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.XCUM]VE SUMMARY
 

Introuuc tion 

The virptose o1. the '1ransport Sector I Project is to improve t re 
capacity of tne Gove rnment of Botswana (OB) to aocequat:e]y maintAn:ir 
it- , <,: ne tiwor . 'i is puLI pose is to be achieveu by provici i (a) 
constrtuction onti }aenL t anu vehicles to renovate an obsolete GO 
fleet, (b) technicl assistance to improve equipment utilization, 
estanlish a cost accounting system, and traii iiechanics, and (c) 
training in thn U.S. and Africa to assist in the localizing of 
positions in the Initry of Works and Communications (MWC). 

Funding consist.s of a $6 Mill ion grant from the U.S. , anc the 
equivalent o! a d( . million input by the GOB. The U.S. funds were 
useo to purchane equipment anu vehicles, finance technical 
assistance, ani train Botswana staff. The project began in Augist 
1970 an& the expecteco completion uate is September 1083. 

Purpose ano Scope 

rihe purpose of our auciit was to determine (a) how well the project 

was progressinq towaro meetirg goals and objectives, (b) whether the
 
CUE was ciloctively utilizing and properly maintaining AID provice( 
equiprment, (c) L U.S. laws and AiD regulations were complied with, 
ari (c.) whLetiher USAll /so tisana aceouately monitcrpo the project. 

.Fi iri~g S, (:>.,hCu Joh., and LecommeOriations 

'ltie pint [Loio(ALii(oU iy tihe U.S. was necceu by the GOB, anc wa 
playinj a :najor roo in executing the country's annual roa( 
mainti.e.ance p,,ass. 'i'11. projcct wus also proviuinq a substantial 
ai,(,Unt ,L in CJiiit(i an ](,ng terw part icipant training whici shotNI 
sign i caht J; i'c :.;(:the technical- capaoiiitii <s in the .ano.: 
bc [a r ,,.( ir(. t- (Lt l. n ]J. '1ransport Orcjani zatiion. heo conr t- are 
comrs , kuw;virV, t.K, th1e potcential benefit of tU U.S. investmer.t 
might- th? suio taiiti lyl ess than po.ossible hecause: 

- 'Ii.e CCb v. n(,t auequ tie.ly ia inLtalnilny thi.- c- ui pmen t (parj s ' 

to 5). 

- Au ouate provision had riot Leen mace Ior ,spare parts (paqes 5 
to i). 

- The equipmpnt was being usc'o tor non road mainternance work
 
(pnges 8 aiu ").
 



If the above shortcomings are allowea to continue, the U.S. provided
ecjuinrment will have a shorter life span than normal, and frequently
will be unavailable or maintenance work because of a lack of spare
parts. This wil have a serious impact on the projects purpose e1
increasing M1W' s capacity 
 to repair its road network. We made

recomrmenuations for USAI D/Botswana to work with the GOB to correct 
these areas as quickly as possible. 

The project uncertook a very ambitious task in attempting to install 
a computerized cost accounting/proouctivity measurement system 
in

the Rioaos Depai tment. At the time of our audit, the Jro-,-ects for
this system becom i ng a permanent and proauctive tool for Roads
Department management dia not appear very encouraging. We
reromniendc d that USAID/Botswana ' s upcoming p:ouject evaluation

examin1e several issues relating to this system so that positive
benetits from inputs valued at $233,000 woulcG be obtained (pages 9 
to 13).
 

The repcrL 
also niscusses a few acaitional areas which require
 
USAID/;jotswana attention, lecommenclations were made to ensure that: 

- Supply parts stores are utilized as planned (page 16).
 

- Spare parts dre properly positioned (page 16).
 

- Foreign Assistance Act marking requirements are followed 
(page 17) . 

At the conclusion of our fielu work, bindings were aiscussed with
USAID/Botswanja ofIicials. draftA report was also transmitted toUSAID/Botswana. 'heir comments during our exit conference ancl in 
response to our draft report 
were considered and, where pertinent,

have been incluceu in this report. 
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BACKGROUND
 

IntroduC tion 

Botswana is one of the larger African countries with a land area of 
232,000 square wiles (about the size ot Texas) . The country is 
sparsely populateo with about 80 percent of its population
(estimatecl at 870,000) living in the eastern corridor. The 
remainoer of the people are wic:ely dispersed throughout the country. 

Tihe Gover nin t of Botswana (GOB) places high priority on the 
uevelopinent of the economic potential o1: the more remote regions of 
the country. A sound transportation network is a prerequisite to
this uevelopment. Consenuently, the road network of Botswana has 
uAnIgrcJone substantial upgrading during the past several years. 

T e Government of Botswana is now placing a higher priority on road 
maintenanrce activities than on the construction of new roaas. They
requestea the United States to assist in their road maintenance 
eifort. AID's response to this request has been the Transport 
Sector I Project. 

Ti e purpose of the Transport Sector I Project is to improve the 
capaii lity of the GOb's Ministry of Works and Communications (MIC) 
to carry out a nationwide roau maintenance program. This purpose is 
to i)e achieveu by providing (a) equipment and vehicles to renovate 
the r1eet, of the Road Maintenance branch, (b) technical assistance 
per,;onn(el], arno (c) training for MvC personnel in the U.S. and Africa. 

1he pr oject is fundeo by a $6 million grant. Expenditures as of 
July 1982 were f,.3 million. The project began in August 1979 and 
the i,-<x('ctee coii(plction cate is Septemoer 1983. 

Pur.s(ane ;III .(c0 )e 

The purpose o. our auu.lit was to determine (a) how well the project 
was progressing toward meeting goals and objectives, (b) whether the 
GOB was effectively utilizing ano properly maintaining AID provideo
equi[pm(.t, (c) if: project implementation was being carried out in 
compliiance with appl icable laws ana regulations, and (a) whe t! r 
USAID/h~ots-a na au(equately monitored the project. 

Fief(. kwo rk as perforrrecl at USAID/Botswana, the Roads Department
Fleadqtuar ter. , anni at various Centr l Transport Organization activity
si te., I"1(I tr i.s wer; a] so made to koads Department sites in the 
Southern ,iW Nuort.hern lDivision off ho tswana. Audit work encompassed
(a) r ev i rw] ri .!A I b/hot swana project files and financial reco:,ds, 



(a) uiscussing project progress anu problems withoff icia]s ul LSAID/Lotswana cogni zant 
maKing 

ano the Government of botswana, anc, (c)fiela visits to aetermine 
if AID provided equipment was being
properly utilized ana maintaineo.
 

