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Integrated Urban mobility concept
tajikistan
TERMS OF REFERENCE

1. BACKGROUND 
Khujand Wastewater Rehabilitation Project III
The Khujand Water Supply project was the first internationally funded project in Khujand city (the “City”), and institutional capacity to implement projects was initially very weak. With the support of EBRD and SECO and intense policy dialogue in the municipal sector, the City has become a key partner with a good track record of successfully implemented projects in the water and solid waste sectors. 

After the excellent cooperation with the City in phase I and II and thanks to the positive experiences from the Khujand model, the same project design (combination of physical investments, corporate development and stakeholder participation) was extended to the wastewater sector within the framework of Khujand Wastewater Rehabilitation Project III (Khujand III). The project's objectives are to (i) rehabilitate the wastewater collection system and the wastewater treatment plant; (ii) selective improvements of the billing system and the implementation of the public service contract; and (iii) enhance the awareness of wastewater related issues among the population. The Khujand III project contains a combination of the three components: financing of priority capital investments, a corporate development programme and a stakeholder participation programme.

Additionally, since EBRD and SECO are supporting Khujand in several infrastructure sectors (WSS, transport, solid waste), an Integrated Urban Development Component has been added to Khujand III to support the City in urban planning. The main objectives of the Integrated Urban Development Component are (i) to introduce the integrated urban planning approach to the City and (ii) to demonstrate the impact of the integrated approach through implementation of measures.
A scoping study for an Integrated Urban Development Project and discussions between EBRD, SECO and the City have shown that nowadays, the City understands urban development rather from a sector perspective, therefore it would be very difficult to elaborate a comprehensive city development plan with an integrated approach. As EBRD / SECO are currently implementing a public transport project in Khujand (formally known as Khujand Public Transport Project (Khujand PT), further information provided below), it was decided to link the Integrated Urban Development Component under Khujand III closely to the transport sector, creating synergies with the Khujand PT project and using the topic of mobility as a door opener for introducing integrated planning approaches.

Within the framework of the Integrated Urban Development Component, an integrated urban mobility concept shall be developed, which refers to – also to be developed under this mandate – a spatial development strategy that will be taking into account environmental sustainability, social inclusiveness and economic viability. Further, data on mobility in the City shall be collected and the City shall be supported to develop and maintain a system for mobility statistics. The mobility statistics system, together with the integrated urban mobility concept, shall provide valuable information for decision-making on investments in transport infrastructures and illustrate to the City the added value of an integrated approach in urban planning.
Khujand Public Transport Project

The objective of Khujand Public Transport (Khujand PT) Project is to establish reliable passenger transport service on core routes and create a sustainable public transport network in the City. Technical Consultants assist in timely implementation of the project as well as institutional strengthening of the Khujand Public Transport State Communal Enterprise. 

The Khujand Public Transport Project includes (i) the purchase of up to 100 low floor diesel buses; (ii) the modernisation of the maintenance depot including maintenance equipment, and (iii) the introduction of a new formal ticketing system. First investment component (buses) was delivered in the end of 2018 and is now connecting thousands of daily commuters across different parts of the City including those from nearby towns and districts. Design of maintenance depot is being translated and will be included in tender documents under second investment component. Contract for ticketing system under the third investment component was awarded to a local company which has successfully implemented a ticketing system in Dushanbe. Corporate Development Programme (CDP) consultants are already in place and are supporting the Company with corporate improvement programme.

The present Terms of Reference (ToR) define the mandate of a consultant to implement the IUD Component. This Urban Development Program (UDP) Consultant is expected to closely coordinate its activities with the ongoing other EBRD / SECO projects in Khujand and to complement in particular the implementation of the Khujand PT Project and the related CDP activities. 

Relevance of the "Integrated Urban Development Component" 

The City and its surroundings experience strong population growth, partly through migration, that increases the stress on its infrastructure. Urban sprawl puts the environment under pressure and is blurring city boundaries. Already now, smaller neighbouring towns are growing together with the City, creating the agglomeration of “Greater Khujand”. The challenges of growing relevance on agglomeration effects so far are insufficiently addressed. The actual model of extensive development and lack of planning and urban management endangers quality of life.

Influencing the spatial structure of locations in the urban environment, land use planning and urban design (in combination named “spatial planning”) can contribute to minimizing the kilometres driven and supporting a high public transport share. Dense and mixed-use developments help to keep human powered mobility attractive. On the other hand, the development of transport infrastructure and transport services changes accessibility patterns and influences locational decisions of private households and businesses, thereby shaping the structure of the City. These spatial changes are often neglected in the course of traditional transport planning, similarly to mobility issues not being considered in spatial planning. 

In order to influence urban development in a sustainable way, transport planning preferences and spatial planning principles have to be coordinated around mobility needs, accessibility potentials and financial possibilities.

The established partnership of the City and the EBRD/SECO and the good relations among the stakeholders represent an advantageous starting point to pave the way for new investments and complementing existing infrastructure projects in a sustainable and integrated manner. The Integrated Urban Mobility Concept shall demonstrate the relevance of integrated urban planning and create interest and ownership to use integrated urban development concepts for its future development.

2. OBJECTIVES
The objective of the Integrated Urban Development Component of the Khujand III Project is to support Greater Khujand with identifying opportunities to solve problems holistically in order to achieve an environment-friendly, integrated and inclusive urban development. Therefore, effective utilization of the available infrastructure (transport, water, solid waste, etc.) and support for the development of new infrastructures is needed and must go hand in hand with appropriate planning and the right regulatory framework. The overall objective of this assignment is to facilitate the timely and effective implementation of the Integrated Urban Development Component under Khujand III by rendering assistance to the City, in close coordination with the CDP consultant under the Khujand Public Transport Project. 
The Integrated Urban Development Component aims at changing the way the authorities of the City think about spatial planning - from a sectorial view to an integrated, comprehensive approach. The proposed approach starts in the mobility sector and aims to establish the procedures and tools of integrated spatial planning (coordination of transport infrastructure and urban development, capture and evaluate mobility statistics, etc.).
By means of demonstration, the City shall experience the benefits of integrated spatial planning, which may be extended to other aspects in later projects. As a result, Greater Khujand will have formulated (i) a development strategy with (ii) an Integrated Urban Mobility Concept, which will take into account the future needs of the City and will set the priorities for investments into the infrastructure in a coordinated way to ensure a sustainable development. Sustainable development will be able to absorb the growth of the City and deploy its full potential. Therefore, the City has (III) established a system for mobility statistics and (IV) the capacity of Khujand municipality in working with mobility statistics is strengthened. 

Synergies should be generated in cooperation with the CDP Consultant working under the Public Transport Project and through strong chronology of agreed actions. CDP consultants are already in place and are supporting the Company with a corporate improvement programme. The UDP Consultant is expected to closely coordinate with and complement the activities of the CDP consultant (scope of work is provided in Annex) to create co-benefits with and support the implementation of the Khujand Public Transport Project.

2.1 Three pillars of the Assignment 

Three pillars are defined for future self-sustainability of the Integrated Urban Development Component of the Khujand III Project:
A. Quick wins in urban transport system:
Consisting of actions to be identified by subject (e.g., parking) and/or location (e.g., city centre) which shall integrate transport issues and urban development potentials. Through tangible results, quick wins aim to trigger the integrated approach in the future planning process. Quick-win actions also shall create synergy with the Khujand Public Transport Project and refer to the strategic vision of the City’s future development. 
B. Strategic vision and integrated urban mobility concept:
Presentation of a strategic vision for future development of Greater Khujand area and elaboration of an integrated urban mobility concept with investment road map for transport infrastructure for Greater Khujand. The linkage of a long term visual depiction of the region’s development policies with conceptual layout of the transport system and concrete infrastructure measures into urban space, will be a good tool in future for decision-shaping and decision-making processes. The linkage may be created either through initiating development of global transport system immediately as first priority action, based on which CDP Consultant (for bus entity) shall adjust his activities and design city transport accordingly. CDP consultants are already in place and are supporting the Company with corporate improvement programme and UDP consultants are expected to coordinate and support the activities of CDP consultants and work together.

