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Ninth Six-month progress report for project
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	Reporting Period: 

	
	Project Budget: 


	1 July – 31 December 2008 
	
	US$ 17,585,450


	List Implementing Partners:
	
	Geographic Coverage/Scope:

	· Participating UN Organizations: UNDP
· Other International Organizations

· National (government, private, NGOs & others): Hitachi Limited Japan, Ministry of Electricity

	
	Ninewa Governorate, Mosul
Coverage area national as part of national grid


	Abbreviations and Acronyms:

AVT: Audio video teleconferencing system
	
	Project Status: Duration/ Timeline Extension/Closed Project:

	GDEP:  General Directorate Electricity Production
GPS: Gas Power Station

HTC: Hitachi Limited, Japan 

MoE; Ministry of Electricity

MW: Mega Watt
	
	· Original programme/project duration: 24 months till 16 April 2006.

· Timeline extended till December 2008.

· Operationally closed December 2008. 


NARRATIVE REPORT FORMAT

I. Purpose

a.
  Objectives:

1. The generating capacity, availability and reliability of Mosul GPS increased (Units Number 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 Number 2 and 4 at Mosul Gas Power Station rehabilitated with increased operational reliability. 

2. Selected essential spare parts supplied to Mosul Gas Power Station, 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 in turn train other junior technical personnel (engineers and technicians).

b.
 Relevance 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 for efficient operation, management and maintenance of an electric network with increased availability to the population through rehabilitation of the grid and overall electricity generation capacity. This sector further elaborates that 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 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.

UN Millennium Development Goals (MDG): MDG 7 Target D: by 2020, to have achieved significant improvement in the lives of at least 100 million slum dwellers. 

Iraq National Development Strategy: The rehabilitation of Mosul GPS is based on Pillar 2 10 that prioritizes increasing electricity generation and distribution to meet current and projected needs. Within the document it is acknowledged that there is a shortage caused by numerous problems such as sabotage, looting, lack of security for workers, lack of training and obsolete technologies. It is also acknowledged that Baghdad accounts for over 40% of the Iraqi power load. 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 rehabilitation of Units to generate electricity at Mosul Gas Power Plant 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 Mosul Gas Power Plant links directly into these actions which are activities within the larger UNDP infrastructure projects. 

II. Human Resources 

a.
National Staff & Consultants:  None.

b.
International Staff:  One (1) Technical Engineer shared with Taji GPS Rehabilitation Project.
III. Methods of Operating

a.
  Implementation mechanisms primarily utilized  
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, a local company was hired as sub contractors selected by Hitachi - and agreed by UNDP - to carry out rehabilitation works at site.

Nine (9) engineers were trained in Japan who in turn carried out the plant assessment assignment which assisted in quantifying material and services. One Technical Adviser (Iraqi) was trained in the specific duties for supervision at site which lead to successful rehabilitation works. The local workers hired by the sub-contractor were provided on the job training while at work. Additionally at the request of the Manager of Mosul GP, training on Excitation System was provided in Amman to two engineers.

These trainings guaranteed quality rehabilitation works and   readiness of the power plant staff to undertake similar rehabilitation and maintenance work in the future. 

b.
  Procurement procedures utilized    

Procurement is  undertaken through a competitive process by the experienced UNDP-Iraq Procurement Office which follows agency procurement procedures. The UN–Iraq Office has demonstrated  its performance over the last few years and was a major asset on which this project has capitalized and benefited. 

In this project Hitachi was the original equipment supplier, therefore, a waiver was sought / approved by CAP and ACP from competitive bidding.

c.
  Details on the monitoring system(s)  
When  implementation was on-going, 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 active throughout the working time of the day.  This ensured that the sub-contractors for rehabilitation works complied with the instruction and acceptable procedures of electrical, mechanical, control and other works.

In addition, UNDP’s technical team were fully engaged in closely 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 detailed weekly and monthly progress reports with progressive photographs of before, during and after the works, etc.

Progress was also confirmed by UNDP facilitating the holding of  tri-party meetings in Amman   attended by Hitachi, MoE/ Mosul and UNDP.

d.
Assessments, evaluations or studies undertaken     
Initially unit specific technical assessment was carried out with the help of trained staff. This assessment was further discussed with MoE and plant engineers to fully evaluate the condition of the units based on the operational and maintenance experience. This had helped in finalizing the scope of works and essential spare parts required for implementating the rehabilitation project. During the implementation phase, before start of work on each of the two turbine units, as a matter of technical procedure, assessment of performance of the Unit was carried out. At the end of repair, evaluation was done and Certificates of Completion issued. Post monitoring evaluation of Units 2 and 4 continue until March 2009 within the next reporting period. 

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  for 22.3% out of 11,198 families represented in ten (10) Governorates.

