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A. Introduction

The Electricit¢ Du Liban (EDL) is the public electric power utility responsible for
generation, transmission, and distribution of electricity throughout Lebanon. It is under
the Administrative Tutelage of the Ministry of Energy and Water (MoEW).

Electricité¢ du Liban (EDL) is extending the implementation of the Distribution Service
Provider (DSP) project which was assigned to three local service providers. The aim of
this project is to ensure proper investment planning, effective execution of network
extension and maintenance, breakthrough in customer services, and full correlation of
energy distributed, billed and collected for deficit minimization and elimination.

The DSP project was launched initially in April 2012, and has been extended, for the
second time, starting January 2022, till May 23, 2023.

As per the DSP Contract, the Owner shall appoint a Program Manager (PM) who shall be
responsible for day to day contract management throughout the duration of the DSP
Contract.

The PM shall be composed of the EDL Project Committee assigned by the Owner and the
PM Consultant.

The DSP project is comprised of eleven key activities, as listed below, which are the core
of the DSP scope of services:

I. Preparation and Survey:

Moblization activities,

2. Network Survey activities,
II. Planning and Expansion:

3. Plans and Programs

4. Asset Management activities

I11. Construction and Implementation Tasks:

Construction of Distribution Facilities
Network Operation and Maintenance
Advanced Metering Infrastructure (AMI) activties

IV.  Customer Service and Bill Collection:

Meter Reading activities
Bill Collection activities
10. Customer Services activities

V. Coordination and Management:

1. Management and Reporting activities 2 Lf
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B. Program Manager Role
The Program Manager (i.e. PM Consultant and EDL committee) role will be to
handle the approval, monitoring, follow-up and coordination process for all of the
above-mentioned Service Providers activities on the Managerial, Technical and
Financial work based on close cooperation, careful review and monitoring, and
structured information flow.

The Program Manager shall ensure thorough coordination and organization
between EDL and the three DSPs. The flow of information and data is based on the
level of responsible groups between EDL and the DSPs through a streamlined process
to be managed by the Program Manager. The Program Manager activities shall
include, but not limited to, the following tasks:

a) Reviewing and Monitoring the measurment activities and approving the site
survey prepared by the Service Provider,

b) Reviewing and Monitoring the proposed short term plan for the management of
the Distribution Network,

¢) Monitoring and Approving the KPIs reported by the Service Provider throughout
the project execution,

d) Reviewing and approving the technical specifications of purchased equipment
including distribution transformers, cables, accessories, meters, etc.,

e) Following-up the inspected and reported Network Violation by the Service
Provider,

f) Reviewing the monthly maintenance and plan of action,

g) Reviewing and approving the technical specifications for AMI meters, metering
interfaces,

h) Auditing the issued bills and audit the accuracy of reporting of collection,
1) Monitoring the schedule of issuance and collection of bills,

J) Monitoring the Bill Collection process; and monitoring and approving the bill
collection and meter reading reports submitted by the Service Provider,

k) Receiving reports on the outages and on the types of faults and recommandations
to avoid such faults,

1) Monitoring the customer services management process and approving the needed
applications,

m) Monitoring Customer Complaints management,

n) Reviewing and approving the Service Provider monthly and quartely progress
reports.

C
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N.B.

a) PM Consultant shall communicate the baseline KPIs to EDL in order to help the
PM, at a later stage, monitor and approve the KPIs rreported by DSPs throught the
project execution.

b) PM Consultant shall ensure that all materials submittals mentioned in the B.O.Q.
are provided by DSPs in order to review and approve the related technical
specifications.

The Program Manager Consultant shall put all his experience, competence,

tidiness, and speed to execute his obligations under this Contract. When the Services
involve the exercise of power, or the obligations of the Program Manager Consultant,
authorize or require in virtue of terms of a contract between the Owner and others
(particularly, contracts between the Owner and the Service Provider), the Program
Manager shall act in accordance with such contracts between the Owner and others,
and submit reports to the Owner in this regard.
In performing the Services, the Program Manager shall give outright, specific and
clear directions, suggestions, and opinions, and define clear responsibilities
concerning any clarifications needed or requested by the Owner related to problems
that occur during the implementation and execution of the Project, and assist the
Owner in preparing a solid technical, legal and contractual file in case of any claim or
litigation, and shall document claim file activities in accurate and timely manner and
manage claims in compliance with the relevant conditions and the applicable laws and
regulations.