Additionally it can be used for communication and interactions with citizens and potential investors.
C. Data Management and Capacity building:
Workshops with municipal departments, planners and local stakeholders and collaboration between local planners and commissioned consultants during the whole project are a fix part of this project, as well as presentation of possible sustainable urban development policies and jointly development of integral approach for urban mobility and necessary data management system. A main focus point is the establishment of a process among the stakeholders to collect and process the most important figures for setting up a mobility statistic framework, which has to support in future the decisions making process regarding mobility and transportation.

2.2 Expected results of the Assignment 

· Strategic vision for long-term development of Greater Khujand area and priorities for tactical short-term interventions in the City shall be determined taking into account the priorities developed by CDP Consultant

· Potentials for land use intensification and development of the transport system, taking into account the existing infrastructure and desirability, feasibility and viability of new infrastructure will be detected. 

· Based on the detected potentials, impact-orientated and cost-effective concepts for urban mobility and transport management will be proposed in close coordination with the CDP Consultant.

· Mobility surveys and a system of data management for mobility statistics will be established.

· Consolidated system to collect and analyse the required data

· Agreed format on how the results of the data analyse are presented 

· Recommendations regarding necessary hard- and software (written specifications), which have to be compatible with existing and recommended/ adjusted software. TOR revision could be considered, however without any budgetary changes. 

· Local experts are trained in data and statistics management

· Initial Data collection to be initiated by the consultant

· Some exemplary interventions in the transport system for generating better accessibility and a qualitative change process in urban space will be demonstrated (quick wins).

· Implemented measures (number of projects to be defined during the development of Work stream I) demonstrating the positive impact on the actual traffic situation

· Pilot Area for implementation is chosen (result of Work stream II) and local stakeholders are included into the execution team. Project plan (timing, cost and responsibilities) and implementation schedule is defined and agreed upon. 

2.3 Project beneficiaries 

The direct project beneficiaries are the City and Sughd region administrations with the following cities of Greater Khujand area: Kairakum, Isfisor, Gafurov and Buston. They will benefit from capacity building measures addressed to their staff as well as support measures to improve their planning and investment preparation. 

Indirect beneficiaries are the inhabitants of the City and the Greater Khujand area. They will benefit from a participatory integrated urban and transportation planning mechanism and eventually from improved living conditions. 

A Steering Committee shall be established to oversee implementation of the Integrated Urban Development Component and approve outputs, composed of key beneficiaries of the activities in Greater Khujand, similar to the transitional ad-hoc transport committee (refer to chapter 5). The Consultant shall support the functioning and establishment of the Steering Committee, including dialogue and presentations outputs.

2.4 Project stakeholders 

Four categories are used to classify the stakeholders. The following illustration shows all four categories. 
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Figure 2 Stakeholder Categories

Based on these four categories the strategy on how to treat the stakeholder should be defined. The support and threat potential (low or high) has to be considered. This system allows definition of communication strategies with the stakeholders at a very early project stage. 

1. Mixed Stakeholder 


Strategy: Collaboration

Treatment: Full Integration and pro-active communication. Part of the decision making circle. 

2. Supporting Stakeholder 

Strategy: Involvement

Treatment: Full Integration and part of the project team. 

3. Non-Supporting Stakeholder 

Strategy: Defense

Treatment: Pro-active communication. Separate workshops and information rounds. 

4. Marginal Stakeholder 

Strategy: Observation

Treatment: Newsletter. Invitation to participate in public workshops. 
The consultant is asked to define and establish a target-oriented and solution-oriented communication culture with the stakeholders listed below. The list of the following stakeholders is additionally divided into public and private entities. 

	Stakeholder
	Category

	Public

	Department of Urban Planning (City Architect)

(City Administration)
	(1) Mixed Stakeholder

	Transportation Department 

(City Administration)
	(2) Supporting Stakeholder

	Department of Finance  

(City Administration)
	(1) Mixed Stakeholder

	Department Data / Statistics

(City Administration)
	(4) Marginal Stakeholder

	City Mayor & Deputies

(City Administration)
	(1) Mixed Stakeholder

	Chairman / Deputy Chairman Sughd Region 

(Regional Administration)
	(1) Mixed Stakeholder

	Environmental Control Inspection Department

(Regional Administration)
	(3) Non – Supporting Stakeholder

	Police 

(Regional Administration)
	(3) Non – Supporting Stakeholder

	Gafurov City Administration


	(4) Marginal Stakeholder

	Buston City Administration


	(4) Marginal Stakeholder

	Ministry of Transport 

(Republic of Tajikistan)
	(3) Non – Supporting Stakeholder

	Private

	Institute for Urban Development 


	(1) Mixed Stakeholder

	Micro - Bus Operators


	(3) Non – Supporting Stakeholder

	Donor / NGO Organizations 

	EBRD 


	(2) Supporting Stakeholder

	SCO / SECO


	(2) Supporting Stakeholder

	CDP consultants
	(2) Supporting Stakeholder


Key stakeholders

One key factor of the project is to convince administration officials in charge of the new integrated urban development approach. Within the City administration, the two main project partners are the Department of Urban Planning and the Department of Transportation. The key stakeholder is the Institute for Urban Development. They have done all the planning and developing work in the past. If they approve the new planning approach the local representatives will be convinced also. Therefore they should be involved from the very beginning of the project. 

They have access to most of the project data from the past which is another reason to involve them. 
2.5 Coordination with other studies 
It is very important for the consultant to coordinate from the start to the end of the project with the other ongoing work in the City. See also chapter 1 ‘Introduction’ of this paper. 

The main coordination with the EBRD / SECO is taking place under Khujand Public Transport Project. 

With regard to the importance of the coordination with above mentioned Public Transport Project, please read also chapter 3 of the Integrated Urban Development Component report, written by plan77 Ltd and financed by SECO (Annex xy). 

3. SCOPE OF WORK

The Project shall determine appropriate transportation infrastructure measures for Greater Khujand, based on a development concept supporting sustainable mobility and reducing environmental impact. To make knowledge-based decisions, relevant information on mobility statistics and development tendencies has to be generated and a data management system is to be established. 

An additional task – besides the scope described in this chapter - is the support to establish a Greater Khujand Transport Authority. Please refer to chapter 5 Greater Khujand Transport Authority for a further description. For all of the tasks below the consultant should take into account the findings and results of the existing CDP mandate and build on these results in close cooperation with the CDP consultant.

3.1
Questions to be answered within the scope of the Project 

3.2
Structure of the Assignment 



3.3
Issues of specific interest for work stream I “Quick-win measures”
3.4
Issues of specific interest for work stream II “Greater Khujand Development”

3.5
Issues of specific interest for work stream I “Data & Statistics”

3.6
Work stream in relation to the geographical area of activity 

3.7
Deliverables 
3.1 Questions to be answered within the scope of the project
i) To get a better understanding of urban processes in Khujand and Greater Khujand
 (Basic research), the following questions have to be addressed:
· Which stock and flow patterns of people, goods, services, raw materials, food etc. can be identified in Greater Khujand?
· To what extent could mobility behaviour be influenced by widespread personal values, attitudes and common life models in Khujand? (Ethnographic research)
· What cultural tendencies, changing values and technical innovations will be relevant for future mobility behaviour in Greater Khujand area?
· How can a system of mobility statistics be established which considers all the factors mentioned above? Who is going to manage the system and how? 2
Build upon the results and answers derived by previous projects/Consultants.

ii) To visualize the strategic vision for the long-term development perspective of the City and Greater Khujand, with the aim creating accessible working places, commercial and social services and sustainable mobility of its citizens (Mobility concept):
· What should the spatial structure of Greater Khujand area and the City look like in 20 years?
· What should the main network of transport links in Greater Khujand area look like in 20 years? 
· What should the transport system of the City look like and what is the role of the different transport modes within it? 
· Taking into account the financial possibilities of the City, what would be the best physical measure(s) for the development of the overall transport system ("big leap forward")?
· What effect could these physical measures have on the development of urban settlements?
· Instead of investing in major construction works, can soft measures reach the same level of development for the city (e.g. upgraded transport infrastructure, traffic management, mobility management)?
(iii) In order to determine possible ‘Quick-win Interventions’ and feasible mid and long-term measures (Measures and Investment road map):
· What objectives and priorities for integrated urban development and mobility are being agreed upon in the collaboration between the consultants and local project stakeholders?

