UNDP ISLAMIC REPUBLIC OF IRAN
ANNUAL PROJECT PROGRESS REPORT (APPR)

   
	1. Context

	Project Short Title
	HPMP Stage II of Islamic Republic of Iran

	Project Full Title
	HCFC Phase-out Management Plan (Stage II of Islamic Republic of Iran)

	Project Objective
	To implement HPMP in line with the overall strategy and implementation plan outlined in the HPMP Stage II document approved by the 77th Meeting of the Executive Committee of the Multilateral Fund for the implementation of the Montreal Protocol

	Project Number
	96302

	Award Number
	96302.2

	Duration (years/months)
	6 Years

	Start Date
	2017

	End Date
	31 Dec. 2025 (extended till June 2027) 

	Location(s) 
	Tehran

	UNDAF/ CPD Outcome to which this project contributes
	UNSDCF Intermediate Outcome 3.3: Institutional capacities on climate action enhanced through climate-informed support for innovative technological solutions, and international advocacy for climate finance.

	UNDAF/ CPD Output to which this project contributes 
	CPD Output 3.3: Institutional capacities on climate action and waste management enhanced through technical and innovation support and international advocacy and cooperation

	Government Implementing Partner
	The Department of Environment in Iran/ National Ozone Unit

	Project Financial Status

	Source of Fund
	Overall Budget
	Annual Budget (2025)
	Annual Utilization (Expenditure + Commitments) (2025)
	Delivery Rate

	UNDP TRAC
	0
	0
	0
	0

	Gov’t Parallel Funding (cash/in-kind):
	0
	0
	0
	0

	Gov’t Cost-sharing: 
	0
	0
	0
	0

	Vertical Funds (e.g. GEF, MP, GF):
	5,806,093$
	904,212.00
	478,265.91
	52.89%[footnoteRef:1] [1:  Up to 31 Dec 2025.] 


	Third Party Donor:
	0
	 
	0
	0

	Total:
	5,806,093$
	904,212.00
	478,265.91
	52.89%


  


2. Project Background:
The Islamic Republic of Iran is a signatory party to the Vienna Convention, the Montreal Protocol and its amendments including London, Copenhagen, Montreal and the Beijing amendment. Iran is classified as a country operating under Article-5 of the Montreal Protocol and is not a producer of Ozone Depleting Substances (ODSs) including HCFCs which are mainly used in foaming, refrigeration, air-conditioning and agricultural sectors. For the implementation of the Montreal Protocol’s programmes in Iran to reduce and phase out consumption of ODSs, the National Ozone Unit (NOU) was established and is working under the direct supervision of the Deputy Head of the Department of the Environment as the National Project Director (NPD).
Under the Montreal Protocol’s Multilateral Fund, HCFCs Phase-out Management Plan (HPMP) provides financial and administrative capacity enabling the country to comply with HCFCs phase-out targets as indicated in Table 1.
Table 1: HCFCs phase-out targets
	Particular
	2016
	2017
	2018
	2019
	2020
	2021
	2022
	2024
	2025

	Montreal Protocol reduction schedule of Annex C, Group I substances (ODP tonnes)
	342.45
	342.45
	342.45
	342.45
	247.33
	247.33
	247.33
	247.33
	247.33


The main function of the HPMP project is to assist HCFCs consumer manufacturers by converting the manufacturing lines in the foam and refrigeration sector to produce HCFCs free alternatives.  By conversion projects and reducing local demands for HCFCs use, the HPMP contributes to the national policy on controlling and reducing importation of HCFCs which is in line with the Montreal Protocol’s control targets to phase-out HCFCs. 
During implementation of the HPMP Stage I, Iran has been in fully compliant to the controlling measures set as the Ozone Depleting Substances phase out targets under the Montreal Protocol.
Through HPMP Stage II, the country is committed to phasing out about 162/4 ODP tonnes of the HCFCs in the manufacturing, servicing  sector and through regulation. The UNDP will assist the government as one of the implementing agencies to phase out 62.23 ODP tonnes of HCFCs.
At the 97th Meeting of the Executive Committee of the Multilateral Fund for the Implementation of the Montreal Protocol, the extension of HPMP Phase II was approved until 30 June 2027 (Decision 97/19).


