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INTRODUCTION

Both individual consultants and consulting firms
are employed by the World Bank and its bor-
rowers.! The services required from them may take
many forms, ranging from engincering, architecture,
agriculture, indusiry, education, and health to eco-
nomics, finance and management. For Bank financed
services, a basic requirement, in addition to a compe-
tence lor the task at hand, is that the selectee be from
a member country of the Bank or from Switzerland.

This booklet has been prepared in response to
numerous requests from consultants and borrowers
for specific information on points covered more gen-
erally in a booklet with the same title issued in 1966
and reprinted in 1971, and constitutes a major revision
and amplification of the earlier version. However, the
Bank's basic policies and procedures relating to the
selection and use of consullanis have not changed,
This version describes the policies and procedures of
the Bank relating 1o consultants under two main head-
ings: Part ] deals with the services of consulling firms
and Part 11 with those of individual consultants. Il pro-
vides much more detail on the various uses of both
consulting firms and individual consultants in connec-
tion with Bank work and on the seleglion process.

PART I
SERVICES OF CONSULTING FIRMS

A. General Policies and Procedures

1.1  The Bank’s interestin the services of consulting
firms normally arises in two situations: (i) services re-
tained by the Bank's borrowers in connection with
Bank financed projects, and (i) services retained by
the Bank iwself for studies financed by grants made by
the Bank or by the United Nations Development Pro-
gramme (UNDP) with the Bank acting as Executing
Agency, or [or operations financed by the Bank's own
budget.
(a) The Bank's borrowers employ consultants in
the normal course of \heir work or are required
10 employ consulling firms whenever their own
resources are judged 1o be inadequate for the
task at hand. Coniracts of consulting firms so

"References in this booklet to the World Bank and toans also
apply 10 the Inicrnational Development Association and
crc:_lﬂs. The expression “borrower® is used 16 describe the
enity responsible for a project or a program of studies,
whether or not it is, in fact, o botrower of the Bank.
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employed are with the borrower, with an agen-
cy designated by the borrower, or with a
bilateral or international assistance agency.
These cases constitute by far the largest pro-
portion {(over 90%) of services by consulting
firms in which the Bank has an interest
Policies and procedures thai apply specifically
1o these contracts are discussed in Section B of
“Part L.

The Bank requires the services of consulting
firms in connection with technical assistance,
preinvesiment and other studies financed by
Bank granis, or by the Uniled Nations
Development Programme, when the Bank is
Executing Agency, or it may require such ser-
vices in support of its own operalions and
research programs. In these cases, firms con-
' tract directly with the Bank. Such coniracts
constitute a very small proportion (less than
10%) of the services by consulting firms in
which the Bank has an interest. Policies and
" procedures that apply specifically to these con-
# tracts are discussed in Section C of “Part 1.”

Types of Assignments

107 Services of consulting firms used by the Bank
and i1s borrowers can be grouped broadly into three
categoncs
(a) Preinvestment  Studies are  the lnvestlgauon-;
which normally precede decisions to go for-
“+ ward with specific projects. These studies may
“ have as their objectives (i) to establish invest-
ment priorities and sector policies, (i) to deter-
mine the basic features and the feasibility of
individual projects, or {iii) 1o define changes in
governmental policies, operations and institu-
tions necessary for the successful implementa-
tion or functioning of invesiment projects,
4 Studies for objective (i) include basic resource
invenlories, river hasin surveys, and studies of
allernative development patterns and of sec-
1015 on a regional or country-wide scale. Studies
for objective (i) include the functional design,
site selection and physical layout of specific
projects, preliminary engineering and cost esti-
mates. and the economic and financial analysis
required for project evaluation. Studies for ob-
jeetive (iii) include analyses of project-related
organizations, administrative problems, plan-
ning machinery, regulatory and marketing
policies, accounting and management systems,

()

(c)

Types

manpower resources and training require-
ments.

Detailed Engineering and Design comprise the
lechnical, economic or architectural work re-
quired 1o fully define a project. They normally
include the preparation of detailed cost esti-
mates and tender documents required for in-
vitations of bids for construction work and
equipment. They also often include services in
connection with the prequalification of con-
tractors, analysis of bids and recommendations
thereon.

Implementation normally comprises factory in-
spection of manufacturing processes and/or
field supervision ol construction during the ex-
ecution of projects, the certification of invoices
submined by contractors and suppliers, and
technical services connecled with the in-
terpretation of contract documents and with
changes in the project that may be found nec-
essary in the course of the work. Where ap-
propriale, implementation also includes the
coordination of work by wvarious contraciors
engaged on diflerent parts ol a project. [t can
also extend to a wide variety of 1asks relating to
institution-building including organization and
management siudies and pulling the recom-
mendations of such studies into effect, design
and execution of training programs at all levels,
provision of staff to carry out certain functions
and 1o train their replacements, or relating 1o
economic and financial siudies, for example of
tariff structures. In some instances it may €x-
lend to services related lo the start-up of
lacilities and their operation for an initial
period.

of Consulting Engineer Firms

103 Of the various kinds of consuliing firms the
Bank and its borrowers may use in connection wilh
the services oullined above, engineering firms have
been most frequently used. These firms all gencerally
into Lhe lollowing categories:

(a}
{b)

(c)

_,lg._.

firms of independent consulting engineers;
firms which combine the functions of consult-
ing engineers with those of contractors, or
which are associated with, or affiliates of, ar
owned by conlractors;

consulting engincering afliliates of manulae-
wurers, or manufaclurers with departments or
design offices offering services as consulling
engineers.



1.04 Firms of type (1) are acceptable 10 the Bank if
their qualifications are suitable for the work in ques-
tion. Firms of types (b} and (c), even though qualified,
are scceplable only if they agree to limit their role to
that of consulting engineer and will disquaiify them-
selves and their associates for work in any other
capacily on the same project.

Task Definition

1.05  For preinvesiment studies in which the Bank is
involved, the scope of the consultanis’ work is usually
dehined in considerable detail. The Bank and its bor-
rowers coliaborate in the preparation of “Terms of
Reference™ and a budgetl prior to the invitation of
consultants. Normally, Terms of Reference provide {i)
a precise staiement of the study's objectives, (i) an
outline of the scope ol work defining each major task
1w be performed, and Gl 3 summary of the data,
facilities and services which the borrower will provide
to the consuliants.

106 Terms of Reference for preinvesiment studies
are used hy the Bank and its borrowers for three pur-
poses:

(u) 10 reach agreement between the borrawer, the
Bank and other agencies concerned on the ob-
jectives and scoepe of a proposed study,

(b) 10 inferm consultants of the intended scope of
work when they are invited 10 submit pro-
posals: and

{c) 1o define the consullants” services in the con-
tract to be negotiated aflier selection of a irm.

1.07 For detiled engineering and construction
supervision the definition of the consullants' tasks is
in most cases relatively simple, as the basic charac-
teristics of the project and related problem areas are
known at the time. For very large projects or where
the nuture of the work requires major inputs from
diverse disciplines. it may be desirable to retain more
than one Brm for design and implementation of a
single project; in such cases specific provisions should
be made by the borrower for coordination of the
various consullants’ work,

1.08 A consuliing firm appointed to prepare final de-
signs and 1ender documents should be solely responsi-
ble for the accuracy und suitability of its work; while
borrowers should supervise and review the consul.
tants” work. no modifications should be mude in the
final documents prepardd by the consultants without
the firm’s consent. In most cases consulting firms will
acl as advisers 1o borrowers on all technical problems
related o the project, with authority 10 make finai

decisions within such limits as may be prescribed gy
the borrower. A clear understanding should
reached between the Bank and s borrowers on g
responsibilitics of the consullants ncluding, in th
event of differences of opinion with the borrower g
matters of prolessional judgment, the consultany
right to insist that the matier be raised for discussiy,
with the Baak.

Continuity of Consulting Services
109 The duties of consulting firms in connecti
with projects financed by the Bank depend upon 1
circumsiances in each case. They often include 4
three of the categories mentioned earlier: (D) preinven.
ment studies, () derailed engineering and design, and (i
implementaiion.! Bul in some cases preliminary work
may have been sausfuclorily prepared by the bor
rower belore the project is submitied to the Bank for
consideration: the consulting firm's work will then be
limited 10 calegories (i) and Gii).
1.10  If & firm has carried out preinvestment studies
fur a project, and is techpically qualified 10 underlike
the detwiled engineering, design and impiementaijon,
there are usually advantages in appointing the same
firm to carry out lunctions (i) and (i) also. The most |
important of these will be a consisiency in basic tech. |
nical approach and a commitment to the project cost |
estimates on which the investment decision wa
based. A different firm, upon being retained for ;
detailed engincering only, would in mos! instances |
wish 1o make an eluborate review or even 1o repeal the .
preliminary design work and cost cstimate done by |
another firm.

