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REGIOIA[, Tmm!iSPORT DEVELOPMENT
 
Dar es Salaam Corridor Project (TAZARA)
 

Project number 690-0240
 

INTERIM INFERNAL PROJECT EVALUATION 

PROJEL'P EVALUATICN SUMMARY (PES) - PART II 

13. SUNWARY 

The 	Project responds to TAZARA's immediate need for additional locomotive
 
power by providing new locomotives to carry increased tonnages of cargo. At
the same time, the Project is strengthening the institutional capacity and
operational efficiency of TAZAPk in repair and maintenance of its own fleet of 
locomotives by providing spare parts, tools, testing equipnent, expanded
workshop facilities, and on-the-job training. To increase overall management
efficiency, long-term and technicalshort-term assistance and training are
 
bing provided to the various organizational divisions.
 

Among the major conclusions reached by the Evaluation Team were: 

a. 	Tihe need for all 17 locomotives to be financed by USAID has been 
clearly established. Even with the 17 new locomotives, TAZARA will
still require one additional locomotive by year end 1992 and this
will increase to another 16 locomotives required by 1995. 

b. 	 TAZARA's present: tariff structure generates sufficient Lrevenue to 
meet expenditures. 

c. 
Traffic projections should be significantly revised downward. The. 
present level of traffic on TAZARA of 1.075 million metric tons is
much lower than the 1.64 million metric tons projected in the 
Project Paper. 

d. %r,'oo the three End of Project Status (EOPS) conditions should be
amended and a fourth condition should be added. 

e. 	 Locomotive procurement under Ho~t: CountLy contracting procedures was 
both efficient and effective.
 

14. EVALUATION ME 1IODOLOGY 

The id-Project Evaluation, as structured in the P.oject Paper, addressee
certain information impacting directly on the decision to exercise an option
to procure an additional 9 diesel electric locomotives under the Project. Dueto delays encountered in project implementation, the PACD has been extended to
1994. AS the id-Project Evaluation will also be rescheduled, an interim
internal evaluation has be!en conducted for the purposes of determining the 
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status of TAZARA in meeting the Conditions Precedent as stated in the Project

Agreement. 

This evaluation compared present traffic demandPaper forecasts and assessed TZARA's 
trends to the original Project 

accurate cost data anfl] 
performance in establishing reliable andits use of this data to set appropriate tariff rates.In addition, this evaluation included an implementation review and reassessedproject performance indicators. 

I ,. . on was Lased upon a rapid reconnaissance by a multi-disciplined!:_1 of. 7:fLicers supporting a railway management specialist. This
III 1 4 . covered existing data available at TAZARA's Headthe USArD/Tanzania office es Offices in Darin Dar-y reort:s developed by other donors. 

Salaam. This data was 

"Til,15. PEX FACMRS 

The chlincling political situation in SADCCindicat or for the 
the region is such that performanceProject will to be new 

have reviewed periodically. Opening ofroutes within the region due to peace settlements and/or increasedof routc-s through the 1hepublic usageof South Africa duerelationships to future improvements inwith a.S-c members could divert significant tonnages from TAZARA. 

I IPqPUTS 

III, iml, ntation schedules containedt- within the Project Papero;timi were undulytic with regard to the procurement and deliverysr. cialia'(:J of high value,equip:nt. Procurements 
nave prce~ded 

under Host Country contracting proceduresilch more expeditiously than procurements under AID direct,c:ru,;nmprocedure3; this attributable mainly to the inabilityiI tcontractiny office of theto respond to requirements timely duest a! U-L"t a,.;,s. in a manner 

17. CJIIS 

, - ... u at: this time. 

18. PUIU)OSE 

Tile purp:ose of the Project is to strengthen
improve and exand the capacity andthe operational effic.ency _f the Southern Africa regional transportna'.,or. The subpurpose is to strengthen and expandirprove cperational efficiency of TAZARA 

the carrying capacity and
within the overall SADCC Northern(:oridaor rrt Syst:em.
 

-.atwith the 
del ivery of the first 8 of 17 new diesel(:h,- Project's major input.) 
electric locomotives

not anticipated until August: 1990,Systems .:i.ageiert and O[, the Railwayral.ions contract.or
c.livery of 

only recently mobilized, and thenew spare part:s for the existing fleet of locomotives only
5( _ernt it much earlyco;npl eted, is too to realistically assess the impact of 

http:contract.or
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the 	Project on TAZARA's capacity and Operational efficiency.
 

This evaluation recommends that two of the three End of Project: Status (EOPS)
 
conditions be amended as follows:
 

a. 
A 45% increase (100% in Project Paper] in cargo hauled annually,
 
i.e., TAZARA's carrying capacity increased from 988,000 metric tons
 
in 1986 to 1.44 million metric tons [1.9 million metric tons in 
Project Paper] in 1994 [1991 in Project Paper].
 

Comment: Cargo hauled was only 1.08 million metric tons in FY 
1988/89 (1 July through 30 June). The first 8 locomotives being 
financed by this Project are not scheduled to arrive until August 
1990. 

b. 	A 26% [40% in Project Paper] increase in the locomotive availability 
rate for the total fleet, i.e., average locomotive availability
 
increased from 46%'in 1986 to 58% in 1994 
[65% in 1991 in Project
 
Paper]; an 75% availability rate for the diesel electric
 
locomotives achieved by 1991 [diesel electric locomotives were not
 
addressed separately in the Project Paper].
 

Comment: TAZARA's locomotive availability actually decreased to 44%
 
for FY 1987/88 (1 July through 30 June). The program of overhaul
 
and rebuild of the existing diesel electric locomotives should
 
significantly improve the availability; it is anticipated that FY
 
1989/90 figures will begin to show some improvement.
 

NO change has been recommended to the third EOPS condition, though its utility 
is somewhat limited: 

c. 	A decrease iA average wagon turnaround time, i.e., a decrease in 
average turnaround time of wagons (Dar es Salaam - INew Kapiri 
Mposhi) from the current average [1986] of 35 days to 20 days by 
1994 [1991 in Project Paper). 

Comment: A 17-day turnaround time was achieved by TAZARA in 1989.
 

It is also recommended that consideration be given to the establishment of a
 
fourth EOPS condition:
 

d. A 50% increase in the locomotive utilization rate for the tota]

fleet, i.e., average locomotive utilization increased from 51% in
 
1989 to 77% in 1994.
 

Comment: A 50% improvement 'in the locpnotive utilization rate would 
be equivalent to the acquisition of 11 additional locomotives. 

The original Project Anticipated Completion Date (PACD) was 31 August 1991.
 
The PACD has been extended twice. 
 On 8 June 1988, the PACD was extended to 31
 
August 1992 as a result of delays encountered in meeting the initial set of
 

4 
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conditions precedent and difficulties encountered in developing procurement
documents. On 7 November 1988, the PACD was further extended to 31 August

1994 as a result of the adoption of a more detailed and realistic procurement

schedule for the locomot-ives which incorporat*ed a 36-month period of technical
services commencing with the arrival of the first: locomotive. 

19. GOAL
 

The goal of the Project is to support the development of a strong economic 
foundation for growth in Southern Africa.
 

As the major project input:s have not been delivered to datle, it: is too early 
to assess progress towards achievement: of the goal. 

20. BENEFICIARIES
 

TAZARA is the direct beneficiary of the grant. The increased locomotive
 
availability will result in a higher carrying capacity and increases in
 
revenues, enabling TAZARA to operate at a profit and honor its loan
 
obligations.
 

Consumers in the countries which TAZARA traverses will benefit from the lower

import costs of a variety of manufacturing goods, thus enhancing the quality

of their life.
 

21. UNPLANNED EFFECTS 

Not pertinent at this time.
 

22. LESSONS LEARNED
 

From the Evaluation Team's perspective, the decision to undertake the 
procurement of locomotives as a [lost Country contract was clearly the correct 
one. The excellent working relationship that develored between TAZARA and 
USAID/Tanzania during the course of the procurement is testimony to the merits 
of Host Country contracting. The decision to delay, release of the procurement
documents until such time as the specificat.ns were. exp-anded provideto 
greater clarity and "sanitized" to insure tlhat: they were "generic" saved time 
in the long run by expediting the review of technical proposals and avoiding
protests by unsuccessful offerors. in addition, a very compet:it.ive price was 
achieved due to AID's success in rmaking the procurement: truly fair and open. 

23. SPHCIAL CommEN'S OR REMARKS 

USAID/Ta;izania wishes to note that, in large part dule to the excellent: project
design effort undertaken by UFS.ID/Zinbabwe and RPEDSO/ESA, that implementation
of the Project: has progressed in an exc-eptionally sat.isfact.ory 1mwIt.er. The 
Project is an excellent balance of major cc¢uodity inputs, technical
assistance, and training. The Project not: only supplies TAZARM with new items 
of major equipment, but also encourages rehabilitation of existing equipmrnent 

5­

http:1mwIt.er
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and more effective utilization of existing resources. USAID/Tanzania believes 
that: the overall project design will effectively and efficiently contribute to 
njor improvements to !'he institutional capacity of TAZARA. 

TID;#'.ESI :Et)-R:JCStarnes:6,tAR90:2nd draft 
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INTERIM INTERNAL PROJECT EVALUATION
 
November 1989
 

EXECUTIVE SUMMARY 

1. NAME OF MISSION: USAID/'anlzania 

.PURPOcEr OF THE ACTIVITIES EVA!,UA:ID: 

'1h, uia0:;, of th, lto]ect i: t, ntrcnythen and expand the cap:icity and 
oer.tionil ency Africaimlrov, c,, I .ftici of the Southern regional transport 

: twr;: T'he ;ihpa r!:oc i. to atrengthen and expand the carrying capacity and 
[ ,t tinal of within overall Northern:r.L tficieccy TAZARA the SADCC 


COL'."ia,T on our.; . eni
o a;::t 


.,
_.____'_"'_""'r T:q: EVAIATICN ANlVPiTlO1DOLOGY USED: 

'o, li1-Proj'ct Evaluation, as structured in the Project Paper, addresses 
t ifur:tion i::niict inj directly on the decinsion to exercise an option 
tln alditianAl 9 di9nel electric locomotives under the Project. Due 

o~Lred ill project implementation, the PACD has been extended to 
9 tEv hvaliation be analud-Proj.<ct will also rescheduled, interim 
*n vA,:tlion ', conducte2d for the purposes of determining the status, 


Wins ti.e Conditions Precedent as stated in the Project
 

.ilatiuo will verify traffic derland trendls in comparison to the 
tn jinn[ aaject ['aper foureca.:ta and assess TAZARA's performance in 

,i. I i-nj ,oliaie an] a :curate cost data and the use of this data to set 
, i it" tariff rute_.ro i 

,.halte ionl w, based upon a rapid reconnaissance by a 
, ult:-,..iptlpird Leant of All) officers supporting a railway managemelt 

[..ai a!i t . This raconnaissance covered existing data available at TAZARA's 
. COf ire.; in Dar en S-ilaun and the USAID/Tanzania office in Dar es Salaam. 

.i naL, an :po] ntd by rtport;; developed by other donors., 


4 . !AJO; FINl)Il;(;.; ANDl C tICIUSIONS:
 

aI. Traftic on fA.APA in l;o;,r than projected in the Project Paper. 

). Tl.ashortage of mOt iV power will hinder TAZARA' efforts to achieves 

hirah r traffic lead level:;. 
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c. The Project has relatively little impact to date on TAZARA performance 
as technical assisLance has only recently commenced and the first locomotives 
are not 'chetdiled to arrive until August 1990. 

d. .ie procurim?.ent of tile second tranche of locomotives will not in 
itself incred:;e TA::APA performance unless there are commensurate
 
imro'ov.nt'; in TAAPA'a interunal operations and locomotive 
 utilization. 

o 1: '_A'APA Iake:; 2xception to the linkage of the second tranche of 
locosotives Lo "improvements in . . . internal operations.' TAZARA 
contend.: Lhat the second tranche is linked only to improvements in 
"fi na-nco and plani n.. 

e. T.:APA ha.: vt Lo immtitite a cost-based tariff system: however, the 
:;,Luj 	 i 1.;!;,:t i I I y in p1 ce to implement such a system. Tariff revisions 

in 196) do provide for various traffic types to contribute to their 
o ropoct ia:ato. var ia',,,_ cent's 

f. iiiA.XAaiin!aininj external with funds. an account sufficient to 
pL.ocw:a r:;iruI ,o::otiv, spare parts. 

" oi'procurent under Host Country contracting was both~CL izien!t and ef fct ive. 

i . :Lroj,,cO inlicators in the Project remain valid for purposes of 
, a; ev,.r, the levels should be reviewed and revised to 

.ufct ,Jy1 in pojcct implementation and the changing political situation 

i, <A .. i ]~:.'. '; 't 

5 .!tt,; : < CO f!:-'.'t; )AT I ), I 

i-f:L;rL needs to he made to address managerial and 
e..l[, i<~al ':om::irainL; that ngatively impact on locomotive utilization. 

D. .Tne traffic projection for the EOPS should be revised downward to 1.44 
:iI'ion ;;.t:' - tnn. at PAC)D (1994). 

C. .,:oj,:t incre.,_ in Lhe locomotive availability rate should be 
>K,~! /::.:ari te tI I .,r the total fleet, but a goal of 75% should be 

i :t2 	 I - the Ji. ;;l-electric fleet. 

