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Project Synopsis

Project title Establishing a Ferry Cargo Movement Computer System and Installation of 
the necessary Computers and Communication equipment for the ports of 
llliychovsk (Ukraine) and Poti (Georgia)

TNREG 97-52Project number

Countries Georgia
Ukraine

6 January 1998 (effective date of the contract)Project starting date

Project Duration 10 Months

Project Objective

To establish a computer system in the ports of Poti and llliychovsk which is easy to use and can be 
maintained by the local staff;

And

To establish an independent Ferry Terminal Operating Unit in the port of llliychovsk.

In more detail the objectives are stated as follows:

□ Software
Develop easy to use software for the ferry terminal operations.

□ Network
Build a network up to the most modern standards.

*..i

□ Radio communication
For the operations of the ferry terminal, Radio Frequency Data Communication has to be 
used, for better, quicker and more accurate handling of the goods.

Ü
□ Communication with different parties

Not only exchange of goods takes place but also exchange of the data with e g. railroads, 
other ports, agents, shipping company’s, etc.
The system should provide good possibilities for this communication in the near future. 
Special emphasis has to be put on the security of this communication.

u
□ Management Information System

The system should be able to provide the management of the ferry terminal with all 
necessary management information about the performance.

□ EDP/Training
End-users and the EDP staff must be trained to work with the system. The EDP staff must 
be able to maintain the system.

□ The establishing of an independent ferry terminal unit which is capable of managing itself 
and compete on an open market.

4 13 MARCH, 1998IN-FD REPORT



Project partsV

LJ
The following diagram gives an idea about the different projects part and their relation.

П

Project 97-52и
Establishing a ferry cargo movement computer system

ComputerizationTechnical
Assistance

(llliychovsk)
Hardware Software

Network / cabling

RFDC PC’s and serverLJ

(sender/receivers & 
mobile terminals)

The project objectives already indicate that the project consists of 2 different parts, the technical 
assistance and the computer system.

I The latter one can be split into a part for the hardware and a part for the software. The hardware 
consists of server/PC’s, the RDFDC equipment and the network.

Inception phase

This report is based on meetings that were held in December, January and February.

In December Kick-off meetings were held in Poti and in Odessa. The ferry terminal in llliychovsk 
was visited and separate meetings with the Port of llliychovsk and UKRFerry were held.

The meetings in January in Poti and in February in llliychovsk, Odessa and Kiev where meant to 
introduce the beneficiaries and all relevant parties in more detail into this project and to gather 
information for the functional design of the software.u

LJ

J

I

V
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Project DetailsI

Introduction

This chapter will cover the project findings for the hardware (Network, RFDC and cabling), the 
software, the training and the technical assistance. Special emphasis will be put on the parts that 
have interaction with other projects or need direct cooperation from the beneficiaries.

i

0 Hardware

The hardware consists of 3 parts, the network, the radio data equipment and the PC’s/server.
О

Poti

Poti - PC network

t r In Poti the PC’s/server have to be installed in different buildings. Consequently, the cabling has to be 
installed in different buildings and these buildings are to be interconnected.

Inside the buildings UTP cables will be used and the interconnection of the buildings will be done by 
means of Fiber Optic cables. The civil works for the installation of the fiber optic cable and 
installation of the fiber optic and UTP cables has to be done by the port. Computer Solutions is 
responsible for supervising the cabling inside and outside the buildings. Computer Solutions will 
connect the cables to the Hub’s and test the cabling.

It is not clear on this moment whether the proposed fiber optic cable of 750 meters is sufficient. The 
reconstruction of the ferry terminal has first to be designed.

Poti - RFDC
ПI After construction of the ferry terminal, a site survey will be made to investigate the best place for 

and the number of radio antennas. The antennas will be connected to the PC network and the 
RFDC equipment will be tested.

LJ

!
Further on, as mobile data communication should be possible inside the ferries, we use narrow 
band, instead of wide band technology. Wide band technology does not allow mobile data 
transmission from inside the ferry to the receiver on the quay.

