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I. - Introduction and General Reference
 

This fourth report of the Heavy Equipment and Road Rehabilita
tion Project ( PIO/T 677-0041-3-2002-) follows the format stipulated in 
the project agreement to document the work accomplished by the master 

mechanic during the period July 1,1984 to October 31,1984.
 

- Agency : Africare 

- Activity Title Chad Relief & Rehabilitation Project Heavy 

Equipment and Road Rehabilitation Sub-Activi'-y. 

- Activity Number 677-0041 

- Grant Number : 677-000-G-00-3168-00 

- Report Prepared by: 

Dan Gerber - Country Representative based on
 

the draft written by Henry Tyszka, master
 

mechanic.
 

II. - Activity Description
 

The purpose of this OPG is to provide a master mechanic to the
 
Ministry of Public Works 
 to help repair approximately 18 pieces of heavy
 
road equipment located in or near N'Djamena. To accomplish this purpose
 
it is necessary for the master mechanic, working with 
 the staff of Public 
Works, to : prepare a detailed work plan; identify needs in tools, 
equipment, and manpower; prepare an inventory of tools and equipment;help 
organize the Public Works garage; and supervise repairs and maintenance on 

the equipment. 

This OPG is part of a larger USAID effort which has as its
 
overall goal 
 the repair of roads in need of extensive repairs and
 
maintenance 
 so that the transpozt of food and medicine and resumption of
 
commercial and economic activities 
in Chad is facilitated. Close
 
collaboration 
 is needed between the Ministry of Public Works,USAID,and 
Africare since each have key roles to play to get what was a shell of a 
building and completely non-existant repair and maintenance operation 
functional. Among the responsabilities: Public Works needs to supply 
qualified work crews and management support; USAID needs to have the 
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workshop facility repaired and to purchase many of the 
spare part. with
 
money outside the Africare OPG; Africare needs to supply 12 months of
 
technical assistance and local procurement.
 

The effective date of the OPG was 
October 3,1983 and 
the final
 
date for commitments is June 1,1985. The 12 month assignment of the
 
Africare master mechanic is for the period of calendar year 1984.
 

III. - Implementation
 

During the period July to October 1984 repair work was completed
 
on 5 additional vehicles:
 

- IH 1850 personnel transport
 

Cat D6 Bulldozer
 

IH TD 20 Bulldozer
 

IH Tractor
 

Cat 950 Front end Loader.
 

The following vehicles are either ongoing repairs or awaiting 
delivory of spnre parts: 

- Cat 977 Traxcavator
 

I1 1750
 

Mobile Repair shop
 

Cat 12-E Grader
 

Berliet Dump Truck
 

Mercedes Road Grader
 

Galion Road Grader
 

IH 1850 Cisterne.
 

One vehicle is awaiting assessment
 

IH 1850 Dump Truck.
 

Overall the project is somewhat behind in its implementation
 
schedule. This is due to the following factors:
 

I) delay in completion of the repairs to the 
 workshop, 
2) lower than hoped for worker productivity, 
3) delays in procurement of necessary spare parts. 
These factors are discussed in greater detail in section VII 
below. 



IV. - Objectives/Tareta 

The implementation section above notes the status of repairs
 
on the heavy road equipment at the end of this reporting period. The 5
 
vehicles repaired during this period bring to 
9 the number repaired
 
directly through the project. 'ith the work currently underway on other 
pieces of road equipment it is likely that 
a few more will be repaired
 
before the completion of the master mechanic 
contract in late December.
 

The number which will be repaired prior to his departure
 
depends partly on whether the ordered spare parts 
arrive in time. 

These additional repairs will bring the total number of
 
vehicles repaired close the original goal
to of approximately 18 pieces 
of heavy equipment.
 

V. - Physical Progress 

The number of vehicles repaired and those awaiting spare parts 
and undergoing repairs are listed above. 

