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Executive Summary 
In April 2013, the Regional Ministry of Electricity in Kurdistan (RMEK) and UNDP signed an amendment to the cost sharing agreement for UNDP to continue its technical assistance and capacity development to RMEK in managing the USD150 Million project, funded by Japan International Cooperation Agency (JICA) through concessional loans. The scope and progress of the project are described below. In the 4th Quarter, the Substantial Completion Certificate (SCC) has been issued for both subprojects (No.4: construction of substation and No.5: construction of TK and warehouse) and the final payment for substantial completion (15% of the contract price for each subproject) has been released. RMEK has also agreed to release the retention money (5% of the actual invoiced amount) to both of the contractors in exchange of the bank securities of equivalent amount as per the conditions of the contract.
1. Subproject No.1 to No.5 (Output 1-4):

Subproject No.1 (Supply of Testing Equipment: Package No.1 and Packages No.2,3,4), Subproject No.2 (Supply of Mobile Substations), Subproject No.3 (Supply of Distribution Equipment), Subproject 4 (Construction of Substation) and Subproject 5 (Construction of Transmission line) have been successfully completed. 
3. Subproject No.6: Establishment of Central Training Center in Erbil and Testing laboratories in three Governorates:

3 international experts (Training Manager, Equipment Expert, Training Expert) came on board and embarked on their assignment with assistance from RMEK technical staff as well as UNDP staff. The kick-off meeting was held on October 13, 2014 and the scope of the works of each expert, their work schedule and deliverables, and estimated completion date of the bidding documents were discussed with RMEK counterparts. However, due to a communication incapability of the International Equipment Expert (IEE) with RMEK counterparts, UNDP requested the IEE’s company to replace the expert with a qualified one in Q3 2014, however they failed to do so. UNDP team explored other options and managed to hire qualified international expert (IEE) with solid  previous experience with RMEK in Q1 2015. Through close coordination with RMEK senior staff and engineers, preparation of documents indicated below are ongoing and UNDP provides technical assistance continuously  to counterparts in all three Governorates.: 
1- Comprehensive List of testing equipment and associated accessories for central training center.

2- Draft of technical specification of equipment specified for procurement, and equipment for substation and transmission line.

3- Draft Equipment specification for Central training Center (CTC) needed for training on power cables and fiber optic cables termination, testing and maintenance, draft specification for safety items.
4. Subproject No.7: Engineering, Procurement and Construction of 33kV Double Circuit Transmission Line and Associated 11kV Distribution Lines in Halabja:
In response to an official request from the Ministry of Municipality and Tourism (MOMT) to provide reliable electricity supply to their ongoing water supply project (Halabja Integrated Water Supply Improvement System and Sulaimaniyah Distribution Network) utilizing the remaining funds of IQ-P10, a proposal for initiation of the new subproject was concurred on December 4, 2014. The bid was directly invited to 5 bidders shortlisted by RMEK. The submission deadline of their Bids was February 8, 2015. 
 Three offers were submitted  and these offers were opened by the nominated committee. Technical evaluation committee finalized its evaluation in March and the financial evaluation will take place in April. UNDP, as a member of technical evaluation committee,   provided its technical assistance  to enhance RMEK’s staff capacity in evaluation process. 
	 1
	Procurement, delivery, commissioning and acceptance of Testing Equipment as stated in Output 1 of Implementation Progress below

	 2
	Procurement, delivery, installation, commissioning and acceptance of Mobile Substations 

	 3
	Procurement, delivery, installation, commissioning and acceptance of Materials and Equipment for Rehabilitation of the Distribution system

	 4
	Site survey, d/d, specification, procurement and construction of 132/33/11kV Substation

	 5
	Construction of 132 kV Double Circuit Transmission Line and Warehouse in Sulaimaniyah

	 6
	Establishment of Central Training Center in Erbil and Testing laboratories in three Governorates 

	7
	Engineering, Procurement and Construction of 33kV Double Circuit Transmission Line and Associated 11kV Distribution Lines in Halabja


Context 

The Government of Republic of Iraq received an ODA loan from Japan International Cooperation Agency (JICA) in the amount of 14,747 million Japanese Yen towards the cost of Electricity Sector Reconstruction Project in Kurdistan Region on June 11, 2008. The Kurdistan region consists of three governorates; Erbil, Sulaimaniyah and Dohuk. The Regional Ministry of Electricity in Kurdistan Region (RMEK) is the implementing agency for this project.

