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Part 1

Overview of Aviation Sector


Background
1.1 [bookmark: _Ref412715716]The Bahamas is located in the northeastern Caribbean and comprises of 700 islands and cays, with a total population of 367,000 people, of which 70.4% reside in New Providence, 14.6% reside in Grand Bahama and the remainder is scattered among the other 28 inhabited islands. The distances, remoteness and low population densities of the Bahamian islands present significant challenges to the transportation sector within the country. Residents and tourists of the archipelago depend mainly upon the airways for inter-island and international transport. For instance, for tourists with overnight hotel stays, air transport represents almost the exclusive mode of transport. In 2013, air arrivals totaled 1.28 million passengers[footnoteRef:1], out of which 80% arrived from the US.  [1:  The Bahamas in Figures 2013,The  Department of Statistics, The Bahamas] 

1.2 In addition to supporting tourism, air transport also plays a pivotal role in ensuring the population of the Family Islands accessibility to goods and services only offered on New Providence or abroad. In many cases, air transport is the only option available to isolated island communities for the movement of people and goods across significant distances.
1.3 The 28 Family Islands Airports have seen their market marginally but steadily increase, and by 2013 they accounted for 23% of the seating capacity in the Bahamas. Since 2003, this seating capacity has increased annually by 0.4%[footnoteRef:2]. However, The 28 Family Island Airports have been lacking investments for some time and require a wide range of aviation and infrastructure updates. The airports require maintenance and improvements in operating conditions and also protection of the airside and its operation protected zones. It has been projected that in the next 20 years, the passenger demand on the Family Island Airports would increase by 2.4% annually to reach 1.7 million passengers by 20332. For the Family Islands to have a strong market presence in a very competitive Caribbean tourist industry, it is crucial that the island gateway airports offer the highest possible level of safety and quality of aviation services.  [2: 2 Comprehensive Strategy for Optimization of the Family Islands Airports, Stantec] 

1.4 As part of the Inter-American Development Bank (IDB) funded Policy Based Loan (2682/OC-BH) the Government of The Bahamas hired the firm Stantec to prepare a Comprehensive Strategy for Optimization of the Family Islands Airports, amongst other things. According to the Stantec report, the estimated cost for upgrading all of the 28 Family Island Airports to comply with international standards and recommended practices is US$160 million. Investments in these airports would provide a positive income effect since studies on tourism impact in the Bahamas have shown yields of GDP multipliers ranging from 0.87 to 1.25.
1.5 Given the economic situation in The Bahamas and the significant investment needed to upgrade all of the airports, with the operation BH-L1041,  the Bank will support the government to explore possible schemes that would see the airports with the most potential for private investment concessioned to the private sector. The financing under this operation will provide US$ 33 million for infrastructure investments towards the upgrading of the airports to meet international aviation standards and for the necessary technical and legal support to tender the concessions. 

The Bahamas is located in the northeastern Caribbean and comprises of 700 islands and cays, with a total population of 367,000 people, of which 70.4% reside in New Providence, 14.6% reside in Grand Bahama Island and the remainder is scattered among the other 28 inhabited islands. The distances, remoteness and low population densities of the Bahamian islands present significant challenges to the transportation sector within the country. Residents and tourists of the archipelago depend mainly upon the airways for inter-island and international transport. For instance, for tourists with overnight hotel stays, air transport represents almost the exclusive mode of transport. In 2013, air arrivals totaled 1.28 million passengers, out of which 80% arrived from the US.

The 28 Family Islands Airports have seen their market marginally but steadily increase, and by 2013 they accounted for 23% of the seating capacity in the Bahamas. Since 2003, this seating capacity has increased annually by 0.4%. However, the 28 Family Island Airports have been lacking investments for some time and require a wide range of aviation and infrastructure updates. The airports require maintenance and improvements in operating conditions and also protection of the airside and its operation protected zones. It has been projected that in the next 20 years, the passenger demand on the Family Island Airports would increase by 2.4% annually to reach 1.7 million passengers by 2033. For the Family Islands to have a strong market presence in a very competitive Caribbean tourist industry, it is crucial that the island gateway airports offer the highest possible level of safety and quality of aviation services.
 

