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1. Introduction

In response to the request of the Government of the Syrian Arab Republic, the Government of Japan
decided to implement “Technical Cooperation for the Modernization of Cargo Transportation Project
in the Syria Arab Republic” (herein after referred to as “the Project”) based on the mutual
understandings described in the R/D and the M/M signed between the Syrian and Japanese sides on
the 28th of June 2007 and the 23rd of November 2006 respectively. The Japan International
Cooperation Agency (JICA) dispatched necessary experts of “The Overseas Coastal Area
Development Institute of Japan (OCDI)” headed by Mr. Susumu Naruse for the implementation of the
Project in November 2007.

Since then, the JICA expert team and the counterpart teams of “Lattakia Port General Company
(LPGC)” have been engaged in two-year operation of the Project. With the overall goal of the Project
being set as “Maritime cargo transport system is modernized”, the purpose of the Project was specified
as “Efficient port operations at Lattakia Port are achieved”. As the Project has been successfully
carried out with excellent collaboration work between the counterpart teams of LPGC and the JICA
expert team, the overall capacity of the LPGC personnel on efficient port operation has been
strengthened to a great degree.

The comprehensive result of the Project, which includes the history, the implementation schedule, the
inputs and the outcomes of the Project, is presented in this report.
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2. Outline of the Project

2.1. History of the Project

The port demand in the Syrian ports is expected to grow rapidly in future because the economy is
forecast to expand and transit cargo through the Syrian ports to Iraq will increase in volume. However,
Lattakia Port may not be able to meet this growing demand because of the shortage of the cargo
handling capacity, which is caused by inefficient operation, inadequate equipment maintenance and an
out of date management style. It would be, therefore, one of the most urgent challenges for the
Government of Syria to improve the efficiency of Lattakia Port promptly.

Although a JICA feasibility study for developing new port facilities was conducted for Lattakia Port in
1996, the development plan has not been actualized yet. In order to meet the expected demand of
Lattakia Port, the Project is aimed at improving operational efficiency of the port and thus expanding
the capacity of the port without large physical investment through technology transfer programs to the
Syrian side.

The JICA experts were dispatched to Lattakia Port to carry out the technology transfer in such areas as
port administration and management, port operation, and financial management of the port. At first the
Project naturally focused on container operation, however, one year after the beginning it was formally
decided by the Ministry of Transport that container operation would be contracted out to a private
operator. After the formal contract with the private operator was signed on the seventh of February
2009, the course of the Project was changed a lot to the ways to overcome the urgent challenges of
Lattakia Port General Company (LPGC).

The activities of the Project were concentrated on “Action Plans” for six urgent issues (afterwards, one
issue was added.) from March 2009, which are indicated below.

Rehabilitation of Pavement

Introduction of Preventive (Periodic) Maintenance

Quiality Improvement of Conventional Cargo Handling

Safety Improvement of Port Work

Introduction of Budgetary Control System on Expenditure
Technology Transfer on Port Planning (Port Capacity Estimation)
(Training & Capacity Building)

The experts worked on these urgent issues in close collaboration with the working members of LPGC:
conducting lecture and discussion sessions, carrying out on-site surveys and providing adequate
equipment in order to transfer the relevant technology to the Syrian counterpart personnel. Through
this process, the capacity of the Syrian counterpart personnel was augmented to a great degree and
consequently Lattakia Port will be able to meet its future demand.

2.2. Project Target and Summary

The original project purpose was set as follows;
» Efficient port operations at Lattakia Port are achieved.

In order to attain the project purpose, the following outputs were expected to be produced through the
project activities.
» Proper management and operations of the port is realized.
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> A proper financial management system is introduced and human resources in the field are
developed.
» Conventional terminal operations are improved.
» Technical skills in cargo handling are improved.
* Qutput related to container terminal was eliminated in March, 2009, which was approved at the 3"
Joint Coordinating Committee.

2.3. Project Design Matrix (PDM)

The Project was carried out based on the PDM, which defined all the activities to be performed in the
Project. Although the minor changes of the course of the Project were taken into account every time
such events became necessary, the PDM was officially revised at the 3 JCC meeting in March 2009.
PDM Ver-1 (original version) and PDM Ver-2 (revised version) are presented in below:
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2.4.

