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PBF/SLE/B-6 reHABILITATION OF WATER AND SANITATION FACILITIES FOR THE REPUBlic of sierra leone armed forces (rslaf) barracks in freetown
Final PROGRAMME
  Narrative report
	Programme Title & Number
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	· Programme Title: Rehabilitation of Water and Sanitation Facilities for the Republic of Sierra Leone Armed Forces (RSLAF) Barracks in Freetown.
· Programme Number: 00058042
· MDTF Office Atlas Number: 00048056
	
	Sierra Leone, Freetown, RSLAF Barracks (Murray Town and Wilberforce)
Justice and Security
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	· Ministry of Defence

· Ministry of Finance and Economic Development

· Republic of Sierra Leone Armed Forces
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· UNDP
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     Yes          No    Date: __________________
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· Title: Principal Technical Advisor
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All the project activities have been completed and system operational in Murraytown Barracks.  The water reticulation system ins completed in Wilberforce Barracks but the connection to the city water supply has to wait under nearby major road construction is completed. 


The Republic of Sierra Leone Armed Forces (RSLAF) has, for very many years, suffered from deplorable working and living conditions. Many units lacked access to safe drinking water and proper sanitation. The overall aim of the project was to enhance unit stability and improved operational capacity of the armed forces through direct interventions on the standards of the living conditions of RSLAF personnel and their direct beneficiaries.
The project sought to achieve these objectives through the provision of basic water and sanitation facilities in the three densely populated barracks in the Freetown area (Wilberforce, Murray Town and Goderich). Additionally, the project has complemented existing RSLAF infrastructure outside the Peninsula, thereby improving the overall welfare of the country security forces. The project was related to the Justice and Security component of the PBF Priority Plan and was designed to provide an immediate improvement to the living conditions of RSLAF personnel. 
Under the third main component of CPAP 2008-2010,’Community Recovery and Preventative Development’, ‘Strategic Peace-building Interventions’ was set as the targeted outcome for the development area of ‘Supporting Peace-building and Reconciliation’. To achieve this target the following goal was designed as the expected outcome for 2010.
· Improved operational capacity of the security services

The project was executed by UNDP that held the fiduciary responsibility, including the management of the funds. The project was managed within the framework of the PBF Steering Committee. The project Steering Committee was responsible for authorizing any changes to the project outputs, its members represented the main implementing partners, that is, UNDP, PBSO, Ministry of Defence (MOD), Ministry of Finance, Economic Planning and Development (MoFED) and the Republic of Sierra Leone Armed Forces (RSLAF).
UNDP was responsible for the overall strategic development and monitoring of the initiatives and programme implementation.
The specific outputs of the project were as follows:

· Adequate, reliable and safe supply of drinking water in the three (03) barracks

· Adequate sanitary facilities in three (03) barracks

· Improved medical and health facilities within the three (03) barracks

These outputs have been achieved through:
· Installation of new pipes with proper connection to Freetown’s main water network supply

· Provision of stand-by power supply to pumping stations

· Provision of secondary water treatment capacity in accordance with World Health Organization standards

· Installation of large water reserve tanks

· Purchase of water Bowser to fill up the reserve tanks during periods of drought and failures in the mains supply

· Building adequate and sanitary facilities and hygiene promotion

· Improved medical and health facilities within the barracks through the establishing and reinstating the physical state/structure of the Community Health Centres / Medical Inspection Rooms

· Provision of basic equipment such as basic medication supplies, medical equipment for Medical Inspection Rooms and hygiene facilities.
The Ministry of Defence (MoD) was the implementing partner responsible for the overall coordination and management of project activities. MoD was in regular consultation with UNDP for updates and coordination of activities and to consult professional guidance on areas such as procurement.

