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[bookmark: _Hlk160885933][bookmark: _Hlk529173772][bookmark: _Hlk100723236]1.0: INTRODUCTION TO INSTITUTIONAL ASSESSMENT REPORT
[bookmark: _Hlk160885883]1.1 General Objective of the Institutional Assessment 
[bookmark: _Hlk92772725][bookmark: _Hlk100638402][bookmark: _Hlk158364430][bookmark: _Hlk101177263][bookmark: _Hlk92284132][bookmark: _Hlk160552495]The primary objective of this report is to present the results of the Institutional Capacity Assessment conducted on the Water and Sewerage Corporation​ (WSC) using the Inter-American Development Bank’s Platform for Analysis of Institutional Capacity (PACI) in WSC. The report considers the participation of WSC functioning as the Executing Agency (EA) for the Project “The Bahamas Water Supply and Sanitation Systems Upgrade Program” (BH-L1061).
1.2 Project Context
The operation/project is an Investment Loan Project funded by the Inter-American Development Bank. The Project has been designed to be aligned to the IDBG Country Strategy 2024-2028 (GN- 2953-1) with the Commonwealth of The Bahamas, under the Strategic Objective – 1.1 Strengthen the country’s resilience to disaster and climate change. Likewise, the Program is consistent with the IDB Group Institutional Strategy: Transforming for Scale and Impact (CA-631) and is aligned with the objective(s) of: (i) reduce poverty and inequality by increasing access to and the quality of potable water services to households in New Providence and the Family Islands and (ii) address climate change, specifically with the IDB Group Climate Change Action Plan 2021 – 2025 (GN-2848-8), by including measures to increase the climate resilience of infrastructure and reduce greenhouse gas (GHG) emissions by improving potable water loss reduction and energy efficiency) and sanitation (energy efficiency). 
The Program is also aligned with the operational focus area(s) of: (i) gender equality and inclusion of PWD by developing and implementing information and awareness campaigns aimed at the general public but targeting women, as they are the main users of water in households. (ii) institutional capacity by strengthening activities to support the modernization of the policy, legal and regulatory framework for the water and sanitation sector in The Bahamas; and capacity building of WSC (monitoring systems and processes, and technical capacities) needed to maintain levels of Non-Revenue Water Reduction (NRW), as well as activities to improve the management and conservation of water resources.



1.3 Program Objectives and Components
Objectives
The general objectives of this program are to contribute to improving WSC’s sustainability of potable water supply and wastewater services in The Bahamas. The specific objectives of the first operation are to: (i) improve coverage of potable water supply services in Family Islands and New Providence, and reliability of wastewater services in New Providence; (ii) improve WSC’s operational and financial performance; (iii) improve the governance of WSC and the water and sanitation sector.
Components
The components of the program are as follows:
· Component 1: Non-Revenue Water Reduction and Establishing Advanced Metering Infrastructure.
· Component 2 Institutional Strengthening (preliminary estimate) 
· Component 3: Access to Water. 
· Component 4: Wastewater Collection Infrastructure Upgrade. 
· Project Administration and Other Costs.

[bookmark: _Hlk529173824][bookmark: _Hlk529173838][bookmark: _Hlk517291503]1.4 Project Budget and Schedule 
The operation/project is a Conditional Credit Line for Investment Projects (CCLIP) and First Individual Operation for The Bahamas Water Supply and Sanitation Systems Upgrade Program. The CCLIP is proposed with Bank financing for an amount up to US$100 million from the Ordinary Capital resources to be implemented through two individual loan operations over a five-year period. The first operation is designed as a Specific Investment Loan for a total amount of US$50 million with disbursement period of 5 years.




[bookmark: _Hlk160886311]2.0: SPECIFIC OBJECTIVES OF THE INSTITUTIONAL ASSESSMENT
The specific objectives of the Institutional Capacity Assessment report are as follows:
1. [bookmark: _Hlk529173791]To provide a description of the results of the PACI on WSC regarding their capacity with respect to its management and control mechanisms for Project Management, Technical Quality Management, Human Resource Management, Procurement Management, Financial Management and Environmental, Social and Health and Safety Impact Management.
2. To evaluate WSC’s capacity for managing the Project, with emphasis on the technical requirements of the Bank regarding project management, procurement, financial management systems, and other operational procedures.
3. To recommend measures or steps that can be undertaken to strengthen WSC’s capacity to manage the intended project and the financial resources assigned.  

3.0: SCOPE OF THE REPORT
The PACI Report is the main deliverable resulting from the conduct of the assessment carried out during the period April-May 2024. A virtual orientation session, interviews, mini focus group sessions, and the analysis of documented evidence were used to collect the data as requested from the PACI Instrument. WSC’s technical and management staff participated in all data collection activities. Follow-up on outstanding issues and documentation were conducted via emails, virtual techniques and in-person validation sessions. The report further presents an objective view of the responses received from the staff of WSC, and reflects an objective analysis, conclusions and recommendations on the information reviewed.  
[bookmark: _Hlk529173809]








[bookmark: _Hlk517291521][bookmark: _Hlk529173849][bookmark: _Hlk100648819][bookmark: _Hlk101180163][bookmark: _Hlk517291530]4.0: PLATFORM FOR ANALYSIS OF INSTITUTIONAL CAPACITY (PACI)
[bookmark: _Hlk160888290]4.1 Purpose and Scope 
[bookmark: _Hlk134860126]The objective of the report is to present the findings resulting from the application of the   Bank’s PACI tool, developed to assess WSC’s capacity to manage the Project. The PACI is primarily an assessment of the project governance arrangement, internal management, administration, control capacity and procedures and environmental management policy, structure and strategy. The PACI consists of specific questions which were administered through virtual interviews, and mini focus group sessions between the assessors and relevant officials from WSC. In specific terms, the assessments were concluded based on the information provided regarding project management, human resource management, procurement management, financial management and environmental, social and health and safety impact management.
[bookmark: _Hlk517291538]4.2 Components of the PACI
The PACI instrument comprises a total of six modules inclusive of executability condition, key questions and comments from WSC and the assessors. The PACI’s modules are as follows:
[bookmark: _Hlk528409427]Module 1: Project Management
Module 2: Technical Quality Management
Module 3: Human resource Management
Module 4: Procurement Management
Module 5: Financial Management
Module 6: Environmental, Social and Health and Safety Impact Management
The details of the assessment for each module of the PACI are described below:





Module 1: Project Management

This module assesses the EA’s capacity to undertake the planning and programming processes, along with the corresponding allocation of the resources to implement the activities necessary for the attainment of institutional and project objectives.  It includes an assessment of the planning capacity of the institution along with its ability to translate it into strategic and operational plans, as well as in concrete goals and activities to be executed by the organization towards the attainment of institutional objectives in the short, medium and long-term. This module also investigates the institutional capacity to effectively link such plans with the programming process towards the allocation of human, technical, financial and other resources, as well as the capacity and effectiveness of the institution to effectively monitor the implementation of its strategic and operational plans, towards the accomplishment of its institutional objectives and mandate.