1.1} There have been cases, however, in which
preliminary designs and engineering were found 1o be
unsuitable or unsatisfuctory; in such cases a second
firm aller being renined, made major improvements
in project design. To allow for this eventuality, the op-
tion to change firms between the preinvestment sludy
and the next stage is always-eft open. Therefore, for
most types of engineering work separate contracts
should be entered into for phases () snd Gik [T o
change of firms between phases (i) and (i} is unavoid-
able, the firm taking over should be given an oppar-
lunily to check and comment on the previous consul-
tants” work and should be tequired 1o accept full
responsibility for the complete project design,

112§t is normally essential that catcgories {ii) and
(iii) be carried out by the same firm, 1o ensure that
coniract documents are interpreted properly during

'Fur definitions see paragraph 1,02,
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ftne project implemenitation stage and that modifica-
iions in design, if found necessary in the course of
Iconstruclion, are technically sound and in accordance
with original concepts. In addition, as noted in Para.
1 02, in some cases, specialized firms may be required
to carry out non-¢ngineering tasks during phase (iii).

The Role of Government Agencies

113 Whenever the Bank is involved at the prein-
vestment swudy stage, one of its primary concerns is
participation of the borrower and/or responsible
government agencies in the study process. Borrowers
and government agencies are asked to assign counter-
part staff 10 work with the consultants on a {ull-time

basis, the funetions of such s1aff being:
{s} 1o provide liaison on substantive matters be-

tween the consultants and government agen-
cies and to direct the consultants to all avail-
able sources of data;
(o receive training in the fieid of the study,
through day-to-day exposure to the work of
spetialists. (Training in addition to this normal
exposure is often desirable. In such cases a
detailed program and budget for training
should be included in the consultants’ contract
and procedures should be established for the
careful selection of counterpart staff to be
assigned primarily for purposes of trainingh
and
{c)} 1o revicw and discuss with the consultants all
findings and recommendaltions, belore they are
presenied 10 the government in the form of a
; report.
{114 In addition 10 the professional counterpart staff,
j government agencics are often able o supply clericai,
5 administrative and technical services in support of the
i consultanis, which can substantially reduce the
%’urmgn currency cost of the consultants’ work, When
15m:h support services are provided, they normally
=bemmc an integral part of the consultanis’ work
ipf{)},!’dm and should therefore be under the opera-
iona! control and direction of the consulting firm;
¢ thus, the irm will be solely responsible for the quality
and limely completion of all work under the contract.
Clericat and technical support stafl therefore have a
different refationship with the consultants than the
counterpart staff mentioned above.
115 A the stages of detailed engincering, design
and construction supervision the Bank's primary in-
1eeest is to ensure that the responsibilities of the con-
sullani are clearly understood by the borrower and all
other interested parties. Discussions are normally held
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10 ensure not only that the consultants are aware of
the terms and conditions of their employment, but
also that the borrower is aware of the responsibilities
and authority which the consuliant is to have on his
behall, During these discussions the Bank normally
makes clear any requirements which it may have in
regard 10 the work and satisfies itself that the borrower
will give 1o the consultant sufficient power and discre-
tional rights 1o exercise these responsibilities and car-
ry out the terms of the contract.

The Role of Domestic Consulting Firms

i.i6 As a development institution. the Bank en-
courages the employment of consulting firms of its
borrowers' nationality where such firms are found 10
be qualified 1o perform the work, either alone or in
combination with foreign firms. Where the work is 10
be done in combination with a foreign firm, the con-
tribution from the domestic firm should be the max-
imum of which it is capable. At the same time, the
Bank wili not approve conditions of invitation to
foreign firms which (i} make it compulsory to enter
into a “joint venture' with a domestic iirm, or i’} re-
quire association with a specific domestic firm selected
by the borrower, because this would unduly restrict
the ability of the consultants to provide the required
services,
117 When domestic firms are capable of providing
part, but not all of the services required, a variety of
possible arrangemenis between domestic and loreign
firms for sharing the work may be possible. In deter-
mining which arrangements will be most appropriate
and whether loreign or domestic firms should be in-
vited to take the leadership, the following criteria
should be kep1 in mind:
(a) the Bank's policy as described in Paragraph
1.16; and
(b) the importance of cicarly defining which ser-
vices are to be provided by the local and the
foreign firm and where the leadership and ulti-
mate responsibility for the services to be pro-
vided lies,

The Bank's File on Consulting Firms

1.18 To enable the Bank to judge the acceptability of
firms chosen or proposed by borrowers, it maintains
information concerning the capabilities and cxperi-
ence of a iarge number of consuitants. This informa-
tion is also used by the Bank when it makes selections
of consulting firms Tor siudies financed by Bank
grants or by the UNDP.



1.19  The Bank's general files on consulting firms are
readily available to representatives of Bank borrowers
and member governments who need to review and
assess the experience and qualifications of consulling
firms they have under consideration for their projects.
However, the information available in the Bank's
reference files is limited and it is frequently necessary
for the Bank or iis borrowers 1o request additional
detailed information from a particular firm, in order (o
form a judgment of its adequacy and capability to car-
ry out a specific assignment.

1.20  The fact that the Bank has been supplied with
information about a firm does not entitle that firm 10
any work connegcted with the Bank. It does not indi-
cate that the Bank has verified 1he accuracy of the in-
formation provided, that it has endorsed the firm's
qualifications in general or that it will approve the
firm’s appointment for any specific project. In other
words, the Bank has no “'approved” list of consulting
firms,

B. Consu%_sing Firms Retained by Borrowers
Policies and Procedures in Normal Cases

1.21 When borrowers employ consultants, the
Bank’s general rule is to leave 1o the borrowers the
responsibility for selection, administration and super-
vision of the consultants, Borrowers are clearly ins
formed that the choice is theirs and that the Bank’s
responsibility is only to provide puidance in accor-
dance with the general policies outlined in Section A,
to determine whether the proposed consultants are
qualified for the job and to ensure that the consul-
tants’ conditions of employment are satisfactory. The
Bank’s involvement in these cases is normally fimited
e
(a) review and approval of 1erms of reference and
budget for the services, prior 1o the invilation
of consultanis;

(b} review and approvai of the firm or list of firms
proposed (o be invited by the borrower: and

{¢) review and approval of the contract resulting
from negotiations between the borrower and
the selected firm, prior to signature of the con-
lracl

1.22 In the selection of consultants, borrowers are
encouraged to follow the Bank's procedures deseribed
in Section C. While it is 'highly desirable that bor-
rewers adopt similar procedures, the Bank does not
normally make this a requirement. In particular, if a
borrower prefers a specific firm which is acceptable

and well qualified, the borrower is not made to con.
sider others. In cases where borrowers prepare lists of ;
possible consulting firms, the Bank suggests thai ng
more than five firms be invited; il also encouragey
borrowers to make the list internationally represeni.
tive with, say, not more than two firms from one .
country, thus giving horrowers the benefit of diversiy -
of background and national origin from which t
make their choice. .
1.23 Borrowers accustomed 10 using consultants will .
ordinarily have no difficulty in preparing a list of firms
and in choosing @ particular firm. Borrowers withou
much experience in such matiers may prepare a list
from recommendations by qualified sources such a5
other employers or national associations of consulting
firms. The diplomatic missions to borrowers' countries
are a typical source of information aboul qualified
consulants in their countries, or the same informs.
tion can be obtained through the borrowers’ awn dip.
fomatic missions.

1.24 In evaluming proposals received from a group
of invited consulting firms, borrowers should focus
primarily on each firm's current professional qualifica-
tions, its recent performance on similar assignments,
iis understanding of the particular assignment at
tiand, and the stafl it has available when the work is -
required. Differences in these qualitative aspects
usually become apparent afier careful assessment of
the proposals and can be significant in determining
which of the firms is most likely to provide effective
services and complele the assignment on time. Such
differences can also have an important bearing on the
quality ol design and the overall cost of the project for
which the services are needed.

1.25  In most cases it is unlikely thal the overall proj-
ect cost will be significantly affected by differences in
the fees charged by consulting firms, since such fees
normally are a small part of the total investment for a
project. Nevertheless, differences in fees of consuiting
firms can be identified more readily than qualitative
differences and borrowers may find it difficult 10
justify selection of the firm they judge best qualified
unless it also happened to be the lowest priced. The
qualjtative evaluation of consultanis' proposals should
therefore be completed in the first instance without
consideration of fees.

1.26  Except in cases of very simple and well-defined
assignments for routine projects, ithe Bank recom-
mends that borrowers invite proposals without finan-
cial terms, that they select a firm solely on the basis of
the qualitative considerations mentioned above, and
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‘ﬂm financial lerms be agreed later, during contract
‘pegotintions with the selected firm. In these negotia-
“flons it will be possible to lake into account sugges-
E'uons made by the consultants, which {requently result
; sevisions to the scope of work; meaningful negotia-
t!an of costs can only be started after agreement has
bt,en reached on such revisions., However, in some
countries borrowers are required by law or by general
—édmmmmwe regulations 1o invite priced proposals
{os consulting services. In these cases borrowers are
rcquusled 10 instruct the consultants to enclose the
pncc information in a separate sealed envelope. Nos-
mally, only the envelope associaled with the proposal
found by the qualitalive evaluation to be the best
should be opened, and the other sealed envelopes
‘§huuld be returned unopened to the firms.

