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	Country and Thematic Area

(when applicable)

Liberia (Monrovia Central Prison and Sanniquellie Central Prison)



	
	
	


	Programme No: PBF/EMER/12
MDTF Office Atlas No:00072107
Programme Title: Critical Intervention to Strengthen Corrections Facilities, Addressing Immediate Security Threats and Support the Rule of Law.

	
	Participating Organization(s): UNMIL-CAU, UNPOL and BCR-MOJ


	
	
	


	Implementing Partners: 

· National counterparts (government, private, NGOs & others) BCR-MOJ
· International Organizations, including NGOs UNMIL-CAU
	
	Programme Budget (from the Fund): US$1,015,026
For Joint Programme provide breakdown by UN Organization

UN Org UNPBF US$930,826:

UN Org UNMIL 29,000:

	
	
	MOJ GOL: 55,200

	Programme Duration (in months): Six Months intially
Start date
: September 2, 2009
End date: February 28, 2010
· Original end date February 28, 2010
· Revised end date, if applicable March 31, 2010
· Operational Closure Date
, if applicable: September 30, 2010, including six months liability period
Budget Revisions/Extensions:

List budget revisions and extensions, with approval dates, if applicable 


I. Purpose

· Provide the main outputs and outcomes/objectives of the programme. 

The main outputs are : 1) enhanced security and respect of the rule of law at corrections facilities around the country, 2) improved operations at Monrovia Central Prison, and Sanniquellie Central Prison, as the most at risk, 3) introduce a new 72-inmate capacity corrections facility at Sanniquellie town in order to meet needs for the BCR in Nimba, 4) improve professional capacity of Liberian correction officers, including reduction in absenteeism, and 5) establish the framework of secured facilities for national population control.
Furthermore, the project objectives focus on strengthening the BCR facilities and management through the supply of security equipment and suitable transport for prisoners and staff; Also, it focuses on the PSU of the LNP to be provided with necessary transport and uniforms in order to assist with prison perimeter security and strengthen the capacity for primary PSU duties; Additionally, 50 Corrections Officers to be identified and trained. 
Following the construction of the new prison in Sanniquellie, the old facility will be closed and the prisoners transferred as part of prison population management. 

· Explain how the Programme relates to the Strategic (UN) Planning Framework guiding the operations of the Fund.

                   The main objective of the Justice and Security Trust Fund (JSTF) is to support the strategic               

                   reconstruction and development of the Liberia National Police (LNP), the Bureau for   

                   Corrections and Rehabilitation (BCR), and the Bureau for Immigration and Nationality  

                   (BIN), within the framework of the Poverty Reduction Strategy (PRS) and the National 

                   Security Strategy for the Republic of Liberia (NSSRL).  

           Consolidating peace and enhancing the authority of the State is the topmost priority of the 

           Government of Liberia as well as the Economic Community of West African States 

           (ECOWAS) and the United Nations system.

           To address their respective challenges, the LNP, BCR and BIN have each developed   

           consistent Strategic Plans within the contexts of the PRS and NSSRL as they seek to become 

           independently operational ahead of UNMIL and UNPOL’s withdrawal.  The Strategic Plans 

           of each security institution – LNP, BCR, and BIN – further refine the priorities identified in 

           the NSSRL to those needs that are immediate and must be addressed to lay the foundation for 

           any future interventions.

           The programme of interventions in line with the Strategic Planning Framework aims to 

           contribute and achieve the following: 

1.         LNP, BCR and BIN officer performance and professionalism significantly improved through participation in training programs, at all levels, under the auspices of the National Police Training Academy.  

2.
Quality of operational support and the delivery of services significantly improved, including enhanced capacities to address criminality specific to women, children and vulnerable groups.

3.
 LNP, BCR and BIN officers appropriately equipped with vehicles, communications, and equipment to deliver professional and expedient services nationwide, especially in the counties and border areas.   

4.
LNP, BCR and BIN have adequate facilities and equipment conducive to an effective working environment and service delivery.