[bookmark: _Hlk101176653]Module 2: Technical Quality Management
This module examines the process and capability that the EA has institutionalized or utilizes to ensure that projects can meet the real needs it was designed to address. These processes include: identifying quality standards for the project and associated deliverables, measuring quality, and controlling quality. In terms of activities, this generally involves: determining and/or approving technical specifications for products, evaluating technical proposals, verifying suppliers' deliverables, and approving the final products.

Module 3: Human Resource Management

This module provides an assessment of the human resource/personnel management system. It examines the existence of norms and procedures related to the acquisition, selection, hiring, induction, development, and evaluation of the human resources of the institution, as well as the incentives, remuneration and retirement structures, among others.





Module 4: Procurement Management


This module provides an assessment of the goods, works and services management system employed by the EA. This module examines the existence of technical and administrative norms and procedures applicable to the administration and control of the goods, works and services of the institution, from the moment of making a request to its final disposition. In this regard, it comprises the request, authorization, estimates, procurement, and contracting, as well as the reception of goods and services, verification of inventories, administration, maintenance, control, safeguarding, and write-off processes.

Module 5: Financial Management
This module provides an assessment of the financial management system of the institution which includes the existence of norms, procedures and internal control systems for the administration of the financial resources of the institution, and includes, among others, budgeting, accounting, treasury and asset management systems. This module further assesses the control capacity of the EA. The control capacity represents the ability of the institution to generate and show efficiency and transparency in the administration of its resources, its ability to provide precise and reliable information on the use of financial resources, that is, the financial accounting of resources, and its capacity to provide a timely accountability on the results for its fiscal periods.

[bookmark: _Hlk101176894]Module 6: Environmental, Social and Health and Safety Impact Management
This module examines the processes and systems for environmental and social management in addition to the staff availability and technical capacities and management requirements for health and safety impact management. 








[bookmark: _Hlk517291558][bookmark: _Hlk529173877]5.0: RESULTS OF THE PACI
[bookmark: _Hlk517291574]5.1 Results of Individual Modules
[bookmark: _Hlk528954705]Module 1: Project Management 
· Over the last three years, WSC has executed several public investment projects using reimbursable international cooperation funds and non-reimbursable international cooperation funds. 
· Reimbursable international Cooperation funds: 
· Bahamas Water Supply Improvement Project for US$28.5M by the Caribbean Development Bank (CDB). The total project cost was US$41.8M, with the remaining funds of US$13.3 provided by the Government of Bahamas.  
· Non-reimbursable international cooperation funds:  
· Support for a Corporate Business Plan for the WSC of the Bahamas for US$ 150,000 by the IDB (BH-T1109)
Reference was also made to the institution’s experience in several past IDB financed projects executed between 2010-2015. 
· Legal and Regulatory Framework Update (Water Sector) for US$ 250,000 (BH-T1017). 
· New Providence Water Supply and Sanitation Systems Upgrade for US$ 81M (BH-L1028). 
· WSC was unable to determine the percentage of the organization’s total budget to investment projects. However, over the last three years, the average performance of projects executed by WSC can be rated as medium-low. Reference was made to the CDB financed project, wherein the activities are ongoing, but are behind schedule.   
· In terms of the content of progress reports prepared over the last three years, these generally contain updates/information on a combination of physical and financial execution.
· It was noted that project procurement management, project communication management and project stakeholder management have been the main problematic areas during execution of investment projects over the last three years. Specifically, the reasons for these challenges include:
· Delays in the procurement of material for projects has impacted the timeline of project execution.  WSC's limited financial capacity has also impacted the purchase of materials where the utility was contractually required to provide same.  The lack of suitable alternate materials has also been a challenge. 
· There are periodic gaps within the established chain of communication which also creates delays. 
· Lack of access to key stakeholders has been a challenge. Stakeholders including decision makers are sometimes unavailable to meet and provide timely decisions which then impacts the project schedule. 
The following features of the project environment have created ongoing difficulties for execution of the institution’s projects over the last three years:
· Budget restrictions – Inadequate or deferred allocation of required counterpart funding have resulted in budgetary restrictions. 
· Changes in government authorities – Ministerial changes result in delayed decision making. 
· Elections – Changes in government also result in delays as the new administration will need to be briefed on the project.
· Legal procedures (licenses, the protection of heritage, land transfers etc.) – Land acquisition has remained a protracted process and this can impact the overall project schedule. 
· WSC has not used the Earned Value Management methodology in the last three years to measure the performance of its projects in execution and has also not used specialized software to manage the execution of projects in the last three years. 
· In terms of the content of progress reports prepared over the last three years, these generally contain updates/information on: 
· Physical execution (% of outputs delivered compared to plan)
· Financial execution (% of budget executed compared to plan)
· Table of issues
· Action plan to address the issues.
· In the last three years, WSC has evaluated the outcomes of some projects. It was noted that WSC is not currently utilizing a formal evaluation methodology however, some general assessments of projects are undertaken. 
· The WSC notes there needs to be improvement in project evaluation. Additionally, more than 80% of projects completed in the last three years have achieved at least 75% of planned outcomes. 
· Within the WSC, the project management function is organized as follows: 
· Management is centralized in the technical departments: Technical departments are responsible for projects and carry out all related management functions at a central level.  
· Matrix management: A single department (technical or project-focused) is responsible for the project but borrows human, budget, and physical resources from other departments to perform specific functions (procurement, human resources, payments, etc.).
· WSC has not established a formal governance structure for its projects. It was noted that this is a work in progress for the organization and should be addressed this year. 
· In terms of project management documentation, WSC lacks its own institutionalized project management manual. 
· It was noted that the filing system in the WSC requires improvements and upgrades. Notwithstanding this, there are security measures to control access to documentation; backup copies of the documentation; and criteria for organizing documentation and facilitating its identification. It was noted that there may be a need to increase the filing space of the digital system/centralized network. Additionally, WSC has a policy regulating the use and maintenance of its filing system which establishes provisions to ensure the protection of personal data. It was noted that the Project Management Unit (PMU) has established a robust filing system for all projects being executed. Information/files for projects are currently retained for six years as per the agreement for the CDB financed project ‘Bahamas Water Supply Improvement’ and seven years for other national projects.  
· The intended IDB-financed project is completely aligned with the WSC’s Corporate Business Plan 2022 – 2028. Additionally, to ensure continuous alignment, from a work programming perspective, the IDB-financed project will be included in WSC’s annual work plan, although it is not required. Additionally, departments prepare annual work plans that are aligned with the institution's overall work plan. 
· It is proposed that the WSC’s Project Management Unit (PMU) and the recently formed Strategic Coordination Department (SCD) will have ultimate responsibility for managing the IDB-financed project. The PMU has experience managing projects financed with international cooperation funds in the last three years. It was noted that WSC does not include investment project funding as a part of departmental budgets. The work culture of the PMU can also be described as hierarchy culture. 
· [bookmark: _Hlk158832002]The PMU will be responsible for the following project management functions:
· General coordination of project processes and activities
· Management of project human resources
· Management of the project scope
· Management of the timeline for project activities
· Planning, monitoring, and control of project costs
· Project risk management
· Project stakeholder management
· There is a Project Manager in the PMU that already performs this function for other projects and has the qualifications to perform general project coordination of the IDB financed project. The person has the following qualifications:
· At least five years of prior experience in the area of project management
· PMP certification or similar
However, it was noted that the person does not have sufficient time to undertake this role for the intended Project. Also, the PMU does not have staff available to perform the other functions under its responsibility. It was noted that WSC has experienced difficulty in the past in finding project managers with suitable qualifications and experienced difficulties in financing their recruitment due to budget restrictions. However, managers generally stay until the projects are completed, thus describing the level of stability among project directors/project managers responsible for managing public investment projects. 



