
Ref. No. MTC/PF/1392 
 8th march, 1989
 

FROM G. L. ROBERTS, SENIOR MECHANICAL ENGINEER
 

TO H. W. CHIPETA, PRINCIPAL TRANSPORT OFFICER
 

RE 
 FINAL REPORT ON ADVISOR'S ACTIVITIES UNDER THE MALAWI COMMERCIAL
 
TRANSPORT PROJECT
 

MAJOR ACTI.VI'r1I,S oF 'ILE AI)VISOR 

1. DEVELOPMENT OF EQU[I'M ENT SPECIF[CAT[ONS 

The Advisor has developed equipment spetii ficat Lolls 
acceptable to var-ousthe donors supportinLg tie Lncren:--: ,io

Mala:st owned and operated international trucking caprcity. 

These specificattorts were th-veioped tn vlose
 
coordil'intion 
 with each lDonor'.s varying prrr.ritres arid 
requi remeots to Lheei.; tire thaL eqci pinenI- rmu,ld wlll i.r Irid 
tire environmental and Olnnlt i; l co d[itlmouri; Fiinlnd I Ir'
 
Soiithern African Reg [1iin. 

Specifications for BriLt i.Ih Grant eilqufunded pineiit werr 
developed by the Advisor and byreviewed tc:-lrnical
 
representatives 
 of the Crown Agents as required by tihe 
BDDSA. 

Specifications 
for German 
,rant funded equipment were
 
developed by the Advisor and 
reviewed by a technical
 
representative of 
COPA Consultants as required by KFW.
 

Specifications 
for the United States Grant funded
 
equipment were developed by 
the Advisor. 

In addition aa a ipreliimtnrary exercisu Lo dovelopin)
 
the equipment specifications 
the Advisor undertook a study
 
of the regional heavy truck maintenance facilities and
 
trailer manufacturing facilities.
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2. PREPARATION AND EVALUATION OF TENDERS 

Prepa rat ions 

The Advisor in close liaison with representatives of 

Crown Agents, GOPA Consultants and USAID drafted the 

necessary tender documents which were acceptablhe to BDDSA, 

KFW, and USAID. 

The advertised tenders called for the foI Lowi ti, commnd I ty. 

BDDSA - Ten heavy duty 6 x 4 truck t.ractors and 

tank s-mt-trat I er , spare partr; aid tyren. 
KFW - Twenty four heavy duty 6 x 4 tru, k tractor%, 

spare parts, and tyres. 
USAI) - Twenty four tank semi-trailers, spare parts 

and tyres. 

Eva Lat'ion
 

9he Advisor in close Htaison with 
 reprcsentativet cf 

Crown Agents, GOPA Consltants:, and USAID .v:luated Lth 

offers received and made a1 reo:ommendatton to pucrchase I:11,t 
was accepted by each Donor Agncy. The aw;irdd contracts 

were as follows:
 

110D)SA - Scainme L, ten 6 x 4 road tractors and spare 

parts. 

- Crane Fruehauf, ten tank semi-trailers and 

spare parts. 

- Avon, 440 tyres, tubes, and liners.
 

KFW 
 - MAN, twenty four 6 x 4 road tractors, spare 

parts aid 480 tyres, tubes and liners. 

USAID - Trans-Sand International, twenty four tank 

semi-trailers, spare parts and 680 tyrus, 

tubes and liners.
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3. 	 PRODUCTION INSPECTION ANI) EIVEIRY COORDINATION 

In pecLtion 

BDI)SA - KFW 

The Advisor was not responsible for the Initial
 
manufacturing inspection these units
of as thi s task was 
contracted to Crown Agents as required by RlDSA and (oI'A 

Consultants as required by KFiW. 

However, the Advisor ,did Inspect the Cr:ne JFrachatil ' 

manufacturing facility and the trailers in prod tetion onl 
his own time when visiting Creat Britian. 

USAID 

The Advisor was responsible for and carried out th 
pilot model inspectJon of the tank semi trnl[ers stppiled 
by Trans-Sand international. Thiis inspection was conI,': te, 
at the manufacturing facility of IGSA wio were
 
subc,,nLracted to assemble these 
 trailers In Mcxi1co CI it. 

Delivery Co-odlnnt loii 

The Advisor was not responsible for this task relative 

to the equipment funded by BIDDSA. 