VINLNGS, CC1CLUSIONS AND RECOMMENDATIONS 

."l ILuntioi 
i lroject May Not be Realized
 

0is project coulc make a 
substantial contribution
t;A capacity o the Ministry 
towards improving

of Works and Communicationsuuoquateiy &,intairn its (MWC) to roau network.

proviieo The construction equipmentby the bTb grant was needeueC-uipment tleet ac 

by the GOB since theirageo substantially.
ainrienance plans, and 

nhe GOB han, developed roadthe AID-f inance-, equipmcnt wasvital ro]e in exucuting those ,.lans 'Ihe 
playing a 

SUlLanti a. I;OLl 1t 
project was also providingCI in country train ingpurtici ;ant tra ininy in the U.S. 

and long term
for MiC personnel. Sincehas acute Botswanaa shortage of skillec manpower, 
this training shoulcIsignif icantly increase the technical capaoilities

bepartment ann in the Roadsthe Central Transport Organization (Ca0). 
,e are concurne,, fhowe ver, that the benefitwill I)e substantLAl ly lower than 

from this investment
possible because thus farhuo not aLnen. the COLtw .y wc i rtainecd the equipment, hac madenotacjequate provision ior spare parts keep 

an 
was heginniny to the fleet running, ano00Luse the equipment
As discussedI below, 

for non-road maintenance work.these shortcomings will have a serious impact on(Lo Loa.d maiiitenance capability it corrective action is not taken

quicKly.
 

AID c ijment Wrvjeuhas Not being Properly M aintained 

'lie equipment proviuea by wasAID not being properly maintainedthe Cub. if poor maintenance continues, the 
by

fleet will ashorter life expectancy have muchthan normal. Additionally,ages, more hreaknowns as the fleetwill occur which will lessen the amounttime the equipment is available of
for roac maintenance use.
 

AID prv i con eqtuipment was consigned to CTOresprons; i]ity the which hadfor repair anG maintenance of all GOB equipment.CO as in uC this eq uipment to the Roao 
The 

excl usive I)epartment for 
 their
use. kith (IL having overail maintenance res)onsibility,their pjrform,ncu oirectly affects 
have the 

whether the Roads Department willPquipment available noto their roan maintenance work. 
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The project paper recognizeu 
that there were a lot oi deficiencies
in CTO operations ano attempted provide
to training to increase

their efficiency. The project also
agreement containeo a special

covenant requiring 
 the C'0 to secondk nine mechanics to themainte ance branch. 'Thnis covenant was Oesigneo to help ensure th&t
AID equipment was anequately maintaineu. 

UL nine planneo mechanics, only seven had been seconoed to the
maintenance branch; these wer,:anu seven not assigneo at the timeplanned. 'We seven 
asslgneo mechanics were spread too thinaoequately service equipment 

to 
Jocateo throughout the entire country.
 

. echanics we taiKec to in two oaus Departnent Div isions to I ustney were only able to "put out f ires". It was only attcr pieceaof equipment wroke itdown, that receive, any servicing It per iodic or preventive maintenance was beinq performed, it was being none in a haphazard manner ann not in conformance with a systematic

maintenance plan. The lack of maintenance records prevented fromobtaininy preci se information on the extent 

us 
periocic naintenance was 

being p2riormea. 

Aechanics were covering too large a territory had othera ,utieswhich lesseneo 
the work they could do. For exaomple, the mechanic in
the Southern L.vision had to go to tne uivision heacquarterp eachmorning to I in out what equipment he should repair that day, Iewoulo then have to go to C'U to try to get tne necessary parts to do
the jon. After getting the parts he could he requ,ireC! to travel fortwo-three hours to get 
to the piece of equiplient in neeW oil repair.This procecure of ten ther ]imiteu mechanics work to only one

ecuipmnent repair per (ay.
 

II a Piece Ml c quipment requircG a major repair it woulo be sent to a CTO lacilit . Our oiscussionL with various people, as well as areview of recor1s, inoicateu it could take weeks or even months 
before CIO wo6l. 
repo ir the item, 

CTU was also s UpposeC th-L Poaosto assi.;t ', Departwent to repairequi me.nt in te ielo . W? were toln that (711) was not ahle to respono qtuick ly to Loa , l)epar t.nn t r -qu ..,t..Ior ass is tanc,. uring
c ur / . , visitsV )ot(,, p (,Ces egu i Iw( two i ec) (, whi ch nont na d
brakes. be c e rLrji n, t:1, .ht ("10 I:-; not re.pon cld to r que t!: to r epair tL; orakes a tt1 I ;o per, ieo n ano
three wOe.: in tie oL 

re (hrmnt I i one, ir'stan1ce, 
r instancp. 

All) fI 19 roat iona ISovid. unto h rv .. tipper I or the koan:;sl Pr tru .k:,
DelwIuc:timer . AV I 1l tyi O; i id catenL these tippers were a I reaciy
experieroi g a lot o d(own t in1,e. 'ihe entire I ] (ee oI lor " pick-up 
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trucks had to be grounoed severalfor months because of acciuentscaused by steering mechanism problems. 'he manufacturers servicerepresentative uetermineG that the problem with the st eer ing wasthat more ma int-onance was rqu i red than was specif ieu in themanufacturers service maqusai. MUe's inability to perform timelybasic maintenance will only he exacer hated Dy this probliem. ,Ihe endresult will likely be more frequent grounoings of the Fora pick-up
truck. 

Conclusion, US.UAID/Botswana Comments, RIG/_A/hairobi Response, and 
J<ecomnnienoa t ion 

Equipment proviaou by AID was not being properly maintained. ifthis poor maintenance is toallowed continue the equipment will havea much shorter life anu will frequently be unavailable ior roadmaintenance work. willThis have a serious impact on the projectspurpose of increasing the MW('s capacity to repair its road network. 

