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Programme Annual Report

CAPACITY DEVELOPMENT PROGRAMME FOR SALW DEMILITARIZATION AND SAFE STORAGE FOR THE REPUBLIC OF MONTENEGRO (MONDEM)

2011
PART A – INTRODUCTION
MONDEM is a joint programme of Government of Montenegro, UNDP and OSCE. It was established in April 2007, as a result of an earlier request by the Ministry of Defense to UNDP for an independent assessment of the demilitarization and safe storage capacities for Small Arms and Light Weapons and a request for assistance made by the Ministry of Defense of Montenegro to the OSCE’s Forum for Security Co-operation in February 2007. The Ministry of Defense has established MONDEM as priority in the defense reform process. 
The Ministry of Defence of Montenegro has indicated that demilitarization of SALW (Conventional Ammunition), combined with the establishment of safe storage to as close to NATO operational standards as possible, is a priority during their defence reform process.  Montenegro, as a new member of the UN and OSCE, has also committed to complying with all appropriate UN and OSCE agreements and mechanisms relating to SALW
It has been agreed that UNDP is responsible for the implementation of the operational aspects of the programme as:

· UNDP has an established legal framework and history of successful partnership with the Government of Montenegro; 

· UNDP already has established financial and administrative structures in Montenegro that can be utilized for overall programme management;

· UNDP can draw on its global and regional resources, including BCPR and SEESAC, for resource mobilization and technical assistance; and

· UNDP will focus on utilizing and developing the local capacities available in Montenegro in order to contribute to the overall sustainable development of the country and integration into EU and NATO structures.

OSCE, as the joint partner in the programme, brings the following benefits to the partnership;

· Deeper political engagement in terms of Confidence and Security Building Measures (CSBM);

· Access to a wider donor base through the auspices of the OSCE Documents on SALW and Conventional Ammunition, hence improving resource mobilization options;

· Wider operational experience in the disposal of Hazardous Chemical Waste (Melange) component of MONDEM, combined with ready access to the ‘OSCE roster of melange ‘experts’ for tender preparation and evaluation of this component.

By the end of the programme cycle an indigenous local capacity will remain for the maintenance, storage and future disposal of conventional munitions required by the security structures of the Government of Montenegro in accordance with NATO and EU standards, whilst following OSCE Best Practices.
The Programme is managed by the Supervisory Board, assisted by the Executive Committee. The Supervisory Board consist of Minister of Defence , OSCE Head of Mission and  UNDP Resident Representative chaired by Minister of Defence. The executive and operational functions associated with the programme are performed by the Executive Committee consisting of representatives of UNDP, OSCE and Ministry of Defence which meets monthly discussing all of the implementation issues chaired by Head of General Staff. Executive Committee is meeting monthly while the Supervisory board twice a year.
The Executive Committee is assisted by a UNDP Programme Management Unit which consists of a Programme Manager, Chief Technical Advisor and a Programme Assistant. 

The programme has four components, as following:

A. Disposal of toxic waste;

B. Infrastructure development of ammunition storage areas and capacity development of ammunition management systems;
C. Demilitarization of conventional ammunition; and
D. Destruction and recycling of heavy weapons.

PART B – PROGRESS TOWARDS THE ACHIEVMENT OF RESULTS
A. Disposal of toxic waste;
In the stockpile there were 128 tonnes of toxic hazardous waste *liquid propellant fuel and oxidiser for rockets) that presented serious humanitarian and environmental threat to the population area of Kotor Bay region. The stockpile also contained 25.84 tonnes of Napalm thickener that was stored within the boundaries of Podgorica Airport.

The oxidiser by itself is a complex chemical substance, whose components are extremely active, easily evaporating and highly toxic. It presents a serious threat to the environment and public health due to its chemical composition and the progressive deterioration of storage conditions.

Disposal of this toxic hazardous waste was done in a safe, efficient and effective way that complies with all relevant international and EU environmental and safety legislation.