Outputs of the Project

Based on the PDM Ver-2, the summary of the outputs produced is shown in the following table.

Table 1. Summary of Achievement

Narrative Summary

Verifiable Indicators

Summary of Achievement

Project Purpose:
Efficient port
operations at Lattakia
Port are achieved.

e Cargo volume
handled in the port
increases at a
reasonable rate.

Cargo throughput of Lattakia Port during the first nine
months of the year 2009 has shown a dramatic increase
(15.5%) despite the fact all most ports in the world have
experienced a significantly decrease in cargo volume
since the beginning of 2009.

Outputs:

1.Proper
Management and
operations of the port
is realized

1-1 An organizational
reform plan of
LPGC is authorized
in LPGC.

A traffic control
plan in the port is
established.

1-2

1-1

1-2

Approved by the General Manager, a reform plan
proposed by the JICA expert is currently being
discussed at the administrative committee of
LPGC.

Some alternative traffic plans were proposed in the
textbook but they have to be reviewed after
scrutinizing a traffic control plan of the operator,

1-3 Expertise in the which will be made clear at the end of this year..
field, including port | 1-3 A variety of expertise in this field was elaborated in
planning, is the textbook and discussed in the training session in
effectively 2008. Furthermore, a working groups on port
transferred to the planning, pavement, etc. were set up in the spring
Syrian side. of 2009, where various topics including safety

issues and planning issues were discussed.

2. A proper financial | 2-1 Afinancial 2-1 A financial management system was fully
management system management discussed in the lecture session and LPGC is trying
is introduced and system is to introduce the system through firstly establishing
human resources in introduced.. a budgetary control system.
the field are 2-2 Revenue and 2-2  Following the rules applied to national companies,
developed. expenditure are LPGC reasonably manages its revenue and

reasonably expenditure including depreciation cost.

managed. 2-3  The working group that was set up in March 2009

2-3 Abudgetary control concluded that a new budgetary control system, in
system on which a detailed version of the current reporting
expenditure is format to the ministries is prepared to report to the
introduced. LPGC management, should be introduced in near

future. A first financial report was reported to all
the managers of LPGC at one of the weekly
managers meetings in August.

3. Conventional 3-1 (for specified types | 3-1 Productivity improvement plans are elaborated in

terminal operations
are improved.

of cargo)

Productivity
improvement plans
on cargo handling
of the specified
commodities are
prepared.

3-2 An improvement
plan on cargo
inventory
operation in
warehouses and
transit sheds is
established.

3-2

the textbook and were discussed with the
counterpart personnel. Furthermore, a working
group on the subject was set up in March 2009,
where measures to be taken to improve
productivity were discussed. Several handling
gears from Japan were newly examined and test
operations with these gears were carried out.
Measures to improve operational work in
warehouses and transit sheds are described in the
textbook and discussed at the working group.
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4. Technical skills in
cargo-handling are
improved.

4-1 Operational

performance
indicators are
properly managed.

4-2 Equipment

procurement
planning procedure
is established.

4-3 Equipment

inspection,
breakdown and
maintenance
information is
properly managed.

4-1

4-2

4-3

Several operational performance indicators such as
vessel productivity and berth productivity are
identified in the manual and the counterpart
personnel calculated them for a specific period for
future use.

Planning procedure to procure additional

equipment for container operation is elaborated in
the textbook and was discussed in the training
session. Because conventional cargo is not
expected to significantly increase in future,
procurement of new equipment has to be
considered before good maintenance of the current
operational equipment is actualized.
A working group on the subject was set up in
March 2009, where necessary expertise to carry out
preventive  maintenance  was  successfully
transferred.
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3. Implementation Schedule
3.1 PO (Plan of Operation) & WBS (Work Breakdown Structure)

“Plan of Operation (PO)” shows a time schedule of the activities defined in PDM.

“Work Breakdown Structure (WBS)” shows relationship among the detailed activities, which is
constructed to supervise and monitor the progress of the Project.