3. Main Project Results and Achievements in 2025 

In 2025, 4 manufacturers from the commercial refrigeration sector were enabled to secure their production of HCFC-free insulation foam by receiving foam raw materials. Physical phase-out of Ozone Depleting Substances (ODS) amount which is expected through these 4 manufacturers is 18.3 metric tonnes.
In 2025, capacity-building activities were implemented under HPMP Phase II to support the refrigeration and air-conditioning servicing sector. 31 two-day workshops on the handling of flammable refrigerants and good servicing practices were conducted in all 31 provinces, and 1027 technicians received training. This capacity building activity increased technical knowledge related to the use of flammable alternative refrigerants and promoted practices aimed at reducing refrigerant leakage in line with the requirements of the Montreal Protocol.
A two-day technical workshop was also conducted on 15–16 December 2025 for women involved in the refrigeration and air-conditioning industry. This enabled them to enhance their technical skills, strengthen their professional capacity, and apply good servicing practices that support the reduction of HCFC-22 consumption.

Pre- and post-assessments showed an increase in technical knowledge and knowledge related to the Montreal Protocol among the target group. Evidence is provided in Annex I

In addition to the above capacity-building activities, under Stage II of the HPMP project, 27 Technical and Vocational Training Organization (TVTO) trainers received training through two four-day workshops held on 25–28 October 2025 and 29 November–2 December 2025 at the Karaj Instructor Training Center.

	3.1. What has changed in Iran related to the subject of the project in 2025?  Please provide figures and data and attach the source of the data (supporting documents).  
In addition to the previously completed activities, 4 manufacturers from the commercial refrigeration sector were enabled to secure their production of HCFC-free insulation foam, resulting in phasing out of 18.3 metric tonnes of R141b cumulatively. Signed delivery notes are provided as evidence in Annex II.
In 2025, capacity-building activities were implemented under HPMP Phase II to support the refrigeration and air-conditioning servicing sector. 31 two-day workshops on the handling of flammable refrigerants and good servicing practices were conducted in all 31 provinces, and 1027 technicians received training. This capacity building activity increased technical knowledge related to the use of flammable alternative refrigerants and promoted practices aimed at reducing refrigerant leakage in line with the requirements of the Montreal Protocol.
Pre- and post-assessments showed an increase in technical knowledge and knowledge related to the Montreal Protocol among the target group. Evidence is provided in Annex I.
A two-day technical workshop was also conducted on 15–16 December 2025 for women involved in the refrigeration and air-conditioning industry and 22 women receive training. This enabled them to enhance their technical skills, strengthen their professional capacity, and apply good servicing practices that support the reduction of HCFC-22 consumption.
In addition to the above capacity-building activities, under Stage II of the HPMP project, 27 Technical and Vocational Training Organization (TVTO) trainers received training through two four-day workshops held on 25–28 October 2025 and 29 November–2 December 2025 at the Karaj Instructor Training Center.
The capacity-building activities strengthened the technical skills of technicians and trainers, leading to improved servicing practices in the refrigeration and air-conditioning sector. These outcomes support reduced demand for virgin HCFC-22 through better leak prevention, recovery, and use of recycled refrigerants.
Please explain how this project has contributed to this change. Please provide figures and data and attach the source of the data (supporting documents). 
This project provided required ODSs-free technologies as well as knowledge for 4 industrial manufacturers, i.e. Commercial refrigeration industries (PU foam insulation). By receiving required equipment and following training and knowhow in 2025, 4 manufacturers from the commercial refrigeration sector have been committed to phase out 18.3 metric tonnes HCFCs as Ozone Depleting Substances. Signed delivery notes are provided as evidence in Annex II.
31 two-day workshops which were conducted in all 31 provinces and a two-day technical workshop for women on the handling of flammable refrigerants and good servicing practices, directly contributed to raising the technical knowledge of key stakeholders, which can ultimately lead to reduced HCFC-22 consumption through improved service practices and encouragement to use recycled R-22. Evidence is provided in Annex I.
The PMU directly contributed to the above mentioned capacity building  activities, strengthening the technical capacity of technicians on the adoption of good service practices and encouraging use of recycled R-22.The Project Management Unit (PMU) has been operational through project fund providing assistance to the National Ozone Unit for the implementation of investment as well as non-investment projects and activities which are instrumental in terms of national policies to reduce HCFCs demand through technology transfer and conversion of manufacturing lines as well as raising technical knowledge of the stakeholders.