VI. - Major Accomplishments With Respect tO Overall Purposes 

Besides the repairs undertaken on the heavy road equipment 
listed above, during this reporting period four pieces of heavy equipment 
were in Chad was retrieved. A comprehensive list of heavy equipment 
also compiled by the National Road Bureau ( ONAR ). This list also gives
 
a rough estimate of the condition of each vehicle. Also as 
called for in
 
the OPG, an evaluation was pqrformed on 
the project ( See Attachment A).
 
The evaluation estimates the project has been 67,' completed as of September 

8,1984. 

VII. - Delays and Bottlenecks 

Three areas which are causing the project to fall somewhat 
behind schedule are delays in completion of repairs on the workshop, 
lower than hoped for worker productivity, and delays in procurement of
 
necessary spare parts. Each of these areas 
is discussed below.
 



A. Workshop Repairs 

The contract for repairing the workshop was terminated with
 
35 5 of the work yet to be completed. ( This contract is 
outside of the Africare OPG). Beside taking longer than anticipated
 
to repair the facilty  which in turn has slowed repairs on the
 

equipment - the work yet to be completed effects security and 
safety. Locks and security structures have yet to be completed. 
With the purchase of additional tools and spare parts the risk of
 

theft becomes a greater concern. 

The concrete floor has only been 50% completed. This results
 
in decreased workshop efficiency. Vehicles must be pushed from
 
one side of the workshop to the other and a 
four inch difference
 
between the level of the new floor and the 
old floor causes
 
difficulties. Also, 
 it is a safety hazzard should a truck without
 
brakes be moved. 
Leaks to the roof also are a safety problem as
 
one large puddle forms in fron* of a tool crib and another leak is
 
in the en-ine overhaul area near an electric 
installation. 

B. Work Force Productivity
 

While attendance has increased markedly since the implementation
 

of a Food For Work propTam requiring the workers to turn in attendance
 

cards each morning and to collect them at the end of each day, 
problems continue concerning worker presence during the work day. 
Unauthorized disappearances and absences are not uncommon. Workers often 
stay away from assigned shop sections so 
that they cannot be located
 

as needed. This often results in lengthy delays.
 

Also individual perceptions concerning the approri-ateness of assigned 
tasks has posed some problems. For example in the rachine shop 
area, which is one requiring the most attention to cleanliness due
 
to the precise 
nature of the work and machines, there is little
 
maintenance. Machines are rusty, grimy, lack lubrication and are 
in generally poor repair. Efforts 
to have this area better maintain
 
have met with resistance. The floors are not swept regularly nor 
are relatively costly custom made covers for the equipment placed 
over the machinea when they are not in une. This example
 
illustrates 
 the kind of problem encountered to date which
 

r&,Auces shop efficiency and safety. 



To 	improve productivity the following suggestions have been made:
 

1) Since the main function of the workshop foreman in 
to assure 
the continuity of workshop operation, the foreman should be on 
site 100 % of the time. Any duties requiring attention off-site 
should be performed by delegating the responsibility to an 

assistant.
 

2) Duties should be assigned so that specialized personnel 

are not assigned tasks that may be performed by less specialized
 

personnel. 

3) 	All work and trafic flow should be cleared with the foremar. All 
vehicles needing repair should be covered by work order.a 
Vehicles awaiting repairs should be assimed a parking space in the
 

yard that does not block access to doors and pas.3age throu,,h the 
yard. Deliveries of parts should be designated as to which door
 

to 	use and where to place the parts delivered so as not to block 

aisles. 

4) The foreman should float constantly from ropair crew to repair
 
crew to monitor work being performed as to progress and quality. 
Blockages and needs should be anticipated and other tasks assigned 

until blockages are eliminated or needs met. 

5) Each crew should be assigned a work site at which they remain
 

while waiting further assignments. Orews should sisial when a 
work need or blockage is encountered, and report for further 

assignment once a task is terminated. 