The project is being implemented utilizing UNOPS national (Liberia) and Regional (KEOC-AFO) capacities. The project activities are monitored by a joint team from UNOPS, UNMIL/CAU and the Ministry of Justice.
II. Resources 

Financial Resources:

· Provide information on other funding resources available to the project, if applicable. 
UNMIL/CAU providing the training supplements to the budget, while the Ministry of Justice supplements for fuel, insurance and maintenance for vehicles as well as reinforced fencing at MCP, painting of building and constructing kitchen oven.  
· Provide details on any budget revisions approved by the appropriate decision-making body, if applicable. 
None as of the reporting period.
· Provide information on good practices and constraints in the mechanics of the financial process, times to get transfers, identification of potential bottlenecks, need for better coordination, etc. 
The initial timeframe for procurement of security and transport equipment, and initial timeframe to apply selective procurement procedures for the construction activities have been of limited duration to enable adequate due diligence. 

Human Resources:

· National Staff: Provide details on the number and type (operation/programme). 
A number of national staff have been providing implementation support to the project in various disciplines, such as engineering, administration, procurement and monitoring. Namely, the main posts filled with national staff are :

· National Project Manager; Responsible for periodic visits to project site, advised on technical issues and compiled monthly report. 
· National Site Engineer based on construction site to monitor the day to day activities of construction activities, ensuring quality control and delivery delivery. 
· National Operations Manager assists with procurement RFQ, ITB and evaluation.
· Administrative Assistant assists with human resource issues and ensuring financial transactions.  
· International Staff: Provide details on the number and type (operation/programme) 
The project received support through participation of international experts. Namely:

· International Procurement Advisor

· Assistant Portfolio Manager. 
· Head of Country Office
· Project and oversight Supervisor of implementation. 
III. Implementation and Monitoring Arrangements

· Summarize the implementation mechanisms primarily utilized and how they are adapted to achieve maximum impact given the operating context. 
The fund was approved and transferred to UNOPS’ account on 2nd September of 2009. UNOPS then immediately assigned a Project Manger and began the procurement procedures for hygiene and kitchen materials, uniforms, office equipment, transport equipment, communication equipment, security materials and generators; being handled by its KEOC Procurement Unit. The procurement process included national and international suppliers depending on capacity and level of experience.

The Project Manager’s duties ensured monitoring of the procurement process, that it complies with UNOPS rules and regulations, and provided engineering guidance and oversight for the construction of the prison in Sanniquellie town of Nimba County.

The UNOPS engineering team was assigned the responsibility to provide all engineering estimates, Bill of Quantities, and processing of tender documentation for the award of contract for the Sanniquellie prison. The Engineer on site for the construction of the Sanniquellie Central Prison facility was assigned the responsibility for the day to day construction supervision.
System for project monitoring, including lesson learned, and impact assessment.
Project monitoring and evaluation will be the responsibility of the joint team of UNOPS, UNMIL CAU, UNPOL and the Ministry of Justice BCR.

The specific mechanisms that are used to monitor the achievement of results include:

· Monthly reports prepared by UNOPS and addressed to the recipients:  UNMIL CAU, and MOJ 
· Reporting of activities completed in the month towards the achievement of the project goals

· Monthly financial reports from UNOPS to the other partners as to equipment procurement and disbursements

· monthly or periodic meetings of the 4 partners and discussions on identified outstanding issues and fine-tune implementation arrangements

· UNMIL/CAU monitoring visits in each prison facility and reported to the UNMIL CAU staff member on the project, for feedback to partners

· UNPOL/PSU advisors, in coordination and cooperation with LNP/PSU in monitoring the subsequent impact on LNP/PSU operational capacities and including perimeter security support at Monrovia Central Prison; 
· MOJ and LNP interaction with MOJ staff members on the project for feedback to partners
The joint team coordinates with and reports to the Peacebuilding Fund Support Office in Liberia on project implementation arrangements and progress over the course of the project period and at its conclusion.
· Provide details on the procurement procedures utilized and explain variances in standard procedures. 
            UNOPS is uniquely placed in the UN system, with its dual ability not only to conduct procurement   

            for its own projects, but also for and on behalf of its clients, providing procurement services to meet 

            their diverse needs. This includes goods/services commonly required throughout the UN, as well as 

            goods/services required by International Financial Institutions (IFI’s), Governments and international 

            Non Governmental Organisations (NGO’s). This combined approach adds value by being responsive    

            in a  rapid manner, fully coordinated with our clients, innovative to reflect ground realities, 

            comprehensive with our project orientation and flexible to meet changing conditions.

