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I. Introduction 



The Kigali Implementation Plan Preparation (KIP PRP) project was designed to support the Government of Egypt in preparing the country's Stage I Kigali Implementation Plan (KIP) for the phasedown of hydrofluorocarbons (HFCs) under the Kigali Amendment to the Montreal Protocol. The project was implemented jointly by UNIDO, as the lead implementing agency, and UNDP, in close collaboration with the Egyptian Environmental Affairs Agency (EEAA) through the National Ozone Unit (NOU).

The project focused on collecting and analyzing national HFC consumption data, assessing sectoral needs, reviewing the existing policy and regulatory framework, conducting stakeholder consultations, and preparing Egypt's Stage I Kigali Implementation Plan to support compliance with the Kigali Amendment and future HFC phase-down obligations.

II. Progress Review


· Established the national implementation framework and coordination mechanism with the National Ozone Unit and key stakeholders.

· Conducted stakeholder consultations with relevant governmental entities, private sector representatives, customs authorities, RAC associations, and beneficiary industries.

· Completed data collection and sectoral analysis covering HFC consumption, servicing sector needs, manufacturing applications, and relevant policy and regulatory aspects.

· Conducted legislative and institutional assessments to support the development of the national HFC phase-down strategy.

· Organized consultation & validation meetings to review project findings & verify collected data.

· Developed Egypt's Kigali Implementation Plan (KIP) Stage I, including the national HFC phase-down strategy and implementation framework.

· Successfully submitted the KIP Stage I project proposal to the Executive Committee of the Multilateral Fund.

· The Executive Committee approved Egypt's Kigali Implementation Plan (Stage I), successfully achieving the primary objective of the preparation project.

· Approximately 60% of the project budget has been disbursed, while the remaining balance will be utilized upon completion of the remaining contractual and financial closure procedures.
Key Activities Ongoing 
· Finalization of the remaining administrative and financial procedures.

· Completion of contractual closure activities.

· Documentation of lessons learned and project records.

· Coordination with implementing agencies to facilitate the transition from the preparation phase to the implementation of KIP Stage I.
Additional comments on targeting of beneficiaries, sustainability of results, strengthening national capacities. 
	Targeting 

	The project targeted key stakeholders involved in the production, import, servicing, and use of HFC-based technologies, including governmental institutions, customs authorities, RAC manufacturers, servicing technicians, industry associations, and private sector representatives. The stakeholder consultation process ensured broad participation and provided the information required to develop a comprehensive and nationally endorsed Kigali Implementation Plan.

	Sustainability
	The project established a solid foundation for the implementation of Egypt's HFC phase-down obligations through the preparation and approval of KIP Stage I. The developed strategy, sector assessments, and policy recommendations will continue to guide future investment, policy development, and capacity-building activities under the Kigali Amendment. 

	National capacities
	National capacities were strengthened through extensive stakeholder consultations, technical assessments, legislative reviews, and active participation of the National Ozone Unit and national experts throughout project implementation. The preparation process enhanced national knowledge and institutional readiness for implementing HFC phase-down activities.

	Innovation 
	The project applied a structured, data-driven approach by combining field surveys, sectoral analysis, legislative assessments, and stakeholder consultations to develop an evidence-based national HFC phase-down strategy. This approach improved the quality and reliability of planning for future implementation activities.

	South-South Cooperation 
	While no formal South-South cooperation activities were undertaken under the preparation project, the project benefited from international technical guidance, best practices, and methodologies developed under the Multilateral Fund and the Montreal Protocol framework, ensuring consistency with experiences from other Article 5 countries.

	Knowledge Products 
	The project generated several important knowledge products, including:

· Egypt's Kigali Implementation Plan (Stage I). 

· National HFC consumption and sector assessment. 

· Legislative and policy review. 

· Sectoral needs assessment. 

· Stakeholder consultation reports. 

· National HFC phase-down strategy and implementation framework.




III. Monitoring and Evaluation


Project implementation was closely monitored through regular coordination meetings between UNDP, the National Ozone Unit (NOU), and the implementing company. Periodic technical reviews were conducted to assess implementation progress, verify deliverables, and ensure compliance with the approved Terms of Reference.

Monitoring activities during the reporting period included:

· Review of submitted technical deliverables. 

· Regular coordination meetings with the implementing company and the NOU.
· Technical validation of survey data and inventory findings. 

· Follow-up on implementation milestones and contractual obligations. 

· Continuous monitoring of project schedule and financial progress. 

These monitoring activities ensured that the project remained on track and that all deliverables met the required technical and quality standards prior to final approval.

IV. Key Challenges 


Although the project achieved its primary objective successfully, several challenges were encountered during implementation:

· Collection and validation of comprehensive HFC consumption data from multiple sectors and stakeholders.

· Coordination among a wide range of governmental institutions, private sector representatives, and technical experts.

· Collection of updated information on emerging HFC alternatives and sectoral trends.

· Ensuring consistency between national priorities and the requirements of the Kigali Amendment and Executive Committee guidelines.

V. Mitigation Measures 


The project team implemented several measures to ensure successful delivery of project outputs:

· Close coordination between UNIDO, UNDP, the National Ozone Unit (NOU), and national stakeholders.

· Regular technical meetings and stakeholder consultations throughout project implementation.

· Validation of collected data through technical reviews and consultation workshops.

· Continuous monitoring of project activities to ensure compliance with Executive Committee requirements and project objectives.

VI. Partnerships and Sustainability 



· The project continued to benefit from strong collaboration between UNDP, the Egyptian Environmental Affairs Agency (EEAA), the National Ozone Unit (NOU), and the United Nations Industrial Development Organization (UNIDO) . This partnership facilitated effective coordination, technical oversight, and timely implementation of project activities.

VII. Financial Summary


The project achieved its technical objectives within the planned implementation period. Approximately 60% of the project budget has been disbursed in line with completed project activities. The remaining balance will be utilized upon completion of the outstanding contractual obligations and administrative and financial closure procedures, in accordance with UNDP and Multilateral Fund requirements.
Table 1: Overview of financial situation 

	Donor
	Opening Balance 
	Disbursement
	Balance

	Donor 1 - MLF
	USD 40,000
	USD 22,500
	USD 17,500


VIII. Next Steps


Following the approval of Egypt's Kigali Implementation Plan (Stage I), the project is entering its closure phase. The remaining activities include:

· Completion of the remaining administrative and financial procedures.

· Finalization of contractual and financial closure.

· Documentation of project lessons learned.

· Supporting the transition from project preparation to the implementation of the approved KIP Stage I.
IX. Conclusion


The Kigali Implementation Plan Preparation Project successfully achieved its intended objective by preparing Egypt's Kigali Implementation Plan (Stage I), which was subsequently approved by the Executive Committee of the Multilateral Fund. The project provided Egypt with a comprehensive roadmap for implementing its HFC phase-down commitments under the Kigali Amendment while strengthening institutional capacity, stakeholder engagement, and strategic planning for future implementation activities.
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