6) Each crew should be assigned an area for which they are
 

responsible to 	clean daily, and the foreman should inspect. 

The shop foreman should assign tasks to section heads who will
 
be 	responsible for immediate supervision of their sections as 

to 	quantity and continuity of work. Section heads should be made
 

aware of a sufficient number of tasks needed to be done so that 

work cres are kept occupied. 



7) Workshop manuals and parts catalogs should be consolidated and 
a sign-out procedure established. It should be noted that 
manuals and catalogs of American made equipment pose problems 
for ordering parts and 	 repairs as they are often not translated 

into French.
 

C. Procurement of Spare Parts 

Due to the limited number of available spare parts in Chad delays 
in procurement of spare parts were not unexpected. During this 
period it was proposed to increase the Africar* OPG by $ 165,000 
to allow Africare to procure needed spa" parts directly thus 
helping speed up procurement. This proposed adnedment has yet 
to be apnroved at the end of this reporting period. 

VIII. Non-AID Inputs
 

Care/Chad's Food For Work Program is being carried out 

efficiently. 

IX. Attachments 

A. 	 Evaluation of Heavy Equipment Repair and Road Rehabilitation 

(NO 	667-0041.3).
 

B. 	Financial Status Reports for the period 

04/01/84 to 06/30/84 ard07/01/84 to 09/30/84. 
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EVALUATION OF HEAVY EQUIPMENT REPAIR AND ROAD REHABILITATION (NO. 677-0041.3)
 

An internal evaluation of the project was carried out in August, 1984 by a
 
three-person team representing USAID/Chad, the Directorate of Public Works,
 
and AFRICARE respectively: Henry Tyszka, Project Senior Mechanic; Ouandjare
 
Babai Malaye, Chndian Project Manager; and Samir M. Zoghby, GDO.
 

The following reflects the findings of the evaluation team. The list of ac
tions to be checked was drawn from the Project Agreement.
 

1. 	Determination of equipment to be repaired
 
a. 	Responsible agent: Public Works
 
b. 	Status: 90% completed
 
c. 	Observations: 16 pieces of Heavy Equipment of the 18 to be repaired
 

have been identified.
 

2. 	Determination of parts needed to repair road equipment
 
a. 	Responsible agent: Public Works
 
b. 	Status: 88% completed
 
c. 	Observations: Major parts have been determined. Other parts needed
 

are determined as each piece of equipment is overhauled.
 

3. 	Procurement of needed parts
 
a. 	Responsible agent: USAID
 
b. 	Status: 35% completed
 
c. 	Observations: Purchase order issued and mailed. Some parts were
 

retrieved from destroyed equipment, others were bought locally, and
 
some were recuperated from the vandalized spare parts shop at the
 
workshop. Some parts were also provided by CARE/Chad for the pieces
 
of equipment which they repaired to be used on the Food For Work Road
 
Repair Project (677-0041.4).
 

4. 	Recuperation of road repair equipment and return to N'Djamena
 
a. 	Responsible agent: Public Works
 
b. 	Status: 90% completed
 
c. 	Observations: Six pieces of equipment were recuperated:
 

- A mobile workshop from Mani
 
- A grader (T500C) from Douguia
 
- A front-end loader (530A) from Massaguet
 
- A I.H. bulldozer (TD20G) from Douguia
 
- A trax from Douguia
 
- A tractor (Seaman) from Douguia
 

All 	the other ten pieces were located in N'Djamena.
 

5. 	Determination of workshop tools and equipment
 
a. 	Responsible agent: Public Works
 
b. 	Status: 80% completed
 
c. 	Observations: Most needs have been identified.
 

