[image: image1.jpg]@ UNITED NATIONS
DEVELOPMENT GROUP
















[image: image2.png]



Ninth Six-month progress report for project

IRFFI/UNDG IRAQ TRUST FUND (UNDG ITF)

	Participating UN Organization:
United Nations Development Programme 
	
	Old Cluster: E

Infrastructure Rehabilitation

	
	
	New Sector: ERDSOT


	Project No. and Project Title:

E4-01

Emergency Supply of Equipment to Electricity Sector in Iraq and Support to Essential Humanitarian Services
	
	Report Number: 

ATLAS Project Number: 

UNDG 66978
UNDP Iraq 38907
ATLAS Award Number: 

UNDG 54978
UNDP Iraq 15721

	
	
	


	Reporting Period: 

	
	Project Budget :

US$ 11,999,140

	1 July – 31 December 2008 
	
	


	List Implementing Partners:
	
	Geographic Coverage/Scope:

	· Participating UN Organizations UNDP
· Other International Organizations

· National (government, private, NGOs & others) Ministry of Electricity

	
	Northern, Central & Southern 

parts of Iraq 


	Abbreviations and Acronyms:
	
	Project Status: Duration/ Timeline Extension/Closed Project:

	Ministry of Electricity (MoE) 
	
	· Original programme/project duration 12 months till July 2005.
· Timeline extended till December 2008. 

· Next Quarter Operational Closure. 


NARRATIVE REPORT FORMAT

I. Purpose

a.  Key Immediate Objectives:

· Key parts of the Iraqi national electricity grid continue to operate, thus ensuring the overall integrity of the grid.

· Essential humanitarian services in the central and upper south regions of Iraq continue to be provided to the population.

· The capacity of the MoE in providing basic technical training to its staff is restored.

Outputs:

· Urgently required equipment and spare parts installed in key parts of the national electricity grid. 

· The electrical facilities of essential humanitarian services operational and supported by sufficient backup generation capacity.

· Three MoE training centres refurbished and re-equipped and technical capacities of selected trainers enhanced. 

b.
Relevant to the following benchmarks: UN Assistance Strategy for Iraq, MDGs,  NDS and ICI  

UN Assistance Strategy for Iraq: UN Cluster 4 Infrastructure and Results Matrix Housing

There is an articulated need expressed for efficient operation, management and maintenance of an electricity network with increased availability to the population through rehabilitation of the grid and overall electricity generation capacity.  The Ministry of Electricity has the ability to increase capacity, repair and maintain power generation. The relevant excerpt from the 2006-2007 UN Assistance strategy for Iraq is as follows:

· UNCT Goal 2: Assist in the provision of basic services and promotion of community development and participation:

· Cluster Outcome 2.6: Rehabilitation and governance of infrastructure at local level.

· E3: Increased availability of electricity, particularly to rural and low income areas.

Programme outputs:

-Generation in specific need areas has capacity enhanced;
-Technical and management capacity enhanced;
-Coordination with other electricity projects to work in areas of greatest need.

UN Millennium Development Goals (MDG): MDG 7 Target 11 states that significant improvements of people living in slums who are not or partially connected to services like water, sanitation and electricity. This project also assists within MDG 4 and 5 to access health.

Iraq National Development Strategy: The Emergency Supply of Equipment to Electricity Sector in Iraq is based on Pillar 2 10 that prioritizes increasing electricity generation and distribution to meet current and projected needs. One of the planned goals on page 38 refers to two actions specific to this project which are 1) reconstruct power network, increase power generation and guarantee a continuous supply and 2) update power distribution.

The International Compact with Iraq (ICI): The Emergency of Supply of Equipment links into several components of the ICI. Section 4 Realising the Vision-the Socio-Economic Context in point 2; Revitalize the private sector particularly through the creation of an enabling environment; and point 3; Improve the quality of life starting with the provision of basic services. This is further elaborated in the section 4.5 Energy (Oil, Gas and Electricity) page 20-21.

4.5 Energy Goal is: “The Government will develop an energy sector that meets Iraq’s needs and maximizes the benefits of hydrocarbons for all Iraqis and reinforces national unity and institutions.” The   Government of Iraq will develop an Energy Master Plan on the basis of an Energy Balance…for the electricity sector; the Government will formulate a plan for least cost development of the power system…. The Emergency Supply links directly into activities within the larger UNDP infrastructure projects. 