· WSC does not have all the goods and services necessary to support project execution of the intended IDB project. WSC requires the following to support its project execution:
· Offices
· Storage space
· IT equipment – laptops, servers
· Furniture – desk, chair, filing cabinets.
· Specialized equipment 
· Vehicles – Vehicles to support work on New Providence and Family Island. 
· IT system - Upgraded network to support file storage and efficient operations for email, storage, etc.
· Software licenses – Project management software, CAD licenses, meter reading software.
· Other moveable or immoveable property - Trailers for mobile offices where lack of space exists.
· Telecommunications services - Upgrade in infrastructure for telecommunications; better service package.
· Internet service
· Security services - Improvements in physical and digital security are required.
· [bookmark: _Hlk121402772]In terms of communication management for the project, WSC has available staff with experience in executing communication plans (including use of social networks and the press). The communications department has a protocol with defined roles and responsibilities that allows the department to anticipate and react to crisis situations. Additionally, the current staff in the communications department reflect the gender, ethnic, and racial diversity of the community served by the IDB project and has mechanisms for receiving and responding to complaints from the community. 





[bookmark: _Hlk108020628]PROJECT MANAGEMENT:  SUMMARY STRENGTHS AND WEAKNESSES 

	Executability Condition No.
	Executability Condition Description
	STRENGTHS
	WEAKNESSES

	Condition 1.
	The institution has recent experience in executing public investment projects with international cooperation funding
	
X
	 

	Condition 2.
	The institution has recent evidence that shows a satisfactory execution of its public investment projects
	
X
	

	Condition 3.
	The institution demonstrates good monitoring and evaluation practices during the execution and completion phases
	
X
	


	Condition 4.
	Recently completed investment projects have received satisfactory final evaluations
	
X
	

	Condition 5.
	The institution has a formal governance framework for its projects
	
X
	


	Condition 6.
	The institution has formal project management procedures.
	

	
X

	Condition 7.
	The institution has a satisfactory filing system for managing project documentation
	
X
	


	Condition 8.
	The IDB project is integrated into the institution's strategic planning mechanisms.
	
X
	


	Condition 9.
	The department responsible for managing the IDB project has recent experience
	
X
	

	
Condition 10.
	The department tasked with managing the IDB project has sufficient competent staff available to perform the functions under its responsibility
	



	


X

	Condition 11.
	The position of project manager can be easily filled and/or is relatively stable
	

	
X

	Condition 12.
	The institution has all of the goods and services necessary to support project execution
	


	

X

	Condition 13.
	The institution's communications department has competent staff available
	
X
	

	
Condition 14.
	The communications department has an agile structure that allows it to anticipate and execute project requirements
	

X
	

	
Condition 15.
	The communications department is transparent and accessible to the community
	
X
	


 



Summary – Project Management
WSC has exhibited experience in the execution of public investment projects over the last three years, including IDB financed projects. There are staff in the PMU and SCD, inclusive of a Project Manager with the required qualifications and experience, however, they do not have sufficient time to execute the proposed project. WSC also lacks its own institutionalized formal project management manual. The organization’s filing system needs improvements/upgrades; however, the PMU has established a robust filing system for all projects being executed. Additionally, the intended IDB project is aligned with the WSC’s Corporate Business Plan 2022 – 2028 and will also be incorporated into its annual workplan to ensure strategic alignment. In terms of project communication with stakeholders, WSC has competent and available staff to perform the communications function. The communications department also has a protocol with defined roles and responsibilities that allows the department to anticipate and react to crisis situations and has mechanisms for receiving and responding to complaints from the community. 













[bookmark: _Hlk528954773]





Module 2:  Technical Quality Management 
· WSC has several technical departments capable of managing the technical quality of the project components. It is proposed that the PMU, SCD and the Engineering and Planning department will collaborate. These departments possess the technical knowledge needed to manage the quality of some of the outputs under the components of the IDB project. Staff possess qualifications such as Project Management Professional (PMP), Certificate in Investment Performance Measurement (CIPM) and FA/PE license.  
· Additionally, the staff has prior experience to prepare technical inputs for procurement, evaluate suppliers' technical proposals, supervise progress in the delivery of outputs (including, where necessary, in the field), manage suppliers' change orders and perform technical validation of the outputs once delivered by contractors. Eight staff members have experience with production/inputs on projects financed by the CDB financed projects and Public Private Partnership (PPP) projects. However, not all the staff has sufficient time, and it is proposed that permanent staff will be hired to support one of the institution's functional departments. It was noted that the number of staff and units to be supported will be confirmed. 
· In the case of the outputs for which WSC does not have staff with the qualifications or time needed to manage technical quality, permanent staff to support one of the institution's functional departments will be hired. It was noted that the number of staff and areas of support will need to be confirmed.
· In the country’s operating context, at present it is difficult to find staff with these qualifications in the local market such as, Engineering, GIS, PMP and AI Digital Transformation. 
· It was noted that technical coordination will be required with other institutions to carry out the technical quality management task such as, supervising progress in the delivery of outputs (including, where necessary, in the field). Coordination will be required with central government entities such as the Bahamas Power and Lighting Co., Cable Companies, Bahamas Telecommunications Co Ltd. It was also noted that all Family Island endeavors require coordination of Local government Offices for logistics and historical aspects.
· It is proposed that both a coordination committee created for the project and bilateral interagency agreements will be utilized to coordinate the technical work of different entities. Reference was made to the project steering committee under the CDB financed project as a successful mechanism for technical coordination with different entities. 
· WSC does not have defined procedures for managing the technical quality of the project outputs, however, it was noted that technical quality management processes were developed for each project executed by the WSC. Note these have not been adopted institutionally. 
· In the last two years, there were no systemic bottlenecks in preparing and approving technical inputs and evaluating technical proposals for the following types of procurement:  
· Works
· Goods
· Non-consulting Services 
· Consulting Firms
· Individual Consultants
· In the last two years, there were systemic bottlenecks experienced in managing change orders for the following types of contracts:
· Works - Change Order values that exceed USD250k require Cabinet approval, which can create a bottleneck due to the frequency of the meetings; hence incurred delays in awaiting approvals.
· Goods - Change Orders involving select materials can result in delays as some WSC specified materials are customized from select vendors.
· Consulting Firms - Change Order values that exceed USD250k require Cabinet approval, which can create a bottleneck due to the frequency of the meetings; hence incurred delays in awaiting approvals.
· In the last two years, there were no systemic bottlenecks experienced in the process of approving deliverables for the various types of contracts. 