■
LJ

The site survey and the installation of the RFDC equipment can only be done after the 
reconstruction works of the ferry terminal are finished.

LJ PC’s and server Poti

T After the installation of the hub’s and physical connection of the cabling, the PC’s and the server are 
installed. The network is tested and instructions about the network setup are given to the EDP 
department.

Integration testingc.

After installation of all hardware components, an integration test will be done to check whether all 
installed components are working properly and correctly as a consistent system.
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EDP department Poti

Besides the mentioned network installation, a separate network for the EDP department will be 
setup. This will be done as part of the training for the software engineers of the port of Poti, who 
have to install this network under the supervision of Computer Solutions.

u
llliychovsk

i Illiychovsk-PC-network

The PC network has to be installed in the administrative building of the ferry terminal. This building 
has still to be constructed (the kick-off meeting of this reconstruction project is planned in 
March/May). The tender documents - for construction of this building - state that the constructor 
must make cabling possible in the building. Consequently, the installation of the cabling will start 
after the construction of the building. We propose to install the cabling for the network In 
cooperation with the contractor of this tender.

Lv

I

< In the reconstruction tender it is also foreseen to replace the entrance of the ferry terminal. It is 
logical to extend the network to the entrance. This has not been foreseen in this project.

llliychovsk - RFDC

A site survey has to be made to investigate the best place for and the number of radio antennas. 
This can only be done after the construction of the buildings.

llliychovsk - PC’s and server

The PC’s and server have to be placed in the new building. After installing the PC’s and the server 
an integration test is done.

llliychovsk - EDP

If the ferry terminal becomes really independent, they will need inevitably also one or 2 persons for 
the maintenance of the network and the software. Consequently, this independent ferry terminal unit 
should dispose of an EDP department, which is not foreseen in the tender documents. Since there 
are several ways to deal with this, we propose to make it part of the technical assistance to find a 
solutions for this.

Г*';

I

ГЗ
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Software

The different steps in the development of the software are as follows:
П

1) Functional Design

2) Technical Design

3) Development

4) Installation

5) SAT (Site Acceptance Test)

6) Training

7) Maintenance

1

! ]

The functional design is planned to be ready at the beginning of April.
'

The functional design was planned to be ready earlier but due to the following difficulties it is 
postponed:

<_)

- It is not possible to use the database from UKRFerry as a blueprint. The design of this software 
is not dedicated to the operations of a ferry terminal but to the operations of a ships owner.

LJ

Political problems (See also fact Finding)
It-J

Difficulties in gathering information
Г t

Lack of knowledge about the way the ferry terminals are going to operate in the futureо

Lack of experience with RoRo ferry terminals in general (Poti)

U The development of the software will start at the beginning of April. This means that an extra risk is 
taken by starting the development without the formal approval of the functional design because of 
time pressure.

By starting with the development of the core of the system the risk is reduced significantly.

Training Software engineers

The software development is a joint effort with people from both ports. The objective of this is to 
make both ferry terminals independent from the supplier and makes it easier to maintain the system 
in the future. It is foreseen that 3 people from Poti (2 software engineers and an intended EDP 
manager) and 2 people from llliychovsk come to Holland to be trained and join the development 
team.

' J

W.J

PotiГЧ

I The expertise level of the people in Poti is such that it is impossible to train three people and let them 
participate in the total development process of the software. This makes that, although stated 
otherwise in our contract, it is better to train them to do the maintenance of the hardware and the 
network and to assure the first line support of the software.

A choice was made to pick three people that have a good education (not in computers) and speak 
well enough English to take the full advantage of the training.u
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Illiychovsk

The political problems in Illiychovsk and Odessa made it impossible to choose software engineers to 
be trained. Since there is no independent Ferry Terminal Unit, the choice for software engineers 
could only be made with the help of either the Port of Illiychovsk or UKRFerry. Both would use the 
experienced software engineers in their day to day operations and not for the ferry terminal.

Once the political problems have been cleared out, it should be no problem to choose two good 
people for the training and joint development. These people can start working at the ferry terminal 
after their training.

