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OBJECTIVE, PURPOSE & EXPECTED RESULTS

Overall objective

The overall objective of the project of which this contract will be a part is to contribute to the development and promotion of transport on a west-east axis from Europe, across the Black Sea, through the Caucasus, across the Caspian Sea to Central Asia by developing ports on the corridor IX in Ukraine, improving logistics capabilities, interoperability and multimodal transport.

Purpose

The Project aims to reduce ports congestion; increase the carrying capacity of rail, road and logistical corridor connections to ports; optimize the ports' cargo handling capacities and improve cargo handling efficiency to enable them to handle increases in traffic volumes, reduce ship waiting time and associated costs. 

The purposes of this contract are as follows:

- to deliver a Feasibility Studies for the Ukrainian Sea Ports Ilyichevsk, Odessa and Yuzhny, which includes the technical, economic, financial, environmental and institutional appraisal of proposed ports’ developments. The proposed measures shall be appraised in more detail in view of their financing by domestic and/or international financial institutions and organisations (including IFIs). 

- to conduct  Pre-Engineering Designs of proposed ports’ developments, if required

Results to be achieved by the Consultant

The consultant should attain the following results:

1. Existing traffic flows analyses and forecast of potential traffic flows focusing on container traffic volumes through the region have to be done.

2. Study of the existing Ports Development Programs, Master Plans, its improving and updating, if required. Recommendations are to be issued and priorities are to be established for each Port. List of investment projects for ports developments should be identified for three Ports and agreed. One priority project for each Port should be selected and agreed for further study.

2. Technical and Economic Feasibility Studies for selected developments delivered.  Two Study Tours to EU sea and dry ports arranged.

3. Preliminary Engineering Designs for selected project, when required, prepared;

It shall be noted that all the documents, assessments, recommendations issued by the Consultant shall be in English and Ukrainian.

SCOPE OF THE WORK

General

Project description

The Consultant shall carry out all work necessary to reach the project objectives. The Scope of work shall include, but not be limited to, the following:

Phase 1. Existing traffic flows analyses and forecast of potential traffic flows with special focusing on container traffic volumes through the region. Market analysis.

The view that port policies and development plans should take into account the entire transport system rather, than separate plans for each port considered in isolation from others has implications for cargo forecasting methodology. Since long-term traffic forecasts are often surrounded by uncertainties, there is a need for project appraisal to be based on different levels of demand estimates and consideration of alternative solutions. Provision should also be given for a more flexible or phased project design that would allow adjustment to changing circumstances.

Phase 2. Review of the existing Ports Development Programs, Master Plans, its clarification and updating, if required. Recommendations are being issued and priorities are being established for each Port.

The lack of capacity, which Ukrainian ports are faced with, must be taken into account in the assessment of possible alternatives. 

Phase 3. List of investment projects for ports developments are being identified for Ports and agreed. One priority project for each Port selected and agreed for further study.

For this phase it is important the close supervision on and interaction with experts at the early stages to clarify conceptual and methodological issues and the need for considerable care in selecting and formulating development projects for bank/IFIs financing based on the least-cost options and determination of economic viability.

Phase 4. Elaboration of Technical and Economic Feasibility Studies for selected ports’ development priorities.  

During this phase the Consultant will conduct technical studies; provide economical and financial orientations for future investment planning; assess environmental obligations and regulations, evaluate the impacts of the selected developments and propose the measures to mitigate adverse impacts, if required (the environmental investigations shall address all the different parameters of the existing environment in the area, including the effect of enlargement of the site and the impact of improved facilities); prepare institutional appraisals.  

Two Study Tours for ports specialists have to be arranged by the Consultant to visit different EU sea and dry ports.

Phase 5. Conducting Preliminary Engineering Designs for selected projects 

The consultant will carry out preliminary engineering designs and outline specifications for the principal components of the first stage of proposed developments. 

