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I  BASIC DATA 
  

A  Report data 
 

Report date Date of report:  27 November 2017 

Mission date (if field mission) From: 5 July 2015 To:  19 July 2015 

 

B  Responsible Bank staff 
 

Positions At approval At completion 

Director Mr. E. FAAL Ms. Josephine NGURE (Deputy Director) 

Sector Director Ms. H. Cheikhrouhou Mr Batchi Baldeh 

Department Manager Engedasew NEGASH Farai KANONDA 

Task Manager Elizabeth MUGUTI Liezl HARMSE 

Alternate Task Manager Farai KANONDA Elizabeth MUGUTI 

PCR Team Leader  Elizabeth MUGUTI 

PCR Team Members 
 Noel KULEMEKA, Stephen DIHWA & Bornface 

Mutangadura 

 

C  Project data 
 

Project name: EMERGENCY POWER INFRASTRUCTURE REHABILITATION PROJECT (EPIRP) 

Project code: P-ZW-FA0-001/P-ZW-FA0-

003 

Zim-Fund Grant number: 5850155000001/5850155000351 

Project type: Sector: Power 

Country:Zimbabwe Environmental categorization (1-3): 2 

Processing milestones (Grant) Key events (Grant) Disbursement and closing dates (Grant) 

Date approved:  
30/6/2011 &  
18/12/2013 

Initial Grant: USD 35 000000 
Cancelled amounts: USD 4 123 166.37 

Original disbursement deadline: 
30/06/2013 & 
31/12/2014 

Date signed:  
14/9/2011 &  
22/1/2014 

Supplementary financing: USD 4,610,000 Original closing date:  
30/6/2015 & 
30/12/2015 

Date of entry into force:  
14/9/2011 

Restructuring (specify date & amount 
involved): N/A 

Revised (if applicable) disbursement 
deadline: 30 June 2016 

Date effective for 1st disbursement:  
10/5/2012 

Extensions (specify dates):  
For P-ZW-FA0-001 = 3  
30/06/2013 extended to 30/06/2014 
30/06/2014 extended to 31/12/2014 

Revised (if applicable) closing date: 
For P-ZW-FA0-001 = 30/06/2015 
For P-ZW-FA0-003 = 30/06/2016 
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31/12/2014 extended to 30/06/2015 
For P-ZW-FA0-003 = 2 
31/12/2014 extended to 31/12/2015 
31/12/2015 extended to 30/06/2016 

Date of actual 1st disbursement:               

07 August 2012 

  

Financing source (UA): Disbursed amount 

(amount, UA): 

Percentage 

disbursed (%):  

Undisbursed 

amount (UA): 

Percentage 

undisbursed (%):  

Loan: N/A N/A N/A N/A 

Grant: Main $30 876 833.63 86.7% $4 123 166.37 13.3% 

Grant: Supplementary $4 418 997.26 95.86% $191 003 4.14% 

Government: N/A N/A N/A N/A 

Other (e.g. co-financiers). Add rows as 

needed  

N/A N/A N/A N/A 

TOTAL $35 295 830 89.1% $4 505 166 10.9% 

Co-financiers and other external partners: Project Financed from the Zim-Fund Multi-Donor Trust Fund 

Executing and implementing agency (ies): Crown Agents and Parsons Brinckerhoff Africa respectively 

 

D  Management review and comments 
 

Report reviewed by Name Date reviewed Comments 

Division Manager Mr. Farai Kanonda   

Resident Representative Mr. Damoni Kitabire   

Deputy Director General Ms. Josephine Ngure   

 

 II  Project performance assessment 
  

A  Relevance 
 

1. Relevance of project development objective 
 

Rating* Narrative assessment (max 250 words) 

3 The development objective of the project was to improve the provision of adequate, affordable and reliable power supply 
at competitive prices, in an environmentally sound manner through the rehabilitation of the ash handling plant at Hwange 
power Station, the sub-transmission and distribution facilities in the country. The Project would also help to improve the 
reliability of electricity supplies to the treatment plants of the Harare city and other urban water supply systems and 
thereby help prevent another cholera outbreak in the country.  
The following project components were initiated and executed in effort to address the above mentioned objectives. 
(A) Rehabilitation of Ash Plant at Hwange Power Station;  
(B) Sub-Transmission and Distribution Reinforcement;  
(C) Consultancy for Environmental and Social Audit;  
(D) Consultancy for Project Supervision;   
(E) Consultancy for Project Accounts Audit; and  
(F) Environmental Monitoring and Capacity Building.  

 Before the rehabilitation of the Ash Handling Plant the plant used to curtail generation while they manually evacuated 
the ash from the boilers. The project has enabled Hwange Power Station to send out more energy (GWh) because the 
generator outputs are not being reduced to enable the Boiler Ash to be evacuated. 

 With the rehabilitation of the sub-transmission facilities, the reliability of supply was enhance because faults will be 
cleared quickly and there is back up in the event of equipment failures. 
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 The rehabilitation of distribution facilities will benefit about 22,000 customers in various neighborhoods across the 
country who, due to infrastructure challenges had limited or no access to electricity. Further electricity suppliers to 
Water and treatment works will ensure evacuation of water to the consumers and sewage to the treatment works.  

 
The scope of the EPIRP PH I Project, as supported through the grant from the Multi Donor Trust Fund and managed by 
the Bank, has been consistent with the Bank's strategy of supporting the Zimbabwe Inclusive Government (IG) in the 
implementation of outstanding priorities of the Short Term Emergency Recovery Program (STERP) of February 2009 as 
well as new priorities as set by the Macro-Economic Policy and Budget Framework (MEPBF) (2010-2012). The project has 
also shown effective response to the mandate given by the Donor community to the Bank, to play a lead role in the 
infrastructure sector in Zimbabwe. It has been consistent with the Bank's short-term goal of unlocking resources to 
develop and support a recovery and reform programme in Zimbabwe while at the same time using data collected on 
infrastructure needs to formulate and implement immediate and medium term action plans. Strategically this provides a 
way for the Bank to re-engage at a practical level with Zimbabwe. In the past 12 months one additional infrastructure 
project has been approved and has become effective and two additional projects are being prepared for approval in 
2018. One being the ZIZABONA interconnector between Zimbabwe & Zambia. 