Pn!:cws and Procedures in Exceptional Cases

127 Bank participation in the selection of consul-
nms by borrowers beyond that outlined above is con-
sndcred exceptionat and is undertaken only after
ihefough sonsideration of the particylar circum-
stances involved. The mere desire on the part of bor-
rowcrs to be assisted by the Bank is not a sufficient
rcason for the Bank to play a role in the selection. Two
possubic cases involving more active participation are
desc;sbc{! below. »

128 When a judgment is reached that neither the

borrowcr nor any government agency concerned is
cnpablc of performing without assistance most or all
ihe steps required for the selection of consullants,
3},!{.6!!3{!!3! is reached between the Bank and the bor-
mwer on the details and exient of the assistance
meded This may include preparation by the Bank of
a short list of firms and the Bank's independent review
cf the proposals received,
129 In very specinl cases there may be reasons to
conclude that a borrower is not capable of carrying out
lhc selection process by iisell, and of reaching an ac-
cammic decision, even with the review and approval
a! the Bank, The Bank then is prepared to take over
bt, selection process, in consultation with the bor-
rouer following the procedures outlined in Section C
i;n-.n.of In certain cases the Bank may also assist bor-
ij‘owus in the ncgotiation of the contract with the
sielccu:d consultant,

i ‘
S"upvrw’sion af Consulting Services

{30 When borrowers have contracts with consuiting
firms, the borrowers have [ull responsibility for super-
vising the consultants. In the course of preinvestment
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studies and detailed engineering for future Bank proj-
ects, however, Bank stafl may visit the project area, as
part of their normal project preparation activities, for
the purpose of exchanging views on progress of the
work, reviewing the consultants’ interim findings,
and, if necessary, assisting borrowers in resolving
problems which may have occurred in the course of
the work. These visits do not in any way relieve bor-
rowers of their primary responsibility for supervision
of the consultanis. In the course of construction work
on Bank-financed projects, the same would apply ex-
cept that Bank staff will normally visit the area in
which the consultants work a! regular intervals, con-
currently with the stafl's scheduled project supervi-
sion activities.

C. Consulting Firms Retained by the Bank

Summeary of Selection Procedures

1.31  As indicated in Section A, the Bank contracts
directly with consuling firms for studies financed by
Bank grants and studies for which the Bank is the Ex-
ecuting Agency for the UNDP. The procedures for
these cases are designed to ensure that the Bank's
selection of consuliants is made on a sound basis. A
summary outline of these procecdures is given below
and a more detailed description of some key sieps
follows. Similar procedures also apply to consuiting
services costing (J$$50,000 or more and retained for
support of the Bank’s own operations and research
programs.

{a) a Selection Committee is formed consisting of
qualified Bank staff concerned with the project
in question;

{b} the Bank s1afl responsible for the study prepare
draft Terms of Reference and a list of capable
firms, taking into account the views of the
government agencies involved and available
data in the Bank’s filed,

(¢) the Comminee considers. modifies if neces-
sary. and approves the Terms of Reference and
short tist of firms;

(d} the Commitee’s recommendation is sent lo
the government for comment and approval;

(e} povernment suggestions of improvements (o
the Terms ol Reference and/or the justified ob-
jections to the list of firms are considered, but
the Committer resists increases in the number
of firms;

(N afier the government's agrecment has been re-
ceived, requests for proposals (without finan-



cial terms) are prepared and sent 1o the consul-
1ants on the agreed kst
proposals are evaluated by the Bank staffl on
the basis of the firms’ experience in similar
projects and environment, proposed program
of work and qualifications of suaff o0 be
assigned. The Bank staff ranks the proposals in
order of merit;

the Commitiee meets to review the recommen-

dation and reaches a decision on the final rank-

ing of the firms;

(i} the Bank then invites the firm tentatively
selected for contract negotiations in the Bank's
Washington office;

(i) if the negotiation with the sclected firm is un-
successful, the firm next in ranking is asked to
come for negotiations.

g
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Preparing the "Short-List" of Consultants

1.32 The Bank normally invites three 10 five firms 1o
submit proposals for one study assignment. In the
Bank’'s experience there is little or no merit in inviting
mote than fve firms because it is unlikely that im-
provements would result in the quality of the best pro-
posals; on the contrary, il is possible thal the guality of
proposals would decrease as the number of invited
firms increases. Furthermore, the Bank recognizes
that the accumulative cost of proposal preparation
would become excessive and would ulimalely be
reflected in overhead charges.

[.33  The Bank makes use of several sources in com-
piling the “shor-list"™ of firms to be invited. One is a
list of the firms which have expressed an interest in
conducting the services. Another is the Bank's own
file of firms with capabilities in various ficlds and the
performance evaluations on record in the Bank con-
cerning previous activities of consulting firms on proj-
ects in which the Bank was involved. Special con-
sideration is given to firms which are known by the
Bank 10 have satisfacioriiy performed similar services
in the same country or region and to firms which sub-
mitted good proposals in response 1o previous invita-
tionis but were not sefected. Another source may be
the recipient government or agency, which is re-
quested to comment on the Bank's proposed “shori-
list™ and may suggest deletions or additions, based on
its own experience with firms that have done work in
the couniry. .

1.34  As an internationat organization, the Bank nor-
mally invites a group of iirms lrom different national
buckgrounds. Among the firms inviled for any onc
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assignment, there are usually not more than two ot
the same nationality. i

Invitations to Submit Proposals :
1.35 When agreement has been reached betwey
the recipicnt government and the Bank on the “Term,':
of Reference"™ and the *“*short-list™ of consultants, iy’
Bank proceeds with the mailing of invitations lo con:
sulting firms. Attached to such letters there an’
usually two separaie documents: 2 paper entitle]
“Supplementary Information 10 Consultants™ and th
*Terms of Reference.”

1.36 In the “Supplementary Information lo Consyl
tants,” the Bank informs the consultants of the gener
al requirements for submitting proposals and indicate
the itemns on which primary emphasis will be placedi
the evaluation of proposals. This information may als
inciude the total number of man-months of expen
lime estimated by the Bank for budget purposes or the

“total amount available for foreign currency expen

ditures.

1.37 The Bank does not request financial informatios
in its invitations to submit proposals. The selection of
firms is based solely on the Bank's evaiuation of the -
firms’ capabilities and the qualifications of their staf
Financiat matters are not discussed with the consul
1ants until ene firm has been selecied for negoliatior
of a contract.

1.38 Since it is desirable (in most cases) for the in
vited consultants to have first-hand knowledge of the
country of the study prior 1o subminal of their pro
posal, time must be allowed for a visit of reasonable
duration. In the Bank’s practice, it has been found tha
45 days is generally an adequate time interval between
the mailing of invitations and the due-date of pro
posals for studies of up o one year duration; 60 days
can be allowed for studies of longer duration. Undet
special citcumstances, extensions of time can bt
granted to all invited firms.

Proposal Evaluation

1.39 Proposals received by the Bank in response 0
invitations are evaluated in three categories:
(a) 1he firms' general experience in the field of
study;
(b) the adequacy of the proposed work plan and
approach; and
{c) the personnel proposed to be assigned to the
study.
140 The relative importance of shese three calegoe
ries will vary with the type of study and the type of



b Wy it e him e

ms invited 10 submit proposals. Normally, quality off
p roposed personnel is given a weight of more than
5p% in the total rating. As a guide in evaluating pro-
stnlS, numerical ratings are used, which are then
(abulated on & sutnmary evaluation sheel.

fi41 To assess the qualifications of personnel, the
'carrécuia vitae of key staff members proposed 10 work
i the sindy are analyzed and individuals are rated in
he [ollowing three categories;

(o) general qualifications: this includes education,
length of experience, type of position held,
; time with the firm, etc.;

th) adequacy for the project: the person's
: suitability to perform the duties 10 which he is
10 be assigned for the particular study; and

4 {c) language and experience in the region: this in-
3 cfudes the person’s background in developing
y courriries similar 10 the country in which the
study is o be conducted and his linguistic
4 ability.

1‘42 The evaluation of personne! is made by the
B,.mk siafl responsible for the project, who normally
hnve worked in the country in which the study is to be
qndenakcn and panicipated in the study design.

143 The method outlined above provides reason-
a!b!c assurance thal the evaluation is based on consis-
tent assessment of 1the various proposals received and
ilml the proper weight is given to each category of
r_:éonsulmms‘ qualifications.

"'H‘E?
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Contract Negotiation

144 Aner the evaluation of proposals has been com-
plctcd ihe Bank invites the selected firm 10 Wash-
ington for negotiations. En this invitation, the firm is
Apformed of any special problems found in the pro-
posai review which should be discussed during the
fegotiation: alsa. the firm is informed of the financial
_c}.ua 10 be submitted during the negotiation and of the
¢netal form of contract the Bank intends to use for
3\1. services.
145 For consuiting services in preinvestment stud-
igs the Bank normaliy uses a form of contract which
r:ze;:u;asas ‘agrecd fixed rates” for cach man-month of
gapert time and a ceiling amount within which the
sludy must be completed. Separate rales are deter-
mined Tor all experts employed in performing the ser-
vices and for work in the field and in the home office.
In audition 1o these “agreed fixed rates™ the contract
prmsdcs for reimbursement “at cost” for travel,

equ:;smr.m acauisition and other items required for the
services.

i b B o e b

1.46 Typically, a negotiation starts with a discussion
of (i) *“Terms of Reference,” {ii} the comments made
by the consuitants on the scape of services, and {iii)
the consultanis’ proposed work program. Therealter
s.alfing is discussed and agreed upon.