The Plan of Operation and the Work Breakdown Structure of the Project are show in the following
figures:
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3.2. JCC (Joint Coordinating Committee)

JCC meetings were held five times during the two-year operation.
The outlines of the JCC meetings and the lists of the participants are shown below:

Table 2. Outlines of JCC Meetings
Date Outline of Conclusion

1*Jcc February 4, 2007 The first JCC meeting approved the proposed annual work
plan of the Project.

When a management contract is actualized in a certain
point of time in future, the contents of this project, or the
PDM, may have to be amended according to the terms of
the contract.

Because an issue on port administration and management is
very important, the issue has to be put a special emphasis
on when working for the Project.

Introduction of the advanced IT technology to various port
procedures has to be taken into account.

2" JCccC November 8, 2008 The second JCC meeting agreed upon the Interim Report
and approved the revision of the PDM.

Major points of discussion are summarized as follows:
---to properly oversee the container terminal operator

---to improve operational efficiency of conventional cargo
handling

---to introduce computerized port management system such
as EDI and to develop the human resources in the field
---to upgrade the service level of pilotage and tug boat
along with possible introduction of their privatization

---to include technology transfer on demand forecast and
estimation of terminal (port) capacity in the Project
39JCcC March 4, 2009 The third JCC meeting agreed on the following points:
Based on the mutual consultation between the Syrian side
and JICA, activities related to container terminal, e.g.
container cargo handling and supervision of a private
operator, are to be completely excluded from the scope of
the Project.

In order to expedite the process to achieve the project
purpose, both sides agreed that the Project shall concentrate
on 6 urgent issues below in the remaining period of the
Project:

---Rehabilitation of Pavement,

---Introduction of Preventive (Periodic) Maintenance,
---Quality Improvement of Conventional Cargo Handling,
---Safety Improvement of Port Work,

---Introduction of Budgetary Control System on
Expenditure, and

---Technology Transfer on Port Planning (Port Capacity
Estimation)
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4"JCC | August 13, 2009

The fourth JCC meeting has agreed on the result of the final
evaluation of the Project. The followings are the results of
the final evaluation based on Five-Evaluation Grid:
---Relevance: High

---Effectiveness: Moderate

---Efficiency: High

---Impacts: Moderate

---Sustainability: High

The Syrian side and JICA concluded that the Project had
contributed to the needs of the Syrian Government to
improve the port operation at Lattakia Port.

5t JCC November 8th , 2009

The fifth JCC meeting has agreed on the Project
Completion Report. The followings are the contents of the
Report

1. Introduction

2. Outline of the Project

3. Implementation Schedule

4. Inputs to the Project

5. Outcomes of the Project

6. Lessons Learned through the Project

1°' Joint Coordinating Committee

Table 3. List of Participants

No. | Name Position Organization
Syrian Side
1 Dr. Yarob Badr Minister Ministry of Transport
2 Mr. Imad Vice Minister ditto
3 Mr. Suleiman A. | General Manager LPGC

Balouch
4 Mr. Hussam al Najjar Director of Transport State Planning Committee
5 Mr. Suhail Sultan Head Lattakia Customs Office
6 Mr. Abdul Kader Sabra | Head Syrian Maritime Chamber
7 Mr. Naman Sary Vice General Manager LPGC
8 Mr. Osama Machich Planning Manager ditto

Japanese side

1 Mr. Masaki Kunieda Ambassador Embassy of Japan
2 Mr. Satoshi Baba First Secretary Embassy of Japan
3 Ms. Akiko Tomita Resident Representative JICA, Syria Office
4 Mr. Yosuke Tamabayashi | Deputy Resident Representative | ditto
5 Mr. Sakher Mrishih Programme Officer Economic | ditto

Sector
6 Ms. Yuko Ido Project Formulation Adviser ditto
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7 Mr. Susumu Naruse Expert Team (Chief Advisor) OCDI
8 Mr. Michiharu Nose Expert Team (Financial) OCDI
9 Mr. Masao Ichinose Expert Team (Maintenance) OCDI
10 | Mr. Katsuhito Saka Expert Team (Port Operation 2) | OCDI

2" Joint Coordinating Committee

No. | Name Position Organization
Syrian Side
1 Dr. Yarob Badr Minister Ministry of Transport
2 Mr. Suleiman A. | General Manager LPGC