C. The Program Manager Scope of Services:

To ensure successful implementation of the DSP services, the Program Manager
Scope of Services shall include, but not limited to, the following tasks:

1- Project Mobilization

The Program Manager shall review and manage all activities and plans related to
the Project Mobilization process including, but not limited to:

= Review the various maintenance and service plans related to all aspects
of Project Mobilization that are developed by the Service Provider;

* Review and monitor all supply and installation plans and activities
related to the Mobilization process of the project.

2- Business Processes

" The Program Manager shall perform an identification of the existing
Business Processes (BP), categorize the DSP tasks as described in the
DSP project, and finally correlate the tasks with the processes and
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define the responsibilities and respective activities and approvals
among each other.

= The Business Processes shall be properly correlated with the DSPs
activities. The flow of processes shall be managed and monitored by
the Program Manager throughout the duration of the project in order to
ensure that all tasks, activities and approvals are being carried out and
that all responsibilities are being handled by the proper parties, in line
with the contract and scope of services of the DSPs.

3- Network Survey

The Program Manager shall perform the following activities to ensure that the key
features and the DSP Project objectives are achieved.

® Ensure the DSP adopted approach, methodology and the site activities
are accurate and adequate for the work requirements and time schedule.

" Review and approve of the survey programs, data forms, safety
procedures, safety equipment and survey tools, and resource planning
and field dispatch.

® Audit the network survey data and approve the survey findings.

= Review, audit and approve of the DSP survey inventory and correlate
the findings with EDL available Asset and operation information.

= Review and approve of the Asset mapping system, methodologies and
procedures presented by the DSP in correlation with the information
available at EDL and in line with a systematic and scientific approach.

4- Plans and Programs and Asset Management

The Program Manager shall perform the following activities to ensure that the key
features and the DSP Project objectives are achieved.

" Arrange and manage necessary meetings/workshops among involved
parties.

® Examine and review the methodologies adopted in the development of
the plans and programs.

" Review and approve the updates of DSP plans and programs to satisfy
network development, operation and maintenance taking into
consideration investment, reliability and performance.

" Review and approve the network modification schemes and the
relevance of the software tools used in network management studies.
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" Ensure proper implementation of the plans and programs, where the
goals set are being attained during the project phases within the time
schedule of each of the DSP project activities.

" Ensure that all engineering works are being completed in line with the
project technical requirements and implemented within the set time
frame.

® Ensure planning and design is being implemented in correlation with
approved Project Engineering guidelines, field specifics and network
information.

® Ensure that all schemes are prepared respecting the network
requirements and site conditions, especially when it comes to the
relation with customers.

= Review and approve all planning and design schemes that are in line
with the network improvement strategy for expansion and investment.

5- Management Task

The PM shall be performing the project management and control activities
throughout the Project duration. The process includes all actions taken to define
the current status of the project, to predict the likely time target for activity
completion, to identify problem areas, to initiate needed corrective actions, and to
forecast revised completion dates.

The PM shall be committed to support the objectives and requirements of EDL in
the management of the project. In conjunction, the PM shall execute the following
activities:
= PM shall execute the necessary progress and technical meetings to

follow up the project implementation and shall report on a quarterly

basis on the DSP progress and performance,

" PM shall monitor the Project Schedule based on a comparison of
completed tasks versus scheduled tasks and definition of remaining
tasks. Percent- completed calculation based on time applied versus
scheduled time shall not be utilized but upon percent of tasks
completed,

® PM shall review the physical progress, audit and certify the DSPs'
invoices with respect to project BOQ and terms of payment,

" PM shall arrange for proper project close out including the issue of
Project Preliminary Acceptance Certificates and Final Acceptance

Certificates.
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Quarterly Progress Reports

By the end of each quarter during project implementation, the PM Consultant shall
transmit a written Progress Report to EDL covering all aspects of the DSP project.
This report shall include progress related to the milestone plan and the schedule
plan. The original schedule shall be shown and the current status, remaining time,
and forecasted completion dates shall also be identified. The report shall reflect
project status as of the last day of the prior quarter.