* For all ratings in the PCR use the following scale:  4 (Highly satisfactory), 3 (Satisfactory), 2 (Unsatisfactory), 1 (Highly unsatisfactory) 

 
2. Relevance of project design 

 

Rating* Narrative assessment (max 250 words) 

3 The overall project design, from scope definition, to implementation arrangements and technical solutions has been 
deemed satisfactory. The Hwange Ash Handling Plant was old and ash used to be manually evacuated to reduce the risk 
of damage to the Boilers. This meant that electricity generation had to be reduced to enable the ash to be removed from 
the boilers. Frequent breakdowns of the remaining Ash plant always necessitated the shutdown of generating units in 
order to prevent ash build up. The project comprised of the refurbishment, upgrade of the Ash Plant and automation of 
the evacuation of ash, which will minimise human intervention in the process. The project has now enabled Hwange 
Power Station to send out more GWh as the machines will be running continuously.  
The environmental and social management plan project generated a comprehensive (ESMP) for the HPS that was meant 
to  reduce the negative environmental effects of the coal fired power station when implemented and  Biodiversity 
Management Plan (BMP) created procedures for monitoring and measuring terrestrial and aquatic fauna and flora. 
At some Sub-Transmission sites equipment such as transformers and circuit breakers had failed. This created a risk that 
any subsequent failure would result in blackouts for large parts of the country including Urban centre water and sewage 
treatment works. By refurbishment sub-transmission sites the reliability of the supplies was greatly enhanced as in some 
cases redundancy was introduced and faster clearing of faults was guaranteed. 
The distribution transformers, overhead lines, cables and communication equipment had been vandalized during the 
economic crisis in Zimbabwe, this posed a serious challenge to the stability and reliability of the transmission and 
distribution system.  About 22,000 customers of the utility were without electricity as a result of vandalism of some 1,400 
distribution transformers.  The frequent power outages resulted in areas around the urban centres being deforested 
from tree cutting for firewood.  Business  entities were increasingly  reliant  on  diesel  power  generation  which  pollutes  
the  local  environment  and  yields  higher carbon dioxide emissions than grid electricity since the generation systems in 
Zimbabwe is mixed hydro and  thermal. The project replaced the distribution transformers that were supplying strategic 
locations such as hospitals, schools, clinics, water pumps, business centres as well as communities... The project also 
improved the reliability of electricity supply to the treatment plant for the Harare city water supply and other urban water 
supply systems and helped prevent another cholera outbreak in the country.  In addition most of the electrical equipment 
utilise new technology this will achieve higher energy efficiency and therefore consume less energy compared to the old 
equipment.  
A number of lessons were learned during the execution of this project, and these lessons were incorporated in the 
subsequent phases of the programme. Critical is the involvement and ownership of the infrastructure improvement by 
the end users. The importance of effective and consistent site-supervision is paramount. Possibly delivery of the Ash 
Handling Plant at Hwange Power station could have been improved on if a process of initial detail design was enforced 
rather than the on-site design as you go approach implemented by the contractor. This is a valuable lesson learned to be 
incorporated in future similar scope definition projects. 
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3. Lessons learned related to relevance 
 

Key issues  Lessons learned Target audience 

Technical Studies The absence of technical studies at the commencement of the project resulted in 
delays as well as inaccurate cost estimates used for budgeting. It also led to the 
eventual down-sizing of the scope. 
The IE should have been engaged to conduct a detailed scoping study so as to clearly 
define the scope and gain better accuracy of the cost estimates. 

ZPC/ZETDC and IE 

Continuous evaluation 
of priorities 

Due to the emergency nature of interventions, some activities identified at appraisal 
were executed by the utilities prior to the implementation of the Project. 
As per the above, the IE should have been appointed to do a detailed scoping study 
and agreement between ZPC/ZETDC and the IE should have been made. 

ZPC/ZETDC and IE 

Delays in Procurement 
documentation and 
timelines 

There were delays attributed to procurement packaging of projects at times with 
very poor Bidder responses and virtual elimination of local supplies/contactors. 
Packaging of projects should be have thoroughly prepared to ensure good 
responses from Bidders and there should be deliberate effort to attract good local 
supplies/contractors. 

PA ,IE and  MMU 

Stakeholder 
Communication 

There was a need for better communication and coordination between the IE, 
Procurement Agency, the contractor and project owner to ensure specifications and 
equipment accurately matched the design of what was to be replaced.  
A Project Technical Committee (PTC) comprising the PMTs, and co-chaired by ZPC 
and ZETDC Directors responsible for Generation and Transmission respectively, will 
be established as a platform for joint review of deliverables, progress reports, and 
decision making on issues of technical importance. The MMU, the IE and the PA will 
be members of the TC. This will be a new committee to be introduced in Phase II. 

ZPC/ZETDC, IE, PA 
and MMU. 
 

Design and quality 
control process 

Refurbishment projects on old existing plants remain a challenge, however the 
value of detailed designs should not be underestimated, even for difficult projects 
such as the Ash Handling Plant rehabilitation at Hwange Power station. No formal 
design was prepared for approval prior to construction, resulting in lack of 
alignment on expectations of the delivered product as well as difficulty in managing 
quality. New 3D scan technology should have been specified to establish a detail 
view of the existing infrastructure allowing for detail designs to be finalized off site 
for approval and further quality assurance. 

ZPC, IE, PA and 
MMU. 
 

 

B  Effectiveness 
 

1. Progress towards the project’s development objective (project purpose) 
 

Comments 

The development objective of the project was to assist in improving the provision of adequate and reliable power supply in an 
environmentally sound manner through the rehabilitation of the Ash Plant at Hwange Power Station, the sub transmission and 
distribution facilities in the country.  The targeted general public, industries, and institutions will benefit from increased firm substation 
capacity, increased availability and reliability of electricity, reduced load shedding, more stable water supplies.  
The development objective was measured by the percentage power production capability restored based on the total installed capacity 
of the infrastructure targeted by the project. Unfortunately poor data management has not supported actual measurement of defined 
KPI’s. This is a weakness of the project. 
Individual components had cumulative delays in excess of more than one and a half years. The delays were mainly due to the fact that 

there were no feasibility or technical studies at appraisal stage. The scope of the project had to be confirmed through detailed surveys 

carried out as the first stage of the project components after Board approval. There were also some delays due to lack of interest by 

bidders in some packages which led to retendering and  in some cases due to many requests for clarifications leading to extensions of 

for submission of bids by bidders. These problems were overcome and those project components moved into the implementation 

phase. 



