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Preface

This is a final Report of the Project by the Contractor and 

marks the conclusion of a four years assignment on 14 December 

1993. The contract itself is funded, however, until a closure 

date of 31 March 1994. The intervening period will be marked 

by an absence of all but one Long Terra Technical Assistant 

(LTTA) (Civil Engineer) and the presence of two Short Term Term 

Technical Assistants (STTA's) undertaking two short-term 

assignments.

The purpose of this Report is to record the status of the 

Project up to 14 December 1993. It will also provide views on 

lessons learnt and point to reasons for the sustainability of 

the footprints left by the Project.

The Report dees not attempt to catalogue the many events that 

have taken place over the four years; it is submitted that 

enough has already been chronicled in -

3 x Business Plans

4 x Work Plans

16 x Quarterly Reports

1 x Evaluation Report and

2 x Monitoring Reports.

It remains for USAID to conduct a Financial Audit which is 

expected to take place next year after Project closure date, in 

the States.

In terms of the contract accepted by DClL/Rites, the strategy 

of the Project was to-.-

Improve the overall management capability of SR 

Improve the operational efficiency in order to make 

the Railway viable



For the past four years the team has concentrated its efforts 

on improving the management capability of the Railway and 

examined and improved many aspects of the business. Not only 

have management indices provided proof of a satisfactory result 

but the Railway has made acceptable levels of profitability 

since the Project took over. The results have demonstrated 

that the Railway can remain viable under the circumstances 

detailed in the Business Plan and Viability Strategy analysis. 

Parallel and most importantly, the training of Swazi staff to 

continue the work already started has received priority. Both 

the mid-term Evaluation (November 1991) and Monitoring reports 

(August 1992 and October 1993) conclude that this aspect of the 

Project has also been satisfactorily carried out. The Project 

Team itself believes that the Railway has a viable future and 

that the Swazi Senior Management team is competent to carry the 

work on.

Several anticipated events are likely to affect the future of 

the Railway:-

reduced traffic and alternative routing resulting in 

reduced revenue

continuing and perhaps ever increasing demands by the 

Trade Union for improved benefits.

As has been freguently pointed out, these factors must be 

counteracted by reduced operational expenses otherwise the 

Railway will not remain viable. Swazi management is very well 

aware of this.

The management team and the Railway as a whole is wished well 

in the future both by the DeLeuw Gather and Rites 

organisations.
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Project Elements

A. Technical Assistance Elements

1. Before the Project Team assembled in December 1989 

contract was awarded by USAID to a contractor to 
undertake a review of technical assistance 
requirements of SR and prepare comprehensive scopes of 

work for the short term technical assistance 
identified. This report, which was submitted to the 

Ministry of Works and Communications and the Railway, 
was completed in April, 1989 and formed the basis of 

the original strategy adopted by the Project Team.

2. Provision was originally made for approximately 198 

person-months for Long Term Technical Assistance 
(LTTA) but a number of events caused the composition 

and direction of the team to change, the contract 

being altered several times to accommodate these 
changes. The position can be reflected as:

Designation

CEO

Director Finance

Com/Mktg Advisor

Operating/Traffic Advisor/Director

System Advisor

Personnel/Tng Advisor

Tng Advisor

Total

Person

Original

48

48

36

24

24

18

N/A

198 pm

months

Actual

48

40

43

44

Nil

33

12

220 pm

These changes were brought about by various circumstances 

arising in the course of the Project such as sickness, 
structure changes and identifying new tasks.

3. Short-term technical assistance (STTA) of 

approximately 26 person months suppleaented the LTTA 

effort but while this is still on-going until 31 March
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1994, approximately 59 person months have been utilised 

to-date. These changes were identified in the various Work 

Plans that were produced and reflect the changing 

understanding and appreciation of the problems facing the 

Railway. A total of 33 special studies will have been 

completed by STTA's at Project closure.

4. An Administrative Assistant was hired locally shortly after 

the team mobilised and has worked for 47 person months 

against an AID budget of 60. Personal circumstances and 

the Project coming to an end in March 1994, have been the 

cause of this reduction in person months.

5. Whilst subject to audit, total expenditure to-date of the 

Project, excluding the initial contract referred to in para 

1 above, compared with budget is:-

Budget S 5 706 090 

Actual S 4 876 699

Additional but not significant expenses will be due before 

Project closure. See Appendix 2 for statement of expenses 

up to November 26, 1993, compared with Budget.

B. Training Blements

The objective was to increase the effectiveness of Railway 

senior management. This has been accomplished, verified by 

the Monitoring Report of October 1993 and other indicators.

Long term training

While the original intention was to finance two Masters 

degrees for the new Personnel Director and Director of 

Finance this did not take place, the reason being mainly 

timing but also a changed perception of needs. Instead, 

the CEO counterpart spent a year completing his BA degree 

and an engineering technician, enhanced his qualifications 

by attending a two year course, both in the States. The 

latter is to be placed in charge of the Engineering 

Department early in 1994 after a further ten weeks spent 

with Burlington Northern Railway.
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Training Siement

In a comprehensive training plan successfully conducted over 

the course ot the Project, 31 individuals were identified for 

training, either on job (OJT) or through a variety of Regional 

and external courses. A total of 281 courses in various 

disciplines have been completed whilst on-going training has 

continued to be given to other employees outside the cadre of 

31. In this latter connection, a Training Needs study for 

other grades down to supervisor level has been submitted to 

Railway management with a view to funding and implementation. 

Total training costs to date amount to $255 447 against a 

budget of $338 655 with about $20 000 still to be spent.

Commodities Element

Originally AID was expected to procure for the Railway a 

computer system, household equipment and furniture together 

with three motor vehicles for LTTA use. Output was an improved 

financial data management system in place providing essential 

accounting and budgetary information on a regular basis.

Both input and output of this element have been met but input 

in a different way to that originally planned.

As some LTTA's in line positions had been provided with 

vehicles by the Railway and in order to allow for a common 

basis ot a limited private mileage, an off-setting arrangement 

was agreed to by AID and the Railway. SR would buy the three 

cars and AID would pay for items like a photocopier which would 

normally be for the account of the Railway.

SR bought the three cars for S32 113 and off-set expenditure 

has amounted to $34 647.

Whan follows in the next section is a table reflecting the 

Government of Swaziland contribution budgeted at SI 587 700. 

The notes describe how each item was calculated and on what 

assumptions.
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COHPA8ISQH Of BUDCEI/ESIIIIATED ACTUAl COST 
60S/RA11UIU COKIB1BUHON

October, 1993

1. Housing I benefits tor UTAs
2. Utilities tor L1TA
3. Vehicle/Hdint/Fuel tor ITIAs

(Furnishings)
4. Housing taint tor UIAs
5. Secretarial support for tITAs
6. C/pdrt salaries/benefits
/. Airfares-training for C/parts
8. Other stutt trained
9. Ottice space
10. Supplies/ottice equipient
11. KPI/ACCPAC/Ketuork

12. loUl

Year 1
Budget

12,000
6,000
6,000

60,000

2/.000
150,000

;.soo

2/3,550

Estinate

43,350
10,200
18,280

15,000
13,000

-

10,500
50,000

15,750
10,000

136,080

Year 2
Budget

36,000
12,000
12,000
2,000

54,000
300,000

50,000

15,000

491,000

[stiiate

61,200
14,400
24.230

10.000
13,000
45,800
7,000

75.000

21,000
10.000
20,000

276,630

tear 3
Budget

30,000
13,200
13,200
2.000

64.800
150,000

100,000

18,000

401,200

Estimate

70,550
16,600
26,400

5.000
13,000

162,000
8,000

25,000
23,750
10,000

-

410,300

Year 4
Budget

6,000
6,600
6,600
1,000

32.400
100,000

50,000

15,000

222,600

Estiiate

38,250
9,000

20,200

5,000
13,000

169, OOC
-

14,250
10,000
62,000

365,700

Year 5
Budget

-

2.2CO
2.200

10.800
50.000

10,000

10,000

90,200

Estiiate

-

3,000
3,500

-

-
-
-

6,500

Totals
Budget

84,000
40,000
40,000
65,000

169.000
750,000

-

210,000
65,500
35.000
-

1.478,500

Estiiate

213,350
50.200
89,110

35,000
52,000

379,800
29,000

150,000
74,750
40,000
82,000

1.195,210

<n 

I

Notes: Person tonths used each year 52 73 82 46
	Conversion rate E/{ ! average rate ot E3 to (1
	Factors used in above calculations are estimations except uliere otheruise stated and tire as tollous:- 

Itei 1. Rent E2.500 p.i. - (U33p.ii.
Itei 2. Electricity E200; Water E200; telephone E50; 6ardener E150 ~- E600 =• (200
Itei 3. 10 K vehicles; 25 x services; tuel at say 1200ki/i costing El,26/litre
Itei 4. Estiiated.
Itei 5. Salary ot U,300p.i. x 3 persons x 4 years
Itei 6. Salaries, rents, vehicle laintenance, electricity, uater, telephone and gardeners pay
Itei 1. USA, India, Tanzania, based on actual costs.
Itei 8. Estiidted.
Itei 9. E7SO p.i. tor each ottice plus Adiinistration Assistant
Itei 10. Stationery and furniture
Itei 11. Actual costs incurred
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End of Project Status (EOF)

The Contract between USAID and DCIL/Rites required:

1. Debit/Equity ratio reduced from 408% to 150%

Much time and effort has been expended trying to obtain 

Government approval for a debt restructuring but little 

has been achieved. The Railway has on its part serviced 

the commercial loans and those Government loans properly 

identified. Two commercial loans have been fully paid up 

and the South African loan of R8m is under active 

consideration on an inter-Government basis. A strategy is 

at last also being formulated by COS and it is expected 

that once the new Government finds its feet the matter of 

restructuring the loan portfolio and establishing agreed 

conditions and equity principles, this long outstanding 

matter will soon be resolved. Everything is in place; what 

is required is Government decision. Should the plans 

presently envisaged be approved then the debt/equity ratio 

is expected to be 68%.

2. CEO and Heads of Department functioning effectively

With the exception of the Chief Engineer's position, the 

balance of posts have been effectively transferred to 

Swazi's and they are performing satisfactorily although 

experience, which will come with time, is still lacking.
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A civil engineering graduate has been recruited recently 

and while he is obtaining the necessary railway experience, 

a technically qualified but non-professional person will 

next year take over the administration of this Department. 

At a later stage it will be necessary for management to 

determine exactly how the department will be managed and 

the relative merits of the two satisfactory adjudicated and 

positioned employees.

At an early stage of the Project it became clear that there 

was much to be done by way of training the balance of the 

Railway, the Project concentrating per contract only on a 

cadre of Senior management. An analysis of training needs 

has been carried out through the project and it remains for 

Railway management to determine how this aspect can best be 

dealt with. This is not to say, however, that no other 

training has been done during the Project assignment. 

Normal training but without Project funding has continued 

ever since the European Community contract under the Lome 

Convention ceased almost coincidentally with the start of 

the USAID Project. What the Training Needs analysis 

referred to requires is a more methodical and planned 

programme aimed at supplementing the work already done. It 

is an area of great weakness and requires earnest 

attention.

3. The operating is to be reduced from 146% to 68%

A review has been made into how this ratio was calculated 

in the past and recommendations made to the Swazi 

management team showing how it should be calculated in the 

future. The previous method of calculation compared with 

the revised method is shown hereunden-
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Operating Ratio %

Year

1988

1989

1990

1991

1992

1993

Published

121.75

93. 17

92.83

101.00

77.42

80. 01

Corrected 

97.6 

92.6 

92.2 

85.99 

75.7 

77. 0

The principal difference between the two sets of ratios 

lies in the inclusion and/or exclusion of "extraordinary 
revenue/expenditure". As has been stated by the last 

Monitoring Team, 68% is unlikely to be achieved and 
sustained. However, the fact remains that this ratio, 
which indicates the financial success of the organisation, 
has improved and an operating profit is being regularly 
made.

4. Operations and business Systems developed, accepted and 
utilized

At the start of the Project it was the intention to have a 
Systems Advisor appointed as an LTTA for a period of two 

years. While a Rites person was mobilised he did not 
undertook any work due to illness. It was then decided not 
to appoint an alternative until the team had assessed 
requirements and events have proved this decision to be 
correct although we would have preferred to have systems in
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place, tried and tested at the transition stage. The 

reason for this not having taken place lie largely in two 

areas. The first is the relative smallness of activities 

and the lack of any rudimentary up and running data base, 

be it manual or otherwise. If it wasn't for the obvious 

benefits to be derived from automation - speed, 

versatility, reduction in errors and staff savings - a 

manual system was most suited for the Railway. The second 

area of difficulty was in establishing what systems should 

be used. Whilst "off the shelf" systems have been taken up 

tor most of the discerned needs, the principal ones of 

freight revenue accounting and wagon control have proved 

illusive. The most obvious and practical course was to 

hitch onto Spoornet's svsteras but after having processed 

this to the stage of actually starting a course of training 

in freight accounting it was belatedly discovered that 

their present systems were to be considerably changed and 

amalgamated and there was little point in going on. 

Options ranging from engaging system analysts to designing 

an in-house, customized system to waiting for Spoornet's 

new system or using a SATCC wagon control system yet to be 

proved in practice, have caused a considerable delay and 

the status at present can best be described as uncertain 

and somewhat messy. This status is most unfortunate as it 

leaves the Swazi Management with decisions on which 

experience is an essential ingredient, something that is 

lacking even with the appointment of a MIS coordinator.
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5. Intra SADCC traffic increased from 390,000 net tonnes to 

500,000 tonnes p.a.