II. Human Resources 

National Staff & Consultants:   
One Project Officer, Partial inputs from several electrical and mechanical engineers

International Staff:  
One Project Manager

III. Methods of Operating

a.  Summarize the implementation mechanisms primarily utilized and how they are adapted to maximum impact given the challenging operating context.  
· The project was executed under the UNDP DEX modality, which is based on the following requirements: Use of internationally recognized practices;
· Accountability for the effective use of UNDP resources through adequate financial reporting and the achievement of programme/project objectives;

· Adherence to UNDP programming regulations and rules (regular consultation and workshops held by the DEX unit with implementing partners).
The reason why UNDP has taken on the role of executing agent is particular. It is normally where:
· The situation calls for speed of delivery and decision-making;
· National authorities lack the capacity to carry out the project;
· Project could not be carried out by another UN agency;
· UNDP Country Office has adequate capacity to manage, report & achieve expected results; and
· The overall responsibility for formulation and management of project/programme with UNDP-Iraq Country Office.
· UNDP-Iraq has ensured in this particular project to: Identify partners including the MoE and Local Electricity Authorities (LEAs) & define roles and responsibilities in Iraq at the project localities and at UNDP Country Office level;
· Adapt Country Office structure as required, ensuring the adequate management and monitoring of the project;
· The adherence to well established administration procedures & operations systems (effective, efficient and transparent). In addition to the performance of annual audits;
· Based on the UNDP ATLAS project financial management and reporting system ensuring the accountability for the use of the project funds.

. 

b.  Provide details on the procurement procedures utilized and explain variances in standard procedures.  
.  
All UNDP rules & procedures have been applicable, based on the principles of:

· Competitive, transparency and best value for the money procurement;
· Procurement for activities have been foreseen and budgeted in the project document;
· A UNDP Project Manager has been responsible for operations and maintenance aspects of the procured items under the project, ensuring the longer-term sustainability.

As per UNDP’s Direct Execution modality (DEX) as described above, UNDP has been accountable for the attainment of the project objectives and has been responsible for the overall management. The project has been implemented in full coordination with the MoE and the LEAs.

c.  Provide details on the monitoring system(s) that are being used and how you identify and incorporate lessons learned into the ongoing programme/project.
All project activities have been monitored regularly by UNDP, and have met the global UNDP standards, the mandatory rules and regulations for reporting, financial controls and auditing procedures. In particular, procurement, both international and local, was subject to UNDP financial rules and regulations ensuring cost-effectiveness, transparency and competitiveness. This ensures that the sub-contractors for various technical works comply with the scope, work plan and Bills of Quantities as contracted.
In order to ensure continuous monitoring of the project activities on the ground, UNDP approached Iraqi consultant companies to provide consultancy services. In addition, UNDP international engineers work closely with engineers from the local authority and specialists, who were invited to Amman to identify needs as well as prepare specifications, Bill of Quantities and monitor inspection and delivery of received equipments. 
The UNDP technical team has been fully engaged in advising and guiding the contractors throughout the implementation phase. The implementing agents are paid by UNDP in arrears based on predetermined milestones, which are independently verified by UNDP’s Project Manager. Payments are subject to the progress of works and the submission of all supporting documentation by the contractor and independent consultants including monthly progress reports, and documentation of before, during and after.

d. Assessments, evaluations or studies undertaken relating to the project and how they were used in support of the project(s).
Results of Field Survey for Needs and Opinions of the Poor in Iraq by Khalid Hantoush Sachet (Sept 2008) identified that the need for electricity was the most requested need at 22.3% out of 11,198 families represented in ten (10) Governorates.

IV. Results 

a.  Report on the key outputs achieved in the six month period including number and nature of the activities (inputs), % of completion and beneficiaries. Please also fill the table in section VI on six monthly performance indicators assessment.
	Spare parts and equipment
	The last shipments of transformers were received and accepted in Baghdad. 162 small diesel generators installed in essential humanitarian facilities throughout Iraq, with a focus on the South. In Umm Qasr, major enhancements in the electricity distribution network have been realized.  
	% of planned
	100%

	Drawings, manuals and test certificates
	Several hand-over activities have been completed and the project will start operational closure.
	% of planned
	100%