UNOPS addressed the procurement needs of the project with the above elements in mind and in full consultation with the stakeholders of the project. The process followed may be summarized as follows :

· Collection of detail specifications
· Preparation of RFQ and ITB documentation

· Posting of tender on UNOPS website
· Submission as per dateline of bids

· Opening of bids and evaluation

· Selection as per “best value for money” criteria

· Award of contract with detailed delivery date and modalities
· Issue of an RIR upon delivery and hand over to client

· Provide details on the monitoring system(s) that are being used and how you identify and incorporate lessons learned into the ongoing project. 
Project activities and implementation works are monitored through a series of levels, i.e. at field supervision, project management supervision and at an overall oversight and due diligence at the executive level.

The communication between staff at all three levels provides adequate linkages to respond to project needs as one team and enable the interaction and application of comparative advantage in skills and know-how.   
· Report on any assessments, evaluations or studies undertaken. 
Assessment and evaluation on project components are carried out through the monitoring process and in accordance to the timeframe schedule of implementation. Activities being undertaken by the project which required adjustment as to the timeframe are assessed according to inputs being material or personnel needs. Technical and budget evaluations are carried out at regular intervals and performance of contractors or vendors are assessed on meeting the project’s demands and schedule on outcomes and deliverables.
IV. Results 

· Provide a summary of Programme progress in relation to planned outcomes and outputs; explain any variance in achieved versus planned outputs during the reporting period. 
The entire project was planned for six months from September 2009 to February 2010, but was adjusted for end of March 2010 due to limited initial timeline for procurement of security and transport equipment. Initially planned to be delivered by November and December 2009, the equipment will be delivered by January and February 2010. Indeed many discussions were held between the partners to have the appropriate specifications. This was fruitful and necessary but has resulted to some delays. 
Furthermore, the implementing partners have agreed to delay the deliveries, taking into account that most manufacturers were close between 15 December 09 – 15 January 2010, and goods could have been misplaced during the holiday season. Also there was limited initial timeline to apply a more selective process in specifications and suppliers during the procurement process. Also, the construction schedule had to be adjusted to coincide with the drier months of the year.
Overall, by the end of 2009 the bulk of procurement process was completed and expect that in the first quarter of 2010 the majority of supplies and goods shall be delivered. 

· Report on the key outputs achieved in the reporting period including # and nature of the activities (inputs), % of completion and beneficiaries. 
UNOPS has been able to complete during the reporting period 65% of the planned activities. 

The training program for national staff planned by UNMIL was completed to 50%  of the planned activities. The recruitment process has been completed with a total of 50 new recruits, eleven/11 of them females. Twenty/20 of the trainees are from Nimba County with the balance of thirty/30 from Montserrado County. 

The construction of the central prison in Sanniquellie reached, by the end of the reporting period, 40% completion.  The staring date of the project was November 20, 2009, while the completion date is expected by March 19, 2010. All issue on land ownership have been cleared by the MOJ, and construction initiated without further delay.

The SRSG of UNMIL, the Chief Justice of Liberia, Minister of Justice of Liberia, Superintendent of Nimba County and other guests from both the UN and GOL participated in the groundbreaking ceremonies for the construction of the Sanniquelle Central Prison facility in Sanniquellie, Nimba County on 13 November. 

· Explain, if relevant, delays in programme implementation, the nature of the constraints, actions taken to mitigate future delays and lessons learned in the process.
The project was planned for a period of six months - September 2009 to February 2010.

