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Guidelines for ECO Projects

Purpose

The purpose of the present document is to provide useful guidelines and counsel on the processes related to ECO projects, including entire project cycle: (i) initiation, (ii) assessment, (iii) implementation, (iv) overall coordination and monitoring, (v) evaluation, and maintenance. The document takes into account the principles of Modern Project Management (MPM). It is aligned, wherever necessary, with the project implementation pattern which is being followed by international organizations in executing the projects. The present Guidelines complement ECO’s existing documents which contain provisions regulating the project activities.

Definitions

The present document defines an ECO Project as “a temporary endeavor undertaken to create a unique product or service”, which aims at the attainment of ECO goals and objectives in its priority interest areas. A project may further initiate a Programme, in which case the definition of a “project” as indicated in the present document, shall also be true for the Programme. The latter is defined, herein, as a group of related projects to be managed through overall coordination. Such Programme may include ongoing project activities. ECO’s current projects are in the main activity areas of the ECO such as: trade, energy, transport, agriculture, industry infrastructure, capacity building, research, information technology enhancement, and others. These also include surveys, studies, activities, reviews, publications, and research work.

Financing

Financing of ECO projects is provided by the ECO Feasibility and General Purpose Fund (FSGPF), the Transit Transport Framework Agreement Fund (TTFA), and the Fund for Reconstruction of Afghanistan (FRA). Such funds have specific requirements for financing, as mandated by their respective regulatory documents, signed by the Founding Members of each of these funds.  

Co-financing

For those ECO projects, which are co-financed by partners, the existing funding requirements and project policies of the involved co-financiers shall be applied, wherever these are in line with ECO project guidelines. In case of any misalignment, ECO responsible Department is entitled to bring the issue to the attention of Project Monitoring Group (PMG) at the Secretariat, of which the recommendation will be final.    

Project Life Cycle

ECO considers a Project Life Cycle to be a cluster of sequential project phases, of which features are determined on needs basis by ECO and/or organizations involved in a project. Also, ECO considers a project phase to be cluster of logically related activities, which culminate in the completion of a major deliverable. ECO follows the project life cycle such as defined in the Functional Methodology of ECO.


   Project Management

ECO Project Management consists of nine main components. These will be as follows: 

1. Integration

Integration ensures that various elements of a project are coordinated. It consists of the project plan development, to consolidate the results of the project planning processes into a coherent document.

2. Scoping

Scoping ensures that the project includes all the works required to complete the project. This component consists of a) initiation, i.e. committing the organization to start the project; b) planning, i.e preparing a written project proposal; c) definition, i.e. subdividing major project deliverables into manageable components; d) verification, i.e. formalizing acceptance of the project scope; e) change control, i.e. controlling any changes to project.

3. Time scheduling

Time scheduling ensures completion of the project on time. The component consists of definition, sequencing, duration estimate, schedule development, schedule control. 

4. Cost Estimation and Control

Cost estimation and control ensures that the project is implemented within the estimated budget. It consists of: i) resource planning, ii) cost estimating, iii) cost budgeting, and iv) cost control.

5. Quality assurance and control

Quality assurance and control ensures that the project will satisfy the needs for which it was undertaken. The following steps will ensure required quality: i) quality planning, ii) quality assurance, and iii) quality control.

6. Assigning Human Resources\Management 

Human resources assigning and management ensures most effective use of the people involved with the project. It consists of i) organizational planning, i.e. identifying, documenting, and assigning project roles, responsibilities, and reporting relationships; ii) staff acquisition, i.e. getting the human resources needed assigned to and working on the project; iii) team development, i.e. developing individual and group skills to enhance project performance.

7. Communications Development

Project communication development ensures timely and appropriate generation, collection, dissemination, storage, and disposition of project information and consists of (i) communications planning, i.e. determining the information and communications needed by project stakeholders, ii) timely information distribution, iii)  performance reporting, i.e. collecting and disseminating performance information to include status reporting, progress measurement, and forecasting; (iv) administrative closure, i.e. generating, gathering, and disseminating information to formalize phase or project completion. 

8. Risk Control

Risk management identifies, analyzes, and responds to project risk. It consists of i) risk identification, ii) risk quantification, i.e. evaluating risks and risk interactions to assess the range of possible project outcomes; iii) risk response control, i.e. responding to changes in risk over the course of the project.