· What current potentials exist and where future potentials can arise for a better relationship between mobility and spatial development that stimulates urban development of a more prospering and inclusive city/region?
· How do interventions in the transport infrastructure and/or spatial structure relate to overarching objectives and priorities of urban development and mobility?
· What phasing and/or combining of solutions is possible, taking in account financing issues?
· How can various stakeholders, dependencies of development processes and compatibilities with other measures be taken into account?
3.2
Structure of the Assignment 
Referring to the three pillars of the assignment (chapter 2) and the set of questions raised above, the Integrated Urban Development Component is structured in three work streams (partly parallel), but periodically interlinked elaboration processes of the Khujand Integrated Urban Mobility Concept.
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Figure 1:
Three work streams of the elaboration process of the Khujand Integrated Urban Mobility Concept: In white squares the major project steps. In blue squares the major actions and follow-up projects, which, shall be implemented based on the concept. 

3.3
Issues of specific interest for work stream I “quick-win measures”
Quick-win measures shall bring visible improvements with immediate benefit for the people. Realization should be possible right upon project start. Quick-win measures shall be defined by the consultant. To secure the feasibility of the short-term implementation the consultant has to collaborate with a local partner (local knowledge regarding norms, design standards and the regulatory framework). 

In order to determine the Quick win measures, the consultant shall address the following issues:

· Intervention in transport management and/or urban space can be made under the given regulatory framework.

· Root cause is known or identified through ethnographical research and stakeholder interviews. No extensive data research needed.

· Solution poses low risk and requires minimal capital expenditure (= focus on traffic management measures)

· All key stakeholders agree that it is a good thing. High confidence that they will buy-in for engagement in the project development of Integrated Khujand Mobility Concept.

· Improvements may be implemented within 90 - 120 days and should focus on traffic management, public transport operations, road safety and pedestrian comfort.
Possible areas for projects are (unconsolidated list)

· Road Safety (e.g. new pedestrians crossing, street lightning)

· Traffic Management (ex. new layouts of junctions. Signage, road markings)

· Parking (solutions for new developments and existing ‘hot spots’ like in front of the Administration Building or Bazar areas)

· Public transportation (e.g. new location and layouts of bus stops or implementation of a bus lanes) 

3.4
Issues of specific interest for work stream II “Greater Khujand Development”

The consultant shall address the following issues more specifically.
(i) From the perspective of spatial development to achieve a consolidated urban structure that supports sustainable mobility:
· What additional areas are needed to facilitate demand for future spatial development (population, economy, quality of life) and how these areas can be allocated by avoiding urban sprawl?
· Which sectors have the most potential for economic development in the city of Khujand and Greater Khujand and how are specific spatial requirements of businesses in these sectors taken into account in the urban structure?
· How can transformation from mono-functional city structures to more mixed-use and socially balanced structure of concentrated decentralization be achieved?
· Which parts of Greater Khujand have potential for intensified utilization, increased development density and site conversion?
· What parts of the city should be preserved from an increased development density because of socio-cultural and/or heritage reasons?
· Where are new development areas possible, considering a good accessibility to public transport?
· How are spatial structures in developed areas linked to landscape areas? Landscape areas could be water bodies, green or open spaces.
(ii) From the perspective of mobility and transport the following questions shall be considered to provide a balanced multi-modal system of mobility that focuses on a spatial city development, which supports public transportation and human powered mobility, CDP consultants are already in place and are supporting the Company with corporate improvement programme and UDP consultants are expected to coordinate and support the activities of CDP consultants.  :

· What role do various public transport modes play in different parts Greater Khujand and the City?
· How much public transport shall be supplied and what infrastructure is necessary for it?
· What is the role of motorized private transport in the different parts Greater Khujand and the City?
· What would a long-term network for pedestrian and bicycle traffic in the City look like?
· What measures can bring short-term optimization in the current public transport network?
· What measures concerning street network are suitable for different parts of the city (operation and design concepts, capacity expansions/reductions, new network elements, traffic management)?
· How can parking regulations (parking restrictions, parking zones with time limitation and/or parking fees) and infrastructure contribute to a more sustainable mobility?
· How can road safety, especially for pedestrians be improved in various street sections?
· How can accessibility of public transport stops / stations be improved (e.g. through measures like; street lighting, accessibility, waiting comfort)
(iii) Determine the following based on concepts and measures incorporated in City investment road map, elaborate it for Greater Khujand and surrounding public areas :

· How can a decentralized distribution of service facilities, amenities and jobs be ensured and how will these services become accessible by different means of transport? 

· How can the possibilities of urban design principles for transport infrastructure be used to ensure high quality urban space and consideration of social and gender issues?

· Which criteria should be applied to add projects to the investment road map? For example following criteria’s should be applied to evaluate the projects: (i) economic & financial cost-benefit analysis; (ii) environmental & social analysis and a prioritisation of the investment plan into short, medium and long-term projects should be undertaken. Secondly the measures should be categorized into (i) institutional, (ii) regulation, (iii) operational
Define a clear mechanism for evaluating project feasibility that will meet international standards. A standard cost-benefit analysis and an environmental & social analysis has to be completed for each infrastructure projects or measure. This will enable the city to justify and prioritize projects, spend the budget more effectively. 
· How can the impact of infrastructure investment on mobility and urban development be measured and evaluated?
3.5
Issues of specific interest for work stream III “Data & Statistics”

The consultant shall address the following issues more specifically:
· Suitable traffic numbers to be collected and indicators to be determined that can provide an overview of the current and future needs of mobility, the use of different means of transport and accessibility in Khujand?

· Creation of sound systems and procedures for mobility data collection, storage and processing, taking into account the specific context of contemporary Khujand (structural, technological) and Khujand administration (organizational).

· Training of the City staff in mobility data collection, management, analysis and communication.

For further details regarding data requirements, please refer to chapter 4 on page 18. There is under the sub section; List of required basic information and data, a list of relevant data mentioned. Conducting the survey program is part of the consultant’s task. Based on the data specified in chapter 4, a traffic model is to be developed. 

3.6
Work streams in relation to the geographical area of activity 

For the three work streams different geographical areas of activity or impact were defined based on a requirement analysis, expected products and results of the project. Work stream II as an exception is divided into two areas of activity. See therefore the following figure. 
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Figure 2:
Geographical area of activity for Khujand Integrated Urban Mobility Concept. Quick-wins focused on the central urban axis of the Ismoili Somoni Street. Ethnographical research to be conducted in the area of the central Basar. Relevant area for Data Management System and Mobility Census is the Greater Khujand Area. Greater Khujand Area with the cities of Khujand, Kairakum, Isfisor, Gafurov and Buston and the projected new town of Saykhun.  

3.7
Deliverables  

3.7.1 Work stream I ‘Quick - win measures’
· List of proposals for Quick - win measures with risk/benefit and stakeholder assessment

· Conceptual implementation plan for agreed Quick - win measure(s)

(Like layout sketches, process descriptions, responsibilities, costs, timeline)

· The consultant is asked to write the necessary technical specifications (Terms of References), if a constructional activity has to follow to implement a measure.  

· A report about the implemented Quick – win measures, which can be used as a guideline for further implementation of improvement measures

3.7.2 Work stream II ‘Greater Khujand Development’
· Report Stock & Flows analysis
· Report with findings of ethnographic research
· Scenarios with 2-3 different development models and evaluation of pros and cons of each model
· Conceptual scheme “Greater Khujand Development 2040“ (Future Vision);
· Consolidation of urban transport issues with conceptual schemes for public transport, motorized private transport including parking, bicycle and pedestrian traffic system;
· Consolidation of spatial planning issues with conceptual schemes for zoning (functions), density, typologies;
· Guiding lines for conceptual measures on urban transport system and on land-use development;
· Priority overview for interventions in urban transport system and land-use structure (jointly elaborated and discussed with stakeholders);
· Overview of possible short-term measures on urban transport system and spatial planning;
· Conceptual implementation plan for agreed measure(s)

(Like layout sketches, process descriptions, responsibilities, costs estimations, timeline) 

· Overseeing the implementation (giving the necessary guidance to the local implementation partner)
3.7.3 Work stream III ‘Data & Statistics’:

· Definition of a best practice process for the treatment of data & statistics (this has to be approved by the local administration to define all further activities based on this ‘best practice’ approach.)