.d"., ,;,~ ,::k ne.wlge that part of the Conditions Precedent for the 
'r cur'ca o5 th< n,]contr nche of locomotives have been met in that TAZARA 

th:t it ha.; revised its tariff structure and has the required 
... : aLi i i c,:. 

http:imro'ov.nt


e. 
TAZARA needs to make more effort to fill key positions in finance and
 
operations with qualified personnel and have adequate incentives in place to 
retain staff in these po.itions. 

f. ;Anhould make more effort to market services to present and 
" roZI)QCtivw custriuurs, including the design and implementation of specialized
tu.ain a,-vicuu for individual customers. 

67
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BASIC PROJECT IDENTIFICATION DATA
 

1. Country/Entity: Tanzania-Zambia Railway Authority (TAZARA). TAZARA is
 
jointly owned by the Government of the United Republic of Tanzania and the
 
Government of the Republic of Zambia.
 

2. Project Title: REGIONAL TRANSPORT DEVELOPMENT - Dar es Salaam Corridor 

3. Project Number: 690-0240
 

4. Project Dates: 

a. First Project Agreement: 30 September 1987
 
1. Final Obligation Date: FY 87 (actual)
 
C. Most Recent Project Assistance Completion Date (PACD): 31 August 1994
 

5. Project Funding:
 

a. A.I.D. Bilateral Funding (grant) US$ 45,950,000
 
b. Other Major Donors US$ 204,000
 
c. Host Country Counterpart Funds US$ 3,868,000
 
d. Total US$ 50,022,000
 

6. Mode of Implementation: 

a. li)st Country Contracts:
 

Contractor Description Amount
 

GENLRAL ELECTRIC Spare Parts and Technical
 
Services $ 3,953,372
 

GEIERAL ELECTRIC Special Tools and Testing 
Equipment $ 261,044
 

GENERAL ELECTRIC Diesel E]ectric Locomotives
 
and Related Commodities
 
and Services $17,254,500
 

b. A.I.D. Direct Contracts:
 

Contractor Description Amount
 

COOPERS & LYBRAND Inventory Control System
 

Computerization $ 91,339
 

STV ENGINEERS Locomotive Procurement
 
Assistance $ 103,718
 

/0
 



LOUIS BERGER Railway Systems Management
 
and Operations $ 1,999,814
 

STV/LYON ASSOCIATES Mbeya Workshop Design $ 260,243
 

7. Project Designers: USAID/Zimbabwe and REDSO/ESA
 

8. Responsible Mission Officials:
 

a. Mission Director(s): 	 Joseph F. Stepanek (30 SEP 87 - present)
 
b. 	 Project Officer(s): Zachary M. Hahn (30 SEP 87 - 19 JUN 88)
 

John C. Starpes (20 JUN 88 - present)
 

9. Previous Evaluation(s): none
 

//
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REGIONAL TRANSPORT DEVELOPMENT 
Dar es Salaam Corridor Project (TAZARA)
 

Project Number 690-0240
 

INTERIM INTERNAL PROJECT EVALUATION
 

1.0 BACKGROUND 

1.1 OVERVIEW
 

The Tanzania-Zambia Railway Authority (TAZARA) Project is part of the southern 
Africa regional strategy to reduce the dependency of the frontline states on 

South Africa. A.I.D. is working to expand the capacity and improve the 
efficiency of TAZARA with regard to service to the landlocked countries in the 

region. 

The AID-financed Project responds to TAZARA's immediate need for additional
 

locomotive power by providing new diesel electric locomotives to carry
 

increased tonnages of Jargo. At the same time, the Project is strengthening
 

the institutional capacity and operational efficiency of TAZARA in repair and
 

maintenance of its own fleet of locomotives by providing spare parts, tools,
 

testing equipment, expanded workshop facilities, and on-the-job training. To
 

increase overall management efficiency, long-term and short-term technical
 

a3sistance and training are being provided to headquarters, regional, training
 

school, workshops, and operational divisions.
 

1.2 PROJECT STRATEGY 

The project strategy is to increase TAZARA's overall locomotive availability 

in order that it can haul its projected increases in tonnage. 

1.3 PROJECT PURPOSE
 

The purpose of the Project is to strengthen and expand the capacity and
 

improve the operational efficiency of the Southern Africa regional transport
 

network. The subpurpose is to strengthen and expand the carrying capacity and
 

improve operational efficiency of TAZARA within the overall SADCC Northern
 

Corridor Transport System.
 

1.4 END OF PROJECT STATUS
 

According to the Project Paper, the following conditions are expected to exist 

by the end of the Project: 

1.4.1 CARGO HAULED 

Near 100% increase in cargo hauled annually, i.e., TAZARA's carrying capacity 
increased from 1.0 million metric tons in 1986 to 1.9 million metric tons in
 

1991.
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1.4.2 LOCOMOTIVE AVAILABILITY RATE 

40% increase in the locomotive availability rate, i.e., average locomotive
 
availability increased from 46% in 1986 to 65% im 1991.
 

1.4.3 WAGON TURNAROUND TIME 

Decrease in average wagon turnaround time, i.e., from the current [1986]
 
average of 35 days to 20 days by 1991 for Dar es Salaam-Kapiri Mposhi.
 

1.5 PROJECT OUTPUTS
 

The following outputs are to be achieved by the Project:
 

1.5.1 NEW LOCOMOTIVES
 

Additional new diesel electric locomotives in service.
 

1.5.2 EXISTING LOCOMOTIVES 

Existing GE/Krupp diesel electric locomotives overhauled and damaged
 
locomotives repaired and operating.
 

1.5.3 MAINTENANCE PROGRAM 

Maintenance program operating efficiently for entire fleet of diesel electric
 
locomotives.
 

1.5.4 MBEYA WORKSHOP 

Mbeya workshop remodelled and in use to maintain diesel electric locomotives 
only and to store spare parts. 

1.5.5 MAINTENANCE PROCEDURES 

Improved maintenance procedures developed and being. implemented for diesel
 
locomotives.
 

1.5.6 OPERA'1NG PROCEDURES
 

Rail system operating procedures developed and implemented including those for
 
overall planning, traffic forecasting, demand analysis, and tariff setting.
 

1.5.7 COST ACCOUNTING PROCEDURES
 

Cost accounting procedureo computerized and in use as basis for determining
 
oprat ing costs. 
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1.5.8 OPERATING COST 

Data on operating cost presented to TAZARA management as basis for a realistic 

tariff structure.
 

1.5.9 SYSTEMS COI'2ROI, 

Production, quality, and inventory systcrm control established.
 

1.5.10 Oti-TIE-JOI) TRAINING 

TAZARA artisans and technicians in mechanical engineering received on-the-job 
training. 

1.5.11 AcCOUNTANTS' TRAINING
 

TAZARA's accountants received training.
 

1.5.12 PERFORMANCE OF MANAGEMENT STAFF
 

Improved performance of 'TAAI'A'; management staff.
 

1.5.13 LONG-TERM TRAIN I NG
 

Long-term participants trained in critical railway management and operations
 

areas.
 

1.6 PROJECT BUDGET 

Input Category Projected Cost*
 

LOCOMOTIVES/SPARES $ 38,360,000 

TOOLS At) EQUIPMENT $ 1,261,000 

COlSrRUCTI ON $ 700,000 

TRAINING $ 1,168,000 

TECHNICA[. ASSISTANCE $ 3,586,000 

MON I TOR I NG/EVAIUAT ION $ 150,000 

CONTINGENCY $ 725,000 

TOTAL $ 45,950,000
 

& As approved by Project Steering Committee on 28 March 1989. 
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2.0 PURPOSE OF EVALUATION 

The Project Grant AgremenL Was signed oil 3n September 1987. Though 

originally conceived as a 4-year project, the Project Assistance Completion 
Date (PACD) hos been extendeI twice as a result of delays encountered in the 

procurement of locomnotives and other project inputs. The Life of Project 
(LOP) is now 7 years. Accordingly, it is now proposed that the Mid-Project 
Evaluation which was oliginally scheduled for October 1989 be delayed until at 

least October 1990. However, the Mid-Project Evaluation, as structured in the 

Project Paper, addresses certain information impacting directly on tile 

decision to exercise the option for 9 additional diesel electric locomotives. 

The delivery of the first tranche of 8] locomotive; i; due in August 1990, and 
delivery of tho additional 9 ioomotLives is: conditioniI on verification of 

traffic demand. In adiit ion, a Condition Pr ecedent to disbursement of funds 

for procurement of the :;econd tranche of 9 locomotives is provision in form 

and substance satisfactory to AID of 'evidence that the TAZARA tariff 
structure is adequate to cover operating costs and gene!rate a net profit on 

operations to the Authority or that a proposal has been accepted to revise the 

tariff structure taking into account the recommendations following from 

technical as:;si stance fina nced by the project'. 

This evaluation will, in iddition to verificatio'n of traffic demand trends in 

comparison to the original Project Paper foreca!;ts, also assess TAZARA's 
performance in e:;tabli:;hi eq reliable and accurate cos;t data and the use of 

this data to ;et appropriate tarift rate:;. 

Therefore, USAID/Tanzania has conducted a special interim internal project 

evaluation to address those issues impacting on the exercise of the option to 
procure the second tranche of locomotives. 

3.0 EVALUATION METIIODOIOGY AND TEAM COMPOSITION 

3.1 STUDY METIIODS 

This valuatin wti:; ia:;,el upon i raipid re.c,,nnaissanc, )y a multi-disciplined 

team of AID officers supporting a railway management specialist. This 

reconnaissance covered exiating data available at TAZARA's Head Offices in Dar 

es Salaam and the Uc;AIl/Ta zania office in Dar es Salaam. This data was 

supplem.,nted by report:; lev,_I j),.. by ot hr durnors. 

Tbe Study' to IDet.errin, lltf.;tr,_ Motive-Powe.r Demand.on TAZARA prepared by Joint 

Venture iner:ing !imbCibilii - GOPA Co I:;ultants for t reditanstalt fur 
and updatedWiederauflbau (KfW) , I-,to lovembet.r 1988, wa:; revi(wed, validated, 

to :;erve a:; t-I; ba:;i; for 'Verification of Traffic Denmand Trend.;". 

To a rAZAIA':s in ,s;tabli:;hi, .j , rel io l-, cost information data.;nsess Irgr, ;; 

d9/
 

http:Demand.on
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base for the purpojes of tariff structure calculations, tile team reviewed
 

TAZARA's accounting documents and financial records at headquarters. 

The working files of the Project Officer in USAID/Tanzania were used to 

evaluate one host country procurement and one AID direct procurement for the 

"Implementation Review'. The host country procurement reviewed was the 

procurement for the new locomotives which representn; approximately 73% of the 
value of tile entire Project. The AID direct procurement reviewed was the
 
procurement of technical services for ilailway Syftems Management and 
Operations which is both the largest AID direct contract and the major 
technical assistance effort under the Project. 

The KfW-financed Study to Determine Future Motive-Power Demand on TAZARA, 
supplemented by tile latest available TAZARA records, was also the main basis 
for "Review of Project Performance Indicators". 

3.2 TEAM COMPOSITION
 

The team for this intornal evaluation was composed of tile following 
individuals:
 

Richard Hi. Wiersema, Railways Management Specialist - Mr. Wiersema is 
presently Chief-of-Party for the Railway Systems Management and 
Operations contract. Mr. Wiersema served as team leader for all 
technical aspects of tile evaluation. I.r. Wiersema was the principal 
contributor for the two major parts of the evaluation which covered 
"Verification of Traffic l)emands" and "Review of Project Performance 
Indicator:". 

Benjamin Nutiti, Tran;port Economist '- Mr. Mut iti is with tile 
USAID/Zimbabwe Mi:;sion. Mr. Mutiti was tile principal contributor for the 
major part of the evaluation which covered "Assessment of TAZARA's 
Performance in E:;tahlishing Reliable Cost Data'. In addition, Mr. Mutiti 
collaborated with Mr. Wiers;ema on "Verification of Traffic Demands'. 

John Peevey, Commodity Management Officer - Mr..Peevey is a Regional 
Commodity Management Officer with REDSO/ESA and has been involved with 
two major procurement activities under Lhis Project. Mr. Peevey was the 
principal contributor for the major part of the evaluation on 
"Implementation Veview'. Mr. Peevey was not directly involved in the two 
procurements which were solocte1 for review as pa,;rt of this evaluation. 

Gregg Wiitala, Proj2ct Development Officer - Mr. Wiitala is a Project 
Development Officer with iEIDSO/ESA. Mr. Wiitala had primary 
responsibility for the dra[ting of this report. Mr. Wiitala collated the 
data compiled by the t,-am leader to develop the overall conclusions and 

oL studyt'.recommendiLit Ao hi!; 
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John C. Starnes, Project Officer - Mr. Starnes is an Engineering Officer
 

with USA[D/Ta'izania and has overall responsibility for the management of 

the Project. Mr. Starnes was responsible for developing the scope of
 

work for this evaluation and the overall format of the study. Mr. 

Starnes coordinated the efforts of the team :iiembers and took 

responsibility for all administrative aspects of the evaluation. 

4.0 EVALUATION QUESTIONS/ISSUES 

evaluation will s)ucifically address the followi.ng questions/issues:This 

4.1 VERIFICATION OF TRAFFIC DEMAND TRENDS, 

This internal eva luat ion focuse:; on the ve rif icat iop of traffic demand trends 

in comparison to the forecasts used during the preparation of the Project 

Paper. 	 This verification will help determine the number of new diesel 
of thelocomotives needed to cover denand through the Year 1993. At the time 

Project Paper design, then existing forecasts indicated a need to procure 17 

new locomotives to meet 1993 traffic levels. 

