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CHAPTER 	1 SI.hMARY OF MIN FINDINGS AND RECOMMENDATIONS 

1.1. INTRODUCTION 

1.1.1. 	 The purposes of this chapter are threefold: first, to
 

give an overall conclusion concerning the development
 

of the ADB Group during the 1970s and the extent to
 

which AID technical assistance has contributed to that
 

development; secondly, to summarise the main points of
 

the evaluation; thirdly, to bring together all the
 

recommendations made in the report.
 

1.2. OVERALL CONCLUSION
 

1.2.1. During the 1970s, the ADB Group has emerged as an
 

important development finance institution on the
 

African continent responding to and serving the economic
 

and social development interests of its forty eight member
 

states. The Group's level of lending has passed the
 

$500 million/year mark, with approximately 70 loans per
 

year being granted. It is significant that it managed
 

to achieve this in 1979 despite serious internal
 

upheaval. It must now maintain lending growth at a
 

rate above that of inflation if it is to continue to
 

grow in real terms.
 

1.2.2. 	 As an institution, the Bank Group is continually
 

seeking ways to improve its operational performance.
 

This is evidenced both by the commissioning of studies
 

such as those of Price Waterhouse into disbursement
 

procedures of the Fund, the First Review Committee of
 

the Fund, and more recently the Acting President's
 

internal review of the project generating capacity of
 

the Bank Group, and by internal re-organisation such
 

as occurred in 1971. The establishment of the Central
 

Projects Unit in the Projects Department to improve the
 

quality and standard of appraisal reports provides a
 

further example.
 

*b
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1.2.3. 	 It should also be noted that most of the recommendations
 

made in this report concerning additional improvements
 

to the Bank's procedures and performance originated from
 

suggestions and proposals made by Bank staff during the
 

course of the evaluation. It has been one of the tasks
 

. of this evaluation to assess such proposals and .
 

suggestions and to incorporate them into the report
 

where it was felt appropriate.
 

1.2.4. 	 As far as the contribution of AID technical assistance
 

to the institutional development and strengthening of
 

the Bank Group is concerned, on balance the evaluation
 

shows it to have been positive. The pre-investment
 

studies have been followed by Bank Group and other agency
 

investment in all cases where the project has been shown
 

economically and technically viable. The technical
 

experts have been and are engaged in activities directly
 

concerned with the Bank's project generating capability
 

and work closely with the Bank's own staff, transferring
 

skills and experience. The training of Bank staff has
 

also had a positive impact. The management data improvement
 

activity has started later than originally planned, but
 

should have a significant impact on the Bank's internal
 

operations and management when implemented.
 

1.2.5. 	 There are areas where problems have arisen and where
 

improvtments both by AID and ADB are needed to ensure
 

maximum effectiveness in the use of funds and resources.
 

The AID technical assistance prograzmue, consisting
 

primarily of the Regular and Special Sahel Grant projects,
 

is the largest bilateral technical assistance programme with the
 

Bank and it is therefore important that the effectiveness
 

of its contribution is maximised. The report identifies
 

speciLic areas for improvemcnt, with appropriate
 

recoil(ndationso
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46 

1.3. 	 Chapter 3: THE OVERALL POSITION CONCERNING THE REGULR
 

AND SPECIAL SAHEL GRANT PROJECTS
 

1.3.1. 	 In reviewing progress to date in the provision and
 

utilisation of funds to the Bank through the Regular and
 

Special Sahel Grants, the followin key points emerges"
 

(a) during the first three years.of the FY 1978 -


FY 1982 project period, actual obligations of
 

Regular Grant Funds have been considerably less
 

than planned: this has affected the pre-investment
 

studies component of the project in particular;
 

(b) utilisation of Special Sahel Grant Funds has been
 

rather slow, partly because of a slow rate of
 

pre-investment study identification, partly
 

because of contractual delays;
 

(c) considerable attention is currently being focussed
 

on ensuring a high level of commitments for both
 

Grant projects, both by REDSO and the Bank.
 

1.3.2. 	 The evaluation assesses hoti in overall terms the Bank
 

has developed during the 1970s as a development finance
 

institution responding efficiently to the economic
 

and social development needs of member states. Once
 

the overall position has been assessed, it is possible
 

to consider what the contribution has been to this of
 

AID technical assistance.
 

1.3.3. 	 Key points identifiad by the evaluation are­

(a) Bank Group lending now exceeds $500 m annually,
 

with approximately 70 loans per year being approved;
 

(b) there has been a distinct sectoral shift in the
 

Bank Group's lending during the 1970s away from
 

public utilities and transport towards agricultural
 

projects and the health and education sectors, so
 

that in 1978 and 1979 the agricultural oactor
 

received the highest allocation of new Bank lending;
 

http:years.of
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(c)the Bank Group is continually seeking to improve 

disbursement rates; 

(d)the Bank is currently considering how to improve 

the movement of projects through the cycle, for 

example by introducing country and sector 

programming to improve project generating capacity, 

strengthening the appraisal process by the 

establishment of the Central Projects Unit, and 

by increasing the involvement of Project Officers 

in monitoring and supervision of projects from a 

technical point of view: this should be supported; 

(e)the Bank Group has taken important steps in 

strengthening its personnel activities by the 

establishment of the Training Centre in 1978, and 

the development of a permanent career stnicture 

with pension facilities which it is planned to 

introduce shortly: more needs to be done, however, 

in the area of manpower planning; 

(f) the Bank Group has continually sought to improve 

its internal operating procedures during the period, 

with several reports on particular aspects and the 

preparation of an operating manual covering all 

Departments. 

1.3.4. The recommendations made in Chapter 3 are consolidated 

in the following paragraphs. The recomnendations have 

been grouped broadly according to whether they have 

policy implications for AID or the Bank, or whether 

they have more imnediate operational significance. 

Policy Reco.rendatlons 

1.3.4.1. We recommend that the Bank should take the necessary 

steps to introduce country and sector progriruning as 

soon as possible on an operational basis (paragranh 

3,4,6,20), 

0 

S 

C\.o 



1-5 

1.3.4.2. 	 We further recommend that AID and ADB should consider
 

whether the next phase of the Regular Grant Project
 

should include increased technical assistance for
 

country and sector programming (paragraph 3.4.6.21.).
 

1.3.4.3. 	 We recommend that the Projects Department should
 

become more involved than it is at present in
 

monitoring and supervising project progress from a
 

technical 	point of vIew .(paragraph 3.4.6.25.)
 

Operational Recommendations
 

1.3.4.4. 	We recommend that when the new Project Paper is
 

prepared, the AID Logical Framework is revised in
 

order to clarify ambiguities and correct errors in
 

structure (paragraph 3.2.6.).
 

1.3.4.5. 	 We are concerned that in some cases project appraisals
 

may be done rather too quickly at present, to the
 

detriment of good project design and late: implementation.
 

We recomm.end, therefore, that this be reviewed by the
 

Central Projects Unit (paragraph 3.4.6.22.).
 

7o ensure 	that the work of the Central Projects Unit
1.3.4.6. 


starts as soon as possible, we recommend that the staff
 

appointed to the Unit be released from their former
 

responsibillties without delay (paragraph 3.4.6.23.).
 

1.3.4.7. 	 We recom.m=end that the post evaluation unit advise on
 

how appraisal and ccnsultants' reports should be
 

improved so that they provide the necessary basis for
 

post evaluation (paragraph 3.4.6.26.).
 

1.3.4.8. 	 We reccmuend that:­

(a)continued attention be placed on developing the
 

work of the Training Centre;
 

(b) the Bank introduce a planned permanent career 

as soon as possible;structure 	 with a pension schemu 

http:3.4.6.26
http:3.4.6.23
http:3.4.6.22
http:3.4.6.25
http:3.4.6.21
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(c) the Bank take steps to develop forecasts of
 

manpower needs over the next few years, particularly
 

bearing in mind the increased volume of work that
 

will follow if the Bank's capital is opened to
 

non-African countries;
 

(d)the Bank continue to explore with the bilateral
 

agencies how they can satisfy ADB's requirements
 

for technical experts (paragraph 3.4.7.17.).
 

1.3.4.9. 	 It is recoummended that the Bank take steps that are
 

needed to carry out further testing of the Manual of
 

Operating Procedures, and then to revise the
 

Manual as appropriate and introduce it into each
 

Department (paragraph 3.4.8.4.).
 

1.3.4.10. It is recommended that the Bank Group continue to
 

implement the accepted recommendations of the Price
 

Waterhouse Review of Disbursement Procedures of the
 

ADF and the First Review Committee of the ADF 
(paragraph 3.4.8.6.).
 

1.4. CHAPTER 4: PRE-INVEST ENT STUDIES 

1.4.1. 	 The evaluation assesses the extent to which the
 

pre-investment studies financed under the Regular
 

and Special Sahel Grants have contributed towards
 

strengthening the capability of the Bank to identify
 

and appraise effectively loan projects, and to monitor
 

and supervise then during implementation, to the
 

economic and social benefit of member states.
 

1.4.2. 	 Key points that result from the assessment are:­

(a)the Regular anJ Special Sahel Grants account
 

for 44. of the total cumulative bilateral grant
 

assistance that has been made available to the
 

Bank Group for pre-investment studiesl
 

0\
 

http:1.3.4.10
http:3.4.7.17
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(b)between 1971 and early 1974 a considerable
 

number of studies were contracted, but between
 

mid-1974 and early 1979 only four Regular Grant
 

and three Special Sahel Grant studies were
 

financed: it-seems-that major contributory factors....
 

to the reduction in numbers were lack of availability
 

of AID resources and the time it took for the Bank
 

to adjust to the sectcral limitations following
 

the 1973 United States Foreign Assistance Act;
 

(c)currently considerable momentum is being generated
 

with an increase in the number of studies contracted
 

and in the pipeline;
 

(d)Bank Group investment has followed or is planned to
 

follow all the pre-investment studies except three:
 

in these three cases the projects concerned were
 

either not financially viable, or found to be of
 

low priority;
 

(e)the Bank, together with other lending agencies, have
 

invested to date UA 106.3 million, of which ADB's
 

share isUA 7.1 million, as a result of $2.4 million
 

worth of studies: similar figures for the Fund are
 

a total of UA 45.0 million of which ADF's share is
 

FUA 32.3 million for $1.8 million worth of studies:
 

in both cases substantial further investment is in
 

the pipeline;
 

() to date, investment following AID-financed studies
 

amounts to 10% of the Bank's total lending excluding
 

loans for i-lustry, development banks, power supply
 

and telecommunications, and 5% of Fund lending;
 

(g)the previous overconcentration of pre-investment
 

studies in West Africa has been offset since 1971
 

by a more balanced regional distribution;
 

(h)similarly, since 1976 a more balanced sectoral
 

distribution of sti*dies has been achieved, with
 

health and agriculture becoming more important than
 

roads projects;
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(i)currently the contractual progress of most
 

studies is slow because of the excessive
 

number of steps involved and the lack of
 

standardisation: REDSO and the Co-ordination
 

Unit at the Bank are giving priority to
 
resolving these problems and'substantially
 

shortening and simplifying the contracting
 

process;
 

(j)there have been several examples where problems
 

have arisen with the work of the consultants
 

because of lack of supervision by the Bank and
 

the executing agency of the host government;
 

(k)an important problem that emerged during the
 

evaluation is the delays that have o:curred
 

between the various stages of a project, in
 

particular between the feasibility and final
 

engineering itudies and between loan approval
 

and signature and the date of effectiveness of
 

the loan;
 

(1)implementation progress of projects is not
 

systematically monitored and supervised, partly
 

because of the limited involvement currently
 

of Project Officers inmonitoring and supervision;
 

(m)the disbursement performance of projects
 

subsequent to AID-financed pre-investment studies
 

compares favourably with averages for the Bank
 

and Fund as a whole;
 

(n)the socio-economic impact of the projects
 

reviewed in depth has been positive as far as it
 

is possible to assess, except for the dam across
 

the Cotonou lagoon where there are considerable
 

operational difficulties to be resolved;
 

(o) the introduction of sector studies and studies
 

to prepare terms of reference is a positive step
 

towards increasing the Bank Group's project
 

generating capacity and should be continued and
 

expanded.
 



1.4.3. The recommendations made in Chapter 4 are set out in 

the following paragraphs. In broad terms, policy 

recomznendationr have been presented separately fro 

those with more immediate operational significance. 

* Policy Recowmendations 

1.4.3.1. We recommend that:­

41 

(a)the Bank should establish a pre-investment unit 

in the Projects Department to supervise the 

implementation of consultant studie5; 

(b)the Bank should clarify how its supervision 

responsibilities and those of the executing 

agencies in the host countries interact; 

(c) at the beginning of a study the Bank should 

undertake a launching mission-to establish a 

clear and common understanding between the 

host government, the consultant, and the Bank 

about each other's role and responsibilities, 

and the requirements of the study: thereafter 

missions may be required at key poltits in the 

study and when the draft final report is 

presented; 

(d) because supervision of studies is of tmmediate 

relevance to the effectiveness of pre-investmeat 

studies financed by AID grants, AID and ABD 

should consider whether future US technical 

assistance could usefully be directed towards 

strengthening the Bank's capability in this 

area. (paragraph 4.5.3.9.), 

1...3.2. It is recrmvn&d that:­

40 

(a) the Bank s'ould seek to avoid delays between feasibility 

and final design by progr~runing finance for the 

second stud7 well in advance of completion of the 

feasibility studyt this tay be done by considering 

feasibility and final design as Phase I and Phase 1I 

of one study;


*, 
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1.4.3.3. 


1.4.3.4. 


1.4.3.5. 


1.4.3.6. 


(b)AID and ADB should discuss ways in which
 

Regular Grant and Special Sahel Grant funds
 

can be linked with ADB or ADF study loans,
 

or with AID bitateral funds and loans so
 

that (a) abcve can be achieved;
 

(c) the procedures and conditions for granting
 

loans out of ADF funds for the purpose of
 

financing studies should be kept as simple
 

as possible consistent with proper control.
 

(paragraphs 4.5.4.11. and 4.7.9.).
 

We recommend that AID should maintain obligations
 

to the Bank for pre-investment studies and avoid
 

the substantial reductions beluw budget experienced
 

in FY 1978 and FY 1979 (paragraph 4.;.9.).
 

Operational Recommendations
 

It is recommended that when studies are first proposed,
 

a programme and timetable for the stages involved to
 

the point -,fcontract signature should be prepared,
 

and used as a management tool in progressing the
 

study proposal, up.atlng it as required.
 

(paragraphs 4.5.2.3.).
 

It is recommended that the new procedures for
 

processing pre-investment study proposals be
 

implemented without delay, and a programme for
 

doing this should be established (paragraphs
 

4.5.2.9. to 4.5.2.11. and 4.7.9.).
 

It is recornended that consideration be given to a
 

streamlined procedure for TOR studies (paragraph
 
4.5.2,13,). 

http:4.5.2.11
http:4.5.4.11


1.4.3.7. 	 It is recommended thatt­

(a) the quantity and appropriaternss of consultants'
 

work should be ensured as far as possible by
 

adequate supervision;
 

* 	 (b) that concern be taken to provide adequate funds
 

_,to 	enable studIes to be completed effectively
 

(paragraph 4.5.3.16.).
 

* 	 1.4.3.8. It is recommended that where possible training of
 

host country personnel should be included in the terms
 

of reference for pre-investment studies (paragraph
 

4.5.3.20.).
 

1.4.3.9. 	It is recommended that the Bank, as part of its
 

improvement in programing, monitoring, and supervising
 

work, should reinstate a progress report on consultant
 

studies (paragraph 4.5.3.25.).
 

1.4.3.10. 	We recotmnend that:­

(a)the Bank should consider whether a longer period
 

for appraisal would improve project design and
 

expedite implomentation;
 

(b)all recommendations of the Price Waterhouse and
 

First Review Committee Reports designed to expedite
 

loan effectiveness which have been accepted but
 

not Implemented, should be implemented as soon as
 

possible;
 

(c)the Bank's progra-ning of pLoject progress should 

monitor and record the periodi between loan 

approval, signature, ar dgte of meeting the loan 

Conditions. (paragraph 4,5.f.7.). 

S
 

http:1.4.3.10
http:4.5.3.25
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1.43.11. 	We recommended in Chapter 3 that the Project
 

Officers should become involved in project 

supervision and monitoring as set out in the 

Administrative Instructions of 1977, and that 

a distinction should be made between the loan 

and the project when it comes to supervision. 

We further recomend that the system of monitoring 

and supervision should include comparison of 

planned and actual progress, with explanation of 

variances both in time and costs, as part of a 

system of project programming. We suggest that the 

terms of reference for the Central Projects Unit 

include the preparation of this. (paragraph 
4.5.7.5.).
 

1.4.3.12. We recommend ,hat, in the course of reviewing project
 

appraisal report iormats, the Bank should include
 

clearer statements of project goals and purposes, and
 

of the assumptions supporting the analysis. The AID
 

Logical Framework Analysis provides a useful reference
 

for this (paragraph 4.,6.6.).
 

1.4.3.13. 	It is recotauinded that the Bank arrange a supervision
 

mission to (.otonou to identify remedial action for the
 

problems encountered with the operation of the dam across
 

the nouth of Cotonou lagoon. (paragraph 4.6.12.6.).
 

1.4.3.14. 	It is recommuendee that the Bank discuss with the Upper
 

Volta authorities the steps that are necessary to
 

ensure that the watering facilities for livestock and
 

people at the earth daMs are fully used (paragraph
 
!.6.13.5.),
 

l.4.3.l . It is further recmr-*nded that the Bank should consider
 

whether technical astistance will be needed to introduce
 

the planned siphon system of irrigation at the earth
 

dems in Upper Volta (paragraph 4.6.13.7.).
 

http:1.4.3.14
http:1.4.3.13
http:1.4.3.12


1.4.3.16. We rucommend that the Bank should organise and contract
 

as many TOR studies as possible with the uncommitted
 

balance of the FY 1980 obligation for pre-investment
 

studies (paragraph 4.7.9.).
 

1.4.3.17. We recommend that AID should be flexible in its use of
 

sectoral criteria when the case for a particular project ..
 

is strong: further, that the Bank should, as a test case,
 

prepare and justify to AID a pre-investment study for a
 

major infrastructure project such as bridges on a trunk
 

road which is of high priority to the country concerned,
 

but not obviously within the AID sectoral guidelines
 

(paragraph 4.7.9.).
 

1.5. CHAPTER 5: TECHIICAL EXPERTS
 

1.5.1. 	 The evaluation assesses the extent to which the work of
 

the technical expert% has contributed to strengthening
 

the capability of the Bank Group to identify and appraise
 

loan projects and monitor their implementation to the
 

benefit of member states.
 

1.5.2. 	 The key points that result from the evaluation are:­

(a) the AID technical experts currently account for
 

about 20% of the total number of technical assistant#
 

in the Bank;
 

(b)the work of the experts has contributed directly to
 

strengthei.ing the Bank's capability to identify,
 

appraise, monitor and supervise projects;
 

(c)the most effective training that the experts can
 

give is through working closely oil a day-to-day
 

basis in an cperational role with Bank staff;
 

(d) the idea of one-to-one counterparts is widely
 

rejected both by Bank staff and the technical
 

experts: the technical experts are complementary
 

to Bank staff;
 

http:1.4.3.17
http:1.4.3.16
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1.5.3. 


1.5.3.1. 


1.5.3.2. 


(e)the appraisal of the work of technical experts
 

could be used more effectively as a management
 

tool;
 

(f)generally, the procedures for recruitment seem
 

satisfactory, although there is a need for more
 

information to be available to the experts on
 

terms and conditions of contracts, living conditions
 

in Abidjan, and administrative arrangements, as
 

well as on the work of the Bank and the particular
 

Division or Department;
 

(g)there are several issues concerning terms and
 

conditions of service which need resolution:
 

REDSO is currently dealing with them;
 

(h) the Bank would like to have more AID technical
 

experts, and its seems that they could be absorbed
 

without difficulty.
 

The recommendations made in Chapter 5 are set out in
 

the following paragraphs. They have been divided into
 

those which, broadly speaking, are concerned with
 

matters of policy, and those which are more directly
 

operational.
 

Policy Recommendations
 

We recommend that ADB and AID should consider whether
 

a basic proficiency in French should be required of
 

all future US technical experts, what effect this would
 

have on recruitment, and what the Irplications are for
 

language training (paragraph 5.5.5.5.).
 

We recowmend that the Bank consider increasing the
 

scope of appraisals in the following way:­

(a)the appraisal should include an interview with
 

the expcrt, during which he would have the
 

opportunity to record comments on observations
 

m4ade about his performance by his superiors;
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... .to 


1.5.3.3. 


1.5.3.4. 


(b)the appraisals should be more specific, referring
 

to particular work tasks and assignments carried
 

out during the year: this could also be expanded
 

to have assignment-based appraisals more frequently
 

than annually;
 

(c)the appraisal should give the expert the opportunity
 

put forward suggestions designed to improve-his
 

work performance and that of the Department.
 

Operational Recommendations
 

We recommend that the Bank consider the comments made
 

by the technical experts for improving their work and
 

that of the Bank, i.e.:­

(a)improving interdepartmental communication and
 

liaison;
 

(b)reducing time spent on administrative matters
 

by strengthening administrative support services;
 

(c)spending more time in Division meetings taking
 

stock of what has been and is being done and what
 

lessons are being learned;
 

(d)providing an agenda for Division meetings and the
 

opportunity to discuss issues as well as the
 

immediate programme of work (paragraph 5.5.5.3.).
 

We recommend that the Bank and REDSO give immediate
 

consideratior, to the suggestions made by the expects
 

for additional information to be made available during
 

recruitmenC. In particular, we recommend that the
 

Bank and REDSO prepare a booklet of informatiun,
 

including details of regulations, terms, allowances
 

and -ondftions, living conditions and costs, and
 

admin:strative arrangements (paragraphs 5.7.3.2. and
 

5.7.3.3.).
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1.5.3.5. 	It is recommended that the booklet used by the
 

Training Centre at the Orientation Seminar be given
 

to new arrivals as soon as they join the Bank
 

(paragraph 5.7.5.2.).
 

1.5.3.6. It is further recommended that a copy of the
 

Administrative Instructions should be given to 

each new arrival immediately he joins the Bank ­

and that he should read them (paragraph 5.7.5.2.). 

1.5.3.7. 	We recuintend that Division Heads be encouraged to
 

provide specific induction to new arrivals. Also
 

where possible, new arrivals should be sent on
 

mission as active observers as soon as possible
 

after arrival to enable them to learn how the Bank
 

operates in the field. (paragraph 5.7.5.3.).
 

1.5.3.8. 	 We recommend that ADB's capability to assist experts
 

with such matters as locating and leasing housing
 

should be strengthened (paragraph 5.7.6.3.).
 

1.5.3.9. 	 We recommend that REDSO should complete its review
 

of the experts' concerns with their terms and
 

conditions of service as quickly as possible, and
 

that as far as possible reasonable and equitable
 

solution, .und within statutory possibilities
 

(paragrap., 5.8.5.).
 

1.5.3.10. We reco=end that AID apply rectoral criteria
 

flexibly when responding to requests for technical
 

experts fro- the Bank (paragraph 5.9.2.).
 

1.6. CHAPTFR 61 TRAIN4 ,G 

1.6.1. 	 The evaluation assesses the extent to which the
 

funding assistance AI provides to the training
 

activities of the Bank contributes to the
 

strengtheiing of the tark .a a deveoV01'rrnt flnaricC 

Instittition rsxpodlhg to the neds of membvr 
states.
 

http:1.5.3.10
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1.6.2. The key points that result from the evaluation are:­

(a)the Training Centre has developed an ambitious, 

but necessary, programme of training, both for 

its own staff and those of development 

* institutions in member countries; 

(b)AID assistance for training to'date has been 

relatively small compared with that for technical 

experts and pre-investment studies, and for a 

small increase in funding could be considerably 

expanded; 

(c)AID assistance for training is the only bilateral 

assistance the Training Centre receives for 

training its own staff: several donors are 

financing courses for staff of member state 

institutions; 

(d) apart from the precis writers' course in 1977/78, 

which was badly planned, the training received 

to date seems to have been most valuable and 

beneficial to the trainees/persons on attachment 

in particular and the Bank in general; 

(e)post evaluation of training takes place in the 

form of written reports and an evaluation 

seminar, but sometimes it setms that these are 

omitted: this ts unfortunate because the 

attachments in particular have generated many 

ideas and rcco=mendations for improvements in 

the Bank's procedures which should be systematically 

considered; 

(f)generally, selection procedures and administrative 

arrangeents seem to be satisfactory. 

1,6.3, The reCvr.endaticns made In Chapter 6 aro set out In 

the following paragraphs. In broad terms, the 

recorr..ndati(n with implications for policy is 

separated fro those of more irmediate operational 

significance. 
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Policy Recommendation 

1,6.3.1. We recommend that when tha next Project Paper for 

the Regular Grant is prepared, REDSO and AD should 

discuss ways in whici- the training part of the 

Regular Grant Project can be expanded (paragraph 

6,9,2,-and -7,3), 

Operas tonal Recommendations 

1.6.3.2. We recommend that:­

(a)ADB should ensure that it is fully aware of the 

contents of courses before Bank staff are sent 

off; 

(b)where possible, ADB should have an input to 

course planning by Identifying its specific 

needs to the institution concerned (paragraph 6.5.2.10.) 

1.6.3.3. We recommend that the production of back-to-office 

reports and follow-up action should be given high 

priority for professional staff returning from study 

attachment (paragraph 6.6...). 

1.6.3.4. We recommend thatt­

(a)the post evaluation procedure for Bank personnel 

returning from courses end attachments should be 

followed in all cases; 

(b) senior management and their irmediate supervisors 

should bo involved in the post evaluation process. 

(ptragraph '.7.5.). 

I. .X.5. We r, , d Li.Lm *aitivnalinfomAtfion ou living 

,onditlon4 knd cotts tn tio countrivo to where 

portonnvl 4r@ snt sMould be prvidtid, triparticular, 

we rtcommnd th4t the *rAinIng C-ntrv aod AtO liaise 

to provide stiy fi],- or lnotrmAien avallable at the 

US Intorrtihnil O ,aji¢,ttns Agency (parigraph #.,7,) 

• 
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1.7, CHAPTER 7: IMPROVEMENT OF MANAGEMENT DATA SYSTEM 

1.7.1. 	 The evaluation has not been able to do more chan
 

record progress to date with the Phase I study, and
 

outline likely future stages.
 

1.7.2. 	 The key points are:­

(a) the Final Report of the Phase I study is due to
 

be presented to the Bank at the end of May 1980;
 

(b) it seems likely that the Bank will proceed to
 

develop systems for the Secretariat and Management
 

Information before Economic Studies;
 

(c) it is planned to have the first systems operational
 

in 1982;
 

(d) the cost of the whole system is considerably in
 

excess of the amount originally programed by AID.
 

1.7.3. 	 The recommendation made in Chapter 7 is set out in the
 

following paragraph.
 

1.7.3.1. 	 It is recommended that ADB and AID start discussions
 

on the revised financing of subsequent phases as soon
 

as feasible after the consideration of the Final
 

Report of Phase I (paragraph 7.4.2.).
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CHAPTER 2 	 INTRODUCTION AND TERMS OF REFERENCE 

FOR THE EVALUATION 

2.1. INTRODUCTION AND BACKGROUM. 

2.1.1. 	 The AID programme of development grant assistance to
 

the African Development Bank (ADB) consists of
 

three projects:­

(a) the Technical Assistance ("Regular") Grant,
 

project no. 698-11-120-127;
 

(b) the Special Sahel Grant, project no.
 

625-11-995-909; and
 

(c) the Regional Onchcercisasis Area Land Satellite
 

(L.ANDSAT) Related Study Grant.
 

These projects are all for the provision of technical
 

assistance. This evaluation is concerned with the
 

Regular and 	Special Sahel Grant projects, treating the
 

two as one project with separate sources of financing.
 

2.1.2. The first Regular Grant agreement between AID and the
 

Bank was executed in July 1968 providing $415,000 for
 

advisory technical assistance and feasibility studies.
 

Between 1968 and September 1977 a total of $6,085,000
 

was authorised. It seems that no Project Paper was
 

prepared 	until 1977 when authorisation for a further
 

$6,600,000 was sought, and obtained, for the Fiscal
 

Years (FY) 1978 - 1982. In total, therefore,
 

$12,685,000 has been authorised since 1968 under the
 

Regular Grant programne. At May 16, 1980, $8,965,000,
 

or 71: of the total authorised had been obligated to the
 

Bank through amendments to the original grant agreement.
 

These funds have been, and are being used fors­
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2.1.3. 


2.2. 


2.2.1. 


(a)pre-investment studies for projects;
 

(b)financing US citizen technical experts at the
 

Bank;
 

(c)financing certain expenses associated with short
 

term training of Bank Staff;
 

(d)the development of an electronic data processing
 

(EDP)-based data management system at the Bank;
 

(e)procurement of some legal books for the Library;
 

(f) this evaluation of the Regular and Special Sahel 
Grant projects.
 

The initial agreement for $2,000,000 between AID and ADB in
 

respect of the Special Sahel Grant was executed in November
 

1974, and increased in June 1977 by $1,000,000. The purpose
 

of the grant is to assist the Sahelian countries with
 

recovery and rehabilitation after the droughts of the
 

early 1970s. The first grant agreement was for the
 

financing of economic feasibility studies, preliminary
 

engineering, and final design studies. The terms of the
 

additional grant were expanded to allow its use for studies
 

or analyses of regional or sectoral development strategies,
 

to identify and design projects for financing, and to
 

address special problems in the implementation of the
 

Sahel development program*.
 

OF, THIS EVALUATION 

InMarch 1977, an evaluation was carried out by the
 

Program Evaluation Officer of REDSO/WA of the whole
 

programs of AID development grant assistance to the
 

Bank. This comprised desk research and interviews with
 

Bank officials and REDSO personnel only, and was not an In-depth
 

evaluation, One of the recommendations of this evaluation
 

was that an in-depth evaluation should be carried out in
 

1980.
 

TIM AUTHORITY FOR, AND PURPOSE 
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2.2.2. 	 The 1977 Project Paper included this recommendation,
 

and on August 30, 1979, an amendment to the Regular
 

Grant agreement was approved, providing $50,000 for
 

the evaluation and setting out in broad terms what 

the evaluation should include, among other things, 

nam-ly ­

(a)evaluation of progress toward attainment of the
 

objectives of the project;
 

(b)identification and evaluation of problem areas or
 

constraints which may inhibit such attainment;
 

(c)assessment of how the information obtained may be
 

used to overcome the problems referred to in (b)
 

above; and
 

(d)evaluation, to the degree feasible, of the overall
 

developmental impact of the project.
 

2.2.3. 	 This amendment established the timetable for the
 

evaluation, which was to be carried out jointly by
 

the parties, during March and April 1980, with the
 

results of the evaluation to be reported to the parties
 

not later than May 31, 1980.
 

2.2.4. 	 Subsequent to this, in February 1980, the Acting
 

President of the African Development Bank, Mr. G. Gondwe,
 

and the Director of REDSO/WA, Mr. G. Evans, appointed
 

members of their staff representing all appropriate
 

departments to a Joint Evaluation Coanittee (JEC) which
 

was charged with the responsibility for carrying out
 

the evaluation.
 

2.2.5. 	 ADB and AID decided to engage to the JEC an independent
 

consultant from the firm of Deloitte laskins & Sells to
 

provide professional services, advice and assistance,
 

and in order that the results of the evaluation might
 

be see, as objective.
 



2-4 

2.2.6. 	 The evaluation has two main purposes:­

(a)to assess the impact of the Regular Grant and 

Special Sahel Grant projects in terms of their 

purpose and goal; to evaluate the relevanco of 

the project design and strategies; and to 

determine factors associated with success or 

failure; 

(b)to feed back findings into improved design and
 

execution.
 

2.2.7. 	 The results of the evaluation will be used as a basis
 

for improving the execution of the Regular and
 

Special Sahel Gratit projects. They will also be used
 

as the basis for a revised Project Paper which may
 

determine the level and extent of future AID
 

contributions. Of particular significance in this
 

regard is the intention of the ADB to increase its
 

membership and capital to include non-African countries,
 

perhaps by 1982. This will substantially increase the
 

capital resources available to the Bank for lending,
 

and necessitate an expansion in the Bank's planning,
 

project identification, preparation, appraisal and
 

supervision activities.
 

2.2.8. 	 The terms of reference for the JEC yere agreed as
 

follows:­

2.2.8.1. 	The Evaluation of Projects Based on Studies runded
 

bX AID Grants
 

(a)establish the implementation status of project
 

loans made based on studies funded by AID;
 

(b)identify whether any projects have been 6ompleted
 

and, if so, what have been the results;
 

(c)identify whether there have been any negative
 

results and, it so, whether the pro-investment
 

;tudies foresaw the possibility of such results;
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(4)establish whether pre-investment studies themselves
 

or any other outputs created unforeseen problems
 

or had unexpected benefits;
 

(e) 	 determine what has happened to completed studies 

for which no project loans have yet been made; 
..	 (f) identify how thee. projects art intended to 

contribute to social progress or economic 

development in the member states; 
(S)establish what has been the implemcntation 

performance on these projects, ientifying major 

implementation problems, and determining how the 

iplemant4tion experience 	with particular projectb 

can 	be used to improve the design of future 

projects; 
(h) 	identity how disbursement rates compare with 

projections and if possible how they compare with 

the avere f(or the ADD and ADF as a whole; 

(i)establish what has been the ADS's progress 
towards its own performa.;ce objectives. 

2.2.8,2. AID FinancedTechnical ,xperts 

Establish, by means of interviews and a review of 
documents how the project-finmced technical experts
 

have contributed to the achievement of the ADS's own 

performance objectives. 

22.3.). AID Financed Train/ 4 

Establish, by means of interviews and a review of 

documents, how the project-financed training has 

contributed to the achievement of ADS's own 

performance objectives.
 

0a
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2.2.8.4. AID Support for the Bank's Project for Identifying
 

and Adopting New ,anagement Techniques
 

Evaluate 	the progress of the data management modernisation
 
activity currently being undertaken and assess its
 

contribution to the achievement of the ADB's own
 

operat ionaI object ives.
 

2.3. OUTLINE OF METHODOLOGY USED
 

2.3.1. 	 Inthis chapter the methodology used for the evaluation
 

isoutlined briefly; in subsequent chapters further
 

details are given.
 

2.3.2. 	 The basic methodology used has been to obtain and
 

evatuate information from a variety cf sources and
 

to codify it in status review forms for each
 
pre-Investment study, technical expert and trainee.
 

The forms are included as Annexes to this Report.
 

2.3.3. 	 Intormation concerning the pre-investnent studies and 
subsequent action. LncludinS investment by the bank 

Croup, was obtained from detailed file searches at 

ADS and RIDSO/WA; reviews of all available periodic 

reports, for example the Statement of Loans and the 

Loan Administration reports; interviews with Project, 

Loan, and finance Officers; reviews of consultant 

reports and appraisal reports prepared by the bank; 

and for five projects in four countries, missions to 

see the projects, Sather data on implementation of 

the study and the project, and its impact, -ere carried 

uto
 

2.).4. 	 As far as the technical experts are concerned, the 

main source of information was a combination of 

written questionnaires and verbal interviews with 

the technical experts and their supervisors. Copies 

of the questionnaire form used are contained inthe 

Annexes. Inaddition, Inforation was lathered 
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from the files of the experts. Unfortunately, 

the evaluation was unable to obtain very much 

information about the impact of the experts who 

left several years ago because no end-of-tour 

reports seem to have been prepared. In the 

. . .course of reviewing the pre-Lnvastment studies, 

however, the name of Hr, Crosthwaite, who was 

a transport engineer, funded under the Regular 

Grant project, occurs frequently and his former 

colleagues in the Transport Division of the Bank 

speak highly cf him. 

2.3.5. A similar method of combined written questionnaires 

and verbal Interviews, plus a review of training 

reports, terms of reference and policy documents 

was used to compile information on the impact of 

the training partly financed by Regular Grant funds. 

2.3.6. As the progress with the development of an EDP-based 

data management system is limited to date, with 

Phase I studies by the consultant nearing completion, 

the evaluation was not able to do more than establish 

the current status of the work and the outline plan 

for the next stages. This was drne by means of 

interview with the consultant, and ADB staff. 

2.3.7. A review of the operating procedures for the Regular 

and Special Sahel Grants was carried out by the Bank 

and RZDS0/VA at a meeting on February 7, 1980. The 

consultant reviewed this and added points that arose 

during the evaluation of the individual components of 

the project. The consultant also held discussions 

with officials in the ADB Co-ordination Unit and with 

RZDSO/WA officials on further Improvezents. 

* -'\
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2.3.8. 	 The evaluation of the extent to which, in general 

terms, the ADB has developed as a development banking 

institution during the last few years was carried 

out by a combination of reviewing data and statistics 

available on the Bank's activities and performance 

and holding interviews with Bank officers, includin. 

Departmental Directors. Information was also sought, 

and some obtained, on other development banks with 

which some comparisons are useful, for example the 

World Bank and the Asian Development Bank. 

2.3.9. 	 Altogether, the evaluation obtained a large amount of 

information from many sources about the implementation 

and impact of the Regular and Special Sahel Grant 

projects. The JEC and the consultant wish to thank
 

all those involved for their cooperation and assistance.
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CHAPTER 3 	 THE OVERALL POSITION CONCERNING THE 

REGULAR AND SPECIAL SAFML GRANTS 

3,1. INTRODUCTION 

--. . 3.1.1., This-chapter first sets out an-outline description of 

the Regular Grant and Special Sahel Projects as
 

presented in the Project Paper of 1977. The projects'
 

goal, purpose, planned outputs and inputs are described
 

with a review of progress to date.
 

3.1.2. 	 The review of progress to date in achieving the projects'
 

goal and purpose considers how the Bank has developed
 

as a development banking institution during the period
 

of the project. This is done by reviewing the Bank
 

Group's lending and disbursement records during the
 

period, and by considering the steps by which projects
 

move through the project cycle from identification to
 

implementation. The Bank Group's personnel situation
 

is discussed, and the measures taken to improve the 

internal operations and procedures of the Bank, with 

coments on the progress made to date. 

3.1.3. 	 Conclusions and recommendations arising from this analysis
 

are set out at the end of each sub-section.
 

3.2. DESCRIPTION OF THE REGULAR AND SPECIAL SAHEL GRANT PROJECTS 

3.2.1. 	 Themainsotirce of information on the design of the two 

projects is the Project Paper of 1977. This appears to 

be the iirt time tiat a comprehensive design was 

prepared, Previouslt, the frameworks for the projects 

were the original grant agreement of July 1968 for the 

first of the 	"PAogular" grants, amendcd periodically as 

additional amounts were obligated to the Bank, and the
 

grant agrone 	 nt of November 1974 for the Special Sahel 

Grant, anendd in July 1977 when the size of the Grant
 

was incrosed frur 12,000,O00 to $3,OO00OO0. 

*'
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3.2.2. 


3.2.3. 


3.2.4. 


The 1977 Project Paper contains an AID Logical Framework 

Analysis which sets out the planned goal, purpose, 

outputs and inputs for the Regular Grant project. A 

similar analysis for the Special Sahel Grant does .ot 

seem to have been prepared. For the purpose of this 

evaluation, the goal-and.purpose-of the Special Sahel. 

Grant are taken to be the same as for the Regular 

Grant, but with special emphasis on the recovery and 

development of the countries in the Sahel Region. 

Although the Logical Framework Matrix prepared provides 

a useful basis for assessing the planned project goal, 

purpose outputs and inputs, there is a certain 

ambiguity among goal, purpose, outputs and inputs 

which should be avoided in future Project Papers. 

For example, with regard to inputs and outputs, the 

provision of technical experts to the Bank is 

considered an output in the Logical Framework. It 

is more accurate, in our opinion, to consider the 

provision of the experts as an input, whereas the I 
output is the work performed by the technical experts. 

Similarly the distinction between the goal and purpose
 

is rather blurred i-ithe Logical Framework. The
 

project goal is stated ast-


Strengthen the Bank's institutional capability
 

to respond affirmatively to member states'
 

requests for support for their social and
 

economic development goals" 
while the project purpose is given as
 

Strengthen the Bank's capability to Identify
 

and appralso effectively loan projects for
 

membtr stntes and to numitor them during 
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3.2.5. As a result of the lack of a clear distinction between
 

• 	 the goal and purpose as specified, the measures of
 

achievement as contained in the Logical Framework ure
 

confused, in our opinion, In order to measure the
 

extent of achievement of the project goal, one
 
°"objectively verifiable indicator" established is
 

the amount of time required for 	complete preparation
 

of member states' project proposals. This is to be 

measured by analysing the time span from project 

identification to loan approval. In our opinion, 

this is more appropriately located as a means of 

verifying whether the project purpose has been 

achieved rather than the project goal. 

3.2.6. It is not intended that this evaluation should re-write
 

the Logical Framework for the project. It is
 

recrnended, however, that when the new Project Paper
 

is prepared, the Logical Framework is revised in
 

order to clarify ambiguities and correct errors in
 

structure#
 

3.2.8. The Project Goal
 

3.2.q.1. For this evaluation, the JEC decided that the goal
 

of the geular and Special Sahel Grants ist­
1"to advance economic and social development
 

in Bank Grcup mcmber states".
 

3.2.9. The Pro ect Purpose
 

3,2.9.1. The project purpose agreed by the JEC is defined oat­

"to increaso f e Bank Group's ability to respond
 

affirnatively to rcquests for project loses
 

by ntcm~r states."
 

* 	 /
 

0 
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3.2.9.2. 	 More specifically, this concerns the Bank Group's
 

capability to identify, prepare and appraise loan
 

projects, and to monitor and supervise their
 

implementation.
 

_3.2.10. 	_ Project.Outputs
 

3.2.10.1. The project outputs for the Regular Grant Project
 

aret­

(a) completed pro-investment studies;
 

(b) the work ot US technical experts placed in the
 

Bank in key positions from the point of view of
 

identifying, appraising, monitoring and supervising
 

the implementation of projects;
 

(c) the work of trainees who have completed training
 

courses vith the assistance of Regular Grant
 

support;
 

(d) 	 a modernised system of data management at the 

Bank; 

(a) a camplated in-depth evaluation by the end of 

May 1980. 

3.2.10.2. 	 The project outputs for the Special Sahel Grant are 

coepleted 	pre-Investment studies.
 

3.2.11 .	 Project Ineut 

3.2.11.1. 	The project inputs are defined as pro-riding funds to
 

finances­

(a)US and African constilting firms contrartod to 

uriderta e pre-Invtr.nt studiei Identified by 

the Dan,4 'aprrt&'4by lIEDSO/WA, using bvth 

Regular and Special S4hel Corant furds; 

() 	US tschnical experts to work in the Bank;
 

http:pre-Invtr.nt
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(c)transport, per diem, and miscellaneous expenses 

for bank staff sent on training courses 

overseas: this Isprimarily for professional 

staff who are seconded to other regional 

development banks or similar institutionst 

(d)consultants to study the lank's requiruwnts 

for a modernised data management system, and 

then to design the system agreed upon, to adept 

existing systems and to carry out training of 

Rank staff who will operate the new system. 

Ce) a consultant to assist and advise the joint 

evaluation of the Regular and Special Sahel 

Crant projects. 

3.3. REVIEW Of PROGUSS TO DATE 

3.3.1. in reviewing overall progress to date with the 

Implemert4ion of the Reqular and Specia Sahel 

Grants, the loIScal sequence of project &oal, purpose, 

output and inputs is reversed. 

* Table 3.1. -

SusAry Status of Fundni, Regular Grant 

Prelect at at December It.179 

1, Total mount Anthorltsd 

Atlotted to date 
Not yet allotted 

2. TOtal Mount Ockliatt. 

Comitted to date 
Not yet cfrItted 

i,Atio&cAtion refehbitcotd rqrds 

M. 

$12,685,000 

7,81,000 
1,.820,O00 

I 7165,000 
7,635,27 
229,673 

Itlatmnt Total 

* Pre-mnvssu.#*04 udte. 

Tflfff4$,020 

67,i,11409 1$6,4A7 
114., cOO 

19.)t 

1.96Z 

pro(aif, 
s 673)2 20 

0 1,600 
. 

.021 

.61.ow. C2o 

. 4SS,,1752917 7,~5cX~l0f0 
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Table 3.2. -

Summary Sstus of FundIng, Regular Grant
 

Project As at May 16, 1980
 

1.Total Amount Authoris4k $12,685,C0
 

Allotted to date 8,965,000
-.........ot.....allotted
...yet 3,720,000 

2. Total Amount Allotted $ 8,965,000 

Oblilated to date 8,965,000
 
Not yet obligated 0
 

3. Total mount obliSated $ 8,965,000
 

Coeitted to date 8,484,467
 
Not yet committed 480,533
 

4. Allocation of Obligated Funds:
 

Amount Amount Total 
&CtivityCocltted Unconitted Obligated Percent 

Pre-Investment Studies $6,803,346 $328,778 $7,132,124 79.55% 
Technical Experts 1,437,161 67,500 1,504,661 16.78% 
Training 
Manaleuent Improvenent 

121,160 
71.200 

80,455 
3,800 

201,615 
75.000 

2.25% 
.842 

Procurement 1,600 0 1,600 .02% 
tvalustion 50,000 0 50.000 .56Z 

Total $8,484,467 $480,533 $8,965,000 100.00% 

3.3.2. Prlc nus- eua rn 

3.3#.1. InTables 3.1. and 3.2., statments of the cuulative 

funJinS position of the Regular Grant Project are set 
out, to December 31, 1979, and May 16, 1980, respectively. 