 

5 

 

Physical implementation of the project on the ground started in March 2013 with mobilization of the first contractor. To date all 

packages the Sub-transmission, Distribution, the ESMP and the delayed Hwange Power Station Ash Plant Rehabilitation have been 

completed. The objectives and benefits envisaged from the onset of the project will be realized albeit some delays, which would have 

been overcome if the planning had been done properly. 

 
2. Outcome reporting 

 

Outcome 
indicators (as per 

RLF;  add more rows as 
needed) 

Baseline 
value 
(Year) 

Most 
recent 
value  

(A) 

End target 
(B)  

(expected 
value at 
project 

completion) 

Progress 
towards 
target  

(% realized) 
(A/B) 

Narrative assessment  
(indicative max length: 50 words per outcome) 

Core 
Sector 

Indicator 
(Yes/No) 

Outcome 1: 
Electrical energy 
production at 
Hwange Power 
Station 

3 133 
GWh 

3 133 
GWh 

3 850 GWh 100% The buildup of fly ash in the boilers required that 
the station had to regularly reduce generation 
output to allow for evacuation of fly ash.  

 

Outcome 2: 
Number of 
customers restored 
to the network 

0 11 382 11 632 98% Implementation of the contracts for the Sub-
transmission and the Distribution Packages are 
completed. Eighty (81) Ground Mounted 
Transformers (GMTs) were issued to ZETDC, the 
national utility for installation have been 
complete.  

 

Outcome 3: 
Number of new 
customers fed from 
supply points 
upgraded under 
distribution 
transformer 
project. 

0 21 000 20 010 100% Implementation of the contracts for the 
Distribution Packages are completed. However, 
81 GMTs were free issued to ZETDC. Of the 81 
that were free issued to ZETDC, 78 have been 
installed.   

 

Outcome 4: 
Population 
supplied with water 
from a water 
treatment source 
that has a reliable 
power supply 
(people) 

0 2 600 000 2 920 738 
(22% of 

Zimbabwe) 

100% Implementation of the contracts for the 
Distribution Packages are completed.  

 

Outcome 5: 
Population whose 
sewage reticulation 
is powered by a 
reliable source of 
power 

0 529 768 529 768 
(4% of 

Zimbabwe) 

100% Sub-transmission and PMTs supplying sewage 
works have been installed. This has 
complimented the water project in the reduction 
of cholera cases. 

 

Outcome 6: 
Customers with 
continuous  supply 
of power due to 
firm capacity 
(Customers) 

0 49 605 49 605 100% Seven Sub-transmission transformers were 
installed, 1 at each of the following Substations: 
Norton, Atlanta, Mpopoma, Pomona, Stamford, 
Criterion and Mazowe. These will provide firm 
capacity to the customers including some water 
and sewage treatment works. 
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3. Output reporting 
 

Output indicators 
(as specified in the RLF; 
add more rows as 
needed) 

Most recent 
value  

(A) 

End target (B)  

(expected value at 
project 

completion) 

Progress 
towards target  

(% realized) 
(A/B) 

Narrative assessment  
(indicative max length: 50 words per output) 

Core 
Sector 

Indicator 
(Yes/No) 

Output1: Sub-
transmission level 
transformers 
installed (No.) 

7 7 
 

100% Seven Sub-transmission transformers were 
installed, the last one was commissioned on the 
24th of December 2014. 

 

Output 2: Sub-
transmission level 
circuit breakers 
installed (No.) 

16 16 
 

100% Sixteen Sub-transmission circuit breakers were 
installed, the last one was commissioned on the 
26th of February 2015. Two circuit breaker 
locations were changed. 

 

Output 3: 

11/0.4kV & 
33/0.4kV 
distribution 
transformers 
installed (No.) 

426 by the 
Contractor 

 
81 by ZETDC 

507 
 

100% All transformers installed   

Output 4: 
Distribution lines 
rehabilitated (km) 

342 342 
 

100% Completed  

Output 5: 
Distribution cables 
rehabilitated (km) 

17 17 
 

100% Completed  

Output 6: Replace 
wet ash handling 
system 

0 1 
 

90% Installation in progress. Slurry pumps, sluicing 
pumps and compressed air system not yet 
installed. 

 

Output 7: 
Construct new ash 
plant control room 

1 1 
 

98% Construction is complete. There are few minor 
snags which were identified by the IE and ZPC. 
These are still to be rectified by the Contractor. 

 

Output 8: 3.3kV 3-
core cables 
(meters) 

500 500 
 

100% Completed  

Output 9: 
Environmental & 
Social Management 
Plan (1 Report) 

1 1 100% The ESMP package is complete with the Close 
Out Report issued on the 4th of August 2014. 

 

 
4. Development Objective (DO) rating 

 

DO rating  (from IPR update)* Narrative assessment (indicative max length: 250 words 

S = Satisfactory 
Outcomes = 3 
Outputs = 3 

 

Hwange Power station management have acknowledged that they were beginning to reap the benefits 
of the project in the form increased electricity generation due to increased availability and the 
automation of the evacuation Boiler ash system. The environmental and social management plan 
project component  generated a comprehensive (ESMP) for the HPS that assisted with reducing  the 
negative environmental effects of the coal fired power station and  Biodiversity Management Plan (BMP) 
created procedures for monitoring and measuring terrestrial and aquatic fauna and flora.  
On the Sub-transmission sites where there was refurbishment, faults are now being cleared quickly and 
there is adequate back up to ensure that there are no blackouts in the event of equipment failure. 
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The replacement transformers and underground cables as well as refurbishment of high voltage 
overhead lines has seen a lot of customers having continuous supplies of electricity. Water and sewage 
treatment works are able to provide water and evacuation of sewage due to reliable electricity supplies. 
Thus the project is on track to achieve output which would result in the achievement of the outcomes 
and hence the development objective. Both outcomes and outputs are rated satisfactory. 

