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13. Summary

Many AID and GOB inputs to the project have been delayed
from the Implementation Schedule in the PP, some by over a
year. However, all project Technical Assistance is now in
place (three of four for over a year now)}, all training
planned in the PP has been initiated and two-thirds of the
lst tranche road maintenance egquipment (in terms of cost)
has been in use since January 1981l. Roads Department Main-
tenance Branch (RDMB) staff and the project TA have worked to
accomplish a major reorganization of RDMB personnel and equip-
ment, have develorned maintenance plans for all the gazetted
roads in the country, and have established a cost accounting
system to monitor maintenance performance. The prospects of
achieving planned project Outputs and Purpose are encouraging.

Avoidable delays with 1lst tranche procurement have been
caused by Ministry of Finance and Develooment Planning (MFDP)
problems with Letters of Credit for most of the many smaller
suppliers of egquipment and with Central Transport Organization
(CT0) lack of attention to spare parts procurement. The 2nd
tranche of procurement began in September 1981 with plans to
purchase jitems from only four suppliers and to use
Direct Letters of Commitment for all transactions. It is be-
lieved that the streamlined procedures and experience gained
in the 1lst tranche should eliminate most problems in the 2nd
tranche.

Now that the project is well into actual road maintenance
operations, there is increasing concern over the arrangements
being made to utilize personnel and commodities for maintaining
the road equipment, The utilization of mechanics, mechanic
trainers and spare parts has been discussed with RDMB and CTO
officials, suggestions have been made, and written policy
decisions have been requested.

14. Evaluation Methodology

A PES scheduled for September 1980 was delayed due to
the unavailability of the REDSO/EA Procurement Officer. 1In
early 1981 USAID/Botswana decided to combine the PES with the
special Mid-Project Evaluation, scheduled for June/July 1981.
This PES Mid-Project Evaluation is intended to (1) measure
progress towards providing project inputs, (2) provide pre-
liminary indications of the likelihood of achieving the desired
outputs and purpose, and (3) reassess the procedures and pro-
posed list of eguipment planned for the 2nd tranche of procure-
ment. An evaluation team composed of John Pielemeier (USAID/
Botswana Assistant Director and the former Project Manager),
John Lewis (REDSO/EA Procurement Officer), and Stafford Baker
(USAID/Botswana General Engineering Officer and the current
Project Manager) inspected project equipment and RDMB and CTO
facilities, and discussed the project with RDMB and CTO
officials in Ghanzi, Maun, Francistown and Gaborone. Individuals



providing major contributions to the evaluation were:

RDMB

Niels Schultz - Principal Roads Engineer (Maintenance)
Peter Argo - Senior Roads Engineer -~ Maun (Project TA)
Friederich Sander - Senior Roads Engineer - Francistown
Frank German - Senior Technical Officer - Francistown
Helge Simenstad - Senior Roads Engineer - Gaborone

Warren Niles - Cost Accounting Specialist (Project TA)

CTO

Leonard Mukokomani - General Manager

Dave Beattie - Chief Mechanical Engineer

Doug Hardy - Fleet Manager

Gobul Nair - Procurement Officer

Valentine Phumaphi - Mechanical Engineer

A. H. Rossenkhan - Workshop Manager - Maun
Collin Hawes - Chief Technical Officer (Training)
Bob Rokos - Mechanic Trainer (Project TA)

Ron Cox - Mechanic Trainer (Project TA)

15. External Factdrs

The recent independence of Zimbabwe and formation of the
Southern African Development Co-ordination Conference (SADCC)
have resulted in significant dialogue among southern African
countries concerning transportation linkages and economic
cooperation. Increased economic independence from South Africa
has been a major theme of these discussions. Improvements to
railroad networks, ports and regional road links have been
emphasized with little said about maintenance of internal country
road systems. This emphasis has had no immediate effects on
GOB priorities, but indevendence to Namibia may change trans-
portation budget priorities to a rail link with that country.

16. Inputs

Delays have been encountered in provision of almost all
AID and GOB inputs to the project. Coincidentally, however,
inputs have been delayed by approximately the same time, result-
ing in no significant inconveniences to the project. For ex-
ample, completion of spare parts storage and maintenance/repair
facilities for RDMB depots throughout the country has been
delayed by a year, but at the same time, procurement of egquipment
and spare parts and CTO recruitment of expatriate mechanics foxr
secondment to the depots have also been delayed. The facilities
should be complete by the time equipment is in need of repair,
mechanics are all available, and spare parts arrive. Specific
levaluation findings, grouped by type of inputs, are:

a. Technical Assistance. The RDMB and CTO are very




pleased with the quality of TA they are receiving, but the
assistance to RDMB seems to be a much more integral part of
the project than the TA to CTO. CTO sees the two mechanic
trainers as filling staff vacancies connected with a broad
range of their training programs, not just the heavy equipment
mechanic training important to the project. The appropriate
use of the two mechanic trainers has been the subject of con-
siderable discussion and correspondence between USAID and CTO,
but the issue remains unresolved at this time. Delays in
recruiting the two mechanic trainers has been one factor in delays
programming mechanic training in the U.S. and in procurement
of training material.