6. 	Recruitment of Master Mechanic
 
a. 	Responsible agent: USAID/AFRICARE
 
b. 	STATUS: 100% completed
 
c. 	Observations: Master Mechanic arrived in January, 1984. He has es

tablished a close working relationship with his Chadian counterpart.
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7. 	Procurement of workshop tools and equipment
 
a. 	Responsible agent: USAID
 
b. 	Status: 50% completed
 
c. 	Observations: Part of the tools were purchased in Cameroon. A
 

PIO/C has been issued and a purchase order mailed. An additdonal
 
final tool list is being completed.
 

8. 	Repair of Workshop
 
a. 	Responsible agent: USAID
 
b. 	Status: 60% completed
 
c. 	Observations: The repair of the workshop was plagued by a three

cornered problem: the perennial delays by the contractor, the
 
repair of water leaks, and the hooking up of appropriate electric
 
voltage. The water problem has been resolved and the electricity
 
problem is being resolved. The contractor has 18 days as of
 
8/2/84 to complete the work, otherwise he will be penalized by a
 
very heavy fine. There is a misunderstanding with the contractor
 
concerning a cement floor in the workshop. Part of the job is com
pleted and we are looking for a way to complete the job.
 

9. 	Procurement of utility vehicle
 
a. 	Responsible agent: USAID
 
b. 	Status: 100% completed
 
c. 	Observations: The vehicle has arrived and a driver was hired.
 

10. Organization of workshop management and division of responsibility
 
a. 	Responsible agent: Public Works and AFRICARE Master Mechanic
 
b. 	Status: 100% completed
 
c. 	Observations: The workforce at the workshop has been organized
 

into five work groups: Heavy equipment, trucks and cars, engine
 
overhaul, electricity, machine shop and body shop.
 

11. Repair of Road Equipment
 
a. 	Responsible agent: Public Works
 
b. 	Status: 48% completed
 
c. 	Observations: Eight piecus of equipment have been rehabilitated,
 

and eight are undergoing repairs.
 

12. Training of Chadian teams working in workshop
 
a. 	Responsible agent: Public Works, and AFRICARE Master Mechanic
 
b. 	Status: 60% completed
 
c. 	Observations: On-the-job training underway
 

13. Organization of road brigades
 
a. 	Responsible agent: Public Works
 
b. 	Status: 0% completed
 
c. 	Observations: Delays in the organization of the road brigades are
 

due to the transfer of responsibility for road maintenance and re
pair from the Division of Public Works to the National Road Author
ity (OFNAR) which is still underway.
 

14. Presentation of workplan and budget for Phase II
 
a. 	Responsible agent: Public Works
 
b. 	Status: 0% completed
 
c. 	Observations: See 12.c
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15. Certification of Public Workr, accounting system
 
a. 	Responsible agent: UES,*D
 
b. 	Status: 100% completed
 
c. 	Observations: 
 The Public Works system has been certified. We
 

now have to ascertain the modalities of the transfer of respon
sibility from Public Works to OFNAR to make sure that, if trans
ferred, the trained Chadian personnel and the system used are the
 
ones we certified.
 

General Comments:
 

This project has had a number of problems. The Master Mechanic was re
cruited late, the worksbop was not repaired quickly, parts and tool, did not
 
arrive as fast as expected, and road maintenance was taken from Public Works
 
and given to a newly-created organization with all the ensuing transition
 
problems. Yet, "n spite of all these problems, the project is 67? com
pleted. Problems were tackled and resolved:
 

1. 	A close working relationship was developed between the Master Mechanic
 
and his Chadian counterpart.
 

2. 	A trip was made by both to 
Cameroon to purchase the most immediately
needed tools.
 

3. 	A Food-For-Work supplement was arranged with CARE as an incentive for
 
workers now paid a half-salary to arrive on time to work and remain
 
until the end of the day.
 

4. 	The workshop repairs are planned to be completed by September 11, 1984.
 

5. 	The transition from Public Works to OFNAR is underway and should be as
 
smooth as possible allowing for typical problems of transition.
 

GDO:SMZoghby:lc
 

September 8, 1984
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