Balouch
3 Mr. Hussam al Najjar Director of Transport State Planning Committee
4 Mr. Shahdat Haidar Head Lattakia Customs Office
5 Mr. Abdul Kader Sabra | Head Syrian Maritime Chamber
6 Mr. Naman Sary Vice General Manager LPGC
7 Mr. Osama Machich Planning Manager ditto
Japanese side
1 Mr. Satoshi Baba First Secretary Embassy of Japan
2 Mr. Hideki Tanabe Senior Representative JICA, Syria Office
3 Mr. Sakher Mrishih Programme Officer Economic | ditto

Sector

4 Ms. Yuko Ido Project Formulation Adviser ditto
5 Mr. Susumu Naruse Expert Team (Chief Advisor) OCDI
6 Mr. Michiharu Nose Expert Team (Financial) ditto
7 Mr. Masao Ichinose Expert Team (Maintenance) ditto
8 Mr. Shinichi Tezuka Expert Team (Port Operation 1) | ditto
9 Mr. Katsuhito Saka Expert Team (Port Operation 2) | ditto
10 | Mr. Hiroshi Yamasaki Expert Team (Accounting) ditto

3" Joint Coordinating Committee

No. | Name Position Organization

Syrian Side

1 Dr. Yarob Badr Minister Ministry of Transport

2 Mr. Ismail Vice Minister ditto

3 Ms. Dima Al Assaf Maritime Transport Director ditto

4 Mr. Suleiman A. Balouch | General Manager LPGC

5 Mr. Hussam al Najjar Director of Transport State Planning Committee
6 Mr. Shahdat Haidar Head Lattakia Customs Office
7 Mr. Abdul Kader Sabra Head Syrian Maritime Chamber
8 Mr. Bashar Khaddam Training Manager LPGC

9 Mr. Osama Machich Planning Manager ditto

Japanese side
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1 Mr. Satoshi Baba

First Secretary

Embassy of Japan

2 Mr. Tomoyuki Naito Leader of Project Consultation | JICA
Team

3 Mr. Makoto Kanagawa Member of Project Consultation | ditto
Team

4 Mr. Yasuyuki Nishio ditto MLIT

Mr. Hideki Tanabe

Senior Representative

JICA, Syria Office

Mr. Sakher Mrishih

Programme Officer Economic
Sector

ditto

7 Ms. Yuko Ido Project Formulation Adviser ditto
8 Mr. Susumu Naruse Expert Team (Chief Advisor) OCDI
9 | Mr. Katsuhito Saka Expert Team (Port Operation 2) | ditto
10 | Mr. Hironobu Shiratsuchi | Expert Team (Port Planning) ditto

4™ Joint Coordinating Committee

No. | Name Position Organization
Syrian Side
1 Ms. Dima Al Assaf Maritime Transport Director ditto
2 Mr. Suleiman A. Balouch | General Manager LPGC
3 Mr. Hussam al Najjar Director of Transport State Planning Committee
4 Mr. Nizar Asaad Representative of customs Lattakia Customs Office
5 Mr. Bashar Khaddam Training Manager LPGC
6 Mr. Osama Machich Planning Manager ditto
Japanese side
1 Mr. Yukihiro Koizumi Leader of Final Evaluation | JICA
Team
2 Mr. Kyoko Okamura Member of Final Evaluation | ditto
Team
3 Mr. Ken Kumazawa ditto Almec
4 Mr. Hideki Tanabe Senior Representative JICA, Syria Office
5 Mr. Louai Kassab Hasan | Programme Officer Economic | ditto
Sector
6 Mr. Susumu Naruse Expert Team (Chief Advisor) OCDI
7 Mr. Hironobu Shiratsuchi | Expert Team (Port Planning) ditto
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5™ Joint Coordinating Committee

No. | Name Position Organization
Syrian Side
1 Mr. Suleiman A. Balouch | General Manager LPGC
2 Mr. Suleiman Hatem Manager Ministry of Transport
3 Mr. Bashar Khaddam Training Manager LPGC
4 Mr. Osama Machich Planning Manager ditto
5 Mr. George Suleiman Technical Manager ditto
Japanese side
1 Mr. Takayuki Baba Second Secretary Embassy of Japan
2 Ms. Akiko Tomita Resident Representative JICA, Syria Office
3 Mr. Hideki Tanabe Senior Representative JICA, Syria Office
4 Mr. Louai Kassab Hasan | Programme Officer Economic | ditto
Sector