Economic situation
Legal and Regulatory Framework
There are numerous acts of parliament, regulations and other contractual agreements that exercise different degrees of intervention and oversight in the transportation sector. The Civil Aviation Act governs all aerodromes in the Bahamas. In general, the legal and regulatory framework for economic development in The Bahamas has many different authorities, which have overlapping and competing responsibilities. 


Institutional Review

The evaluation took place during August 2016 using the Institutional Capability Evaluation System (ICES), an evaluation tool used by the IDB to evaluate the institutional capacity of the agency responsible for program execution. The first Ministry to be evaluated was the Ministry of Transport and Aviation. On the request of the IDB, the Ministry of Works and Urban Development was also evaluated.

During the first meeting with representatives from the Ministry of Transport and Aviation (MOTA), it was discovered that as of October 3, 2016, the Aviation Sector of MOTA will be devolved into five separate entities, as determined under previous and current IDB-funded projects at the MOTA, but oversight will remain with the Minister of MOTA. 

In the current organization chart, the Civil Aviation Department (CAD) is responsible for the regulatory aspects of all airports in The Bahamas; the investigation of all air accidents; and the operation of all Family Island airports. Presently, The Airport Authority (AA), which was formed in May 2000, is responsible for the Nassau Airport Development (NAD) which owns and operates the Lynden Pindling International Airport (LPIA), formerly the Nassau International Airport. See Chart 1.


[bookmark: _GoBack][image: ORGANIZ_CHART_AA  September 2016 ver 2004 Model (1)]

As of October 3, 2016, the new entities will be (see Chart 2):
· Bahamas Civil Aviation Authority
· Bahamas Air Navigation Services
· Airports Authority
· Accident Investigation Unit
· Economic Unit


Under this new organizational structure, a management contract or a PPP approach, which could be entered into for the development of the four Family Island Airports, two in Abaco, one in Exuma, and one in North Eleuthera, would fall under the Airports Authority, which would be responsible for the operation of all Family Island airports. 
[image: ORGANIZ_CHART_AA  September 2016 ver 2004 Model]
The current Airport Authority has never executed an IDB-funded project, but they did develop and execute a program for the expansion of the Nassau International Airport, through NAD. In 2006, NAD entered into a 10-year management agreement with YVR Airport Services Ltd. (YVRAS), which is now called Vantage Airport Group, or Vantage. The management agreement was for the management, operation and redevelopment of the Lynden Pindling International Airport. 

The redevelopment of the Marsh Harbour Airport, in Abaco, now known as the Leonard M. Thompson International Airport, which was opened in May 2014, was done by the MOTA but the current operator is the CAD. Apart from assisting with the installation of the security system, the AA has had no involvement with that airport, to date.

Representatives from the Ministry of Works and Urban Development (MOWUD), were also interviewed. The MOWUD has experience with IDB-funded projects, one of which included the  New Providence Road Improvement Program and therefore is capable of forming the Project Execution Unit for future IDB-funded programs. Further, the MOWUD was the executing agency for the government-funded Marsh Harbour airport expansion, with the MOTA as the client Ministry. MOTA provided the initial brief and MOWUD was responsible for all subsequent aspects of the project, from procurement of a design team to the budgetary and financial control, as well as contract administration, including site inspections. It should be noted that the Marsh Harbour airport expansion project was conceived as a $6M project with final cost in excess of $30M.  It is the opinion of the Ministry of Works that this cost escalation was as a result of an inadequate initial brief from the MOTA. As an example, there was no reference to international codes governing airports, therefore, the brief had to be re-written to comply with ICAO and IATA. Items such as aircraft parking, site fencing, fire station and increased size of the terminal building also increased the cost of the project. 
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SECTION 1