USAID/otswana Comments 

"The GOB re,.-ports that an eighth mechanic has been
secordei t( the roa(.s a.(J partin t and a ninth
been sel- _c tea , for Ass iq nw in 

has 
t in January, The

seconded mechan ics are s uppl emen ted by acount ryw i e &e c san i c made ava i lab le under the
warranty ,yreement with anorf equipment supplier,
tna by mcii nt.enarceS (- r v .Ce ,S |)rov .ry ud e rp dC'd atrial contract basis with aniother suppi iel . A new program ij un(erwuy to j r(cvioae training to 

roas d. artment uivi.'ry srafl. , who willbeco . -,isi I I oer at','- to-,iay routine 
Maintern nclC ul h, ALe u!Ij 't_ it P l n , '-; ll'j~ n t
operator. Finaly, two as;istant mechanics have 
been a-siUnlujt to torwork ec(nned( iechanicf; , anCTO is con:ider irg thir, a. fnl ,mntc I , zic; c.S13 i r)i C 
now roe ] ivi nq pro ject tr a in 11 in tile U.S, tosimilar l iosions. C1U '' ability to thi s6o in 
the sher t run I or all nine d istricts may be 
Constrai i ,' ban i cg t be shor tagre -' f t rai,I r 
per.sonnel in ,) tswinlo.." 

RI](/A!iaG Z. r ij. ; 'a-, .,(_n- s 

Th P r ec n t. ,at: i : t- - ri ,T Lie C L , as io tea in ('SAI)b/hotswann 'scomments, 50)1 (1 tj iiq (thout an improvement in the mai,ntenarlce ofA Ml}-Jurnri:;h anti ,it..". pn;rl I'owever, at this point in t ,ilI , (%ann t,evaluot, whv t ,, these iTasure,; will be sul ficirnt to ia ,.cuit,,y
prote:ct the U.S.. inves..;tzlment; i.e.,, we ore noL curtain t hi the nii nth 
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mechanic is on board with the Roads Department, we do not know how
 
long the "countrywide mechanic" will be available or 
what he will be
 
doing, we do not know the extent or duration of the trial
 
maintenance contract, we have no detail on the training program for
 
roads department supervisory staff. Consequently, we are making the
 
following recommendation:
 

Recommendation No. 1
 

USAID/Botswana (a) determine whether the
 
measures promised by the GOB have
 
actually been taken, (b) determine if
 
those steps are sufficient to adequately
 
maintain the U.S. provided equipment, and
 
(c) if necessary, take additional
 
follow-up measures to ensure that
 
maintenance of the AID-financed equipment
 
is adequate.
 

Adequate Provision Had Not Been Made for Spare Parts
 

AID provided funds for a small supply (eight percent of the value of
 
the equipment) of fast moving 
 spare parts to facilitate minor
 
repairs for a brief period after the equipment arrived in country.
 
The project agreement contained a special covenant requiring the GOB
 
to provide all spare parts necessary to ensure the proper

maintenance of AID financed equipment over its useful life. This
 
covenant has not been adhered 
to, and if this situation is not
 
rectified shortly AID provided equipment will be laying idle
 
throughout Botswana.
 

The CTO had not done anything to increase its stock levels to
 
support the additional equipment supplied by AID. They were
 
stocking some spare parts, but those stocks were 
insufficient to
 
keep a large fleet running properly. CTO orders parts when their
 
stock 
is depleted, but their purchasing procedurcs are so cumbersome
 
it could take months before the part is received and ready fcr
 
issue. USAID/Botswana stated 
that a great deal of the poor spare
 
parts support stems from inadequate CTO supply manaqement procedures.
 

For example, AID gave the Roads Department 3q light duty Ford
 
vehicles for 
 which all spare parts must come from the United 
States. All) also provided 28 pieces of Caterpillar equipment (19
graders, 4 bulldozers, and 5 front end loaders) for which some of 
the spare parts must be ordered from the United States. 
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At the time of our audit, the CTO had taken n action to order 
either the Ford or Caterpillar parts Nom the U.S. As it takes at 
least six months to receive spare parts irom the U.,-., it is our 
opinion that a good portion of AID provided equipment will 
eventually be sicielineu.
 

Although the ]eadtime to rece Jve spare partn I rom the U.S. is 
lengthy, the real ques ion seems to be whethcj the COb will place 
the order at all. '10e eight percent initial spares w.re paid for by
AID, but the ordering was done by CO It took the CIO more than 
one year Co place this oroe despite constant prodding by
USAID/Botswana. I t could take a lot longer to place the order when 
the GOB has to provioe the funus. 

Conclusion, UA ID/bo tswana ,i< IGA/Nairob i Oepons..s Commen t 

and Recommenation 

In spite of a special covenant in the Project Agreement that the GOB 
would provioe all spare parts needed to ensure proper maintenance, 
the GOB had not lived up to its comnitment to supply repair parts
for AiD provi(jnocl equipment. A lot of AID provided equipment was 
already down for lengthy perious becausc of' a lack of parts This 
situation will become increasingly severe in the near future as the 
equipment ages anr U.S. supplieu spares are exhausteu. This means a 
great deal oi ma intenance planneu for Botswana ' roads will not be 
accomplished because of down equipment. AID funds are beinq wasted
if the useful ]iie ol the equipment is reduced by poor maintenance 
manageme-t. 

USAl/Uotswana Comments 

"The AID financed spare parts have been delivered 
to tie (KA, only recently, and even with some of 
the pro(j..ct equipment in operation for close to 
two years now, there has been no obvious need for 
the GOb to immeoiately supp1 omen t th e spa r es 
stocks. Until the arrivaI (o- AID f inanced 
spares, fas t mov sg parts haVe been purchased as 
necessary Ky the COCL, t hrougon ('0's Ino r maIl 
procurement procour, s, wi t lout any oovance 
adverse (Io f Ict on ogiui pwont avai la ii ty The 
only large lot of Alb i nnc ui :tmuWnt that has 
i)eon oi I or lenqthy p r i (05 a r, . the, 'o .( 
tru(2ks, wh i (1; were (r}0()i(11(' 1)(- t'Is ((" 01 what 
provn to nc a design l ot ofpro loin, a 1ack 
spare parts. 
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USAID/botswana anu the roads department arc, 
however, concerned wi th the acequacy of CTO 
procure ment procedures in the longer term. Most 
GOB [inanced spares will no: pu rclase( iAor local 
and South Airican suppl ie rs, thus avo i nq the 
delays encoun to reu v.,i th the procurement o! Al) 
linanceo spares cats-(o 1y 0ea 1 i ng with U.S. 
suppliers, changes< in Pr ces, t ie to a ssemble 
large order:s, ocean shippi ng time, port clearance 
prob] oms and cumber soni payment procedures.
Procurement 1rom lcoal or PSA sources can take a 
day to a couple of weeks it the part is in gtock, 
out ] oncje r delays occur when suply must awa it 
import of manulI acture o! the part by the 
supp I i (r . 'o a vo i d those )rob.lms, 
USAlP/Botswall, woul( I ik te see CIO maintain the 
stock lcves l I a':t mov'Jog spare parts in the 
roacis ;opl a retilt depot 