1.47 This is followed by discussion of the foreign
and local currency budgets. The consultants are re-
guested to submit a breakdown of the proposed
“agreed fixed rates" for each man on the team. The
elements of these rates include the basic salary of the
st T, the social benefits payable by the firm (i.e. socia)
insurance, vacations, sick Jeave, etc.). the firm's over-
head, and the firm's fee. For extended periods of time
in the country of the study, a component for overseas
allowance may also be included {(usually as a supple-
ment to basic salary). In addition, agreement is
reached on local currency expenditures, which in-
clude a subsistence allowance (per diem) and reim-
bursement for other incidental expenditures 10 be
made by the consultanis in the country of the study.
148 An authorized representative of the recipient
government normally participates in the negoliations,
because it is otherwise difficult 10 reach agreement on
the “in kind™ services and facilities which the govern-
ment wili provide. 1t is important that all concerned
have a clear understanding of the consuitants® privi-
leges and immunities and of the government’s sup-
porting activities, such as types and numbers of staff,
offices and local transportation, and of the counter-
parts the government will assign 10 the study.

Supervision gf Consulting Services

149 When the Bank has contracts with consulling
firms, it carries she rcsponsibility for supervision.
However, the Bank is notin a position to provide con-
tinuous supervision of consultants except in locations
where it has resident missions. Therefore continuous
monitoring of the consultants® Reldwork is normaily
done by the government. invoices for the services
performed by the consultants are usually approved by
the government before being passed on 1o the Bank.
1.50 in addition. the Bank is kept informed by
periodic progress reporis (prepared by the consultants
and submitted simullaneously to the government and
the Bank} and by its own supervision missions. As in
the case of borrower-financed swdies, such missions
are scheduled at intervals which depend on the com-
plexity and duration of the study. Short siudies of sim-
ple subjects (routine technical work lasting 4-6
months) may receive only one supervision mission
while fieldwork is in progress, while fonger, more



complex studies may receive several supervision mis-
$i0ns.

1.51 The UNDP Resident Representative in the
country of the study has a residual responsibility o
monilor, on behalf of the UNDP Administrator, the
work on studies financed by the UNDP. To facilitate
this. consulianis are expected (o maintain contact with
the Resident Representative and provide him with 2
copy of each report prepared. However, the Resident
Representative has no autharity 1o act on behaif of the
Bank or o instruct consuitants on matters relating 1o
their contract with the Bank.

1.52 UNDP-financed studies are subject 1o periodic
reviews conducted jointly by representatives of the
government, UNDP and the Bank. On these occasions
the scope of the work as outlined initially and the
study budge1 provided by the UNDP and the govern-
ment are reviewed in the light of the consultants' find-
ings #ler completion of approximately half the work
program. Adjustments in study scope, schedule of
operations and budgel can be made on this occasion if
found necessary by the government, UNDP and the
Bank.

1.53 Final reports of consulting firms are normally
submiued in dealt form afier completion of all field-
work. These drafis are reviewed and commenited on in
detail by the Benk and the government before the
consultants can proceed with printing the final ver-
sion. Discussion of the draft final reports is frequently
the occasion of a final supervision mission during
which government representatives, consultanis and
Bank staff meet in the study area.

PART 11
SERVICES OF
INDIVIDUAL CONSULTANTS

201 Individual consultanis are employed by the
Bank and its borrowers {0 provide a variety of
specialized services or 10 augment the existing staff,
Palicies and procedures relating 1o individual consul-
tants retained by the Bank are outlined in Section A of
“Part 1L When individual consuliants are retained by
borrowers, the Bank is not normally involved in the
arrangements, except in cases of stall seconded 1o key
management positions, which are covered in Sections
B and C of this Part,

A. Individuals Retained by the Bank
Types of Assignments
202 Most individual consultancy assignments of the

Bank are for project preparation, appraisal and supen
vision and for economic and sector missions. Thest
assignments normally consist of 2-6 weeks of_ﬁgs¢
work followed by another 2-6 weeks of report writing,
usually at the Bank's headquarters in Washington,
The remaining assignhmenis are for research and [or
various special studies, and may be for periods of 4
few days to more than a year. Consultants for these
assignments are either individuals retained directly o
individuals or teams made available under an ogree. |
ment with an organization (e.g. an institute, govern. |
mental or international agency of consulting ﬁ;mlg
The work and the responsibility of the consultants are |

comparable 1o those of stallf members of the Bank.
Selection of Individual Consultants :

2.03 The Bank’s Personnel Department maimainsi
two rosters of consultants: a roster of individuals and |
roster of organizations. The rosters do not constitute
lists of “approved" individuals or organizations bui
merely serve as a basis for the selection of consultants. l
Inclusion in the rosters follows upon the expression of !
a desire on the part of a consultant or organization (o .
be included, together with a submission of detailed in. |
formation on capabilities and experience.

204 The need to retain a consuliantis established by |
the Bank department concerned. From the rosters of
consultants or from other soutces, a suitable consul
tant (individua! or organization) is then selecled and :
usually cantacted directly to inquire about his interest |
in and availability for the assignmenl. If the consul-
tant is not available or if an agreement cannot be
reached s second candidale is contacled. The very
short time span between the moment an assignment
arises and the momen! the consultant is actually
needed (usually 3-4 weeks) and the 1ype of work to be
performed normally do not pesmit the sending out of
invitations [or formal proposais. This iatter procedure,
therefore, is anly used in g, very limited number of
cases,

Terms of Consultancy Assigmments

205 The compensation for a consultancy assign-
ment consisis basically ol a fee for professional ser-
vices paid for each day worked {subject to a maximum
of 26 days per calendar month). tn addition to the fee,
the Bank bears the cost of the consultant’s aclual sub-
sistence expenses for the period that he is away from
his home station and of all his official travel. Consul-
tants' fees are generally taxabie in the country of their
residence or nationality. Only fees paid to individual
consultants from a number of countries which have

— 56—
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'acccdcd to the Convention on the Privileges and Im-
unities of the Specialized Agencies with respect to
“the Bank are not liable 10 income tax.

"’2 06 The letter of agreement between a consultant
‘and the Bank normally contains a ciause which re-
jqucsls the consuitant not 1o seek or accept work con-
“ected with projects and operations that were of his
“Hirect concern during the assignment, for a period of
'“ur;;ec years after termination of the assignment,
.hnlcss the pnor consent of the Bank has been ob-
'!uncd

AB‘ Seconded Advisers

"5.0? One method of furnishing technical assistance
fbf the kind which requires individual specialists, is by
_§lutioning Bank swfl members (including persons
"émploycd by the Bank for the specific purpose of fur-
mshmg the technical assistance) as “Seconded Ad-
hsers to ministries or other governmen! depart-
meaLs or public institutions in member countries.
208 Scconded Advisers are assigned only at the re-
guest of a government and only if the Bank is satisfied
’i!hcrc is a clear need for advisory assistance and that it
can be most effectively provided in this manner.

2.09 A Seconded Adviser assigned 10 the services of
a inember counltry does not act under direction from
‘lhc Bank; he advises the government on matters of
pohcy for which the Bank takes no responsibifity. The
B.mk does take responsibility for agreeing with the
governmem or agency concerned on the Terms of
Refeﬁ:ncc under which the Adviser shall carry out his
assxgnmcm Any restriclion on the Adviser's activities
that may be desirable in particular circumstances is
i . .

specifically stated in the agreed Terms of Reference.
DLpdl’lmEﬂls ot offices of the Bank may respond to a
'rcqucsi far information from a Seconded Adviser but
m.n not issue any instructions on subsiantive matters
Bs opposed 1o administrative arrangemenis), or re-
quest the Adviser 1o act on behalf of the Bank in con-
versations or negotiations with the government 10
which the Adviser is scconded: nor may departments
.é" offices of the Bank request the Adviser to perform
missions of miscellaneous services on behalf of the
Bank without the explicit approval of the government.
210 A Seconded Adviser is expecled to keep the
§;mk informed of any developments bearing on his
gbili:y effectively 10 discharge his responsibility or
Otherwise refevant 1o the'question whether his assign-
mcm should be continued or maodified, eg. the
chaz,;ceer of his relations with governmen: officers
and agencies, the extent 10 which his services are
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being used as originally contemplated, etc., but is not
expected 10 report to the Bank on substantive matters
with which he is concerned in his advisory capacity.

C. Key Projects Staff

2.11 When it is deemed essential for the satisfactory
implementation of Bank-financed projects, borrowers
are required to retain qualified individuals in key man-
agement positions. In such cases, the borrower is re-
quired 10 consult with the Bank, or obtain its appraval,
on the Terms of Reference, qualifications, and condi-
tions of employment of individuals 1o fill these posts,
prior to their appointment. The costs of their services
may be included in a Bank loan,

2.12 In cenain cases where borrowers have
difficulties in retaining suitable staff for key manage-
ment positions, the Bank may retain the individuals
and second them to the organization responsible {or
the project implementation, In these cases, all the
conditions described above in respect of Seconded
Advisers will apply, but the Bank will be fully reim-
bursed for its costs by the borrower or [rom the pro-
ceeds of the loan. These matters are normaily spelied
out in delail in a separate agreement between the
Bank and the borrower.
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2) EVALUATION OF CONSULTING FIRM'S PERFORMANCE

Firm:

Name of Assipnment:

Location of Assignment:

Starting Date of Services: Completion Date of Services:

Client: Total Cost of Services:

Description of Services:

A. CONDUCT OF SERVICES
1. Compliance with Contract:
2. Adequacy of Work Program and Budget:
3. Efficiency of Operations
4. Competence and Conduct of Staff:
5. Relations with Client or Counterpart Agency:

6. Effectiveness in Surmounting Difficulties:

Note on key problem(s) in conduct of services:



10.

