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I. INTRODUCTION

A. THE EVALUATION

The purpose of this evaluation 1s (a) to judge the efficiency of
project implementation; (b) to determine if and  how
implemeritation can be improved ; (c¢) to determine what progress
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 1984 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 vwith 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, SMO (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, 1978. The PP design was
scheduled for March 1930. The PID called for the upgrading of
approximately 300 km of existing tracks and trails over a five-
year 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.); UNSO
would fund design activities, 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 1980, 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'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 wnich was designed to connect the UN road to the river
basin at Gouraye and Kaedi. ‘At Kaedi, 1t 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. The
design assumed that the UNSO model would work =-- it did not,
30,000 dollars per km proved to be too low 1in 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. Tne project assumed that the UN road
would be complete =-- a finished product. Last year rains washed
out large portions of the road and showed that the aesign of the
drainage cstructures was inadequate. It will cost approximately
one millicn dollars to put the UN segment of the road into
acceptable conaition. The design suggested that continuation of
the modifliea force account procedure of construction was a good
one.

Py,



, Based upon
the experience of UNSO/OPE that the modif'ied force account could
be mucn cheaper than an A + E contract; using an A + E contractor
for the number of kilometers under consideration was out of the
question. As 1t turns out, the UN had considerable provlems with
its contractor: The final miles of the road were constructed
without an 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 1f the project 1s to provide the outputs it
originally anticipa=zed.

C. SUMMARY FINDINGS

1. Inputs
a) AID

(i) Technical Assistance: Technical Assistance has been
provided but personnel problems have 1left the project
without a permanent Chief of Party (COP). (This situation is
now being rectified - May, 1984). The per-month cost,
implementation timetable, and number of personnel required
as set forth in the PP were all underestimated.

(ii) Commodities to carry out earthwork and drainage

operations: The lead -~ time required for commodity
procurement was greater than anticipated. The quantity and
value of required commodities were underestimated due to the
poor condition and unacceptable mix of equipment 1inherited
by the project. Procurement 1is now proceeding ir an
efficient fashion.

(iidi) Training: On-the—-job-training of mechanics,
operators, foremen and some local Public Work (PW) personnel
has been minimal due to the lack of commodities for use in
training and the 1lack of an organized ¢training program.
Too few mid-level PW personnel are receiving training.

(iv) Operating costs: Operating costs for a road brigade
have Dbeen provided. However, grant funds have not been
matched by a GIRM contribution as originally proposed. The
delayed availability of PL4B0 funds to cover local costs,
has necessitatea the use of grant funds for his purpose.




b. Other Donors (UNSO/OQOPE):

(1) Equipment to carry out earthwork and drainage: The
equipment wnich naa been purchased oy UnSu/0OFPZ and used for
the first 70 km of construction was donated 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 oI neavy 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.

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

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




3. Conclusions

(a) Tne design pased upon the UNSO model for rural roac
construction is unsuitable to project conditions. The project
cannot achieve 1its planned outputs, purpose, or goal withoul
major operational/construction modifications to benefit from the
experience of the UNSO model, whi¢h has shown that: (1,
Estimates of drainage requirements (both structures anc

embankments) were much too low; (11) estimates of spare parts
requirements, optimistically based upon what was assumed to be
low mileage used equipment, were far too low; and

(iii) Estimates of the time required to execute project tasks
were too short (as a result of the poor equipment mix and
unrealistic optimism concerning weather and lead times). A
minimum of nine additional months are needed for completion of

all road segments as originally planned. 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 1if 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 1n design standard and
implementation procedures:

(a) The Road Design Standard was changed as follows:
Platform width from 5.5.m to 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 and 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 M'Bout.

(d) Twenty=five million UM local cost financing was added
for equipment repair, workshop construction and other 1local
costs.



(e) Nouakchott " based administrative assistant and SMO
personnel were added to the project staff,

5. Options
There are three basic options to be comsidered:

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 1s 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 elther
case 1t is assumed that sound engineering will apply 1,e., all
construction will include adequate drainage and road
specifications as currently approved by AID:

(1) Complete the road segment from M'Bout to Selibaby.
Additional cost: U.S. $.8 million;

(i1) 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 detall, 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 1is, Kaedi-M'Bout-Selibaby-Gouraye. It would also
involve rehabilitation of the UNSO roed, M'Bout km 70.
Additional Cost US $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.

6. Recommendations

(a) That additional funding be provided to permit
completion of the Kaedi to Gouraye road as described 1in 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 bDe essential to support
communications and transportation in the Basin area.



(b) The first 70 km, bullt under the supervision of a UNSO
contract team, must bre 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 incorporateq 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 compsrehensive equipment maintenance plan,
including acccurate jacket files, maintenance files, and
consumption files for each piece of equipment, by June 1 1984;
and (b) appropriately updated/summary charts of such files to be
included in each monthly report;

b, 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 83 STATE 200726 (including training);and

10. Consider possible improvements to the Selibaby Wadi
crossing.

-7 -



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 with the
project;

2. Evaluate the feasibility of village malntenance contracts;

this evaluation could be conducted 1n association with the,

project-funded socio—economic evaluation;

3. Promote 1increased 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 Highway Project; and

4, Promote actlon 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 1in 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 i.e. SMO, Contractor(s),
Project Director (PWA), Project Officer (USAID/OPI/ENGR), and
Program Officer (USAID/PROG).