The Consultant has to define the need and opportunity for private sector investments to port, as well as to make recommendations as regards the process for the selection to a private investor. In case of project financing from the private sector, the Consultant may be requested to prepare relevant tender documentation. 

Geographical area to be covered

The project will cover the Black Sea region of Ukraine, with attention to Odessa, Illichivsk and Yuzhny. 

Target groups

Ministry of Transport and Communications of Ukraine, The Directorate of Transport and Communications Systems Development of Coordination (DTCSDC), State Department of Maritime and River Transport (Ukrmorrichflot), Ukrmorport, Administrations of Ports Odessa, Illichivsk and Yuzhny and other interested parties.

Specific activities

The Feasibility Study is carried out in parallel for the ports Odessa, Illichivsk and Yuzhny. While carrying out the activities under this project special attention should be paid to the aspects related to the import of hydrocarbons from the Caspian region. Each Feasibility Study will cover not more than one priority project identified under Phase 3 for each port, unless agreed differently during Phase 3.  The Consultant must remain in close contact, throughout the project, with three ports authorities. The relevant Study is to be divided into 5 phases. The results of each phase will be reviewed by the Beneficiaries and Contracting Authority.

A decision to proceed with the next phase or not and the scope of work for the next phase will be confirmed or amended in the light of the findings of the proceeding phase.

Phase 1. Existing traffic flows analyses and forecast of potential traffic flows focusing on container traffic volumes through the region:

Review and Analysis of Present Situation, of the specific features for each port, competitiveness criteria, and evaluation of possible needs for global rationalization (by specialization of each port) or better use of the inter-port competition. 

Traffic Forecasts and market analysis. Traffic Forecast identifying export, import, transit for reasonable period. The market demand analysis and traffic forecast will consider the three ports  for 5, 10 and 15 year projections. The study requires that a comprehensive analysis of cargoes, Ro-Ro, container and passenger movements be used as the basis for facility planning and development. Consultant will concentrate on the cargo analysis and a determination of the market potential and viability of new facilities at the Ports. The work included preparation of traffic forecasts and assessment of existing port capacity, containerization trends, private sector participation, a possible dry dock facility and socio-economic multipliers.

Special attention must be paid to correlation between port capabilities and traffic forecast, as well as definition of possible bottlenecks and possible problematic matters of port development.

When investigating it is also necessary to consider the possibility of dry ports creation in the region.

Phase 1 is general and aimed at becoming the basis for formation of recommendations when realizing of Phase 2 and definition of priority projects and their selection in Phase 3.  During realisation of this Phase the Consultants have to use results of other projects in the region, and also projection made by the ports individually. 

Result:

Report on ports cargo traffic analysis and forecast

Phase 2. Review of the existing Ports Development Programmes, Master Plans, their clarification/updating, if required. Recommendations are issued and priorities are established for each Port.

Review and analysis of existing documents regarding the strategy of Ukraine port industry development, investment and innovative programmes, Master Plans and Development Programmes of Odessa, Illichivsk and Yuzhny ports, and determination on the basis of Analysis conducted in the Phase 1 the points to be clarified or updated. 

Recommendations on the relevance of dry port developments in the region. 

Results of work have to be discussed with the beneficiary and approved with ports administrations.

Result:

Report on the analysis of strategic documents on port development and the Proposal on improvement of ports Development Programmes and Master Plans, as appropriate.  Recommendations on the appropriateness of dry port developments in the region.

Phase 3. List of investment projects for ports developments are being identified for Ports and agreed. One priority project for each Port selected and agreed for further study.

In accordance with the analysis conducted and considering the proposals provided on priority plans of investment development, a List of investment projects has to be prepared. The  realisation of these projects shall contribute to harmonized port development in accordance with the traffic forecast as well as  with the aim to increase the efficiency of port activity.  The List of the projects has to be negotiated with the beneficiary and agreed by Port Administrations. 

In accordance with the project purpose at the consideration of the experts and after adjustment with  the beneficiary, one project has to be chosen out of the List of the projects for each port to proceed on the next phases of the Project.

