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Purpose and Scope of the Evaluation
This Mid-Term Evaluation (MTE) assesses the performance of the IKI-funded Congo Basin Peat-
lands Project implemented in the Republic of Congo (RoC) and the Democratic Republic of Congo 
(DRC). The evaluation was conducted between June 2025 and February 2026 by a team of four 
FAKT consultants to provide an independent assessment of progress towards intended results, to 
identify strengths and challenges in implementation, and to generate actionable recommendations 
to support adaptive management during the remaining implementation period.
The evaluation assesses the project against the criteria of relevance, planning, steering and cohe-
rence, effectiveness, transformational impact and sustainability, safeguards, and the IKI standard 
indicators, and addresses two learning questions related to scaling peatland conservation beyond 
the Congo Basin and the management of conflicting land-use interests. The evaluation is based on a 
combination of document review, extensive interviews with international, national and local stake-
holders, self-assessments by implementing partners, and field-based observations.
Overall Assessment
The evaluation finds that the project is highly relevant, technically strong and strategically well-po-
sitioned, but that its implementation has been significantly affected by contextual constraints, de-
layed start-up and institutional complexity. 
At mid-term, the project has predominantly concentrated on putting enabling conditions in place 
for outcomes, while results at scale remain limited, largely due to a two-year delay in project com-
mencement. Its future success depends on strengthened institutional ownership, improved stee-
ring and coordination, clearer prioritisation of implementation efforts, more systematic monitoring 
and sufficient time to consolidate results.
Overall performance across the evaluation criteria is assessed as good to acceptable, with clear 
strengths in relevance and technical quality, and more mixed performance in planning realism, 
effectiveness and sustainability.
Relevance
The evaluation assesses the project’s relevance as very good at the strategic and policy levels. The 
project is strongly aligned with international climate and biodiversity frameworks, including the 
Paris Agreement and the Global Biodiversity Framework, and addresses a widely recognised gap 
in peatland governance, data availability and decision-support in the Congo Basin. At the national 
level, the project is well aligned with emerging peatland strategies and environmental policy prio-
rities in both RoC and DRC.
Relevance for partner governments is assessed as high, although unevenly operationalised. Politi-
cal interest in peatlands is evident, particularly at the strategic level, and senior government repre-
sentatives recognise peatlands as a key issue for climate mitigation and international commitments. 
However, this interest has not yet consistently translated into operational ownership or the alloca-
tion of resources. The uptake and use of project tools by national partner institutions remain to be 
seen, as these tools have only recently been introduced.
At the community level, relevance is assessed as good in RoC, where community engagement ap-
pears more closely aligned with local priorities, and acceptable in the DRC, where alignment and 
perceived ownership are more uneven. Communities expressed interest in project-supported acti-
vities and reported emerging social and economic co-benefits, including improved access to agri-
cultural inputs, increased awareness of peatland values and strengthened collective organisation 
through local development committees. However, the relevance of community-level interventions 
is constrained by the absence of systematic needs assessments at the design stage and by delays in 
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conducting livelihood studies, which limited the project’s ability to tailor interventions to local 
priorities from the outset.
Overall, the project’s technical approach is appropriate and well aligned with its objectives, but its 
relevance is constrained by political and economic drivers of peatland degradation that lie beyond 
the project’s mandate and scope of influence.
Planning, Steering and Coherence
The project reflects a technically strong planning process, but one that underestimated contextual 
and institutional constraints. The evaluation finds that the original design was ambitious and inno-
vative, but overly optimistic in terms of timelines and assumptions regarding institutional capaci-
ty, inter-ministerial coordination and administrative procedures. A two-year delayed start funda-
mentally altered the feasibility of achieving all intended results within the original project duration.
Steering and coordination arrangements are in place but are not yet sufficiently effective for a pro-
ject of this complexity. The multi-agency structure involving UNEP, FAO and multiple subcontrac-
tors has resulted in slow decision-making and limited horizontal coordination across workstreams. 
However, a cross–workstream data working group demonstrates the success of horizontal coope-
ration. The monitoring system has been developed in 2025 however it is not fully deployed yet.  
Intermediate indicators are defined at the project level but are not embedded in subcontractor 
contracts, thereby limiting the project’s ability to support adaptive management
While substantial coordination efforts by the project team are recognised, steering processes have 
tended to focus on administrative aspects rather than strategic problem-solving.
In response to these challenges, UNEP and the project team initiated a reorganisation of the stee-
ring structure, a process that is still ongoing. This is considered an appropriate step, but its effecti-
veness will depend on clearer roles, stronger decision-making authority and more systematic use 
of monitoring information.
Effectiveness
At mid-term, the project has delivered substantial technical outputs. These include peatland map-
ping products, hydrological modelling and the development of the Hydrological Decision Support 
System (HDSS), which stakeholders widely regard as technically robust, relevant and innovative. 
Capacity-building activities have increased awareness and technical knowledge within partner 
institutions, particularly at the central level.
However, the evaluation finds that it is still too early to assess outcomes at scale, largely due to the 
delayed start of the project. Project tools have only recently been introduced to partner institutions, 
and their uptake is therefore expected to materialise over time. Governance mechanisms are still 
evolving, and community-level interventions remain limited in both coverage and depth.
Outcomes related to improved livelihoods and reduced pressure on peatlands remain largely aspi-
rational at this stage, reflecting the late start of the project, particularly in the DRC, and the re-
source-intensive nature of field-based activities in remote areas.
Private sector engagement has not yet materialised, and links between livelihood activities and 
conservation outcomes remain insufficiently demonstrated. Overall effectiveness is therefore as-
sessed as acceptable, reflecting meaningful progress on outputs but limited outcome-level change 
at mid-term.
Transformational Impact and Sustainability
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The evaluation finds that the project’s most plausible pathway to transformational change lies at 
the institutional and policy levels, rather than at the community level. The scale and drivers of peat-
land degradation are largely shaped by national and sectoral decisions related to land-use plan-
ning, infrastructure and extractive activities, which operate beyond the reach of community-level 
interventions.
The project seeks to enable transformational change by embedding peatland considerations into 
planning and decision-making processes through improved data, tools and institutional capacities. 
If successfully institutionalised, these changes have the potential to influence land-use decisions at 
scale.
At the same time, the evaluation emphasises that peatland conservation without meaningful invol-
vement of local communities and Indigenous Peoples is not sustainable. Community-level engage-
ment is essential for legitimacy and long-term stewardship, but current interventions remain limi-
ted in scale and dependent on continued facilitation.
Sustainability prospects are plausible but uncertain. The project has invested heavily in tools, plat-
forms and capacity building intended to persist beyond the project cycle, including efforts to an-
chor tools within ministries, develop national roadmaps for hosting the HDSS and involve univer-
sities as potential long-term custodians of knowledge. However, political interest has not yet trans-
lated into sufficient operational capacity or dedicated resources, particularly in the DRC. Sustaina-
bility, therefore, depends on continued external support and successful integration into national 
systems.
Safeguards 
Safeguards are integrated at the design level and partially implemented in practice. Free prior in-
formed consent (FPIC) processes have been applied, but implementation quality varies across loca-
tions and partners, and systematic monitoring of safeguards remains weak. While women are 
broadly represented in workshops and consultations, gender-responsive measures are insufficient-
ly targeted across workstreams and do not consistently translate into influence or differentiated 
benefits.
No major negative impacts were identified, but the project operates in a complex political economy 
context with competing land use interests, including extractive sector activities, which pose risks 
beyond the project’s direct control.
Learning Questions
Regarding scaling beyond the two countries, the evaluation finds that peatland conservation is best 
extended  through  the  transfer  and  anchoring  of governance  principles  and  institutional  ap-
proaches at both national and Congo Basin regional scales, rather than replication of specific activi-
ties. Long-term engagement, institutional anchoring and adaptive management are critical condi-
tions for success.
Conflicting land use interests have been considered primarily at an analytical level, through map-
ping, modelling and scenario analysis. However, the project’s ability to influence such interests is  
inherently limited, and engagement remains largely indirect through evidence generation and po-
licy dialogue.
Overall Conclusion
The evaluation concludes that the project has established strong foundations for sustainable peat-
land governance and demonstrated early progress, although its intended outcomes have not yet 
been realised at scale.
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Achieving results by the end of the project will require strengthened institutional ownership, im-
proved steering and coordination, a more focused implementation strategy, more systematic moni-
toring and sufficient time to consolidate results, potentially through an extension of the project du-
ration.