Mr. Susumu Naruse Expert Team (Chief Advisor) OCDI

Mr. Masakazu Okuno Expert Team (Port Planning) ditto

Mr. Hironobu Shiratsuchi | Expert Team (Port Planning) ditto
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Conclusion of 1% JCC

CONCLUSION
' of
The First Joint Coordinating Committee
for
The Modernization of Cargo Transportation Project
in
The Syrian Arab Republic

Following the ANNEX - VI of the RECORD OF DISCUSSIONS BETWEEN JAPAN INTERNATIONAL
COQPERATION AGENCY AND AUTHORITIES CONCERNED OF THE SYRIAN ARAB REPUBLIC ON
TECHNICAL COOPERATION FOR MODERNIZATION OF CARGO TRANSPORTATION PROJECT signed on
28" of June, 2007 (hereinafter referred to as "the R/D"), the First Joint Coordinating Committee
(hereinafter referred to as "JCC") for the Modernization of Cargo Transpottation Project (hereinafter
referred to as "The Project”) in The Syrian Arab Republic was held on the 4'" of February, 2008.

At the meeting of the first JCC, the Inception Report including the first annual work plan of The
Project was presented and proposed by the JICA Expert Team.

As the results of discussions, the first JCC meeting has approved the proposed annual work plan of
.the Project without any amendments.

The minutes of the meeting are attached in this paper and the main points are summarized bellow:
--- When a management contract is actualized in a certain peint of time in future, the contents of
this project, or the PDM, may have to be amended according to the terms of the contract.
--- Because an issue on port administration and management is very important, the issue has to be
put a special emphasis on when working for the project.
--- Introduction of the advanced IT technology to various port procedures has to be taken into
account.

Damascus, 4™ of February, 2008

r. Suleiman A, Balouch
Vice Chairperson of JCC
General Manager, Lattakia Port General Company
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Conclusion of 2" JCC

CONMCLUSION
of
The Second Jaint Coordinating Committes
for
The Modernization of Cargo Transportation Project
n
The Syrian Arab Republic

The second meeting of the Joint Coordinating Committee (hereinafter referred to as "1CC") for the

Modernization of Cargo Transportation Project (hereinafter referred to as "The Project") In The Syrian
Arah Republic was held on the 8™ ot Novembier 7Q08&.

At the meeting, the Interim Report, which described the major activities having been conducted by
the Prgject Team in close collaboration with LPGC for the previcus one year, was presented by JICA
Expert Team. Moreover, the revision of the PCM, which was to incarporate technology transfer on
“Port Planning” into the activities of the Project, was proposed.

Lots of discussions on varicns issues rekated to the Project were made among bhe participants, and
thelr majer points to be reminded are summarized as follows:

---to properly oversee the container terminal cperator

---to improve operational efficiency of convenbiondl cargo handling

---to intreduce computerized port management systems such as EDI and to develop the human
resvurces in the field

---to upgrade the service ievel of pllotage and tug boat along with possible introduction of their
privatization

---to Include technology transfer on demand forecast and estimation of terminal {port) capacity In
the Project

Finally, the second JCC meeting has agreed upen the Interim Report and approved the revision of the
PDM wilhoul any amendiments.

Lattakia, 8" of November, 2008
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Minutes of 3™ JCC

MINUTES OF MEETINGS
BETWEEN JAPAN INTERNATIONAL COOPERATION AGENCY
AND THE AUTHORITIES CONCERNED OF THE SYRIAN ARAB REPUBLIC
ON TECHNICAL COOPERATION
FOR
MODERNIZATION OF CARGO TRANSPORTATION PROJECT

The Project Consultation Team on Modernization of Cargo Transportation Project (hereinafter
referred to as “the Technical Cooperation Project”), organized by Japan International
Cooperation Agency (hereinafter referred to as “JICA™), was dispatched to the Syrian Arab
Republic from Feb 27" to Mar 6™ 2009. The purpose of the dispatch was to confirm the
current status and the necessary modification of activities of the Technical Cooperation
Project with the authorities concerned of the Government of Syria under the technical
caoperation of the Government of Japan.