RDMB believes that a one-~year extension to the Cost Account-
ing TA contract will be necessary to completely localize the
position, and has informally requested consideration of project
funding for the extension. '

CTO has recruited and hired four Mauritian mechanics for
secondment to RDMB. Two others are to be hired soon. The six,
together with three mechanics previocusly employed by CTO, will
provide an expatriate mechanic for each of the nine RDMB depots
throughout the country. The responsibilities of these seconded
mechanics is the subject of ongoing discussions between CTO
and RDMB. '

b. Training. The USAID and GOB project managers have
made a conscious decision to increase the duration of training
courses where they and the project TA have felt it to be appro-
priate, and have tentatively agreed to use a portion of the
costs savings identified in the budget review to fund training
of additional participants.

RDMB and AID agreed that formal training for the Motswana
Cost Accounting System counterpart would be more appropriate
after on-the-job training with the Cost Accounting Specialist.
The counterpart departed for training in the U.S. in August
1981, about a year and a half later than had been planned in
the PP.

c. Commodities. Procurement of road maintenance
equipment and spare parts has been delayed by unresponsive
bids to the original tender package, delays in AID/W approval
of a subsequently required waiver, MFDP confusion with language
and amounts of Letters of Credit and insufficient CTO action
and follow-up with suppliers. Financing for mower attachments
and mechanical brooms was shifted from AID to the GOB when no
interest was expressed by U.S. suppliers.

All 1st tranche equipment and spares were to be in Botswana
by October 1980, but many items arrived in late 1980 and through-
out the first half of 1981. AID financed Bitumen Sprayers and
GOB financed caravans have not arrived, and GOB financed mower
attachments, mechanical brooms and 10,000 liter watexr bowsers
have not been ordered as of September 198l. The last spare parts

i3



orders for AID financed equipment were placed in August
1981. .

At the time of this evaluation, the Caterpillar heavy
equipment, the International Harvester trucks, and the Ford
and Same tractors had been available and in use by RDMB for a
significant period of time. CTO and RDMB staff have been
extremely pleased with the performance of the Caterpillar and
Ford eguipment, generally satisfied with the I.H. trucks (some
were delivered with electrical and steering problems that are
gradually being corrected), and disappointed with the Same
tractors—-(they are perhaps too sophisticated for the operators
and have had continual mechanical and electrical nroblems).
Mechanics in Ghanzi (Western Botswana) are concerned about
the difficulty in providing good quality operator/mechanic
service, and petrol, oil and lubricants for the Caterpillar
equipment. One of the eighteen Ford tractors has had gearbox
problems and dealer support has been unsatisfactory.

While the Ford LDV's have not been in the country long,
RDMB and CTO believe the air clearer assemblies are not appro-
priate to conditions in Botswana and have recommended refitting
with a South African designed assembly.

d. Construction. The GOB and IBRD funded RD 12
project has constructed nine RDMB depots consisting of work-
shops and stores at Gaborone, Kanye, Kang, Francistown, Palapye,
Mahalapye, Nata, Maun and Ghanzi. The facilities are all
complete except for minor finishing work such as rainting and
installation of gutters at a few sites. The workshops will
provide facilities for seconded mechanics to carry out main-
tenance and minor repairs on road eguipment and the stores
will hold fast-moving spare parts.



INPUTS BUDGET

A budget review of the cost of project inputs projected
through the end of the project indicates approximate savings
of $28,000 in TA, $39,000 in training, $8,000 in non-eguipment
commodities, and $115,000 in other costs—, for a total of
$298,000.

Cost overruns in the lst tranche of egquipment totalled
approximately $160,000. The GOB has agreed to purchase
5 LDV's scheduled for AID financing (at $53,000) in the
2nd tranche of procurement, reducing the total shortfall in
the 2nd tranche egquipment budget to $107,000.

Non-Equipment Budget Savings v $298,000
Equipment Budget Shortfall 107,000
Available for Reprogramming $191,000

It has been tentatively agreed by USAID and the GOB to
apply the cost savings as follows:

One year extension Cost Accounting TA $ 50,000
Computer Training 15,000
Refitting of 4x4 LDV's 16,000
Additional Short Term Training 110,000
(5 at $22,000)
Total _ $191,000
1. "Other costs" savings are in local support budget for TA

that became unnecessary when TA was changed from Direct Contract
to OPEX arrangement.



