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S IUILteLULL EXLLaILU tign EL X AL MAiULnan Ejks am 

13. SLMAR
 

EL1ist" P u Q.SA iad QuMAuL." 

The Rural Roads Improvement project was designed to increase
 
access to And thereby stimulate economic development of the
 
Guidimaka and Gorgol regions by providing an all-weather
 
transportation network to facilitate agricultural production and
 
improve access to markets. This involves: 1. construction of
 
333 km. of rural roads. 2. establishment of maintenance
 
capability to maintain rural roads improved under the project.
 
3. establishment of a mobile construction brigade for further
 
road improvements of the USAID financed roads and 4. conducting
 
a training program for counterparts and road brigade personnel.
 

Pr ogr L Midi1 in Ahieyinia U91" QU1iP=&.u. 

Road construction was completed in Dec. 1986. During the
 
construction phase (May 1983 - Dec. 1986) a total of 233 kms. of
 
new road and 164 drainage crossings were built between the
 
regional capitals of Kaedi and Selibaby. In addition to this
 
work, the main road between Boghe and Kaedi (100 kms) was
 
rehabilitated. The Boghe-Kaedi road links the Rural Roads project
 
road to the Mauritania's national highway system.
 

Maintenance work on all 333 kms. of road (Boghe-Kaedi-Selibaby)
 
began in Jan. 1987 under a Fixed Amount Reimbursable (FAR)
 
agreement between USAID and GIRM. During the year 1987, the roads
 
have been bladed and/or dragged each month to minimize
 
corrugations and maintain the surface. Additional gabion work
 
was done to repair and reinforce drainage structures as found
 
necessary ax a result of the rainy season (June-Sept.). Prior to
 
the start of the rainy season, drainage canals were cleaned and
 
straightened to improve the anticipated flow of water. Major
 
drainage structures were protected with riprap and the Selibaby
 
bridge foundations were strengthened and protected.
 

Thirty-five members of the construction brigade were retained for
 
the maintenance program. These workers are receiving continuing
 
cn-the-job training in how to maintain secondary gravel roads
 
through the use of such methods as dragging, blading, surface
 
replacement, gabion radiers, placement of riprap, and stream
 
alignment. Repair and maintenance of equipment is carried out at
 
',he brigade work camp in M'Bout by members of the brigade.
 
Maintenance supplies and spare parts for 'the equipment are also
 
located at the M'Bout camp.
 



HXinUMM4n VAkLA ALiY.W.A. '.1 
Amendment No. 3 to the Rural Roads Impro'v.ement Project Agreement

provides for USAID to finance maintenance for the 333 km of road
 
between Boghe and Selibaby, improved under the original project
 
agreement and Amendment No. 2.
 

The USAID contribution to the maintenance program is a total of
 
$800,000 over the three year period January, 1987 - December,
 
1989. The total is to be used as follows:
 

1st year - $300,000 for Boghe-Kaedi-M'Bout-Selibaby road
 
sections
 

2nd year - $300,000 for Boghe-Naedi-M'Bout-Selibaby roa'd
 
sections
 

3rd year - $200,000 Kaedi-M'Bout-Selibaby road sections
 

14. YALVAI!1D ME UQLQ6a 

A. t&QJ~a 1MLME1A1Qt1 L71ma LEULI NO. 11 

Project Implementation Lette No. 11 dated November 25, 1986 sets
 
forth the terms and condit ns under which USAID will provide
 
financing for the 1st year. Subsequent year financing will
 
depend upon the results of a reassessment of the maintenance
 
operation neat the end of the 1st year. Based on this review,
 
USAID may renew the agreement for an additional period under the
 
same terms, or as mutually agreed with the GIRM.
 

PIL No. 11 sets forth conditions and requirements to be met by
 
GIRM in the implementation of the project. These items and the
 
observations of the USAID and REDSO Engineers are as follows:
 

1) PersonnelL1 gittjtnL - GIRM will retain selected members of
 
the construction brigade to work on the maintenance phase.
 

. =Sz, - Thirty-some members of the construction brigade were
 
selected by GIRM and USAID to form the maintenance brigade. The
 
brigade is led by the Chief of Base (COB), who was the expatriate
 
Construction Supervisor for the Consultant, Morrison-Maierle,
 
during the construction phase of the road. During the past year
 
individual members of the brigade and the brigade as a unit have
 
proven to be very effective.
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2) RaUiRnWt -

R19giLAIDj 
 - (1PM will provide a minimum mix of the equipment
utilized during the construction phase to perform the maintenance
 
phase work. The list of minimum equipment is shown in Attachment
 
No. 2 to the Letter of Implementation.
 

CL a - The equipment specified in Attachment No. 2 has been
 
made available for use by the naintenance brigade, and has been
 
supplemented as necessary by 
GIRM. Spare parts, materials and
 
operating supplies for the equipment have also been made
 
available to the maintenance team.
 

3) EUL 1i.iik 

.gjiLAWnL - Maintenance will be 
performed in accordance with
 
Plans and Specifications jointly developed by the 
GIRM and USAID,
 
included in PIL No. 11 as Attachment No. 4.
 

.Ca~mi - Maintenance work is being performed in accordance with
 
the plans and specifications.
 

R~gf, fnL GIRM will
q1u - The prepare quarterly maintenance plans

defining the specific operations and identify work items to be
 
accomplished during the following three-month period.
 

2MwL DI - Quarterly maintenance plans have been prepared by the

GIRM Chief of Party and approved by the GIRM Project Engineer and
 
USAID Engineer.prior to initiation of the work.
 

4) 1Anz.A.C.ign& ­

K",.RiLVD1 - USAID will have 
 the right to make periodic

inspections of the maintenance 
to assure that the work conforms
 
to plans, specifications and standards agreed upon.
 

CA.cn.L - Inspection of the road maintenance work, equipment,

shop and warehouse operations is made by the USAID Engineer on a
 
monthly, 
sometimes bi-weekly basis. The GIRM Project Engineer

accompanies the USAID Engineer on of field
some these visits.
 

5) VRtf1AA LA ~ 

Lg. miLlol - USAID will advise the GIRM of any unacceptable work
 
or performance observed and which is not eligible for
 
reimbursement.
 

Qmnm t - USAID has not found it necessary to refuse payment on
 
any work to date.
 



6) wLcLILWnIL 

RLqJ1M D1 - USAID %il conduct a reassessment of the
maintenance operation at 
the end of the one-year FAR agreem~ent to
 
decide if the agreement should be renewed for an additional 
per iod. 

flWWfl - The present operation is the required assessment. 

7) rkxmcnI Rai.L -

R~guiL=tnL - USAID will reimburse the GIRM fized amounts based
 
on the satisfactory completion of certain maintenance/worhunits,

facilities improvements and associated 
 technical assistance
 
costa
 

- Requests for payment are prepared by the GIRM

Maintenance Brigade Chief on a monthly. basis, using unit costs
 
for various items of work specified in Implementation Letter No.
 
11 as applied to quantities of each work item performed during
 
the month.
 

8) M uhd Q1 giz~ni -

C .L£ - The GIRM Project Engineer approves the request and 
submits it to USAID. The USAID Engineer makes a field trip at 
the end of each month to verify that work being billed has been 
performed in a satisfactory manner. USAID makes monthly payments 
to GIRM on the basis of these erified requests. An initial 
advance of 020,000 was liquidated during the first five months of 
the maintenance project. Since then additional advances have
 
been granted and their liquidation is being closely monitored.
 

9) &thod 2. QiLhUL1min. 2L EgAnj ­

.Cm=cn.L - USAID presents the monthly FAR payment to the
Secretary-General of the Ministry of Equipment and obtains a 
receipt. The check is deposited to Special Project Account No. 
11113- in the Treasury. Information is provided to USAID by GIRMC. all activity re the account, i.e.deposits and withdrawals,
 
and USAID maintains a computer program showing this information
 
and the status of the account at any moment.
 



10) IzunRA!Az 21 Ea MIUWLfLf- miliziAi " 

Rfuiumisni - Attachment No.! 3 to PIL No. 11 contains a list of

all the operational equipment under the project administration
 
for which (he GIRM is to assure the repair, maintenance and
 
safeguarding. Other materials turned over by GIRM include the
 
inventory of spare parts, tires, fuel oil and lubricants left
 
over from the construction phase.
 

- This has been done in accordance with PIL No. 11. 

11) !nQciiLcd Eys.ia ­

R~guiL.c.w Dn - Reimbursement under the F.A.R. arrangement is
 
intended to cover the normal cost of road maintenance not to
 
exceed 0300,000 for the 1st year. In the event of the occurrence
 
of natural disasters such as major flooding, any repair costs are
 
to be the subject of separate consideration and negotiation
 
between the GIRM and USAID.
 

CDmilI~g£ - Normal maintenance costs for the first year's operation 
are less than 
the $300,000 authorized and sufficient funds remain
 
available to perform repairs caused by major flooding and damage
 
to drainage crossings. Therefore, it will not be necessary to
 
authorize additional funds for these repairs during the 1st year.
 

B. LQ.9ChL ER&EJWRK
 

The Project Design Sumnmary - Logical Framework, attached as
 
Annex A to the Rural Roads Improvement Project Paper, lists the
 
project goal, purpose, outputs and inputs, and indicates
 
objectively verifiable indicators and means of verification for
 
each. Most of this framework applies to the Construction Phase
 
of the project but some items relate to the maintenance phase as
 
well. Comments on the maintenance phase items follow:
 

1) ERO0 M DA - to improve the social and economic well-being

of the rural population of the Guidimaka and Gorgol Regions.
 

.ct.lna-


A period of one year since completion of the Boghe-Kaedi-M'Bout-

Selibaby road improvement is not sufficient time to properly
 
evaluate the effect of the road on the population of the area.
 
We propose to respond to this point as part of our December 1988
 
evaluation, when the effect of the road will 
 be more fully
 
established.
 

2) P E MEM._GQ - To facilitate access to markets and the
 
means of moving social services and agricultural inputs into
 
potentially high food production areas.
 



7s-

A sociological study to collect and evaluate data on the effect
 
that the road is having on movement of food and health and
 
agricultural services and other government inputs into the area,
 
increase of comnercial activities and effect on agricultural

production and marketing is presently underway. The results will
 
be presented as part of the December, 1988 evaluation.
 

3) QL2I.!'I~ ­

t) 61i=Wfubs~.i~ BV RgAdi Ioz.uIdLBAIzgd And MaintAined 

A total of 333 kms of rural roads were constructed and improved

under the construction phase of the project. Monthly field
 
visits by the USAID Engineer find that these 333 km of road are
 
being maintained as planned to assure year-round use.
 

As a result of the recent rainy season, several points on the
 
toad have been identified as needing further improvement to
 
assure all-weather use. The GIRM is preparing a request to USAID
 
for assistance in performing the necessary improvements before
 
the next rainy season.
 

b) RuudL 9.1sJpR .hl SzIoizzli-Qn/lIS1 !I!S& cLSzl.Lgh~sd 
.to M.&althi hIul. AIidiL impiukrhd liadA 21.iLL 

The construction camp at M'Bout is being used as the base for the
 
road maintenance brigade. The camp itself is fully functional
 
and well maintained. The equipment earmarked for maintenance was
 
carefully selected as the most suitable for maintenance
 
operations. Personnel trained as Equipment Operators, Mechanics,

Warehouse Supervisor, Accountants, etc., during the construction
 
phase have been retained for the maintenance brigade. Equipment

is well maintained and a supply of necessary spare parts, tires,
 
lubricants and supplies assured through inventory control
 
procedures.
 

c) LmiateL d .L L 1 KLAdi ±SIikAkZ LIAd ftlL IInhI:SAIdi 

The Rural Roads Improvement Project included the upgrading of the
 
Boghe-Kaedi road to the minimum standards required to permit all­
year use. Maintenance of this section is includcd in the present

project for a t'o-year period, after which the road is scheduled
 
to be completely rebuilt under an Arab Fund financed project.
 

The Arab Fund project has now been designed and bids have been
 
received for the construction, which is scheduled to start daring
 
1988 and be compleled in one year. During 1988, the USAID
 
maintenance program will continue to assure access to Kaedi.
 



The REDSO Engineer's (RE) inputs were limited to the review of
 
progress of the reconmendations made in the REDSO trip report.

This was due to time constraints, but even more to the fact that
 
the project implementation in general was proceeding extremely
 
well.
 

His methods of reviewing progress included discussions with the
 
Project Officer and his Assistant, review of project and GIR.M
 
administrative documents, meetings with the Director of Public
 
Works, the Director of Equipment, the Project Director, the Chief
 
of Equipment Maintenance at the national workshop, his Technical
 
Advisor, and the new Training Specialist, also at the national
 
workshop.
 

15. F.RM IAL EAT9QR5
 

Events occurring during the Ist year of road maintenance which
 
had an effect on implementation of the program included:
 

1) &LlfL~ ii l 
 Li~ - The consensus of
several USAID, REDSO, GIRM engineers was that the gabion

abutments on which the Selibaby bridge was constructed did not
 
appear adequate to assure 
that the bridge would resist the force
 
of moving water during the rainy season. Therefore, the road

maintenance brigade was asked to place additional gabions and
 
large stone riprap to protect the abutments. This was
 
accomplished and the bridge withstood 
the rains of 1987 without
 
damage.
 

2) &.mLixiL PI 12.Z Liui if 1-ptzuii ILg ftaiu 

By letters of May 13 and October 15, 1987, the USAID Director
 
transmitted a list of conrtodities and fuel to be procured for the
 
Rural Roads Project during 1987 and requested that action be
 
taken to obtain tax exoneration for the items. Until October
 
1987, fuel was being obtained from the amount previously

authorized for the construction phase.
 

However, in October, 1987 the last of this 
allotment was used and
 
the maintenance brigade had to stop work on October due
31 to
 
lack of fuel for the equipment. Finally on November 24, a
 
special exoneration of 60,000 liters of diesel fuel approved
was 

and the fuel truck delivered 15,000 liters to M'Bout so work
 
could start again. The remaining 45,000 liters of this special

exoneration is now being delivered. However, unless 
the official
 
tax exoneration for a years supply of fuel, lubricants and spare

parts is approved in the near future, the work will 
stop again in
 
January or February, 1988. Exoneration is the responsibility of
 



the Ministry of Equipment, and serves as a key indicator f GI1RM
 
sup ort for donor assistance efforts.
 