(b) That SMO continue, to 1issue 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 ., ’ - SRV

3. United Nations Sahelian Office/0Office of Project
Execution (UNSO/OPE):

(a) That UNSO/OPE issue periodic summary charts showilng
estimated arrival dates in M'Bout.

~L



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 .Implementation Plan, now
revised, be updated quarcerly; 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, Thet 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

e T

That while seeking reimbursement by the United Nations and

pending the availability of funds, AID under the auspices of the !
project should replace drainage structures, raise the road, and |
eliminate curves as recommended by the contractor (M&M) and the |
USAID Engineer. -

ITII. 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 fiela; (2) with experienced spare parts and procurement
personnel in Nouakchott; and (3) with able Government an® donor

engineers 1in relevant representative roles. Other than the
funding and scheduling problems inherited primarily from the
design ana I[i'Bout 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
availapbility of additonal funding, all project targets as planned
may be acnievea by late spring of 19co.

&



A. Progress to date

1. Road construction: One hundred eighty eight (188,
kilometers of road nave been repaired. The first 20 kilometers
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 Plan and Schedule 1is
complete and revisions are in progress.

Yy, Projected Construction Rate: The project i1s expected
to reach full force in April 1984, Full force is defined as
having all new equipment at the site, the shon at M'Bout 1in
operation and management and planning system in place or being
developed. Assuming funding can be obtained, the key to
realizing the above scenario 1s putting in place Management,
Organizational, and Planning systems which will improve operation
and maintenance of eguipment and performance of work force. Such
improved systems are required for all project elements as
described below. Once full force status 1s attained 1t 1is
believed the proposed road could te completed in 23 months.

B. Equipment Status:

The addition of new and used equipment from the U.S. and from the
GIRM Directicn of Public Works has given the project a truly
powerful high prouuction mix. The cost analysis (Addendum 1)
estimates taat up to 15 km/month through easier terrain can be
sustained. A current weakness 1s 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 sampling and analysis of the
performance of these compaction methods will be done soon. So
far, these metnhods, similar to ones used in the U.S. on low
volume roads seem adequate.

The number of dump 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 wused on longer,less
economic runs witn the corresponding negative impact on timely

completion of the 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.
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Equipment management procedures 1in this project have the
potential to serve as 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 maintenance activitiies.

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
been pushed to its limits by efforts to complete the road on

schedule. Public and private engineers in any developed country
would have considered 1t ready for salvage. However, at a
fraction of the cost of new equipment it has been returned to top
condition. Proper maintenance ana 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, 1if 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

l. 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 thzy were being subjected to sub-normal work
conditions. Despite their own diligent efforts to maintain high
work standards, 1low morale and persistantly difficult field
conditions have taken an 1inevitable 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.

=17 -
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2. Organization and Planning

r

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 files, 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. l.ack 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 contract team and laudable efforts by
several Mauritanians allowed the project to progress despite the
flaws 1in management systems. Crises were well handled (though
not without some scars), equipment was repaired, earth moved and
ccnstruction begun. In response to the evaluations findings, all
weaknesses are currently being addressed.

While the organizational and planning base required for efficilent
field operations cannot be developed overnight, notable progress
has already been made.

3. Reports

The guality of [i&M reports has varied significantly. The Project
Werk Plan and Schedule, (PWP&S) though very well done as far as
it went, did not go far enough. AID/Washington guidance, (STATE
83 206720 Addendum) dated 23 July 1983, gives numerous comments
which should have been incorporated into PWP&S. Mr. Larson of
M&M was informed of these comments during his visits to
Mauritania in July 1983 and in January 1984. To date, no revised
PWP&S has been received. USAID has been assured that revisions
are in process.

3/



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. Unavoildably ,'it was done without th

benefit 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 1is 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&M team is encouraged to actively pursue any additicnal
training opportunities which arise during the course of the
project. One possibility is providing maintenance training to
the personnel 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 M&M 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 1in no
one's best interest. A more collaborative approch is
preferable. The project would benefit by beilng viewed as a Jjoint
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, 1in
order to be prepared for any eventuality.

_13_



By June 1984, the contractor is expected to:

a. Complete and assure USAID approval of a comprehensive
Equipment Maintenance Plan;

b. Revise and receive USAID and AID?W approval of the

project Work Plan and Schedulej; and ,

C. Complete a one year detaliled Procurement Plan.

If these actions have not been taken, then the following
alternatives should be considered:

Alternative A, PSC direct AID project management: ( YJQ

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
J

with them for required work. Some studies (e.g. drainage) would
have to be completed by short-term consultants. %

s

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 1little 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 wuseful assistance and benefit from exposure to the
project

-1l4-
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The most serious constraint to encouraging PW employees to take |
part 1in project activyities, 1is the inability of the GIRM to pay
indemnities. Previcus 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 chose 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 c¢lass of worker from ™~ joining %/ /«
the project.  All such obstacles must be identified and overcome {\ ?~#,v
‘if the project is to accomplish its anticipated training goals. BN A

¥ /

7

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 be
routinely maintained. Even now, in this project it 1is uncertain
whether there will be maintenance funds.

Several actions may be taken at this time to increase the chances
of road maintenance after construction 1is 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 nreither 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. o

It also important that contact between the TA team and local PW
sub-divisions be bioadened. 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 2il, they
bear the brunt of the criticism from local penple. They also
have excellent hards-on knowledge of the prob.lems in their own
regions.