4.2 ASSESSMENT OF TAZARA'S PERFORMANCE IN ESTABLISHING RELIABLE COST DATA 

This internal evaluation assesses TAZARA's performance in establishing 

reliable and accurate cost data and the us!;eof this data to set appropriate 

tariff rates. 

4.3 IMPLEMENTATION REVIEW 

This internal evaluation briefly addresses implementation matters such as the 

timeliness of delivery of project commodities and contracting for technical 

services.
 

4.4 REVIEW OF PROJECT PERFORMANCE INDICATORS 

The objective project performance indicators, such as turnaround time, 

locomotive availability, and a'nnual carqo hauled, have been reviewed to assess 

trends at this stage of the project. This review is based on TAZARA's 	data,
 

studies by others, and actual observations by the evaluation team. 

5.0 FINDINGS 

5.1 VERIFICATION OF TRAFFIC DEMAND TRENDS 

5.1.1 PROJECT SETTINIG AND HEVI.W RATIONAI.E 

At time of project design, traffic flow projection.; up to 1992/93 indicated a
 

http:followi.ng
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need for additional 17 new locomotives. Tile sLupply/demand scenario as 

determined in the orijinal All) project design is summarized below: 

Table 1 

Summary of Mainline Locomotive 1?equiremonts 

Year Forecast Computed Existing Locomotive 

Freight Traffic Locomotive Locomotive Deficit 

(Million Tons) ReqjuiremenLt ( I  Fleet ( 2 )  (DE Equivalent) 

(DE Equivalent) (DE Elquivalent) 

1986/87 1.20 22 21 1
 

1987/88 1.5(0 27 21 6
 

1988/89 1.64 30 23 7*
 

1989/90 1.77 32 23 9
 

1990/91 1.91 35 23 12
 

1991/92 2.01 37 23 14
 

1992/93 2.12 39 23 16**
 

1993/94 2.23 41 23 18
 

1994/95 2.35 43 23 20
 

1995/96 2.44 45 23 22
 

(1) Assumes 2 passenger trains per week 
(2) In 1986/87 two U30C locomotives were under repair and were expected
 
to be operational in 1988/89
 
* Anticipated delivery of first tranche of 8 locomotives 
** Anticipated delivery of ,;econd tranche of 9 locomotives 

Source: Project Paper, July 1987 
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5.1.2 REVIEW OF PERFORMANCE 

Freight traffic handled by TAZARA to date is summarized in the table below: 

Table 2 

Goods Traffic Carried by TAZARA 1976/77 - 1988/89 
(000's metric tons) 

Year 	 From Towards Loda I Loca I Total
 

Port Port Traffic Traffic
 

(Tanzania) (Zambia) 

1976/77 429 500 168 38 1,135
 

1977/78 425 596 236 16 1,273
 

1978/79 271 393 251 8 923
 

1979/80 204 228 325 33 790
 

1980/81 235 312 185 20 752
 

1981/82 252 328 174 42 796
 

1982/83 241 391 150 42 824
 

1983/84 294 431 190 58 973
 

1984/85 284 491 266 55 1,096
 

1985/86 181 357 385 65 984
 

1986/87 337 537 289 58 1,221
 

1987/C8 334 501 307 62 1,204
 

1988/89 375 400 2415 55 1,075
 

Sources: 	 TAZARA Ten Year Corporate Plan, February 1988;
 

TAZARA's General Manager's Report for the quarter
 

ended 30 June 1989 

The significant drop inltraffic during the period 1978-84 was 
largely attributed to political'ly motivated destruction of a bridge 
which took one year to reconstruct in 1979/81, severe! landslides and 
track blockages during 1978/79, and shortage of locomotives until 
start of the 8I30 re-eninjini g program anl the delivery of new 
Krupp/GE locomnotiwes b,tw,!-!n the saconrid half of 1982/113 and the last 
half of 1983/114. The Ulpward trend wich h!d started from 1981/82 
was interrupted in 19335/86 when the line was closed for 20 days due 
to destruction of culverts by rain. More recently, there has also 

95­
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been a declining trend between 1986/87 to 1988/89 due mainly to decrease of
 

Zambian copper e:t.orts because of wagon shortages, and a drop in local traffic 

in the Tanzania region due to accidents and shortage in supply of empty wagons 

for loading commodities like fertilizer and sugar. 

The table below portrays the picture for passenger traffic, showing a steady 

growth up to 1979/80 (1.4 million) and the lowest decline in 1982/83 (1/2 

million). Th- subsequent decrease in num'ber of trains allocated for passenger 

services due to motive power shortage correspondingly reduced the number of 

passengers carried. Currently, demand outstrips supply. 

Table 3
 

Number of llassenqlrs Carried by TAZAIA 
Dar es Salaam/New Kapiri Mposhi 1976-1989
 

Year Tanzania Zambia Total Pairs of
 

Region Reqion Passengers Trains/Wk.
 

1976/77 472 354 826 4
 

1977/78 581 553 1,134 6
 

1978/79 671 641 1,312 6
 

1979/80 864 533 1,397 6
 

1980/81 600 424 1,02A 2 - 3
 

1981/82 603 384 987 2
 

1982/83 315 2,19 564 1
 

1983/84 789 409 1,198 2
 

1984/85 634 431 1,065 2 - 3
 

1985/86 723 437 1,.161 3
 

1906/87 817 518 1,3'35 3
 

1987/88* 840 560 1,400 1 3
 

1988/89 928 749 1,677 3
 

*Estimated
 

I
 

Sources: TAZARA Ten Year Corporate Plan, February 1988;
 
Study to Determine Future Motive Power Demand on
 

TAZAVA, GEHID/GOPA, November 1988.
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In actual performance terms, freight traffic carried by TAZARA in 1988/89 

(1.075 million tons) was below the Project Paper 1986/87 forecast traffic of
 

1.2 million tons, and even far below the Project Paper forecast 1988/89
 

traffic of 1.64 million tons. This phenomenon was further reflected in the
 

train working performance, motive power availability, and locomotive
 

productivity and utilization.
 

5.1.3 TRAIN WORKING PIERFORMANCE 

The following is a summary of the current status for train working performance 

indicators (See Annex 6):
 

5.1.3.1 Locomotive Turnaround Time 

Average turnaround.time is no longer calculated for the railroad as a 
whole. Based on figures [or the.Zambia Region, it is possible to 
make some e:stimates. I)urinig thim 1976/77 to 1985/86 period, estimated 
average turnaround time increased from 31.4 hours to 41.4 hours. (In 

February 1987 when this project was being designed, average 
turnaround time was 45.7 hours). Current turnaround time 

(August-SepLember 1989 is 47.3 hours). It should be noted that 
turnaround time is highly sensitive to the volume of traffic and the 

number of trains being operated. As interchange with Zambia Railways 
has declined in recent months, the number of trains has been reduced, 

resulting in increased turnaround times. 

5.1.3.2 Tonnage Loaded per Day 

In fourth qujirter of 1988/89, traffic carried had declined from 2,821 
tons/day to ,669 ton:3/day (based on corresponlding 1988/89 quarter). 

peoad.dDay5.1.3.3 Wagons r 

The year 1988/89 had 77.3 wagons/day less' than for 1987/88. 

5.1.3.4 Wagons in Oeration 

Due to decrease of Zambia Railways wagons on TAZARA, the number 
decreased frem 1,616 (4th quarter of 1987/88) to 1,370 (4th quarter 
of 1988/89).
 

5.1.3.5 Wagon Turnaround 

Although currently the performance is tt 17 days which is a 
significant reduction from 35 days in 1987, this was accomplished 
with fewer wojoi:; and less overall traffic on the line. 
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5.1.3.6 	Wagon Detention Time (Zambia Railways Wagons on TAZARA and 

vice versa) I 

There was an increase of detention times on both Zambia Railways and
 

TAZARA.
 

Comparison of fourth quartdr periods of 1987/88 and 1988/89 shows
 

that detention time of TAZARA's wagons on Zambia Railways increased
 

from 19.5 days to 34.9 days, with a corresponding increase from 23.9
 

days to 27.5 days for Zambia Railways wagons on TAZARA.
 

5.1.4 FUTURE TRAFFIC DEMAN)
 

The "realistic" assumlption adopLed in the GEII/GOIA study is premised on a 

slight traffic increase (about 3.5% p.a.) aind a more or less status quo on the 

SADCC regional corridors. It is also assumed that delivery of additional 

locomotives 	 will have some positive impact on thI carrying capacity of TAZARA. 

Table 4 

Basic Forecast of TAZARA Traffic
 

(000's toils)
 

Traffic 	 1987/88 1988/89 1990/91 1995/96 2000/01 

Actual Pot. Actual Pot. Real. Pot. Real. Real.Pot. 


A. Through Traffic
 

Zambia 

to port - 490 370 510 490 510 500 500 500 

from port - 335 365 370 350 450 400 550 450 

Zaire 

to port - 30 30 100 30 200 50 200 80 

from port - 10 9 50 20 90 40 100 50 

Subtotal 339* 865 774 1030 890, 1250 990 1350 1080 

B. Local
 
380 1375 500Tanzania 281 430 245 645 330 975 

Zambia 52 125 55 160 70 200 100 260 150 

Subtotal 333 555 3010 805 4010 1175 480 1635 650
 

C. Mahawi 
(DSM-Mbeya) - 20 1 55 5o 100 70 200 120 

TOTAL(A+0+C) 1172 1ll0 1(175 1890 1340 2525 1540 3185 1850 

*Detailed breakdhwn n.,L :vail,ile 

Source: Study to Determine Future Motive-Power Demand on TAZARA, 

GRRI/GuIA, llov:mb,-r 19 i8. 
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5.1.5 MOTIVE POWER l)EMAID POSITION 

Based on above traffic projections and'other opefations improvement remedies 

(including delivery of 17 USAII) funded locomotives), future motive power 

requirements were. determined as in the table which follows (See Annex 8 for 

detailed analysis):
 

Table 5
 

Locomotive Requirements 

SERVICEABLE AVAIL(2) AVAIL(3) REQUIRED GAP(4) 

FLEET PRES PRACT IMPP PRACT DE EQV 

DE DII DE DH DF; DH DE DII PRES IMPR 

1991/92(1) 29 46 20 18 20 20 21 24 4 3 

1991/92(5)
 

Restructured 
18 20 20 21 17 1 -

Operation 29 46 20 


1995/96(5)
 
Restructured 

8 19 10 21 28 14 11Operation 27 24 17 


2000/01(5)
 
Restructured 
Operation 26 - '15 - 17 - 47 - 32 30 

DE: Diesel-electric locomotives (3,000 lIP) 
DH: Diesel-hydraulic locomotive:; (2,000 lIP) 

Assumptions:
 

(1) 	 As;ume: 17 USAID locomotives deliverel and in service. 
(2) 	Assumes no chanye in present locomotive- availability except 

diesel-~lt:l-r ':s increa'ed to 711%. 

(3) 	 A;UmLIIIW; Jimi[)ove lilLellall ce procedurie:!; which increase 

availability by approximately 8%. 

(4) 	 Assume:s o1e d(ies;el-electric is equivalent to two 

diese! -hydrau I ics;. 

(5) 	 As;s;um,2:; p)erdt-inn:; ire res,;tructur 
2d to muimximize locomotive 

utilizatio .r. 

Sources: TAZARA Mechanical Engineering Department; 
Study to Determine Future Motive-I'ower Demand on TAZARA, 

(; RI/GO'A, llovflnber 19 8. 

9EST AVAIt AB' iLUY.ILNI 
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In making these estimates, GERI/GOPA assumed a normal service life and 
availability pattern based on historical records and TAZARA experience. As 
locomotives age, the frequency of repair increases and availability declines.
 
In developing future locomot ive recquirements, it has been assumed that all 
diesel-hydraulics, including those repowered, will have reached the end of 
their service lives and been reti, prior to the year 2000. 

5.1.6 CARGO PROJECTIONJS 

GERI/GOPA consu1ltants, as a part of their determination of TAZARA's future 

locomotive relul rementLs, male a detailed evaluation of the market available 
for railroad services. Projections were made for the total market and the 
tonnage which TAZARA could reasonably expect to transpqrt. This analysis is 
well done and reprosefuits the i)o:;t informat ion obtainable oil cargo which is 

likely to be moved by rail in the TAZARA corridor. 

GERI/GOPA estimated that TAZARA would handle 1.22 million tons in 1988/89 out 
of a potential market of 1.47 million tons. They further estimated that 

TAZARA would handle 1.54 million tons out of a potential of 2.92 million tons 

in 1995/96. 

In preparing estimates for this review the GERI/GOPA projections have been 
adjusted downward. This is based on the fact that TAZARA in 1988/89 actually 

handledl.08 million tons, or 89% of the GERI/GOPA estimate. The failure to 
achieve the GERI/GOPA level is.attributed by TAZARA to shortages of 
locomotives and wagons, a conclusion which appears valid. 

Table 6
 

Projected TAZAPA Carcio 
(millions of mnetric tons) 

Fiscal Low Most likel High
 

Year E:; t imate Est imate Estimate
 

1990 1.12 1.19 1.27
 

1991 1.16 1.25 1.31
 

1992 1.201 1.31 1.36
 

1993 1.24 1.37 1.40
 

1994 1.28 1.44 1.45
 

1995 1.32 1.50 1.50
 
- - - -- - - - - - - - - - - - - - - - - - - - - - - - - - - - -- . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .­

http:handledl.08
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Many of the management and operational problems identified in the GERI/GOPA
 

study will be addressed under the Railway Systems Management and Operations 

contract which should improve TAZARA's potential to achieve the levels 

projected in GERI/GOPA study. The table below projects tonnage at three 

levels: a low or pessimistic basis, that considered most likely, and a high or 

optimistic basis. The low estimate assumes that TAZARA traffic will increase 

at 3.5% per year, reflecting the growth in the market. The high estimate is 

the adjusted GERI/GOPA "realistic" projection, based on the total market and 

TAZARA's estimated market share. The most likely estimate assumes that 

TAZARA's market share will increase from the present level to the GERI/GOPA 

projected level over five years and aosumes improvements I in operations 

resulting from the USAID project.
 