Incjuded on the list of items 
and fuel to be exonerated are two
 
agricultural tractors purchased with project funds for use on the
 
road maintenance program. These tractors 
arrived in Mauritania
 
in February, 1987 and have been held by the supplier since then
 
pending receipt of a waiver of custom duties.
 

We are following-up with the Ministry of Equipment 
on a ,daily

basis in an effort to assure that action is taken to obtain the
 
blanket tax exoneration in the near future.
 

During the frequent absences of the GIRM Project Officer, there
 
was no one in the Department of Public Works to handle the many

administrative matters required 
to keep the job moving - USAID
 
Engineers have been doing what they can to help. Most this
of 

work is administrative in nature - not technical. In October
 
1987, the GIRM appointed a full time person to handle this
 
administration. The participation of the Project 
 Officer is
 
still required for 
 overall management and coordination with
 
USAID, and for the technical aspects of the project.
 

9i.ni
4) ELMop.I 5L11J.ALiL o TE biLLAdL iALli
 

Employees at M'Bout were getting increasingly upset about late
 
payment of salaries. USAID inspection and certification of work
 
performed each month has been moved up to the last days of the
 
month being billed, and the USAID check is given to the GIRM by

the 5th of the following month. However, delays by the GIRM in
 
preparing the payroll and sending the paymaster to M'Bout 
 for
 
payment of the salaries continued to occur.
 
Action "lina Tikin 

The GIRM has recently improved their administrative procedures to
 
permit earlier preparation of the M'Bout payroll and is supplying

transportation for paymaster travel as
the to to M'Bout early in
 
the month as possible.
 

5) BJUtkhih _an a. ELYLI IAh 1oi M.LkILi CaWR 

There has been 
a continuing problem in purchasing miscellaneous
 
supplies and materials required to keep maintenance equipment

Dperating. The COB was using his personal funds for this
 
purpose.
 



J-'18
 
&raina ink 
Upon urging from USAID, thei GIRM recenily set up a petty case'
 
account for the use of the COB.
 

6) a.L=om Fixmuni. LI UMazlhiz inVaxit 

Payment by USAID of Monthly Invoices received from the GILM were
 
taking from 30-45 days 
after the end of the month being billed
 
due to the time required to prepare and send the invoices to
 
Paris, issuance of checks by the Paris Disbursing office and
 
receipt of the checks in Mauritania. Therefore, the GIRM was not
 
able to purchase fuel, spare parts and supplies 
for the equipment
 
or pay salaries on time.
 

Azaian TIkfn 

A procedure has now been established whereby the USAID Engineer

and GIRM Project Engineer visit the project during the last 2-3
 
days of each month, pick up the statement of work performed

during the month from the COB, verify that the work has been
 
satisfactorily performed 
 and hand carry the statement back to

Nouakchott for immediate processing. In the meantime, the USAID
 
Engineer has on-hand an advance check from the 
Paris Disbursing

office for the estirm.ated amount of the invoice and can make
 
payment immediately. Any ('ifference between the 
amount of the
 
advance check and the invoice is reflected in the GIRM account as
 
an advance or debit to their account, to be liquidated or
 
adjusted in later payments. Payment for each month 
is now made
 
by the 5th of the following month.
 

7) QAA& in 2nii Lif hidul 

The original schedule of unit prices to be paid for work under
 
the FAR did riot provide for channel alignment work, which has to
 
be performed to assure proper 
flow of water to the fords.
 

&cLU Ioki& 

In order for the T.P. Brigade to be paid for doing this necessary

work, Implementation Letter No. 12 dated May 12, 1987 modified
 
the unit price schedule to include the new work item.
 



8) ILLILLUL Cihii niQziia&EAILIX 

At the insistence of USAID, the GIRM agreed to hire an expatriate
 
engineer (Mr. Billa) as Chief of the T.P. Maintenance Brigade at
 
M'Bout, on condition that he be replaced by a Mauritanian
 
engineer after a suitable period of training. However, the
 
Mauritanian engineer named by the GIRM (Wad) as Mir. Billa 's
 
Assistant, who should be acceptable as the person to replace

Billa, does not appear to be someone that USAID would agree to as
 
the COB. Due to Mr. Wad's attitude toward the work and use of
 
project equipment and materials for his personal activities, a,

conflict has developed between the Assistant COB and COB, and
 
little or no training has taken place.
 

ASi.n Iing TIkfn 

The GIRM has been requested to look into this situation and take
 
action to resolve the situation, possibly by changing the
 
Assistant COB. One thing that the GIRM has done is to issue Note
 
de Service N[ 028 (M.E. dated June 19, 1987), which defines the
 
duties and responsibilities of the COB and his Assistant. This,
 
however, has not resolved the issues of training and replacement.
 

As a condition to continuing with the second year of the program,

USAID should request that Billa be retained as COB, for another
 
year, that a Mauritanian engineer acceptable to USAID and Billa
 
be named as Assistant COB, and that he be trained by Billa to
 
take over as COB by the end of 1988.
 

9) EaIiiin i EACD 

Implementation Letter No. 11 specifies the Project Assistance
 
Completion Date (PACD) as September, 1989. In view of the late
 
start of the Maintenance Phase of the project (January, 1987).

The three year program will end in December, 1989. In addition,
 
some flexibility is required to permit final actions and payments
 
to be.accomplished.
 

Atian a o h ki 

The PACD should be extended to April 1990.
 

10) iP OL i ni MAJinL CLoLLiUIL 

It became apparent during the last rainy season, that the
 
construction phase of the p!oject should have included
 
improvements to drainagc crossings at several additional points
 
on the road, as during and after each rain traffic is interrupted

for periods of up to two weeks due to the excessive depth of
 
water at these points.
 

//
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The F.A.R. arrangiment for reimburscment of road maintenance
 
costs was intended to cover the normal costs of maintenance, and
 
is not to be useJ to cover major repairs or damages to the tosds
 
sustaived as a result of unusual or other natural disasters. In
 
the event of the occurrence of these disasters, such as heavy
 
flooding or rain damages, any related repair or improvement costs
 
are to be the subject of separate consideration and negotiation
 
between GIRM and USAID.
 

AL~lifn L2 hc 11kin 

In continuation of the Rural Roads Improvement Project, USAID
 
shou!d consider using some of the funds remaining in the project
 
budget to cover the additional costs involved in making
 
improvements to the drainage crossings which are causing
 
interruption to traffic. Specific problem crossings and proposed
 
solutions for improvements are the following:
 

a) _tIALiing &. thini - This cr ising is the principal problem 
point on the Boghe-Kaedi road section. During most of the rainy 
season, the depth of water over a large area prevents all traffic 
from passing. Large trucks and 4-wheel drive vehicles are able 
to get across a narrow portion of the drainage canal by detouring 
several kilometers to the south, but even then many vehicles htve 
difficulties.
 

Atioa n ki Tikca
 

As a part of the Arab Fund fHnanced project for reconstruction
 
and paving of the Boghe-Kaedi road, a causeway will be built
 
along the axis of the road to resolve the problem. -However, this
 
will not be done in time for the next rainy season. Therefore,
 
it is proposed to construct a gabion radier across the narrow
 
portion of the canal to assure continued passage of traffic until
 
the permanent crossing is completed and in use.
 

b) Cringax Dlidaudi &ad IS Ix£i - These are two ravines on the 
M'Bout-Sclibpby road which flood to a depth of 1-2 meters with 
each rain. Box culverts are needed at these crossings.
 

C) Crossing a.x .LL. - This major problem point on the M'I-out-
Selibaby section is flooded to a depth of 2-4 meters for 2-3 
weeks at a time. Needed is a bridge or series of box culverts to 
permit all-weather use. 

d) VYlioYL r.LqhLi1L - During the construction phase, an 

attempt was made to identify all drainage crossings on the Kiedi­
M'Bout-Selibaby sections and to construct a radier at each p~int. 
However, during the pzesent rainy season, the road has washes out 
at several locations where no radier was provided. These 
additional drainage crossings should be protected with radiers to
 
prevent future washouts.
 



ebi
 
At other locations, sheet erosion is tai ng 
place over extensive
lengths of the road. The road should $e raised at 
these points

and the drainage channalized to existinglor new radices.
 

Design of the can be
improvements accomplished by T.P. and USAID

Engineers and the T.P. Maintenance Brigade perform the
can 

construction with 
 their present staff and equipment, as
supplemented by temporary day laborers picked up 
from villages

adjacent to the work sites.
 

a) .SJLJLA - The Reassessment has 
shown that the project is
working as planned. 
 Tie road is getting quality maintenance 

low cost. Therefore, continuation of 

at
 
the maintenance program for


another year poses no problem. However, the RE Engineer has
taken this opportunity 
to examine more far reaching issues than
 were raised in the last REDSO Engineering Trip Report. These
issues concerned, 
 among others, institutionalization 
 of the
mointenance project, donor
other collaboration, long-term
sustainability, and training. 
 All were being addressed more

rapidly and profoundly than he could have hoped for. Now, more
than 
 ever USAID has a chance to make a difference if, repeat if
 
we can stay the course.
 

b) N[ajioI Road MLLi"sniaizo F""ogg.iw: The most significant

change in the project setting has 
been the GIRM's change in
priorities from road construction to road maintenance. 
 A recent
donors meeting which concentrated on road maintenance attests 

such a change. The donors have to be given some credit 

to
 
for this
change. It must also be admitted 
that the results of the meeting
were funding 
 promis,;s mainly for "periodic" maintenance


maintenance of paved roads. 
and
 

This leaves the routine maintenance
 
of our project roads to fend for itself against 
 all other
competing demands for 
the extremely limited general maintenance

funds available GIRM budget. even
in the But these budget items
 
are increasing: 
 from 100 million ouguiyas in 1986 to 140 million
in 1987. Also, the important fact 
is that the GIRM is paying

attention to Maintenance much more now than at tLe beginning 
 of
 
this project.
 

16. LEMi LEARED: (RE Comments) The main problem with 
 the
project, is institutional. 
 The maintenance work is outstanding.

The road's condition is evidence of that. 
 And the cost of doing

road maintenance is less than expected. The brigade 
is trained
and performing well with only one 
expatriate on the staff. But
without 
 him and without the USAID Engineering Office, it is

doubtful that the results would be 
ro positive.
 

http:F""ogg.iw


W'hat is lacking is the adequate staffing of the 
Central office of
 
Public Works. They have excellent people at the top. But the

performance of their mid-level people leaves much to be desired.
 
Exactly what is required to improve performance has not been

determined, it could be just added incentive...or more training.

But it is sure t?.at something is missing. The USAID Assistant
 
Engineer is spending so much time at Public Works doing their
 
work for them that many people think he works there.
 

There are several other institutional problems which hinder the
 
project. Internal controls are adequate as long as USAID is so
 
closely involved, and as long as the expat Superintendent is on

the job. 1l'oever, there are some loopholes and systems and
 
procedures t-hat lack the clarity and 
adequate penalties for not
 
following them. Since these problems are not critical to the
 
success of the project they should be improved within the context
 
of the overall system of road maintenance in Mauritania.
 

These institutional problems cannot be 
solved by USAID alone, nor
 
can they be eliminated over night. Much depends on the 
resources
 
other donors are putting into the process. From the recent

meetings the CIRM has had with all important Donors, it seems
 
that rcsourccs are being made available.
 

Tle amount of $60 million was pledged at one meeting for a 5 year
 
program of road maintenance. In addition, the World Bank has
 
promised to set up a Project Office to plan and manage the use of
 
these funds. They will also be able to help 
 with training.

USAID has begun a close collaboration with the Ministry of
 
Equipment and French coopeiants at the public works equipment

park. The USAID Mauritania Rural Roads Project is beginning to

be considered a model. Training for other projects will very

likely take place in part at M'Bout. This is just one of the
 
elements of 
 the TOR, drafted by the USAID Engineer, for the
 
development of for of
a Training Plan the Ministry Equipment.

This draft TOR has already served as a guide for the French
 
Training Specialist at the PW equipment park.
 

All these things demonstrate more progress than could have been
 
hoped for on the recomme.dations from the last RE trip report.

Things are coming together. Nonetheless, everyone agrees that
 
the GIRM will not be in a position to continue the maintenance of
 
our project roads in two years independently. At a minimum, they

will still need partial financial assistance. USAID is already

considering approving the use of counterpart funds to allow the
 
project to continue until institutional problems and issues c.n
 
be resolved.
 

The main lesson learned here is that road development in
 
Mauritania is not a short term not 
isolated activity. This is
 
true 
in the third world in general. More importantly, if USAID
 
doesn't isolate itself from other donors, 
 and sticks with a
 
program, the results can be far reaching.
 



sticks with thi 	 and works
If USAID 	 project hard to continue
 
coordination with other donors, helping to lead 
 the 	 way, a
 
vicious circle of consltuction and reconstruction through

continuing routine maintenance in Mauritania can be broken. If

USAID drops out before the GIRM or others are ready, all may be
 
lost. USAID is on the verge, admittedly the verge may be several
 
years long, of really making a difference.
 

17. 	 5-_SIAL .LLJENI 

C inintipmi-n L2 AID EaUinr.Ling 51ZRgkLt - The services of the 
present USAID Chief Engineer (Douglass) are scheduled to
 
terminate in mid April, 1988. Based on discussions of other
 
engineering activities with the Engineering office and 
the 	 work
 
requirements, if USAID 
is to have the impact desired on road
 
maintenance the RE believes that replacement of Douglass with
 
another U.S. Engineer is more than justified.
 

It is felt that Hassan can do all the routine work required to
 
manage the road maintenance project. However, it will be asking

too 	 much to expect Hassan to accomplish by himself, all of the
 
collaboration needed with World Bank Officials, 
 French
 
Cooperants, Saudi and Kuwaiti Diplomats, along with the 
 high

level policy dialogue required with the 
GIRM. Although Hassan
 
can probably accomplish any task demanded of him as well or
 
better than anyone at same of it
else the level experience, is
 
recommended he be given the opportunity to continue developing at

the more reasonable rate he's shown under the guidance of
 
Douglass. A replacement is recommended for Douglass.
 