Introduction

0. This document presents the results of an assessment of the institutional capacity of the Ministry of Transport and Aviation (MOTA) to execute an investment project in the airport sector and its capacity to implement the infrastructure works. The evaluation was undertaken as part of the preparation activities of IDB funded BH-L1041. The institutional analysis evaluated MOTA and Ministry of Works and Urban Development (MOWUD) program implementation and execution capacity. The report identifies institutional deficiencies, opportunities for improvement and risks, and presents recommendations to be addressed during project preparation and implementation.
0. The general objective of the Program is to support the MOTA and MOWUD to design and implement schemes for the upgrade of infrastructure for four family island airports. These upgraded airports will be owned and operated by the Airports Authority. 
0. The Program is to be funded with loan financing provided from the Inter-American Development Bank (IDB) and counterpart funding provided by the Government of The Bahamas. 
0. The evaluation took place during August 2016 using the Institutional Capability Evaluation System (ICES/SECI)[footnoteRef:3], an evaluation tool used by the IDB to evaluate the institutional capacity of the agency responsible for program execution.  [3: 3 In Spanish the system is called SECI, for Sistema de Evaluación de Capacidad Institucional.] 

0. The questionnaires were completed during interviews with key authorities of MOTA (Civil Aviation Department (CAD), and Airport Authority (AA)), and MOWUD. Personnel representing the MOWUD included the Director, Deputy Director, Senior Quantity Surveyor and Senior Civil Engineering Staff. From MOTA (CAD and AA), personnel included, Financial Controller, Director, Safety, Maintenance and Security staff.
0. The report is structured in the following way: Section 2 presents an executive summary of the results. The detailed results of the analysis are found in the annexes to this report. Annex 1 presents the responses to the questionnaires while Annex 2 presents the risk matrices and recommended actions corresponding to each module.
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SECTION 2

Summary of Findings 

1. Explanation of the ICES Scoring Methodology
The Institutional Capacity Evaluation System (ICES) comprises seven modules corresponding to the following systems that are required to achieve institutional efficiency and effectiveness: 
1. Strategic and operational planning system; 
1. Organizational management system;
1. Goods and services management system; 
1. Personnel administration system; 
1. Financial management system; 
1. Internal control system; and 
1. External control system. 

0. The seven ICES modules are grouped into three categories:
1. Planning & Organizational Capacity (comprising Planning and Organizational Management);
1. Execution Capacity (including Financial Administration, Personnel Management, and Goods & Services Management); 
1. Control Capacity (covering Internal and External control)
2.2	Each ICES module comprises a set of questions addressing different aspects of the corresponding 	system. The possible answers for each question are Yes, No or Not Applicable. Each question within	a module is assumed to have equal weight; thus, in the case of a module comprising 20 questions, 	each question has a weight of one twentieth. The score for each module is obtained by summing the 	questions for which the answer was Yes.[footnoteRef:4]  [4: 4 In the event that some answers are “Not Applicable” the relative weight of each question is re-calculated based on the total number of questions that were answered Yes or No. For example, if three out of twenty questions were “Not Applicable”, then each of the remaining questions would be assigned a value of one seventeenth.] 

2.3	Each module is assigned a relative weight within its category, and the result is calculated as the score 	multiplied by the relative weight (Table 2.1). 



	Table 2.1
	Weighting Scheme by Module
	Category
	Module
	Weight

	Planning and Organizational Capacity
	Planning 
	50%

	
	Organizational Management
	50%

	
	TOTAL					100%

	Execution Capacity
	Goods & Services Management
	30%

	
	Personnel Management
	30%

	
	Financial Administration
	40%

	
	TOTAL					100%

	Control Capacity
	Internal Control
	80%

	
	External Control
	20%

	
	TOTAL					100%




2.4	Each category is then assigned a relative weight out of 100%, thus:
Table 2.2
Weighting Scheme by Category
	Category
	Relative Weight

	Planning & Organizational Capacity
	25%

	Execution Capacity (EC)
	45%

	Control Capacity (CC)
	30%

	TOTAL
	100%



The weighted score for each category is obtained by multiplying the score for that category by its relative weight. 
2.5 	The Total Score for the institution is the sum of the weighted scores for each category. ICES classifies 	the development level and the risk level of the institution according to the following scheme: 