	Training of Trainers
	Ten electrical engineers from six distribution directorates of the Ministry of Electricity have been trained in Jordan.  Training courses in Jordan and Egypt for more than 60 engineers of the Ministry of Electricity took place in July and August 2006. Two MoE Engineers participated in a study tour learning about tariff structures and smart metering systems.
	% of planned
	100%

	Pre-shipment inspection
	
	% of planned
	100%


b. Report on progress made toward the achievement of specific medium-term outcomes  of the programme/project as a result of the achieved short-term outputs during this reporting period and explain any variance in achieved versus planned outputs and outcomes during the six month reporting period. 
During this reporting period this project has moved into early operational closure. 
     This project has responded to urgently required equipment and spare parts need for electricity installed in key parts of the national electricity grid. This has included 440 transformers, 700 LV Boards and 2,700 molded case circuit breakers urgently supplied to the Ministry of Electricity in Baghdad and Basrah. In Umm Qasr the electricity network was rehabilitated with 11 kV cabling provided. Additionally in Safwan the electricity network was partially rehabilitated with the Ministry of Electricity in Basrah to complete the work. 

The electrical facilities of essential humanitarian services were provided through a process of assessing and prioritizing the needs for generators and repair works in approximately 50 locations.  One hundred sixty two (162) diesel generator sets of various sizes were delivered, installed and commissioned to critical locations with an emphasis on hospitals, health centres and water pumping stations in central, northern and southern Iraq. This included diesel generators being rehabilitated at Al-Karama Water Treatment Plant in Baghdad.
The restoration of the capacity of the MoE in providing basic technical training to its staff had a change of scope because the Coalition Provisional Authority (under USA Administration) decided to implement it unilaterally. However, several successful actions occurred including two (2) MoE engineers participating in a study tour to South Africa. A Project Office dedicated to training of MoE engineers on electrical system studies and establishing Global Information Systems (GIS) was set up in Amman, Jordan.  This office trained 61 Ministry of Electricity staff with a focus on maintenance, installation and repair. Training programmes included:

Economic planning in operation of electric power systems (11 participants)

Improvement of distribution grids (13 participants)

Instrumentation and control maintenance for thermal power stations (12 participants)

Mechanical maintenance for thermal power stations (10 participants)

Welding technology (9 participants)

Cable jointing for 33 kV (11 participants)

The training facility in Amman was temporarily equipped with IT equipment that has subsequently been sent on to Baghdad.  The preparation, organization, and implementation of training programmes were conducted by UNDP international engineers. 

The primary beneficiary has been the MoE. The public and private sectors as well as the population at large have been secondary beneficiaries.

c. Explain, if relevant, delays in programme/project implementation, the nature of the constraints and actions taken to mitigate future delays and lessons learned in the process.
Some issues arose from externalities beyond the scope of UNDP, and could not be predicted, but only mitigating measure could be taken in respect to:

· The security situation deteriorated during the implementation of the project. This resulted in delays in project implementation though these delays were kept to a minimum. Because of the security situation, equipment that was procured was unloaded in Jordan, which resulted in increased transportation costs.  Additionally, these difficulties caused delays in delivering some of the equipment in Iraq. The fluctuating security situation in Iraq caused delays and increases in transportation costs and insurance premiums at approx. 2.5 % of the value of goods transported.
· The security of personnel and equipment during the project implementation remained a major concern and additional security measures were implemented. The above mentioned security issues have resulted in an amount of approx. USD $500,000 as additional financial burden on the available budget and reduced the amount available for training activities.

· Continuous change of key staff in MoE was  the main constraint causing delays in decision making and policies at the MoE level, reflecting adversely on UNDPs ability to manage the project in line with initial planning. 

· A major re-profiling took place in the structure of the Commission (now Ministry) of Electricity – UNDP’s main counterpart in this project – that resulted in delays in arriving at consensus on certain issues.  This resulted in unanticipated delays for some of the project’s activities.  
Mitigation Related Activities During the Project Implementation Period

Discussions concerning MoE’s suggestion to change the scope of work for the rehabilitation of the training centre to avoid duplication in the provision of training centres.
From the work on this project there have been several lessons learned in finding ways to monitor the quality of the work especially in light of the implementation constraints: Of these, three lessons that have been integrated into the work include:
· The use of teleconferencing, VC, etc for communications if site visits are restricted due to security situation as this can be used creatively to monitor work and conduct tele meetings with others in different locations. 

