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THE ANNEX

Georgetown Solid Waste Management Program

– GSWMP –

I.
Objectives
1.01 The general objective is to contribute to the improvement of the environmental conditions and quality of life of the population in Georgetown and Environs and the purpose is to implement sustainable solutions to solid waste management in these areas. The Program aims to solve the solid waste disposal problem through the implementation of a sanitary landfill at Haags Bosch with private sector participation.

1.02 Specifically, the Program aims to provide a sustainable solution to the solid waste collection and disposal problems in Georgetown and participating NDCs through: (i) strengthening the capacity of the Municipal Solid Waste Management Department (MSWMD) of the Municipality of Georgetown for the overseeing of solid waste management and disposal, and improve collection logistics and cost recovery at Georgetown and Neighborhood Democratic Councils (NDCs); (ii) raising public awareness within Georgetown and the NDCs for a better management of solid waste among households, industries, commerce, etc.; (iii) implementing the HBSLF, with the participation of a specialized operator from the private sector; (iv) providing resources to study and define technologies to treat health care and hazardous waste; (v) implementing a more efficient waste collection at the NDCs participating in the project; and (vi) providing additional resources to rehabilitate and close the Mandela landfill.

II.
Description
2.01 The Program will have the following components:
1. Institutional strengthening and capacity building for solid waste management

2.02
The objective of this component is to ensure that the institutions responsible for the provision of solid waste services are adequately capable to implement the Program and carry out future activities. To attain such objective this component will support a PEU, to be housed in the MSWMD, and an ISSC will be hired to support the MSWMD and the PEU during the execution of this project. This will be a hands on institutional strengthening and capacity building. The ISSC will advice the MSWMD and the PEU on the following activities: (i) contract supervision and project monitoring; (ii) negotiation of the CO Contract and supervision of the works and operation of the landfill executed by the CO operator; (iii) project’s accounting and budgeting; (iv) development and implementation of budgets and accounting procedures at the participating NDCs; (v) stakeholders consultation and involvement; (vi) updating the Landfill Operation and Management Manuals prepared by the design consultant; (vii) effective coordination with other local, national and international institutions; and (viii) assistance to the NDCs updating their cadastre, property valuation and PT collection system. Training will be delivered to no less than 20 professionals from the MSWMD and no less than 45 from the NDCs will be trained on their specific needs for solid waste management. Capacity building will be built on the efforts delivered during project preparation. Resources are also available to resettle the waste pickers from the Mandela to HBSF.

2. Community participation and public awareness program

2.03
This component will build on the related work of raising awareness and encouraging community participation that is being executed since 2004, which was financed with Project Preparation Facility (PROPEF) resources. The overall aim of the component is to plan and implement a comprehensive and targeted awareness-raising program that fully informs and involves citizens, householders and other key stakeholders of improvements in solid waste management in Georgetown and surrounding NDCs, and engages their participation in the improvements and on sustainable activities such as source separation of waste. Resources will be used to hire a consulting firm to implement the following activities: (i) plan and implement a strategy for raising awareness and encouraging participation in solid waste management in Georgetown and participating NDCs; (ii) build capacity within local counterparts so that community awareness activities are sustainable and ongoing after the completion of the project; and (iii) ensure strong links between the implementation of this community awareness component and the other components of the Program, as well as with other relevant donor, national and local projects and carrying out stakeholder consultation throughout the project.

3. Design, construction, operation of the Haags Bosch sanitary landfill

2.04
This component provides the resources to prepare the designs, search for a CO operator, construct and set the conditions to operate the HBSL for the first 10 of its 25-year lifetime. The engineering designs of the HBSLF have been completed (US$568,000). The search for a CO operator involves hiring consulting services of a private sector structuring and promoter that will update the existing bidding documents and prepare a draft contract to discuss with potential CO candidates (CO promoter). The consulting services will advise and support the EA in all the tender process, which in addition to preparing the required documents will include market research to promote the interest of potential CO operators, draft bidding documents, including the contract with the CO contractor, support the National Procurement Board on valuation of proposals, defining variable(s) to award the CO contract, and negotiation with the winner of the bidding, as well as briefings to the ISSC consulting firm that will monitor and supervise the CO Operator. The consulting services will include legal work to complete the bidding process and investment banking activities to provide for a successful selection of a CO operator
. 