During its stay, the Project Consultation Team exchanged views with the related authorities of
the Government of Syria through a series of meetings and field observations on the Technical
Cooperation Project.

As the result of the discussions, both parties reached common understanding regarding the
matters mentioned in the Attached Document hereto.

R

Damascus, 4™ March 2009

M. Tomoyuki Naito Mr. Suleiman A. Balouch

Leader General Manager

Project Consultation Team Latakia Port General Company _z# "
Japan International Cooperation Agency The Syrian Arab Republic /

Japan

witnessed by

Mr. Hussam al Najjar
Director of Transport
State Planning Committee
The Syrian Arab Republic

L
Dr. Eng. Yarob S. Badr
Minister of Transport

The Syrian Arab Republic
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Attached Document

1. Purpose of the Project Consultation Team
The purpose of the Project Consultation Team is
1} to confirm current status of the Technical Cooperation Project, and
2) to confirm necessary modification of activities of the Technical Cooperation Project.

2. Mutual Confirmation of Current Status
2-1 The Technical Cooperation Project commenced from Nov 2007 with the dispatch of

the Expert Team to Latakia Port General Company (LPGC), based on the Record of
Discussions (R/D) signed by the Syrian and Japanese sides on Jun 28" 2007.

2-2 The Expert Team has been conducting its activities based on the Project Design
Matrix (PDM) attached to the R/D.

2-3 LPGC has prepared for the introduction of a private operator into its container
terminals, under the technical assistance of United Nations Development Programme
(UNDP) before the commencement of the Technical Cooperation Project, and on Feb 7
2009 it signed on the agreement of the Management Contract with Revenue Sharing, with
CMA CGM consortium.

2-4  According to the above-mentioned agreement, it is necessary for LPGC and JICA 1o
modify activities based on the part VII in the Attached Document of R/D, because the
container terminal operation, which is one of the activities mutually agreed by both sides
in R/D, will be transferred to the consortium.

3. Modification of Activities of the Technical Cooperation
3-1 Based on the mutual consultation between LPGC and JICA, activities related to
container terminal, e.g. container cargo handling and supervision of a private operator, are
to be excluded completely from the scope of the Technical Cooperation Project.

3-2 In order to expedite the process to achieve the Project Purpose, both sides agreed
that the Technical Cooperation Project shall concentrate on 6 urgent issues below (see
Annex-1 for their action plans) in the remaining period of the Technical Cooperation
Project:

- Rehabilitation of Pavement,

- Introduction of Preventive (Periodic) Maintenance,

- Quality Improvement of Conventional Cargo Handling,

- Safety Improvement of Port Work,

- Introduction of Budgetary Control System on Expenditure, and

- Technology Transfer on Port Planning (Port Capacity Estimation).

3-3  Working groups for each urgent issue mentioned above shall be headed by LPGC
staffs, and their members shall be appointed by an official instruction of General Manager
of LPGC by the middle of April 2009.

3-4  As a result of all those modifications described in 3-1 to 3-4 above, both sides
agreed on the revised PDM and PO attached as Annex-2 and Annex-3 regivel .
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4. Final Evaluation Mission
4-1 As both sides agreed on the part V in the Attached Document of R/D, the Final
Evaluation Team of the Technical Cooperation Project will be dispatched to evaluate
outcomes of the activities in or around August 2009 before the termination of the

Technical Cooperation Project.

List of Annexes
Annex-1: Action Plans for Urgent Issues
Annex-2: PDM (Revised)
Annex-3: PO (Revised)
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Annex-1

Action Plans for Urgent Issues
26/02/2009  JICA Expert Team

Among various proposals made by the JICA experts during the lecture series as
well as in the textbooks (the list is posted in the last part of this paper), six issuers
are focused in this paper taking into account the urgency, the budgetary
constraints of LPGC and easiness of approach. Actions that should be taken to
tackle these issues are presented in this paper and the JICA experts will help the
relevant LPGC personnel to carry out their assignments.

