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<Project concept paper for the KSP-IDB Joint Consulting project>

Integrated Operations and Control Center in Villavicencio
Date: August 16, 2016
I. Introduction

1. Previously in 2015, the Inter-American Development Bank (“IDB”) and the Export-Import Bank of Korea (“Korea EXIMbank”), as the Government Agency for the Knowledge Sharing Program (“KSP”), jointly carried out a consulting project, ‘Smart City Technical Project Design and Implementation Plan for Valledupar and Villavicencio’ (“Project-1”) to develop a conceptual design for the Integrated Operations and Control Center (“IOCC”). As the Project-1 was successfully completed in February 2016, the IDB submitted a KSP proposal for a further study at the request of the Municipality of Villavicencio (“MoV”) and the Financial Institution for Development of Colombia (“Findeter”).
2. With the approval of the Ministry of Strategy and Finance of Korea (“MoSF”) for the proposal, the Korea EXIMbank made arrangements with the IDB to prepare this Project Concept Paper (“PCP”). Based upon the PCP, a further study will be conducted in close cooperation with the IDB, the MoV, and the Findeter to facilitate the process of project implementation.
II. Rationale
3. By 2050 the urban population is expected to rise to 90% in Latin America and the Caribbean (“LAC”). Thus, it is critical to better respond to negative consequences of the urbanization process to ensure the long-term sustainability of the region. In this context, the IOCC, which helps city authorities to deal with urban problems at a single place, has been emerged as one of the important agendas within the IDB’s Emerging and Sustainable Cities Program
 (“ESC”), as shown in its loan project, ‘Fiscal and Public Investment Expenditure Strengthening in Barranquilla’ (CO-L1133).

4. To support such efforts of the IDB, Korea has shared its diverse experience and expertise in leveraging the Information and Communication Technologies (“ICT”) to innovate city management system of LAC countries within the ESC. Specifically since 2011, the KSP has collaborated with six municipalities: Goiania (Brazil), Montevideo (Uruguay), Santa Ana (El Salvador), Montego Bay (Jamaica), Valledupar (Colombia), and Villavicencio (Colombia). Prominent among them is Villavicencio, which recently works hard to transform itself into a Smart City with a view to addressing urban problems in a more effective way.

5. According to the results of the Project-1, Villavicencio faces various issues coupled with the rapid urbanization and growth of population. Among representative concerns that cause social anxiety and great inconvenience to citizens are: (i) high rate of crime, including homicide, drug trafficking, and kidnapping; (ii) traffic congestion and accidents caused by poor transportation services, insufficient infrastructure, and a steep increase in the number of motorcycles and automobiles; and (iii) vulnerability to natural disasters, especially in the wet season.
6. The IOCC is regarded as one of the answers to addressing such challenges, as the Project-1 proposed. From the same perspective, the MoV inaugurated the Command and Control Center (“CCC”) on April 2016. This significant step towards Smart City is expected to allow the MoV to take a better coordinated approach through its software and application program, Polis Virtual, which connects different organizations such as National Police, Civil Defense, Fire Authorities, Prosecution Service, Red Cross, and National Institute for Legal Medicine and Forensic Sciences.
7. Nonetheless, however, the CCC needs to expand its service scope and deploy more equipment to function as a genuine IOCC. The problem is that the current CCC still does not cover all major urban issues, but as of now it is primarily focused on public security aspects. Thus, as the Project-1 recommended, the CCC requires additional core subsystems; for example, traffic signal control system, traffic video surveillance system, traffic information management system, public transportation information control system, crime prevention system, criminal vehicle tracking system, and disaster surveillance system.
8. To this end, it is crucial to connect the CCC with other relevant agencies and existing systems including the Traffic Control Center (“TCC”) and the Communication and Emergency Center (“CEC”). Such integration will allow the MoV to handle all major urban challenges at one place in an advanced, consistent, and integrated way, as well as reduce unnecessary inefficiencies and duplication of efforts. In addition, the evolution of the CCC into the IOCC will support the Municipal Development Plan 2016-2019, which aims to foster a better living environment.
9. In this sense, the mayor of Villavicencio expressed his satisfaction with the results of the Project-1 and willingness to take the next step forward. Therefore, the KSP and the IDB agreed to jointly conduct a follow up project, ‘Integrated Operations and Control Center in Villavicencio’ (“Project-2”), based upon the findings of the Project-1. The Korea EXIMbank will be in charge of preparation and implementation of the Project-2 in active cooperation with the IDB, the Findeter, and the MoV.
III. Project Overview