!
Technical Assistance Illiychovsk

The technical assistance has not yet been started because of the difficult political local situation in 
Ukraine. Besides the political problems it was better to wait until there was more certainty about the 
tender for reconstruction of the ferry terminal in Illiychovsk.

During the inception period it has become clear that - due to the difficult political situation in the 
country - it is most beneficial for the project to have only one expert on location for the entire period. 
Therefore we have proposed an expert with knowledge of the country and proven cultural skills.

AJ

■

ПV-J

Ü

!

u

i

3
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Project risks

■ - During our visits to the Ukraine and Georgia it has become obvious that most problems are to be 
expected in the project surroundings.

In the port of Poti the expectations of the project are very high. The port management does not 
know what they should expect of the project. The organizational structure of the ferry terminal is not 
clear. The manager of the EDP department expects that the system can be used trough the whole 
port.

<_

J

The situation in the Ukraine is quite different. During our visit it became clear that the project 
beneficiaries do not know much about the project. Until then they had only seen the Terms of 
Reference. The situation is even more complicated because the different parties in the Ukraine have 
a dispute over the Ferry Terminal Unit. During our kickoff meeting the different parties were having a 
rather hard discussion about who should be in control of the Ferry Terminal Unit.

nи
n

The time schedule is a risk that has to be taken into account. According to our planning the network 
installation has to start in May/June. It is expected that the construction work will not be finished in 
June. The reconstruction works in llliychovsk are a possible threat for the time schedule of the 
technical assistance.

Other smaller but important project risks are the following.

1) The computerization will change the operations of the ferry terminal, this can only be done if 
the management is strong enough.

2) In the port of Poti there is little experience with the operations of a ferry terminal
3) Both ports are suffering from the fall of the Soviet Union.
4) The ports are not used to work according to western standards.
5) The USAID project in Poti is a risk, only because of the uncertainty it creates in the port.
6) The PC’s and servers can be used in other parts of the port instead of for the ferry terminal 

- and the beneficiaries could be tempted to do so.

C]
JJ,

1 Etc.

'.J
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Fact Finding

Introduction

In this chapter an overview of the situation in both ports will be given. The remarks made in this 
chapter must be looked at in regard to this project. The chapter is not meant to give an overview of 
situation in the ports in general.

Poti - Different projects1

There are different projects going on in the port of Poti.

□ A group of consultants of HPTI-Dornier-RMG is making a master plan for the ports 
infrastructure and marketing. A detailed traffic forecast is also included in this project.

□ GTZ is doing a project on the organization structure of the harbor and giving management
training courses.

□ USAID (United States Agency of International Development) has done a study on
privatization of the port. In January they were in Poti to give a presentation of their plans.

□ Design and construction of a rail ferry facility in the port of Poti (Tender 97-53). 
The kick of meeting for this project was held in February.

□ Ferry Terminal Operation Software. This project.

Poti - Organization of the Port

The organization of the Port of Poti is still under construction and not yet active. The training for the 
middle and higher management is going on at this moment.

The organization for the ferry terminal is not yet outlined. There is no organizational structure for the 
ferry terminal operation. The tender for this project has the clear statement that the ferry terminal unit 
should be independent. In the new organization diagram the ferry terminal is only one of the 
terminals that is operating in the port and it does not indicate an independent ferry terminal unit.( ;

On this moment there are two main projects in Poti, the first one is to make a master plan for the 
port that is done by the consortium of HPTI-Dornier-RMG. The second one is done by HPC but sub
contracted to GTZ. This one has to restructure to port organization. The latter one has done a study 
on the organization of the port. In this study it is proposed and stated very clearly that the ferry 
terminal unit is a part of the port operations as it is for the other terminals.

П

This means that the different parts of the software are not applicable to the Poti situation. The 
forecasting module and the quotation module etc. are not very useful in this organizational structure. 
The software that has to deal with the overall port operations is only under investigation right now 
and will not be in effect this year.

и ■

The master plan for the port in Poti is ready in June and nobody knows how long it will take to bring 
it in effect.

