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8th  Six-month progress report for project

REPORT COVER PAGE
	Participating UN Organisation:
	
	Cluster:

	United Nations Development Programme
	
	E – Infrastructure Rehabilitation

(E4-07)


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

	Project No. 00038901 E4-07 

Rehabilitation of Unit Nos. 2 & 4 at Al Mosul Gas Power station
	
	Mosul, Ninewa Governorate 


	Reporting Period: 

	
	Report no:

	1 January to 30 June 2008
	
	8 for UNDG-ITF
7 for this specific project


	Counterpart organisations / implementing partners:
	
	Project cost:

	UNDP/Ministry of Electricity
	
	US$ 17,585,450


	Abbreviations and acronyms:
	
	Project Duration:

	MoE - (Ministry of Electricity)

HTC – (Hitachi Limited, Japan)

AVT – (Audio Video Teleconferencing system)
	
	20 months from late August 2004
Extension request until November 2008 granted ion April 2008


NARRATIVE REPORT FORMAT
I. Purpose
Provide the main objectives, outcomes, outputs of the programme/project
Objectives:

1. Electricity generating capacity, availability and reliability of Mosul GPS increased (Units No. 2 and 4).

2. The plant management and staff able to operate and maintain the units in accordance with international standards.

Outputs:

1. Gas units No. 2 and 4 at Mosul GPS rehabilitated with increased operational reliability. 

2. Set of selected, essential spare parts supplied to Mosul GPS, which will    be available in stock for emergency repairs and routine maintenance - in order to improve the reliability of generation.

3. Trained a substantial number of plant engineers, who will be able to operate and maintain the power plant for higher levels of performance and also in turn would be able to train other junior technical personnel (engineers and technicians).
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 Development Strategy, providing a reliable and efficiently run power system. The project complies with two of the strategy objectives, namely to improve generating capacity and to maximise training of MoE staff in the sector.

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 capacity enhanced.
-Technical and management capacity enhanced
-Power plant equipped with sufficient spare parts and Operation /  Maintenance Manuals and drawings for ready reference in efficient operation and maintenance.
Indicate the main implementing partners, their roles and responsibilities, and their interaction with the Agency
The project has been implemented through the engagement of Hitachi Ltd as international partner and the Ministry of Electricity (MoE) as national partner. The project was signed on a turn-key basis with Hitachi Ltd (HTC). Project supervision and technical management will be performed by HTC. Implementation of site works will be carried out by a local (Iraqi) subcontractor hired by Hitachi. Overall project liaison with Ministry of Electricity, and monitoring the pace of project implementation, will remain in the hands of UNDP. Monitoring of the site works was  carried out by UNDP’s International Project Manager, supported by MoE site personnel, by way of daily web camera conference and three party meetings at different intervals in Amman.
II. Human Resources 
National Staff: Provide details on the number and type (operation/programme) 
None.
International Staff: Provide details on the number and type (operation/programme)

One (1) shared with Taji GPS rehabilitation projects Supervised from Amman Office.
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 Mosul, local company was hired as sub contractors chosen by Hitachi, agreed by UNDP to carry out rehabilitation works at site.

Four engineers were trained in Japan who in turn carried out the plant assessment assignment which helped in quantifying material and services. One technical adviser (Iraqi) was also trained with the specific duties for supervision at site which lead to successful rehabilitation works. The local workers hired by the sub-contractor were also provided on the job training while at work. Additionally on the request of the manager of Mosul GPS, training on Excitation System was provided in Amman to two engineers.
These trainings guaranteed the quality of the rehabilitation works but also ensured the readiness of the staffs of the power plants commitment for similar rehabilitation and maintenance works in the future. 
Provide details on the procurement procedures utilized and explain variances in standard procedures. 

Procurement is made through competitive process by the experienced UNDP -Iraq procurement office which has  demonstrated that performance over the last few years is a major asset on which this project has already built and from which it has benefited. 

In this case since Hitachi is the Original Equipment Supplier, a waiver was sought / approved by CAP and ACP from competitive bidding.
Provide details on the monitoring system(s) that are being used and how you identify and incorporate lessons learned into the ongoing programme/project.

When the implementation was going on, works were monitored regularly. A web camera system was installed both in the office of Hitachi in Amman and on the site of work. This facilitated day to day discussion and also the web camera could be taken to the precise point of work for close monitoring. This system was on throughout the working time of the day.  This ensured that the sub-contractors for rehabilitation works (electrical, mechanical, control etc.) comply with the instruction and acceptable procedures of works..

