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FROM

G. L. ROBERTS, SENIOR MECHANICAL ENGINEER

TO : H. W. CHIPETA, PRINCIPAL TRANSPORT OFFICER
RE : FINAL REPORT ON ADVISOR'S ACTIVITIES UNDER THE ‘RC
i MALAWI COMMER .
TRANSPORT PROJECT 1 et
MAJOR ACTIVITIES OF THE ABVISOR
Lo DEVELOPMENT OF EQUIPMENT SPECIFICATINONS

The Advisor has developed equipment specifications
acceptable to the various donors supporting the loncrease of

Malawil owned and operated Internacional trucking capacley.

These speciflcations wore developed In close
coordlantion with each Donor’s varylng procedures and
requlrements to ensure that Lhe ecqulpment could withs!and
the environmental and operational conditlons Tound tn 1 he

Southern African Reygrion,

Specificatlons [or Rritish CGrant Cunded cqulpment were
developed by the Advisor and revicwed by technleal
represcentatives of the Crown Agents as required by the
BDDSA.

Specifications for German Graat funded equipment were
developed by the Advisor and reviewed by a technical

representative of COPA Consultants ag required by KFW.

Specificatlions for the Unlted States Grant funded

equipment were developed by the Advisor.

In additiun as a preilminacy exarcise to dovelopilay
the equipment speciffcations the Advisor undertook a study
of the veglonal heavy truck maintenance faciltties and
trailer manufacturing factliitles,



PREPARATION AND EVALUATION OF TENDERS
Preparations

The Advisor in close liailson with representatives of
Crown Agents, GOPA Consultants and USAID drafted the
necessary tender documents which were acceptahle to BDNDSA,

KFW, and USAID.

The advertised tenders called for the following commodlity,

BDDSA - Ten heavy duty 6 x 4 truck tractors and
tank semi-teallers, spare parts and tyres.
KFW - Twenty four heavy duty 6 x 4 Lruck tractors,

spare parts, aund tyres.

USATID

Twenty four tank semi-~trailers, spare parts

and tyres,

Evaluation

The Advisor tn close Llialson with representiatives of
Crown Agents, GOPA Consultants, and USAID cvaluated {he
offers recelved and made a recommendation fo purchase that
was accepted by cach Donor Aggonceye. The awarded contracts

were as follows:

BDDSA - Scammell, ten 6 x 4 road tractors and apare
parts.
- Crane Fruehauf, ten tank seml-trailers and

spare parts.

- Avon, 440 tyres, tubes, and liners.

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

parts and 480 tyres, tubes and liners.

USAID

Trans-Sand International, twenty four tank
semi-trailers, spare parts and 680 tyres,

tubes and liners.



PRODUCTION INSPECTLON AND DELLVERY COORDINATION
Tnspection

BDDSA - KFW

The Advisor was not responsible for the Infcial
manufacturing inspection of these units as this task was
contracted to Crown Agents as required by BUDSA and GOPA

Consultants as requlred by KFU,

However, the Advisor did tnspect.the Crane Frachauf
manufacturing facility and the trallers in production on

his own time when visiting Great Britlan.

USALID

The Advisor was responslible for and carried out the
pliot model inspectfon of the tank semi trallers supplicd
by Trans—-Sand Internattonal., This Inspection was conducted
at the manufacturing facility of IGSA who wore

subcuentracted to assemble these traifers fn Mexico Clty.

Nelivery Co-odlnation

The Advisor was not responsible for this task relatlve

to the equipment funded by BDDSA.

The coordination of delivery of the KFW aud USAID
fund»d equipment 1s on going. The filrsat 12 traillers and all
24 tractors have now landed in Durban in RSA. The Ffirst
complete units should arrive in Malawl by end Marche. The
second shipment of 12 traflers will leave Houston on
apprnximately 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
inconming trailers. All 24 units should be delivared in
Malawl at latest by mid May. The completion of delivery
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coordiratfon will he the responsibility of the Malawt

Commerclal Transport Project Fquipment Coordlnator,

FINAL TECHNICAL [INSPECTION AND ACCEPTANCE OF BEQUITPHNENT
The Advisor completed this task for the equipment funded
by BDDSA at the Port of Dar-es-Salaam at whieh time the

units were turned over to Press Transport.

The Advisor will perform a techniecal Laspectlon of the
KFW and USALD funded equipment at the Port of NPuehanes  Any
defects will he reported to the respective manufacturers
for correction hefore acceptance, llowever, the Einal
{nspection and acceptance {n Lilongwe will heo the
responsibility of the Malawi Commercial Transport Projaect

Equipment Coordinator.