Key recommendations

 Strengthen project steering, coordination, and adaptive management. Streamline governance 
and decision-making to enable timely, strategic guidance and adaptive management. Enhance 
results-oriented monitoring, use steering committees more effectively for problem-solving, and 
reduce procedural complexity among partners.

 Enhance political ownership and institutional anchoring. Intensify and systematise engage-
ment with political partners (e.g. line ministries, sub-national authorities). Embed project out-
puts (data, tools, platforms) into routine institutional processes to ensure ownership, uptake, 
and sustainability.

 Prioritise and sequence activities more strategically. Given the project delays, focus on core 
activities with the highest relevance for decision-making and long-term impact. Avoid pur-
suing the full original scope; prioritise consolidation over breadth.

 Strengthen the operationalisation of the Theory of Change. Better link technical outputs (e.g.  
maps, HDSS) to governance processes, livelihood interventions and behavioural change at 
national and local levels. Clarify intermediate indicators related to livelihood interventions

 Improve  coordination  and  integration  across  workstreams and  partners.  Reduce  silos  by 
strengthening horizontal coordination between technical, governance and livelihood compo-
nents. Institutionalise and actively use existing coordination mechanisms (e.g. thematic wor-
king groups).

 Deepen community engagement and strengthen local capacities. Expand and deepen commu-
nity-level interventions, linking conservation objectives with tangible livelihood benefits. In-
crease involvement of local NGOs, community-based organisations and Indigenous Peoples’ 
institutions to build trust, relevance and sustainability.

 Systematically address sustainability and post-project perspectives. Develop clear strategies 
for institutional hosting of tools, long-term financing, capacity retention and continued use of 
project results beyond the project cycle. Expand cooperation with national research institutions 
and universities where feasible.

 Enhance capacity building of governments and universities.  Clarify and explore how national 
governments and universities can be better supported (e.g. with equipment, expenditures) 
within the IKI framework.

 Strengthen safeguards implementation and risk management. Implement and monitor safe-
guard measures (e.g. FPIC, gender inclusion, grievance mechanisms) more consistently. Regu-
larly update risk assessments to address emerging social, political and land use risks, especially 
related to extractive activities.


