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8th  Six-month progress report for project

REPORT COVER PAGE

	Participating UN Organization:
	
	Cluster:

	UNDP
	
	E – Infrastructure Rehabilitation (E-02)


	Project No. and Project Title:
	
	Report Number: 

	Project No. 00038440 – E4-02

Rehabilitation of National Dispatch Centre, Stage 2
	
	8 for this specific project

8 for UNDG-ITF


	Reporting Period: 

	
	Project Budget [and revision if applicable]:

	1 January to 30 June 2008  
	
	$ 11,947,978


	List Implementing Partners:
	
	Geographic Coverage/Scope:

	· UNDP
· Ministry of Electricity

	
	National Dispatch Centre in Baghdad and Substations in 13 Governorates



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

	NDC 2: National Dispatch Centre, Stage 2 
	
	2.5 years  from July 2004 
Extension request until December 2008 granted 



NARRATIVE REPORT FORMAT

I. Purpose

Provide the main objectives, outcomes, outputs of the programme/project

Main Objective: 

Enhanced adaptability to remote control and monitoring of major power generation plants and 400 kV substations as well as 132kV tie-line substations, enabling their efficient and effective interaction with the NDC for reliable power management over the national electricity grid. 

Output:

Installed state-of-the-art RTU’s with associated peripherals at 19 major power plants, all existing 400 kV and 132kV tie-line substations.

Explain how the programme/project is relevant to the following benchmarks:

· UN Assistance Strategy for Iraq, 

· UN Millennium Development Goals, 

· Joint Needs Assessment , 

· Iraqi National Development Strategy 

The project is in line with UNDG’s Needs Assessment, identifying the need to ensure reliable power supply to vital humanitarian sectors as high priority.

Indicate the main implementing partners, their roles and responsibilities, and their interaction with the Agency.
The following parties have been/are being involved in the project implementation:

· UNDP is facilitating the project and providing International Technical Advisors, a National Project Engineer and a National Database specialist

· International Implementing Contractor

· International Consultant as Owner’s Engineer

· Local subcontractor of the International Implementation Contractor for installation

· Local subcontractor of International Consultant as Site Supervisor

ME engineers have been trained in the maintenance of the equipment and systems being provided. Software training and database population training has been included.

II. Human Resources 

National Staff & Consultants: Provide details on the number and type (operation/programme): 
1 National Project Engineer and 1 National Database specialist
International Staff: Provide details on the number and type (operation/programme): 
1 International Technical Advisor

III. Methods of Operating

Summarize the implementation mechanisms primarily utilized and how they are adapted to achieve maximum impact given the challenging operating context.

Due to the prevailing security situation and restrictions placed on the movement of UN staff over the majority of Iraq, in addition to the unique security conditions in Basrah City, local contractors and team of engineers and architects were chosen to implement the project.
Provide details on the procurement procedures utilized and explain variances in standard procedures.
All procurement activities included in this project were implemented according to UNDP procurement rules and regulations.
Based on an agreement between UNDP and the Government of Japan for stage 1, preference was given to Japanese suppliers.  A pre-qualification notice was advertised in a Japanese newspaper on 13 February 2004. Six Japanese companies requested documents. At the deadline for submission of PQ documents on 8 March 2004, only three submissions were received from one Japanese and two non-Japanese companies who expressed their intention to link up with Japanese companies. All three companies complied with the pre-qualification requirement.  

Approval from the Government of Japan to issue bid documents to all three pre-qualified suppliers on equal terms was received in mid June 2004. During the bidding process, the only Japanese bidder withdrew from bidding due to worsening security situation in Iraq, leaving only two non-Japanese bidders. The prequalification notice had to be re-advertised to attract a minimum UNDP requirement of three competitive bidders

For stage 2, the funding approval through IRFFI was received in July 2004. Design engineering and bid document preparation applicable to Stage 2 was carried out as an integral part of stage 1, prior to funding approval.
Provide details on the monitoring system(s) that are being used and how you identify and incorporate lessons learned into the ongoing programme/project.