[DENTIFICATION AND IMPLEMENTATLON OF A FINANCTAL
INTERMEDIARY

During the €ilrst Il months of the Advisor s tilme in count ry
the work to establish and Implement a flnancial
intermediary revolved around the concept as preseated fn
the origtinal project paper, This called Far Indebank o bae
involved 1in the nanagement role for g locally formed
financial fnstitutlon which was to be called "Transmode",
Unfortunately the minority shareholders for the proposged
local company were not accetable to USAID and Indebank
became less and less Interested in taking part Ln the

project and finally withdrew from all lnvolvement,

With the impending collapse of the "Transmode" idea the
Advisor made contact with the l.easing and Filnance Compaﬁy
of Malawi (LFC) in November 1986 to discuss the possibility
of using LFC as the required financial intermediary., After
geveral months of negotiations both USAID and KFW agreed tn

the use of LFC as the filnanctial intermediary.



The Advisor then acted as coordinator and facilitator
for the negotiations hetween the LFC and the Government of
Malawl represented by the Ministry of Finance, Minlstry of
Justice and Minlstry of Transport and Communci{atlons.
These negotiations resulted in the acceptance and signtay
of a Master Lease Agrecment hetween the Government of
Malawi (Ministry of Flnance) and the Leasing and Finaance

Compauy of Malawi in Augusct, 19RA.

COMPREHENSIVE INSURANCE FOR MALAWL COHHEhC[AL TRANSPQRT
?ROJEUT VEHICLES

The Advisor was responsible for the coordinatinn of the
effort to identify a viable source of comprehensive Vehielo
Insurance for Malawi Cnmmerélnl Transport Project vehleloes
that wiil pay damage claims In a readily convertible
currency (US Dollars). An attempt was made to place this
insurance with a US underwrlter however hoth the cost and
terms were totally unacceptable due to the natnre of the
fuel transport beilng undertaken. In this end Lolyds wag
willing to underwrite the polley and an Aprecment was
reached with MIBRO altcer sollcliting quotations [rom
varlous Malawl bhased brokers all relying on lolyds for
cover, This agreement calls [or two years of [ull
comprehensive insurance with both the claims and premlums
pald in US Dollars. As a result of additional negotiations
the Petroleum Control Commission (PCC) has agrred to make
the required Kwacha counterpart payment's to the MCTP
Special Fund in lue of paying thls same sum to MIBRO for
the usual pool Insurance now in effect for vehicles
transporting fuel for the PCC. The actual mechanics of the
insurance payment ig yet to be worked out between Ministry

of Tranaport and Communications and USAILD.



PRUJECT EQUIPMENT HONITORING SYSTEM
The Advisor has developed a monltoring system which
tracks vehlcle utilizatlion, lease payments, scheduled and

unscheduled maintenance and the sale of spare parts and

‘tyres.

This system recelves Inpat from the financtal
intermedlary, maintenance contractor and the fuel transport
broker. The Ministry of Transport and Communications
analyses the ihput and then the system provides feedback
where required such as malntenance Informatlon provided to
financial intermediary etce. A flow dlagram of the system

18 shown in figure I.

This system also provides for a quarterly physical
inventory of spare parts and tyres. It will remaln in
operatjon for the Lnitlal lease torm of 60 montha and
provide each donor with a quarterly report duarlag that

period.

SUPPORT FOR MALAWI INTERNATIONAL TRANSPORTERS

The exlsting environment within which the Malawi
interniational road transporter aperates is a hostile onc.
It ts characterized by very high capital and operating
costs, poor equipment support, difficult bermlt procedures
in surrounding countries and what certainly seems like an
unlimited number of forelgn road transpo}ters interested In

moving Malawl”s import and export cargo.

The Advisor has provided support for the infant Malawi
international road transport industry in numerous areas

such as equipment specificatlons, operations, procurment,

malntenance and toad service permlts in surrounding

countrles.



lowever, the area in which the Advisor has had the
greatest successg in improving the curreﬁt operating
environment i1s the reductlon of the high cost structure
faced hy Malawi-s international road transposters. The
three specific areas of cost that have been addressed with

€ome successs, are as follows:

A. Use of leasing as a financing alternatfive to the
purchase of road transporct equipment., This approach
fireatly improves the operators cash flow, has posltive
locome tax beneffts and provides access to new equi pment
at monthly ratea that are reallstic and affordable for

the Malawl operators.