Sign if icant "iOwn t i me of oqu i pment is unavoi iab] e 
if a eces:;ary spare p",rt i:; fot inH the rOaGs 
departmnhlit s tock an" iill;t 00 orc(-re fr orm the 

vU.5. L;S.Ih,/Lotswan, I rj" ..,: t o ask tIe ('01. to 
noterin10e ;1hhc s reI; ,I ': ovnlioJ y t .able-omI 
th [.C.b! , n.( tto u JliVo t h, r,.,m, in ng Alb lunds 
I or !";isj i, to(- pu r cIsIes , t lie most important ane 
tr(liit 17 r'epl)-icon U,,. source art ; 

hIG/A/Na irr,I'espor;;n:;e 

'he Al,-I i na;:l, pare ,arts are mini 0 l] and wil.l quickly be 
consumeu. M\l(1n t, stocks are cxhaust eu , the R(oads Department 
will have to r,'Iy trntr-jly upon the CIO for supply support. 

Althouji Suoid Af rica sources 1 ,suipply reuc,, I eaid . ime for 
oraeriq :spares, wv, ma inta in that sp rar jai t r I It r no, a *.,.-uate 
backup supply 01 i n-cuuntry Ir. i; enrn t ,s'l I o, p1roject 
purposes. Ihr th i z i( Kon, t lip ,r C . 1 A.: Irn (u ujt fri (n 1n v Vr 1(7t: ioll 
of stlpply (ep.t in(1Vai 1ous f E: 1052() "I H,tst ann,. I t ,.': il n( ;'ares 
were to he ,sto'k(u at t hn co o . o tIh tI t : Wi 1c I1 : haP,-I 
when they -''wer, iH" ' 

We also quest ip whether the M'iu has the capa-ij I i t to purchase 
spare parts locally in a timely manner. Several ofIicials we talked 
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to ;told us~ that "~C11, requisitioning/purchasing procedures were so 
-e' C*n.ubrsonte it -could Itake months, from,: the ,time "a,part is,,required' 

. 

until it- is purcha~sed I] :received-,:and: redy for --issue. Significant
idle , ti.me 'Wll be' incuired :if a, i e of eqpent,break's clown in ~ 

.,he rmtaesof /th conty an terpai'part has to, bed
procured ~fromjithe Rpbi.-Sot fia
 

Ile, agree with "USAID/Botswana IS_ proposal ,to util'ize,.remaining AID)
funds ($39,000) previously fcommitted.J or',spares to ',promptly, purchase,,the most important, ard~'freq'uently 'replaced tU1S._source 

p-g p.i--e e e ow 
be required over the lorlg ruin.

we are, therefore making the following recommendation'to 
more specific 

* ,'the GOD3.,'" 
actions are taken in- the 'area'df supply 

Recommendation No. 2
 
USAID/Botswana work with. the GOB to, (a)

develop a list of required spare parts,'

and (b) initiate procurement action' as 
rapidly as possible for those spare. 
parts. The provision ot additionalt 
equipment should be contingent upon
meeting the special covenant contained 
in'the project agreement.
 

.,parts., Tphis~J 

ensure that 
maragement b 

Project Equipment Was Being Used F'or Non-Maintena-0ce Work
 

The project agreement contained a special covenant which stipulated.
that' AID financed equipment would be used only for 'road maintenance 
activ'ities~ except' "that under extraordinary circumstances this 
equipment may be used for general economic development purposes only,
with the prior 'written 'authorization 'of the 1'ermanent Secretary,
Ministry of Works and Communications, or his designee.-" Our review
disclosed that the equipment was being' used by. the Rloads Department
for non-maintenance purposes.
 

Roads Department equipment in one division 'was used for at least 16'
non-maintenince jobs during March-August 3982. Examples: of some of
*the non-maintenance work performed were filling potholes at a
secondary schools grading a show ground lot, paving a police yard,
working on a mental hospital parking' lots etc. One 'job which
required making improvemen~ts to a non-gazetted road (a private road 
for 'which the GOB had no mailntenance responsibility) tied up. the
division's culvert unit for two months.
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~<yWe were 'also told, that the Roadts, Departmerit, recently 'agreed. to do 

,yY'.ynegot&iate. nd help. absorb' this >~lor dditfon'a, equipment . , funds-, to 
exr orkla kNeethe 1ess1 ,this'_il1, 1.ead t6 .'-iniceas'e$ use, of~'~~~ 

~ AID provided equipet for inon oad mnteac work.'"'~ 

SConclusion, USA'ID/Botswana Comments, and Recomimendation % 
The covenant.. requiring wAIDh provided- equipnent toxibe~ used only, for~

,:roads main tenance work~ was, not eing'.,foll6wed. This 'detrcts ,from>~~ 
~~nenacel, capability; _USAID/Bosia&4

response' to our dirafty report stated' theyC iid not Conside, this, use
t~o be signhificant or~indicative ofI~routine'use of equipment for non,
maintenance purposes. ;During our review we were told 
however' that~'j

non-road maintenance w~ork'7was detracting.jfromrn the maintenance effortof one division. It~also appeared, that the, use of this "equipment ' 
for non-maintenance work may be increasing. Therefore, we are i
retaining the recommendation which appeared in our draft report. 

Recommendation No. 3 
 * 

USAID/Botswana followup to dnsure that 

the MWC restricts the use of AID
 
provided equipment for general

devclopment, purposes to extraordinary

circumstances approved in writing bhy

the Permanent Secretary, Ministry of
 

-Works 
 and communications; or, his A

designee, as "stipulated in the project'
agreement.
 