17. Outnuts

Although many delays have occurred in provision of
project TA, training and equimment, progress has already
been made towards achievement of some planned outnuts and
all outputs seem likely to be achieved. The status of
planned outputs are:

a. Equipment. The project planned to reduce fleet
obsolescence from 75% to 0, reduce fleet size from 249 to 247,
standardize on no more than 2-3 makes of each type in the
fleet and improve equipment availability. Using the strict
obsolescence guidelines AID engineers suggested in the PP,
fleet obsolescence stands at 48% as of Aucust 198l. The
planned output of 0% obsolescence by the end of the project
will not be achieved if the strict PP guidelines are followed,
because CTO has recently adopted a different estimate of
vehicle lifetime (based on actual annual use in Botswana) for
scheduling vehicle replacement. AID engineers used 4 years
(2,000 hours ner year) for heavy equipment and 3 years for
trucks; CTO uses 8 years (1,000 hours per year) for heavy
equipment, 5 years for heavy trucks and 3 years for light
duty vehicles. Using CTO guidelines and taking into account
the major overhaul of towed dumping trailers, fleet obso-
lesence stands at 33% as of August 1981l. The replacement of
sixteen caravans (new caravans have been ordered and shipped
by the supplier) in the near future will reduce obsolescence
to 27%. :

As of August 1981, fleet size stands at 271 vehicles..
Some items still on the register are actually scrapped and
being used for spare parts. Other items are still serviceable
and slow to be turned in by the field depots.

CTO has no written standardization plans but, nevertheless,
has encouraged standardization and now has no more than three
makes of any type of equipment. With project procurement and
planned bocarding of older equipment, the number of types of
front~end loaders, rollers and LDV's in the fleet will be
reduced even further.

Equipment availability has improved because many of the
items are new. Significant improvements can only be evident
after maintenance and repair by CTO becomes necessary. Initial
impressions are that the seconded mechanics are very capable
and CTO/RDMB cooperation in the field is excellent.

b. Administration/Management. Planned project outputs
were an operational cost accounting system by June 1981, annual
maintenance programs based on the improved accounting system,
improved road maintenance productivity and localization of the
accounting system. The cost accounting system computer was
programmed in early 1981 and was fully operational on schedule
by May 198l. The first annual maintenance plans have been
prepared for each of the districts with planned productivity
based on anticipated work of new equipment. These plans project
improvements over previous years of maintenance. The programs
can be expected to show some adjustment in the short-term as




the actual productivity of equiovment and operators is re-
vealed. Actual improvements are expected over the long-term

as the fleet becomes increasingly modernized and operators
become more familiar with the new equipment. The' cost account-
ing system is set up to measure and compare productivity over
time for different road control sections and road maintenance
units. Cost information from the system and the budgeting
system now being programmed will allow RDMB to accurately
predict and justify future budget requests.

U.S. training for the Lotswana Cost Accounting System
‘counterpart is just getting started and RDMB has recommended
a 2nd candidate for similar training. The project TA Cost
Accounting System Specialist and RDMB believe that an extra
year of TA will be required before the two Batswana can take
‘over management and operation of the system.

c. RDMB and CTO personnel. The project has, as a
planned output, the promotion of trained MB and CTO personnel
to more responsible positions. Training is behind schedule
but GOB interest in longer courses and training for more
personnel indicates that an impact is likely to be made,
though possibly later on or even after the project is over.

18. Purpose

"To improve the capacity of the Ministry of Works to
adequately maintain its large and expanding road network built
to achieve the three objectives (sector goals) described above.

End-of-Project Status (EOPS) conditions and their status are:

a. Modernized and appropriate road maintenance fleet.
Arrival and use of lst tranche eguipment has already made con-
siderable progress towards achievement of this condition.
Availability rates are up and preliminary indications are that
the new eguipment is appropriate to Botswana conditions.

Complete achievement can be expected within a year as 2nd tranche
equipment arrives, old equipment is sold or scrapned and
equipment maintenance facilities, nersonnel and procedures are

in place and functioning.

b. RDMB efficiently carries out maintenance program.
RDMB has organized its personnel and eguipment into functional
units. Routine maintenance is performed by the Grading, Mis-

cellaneous (repair of potholes and depressions in gravel roads,
culvert cleaning), Repair/Culvert (new culverts or major re-
pairs), Bushdrag (smooth corrugations in gravel roads--to be
renamed Towed Grader Unit), Sand Spur (establishes pre-made
tracks in sand roads), Bitumen Repair, Grass Cutting and Fencing
Units. Periodic maintenance is performed by the Regravelling-
shoulders, Regravelling and Bush-~Clearing Units. Annual main-
tenance targets are based only on estimates of egquivment and
staff productivity. Actual productivity will be measured over
the next year as remaining equivment arrives and is used. The
maintenance programs will then be revised to reflect actual
productivity and the system should begin an annual cycle of



monitoring to measure improvements in productivity (caused

by improved operator or equipment maintenance efficiency, for
example) with subsequent adjustments -to the annual plans.
Achievement of this EOPS condition can be expected by early
1983 when the third annual maintenance plans are being pre-
pared.