Table 2.3
ICES Classification Scheme
	Total Score
	
Development Level
	
Risk Level

	81-100
	Satisfactory 
	Low

	61-80
	Medium 
	Medium

	41-60
	Weak
	Substantial

	0-40
	Very Weak
	High












Scoring Results for MOTA
2.6 	The numeric results of the institutional capacity evaluation of MOTA (CAD and AA) are presented in 	Table 2.4. 
2.7 	Overall, the institutional capacity level for the MOTA (CAD and AA) is 86.0%, indicating satisfactory 	institutional development. In terms of execution capacity, the development level is satisfactory, 	indicating a low risk for the Program’s execution; that is, to manage the implementation of the Public 	Private Partnership in the four family island airports. 
2.8 	The score achieved by MOTA (CAD and AA) is in a very large part a reflection of the organization 	being an instrumental part of restructuring the Lynden Pindling International Airport (LPIA) under 	the auspices of NAD (Nassau Airport Development) and the recent successful execution of the new 	radar system at the LPIA. However, if the AA is to be the executing agency, it would be required to 	manage a new program which incorporates many new areas of expertise. There will be the demand 	to continuously adjust the operations, process and procedures and to fully integrate the Internal 	Control, Compliance Unit and Monitoring and Evaluation Unit.  
2.9 	From the perspective of  the execution, the institutional assessment confirms that MOTA 	(CAD and AA) has the capacity to successfully execute this program. However, this does not 	necessarily translate into the conclusion that AA is ready to successfully execute the components of 	the Program, as is currently conceived by the Management Team. This could be mitigated if AA 	considers some of the following: (i) adopt key elements of all reports and recommendations, (ii) 	develop and incorporate into an Annual Plan of Operation (APO), key elements of relevant 	reports and recommendations, (iii) put into place a monitoring and evaluation system that will 	provide the interrelation between the results, performance and process indicators. A strong 	Project Implementation Unit (PIU) should mitigate the potential risks to the Program’s execution.
2.10 	In carrying out the ICES for the MOTA, and MOWUD, it is worth highlighting that one general 	impression that was garnered through the interviews with executives of the MOTA and MOWUD, 	was of the very high technical and professional caliber of personnel that were interviewed. It is 	noted that the executive team heading the AA is  comprised of senior professionals with many years 	of prior experience in the private and public sectors.














Table 2.4
Summary of Institutional Capacity Evaluation of the MOTA (CAD and AA)
	Capacity
	System
	Score
	Weight
	Result
	Development
	Risk

	Areas of Institutional Capacity
	 
	 
	 
	 
	 

	POC
	Planning 
	25%
	50%
	12.5%
	      Very weak
	High

	
	Organizational Management
	90%
	50%
	45.0%
	Satisfactory
	Low

	
	TOTAL
	57.5%
	Weak
	Substantial

	EC
	Goods & Services Management
	82%
	30%
	24.6%
	Satisfactory
	Low

	
	Personnel Management
	100%
	30%
	30%
	Satisfactory
	Low

	
	Financial Administration
	100%
	40%
	40%
	Satisfactory
	Low

	
	TOTAL
	94.6%
	Satisfactory
	Low

	CC
	Internal Control
	100%
	80%
	80.0%
	Satisfactory
	Low

	
	External Control
	88%
	20%
	17.6%
	Satisfactory
	Low

	
	TOTAL
	97.6%
	Satisfactory
	Low

	Institutional Capacity by Category
	 
	 
	 
	 
	 