Cost AccountingSystem Requires Close Scrutiny 
 -

Part' of the 
 -plan
project was' to install a very~ ambitiouscomputerized' cost accounting system within the Rloads' Department.

date, 'AID has invested $233,000 trying to implement 

To 
the system, Atthe time of -our audit the 'long termi su'ccess seemed unilikely because

of (a) uncertainty as to whether the i'ystem being developed was what

the R~oads 'Department management required, (b) difficulties in
finding 'qualified local nationals to manage, the operation, and (c)
inability to coll~ect accurate-data to make the system v'ork. -'-



FE2
 

SThe syse, vas,wepected to provide a? mechanism for planning ad~'' 
~i~w control at the maintena'nce branch by-provi.ding:"2 
2 

Improved budgeting procedures. 	 ''"*'"2 ,4 

~~ byAd' eoigcs for e2valu'tig 'the o~hofficiency~ofsund: basis 2tnad 	 ~ o 2 wrk accompl ished >''''>
 

by developomri ing cost, saetanad:frte 	 var'iousi types of~ roads ,222, 

evaluating
2A, sound basis, for -.	 ,performance 2of2 personnel as 
2' measured against standards and'"peers
 

-Cost and reliability standards2 Of ~vhicles. "2' 

A <2basis for evaluating obverall, project 2and departmnental~
pertormancep and a mechanism for tracking' performance against
time schedules and budgets. 


4 

it was originally anticipated that the, "system would be fullyoperational and run by local staff by June. 1982.
 

2At 
 the time of our aud~it the system was not fully operational andthe Fro-"Pects for localization looked dim. If AID continues to fund2long term technical' assistance, the system may eventually become
 
2' 	 fully developed -- whether it 'will, be'I successfully continued over

the long term by the 'Roads Department is doubtful. As discussed2 
' 4~ 

below, AID's investment in a cost accounting system will have little
chance for long term success unless it produces the kind of reportsmanagemnent requires# can be carriecl, on by local nationals, and 
producfes timely and accurate reports.
 

We area concerned whether , the -Roads Departmient, management has. 
2 '*decioateiy determined how they want to utilize their. data processing

capabil.ityt they want or need the sophisticated productivity/ 
2j 

'Do 

output~measurement system describea above? Or, 	
'244 

do they want a more
basic manc.9ement information system which is'useful for running the 
2 aay-to!.day' affairs' of "the mraintenaince divisions: Ii.e., produce


equipment availability reports, inventory control reports, personnel2
authorized/on board reports, job status reports, vttc.?
 
The project pape~r was quite clear that the system was intended to be 
a cost accounting system with productivity and output measurement 
capability. However, Roads Department personnel told us they4 wanted a management information system which could be used to manage theday-to-any affairs of the divisiorr. Other Roads Department
Personnel told us they never~ re, ly dotermined how they wanted to 
use the data processing capabIlity,
 



~,~''dataA prcsigsystem hi no chance f orsuccess unless i t' ,produces the~type 'oLf informiation management. nee'ds ;to runthi 
~~>operations.' The following~ ,clearly '.demo~nstrates this premise. Atj,

the time, of~ our: audit'the- cost accounting. -consul'tan,t was- on: leav.
an~d hdI locked the- systems reports in I a Icabinet. None of the 1 
managers~ in the floads-Department fleadqartors had copie's Of these .'"4 

~report. ' we, how,Tus -question' 'usefuL th reports~ are) to 
mana1YCement. 

R'~iegjardless of the~ type of. system!~ cesigneci,, the jresponsibility~ for ~ 
complete control' of, its operation 'will eventually have to-be taken~~
o''o tz by local nationals. No' one we 'talked' to saw anyprospects -for.'octlizinr-,,his-.ope r at-o n.-- -We--wer-e--7told-7ha t- ve-.4f-soenef 
qualif~ied could be 

I lly 
found, he, woul6 not~ stay ver'y 'long,'inth

position. A person with- the necessary qualifications' would probably
not want the position or would be quickly promoted 'to another job' 

AID has already provided' the two years of planned technical

asisitance, and has agreed to extend this for an additional year
througjh July 1983. The consultants are already forecasting that the 
system will not be localized by July 1983, and continued outside 
technical as~sistance will still be required.
 

USAID/Liotswana attempted to localize the systems operation through
participant training in.the U.S. individual gained',One little from
this training aiid could not assume control of the. operation. A
second incividual is currently in training and is expected to return
in December 1983. Even it this person is successfully trained, he
will lack the experience necessary to run the operation.
 

Another crucial factor which will affect 'the success of the system
is whether it can 
produce timely and accurate reports. We were told

that the reports presently being produced were neither timely nor 
accurate. We are very doubtful if the myriad ofl maintenance units
scattered throughout Botswana can be relied upon to' produce' the
detailed input data' necessary to make such a sophisticated system
work.
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Units are going to have to keep daily records which track hours of 
labor, equipment usage ano materials applicable to specific tasks. 
blue collar worKers in lesser developed countries generally (Io not 
understandi e need to ensure the accuracy of this information, nor 
Go they have the inclination to see that it is recorded on a daily 
basis. 'o illust:rate:
 

During a field visit we found a major piece of plant equipment
that had been down for a month. The unit had not reported this 
to the division, 

- A unit supervisor we talkeo to was getting reacdy to prepare his 
activity report for August 1982. No daily records had been 
ma inta ine ouring the month. The only record he had to 
reconstruct tHe entire month's activity was the equipment log
book. The,, jogs generally contained very vague information and 
were inaooo!ate to reproduce detailed cost data for an entire 
month's OPrI a tions, 

- Dur ing 	 a I i,-nid j-sit we learneo that two equipment operators 
so, for were thatOun' A up work that dlay, Ne also told 

I ... when the weather gets too hot.vore ,. ' .y stop working 
.it. i!': 	 ; t ,u I Lhat. lax work will be properly tracked and,(.,S 


ro (:r t ,e , r ts , 

The co,5 t a(- ( 0) 1 ( system wi l. not capture complete cost data. 
There is no chlr ism for accumulating cost information for 
equipmenL maint, nace, repair or fuel consumption. Thus, it will be 
a Aili i:ult tLi to get timely and accurate data which is necessary 
to produr:e r [cwrtp which management can utilize. If this cannot be 
accomp.li e1 the.nneits the will be00 i of system not realized anc it 
is doubtf:ul. tho- the ioads Department will continue to support the 
system Ior any ,ppre Jiable length ol ttime. 