In addition, the Progress Report shall include an appropriate explanation of
existing and forecasted schedule variances, the impact on the project, the cause or
source of the variance, alternatives considered, propose solutions to be adopted or
recommended, and the outcome achieved or anticipated.

The Progress Report shall also identify decisions due or outstanding. This shall
include a description of the item and the original due date, the consequences of
delay, and any recommendations pertinent to the decision process.

DSP Performance Reports

The PM shall arrange for the following performance reporting activities:

1. On monthly basis: report on Meter Reading performance, Collection
performance analysis, energy correlation and recommendations; progress
report on monthly executed activities,

2. On a quarterly basis: KPI calculation and collection performance,

3. On a six-month basis (when needed): Investment Plan update, overall six-
month assessment, improvement ratios in collection with recommendations,
summaries of the reviews, updates and revisions of the plans and programs.

4. On an annual basis (when needed): Investment Plan update, overall year
assessment, improvement ratios in collection with recommendations,
summaries of the reviews, updates and revisions of the plans and programs.

Checking DSPs' Invoices and Certifying Payments

The PM shall review, audit and finally certify the payments according to the 'Bill
of Quantity' and "Unit rate' and Terms of Payment mentioned in the contract of the
DSP. The PM will forward the duly certified invoices to EDL for payments.

Project Meetings and Minutes

The Project meetings shall be held to review project status, to ensure correct
interpretation of the Work Statement, to review design, and to maintain general
coordination between EDL, the PM and the DSPs' project personnel. The Project
meetings shall include monthly, biweekly as well as technical meetings.
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The agenda for the meetings shall be submitted to EDL who shall make comments
and approve the final version. The agenda and the location shall be adapted
according to the Project implementation. It shall include in particular a quick
review of each activity progress, with an emphasis on the difficulties if any and
technical issues which need to be solved. Technical problems shall be dealt with
during these meetings. No approval shall be given during these meetings but
documents approval status and technical pending points shall be reviewed with a
special emphasis on urgent needed decisions.

According to the meeting agenda, the PM and the DSPs shall assign the relevant
specialists and decision makers bearing in mind that these meetings shall remain
working meetings with technical issues,

The minutes of the meetings shall be prepared by the PM and shall be distributed
to be agreed and circulated within a week's time to all parties for approval and
signature. The final minutes as approved shall become the official minutes for the
given meeting.

6- Information Flow Management

The Program Manager shall ensure proper information flow and processing in
order to monitor and manage the various activities and accordingly calculate the
KPIs and evaluate the DSPs performance.

The PM, as the core party in tracking, monitoring, and following-up the DSP
activities, shall organize the workflow process in order to provide EDL
management with complete real-time visibility into the EDL business, in a way
that enables faster and better decision-making on the one hand, and enables the
DSP to improve his performance in each application he receives without any delay
on the other hand. The following shall be followed:

e Service Provider activities will require approval from the EDL / PM at the
Technical and Financial levels, starting from design and plan approvals to
works handover and reporting as applicable.

° Works shall commence only upon obtaining the required approvals from
EDL / PM and sites handed over to the Service Provider where applicable.

® Upon completion of works, the Service Provider shall obtain the PM
approval upon proper testing and commissioning where applicable.

® The Service Provider shall report completion of works along with all
supporting approval documents to the corresponding "Handle of Services
Committees" for final approval and authorization of payment.

In addition, the PM shall monitor, register, control and evaluate al] processes that
will take place during the implementation of the project and being reported by the
Service Provider on a daily, monthly and annual basis taking into consideration

the following: &
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° Integrate with existing processes utilized by the DSP,
° Ensure data security, integrity and recoverability,

° Automatically initiate alerts (as per user-defined thresholds) via various
means, whenever information or process flow is being blocked,

e Control and audit data security and concurrent user access, tracing and
history,

° Aggregate and manipulate data as required,
® Generate reports (on-line and batch) in various formats,
® Provide tools for ad-hoc queries, predictive analysis, and forecasting and

what-if type scenario investigations.