5.1.7 LOCOMOTIVE AVAIIABI.ITY 

Poor locomotive availability has been a major problem for several years. This 

has resulted from lack of spare parts, tools, and inadequate maintenance 

procedures. These problems have been compounded by the increasing age of the 

diesel hydraulic locomotives which result in an increasing rate of failures. 

The project design calls for an increase in locomotive availability from 46% 

to 65%. However, average'availability will not adequately reflect problems
 

expected for each specific locomotive type. Each locomotive type will be 

discussed separately.
 

The following table shows a worsening of the motive power situation, due
 

mainly to accidents and an aging of the existing diesel-hydraulic fleet: 

Table 7
 

Average Locomotive Availability
 

(express-d as percent)
 

Locomotive Quart er Ended 30 JUN 81) Quarter Ending 30 SEP 89 
Type Budget Actual Under/ Unser- Forecast 

Awaiting viceable 
Re pai r 

DF112 Cony. 42.4 40.2 51.8 - 45.5 

DFII2 rep. 52.0 42.0 50.0 8.0 40.0 

DE 53.8 I 50.] 27,7 23.1 53.8 

Total 

Mainline 47.9 46.3 46.8 7.0 45.1
 

-DFIII - 64.3 35.7 -

Source: TAZARA. October 1989. 
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5.1.7.1 Diesel Electric Locomotives 

Seventeen diesel-eltoctric locomotives, spare parts for these and the 
older diesel-electric locomotives, special tools, and technical 
assistance in recommended maintenance procedures will be provided 
under this U;AID funded project. It i:3 anticipated that this will 
make a signif icant contribution to the improvement in overall 
availability of locomotives. 

Based on routine scheduled maintenance requirements, the average 
diesel.-electric locomotive will be out of service for 2 days per
 
month, or 6.6%L of its time. Thus, the maximum possible availability 
is 93.4%. This compares favorably with U.S. railroads who typically 
estimate 90% as the milaxiinums ractical availability. 

Based on TAZARA's experience and historical patterns, locomotive 
availability i ; proj cteLd to incre from the present 62% to 70% 
immediately following delivery of the 17 new locomotives. Thereafter 
it will decline to 6.1% by 1995. Using historical records, the 
average diesel-electric locomotive has been out of service for 9.4 
days per month for casi al repairs. With an improved supply of parts, 
proper tools, traininj and i riprovewents in shop managemnent (see 
Sections 5.1.8 and 5.1.10 which follow), it should be possible to 
reduce this time by 50% or to 4.7 days. Includi ng routine 
maintenance, the average locomotive would he out of service for 6.7 
days per month, or 22%; this results i p an availability of 78%. 
This is considered the maximum availability which will occur 
immediately after delivery of the 17 new locomotives. This will 
decline at a rate of I% per year, reaching 75% in 1994 (PACD). 

I 

5.1.7.2 Diesel - Hlydrauilic locomotives, Pepowered 

The diesel hydratilic rooid locomot iVes, D112, repowered with MTU 
engines, are out of service for ,;cheduled maintenance ail average of 
12 days per month, or 41%. Ihis re2sults in a maxinwum availability, 
without casual repairs, of 60%. Actual availability of these units 
has been about 50"%which appears to be the maximum achievable with 
present pract ices. This is based on present schedules which appear 
excessively long. Present availability is projected to decline to 
36% in 1994, reflectinj the age and conditi on of the locomotives (see 
below). 

5.1.7.3 Diesel - Ilydrau lic 1,ocomotive-s t Lot Pepowe red 

The non-repowere_!d diesel -hyd ranlie 1ocomotive.; require 14.5 days per 
month for schelu lot maintenance, or 48% of Lota[ time. Thus the 
maximum availaibility is 52%. In recent years, availability has 
ranged betwi,.!n 34% and 39% . Av.,ilability i.; projected to decline 
rapidly, reactiing 25% iii 199.. iam:;ed on av-rag.e locomotive life, the 
last of the!,, m ,hitil I t, reti rod in 1993. 
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5.1.7.4 Projected Availability
 

The table below shows projected overall availability for the TAZARA 
locomotive fleet, excluding unserviceable locomotives: 

Table 8 

Projected Locomotive Availability
 

............................................................................
 

Fiscal Diesel Diesel Diesel Total
 

Year Electric Hydraulic (l TU) Hydraulic Fleet
 
............................................................................
 

I % % I ? # % 

1990(1) 20 78 26 50 25 32 71 52
 
1991(2) 29 78 26 48 20 30 75 55
 

1992 28 77 25 46 12 25 65 55
 
1993 28 76 25 42 - - 53 60
 

1994 28 75 25 38 - - 53 58
 

1995 27 7.1 24 36 - - 51 56
 

(1) Assumes first 8 locomotives to he provided by USAID arrive.
 
(2) Assumes second 9 locomotives to be provided by USAID arrive.
 

This table reflects improve:mnts in availability for only the diesel-electric 
locomotives. The increase in availability in 1993 is due solely to the 
retirement of older locomotives. 

5.1.8 WORKSHOP IMPROVEMETl'S
 

The above table reflect:; a ;bstantial impr'.'emenL 11diesel-electric 
utilization resulting from the technical assistance provided under the General 

Electric contract and the closely related KfW (German funded) assistance. 

For the main workshop .,ni t.he diesel hydraulic locomotives, Work Order No. 7 

under the Railway Sy:ftemi!; Qierat !on:; nd Ma nagemnent contract will address shop 
organization procedures and ,:qulpment, with emphasis on the diesel-hydraulic 
locomotives. One of the objectives of this analysis is to determine if 
improvements in diesel-hydraulic locomotive availability can result from 
changes in maintenanc,,! procc,,lure:s. A. the results of this effort are not 
available at this tim',, no e::;timate can be made for the contribution of 
improved workshop procy isduro, to an increase in the availability of locomotives. 

5.1.9 LOCOMOTIVE UTII, /ZA'I )rI 

Based on present information, TAZARA locomotives are in use for 51% of the 
available hourn. A minimum of 26% of available time is currently 



- ------------
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nonproductive which to 	a great extent appears to result from present operating
and scheduling practices. An increase in available locomotive time in use to
 
77% would have the same impact as the purchase of 11 new diesel-electric 
locomotives. Substantial improvement in this area appears possible. This 
will be addressed under the Railway Systems Operations and Management contract. 

5.1.10 OPERATIONS AND 1*ANA(;EIENT 

There are a number of aqtions planned under the Railway System Management and 
Operations Contract during the next six months which should impact on
 
performance indicators.
 

A preliminary review "y the Railway System Management and Operations
 
contractor indicates that substantial improvement can be made in operations
 
which will result in greater efficiency and wagon utilization. For example,

TAZARA presently handle; no more than one-third of the output of tile Mufindi
 
Papermill, due to a shortage of w4-9om11 . Conversion of this movement to
 
scheduled "Unit Train" movement would perinit TAZARA to handle the present
 
output of the mill with a fleet of approximately 30 wagons. A doubling of
 
output by 
 the inill, a:3 is pro jected, could be handled by the present fleet of
 
50 wagons being acquired with SINA financing. This could increase TAZARA's
 
tonnage from the Mufindi Papermiil from approximately 20,000 tons per year to
 
60,000 tons with no added investment. [imilar opportunities exist for other 
commod itles.
 

-..- -----.--.--------------------
 -
 -

Note 2: 	 TAZARA advi:;ec that conversion of movement of output from tile paper 

mill via "Unit Train" or "Merry-Go-Round Train" may not maximize 
the utility of the wagons serving the mill. After off-loading 
paper at liar es Salaam, some wagons are loaded with Makambako bound 
traffic which results in breaking Lp the train. However, TAZARA 
believes that traffic out of the paper mill could be run to Dar es 
Salaam via a "Unit-Train." 

Note 3: 	 '['AZARA wi:;i!::; to not°! that only one of tho 5I covered wagons being
financed by S I NA ha:; actually been delive~ed to TAZARA. TAZARA 
believes that it will he able to handle mosit of tile Mufindi Paper 
[M1ili traffic when th,::;u wagons: are deliveried. 

Work Order No. 7 under the above contract covers an in-depth study of the 
Mechanlcal Engineerinlg D)epartment, including orgai:Jation, equipment, tools 
and procedures. It will focus oin the locomotive amid wagon workshops. It will 
also evaluate the availability and reliability of the diesel-hydraulic 
locomotives. This study is expecte to recommend a number of changes in 
maintenance procedures which wi I , if iripl,n,:nted, improe workslop efficiency 
and increase locoinotive and wagon availability. 
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Note 4: 	 TAZARA has pointed out that Work Order No. 7 will accomplish its 
objective of improving tile efficiency and effectiveness of the 
workshop faci iti.es by s;t ablishIny a coin rpehens i ve system of 
production ij1,ainring, production control, and qiality control. 
Expected changes would he in "production management procedures' as 
opposed to *maintenance procedures.' 

. . . . . . . . . . .- . . . . . . . . . . . . . . . - ---------­. . . - . ..-

A future 	work order, currently being drafted, will address the issue of wagon
control and utilization, as well as 'traffic department organization, train
 
scheduling and related matters. This activity is scheduled 
 to start 	in early 
1990.
 

Thes;e two work ordier:; idhdri:;r th-ie ma jor |rohlnems itt inrereasing TAZARA's 
capacity, shortages of locomotives and wagons, and poor wagon utilization. 
Implementation of tile recommendat ions which are expected to result from these 
work orders should resilt in significant improvement in performance indicators. 

It is expected that subtatitial improvements will he made during tile next year 
as management and technical assistance begins to have an impaot on operations. 

5.2 ASSESSMENT OF TAZARA'S PERFORMANCE TN ESTABLISIING RELIABLE
 
COSTING DATA
 

5.2.1 PPO1I3l': CONTEXT 

For a tariff structure to alerluately cover operating costs and generate a net 
profit on operations, it must enable contribution to variable costs (i.e. 
costs directly attributable to rn)ve'",:ent of that particular commodity) and also 
cover total fixtod cost:; rei(l0ired by the total transport system. The Condition 
Precedent in the Project Agreemert that TAZARA should adopt tariff structurea 

that is adequate to cover operatitj costs and generate a net profit on
 
operatiorrs to he Authority is premrin:ed ol that principle.
 

5.2.2 DEVELO'ME:NT OP 'URPNRp.'[' TARIFF SYS'T'EM 

On inrception of tie ri ilway itt 1976, varioun TAZA PA railway tariffs were 
determined in torms of Lheir competitiveness to alternative corridors. These 
tariffs are based ot II categories, with the majority falling under category
11 (e.g. grain;, fertilizers, ceient, chemicals, coal etc). Loaded containers 
are under cat:gory ,4 whiI ii metal exports tro,.', undirr '.;pecial rates'. 

Tariff change!; that have t.,ken p1 ce srrine inception of the railway up to now, 
have been through adj;tstnon t:;to make up for devaluations of tire Tanzanian 
Shilling and the Zaibidrr Kw;orha. The procullre is initiated by comparing 
budgeted revenue anird ,acctri dt ei e:d iett,i itt re! where'.or Lhere Is a currency 
devaluationt. Itt ord.r to cover the dnticipited shrortiall of tire accumulated 
operating htid-rr:;es theilL*, 	 hud,jt, d pA :;nger a ind oods traffic revenues 

http:where'.or
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are adjusted by tile appropriate percentages that will generate the additional 
funds needed. Tariff adjuutment are then made on a selective basis, making 
sure that accumu lated operational expenses are covered by the generated 
revenue, and on an acros:; the board hasis. The .!;elective tariff adjustment is 
guided by the ollowin,j conside'rations: 

- minimum increa:;e'; on trafftic that is hard to get (tariffs 1-10); 

- larger i cre00;0-: on comnodit ie. readily available for rail 
transport (tariff 11 all'! ;:I-20cia rl ,,: 

- what the nirlet. cadn t,,ar for pts!;enger traffic. 

ilote 5: 	 TAZA A al'vi:;0:; Ih,h I tr it f rharlj.:; Ir,. of two types: (1) a
 
:;chedulcd r.,vi w'cv'.:y July a1n. (2) adjustments as a result of
 
d,.vauatjtn:; of th, currencies of ,',arbia and Tanzania.
 