9. Procurement

Procurement planning and management ensures that goods and services from outside ECO, if an executing organization, be acquired. It consists of: i) procurement planning, i.e. determining what to procure and when, ii) solicitation planning, i.e. documenting product requirements and identifying potential sources; iii) solicitation, i.e. obtaining quotations, bids, offers, or proposals as appropriate; iv) source selection, i.e. choosing from among potential sellers; v) contract administration; vi) contract close-out, i.e. completion and settlement of the contract, including resolution of any open items.

Project Process

Project process consists of the following stages: (i) approval of a project concept, (ii) formulation of a project proposal, (iii) endorsement, (iv) feasibility study, (v) fact-finding, (vi) appraisal, (vii) circulation to member states, (viii) consideration and approval by CPR. 

For project process to start, its concept outline is accorded with parties to the project. A project proposal is approved through (i) approval by the ECO Meeting of the adequate rank and quorum in conformity with project application areas, and/or (ii) expression of views and comments of member states on the project proposal. In the absence of such views/comments at the Secretariat by a set date, the project proposal shall be deemed as approved. The project documentation is prepared in compliance with the core documents as listed in Annex I.        

 Coordination of project implementation

In compliance with para 30 and subpara 30.1,2,3 of the Functional Methodology of ECO, the Project Monitoring Group (PMG) is established to coordinate and monitor the life cycle of projects and programmes. The PMG functions to: (i) coordinate all matters related to project implementation and management, including change control; (ii) review, if necessary, project sourcing; (iii) report to member states through CPR on the status of project implementation; (iv) endorse project evaluation, administer project close-up, (v) monitor post-project arrangements such as maintenance, and potential post project claims and incentives. In cases of any claim while duration or after completion of a ECO project by any third party or in occurrence of any disaccord in project financials, the PMG sets up an Auditing Commission to consist of ECO Chief Accountant and qualified independent auditor/s to carry out audit. The results of such audit are submitted to the PMG for consideration. The PMG then reports to CPR. The PMG meetings are chaired by a Deputy Secretary General. The Secretary General endorses the reports of the PMG and, submits it to the CPR. The PMG consists of the Secretary General, Legal Adviser, DSGs, Department Directors, Project Team Leaders, and invitees, as may be relevant to projects. The PMG meets monthly and upon requests for review of project proposals. In its review and endorsement, the PMG is aided by a Project Progress Report or, if available, by summary reports generated by Project Management System (PMS). The PMS of ECO is based on Project Management Software. Project monitoring is carried out using the enclosed forms in Annex II. Procurement Plan and Implementation Schedule are in web-generated format. 

Project Management Organization (PMO)

Structure and processes envisaged in a Project, including coordination mechanism at various levels shall be explicit in each Project Documentation. Overall coordination of the ECO-led projects at output shall be through the PMG. For those projects, where ECO is a co-financier, not an Executing Agency, the PMG shall consider Project Progress Reports and reserve the right to request for hearings on the Project. Such hearings may be via video conferencing. 

Relationship between Executing/Implementing Agency/Financier 

In the process of project implementation, the relationship between an Executing Agency and/or Implementing Agency, and/or Financiers/Co-financiers are strictly guided by contractual obligations of parties. Any claims related to non-compliance or mismanagement in carrying out such contractual obligations shall be reviewed by PMG, wherever ECO is an Executing, or Implementing Agency or Financier. In any other cases, such disputes between parties shall be resolved based on the obligations, responsibilities, and role assignment of these parties as stipulated by their contractual obligations.

Procurement Control

Each project has a relevant subset providing a detailed procurement plan. Implementation of such procurement plan is reported by the Project to a responsible Directorate. In cases of solicitation as well as evaluation at completion (EAC), which requires ECO’s involvement, as an Executing Agency, and/or a financier, and in case of any special arrangements such as advance action and retroactive financing, the final endorsement of solicitation outcomes will be by the PMG.

Project expected impact quantification

Each ECO project has explicit, quantifiable, and measurable indicators to evaluate the impact on project-target area. Quantification will be carried out using the standards applied in ECO Trade Development Bank, the Islamic Development Bank as well as the UN. 