The forwer Is the date used when considerinS the status 

of subsequent project investment by the AD3B Group, the 

latter Is the latest position available to this evaluatlof 

aWd Int ,1tv the full obligation to AD of the 1980 
al|t-rrnt $l,lO-,4). The May 16, 19RO, position 

Imlu4vs the vbtliatin of $211,200 nude on that date 

for pre-luvestment suif4s. This wvs originally earnarkod 

fior PhAse It of the rnA. sff* t data improvement activity 

but vill not nov be nvdv4 until FY 1981. To avoid 

fiy~ the funds inattive It Is$ boon dVCid1V4 ttu usa, 
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them for pro-investment studies, and to transtar an
 

equivalent amount out of oho FY 1981 planned obligation
 

for pro-investment studgs to the management data
 

improvement activity.
 

3.3.2.2. In physical terms, the coemitments at Hay 16, 1980, 

represent:­

(a)Pre-investment studies 

Value $ 

22 contracts completed 4,276,455 

2 contracts signed, work in progress 550,000 

3 contracts being negotiated 1,076,891 

I commitment made TOR approved 500,000 

I commitment made TOR being reviewed 400,000 

6,803,346 

(b)Technical Experts 

3 completed contracts 414,661
 

5 contracts signed, personnel in post 922,500
 

I commitment for extension 100,000
 

1,437,161
(c)Trainin& 


4 precis writers and one interpreter
 
completed their training 54,000
 

6 proteoxionals co letce their
 
Attachment training 27,330
 

CommLtv#nts for five professionals
 
not yet sent on attachment 39,830
 

121,160
 

(4) ~ M sn ent D'Ita Systetm 

Contract for Phase I signed. wrk in 
progreu 71,200 

S(
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Value $ 

(a)Procurement
 

Completed procurement of legal
 

books from Harvard Law Library 1,600 

(f)Evaluation 

Work completed with the preparation
 
of this report 50,000
 

Total Comiitment 8,484,467
 

3.3.2.3. At March 31, 1980, cumulative accrued expenditure 

against commitments was as follows: 

Pre-inveatment studies $4,724,955 

Technical Experts 763,161 

Training 81,300 

Management Data Improvement 32,200 

Procurement 1,600 

Evaluati(n 15,000 

Total $5,618,216 

3.3.2.4. Thus, to date, 71% of the total amount authorised has
 

been allotted and obligated to the Bank, and 91Z of
 

thc amount obligated has been comaitted. Although a
 

ccrparilson of expenditure at March 31, 1980, with 

cowrit-aents and obligations at May 16, 1980, is not 

quite correct, there has not been much change in 

expenditure since the end of March. Accordingly 

expenditure is currently approximately 691 of 

comit-wnts And 61%cf oelsIations. 

3.3.2.5. To asiets the rocerit fInatcidl progress of the Regular 

Grant project. we have cocpartJ the plann'd 6chedule 

of ftin~Winj With What has aCtual1.y occurrev, In each 

year fre )Y 1971, vhich Is the fir-t year couvrtd by 

the, 19:7 Project Vaper. This is set ,ut In Table 3.1, 

Tho table alsa provi, es the lt ;4t frrtnxait of 

obl i-tir e to 1Y 1982 wi €cipare4 sfth forvewat. 

qb.
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3.3.2.6. This talble shows that overall actual funding levels 

have been considerably less than originally planned, 

with a shortfall of almost $1 million in FY 1979 and 

$600,000 in FY 1980. The main cause of this is AID's 

overall shortage of funds. The shortfall in Regular 

Grant obligations has primarily affected pre-investnent 

studies with apprQximately $1 million less than 

planned, ObliLStions to support the provision of 

technical experts have been at about the budgeted 

level over the three l's 1978 to 1980. although in 

FY 1978 they were considerably above budget. 

Obligations for training have fallen short of budget 

so far. as have thpie for the iaprovestnt to the 

lank's manalement data system imere work has started 

later than originally planned. 

Pre-lnvestm*nt Studies 

3.3...7. At the time of the 1977 Project Paper, 17 pr-investment 
studies were ,itter oi;plwteor in progreas under 

the Fqmtar Gr nt, vith andthvr two in the preparatory 

stage. A further I were planned for the period 
FY 1978 to 1982. Only six of the thirteen studies 

planned have btcn coutrA4 ti so far, five if . iIch 

were small stwfies for the preparation of terms of 

reftrmnce. This Is lar&rly bocause of the Otortfall 

it, svailble (u, hsis.. also duo to the slomess 

in ioanliirt stls, With %ore frns avallablv In 
FY 11NE, ai the Worrts boing %4Jv by WKSO and the 
C"ordlrtlorb Vult it the BanK to streasline tbe 

c,tr4tig ¢Cycl , thr#0 fe ibillty studies will 

a!.rtly tr r~i-ttwj, Volth %VAtWe ( I~ 

*tuA ira, tIJ io , +1 t,rI inVIW |.4 or ra+4 S 
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Technical 	 Expert. 

3..2.8. 	Three technical experts were funded prior to HT 1978
 

at a cost of $414,661 to the Regular Grant project
 

and Fr/CFA 6.0 million to the Dank. Since then five
 

..	 contracrsc hAvebeen signed with-a commitmi; of $922,500 

from tho Regular Grant preject and Fr/CFA 34,400,000 

from the Bank. Of these, the agricultural economist 

and sanitary engineer positions are funded for two 

man/years each from the balance remaining in the 

Regular Grant prior to FT 1978, and the other three 

are financed from FY 1W8 and FY 1979 obligations. 

Trainin&
 

3.3.2.9. 	All training funded by the Regular Grant has occurred
 

since August 1977. So far four precis writers, one
 

Interpreter and six professional members of the Bank's
 

staff, including two Deputy Departmental Directors.
 

have been on courses ranging from five weeks to ten 

nonths. There are open tommitments for five more 

professionals who are due to go on attachment to other 

developments banks. 

Xanaiement Data Viprovorvnt 

3.3.2.1,). 	The consultant for Phase I of the dcvelopment of an 

improved managmnt data systtm started work In 

January 1980 and isdue to proesnt the final Report 

at the end of May 1980. 

tvAIutton 

3.1.?,11. 1e CoMultan to SAslt with the JEC'S evaluation 

startel work a t 1 N~tgnnlnX of March &nd is due to 

cnploete th-. vok 4t the #n4 (A( 1L%7. 
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3.3.3. 	 Project !nputs-Special Sahel Grant Project
 

Table 3.4. sets out the cumulative financial position
3.3.3.1. 

at may 16, 1980. 

Table 3,4. -


Suumary Status of Funding, SpacIal
 

Sahel Grant Project at May 16. 1980
 

1. Total Amount Authorised 	 $3,000,000
 

Allocated to Date 3,000,000
 
Not Yet Allotted
 

2. Total 	mount Obligated $3,000,000
 

Committed to Date 2,662,270
 
Not Yet Comitted 337,730
 

3.3.3.2. 	 In physical terms this represents three completed 

pre-investment study contracts worth $1,307,395, two 

contrac-ts slintd with work in progress and two 

scuies with contracts under ne;otiation. 

3.3.3.3. 	 One hundred percent of the total mount authorised of
 

$3,000,000 has been allotted and obligated, and 890
 

ccauitted. Approximately 28: of the amount obligated
 

to tied up in contracts still under negotiation.
 

3.3.3#4. 	Draw down of funds for the Special Sahel Grant has
 

been slow. At March 31, 1980, expenditure a tunted
 

to $,489,240, or 50%. The main reasons for the slow
 

progres ares­

(4) slov Identification rate of potential studies, vith 

Sahellan countris and CUSS oltv to tome forward 

with pr(4)ossas; 

(h) long delays In agreeing tems of reference and 

cr4tracting consulting flims.
 

0 
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3.3.4, 	 Proiect Outputs
 

3.3.4.1. 	For the purpose of considering project outputs it
 

is convenient tc take the Regular and Special Sahel
 

Grants together.­

Pre-Investment Studies
 

3.3.4.2. 	The above analysis of project inputs shows that a total 

of 25 pre-investment studies have been completed, 22 

financed by Regular Grants and three by Special Sahel 

Grants. A further four are in progress, two each financed 

by the Regular and Special Sahel Grants. Two of these 

studies, the Djermaya - Djimtillo Road in Chad, and the 

Dor - Tera - Niamey Road in Upper Volta/Niger, are at 

the Draft Final Report stage and have been used to take 

investment decisions. The decision on the former was 

against investing in the road because of its lack of 

feasibility while the decision on the latter was to 

proceed with final engineering design. 

Technical 	Experts
 

3.3.4.3. 	 So far a total of seven technical experts have started 

work In the bank, three having completed their contracts. 

An eighth has just arrived. The eight ares-

I transportation economist
 

2 financial analysts
 

2 agricultural econcoists
 

1 sanitary engineer
 

I Special 	studies coordinator
 

I health plinner 

3.3.4.4. 	 As Chapter 5 shows. the work of those experts has been 

predomwintntly project preparutfon and appraisal. The 

Special Studies Coordinator is in the Departnmnt of 

Policy Planning and Developnt where his work it 

directed towards 1%proving project identification, 

formult|t policie and roseirchirng oporational problems.
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3.3.4.5. 


3.3.4.6. 


3.3.4.7. 


3.3.4.8. 


3.3.4.9. 


Two of the current experts, Peek (agricultural
 

economist) and Erickson (financial analyst) have
 

just been assigned to the Central Projects Unit in
 

the Projects Department, which will be responsible
 

for improving procedures, especially for project
 

appraisal.
 

Training
 

Of the four precis writers who returned from the
 

course of nine months at Carnegie-Mellon University,
 

one has recently left the Bank's service. The others,
 

and the interpreter who went to Georgetown at the same
 

time, are utilising their skills learned in their
 

current positions, as is described in hapter 6.
 

The six professional staff members who went on
 

attachment are all currently using the skills learned
 

in their current positions. An assessment of the value
 

of the training is included in Chapter 6.
 

Management Data Improvement
 

The full status of this part of the project is given
 

in Chapter 7. So far the consultant has prepared a
 

Master Plan fur the development of the system which
 

has been discussed with the Bank and the Final Report
 

is due to be presented at the end of May.
 

For the purpose of this evaluation, this activity has
 

not proceeded sufficiently far to be properly evaluated.
 

ChapLer 7 therefi.. describes ptgrfA&t. date and 

outlinuo the probable future timetable currently being 

envisaged.
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3.4. 	 ANALYSIS OF THE EXTENT OF ACIIIEMEN OF TIE 

PROJECT GOAL AND PURPOSE 

3.4.1. 	 This section of Chapter 3 of the report considers the
 

extent -to which the goal and purpose of the Regular,
 

and Special Sahel Grant projects, as mutually agreed
 

by AID and the Bank and as set out in paragraphs 3.2.8.
 

and 3.2.9. above, have been achieved. This is done by
 

assessing the overall development of the Bank Group
 

during the 1970's. Once we have reviewed in general
 

terms the overall situation of the Bank as a development
 

finance institution, and how it has achieved this over
 

the period, we can go on in subsequent chapters to
 

evaluate the specific contribution of the Regular and
 

Special Sahel Grant projects.
 

3.4.2. 	 In this section, therefore, after briefly considering
 

the Bank Group's history, the Group's loan record is
 

reviewed, assessing progress to-.ards the performance
 

targets estahlished in terms of increased lending and
 

disbursement levels. The work of the Bank Group through
 

the project cycle is considered, with particular
 

reference to the measures taken internally to identify
 

areas 	where improvements in procedures and changes of
 

policy are needed. The personnel situation of the Bank
 

is reviewed briefly, noting the establishment of the
 

Training 	Centre and the steps being taken to improve
 

terms 	and conditions for Bank Staff and to provide a
 

career structure.
 

3.4.3. Outline of the African Development Bank's History
 

3.4.3.1. It is not intended in the report to give any more than
 

a very brief outline of the Dank Group's development
 

to date. The 1977 Project Paper and the March 1977
 

evaluation provide more detail.
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3.4.3.2. The African Development Bank came into being in
 

September 1964 when 33 African countries ratified
 

its charter, and it started work in July 1966. 


Since then, membership has increased to 48 countries.
 

The agreement estnblishing the Bank specified the
 

following objectives:­

(a) tc strengthen African solidarity by means of
 

economic cooperation between African states;
 

(b) to accelerate the development of the extensive
 

human and material resources of Africa 
in order
 

to stimulate the economic and social progress
 

of the region;
 

(c) 	 to coordinate national plans of economic and
 

social development for the promotion of harmonious
 

growth of African economies and for the expansion
 

of African trade, in particular inter-African
 

trade.
 

3.4.3.3. ADB decided from the outset to keep the membership, and 

thus voting rights and capital stock,purely African. 

It received no funds initially from developed countries, 

relying on capital shares from member countries varying 

according to a formula based on population, gross national 

product, foreign trade and Government revenues. Subscribed 

capital has increased from UA 215m in 1967 to UA 1,200m 

in 1979 of which UA 260m is paid in. The bank is able to 

raise capital loans on the international money market or 

from bilateral donors using the uncalled subscribed 

capital as collateral. 

3.4.3.4, 	AI)b lending terms are siilar to those of IBRU and other 

rezional d.vloVrecnt banks, I.e., with a rate of interest 

typic.ally bttwven 6 and 99 p.a., repayment ovor 12 - 15 

years and a grace period of two to five years. It 

became apparent that a "soft" loan faility was ne1ded 

for the poorer mv-.ber of the Bank whose economics faced 

enormoust di£ficultie,- in the face of intar-ttOnal and 
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national 	economic conditions during the 1970s. Also
 

the changing priorities of development towards projects
 

with lower economic returns in the agricultural and
 

social sectors meant that Rsnk terms were too
 

demanding.
 

3.4.3.5. Therefore in 1974, the African Development Fund was
 

created, providing finance on concessional terms (1%
 

annual interest, sometimes not required, rapayment
 

over 40 years with a ten-year grace period and a
 

O.75% service charge). Membership of the Fund was
 

opened up to non-AfrLcan countries in order to command
 

grelter resources. In 1974 there were 15 participants
 

with a total capital of FUA 950 million. Tha United
 

States became a participant in 1976. The Fund has a
 

separate Board of Governors, but uses the staff of the
 

Bank for operational purposes. The President of the
 

Bank is ex-officlo President of the Fund.
 

3.4.3.6. 	In 1976 ADB also tock on the task of administering
 

the Nigeria Trust Fund which was establibhed to
 

further development loans to the least developed
 

countries of Africa with special emphasis on regional
 

projects.
 

3.4.4. 	 Analysis of the bank Group's Loan Record 

Overall Position
 

3.4.4.1. 	Table 3.5. f-ovides A surmary of the growth in the
 

volume of lending and number of loans between 1967 - 71 

and 1979, ty the African Deveopinvnt Bank, the African 

DvvelopmL t'un and the NigarIa Trust Fund (.TF) 

This show that the Bink Croup has alzost reached the 

annual lordng targets that wtre establi*4d at the 

time of the rt-)ganisation of the Bank's anagtrent
 

and ad-)RtnAttI~n otructure In May 1977 and uhitch are
 

included 	In the 1977 Projeet Papvr. These tArgets wvre 

for tOC V-n4 f;roqp:­

*4
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(a)approve more than 70 projects annually;
 

(b)commit more than $600 million annually.
 

At 	1979 conversion rates beteen the US dollar a1 each
 

of 	 the Bank and the Fund's Units of Account (see Oloosary). 

the 	bank approved loans in excess of $520 million in 1979.
 

3.4.4.2. The increabed level of lending ispartly due to increased 

availability of resources to the Bank Group but isalso 

due to the efforts made by the bank to increase Its role 

inAfrica as a leading development finance institution. 

£xcluding lines of credit, the total cost of projects in 

vhLch the lank Group participated in 1978 was $1,665 million. 

The share of the bank Group in this was about 25%. 

!elional Distribution 

3.*.4.3. Table 1.6. illustrates the regional distribution of ADD
 

and ADF loans between 1974 and 1978. The key point.,
 

h ghlighctd here ares­

(a)the regional distribution of loans for both ADS s=d 
ADY isa function of a number of factors, including 

the relative need of amber countries. the number 
of countries in each region, and resource availability; 

(b)accordingly significant fluctuations are recorded 

from year to year in this distribution and there are 
no cbserv4ble trends in either ADS or AD? lendlr4 by 
regton; 

(c) 	 'eat Afria 4cwinth mn averag.1 for one third of loan 
apprvals for both the 1ak and th* Fund| 

(4) 	Novrth AfricA, WidCli COMWAOn A tomber of countries 

Ini AM Coit*orl C (rutrw~ty c"Ar trios with A por 

capit.A fnrom* acvv $400 p... AN riot thtreore 

olitblv hcr A~r 4#Aastnt: At th# ntIitnL urder the 

rules 4' the VPnd r4A. re(eived CMPAr4tIv.1Y Ilttle 
trf the YtAJJ the 104n# rfelvC4 by countries In 

thi| rogen In 1978 were largely 4 a r#eeut of 

at~~a in 

http:CMPAr4tIv.1Y
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Table 3.6. ­

R.lional Distributlon of ADS and ADF
 

Loan Approvals, 1974 - 78
 

- Yeerly. 
Averzie 

1974 197 1976 1977 1978 1974-78 

Veast Africa 36.0 35.5 39.9 38.7 30.8 36.1 

Central Africa 10.9 20.4 20.7 9.7 27.8 17.9 

tast Africa 24.2 27.2 19.5 36.5 19.S 25.4 

North Africa 28.9 16.9 19.9 15.1 21.9 20.5 

100.0 100.0 100.0 100.0 100.0 100.0 

-(b) ADY 

W;est Africa 26.0 44.5 23.3 34.2 31.8 32.0 

Central Africa 25.4 23.3 35.4 12.8 17.4 22.8 

last Africa 19.9 32.2 31.3 $3.0 34.5 34.2 

Vorth Africa 28.7 - 10.0 - 16.3 11.0 

100.0 100.0 100.0 100.0 100.0 100.0 

Source: Annual Reports 
ADS and AD? 

Note: This Is according 
(see Glossary). 

to ADS regioral groupings 
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(e)East Africa, which has a large number of poorer
 

countries in ADF Categories A and B, has received
 

the highest share of ADF financing over the period.
 

Sectoral Distribution
 

3.4.4.4. Table 3.7. provides a sectoral breakdown of loan approvals,
 

for the period 1975 - 1979. The key points emerging from
 

this table are:­

(a) agricultural projects are taking an increasing share
 

of ADB loan approvals, in line with the increased
 

priority given to this sector by the Bank;
 

(b) the two predominant sectors within ADB of transport 

and public utilities (telecommunications, water supply 

and sewerage, power supplies) have had their share 

reduced from over 75% of the total in 1975 to just
 

over 50% in 1979;
 

(c) in 1978 and 1979 the Bank made itt first loans in 

the fields of Health and Education; 

(d) lending to development banks and for industrial
 

development has fluctuated around 202 of the total
 

during the period; 

(e) reflecting the special priorities of the African 

Development Fund and the generally lower economic 

returns expected from thom, agricultural and health 

and education projects account for over 40Z of the 

Fund's loan approvals over the period and In all 

but 1976 accounted for approximately 501 of all 

loan approvals; 

(f) transport projects account for a similar percentago 

or ttis, rurw' projects a for the nnk's projects, 

i.e., about 6ne quarter of the total in each case. 
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Table 3.7. -
Sectoral Distribution of ADB and
 

ADF Loan Approvals 1975 - 79 

(a)ADB 

Agriculture 

Transport 

Public Utilities 

Industry and 
Development Banks 

Health and Education 

Total 

1975 

8.4 

29.6 

45.5 

16.5 

-
--

100.0 

1976 

9.8 

30.3 

32.7 

27.2 

-

100.0 

1977 

12.0 

26.2 

44.6 

17.2 

-
-

100.0 

1978 

22.4 

15.5 

39.9 

21.1 

1.3 
-

100.0 

1979 

27.3 

22.3 

27.6 

19.0 

3.8 
-

100.0 

Yearly 
Average 
1975-79 

16.0 

24.8 

38.0 

20.2 

1.0 

100.0 

(b) ADF 

Agriculture 

Transport 

Public Utilities 

Industry and 
Development Banks 

Health and Education 

Total 

34.7 

25.5 

18.3 

-

21.5 

100.0 

18.5 

11.8 

45.9 

-

23.8 

100.0 

31.6 

36.4 

10.0 

3.9 

18.1 

100.0 

38,2 

33.1 

9.2 

-

19.5 

100.0 

41.5 

23.5 

21.9 

5.3 

7.8 

100.0 

32.9 

26.1 

21.1 

1.5 

18.1 

100.0 

Sources ALB Compendium of 
1967 - 79 
April 1980 

Statistics 

S 

S 

0 
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3.4.4.5. With regard to the Bank Croup's increasing emphasis on 

agricultural developmLat projects. 1978 was the first 

year in which this sector received the highest allocation 

of new lending for the Bank Group as a whole, at $117.2m, 

or 27.7% of the total. In 1979 this position was 

increased to $177.6m, or 34% of the total. 

3.4.4.6. The 1978 Annual Report records that the Bank Group's
 

lending to the agricultural sector in 1978 was significant
 

in terms of its wide :overage of important sub-sectors,
 

such as food crop and livestock production, particularly
 

in countries heavily dependent on food imports, There
 

was also emphasis on increased production of cash crops
 

such as coffee, sugar, tea and cocoa, and an intensification
 

of rural development by expanding irrigation and rural
 

water supply facilities. Apart from contributing to
 

increased supply of foreign exchange, these projects 

provide an important teans of increasing rural incomes 

and welfare. 

Conclusion
 

3.4.4.7. 	In conclusion, the above analysis indicates that the
 

Bank Group has achieved notable success in expandin­

its lending operations during the latter part of the
 

1970s, And in adjusting its pattern of lending to meet
 

the basic development needs of member countries.
 

3.4.4.8. 	An analysis of lending approvals lives, bioever, only 

a general picture of the bank Group's progress. It 

is possible that, by setting parforrce and dewvlopnent 

targts prlm4rIly In terms of the utboer 'tndvolumt. of 

Isew , the rAnk Croup 3,iy be pmyir.t linstiffici,,t 

attention to tit;iiuuprvisin and I pl, nntation of 
projvts. This iticiiIJ(,re,.1 41ow, firsL by reviewing 

thy dIburra int rt;rJoi a the sank ,ind the rtu4l and 

tbvn by crsmold'ring tho prn]ect cycle and the way the 

Ji4rik Manages Lt. 
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3,4,5. 	 Analysis of the ank Crou ' Disbursement Record 

3.4.5.1. 	 During the past few years there has been much concern 

expressed within the bank thtat the rate of disbursement 

on projects is slow, especially do far as the Fund is 

concerned. This concern (s generally based on consideration 

of ratios of cumulative loan approvals and disburseuent&, 

as in the Annual Reports of the Group. 

3.4)..2. For example, the 1976 Annual Report shovs that in that 

year cumulative disbursements for the Fund as a 

percentqse of cumulative loan approvals stood at 16.79 

in its fifth year of operation, which was an increase 

from the level of 11.3% the year before. The 197$ 

position !or the Bank was a ratio of cumulative 

disbursenenta to approvals of 42.9%, an Increase frca 

42.1t the previous yeAr. The Annual Report notes that 

dlsbvr vzcnts Lmrov J in 1978 beewase of the 

impl:eLntin of no#w lon administration procedures. 

A similar situation, with higher percentages, is 

obtAaned if a ruio is cac4 ltod of cuulative 

disburettents tu dste aainst the cunmltive volume 

of loans for which disbursents have started. 

3.4.*.1. 	 tk)veVer, CUnJA4tiVe 4iirswtwnta ratios are not 

entirely s atcfatory irsasuree of dIsburs,.tnt 

p¢rf'rmanc, pArticulArly when craparing ADD and 

AV,) t~,i*e, f the high proport ton of rvccnt loans 

In XrI 'o r" 6. 

L4,L4,In 	TA~il# Mo~ the Trcont49 dIsbUrAent-nt at 

* -,' fo 11o 94i itdt.oN 
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Table 3.8. 

Percentage Disbursement to December 31t 1979
 

of Loans Approved. 1973-79, ADB and AD'
 

All loans
 

Year of Loan Approval
 

1979 
 1978 1977 1976 1975 1974 1973
 

6 	 45 77 83 83 91
ADB 1 

(35) (33) (31) (25) (28) (25) (16) 

9 	 23
OAF 0 	 i5 49 69 ­

(30) (31) (24) (18) (23) (17) (-) 

( ) - no. of loans 

Source: 	ADB and ADF Statement of Loans
 
December 31, 1979
 

3.4.5.5. 	This seems to confirm a rather slower rate of 

disbursement overall for the Fund, although iL is 

interesting to note chat by the sixth year of the 

loan, the percentage differences are not great. 

3.4.5.6. 	 It is to be expected that Fund projects viewed as a 

whole will experience slower disbursement as compared 

with the Sank because of the high proportion of Fund 

resources 4evoted to agricultural and social projects 

which ha-v %or gestation periods and also because 

tha Fut. s resources are directed towards the least 

develvped Lmber states. 

3.4.5.7. 	 Currently an interesting analysis is being carried out 

by the Policy PlanninS and Development Department into 

the co'nparativw Fund/ank disbursement rates. To date,
 

only thi sub-sector of roais projocts, which play a 

*ignIfi-ant role In both Bank and Ftnd lending, has 

been analysed. 

S¢
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3.4.5,8. 


3.4.5.9. 


3.4.5.10. 

This analysis of road sub-sector projects suggests
 

that, when looked at in more detail, ADF's disbursement
 

perfirmance in this sub-sector is not worse than that
 

of the Bank. Both when comparing first, delays
 

between loan signature and date of first disbursement,
 

and secondly the cumulative disbursement, there are
 

no significant differences in overall trms between
 

ADB and ADF performance for this sub-sector of
 

projects. Differences at more detailed levels of
 

analysis in some instances favour the Fund.
 

The 1977 Project Paper contains the result of the
 

1973 AID study of the Bank which estimated that the
 

Bank on average reached a cumulative disbursement of
 

90% in the sixth year of a project loan, which was
 

consistent with IBRD and AID performance. Table 3.8
 

above suggests that this has not changed a great deal.
 

Discuislons with officials of other lending
 

institutions such as the World Bank and European 

Developnent Fund suggest that the smne concern as 

expressed in the Bank to improve disbursement rates 

exists in those institutions. 

The Bank has continued to take steps to identify where 

procedures anI organisation need to be revised in 

order to improve disbursement. Major contributions 

have been the Price Waterhouse Review of Disbursement 

Procedures ef the African Development Fund (September 

1917) which was followed by the preparation of a
 

detailed Hanual of Operating Procedures, and the
 

creation of an internal audit capability. In April
 

1978 the final Rqort of the First kcview Coruittee
 

on Oe #Vrih'n velopent rund was published, which 

took furthar st rn 4J eirice 'terhouse proposals, 

but wih s aeo wider in (ts coverage. Both of 

thtse cont ar#. (!etai1d reccrandations, ime of 

uhich have ttewn inploit-ittd, s o which have not. 

http:3.4.5.10
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3,4,5,11. 	 The creation of the Loan Administration Division 

inthe Department of Finance in 1977 is also a positive 

step to improve disbursements. 

Conclusion
 

3.4.5,12. 	 The'difference indisbursement rates between ADF-and 

ADB may be exaggerated by the cumulative statistics 

that are often used for the comparison. 

3.4.5.13. 	Nonetheless, the Bank is correct to be continually
 

seeking ways to reduce the time between loan approval
 

and effectiveness and final disbursement, To this 

end, itis recommended that the Dank continue to 

implement as soon as possible the accepted recommendations 

of the various studies and reviews of procedures which 

have not yet been carried through. 

3.L4.6. 	 The Project Cycle 

3.4.6.1. 	 Inthe two previous sections, we have considered the
 

results, or outputs, of the Bank's strengthening of 
its institutional capability to identify, appraise, and
 

supervise projects and loans. In this section, we
 

examine the present position with regard to the inputs
 

to those outputs.
 

IdentifLicaLion,e PregAration and Apprsisal, of Projects 

3.4.6.2. 	Currently, projet ideas come to the Bank's attention 

from a number of sources, including enquiries from the 
prospective borrower, information supplied by other 

axunvies, 	and the potential projects file kept on each
 

countr , by the Operations Department, The 11ank somatimos 
sends fdentification niisions to mmnber countries to 

bull-I up At.,: update these files. The overall responsibility 

for project Identification lies with the Operations 
Do=prtr-*nt, in co-operAtion with the Projects Department. 
Orev i dntiffod ind accepted ty manaSgcent, potential 

projoets enter the pipelinv of projets. 

http:3.4.5.13
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3.4.6.3. 


3.4.6.4. 


3.4.6.5. 


The Bank is not satisfied that the current somewhat
 

ad hoc procedures enable it to generate sufficient
 

projects and draw up a lending programme which is
 

soundly based on the policies and priorities of the
 

Bank and member states. The Acting President has
 

recently established an internal committee to review
 

the Bank Group's policies and procedures, and advise
 

on ways to improve the Group's project generating
 

capacity. In line both with inter-al thinking in
 

the Bank and with advice that has been given from
 

outside (e.g. by the First Review Committee of the
 

ADF), the Bank Group ismoving towards a system of
 

sector and country programming along the lines used
 

by the World Bank, This will provide the Bank Group
 
with the basic material for defining priorities in
 

drawing up lending programmes.
 

Once projects are identified, it is the responsibility
 

of the Projects Department to prepare and appraise
 

them. On average, from entering the pipeline of
 

projects to loan approval takes about three years,
 

but as will be 4hown in Chapter 4 in relation to the
 

projects for which AID financed feasibility studies,
 

there are considerable variations.
 

Bilateral technical assistance is intended to play a
 

major role in the Bank Group's identification and
 

preparation of projects, but it seems that currently
 

this is not having the Impact intended. This is
 

discussed in detail in Chapter 4 in respect of the
 

Regular and Special Sahel Grants. The key problems
 

idtntiffed so far by the Acting President's Internal
 

review ccrimittee are:­
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(a)the lack of country programmes and sector analyses,
 

and thus a slow rate of study identification;
 

(b)the excessively long contracting cycle for
 

pre-investment studies;
 

(c) the small size of bilateral grants which are tied
 

to procurement of goods and services from donor states.
 

3.4.6.6. Other problems which the Bank Group encounters at the
 

project preparation stage, which are discussed in
 

Chapter 4, are:­

(a)delays between the various stages of project
 

preparation, e.g. between the feasibility study
 

and final design study for an infrastructure
 

project, particularly when more than one financing
 

source is needed;
 

(b)delays caused by revisions needed to consultants'
 

work which could be avoided, or reduced, by closer
 

supervision of the consultant's work.
 

3.4,6.7. 	Once pre-investment studies are complete, the Projects
 

Department usually sends an appraisal mission to the
 

country and project site to formally appraise the project.
 

Generally this occurs within a short time of the completion
 

of studies, moetimes before final reports have been
 

presented. The period for internal review of the
 

subseque; r appraisal report is very short, often less
 

than a month, before submission to the Loans Cornittee.
 

This is considerably shorter than the World Bank where
 

several months can elapse, and may not leave sufficient
 

time for full consideration of the issues.
 

3.4,6.8. 	As the work of the Bank Group has developed, increased 

attention has been given to standardiing procedures and 

methtdology for project appraisal. It is noticeable that 

there was much greater vaitability In projL:t appraisal 

report for-mato and contents in the early years of the 

ank Group's 4peratlons than is the case now. There is 

still a nted to go further, a point which has been 

recognistd by the creation in the Projects Department of 

the C#4ntr4& Projects nriit, 
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3.4.6.9. 	This Unit will have the responsibility for reviewing
 

all appraisal reports to ensure a high level of quality
 

is maintained. Itwill also be responsible, amongst
 

other things, for developing the format and contents
 

of the appraisal report. Two of the current US
 

technical experts funded by the Regular Grant have
 

been appointed to full-time positions in this Unit,
 

which is intended to play an important role in the
 

improvenent of the Bank Group's internal operations
 

and procedures for appraising and supervising projects.
 

Currently the CPU is detailing its terms of reference,
 

but its members are not yet working for it on a full
 

time basis.
 

Honitoring and Supervision
 

3.4.6.10. At the moment it appears to be the situation that the
 

Projects Department's prime responsibility for a
 

project ends with the preparation of the appraisal
 

report. The Operations Department effectively takes
 

over the rosponsibility for the project at the Loans
 

Cc(xittee stage, and it is the Loans Officer for the
 

country concerned who has the prime responsibility for
 

supervising the implementation of the project and the
 

oai. The Project Officer is generally called in for
 

supervision purposes only when technical difficulties
 

arise in implementation, but this is generally too
 

late to prevent difficulties occurring.
 

3.4.6.11. 	Although this is generally the situation as described
 

to the evaluation, it is not in accordance with the
 

President's Administrative Instructions which were Issued
 

inXarTh, 1977. There, both the Operations and Projvcts
 

Departint are given respon*iNlities for nitoring
 

AMn suporvisItg projects under the overall cu-oidnation
 

of the (Veration Department. 

http:3.4.6.11
http:3.4.6.10
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3.4.6.12. 	Itmay be that the present situation isone result of 

the high priority given to increasing the portfolio of 

projects. The Projects Department's resources are 

stretched, and there may be a tendency to press ahead 

with appraising new projects to meet lending targets 

rather than devotin sufficient time to supervise 
existing projects. 

3.4.6.13. There seems to be general agreement within the Projects
 

and Operations Departments that greater emphasis needs
 

to be placed on monitoring and supervising projects.
 

and that in future Project Officers must retain and
 

exercise responsibility for supervising project
 

implementation from a technical point of view. Indeed,
 

the Acting President has already made this clear. The
 

advantages of having Project Officers monitor and
 

supervise the technical implementation of the projects
 

they appraise ares­

(a)Project Officers will ensure that they design and
 

appraise projects adequately if they know they
 

will have considerable responsibility for
 

itplementationl 
(b)appraisal reports are more likely to be prepared
 

in such a way that they can be used as basic
 

documents for following implementation: currently
 

they provide considerable justification for a
 

project but generaly do not provide a sufficiently
 

detai'ed or realistic inplece.ntat1on plan;
 

(c)with regular supervision visits to project sites
 

and regular receipt of Adequate progress roports,
 

teclnicel 	prublc-s an4 4tffcultiee ip 

|ir;,:nctitn ,are wore livly to b. forvzc n 
an dlt 	 with before they bectco sorious; 

(d)Yrol-t Mi(tcers can prdvie assistance to hort 

country, tuchitnians with responsibility for projct 

supervIs ion. 

http:3.4.6.13
http:3.4.6.12
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3.4.6.14o We consider that a distinction ehoulO be made between 
the monitoring and supervision of project progress,
 

which should primarily be the responsibility of the
 
Projects Department, and the monitoring and supervision 
of loan progress which should be the responsibility of 
the Operations Department. This need not affect the 
Operations Pepartwnat's ¢-rdinttiv, r..pnsibLt . 

for supervision. 

Post Evaluation
 

3.4.6.15. Like all development finance institutions, the Bank 
Group isgiving increasing attention to post evaluation 

of projects. The establishment early in 1979 of the 
post evaluation unit In the DepArtment of Policy Planning 
and Developnent was an important step. Also, it is hoped that 

this evaluation will provide lessons and guidelines to 
bc used in future Bank post evaluations. 

3.4.6.16. 	The post evaluation unit so far has made progress in 
defining the evaluation methodology to be used and i
 

cutrently engaged inpost evaluating the toad transport
 

sub-sector, with detailed reportson three projects
 
(including the Mano River Iridge aM access roads at
 

the Liberia-Sierra Leone border, which is also covered 
inthis evaluation).
 

).4.f.17. 	It L4 essential that the work of the unit is adequately 
linked and intserated into that of the Projects and 

Cperations fDpartrmnts if it is to be successful in 
fee4lng lesson* "t xpteriences from pist evaluations 
into the Vr-eeus of projctt design, This is perhaps 

on of! Its tw Ir.~irt~nt t44%# during Its first year. 

http:3.4.6.16
http:3.4.6.15
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. . 

3.4.0.18. Soth this evaluation and the post evaluation unit 

have found that neither consultants' reports nor 

appraisal reports are designed with future post 

evaluations in mind. This makes post evaluation 

considerably more difficult. It should be a task 

.for the post evaluation unit to advise on hoy 
appraisal and consultant reports should be improved 

so that they provide the necessary basis for post 

evaluation. 

Conclusionsend Rcomendations 

3.4.6,19. Ve support the Seneral move tovars country proSrwminS 

and sector analyses as an important step in improvins 

the project generating capability of the lank Group 
within clearly defined priorities. 

).,.6.40. We receam rr,, therefore, that the lank should take the 

necessary steps to Introduce country and sector 

protra it at soon as possible on an oporatiotusl 

basis. 

.4.6.21. We further recocmnd that, as the introduction of 
country and sector prosramInS would be directly In line 

with the $oat and purpose of AID technical assistance 
to the 3 . that AID and AS shmld consider whether 

the n~xt phAse of the R4g',lar GrAnt Project should 

Intlude Increa4#4 technical ausistonce for country and 
sector prqlremmin;. The fudinl of the Special Studies 

Co-ordlnt~r sAd the Health Sector pre-Investment 

st1u4I*e Are ntoy#* In this directof. 

*W 
).*'.~ 

eM. 
'.0~er't ~~4.tt 
fAy44 w rueIor 

i~t*~t a 

i~i~l.V*.Arv (cn#4ttrrn0# that 
tos~- Jillkly ist pro#rr"to t4 the 

of4f -rt~jsct 4otign end 

Itis U#~!.T ~40t ~ ?r* t'irft W i t. 

/
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3.4.6.23. 	 To ensure that the work of the Central Projects Unit 

starts as soon so possible, we recommend that the 

staff appointed to the unit be released from their 

former responsibilities without delay. 

3.46624. 	 As far as project supervision isconcerned, we 

consider that adistinction should be drawn bWtwen . 

the supervision and monitoring of projects, and the 

supervision and monitoring of loans. 

3.4.6.25. 	 We recomend, therefore, that the Projects Department 

should become sore involved than it ts at present 

in monitoring and supervising project progrese from 

a technical point of view. 

3.4.626.*With rSgard to post evaluation, we believe that the 

post evaluation unit has an important role to play in 
providin; irputs to improv.d project desten an4 

implementation. We rocoew.n4 that the unit advise on 

how appraisal arid consultants' reports should be 

Improved so that they provide the necessary basis 

for evaluation. 

.4,.7. Personnel
 

3.4.7.1. 	 A key resourro of the lank is Its personnel. One of 

the scarcest African resources is qualified and 

experienced Africans# and the lank has to compete 

with mU4baT govorwents' own Institutions to obtain 

the pro(essional staf( itneeds. 

).,744 At thoe Uio#nt, the lark dues flt have mAnp7wer plmn 

(Or#,,I stlrtA#( rfq~troert11uvtrAl Yoea 
ai'."4, ?ropo,.sa dr, howtver, bt.ir ed vIth|o the 
(snAral Mntnttr tln '4 Perutuot Department for 

the 4dfvel';wnt of m te forrvAitIt" ft 

vrofip,+um+r notdoo 

http:ropo,.sa
http:rocoew.n4
http:3.4.6.25
http:3.4.6.23
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3.4.7.3. 	Currently the Bank seems able to fill the vacancies 

for professional posts which arise, and frequently 

many applications are received in response to 

Advertisements placed, However, while the qualifications 

of successful applicants are generally high, they 

sometims lack both general experience and experience 

specific to development banking. The development of a 

comprehensive practically oriented crainine programe 

for Bank staff is,therefore, of paramount importance. 

3.4.7.A. 	Before the establishment of the Training Centre in
 

February 1978, certain limited training took places­

(a)on-the-Job triining by technical assistance, which 

proved of limited value due to the inadequate number 

of counterparts and the heav:, regular work schedules 

of the technical experts; 

(b)attachment to, or participation in seminars
 

organised by the Vorld Bank, the Inter-American
 

Bank and tho Bradford Project Planning Centre.
 

3.4.7.5. 	 In addition, the lank mounted five project appraisal 

courses for staff from institutions inmember countries 

during the period 1973 - 75. 

3.4,.7.. 	 As part of the Bank's reorlanisation of its operational 

and administrative organtsation, the Training Centre 

was established inFebruary 1978 as an autonomous entity 

attached directly to the Presidency. This reflected the 

need felt in the Bank for a systmastic and continuous 

cgmatzont to the training of its own staff and those in 

w.*ber cointry institutions, with the goal of enhancing
 

th-oI at of tv 34O.s's Epr4onaI actiies In menber 
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3.4#.7. 


3 4.7.8, 


3..7.9. 


.4.7.10, 

The course& for Bank staff offered or planned since
 

the Training Centre was established ares­

(a)orientation courses for new staff, held twice a
 

year for professional, sub-professional, and
 

general service staffs technical experts are
 

n. .ow
aIso invited; 

(b)courses in project appraisal, procurement, loan
 

disbursement, and the role of Loan Officers, to
 

upgrade professional skills and on-the-job
 

performance;
 

(c)management development courses to render 

supervisors more effective; 

(d) languq courses;
 

(e) individual participation in courses and 
attachment. 

The Centre has also organised two courses in
 

developnent banking, one in French in 1979 and one
 

in English in 1950, with participants from the national
 

development banks of nember countries. Zn October 1980 
a loan administration course will be held in Nairobi 

to help acquaint staff frua member countries with the 
procedures of the Bank# ind in 1981 there will be a 

course for managers of ruril development projects. 

Currently, the Centre has develoied its policies, 

vhich are awaiting approval, a-d it is anticipated 

that shortly a manual will be Issued sotting out the 

policies, functions, and responsibilities of the 

Cent re, 

In 44iti n tu training needs, the Banik has r alilsed 

that it is oeilrabe to change the current aysta , of 

two to tree year cittr4cts for its profissional staff, 
in or4er to pre'vide a oromanent career structure and 

roucv 1,0k of continuity. The Mank hAs studied this 
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question in some 	detail, and the Board has approved in 

principle 	the introduction of a permanent career structure
 

with pension rights. Itis planned that initially staff
 

would join the Bank for a two year probationary period#
 

after which they 	would transfer to the permanent staff,
 

.	 if their performance ts ,atisfc tory, It Ishoped that 

this can be introduced by the end of 1980, This has not 

proceeded as quickly as originally planned. 

3.4.7.11, 	 One problem that the Bank faces is that, during a 

phase of rapid expansion, staff are sometimas placed 

inpositions for which their qualifications and 

experience Are not appropriate. This is partly because 

the Bank does not 	have an adequate placement procedure. 

Sometimes personnel with particular skills and experience 

are placed inpositions where these are not used. It 

requires careful personnel management and planning to 

avoid this.
 

3.4.7.12. 	The Bak has increased the number of technical experts
 

provided under multilateral and bilateral program;aes
 

du%,ng recent years. These experts play an iUportant
 

role inbringing specialist skills and experioimce to
 

augment those of the Bank's own staff.
 

3.4.7.13. Currently the Bark is facing the problem that, while 

bilateral agencies Are keen to increase the number of 

exeprt t!cy pr,:[-do, In rany instances they are unable 

to f!nd suitable candidates. The reasons for this are 

varied, but it appears that the terms and conditions 

provided by the bilateral sources are frequently 

[isuffticlntly Attracthve. There Are considerable 

varAticns in 010 1FlVA s betven differtnt countrievs 

Uhiczh als C.acsa difficulties. 

http:3.4.7.13
http:3.4.7.12
http:3.4.7.11
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3.407.14, Vhen the bank opens its capital to nni-AfrWcan 

countries, it seems likely that the technical 

experts will transfer to the Bak's payroll. One 

probtem to be overcme, hoverero Is the current 

4ifferonce in levels of reauneratLi, tetvtn the 

Unk%. own staff and the expvpts.
 

3.4.7.15. Table 3.9. sets out the growth of ban't total staff, 

professionl , and technical experts for 1974 - 79, 

alongside the Frovth in lending over th. period. 