c. Increased numbers of trained local personnel in
key MB and CTO positions. The cost accounting specialist is
the only position likely to be localized (as a result of
project training) -by the end of the project. Five or six
RDMB ‘'staff will have returned from training by the end of
the project (two have already returned) and will be promoted
to Chief Technical Officer and Senior Technical Officer posi-
tions. The training program for the first group of four CTO
mechanics has been extended an extra year over the training
period outlined in the PP, and they will not return until the
end of the project. They will be in a position to replace
some of the expatriate mechanics seconded to RDMB depots.

Two or three MB staff will complete Engineering Degree train-
ing after the end of the project (with funding transferred
to the Southern Africa Manpower Development Project) and may
replace expatriate engineers in MWC at that time.

19. Sector Goal

"To upgrade the transport sector in Botswana to:

a. Promote development and the provision of basic social
and economic services in rural areas;

b. Encourage exploitation of the development potential
of isolated regions of Botswana; and

c. Decrease Botswana's dependency on existing transport
network through South Africa."

The project has not been underway long enough to make
any contribution towards achievement of this sector goal. The
recently ‘prepared first maintenance programs for Botswana in-
clude extensive regravelling and periodic maintenance of some
of the worst roads linking the developing eastern portion of
the country to the undeveloped central interior and western
regions. Any -'constraints to development of these areas caused
by the poor roads should be reduced as these roads are improved.

With the recent independence of Zimbabwe, it has become
increasingly apparent that reducing Botswana's dependency on
South Africa transport links is dependent as much on what
Botswana's neighbors in Southern Africa do to improve their.
transport routes as on what Botswana does to its internal
system.

20. Beneficiaries

Roads Department Maintenance Branch operations maintain



or improve the gquality of all gazetted roads throughout
Botswana and therefore, benefit all the country's population
except those isolated from the gazetted road network.

Principal benefits are lower vehicle operating costs
or lower transport costs for people who use the road system
or consume and use goods and services transported over the
road net. Most of the maintenance operations are on the
worse roads in the country. This tends to bias benefits
towards people 1in the poorer northern and western areas of
Botswana. It is too early in the project to guantify actual
benefits to these people.

21. DUnplanned effects

Not pertinent at this time.

22. Lessons Learned

To date, project administrators have been primarily
concerned with providing the project inputs. This evaluation
has focused on provision of inputs and the evaluation recommen-
dations are concerned with improving that process in order to
better achieve the project objectives. Recommendations cover
two major areas: (1) the informal administration of many
of tHe project components, and (2) actual procurement pro-
cedures. :

An impressive number of CTO and MB personnel can gquickly
pull out of their files a green covered, often referenced copy
of the Project Paper, used to guide their activities related
to the project. The guidance is very general, however, and
many decisions on project related activities, such as scheduling
of procurement, delegation of authority to seconded mechanics,
assignments and responsibilities of mechanic trainers and
inservice training plans for mechanics, are made on an informal
basis. Often other interested parties are not consulted or
informed. The result has been delays, confusion and less than
optimal use of project inputs.

Similar results have characterized lst tranche procurement.
AID/W delayed approval of a waiver to purchase trucks from
IH/RSA. MFDP continues to have problems with shipping instruc-
tions, amounts and expiration dates of Letters of Credit. When
suppliers are slow to respond, CTO fails to utilize all the
resources available to them to expedite procurement. For
example, CTO attempted for months with no success to obtain
updated costs for Caterpillar spares from the Caterpillar office
in Geneva, Switzerland. When AID learned of this, a call by
the project manager to a Caterpillar representative in South
Africa produced the costs in a week. With a 2nd tranche of
procurement coming up, the evaluation believes some modifica-
tion to procurement procedures is advisable.




The evaluation recommends that:

1. CTO and RDMB should agree upon a plan formalizing
‘the responsibilities of the mechanics seconded to RDMB, and
describing the system for the procurement and the distribution
of spare parts to be used by these mechanics. In order to
obtain maximum efficiency in the utilization of all RDMB
equipment, it is recommended that the seconded mechanics be
permitted to carry out primary and secondary maintenance of
all RDMB equipment (including vehicles).