2.05
Construction includes the financing of all the necessary fixed structures of the project such as: administration buildings, scales, space for waste recyclers (separation area, place for bathing and eating, first aid equipment, etc.) internal roads, leachate and runoff collection and treatment facilities, gas collection and treatment, recycling and composting facilities and equipment. There are specific activities to be implemented during operation such as: landscaping the base for the first landfill cells preparation of filling areas, filling two to four unused navigation canals and construction of a perimeter fence. The HBSLF, located 4 Km south of the geographical centre of Georgetown, has been designed, and will be constructed and operated according to international technical, and environmental standards and good practices. The HBSLF will be equipped with the following main infrastructure items: all weather access roads, weighbridge and reception building, administration and social building and workshop facilities; energy and water supply facilities; and wheel washing facilities. It will also incorporate all the mitigation measures identified in the Environmental Impact Assessment (EIA) and included in the project’s Environmental and Social Management Plan (ESMP). The construction of these facilities as described in the engineering designs will require financing of US$8.75 million.

2.06
Operation will follow the engineering designs, the Landfill Operation and Management Manuals and technical specifications included in the bidding documents. The CO operator will also be responsible for: (i) closing and landscaping the site when its 10 year lifetime is reached; (ii) technical, environmental and social monitoring as included in the ESMP; and (iii) writing performance and monitoring reports to the MSWMD, PEU and the EPA. The CO contract will include technical specifications for the construction and operation of the HBSLF and the conditions under which the facility will be transferred , after 10 years of operation, to the executing agency.

4. Waste collection and disposal from participating NDC

2.07
This component provides the resources to finance the following activities: (i) conduct a search for potential candidates and tender process to hire the services of private entrepreneurs following local procedures to collect the waste and deliver it at HBSLF from the participating NDCs; (ii) finance the collection and disposal at the NDCs for three years until they strengthen their PT collection capabilities with the support of this Program; (iii) clean and close approximately 7 dumpsites (US$177,500) identified during the EIA preparation; (iv) construct five small transfer stations (US$55,000); and (v) buy equipment such as collection bins and small collection vehicles that will be operated by the NDCs to access difficult areas. The waste collected by NDCs will be delivered to transfer stations from where the contractor will transport it to HBSLF.

5. Rehabilitation, expansion and closure of the Mandela landfill

2.08
This component provides resources through the PROPEF (LO‑1487/SF‑GY) to complement the existing budget of LO‑1052/SF‑GY to: (i) rehabilitate the existing land filled area; (ii) prepare five additional acres that will include waste compaction, gas and leachate collection; (iii) construct ancillary areas such as parking spaces, office buildings, wash bays, and workers shed; (v) construct an artificial wetland to treat the collected leachate; and (vi) close and landscape the site when the HBSLF is operational. A private operator has been hired to execute these tasks with loan resources.

6. Treatment and disposal of health care and hazardous waste

2.09
The component will finance consulting services to assess the sources, quantities, and characteristics to define the most cost effective treatment technology for the health care and hazardous waste generated by Georgetown and participating NDCs. Additionally, the component will finance the acquisition of the selected healthcare waste treatment technology and a special collection truck. The MSWMD-PEU, in collaboration with the Ministry of Health, will have overall responsibility for supervising the study on hazardous and healthcare wastes. The MSWMD will be responsible for implementation of the recommendations of the study. The Terms of Reference (TOR) for these studies have been prepared and reviewed by the project team.

2.10
Credit Enhancement and Partial Risk Guarantee: The Bank will provide a partial risk guarantee in support of the Government of Guyana’s (GOG’s) payment and early termination obligations included in the contract with the CO operator. If triggered, the amounts disbursed under the guarantee agreement will convert into term loans against the GOG.