	Planning & Organizational Capacity (POC)
	57.5%
	25%
	14.3%
	 Weak
	Substantial

	Execution Capacity (EC)
	94.6%
	45%
	42.5%
	Satisfactory
	Low

	Control Capacity (CC)
	97.6%
	30%
	29.2%
	Satisfactory
	Low

	TOTAL
	86.0%
	Satisfactory
	Low




1. Strategic and Operational Planning
2.11 	As part of the strategic plan formulated by the MOTA, five new entities, reporting directly to the 	Minister of MOTA, will be created in early October, 2016. These entities include, Bahamas Civil 	Aviation Authority; Bahamas Air Navigation Services; Airports Authority (AA); Accident Investigation 	Unit; and Economic Unit.
2.12 	The new AA will have to formally define programming procedures such as: manuals, formats, models 	and methodologies for the preparation of the Plans and Programs, as well as a procedure for their 	approval and modification.  
2.13 	AA currently has no Annual Plans of Operation (APO). In the new structure, the AA  will have to 	develop the APO that will allow permanent evaluation of the effectiveness, efficiency and quality of 	the institution's services by areas. Also, responsible parties for the executing or coordinating of the 	activities or tasks will need to be explicitly identified. Further, an independent monitoring and 	evaluation mechanism will have to be in place to adequately measure the goals of the program, the 	expected results and how they correlate to the activities in the APO at the staff level (in quarterly 	and annual process and performance indicators). 
2.14 	AA currently has some technical strengths that will have to be reinforced and focused toward the 	new strategic and operational goals. There is some apprehension amongst some staff about the 	aggressive time frame and the ability to complete the preparation tasks in time for project 	implementation. However, the time given for this integration is six months, which should be 	adequate if the directors remain focused on the tasks.
2.15 	The new AA will need to work on developing an ITC strategy and system that will help it to process 	information, convert data to knowledge and make available to stakeholders necessary information 	relevant to their activities. 
2.16 	At present, AA lacks the monitoring and evaluation capacity to assess the progress on the planning, 	programming and implementation on its own institutional development and on the programs and 	projects that is expected to be implemented.

Subsection c) through g), below, present some of the principal areas of deficiency/opportunity for improvement for each of the modules. The Annexes provide detailed information on the results of the ICES and should be read carefully and fully for a thorough appreciation of the issues that were addressed.
 
1. Organizational Management
2.17 	With regard to the present organizational management system of AA the following weaknesses were 	identified: 
2.18 	The organization has some technical expertise that will have to be allocated toward the execution of 	the infrastructure aspect of the program.  It is expected that additional suitably qualified personnel 	will have to be sourced externally. 
2.19 	There is a reasonable level of job satisfaction. However a  clear remuneration policy, notices of  jobs 	vacancies, cataloguing of job descriptions, increased training plan, focused career development or 	succession planning so that there is a clear path for advancement in the organization, will have to be 	implemented in order to improve the organizational management structure. 
2.20 	AA’s main challenge will lie in their ability to design the management and operational strategy and to 	complete the institutional development transformation as part of the same process. Implementing 	and sustaining a long-term strategy could only happen if it is carried out by an  organizational 	structure with the necessary professional and technical expertise required to achieve the goals and 	objectives enunciated in those strategies. We have not been able to identify a suitably qualified and 	experienced individual at the AA or CAD who is capable of leading a PEU for this program. This level 	of expertise will have to be sourced outside the AA and CAD. 
2.21 	MOTA has created a White Paper on PPP showing the organizational structure and reporting 	relationships and decision-making levels. 
2.22 	Job descriptions need to be revised such that job profiles accurately reflect required professional 	experience as well as minimum educational levels. 
2.23 	The delegation of responsibility and decision-making should be reflected in a formal organizational 	manual that includes revised job descriptions with a results-oriented, performance-based focus.  



1. Goods and Services Management
2.24 	There were no major deficiencies detected in terms of formally defined functions for procurement 	and a centralized procurement unit. The Project will be the first IDB program that the AA will 	execute. The AA was responsible for the design and development of the LPIA and has experience 	with international lending agencies through work with Nassau Airport Development (NAD).  Also, 	CAD has IDB project experience and it is expected that some personnel will be either transferred or 	seconded to the new AA to assist with project implementation. 
2.25 	AA and CAD has been conducting procurement activity for many years, both locally and 	internationally.  The most recent procurement activity by CAD was the procurement and installation 	of the new radar. Therefore, there is some institutional capacity  that can be transferred to the  	program. The program will demand procurement activities beyond what the AA and CAD are 	typically accustomed to performing. It is advisable that AA start and complete the recruitment 	process for the procurement positions that will be necessary for this project before the program is 	declared eligible for disbursement.

1. Personnel Administration System
2.26 	The Personnel Administration System (PAS) scored 100 points, reflecting a strong human resource 	management capability. The organization should benefit from the more stringent requirements of 	the IDB project.
2.27 	The Remuneration Scale within the AA is acceptable and on par with current market rates. 
2.28 	Job descriptions should be revised to reflect the technical and professional requirements of each 	post. 
2.29 	A training program geared towards the program needs should be developed and implemented. 
2.30 	AA has a Personnel Management Manual describing authorized policies and procedures but it will 	have to be modified to incorporate the requirements of the program.
 