Realini Bader Associates Limited was the private consultancy firm specialized in engineering selected to design the water and sanitation component, and to assist the UNDP in monitoring the implementation of the project activities.
Africana Construction, Leone Construction and Bullom Construction were the private construction companies selected through competitive bidding process. They were each awarded contracts to build one of the three Medical Inspection Rooms. Sigma Construction was also selected through a competitive bidding process and was awarded the contract to build the generator House at Murray Town barracks.
To mitigate further delays it was agreed in the following PBF Steering Committee meeting that the GoSL/MoD were to take full responsibility for the procurement and implementation of remaining components to fast track the completion of the project (SLE/00058042/CHRON; Section: Minutes).

The UNDP perceived this as an important step in allowing the GoSL to take ownership of the project while at the same time providing a capacity building exercise for the RSLAF Engineering Battalion, enabling them to undertake similar tasks in the future.

To minimize the risk of further implementation delays due to procurement matters, the UNDP project team and its government counterparts conducted a comprehensive overview of technical specifications and BoQ’s relating to outstanding procurements. After the assessment, the MoD agreed to strengthen the technical supervision of the project in order for them to handle the larger amount of the sub-projects under the MoDs direct supervision. The meeting also concluded that effective and efficient coordination mechanisms that include stakeholders at all levels, such as the weekly Project Steering Committee meetings remained crucial for the duration of the project.(SLE/00058042/CHRON; Section: Minutes)

The new modality was formalized based on an agreed budget and work plan created by MoFED, MoD and UNDP. A Letter of Agreement (LoA) was signed in April 2010 between the UNDP, MoD and MoFED, allowing the disbursement of remaining project funds as grants to the MoD. The disbursement of grants enabled the Ministry to advance with the procurement of essential components, meant to facilitate completion of the water reticulation systems at Murray Town and Wilberforce barracks.

In the third quarter of 2010, the MoD and the UNDP agreed to transfer the responsibility for the construction of the generator house, the supply and installation of one (01) 45 KVA generator and two (02) surface pumps at Murray Town barracks from UNDP to MoD. The rationale behind the change in responsibility was that the above contract was the last to be supervised and implemented by the UNDP outside of the LoA. An amendment to the LoA was signed between the GoSL and the UNDP, to allow for the disbursement of additional Grants (US$ 41,555) to MoD. This amendment to the LoA improved the monitoring and supervision by MoD of all ongoing works on site. The particular benefits for the MoD were the contract management of all corporate entities involved in the final stage of the construction of the water reticulation system at Murray Town and Wilberforce barracks and the final testing and commissioning of the water reticulation system, and all its components.


  Output delivery:
· Procurement of new pipes to be connected to Freetown’s main water network.

· Provision of stand-by power supply to Spur Road pumping station.

· Provision of stand-by power supply and pumping station at Murray Town barracks.

· Provision of two borehole wells at Murray Town barracks.

· Provision of secondary water treatment capacity in accordance with World Health Organization standards.

· Installation of large (one 20,000 litres and one 30,000 litres) water reserve tanks at Murray Town barracks.

· Installation of large (one 20,000 and one 30,000 litres) water tanks at Wilberforce barracks.
· Purchase of water Bowser truck to fill up the reserve tanks during periods of drought and failures in the supply.
· Purchase of septic tank emptier truck to facilitate functioning sewage systems in the barracks.

· Improved medical and health facilities within the barracks (Murray Town and Wilberforce) to reinstate the physical state/structure of the Community Health Centres / Medical Inspection Rooms.

· Provision of basic equipment and hygiene facilities for the Medical Inspection Rooms

 Outcome achievements:

1. Adequate, reliable and safe supply of drinking water
· In Murray Town barracks generator house completed, including the installation of submersible pumps and a 45 KVA generator

· Trenching and laying of ductile iron pipes (main supply lines) completed in Murray Town and Wilberforce barracks.
· Two (02) borehole wells completed in  Murray Town barracks

· Four Braithwaite bulk water storage tanks (one 20,000 and one 30,000 litres)  installation completed at Murray Town and Wilberforce barracks respectively.
· Procurement, delivery and deployment of one (01) Mercedes Benz water Bowser and one (01) Mercedes Benz septic tank emptier has increased the water and sanitation service delivery capacity of the RSLAF.