The tariff increa:;e ective Ifl July 1983) ilucndel increases of 10% on all 
foreign traffic; 20% on, Larif f; 1-3 and 6-10; 25" on tariffs 11 including 
livestock; 311% on tariffs 4-5 and al -pecial rates; and 30-100% on passenger 
fares . The re2venue to b..- generated by lihe incro.ue , was determined as follows: 

T hba1e 9 

%ev,!nitie to tt' ,eilerat d 
by Vate; aln) Fares Incr,.anjse 

Tariff Tonliahjc/ Prop)o:;e % Revenue 
Pau:;engc r:; 1tdgc t Inicrease (TShs 
Plarini l 9u188/90 

1 - 3 .... 20 --

Transit 51,791) 386,770,377 10 425,447,415 

4 - 5 67,220 3731191,800 30 485,149.340 

6 ­ 10 204,500 628,914,138 20 754,696,966 

11 and 

I ivestock 5(13,140 1,687,843,282 25 2,109,804,103 

Metals 388,500 1,573,405,165 30 2,045,426,715 

1,215,150 4,650,124,762 25 5,820,524,539 

Misce Il aneou s 

cha r,.t-!:; 107,4]9,318 25 134,274,773 

BEST AVAILABLE DOCUMENT
 

http:incro.ue


TAZARA PROJECT - INTERIM INTERnI:IAL EVAILUATIOI 	 Page 20 

r'bl e 9' 

(continued)
 

Subtotal 	 4,757,544,580 5,954,799,312 

Passengers 1,510,000 274,128,584 65 452,312,164
 

GRAND TOTAL 	 5,031,673,164 27.3 6,407,111,476 

Revised revenue rate 	 6,407,111,476
 

Previous 	revenue projection (budget 1988/90) - 5,031,673,164 

Additional revenue to be generated (new rates): 	 1,375,438,312 

Source: 	 TAZARA Tariff Do,view, 1989. 

As can be seen, this sY,;Lu;o of calculation does not address the requirement 
that various trafic types contribute their proportionate variable costs. The 
implication is that there i; no basis for effective marketing strategy of 
retaining at It-.it1 thu l!raffic thait makes a contribution to variable costs. 

Note 6: 	 TAZARA comwmenL.:; thlit the vario.;s traffic types shduld also make 'a 
conl;riblitioil to f i:udi o;s. 

5.2.3 COSTING LEJE AND lPDATA rCNTS TIR GENERAT ION 

All costs attribtutable to thu :;ystem are a(;cumulated on a departmental basis 
under different accounting codes. There are currently some 23 coded 
classif icat ions, with sub-codes for each, examples are as follows: 

Expendi ture,.i 	 ;ta r t i ng Code 

1. 	 Direct oper.iLing E:xp*.nI itLuru: 
- Salarie:; and) Allowance; 1)01 
- loliday Allowa:ine (1(1 2 
- etc. 

http:E:xp*.nI
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2. General Management Expenses: 
- Consultant Fees 
 0127
 
- Auditors' Fees & Expenses 0120
 
- etc.
 

3. Capital Expenditure Expenses
 
- Land 0127 
- Buildings 
 0128
 
- etc.
 

4. Etc. 

When 	the Tanzania Industrial Studies and Consulting Organization (TISCO)

undertook a review of the accounting and system design, they concluded that

the TAZARA's system of accumulating all costs under determined cost codes was
 
quite comprehensive and adequate and that what 
 was needed was a further
 
analysis in the form of relating these total 
 costs to other data parameters
 
e.g. 	traffic movements 
, TISCO then outlined the steps to 
be taken in costing
 
mainly:
 

(1) 
 relating operating costs to movements,
 
(2) 	 determining what are variable costs and what are 
fixed
 

costs, 1
 
(3) 
 choosing measures that indicate effort or time, e.g.
 

- gross ton - kilometers 

- train kilometers
 

- locomotive kilometers, etc.
 
(4) 	 relating costs to measures of 
inputs/effort, e.g. 

- maintenance costs to gross ton kilometers
 
- cost of train services to train kilometers, etc.
 

(5) 	 apportionment of various administrative and overhead costs
 
to various cost units,
 

(6) 	 determining unit cost of each measure of input. 

5.2.4 OBSERVATIONS ON DATA RELIABILITY AND ACCURACY
 

Statistical performance data which fo~med the bqsis for refining financial
 
accounting data used In unit costing was found by the GERI/GOPA study to be 
generally good In terms of ground level input, recording and transmission.
 
However, some reservation was 
expressed in using theoretical wagon payloads

instead of "static" (actual) loads. 
 The data base also needed updating as it
 
was felt that this was not done as frequently as required. 

A weighbridge has already been installed at Yombo in order to focilitate 
calculation of tariff charges on the basis of actual 
cargo carried. In
 
addition, installation is still 
in process for the other two weighbridges at
 
Kurasini and New Kapiri Mposhi. 



TAZARA PROJECT - INTERIM INTERNAL EVALUATION Pagn 22 

Based on records, TAZARA has been able 
to present budgets in 
an efficient and
timely 
manner. Expenditures are controlled 
to the extant that the variousdepartments, which are required to abide by very strict expenditure limits,
are responsible for their department-related expenditures. The TAZARAaccounting department, though, keeps a check and queries expenditure variances 
that may occur.
 

Since there is no updated assets 
register, the basis 
on which depreciation is
calculated is questionable. 
 To address this, a tender 
has been floated for
the evaluation of 
all assets. At 
this time of review, bids 
have been received
and are being evaluated. TAZARA has 
increased depreciation in 
its financial
statement for FY 1988/89 
to TSh 400 million from TSh 130 million for FY
 
1987/88.
 

5.2.5 STATUS OF CURRENT COST-DASED TARIFF SYSTEM
 

As of now TAZARA has 
not, actually instituted a cost-based tariff system.
However, the setup for a reliable costing data system is essentially in place
and would require improvement or changes in only certain specified areas.There is a stated willingness on the part of toTAZARA establish a cost-basedtariff syStem, although a severe shortage of required skills and back upfacilities 
like computer hardware and software have hindered implementation.
 

The Condition Precedent requires that TAZARA provide evidence that theirtariff structure is adequate to 
cover operating costs and generate a net
profit on operations. 
 The Project's technical assistance contractor is
specifically identified to assist TAZARA with this undertaking. Work OrderNo. 4, recently approved by TAZ'ARA, calls for the technical assistancecontractor to assist TAZARA in undertaking a preliminary analysis of costinformation and recommendations regarding tariff structure. The technical
assistance contractor will make recommendations regarding the development of a
revised tariff structure which eisures that TAZARA covers both operating andcapital replacement and expansion cost 
in the future.
 

5.3 PROJECT IIMPLEHENTATION AND PROCUREMENT 

Tihe original project was conceived as , four year project. It became apparentsoon after project start that tis time frame was 
unrealistic especially for a
project mainly concerned with the procurement and delivery of high valuespecialized equipment. The PACD was thus extended by three years and theschedulus for locomotive and technical assistance procurement adjustedaccordingly. Much of the project implementation activity toto date relatesprocurement activities. Therefore this section of tile evaluation will focus on implementation activities related to project procurement. 

5.3.1 PPOJECT IMPLERIENTATIO STATUS 

Tiie first 8 of the 17 new diesel electric locomotives are due for delivery by11 Augk.st 1990, and an option for another 9 is valid until 11 May 1990. 
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Preparatory work for institution building, mainly financial management, is 
now
 
being completed, with actual implementation expected'to begin towards the end
 
of calendar year 1909. At time of this review, the following Project inputs
 
were in place:
 

5.3.1.1 	 Tools
 

All tools delivered and put to use.
 

5.3.1.2 	 Spare Parts (for normal running maintenance, 4-year locomotive
 
overhaul program and rehabilitation of locomotive DE1006)
 

90% of consignment now delivered and being put to 
use.
 

By end of FY 1989/90 six locomotives will have been overhauled.
 

Preparatory work for rehabilitating locomotive DE1006 is in progress 
and work due to start in January 1990. 

Under 4-year overhaul program, locomotives DEI001 and DE1005 have 
already been completed.
 

Manual on utilization of existing spares completed and awaiting
 
computerization.
 

5.3.1.3 	GE Service Engineer
 

In place and assisting TAZARA personnel fulfill maintenance tasks.
 

5.3.1.4 	 Training
 

Civil engineering works for training facilities 
in Mbeya 	90% complete.
 

5.3.1.5 	 Mbeya Workshop Expansion and Upgrading
 

Field investigations have been completed and ,preliminary design is
 
being prepared.
 

5.3.2 PROCUREMENT OF DIESEL ELECTRIC LOCOMOTIVES 

The initial order of eight locomotives is now expected to arrive dock-side in 
Dar es Salaam no later than August 1990. The revised schedule has been able 
to accommodate concerns and issues (specifically the inclusion of extensive 
technical 	 assistance) by both TAZARA and USAID during the procurement 
process. Locomotive procurement was done through a Host Country contract
 
(Handbook 11, Chapter 3).
 

The Project Paper proposed the use of formal competitive bidding using a
 
two-step Invitation for Bid (IFB); however, engineering consultants advising
 

2P6
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TAZARA recommended informal competitive procurement- as the two-step process
 
was thought to be too time consuming. In March 1988, USAID/Tanzania (with
 
REDSO/ESA concurrence) and TAZARA agreed that a one-step negotiate(] 
procurement would be used and that TAZARA would issue the Request for
 
Quotations (RFQ). AID/W was appraised of this decision. Because of the
 
dollar value and complexity of this procurement, AID/W decided to play an
 
active role in assisting the Mission and 
TAZARA on tile form and substance of
 
the final procurement document. As a consequence extensive
 
communications/discussions were needed by AID/W, USAID/Tanzania, REDSO/ESA,
 
and TAZARA to reach consensus on the form of the solicitation document to be 
used. 

In May 1988, it was agreed by all parties that a two-step variation of the
 
negotiated procurement procedure would be used for 
locomotive procurement.
 
REDSO/ESA proceeded with the preparation of a draft Request for
 
Proposals/Request for Quotations (RFP/RFQ) which called 
for the initial
 
submission of a technical proposal from each offeror to be 
later followed by a
 
submission of quotations. In June 1988, the USAID/Tanzania Mission engineer
 
arrived at post. Concurrent with work on tile terms and conditions of the
 
solicitation document, the Mission engineer focused on 
technical
 
specifications for tile locomotives as All) wished to encourage as free and open
 
competition as possible. The engineer was concerned that 
the specifications
 
developed by TAZARA (with assistance from consultants) were not truly generic
 
for open competition.
 

With the known suppliers of U.S. manufactured diesel locomotives limited to
 
General Electric (GE) and Electro-Motive Division (EMD) of General Motors
 
Corporation, and TAZARA having already procured 
G.E. locomotives build under
 
license by Krupp of West Germany, USAID/Tanzania was concerned that tile
 
locomotive specifications might unduly favor General Electric. USAID/Tanzania
 
obtained the services of a second engineering consultant to refine the
 
specifications to the maximum extent possible. By October 1988 the documents
 
were completed and the RFP/RFQ was advertised in tile Commerce Business Daily
 
(CBD) on 7 November 1988. A pre-proposal conference was held in TAZARA's Dar
 
es Salaam office and at the Mbeya workshop between 15-20 November which was
 
attended by representatives of both GE and EMD. A number of issues were
 
raised at this conference and prior to the final date of submission, 5 addenda 
were issued. On 16 January 1989, GE and EMD delivered their technic:l 
proposals to TAZARA. Following independent reviews of both document:, by 
TAZARA, USAID/Tanzania, REDSO/ESA and the consulting engineers, TAZARA 
appointed a negotiating team to review the technical proposals.
 

Between 30 January and 16 February 1989, separate negotiating sessions were 
held with both offerors to review how closely their technical proposals 
conformed with both conditions of the contract and the technical 
specifications of the RFP/RFQ. Addendum No. 6, TAZARA's final position with
 
regard to the technical proposals, was submitted to both GE and EMD as a
 
consequence of what stemmed fron tile 
previous two weeks of negotiations. This
 
addendum prompted comments/requests for clarifications from both offerors. 
On


b7// 
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3 April TAZARA issued Addendum t,. 7 in response to the questions raised 
concerning Addendum No. 6. Price quotations were due on 13 April and 
SaLu)sequently reviewed by representatives of TAZARA, USAID/Tanzania, and 
REDSO/ESA at a public bid opening in TAZARA's office. 

Offera ak:re receivud from both GE and EMD, with the tender board initially 
conlcluding that GE's offer was apparently responsive while EMD's was not. EMD 
had tal;n excepti on to the 15-month delivery requirement. Also, GE's price 
quot Lion wos lower than END's. After the public bid opening TAZARA appointed 
an ovaluation cocli:jttee to conduct an evaluation of both offers. GE had 
i nd,.. Le,,n dott:rii nod to be the responsible offeror which submitted the 
]owe:t r,.s[ponsible offer. As such, GE was recommended for award. 
th;Ail!'Tn:: ida conv,-y,d approval of the proposed award to GE to TAZARA's 
Gen,1ral '1gr- via PI[, No. 18 on 9 Nay 1989. On 12 May TAZARA informed GE by 
to xL dtt th-2y had bien awarded the contract. 

In just over six months from the date the RFP/RFQ was advertised in the CBD an 
acard hid hun made. This is a significant accomplishment considering the 
iiiil),-r of diffor,_.nt interests that had to be accommodated as well as the 
coiiplexit of the procurement in question. 

Some astute- decisions by TAZARA, USAID/Tanzania, and REDSO which initially 
prolonjd tho process clearly saved time at the end. An example would be the 

.5c sianl to bring in a second engineering firm to assist with the 
s005caf t i ins. ' his took an additional two months; however, the outcome 
re:i ti in tiioregenoeric specifications. EMD later commended TAZARA for 
having developed excellent specifications. The chairman of the evaluation 
PO 1 e::.:pressed tl view that the additional time spent improving the 
[:ptcific atiens not only helped avoid protests but also helped bring the price 

of tLe I.acoijotiv es down. GE bid a very competitive price, according to this 
official in large moa.;ure because of AID's success in making the procurement 
truly f[ir and open. 