1. Financial Management System
2.31 	AA uses financial management software developed and implemented by Ministry of Finance (MoF) 	for its financial administration. The Financial Administration section is led by the Financial Controller 	who has more than 30 years of financial sector experience. Her experience and professional 	capability should ensure the satisfactory financial management of the program. However, she should 	receive appropriate training in Bank policies and procedures.
There are Personnel in the Financial Administration section of the CAD who are familiar with the Bank's procedures on the preparation of disbursement requests. It is recommended that this expertise should be utilized in the program. 

1. Internal Control System
2.32 	Internal control capacity of financial administration is adequate.


Scoring Results for MOWUD
 	The numeric results of the institutional capacity evaluation of MOWUD are presented in 
2.33	Table 2.4 (a). 
Table 2.4 (a)
Summary of Institutional Capacity Evaluation of the MOWUD 
	Capacity
	System
	Score
	Weight
	Result
	Development
	Risk

	Areas of Institutional Capacity
	 
	 
	 
	 
	 

	POC
	Planning 
	50%
	50%
	25.0%
	     Weak
	Substantial

	
	Organizational Management
	68%
	50%
	34.0%
	Medium
	Medium

	
	TOTAL
	59.0%
	Medium
	Medium

	EC
	Goods & Services Management
	87%
	30%
	26.1%
	Satisfactory
	Low

	
	Personnel Management
	95%
	30%
	28.5%
	Satisfactory
	Low

	
	Financial Administration
	95%
	40%
	38.0%
	Satisfactory
	Low

	
	TOTAL
	92.6%
	Satisfactory
	Low

	CC
	Internal Control
	69%
	80%
	55.2%
	Medium
	Medium

	
	External Control
	75%
	20%
	15.0%
	Medium
	Medium

	
	TOTAL
	70.2%
	Medium
	Medium

	Institutional Capacity by Category
	 
	 
	 
	 
	 

	Planning & Organizational Capacity (POC)
	59.0%
	25%
	14.7%
	Weak
	Substantial

	Execution Capacity (EC)
	92.6%
	45%
	41.7%
	Satisfactory
	Low

	Control Capacity (CC)
	70.2%
	30%
	21.1%
	Medium
	Medium

	TOTAL
	77.5%
	Medium
	Medium





2.34 	Overall, the institutional capacity level for the MOWUD is 77.5%, indicating medium institutional 	development. In terms of execution capacity, the development level is satisfactory, indicating a low 	risk for the Program’s execution; that is, to manage the implementation of the Public Private 	Partnership in the four family island airports. 
2.35 	The score achieved by MOWUD is in a very large part a reflection of the organization being involved 	with international funding agencies, including the IDB, for many years. Additional support staff will 	be required to augment the present technical staff.
2.36 	From the perspective of  the execution of the infrastructure works, the institutional assessment 	confirms that MOWUD has the capacity to successfully execute this program. The institutional 	capacity of the MOWUD could be strengthened if the following are implemented: (i) adopt key 	elements of all reports and recommendations made in preparation for an airport’s management 	contract or a potential PPP, (ii) develop and incorporate into an Annual Plan of Operation (APO), key 	elements of relevant reports and recommendations, (iii) put into place a monitoring and evaluation 	system that will provide the interrelation between the results, performance and process indicators.	A strong Project Execution Unit (PEU) should mitigate the potential risks to the Program’s execution. 

SECTION 3
Recommendations 

0. Given AA’s current institutional issues, careful consideration should be given, in the Program’s design, to include institutional strengthening activities that will:
1. Ensure AA  successfully complete the recommendations made to implement an airport’s management contract or a potential PPP; and
1. Strengthen the planning and programming capacity of AA to play the lead role contemplated in the management scheme. 

0. As executing agency, the institutional strengthening requirements of AA are:
1. Development of the Project Executing Team with strong Project Planning, Project Management and Project Engineering capability;
1. Establishment of an Independent Monitoring and Evaluation Unit responsible for the continual risk assessment of the performance based contracts; 
1. Update members of the Project Executing Team in financial management of IDB projects and in IDB procurement policies and procedures (short lists, preparation of terms of reference, no-objections, evaluations);
1. Implementation of a new remuneration scale that reflects the new market salaries. 
1. Implementation of the White Paper defining the new organizational structure. 
1. Hire an additional procurement specialist before the loan is declared eligible for disbursement.
1. Development of a training program for newcomers on strategic planning and programming, project management and performance based contracting. 