Unfortunately contact to date has been 1limited ¢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—



-

In keeping with this latter idea, the PW coula follow-up on the

Project Paper suggestion that maintenance activities be developed p
in conjunction with the local population. For instance, at the Vd’
peak work times which follow rains day-laborers could be hired at W~ u}“
the going rate. The specific modalities for the contracting of /)er,,
labor and raising maintenance funds need to be worked out with ,vxwvﬂ

the various communities located along the road. PW staff might” .
visit some villages to begin to learn 'if an arrangement 1s
possible. Even if this approach proves untenable, th
investigative efforts would have a positive side effect b
getting PW personnel into the field.

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

5. Work Request J)P‘
Additional work done by the project at the request of the GIRM €$gj¢V$
RN

includes the maintenance and repair of the M'Bout to Km 70 |7 "0
stretch, the maintenance and repair of the Kaedi-M'Bout road and |1 , V'
the 1lengthening of the runway at the Selibaby Airport. The | . 7~
Tirst two actions are part of the project as stated in the ProAg. ! i
They also benefited the project by making transportation in the i*u“ﬁj
area easier . The runway improvements only took three days and !, )
may provide some positive, (though minor) benefits for the \f?
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- }\J”

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. ./4

i P
The Governor of Selibaby has requested we build a new bridgeijbjyaﬁ
This activity 1is too extensive for us to consider. We dofl '
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 1is 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 detalled
procurement plan. The preparation of this document 1s the
responsibility of the contractor (see contractor status). Though
the off-shore procurement by surface has often required a six
month lead time, the operation as a whole has been as well
managed as any this author has seen in West Africa. The office
has been unusually creative 1ts 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, 1its 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 1in 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 maintailn up-to—~date records.

It 1is 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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Procurement and 1local fund management by UNSO/OPE has provided
indispensicle support to tne project. The existing system of
local procurement in Nouakchott will soon be enhanced by a system
for Dakar, which will greatly increase the variety of 1locally
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 vrecently of being the only radio ~ontact with
the field crew. It is hoped that future problems will be both
communicated and responded to in a constructive fashion.

. 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'Bout-
km 70, increased equipment and spares procurement to 1mprove
machine mix and return it to working condition and increased use
of technical assistance over PP estimates. It 1s 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 Dbe
saved during construction would most certainly be lost 1in
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 recommended improvements in road specification.
For those who are concerned with the sharp increase in cost/km it
is wuseful to compare these figures with that for the Aleg-Rcgne
road, which cost $100,000/km. While this road was admittedly of
higher than necessary standards, 1t could 1in 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 1is 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 from the cost analysis 1s 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 wuntil December with the existing funds. The
Project could then continue with local currency, possibly
reaching Gouraye by June 1935, This assumes that all cost
estimates are adequate and nothing 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 plannéd 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 the GIRM's
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 1local currency
(LC). The LC costs are US$3,3487,000 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 1local currency funds already
approved, slightly reducing the total need for additional funds
to US$5,115,000.
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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 puyrchases are considered
local). It has been proposed that a UN Bank account be opened in
Dakar by advancing US$4,000. The advance 1is 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 uselul addition to the
existing system. It 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. M'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 buillt 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 b0 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.3% 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.
Qur new understanding of the conditicns combined with other
unexpected changes in inputs (eg. GIRM's contribution) required
revisions not only 1n the fechnical 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 wunusual dreinage
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 Lredicted, as the main channel 1is
only about five meters deep and 15 meters wide. F'looding 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 emhankments, 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
assoclated 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 new road
construction. The length of the procurement process had been in
general underestimated, particularly for certain makes of
equipment (e.g. almost one year for IH major components).
Combined with the 1increased number of procurement actions
demanded by the poor condition and inappropriate mix of inherited
equipment, this led to significant aelays.

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 recvaluated 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 was built for U.S $ 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 of an
Equipment Specialist to our team and the use of sherterm TA) and
our need for nore sophisticatea equipment mix to carry out the
work have all contributed to an upward revision in costs to U.S.

$56,535/ k.

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 1ncreased
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 1t had assigned to the
project field activities.

The GIRM's ability to maintaln 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 a
critical decision as to how to proceed. Should the project be
terminated when current funds are exhausted? If additional funds
are provided should the original plans for a Kaedi-Gouraye road
be completed, 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 cost

information available. Uncertain drainage requirements and
production rates limit these estimates to a 15 percent accuracy
level. Below we will analyze .each of the possible options for

future implementation.

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-Selibahy (approximately 22 percent of the originally
planned construction). In addition to the construction there
will be an equipment park of well maintained heavy equipment,
vehicles machinery, culverts and the 1nfrastructure needed
(camps, maintenance equipments, etc.) to continue road
construction.

Option B 1s 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) M'Bout - Selibaby. Additional cost $.8 million

(2) M'Bout - Selibaby = Gouraye. Additional cost $ 2.8
million. If" no additional dollars are made available, this
option could proceed with an additional -equivalent of US
$2,000,000 in PL480 generated funds. This would assume no

imprecision in cost estimates and no offshore procurement of
spares after December 1984,

-2
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(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 not be 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; V »

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 1s
uncertain;

b. Would not satisfy all project outputs;
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c. Us would leave 1impression of defaulting on 1its
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 - M'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;

7
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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 1s very large; and
b. Much additional project supplement work will be required

to prepare the PP supplement, authorization, Grant Agreement
Amendment, etc.