It has been generally agreed that this was a meaningless 

objective. A primary object of SADCC was to divert traffic 

away from South African ports. Now that the political 

scene has changed, the whole emphasis has been to ensure 

that the most economical ports (Maputo in case of point) is 

functioning satisfactorily thereby reducing costs to member 

states. This latter policy means in effect less 

intra-SADCC traffic moving, not increasing. The latest 

Monitoring study confirms this view.
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FOURTH YEAR gORK PUK - OUTPUT CONPLETION

OUTPUT DESCRIPTION 

1. FINANCIAL CAPITAL STRUCTURE

CHANGES IN PLACE

2. LOAN PORTFOLIO ANALYZED 
AND LOANS RESTRUCTURED

3. CORPORATE STRATEGY AND 
PLANNING SYSTEMS 
ESTA8LISHED

(. SI! RIGHTS PROV10EO AND 
SAFEGUARDED PER NOU

5. NANA6EMENT INFORMATION
SrSTEIIS OEVELOPEO 
AND 1.1 PUCE

6. BEVISED TAIIIfF STRUCTURE 
OEVELOPEO >KD lH PUCE

Coiplete but Monitor 
6overn«ent Blueprint 
Approval

Conplete but Monitor 
Governaent Blueprint 
Approval

Prepare Update Corporate 
Strategy and Justness 
Plan (Five (ear)

Cmplete but Monitor 
Sovernnent Blueprint 
Approval and SA loan 
Disposition

SPRINT (re Usgon Control) 
Systet evaluated and 
recoiiendations on 
Abandonient/Update 
Strategy of 3P008KET 
iade

Ho Action Required -

TIHIK6

On-6oinq - 
No Definitive 
Schedule

KESPQHSIBIim 

CEO and Of

Proposal subnitted CEO and OF 
to Cabinet 
Dec, 1993

Conplsted for 1993 Subcontractor
ijp-iiate due early
1994

Coapleted

Novenber, 1993 CEO, Director 
Traffic and 
Finance

Coipleted

OI06EHEKT
PUN AIIO SVSTEN III USE

Couplets Acct 
Autoiation-KCPAC

Costing Syste» 
Enhanceients iade 
iipleiented

and

INTAC evaluated 
Upgrading by SPOORNET 
and proposals subiitted

Costing Systei 
Enhancenents Bade and

Systeis in use. DF 
Technical problens 
to be overcone by 
early 1994

Coipleted Aug 1993

Conpleted Nov 1993
but alternatives to
be considered DF

March, 1393 OF

IHTAC evaluated 
Upgrading by SPOOiNET 
and proposals 
subiitted

April, 1993 OF

3. PERSONNEL MANAGEMENT SYSTEM
imovto m IN USE

Monitor Exclusion 
Clause of Recognition 
Agreeient Industrial 
Court Case

Judgeient delivered 
Noveiber 1993 
Negotiations vith 
Union start Jan 1993

CEO and O(PSA)
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FOURTH YEAR UQ» PUN - OUTPUT COKPLETIOK

OUTPUT DESCRIPTION TASK (S) RESPOHSiBiim

9. KmETlNS PLAMHD. BU06ET 
DEVELOPED JNDJIl PUCE

No action required - On-going 
coipleted

IS. STAFf TiMI.11116 
COIIPIETEO

Support Mr. Ndlovu's Jan-liar 
Continued training 1994 
until Coipletion

Support Systen Transfer Coipleted Apr 1993 
to Neu SS Staff Train. Kgr.

DCII Hoie Office

Prograiit Objectives, 
Results and Costs 
documented

Coipleted Hov 1993

tt. SUPPOI1T BQft8Q 
OEVEIQPIIEKT

OUTPUT)

12. P8IUECT-UIOE

Conduct Senior 
Kanageient Training 
Seiinars in «60

Develop IIBO's 
Organisation-Uide 
and by Departient

Coiprehensively Brief 
Board on Railway 
Operating and Finance

Revieu Board Repres. 
and Organization 'it. 
anil Reporting Required

Revieu Longer Ten 
Institutional Options 
and Railway Act

Prepare Final Report

Coipleted Nov 1993

On-going

toipleted Nov 1993

Coipleted Hov 1993

Coipleted Nov 1993

Coipleted Dec 1993

CEO

 JEPORT-IXEH OUTPUT)
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FOURTH YEAR UOIH PUH - HHHASEHEHT TRAHSITIOII

AU COIIPlETEu 8V 31 IIARC". 1993

OUTPUT DESCRIPTION 

1. RAIIUAY COKOITIOH 8RIEFIH6S

2. S».. IH FIF.LP OPERATIONS 
UNO TRACK REVIEU

3. TRANSFER STRATE6IC

aKQ BUSHESS
THROUGH FQCU5 3ISCUSSIHS

4. T8jliSfE» SOVEmillEIIT 

BIUEPB1HT

TASK.

Personnel 5 Industrial 
Relations - coaoleted

Operating 5 Coiiercial 

Harketinq

Civil and Mechanical 
Engineering

finace S Accounting

Revieu Operating 
Stations, Track 
Rehabilitation and 
Proposed Spurs

Diversion, Re-Routing 
and Road Coipetition

Track Rehabilitation 
and Safety

Traffic, Cost and 
Revenue Forcasts

fieneral Revieu 
of Blueprint

Indigenous Trucking 
Industry Oevelopient 
Support

Contracting Non 
Raiiuay Functions

THI.16 RESPONSIBILITY

Karch, 1993 COP 5 ITTA

larch, 1993 COP S ITTA

Karen, 1993 COP S ITTA

Karch, 1993 COP S ITTA

Karch, 1993 COP S LTTA

February, 1993 COP

February, 1993 3TTA

February, 1993 CE S OOT

February, 1993 STTA

February, 1993 CEO

October, 1993 STTA

June, 1993 Subcontractor
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foimn mi mi pun - mmim TRXSITION

OUTPUT QESCmPTlOH 

6. STA»HQIO£R OE8HIEFIN6S

TRAHSfEl

TASK.

Operating Partners 
fleeting

Eiployee Transition 
Briefing

Custoier Transition 
Briefing

Coiiercial lender 
Transition 8riefing

Board Nedia Release 
on Transition

Function for 
Stakeholders

IUIH6 BESPOKS1B1UTY 

Sarch. 1993 CEO

sarch, 1393

Karch, 1993

Karen, 1993

Karen, 1993

Karen, 1993

CEO anil

CEO and Marketing 
Advisor

CEO and OF

CEO

CEO

- 15 -



FOURTH YEAH mi PLAN - 6nvE»mi(T VIABILITY
BUJEIRIKT

OUTPUT OESC81PTIO.N

1. OOCUHtn 8I5HT SIHHS 
3IUTE5/ A.10 SOCIAL PUH

2. ESTABLISH OPEiATIMfi 
SAFETY

3. EVALUATE ACC10EKT 
3ESE8V1K6 UP PAYOUT 
STI1ATE5Y

<. EVALUATE DIVIOEIIO 
PAYHEKT 3ASIS

5. SUPPOBT COKVEHStOK 
OF S.3. OE3T

5. OEVEIOP TRACK 
lAIKTEKAIICE

USE isi

Shorter-Ten
Sight Sizing Strategy
> Social Plan coipleted

Transfer Strategy U CEO 
and Senior nqt. I»a*

Operating Safety 
Prograiie Objectives 
and Standards coipleted

Operating
Accident Avoidance 
Prograiie developed

Prograiie iipleiented

Pay-As-You-6o
Versus Five Year
Deposit Strategy evaluated

Basis of Dividend 
Payient to 
Sovernient developed

Ability to finance 
Qebt evaluated

Develop Prograiie 
Design i inventory 
Uquirssents

inventory i Oeveion 
Standards conouctid

Progress reviewed

Systei i
Autoiation develooed

Training iapleiented

TIHIHS 

Karen. 1993

Karen, 1993 

Oct/Nov 1993

Koveiber, 1993

Sov/Oec 1993 

Hoveaber 1993

Koveiber 1993

January 
througn 
Karch. 1993

Aug-Hov 1993

February 
through 
April, 1993

Say, 1993 

Hoveiber 1393

Noveiber, 1993

aESPONSIBIUTY

COP 
Subcontractor

CEO and 
Subcontractor

Traffic 
Advisor

Traffic 
Advisor

Traffic 
Advisor

COP 
Subcontractor

COP S 
Subcontractor

CEO S OF 

CE S SITA 

CE S S8 Staff

CE and STTA 

CE ! SITA

CE i SITA
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FOURTH rEA» UOIH PU» - SOVEBMtm VIABILITY 
BLUE PRUT 
(Continued)

OUTPUT OESC81PTIOK 

/. OE'/EtOP SEHVICE 

SUPPORT I.10I6ENOUS
rauam i.ii

Inter-nodal 
Handling fjcilUj 
Plans (iocu.ientec;

IU1H6 

February, 1993 CcO S

3oor-to-floor Facility 
Mans docuiented

February, 1993 CEO 5 *t

3. COKimmS OF CEiiTAIM 
HOII - 3AI1UAY FUKCT10KS

Additional Indigenous 
Opportunities identi;i=a

Current Costs
and Service Standards
for Autoiotive I
Building Maintenance
and Security Services
evaluated

Karen. 1993

.lay, 1993

CEO

STTA

Service Standards and 
Ranageient iequireients 
developed

Tender Oocuients 
for Autoiotive and 
Suildinq Maintenance 
jnd Security Services 
developed

Oocuients and 
Evaluate Bids let

Services and if 
responsive and Cost 
Beneficial contracted

Day, 1993

June, 1993

STTA

COP S STTA

On-going and 
subject to 
decision and 
tiling

On-going and 
subject to 
decision and 
tiling

CEO

CEO
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OUTPUT DESCRIPTION

1. OENOBIIUE PERSONNEL 
ADVISOR

FOIHTH rE>» MOM PUN - QENOBiumio*

TASK (si ruins RESPONSiBitm

Handover Notts January, 1993 COP ( O(PiA)

2. DENOBUHE MBUI1K6 
ADVISOR

Close-out
Adiinistrative
Affairs

Handover Notes

January, 1993 COP i AA

June, 1993 COP t AOOC/a

3. OEN08UHE aHECT08
OF FINANCE

Close-out
Adiinistrative
Affairs

Hindover Hotts

June, 1993

Karch, 1993

COP ( »*

COP ; DF

1. OEIOBUm CHIEF 
EH6IKEH

Closi-Out
Adiinistrative
Affairs

Handover Notes

Narch, 1993

Narch, 1994

COP

CE and Hoie Office

5. OEN08IUZE T8AFFIC 
AOV1S08

Close-Out
Adiinistritive
Affairs

Handover Notes

Narch, 1994

Dec, 1993

CE and Hoie office

COP ( DOT

n >om»

). HOHE OfFUt ?»03ECT 
AUDIT K CHICA60

8. DHOiUm CHIEF 
OF P»TT

Close-Out
Adiinistrative
Affairs

Transfer Assets 
to SOS

Transfer Billings 
to DCIL-USA

Prepare Final 
Project Billing

Schedule Project 
Audit vith USAIO

Support USAIO Project 
Audit in Chicago

Support USAIO Final 
Project Evaluation

Support Transfer of 
Project Assets

Dec, 1993 COP S AA

Early Oec, 1993 COP S AA

Nid-OeceiDer, COP i AA 
1993

April, 1993 OCU Hoie Office

Noveiber, 1993 OCU Hoie Office

Unknown OCU Hoie Office

Narch, 1994 To be deteriined

Early Oec, 1993 COP
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Lessons learnt from the Project

1. Supported by established facts, the Project has met its 

objectives and the effort can therefore be said to have 

been worthwhile. USAID can consequently take satisfaction 

that what was perceived as a pressing need by the 

Government at the time has been met. If there was a hope 

that this Project would provide a model on which similar 

projects could be based in the Region, this is likely to be 

unfulfilled largely because time has tended to overtake 

events with each railway now undertaking some if not all 

the main restructuring aspects of this Project. Malawi 

Railway might possibly benefit from an infusion of 

management expertise on similar lines to this Project; it 

is the only one that offers some scope.

2. Whilst considerable effort was expended during Project 

proposal stage to determine the problems facing the 

Railway, many significant problems were overlooked probably 

because those evaluating the process were unfamiliar with a 

railway undertaking. Two examples of this might suffice to 

make the point. Safety and discipline on the Railway fell 

far short of an acceptable level and yet this was only 

cursorily mentioned in findings preliminary to the tender 

specifications being issued. The pressing issues of right 

sizing and industrial relations in the Railway were so 

dominant and obvious that it should have been readily 

recognised before the Project started. Had they been, an 

LTTA with specialist experience in these fields might have 

been added to the team along with far more emphasis being 

given to safety in operations. It is apparent that the 

experts preparing Project specifications were principally 

concerned with the financial status of the Railway whereas 

the most critical factor was, and still remains, the safe 

running of trains. In future similar Projects, therefore, 

much more care should be given to identifying all the 

problems by carefully selecting people with experience for 

this purpose.

- 19 -



3. In retrospect it was perhaps an error in judgement on the 

Team's part to leave the restructuring and strengthening of 

the Railway Board so late in the Project. It is now 

apparent that this should have been done a long time ago 

and undertaken along with other restructuring proposals of 

management itself. The reason for not doing so was because 

the then CEO found little need to rely heavily on Board 

support but it should have been apparent that this 

situation was likely to change after the transition to 

local management.

4. Several important assignments were paid for by the Railway 

even though they were legitimate items for the Project.

Job evaluation

Link working study

Manpower study

Hire account adjustments

"Exemption Clause" case in Court

Hire of a Perway Instructor.

USAID would have agreed to pay, in time, but not 

necessarily from the source considered by the Team to be 

most appropriate. Delays and frustrations follow the 

strict observance of the rules resulting in a tendency to 

choose the short-cut alternative of having the Railway pay. 