4. Detailed Project Progress Report (Output Level)

4.1. Project Outputs

	Output 1: Procurement of foaming equipment for conversion of three commercial refrigeration equipment manufacturers to Pentane.

	Output Indicators
	Project Baseline
	2025 Target
	Actual Result Achieved
in 2025 - Compared with 2024 Actuals

	Number of recommissioned companies 
	0
	0
	0

	Narrative project progress including the reason for any divergence from the targets (Provide Evidence)

	Conversion of 3 enterprises to cyclopentane has been already completed and required machinery, spare parts and training have been provided.

Please specify results achieved under this outcome related to women’s engagement and empowerment.

Although this output does not have a specific  direct gender related dimension, it will implement range of activities for capacity-building relating to the protection of the environment, the elimination of HCFCs, promotion of the use of alternate technologies and facilitate technology transfer in HCFCs consuming sectors that ultimately capacitate manufacturers to have competitive advantage in the future market that indirectly and positively impact the sustainability of the jobs including working women’s work conditions.




	Output 2: Procurement of foam kits using water blown technology for 40 commercial refrigeration manufacturers

	Output Indicators
	Project Baseline
	2025 Target
	Actual Result Achieved in 2025 - Compared with 2024 Actuals

	Number of converted companies
	0
	5*
	4

	Narrative project progress including the reason for any divergence from the targets (Provide Evidence)

	*Although the total receivers of foam kits in the 2025 plan were 5, the actual number of remaining companies that will receive foam kits will be 4 as one of the manufacturers has withdrawn from the project.
Procurement of foam kits for 4 companies was completed, and raw material was delivered to the project site in Nov 2025. Signed delivery notes are provided in Annex II. 

Please specify results achieved under this outcome related to women’s engagement and empowerment. 

While the project does not have a specific direct gender-related dimension, it will implement a wide range of activities for capacity-building relating to the protection of the environment, the Elimination of HCFCs and the promotion of the use of alternate technologies. Same as Output 1’s description on the women‘s engagement and empowerment. 




	Output 3: Procurement of refrigeration conversion kits for 48 refrigeration equipment manufacturers.

	Output Indicators
	Project Baseline
	2025 Target
	Actual Result Achieved in 2025 - Compared with 2024 Actuals

	Number of converted companies
	0
	12*
	0*

	Narrative project progress including the reason for any divergence from the targets (Provide Evidence)

	*Another part of Required equipment yet to be procured and distributed in 2025.
In 2023, another group of 12 beneficiaries were selected and verified among the list of commercial refrigerator producers to receive technical support through providing refrigeration kit, tools and training to enable them to deal with new refrigerants including Propane (R290 which is flammable).

Please specify results achieved under this outcome related to women’s engagement and empowerment. 

Same as the description of Output 1 on the women‘s engagement and empowerment. 




	Output 4: Introduction of reusable refrigerant cylinders and cylinder cleaning and charging stations.

	Output Indicators
	Project Baseline
	2025 Target
	Actual Result Achieved in 2025 - Compared with 2024 Actuals

	Number of converted companies
	0
	0
	0

	Narrative project progress including the reason for any divergence from the targets (Provide Evidence)

	The output was achieved in 2024.