The 	coordination of delivery of 
the 	KFW and USAI)
 
fundd equipment is on going. The firat 12 trailers and all 
24 tractors have now landed in Durban RSA. The first
in 


complete 
units should arrive in Malawi by end March. The
 
second shipment of 12 trailers will 
leave Hlouston on
 
approximately 16th March to arrive Durban approximately 20
 
April. The remaining 12 tractors are currently stored in 
Durban and will remain there to be linked up with the
 

incoming trailers. 
 All 24 units should he dolivered In
 
Malawi at latest by mid May. 
 The 	completion of delivery
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coordination will 
be the responsibility of the Italawi 
Commerctal Transport Project Equipment Coordinator. 

4. FiNAl. TECHNICAL INSPECTION AND ACCEPTANCE OF .QIIIPMENT 
The Advisor completed this task for the equipment f-uded 

by BDDSA at the 
Port of D)ar-es-Salaam 
at which time the
 
units were 
turned over 
to Press Transport.
 

rhe Advisor will perform a technical ln;portlon of tir.
 
KFW and USAID funded equipment at the Port of Dtirhan. Asiy
defects wtl I be reportod to th, respective ImahtiIfll ctorers 
for correction before acceptance. However, the final 
inspection and acceptance in I.ilongwe will h,! the
 
responsibility 
 of the Malawi Comnerci'al Tran.;port ProJ,:ct 
Equipment Coordinator. 

5. IDENTIFICATION AND IhImLvftEN'iAT LON OF A FINANCvIAl,
 

INTE RIMEI)I ARY
 
During the 
 first 1I months of th. Advisor's . ine in coon. I'­
the work to establish and implen nrt a financialn 
intermediary revolved around tht. concept as presented Iii 
the original project paper. Thin called for [Indebank Lo ho 
involved in the management role for a locally formed 
financial institution 
which was 
to be called "Transmode".
 
Unfortunately the minority shareholders for the proposed 
local company were not accetable to USAID and Indebank 
became less and less interested in taking part In the 
project and finally withdrew from all involvement. 

With the impending collapse of the "Transmode" idea the 
Advisor made contact with the Leasing and Finance Company 
of Malawi (LFC) in November 1986 to discuss the possibility
of using LFC as the required financial intermediary. After 
several months of 
negotiations 
both USATD aid 
KFW agreed to
 
the use of LFC as 
the financial intermediary.
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The Advisor then acted as coordinator and facilit'ator 
for the negotiations between the LFC and the Government of 
Malawi represented by the Ministry of Financ., Ministry of 
Justice and Ministry of Transport and Commooviations. 

These negotiations resulted in the acceptancte and signing 
of a Master Lease Agreement between the rovornmnent of 
Malawt (Ministry of Firtince) and the L nasin, . d Finanin'v 
Compnaoy of MaLawi in Auguqt, 19R. 

6. COMPR111.ENSEVE INSURANCE FOR IALAWI COIIERC[AL TRANSPIORT 

PROJECT VEHICLES 

The Advisor was responsible for the coordination of th.! 
effort to identify a viable source of comprehensive Vehil, 
Insuran~ce for Malawi Commerc Lal Transport Project vehiels 
that wiil pay damage claims in a readily convertible 

currency (US Dollars). An attempt was made to place this 
insurance with a US underwriter however both the cost and 

terms were totally unacceptable due to the n.lture or th. 
fuel transport being undertakeri. In this ond Llyds was: 
will inmug to underwrite iei pollcy and an Apgz-z*1'mm11t wj;aIs 
reached with MI' BRO aflur sol €:I ting 1m ttLa. 11) f om 
various Malawi based brokers all relying on L.-)Lyds for 
cover. This agreement calls for two years of rull
 
comprehensive insurance with the and
both claims premiums 
paid in US Dollars. As a result of additional negotiatlon!i 
the Petroleum Control Commission (PCC) has agrred to make 
the required Kwacha counterpart paymentNs to the MCTP 

Special Fund in lue of paying this same tosum HIBRO for 
the usual pool Insurance now in effect for vehicles
 
transporting fuel for the PCC. The 
actual mechanics of the 
insurance payment is yet be outto worked between Ministry
 

of Transport and Communications and 
USAID.
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7. 	 PRUJECT EQUIPMENT HONITORING sYs'TE 

The Advisor has developed a monitoring system which 

tracks vehicle utilizatton, lease payments, scheduled and 

unscheduled maintenance and the sale of spare parts and 

tyres.
 