UNDP Iraq has been supporting Iraq’s electricity sector through the implementation of major projects since the mid 1990’s. The most notable one is the Electricity Network Rehabilitation Program (ENRP) which started in 1997. Under this program, UNDP implemented approximately USD450 million worth of projects in electricity generation, transmission, substations and distribution sectors. Moreover, UNDP Iraq’s Loan Management Preparatory Project of 2007-2008, based on the Partnership Agreement with JICA, successfully assisted in the equipment procurement and enhancement of RMEK staff capacity. In this project, the existing specification standards were reviewed and comprehensive technical specifications reflecting international best practices were prepared. This was essential for organizing international competitive bidding.

Through these experiences, UNDP has been best placed to build on the preparatory project of the Electricity Sector Reconstruction Project in Kurdistan Region and thus, the agreement was made between RMEK and UNDP on November 17, 2008 to assist RMEK in recovering the electricity network in the framework of Electricity Sector Reconstruction Project in Kurdistan Region funded by JICA. The agreement was amended on April 23, 2013 for continuation of UNDP’s services.

The project original scope consists of the four subprojects, and in addition of new subprojects No. 5 and No.6, a new subproject No.7 was newly added in December 2014 to utilize the remaining loan balance of JPY2,696 Million.
The Project Management Team (PMT) provides overall technical and administrative services for the implementation and management of each subproject to meet the expected completion dates described in the project schedule and to conduct quality assurance. This PMT consists of both technical and administrative and financial management units and acts as a coordinator between RMEK and JICA, and contributed to the acceleration of JICA procedures. 

In May 2013, a core member of the PMT of both technical and administrative/financial management units was shifted to Erbil from Amman, enabling the PMT to manage the project in close communication and coordination with RMEK and JICA, which has been serving to expedite and increase efficiency of the project's implementation. UNDP Iraq has also established qualified technical sub-teams in Sulaimaniyah for the purpose of close supervision works of subproject No.4 and No.5 in consultation with RMEK.
The ownership of the project lies with RMEK as the employer of all project contracts; UNDP has an advisory role to guide the RMEK through the critical stages of implementation.
Intended objective:
The objective of the project is to recover the electricity network in the Kurdistan region comprising of three northern governorates, Erbil, Sulaimaniyah and Duhok by providing the necessary equipment and machinery for rehabilitation of the transmission and distribution systems, thereby contributing to improved levels of reliability and availability of the electricity network, while promoting socio-economic stability and expansion.

Intended beneficiaries:
Regional Ministry of Electricity in Kurdistan (RMEK) 

End users of electricity in Kurdistan (around 1.2 million people)
Main project stakeholders:
Donor providing the ODA loan to RMEK: Japan International Cooperation Agency (JICA)

Suppliers and Contractors:

· Subproject No.1: Varsan Group (Pkg. No.1) / Q-eighty United General Trading (Pkgs.No.2-4)

· Subproject No.2/3/4: Matelec S. A. L.

· Subproject No.5: Rima Engineering Ltd./BTE Enerji JV

Reference to institutional documents:

· NDP: Electricity has been the key priority development issue in the national development plan, for which UNDP has been working in close coordination with RMEK since 2008
· UNDAF: Priority #2: Inclusive, more equitable and sustainable economic growth
· CPAP: 5. Enabling policy and frameworks for rapid economic recovery, inclusive and diversified growth and private sector development 

Implementation Progress 

Output 1; The remaining defects of three testing vans are fully repaired.
Name of Subproject No.1: Supply of Testing Equipment (Package No.1 and Package No.2/3/4)

All testing equipment has been delivered and commissioning has been completed as of June 2013.
The testing equipment procured in this subproject is as follows:

Pkg.1

- Main Test Equipment and Mandatory Spare Parts

- Training Equipment (Cable test vans)
All defects of the 3 test vans were rectified in early January 2014 and the relevant completion certificate was issued on January 16, 2014. In response to this, RMEK released an amount of Euro 27, 750.00 which they has held as retention money to Varsan on March 11, 2014.
Pkg.2

- Main Test Equipment (Insulation oil treatment plant)

- Training Provision for insulation

Pkg.3

- Main Test Equipment (meters, gas leakage, detectors)

- Mandatory Spare Parts (sensing tips)

Pkg.4

- Main Test Equipment (voltage and current)
Output 2: This subproject has been completed.
Name of Subproject No.2:  The Supply of Mobile Substations
All mobile substations have been delivered and installation/commissioning have been completed as of June 2013.
The equipment procured in this subproject is as follows:
- Mobile Substations/ Mandatory Spare parts in Erbil, Sulaimaniyah, Duhok
- Total Recommended Spare Parts in Erbil, Sulaimaniyah, Duhok
- Training and Factory Acceptance Testing (HV and MV Switchgears, transformers)
Output 3: All procured 1000 transformers installed in the network (80% at the beginning) Distribution planning system is fully used for planning and O&M purpose.
Name of Subproject No.3: The Supply of Distribution Equipment