Y
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[Ed_g_n_dum 1

FINANCIAL IMPLEMENTATION SUMMARY (000'S DOLLARS)

Completion of Road
P . . -
roj. Vo. 0214 Budget PL 480 (March 1, 1984) Grant as of May 9, 1984 as Originally Plannec
. Accrued . Accrued PL 480 Grant

PI. 480 CGrant Total Earmarkings Expenditures Earmarkings Expenditures Equiv. Funds Total
Tech. Assistance 0 $1,561 . $535 0 0 $1,431 $557 0 $636 $636
Commodities 0 2,626 2,626 0 0 1,707 646 0 1,379 1,379
POL 0 85 85 0 0 106 39 Y o - 0
Local Costs $1,699 433 2,132 $1,699 $667 433 431 %762 1,791 2,553
Socio. Econ. Eva. 0 60 60 0 0 0 0 0 0 0
Contingencies 0 45 45 0 0 12 7 0 80 80
Imprecision 0 0 0 _ 0 0 0 0 0 1,279 1,279
Totals $1,699 $4,810 $6,509 $1,699 3667 $3.789 $1,680 $762 $3,165 $3.921
N
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SURFPACE MATERIAL, AVAILABILITY OF WATI?, ETC.i LTVEL OF
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Technical and Financial Imnlecentation
Program Document

‘¢ eexpee

Transfer Authorization No. € =X N-0790-

GINERAL:

Thwe purpose of this vrorrar doct -unt is to specify the condi:ions under
which the local currency (QJunulva) proceeds from the sales of U.S. PL 4335
Prorran Section 205 food zid provided throush Commlssion for FTood Security
(CSa) are Bmed for the Rural Roads Improvement sub-project of the 206
orecrac.

4 bank account has baen opened in the nare of the project (AID No. (32-2214
This account 1is manazed by the UNSN/OPE Coc*dinutor who shares joint respen
sitility with USAID Project 0O ficer for all lccal Prcject exrenses.

This account can be, upon recuest, examincd and audited bv official
renrcsentatives of the Governmenat of the Islanic Republic of Mauritania
and the Government oif the United States cf America.

The USAID Controller verifies the etate cf the account at the end of each
quarter, at a nminimum; externmal financial reports relative to expended
funds (bxy budget catecory or sub-section) are furnished each quarter tyv
the Office of the UNSO/0PE Coordinator.

hese funds will be denositecd bw the CSA tc the account to be used in the
budicet caterories as specifiad in the Techniczl and Financial Implementatic:
Pro~ram bocuient (PCTT).

tievercleless, we rust note that while wait

c for the funds to ke depo
bv the CS4, 1t has been necessary to make 1e n

ut on an exceptional ¢
o

i cited
) 3
dollar funds (normally reserved
re lo

e

nrovisicnal basis Zrem this account usines

fcr cuterior purchases). These pavrants are for czl ernerses vhich

cshoulid hzove bean made exclucively ucin~ theer ULS. feond zid gales proceeds.
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Lirine this reirbdbursement 4s beln i .

flenibilicy beovean TITF budret subdivisicnes. Teor ewaTule, & 2ives UITH
Ludtes gundlviszor faor POL way be S100,207%, lowever, there mav cirenls

2 Collars spent for PRL to satlcefy thic need but dnaduguste sale | rocew
vt wneae avallatle to reimburse the dollar ané kesn the rroject poise. I
guch ¢ case, the 107,000 will be used to advance funde to other line ite
until the adcditicnzl salee¢ proceeds becoms avzilatle. The subdivieions ir
the sub-progecc bedret for sale oroceeds will not be exceedei or reZuced
b» rmore than 155 which is an allowable flewibility arone subcivisions.

Tre overall budcet categories, cor stzdivizions, in the Fural Reade Improvs-:
voject (682-0214) are itemized as follewe:

1. PERSONNVEL - SALARIES AND RELATZD COSTS INCLUDING:

a. Speclalized persornel hirec by the project;
t. Unskilled laborers exploved at the work site;
c. The aduinistrative assistant to the USAID Encineer;
d. CSelected local-hire procure* at and wazrehouse personnel
esscatial to the movement cf commodities to the Project,
froz the USAID Procurement Office;
e, Other personnel as cay be rmutually anreced upon bv the Mauritenian

Governmernt and USAID to keen the Project on course.

2. LOCTAL TRAVEL AND PER DIEMS INCLUDING:

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

b. Purchase of places on local ground transportation; and
¢. Cther jointly arreed upcn travel costs net covered by other

funds.

3. VEUICLIS - MATINTENANCE AND REFAIRS INCLUDINC:

&. Procurcrent of spare parts; awd
b, Cost i ’vi:c: and w:rh nzceczary fer the

e



best Ave ™

—~—

— llument

. C ‘iSTI’.LCTI"” Al

PITEALTOCY BPROLELTE (PRIY INTLUDING:
a. Various fuelsz {izs2line, Diesel);
b, 01ils (meoter, hvdrzulis, brale, ecc.);
¢. Lubricants;
(radiztor coolants, motor troatments,

d. Miscellaneous
nenetration oils, etec.)jand

e. In-country transpertation of fuels.

WTEVAUCE, REPAIRS AT

A
AR BT X

MACHINES AND EQUIPMENT - LA

PLRCHASES TNCLUDING:

Cverhzul of eacines on cquipment provided to the project b
(2) araders, two (2)

* the GIRYM: three (3) scrapers, two
bullcozers;
b. Srare parts for the above (CAT);
c. ricus spare parts for oiher heavy equinnment;
Nouakchott and

d. Three new '"MACK'" Dump Trucks available at
slzilar to those of the project (4f acreed to be necesssty

by the GIRX and USAID); and

€., 7Tvo new small pick-up trucks available at louakchott.