If, 	however, the Mission does not replace Douglass, the RE
 
recommends that 
the USAID request increased REDSO/WCA Engineering
 
support ASAP. Douglass recommends visits of at least 10 days
 
every two months. The Engineer in Dakar might be an alternate
 
source of support.
 

18. 	 RECMEDAJQ 

a. 	 The road maintenance program should be continued for another
 
year.
 

b. 	 Continuation of the services of the present COB for 
the next
 
year should be a requirement.
 

C. 	 Selection and training of an Assistant 0DB acceptable tc 
USAID should be accomplished during 1988. 

d. 	 Improvement of GIRM's administrative procedure for
 
exoneration of taxes, payment of salaries, purchase of 
spare
 
parts, etc. should be closely maintained.
 

/1 



e. The use of available project funds for maing improvements
 
to the roads to assure all year Use shouldjbe approved.
 

f. 	 PIL should be issued to reflect the above changes to the
 
project.
 

g. 	 Action should be initiated to find a replacement for
 
C/Engineer Douglass.
 

h. 	 A series of periodic meetings should be established wi.th: the
 
GIRM and other donors in the transportation field to
 
coordinate efforts.
 

i. 	 An overall plan for training of GIRM personnel in road and
 
road equipment maintenance should be developed. 	 r. 

j. 	The USAID should decide on the extent of their participation

in the implementation of the GIRM's training :'program and
 
proceed accordingly.
 

k. 	 Another Internal Evaluation of the program should be
 
conducted in December, 1988.
 

1. 	 The PACD should be extended to April, 1990.
 

Drafted by: R.ouglass, USAID ENGR
 
-G. Thompson, REDSO ENGi
 

Clearance: A. Lezin, DIR
 
W. Boehm, ADIR/P 

cc: 	 A. Lezin, DIR
 
W. Boehm, ADIR/P
 
L. Grizzard, CONT
 
F. Panfietti, PROG
 
14. Fonseca, MGT
 
S. Nguyen, A(R
 
J. Bednar, FFP
 
A. Gilboy, HRD
 
P. Mandel, HL7H
 
G. Thompson, ENGR REDSO 
R. Douglass, ENGR
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I. INTRODUCTION
 

A. THE EVALUATION
 

purpose of this evaluation is
The (a) to judge the efficiency oI
project implementation; 
 (b) to determine 
 if and ho'v

implementation can 
be improved ; (c) to determine what progresE
can 
 be expected with available funds; 
 and (d) to determine what
additional funding is required to complete the project.
 

The evaluation methodology included 
a review of relevant project
documentation; visits to the 
 project sites; meetings with

interested parties; preparation of a draft 
report; additional

analysis 
and field work to address issues 
 raised by project
committee in response to the draft; 
 and preparation of the final
 
report.
 

The costing information available for the preparation 
of this

evaluation in March 1964 was less accurate than might be desired.
Construction has started too recently to develop an adequate

sense of routine costs. Similarly, some of the judgements we have
made 
have been based on preliminary plans and reports which 
are

only now being finalized. 
 Despite these constraints we chose to
proceed vith the evaluation. The urgent need for 
 additional

funding and development of revised long-term plans dictated 
 this
 
decision.
 

The Project Evaluation Committee is 
composed of the following

people:
 

George Thompson, ENG, Chairperson
Barry MacDonald, PDE (Alternate - Campbell McClusky)
Vicki MacDonald , OPI 
Jannine Baranyanka, SPIO (Alternate - Paul Lacerte)

Wayne Butler, CONT
 
Richard Goldman, A/DDIR
 



B. PROJECT BACKGROUND
 

A PID for a Trail and Track Project Improvement (682-0214) in the
Guidimaka was 
approved on December 15, 1976. The PP design was
scheduled 
for March 1980. 
 The PID called for the upgrading of
approximately 
 300 km of existing tracks and trails 
over a five­year period to conform to the minimum standard (45 km/h reference
speed) for all weather use. 
 In October and November 1979, USAID
was approached by UNSO to 
consider joint financing of a road from
M'Bout to Selibaby. AID was 
to finance heavy road equipment of
U.S. origin (e.g. 
 Mack trucks, CAT bulldozers, etc.);
would 
 fund design activities, 
UNSO
 

technical assistance and local
costs. 
 Arrangements were made by correspondence among the USAID
Director, 
 the Director of UNSO 
(New York), the Director of
infrastructure 
and 
 the Minister of Equipment and Transport.
USAID had significant difficulties putting together the PP design
team. 
 In September 1960, UNSO announced it 
was ready to go ahead
with a Project Agreement to construct the first phase of the road
for U.S. $4,300,000. 
 Since AID was still in 
the design stage,
UNSO began construction 
 with possibilities 
 of future

collaboration left open.
 

This separate UNSO project consisted of 70 km of road 
 beginning
in M
T'Bout and heading south toward Selibaby. The original design
was for 50 
 km. This was increased 
to seventy with no parallel
increase in funding. 
 Seventy kilometers of road 
were finally
built with the available funding.. Eventually an AID project was
approved which was designed to 
connect 
 the UN road to the river
basin at Gouraye and Kaedi. -At Kaedi, 
 it would also connect
with a road which provides a very important link within the river
basin and to the capital, Nouakchott.
 

The history 
 of this project explains many of the circumstances
that surround the implementation plan and 
the fact that AID finds
itself with 
 a cost increaseof considerable proportions.

that the UNSO model would work 

The
design assumed 

-- it did not,
30,000 dollars per km proved to be too low 
 in the difficult
terrain in Gorgol. 
 The design assumed that the UN equipment mix
was correct and that 
the equipment inherited from the first phase
UN effort would, 
 after one year, be well maintained and ready to
go. The equipment was 
in poor shape, not ready for use and the
mix was not appropriate. 
 The project assumed that the UN road
would be complete -- a finished product.


out large portions of uhe road 
Last year rains washed
 

and showed that the aesign of the
drainage Etructures was inadequate. 
 It will cost approximately
one million dollars 
 to put the UN segment of the road 
 into
acceptable conaition. 

the 

The design suggested that continuation of
modifieo force account procedure of construction was a good
 
one.
 



the experience of UNSO/OPE that the modified force account
Based upon

could
be much cheaper than an A + E contract; using an A + E contractor
for 
 the number of kilometers under consideration was out of
question. the
As it 
turns out, the UN had considerable problems with
its contractor: The final miles of the road were
without an 
 constructed
engineer on 
site, 
 and the project suffered as a
result.
 

The AID team has made many adjustments to 
the basic design of the
project to overcome 
the original erroneous assumptions 
of both
the AID and the UN designs. 
 As a result additional funding will
be necessary 
 if the project 
is to provide the 
 outputs it
originally anticipa;ed.
 

C. 
SUMI'ARY FINDINGS
 

1. Inputs
 

a) AID
 

(i) 
 Technical Assistance: 
 Technical Assistance
provided but personnel problems 
has been
 

have left the project
without a permanent Chief of Party (COP). (This situation is
now 
being rectified - May, 
 1984). The 
 per-month
implementation cost,
timetable, 
 and number of personnel required
as set forth in the PP 
were all underestimated.
 

(ii) Commodities 
 to carry out earthwork
operations: and drainage
The lead time required for
procurement was commodity
greater than anticipated. 
 The quantity and
value of required commodities were 
underestimated due 
to the
poor condition and unacceptable mix of equipment
by the inherited
project. Procurement 
 is now proceeding in an
efficient fashion.
 

(iii) Training: On-the-job-training

operators, foremen and 

of mechanics,

some 
local Public Work
has (PW) personnel
been minimal due to 
the lack of commodities for use in
training and 
 the 
 lack of an organized training 
program.
Too few mid-level P1
4 personnel are receiving training.
 

(iv) Operating costs: 
 Operating costs

have for a road brigade
been Provided. 
 However, 
grant funds have
matched by not been
a GIRM contribution as 
originally proposed.
delayed availability The
of PL480 funds to cover local
has necessitauea the costs,
use of grant funds for his purpose.
 



b. Other Donors (UNSO/OPE):

0 

(i) Equipment to carry out earthwork and drainage: The

equipment which haa been purchased by UN~u/OPE and used for
 
the first 70 km of construction was donazed to 
 the USAID

Project as expected. Unexpectedly many spare parts and
 
extensive repair work were required to return the 
 equipment
 
to working condition.
 

c. GIRM:
 

(i) Salaries for counterparts and Public Works personnel:
 

The GIRM was unable to meet this requirement for its
project personnel. Some of 
 those it could not finance were

detached from the Ministry and hired by the project.
 

(ii) Availability of garage/workshop facilities: 
 The GIRM

made available a PW sub-station. This facility has proven

inadequate for the Project's needs. 
 A heavy equipment

workshop is being constructed in M'Bout.
 

(iii) Equipment: 
 The GIRM has provided seven important

pieces of heavy equipment (approximate value U.S. $1,8

million). This contribution-was not 
foreseen in-either the-

PP or the Pro-Ag.
 

2. Outputs
 

(a) Road Construction: As of February 29, 
 1984, 70 km of
clearing and grubbing, 20 km of fill, 
12 km of base and two km of
 
final course had been completed.
 

(b) Road maintenance: Efforts 
 to improve existing
maintenance facilities have only just begun. The limited contacts
 
which currently exist between the TA team and PW 
 sub-divisions
snould produce some improvements in GIRM maintenance capacity.

Increased contact, an operational repair shop at M'Bout and
increased road building and maintenance operations should result

in a more marked improvement.
 

(c) Road Brigade: This has been established, but few senior
 
level PW personnel are involved.
 

(d) Trained Personnel: Thus far, only limited junior level
 
on-the-job training is underway.
 



3. Conclusions
 

(a) The design oased upon the UNSO model for
Gonstruction rural roa(
 
cannot 

is unsuitable to project conditions. The projecl
achieve 
 its planned outputs, purpose, or goal 
withoul
major operational/construction modifications to benefit from
experience th(
of the UNSO model, which has 
 shown that:
Estimates (il
of drainage requirements 
 (both structures
embankments) anc
were much too low; 
 (ii) estimates of spare
requirements, optimistically partE
 
low 

based upon what was assumed to bE
mileage used 
 equipment, were far too 
 low; and
(iii) Estimates of 
 the time required to execute
were too project tasks
short (as a result of the 
 poor equipment mix and
unrealistic optimism 
concerning weather
minimum of and lead times). A
nine additional months are needed for completion
all road segments as originally planned. 
of
 

Project construction
costs 
 were underestimated. 
 Unanticipated factors have
contributed 
 to upward revisions of costs. 
 Approximately U.S.$
5.9 million in additional AID support for T.A., 
 commodities and
operating 
costs are urgently needed 
 to complete the proposed

construction.
 

Road construction, though behind schedule, is proceeding well. 
A
revised timetable could be maintained if implementation planning,
field organization 
 , and overall coordination of 
 all parties
concerned are improved.
 

Improvement to and construction of the road segments 
 identified
in the project are an 
essential prerequisite for 
 agricultural
development in the 
area.
 

4. Modifications Extant
 

In responses to the inadequacies in the original project 
design
the following changes were 
made in 
 design standard
implementation procedures: 
and
 

(a) The Road Design Standard was changed as
Platform width from 5.5.m to follows:
7m.; platform depth from 30 cm. 
 to
30 cm 
above flood waters; alignment curves 
to 80 km/hr. design

speed.
 

Drainage: Structures 
 were redesigned to 
 accomodate 
 low
maintenance ana 
local flash flood conditions.
 

(b) The Brigade equipment mix was changed to include
scrapers. Spare 
 parts were acquired to 
 restore inherited
equipment to working conditions.
 

(c) Construction of a repair shop for heavy equipment 
was
begun at MI?'Bout.
 

(d) Twenty-five million UM local cost financing was
for equipment repair, added
workshop construction and 
 other local

C ,n.-1.v 



(e) Nouakchott 'based administrative assistant and SMO
 

personnel were added to 
the project staff.
 

5. Options
 

There are 
three basic options to be considered:
 

A. Continue until current project funds are 
 exhausted;
 

B. Provide additional funds to build 
some segments of the road;
 

or
 

C. Provide sufficient funds to build the originally 
proposed

road from Kaedi to Gouraye. If Option A is followed, project

activities will end approximately January 1985. At this time the

project 
will have completed construction of the road 
 bed from

M'Bout to Selibaby. 
 In addition to the construction there will

be an equipment park of well maintained heavy equipment, vehicles
 
and machinery, culverts, and the infrastructure needed (camps,

maintenance equipment, etc.) 
to continue road construction.
 

Under Option B there are two possible ways to proceed. In either
 
case it is assumed that sound engineering will apply ie., all

construction will include adequate 
 drainage and road
 
specifications as currently approved by AID:
 

(i) Complete 
 the road segment from M'Bout to Selibaby.

Additional cost: U.S. $.8-million;
 

(ii) Complete the road segments from M'Bout to Kaedi 
and
 
M'bout to Selibaby. Additional cost: 
U.S. $4.5 million
 

Financing options, discussed below in detail, 
include a mix of
 
reobligated 
 and PL 480, Section 206 generated funds.
 

Option C would complete the road as originally specified in the

PP, that is, Kaedi-1'Bout-Selibaby-Gouraye. 
 It would also
 
involve rehabilitation 
 of the UNSO road, M'Bout km 70.
 
Additional Cost U6 $5.9 million.
 

Financing would require a supplement of US dollar funds 
to cover

foreign exchange expenditures and a mixture of PL480 Section 206
 
funds and deobligated funds for local costs.
 

b. Recommendations
 

(a) That additional funding be provided 
 to permit
completion of the Kaedi to Gouraye road 
as described in the

Project Paper and Project Grant Agreement. Completion of this
 
project conforms to USAID development strategy and geographical

focus. Future project aevelopment activities are planned for the

Basin and the 
 project road will be essential to support

communications and transportation in the Basin area.
 



(b) The first 70 km, 
 built under the supervision of a UNSO
contract team, 
must be brought up to a minimum standard for all
 
weather gravel roads.
 

(c) That project planning, organizational, and management
adjustments, conforming 
with the detailed recommendations of
this evaluation be incorporated, into the project.
 