Progress to date: 

A tender for disposal of toxic waste was finalised in February 2008. The Swedish firm SAKAB was chosen for the work.  The representatives of the SAKAB came to Montenegro for the assessment visit in April 08. The project started in the beginning of May 08. The plan was to organise direct transport of toxic waste from Montenegro to Sweden via Port of Bar in the beginning of June before the summer season starts.
· The fuel was decanted into metal barrels and put on pallets. Oxidiser was decanted into plastic containers and diluted with seawater to less than 70% nitric acid. Some of the containers with nitric acid were leaking. The SAKAB team was monitoring the situation. In order to minimize the possible threat once the containers are loaded into the sea container and transported to the Port of Bar and from there by ship to Sweden it was decided to order more durable containers. The containers arrived in Pristan in the second part of May and decanting of oxidizer and further dilution was done.  After this process the acid was diluted to fewer than 55%. 
· In order to insure that no future problems can occur  the SAKAB firm decided to further reduce the acid strength  and neutralized acid with limestone to under 5%. Barrels with Napalm thickener stored at the Podgorica Army Airport were also put on pallets ready to be transported together with the fuel and nitric acid. 

Notification documents – approval of export were approved by the Ministry of Tourism and Ecology and approval of Swedish Environmental agency was granted for import. The process of acquiring transport permits was initiated with the Ministry of Internal Affairs and Health of Montenegro.  By mid August all permits were ready and the final transport from the Port of Bar was organised.
· The process of waste disposal was done in Sweden in November 2008 when the final report and Certificate of Destruction were submitted to UNDP. 
· The final disposal was monitored by the MONDEM team in Kumla, Sweden.

· The project was finalised in December 2008

B. Infrastructure development of ammunition storage areas and capacity development of ammunition management systems;
The Ministry of Defence of Montenegro currently has ammunition stored in nine locations, although their aspiration is to reduce this to three locations as soon as is practicably possible.  Currently the ammunition storage sites are over-stocked and exceed safe explosive limits, but once rationalization takes place (combined with demilitarization), the future ammunition requirements of the MOD can be stored within safe explosive limits. From a security perspective the access denial systems are primitive and largely ineffective, but these can be improved through infrastructure development.
The government has informally indicated its desire to move towards compliance with the principles contained within the NATO Allied Ammunition Storage and Transport (AASPT) publications, and this project will provide the technical advice and capacity development necessary.  
This component of the MONDEM aims at solving the problems of secure storage and management at the ammunition storage areas.  The project will enable the SALW (conventional ammunition) stockpile management and security within Montenegro to be at a level corresponding both to national requirements and to recommendations set out in the UN Integrated Disarmament Demobilization and Reintegration Standards (IDDRS) and the OSCE SALW Best Practice Guide ‘Stockpile Management and Security’.
The UNDP/SEESAC Ammunition Technical Assessment also evaluated that the depots could be improved to allow them to safely and securely store conventional ammunition in accordance with international best practices.  This can be achieved should physical security and infrastructure improvements be made to the selected storage sites.
Progress to date: 

· The SEESAC assessment recommended two storage depots as perspective: Taras, and Brezovik.  A project idea was developed for Taras by the MOD.

· The company Mininzinjering   from Nis, Serbia, finished the engineering project design for Taras storage in 2009. Electricity and water permits are finalised. Fire protection is in the process of being finalised. 
· The tender for construction of Taras was issued in November 2009 issued as soon as final review of the project design was done by the Institute for Technical studies – September 2009 

· UNDP international engineers were engaged with the final review of the project design together with a MONDEM Project Engineer. Certain changes were made to the road and parking design suggested by the UNDP International Civil Engineer concerning the width of the road.

· A contract with the construction company was signed and the reconstruction of the Taras storage site started on May 25th, 2010. The reconstruction of Taras storage site was envisaged to take six months but due to minor changes in the project design and issues with community in the surrounding area it took  longer. 