B. QUALITY OF RESULTS

Analysis of Background Data and Alternatives:

Design Solutions:

. Cost Estimates:

. Economic Analysis:

Financial Analysis:

. Institutional and Management Analysis:

. Operational Effectiveness (in advisory services or construc-

tion supervision):

. Presentation of Results (Reports, Drawings, Specification,

etc.):

Training Functions:

General Usefulness of Results for Next Step:



C. STAFF PERFORMANCE

{(To the extent reasonable judgements can be made, comment on the
conduct and performance of Key staff members of the firm engaged
in this assignment},

Name Position Comment on Performance

D. SUMMARY OF EVALUATION
1. Overall Rating-Conduct of Services
2, Overall Rating-Quality of Results

3. Recommendation (for later review of evaluation or future
assignments):

Date:

L R R I I B A B AL ]

EVALUATION BY:

Name Position Division Department Signature
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INSTRUCTIONS FOR FINAL EVALUATION OF CONSULTING FIRM'S PERFORMANCE

The purpose of evaluating the performance of consulting firms is

to establish a clear record within the Bank for future reference

in the selection of consultants, Evaluations should be made only
by Bank staff who had first-hand knowledge of the consultant's

work on the specific assignment in question.

Evaluations should be completed within three months of the termi-
nation of all major work under the consultant's contract (e.g.
receipt of final reports for stuides, completion of contract

documents for detailed engineering, etc.).

Bank staff making the final evaluation should work as a team,
under the direction of the Projects Division Chief concerned.
All participating Bank staff must be identified and sign on the

third page of the evaluation sheet.

In rating the firm's performance under various categories and in
the summary evaluation, make use of the following classifications

excellent, geood, fair, marginal, and unsatisfactory. Explain

where appropriate and state not applicable or not known in the

categories in which no evaluation is given,

IDENTIFICATION OF FIRM AND ASSIGNMENT

Insert all relevant information at the top of the first page of
the evaluation form. Under "Description of Services" give brief

statement of the objectives of the assignment and state types of

activities involved.



EVALUATION OF CONDUCT OF SERVICES

Under item A, evaluate and make brief comments on the manner in
which the firm performed its tasks, covering all aspects of pro-
cedure, administration and general conduct which may be relevant

in future selections or in contract negotiations with the firm.

EVALUATION OF QUALITY OF RESULTS

Under item B, evaluate and make brief comments on the quality of
the end product submitted by the consultants, covering all major

components of the assignment,

EVALUATION OF STAFF PERFORMANCE

Item C should be completed only if the Bank staff making the eva-
luation has had sufficient contact with individual members of the
consulting firm's staff to make reasonable and fair judgements.
Evaluations of staff performance should be confined to key mem-
bers on the consultant's team, such as the project director,

senior economists and engineers, etc.

SUMMARY

The Bank's evaluating team should arrive at a consensus on the
overall evaluations given for conduct of services and quality of
results, and the team should agree on its recommendations for

future assignments. This should be entered under item D.
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THE WORLD BANK
PERFORMANCE EVALUATION OF CONSULTANT

TO: Consultants Section, Personnel Department DATA:

FROM:

1. Consultant's name (and organization, if applicable)}:

2. Brief description of assignment:

3. Evaluation of professional competence:

4, Evaluation of ability to get along with others:

5. Recommendation on whether or not to retain him again:

6. Classification as per Bank's system of Grades/Levels:

F I J K L M N

7. (a) Is consultant interested in a regular staff position?

(b) Suitability for regular staff position:
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2. NEDBCO (#3 &)

( Netherlands Emgincering Consultants, e
b= 4 8. Javastraat, The Hague, The Netherlands )
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BWEEO Lok 2 Twna,
® Geoverning Board

PR Bl RO EBM. MIREBHO £ v =Bk b 9
LD b REE AR 4 AHEAIR 1L 4§24 NEDECO

7 —7 {0 34, independent 34 &Ko T B,

® Advisory Commission
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s —7 LT 4, independent 7T# &% o TWWa,

@ Managing Directors 24 : H.C. Frijlink
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Deputy Managing Directors 34
H.A. Berdenis van Berlekom
J. van den Berq
H. Velsink
WEFE, »~ — 7 OO A, MHPBEHHOF » b7 - % 4o
T,
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NEDECQ Zn—F D A voi— } = b

Since its foundation in 1951, NEDECO has co-operated with the
following firms and institutions:

AMC, Associated Marine Consultants
BERENSCHOT-BOSBOOM, Management Consultants for Development
BOUVY, VAN DER VLUGT & VAN DER NIET, Civil Engineers

BUREAU VOOR SCHEEPSBOUW IR P.H. DE GROOT, Naval Architects and
Marine Engineers

VAN DE BUNT & CO, Organization Consultants

DEERNS P.W., Electrical and Electronic Consultapts

DHL, Delft Hydraulics Laboratory

DWARS, HEEDERIK AND VERHEY, Consulting Engineers

DREXHAGE, STERKENBURG, BODON, VENSTRA, Engineering Consultants
GRONTMIJ, Land Improvement and Reclamation Consultants

VAN HASSELT EN DE KONING, Consulting Engineers and Architects
IACE, Tnternational Architects and Consulting Engineers
ILACO, International Land Development Consultants
INFRACONSULT, Hydraulic Engineering Consultants

INTERUTIL, International Consultants for Utilities

IRACO, Engineering and Architectural Consultants

IWACO, International Water Supply Consultants

LGM, Scil Mechanics Laboratory

MARCON, Marine Consultants

NACO, Netherlands Airport Consultants



NEGAM, Geology and Mining Consultants

NEI, Metherlands Economic Institute

NSP, Ship Model Testing Laboratory

OD 205, Consultants for Regional and Urban Planning
PROPULSION, Naval Architects and Consulting Engineers
TEBODIN, Industrial and Mechanical Engineering Consultants
THD, Delft University of Technology

THE, Eindhoven University of Technology

TNO, Central Organization for Applied Scientific Research
TTA, Transport Technologics Advisors

DE WEGER F.C., Architectural and Engineering Consultants

In addition, many senior specialists from private and public
institutions have been employed on an individual basis for spe-
cific assignments;'special mention should be made of staff from
the Rijkswaterstaat, the Department responsible for all major

works in the Netherlands, including the Zuider Zee and Delta
Works.
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For some time NEDECO has been considering how best to rationalize
the administrative problems associated with the growth in the
volume and type of work undertaken, and to provide additional

services, which were being requested with increasing frequency.

During 1973 the legal instruments were therefore prepared estab-
lishing two separate branches of consulting engineering within

NEDECO, each headed by its managing director.

The first branch will continue the work of the practice built up
over the past twenty years, which at present consists of some

fifty projects in thirty countries all over the world.

The second branch will deal with the identification, supervision
and evaluation of technical assistance projects and the services
of this section will be wmade available to the Netherlands Govern-

ment and to other aid-giving or lending agencies.

As the possibility of a confliect of interest may arise between
the aims and modus operandi' of the two sections, it has been
cansidered essential to define and state the procedures to be
followed by the old 'Projects’ Section and the new '"Identifica~

tion' Section.

THE NEDECO PROJECTS SECTION

NECEDO project assignments will continue to be carried out with
the co~operation of a number of consultants, as has been done for
the past twenty years. In order to formalize this co-operation a
group has been formed which is open to any competént and experi-
enced independent consulting firm in the Netherlands; to become a

member of this group certain criteria must be fulfilled:



Criteria for Members of the Group of NEDECO-Consultants

(a)
(b)

(c)

(d)
(e)

Professional competence, experience and integrity;

Independence from contractors and suppliers when undertaking
studies, preparing reports and designs and supervising con-

struction; and the receipt of no resultant benefits, either

direct or indirect, from such interested third parties;

Capability of working in foreign countries and availability

of staff suitable and experienced for that purpose;
Reinforcement or extension of NEDECO's potentialj

Acceptance of the NEDECO rules and standards.

Steps have also been taken to clarify the operational procedures

and to improve the efficiency of this NEDECO Section,

For example, for each project undertaken by the Section, guide-

lines have been developed for the selection of the most suitable

and capable team, including, where necessary, co-operation with

firms, institutions and experts from outside the NEDECO Group.

Guidelines for the selection of project firms and institutions

ranked in order of priority:

(a)

(b)
(c)

(d)

The timely availlability of the required professional exper-

tise, which is applicable to project conditions
Group members will have priority over non-members

A group member or firm who has provided satisfactory ser-

vices in a previous phase of the project will, in principle,

be given priority

The number of firms and institutions engaged on a specific

project will be kept to a minimum
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(e) The experience and goodwill established by any particular

firm in a certain country merits special consideration.

At the same time, NEDECO does not wish to be monopolistic in co~-
ordinating the export of consulting activities of the members of
its group: all members of the Group of NEDECO consultants are
free to carry out their own assignments abroad under their own

name and responsibility.