 
5. Beneficiaries 

 

Actual (A) Planned (B) Progress towards target  
(% realized) (A/B) 

% of 
women 

Category (e.g. farmers, students) 

556 556 100% 35 Academic Institutions 

278 278 100% 48 Hospitals & Clinics 

113 113 100% 51 Water Treatment Plants 

21,000 20 100 100% 51 Residential houses 

 
6. Unanticipated or additional outcomes (add rows as needed) 

 

Description Type (e.g. gender, 

climate change, social, 
other) 

Positive or 
negative 

Impact on project 
(High, Medium, Low) 

ZESA has begun to rebuild its capacity and EPIRP I is contributing to this 
effort. ZESA staff have also been exposed to the requirements of 
implementing projects funded by development partners. This will 
prepare these resources for future projects. 

Other Positive Medium 

Additional sites have been identified through the network analyses 
that could be considered for refurbishment should project savings be 
available. These additional scope items were not part of the original 
project design 

Other Positive High 

 

 
7. Lessons learned related to effectiveness (add rows as needed) 

 

Key issues (max 5, add rows as needed) Lessons learned Target audience 

M&E Responsibility.   The M&E responsibility was not included as part of the IE’s scope. The IE 
was not able to track and report on the indicators. This would have 
assisted the MMU to accurately report to the Donors on the attainment 
of the output and benefits from the project.  

ZPC/ZETDC, IE and 
MMU. 

 

Role Clarity.  At the start of the project implementation, stakeholders did not fully 
appreciate their roles and responsibilities and this created some friction 
resulting decisions being delayed as well lacklustre participation and 
relegating involvement to junior officials from the End-Users.  
A Project Technical Committee (PTC) comprising the PMTs, and co-
chaired by ZPC and ZETDC Directors responsible for Generation and 
Transmission respectively, should have been established as a platform for 
joint review of deliverables, progress reports, and decision making on 
issues of technical importance. The MMU, the IE and the PA should have 
been members of the PTC. A need for improved communication between 
stakeholders were identified. 
 

ZPC/ZETDC, IE, PA 
and MMU. 

 

Changes in Distribution Scope:  The initial goal of installing 1400 distribution transformers set the target 
for Outcome 3 very high. 
Changes in the scope should have realigned the targets. 

ZPC/ZETDC, IE, PA 
and MMU. 
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Availability of Project data Delays were experienced due to the unavailability of existing 
infrastructure data and designs 

ZPC/ZETDC 

Project schedule management Management of planned project progress was difficult as the 
contractors failed to submit relevant, updated and well planned project 
schedules. The requirement for accurate and regularly updated project 
schedules should be a contractual requirement. 

ZPC/ZETDC, IE, PA 
and MMU. 
 

 

 

C  Efficiency 
 

1. Timeliness 
 

Planned project duration – years (A) 
(as per PAR) 

Actual implementation time – years 
(B) (from effectiveness for 1st disb.) 

Ratio of planned and actual 
implementation time (A/B) 

Rating* 

Phase I = 2 
Sup = 1.5 

Phase I = 4 
Sup = 3.5 

Phase I = 0.5 
Sup = 0.42 

2 

Narrative assessment (indicative max length: 250 words) 

Timeliness of the project implementation is rated as unsatisfactory. Despite being approved by the Board in June 2011, the Project 
only became effective for first disbursement in May 2012 due to the time it took the GoZ to fulfill the conditions precedent to first 
disbursement. The delay in achieving effectiveness for first disbursement slowed down the initial technical assessment phase of the 
Project.  
The project was to be implemented over a period of 21 months. The key milestones were the recruitment of the PA and 
commencement of the works, respectively scheduled for Mid-March 2011 and November 2011. It was anticipated that, commencing 
from April 2011 a period of about 3 months would be needed for the selection of the Implementing Entity and a further 5 months 
for the preparation, issuance and evaluation of tenders. By late November 2011 contracts for the various project components should 
have been signed to signal the commencement of works. Project completion was estimated for end of June 2014.  
There were numerous delays throughout the project lifecycle. Some of the early delays included shortlisting of Contractors and 
changes in scope. At implementation stage, some Contractors were delayed due to force majeure, bad planning, lack of resources 
and inability to execute overseas brown field projects, as was the case for the Ash Plant Rehabilitation and Sub-transmission 
packages.  
On the Sub-transmission package, the completion date was changed from having a single completion date for the project to each 
substation having its own completion date. Liquidated damages had to be applied on this package. The initial completion date was 
the 4th of January 2014. After two Extension of Time applications were granted, the revised completion date was given in Addendum 
2 of the contract. All the works were however completed on the 24th of December 2014. 
On the Distribution package, the Contractor completed the work on the 31st of July 2014. The initial contract completion date was 
the 1st of November 2013. Two Extension of Times were granted to the Contractor, who finished within the extended time. Due to 
the excessive rainfall which inhibited access to the site area, the progress fell behind schedule. 
On the Ash plant package, after two EoT applications were granted (1 due to design change), the revised contract completion date 
was the 30th of December 2014, from the original date of the 8th of June 2014. The Contractor was still on site, continuing with the 
works. A third EoT was approved for 31st March 2016 and recently a fourth EoT to the 30th April 2016 due in part because of delays 
by the Contractor as well delayed release of equipment to be worked on by ZPC the End user. 
 