The above mentioned means that the software for the port of Poti should focus on the operations of 
the ferry terminal and the communication between llliychovsk ferry terminal and Poti ferry terminal.

11IN-FD REPORT 13 MARCH, 1998



Ukraine - llliychovskf

General

The situation for the project in llliychovsk is very complex. Different parties have different interest, 
the final goal of the project is in nobodies interest. There is a lack of information or the given 
information is not well understood.

u
оI

The different involved parties are

■ □ UKRFerry
Second beneficiaries of the project and the operator (ship owner) of the ferry boats between 
Poti and llliychovsk.

,u
□ Port of llliychovsk

Port authority and owner of the ferry terminal.

П □ Maritime Department - Odessa
Governmental organization, both UKRFerry and the Port of llliychovsk are under their 
jurisdiction.

□ Ministry of Transport in Kiev
Highest authority; each involved party is state owned, meaning that the ministry in Kiev 
finally takes all decisions; first beneficiary.

□ TACIS Coordinating Unit
National Coordinating Unit for all TACIS projects.

о

Ministry Kiev

The ministry in Kiev has a strong interest in the project. Their solution to cope with the different 
parties is to divide the different projects between the different parties. UKRFerry is considered to be 
the main beneficiary of the 97-52 tender (this project) and the Port of llliychovsk is considered to be 
the main beneficiary of the reconstruction tender.

1 J

UKRFerry

UKRFerry is on the one hand side fighting the project and on the other hand making sure they get 
their piece of the cake. It is not clear what their real objectives are.

Before this project started they were already fighting for the Ferry Terminal. They made an offer to 
buy or rent the whole ferry terminal and manage the operations of the terminal themselves.

LJ

Port of llliychovsk

The Port of llliychovsk is a strong organization that has not changed really in recent years. Their 
organizational structure is hierarchical. The Port of llliychovsk is a very strong force in the Odessa 
region. They express no will to change their structure to more open structures. The ferry terminal is 
their property and they will also get the so-called “Blasco" area and use it for the container 
operations in the ferry terminal.

Maritime Department Odessa

The maritime department is afraid to lose power in the region if things are changing. They think the 
way that the Port of llliychovsk is operating is the way to go. This means that in this case they 
support the Port of llliychovsk.

12IN-FD REPORT 13 MARCH. 1998



:i__J

u
TACIS Coordinating Unit

The TACIS coordinating unit has given its full support to this project. Their support sofar has been a 
tremendous help. The project would be in serious problems without this help and support. Both 
parties (UKRFerry and the Port of llliychovsk) are pressing them to choose a side in the conflict but 
they managed to keep indepedent.

Organization
I__)

The Ferry Terminal in the Port of llliychovsk is already operating as a unit. The Unit has a manager 
that controls the total operations of the terminal. The marketing, the bookkeeping and 
computerization is part of the total port operations.

О

The terminal plans the ongoing operations. In recent years there has been a significant change in 
the operations. The cargo handled to both Varna and Turkey has decreased. The ferry to Poti has 
an irregular time schedule and is not used to its full extend yet.

General remarks

The situation in the Ukraine and Georgia differs very much. In Georgia there is a lack of formal 
structures. The civil war has destroyed a lot of the formal structures and there is not a stable 
structure yet that has replaced the old one. The situation in the Ukraine is in a certain sense the 
opposite of Georgia, the old structures are still intact but there are also new structures.

The overall political situation in the two countries reflects in the situation of the ports.LJ

- The Port of Poti is still recovering from the dramatic fall back in cargo turnover and as such the 
organizational structures are not clear. The ferry terminal is not really operating as a ferry 
terminal unit, meaning that there is not a clear picture of the way this terminal should operate in 
the near future. The design of the software is made before there is a good organizational 
structure for the ferry terminal. This means the software for the ferry terminal is the leading factor 
in this process. Of course there is a risk that in the end the software will not fit in the daily 
operations of the ferry terminal.

О
iI

(“1

Things are changing quickly in Poti because of the strong willing of the people.

