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Summary

	Participating UN Organisation:
	
	Cluster:

	UNDP
	
	E – Infrastructure Rehabilitation


	Project No. and Project Title:
	
	Project Location/Region/Province:

	Project No 38960 – C4-08


Dredging of Approach Channel 

from the Gulf to the Port of Umm Qasr
	
	Port of Umm Qasr  & Approach Channel


	Reporting Period: 

	
	Report no:

	1 July 2005 to 31 December 2005
	
	3


	Counterpart organisations / implementing partners:
	
	Project cost:

	UNDP
	
	US$ 24,742,359.-


	Abbreviations and acronyms:
	
	Project Duration:

	
	
	12 months 


I. Purpose

	Main objectives and outcomes expected as per approved Project/Programme/project document:

	Background:

Umm Qasr port is Iraq’s only deep water port and serves as a vital link for importing and exporting goods.  The port has established internal transport connections, both road and rail and has the potential to become a major cargo and container handling facility in the region.

Furthermore, the proposed dredging operations are also essential for the port of Az Zubayr and the LPG Terminal, situated upstream of the port of Umm Qasr.  The refurbishing, modernisation and possible expansion of both these ports rely on prior dredging as undertaken under this project, to ensure navigational accessibility.
Development objective:

To respond to the humanitarian and reconstruction needs of war-affected Iraqi people through ensuring reliable, safe and more economic shipping access to Iraq’s main seaport of Umm Qasr. 
Immediate objective:

To re-establish safe navigable waters from the Gulf to the Port of Umm Qasr within a period of 30 weeks.

Expected Output:

Upon completion of the dredging project, the Port of Umm Qasr will be accessible for 50,000 DWT vessels drawing 12m.


	Reference to how the programme/project related to the UN Assistance Strategy to Iraq and how it aimed to support Iraq national development goals and the Millennium Development Goals :

	The project is in line with UN/WB Needs Assessment from October 2003, identifying the need for dredging activities in and around Umm Qasr port as a first priority. Similarly, the National Development Strategy 2005-2007 established dredging as a priority:

“Iraq’s transport system comprises 40,690 kilometers of roads, two international and three major domestic airports, six cargo ports, two oil terminals, and 2,456 kilometers of rail lines. Roads accommodate about 70% of all traffic in Iraq. Existing facilities of telecommunications, post offices, and internet infrastructure are very underdeveloped. The transportation and communication networks in all governorates of Iraq must be expanded and internal, regional and international connections enhanced. The sector needs significant resources and policy changes in order to rise to regional standards. Iraq can “leapfrog” over rivals in this sector by adopting the latest technology and adopting a favorable business environment by establishing proper policy and regulatory frameworks. The following actions are planned: 

[...] Transport

d. Continue ongoing dredging activities in and around Umm Qasr Port.

e. Remove wrecks in Shatt-al-Arab and Umm Qasr Ports in the most environmentally sound manner possible.

f. Develop a master plan to increase efficiency and optimize the institutional arrangement for ports and inland waterways." 

(National Development Strategy. 2005, p. 26)


	Project Management arrangements

	· Programme/project implementation and supervision arrangements; indicate in-country and region based capacity of organisation utilised ;

Project is being implemented through the engagement of both international and national staff / partners.  Field supervision and monitoring is being provided by a team of appointed local contractors.  The overall implementation & management is being performed by international consultants, appointed for the duration of the project.