The six issues selected are as follows;

1. Rehabilitation of Pavement

2. Introduction of Preventive (Periodic) Maintenance

3. Quality Improvement of Conventional Cargo Handling

4. Safety Improvement of Port Work

5. Introduction of Budgetary Control System on Expenditure

6. Technology Transfer on Port Planning (Port Capacity Estimation)
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1. Rehabilitation of Pavement

1.1 Setting up of Working Group in Construction Directorate

In order to find out points (or locations/areas) which need rehabilitation in the Port and to
give technical considerations to them, a Working Group consisting of civil engineers and
so forth, is established in the Construction Directorate.

1.2 Identification of Necessary Work

After carrying out field surveys in the Port, the WG identifies necessary rehabilitation
work for each elected point.

1.3 Design & Cost Estimation

The WG conducts initial design work and roughly estimates the implementation cost for
each selected rehabilitation poini.

1.4 Evaluation of Each Item

Evaluating each point from the viewpoints of cost, urgency, and type of necessary work,
the WG select rehabilitation points to be implemented in the year, taking into account the
budgetary constraints allocated to this project.

1.5 Allecation of Budget to Selected Items

The LPGC management allocates the necessary budget to the project in the year.

1.6 Implementation of Rehabilitation Work

Rehabilitation work is implemented by private construction firms.

1.7 Period Surveys

Even after all the identified rehabilitation work at the certain point of time is completed,
the WG carries out periodic (say, twice a year) field surveys to find out other necessary

rehabilitation points,

Timeline for Implementation

Work Items Schedule of One Year (to be repeated every year)
1 (213 |4 (5|6 |7 |819|10{11]|12

1. Setting up of WG in Const Dire. 1
2. Identification of Necessary Work <>
3. Design & Cost Estimation «k—‘
4. Evaluation of Rehabilitation Work G
5. Alocation of Budget &
6. Implementation of Rehabilitation T e
7. Periodic Surveys & L ]
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2. Introduction of Preventive (Periodic) Maintenance

2-1 Preparation of Maintenance Records of Equipment (MRE)

Currently, a maintenance information system is being iniroduced for compiling the
relevant information/records of equipment maintenance into a data base. This effort has to
be continued to provide a basis for preparation of preventive maintenance manuals.

2-2 Analysis of MRE

By analyzing the maintenance records, specific characteristics of each type of equipment
(e.g., fragile/durable parts, actual workable life time, etc.) are to be identified.

2-3 Instructions of Equipment Makers

The instructions of equipment makers have to be carefully examined in order to
incorporate them into the maintenance manuals of LPGC.

2-4 Preparation of Manuals on Preventive Maintenance

LPGC’s manuals on preventive maintenance are prepared taking into aceount the results
of examinations stated above. The important points include standardization of
maintenance procedures which include intervals of periodic maintenance and criteria for
parts change, and so forth.

2-5 Implementation of Preventive Maintenance

With sufficient budget allocated to preventive maintenance along with possible breakdown

maintenance, a preventive maintenance system is successfully initiated.

Timeline for Implementation
Work Items Schedule
First Year Second Year

1. Preparation of MRE
2. Analysis of MRE

=)
S
3. Instructions of Equipment Makers <G
T

4. Preparation of Manuals

5. Implementation of Preventive

Maintenance !
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3. Quality Improvement of Conventional Cargo Handling

3-1 Setting up of Quality Control Committee in Operation Directorate
In order to imitiate quality control activity in LPGC, which is aimed at upgrading
operational efficiency and prevention of cargo damagefaccident, the Quality Control
Committee is established in the operation directorate.
3-2 Planning of Test Project
After carrying out field surveys and giving thought te the recommendations already made
by the JICA experts, the Committee identifies problematic areas in cargo handling. Then,
the Committee plans to implement a test project such as the following ones:
Ex. 1) Introduction of net sling and platforms for bagged cargo handling

2) Introduction of two-step handling for steel products
3-3 Implementation of Test Project
The test project is implemented, after allocating the budget to this trial.
3-4 Evaluation of Test Project
After the Committee evaluates the usefulness and the feasibility (benefits and costs) of the
trial, it decides whether it can be applied to daily operation. (When the test case is
evaluated irrelevant, the Committee considers another idea of improvement.)
3-5 Application in Daily Operation
After allocating the necessary budget to apply the trial in daily operation, the handling

technique is used in daily operation.

