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Project management in praxis — Croatia’s experience in water

sector
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BACKGROUND

Obligation of the Republic of Croatia

* Treaty concerning the Accession of the Republic of
Croatia to the European Union

*Directive on the quality of water intended for human
consumption
(EUR 1.1 billion)

*Directive concerning urban waste water treatment
(EUR 2.6 billion)

*Implementation Plan for Water Utility Directives
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Implementation Plan for Water Utility (IPWUD)
Directive 91/271/EEC

UWWD
*ldentified 763 agglomeration; 294 > 2000 PE,

*43,6% sewerage connection rate,

*27 % waste water is treated

< — «Transition Period 2018, 2020, 2023

o 150000

TOTAL INVESTMENT NEEDS:
3,192 billion EUR
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Example project — City of Osijek

v, Total investment: € 72,508,560.00
Implementation period: 2013 - 2018

Project activities
Construction/reconstruction of 3 main water supply
pipelines 16 km long

\ Construction/reconstruction of sewer system (62.1 km) with
15 pumping stations
Construction of 4.4 km and reconstruction of 0.17 km of
sewers
Construction of a WWTP, capacity 170,000 PE, tertiary

/{;m = treatment
¥ /).5,", Extension of a drinking water treatment plant to remove

arsenic
Supply of system maintenance and inspection equipment

EU PPF B, S
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Example project — City of Cakovec

PROJECT DATA

*72,9 km new sewerage network,
*34 pumping station
*WWTP uprage to lll. level treatment capacity 75.000 PE.

*Reconstruction 14,15 km sewerage network
Postojeca kanalizacija

Sanacija

Rekonstrukcija ~ . .

W st ' *Rehabilitation 5 km of sewerage network
Planirano

UPOY
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Project preparation

* Projects must be in compliance with the EU regulations, national laws,
strategies and programmes;

* Projects are prepared in a complex environment;

* Projects must analyse the space completely and give integral solutions;
* Projects must be organizationally, technically, financially and ecologically
sustainable;

* Each project asks for a detailed preparation

* Early secure project environment
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Project preparation
Each project requires a thorough preparation which includes:

e Alternative solutions of the whole system (concept)

e Monitoring of water quantity and quality (when needed)

* Feasibility Study

* Cost-Benefit Analysis

* Environmental Impact Assessment Study

* Application package (Application Form + Annexes)

* Preparation of Preliminary Design for WWTP or Main Design for all other objects
planned under the project

* Preparation of Tender documentation

* Preparation of Project Implementation Plan

* Obtaining the location permit for WWTP, or confirmation of Main Design for all
other objects

*Solving all property-rights issues

EU PPF # sttmms [
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Feasibility Study

*Engineers context

*Financial context

*Social — economic context
*Ecological context

*Climate change and Risk analysis

*Project shall be technically, financially, economically, organizationally and ecologically sustainable

Technical Financial Ecconomic
concept analysis analysis

EU PPF
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Project portfolio analysis

Transition period: 2018 2020 2023 TOTAL
Average size Average Average size Average size
Size of system of project 9 of size of project 9 of of project ? of of project N? of
projects projects projects projects
(EUR) (EUR) (EUR) (EUR)

Major 108.285.429 7 - - - 108.285.429 7
Large 25.618.419 31 16.533.778 18 18.143.889 18 21.169.687 67
Medium 7.743.875 8 7.250.625 8 6.969.556 63 7.076.430 79
Small 3.540.000 1 - - 2.954.757 140 2.958.908 141
Grand Total 34.418.298 47 13.677.423 26 5.336.371 221 10.723.167 294
Size of system year

2018 2020 2023 TOTAL
Major 39,20% 0,00% 0,00% 39,20%
Small 1,85% 0,00% 12,11% 13,96%
Medium 3,51% 2,04% 8,58% 14,13%
Large 24,47% 5,04% 3,20% 32,71%
Grand Total 69,03% 7,08% 23,88% 100,00%
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Establishing of Financing model

8%

*Based on development index of local self-government unit.
*EU / State budget / Hrvatske vode / local

*Average project finance structure:

* EU finance 68%, National (State budget + HV) 24% local 8%

m EU grant

= drzavni proracun Index Local State budget Hrvatske vode

- :'Lrsva“ke vode < 50% 6,67% 46,67% 46,67%
50-75% 13,33% 43,33% 43,33%
75 -100% 20,00% 40,00% 40,00%
100-125% 26,67% 36,67% 36,67%
>125% 33,33% 33,33% 33,33%

EU PPF
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Project preparation steps

Detail review of existing condition of technical documentations;
Analysis of missing technical documentations;
Project readiness analysis;

Defining of list of priority projects;

Preparation of needed technical documentations;
Preparation of design documentations;
Preparation of project applications;

Land ownership issues;

Obtaining of necessary permits and approvals;
Project application process;

Preparation of Tender documentations;

Capacity buildings of utility companies

EU PPF # sttmms [
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Time Schedule of Major EU project
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Example of EU project life cycle

2-5 years

2005-2008

*PROJECT
preparation

EU PPF
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min 1 year

4
4

2010

eContracting
eBegining of
implement.

2009

*PROJECT
APPROVAL

eTendering
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2-4 years

Implementation

2013
2012 o|MPL.
2011 o|MPLEMENT
oimpLEMENT.  ofall
. activities
eContracting
closure

Projekat finansi
Evropsha uripy

4

2014

*|MPL.
eTrial
operation

5 years
2015-
ePROJECT e Monitor.
CLOSURE *Yearly
reports
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Schedule of large EU project — min duration

Task Mame | Duration Start 2010 2011 2012 2013 2014 2015
i’ | NDUF eI U BSONDU Fai U S ONDU e M 2SDNDM F ek D BSDNDU Fahu U BSDNDY FMaiJ U RS DND
POCETAK 1 day? 24307 <L
=] PRIPREMA PROJEKTA | 1210 days | 1.1.10 :
= STUDIJA IZVODLJIVOSTI . 750 days 1.1.10
Postupak ugovaranja . 90 days‘ 1110
Pripremni radovi (podloge - monitoring ' 180 days- 28310
Idejno riesenje (izrada ili novelacija; ve' 120 days ' 18910 ' I M P O RTA N T I I — A ct ivit i e S
Studija izvodijivosti 180 days | 12111 e
Aplikacija B0 days 291011 ° 4
Studija utjecaja na okolid ' 300 days | 12111 can be Opt|m|59d; bUt the
=] PROJEKTIRAHNJE | 545 days | 12.1.11 .
Postupak ugovaranja ' [0 days- 12111 ) tl m e ca n n ot be
Idejni projekt UPOY-a ' 120 days | 9411 '
Idejni + glavni projekti sustava 365 days 9411 d
ishodenje gradevinskih dozvola I 90 days A 26312 V c o m p re S s e ‘
=] APLICIRAHJE PROJEKTA Y 135 days | 21.6.12
Postupak nacionalne aplikacije A 45 daysA 21612
Postupak EU aplikacije ' 90 days | 4812
= 1IZRADA HATJECAJHE DOKUMENTACIJE 140 days | 30.10.12
Postupak ugovaranja ' B0 days ' 301012 (oF
Izrada ' 80 days A 271212 || R R S A
=] PROVEDBA PROJEKTA | 905 days | 14313
Postupak ugovaranja ' 150 days - 14313 '
Projektiranje UPOY-a ' 150 days ‘ 6313
Ishodenje dozvola za UPOY [ 60 days | 281213
Izgradnja UPOV-a ' 365 days | 24214
Probni rad ' 180 days | 12215
Ostali radovi na sustavu ' 450 days | 6313
KRAJ ' 1 day? 5815 ¢ 53
EU PPF e
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Establishment of PIU

-

7/

| P pp———_

RACUNOVODSTVO i
I Core staff
% Vacant
Support staff
Function
| 1 1 | |
Osoba zaduZena za Osoba zaduZena za Osoba zaduzena za
poslove s javnodéu nepravilnosti R —— upravijanje rizicima RAEERNY navizac

EU PPF
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Organisational structure

Units of Local
Government
Community / City / County

1. Delivers Letter of Intent
2 Appoints its representatives in
committees

3. Provides funds for solving
property relations

4._Issues necassary permits

5. Confirms the scope of the
project

6. Delivers the Application to the
MRRFEU

Utility company
1. Performs procurement procedures for selection of
the Designer and Consultants
2. Appoints its representatives in the project team