· Main international and national implementing partners involved, their specific roles and responsibilities in project implementation and their interaction with the agency; 
Environmental Impact assessment: International Marine & Dredging Consultants NV (IMDC), a Belgian based organisation conducted the environmental impact study to judge the possible impact of the dredging work and to estimate the effects on the environment and on coastal installations. 
Pre-dredging survey: GEMS International, selected by UNDP through a competitive process, carried out the pre-dredging bathymetric and basic soil survey. The survey was completed by the 24th  August and after processing, the completed survey report was submitted on 13th  September 2004.  UNDP’s International Chief Hydrographic Surveyor was present on the survey vessel during the duration of the survey and for part of the processing.  The final survey report comprising bathymetric charts, volume calculations, bottom sampling results, and current meter results, were a key document for the preparation of the bidding documents for the dredging contract.
Dredging: Dredging International NV of Belgium was selected through a UNDP competitive process. 
Preliminary UXO Survey, G-tec s.a, a Belgian company with expertise in geophysical exploration, was contracted by Dredging International NV to carry out an extensive UXO’s and wreck detection survey. 
Local monitoring Consultant: In order to monitor and control the dredging and survey operations performed by the contractor, UNDP engaged a local Iraqi company, Al-Butaila,  to provide full time presence on board the dredgers and the survey vessel, selected through a competitive bidding process. 
· Indicate extent of cooperation with relevant line ministry
General Company of Ports of Iraq (GCPI – Port Authorities) & Ministry of Transport:   Close co-operation with the Ministry of Transport and GCPI (Port Authorities) was achieved on all level of the project implementation and the results obtained were shared with counterparts to ensure the sustainability of the achievements. The table hereunder provides an overview of the information flow between the UNDP and GCPI:
(1) Daily:  A reporting system between the Contractor and UNDP provided the required information on a daily basis through: (a) daily site meetings with the Contractor and UNDP, (b) daily reports provided by the Contractor, (c) daily reporting from all vessels i.e dredgers as well as survey vessels through Al-Butaila.  In this context it has also to be noted that GCPI appointed their own representatives, based on board the dredgers and the survey vessel.  

(2) 3 x weekly: Based on the information gathered from all parties, UNDP prepared a Situation Report (SITREP) in average 3 times a week or whenever required.  This SITREP was distributed to all relevant parties such as GCPI, MNF, Al Butaila, Security Personnel, Coast Guards, Navy, etc.

(3) Monthly: A Co-ordination meeting was organised by UNDP, involving the Contractor, GCPI, Al Butaila and UNDP.  The purpose of these meetings was to keep all relevant parties updated on the progress achieved during the past months and to co-ordinate and discus relevant issues and the future programme.
· Specific delivery mechanisms utilised
The project was delivered through a DEX modality, and specific tasks were implemented by contractors selected through a bidding process. (See above for details.) 

To deal with the increased security vulnerability since the inception of the project, the Contractor proposed to engage a private security firm to provide security services on board the vessels, which was not envisaged in the beginning, whereby the Contractor remained responsible for the engagement of an on-vessel security or shore based security assets deemed necessary by him.   As the Contractor did not provide for these costs they expected an amendment to the Contract in order to cover these costs. UNDP agreed to allocated funds based on an assessment to a maximum amount of USD 300,000 for private security provisions.

· Indicate intra cluster cooperation and goods/services other agencies supplied/ common services utilised;
Intra-cluster cooperation was used during the design of the project within Cluster E. Due to the technical nature of the activities, there was no inter-agency collaboration in the implementation.
· Details on arrangements for procuring and transporting programme/project inputs, to ensure local appropriateness and acceptability, as well as security and value-for-money under the circumstances – attach as annex 3 final list of contracts awarded
For all contracts, the procurement method used International competitive bidding. 

The bidding documents for the contracts were prepared as per UNDP standards. Following the opening of the bids and the evaluation and review by the Contract, Asset and Procurement Committee (CAP) and the Advisory Committee on Procurement (ACP), the contracts were awarded to the contractor offering the best value-for-money under the local circumstances. 
From the commencement date of the dredging, the US Navy dispatched a security escort, which was several days later replaced by a team of 8 US marines, permanently dispatched on board the Vlaanderen 18, the dredger.  There mission was to secure and protect the dredger and its crew whilst operating in the Approach Channel.  This arrangement was organized through UNDP and remained in place till the end of the project and came at no extra cost to the project.
Security on board the THSD Khersones and the survey vessel Selat Eagle was entrusted with Olive Security, a private security company engaged to secure and protect these vessels whilst operating in the Approach Channel.  This arrangement was made by the Contractor in consultation with UNDP.