Table 3.9. -

Growth n &anLa..tI% 1974 -7Qi Staff 

1974 1973 1976 1977 1978 1979 

Tetal A S Grop Staff 234 1.176319 402 451 601 

Total ?roesdional C1 65 98 117 I4 117 

Tot~l Tt4 i l rFxperts 15 18 14 16 2.0 24 

C=tative r o>=rf Loans 10 15 197 258 326 396 

Soirc,i 	 ADZ Group
 
Annual repoft*
 

Thus tho n .rtr '( profesoonal staff has Increased 

by :.) tiLes, whl, tht c=UlatIvv nuuber of land hs$ 

Incr*4d nineilo. The ntaber of technical experts 

hMs less thian b|4. 

t~vi, f* taon irp-irtint * 5 to ior.~tivn Its 

-' r1,r -- oI i r IV t *A;r.IIisvutCfth 

A r T0 

http:3.4.7.15
http:3.407.14
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3.4.7.17. 	We recommend, therefore, that­

(a)continued attention be placed on developing the
 
work of the Training Centre;
 

(b)the Bank introduce a planned permanent career
 
structure with a pension scheme as soon as
 
'possible; 

(c)the Bank take steps to develop forecasts of 
manpover needs over the next few years, particularly 
bearing inmind the increased volume of work that 

will follow ifthe Bank's capital is opened to 

non-African countries;
 

(d)the Bank continue to explore with the bilateral
 

agencies how they can satisfy ADB's requirements
 

for technical experts.
 

3.4.8. 	 Procedures Develoiment
 

3.4.8.1. 	 This report has already referred to the measures that
 
have been taken to analyse where improvements in
 

procedures relating to project identification,
 
preparation, appraisal and implementation are required,
 

and to put forward changes. The reorganisation of 

the Bank's nangement and organisation structure that 
was made effective inMay 1977 has not stopped the 
Dar' from trying to identify where improvements can
 

be made.
 

3.4,8.2. 	 following the Price Waterhouse Report on ADP 

Disbursements in 1977, the same firm was comaissioned 
to pro arr a detailed Manual of Operating Procedures. 
This was d-on, and a Field Trial Version was presented 
in mid-1979. The manual covers the follv ngi­

http:3.4.7.17
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3.4.3..,. 


(a) Programmes for Member States; 

(b)Country Economic Analysis;
 

(c)Sector Analysis;
 

(d)Project Identification;
 

(e) Inclusion of Projects in the Pipeline;
 

(f)Project Preparation;
 

(g)Project Appraisal;
 

(h)Preparation for Board Presentation;
 

(I)Project Managementl
 

(j)Loan Administration and .oject Supervision;
 

(k)Loan Disbursements;
 

(1)Post Project Evaluation;
 

(m)Procurement Advisory Unit Activities;
 

(n)Bilateral Aid;
 

(o)Development Division Activities;
 

(p) Statistical Information;
 

(q)Use of Borrowers' Financial Statements;
 

(r)Planning Operational Activities;
 

(s)Mission Organisation;
 

(t)Filing Procedures;
 

(u)Comunications.
 

It was intended that a full field test should be
 

carried out for six months from July I, 1979, but
 

it seems that this was not carried out as planned
 

and currently the manual is in only patchy use on
 

an individual basis within the Bank. The document,
 

which is two large volumes, requires further revision
 

to make it more manageable and easy to use and it
 

may be one of the CPU's tasks to do this. Itwill
 

be unfortunate if the manual is not developed further,
 

as all Bank staff with riom this was discussed diring
 

the course of this evaluation artced that a manual
 

is no~dd.
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3.4.8.4. 	 It is recomended, therefore, that the Bank takes 

steps to carry out any further testing of the Manual
 

of Operating Procedures that are needed, then to
 

revise the manual as appropriate and introduce it
 

into each Department.
 

3.408,5. 	As far as the recomendations in the two reports on. 

the ADF (the Price Waterhouse Review of Disbursement 

Procedures and the Report of the First Review Cocuittee) 

are concerned, a large number of these have not been 

acted upon, although progress has been made in a 

number 3f areas, with beneficial effects. 

3.4.8.6. 	 It is recommended that the Bank Group continue to
 

implement the accepted recommendtions in these two
 

reports.
 

00 
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CHAPTER 4 PRE-INVESTENT STUDIES
 

4.1. INTRODUCTION 

4.1.1, 	 The purpose of this chapter is to assess the extent to
 
which the pre-investment studies financed under the
 

Regular and Special Sahel Grants have contributed
 

towards strengthening the capability of the Bank to
 

identify and appraise effectively loan projects, and to
 

monitor and supervise them during implementation, to
 

the social and economic development of member states.
 

4.1.2. 	 First, the methodology used is described. Secondly, the
 

studies carried out are classified by type, region, and
 

sector, and by subsequent investment status. Thirdly,
 

progress 	and problems are analysed through the project
 

cycle of 	which the studies form a part. Fourthly, the
 

socio-economic impact of projects completed to date
 

is reviewed. Fifthly, there is consideration of the
 

Bank Group's requirements for pro-investment studies
 

in order 	to improve its project generating capacity,
 
and the extent to which tm. Regular Grant project
 

design might be altered to meet these requirements.
 

Conclusions and recommndations following from the
 

analysis are set out in each sub-section.
 

4.1.3. 	 This chapter analyses and summarises the data contained
 

in the Status Review Forms in the Annexes.
 

4.2. KETHODOLOGY
 

4.2.1. 	 Sources
 

4..2,L1. 	The main sources used for information on the studies
 

carried out and subsequcnt projects were­
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(a)'reports of consultants financed by Regular and
 

Special Sahel Grant funds;
 

(b) Bank Group Appraisal Reports;
 
() Bank Group and REDSO project files;
 

(d)Bank Group's Loan Administration Reports at
 

December 31, 1979;
 

(a) Bank Group's Statement of-Loans at*December 31,
 

1979;
 

(f) interviews with appropriate Bank personnel in
 

the Projects, Operations and Finance Departments;
 

(8) interviews with consultants who undertook some
 

of the studies.
 

4.2.1.2. For five projects in four countries the document search
 

and interviews with Bank personnel and other relevant
 
and available people were supplemented by missions of
 

the JEC. These missions were tot­

(a)Upper Volta, April 14-16, to review part of the
 

Earth Dam Project;
 

(b) Senegal, April 16-22, to review
 

(I)Diosmone - N'Dangane Road and
 

(Mi) Ziuinchor - Cap SkLrring Road and Bridges;
 

(c)Benin, April 24-25, to review the dam across
 

the Cotonou lagoon, the new bridge over the
 

lagoon, and the rehabilitation of the existing
 

brid..;
 

() Zaire, April 28-30, to review the Kwango, Waba,
 

Bombo, and Lufimi River Bridges Project.
 

4.2.1.). 	For the mission to Upper Volta and Sonesl, the JEC team
 
was Mr. C. Amegavlt of the ADS Co-ordinatton Unit, and
 

Mr. J. Speed, the consultant to the JEC. rot the two
 
:issions 	to Benin and Zaire, the Bank was unable to make 

anyone available, so Mr. Speed went alone.
 

4.2.1.4. 	Reports of these msions are included at the end of 

this Volume . 
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4.2.2. 	 Analytical Methods
 

4.2.2.1. 	In order to handle the large amount of information and data
 

available in a consistent manner for the projects, a Status
 

Review Form was designed. This covers the following
 
areaas­

(a)Section 3 s The project history from identification, 

through pre-investment study, appraisal, loan 
approval and implementation, identifying and
 

conenting on delays;
 

(b)Sections 4 and 5 : The study funded by the Regular
 

or Special Sahel Grant, including the type of study,
 
what its terms of reference were, what reports were
 

produced, what the findings and recomendations were,
 

what the implementation progress and problems were;
 

(c) Section 6 s Any other pre-inveetment studies that
 
have been carried out;
 

(d)Section 7 t The ADB appraisal mission and report
 

including any significant differences with the
 

consultant's study, and the funding sources for the
 

project;
 

(e) Section 8 1 Implementation status of the project 

and the loan; 

(f) Section 9 : Economic and Social Impact of the 
project, both planned and actual, including
 

consideration of any assumptions made in the
 

consultant study and appraisal.
 

4.2.2.2. Copies of these forms for each pre-investment study and
 

associated project are contained in the Annexes.
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4,3, 	 THE RELATIVE CONTRIBUTION OF THE REGULAR AND SPECIAL SAHEL
 
GRANTS TO THE BAK' S BILATERAL PROGRAMMES FOR PRU-

INVESTMENT STUDIES
 

4.3.1. 	 Table 4.1. shows the relative site of the bilateral 

progra of assistance for pre-investment studies 
. . . available to the -Danko -The data gives cumulative ­

$rants for each bilateral programe up to March 31, 
1980. Tho AID programe is by far the largest, 
accounting for 442 of the total, with Belgium second 

vith 272. The Regular and Special Sahel Grants are, 

therefore, extremely important in the context of the
 

bilateral assistance progra.mem
 

Table 4.1 

Cumulative Technical Assistance Grants to ADS for 
Pre-Investment Studies at March 31 1980:-

Relative Size of Contribution 

(in '000 UA Equivalents)
 

Country Total Grants _l
 
USAID Regular 5,239 31
 
USAID Special Sahel 2,277 13
 

Total USAID 7,516 44
 
Belgium 4,650 27
 

Canada 	 878 
 5 	 0
 
Germany 418 2
 
Netherlands 167 
 1
 
Norway 1,168 7
 
Sweden 509 3
 

Switzerland 1,093 6
 

Denmark 707 4
 

17,107 100 
Source - AD Finance Department 

Notes 	 tndivi4ual Lteaa may not sum to the total because of roundins. 



4,4. DESCRIPTION or STuDIES A.'I S muSEtQENT tIwESTEINT 

4.4.4. Number and Value of Studies 

4.4.1.1. Table 4.2 provides a list of all the studies which have 

been contracted, are in the process of negotiation, or 

are eing prepared at the moment, with*their contract 

date, cost and status. Signiflcant points arising from 

this table aret­

(a) betveen 1971 and early 1974, a considerable number 
of studies were contracted, particularly during 

1972 vhen seven contracts worth t 1.3 million were 

signed; 

(b)between aid-1974 and early 1979 only four contracts 

under the tegular Grant project and three under the 

Speial Sahel Grant were signed; 

(c) since early 1979 there has been a uarked increase 

in the number of studies contracted and in the 
pipeline. in particular, studies to prepare terms 

of reference for pro-investment studies; 
(4) soe of the preo-investment studies that follow
 

from these studies to prepare terms of reference 
are now being contracted;
 

(e) although the first Special Sabel Grant was 
obligated in November 1974, no contracts were 

signed until the end of 1976. 

4 4.1.2. There were two m in reasons for the reduction in 

activity in the Regular Grant project after early
 

1974. Firat, as noted in Chapter 3, there was a slow­
down in obligations largely as a result of limitations 

on AID's overall budget. This occurred at a time vhen
 

the costs of prw-investment studies were Increasing
 

substantially for example, the seven studios In 1972 
cost 1 1.3 million, whereas the two contracts signed 

in W76 cost 1 1.04 million. 
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Table 4 2, 
Ninber. Contract Date. Value, and Status o 

all 	Pre-Juvestment Studies financed bZ 

R, ular or Special label Grants 

Contract Value Statue of Study 
Date $ at av 1W1980 

A.k&Ular Grant 
1. Tananial Oil Delivery pipeline 4/71 10,566 Comlete 
2. Sierra Leone/Lberia: Link Road, 123,1295/71 	 Complete


Kano liver Bridle and Access Roads 
3.Zairet gvan$o, Vaba, owbo, Lufful 9/71 165,095 Cowlete 

liver lridges
 
4. 	Ivory Coast/Ghana: Accra- Abidjan
 

Highvay
 

Study I 2/72 130,616 Complete
5. 	 Study It 5/76 605,736 Coeplee 
6. Senegal: Diosmone - N'Dangane Road 5/72 3,595 Complete 
7.Chad: X'DJaena DraLase 8/72 321024 Complete 
8. Senegalt Zigiunchor - Cap Skirring 9/72 224,462 Complete


Road
 
9. lenin: Coonou Bridges and Dan 9/72 458,068 Complete 

10. 	 Upper Volta/Chanas 10/72 1O,000 Complete
TeleconuMuicatioas
 

It. Lair.: lukavu - Kindu Road 
 11/72 1,0310 Complete
 
1:. Ivory Coasts Ouangolodougou-mali 2/73 ISS,013 Complete


borJer load
 
1). 	 Liberiaa Tubean Bridge - 50st Hills 12/7) :60,34

toad	 Complete 

14. 	 Mlati Markala - Xiono Road 1/74 231.356 Complete
 
15, Ovasiland: Xshamba - Hanxint Road 3/74 284,5 6 
 Complete 
14. 	 Cameroont amenda - Ikok Road I/s 419,119 CoMplite 
17. Sierra Leone: treetom Severae 3/74 451,371 Complete
 
Is. totsarnas Health Sector Study TOR 
 1179 12,17) Complete
 
If.1vandat Health Sector Study TOR /79 12,17) 
 Complete
 
10. Central African Atpublici ltoosnga 10/79 50,000 CopleteTORRural :evelopnent 

Cont' d 
Cc €'d 

_ 4'. 



Study Contract Value 
Date 0 

21. Guinea Slsaeu Health Study T0 3/79 11,610 
22. sychelle! Fraslin lntegrated 10/79 46.760 

Rural Development TOt 
-32. Chide Diernaya - ilucillo Road 10177- 4059000 

24. Seycelesl Victoria Severage 11/79 14),000 
25. kvandas Health Sector Study 	 210,191 


26. Guiasi Conskry YishLng Port - 609,000 

27. Guinea Slssvu Health Sector - 257,000
study 

28. Seycbelles Praslin Rural - 500,000 
Development 

29. 	 Central African Republics los ngo - 400,000 
Rural Developmnt 

Subtotal 	 6000346
 

s. $ecilt SWet Grant 

30. 	 Niger: Tahous Rural Development 1/76 22,225 
TOt 

31. Cape Verdes Health Sector Study 3/79 11,650 
TOR 

22. 	Vpper Volta: Irrigation end ether 11/76 475,000 
(aclities at 4 ZKeth Dami 

13. Cpper Volta/Aigr Dori - Tera - U1116 497,35 
laxey Road
 

)4, wilff Grois&vater Survey 1/77 S109000 

3. tlaurttaiasI 44 Vells 	 - 610,000 

A. Cap* Verdes Health Sector Study - 2)5,000 

*TOTAL 19 1 

status of Study 
itM(Ay 16. 1960 

Complete 
Couplete 

In progress, 
tn progress 

Contract being 
negotiated 

Contract being 
negotiated 

Contract being 
negotiated 

Commitment made
 

Comitment made 

Couplete 

Couplete 

Coeplete 

to progress
 

T-progress
 

Contract belag
 
neotiated 

i.utract besog 
negoti4ed 

* 	 dso
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4.6.1.3, 


4.4.. 

4.4.2.. 

4.,.2. 

Secondly, it $sma the bank believed that the "new 

directions" of the tUnLted States For*Li Assistance 

Act Of 1913 giving priority to projects for food 
production, population planning and health, and 

education eant that the trunk road and bridge 

studies which had been financed hitherto would 

no longer be acceptable for Regular Grant financing. 
Whether these ctoral limitations did in fact 

apply as the Sank believed is open to question, 

'ut nonethelee it took the lank sos time to 

adjust, given the orientation of its lending 

progrM. at that tLne toWards the infrastructure 

sectors. The significance of this is discussed 

further below in paragraphs 4.7.7to 4.7.9. 

Subiequent nvestment 

Table 4.3 lets out a schedule of the subsequent 

investment ast has followed completed studies. 

because At thJ changing conversion rates over tim 
betwen the dollar and the two units of account of 

the san Group, the invistuent, figures Sre kept 

in A or IVA as appropriate. (let Glossary for 

the conversion ratel.) 
As evidence of the leverage achieved with Regular and 

Special Grant$ for pro-inveltment studies, out of 

seventeen studies which have been compleged (other 

than the trni of roferonre studies), investment 
has followed in fourteen instances to date. The Bank 

has Invested CA £7.1 uillion out of a total Investment 

Pf VA 10 .) million ao a result of 2.4 mlliou 
worth of stWies (hich increases to 12.9 illion 

it the cseeleted tdi es for whch no Investment has 
yet mccurred are a444). The fued has invested F1VA 
),.J *1ixn out O a mtal tnvesenoft .t M 0.0 

8l141m ftr I . I! wrth of studies., 
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Table 4.3. 

Swr.nry Table of Pre-Investment Studies and 

Subsequent Investment by ADD Group 

Roiular and Sahetian Grants 

Project for WhLich 
Study Carried Out 

Cost of ADD Group
Study - Investment

T- '000 

Total Approved
Inv.t...m.t

' 000 
. 

A. African Developmnt Bank 

1.Tanzania: Oil Delivery 
Pipeline and Storage 10,576 UA 3,000 UA 4,170 

2. Sierra Leone/Liberia: 
Freetovn - Konrovie Road 
Kmno River DrLdge 123,29 VA 1,900 UA 2,200 

3.Zaire - Kvango, Wma, 
loebo, LufimL liver 
ridess 165,095 UA 3,500 UA 3,640 

4. Ivory Coast/Ghana 
Accra-Abidjan Mighvay 

study 1 
Study II 

130,616) VAl6 
605,736) 

o3O 
) 

UA 49,8647 

5 Senegal: iosmone 
N'Dansene Roa4 

-
38,595 UA 1,100 UA 1,400 

6.Senegal: Ziguinchor - Cap 
SkirrinS load 224,462 UAIl,345 VA 21,075 

7.leans Cotonou Iridies 
and Dan 4580068 VA 4,000 UA 1HO20 

S. Liberia: Tubman Bridle -
Sool Hills Road 260,384 VA 5,000 VA 9,040 

9. Cuitroons lamemnd -
IEkok load (Study) 419,119 UA 950 VA 950 

TOTAL 2,436,470 V47,095 VA 106,342 

S. African evelopment Fund 

t. ChAd S'Djaaena Dr4anawe 321,284 VVA 5,000 IVA 6,157 

2. HAiMs Xarkalas - Miono Road 231,J56 IVA 8,500 rmA 13,s00 

3. vswailand: Kahsaba -
Miansini Road 234,864 r A 000 IrVA 13,240 

4. Vpper Voltsi 4 garth
Da. Irrigation 
facilities 47,000 fVAIO,)O MA 11,7O0 

1. Sierra Lone treetc" 
S4verais '51,378 IVA 450 YVA .50 

TOTAL 1,763,882 rA)Z,250 I1JA 45,047 
%te: 1. $vaslland, x4hara - mansini Road$ tfnaddition to the Investmnt 

shinm Aere by AN, Al provided VA 170,#0 (or final des4in of one 
se04tg at the toad, to cotement the AID finnced final desin 
of wv ottt4r 004titt# of f#440 

* . Vpper Vol:a lart Uams TM4 investnt shovn here Is for the 4 
f(ll Abf projects, vNt includes zdeosostruction as veil as 
sho, ef fe#ittee. 
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4.4.2,3. The volume of Bank and fund investment to date based 

on AID financed pre-investment studies as a percentage 

of total cumulative lending to date is about 6% for 

the Bank and 52 for the Funds These percentages are 

modest within the overall scale of Dank and Fund 

lending. If loans for industry, development banks, 

power supply and #elecoutinuicatIons are excluded-from. 
the Sank figures, the percentae increases to 101. 

For the Fund these sectors are not important, and
 

excluding then does not affect the 5Z.
 

4.4.2.4. 	One reason for the relatively modest share of investment
 

of the bank following AID financed studies is the low 

number of studies in recent years when the Bank has 

been lending at a faster rate. A breakdown of the 

years of approval of investment following these pre­

investment studies shows that in the period 1977 to 

1979, seven loans have been approved by the Sank folloving 

AID financed studies which is the same number as the 

period 1973-76, 

4.42.5. 	Table 4.4. sets out which of the projects funded 

are complete and which are in progress, as well as 

three projects where currently no ADB Group investment 

is planned. The two road projects for which no 

investment is planned were both shown not to be 

economically feasible by the consultants' reports. 

The studies played an important role in Avoiding 

investment that could not be justified. Currently, 

the Governtant of Zaire Is seeking to introduce the 

first 100 kilometres of the Bukavu - Kindu Road from 

lukav to Surale into the lending programe as this is 

the most important section. 

V 
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Table 4.4, 
Prolect Status for Coupleted Studies. at 31/3/80 

) With Subsequent ADS Group Investment. Project Coulete 

Project 	 Date Project Completed
 

I. Tansania: Oil delivery pipeline and 
storage 3/73 

2. Sierra Leone/Liberia: Link Road, Kano
 
River Bridge and Access loads 2/76
 

3. Zaires Kvango, Wamba, So*o, Luf1s 
liver bridges 1976 

4. Senegal: Diosmone - N'Dangane Road 	 7/76 

5. 	enins Cotonou Da' (bridges still not
 
complete) 12/77
 

6. Upper Volta Irrigation and other 
facilities at Dablo and Tansso 
Dams (2 of the 4 studied by TAM1S) 1/60 

Mi) With Subsequent ADD Group Investment. project InProaress
 

Proiect Forecast Completion Date
 
1. Ivory Coast/Ghana: Accra-Abidjan Highway 	 1983 

2. Senegali Ziguinchor - Cap Skirring load 	 3/82
 
3. Liberias Tubman Bridge - losi Hills Road 7/80 

4. Malls Markala - $Iono Road 	 1983
 
0 5. Svauilandt Manaini - )ahamba Road 	 19$3
 

6. lenin: Cotonou Bridles - ev Bridge
 
Rehabilitation of Old Bridge 3/81
 

7. 	Upper Volta: Irrigation and other facilities 
at Thiou and Kougny 1983 

6. Chad? N'Djamena Drainage 	 not knovn 
9. Caserooni laenda - gkok Road (studies only) not knov
 

10. 	Sierra Leones Freetovn Sewerage (studies only) 5/80
 

(iii) With no ADN Group Investment, actual or forecast
 

1. Zaire: lukavu - Kindu load
 

2. Chad: Djermays - DJiatillo Aoad
 

3, Upper Voltw/Ghans: Telecommunications
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Table 4.5. 
Future Planned Landin| by ADB Group in Respect
 

of Studies Financed by AID Grants
 

P.OJZCT Year of Lending Vroposed Total Istimated 

Proaram-e Loan Cost 

A. Afric-n Development Fund 
I. Botivana: Yrancistown 

Hospital 1980 FUA 8..O FUA 16,O 

2, Cape Verde: Development of 
Health facilities 1980 FUA 5.O. FVA 6.03 

3. Chadi N'DJamena Drainage
 
(Supplementary) 1980 FUA 4.5a FUA 5.0.
 

4. Guinea Sissau Development of 
Health Services 1980 FVA 4.5m FUA 5.0m 

5. Sierra Leo, i reetovn Severals 
and Drainage 	 1980 FUA 8.0w IUA 10.O 

6. Upper Volta/NiSers Dori - Tera-
Niamey Road (final design) 1980 FVA 1.O. IVA 1.2. 

7. 	Rvanda: Development of Health 
Services 1981 FVA 6.02 N/A 

8. Cimeroons gamenda - Ekok Road 1981 FVA 6.0. N/A 
9. 	 Central African Rpulici 

lossongoa Rural Development 1981 FUA 8.0. N/A 

TOTAL 	 FUA 56.0. ­

3. African Development Bank 

t. Seychelless Victoria Sewerae 
phase It 1980 UA 4.0 UA 4.Sa 

2. 	 Ivory Coasts Onangotodwugou-
Mali order Road 1981 VA 10.0. UA 17.0. 

3. Guineas Conakry FLshing Port 1981 VA 10.02 /A 

TOTAL 	 VA 24.O. 
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4.4.2.6. The reconnaissance study for Upper Volta/Ghana
 

Telecommunications was not pursued because itwas not
 

considered to have sufficient priority in the
 

.development programms of the two countries. 

4.4.2.7. 	In addition to the investment to date, the Bank Group
 

has included in its future lending programs further
 

substantial Investment, as set out in Table 4.5.
 

4.4.2.8. In addition, the Bank Group is planning to provide in 

1980 FVA 12.0w from the Fund and UA l0.Om from the bank 

for 184 klometres of the Monrovia - Freetown toad, vis 

the iano liver Bridges. ThiL is not based upon the 
Lyons Associates study of 71-3, however, as this vas 

oalyconcerned vLth l. er crossing and access roads. 

4.4.2.9. 	The above lending programs is very tentative, and it is 
clear already that it is slipping for several projects. 

It is indicative, however, of the levels of investment 
that say follow during the next few years as a result of 
the studies carried out under the Rogular and Sahel 

Grant projects. 

4,4.3 	 Rational Distribution of Studies and Investment
 

*.4.2.1. 	 Table 4.6. provides a regional breakdovn of all the 

studies carried out as, In the process of being 

negotiated and prepared, plus a regional breakdown 
of the studies which have been followed by investment. 

The Special Sahel Grant Projects have been excluded 
'ecause they are all in West Africa with the exception 

of Chad and Mauritania which are claslfied by the lank 
is Central and North Africa respectively. 
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Table 4.6. 
Regional Distribution of Regular Grant
 

Studies 1971-80
 

Zoltain -All Studies Studie-* with Invesaanc Z 
, _Investment Amount 0 0 0 

West Africa 14 8 UA 39,645 

FUA 8,950 41
 

Central Africa 
 9 3 UA 4,450 9
 
FUA 50000 23
 

East Africa 6 
 2 VA 30170 7 
FUA 8,000 36 

North Africa 0 0 0 0
 

29 	 13 
 VA 47,26) 100 
nA 21,9$0 

Sotest 1. 	 This table Includes the VA 170.000 for the desip on the ohmbs -
Mantini oad. 

2. The rgional distribution Is that of the lank Group (see
G1os sry). 

4.4.3.2. This table shove chat the regional distribution of the
 
Rlular Grant studies and subsequent investmnt over the 
vhole period i mre skeved tovards Vest Africa than the 
distribution of Bank and fund lending as a whole (see 
Table 3.6 above). This vas remurked upon in the March 
1977 evaluation, vith the recomendation that efforts 
should be made to secure a better balance in the 
regional distribution particularly betveen Central, West, 
and last Africa. Examination of the contracts iped 

since 1977 and thote currently under negotiation or in 
preparation, sullets that this has been done 4 
contracts have been in Last Africa, 5 in Central 

Africa, and 3 inVest Africa. 

0 

41 
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4.4.4., 	 Sectoral Distribution of Studies and Investment 

4.4.4.1. Table 4.7. sets out the sectoral distribution for all the 

Regular and Special Sahel Grant studies, and for those 

with subsequent investment. 

Table 	4.7. 

Sectoral 	Distribution of Regular and Special
 

Sahel Grant Studies 1971-80
 

Sector All Studies Studies with Investment
 
Investment Amount '000
 

Agriculture 9 1 VA - -
YiA 10,300 32 

Transport 1 11 VA 44,265 94 
YUA 16,500 31 

Public Utilities 4 2 CA
rvA 

,
5,4s0 

-
17 

Induatry 1 1 CA 3,000 6 
YVA -

Healtsh and
 
Education 7 	 - tA

TUA ..­

36 is CA 47,265 tOO 
VVA 3225 100 

Sotis 	 This table tocludes the CA 170,000 for design on the 

)Iahaiba - Htansai Road. 

4.4,4.2. Table ,.7. illustrates the predosnance of road ad 

bridge prolects to date in the program* over the 

whole period. This i primarily caued by the 

voncentration on roade projects In the period prior 

to 1974, during which no agritultural or heatth projects 

wre influded In the study list. Since and tactuidug 

lf76 two roads stui4es have been carried oMt (ore of 
which, for the Dort - Tern - lawy Road, placed the 

void in the cntext of An incegraced rural d4eitlpmnc 

*~, 	 #2V
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project); 9 Agricultural studies (including eo TOR
 

studies and the lroundwater studies for Mali and 

Mauritania) have been carried out or are in the 

process of beLng..negotiatedl and four.health sector 

TOR studies have been completed and the subsequent 

pre-Lnvestunt studies are being prepared. There 
has, therefore, been a major shift in the sectoral 

distribution of studies financed under the
 

Regular and Special Sahel Grants, in line with the
 
"nov directions" of the 1973 United States roreign
 

Assistance Act.
 

4,4.5. 	 Types of Study 

4.4.5.1. 	 Table 4.3, provides an analysis of the studies carried 

out or for which a coiLtmnt has been made by type of 
study. Yinal design and preparation of bid docesnts 
wae carried out for nine of the road and bridle 

projects. The last of these was in :976 (Accra -

Abidjan Poad ?Uase II). Currently it i# not 

AID policy to finance such studies out of grant 

funds@ 

Table 4.5.
 

Typ of Studies iginced by Rugular
 
and Specialahel Grants 1971-20
 

Toe of Study umber of Studies 
Tern of Reference 7 

Reconnaiesance I 

Iconic and Technical teaeiblty 108 

Final Desig an4 Preparation of lid 
Docuuents 10 

Master Plans for Pultc Utilities 
including vrsAnieation, Mtanaemnt 
&Ad LSal, rFinan'Cis Studies 2 

G"ot'idwter Surveys 

les Several read studies incled both feasibility 4-d fill 
d4ip $%Ie. 
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4#4.6. 	 US Consultants Involved in the studies
 

4.4.6.1. The studies have been spread through a large number of 

US consulting fizr, Louis larger International has 

had the largest volum, with 4 contracts worth S 1.13m. 

Tippetts 	Abbott McCarthy Stratton (TAMS) have been 

involved 	with three worth $ 579,000 and lannet, Fleming,
 

Cordiry, 	Carpenter with two worth $ 824,000. Sanders
 

and Thomas, Inc. received one large contract, and its 

Wl-owned 	African subsidiary Santafric two more, 

giving a total of almost $ I million. Recently, The 

Analytic 	Sciences Corporation (TASC) has been heavily 

involved 	with Health Sector TOR studies, nid is
 

currently negotiating for the Cape Verde Health Sector
 

study itself. The following consultants have carried
 

out, or are negotiating for, one contract each;
 

William brothers tngineering; Lyons Associates;
 

International Engineering Company (ZECO); Wilbur
 

Smith Associates; Slack and Veatch International (BVI);
 

Morcon Systems; Sanley Consultants; Frederick I.Harrisi
 

Daniel, Mann, Johnson and Mendenhall (DKJ) in
 

association with Checchi and Co; Vista Research;
 

Orgatec; 	Cam Dresser and McKee; Foamly Health Care; 

Drav Vaa Houten; Boston VniLvrsity/CAM! William 

ahlier and Associates; and J. )Ylotgory In association 

with Gannet Fleming Corddry Carpenter. 

t.,&.*a. 	The specific studies carried out by each consultant are 

set out in the Annexes. 

S0
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4.J, PROGRESS AND PROBLEMS 

4,5.1, 	 Introduction
 

4.5.1.1. 	In this sub-section of the chapter the information
 

contained in the Status Review Forms and Mission 

Reports 	is analysed. This is done by following
 

the project cycle through, identifying what has 
happened 	at each stq. Where appropriate,
 

recomendations are made. The main areas focussed 

on at each stage ares­

(a) the time taken to move from one stage to another,
 

and through the stale; and the procedures 

involved; 

(b) the peformance of consultants, contractors,
 

government, Bank and AID personnel;
 

(c) cite 	 I-..=nation available to the evaluation; 
(d) particular problem and difficulties encountered 

which hindered progress, and how they might be 

overcome in the future. 

4,5.2. 	 Prolect Identification to Sgsnature of Study Contract 

4.N.2.1. 	 Here vcconsider the period between the Bank's first 

request to REDO/WA for agreement in principal to fund 

the study and the contract date. 

4,5.2.2. 	 At the outset it should be noted that no regular records 

of study histories are kept either in the lank or at 
RESO. Currently there is no clear programing 

setting out the planned tirstable for all stages and 

sub-staeps that the study proposal has to go through. 

Racently, 11D5 has started to keep a check list of 

actual dates at #Aich steps, according to Project 

Itplomntation Letter 4, (FIL 46) are achieved, but 
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these do not exist for the studies prior to 1979. 

In order to trace study histories it is necessary 

to go through files, searching for the totters 

transnitted-between the Bank and UDSO. This is 

a :ime-consuminl exercise, and proved unrewarding 

in several instances as the required Information 

could not be found. 

4#5.2.3. It is recommended, therefore, that when studies
 

are first proposed, a program and timetable for
 

the stages involved to the point of contract
 

signature should be prepared, and used as a management
 

tool in progressing the study proposal, updating it &a
 

required. This is not recommended merely to assist
 

future evaluations$ but primarily to improve the 

control over the contracting period, 

4.5.2.4. Firm Information on the delays in contracting studies
 

has been found for twenty seven out of the thirty four 

studies for which contracts have been signed or are 

currently in negotiation. 1his is suAarLised in 

Table 4.9. 

Table 4 9.
 

Time Period Betveen ADS Request to REDSO
 

for Atreemnt in Princole to Fund t:e
 
Stu4v. and Study Contract Date
 

Xumber of Studios 

Les than 6 months 4 

6 months to 12 months 3 

12 mniths to 18 months 12 

More than 18 months I 

27 

*~a "jV
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4.5.2.6. Two of the four studies which were contracted In less 

than six months were Dlommone - OtDangane Road 

feasibility and final enSineering design In Senegal, 

and Kwanro, Wamba, bO. LufiL. liver Iride. final 
design and bid docuwnts in Zaire. oth involved 

sole-source negotiation, in the first case because 

of the smail site of the contract ($38,59S in 1972), 

in the second because the contractor, 1CO, has already
 

revieved the plans of another consultant under AID
 

bilateral financin3, and a waiver was obtained, The
 

other tvo studies were for terms of reference
 

preparation.
 

,.5...70 The longest delay has been with KauritanLa 64 Wells 

which has been under preparation for almost three
 

years. The reasons for the delay with this study
 

include many of those experienced by other studies.
 

In the first place, after UDSO/IA had approved the
 

TOR and they had been submitted to the Comsrce
 

Business Daily (CID) for publication, the American
 

Embassy in Nouakchott expressed a number of
 

reservations about them. As a result REDSO and
 

AU5 agreed the TOR were not acceptable, and had 

the redrafted. Eleven mountis after the original 

CID announcement, a second one Van placed, seeking 

prequalificatioos. four firm responded, and all 

four vere prequalified, and Invited to submit technical
 

proposals. The process of approving the contractor 

then took five months, lar~ely because RLDSO requested 
additional information from the link on the selection 

process before aPprovin4 the lank's selection In 

February 190. Tho contract Is currently ben 

negotiated.
 

.. I.. The main reasns in the past for delays vrel-

S 



(a) 	 Inadequate term of reference available at the time 
of Avg's request to AW, requirtrg several momths 

to #Ofl out$ 

(b)the largo number of steps involved tn the -? 
procedare vith too any eraSes where AID's 
approval had to be oughtI 

(c) 	 prequalifying for individual studies rather than 

keeping a list of prequalified firm to vhoe 
restricted invitarons to tender could be sent$ 

(4) 	 lack of a standard contract containing AID's 
mandatory requiremnts 

(e) 	 lons delays in obtaining signatures to protocolV 
of agreemnt vith the Givern t of the counar) 
vhar the study Val to take p44ce. 

4.5.2.9. loth REDSO and the ank recognise the contracting 

procedure needs to be improved to sbhrten the process. 
It Is planned to 4o this by#­

(a) 	adopting a standard three-part contract formiat 
this is currently being tested on the Conakry 
fishing Port Studyl 

() 	 coibingal the Request fo Proposal (2I')# 
colt proposal# and proquati~cation data in 
order to reduce the cycle; 

(c) 	 adopting a etdel Request for Proposals 

to cover various atitvitioes 

(a) 	sending copies of the standard contract to firu 
at the sne time as the RIP go "ave negotiating 
time. 



4.5.2.10. 	Altogether, it Isanticipated that six to nine *othe 
could be reduced in the Contracting process It ail 

thee handSo are impleuntd. Progroe has been iade 
su they were propo, ed is February 19800 butt thet' 
ned to be followed through carefully If they are to 

have the desirod offet. 

4.5.2.1. 	 It is therefore roconeU that thse nov procedure 

be tested ed then implemntod vith the ainma of
 
delay. A prlro for doing this should be
 
established. It is alo secesar) • prepare a
 
draft revised project impleentation letter which 
explatna the sew procedures. UD0 and the 8aab. 
should then met regularly to ensure that the now 
procedure# are folleved and to resolve problems. 

.|.:..1. Of particular impertance i the procedure to be 
adopted for studie to produce TO which so far 

have ttem 	1 $0.00 or less. This mans that they 
are eligible for Soleo-eurce contracting. The 
contrattift of T0R studies could be done qui4kly 
and effticienly if ADS and 3i0W dewleg a 

ceoprohenivo list of firm suitably qualified to 
carry out =03 stwdies in particular fields$ Who CaN 
be cestacted directly vithout the nd for 

adverlising i the CS. The my net be appropriate
 
in all cSest but selectiveo controlled use Should
 
speed up IN preparation. If,as currently seem 
probablo, 	 there vill be ifcreaed sephai n 
stydies o get projects mving (it has bee 

preoae*d to wse the balance roeaig of the
 
T lit* obligatio to fund Such etudtes~o then an
 

e Isneed4
 

S.
 

0 

http:4.5.2.10
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4.S.2.13. 	It is recomnended, therefore, that consideration be 

given to astremlinedprocedure for TOR studies in 

cases vhere the cost is loss than 1 50,000, including 

the devslop t of a list of suitble consultants for 

this work. 

4.5.). 	 Study ImplemntCtion 

4.s.3.. 	 The main areas for coinent identified by the 

evaluation are i­

(a) the time taken to launch the study after contract
 

iIpature;
 

(b) the supervision of the consultancy contract by
 

the Bank and the executing agency of the country 

concerned$ 

(c) the quality of the work produced by the
 

consultant;
 

(d) the extent of training involved;
 

(e) Implemntation progress against the original 

schedule 

f) the record of progress maintained between the 

$ank and 1,010. 

kill$s in Lounchira Che study 

4.10),2, 	Subsequent to sLpature of the study contract, tvy imin 

causes of delay before mob|lisatioo of the consultants 

have been experienced. first, there have been delays 
of up to I mohs in opening Letters of Credit with 

CS comerctal bamks, and secon4ly, there hae isometimes 

been delays with the %ost government failing to honour 

the tsm of the pr4toeel of .Sgroent. 

0 	 tt
 

http:4.S.2.13
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4.5,3.3. Now that there isa Reional Controller's Office in 
REDSO/WA with authority to issue AID Direct Letters of 
Commitment, the need for Letters of Credit with US 

.omercial banksovtich are costly In ters of bank 
charges as well as taking time to be aranged, is 
virtually eliminated, and will in future be 

discouraged by RZDSO. 

4.5.3.4. The second probleM, concerning delays in honouring
 

the protocol of agreement by the host country,
 

might be partly solved if the Sank undertook a 
launching mission at the beginning of a study 
as is recomended below in paragraph 4.5.3.8. 

Supervision of the Consultant 

4.5.3.5. As the evaluation has progressed, it has become
 

increasingly evident that there is a need for
 

increased supervision of consultants by both the
 
bank and the executing aency of the host
 

governments. Studies and projects where 
difficulties have arisen because of inadequate
 

supervision are­

(a) Svasiland: fahamba - ansln Roodt 

When the final design and cost estimate for the 
road were submitted, it was found that, in the 

opinion both of the Sank and the Suai Ministry 
of Works and Communlcations, that the road was 

over-delsiped and oo expensive. This led to 
protracted discussion between the consultant, 
(TAMS), and the Swasl authorities over a period 
of mr than a year. Zventually the Swasi 
Governmnt appointed another firm of consultants#S 
to reduce the coot of the road. The TA0 study 
was competed in early 1903, but the ADS 

S 
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appraisal mission did not take place until early
 

1978. On te ADS file there iscorrespondence
 

between the lank and the Swaui Ministry and
 

Cowviniationa wh1h- indicate that the Swasi 

authorities were not aware that they had any 

supervision responsibilities for the study. 

(b)Malii Markal - iono Road 
An almost identical situation occurred with this 

study, where the final design prepared by Frederic 
1. Harris was considered hy the lank and the Mali 

authorities to be over-desilned and inappropriate 

for the conditions of Mali. The design has had to 

be revised, after some delay while discussions were 
held between the consultant, the Rank, and Mali. 

Once again correspondence on the lank file refers 

to the problem of supervision, as the lank had 
essentially Joae no more than review progress 

reports. 

() Zairet Kwatio, Wla. l.oo. Luf(md liver irdies 
The problas caused by lack of supervision was a 
little different hers, as it seems that certain 

aspects nf the izCO study, particularly with regard 

to the boring tests for foundltions, yere inadequate. 
This lead the construction contractor to carry out 
work on the fowAditfoes for the Iwang. Iridge which 
had to be redono at som cost. Once aai, the 
executing agency of the host Governent, Office 
des Pute#, &e nt sees to have been aware of 

its sulervieIon rosponsibilities. 

Ci~).37V#lt t4 Trrflst1ee #,"4 e#1erD otram 
* fIrel H~es far tenth Dae 

Tb* 4i4ilon to prerr VoltasVi nf1rood by the 
respoitble a#Nty, 1M1 that it ad beA usable 

to spare reirces supervisetbe $t to4Uately 

the 1AS st44Y, 41d that as a result theft Were a 

AWiahr -f*tPhi *ith1ie 40i41 propored. 

*\
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Subsequently it has been learned that some of these
 
were not due to lack of supervision (e.g. a
 
siphon system of irrigation for cost reasons, rather
 
than the secondary and tertiary canal system 
preferred by the Voltaics), but some were, and if
 
the results of a study are. to. be.seen to be 
acceptable, then some supervision is needed.
 

(e)Senegal: Ziguinchor - Cap Skirring Road
 

There have been several problems with the Louis
 

Berger alignment for this road (e.g. cutting
 
through sacred forests, crossing stretches of
 
water which are not shown on the plans) which
 
might have been avoided by closer supervision
 

during the design stage.
 

(f)Liberia: Tubman Bridge - Bomi Hills Road
 

At the time of appraisal of this project, it
 
appears that the Liberian authorities complained
 

than they had not been allowed to supervise the
 

con.-.ltant. This again indicates that when the
 

study was launched, the host country authcritles
 

were not adequately informed of their
 

responsibilities.
 

4.5.3.6. Although consultants should be left 
to identify what
 
in their professional judgement is the optimum solution,
 
this does not mean that they can be left unsupervised.
 

There is no good reason why a final report should contain
 
proposals or designs which are a surprise to either the
 
Bank and/or the executing agency.
 

4.5.3.7. The Projects Department in the Bank recognises that
 
supervision of consultanti in the field needs to be
 
stepped up, How this should be done needs exploring,
 
because already the Project Officers spend a considerable
 

amount of time reviewing consultant reports, negotiating
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study contracts, and otherwise 	dealing with consultant
 

40 	 studies. One proposal that has been made is for the 
establishment of a pre-investment 	unit within the
 

Projects Department. This proposal has the advantage
 

that it would free Project Officers to spend more
 

time on appraisals and follow-up...
 

4.5.3.8. It has also been suggested that a key task for this
 

pre-investment unit would be to undertake a launching
 
* 	 mission to set each study off on a sound basis. This
 

would establish a clear and common understanding
 

between the host government, the consultant, and the
 

Bank about each other's role and responsibilities
 

-• 	 during the study, and what is required of the study.
 

Certainly the examples given above show that there
 

is a need for the Bank to define how its supervision
 

responsibilities interact with 	those of the host
 

* 	 government's executing agencies.
 

4.5.3.9. We recommend, therefore, 	that:­

* 	 (a) the Bank should establish a pre-investment
 

unit in the Projects Department to supervise
 

the implementation of consultant studies;
 

(b) the Bank should clarify how its supervision
 
• 	 responsibilities and those of the executing
 

agencies in the host countries interact;
 

(c) at the beginning of a study the Bank should
 

undertake a launching mission to establish a
 

clear and common understanding between the
 

host government, the consultant, and the Bank
 

about each other's role and responsibilities,
 

and the requirements of the study: thereafter
 

missions may be required at key points in the
 

study and when the draft final report is
 

presented;
 

P
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d) 	because supervision of studies is of immediate
 

relevance to the effectiveness of pre-investment
 

studies financed by AID grants, AID and ADB
 

should consider whether future US technical
 

assistance could usefully be directed towards
 

strengthening the Bank's capability in this
 

area.
 

Quality of the Work produced by the Contractor
 

4.5.3.10. In order to assess the full impact of the pre­

investment studies financed by the Regular and
 

Special Sahel Grants, it is necessary to try and
 

assess the quality of the work produced. This can
 

only be done by reference to the available comments,
 

and to changes that were made to the work that was
 

carried out. It should be kept in mind that in
 

particular where final engineering designs are
 

concerned, changes frequently occur between final
 

design and implementation, and that different
 

engineers may prefer different solutions.
 

4.5.2.11. 	The evaluation has identified subsequent design
 

changes in the following instances:­

(a) Markala - Niono Road in Mali (Frederic R.
 