II. DETAILED RECOMMENDATIONS
 

A. Prime Contractor/Morrison-Mairle (M&M)
 

That the prime contractor, M&M:
 

1. 
 Provide amenities consisting (at a minimum) of approved
 
visits to Senegal;
 

2. Adhere to Mauritanian labor conventions;
 

3. Prepare (a) a compi'ehensive equipment maintenance plan,
including acccurate 
 jacket files, maintenance files, and
consumption 
 files for each piece of equipment, by June 1 1984;
and (b) appropriately updatea'suniary charts of such files 
to be

included in each monthly report;
 

4. Establish by June 1, 1984 (a) 
 systematic
ordering/receiving and 
inventory procedures, including systems
for 
 flagging ordering requirements and following-up orders, 
 and
(b) appropriately updated summary charts for tracking parts 
 and
 
fuel supplies.
 

5. Formulate network planning, by June 1, 1984, 
on which to
base work schedules and on-
 the-job time, motion and production
calculations. This 
 should be done in coordination with Public
 
Works;
 

6. Systematize monitoring of performance of all personnel;
 

7. Inventory and 
 otherwise protect equipment, tools and
 
supplies;
 

8. Provide guidance, assistance, and supervisory checks for
all approved recommendations to assure 
full implementation;
 

9. Revise the Project Work Plan and Schedule PWP&S according

to 63 STATE 20672b (including training);and
 

10. Consider possible improvements to the Selibaby Wadi
 
crossing.
 



B. GIRM/Ministry of Equipment 
and Transport, Directorate of
 
Public Work
 

That the Directorate of Public Work of the Ministry of Equipment

and Transport:
 

1. Assist the Contractor in the identification of interested
personnel to work on 
 the- project -including the short-term

assignment of selected 
GIRM personnel to cooperate the
with 

project;
 

2. 
Evaluate the feasibility of village maintenance contracts;

this evaluation 
could be conducted in association with the,
project-funded socio-economic evaluation;
 

3. Promote increased contact 
with, cordination 
of, and
assistance from 
the project to Public Works 
 sub-divisions 
 for
Kaedi 
 and Selibaby in developing an innovative maintenance plan
of action for incorporation into the Fourth HighwayProject; 
 and
 

4. Promote 
action in the region and coordination with this
project 
 by the World Bank supported Fourth 
Highway Maintenance
 
Project.
 

C. Procurement
 

1. General
 

That the procurement of 
 two or three new Mack Dump Trucks
available in Nouakchott and compatible with existing trucks 
 be

considered.
 

2. Supply Management Office, SMO/USAID
 

(a) That Project procurement actions be based on
concurrence 
 of all relevant parties SMO,
i.e. Contractor(s),
Project Director (PWA), Project Officer 
 (USAID/OPI/ENGR), and
Program Officer (USAID/PROG).
 

(b) That SNO continue, to issue periodic 
 summary
procurement charts 
 that should show estimated arrival date 
 of
all project procurement actions still in process.
 

(c) That procurement receiving reports of 
 all equipment
procured by the 
project be routinely prepared by the 
 prime
 
contractor . 

3. United Nations Sahelian Office/Office of Project

Execution (UNSO/OPE):
 

(a) That 
 UNSO/OPE issue periodic summary charts showing

estimated arrival dates in M'Bout.
 



D. Financial 

1. That an account be set up in Dakar for small
 
purchases to be managed by the UN Representative. Estimated
 
amount: US$4,000 advance;
 

2. That the Project Financial ,Implmentation Plan, now
 
revised, be updated quarterly; and
 

3. That additional funding be authorized for the
 
project.
 

E. USAID Project Monitoring/Management
 

1. That a management information system be put into effect;
 

2. That an equipment specialist install equipment
 
requisition monitoring systems;
 

3. That the Project Financial Implementation Plan and
 
Project Network Plan be updated quarterly;
 

4. That coverage of appropriate benefits for field 
personnel under the contract be assured, and that every
effort be made to -lleviate the tension that has developed
between USAID and the M&M TA Team. 

F. M'Bout to KM 70
 

That while seeking reimbursement by the United Nations and
 
pending the availability of funds, 
 AID under the auspices of the
 
project shoula replace drainage structures, raise the road, and
 
eliminate curves as recommended by the contractor (M&M) and the
 
USAID Engineer.
 

III. CURRENT STATUS OF IMPLEMENTATION
 

Despite some short-comings, the Rural Roads Improvement Project

of the Government of the Islamic Republic of Mauritania has been
 
well staffed (1) with Mauritanians and U.S. contract personnel

in the field; (2) with experienced spare parts and procurement

personnel in Nouakchott; and (3) with able Government an" donor
 
engineers in relevanb representative roles. Other than the
 
funding and scheduling problems inherited primarily from the
 
design an( ii'bour, to Km 70 construction phases, all project

elements are now in place and functioning as planned.

Adjustments for drainage considerations, equipment mix, inventory

requirements, and repair facilities have 
 been made. Pending

availability of additonal funding, all project targets as planned
 
may oe acnieved by late spring of 196b.
 



A. Progress to date
 

1. Road construction: One hundred eighty eight (188'
kilometers of road have been repaired. The first 20 kilometer

of new road have been laid on an alignment that has been clearec

and grubbed well past Selibaby. A drainage plan for the 
 first
 
stretch of road is completed.
 

2. Equipment: Most equipment is on-line again (with some
important exceptions). Two scrapers have been added 
 to the

equipment mix. The base camp at Km 77 
is equipped to handle all
repairs and maintenance. The repair facility in M'Bout is under
 
construction.
 

3. Management: 
 A draft Project Work lan and Schedule is
 
complete and revisions are in progress.
 

4. Projected Construction Rate: 
 The project is expected

to reach 
 full force in April 1984. Full force is defined as
having all new equipment at the site, 
 the shop at M'Bout in
 
operation and management and planning system in place 
 or being
developed. 
 Assuming funding can be obtained, the key to

realizing the above scenario is putting in 
 place Management,

Organizational, and Planning systems which will improve operation

and maintenance of equipment and performance of work force.

improved systems required 

Such
 
are for all project elements as


described below. Once full force status is 
 attained it is

believed the proposed road could be completed in 23 months.
 

B. Equipment Status:
 

The addition of new and used equipment from the U.S. and from the
GIRM Direction 
 of Public Works has given the project a truly

powerful high prouuction mix. 
 The cost analysis (Addendum 1)

estimates that up to 15 km/month through easier terrain 
 can be

sustained. A current weakness is the short supply of 
 water

trucks. While 
 the existing trucks were adequate for use with
dump trucks they cannot maintain the pace set by newly acquired

scrapers. 
 The two potential solutions of purchasing more trucks
 or digging more wells are too costly 
 to consider at this time.

As a result, we are currently relying on dry compaction and
compaction by traffic. The and of
sampling analysis the

performance of these compaction methods will be done 
 soon. So

far, these methods, similar to 
ones used in the U.S. on low
 
volume roads seem adequate.
 

The number of aump trucks could also be productively increased by

two 
 or three to keep up with the scrapers. If this measure is
not taken the scrapers will have to be 
 used on longer,less

economic runs witn the corresponding negative impact 
 on timely
completion 
 of tne final courses. The efficient use of this

equipment demands rigorous planning of 
 both construction and
equipment maintenance. 
 Detailed network type planning, on-the­
job production computations 
 "a la CAT manual" and continous
adjustments, are called for.
 

-1Ir,.
 



Equipment management procedures in this project have the

potential to serve ag 
a model for future African roads projects.

The typical procedure for equipment procurement and maintenance
 
in such projects has involved the procurement of new equipment.

By project's end, 
 the equipment is in disrepair and spareparts

stocks are depleted. Local Public Works (PW) crews are expected

to use the remains for road maintenancQ activities.
 

In sharp contrast to this norm our project has 
 concentrated on
 
procurement of excess property and restoration of used equipment.

The equipment inherited from the first 70 km of construction had
 

to
been pushed its limits by efforts to complete the road on
 
schedule. Public and private engineers in any developed country

would have considered 
 it ready for salvage. However, at a
 
fraction of the cost of new equipment it has been returned to 
top

condition. Proper maintenance and repair will preserve it
 
throughout the life of the project. 
 Such restoration activities

have demonstrated to the PW subdivisions methods for taking 
 full
 
advantage of existing materials. The procurement of excess
 
property 
will reinforce the lesson that proper equipment repair

and maintenance makes construction possible at much reduced
 
costs.
 

This project, if modified and fully funded 
 as proposed, will
 
bequeath mechanics, tools and spareparts, as well as

comprehensive systems for procurement and maintenance. 
 This will

provide local PW suo-divisions with a real road maintenance
 
capability despite the minimal availability of operating funds.
 

C. Status of Contract Team
 

1. Work Site
 

The worksite at M'Bout and Km 77 
are 500 kms from the source of
 
any real amenities. Until recently work was frustrated by 
a lack
of parts and materials. Early on the contractor personnel became
 
convinced that they 
 were being subjected to sub-normal work

conditions. 
 Despite their own diligent efforts to maintain high

work standards, low morale and persistantly difficult field

conditions have taken 
 an inevitable toll on their overall
 
performance. AID/W/SER/CM ruled against a contract amendment

designed to improve morale by upgrading benefits for the
 
Technical Assistance Field Team. 
 They did, however approve of

efforts to boost morale, as long as 
they fall within the scope of
 
the existing contract.
 

.. 11I
 



2. Organization and Planning
 

The evaluation team found the contractor's organization and
 
planning to be weak. Examples include:
 

a. 
 Lax adherance to Mauritania Labor conventions;
 

b. Non-existance of jacket rile', maintenance files,

consumption files, and comprehensive maintenance work plans 
 on
 
each piece of equipment;
 

c. Lack of systematic ordering procedures including
 
summary charts, elimination of duplication, stock/inventory

systems, systematic preparation of receiving reports, 
 etc. for
 
spare parts and fuel supplies;
 

d. Lack of adequate planning documentation upon which to
 
base work and ordering systems;
 

e. Inadequate personnel filing system and 
 system for

supervision and guidance which in conjunction with jacket 
 files
 
can yield a system for awarding good work and taking corrective
 
action on bad work or abuse;
 

f. Lack of cohesive leadership by Chief of Party (COP) and

of team work as result of ad hoc/crises management style.
 

Central office guidance to the COP with respect to the above, was
 
consistently lacking. Nevertheless, it is important to note that
 
the high quality of the contradt team and laudable 
efforts by

several Mauritanians allowed the project to progress despite 
 the
 
flaws in management systems. 
 Crises were well handled (though

not without some scars), equipment was repaired, earth moved and
 
construction begun. In response to 
the evaluations findings, all
 
weaknesses are currently being addressed.
 

While the organizational and planning base required for efficient
 
field operations cannot be developed overnight, notable progress

has already been made.
 

3. Reports
 

The quality of M&M reports has varied significantly. The Project

Work Plan and Schedule, (PWP&S) though very well done as 
far as

it went, did not go far enough. AID/Washington guidance, (STATE

83 206726 Addendum) dated 23 July 1983, Mr. Larson of
gives numerous comments
been incorporated into PWP&S. 
which should have 

M&M was informed of these comments during his to
visits 

Mauritania in July 1963 and in January 1984. 
 To date, no revised
 
PWP&S has been received. 
 USAID has been assured that revisions
 
are in process.
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Monthly reports have improved somewhat in quality over the course
of 
 the project. However, they continue to be based upon the
limited 
 planning efforts of the preliminary PWP&S. M&M Central
Office guidance was again inadequate. Now these reports are
vastly improved and will be of great use 
to all concerned.
 

The hydraulic report was an excellent report and the 
 basis for
much of our redesign work. Unavoidably ,'it 
was done without the­benefit of 
 a center line profile. 
 This makes its quality and

depth all the more impressive.
 

4. Training
 

Structured on-the-job training has been provided 
for operators
and mechanics and is being continued through daily 
instructive

supervision. 
 Training, thus far, has concentrated on operational
maintenance and repair actions. 
 It is strongly recommended that
organizational requirements be included as part 
 of the
curriculum. This is particularly important to counter the
exposure of all 
 personnel (inventory/lubricant 
 and fuel,
mechanics, operators) 
to the poor, field organization procedures,

which 
have existed in the past and are only now being rectifiea.
The M&I team is encouraged to actively 
 pursue any additional
training opportunities which 
 arise during the course 
of the
project. One possibility is providing maintenance training

the personnel to


of the Public Work Subdivisions. 
 Additional

training opportunities may present themselves as the project
progresses. 
 The M&M team should actively pursue any
opportunities which 
 arise (e.g. maintenance training of sub­
division personnel).
 

5. Contruction Contract
 

Attitude has been an important disruptive factor in this project.

In November the 1,1&iMI 
 team perceived themselves as a construction
contractor with the requisite need to fight for every 
possible

concession from the client USAID. 
Similarly USAID gave as little
as possible to the contractor. 
 While such tactics are a normal
part of a construction contract, this is 
a development project in
addition to 
being a contract and the ensuing conflict is in no
one's best interest. A more collaborative approch
preferable. The project would benefit by being viewed as 

is
 
a joint
venture by M&M, USAID, 
UNSO/OPE and the Department of Public
 

Works.
 

6. Implementation Alternatives
 

We are 
optimistic that the contractor will solve all management,
planning and organizational problems. 
 However we consider it
prudent to 
 present alternative methods of 
 implementation, in
 
order to 
be prepared for any eventuality.
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By June i984 , the contractor is expected to:
 

a. Complete 
 and assure USAID approval of a comprehensivef

Equipment Maintenance Plan;
 

b. Revise and 
 receive USAID and AID/W approval of the
project Work Plan and Schedule; and
 

c. 
 Complete a one year detailed Procurement Plan. ( 
If these actions have not been taken, then the following
 

alternatives should be considered:
 

Alternative A. 
PSC direct AID project management:
 

PSC's should be sought by USATD, AFR/TR/ENGR, and REDSO/ENGR to\

fill the positions of the TA team. 
 USAID would contract directly i
with them for required work. 
 Some studies (e.g. drainage) would
 
have to be completed by short-term consultants. /
 
Alternative B. 
 An Alternative Firm would be substituted for the
 
present contractor as quickly as possible.
 

D. 
Status Of Public Works Contributions
 

1. GENERAL:
 

The Directorate of Public Works has been 
very supportive. An

excellent rapport has been developed in terms of holding
meetings, 
obtaining exonerations and processing implementation

letters. The minimum tasks to allow the project to 
 exist are
accomplished with little difficulty. 
 In addition some very

valuable equipment was obtained from PW and the project has 
 been

able to 
 borrow other items when necessary. Outside of these

activities project implementation proceeds 
with no regular

interaction with the Directorate.
 