In the ferry terminal in llliychovsk the situation is better because this terminal is already 
operational. The ferry terminal has experience in handling the ferries to Turkey and Varna.
During our visit however it was impossible to speak about the ferry terminal as an independent 
unit. If the ferry terminal is going to be independent, the way of operating of the ferry terminal can 
change drastically. This is also a risk that has to be taken into account.I

I
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Software Design

Introduction

The functional design of the software is the first step on the critical path of this project. This means 
that any delay in the functional design can hold up the project.

The functional design suffers from two drawbacks on this very moment. The first one is already 
mentioned, the gathering of information is rather difficult because of the political situation in the 
Ukraine and the lack of structure in the port of Poti. On the other side the ToR is requiring a mixture 
of different software modules that do not all belong to a ferry terminal.

Information

The first step in the project is the gathering of information on the operations of the ferry terminals in 
both Poti and llliychovsk. It will come as no surprise that this is very difficult. For one part this is 
because people are not used to share information, to the other part no one in llliychovsk knew and 
even by this time doesn’t know what to expect. For the next projects in the Ukraine a way should be 
found to inform the beneficiaries of the project before the start of the projects.

Specifications

The software modules that are going to be developed, are the following:

1) Operations module including the mobile communication
This module consist of the necessary modules to support the daily operation of the ferry 
terminal. Such as workload planning, discharging & loading and container handling.

2) Stowage module
Makes stowage planning for the rail ferry.

3) Management Information System
Provides the necessary reports for the management to control the operations of the ferry 
terminal.

4) Head Quarter Manifest Control
5) Yard Operations 

- Railway 
-Trailers

6) Warehouse module
Keeps track of the storage of the goods in the warehouse and other storage locations.

7) Interfacing module with EDI-FACT
This module makes it possible to exchange information in a secure way.

8) Reception and release of goods
9) Hazardous Cargo Module

This module gives then regulations of the IMO on the handling, storing and stowing of 
hazardous cargo.cJ

Project Approach

The approach of this project is as follows. Since the design and the development of the software is 
on the critical path of the project our planning is made on the basis of this. This means the project
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starts (is already started) with the functional design. Before the functional design is agreed upon the 
development of the software starts with the core of the system to avoid any delay.

Project planning

Software

The software is planned to be ready in September. In September the testing of the software will take 
place in Breda and the FAT could take place in Breda. After the development the software has to be 
installed on the networks on Poti and llliychovsk.

The final planning for the project can only be made after the schedule for the construction tenders in 
llliychovsk and Poti are available.

Hardware

The installation of the hardware is not on the critical path and should take place only shortly before 
the installation of the software. The people that are trained in Holland need to be involved in the 
installation of the hardware to make sure that they are capable of maintaining the system.

Because of the customs procedures in both countries it is necessary to calculate some extra time 
for the transportation of the hardware.

Technical assistance

The technical assistance will start in March. During a period of three weeks an introduction will be 
made about the goal of the assistance to the beneficiaries and a detailed planning for the next 
period will be made.

General

A detailed planning of the project is given further on in this document. The planning will be broken up 
into three different parts. The planning of the installation of the hardware is only a rough planning. 
There are different reasons for this; first the hardware installation is not critical in the time schedule. 
Secondly the planning of the delivery and installation of the hardware is very close connected to the 
tenders for the construction work in Poti and llliychovsk. On this very moment it is not yet known 
whether the tender for the construction works in llliychovsk has a contract. Because of this it is not 
possible to plan the installation of the hardware.

Recommendation

Adjust the time schedule of the hardware installation in Poti to the time schedule of the 
construction works.

Technical assistance has already started to late because of the political situation in the 
Ukraine. The time schedule for the technical assistance can best be adjusted to the time 
schedule of the reconstruction works in llliychovsk. The same is true for the cabling and 
installation of the networks.

Change the emphasis of the software design towards daily operations, management 
information and Data exchange with EDI. Part of this could be to help the beneficiary 
UKRFerry with the introduction of EDI in their software development.
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Conclusions

Politics

If the situation in the Ukraine does not become clear very quickly the project will be very hard to 
realize. All different parts will be delivered but the organization will not be ready to use the system. 
The technical assistance will not be very effective.