Harris) and Mahamba - Manzini Road, Swaziland
 

(TAMS) to reduce the cost of the road;
 

(b)Accra 	- Abidjan Road, Ghana/Ivory Coast (Louis
 

Berger) where virtually the entire AID financed
 

study has been redone for a variety of reasons,
 

generally to do with changing attitudes rather
 

than the Louis Berger design;
 

http:4.5.2.11
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(c)Ziguinchor - Cap Skirring Road, Senegal (Louis
 

Berger) where four years have elapsed between
 

the study and implementation of the road;
 
(d)Kwango, Wamba, Bombo, Lufimi River Bridges,
 

Zaire (IECO) where the Draft Final Report was
 
referred back as unacceptable, and where
 

difficulties were encountered during implementation 

using IECO's design; 

(e)?ano River Bridge, Liberia/Sierra Leone
 
(Lyons Associates) where there is a reference
 

to their work "not being satisfactory"; 
(f) Tubman Bridge - Bomi Hills Road, Liberia 

(Stanley Consultants) where there may be cost
 

overruns as a result of alleged consultant 

errors.
 

4.5.3.12. 	Some of these problems could have been avoided by 
better supervision of the consultants, as noted 

above. 

4.5.3.13. 	In the case of the Black and Veatch contract for
 
N'Djamena Drainage, there were multiple problems
 

in the early stages of the work, and relations
 

between the consultant,the host government, and
 

the Bank were quite bad. These problems seem to
 
have been partially resolved eventually.
 

4.5.3.14. Some of the problems that have arisen with the
 

designs produced by the consul:ants are as a result
 
of the application of North American standards, which, 

it is argued, are not always iopropriate. 

http:4.5.3.14
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4.5.3.15. 	 In some instances it may be that the problems arose
 

because inadequate funds were provided in the study
 
for particular aspects, especially geotechnical
 

surveys. 	This may have been the 
case with the Accra -

Abidjan Road, and with certain of the problems on the 
Tubman Bridge -Bomi Hills Road. -There-Is a delicate 

balance between keeping the study costs to the 

minimum necessary for a satisfactory result and
 

economising too far.
 

4.5.3.16. 	It is recommended, therefore:­

(a) that the quality and appropriateness of
 

consultants' work should be ensured as far as
 

possible by adequate supervision;
 

(b) that care be taken to provide adequate funds to
 

enable studies to be completed effectively.
 

Training Carried Out under the Consultancy Contracts
 

4.5.3.17. 	The 1977 Project Paper states:
 

"Each study financed under the proposed grant
 

amendment should include as one of the contractor's
 

tasks the establishment of a training program for
 

local African staff.
 
Contractors (i.e. consultants) are to work with 

African counterparts and at the end of the 

training prepare an assessment report indicating 

the skills or enpertise .... acquired." 

4.5.3.18. 	In only one of the consultants' reports is there
 

specific reference to any training, that for
 
Freetown Sewerage. A training programme was devised
 

for local counterparts, including training at the
 

consultant's offices in the United States, but because
 
of the Sierra Leone Government's inability to allocate
 

counterpart staff sufficiently early in the study, the
 
training in the US was dropped.
 

__ _ _ _ 	 _ _ _ _\o '1 
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4.5.3.19. During the JEC Mission visits, executing agencies
 

were asked for their policies on training in
 

association with consultants. All were agreed
 

that this could provide an important source of
 

training and experience for the staff, and in
 

Senegal and Zaire we were informed that this was 

current policy, wherever possible. 

4.5.3.20. 	It is recommended, therefore, that where possible, and
 

with the agreement of the host country executing agency,
 

training of host country personnel should be included
 

in the terms of reference for pre-investment studies.
 

Implementation of Studies against the Planned Schedule
 

4.5.3.21. 	In several cases studies ovcrran their originally
 

budgeted time considerably. Sometimes this was due
 

to changing terms of reference. There are several
 

cases where comments from the Bank or from the
 

government were delayed by several months, preventing
 

completion of the final report. The Djermaya -


Djimtillo Road in Chad is an extreme example of this,
 

with a delay of more than eighteen months.
 

4.5.3.22. 	The production of acceptable French versions of
 

reports have also caused problems in certain instances.
 

Where there has been disagreement over the results of
 

the study, as with the Markala - Niono Road and the
 

Mahamba - Manzini Road, considerable delays have
 

occurred.
 

Reporting 	Progress of the Studies: ADB and REDSO
 

4.5.3.23. 	The evaluation found copies of progress reports which
 

used to be prepared by the Bank on the status and
 

progress of consultant studies. These date from 1974,
 

and were produced quarterly. It seems that they have
 

been discontinued.
 

http:4.5.3.23
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4.5.3.24. 	We consider that such a report provides 
an important
 

means of monitoring and supervising consultant
 

studies.
 

4.5.3.25. 	It is recoxnended, therefore, that the Bank, as part
 

of its improvement in programming$ monitoring and
 
supervising work, should re-instate a progress report
 

on consultant studies. Relevant sections could be
 

provided 	to REDSO in respect of Regular and Special
 

Sahel Grant funded studies. It is emphasised that
 

this recommendation is not that such a report should
 

be prepared solely for REDSO.
 

4.5.4. 	 Delays Between Feasibility and Final Engineering
 

Studies
 

4.5.4.1. 	 An important problem that has emerged during the
 

evaluation is that of delays between the different
 

stages of a project. 
 Delays between feasibility and
 

final engineering is one, particularly where
 

different financing sources are concerned.
 

4.5.4.2. 	Two examples from the Regular Grant projects are the
 

Ziguinchor - Cap Skirring Road in Senegal, and the
 

Bamenda-Ekok Road in Cameroon.
 

4.5.4.3. 	With the Ziguinchor - Cap Skirring Road, Louis Berger
 

carried out the feasibility study under an AID grant
 

between August 1972 and December 1973. AID funds were
 
not then available for the final design, so an ADB
 

loan was processed. This took nine months from the
 

date of the submission of the Final Report of the
 

feasibility study, and a further six months passed
 

before Louis Berger was contracted for the final
 

design.
 

0 
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4.5.4.4. 	In the case of the Bamenda - Ekok Road, the Cameroon
 

Government was initially not keen to take on a
 

UA 950,000 loan for the final design, wanting instead
 

a-further grant. There was a delay of more than
 

three years between submission of the final report
 

of the feasibility study in August 1976 and ADB
 

approving a loan in September 1979.
 

4.5.4.5. 	It is clearly important for effective project
 

implementation and for the full value of the
 

feasibility study to be obtained for the gap between
 

feasibility and final engineering design to be
 

minimised. A major cause of delay would be removed
 

if the feasibility and final design were considered
 

as Phase I and Phase II of a single study, as was
 

the case with the Diosmone - N'Dangane Road and
 

Tubman Bridge - Bomi Hills Road studies. Subject
 

to the outcome of the feasibility study, and the
 

quality of work of the consultant on Phase I, it
 

would be possible to proceed to Phar. II,final
 

design, without a second, lengthy round of pre­

qualification and international tender.
 

4.5.4.6. 	For this to be possible, increased accounts of
 

finance need to be made available and programmed
 
at the beginning of the itudy. Because of the limited
 

sIze of the Regular Grant, it would probably be
 

necessary to co-finance the whole study in some way.
 

There are several possibilities, for example, Regular
 

Grant financing of Phase I could be coupled with ADF
 

financing of Phase II,or with AID lost, financing.
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4.5.4.7. An interesting example of such co-financing occurred
 

with the Cotonou Bridges and Dam project where
 

bilateral AID funds were used for the feasibility
 

study and Regular Grant funds for the final design
 

and preparation of bid documents. This case is
 

interesting because it illustrates that with
 

programming, gaps between the studies can be reduced.
 

AID asked for ADB involvement with final design in
 

July 1971, which was eight months before the
 

feasibility study was completed. The contracting
 

period after the feasibility study was then kept to
 

seven months.
 

4.5.4.8. The decision of the ADF to make 10% of its annual
 

lending available for studies including final design
 

is important, as this provides a "soft" loan facility
 

which can be combined with Regular Grant and Special
 

Sahel Grant finance.
 

4.5.4.9. It is sometimes suggested that final design studies
 

should be considered as part of the investment
 

cost and included in the project loan, and this has
 

been done in the past by many institutions. It is
 

not now a favoured policy, however, for the following
 

reasons:­

(a)final design may take a year or more to complete:
 

in periods of rapid inflation a long gap between
 

the time project costs are estimated and the
 

project is implemented increases the likelihood
 

of major variations in forecast and actual costs;
 

(b) feasibility studies are frequently inadequate
 

bases for project appraisal, particularly in
 

terms of th: detailed implementation planning;
 

(c)although a feasibility study may justify a road
 

proje:t, major changes may come at the final
 

engineering stage when detailed ground
 

investigations occur - the Accra - Abidjan
 

Road is a good example of this.
 

_ _ _ _ _~01k 
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4.5.4.10. Currently both ADB and the World Bank do not
 

include final design in the project loan as a
 

matter of policy. We support this.
 

4.5.4.11, 	It is-recommended, therefore, that:­

(a) the Bank should seek to avoid delays between
 

feasibility and final design by programming
 

finance for the second study well in advance
 

of completion of the feasibility study:
 

this may be done by considering feasibility and
 

final design as Phase I and Phase II of one
 

study;
 

(b)AID and ADB should discuss ways in which
 

Regular Grant and Special Sahel Grant funds can
 

be linked with ADB or ADF study loans, or with
 

AID bilateral funds and loans so that (a)
 

above can be achieved;
 

(c) the procedures and conditions for granting loans
 

out of ADF funds for the purpose of financing
 

studies should be kept as simple as possible
 

consistent with proper control.
 

4.5.6. 	 The Period Between the Completion of Final Design
 

and Loan Approyal, and Between Loan Approval and
 

Effectiveness
 

4.5.6.1. 	Table 4.10 analyses the period between the
 

presentation of the Final engineering design report
 
and the date of loan approval, and between the
 

loan approval and loan effectiveness.
 

http:4.5.4.11
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4.5.6.2. 	It should be noted that date of first disbursement is
 

an imperfect proxy for the date of effectiveness of a
 

loan, which iswhen the loan conditions have been met,
 

but the Bank does not keep a systematic record of
 

dates when loans become effective.
 

4.5.6.3. Table 4.10. shows that in the majority of cases, the
 

Bank acts quickly to appraise projects and approve
 

loans once the final engineering design is complete.
 

In three cases, the Kwango, Wamba, Bombo, Lufimi Rivers
 

project in Zaire, the Cotonou bridge and dam project in
 

Benin, and the TIPER Oil pipeline in Tanzania, the
 

delay was three months or less. The high average of
 

fourteen months is caused by the two projects where
 

there were problems with the acceptability of the
 

consultants' designs, i.e. Markala - Niono Road in
 

Mali, and Mahamba - Manzini Road in Swaziland, both
 

of which experienced delays of more than two years.
 

Table 4.10.
 

Period Between
 

(a)Presentation of Final Design and Loan
 
approval
 

(b)Loan Approval and First Disbursement
 
Regular and Special Sahel Projects
 

Number of Loans
 

Final Design Loan Approval to 
to Loan Approval First Disbursement 

Less than 6 months 4 1 

6 - 12 months 4 9 

12 - 24 months 1 7 

More than 24 months 2 3 

11 20
 

Average 14 months Average 18 months
 

N;otess 1. Of the twenty loans for which information was obtained, four
 
were second loans, including supplementaries which have not
 
been 1ncluded in column (a).
 

2. In the case of Upper Volta Earth Dams, the TA.S study was
 
not a preliminary to the construction of the dams.
 
therefore only tht Loan Approval to First Disbursement period
 
is of interest. This is also true of the study loans.
 

3. First Disbursement Date is used as a proxy for the date of
 
effectiveness of the lo1n, as the bank Group does not maintain
 
a systomatic record of when loan conditions are satisfied.
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4.5.6.4. 	Indeed, it can be argued that the Bank may appraise
 
projects, negotiate and approve loans rather too
 

quickly as evidenced by the delays between loan
 

approval and effectiveness. The major cause of
 

-delays after loan approval are thedifficulties
 
experienced by the borrower in meeting the loan
 

conditions. Within the projects covered here, the
 

following provide examples:­

(a)Mali: Markala - Ninno Road
 

Although the loan was approved in June 1978, the
 

loan conditions still have not been met. In
 

particular, the Mali Government is currently
 
unable to provide its counterpart contribution
 

of FUA 5.0 million.
 

(b)Ghana/Ivory Coast: Accra - Abidjan Road
 
The problems of meeting loan conditions are
 

magnified by the fact that this is an
 

international project. The two conditions
 

where delays were experienced in particular
 
concerned the agreements between the two
 

countries for the maintenance arrangements
 

for the international bridge over the Tano
 

liver, and for its restitution should it be
 

destroyed.
 

4.5 6.5. According to the World Bank representative inAbidjan,
 

delays LitobtAining loan effectiveness are also
 

experienced by the World Bank Group. However, we
 
were informed that the normal time taken after loan
 

approval is three to six months, which is
 

significantly less than that experienced by ADB.
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4.5.6.6. Both the Price Waterhouse and First Review
 

Committee's Reports into the workings of the
 
ADF recommend that more time be spent at the
 

appraisal and loan negotiation stage to ensure
 

that project design is satisfactory, and that
 

the borrower fully understands the loan conditions
 

and is able to meet them without undue delay.
 

Several loan conditions, e.g. obtaining specimen
 

signatures, signing immunities, could be dealt
 

with during appraisal and loan negotiations. A
 

timetable for satisfying conditions should be
 

agreed at loan negotiations.
 

4.5.6.7. We re-commend, therefore, that:­

(a) the Bank should consider whether a longer
 

period for appraisal would improve design and
 

expedite implementation;
 

(b)all recommendations of the Price Waterhouse and
 

First Review Committee Reports designed to
 

expedite loan effectiveness which have been
 

accepted but not implemented, should be
 

implemented as soon as possible;
 

(c) the Bank's programming of projects should
 

monitor and record the periods between loan
 

approval, signature, and date of meeting the
 

loan conditions.
 

4.5.7. Implementation Progress
 

4.5.7.1. In this evaluation we have tried to monitor planned
 

and actual implementation of the projects which
 
have been financed, following Regular and Special
 

Sahel Grant supported studies. This has been done
 
with reference to schedules and costs contained in
 

the consultants' reports, the appraisal reports,
 

contracts, and what has actually occurred.
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4.5.7.2. 	We rave encountered a certain amount of difficulty
 

in doing this, for the following reasons;­

(a)early appraisal reports either did not contain
 
S
schedules of expendiitures-6ordisbursemeints, or
 

if they did provided only an indicative schedule
 

of expenditure, which was referred to as a
 

disbursement schedule;
 

(b)Loan Officers do not generally keep systematic
 

records of revisions to implementation schedules
 

contaiaed in the appraisal report made at the time
 

contracts are signed: the Loan Administration
 

Division in the Finance Department prepares
 
revised disbursement schedules for cash flow
 

purposes, but these sometimes conflict with the
 

official disbursement schedule in the Loan
 

Administration Report;
 

(c)although the Loan Administration Report
 

prepared every six months contains a summary
 

review of the progress with the implementation
 

of the loan, there is no systematic and regular
 

reporting of the progress of the project, including
 

total expenditure to date and latest estimated
 

cost to completion and revised project (as against
 

loan) completion dates;
 

(d) it:ormation on project progress is found in
 

different departments, in particular Finance,
 

Operations and Projects, but the Loan Officer
 

in the Operations Department does not currently
 

consolidate it.
 

4.5.7.3. 	We were unable tn find any diagrammatic or other
 

summary representation of the status of project
 
implementation kept and used for monitoring and
 

supervision purposes by the Bank.
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4.5.7.4. The situation described above is partly the consequence
 

of the current lack of involvement of Project Officers
 

in monitoring and supervising projects funded by the
 

Bank, and of the current lack of distinction between
 

the projects and the loan referred to in Chapter 3,
 

4.5.7.5. We recommended in Chapter 3 that the Project Officers
 

should become involved in project supervision and
 

monitoring as set out in the Administrative
 

Instructions of 1977, and that a distinction should
 

be made between the loan and the project when it
 

comes to supervision. We further recommend that the
 

system of monitoring and supervision should include
 

comparison of planned and actual progress, with
 

explanation of variances both in time and costs, as
 

part of a system of project programming. We suggest
 

that the terms of reference for the Central Projects
 

Unit include the preparation of this.
 

4.5.7.6. As far as the projects reviewed by this evaluation
 

are concerned, the main points concerning the
 

comparison of the various planned schedules of costs,
 

completion dates, and disburbements with what
 

actually has happened are:­

(a) the schedules proposed by the consultants are
 

generally quite unredlistic given the time required
 

to move through the project cycle;
 

(b) the schedules in the appraisal reports are also
 

generally optimistic with regard to completion
 

dates and dates for final disbursement, where
 

provided;
 

0I
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(c) the cost of projects has increased considerably
 

in almost all cases over the original consultant
 

estimates because of time delays and d-sign
 

changes;
 

(4) in the cases where information on total cost to
 
completion either forecast or actual has been
 

obtained, cost overruns compared with appraisal
 

estimates have occurredt in some cases,
 

especially where this is a result of factors
 
outside the control of the Bank or the borrower,
 

such as the effect of the increase in oil and
 

other commodity prices in the early 1970s, the
 

Bank has 	covered the resulting foreign exchange
 
gap with 	a supplementary loan;
 

(e)an exception to the above is the Upper Volta
 

Earth Dams project, where the cost of
 

constructing dams directly by ONBI rather than
 
using a contractor has led to cost savings.
 

4.5.7.7. 	We have compared the disbursement performance on
 

projects covered by this evaluation both with the
 
average rate for all Bank or Fund projects financed
 

in the same year and, for the road projects, with
 

the average rate for all road projects funded in the
 

same year. Disbursements to December 31, 1979,
 

as a percentage of the total loan are shown for this 

comparison in Table 4.11. 
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Table 4.11.
 

Relative Disbursement Performance to
 

December 31, 1979, of Projects 

Covered by this Evaluation 

Project Year of 
Loan Approval 

This 
Projet 

All Projects 
in Same Year 

Road Projects 
in Same Year 

A. ADB 
I. Diosuone - N'Dangane 

Road 

2. Wvanso, Wamba Bridles 
1973 
1973 

100 
100 

92 
92 

100(3) 
100(3) 

3. Mano River Bridge 

4, Cotonou Dam & Bridle 

5. Mans River Bridge
(Supplementary) 

6. Kvango, Wamba Bridles 
(Supplementary) 

7. Tubman Bridle - Soui 
Hills 

8. Ziluinchor - Cap
Skirring Road (Bridges) 

9. Accra - Abidjan Road 

10. BDmonds - Ekok Road 
(Study) 

1973 

1975 

1975 

1976 

1977 

1977 

1978 

1979 

100 

70 

85 

82 

53 

91 

5 

0 

92 

83 

83 

77 

45 

45 

6 

1­

100(3) 

72(5) 

72(5) 

82(1) 

56(3) 

56(3) 

3(3) 

0 

1 

11. Ziluinchor - Cap 
SkirrinS Road 1979 10 1 10(0) 

B. ADF 
1. Operation Earth Dam 1975 52 49 - -

2. ,kondo River - Kahamba 
Road 

3. Karkala - Siono Road 

4. Yreetovn Severage (Study) 

1978 

1978 

1978 

0 

0 
0 

9 

9 
9 

8(7) 

8(7) 
- -

S. Thlou & Iougny 
lntelrated Development 1979 0 0 - -

( ) - number of prelects 0 

Note, Tanzania Oil Pipeline (1971) has been excluded because there
 
were few projects approved in total by the Bank in 1971.
 

/
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4.5.7.7. 	This shows that generally disbursement on these
 
projects compares well with other Bank and Fund
 

Proj ects.
 

4.5.7.8. 	As far as implementation performance of contractors,
 

once contracts have been signed, is concerned, work
 

was completed on"tme, or within the tLme ipecitied,
 

or is currently ahead of schedule with the following
 

projects:­

(a)Ziguinchor - Cap Skirring Road, Senegal;
 

(b)Kwango, Wamba, Bombo, Lufimi River Bridges,
 

Zaire;
 
(c) Rehabilitation of the Existing Bridge, Cotonou
 

Benin;
 

(d)Tano River Bridge, Accra - Abidjan Road, Ghana/
 

Ivory Coast;
 

(e)Earth 	Dams, Dablo and Timossogo, Upper Volta;
 

(f)Tubman 	Bridge - Bcmi Hills Road, Liberia.
 

4.5.7.9. 	Delays in implementation subsequent to contracts has
 

occurred in the following instances:­

(a) Diosmone - N'Dangane Road, Senegal;
 

(b) N'DJamena Drainnge, Chad;
 
(c) New Bridge, Cotonou, Benin (funded by
 

USAID)
 

4.5.7.10. 	Information was not obtained for the ,%UnoRiver Bridge
 

crossing and access roads, Liberia/Sierra Leone;
 

the dam across the Cotonou Lagoon, Benin; oil
 

delivery pipeline, Tanzania; although in all three
 

cases no problems of implementation were reported.
 

http:4.5.7.10
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4.!.8, 	 Post Evaluation
 

4.5.8.1. Only one of the projects ccvered by this evaluation
 

has been post evaluated by the Bank, the Mano River
 

Bridge crossing and access roads between Liberia
 

and Sierra Leone. This is being done by the post
 

..evaluation unit in the Policy.Planning and.Development .
 

Department, and is not yet complete. This is being
 

done as part of the unit's evaluation of road sector
 

projects.
 

4.5.8.2. We have obtained useful information on the impact of
 

this project which is included in the Status Review
 

Form.
 

4.6. SOCIO-ECONOMIC IMPACT OF COMPLETED PROJECTS
 

4.6.1. 	 Assessments of the social and economic impact of
 

projects covered by this evaluation are possible only
 

for the following projects which have been completed:­

(a) Tanzania: TIPER oil delivery pipeline and
 

storage facilities:
 

(b) Liberia/Sierra Leone: Mano River Bridge and
 

access roads;
 

(c) Senegal: Diosmone - N'Dangane Road;
 

(d) Zaire: Kwango, Wamba, Bombo, Lufimi River
 

Bridges;
 

(e) Benin: the dam across the mouth of the Cotonou
 

Lagoon;
 

() 	Upper Voltas: Earth Dams at Dablo and Tamossogo,
 

and the associated downstream facilities,
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4.6.2. 	 Of the above, (c), (d), (e) and (f)were visited by
 

the JEC field missions. Information on (b)was
 

obtained from the post evaluation unit in the Bank.
 

Some limited information was obtained on (a) by
 

telex from the Managing Director of TIPER.
 

4.6.3. 	 The consultants' feasibility studies and the'Bank's
 

appraisal reports should provide the basic material
 

to enable comparisons of forecast and actual impacts,
 

and reasons for differences, to be made. This
 

requires the following:­

(a) clear statements of project goal and purpose;
 

(b) clear statements of the intended benefits and who
 

is to benefit;
 

(c) clear statements of key assumptions and the
 

mechanisms, or hypotheses, by which they
 

influence the forecast benefits.
 

4.6.4. 	 None of the feasibility studies or apprasial reports
 

provide this. Although there is generally a great
 

deal of information provided in the feasibility study
 

reports, it is frequently difficult to extract the
 

relevant information, in particular the key
 

assumptions used. Further, particularly in the
 

earlier studies, the only benefits calculated for
 

road projects were road user cost and maintenance
 

cost savings, with assessments of wider impacts, e.g.
 

on agricultural and social development,being dealt with
 

in a cursory, unquantified way. Recent studies have
 

improved somewhat, as the attention of development
 

institutions has come to focus on wider issues of
 

socio-economic development, but stone of these projects
 

have yet been completed.
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4.6.5. 	 The Logical Framework approach of AID provides a
 

useful tool in project design which is of assistance
 

to evaluators. The Log Frame prepared by AID for
 

the Cotonou Bridge and Dam has proved most useful in
 

desi3ning the evaluation of the dam part of the
 

project.
 

4.6.6. 	 We recomend, therefore, that, in the course of
 

reviewing project appraisal report formats, the Bank
 

should include clearer statements of project goals
 

and purposes, anJ of the assumptions supporting the
 

analysis. The .ID Logical Framework Analysis provides 

a useful 	reference for this. 

4.6.7. 	 The Status Review Forms and the Mission Reports
 

provide as much information as could be obtained in
 

the time available on the socio-economic impact of the
 

completed projects listed above. Here short sumaries
 

of the key findings are provided.
 

4.6.8. 	 Tanzania: TIPER Oil Delivery Pipeline and Storale
 

Facilities
 

4.6.8.1. 	The apparent goal of this project was to increase the 

security of crude oil supplies to Tanzania and Zambia. 

The apparent purpose was to enable larger tankers to 

use the port at Oar as Salaam, which would also enable 

efficiency at Dar es Salaam to be improved. It was 

assumed that Tanzanian oil consumption would grow at 

6Z per annum, and that 1002 of Zambia's and 85% of 

Tanzania's crude oil supplies would flow through the 

facilities. 



4-47 

4.6.8.2. 	The project was operational in March 1973. According
 

to the Managing Director of TIPER, security,
 

flexibility, and reliability of oil supplies have been
 

obtained, and 85-100,000 tonne tankers, rather than
 

the 18-20,000 tonne tankers previously, can now be
 

handled. According to figures supplied by him, both
 

Tanzanian and Zambian oil consumption has fallen
 

since the facilities were developed, presumably because
 

of the increased cost since 1973, which was not
 

foreseen at the time of the appraisal,
 

4.6.9. 	 Liberia/Sierra Leonet Mano River Bridge and Access
 

Roads
 

4.6.9.1. 	The apparent goal of the project was the development of
 

closer social and economic links between Liberia and
 

Sierra Leone, and the purpose was to remove a "perceived" 
barrier between the transport sectors of the two
 

economies. Beneficiaries, accordingly, were widely
 

interpreted. Key assumptions, though not explicit,
 
were that the Mano River Union would be an effective
 

organisation in improving the economic complementarity
 

of the two countries, and that the existence of the
 

bridge would help to generate inter-state traffic.
 

By the date of the opening of the bridge it was
 

forecast that 50-60 vehicles per day would be crossing
 

the bridge.
 

4.6.9.2. 	The post evaluation unit of the Bank found thets­

(a)without the improvement of the road itself
 

between Freetown and Monrovia, the bridge can
 

have only very limited Impact on inter-state
 

trxde, vhich is currently very small;
 

*/
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(b) the Mano River Union has not made the progress
 

originally hoped for in developing the economic
 
complementarity of the 
two countries;
 

(c) there are certain administrative hindrances to
 

using the bridge, e.S. the toll charge on the
 

Sierra Leone sidel
 
. {d) traffic levels are about 20/day in 1980, four
 

years after the bridge was opened.
 

4.6.9.3. The Bank is planning to co-finance 184km of the 
Freetown - Monrovia Road in 1980 with West Germany. 
Also, the Tubman Bridge - Bomi Hills Road includes
 
a section of the link road. 
 This should significantly
 

affect the impact of the bridge project.
 

4.6.10. Senegal: Diomone - N'Dangano Road
 

4.6.10.1. The goal of this project was 
to improve comunications
 

in the N'Danane peninsula, thus assisting the
 
agricultural, fisheries, and tourism of the area.
 
Its purpose was to reduce vehicle operating costs and
 
improve access to markets. Key assumpt;ons wer the
 

continued expansion of tourism in Senegal.
 

4.6.10.2. Although a traffic count in May 1979 indicates that
 

traffic levels already exceed those forecAst for the
 

road by the consultants and the ADD appraisal report.
 
the JEC Mission to the project site was left with the
 
impression of a road having been built in advance of
 
the developments that vcjuld justify it. ror example.
 

the benefits of the road to fishing will only be 
substantially realised vhtn there isa network of
 
cold centrea into the interior. Also, although the
 
nu~ber of tourist beds In the Aa# has increased
 

there are indications that occupancy rates are low. 
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4.6.10.3. 	Nonetheless, within Senegal's priorities of
 

integrating the regions of the country by mans
 

of an ambitious road construction programme, the
 

road plays a significant role. Approximately 35,000
 

people currently !ive in the zono of influence of
 

the road.
 

4.6.11. 	 Zaire: Kwanso. IVamba, Bombo LufOm River Bridges 

4.6.11.1. 	The goal of this project was to improve
 

Interregional communication and trade, in particular
 

the supply of food from the Bandundu Region to the
 

capital Kinshasa, and the supply of inputs and materials
 

into the region from Kinshasa and the port of Matadi.
 

This was to be done by removing the bottlenecks at
 

the Kwango and Wamba Rivers which were served by
 

ferries. Key assumptions were that the roads
 

betveen the bridles would be maintained, and that
 

aceess to 	the main road on which the bridges are
 

situated would be improved. Intended beneficiaries
 

were the populations of the towns and cit: s along
 

the route and those in the Bandandu region, which
 

is one of the most densely populated in Zaire. The
 

zone of influe'ce of the road, the Route National*
 

So.l,and thus the bridges, is very large.
 

4.6.11.2. The information obtained by the JEC Mission to Zaire,
 

though not complete (i.e. no population data were
 

obtained) shows that the impact of these bridges has
 

been considerable. The main points are­

(a) Route 	Nationale No. I between Klkwit and Kinshasa
 

is one of the prime supply routes to the capital;
 

in June 1979, 294 tonnes of food per day were
 

enwmerated being transported Into Kinshasa along
 

this road, with An averae of 230 vehicles per
 

days
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(b) 100% of this produce has to cross the Bombo and
 
Lufimi Bridges, 80% the Kwango, and somewhat
 

less the Wamba;
 
(c) the journey time from Kikwit to Kinshasa
 

(500 km) has been reduced to approximately eight
 
hours as against the many days previously, as
 
a result of replacing ferries with bridges:
 
previously the ferries could not cope with the
 
volume of traffic, leading to long delays at
 

the ferries;
 
(d) the roads between the bridges and beyond are in
 

good condition and actively maintained by the
 
Office des Routes.
 

4.6.11.3. The vastness of Zaire, and the large number of
 
perennial rivers means 
that bridge constructior is
 
a 
major priority in improving inter-regional
 
communication. This project is major contribution
a 


to meeting that priority.
 

4.6.1.. 
 lenin: Dam Across the Cotonou Latoon
 

4.6.12.1. This is the only part of the three-part project of the
 
new bridge (financed by AID),rehabilitation of the
 
existing bridge, and the construction of the dam, that
 

has been completed, since the end of 1977.
 

4.6.12.2. The goal of the dam was to reconstitute the fishing
 
industry of the Cotonou Lagoon and Lake Nokout,
 
which had been seriously affected by salt water
 
intrusion after the erosion of the natural sandbar
 
at the mouth of the lagoon had allowed the sea to
 
enter the lagoon during the dry season. The p-pose
 
of the dam wae effectively to replace th* sandbar
 
as a barrier to the sea, allowing salinity levels to
 
decline In the lagoon and the lake.
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4.6.12.3. A key assumption was that the concrete gates in the
 

weir, which was included in the design primarily to
 

permit shrimp larvae to enter the lagoon, would be
 

in place during the dry season to prevent sea water
 

intrusion.
 

4.6.12.4. So far, the impact of the dam has not been successful
 

for a variety of reasons. The story is complex, and
 

explained in more detail in the JEC Mission Report.
 

The following are the key points:­

(a)after the dam was completed, the gates were left
 

in the weir: at the same time the sandbar closed
 
across the mouth of the lagoon, for reasons which
 

are still somewhat unclear, but the closure of
 

the gates during the rainy season M have been a
 

contributory factor;
 
(b) this situation made the dam useless, and with
 

the added problem of dumping of septic tank waste
 

in the lagoon, which was now a dead arm of the
 

lake, a pollution hazard arose;
 
(c)during this period, to August 1979, salinity
 

levels in the lake and lagoon fell, and fishing
 

improved, but the shrimp hacvest fell because
 

there was no access to the lagoon from the sea;
 

(d) in August 1979 the concrete gates were lifted
 

out, and the sandbar breached using bulldozers,
 

allowing the lake to purge itself;
 

(e) since then the gates have remained open, and the
 

lagoon has remained open to the sea, leading to
 

an increase in salinity levels and a decline in
 

the fishing catch, with improvement in the shrimp
 

catch.
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4.6.12.5. An important contributory factor to the problematic
 

history of the operation of this project is the fact
 

that the lifting device for the concrete gates, a
 

crane, has been broken down virtually since the dam
 
was completed.
 

4.6.12.6. In view of the considerable problems encountered with
 

this project, it is recommended that the Bank arrange
 

a supervision mission to Cotonou to identify
 

appropriate remedial action.
 

4.6.13. 	 Upper Volta: Earth Dams at Dablo and Tamossogo,
 

and the Associated Downstream Facilities
 

4.6.13.1. The goal of this project 4s to provide security of
 

agricultural production and water supplies for
 

humans and livestock in the Sahelian regions of Upper
 

Volta. The purpose of the part of the project with
 

which the TAMS study was associated is the provision
 

of irrigation facilities and watering facilities
 

for livestock and people downstream of the dams.
 

TAIS designed systems for four dams, two have been
 

implemented to date, at Dablo and Tamassogo.
 

4.6.13.2. So far the facilities are not in use, because they
 

were only completed around the turn of the year. The
 

extension agents assigned to the project are currently
 

organising the local management cummittee and
 

orientating the villagers to irrigated farming.
 

4.6.13.3. People and livestock are currently watering directly
 

in the dam, As previously they have not had a
 

reliable water supply they are obtaining substantial
 

benefits, although the problem of water quality
 

exists.
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4.6.13.4. 	All those concerned with the project in Upper Volta
 

0 	 felt that the watering facilities for both poople and
 

livestock vould not be used without an intensive
 

campaign to educate the people. One purpose of the
 

livestock watering troughs is to enable veterinary
 

treatment to be supplied through the drinking water.
 

4.6.13.5. It is recommended therefore, that the Bank discuss
 

with the Upper Volta authorities the steps that are
 

* 	 necessary to ensure that the facilities provided are
 

used.
 

4.6.13.6. The JEC Mission also 	learned that the Upper Volta
 

* 	 authorities are unsure whether the siphon system of
 

irrigation designed will be successful as they are
 

not used to it.
 

* 	 4.6.13.7. It is further recommended, therefore, that the Bank
 

should consider whether technical assistance should
 

be provided to help introduce the system.
 

* 4.7. PRL-INVESTMNET STUDY REQUIREMENTS OF THE BANK 

4.7.1. 	 In Chapter 3 and earlier in this chapter we noted
 

that the Bank considers that the bilat,.al technical
 

assistance programmes supporting pre-investment
 

studies, including the AID prigramme, are not having
 

to the extent originally inteided the impact of
 

increasing the Bank's project generating capacity.
 

The reasons for this can be summarised as:­

(a) the lack of country and sector program ws in
 

the Bank contributing to a slow rate of
 

project and study identification by the Bank;
 

(b) the limited amount of funds available ittthe 

bilateral programmes for th. studies at a time 
when the cost of individual studies has increased 

considerably;
 

http:bilat,.al
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4.7.2. 


4.7.3. 


4.7.4. 


4.7.5. 


(c) excessively Ion& contracting periods for studies;
 

(4)perceived sectoral limitations on the studies
 

that can be undertaken;
 

(e) gaps between different phases of the pro-investment
 
study stage, i.e. between feasibility and final 
designfor road projeto,, because of the need in 

some cases to obtain finance from different
 

sources for each study.
 

In this subsection we briefly consider how the
 
Regular and Special Sahel Grant projects might he
 

developed to satisfy more closely the Bank's
 

requirements. This brings together points made
 

elsewhere in this chapter,
 

tn the first place, it is important for there to
 

be a continuing flow of funds for pro-investment
 

studies, to avoid a reduction in the number of
 

studies that can be undertaken.
 

Secondly, as described in paragraphs 4.3.2.1. to
 
4.5.2.13 AID and ADS need to reduce the concractural 

process as they are currently trying to do by 
simplifying and shortening the steps that have to be
 

followed.
 

Thirdly, as tie Bank moves its identification process 

earlier in the life of a project, and as it undertakes 

more projects in sectors where standard studies with 
standard TOR's are less applicable, the ned for 

studies prior to feasibility studies increases# We 
support the increasing orientation in the Regular 

Grant project towards sector and TOR studies. The 

revised forecast budget for FY 192 for pro-Investment 
studies is more than 1 2.0 million. To ensure these 
funds are used (asauin; that they are made available) 
as many TOR studies as passible should be carried out 
with the balance of the rY 1090 obligation for pro­

investnent utudfie not yet Co'-itted.
 

http:4.5.2.13
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4.7.6. 	 Fourthly,any remaining perception within the Bank
 

* 	 that sectoral constraints following the 1973 United
 

States Foreign Assistance Act limits the usefulness
 

of the Regular Grant funds for project generating
 

purposes should be dispelled.
 

4,7.7. 	 We have not been able to identify any studies
 

proposed by ADB to AID which were turned down on
 

the grounds of conflict with the terms of the 1973
 
* 	 United States Foreign Assistance Act, although 

it seems that at one time the Dori-Tera-Niamey 

Road was close to it. It seems likely, however, 

that the belief in the Bank that the sectoral 
* 	 limitations Introduced by the Act ruled out many of 

the major infrastructure project stuiles financed 

hitherto by Regular Grants was one of the causes of 

the reduction in the number of studies carried out 
* 	 after 1974. 

4.7.8. 	 It now seems that the sictoral limitations issue is 

much less significant than before. The Bank's 
Sown 	 sectoral policies and those of its member 

states have moved in the same direction as those 

of AID. Consequently, the Bank takes care to 

design projects and studies in such a way that they 

• 	 benefit the most disadavantaged population.groups.
 

Indeed, it was by placing the Dori-Tera-Nismay Road
 

in the context of a comprehensive integrated rural
 

development programme that the feasibility study
 

became acceptable to AID for funding.
 

4.7.9. 	 Fifthly, the Dank's requirement for smoother
 

transition from stage to stage, and to ensure 

that finsl design studies are financed despite 

the limited grant funds available can be met by 

prograning Joint financing of studies as described 
* inparagraphs 4.5.5. .	 to 4.5.4.11. above, This 

may not mean using grant finance for final design 
studies, but should enable gestation periods for 

projects 	to be reduced,

•___ ___ 

http:4.5.4.11
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4.7.9. We recommend, therefore, that:­

(a)AID should maintain obligations to the Bank
 

for pro-investment studies and avoid the
 
substantial reductions experienced in FY 1978 

and il1979 . 
(b) AID and ADB should implement the agreed changes 

to the study contracting procedure vithout 
delay; 

(c)the Bank should organise and contract as 
many TOR studies as po:sible with the uncommitted 

balance of the FY 1980 obligation for pre­
investment studiesl 

(d)ADB and AID should consider hoy the Relular 
Grant project can assist the bank develop
 

country and sector progracuinl;
 

(e) AID should be flexible in its use of sectoral 
criteria when the case for a particular project 
is strong: further that the Bank should, as a 
test case, propose and justify to AID a
 
pro-investment study for a major infrastructure
 

project, such as bridles on a trunk road which 
is of high priority to the country concerned, 
but not obviously within the AID sectoral 
guidelines; 

(f)where appropriate, Regular and Special Sahel
 
Grant finance should be used together with other 
sources of finance to provide complete 

pro-investment study financing. 

\
 



5-1 

CHAPTER 5 TECHNICAL EXPERTS
 

5.1. INTRODUCTION
 

- -5.1.1. The purpose of this chapter is to assess qualitatively 

the extent to which the provision of US technical experts
 

has contributed to strengthening the capability of the
 

Bank to identify and appraise loan projects and monitor
 

their implementation, to the benefit of member states.
 

5.1.2. 	 First, the methodology used is described.
 

Secondly, the Bank Group's policy with regard to technical
 

experts is briefly described, and how the AID contribution
 

fits into this. Thirdly, the technical expert positions
 

filled by AID contractors are described, followed, fourthly,
 

by an assessment of the impact of their contribution, with
 

particular reference to the strengthening of the Bank's
 

operational capability. Fifthly, the procedures for
 

recruitment, supervision, and appraisal are reviewed, and
 

finally iss,es concerned with the terms and conditions
 

are discussed,
 

5.1.3. 	 Conclusions and recommendations are Included In each
 

section of the chapter.
 

5.2. METHODOLOGY
 

5.2.1. 	 Sources
 

5.2.1.. 	 The information on which the analysis in this chapter is 

based was obtained from the following tourcest­

(a) written qtestionnAires completed by the technical
 

exptrts and whero possthle their lads of Dtvisioa
 

and/or Doplrtnen:s, followed up by verbal interviows;
 

(b) interviews with V1n and RlDSO staff involved with 

the technical aISsstAnce progra-e; 

(c) bAnk 	 ind REDSO fils on the experts; 

(4) Ck,~nral X.nk infor:iitlin, such as the Anrtial Roports, 
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5.2,1.2. The four technical experts in post at the time of the
 

evaluation completed questionnaires and were interviewed.
 

Completed questionnaires were received from Mr. Steel's
 

Department Head and Mr. Peek's Division Chief. The Head
 

of the Projects Department, Mr. Dossou, in whose
 

.Department-three of the four experts currently work, and .
 

who worked closely with the three previous experts funded
 

by the Regular Crant was also interviewed.
 

5.2.1.3. 	The questionnaires used were designed by the consultant
 

and a sub-committee of the JEC, and copies of the forms
 

used are included inthe Annexes.
 

5.2.1.4. After the written questionnaires were returned, the
 

rub-committee reviewed them and decided on tiie form of
 

the follow up interviews, which were then carried out by
 

the consultant, Mr. Ochieng, Head of the Personnel
 

Division and Mr. Shedid, who is the staff member in the
 

Personnel and Administration Department responsible for
 

technical assistance personnel.
 

5.2.2. 	 Method of Analysis
 

5.2.2.1. 	As with the pro-investment studies, the information 

obtained from the various sources was consolidated on 

Summary Review forms which are included in the 

Annexes. t=ar4ry Review form;s were complated 

for the four experts who were in post during the 

evaluation. Insufficient information was available 

on the three experts whose contracts were completed
 

sons tine ago to just4j 4 review form.
 

So f~rn w4s cotipleted for the Health '14riner wh' did 

not arrive until HAZ 1990. 



5-3 

5.2.2.2. The Summary Review forms contain the following
 

*information:­

(a) Section 1: summary data on the expert, his
 

qualifications, previous work experience, and
 

the costs of the contract;
 

(b) Section 2: any conclusions and recommendations;
 

(c) Section 3: a description and analysis of the
 

recruitment process;
 

(4) Section 4: a description of the work performed
 

so far by the expert, including his contribution
 

to training in the Bank;
 

(e) Section 5: an evaluation of the impact of his
 

work, particularly with regard to the goal and
 

purpose of the Regular Grant project;
 

f) Section 6: a review of the current appraisal
 

procedures for technical experts;
 

(g) Section 7s comments on terms and conditions of
 

service;
 

(h) Section 8: any additional comments designed to
 

improve the effectiveness of the US technical
 

assistance.
 

3.3. 	 ?OLICY OF THE BANK GROUP WITH REGARD TO TECHNICAL EXPERTS
 

AND THE SIGNIFICANCE OF AID TECHNICAL ASSISTANCE
 

5.3.1. 	 Although the Bank lays great emphasis on its posiLion as
 

an African institution responding to the needs of
 

African countries, it has recognised from the outset the
 

need to strengthen its professional capability by
 

obtaining the services of technical experts under bilateral
 

and multinatlonal technical assistance programmes. In
 

1971 there was a total of nineteen technical experts
 

working 	In the Bank. Since then the number has fluctuated
 

sozeahat from year to year, until at April 1, 1980, there 

were Vtwenty siInL poist. (Qvr then period, the onphasis 
has switched awiy from multilateral to bilateral technical
 

assistance Ii this area. 

Tea*14.j 0, 011 e at. Ap l 1. 1)60i, byet th Pa I 

ttennlc1l AstistAnce progra -'rv AnI kind of technical #xPertl 
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Table 5.1. -

Tochnical Assistance Personnel 
April 1, 1980 

Programme Number of Deoignation 

Experts 

FAO I Head, FAO desk 0 

2. Bilateral 
est Gorany 2 Civil Engineer 

Sanitation Engineer 
Belgium 2 Agronomist 

Transport Economist 
Finland 1 Education and Health 
Japan I Transport Economist 

Netherlands I Economist 
France 1 French Language Teacher 

Italy I Highways Engineer 

Norway 2 Industriel Engineer 
Pover Engineer 

Sweden 2 Telecommunications Engineer 
Economist 

Switzerland Agronomist 
Agro-industrial Engineer 
Project Analyst
Health Expert 

United Kingdom 4 Highway Engineer 
Civil Engineer 
Agricultural Economist 
Education Economist 

United States 4 Agricultural Economist 
Sanitary Engineer 
Financial Analyst 
Special Studies Coordinator 

Total 26 6 

,
 



!,3.2. 	 As far as the AID programie isconcerned, a fifth expert,
 

a Health Planner, arrived in early May 1980. The US
 

contribution to the technical assistance of the Bank is
 

currently considerable, accounting for about one
 

fifth of -the tot,..
 