All materials and equipment for distribution system have delivered and installation/commissioning have been completed as of September 2013.
Performance Security was returned to the contractor during this quarter.
The equipment procured in this subproject is as follows:
- Three Phase Distribution Transformers and Mandatory Spare Parts
- Kiosk Type Substations and Mandatory Spare Parts
- LV Distribution Cabinets and Moulded Case Circuit Breakers

- 11kV Load Break Switches
- Relevant Training Provision
Output 4: Construction of a new substation completed and construction of an associated transmission line initiated and progressed.
Name of Subproject No.4: EPC for Chwarta 132kV Substation in Sulaimaniyah Governorate
Construction of Substation complete and operational

Name of Subproject No.5: Construction of 132kV Double-Circuit Transmission Line and Warehouse in Sulaimaniyah
Construction of Transmission line complete 
Challenges
Issues
2. Output 4/ Construction of a new substation completed and construction of an associated transmission line initiated and progressed (Subproject No.5).
Regarding the additional warehouse to be constructed using the reduced contract amount (app. USD2.5 million), while having obtained the donor’s approval on July 6, 2014, BTE became increasingly reluctant to sign the Contract amendment and finally refused to do that.  
The two additional warehouses have been canceled; due to the contractor’s declination to sign the Contract Amendment consequently RMEK issued ministerial order to cancel construction of additional two warehouses under BTE contract. 
3. Subproject No.6:
Due to a communication incapability of the IEE with RMEK counterparts, UNDP requested his company to replace the expert with a qualified one. Despite replacement proposals of several alternate candidates submitted by the company, none of them have been found qualified due to non-responsiveness to the requirements of the TOR. The alternate expert is highly needed to complete the detailed list and specifications of electrical testing/training equipment for the bidding documents as scheduled by the middle of January 2015. If the company cannot provide any qualified alternate candidates, some other measures such as termination of the contract with the company and finding candidates from other sources should be taken to bring the issue to immediate solution.
Suitable and qualified expert have been selected to finalize the specification of electrical testing/ training equipment as this task is the major part of the project, UNDP with coordination of RMEK continued of providing all support the consultant to perform his duty smoothly in spite of minor disruption in security situation in area, the work is in progress and on truck as planned. 

Lessons Learned 

In Subproject No.6, no replacement has yet to be found despite UNDP’s repeated requests towards the company to provide a qualified alternate candidate for the post of the IEE. When his CV was assessed during the evaluation stage by UNDP technical committee, it was read that he has an excellent work record with decades of experience in the field of electrical testing/training equipment specification design, which perfectly matched the requirements of the TOR. Moreover, his CV stated that his communicative capacities of the required language is at an “excellent” level. However, it has been later uncovered that the selected IEE does not have sufficient communicative competence to discuss project issues with RMEK counterparts as well as other UNDP staff. This is the reason UNDP has decided to request the replacement of the IEE to the company as the output from the IEE is very important to complete the bidding documents, in fear that any longer delay in the IEE achieving the required deliverables of his contract will seriously affect the project. One lesson UNDP has learned is the importance of verifying candidates’ communication skills during the evaluation stage such as through skype or on the phone before deciding on issuing an award, by which the candidates’ communication capacity to successfully carry out will be verified.
Future Plans

1. Output 5: Establishment of the training center has been initiated and testing facilities in the three governorates completed.
The bidding documents are expected to be complete in the middle of January 2015. However, due to the absence of the IEE in Erbil, this target date will be postponed to the end of January 2015. The process to find an alternate candidate for the IEE post should be accelerated in order to initiate the bidding of the subproject as soon as possible. In the meantime, packaging of the project components (civil works, equipment supply, training provision) will be finalized.
Package one bidding document is progressing well and complete bidding document for construction works will be ready for bidding by end of May 2015.
2. Subproject No.7:
The pre-bid meeting is to be held on January 11, 2015, and during the meeting the details of the site visit in Halabja project site will be discussed. The bid clarification period lasts two weeks before the deadline for bid submission, which is January 25, 2015. The deadline for bid submission and subsequent opening of the technical bids are planned on February 8, 2015.
The evaluation will be finalized in April and  the contract should be awarded in May.