Delays have been experienced as a result of initial limited time allocation for procurement of materials and construction works. Out of the six months, two months were utilized to procure for construction works and remaining four months were insufficient to complete the actual works, considering number of structures and nature of concrete works to allow for curing period. It was also important to allow time for raining days as the rainy season was still phasing out.

For the procurement of hygiene and kitchen items, uniforms, transport equipment, office equipment, security materials, communication equipment and generators among others, there was insufficient time for applying selective procurement procedures, time for obtaining specifications, preparation of RFQ and ITB; and delivery time for international orders, especially during the holiday season between December and January. What would be the worst case is when quotations from suppliers exceed the budget then a retendering would be applied with more delays to be experienced.
· List the key partnerships and collaborations, and explain how such relationships impact on the achievement of results.
In collaboration with UNMIL/CAU fruitful results were achieved with the exchange of ideas from their professional capacity on technical security issues and on suitability of the structures to meet the purpose of the facility.
In collaboration with BCR/MOJ productive results with specifications on security materials to be procured were obtained for the preparation of RFQ and ITB.

In collaboration with UNPOL creative results with specifications on security materials to be procured were obtained for the preparation of RFQ and ITB.
· Other highlights and cross-cutting issues pertinent to the results being reported on.
Effective and productive working relationship amongst stakeholders prevailed throughout the reporting period. Regular site visits and meetings amongst the officers involved with the project provided a positive forum for improvements and timely interventions whenever was necessary.
V. Future Work Plan (if applicable)

· Summarize the projected activities and expenditures for the following reporting period (1 January-31 December 2010), using the lessons learned during the previous reporting period.
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	MDTF Atlas Project #          (1)
	Participating Organization’s Project Reference        (2)
	UNDG Harmonized Expense Category                                    (3)
	Current Year Expenditure US$      (4) 

	00072107
	00072100
	#
	$475,283.28 

	
	
	
	

	Line #
	Line description
	Definition of figure to be reflected
	

	1
	Supplies, commodities, equipment and transport
	                                   33,594.20 
	

	2
	Personnel (staff, consultants, travel and training)
	                                   21,427.98 
	

	3
	Training of counterparts
	                                   77,000.00 
	

	4
	Contracts
	                                 308,157.48 
	

	5
	Other Direct costs
	                                      5,907.52 
	

	6
	Indirect Costs
	                                   29,196.10 
	

	7
	Total Received Funds (this project)
	                                 475,283.28 
	

	8
	Agency Earned Interest Income
	                                                  -   
	

	9
	Refunds (end project) 
	                                                  -   
	


· Indicate any major adjustments in strategies, targets or key outcomes and outputs planned.
Works should be planned during the rainy season (April – September) and execution during the dry season (October – May).

During the rainy season, project related planning and approvals should be carried out and procurement process of inputs initiated.
The planning of construction works should include a procurement cycle of 2-3 months apart from actual implementation. 

Construction works outside Monrovia and depending on location must be evaluated for completion according to existing capacities of labor force, availability of resources and logistical constraints which may affect the implementation process according to the prevailing conditions at the locality. 

VI. Performance Indicators (optional)
 
· Fill the table in this section to report on the indicators set at the output level as per the approved results framework in the programme document.

	Objective
	Measurable Indicators
	Means of Verifications
	Important Assumptions

	Development Objective:
Wider problem the programme/project will help to resolve
	Quantitative ways of measuring or qualitative ways of judging timed achievement of goal
	Cost-effective methods and sources to quantify or access indicators
	External factors necessary to sustain objectives in the long run

	Improving corrections facilities with enhance security and support the rule of law, with a view towards promoting public safety and justice and enhancing public trust
	Construction works in progress at the new prison facility in Sanniquellie to reduce the number of prison breaks or security breaches 
50 correction officers are being trained to increased number of trained officers

New   prison facility in Sanniquellie to reduce overcrowding and provide a humane environment for inmates
Reduction in length of pre-trial detention
Number of pre-trial detainees decreased 
	Ministry of Justice and UNMIL CAU records
Liberian National Police Statistics

