REPORT OF THE PROJECT “ADAPT: Nature-based Solutions for Resilient Societies in the West-
ern Balkans” For the period from 1 November 2019 to 31 October 2020 

FINANCIAL REPORT OF THE PROJECT “ADAPT: Nature-based Solutions for Resilient Societies in the West-
ern Balkans” For the period from 1 November 2019 to 31 October 2020 

IUCN ADAPT NbS Scoping Study Albania 

IUCN ADAPT NbS Scoping Study Bosnia and Herzegovina 

IUCN ADAPT NbS Scoping Study Kosovo 

IUCN ADAPT NbS Scoping Study Montenegro 

IUCN ADAPT NbS Scoping Study North Macedonia 

IUCN ADAPT NbS Scoping Study Serbia 

IUCN NbS for Resilient Societies in Western Balkans Annex 1 Intervention logic 

IUCN NbS for Resilient Societies in Western Balkans Annex 2 Theory of change 

IUCN NbS for Resilient Societies in Western Balkans Annex 3 Logical framework 

IUCN NbS for Resilient Societies in Western Balkans Annex 4 Risk register 

IUCN NbS for Resilient Societies in Western Balkans Annex 5 Work plan 

IUCN NbS for Resilient Societies in Western Balkans Annex 6 Budget 

IUCN NbS for Resilient Societies in Western Balkans Project proposal 

REPORT ON FACTUAL FINDINGS OF THE PROJECT “ADAPT: Nature-based Solutions for Resilient Societies 
in the Western Balkans” For the period from 1 November 2019 to 31 October 2020 

The communication strategy of The ADAPT: Nature-based Solutions for Resilient Societies in the Western 
Balkans  
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