IV. Results 

a.   Key outputs achieved in the six month period  
1.1 Unit Number 4 100% complete:

· Final completion certificates for Unit Number 4 has been issued; 

· According to  provisions of the contract, upon completion of the defect liability period and issuance of certificate of final completion, performance guarantees have also been released;

· Hitachi has delivered load coupling to Mosul;

· Rotor of Unit Number 4  transported to Japan and returned.
1.1 Unit Number 2 100% complete:

· Final completion certificates for Unit Number 2 has been issued; 

· According to provisions of the contract, upon completion of defect liability period and issuance of certificate of final completion, performance guarantees have also been released;

2.1 Spare parts and 105 tons of equipment have arrived at the site for emergency repairs and routine maintenance, in order to sustain the increased power generation. 100% complete.

2.2 MoE requested additional essential spare parts after completion of UNDP procedure for procurement.  These additional spare parts were ordered with delivery during this reporting period. 100% complete.

All drawings, manuals and test certificates issued. 100% complete.

3.1 Nine (9) Mosul site engineers have undergone extensive training at the manufacturer’s facility in Japan. One (1) Iraqi Technical Adviser trained in Japan increasing national capacity for rehabilitation and commissioning. Fifty (50) un-skilled/ semi-skilled workers were provided with “on the job” training. Three (3) Engineers were trained in Amman on commissioning of Units. Forty (40) to fifty (50) persons were provided employment during rehabilitation commissioning works. 100% complete.

This Project is currently in operational closure phase with regular post commissioning monitoring and final reports being prepared.  90% complete.
b.  Progress made toward the achievement of specific medium-term outcomes  
Rehabilitation of Unit Number 4 was conducted successfully on schedule and the Unit was energized during this reporting period and satisfactorily running at 15 MW due to low gas pressure with capability of generating 19 MW.

Rehabilitation works on Unit Number 2 has been completed and the Unit was energized during this reporting period and satisfactorily running at 15 MW due to low gas pressure with capability of generating 19 MW.

Further, as a result of detailed discussions with the engineers at Mosul, it was learned that the loading of the two Units is kept low as a precaution  for reasons of aging of the Units and the fact that the surrounding area of the Gas Turbine Power Plant had been subjected to heavy bombing, as a result of which heavy vibrations were experienced on the turbine foundations.

The rotor for Unit Number 4 was shipped to Hitachi Japan in order to reap optimal benefits of rehabilitation in October 2008 and arrived back at Mosul Gas Power Plant in December 2008.

Most financial obligations have been released, upon achieving milestones as per contract, paving the way towards operational and financial closure.

After completion of the defect liability period, final completion certificate for the project has been issued and financial obligation releasing 5% retention. Additionally, the release of performance security has been completed.
c.   constraints and actions taken to mitigate future delays and lessons learned in the process.
Geographical isolation, coupled with difficult security conditions, made communications and planning on this complex project extremely difficult. HTC have employed a technically capable contractor in Iraq and have 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 facilitated communication between HTC and the Iraqi MoE. UNDP-Iraq frequently convened meetings and bi/tripartite discussions (sometimes by means of satellite audio visual equipment). Communication via reliable VSAT equipment has been 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 original 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 introduced where MoE engineers played a larger role in overseeing the installation of works.

d.   Key partnerships and collaborations    
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 and succeed in the required interventions at the power plant. 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. New implementation modalities were adopted where the MoE engineers played a larger role in overseeing the installation of work which has built capacity for future sustainability.

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 needs of the Iraqi people.

Key Partnerships:   MoE, and HITACHI LTD.

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

e. Cross cutting issues: security, gender, human rights, employment and environment.  
Direct beneficiaries: Since the station is connected to National Grid System as such, the entire population of Iraq would have benefited by the additional Mega Watts. In particular, about 80,000 to 100,000 inhabitants residing in northern Iraq would have benefited if run in isolation.

The cooperation extended by MoE / Station staff is exemplary. The workers of the contractor have displayed a sense of great responsibility under the critical security situation. Thereby a good deal of learning by doing has been achieved.

This project has been helpful in providing jobs to skilled and unskilled Iraqi’s throughout its implementation stage. Depending upon the pace and quantity of works at different stages forty (40)-fifty (50) people both skilled, and semi skilled were employed.

V. Future Work Plan  
- Completion of post commissioning monitoring;

- Final report submitted; 

- Financial closure.

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 To respond to the immediate humanitarian needs of the war-affected Iraqi people by ensuring the supply of

reliable and safe electricity to permit operation of essential humanitarian services including water supply, hospitals, schools,
sewage treatment plants and other community services.


	IP Output 1.1

Units 2 and 4 at Mosul Gas Power Station rehabilitated with increased operational

reliability. 


	Indicator  1.1.1

1.1.1 Implementation of scheduled rehabilitation works of Turbine Units No. 2 and 4.


	Unit 2 

Out of operation.

Unit 4

Poor condition limited output.