A. Objectives

10. To allow the CCC to evolve into a genuine IOCC, the Project-2 aims to verify the relevance of technical design and implementation plan proposed during the Project-1, and provide complete specifications required for procurement in line with Colombia’s legislation.
11. More specifically, the Project-2 will identify detailed requirements to
(i) Expand surveillance area and service scope that the CCC currently covers;

(ii) Connect the existing agencies and systems with the CCC;
(iii) Deploy further smart city services proposed during the Project-1;
(iv) Facilitate cooperation and communication between related organizations; and
(v) Ensure the sustainable operation and maintenance of the future CCC.
B. Impacts
12. The ultimate goal of the Project-2 is to support and facilitate sustainable urban development of Villavicencio. A variety of socio-economic benefits derived from the Project-2 are expected as follows.
13. Social impact: The evolution of the CCC into the IOCC will allow the city to provide a prompt, efficient, and accurate response to urgent urban issues including traffic problems, crimes, and natural disasters. This will reduce social unrest and secure citizens’ right to live in safety, as well as enhance the credibility of public services.
14. Economic impact: Public safety and traffic condition improved by further integrated services will contribute to fostering a favorable environment for investment. Additionally, related institutions will be able to make more coordinated decisions on emergency situations that may cause economic losses, thereby minimizing the cost of recovery efforts. Besides, smart city services will allow the MoV to collect more tax revenue through imposing fines for illicit activities such as speeding and illegal parking.
C. Outcomes
15. The outcomes of the Project-2 will be:
(i) Ensured system interoperability and reliability of the CCC;
(ii) Enhanced capacity of the MoV to make better and more agile decisions;
(iii) Improved performance in detecting illegal and suspicious activities;
(iv) Increased amount of information provided to citizens on a real-time basis;
(v) Enhanced quality, consistency, and speed of public services; and
(vi) Optimized allocation of human and financial resources for city management
D. Outputs
16. The outputs of the Project-2 will be: (i) as-is analysis, (ii) technical design and project implementation plan, (iii) cost estimate, (iv) economic and financial feasibility analysis, (v) environmental and social impact analysis, (vi) complete bidding document, and (vii) final dissemination seminar.
E. Activities
The following activities are expected to be conducted:
17. (Activity 1) As-Is Analysis. Through literature review, field surveys, and interviews, the analysis results of the Project-1 will be updated and other additional information required for a further study will be reviewed in order to (i) determine the capabilities of the existing systems and facilities to develop project baseline, (ii) identify priorities and challenges for integrating other systems and agencies into the CCC, and (iii) align the project with national and municipal policies. The analysis will include but not limited to the details as follows:

18. Overview of general information
· Current traffic condition

· Traffic signal and sign system (location of equipment, traffic rules, etc.)
· Public transportation system (route, service intervals, fare system, etc.)
· Traffic volume, traffic flow patterns, and congested road sections
· Organizational structure of related agencies, including Mobility Secretariat, Infrastructure Agency, etc., and their roles and responsibilities
· Traffic monitoring framework and relevant regulations
· Other information as needed
· Suggestions
· Current public security situation
· Crime-prone areas and types of crime
· Organizational structure of related agencies, including National Police, Civil Defense, etc., and their roles and responsibilities
· Security enforcement system and relevant regulations
· Other information as needed
· Suggestions
· Emergency risk management status

· Areas vulnerable to natural disasters
· Organizational structure of related agencies, including Fire Department, Red Cross, etc., and their roles and responsibilities
· Emergency monitoring framework and relevant regulations
· Procedures for emergency reporting and assistance dispatch
· Other information as needed
· Suggestions
· Similar projects