The nature of present day development work is such that often a
project demands more services than one consulting firm can supply;
in these cases the engagement of NEDECO has obvious advantages
because of its long-standing experience in handling multi-
disciplinary projects, and its ability to build up a project team
specifically adapted to the requirements of the project.

THE NEDECO IDENTIFICATION SECTION

The second branch of NEDECO's activities was started in the last
quarter of 1973, when NEDECO established in its head office a
small team of specialists dealing with the identification, super-

vigion and evaluation of technical assistance projects.

In principle, i1f such technical assistance projects have been
identified, appraised and/or monitored by the NEDECO Identifica-
tion Section then the NEDECO Projects Section cannot participate

in further project execution.

NEDECO's Identification Section may also become involved in the
evaluation of the work carried out by other consultants for the
same client; this duty can only be undertaken with the knowledge

or consent of such consultant, or unless the connection of such

— 74—



consultant with the work has been terminated. In principle the
NEDECQO Identification Section wlll not supervise or review the
work of members of the NEDECO Group when these consultants are

working for foreipn Clients under their own name and responsibility.

The twa self imposed restrictions described above have been made

in order to safeguard NEDECO's independent judgement and reputation.

Initially the services offered by the Identification Section have
been designed to be of value to the Netherlands Government Bilat-
eral Assistance Programme, but it is expected that such services

would also be of interest and value to wmultilateral aid-giving
and lending agencies.

INSTITUTIONAL CHANGES

NEDECO's Board of Governors was changed in 1973 and now reflects
the revised operational procedures and the wider scope of acti-
vities described above. It is expected that the streamlining of
its organization and the establishment of the Project Identifi-
cation Section will further increase the scope of NEDECO's

services to their Clients.
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1) The Role of the Consulting Engineer
in Projects

By Mr, H.C. Frijlink

Earlier this afternoon, T have distinguished belween three types of
engineers, viz. ; —
a) the doery, i.e. builders, contractors, manufacturers;
b} the owners, i.e. administrative or governmental engineers or
promoters; and
¢} the designers, i.e. independent consulting engineers and planners,

The owners or promoters need not necessarily be engineers, but we often
find engineers with governmental, provincial and municipal works
departiments or with large indusirial or development companices in
charge of initiating, monitoring, operating and maintaining infrastruc-
tural projecets.

All three groups of engincers usually play their roles in a®broject.
Such projects consist of a number of successive stages, of which I
shall enumerate some eight as follows: —

(@) Identification (formulation of the wish and requirement for
a project)

(b) Pre-feasibility and pre-investment (is it worth pursuing the
matter, will it be justified, what conditions will have to be
fulfilied)

(¢) Feasibility studies (is it technically possible, economically justi-
fied and financially viable? If so, to what extent and size of
project; what capital funding will be required?)

(d) Detailed design and specifications

(¢) Tendering among contructors andfor suppliers

(D Analysis and award of the most attractive tender



(2) Constructivn, and supervision of consturction
(h) Management, operation and maintenance of the completed
project,

We can now put these project stages in & matrix together with the
first-mentioned three groups of people involved in a project, whom
we shall for the sake of brevity call Clients, Consuiting Engineers and
Contractors.
How aud when do thesz proups act in the sequence of stages? I shall
briefly deal with this in the context of four basicaily different methods
of project achievement, i.e.: —

1. The usual method

2. In-house enginecring method

3. Project and construction management method

4. Turn-key method.

1. The usual method

For the usual or conventional method, the client or owner retains
a consulting engineer to carry out studies, to prepare plans and

w
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specifications for the project, to represent the owner’s inlerests in get-
ting bids or in negotiating and selecling contractors, and to inspect
and supervise construction. The consulting engincer may perform all
of these professional services, and may even assist in management,
operation and maintenance as seen in Table 1.

The awner should of course have a feasible project, and sufficient staff
andfor consultant’s capability to select contractors. He should further
make timely decisions on the recommendations of the consulting
enginecr,

The advantages are:

1. The consulting engineer acts with complete professionai inde-
pendence and without any financial interest in construction, or
the manufacture or supply of materials;

2. The design is essentially complete before contracts are awarded;

3. The responsibilities of the consulting engincer, the contractor
and the owner can be clearly defined permitting checks and ba-
lances between them to be fully observed;

4, The scope of the contracts is well defined, yeilding better com-
petitive bidding;

5. The owner's participation is flexible;

6. Generally suits the [egal requirements for public works in many
arcas;

- 7, The finuncial commitment is pre-determined.
The cautions or drawbacks are:

1. This usua! form ol approach does not casily lend itself to phased
construction in which plans are completed during construction;
therefore it may take longer;

2. If bids are called at a time when conditions are unfavourable, a
disadvantage in cost can result;

3, The general contractor has to be able to assume responsibiity
for subcontractors,

The best applications are:

The usual method. The most satisfactory for the majority of pro-

jeets from those of moderate size to large complex porjects. Generally

the method encouraged by legal and financing agencies.



2. In-house engineering method

For in-house engineering as a method of project achievement, there
is substantial or total use of in-house stafl of the owner for project
conception, study, design, management and perhaps even construction,
The use of the independent consulting engineer is minimal, often limited
to cosultation or assistance on specific aspects as seen in Table 2.

The owner should have:

|

A Teasible project;

o
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2. Sufficient well-qualified in-house staff to handle the work;

i
4.

Demonstrated ability to plan, organize and execute;

Eifective internal cost controf.

The advantages are:

Little or no possibility of external conflict of interest;
Very high flexibility and broad latitude in assigning responsibi-

L
2

3

lities internally;

+

If the owner maintains continuity of employment, the profes-
stonal team will be more familiar with his needs and policies

than outside organizations;

Can more easily adapt to phased (fast-track) construction;
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5. Maximum involvement of the owner corresponding opportunity
to control decisions,
The cautions are:
1, Balancing stafl and work load is difficult;
2. The owner has responsibility for recruiting, developing and
maintaining staff competent to handle projects;
3. Adequate cost control of internal staff time is difficult and may
result in higher overall costs;
4. May tend to limit new methods and approaches.
it is most applicable when the owner has a steady work load involving
the same general type of project and can maintain effective internal
cost control. Achieves best results when work of owner’s staff is ba-
lanced by professional advice.

3. Project and construction management method

For the Project AManggement method, the owner signs a single
contract with a firm to handle planning, management, design, procure-
ment, construction management and commissioning of the project and
perhaps other aspects such as feasibility studies and assistance in
arranging finance. Generally the contract is limited to professional

o
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services and does not include construction. Managerial effort is greatly
increased, using multiple contracts for construction and supply of
materials and cquipment. The firm prepares and negotiates contracts
and manages the construction as the owner’s agent, A variation is
the use of several professional firms grouped under one head and a
contractor to build and provide construction management (Please see
Table 3.

The owner should have:

1. A feasible project; .

2. Executive involvement, with frecdom and ability to make prompt
decisions after weighing recommendations of the management
team;

3. Sclection of a competent project management firm or combi-
nation of firms willing to operate as a team.

‘The advantages are:

1. The owner can delegate all decisions or can work closely with
the management tecam as in 2 above:

2. "Expert professional advice at all stages;

3. No conflict of interest arising from financial interest in the
equipment, materials or constructional work;

4. Facilitaies phased construction (fast-track) allowing tight
schedules to be planned and met;

3. All contracts awarded by cometitive bids. Complete specific-
ation tends to reduce bid prices;

6. Effective cost control through early and detailed planning,
scheduling and cost estimating followed by close monitoring
of these;

7. Balanced consideration of design and enstruction:

8. Smuail or local contractors can be used.

Disadvaatages or eautions arc:
1. The extent of the owner's involvement and the pattern of pro-
. fessional operation should be established at the outset;

2, The interfaces between construction and supply contracts have
to be carefully defined;

3. The owner gets no better guarantees or warranties for equip-

ment supplied than by direct order; the manager acts as his
agent in this respect;

— B -



4. The consulting engineer as project manager cannot give gua-
rantees for operation of the projedt or process unless designed
by him;

5. Final cost cannot be puaranteed until all contracts have been
awarded;

6. In some areas multiple contracts may not be feasible—a single
contractor may be preferred;

7. Project management tasks are complex; great skill and experience
arc required from the consulting enginecrs.

Project and Construction Management method is best applied for pro-
jects which are complex and require a tight schedule,

4, Turn-key method

Finally, there is the turn-key merhod. This consists of a contract with
a single company for design and construction of a complete project
ready for operation with some responsibility for subscquent efficient
operation, Financing the project may be included. The owner retains
responsibility for maintenance and operation as seen in Table 4.
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The owner should have:
1. A feasible project;



+
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Strong stafl or outside assistance to develop programme, pre-
liminary plans and specifications, to dcfine the owner’s needs
clearly, to evaluale proposals and make cost-benefit analyses;
Stafl’ proficiency in monitoring costs and auditing;

Strong legal-contractual capability;

Ability to test and inspect work,

The advantapes of turn-key are:

.

2,

4.

Minimum owner’s staff required;

Schedule, performance and cost can be guaraniced at somewhat
earlicr stages than is possible with other methods;
Construction may be started before plans are completed and
the work phased which may advance the completion date;
Single contractual responsibility with the owner.