5.3.3. 	 The major purposes of the technical assistance programs
 

of the Bank are:­

(a)to strengthen directly the bank's professional
 

capability by obtaining specialist skills and
 

experiencel
 

(b)to provide on-the-job training of the Bank's
 

professional &Ldil;
 

(c)to improve communication on development matters
 

with Fund participant countries.
 

5.3.4. 	 Itis the Bank's policy that the technical experts work in
 

the Sank indirectly operational roles, and not just as
 

Advisvrs. They are not assigned individual counterparts,
 

but work closely on a day-to-day basis with lank staff.
 

This isconsidered to be much more effective in
 

transferring skills and experience than the direct
 

counterpart system. The technical assistance programe
 

of the Sank Is not, tf refore, directed towards replacing
 

the technical experts with African staff, but to provide
 

an Lnportant complement to the staff fr meber countries.
 

This qqestion isdiscussed inmore detail below, in
 

paragraphs 5.5.44. to 5..4.8.
 

Or Tr:t;CAL. EMT Mi O lt) 

VJP~A!~ rr'nro&Y T14 RXG.1L CIMNT 
5.4. flSCl'TIO 	 t O FILLED B 

S..Tokhlo 5.0. sets Pit sit-,try In1orniin cn th* vxport4 

tindeJ v) 4Ats by tho Fog~iar Crant Project. 
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5.4.2. 	 The responsibilities and duties for the four technical 

experts in post during the course of the evaluation are 

set out fully in the Sumary Review forms. Mr. Carter's 

job description is also included. 

S.4.3. 	 Messrs Peek, Carmichael, Erickson and Carter are all in 

the Projects Department. Their job descriptions are 

specifically directed to project identification, 

preparation, appraisal, and supervision of projects. All 

their job descriptions Include training as one of their 

duties. 

5.4.4. 	 The job description for Mr. Steel, who is located in the
 

Policy Planning and Development Department, is les
 

directly concerned with project preparation, but is
 

directed towards strengthening the Bank's capability to
 

respond to oember states' economic and social development
 

needs within a comprehensive policy framework.
 

5,. ASSGSSL14 O THE IMPACT OF THE TECUNICAL EXPERTS 

5.).1. 	 Introduction
 

1.5.1.1. 	The assessment of the technical experts' Impact is 

considered under the following headings:­

(a) the worA they have carried out to date and how 

It has strenothentd the Bank's capability to 

process projects and thus respond effectively 

to mfen~r States' development noeds| 

(b) the role of the technical experts in trainLng;
 

(C)the 4SIttly If 0We VS teh"ical 49Perts to V1*0t 

the teo.hna[cl *sistance needs of the Baik, 

S2 



5.5.2. 	 The Work Done to Date
 

3..2.1.-The results of the qu&A nftAxirse, interviews, and 

discussions show that all four of the experts in post 

during the evaluation are having a significant Impact 

on the Bank's operations. They are contributing 

directly to the strengthening of the Bank's 

capability to identify, prepare, appraise, monitor 

and supervise projects, and to develop policy 

guidelines. 

$.5.2.2. 	Since Mr. Peek joined the Dank in December, 1978, he
 

has been on three identification missions with members
 

of the Projects And Operations Departments, to
 

Tanzania, Swaziland and Egypt, and four missions to
 

prepare and/or appraise projects in the agricultural
 

sector for Mozambique, auritius, Somalia and
 

Et0opla. On etch occasion he has been accompanied
 

by on* or 	more lank staff members.
 

5...1. Between missions he has been heavily involved in the
 

pre#pration and investiztive work required prior to
 

missions, report writing on return, and committee and
 

working group meetings which form part of the project
 

preparation and apprtial process.
 

S.5.2.4. 	 Additional activities include intervieving candidates 

for positions in the Agricultural Division of the 

Projects Derartnent, mnalysis of studies, with 

prop~isls fir ati0n, 4nd ivi*iWn and coVIttee 

ev' . Poehntl', Mr. Peek has been Appointed to 

the Centrsl Projocts Vnit because of his skills and 

exporien;,. This is iisjed furtL1r below. 

..	 There Areondl ifferencos Lveen the .'iti~s ptrformed 

by !Or. No An #a4 o i ct f),t in '%is job descriptiuvi, 
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3.5.2.6. 	Mr. Carmichael Joined the Bank as Sanitary Ingineer.
 

Since that time, he has been on three missions, an
 

identification mission to Tanzania (together with
 

Mr. Peek and two Bank staff), an appraisal mission
 

to Kenya for the Thika Water Supply (together with
 

Mr. Erickson and a member of the Bank's staff) and
 

a supervision mission to Lesotho, which sorted out
 

a number of problems concerned with the Maseru
 

water supply project.
 

5.5.2.7. 	 In addition to mission preparation, execution, and
 

follow-up, Mr. Carnichael has been involved in
 

reviewing terms of reference for pre-investment
 

studies, negotiating with consultants, and
 

supervising their work. Recently he has been
 

involved with three studies financed by Regular
 

Grants - Victoria Sewerage in the Seychelles,
 

Groundwater Survey in Mali, and the Mauritania
 

64 Wells Project. He has also reviewed and
 

commented on various plans and documents submitted
 

to him in respect of projects.
 

5.5.2.8. 	 The work he has done to date has not differed from
 

that set out in the job description, with the
 

exception of the training element, which is
 

discussed below.
 

5.S.2.9. 	Since Mr. tricksoi arrived and started work, he has 

ben sent as the financial analyst on tvo preparatory 

missions to Kenya, and four appraisal missions, to 

Kenya. UambIa. Gambia and Uanda. He has appraised 

a water supply project (Kenya), a sugar cane 
production project (7ambia), a sewerage project 

(Ga bia) and a water and sewerage project (Uganda). 

I n addition to his project work. Mr. Erickson has 
been involved in the recruitment of financial staff 

for the BSrk. 
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5,5.2,11. Recently Mr. Erickson has been attached on a full time
 

basis to the Central Projects Unit, along with
 

Mr. Peek.
 

5.5-2.12, The work he has done-to date has corresponded directly
 

with what was in the job description, although he has
 

not yet carried out any formal training. This is
 

likely to form part of his work with the Central
 

Projects Unit.
 

5.5.2.13. 	Since Mr. Steel joined the Bank in October 1979 as
 

Special Studies Coordinator in the Department of
 

Policy Planning and Development, he has been on nission
 

to Cameroon and Mali to evaluate resource-based
 

industrialisation strategies and performance as the
 

basis for a research study he is involved in for
 

the Department. He continued this research in
 

Abidjan, reviewing cocoa processing through the
 

Direction de I'Industrie. He has been doing this
 

study with a member of the Bank's staff.
 

5.5.2.14. Also as part of this research study, Mr. Steel attended
 

two conferences in Paris and London, on "Industrial
 

Processing of Primary Products" and "Foreign Investment
 

and its Impact on Development".
 

5.5.2.15. Recently, he prepared a background paper on development
 

strategies, which was uied as the basis for a speech
 

by a Vice Prtsident to the West African Economic
 

Association.
 

5.5.2.16. C0rrvitly, .1r. Steel Is cng-,-d in two intermal Bank 

studi4s Jvgntd to Identify wiys of improving the 

Bank's operaAi'ns. The first is s stu4y of the 

xpmpara;ivv diL4rsvment rates between tha Bank andi 

the FNtd (referred to In Chaptor 3 above), the second 

is to prvjv(ct thw need for further replenishment of 

the Fqnd :o i roasa Its 1endlng capacity. He 4100 

http:5.5.2.16
http:5.5.2.15
http:5.5.2.14
http:5.5.2.13
http:5.5-2.12


assisted in the drafting and editing of the 1979 Annual
 

Report. Currently he is beginning work on studies of
 

the 	"Implications of the Energy Situation on Bank
 

Policy" and 	"Appropriate Technology in Rural
 

Development". 

...17. Mr. Stel has also given a short course on research
 

methodology to his departmental colleasues, and took
 

part in the development banking seminar for staff
 

from member state institutions orgenised by the
 

Training Centre.
 

5.5.2.16. Mr. Steel's job description is very general, and so it 

is somevhat difficult to assess the differences btveen 

the work done to date and his Job description. Specific 

points he informed the Valuation of 4roe­

(a)his involve-ent in policy.-orientd studist has
 

been in areat other than those in the exemples 

given In.the Job descriptionl 

(b)Another expert is aoppralsing member countries' 

economic performsce and development potentials 

(ite" 2 of the job description); 

(4)he is doing less original research than he had 

expected, but inste44 he is doing ore 

operaioii~y orltrttj wvrk, whitch to of 41rect 

benefit to the Unk's optrationol 

(d) 	 ho to 1nV1IVe'- 11 trAIhiin. and will boicame %ore 

involv4 in futute, although this ioostted f om 

his J b de.criptln - incorrectly In his viev. 

5.4. 	 In0*~4cS tho Ov5IIItionwa 1VSW to 14#rtify 

iiedU~~' towiietOf~ export's WVrk hIas 

Ou 40 -~-e, it # lAW 

http:5.5.2.16


examples have been confirmed by both the expe:ts
 

themselvus and Lhe heads of Divisions and Departments.
 

In the following paragraphs, we highlight particular
 

examples from each expert's report.
 

S.5.3.2. Tvo of the projects Mr. Peek participated in the
 

appraisal of were financed in 1979 - the Moyariba
 

lnt*e.ated rural development project in Somalia
 

(FUA 8.0 million investment by the Fund) and tbo
 

Finches sugar development study in Ethopia (NA5.0
 

million investment by the Bank). In Mozambique the
 

mission foAnd that the feasibility studyprepared
 

by the consultants was not suited to the project
 

area, and thus re-wrote the project, probably
 

eliminating the necessity of another mission.
 

3.3.3.3. 	Mr. Feek commented that when on identification
 

missiors he has been able to help the country
 

concerned identify projects which offer the
 

greatest and fastest return on investment, or
 

remove bottlenecks in other sectors. This is
 

endorsed by his Division Head.
 

5.5.3.4. On the other hand, there have been occasions when
 

he has felt the Bank has not always been sufficierly
 

persuasive in identifying projects whtch imeet the
 

real needs of the people. For example. in Tanzania,
 

the developont of the new capital at DodoMA appears 

to have greater priority thar the expansion of food 

prodtction. "r, Carmichael, who participat#4 in the 

szae Identification missi,n. !We the same -oint to 

the evalu~a~tn, Ardig that somo projects that were 

ready for AppralsAl vvro given to-vor priority to 

o ~r# 	 iswN~rv i~o,*4rahl* pri,-Imveettr4t wo~rk 
still requirod. 
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5.5.3.5. Mr. Carmichael was involved in the appraisal of the 

Thika Water Supply project in Kenya which was placed 

in the pipeline in August 1979, approved in September 

and approved by the Board of the ADB in November 

The Bank-investment-is UA-8.Omillion. This project is
 

intended to alleviate water shortages, which were
 

disrupting industrial activity in Thika.
 

5.5.3.6. 	In addition, several of the studies Mr. Carmichael is
 

involved with, in particular the three funded by the
 

Regular and Special Sahel Grants, are directed towards
 

basic water and health needs of the countries concerned.
 

The Mauritania 64 Wells Study, as noted in Chapter 4,
 

has taken three years to contract. Hr. Carmichael is
 

currently involved in the negotiations with the
 

contractors.
 

5.5.3.7. 	At the end of 197j, Mr. Carmichael was involved in a
 

supervision mission to Lesotho to resolve problems with
 

the Maseru Water Supply project. The Fund approved a
 

loan of FVA 5,750,000 in 1977 but by the end'of 1979
 

only FrA $4,036 had been disbursed and the project was
 

at a standstill due to a decision of the executing
 

agency to alter the design and specifications for the
 

work. The mission was able to resolve the
 

difficulties, And It is hopvd that the project will
 

proceed more swiftly and successfully in the future.
 

..3.. ~Mr. Erlcksvn has p..ticipated In the appraisal of two
 

8ank ProJects with subseluent investment of
 

VA 11.0 milli-n (Thika water Supply, Kenya,
 

CA .:millio|i and 4 water and sewerage project in
 

Vinti f(r VA 3.0 millIon) and tw F-ind projects with
 

Invest~nt of FVA 16.0 mill on (Zambia aug4r Cane
 

4114. Atna tWer4go prject In Gaxbia, 

rUA 4.1 imil1iiqf #4ch), 
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5.5.3.9. Mr. Steel's research work is directed towards
 

strengthening the Sank Group's project
 

identification by preparing sectoral analyses, and
 

on the mission to Cameroon and Mali ha attempted to
 
identify sectors and studies whith might be suitable. ....
 

for appraisal or pre-investment studies. The recent
 

nature of these missions (February 1980) mains that
 

specific results are still to come.
 

5.5.3.10. The study of ADF/ADB disbursement rates has already
 

led to proposals for improving reporting of disbursement
 

figures, and it is expected that further proposals
 

for improvement will follow.
 

5.3..11. Of particular significance to the development of the
 

Bank's project processing ability is the recent
 

establishment of the Central Projects Unit.
 

Considerable priority is attached to the work of this
 

Unit. The appointment of Mr. Peek and Mr. Erickson to
 

this Unit not only reflects the high regard for their
 

work and abilities accorded by the Head of the Projects
 

Department, but also means that they will be working
 

directly to improve the procedures for and quality of
 

project preparation and appraisal.
 

5.5.4. Training
 

5.3.4.1. The most Important emphasis of the training aspect of 

the experts' work lies in their close working 

relationship with Bank professival[ staff on missions 

and in the preparation of reports. Throughout the 

evaluation, the point wii made -n ttmes by the 

experts, their leads f Divisions 4nd Departments, 

their colleagues, and oti,ers issociated with t-ie 

technical assistance pro;rame, that this L tile most 

effoctive vsy to tr~nsfer skills at,;J 4Qrienco to 

Sank personnel who lacu experience. For example, 

Mr. Peaek 0 s that on mtesion, an experiencedtlsA* 

officer ci toarh an Inexorene#4 member of the team 

h~w u), otrict the -. Wrr~m Ama~tt of Infor~m~tin In 

tho sh.,rttst Psaiii time. 

http:5.5.3.10
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5.5.4.2, Mr. Erickson, however, felt that so far he had not been
 

* 	 in a position to transfer his technical skills and
 

experience to the other financial analysts in the Bank.
 

This is primarily because there are few opportunities
 

for interchange within the Department, and the teams
 

* 	 to appraise projects consist of people in different
 

disciplines.
 

5.5.4.3. All the persons interviewed felt that the one-to-one
 

counterpart system of technical assistance would not
 

be successful. In the past, the Bank tried it with
 

the LNDP programme, but the experiences were
 

unsatisfactory, with little learning acquired. It is
 

useful to quote the comment of one Head of Division
 

on the subject:
 

"The word counterpart and the idea are no more
 

operative in the Bank."
 

5.5.4.4. Typical problems with a counterpart system are:­

(a) the counterpart chosen does not have sufficient
 

educational background to absorb successfully
 

the technical skills and experience of the
 
"adviser": the counterpart needs additional
 

forn.al training before being assigned, at
 

considerable cost;
 

(b) the counterpart proves unsuitable in some
 

other way, or is unable to develop a
 

satisfactory relationship with the
 
"adviser";
 

(c) the "4dvisvr" may be technically skilled, but
 

poor at trAnsferring his skills in the
 

counterpart situtation;
 

(d) the counterpart may leave after the training is
 

over, with the loss to the organisation of all
 

skills learned,
 

0i
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5.5.4.5. The Bank has found that the system where the expert 

works in a normal operational position, working 

alongside and with Bank personnel, enablas Bank 
personnel to learn more. We agree entirely with this.
 

5.5.4.6. A further point regarding the counterpart system is that
 

it presupposes that an objective of the technical
 
assistance programme is to replace technical assistants
 

with African personnel. This is not an immediate
 

objective of the Bank, which, while retaining its
 
distinct 	African character, is developing in certain
 

respects as an international institution. Technical
 

assistance personnel from non-African countries
 

complement the African personnel.
 

5.5.4.7. 	Mr. Carmichael noted that the technical ability of the
 

engineers in his Division is high, and that it would be
 

inappropriate for them to be assigned as counterparts.
 
His own special skills of new technologies complemented
 

their skills and experience in the African context.
 

5.5.4.8. 	All the experts have worked closely with Bank personnel,
 

and Mr. Steel provides details in the Summary Review
 

form of how this has provided on-the-job training.
 

5.5.5. 	 Suggestions to improve the effectiveness of the
 

US technical experts
 

5.S.5.1. 	The evaluation has tried to 'dentity areas where
 
improvements could be made to enable the work of
 

the technical experts to be more effective than
 
It already is in streenthening. the Bank's
 

capability to process pro;ects.
 

/ 

'I 
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5.5.5.2. Several points have been made by the experts which
 

support the recommendations made in Chapters 3 and 4
 

for general improvements in the Bank's programming
 

and processing of.projects through the cycle. ,
 

5.5.5.3. Other suggestions and comments made by the experts
 

arei­

(a) interdepartmental communication and liaison
 

should be improved so that suggestions for
 

such things as procedural changes affecting
 

other departments can be considered and dealt
 

with more quickly and effectively;
 

(b) improvements to the general administrative
 

support services would reduce the time
 

spent on administrative matters;
 

(c)more time should be spent, e.g., in Division
 

meetings, taking stock of what has and is being
 

done and what lessons are being learned rather
 

than rushing on to the next task;
 

(d) the regular Division meetings should have an
 

agenda with the opportunity to discuss issues
 

as well as the immediate programe of work.
 

5.5.5,34. In addition, the Heads of Division have noted that
 

where an expert does not have proficiency in French,
 

his effectiveness is reduced as he cannot be sent
 

to Francophone countries.
 

5.5.5.5. We recorged thereforet­

(a) that the points made in paragraph 5.5.$.3. are
 

considered by the Bank, and whore appropriate
 

action be taken;
 



(b) that AID and ADB consider whether a basic
 

proficiency in French should be required
 

of all future US technical experts, what
 

effect this would have nn ro-ruitme., .and 

what the 	implications are for language
 

training 	before and after taking up posts.
 

5.6. APPRAISAL OF THE WORK OF TECHNICAL EXPERTS
 

5.6.1. 	 Currently, US technical experts are appraised annually.
 

Three of the current experts have been appraised by
 

the Division and Dopartment iheads. The form of the
 

appraisal is the completion of a short form which
 

allows ranking of the performance of the expert
 

according to technical ability, initiative, quality
 

of work, quantity of work, relationship with others,
 

punctuality, and language proficiency. The form used
 

for technical experts is the one previously used for
 

all Bank staff. When a new form was introduced
 

recently for Bank staff, it was not applied to
 

technical experts.
 

S.6.2. 	 C "ally, these appraisal forms are not very
 

in rmative. Further, the experts have no input to
 

the appraisal; none of the three knew that forms had
 

been completed on them.
 

5.6.3. 	 In the interviews with the experts, all were agreed
 

that much greater use of the appraisal machinery
 

could be made. and that the .ppraisee should pla 7 an 

acti-* role in the appraisal. This is partly so that 

he in nade awwre of any %hartcings in his work 

perceiwd by his tuperiors. but also to enable him to 

tnve cototructive cornents ,tjhow his work in the 

Departrent might be improved.
 



5.6.4. We recommend that the Bank consider increasing the
 

scope of appraisals in the following wayi­

(a), 	the apprAsal should Include an Interview 

with the expert, during which he would have 

the opportunity to reccrd coments on 

observations made about his performance 

by his superiors; 

(b) the appraisals should be more specific,
 

referring to particular work tasks and
 

assignments carried out during the years
 

this could also be expanded to have
 

assignment-based appraisals more
 

frequently than annually;
 

(c) the appraisal should give the expert the
 

opportunity to put forward suggestions designed
 

to improve his work performance and that of
 

the 	Department.
 

5.6.5. 	 If this is done, we consider that the appraisal could
 

be used as a more effective management tool than that
 

at present to improve work performance.
 

s. PILOCE01cars FRo RLca1.lT!1E%"r 

5.7.1. 	 Introduction 

5.7.1.1. 	 The recruitment procedures currently used are considered 

under the following headings;­

(a) the procedures for recruitmentl
 

(b) Lnf;rm:Atin ivailable to the Applicant on the 

post. tbe SAnk and iiving and working conditions, 

and that avAIlable to the 8ank on the appticant; 

(c) arlentAtfon irrangeentosl 

(4) 	 a4miitrAtiva jrranemnts. 

)3.2. 	 Th iv Ivin trj nt 



S.7.2.l. 	The current recruitment procedure for US technical
 

experts may be outlined as followst­

(a)candidates are identified and submit applications
 

to the lank: cqrrently the Bank has an agreement
 

with the Sear Last Foundation (NEr) to identify
 

and 	submit blo-data on potential candidates;
 

(b) the applicants are screened by the Bank, and those
 

applicants considered of interest to the Bank are
 

invited for interview in Abidjan;
 

(c) the applicants called for Interview are generally
 

in Abidjan for about five days during which time
 

they have discussions with the bank and REDSO
 

officials and are given certain Information on
 

living and working conditions;
 

(4) following the interview, which Is norrilly
 

conducted by a panel, the lank decides whether
 

or not to make an offer; if it is decided to make
 

an offer, tems and conditions are worked out and
 

sublitted to LDSO for approval:
 

(e) the 	 offer with the contract it sent to the 

applicant for ,i;tftrel there may be negotiation
 

At this stawe;
 

(f) 	 After accepting the offer and signfin the contract,
 

the expert arrive* In Abt4jan and takes up his
 

appointmont.
 

.?..d. 	With the recrtdwent of thv foyer experts *onoidered in
 

detail, there were signific4nt probleus with the
 

procedures in *ne iase only, that of Mr. Steel, larglty
 

bomiot the *bove roures were not follbed. Nis
 

eroolvItx.. v+. p 1,+tnv4lvirg the hArvard 

Instit4t fC+r l04#rF14ttAA1 lk lydpqnt 041ID) aid1 di 

not f(911v the sove qroeduro. the tuin problosi% 0q 

his 4*#e w41 that tbs#r wlo ui4rtl.ny io thi 4a4 

sbout the fit~ro -of thq AltoJ Prosrtrz. which 1Vd to 

MeAY% Iifl itolttif~t 0 wfitrsft to hils. 



5.7.2.3. Mr. PeeO '4 prefer a system of recruitment whereby
 

an agen da responsibility for negotiating terms
 

and making administrative arrangements. The
 

arrangement with the 'ear EasL Toundation if only as
 

a contact point for identifying applicants, who then
 

arply to and negotiate directly with the Bank.
 

5.7.2.4. 	In the part evaluation prepared in May 1979 by
 

Mr. Gordon, it was noted that the time period between
 

identifica :on of candidates and their arrival at the
 

Bank was decreasing and this seems to be being
 

maintained.
 

5.7.). 	 Information available to Applicants
 

5.7,1, 	 An are& where there seems to be considerable room for
 

improvvzont in the overall recruitment process is in
 

the provision of inforniAtion to applicants. Each
 

expert has set out in the SumAry Review (orm what 

inform4tion wa Avai:Able to him on application. at 

the interview ard sqbsejuently. Only one. 

Mr. Erickson, felt he was given sjfficlent intormation,
 

An4 he agreed that a booklet consolidating Information
 

on livi~n conitL nss ters and regulations And so on,
 

waild be 	Useful. 

).7.3.:. 	The Sson. of information, Lncorret informatton, 

tonfltlnt friformAtiol froms different sOirces, 

part4 c4rl) relating to living conditions tat .he 

dOtal e4 itr'. a n cor~ttions 4f service sen to be 

major ,44e of conrorn to ths experts. The 

f.'ilwh'gI th# 4vki areas WherO IMPtOV0 

,eprt 4i 1I? i~
-tI 

Ant 4-4tt' sitfi ath of o 

ofp 



5-22 

(b)at the time of interview, the experts said, they
 

would like to have more opportunity to ask
 

questions at the panel interview although they
 

-ere so, they said that
not prevented from doing 

they were not specifically asked by the Chairman 

of the panel if they had any questions; 

(c)while in Abidjan for interview, they would like
 

to have the opportunity to meet and have discussions 

with other experts and Bank staff in their discipline: 

again this Is possible now, but does not seem to be 

formally arranged;
 

(d) at the time of interview. core detailed
 

infotmation on the work of the Department/Division.
 

terms, allowances and regulations, living conditions.
 

administrative arrangements, should be available;
 

(o) there is a definite need for a booklet which
 

explains cctmprehensively the ttcms, allowances
 

and conditicns, living conditions and costs, and
 

administrative arrangements: in particular,
 

references to US standard regulations without the
 

regulations or a layman's interpretation of them
 

is most unsatisfactory.
 

5.7.'.). We recorrend that the Bank and REDSO give imediate
 

4onsideration to these suggestton*. In particular,
 

liven the concern expressed by three of the experts at
 

the lack of clear information available about terms and
 

conditions, administrative arrangemants, and living
 

costs, we re*oimenJ that REDSO and AND prepare some 

form of bookt~t as soon as possible. 
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5.7.4. Information available to the Bank on the Applicants
 

5.7.4.1. There do not seem to be any requirements from the 

Bank for more information than that currently 

included in the Bank's application form. 

5.7.5. Orientation arrangements
 

5.7.5.1. The Training Centre of the Bank now arranges two
 

orientation seminars per year for professionals
 

newly arrived at the Bank. Technical experts ace
 

now included in this.
 

5.7.5.2. Because there are only two a year, several months
 

can pass before a new arrival attends a seminar.
 

It is recmmended therefore, that the booklet used
 

for the seminar should be given to the technical
 

experts as soon as they arrive. It is further
 

reco.mended that a copy of the Administrative
 

Instructions should be given to each new arrival
 

as soon as he joins the Bank - and that he should
 

read them.
 

5.7.5.3. 'te were interested to learn of the time spent by a
 

member of Mr. Carmichael's Division explaining how
 

the Bank and the Division worked, and we recommend
 

that Division Heads be encouraged to provide this
 

kin4 of Indqction to new arrivals, If possible,
 

new arrivals should also be sent on mission as active
 

observers as soon as postiblu after arrival to enable 

them to learn hQw the Mank operates In the field.
 

0ikpiclo 
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5.7.6. 	 Administrative arrangements
 

5.7.6.1. 	Three of the experts referred to the considerable time
 
..­hey spent on administraidve arrangemonts after 

arrival. The Ban'f is formally responsible for matters 

such as assistance in finding housing, clearance and 

transport if personal effects, but its capacity to act 

quickly is limited. Consequently, the experts do a 

great deal thcmselves to avoid delays. They also have 

to arrange =any things such as motor vehicle insurance 

themselves. 

5.7.6.2. 	Preoccupations uf this sort are likely to reduce work
 

effectiveness during the first few months of their
 

contract. Many of the problems could be avoided, or
 

reduced. if the experts were provided with timely
 

information on vhat they have to do. This should be
 

set out In the recor=nended handbook.
 

5.7.6.3. 	We recor"zend in addition that ADBs'capability to assist
 

experts with such matters as locating and leasing housing
 

should be strengthened.
 

5.4. TELMS AND~ CO:;DiINON;S OF SERVICE 

5,.1. 	 Three of the four experts interviewed expressed 

considerable concern about their terms and conditions 

of service, and the fourth considered that the cost of 

living allowance (COL%) needed revision. 

.. : 	 It Is not intended to go Into detail here. the points 

made by tho oxrerts are set out In their Surmary 

RevIvw FOrm. Also, It Is n~it intended to j'idse whethor 

or not the varIijs rcvrernt eyprossei are valid, 4*sthey 

c,rn Issijes of cons[~trablt cnptoxIt. This 

sb-s#octon briefly tharLsns>:ithe Ar#%% of conctrn 

as expreste4 by the oxperti. REDSO Is already Aware of 

the 1i6wis, an4 Is carrently taking steps to resolvw 

th-% re .spflbly as posIblo, within the conortrallt 

of the to!i of 0io Ontr'ltts 314n'A' 13Y th. ~p 



3.8.3. 

* 

The main difficult'.s seem to lie In the following
 
areas:­

(a) current US tax regultions act as a substantial
 

disincentive to US citizens working abor.Q,
 

4ndto get round the problen by increasing Iross
 

salary to a sufficient level for the net salary
 

to be attractive would be very costlys the
 

specific result of this Is that Mr. Peek may not
 

extend his contract, And Mr. Carmichael has
 

indicated he could only afford to extend for a
 

short period;
 

(b) the current COLA regulation does not necessarily
 

follow the increase in the cost of living in
 

Abidjan, oeing based on the difference between
 

the cost of living In Washington DC and Abidjant
 

this is considered to hav unfair effects according
 

to the experts;
 

(4) the per die= rates for settling in, particularly
 

with a family, ir4 considered by the experts to
 

be too lowl
 

(d) there is no provision fur review of salary dtring
 

the two-year contract, which durhi a period of
 

high inflation is consideroi disadvintageous by
 

the experts;
 

(e)variloo "prtvilegOs" 4fforded AID *nd rAbasey
 

personnel 4re not available to the exrert (e.g.
 

use of t "Iockoer"# duty free fuel, full PAIl
 

privilege&) but the COLA has not been adjusted to
 

tak* this Into acoint.
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5.8,4. 	 Some of the above concerns, for example the last one,
 

steom from either incomplete or unclear information
 

obtained by the experts at the time they were
 

negotiating contracts. Also, in some instances the
 

experts are comparing their situation with that of
 

others where the comparison may not be valid - or
 

.. ... . ! valid comparison with aothor-sroup
where nqu 


of people would suggest the experts are well off.
 

5.8.5. 	 Nonetheless, vs consider that the experts' concerns
 

should be considered and reviewed as a matter of
 

priority by lEDSO, and that as far as possible
 

reasonable and equitable solution found within
 

statutory possibilities. This is currently being
 

done, and we recommend that it should be completed
 

as soon as possible.
 

5.9. FUTURE DEVELOPMENT OF US TECHNICAL ASSISTANCE
 

5.9.1. 	 The Bank has made it clear to the evaluation that it
 

would like to see rontinsjed expansion of the number
 

of US technical eoptrts along vith a general
 

expansion of technical experts in the Bank. The
 

experts themselves ha/e said that additional experts
 

are needed, and could b. ed.
 

5.9.2. 	 To soe extent, similar sectoral constraints apply 

to the provisil.n of technical experts as to the 

preinveirtent studies. As with pre-investrent 

studies, we consider that AID should not apply 

sectoral constraints riidly. Where the Bank needo 

partiular specialist per*ei!mi who are in scarce 

suppl7i thr .ghoit the world, nJ th-ort ts the 

possibility o s'Aitable US candidAtOe, we rccorend 

th4t AID sh:ilrd bo prepired ta consider f:nding sco 
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dHA1TIR 6 TRANIM~ 

6.1. INTROtMXYION 

6.1.1. 	 The purpose of this chapter is to assess qualitatively 

the extent to which the funding assistance AID provides 

to the Bank through the Regular Grant to support the 

training activities of the bank contributes to the 

strengthening of the Bank as a development finance 
institution responding to the needs of member states. 

6#1.2. 	 First, the methodology used Is described. Secondly, 

the Bank's training policy a*M prograrmw is outlined, 

and how the AID contribution fits into this. Thirdly. 

the training that has taken place to date with the 

support of Regular Grant funds is described, and, 

fourthly, the impact of the training is assessed. 

Fifthly, the procedures adopted for selection and 

post evaluation of training are set out and assessed. 

Sixthly, the possible future role of the AID proramm 

is considered. 

6.1.3. 	 Conclusions and recozendations are included in each
 

sub-section of the chapter.
 

6.2. MTlODOLOGY 

6.2.1. 	 Soujrces of Inforration 

*6.2.1.1. 	The nain sources of information used weres­

(a) 	written qostfnnairea colleted by the (or-er 

trcAinwo and their supervisors, follpvsed up 
whtre possli'e by verbal Interviovws 

(b) 	Mfos and dcur-ents of the Training Centre on 

each trainee, icluding torts of reference for 

the parti.ltar trainino, progress reports and 
bac -to-vf ice evalusthcn report4 prepared by 

the forrur 	 traines; 
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(c) interviews with the personnel of the Training 

Centre;
 

(d)policyand issues papers currently in preparation
 

by the Training Centre.
 

6.2.1.2. 	 The questionnaires were drafted by a sub-committee of
 

-the JEC ossisted by the consultant. The follow-up­
interviews vere prepared and carried out by wembers 
of this sub-comuittee from the Bank and REDSO. 

6.2.1.3. 	Questionnaires were received from all the precis
 

writers, the interpreter and their supervisor and 

from four of the officers sent on attachment. For 
the two officers sent on attachment who did not 
complete the questionnaire, because of other 

comittents includin$ absence on mission, useful
 

back-to-office reports were available to assist in
 

the assessment.
 

6.2.l. ,. 	 Follow up intervievs wer conducted with two of the 
precis writers, the interpreter, and their supervisor. 

Of the six professional staff who went on attachment, 

two were interviewed, and one Division Chief. The 

views of the Director of the projects Department on 

the vitue of attachments were also obtained. 

4.2.1.5~, 	 It is worth noting that one result of this evaluation 

has been t!,At 60e0 back-to-office reports which were 
due h-avenovbv n completed by the former trainees 

concerned. 

.4.As for t~le pro-Iveatn: JW414~ 4nd thWt tthttica 
Sxperts, the iaJor ;'*tfd of 4a:1lji ng the infTormation 

hit hoen to t.1ka th4 JA. i¢nnafiro results and 0th 
dotocent:%ry in(orr~atit ,n Aoi the- trairxv An corsolfl4te 
it In 4 foz'lniry Forn. Ctpl.ei of thvso form., togthor 
with MAirle t rir i~r cont iif Ini 



6,2,2, The Summary Forms for the former trainees contain 

* the following informations­

(a) Section Is summary data on the former trainee, 

the training course/attacheont, and 

S.the costs involved; 

(b) Section 2: conclusions and recommendations; 

(c)Section 3: a description of the current duties 

of the former tAinee; 

(d)Section 4: the procedures involved in the selection 

of the trainee, the reasons for his/her 

selection, and for the particular 

training courso/attacU.hent chosen; 

? (e)Section 5t details of the training/attachment, and 

an assessment of its quality; 

(f) Section 6: an evaluation of the impact of the 

training on the subsequent work of the 

former trainee; 

(S)Section 7s a description of the post evaluation of 

the training; 

(h)Section 0: an outline of any other training the 

former trainee has received since 

joining the Bank, and any recommendations 

for future training of the staff member 

concerned. 

.2.2.3. Su=4ry Review Toms have not been completed where the 

information obtained was Inadequate, og., in the case 

of Mrs Parker, wi|i left the tank In 1980, and in the 

cases of Mr. John and Mr. Chalobah. who were absent on 

mission or on l~Uve 4urlng the p*riod of IntervIwinj. 

:nt¢ratkn froz th4ir hack to office reports and TOR 
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6.3. TRAINING 

6.3.1. 


6.3.. 


6,3.3. 


POLICIES AND PROGRAMME OF THE BANK 

As described inChapter 3, prior to February 1978,
 

when the Training Centre was established, the extent
 

of training carried out by the Bank was limited.
 

This was in spite of the recognition by management
 

than an effective training programme for Bank
 

Personnel was essential to the development of the
 

Bank as a successful development finance institution.
 

The Bank also recognised that in order to improve the
 

performance of loan administration and project
 

management on projects financed by the Bank, the
 

Bank would have to be involved inthe training of
 

member country personnel responsible for project
 

implementation and loan administration in their own
 

courtries.
 

The establishment of the Training Centre in 1978 has
 

meant that the Bank has increased its capability to
 

identify and meet the training needs of the Bank and
 

=ember countries. The Centre is small, however,
 

consistirg of a head with the designation of Director,
 

three professionals, two of whom joined the Centre
 

only a fev months ago, an administrative assistant,
 

plus secretarial support, The Centre will need to
 

expand further to meet the demands placed on it. 

As part of the establishment of thi Training Centre, 

a complete set of Administrative Instructions setting 

out the fut.ctions, organisation, selectlon criteris, 

and procedures of the Centre has Seen drafted. A 

iual ir:ludia a list of courses offered, institutions 

to -iirb -ersoruwl shoold te sent, other rolevant 

courskx and Job dV*Crtpti~ns, as well as the |polices, 

fLnct ionx and ros- -niuN lities 1 the Centre. is also 

to be pr'parel. 
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6.3.4. Currently the courses held or being planned include
 
* 	 the following:­

(a)For Bank Group staff - Internal Courses 

(I)General Orientation to the Bank;
 
.	 (Li) Specific Orientation.to the work task
 

and Department Division;
 

(III) Operational Activities Seminar;
 

(iv)General Project Analysis Course;
 

(v)Disbursement Wotkshopl
 

(vi) Procurement Workshop;
 

(vii) Project follow-up and Supervision
 

Seminar;
 

(viii) Loans Administration Seminar;
 

(ix)Basic Financial Analysis Course;
 

(x)Basic Economics Course;
 

(xi) Basic Management Development Seminar
 

(xii) Translation and Interpretation Courses;
 

(xiii) Administrative Skills training;
 

(xiv) Personnel Manaaement Courses;
 

(xv) Language courses;
 

(xvi) A4ministrative Services courses;
 

(b)For Bank Group staff - External Attachment 

(I)International Bank for Reconstruction
 

and Development;
 

(ii)International Finance Corporation;
 

(III) InternaLional Monetary Fund;
 

(iv)Asian Development Bank;
 
(v)Inter-,erican Development Bank;
 

(vi) Chase Manhattan, New York;
 

(vii) Midland Bank, United Kingdom;
 

(viii) The European American Unnking Corporation;
 

(ix)The European Economic Community;
 
(x)The United :ations OrZanisatfon;
 

_*
 



6-6 

(c) For Bank Group Staff - Overseas Courses 

(i)Economic Development Institute of the
 

World Bank;
 

(ii) 	 International Monetary Fund's Training 

Institute; 

(iii) 	Bradford Project Planni;tg Centre, 

Vnited Kingdom; 

(iv) 	The Irish Management Institute;
 

(v)Management Development Institute of
 

India;
 

(d)For Member Country Personnel - Courses arranged
 

by the Bank
 

(i) Rural/Agricultural Development courses;
 

(ii)Development banking courses;
 

(iii) 	Loan Administration courses.
 

6.3.5. 	 This is an ambitious program'we and will take time to
 

develop.
 

6.3.6. 	 ks far as identifying training needs of Bank staff is
 

concerned, this is generally done at the time of the
 

annual appraisal, and annual budget preparation.
 

6.3.7. 	 Currently AID is the only bilateral agency supporting 

the Bank's training programme for its own staff, and 

so far this has mainly been used for financing per diem, 

travel and miscellaneous exponses for overseas attachments 

and for books and tuition for the precis writers and 

interpreter. The size of this assistance to date has 

not been target currently S81,330 has been conitted 

for Bank staff tenbers who have crpleted their training, 

and a further $39,83O hAs been com.itted for five 

preftissionale to go on attactent In the near future. 



6,3.8* 	 External assistance frm West cermany, EDT/World 

Bank, the Ford Foundation, U,.K Overseas Development 

Mtnistry, U.NO, Norway and Sweden has boen obtained 

to support the courses arranged by the Bank for 
personnel frm member states. 

6.4. DuscRintoN CF TLA1NrflX SUPPORTED BY RECULICRANTS 

6.4.1. Table 6.1. sets out s-ucAry Information concerning 

the Sank mtzber staff who have received training or 

gone on sttach*nt to other Institutions. Full 
detEI[s are set out in the SmwiAry Forms in the 

Annxes. 

6.41.2. 	 The first group of trainees, the four precis vriters
 

and the interpreter,are the only ones who have
 

AttenJd formal courses. It to utnerstood that 

this was a secial training exercise r~quoiteJ by the 

President of the Bank as a matter of priority in order 

to itprov the qual!t:' of key functions within the 

Stc,:;ariat. 

A.4.3. Apart from these, *Ix protestIonals, InA:Iuding tve 

De,,ty :[rectorA anO one Division Head. went on 

atte¢hmnts ran;Lng Ir,n five to tvonty four weeks to 

*BIO, Asian Devolhirnt lank, Inter-Aimorican 

Dewvlo~r~nt tank, the Zm1TAnd the United Nations. 

The purposo of thoso att ih!Wits V44 to allow senior 

btank ;tat to oeerve in operational condition* the 

procedurs., prat:i¢cs, orenisation, *.td techniques 

usil la JlvLivwi brnkIP4 ifstitutlms, toIr r-o 

t~ 900 	 - '*14 V4J th~lo't '2'aI thVI 104ar#4 ,tAu4 
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6.) 'AITYA."0 SV:MBTLTTY or ThE ThLAIK4 UECEV!D 

*4.1.In assessing this, we have 4onuldore4 tbo couraes for 

the preis vdtrritr/lntorpretor and the at~cdiwents 
separatel. 

4.34. 	Pr*Cija Witelf* #04 INatr 

4.54.1. 	 Itappears (run tb. Intorvioes W~ questlotinairos of 

the former traiwneau and their supervisor that there 

* 	 were conal4oroblo problema vith the precis writers' 

cours, which coasi4.rabty reduced Its effectiveness. 

6.44 In the first pIA4e, It *es'ame that the subject of the 

* 	 tour## was changd at the last *(ut*t Cimme-

Mte11o undorst"~ that the cou~rse vas to be for 

tralattoln, so the Vnivorsity h*4 toctiaw 4f #ylckly 

the prfcrrar*v,by h~A4 propar#4, Csris.l#-tte1vIm 

*h*4 	 rot um~rta crursos In precis writing before. 

T** re.,At, of Chits v that the court* was 4-4t well 
JqAsr~c. fo .bc~ 4 the trAIt4e0s. nor v( the 

UU0 	 6144 eC.3 transation,luojay tcVVr*4 Vora 

tochi(dct Writlog. 404 PrOCdS iriti~l. .5t Prod#s 
urittIr w~s ai#-cenary rath.vr thati 4 prinm~y mUj.ct. 

The # t ratr v~ ist, ftoivt sp~iflrally directed 

0to 	 Jtl t 4it if'04.TUs fov'%ea trairpees cmwnt#4 

s#ject. ter ,a01iPe* 	 T ta~llr4g, *-CiMMIC, f1AADCe 

pIm~ 
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6.5.Z,6, 


6.S.2.7. 


6.S.4.8. 


40'0 


t,..0, 

Fourthly, the educational level of the precis
 

writers was insufficiently high for them to benefit
 

fully from a unilversity course of this nature.
 

Fifthly# most of the courses were in English. One
 

forer train#e expres.ed the view .that it. was not 

sensible to send a precis writer with French as 

his fit language to an AaericLn university to 

develop shills as a French precis writer. 

The supervisor of the precis writers felt that the
 

above problems severuly re4uced the effectiveness 

of the course, ar4 as a result the precis writers 

returne4 insufficiently qualified for the posts it 

was Intended that they should fill. This was cre 
of the reasons wthy their plannd prom tion was 

4elAYOJ. 

Ncn*theloss, two of tho forner trainees felt that 
th+e ad bevn tsioul atd helped then In their 

Ir w- r.', Lt appears that the problems "ith this 

ckikrh # wore the result of l&Jetuatc planning an 
hAnjl-; the citurso at the laist minute froa cite of 

trarilibn to tvn# of -rovds vrttin;. ADD wasn not 
tinvv-4 It, tho roqve# p1,lnoing *A the estAblis1|int 

¢d tNh P4rttl7. r trAlnoir co* t. Wo r.ccornd, 

-ttit~f3# 
:P++r+'to 4, 'N'I­

4ft frAt, 

++.+,t+++, + *+++++ + mpte t. ++ !° ++++ 

++++°++++;++f/+++.+;+ +++;t+ t++ '| 

http:expres.ed


6.5.2,11. As far as the training of the interpreter, Mr. Ake, 

is concerned, at Georgeton University, there do 

not seem to have been any problems such as those 

experienced above with the precis writers. Hr. Aka 

was satisfied with the content and duration of the 

........................course. it covered sitaneousinerpotatiou, note 

taking, on-site translation, parliamentary procedure, 

and included several practice sessions. He strongly 

recomendod that other Bank Interpreters should be 

sent on the sae cour3e If their standard is good. 

6.5.3. 	 Attichments 

6,5.3.1. 	All theSank staff who Went on attachment during 1979 

have expressed considerable satisfaction at the value 

of the experience, both to their own Individual 

peror ace and that of the Bank as a whole. All 

are areed that att3i:hment (or the relatively short 

period% that most of thn went on can assist them 

reatly In cbservirn; and learning alternative 

pro"edures and systems. Their horizons are also 

widened bv having the opportunit7 to work in another 

d.avsloprnt finance institution, 

6.5.3.2. 	Mr, lxasy, Personnel Officar, vo vas attached to the 

VniteJ Nitions, c¢narented that he (sIt it might be 

zre ust(ul to sond peaple to .*4ium-sizeJ institutions 

rather then such A large institution as the V;, In 

pers(,nnel AM adm.nlatrtlv matters the issues and 

prolb -s are cn a totally different scale to those 

in :h, Otl. X"onothrlemoo he was very positive about 

ht* r at the L., anl f(elt that he wai able 

to tA CAI,ths shuattln. It# consid1e:0 

thAt ol lt v~'*4e wea not ral/ k ng +tirfh, he would 

.4jv profesrrdl Cie ;: jr4tf-, 4( the 4ttA,,1iftnt to te 

.1eter~flroJ Wi~r i att cr ,nt prgw- - itvnt h44 



6-12 

6.6. IMP1AC? OF THE TRAINING
 

6.6.1. 	 In this subsection we consider how the training
 

received, and the information and lesions learned by
 

the former trainees has subrequently strengthened
 

the Xank am a devolopemnt banking institution,-


Again, the impact of the precis writers' and
 

interpreter training is considered separately from
 

that of the professional attachments.
 