When small arms fire was exchanged between an unknown vessel containing assailants and security personnel on boards the survey vessel the Selat Eagle in May 2005, additional security measures were proposed and subsequently implemented.  The latter however, resulted in a further  increase to the budgeted cost.  Additional funds were to be allocated to cover these security related matters.

· Systems for programme/project monitoring (including financial tracking and accounting audit), quality control (including lesson learning, and corrections), and impact assessment; methods for data collection and monitoring 
Monitoring and control of the dredging and survey operations performed by the contractor were carried out by a local Iraqi company, Al-Butaila, who provided full time presence on board the dredgers and the survey vessel. The three level of data collection in collaboration with the Contractor, GCPI and Al Butaila described above ensured effective monitoring. Ad hoc meetings were held to accommodate incidences and changing circumstances for efficient delivery. A post-dredge survey was carried out to establish the final depths achieved.


II. Resources

	Total approved budget and summary of resources used for the programme/project from the UNDG Iraq Trust Fund and non-Trust Fund resources where applicable: 

	Total project amount is $ 24, 742,359.-

100 % of the funds have been allocated

100 % have been disbursed.

See detailed financial summary in Annex 2.


III. Results

	An assessment of the extent to which the programme/project component / programme /project   has achieved the outcomes and outputs expected:

	The project was successfully completed within the set time frame.

· A total of approximate 8 million CuM of material have been removed from the Approach Channel and disposed in designated spoil areas. 
· The dredging results achieved are satisfactory and exceeded the initial and anticipated productions and quantities. Technical and operational delays were minimal and well within the standards. 
See detailed logical framework Analysis in Annex 1


	Main activities undertaken and achievements/ impacts:

	The main activities undertaken are: 

(a) A comprehensive Environmental Impact Assessment Study prior to the implementation of the project

 (b) A pre-contract bathymetric survey to assess/estimate the quantities to be dredged was completed and used for preparation of the contract tender documents

(c) Review and evaluation of the bidding documents under the Contract, Asset and Procurement (CAP) and the Advisory Committee on Procurement (ACP) and awarding of the contract

(d) Pre-dredging bathymetric and UXO survey prior to commencing the actual dredging activities

(e) Mobilisation and commencement of dredging works with two Trailer Suction Hopper Dredgers (THSD).

(f) Post-dredge Bathymetric survey of areas within the ports of Umm Qasr and Az Zubayr to assess achieved progress and to establish a proper work schedule/programme. The latter is key to any study and assessment of possible required future dredging needs within these areas. 
Achievements  & Impact:

Main access to the only sea port of Iraq has been restored.  A safer and more reliable navigation is being achieved resulting in a faster and more economical manner of shipping goods into Iraq.


	Implementation constraints, lessons learned from addressing these and knowledge gained from assessments, evaluations and studies that have taken place during the project:

	No major constraints were experienced whilst implementing the project, although security of personnel and equipment remained a concern during the implementation.  

Following an increase in security pressure, additional security measures were discussed with all parties involved and implemented accordingly.

The above mentioned security issues, resulted in additional financial burdens on the available budget.


	Key partnerships and inter-agency collaboration, impact on results:

	Intra-cluster cooperation was used during the design of the project within the Cluster. Due to the technical nature of the activities, no inter-agency collaboration was possible in the implementation. 


	Highlights and cross cutting issues pertinent to the results on, e.g.  gender disaggregation, policy engagement and participation of the public:

	Close co-operation with the Ministry of Transport and GCPI (Port Authorities) was achieved on all level of the project implementation and the results obtained were shared with counterparts to ensure the sustainability of the achievements.


IV. Follow up actions and sustainability  
	Priority actions that should be supported/implemented following completion of project to build on achievements and partnerships rectify shortcomings encountered and use the lessons learned during the project with strong emphasis on achieving sustainability of the outcomes:

	The project was completed in August 2005. Final reports were completed in October 2005.