	
	Output 5: One System House establishment converted to manufacture HCFC free polyol systems

	Output Indicators
	Project Baseline
	2025 Target
	Actual Result Achievedin 2025 - Compared with 2024 Actuals

	Number of converted companies
	0
	0
	0

	Narrative project progress including the reason for any divergence from the targets (Provide Evidence)

	The commissioning of the equipment was completed in 2024, and a test run was done in 2025. The company is enabled to produce pentane based blends to be used as alternatives to 141b based raw material.
The capacity of producing ozone friendly raw material for PU industries is around 2160 Kg HCs per day which have capacity to remove around 5 metric tonnes of HFCFs per day. Totally, it can provide enough raw material to remove 1350 tonnes HCFCs per year. 

Please specify results achieved under this outcome related to women’s engagement and empowerment. 

Same as Output 1’s description on the women‘s engagement and empowerment. 




	Output 6: Project Management and Monitoring.

	Output Indicators
	Project Baseline
	2025 Target
	Actual Result Achieved in 2025 - Compared with 2024 Actuals

	1. Number of Annual Progress Reports
	0
	1
	1

	2. Number of Annual implementation report of the HCFC phase-out Plan for the Multilateral Fund Executive Committee
	0
	0
	0

	3. Number of Steering Committee Meetings held
	0
	2
	2

	4. Number of Verification reports
	0
	1
	1

	Narrative project progress including the reason for any divergence from the targets (Provide Evidence)

	1- 2024 Annual project progress report was prepared and submitted to the UNDP Country Office in due time. The report has been attached as Annex III.
2- Two Steering Committee meetings were held in 2025:
· First Meeting: Held on 16 July 2025, attended by the Deputy Head of the Department of Environment, the Resident Representative of UNDP, UNDP’s Programme Analyst, the Director of the National Ozone Unit (NOU), the NOU’s Project Coordinator, and representatives from the Ministry of Industry, Mine and Trade, the Ministry of Foreign Affairs, and the Department of Environment. (Minutes of the meeting are attached as Annex IV.)
· Second Meeting: Held on 21 December 2025, attended by the Deputy Resident Representative of UNDP, UNDP Programme Officer, UNDP PSU, and other relevant UNDP personnel, as well as the Director of the Ozone Layer Protection Unit, the NOU’s Project Coordinator, and representatives from the Department of Environment and the Ministry of Foreign Affairs. (Minutes of the meeting are attached as Annex IV.)
4- 2024 verification of HCFCs consumption was done in Aug-May 2025 and the report was submitted to the 96th meeting of the Executive Committee of the Multilateral Fund for the implementation of the Montreal Protocol as a prerequisite to receive the next tranche's fund (Annex V: 2024 HCFCs verification report).

Please specify results achieved under this outcome related to women’s engagement and empowerment. 

N/A




	Output 7: (7.1 - 7.5: Procurement and installation of equipment for targeted companies - 7.6: Progress report for Consultancy for providing technical inputs for execution of project activities 7.7: Conducting workshop and training)

	Output Indicators
	Project Baseline
	2025 Target
	Actual Result Achieved in 2025 - Compared with 2024 Actuals

	7.1: Procurement of foam raw material 
	0
	1
	0

	7.2: Procurement of reusable cylinders
	0
	1
	0

	7.3: Procurement of 2 training unit for 2 training centers
	0
	2
	2

	7.4: Procurement of training unit for automotive and support beneficiary conversions, to be placed at ITC Karaj and university
	0
	2
	0

	7.5: Consultancy for providing technical inputs for execution of project activities
	0
	1
	0

	Narrative project progress including the reason for any divergence from the targets (Provide Evidence)