6.6.2. 	 Precis Writers and Interpreter
 

6.6.2.1. 	 As a result of the inadequacy of the precis-writers'
 

course. its impact has been less than had been hoped.
 

When the former trainees returned from the course, it
 

was found that they were not fully prepared for work
 

as precis writers, and it was necessary to give them
 

ccnsiderible -n-the-job training before their
 

performance was considered satisfactory. This was
 

one of the main reasons why the promotion that they
 

had hoen led to expect would follow their training
 

was postponed for more than a year.
 

6,..2. 	The lack of promotion affected their morale, and 

indeed two of the formewr trainees said that they had 

almost rvsijr d fro the 3ank as a result. Matter* 

had i. provtd since tIhey were prcmted at the 

beginn {n 	 of 19O. 

. .	 The trairees th-oselvet felt thit they were able to 

c narlbuto mere to the important prelds vriting 

fl;irtir'n of the tark 4s a result of the conroe, and 

!'ft!--, MIro i~ba has boon given A par 

rf? f v hi~g 4v'ctlniti 

N7
 



6-i3 

6.6.2.. 


.. . .. 


6.6.3. 


6.6.3.1. 


0q 

6.6.3.2. 

6,.0 


9~y 

As far as Hr. A&, the interpreter, is concerned, 

the training he received appears to have been An 

importat stage in his prolression towards the top 

of his field. Given that hith quality interpretation 

in the Unk Is a key requirement, his contribution 

to the lUnk's institutional davatopmpt can be said 

to be significant. His supovisor considers that 

he has coeplete mastery of theskillshe learned, and 

can ure them unsupervised with good results. 

Attachments
 

It prcved difficult to obtain specific cxanples of 

how the attach-ments had strtngthoned the 3ank as a 

developrment institution In general terms and more 

particularly in the field of project identification,
 

preparat!on. apr4isal ar4 supervision. On the one 

hand the ttAchonts occurred relatively recently, on 

the oti;er hand It is s-what unreasonable to Sive 

credit 'orparticuar actions solely to lessons 

learnrJ from xt,rt study attachnentx. 

It iz necessary, therefore, to r#ly on the vless and 

ccur€ts of the trocr.noel who were Attached, and 

their i4upriors, and to refer to the back-to-office
 

reports prcnuct,. 

on tis 4*1. ,,*: arv atUl to conclude that the trzpAct 

of the st-idy Attact=4nt on the individuals cooncrvd 

h4s bn : tmndrblo, 4*1 they have leamed a groat 

deal frc- t h4r m ~erienoes. Tht bk-ta-office 

rvr.rt rofi~r withoit oxcopces to the rich exporitnra 

4 till; V-. '-A~l* 4VV 'rnt ',:r4KtIVS It Oth~r
 

Itic'iiol. ~v4All 0it4tvd In Othur ni
 

isvadmOoqs4rt t li 

4*l; vp4i 

0 
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6.6.3.4. 


6.6.3.5. 


6.6.3.6. 


6.6.3.7. 


6.6.1.8. 


6.7.1. 


In scme cases particular procedures and practices
 

are not suited to the Bank's operations, but
 

observing practices in other instituations has
 

enabled the person attached to consider Batk
 

policies, procedures and practices critically.
 

Mr. Jarik, Loan Officer in the Operations Department, . 

who wau attac.hed to IBRD for 24 weeks, ccm'ented 

that he felt more conf'dent in his work and was able 

to process and supervise loans more effectively then 
in the past.
 

As far as the impact en the Bank's overall performance
 

is concerned, we consider that the study attachments
 

should prcvide a major source of information and
 

ideas to the Bank on how to iprove operational
 

procedures. The back-to-office reports, and post
 

attachment evaluations beccme, therefore. extremly
 

important if tha lessons and Ideas learned are to be
 

taken fill advantage of.
 

For *xample, after Mr. John's five week attachment to 

the Asian Develo; ent Bank, he prepared a twenty-page 

-.torruJ2. 4at~iling his experiences and what he 

considered .iaof direct relevance to inproving the 

Bank's procedures, 12c':ationa and organisation. 

"e rrecew.d, therefore, that t, prodtct on of back­
to-off ice roports and follcw-up action should be given 

hig4h priority for professional staff returrnn from 

Thv;r-edAr~sth t t!.urr:,.t1y exist for th -¢,n; 

ev 1,,atik of traInir4 Atta:ent ',nsfkt of 
the tollkvl;s 



(3) regular progress reports during the course of
 
the training or attachment;
 

(b)the back-to-office report, which is supposed to
 

set out in detail what has been learned and any
 

conclusions and recomendations;
 

(c)post-evaluation seminArs, at which the trainees or
 

persons attached discuss with their professional.
 

colleagues and the Training Centre the information
 

and skills they have obt .nod while training, and 
any corclusions and recoranndations they have for 

the Bank. 

6.7.2. 	 With regard to the precis vritors, there was little
 

formal post evaluation and the former trainees did not
 

have the opportunity to discuss their experiences
 

systematically with their supervisors.
 

6.7.3. 	 The procedure set out above has been followed to soe
 

extent with the officers who have returned from attachment,
 

although it is understood that back-to-office reports are
 

somet es not presented prompt1-. Indeed in the cases
 
covered by 	this evaluation, some reports were produced
 

as a result of the request# for information made by the
 

OvalUtlon. Also. in the case of hr. Lassy, the planned
 

post *valuation seminar did not take place.
 

t.7.4. 	 We consider that the post evaluation procedure set
 

out in paragraph 6.7.1. Is sound and could be used 

to greater benofit if followed thoroughl7 In all 

cases, Turther, tho results of these evaluAtIons 

should te used not only for Improving the design of 
attachnent prgrme,. but Also for inprov(i- Rank 
polities, procodurts and Interr.al operations. 

http:Interr.al


6.7.5. 


6.j. PROCEDURES 

6.8.1. 

6.8.2. 


We 	recommend, therefore, thatt­

(a)the post evaluation procedure for Bank personnel
 

returning from courses and attachment should be
 

followed inall cases;
 

(b)senior management and their immediate supervisors
 

should be Involved in the postevaluation process. 

o 	 ARRA4C EITSFR 	 SZLECTION D ADH.ISTRATIVE 

The selection of the precis writers and the interpreter
 

for their courses occu-red before the establishment of
 

the Training Centre. A circular was sent by Personnel
 

to all the bilingual secretaries, who then applied.
 

There ware so many applicatlons that ?ersonnel had to
 

screen them and limit the written test that was prepared
 

to those who had spent 4 nmber of years at the bank.
 

Those who took the test -werethose most interested in
 

becoming precis writers.
 

ul applicants were not given any information 

about the training curriculum, ncr about 1140 in the 

U'SA before leaving for the coursa. All considered that 

this was ahandicap, as they were not prepared for living 

=d 	worklng conditions abradd. in particular the 

folLcving informAtion vouT4 have been usefult-

The 	sucesst 


(a) 	 ccvur*.. curricula; 

(c) 	 living condition, environe=nt, perhaps through 

the aid of filns about A:erlca and the "ty they 

W.O PIced £ 
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6.8.3. 	 There were two adinistrative problems the trainees 

faced, concerning the per diem allowance available 

and the arrangements for accomodation. There appears 

to have been some confusion about who was responsible 

for paying the per diem, and its level, which was 

inadequate. No accouuodation wis provided to the 

students, who had* to f Lnd hotel accmm dat ion 'at 

considerable expense. They were unable to rent
 

apartment#. There were also difficulties with
 

transportation.
 

6.8.1.. 	 It should be emphasised that this course was somewhat 

exceptional in that it was arranSed with little planning. 

Nonetheless, the problems regarding per diem and 
accommodation should be settled well tn advance. 

6.8.5. 	 The selection of individuals for study attachment 

fellowed the Bank's current procedure of consultation 

between the Departments and the Training Centre, whereby 

specific training needs of the Ank and the individual 

are identified. Their selection by the Centre and their 

Departuent was discussed witt. ha, (althoulh one felt 

this could 	have been more consultative than directive) and 

terms of reference setting out the purpose and content of 

the attachment provided in advance. The officers 
concerned were, therefore, aware of vhat their attachment 

wuld entail. Generally, they considered the inforation 

available was adequate, although agein, like the precis 

writers, they would have preferred core infortation 

about vhet to expect in the US in the way of living 

conditions. 

6.4#6. 	 Thorp v44 sise A tertain ammrt of pre-Att cl tnt 

prqp4ralon In the tofn of adinistriLiv arrAngSenots, 

Ard rivlm of the repcrtq prepared by previous 

pere"vl attad,. d to the sane Inotitution, where 

V~e 
avet 



6.87. We recommend, therefore, that addLticna information 

on lLvin6 costs and conditions in the couatries to 

where personnel are to be sent should be provided. 

In particular. we reconmmnd that the Taining Centre 

and AID liaise to provide any films or Inforwtion 

available at the US International Coemunicattons 

6.9. TI'ITUU, SCOPE OF AID $11PPORT TO THE TRAINIC CEh'TRE 

6.9.1. Although AID recognises the importance of the training 

activit!4s of the Bank, the assistance provided so far 

has been on a limited scale. This Is at least partly 

because the Training Centre has not presented a 

comprehensive proposal to AID. The 1977 Project 

Paper included provision for support to internal 

courses, but so far nothing has been done in this 

area. 

4.9.4. We consider that the training part of the teitlar 

Grant project could be substantiall7 expaisded, and 

rcomwnd, therefore, that when the next Project Paper 

(or the Xogular Grant is prepared, KEDSO and ADD should 

discuss it. tAat way this couId be done. 

6.9.3. Spvcific sugcatlifna that should be considered aret­

(4)the presunt AID support should be sustained and 

Inc ealedI 

(b)fqnding adult e4ucators anM specialists in particular 

ireas on a short toer basis to lead particular 

() pr|Vlaicll vfttahing 4i1s, %uch as bw*s and 

83ma 4041104 VIM1 projit'IAVqr414l 4q-T1 rwia~ -­ 'nt' 

and 0 c devlvnritt 

(d) *pply of teaching VJ4J1;innt, such as Tl, ithich 

would e ~sed In s~olmrr an vor0ht s ti develtt, 

(0 l't%i *q+~ft~ ft~f *-.rt V fill. o.- 1 rrtom 
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CHAPTER 	 7 IMPROVEMZNT OF MANAGLENT DATA SYSTEM 

7.1. INTRODUCTION 

7.1.1. The purpose of this chapter is to outline the progress 
. .. to date of tho lank in developin$ its management data 

system, and to sumaArise the likely future steps in its 

development. As this component of the Regular Grant 

Project is still in its first, planning stage, it has 

not been possible to carry out an evaluation of its 

impacts. Some general indications are iv*en, however, 

of how the system, when introduced, may strengthen the 
Bank's capability to process projects efficiently and 

respond more effectively to member country development 

needs.
 

7.1.2. 	 Information for this chapter was obtained from interviews 
with the consultant working on the Study, and from Bank
 

personnel associated with the work of the consultant.
 

7.1.3. 	 First, progress to date is reviewed, with reasons for the 

delay over the program# contained in the 1977 Project 

Paper. Secondly, an indication is given of the type of 

program* and system that iS likely to be proposed and 

the possible timescale. Itmust be stressed that this 

first stage study is not yet complete, and it would be 

incorrect of this evaluation to prejudge the outcome. 

7.2. PROGORSS TO DATE 

7.2.1. 	 The 1977 Project Paper proposed a timetable which
 

anticipated the first stale of identifying the Bank's 

needs in TY 1978. with systems analysis and development, 

purchase of harJvwre, training, systems testing and 

Liplemntation dyurtn FY's 1971 and 1910. 

7.2.2. 	 The timetable proved to be unsuitable for several reasons. 
First. during 11:7 and 1971 the lank Group was Involved 

in major revltvs of procedures, raferred to above in 

Chapter 3. #hese were the First RUivi CoeniTte. of 



the ADY, and the Price Waterhouse Review of Disbursement 

Procedures of the ADF, both of which impacted on the 

Bank Group as a whole. The latter study was then 

followed by the preparation of the Manual of Operating 

Procedures by Price Waterhouse covering all aspects of 

the Bank's procedures. Itwas decided by the Bank, 

therefore, that these activities should be completed 

before proceeding with the examination of the introduction 

of electronic data processing (ED?) - based systems for 

data management. 

7.4.). 	 Secondly, the Bank underwent a major re-organisation of
 

its operational and administrative structure in 1977.
 

This is referred to in the Project Paper. Itwas
 

probably 	somewhat unrealistic to expect the management
 

data project to start within a year of this
 

re-organisation. A further point is that the Bank's
 

administration was preoccupied with moving Into the new
 

premises in Abidjan during 1978.
 

7.2. . Thirdly, and more recently, there was a short delay when
 

the cost proposal for the first stage study exceeded the
 

available funds.
 

7.2.,. 	 The consultants selected to carry out the first stage of
 

the project, Coopers & Lybrand, were appointed in
 

December 1979, and started work in January 1980. Their
 

terms of reference are;­

"The consultant will be entrusted with the task of
 

Appratsing the opportunity to set up an electronic data
 

procitsing fr49 fAct! ty in the ADS. To this end, he
 

will carry w a set of Actlyites vi4ch will Includei­

(A)a revtow of the 3ark Cr,'tp activities, exp~cted
 

exPafsion aJ growth$
 

(b)dotorinatlon of the bank Group needs and roquiroants
 

in ter of data processing and informstion reportinX1
 

(c) I4*ntfIcat14n of the systems that co ld ind should
 

b* CPqterse4;
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.. 

(d)setting out of priorities to the development of each 

system to be computerisedl 
(e)preparation of outline system for each system to be 

computerised; 
(f)determination of estimated volumes for processing 

each systems, 

(a)determination of the most appropriate methods of 

processing each system; 
(h)determination of the broad type of computer 

facilities that can best process these systems; 
(i)a preliminary estimate of likely costs and 

benefits; 
(j) 3n appraisal of the opportunity to set up an 

Electronic Data Processing Unit for the whole Dank 

Group versus Departmental facilities; 
(k)determination of ED? staff that will be required; 

(1)preparation of a timetable for the introduction of 

the proposed electronic dat processing. 

7.2.6. ADS established an ad hoc Committee comprising senior 
representatives of each Department, chaired by the Adviser 

to the President, to assist the work of the consultant. 

7.2.7. The work stages of the consultant can be divided into 

three parts. First, an Initial Report was prepared, 
describing the operations of Sank Group, identifying 

what the data management needs were in each area. At 

this stage the consultants were requested to make interim 

suggestions on systems Improvement. 

7.2.6. The second stage, overlapping with the first,vas for the 

preparation of a Nester Plan of the systme and 
aub-systens ineach area, 4onsiderin; indetail 
alternative solutions to zeet these objectives with 

recomwenations of psrticular solutions to the lank. 

7.2.q. The third stage, which I currently inpreparation, Is 
the drAfting of the inal Report taking into account all 

of ths, comiits on tho AAAk on the !Isoter Plan. 
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7.3.L0. 	The current schedule to that the consultants will
 

present the draft Final Report at the end of May 1980,
 

aftor which it will be reviewed &A finalised for
 

approval by the Board of the lank.
 

73. V4LDAMiV OMJZj 07 SflT IS LIKELY TO HI PROPOSED 

7.3.1. 	 The Initial Report divided the lank's Inforation needs
 

into nforumation Units, which have been grouped into
 

three Information Fields. as followt-


Tnformation Field Information V"It 

A. tconouic Studies I 	 tconomic Studies 

I. 	(Analemont Informstion: Projects, financial analysis 

&ad administration 

Loans 

Treasury 	- Borrowing
 

- Investments 

- Capital Subscriptions 

personnel 

Payroll 

Budget 

Reglitry
 

Accounts
 

Statist# 


C. Secretarial functions t 	Secretariat
 

7.3.2. 	 th Initial Mport establIshe4 that the lank needs to
 

eve~op ZDP-based systess. The main reaseos for this 

ares ­

(a) tho vollow of Information 	hane41 for each letivity; 

(b) contralisati'fn Of 44ta, e.g. for projects to 

facilitlt, lat4reforetcel 

(g)ciontrot 4f informtlom for e~mlthe a 

nforam+tio cqrrently held In difter#nt pieces 

smetimvs cotflicte. as s0 tfecntly th t414 with 

04-n #r* of +ple .l 4 In the a4nk he14 by 

t.he Psyrol toction and by th* PersonnlDaUp4rtm0t. 

0 



7.3.3. Takins thlthroe fields, there are three possible options 

each for 'roceossn8 points, aietynl­

. . . . 

(a) ceotralis*d processlng vithin the lankl 
(b)decentratte#d processiln in each "Felid"; 

(4) ve, of a b4,re .. . . 

By cotbinia8 thase options with the Fields. there are 

nine basig combinacions. Th% Study has evaluated nine 

basic options In depth. 

7.).t. for each lofrmation rti.t the study has defined the 

fwctional Objetives for an W-t &Vs4 iyate. "hes 
for each of the nine basic optiows, the following 

analysIs has bee developed;­

(a) presentation of the ;srdvare ca(oiguration 

(b) t4nvwsaet coits for hrdware s4J eftvare; 

(C) operatic; Costs to 11431 

(d) a costa-Wefit analysit cowfaring the cast 

of i OP-6ase4 sysem with the cost of Ao|in 

the same thing umaMalty$ 
(e) an iuplesmntatio schedwle. 

7.).). ~Otof the#e o toas, which have hav presented In the 

IUatsvr HaIvt it It posilble, by a system of welghte4 

Prutotia. to select the wot favourable option. 

Currently, It seono that this woud be to develop the 

system fcr ftenuativa rields A, it ad Co *Aist 

deo4#ars11se4 speclaliat procetsin point# for etach, with 

A 4fl#A~ijgne lnifonwt) and C (SecretArtal Tuariams) 
tillIllyo tolvv4 *Y A WWifnoit ~A-40 #It tOW first 
w hsV# r#*tktr4 tiSIWftato stage. nit his ot 

yet, hmev++r. beenm fh ,al+y 4++1+. 

St 



7.5.6. The tie-table for this option vould be 

Action Stste 

(a) 	Detaile4 ftuctional analysis of 
the manalenc Znformacion and 
.e cttaIisl fuactioIs fields 

(b) 	 lotwere development tot the 
above (varyian accordinl to 
Inforuation Unit) 

(c) liardVare selection 

(4)tconomic studies 
(Iformat s ont eld A) 

as follovsi-

Tlmetable 

Sept. -194O -Jan. 19-

Feb. 1#81 - Xov. 1912 
rFb. 1951 - may 1951 

Sept. 1982 - June 1914 

7.3.7. gstimated cost. for this progrm and tLmetable are 

still bei prepared, but sot ware costs are likely to 

be in the region of CA 1.5 miltion and hardware costs 

about ';A hO,00, AAnmal operating osts are likely to 

peak at close to A 1.0 sillen per anniM betveen 1912 
a" 19M, declining tr smthing in the regis oft 

CA 0.5 SillM9 per snmm once the financil costs of 

w. krdvafe hfv* been et, tovards the #nd of the 1180',. 

1.).1. A4#tm. it is stressed that the above io itdcative oaly, 

and ts not intlnded to prejudge the consulAnt's final 
prosal 5. 

.).1. Int eru LOf the petntal ipatct Of th developWnt of 

the #ystee, it beuld be seced chat ome of the difficulties 
this #Vluattoahas faced Us oa the lack of cmpmreh4stve 

mtrals#A taforttlos ot projtct preofrss through the 

cysle fro- t4etafititaoo to cmletom. The pro"e4 

6s,1#1 vould prvie #40 a centralsad source, Wh0th 

*#IA1# of nserb valIa to project mad less 



7.,4. IMLICATION OF T TIeCTAL[ FOR rUTURZ AID FUNDUG 

7. .. The implication of the timing of the presentation and 

consideration of the final Report of Phase I is that 

AID financing for Phase 11, the development of systems 

.. 	 for Infomation YieldsA end C, vlt not be required
 

until FY 1981. The funds in the Regular Grant 

program originally planned for €omiment in FY 1980 

have therefore been re-allocated to pre-investment studies 

and an equal imount will be transferred to the EDP projoct 

from the planned allocation for pre-investent studies in 

FTY191. This was described inChapter 3. 

7.4.2. 	 The total gost of the proposed development is considerably
 

in excess of the O155,000 included In the Regular Grant
 

prolramm for FY 1975 - FY 1982. It is recomendod, 

therefore, that ADI and AiD start discussions as soon 

as fealible after the consideration of the Tinal Report 

of Phase I on te revised financing of #busequwnt phases. 



GLOSSARY
 

Conversion Races
 

Period African DavelopMent Fund
 

1967 - 1971 UA 1 0 US $ 1 

1972 UA 1 - US $ 1.08571 

1973 - 1976 VA I w US $ 1,20635 

1977 UA I n US $ 1.21471 

1978 UA I - US $ 1.30279 

1979 UA I a US $ 1.31775 

African Development Fund
 

1974 * 1977 71A I a US S 1.11111 

1978 FUA I - US $ 1.199937 

1979 FUA I - US S 1213716 

Nileria Trust Fund
 

Same as ADS 

Abbreviat ions Used 

ADA - African Development Sank
 

AD? - African Development Fund 

AID - US A ency for International Development 

CPU - Central Project Unit 

CILSS - Ccait tnter-Etat pour .a Lutte contra 
Is S;chereuse Sahaltenne 

EDY - European D)eve#Cl-mnt Fund 

top - Electronic DAta Processing 

S11 - H4rvard tntituto for Internationdl Development 

- Internationral 1kn for Xozonstruction and 

1: - strnat{ '"nctary Fund 



- igeria Trust Fund
 
ROso/wA - Regional Economic Oevelopent Services Office
 

aest Africa 

UA - Unit of Account (ADD and NrF) 

FA - Fund Unit of Account. 

ADS Regional Classification
 

West Africa
 

Benin, Cape Verde, Gmbia, Ghana, Guinea, Guinea Dissau,
 

Ivory Coast, Liberia, Mali, Niger, Nigeria, Senegal, Sierra Leone,
 

Togo, Upper Volta (15).
 

Central Africa
 

burundlCameroon, Central Africmn Republic, Chad, Congo,
 

Equatorial Guinea, Gabon, Rwanda, Sao Tome and Principe, Zaire (10).
 

East Africa
 

Sotsvana, Comoro, Djibouti, Ethiopia, Kenya, Lesotho, Madagascar,
 

Halavi, Mauritius, Mosambique, Seychelles, Somalia, Svaziland,
 

Zantania, Uganda, Z=:bia, (16)
 

North Africa
 

Algeria, Egypt, Libya, mauritania, Morocco, Sudan, Tunisia (7).
 



SUMMARY REPORT OF JOINT EVALUATION COX41TTEE 
RISSION TO UPPER VOLTA, APRIL 14 - 16,'1TN' 

1. Proiec. : Earth Dams at Dablo, Tamossogo, Thiou and Kougny, and associated
 

downstream facilities.
 

2. Purpose of Mission
 

2.1. To discuss with the appropriate authorities the study carried out 
by TA.S of downstream facilities for these four dams I 

~2,. To obtain a recent report on the 
projects ; 

status of implementation of the 

2.3. To visit the dam sites where there has been construction work carried 
out ; 

2.4. To obtain any information on the soclo-economic impact of the projects, 

3. Composition of the Mission
 

3,1. 	 The Mission was composed of Mr. C. Amegavie. Co-ordination Unit, AD3,
 
and Mr. J. Speed, consultant to the Joint Lvaluation Committee (JC).
 

4, Proerm of the Misaion
 

4.1. 	 The following was the programe of the Mission i
 

4.1.1. 	 14 April i Arrival at Ousladougou, 12.00 hours, where Che
 
Mission was met by Mr. M. Ouattara, Virecteur
 
du Iureau des Etudes. Office National des larragso
 
et dd l'IrriSation (O?4I),
 

15.30-16.00 t Meeting with Mr. Tahiti, Directeur
 
GQndral du Plan.
 

17.340-17,43 Preliminary meeting with Mr. Coulibaly,
 
Directeur Onfral do lVONAI. 

4.1.2. 15 April 1 	05.30-12.30 1 Visit to Tauossogo Dam and Kays with 
Mr. P Lingani, Technician Supirieur in Section 
Arnagement et Irrigation, OII, 

15.0-17.00 t Meeting with nr. Coulibaly and 
Mr. Lingani. 

4.1.) 16 April 1 	08.)0-09.30 1 Meeting with 1r. Ouattara. 

16.0 	1 Depart for Dakar.
 

2.. Of !he fo.ur dau, two are cearlete (Dablo and Tamossogo) and two havo 
just received Ar financing (ThiAu An.1 Koauny). There vim sufficient 
tize to visit Ttnv~ssogo nly *I the 11th. As the das nd associated 
facilities *t 04blo and Ttu#sa4p 4r essentially the sae, the visit 
ic WA#e'.~ufitnt.Was 


http:08.)0-09.30
http:15.0-17.00
http:05.30-12.30
http:15.30-16.00
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5. Findings 	of the Mission
 

5.1. The 	Status of the project
 

5.1.1. 	 Dablo and Tamossoto 

5.I. .1. Both of these dams are complete, together vith asso.iated
 
irritation structures and livestock and human watering
 
facilities downstream. Completion dates are as follos i­

a) Dablo : 	Dam structure provisionally handed over
 
January 1978. Downstream facilities
 
completed November 1979.
 

b) Tamossogo t Dam structure provisionally handed
 
over January 1978. Downstre8ai facilities
 
completed Janut" 980.
 

5.1.1.2. 	 At both dams the downstretw &ties are not yet in use.
 
At Dablo there is little in the dam because of inadequate
 
rainfall last year. There to sufficient vatae for livestock
 
and human use, but not for irrigation. At Tamossogo, the 
mission ssw that the dam was fairly full, the vater level being 
about 2 feet below the top of the spillvay, with sufficiLent 
water ter irrigation. The water is not beien used for this yet 
as the villagers are receiving preliminary training from the 
local extension agent, This is discussed inmore detail below. 

5.1.2. 	 Thiou and loulny 

5.1.2.1. 	 These two projects have not yet been started. The conditions
 
of the loan precedent to initial disbursement have not yet 
been fulfilled. 

5.1.2.2. 	The Mission was liven copies of the tender documents for the
 
construction of these two dame to take back Informally to AN. 
In Teb-uary AD had pruvided a target date of the end of March 
for submission of these documents to AN. 

.1.2.3. 	 The prograue for these dams envisles construction starting
 
in Septeber-October 1980.
 

5.2. The 	St4Z by TVM
 

5.2.1. 	 The Mission learned from the officials at ON1I that there are 
several area in which, from their point of view, the study 
carried out by TAXi for the development of downstream irrisa­
tion and watering facilities is not satisfactory. 

'.2.2. 	 first. because 0t.1 was very bmsy with other duties, in particular
 
vith CLDr and 	Vorld IsM matters, it was not able to follow and 
supervioe 	 adequately the work of TA, This has "ant that 
is nat in agreement with smte of TAHS reconendtions. 

1 



5.2.4. 


5.2.4.1. 


$4.440 

* 


to co'ent on the Draft Final Report before it was presented in
 
ice final form.
 

As 	far as the recoutendd system for Irrigation and the design

of the facilities are concerned, ON1l has a number of significant
 
resurvations, which are set out below.
 

The 	trrtiation System 

ONSI ent2rned the Mission that it had been explained to TAH.S 
before they started work that the system of Irrigation 
familiar to Upper Volta is that of secondary and tertiary 
canals distributivn the water from the primary canal to the 
plots of land within the perimeter. Notwithstanding this, 
TAS designed a system of furrows leading away from the 
primary canal, fed by siphons. According to ON11, this system
has the folloving disadvantages i­

a) 	the system is unfamiliar to farmers as well as to 
0,11 I 

b) 	because of high rates of evaporation and infiltra­
tion losses. ON3l believes that it vill only be 
possible to irrigate up to 60 metres away from the 
main channel, and not the 400 metres that TA.'S 
claim. 400 metres of irrigation could be achieved 
with the secondary and tertiary canals system I 

c) 	 because of the lack of familiarity in the use of 
siphons, greater water losses are to be expected 
than with the alternative system. 

rollowins the study, O3t1 proposed to ADS to substitute 
secondary canals for the siphons and furrows, but itwas
 
decided that it would be too costly to change the design.
 
The furrow system will be tried, therefore, and if Itdoes
 
not 	work satisfactorily, Alternative solutions will hav, to
 
be tried. It should be noted that the extension agent at 
Tamsogo said that he vant*d secondary canals to be built
 
and that he was unfamiliar with the siphon system. As he
 
is responsible for technical advice to the farmers, It
 
oseus there will be difficulties in implementing the TANS 
proposals.
 

The 	Iaphins Systn for theVateling Eacilitles at 
_
0001t* 4anDblo
 

'Pie 	irrigation system and the uatering facilities for live­
stock an, people dtwutresn of the da& Are not Independent.
Uhn there Is sufficient vaer In th4 dam (normally estimated 
to be July to January), the wo systems are t(d by gravity
from an outlet pip4 In the dam vilI. Uhen the water level in 
t, dan falls belov th.e level of the outlet pipe during the 
4rY sess4l, or "hen :he *Wtlt pipe is closed because the 

/ 
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irrigation facilities are not being used. as was the case 
when the Hission visited Tamosseto, vater has to be pumped 
out of the dam into watering facilities. This still uses 
gravity for the actual flow into the livestock watering
troughs and the washirg basins. According to ON8I, te 
small mobile pumping system proposed by TAMI is inadequate, 
as insufficient pressure isobtained. O11L propose, 
therefore, to erect elevated steel tanks into which water 
will be pumped bya fixed pump. This will provide a 
sufficient head o! water for the supply into the troughs
and basins. Individual herdsmen will be able to water 
their livestock by use of the taps, without having to 
pump directly. Although the isslion did not obtain estimates 
of the cost of this solution, ONI did not consider itwould 
be expensive. 

3.2.4.). Crossing Points for Donkey Carts. etc.
 

TAHS did not provide sufficient crossing points over the
 
main irrigation canal either at Dablo or Tamossogo. ONIX
 
has increased the number to 5 at Tamossogo and 6 at Dablo.
 

5.2.4.4. Cross Drainae under the Main Canal
 

Again, TAMS did not provide for sufficient cross drainage.
 
At Taousogo, O0SI has added four culverts, including one
 
at a significant thalveg which dots not appear on the
 
topographical map prepared by TAHS' subcontractor.
 

5.2.4.5. Sacred Areas
 

Although TAHS carried out a socio-economic assessment of the 
area, at Tamossog they routed the main canal across certain 
places which have a sacred significance for the villagers. 
0(51 has re-routed the canal. 

5.2.4.6. aWrhouse for Storal.. of Inputs and Produce for Market 

TAMIS did not include this facility in the design. Both (;
N1
 
and ADS felt itwas necessary and so an 80 square metre
 
warehouse has been constructed for use by the co-operative
 
that will be formed. (See VAr3sraph 5.6.2. below)
 

5.. Current Vse of the Nis
 

S.3.1. 	 From the visit to Tamoss,'o, thu 4ission observed that the dta
 
is currently being used for the following purposes, with water
 
being used directly from the lake s­

a) livestock watering 1
 
b) human watering and washing 3
 

4) flishning
 

d) water supply for the construction of the feeder road
 
b•41 5OS4O4. 



5,34, The Ii son was informd ht people and livestock came from 
10-15 km to water at the dam. Also, livestock following the 
transhumance route come via the dam. Diblo and Tamossogo dams 
provide important links In a chain of watering points along 
the route of transhum nce. This is one of the reasons for the 
choice of DAblo and Tanossogo as suitable sites. 

5.3.3. 	 In terms of the numbers of people and livestock using the dan.
 
the Mission was unable to obtain any Information later than
 
that used in the TANS study.
 

5.3.4. 	 The people have dug some wells just below the dam wall and are 
taking water from then. Mr. Lingani of Q5ll had proposed that 
a proper concrete well be constructed, which would not collapse 
as the existing wells keep doing. The wells provide a cleaner 
source of water than taking it straight from the lake. However, 
ithas been decided for the time being not to construct a concrete 
well as 	watering facilities are already provided in the project
 
by the 6 concrete basins. The downstream facilities already
 
provide watering facilities for the villagers, when they are
 
supplied with water.
 

5.4. 	 Sociological Aspects of the facilities provided for Livestock and
 
Hu=an 'stering
 

3.4.J. 	 It seems that there isa strong likelihood that the 4 concrete
 
livestock watering troughs and the 6 concrete washing basins
 
and taps will remain unused or under-used once they are supplied
 
with water. This isbecause the people prefer to wash directly
 
in the lake and the livestock cannot be prevented from watering
 
directly In the lake either. Indeed, Hr. Lingeni had proposed
 
to ADA that for these reasons, the facilities were redundant
 
and should not be constructed but this was not agreed.
 

5.4.2. 	 Itappears that there Isno organised program of education to 
encourage people to use these facilities. As far as livestock 
watering is concerned, there isno intention to fence the lake. 
which could not be justified economically. (There sees to be 
no awareness among the people using the dams at Tamossago and 
Dablo that watering livestock and washing in the dam pollutes 
the water for human consumption.) 

5...). 	 The situati~n ismade more complex by the fact that many users 
of the dam water are following the transhumance route and are 
fro, outside the village, indeed from outside Upper Volta. 
(e.g. fran Mail. etc.) Even if the villagers are educated 
sufficiently to use the facilities, the migrants will not be. 

5.5. 	 Pr-:tttInn flf the D~an 

5.3.1. 	 Currently, with livestock watering directly in the dim, there 
is the danger that they will contribute to Its silting up by 
tramplin; earth into the water. As the dam at Tamonsogo is 
shAlkov (the Mllssion oaw two boys fithing at thigh level close 
to the dJA wAll), the, Is real wnern. 

*,( 
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.3.2. Secondly, the dam wall is not protected and livestock were 
seen crossing the wal! directly. This may eventually
 
damage the structure. It is not intended to fence the dam.
 

5J.3. The 043 officials did not seem particularly concerned that
 
these are significant matters, Preventative measures such 
as the use of fencing were considered by them to be too 
expensive and unnecessary. 

3.6. Preparations for the Operation of the Irritation Facilities - Tamologo
 

5.6.1. Although the works were completed in January. preparations have
 
only just begun at Tamossogo for the exploitation of the facil­
ities. A month ago. the Organisation Rgionale do Ddve',ppoment
(ORD) of Kaya posted an extension agent (and an assistant) with 
full-time responsibility for the Irrigated perimeter ko the 
villae, He has begun to organise and prepare the villagers
for Irrigated famin. He has received four months training

in irrilation faming on top of his basic training in agricul­
tural extension.
 

5.6.2. The required local anaement comittee consisting of repre­
sentatives of the OR, OX5I, other relevant government agencies,

the local chief and representatives of the farmers has been
 
formed but ha* not yet been active. Itwill shortly divide
 
up the irria:ted area into ptwts for the villagers, about 1/2 ha
 
each. A production and marketing co-operative will also be
 
formed, 

5.6.). 	 The officials of OXII agreed with the mission that this organi­
sationat activity is occur .rg somewhat late, and that itwould 
be sensible to begin the farmers' preparation while construction 
was in progress so that irrigation could start with the minimum 
of delay. Although the Mission did not have the opportunity to 
confirm this with the ORD at aya, as the OLrecteur and his 
colleagues were all absent at the time of its visit. It sems 
that the ORD at Kaya was busy organislnS another ISO ha of 
irrigation in its ares at the same time. 

... The extension agent and his assistant (Messrs. 9. Ouadonga and
 
Kouktionimoni) informed the HIuion that the furrow and siphon
system of irrigation is not suitable for growing rice. This is 
the crop ali the villagers want as it is both a good cash crep
and 4 superior cereal for local consumption than sorlhum and 
milet. This desire of the villagers is at variance with TAS' 
recom ndations that sorghum and millet should be grown for 
local consumption, plus cotton as a cash crop. Problems, 
therefore, appear likely if the farmers cannot be pernuaded to 
grow trops other th4n rice, as the system hAs ot been designed
 
for risiculture.
 

.7.1. O%11 I gest#.iiWe f.r the %aintensceof the dais anW do"n-
Atre4' t|C|Ilti#. It tsrerfaw s this fes;onsib~itty through
 



maintenance brigades which visit the das to inspect maintenance­
requirements and carry out necessary work. So far Dablo and
 
Tamossogo have not required significant maintenance because they
 
are news
 

5.8. Studies for IrrSiation Facilities at Other Dams
 

3.8.I. 	 The Mission wished to learn whether any other consultants have
 
been involved in studies such as that of TAHS for othe- dams,
 
and what the capacity of ON3Z is to carry out such studies
 
internally.
 

5.0.2. 	 ONSt informed the Mission that no other consultants have been
 
involved so far. but that for large projects in the future
 
they might have to be retained. ONDI's capacity to carry out
 
such studies is limited, it could handle areas of 30-50 ha
 
with its team# that ar6 responsible for construction of down­
stream facilities. There is a shortage of both tim and
 
personnel, however.
 

5.8.3. 	 Obl agrood that if consultants were required in the future,
 
a more sata... .', way of integrating the consultants into
 
ON.5l would be needed than had been possible with TAM$.
 

S.i. Asse.soent of the Socio-Econonic Ikpact of the Projects so far
 

5.9.1. 	 The projects are not yet fully operational. It is. therefore,
 
too early to assess their socL -economic impact.
 

5.9.2. 	 The UNission. however, was able to identify the following pointst­

a) The provision of the major water sources at Dsblo and
 
Tanossoto Lwans that the approximately $,000 people at
 
Dablo and 1,100 people at Taossogo, plus an estimated
 
10,000 head of livestock at the two places have had
 
secure water supplies since early 1978. Previously,
 
their water supplies had been poor.
 

b) 	Dablo and Tamossogo provide two Important watering points
 
along the transhumance route, increasing the number of
 
potential beneficiaries.
 

5.9.3, 	As far as the environmental impAct of the projects are concerned,
 
the 4ission had the following observations i­

a) 	the watering facilities for the livestock and the
 
peeplv are probably not going to be used, unless
 
there is a special campaign of encouragement. Direct
 
watering and uashlng in the lake will increase
 
pollution levels.
 

b) 	The dan will probably be a source of diseases such
 
as bilharsia.
 



5.10. Thiou and Kougny : other loan conditions
 

5.10.1. 	 In addition to the conditions precedent to first disbursement 
set out in 5.1.2. above, the AD? set out two important other 
conditions of the loan :­

a) 	the establishment of an inter-ministerial
 
comittee to co-ordinate the integrated development
 
of social facilities and service centreas which form
 
part of the project ;
 

b) 	a review of prices paid to agricultural producers 
so that greater encouragement is given to produc­
tion than at present. 

5.10.2. 	As far as the first of these is concerned, the relevant 
ministries and departments are consulting by means of exchange 
of letters. When it has been decided who should sit on the co­
ordinating committee, a regulation will be issued forally 
constituting the comittee. This somewhat heavy method of
 
procedure is apparently needed if the ministries and depart­
ments concerned are actively to co-operate.
 

5.103. As far as the second is concerned, two commissions have been
 
established, one to review all producer and consumer prices,
 
the other specifically to deal with the price structure and
 
coe erciatisation of riuiculture. These two commissione will
 
report to the Government, which will take decisions on the
 
basis of their recommendations. The officials of 01151 did
 
not know when they would report.
 

5.11. Water treatment
 

5.ll.1. 	 The iession referred to the concern of the Dank and other
 
potential donors about the problems of water treatment and
 
the quality of the water. A water treatment study would
 
probably be required as part of the Thiou and KouSny project.
 

5.11.2. 	O41 officials recognise the problem, but said that the
 
priority for Upper Volta is the quantity of water, and that
 
water quality io a longer term matter. The Hinistry of Health
 
is not active in this ares at themomnnt.
 

5.12. Operation tarth Dame 

5.12.1. 	 The Mission sought information on the total als of operation
 
Earth Dams, and its current status,
 

5.12.2. 	The programe of 40 dams is Indicdtive, Upper Volta's contri­
bution to the Comiti Inter-Stat pour Is Lutte contre Is 
SWcheres#e Sahelienne (CILSS). The current Status is that 
about 12 dame have b en completed or are in prolress, as 
follows :­



. ...... Dabli - complete
 

TamOssOgo -


Seguenaga ­

oLkre 

Wort - in progress 

These are the five dam funded by the AD? loan of 1975. 

Debenga - complete 
4asafugi - complete 

bonkama - in progrems 

Sitenga - complete 

These four dams are in the Sahel region and are Dutch financed. 

SaorlL - complete 

This dam i in the Centre-Oueit region and is Dutch financed. 

5.12.). Irrigation facilities are being developed at other dome 
vhich were completed before Operation Earth Dams was 
instituted. Not all the above dams have irrigation facilities, 
es.seeanasa, Tikare, and 'Wereare for livestock and human 
watering only because of their limited site.
 

5.12.4. 	 In addition, Thiou and Kougny dams have just been financed. 

5.12.5. 	 The main sources of finance for Operation tarth Dase and
 
irrigation are the AlD, Holland, and the Fund for Rural
 
Development of the World bank Group.
 

5.12.6. 	There are various other projects which form part of the anti­
drought programe, including :­

a) 	feeder roads such as the CIDA-financed rood linking
 

Tamosg vith Kayd I
eo 


b) food aid ;
 

c) transport of water to drought-itricken areas
 

d) veIl construction I
 

e) grain storage.
 

5*13 Th. ,eveloMpnt of a National Water Plan
 

5.l).1. 	 The Mission was concerned to establish whether there is an
 
overall Maxter Plan for the development of vater resources.
 
to avoid potential conflicts 1t, the development of different
 
projects.
 

V*
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11... The Mi sion Val informel b, 0xtlbhMt in 1276 there vas a 
VW conference to considei the options for water dmvelopment 
in Upper Volta. which hWd produced the targot of 150.000 ha 
of irrilated land which should be achieved at the rate of 
5,000 he per annum, This conference led to the prograsm of 
small dam and vll construction which I# now being implemented. * 

5.13.). Currently, the Anenagement de ts Vallie do Is Volts (AVV)
is having a study of the lack Volta carried out by ZRSkAW 
(Franc.), after which a master plan for the exploitation 
of the vter resources of this perennial river will be drawn 
up. 

5.14. Relations between 
WhIRw) &a 0X~I 

Direction de VIoydrauliqu. et Pjulement Rural 

L,14.1. The Mission had learned before its visit of possible 
difficulties in the relationship between VhIZR and S%5l. 
t'nil a fev years aSo# MRKt had full responsibility for the 
development of earth dane and irria on facilities. MNI 
Vas then created a the organisation responsible for the actual 
deveopnent of da4w and their associated facllities. hile 
Mlt retained responsiblity for overall policy (eg.ct .Ace of 
dar sites, external assistance porticularly from Holland for 
its orainisational and operational developaent). 

3.I ... Accordig to the )irecteur Wnaral of OilS the two organ­
lsAtions work quite closely together, and in his viev there 
isno real difficulty in their relation. 

The Mission did not have sufficient time to pursue this any 

further. 

5.15. (onclusions 

5.15.1. The Mission concluded that this project has the potential 
to provide substantial benefit to the people of the area 
when It becou s operational. To ensure that the facilities 
are used effectively. it will be necessary to carry out a 
campaign to encourage use of the vwt.ring facilities, and 
possibly technical assistance will be required if the ilphon 
systes of irritation is to work. 

5.15.2. This project provides A good example of the ned 
closely the work of consultants. 

to supervise 
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SLW4ARY REPORT Or JOINT EVALUATION COMDITTEE MISSION
 
TO SENEGAL, APRIL 16-22, 1980
 

* 	 ~I0XOM~-FIMELA - N'DANGANE ROAD 

I. Project I Diosmone-Fiea- 'Daniane Road
 

1.1. 	 This project involves the construction of a 43 km bitumen-surfaced
 
road in the region of Sine Saloum, Senegal, between Diomoie at the
 
junction with Route National# No I and N'Danane on the Saloum coast.
 

. rgo of the Mission
 

2.1. 	 The tission visited Senal to review two projects, the Diosmon. ­
rFinla - N'Dangant load and the Ziguinchor - Cap Skirring Road. As 
far as Diosmone - rimela - 'DAngane Road is concerned, the purpose 
of the mission was to i 

2.1.1. 	 Discuss with the appropriate authorities the feasibility and
 
final enlineer~nl studies carried out by Louis lerger Inter­
nationA: for the road ;
 

2.1.2. 	 Discuos the imple entation of the project
 

2.1.). 	 Visit the project road and gain an impression of its condition, 
use, and Impact 1 

2.1.4. 	 Obtain any information on the socio-economic Irpact of the 
project, particularly with regard to fisheries, agricultural. 
and tourisn development. 