2. Personnel
 

Some of the detached PW personnel working on the project have
 proven to be very capable. The work superintendent, for example,

would be able to run 
a heavy equipment maintenance operation if
 
he received literacy and administrative training. In general,

PW/Nouakchott personnel 
have demonstrated little interest in

working for the project, or benefitting from project training

opportunities. More determined'efforts should be made to evoke

such interest. In particular, it would be useful to encourage a
technical administrator 
 to go to M'Bout both to assist in the
project activities and 
to learn about planning and organization

of construction sites. Similarly 
another topographer would

provide useful assistance 
and benefit from exposure to the
 
project
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The most serious constraint to encouraging PW employees to 
 take--'
part in project activities, is the inability of the GIRM to pay
indemnities. Previous 
 agreements with the GIRM 
prevent USAID,

from taking over 
 this part of the payment to GIRM personnel.
Consequently PW staff are reticent to take field positions. 
 This

problem has 
 been partially resolved by detaching PW employees
from the Ministry and hiring them by the project. However, most

of the PW employees who chbse this 
-option were "contractual"

workers, as opposed to "functionnaires". 
It is this higher grade
of personnel 
 that we now need. It is possible that there 
 are
different obstacles blocking this 
 iask-orker 
from---joining '\. " the pP6jei.......All such obstacles must be identified and overco Ime
if the proj ct is to accomplish its anticipated training goals. 


3. Funds
 

Public 
 Works funds have not been available. As discussed above
 even personnel originally on the GIRM payroll have not 
 received
 
salaries 
 from the GIRM. An important in-kind contribution of
equipment by PW has constituted a significant saving of 
 project

funds.
 

4. Maintenance
 

As anyone who 
 has worked on road projects in the Sahel can
 
attest 
you must never assume that the road you build will
routinely maintained. Even now, in 

be
 
this project it is uncertain


whether there 
 will be maintenance funds.
 

Several actions may be taken at 
this time to increase the chances

of road maintenance after construction is completed. While there
is no guaranteed source of maintenance funds available for 
 this

road in the forseeable future, there is 
some chance that the new
World Bank Fourth Highway Maintenance Project will be active 
 in

this region. Currently neither PW sub-division has a plan of
action for the future use 
of funds should they become available.

We, therfore, conclude, that an essential first step must be the

preparation of a comprehensive maintenance plan.
 

It also important that contact between the TA team and local PW
sub-divisions 
 be broadened. 
 This would be benefitial to both
 
groups. 
 The TA team has much expertise to share. The local PW
sub-divisions (in contrast to 
the Nouakchott central) are highly

motivated to deal with maintenance problems. After all, they
bear the brunt of the criticism from local peiple. 
 They also

have excellent hands-on knowledge of the probl.ems in their own
 
regions.
 

Unfortunately contact to 
 date has been limited to some
maintenance work and 
borrowing of PW tools and equipment. Closer
collaboration 
could be used to develop work plans and devise

imaginative maintenance schemes (eg. 
 using commercial trucks to
 
pull road drags).
 

-15­

I 



In keeping with this latter idea, 
 the PW coula follow-up on the
Project Paper suggestion that maintenance activities be developed

in conjunction with the local population. 
 For instance, at the
peak work times which follow rains day-laborers could be hired at 
'J',the going rate. 
 The specific modalities for the contracting of
labor and raising maintenance funds need to 
be worked out with '.the various communities located along the road. 
 PW staff might',.
visit some villages to is
begin to learn 'if an arrangement

possible. Even if this 
 approach proves untenable, th
investigative efforts 
 would have a positive side effect lh
getting PW personnel into the field.
 

Local currency funds (PL480, Section 206) could 
 be used to
finance post project maintenance activities on the 
 Kaedi-Gouraye
road. 
 This option needs to be evaluated by GIRM and USAID.
 

5. Work Request
 

Additional work done by the project at the request of the 
 GIRM
includes the maintenance and repair of the M'Bout Km
to 70
stretch, 
 the maintenance and repair of the Kaedi-M'Bout road and

the lengthening of the runway at 

I \
 
the Selibaby Airport. The
§irst two actions are part of the project as stated in the ProAg.
They 
 also benefited the project by making transportation in the
area easier . The runway improvements only took three days 
 and
 may provide some positive, (though minor) benefits for the \hI
project. All three activities promoted good will, 
 which is an
important 
 prerequisite for continued collaboration. 
 We do not
recommend that reimbursement be sought from the GIRM for M'Bout-


Kaedi or Airport work. However the UN will 
 be asked to share
(at minimum) in the 
cost of repair (not maintenance) of the
 
section of road which it built.
 

The Governor 
of Selibaby has requested we build a 
new bridge.
This activity is too extensive for us to consider. We d 
rf 

recommend 
 that a study be done to determine what improvements in
existing combination bridge/ford are feasible.
 

6. Ferry Landing at Gouraye
 

A positive example of local cooperative effort and a significant
contribution to 
 our project activities was the completion of 
 a
ferry landing at Gouraye. The PW sub-division provided funds and
personnel; 
 the local rural works entity provided heavy equipment

and the local Governmental Administration coordinated the work.
 

It is believed that the crossing from Gouraye 
 to Bakel will
increase the benefits from the 
 project roads significantly.
While the stability of the landing is still in 
question, it could
be easily upgraded. It is important to note the high 
priority

the regional administration must have attached to the ferry
crossing to dedicate 
scarce resources to 
its construction.
 



F. STATUS OF PROCUREMENT
 

1. SMO
 

The biggest problem with procurement is 
the lack of a detailed
procurement plan. The preparation 
of this document is the

responsibility of the contractor (see contractor status). 
 Though
the off-shore procurement by surface ha 
 often required a six
month lead time, the 
 operation as a whole has been as
managed as any this author has seen 

well
 
in West Africa. The office


has been unusually creative its 
 efforts to expedite the
procurement of goods and commodity related services within 
the
sometimes rigid limitations of AID Regulations. In addition to
the office's adroitness in the field of procurement, its chief's

previous experience as mechanic and operator has permitted him to
offer much 
 valuable advice on equipment operation and
 
maintenance.
 

A critical component of the procurement process is a relationship

of mutual respect and good communication between the field 
 and
the procurement office in Nouakchott. In the past some
procurement actions have been taken 
without the necessary
consultations and the tone 
of some communications 
have been

unduly harsh. For example deletions made by suppliers on
requisitions without consulting 
 the TA team have caused much

consternation in the field. 
 While some deletions are unavoidable

they should always be cleared by the TA team. Constructive
 
criticism and information sharing are essential to the efficient
 
operation of the project.
 

The customs exonerations obtained by 
 SMO are done with amazing

efficiency.
 

Receiving reports must be requested in 
a timely manner by Project

Management so 
that SMO can maintain up-to-date records.
 

It is recommended that the very valuable Summary Charts of 
 Off­
shore Procurement should always include Estimated Arrival Dates.
This should be done even early in 
the process, when it is known

that they will have 
 to be revised several times. Despite

potential fut-re changes 
the initial estimate remains useful 
 for
 
planning purposes.
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- 30/OPE
 

Procurement and 
 local fund management by UNSO/OPE has 
provided
indispensible support to 
the project. The existing 
system
local procurement in Nouakchott will 
of
 

soon be enhanced by a system
for Dakar, which will greatly increase the variety of locally

available spares.
 

Preparation 
of a summary chart similar to 
SMO's is a necessary
addition. 
 This would 
 keep all concerned up-to-date and avoid
having things "slip through the cracks."
 

Unfortunately the attitude problems affecting M&M/USAID relations
have also affected the UNDP/OPE field 
director, who had the
misfortune until recently of being the only radio contact 
with
the field crew. 
 It is hoped that future problems will be both
communicated and responded to 
in a constructive fashion.
 

F. FINANCIAL STATUS
 

1. Financial Situation (see Addendum 1 
for Summary as of
 
1984)
 

The cost per kilometer is currently estimated at 
 US$56,535 as
opposed to the PP calculation of US$31,143. 
 The change in cost
may be attributed 
 to a number of factors including delays in
implementation due 
 to damage and subsequent repairs to M'Bout­km 70, increased equipment 
 and spares procuremenu to improve
machine mix and return it to working condition and increased
of technical use
assistance over PP estimates. 
 It is believed by
Project 
 staff that the UNSO model cost/km figure was simply 
 too
low to provide an adequate road for the region. 
 What might be
saved during construction 
would most certainly be lost in
maintenance 
 costs. 
 Last year's average rainfall caused
sufficient damage to show 
 clearly the long-run cost
ineffectiveness of this approach. 
 Furthermore M'Bout-Km70 was a
less 
 difficult terrain than the other segments, 
 which certainly
cannot be constructed at the 
same cost. Finally, the completion
of a high quality hydrological study has provided 
us with a much
more accurate 
picture of the required drainage structures. It
would be foolhardy 
 to ignore these findings and not follow
through with the recommenaed improvements in road specification.
For those who are concerned with the sharp increase in cost/km it
is useful to compare these figures with that for the 
 Aleg-Poghe
road, which cost $100,000/km. While this road 
was admittedly of
higher than necessary standards, it could in 
no way be classed as
a 
high standard road. Additionally, 
 it did not require the
complexity of drainage work demanded by 
 the Kaedi-Gouraye

construction.
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Cost estimates for this project are based on a cost/month, with

all equipment on line, of approximately US$262,000/month. Of
this, US$111,000/month is fixed 
 salary costs, US$4,625/day.

Consequently 
each day on which work cannot be done , and each
additional day of implementation costs the project a minimum of
 
US$4,625.
 

The critical conclusion 
coming fro' the cost analysis is the
 
urgent need for additional funding. 
 We have known for sometime

that the PP cost estimates were too low. 
 However, the magnitude

of the discrepency and the rate of funds dispersement have been

much greater than anticipated. At the present 
 rate of
 
expenditure virtually 
all dollar funds will be subobligated by

June of this year. This will leave no 
funds for contingencies.

Any imprecision in current cost calculations will not be able to
 
be covered.
 

If additional PL480 funds are used 
to reimburse dollar funds and
vital drainage structures are not procured (requiring adjustments

in the project implementation plan), 
 basic commodity procurement

could continue until December with the existing funds. 
 The
Project could then continue with local currency, possibly

reaching Gouraye 
 by June 1985. This assures that all cost

estimates are and nothing
adequate unexpected occurs during

implementation. Given the inadequacies of our costing data, 
 a

five percent contingency should be considered the minimum
 
acceptable. The USAID engineer believes the figures might vary

by as much as 
15 percent in either direction.
 

To complete the road as planned in the PP and 
to bring the UN

road up to minimum road standards will require an addition of
 
US$5,927,000 to the already 
available US$6,509,000. These
calculations of the project's costs include neither GIRM's
the 

contribution 
 of heavy equipment (valued at US$1,800,000) nor the

administrative contribution of the UN 
(value US$200,000). Within
 
the additional funds requirements it is important to consider the
different 
needs for foreign exchange (FX) and local currency

(LC). The LC costs are US$3,357,000 and could be made available

through PL480 funds if
, such can be provided in a timely
fashion. The remaining US$2,540,000 must be provided in foreign
 
exchange.
 

While the timely availability of PL480 funds is 
 possible, past

experience suggests it 
is improbable. An alternative is to use

dollar funds deobligated from other projects; 
or a combination of

the two sources. We recommend that all available PL480 funds for

this year be applied to 
the Project to allow time for preparation

of the PP supplement and amendment of the Grant Agreement. 
 This
would add US$762,000 to the local currency funds already

approved, slightly reducing the 
total need for additional funds
 
to US$5,115,000.
 



2. Financial Management
 

The financial management 
 of the project has been relatively
problem free. 
 Some improvements are 
being made in the already
certified accounting system for local purchases. There has been
 an 
 ongoing problem involving the method of payment for purchases
of critical 
 items in Dakar. (These 
purchases are considered
local). It has been proposea that a UN Bank account be opened in
Dakar by advancing US$4,000. The advance is 
to be reimbursed upon
receipt 
of payment for project commodities. We recommend that

this account be opened ASAP.
 

G. STATUS USAID PROJECT MONITORING/MANAGEMENT
 

1. Project Management Information System
 

The 
 Project Monitoring and Management done by the USAID 
Project
Manager has been more than adequate. We propose- that a simple
management information system would be a useful addition to
existing system. It 
the
 

would avoid having things fall through the
cracks or delayed by crises. 
 Such a system should be set up for
the Project Manager himself, 
 the Equipment Specialist, and the
 
Administrative Assistant.
 

2. Equipment Specialist
 

The Equipment Specialist has 
 been a key contributor to the
progress of the project as a whole. 
 His continual hard work has
kept the project moving. Plans he has prepared for equipment and
requisition monitoring system should be put in place ASAP.
 

H. Mt BOUT TO KM 70 ROAD
 

The first seventy kilometers of road from M'Bout toward 
Selibaby
funded by UNSO were 
constructed by approximately the 
 same
workforce 
as the current project, but with a different TA team
and a different philosophy of road construction. No systemized
design was done. 
 Instead ridge lines were followed as closely as
possible for alignment. Curves are 
often small radius. Fords
 were 
 built with no effort to estimate hydraulic characteristics

of crossing. As a consequence the road is 
at times flooded by
unchanneled waters. 
 Severe damage occurred during several floods
last year, leaving the road impassable at the Gafar crossing for
 
over 0 days.
 

Several 
 of the fords must be replaced by larger, higher
structures 
 be they fords, combo ford/culverts or other. 
 The
surfacing material used for much of the road is also inadequate.
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If this first 
road segment is not brought up to the minimum
 
standards required by the local environment it will not be worth
 
continuing our 
road. The cost of these improvements is
 
approximately U.S.$ 1,000,000 
. Records of the exact costs of

repairs should be kept and presented to the UN for possible

future reimbursement.
 

IV. SIGNIFICANT CHANGES FROM PROJECT PAPER EXPECTATIONS
 

A. Introduction
 

The fundamental assumption in the PP logical framework was 
 that
 
"Standards selected for improvements of rural roads meet
 
technical, social and economic requirements of the region". The
 
extensive damage suffered by 
the first segment of the road showed
 
indisputably that the design specifications were not adequate.