· Overview of the initial assessment of IOCC project in Barranquilla
· Other previous similar projects and lessons learned
· Suggestions
· Legal and policy framework
· Legal and institutional environment for the IOCC operation
· Consistency with national development plan, municipal development plan, and related policies, including SETP
 and SITM

· Forecast of needs for system expansion to accommodate growth in usage of service considering development plans
· Other specific needs of the MoV
· Suggestions
19. Relevant centers including the CCC, the TCC, and the CEC
· Site profile and spatial information
· Service scope and surveillance coverage
· System configuration and specifications
· Details of network, servers, utilities, facilities, equipment, and devices
· System interoperability given that the centers are integrated
· Location of field equipment
· Existing software and mobile application program such as Polis Virtual
· Operation and maintenance status
· Budget allocation
· Information management and control status

· Organizational structure, personnel, and training system
· Inter-organizational communication and collaboration mechanism

· Shortcomings of the current systems
· Ongoing and planned projects to expand or improve the systems
· Profile of local companies involved in system development and operation
· Other existing agencies and systems needed to be integrated
· Suggestions
20. Recommendations
· Selection of subsystems among available options
· Analysis of unselected options, providing reasons for exclusion
· Investment plans for improvement and upgrades
· Legal and institutional arrangements
· Other suggestions
21. (Activity 2) Technical Design and Project Implementation Plan Development. To present a clear picture of the required scope of the project, this activity will specify preliminary technical designs, quantities, and requirements to procure, install, and maintain all necessary hardware, software, and other items. In addition, it will also determine the suitability of activities to be undertaken and provide detailed work plans.
22. Basic design for the IOCC
· System architecture, configuration, specifications, and network
· Installation points of field equipment
· Details of ancillary equipment and facilities
· Layout plan for space re-partition if necessary
· Update plan for software and mobile application program
· Bill of Quantities (BoQ)
· Functional requirements for each subsystem
23. Project implementation plan

· Schedule for a 3-phased project (pilot and phase 1-2) with 7-year timeframe
· Procurement plan in accordance with the IDB’s template
· Operation and maintenance support plan

· Training plan

· Organizational structure and staffing plan
· Other special conditions and accompanying measures necessary to be taken

· Suggestions for the next steps

· Other potential areas to be covered and integrated in the IOCC to enhance the efficiency of city management and citizen participation
24. Technical feasibility

· Feasibility of selected system design among available options
· Feasibility of field equipment location
· Feasibility of project schedule and procurement plan
· Feasibility of organizational structure
· Potential project risks and risk management strategies
25. (Activity 3) Cost Estimation. In accordance with the IDB’s template, the activity will prepare an investment plan for the integration of existing agencies and systems into the CCC, as well as the adaption of all new and upgraded equipment. To do so, it should take into account Colombia’s real environment such as duties, services, labor cost, and tax system including VAT, tariff, income tax, and withholding tax. Besides, in order to allow the MoV to have references to the cost, this task will provide information on typical terms, conditions, and budget for procurement, installation, services, warranties, and training, which have been used in previous similar projects in Colombia, Korea, or other countries.
26. (Activity 4) Economic and Financial Feasibility Analysis. The activity will describe ‘with’ and ‘without project’ scenarios and assess project relevance, effectiveness, efficiency, and viability from the economic and financial perspective. Especially, to ensure project sustainability, a sample budget for staffing, operation, and maintenance will be developed, including projections of expenses and revenues per project phase. The cost-benefit analysis and sensibility analysis will be also carried out based upon the aforementioned data and estimates. Especially, the cost-benefit analysis will include identification of the expected funding sources and timeline for each scenario over the projection period.
27. (Activity 5) Environmental and Social Impact Analysis. The activity will perform a preliminary review of anticipated risks to environment and society, analyzing relevant legal issues. Risk mitigation strategies and recommendations will be also provided to reduce potential negative impacts, as well as optimize positive impacts.
28. (Activity 6) Bidding Document Preparation. Based upon consultation with all stakeholders, bidding document will be prepared in consideration of the Colombia’s legislation and the IDB’s procedures so that the MoV can procure all goods, services, and requirements as recommended. After verifying the current legal environment, the bidding document will specify scope of work to be done, all required details, the timeline and budget, and evaluation process. Particularly, bidding document must be complete, accurate, and specific in order to allow consulting firms to clearly understand the project objectives and activities. Sample contents of bidding document are as follows.
29. Bidding procedures
· Instructions to bidders (ITB)
· Data of the bidding
· Evaluation criteria and qualification