B. Asslsting Malawt transporters Ln thelr negotiations and
constant submissions to the Reserve Bank faor an adequat e
level of forefgn exchange to permit eEficlent and
effective operation. This suppport has heen offered to
help ohtaln revolving accounts for fuel purchases
outslde Malawi, agent and other necessary administrative
services, repafr and malntenance services and finally

toll and permit fees.

C. The development of a 8ystem to rebate duty and surtax
pald on spare parts and tyres by Malawl finternational
trangporters and the subsequent negotlations with the
Ministry of Finance and Department of Customs and Excise
which resulted in the adoption and implementation of the
sytstem. This system has been operating successfully for
L8 months,

9. AXLE LOAD ENFORCEMENT
The steadily lncreasing number of heavy road .transport
vehicles will continue to take {ts toll on the road system

.of Malawi. The present pavement and bridge structures were
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not designed for the niumber of equivalent axle loadings or
the extreme overloading which they are now subjected to un

an almost dally basts.

The Advisor upon his arrtval In Malawl discovered that
four sets of new portable axle welghing equipment Funded
through the Sth Highway ProjJect had been in the country for
two years but had not been mpacked or put futo service hy
the Road Traffic Department. This equipment had rematinced
unused due to the lack of a sulficlent numher of
welghbridge attendants and lack of Cunding to obtain the

necedsary tralnlong for operators.

The employment ol addftional welpghbridge attendants was
ot possible (n the short term so the Advisor concentrated
flest on securing the tralning for agttendants already
employed. After protracted negotfations with the MinlusrLry
of Finance which lasted six months funds were released.
The training was performed by the equipment wanufacturer,
Treavor NDeakin Limited, Two training programmes, one ¢ach
in Litlongwe and Blantyre were ecarciod ont doring which alli
the exfsting welghbridge attendants were traloned to use,
maintain and calibrate the portable axle welghing

equipment.

The Advisor then developed and submitted a plan to
formulate and implement additional welghbridge teams to
enhance the existing axle load enforcement programme.,
However, due to a continuing (nabillity to employ additional
attendants only one set of the portable axle welpghing
equipment was put into regular use. Furtunately recent
donor funding from GTZ in the form of Kwacha counterpart
funds have been made avallable and additional Attendants

have lLeen employed to fil1l non-established positionse.
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VEHICLE TEST EQUIPMENT

This area was originally the respongibilicy of the
training Coourdinator however at year end 1987 it was
shifted to the Advisor. At that time a review was
conducted of the previnus activity Ln this area. The Road
Traffic Department had ordered hrake testing and other
equipment from the CBD Fquipment Company of Sooth Africa
which was purchased by USAID Ln early 1986 through a direoet
letter of commitment. Unfortunately a considerable numbher
of major components for the equilpment purchased were pot
supplied by the manufacturer and the civll works needed for
instatlation were still not completed when the Advisor tuok

over responstbility for this area.

A physical tnvestiyyation was taken of the ocquipment
recelved and the Advisor estahiished a dialopue with the
manufiacturer to negotlate for the cemalning ftems not
shipped and the installatlon. These inttial efforts and
all subsequent actinn on the part of the Advisor to obtain
the components, plans, drawings, matntenance {aformation
and operating {nstructlons not soupplied by CBD had praoved
unsuccessful, At that poilnt the Advisor was lustructed by

PIC to investigate other optlons for solving thls problem.

The Advisor travelled to South Africa to try and lncate
CBD and to consult with other manufacturers and major users
of the type of hrake 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 concerninpg the possible
conversion of the existing equipment to a different load-
cell and indicator system. Illowever this conversation would
be of an unorthodox and untented design and not certified

by the South African Bureau of Standards.



Mcetlngs held with equipment users in South africa
élearly indicated chat c¢nn equilpment is unreallable, poorly

supported and in all cases was belng replaced.

As a result of the Advlsor-~s fnvestigations a
recommendation was mada to the Ministry of Transport and
Communications to scrap the extsting equipment and replace
it with equipment that can bhe supported within the Southern
African reglon. An RFP for this procurement stilll needs to

be developed
SUMMARY

The activities out{ined abave accounted for the majority of
the Advisor®s time however many addltional arcas and speclal
ctlvities were undertaken as well. The AMdvisor wili he happy to

discuss any activity undertaken by him darlng his tenure.

A numbor of recommendat lons are presented In the next
ection to sapporct and streghithen the road transporl sector which
#11l1 requir2 a strong committment and contlaved Intercst on Lhe
art of the Covernment of Malawl. [t is the Advisor”™s vlew that
he current level of commlttment to the support and lmprovements

are sorely inadequate. Thls Is a serlous mater given the
bsolute importance of Internatiounal and domestic road transport
to the health and survial of Malawi’s econony relative to itsg

land locked positlon.