· The country's regulatory framework assigns responsibility for the operation and maintenance of all goods and services delivered under the IDB-financed project, this is evident under the 1976 Water and Sewerage Corporation Act and the Bahamas Customs Management Act, 1976. It was also noted that WSC will be responsible for the operation and maintenance of goods and services delivered under the IDB-financed project. 
· In the last five years, WSC has experienced the following systemic problems in the operation and maintenance of goods and services similar to the ones to be provided under the IDB-financed project: 
· A lack of physical space for storing the purchased goods 
· Restrictions in the budget for financing operational and/or maintenance expenditures 





















[bookmark: _Hlk108020875]TECHNICAL QUALITY MANAGEMENT: SUMMARY STRENGTHS AND WEAKNESSES 

	Executability Condition No.
	Executability Condition Description
	STRENGTHS
	WEAKNESSES

	

Condition 1. 
	The institution has the technical knowledge required to manage the quality of all outputs in the components for which it is responsible
	

X
	



	

Condition 2. 
	The technical staff that will be involved in the project have sufficient experience and time to perform quality management functions
	
	

X

	
Condition 3. 
	The institution is able to find and attract the technical staff necessary for the project
	

	
X

	

Condition 4. 
	Interagency technical coordination mechanisms are formally established or have been proven effective in the past
	

X
	



	

Condition 5. 
	The institution has defined procedures for managing the technical quality of project outputs
	


	

X

	

Condition 6. 
	The institution's past performance in managing the technical quality of its procurement has been satisfactory
	

X
	

	

Condition 7. 
	The institution's past performance in managing the technical quality of its contracts has been satisfactory
	


	

X

	

Condition 8.
	The institution has the skills needed to operate and maintain the goods and services delivered by the project
	

X
	



	


Condition 9.
	The institution's past performance in managing goods and services similar to the ones financed by the IDB project has been satisfactory
	



	


X














Summary – Technical Quality Management
WSC has proposed that several technical departments will manage the technical quality processes of the intended IDB financed project. It was proposed that the PMU, SCD and E&P departments will all collaborate in managing the technical quality processes. The staff has the qualifications but not sufficient time to undertake these tasks. It was noted that permanent staff will need to be hired with the relevant expertise. There will be a need to coordinate activities with other entities to carry out technical quality management tasks. In this regard a coordination committee created for the project and bilateral interagency agreements will be used. At present, it is difficult to find staff with the requisite qualifications in the local market and to attract staff with the required qualifications due to salary limits and budget restrictions. It was also noted that there have been systemic bottlenecks in managing change orders for works, goods and consulting firms. WSC also lacks documented procedures relating to technical quality management.  



















[bookmark: _Hlk108020851]Module 3:  Human Resource Management
· The Human Resource (HR) department will be involved in the following process during execution of the IDB financed project:
· The HR department will be consulted in planning the human resources needed for the project.
· The HR department will be consulted and the approver in determining the required qualifications for project staff.
· The HR department will be responsible for determining salaries and other benefits for project staff and hiring the staff needed for the project.  
· Existing staff in the HR department assigned part-time to the project with prior experience in performing the same functions will perform the tasks relating to the HR processes. 
· No other entity will be responsible for approving the HR processes during execution of the IDB financed project.  
· WSC does not have a personnel and functions manual, however the job description for the position of Project Manager exists. 
· [bookmark: _Hlk121474750]WSC has a code of conduct, ethics and integrity that regulates expected staff behavior, regulates conflict of interest, and describes penalties in the event of non-compliance. 
· WSC has formal arrangements for reporting violations of the code of conduct, ethics, or integrity and assessing and resolving alleged violations of the code of conduct, ethics, or integrity. 
· WSC has formal procedures for the hiring of permanent and temporary staff. The publication of job opportunities is mandatory for only permanent staff as per the requirements of the Industrial Agreements with both the non-management union, the Bahamas Utility Services and Allied Workers Union (BUSAWU) and the management union, the Water and Sewerage Management Union (WSMU).
· The WSC utilizes selection panels that include staff from other departments has to ensure that staff recruitment processes are competitive, and merit based. This applies to both temporary and permanent staff recruitment. 


· The regulatory framework established by the Government of Bahamas has placed the following restrictions on the hiring of temporary staff:
· Salary limits.
· Maximum contract duration of 12 months or less (renewable or nonrenewable).
· Based on WSC’s experience over the past two years, it has generally taken less than a month for the process of hiring temporary staff and between one to three months in the hiring of permanent staff.  
· The average annual rate of turnover among all temporary and permanent staff over the last two years is 10% or less. For permanent staff, the technical department has a higher-than-average turnover. There are no significant changes planned to WSC’s composition of temporary staff over the next two years. It was noted that significant changes are planned for the composition of permanent staff over the next two years, specifically, changes in the number of permanent staff and changes in the composition of permanent staff. It is anticipated that over the next 2 years, retirement will affect the attrition rate, as roles become more aligned.      
· On average, over the last ten years, it is common for the entity's highest authority to change, even within a single electoral cycle. On average, over the last ten years, the entity's second-highest authority has remained stable for more than one electoral cycle.
· WSC has formal procedures for managing the performance of temporary and permanent staff. These procedures establish the following mandatory tasks: 
· The periodic evaluation of staff performance.
· The inclusion of staff training as an input into performance evaluation. 
Also, the WSC does not require the staff to prepare annual work plans.  Furthermore, WSC has a training program for temporary and permanent staff. The training program covers topics such as project management and procurement management.
· The perception regarding the level of control that managers exert over their staff is medium to high. Additionally, the perception regarding the level of competition between employees can be rated as medium to low. Regarding the attitude towards change in the culture of WSC, it was described as neutral to change and as such the culture of the WSC will not create risks for the project. 
[bookmark: _Hlk108021021]HUMAN RESOURCE MANAGEMENT: SUMMARY STRENGTHS AND WEAKNESSES
	Executability Condition No.
	Executability Condition Description
	STRENGTHS
	WEAKNESSES

	

Condition 1. 
	The institution has sufficient skilled staff to undertake human resource management responsibilities for the project.
	