Cautions exist in perhaps greater measure than with the other methods.
They are:

1.

Programmes and specifications for competitive selection have
to be complete enough to ensure quality and content. Con-
versely, when negotiated, a cost ceiling should not be established
uitil the kinds of decisions normally embodied in detailed plans
and specifications have been defined. The cost is not esatblished
appreciably carlier than with other approaches;

Prolessional design service is a part of the turnkey operation,
The checks and balances of other methods do not exist;

The turnkey method places undue emphasis on first cost, Form,
convenience, cost of operation and maintenance, and aesthetics
have to be included in determining total cost;

When the price is guaranteed the owner may have lo accept
certain details of the final design which he considers undesirable;
Cost, schedule, und performance guarantees should be examined
carcfully to determine their eflectiveness.

The best application of turn-key is:

1.
2.
3

Small ar simple projects;

Where the need for a cost ceiling outweighs all other factors;
Where speciaiized process expertise is held by a few orpaniz-
ations. Turnkey companies can also handle extremely large and

complex projects. Such cases usually resemble the project manage-
ment appreach.



In different parts of the world, judgement on the mcthods describzd
will probably differ, We know that the usual client/consultant/con-
tractor relationship is both traditional and preponderant in Britain,
Commonwealth and anglophile countries also highly value this method
and so do international banks and agencies. Turnkey is fairly common
in Scandinavian countries, with well-defined and repulated roles for
the independent consulting engineer, Project or construction manage-
ment is coming up, and for certain projects is widely used in Nerth
America—-but Europeans claim that its advanlages can also be achieved
by usiog the traditional method. In Continental Europe, in-house engi-
neering by governmental authorities dates back to Napoleonic times,
and in many countries our colleapues have established a modus vivendi
with our “common enemy™.

Some may feel that the advantages of the usual client/eonsultant/
contractor reiationship can hardly be matched by other methods,
But as flexible professionals, we must maintain our service and adapt
ourselves to other project achievement systems, when our clients, or
regional conditions require this or when there are clear ndvantages over
the client/consultant/contractor triangle.

1t should, however, be kept in mind that these other systems require
skill and experience dilferent from those which many of us are used to.
The Americans have themselves said that project management services
cannot be taken lightly, and that extra-ordinary efforts and extreme
caution will be required from an inexperienced firm,

As for in-house cngincering, it is recognised that many governmenial
agencies need a substantial engincering department for initiating and
monitoring their projects, and that a certain amount of engincering
capability will anyhow be required, certainly for specialised projects
requiring much research and development. But in the interest of
economy and taxpayers, the authoritics should avoid engaging large
permanent staffs and undertaking extensive design work themselves,
or even secking design work on a consulting basis outside their own
field. Some evidence is available that shows the cost of governmental
engineering to be in excess of that of the consulting engineer. Enquiries
are in hand.



More information on the above-described methods is given in a recent
FIDIC pubdication enlitled “The Role of the Consulting Engineer in
Projects™; this describes the main characteristics of each of the four
different methods, For the sake of clearness, the methods have been
reduced to simple and elementary procedures; FIDIC recognizes that
many variations on and transitions between these four methods exist,
and that for diflerent ranges of projects (public works, industrial and
process engineering works) the pros and cons of these methods may
have varying emphasis.

I have been careful, Mr. President, to give an unbiased summary of
the construction alternatives, and you will certainly not expect FIDIC,
or me, to take a preference stand here. Still, [ may offer three con-
clusions to you:
1. The usual method is the usual method, and not without reison;
and
2. We are discussing a sensilive matter, in a dynamic environment;
experience of the several methods is rapidly growing;
3. There is and remains a role for the consulting engineer in pro-
jects.

CURRICULUM VITAE

Name: FRIJLINK, Hendrik ChristofTel
Year of birth: 1922
Nationality:  Netherlands
Education: B.5¢. degree in Civil Engineering, College of Advanced Tech-
nology, Utrecht
Apprentice Mate Certificate, Merchant Marine Colfege, Ams-
terdinm
1950 M.Sc. degree in Civil Engineering, Delft University of Tech-
nology
Languages: Dutch, English, French and German; working knowledge of
Bahasa Indonesia
Professional affiliations:
-~Member of the Royal Institution of Engineers in (he Nether-
lands
—Member of the “Orde van Nederlandse Raadgevende In-
genicurs” ONRL (Netherlands Association of Consulling -
Engincers)
Present posilion:
Since 1963 Managing Dircctor and Member of the Board of Netherlands
Engincering Consultants *“NEDECO"
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Agengy:

Date (Month, Doy, Year)

Consulting Firm Registration Form

1. Flem Mame (Hrm 10 ba reglstered) Year Stote or Type of Orgenlzatien
Estab. Country indiv, Parighp, Cerp,  Other

1a. Allilated Firms

2. Home QOtflce(s) Bualness Addeess{es}, Telephone Ma., Coble Address, Tetex No. QFiZérs or Paciners o be contacted

3. Farmer Firm Name(s}, If any, and yoar eMabiished 4, Fitm ownership

B. Present Branch OMice{s) and yesr esiablished Address, Telephone Mo., Coble Address, Tolox Mo., Person In Charge

{continun on additlonal page If necessary}

Date ttama of Firm page 1 of 7
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£ Humbar of personnel In your present organlzstion{s) lisled In 1 and 1a
Archhocia Civll ond Eloctrical Mechanical Coaastrucilon Economists Operplions & Others Others
Structural Engineara Engincors Hanogemant Management |  (Specify) {Spetity)
Englnaers Speclolists
Survayora Esitmntors | Inapectors | Techniclona | Adminisiration Spectleation Othere Othnra
& Drofismen| and Clericol Wilters {Spatity) (Spacity) Total
7. Annusl volume of gross fees (last § years) In U5 § (per 1 and 13) Financlal rating or bank raforence
Prime
Contulting Assoclate and
Firm lolnt Venture Total
L ORI 0% AUV I
19 L R
19 s e )
19 L2 _ o e .
19 $
Total

la. Largasl projects handled by flim as prime cansubtant In malor tlelds only
Show nome al projact, lype ol sarvice, cliont relerence ond enginscre tevol of eflont
r Level of elicst 10 be classiied o3 followa:

Closa 1 + Fae less than US § 100,000 or 20 men mantha.
Class 2 - Fon from US $ 100,000 to US $ 500,000 or from 20 man months lo 100 mon months
Chass 3 - Foa from US $ £00.000 to US $ 1.000,000 of fram 100 man months to 200 man months
Class 4 - Fao over US $1,000000 or over 200 man months

(tontinue on pddittons! page Il necovaary)

Date Nama of Firm Page 2ol 7



9. Parinars, diroctors, oliicers, and hay pecsonnol of fhim

Yeors
Nome sad Tila Degrosle) with Firm Yeor of Biath
{odd currlculum vitse showing experience,
prolessional olhltalion and language
copablity)
{continue on edditlonal page il necessary}
Data Home of Fiym page 3 of 7



10, Fistda of apeciallzatlan ol parmanent fill-itma stalf {(Chack Apprup;l.n!-uﬁlturnu)

A Agticultural and naturat c Public utilities oad ralated o industry (continuad)
reraurces Helds {continuad) D.21 Steel and bron Works
A-1  Form Mechanlzation C-9  Howging D-22 Texilles
A-2  Finld and Herlcultural Crops C-10  Industrial Unhiting 023 Timbor Procesalng
A3 Fisherles C.51  Marlna Termiaal Faciltios Othora {Specify)
A4 Forasiry ond Forest Producta C-12 Mining D24
A5 lerigotion ond Flood Conieol C-11 Muclear Energy D-35
A8 Land and Watar Feosibity N q:tilffrﬁlng_l'_ncll-n_i_ S i 3 Archlttclura and related
Studian C5 Power Statlony ltalde
A7 Land Reclamation and Soll C-i6 Power Tronamisslon find -4 Consarvation _
Conservaticn Dictributlon E2 Educatlonal Facllitlea
A8 Livestock C-17 Solid Wasto Mpnogement E-3 Facteries and Bulldings
AG Markoting nnd Credit C-18 Butldings E-4 Parks
A-10 River flegulation and Cantrol C1%  Tolecommunicatlons £5 Socia! and Low Cott Houalng
Adl Storage Factes €20 Wastewater Collection, E6 Urban Devalopment and Clty
Cthers {Spoclfy) Treatment and Dispasal Planning
A2 €24 Voter Supply and Digitibution E.7 Zoos
A3 Others (Specify} Othera {Specily)
Ad c-22 E-3
A Teansport c-23 E.9
B! Alrparts and Alr Tranapart o _?fiu_ e e L F Etonomic planding end relstad
B2 Bridgea Ca25 ’ flelds
B3 Bua Transport Facilities C-26 71  Accounting and Auditing
B4 Highways and Naad Transpest c.n - F-2 Econamic Impact Siatementa
- 85  Pipelinos D Industry } F.3  Econamic Patley
8- F"'ubllc Teansport . D Agricullural Products and ] lF-z _Encray Conaervatlon
B7  Popid Transit Food Proguaaing | F%  Finance
8-  Radrpads D2 Gricks ond Tiles l F.6 Forelgn Trade
T
B9 Rivor ond Sea Tronsport D3 Coment Works F-7  Marketing
B-10 Rlvar-, Seaports and Harbors D4 Ceramica F-8 Organizatian and Manogement
S N — - ol Publie nrdfar Privete
B-11  Subways D5 Chemisal Piants {Including Erterprises
— —_— — Petrsthemlcats, Fertilisers, —
B-12 Tunnels H Plastles) F-2 Hagional Davelopment Flanning
Othera {Specity) D& Coal Others {Specily)
&) D-7  Fish Pracasalng F-10
B-14 8  Feundrieg G Tourlam
15 0.0 Glesa Plonts G-1  Hotel Development
c Publle ultiides and related ___ D10 Hidea ond Lesther Processing G2 Resort Davelopment
flgld D11 Industrial Estoles Otherg (Specify)
C-1  Alr Pollution Camired D.12 Machinery Planls G-3
C-2  Cartography 011 ldatenats Handling G
C-3  Oams D14 Matatiurgical
C4  Dralnnge 015 Mincrology
G5 Electrical Inatallations D46 MHon-ferrous Processing Plants
€6 Cas \nsnoliatlons ond _ D oil
Trancmisslans D-18  Pharmaceuticat Plants
C-7  Henting, Voatiating, o3 pf”_”,_ffiff’f?_’_.__._ﬁ, PR R A,
Alr-Conditloning D20 Rubber
G.B Hosplinls
Date Hoame of Firm