Result:

List of investment projects for ports developments defined and three priority development projects selected for further study. 

Phase 4. Technical and Economic Feasibility Studies for the selected ports developments.  

Collect and analyse technical and operational documentation of the three ports;

An outline review of the present Ukrainian ports facilities and existing development projects identified is to be prepared including definition the functional requirements of the ports. The Consultant will also pay a particular attention to land access to the ports areas, in terms of railway and road access, port gates, separation between port and city traffic, and between passengers and cargo traffic;

Current performance analysis of cargo handling equipment and cargo handling capacity in terms of port capacity, quay wall capacity, storage capacity, cargo handling equipment capacity; 

Identification of the short, medium and long term scope for development in terms of what capacity can be provided and when;

Capital cost estimates.

The Consultant will estimate the cost of constructing and equipping each of the facilities under consideration and refine the cost estimates for all works, equipment and services to produce a basis for the economic and financial analysis;

Financial and economic analyses. 

The Consultant will carry out the Cost-Benefit Analysis by providing and analysing the economic case for each of the alternatives. The economic evaluation will be a full analysis of the economic criteria and a demonstration that the project is being proposed at the right time with respect to the rate of growth of traffic.

The Consultant will carry out Analysis of the financial viability of each option and review the available methods of achieving sound financing.

Environmental Impact Assessment for selected priorities of the ports’ developments: 

The consultant will carry out a survey of existing environmental conditions in the three ports, if required. The Consultant will identify any potential environmental hazard linked to future ports activities, major points of stress on the environment created by the port (now and when development steps recommended by the revised master plan are taken) and, if deemed necessary, propose appropriate mitigation measures accordingly.

When considering the environmental impacts of dredging activities, decision-makers should take into account the fact that dredging is essential to maintain safe navigation in the port area or to provide new facilities to meet customers’ needs; the wider environmental benefits of dredging, in facilitating waterborne transport; the vital role of dredging in allowing ports to keep pace with maritime transport needs and to support local, national and regional economies;

Institutional appraisals: 

The Project will provide useful inputs in the area of institutional development, especially for the improvements of ports operating performance and management systems. While construction of new facilities can reduce port congestion, expansion of port capacity could be achieved without undertaking new construction by removing these constraints. Future prevention of congestion must rely upon the effectiveness of regulations regarding the use of the existing harbors, and the achievement of further operational improvements, in particular, the establishment of a clearer line of authority in port management, the upgrading of cargo handling equipment by the stevedoring companies, and the structuring of tariffs. An essential factor is the upgrading of institutional capacity of port authorities through a comprehensive manpower development program to respond to the changing operational needs over time.

The Consultant will review ports’ local institutional arrangements and propose possible different options (like management of the port facilities on concessional basis to one or several private operators, depending upon the mix and size of operations, etc). The Consultant will provide necessary recommendations in order to facilitate further strengthening of ports' institutional development in managerial and operational systems. 

During the project realisation the Consultant will arrange two Study Tours for ports specialists (max. 12 persons for each tour) to visit different EU sea and dry ports, giving the opportunity to learn about different institutional arrangements and management schemes applied in these ports.

Result:

Report on Technical and Economic Feasibility Studies 

Arrangement of Two Study Tours in EU ports

Phase 5. Preliminary Engineering Designs for selected projects proposed 

The purpose of this part of study is to carry out preliminary engineering for the selected developments to such level that all items of the projects are fully identified with outline specifications and shown on key drawings. 