2. RDMB provide USAID with an updated plan for locali-
zation of the Cost Accounting activities in Ministry HQ.

3. CTO provide USAID provide—USALD with a plan for
utilizing the two USAID-funded mechanic trainers for the
duration of their two-year tours. Following the objectives
of the project, we believe these two technicians should work
primarily, if not solely, on the training of plant mechanics
rather than automotive mechanics. We suggest that this nlan
take into consideration the plant mechanic teaching needs of
the Automotive Trades Training Center and the in-service
training requirements for plant mechanics (including assistants

for plant mechanics seconded to RDMB). :

4. All USAID-funded project technicians should provide
USAID with brief quarterly reports outlining work accomplished
over the past quarter and describing work planned for the
subsequent quarter.

_ 5. All 2nd tranche procurement should be financed
using USATD Direct Letters of Commitment.

6. In order to promote the standardization objectives
described in the Project Paper and the Grant Agreement, USAID
strongly recommends that equipment financed under the 2nd
tranche be from the same manufacturers that produced the
lst tranche equipment, if reasonable prices can be obtained
- from suppliers. (A proprietary procurement waiver for
Caterpillar and Hyster equipment was approved on July 10,
1981). 2nd tranche purchase orders should require deliveries
on an FOB CTO Workshop basis.

7. CTO should review all Purchase Orders for equipment
financed under the lst tranche to determine if suppliers have
met the established delivery schedules and if any penalties
should be assessed in those cases where schedules were not
met.

8. CTO should consider providing follow-up training
for vehicle drivers in order to ensure full utilization of
the capacity of the new equipment and to ensure the availability
of back-up drivers.

9. RDMB, CTO and USAID should hold regular meetings to
discuss the status of project implementation.

10. The Budget Review in Section 16 indicated cost savings



from the non-eguipment elements of the project and cost
overruns for lst tranche equipment procurement. At a meet-
ing with Ministry . officials held June 3 it was the general
consensus that the excess funds should be applied as follows:

2nd tranche overruns $107,000
Technical Asst. (Cost Accnt.) 50,000
Training (Cost Accounting) 15,000

Short-term training (CTO and Roads Dept.) 110,000
5 at $22,000
Misc. Refitting for 4x4 vehicles, Cont. 16,000

$298,000

The MWC through the MFDP should provide USAID with a letter
confirming this proposed use of excess funds or providing an
alternative recommendation.

11. Project evaluators should adopt the CTO replace-
ment schedule for measuring fleet obsolescence.

23. . SpeCial Comments or Remarks

Attachments
1. Detailed Status Report on Project Inputs
2. Letter to Schultz dated April 30, 1981
3. Letter to CTO General Manager dated April 28, 1981
4, Schultz letter to USAID Director dated June 2, 1981
5. Project Implementation Letter No. 19 dated

July 30, 1981
6. CTO comments on draft evaluation dated
September 29, 1981



A.

STATUS OF PROJECT INPUTS

AID Financed

PP . ACTUAL
ETA START
1. Technical Assistance.
a. Roads Engineer 6/80 5/80
b. Cost Accounting Specialist 6/80 7/80
c. Mechanic Trainer 11/79 9/80
d. Mechanic Trainer 6/80 12/80
2. Training
PP ACTUAL
No.'s START DURATION No.'s START DURATION
a. CTO Mechanics 2 2/80 9 months 4 9/81 2 yrs.
2 9/80 "
1 9/81 "
1 9/82 "
b. MWC RDMB 2 2/80 " 5 8/80 1 yr.
2 9/81 "
¢. Cost Accounting 1 2/80 6 months 1 8/81 6 months
d. Engineering Degree 1 9/8Q 4 yrs. 1 9/81 3 yrs.
1 9/81 " 2 9/81 1 yr.
3. Commodities PP ACTUAL
QTY. ETA ARRIVAL
a. CAT 120G Graders 5 9/80 1/81
CAT 140G Graders 8 9/80 12/80, 1/81
Spares 9/80 (ordered 8/81)
b. CAT D6 Dozers 3 9/80 11/80, 12/80, 1/81
Spares 9/80 (ordered 8/81)
c. CAT 920 Front-end 1 9/80 12/80
Loader
Spares 9/80 (ordered 8/81)
d. Hyster Grid Roller 1 9/80 6/81
Spares 9/80 (ordered 8/81)