· Forms of proposal

· Eligible countries

30. Supply requirement

· System introduction
· System architecture

· Scope of supply

· Functional requirements

· Technical specifications

· Implementation

· Technical support

31. Contract
· General conditions of contract (GCC)
· Special conditions of contract (SCC)

· Forms of contract
32. (Activity 7) Final Dissemination Seminar. The final dissemination seminar will be held in Villavicencio to share results of the Project-2. More specifically, the seminar aims to disseminate the project outputs for the national and local stakeholders, experts of concerned sector, and other participating parties of the Project-2. The exact schedule and location will be determined in the near future.
IV. Project Implementation Arrangements

A. Stakeholders

33. The Korea EXIMbank will be in charge of the management of the Project-2 in close collaboration with the IDB and the Findeter. The Korea EXIMbank will employ KSP consultant, a team of a firm consultant. The selection and engagement of the consultant will be carried out in line with the agreement on the Terms of Reference (“ToR”) for KSP consultant between the Korea EXIMbank and the IDB. The following staffs of each party will lead the organization and management of the activities:

· Korea EXIMbank: Ms. DongheeYoo, Project Leader
(donghee.yoo@koreaexim.go.kr, +82-2-6255-5652)
Ms. Seojeong Kim, Project Officer
(skim@koreaexim.go.kr, +82-2-3779-6784)
· IDB: Mr. Mauricio Bouskela, Senior Specialist
(mbouskela@iadb.org, +1-202-623-2395)

Mr. Ramiro Andrés López Ghio, Senior Specialist

(ramirol@iadb.org, +571-325-7044)
· Findeter: [TBD]
· MoV: [TBD]
B. Work Division

34. The organization of activities and specific responsibilities are as follows:
	Activities

(Milestones)
	IDB 
	Korea EXIMbank (KSP Consultant) 
	Findeter

	Activity 1:

As-is analysis
	Provide relevant data and documents in English or Spanish;
Confirm the accuracy of the diagnostic results and translation;

Coordinate between the MoV and the KSP team to prepare field trips

	Implement the activity
	Provide relevant data and documents in English or Spanish;

Recommend candidate local consultants with technical expertise who is bilingual in English and Spanish;
Coordinate between the MoV and the KSP team to prepare field trips



	Activity 2:

Technical design and project implementation plan development
	Review the design and plan in detail and provide comments;
Recommend candidate local consultants with legal expertise who is bilingual in English and Spanish;

Facilitate discussion with local stakeholders and related agencies

	Implement the activity
	Review the design and plan in detail and provide comments;

Recommend candidate local consultants with legal expertise who is bilingual in English and Spanish;

Facilitate discussion with local stakeholders and related agencies



	Activity 3:

Cost estimation
	Coordinate between the MoV and the KSP team in cooperation with the Findeter for the in-depth discussion


	Implement the activity
	Facilitate the collection of cost information

	Activity 4:

Economic and financial feasibility analysis
	Review the analysis and provide comments;

Facilitate in-depth discussion between the MoV and the KSP team

	Implement the activity
	Review the analysis and provide comments; 

Facilitate in-depth discussion between the MoV and the KSP team


	Activity 5:

Environmental and social impact analysis
	Review the analysis and provide comments;

Facilitate in-depth discussion between the MoV and the KSP team

	Implement the activity
	Review the analysis and provide comments;

Facilitate in-depth discussion between the MoV and the KSP team


	Activity 6:

Bidding document preparation
	Review the document and provide guidance on the bidding document;
Confirm the quality of translation


	Implement the activity
	Review the document and provide comments;

Provide relevant data and documents in English or Spanish if necessary


	Activity 7:

Final dissemination seminar
	Cooperate with the KSP team to finalize the seminar;
Provide assistance in terms of logistics for participants

	Organize and deliver the seminar in cooperation with the IDB and the Findeter
	Cooperate with the KSP team to finalize the seminar;
Provide assistance in terms of logistics for participants



* The contribution of the MoV will be determined later.