As indicted in AID guidance concerning the selection of the responsible 
contracting entity, several entities may be chosen from. In this situation a 
deu:imon 'Was mde to procure through a Host Country contract (Hand Book 11, 
Chzptur 3) rather than an AID direct contract. When assigning contracting 
responsi bililty, All) is expected to take into account such factors as: (a) 
project design and objectives; (b) grantee preference: (c) procurement 
c,qahil ity of the grant e; (d) relative costs; (e) systems and procedures for 
efective Contri(ct support; (f) availability and experience of AID support 
staf, and (g) effects on establishment of desired institutional or 
profo.s[on,1 relaionshiips. 

From the oevaliat ion team's perspective, the decision to undertake the 
procurement of the locomiotives as a Host Country Contract was clearly the 
correct one. The excellent working relationship that developed between TAZARA 
and U:;AiD!Tan'ania during the course of this procurement is testimony to the 
merits of the host country contracting. The mutually complementary skills of 

http:diffor,_.nt
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both prtios ensured that this procurement was undertaken in an exemplary
 
manner.
 

5.3.3 TtCIIICALASSISTANCE PROCUREMENT 

Prouuremn,-t of technical assistance under the TAZARA Project did not proceed
 
a:3uxpediently as for the locomotives. The sequence outlined in the Project
 
Paper for acquiring technical services was like that originally for the
 
loceneoL~ivw:3, unduly optimistic. The Project Paper specified that the 
solicitation documentls for Railway Systems Management and Operations contract 
be lpr(pare dur inlg the .;sae month as tile Project Agreement signing and that 
thU technical ssstLance team would arrive in country nine months later. 
Tiu. e tac;ks however did not start until the second quarter of calendar 1988 
,ind th,- conitractior technical assistance team Chief-of-Party (COP) is scheduled 
to local,, in Tansani a on a full-time basis in January 1990. 

Part of the reas;on for this delay is that USAID/Tanzania had to rely on 
PRDS3O/IESA for contracting action, and as the contracting office in REDSO was 
unable to respond in a timely manner to USAID/Tanzania requests due to staff 
s3hortagoe;. Another factor affecting timeliness can be attributed to the 
lo.,nes; with which the contractor mobilized its personnel. After contract 

;c,'Ard, :onths;',re lost because the contractor failed to provide a suitable 
COP within tilt: cle fraii called for in the contract. 

Tihe a:,e',2,- i ,-..,ioiwents were beyond the control of either USAID/Tanzania or 
'i':,ZAp.. coi i revi .w of Mission documents, it is evident that once the 
ol icit:tion bi p had Leon finalized the Mission moved promptly to ensure that 

LI n,, t process completed a manner inC,,Iir ,cti nJ Was in timely and accordance 
.;ith 'AID ri :llations and procedures. As in the case of tile locomotive 
1)p iLr!:i t:nt, the .lis'<iori's files pertaining to this contract were of the 
higJh-<st tnrefi], ;iial stadalrd. 

'i'',_.1ty-fi lirm; copies of tile RFP and five submitted proposals byoejtel 
t11, offcr d,,,lin,. A Technical Evaluation Committee was convened composed of 
L,.er.sltditiw.. of 'TAZ.APA, USAID/Tanzania, and REDSO/ESA. The committee met 
on July 29, 19J8 to discuss their findings and rank the proposals. The rank 
ofLariJ. sho.ed a con;iderable spread between the high and low scores. 
hecause• of tihis point spread a 'sensitivity" analysis (to determine whether 
aly cosittec. iue!,r's score was distorting the results) was carried out. 
Thi .jn.1y;i did not fundamentally change the relative relationship of the 
:.cor.--
; 

After concluding that Lno single offer stood out in all categories, the report 
of the 'L.chn ic-r Eval a ion Committee to REDSO contracting office requested 
tl),ct di r.ct nh hieci..si the COPs the firms thatheld with proposed of three 
flll within tie. soopi,,titivt. range established by the Committee. Tile 
noul f while ,d1in9 that it was not their place to establish ait.t,;e, atcriowgl 

crpet i Liv.. raunje , felt it was "appropriate to recommend such a range to the 
,,nt raci. i nj1fg Oi(er in order sol to cause organizations to incur expenses 

Iz43 
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associated with travelling to East Africa for discussions.' In other words, 
the Committee concluded that only three of the five proposals were technically 
strong enough to warrant further examination. The Committee proposed in a 
cable to REDSO/ESA dated August 9, 1988, that these discussion be held in 
Nairobi with the REDSO/ESA Contracting Officer in attendance. For reasons 
noted earlier, the response from REDSO was delayed. In a cable dated October 
21, 1988, the Contracting Officer decided to seek clarification (via cable) 
from all five offerors ruling out interviews with any of the COPs. 

The Committee rightly noted in their report to the Contracting Officer that
 
the Federal Acquisition Regulations (FAR), which governs direct contracting,
 
permits technical panels "to hold discussions with some or all of the offerors
 
or their key personnel for purposes of clarifying proposed project
 

performance." Comments sent to the Contracting Officer from the offerors were
 
conveyed to the Committee in November. These additional comments did not
 
change the overall ranking of the proposals.
 

In December of 1988, the candidate for COP for the highest ranking proposal
 
visited Dar es Salaam. During this visit TAZARA and the Mission assessed the
 
suitability of this individual for the position of COP. There was general
 

agreement as to his probable suitability. REDSO/ESA was requested to finalize
 
contract selection and in late December Louis Berger International was
 

notified by the Contracting Officer that they were selected for award. The
 
contract was finalized and signed in April, 1989. However, for reasons
 

unknown at the time, Louis Berger failed to mobilize in a timely manner. 
Later it transpired that the proposed COP had medical problems that would 
prevent him from accepting the position. Subsequently an interim COP was 
identified and arrived in August 1989 for a 90 day appointment. In October 
the TAZARA Project Steering Committee approved tile appointment of the interim 
COP to be the permanent COP for the Project. He is expected to assume his new 
position in January 1990. In addition to a three-year contract for the COP, 
an additional 108 months of short-term technical assistance will be provided
 

under this contract.
 

Because of the delays experienced in the arrival of the Louis Berger COP, the
 
USAID/Tanzania Project Manager initiated three short-term technical assistance
 
activities that normally would havp been performed by the contractor COP. 

These include (1) an assessment of training needs and staffing requirements, 
(2) inspection and testing of the locomotives in the U.S.A., and (3) a 
financial assessment of TAZARA. The timing of these activities were 
considered to be crucial to project implementation. 

5.4 PROJECT PERFORMANCE INDICATORS 

5.4.1 PROJECT IMPACT 

The Project has had relatively little impact on TAZARA performance to date as
 
the permanent COP for the technical assistance component is not scheduled to
 
arrive in-country until January 1990. Furthermore, the initial consignment of
 



- - ----------

------------------------------ -- -- ---------- - ----- -- -- -- -- --

TAZARA PROJECT - INTERIM INTERNAL EVALUATION Page 28 

locomotives will arrive in August of 1990. Thus, 
it is too early to use
 
Project indicators as a measurement of improvements 'in TAZARA as a direct
 
result of project inputs. While recent deliveries of spare parts and tools
 
for the diesel electric locomotives should improve availability, data was not
 
available at the time of this evaluation to measure change.
 

5.4.2 PRESENT STATUS
 

5.4.2.1 Tonnage Hauled
 

TAZARA is currently carrying traffic just over one million tons per
 
annum. A number of constraints, especially those related to shortage
 
of motive power, will hinder TAZARA's efforts to achieve higher
 
traffic load levels. Traffic carried has decreased from 1.2 million
 
metric tons in 1986/87 to 1.075 million tons in 1988/89. The
 
projection in the Project Paper that traffic would nearly double from
 
the 1986 traffic of 0.98 million tons to 1.9 million tons in 1991 is
 
not ,ichievable. A more realistic projection for 1990/91 is 1.3 
million tons out of a total potential of 1.9 million tons. The 
projection for cargo hauled annually at PACD should be revised 
downward to 1.44 million tons per annum.
 

5.4.2.2 Locomotive Availability Rate
 

The current average locomotive availability is about 46% (same level
 
as in 1986). The situation is bound to deteriorate as some
 
locomotives are coining to the end of their useful life while others
 
are damaged in accidents. A recent KfW study on TAZARA's locomotive
 
requirements has indicated a need for an additional 42 new
 
locomotives by the year 
2000. This is in addition to USAID providing
 
17 locomotives. This would meet the projected year 2000 traffic
 
demand of 1.85 million tons conditional on having 70% availability.
 
Hence, the projected 1995/96 demand of 1.5 million tons indicates an
 
additional need of 16 diesel electric locomotives in addition to the 
current fleet.
 

.............------------------------

Note 7: TAZARA advises that recent deliveries of spare parts and tools for
 

diesel electric locomotives have improved availability. The
 
average availability of diesel electric locomotives for the period
 
April to June 1989 was 50% or approximately 6.5 locomotives. For
 
the period July to September 1989, after delivery of spares, the 
average availability rate was 56.9% or 7.4 locomotives. These 
rates from TAZARA include unserviceable locomotives; as 
previously noted present availability is about 62% if 
unserviceable locomotives are excluded. 

-
 -
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5.4.2.3 1,ocomotive Turnaround Time 

On the haui:; of the Zambia region, it is estimated that the current 

loco iv, teiurnaround time is 47 hours. In February 1987, when this 

proj:cL wa-; being ies i ijed, average turnaround time was 45.7 hours. 

5.4 .2.4 L,ocomljotive Utilization 

of *:pial or yr(:ater concern is the relatively low level of available 

Ije,mioliv, t. iiw (Ltotal hours le;s out of' service for repairs) which 

i' acutr,/ly p.nt pulling trains. Based on available data, this has 

hoen calciilatud at 51% with an additional 26% of available time 

clas;if edia; nonproductive due to current operational and scheduling 

pract ice'. 

5.4.2.5 Wagoni 'lurnaround Time 

Wagon turnarolld times for the year 1988/89 were reported as 17.9 

days. This i ; in improvement on the initial project goal rf 20 days 

by 1991. The quarter ending Jine 30, 1989, indicated a turnaround 

Lime of 17.7 day:; which compares with 18.2 days for the corresponding 

(lirLter ill 19188. Turnaround time for Zambia Railways wagons on 

TAZARA is rimochloorer than that of TAZARA's own wagons. This 

reflo cts the practice of holding ZR wagons for ZR loading. This 

L t r no roil id Liria,: i..,; e tLromely sensitive to the number of ZR wagons on 

TAZ;ANA. A:; tLhi:; is not within TAZARA'.s control, TAZARA actions have 

ii.le ini(Fu,; k,, on Lurnaround for IR wagons. For the year 1988/89, 

ZR trn aroilnd was 29.1 days. Recent quarters have ranged from 23.9 
to 33.7 days;. 

6.0 COUCIMJ; I ()I1h; 

6. 1 PISu. NT II:V.:I. 011 TRAFFIC 

The primary proj:ct. jer furmance indicator should he tons handled. TAZARA is 

bp:incj ol,.lr i ore, It i : than it has capacity to handle; thus, any 

improvuiiint in ourat ion.; should be reflected immediately in an increase in 

traffic. ike 'rese,2t i-evel of traffic on TAZARA of 1.075 million metric tons 
is loler lh,n the 1.6.1 mil lion intt ric tons projected in the Project Paper. 
The lruj,,t Pla,- trotffic forecast is for traffic to double to 1.9 million 
tons by PACI) (1994 ); ho;cver, based on recent studiecs that projection should 
b revi:;ed dwnjir t, 1 .44 mrillion ton.,; by PACD. 

6.2 SiOUIOITM;I.E 01: 1,ICO OTIVE IPOWER1 

The shor tag o tA pow.!r will hindoLr TAZAPA's efforts to achieve higher 

traffic o ],, I ,. Thi:; :lio t.;,,; is cou;oi d in part by a low rate of 

locoir lye:ivu , vill, Iii it (4% whi,,ihI i ih, 1:; 19J86) and the 

BEST AVAILABLE DOCUMENT 
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relatively low level of available locomotive time actually spent pulling 
trains (51%). This situation will be further exacerbated as locomotives reach 
the end of Lheir useful life and are retired from service. 

6.3 PR1OJ ECT IUPACT TO I)ATF 

The lProjuct. ha; had re laLively liLtIte impact to date on TAZARA performance as 
technical a:s,;istance has only recently commenced and the first locomotives are 
not expect.,, iiotil Ariqust 1990. 

6.4 IIPACT OF SECOUID TRIANCIIE OF LOCOmOrIvES 

The procur,2rnt of the :;econd tranche of 9 locomotives will not in itself 
increase TAZAHA's traffic carrying capacity or improve other performance 
indicators; unless there are commensurate improvements in both locomotive 
maintenance- and railway operating procedures that contribute to better 
uLilization of loc4)nm t ive:;. 

6.5 L.OCOlOTIVE REQU 1IREHEiTS 

If USAI U provides all 17 locomotives currently in the Project, TAZARA will
 
still r,.qti ze one addiLional locomotive by year end 1992, and this will
 
increase to an additional 16 locomotives required by 1995. With tile
 
anticipated r,!tireminrt of all diesel-hydraulic locomotives by 1992, the
 
locomoLive IleeL will Id-line from a maximum of 80 units to 51 by 1995. It
 
should h. noide that. ini TAZARA diesel-hydraulic availability level is
 
generally abort half that. of 'diesel-elqctric locomotives.
 

6.6 COST-BASEl TAI IFFS 

TAZARA has iolt ,etuI intsittted a system of co;t-based tariffs; however, 
the :;etu p i :;;entisi,LIy ii p lace to implement such a sys tem. The present 
sy-stem loo),;; o;uf revenue to meet expenditures. Staff shortages,rat, f.icient 
and iniulfit:i,,nt coumli'to,. capability will hinder implementation of a 
comirrehensivu :sysLem to calculate cost-based tariffs. 