· Urban mobility database (inventory and mapping)

· Setting up a traffic model (inclusive training for the local staff) 

· Urban mobility monitoring concept (procedures, responsibilities)

· Recommendations regarding necessary hard- and software (written specifications)

· Conduction of several workshops / training for the local staff (city and regional administration)

· Data base established and furnished with collected data

· City has the capacity to maintain data base

· For further details regarding data requirements, please refer to chapter 4, subsection ‘List of required basic information and data’ is a list of relevant data mentioned. 
Main focus of this work stream is the capacity building and the definition of a new best practice process regarding the treatment of data! And secondly to build up a traffic model based on the data collected.

General requirements

All deliverables, inclusive presentations have to be in English. The consultant is responsible for the translation into the Russian. Documents will have to be delivered to the client at least 5 working days prior to a deadline or workshop. Deliverables should be in a raw data format in order for the files to be edited accordingly. 
4. LIST OF SPECIFIC TOPICS AND BASIC DATA

The following is a list of topics of the World Bank Urbanization Framework, which should be addressed at a suitable stage within the project and provide relevant existing data in the City, which can be worked with for a start.

Planning – Setting the terms of urbanization, especially policies for using urban land and expanding basic infrastructure and public services. Support evidence-based urban planning policy through:

· Value land use through transparent assessment

· Coordinate land use with infrastructure, natural resources, and hazard risk

· Leverage competitive markets alongside regulation to expand basic services

Connecting – Making a city’s markets (labour, goods, and services) accessible to other cities and to other neighbourhoods. Support improved connections through:

· Value the city’s external and internal connections

· Coordinate among transport options and with land use

· Leverage investments that will generate the largest returns – individually and collectively

Financing – Finding sources for large capital outlays needed to provide infrastructure and services as urbanization picks up speed. Support access to private and institutional investments through: 

· Value and develop the city’s creditworthiness

· Coordinate public-private finance using clear, consistent rules

· Leverage existing assets to develop new ones, and link both to land use planning

List of required basic information and data

The specific data and information to be collected and analysed by the consultant in order to develop the mobility database for Khujand and elaborate the Urban Mobility Concept shall include, but is not limited to the following: 

Urban Development

· Land use assessment (deviations uses by fact vs. uses by Master Plan etc.)

· Housing / Land market; evaluation of the land (house) value (overview of the city how its land value is distributed)
 

· Demographical analysis (population, age structure, household size, etc); Distribution and dynamics of population: number and density of inhabitants per district

· Workplaces distribution: Number/Density of jobs by districts, type of sector and spatial needs (m2/workplace, specific infrastructure requirements etc.)

· Publicly accessible buildings and facilities for social services (schools, hospitals, etc.) with their respective operating range (quarter, district, city, region, national/international)

· Local amenities and shopping institutions: size and type of goods

· Development forecasts, objectives and priorities for housing policy, economic development, social services, local amenities and shopping

· Heritage preservation and urban renewal (protected neighbourhoods, buildings with special importance, existing renewal programs)

· Development priorities concerning energy disposal and supply, utilities and waste-management

· Environmental situation and natural risk-zones

Mobility and Transport:

· Mobility demand in general (destination/source matrix based on population density, density of workplaces etc.)

· Mobility behaviour (modal share; distribution according to purposes such as work, leisure, car occupancy etc.)

· Mobility forecast with traffic model for evolution (based on estimated growth and behaviour change)

· Public Transport: regional and local public transport connections, hierarchy of lines, frequency, demand and interfaces

· Motorized private transport: road network hierarchy with sectional loads (peak hours, daily traffic)

· Parking: number of parking spaces with regime (fees, restrictions, private / public parking)

· Road safety and security: road accident surveys and criminal rates per districts

Existing Instruments and Documents:

· Master Plan (General Plan, long-term development strategy) for Khujand city, approved 2010

· Technical due-diligence study regarding public transportation. Commissioned by EBRD in 2014

· Study of New Route Network, 2011 (Corporate Solutions/ROM). Commissioned by EBRD

5. GREATER KHUJAND TRANSPORT AUHORITY 

This task is to set up a Greater Khujand Transport Authority. The task has to start immediately after awarding of the contract (launch of the Project). The first results are due as part of the inception report (see chapter 8 Reporting). 

The objective of this authority is to establish (i) a coordination office for all ongoing activities within the transportation and spatial sector; (ii) which can be approached for legal / regulatory and financial requirements and (iii) which has the power to directly approach the Mayor and the Chairman of Sughd Region Province to ask for decisions (direct and short channel of communication). 

The consultant is asked to provide the following information regarding the authority: 

· Role & responsibilities

· Rights and obligations 

· Organizational chart and staffing 

· Job description 

· Line of communication (Interfaces into the city and regional administration)

Further to the tasks above, the consultant is expected to provide its assistance in getting the authority up and running. The consultant should moreover advise on and support suitable transition schemes, such as ad-hoc transport committee, until legal structures can be established, to oversee implementation of the Integrated Urban Development Component (refer Steering Committee, chapter 2.3) and related transport improvements in Greater Khujand.
6. ENSURE THE APPLICATION OF LOCAL STANDARDS AND CONDITIONS 

The consultant is expected to connect with a local partner(s) for the data collection and ethnographic research, implementation planning and support during execution. 

The local support should be capable of advising the consultant about the local price structure for services and construction work (material and labour costs). The local support should be capable of supporting the consultant in the financial forecasting and budget planning for the implementation road map. In addition, local support should also have a profound knowledge about the local approval process (advising the consultant on the time schedule for implementation). 

The local support has to act as a link between the consultant, the local administration and local stakeholders.  

The expenses for the local support must be part of the proposal. 

7. OPTIONAL TASK “CONSTRUCTION SUPERVISION QUICK WINS”

Within the consultants task is the specification of the quick win measures and writing of the needed Terms of References as a base for the tender process. 

The optional task covers the construction supervision in the role of the owner representative. The consultant is expected to indicate how this task is going to be approached. The consultant should describe what experts (local or international) will be assigned for such a task and what daily rates would apply. 

8. REPORTING AND PROGRAMME
The reports prepared by the consultant shall include, but not be limited to, what is described in the following sub-sections. 

All documents and reports to be prepared by the consultant have to be submitted as a softcopy to SECO / EBRD for comments. All reports shall be submitted in draft and final versions. The consultant shall consider a period of 3 weeks for comments and approval by SECO / EBRD of these reports. After receiving comments from SECO / EBRD, the consultant shall submit revised reports within two weeks. All reports shall contain an executive summary and be furnished in English.

Reporting will include at least the following:

	Report
	Date
	No. of  Copies

English
	No. of  Copies

Russian

	Inception Report
	Within 3 months upon contract and kick off
	2
	2

	Quarterly Report 
	Within 10 working days of end of a reporting period
	2
	2

	Aggregated half-yearly project financial report
	Within 10 working days of end of a reporting period
	2
	2

	Draft Project Completion
	Within 1 month of project completion
	2
	2

	Project Completion
	Within 4 weeks of receiving comments from the EBRD/SECO
	2
	2


8.1 Inception Phase
Submission of draft inception phase report is due within 3 months upon contract and kick off. The inception report will have to present all the information needed to efficiently start project implementation and include at least the following:

· An analysis of the main urban development stakeholders and urban mobility and accessibility system in Greater Khujand Area, with specific focus on aspects relevant for the implementation of the project

· A proposal for planned Quick-win measures

· An assessment of the organizational set-up and staff capacities of the participating institutions in regards to urban mobility and spatial planning

· A description of the project coordination mechanisms and share of responsibilities between the main project stakeholders (including the consultant), as well as a general job description for the Project Implementation Units (PIUs) and their staff. This part of the report should be presented in the form of a project operational manual

· A detailed project planning for the implementation of project measures and activities

· A detailed time schedule over the whole project showing the defined deliverables in chapter 3.7

· A Steering Committee shall be established and ready to function. The chairman plus the members are approved. (refer to chapter 2.3)
· A description of the Greater Khujand Transport Authority inclusive the measures to establish and implement such a new authority into the working process. 