 
2. Resource use efficiency 

 

Median % physical implementation of 
RLF outputs financed by all financiers 

(A) (see II.B.3) 

Commitment rate (%) (B)  
(See table 1.C – Total commitment rate of all 

financiers) 

Ratio of the median percentage 
physical implementation and 

commitment rate (A/B) 

Rating* 

100% 87.2% 1.149 4 

Narrative assessment (indicative max length: 250 words) 

The resources were efficiently utilised as reflected from the savings realised after implementation of the project, despite priced bids 
received from the tendering process being significantly higher than the budgeted figures from the estimates arrived at during the 
Project appraisal stage in part due to lack of recent, similar projects with a similar scale in Zimbabwe to use as references. There was 
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efficiency despite the negative perceptions about Zimbabwe and its dollarized economy and volatility, the rehabilitation nature of 
the works and the lack of sufficient documented information on the current state of the system and the short implementation 
periods.  For the works project components, there were some inefficiencies that arose from the fact that the End Users were not 
timeously approving specifications and drawing approvals and releasing the equipment to be worked on to the respective 
contractors. 
This resulted in extension of time which resulted in increases in costs with no accompanying benefits to the End users. However 
some extensions were due to due to the excessive rainfall which inhibited access to the sites and the progress fell  behind 
Schedule. 
Resource utilization could have been improved, if there was a deliberate effort to source some of the project material and 
subcontracting locally as it is generally expensive to bring some locally available labour from abroad. 

 
3. Cost benefit analysis 

 

Economic Rate of Return  
(at appraisal) 

Updated Economic Rate of Return  
(at completion) 

Rating* 

EIRR = 38% 
ENPV USD 271.60 million 

N/A 3 

Narrative assessment (indicative max length: 250 words) 

Both the financial and economic benefits from the work at the substations and the water treatment plants are measured by the 
additional revenues from electricity sales and the savings realised by consumers by not using alternative sources of energy following 
the rehabilitation, respectively. The alternative cost of supply, as measured by own generation using diesel engines by household, 
commercial and industrial consumers, has been estimated at USD 38 ¢/kWh compared to the current average tariff of USD 9.83 
¢/kWh which clearly indicates the magnitude of benefit to be realised from consuming grid energy. The rehabilitation works at 
Hwange Power Plant are purely targeting environmental safety and protection and will not have any electricity production/supply 
outcomes or impact. The intervention is therefore not expected to contribute to financial gains. Whilst there are economic benefits 
that will be realised out of the intervention, these have not been taken into account in this analysis as there is inadequate 
information and data to measure the impact.  

 
4. Implementation Progress (IP) 

 

IP Rating 
(derived from 
IPR update) * 

Narrative comments 

3 The EPIRP project was regularly supervised and progress closely monitored by the MMU and the Project oversight 
Committee (POC). Overall the project suffered time delays, attributed to extended procurement activities, poor 
contractor performance and lack of stakeholder participation and ownership. It is worthy to note that performance 
has improved in the subsequent phases of the EPIPR Programme.  
 
The project has submitted project audit reports at the required intervals and no significant findings have been noted. 
Overall disbursements were slow due to the delays in contract completion. 
 
The environmental and social management plan Package 005 (Services) component generated a comprehensive 
(ESMP) for the HPS and Biodiversity Management Plan (BMP) completed their tasks before 31 December 2014. 
On the Sub-transmission package, the completion date was changed from having a single completion date for the 
project to each substation having its own completion date. Liquidated damages had to be applied on this package. 
The initial completion date was the 4th of January 2014. After two Extension of Time applications were granted, the 
revised completion date was given in Addendum 2 of the contract. All the works were however completed on the 
24th of December 2014. 
 
On the Distribution package 004, the Contractor completed the work on the 31st of July 2014. The initial contract 
completion date was the 1st of November 2013. The end user was tasked with developing the bill of quantities for 
the distribution lines, cables and transformers. Subsequently, during the execution of the project, it was discovered 
that the bill developed had duplications of sites. The duplicated sites had different names hence could not be 
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identified. PB issued an instruction to holt the works, for a full survey to be conducted to remove the duplicated 
sites and consolidated the scope of the project. The project was recommenced after a few weeks. 
Shut downs were required consistently for the energisation of the various pole and ground mounted transformers 
to be installed across the regions. The coordination between ZETDC and the contractors was initially bad and lead 
to shut downs not being granted when at the time to contractor expected.  
Due to the initial delays detailed above, the project timelines was delayed and moved into the rainy reason. This 
lead to additional delays in the project. Due to the excessive rainfall, certain locations were not accessible; hence 
certain equipment could not be installed at the time. The excessive rain was regular which inhibited drying of the 
land for accessibility. Two Extension of Times were granted to the Contractor, first to extend until 30th April 2014 
then finished within the extended time the 31st July 2015. 
Hwange Ash plant Refurbishment Package 002 was heavily delayed due various reasons including delayed release 
of plant equipment to the contractor to carry out the risk at the height of load shedding, unsatisfactory planning 
and equipment layout design. Two EoT applications were granted (1 due to design change), the revised contract 
completion date was the 30th of December 2014, from the original date of the 8th of June 2014. The Contractor was 
still on site, continuing with the works. A third EoT was approved for 31st March 2016 and recently a fourth EoT to 
the 30th April 2016 due in part because of delays by the Contractor as well delayed release of equipment to be 
worked on by ZPC the End user. 
There need for continuous communication between the Contractor (Indure) and ZPC and referring issues to higher 
authority for timeous resolution need to be emphasized. It is now envisaged that the remaining minor works will be 
completed by 30th April 2016.   

 
5. Lessons learned related to efficiency 

 

Key issues (max 5, add rows as needed) Lessons learned Target audience 

The Contractor, particularly the 002 
Contractor, had enormous difficulty in 
procurement of material, this can be 
attributed to the contractor’s lack of 
experience in Zimbabwe. This had a 
significant impact on the schedules and 
showed the Contractor’s inexperience in 
projects in Africa 

Pre-Qualification of contractors should include measurement 
towards experience in infrastructure construction in the 
Southern Africa region with specific reference to brown fields 
project implementation. 

 
IE/PA/MMU/ AfDB 
 

Delays were experienced on site due to non-
payment of Sub-Contractors as a result of 
poor cash flow experienced by the main 
contractor. 

Pre-Qualification of contractors should include measurement 
of financial strength and ability to finance remote operations to 
approx. 60% of the contract value.  

 
IE,PA and MMU / 

AfDB 

Project progress and success is determined 
by end-user involvement and cooperation. 
Project progress was affected by the lack of 
information and data, slow approvals, 
difficulties in obtaining access to equipment 
to be worked on as well general cooperation 
from the End-users 

Project Technical Committees (PTC) to be established for all 
projects, representing all significant stakeholders. This 
technical committee to ensure effective communication and 
integration between all stakeholders.  