· An engineering company was hired to supervise the works at the Taras storage site. This is required by Montenegrin Law. Regular visits are done by the Project team and Project Engineer and all issues resolved in timely manner/ 
· The reconstruction of Tarash finalised in May 2011 and the cost was 1,8 million USD
· Reconstruction of the second storage site- Brezovik is dependent on the availability of funds.
· Development of the detailed project design done in August 2011 by Ingenium Company.

· The reconstruction of the second storage site Brezovik will cost approximately 3,2 million USD
C
Demilitarization of conventional ammunition; 
Montenegro has a significant stockpile of over 9,900 tonnes of surplus conventional ammunition that requires destruction, disposal or demilitarization.  The situation can no longer be resolved in the near to medium future (2007 - 2010) due to lack of funds..

The stability in storage and degradation, or deterioration rates of the explosive content will influence the degree of urgency for disposal, ability to safely move ammunition, demilitarization techniques that can be used and hence the overall destruction methodology.  Unstable propellant has already been disposed of and more is likely to surface. 
Montenegro does not yet have an effective system to ensure stability and safety in storage and therefore due to the age of the ammunition, lack of appropriate inspection processes and variable standards of storage, the ammunition presents a growing safety risk to local communities. Any undesired explosive event would lead to environmental damage, civilian casualties and the requirement for a complex and expensive explosive ordnance disposal (EOD) clearance operation.  
This project is designed to dispose (demilitarize) of conventional ammunition in a safe, efficient and effective way that complies, wherever achievable, with all relevant international and EU environmental and safety legislation, and hence to existing international ‘best practice’.

Progress to date: 

· The SEESAC assessment recommended that a national capacity for demilitarization should be implemented. Capacity exists in two of the ex-military factories (Berane and Mojkovac factories).

· National execution of the demilitarization project is chosen as a way forward.  Capacity is being created within the Ministry of Defence to carry on the disposal of ammunition once the MONDEM project is over. 

· A Memorandum of Understanding was signed between the Ministry of Defence, OSCE and UNDP on May 18th and demilitarization started in July 2009 with the phase one of ammunition that could be disposed of without purchasing any additional equipment. As soon as the phase one started the second phase is being prepared.
· The Technical Committee for demilitarisation consisting of the  UNDP Chief Technical Adviser, MOD Adviser and Technical Directors of the two perspective factories in Montenegro are meeting regularly to discuss methodology of destruction and approve methodology submitted by the factories. 
· The Ministry of Defence formed an implementation team within the ministry to implement the demilitarization project in close cooperation with a MONDEM team. 

· The demilitarization process started in July 2009 at both factories – “Poliex”  Berane and  “Tara” Mojkovac.  
· The demilitarization process was slowed down due to the reactions of the local community regarding security and danger. A commission was formed to closely monitor the disposal of ammunition which consisted of local community members, local authority representatives and the representatives from the Ministry of Interior. All precautionary measures were taken to ensure that there is no negative impact on the environment therefore we are expecting no further reactions from the community.
· Phase one was completed in June 2010.
Phase Two Demilitarization: 

· Phase II of Demilitarization project started in October 2011. Ministry of Defence signed an annex with OSCE and UNDP to demilitarize over 700 tonnes of surplus and obsolete ammunition by the end of 2012. In first three months 175 tonnes were disposed in two factories: Poliex – Berane and Tara- Mojkovac.

· Cost Sharing Agreement signed with OSCE value 123.000 Euro. Funds were contributed from OSCE participating states – Norway, Luxemburg, Hungary and Slovenia. 

· Phase Two planned to be finalised by the end of 2012.

Start of Phase Three Demilitarization will depend on funding

D 
Destruction and recycling of heavy weapons
Montenegro has a relatively small number of heavy weapons systems inherited from the State Union.  Yet they are an obstacle to defence reform and armed forces restructuring; in effect they are an obsolete financial and security liability.  The presence of these systems necessarily requires significant numbers of soldiers to operate maintain and secure them; hence there is a requirement for retaining additional conscript forces.  