· A table of risks and mitigation measures

8.2
Implementation phase 
Preparation of reports including: 

· Quarterly reports and aggregated half-yearly project financial report

· Project Dashboard as a monitoring tool to measure the project progress and advise on the next steps

8.3
Duration of the Assignment and Project Completion 

The total duration of the mandate is estimated to 36 months. Activities shall start as soon as the contract with the consultant has been closed. 

From the total time effort for the conceptual work are 20% expected for work stream I, 40 % for work stream II and 40 % for work stream III.
A draft completion report has to be delivered within 1 month after project activities have been finalized. The format of the report shall be discussed with SECO / EBRD. The final Project completion report should be submitted within four weeks of receiving the comments. The Final Report will be a review of all Consultants’ tasks, the level to which they were fulfilled and will include all necessary conclusions and Recommendation.
8.4
Tentative time schedule (programme) 

The following time schedule / programme is thought as a guidance for the consultant to start with. The time schedule should be amendment plus supplemented with the necessary details during the first 3 months (inception phase). The target is a detailed time schedule over the whole project related to the deliverables in chapter 3.7. 

	General
	

	Mth 3
	Inception report, Steering Committee (SC) meeting and approval

	Mth 3
	Review of tentative time schedule / program and proposal for amendment 

	Recurring task every 3 month
	Quarterly and aggregated half-yearly project financial report (see chapter 8.2)

	Recurring task every 3 month
	Project Cockpit (see chapter 8.2); to be presented to the SC

	I. Quick wins (refer to deliverables chapter 3.7)

	Mth 3 
	Potentials Identification (Initial list of Quick-Wins inclusive tentative implementation plan)

	Mth 6 - 9
	Project Development (Final list of Quick-Wins, implementation plan approved)

	Mth 9 ongoing
	Start of project realization (as per implementation plan)

	recurring
	Progress reports for implementation as part of the project cockpit

	II. Greater Khujand Development (refer to deliverables chapter 3.7)

	Mth 9
	Ethnographic research

	Mth 12
	Behavior study

	Mth 9
	Stock and flows analysis

	Mth 12 - 15
	Scenario and strategic framework development /draft investment road map

	Mth 18
	Modelling, scenarios complete

	Mth 21
	Development of concepts and measures

	Mth 27
	Investment road map

	Mth 27 ongoing
	Pilot area implementation

	Mth 30 ongoing
	New general plan

	III. Data and statistics (refer to deliverables chapter 3.7)

	Mth 3
	Initial data analysis

	Mth 6 ongoing
	Start Survey

	Mth 6 ongoing
	Training plan and start training of staff

	Mth 9
	Data management (system development)

	Mth 12
	Mobility Census

	Mth 18 ongoing
	Monitoring with regular KPI reporting

	IV. Support for Transport Authority (refer to chapter 5)

	Mth 3 
	Set up of Steering Committee (Structure, Members, Chairman) 

	Mth 9 
	Legal-institutional-operational setup of new transport authority

	Mth 12
	Adoption of new structure in SC

	Mth 20
	Statutes, location, funding engaged..

	Mth 24-26 
	First year of operation (to implement the plan)

	Coordination
	

	SC meetings (should take place on a quarterly base); 1st meeting after 3 month (after inception phase)

	Workshops, wider stakeholder group

	Mth 6
	Public participation plan (how to integrate all stakeholders / how to involve the public)

	
	Minimum of 2 public participation process are to be considered


 PROFILE OF THE CONSULTANT
The skills and specific expertise required from the consultant (Consultant Team) in order to perform the tasks as specified in these ToR shall include, but are not limited to the following:

· Management of projects in developing countries including institutional strengthening of urban development institutions and elaboration of measures in the urban mobility sector

· Interdisciplinary work with experts from various fields which are related to urban development and organization with multiple stakeholders 

· Interdisciplinary team with expertise in spatial planning and urban design, urban mobility and accessibility planning, traffic and parking management, public transport regulation and operation in developing countries

· Qualifications in working on different scales of urban systems (region, city, district, concrete location) for design and implementation of integrated solutions in urban space

· Experience regarding urban development, spatial planning and urban mobility policies and regulatory frameworks from post-soviet countries (Tajikistan being be an additional advantage)

· Project financial management, accounting and controlling (for implementation of measures)

· Training and coaching of staff

· Good knowledge of Central Asia and the context of post-soviet countries. Specific experience in these countries is an advantage

· Proficiency in English (speaking and writing). Tajik or Russian language knowledge is beneficial and a strong advantage as common language expressions stimulate open discussions in planning processes and increases efficiency of capacity building events

· Visualization skills in development of appealing and easy understandable schemes and plans to facilitate interdisciplinary cooperation and communication between various stakeholders.

· Working Experience with Donor Organisations like SECO and EBRD. 

· A local presence is an additional advantage. 

The indicative inputs and required qualifications for the Consultant’s team are presented below.

All key personnel shall be fluent in English - knowledge of the local language (or Russian) will be considered an asset - and be fully computer literate. 
The Consultant’s team will comprise, but not necessarily be limited to, the following key personnel: 
	Position
	Qualification Requirements
	Indicative Minimum Input Man-Months

	Team Leader / Project Manager for Urban Development Projects
	Qualifications and skills:

· A relevant degree from a University or a similar institution in relevant discipline (a Master degree would be an advantage);

· Qualifications relevant to the project would be an advantage;

· Fluency in English, both written and spoken, Russian is beneficiary and will be positively rated. 
· Inter-cultural experience and high social competences are a must

General professional experience:

· 10 years of general professional experience in urban development projects and integrated urban mobility; 

· Appropriate project management experience and relevant work experience as project manager in similar assignment within the geographical region of the former CIS countries. (this is a must criterion);

· Previous experience with SECO / EBRD procedures would be an advantage.
Specific professional experience:

· A stakeholder engagement and public consultation is an important criteria for the Project Manager;

· Knowledge in writing Terms of References for project implementations.
	14

	Urban Planner/Urban Mobility Planner/ Urban Development Specialist/ Spatial Planner
	Qualifications and skills:

· A relevant degree from a University or a similar institution in relevant discipline (a Master degree would be an advantage);

· Fluency in English, both written and spoken, Russian language knowledge will be an advantage;
· Inter-cultural experience and high social competences are a must.

General professional experience:

· 5 years general professional experience related to mobility concepts and traffic planning. 

· It is an additional benefit, if the expert has a proven project track record within former CIS countries (but not a must).

Specific professional experience:

· Experience in traffic planning and mobility concepts;

· Capability to conduct workshops and to train local experts is a must.
	10

	Financial Expert     
	Qualifications and skills:

· A degree from a University or a similar institution in relevant discipline (a Master degree would be an advantage);

· Fluency in English, both written and spoken is required, Russian language knowledge will be an advantage;

General professional experience:

· 5 years general experience in finance and financial modelling;

Specific professional experience:

· 5 years’ with previous project experience in public financing and financial modelling preferable for municipal infrastructure projects (main support to define the investment road map)

	26

	Statistic and Data 
	Qualifications and skills:

· A degree from a University or a similar institution in relevant discipline (a Master degree would be an advantage);

· Fluency in English, both written and spoken is required, Russian language knowledge will be an advantage;

General professional experience:

· 5 years general experience in capacity building, conducting workshops and trainings to local experts;

· Relevant work experience in similar assignment within the geographical region of the former CIS countries

Specific professional experience:

· 5 years’ experience in capacity building and conducting similar project workshops and trainings. 
	26


Availability of additional experts within the urban development sector is important to assign specific task throughout the whole process. Those additional experts do not have to be mandatory employed by the main consultants firm, but the main consultant is in charge for a project based employment contract and to secure their availability. 