These items should in fact be included as a contribution by 

Government (the Railway).

With the added value of hindsight, at least two of the 

Short terra assignments could have been avoided thereby 

saving 14 weeks of STTA time. One would have been the 

"Marketing Strategy" which could have been undertaken by 

the Advisor Marketing who had both the time and expertise. 

The other was the "Feasibility of deleting Sunday train 

services" the outcome of which could have been readily 

anticipated as it was based on a false premises. A more 

careful appreciation of the problems would have prevented 

unnecessary expense.
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6. An error was made early in the Project where all members of 

the senior management cadre went through tests to ensure 

their suitability and ability to undertake studies in the 

States (TOEFL, GRE, GHAT and SAT). Only two from this 
group eventually went to the States for degree or advanced 

technical training (Gideon and Timothy) but expectations 
were raised amongst the whole group even though attempts 

were made to warn them that this was "contingency 
planning".

7. The frequent changes that had to be made and the inevitable 

gaps in the critical position of the LTTA Director Traffic 
(Operating) resulted in delays in introducing new 

procedures and strengthening a very weak but vital part of 
the organisation. Contract extensions to the LTTA in the 

capacity of Traffic Advisor would have proved beneficial.

8. Finally, the Ministry of Transport - previously Works and 

Communications - tended to distance itself from the 
Project, although more lately a marked change has become 

evident. There could have been a more bonded commitment 

for the COS to act in certain respects. The most obvious 

case has been in restructuring the COS loans which, despite 

repeated attempts, have only really come alive in the past 
year and are only now being submitted for final approval 
but are still not finalised.
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Factors that should ensure sustainabilitv post Project

1. A young, enthusiastic and professionally trained management 

Team is in place and acting independently.

2. An awareness by management of its responsibilities in a 

forecasted changed environment.

3. A willingness to learn.

4. A number of studies covering a wide spectrum of situations 

is available from which the new management team can derive 

confidence, encouragement and reference.

5. A legacy by example of how management can and is able to 

work.

6. A desire amongst senior management to prove that Swazi's 

can effectively manage the Railway without expatriate 

assistance.
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10D8fidi<

PROJECT STATUS OF OUTPUTS FOJ EHH OF FOUR 1EMS

1. Flltmm STUUCTIHE m>HItH >HD HttOHjEJIDED

CHAISES PROVIOEO TO CAPITALIZE SHA2UAIO IIAUUAY - COIPIETE

A. 3AU580UNO

8. OUTPUT OBJECTIVE

PURPOSE RELATIONSHIP

0. OUTPUT C9MEHT

OUTPUT 3ECOMENOATIONS

F. 1ST YEAR STATUS

G. 2ND VEAS STATUS

The Short Ten Technical Assistance Project conducted in 13S9 suggested that SB's financial 
capital structure would be inadequate to aeet short tern needs.

Evaluate SJ's financial capital structure requirenents over the period 1990/1991 thrsuoti 
1994/1995 and forward relates capitalization Secounendations to Sovernment.

To strengthen and expand the capacity :nd operational efficiency of regional rail transport 

in 3JOCC countries. This output is expected to contribute to t reduced Debt/Equity ratio 
fro* 1081 in 1983 Co ISO* by 1993.

The severe financial crisis of 1988 subsided through cost control and tariff incrsaje 
initiatives that generated a surplus in 1339/1990. The Business Plan however anticipated 
operating deficits starting 199< due to diversion of present transit traffic.

The 1990/1991 Business Plan and Corporate Strategy Seport adopted by the SS Board in July 
1990 recoiiendtd a nuiber of short ten traffic retention and cost reduction initiatives. 
It also recoiiended that if SH cannot be effectively sized that Governnent reiaburse SI! for 
related over-iiployient and social service costs. In addition, it reconiended that 
Sovernaent finance Sli's permanent way costs to put it on a aore equal footing with 3oao 
Hauliers. Finally, it reco«aended debt forgiveness since SS uould be unable to service it. 
Together, the above recoaaendations were designed to defray the contemplated operating 
deficit.

The SS Board forwarded to Governnent a request for Debt Forgiveness and the request uas 
under review. The Governoent did provide S! funding in the aao'j.it of E760.000 for selective 
rehabilitation of tne Soba line.

The request for jovernuent Debt Forgiveness is still under review. Resolution :f this 
request was in part deferred due to the reorganization of the Kinistry of Uoru and 
Coaaunications the previously responsible linistry for SR. A new Cinistry, the Ministry of 
Transport and Coiaunications is now responsible for SS. This change has introduced a host 
of new official; who have had '.o be faoiliarized uith Sli's financial situation and 
requirements.

The Sovernaent programed an additional E4.5 million for Goba line iiehabilitation but only 
E:.i million uas utilised. The pattern of financial support for peraanent way 
rehabilitation app»ars to suggest an emerging Sovernsent policy :f funding defensible 
requireaents in lieu of Debt Forgiveness.

Unlike 1390, JS in 1991 did not exoerience any significant collisions or danage/clains. 
Excluding the need to estaDlish caoital reserves SS in financial year 1991/1392 is expected 
to generate 3 profit in the range of E20 aillion thereby significantly iiproving its cash 
position. This tenporary position (i.e. because diversion is still expected to take place 
starting financial /ear 199') could confuse SS's need for Debt Forgiveness by Sovernaent due 
to SS's longer tern financial constraints and lead to deferral of decision until the need 
arises. It is therefore necessary that the Project's third year work plan establish a 
longer tera Corporate Strategy and Business Plan that gives renewed direction to capital 
structure and the need for any debt forgiveness by Governient.
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H. 3RD YEAR STATUS The Strategic Re-assessment carried out during July, August and Septeaber of the Third 

Project year re-confiraed that unless substantial cost savings are realized over the period 

1993/1994 and 1994/1995, the Railway could again find itself in a deficit position due to 
anticipated traffic diversion to Haputo, Further, it was noted that any significant 

operating accidents over the next five years could be extreaely disruptive to financial 

stability since related costs are self-financed.

The Railway adopted a short tern strategy of buying out euployees to realize right si-lag 

objectives. Uhile this action uill erode the Railways present cash surplus position it uiil 

lead to substantial future cost reductions.

The Sovernment, as the Railway's owner, as a result of Strategic !e-assess«ent has preoarsd 

a Draft Sustained Viability Blueprint. Li addition to supporting Sight Sizing through 

socially sensitive neasures, the draft agreenent includes u»brella accident financial 
coverage over the next five years, selective debt restructur.ng and recognition that the 

Railway can not finance required track rshaoilitation. Togelner these actions are designed 

to stabilize the Railway's capital structure over the next four to five years.

The Draft Sovernnent Viability Blueprint was prepared for internal revieu in ,love»oer, 1392 
and uill be discussed for endorsement by effected Ministries in Harch 1993.

I. 4TH YEAR STATUS A Draft 'Strategy concept for SS" (SOS Viability Blueprint) jas circulated to ill 

concerned. Certain aspects of the Draft have or are being actioned by either Sovernnent or 

the Railway but a Final strategy paper is still awaited. Of particular significance are the 
following:-

Oebt Restructuring: a Cabinet paper auaits the attention of the new Sovernient. 
This paper proposes the restructuring into Srants, Serviceable Loans with conditions 
stated, equity.

Establishient of an Accident Reserve Fund: a study has recently identified a source 
of insuring against rail accidents and this nou awaits consideration by the Railway 
Board as well as SOS uho has undertaken to 'top up" over certain aiounts and aeet 
catastrophe costs in future.

Right-sizing of SR staff: an exercise has been conpleted which reduced the strength 
by 311 individuals. The cost of doing this has been over t8u borne by the Railuay. 
The viability Blueprint called for a reduction of 290 persons as uas to be at I fnn 
a Social Plan Fund but events overtook this proposal.

Rehabilitation plans for the East/Uest lines were proposed but SOS still has to
advise how the costs are to be funded. In the Jieantime, special maintenance uork is
having to be done on an increasing scale and SOS has aade additional grants
available to 5R towards this; tl.lii having been allocated for y/e 1394.

Sany of these aspects will now becoie the responsibility of SR lanagesent but the groundwork 

has been coipleted by the Project.

Further down-sizing will becoie necessary but again the basis for :ffecting this has b?en 
established and it renains only a question of financing this that regains an open issue.

A final decision on the financial structure of the Railway is to be 
lade by Sovernient.
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FOURTH YEUR PROJECT STUTUS BY OUTPUT (Continued)

2. lOHH PQRTFQUO JJHUYZED MO [QMS RESTRUCTURED - CQHPIETE

A. BACKGROUND

8. OUTPUT OBJECTIVE

C. PURPOSE RELATIONSHIP

OUTPUT FINOIH65

The Short Tern Technical Assistance Project conducted in 1389 found that S8 had an excessive 

Debt/Equity Ratio (i.e. 4081 in 1988) and outstanding debt in the magnitude of HOC 

aillion. It recaaaended restructuring af debt and Sovernaent forgiveness of loans provided 

by Governnent totalling E71.9 .tillion.

Deteraine if 38 can s;.vice debt over the period 1990/91 through 1994/35 by estiaating 

servicing requirenents and seek Governaent assistance in restructuring of loans.

To strengthen and expand the capacity and operational efficiency of regional rail transport 

in SAOCC countries. This output is expected to contribute to a reduced Debt/Equity ratio 

iron 408* in 1383 to 1501 by 1993.

The 1939/1990 trend toward profitability and the expectation that this trend uould continue 

in 1990/1991 enabled the Sailuay to retire several couiercial loans. In addition, 3R gained 

support froi Sovernient in deferral of servicing of Governnent loans until 1993/94. 

Government also assisted SR in restructuring of the Standard Chartered Sank loan in Karen, 

1990. Together the above have alleviated SR's debt servicing requirenents. The Debt/Jollity 

ratio in Noveiber, 1990 uas 1521 but includes deferrals on Government bans.

The 1990/91 Business Plan and Corporate Strategy report found that SR could not effectively 

icScrvice Government loans presently deferred in 1993/94 and 1994/95 due to anticipated 

traffic and revenue diversion.

1. OUTPUT 3ECONHENDATIONS The 1990/1991 Business Plan and Corporate Strategy Report adopted by the Board and the loan 

Portfolio Report recoitsended Governaent forgiveness of loans totalling £49.2 million. An 

alternative strategy is to request indefinite deferral of servicing should forgiveness no; 

be supported.

F. 1ST YEAR STATUS The SR Board foruarded a request to Governient for Debt Forgiveness and the Request uas 

under revieu. Debt Forgiveness uas vieued to save SR approxiuateiy £5.0 'lillion in costs 

starting 1993/1994 thereby keeping SR solvent in terns of cash flou.

5. 2.1D YEAS STATUS As noted previously the request for Debt Forgiveness reaains unresolved. The 1991/1332 

Corporate Strategy and Business Plan established that the tiaing and degree af traffic 

Diversion jould be auch less severe than that assuaed in the initial plan (i.e. 1990/1991). 

This tended "o alleviate the iiiediate need for a decision an Oebt Forgiveness. Houever, 

the plan suggested that SR say not be in a position to service debt beyond the planned fi.'s 

year horizon during uhich the lajor input of diversion uas expected to take place.

The 3rd Year 'Jork Plan is expected to extend the Planning Horizon beyond the five year 

period (i.e. a ten year horizon) in order to aore effectively evaluate the aagnitude :f 

diversion and viability of subsequent operations in order to establish SR's longer tera :asn 

flou position and related debt servicing capacity.
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H. 3RD YEAR STATUS As suggested under output nuiber 1, the Strategic Re-assessment re-enauined the Railway's 

ability to service its debt. The assessient confined that debt servicing could not be 

sustained unless excessive labor and related social service costs could be reduced and 
potential accident losses controlled.

The Draft Sovernnent Viability Blueprint has a nuaber of provisions concerning loan 
restructuring as follows:

1) the Government 'Jill convert loans relates to acts of Sod to equity.

2) the Railway uill establish a fully funded Social Flan Fund to finance Right Sizing and 
Five Vear Accident Reserve in exchange for previously unrestructured Sovernnent loans to 

be forgiven or converted to equity.

3) the Railway uill service previously restructured Sovernaent Loans as uell js Comsercial 

loans,

As indicated above the Draft Government Viability Blueprint is currently under internal 

Government review and it is assuied that action uill be taken prior to the end of March, 

1993. If the Draft Blueprint is approved the Railway's debt/equity ratio will &e 
substantially enhanced as uill its capital structure.

I, 4TH YEAR STATUS As indicated earlier, restructuring proposals are being subtitled to the Neu Cabinet. In 
essence these result in:

Debt 
Equity

E (OOO's)

(1,30? 
61,049 Debt/Equity ratio - 58>

In the lei.itine the RBi KSA loan is the subject of inter-governaent discussions with th° 
interest being the focus of attention, the capital having been agreed to be paid by 38.

The proposals for debt restructuring referred to in Output No. 1 apply.
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FOURTH YEAR PROJECT STATUS BY OUTPUT (Continued)

3. CORPORATE STRATEGY AKO PUKNIK6 SYSTEH ESTABIISHED - COHPLETE

A. BACKGROUND

3. OUTPUT OBJECTIVE

The "Regional Sail Systeas Support Project - Swaziland Governnent" report prepared for USAID 

in April, 1388 noted that SS needed to develop a corporate strategy on its nission and role 

in the Transport infrastructure and needed to develop related planning systens and 3 

supporting Cosiness Plan.

Prepare SI! Kission 
Corporate Strategy.