7- Performance Measurements and KPIs

Performance measurements are a critical component in setting the KPI targets for
which the DSP performance will be assessed during the implementation of the
project. The results of the performance assessments will determine incentives or
penalties to be levied on the DSP. As such, it is vital to obtain accurate, consistent,
and reliable results of all measurements that are to be carried. In order to ensure
the accuracy, consistency, and reliability of these results, the PM shall closely
monitor and coordinate with the DSP during the conducting of all such
measurements, including but not limited to:

e Asset Utilization

® Distribution System Losses

o Customer Service indicators

e O&M indicators

°  Work completion performance

® Metering & bill collection performance

The PM shall set the plan and schedule for the carrying out of the measurements in
close coordination with the DSP. In addition, the PM will continuously follow up
and monitor the process throughout the duration of the project and periodically
report to the Owner on the progress.

8- KPIs Calculations

The PM shall closely oversee the day to day execution performance of this
Contract with EDL and the DSP. The PM monitoring of the process shall be based
on the Key Performance indicators (KPI). As indicated in the DSP tender
documentation, consequences of the KPI evaluation process on the Distribution
Service Provider will determine incentives or penalties on the DSPs.
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Throughout the implementation of the project, the PM shall review the numbers
provided by the DSPs and accordingly advise to EDL the KPI results as well as
the incentives and penalties. In order to do so, the PM shall:

e Utilize a centralized monitoring control system in order to monitor, register,
control and evaluate all activities that will take place during the
implementation of the project and reported by the Service Provider on a
daily, monthly and annually basis.

° Gather information necessary for the KPI calculation from the network and
execution offices, following the workflow processes that will be established
during the early stage of the project.

e Provide the Owner with periodical reports on KPI results for each DSP to
ensure that the project objectives are being fulfilled and performance
targets met.

D. Project Deliverable Summary

The following is a summary of the deliverables that the PM will be responsible to
complete throughout the project execution:

Perform Project Management activities and provide project organization
among the PM and the DSPs in line with EDL organization.

Review and Approve of DSPs submittals including, DSPs organization
structure;  Project implementation plan; AMI activities; Network Survey
Report; inventory and mapping; Plans and Programs; DSPs Investment Plan;
DSPs Technical submittals on functional specifications; DSPs Progress
Reporting, etc.

Routinely review and approve Asset Management Engineering and Design,
annual plans and programs throughout the project execution.

Provide methodology for conducting performance measurements and KPI
calculations.

Agreement on the baseline for KPIs based on performance measurements.
Monitor the flow of information according to approved process and workflows.
Audit of the KPI calculations and assess the DSPs performance.

Audit and review reconciliations related to previous years that are not finalized
on the date of award of this contract.

E. Claims Management

The PM Consultant shall offer the following services as an integral part of the
services which associated cost is included in the total contract price:

A\ /
Ay /

|
VoY - sl Slest ala 5 e 510 b acludl g i g “° A4

AN =
7 S - A S



dunn ol da g i)

® Document claim file activities in accurate and timely manner.

® Resolve claim issues promptly and follow-up on outstanding issues.

e Perform negotiation with insured and claimant to achieve claim settlements.
e Communicate claim status to EDL, on regular basis.

® Recommend claim and éxpense reserves.

e Work in compliance with the applicable laws, rules and regulations.

° Perform claim assignments in timely and accurate manner.

° Work to ensure accurate claim settlement.

F. Handover/Take-over Process

The PM shall monitor and manage the handover process between the DSPs and the
Owner or a subsequent Service Provider during the transitional period after the End
Date of the DSP Contract.

G. Equipment and Systems

The PM Consultant shall provide all software, hardware and any other equipment
needed to accomplish his services in the utmost manner. In particular, the PM
Consultant must provide a server unit for the central data of the project, and make the
necessary operation and maintenance for this unit. In addition to put on the disposal of
the PM committee 10 Laptop PCs.