ENANCE, REPAIRS AND

M DRIy}

N STRUCTURES - MA
I)~ PROGRESS INCLUDING

(1) raterizls for construction or repzirs,
housing units at ecamps, and

MINCGD WORK

The puvrchase of
includine miner maintcnance cf
(2) sucplies reguired by the ccustructicn contraces.

= ATMINISTRATING

LICS AND FURNIEHING

7. CIFICC SUPP

[ad B 2aalh LI ‘—\ .

A0 SUPPLIZE INTLUTING

[& Lol oTalEARR oV 4 ”u—v-r-'\ .
<o L-C...cLC.nu - e I.LC
- - -~ 2 - - - - 2 - - .
a. Coudpmont and technicrl ratorinle fer ratters cf
- - e m T - - - 4 H
tercoralyy, decien, ictoraterices, etc.) and
L T . 2 PR RN S, - d
b. sterdale for rrodecy Zrainnoe etructurer, tarticuleriv
.- PP & - - -~ . . - £ - - - e
nb, vainicvcin~ torv, vozd for ferts, citiors, culvart

-



10.

11.

12,

l3.

FREIGET INCLUDING:

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

CONSTRUCTION CONTRACT FOR A REPAIR GARAGE IN M'BOUT

CONSTRUCTION OF SHALLOW OR DEEP WELLS INCLUDING:

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

CONTINGENCIES

IMPRECISION

BUDGET FOR TRANSFER AUTHORIZATION NO. 687-XXX-000.

The budget for this specific transfer 18 provided in Attachment A.

Details of this budget may be examined at the Office of the Fngineer,
USAID.

33
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Couts Tocaus adwinistres par WSO
Projet oo o200

Amelioration Jdvs Routes Burales
Autorisation du Transfer No.

AR XN -0O00- 3016

Ob J et

Personnel - Salaires et Cout
s'v repport mt

Deplacement s Tocaux

Vehicule: entretien et
reparations

I'roduits Petrolicrs

Machines el cquipement
entrecien, reparations et achat

Constructfon et structures
entretien reparations et
petite construction

Miatericlis et fonrnitures
bureau ot administration

Materiels ¢t fournitures

techniques

Fret

Construction d'un Ateller
Construct inn d'un puit ou forage
Imprevus

Imprecisions

TOTAUX (fti1liers d'Ouguiyas)
TorAlx CtilH{ers de dollars)

Besolins
Immediats

15.150 uM

Budget Semestricel

(en milliers d'Ouguiyas)

250

1.100
5.950
(-1850)

1.200

250
1.500

450

$480

0
0
0
0

24.000 uM

Besoins

Besolins pour le

ﬂgﬂgyels Scmestre

2.150 UM 28.050 UM

50 550
200 2.300
2.250 19.450
400 21.100

+20,550 (forfaitaire)

50 1.500
50 550
50 9.750
4+7.950 (Forfaitaire)
17 552
N/A 0
N/A 0
350 2.100
1.050 6.300
6.617 UM 92.202 UM
+28.500 UM(Forfaitaire)
$132.0 ¢1844

+570 (Forfaitaire)

Budget
Total
PEFT

28.050
250

1.100
15.412
21.100

1.500

550
6.600

450

0

0

0

0
75.012

$1,500

UM

UM

Picce Jaint (A

Budyet
I'ruvisoire
:lobal du
Projet dan:
son ensemh.

66,250 Ul
1.450 -

5.900.
63.200
38.300

2.400

1.460
29.150

850
7.350
4,000
8.400

254 .300 U

$5,086.0



Couts laocanx administres var UNSO
Projet Ho. 682-0214

Ameliorat ion des Routes Rurales
Arlorisation du Transfer No.

Lo o =000-2515 Mendement No.
Ob et
Personnel - Salalres et Cout

s v repportant
Deplacements locaux

Vehicule: entretien et
reparatijons

Produits I'etreolicers

Machines et equipement
entreticen, reparations et achat

Construclion el structures
cnlretien reparations et
petite constraclion

Miaterlels ¢t fournitures
burean et administration

vateriels et fournitures

technlques

Fret

Construct ion d'un Atelier
tonstruct ion d'un puit ou forage
Imprevus

Imprecisions

TOTAUX (MI1liers d'Oupulyas)
TOTANY (Hi11fers de dollars)

Budget Semestricl
(en milljers d'Oupuiyas)

Besoins Pudgcet
Besoins Besoins pour le Total
Immediats Mensuels Semestre PEFT__
15.150 ™M 2.150 M 28.050 UM 0 UM
250 50 550 0
1.100 200 2.300 0
9.200 2.250 22.700 3.250
8.150 400 - 31.100 10.000
+20.550(forfaitaire)
1.200 50 1.500 0
250 50 550 0
1.500 50 9750 0
450 +7.950(forfaitaire)
17 552 0
4.700 2.650(forfaitaire) 7.350 7.350
0 4.000(forfaitaire) 4.000 4.000
_O 350 2.100 0
0 1.050 6.300 0
41.950 UM 6.617 UM 16802 UM 24.600 UM
$839 +35.150 WM(forfaitaire)
$132 $2336 $492
$703 (forfaitaire)

i loint (A

Pudpet
Provisoire
Cleohal du
Projet dant
son enson@}

5.900
63.200

38.300

2.400

1.460

29,150

850
7.350
4.000
8.400

25.600

254 .300 -

$5.086
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QCUIEET ™0 SUPFLEIMENT 22 AND AMIND AUTHORIZATION WITRE THZ
EJ"‘TI?r €T CRLIGATINS ADDITICNAL FUNDS PRICR TO
PETTIMIZR lc"i IT TEZ PACJZ(CT IPPL:NUNWATICN SCEITULT IS

uy H"C EZ MAINTAINTI, END SIMMART, '