6.7 REVISED RATES ANDI)FARES 

The revi.;ed Late; and fares of July 1989, and September 1909, do not address 
the rrqt iremLent that variouis traff ic t 1pe' shou ld contribute to their 
proportirrte variable csts. 

6.0 EXTEIRINA!, ACCOUNT FOR LOCOMOTIVE SPARE PARTS 

'AZAIRA i i;, it, ii iniai xte.rrr I a11iunt'ulL with ;uflficient funds to procure 
requirt!,] lIt:irri,)t iv,! :;ltrn:,parts. 
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6.9 LOCOMOTIVE PROCUREMENT PROCESS 

Locomotive procurement under Host Country Contracting. was both effective and 

six months from time of RFP/RFQ advertisement toefficient. It took just over 

award of the contract. 

6.10 TECIIICA, ASSI.STANCE iIOCUREMENT PROCESS 

of technical assistance has, encountered problems and was not 

completed within the time :cpei fiel il the implementation plan. This has 

resulted in dl y:; in implumeting ,essentiail project activities. These delays 

were cause ill part b' a do0a: in the contracting officer responding to 

Mission reqo irement:; an, to the subsaequent failure of tile contractor to 

mobilize as specified. 

The procurement 

6.11 TECHNICAL ASSISTANCE PROCUREMENT PROCEDURE 

Despite problems with d1a1y 'beyond the cont rol of either USAID/Tanzania or 

TAZARA, procurement of the -;ervices of a 'contractor for the Railway Systems 

Management and Op,2rations Contract, appears to have been done in compliance 

with All) reqo irements for All)Direct Contracting. The Contracting Officer's 

decision lnt t:o adopt t.i,.2 Technical Comiittee's report concerning competitive 

range and the decision not, to con,]lt 1lnterviewa; of the COP's in the field are 

within the authority of the Contracting Officer. USAI)/Tan:ania's initiatives 

to obtain :;hort-trrm tciiici l ,i:;i:;taic, mitigatod :;ome of the effects of the 

COP's lait(e arrival. 

6.12 TECINICAI, ASSISTANCE FOCUS 

The technical ass;istance contract ShoUl] addre :;aoperational and managerial 

constrai tnts wh ich have len ideift if ied di ri ng this iinit ial implementation 

phase. The impact of Utli:s technical a!;sistance on TAZAR A will depend largely 

on the receptivity of lAZAiPA to iriiorpirate thes;e iilliroeved procedures into 

their mnangem, nt ;yjbllt i il )peratioal program. The ;ustainability of these 

improvements ,,ill al:;o d,':.-p2nd on how ;uccessful TAZARA is in attracting and 

holding qua li f ied and ()ot illo ted staff . 

6.13 VALIDITY OF PENFORMANCE INDICATORS 

in the Project remain valid for purposes of measuringPerformance iiicator:i; 
chanje; howk'!,,,r, tLh ptojc t.ed level:; of change .;hould he reviewed and 

revise] to reflect the d-lays iii start of project activity and the changing 

political si tuaition in the SADCC region. 
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7.0 RECOMMENDATIONS
 

7.1 LOCOOTIVE UTILIZATION
 

It is reconmmended that a.concerted effort be made to addres:3 managerial and 
operational com:;trai it:; thiti nqat ivly impact on locomotive utilization. It 
is unLikeLy that TAZARA will rea 1i ze sustai nable beliefIt from addit ional 
locomotives unless there is a commensurate improvement in operations and 
maintenance. 

7.2 TRAFFIC PROJECTION 

The traffic projection for the EOPS should be revised downward to 1.44 million
 
metric tons at PACD (1994)
1 

7.3 PROJECTE) LOCOMOTIVE AVAILABILITY RATE
 

The projected increase i i the locomotive avai labi lity rate should be revised 
downward to 58% for the total fleet, but a goal of 75% should be established 
for the diesel-elecLric fleet. CalculatioIs of locomotive availability should 
exclude unserviceable locomotives. 

7.4 MONITORING AND REPORTING OF LOCOMOTIVE AVAILIABILITY RATE
 

Regular monitoring and reporting of locomotive availability should be
 
instituted to det rmi n what impact project inputs are having. 

7.5 CONDITIONS PRECEIENT FOR SECOND TRANCIIE OF LOCOMOTIVES 

USAID shouldi ac knowl that part of rh,- Condition:; for the:j,|g, Precedent 
procurement (if the :;cond tranche of locomotives has been met in that TAZARA. 
has demonstrated that it has revisced its tariff structure and has the required 
system in place. 

7.6 KEY POSITIONS IN FINANCE AND OPERATIONS 

TAZARA should ensure that key po:1;itions in finance aid operations are filled 

with qualifiod porsonnel .ini that. adequate incentives are in place to retain 
staff.
 

7.7 TECIINICAL ASSIrSTANCE CONTRACT
 

The USAII) Project Officr !;hou l work clo;ely with tle TAZARA Project 
Coordinator and [:h,CO' ,for th,: t,,chnic l a istanr:, contract to monitor 
iirupl,:om-l i ,t t : rao t . l in ,t:n;Ato imlpa,:t the technicaloat Ithl; mutl t.i,' of 

assistiance oin TAZARA pran'iird; n] 0. m tioIns;. 
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7.8 MARKETING OF SPECIALIZED TRANSPORTATION SERVICES 

TAZARA should make an effort to market transportation services to specialized 
users such as for the paper mill that was mentioned earlier. Establishment of 
this type of operation will require drastic changes in current railway 
operations and in the Traffic Department's organizational structure. In order 
to increase traffic and improve railway utilization, TAZARA must be receptive 
to recommended changes in organization and operational procedures. At the 
present time, TAZARA's management appears very receptive to these suggestions. 

IDOEVALI:1.5AR90:3rd Draft (FINIAL)
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Annex 2 

EVALUATION SCOPE OF WORK 

RAILWAY SYS'EMlS t'AIAGEMENT AND OPERATIONS 

WORK ORDER NUMBER 2 

INTtERIM INTERNAL PROJECT EVALUATION 

OBJECTIVE 

The objective of this activity is to perform an interim internal evaluation
 
for the Dar es Salaam Corridor Project (TAZARA) which will address the 
effectiveness, significance, and efficiency of the project..
 

BACKGRO( ID 

The necessary components of TAZARA's physical infrastructure are basically in
place, but need rehabilitation. The management is dynamic, the operationalstructures of the Authority are relatively sound, and the two governments

which own TAZARA are comnitted to its success.
 

The AID-financed project respands to TAZAR[Z's immediate need for additionallocomotive power by providing new diesel electric locomotives to carry
increased tonnages of cargo. At the sane time, the project is strengthening
the institutional capacity and operational efficiency of TAZARA in repair and ma inkrywanca of its cwn fleet of locomotives by providing spare parts, Lools,testing equiprent, expanded workshop facilities, and on-the-job training.
increase overall management efficiency, long-term and short-term technical 

TO 

assistance and training are being provided to headquarters, regional, training
school, workshops, and operational divisions. 

The Project Grant Agreement was signed on 30 September 1987. Thoughoriginally conceived as a 4-year project, the Project Anticipated Completion
Date (PACD) has bVen extended twice and the project is n6w schedQled for a7-year poriod. Accordingly, is now theit proposed that lid-Project
Evaluation which was originally scheduled October 1989 befor delayed until atleast October 1990. However, the Mid'Project Evaluation, as structured in the
Project Paper, addresses certain information impacting directly theon
exercise of the option for 9 additional diesel electrical locomotives.
Therefore, USAlj/Tanzania proposes to conduct a special internalinterim
project evaluation which will address those issues impacting on the exercise 
of the option. 
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METI IODOLOGY 

It is pronosed that a multi-disiplined team of AID officers supporting a 
railway management specialist conduct a rapid reconnaissance of TAZARA's Head 
Offices in Dar es Salaam and the USAID office in Dar es Salaam. It is
 
anticipated that this internal evaluation will rely heavily on a review 
of
 
studies by other donors and USAID/Tanzania working files.
 

The interim internal yvaluation will consist of the following major parts: 

Verification of Traffic Demand Trends
 

This internal evaluation will focus on the verification of traffic demand 
trends in comparison to the forecasts used during the preparation of the 
Project Paper. This verification will help determine the number of new diesel 
locomotives needed to cover demand through the Year 1993. 'At the time of the
 
Project Paper design, then existing forecasts indicated a need to procure 17
 
new locomotives to meet 1993 traffic levels.
 

Eight locomotives are includad in a contract with the General Electric 
Carpany. An option for nine additional locomotives will not be exercised 
until verification of traffic demand trends.
 

Assessment of TAZARA's Performance in Establishing Reliable Cost Data
 

This internal evaluation will assess TAZARA's performance in establishing
 
reliable and accurate cost data and the use of this data to set appropriate 
tariff rates. 

A Condition Precedent to the disbursement of funds for the second order of 
locomotives is evidence that the TAZAPA tariff structure is adequate to cover 
operating costs and generate a net profit on o-erations to the Authority or
 
that a proposal has been accepted to revise the tariff structure.
 

Implementation Review 

This internal evaluation will briefly address implementation matters such as 
the timeliness of delivery of project commodities and contracting for
 
technical servicws. 

Review of Project Performance Indicators 

The objective project performance indicators, such as turnaround time, 
locomotive availability, and annual cargo hauled, will be reviewed to assess
 
trends at tihis stage of the project. This review will be based on TAZARA'S 
data, studies by others, and actual observations by the evaluation team. 

Based on the results of the KfW Study, it may b appropriate to amend the
 
conditions which are expected 
to exist at the end of the project. ­
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PERTINENT STUDIES BY OTHERS 

KfW Study 

The Study to Determine Future Motive-Power Demand on TAZARA prepared by Joint
 
Venture GERI Engineering GmbH - GOPA Consultants for Kreditanstalt fur
 
Wiederaufbau (KfW), dated November 1988, reviews traffic forecasts and
 
calculates locomotive requirements. 

This study indicates that TAZARA should be able to attract for itself by 
1995/96 a volume of 1.5 million tons out: of an overall potential of 2.2 
million tons of cargo. One of the end of project conditions forecast for the
 

AID-financed project is a near 100% increase in cargo hauled annually, i.e.,
 

TAZARA's carrying capacity increased from 1.0 million inetric tons in 1986 to 
1.9 million metric tons in 1991.
 

The KfW study concludes that TAZARA will require 81 serviceable locomotives
 
(90 if current availability rates prevail) to meet 1995/96 requirements; the
 
study estimates that TAZARA will have 52 serviceable locomotives with the 
assured delivery of 17 new U.S. locomotives.
 

Study of the Financial Viability of SADCC Transport Corridors
 

USAID, the Netherlands, and the world Bank are in the process of analyzing the 
financial viability of the various corridor projects that the donor community 
is financing in SADCC. It is anticipated that this study will review traffic 
forecasts and may be availablfe in the fall of 1989. 

Training Needs Assessment and Staff Development Plan 

Work Order Number 1 4erformed under the Railway Systems management and 
Operations contract has provided a training needs assessment and staff
 
development plan for TAZARA. The training needs assessment includes an
 
analysis of institutional weaknesses, an assessment of existing and proposed
 
training efforts, and a department-by-department identification of critical
 
training needs.
 

The staff developnent plan which includes the training needs assessment is 

presently available in draft: form. 

Financial Management Assessment
 

Work Order Number 4 to Ib performed under the Railway Systems Management and 
Operations contract will provide a detailed assessment of TAZARA's Finance 
Department. This assessment will inc/ude a preliminary analysis of cost 
information and make reco~nmendations regarding 'IAZARA's tariff structure. 

It is expected that this activity will not: cofnence until the latter stages 
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the internal evaluation. It is anticipated that partial information may be
 

available for inclusion in the final report of the internal evaluation team.
 

SCHEDULE
 

This work order will be conducted over an 8-week period. It is anticipated
 
that work will commence not later than 23 October 1989 and will be completed
 
by 15 December 1989. 

Task Wkl Wk2 Wk3 Wk4 Wk5 Wk6 Wk7 Wk8 

Verification of 

Traffic Demand 
Trends D D D D D 

Assessment of 
TAZARA's 
Performance in 
Establishing 
Reliable Cost 
Data D D . . . . D D 

Implementation 
Review D D 

Review of Project 
Performance 
Indicators D D. D D D 

Note: D = Dar es Salaam, Tanzania
 

Job Skill Wkl Wk2 
 Wk3 Wk4 Wk5 Wk6 Wk7 Wk8
 

USAID/Tanzania 
Project 
Officer D D D D D D D 'D 

Railways
 
Management

Specialist D D D D D D D D
 

Transport
 
Economist D D
 

Counodity
 
Management
 
Officer D
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Jot iskill Wkl Wk2 Wk3 Wk4 Wk5 Wk6 Wk7 Wk8 - - - (cSiKtd -d-

Przo j~.- B.;V,-"( 5ont;-'n 

* D 

V,.Aw o_{ E.'fort 

Ji~e i!vnal evaluat.ion team will consist of 5 persons - 4 of whom will be
provil'id ,..[ ard ofAD ore whon will be provided under the project-financed

Pcai,,I ,-..s Munag,_ment and Operations contract.
 