Stateaent and develop Five-fear rolling Business Plan and related

C. PURPOSE 3EUTIONSHIP To strengthen and expand the capacity and operational efficiency of regional rail transport

in SADCC countries and attenpt to aeet "Conditions that uill indicate the project purpose

has been achieved' (i.i. reduced Debt/Equity and Operating Ratio, Business System utilized

and intra-SAOCC traffic increased).

D. OUTPUT FINOINSS The 1990/1991 Business Plan and Corporate Strategy report adopted by the Board in July, 1390 

established a nuiber of significant findings as follows:

' the Railway is the back bone of export trade and due to the nature of goods noved nust 

continue to be operationally viable

' the Railway is not on a favourable footing with Soad Hauliers since Governaent 

subsidizes Road Haulier conveyance facilities uhile SR has been financing its own. Road 

Hauliers are not paying their fair share for infrastructure maintenance thereby being 

able to offer custoiers nore favourable rates for aovenent of iitport trade. This 

contributes to SR back-haul liiitations and therefore its financial efficiency

' SR is sxtreiely vulnerable to diversion )f transit traffic (i.e. represents 301 of 

traffic) due to regional perunent way iaprovenents to laputo as uell as flaouto Port 

facilities (i.e. the Plan anticipated a uorst case diversion of *3' of traffic by 

1993/1994).

E. OUTPUT RECuMEltOATIOHS The 1990(1991 Business Plan set forth a series of short tsra traffic retention and 

expansion and cost reduction initiatives as well as longer tern financial support 

initiatives which were adopted ay the Board in July 1390. Together these initiatives 

uere designed to keep the Railway financially viable despite the anticipated significant 

down turn in traffic and revenue by 1393/1994.

f. 1ST YEAR STATUS Business Planning systess were institutionalized to support annual updating cf the 

Plan. The 1390/1991 erosion in financial position, caused largely by collision; and 

related costs, coupled with the eaerging notion that traffic diversion would be delayed 

and less severe over the short tsr» suggested that SR re-exieine its short tern strategy 

and related business plan,

5. 110 YEAR STATUS The 2nd Corporate Strategy and Susiness Plan was founded on the thtnj that traffic 
diversion and the related threat of financial insolvency would be less severe than 
originally contenplated. This scenario suggested that SR uould therefore be provided a 
window of opportunity to position itself for traffic retention and replaceaent on the 
theory that SR has a role in supporting the national econoay and the related need to 
coapetitively tove goods.
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The recent strategy with respect to traffic retention focused on iaplenenting service 
quality and reliability and cost reduction initiatives expected to result in a 
sUplified and aore nanageable organization. Further, a nuiber of initiatives uere put 
in place to test the potential for shorter and longer ten traffic expansion.

Three significant events took place during the 2nd Project Year. First, despite 
concerns foruarded by SI! to the Road Transport Board, road haulier regulations uith 
respect to sarket entry uere relaxed uith respect to foreign hauliers. The {mediate 
effect 'Jas on iuport/export traffic; in uhich SB lost all of its previous gains in POL 
(i.e. petrohua product traffics) over the year to road hauliers. Road competition is 
expected to potentially iapact all other traffics uith the exception of sugar.

In order to meet the challenge of road hauliers in iiport/export traffics, SS found that 
it needed SPOORNET's support in tariff reduction concessions which SPOORNET uas 
unwilling to neet. This confiraed SS's inflexibility to compete for traffic because its 
costs are uncoapetitive and at present largely fixed uith littl; flexibility for 
variability and was therefore forced U seek concessions f'oa SPOORNET for traffic and 
revenue retention.

SI did not gain any significant enhancenents in visible iiprovenents in quality or 
reliability of service and therefore lost sooe available traffic and revenue, /tore 
significantly it uas unable to sell enhancenent to gain other traffics.

The prospects of increased competition uith Road Hauliers and SPOORNET's potential 
inflexibility in tariff concessions iiplies that if SR is to regain financially viable 
it lust becooe:

a sore cost effective/efficient organization thereby creating the flexibility 
for concessions

a no re pro-active organization that contemplates and can rapidly adjust to 
coapetition

an organization that can offer competitive services in conjunction ;ith 
SPOORNET.

The 3rd Corporate Strategy and business Plan aust therefore solidify the above 
directions and in doing so aust have the active support of Labor. Should the above be 
perceived to be impractical then SR's strategy should be to focus on those traffics not 
likely to be vulnerable to road cospetition such as certain iaport/export traffics and 
through (i.e. transit) traffic recognizing that this latter direction uould eventually 
result in an insolvent Railuay.

H. 3RD yfJS STATUS As planned the Strategic 3e-assessaent uas conducted during the period July througn
Septeuber, 1992 and re-exaained five strategic issues including:

1. Traffic Diversion to Haputo

2. Right Sizing the Railuay

3. Track Rehabilitation of the older East and 'Jest Lines

\. Debt Servicing

5. Accident Reserve: and Operating Safety Programs.

As stated previously the Draft 5overn«ent Viability Blueprint that eierged frit 
Strategic Re-assessnent addresses all issues but diversion. Proposed resolutions 
houever are designed to reduce the input of diversion,
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I. UH YEAR STJTUS

Even though the regional econoiy has been depressed for four years or so, the Railway 
over the last threa years has not experienced related traffic losses until this year. 
This year a decline in Zinbabue related transit traffic in containers and general goods 
was noted. Ironically, it is this sane traffic that uas considered divertable to Maputo 
over the next tuo to five years. Meetings uith Zinbabue industry and shippers suggest 3 
continuation of depressed market uith 30 to 401 traffic decline in 1393/1994. So, aside 
fron the threat of diversion, the Railuay is threatened uith a much shorter tern decline 
in Zinbabue transit traffics.

The Draft fiovernient 
initiatives including:

Blueprint also requires the Jailuay to consider a nuaber of

1) assistance in developing an indigenous trucking indjstry by considering the role of 
trucking in service diversification

2) contracting railuay and non-railuay functions if cost beneficial

3) instituting a conprehensive Operating Safety Program 

These eleients uill be incorporated into the strategy.

The Fourth Year Uork Plan uill include an update of the Five Year Business Plan uhich 
uill be developed froi the Strategic Se-assess«ent and Draft Governnent Viability 
Blueprint.

It is clear that diversions auay froi Swaziland route to Kaputo are taking place but on 
an aliost insignificant scale and whilst confi.-iation of peace uill eventually bring 
nonality to the corridors, the iipact of this on SR is still a nugber of years auay. A 
recently conducted Project Monitoring Study suggests that the strongest presence of 
Maputo uill be in 1997 or 1993. But it is still anybody'; guess. Traffic is less than 
Budget but this is the result of the econoiic recession prevailing and not diversions.

The SOS Blueprint required that 
been carried out vh

a nuiber of initiatives be considered and these have

Indigenous joint venture trucking/rail service 

Divesting non-core activities

A Safety Plan fornulated, a Training Officer position established and safety 
training coiinenced.

Provision of spurs to single custoiers (in conjunction uith the 5SA). 

The results of these studies have been handed over to SR lanagenent for decision.

The uork of up-lifting the disused KaOake line is progressing and is scheduled for 
completion early in the ne'J year. Reclaiied laterial is being sorted for Railway use or 
for sale to the public.

A Mission Stateient has been written by the CEO and a systei of MBO introduced.

A Mission Stateient prepared by the CEO has been uidely distributed and four 
5-year rolling Business Plans uill have been coipleted by Project closure. 
Three Strategic Assessient Plans have been draun up over the life of the Project.
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THIRD YEAR PROJECT STATUS B» OUTPUT (Continued)

S.B. RISHTS PROVIDED UNO SAFEGUARDED UKOEB SR/SATS 
IIEIIORAItDUII OF AGREEIIEIIT OH RAUUAY im (mil) - COHPLETE

A. BACKGROUND

S. OUTPUT OBJECTIVE

PURPOSE SELUIOSSHIP

The Short Tera Technical Assistance Project conducted in 1339 noted that 38 should re-affirn 
that the *OU is still legally binding ano that 38 needed to submit casn Mou statenents. 
that ysre i.1 arrears since 1385. jf trie entire north-south line reflecting any surplus jr 
snortfail for -aca /ear.

Confirm that <OU is legally binding >nd tint "Oil will be honoured unen SAT3 is privatized, 
deternine jhat S3 uants out :f Oil in :eras )f reiaoursesent in :.1e event of jas: line 
shortfalls and uoaate/aaintain :n a current basis north/south line financial analysis.

To strengthen and exoand the caoacit/ and :jerati;nal efficiency of regi;nai rail '.ranssir: 
in 3AOCC countries. This output is etpected to sath reduce the Deot/Eguity and Operating 
ratios.

D. OUTPUT FINDINGS USAID engaged legal counsel, who found that the HOU is legally binding and is an 
inter-governiental instrusent to je discussed by the tuo jovernients and not respective 
Railways. The Railway also engaged an accounting fir a to update north/south line financial 
analysis up to year end 1989. Analysis has since been .laintained internally on a :jrrent 
basis and outstanding financial utters have also Seen resolved uith CFN.

E. OUTPUT SECOKKEKOATIONS The legal advisor recomended that the ministry of finance arrange a consultation jith South 
African counterparts, to reaffiri the validity )f the XOU, attain agreement :n any 
calculated shortfall, seek loan resolution and obtain a guarantee that the NOU uill :e 
honoured uhen SATS is privatized.

f . 1ST YEAR STATUS The 3S 3oard has foruarded a request to the (inistry of Uorks and Cjsaunications that 
Sovernient enter into negotiations jith the Sepubiic if South Africa '.: re-affin the 
validity of the 10U and request forgiveness in repayient of the outstanding north/south line 
construction loan totalling S3 nillion unicn aas previously re-scheouled for -eua/ueni :.i 
1992 but .'as subsequently indefinitely Jeferred. 3POORNET did agree to rein&une 35 
approxiiately E3.07 lillion in previously unreaunerated hire costs by off-setting costs 
against hire charges.

:. JO /EAR STATUS A leeting vas held between the Jovernnents of Swaziland and the Republic of South Africa 
luring  jiiicn the validity of the <OU ^as -s-sffiraed. riouever, it uas re-affirued that the 
10U lid lot guarantee SS any estaolishea voluie of through traffic and the request for Jest 
forgiveness jas denied on the basis if .indefensible/unjustifiable grounds.

Several follou-on infornal seetiigs were leld to explore the RSA's intent as to uhen it 
night re-establish its deaana for loan repayaent as uell as to investigate as a nor? 
justifiable and acceptable reason for requesting lebt forgiveness. An answer to the forier 
has not been provided. An energing strategy for the latter is to argue that the north/south 
line is largely to the benefit of the RSA/SPOORHET and that 3R will not have the financial 
capacity to both finance loan repayient and track gaintenance costs which are expected :: 
increase over the next five years.

Uagon Control Systea transfer froi SPOORNET to 38 identified a programing error in 
SPOORNET's systen which resulted in previous errors or overbilling of hire charges. 3R has 
resolved to carry out a detailed retrospective exercise to establish the exact atount of 
over-billing so that related costs can be recovered fron SPOORNET. The anount involved is 
conservatively estimated at E2 lillion. Ue are still cleaning up the past whilst trying to 
deal with the future.
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H. 3RD YEAS 3TAIUS - The Draft Sovernient Viability Blueprint directs the Jailuay to honor reservicing of the USA 
loan of £3 million.

Ihe Sailuay untinuea its retro-active revieu of uagon hire charges during the year. The 
total aaount recjversa to date is :5 aillijn. Ihe exercise uill oe :o»pleted by the end of 
June, 1393 and it is anticipated that an additional £1 nillion uill be recovered.

Significant concessions Jerj obtained in iicosotive (ie diesel] hire charges and hiring -j»> 
structured for j longer contractional perioo. Daily jiesel locomotive hire rates -ere 
reduced fro* -;,733 to £1,300 unicn «ade the phase out of iteaia pragiatic fr:a a cost 
perspective.

During 
sought.

the Fourth fear Joint Facility Fee, Jagon Hire ana Tarpaulin concessions Jill 5e

I. 4TH YEAR STATUS Jention has ieen lade that the ?SA ijan of i3,i aill have to be net iy S3 but negotiations jn 
interjst cnarges are going on betueen the tuo Governaients. ilhilst atteapts uere naoe to 
invoKe the lenorandui of Igreenent in fjvour of 3R, this net viith little success iy the 
South African Jelegation. Considerable success, houever, uas achieved by naving th; 
:?008N£I/SS Business Agreement exanined in detail and significant savings can be exgecteo. 
This together uith the overcharges detected i.i the Hire Account lakes it iaiperative that all 
such charges continue to be scrutinised uith the utiost care. Approxiiately E/i has been 
credited as a result of the Hire account checking exercise. !t is continuing and at present 
rate of progress uill take several tore years to bring it tip to date.

An opinion established that uhilst the KOU uas legally binding and uas applicable 
to Spoornet, the successors of SATS, the content aade it of little practical value. 
This has been borne out by discussions of the R3n ISA loan. An analysis of 1R1 
profit/losses is being subiitted annually to Spoornet.
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FOURTH YEUR PROJECT STATUS 3» OUTPUT (Continued)

5. iKFORmioii SYSTEM ESTHBIISHED - comm

3. OUTPUT OBJECTIVE

C. PURPOSE 5EUTIONSHIP

OUTPUT FI.10I.H6S

A. 3ACKGROUKO The Short Term Technical Assistance Project conducted in 1989 found that 3? Senior 
.lanageaent lacked tiiely and .meaningful information for effective decijion-maung. Further, 
it found j significant lag in information generation cycles. The Project reconenied that 
.Hanageaent Information Systea needs snould be analyzed and establisned jhere possible :uri.ig 
first year of the long Tsrs Technical Assistance Project and that a Systea is in olace 
providing :J uith couorehensive data on operating variable cost and revenue during the 
seconc/'tnird year of Project.

