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I. Overview 

The project: 

1. On 12 July 2017, UNDP signed an agreement with the Government of Chad (GoC) to support 
a programme, “Programme d’Appui au Développement Local et la Finance Inclusive au 
Tchad” (PADLFIT). The programme was conceived as being part of Chad’s 2017-21 National 
Development Plan and its Vision 2030. The programme is under the Ministry of Economy and 
Development Planning (Ministère de l’Économie et de la Planification du Développement, 
MEPD). The project would be overseen by a steering committee on which government 
officials, external stakeholders and project UNDP and project partners would serve. 

 
2. PADLFIT, pursuant to its PRODOC, was designed to have 3 components:  
 

◼ Promotion of local development through improving access to clean energy and 
socio-economic services to local communities and businesses; 

◼ Development of agricultural, forestry, pastoral and fishing sectors and micro-
enterprises which create value and employment;  

◼ Promotion of financial inclusion. 

3. PADLFIT was also expected to have 3 phases. The first phase, lasting from 2018-2021, would 
be structured as a Direct Implementation Modality (DIM) project. The second phase, from 
2022-2025, would utilize a National Implementation Modality (NIM). During the third phase, 
starting in 2026, the project would be institutionalized in the GoC. It was anticipated that the 
first phase of the project would utilize the services of non-governmental organizations and 
local organizations to assist with some aspects of the project. The primary beneficiaries of 
the project were expected to be poor and vulnerable households with a specific focus on 
women and youth who would be supported to diversify their sources of income particularly 
in regard to value chains in the agricultural, forestry, livestock, and fishing sectors.  

 
4. The PRODOC indicates that PADLFIT was expected to be national in scope. It also states that 

the project should provide benefits to an estimated 2,000,000 households. It was also 
anticipated that the project would include a grievance mechanism for the stakeholders and 
intended beneficiaries of the project. The PRODOC also specifies in Section X(3) (p. 43) that, 
in order to ensure the environmental and social sustainability of the project, it would comply 
with UNDP social and environmental standards, including access to SECU.  

 
5. The PRODOC indicates that the first phase of the project would involve a number of studies 

relating to different aspects of the 3 components of the project and capacity building 
activities. It also indicates that, to comply with UNDP policies and procedures, there would 
be quarterly evaluations of the project to assess how well it was achieving its objectives as 
well as an annual report. There would also be a journal in which to record information on the 
management of the project and problems with the project. There would also be semi-annual 
reports to the partners in the project and two missions per year to review the project. 

 
6. PADLFIT was also originally conceived of as being a national project with a total budget of 

US$424 million, US$18,5 million for each of the country’s 23 provinces. In 2019, the GoC and 



the UNDP signed an agreement, indicating that that the GoC was responsible for raising the 
funding needed for PADLFIT. The records indicate that, during the first phase of the project, 
it raised two loans from BADEA (Banque Arabe pour le Développement Économique en 
Afrique). One, signed on 12 October 2018, for US$12 million and the other, signed in October 
2018 (date not indicated on loan agreement), for US$1.4 million. It is not clear if any 
additional external funds were raised for the project.  

 
7. As indicated in the original PRODOC, the PADLFIT project was expected to transition to a 

second phase in 2022. In fact, UNDP did sign a letter of agreement with the Ministre de la 
Formation Professionnelle et des Metiers (Ministry of Vocational Training and Trades) on 30 
November 2022. The agreement indicates that UNDP will support a training programme in 
Chad. In addition, according to a letter from the Minister of Economy, Development Planning 
and International Cooperation, dated 27 September 2021 (sic), to the UNDP Resident 
Representative, the project steering committee took a decision on 17 September 2022, to 
transition the PADLFIT project from a DIM to a NIM, and to extend the pilot phase of the 
project in Tandjilé province until the end of 2023. The letter also indicates that the steering 
committee will begin the research and work necessary to raise the funds for the second 
phase of the PADLFIT project. In particular, it was exploring the possibility of raising funding 
from the Islamic Development Bank and the Southbridge Group. However, there is neither a 
PRODOC for the second NIM phase of PADLFIT nor any agreement indicating that the UNDP 
and the GoC had concluded an agreement covering this phase of the project. 

 
Implementation: 

8. During its first phase, the project faced considerable challenges. First, the GoC was not able 
to raise all the funds needed for the project. Second, the COVID pandemic occurred during 
the project’s first phase which delayed implementation of many of the anticipated activities 
and studies. Given these challenges, it was decided to reduce the scope of the project and 
to implement the project as a pilot project in 5 districts in Tandjilé province.  