Our new understanding of the conditions 
 combined with other
 
unexpected changes in inputs (eg. 
 GIRM's contribution) required

revisions not only in the technical specifications of the
 
construction but also in the implementation and financial plans.

These revisions are now presented to demonstrate the gradual

divergence of the existing project from the situation anticipated
 
in the PP.
 

B. Technical Revisions
 

The Project Paper technical analysis,above average as far as it
 
went, did not include a center-line profile nor a drainage study.

Instead hydrological considerations were 
based on the experience

and judgement of the design engineer. 
 The extensive damage

caused 
 last year by average rainfall revealed the inadequacy of
 
the estimates 
 for the design water level, and hence fill and
 
structure specifications. The error in judgement 
 (which was
 
repeated by engineers from the 
UN, M&M, USAID Mauritania and the
 
M&M hydrological engineer prior to his study) 
is understandable
 
in light of the completed hydrology and 
 unusual drainage

problems. 
 For example a 566 square kilometers drainage basin
 
with a 
flood flow of 1,105 meters per second and an average flood
 
duration of 12-20 days was discovered. The magnitude of this
 
flooding was unlikely to be predicted, as the main channel is
 
only about five meters deep and 15 meters wide. Flooding had
 
been so general that high water signs 
were not clearly evident
 
nor was 
the flood plain easily distinguishable from surrounding

terrain. Revised technical specifications, designed to be
 
responsive to current awareness of 
 these drainage problems,

include increased enbankments, increased provisions for drainage,
 
and a more appropriate mix of heavy equipment.
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C. Implementation Plan Revisions
 

The implementation plan was altered to include:
 

1. Increased maintenance and procurement activities
 
associated with the restoration of the UN equipment;
 

2. Reevaluation of the'design standards; and
 

3. Repair work on 
the damaged road segments, essential to
 
secure access to the Project Sites.
 

Each of these activities contributed to delays in road
new

construction. The length of the procurement process had been in

general underestimated, particularly 
for certain makes of
 
equipment (e.g. almost one year for major
IH components).

Combined with the increased number of procurement actions

demanded by the poor condition and inappropriate mix of inherited
 
equipment, this led to significant Qelays.
 

The time spent repairing M'Bout to Km 70 diverted resources from
 
their originally scheduled activities. This occupied road 
crews
 over a five-month period as flash flooding 
 repeatedly rendered
 
certain wadi crossings impassable.
 

New road construction was further delayed as 
drainage structures
 
were reevaluated and plans 
 revised. Revisions required

acquisition and repair of additional GIRM equipment 
 to manage

newly determined embankment fill quantities. Culvert procurement
 
was 
 also delayed pending reconsideration of the, specifications
 
required.
 

D. Financial Revisions
 

The most important financial revision is 
the increased cost/km

estimate. The UNSO road built for U.S
was 
 $ 31, 143/km. Clearly

the savings made by adhering to this standard, have been undone
 
by the high cost of maintaining the segment.
 

Our revision of the technical specification, greater use of

technical assistance (including the important addition an
of

Equipment Specialist to our team and the 
use of shorterm TA) and
 
our need for nore sophisticated equipment mix to carry out the

work have all contributed to an upward revision in costs to U.S.
 
$56,535/kip.
 

E. Changes in GIRM Contributions
 

During the 
 course of the project there have been significant

changes in the contribution made by the GIRM, 
 both in terms of
 
commodities and participation.
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The value of 
 the GIRM's equipment contribution 
was increased
substantially by the addition of two graders, 
 three scrapers and
 
two bulldozers.
 

in Ministry of Equipment and Transport was unable to maintain the
salaries and indemnities of the personnel it had assigned to 
 the
project field activities.
 

The GIRM's ability to maintain the completed segments of the road
remains uncertain. 
 The GIRM's fourth Highway Project, supported
by the IBRD offers the best prospects for future maintenance.
 

As 
a result of these combined revisions the Project now faces a
serious shortage of funds. 
 It has become necessary to make
critical decision as a
to how to proceed.

terminated when current funds are exhausted? 

Should the project be
 
If additional funds
are 
 provided should the original plans for a Kaedi-Gouraye
be completed, road
or are 
there shorter sections that would be useful
and more economical, Section V presents the options, their costs,


advantages and disadvantages.
 

V. 
OPTIONS FOR FUTURE IMPLEMENTATION
 

Cost estimates in 
this section were based on 
the method used 
 in
the 
 Project Work Plan and Schedule and the most up-to-date
information cost
available. Uncertain drainage 
requirements and
production rates 
limit these estimates

level. Below 

to a 15 percent accuracy
we will analyze.each of the possible options

future implementation. for
 

Option A is to terminate the project with existing 
 funds. This
will 
 allow the project to complete construction of the road 
 bed
from M'Bout-Selibaby (approximately 22 percent of the 
 originally
planned construction). 

will be an 

In addition to the construction there
equipment park of well maintained 
heavy equipment,
vehicles machinery, culverts 
 and the infrastructure
(camps, maintenance equipments, etc.) 
needed
 

to continue road

construction.
 

Option 
 B is to construct one or 
a combination of segments of the
road, without completing the entire road 
from Kaedi to Gouraye.
Possibilities and 
their respective costs are:
 

(1) N'Bout - Selibaby. Additional cost 
$.8 million
 

(2) P'Bout - Selibaby - Gouraye. 
 Additional cost
million. $ 2.8
If no additional dollars are 
 made available, this
option could 
 proceed with an 
 additional equivalent of US
$2,000,000 
 in PL4b0 generated funds. 
 This would assume
imprecision in no
cost estimates and no 
 offshore procurement of
 spares after December l9d4.
 



(3) M'Bout - Kaedi; 
 M'Bout - Selibaby. Additional cost $
4.5 million.
 
Each of these sub-options has its 
own set of advantages and
 
disadvantages.
 

(1) M'Bout to Selibaby: 

Advantages.
 

a. 
Limited cost increase; and
 

b. No additonal project supplement.
 

Disadvantages.
 

a. Would 
not satisfy any of original project outputs or
 
purpose;
 

b. Despite the Grant Agreement standard clause that 
GIRM
will cover cost overruns, temination of the project at Selibaby
will give the GIRM the impression that USAID has 
not fulfilled
its commitment. Renegotiation of the Grant Agreement would 
 be
 
onerous at best;
 

c. The work completed would be almost useless
----a road in
the middle of nowhere;
 

d. There would be
not sufficient 
time to refurbish
equipment for subsequent GIRM use; and
 

e. Again, due to 
the time constraints, training would 
 be
 
very limited.
 

(2) M'Bout - Selibaby - Gouraye
 

Advantages.
 

a. If Gouraye is reached an 
economically viable road link
will have been established, i.e., 
 project outputs and purpose

will have been partially addressed;
 

b. Possibility of US dollar Grant cost increase; and
 

c. 
 Limited additional project supplement work.
 

Disadvantages.
 

a. Timing of generation and delivery,of PL 480 
 funds is
 
uncertain;
 

b. 
 Would not satisfy all project outputs;
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C. US would leave impression of defaulting on its
 

commitment;
 

d. Equipment would be left in unusable condition; and
 

e. Training would be very limited. 
 Some negative lessons
 
might be learned as equipment is abused in attempt to complete
 
the job on time.
 

3. 	Kaedi - 14'Bout - Selib.by
 

Advantages.
 

a. 	 Selibaby would be linked with Kaedi;
 

b. Most outputs and part of Project Purpose would be met;
 

C. Roads would be of high standards;
 

d. Equipment will be left in good working condition; and
 

e. Training will have accomplished much of its purpose.
 

Disavantages.
 

a. 
 Does not satisfy all outputs nor entire purpose;
 

b. USAID would leave impression of defaulting on
 
commitments;
 

c. 
 Richest rainfall area'of all Mauritanian would be left
 
isolated;
 

d. Economic benefits from ferry at Gouraye would not 
 be
 
realized; and
 

e. Expenses would almost equal these of option C (our
 
preference).
 

Option C: Complete road as originally specified in the project
 
paper with the improved engineering standards. The additional
 
cost for this option would be $5.9 million, based on a specific

design standard for the road and drainage structures.
 

Advantages.
 

a. All outputs and entire Purpose of Project can be
 
satisfied;
 

b. USAID will have honored its commitment (plus some);
 

c. Relationship with 
 the Ministry of Equipment and
 
Transport would be strenghthened;
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d. The roads would be of a standard which would serve as a
 
model for future use;,
 

e. 
 The equipment will be in good working condition giving

the 
 GIRM and other donors an example of what can be accomplished

with older equipment. The cost analysis of 
 this equipment

management system will be available for-future reference; and
 

f. 
 Project training activities would be completed, leaving

a core 
of qualified personnel capable of performing a significant

portion of the necessary maintenance activities.
 

Disadvantages.
 

a. The cost increase is very large; and
 

b. Much additional project supplement work will be required

to prepare the PP supplement, authorization, Grant Agreement

Amendment, etc.
 



Addend,,m 1
 

FINANCIAL IMPLEMENTATION SUMMARY (000'S DOLLARS) 

Proj. No. 0214 - Budget 

PL 480 Grant Total 

PL 480 (March 1, 1984) 

Earmarkings Accrued 
Expenditures 

Grant as of May 9, 1984 

Earmarkings Accrued 
Expenditures 

Completion of Road 
as Originally Plannec 

PL 480 Grant Total 
Equiv. Funds 

Tech. Assistance 

Commodities 

POL 

Local Costs 

Socio. Econ. Eva. 

Contingencies 

Imprecision 
Totals 

0 

0 

0 

$1,699 

0 

0 

0 
$1 299 

$1,561 $535 

2,626 2,626 

85 85 

433 2,132 

60 60 

45 45 

0 0 
$4_,10 $ 

0 

0 

0 

$1,699 

0 

0 

0 
$.99 

0 

0 

0 

$667 

0 

0 

0 
$667 

$1,431 

1,707 

106 

433 

0 

12 

0 
$3189 

$557 

646 

39 

431 

0 

7 

0 
$1_680 

0 

0 

0 

762 

0 

0 

0 
$762 

$636 $636 

1,379 1,379 

0 - 0 

1,791 2,553 

0 0 

80 80 

1,279 1,279 
$56 $5 
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Addendum 3
 

i~i::::': e.-u IicA~ of .Xaur-Itania
 
L;--:..-",cads (RIXaTla
a. t I. in -)r v&,een t Pr".-,- a 

::Best"':" Avcd........ 
 " 

Technical and rinanckal k-lic.-e "tation 

Program Docum.en:
 

Transfer Authorization No. 6-'.-'-X'.*X-COO-

GEN;ERAL : 

The nurpose of this pro r ram doc, - nt is to specify,. the conditions under,ich the local currency (Ouuiva) proceeds from the sales of U.S. PL 43tPro-ra.- Section 206 food aid provided throu.h Co-ission for Food Security
(CSA) are seed for the Rural Roads 
Inprovement sub-project of the 206
 
Dro-rar.
 

. bank account has been opened 
 in the na-e of the proect (AID No. 68-9-021
This account is rana2e by the UNSO/OPE Coordinator who shares joint resoor
sibilitv with USAID Project Officer for al! local Prolect expenses. 

This account 
can be, upon request, eamiGne 
and audited by official
renresentatives of the Government ocfthe Islaic Republic of ua.ritan .and the Govern-uent of the United States of A-e.ica.
 

The USAID Controller verifies the state of the account at 
the end of each
quarter, at 
a minimum; external financial reports relative to expended
funds 
(by budget category or sub-section) are furnished each quarter bY

the Office of the USO/OPE Coordinator.
 

These funds will be deposited by the CSA to the account to be used in thebudget categories as specified in the Technical and Financial Imple-.entatic,;

Pro-ra, iocum:ent (PET7F). 

!:ever:tlcless, we must note that while waiting for the 
funds to be deposited
b7 thle CSA, it has been necessa;,' to nake payT"ient on an exceptional an­provisienal basis frcm this account usin,- dollar funds (normally reser.ed:cr c::tarior purchases). T7.ese pa:.-ents nre fcor ]ocrl ex.penses vhichshoLd have •c, made -xcluzvc , uin-! tC.- U.S. foodci- sues nrccEc.:. .s .na c, oo u . rn . .r .t . ... . . a r i v u ,c : t . e l a, : : r " 9 r c - r e . , Mt r r
be r ir-bur c tc th. l&:.i of ttis - . ,- ... us acccn.-liS:..tb...r,.'i...i. a cCrt -,, ,:.t o . ..... , tl ur .it! curre~n:'v acc cu:.- t.' rciurse Roads Pr~jc cU.'. Co l'er Lcc, ';'., ;[:;:- aqut 
" '"5:' h:.'e L e - -~:'. 

_,.:C Z _ I cc 11:. 7 .. Cr -oV .7Ua c Sc " P u .-. Ro ­n " 
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the tthis rei.-.burse.ent 
is beln.- accc.iorhed, t.: 3 tz."
 
f-ti.bi:yu-e bc:,ea.- FF b'.t Sud . e .su-,£ '-s~o- fr: POL ':a be $10J,2K 2. !:ocever, t iere c~"ar ~ . 

.... for ?'0_ to sats-. t .. need t inbutn :Iuze sr, roteI. 
z.N I-aae to rei11urse the dollar and "ke n the proiecr 'c .;. " 

' .
" Cas, the $100,0 'i11w be used to ad.'ance funde to other li'e itc

until the additional sales proceeds becc:e avniiale. 
T., ubciv:sjonsi'

the sub-project budret for sale Droceeds Will not be exceeded or rez,,ce
b •..' more than 15" which is an allowable flexib!lit.. aronv subdivisions. 

The overall budcet categories, cr subdvicions, in 
the Rural RoadE Improvw-.
 
Project (682-0214) are itemized follcwc:
as 


I. PERSONNEL - SALARIES AND RELATZD COSTS INCLUDIN: 

a. Specialized oersonnel hired by the project;
 

b. Unskilled emploved the site;laborers at work 

c. The administrative assistant to the USAID Engineer;
 

d. 
 Selected local-hire procurement and warehouse personnel

essential to the movement cf co-modities to the Project, 
fro= the USAID Procurement Office;
 

.e. Other personnel as 
may be mutually a'!reed upon by the Mauritanian 
Government and USAIl, to keen the Project on course.
 