· Reticulation systems including the setting up of stand pipes for the delivery/distribution of safe drinking water within Murray Town and Wilberforce barracks completed.
2. Adequate sanitary facilities

· Knowledge Attitude and Practice (KAP) survey conducted on household water and sanitation providing good insights into the sanitation situation of Murray Town, Wilberforce and Goderich barracks. Based on this survey, the Ministry of Defense (MoD) has been capacitated to design a hygiene sensitization campaign in the three barracks and RSLAF has been capacitated to undertake and improve sanitary services delivery within the three barracks.
3. Improved medical health facilities within the barracks

· All three Medical Inspection Rooms at Goderich, Murray Town and Wilberforce barracks have been completed and equipped with medical drugs and equipment.
· Improved access to medical and health facilities within the barracks for RSLAF personnel and their families.

Expected Output 1 and Result A:

Adequate, reliable and safe supply of drinking water

The successful construction of water reticulation systems depended on the efficient execution of six interlinked components

1. Construction of a generator house, the supply and installation of one (01) 45 KVA generator and two (02) surface pumps at Murray Town barracks
At the beginning of 2010, the generator house super structure was completed. The installation of a 45KVA generator and two surface pumps had however not been initiated. In a meeting with UNDP during the second quarter, the contractor explained that his firm had been supplied with surface pumps of a smaller diameter than ordered. The contractor had to sell the incorrectly procured pumps on the local market before he could place a new order for pumps with correct specifications. This led to a delay in the procurement and installation of surface pumps as well as the generator compared to the set targets.

During the third quarter, the contractor installed the 45KVA generator and the surface pumps with the correct specifications.

2. Civil works

A meeting between the Minister of Defense and representatives from UNDP in July 2009 decided that it would be more efficient and faster if the RSLAF Engineering Battalion were to undertake the civil works, that is, the construction of the water reticulation system at Murray Town and Wilberforce barracks. This was perceived as an important step in allowing the Government of Sierra Leone to take ownership of the project, and at the same time, provided a capacity building exercise for the RSLAF This decision was reiterated in the November PBF steering Committee.
MoD Engineers successfully constructed the UPVC pipe system, leading the water from the main supply point to the barracks community at Murray Town. Trenching of main supply line was completed in both Murray Town and Wilberforce barracks, whilst the ductile iron pipe was laid. These implementation problems were due to two separate factors. Firstly, low capacity within the RSLAF Engineering Battalion. The MoD/RSLAF had agreed to have sufficient capacity to conduct the civil works at competitive price. In reality the Engineering Battalion was ill equipped for the tasks at hand, and MoD eventually had to sub-contract the work originally assigned to the RSLAF.

MoD sub-contractors hired to conduct the trenching, laying of ductile iron pipe and associated plumbing works resumed work on the construction of the water reticulation systems but work was not progressing at expected rate due to a shortfall of plumbing accessories, (connectors for the ductile iron pipe). This shortfall was related to an underestimation of materials in the Bills of Quantities as prepared by the engineering firm Realini Bader. The MoD requested the firm to verify the amount they proposed in the Bills of Quantities to the actual amount needed.

By May 2011, the RSLAF/MoD procured outstanding components necessary to complete the water reticulation systems. Sub-contractor completed the work by mid June 2011.  

3. The supply and installation of Bulk Water Storage Tanks

The contracts for the supply and installation of bulk water tanks at Wilberforce and Murray Town barracks were unsuccessfully tendered three times since the inception of the project in 2008.  This created severe delays to project implementation.