	Position
	Qualification Requirements
	Indicative Input Man-Months

	Social Experts 
	Qualifications and skills:

· A degree from a University or a similar institution in relevant discipline Knowledge of English, both written and spoken would be an advantage;

· Fluency in Russian or Tajik, both written and spoken is required.
General professional experience:

· Preferably 7 years professional experience related to the position

Specific professional experience:

4 years relevant work experience with implementation of similar assignments within the geographical region of the former CIS countries. Experience in Tajikistan will be an advantage.   
	During the project assignment as required.

	Socio-economist
	
	

	Environmental Experts
	
	

	Financial Specialists 


	
	

	Urban Designers/Architects 
	
	

	Urban Infrastructure Experts 
	
	

	Traffic Modelling Experts
	
	

	Civil Engineer
	
	

	Legal and Regulatory Expert (institutional/regulatory frameworks)
	
	


9. DONOR VISIBILITY
9.1
For all donor-funded Assignments and Project components
Where the assignment and/or Project components are funded through the EBRD’s technical cooperation programme, the Consultant have to ensure appropriate visibility for donors of all grant resources. Measures could include but not be limited to:

· All documents produced by the Consultant should mention donor support and bear the logo of the donor, when appropriate.

· Donor support to the Project should be acknowledged in any public communication (press releases, launch of facilities)

· Local representatives of donors should be invited to any public event organised to promote the project (press conferences, inaugurations, possibly stakeholder participation programmes).

The Consultant shall collect evidence of donor's visibility, such as media coverage, official notices and press releases, reports and publications materials, as appropriate and provide either within the Quarterly Progress Report or the Final Project Completion Report.
Appendix 1 

Extracts from CDP consultant’s TOR under Khujand Public Transport Project – Corporate Development Programme that need to be coordinated with Global Khujand III project implementers, including the UDP Consultant.

The CDP Assignment consists of three main Parts: 

Part I: Corporate Development Programme for the Company 

Part II: Stakeholder Participation and City Support Programme for the City of Khujand  

Part III: Reform of bus sector and Institutional Framework Development 

The CDP Consultant shall assist the City and Company with development of modalities for reform of the existing public transport sector. The CDP Consultant shall take particular reference to international examples of bus sector reform, notably those in a similar environment of fragmented small-scale ‘paratransit’ operators, on-board cash payments and low-level regulation. Coordination with other urban transport assignments in Greater Khujand 

In performing this Assignment, the CDP Consultant shall ensure full cooperation and coordination with other ongoing assignments, notably: 

The PIU, for preparation, procurement and implementation support for all components under the Project (buses, depot and automated fare collection (“AFC”) ticketing), which is funded by the EBRD. The PIU consultant was mobilised in 2018.  

Integrated Urban Mobility Study for urban transport and mobility integration into greater Khujand, which is funded by SECO (Switzerland). The IUMP consultant is expected to be mobilized in 2021.   

	 SCOPE OF WORK

	Part I: Corporate Development of Bus Company 

 Capacity Building Programme - Immediate Needs 

Given the very low skills base of the existing Company, the CDP Consultant’s immediate task shall be to identify, plan and implement a capacity-building program to address initial and immediate needs and ensure timely initiation of bus operations, as funded under the Project. The CDP Consultant shall provide specific recommendations and hands-on support before and during operational start-up to ensure the Company is ready and equipped for providing high quality bus services in the City. 

 In line with the capacity-building programme developed by the CDP Consultant and the operational needs of the Company, and in coordination with the PIU Consultant, the CDP Consultant shall support the Company in selected areas.

For the AFC system, the CDP Consultant will provide all necessary help and inputs for procurement and implementation of the ticketing system by the PIU Consultant, which will work in joint collaboration for this task. These will be driven by the proposed organisational structure, envisaged design of the system, planned capital expenditure, and related operational cost. 

	In parallel with the immediate capacity building programme, the CDP Consultant shall develop the following comprehensive CDP for implementation over a 5 year period. 

i) Control over assets and equipment 

ii) Development of Public Service Contract 

 iii) Organization, corporate status, management structure

iv) Management Information System  

v) Equal Opportunities Policy and Practice 

vi) Customer management services 

	Within Financial performance improvement: Ticketing – Automated Fare Collection System 

The Project includes introduction of an AFC system, initially to the Company’s new bus fleet, and then to all City operators, including private, as soon as possible, depending on progress on implementation of the Project and sector constraints and opportunities. It is also envisaged that new integrated fares will be a feature of an integrated AFC system. 

	The CDP Consultant will therefore: 

* assist in setting up the ‘first phase’ AFC system on public bus fleet only 

* define the expanded AFC system (technical/contractual requirements) 

* make recommendations for phasing of AFC expansion, based on progress on establishing new public bus operations and the AFC system, reforms of private bus routes and setting up the transport authority 

	The present task concerns the definition of the expanded AFC system and recommendations. 

 The CDP Consultant shall review the initial AFC system supplied under the bus fleet procurement and determine the functional design of an expanded AFC system, including the private bus routes (mashrutkas). The CDP Consultant shall focus on system modularity to allow phased system implementation across the private bus fleet. The intention shall be to target the final scheme, while identifying phased steps to allow institutional set-up (transport authority for Greater Khujand) with progressive implementation and negotiated roll-out strategy. The new AFC system will be an efficient, reliable, transparent and data-rich ticketing (barcode, electronic or other) system that allows full compatibility with possible future upgrade and expansion to additional bus or other public transport routes, including minibus. In particular, it shall ensure that the fare collection methods and structures allow increased fare capture off-board to improve operational efficiency and enable increased revenue control. 

	(a) Technical  

The CDP Consultant will document and present the envisaged design of the AFC system from the perspectives of user (information, choices, purchase, validation, control, etc.).  The CDP Consultant will list all advantages, value added (change of the route, possibility of value transfer to a new card if one is lost, etc.) as well as disadvantages in comparison to the existing system.

Separately the CDP Consultant will outline the planned technical description, main parameters and architecture of the system including: 

* Type and main basic architecture of selected ticketing format (barcode, e-wallet, tickets, etc.); 

* Number of different tickets to be proposed to users (personalised, discount, etc.); 

* Data exchange and communication scheme, as appropriate, including description of data exchange methods between various parts of the system; 

* Technical architecture of the system (what equipment and where); 

* Security levels of separate parts of the system (media (card), on-board equipment, card issuing and ticket selling equipment, web site, server, and systems management including access control, etc.); 

* Operational characteristics, including a closed versus open system design, ticketing system integration, and feasibility of any proposed closed design across transport modes (bus, minibus and other) and (possibly, in future) other municipal ticketing activities (parking fees, road access fees etc); * Auxiliary elements around the ticketing system, such as real-time passenger information systems both on vehicles and at stops and real-time fleet management systems using General Packet Radio Services (“GPRS”) (or equivalent) capabilities Automatic Vehicle Location (“AVL”);  and 

* Modality for performing ticketing control and enforcement 

 For every option, the CDP Consultant will make an estimate of investment costs (equipment and installation) and operational costs (including production and distribution of tickets and maintenance costs of equipment). As a benchmark, the operational costs of the current systems should also be calculated. 

	The CDP Consultant will also make a comprehensive comparison of the different options and a clear recommendation on the preferred ticketing system with a principal consideration that it should be capable of being implemented without undue institutional-regulatory, technological or interoperability issues. 

	The CDP Consultant will give particular attention to the following characteristics of the system: 

* Will it provide for rapid installation and operation, with the least requirements for legal or regulatory change? 

* Will it be easily expandable towards other bus/minibus/public transport routes and, possibly, additional revenue services at a later date, like parking, access control to public buildings, and other; 

* Will the Client be able to replace separate components of the system with ones from different suppliers and manufacturers without contacting/involving the original supplier;  

* Will it provide the Client with necessary ownership of the keys, protocols used for communications between the separate parts of the system, data bases and other critical elements to enable usage of the system without any restrictions? The CDP Consultant will base their judgement on whether the architecture will allow the type of ownership described above and, if not, a general recommendation (a requirement for the tenderers) to ensure as little dependency of the City from the original system’s supplier; 

* Will the planned architecture of the system as well as chosen technology provide sufficient security of the data, transactions and personal information in general; and 

* Will the chosen technical and functional specification allow sufficient competition in the tender?  The CDP Consultant will provide his professional judgement to his best knowledge.  