The First fear 'Jork Plan of the long Ten Tecnnical Assistance P-oject leesed it 
inappropriate to rapidly proceed jith coaputerization since tine jas lesaea to identify 
aanagenent information requireaent;. An STTA jas scneduled for the jerioa .'une througn 
Septeiber to define requireaents and prepare an autoaation plan, "jrther, Mipna-is was 
placed on iipleaenting operating procedures and identifying aagon control information nee:s.

Prepare an autonation plan, strengthen operating procedures and identify cwag:n control 
systei requireients to iiprove aanageient intonation,

To strengthen and expand the capacity and operational efficiency of regional rail transport 
in 3AOCC countries. This output is expected to contribute to 'Operations and business 
systeis developed, accepted and utilized*.

The STTA Automation Planning assigntent uas deferred froa June through Septeaoer, 1390 to 
Harch through June, 1991 because other critical uork uhich uould iapact US requireients .no 
to precede Autoaation Planning. For exaiple the cost allocation planning ano costing 
fraaeuork exercise uould dictate accounting systea modifications and this jork ;as not 
scheduled for coapletion until August, 1390. Hence the Autoaation Planning exercise was 
scheduled preaaturely in the Work Plan.

Working Tiie 3ook, Hosier and Creu Link and Train 'Jorking Regulations jere scnedulea for 
coaoletion by August, 1390. The STT3 assignaent did not proceed until loveauer, :-30 and 
Uorking Tiie Book and Roster and Creu link uas coapleted in February, 1391 ana iapleientatea 
in larcn. 1391. Train Uorking Regulations uere iapleaented in Septeaber, 1391. Accident 
notification ana Response procedures jere ispleiented in deceaber, 1390.

Jagon Control : rocedures uere ;:neduled for Jevelopaent, relying an the SSTS/SPOORNET 
systei, in the period Sesteaber, :390 through February, 1391. This uork uas deferr-a ana 
Jill be rescheduled for the Cnd c :oject /ear Uork Plan. The collisions ;f July ana August,
1390 required extensive nanageaent attention and this contributed to deferral of jork.

A long Ten Technical Advisor (LTTA) :o cover Civil Engineering Deoartient :eso:nsiti!ities 
 jith fall Executive Authority jas coaiitted to the project effective October 1330 unose 
responsibility it uould be to introduce a Peraanent Day Maintenance Janageaent Systea in
1391 in the Second Project Year.

:. OUT'UT iEC3M:NQAT:ONS *o significant recoaiendations have eierged due to general deferral of uork. 

F. 1ST YEAR STATUS liaited progress uas achieved relative to the 1st Jear Uork Plan.
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G. .'NO YEAR STATUS The Autoiation Plan uas completed in July, 1991 but a comprehensive strategy for its 
iipleientation has not been agreed upon aiong SI! lanagenent. At issue are the questions jf:

uhat ba:e systeus SR needs particularly if it contracts out certain Railway and 
nonHailaay functions: and

whether it should guild custoi systeis ;r acquire conercially adaptable systems.

Horsing .'.emulations '.'ere fully iiplesented Juring the 2nd ?roject Y;ar. ?evisea "rain 
Working Segulations uere introduced and those involved in adhering Ev revised regulations
 jere faailiarized Jith then. The new Working Tine Boos, Soster and Creu Link systea jas 
introduced and then revised because they did not provide adequate flexibility in the event
 POORNET iid not .neet its train tiietable - (i.e. in the event of .nissed runs).

JPOORNET's «ogon Control j/>Cei has jetu )uo:>;? ?;j!!/ :rjnsreri:3 t: ?' :ct r.as not j"::«:'j 
its Jesirea level of efficiency j'ue t: .noden dial-up liiitations. S dedicated telepnone 
line is needed and it lay not ie available fjr connection aetueen S3 and SPOOSNET jffices 
until '.he end of the 3rd Project Vear. The systes needs to be transferred for internal use 
froi the Coiiercial Oepartaent t) Operating as '.ell as iopleiented at Jpaka. The system, 
despite present limitations, has offered iiproved uagon control and inquiry :n gooos in 
transit.

jPOORNET is finalizing INTAC, its accenting systeis. 38's intent is to establish on-line 
access to this systen so that it can extract pertinent hire billing inforaation in order t: 
reduce the present inter carrier billinq/paynent cycle covering traffic revenue ana various 
hire charges due SPOORNET. This systei is expected to cone on-line during the first half :f 
the 3rd Project Year.

Liiited progress jas lade in the establishoent of a Penanent Way Maintenance Hanagenent 
Systei due to the unanticipated personal difficulties of the ITTA Civil Engineer and the 
need to replace hij during the 2nd Project Year, both on a teaporary and Unger tern oasis. 
Respite the aoov; disruption a .} ertanent 'Jay Maintenance lanagenent ?rogramne is unaer 
levelopaent ana uill be coapleted prior to the end of the 2nd Ouarter of the 3rd Project 
/ear.

The Project Tea«, supported by USAID's Project Evaluators, have determined it critical to 
establish a lefinitive longer ten S3 Organization and Operation Plan by the 3rd Quarter ;: 
the 3rd Project (ear. This plan uill establish desired in-house direct control functions 
versus 'unctiins to be contracted :ut either to siaoly sianageiaent control or attain cost
 f'juction; and jroductivity eanancensnts. In view of this intent it uy be preaature '.3 
finaiire :he autcnation strategy since it yould not be effective to develop systens for 
fjnctijns that :ould/uouU be uitiaately contracted to others. We therefore intend to Jefjr 
farther iut:»ation (i.e. sside frjs ilagon '.jntrsi and IHTSC) jntil that Organization Plan 
has been acceoted. The najor s/steis in question include accounts, stores and mechanical 
systeas.



H. 310 fEAR STATUS - SPOOKKET's SPHHT Uagon Contol Systei becane operational during the year through 
introduction of a lodei. The systei needs to be extended to the field to verify location of 
delayed wagons. In addition, a systei needs to be introduced for control over local traffic 
wagon hire.

SPOORNET's IHTAC Billing/Accounts Receiveable Systei has been introduced with extensive 
training provided to staff by SPOORHET. The Systei will becose operational by April, 1S93.

After the Railway made its coaiitient to the above systeis SP008NET advised the Railway of 
its intend to abandon these systeis and nove towards a neu generation systen jver the next 
two years. The above systeis have therefore becoie temporary solutions. The Fourth Year 
Uork Plan will exaiine the Railway's best long tern option of either coaiittinq to 
SPOORNET's new generation of systeis or building its own systeos.

The Peraanent Uay Maintenance Kanageient Systei acconplbhed little progress over the /ear 
due to the untiiel/ resignation of the Chief Civil Engineer in August and the related delay 
in replacing hit. The systsa is now scheduled for iaiplesentation over the period February 
througn October, 1993 of the fourth Project Tear.

Cost beneficial contracting of railway and non-railway functions uas exanined during the 
year. Autoiotive workshop, residential building maintenance and security services were 
targeted as potential areas to be exaiined in lore detail during the Fourth Project Year. 
This will not effect the autoiation strategy.

I. 4TH YEAR S1ATUS A special study has recently been coopleted into the SPOORKET freight accounting systen 
INTAC and its wagon control systei SPRINT. The reconended alternative to INTAC is to have 
a custci designed systei to neet the special circuistances prevailing. Uhilst the intention 
of SJOORNET is to aialgaiate both systeis into one called Geiini it is also apparent that 
SATCC, through a USAID funded project, is anxious to introduce a PC networked systea that is 
coipatible with the systei to be used by SPOORKET. Satellite comunications are also 
looted. Kuch retains to be explained and discussed before such a radical systei is 
introduced. Assignient concluded and transferred to tanageient.

The Perianent Uay Maintenance Systei has been satisfactorily installed but the intention is 
to have the STTA involved return for three weeks early in 1994 to ensure that the important 
start of a new accounting year proceeds without hitch.

A HIS coordinator has been appointed by the Railway which should facilitate the overall 
autoiation work being undertaken. EiphasU lust be given to allowing the local talent to 
practice what they have been taught and this includes the Coordinator.

Coaplaincs have been received aoout the frequency of breakdowns in the squiptient purchased 
by the Project. Jn sxaiination reveals that the UPS units, aany of which have burnt out, do 
not hav; tlte capacity to cope with the extraordinary surges in power experienced in 
Swaziland. Authority has been obtained to replace these auxiliary units uith adequate surge 
capabilities specified.

A lanageient plan for automtion has been submitted, an in-house Uaqon Control Systei for 
local suppleiented by Sprint is reconended, and generally lanageient inforaation has been 
iiproved. It is, however, t long process which is on-going.

A lanageient plan for autoiation on SR has been coipleted and wagon control systei 
requirements have been iipUiented or identified. The process, however, is 
on-going.
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FOURTH TEAR PROJECT STATUS 8r OUTPUT (Continued)

6. REVISED TARIFF STRUCTURE DEVELOPED MO III PUCE - CONPLETE

A. BACKGROUND

8. OUTPUT OBJECTIVE

C. PURPOSE RELATIONSHIP

0. OUTPUT FIHOWS

The Short Ten Technical Assistance Project conducted in 1989 found that SR's tariff systei 
required rationalization in terns of classes and pricing, line profit/loss analysis yas 
also reconiiended to identify profit generating customers and counodities.

Develop an iiproved full cost allocation and costing basis by cosuodity and deterniae cast
recovery characteristics of the present tariff systea. Reconaend tariff class and pricing
changes. Further, exaaine any SPOORNET hire charge inequities and resolve then in future
Business Agreeient negotiations.

To strengthen and expand the capacity and operational efficiency of regional rail transport 
in SAOCC countries by introducing a acre comercially anil cost oriented tariff structure 
which can lead to reduction in the operating ratio.

An STTA uas engaged during the period July and August, 1990 to develop a costing icdel using 
1988/1989 data. The resulting report uas subiitted on schedule and costing infcraation uas 
internally updated for 1989/1990 and 1990/1991.

An STTA uas engaged during the period October through Oeceiber, 1990 to evaluate present 
tariff systei classes and pricing. The report uas prepared on schedule,

Line profit/analysis uas not conducted because the present accounting systea canno: readily 
support s_uch analysis. This analysis is also considered redundant uith the tariff analysis 
becausV the latter identified cost recovery inequities. Further, certain SPOORNET hire 
charge inequities have been identified and brought to SPOORNET's attention.

E. OUTPUT 3ECORHEKDMI01S Work in this output area resulted in a nuiber of significant recoaiendations as follows:

1. the present accounting systei does not allocate costs to functions and activities uhich 
therefore liiits costing by type of aoveient and conodity. The systei requires 
restructuring and this uill be taken into consideration by the US STTA scheduled to 
arrive in Narch, 1991.

transit traffic is generally above
Phosphoric Jcid and General Soods.
Traffic and Sack Haul.

cost recovery but increases are warranted in 
Transit traffic should be oriented to Train Load

3. local traffic is generally below cost recovery and significant increases are warranted 
in Kolasses, Fruit, Tiuber Products and Coal.

(. delays in service are costly and have a significant negative effect on cost recovery.

Warranted tariff adjustients cannot be lade on a one-tiie basis due to severity of ispact - 
they Just be phased in. Further, tariff increases lay be inelastic for certain comodities 
uhich reinforces the need for cost containaent or Sovernient subsidization.

F. 1ST fEAR STATUS Costing systeas and tariff analysis uere coipleted. SR's accounting systea requires 
restructuring in functions and activities in order to capture cost inforaation required by 
the costing systei. Tariff adjustients uere budgeted and iapleaented for financial year 
1991/1992 but full ajustients uould require phasing-in over several years.
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5. 2ND YEAR STATUS Required accounting systea nodifications uere tade so that costing infomation could be 
captured for the Costing Systei during the 3rd Project Year. This requires naintenance of 
tuo manual systess including a general ledger systea and cost systes uhich is cuaoersoie and 
could be siiplified through iipleientation of an autoiated Accounting and Costing iystsn.

Concessional P*tes uere exaiined but not Upleaented as this relates to Upon/export 
traffic. They are houever considered as the need arises during negotiation of traffics.

One of the benefits of having established an isproved working relatianstnp uith iPOORNET is 
that ue have learned aore about their tariff structures and costs, The loss of ?OL traffic 
to road hauliers confined that:

SP008HET is critical in offering custoiier tariff concessions for import/export traffic 
and sines their costs anc1 tariffs are louer than SB's have no incentive to support 
concessions.

SR's costs for iiport/export traffic Bust be brought in line uith or louer than 
SPOORHET's if it is to lie successful in regaining or expanding traffics.

Road Haulier Karket entry deregulation has reioved SB's previous larket protection in that 
SR can no longer protect itself through transpoi i aarket regulation in competition far 
service. De-regulation is significant to SR in that if it is to retain or expand 
iiport/export traffic it lust:

becoie faiiliar uith road haulier cost and tariff structures in order to know in which 
traffic and haulage distances it can cospste

becoie pro-active in identifying emerging coipetitive trends 

be able to offer related conpetitive services

The previous Tariff and Costing analysis only exatined present cost j^ejcovery for traffics.
It did not exanine the cospetitiveness of costs and tariffs uith IPOuRNET nor Soad
Hauliers. This needs to be exanined uithin the context of longer tern SR restructuring.