Contracting

C Consultant

|

Reports on the state
of project activities

Oontramin_g

Depending on the project, drafts:

1. Feasibility Study

2. Cost-benefit Analysis

3. Environmental Impact Assesment
4. Environmental Impact Study

5. Application Form

6. Follows the application process

8. Delivers regular reports

7. Corrections to previous studies and applications

EU PPF

PODRSKA EU U PRIPREMI PROJEKATA
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=3

HRVATSKE VODE

Coordination Reporis on the state
— = of project activities — — —

4 —_—_————————

ya

i PROJECT TEAM B
for each project

1. Team Leader - Authorized representative of HV
(Water Management Department)

2. Representative of the Sector

3. Representative of the EU Sector

Coordination

4. Representative of the City/Community — property
relations

5. Representative of the City/Community — permits

6. Representative of the Utility company

7. Representative of the MRRFEU — depending on the

project

= =/

E
Reports ofn the state
of project activities

Designer )

Py S ———

Property

Depending on the project, drafts:

1. Preliminary Design of the system/network with
associated facilities

2. Preliminary Design of the WWTP

3. Main Design of the system/network

4. Obtains Location Permits for the network

5. Obtains Location Permits for the WWTP

6. Obtains the Building Permits

7. Delivers regular reports

REPUBLIKA SRBIJA

MINISTARSTVO ZA EVROPSKE INTEGRACIJE

MINISTARSTVO FINANSIJA

Sektor za ugovaranje i finansiranje programa Projekat firansn
iz sredstava Evropske unije Evropeka uip

relations

0« COMMITTEE ™\

For solving property relations

Chairperson - MRRFEU
1. Member — HV surveyor
2. Member — HV lawyer
3. Member - MRRFEU

Pmperty:relaﬁons

C Law firm / Unit of Local Government )

Unit of Local Government can:

1. Independently perform activites addressing property
relations

2. Hire a law firm to perform the respective tasks on
their behalf

ppfrs | europars | meigov.rs | cfcu.govrs



Workload analysis

200 osoba
HRVATSKE VODE

115 osoba

Jedinica lokalne samouprave

1. RjeSavanje imovinsko provnih poslova
2_ lzdavanje potrabnin dozvola

Koordinacija I1zvjetiali o stanju Koordinacija

— aktivnosti na projekivt— — — —_———
_—— _——— = _—— = 1
Pl g e SR
Podaci (" PROJEKTNI TIM ) : I

- za svaki projekt |
180 osoba proj !
- 1. voditelj - Oviasteni predstavnik HY — WEO | | |
Komunalno poduzece 2. Clan 1 | I
1. Obavlja postupke javne nabave za izbor i 3 Clan 2 - m ) ) ) ) ) | |
Projektanta | Konzultatna £ F’r&dstavn!k G-rada.n'Dpr'T‘:_m - imovinski odnosi | | )
2 . Jst ik hekct - 5. Predstawvnik Grada/Opdéine - dozvole
Ml stavnika u projektnom timu 6. Predstavnik Komunalnog poduzedca | I
7. Pradstavnik MinPol] — ovisno o projekiu =
-
Izvjestaji o stanju
Ugowvaranje aktivmosti na projekiu __,/"

Ugovaranje 1
lzvijestiaji o stamju
aktivinositi na projekiu

( Konzultant )7 Proj elkta nt )

Owisno o projektu izraduje: Cvisno o projekiu izraduje:

1. Studija izvodljivost 1. ldejne projekte sustava - mreZe s pripadajudim
2. Analiza troskova - koristi objekiima

3. Progjena ufjecaja na aokalig 2. ldejni projekt UPOV-a

4. Studija utjecaja ma ckolid 3. Glavne projekie sustava - mreze

5. Aplikacijski obrazac 4. Ishoduje lokacijske dozvole mreze

&, Praii postupak apliciranja 5. Ishoduje lokacijsku dozvolu za UPOY

7. Korekoije prethodnib studija | aplikacija B, Ishoduje potvrdu glavnih projekata

8. Dastavija redovita izvjesca 7. Dostavija redovita izvjesda

EU PPF b — e

) MINISTARSTVO FINANSTJA
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Manual of Procedures and templates