GOB

e. Hyster Vibratory Rollers
Spares

f. Hyster Self-Propelled
Rollers

Spares

g. Dynapac Self-Propelled
Rollers

Spares

h. Ford 4x2 LDV's
Ford 4x4 1DV's
Spares

i. IH Dump Trucks
IH Water, Tankers
Spares

j. Marconi PRadios

k. Rassow Lube Trailers
Spares

1. Snap-on-Tool Sets

m. Sander Bitumen Sprayers

n. Training Materials

o. Cost Accounting
Computer System

Technician House

' FUNDED

Commodities

a. Bedford Flat-Bed Trucks

b. Ford 6600 Tractor

3 9/80 6/81
9/80 (ordered 8/81)
1 9/80 1/81 (not operational until
7/81)
9/80 (ordered 8/81)
2 9/80 1/81
9/80 (ordered 6/81) ’
18 9/80 6/81
20 9/80 6/81
9/80 (ordered 7/81)
11 9/80 1/81
8_ 9/80 1/81
9/80 7/l
42 9/80 6/81
9 9/80 7/81
(ordered 6/81)
9 9/80 12/80
3 9/80 (ordered 2/80)
6/80 (ordered 7-8/81)
6/80 3/80
PP Completion Actual Completion
5/80 7/80
PP ACTUAL
QTY. ETA ARRIVAL
12 9/80 2/80 (2)
3/81 (6)
S 4/81 (2)
5/81 (1)
6/81 (1)
18 9/80 3/80



c. Massey Ferguson MF50 3 9/80 .1/81
w/backhoe

d. SAME Tractors 9 9/80 2/80

e. Trailer/Dumpers 9 9/80 (overhauled in 1979)
f. 5000 1 Towed Water Bowsers 10 9/80 1/81

g. Caravans’ 16 9/80 (ordered 3/81)

h. 10,000 1 Towed Water 3 9/80 (not ordered)

Bowsers
i. Mower Attachments 4 9/80 (not ordered)
j; Towed Mechanical Brooms 4 | 9/80 (not ordered)

Technical Assistance

Although they are not an Input attributed in the PP to the GOB, nine
expatriate mechanics were to be provided by CTO for secondment to RDMB
depots. Three mechanics were already employed by CTO and four new
Mauritian mechanics have been hired, leaving two vacancies yet to be
filled.

Construction

PP ACTUAL
QTY. COMPLETION COMPLETION

RD 12 Workshops and Stores 9 ) 8/80 8-9/81



April 30, 1981

. .
ks and Communicaticns

To facilitate the upcoming evaluatic
Project, USAID would 1liks the Roads
informarica oa certein aspeets of the pro
evaluators who will begin thaly assesgua
ara:

t 3

1. A schedule for completion of the Depots currently under
construction;

2. The Roads Department plan for distribution, storaze =nd
. control of the spare parts to be orderad for the project;

3. The locaticn of project road nmaintenance equipment
in—-country, and proposed allocaticns of equlpmznt that
have not yet arrived;

4, A status repert cn the establishment of the cocuoputerized
cest accounting system;

from use of the new equipment and an explanaticn of the
method the Roads Department uses to document the changsas
in productivity.

Finally, plazse refexr to wy letter to the Genzral Manoger of CT0 dated
Apvril 23, 1981 and copied to you, wherain USAID regquested thab
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Clearance:JPielemeier (Dra

cc: Permanent Sec., MWC
' Duncan, MFDP

General Manager, CTO

with you

Sincarely yours,
/‘) H 7
il
[ (7 .
14
Louia A, Cohen
Dircetor

i
i

t)
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2 RIS Yo' SO
wwril 20, 1981

USAID ie plernning te conduct an evaluation of the Trancsort Sscton I
oroject May M1 to 22,  Amcng other zloments of the project, ihe cvaluae-
tors wili be interested in reviswing CT0 performance on procurcrent of
the road equipment end spare paris, provision of mechanics to Foads
Department Depotz, training of planit mechznics in Guborone and procure~
ment of trainin ng materials, USAID is aware of many appsrent problemns
with CT0 performance on 311 of these tasks. These includa:
opare Perts Procurenent - Recommendad spare paris lists for oome
Gy the proizct equipmsnt hose been available to CT0 For aver s
year, vet to our knowledge, only paris Tor fassow supnlizd lida
trailers have been crdercd to «iate, and they were crdered uitrout
prior USAID rsview ond approvel. Huch of the prejeet ecvipnent
is aiready inecouniny, in uso and in nced of spare oarts,
Hockanics Tor Doods Depavitsont Dorots - Six additionel pechanics
znu project procured ool sota are to be made mvsilable Lo loads
Department Depots for maintenaonce and repalr of proiect equipment,
A fow of the mechanics (Mauritians) have reportedly arrived at
their posts without the lccal CT0 Merkshop Manager being officially
informed of their duties and assigmments which has led to confusion
and possible misuee of project tools.

Plant Mechanic Training - Twvo project-supplied expatrizte trainers
are to provide basic plaat training to CTO mechanicsa., The trainer

I3

believe that the plant training u"uld most apprepriately be given

i

BEST AVAILABLE COFY
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A
{\)“u 1‘
Tre Director,
Agency for International Devslooment
Bmbassy of the United Stzies of America
P. 0. Box 90
GABORONE
Dear Sir,
With reference to your lettzr of 30th ALpril, 1931 herewith please
find the following information:~
Te The enclosed schedule gives completion detes for each individuzl

depot., £As you will notice, all esxcept the Gaborone one should
be complete by end of July, 1981, Electricity and water is
taken care of by Buildings Department.