III.
Cost and Financing
3.01
The total cost of the Program is US$18.070 million, funded with the Fund for Special Operations (FSO) loan. Out of the loan US$1.9 million would be paid to PROPEF. The break down of costs by Program component is provided in Table 1. All expenses finances with FSO resources are incremental, including those of the PEU. The proposed financing of the project is in line with the financial parameters agreed between the GOG and the Bank. On the other hand, the commitment and ownership of the GOG and other stakeholders with the Georgetown Solid Waste Management Program has been clearly identified, both at the institutional and financial areas. The GOG, through cabinet, has approved the legal documents that provide the institutional arrangements among the MLGRD, Municipality of Georgetown (MG) and NDC’s. These legal documents provide detail on the commitments and obligations of each party towards the project, including those obligations with the private sector (CO operator). In addition, the Ministry of Local Government and Regional Development (MLGRD) has provided the instructions, and the NDC’s have accepted them, to implement a cost recovery mechanism devised for the project. Given these considerations and the financial constrains of the institutions in Guyana that participate in the Program, it is proposed a financing of 100% of the project costs.

	Cost and Financing

	(In thousands of US$)
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	PROPEF includes: Design $568,000; Rehabilitation expansion and closing Mandela Landfill, $500,000; Institutional Strengthening, $165,000; Public Awareness $217,000, Auditing $20,000 and CO Bidding Process, $430,000. 

	


3.02
The users of the services in Georgetown and the NDCs are financing recurrent costs. It is estimated that for the five years of execution of the project, the served population will contribute, through property taxes and household fees, with US$9.4 million (this figure excludes theUS$1.7 million financed with loan resources for collection and disposal from the NDC’s while they build the capacity to pay for these services). Moreover, the GOG has the obligation to pay for these services if for any reason the revenues from the NDCs are not available. It is estimated that in the worse case scenario, the GOG will standby to pay between US$2.0 million and US$2.6 million during the five-year period of execution of the project, should the NDC’s not generate the required funds. In addition, the GOG will pay the credit fee for about US$225,000. None of these figures contributed either by the GOG, the MG or the NDC’s are considered in the project cost. 

IV.
Program Execution

4.01 Executing Agency (EA): The GM through the MSWMD will be the EA of the Program. To execute the project, the MSWMD will be supported by a PEU.

4.02 The MLGRD will commit to transfer the proceeds of the loan to the PEU housed in the MSWMD, which is operating under delegated authority of the GM. The EA, with the support of a PEU, the Steering Committee (SC) and a ISSC, will have the overall responsibility of the day‑to‑day operations of the project including procurement, contract, management and supervision of privately operated contracts, such as collection and landfill construction and operation, as well as all other contracts required under Program execution. A Subsidiary Agreement, reviewed and agreed with the project team, establishes the participating NDCs, the directive from cabinet to GM and NDCs to participate in the Program, the roles and responsibilities towards the project by the MF, MLGRD and the GM, the delegation of authority from GM to MSWMD to execute the Program, the “Deed of Gift” of the site by the Land and Survey Commission to the GM to use the land for the landfill, and the obligations of the NDCs to participate in the Program.
4.03 Program execution and administration: The execution of the Program will be the responsibility of the MSWMD and the PEU. However, the scope of the Program exceeds the responsibilities of the MSWMD since: (i) the new sanitary landfill is located outside Georgetown’s boundaries and will be implemented under a CO type of contract with a private operator; and (ii) waste collected from 15 NDCs will be disposed at HBSLF, increasing the present waste loads to be disposed off by 40% in the next five years. Therefore, in order to provide for an adequate Program execution, the GOG agreed to: (i) create an SC with the participation of all stakeholders including representatives from the NDCs in order to provide guidance to the EA and review working plans related to the Program in matters beyond the GM jurisdiction and without imposing unnecessary restrictions on the EA’s decision making, and (ii) contract an ISSC to support the EA‑PEU and provide additional strengthening and build new capacities within the MSWMD and NDCs, primarily in the area of control and supervision of the CO operator.