 
ZPC/ZETDC, IE, PA 

and MMU. 

Reports of poor quality and defects were not 
reported timeously for the Contractors to 
take remedial action, resulting issues no 
being resolved in the Defect liability period. If 
The Project Technical Committees had been 
established, project issues would have 
resolved in their meetings and reported to 
the IE as consolidated reports. 

Project monitoring by a Project Technical Committees (PTC) 
represented by all stakeholders is critical in ensuring quality 
delivery of the project scope. 

 
ZPC/ZETDC, IE, PA 

and MMU. 
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D  Sustainability 
 

1. Financial sustainability 
 

Rating* Narrative assessment (indicative max length: 250 words) 

3 Load shedding had resulted in Power shortages that had mostly affected manufacturing industries, agriculture, mining, and 
services. This suppressed industrial production levels and contributed to the economic meltdown resulting in large drop in 
industrial performance in which in turned led to a large numbers of job losses. The Ash Plant was one of the factors limiting 
generation at HPS. With the package completed, the efficiency and output of HPS has increased because the generators 
are not having their outputs reduced to enable ash to be evacuated. This has translated to more energy sent (GWh) sent 
out and more revenues realised for ZPC. If plant maintenance is apportioned an appropriate budget this will ensure 
sustained high levels of energy sent out and increased electricity supply availability and reliability will contribute to a 
sustainable in the industrial sector performance. 
For the Distribution and Transmission project components new equipment has been supplied and this will improve the 
reliability of the installation itself as well as the reliability of the overall network, thus reducing the need for operational 
support and reducing the need for maintenance. Thus the financial sustainability of the associated network infrastructure 
has been improved. 

 
2. Institutional sustainability and strengthening of capacities 

 

Rating* Narrative assessment  (indicative max length: 250 words) 

3 Based on the requirements from the Multi-Donor Trust Fund and the subsequent project implementation modalities 
design, limited opportunities existed for institutional strengthening and capacity building. The project was management 
by the Zim-Fund MMU through support from the Implementing Engineer and the appointed Procurement Agent. No 
country systems were used in the execution of this project. Initial participation and ownership of the various project 
components by the various stakeholders were poor. Towards the project completion of the Hwange Ash Plant component 
this has however improved as ZPC management became more involved. 
There  has  been  a  steady  decline  in  ZESA’s  operational,  commercial  and financial performance since 2000 when ZESA 
was collecting about 97% of what it billed for energy sales, with customer receivables standing at 32 days. The macro-
economic situation of the past several years, characterized by hyperinflation and price controls, lack of access to 
domestic/foreign financing, and the downturn in economic activity, has left the power sector struggling to free itself from 
a huge financial burden and degradation of physical assets. ZETDC and ZPC were struggling to reach a break-even position 
on a cash-flow basis in 2009.  The most significant financial consequences/legacy issues are the increasing level of unpaid 
foreign debt and trade creditor arrears to regional utilities, and the quality and collectability of customer accounts 
receivable.  Additionally, there has been a massive “brain drain” which led to a deterioration of institutional capacity that 
gradually eroded ZESA’s prior reputation for efficient management and financial practices.  
The project had limited institutional capacity building impact. Some O&M training was done for the equipment that has 
been installed, thus EPIRP I contributed to sustainability and strengthening of capacities, although the impact levels are 
low. This is highlighted by the lack of support during project implementation, project specification, delays in approvals and 
release of equipment to the Contractors.  The projects were left the responsibility of lower level employees who continually 
sort approvals from management.  

 
3. Ownership  and sustainability of partnerships 

 

Rating* Narrative assessment (indicative max length: 250 words) 

3 The project implementation had not direct involvement of local authorities, civil society organizations, private sector and 
donors. As the project scope involved direct engagement with the relevant utilities (ZPC or ZETDC), engagement with end-
customers were limited.  As previously mentioned in the report ownership of the project process and expected outcomes 
was not effectively realised by the relevant stakeholders. This is partly due to the design of the project implementation 
arrangements and partly due to the large grant component towards the project outputs. Possibly ownership and 
participation towards delivery of the project outcomes would have been improved if the various utilities had made a 
contribution other than just supervision support. This is a lesson learned to be applied in future grant funding projects. 
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4. Environmental and social sustainability 
 

Rating* Narrative assessment (indicative max length: 250 words) 

3 Environmental Sustainability: Frequent power outages encouraged urban households to use fire wood for cooking. This 
led to deforestation around urban centres with obvious tree loss in the surrounds of Harare. Such tree loss led to a loss of 
carbon sinks. Households and other electricity users also relied on diesel generators which yielded higher carbon emissions 
than the grid in Zimbabwe, given that the grid is a mix of hydro and coal fired thermal. Equipment that was refurbished or 
replaced led to increased energy efficiency which in turn yields lower carbon emissions. The improved power supply and 
more reliable network has led to a lower dependency of firewood, allowing trees to be replanted.  
Social Sustainability: 
The project was envisaged not to have any gender negative impacts, but benefit both men and women at project level and 
wider context. The improved power supply from HPS and more reliable network, eased the burden on women and girls, 
who traditionally, would collect the firewood or charcoal for lighting and cooking and would also stand in long queues to 
collect water. EPIRP I also increased the people’s access to clean water and health services. The rehabilitation of the sub-
transmission and distribution network has led to reliable power being supplied to water pumps and treatment plants, 
decreasing the outbreaks of Cholera and other waterborne diseases. The Project also recreated temporary jobs during 
construction and aims to increase employment as the benefits of the rehabilitation is reaped. 

 
5. Lessons learned related to sustainability 

 

Key issues (max 5, add rows as needed) Lessons learned Target audience 

Equipment Maintenance: There is a lack of maintenance 
plan and this has spares led to the deterioration of the 
network, this was as a result of the economic meltdown. 

With implementation of this project the End-users 
should follow a rigorous maintenance regime, the 
equipment will last longer and fewer faults will occur 
over its lifetime. The projects should ensure that 
spares are purchased under the project. 

ZPC/ZETDC 

Development:  The Government of Zimbabwe (GoZ) 
must invest in their network, using local and foreign 
investment, aiming to increasing capacities.  