Time schedule

The time schedule is very tight. The time schedule for the Technical Assistance as well as the 
deployment of the network is connected with the time schedules of other projects. On this moment 
the time schedule for the reconstruction of the ferry terminal in Poti is not known The kick-off 
meeting for the reconstruction in llliychovsk is planned in March/+April.

It is possible that the time schedule has to be adjusted because of events that cannot be controlled 
by Computer Solutions.

Software

We propose to emphasize in the software design, first on the operations of the ferry terminal and 
second on the EDI FACT interface. This means that other parts of the software shall be less 
extensive.

Technical Assistance

The start of the technical assistance is already delayed because the tender 97-51 has not yet 
started. It is expected that the kick-off meeting for the construction tender will be in Marc/April. To 
wait longer with the start of the Technical Assistance is not wise. This is why it will start in March.

Network

The layout of the necessary networks in both ports is not exactly known yet. It could well be that 
there is a need for more (fiber) optic cable then is foreseen. Only after the design-phase of tender 
97-51 and 97-53, the length of the fiber optic cable can be specified exactly.

П

The permits that are needed for the RFDC equipment (frequency application) are not a problem 
since both governments have agreed to make this possible and offered help for getting the 
necessary permits.

Training

The people from the Ukraine that come to Holland to get a training are not yet selected because of 
the political problems, this could cause a delay in the start of the training.
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Executive Summary

Establishing a Ferry Cargo Movement system is not only a technical issue but also a matter of close 
cooperation with the Ferry terminals.

During the inception period it has become clear that the parties (UKRFerry and the Port of 
llliychovsk) in the Ukraine have different interests in the project. This makes the circumstances for 
the project difficult.

In the port of Poti there is a lack of formal structure and experience of operating a ferry terminal. The 
ferry terminal is not really in effect and nobody knows what to expect in the near future. The ongoing 
projects do not involve the development of an operational structure for the port or for the ferry 
terminal.

The time schedule of the project is threatened by the fact that the installation of the networks can 
only be done after the construction of the administrative buildings in Poti as well as in llliychovsk.i

It was not possible to start the technical assistance because of the problems in the Ukraine and the 
late start of the construction works. Because of these problems it is decided that one expert will be 
on location for the whole period of the assistance.

As minor problems may be stated the inexperience of both parties with the operations of a modern 
ferry terminal. The ferry terminals are not able to state explicitly what they expect of the software. In 
llliychovsk the technical assistance will help solve this problem but will also give rise to progressing 
insight. This will result in a functional specification that is only partly the reflection of the future 
organization of both ports.

О

The software has 2 main objectives, to support the day to day operations of the ferry terminals and 
secondly the setup of the communication with other ports, customs etc. Different modules as cargo 
reception and release, manifest control, RFDC, etc., cover the day to day operations. The 
communication with other ports and custom, railways etc. is done on the basis of EDIFACT 
standards. This is the most promising solution for the future.

The project has a big potential, it will make the ferry terminals to an important transport link between 
Georgia and the Ukraine.

J
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March April MFebruaryary
23-2 2-3 9-3 16-3 23-3 30-3 6-4 13-4 20-4 27-426-1 2-2 9-2 16-25-1 12-1 19-1Duration StartID Task Name

40 days Tue 6-1-98Inception Phase1 iBuis

Tue 3-3-9820 daysFunctionale design2 Duis

Thu 16-7-9810 daysTechnical Design3

122 days Tue 3-3-98Software Developement4

Thu 20-8-98Installation Poti 26 days5

26 days Fri 25-9-98Installation llliychovsk6

Wed 1-4-98103 daysNetwork and cabling7

30 days Wed 1-4-98Ordering equipment8 |ECS ■

Wed 13-5-9820 daysShipping equipment9

3 days Fri 1-5-98Site Survey Poti10

3 days Fri 1-5-98Site survey llliychovsk11
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