Number of corrections soon to be on the payroll 

Records of County Attorneys and City Solicitors

Court records


	Support for improvement to corrections facilities continues
Maintaining security at corrections facilities results in fewer prison breaks and security breaches

An improved corrections sector in which there is good security and upholding of rights improves public trust in the formal justice sector

	Immediate Objectives:

The immediate impact on the programme/project area or target group i.e.the change or benefit to be achieved by the programme/project 
	Quantitative ways of measuring or qualitative ways of judging timed achievement of goal
	Cost-effective methods and sources to quantify or access indicators
	(Immediate Objective to Development Objective) External conditions necessary if achieved programme/project purpose is to contribute to reaching programme/project goal

	1.Security of corrections facilities enhanced
	Procurement of  security equipment, including vehicles, supplied and employed at corrections facilities

Procurement of equipment and transport for LNP/PSU

Increase number of corrections officers through ongoing training

Absenteeism amongst corrections officers reduced
	MOJ, LNP and UNMIL CAU reports
Site Inspection

Newly facility in use

Training records, and recognized by MOJ and corrections officers on payroll

Corrections staff attendance records
	Security equipment and vehicles are used appropriately and maintained
Corrections officers are capacitated to provide improved security as a result of training and their skills are sustained

Facilities are utilized for Nimba detainees and prison population management

	2. Respect for the rule of law improved in corrections facilities, by way of assisting with access to justice, and provision of humane conditions
	Construction of corrections facility in Sanniquellie, Nimba County
In cases that are processed onwards to Magistrate’s or Circuit Court, accused are transported to the court for hearing

Numbers of pre-trial detainees reduced
	County Attorney and City Solicitor records
Court records
	The Judiciary continues to support sittings of the Magistrate’s Court at MCP, and puts cases on the docket to be tried in the Magistrate’s Courts and Circuit Court, and cases go ahead with the presence of the accused
Transporting prisoners to court for cases in a timely fashion results in reduced pre-trial detention periods

	OUTPITS:

The specifically deliverable results expected from the programmed/project to attain the objectives
	Quantitative ways of measuring or qualitative ways of judging timed achievement of purpose
	Cost-effective methods and sources to quantify or access indicators
	(Outputs to immediate objective) Factors out of programme/project control which, if present, could restrict progress from outputs to achieving progrtamme/project objectives



	1.Enhanced security and respect for rule of law at corrections facilities around the country, concentrating particularly upon Monrovia Central Prison, and Sanniquellie as the most at risk, by way of provision of equipment
	Procurement of security equipment, transport and other  supplies as in budget
	
	

	2. Improved professional capacity of Liberian corrections officers by way of training
	50 corrections officers recruited and being trained
	
	

	3. A new 72-bed corrections facility at Sanniquellie meeting for Nimba prisoners and national population control
	Constructing corrections facility in Sanniquellie, Nimba County
	
	


VII. Abbreviations and Acronyms

· Main abbreviations and acronyms that are used in the report.

AFO


Africa Regional Office of UNOPS


UNMIL     

United Nations Mission in Liberia

      CAU                                 Corrections Advisory Unit

BCR


Bureau of Corrections and Rehabilitations
      MOJ                                  Ministry of Justice


MCP


Monrovia Central Prison


SCP


Sanniquellie Central Prison


LNP


Liberia National Police
      PSU                                   Police Support Unit


RFQ


Request for Quotation


ITB


Invitation to Bid


PO



Purchase Order


RIR


Receiving and Inspection Report

KEOC


Kenya Operations Center
      UNOPS                            United Nations Office for Project Services
� The term “programme” is used for programmes, joint programmes and projects.


� E.g. Priority Area for the Peacebuilding Fund; Thematic Window for the Millennium Development Goals Fund (MDG-F); etc. 


� The start date is the date of the first transfer of funds from the MDTF Office as Administrative Agent.


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


� E.g. for the UNDG Iraq Trust Fund and the MDG-F.
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