This system receives inp:t from the financial 

and the fie.l trans portintermediary, maintenance cor;tractor 

broker. The Ministry of Transport and CommunIi'attons 

then the system provides feedbackanalyses the input and 

where rquired such as maintenance tnformation provided to 

financial intermediary etc. A flow diagram of the system 

is shown in figure 1. 

Thiq system also provide!; for a quarterly physical 

inventory of spare parts and tyreq. It will remain In 

operation' for the [nitial Leas, torm of 60 montih: and 

provide each donor with a quart.,rly report dtirlmg that 

period. 

8. 	 SUPPORT F:OR HALAWI INrERNAT [I)NA1b TRANSPORTER!;
 

TIhe exLsting environment within which the 1mtlnwi
 

interntional 	 road transporter -perates is a hostile one. 

high capital and operatingIt is characterized by very 

permit 	procedures
costs, poor equipment support, difficult 


in surrounding countries and what certainly seems like an 

unlimited number of foreign road transporters interested in 

moving Malawi's import and export cargo. 

The Advisor has provided support for the infant Malawi 

numerous areas
international road transport industry in 


such as equipment specifications, operations, procurment,
 

service permits in surrounding
maintenance and road 


countries.
 



-7-

Ilowever,- the area in which the Advisor has had the 
greatest success in. Improving the current operaLtng 
environment is the reductton of the high cost structtre 
faced by roadMalawi's International 
 transpo.-ters. 
 The
 
three specific areas of cost that have been ndre ssed wl.t li 
some successs, are 
as follows:
 

A. Use of leasing as a finan'tng alterantivv to the 
purchase of road transport eqiiipment. This approach
greatly improves the operators cash hasflow, positive
income tax benefits and provides access to new eqiilp.en t 
at monthly rates that are real Istic and affordable for 
the Malawi operators. 

B. Assisting Malawi transporters in their negotiations and 
constant submissions to the Reserve Bank for nn adeqlate 
level of foreign exchange to permit efftClVnL and 
effective operation. This suppport has heen offered to 
help obtain revolvtngT accounts for fuel purchases 
outside Malawi, agent and other necessary ;ilmnin ttrat i. 
services, repair and maintenance service!; ai i fi.ally 
toil and permit fees. 

C. The development of a tosystem rebate duty and surtax 
paid on spare parts and 
tyres by Malawi international
 
trmnsporters and the subsequent negotiations with the 
Ministry of Finance and )epartment ol Customs and Excise 
which resulted in the 
adoption and implementation of the
 
system. This system has been 
operating successfully for
 
18 months.
 

9. 
AXLE LOAD ENFORCEMENT 
The steadily increasing number of 
heavy road ,transport
 

vehicles will continue 
to take Its toll on 
the road system
 
of Malawi. The 
present pavement and 
bridge structures were
 

http:eqiilp.en
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not designed for the iamber of equiva lent ax l.e load filas or 
tile exCtreme overlondtlug which they are now sah. c ted to on 
an almont daily basis. 

Th-! Advisor upon his arrival In 1 alaw dincovrucd Lht 
four Aets of new portable axle weilghing equllpent Finded 
through the 5th Highway Project ,ad be in alie country rjr 
two years but lad not been iinpacked or put into servLce: by 
the Road Traffic Department. 'rhis equipmetiL h:d remtainied 
unused due to tite Lick of a sufficLent itmher oF
 
we ighbrldge attendants 
 and lack of fundi n tL,L ht alii Lith 
necessary training fur operators. 

The employment of adlditional weighbrldgl atteodantse w:ts 
not posslble in the short term so tie Advisot votctiCtrateO1a 
first on securing Lite training fur attindant ; al ready
 
employed. After 
 prctra:ted yegoLations with the tIlni.,.try 
of Finance which lasted six months funds werte released.
 
The training was performted 
 by the equipment a1.11n1faCt1rt.r, 
Treavor Deakin l,laited. Twr tra ining progr.imuai.m.m , )no' e.ich 
in Lilongwe and Blantyre were enrrieai ot d.iring which il I 
the existing weighbridge attendant!; were traliloI to aas .,
 
maintain and calibrate the portable axle weighing
 

equipment. 