. Co 	position of the Mission
 

).1. 	 The altsivn was €po#ed of Mr. Anolavio, Co-ordlnation L'nft. AD1, 
and V.r. J. Sp#4, consultAnt to thi Joint Evaluation Committee 
(J.L.C.). 

4. Prtrw of the 	Miosson 

4.1. 	 The following ws the program# of the mission, including the visit 
to the aeocr project, the Zig'lnchor-Cap Skirring Road. 

4.1.1. 	 A i Arrival at flAkar In the ovn'nl, from OuA#adougou, 
D~e to an error In the telex. livin the nission's 
dAto tit arrLval as 17th April, the n#sslon was not 
net.
 

4.1.2. 	 A I t 0,.C a :ntro4ductory neeting with Mr. A. Ctura, 
Dirteter-Aijoint du rl .uoternt du Plan, to arrange 
xissi, n. The mission obtaned copies of the 5th 
Ucn~fil And Social Dovolopnt PIAn. includinig the 
Revtiel version, which Itwas Able to study during 
the rost of tht w.rning. 

Hotietg 	with Mr. M1.7LaC4d;4, 
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Diroctvt~r G£nersl do# Travaux Public# (1?) and
 
M~r. IF.Mlangano, 	Dlroctour 4o 1'lnfrastructur*.
 

I7.)-181~ Meeting~ with Mtr. X-P Cousin, Louis
 
Sor~or Itrnational.
 

4.1.). IfAerl 1 09.00 1 Hoot~ing with Mrt. s lovis. Hitsu~ra du 
Plan. As the Agricuilture. Fisheries# and Tourist 
Ministries and departments tould not se. the 
alislon until 2".'a4 April, tht mission continued 
Its ruvfov ot th* Development Plan literature 

I,.)~'7i$ Hest.tia$ with Mr. A. 94, Directour 
do Itatrotita loutior #t du Materiel. 

i,Ari mo-4o 	 ­l... I 	 ivii to Diossoa* - Timota wiDngano 

4.1#$. :0 Ali I k*t dAy - Xf. Sp*ed flow to C4ap SkrifUS. 

4.. G V~it to 71#41aAhr -CAp %*[itin;Road. 

.. 1..~ 'i 	 143.10-10.00 1 W~tri~j with Hrt. DiSe, Diroctour du. 
Cabtso, twortaritt O'Ema du Tovurisno, and Mr. A. 
Uae, rDirw.Ur low ftudes. 

1l~111O.) teet in4 with mit.11. CIWsOk, 
xitnietbr* do$ KAiXa t foit##e Mr. liteyo. DiroctfuT 
iiyCabinet, Xr. It.imift Cousieilir Tocbniquf. 

11l.0-11.A~ 1 Hooting i,~th a CoO401ei1or 
TVtltuo, linlotte o D eAVla~PrW1t lOral. 

14, 1 r. 4pesd let tor Abdja. wit# Mrs. 
m~gxV1* re~meiOe to C0141t mn~titis ft. yourfite 

try 4504 A#~0*rA to see t "Itnhellac do Is PScthe 
11arittw. 11a vat suit*abtl wisth tho tormor, but It 
V*# 041, P4411t tO Aff'404* A O*StiM4 wilth $t1nist1re 

1..1 f~.pfj4lIs~oet. Th road4 v#* 	 "#r~tet4~*~4'~ 
ifi Sct*-ii"r t~t 40d firall, l'anie4 "#r 14 M4n 1:07 

Wt 1.I _____tk!_t 

~.., toi )e~evai~r4$~ai~rf,~c~4~i# fatil1ty 401 
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According to Mr. R-P Cousin of Louis Berger International,
 
Dakar, the study was fairly straightforward and proceeded
 
without difficulty. Liaison with the Senegalese authorities
 
was good, as Louis Berger had already done a lot of work for
 
Ministare des Equlpements.
 

5.2.2. This was confirmed by Mr. Mangane of Travaux Publics (T.P.).
 
T.P. followed the work of the consultant closely, in line
 
with their usual policy.
 

5.3. Implementation
 

5.3.1. 	 The ADB appraisal mission followed closely on after the
 
submission of the Final Report of the consultants, in
 
November 1972, and a loan of UA l.1m was approved in Jat,uary
 
1973. The 1 an agreement was signed in April 1973.
 

5.3.2. 	 There then followed a period of twelve months before the
 
contract for construction was signed with Entreprise Mamadou
 

Sylla. 	TP. did not consider that this was an excessive
 
period given that an international tender was required by the
 

ADB, involving a 4-month tender period. The mission was not
 
able to obtain any particular reasons for the delay. Although
 
intervals of this sort appear normal and common, twelve months
 
seems longer than necessary for a project of this size.
 

5.3.3. The contractor chosen, Entreprise Mamadou Sylla, is 100%
 
Senegalese owned. It is the policy of T.P. to encourage the
 
development of such companies, and currently there are half
 
a dozen capable of bidding for major road construction
 
projects.
 

5.3.4. There were problems during the construction phase of the
 
project. The c-ntractor's main experience was in the con­

struction of 'uildings, and so it took a long time to
 
organise the site and to commence construction. la addition,
 

the work was supervised by T.P. directly through Laboratoire
 
des B3tlments et Travaux Publics (LBTP) which, according to
 

the representative of Louis Berger, was not experienced in
 
supervision of construction. T.P. gave the contractor an
 
extension of contract of 3 months, but even so the contractor
 
took an additional 8 months to finish, ie the work was
 
completed 11 months behind the original schedule.
 

5.3.5. 	 Of considerable interest is the material used for the surface
 
of the road, At T.P.'s request, Louis Berger examined the
 
possibility of using "coquillage" (crushed, washed, shells)
 

instead of basalt chips In the bitumen surface. Although
 
Louis Berger considered it was feasible, and cost effective
 
because 	of the availability of "coquillage" close at hand in
 

the Saloum Islands, at appraisal it was decided to revert to
 
basalt chips. This was partly because of uncertainty about
 
the wearing characteristics cf "ccqaillage", but also because
 

*/
 



-4­

of doubts about the longer-term availability of the material
 
for maintenance.
 

5.3.6. 	 During construction, however, it appears to have been decided
 
to include some extensive sections of "coquillage". Only 8
 
or 9 km close to the junction at Diosmone are solely basalt
 
chips, "coquillage" has been used for 33 km.
 

5.3.7. As a wearing surface, "coquillage" is inferior to basalt
 
Lchis as it does not bind together as well, leading to a
 

breaking up of the surface. T.P. have had to patch the
 
surface, using basalt chips.
 

5.3.8. 	 At Dijilas, T.P. have constructed a bridge at a cost of
 
F/CFA 25m, financed by Funds Routier. This was noL included
 
in the ADB financed project, Louis Berger having designed
 
ARMCO-type culverts for the stream. Mr. Oketokoun of ADB,
 
however, informed the Senegalese authorities that a bridge
 
was necessary, and this was constructed separately.
 

5.4. Maintenance
 

3.4.1. 	 Apart from the deterioration to the "coquillage" surface, the
 
road and associated drainage facilities appear to be in good
 
condition, and well maintained. The weak spots in the
 
"coquillage" have been patched and 
not left to deteriorate
 
further.
 

5.4.2. 	 With the assistance of World Bank funds, and a study of road
 
maintenance carried out by Louis Berger, the maintenance
 
activities of TP. have been reorganised, and improved. There
 
is a central road maintenance division (Direction de 1'Entretien
 
Routier 	et du Matiriel) responsible for planning, co-ordinating,
 
and controlling all road maintenance activities in Senegal. At
 
the regional and district levels there are local maintenance
 
teams. The maintenance of the Diosmone - Fimela - N'Dangane
 
Load falls tinder the Kaolack regional headquarters, and the
 
district team at Fatick. The mission was accompanied on the
 
site visit by Mr. N'Dieng, Chief of the Sine Saloum regional
 
office at faolack and Mr. A. Cissa, Chief of the Fatick
 
district team.
 

5.4.3. 	Mr. A. Ba, Directeur de l'Entretlen Routier et du Mattrlel,
 
said that he was including resurfacing Tf the Diosmone -

Fimela - N'Dangano Road with a single additional layer of
 
basalt chip bitumen in the future maintenance budget for the
 
division. This was to strengthen the wearing surface, lie
 
was not able to say when this would be carried out.
 

5.5. The rerr at N"'Dangane
 

5.5.1. 	 A key link in tle road is the ferry between N'Dangane and the 
Saloti lslands. Currettly, there is only a small passenger 



ferry in.operation because the larger, vehicle carrying ferry
 
dating from the colonial times is worn out. Mr. Ba said that
 
he was pressing for its replacement with a refurbished ferry
 
currently in the Casamance region, but it has not yet been
 
decided to transfer it to N'Dangane. Until this is done, the
 
development impact of the road is diminished as there is not
 
an adequate communication link with the Saloum Islands.
 

5.6. Socio-Econcnic Impact of the Road
 

5.6.1. Population
 

5.6.1.1. 	 The mission was unable to obtain directly statistics for
 
the population along the route. The main settlements are
 
Diosmone, a small grouping of dwellings at the junction with
 
the national highway, Loul Sessene, a large village probably
 
approaching 1000 inhabitants, Djilas and Dioffor, both
 
medium size villages, Fimela, which is a large village, and
 
N'Dangane a small fishing village which is the home of the
 
Ministre des Equipments.
 

5.6.1.2. 	 According to the Louis Berger study the population in the
 
zone of influence was estimated to be about 28,000 in 1972.
 
Assuming a rate of growth of 2.7% per annum, which is that
 
given by the Division de la Planificatlon R~gionale for
 
rural Sine Saloum, the 1980 population is estimated to be
 
approximately 35,000.
 

5.6.2. Traffic Levels
 

3.6.2.1. 	 Sincc the road was completed, there has only been one traffic
 
count, in May 1979. Total daily traffic was counted close to
 
the junction at Diosmone over a seven day period. The total
 
number of vehicles counted was 837, giving a daily average of
 
120. This compares with the projection in the appraisal report
 
of 118 vehicles/day in 1981. No breakdown by vehicle type is
 
available, but Mr. Ba said that it consisted mainly of slight
 
vehicles, small trucks and taxis. The mission saw very few
 
vehicles on the road during its visit, but it should be
 
pointed out that the visit took place on a Saturday morning
 
which is not a peak time.
 

5.6.2.2. 	 Traffic counts will be carried out annually in 'Mal from now
 
on, May is chosen by T.P. because this is the start of the
 
agricultural season when traffic volumes are generally higher.
 

5.6.2.,3 	 In the future, some heavier traffic Is to be expected, from
 
the fish processing factory recently opened at Djlffer. A
 
good quality earth road between Djiffer and Fimela has just
 
been constructed by a brigade as part of the UN Sahelinn 
project. It should be noted, however, that when the N'Dangane 
- Joal Road has been inproved to bitu-en standard, a project 
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currently under construction, there will be a more direct
 
route from the factory to Dakar via Joal and M'Bour.
 

a 
5.6.3. Fisheries Development
 

5.6.3.1. 	 The mission was unable to organise a meeting with the
 
correct department, Direction de l'Ocfanographie et des
 
P~ches Maritimes. Although the mission requested the
 
Ministare du Plan to arrange a meeting to discuss fishing S
 
development, due to a misunderstanding this meeting was
 
arranged with Eaux et Forgts, which is only concerned with
 
inland fishing. Paches Maritimes is currently the only

department with an active extension and development
 
service.
 

5.6.3.2. 	 A certain amount of information is available from the 5th
 
Social and Economic Development Plant and its Revised version,

for the period July 1977 to June 1981, issued in 1977 and
 
April 1979 respectively.
 

5.6.3.3. 	 Ta'ales I and 2 show how fish production for Senegal as a
 
whole has developed in volume and value terms between 1965
 
and 1977, and what is forecast in the Plan for 1981.
 

Table I. Fish production in volume terms 1965-77
 
and forecast volume in 1981
 

('000 tonnes)
 

1965 1970 1975 1977 1981
 
(forecast)
 

Total 	 125.2 187.2 373.9 n.a. 595.9
 

of which : 	 0
 

Piroges (maritime) 89.0 133.5 278.7 211.0 310.9
 

Industrial (maritime) 11.3 35.7 74.2 130.0 245.5 

Inland 	 25.0 18.0 21.0 n.a. 39.5 0 

0 

# 0m 
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''Table 2.--Fish production in value terms 1965-77 .
 
and forecast value 1981
 

(F/CFA milliard)
 
current
 

1965 1970 1975 1977 1981
 
(forecast)
 

Total 	 5.1 9.5 23.9 n.a. 32.6
 

of which
 

Pirogues (maritime) 3.8 6.0 17.4 ) ( 18.2 
) 25.5 ( 

Industrial (maritime) 0.7 3.0 5.8 ) ( 13.0 

Inland 	 0.6 0.5 0.7 n.a. 1.4
 

n.a. not available
 

5.6.3.4. In 1977, fishing accounted for 13% of the value added in the
 
primary sector, and 4.5% of gross domestic product. No reason
 
is given in the Plan for the decline in production in volume
 
terms between 1975 and 1977. 

5.6.3.5. 	 Although the region of Sine Saloum is not the most important
 
for fishing (contributing 5.5% of Senegal's total value
 
added from fishing in 1977 with approximately 20% of the
 
country's total population), the islands of Saloum constitute
 
a major part of the maritime area of the region.
 

5.6.3.6. 	 The tradl.ional pirogue fishing sector is most important in
 
the zone of influence of the road. Key development projects
 
which are of direct benefit to this sector in the Saloum
 
Islands are :­

a) 	motorisation of the pirogue fleet, which in 1977 had
 

reached 66Z of the total fleet, twice as many as In
 
1963. The 	5th Plan will extend this further.
 

b) 	development of freezer centres, of which the ones at
 
Djiffer and Fatick are already operational in ti's region,
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c) development of training facilities for fishermen. 
The only one currently operational is at Joa1. This .. 
programme is experiencing considerable delays due to 
lack of funding. 

. 

d) the establishment of the fish processing factory at 
Djiffer. 

e) the development of the "Centre d'Assistance A la 
Piche Sgndgalaise" (CAPAS), which started in January 
1979 with Canadian CIDA financing after a considerable 
delay. 

-

5.6.3.7. As yet, the key difficulties that prevent adequate integration 
of the maritime pirogue fishing sector in the economy of the 
country are the lack of an adequate distribution network into 
the interior, with chilling and freezing facilities, and the 
lack of training and organisatlon of the pirogue fleets. The 
projects included in the Plan are only being Implemented 
slowly. Until these projects are implemented, the penetration 
road from Diosmone to N'Dangane will only play a limited role 
in aiding the distribution and marketing of production from 
this sector. 

S 

* 

5.6.3.8. As far as industrial maritime fishing is concerned, major 
planned projects are :­

a) the development of a modern fishing port at Djiffer 
together with the fish processing factory : the 
studies have been completed and a project is being 
prepared for the development of a wharf and associated 
facilities ; a 

b) the development of an artisanal fishing fleet of 30 
boats based on Djiffer, financed by Spain, Italy, and 
Japan. 

5.6.3.9. As noted above, the development of the N'Dangane - Joal Road 
will mean produce destined for Dakar from Djiffer is unlikely 
to use the Diosmone - N'Dangane Road. Produce for central 
and eastern Senegal, however, will probably use it. 

5.6.3.10. In smoary, the potential of the Diommone - N4'Dangane Road 
as part of the distribution infrastructure :or fisheries 
produce requires the implementation of other projects 
before it can be fully realised. The road is there, however, 
for the time when they are carried through. 

5.6.4. Agricultural DevelopMnt 
0 

5.6.4.1. The region of Sine Saloum and the zone of influence of the 
road lies wit-in the "Groundnut Basin". Groundnuts account 
for 7$ of e-,agl's agricultural exports, and 401 of rural 
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incomes. The Government is seeking to diversify-agricultural
 
production, in particular towards the cultivation of cereal
 
crops, which are currently imported and provide and drain on
 
the balance of payments.
 

5.6.4.2. After the drought years 1968-1972, Senegal experienced three
 
years of good rains from 1973 to 1976. At this time the
 
Government also increased agricultural producer prices and
 
subsidised the factors of production. This lead to increased
 
production, and an increase in the proportion of primary
 
sector value added accounted for by agriculture. In 1977 and
 
1978, however, the rains were poor again, and this is
 
reflected in the statistics set out in tables 3 and 4.
 

Table 3. Agricultural Production, Key crops 1973/4
 

to 1978/9, and objective 1981
 

('000 tonnes)
 

(Objective)
 

1973/4 1974/5 1975/6 1976/7 1977/8 1978/9 1981
 

Groundnuts for oil 675 994 1,450 1,182 586 950 1,200
 

Millet & Sorghum 511 780 677 507 416 795 750
 

M i ze 32 43 49 42 32 47 148
 

Rice 64 117 116 106 62 128 300
 

Cotton 33 41 43 47 38 40 66
 

Horticulture 64 86 103 103 90 108 n.a.
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Table 4. Development of value added in Agriculture 1972/3-1977/8
 

Current F/CFA Milliards, %
 

1972/3 	 1973/4 1974/5 1975/6 1976/7 1977/8
 

Agriculture Value
 

Added as % of Primary
 
Sector Value Added 44% 47% 59% 60% 54% 45%
 

Value Added,
 
Agriculture 27.6 37.6 72.6 84.3 73.3 49.4
 

Of which
 

Groundnuts 	 10.1 16.0 35.0 50.3 40.5 21.5
 

Cereals 	 10.5 14.1 28.2 23.6 21.6 17.1
 

Source : 	5th Social and Ecotnomic
 
Development Plan (Revised)
 
April 1979
 

5.6.4.3. 	 -Mc importance of the Sine Saloum region in Senegal's
 
agriculture is shown that, with 20% of the population, it
 
accounted for 35.8% of total value added in 1977, and 36%
 
of total hectarage under cultivation.
 

5,6.4.4. 	Although the mission was not able to obtain any statistics S 
specific to the zone of influence of the road, it was clear 
from observation that it passes through an agriculturAl area. 
The mission saw several groundnut depots, where lorries were 
loading sacks of groundnuts. 

5.6.4.5. 	 In total, F/CFA 6.8 milliard of agricultural Investment is S 
planned for the 1777-81 development plan in Sine Saloum as 
revised. This consists mainly of the region's share of 
national development projects. Almost two thirds of this
 
invastment is being channelled through SODEVA (or a wide
 
range of rural development and extension measures. At
 
Fimela, the mission saw a large grain store under construction.
 

S.6.4.6. 	 The mission consiter It reasonable to conc:ude that the Miosmone 
- Tvaela - N'"aDAnne Foad proviJos an inportant artery !or the 
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evacuation of agricultural produce from the area and for the
 

supply of inputs.
 

5.6.5. Tourism
 

5.6.5.1. The AD3 appraisal report of January 1973 emphasised tourist 
development in the area as a justification for the project, 
discounting however, some of the plans that were included in 
the Louis Berger study. 

5.6.5.2. The appraisal report took into account the development of 80 
beds by 1974/5 in the three tourist zones of N' Dangane, 
Niodor, and Dionewar. In fact the following development had 
occured by 1978 

Establishment 	 N" of beds
 

Hotel Dior, Kaolack 	 60
 

Camp at Toubacouta 	 30
 

Relay camp, Kahore Beach 	 32
 

Canp at Djiffer 	 23
 

Relay camp at Fatick 	 12
 

Hotel dt Paris 34
 

Hotel N'Dangane (under construction) 120
 

Relay camp Dionewar 	 40
 

Camp Foundiougne 	 80
 

Total 	 431
 

5.6.5.2. 	 In 1975 there were 108 beds in the Sine Saloum region.
 

5.6.3.3. 	 The intention ts to develop tourism in the Saloum Islands 
area as part of circuits based on Dakar and the adjacent 
"Petite C~te". The [iosmone - N'Dangane Road is an import­
ant link in this.
 

5.6..4. 	The statistics published by the Secretariat d'Etat au 
Turisme do not piovide occupaicy rates separately for Sine
 
Saloum, nor do they provide statistics of the number of
 
tourists visiting the SleUM Islands. A detiled enquiry
 
would by needed to assess this. It should he noted however, 
that for the full potential of the Saouu Islands to be 
realised, adquiat ferry fo:llties are needed, which are 
.urrett:y not ;vailabl., which rtduces t-, impact of the raJ, 
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5.6.5.5, The 5th Social and Economic Development Plan notes that
 
between 1974 and 1977 the construction of tourist facil­

ities proceeded faster than the growth in the number of
 
tourists arriving in Senegal, leading to a fall in
 
accupancy 	rates to below 30% in some areas.
 

5.6.5.6. Between 1977 and 1978, however, there was an increase
 
of 15% in the number of tourist arrivals, and a 25%
 
increase in the number of nights spent. This was the
 
most significant growth achieved since 1973/4.
 

5.6.5.7. Tourism is now Senegal's second most important earner
 
of foreign exchange, after groundnuts and before fish
 
products. In 1975 foreign exchange receipts were F/CFA
 
1.54 milliard, in 1978 they reached F/CFA 2.96 milliard.
 

5.6.5.8. 	 In conclusion, the mission assessed that the Diosmone -

Fimela - N'Dangane Road provides an important part of 
the necessary infrastructure for the development of 
tourism in the area. It was not able, however, to 
finally assess whether the current level of tourist 
activity has reached that forecast in the appraisal 
report, although the provision of beds has gone beyond 
that specified. 

5.7. Conclusion
 

5.7.1. 	 The road that has been built between Diosmone and N'Dangane
 
is in good condition. Apart from the delays during the
 
construction phase the entire project from study through to
 
completion appears to have been successful.
 

5.7.2. 	 The mission was left, however, with the impression that the
 
road has been built considerably ahead of the developments
 
tiat it is intended to serve.
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SUMMARY REPORT OF JOINT EVALUATION COMMITTEE 
MISSION TO SENEGAL, APRIL 16 - 22 1980 .
 
ZIGUINCHOR - CAP SKIRRING ROAD AND BRIDGES
 

1. Project
 

I.]. 	 This project consists of the construction of 3 bridges along the new
 
alignment of the Ziguinchor - Cap Skirring Road (approximately 70 km),
 
and the construction of the road itself to bitumen standard. The project
 
is situated in the Casarance Region of Senegal.
 

2. Purpose of the Mission
 

2.1. 	 The mission visited Senegal to review two projects, the Diosmone - Fimela 
- N'Daagane Road in the Sine S.loum region, and the Ziguinchor - Cap 
Skirr'ng Road and Bridges in the Casamance region. As far as the latter 
is crncerned, the purpose of the mission was to :­

2.1.1. 	 Discuss with the appropriate authorities the feasibility and
 
,inal engineering studies carried out by Louis Berger Inter­
national for the road and bridges
 

2.1.2. 	 Discuss the in.plementation of the project, which is in two 
phases, the first being the bridges, the second the construction 
of the road; 

2.1.3. 	 Visit the project site anA obtain infounation on the progress of 
the project and gain an impression of its potential impact on 
the aria ; 

2,1.4, 	 Obtain information on fishing, tourism, and agricultural
 
development in the zone of influence of the road.
 

3. Co poition of the Mission 

3.1. 	 The mission was composel of Mr. C. Anegavie, Co-ordination Unit, ADB,
 
and Mr. J. Speed, Consultant to the Joint Evaluation Committee (JEC).
 

4. Prograr-z: of the Mission 

4,1. 	 The pr grae of the mission %,as as set out in the sumary report on 
the Lilosmone - ii.-.ela - :;'Dangane Road project. 

4.2. 	 The visit to thu project site was on April 20 and 21. Mr. Speed 
visited Cap Skirrin4 on April >'. and travlled hack to Ziguinchor 
aior.g the evistinT r-id an,.' part of the n..,u road on the morning of 
Apri. 21,by "taxi-br,.uase". This enablod the mission to obtain a 
first ha mt'pression of theQ condition of the existing road. and the 
touri~t ari agricultural devcl,:pnment in the western Casamance, At 
Ziguinchor h rejoined Mr. ,egaviv, together with Mr. P. Mangane, 

i~e,.:eur ,J. l'Infrastrocture, Travaux Publics: Mr. C. soa8rIl, head 
of Ceorozgetti, supervisin4 rnsultants for the road construction; 
Xr, Gri. aiii, r 'iiHnt irnq:ln.eor of SOSTER, c, rE;ructton contractors; 
., ), Si:'b, thef Ii 3cr',', T ;; nal des T.P. de Casamance; imd Mr. 
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A. Diallo, project site liaison officer for the Senegalese adminis­
tration.
 

5. Findings of the Mission
 

5.1. Status of the Project
 

3.1.1. Phase I : 3 bridges
 

5.1.1.1. 	 The first phase of the project financed by ADB, consisting

of the construction of 3 bridges over the Kamoboul River
 
(360 metres), the Vatakolous River (210 metres) and the
 
Diakene River (72 metres), at KM 28, 50, and 53 respectively
 
from Ziguinchor, is complete. The first of these bridges

is on the existing alignment and was opened for traffic in
 
May 1979. The other two bridges are on the new alignment,
 
and so are not yet in use.
 

5.1.2. Phase I : the Road
 

5.1.2,1. 	 Construction started on the road in October 1979. The first
 
section to be constructed is the 28.5 km from Ziguinchor to
 
the Kanobeul Bridge, starting at the bridge end. The target
 
of the contractor and supervising consultants is to complete

this section before the rains come, which normally would be
 
by mid-June. Although the contractor is currently about one
 
and a half weeks ahead of schedule, and planning work is two
 
months ahead of schedule according to the consultants, the
 
target that has been set is demanding, and if the rains come
 
early, it is probable that this section will not be completed
 
in time.
 

5.1.2.2. 	 Currently, the contractor is 4orking extendel hours including

week.nds. At the bridge end of the section, several kilo­
metres have received their second layer of bitumen and basalt
 
chips, and from Km 17 to approximately Km 24 either the first
 
seal or the seal and first layer of bitumen and basalt has
 
been applied.
 

5.1.2.3. 	 Between Ziguinchor and Brin (approximately 12 kn) work is
 
either at the foundation, sub-base, or base course stage. 


5.1,2.. 	 Although the intractor is concentrating on the Ziguinchor -

Kamcbeul Bridoe section, vore important work is occuring on
 
the Ousxouye - Cap Skirrtng section, along the new alignirent, 
Approximatoly 7.5 km of this section passes through mangrove

swiaps and "mariots", requiring extensive fill to provide a 

suitable base, This necessitates building up a 35 m wide
 
platform before the rains, allowing it to settle and stabilize
 
until after the rains when it will be possible to start road
 
construction on it. M.. Spet.d saw work progressing on this
 
during his flight from Ziguinchor to Cap Skirring on April 20.
 

5.1,2.5. 	 The ccn~trac~utl period for the constructiorn ef the road is 

S 

S 

'
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for 30 months (24 months work, 6 months suspension due to 
2 rainy seasons.) Work should be completed in March 1982. 

5.2. The studies by Louis Berger International 

. .5.2.1. Louis Berger International carried out two studies for t 
road and bridges :­

. . 

a) Economic and Technical Feasibility study between 
August 1972 and the end of 1973, financed by a 
grant under the ADB/USAID Regular Grant programme 

b) Final Engineering Design and Preparation of Bid 
Documents between March 1975 and April 1976, financed 
by an ADB loan approved in September 1974. 

5.2.2. The mission wished to obtain the vlev' of Travaux Publics 
about the delay between the feasibility study and the final 
engineering design study. Mr. Mangane, Directeur de 
l'Infrastructure did not consider that the delay was abnormal. 
He was not aware of any particular reasors for the delay. It 
simply took time to arrange for a different source of financing 
for the second study, once the feasibility study had shown 
that the project was feasible. 

5.2.3. Mr. Cousin of Louis Berger International said that delays of 
this sort between the two studies were frequent, particularly 
where different fundin& sources are used. As consultants, it 
was a problem they had to live with. In this case, no-one 
from the team that carried out the feasibility study was 
available for the final engineering design study. This did 
not prove to be such a dlsadvantqge as might be expected, in 
his opinion, because Louis Berger was able to bring in two 
engineers with special experience of road construction in 
mangrove swamps. 

5.2.4. Despite the view expressed both by the representatives of T.P. 
and the consultant, the mission considers that every effort 
should be made to reduce delays of this sort by careful 
programning of project stages and development. The mission 
feels that the delay in this case was longer than is aesirable, 
and could be shortened. 

5.2.5. Xr. Mangane informed the mission that the studies carried out 
by Louis Berger International had been implemented satisfactorily, 
with good liaison with the Senegalese authorities. He said, 
however, that one of the reasons for choosing Geoprogetti as 
supervising consultants rather than Louis Berger, was to see 
whether there were any problems in implementing the Louis Berger 
design. If Louis Berger did the supervision, he thought that 
they night be able to cover up any deficiencies in the existing 
design. 

5.2.6. Indeed, diuring the site visit the misslon learned of a number
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of problems which have arisen, some as d result of apparent
 
deficiencies In the Louis Berger study, others resulting from
 
the delay 	in implementing the road project, It should be
 
noted that at the implementation stage of a project there are
 
always changes made to the final engineering study. The
 
problems and changes are set out below. .1­

5.2.6.1. 	 The alignment adopted by Louis Berger leading out of
 
Ziguinchor would have required demolition of 50 dwellings,
 
with compensation for the owners. The Government had decreed
 
that as far as possible, this should be avoided, so by
 
amending the alignment slightly, involving some compromises
 
with normal engineering practice, Geoprogetti has been able
 
to reduce the number to 7 dwellings. They are also trying
 
to keep to a minimum the number of trees that have to be
 
felled.
 

5.2.6.2. 	 Along this same initial section, there are now some concrete
 
storr. drainage ditches which did not exist at the time of
 
the Louis Berger study. This has necessitated design modifi­
cations to the road to take these structures into account.
 

5.2.6.3. 	 According to Mr. Isoardi, the Louis Berger study did not take
 
sufficient account of the salinity levels in the drainage
 
water along the sections of existing alignment which are to
 
be retained. Accordingly, it did not envisage replacing the
 
existing steel culverts along these sections, Geoprogetti
 
h3s found, however, that these culverts are rotting, and need
 
to be replaced by concrete structures.
 

5.2.6.4. 	 Again according to Mr. Isoardi, the Louis Berger study did
 
not adequately assess the problems of obtaining sufficient
 
fresh water supplies f-'r the construction of the road. At
 
Brin, for example, it was proposed by Louis Berger to sink
 
a 10 metre well. In the event, a 182 metre borehole has
 
been required to obtain suitable quantities of fresh water.
 
The other boreholes that have been sunk are between 60 and
 
80 metres (eep.
 

5.2.6.5. 	There are onsiderablc problems in obtaining adequate supplies
 
of materials suitaoie for road building. The Louis Berger
 
study identified two main quarries, at Brin and Etome, for
 
laterite supplies fcr the foundation no', Since
base courses, 
the study, T.P, and private contractoti have used these quar­
rie%, Ae, that at Etome no good supplies of laterito are left. 
Geuprogetti has had to carry out another geotechnical survey 
to add to the quarry s;ites. They have identified several 
more, but the quality of the laterite fi inferior. It is not 
of sufficivnt quality to be u4ed for t'e read shoulders with­
out ceent stabilization, as hnd been reer,=ended originally 
by Louis Berger. Zasalt chips for the wearing surface have 
to be hauled 700 km to the project site, The problem with 
supplivs of t.aterite illustratos well the sort of problems 
that arise .hun th4re are considtrible delays in execution 
thus rv:*l . tH .2;_rlkt; ' : repn.4te'4. 
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5.2.6.6. At Brin, Geoprogetti have altered the alignment prepared 
by Louis Berger. Although this involves the retention of 
a sharp almost 90' curve in the road, it avoids knocking 
down 7 or 8 dwellings, and also avoids desecrating a 

* sacred forest. It appears that Louis Berger may not have 
spent sufficient time on the groundwith the local autho­
rities checking that the alignment was acceptable from the 
point of view of local customs and traditions. 

5.2.6.7. At Oussouye there has been a further major change of 
* alignment. Oussouye is growing (in 1976 the population 

was estimated to be about 2,500) and the government has 
requested that an alignment through Oussouye should be 
chosen, avoiding the need for a spur to the village. It 
should be noted here that in the feasibility study, Louis 
Berger considered the two alternatives in some detail and 

• recommnended the option with the spur to Oussouye as 
being more economic. This was accepted by the authorities 
at the time. This amendment seems also to reflect changing 
conditions and :ttitudes over a period of time. The align­
ment now adopted avoids a lot of rice growing areas that 
would have been affected by the Louis Berger alignment. 

5.2.6.8. Between Oussouye and Cap Skirring, the road passes through 
an area of mangrove swamps and inlets ("marigots"). The 
alignment in the Louis Berger study presents several problems 
according to Mr. Isoardi. First, in a couple of places, 
where the plans show relatively minor amounts of water to be 
coped with by drainage, Geoprogetti has found wide and fairly 
deep stretches of open water which would need to be bridged. 
Secondly, in one place the road passes tangentially to the 
curve of a major marigot. This alignment passes straight 
over the only dwelling in the area, and is also so close to 
the edge of the marigot that there would be danger of severe 
erosion to the road if this alignment were retained. Accord­
ingly, Geoprogetti have moved the road a few metres. Mr. 
Isoardi did not consider that changes in the hydraulic condi­
tions of the area since the Louis Berger study were responsible 
for this. He wondered whether sufficient time had been spent 

• on the ground in the area. Access is extremely difficult, 
with long journeys by pirogue and on foot through Inundated 
areas being necessary. 

5.2.7. 1he nisiion asked what the impact of the changes on the cost of 
the project wfuld be. Mr. IsVardi said it was too early to say, 

0 as he had not yet assessed the balance. Some changes had re­
sultcd in econoies, others in added expense. 

*,3. Deia'i between f.onpletion of studies and imeleintaton 

5.3.1. The final engineering design study was completed In April 1976, 
* and was foil,dwed by an AD% appraisal ti~ssion six months later, 

and .2,roval of a loan for the 3 bridges in February 1977. 

5.3.2. It wa; intertal that th, r, i n brdges sho-uld c c(ons tructed 
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simultaneously, with a co-financing package including ADB for 
the bridges, with the Islamic Development Bank (IDB) and the 
Arab Bank for Economic Development in Africa (ABEDA) financing 
the road. Indeed, Lhe ADB appraisal report for the bridges 
recommended that a condition precedent to firot disbursement 
of the ADB loan should be the securing of a firm commitment 
of Senegal from these two sources for the road construction. 

5.3.3. A tender for the whole project was issued in 1976, but could 
not be proceeded with because ABEDA did not come forward with 
its contribution. Despite this, ADB allowed the bridges 
component to go ahead, and then agreed to fill the financing 
gap for the road as phase II, at the request of the Senegalese 
Government. 

5.3.4. The result of this difficulty concerning the financig of the 
whole project was that the implementation of phase I was de­
layed until the end of 1977, and phase II required a second 
ADB appraisal in 1978, with the loan by ADB being approved in 
February 1979. Work started in Cctober 1979, although at the 
time of the visit of the mission, Geoprogetti still had not 
been able to sign a contract with the Senegalese Government. 

5.4. Training of T.P. Personnel 

5.4.1. The mission asked whether T.P. had been able to arrange for 
training of its porsonnel either with the consultants for the 
studies or with the supervising consultants. Mr. Mangane 
said that it was the policy of I.P. to negotiate the inclusion 
of T.P. staff in consultant teams for training purposes wher­
ever possible. Two senior technicians are attached to 
Ceoprogetti and the arrangement seems tc be working well. 

5.4.2. This policy is relatively recent, and Mr. ?4ngane said that it 
was too soon to assess its impact. It clearly has potential 
to be an important source of training and experience, however. 

5.5. socio-Economic Impactof the Road and Bridges 

5.5.1. The project area 

5.5.1.1. The prr ject ii situated in the Basse-Casamance sub-region of 
the Caamaare, in the south western tip of Senegal. The 
CaWamance region is one of the richest in the country, 
abounding in luxurious vegetation, navigable inlets, wildlife, 
and attractive beaches. The road inpact area is primarily 
farmlands, plains, forests and mangrove swaips. 

5.S.2. Population 

5.5.2.1. The misslon was unable to obtain statistics for the total 
ptpul iton in the zore -I1inhflence of the road. It was, 
hcwevr, able to obtain x-ne Information from the 5th Social 
,i, ccn nin. Dot.lop~ent Plan (1977-fl) on the Casamance 

0 



0 

5.5.2.2. 


5.5.3. 


5.5.3.1. 


5.5.3.2. 


5.5.3.3. 


5.5.4. 
5,5.4.1. 


5..4.2. 
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region. The total population of the region has increased
 
from 620,000 in 1967 to an estimated 774,000 in 1978, of
 
which 81% live in rural areas. The population of the
 
Casamance amounts to 14.5% of Senegal's total population
 

- estimated at 5.4 million in 1978. Forecast population
 
growth for the period 1970-81 is estimated to be 7.1% per
 
annum for the urban areas of the region, and 1% for the
 
rural population, giving an average of 2% per annum for
 
the region's total population.
 

The two major settlements on the road are Ziguinchor, the
 
regional capital, with a population estimated to be more
 
than 80,000 in 1978, and Oussouye, where population is
 
approaching 3,000. In 1973 Louis Berger estimated the
 
population in the zone of influence of the road to be
 
almost 100,000. Applying the rates of increase above, the
 
1980 population is estimated to be over 140,000.
 

Traffic levels
 

Although the road is not complete, the mission was able to
 
obtain some information on current traffic levels on the
 
existing road. In May 1979, a traffic count was taken close
 
to Ziguinchor, which found during the week of the count an
 
average daily traffic of 387 vehicles. This compares with
 
a forecast of 431 vehicles/day in 1980 contained in the ADD
 
appraisal reports, based on the Louis Berger study. This
 
total volume of traffic is not broken down by vehicle type
 
in the traffic count.
 

During the journey back to Ziguinchor from Cap Skirring,
 
Mr. Speed had t.e opportunity to observe traffic on the
 
existing road. Between 08.00 and 09.00 hours several taxis
 
left Cap Skirring for Ziguinchor carring a mixture of
 
tourists 4nd people travelling to Ziguinchor on personal
 
bubiness. Several were carrying agricultural and fish produce.
 

he journey from Cap Skirring t,. Ziguinchor currently takes
 
about 2 1/2 hours for the 80 km. The road is in poor
 
condition, not having been designed, but merely graded
 
through the bush. It crosses arpas of rice paddy which
 
must be impassable during the rains. The new road will re­
duce journey time to less than one hour,
 

ASH uijril Doe 0 rruwnt 
Statistims on the development of agriculture in Senegal 
as a 
whole during the 0970's are given In the itport on the 
Wlosvone - rimlva - v'rwngane Road, and are not repeated here. 

Vie importante of the C4samanCe rerion in the &gricultural
 
production of the country Is considorable. In 1977, with
 
14.* f the co'ntr?'s papiltLfn tnd 11 cl the country'
 

t17o oa*vR1j lo i thI~ 

0 
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country from arable agriculture, and 22% of value added
 
from livestock. This is a function of the Casamance'a
 
favorable climate, with heavier rainfall than other parts
 
of Senegal.
 

5.3.4.30 	 As far as certain crops are concerned, the Casamance's |
 
position is even more striking. In 1976 it produced 84%
 
of the nation's production of rice, the staple food of
 
Senegal, 38% of the country's cotton, 34% of its maize,
 
and 53% of its potatoes.
 

5.5.4.4. 	Hr. Speed observed very wide expanses of rice paddy,
 
reliant on rainfall for their water source rather than
 
irrigation, in the area between Oussouye and Cap Skirring
 
on the old alignment. As the mission took place in the
 
dry season there was no cultivation in progress, although
 
farmers were beginning to prepare the paddy.
 

5.5.4.5. 	Of particular importance to the development of arable
 
agriculture in Casamance is the establishment of SOXIVAC
 
(SocidtZ de ise en Valeur Agricole de la Casamance) in
 
November 1976. In the revised plan 1977-81 it is planned
 
to spend F/CFA 7.2 milliard through SO'NIVAC out of a total
 
planned investment of F/CFA 13.313 milliard for agriculture
 
in the Casamance. Currently, SOMIVAC is concentrating on a
 
series of projects for dams across certain "marigots"'with
 
the objective of controlling salt *iater intrusion and
 
reclaiming land for cultivation. Louis Berger is involved
 
in the studies for these dams, Unfortunately these projects
 
are currently being delayed for lack of finance.
 

5...6. 	A project that $0IVAC has taken over in the Basse-CasAmAnce,
 
has since 1973 increased rice yields on 8000 ha from 1.5
 
tonnes/ha to 3 tonnes/ha. Forecast investment in livestock
 
development during the period 1977-81 is much more modest at
 
r/CFA 172 	million for the whole Casamance. F/CFA 150 million
 
of this is for a regional abattoir at Ziguinchor.
 

3.5.4.7. 	Although the road is not yet completed, the mission obtained
 
the impression that itwill prove an Important link in the
 
distribution of agricultural produce, particularly rice, from
 
the zone of influence, reducin% transport costs. The mission
 
noted., however, that as there are a number of small settle­
ments and rice growing areas along the existing road frcm Cap 
Skirrlng to )1issouiye whiih wil* not be on the ntv road, itwill 
be rxst Impoitant for the cxisting rna4 to be maintained and 
imprnved as a production feedur road leading onto the ney road. 

5.5.S. "OsheriesDeeloment 

1.5,1. 	As with agriculture. the report on Do.3smine - Finela ­
WD'Dngane oad prcvldt-s detail* of the national 4evelopment of
 
fishoeris.
 

http:5.3.4.30
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the total 	fisherie& value added in Senegal was F/CFA 1,186
 
milliard, 	or approximately 7%. This is primarily sea
 
fishing with pirogues, using traditional methods.
 

5.5.33. 	A modern fishing industry ii bling located at Elinkine on 
the Casamance River, which is linked to Oussouye by a dirt 
road. This project, referred to in the 1979 ADB appraisal 
report consists of :­

a) 	the installation of freezer facilities : this is
 
already done ;
 

b) 	development of a modern artisan fishing fleet of
 
22 units, based on a development of traditional
 
fishing ;
 

c) 	the development of fishing port facilities at
 
Elinkine.
 

5.5.5.4. 	Like most projects in the 5th plan, the Elinkine project
 
has toved forward rore slowly than originally planned.
 

5.5.5.5. 	As noted in the report on the N'Dangane - Finela - Diosmone 
Road, the regional maritime fishing industry will only be 
acequately integrated into the economy of the country when 
there Is an adequate distribution network of cold centres 
so that fish can be transported long distances inland with­
out deterioration. A regional road such as the Ziguinchor -
Cap Skirrine Roao can help, but the complimentary investment 
is needed if its full potential can be used. 

5.3.5.6. 	There is potential for devloping freshwater fishing in the
 
marigsts in conjunction with the programme of dams for con­
trot of salt water intrusion. The Minist~re des Eaux et
 
Forts is interested In this, bjt currently lacks the meant
 
to do anything. It i. possible that ADU might be asked to
 
finanee a study of this.
 

5 .5.6., Forests 

5.5.".?. xploittion of the timber resources of the southern part of
 
the zone of Influence jf the road is only starting. In 1977
 
the vAlue addvd from this actively was nonetheless greater
 
than fr,vf fishin4 !n the vhole of the Casi4nce, at r/CFA
 
1.5 	nillltrd, or W. of the nation4l tctal. 

... 	 l ring the per'od zi77-f1 '11 nJ Holland are financint a
 
prdJect for the Jeveolc.pent of forests in the basis ­

CiAmt=;ne. There is Also a large project to protect the
 
tirbtr rrsvoirces af the 4roa from bush, fires during th
 
dry 	 *44s0on 

T4,10i rev trsd S~fe 41 aist the ivpltrenti ~n-f thtsm 
pr ,' tca 
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5.5.7. Tourism
 

5.5.7.1. 	 Since 1976, tourism has been Senegal's second largest
 
earner of foreign exchange after groundnuts. The Casamance
 
is Senegal's third-most important region in terms of
 
tourist development after Cap Vert (Dakar) and Thins
 
(Petite COte, just south of Dakar). Considering the
 
isolation of the area (which, of course constitutes part

of its attraction) the level of development of tourism
 
in Casamance in general and Basse-Casamance in particular
 
is significant. In 1976 ADS financed a study of tourist
 
development potential in the Casamance. The recommenda­
tions of this study are currently under consideration.
 

5.5.7.2. 	 The Louis Bergqr feasibility study estimated that 75-80%
 
of the benefit.s from the road would come from tourist
 
development, using a value added approach. The ADB
 
appraisal report did not quantify tourism benefits other
 
than in issessing road user savings from tourism induced
 
traffic. This substantially reduced the importance of
 
tourism benefits to the calculation of the internal rate
 
of return. The ADB appraisal reports do not specify
 
forecast tourist development, the louis Berger study

applies sensitivity analysis to a rate of development of
 
between 200 and 400 beds per year, assuming improvements
 
to the Cap Skirring airfield to provide a Class C level
 
of facilities (capable of handling HS 748 aircraft) by
 
1977. and completion of the road in 1977.
 