C. Expected Schedule
35. This Project-2 will be implemented from October 2016 to May 2017 [TBD]. The tentative implementation schedule and milestones are as follows:

	Activities (Milestones)
	Expected Date

	Consultation on the project contents with the IDB & Confirmation of PCP and ToR, and selection of KSP consultant
	September 2016

	Inception Workshop (Inception Report)
	October 2016

	Activity 1
· As-is analysis
	October-November 2016

	Activity 2

· Technical design and project implementation plan development
	December 2016

	Activity 3

· Cost estimation
	December 2016

	Activity 4
· Economic and financial feasibility analysis
	January 2017

	Activity 5
· Environmental and social impact analysis
	February 2017

	Activity 6
· Bidding document preparation
	March 2017

	Activity 7 (Final Report and Bidding Document)
· Final dissemination seminar 
	May 2017


*Please note that the estimated schedule indicated above may be subject to change.

D. Financing Plan
36. The Project-2 is estimated to cost USD 575,000 which will be financed by the KSP on a grant basis. The MoV and the Findeter will provide counterpart support in the forms of staff, provision of office space, and other in-kind contribution.
<Attachment 1>: Basic Project Information

<Attachment 2>: Terms of Reference for KSP Consultant









<Attachment 1>

Basic Project Information

	Project Title:
	Integrated Operations and Control Center in Villavicencio

	Project Type:
	Joint Consulting with the IDB

	Project Duration:
	October 2016-May 2017 (7 months)

	Project Budget:
	575,000 (KSP)

	Stakeholders:
	Korea EXIMbank, IDB, Findeter, MoV

	Person in Charge:
	· Korea EXIMbank: Ms. DongheeYoo, Project Leader
·                 (donghee.yoo@koreaexim.go.kr, +82-2-6255-5652)

·                 Ms. Seojeong Kim, Project Officer

·                 (skim@koreaexim.go.kr, +82-2-3779-6784)

· IDB: Mr. Mauricio Bouskela, Senior Specialist

(mbouskela@iadb.org, +1-202-623-2395)

Mr. Ramiro Andrés López Ghio, Senior Specialist

(ramirol@iadb.org, +571-325-7044)
Findeter: [TBD]
MoV: [TBD]


	Project Activities
	Activity 1: As-is analysis
Activity 2: Technical design and project implementation plan development
Activity 3: Cost estimation
Activity 4: Economic and financial feasibility analysis
Activity 5: Environmental and social impact analysis
Activity 6: Bidding document preparation
Activity 7: Final dissemination seminar



<Attachment 2>

Terms of Reference for KSP Consultant
Integrated Operations and Control Center in Villavicencio
I. Introduction

1.
The consultant’s support is required to conduct activities in accordance with key milestones and produce required outputs/outcomes described in the Project Concept Paper (“PCP”) for the project of ‘Integrated Operations and Control Center in Villavicencio’ (“Project-2”), thereby covering all scope of work. 

2.
To ensure effective assistance to the Korea EXIMbank and the IDB, the Consultant will be required to (i) work and liaise directly with the Korea EXIMbank, (ii) ensure good coordination with the IDB project team, and (iii) keep the Korea EXIMbank informed of all developments in a timely manner. The assignments are subject to change in agreement with the Korea EXIMbank and the IDB.
3. 
The purpose of the Project-2 is to support the Municipality of Villavicencio (“MoV”) to transform its Command Control Center in Villavicencio (“CCC”) into a genuine Integrated Operations and Control Center (“IOCC”) through providing complete technical designs and specifications required for procurement in line with Colombia’s legislation. In this regard, Korea has shared its diverse experience and expertise in leveraging the Information and Communication Technologies (“ICT”) to innovate city management system within the IDB’s Emerging and Sustainable Cities Program. Based upon the PCP, an in-depth study will be conducted in close cooperation with the IDB, the MoV, and the Findeter to facilitate the process of project implementation.