	(b) Organisational

The CDP Consultant will assess requirements for operation of the expanded system under a new Greater Khujand transport authority and a form of private-sector contracting for the ticketing system, under a supply, install and maintain contract or public-private partnership (“PPP”) for delegation of revenue collection and enforcement. 

 The CDP Consultant will propose an organisation structure for AFC operation, whether under the City or new transport authority, and provide comments and proposals for its establishment and operation (with the initial phase for the public bus company only).  The CDP Consultant will indicate its purpose and organisation structure and primary and secondary functions and responsibilities for each of its departments. Taking into account the new ticketing system’s design, size and implementation plan, as well the number of functions and responsibilities, the CDP Consultant will prepare an initial staffing plan, resource allocation and budget.  

 The AFC authority shall ensure planning and monitoring of enforcement performance. Enforcement practice and procedure shall be defined in association with relevant stakeholders, including municipal police services and transport operators. It is anticipated that the AFC authority would manage public relations, carrying out marketing campaigns and dealing with client enquiries and information through back-office units and a call centre.  

	(d) Commercial 

It is anticipated that a dedicated (fixed) amount of fare revenue will be kept by the Client to cover the associated costs of the system. The remaining amount will be transferred to the transport service providers: municipal bus leasing company and/or private operators under the provisions of new contractual framework. 

 The CDP Consultant will document the current and envisaged (advisable) tariff box and ticket types during the likely stages of the system’s commissioning and penetration. Based on previous task, the CDP Consultant will outline suitable fare structure that would be best suited for the Cities during the stage of system’s introduction, penetration and full operation. 

	(e) Phased roll-out strategy for AFC system  

 The CDP Consultant will propose a realistic plan for staged deployment of the system, in line with sector regulation and operational constraints, the age of the fleet, passenger flows and level of authority and negotiating position of the City and/or future Transport Authority. It shall include the PIU consultant and feedback from different actors and user groups and ticket types. e.g. the first target group could be students and passengers using monthly passes.

The roll-out strategy shall include associated ridership and revenue estimates and progression after system roll-out, based on historic data and forecasts, during the ticketing system implementation and post-implementation stages4.  The plan will be presented both in numbers of different groups of passengers as well as fare revenue collected thorough the existing ticketing system and the new ticketing system. 

	Operational performance improvement 

i) Operational efficiency 

* Prepare a Geographical Information System (“GIS”) that shall cover public transport systems in Greater Khujand. The CDP Consultant shall purchase a license and introduce GIS software on behalf of the Company. 

iii) Public and customer relations  

* Recommend a customer relations improvement plan, including mechanisms for dealing with complaints, and on-going information dissemination.  

(b) Financial Performance Improvement 

	It is expected the Urban Mobility Concept includes traffic modelling in Greater Khujand and should assist this task.

Work closely with the Company to provide support in implementing the measures identified to improve financial performance. Specifically, the CDP Consultant will assist the Company in ensuring that tariff increases are implemented as agreed in the tariff policy and in the Loan Agreement as well as ensuring that bill collection procedures are implemented. 

	(c) Operational Performance Improvement 

* Assist the Company in implementing the action plan to improve operational efficiency. 

 (d) Capital investment planning 

* Assist the Company in developing systematic routines for short-, medium- and long-term planning of prioritised capital investments for improvements of the services and the environmental performance. A first version of such a rolling investment program should be prepared and presented.  

 (e) Environmental management 

* Assist the Company in implementing the Environmental and Social Action Plan. 

(f) Public and customer relations  

* Assist the Company in implementing the customer relations’ programme. 

	Development of Social Support Programme 

- Review of the affordability constraints in the City 

 The CDP Consultant shall review the affordability analysis prepared by the Feasibility Study consultant by testing different scenarios for affordability verification. 

- Social support programme for low-income customers 

- Identification of information needs 

-  Information campaign  

	Part III Support for bus sector reform 

 Reform of bus sector and Institutional Framework Development  

Public Transport Route Structuring and Network Plan 

Currently, the route system in Khujand is covered by a mixture of public and private operators, with substantial overlap of services.  Based on the results of Project Due Diligence and demand projections by route and street network for public transport, the CDP Consultant should develop a clearly defined public transport route network that is based on cost and operational analyses. The aim of this component is to provide assistance in developing a public transport service concept, from market and financial perspectives, clearly indicating the optimal route structure for the various modes of public transport services (whether by standard buses, midi-buses, or micro/minibuses) that would be best offered to the users based on projected passenger demand levels. Furthermore, the CDP Consultant will need to determine the optimal distribution of services on the basis of preidentified criteria, to be agreed in advance in close consultation with the City (capacity, costs, efficiency, environment, quality, safety etc.). More specifically, the CDP Consultant shall define a clear role, with an appropriate justification, for each of the transport modes and for the public and private sectors, and define service delivery quality standards for each transport mode and/or service (e.g. walking distance to stops, speed, frequency, minimum stop distance, rolling stock etc.).  Given the necessity to design a more integrated public transport network for Khujand, based on the principle of the defined concept, a new network plan should be established resulting in an accurate match between transport supply and demand at lowest possible costs. 

	Modalities for Reform of Operators – Compensation-Association Scheme 

It is intended that reform of bus services shall be achieved through principles of: 

* Fair compensation (based on best practice accounting principles); 

* Operator association (participation in public transport operations); 

* Alternative options (licence transfer; business reconversion); and 

* Support measures (corporate, operational training; business opportunities). 

	The CDP Consultant shall take particular reference to international examples of public transport sector reform, notably those in similar environment of fragmented small-scale ‘paratransit’ operators, on-board cash payments and low-level regulation. 

Through a thorough dialogue process with bus/minibus operators and other stakeholders and in view of the objectives of the City, the CDP Consultant shall develop a rationale for regulatory changes and proposed structure of route tenders. The consultation shall include the proposed routes, fare structure and revenue collection methods. The consultation process should ensure sufficient transparency and disclosure of the main issues considered by the City, the feedback of the stakeholders and the responses to this feedback. Furthermore, the process should be duly publicised on the website of the City administration and in other relevant local media. 

	In this respect, it is fully recognised that much depends on the successful implementation of the first phase reforms implemented under this Project (such as PSC; AFC; Business Plan and etc.) to enable further expansion of fleet investments and bus services in the surrounding cities: the reforms need to demonstrate both to the operator community within the City (or a sufficient majority of them) of the financial and operational benefits of reform and also to the public bodies of the value of public investments in improving bus services, through both investments and compensation schemes. 

The CDP Consultant shall consider progressively and actively supporting existing actors in the reformed bus operating structure while also offering improved possibilities for development in or outside the sector, to fully benefit from the public sector investments in fleet and infrastructure. Particular attention shall be made to social impacts and opportunities for staff of existing operators, including owners, drivers, conductors and support staff. While recognising that bus sector reform shall be strongly influenced by political and social factors, the CDP Consultant will inform the City on suitable mechanisms to allow their adoption of this reform within the specific local context and regulatory environment and enable effective consultations and ultimately negotiations with affected parties. The reform strategy shall aim to ensure a positive relationship between the City and operators and build a long-term commitment to reform with the public authority as a driving force. 

	To support this agenda, the CDP Consultant shall determine the complete technical, financial, operational, contractual and legal modalities of the compensation-association scheme, including the following: 

(b) Operator associations 

 Future operation of public transport services shall require effective coordination and integration with existing bus services, notably as feeder routes, and to ensure efficient operation and capturing of anticipated ridership levels. 

(c) Alternative options 

The CDP Consultant shall explore other options, such as transfer of existing licence(s) to alternative routes and opportunities for new business opportunities, outside of the urban transport sector. These options shall be assessed in close collaboration with the City, incorporate initiatives of actors such as chambers of commerce and/or business associations at City level and based on consultations with operators and their representative bodies. 