The first tender of bulk water storage tanks took place in 2008 where it was tendered as one component in a compound tender-package including the construction of borehole wells at Murray Town; supply of pipes and accessories; construction of water reticulation system, as per Realini Bader’s tender documents. The bids received were so high that the tender was aborted, and broken down into smaller packages to component level and retender with separate tender notice for each of the packages of which the procurement of four (04) Braithwaite tanks made up one component.
The contract was re-tendered and approved by the Committee Assets and Procurement (CAP) and then submitted to ACP. The ACP decision process took several months, and when the contract was finally approved, the fluctuation of international exchange rates, which occurred during the consideration period, required the proposed vendor to request an 18% increase in price. The Country Office went back to ACP for an authorization to go ahead with the new price. ACP did not accept the change in price due to fluctuations in the international currency exchange market as sufficient justification. 
Another re-tendering process for the bulk water storage tanks was initiated in May 2009. Bids were opened and technically evaluated the last week of September 2009.

A different approach was used.  The responsibility for procurement was given to GOSL/RLAF under a Letter of Agreement. RSLAF would utilize the UNDP-prepared procurement documentation including received bids to proceed with the procurement of bulk water storage tanks for Murray Town and Wilberforce barracks.

The UNDP selected supplier, IPCS, requested the MoD to submit a request for a NPPA duty-free waiver to guarantee that the price offered to GoSl would be the same as the duty-free price offered to the UN organization. MoD’s waiver for the procurement of tanks was rapidly cleared by NPPA and IPCS was formally awarded contract with the MoD for the supply and installation of four (04) bulk water storage tanks.
By June 2011 the two bulk water storage tanks at Murray Town barracks were completed on site and the two bulk water tanks at Wilberforce barracks.were completed in September 2011
4. Construction of borehole wells and supply and installation of submersible pumps

The contractor for the drilling of the borehole wells and supply and installation of submersible pumps was tendered twice by UNDP in 2009, both times resulting in only two bids offers with a discrepancy in price between the two in excess of US$ 300,000; thus making it impossible to request a waiver of competitive process from ACP. Under the LoA the MoD contracted the contract for US$ 99,535 which was above the budgeted amount.  

The construction of the boreholes was completed in September 2011.
5. The procurement of pipes and plumbing accessories
Supply of pipes and accessories for Wilberforce and Murray Town barrack arrived in November 2009 for the construction of the reticulation systems. 
6. Procurement of Mercedes Benz Water Bowser truck and Septic tank emptier

The Mercedes-Benz water Bowser, and a septic tank emptier were deployed in December 2009. The water Bowser has provided improved access to water in the military barracks while the new water system was being constructed for improved supply of safe drinking water. The septic tank emptier is utilized for improved sewage disposal in the barracks.
Expected Outcome 2 and Result B
Adequate sanitary facilities

An analysis of the Knowledge Attitude and Practice (KAP) survey on household water and sanitation survey was conducted. The survey provides good insights into the situation of Goderich, Murray Town and Wilberforce barracks. Based on this survey the MoD designed a hygiene sensitization campaign in the barracks 

Expected Outcome 3 and Result C:

Improved medical health facilities within the barracks
Africana Construction, Leone Construction and Bullom Construction were each awarded contracts to build one of the three Medical Inspection Rooms (MIRs).

All three Medical Inspection Rooms were completed and equipped in a timely manner. Physical constructions began in November 2008 and were completed in September 2009. Equipment and drugs was supplied during the second half of 2009. The units became operational in December 2009. 
The new units have provided a tremendous improvement in access to medical and health facilities within the barracks, and it has helped to reinstate the physical state/structure of the Community Health Centres / Medical Inspection Rooms.