Concl usion,.AP/Botswana Comments, and Recommendation 

AID was p;r ohfai I ar too optimist ic in attempting to establish a 
comI)uter I /(1 co:;t accounting/producti v ty measurement system in the 
oan s !r part-m" 

system 1,vcinn in 
t, At the 

nopuerational 
time oI our auOit, the proDability of this 

too] for Kads Depar tment management 
was 
this 

not very 
sy:st em, a 

,ciouraging. As 
t upt.: should 

AID invested a substantial amount in 
e macie t:o salvoge some benefits from 

i t 

orni 1 I i - f ioin '. .orbk stoae o. on1 an(it, USAJ/Botswana told us 
they woul, i .,. to adnress the problcmns with the system during their 
upcomi,; uevalu.-tLion o the project, , he agreed with that approach 
dLoi MiHi a re.:oimnitnaLion to outlinme some of th.e issues which we 
fel t must 	 he rnolve ouring the evalnation, 

http:accomp.li
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in response to our draft report, USAID/Botswana went into a lengthy

discussion (A. Iuture potential 
benefits from an automated system.

They also poirten out that the introduction of computer 
 cost
 
accounting .%ymtemi 
 are usually greeted by skepticism and take a long
time to real Xze :wt)ent:ial . We a.-e - with this, but feel that the 
oetailed prounuc ti vity/output measurement system being deve]oped may
hoe too sophi.];ticalteo for a lesser cIevO1open anoCoultry, might not 
be tIe type o)I.o ;yfsteln Loads 1)epartme nt managers want or need to 
manage their operations. &e still teel USAID/Botswana's upcoming
evaluation neeon to realistically assess those issues which could 
seriously affect th" viability of AlU's investment over the long 

Recommendat ion No. 4
 

USA]l/L;otswana, in conjunction with the 
GOb's Woads bepartment management, 
(a) determine exactly what information 
Roads bepartment mInagement needs to better 
manigy, lheir operation,, (1)) deterili.ne how 
much of the ilformation can realistically 
be Olta in;ed cons inor ]ng f:ioi] ( reporting 
1 imitation., capacity of. present hardware, 
arld the e 'tont thIt :i qr(IIMS WOUlo have to 
be rpwrLton to otai n1 this information, 

i t uc. ivi t'y
aspctb of- the sy ter. soulin be abandoned, 
an(! (o) derve]lp an act ion plan for ]ocaliz
inn the (Lata trnicOFn211 oo accounting 
10:)'i t. 2 Ohli 

(c) ecormi no prcone ieasureient 

Other Areas P01.(1 ii yl ',riainenlt At ten U.ion 

Our r vie!,j a f ann iona which::'n tace few it |wu areas require
UJS/jIl/hOt n'i'. .t.-ten tori. Pr mmli IY, we th ink that USA D/Botswana 

houlci to me...C.. 
ang iblr, . ,.. i t ib l]y, project cuul improved by 

not Uljln*e fund assitance for a civil 
n operati on; be 


. Jnsu tiat, l:a..:a Men t are
nqi ( W tl Depots completed , (b) supply
pa r Q, stv ()ti,; . 110 11 iesZMp as P Ian ion , (d (c) spare parts are 
Proli 1'. jwli 1 1wMn" . In (100 tUioln, t ha Foreiqn Assistance Act 
1kl kiJI1(4 ,*( I I .< Should 1.u ]own ,.ti be 

http:deterili.ne
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TJ'echlnic:i] A,.r;ist-;Lnce o1 Civii Engineer Should Not Be Extended 

Une tLe terms )! Llite project agreement, AIM agreed to finance the 
serv c,2s a W-'of .,(I!0 engireer tor ttre (. years to cirect maintenance 
opo2ra t tb:2 ionr.'; 101 , s:e rr 1eg or. botswana, TIIi s individual. 

ec: a1 'I'unct. )ijo i 1) (rtionacapaci t' , itt v r'not provided with a 
r t.i if)tc ion, NO provis ion was macle for the

I oca I j 'a L ion k'1. hi is ipos iLi on at. t ie en G, ot three years.
Co. e( L rub y, ti2 st ill eels there is a need for technical 
assistance c i on, oin t re a In las r e(j uc-s USA ID/Lo towana to 
exte o thisc er.sos coitract for an acitional year. We feel this 
requc-;t shouL no1i a-ppjrov(eo.o rLut 

All, has Juli i].(:1 al.l obligation; 1-3r providing the Roaos Department
t a cog .,JttIe institution building becausei o:ro Ivi occurred 

t t,c n I a I a. .sLance was prov(,e(, without counterparts or plans 
to 1 UoCa i Y. t-hI Iosi tior, AI 3 has also provided funds un(cer
anotl r i I Iiot,;wanla, I or part icipant traiiuing tor twoU ,o 1)ro jUcCt 
civi l n11gjneC.or rs in t- U,L., 'IInose in dividuals would he good
Candi (Jat- ; to I (.c<,iizt the posi tion in the lvestern Ieg ion when they
coflipi:t t r ngj. In addition, the current engineer feelsto, trin 
t ie tal iC icat ions" fc)r his post aLr overs ta ted, and does not 
reocommononori LtX (,fl n5 hi position WitL con tinued techn.cal assistance. 

(Th:cil us ion 

USAIL/Lotswana as tul. i lled all. obligations for provio i ng civil 
sI ppo r te ng i n or ing I 1'or t he hoao s l/epa r t1ent, Li ttie institution 

uloin' occ.r r:. b,.ctusU the technic(al assistancu was operational 
an uc ]oca Izat Jon plan was attenlpte:, In response to our draft 
Leport ji .;A ,,'ots_ n,h . -t~atr.< they ho-. 0,]r informec (C] thatIaUy the 
extes iV ( [b" ((3VI 1 1C' i Coll tracct wou.C not be I 7.Oe. 

I erinl0)o I, 1.) iI,) ] (tL , LoOUiU5 r 

1: , n . itl-p t %'ere Ihot Cl'lp]( 0't 

A ,i.b(' ' 

prel .s ic 
thlrosoi !t 

t .' 