Final bathymetric post dredge surveys were completed and the obtained data was processed and charted. In July 2006, the Admiralty Chart, the reference map for navigation was modified to take into account the achievements of this project.


	Indication of major adjustments in the strategies, targets or key outcomes and outputs:

	None


	Estimated Budget required (Budget required for any necessary follow up action):

	Allocated budget has sufficed to meet the targets set forward in the project. 


Annex 1 Key Performance Indicators – Log Frame Matrix
	PRIVATE 
Objectives
	Measurable indicators
	Means of verification
	Outcomes

	Development Objective

To respond to the humanitarian and re-construction needs of war-affected Iraqi people through ensuring reliable, safe and more economic shipping access to Iraq’s main seaport of Umm Qasr.
	Availability of a reliable, safe and more economic shipping access to Iraq’s main Seaport of Umm Qasr for humanitarian and reconstruction needs.


	· Relative increase of traffic to the Port of Umm Qasr as compared to other entry points to Iraq.

· Assessments and feedback from counterparts.
	With dredging and removal of priority wrecks, a  larger flow of port traffic  was observed in 2005 over 2004. The increased traffic to Umm Qasr port facilities resulted in estimated savings to the Iraqi economy of USD 69M per annum. 

(See Iraqi Ports Study, UNDP 2006)

	Immediate Objectives
· To re-establish safe navigable waters from the Gulf to the Port of Umm Qasr within a period of 30 weeks.
	· The shipping channel re-established

· The works completed within a period of 30 weeks.
	· Hydrographical surveys
· Feedback from users and counterparts.


	Considering that these improvements were achieved with a relatively modest budget and will bring benefit for years, the cost- benefit ratio of this investment in the channel is regarded as high.

	OUTPUTS:

· Upon completion of the dredging project, the Port of Umm Qasr will be accessible for 50,000 DWT vessels drawing 12m. 
	· The approach channels from the Gulf to Umm Qasr dredged to the required dimensions.
	· Hydrographical surveys
· Feedback from users and counterparts.
	Based on the bathymetric post dredge surveys included in the project, the official admiralty charts, updated by UK hydrographic office in July 2006, certifies to the shipping word the improved capacity and safety of the channel. Shipping and insurance rates for vessels calling at Umm Qasr are likely to decrease as a consequence.


Annex 2 PROJECT COSTS

	CATEGORY
	UNDG ITF approved budget 
	Actual  COST
	 Percentage of Approved 
	Budget Revision approved (give date)
	Percentage

of revision

	1. Personnel 

· including staff and consultants
	$507,500 
	$139,398 
	27.47%
	
	

	2. Contracts 

· including companies, professional services, grants 
	$22,500,000 
	$23,026,885 
	102.34%
	
	

	3. Training 
	 
	$3,111 
	NA
	
	

	4. Transport 
	 
	 
	
	
	

	5. Supplies and commodities 
	 
	$444 
	NA
	
	

	6. Equipment
	 
	$10,486 
	NA
	
	

	7. Travel 
	$42,000 
	$177,013 
	421.46%
	
	

	8. Security 
	$462,474 
	$136,902 
	29.60%
	
	

	9. Miscellaneous
	$74,200 
	$52,361 
	70.57%
	
	

	10. Agency Management Support  


	$1,156,185 
	$1,195,759 
	103.42%


	 
	

	Total Expenditure
	$24,742,359 
	$24,742,359 
	100.00%
	
	


Annex 3 List of contract awards by procurement method
	No
	Contract description
	Procurement Method
	Contractor
	Amount (US$)

	1
	Environmental Impact Assessment
	International Competitive Bidding
	IMDC
	13,600

	2
	Pre-Dredging Survey
	Same
	GEMC
	573,174

	3
	Dredging
	Same
	Dredging International 
	22,010,061

	4
	Local Consultant
	National Competitive Bidding
	Al Butaila
	81,000
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