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OFFICE MEMORANDUM

[bookmark: Date]	DATE:	April 26, 2020

	TO:	Sebastian-A Molineus, Country Director (ECCSC)

    THROUGH: 	Tania Dmytraczenko, Practice Manager (HECHN)
		Cem Mete, Practice Manager (HECSP)

	FROM:	Volkan Cetinkaya, Task Team Leader (HECHN)
		Maddalena Honorati, Task Team Leader (HECSP)


	SUBJECT:	Georgia Emergency COVID-19 Response Project (P173911) 
Appraisal Completion Note

1. [bookmark: Begin]In accordance with the Regional Operations Committee (ROC) meeting held on April 23, 2020, an appraisal of the above project was carried out on April 24, 2020, to complete information and validate findings of the virtual preparation of the project. The appraisal team was led by Volkan Cetinkaya (TTL) and Maddalena Honorati (co-TTL) and included Adrien Arnoux Dozol (Senior Health Specialist, HECHN), Ha Thi Hong Nguyen (Senior Economist, HECHN), Iryna Postolovska (Economist (Health), HECHN), Roberto Sormani (Young Professional, HECSP); Alicia Marguerie (Young Professional, HECSP); Luis Schwarz (Senior Finance Officer, WFACS), Darejan Kapanadze (Senior Environmental Specialist, SCAEN), Sophia Georgieva (Senior Social Development Specialist, safeguard policies, SCASO), Nino Ramishvili (Procurement Specialist, EECRU), Tanvir Hossain (Sr. Procurement Specialist, EECRU), Jelena Lukic (Sr. Social Development Specialist, SCASO), Nino Moroshkina (Consultant, HECHN), Parviz Ahmadov (Consultant, HECHN), Prachi Shrikant Tadsare (Legal Consultant, LEGOP), Tamar Tsenteradze (Consultant, EECRU), Johanne Angers (Consultant, HECHN), Gabriel Francis (Program Assistant, HECSP), and Lela Ghongadze (Program Assistant, ECCGE).
2. This note: (a) summarizes the changes agreed with the Government of Georgia during the Appraisal; (b) confirms compliance with the recommendations specified at the ROC and reflected in the revised Project Appraisal Document (PAD); and (c) updates the status of the project processing timeline.