In addition, UNDP’s technical team are fully engaged in close monitoring throughout the implementation phase. 
The implementing agents are paid by UNDP based on predetermined milestones, which are independently verified by UNDP’s Project Manager 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.
At times progress is also confirmed by holding three party meetings in Amman which are attended by Hitachi, MoE/ Mosul and UNDP.
Report on any assessments, evaluations or studies undertaken.
Prior to the commencement of works on each individual unit, as per technical procedure, assessment of performance of the unit was carried out.
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.
-Rehabilitation of Unit No. 4 was conducted successfully on schedule.
- Rehabilitation works on Unit No.2 have also been completed and the unit is functional

-Works on unit number 2 had started on time, but the security situation deteriorated further and an overall delay in completion of the project of approximately 2 months is therefore expected. 
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.
As detailed in the following section, several financial obligations have been released, upon achieving milestones as per contract, paving the way towards financial closure.
Report on the key outputs achieved in the six month period including # and nature of the activities (inputs), % of completion and beneficiaries. 
Activities between 01.01.2007 to 30.06.2007

Unit No. 4

· Punch list items have been cleared. 

· The unit had developed some problems while in operation, which have been addressed. The unit has been energized.
· During a video conference, Mosul GPS highlighted the need for a new generator rotor, as the one in use has developed some serious defect. A list of consumables has also been provided.
· Unit No. 4 has completed the Defect Liability Period.

· UNDP has arranged transportation of old rotor for repairs in Japan. Hitachi has agreed to do the repair work without any cost to UNDP.
Unit No. 2

· Re-assembly of the unit was completed.

· Pre-commissioning tests were completed.
· Unit was run for 72 hours for reliability test.

· Finally the unit was energized and is running.
· Management of Mosul had indicated some defects which have been addressed. Since the unit is still under warranty period, the defect liability rests with Hitachi for the contractual portion of the work.

· A substantial completion certificate was issued after energizing the unit. Payment has been released for issuance of certificate of substantial completion.
· During discussions, Mosul have expressed satisfaction upon works and the unit is running as per requirement of the grid system

Training of Iraqi engineers in Japan, and one technical advisor from a sub-contractor to Hitachi, proved to be an important step in completing the job successfully.
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.
Geographical isolation, coupled with difficult security conditions, make communication and planning on this complex project extremely difficult. HTC has employed a technically capable contractor in Iraq and has opened a representative office in Amman. UNDP-Iraq has carried out the supervision and monitoring / project management on regular basis through its international project manager / technical advisor, located in Amman..

UNDP-Iraq has been successful in facilitating communication between HTC and the Iraqi MoE. UNDP-Iraq frequently convenes meetings and bi/tripartite discussions (sometimes by means of satellite audio visual equipment). Communication via reliable VSAT equipment is imperative and should have been installed earlier on in this project. 

The deteriorating security situation has been a serious hurdle for the implementation of the project.  The initial implementation modalities, which were planned during the preparation stage of the project in the latter part of 2003, are no longer valid under the current situation. New implementation modalities were adopted where MoE engineers played a larger role in overseeing the installation works. All the achievements of milestones were confirmed by the station engineers.
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 station management. This arrangement allowed UNDP to assess the local institutions’ capacities for project implementation as well as to support its counterparts in identifying their major priorities.

These de-facto partnerships with beneficiaries and contractors are flexible and efficient operational modalities in Iraq’s difficult conflict environment.

Close collaboration with beneficiaries and contractor allowed for a revised implementation strategy to take account of the concerns of all, adapting optimally to the security situation, the bottlenecks of world markets and the beneficiaries limited room for shutting down the power station.
Key Partnerships:   MoE, GDEP and HTC

Inter-Agency Collaboration: Limited inter-agency collaboration due to the very specialized nature of the works

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.  
So far the cooperation extended by MoE / Station staff is exemplary. The workers of the contractor are also displaying a great sense of responsibility under the critical security situation. Thereby a good deal of learning by doing is achieved. This project has been helpful in providing work opportunities to skilled and unskilled people through out its implementation stage. Depending upon the pace and quantum of works at different stage 40- 50 people (Iraqi) both skilled, and semi skilled were employed.
V. Future Work Plan  
Summarize the projected activities up to the end of June 2008
-Transport and delivery of load coupling
-Repair of rotor of Unit No. 4 to Hitachi Japan for repair by Hitachi (Delivery is expected for August)
-Final report in preparation of financial closure
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