Reporting 

Each ECO project, through Project Progress Reports by a Project Team Leader or, in the absence of such, a Project Manager, regularly reports on project implementation to a responsible ECO Directorate, in charge of project application area. The Directorate, upon having consolidated the overall Project Performance Report, will then report to PMG at Secretariat. At the same time, a responsible Department, based on regular Progress Reports of an Implementing Agency, makes appropriate update entries into the Project Management Software System at Secretariat. Final reporting to member states is carried out through submission of a Summary Progress Report on ECO Projects to CPR. List of ECO Projects is attached. These are presented on a quarterly basis and, upon request of individual member states. Reporting may also be through video conferencing on needs basis. The outcome of such reporting is recorded, documented and attached to project documentation. 

Progressive Co-financing Scheme for Projects

To serve a basis for the development of a short-mid-long term financing scheme of ECO projects, a relevant department of the Secretariat, in charge of international relations, prepares and regularly updates, based on ECO’ existing Memorandums of Understanding (MOU) as well as other international arrangements with international entities, a List of Potential Cooperation Areas for ECO projects as stipulated in the above documents. The List provides guidance regarding potential project application areas to interested Directorates for project initiation. Such List is then submitted for consideration of the PMG on a regular basis or upon signing of each consecutive MOU or other international arrangements. 

Other arrangements

In case of contradiction of any clause of the present document with provisions of other ECO documents, including modalities, methodologies relating to projects, ones endorsed by most recent ECO decision making body, shall prevail. This document has been prepared with the aim to complement the existing ECO documents, which regulate projects and, incorporate updates on the issues related to overall coordination of projects at Secretariat.

Abbreviations

ECO – Economic Cooperation Organization

MPM – Modern Project Management

EA - Executing Agency

IA - Implementing Agency 

FSGPF – Feasibility study and general purpose Fund

TTFA – Transit Transport Framework Agreement Fund

PM – Project Management

PMS – Project Management System

CCB - Change Control Board

PMO - Project Management Organization

PC – Project Chart

PMU – Project Management Unit

PMG – Project Management Group

PTL – Project Team Leader

PM - Project Manager

QA – Quality Assurance

QC – Quality Control

CC – Change Control

EAC – Estimate At Completion

PPR – Project Progress Report

PPEF - Progress Performance Evaluation Form 

Assumptions

The present document assumes that the following terms have the connotations: the word “process” is used as a subset of project implementation, and also as a process of preparing project documentation followed by procedures for approval. 

The definition of a “project”, as stated in the document, complements the previous definitions used in ECO’s other regulatory documents related to projects. 

The present Guidelines assume that the Project Management System is installed at ECO, and Project Management Software is applied for coordination and monitoring of projects. Project Management Software is viewed as a class of computer applications specifically designed for ECO to facilitate the process of coordination and monitoring ECO projects, namely, planning, scheduling, cost and change control.

The style of narration used in the present document, i.e. use of the present indefinite tense for reference to the connotations of the modal words: “shall” and “will”, - is for reader friendly purposes, only. The style fully complies with narrative styles of guideline documents.

Annex I. Draft PD:7/7/2008
List of Project Documents Required

1. Project Organization Chart (POC)

2. Project Detailed Cost estimate, Financing plan, 


and Allocation 

3. Project Implementation Schedule (IS) 

4. Procurement Plan with Terms of Reference for 


Consulting Services (ToRC)

5. Sample Project Performance Report (PPR)

6. Statement of reporting requirements

7. Sample Progress Report (PR)

8. Sample Audit Conclusion (AC)

9. Sample Project Design and Monitoring Framework 


(PDMF)

10. Sample Individual Performance Evaluation Form 


(IPEF)for PMU members 

Annex II.1: Draft PD: 7/7/2008
GENERAL TERMS OF REFERENCE FOR THE ECO PROJECTS

Part I. Project Proposal and Process 

(i) Background information stating the current status of the activities that require funding.

(ii) Funding arrangements that could enable allocating the requested finance assistance.

(iii) Identifying primary goals and classification of a project.  

(iv) Assessment of a project’s expected maximum efficiency for ECO.

(v) Location of a project-affected area.

(vi) Implementing, executing agencies, financier/s, and co-financier/s.

(vii) Preliminary appraisal of a project proposal, and approval by a decision making body of ECO.

(viii) Start of a project.

Part II. Overall Project Coordination at ECO

(i) Establishment of the Project Management Group (PMG).