· The importance of maintaining close relations with counterparts to be on top of issues as they emerge and the need for a consistent reporting system.

· The need to maintain close contacts with local business associates to forecast and predict forthcoming events and changes. 

d. List the key partnerships and collaborations, and explain how such relationships impact on the achievement of results. 
As a consequence of the restrictions placed on the movement of UN staff in Iraq, UNDP Iraq sought other ways to overcome the situation on the ground in order to reach the target populations of its interventions. Hence, a strong partnership was developed with line ministries and management of the facilities. 

These de-facto partnerships with beneficiaries and contractors functioned under a flexible and efficient operational modality in Iraq’s difficult conflict ridden environment.

Inter-Agency Collaboration: There has been limited inter-agency collaboration due to the very specialized nature of the works.

e. Summarize achievements against planned results for cross cutting issues: security, gender, human rights, employment (including # of short and/or long-term jobs created), and environment.  
The prioritization process identified facilities providing essential basic services to the population who were working in difficult circumstances. The project provided these facilities with adequate, sustainable power supply, allowing them to operate and alleviate the exposure to hardships endured by the Iraqi population.

In particular, water-pumping stations and hospitals/primary health care centres were supplied with adequate back-up power and remained energized during the 2004 and 2005 summer peaks despite continued load shedding on the Iraqi electricity grid. The provision of electricity in health care has assisted in saving lives and assisted persons in accessing the right to health and water which are Millennium Development Goals. Women tend to be collectors of water and this project has provided women with safer access, reduced exposure during a dangerous time and hopefully lightened  the load of women living in these prioritized areas.
The beneficiary population who benefitted through improved access to potable drinking water and health care services is estimated at 1.25 million inhabitants of Iraq.
The hospitals/primary health care centres which benefitted from the diesel generator sets  provided health care services to an estimated 3,000 patients daily or an estimated 90,000 patients per month.
V. Future Work Plan  
a. Summarize the projected activities up to the end of December 2009 indicating any major adjustments in strategies, targets or key outcomes and outputs planned.
- Operational Closure of the Project

-Financial Closure of the Project

- Final ITF and Technical Report Submission

VI. Six Monthly Performance Indicators Assessment

	
	Performance Indicators
	Indicator Baselines
	Planned Indicator Targets
	Achieved Indicator Targets
	Means of Verification
	Comments (if any)

	IP Outcome 1 Key parts of the Iraqi electricity national grid continue to operate, thus ensuring the overall integrity of the grid.

	IP Output 1.1

Urgently required equipment and spare parts installed in key parts of the national grid
	Indicator  1.1.1

Assessing and prioritizing the needs of equipment and spare parts;
	Basic assessment conducted identifying equipment and spare parts in Iraq for the Iraqi electricity grid
	Urgently required equipment procured and installed in approx 15 key electricity facilities.

	440 distribution transformers

700 Low Voltage (LV) Boards 

2700 Moulded Case Circuit Breaker (MCCBs) were delivered to MoE for urgent operation and maintenance works.
	Internationally procured items are delivered safely to implementation sites.

Periodic progress reports

Feedback from counterparts

Final assessment, evaluation and technical acceptance reports of UNDP designated consultant on the ground
	

	
	Indicator 1.1.2

Procuring and delivering the identified priority equipment and parts;
	No priority equipments and parts available  and identified prior to procurement
	50 DG Sets procured and installed in selected essential humanitarian facilities. 


	162 DG sets from various sizes have been directed to key facilities, hospitals/health centres and water-pumping stations  in central, northern and southern Iraq
	Internationally procured items are delivered safely to implementation sites.

Periodic progress reports

Feedback from counterparts

Pictures documenting locations

Final assessment, evaluation and technical acceptance reports of UNDP designated consultant on the ground
	

	
	Indicator 1.1.3
Undertaking the necessary repair works and replacements;
	No repair and replacement works had been undertaken previously. 
	440 distribution transformers were delivered to MoE for urgent operation and maintenance works as well as:

700 Low Voltage (LV) Boards 

2700 Moulded Case Circuit Breaker (MCCBs) were delivered 


	Urgent repairs, maintenance and replacement works were conducted by MoE in various locations in Iraq.


	Periodic progress reports

Feedback from counterparts

Final assessment, evaluation and technical acceptance reports of UNDP designated consultant on the ground

	

	IP Outcome 2 Essential humanitarian services in the central and upper south regions of Iraq continue to provide services to the population

	IP Output 2.1

The electrical facilities of essential humanitarian services operational and supported by sufficient backup generation capacity. 