X
	



	
Condition 2. 
	The institution has legal autonomy to manage human resources under the project
	
X
	


	
Condition 3. 
	The institution has defined and updated profiles for the main positions of the project
	

	
X

	

Condition 4. 
	The institution has a robust code of ethics, with mechanisms that guarantee its application
	

X
	



	


Condition 5. 
	The hiring of personnel for the project is governed by formal procedures that guarantee open, competitive and merit-based hiring.
	


X
	




	

Condition 6. 
	The regulatory framework limits the institution’s ability to plan and determine employment conditions for temporary staff
	


	

X

	
Condition 7. 
	Staff recruitment processes have been expeditious in the past
	
X
	


	

Condition 8.
	The institution's complement of temporary staff has been relatively stable and no significant changes are expected
	

X
	



	

Condition 9.
	The average annual occupancy rate for permanent jobs in the institution has been high and no significant changes are expected
	
X
	



	

Condition 10.
	Management positions in the institution have remained stable over at least one electoral cycle
	

X
	



	

Condition 11.
	The institution has procedures that encourage the good performance of the personnel assigned to the project
	

X
	

	
Condition 12.
	The institution has a training program on issues related to Project Management
	
X
	

	
Condition 13.
	The institutional culture will support execution of the project  
	
X
	









Summary: Human Resource Management 
The Human Resource department will be involved in the human resource management functions for the project, either as an approver or consulted. The existing staff in the HR department will be assigned part-time to the project with prior experience in performing the same functions. WSC has legal autonomy to manage human resources of the project and has formal procedures for the hiring of permanent and temporary staff, managing staff performance and a robust code of ethics. However, the WSC does not have a personnel and functions manual. The attitude towards change in the culture of the institution can be described as neutral to change and will not create any risks to the project. 























Module 4: Procurement Management
· The PMU with support from the SCD and the purchasing department will be responsible for managing procurement in the IDB-financed project. The unit also has specific powers to manage the acquisitions of the institution's projects. Additionally, over the last three years the PMU has gained experience in managing procurement using policies from other funders, such as the Caribbean Development Bank.
· In terms of the procurement management processes below in the proposed IDB-financed project, the following departments will be responsible for the following: 
	Procurement Process
	Responsible Department 

	Procurement planning and monitoring
	PMU/SCD/Stores

	Preparation of tender documents (specifications)
	PMU/SCD

	Call, receipt of offers and clarification stage
	PMU

	Formation of evaluation committees
	SCD

	Evaluation of offers and award of contracts
	PMU/SCD 

	Negotiation and signing of contracts
	PMU/SCD

	Administrative and legal monitoring of contract and guarantee execution
	PMU/SCD/Internal Control, Compliance, Risk and Legal Affairs Division (ICCRL)

	Processing contract addenda
	PMU

	Contract closeout
	PMU



· The tasks associated with the specific procurement management processes in the IDB-financed project may be performed by existing staff in the PMU, Purchasing Department and SCD with partial dedication to the project. It has not been decided who will be assigned to the intended IDB project. 
· In the past, challenges were experienced in attracting procurement specialists due to difficulties in financing their recruitment as a result due to budget restrictions. In terms of procurement staff stability, over the last five years, the procurement staff have usually stayed with the entity for more than four years. 
· It was noted that no other entity will be responsible for the approvals of the procurement processes under the project. 
· The General Manager as the WSC’s highest authority will be responsible for approval of the following procurement processes; procurement planning, preparing bidding documents, issuing calls for proposals, receiving tenders, and overseeing the clarification stage, establishing evaluation committees, processing contract addenda and contract closeout. These processes usually take approximately two weeks to complete. The WSC’s Board of Directors will be responsible for evaluating tenders and adjudicating contracts and negotiating and signing contracts. These processes usually take approximately 30 – 60 days to complete. No decision has been taken on if the second or third highest authority will be responsible for approval of any procurement processes. 
· In terms of the governance of procurement management processes for the IDB project, all authorization points are under the control of the executing agency (or agencies) for the project. 
· WSC has documented procurement management procedures consistent with national procurement law. The following processes are documented:  
· Communication with bidders and interested parties
· Issuing calls for proposals, receiving tenders, and providing clarification
Flowcharts exist for the above procedures. 
· In accordance with national legislation and/or the institution’s internal procedures, upon signing of the contract and the point in which the resources are required for installation in a project are budgetary resources are required in the procurement process. The institution’s procedures can be considered completely adequate for managing procurement under the proposed IDB-financed project. 
· In the last three years, the institution has procured the following various modalities, however the WSC was unable to provide the timeframe for each. 
· Works – Calls for Proposals.
· Works – Call for Bids
· Works – Requests for Quotation
· Works – Direct Selection
· Goods and/or Services - Calls for Proposals
· Goods and/or Services – Call for Bids 
· Goods and/or Services – Requests for Quotation
· Goods and/or Services – Direct Selection 
· WSC does not have any information regarding its average procurement timeframes to determine if it is higher than the country’s average. 
· With reference to procurement activities carried out over the last three years there have been systemic bottlenecks in procurement planning and monitoring and negotiating and signing contracts. The main causes of these bottlenecks are:
· Procurement of select materials have posed some issues in the last three years, with some materials requiring prolonged lead-times. 
· The pandemic caused delays in scope and execution of work.
· In the Bahamas, the legal framework does not impose a limit on cost increases for the various types of contracts; works, goods, non-consulting services, consulting firms and individual consultants. Also, in the past three years, WSC has not retendered any of the following types of contracts mentioned above due to exceeding the legal limit. It was also noted that there has been an increase in the cost of works, goods and consulting firms any of the contracts by more than 25% in the last three years. The main reasons for these cost overruns are out-of-date reference prices and a lack of pre-feasibility studies.
· WSC utilizes its own electronic system to manage procurement, that is, Procureware (e-tender solution) and Bonfire (govt. e-tender). These are considered totally adequate for managing procurement under the IDB-financed project. 