All hardware and software programs, and all other equipment that will be used by the
PM Consultant for the performance of this contract shall become the property of EDL
upon the contract completion, or any extension thereof,

H. Co-Operation with Predecessor PM

The Owner entered into an agreement with a predecessor PM Consultant to
manage the DSPs Contracts, the PM Consultant shall, after receiving the Letter of
Intent, be provided with full access to all facilities, documents, records, data and
other information in whatever form (with the exception of those properties to the
predecessor PM Consultant o dealing solely with the predecessor PM
Consultant's employees) in the predecessor PM Consultant's possession, custody
or power which are relevant to the continued contract management of the DSPs
Contracts in accordance with the relevant performance standards and obligations
under the above mentioned agreement.
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I. Co-Operation with Successor PM Consultant

If the Owner enters into an agreement with a successor consultant to become effective
following the Contract expiration, the PM Consultant shall, during the last two (2)
months of the Term (or any shorter period following execution of such successor
consultant agreement), provide the successor consultant and its representatives with
full access to the systems and all documents, records, data and other information in
whatever form (with the exception of those to be considered as personal properties to
the PM Consultant or dealing solely with the PM Consultant's employees) in the PM
Consultant's possession, custody or power, which are related to this Contract.

Three (3) months prior to expiry of the Term, the PM Consultant shall prepare and
submit to the Owner for approval, a procedure for the hand-over to the Owner.

The Owner shall monitor and manage the handover process between the predecessor
consultant and the successor consultant,

The PM Consultant shall submit the signed hand-over report to the Owner at the day
of hand-over.

IMPORTANT REMARKS:

The PM consultant is requested to manage all the contractual and operatioan! aspects
in relation to the DSP Project and to assist EDL in all activities that are related to the
DSP project management and are not mentioned explicitely in this Bidding Document
(MOUs, special reports, requests for Data,...) and that may be requested or occur
during the implementation of this contract based on EDL request.

The Consultant shall provide EDL with project management consultancy services for
the works and services implemented by the DSPs (And MRAD) during the extended
period of the DSP Project, i.e. from 1/1/2022 till 23/5/2023 and must provide EDL
with all reports in relation to the Services, including the full assessment (preliminary
and final) of the DSP reports and deliverables reflecting the works implemented by
all DSPs during the above mentioned period and the deliverables of the DSPs and
MRAD and all remaining tasks and activities and correspondances related to the
previous period

The yearly reconciliations (related to the previous period) till the end of 2021 have to
be fully achieved before the end date of the DSP Project.

The invoices assessment has to be done in accordance with the agreed mechanism of
payment.

The Consultant shall provide EDL with adequate replies to all of the respective letters
and correspondences received from the DSPs & Mrad or from EDL (via the General
Directorate of EDL or via the PM Committee).
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d&w%%%m% TOTAL PRICE VAT TOTAL PRICE
ITEM DESCRIPTION QTY VAT WITHOUT VAT INCLUDING VAT
(CURRENCY) (CURRENCY) (CURRENCY) (CURRENCY)
Deliverables
Detailed quarterly-basis ~document (i.e. every 3 U.P.(A.1) + T.P.(A.1) + VAT (A.1) +
months) reflecting the assessment results of issues U.P.(A2) + T.P.(A.2) + VAT (A.2) +
mentioned in the Scope of Services document (i.e. U.P.(A.3) T.P.(A.3) VAT (A.3)
A Terms  of Reference) and the relevant N N e Resepepese
recommendations in this respect, including the| | | |
following:
A.1 | Business process flow organization G | oomesnvssimmnman || semsamsemmevssrrn | swsssessssosssass | wssesssssssssssss
A.2 | Engineering and Management A | sssesssssemmmess | swesswesssevewess | snesssessssonsms |0 ewsswsessvemssen
A3 Information flow Management and Computation 4

In addition to the above BOQ, the Bidder shall include in the financial proposal the number of his key personnel,
experts, engineers deemed necessary for the performance of the Contract. Hence, the Bidder shall provide a detailed
priced Bill of Quantities (i.e. a breakdown for the financial proposal) explicitly revealing the following, but not limited

to, items:

— Lump sum price of the administrative staff:

— Lump sum price of Claims Management;

- Overhead Office support;

— Other expenses, etc.
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Unit price of each expert/engineer proposed for carrying out the services;
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