	Indicator  2.1.1

Assessing and prioritizing the needs of generators, ancillary items and repair;
	Basic assessment had been made identifying necessary repair works and replace-ments by MoE.
	Comprehen-sive assessment conducted by UNDP designated consultant in cooperation with MoE, MoH, Baghdad Water Authority
	Supply of DG sets by UNDP, urgent repairs, maintenance and replacement works were conducted by UNDP contractors and MoE in various locations in Iraq.


	Internationally procured items are delivered safely to implementation sites.


	

	
	Indicator  2.1.2

Procuring, delivering, installing and commissioning the generators; 


	No generator procurement plans existed for procurement, installation and commissioning, 
	162 D sets delivered, installed and commissioned
	Key facilities, in priority hospitals/health centres and water-pumping stations ensure uninterrupted services. 


	Production increased by additional 10 MGD of potable water- enough to reach the 1,000,000 residents on the Karkh side of Baghdad, 

The reliability and long-term operation of the whole of Karama water treatment plant is improved by 40%.
	

	
	Indicator 2.1.3

Undertaking the necessary repair works;
	Basic assessment of required necessary works was conducted  by MoE
	Extended assessment of required and necessary works was conducted by UNDP consultant in cooperation with MoE, MoH, and BWA
	Urgent repairs, maintenance and replacement works were conducted by UNDP contractors/MoE in various locations in Iraq.


	Periodic progress reports

Feedback from counterparts

Periodic progress reports

Feedback from counterparts

Final assessment, evaluation and technical acceptance reports of UNDP designated consultant on the ground

	

	IP Outcome 3 The capacity of the MoE in providing basic technical training to its staff restored.

	IP Output 3.1

Three MoE training centers fully refurbished and re-equipped and the technical capacities of selected trainers enhanced.

	Indicator 3.1.1 Assessing the needs of the training centers and refurbish and reequip as needed;
	Basic need assessment for training centers and their refurbishment had been conducted previously by UNDP and MoE
	Extended assessment of required training needs was conducted by UNDP and MoE
	Two (2) MoE engineers participated in a study tour to South Africa 
CYMEDIST Software
 package for system simulation and analysis provided. 
 ArcGIS
 software was procured for establishing a geographic database of the Iraqi electricity system, together with the required computers, large format printers, large format scanners and consumables to establish the planning offices in each governorate 
	MoE able to conduct basic training programmes for its technical staff.


	The refurbishment of the training centres was never implemented because as the Coalition Provisional Authority (under USA Administration) decided to implement it unilaterally. UNDP was then requested to construct a new Training Centre in Basrah. Unfortunately, the idea was abandoned as the proposed site for the training was located in an unsuitable area for construction (a swamp area). 


	
	Indicator 3.1.2

Assessing the requirements for enhancing the capacities of selected trainers; 
	Lists of skills most needed provided by the MoE 
	Upon consultations and discussions the six most urgent training needs were selected and agreed with UNDP
	Economic planning and operation of electric power systems (11 trained)
 Improvement of distribution grids (13 trained)
Instrumentation and control maintenance for thermal power stations (12 trained)
Mechanical maintenance for thermal power stations (10 trained)
Welding technology (9 trained)
Cable jointing for 33kV(11 trained)
	61 Ministry of Electricity staff were trained in best practices relating to maintenance, installation and repair.


	

	
	Indicator 3.1.3

Provide refresher training courses for selected trainers.
	Not assessed by MoE
	
	
	
	Not implemented as logistical problems within the ministry restricting the availability of further trainees.










� CYMEDIST is a Primary Distribution System Analysis tool and a graphical user interface which can perform several type of analysis like: Load flow analysis; Fault calculations; Optimal capacitor placement and sizing; Load balancing; Load allocation/estimation; Switching Optimization; Reliability Analysis.


� The component procured was the � HYPERLINK "http://en.wikipedia.org/wiki/ArcInfo" \o "ArcInfo" �ArcInfo� application from the Environmental Systems Research Institute (ESRI) product series which allows users the most flexibility and control in "all aspects of data building, modelling, analysis, and map display." ArcInfo includes increased capability in the areas of spatial analysis, geo-processing, data management.
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