	


4.04
Cost recovery mechanism: A gradual evolution towards full cost recovery is found to be the most feasible solution. The agreement reached includes: (i) the improvement of the existing GM’s cost recovery mechanism through the PT with the creation of a special solid waste account; (ii) replicate the GM cost recovery mechanism at the NDC; (iii) implement, when necessary, a solid waste surcharge to cover O&M costs for collection and disposal; (iv) better enforce the illegal dumping legislation; and (v) collect a gate fee equivalent to the disposal cost. The GM’s cost recovery mechanisms rely mainly on an efficient and timely PT collection to cover O&M and capital costs for solid waste collection and the O&M cost for disposal . 
4.05
At the NDCs level it is necessary to:(i) review and update the NDCs property cadastre; (ii) computerize the PT collection system; (iii) enforce the collection of arrears; (iv) implement target public awareness campaigns; (v) implement an adequate solid waste collection system, and (vi) implement a surcharge fee for solid waste management to ensure that every NDC willing to participate in the Program generates sufficient revenues to cover its O&M costs. The Program will provide resources to buy software, hardware and hire technical assistance to improve PT collection. Additionally, one or two lawyers will be retained to assist the NDCs with their arrears, a cash reserve will be created during the first two years, and the ongoing public awareness program will be expanded to the participating NDCs

4.06
The EA: The MSWMD through the PEU, acting, as the EA in delegation of the GM, will be responsible for the Program’s implementation. The MSWMD staffing includes 65 employees total (seven managers and supervisors, five administrative and 53 operatives including waste-collectors). Additionally, there are 112 employees from private contractors including drivers, helpers and others. The PEU will be housed in the MSWMD to be responsible for project execution, with specific responsibility for procurement activities, financial management and reporting to the MSWMD and MLGRD. The PEU will include a project manager, a sanitary engineer, a procurement officer and an accountant. The profile of these professionals have been defined and they will be selected jointly by the MLGRD and MSWMD. The loan includes resources to pay for the PEU salaries. 
4.07
The MSWMD through the PEU will be responsible for the following: (i) supervise the execution of open and transparent tender exercises for the various program components in compliance with the Bank’s international competitive bidding procedures; (ii) prepare annual work plans; (iii) formulate requests for project funds; (iv) ensure compliance with the terms and conditions of the Memorandum of Understanding with key stakeholders; (v) undertake the technical monitoring, supervision and quality control of specialist consultants and contractors hired to execute particular components of the Program; (vi) oversee the use, maintenance and repair of project equipment; (vii) prepare biannually progress reports for, and attend meetings with the SC; and (viii) assist the NDCs in the implementation of an efficient waste collection system and a cost recovery mechanism. The particular role of each key institution is discussed in the following paragraphs.

4.08
The Steering Committee (SC): The Cabinet, through the CP(2005)10:1:RR, announced the establishment of the SC and specifies its composition and functions. The EA and the PEU will receive guidance from the SC. The SC includes representatives from: the MF, MLGRD, GM, MH, participating NDCs, RDCs (District 4), Private Sector Commission, Tourism Association of Guyana and Eccles/Ramsburg Community. Since early 2004, a provisory Steering Committee has been functioning regularly and has proven to be effective in coordinating certain activities
. The mission of the SC will be to support and advise the MSWMD in the progressive implementation of appropriate and affordable waste management practices, procedures and technologies in line with the interests of all key stakeholders, and to provide the basis for open discussion and agreement between the stakeholders.

4.09
The SC will monitor the performance of the EA via reporting by the MSWMD Director at biannual Committee Meetings. Other specific roles of the SC include: supervision of the relationship of the MSWMD and the CO operator, advise on the need for arbitrators, revise the MSWMD annual strategy; providing advise related to budgeting, need for training and recruitment; and the implementation of cost recovery mechanisms.