 SEESAC report identifies a range of options for the disposal or demilitarization of heavy weapons systems.  In the case of Montenegro it is assessed that demilitarization by dismantling and recycling is the most practical and cost effective option.  A proportion of the operating costs would be offset against the value of scrap recovered.  This technique involves the cleaning, dismantling/cutting of the vehicle followed by scrap processing and recycling of the recovered materials. 
This project component is designed to destroy heavy weapons systems by recycling in a manner that complies with all relevant EU environmental legislation, and hence to international ‘best practice’.
Progress to date: 

· A total of 1000 heavy weapons, 61 tanks, armoured combat vehicles, howitzers, artillery pieces and various smaller calibre weapons were recycled at the Niksic Steelworks.  The recycling of the tanks 61 tanks July 2008 yielded a return to the Government of Montenegro of 594,000 USD, which was returned to the MONDEM programme for the destruction of surplus conventional ammunition demilitarization.
· The cutting of the tanks attracted widespread attention in the local and international media attention.   E.g. CNN, Voice of America, International Herald Tribune...
· The recycling of 100 pieces of heavy weapons was done in 2010 and the funds generated from sale will come back into the MONDEM programme budget.
· The MoD proceeded with the disposal of remaining weapons in the same manner. 260,000 USD was realized given to MONDEM for demilitarization project.

· The project was finalised in April 2010

UNDP has released a publication “Empowering lives, Building Resilience – Development Stories from Europe and Central Asia” that features success stories from 16 countries where UNDP support has resulted in transformative changes, including by fostering the growth of institutional and human capacities. The success stories in this publication show how UNDP has contributed to building the capabilities of government institutions, civil society and the private sector by providing seed funding, expertise and implementation support, and by bringing different parties together.

It is the first volume in a series devoted to documenting transformational success stories in the region, and it contains a story about the UNDP implemented demilitarization project in Montenegro („Montenegro: Defence Reform Ushers in Greater Security“, pages 63-68).  

Link:  http://issuu.com/undp_in_europe_cis/docs/rbecsuccess_stories/1
FUNDRISING
· MONDEM presentation at the Forum for Security Cooperation 21 March of 2012 The presentation was given by Mr. Rifet Kosovac – Deputy Minister of Defence with participation of the MONDEM Programme Team. A meeting with donors was also organised. Donors were informed of the achievements of the MONDEM programme as well as of the need for additional financial support. 

Supervisory Board Meeting – November  2011 with participation of the Minister of Defence, Head of OSCE Mission to Montenegro and UNDP Resident Representative
1. An update on the progress of demilitarization and stockpile management progress was presented by the Ministry of Defense
2. The progress and continuation of MONDEM in 2012 highlighted focused on the financial situation. 
· Available funds will be spend by the end of 2012. Phase II of Demil 
· Deputy Minister Kosovac  suggested at the last Executive Board meeting to sell old vehicles as scrap and use the funds for demil activities

3. DONOR VISIT/CONFERENCE IN October 2011 –Donors found the visit very useful. They were presented by the MONDEM team with plan for continuation of MONDEM in 2012/13.  Storage sites were visited ans well as demilitarization factories.
PART C – ISSUES AND CONSTRAINS
· Fundraising for the MONDEM programme. In order to complete MONDEM programme an additional 4,800,000 USD is needed.
PART D - FINANCIAL REPORT
Expenditures to date:

Chemical Disposal – 288,687,28 USD

SALW Stockpile Management – 2,335,343.62 USD

Ammunition Demilitarisation – 1,404,437.8USD

FURTHER INTERVENTIONS REQUIRED:

Ammunition Demilitarisation 

· Costs of Destruction





1,500,000 USD

Sub-Total

                1,500,000 USD

SALW Stockpile Management 

· Reconstruction of the Brezovic Storage Site 


3.300,000 USD

Sub-Total


3,300,000 USD                                  

 TOTAL



4,800,000 USD

Next steps:
· Finalisation of Phase II of Demilitarization project by the end of 2012.

· Preparation of the Phase III of Demilitarization project – 4th quarter 2012/1st of 2013.
· Fundraising for the reconstruction of the Brezovik depot
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