2. LOCAL TRVEL AND PEP, DIEMS I.7LUDI.:: 

a. 
 Purchase of airline tickets from Nouakchott to the worksite when­
ever necessary, or 
to Dakar to conclude urlent commodity purchases;
 

b. Purchase of places on local ground transportation; and
 

c. Other jointly apreed upon travel 
costs not covered by other
 
funds.
 

. VE.CLES - ! :TE%!...C AND FEPArrS1:,CLLTI::c: 

a. Procure:-.cnt of snare par' a,-I 

b. CostS for all lc::] scr-.izec an,., .. -coc:nr for th:" 
:mintenance of the Project's li7ht vehicles. 

.3/V
 



I~fT­

"-T'- • . .
 ..-" 	( .. :Z.LD ::
 

a .	 Va r i ou s u l ,:s l n , D e e )
 

b. 	Oils (metcr, hr.'-uliz, brake, etc.);
 

c. 	Lubricant1;
 

d. 	:'iscellaneous 
(radiator coolants, rotor traat.cnts,
 
penetration oils, etc.);and
 

e. 	In-country transportation of fuels.
 

5.i) 	MIACH;ES ..
UI.......- :-.INTE:::CE. PEPAIRS AD
 
PLRCI.SES I,'LU :..
 

a. 	 O.'erhaul of enc:ines on equipment provided to the project b: 
the GIR" : three (3) scrapers, two (2) graders, two (2)

bulldozers;
 

b. 	Spare parts for the above (CAT);
 

c. 
Various spare parts for o.har heavy equiment;
 

d. 	Three new ".ACK" Dump Trucks available at Nouakchott andsimilar to thos' of 
the project (if a-,reed to be necesssry 
by the GIRN and USAID); and 

e. Two 	 new srmall pick-up trucks available at Nouakchott. 

6. 	 COFT,UCTIO.N AD STRUCTURES ­ .MAITENANCE, REPAIRS AND 
YI;cOn	;" OR}[ I: POJESS ICLTjING:
 

The purchase of 
(1) raterials for construction or repairs,

includinc minor maintcnann2 cf housing units at carps, and
(A) 	su~plies required by the cc:structicn c~ntracts.
 

7. 	OFFICE SUPPLIES AND FNISHI:;CS - An!I!ISTPATIn*: 

S TEcM ;iC .A,!27 -"I" V T"-'T T'-
, I 2T. :,...
C 	 . .... 1. .'I-zn. 

a. 	 ECul: -nc 
 '.- ' -. .-cor rt.attcr- cf 
tc c -1ra .,,, eI ' , 17'ratcrirv , :c.; nni t 

b. 	 !.ra ria2. for .. rrc : /r c e rtructurE , -.­articu !a'r-vt.
cr::nt-:n ~ rm r. ha , 	 ' zr fo- r-, . r., culveatts, 



9. FREIGHT INCLUDING: 

Freight charges for transportation of materials and cammodit
 
excepting fuels (see 5 above).
 

10. CONSTRUCTION CONTRACT FOR A REPAIR GARAGE IN M'BOUT 

11. CONSTRUCTION OF SHALLOW OR DEEP WELLS INCLUDING: 

The cost of shallow, hand-dug or deep well construction (afunction of local hydro-geological conditions) and equipment
required for that construction sufficient only to meet thp
water.
 

12. CONTINGENCIES 

.3. IMPRECISION 

BUDGET FOR TRANSFER AUTHORIZA.tION NO. 687-XXX-000. 

The budget for this specific transfer is provided in Attachment A. 
Details of this budget may be examined at the Office of the Engineer,
USAID.
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Ai I ioi at im dI:; Routes iural es 
Autori.ation 1('ITransfer No. 
hS"'-.x:x-o'%-JI 16 

- _ .t. 

l'ersomine - Salaires et Cout 

s'v r,.pptrt itt 

Ieplac i.nuC !; locaix 

Vehfculc: eutretien et 
rLpdr,,t i t,:; 

irodults Ptl-rolirs 

Machiri's CL C.quipefment 

Cenl e cLiCI, rel)arations et achat 

C:nst.rctL lon eL structures 
cui ti'-t rt'plarationsiVn et 
pe.tie con'liuclioui 

thLterlckI vLc fouurnitures 
burenui tt idmain i strati on 

1.uteril s ct fornitt,,res 

tc'clut iflut's 

lre t 

ConsLrutcl!oi d'tn Ateier 

ConsL rurt inn d 'tn pin t ou forage 

imprev,,s 

Imp rccLs Ions 

TOTAUX (lllers (I'Ouguiyas) 

"irA1lV M(l ii v rs do: doI lars) 

Budget Semestriel
 
(en milliers d'Otigulyas) 


Besoins 
Besoins Besoins pour le 
Immedtats Mensue Is Seiestre 

15.150 Um 2.150 Um 28.050 UM 


250 50 
 550 


1.100 
 200 2.300 


5.950 2.250 
 19.450 


(-1850) 
 400 21.100 


+20,550 (forfaitaire)
 

1.200 50 
 1.500 


250 50 
 550 


1.500 50 
 9.750 

+7.950 (Forfaitaire)
 

450 17 
 552 


0 N/A 0 


0 N/A 0 


0 
 350 2.100 


0 1.050 6.300 


24.000 Um 6.617 1111 
 92.202 um 

$480 +28.500 U(Forfa.Ltaire)
$132.0 
 $1844 


+570 (Forfaitalre)
 

Budget 
Total 
PEF'F 


28.050 UM 


250 


1.100 


J5.412 


21.100 


1.500 


550 


6.600 


450 


0 


0 


0 


0 


75.012 UM 


$1,500 


Bldget 

Pruvi soi re 
Global til 
Projt.t dan: 
son enseml, 

66,250 in 

1.450
 

5.900,
 

63.200
 

38.300
 

2.400
 

1.460
 

29.150
 

850
 

7.350
 

4.000
 

8.400
 

25.600
 

254.300 I1, 

$5,6
 



Pr ,iet 

,u 

UN . 

ifI ,i i l i.tJsLre. 

f182-0214 

piar UNSO 
'i-Cc luijit (A 

A,,l inrat i.on des Routes Rurales 
Altor i:;i: ion dII Transfer No. 
,,"?-X'<:--0O00- 2515 Aflwndejwnt No. 1 Budget Semestriel 

(en mIlliers d'Oiiptivas) Budget 
ProvIsoire 

0 j e t 
Besoins 
Immediats 

Besoins 
Mensuels 

Besoins 
pour le 
Semestre 

Budget 
Total 
PEFT 

Glnlb-.l du 
Projet dan. 
son ensemb] 

'er;onnel - Salalres et Cout 
r'% r.leportant 

1eI-pincr,ilri 1ocaIx 

15.150 UM 

250 

2.150 

50 

UM 28.050 

550 

UPI 0 

0 

UNL 66.250 t 

1.450 
Vfihlcule:1c
rip:ir;,i i 

ntretlen et
!i,; 1.100 200 2.300 0 5.900 

Prodivits 'etro]iers 9.200 2.250 22.700 3.2s0 63.200 
NlChn,-5 et eqltipement
,it'-fcn, rep.arations et achat 

CorlitriicLiorl eL structures 

8.150 400 31.100 
+20.S550(forfaitaire) 

10.000 38.300 

.iLreti,ii reparations
jl ite c(,,,';tr,cLjon 

et 
1.200 50 1.500 0 2.400 

lblirtel 
biro:n, 

(-IoournLtures 
I:ihnIiI straLton 250 50 550 0 ].460 

;it,r i .l e-t fournittres 
, 

Frof 

[,( 
1.500 
450 

50 
47.950 (forfaitaire) 9750 0 

(.o,ilr,,cl ,ion t'un Ale ier 4.700 172 .650(forfaitaire) 5527.350 07.350 8507.350 
'v,-,r,,c t ,,-,',,n ',it ot forage 0 4 .000(forfaitaire) 4.000 4.000 4.000 
Imp r.viv; 0 350 2.100 0 8.400 
Imp rrcIs I ons 0 1.050 6.300 0 25.600 
TOTAIIX (Nil ers ,'Ougllyas) 41.950 UM 6.617 LI 16802 UN 24.600 UN 254.300 t 
I'ITAIX (HI II ,.rs ie do] Iars) $839 '35.150 UlM(forfaitaire)

$1.32 $2336 $492 $5 .086 
$703 (for[-i I aire) 
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11UIFE" TO SUFLEENTV? AND AIND AUTHORIATION Wt:- THE 
:lj;rT77 C:- 311GATIN ADDITIONAL FUNDS PRICR TO 

:P-'EM== 1 IF TE P?.CJ.CT "EIENTATICN SCHT.rLME IS 
A.C BE MAINTAIw vr END SUMMARY. 

2. TEE EISTORY OF TEIS PROJECT E!?LAINS MANY OF TaE 
CIRCUMSTAN C!S TFAT SURR UND ITS CURRENT IMLEMENTATION
FLAN AND T E FACT TAT PROJECT FACES A COST INCREASE LARGE 
IN PROFCRTIONS IF NOT IN A3SCLUTE .AGNITUDE. 

A) TEE ~F.SI.N ASSUvE. THAT THE UNSO DESIGN WOULD WOK.. IT 
rID NCT. THE UNSO/OPE MCD:EL FOR RURAL RCAD CONSTRUCTICN,
%BICH EAS I EEN APPLIED IN OTHER COUNTRIES WITH MIXED 
-; SULT , HAS PROVEN IN P RCPRIAT - ERE. IT PROVED 
INALE.UAT_ 7_VN FOR THE LESS DIFICULT TERRAIN OVFR WEIC! 
UNS C/C-. DISI-.NED AN' tIANAGYD THE CONSTRUCT!O OF TE 
- 7n 'BT SE-L..A.. . ITESRm m TW N E-S IGN
t -. CCNSTE.UCTICIJ 0:4 THIS SaE.INT IS OF SUFFICIENT TUALIT . 
IT 'S r 7 L; U U
 

.-. 7A Nir TEE -NE" "EiTD1,- :
COECT TZAT 
.... E F-.R T . ... .. ..... . , BE LY,. 

SAAFE .. :NCTO GA T..- AY WIP.N"AS IN PCOR 
1'_,N.,. A 0 .. ., AN" TE - 'Iy" WAS 'OT PF F,OP .TAT


CUPAsS,'T ITCNs W",.E ' R CONFIDENCE MISLAC:D.
, OUR 

rOLLAFS 3 ,.._ PEF fM PRCVED TC E TOO LC. 
 IN TE1 
rEI-VCULT TERRAIN O? C L 

B)TE ROJECT ASSUMED 71'V-A T TE 7 UA ROCA D 'dO1.LD B7 C~?ETZ 
-- A FI!4I3FE- PRODUCT. AST YEAR'S RAINS WASEED OUT LAPRGT 
FCRTIGNS Cr -EZ RCA2 AND SEc=,E T-AT TEE DESI 0- E

A.IA. SU I j -S C! TEE U RCA? 'AS NOT -0AD T,AT. 
. "A;?B-CI: : 0EE't'L C,..T y. T OI_ ILLIO DOLLARS TO r.N, 

- A . , .. . .. AL: 

IN GS T 
vOri-F!IE ECEC: ACCCUNT: PROCEDURE OF CCNSTEUCTION AS A 
C) TF7r-7 IES U 7) T =.IT CONT INUATI1ON CF T H.-3 UNSO 

ccc:C O:"E," THIS A SS:M p T ,D'T ? 1N T RIL '0 
OAr F _C. AJ TC LT T-' -T TOC-LC' FIOUE OF SIT'
TL' rc:. _IS .. 'JNT ' AS ULTIAATELY AUTEcIZED 

" 
 rULD CU"- C,F AY PCS SIILITY CF USING A
CCT? ! cc'..CTC?. I- TURr'RUCCUT TEAT TE 'C.I.... 
CC.SIV: -- ~-,:L I C".CTOR. H. 5 INAL?L~-~~-I C•:ILCNw EF3 cZ -".-,:A " ,E:"'--""CON'cTF.U CTE-D WI:TEO -' Ai 
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AND .INGJI N7 . ON SIT? TE-_rIRm.-PR 0 J 3C (TC-7 3) SFF 11R 11D AS AFZSULT. 

r) TEZ AID TAM HAS MADE MAMI ADJUST-' MNTS T TF? BASICSSIf-N OF THE FROJECT TO 07E-rO1 TE- ERR OUS-a L-R. C.'1" IP-N O-

ASSCM?TICNS MADE IN TEE DESIGN CF 2,C7" r TEE UNv AND TH_ AIDCORRE- WW ,Z N S AE TOPEOJECTS. • TEES . . C-.:E ,,S r - --CSAFI WE W R 
AVCID TEE rISASTER OF A MAJOR "UNDER-DESIN". BUT TE 

-. MIDY PAS A COST, A CCST WE MUST ABSCRB SINCE IMPROVEM-NT
6wC AND CCNST .UCTICN OF EACE OF THE ROAD SEGMENTS
IHENTIFIED IN TE PROJECT ARE AN ESSENTIAL PREREQUISITS
ICF AGRICULTURAL DEVELOPMENT IN TME AREA. 

.. AS CF NCY, TE PROJECT CANNOT ACFIVE THE OUTPUTS, 
FUPOgE, CR GOAL WITHCUT MAJOR CPERATONAL/CONSTRUCTION 
C-.FICATICSI ROM TEE EXEIECE WIT TEE UNSOT .AT:S OWSWICFvC:E 

_ . . .A) EST!"ATTS F RA INAGEIRMEN.. (CT STRUCTE.?,,D iMB-AV" E' %) WEF'- P'UCE TCC LCW; 

F STi m AT7S CF SPAR? PART- R'0 7 T, ' 1TS CIMISTIC!LLY 
"AS$ UPO.N AT WAS ASSUMED TO E LON MILEAGE USED 

.?CUI'vFINT, WR-, FAR TOO LO; AN)
C) STIATES O'F TEE TIME R QUIRED TO EXECUTE PCJECT 

'ISX R TO :ORT (AS A RESULT OF THE POOR W.i?, N 
u.ruI:( AND UNREALISTIC CPT1MISI" CONCERNING WEATEEUR AND L®AD.II I 7. AN A DITICAL NINE .CNTES IS NOW ESTIMATED FC? 