The implementation is ongoing and works are monitored regularly. This ensures that the sub-contractors for various technical works (electrical, plumbing, carpentry, masonry,  comply with the Bill of Quantities of the projects).

In addition, UNDP’s technical team is 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 Consultant upon receipt of payment request invoices from the contractor. Payments are subject to the progress of works and the submission of all supporting documentation by the contractor including monthly progress reports, before, during and after photographs of the works, etc.
Report on any assessments, evaluations or studies undertaken. 
As mentioned in the preceding sections, assessment and evaluation of the ongoing projects is a continuous process whereby quality and quantity of works are measured against the original project designs and Bill of Quantities. Any problems are reported by the independent monitoring consultant. Solutions would be promptly agreed by all parties and works brought back to track.

A final assessment and evaluation exercise will be undertaken upon completion of all works of the four priority projects.
IV. Results 

Provide a summary of programme/project progress in relation to planned outcomes and outputs; explain any variance in achieved versus planned outputs during the six month reporting period.

All equipment has been delivered to site, but installation was halted in late 2006 due to the failure of an upstream project (communication links) implemented independently by other actors. Installation progress had reached 86% and the system would only become fully operational in case communication links are established.

The Defects Liability Period expired on 14 July 2007 and the contractor was unable to complete software upgrading due to security issues near the NDC Baghdad site due.

A Certificate of Final Completion was issued after 14 July, with the provision that the software upgrading be completed by the end of 2008.

A project conference and workshop was held on 19 and 20 November 2007 bringing together stakeholders and interested parties with the purpose to identify constraints to project completion and to plan the way forward.  The conference and workshop resulted in exchange of knowledge and information sharing on other projects on which NDC depends and on future requirements.

UNDP provided assistance with a database population workshop. Database population reached an average of 70%

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.
See IV first paragraph above.
Report on the key outputs achieved in the six month period including # and nature of the activities (inputs), % of completion and beneficiaries.
See IV first paragraph above.
Explain, if relevant, delays in programme/project implementation, the nature of the constraints, lessons learned in the process and actions taken to mitigate future delays.
Security concerns continues to be a serious hurdle for the implementation of the project and delivery of goods to Baghdad and other Governorates.
Project completion has been prevented by missing communications links, uncompleted Regional Control Centres and their supporting infrastructure, the unavailability of Ministry staff trained within the project and the unavailability of other key Ministry staff. Lessons learned include: projects should be able to stand alone, and to the extent possible to be resilient to externalities having an adverse impact caused by other projects as far as possible; the Ministry should ensure that trained staff are available for the life of the project.

Due to the unavailability of communication links and uncompleted projects being implemented by others, outside of UNDP’s control, the NDC Stage 2 project Remote Terminal Units (RTU) connections and Regional Control Centre inputs to the National Dispatch Centre could not be completed. Main site works ceased due to lack of communication links and the poor security situation in late 2006. As ME had suffered delays in database population, UNDP supported database population activities during 2007. Slow responses from ME during late 2007 contributed to further delays.
List the key partnerships and collaborations, and explain how such relationships impact on the achievement of results. 
Participation of the Ministry of Electricity/NDC is being achieved on all levels of the project implementation, but the unavailability of Ministerial staffs trained by the project has had a significant impact on the data population for the project and will have a long-term impact on NDC operability.

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. 
Jobs were created for Iraqi engineers and technicians through sub-contractors. 
V. Future Work Plan  
Summarize the projected activities up to the end of June 2008 indicating any major adjustments in strategies, targets or key outcomes and outputs planned.

The project is expected to progress slowly due to the inadequate communications links and non-completion of projects by others.  UNDP has implemented data population software support and assistance for 2008, plus data population workshops and training in Amman, to continue while other works are held up.
UNDP is planning discussions with main stakeholders to find the most appropriate and cost effective solution to overcome delays in the implementation of external communications links, uncompleted Regional Control centers, and the partial availability of data for completion of the project.  The Ministry is implementing some new microwave communications links that could be used by NDC.  Future options may include completing the project as far as possible without connections to Regional Control Centers and initiating main NDC software functions without all RTUs being connected.
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