 Implementation Constraints and Solutions
It was well known that the project had an inherent risk of delays due to the complexity of tendering and contracting to the private sector. 
The complexity of procurement hampered project implementation. Hence government suggested that the MoD/RSLAF could undertake many of the tasks rather than private companies, and that the tendering and contracting could be carried out through the Government procurement system. This new approach, which was endorsed by the PBF National Steering Committee in November 2009, proved successful.  
An underestimation of tasks in relation to design - technical specifications and BoQ’s relating to outstanding procurements created difficulties throughout the life of the project.  Careful monitoring of procurement and financial processes is critical effective and efficient coordination mechanisms that included stakeholders at all levels, such as the weekly Project Steering Committee meetings, would have helped to overcome many of the implementation problems

	
	Performance Indicators
	Indicator Baselines
	Planned Indicator Targets
	Achieved Indicator Targets
	Reasons for Variance

(if any)
	Source of Verification
	Comments 
(if any)

	Outcome 1.  Enhanced stability and improved operational capacity of the armed forces.


	Output 1.1

Adequate, reliable and safe supply of drinking water
	Indicator  1.1.1
	Reduced incidences of water borne diseases
	2/3 of 12,000 inhabitants in the barracks population
	75%
	Shortfall in donor funding for the targeted communities
	· KAP survey
· Bi-weekly consultations meetings

· Clinic records


	Goderich barracks was not included in the final project implementation process after final assessment by PSC.

	
	Indicator 1.1.2
	Construction of gravity-fed water reticulation system
	Two (02) reticulation systems constructed at Murray Town and Wilberforce barracks respectively.
	Murray Town barracks Generator house completed, submersible pumps and a 45KVA generator installed;
Trenching for the laying of ductile iron pipe (main water supply lines) completed at Wilberforce and Murray Town;
Two (2) borehole wells completed at Murray Town barracks;
Four (4) Braithwaite bulk water storage tanks installed;
Pipes and plumbing accessories for Murray Town and Wilberforce barracks installed;
Standby power supply (2 x 500 KVA generator) for the Spur Road pumping station prepositioned.
	None 
	· Quarterly reports,

· Back to office field monitoring reports,

· Field testing
	

	
	Indicator 1.1.3
	Procurement of water Bowser truck. 
	One (01) water Bowser and one septic tank emptier procured and delivered
	Procurement and deployment of a Mercedes - Benz Water Bowser has increased the service delivery capacity of safe drinking water in the 3 barracks 
	None
	· Bill of laden 

· Delivery notes,

· Mo Defence Quarterly reports

· Back to office field monitoring reports


	The water Bowser will be used to fill up the water reticulation system if technical problems arise in the main supply, or at times of drought

	Output 1.2
Improved medical and health facilities within the barracks
	Indicator  1.2.1
	Construction of Medical Inspection Rooms and the provision of Medical Equipment at Goderich,
Murray Town and Wilberforce barracks
	Medical Inspection Rooms at Goderich, Murray Town and Wilberforce barracks constructed, fully furnished and medical equipments provided
	Construction, furnishing and equipping MIP rooms has reinstated the physical structures of the Health Centres
	None 
	· Request for procurement
· Bills of Quantities

· Field Monitoring Reports

· End of construction report

· Bill of laden for medical equipments
· Clinic records
	

	Output 1.3
Adequate sanitary facilities in 3 barracks

	Indicator  1.3.1
	Procurement of  septic tank emptier
	Septic tank emptier procured and delivered to service the 3 barracks
	The procurement and deployment of septic Tank emptier has increased the sewage service delivery capacity of the RSLAF;

	None 
	· Bill of laden 

· Delivery notes,

· Mo Defence Quarterly reports

· Back to office field monitoring reports


	The septic tank emptier is utilized to improve sanitary conditions in the Freetown garrison.
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� The term “programme’ is used for programmes, joint programmes and projects. 


� Priority Area for the Peacebuilding Fund; Sector for the UNDG ITF.


� The start date is the date of the first transfer of the funds from the MDTF Office as Administrative Agent. Transfer date is available on the � HYPERLINK "http://mdtf.undp.org/" �MDTF Office GATEWAY� (http://mdtf.undp.org).


� All activities for which a Participating Organization is responsible under an approved MDTF programme have been completed. Agencies to advise the MDTF Office. 
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