_I3
CC. PLYTICN C ALL ROAD S3G7'ENTS AS PLA,'NED).- FD A.t P Po -) 11-,APP.4XI-'TELY 
* CLS .= 0 IT TILIel IN AE l T 1'AL AID SUPPCnT IS NC.i 

=CC I>TE:C : NET T TC7 CO"PL2 I C',?O"F TE DCCNST~.. C. -- '.CNAL WILL TMI F..NG LLC' 'T 
CPLTICN CF THE TZREE ECA SG 7NTS AS PER TE PROJET 
F-REE AND CU PRCJ.ECT AGPEE'NT WITH GI1. IT WILL ALSOII.'NCZ rE .EEAFILITATON* Or T- UNSO CONSTRUCTED SE" v' 
( ., -'UT .. 72). US :.. ? G.- CJEC7%C. Al '-6- C TEE. ,- P WILL CC '1SIS OFSTr.,,_T &-EC....UCTC r U1 ALL WATE7R VZL ECAD .U LT TO PCP?,
Ei:JNzIp:G STANDARDS FOB TEE LOCAL CC'JDITIC*S. CCMPONENT3 
C- .- .- 1. TO 1URAY ROAD 7.CJECT ARE : 

U-- -- ------ -?- 9-', 

V ~r:7 --------------- -


:.?U TC3? LA E ..--------- 1.;
 

-------------------- 7 -=.;- Sl , . " , ''. C IC, IS BBc" DOWN AC ?X DCLS 2.2 .ILL 
',: iC 2,..'." MILL IGt.. .- ... SLCULD rtiN'iD_ i. Co 12/. _ 

TO TC A/ MDA:, CEAN&ES IN TEE CO'S RCr I'7 .CC, 

'. C"?R7'T PRCJC ST ' S AVD MAJC-. ACTONS TA.7 TC
I FEGVE PROJECT It"Pr'?L :T"ATION A:E LISTED BELO'I: 

---- A. E IG'.DT tPMETT MIX CTANGED AND ECUIP M .N7 ADD.D.
cECANGE-I.:WA TEE ADDITION O- SC-APERS 'EICF . 

NCT PA" CF TVE UNEO 7IMIADE 

Cl oF 11CCL.AS EC'TC72 =C.A -C.7t-"N 2171 

ECCNj CE3.. 

0 

ifVsu 

4 
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EUIYENT REPAIR SZOP ?UILT AT 
A'-OUT TO FACILITATE

CN-SITF- RE? AIR AN FOR FUTURE ROAD I'lTENANCE ACTIITIES.
 
GIRM ,CNTRIUT' 25 PILLICN UM (FRCM.. Fy 81, PL 4-,
NCTICN 2Z CCUNTE.PART FUNDS) FOR WOKSFOP AND OTHEREMENE,NANTICIPAT:-E_- LCCAL COST REQOIR 

C. F.AD DFSIq, SAADS C.A.nGED:
 
--- iT-- "ROME=.5 M TO 7 .
 
------ PTE, FRC' 30 CV 
TO 32 CM A_3OV7,FLOODING.

DESIGNED TO ACCOMMODATE 1.0. 

Atir LCCAL TLASH FLOOD CONDITIONS.
 

-,A-NAE, MAINTNANCE
 

------ FYI. ALIGNMENT, ECRIZONTAL AN4D VRTICLE 
 CURVES

*AINTAINED AT ORIGINAL SPECIFICATIONS FOP. DESIGN SPEED OF 

NI -'U. -'AIT'EN ;C CARRIED OUT ON KAE-I TO UT":OUJT
)C* %. PCTIC, CF RC.D (lE "M) TO PRCVID t C'CSSARYv 
CC,CCCISTUCTION SITE•
 

-...C: 
 CFOA EErU! A'iD MCITXG..AT._ RATE 
:" ? 22CE lv ... -E.Oa; ,t1 CF ROAD 3UIT 

"--: EYDRTC ,y sTUrr AND £RAI..A2,- W,.RJS rESI,3'ED FOR ". 

....*. LIV;PFNT CLZA.RED K.C"72 TO GOUBAYT.
 
IT
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...-. C,?-S=0R, AND LOCAL SUPP^.TT AND PRCCUREME.T SSTE, S 
ESTA2ZLISHED AND WORKING. 

r-- T-E:RE AU_ A NUM.?R OF OPTIONS FROM WHIC0HL ;CECCS: 	 AID CAJWITE RESPECT TO THE FUTURE IMPLEMENTATION OF THIS 
Pr.1JECT. 

... PROJECT 
VE PRCJ-CT WIIL EAVE COMPLETED CONSTRUCTICN OF THE ROAD 
TOD FCM M'ECUT TO SELI EAY, OR A10OUT 22 OF THE 
CRIINAL .. ANNED CONSTRUCTION. IN ADDITION TO THE 
CONSTRUCT!ON THERE WILL BE AN ECUIPMENT PARK CF #ELL 

A. T NAT WITE PRESENT FUNDS. AT THAT TIME 

•FAINTAINED HEAVY EUITIPEN - , Vr.rUCLES, MACHINERY, CULVEPTS 
ANr THE INFRASTRUCTUTr NTEDED (CAMPS, MAINTENANCE 
ECUIRENT, ETC.) TO CONTINUE ROAD CONSTRUCTION. 
B. CO'STEJCTING VARICUS SEGMENT, OF THE ROAD WITHOUT _ ,CCYLr IN.. TE WHEL F4 FRO :-., T0 GOU"RAY . EAC OF 
TCS "C'TP:;S EAS AN .S'zCCdATED CCST AS PE-SENTED EELO'. 
S'_z T C.TS OT- R C.M.P..NTSC. CE 
- -'ECUT TOG -SrLI-A.-Y, ADDITIoUIAL COST DOLS .aILitC;,. 

CUT, SL-.,
-... 	 GURATT. IDITI,.AL--. COS. DOLS 2.8
 

',;0UT 
 TC KAFD!; M'BCUT TO SLIrAB. ADDITIC'.%AL 
CS .CZ 4.L MILLICN. 

S TT RCAD AS CRIITNAL SPECIFIED I'I HECC17T11 

R.JEC:T APER WT THT I mD.OVEE E!INIEFFI - DOLS r .
 
vITION. 1 USAID'3 CCST A"ALYSIS 
 IS 3AS C.N A SPECIIC 
I.E$1% 3.!NDAFD FOR T7_ ROAD AND FA1N AG'. STRUCTUREs. IT 

. .....R.- E., T.. .OF 	 AND THE'- CON!TRACTOR :B:T" IN;I/ ?; 	;:vEF-- '. A - ON TU MPl[42TRTA. UA FOr. ,..
"7"77 y ) l I" Zl-I T.Z- THTNI A-%A C'PT.-L ­
.I 'i I L N:; C NE 1 C ! i S Ill2 =""E I i I A~L~.1 A 

T¢,.-yS-. .1;1.. . S 0.A 

.. L,
U.. O FSVORS COMP FTINI THE PPOJECT AS"
1,
t, PROP C'sT" C 	 TO C, Y-. I7 IS 
7. ,. T-E 

.'I'f" '4ITH T17 GIRE. TEE C2JECTIVES ARE COM?TI OF 
77S 	 -,t C7 ROAD AN,, TEE PROVISIONI CF INEPLASTFUCTURE NEEDED

CC Z: 7rVLCmENT.. ' C . 4E C OF THI ?EOJEFCT 

. .. WITH CIGIN:AL FLAN' AND WITF CUR EX!STING 

AGuL7,TUR .,..,I Tn COPT712Il.. 

ccP;- TC T....-U- VTLC 7'
C 7F"7.... 	 STRST T-7GY AND. C-2!C" 	 rC "'" 	 -O7S -U::FJc -,,OE.".C,'VT',.I$7 
:IlrL 7Z I TE HSi; AN TE, rT_-CT "'' I Lz L 01R
 
occ: z"M"NICAT:r 7
 

, yCCCC ,EE.rr THAT TE P00 JiCT S 0LD 2­
%.: -. 
 , 	 .. .¢ - A * ....7r !c.. ... "I 	 C -ET I(N OF . 

r) A. 1 %'C"-I, JL" 	 L: T --F- v 'D E C T. ? A-PIT 

L.. . I",T. 	 ,,. AS._ :ioUu. 
..IT ..I s F C i T ,NS3IY. 	 C 
CT o,"' rPINOT NC ' 

FC; .. -- THAT I..DCES 'CT HA F
 
A A:r: T ..TIC;,TI TO CC NC7 FUNT' C... r
. 1 'Tr 

: Uc:":E TC DEV LO--k Er 07 TE PrGIO ' T3 
C C 	 . .TC . L 7C'OC CF THE F' FROM "CTURD 	 T)

SEL'.A.- LuAVE .. E_ AND LFAV:.S Ti7 A-DI­
11t''::u: :'ICN, I.'?OCF. :'-',%. COYiPLETI,,. O,, TEEKEH 

.
 .. 	 , -.. -- -- - - - '- .-- ­

http:IDITI,.AL
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-IZC.AS S!CT.ICN Z" CF ,C.---, '"1 

-LI-ABY PCRTICN STI1L, LFA7ES IOUiF AY ISCLAT D, PFOVIDING 
CCZSS C .UUP.AY- HAS BEY AN GBJFCTIV OF TE ?OJ:,CT AS 
OUAY! IS T AND -ON 7 THE OVENM EN T AND OTHERCNCRS (IFAr, I'Rr) AR PLANDI, IRI.AA.S2TD AGRICULTURAL 

.C,,_CTiS IN ,.AT SECT POLTICALLY IT ;OULD BE QUITT 
NcATiSACTCFY TC HAVE MArZ A COf4T-l NT" TO BUILD AN
 
MPCRTANT ROAD IN THE RIVER BASIN AND TEEN NOT TO COMPLETE 

r
uI o7. USAI IS PRTPARED TO REC3LIAT2 PLANNED DIIGATICNS 
SCE UP T DOLE r.2 MILLION -O? TEIS PROJCT UNDER DC.G_-REO.UT.ORITY. (TES.. DLITIOIS WILL COMUE ROM PROJECTS 
[.=AT W7FT TERrINATED LAST YEAR WEN USAID FINANCED 
ACTIVITIES I N RURAL DEVZLOP 'ENT STOPPED.) EASED UPCN THE 
5-IS_;" TINANCIAL I 'LPt4NTATICN PLAN AND CASE FLOI 
AA 'il. SL FOY - 0 S"-_CTION 2ZE GNEAT D LCCAL CUREnEFNCY,

I,'&- TI kVVALALLT- "TNER 0FA... C' .- 7_E C7 n TL ?O TICNS:. 
, 'rC 7' $3 YC -,. L 4EJ S-ciO:: -2 N-CUNTRY FCC) ALES 
.. C I C n7 - C77n -. 'PAI7q ILI-Y 0

TRES7 A::ITIZNAL FOOD "?.-7$ PCE"DS R--_SUITX....1" IC BT7.(- ..... r=-7 .S.......TI e23C- PF71mF5X

C -OR E TIO ': . 4RE T T c 22-I .C...^y

C. = p.3 . c,2 

cU ?B-CFCSE:rP': T- S, -C~n' NE F1g247 7DA, :)NSAI"EzI~tI FRA~" NC '1_;=7;M; "1 ,......... ~ NE ,,O CO ?LETZ TE-, AS
*~ULP l P..JEC2 
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'U'CL.S SECTION 04 Or S14 NCUA:CET 21712. 

DISCUSSICNSs. ATE sE!N _ID W:EE .",rStTATIV.S C? Ty.
 
UrP, UNSC ANCD OP T CCNCErNI N0F.-.. C-: 7 3 PCRTI.-N CF T.H.T
*FCAD AND TE RTHAPILITATIOJ -DE. D,,:.NG;FTEE Wt. c_ 
APRiL AN UNSC/OE TEAM VISITl?')jSAID AND TE PROJCT SITE. 
tsO AGI S TA E IEDIAL VC R-: I" REPUIRSD BUT STATES -HAT

1UNSAR NCT A7AILABLe, W9.IL- USAID RECOGNIZES THAT WE
,AFFNT 5SPCNST'LE FOR THE C- 70 PCRTION CF T.. P.OAD, IT 

I UF.CF leAT-D IN TEE MIDDLE OF TEE ROAD WE ARETUNATELY 

NANCING A.ND N,'EDS TO BE EEAE1LITATED. JNSC HAS BEEN
 

11CUlSTING DCNCR FINANCING FCR A SECOND PEASE OF ITS RURAL
CArS ACTIVITIES IN MAURITANIA FOR MORE THAN ONE YEAR.
 
IRE TFE TO GET -UNDS THE C-<70 RCAD VCUTID BT A .IGR
:FIC ITY USE OF TSE FUNDS. UNSO .RAS NOT BEEN SUCCESSFUL
N FINrING rCNOFS FC TEE MAURITANIAN PROGRAM ANr WE DOUBT
 
'FEY IL T COE WIT. TEH FUNDS P.EOjI3R7D IN A TIMELY
 

'2'lT IcS ....GI ';' RAD IN!:T'ANC' ACTI7:IETS IN 
NITI
1"E .ELN.C- TU".'S CA'.... : ACAILASLU .7OC.D 

CC 
' 
N C1 1:'13AC1r rN nD T' .- ; o u P.7 Y~cCNs:?Cc:Iov:I CC DATAF-T:. ITD, UNSO F'.ANCED,


G:N'-R "I ?OS:D CETLY. TI"NP7-IN0ESR " 
.. 77- WCR
 
I0 ,=.,rT 0 AICLUD IEVEL A MAIN ' PGCC-, C R .. .AY 


12.,,O:\EE T ? AND T._ USAID EVALUATION d'LI AF.I7E 
.2AI:/" URIN J "!!r TCURT: WEE': C- APRIL. REQUEST PROJECT 
CCITS C1 ,VE:' UCON TC..PSCN . 1.1RRI'L TO CONSD
F?C?"E C3s .31 N T::7P;ICA: ?rAN F NA NC 1. PCAi'C 7-GCSALCL:E N A/.' .,ICE TEO? O " PtIAICI P A C . 

IA. PIHASH .I I 7C C I E 

=
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