Financial Section: 
Table 1: Funding Overview

	Donor
	Commitment

(Currency of the Agreement)
	Received
(Currency of the Agreement)
	Received (USD)
	UNORE
	Balance 
(Currency of the Agreement)

	GoI
	USD  13,052,975
	
	USD  9,623,386.77
	-
	-

	Total
	
	
	USD  9,623,386.77
	
	


Table 2: Expenditure Status (by activity)
	Activity
	Budget 
	Donor
	Cumulative Expenditure Status at
	Expenditure in Reporting Quarter
	Quarter Total Expenditure
	Total Expenditure
	Budget
	Delivery

	
	 
	
	[Date,i.e. end of preceding quarter]
	
	 
	 
	Balance
	Rate

	
	 
	
	 
	
	 (F)
	(G=B+C+F)
	 
	 

	
	(A)
	
	Commitment
	-Expenses + full asset cost
	Commitment
	 Expenses + full asset cost
	 
	 
	(H=A-G)
	(% I =G/A)

	
	 
	
	 
	(C)
	 
	(E)
	 
	 
	 
	 

	
	 
	
	(B)
	 
	(D)
	 
	 
	 
	 
	 

	Output 1
	9,623,386.77
	135
	661,227.66
	7,741,979.14
	271,892.62
	367,422.58
	639,315.20
	9,042,522.00
	580,864.77
	94%

	GMS 
	
	
	492,643.13
	
	
	
	
	
	
	

	 Total 
	9,623,386.77
	135
	1,153,870.79
	7,741,979.14
	271,892.62
	367,422.58
	639,315.20
	9,263,272.51
	360,114.26
	96%


Table 3: Expenditure Status (by donor)

	Donor
	Budget
	Activity
	Expenditure Status at
[As of March 2013]
	Expenditure in Reporting
 Quarter
	Quarter Expenditure
	Total Expenditure
	Balance
	Delivery

	
	
	
	Commitment
	Disbursement
	Commitment
	Disbursement
	
	
	
	

	RMEK
	
	
	
	
	
	
	
	
	
	

	GMS
	
	
	
	
	
	
	
	
	
	

	Total
	
	
	
	
	
	
	
	
	
	


The explanation under this section is similar to the above section, however here the difference is that on this table expenditure is categorized as per source of funding/donor.

Annexes

Annex I:  Performance Tracking Matrix

	Result/Goals
	Performance Indicators
	Baseline Info
	Performance Benchmark and Targets 
	Implementation Progress in reporting quarter

	Output 3: All procured 1000 transformers installed in the network (80% at the beginning)

Distribution planning system is fully used for planning and O&M purpose.
Output 4: 

Construction of a new substation completed and construction of an associated transmission line initiated and progressed.
Output 5: Establishment of training center is initiated and testing facilities in the three governorates completed. 
	Number of transformers installed in the system.
Distribution master plan developed and endorsed.
Progress of construction works for substation and transmission.
New subproject of training center is approved to provide capacity development to RMEK staff.

Bidding document to employ the EPC contractor is ready for launch.


	80% of delivered transformers installed.
Distribution master plans under development.
Both substation and transmission construction contract awarded and initiated in 2012.
New subproject of training center not approved.
	100% of delivered transformers installed.
Distribution master plans endorsed. Distribution master plan in Duhok endorsed.
Construction of substation completed.
Construction of associated transmission line completed at 80%.
New subproject of training center approved and the bidding documents for EPC contract ready. New subproject was approved in April, 2013. Recruiting consultants to prepare the bidding documents taken over to UNDP-Iraq and the selection process initiated in April, 2014.

	100%.
All distribution master plans are endorsed.
Construction of substation completed in May 2014.
Construction of transmission line completed in May 2014. Construction of warehouse delayed for two months as of June 2014.
Consulate for identifying training courses completed, consultant to prepare specification of testing/ training equipment in progress. Package 1 for civil works under progress. 


Annex II: Risk Log:
	Project Title: Electricity Sector Reconstruction Project (Stage II)
	Award ID: 56620
	Date: 30 June 2013
	

	#
	Description
	Date Identified
	Type
	Impact &
Probability
	Countermeasures / Mgmt response
	Owner
	Submitted updated by
	Last Update
	Status

	1
	Commencement of this Service and procurement processes are subject to the conditions required by JICA
	September, 2008
	Operational 
	Could affect the project implementation schedule.

P = 3

I = 3
	UNDP will coordinate with JICA on a weekly basis to follow up on the issue.
	Project Manager 
	Project Manager
	June 2013
	Under control


	2
	RMEK has limited knowledge of the JICA guidelines since this is the first project funded by JICA
	February, 2008
	Operational
	Could delay the project implementation
P = 3

I = 2
	The UNDP project team will have an ex-JICA officer who has solid knowledge of the guidelines.


	Project Manager
	Project Manager
	June 2013
	Improving

	3
	Fluctuation of market prices may not complete procurement of equipment as expected
	January, 2008
	Financial


	Could reduce the quantities of equipment to be procured

P = 4

I =  2
	Since the project funded by JICA is a sector loan, RMEK will utilize the available funds by reallocating budgets among subprojects.
	Project Manager
	Project Manager
	June 2013
	Under control