 
9. One significant part of the pilot project was the establishment of integrated farms in 5 

districts in Tandjilé province, even though there is no specific mention of integrated farms in 
the PRODOC for the first phase of the project or in any of the other initial project-related 
documents that SECU has reviewed. While there is no formal definition of an integrated farm 
in any of the project documents, the descriptions of the integrated farms in these documents 
indicate that an integrated farm is one in which the farmer undertakes a range of different 
agricultural, pastoral, and fishing activities on a single farm. This concept of an integrated 
farm is consistent with the overall objectives of the PADLFIT project. Later project 
documents do refer to integrated micro-farms, which are farms of 1 hectare, and to 
integrated farms, which are 5 -10 hectares. They also indicate that 5 integrated farms and 2 
micro- integrated farms were established, making a total of 52 hectare of integrated farms in 
Tandjilé province. These documents suggest that the objective of these integrated farms is 
to provide the farmers with the means and the methods to engage in farming for 12 months 
per year rather than the traditional 5 months in Chad. The PADLFIT project was to facilitate 
this opportunity by providing project beneficiaries with reliable access to water, training to 
build their capacity to undertake new farming activities, financing to support these new 
activities and with the promotion of local markets in which they could sell their outputs.  

 



10. The project records also indicate that 6 non-governmental organizations were hired to 
support the establishment of the integrated farms in the 5 districts in Tandjilé province. 
During 2021 each of these NGOs submitted reports showing the work that they had done with 
the integrated farms and describing the challenges they had faced. Most of these challenges 
related to financing and to being able to access the services that they had expected to be 
available to support their work on the integrated farms. Nevertheless, it appears from their 
reports that the integrated farms did become operational.  

 
11. A third challenge that the project faced was that UNDP discovered that the procurement for 

the project was tainted by fraud. One consequence of the fraud was that confidence in the 
integrity and value of the studies undertaken during the first phase of the project was 
undermined. In addition, UNDP suffered substantial financial loss. On 12 December 2022, 
OAI recommended to the UNDP regional bureau that the PADLFIT project should be 
suspended because of the fraud that had been found in the project.  

 
12. Despite the OAI recommendation, the available information indicates that as late as 

December 2023, the intention was to proceed with the second phase of the project. 
However, there is no indication in the available records that UNDP and the GoC signed a new 
agreement or that a PRODOC was prepared for the second phase.  

 
Rationale for Self-Initiation of Compliance Review 

13. The PADLFIT project is an ambitious project. It was designed as a project that was national 
in scope and was to be implemented in 3 phases, each of 4 years. The GoC was expected to 
take over and institutionalize the management and support of all the various components of 
the project by the end of the third phase. However, for a number of reasons, the project has 
not been able to achieve its initial ambitions.  

 
14. First, due to the financial and organizational challenges the project faced, it had to be scaled 

back to a pilot project in Tandjilé province. It was anticipated that the project would require 
US$424 million in financing with approximately US$18,5 million to be allocated to each 
province. However, SECU's review of the currently available information indicates that in the 
first phase of the project, only BADEA provided financing of US$13,4 million in two loans. 
Thus, it is not clear that PADLFIT ever had sufficient funds to do all anticipated project 
activities in each province. It should be noted that the GoC discussed a possible financing 
arrangement with the Islamic Development Bank but to date SECU has seen no signed loan 
agreement.  

 
15. It is also clear from the record that those aspects of the project that have been implemented 

are not without their challenges including effective management of social and environmental 
risks. For example, all the NGOs that were contracted to provide construction and technical 
services to the integrated farms in Tandjilé province had complaints about the financial 
support that they received and about the quality and efficacy of the project’s governance.  

 
16. An additional problem with the project is that the procurement of the services for the project 

was tainted by significant fraud. This suggests that UNDP cannot be confident that the 
project will achieve any of its intended outcomes or that the project has complied, either in 



its planning or implementation, with the applicable UNDP policies, including its social and 
environmental standards.  

 
17. The PRODOC stipulates that project beneficiaries should have been informed about the 

existence of SECU and its complaints procedures. However, there is no indication in the 
record that this, in fact, did happen. In fact, given the problems in the procurement of project 
services, there is little reason to be confident that it did happen. Consequently, the fact that 
no complaint was filed in this case, should not be interpreted as indicating that the project 
did not result in any community concerns.  