4.10
The GM: will act as EA through its MSWMD. The GM will delegate the functions of EA to the MSWMD including the signature of the contract with the CO operator and other contracts for Program execution. The GM and the participating NDCs will receive the temporary ownership of the HBSLF site according to Guyana’s legislations needed for project execution and, through the PEU, supervise and make payments to the Private Operator. The PEU will also be responsible for loan disbursement request, prepare progress reports, and make certain decisions during project execution. The GM will play an important role within the Program through participating in scheduled meetings of the SC.

4.11
The Institutional Strengthening and Supervision Consultant (ISSC): Since the creation of the MSWMD (late 2003) and with resources from the PROPEF the MSWMD has undergone institutional strengthening and capacity building in areas such as: (i) budgeting; (ii) contract preparation and negotiation with private enterprises; and (iii) public outreach. There has been a significant improvement in the way that the MSWMD conducts its operation. Today this department is able to carryout its own planning, budgeting, accounting, and collection and disposal of solid waste are being managed more efficiently. However, a successful implementation of this Program will require further strengthening of the MSWMD and the PEU to effectively carry out the financial and administrative aspects of the project and acquire new capabilities that are not currently available within the EA including: contracting, management and supervision of a CO operator, the development of new collection systems within the NDCs as well as the implementation of an efficient cost recovery mechanism.

4.12
To fulfill these important needs, the GOG and the Bank agreed to further strengthen support and the MSWMD and PEU by retaining an ISSC during the first two years of project execution, with a phase-out period during the third year. The contract with the ISSC will have specific agreements and benchmarks for know-how and technology transfer in the following areas: (i) public outreach; (ii) control and supervision of CO contracts for landfill construction and operation; (iii) design and implementation of waste collection and efficient cost recovery mechanism; and (iv) adequate execution of the project’s components. Additionally, the ISSC will be responsible for implementing the results and recommendations of the Institutional Capacity Assessment System (SECI) and will also advise the MSWMD on the phase out of the Mandela landfill. During the first two years, the international staff of the ISSC will include one engineer, one financial specialist, and a public outreach specialist. After the second year of the ISSC contract it is expected that the MSWMD staff and the PEU will carry out most of the activities
 and the ISSC staff will be reduced to the engineer.

4.13
The Bank and the ISSC will review the CO contract, prepared with resources of the loan by a specialized firm with investment banking capabilities, in order to ensure that it is balanced and equitable, and that risks are adequately distributed between the parties. 

4.14
CO operator: A contract will be signed with a private partner to build, operate, and landscape the filled parcels of HBSLF after ten year of operation. The HBSLF is located 4 km south of the geographical centre of Georgetown, to serve the city of Georgetown and the 15 adjacent NDCs. The technical specifications and conditions to build, operate and close the landfill would be part of the obligations on the CO contract signed by the CO operator and the EA. The CO operator would receive and dispose the health care waste and hazardous material at the landfill following the results of the studies financed by the component 6. The CO contract among other important conditions would include the obligations of the EA to deliver the waste from Georgetown under certain conditions and the guarantee from the GOG that a minimum volume of waste will be delivered. In turn the CO operator would commit at disposing the waste according to technical specifications and deposit a performance bond, as counter guarantee to its obligations. The contract would specify certain conditions for the early terminations and the payments and penalties thereafter, force major situations and the insurance required to the CO operator. Furthermore, since the regulatory framework for solid waste is still evolving, building and operation the HBSLF would be regulated by contract.

4.15
The CO operator will be paid to operate the HBSLF by the Municipality of Georgetown and the NDCs for the disposal of its waste. While the NDCs build the tax base to finance the collection and disposal of their waste, the MF through the MLGRD would cover such gap. An agreement between the MF, the MLGRD and the NDCs should be signed prior to Board approval of the Loan Proposal.