The Advisor then developed and submitted a plan to 
formulate and 
implement 
additional weig4ibridge 
teams to
 
enhance the existing axle 
load enforcement 
programme.
 
However, 
due to a continuing inability 
to employ additional
 
attendants only 
one set 
of the portable axle weighing
 
equipment 
was put into regular use. Furtunately recent 
donor funding from GTZ In the form of Kwacha counterpart 
funds have 
been made available and 
additional attendants
 
have been employed 
to fill non-established 
positions.
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10. VEHICLE TEST EQUIPMENT
 

This area was originally the responsibility of the
 

training Coordinator however at year end 1987 i.t was 

shifted to the Advisor. At that time a review was
 

conducted of 
the previous activity In this area. The Road 

Traffic Department had oriered brake testtrig, and other 

equipment from the Cii) Equipment Company of SriLli Africa 

which was purchased by liSAIII in early 1986 through a dire.'t 

letter of commitment. Ulnfortunately a considerable nurilher 

of major components for the eqiitpsent purch:rsr'd were RiOt 

supplied by the manufacturer and the civil works needed fur 

installation were stiLl not completed when tihe Advisor tok 

over responsibility for this area.
 

A .hysical investigation was taken of tht elrt pment 

received and the Advisor estahl isied a dialoguo with the 

manufacturer to negotlate for the remaining Items not 

shipped and the installation. These inttial efforts and 

all subsequent action on the part of the Advi ,;,r to italoi 

the components, plans, drawlnugs, man.ntenanct? i frirrln't lon 

and operating instructlons not supplted by CRI) ilt] pr,vod 

unsuccessful. At that point the Advisor wa,; irstr~rcted by 

PIC to investigate other options for solving this problem. 

The Advisor travelled to 
South Africa to try and locate
 

CBI) and to consult with other manufacturers and major users
 

of the type of brake testing equipment needed by the Road
 

Traffic Department. An attempt was made to procure the
 

necessary components from other suppliers 
but this proved
 

unsuccessful. A firm was consulted concerning the possible
 

conversion of 
the existing equipment to a different load­

cell and Indicator system. llowever this convers;,tion would
 

be of an unorthodox 
and untested design and not certified
 

by the South African Bureau of Standards.
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Meetings 
held with efluipment users in South africa 
clearly indicated that CBD equipment is unreatiahle, poorly 
supported and in all canes was being replaced. 

As a result of the Arv[isur's investigations a 
recommendation was made to the Ministry of Trarniport and 
Communications to .c rap thi. ext qting equipment and replace 
it with equipment that can 	 he supported withlii the Soothwrn 
African region. An RFP for 	 this procurement st [11 needs to 
be developed
 

SUIVIARY 

The 	 activities outlined above accounted for the majori. ty of 
the 	 Advisor's time however many add iional area% and special 

ctivities were undertaken as; well. The Advisor will he happy to 
discuss iny activity undertaken hy him drl.ng lila tenure. 

A ntimber of recommendatl [nis are presented i. 	 liv next. 
actlon to siplI)ort and qtregiLItn tLhe road tran!p)ort sector whi 4:h 

i l 	 require a strong committmeiL aid cointned InlLe;ru't ui Lie 
art of the (overnment of Malawi. it Is the Adv:sor',s viuw that 
he current level. of commiLttment to tihe support and imnprovements 

are soreLy inadequate. This is a serious mater given the 
bsolute importance of international and domestic ruad traunspo rt
 
to the health and survial 
of Malawi' econorty relative to its 

land locked position.
 

RECOMMENI)AT1ON S 

I. 	 Leasing
 

The leasing 
concept although not originally contained in
 
the 	design of 
the Malawi Commercial Transport Project hna 
proven to be a very "appropriate" mechanism 
for 	financing
 



the cost of road transport equipment. The continued use if
 
this system is strongly recommended and'should he the 
cornerstone in any new Donor funding programmes for
 
commodity assistance.
 

2. 	 Government Support 
Cost reduction efforts already in place shoutldl be stron, ly 
supported and expanded by the Government of Malawi and in 
particular by the Minis-try of Transport and Communicattoris 
and Ministry of Finance. 

A. Custom duty, surtaK anid ilut levy should be removed 
from all heavy duty road traiisport equipmnent both 
powered and trailered units. This removal should also 
apply to spare parts and tyres for this ca;nss of 
equipment. 