 (d) Support measures  

These should be anticipated to support the transition process for operators, either within the sector or transferring to other business opportunities. The CDP Consultant shall develop a support programme based on company management practice and small business development to inform and train existing operators of the new opportunities. The programme should include measures for staff reconversion, supported by the City and/or MoT-LTRC. 

(e) Reform process 

 The CDP Consultant shall determine a suitable method and process for reform of existing operators to allow specific and detailed negotiation with the City to implement the reform programme. This should aim to establish the above-mentioned formula with sound rules and principles to enable the process to be applied for all surrounding cities and expanded elsewhere whilst allowing consideration of specific requirements and context of each licence holder. The CDP Consultant should indicate his proposed strategy for communication and negotiation, in particular considering whether all options should be offered to licence-holders or selected options only, based on certain criteria. The CDP Consultant shall also detail what strategy to adopt for routes which are only partially affected (eg shortening of routes) or indeed those which may benefit from the new services (eg increased ridership on feeder routes). 

	The CDP Consultant shall develop a roadmap and action plan for implementation of the compensation-association scheme in conjunction with preparation and implementation of the new bus services. 

The proposed (draft) scheme shall be presented and discussed in a specific workshop to be organised by the CDP Consultant with the City’s support. It is expected that the workshop will lead to final recommendations being made.

	Competitive Route Tendering for Private Bus Services  

Due to the prevalence of the mini-bus phenomenon in Khujand, this technical assistance will, among other activities, design an institutional and regulatory framework for the introduction of competitive route tendering for bus services.  The new framework and tenders will have the following multi-faceted objectives:  

(a) phased replacement of the competition ‘on the routes’ (i.e., in the market) with competition ‘for the routes’ (i.e., for the market);  

(b) a gradual transformation of the sector toward public transport fleets with an appropriate passenger capacity linked to passenger demand along specific routes;  

(c) improved emission standards for the new fleet, which are appropriate and realistic for Khujand and Tajikistan; 

(d) service quality as stipulated in the PSC to be signed with the winning bus companies under tender; and  

(e) elimination of inefficient operational overlap between different operators, both public and privately owned. Currently, the City grants basic operating licenses to minibus operators, with some basic operational and fleet requirements attached to these licences. However, the City transport department needs to establish an on-going route-tendering regime that will encourage fair and effective competition (i.e., competition “for the market”) to generate acceptable health, safety and environmental standards, and better operational efficiency on the part of the private services to be provided in future by varying vehicle capacities to match demand needs along each route. 

	In this regard, and based on the results of the route structuring exercise, the CDP Consultant shall: 

* Structure the standard conditions for route tendering, multi-year PSC contract duration, and size of the contract, minimum service standards, safety requirements, sanctions and penalties to be contained within the new contracts. 

* Ensure that health, safety and environmental standards are met and in compliance with Tajik and EU legislation or better. 

* Prepare a set of guidelines for the tendering procedure and a full set of tender documents for competitive route tendering. 

* Advise the City on the most efficient timetable for the tendering process, any phasing of the processes, as well as on the optimal staffing for tender management and contract/license monitoring. 

* Prepare regulatory capacity and monitoring training modules for the City Regulator once the new private bus services are in place.   

	The CDP Consultant will assist the City to carry out a pilot-tender.  

Regulatory Monitoring under the Public Service Contract regime 

In parallel TC assistance (Integrated Urban Mobility Study), the Bank is supporting the development of PSCs with all operators, both public and private, in the City.  The PSCs to be instituted in Khujand will incorporate the basic principles that ensure that the City receives a high quality, efficient service provision by operators who have the proper performance-based incentives and operational controls in place to deliver the public transport services.  

	The CDP Consultant will work with the City to develop the capacity and technical know-how to be able to monitor effectively the new PSCs to be signed.  This monitoring ability should include, inter alia:  

i)
Developing the design of a public transport regulatory unit to specialize in the monitoring role of the PSCs and the new competitively tendered bus contracts that will also be based on the PSC approach; 

ii)
Developing a concrete set of staff assignment, roles, and tasks for each person assigned to the new unit; 

iii)
Adhering to the operational coverage requirements of the City’s public transport operators, and the geographical area concerned; 

iv)
Assessing the quality performance of all operators under the parameters (by formulae) set out in the PSCs on the basis of which any compensation payments from the City to its operators is to be calculated, in a way that avoids over-compensation for the municipally– owned company;  

v)
Benchmarking certain industry costs for the provision of public transport services; 

vi)
Correctly calculating any public payments to be made for the provision of transport along social routes (i.e., low-volume) and transport of any social categories of persons, under any gross cost contracting based on Total Cost per Kilometre Operated within the PSC;

vii)
Making suitable arrangements for ticketing and revenue collection; 

viii)
Maintaining proper records and contracts signed with regard to all PSC awards, describing the basics of the contract signed (name, ownership, duration, description of service to be rendered and types of compensation to be paid, and service quality and quantity targets); 

ix)
Ensuring the adherence of the operators to their obligations with regard to: vehicle type; safety goals; service quality indicators; tariff plan; ticket sales, information and marketing to customers;

x)
Ensuring the City adheres to its obligations with regard to: payments for services rendered, on a per kilometre basis; oversight and control of legal and contractual obligations; City provision and maintenance of transport infrastructure and traffic control measures; passenger complaints through surveys; 

xi)
Ensuring the City complies with all Technical Appendices of the PSCs, including: service and operations plan; vehicle requirements; quality indicators; customer satisfaction index, based on surveys; tariff, as agreed by the City; method of applying incentives and penalties; and price indexation. 

 Once the PSC is determined with the City, the CDP Consultant should assist the City in carrying out the first round of PSC signing with the Company and at least one private operator which has won the competitive tendering process.


The Consultant will assist the PIU in the following tasks related to project implementation:

1. Assistance in Site Supervision, Monitoring and Reporting 

· provide expert advice on all aspects of the works undertaken, especially regarding project management, measurement, contracts monitoring and quality control;

· ensure that all data required for Monitoring and Evaluation of project progress against agreed benchmarks are available;
· ensure the proper programming, recording, measurement and accounting of the works;

· carry out monitoring of the Project progress and promptly report to the EBRD and EU details of any aspect that may jeopardize the progress of the works, as well as any implications such aspects may have on the original time of completion or cost of the works, and the measures being (or to be) adopted to overcome such factors;

· report on the progress of compliance of BT with all covenants/conditionalities specified in the legal documents of the EBRD and the European Commission (Investment Facility for Central Asia) and assist PIU to implement these requirements;  
· ensure compliance of BT with all covenants/conditionalities specified in the legal documents of the EBRD, the European Investment Bank and the European Commission (Investment Facility for Central Asia);

· Revision of PIP to identify the tasks to fulfil these covenants/conditionalities mentioned above;

· make recommendation to BT on the approval of the contractor’s work programmes;

· assist to issue Interim Certificates for interim payments to the PIU for approval and certifying quality, etc. and completion of all, or parts of, the works;

· assist in determining the value and time impact of Variation Orders, Change Orders and Amendments to Contract and obtaining Lenders’ no objection;

· ensure that safety requirements (including on-site movements) are met and that the minimum disruption to operations is caused by the contract works;

· advise to the PIU on all matters related to the execution of the contract(s), including settlement of the Contractor’s claims;

· Assist in updating the PIP, as required;

· Assist the PIU in the preparation of regulator reporting (monthly reporting);

· The Consultant shall support the Company in arranging the preparation of Project Accounts at the time and in the form required in the Loan / Grant Agreements, and arrange for audit and action any matters arising from audit in accordance with the Finance Documents.

2. Commissioning and Testing / Acceptance/ Payment

· Monitor important commissioning and testing procedures;

· Participate and assist to Site Acceptance Test (SAT) tests if required; participate in the interim and final acceptance of works;

· Review contractors test reports;

· Assist in preparing acceptance certificates and other contractual documents;

· Agree the final payment on completion of contracts.
� City of Khujand including Sayhun new town, cities of Gafurov, Buston (formerly Chkalovsk) and Kairakum


� Considering the aspect, that land in Tajikistan cannot be owned, a process has to be defined how the land could be given a value!
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