W;I) 
tI 

il 

(0 

tQ(.., y 
it its 
ly. 

tOe (; irzsUr icnaolarto 
I to ninr, 

'ib~rh'.s i 

,. 
1 iU. 

fe-.:.rtIient 

wre 

was to construct 
oepots Iocateu 

to consist of a 
s t r , II c , no w r<.s t .rl toy tle 
ne ;.i. ', , Ih rl(', 11) i 00 r i1 10 U JtJ l (ot,()Iilt t as well 
US oIorr at w ,,o ', , l(tri L Li2 WV 11, j I P,:r:;. cepot were 
tO , . r; ii 1 '0 w t , V .) 

At ti tl' " f cI . r -ItIt:I t. lIbI (: 1 ti' ti I Io i t( ; r - co w ll]ete]Iy
I iis ,.. t t e (oi t~litct ior ,..,; ( ;ip ,,t'.(; ttLut tht lacil ities 
Cot11() ot )( Lt it, in ep-aiIo v o citc;in i J )( use: O . lAck of water and 
electr i.01 ty,.tro f,, e I we tlked tO ',1 L i t wout in probably take 
at 1east in auc j ticn LI Pear to coipe . t,:, the I ocu I I i s. 
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Conclusion, bSAI D]Botswana Comments, and RIG/A/Nairobi Respons 

he GOB has nut provided facil.ities in the timeframe envisioned in 
the project ag reement. Failure to complete these facilities had an 
advn:rse affect cii maintenance and availaoility of spare parts for 
s upport and r epa of A]D furn i heu, eq uipment, 

USAI U/botswa na Commen :s 

"Te provis.'n of electrical and water supply 
service;s to the roads oepots arr part of the IBRD 
fun(1e( Pha:se II (evel opment program for 
constr ct ion of oftice blocks that will complete 
the (opostE", Phase I1 has aeen delayed by I1BRD 
tenoet i;p requirements, but the GOb has submitted 
a timse s:0hciule to USAID/botswana that estimates 
comjplet ion of the Gahorone Depot by the end of 
June 1 :I, an(o ol the other eiqht depots by the 
end of .ovemher 1983." 

IC /Atb 1 rua i_.![_ e~i;ponso!. 

Due.' to the e;.n''tnerit of a tine scOLile:. for completion of the 
~eiot], v,.'c ( not mnaking a recom :'enoation. lowever, we suggest 

IIlot' -ont:inu r GOBthat LS .,ra to M1ni ,t prorr ess because the 
previounIy n;uk;1itt,,(; a completion schcc ule which stateu that all but 
the Gaborone rjipot woulu he compI.teoo by July 1981. At that time it 
was a]N. mttlcLhat t02 bu ;Ia nq 1P aYrtsnt would take care of 
e]ectr icity anc wamr. 

I"{"i" S iJj ti (L LIPP iyi-,)11 j Jtii . Lt i i ze(.-Do) L iI 

The iojeot poz:( unv( :ionvod tlat UP Koo:; ejpartmnent would receive 
spare po jf;; p rom ni no (;(()t .,, t o be, constructed at various 
locat ions: ir bots'.ana , As dinu;c.ss" " earl ir, the GOB had not 
comp]e ted con z .t r tc Li on I these f al I i tiP; . It a lso appears to be 
quest ic~nal rw h:tCer these depots wil hbe useu as supply stock 
points. 

The P-,,a-. P ,,ier t1ti;,nt :;upply s tot Li; hud available only the small 
amount l , i, paI ts p-ovied by AI , 'UPe C'IO would not issue large 
qlunt t is W tpic r stock to Lho ,. her toaent supply stores. 

te i-loo : 1upar nt mc.c anic; ,w rn p o-,1r .ted to re(q is5 ition only a 
sincl, !a re1. , r I onicujV vet! 100 at the timne it was needed. 
(onneo. t't. y/, ti- io ,o.!;( ep,,rtwntnt , uqp ly !.t-ores ,ill be out of 
busino v, w .r,;t ,/ (o:iaust the !'dr( jari , previously suppl ied by 
A I b. 

http:dinu;c.ss


Conclusion andRecommendation
 

It, appears that' the CTO ,does not 'intend~to permit- the Roads
-Department to maintain their-own 'parts supplies as envisioned in theproje~ct paper. Consequently, the storage facilities 'will. not :beutilized, and, the Roads Department will have to rely entirely onCTO,~

ifor day-to-day supply support,. 
 ...... 

L . Recommendation No. 5 
 .

USAID/lBotswana work with jthe, GOB to)
ensurth at.Roads~prmnsp 
.stores 'are idequately'. stocked and..' 

utilized as originally intended., 
 -~ 

Roads Department Supplies WereNot-Properly Positioned
 

The AID furnished parts for the Caterpillar and Ford equipment were
all located in the Southern Division .in'Caborone. The parts for the,
International Flarvester 'equipment were put 'in,the Northern Divisionin Francistown because, at 
the time they were received, .this was the

only Roads Department division with a storage facility. Thus the
limited repair' parts available to the Roads Department werepositioned in a manner which made it'very awkward to support a fleet

dispersed throughout the country.'
 

Conclusion and Recommendation
 

The spare parts available to the Roads Department were not
positioned in a manner to provide optimum supply support. This
causes added equipment downtime while needed parts are shipped from one 
region of the country to another.
 

Recommendation No. e6
 

USAID/Botswana work with the GOB to
 
redistribute the AID financed 'spare
 

parts~ in accordance, with, the.
 
requirements of the various divisions.
 

Foreig.n Assistance Act Markinglieguirements Were Not Met
 
The Foreign Assistance' Act of .1961t 'as amended, contains 
a provision
which states. "Programs 
 under this Act shall be identifiedappropriately, overseas as American AID". To ensure compliance 'with'this act, AID project agreements contain, a standard provision whichrequires the grantee to give appropriate publicity to the project.This publicity requirement is most often met by, affixing Ithe. AID'emblem to project sites, vehicles or equipment.
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Our visits to road maintenance sites disclosed that marking 
requirements were not always ahereo to, We observed several pieces 
of heavy constrtuction equipment whicl were not marked with the AID 
ewblem. Addit.ional. y, the emiol em<; on s3ome equipment were so badly 
faded they were bC ir.ly recoqnizalie. 

.us n.., TC
Co e ! . A Tb../.o t.w., , (iCo_ i!ts, _I_, /Na i robi Re sponse and 

Fo.reigin Pss )In(e Act mark in19 reou i rements we-re not always being 

aihereu to.
 