(ii) Identifying a Project Coordinator-Country and Project Team Leader/Project Manager. 

(iii) Review of project contractors/sub-contractors on needs basis.
(iv) Coordination, monitoring, and evaluation of projects. 
Part III. Project Scope and Responsibilities 

(i) Project integration

(ii) Scoping

(iii) Time Scheduling

(iv) Cost Estimation and Control

(v) Quality Assurance

(vi) Human Resources Assigning 

(vii) Communications Management

(viii) Risk Control

(ix) Procurement\ToR for Consultancies

(x) Change Control

Part IV.   Implementation Arrangements at PMU.

(i)   Equipment.

(ii)   Role distribution within a PMU.

(iii) Assignment of Work Load with detailed description of responsibilities within the PMU. 

(iv)   Reporting through Individual Performance Evaluation Forms (IPEF)of each PMU member.  

Annex II.2:Draft PD:7/7/2008

COST ESTIMASTE SCHEME/CONSULTANTS FEES  

	Item
	Foreign Exchange
	Local Currency
	Total Cost

	A. Personnel Costs 
	
	
	

	1. Project Manager 
	
	
	

	a. Remuneration and Per Diem 
	
	
	

	b. International Travel  
	
	
	

	2. National Consultant 
	
	
	

	a. Project manager 
	
	
	

	Subtotal Personnel Costs 
	
	
	

	B. Operating Expenses 
	
	
	

	1. Training & workshops 
	
	
	

	2.Capacity Building 
	
	
	

	3.  Office equipment 
	
	
	

	Subtotal operating costs 
	
	
	

	C. Other Costs 
	
	
	

	Total 
	
	
	

	Grand Total 
	
	
	


($’000)

[image: image1.emf]A nnex   II. 3 : Draft PD:7/7/2008       Project  Design and Monitoring Framework     Project Proposal Number:   ____   Date of Pro ject Approval:   ____         Remarks : (i) a  design and monitoring framework i s an active document, progressively updated and  revised as necessary, particularly following any changes in project design and   imp lementation; (ii)  i n accordance with the ECO’s Functional M odality (1998 ), it is disclosed before  the final  app raisal  of the p roject .   This draft framework may change during proc essing of the project , and the revised  version will be disclosed as an appendix to the report and recommendation of the  ECO  Project  Monitoring Group.       Design Summary  Performance  Targets/I ndicators  Data Sources/   Reporting  mechanisms  Assumptions/Risks   Impact:    Assumptions:   Risks:     Outcome:    Assumptions:   Risks:     Outputs :   Component 1        Component 2      Component 3      ACTIVITIES:    INPUTS:   Component  1      $___ financed by the    ECO FSF    Component 2      Component 3     


Annex II.4/

ECO Project Adm.Instructions 

GENERAL RULES ON EMPLOYMENT OF CONSULTANTS

Part I. General Rules

ECO permits consultants with the required technical expertise from all its member countries to bid for the assignments it finances. Selection criteria are applied to ensure that consultants have sufficient expertise to complete assignments. The following general restrictions apply to all assignments: 

Consultants must come from ECO member countries. Consulting firms must be registered in ECO member countries, and individual consultants must be citizens of member countries. 


Consultants must be fully competent and qualified for the work they will be assigned. 


Part II. Authorization


Staffing, training, or resource person assignments, re-engaging a person as a consultant requires clearance by the relevant ECO department, which monitors project implementation.  


Part II. Organizations and Employees


The following special restrictions on government organizations and employees apply to all assignments: (i) government-owned enterprises and institutions may work as consultants in their own countries only, if they can prove their legal and financially autonomous status, and (ii) ECO Member States government employees may not work as consultants in their own countries if there is a real or potential conflict of interest. 


Former government employees of Member States may work as consultants in their former ministries, departments, or agencies provided there is no real or potential conflict of interest. 

Part III.  Legal Experts and Information Technology Experts

 
ECO’s Legal Adviser clears proposals to engage legal experts as consultants for ECO projects. ECO’s Information and Technology Department clears proposals to engage information technology experts as consultants for similar assignments. 


Part IV. Other Special Cases

 
The following additional restriction applies to project proposals: project implementation process may exclude consultants from the countries to which ECO cannot make payments to comply with decisions of the United Nations Security Council. 
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