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1. Introduction

The purpose of this paper is to detail the steps to be taken by WHO and MOH, when undertaking
joint physical structure rehabilitation projects in Sudan. In order to clearly show the steps to be
taken, this paper illustrates firstly the overall process and then secondly the micro-steps needed
for each stage.

2. Overall Process

The overall project process is shown in the diagram below. Each stage has micro-steps that also
need to be taken and these are illustrated within the proceeding pages.

Stage 1
Formal request

1

Stage 2
Bid Document

1

Stage 3
Biddina Process

1

Stage 4
Contract Preparation

1

Stage 5
Implementation

1

Stage 6
Issuance of work completion certificate

1

Stage 7
Final measurement, first acceptance, final payment

1 |

Stage 8
Maintenance

1

Stage 9
Final acceptance and release of final insurance
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3. Detailed stages

Stage 1
Formal Request

Written formal request, from the
relevant Ministry sent to WHO

A

A 4
WHO Engineering Team review and

make recommendations — which are If support cannot be given,
then sent to the WHO-Representative feedback will be given to the
for Sudan - WR Ministry/LHAs

A 4

WHO sends official correspondence
to Ministry/LHAS, supporting the
project and advising WHO&MOH/LHAS
to start preparation of the Bid
Document

a. Stage 1requires the following information / documentation:

Project document (background, objective, outcome)
Estimated cost, per square meter

Project duration

A 0N PRE

WHO official correspondence to Ministry/LHAS
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Stage 2
Bid Document Preparation

The Ministerial/LHAs Engineering Directorate — in
collaboration with WHO Engineering Team — will produce
the Bid Document (including the bill of quantities,
drawings and others — see below)

A

\ 4
The Bid Document officially sent to WHO, for the WHO If support cannot be given,

Engineering Team to review and provide feedbail/lﬂxxilgltrb;el_?_:\gn to the
recommendations — which are then sent to WR. y

WHO sends official correspondence to the
Ministry/LHASs, supporting the project and advising the
commencement of bidding process

b. Stage 2 requires the following information / documentation:

1. Drawings of the building — as it is now

2. Architectural, structural, mechanical, electrical and sanitation work drawings
Bill of quantities of architectural, structural, mechanical, electrical and sanitation
works — which will include the professional cleaning of the building before handover
Estimated Cost
Bidding Document, which will include: Contractor Obligations, Instructions to
Contractor (including requesting the contractor to submit their international material
catalogues), Material Specifications, Preliminary Insurance, Penalty amount and
Duration

6. WHO official correspondence to line ministry/LHAs
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Stage 3
Bidding Process

Bid invitation made by the WHO (Direct Invitation,
not less than 10 contractors if possible), to ensure
the bid is effectively distributed

A

A 4

Sealed Bids received by the WHO along with a Bid
Bond — which each contractor/bidder pays to the A
WHO

v
Bid opening by WHO committee

A 4
Bid analysis by WHO engineers

If the bids issued are over
the delegated authority for
WR Sudan receives all bidding documentation the country office, WHO-
(tenders, bid analysis report etc.) from the WHO Sub |_.._.._| Regional Office will convene
Offices and convenes WHO Bid Review Committee the Contract Review
in Khartoum (chaired by the WR) . This committee Committee to approve the
will then review all documentation and support the recommendations of the WRO
decision and produce a Bid Review Report Bid Review Committee

A 4

WR Sudan supports the choice of supplier and
advising the commencement of contract preparation

c. Stage 3 requires the following information / documentation:

Official Bid Invitation

All tenders

Proof from each bidder/contractor that they are capable of carrying out the work and
evidence of past work and bid bond

4. Bids Opening document

5. Bids Analysis document

6. WHO-Sudan bid review committee report

wh e
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Stage 4
Contract Preparation

Contract prepared by the WHO — which will
include the price in US Dollars.

A

A 4

Winning bidder/contractor to provide to the WHO
a detailed implementation timeline and a bank
guarantee — from a Governmental Bank — of 10% of
the contract cost, as preliminary insurance

If support cannot be given,
v feedback will be given to the

. Ministry/LHAS
Contract is signed by the WHO and Contractor

A

\ 4
WHO to prepare Adjudication Report

\ 4
WHO sends official correspondence to

Ministry/LHASs, supporting the project and advising
the commencement of rehabilitation implementation

d. Stage 4 requires the following information / documentation:

1. Copy of Contract
2. Implementation timeline from the contractor
3. Adjudication Report
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Stage 5
Implementation

a. Ministry/LHAs to ensure full clearance

b. Ministry committee formed to officially

4. Interim payment

quality and quantity by report including
photos and video

A 4

e. WHO Finance Unit to
release funds upon WR [
approval to contractor

d. WR approval

c. WHO Engineering
l4{ Team to review

request and prepare

1
|
i > from the site, of any obstacles > handover the site
1
! 1. Site handover to v
i contractor d. MOH/LHA & WHO documentation (i.e. c. Ministry hands over the site to contractor
I < Note for Record) of official handover, to be
' passed to WHO
| |
I 1
1 1
1
! a. Request from Contractor for advance b. WHO Engineering Team to review i
i > payment » request and prepare payment !
1 1
! 2. Advanced v !
i Payment d. WHO Finance Unit to release funds upon c. Official request from WHO Sub |
I < WR approval to contractor (the amount willbe €  Offices sent to WR Office for payment '
' no bigger than the preliminary insurance) '
1 1
1 1
- N
a. Ministry to nominate engineering team to supervise and
follow-up on the work
3. Supervision of >
implementation
< b. WHO assign engineer to supervise the implementation |«
work
b. Ministry/LHAs Engineering Dept,
a. Request from Contractor for intermediate supported by WHO, undertake
» payment measurements and to approve the

-

A

5. Daily and Weekly
Progress Reports

a. Daily and weekly reports and weekly meeting held between contractor/Ministry/LHAs and
WHO on progress — from which WHO engineers communicate progress to WR along with the
weekly taken photos

WHO Sudan
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Stage 5 requires the following information / documentation:

Variation in agreement: In the instance that a change occurs in the agreement (i.e.
increasing quantities, decreasing quantities, changing specifications and new items) a
committee decision should be taken by the Ministry/LHAs and WHO engineers, and
should be documented if still within the allocated fund. If the change exceeds original
agreed amount, approval should be obtained from WR before implementation of
additional items and the rate of additional items to contractual cost should be taken into
consideration.

Visual documentation: before the commencement of work and after the completion of
work, video and photographic footage will be taken by contractors / WHO engineers.
Furthermore, as outlined above, photographs will be taken by WHO engineers from
strategic (and the same) angles each week, to document the progress made.

For the release of funds for intermediate payments the following information /
documentation are required:

1. Request from contractor to the WHO

2. B.O.Qs of executed work (each page signed by WHO, Ministry and contractor
engineers)

3. Payment certificate approved by WHO, Ministry/LHAs engineers and Contractor

NB: 10% of executed work amount will be deducted from each Interim Payment on
the condition that it does not exceed 5% of contractual cost.

WHO Sudan

August 2005
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Stage 6
Issuance of Work Completion Certificate

Request from Contractor sent to
Supervisor engineers (WHO and
Ministry/LHAs

Ministry and WHO engineers make site
visit for assessment

A 4

Approval by Ministry and WHO engineers
and Work Completion Certificate issued by
the Ministry

f. Stage 6 requires the following information / documentation:

1. Work Completion Certificate issued by the Ministry
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Stage 7
Final measurement, first acceptance, final payment

Request from Contractor for the final measurement and
payment

\ 4

Ministry/LHAs and WHO engineers make final measurement
and approve the quality and quantity

Ministry/LHAs and WHO Bommittee visit site to check
quality; Ministry issues first acceptance certificate in
consultation with WHO

\ 4

Upon issuance of first acceptance certificate, the WHO
returns the bank guarantee — used as preliminary insurance —
to the contractor.

A 4
WHO & Ministry/LHAs engineers prepare the final

payments document to be made — 90% of the balance to be
paid to the contractor and 10% for the 1warrantee period.

A 4

WHO Engineering Team review final request and prepare
payment cover

A 4
WR to approve release of funds

A 4
WHO Fin. Team release the final payment to the contractor

g. Stage 7 requires the following information / documentation:

1. Request from contractor
2. B.O.Qs of executed work (each page signed by WHO, Ministry and contractors

engineers)
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Stage 8
Maintenance

Maintenance period (3-12 months depend on scope of
work), with follow up by Ministerial/LHAs and WHO engineers
with the contractor for any faults of the contractor
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Stage 9
Final Acceptance and Release of Final Insurance

Request from Contractor to WHO for final
acceptance and final insurance

v
Final site inspection by Ministry/LHAs and WHO Engineers

A 4
Issuance of final acceptance certificate by

Ministry/LHAs and final insurance payment by
WHO to contractor

h. Stage 9 requires the following information / documentation:

1. First Acceptance Certificate
2. Final Acceptance Certificate

3. Contract

WHO Sudan August 2005
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