4.16
The parties should do their best to resolve differences of interpretation of contract clauses. Should no agreement be reached, the parties would take the case to the Public Utilities Commission (PUC). The PUC will indicate an Arbitrator, then the parties would name a representative. This group of three individuals would make their recommendation to mediate the matter. Should the parties continue disagreeing on the decision, the decision would be taken to international arbitration. The results of the international arbitration would be binding to both parties. The CO contract would include the exact procedure to resolve differences among the parties and establish the periods of time for each step of this process.

4.17
Timetable: The CO promoter will be hired with resources from the PROPEF before the end of 2005. The CO operator will be selected by mid 2006 to start construction during the second semester of 2006. The HBSLF is expected to be operational before the end of 2007 when Mandela is to reach its filling capacity. The ISSC will also be selected by mid 2006 to start working in the supervision of the CO operator. Resources from the PROPEF will also be used to start the work with the waste pickers and extend the public awareness campaign (PAC) under execution to the NDCs. This PAC will merge with the major effort of component 2 that will be contracted during 2006. The health care and hazardous waste study will be completed by July 2007, before the HBSLF is operational.

V.
Procurement of goods and services

5.01 Bank procedures will be followed in the selection on the CO operator. The CO operator will purchase goods, civil works and services following principles of efficiency and competitiveness. The CO contract will specify the conditions under which the CO operator will transfer the HBSLF to the EA. The MSWMD has staff with adequate procurement experience, and this has been strengthened through IDB training courses in procurement, disbursement and financial reporting. Furthermore, for project execution, the MSWMD will be supported by a PEU that incorporates a procurement officer, an accountant, an engineer and a manager.

VI.
Monitoring and evaluation

6.01 Monitoring: The Bank’s Guyana Country Office will monitor all major aspects of the project, in particular the financial management and procurement processes. The EA-PEU, supported by the ISSC, will report to the Bank every six months for the first three years. These reports will include (i) indication of the state of the Program relative to the agreed completion and disbursement timetables; (ii) updated completion and disbursement timetables by reference to the remaining program; (iii) a work plan and detailed action plan for the following two six-month periods; (iv) report on progress and compliance with environmental and social performance indicators in the Environmental and Social Management Plan based on monitoring reports prepared by the CO operator; and (v) report on achievement of the technical performance indicators set out in the Logical Framework.

6.02 The Ministry of Finance will submit the Program’s annual financial statements to the Bank within 120 days after each fiscal year ends. The audits will be performed in accordance with Terms of Reference approved by the Bank and with the Bank’s external audit requirements (documents AF-100 and AF-300). The audits will review the fulfillment of all the Program’s objectives, contract clauses and will cover compliance with the environmental and social requirements in the Environmental and Social Management Plan (ESMP).

6.03 Evaluation. Yearly reviews: Due to the innovative design of the operation with a CO operator and the Partial Risk Guarantee (PRG) attached to the contract, the EA has agreed to commission yearly reviews with Program’s resources for the first three years to assess progress toward the Program’s objective in accordance to the indicators stipulated in the Logical Framework for the achievement of main outputs. The results of these reviews will provide recommendations for improvements in Program execution and any corrections to address issues that were not adequately anticipated during the Program’s preparation.

6.04 Final evaluation: A final evaluation will be undertaken with Program’s resources, when 80% of the disbursement of loan resources has taken place, which will look into the evolution of the main indicators of the Logical Framework.

6.05 Independent auditing for environmental and social performance: With Program’s resources, independent environmental and social auditing will be performed after half of the resources are disbursed and just prior to the final evaluation. The EA-PEU will hire an independent firm or NGO to perform the auditing and make the results available to the EA, EPA and the Bank to be used as input for the third year review and final evaluation.
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� 	The terms of references for the CO promoter have been drafted and agreed with the Bank. The final contract with the CO promoter requires the no objection from the Bank (project team, EN3, IF3 and COF).


� 	During the flood of early 2005 the Steering Committee played an important role in coordinating activities and assisting the government to address solid waste management needs under the emergency.


� 	The TOR for the ISSC have been already drafted and agreed in principle with the GOG.
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