B. Donors should be encouraged to support ",lht y free," 
conditions for all commodity aid an(i to the road 
transport industry. Expensive capital eqlit paent can 	 nil: 
and 	 will not be protected in an envIronntmit of 
prohibitive cost. 

C. The hasic nature of road transport requi res that tihe use 
of routes and product served must be extremely flexible. 
To date the Reserve Bank of Malawi does not seem to have 
grasped this operating reality which requires 
transporters to act quickly or face loss of market share 
and excessive) costs. The 	 Ministry of Transport and 
Conmunicati.ns should campaign vigorously for the. 
following: 

1. Importation of second hand road transport equipment 

that is technically sound
 
2. Direct importation of tyres and 
spare parts by
 

transporters.
 

http:Conmunicati.ns
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3. Closer liaison between the Reserve Bank atid Hinistry 

of 	 Transport and CommiinI cat tons concern In, req uests 

for foreign exchange allocattons. 

4. 	 Ciupon systems with surrounding countrios to miinml ze 

the use of hard currency for tolls, fees and permit 

charges . 

3. 	 Training 

The initLial trainLng conductedI unde r the ial.awi Commerc.-La 

Transport Project should be continued and expandid to 

include the folloling: 

a. 	 Industry wide training it the areas of veliftlet
 

operation, finance, ndmintAtration, prevont lve
 

maintenance and drivers instruction.
 

b. 	 An intensive set of it country short cotirs#, in velif clt 

testing procedures, operating principles iii road 

enforcement for Road Traffic Department Vehiclo 

Inspectors.
 

c. 	 iUp todate copies of the Road Traffic Act shliiiul he madi' 

avalabe for employees of the Road Traffic DI)partmient 

and HtinLstry of Transport ;and Ciminuntications as there Is 

considerable confusion .is 	 to what are the "r,,guilations" 

concerning many areas in the Act. 

4. 	 Road Traffic Department
 

Two of the Advisor's activities, axle load Enforcement
 

and vehicle test equipment as well as numerous cases of
 

permit and exemption problems underscore the absolute need
 

for an operational study of the RTD and a subsequent
 

reorganisation which will reflect the major areas of
 

importance and thus increase effeclency and effectiveness.
 

Donor funding should be Identified for the organiseationAl 

operatiing procod,,res andstudy, implementation of new 
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technical assistaiice to suport the major respInsi bry a rean 
of the RTD such as vehicle reglsLration, driving licutice4, 
vehicle Inspection, Road service permits etc. 

5. GovernmiiL Policy
 
A much stronger committment by the Government 
 of Malawi 
will le nece.ssary If the 1halawl. road transport I odoosiLry 1:. 
to gc ,w into a viable, ,,ffetlelct, effective and ,iife sector 
of the Malawi economy capable if providing .traLegic 
transport capacity. At a minmm the following areas motst 

be addressed: 

A. Profe..asional positions left vacant for month.s and sometlin-.c; 
years within the Ihnlmstry of Transport and Coimmnnicattoiir 
should be filled with the best (qioalififed cand Idates as 
soon .is possible. 

B. The Ministry Financeof and the Reserve Bank halawiol' mi,;t 
make an increased comittment to the road transport
 
operators as outlined In 
 recomnmnendiatton 2. 

C. Strict enforcement of current regulntlons ruig;iriLng Raid 
Service Permits and exemptlins. as well as a:l, overloadin[g,. 

D. Development and implementation aof graduattid fine
 
structure 
 for axle overloading that accurately reflects the 
damage inflected upon the pavement structure by over loaded 

axles. 
E. Shifting the responsibility 
for and the operati)n of axle
 

load enforcement 
from the RTD the
to Ministry of Works 
who
 
are the responsible authority 
for construction and
 
maintenance of 
the road network in Malawi. 
 In addition
 
the current funding provided from 
the GTZ special tyre fund
 
to be used for axle load enforcement should also be 

shi fted. 
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F. Empower the Vehicle Inspectors of the RTD to stop, inspect 
and impound unsafe vehicles as an autonomus ait horty 

without the requirement of police presence. 
C. require all permit and trip pass fees to be paid In hard 

currency by transporters from countries requiring 
the same
 

of Malawian operators
 

If. Strict adherence to the traffic sharing agreenets with 
surrounding countries in relation to 7ranting permits to 
foreign transporters and equitabLe treatment for Malawi 

transporters. 
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