Z. THT HBISTCRY CF TZIS PROJECT EIFLAIN MANY ©oF T
CIACTMSTA NF'° T“%L SU ““"ND ITS CU2RINT IMP “V'NTATI
v R

4) TZIE IESIGN ASSUMET™ TEAT TET UNSC DESIGN ¥OULD EOPL. IT
T TZZ UNSQ/0PT MCDT L ¥CR RURAL RCAD CCNSTRUCT
YBICH HAS EEEN APPLIZD IN OTZEZP COUNTRIZS WITH MIKED
RESCLTS, EAS PREOVEIN INAPPRCPRIATE CZERE, IT PROVED
INATEQUATT EVIN FCE TEZI LZISS DIF?ICer TERRAIN CVER WwWHICH
UNSC/C2% DESIGNETD  ANT MAMAGED TET  (CONSTRUCTICN OF TEZ

FIZST 73 <M TROM MIECUT TCYARY  SSLI2LET. NSITETR DICIGN
h2E CCNSTEUCTICH CN TEIS SIGNIKT IS OF SUFFICISNT SUALITY,
AIT7S TESTAA, IN TORY,  ASSUMEID TEAT TED UN DOUIMENT  MIX
A3E CCEFICT AND 24T TET T2UTIMINT INEIR{TID FRCM  TET
T13ST ESAST TN ITTCRT #CULD, AFTER CNI YEA®, 3E  WILL
[y [MAINTAINGD #ND RTADY TG 0. | TER FOUIFMENT 4as  IN PCOR
SEAFI, NOT ETADY yOF UST, AND TIT MIZ FAS HOT _APPRCPRIATY
CUE 8SSTMBTICNS WEREI ¥ROYI, OUR CCNFIDINCT MISPLACTD,
TOLLAFS 22,223 PTF <M PRCVED TC P TOC LC¥ IN MmEX
TITFICULT TERRAIN OF GOR40L.
E) TT5: F2CJICT ASSTMID PEAT TET UN RCAD WOULD BT COMDLITE
-~ A FINIZETD PECDUCT. AST YZAR’S RAINS %ASZEID GCUT LARGT
ECETICNS OF ~2T ROAS AND SSC4TD ™34T TEZ DECIGN 0% TEZ
[P41. 40T STFUCTIRES C% TET UK RCAD %AS \o* ADTAGATT, 17
¢IZI  CCS7 ABPICYINMATILY ONE MILLION DOLLARS TQ 3BING  7HT
Th ST39IET CF 79T RCAS O 7€ & “INIMIM S“AND%:D 762 ALL-
»TATITE TRAVEL TCATS.
C)  7ET TISISN SUSSISTED TZAT CCNTINUATICN CF TET  UNSC
VOTITIZIL FCRCT ACCCUNT PRCCEDUSE OF CCNSTEGCTICN wAS A
6CCI CNE. TEIS 8SSTMDTION INTLUINAID OUR PPOGREANMING TET
ECAT FBFCJICT A" T3% ALTCIITSIR TOC-LC% TFIAURE 0F SIX
VILLICH TCLLASS., ™EIS  AMGUNT %45 GLTIMATELY AUTEQ2IZET
pj PAEICE_ TETN RCLED CCT ANT PCSSIEILITY CF USING &
CONSTRUCTICH CCHTEACTCP. [T TUESNID CUM MSAT THEL UN  UAD
COLSITTEAZILT TD2CILIME WITE 1TSS m¢ CCMTEACTCR. TED  TINAL
ﬁg:cn TIPS TOomTIOOREQAD WITID CONSTENCTED  WITEOUT A4
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D TEAM FHAS MADT MANT ADJUCQ‘“WTS T4 7% BASIC

I) THEZ Al g

LESIZN C> TEE FROJEZC? TC CTZEILOMET TIZZ TEPCNZOUS
ASSTM2TICNS MADT IN TES DZSIGN CF 28773 TET TN AND THT AID
FEQJECTS, THESE COZREICTIONS WERI NZCISSARY IF"YE ¥Z:2 TO
ATCID TE=EZ TLISASTZIR OF A MAJCR GNCER-DESIGH BT TEI
FEMEDY HAS A COST, A CCST WT¥ MUST ABSCRB SINCS I IPROVEMEINT
T3¢ ENT CCANSTEUCTICN OF EACE OF THT RCAD SEGMEINTS

ITEINTIFITD IN TEF PROJICT ARET AN ZSSTNTIAL PREREQUISITE
ICE AGRICULTUEAL DEVELOP?MENT IN TEE AREZA,

l. AS CT NCV, T22 PRCJTCT CANNOT ACFIZVE THE OUTPOUTE,
EUEBEQ3T, CR GOCAL WITICUT MAJOR CPETATIONAL/CONSTRUCTICN
PC"“ICA ICNS 7C TENTZFIT TROM TIT EXFERIENCE WITH TZI UMEQ
MCITZIL WEICT SECWE TIAT:

4) ESTIMATTIS CF DEAINAGT REQUIRTMEINTS (3CT3I  STRUCTUZTS
AND EMEAN/ZNMELTS) ¥LILT MUCE TCO LCW;S

) TETIMATIS CF SFALRT PARTS RTQSTIIZATMINTE, CPTIMISTICALLY
ASIT UECH  ¥ZAT WAS ASSUMID T T LCYW MILTAGE U3z
ICULEMTNT, WiRI TAR TOO LCW) AND

C) ESTIMATES 0¥ TEE TIME REQUIZED TO EXECUYTE DP?CJECT
TASLS WERT TCO SEORT (AS A RESULT Cr TET PCCR EOT IPMINT

MIX AMD ﬁNREALISmIC CPTIMISM CONCIANING %ZATSZR aND LZAD
TIMIS, AN ADDITICNAL NINT MCNTES IS WNOW ESTIMATZD FC?
COMELTTILN CF ALL RCAD 3TGMINTS AS PLAMNTD), APPROXINMATEILY

' - i
.5, ICLS £.¢ MILLICY IN ATZITICWAL AID STUP2CRT IS NCUW
IITIMATED 7T FEI ONETTED YCR COMPLATICN OF T3 PROTPCSET
CCANSTRUCTICN, TIZ ADDITICNAL  FUNTING WILL LLLCW “Q“

CCMELITICN CF THZ T3IREE RCAT SEIGMENTS AS PER TEI PROJEICT
FATIE AND CUR PRCJICT AGREIMINT #I7TY GIAM, IT WILL ALSD
<7 "MT‘AH

FINANCI THE SZZAFILITATICN OF TEZ UNEO CONSTREGCTEID SEGMINT

-ed

(#“3CT - < 77). TEJS TET PG4T PRCJICT WILL CCYSIST OF THE
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TC 2787  TC ATCCHMCDATZ  CEANGTIS IN  TEE CONETRTCTICNA
SCrIniiz,

¢, CTTRILT PECJiCT STAT?S AND MAJC= ACTICHS TalIN TC
IMFECVE PRQJTICT IMPLIMENTATICN ARE LISTED EELQY:
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~===2, EQUIPMENT ETPAIR SZ0P RCILT AT M ECUT TO FACILITATE
CN=SITZ REPAIR ANL TCR TUTURI ROAD MAINTENANCE ACTIVITIES,
GIaM CCNTRIEUTEIM 3 l“II.I.I\J‘\ UM (FRCv .- FY 81, PL 4327,
SICTICN 285 CCTUNTZEPAZ UNDS) FO% WORZSEQP AND CTHER
UNANTICITATED LCCAL COST ‘RE Q’IR“F"”S

§ ===, PCAD DESIGN STANTARDS CHRANGEID:
------ WITTE, TROM £.2 M TO 7.3 M.
------ LEPTE, FRCM 3¢ CM TO 23 CM AZOVT FLOCDING.
------ TEATNAGT, TESIGNED TO ACCOMMODATE TQ0%W MAINTENANCE
ANT LCCAL ¥LASH FLOOD CONDITICHNS.

------ FYI. ALIGNMENT, HCRIZCONTAL AND VZIATICLT CCRVZS
.EAIV"lIhTD AT ORIGINAL SPZCIFICATICNS XCP DESIGN SPEED OF
2 {rZ2.
rE p----B. MINIMUM MATINTTNANCS CARRIED CUT CH KAZII TO MzQUnT
I TC T %¢& PCTTICN CFP BCAD (188 M) TO PRCVIDT MICTUESSARY
BCCISS TC CCKWSTEUCTION SITZ, ,
————7, CNETRUTTICN 27 22AT TI2UM AMD MCTING A TET RATE
€z 17 .4 223 M0.iT3) Z2 oM OF RCAT =UILY.
-==3, EB72RTICGY TUTY AND TTAINAZET WCRIE TESISNSD 05 &
T2 TO SILIZAEY S:C”“N"
----- To ALIZNPMENT CLIARZD TRECM™ € 72 TC GCUPRAYE.
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SZCaT AND LCCAL SUPPCRT AND FRCCUREME NT SYSTEMS
AND WORLING.
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IMPLEMENTATION OF TEIS

AT TEAT
W3TREGATCN OF TAS ROAD
SELIEAB(, OR AFOUT 22% OF 9EZ
CONSTRUCTION., IN ATDITION 70 THE
¥I1L BE AN TCUIPMEINT PAR( OF WELL
VEEICLZS, MACEINERY, CULVIETS
INFRASTRUCTTURT NTEDED  (CAMPS,  MAINTZNANCE
TC,) TC CONTINUE ROAD CONSTRUCTION,
ING VARICUS SIGMENTS CF ROAD
ECLT 2743 FROM AT

ﬂ'l""‘
' T Ry
Al

PROJECT TIME
uIIL EAVE
M‘ECUT 70
PLANNED
T8EZRE
ITAVY EQUIPMENT,

.o&
m

N

70 GO

PRISEN

LIy
LlelM 4 Jalh

U)
(@]
v3 O iM l‘]
O Y im
3 ) R‘
[¥2]

11 O

— u-j
oy

n

n
=3
L-'I
v
tsd
fes
td
[2H

.
()
e~
r— 0.
O3
=9
L ]

<.3

wd
- -
4]

04D AZ CRIZ
TET IMPECVEL
ST ANALYSTS

~CAT XY TE

T rUT

P

[ I

WOl et

[ and

.-
P
— )
i)

3 il

O 1544

*-30

A Y
— LUt~
L3t n
— g
tef (M2
l‘*:ﬂ :dr—l e

154 tn

w
e
(g9}
r~

-

-

— ) e
i

(@}

O ey G oA
So IR Y| tej I3

- »
Pt

(oo ]