[bookmark: _Hlk108021211]PROCUREMENT MANAGEMENT: SUMMARY STRENGTHS AND WEAKNESSES
	Executability Condition No.
	Executability Condition Description
	STRENGTHS
	WEAKNESSES

	
Condition 1. 
	The department responsible for managing procurement in the IDB project has formal responsibility for this function in the institution’s projects
	


X
	

	
Condition 2. 
	The department responsible for procurement management under the project has recent experience with IDB policies 
	


	

X

	
Condition 3. 
	The institution has sufficient skilled staff to undertake procurement management functions for the project
	

X
	



	Condition 4. 
	Procurement staffing is relatively stable and/or staff can be easily replaced if needed
	
X
	


	
Condition 5. 
	The governance structure for the IDB project fosters legitimacy and timeliness in procurement management decisions
	

X
	

	Condition 6. 
	The institution has satisfactory procedures for managing project procurement
	
X
	


	
Condition 7. 
	The institution shows a satisfactory historical performance regarding the duration of the procurement processes
	

X
	



	
Condition 8.
	The institution’s past performance has been satisfactory in terms of the average cost of procurement processes
	

X
	



	
Condition 9.
	The institution uses a satisfactory electronic system to manage procurement in the IDB project
	

X
	





Summary: Procurement Management 
It is proposed that the PMU and SCD will be primarily responsible for managing procurement in the proposed IDB financed project. Also, it has not yet been decided which staff will be assigned to undertake these processes. The PMU has experience in managing procurement based on the policies of other funders.  Approvals will not be required from another entity for the procurement management processes. Also, the WSC has experienced difficulties in finding procurement specialist due to budget restrictions, however they stay with the entity for more than four years. The WSC has experience in the procurement of works, goods and/or services and consulting services. In the Bahamas, the legal framework does not impose a limit on cost increases for the various types of contracts; works, goods, non-consulting services, consulting firms and individual consultants. The WSC also utilizes its own electronic system to manage procurement processes, that is, Procureware (e-tender solution) and Bonfire (govt. e-tender). 
Module 5: Financial Management
· The Accounts and Reports Department which reports to the Chief Financial Officer in collaboration with the PMU will be responsible for financial management of the IDB project. The Accounts and Reports Department has specific authority to conduct financial management for the entity's projects and general authority in the areas of budget, accounting, and treasury.
· In the last three years, the WSC has demonstrated experience in project financial management in policies from other funders, that is the CDB. 
· The following departments/individuals will be responsible for performing the following processes in the IDB-financed project:
	Financial Management Process
	Responsible Department/Individual

	Preparing the financial plan for the project
	SCD/PMU 

	Disbursement requests
	SCD/PMU

	Requesting funds transfers into the program account
	SCD/PMU

	Processing payments to suppliers 
	Accounts Unit 

	Filing and safeguarding the supporting documentation for expenditures 
	SCD/PMU 

	Recording project transactions in the project's accounting system
	SCD/PMU

	Bank account reconciliation
	Accounts Unit 

	Submitting documentation of eligible expenditures
	SCD/PMU

	Preparing project financial statements
	SCD/PMU

	Monitoring budget execution
	SCD/PMU

	Modifying the project budget
	SCD/PMU



· The tasks associated with the financial management processes may be performed by existing staff assigned part time to the project, however, it is still to be decided which staff will be assigned. WSC has staff with experience, however support is required to undertake the financial management tasks of the project. 
· WSC has experienced the following difficulties in finding specialists in the areas of accounting, budgeting, and treasury:
· Difficulties in finding someone with suitable qualifications.
· Difficulties in financing their recruitment due to salary limits.
· Difficulties in financing their recruitment due to budget restrictions.
· With respect to the degree of stability among staff hired in the areas of accounting, budgeting, and treasury, they usually stay with the entity for more than four years. 
· It was noted that no other entity will be responsible for the approvals of the financial processes under the project. 
· WSC’s maximum authority, that is the General Manager will be responsible for approval of the following financial management processes, which take approximately five days for each process: 
· Preparing the financial plan for the project
· Inclusion of the project budget in the national budget
· Disbursement requests
· Requesting funds transfers into the program account
· Processing payments to suppliers
· Modifying the project budget
· WSC’s second or third highest authority, will not be responsible for the approval of financial management processes of the IDB financed project. 
· WSC’s governance of financial management processes for the IDB financed project are as follows: 
· Authorization points are the ones needed—and the only ones needed—to ensure the legitimacy of procurement management decisions.
· Operational financial management decisions are authorized by mid-level management or at lower levels in the entity.
· WSC has documented procedures in the areas of accounting and budgeting. However, flowcharts do not exist for any of the financial management processes. 
· The institution’s procedures can be considered partly adequate for financial management under the IDB-financed project. 
· Based on the experience in the execution of public investment projects in the last three years, there have been systemic bottlenecks in processing payments to suppliers. The main reason is the allocation of counterpart funds. 
· WSC uses an auxiliary accounting software, that is NaviLine, to record and report transactions in its public investment projects. Additionally, WSC has an internal audit function and the functional reporting line is to the Board of Directors’ Internal Audit Committee.  ICCRL conducts risks based internal audits based on an annual and three-year audit plan as well as special investigations of suspicious activities/ irregularities.
· In the operating context of the Bahamas, there is a national law, rule, or regulation that establishes the responsibility of senior management in the executing agency for establishing internal control procedures to ensure the objectives of projects with multilateral financing are met. This is a rule by the Office of the Prime Minister and the Ministry of Finance.




























FINANCIAL MANAGEMENT: SUMMARY STRENGTHS AND WEAKNESSES
	Executability Condition No.
	Executability Condition Description
	STRENGTHS
	WEAKNESSES

	


Condition 1. 
	The department responsible for financial management of the IDB project has defined responsibility for this function in the institution's projects
	


X
	




	

Condition 2. 
	The department responsible for project financial management has recent experience with IDB policies
	
	

X

	

Condition 3. 
	The institution has sufficient skilled staff to undertake financial management functions for the project
	
	

X

	

Condition 4. 
	Staffing in the areas of accounting, budgeting, and treasury is relatively stable and/or staff can be easily replaced if needed
	

X
	

	

Condition 5. 
	The governance structure for the IDB project fosters legitimacy and timeliness in financial management decisions
	

X
	

	
Condition 6. 
	The institution has satisfactory procedures for financial management of the project
	
X
	


	

Condition 7. 
	The institution's past performance in managing project financial management has been satisfactory
	

X
	

	


Condition 8.
	The country's accounting system includes the functionalities needed for financial management of the project and is the only system used by the institution
	


X
	




	

Condition 9.
	The institution has an internal audit department with a work plan that includes the evaluation of internal controls in Bank-financed projects
	

X
	



















Summary: Financial Management 
The Accounts and Reports Department which reports to the Chief Financial Officer in collaboration with the PMU will be responsible for financial management of the IDB project. The tasks associated with the financial management processes may be performed by existing staff assigned part time to the project, however, it is still to be decided which staff will be assigned. WSC has staff with experience, however support is required to undertake the financial management tasks of the project. Approval is not required from any other external entity for financial management processes of the project. At present, there are documented procedures in the areas of budgeting and accounting, but no flow charts exist. WSC utilises NaviLine as its auxiliary accounting software to record and report transactions in its public investment projects. Additionally, there is an internal audit function, and the functional reporting line is the BoD’s Internal Audit Committee.  





