3.3	AA and MOWUD collaboration within the execution of the program. The PIU can be established to 	implement the two aspects of this project, ie., implementation of the necessary infrastructure and 	day-to-day operations of the airports. The MOWUD will be responsible for, in co-ordination with AA,  	all technical aspects of the implementation of infrastructure. These responsibilities will include, 	scheduling the works and services to be contracted, preparing the bidding documents, and 	conducting the procurement processes. It will be in charge of managing and overseeing the 	contracts, ensuring compliance with all technical and socio-environmental specifications, and 	implementing the Environmental and Social Management Plan.  The AA will operate and assume 	responsibility of the airports upon satisfactory completion of the infrastructure.

The MOWUD has the institutional capacity to implement the infrastructure for this project. MOWUD has years of experience in implementing projects funded by the IDB and other international lending institutions. 



3.4 	Other activities that should be carried out by AA prior to Project start-up are:

Incorporate into the PIU, Operations Manual (POM) and Financial Administration Manual, a section to deal with capital investment program. 

An Operating Manual will describe the procedures to execute the program. The POM will specifically include, at least, the following elements: (i) institutional arrangements, terms, conditions, roles and coordination practices between the agents (MOTA and MOWUD); (ii) procurement requirements for project financing under the program; (iii) social and environmental, and fiduciary procedure; (iv) quality of the civil works through technical standards, procedures of performance and monitoring requirements; (v) content of the necessary agreements to be signed with local governments to ensure the airport local governance; (vi) procedures for the supervision of the project; (vii) the minimum scheduling activities to be performed and the time control procedures; (viii) a communication plan including management of communications; and (ix) the identification of risks, its control and responses.	

Regarding fiduciary control, the PIU will be responsible for: (i) implementing and maintaining contract management systems, accounting and financing management, and administering the internal control system for managing program resources in accordance with Bank requirements; (ii) submitting disbursement requests and eligible expense documentation on a timely basis; (iii) preparing and submitting semiannual financial reports, which are to accompany the semiannual progress reports, including the status and use of funds disbursed in the form of advances of funds and the program’s consolidated financial reports; (iv) maintaining a separate bank account for management of Bank resources and financial reports and for submitting disbursement requests; (v) maintaining an adequate filing system for documents supporting eligible expenses for verification by the Bank and by external auditors; and (vi) keeping all public information available and updated on the entity’s website, including procurement processes, progress on contracts, outcomes achieved, and financial statements.

3.5 	The following activities are recommended to strengthen AA delivery capability:

1. Organizational Evaluation of AA after the first year of execution of the program. Any further institutional strengthening initiative should begin by carrying out baseline assessment of AA, to assess the degree to which AA is succeeding in developing planning and programming capacities efficiently and effectively and to provide such answers as: is AA optimally structured to fulfill those functions? Does it have the right systems in place? Does it have the right human resources in place? For example, in the case of planning, is AA appropriately staffed? Can it deliver what it is being asked to deliver? What are the additional resources that are required to function under these capacities? 

1. Information and Communication Technology. There is need to assess AA’s future ITC demands and determine AA human resource needs related to ITC.  ITC has the potential to be a potent tool to improve AA organizational functioning and its delivery capability to the economy; to assist the sector to become more efficient in processing and managing information, delivering services and gathering lessons learned.  AA is a key player in the economic development of The Bahamas.

1. Support to develop Procedural Manuals covering every aspect of AA administrative and operational activities, to provide a framework for improving the way that AA does business. 

1. Develop Program and Project Evaluation ability as strengthening analytic capacity for strategic planning. AA  does not currently have Mechanical and Electrical (M&E) engineering capability. A good M&E system is required to provide input for strategic, policy, technical and managerial planning, ex-ante and ex-post impact assessment.  

1. Establishing a knowledge network to provide AA with up-to-date information on relevant national, regional, and global transportation issues and environmental issues.

1. Support to Develop a Training Plan and on-going training program for AA.  An on-going Training System needs to be established. 
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