RECOMMENDATIONS

l. Leasing

The leasing concept although not originally contained 1in
the deslgn of the Malawi Commerclal Transport Peoject har

proven to be a very "appropriate" mechanism for financling
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the cost of road transport equipment. The contlnued use of
this system is strongly recommended and should ha the
cornerstone in any new Donor funding programmes for

commodity assistance.

Government Support

Cost reduction efforts already In place should bhe strongly
supported and expanded by the Government of Malawl and 1in
particular by the Ministry of Transport and Communicatlons

and Minlstry of Flnance.

A. Custon duty, surtax and Loput levy should be removed
from all heavy duty road transport equlpment bhoth
powered and trailered unfts. This cemoval should also
apply to spare parts and tyres for this class of

equipment.

Be Donors should be cacouraged to support "duty fren"
condltions for all commodity ald and to the road
transport industry., Expensive capltal equipment can nnt
and will not he protected in an environment of

prohibltive cost.

C. The basic nature of road transport requires that the use
of routes and product served must be extremely [lexible.
To date the Reserve Bank of Malawl does not scem to have
grasped this operating reallty whick requlres
transporters to act quickly or face loss of market share
and excessiva costs. The Minlstry of Transport and
Communicaticns should campalgn vigorously for the,

following:

l. Importation of second hand road transport cquipment
that 1is technically sound
2. Direct importation of tyres and spare parts by

transporters,
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).

3. Closer lialason between the Reserve Bank aud Minlstry
o Transport and Communicatlons concernlng requests
for forelpgn exchange allocatlons.
4. Cuwupon systems with surrounding countries to minimize
the use of hard currency for tolls, fees and permit

charges.

Tralnlng

The initial trailning couduncted under the Halawi Commercial
Transport Project should he continuned and expandad to
fnclude the follo®ing:

a. Induatry wide tratning in the areas of vehlale
operation, ftnance, admintstratlon, preventlive
maintenance and drivers {nstruction,

b. An intensive set of in country short courses Lfn vehlcle
testing procedures, operating principles and road
enforcement for Road Traffliec Department Vehicle
Inspectors.

c. lUp todate coples of the Road Traffic Act shonld he made
avalable for employees of the Road Trafflc Pepactment
and Minlstry of Transport and Communications as there Is
conslderable confusion as to what are the "remulatlons”

concerning many areas in the Act.

Road Traffic Department

Two of the Advisor”s activities, axle loed Entorcement

and vehicle test equipment as well as numerous cases of
permit and exemption problems underscore the ahsolute need
for an operational study of the RTD and a subsequent
reorganisation which will reflect the major areas of

importance and thus lncrease effeclency and effectivencss.

Donor lunding should be ldentifled for the organisaviunal

study, implementation of new operatliing procedures and



technical assistance to suport the major responsibly arveas
of the RTD such as vehlele reglstration, driving llcuuLus,

vehicle inspection, Road service permits etc.

S5 Government Policy

A much stronger committment by the Government of Malawl
wil)l be necessary L[ the Malawl road transport Industry Ly
to gruw into a viahle, efflclent, effectlve and 4afe sector
of the Malawi economy capable of providing strategic
transyport capacity. At a minlmum the following areas must

be addressed:

Professlonal posltlons left vﬁcnnt for months and somet(mew
years within the Minlstry of Transport and Communications
should be filled with the hest qualiflfed candidates as
soon .8 possible.

The Minilstry of Finance and the Reserve Bank of Malawl must
make an Increased comittment to the road transport
operators as outlined Iin recommendatrion 2.

Strlct enforcemeant of current regulatlons reparding Road
Secvice Permlts and exenptions as well as axloe averloading.
Development and lmplementation of a graduated flne
Structure for axle overloading that daccurately reflects the
damage inflected upon the pavement structure by overloaded
axles,

Shifting the responsibility for and che operation of axle
load enforcement from the RTD to the Mlntstry of Works who
are the responsible authority for construction and
maintenance of the road network in Malawi. In addition

the curcrent funding provided from the GTZ specfal tyre Ffund
to be used for axle load enforcement should also be
shifted.



Empower the
and impound
without the

require all

currency by

of Malawlan

Vehicle Inspectors of the RTD to stop, inspect
unsafe vehicles as an autonomus authority
vequirement of police presence.

permit and trip pass feces to be pafd Ln hard
transporters from countries requiring the same

operators

Strict adherence to the traffic sharing agreements with

surrounding

countrles in relation to granting permits cto

forelgn transporters and equitable treatment for Malawl

transporters.