USAIK/At svana Commonts
 

"AlI) nwillms o0n all Ford, tCaterpiJlar, lyster and 
bynalo> ,u i [1.0ment were rep]acea cfter the 
hi - ,'ct ion1,, wKhon it was noticed11n 1-1v_,alU.t 

tLoL t, el .ellis ho"' :ic t42A ID/botswanai , ec; 

wi , con( aT
1]. a . set- GI It W('pht % hlmS to 
tiew *. t, t vouN iik t:o out:- ejortmn po)int 
tt_ I PK nn cunIe aul e timeci tA; req uire Ior 
di st i ' t n i ,, c, in t r., -i, th,. pla]te type 
(ni" ) 1 (%,li; :1 iW : ior h(_d vI( : (A :H IIfani t , for 
i sn: , iri ly inecihJnjc'q (Vc'V, ,.V u reacy
)ve ;,'cc, 1 .> ) . It . 'I t1, t t-iS A I;1'(c'1 

e-, 1 ,t :1i ,a o tio . Ulp1 ier, acni to 
I~ ~ an ~ c ru.I< e to1 ~ r S;L nur"IP esouch 

wJ t KtCit,;t wen cnd ions encuntere;ithr i t 
c L It i Ij , o,C',) f.11 i pi;;C- Lt. - i; 1:1 .) I rj t lol in 

L i >( "'.',;, I i" 1 0S,ti cC 

A. not .), . I I/iI i':; oov:n;. tV havc to issue't.;wni tn ey agreed 
rop]lac(:m it .. nn:; ioK) rho i1 d i l,,rtment '. are retaining our 
recnwn..: 5;,,, n it I te emoll emn in i :c . ed anid installed. A; the 
i ,u •: 11,1.". I , . ,, .p,rt cI , h, ,r 0i,,l i ol trsat .:fact:ory 
(IL I i t.';'()l Io, 1 1-1 1,', ,el, _' Ic J, CA.",iI I; L '& 11./ tsw a-ra to 
:)rci t ci ,I ',t ,'r c) thle ct tent ior; A, / 's11;' ( dl,, . *L(City' ianagelment 

U;A /h /n :;cra (ompI i lince withv'tt (d) 

tn,- i r ':i i( r,?r ItIi I I ,I It, :ste,'(:iI ii .e in the 
1)1tr c: t ,g r oetn t , 1 ( ) ,1(v; i ., / ', 

, o( ,'i,-t., I :; ii,-1 1Ic. z I: fI c t,orI y t ] i ty 
o)I (.i,} ] 'if IX ,hI lk*<on tuloc(turern'f L;()01,'P'( 


. I D I i r '(.ci Il H it reu.Iesl tfcalh (' tl~ a id 

ic acttcc" ioO. ir; 



'245 

USAD/Dtswl~a (a) determine, whether the measures~ 
~ promised- by. thel- GOB: have- actually 'been 'taken,> (b) 

~ .~ determine, ~if' those., steps,, are' sufficient:, to 
adiqutel.'maintain the: U.S. provided, eqguipmenit, sand 

(___ ?if neces sary', take additional follow.-up mneasuresc) 
t o---eistre---e h-tt-"Main 6f inance 

-~ eguipmentis~adequate.,I I-

Recommendation 'No. 2 . 

USAID/Botswana work with the GOB to (a) developa
list of required> spare parts,. and (b) initiate
 
procurement action as rapidly as possible for~ those 
spare 'parts. Th e provision 7of additional equipment
should be contingent. upon meeting', the special 
covenant contained in the project agreement.
 

,~~APPENDIA 

(Pag 1 f2
 

- List of Recommendations&' 
 . 

I 'Page
 

Recommendation No. 1 "' 

Recommendation No. 3 


USAID/Bot.Bwana f'lIlowup .to ensure 

restricts the use of AID provided

general development .Purposes to 

circumstances approved in writing by
Secretary, Ministry .of Works 'and Communications or. 
his .designee, as stipulated in the- project: 
agreemnent. 

Recommendation No. 4 . .. 

USAMBotwanal in. conjuncion.LIW. wit the GO' Roa 

Department 'management, determine exactly what:.(a)


in...foraion& Roads Department management needs- to
 
better manage their operations, (b)determine how
 
much of the information can realistically be 

obtained considering

capacity of present 
programs would have 

- ~information, (c) 


field repoi.tin)

hardware, and the 

to be rewritten to 
determine if 


measuremnent .aspecta of the system 

that. the. MWC 
equipment for 
extraordinary
the-' Permanen. 

abandoned, and (d)develop an action .plan. for
 
localizing the data processing/cost, accounting

position.
 

limitations,
 
extent that 
obtain this 
productivity. 

shud b
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Recommenuation No. 5 


USA]I/Botswana work with the GOb to ensure that 
Roans Depar tmecnnt n;upply stores are adequately 
stocked and utilized as originally Jfntoncd. 

RecommnunjJati on 

USAIP/L",t swana 
AID Li nancnc 
requirew:rnts of 

I{cCU ItLU. 1(at ion 

DDA/l L/;otswan, 
warn irn; rtn ir,, 

a . ol:t , ,P,. 
reHr,ul(qc ur:;,a 

No. 0 16 

work with the GOb to redistribute 
s;p, re parts in accordance with 
the various oivisions. 

the 
the 

I.:, . 7 

(a) 

n t s 

(1,) 
z: actory 

i)K ihcil -(l :* tto) 
requ(. t ,i t,_ .; 
ap)pr-o;riatt ncI .ion. 

ensure compliance witLh the 
specifieu i- tne project 

aO viAL ,/SI1./(O or1 details 
lua] it y ol. ( M liems aflixec 

A D-|inl i 0(t e(jUlipf1 (2lnt, and 
to investigate and take 

17 



APPENDIX B
 

List of Report Recipients 

No. of Copies
 

Field offices
 

U.S. Ambassador to Botswana 
 2
 
USAID/Botswana 
 5
 

AlD/Washinqtcn
 
AA/f 1
 
AA/AIR 
 5
 
LEG 
 1
 
GC 1
 
OPA 
 1
 
I G 1 
AFR/SA 
 2
 
M/SERI/COM 2 
M/FM/ASD 
 2
 
PPC/E 
 1
 
S&T/DI u 4 