 
18. SECU has concluded that the PADLFIT project is an appropriate project for a self-initiated 

compliance review for three reasons. First, the size and ambition of the project means that 
PADLFIT is a useful test for how well UNDP staff understand and apply UNDP policies and 
procedures in large and complicated projects, particularly in regard to the social and 
environmental impacts of their work. Second, the PADLFIT project was expected to be 
implemented in one of the most challenging contexts in which UNDP must operate. Chad is 
one of the poorest countries in the world, has some of the lowest human development 
indicators in the world and is a state experiencing a difficult, dangerous, and dynamic 
security situation. Despite this complex context, UNDP and the GoC enunciated ambitious 
goals for the project. Thus, the project is also a test of how UNDP applies its own policies and 
procedures in fragile states experiencing violent conflicts. This is particularly relevant for 
UNDP’s social and environmental standards, given that the project was expected to deal 
with issues of poverty alleviation and incorporation of vulnerable and excluded groups into a 
sustainable development process. Third, the CO responsible for managing PADLFIT had 
limited resources and experience in managing such complex and ambitious projects. Thus, 
the project also raises important issues about the role of UNDP’s regional bureaus in 
ensuring that UNDP projects and operations comply with UNDP policies and procedures, 
particularly in regard to UNDP’s social and environmental standards and ensuring their 
proper application in the wake of a project that has such significant operational problems. 

 
Applicable UNDP Policies: 

19. The following UNDP policies are applicable to this compliance review: 
 

1) Social and Environmental Standards. 
2) Quality Standards for Programming. 
3) Programme Quality Assurance Procedures. 
4) Others that may be identified throughout the course of the investigation. 

 
II. Scope of Work   

 
20. The aim of this compliance review is to establish a background factual record through the 

objective gathering of evidence, make findings based on this record, and, to learn lessons 
about how to improve UNDP staff compliance with UNDP policies and procedures. In 
addition, if appropriate, the SECU team may make recommendations on how to bring UNDP-
supported activity into compliance with the SES and other relevant policies and procedures, 



mitigate any harm that results from any breach of UNDP’s social and environmental 
commitments and help identify avenues to prevent similar compliance concerns in the 
future.  

 
21. The scope of this compliance review, like all compliance reviews, is limited to that over which 

UNDP has reasonable control. It does not focus on the actions of other entities except 
insomuch as they relate to UNDP’s commitments to conduct appropriate due diligence and 
to assess, mitigate and address social and environmental risks that occur in the context of 
UNDP supported activities.  

 
22. The compliance review carried out by SECU will involve the following key activities:  
 

a. An initial desk-based examination of accessible documents (e.g., country 
programme documents and related workplans, PADLFIT related documents and any 
additional documentation provided by the CO). 

b. Based on an analysis of accessible documents, identify initial questions for which 
answers need to be secured in country, at the regional bureau and its hub, and 
otherwise (identifying questions will necessarily be an iterative process as more 
information is secured). 

c. UNDP personnel are required to cooperate with duly authorized investigations, and 
interviews with other stakeholders are conducted on a willing basis, and interviewees 
are given multiple opportunities to answer questions and provide requested 
documentation. Targeted interviewees may include:  

i. Current and former UNDP staff members and consultants involved in the 
design and implementation of PADLFIT and UNDP’s decision to support this 
project.  

ii. Current and former UNDP staff members and consultants involved at the 
regional bureau in the oversight of PADLFIT and/or the CO in Chad.  

iii. Relevant government officials in Chad.  
iv. Other groups, such as the NGOs that were contracted to work on the 

integrated farms, and individuals who are able to provide information on the 
design and implementation of the PADLFIT project.  

d. Establish contact with those identified above, to set up interviews. 
e. Travel to Chad to obtain evidence relating to UNDP adherence to the SES and other 

relevant policies.  
f. Travel to Ethiopia to obtain evidence and conduct interviews at the regional hub 

relating to the PADLFIT project.  
g. Manage any Covid 19-related restrictions and risks of community transmission while 

travelling.  
h. Assess the risks of acts of intimidation or reprisal at various stages of the 

investigation process and identify preventative and response measures in 
consultation with relevant stakeholders and authorities as appropriate and 
necessary.  

i. Prepare a draft investigation report that assesses compliance of UNDP activities with 
the SES and other relevant social and environmental commitments.  

j. Make publicly available for comment the draft report.  
k. Finalize the report and submit it to the Director of OAI and the UNDP Administrator 

and relevant units.  



l. Post the final report on the SECU registry. 
m. Monitor the implementation of the Administrator’s decisions. 

 
 

III. Anticipated Milestones and Timeframes  
 

23. The SECU process expects to achieve the following milestones in terms of developing its 
report and its component parts:  

 
Milestones  Expected Completion Dates 
1. Issue Draft Terms of Reference on SECU 

website for public comment. 
 

June 2024  

2. Revise Terms of Reference based on 
public comments. 
 

June/July 2024 

3. Desk-based document review, and 
virtual interviews, as feasible and 
necessary.  

June - August 2024 

4. Field Mission (Chad).  August – September 2024  
5. Continue requests for additional 

information from relevant stakeholders.  
September 2024 

6. Complete and release for public 
comment the Draft Investigation Report. 
  

February 2025  

7. Issue final report to the Administrator 
and relevant units, publish the report 
publicly, and circulate to all 
stakeholders.  

May 2025  

 