[bookmark: _Hlk108021443]Module 6: Environmental, Social and Health and Safety Impact Management.
· WSC has a policy establishing its commitment to managing environmental, social, and occupational health and safety (ESHS) impacts in its projects, however, it is out-of-date and has not received formal approval. The policy covers environmental and occupational health and safety.
· It is proposed that the PMU and SCD may be responsible for managing ESHS impacts in the IDB-financed project. It was noted that a consultant should be hired for this role or staff in the PMU and SCD should receive training to undertake these functions. The departments have specific authority for the management of ESHS impacts in the institution's projects. The authority will be specific to the IDB project and will entail oversight from the SDC and PMU to approve/enforce Environmental Social Impact Assessments/Environmental and Social Management Plans.
· In the last three years, WSC has gained experience in managing ESHS impacts in projects using national legislation in accordance with the Department of Environment, Planning and Protection - Ministry of Environmental Health and other lenders’ policies such as the CDB.
· THE PMU and SCD will perform the following functions:
· Consulting parties affected by the project in the area of ESHS.
· Ensuring that contractors comply with ESHS regulations and standards.
· It is proposed that existing staff assigned part-time to the project will perform the ESHS impact management processes during execution of the IDB-financed project, however it has not yet been decided who will perform the role. It was reiterated that training will be required for the current staff. It is proposed that the staff will be from the PMU, SCD, New Providence Operations and Five Islands Division. 
· The following resources are needed to manage the IDB project's ESHS impacts and are not available in the WSC: 
· Budget for expenses (implementation and monitoring of mitigation measures, training, communications, etc.)
· Vehicles
· Specialized equipment 

· It was noted that WSC has not hired any ESHS impact management staff in the past. 
· WSC has a procedures manual for the management of ESHS impacts, however, it is out of date or has not received formal approval. It was noted that the institution’s procedures are partly adequate for managing ESHS impacts in the IDB-financed project.
· With reference to public investment projects in the last three years, the opinions of stakeholders affected by these projects have not been incorporated into the design. Also, WSC has generated semi-annual or more frequent monitoring reports on ESHS risks and impacts. This is specific to the project funded by the CDB that is currently being executed. The CDB requires monthly reporting, inclusive of environmental reporting.
· With reference to public investment projects executed by WSC in the last three years, the following systemic problems been experienced:
· Preparing environmental, social, and occupational health and safety studies. Costs associated with ESHS studies during the preparation phase can prove to be cost prohibitive and typically result in high-level studies.
· Implementing the resettlement or compensation plan. Land acquisition has proved to be a tedious and protracted process, which can lead to delays regarding compensation. WSC is not in the practice of resettlement.













ESHS IMPACT MANAGEMENT: SUMMARY STRENGTHS AND WEAKNESSES
	[bookmark: _Hlk108011858]Executability Condition No.
	Executability Condition Description
	STRENGTHS
	WEAKNESSES

	


Condition 1. 
	The institution has a policy establishing its commitment to managing environmental, social, and occupational health and safety impacts in its projects
	


X
	




	


Condition 2. 
	The department responsible for ESHS impacts in the IDB project has defined responsibility for this function in the institution’s projects
	


X
	




	

Condition 3. 
	The department responsible for ESHS impact management in the project has recent experience with IDB policies
	


	

X

	


Condition 4. 
	The institution has skilled staff and sufficient resources to manage the project’s environmental, social, and occupational health and safety impacts
	



	


X

	

Condition 5. 
	The position of ESHS impact management specialist can be easily filled and/or is relatively stable
	


	

X

	
Condition 6. 
	The institution has formal procedures for managing ESHS impacts in its projects
	
X
	


	


Condition 7. 
	The institution can provide evidence demonstrating satisfactory performance in the management of ESHS impacts in projects
	


X
	







Summary: Environmental, Social and Health and Safety Impact Management
[bookmark: _Hlk517291606][bookmark: _Hlk517294728]WSC has a policy establishing its commitment to managing environmental, social, and occupational health and safety (ESHS) impacts in its projects, however, it is out-of-date and has not received formal approval. It was noted that a consultant should be hired for this role or staff in the PMU and SCD should receive training to undertake these functions. 
In the last three years, WSC has gained experience in managing ESHS impacts in projects using national legislation in accordance with the Department of Environment, Planning and Protection and other lenders’ policies such as the CDB. WSC has also not hired any ESHS impact management staff in the past. It was noted that the opinions of stakeholders affected by projects have not been incorporated into the design of WSC’s prior projects. Also, WSC has generated semi-annual or more frequent monitoring reports on ESHS risks and impacts. This is specific to the project funded by the CDB that is currently being executed.

6.0 CONCLUSIONS AND RECOMMENDATIONS 
[bookmark: _Hlk517291616]6.1 Conclusion
Overall Institutional Evaluation     
[bookmark: _Hlk163634591][bookmark: _Hlk163634777]The result of the PACI assessment, through virtual focus group sessions with personnel from the WSC, in addition to the review and analysis of documentation provided by its staff, indicate that the WSC has a relatively high capacity to undertake the implementation of the proposed IDB finance project. The WSC has demonstrated various degrees of experience, strengths and weaknesses in all the areas assessed. However, from an overall perspective, the main gaps existing in the institutional arrangements centre around insufficient formalised documented project execution-related policies, deficient project governance and management arrangements, limited experience in the application of IDB policies in managing projects and use of project management tools. In order to address these areas of weaknesses and increase the capacity of the WSC to manage the execution of the intended Project, the following recommendations are presented. 
6.2 Recommendations
[bookmark: _Hlk144841081]Recommendation 1: Augmentation of WSC’s Project Management Unit (PMU)
[bookmark: _Hlk163638524][bookmark: _Hlk134883011]For the project to be implemented successfully within the intended execution period, level of complexity, scope, stakeholders’ profile and the Bank’s fiduciary requirements and safeguards, it is recommended that WSC’s exiting PMU should be strengthened. The PMU should be strengthened and by including dedicated professionals whose expertise are aligned to the components and key activities of the Project. Specifically, the PMU should comprise at a minimum, a project coordinator, a procurement specialist, a finance management specialist, a project administrator, and a monitoring and evaluation specialist. The specific functions of the PMU should include, but not be limited to: Preparation, and implementation of Annual Operating Plans (AOPs); Preparation of budgets, and disbursements; Preparation of the Procurement Plan; Hiring the external audit and ensuring that the approved recommendations are implemented; Coordination of the preparation of technical reports, progress and financial reports; Monitoring of the progress of Project activities and analysis of variances of actual results against plans; Facilitation of external evaluations of the Project and ensuring, in collaboration with the participating entities, that the approved recommendations are implemented; and Serving as a liaison for the Project with the Bank. 