Stagnant development will eventually lead to 
overuse of the equipment, leading to more faults. 

GoZ/ZPC/ZETDC 

Protection and Security - Vandalism of transformers and 
other equipment must be minimised. These equipment 
are expensive to replace. 

Design and installation of equipment should be such 
that it difficult to vandalise and the proceeds of their 
action should be of little or no financial value. (use 
of Aluminium conductor or welded transformers) 
There is need for legislation as done in other 
countries (SA) and Zambia where theft and 
vandalism of electricity equipment has severe 
penalties including imprisonment. 

GoZ, ZPC/ZETDC, IE, 
and MMU. 

 

 

 
  
 

1. Bank performance 
 

Rating* Narrative assessment by the Borrower on the Bank’s performance, as well as any other aspects of the project  
(both quantitative and qualitative). See guidance note on issues to cover. (indicative max length: 250 words) 

3 Government of Zimbabwe appreciated the positive impact that ZimFund interventions had brought to the local 
communities and the nation at large. ZimFund projects’ status has been given adequate coverage in the National Budget 

because of importance attached to the programme.  There was appreciation by GoZ of the Bank for the good working 

relationship with the MMU to move the ZimFund program forward and the progress made to achieve the objectives. GoZ 
appreciated the participation of the Bank, which gave an opportunity to donors to interact with the Bank at a higher level 
on ZimFund issues.  GoZ also acknowledged the resolute action taken by the Bank to bring to an end issues that would 
delay the implementation of the Zimfund projects.  

 III  Performance of stakeholders 
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Comments to be inserted by the Bank on its own performance (both quantitative and qualitative). See guidance note on issues 
to cover. (indicative max length: 250 words) 

During the project execution the Bank has actively sought to support the effective project implementation and to ensure a quality 
of the installations and equipment selection. This was realised through technical support from the Bank and in the selection of the 
Zim-Fund support Power Engineer. The Bank also actively participated in the quarterly progress meetings to endure project 
performance issues are adequately dealt with. As this was the first phase of the EPIRP project, lessons learned have been 
incorporated in the design of subsequent phase. In this regard specifically engagement with stakeholders have been improved to 
ensure participation from the onset and also continuous involvement during project delivery.  

Key issues (related to Bank performance, max 5, add rows as needed) Lessons learned 

1. Lack of coordination between project stakeholders 1. Improve communication and coordination with contractors, 
the Procurement Agency and the Implementing Entity to avoid 
information gaps, role clarity to ensure smooth operations. 

 
2. Borrower performance 
 

Rating* Narrative assessment on the Borrower performance to be inserted by the Bank (both quantitative and qualitative, 
depending on available information). See guidance note. (indicative max length: 250 words) 

2 Despite being approved by the Board in June 2011, the Project only became effective for first disbursement in May 2012 
due to the time it took the GoZ to fulfill the conditions precedent to first disbursement. The delay in achieving effectiveness 
for first disbursement slowed down the initial technical assessment phase of the Project. The Ministry of Finance seconded 
an expert beginning July 2013 to assist the team with administrative, protocol and liaison functions. 
There has been delays in GoZ approval of most project related documents, AM, request for extensions and etc. which at 
times resulted in project implementation delays, despite MMU follow ups. It is worthy to note that subsequent to the 
completion of phase 1 of the programme, government’s response to request have improved significantly. 

Key issues (related to Borrower performance, max 5, add rows as needed) Lessons learned 

1. Delays in documents approvals.  
The GoZ delayed in fulfillment of the conditions precedent to 
first disbursement. 

1. Bureaucracy in government institutions should be 

acknowledged and additional time added to the project approvals 

process.  

 
3. Performance of other stakeholders 
 

Rating* Narrative assessment on the performance of other stakeholders, including co-financiers, contractors and service 
providers. See guidance note on issues to cover. (indicative max length: 250 words) 

3 
 
 
 
 
 

3 
 
 
 
 
 
 
 

 
2 

Procurement Agent (PA): The PA performed very well, however some packages did not attract enough Bidders and these 
had to be reconfigured and tenders re-floated successfully. Bid evaluation and contract negation was satisfactory. In the 
early stages of project implementation, the roles and responsibilities were not fully understood but this matured into good 
understanding between the MMU, IE and PA. Some delays have been experienced with the submission of bid evaluation 
reports, adding to the overall project delays. 
 
Implementing Entity (IE): The performance of the IE was compromised by their own making, lack of End User collaboration 
as well as poor Contractor performance. The IE preparation of Technical specifications, had Bidders seeking clarifications 
resulting in revision of the specifications and the supervision was not adequate judging from some poor workmanship that 
was accepted in some of the project components. End User collaboration was weak in the sense that the IE was not 
provided with adequate information to enable them to prepare accurate scope of works. In the Distribution package, there 
was an over estimate on the supply of transformers and the length of  HV cables as well as overhead lines due in part from 
End-user provided data. In the early stages of project implementation, the roles and responsibilities were not fully 
understood but this matured into good understanding between the MMU, IE and PA. 
 
Contractors: The Works Contractors for EPIRP I were from Asia and only one (1) showed their experience in Africa to 
complete their package on time. The other two (2) Contractors struggled, especially the Contractor at HPS with planning 
and implementation exacerbated by ZPC’s lacklustre involvement in a project that was supposed to improve their 
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operations. Further the Contractor had issues with design, logistics and finding Subcontractors and paying for their services 
resulting in long delays on the project. 
The Sub-transmission Contractor did not plan the execution well and had issues coordinating resources and completed the 
project just under a year after the original completion date. This was worsened by the End-user (ZETDC) who were not sure 
of the scope and location as well as delays in issuing relevant Safety documents to enable the Contractors to execute the 
works. The same applies for the Distribution project component contractor... 
The Service Contractors for ESMP and BMP did well, completing their activities within the prescribed duration.  

Key issues (related to performance of 

other stakeholders, max 5, add rows as 
needed) 

Lessons learned (max 5) Target audience (for 

lessons learned) 

(i) The Contractor’s lack of 
experience in region showed 
when Contractors under 
estimated times for certain items 
in their project schedule. 
(ii) Sometimes the inability of the 
Contractor to understand 
instructions, hindered the project. 
(iii) Some of the Contractors did 
not have the support of their Head 
Office and was difficult for the 
team on site to continue the 
project. This led to a slowdown of 
progress. 