2 All spare pzarts ordered over the project will be entered on

the computer and a checkihg list will be printed. On receipt

of the gcods unpacking will telke place in the central siore

being built here in the Gaborone depot., Each item will be chec-
ked azainst the printout, and a deficiency/surplus list presernted

to CTC for onwzard iransmissicn to the suppliers, At the time of
unpacking 2ll items will be entered on ledger cards (Cardex system)
and placed on shelves accordingly, Minimum and maximum stock 1°V°ls
will be established, As indicated zbove, the central siore her
Gaborone will be ccntrolXed in ecrordinca with Stores Regulations,

On top of thzt we will have monthly vrintouts from the c"m“uter
showing all traznsactions for the month, One copy will be s:2ni to

CT0 for them to procure ths varis required, Lists will be made un

by the seconded mechanics fer fast moving spare parts they want to
hold in stock in their respective devots. Alsc here mirimum and
maximum stock levels will be established, The spare parts will b=
signed out to the depots in accordance with standard governmsnt pro-
cedures (Form Gen. 12)., The same will take place out irn the depots
where the seconded mechanic will request and sign for ezach part ro2ew
ived and he will indicate on the reqguisition form, the EX number for
which the part is required.

(‘

Daily requests will be handled by a Chief Technical Cfficer, who will
assist the Storekeeper, He will have his office in the ce“,r¢7 store
building and will be in constant contzact with the mechanics via the
radic systemn,

Three 5-ton flat bted trucks with cranes are avallable -~ one in each

J\fh‘ division - to move the spare around the country,

3. Enclosed please, find
print-outls The eguip
1 ter

the latest Master Equipment File and Master Check
. i
bers, while the Mas

ent file shows 211 active ecuipment by BX num—
Check shcws the asctive equipment by units.
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Furthermore please, find vhotostat covnies of Reoad Maintenance

Bquipment Recu’rp ents 1981/g (Appendix 14 - 26), From those

you will be able to see the proposed distrivution of eguipment

which has not Jet arrived, For your information I 2lso enclcre

Rozad Maintenance Staff Reoulremento 1981/82 (Appendix 1 = 13),
is

The above forms part of our yearly esiimetes (Budget) submissicn,
They have deen aprroved in full,
Lo Your staff, Mr. Pieslemeier and Mr, Baker were presented with a P
" .
status report by Mr. Niles during their meeting cn 19th May, 1981,
5e The Divisional Engineers prepare annual maintenzance programmes

which they upndate on a monthly basis, They reccrd actual progress
against the projected one, arough this process they get 2 good
knowledge of what 2 unit can and should do and are thus abl= to
evzluate the efficiency of the units, It would be wrong of ire at
tnis time to say that we have conclusive evidence of improvead
productivity, Given more time T am confident we will not only be
able to prove it, but we should z2lso be able to see the effects in
the field.,

"However, at this stages we can say thas the nevw machines are working
well, and that we have virtually all our units established, The
wo*kload has been identified and split up on verious units, The
supervisors have been briefed accordinzly and a cost accounting sy-
stem established. The data we are collecting will tell us how wh
perform. I would expect within the next half year to have overc-me
mest of the teething problems and we should have factual dzta in
about one yeaxr's time,

Roads Devartment would be very keen to see CTO organisings in-service trai-
ning for plant mechanics., 1 am not here thinking so much ¢f the secended
mechanics, but move on their suppcorting stafif which we provide. As you

will notice from the Staff Requirement forms (Appendix 1-13) we have nine

posts for Mechznics (Diesel), grour 1.23%. They would certainly benefit from
any in-service trzining which could be provided., The seconded mechsanics 4
would no doubt also bensfit from instruction courses ziven by the manufa-
cturers, I am sure they would only be too pleased tc assist with such courses,
which could he organised by the CTO itraining instructors. In our next meeting
with CTO, T will discuss our views with them,

Sincerely yours,

7).
Y A e
N.CD Schu.l‘tz _—
for/CHIEF RCALS ENGINEWR

¢¢cs Permanent Secretary,
Works and Communications,
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Development
Embassy of the United States of America
Fost Gffice Box 90
Gaborone, Botswana

Tel. 53382/3/4

July 30, 1981

Mr., Baledzi Gaolathe
Permanent Secretary
Ministry of Finance and
Development Planning
Private Bag 008
Gaborone, Botswana

Dear Mr. Gaolathe:

Project Implementation Letter No. 19
Transport Sectoxr I (633-0073)

The purpose of this letter is to summarize the status of road maintenance
equipment and spare parts procurement under this project. There are a
number of outstanding issues related to the remaining spare parts procure-
ment under the lst tranche and plans being made for 2nd tranche equipment
resulting from the recent evaluation of the project.