—
==
==
==
F——1
) [——
E——S [
e [
—_—— e
-_— -
e E——
——1
E—
pravna osoba za upravljanje vodama
ZAGREB, Ulica grada Vukovara 220
<Naziv projekta>
Zapisnik sa sastanka br: <nn/gggg>
odrian dana <dd/mm/gggg>
Naziv projekta
Mijesecni izvjedtaj o statusu projekta br: nn/gggg
2a mjesec mm/gggg
IMEN! PRIPREMA PROJEKATA ZA EU FONDOVE
Voditel] Projektnog tima: <ime Prezimes lien je
koje :
o PROVEDBENA DOKUMENTACIA
nim st
Zapisnik sastavio: <ime Prezimes bio de <Naziv projekta> KNJIGA 3
no je
ostavl ISPIS PREDMETA
sam p Rbr. Naziv prioritet | D2 Prijavio Zaduten rj:
U <Zagrebu>, dana <dd/mm/gggg> ZVisok [
<l <Opis predmeta | utjecaj na projekt> Sredniji / <1.1,2010> <Ime Prezime> <Ime Prezime> <31

nizak>

ZAGREB, STUDENI 2010.

B w myEwE W s s

Strana | 1
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Example 1: extension of initial size of agglomeration

Wishes

Constraints

EU PPF Bt [
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Example 2: Regulatory framework

* Construction Act (NN 153/2013)

 Validity of Building permit cease if
Investor fail to start with the
construction within 3 years from
the days of obtaining building
permit.

More than 350 building

Task Name Duration Stat | 2010 2011 2012 2013 2014 2015
, | | | DUFHOUASEND VeSO s i ;
POCETAK 1 day? 24307 {}
= PRIPREMA PROJEKTA | 1210 days | 1440 | pe— )
= STUDIJA IZVODLJIVOSTI | 750 days | 140 | P ———
Postupak ugovaranja ' a0 days' 1.1.10 '
Pripremni radovi (podloge - monitoringA 180 days' 28310
Idejno rjiedenje (izrada il novelacija; ve| 120 days ‘ 18910
Studija izvodljivosti 180 days ‘ 12411
Aplikaciia [ 60days 291011
Studija ujecaja na okolis | 300days 12411
= PROJEKTIRAHJE | 545days 124.11
Postupak ugovaranja [ a0 days' 12411
Idejni projekt UPOY-a | 120days 9411
Idejni + glavni projekti sustava | 365 days' 9411 '
ishodenje gradevinskih dozvola | 90 days‘ 26312
=/ APLICIRAHJE PROJEKTA 135 days | 21.6.12
Postupak nacionalne aplikacie [ 45 days | 21612
Postupak EU aplikacie [ 90 days| 4812
=/ IZRADA HATJECAJHE DOKUMENTACIJE 140 days | 30.10.12
Postupak ugovaranja [ B0 days ‘ 301012
Izrada [ S0days 271242
=l PROVEDBA PROJEKTA | 905 days 14343
225 milijuna kuna 316 milijuna kuna
2300 km glavnih projekata mreze 3500 km glavnih projekata mreze 5.8
vodoopskrbe i odvodnje vodoopskrbe i odvodnje
20 idejnih projekata UPOV-a 57 idejnih projekata UPOV-a
5,6 milijardi kuna procijenjena vrijednost 7,9 milijardi kuna procijenjena
izgradnje vrijednost izgradnje
Ishodeno preko 500 lokacijskih dozvola;
350 gradevinskih dozvola
‘f“‘m,
REPUBLIKA SRBIJA
EU PPF 1 MINISTARSTVO ZA EVROPSKE INTEGRACIJE -
y MINISTARSTVO FINANSTJA
e s et it el Sl e v e g s

> permits issued before
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Example 3: Regulatory framework — cont.