Finally, the continuing econoiic dounturn of the World Econony has affected certain transit 
and export traffics uhich experienced a decline in the 2nd Project Year. The net ;f r';ct is 
that tariffs have becone sore inelastic liiiting SR's ability to increase tariffs fjr 
improved cost recovery. The budgeted average rate of increase for financial year 1292/1993 
is 7t but in negotiation a higher rate gill be arrived at although this nay be difficult '.: 
attain. Depressed uorld markets, lack of parity between SPOORNET tariffs and costs, and 
reioval of road haulier larket protection landate that SR assess its cost effective niche in 
the coipetitive larket uith road hauliers and bring its cost structure into hanony uith 
SPOORNET.
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H. 3RD TEAR SUTUS - As comitted in the Third Tear Uork Plan eterging tariff increase inelasticity aoong 
custoiers and tariff coipetitiveness with road hauliers exaiintd.

The analysis of tariff increase inelasticity aiiong customers revealed that over the next two 
years, due to continuation of depressed regional and international econoiies, it uill be 
extrenely difficult to increase tariffs coiaensurate uith inflation. Additional pressures 
uill be applied by SPOOitHET which has relatively louer costs and can teiporarily absorb 
losses. This factor, evaluated in Strategic Se-assesssent hightens the need to iaiediately 
reduce the Railways fixed cost base.

The Railway's coopetitive position vis-a-vis coiparative transport distances and delivery 
schedules revealed that it is overpriced by 10 to 201. The analysis noted that the trucking 
industry which is coping uith a depressed aarVet has adopted lou fleet investment strategies 
and hence has adopted an agressive pricing strategy. Traffics considered vulnerable were 
cross border traffics particularly those that lay be re-routed to Haputo, conditioned on 
trucking deregulation, and iiport traffics.

To offset this coipetitive challenge the Railuay has adopted the following strategies:

1) introduction of spur lines for major originating traffics like sugar and coal to comit 
industries to rail service

2) introduction of a dry port to offer iiproved distribution services for export and iiport 
container and general goods traffics as well as signification of custons handling and 
adiinistration.

Finally, the Project has considered adoption of the Oscar Costing Model advocated by SAOCC 
as a longer ten autooation solution. Hodel analysis uill be coipleted early in the Fourth 
Vear of Project.

I. UK YEAR STATUS Finally a cost based tariff systei has been finly isplanted on SR. It is a siiple system 
which can be readily adapted and all concerned have been adequately trained, A lack }f 
frequent opportunity, like lany other things on SR, say result in rustiness and an excuse 
for calling in 'experts' once again, something that nanageaent oust guard against. An easy 
to read and understand .ianual has also been written.

Note- is aade elsewhere relating the status of such natters as spurs and the dry port at
Katsapha, and OSCAR, the wagon tracking systei advocated by SATCC/USAIO has already been
contented on. All these aspects relate to the assignient as vehicles in which to apply the
latest costing and tariff systets.

This assignment is complete and handed over to nanageaent.

A cost based systei of tariff setting, a ianual and training has been carried out. 
Changes in policy have been effected and Spoornet hire charges have been challenged 
and rectified.
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FOURTH »EAR PROJECT STATUS BY OUTPUT (Continued) 

7. FIHAHCm MIU6EIIEIIT PUS HKO SrSTEl III PLACE - CQHPIETE

B. OUTPUT OBJECTIVE

C. PUSPOSE RELATIONSHIP

0. OUTPUT FIKOIH6S

Tne Short Ten Technical Assistance Project conducted in 1989 found significant accounting 
control and budgeting ueaknesses. It recoiiended iaproveients in tht systei of controls and 
conputerization of accounting and budgeting systeas.

The 1st Year Project Work Plan subiitted to USAIO in February, 1990 suggested that a luiader 
of initiatives uere required to strengthen SB's financial lanageient capability sad that 
together these uere aore critical than coaputerization. SR on its oun initiative engaged 
its extern*! auditor to revieu the adequacy of the systei of accounting and internal 
controls and to recoinend ijproverents of .nateriality to SR. SR also engaged ;<perts to 
revieu the adequacy of its purchasing and stores aanageient procedures. The above uork uas 
coapleted in May, 1990 and iupro 1 enents are being iaplenented.

The Uork Plan anticipated STTA assignments in Asset Evaluation and Depreciation Practices
and in Risk/liability Reserves and Claiis Kanageient. These areas uere deeded critical c:
SR's financial structure.

Strengthen infonation on SR's assets and liability reserve position, iaprove system of 
controls in purchasing, stores, assets and claiss and iuprove financial infiraation 
reporting.

To strengthen and expand the capacity and operational efficiency of regional rail transport 
in SADCC countries by isproving SR's operations and business systeas.

Major areas noted uith control ueaknesses by SR's external auditor uere in purchasing and 
stores, asset lanageient and depreciation and claias lanagenent. In purchasing and stores 
it uas noted that iiproveient controls u<re required in requisitioning, inventory ioveient 
and valuation. In asset lanageient it uas found that a historic cost basis uas used for 
depreciation, that assets had not been revalued in recent years and that the register uas 
not up to date. In the claiis area the assessnent uas focused on accident liability 
reserves and their adequacy. An adequate reserve could not be established based on historic 
costs.

E. OUTPUT

F. 1ST VEAR STATUS

Stores control iiprovenents uere focused on an upgraded Kardex systea uhich nas been 
iapleiented at Sidvokodvo. It uas recoiaended that asset depreciation i> oased )n 
replaceient cost rather than historic cost. This change uould increase asset value froi 
E122 lillion to E3<6 aillion. Asset life cycle assuoptions uere also recoanended for change 
having '. ? effect of reducing annual depreciation. 9oth recoinendations are jtoected to 
have a positive effect. In addition the asset register uas updated. Uith -'spect to 
accident liability it uas recoaiended that insurance coverage lie :onsider»d u that 
Sovernnent make an annual provision for reserves.

Significant gains uere lade in financial lanageient control and these are as follous:

an iiproved purchasing and stores nanageient systei has been introduced at Sidvokodvo
and personnel trained - Kpaka requires iipleientation
a cost allocation and costing tethodology have been introduced ana staff trained in
systei updating
an asset register has been established and personnel trained in its aaintenance
insurability fo accident claiis is being considered
a perfonance budgeting and reporting systei for goods loved and revenue has been
introduced for lonthly reporting
a performance budgeting systei for expenditures is under developient
the general reliability in nuibers has iiproved
the Annual Report for 1989/1990 uas issued uithin 3 ninths of year end.
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6. 2NO YEAR STATUS

H. 3RD YEAR STATUS

The objectives of the 2nd Tear Uork Plan uere four fo'.d as follows:

establish Accident tlaia liability Reserve policy
size fleet requireaents and leans of traction and coipare buy to lease costs
naintain costing and asset systeis and introduce autoiated Financial Kanageient Sysuas
evaluate contracting of functions.

An Accident Claii liability Reserve of E5 aillion uas established based on uhat aiount SI! 
could practically support f ji projected five year revenue generating capability. The 
reserve aiount uas not based on SR's liability history since outside experts indicated that 
the degree of liability had varied so extensively over the past three to five years that it 
uas impossible to project potential future liability.

A decision uas lade to abandon steau traction and to replace steaia traction vith diesel 
traction. This is expected to have the peripheral effect of frseing up 30 jiployees or 
Qore. Steau traction requireients uill be replaced by diesel traction, leasing/hiring of 
Oiesel Traction is expected to continue since sources are available and SI! does not have the 
financial capacity to buy diesel traction. Uagon requireients uere sized and 39 expects to 
continue hiring through SPOORNET and CFM.

The Cost Allocation/Costing 
Register.

Hodel uas maintained as uas the previously established Asset

An autoiated Accounting and Budgeting systei uas to have besn isplenented by the end of the 
1st Quarter of the 3rd Project Year but uork on this did not progress as planned. As 
indicated previously the SPOORNET INTAC systei (i.e. SPOORHET's automated accounting systei) 
uas under developient during the year and is only nou rearing completion. Since SR's intent 
is to access this systei for billing/receivables purposes the question arose of hou this 
systei could be integrated into SR's potential autonated accounting systei and whether or 
not integration could be accoiplished uith a cowercially available Accounting Systei or 
uhether SR's Accounting Systei uould require custoi developeent. A decision on hou to 
technically proceed uill be lade during the 1st Quarter of the 3rd Project rear.

The reusability of contracting out a variety of functions uas to be conducted internally and 
completed by July, 1991. Due to the sensitivity of this uork it uas detersined that the 
uork should be contracted through an independent consultant. Terns of Reference uere 
developed and issued to qualified consultants and proposals uere received by the end of the 
2nd Project Year. Consultant selection is underuay and analysis is nou scheduled for 
coapletion by the end of Hay, 1992.

The SS, through the end of the 3rd Quarter of its 1991/1992 Financial Year is perforninq 
above budget uith respect to profitability.

As planned through the Third /ear Uork Plan an expenditure accounting systei has been 
introduced - the ACCPAC syste.i. Kajor lodules of the systei include:

.general ledger 

.accounts payable 

.cash book 

.inventory control 

.fixed asset register
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I. 4TH YEAR STATUS

This has been an exhaustive exercise since it entailed the following steps:

.general coiputer literary training of staff 

.application nodule training of staff 

.restructuring of accounts and allocation codes 

.pilot testing of systea 

.input of accunulated records 

.hardware communication planning and implesentation 

.harduars and software support 

.aaintenance of parallel aanual systes

The systea is expected to becoie fully oparational by April, 1993 even though the fixed 
asset register and stores application systeis nay lag slightly due to year end closing of 
asset and stock valuation.

In addition, the position of a Kanagenent Systens Manager has been resolved. The position 
has been advertised and soneone is to be engaged by Harch, 1993. This position will be 
responsible for systems support, hardware and software maintenance and data 
storage/security.

The general accounting package, ACCPAC, continues to be augiented and adapted but aay be 
considered fully operational.

The Fixed Asset Register has been up-dated using Railway funds and there are plans by 
aanageient to revitalise the autoiation of the Stores systei.

An Asset Reserve Account has been established.

As stated in another section, a MIS coordinator has been appointed, but only fairly recently 
and her Railway experience still has ti be expanded before she can be a fully useful lenber 
of the teat).

The Asset Register was re-drawn and up-dated and a Capital Reserve established. 
Stores procedures have been strengthened and Accident Reserve funding together 
with insurance subnitted for approval.



FOURTH YEAR PROJECT STATUS BT OUTPUT (Continued)

a. PERSO»NEI NANA6EHENT SYSTEH INPROVED ANO IN USE - HCONPIETE

A. BACKGROUND The Short Tern Technical Assistance Project conducted in 1939 identified personnel 
management system weaknesses. This innuueJ job descriptions and salary structure, 
ineffective personnel evaluation procedures and United information on personnel and past 
training.

Prior to the start-up of the long Term Assistance Project, S3 at its oun cost initiated a 
job assessment exercise uhich uas designed to lead Co neu job descriptions, ratings and 
salary structure. This study vias completed in Hay/June 1990 and iipleaented in 
September/October, 1990.

The 1st Year Uork Plan submitted to USAIO in February, 1990 requested an expansion in scope 
in this output area by adding: 1) the development of a labor negotiation strategy in vieu )f 
the pre;ailing unionization situation at that tiie; 2) Conditions of Service stipulation and 
discipline/grievance procedures to support adaiinistrat.on of a potential labour contract; 3) 
a labor force sizing exercise to identify excess or redundant staff (as well as 
under-staffing areas) for cost reduction; 4) performance and neritorious service incentive 
scheies; anc 5) policy investigations into accommodation and cost-of-living adjustment.

Develop labor negotiation strategy and related agreessnt administrative procedures; size the 
organization for productivity and cost reduction opportunities; develop fraaeuork for 
systematic performance evaluation and incentive mechanisms, inprove information on personnel 
and past training; and improve policies on accommodation and cost-of-living adjustments.

To strengthen and expand the capacity and operational efficiency of regional rail transport 
uithin SAOCC countries by defining career paths, productivity improvements and training 
requirements.

In retrospect this output area uas unintentionally overscoped for the 1st Year Uork Plan, 
for example it uas envisioned that labor/union negotiations uould be concluded by October, 
1990. father, no agreement has been attained and the "Exclusion" aspect is nou in 
Industrial Court for ruling. In addition, the Job Assessment exercise uhich uas completed 
in Hay/June 1990 required implementation, uhich became no re extensive than contemplated 
because it required presentation to various employee groups. Together the above absorbed 
the majority of the Personnel Advisor's time and other sub-outputs therefore slipped. 
Finally, due to the periodic outside duties uith NOUC by SB's Director of Personnel the ITTA 
Personnel Advisor uas required to fill the htter's daily responsibilities.

E. OUTPUT 5EUANENDATIONS The Job evaluation exercise is nou fully implemented by SK and it resulted in pay increases 
for n\ of personnel and reductions for 2St. Organization-uide job descriptions are nou in 
place. Ultimately, an across the board increase of St had to be made.

A macro staff sizing exercise uas conducted to determine preliminarily the magnitude of 
excess and redundant staff as uell as reductions that nay be available through contracting 
opportunities. The magnitude of reduction uas ?3t in staff uith a potential cost reduction 
of E2.0 illlion per annum.

8. OUTPUT OBJECTIVE

C. PURPOSE RELATIONSHIP

0. OUTPUT FINDINGS
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F. 1ST YEAR STATUS The lajor focus of uork uas on iipleienting the Job Assessnent Systei, developing a Pension 
Plan, preparing revised Discipline, Grievance and Conditions of Service regulations, design 
and iiple«entation of a Personnel and Training Intonation Systei and snorting the 
Exclusion Agreenent negotiations.

Staff siting, the iipleaentation of a personnel evaluation systea, the developasnt of a 
perfonance/aeritorious service scheie; the preparation of a revised acconmodation policy 
and the development of a cost-of-living adjustment policy uere deferred to the 2nd Project 
Year.