Recommendation 2: Training/Orientation in Bank Related Policies & Procedures
All staff from the WSC dedicated to the project should be exposed to capacity building initiatives in the Bank’s procurement and financial management policies, procedures, rules and processes. The target audience must be able to understand and apply the Bank’s protocols in relation to project planning, financial and procurement management, project reporting, project governance and risk management. Additionally, for the duration of the project the Bank’s fiduciary management staff/ specialists should offer fiduciary management coaching support to the project staff on a regular basis. The training in the policies, procedures and rules of the Bank should also be extended to any project oversight committees and other relevant stakeholders.
Recommendation 3: Establishment of a Project Governance Arrangement 
The Project should be supported at the policy, strategy and operational levels. In this regard, the Project should incorporate a project governance arrangement that includes a Project Steering Committee. The Project Steering Committee (PSC) should be the governing body of the project and should provide strategic leadership and governance oversight to the operations of the Project. The PSC should advise, guide and monitor the performance of the PMU, and recommend/approve changes as deem necessary. The PSC should have the delegated authority of the Bank to make decisions that are in accord with the objectives, approach and scope of the project as set out in various Project Planning and Execution Documents. The Project Steering Committee (PSC) should be chaired by the General Manager of WSC or designate, with the participation of key participating entities/stakeholders including but not limited to Bahamas Power and Lighting Co., Bahamas Telecommunications Co. Ltd and the Department of Environment, Planning and Protection under the Ministry of Environmental Health. 
The PSC’s main responsibilities can include: (i) facilitating the work of the PEU; (ii) providing for the necessary inter-institutional coordination among the participating agencies; (iii) monitoring the overall performance of the program; and (iv) reviewing implementation issues and providing direction and/or approval. The PSC should also have the mandate to guide implementation of all the components and related activities, but mainly serving as a body that will anticipate, identify and resolve implementation bottlenecks. 


Recommendations 4: Development of a Project Operations Manual
[bookmark: _Hlk163639071]To ensure that there are appropriate and central guidelines that support internal governance controls in relation to the independency of specific functions and corresponding separation and delegation of authority and responsibilities, a Project Operations Manual (POM) is required for the Project. The POM should clearly define the administrative, institutional, technical and operational frameworks of the Project. The POM should also outline the level of responsibilities of the WSC and other participating institutions, individuals and committees involved in the implementation of the project, in order to achieve the project’s objectives. The POM should also establish the terms, conditions, policies, procedures and processes to be applied during the execution of the project, and more specifically address the operational protocols for project management and oversight, quality assurance and control, risk management, and social engagements with project stakeholders.
Recommendation 5: Utilization of Project Management Technology Tools 
[bookmark: _Hlk128977443]The WSC must strengthen its work programming, scheduling management arrangements and project monitoring and reporting approach. The strengthening approach can be achieved through the utilization of a user-friendly project management technology tool. The use of a project management technology tool can facilitate more efficient activity decomposition, activity estimating, scheduling, resource assignment and progress monitoring and reporting. The technology tool can also simplify progress monitoring and reporting while supporting project execution oversight. The MS Project planning and scheduling tool that can be utilized. 
Recommendation 6: Incorporating Resources for Project Communication, and Monitoring and Evaluation.
The Project must ensure to incorporate resources/specialists into the project execution arrangement with the primary responsibility of managing project communications with key stakeholders, and applying pragmatic best practices in the area of monitoring and evaluation for development results. The incorporation of these resources either on a full-time or part-time basis would strengthen information management and dissemination, progress reporting and overall stakeholder engagement with the Bank, WSC, targeted communities – New Providence and Family Islands, and the people of the Bahamas. 


Recommendation 7: Creation of a Strategic Communication Management Strategy 
To ensure effective communication and assist in establishing a healthy relationship between diverse stakeholders with varying cultural and organizational backgrounds, expertise levels, interests, and perspectives, it is proposed that a communications strategy should be established. This strategy should ensure information needs and requirements of the project and those of the involved stakeholders are met by its completion. Thus, optimizing the flow of the information as per the communication management and stakeholder engagement plan. 
[bookmark: _Hlk162243713]Recommendation 8: Strengthen the Environmental, Social and Health and Safety Policy Knowledge-Base of Key Stakeholders
Since the project is classified as Category “B” according to the IDB's Environmental Safeguards Policy and is in compliance with the Bank's environmental and social policies (OP-703), project stakeholders should have an appreciation of climate change philosophies, actions and responsibilities. In this regard, there should be a dedicated drive towards creating an increased level of knowledge and familiarity of the IDB Environmental and Social Policies to the participating entities. 
[bookmark: _Hlk163643098][bookmark: _Hlk163639109]Recommendation 9: Creation of a Partnership Agreement Between WSC and other Key Entities
To enhance the operations and improve project implementation of the proposed project, consideration should be given to the development and implementation of a Partner to Partner (P2P) arrangement between WSC and other Key Entities. In this regard, partnership arrangements such as a formal Contract for Services, Memorandum of Agreement/Memorandum of Understanding or Letter of Engagement should be considered. The purpose of this approach is to establish a formal partnership arrangement, establish expectations for each party and provide guidelines for the relationship and engagements on matters such as the execution of project activities.
Recommendation 10: Proposed Implementation Arrangement
The proposed implementation arrangement for the Project includes four main entities. These entities include the borrower (Government of the Bahamas), the International Development Partner (IDB/Bank), the Executing Agency (WSC) and the Project Management Unit (PMU). The proposed functions of the various entities are described below, and the proposed organizational structure and implementation arrangements are showed in the figure below. 
· The Borrower – The Government of the Bahamas 
The Government of The Bahamas (GOBH) who will act through the Ministry of Finance is the guarantor of the loan, and supports the Project by providing implementation support and oversight on the implementation of the Project’s activities. 
· The International Development Partner – IDB/Bank
The IDB/Bank will be engaged throughout the implementation of the Project and will provide technical support and oversight in the operations of the Project where necessary. The designated focal point for project supervision at the IDB will be the Senior Sector Specialist/Team Leader. In specific term, the INE/WSA of the Bank will perform ongoing technical supervision and alignment of implementation activities and will also use its experience in ongoing operations to provide or facilitate the provision of technical guidance as needed.
· The Executing Agency - WSC
WSC will be the Executing Agency (EA), which will have oversight over the entire execution of the Program. WSC will be ultimately responsible for the overall technical, environmental and social, fiduciary, and administrative management and monitoring, evaluation, and reporting of the Project. WSC will function as the direct counterpart of the Bank with respect to all aspects of the Project.
· The Project Management Unit
WSC will utilize its established Project Management Unit (PMU), which will act as the vehicle through which the WSC will discharge its functions and responsibilities within the framework of the Program, and will serve as the liaison point with the Bank, with the various administrative, financial, environmental and social, and technical personnel of the Government of the Bahamas. WSC-PMU will represent the central pillar for the day-to-day management, administration and execution of the Project including Project coordination and monitoring of all aspects of the Project implementation, including social and environmental safeguards, and report preparation. WSC, through the PMU, will also perform procurement and project/contract management with respect to all infrastructure works.




Figure 1: Proposed Implementation Arrangement and Organizational Structure[image: ]
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