* 2013 Environment protection Act

* 2015 Amendment to Environment protection Act
* 2007 Waste management plan 2007 - 2015

* 2017 Waste management plan 2017 — 2022

* From 2012 until today 4 ministers and 5 governments — frequent concept
changes

EU PPF # e [
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Example 4 — Public procurement TD

*TD for selection of designer and consultant
on one project — 8 A4 Binders for only one
procedure with the investment value of
680.000 EUR

EU PPF W e [

) MINISTARSTVO FINANSTJA
PODRSKA EU U PRIPREMI PROJEKATA Sektor 2 ugovaranie  Snausiranje programa e
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Example 5 Public procurement - evaluation

Received offers: 9

Clarifications on TD: 1000 questions, total 184 pages
| Decision + Evaluation report: 27 pages

| Complains: 5, total 251 pages, total 94 complain item
| Reponse to Complains: 5, total 55 pages

| DECISION OF STATE COMMISION (DKOM): 80 pagesr
Il Round of Clarification: 7, 52 pages

Il Received answers: 1548 pages

Il Decision + Evaluation report: 45 pages

Il Complains: 189 pages

Il Response to Complains: 4, 23 pages

|| DECISION OF DKOM: 27 pages

[Il FINAL DECISION: 51 pages

In TOTAL over 2600 pages, without offers!

EU PPF # sttmms [
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Time schedule of procurement process

View
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t Cluarter 2nd Quarter Jrd Quarter 4th Quarter 1st Quarter 2nd Quarter 3rd Quarter 4th €
Aktivnost - Trajanje - Poég eb Mar  Apr May Jun  Jul Aug Sep | Oct MNov Dec Jan Feb Mar | Apr May Jun | Jul Aug Sep | Oct h
@ This task has a 'Start No Earlier - ! dey? Th_ SmanD
Than' constraint on Thu2.10.14,  [20enie 2edays) Fn Mon 10.11.14 v
TETaud PrUjERIIUE Zaudtkd 30days|  Fri1d
Izrada natjefajne dokumentacije 30days| Mon10.1 Fri12.12.14
Provodenje postupka javne nabave 45days|  Fril2.12.14
Ugovaranje 60days| Thu29.1.15
Izrada natjeéajne dokumentacije 120days Thu2.4.15 Fri7.8.15
Natjeéajna dokumentacija izradena 1 day? Fri7.8.15 Sat8.8.15
4 Ugovaranje radova - mreia 295 days? Sat §.8.15 Tue 14.6.16 |
Ex ante kentrola natjefajne dokumentacije 45 days Sat 8.8.15 Thu 24.9.15| |
Objava natjefaja 1day| Thu24.9.15 Fri25.9.15
Rok za dostavu ponuda 50 days Fri25.9.15 Tue 29.12.15)
Ogjena ponuda 60 days| Wed 301215 Wed 2.3.18
0Odluka o odabiru 1day| Wed2.3.16 Thu 3.3.18
Primitak odluke o odabiru 3 days Thu 3.3.16 Sun6.3.16
Rok za Izjavljivanje falbe 10 days Sun 6.3.16 Thu 17.3.18
Odgovor na ialbu S days Thu17.3.16 Tue 22.3.16.
1. Odluka DKOM-a 30 days  Tue 22.3.16 Frizz4.16
Nova ocjena ponuda 15 days Sat234.18 Mon 9.5.16
Odluka o odabiru 1 day Mon 9.5.16 Tue 10.5.18
Primitak odluke o odabiru Jdays Tue 10.5.16 Fri13.5.16
lzvoditelj odabran 1 day? Fri13.5.16 Sat 14.5.16
Potpisivanje ugovora 30 days  Sat14.5.16 Tue 146.16
4 Ugovaranje radova - UPOV 392days  Sat8.8.45 Sun 25.9.16 .
Ex ante kontrola natjefajne dokumentacije 45 days Sat8.8.15 Thu 24.8.15
Objava natjefaja 1day| Thu24.9.15 Fri25.9.15
Rok za dostavu ponuda 80 days Fri25.9.1% Tue 28.12.15
Ocjena ponuda 90 days| Wed 30.12.15 Sun 3.4.18
Odluka o odabiru 1 day Sun 3.4.18 Mon 4.4.18
Primitak odluke o odabiru 3 days Won 4.4.16 Thu 7.4.16
Rok za Izjavijivanje falbe 10 days Thu7.4.18 Sun 17.4.186
Odgovor na falbu Sdays Mon 18.4.15 Fri22.4.18
1. Odluka DKOW-a 30 days Sat23.416 Sun 10.7.10
Nova ocjena ponuda J0days Tue245.16 4 S
Odluka o odabiru 1day| Sat2se Fri15.7.16
Primitak odluke o odabiru 3 days| Sun 2§ Fri15.7.16 Tue 16.8.16
Rok za izjavijivanje falbe 10 days, Wed
Odgovor na Zalbu Sdays sunifll Tue 16.8.16 Wed 24.8.16 [L
2. Qdluka DKOM-a 30 days. Fri 13 Sun 25.9.16 _l
|zvoditelj odabran Zdays Tue 16.8 il
Potpisivanje ugovora 30 days  Wed 24.8.18 iitcassadas | MO -h
KRAJ PROJEKTA 1day?| Sun25.9.16 365
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Projects preparation