Finally, it uas envisioned that the labor/union agreeient uould be in place in nid-1991.

6. 2ND YEAR STATUS The labor/union agreement uas not attained during the 2nd Project Year. The Exclusion 
Agreesent is nou in litigation and 3R during the 2nd Project Year lade several efforts to 
settle litigation out-of-court but uas unsuccessful in achieving this. A conclusion to 
litigation nay not be attained during the 3rd Project Year due to allotted the and 
frequency of appearance linitations imposed by court as uell as the number of individuals 
scheduled to appear to provide testinony. Only one day of testimony is available every 
three lonths and if this process runs its course litigation aay not be completed until early 
the Uh Project Year.

Discipline Regulations uere subnitted to the Union and a counter proposal uas offered by the 
Union. The gap between the tuo proposals is considered significant thereby iiplying 
extended negotiations. This uill take place during the 3rd Project Year. Conditions of 
Service regulations uere developed and are undergoing nodification so that they can be 
issued on a complete basis.

The Pension Plan uas fully iipleiented and a cost-of-living adjustment position for 
Financial Year 1991/1992 uas successfully negotiated. The Acconiodation Policy uas 
developed using a points systei to properly place eiployees into vacant housing and a data 
base uas developed to identify uhich eiployees are located in available housing.

The staff sizing analysis uas to be conducted inforially and completed by October, 1991. $8 
deterained it gore appropriate to conduct this analysis through an independent consultant 
uho uas engaged through coapetitive process by the end of the 2nd Project Year. This uork 
is nou scheduled for coapletion in March 1992.

Uork on the planned performance evaluation and incentive systen uas deferred due t: the
perceived potential resistance by the Union to additional changes. The tine has not been
right to proceed uith the introduction of such a systei in vieu of all other matters
currently under consideration.

Finally, the Personnel Training Jysten introduced during the 1st Project Year has been 
aaintained.

The Union initiated a request for a 13th Pay Check and this natter is currently under 
consideration. SR's strategy uill be to link this to labor productivity enhancenents.

The overall pattern of events nou suggests a protracted process uith no sigple solutions and 
uith the outcoie highly uncertain, negotiations have deuanded extensive tiae froi the CEO 
and personnel staff and do distract attention auay froi the Project and norial Railuay 
business, furthermore, the lack of an Agreeient iiplies that SR cannot enforce the level of 
discipline necessary to upgrade service reliability.
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H. 380 YEAR STUDS - The Exclusion Clause of the Recognition Agreeient retained in litigation in the Industrial 
Court uith no foreseeable resolution.

The 13th pay check uas provided and tied to perforiance.

Discipline regulations retained unresolved.

Conditions of Service regulations uere modified and uers issued.

The Staff Sizing Analysis uas initiated, in March, 1992 and abandoned in April, 1992 due to 
Union non-support

Uork on the Perfornance Evaluation and Incentive Pay System uas deferred due to the 
iapracticality of trying to introduce it.

Senior flanagenent Training proceeded as scheduled (ie see Output 10).

Despite the above overall inpass between Ranageaet and the Union, Nanagenent proceeded with 
teriination of Steal Traction and related redundancy of workers. After some delay in 
effecting the initiative and re-exaiination of vacancies the initiative uas achieved. Uith 
the support of Sovernient a socially sensitive buy-out strategy uas adopted anon; those 
enployees effected which facilitated right-sizing by 81 or so enployees.

Since the uork ieasure»ent study had to be abandoned it was decided to establish right 
sizing through peer conparison to contiguous and regional railways. This resulted in 
establishing the right-sizing objective of 290 employees uhich has been adopted in the Draft 
Governient Viability Blueprint.

The Draft Governient Viability Blueprint requires the Railuay to adopt a socially sensitive 
right-sizing strategy and Fund. A buy-out strategy uas adopted accoapanied by various 
social services and a Fund of approxiiately E10,0 million was reserved froi Railuay cash 
resources.

After closure of the Steai buy-out a najor break-through ocurred uhereby the Union suggested 
extending the buy out on an organization - wide basis, An adoptive strategy uas foroulated 
uith plans to effect it in the period January through Harch, 1993. It is anticipated that 
this exercise could potentially «eet the Railway's innediate right-sizing objective.

Esplovient contracts uere introduced aiong senior aanageient eiployees in order to set the 
franeuork for annual perfonance evaluation -nd related renuneratioii.

Finally, the right-sizing initiatives have highlighted the need to prepare and inplenent a 
social plan for the survivors of right-sizing since right-sizing creates instability. The 
lajor envisioned components include:

renuieration adjustients aiongst the louer rank-and-file and upper lanageient

cogpetency enhancenent of eiployees through training investment to ensure upuard 
lobility or outward placeient

consideration of contracting with railway eiployees of non-railuay functions to 
ensure future job preservation

consideration of business diversification for job preservation.
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I. 4TH YEAR STUDS Right-sizing of the Railuay, which started vith the redundancy of the steal locoiotive 
staff, continued into the fourth year. In all 311 individuals uere either disiissed or uere 
bought out, an exercise which cost E8 lillion paid for by SB. This point is eiphasised as 
it is unusual for a railuay to be able to afford the large aaount of loney as they are 
normally in i bankrupt or near bankrupt position uhen they have to take this action. The 
»ethod by uhith the buy-out was negotiated uill nou fori a basis on uhich to negotiate 
further doun sizing but this can only occur uhen the Railway has sufficient funds for the 
purpose. It is suggested that ultiiately the size of the Railuay should be no bigger tlian 
500 eoployees, a further reduction being required of 218, undertaken in stages, over J 
period of tiie as circuistances deiand.

» nanpouer audit was coipleted (»PI) paid for by the Railuay. Whilst the tiling of this 
audit uas about a year late - held up by objections fro* the Trade Union and only agreed to 
by "buying out' as part of the severance package referred to above - it nevertheless 
provided a useful yardstick and while a rationalisation exercise finally cane up with a 
slightly higher nuaber of positions (51) the difference is accounted for by positions that 
uere inadvertently nissed or aisunderstood by the NPA AuMt.

Judgeient has been finally delivered in the Industrial Court, tuch in favour of the Railuay 
on the Exclusion Clause. This nou, after tore than two years, opens the uay for a foriai 
Recognition ftgreeient to be negotiated with the Union. Considerable work has already been 
done on this but it nou reiains for the Swazi lanageient teat to negotiate it to finality. 
The delay uas beyond the povers of the Project to avoid and it uas necessary to pursue the 
issue as it has nou established an iiportant point of principle for all iiployers/enployees 
in Swaziland.

No atteipt has been lade to introduce a Perfonance Evaluation and Incentive Pay Systeii, 
priiarily because the industrial dilate has lade such an atteapt virtually impossible of 
success during the uhole period of the Project.

Right-sizing has taken place (311 positions reduced) and a Training Needs analysis 
coipleted. The uay is nou clear for the Recognition Agreeient to be negotiated after 
lore than 2 years of litigation. Perfonance evaluations and incentive scheies have 
not been atteipted.



FOUITH KM PROJECT STATUS BY OUTPUT (Continued) 

9. IMIUETIII6 mil MO BU06ET OEVEIOPEO AMD IK USE - COHPIETE

A. BACKGROUND

OUTPIJT OBJECTIVE

C. PURPOSE RELATIONSHIP

0. OUTPUT FIHOmS

The Short Ten Technical Assistance Project conducted in 1989 found that SR could experience 
soie future transit traf'.v. diversion due to regional port areas iiproveients to Maputo. In 
view of sose potential traffic loss Sit uas encouraged to explore service retention and 
diversification opportunities as uell as increase back-haul traffic.

Assess Using and nagnitude of potential traffic diversions; identify mention 
opportunities; explore service diversification needs and costs; identify customer 
relations enhancement requiresents; and evaluate structure and orientation if m 
advertising prograi.

To strengthen and expand the capacity and operational efficiency of regional rnl transport 
in SADCC countries by narketing SS services and increasing intra-SAOCC traffic on SS froo 
390,000 tons to 500,000 tons.

3D at its oun cost engaged a recogniied Southern Africa and international transport 
econoiist in larch, 1990 to undertake regional traffic diversion analysis. This 
conservative analysis indicated that diversion of transit traffic could begin as early as 
1593 (i.e. fiscal year 1992/1993) with a significant loss of traffic (i.e. 431) by 1994 
(i.e. fiscal year 1993/1994) and subsiding iipact thereafter. While this analysis uas based 
on physical infrastructure iiproveients and coiparative cost of noveient it also assuied 
political stabilization uithin Kozaibique and in RSA/Mozaibique relations. The above 
diversion uould result in operating deficits in 1993/1994 and 1994/1995 since local 
replaceient traffic did not appear to be available. Trends over the year nou indicate that 
analysis uas overly conservative and that diversion uill be luch slouer.

SR also undertook at its oun cost a custoier attitude survey. This survey coipleted in 
April, 1990 found that SR custoiers have becoie increasingly concerned about service 
reliability and tariff increases. The lajority of custoiers are totally reliant on SR due 
to the nature of conodities loved and are becoiing increasingly inelastic in tariff 
increases due to their pricing liiitations uith coiiodities.

SR at its oun cost undertook a Road Haulier survey at border posts to observe: 1) the types 
of coiiodities hauled into the country since little intonation is available in 
iiportation; 2) the frequency or tonnages of traffic; and 3) the extent of iiposed 3oas 
Haulier licensing, user fees and overloading. This survey is designed to provide better 
infonation on back-haul prospects as uell as non-coipetitive Soad Haulier practices.

The 6overnae.it has also requested 33 tj coordinate a Dry Port Study and a lodest 'acili:/ 
opened for operation on April 1, 1393 which uill 'nuance SR's position in export and i.ip-ort 
of general aerchandise. S detailed feasibility study is conteiplated as this project will 
cost about E4 lillion for Phases I and II.

The SR Marketing Oepartient has added tuo staff to focus on Custoier Requireients Planning 
and Service Promotion/Advertising. The Oepartient has also:

1. established experilental Ocor-to-9oor Service in Natsapha

2. introduced a petroleui product express train froi Durban to Natsapha

3. Assessed Psoko Station for fuel deliveries in anticipation of Naloia Hine Start-Up

4. worked closely uith Haloia Nine uhich has opened up in October, 1993.

Finally, the Marketing Departient has in place a local and transit traffic conodity and 
rivenui reporting systei to lonitor actual traffic against budget.
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E. OUTPUT RECOMMENDATIONS The above initiatives suggest that Market Planni  r.hu< f>r has focu;ei on: 1) in i*jr:ved 
understanding of traffic diversion and its iipact; 2) actions to attract new traffic; 3) 
iaproved custoi relations; and 4) participation in longer tern initiatives that can e.iiunce 
SB's position. This year's focus has been practical.

F. 1ST YEAR STATUS SR undertook regional traffic diversion analysis uhich was incorporated into the First
Corporate Strategy and Business nan. In addition the preparation of a Marketing Plan and
Budget uas initiated and scheduled for coapletion in larch 1991.

6. 2HD VEAR STATUS SR updated its regional traffic diversion analysis for incorporation into the :scond 
Corporate Strategy and Business Plan. Changing trends frou that observed Juri-g the 1st 
Project year coupled uith improved regional faiiliarization enabled us to conclude that the 
tiding and degree of division would be less severe than previously anticipate; ever the 
period 1991/1392 through 1995/1996.

The Marketing Plan and Sudget uas coipleted as scheduled and accepted by the Board. The 
Marketing Plan suggested that traffic expansion focus on export/iaport traffic including 
pulp, containers and petroleua products. Success uas only attained in pulp traffic in uhich 
50,000 tonnes per annun uere added. Hhile gains were temporarily aade in container traffic, 
gains achieved uere lost due to present container carrying limitations. In addition, jhil; 
gains uere aade in petroleua traffic these uere gains in turn lost to road haulier;.

As requested by Governtent, SR coordinated the dry Port Study financed by OANIOA. A 3AHIDA 
engaged consultant exaiined the project's feasability. Uhile a final report has not been 
issued the consultant's preliiinary conclusion is that a Dry Port facility has Halted 
feasability in Suaziland. SR is currently exploring the fsasability of using a handling 
vendor (i.e. to pick-up, teiporarily store and transfer to the «ode of transport customer 
goods) to provide container door-to-door services. Enhanced equipoent is also required to 
facilitate handling of all container sizes. The current larket for containers is estinatsd 
at 70,000 annual tonnes of uhich SR carries 28,000 annual tonnes. The longer tin aarket is 
estiiated in the lagnitude of 140,000 annual tonnes.

The Comercial Oepartaent has been aialgaiated uith the Operating Department uhich together 
are now referred to as the Traffic Oepartient. The Oepartuent uill have the following 
Assistant Directors: 1) Operating, 2J Coiaercial and 3) Marketing. Negotiations are 
underuay to hire the Assistant Director Marketing position. This is expected to result in 
the institionalhation of the Marketing function.

Service standards have been developed for overall systea wide performance as -ell as by 
coiiodity. Standards are in use for sugar, pulp and containers. Other standards r;nain to 
be adopted. A iajor shortcoiing at this stage is that data itonitoring systens are not in 
place to aeasure actual performance against standards.

Future of coal traffic has Secoae jncertain ovsr the last year. Esasuati Colliery is 
faced uith significant tariff increases inposed by CFM in its transport of the csal largely 
bound for Kenya. Furthermore the future of the Maloia Mining Project appears jncertain 
given depressed uorld-uide aarkets. Coal previously represented the aajor growth area for 
export/iiport traffic.

The Railway retains not well positioned to retain or increase export/iiport traffic. Uhile 
quality of service uas slightly iaproved through the introduction of timetables it still 
requires enhanceient. SR's tariffs and cost are not on par with SPOORNET union lakes it 
difficult to attract service through pricing. Finally, for certain traffic SJ needs '.: 
provide door-to-door service uhich it can not nou provide.