	30 MW of electricity becomes available.

Reduce further deterioration of units.
	Unit 2 and Unit 4 running at 15 MW each due to low gas pressure with capability of generating 19 MW

Producing 30 MW


	Careful verification was conducted by UNDP engineers in close co-operation with Mosul GPS engineering staff through daily web camera meetings and tri- party meetings in Amman,   attended by representatives from MoE-Mosul, Hitachi and UNDP

The programmes were planned in the framework of a Gantt chart. Every stage was defined with time periods for its implementation and monitoring in order to track possible risks of delays and avoid or mitigate these to the extent possible in order to meet the time frame allocated. In some cases,  activities were initiated earlier than planned in time in order to make up for the lost time on other activities.

The ongoing monitoring of work progress, risk log, and rescheduling as needed was achieved through tri-party meetings held during and after the completion of rehabilitation works. The last meeting was held on 14th-15th. January 2008. The achievement of objectives has been verified. Meeting records in respect to changes in activity scheduling exist. Regular contacts have being maintained by telephone – e-mail to confirm the latest operating status of the units.

Technical Tests Included: 

AVR dynamic characteristic and synchronization test;

Load operation test;

Reliability test;

Certificate of Final Completion.


	It has been confirmed by the manager of Mosul Power Plant that the instruments are indicating what is being generated by the unit (approx.30 - 36 MW) to the national grid system.
With daily real time monitoring through web cameras and VSAT,   it was possible to continue work with minimum delays.

Timely arrangement for waiver of customs letters and monitoring the security situation while the cargo was on its way to the station by road was an uphill task, which was achieved through constant liaison with the ground staff.

Nomination of engineers from MoE, was the first step of the training process which has a time constraint also. This could be achieved by constant follow-up by UN Staff. 

Later arranging visas and training programme to suit the requirement needed in depth study of the situation which was possible with the remarkable help of MoE and Hitachi.



	IP Outcome 2 The generating capacity, availability and reliability of Mosul Gas Power Station (Turbine Units No.2 and 4) restored. 


	
	
	
	
	

	IP Output 2.1

Set of selected, essential spare parts supplied to Mosul Gas Power Station for emergency repairs and routine maintenance, in order to sustain the increased generation.

	Indicator  2.1.1

Provision of specified spare parts and relevant rectification of selected components coming from disassembled units.


	Lack of spare parts and severely deteriorated condition of plant.
	Spare parts available

Plant staff trained
	Delivery of 104 Tons of spare parts and equipment.

Repair of one damaged rotor at Hitachi works in Japan as additional work without cost to the project.

Twelve site engineers from Taji and Mosul trained as trainers in Japan;

One Iraqi technical advisor trained in Japan, increasing national capacity for rehabilitation and commissioning;


	Careful verification was conducted by UNDP engineers in close co-operation with Mosul GPS engineering staff through daily web camera meetings and tri-party meetings in Amman,  attended by representatives from MoE-Mosul, Hitachi and UNDP

The programmes were planned in the framework of a Gantt chart. Every stage was defined with time periods for its implementation and monitoring in order to track possible risks of delays and avoid or mitigate these to the extent possible in order to meet the time frame allocated. In some cases the activities were initiated earlier than planned in time in order to make up for the lost time on other activities.

The ongoing monitoring of work progress, risk log, and rescheduling as needed was achieved through three party meetings held during and after the completion of rehabilitation works. The last meeting was held on 14th-15th. January 2008. The achievement of objectives has been verified. Meeting records in respect to changes in activity scheduling exist. Regular contacts have being maintained by telephone – e-mail to confirm the latest operating status of the units.


	

	IP Outcome 3 Plant personnel trained in accordance with international standards.

	
	
	
	
	

	IP Output 3.1 

A substantial number of trained 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).
	3.1.1 Implementation of the relevant training process carried out both at site and at the

Manufacturer’s workshop.
	Capacity needed to conduct repair and maintenance
	Ability of the plant staff to undertake the repair and mainten-ance works in accordance to approved work plans
	An adequate number of trained staffs have become available by provision of training in Japan and on the job training. Thus, the plant management and staff are capable of operating and maintaining the units in accordance with international standards Maintenance manuals, drawings and CDs provided by Hitachi under this project have proved to be extremely useful for the ongoing O & M requirements Besides attending daily web meeting with Hitachi, UNDP from Amman and the site engineer of Hitachi have enhanced the know-how and the skills of the plant engineers to a substantial degree.


	Careful verification was conducted by UNDP engineers in close co-operation with Mosul GPS engineering staff through daily web camera meetings and  tri-party meetings in Amman,  attended by representatives from MoE-Mosul, Hitachi and UNDP

The programmes were planned in the framework of a Gantt chart. Every stage was defined with time periods for its implementation and monitoring in order to track possible risks of delays and avoid or mitigate these to the extent possible in order to meet the time frame allocated. In some cases the activities were initiated earlier than planned in time in order to make up for the lost time on other activities.

The ongoing monitoring of work progress, risk log, and rescheduling as needed was achieved through three party meetings held during and after the completion of rehabilitation works. The last meeting was held on 14th-15th. January 2008. The achievement of objectives has been verified. Meeting records in respect to changes in activity scheduling exist. Regular contacts have being maintained by telephone – e-mail to confirm the latest operating status of the units.
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