USAID has previously approved CTO purchase orders for spare parts from
Rassow International, Dynapac and International Harvester. We have now
reviewed and approve a recommended spare parts purchase order for Ford
LDV's supplied by Intraco Marketing Corporation in the amount of $37,899.27.
CTO can proceed with procurement of these spare parts immediately.

CTO-has informed USAID by a letter from V.E.B. Phumaphi dated July 22,
1981, that the cost: of Dynapac spare parts has increased. CTO has reguested
USAID authorization to purchase a modified list of spares. USAID approves
the modified list in the amount of $3631.20.

We have noted that the existing Letter of Credit to Dynapac is not
sufficient to cover this new amount and that the existing Letter of Credit
to Intraco (Ford LDV's) is in excess of the amount necessary to cover the
Intraco spares. We therefore request your Ministry to instruct the

Chase Manhattan Bank to make amendments decreasing the Intraco L/Credit

by $500.00 and increasing the Dynapac L/Credit by $500.00 ‘

BEST AVAILABLE COPY



Our office in Washington D.C. has informed us that Dynapac was confused
about the reimbursement procedures for the spare parts order. Dynapac
has been notified that reimbursement is to be made against the Letter of
Credit with Chase Manhattan Bank. We note that the Intraco spare parts
order instructs charges to be made to CTO Gaborone. CTO should change
this and the outstanding Hyster and Intraco (Bituman sprayer) spare parts
orders to instruct charges to be made against the Letter of Credit. The
outstanding Caterpillar spare parts order should be charged to the

Direct Letter of Commitment (633-0072-02).

It is our understanding that the expiration dates on the lLetter of Credit
have been extended to December 31, 1981 and that the amounts have been
amended as follows: )

Snap on Tools 19,000 X
Intraco (Bitumen Sprayers) 28,000

Dynapac 44,000 (to be increased to 44,500)
Marconi 145,000

Intraco (Ford LDV's) 560,000 (to be ‘reduced . to 559,500)
Rassow ’ _ 145,000

Hyster 173,000

TOTAL 1,114,000

To avoid further delays in spare parts procurement, we request that your
Ministry confirm these amounts and the extended expiration date.

As a result of the recent evaluation of the project, USAID intended to
withhold approval of any contracts for 2nd tranche procurement until spare
parts for the 1lst tranche of equipment were ordered, unless USAID other-
wise agreed in writing. CTO now has supplier recommended spare parts

lists for the Hyster and Caterpillar equipment. We understand that delivery
of the other outstanding equipment (the Intraco supplied Bitumen Sprayers)
has been delayed by manufacturer's difficulties. USAID will therefore
approve 2nd tranche procurement once épare parts for Hyster rollers and
Caterpillgz-equipment have been ordered.

Items in the 2nd tranche of procurement are six motor graders, four front-
end loaders, oﬁg'bulldozex, one grid roller, eight dump trucks, five self-
propelled vibrating rollers and five LDV's. The Roads Department Maintenance
Branch and CTO have agreed to purchase the five LDV's with GOB funds. The
remaining items are to be USAID project financed.



On July 10, 1981, USAID approved a proprietary procurement waiver in
the amount of $1,097,306 for six Caterpillar 1206 Motor Graders, four
Caterpillar 920 Front £nd Loaders, one Caterpillar D6D Crawler, one
Hyster Grid Roller and associated spare parts. A previously approvad
waiver authorizes procurement of eight International Harvester dump
body trucks directly from IH/RSA. The proprietary procurement waivar
allows CT0 to approachi 3-4 suppliers of Caterpillar and Hyster equip-
ment for quotations for supply of this 2nd tranche equipment. Normal
C70 competitive tendering procedures will be required for procurement
of the five self-propelled vibrating rollers.

The contracting and disbursement procedures for the 1st tranche
procurement, discussed in PIL No. 4 (dated January 11, 1980), will

also apply to the 2nd tranche procurement except as otherwise stated

in this Tetter. At your Ministry's request, USAID will issue Direct
Letters of Commitment to Caterpillar and International Harvester. Given
our recurring problems with 1st tranche Letters of Credit, we strongly
recommend the use of Direct Letters of Commitment to Hyster and the
suppliers of the self-propelled vibrating rollers.

Sincerely yoursy

Louis A. Cohen
Director

. Schultz, MWC

.cc: N
M. Kenlan, MFDP
L. Mukukomani, CTO
V. Phumaphi, CTO
J. Mpetsane, CTO
D. Hardy, CTO
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