(i) The Tender documentation should include criteria to evaluate 
contractor experience with brown fields project in Southern Africa.  
The Contractor overlooked basic issues such as Zimbabwe is land 
locked and that their equipment need to be transported through 
other countries with their on regulations.  
(ii) The personnel submitted with the bids were replaced with lesser 
experienced staff to cut down on expenses at implementation stage. 
Continuously referred issues to their head offices, without adequate 
support and not having enough approval authority for project 
activities. 
(iii) On paper the appointed Contractor have a good financial 
standing but when it comes to project execution, there were signs of 
cash flow challenges.  
 

 IE, PA, MMU. ZPC and 
ZETDC  

 

 IV  Summary of key lessons learned and recommendations 
  

1. Key lessons learned 
 

Key issues (max 5, add rows as needed) Key lessons learned Target audience 

Technical Studies - Due to a lack of a scoping 
report, the distribution package had to be 
resurveyed and subsequently downsized. It 
was also found that certain equipment that 
was part of the package, was replaced by the 
utility before of the project commenced. This 
meant that the new equipment had to be 
reallocated to other sites. 

There is need at planning stage for the End User to carry out 
detailed in-house technical studies and surveys, which will enable 
the Consultants to scope and specify the equipment without the 
physical need to carry out surveys.  

GoZ, ZPC and 
ZETDC. 

M&E Reporting. There was a gap in the 
monitoring and evaluation as this was left to 
MMU expert only to monitor the project the 
project results and outcomes. 

Without End user M&E internal resources, the understanding of 
this key activity is limited and this results in a less rigorous 
assessment intervention outcomes. This makes reporting on the 
achievement of project objectives and outcomes very difficult 
and the reporting on achievements unreliable. 

GoZ, ZPC , ZETDC 
and MMU 

Selection of Contractors. The contractor 
performance in general was below standard, 
marked by poor designs, lengthy design 
approval processes due to numerous repeat 
submissions, significant delays in project 
delivery and lack of adherence to safety 
measures during construction.  

The selection criteria for contractors should be well designed, 
covering all required dimensions, including financial 
sustainability, prior experience with similar projects in similar 
conditions, proven ability to comply with health and safety 
regulations, ability to manage project effectively and report 
project progress and planning according to international 
standards over and above the compliance to the technical 
specification. The Contractors must also have experience in sub-
Saharan Africa, be able to comply with Safety regulations and be 
able to communicate clearly in English and be financially stable to 
enable them to have access to funds to implement a project. 

PA, IE, and MMU. 
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2. Key recommendations (with particular emphasis on ensuring sustainability of project benefits) 
 

Key issue (max 10, add rows as needed) Key recommendation Responsible Deadline 

Project Planning and Implementation There is a need for small core dedicated team with 
expertise in Project planning and implementation to assist 
with project execution from start to finish. 

ZPC, ZETDC  

Stakeholder delays in approvals. 
There were instances where 
documentation/ approvals by 
stakeholders were withheld for 
prolonged periods of time. 

There is need to strengthen the role of the Beneficiary 
authorities, to ensure ownership in project management 
and O&M training and other Capacity building necessary 
to ensure sustainability. There also required to adhere to 
agreed timeframes for submission/approvals for project 
activities. Delays will translate to prolonging the duration 
of the project and invariably increases the project cost. 

GoZ, ZPC , ZETD, 
IE,PA  and MMU 

 

Proactive maintenance: The project 
was set up as Emergence Power 
Infrastructure Rehabilitation Project 
due to the dire requirement to restore 
electricity supply due to lack of 
maintenance  over a prolonged period 
owing to the economic meltdown 
experienced in the country. 

In the economic situation the Utility found itself in, with 
very limited resources, it is difficult to expect any 
maintenance to be done. Following maintenance regimes 
set out by the Equipment Manufacturers was next to 
impossible. 

GoZ,ZPC and ZETDC  

Security of National assets. The 
vandalism experienced on the 
infrastructure was due to lack of 
secure installation and deterrent 
punishment of people who vandalise 
equipment. 

The design and installation of the equipment should be 
such that it is difficult to vandalise as well the materials 
used are of little or no value. 
GoZ should introduce deterrent punishment for people 
who vandalise equipment. 

ZPC, ZETDC &GoZ  

 

 V  Overall PCR rating 
 

Dimensions and criteria Rating* 

DIMENSION A: RELEVANCE  

Relevance of project development objective (II.A.1) 3 

Relevance of project design (II.A.2) 3 

DIMENSION B: EFFECTIVENESS  

Development Objective (DO) (II.B.4) S 

DIMENSION C: EFFICIENCY  

Timeliness (II.C.1) 2 

Resource use efficiency (II.C.2) 4 

Cost-benefit analysis (II.C.3) 3 

Implementation Progress (IP) (II.C.4) 3 

DIMENSION D: SUSTAINABILITY  

Financial sustainability (II.D.1) 3 

Institutional sustainability and strengthening of capacities (II.D.2) 3 

Ownership and sustainability of partnerships (II.D.3) 3 

Environmental and social sustainability (II.D.4) 3 

OVERALL PROJECT COMPLETION RATING 3 
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 VI  Acronyms and abbreviations 
 

Acronym (add rows as needed) Full name 

AfDB  Africa Development Bank 

BMP Biodiversity Management Plan 

EMA Environmental Management Agency 

EoT Extension of time 

HPS Hwange Power Station 

IE Implementing Entity 

IWP Integrated Waste Management Plan 

NGOs Non-Governmental Organizations 

PA Procurement Agent 

PCR Project Completion Report 

PSC Project Steering Committee 

VAT Value Added Tax 

ZESA Zimbabwe Electricity Supply Authority 

ZETDC Zimbabwe Electricity Transmission and Distribution Company 

ZIMFUND Zimbabwe Multi - Donor Trust Fund 

ZIMRA Zimbabwe Revenue Authority 

ZPC Zimbabwe Power Company 

 