Summary of the Actions Taken During Appraisal

3. The project was successfully appraised, and all comments received have been addressed. These conclusions and agreements are reflected in the revised post-appraisal PAD. Below is a summary of the main conclusions of the appraisal.
4. Project Development Objectives (PDO) and Results Framework. The project development objective is to prevent, detect, and respond to the threat posed by the COVID-19 pandemic and strengthen national systems for public health preparedness in Georgia. This was endorsed by the ROC and confirmed with the Borrower during the virtual appraisal. The Borrower confirmed all proposed project indicators in the Results Framework (RF). The targets of component 2 indicators have been changeds to reflect the increased fund allocation.
5. Project Design. The proposed project is organized around three components: (i) Emergency COVID-19 Response; (ii) Enabling health measures to contain the COVID-19 outbreak through temporary income support for poor households and vulnerable individuals; and (iii) Project management and monitoring. It was agreed to structure the activities under Component 2 in two subcomponents to enhance flexibility:  Sub-component 2.1 “Cash transfers to poor and vulnerable households “ and Sub-component 2.2 “Temporary unemployment assistance for individuals who lose their job because of the COVID-19 outbreak”. The fund allocation across sub-components was changed to best reflect government’s priorities and the immediate disbursement needs.
6. Project financing. The proposed project would be implemented over two years and, as confirmed by the Borrower, for a total amount of US$ 180 million which includes Euro 73.1 million (US$ 80 million equivalent of IBRD financing) and Euro 91.3 million  (US$ 100 million equivalent) of co-financing from the Asian Infrastructure and Investment Bank (AIIB). It was agreed that from IBRD US$ 31.85 million would be allocated to Component 1, US$ 47.81 million to Component 2, and US$ 133,000 to Component 3. The Borrower has raised the need for flexibility in the use of funds across the foreseen activities in order to made them responsive to fast-changing needs, in particular with regards to activities related to the temporary cash transfers to vulnerable households and individuals. 
7. [bookmark: _Toc392590965]Retroactive Financing.  The Borrower has requested retroactive financing of up to 40 percent of the loan amount. The specific items/contracts to be financed will be finalized during Negotiations. Based on the outcome of the Negotiations, the team will incorporate the necessary changes to the legal agreements and the PAD. The Borrower was informed that suppliers, consultants, and contractors are required to sign a Letter of Acceptance of the World Bank’s Anticorruption Guidelines and Sanctions Framework in order for these contracts to be eligible for financing.
8. Institutional and Implementation Arrangements.  The Project will be implemented over two years, using the existing institutions and capacities of the government, which are adequate to assure the smooth technical implementation and oversight of the Project. A Project Implementation Unit (PIU) will be established no later than 30 days of Project effectiveness and will comprise of existing staff from Ministry of Internally Displaced Persons from the Occupied Territories, Labor, Health and Social Affairs of Georgia (MoILHSA), Social Services Agency (SSA), State Employment Support Agency (SESA), Ministry of Finance  (MoF), State Procurement Agency, Treasury, and the National Center for Disease Control (NCDC) and consultants hired under the Project. The PIU will be led and coordinated by the MoILHSA. The implementation arrangements for Component 1 will involve the MoILHSA within its healthcare function, together with SSA and in coordination with the NCDC and the State Procurement Agency. The MoILHSA will conduct centralized procurement of lab equipment, test kits, equipment, and supplies for the hospitals. As a purchasing agency, the SSA will reimburse the providers for COVID-19 related services. Activities conducted by the MoILHSA will be coordinated when relevant to the NCDC, which is at the forefront of the epidemic response. Component 2 will be implemented by the MoILHSA within its social protection function and through two agencies, SSA and SESA, together with the Revenue Service of the MoF. Specifically, the SSA will be in charge of determining and verifying the eligibility for the Targeted Social Assistance TSA and temporary cash transfer for vulnerable households as well as making payments to beneficiaries of subcomponent 2.1. The SESA will be responsable for determining and verifying the eligibility to the temporary unemployment benefits for formal workers and cash transfer for informal workers  together with the Revenue Service as well as making payments to beneficiaries of subcomponent 2.2. 
9. [bookmark: _GoBack]Personal data protection. The concern of protecting personal data was raised and discussed as large volumes of personal data will be processed through the Revenue Service, SSA and SESA in order to determine eligibility and provide payment for the temporary cash transfers and unemployment benefits under component 2. The Bank is reviewing Georgia’s personal data protection law as well as other documents related to the information security management systems adopted by Georgian agencies based on which, changes may need to be reflected in the Loan Agreement  to ensure compliance with international standards and best practice on data protection. 
10. Fiduciary Arrangements. The PIU will be responsible for financial management and disbursement aspects of the Project, including planning, budgeting, accounting, financial reporting, funds flow, internal controls, and auditing. The proposed arrangements are those that are best aligned to the country’s existing structure for quicker disbursements and delivery of results. This Project will be jointly implemented by several ministries and Government agencies. The PIU will be established under the MoILHSA no later than 30 days after the Project's effectiveness.
11. Environmental and Social Management Framefork (ESMF)  Compliance. MoILHSA has disclosed in-country the drafts of the Environmental and Social Commitment Plan  (ESCP) and the Stakeholder Engagement Plan (SEP) on April 24, 2020. The final drafts of the ESMF and SEP will be disclosed publicly by MoILHSA within 30 days after effectiveness and through the Bank’s Imagebank system. The final ESCP will be disclosed after negotiations.
12. Monitoring and Evaluation Arrangements. The PIU will: (a) monitor project implementation; (b) collect data and information related to the PDO and intermediate indicators; and (c) prepare progress reports by coordinating with related departments at the MoILHSA, MoF, and other implementing agencies.  Progress reports will cover compliance with the planned project activities, the updated Procurement Plan, the achievement of indicators as defined in the Results Framework, and the ESMF. The PIU will submit these reports to the World Bank on a quarterly basis. The roles and responsibilities, as well as the methodology, will be described in the Project Operations Manual (POM) to be adopted within a month after project effectiveness.
13. Overall project risk rating is Substantial. Risks in four of the nine categories are rated Substantial. The political and governance, sector strategies and policies, technical design, and stakeholder risks are all rated Moderate. While a considerable degree of risk is inherent in a project of this urgency, important mitigation measures have been integrated into the Project design.
14. The expected timeline for approval of the project is:
April 28, 2020: Negotiations:
April 30, 2020: day of RVP approval
15. If you agree with the proposed revisions to the PAD, the team requests your authorization to proceed with the Negotiations stage for a total amount of Euro 73.1 million (US$ 80 million equivalent).
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