The loss of petroleui traffic deionstrates that the Railuay does not yet have a ;ro-active 
iarketing/iarket preservation culture. Market intelligence uith respect to custoaers and 
road hauliers needs to be upgraded.



H. 3RD YEAR STATUS - The strategic Re-assessient updated regional traffic diversion and routing analysis. The 
analysis lead to the following conclusions:

Cross Border Sugar and Coal traffics uill be partially re-routed over the next feu 
years to Kaputo

Hababue transit traffic uill be partially diverted to Maputo over '.fie -=U feu 
years

While a nuiber of physical rail and port improvements are in place efficient 
aangeient capability is not and uill regain a barrier over the foreseeable future.

Dry part facilities in Hatsapha are under development aiied at increasing export and ioport 
container narket share. The operation is expected to start-up in April, 1993.

The Railway also initiated spur line agreeients uith the sugar industry in general and uith 
the neu Maloia Nine concession uith the aii of solidifying related traffics over the longer 
ten.

I. »TH YEAR STATUS

An iiproved operating reporting 
perfoiance per service standards, 
by conodity.

systei uas introduced providing better information on 
The systei regains to be tailored to perfoaance reporting

The Harketing Section has itproved sustantially in its cross-border traffic intelligence but 
lust still enhance its transit traffic intelligence particularly Ziabanbue related traffics 
since these are divertable and over the shorter ten are experiencing declines due to a 
depressed local and international econoiy.

As mentioned above the Naloia Coal Hine concession cane on line during the year and uill 
becoie a najor source of coal replaceient traffic given the closure of the Eaasuati 
Colliery.

Finally an Assistant Director of larketing uas engaged during the year and completed a 
nuiber of training attachments. His aajor task over the fourth Project Year uill be to 
aialgaiate the Harketing and Conercial sections.

Trends can be detected for local cross border traffic to reroute to Kaputo nou that 
hostilities have ceased in Mozaibique but apart froi this there have been no significant 
diversions. The regional drougnt. houever, has affected this traffic, sost noticeably sugar 
uhere aore better paying markets in the Region are being exploited by SSA, Swaziland not 
being affected as nuch by the draught: These diversions, houever, are aberation; and are 

long '.en larksts. There has also been a heavy demand i,i heal 
Cola) for refined sugar 'which, because of the snort haul 
road and this has affected rail traffic froa JBOIJOO (ex

not likely to persist as 
industry (Cadbury and Coca 
involved, is nou going by 
Phuzaioya).

The Dry Port at Matsapha appears to be settling doun uith TEU's increasing. Every effort is
being lade to achieve a good service and the Durban train has achieved a fair record of
reliability uith transits of 70 hours being achieved.



The loading spur off the tain line Just north of Ksoko is operational but technical probleis 
at the Hine have resulted in louer outputs than anticipated. A weighbridge at the Siding is 
still to be installed.

Generally the neu Marketing Section is settling doun but as expected results are difficult 
to see. The Section is required tc keep abreast of custoier requireients and to uork in 
haraony with their wishes.

An econoiic appraisal funded jointly by SI! and SSA reveals negative to narginal benefits 
froa providing siding spurs to the three sugar sills, including the most likely prospect of 
Uboibo. It is nou up to the SSA to decide uhat action they uish to pursue and for SI! to 
detemine their stance in the natter.

The likely iiipact and fining of traffic diversions have been forecast and a 
Marketing Section introduced to coibat losses and gain neu traffic. A Public 
Relations position has been created.
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FOURTH YEAR PROJECT STATUS BY OUTPUT (Continued)

10. STAFF TRAIKIH6 COKP1ETED - COIIPLETE

A. BACKGROUND

3. OUTPUT OBJECTIVE

C. PURPOSE RELATIONSHIP

D. OUTPUT FINDINGS

E. OUTPUT RECOMMENDATIONS

F. FIRST YEAR STATUS

5. SECOND YEAR STATUS

The "Regional Rail Systens Support Project - Swaziland Coaponent' found that SR'5 Senior 
Management required systeuatic on-the-job and external training and development without 
necessarily specifying the type and duration of training and developnenc. The Short Ten 
Technical Assistance Project conducted in 1989 reinforced this need and suggested that a 
detailed assessment be made during the 1st Year of the long Tern Technical Assistance 
Project. This assessment uas conducted and the detailed Senior Management Training Program 
uas developed. Plans uers included in the program for implementation to take place during 
the 2nd and 3rd project years.

Determine who should be involved in Senior Management Training and Development, prepare
specific training/developnent plans, iiplenent the plan and have candidates in place fir
take-over prior to the end of the project.

To strengthen and expand the capacity and operational efficiency of regional rail transport 
in SADCC countries by improving the aanagenent capability of SR senior aanageaent staff. 
Conditions for achievenent include SR CEO and departoent heads trained for their jobs, in 
place and functioning effectively.

Work in this area uas initiated by identifying potential senior management candidates and 
asking thei to participate in English Speech Proficiency, Comprehension and Aptitude 
Testing. This vas generally coipleted by June, 1990. In addition all LTTA uere required to 
identify and evaluate their counterpart's training needs. This analysis uas also completed 
in June 1990. An STTA used this infonation during the period October and Noveaber, 1390 
in preparation of the Senior Nanageient Training Program. Candidates approved by the SR 
Board in Noveaber, 1990 and USAIO approved the Program and Budget in early Oeceober, 1990.

Intensive in-country training in 1991 to early 1992, United formal university education in 
1991 and 1992 and on-the-job developient generally in 1992 and 1993.

Senior Management Training P'ograi uas aporoved in December 1990. Under the original 
project design, counterpart training would have been uell underway at the conclusion of the 
first contract year. The delay in implementation of the training program relates ro the 
fact that a training budget uas not included in the original prcject contract and that 
identification of counterparts uas seriously delayed due to the forced changes uhich uere 
set in notion before the project began and a series of subsequent resignations and accidents 
uhich significantly reduced the pool if available counterparts.

The full implementation of the Seniir Management Training Plan uas delayed in the beginning 
of the second project year due to travel restrictions imposed by the Gulf 'Jar. The prograa 
uas approved by USAID in December 1990 but an aiendnent adding this component to the project 
contract uas not executed until July, 1991. In this period, partial implementation uas 
initiated.

The initial phase began early in the 2nd project year. The plan called for STTA assistance 
for ( «an-wths during thi 2nd year pending full scale implementation. The initial STTA 
implementation uork and revieu of uork represents during the 2nd year indicated it was not 
possible to effectively iapleaent the program using part-tine technical assistance. A 
change to the iipleientation strategy to employ a 1TTA for a 12 iionth assignment beginning 
in aid 1991 uas proposed and approved, The ITTA began the assignment in August 1991. In 
addition to iipleientation tasks, the ITTA uas assigned to institutionalize on-the-job 
skills acquired during the Senior Management Training Progran and to Train a counterpart 26 
Training Manager.
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Prograi iipleientation 
Institutionalization of 
as follows:

in July 1991. Progress has been jade in Training and in 
on-the-job skills acquired during the training. Specific progress

' CEO Counterpart and Hanager of Works have been placed in acadenic prograas in the United 
States.

1 Group seninars conducted for all nanagers in Ranagenent by Objectives, Finance for 
Non-financial Managers and Budget Preparation.

' Civil and Hechanical Engineering staff trained in Project flanageaent and in laintenance 
and Work Hanagenent Systems.

' Coniercial Marketing Officers trained in a variety of marketing skills at SITES.

  Personnel and Adoinistration staff together with Union executive trained jointly in 
labor/Kanagenent Negotiating skills.

' Personnel of various departaents trained in the application of a job profiling ana 
selection methodology.

' Phase one of iana;e>ent intonation technology introduced to various manager; and 
departient heads.

' Kanageient Effectiveness prograi attended by CEO designate.

' A job-rotation progran has been coipleted uithin Swaziland Railway by the CEO designate.

' On-the-job institutionalization of skills has been undertaken for rcost nanagers in 
setting and coapleting HBO and in annual budget preparation.

Since initiation of the prograi training units have been delivered generally on schedule. 
The ongoing probleu in this output area involves counterpart selection as discussed belou.

One of the tuo significant events during the Second Project Year involved reconendations 
.iade by the cud-tern evaluation tun. In their report a recomendation was aade that the 
scope of training should be expandel to include lanageoent training for lid and louer level 
aanagers and skill training for the 3D labor force.

In response to this observation, the Project Teas conducted a training needs analysis in 
order to scope and price an expanded training progran. This intonation uill be presented 
to USAID in order to receive their input and direction on the potential implementation of 
such a prograi.

The other event of najor significance, and one having a great bearing on overall project 
success, involves continued delays in identification of counterparts. The lost difficult 
areas are Finance, Personnel and civil Engineering. A Finance candidate has been identified 
but is r.ot yet on the Itailuay payroll. A final selection process is underway for a 
Personnel Director and it is felt a qualified candidate '.ill be hired as a result of this 
process. The Civil Engineer situation is not able to be resolved uithin the schedule of 
this project.

There do not exist any Suazi qualified Railway Civil Engineers. Thus the options are to 
take a railway eigployee and train hia to be a civil engineer or take a civil engineer and 
train hii in railways. Both of these options require lore than two years. Ue are currently 
pursuing the first alternative as ue have a railway eiployee in the US in order to obtain an 
engineering education foundation via an Associate Engineering Degree.

The net effect of the counterpart situation is to put the ultiiate success of the project 
into question. The third year will identify if there is a need for lore extensive 
counterpart developient.
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H. 3RD YEAR STATUS - Significant progress uas aade in selection of counterparts in the areas of finance, narketing 
and personnel. The engineering post retains probleiiatic but periodic position advertising and 
infomal searches continue.

The .lajority of 
are as follous:-

the Suazi Senior Hanageaent Training uas completed over the year. Highlights

I. 4TH YEAR STATUS

1) the Designate CEO completed his formal education and a subsequent railway attachment in 
the United States,

2) the Designate Directors of Traffic and Finance completed foreign railway attachments.

3) the Assistant Director of Marketing completed attachcients at SPOORNET and a foreign 
railway.

4) a nuiber of staff cogpleted training in basic computer skills.

Per the suggestion of the USAIO aid-ten svaluators, the Project undertook an assessenent of 
louer management and labour training needs. The Railway is currently examining the study to 
determine priority areas uith the ain of budgeting certain aspects in financial year 1393/1394. 
The Railuay is considering the adoption of a longer tern coupeCency training progranae as part 
of its Right Sizing Social Plan.

Finally, a Nanageient localization Plan uas prepared for the transition of the iuazi Executive
and Senior Hanagenent Team into Executive Authority by 1 April, 1933. This Plan uas approved by
the Project Steering Conittee in lid Deceiber, 1392.

The transition process uas successfully accoiplished. Timothy Hdlovu returned frog the States 
in August having successfully obtained an Associate degree in Applied Science in Civil 
Engineering Technology frog Delauare Tech. He uill return in the neu year for three nonths U 
uork uith Burlington northern Railroad concentrating in tender and allied uork. Thereafter he 
r»tums to start a transition process under the one renaining 1TTA, Srinivasan, (uho fros April 
uill be on direct contract uith the Railuay) leading to Tiiothy taking over the administration 
of the Engineering Departient. Srinivasan uill leave on 31 October, 1334. Recently a young 
Swazi graduate civil engineer has been engaged as a Trainee. He uill spend up to tvio years uith 
a regional railuay such as Spoornet. Nanageient uill then have to decide hou best to 
accouodate both Titothy and the Trainee, Bofana Natsebule, in the Engineering Departient.

All other counterparts are satisfactorily performing in their appointed roles and the latest 
Konitoring Study has reported uell on each of the individuals. Out of S3 courses scheduled for 
the senior aanageuent cadre, only one renains outstanding and this is a relatively insignificant 
course for which ye aopealed for applicants to undertake distance tuition in English language 
skills. There uere no applicants. 4 other courses uere cancelled at various Uses and for 
various reasons.

inportant additional Training Heeds Study uhich has catalogued all near future requirements 
., .he Project uill now be the responsibility of aanagesent, the assign/sent falling outside the 
purvieu of the Project itself.

The 
by the

Senior ianageient training has been coipleted and counterparts uere in position to 
take over responsibilities by 1 April, 1993,
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Appendix 2

FINANCIAL REPORT 

THROUGH NOVEMBER 26, 1993

Long Term TA

Salary

Overhead

Travel & Transportation

Allowances

Subtotal 
Short Term TA

Salary

Overhead

Consul cants

Travel and Transportation 

Subtotal

Home Office Support

Salary

Overhead

Travel & Transportation 

Subtotal

Other Direct Costs

Commodities

Training

Total Cost

Subcontract Admin.

Fixed Fee

Award Fee

Total Cost Pluo Fee

Budget

980,588

1,241,146

345,845

19,324

2,586,903

176,684

305,926

378,181

431,305

1,292,096

66,695

95,694

88,399

250,788

410,324

116,800

338,655

4,995,566

14,869

116,898

578,757

5,706,090 
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%Utilised

98%

98%

74%

99%

80%

87%

86%

69%

89%

89%

87%

90%

100%

75%

89%

100%

76%

55%

85%

Cumulative 
Expenditures

965,693.88

1,214,475.57

256,404.52

19,206.43

2,455,780.40

141,795.00

266,223.83

326.868.27

299,686.91

1,034,573.01

59,466.76

85,430.76

76,704.01

221,601.53

367,421.25

117,831.67

255,447.14

4,452,655.00

14,943.79

89,101.81

319,999.00

4,876,699.60