Pipeline 1 + list 39 (4 years) Pipeline 2 (2 years)

EUR 34,6 million EUR 45,0 million

2300 km of detailed designs for water 3500 km of detailed designs for water

supply and wastewater networks supply and wastewater networks
20 preliminary designs for WWTPs 57 preliminary designs for WWTPs
Estimated value of construction: Estimated value of construction:
EUR 746 million EUR 1.053 million
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Overview of projects in water sector 2007 - 2013

Q Programsko razdoblje 2007. - 2013, (13 infrastrukturnif
projekata)

¢ Priprema projekata 1 (1 Projekt, 16 aglomeracija)
% Priprema projekata2 (36 Projekata)

P Male ntervencie 1 (61 Projek)

e,
Nﬂﬂe Intervencie 2 (2 Projekta
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°In total 158 PROJECTS
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Average duration of contracts

Network: 23,7 months

WWTP: 32,7 months
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Preparation of offers

Criteria Category % of Offers
- 1-49 70%
No of activities in Schedule
> 50 30%
. . L No 71%
Relationship between activities
Yes 29%
_ MS Excel 47%
Scheduling tool _
MS Project 53%
No 71%
Resource attached to schedule
Yes 29%
- _ No 71%
Critical path defined
Yes 29%
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Average works schedule

Planned vs. Implemented

Planned / implemented

20% 20.6%
(o]

15%

11.8%
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Types of contracts

Contract by type

1% '49

45%

m MREZA (FIDIC RED BOOK) UPOV (FIDIC YELLOW BOOK)

\_ ) EUPPF B Ee [

MINISTARSTVO FINANSTJA
{ PODRSKA EU U PRIPREMI PROJEKATA S TP g peogrn s
S Perspektiva Srbije za odrZivi razvoj iz sredstava Evropske unije Fvropeka uripy

ppfrs | europars | meigovrs | cfcugovrs N



EU Financial perspective 2007 - 2013

LEUR 559, 821 788

e Apﬂ\ved prOJects

- ©@EUR 5" M -
@ ,,
- Contrflgted actlvwias
\
751 00% L
" Allocation in the amount of EUR 199,094,853
. L4
v, % v -
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Some stats. — cont.
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Some stats. — cont.

Approved projects
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Conducted audits and controls

Procurement controls On the spot check

m Europska komisija (DG Regi
® Europski revizijski sud/DUR

= Ministarstvo financija
= Upravljacko tijelo

® Arpa

m Ostala tijela

m Ex - Ante m EX - Post m 2013 -2016 = 2017

No finding was suspendible- the system works !!
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Relationship between allocation and implementation

250
111.4% B Vrijednost odobrenih projekata (EU dio) u
, ‘000 € Mogucnost koristenja

mmm \/rijednost alokacije (2007-2013) u '000 €
200

es==P|acanja (EU dio) u '000 €
150

2013.
100
Sektor voda Sektor prometa Sektor otpada 22.06.
B Odobreno H Realizirano
50
50,000
0 0

2008 2009 2010 2011 2012 2013 2014 2015 2016
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PODRSKA EU U PRIPREMI PROJEKATA

Sva dokumenta, informacije, materijale i fotografije mozete
preuzeti na zvanicnoj internet prezentaciji EU PPF projekta
@www.ppf.rs /veb-stranica DOKUMENTA
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http://www.ppf.rs/

Pitanja i pomoc¢

Robert Kartelo

Trener, EU PPF | PPF6/EuropeAid/135637/IH/SER/RSr
+381 11 4040721

E-mail info@ppf.rs

www.ppf.rs

Hvala Vam na paznji!

MINISTARSTVO ZA EVROPSKE INTEGRACIJE
Projekat finansi
Evropsha uripy
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