	7.1- Although the procurement of these materials has been completed, it has not yet been imported. The supplier has requested additional time to fulfill the import, therefore the materials have not yet been delivered.
7.2- Due to sanctions and difficulties in finding a qualified supplier, this procurement has been delayed. UNDP is currently negotiating with a new supplier, and the purchase is expected to be completed within the next year (2026).
7.3- Two R290 based chillers were procured and delivered to a technical center of a university and the Karaj Instructor Training Center in last quarter of 2025.
7.4- Due to sanctions and difficulties in finding a qualified supplier, this procurement has been delayed. UNDP is currently negotiating with a new supplier, and the purchase is expected to be completed within the next year (2026).
7.5- For implementation of this activity, NOU has signed a Memorandum of Agreement (MOA) with the Research Center of Environment and Sustainable Development. The Terms of Reference (TOR) for recruiting four national consultants have been drafted, but the advertisement for recruitment has not yet been issued.
 
Please specify results achieved under this outcome related to women’s engagement and empowerment. 

N/A



4.2. Positive unanticipated results

Raising technical knowledge of the stakeholders from refrigeration and air-conditioning industry has enabled them to more confidently handle low-GWP flamable alternative refrigerants, while sharing expertise with peers, creating a multiplier effect in skill development. Adoption of good service practices has also opened new economic opportunities and strengthened the supply chain for the recovery and recycling centers established under the project. Access to the necessary tools and equipment for manufacturing with zero-ODP and low-GWP technologies increases companies’ competitiveness, and as a result, job sustainability in the manufacturing sector is expected to improve.

4.3. Negative unanticipated results and follow up actions that project has taken to address them 

N/A

4.4. Justification for project continuation 

Stage III of the HCFCs phase-out Management Plan is targeted to reduce 100% of the country's baseline consumption of HCFCs. To enable the country to comply with its commitment, financial and technical support must be provided to ensure the continuation of the Project’s activities as well as sustaining the achieved results under stage I and II of the project. The demonstration projects as well as the assessments are essential to facilitate market penetration of the free-HCFCs alternatives as well as contributing to the industry shift to the available and economically feasible alternatives with zero Ozone Depletion Potential (ODP) and low Global Warming Potential (GWP) alternatives.

4.5. What are the main areas of the project 2026 work-plan? 

The 2026 work plan will mainly focus on the industry assessments, training and demonstration projects under Tranche I of Iran's HPMP Stage III to secure R22 reduction in coming years to comply with the 2030 control target to reduce 100% of HCFC-22 by 1 Jan 2030.

5. Monitoring & Evaluation

5.1. What has been the main project monitoring activities during 2025? 
· 2025 Mid-Year project progress report as well as 2025 annual project progress report were prepared and submitted to UNDP in due time in 2025. 
· Project board meeting was held on July and Dec 2025.
· Project site visits have been done to monitor implementation status of the conversion projects.

5.2. If the project has been evaluated in 2025, what have been the main recommendations? What are the follow up actions to address recommendations.  

[image: image001]

[bookmark: _heading=h.gjdgxs]Project was  not evaluated in 2025
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6. Risks/issues (internal and external) encountered and action taken or required.


	No.
	Category
	Risks Description
	Risk Validity Duration
	Impact Type
	Impact Description
	Likelihood
	Proposed Mngt. Response/Action 
	Timeline
	Responsible Person
	Status

	1
	ORGANIZATIONAL
	There is a risk that relevant governmental organizations may not share essential data on the importation of ozone depleting substances (ODS) (till end of 2025), which is critical for tracking and reporting purposes. This risk may happen based on experience in similar projects.
	12/31/2025
	3. INTERMEDIATE
	Which will impact in the inability to produce required reports and hinder the project’s capacity to plan and implement future activities, leading to delays and reduced project performance.
	3. MODERATELY LIKELY
	UNDP will request the government to adopt data reporting mechanisms that address and respect national concerns while still providing the necessary information for project implementation.
	12/31/2025
	UNDP/NOU
	ONGOING