-7 —
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1. Typeu of aervices

A,  Advispry Services W. Planntag Studles
B.  Aerlat Phatogrophy A__;:j X. Praject Managoment
C. Architectural ¥. Purchasing, Insgection and Teating of Maoterlals
0. Curnm;;r—S:Nlcus T Mm_—: :__ ‘ and Equipmant
E. Constructlan Mnnam;\t » _ S Hogources Surveya
F. Deslgn ol Machinery and E'quislmer\t . ] 2-1 Rate Studies and Appralsats
G.  Economic Studics Z-2 Soctor Studlos

3 H. Engineering Ceaign, Catlmating, Fmparal—i;\—. |, &} _Salls Enginceeing, Foundatlon Engineerlag & Dosign

of Contract Documents, Bid Evalualion Z-4 Supervision of Conatruction or Equipmant

b Enavirpnmental Studies T T o “um-‘Inslnl!allgr;Eummctu
I Ferm Extenaion Services Z.5 Testing ond Inspecilon
K. Gealegicol Surveys B _Zl-{ Tapographlcal and Soll Survayb
1. Geophyslcal Surveys 2.7 Technlen! Feosibility Studlos and Prediminary
M. Hydro-Gealogy Enplrgering
M. Hydrological Surveys Z-B Traffic Studies
0. Iaduptrizl Process Engtneering - Z-9 Value Anatysls
P.  Mnchine Precassing of Englnesring Data _Clahurs {Speclly)
Q. Management Studles P_—Z-ID .
A, Markeat Survays Z4
5. Mineral Survaya, Photo Inmrpmlml-nn 22 e

B T. Mineral Exploration ) 21_3
U.  QGceanography - -/ r Z-14
V. Operation and Mainteaanca 215

12. Countrles in which work performed wiithin past 10 years (Chock Appropriate Counlries)

Alghanistan Equatorial Guinea Lesotho Giarra Leone
Albania Ethiapia T hberin Singopore
Algeria ] -F-ijl Libya Somali {Oem. Aep. of}
Atgenting Finland T Liechiansiein - South Alrlca
Austraila France - Lux¢mboury R ET
Auiria Gelon T I madayascar VT & Canka (Ceyion
Bohamaos Gambla (The) N wel _ Sutdon
Bohrain Guermany [Qom, fieg. o | 1ysia Swatiiand
Bangladesh T Emmnny {Fed. Aep of} s Swaeden
Barhndos Ghana Mall” Switzerland
Balglum | Greece _- 1 raata Syrla
Benin (Dshomey) Crenada Mauitania Tanzanta
Bhutan 17 [Guatemaly Haufitius Thailand
Bolivig Guinea Iesico Toga
Botswanp Gu!nea-Bisasu - Hanaca Trinidad and Tobayn
Bradl Guyann [Mengata Tunisio
Bulgeria Haitl : — " Thcrocco Turkey
Burma Holy Sea - |th_p;r T Uganda
Butundi . " [Honduras - Aﬁlrﬂblhcrlnnd: Ukralnion SSH
Byelerusston SSA Hungery T Nowe Zealand USSsh
Camarcan lceland Hicaragua Unlied Arab Emirsios
Caneda Indin Fliger “7|'Onited Kingdam
_ Ceatral African Rep. Indoneala Higoria Unitad Stoloe
Ched Iran waa}_ - Ugper Volla
Chile leag ) _'_ Qman Urugay
China iralond Pakiston Venezuels
Cotombla lsrack Pansma Yiginom {Rep. al)
Congo (Peopla's Rep. of) Italy Paraguay Western Saman
Costa Rica ivary Coast Peru Yoman {Adon)
Cuba fomalca ﬁu!ippmcs ‘‘emen (Sanoa) *
Cyprus Japan Poland Yupoalavia
Crechoalovakia tordan (The Hashemite Kingdom of) Porlugal Zalta
Denmark Kenya Qatar Zombia
Domirican Rep. ] Korca [ﬁupuﬂE-c‘:—f) Romanin
Ecuador }(uwail Reranda Othera (Speclly)
Egypt Khymer Republic {Cambodia) San Marino
El Satvodor Loas Soudt Arnbla
Labannon Seaoyal
Date Mamao of Flrm B

Page 5 of 7
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13. HNarrative Daseription ol frm

{continue on additlonal page If necessary)

An ol this date the foregolag la a lrus statemant of facta.

Name of llim submining quesilonnalre

Typed namg and Altlg cf parson signing Slgnature

Date Nama of Firm Page 6 of 7



14, Typlcal projacta for which consullant sarvices have heen furnishad during past five years

(Redaranca ghaats may ba mubmitted for o3 many profects as Justrod. Sheets should Include at least one preject tn each fleld of
specialization checked ta liem 10 and each lype of servico chockad In ltem 11).

Nama of overall preject .. ... .

Location of ovarall project .. .. e

Englneers loverot-elfont ... . e
(Far claasllicotlons ses Section B)

Owner's name and ADOIBES .. . e e e e s e s S s

Year firm's servicas pleted {Ind e ted or actual)

ASICIated FIPMS | i e e e e e e E e e e s T s S

Deuacription of projact

{fiem may submit o3 many gnn&: 03 necesaary)

Bascription of services firm provided

List alt fislde of experlance {by symbats (ram ltem 10} lor assaclated aspects of overalt project

List all types of servicas {by symbols from ltem 11} for associated ospects of overall project

Data Nome of Fm : ! Page 7 of ¥
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5) NEDECO D H #EH

@® 73, 744

In 1973 and 1974 NEDECO's workload again continued to increase
slowly, the number of projects being carried out at the turn of
1974 amounted to 54 spread out over 26 countries all over the

world. A division into th: various fields of activities gives

the following picture:

1673 1574
Transport, infrastructure, including ports,
rivers, railways and roads 22 17
Hydraulic engineering, including dredging,
offshore and coastal engineering 13 20
Agricultural engineering, including irriga-
tion, land reclamation and consolidation 6 10
Economic feasibility studies, not forming a
normal part of a study 6 3
Miscellaneous, including environmental
preservation 5 4
Total 52 54

Each project consists of a number of stages, such as identifica-
tion; pre-investment; feasibility; design, supervision on
execution; management, operation and maintenance., NEDECO's pro-
jects carried out in 1973 and 1974 divided into these stages gives

the following result:
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Stage

Identification
Pre-investment
Feasibility
Design

Supervision

1973

1
8
17
14
11

Management/operation/maintenance 8

@ 754F

1974

12

16
19
17

In 1975 ontving NEDECO 91 unitnodigingen.

Many projects
consists of more
than one stage,
therefore the total
exceeds the number
of projects carried
out.

In totaal werden 44 nieuwe opdrachten ontvangen, De totale omzet

bedroeg ca 30 miljoen.

Aan het einde van het verslagjaar waren ruim 60 opdrachten in 30

landen onderhanden. De opdrachten kunnen als volgt worden

verdeeld:

1. Hydraulic engineering 1. Waterbouwkunde

a) harbour-works

a) Havenwerken 9
b) coast-defence b) kustverdediging 3
c) dredge-work c) Baggeren 14
d) water-power d} Waterkracht 2
e) river-improvement e) Rivierverbetering
2., Transport~ 2. Transportingrastruktuur
infrastructure
a) harbour-installations a) Haven inrichting en
and organizations crganisatie 2
b) railways b} Spporwegen 1

c) bfidges

c) Bruggen

~102—



3, Culture-~technics 3. Kultuurtechniek

a) irrigacion/drainage a) Irrigatie/Drainage

b) land reclamation b) Landaanwinning

c) agricultural ¢) Landbouwontwikkeling
development

4, Various 4. Diversen

a) health-technics a) Gezondheidstechniek

b) restaurations of b) Restauratie monument
monuments

c) geothechnics, tran- c¢) Geotechniek,
shipment development overslagontwikkeling
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