Pe. i., l,:it . f.112 t.e m b_ st.affed as follows: 

I ;/Tw.i:.::a ia 1rojct. Officer (0.50 pzrson-mont.hs) 

LD/,-'i):aia "roject Officer will have overall responsibility for the 
u. t.his Ech.ivity. The Project Officer will coordinate the efforts

' __ t .,, .s J shall be responsible for all administrative aspects of 
i .Pject. Officer will have primary responsibility for 

I. , P ,ct. Evaluation Summary (PES). 

,'' [r nt Sj<:cialist (1.00 p?rson-months) 

It is L, I,~.,!. I i1'.-' anageent Specialist be the Chief-of-Party 
*,' L ,,,I-Luiacdp,,. l'ailway Systems Management and Optarations 

. ';31A i.ivid, iL will serve as the 1eam Leader for all technical 
asp c< o .1 , 1. ion and shall be responsible for ensuring the quality of 

eI:,- ..l.ha I. P 2 ,ir :ill have responsibility for compiling 
l . f (,c 1. p f i iI l Lrm f4)t. 

Iranm orI !.: OP m' (0.50 V)3rson-mIonths) 

it- piz;1i;,_. tht IJmlb-e provide a Transport Economist. This Team 
1emi,.,r .:ill hii ve priijcy responsibility for verification of traffic demand 
trats wi thI~ a.:sesn. of TAZAR 's performance in establishing reliable 
CO. i. 

,ii.! . n., m,. ffi cer (0.50 pu rson-months) 

Oficer REDSO/ESa 
for !_,t. ' ait- . (lrl review. 
A o jL aan/~t~. from will have primary responsibility 

Proi,:!. ..v,_e,' ,,nl. Officer (0.50 person-months) 

A Pro I-f la ,.,. Officer from REDSO/ESA will assist in the implementation 

BEST AVAILABLE DOCUMENT
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This T,-ai Member will, with the assistance of the Team Leader, write 
Lhu filil cwt 

CULII ., 1ii ts 

Ii':, (o te P1anning Manager shall be the principal counterpart for thisS...... tc i will also work closely with the Chief Mechanical Engineer,
i -U~n.gr, the Finance Manager, and the Supplies Manager. It is

I nit thIi,-iembers of raiimls executive staff will provide the 
, t . i~,. d un whAeich the evaluation shall be based. 

T1, /u2u Project Officer and the Railways Management Specialist will 
(Al .tiVe fIIfA cIJllo nt st.aff prior to, during, and at theIiL;, j, f , t j .;lt, j ii'valuatlion. Through these periodic meetings with
 

if. '.,: i- t .ff and through coordination with the Corporate
P1 I h e ' officials shall be fully 
informed regarding all 
' . L. t 

'+ KqO t ut.L lu]VJ ii' 

Tl 0] Itrjt (Aol hUn 

'K ', 0: it,ri,-.:, ire funding a Project Coordination Unit within the Hlead
0f:1 * :,L:AW,. T- internal evaluation team should contact this unit to
 
OL>i cui
-,cts egirding the management and operation of TAZARA and to
 

Oi I jr :t ticf.e ur by other donors.
 

TIrft, Tt.r-d Project: Evaluation Report 

Will hv. resosibility for compiling all data for the final 
f '1;,2 Ptro jct D,.'eloefrlent Officer will collate the data collected by 

. ;;(! teains observations to develop a final report which shalli,..; ivt jor parts of the mid-project evaluation. This report shall
St:1i prior to the Railway Management Specialist's departure from 

iid 1 !_ than six weeks after coimencement of the evaluation., ter 

'It, :' "/Tn.:< ,K 1oj,2ct Officer will complete a Project Evaluation Summary 
.3o1 13& i5A) W d upon the final report developed by the team. 

q'lit fieiA t'Wft 1uid t he Project Evaluation Sunary are subject to the
'14ti loi.o" lotil tIII. Us\D/1an'ania Project Develo nent Officer and the 

BEST AVAILABLE DOCUMENT 



TAZARA PRCOJECP - INTERIM IN¢rERNAL ',VALUATION
 

Annex 2
 

EVALUATION SCOPE OF ;,ORK
 

WORK ORDER NUMI3ER 9 Page 7 

LOGISTICS
 

USAID/Tanzania will be responsible for all logistical arrangements 
for team
 
members. 

BUDGET 

AID will provide funding to cover all expenses associated with AID personnel
 
participating in this internal evaluation. 
Costs associated with the
 
participation of tile Chief-of-Party for the Railway Systems Management and
 
Operations contract are considered to be part of the long-term
 
advisor/administration costs and are not separately funded by this work order.
 

APPROVED BY PROJECT STEERING CO(.IWUTTEE: 
S.C.I. Mapara, General Manager
 

Date 

ID#RSMWO9: ENGIR:JCStarnes:180CT89:lstDraft 
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LIST OF TAZARA PERSONS CONTACTED
 

Mr. N. A. Kashonda Finance Manager 

Mr. L. B. .1. Chogo Actiny Chief Mechanical Engineer 

Mr S. umba Traffic Manager 

Mr. M. rgollyuni Principal Planning Officer 
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LIST OF DOCUMENTS REVIEWED
 

1. 	TAZARA Ten Year Development Plan: Progress Report No. 8 (January - May
 
1989), TAZARA.
 

2. 	 Southern Africa Transport, T.L. Kennedy, 28 July 1988. 

3. 	General Manager's Report for the Quarter Ending 30th June, 1989, TAZARA.
 

4. 	 Ten Year Corporate Plan: 1988/89 - 1997/98, TAZARA, February 1988. 

5. 	Study to Determine Future Motive-Power Demand on TAZARA, GERI Engineering
 
Gmbi-GOPA Consultants, November 1988.
 

6. 	TAZARA Staff Development Plan (Draft), Louis Berger International Inc.,
 
October 1989.
 

7. 	Revised Ten Year Development Plan, TAZARA, August 1988.
 

8. 	Regional Transport Development: Dar es Salaam Corridor Project Paper,
 
USAID/Zimbabwe SARP, July 1987.
 

9. 	Tanzania - Zambia Railway Authority: Review of Accounting and Systems 
Design Working Manual, Tanzania Industrial Studies and Consulting 
Organization, June 1984. 

10. 	TAZARA Ten Year Development Plan: Documentation for Donors Conference,
 
TAZARA, February 1989.
 

11. 	Personnel Establishment 1989-90, TAZARA, 1989.
 

12. 	Revised Operating Expenditure Budget 1988/89 TAZARA
 

13. 	TAZARA Code Vocabulary, TAZARA.
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STUDY QUESTIONS
 

The following study questions have been used 
to conduct this interim
 
evaluation:
 

1. Verification of Traffic Demand Trends
 

DO PRESENT TRAFFIC TRENDS COMPARE FAVORABLY WITH THE FORECASTS USED IN 
THE DESIGN OF THE PROJECT PAPER? 

WHAT IS THE TOTAL NUMBER OF NEW DIESEL ELECTRIC LOCOMOTIVES REQUIRED 
TO MEET DEMANDS THROUGH FISCAL YEAR 1993? 

2. Assessment of TAZARA's Performance in Establishing Reliable Cost Data
 

HAS TAZARA ESTABLISHED RELIABLE AND ACCURATE COST DATA?
 

HAVE APPROPRIATE TARIFFS BEEN ESTABLISHED FOR THE VARIOUS CATEGORIES
 
OF GOODS AND SERVICES? 

3. Implementation Review
 

HAS PROCUREMENT OF THE NEW DIESEL ELECTRIC LOCOMOTIVES UNDER A HOST 
COUNTRY CONTRACT PROCEEDED IN A TIMELY MANNER? 

HAS PROCUREMENT OF THE SERVICES OF A CONTRACTOR UNDER THE AID DIRECT 
CONTRACT FOR RAILWAY SYSTEMS MANAGEMENT AND OPERATIONS PROCEEDED IN A
 
TIMELY MANNER? 

4. Review of Project Performance Indicators
 

BASED UPON PROPOSED PROJECT INPUTS AND THE PRESENT STATE OF TAZARA, 
WHAT ARE REALISTIC TARGETS FOR CARGO HAULED ANNUAL;LY IN FISCAL YEARS
 

1991, 1992, 1993, AND 1994? 

BASED UPON PROPOSED PROJECT INPUTS AND THE PRESENT STATE OF TAZARA, 
WHAT ARE REALISTIC TARGETS FOR LOCOMOTIVE AVAILABILITY RATES I: FISCAL 
YEARS 1991, 1992, 1993, AND 1994? 

BASED ON PROPOSED PROJECT INPUTS AND THE PRESENT STATE OF TAZARA, WHAT 
ARE REALISTIC TARGETS FOR WAGON TURNAROUND TIMES (DAR ES SALAAM-KAPIRI 
MPOSHI) IN FISCAL YEAR 1991,1992,1993, AND 1994? 
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MAJOR INDICES OF TRAIN WORKING DURING QUARTER ENDED 30 JUNE 1989
 

- MAJOR IIII'CLJ OF TIRAII WOW(Iic; )UHII) 

01tAiT~llHIDEDi JullrPiii:t 12D9 

S/1O. 1UIJEX UIlT QUAli'ERT IIIliTE/"R QUARTEII YO . 

FEllE~;D ElNDED I) DE1)
30.06.08 31.03,09 30.06.09 30.o6.i9 

1. T'onhaGe loaded per day Tonne 2,821 2,062 2,669 3,015 

2. agoils Loaded pur day 11. 05 	 77 06 
3. 	 W.tGaliU0ifloade d pci day 11o. 74 69 70 16 

4. 	 llagons illopenation le. 1,53"0 .1,616 1,570 1,552 

5. 	 Static load Tollne 33.3 35.6 54.5 ),1.7
 

6. 	 Workload Wagon 85 00 77 06 
7. 	 Wagoi Kilometres: 103K10 

- Loaded • 10,547.3 10,4'0.8 9,795.1 44,,697.6 
i:mpty 	 1,627.3 666.1 1,302.9 2,065. ) 

- Total 	 12,174.6 11,296.9 11,170.0 47,563.1 
0. 	 Turnromid Livio of sagonz Day 10.2 20.0 17.7 17.9 

9. 	 Time for colupteLe process lhi. 73.0 07.7 83.1 77.0 
of loading,/offloadiug 

10. 	 Wagon Detention timo at lr, 20.0 23.2 22.9 22.0
 
technical stations
 

11. 	 Truvel I ing peed 3n!iuh. 29.3 29.550.1 20.5 

12. 	 Punctuality of
 
pasnenger traijjn:
 

(a) leparture 	 72.7 73.6 65.9 6.1.9
 

(b) Arrva'J 	 29.6 26.6 23.1 21.6 

13. 	 Pinctua ity of /;ood,
 
trajiw:u
 

(a) Departure 	 45.7 33, 37.3 56.4 

(l,) Arrival 	 51.6 53.4 15.1 'In.6
 

14). TAZARP. wjLaoilo oil 7ZR/day No. 539 4100 1149517 
15 Average time on All Day 19.5 410.2 34,9 30.3 

16. 	 Zli wagunimj on TAZAIIA/day l. 61,1 , 1,061 03a 9!0 

17. 	 Avurn-ja e i i IA 2 3.f5 33.7 21.9 9 .u-c 	 'lA'A, Day 

l;l,, ibirjit..dliI: (I .i +* Ih poltt lr t i l 
l'lhIilh h,I. lll 

http:30.06.09
http:30.06.08
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LOCOMOTIVE PRODUCTIVITY DURING QUARTER ENDED 30 JUNE 1989
 

- I (C0( ITIVI. 'Illi t1lC'IV ITY lJUlllP0 QUA iI'0It 
Illh'11) 5,Y l JU01I, 1911 

'11,1.1n 311D ,rmiUI 111 
QUA0'T UA)UITI QUARTEII TO!.198'1/0J0 1911u169 191au/89 ],0,06. f ( 

1.Total rutnn11jillnlkiluillutrou lia 1,160,779 1.000,002 1,015,615 '1,655, 33P 

(I) iood:,1 loco C-i.."Jiotc : ,
 

(.) 'IuL,aI 020,526 '140,661 7,15,00' 3,254,05b 

(b) Iieading ]ocO 763,2,19 6,1;,6'19 6561112 2,057,147 

(c) .,1:;i 40,500 51,426 216,139 

(d) :.tli L ~ affill 

(u) IJIihL Iucu 57,2'1"1 50,59.1 1'6,,547 11'1,055, 

(ii) Passenger Kj1',007 155,225 1,13),A5 i6, 115 

(iiJ) Slhu ttil. 150,282 159,755 136,,110 6o5,703 

(iv) lal Iay klork 37,963 45, 101 60,602 .01, 407 

2. LitlitL Loco iraLe ,70 .17,0 6.2 

at t:Lj; 1O'i13. 'i'o iio-,i 'T- ( 66, 6o.6 6',094.3 291,960.0 

(i) Goodo tral'fic 50, 190.3 56, 102.0 54,997.11 2,10,110.2 

(ii.) l'aui:Juilger Lnuflri 0,201.3 0;,1,19.2 11'i,2, I.1
 

(iii) Shiililg trailn . 

(iv) HaI lway ,ofl. 2,565.5 3,6,07.3 10,599.5 

4j. Aveijg 1,i1 )alIhllili ,l '133.5 4.5 .150.0L 9.0 

5. Average LuoAhi tl ] ,,ade hIl/Ir. 511.71 56.o $6. I 56.2 

6. Daily outpLt 0' 1''-Iillr 1 1 52.0B 32. y,.; 

. Alj hl-65.4 'Po65.5 "vOiUCo1L. (5..4 1 .2i 

So:ncu: (encial lhuiller's Rleport for tile quarll er
 
3BLh .DOCU,19ML9.ElSTAeAL 
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DETERMINATION OF LOCOMOTIVE REQUIREMENTS (GERI/GOPA)
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