	2
	ORGANIZATIONAL
	There is a risk that during the remained period of the project till the end of 2025, private sector entities may show low willingness to adopt environmentally friendly technologies, which could hinder the implementation of several planned activities under the project based on the deterioration of economic situation.
	12/31/2025
	3. INTERMEDIATE
	Which will impact in slow implementation of key project components, delay in expected outcomes, and reduced impact in terms of environmental benefits and emission reductions. 
	2. LOW LIKELIHOOD
	UNDP will organize targeted meetings with private sector actors to present global market trends, expected regulatory shifts, and long-term benefits of environmentally friendly technologies for competitiveness and access to raw materials.
	12/31/2025
	UNDP/NOU
	ONGOING

	3
	FINANCIAL
	There is a risk that the project may face disruptions in implementation of the planed activities for the foreseeable duration (till end of 2025). This risk is identified based on the experience of the twelve-day war between Iran and Israel during which disruption in implementation was evident.
	12/31/2025
	3. INTERMEDIATE
	Which will impact in low project progress including delay in delivery of outputs, and reduced financial delivery of the project.
	3. MODERATELY LIKELY
	Develop detailed contingency plans for flexible project implementation, including protocols for temporary scale-down, relocation, or suspension of field activities if the security situation deteriorates.
	12/31/2025
	UNDP/NOU
	ONGOING

	4
	Social and Environmental
	There is a risk that hazardous situations might occur during the procurement and installation of raw materials and industrial equipment till end of 2025.
	12/31/2025
	3. INTERMEDIATE
	Which will impact in harm to people, delays in project implementation, and posing a reputational risk to the project and UNDP. It will also delays the achievement of project objectives, particularly ensuring reduction in ODS.
	1. NOT LIKELY
	Making sure that all procurement cases will request suppliers to adhere to all required security and safety measures in transportation, storage, and installation of raw materials and equipment.
	12/31/2025
	UNDP/NOU
	ONGOING

	5
	ORGANIZATIONAL
	There is a risk that poor collaboration between different governmental stakeholders (Ministry of Foreign Affairs, Department of Environment, National Ozone Unit, Ministry of Industries, Mine and Trade, etc.) might lead to delays in implementation of the project components (till end of 2025). This risk is likely to happen based on experience in similar multi-stakeholder projects.
	12/31/2025
	3. INTERMEDIATE
	Which will impact in halt in overall project progression, and very low achievement rate of the project.
	2. LOW LIKELIHOOD
	Project steering committee will be convened at least twice a year, and more frequent bilateral meetings will be organized with government stakeholders.
	12/31/2025
	UNDP/NOU
	ONGOING

	6
	STRATEGIC
	There is a risk that project management may change till November 2024, as a normal practice after changes in the higher levels of management in the implementing partner.
	11/30/2024
	3. INTERMEDIATE
	Which will impact in significant delays in implementation of the project WP and overall delivery.
	3. MODERATELY LIKELY
	Meeting with the new appointed NPD and NPM and orient them on different dimensions of the project implementation, including the project workplan and financial management requirements.
	11/30/2024
	UNDP/NOU
	COMPLETED

	7
	ORGANIZATIONAL
	There is a risk that there might be unavailability of critical industrial equipment and spare parts during procurement which will last till end of 2025. This risk is suspected based on market analysis reports and similar occurrences in previous incidence of sanctions.
	12/31/2025
	3. INTERMEDIATE
	Which will impact in delays in project procurement processes and importation of required equipment leading to delays in project completion and significant disruptions in achieving project goals.
	3. MODERATELY LIKELY
	UNDP will need to use its capacities to obtain required exemptions and deploy services from its Global Procurement Network (GPN).
	12/31/2025
	UNDP/NOU
	ONGOING




7. Annexes
Annex I: Pre- and post-assessments of 31 technical workshops held in 2025 in all provinces in Iran 
Annex II: Signed delivery note

Annex III: 2024 Annual Project Progress Report

Annex IV: Minutes of the meeting for two steering committee meetings.

Annex V: 2024 HCFCs verification report
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