Following consideration of the reports prepared in the Phases 1-4, the Consultant will be instructed to carry out Preliminary Engineering Designs of proposed ports developments. The scope of this phase may include:

site planning, detail general layout and outline design of any additions required to the basic   infrastructure (e.g. road, rail, water supply and power supply), assessing the integration in ports’ urban environment (sewage network and etc.), schematics of all services; 

if required, examination of issues and priorities on hydrographic and navigation issues, survey of the approach characteristics by evaluating local traffic movements, effects of weather and time, and possible channel characteristics, which may require maintenance dredging;

identification of infrastructural options, technological scheme and details of major equipment required, supporting facilities, specifications for all facilities, including operational requirements, design loadings, etc.;

revision of cost estimates for the first stage of development in the light of the outline design;

consultation meetings with stakeholders;

other surveys, analysis and documents essential for carrying out Preliminary Engineering Design, if requested

All the official documents, the Consultant  has to prepare for the project, need the approval of the involved ports authorities and relevant bodies. The Consultant should investigate the matter with existing documentation, local regulations, norms and standards; form his personal opinion on the matter, discuss the question with the relevant authorities and get approval.

The Consultant will prepare a Design Report that includes a brief for subsequent production of detailed designs, tender drawing and Bills of Quantities.

Result:

Design Report for selected priorities together with general arrangements of drawings and cost tables.

It should be noted that all Ukrainian legislation is issued in Ukrainian, which is a state language of Ukraine. All communication with Ukrainian authorities and other administrations by default is in Ukrainian language. Therefore, the Consultant has to take a due account and relevant measures to deliver the results in due time and manner. 

Project management

Responsible body

The Operation Section of the Delegation of the European Commission to Ukraine represented by the Project Manager is responsible for managing this contract. The project partner, i.e. the organization officially designated by the Ukrainian Government as Ukrainian counterpart for the project under EC-Ukraine cooperation rules, is the Ministry of Transport and Communications of Ukraine. 

Management structure

The Delegation’s Operations Section will be responsible for supervising implementation of the project.

The Consultant will be responsible for day-to-day management of the project and mobilisation of all experts as appropriate in accordance with the contract and, in particular, its operational plan. Plans for mobilisation of short-term expertise will be subject to the project work plan established by the Consultant and approved by the Contracting Authority and project partner(s)..

The Consultant will establish a Steering Committee to guide project implementation. It will review project progress every three months and give guidance at key junctures. The Steering Committee will include all project stakeholders. It shall have permanent members:

The Ministry of Transport and Communications of Ukraine;

The Delegation of the European Commission to Ukraine;

The Team Leader, representatives of the Consultant;

Representatives of the relevant Port Administrations

Representatives of the relevant state bodies.

Ad hoc members such as representatives from relevant organizations: governmental agencies and NGOs might be invited on a case by case basis and with the approval of the permanent Steering Committee members. The TACIS Monitoring Team will attend the meetings of the Steering Committee as an observer.

The Consultant will agree the exact composition of the Steering Committee with the Project Partner and the Contracting Authority. The representative of the Project Partner will chair the meetings. The Consultant will ensure the proper functioning of the committee meetings, such as writing minutes, preparing agendas, etc.

The inception report and the proposed implementation work plan contained within it are subject to approval by the first Steering Committee meeting.

Facilities to be provided by the Contracting Authority and/or other parties

The Project Partner will assist and facilitate the implementation of the project, by providing necessary contacts and liaison other stakeholders, free access to all project related information and required documentation (not concerning information considered military and/or classified), by providing the required counterpart staff and by timely decision making procedures as required during the contract implementation. The Project Partner will assist the Consultant in obtaining required visas for expatriate personnel of the Consultant. The Project Partner will provide any other assistance required for the good implementation of the project and solving the unforeseen problems, which the Consultant may face. Staff of the project partner shall not be paid from project funds. The possible failure to solve some of the Consultant’s problems encountered locally will not free the Consultant from meeting its contractual obligations vis-à-vis the Contracting Authority.

Visibility of Project Activities and Outputs

In order to ensure the sustainability and dissemination of the project results, the Consultant must observe the latest visibility guidelines concerning the acknowledgement of EC financing of the project (available on the EC Delegation’s website www.delukr.ec.europa.eu and EuropeAid website http://ec.europa.eu/europeaid/work/visibility/index_en.htm) when designing and implementing all project activities.