II. Detailed Tasks

4.     The KSP consultant, under the supervision of the Korea EXIMbank, will assist the Project-2 by undertaking the following activities described in the PCP:

(i) As-is analysis
(ii) Technical design and project implementation plan
(iii) Cost estimation
(iv) Economic and financial feasibility analysis
(v) Environmental and social impact analysis
(vi) Bidding document preparation
(vii) Final dissemination seminar
III. Outputs/Deliverables and Timeline
5.
The following outputs/deliverables are expected in a designated schedule:

· Inception Report (October 2016)
· Interim Report
· Final Dissemination Seminar (May 2017)

· Final Report (May 2017)

· Executive summary

· Project overview

· As-is analysis
· Project cost estimation
· Economic and financial feasibility analysis
· Environmental and social impact analysis
· Bidding Document (May 2017)
· Project Completion Report (May 2017)

	Activities (Milestones)
	Expected Date

	Mobilization of KSP consultant
	September 2016

	Inception Workshop (Inception Report)
	October 2016

	Activity 1
· As-is analysis
	October-November 2016

	Activity 2

· Technical design and project implementation plan development
	December 2017

	Activity 3
· Cost estimation
	December 2017

	Activity 4
· Economic and financial feasibility analysis
	January 2017

	Activity 5
· Environmental and social impact analysis
	February 2017

	Activity 6
· Bidding document preparation
	March 2017

	Activity 7 (Final Report and Bidding Document)
· Final dissemination seminar
	May 2017


*Please note that the estimated schedule indicated above may be subject to change.

IV. Costs & Estimated Financial Plan

6.
The KSP budget for this assignment is USD 575,000. It will cover expenses for all the activities mentioned above, including travel and accommodation expenses for consultants and administration.
V. Consultancy Requirements

A.    Characteristics

· The KSP consultant will be a Korean firm which will be selected by the Korea EXIMbank through a competitive bidding method.
· Contract Duration: October 2016 - May 2017 [TBD]
· Place(s) of work: Based in Korea, with several missions to Colombia and the IDB HQ when necessary
B.     Qualifications

7.
The KSP consultant, a team of a Korean firm consultant, will collaborate with local expert(s), and the summary of consulting service requirements is listed below.
Summary of Consulting Services Requirements [TBD]
	Position
	Number

of Persons
	Total

person-months

	Project Manager with experience in the field of IOCC (transportation, security, and emergency risk management) shall be responsible for:
(i) Managing and implementing overall project, including day-to-day coordination and liaison;
(ii) Directing all the activities described in the PCP;
(iii) Allocating staff members and assignments; and
(iv) Ensuring the submission of all the reports and deliverables according to the agreed time schedule.

	1
	7

	Hardware and Network Expert with experience in the field of IOCC (transportation, security, and emergency risk management) shall be responsible for:
(i) Analyzing ICT network and relevant equipment;
(ii) Developing system specification and configuration in consideration of system interoperability;
(iii) Estimating cost required for hardware and network components; and
(iv) Making an implementation schedule.

	2
	6
(3 months each)

	Software and Training Expert with experience in the field of IOCC (transportation, security, and emergency risk management) shall be responsible for:
(i) Developing conceptual design of system software;
(ii) Assessing training requirements for system operation and maintenance; and
(iii) Estimating cost required for software and training components.

	2
	6

(3 months each)

	Transportation Expert shall be responsible for:
(i) Analyzing current traffic condition and regulations;
(ii) Analyzing traffic-related policies and plans;
(iii) Providing detailed suggestions to improve traffic condition and develop IOCC subsystems.

	1
	1

	Legal Expert shall be responsible for:
(i) Reviewing the proposed technical design and implementation plan in line with legal environment of Colombia
(ii) Ensuring the conformity of the bidding document with Colombia’s legislation.


	1
	1

	Expert for Economic and Financial Feasibility Analysis
	1
	2

	Expert for Environmental and Social Impact Analysis
	1
	1

	Total
	9
	24


� Prior to June 2016, it was referred as “Emerging and Sustainable Cities Initiative - ESCI.”


� Sistema Estratégico de Transporte Público (Strategic Public Transportation System)


� Sistema Integrado de Transporte Masivo (Integrated Mass Transit System)
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