Timeline for Implementation

Schedule of One Year (to be repeated every year)
Work Items 1 |2 | 3| 4| 5|6 7| 89|10 1 |12
1. Setup of WG in Operation direct. |éamd
2. Planning of Test Project s
3. Implementation of Test Project ~ .
4. Evaluation of Test Project S
5. Application in Daily Operation PR i
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4. Safety Improvement of Port Work

4-1 Setting up of Safety Committee

In order to formulate “Safety Rules in the Port”, the Satety Improvement Committee is
established in the LPGC management including Operation Directorate and Port Police.
4-2 Identification of Problematic Areas

Observing daily works in the Port and analyzing accident statistics of the Port, the
Committee identifies the specific areas in which safety improvement is needed. (Possible
areas would be safety during operation work and traffic safety, for example.)

4-3 Preparation of Safety Rules

Discussing various ideas to improve safety condition in the Port, the Committee compiles
“Safety Rules in the Port”, which would cover both hard and software countermeasures
such as provision of helmets & hard shores for cargo handling workers, rules during
working time (not to be beneath lifted cargo, not smoke while working, ete.), and traffic
safety rules including hardware such as traffic signs and road marking,

4-4 Allocation of Budget

The LPGC management allocates the necessary budget to the selected countermeasures
according to the priorities put on by the Committee.

4-5 Monitoring of Compliance

Conducting nnannounced field inspections several times a year, the Committee monitors

whether the rules are complied by ihe employees and other port workers.

Timeline for Implementation

Work Items Schedule of One Year (to be repeated every year)
12|34 [5|6 7|89 |10;11)|12
1. Setting up of Safety Committee =
2. Identification of Problematic Areas <
3. Preparation of Safety Rules B L e
4. Allocation of Budget =
5. Monitoring of Compliance hﬁ.’-
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5. Introduction of Budgetary Control System on Expenditure

5.1 Establishing Preparation Committee

For start-up of an entirely new budgetary control system for Management Accounting,
Preparation Committee (Budget Control Committee) is established to decide the main
frame of the system.

5.2 Setting up Special Chart of Account

The Committee sets up, among other things, the special chart of account to be used for the
purpose of controlling the budget spending.

5.3 Establishing general policy of expenditure budget for the year

After sorting out actual figures of the previous year; the general budget policy for the year
is established and announced to all the directorates.

5.4 Working out budget plan

An actual budget plan is worked out at each directorate based on the general policy and
submitted fo Preparation Committee.

5.5 Adjusting the budget

Budget plans are summarized and reviewed by the Budget Control Committee to see if the
whole budget is in line with the general policy and adjustments are made if necessary.

5.6 Fixing the budget

Budget is finally fixed and announced to all the directorates.

5.7 Controlling the budget

In order to effectively control the spending status of budget, special accounting books are
made. The books are to be accurately maintained and circulated for periodical review by
all the directorates.

Timeline for Implementation

Work Items Schedule of initial implementation
1123|4567 |89 101112
1.  Establishing  Preparation '
Committee
2. Setting up Special Chart of | |[f==d
Account
3. Establishing General Policy Kar
4. Working out budget plan
5. Adjusting the budget

6. Fixing the budget

7. Controlling the budget
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6. Technology Transfer on Port Planning (Port Capacity Estimation)

6.1 Setting up of Working Group

In order to estimate the capacity of Lattakia Port, a Working Group is established in the
Planning and Statistics Directorate.

6.2 Presenting various Techniques for Capacity Estimation

The Expert Team presents various techniques for assessing the port capacity with
necessary data/information for the assessments.

6.3 Selecting appropriate Techniques for Capacity Estimation for Lattakia Port
Apprapriate technique(s) for Lattakia Port is (are) selected, taking into account available
data and information.

6.4 Estimating the Capacity of Lattakia Port

Using the selected technique(s), the capacity of Lattakia Port is estimated.

Timeline for Implementation
Work Hems Schedule of One Year (to be repeated every year)
May | June | July | August| Sep Oct
1. Setting up of WG )
2. Presentation of various Techniques | «fomesay-
3. Selection of Techniques i
4, Estimation of the Port Capacity e

10 ¢ /1/
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Minutes of 4™ JCC
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