-

I '.l—l
T 3N g

— L

»
v

O
—tedq rI -3 O T

HYS B

e

o=
— ) o

.
les ]
Vil
¥
Z

Zr3I O LT 0
(Tl o= O Y

=31 g ety
Ceiiu ity g3
140y L1 e 3 ) iy

e e

403

<.
s
O3

) r—e
PP

NG TEX
3CUREYT,
CUR
CRJICTIVIS ARE COMPLI
ICH C7 INTRASTEUCTURT
CONPLITICY CF 1215

PROJZCT AS
T2IS IS
TXISTING
TICH QF

NETZDED

TTOITON

PORVIEPS

w

COMPLET
DT T

TPLAN AND FITE

P

Y i
— ) <g
DTO

‘A
L

-

-3 rsj e+

L33 Catl g4

0

O vefeay

113 —+ b3
12 (=4 U
=TV N TS B R

g
2-—4'.11'-“.

oS ¢ V]

-

i)

4 L O
NS I TR RE S T )

[on e o

CI 24t e

"

(X

*3

H @R |

Q cd .“

g foy «5

wm Lty gl
ML |
>
v
1
LEVIRAS]
14

[P B Y

z
-
.
.
-

-

=3
[l AV I e BV R TRV IR PRIV BN £ IYS IBE

(@]
3]

Mo

19¢2 .3

[ RIS TIR S o N D)

“Z 1 )

~)
(@]
tef (o4

Z'0d

3
O T
‘)
i on
Ll 5 I 4
et O
— yr;.

<
[ I R T ]

C3I%2C3 .73

thia
=z
R ERA N |
«Z 14 Ny
=
)

A VS |

a0 <
(a0 B RS T

=Y

e
a

[YP BNV IR BYY ]
‘i TN
LTy

H A REA N VY
(] (@]
[ €2 i I |
[ N gh]

(=
110

$50 .
W
-
O 3:m
4
A3 W]

<

O e3inv3
3 €I Jale

")

F:i 3wy

.
.12
(3]
ey
M
[ ]
ey
.
t ¢
€l OO
TR

Y-

-~J
KN S X

e R ¢]

tey C3 lem
I i R A R R Rk Rt

(@]

J .2 aeteqta

(®]

»
»
!

' W
I |
)

- .

11

[AS IR Y I |

‘g

3

gt

-

1e) 43 D 0y

+ 3L

-

hotiChg

|
I |
el B |
O c,
Ky
i 1ty
(@]
o

WO
~
[ o0 ISR
e

3e e et

N O ¢
-

KEN & RXS IR
1 3 < 2o

4
171 213 O
win

1y o
ML

(@]

e TS|
Jeld tX Y3

e o] e g3

et T O

L}

[ep il W
ML N RN N ]

r1

OO

(3}

B

gy

£ O

<4

ENIES B |
(SR I e I b |
Y-+ 3.4
2O

EH s 22401 3 O T bt td

O] — N

PRt B Y

Ay Lo -

[ 9]

[ N |
-
I D
(@]

»
.

telvg Y

L Vs W Il o B L Il
T T
OO =
O
i LT T qa) et
IO a3 Or4
[ e Rl IS

e
tt i

O b=

[}
Y et ) =t

-

2

-

) J O

(R e B U L N O PR B |

€ 3= C%» v~ '3s
P i L]
430

e IR R e |

3 0 tey

V)

()
O C
€ry »
o

I e—
(@]
O3
s

[4)

o)

I

|

-
C...
v~
(13 IS 44
..’

b 73
S N
Lo I 2

- v — — —— -


http:IDITI,.AL
http:SUPP^.TT

B2Ysad

i

byt

TNCIAS SIOTICN 23 CF % NCUAICISTT 21718

'II‘ EY PCRTICN STILL LZAVZIS SOURAYI ISCLATZD, PEOVIDING
CCiS3 TC SCTRAVT 948 PEITI AN C3JZCTIVT OF TET PRCJICT AS
OUEA?V IS OX 27 RIVTER AND TZI  GOUERNMINT AND OTEH:R
CNCRE (ITAT IZRT) ARE PLANNING ISRIGATSD AGRICULTURAL
5CJ2CTS  IN T’AT SICTTR, PCLITICALLY, IT WCJLD BE QUITE
NSATISFACTCEY 1TC ZAVE MATT A CO”“'T“”EWT TO BUILD AN

”PCP ANT RCAD IN 72T RIVER ZASIN AND TEEN NOT TO CCMPLETS

7. JSAIT IS PRTPARID TO RIC3LIFATI PLANNTD DECBLIGATICNS
¢r U? TC DCLS £,2 HIITICN ¥0R THIS PECJECT UNDTR DEZCE-REQR
+LTEORITY. TEEST DT GELI"‘”IONS ¥ILL COME ¥RCM PROJZCTS
TZAT WZIERZ TERMINATEID LAST TYZAR WIIN TSAID FINANCED
ACTIVITIES IN RORAL DEVE LOP“EN“ STCF °ED.) TASID UPCN THZ
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ANALTZIS TCE ?L £22 SEZCTION ZZ€ GZ U““PT:D LCCAL CUREENCT,
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AR NCT HSSPCNSTELZ ¥C2
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TINANCIN AND
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T2 SiEZL,  TOUNTS CQULD CTHNCTIVAZLY ::
MATNTINANCT  ACTIVITITS QM THT  sAZTI-%
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