5.5.7.3, 	In 
tne event, in 1978 there were 892 beds in the CAsamance
 
region, and there has been further development since then.
 
The mission was unable to obtain separate statistics for
 
the BasS-CsamAnce, but the following is available from 
the 5th Development Plan :­

a) Hotels t_CaZ Skirrinl 	 1" of bad*
 

Club dit~rranke 	 412
 

Hotel Kbrousse-nissor (gocitour) 120
 

Hotel Lrmitai 	 not known
 

Hotel Aubert 	 not known
 

Rvtel Altvvrt 	 not knorin 

liitvi 'toiA4 100 
Jthtegi, naievs n,)t o4taifiO4 no~t known 



5.5.7.4. In addition to this, a Camp at Kolda with 20 beds is
 
complete, and two local relays with a total of 40 beds
 
are also complete.
 

5.5.7,5. 	The long planned VS IA hotel at Cap Skirting with 150
 
beds forecast has not yet gone ahead and may be a dead
 
project, as the investors state they are waiting for an
 
adequate level of infrastructure before they commit them­
selves to the project.
 

5.5.7.6. 	The number of tourists arriving in the Casamance, the
 
majority of whom will have passed through Ziguinchor,
 
almost doubled between 1977 and 1978, from 12,601 to
 
22.944. Surprisingly, however, it seems that the number
 
of nights spent by tourists actually fell slightl7, from
 
93,961 to 91,268. The average number of nights/tourist
 
therefore, dropped from 7 1/2 in 1977 to 4 in 1978. This
 
was against the trend in all other regions. The mission
 
suspects there may be an error in those figures which are
 
taken from "Statistiques du Tourism* - Annie 1978"
 
published in December 1979 by Secretariat d'Etat au
 
Tourisme.
 

5.5.7.7. 	As far as complimentary development is concerned, the
 
runway at Cap Skirring has been bitumenised and is
 
capable of receiving HS 748 aircraft. Itt is planned to
 
reinforce the runway to take Tokker F 27 which are shortly
 
to be introduced by SONAIRA. Roth Ziguinchor and Cap
 
Skirring airports will isv. additional investment in
 
equipment during the 5th Plan.
 

5.3.7.. 	 Plans to move Ziguir.chor airport away from t0 tovq and to
 
u4pradv it have been withdrawn frem the 5th Plan in its
 
revised versin (April 1979).
 

S. .7,9. 	 In sun,"ry, the mission was able to establish that tourism
 
in the taste-Casaance between and at Ziguinchor snd Cap
 
Skirritij has devloped substantially during the latter part
 
of tht 1970's, withuut the new road, and It &eems roasonablc
 
to suppo'se that the completion of the bitumen ro4d will assist 
futqre devolopment t f this rnst attractive area. 

5. 	 i. 14 i tq ( ,i that this prtoject is prr .0,6ni woll. Tbore 
hAve t1,ez 	'4al4ys iurins the icurae (f prep'aring this project in 
raxtbiulir bwtvs€¢n the f-e16Vility .tW4 4MJ the final enZineCr­
ing 4.i,41n, And tOwn 	 betwotif JIV 4aisin And inplt­

tietfL' ;-jet. 	 I;".-ttnN wIs Well 

* 	 '7..tNLk-n (of14W11 tlha-t Oil r'444 Vila ba 4M ir~prtatt ltcm 
)i Intral 6t .- rf In 44 ;' oo ltwr1*1'.hJ- ;.vt*"t Wl tit 
this 4'~r. 

http:ltwr1*1'.hJ
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SEN'EGL: OIUTE ZIGUINCHOR-CAP SKIRRING
 

The nov road under contruction. 

La nouvelle route en construction. 

0 iuld"S road. 

0me actuelle.
 



SENEGAL: ZIGUINCHOR-CAP SKIRRING ROAD
 

SENEGAL: ROUTE ZIGUINCHOR-CAP SKIRRING
 

K mabeul Bridge. 

Pont Kamabeul, 

Village# MISS Casmaunc.
 

VillIge Sam Caemance.
 



SLMMARY REPORT OF JOINT EVALUATION COMMITTEE
 
MISSION TO BENIN, APRIL 24-25, 1980
 

I. 	ProJect t Construction of a new bridge across the lagoon at Cotonou,
 
improvements to the existing bridge, and the construction
 
of a dam across the lagoon.
 

2. Purpose of the Mission
 

2.1. 	 To discuss with the appropriate authorities the detailed engineering
 
study carried out by Sanders and Thomas Inc. for the three sub-projects
 

2.2. 	 To obtain a recent report on the status of implementation of the
 
sub-projects ;
 

2.3. To visit 	the sites of both bridges and the dam
 

2.4. 	 To obtain any information on the socio-economic impact of the
 
sub-projects, In particular the effect of the dam on controlling
 
salinity in the lagoon and Lake Nokou6, and thus on the development
 
of the fishing industry.
 

3. Composition of the mission
 

3.1. 	 The mission was composed of Mr. J. Speed, Consultant of the Joint
 
Evaluation Conmittee (JEC). It had been intended that he should
 
be accompanied by someone from ADB on the mission, but this did not
 
prove to be possible.
 

4. The Progras-e of the Mission
 

4.1. 	 The following was the programs of the mission s­

4.1.1. 24 A ril Arrival at Cotonou, 11.30 hours, where the mission
 
was met by Mr. H. Doutetien, of Service des Etudes,
 

Direction des Routes et Ponts, Ministre des
 
Travaux Publics (T.P.), and Mr. M. Laourou, of
 
Direction des Affaires monetaires et Dancaires (DAMB),
 
Ministfre des Finances. Mr. Laourou was responsible
 
for the mission's rranisation and attended all
 
meetings.
 

12.15-12.30 1 Short meeting with the DIrecteur des
 
Rcutes et Ponts.
 

12.145-14.00 1 Meeting with Mr. Gondou, Chef du
 
Service des Etudes, Direction des Routes et Ponts,
 
inistra des T.P. and Mr. G. Vlachos, Res(Jent
 

Engineer, Sanders and Thomas Inc.
 

15.00-17.00 : Visit to the three stb-projects, 
av:o ,Aniad by Mr. Laourout, Mr. Vlachcs, and 
1tssrs. H. Plux 4nd 0. B$cugerot, of Soccfd Jos 

http:15.00-17.00
http:12.145-14.00
http:12.15-12.30
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Grands Travaux de l'Est (GTE) who are the contractors
 
for the dam and improvements to the existing bridge.
 

4.1.2. 	 25 April 07.45-08.30 : Meeting with Mr. A. Ocdni, Directeur,
 
Ddpartment Dette Publique, Caisse Autonome des
 
Amortissements. 


08.30-10.30 : Meeting with Mr. H. Doutetien, Mr. M.
 
Bessalel, Director of Sanders and Thomas Inc. in the
 
United States, Mr. G. Vlachos, and Mr. Fagbouhoun,
 
Directeur des Paches.
 

10.30-11.00 : Meeting with Mr. C. Gandji, Directeur
 
des Etudes, Ministare du Commerce.
 

12.00-12.20 1 Meeting with the Directrice des Douanes.
 

13.00-13.15 : Meeting with Directeur de Ia DAMB,
 
Ministbre des Finances.
 

15.30-18.00 : A second, unscheduled visit to the
 
dam and 	the sandspit across the mouth of Cotonou
 
lagoon.
 

20.00 1 Departure for Abidjan.
 

4.1.3. 	 Considering that the mission had less than two days in Cotonou,
 
it was able to obtain a considerable amount of information.
 
This is largely due to the excellent co-operation of the Benin
 
authorities and cheir readiness to give interviews at short
 
notice.
 

5. The findings of the Mismiun
 

5.1. The 	Status of the Sub-projects
 

5.1.1. 	 The new bridge across the lagoon
 

5.1.1.1. 	 The new bridge across the lagoon at the Boulevard St. Michel
 
is financed by USAID. It was completed in October 1979, and
 
currently the contractor (the American firm Nello Teer) is
 
working on the new access roads to the bridge. These should
 
be completed by mid-June 1980, according to Mr. Vlachos, of
 
Sanders and Thomas, who are supervising the work.
 

5.1.1.2. 	 According to Mr. Vlachos, Nello Tear a:c approximately 5
 
months behind their overall programme. This is because of
 
additional works that have been carried out and because of
 
various delays, fer example in cement deliveries.
 

5.1.1.3. 	 The bridge consists of 2 separate spans, each carrying a two­
lane highway. The first of these spans was opened to traffic
 
in July 1979, the second in October 1979. 
 0 

http:15.30-18.00
http:13.00-13.15
http:12.00-12.20
http:10.30-11.00
http:08.30-10.30
http:07.45-08.30
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5.1.1.4. 	According to Mr. Vlachos and the two engineers from GTE,
 
the maintenance requirements of this bridge will be small.
 
The authorities will have to monitor the extent of scour
 
around the piles, plus normal maintenance to the roadway,
 
lighting, drainage, etc. The mission noted that the level
 
of maintenance of roads inside Cotonou is low, and many
 
bitumen roads are in poor condition,
 

5.1.2. Improvements to the existing bridge
 

5.1.2.1. 	 This sub-project, together with the dam, comprises the ADB
 
financed part of the project.
 

5.1.2.2. 	 Work started on the renovations in October 1979 when the
 
new bridge was opened to traffic, and according to the
 
contract work should be completed in March 1981. Currently,
 
the contractor (GTE) is six weeks ahead of schedule, and the
 
site engineer is confident that, barring unforeseen delays,
 
the work should be completed ahead of schedule.
 

5.1.2.2. 	 The first stage of the work was to break up the central
 
section of the bridge, lift the railway lines, and relay
 
them. In order to avoid disrupting rail traffic, this had
 
to be done at night, with a twelve metre section being
 
completed each night.
 

5.1.2.4. 	 The next stage was to break up and replace the landward side
 
of the roadway. This is currently about 80% complete. The
 
transverse girders across the central part of the bridge
 
have not had to be replaced, nor has the bridge sub-structure,
 
but the wing brackets supporting the roadway have had to be
 
replaced. When the landward carriageway has been completed,
 
the seaward side will be tackled.
 

5.1.3. The dam across the lagoon
 

5.1.3.1. 	 The dam across the lagoon, si uated roughly halfway between
 
the existing bridge and the entrance to the lagoon, was
 
completed in early 1978. It is a low dam consisting of a
 
sand core and rock exterior, with the crest intended to be
 
about 0.5 metres above mean high tide levels. In fact. the
 
top of the dam is uneven, and some parts seem to be continuously
 
below the level of the water on the seaward side, with the
 
result that at half a dozen places sea water is flowing over
 
the dam into the lagoon.
 

5.1.3.2. 	At the western end of the dam are concrete iluiceways which
 
can be closed with crane-emplaced concrete gates. The
 
sluiceays are currently open, resulting in continual salt
 
water intrusion. There appears to be some uncertainty
 
axmngst those involved with the project as to the purpose of
 
the sluiceways. The original dam designed by Sanders and
 
hcmas inc. did not include sluiceways, but was solid across
 
the laton. The Benin authorities, houever, decided they
 
c.,uqd not A4Ce*t this as it wouild Te n thit shrimp ltrvae
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would not be able to onter the lagoon, ending the shrimping 
industry in the lagoon and lake (as had indved been pointed 
out by the consultants). The terms of reference for the 
consultants' study were changed, therefore, to include the 
design of the sluicevays. 

5.1.3.3. It appears that at this stage the sluicevays were not intended 
primarily to allow the floodwaters after the rains to escape 
to the sea and prevent the sandbar closing across the mouth 
of the lagoon. It is instructive to examine what was contaiu.d 
in the ADB appraisal report of December 1974 about this i­

"4.09 ....... The crest includes a 30m long sill, 
2m deep which will be closed by removable concrete 
blocks of 4 tons each. The purpose of this design 
is to pemit the Fisheries Department to exercise 
more direct control of the water flows between the 
sea and the lagoon. This is intended primarily 
for the cultivation of shrimp,.... . ... ..... (mission underl ining) 

4,.10 ....... It (the dam) has been designed 
after exhaustive hydraulic tests and is intended 
partially to biock the tidal flow into the lagoon 
and also to permit the floodwater of the Ou#M 
River to flow over te dam into the sea." 

(missiond rlining) 

5.I.3.l. This appears to indicate, that it was not envisaged that 
the sandbar would permanently close the mouth of the 
lagoon if the concrete gates were left in sluiceways at 
the tit* of the flood of fresh water, i.e. if the dam was 
solid. This is supported by Mr. M. beusalel, the U.S. 
based Director of Sanders and Thoms Inc. who happened to 
be in Cotonou at the time of the mission, and who wrote 
the Athe#matial model Ufr the hydraulic studies. 

S 

.1.3.. If the presence of the dam with the :lulceways c , fd was 
responsible for the sandbar closing across the m,uth oT" 
the lAsoon in 1978, and building up so that it could not 
be breached by floodwaters even with the sluiceways open. 
then It seovms that the crncept and design of the structure 
as originally envisaged isopen to question. It may te. 
however, that by using the rites as a device for controlling 
ft~.aer as well ao confrollina shrap culture in the 

goon, tt sardbar cAn too prewntvd frm permanently
bloc.king the Mmth Of the lagoon atain. 

t.l.#+,. Currently. the oluicewAy# are ,erpAnently opvn, and have been 
since Au!,gt 197 when the bo64 yere lifted out as part of 
the reseal prtpramrs to breach the sandbar with a bulld.oer 
and to allow th flo' vAters to rush through the sluic#;s and 
e1ndlr. :Ue crane that i inDudvdIA the project as the • 
Ilfti4r t e+ivT 

4,54i; li+++tl: 
t4 + [++ +_ + + + +, 

jr+ti 

+ 

4cvti I;*1~eAt ,v+s h n4 +vvrs 
nPt h+4V4 Ai tzoMlftl 
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5.1.3.7. 	 As the sluices have been open for a full dry season (when
 
dater levels in the lagoon and lake are low), the dam is
 
currently ineffective as a salt water intrusion device.
 
The mission saw sea water racing through.the sluiceways­
into the lagoon.
 

5.1.3.8. 	The sandbar has crept across the mouth of the lagoon since
 
it was breached mechanically, but so far this dry season
 
it has not closed the mouth. There is currently a narrow
 
but deep Sap between the sandbar and the reinforced bank
 
of the lagoon.
 

5.1.3.9. 	The economic and ecological impact of the dam and how it
 
has been used to date is discussed in Section 5.5.
 

5.2. Consultant studies
 

5.2.1. 	 Mr. Gondou, of Service des Etudes, T.P. informed the mission
 
that the first studies into the prcblens caused by the new
 
port at Cotonou and the need for a new bridge were carried out.
 
in 1965/6 by BCEOM. Subsequently there was another study in
 
1969 by a German firm. Both of these studies were feasibility
 
studies looking at various options for the bridge crossings
 
and the need for a dam across the lagoon. They helped to
 
reduce the field of work for Sanders and Thomas Inc.
 

5.2.2. 	 The first Sanders and Thomas Inc. study was in 1970. Itwas
 
an economic and technical feasibility study, financed by
 
USAID's bilateral programme with Benin (then Dahomey).
 

3.2.3. 	This study was finished in May 1972, and went almost straight
 
.nto the detailed engineering design. There was very little
 
,ielay between the two stages because USAID was involved at
 
both stages and ADB was asked during the course of the
 
feasibility studies to assist with final design, and ultimately
 
financing of the project. It appears that there was good co­
ordination at this stage.
 

5.2.4. The contract for Sanders and Thomas' final design study and
 
preparation of bid documents was signed in September 1972
 
and was 	due to last for 12 months from the opening of the
 
letter of 	credit, which was in November 1972. The final
 
report, 	however, was not presented until towards the end of
 
1974. The mission was anxious to try to establirh the reasons
 
fur this delay, but was not entirely ssrcessful. Ile Benin
 
authorities were only abe to rtcall the considerable problems
 
and delays which occurred ifter the study was complete, while
 
the representatives of San.',rsand Thomas Inc. could recall
 
certain matters. withqut specifying the time delay Involved.
 
These vere s­

a) after the Pha#. I report, the Benin authorities re­
quested an amendmnnt to the terms of reference to
 
include tho de*Lgn of 1t4lcevays to allow the pasage
 

oI
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b) in order to validate the mathematical model of the 
hydraulics of the lagoon, two sets of data were 
needed, dry season and wet season i this was not 
fully appreciated when planning the study 

c) the borings for the foundations could only be done 
during the dry season. 

5.2.5. As far as supervision of the study by the Benin authorities 
is concerned, there were no problems, according to the 
officials of Service des Etudes, T.P. They do not feel that 
it is necessary to -ave a steering committee which meets 
regularly to review the work of consultants, but prefer to 
give the consultants a certain amount of freedom to pursue 
the study as they wish. Where the consultant has a proposal 
to make, or is having difficulties, then he should request 
a meeting with the relevant persons at Service des Etudes, 
who can involve any other people he feels necessary. 6 

5.2.6. There were no other comments on the Sanders and Thomas Inc. 
study, 

5.3. Delays in the Execution of the Projects 

3.3.1. The ADB appraisal mission for the renovations to the existing 
bridge and for the dam produced its report in December 1974, 
and a loan of VA 4.0 m was subsequently approved in January 
0'75. USAID approved a loan of S 10.9 m (- UA 9.01 m) in 
S;,tember 1974. 

5.2. The first tenders for the sub-projects were issued in May 1975, 
with replies due in August 1975. For the construction of the 
new bridge, however, no tenders were received. Because this 
part of the project was USAID funded, a US contractor had to be 
found. It was necessary, therefore to re-tender for the bridge. 

5.3.3. The acond tender for the new bridge produced one response 
from Nello Teer. According to Mr. Gondou, Service des Etudes, 
T.P. this bid was for $ 18 m which was considerably higher than 
the estimated price of approximately $ 12 m. It was necessary, 
therefore to try and reduce the cost of the project to meet the 
funds avail.ble, but the full $ 6 m gap could not be closed in 
this way, so the Benin Government has had to increase its counter­
part contribution considerably. This is discussed further below 
in paragraph 5.4. 

5.3.4. The, result :f this was that contracts for the construction of 
the new ridge, and for the renovations to the existing bridge 
and the construction of the dam were delayed until 1976. 

5.4. COst. of the Proect 

S.4.1. The mission was able to have a meeting with Mr. A. Ocini, 
Diructeur. Nnartment Dette Publ%ue, Caisse Autonme des 
A.mrtisscvnnts, who was a5. to ?rovide a %ur*-4ry of the 
current fintncial prsitln with retard t tha 45 part of 
przjoe;t. This 14 tu.-Afisel In 7ablo 1. 

the 
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Table I. Summary of Forecasts and Actual Costs,
 
Renovations to Existing Bridge and Dam
 

Initial Cost Latest Est./ Difference
 
Forecast Actual
 
F/CLA m) (F/CFA m) (F/CFA m) .
 

Dam 	 949.5 986.4 + 36.9 + 4
 

Renovations to 
Existing bridge 338.8 575.0 + 236.2 + 70 

Total 1,288.3 	 1,561.4 + 273.1 + 21
 

$.4.2. 	 The reason given for the escalation in the cost of the bridge
 
renovation is that work did not start until October 1979, after
 
the new bridge had been opened. The appraisal report provided
 
for 4 years inflation at 12% p.a. on the base (1975) price,
 
which was not adequate.
 

5.4.3. 	As far as the financing of the ADB project Is concerned, Mr.
 
Oc6ni provided the mission with the following figures s-


Table 2. 	Summary of Financing, Initially Forecast
 
and Current Position.
 

Initial Current
 
Financing Position Difference
 
(F/CAm (F/CFA m) (F!CFA m)
 

*B 	 1,112.0 1,112.0 -

Benin Governzent 176.3 449.4 + 273.1
 

Total 1,288.3 1,561.4 * 273.1
 

5.4.4. 	 The ADB component of F/CFA 1,1;2.0 m (a VA 4.0 m) was intended
 
to finance all tho foreign exchange costs of the project plus
 
half the local costs, %hile the Benin Government paid the other
 
half of the local costs. The ADD loan is fixed, and the C.A.A.
 
did not expect to be successful with a request for a supplementary
 
loan.
 



-8­

5.4.$. As far as the USAID financed part of the project is concerned, 
it. the new bridge, Mr. Ocini was able to provide only less
complete information. The original USAID loan was for $ 10.9 m. 
The original estitrated Benin Government contribution (after_._
the Sello Teer tender was received) was F/CFA 1,128.7 m. To 
date, of this, C.A.A. has disbursed F/CFA 1,034 m. Additional 
amounts which Mr. Ocini said would have to be paid by the Denin 
Government are :­

(F/CFA ) 

Balance of original estimate 

Price revisions known to dale 

Additional works 

94.4 

166.7 

15.0 

276.1 

Mr. Ocini anticipated that some further price revisions would 
be presented to the Benin Government for payment. It was 
known that USAID would not increase its loan. The Benin 
Government contribution already known is FlCFA 1,310 m 
(epproximately 0 6.2 m at F/CrA 210 - I). 

6 

5.5. Soc.o-Economic Impact of the Project 0 

5.5.1. The New Bridge 

5.5.1.1. It is not possible at the moment to assess the socdo-economic 
Impact of the bridge, for the following reasons i­

a) the bridge has only been opened to traffic inboth 
directions since October 1979, which is too short 
a time for its effect to be felt ; 

b) currently, it is the only bridge across the lagoon
while the existing bridge is being renovated, so 
thst all traffic crossing the lagoon is diverted 
to It I 

0 there are no adequate statistics available on the 
extent of international traffic currently passing
through Cotonou, which Is one of intended bWneft­
ciarses from improved communication presented by
the bridge. 

5.5.1.2. Currently, the bridge is heavily used, particularly at peek
times. Cotonou has expanded since the bridge was originally
planned, and the new bridge is nov in a populated area. This 
is one reason for the consideration currently being gIven to 
the tonstructicn of i third brtdge and associated roads which 
vu d i.1'cw internstiorI through traffic to by-pass Cotonou. 
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5.5.2. Renovations to the existing bridle
 

3.5.2.2. 	 As work is still in progress on this sub-project, it is not
 
possible to assess its socio-economic impact. The bridge

is centrally located in Cotonou and carries the rail traffic
 
to and from the port to the Sonacop petroleum product depot,
 
and to Porto Novo.
 

5.5.2.2. 	 As the bridge was in danger of collapsing unless the renova­
tions planned were carried olit, it seems likely that the
 
impact of the renewed and strengthened bridge will be positive.
 

5.5.3. The dam across the mouth of the lagoon
 

5.5.3.1. 	 The socio-economic Impact of the dam across the lagoon is
 
fairly complex, as conditions have changed several timea
 
since the dam was completed. The following paragraphs
 
outline briefly what the situation was before the dam was
 
constructed, and what has happened since.
 

5.5.3.2. 	 Before the new port at Cotonou was built, there was a
 
fairly balanced cycle which created and maintained conditions
 
in the lagoon and Lake Nokou6 which were favourable to fish
 
production. During the dry season, the mouth of the lagoon
 
was blocked by a sand bar which prevented sea water intruding
 
into the lagoon when water !evels in the lake and lagoon were
 
low. During the rainy season, floodwaters from the Oudm6
 
River broke through the sand bar, allowing the lake and the
 
lagoon to purge itself while at the same time recharge the
 
waters with nutrients from the watershed. Salinity remained
 
low at about 4 parts per 1000.
 

5.5.3.3. 	The construction of the new harbour to the west of the mouth
 
of the lagoon appears to have changed the coastal currents
 
so that the sand bar no longer closed the mouth of the lagoon
 
during the dry season. This meant that it was open to the
 
sea all the time. As a tesult, salinity in the lake increased
 
subotantially, to as high as 34 parts per 1000 in some parts.
 
There was an invasion of wood borers which began destroying
 
the brush wood fish traps ("acadjam") and fishearmen's boats.
 
Fish production droppid rapily from more than 15,000 tonnes
 
in 1961 to 2,210 tonnes in 1910.
 

5.S.3.4. 	 The dam was intended to enable reduction of salinity levels to 
about 4 parts per iO00 by preventing salt water intrusion. In 
fact. what happened wms that, as soon as the dam was completed 
in early 1978, the sand bar closed once again over the mouth 
of the lagoon, The reasons for this are not clear. When the 
flood waters cane down during the rainy season, they were 
unable to breach the sandbar, which built itself to a level 
that :ow;l only be breached by "echmnical r.oans. At this 
time the concrete sluice gates were in position, but their 
r. - In the failure of tho fhodwaters to break the sand bar 
is ttil.l uncartain (4c above paragrapho 5.1.3.3. to 5.1.3.6.) 
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5.5.3.5. 	The results of the closure of the lagoon by the sand bar were 
as follows :­

a) 	the dam was rendered redundant as a salt water intru­
sion barrage ;
 

b) 	salinity levels dropped to below 4 parts per 1000,
 
according to Mr. Fagbouhoun, Directeur des PlCheas
 

c) 	fish production increased substantially, and the
 
area of "acadjas" increased from 150 ha to 350 ha,
 
accnrding to Hr. Fagbouhoun ;
 

d) 	the shrimp catch was substantially reduced, because
 
the larvae were not enable to enter the lagoon ;
 

e) 	because septic tank pump trucks were discharging
 
their material into the lagoon, which had become
 
a stagnant, blirJ arm of the lake, a significant
 
health hazard was created.
 

5.3.3.6. 	In August 1979, because of the problems caused by the situation
 
described above, the concrete gates were removed, and the
 
sand bar was breached using bulldozers. Since then, the lagoon
 
has remained open to the sea, because the crane for lifting the *
 
concrete gates in and out of the sluiceways has been broken
 
down.
 

5.5.3.7. 	The results of this have been i­

a) 	the dam has not operated as a salt water intrusion •
 
barrage ;
 

b) 	salinity levels have risen again as sea water has
 
entered the lagoon and the lake, from 12 to 25
 
parts per 1000, for example, according to Hr. Fagbouhoun j
 

c) 	fishing production has dropped again, according to 0
 
Hr. Falbouhoun, as fish species requiring relatively
 
fresh water found conditions intolerable, and the
 
area of "acadjas" has fallen significantly I
 

d) 	the shrimp industry has picked up again ;
 

e) 	partly because the lagoon is no longer a blind arm of S
 
the lake. and partly because depositing septic tank
 
material in the lagoon has been stopped, the health
 
hazard has been removed.
 

5.5.3.8. 	Mr. Fagbouhoun described the above as two phases in monitoring
 
the effect of the dam, the first with the sluiceways closed, S
 
the second with them open. The third phase should now be to
 
try various combinations and levels of the blocks to see how
 
they affected salinity and water control. Unfortunately,
 
Direction des Piches does not have an operat;onal means of
 
manipulating the gates because the crane Is broken down,
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5.5.3.9. 	Direction des Piches is monitoring the salinity levels, fish
 
type and quality of catch, activity of wood borers, on a
 
.eekly basis at 6 monitoring stations in the lake, torres­
ponding closely to the 6 monitoring stations used by Sanders
 
and Thomas.
 

5.5.3.10. The effectiveness of the dar as a salt water intrusion barrier
 
when the mouth of the lagoon is open and the sluiceways are
 
used as intended still has to be tested. Mr. Falbouhoun
 
expressed concern that currently sea water was flowing over
 
the top of the dam at several points.
 

5.5.3.11. 	 In summary, the mission concluded that the dan is not servin 
the purpose for which itwas intended and that therefore Its 
socio-economic impact so far has fallen veil short of that 
foreseen In the ! crs *d Thm.i s:,sdy and in th, appraisal 
report as far as the effect on salinity levels and fish 
production is concerned. 

5.5.3.12. 	 On the positive side, the dam has helped, even with the
 
slulceways open. to reduce the tidal currents in the lagoon,
 
and thus reduce erosion and scour around the piles of the
 
bridges, which was one of the original purposes of the dam.
 

5.6. Fishing Nvxlotment Projects in Lke& oku
 

5.6.1. 	 Despite the problems set out above, a pilot project for the 
developtent of fish farms in the lake, using areas bounded 
by nets, i going ahead. This is funded by E.D.T. The fish 
it is intended to use for the pilot project are able to 
tolerate salinity levels of 10 1 1000. It will be necessary 
to reduce salinity below current levels for this project. 

5.6.2. 	 Mr. Fagbouhoun noted that this pilot project would have to be 
Measured against the productivity of the "acadia" system of 
fishing, which had proved very effective prior to the problems 
of salt water intrusion and wood borers. 

5.7. C-nclusin 

5.7.1. This rujor and complex project has taken ten years to achieve
 
fron the tOme of the Sanders and Thomas feasibility study, and 
expurionced sOrA delAy.. particularly at the time of tending. 
Ccnstrjctin has g4nerAlly govr, vell, prticularly on the 
#40b fin'i portlon, whore work on the existing bridle Is 
Ahea Ih#dJul. 

5.7.2. 	 There Is,htvever, a rAjor problem with the operation of the 
dan uhich, sA A rssult, is not having the intended 1%pact. 
The 4nAk "ves tO d terine what rem#disl Action is roluired. 

http:5.5.3.12
http:5.5.3.11
http:5.5.3.10
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jMR lP0RT Of JOINT EVALUATION COMMITTEE 

* 	 SSIOXTO ZAIEAPRIL2930, so 

1.I. 	 This project consists of the construction of four bridges across the 
Sombo, LufOmi, Kvango and Wamba Rivers, at points 100, 140, 180 and 
240 km respectively east of Kinshasa along the Route National. N" I 
from Kinshasa to Kenge towards Kikwit. 

2. gHLq.e of the Mission 

2.1 	 The purpose of the mission, which because of the Aime available to the 
consultant was extremely short, was as follows :­

2.1.1. 	 To discuss with Office des Routes the study carried out by
 
1ZCO for the four bridges.
 

2.1.2. 	To discuss implementation of the project and subsequent
 

maintenance.
 

2.1.3. 	To visit the project sites.
 

2.1.4. 	To obtain any tuedlatoly Information on the impact of the 
bridges. 

3.1. 	 The mission was composed of Mr. J. Speed, consultant to the Joint Evaluation
 
Ccmaitte (JIC). It was intended that Mr. Speed would be accompanied by
 
an officer of ADD. but this did not prove possible.
 

.. Proaramie of the Mission 

4.I. 	 28 April 1 19.30 Arrived Kinshasa, where the mission was net by Cit. 
T-T. Tutuana, Chef du Protocol#, Direction GEndrale de 
l'Office des Routes. Cit. Tutuana informed the mission of 
the programmes that had been arranged.
 

4.2. 29 April t 03.00-16.00 Visit to lowebo, Lufti and Kwango Bridges with 
Cit, 1%TshitonSe, Chef dt Is Celiule Economlque. Office 
des Routes. Mr. P. Cuigard, Conseiller Economique, and Mr. 
D. Desbowski, 'SAID/Kinshasa. It was decided en route that 
the Uaabs Bridge was too far and that the extra time involved 
in travellin the additional 120 k1 riquirodvas not Justified. 

4.).30 April 1 O.I-09.0O Meeting with Cit. M. Londal*. Administrateur 
irocteur Technique. Office des Routvs,vho was acting 

D1rocteur Cn4ral In the absence of Mr. J. '3udoin who was 
on att1oft0. 

094a0-1c.00 4#eting vith Cit. K. Hudimbi. Directeur. Chet 
4u Upsrt#M~nt ?rfvu !4,0ts. Office des Routes. and Cit. M. 
1
Ifhitena.i
 

0 	 ,4
 

http:094a0-1c.00
http:O.I-09.0O
http:03.00-16.00
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4.4, The mission wishes to record that the orlanteation of the programme for 
this short mission and the state of preparedness of the officials involved 

_toprovide information to the mission was excellent. As a result the . 
mission achieved more than had been anticipated. The USAID office in 
Kinshasa is also to be thanked for its assistance in informing the 
Office des Routes of the purpose of the mission. 0 

S. Findings of the.lisuion 

5.1. Status of the Projec 

5.I.I. Sombo liver Bridle 0 

5.1.1,1. The Bmbo River Bridge is situated 100 km east of Kinshasa 
at the bottom of a deep valley which is almost a ravine. It 
is 60 m long. Work started in April 1974. and was completed in 
1975. The bridge was finally handed over in early 1978. 

5.1.1.2. Before this bridge there had been a Bailey bridle at the same 
spot, the piles of which are adjacent to the now bridge. 

5.1.1.3. The condition of the bridge appeared good, although on the side 
furthest from Kinshasa, there was evidence of damale caused by 
trucks unable to negotiate the tilht turn onto the bridge.
Because of the steepness of the approach roads down the sides 
of the hills at either end of the bridge, there is no alternative 
to these tight turns onto the bridle. 

5.1.2. Lufimi River Bridse 

5.1.2.1. At 34 metres, this is the smallest of the four bridges. It 
crosses a small but deep stream that was full of flood water 
at the time of the mission. This bridle is 140 km from Kinshasa 
a.A like the Boobo River Bridge. replaced a Bailey bridge. 

5.1#2.2. It was started and copleted and handed over at the same 
the Bombo River Bridge. 

time as 

5..2.3. The bridge and the approach roads appeared to be in good 
condition, except for some erosion on the left hand bank looking 
from the Kinshasa end. The maintennce brigade responsible was 
aware of the problem, and would be carrying out repairs during 
the dry season. 

5.13. Kwangjo River Bridte 

3.3.3,1. At 271 metres, this is the largest of the four bridges. It 
replaced a ferry across the Kwango River wtich is a large, wide, 
river, currently In full spate and carrying a lot of debris. 

S,1.0.2. The bridge was completed in January I76 after a construction 
period of 26 ontno, which was shorter than that anticipated in 
the contr4ct. 
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$.1.3.3. 	 The bridge appears to be generally in good condition, although 
the roadway is showing signs of wear. At each end, there are 
metal joints which have become raised above the level of the 
roadway. It seems that some resurfacing will be needed during 
the next couple of years. 

5.1.4. 	 Wamba River Bridge
 

$,1.4.1. 	 Although the mission did not see this bridge, it .as able to 
obtain some information about it. It is 121 metres long, and 
was completed in September 1976. It also replaced a ferry 
across the Wamba River. 

5.1.4.2. 	 The mission was not able to obtain any information about its
 

condition.
 

5.1.5. 	 Costs of the Project 

5.1.5.1. 	 According to the figures available from Cit. Tshitenge, the
 
cost of the project in Zaires was 5 2.036.800. Although the
 
mission was not able to check this, this must constitute the
 
local costs of the four bridges, to which must be added the
 
foreign exchange costs financed by ADB.
 

5.1.6. 	 Remainder of ADB Loan 

5.1.6.1. 	 The AD1 provided UA 3.5 m for the project, made up of UA 2.5 m 
original loan plus VA 1.0 m supplementary to cover increases 
in costs due to the oil and other primary product price rises 
of the 1973/S period. 

6.1.6.2. 	 When the final accounts for the four bridges had been paid, 
threremained a balance of UA 183,334. This has now been 
used for improvements to the access roads. Work was completed 
about a month ago, according to Cit. Mudimbi. The mission was 
informed of this after the site visit, and did not specifically 
identify the work done. 

5.2 The 	St dy b IECO 

5.2.1. 	 The only person that the mission met who knew anything about the 
IKEO study was Cit. Londala. He said that generally Office des 
Routes wa satisfied with the study, except that a programme of 
sub-surface borings was needed to supplement the study. This 
wvs carried out by the Public Worke laboratory. 

5.2.2. 	 Cenerally, the representatives of Office des Rout-s felt that 
they were able to supervise and control the work of consultants 
adoeuately. Mr. Guigard noted that where a study was multi­
lat iraity funded through an organisation such as ADS, the World 
6a3i., Mrs where Office des Routes was responsible for the 
contract, 	 there were generally no problems with supervision. 
',enstudles were financed bilatorally, with the contract directly 
between the donor 3nd the consultant. Office des outts found it 
was diffit,41t to ensure adequate attention was given to its views. 
$n:# tho 	missin, It has boen I*Arned frM the ADS project file 
that thr4 i~rv su-*r-/iebn prile:zs with this study. ee the 
Ztstus N~vie~j 



5.2.3. 	 Cit. Londals emphasised that no matter how good the consultants
 
were, Office des Routes had better knowledge of what thQ rtl
 
problems were. It was essential, therefore, to supervise closely
all consul..ncy studieS. Office des rUtoes supervises studies 
by a mixture of steering comittees and having the technicians 
of the Office follow the study. 

5.2.4. 	 It is now the policy of Office des Routes to have, where feasible 
and possible, one of its staff to join the consultancy tam for 
training purposes. This has generally been successful where tried. 

5.2.5. 	 The same policy is being followed with regard to supervision of
 
construction work.
 

5.3 	 The delay between the s~ininj of the loan a reesent and the sianinl of the
 
contr o tryson contracts
 

5.3.1. Approximtely 10 months and A year passed between the signing of
 
the construction and supervision contracts in Janvery and March
 
1974 respectively.
 

5.3.2. Cit. Lcndala did not think this was a lo-4 time, Siven that
 
international tenders and nrgotiations with ,iecontractor were
 
involved.
 

5.4 	tz~lm ntst ion
 

5...:. 	 Cit. Londala ,tressed that this was a otst successful proect. 
that there were no Implementation problems, and that, in fact,
work was completed ahead of schedule. It was because of this 
positive experience vith an ADS-financed bridge project that 
Offie des Routes wished to use ADS financing for additional 
bridge projects. In 197) the Inktzi brides project was fInanct 
cqrrently 	the Louanle and Logva Bridge projects art &oin$ ahead
 
with ADD financing and Office des Routes wishes to involve AD$ 
in additional bridges on the continuation of Route ?atioule
 
N' I from 	Kkwit to Mbuji-M'ay. a distance of 70 kn, scheduled 
for constructitn between 19/J11 and I).
 

545 	 EccnicAnd,SociaI lqjt cf the &rid&*# 

5.5.1.1. 	 The econtiic impact ( the bridges is a funciton of the 
ie;rtinco of the v's4 uprn -htch they are 1tuat*4, The red 
fri; 1340ShAa ti- ).#n;4e ('71 Winar4 tin to~ lkwit f*,O Ia) is 
14t NuI4n# # J vh1ieh #treiCh#s frvn zdire's mnr pert of 
Mata4di t " aih. vi4 Xinbhsoa. Kik it and dliofa. It to 
therefore opo of the prie tout## into th Interior. Inzsi1re 
dhieredstane 4reson.# "oroUsnitIa#
vast. bwt*n Pie 
different rq':ns are vbosntia for lntograt*4 *rtwoni srd 

34.2. 	 144~r# rnsldsriiq the of~EActiity#1414 the rt *ds it 
n4:#tro,es .rti, -~t; I~I.i n I 6e~ -q t a 



four bridges are situated. The mission was able to observe
 
the first 180 km from Kinshasa to the Kwango River bridge. This
 
road is generally in good condition and iswell maintained. Cit.
 
Tehitenga said thst particular fforts vrt made to -mintain this
 
road in good conJition because of its ;riority as one of the main
 
routes into Kinshasa.
 

5.5.1.3. 	The mission observed that several stretches of the road had
 
been resurfaced recently by brigades of Office des Routes.
 
Between the Lufimi River bridge and the Pvwango River bridge,
 
there is a fairly long stretch of approximately 10-15 km which
 
is currently being reconstructed. Work has been going on this
 
for a year, currently problems are being experienced with
 
maintenance of plant and equipment and in obtaining bitumen.
 
There is a short stretch which shows the condition into which
 
the road had fallen, which is very poor. The asphalt wearing

surface had collapsed to less than a vehicle width in certain
 
places. It is significant, however, that Office dos Routes is
 
currently taking action to restore the road.
 

5.3.. .	 The mission was not able to observe the condition of the 90 km 
between the Kwango River bridge and Kong*. It is reported as 
being in good condition. Between Kongs and Kikwit a now 
bitumen road has been constructed with EDT financing, removing
 
12 terries. This means that with the ferries removed from the
 
Kvango and Wamba Rivers, a total of 14 ferries between Kinshasa 
and Klkwit have been removed. 

*3.3.1.3. 	Thus between Kinshasa and Kikwit there is now 500 km of bitumen
 
road in good condition.
 

5.5.1.6. 	As far as the continuation of the road beyond Kikwit is concerned, 
detailed economic studies have been carrie4 out, financed by IDA 
for the 704 km from Kikwit to Muji-4ayl via Tehikapa and Kananga.
Office des Routes is currently seeking finance for the various
 
sections of the road. and, as noted above, is seeking ADB support
 
for some of the bridges that are required.
 

L5.2. 14aintenanceof the Road and Bridges 

5.5.2.1. 	 Maintenance of roads and bridges is the responsibility of 
brigades In the Office des Routes. These brigades are organised 
on a regional basis. Currently the World Bank is supporting road 
maintenance through the 4th Highway Project, which includes the 
supply of equipment. Otberis., Paintensnce expenditure isuet 
frto the national budget. 

S.$.2.2. 	 The mlosin visited a Brigade headquarters at Henicao, about
t0 kM rUtside Xinshs6A. Itnet Ci. T. Landu, Chef du Personnel, 
and Cit. N.Mukendi. Conucteur des Travaux. This headquarters is 
responsible for the maintenance of 220 km of bitumen road and
 
600 km of dirt road 3s well as both the Scabo and LufOm liver 
bridges. 	 Ithis five depots under it. Office des Routes is 
resp.onsible for nutes :ationales and secondary roads, but not 
for local 	rcads, vhi:h are the itspooitbility of loc l 
asr~t i,. Vteir aOIit7 rl iantsn tfe ltal road s ver7
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5.5.2.3. 	 Cit. Xukendi informed the mission that very little maintenance
 
work had been needed on the Bombo and Lufimi River bridges to
 
date, although they were aware of the erosion on one bank of
 
the Lufimi River bridge, and would be shortly taking action to
 
remedy it.
 

5.5.3. The Economic Significance of the Road and the Bridges
 

5.3.3.1. 	 The road from Kinshasa to Keng. and Kikwit is the main artery
 
from the Bandundu region of Zaire to Kinshasa. This region,
 
together with the Bas-Zairs region, west of Kinshasa, towards
 
the port of .atadi, is the most important source of food for the
 
3 million inhabitants of Kinshasa. The area between Kinshasa
 
and the Lufimi River is sparsely populated because the soil is
 
sandy and poor, but the central and eastern Bandundu region
 
(Kenge-Hasi-Xanimba-Kikvit-ldiofa) are densely populated and
 
key areas of agricultural production, in particular the primary
 
staple food of manioc and maize and groundnuts.
 

5.5.3.2. 	A quantitative ass-ssment of the economic importance of the 
road was carried out in June 1979, when, as part of the 
preliminary studies for a USAID-funded agricultural credit 
project in the Kwilu sub-region of the Bandundu, a detailed
 
origin and destina;ion survey was carried out on the Kinshasa-

Kikvit road by UFiID and Office des Routes. This was a unique
 
event, there is no regular programe of traffic surveys in Zaire.
 

5.5.3.3. 	The objective of the survey was to measure the volume and origin

of agricultural produce coming from the Bandundu region to
 
Kinshasa along the Kikwit-Kinshasa road. Itwas carried out
 
continuously over a seven d~y period between the let and 8th
 
June at a survey point 75 km outside Kinshasa. The weight of 
produce was assessed by counting the number of sacks of a 
particular weight loaded on each vehicle. The following ts a 
sumary of the results : 

a) 	the volume of traffic surveyed averaged 230 vehicles
 
per day, with an average load of 2.5 tonnes. (Including
 
empty vehicles);
 

b) the flow of traffic in each direction wav equal;
 

c) 	the products transported to Kinshasa are essentially 
agricultural products as follows t 

Ani0c 246 tonnes/day 84 
Maize 17 tonnes/day 6 
Croundnuts 1 tonnes/day 5 0 
Other (including 
$heep, goats, pigs, 
non-agricultural 
Itens) 16 tonnes/day 5 

TOTAL. 294 tannes/day 100 

_ # 
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d) 	apart from agricultural products, the return of empty
 
petrol drums to be filled is important;
 

e) 	the four major centres of supply for the road transporters
 
are Masi-Manim=d, Bulungu, l-ikvtt and Idiofa;.
 

f) the number of passengers travelling in the two directions
 
is different s from Kinshasa to Kikwit, an average of 14
 
pausengers per vehicle was enumerated, with two peaks
 
approaching 20 persons per vehicle on Saturday and
 
Wednesday, in the reverse direction the average number
 
was 8. There are two possible reasons for this, firstly
 
that the vehicles travelling to Kinshasa have full loads
 
of produce, with little room for passengers, secondly
 
that many vehicles travelling to Kinshasa do so at night
 
when fewer passengers are travelling;
 

g) 	the traffic travelling from Kikwit to Kinshasa remains at
 
a fairly constant level throughout the week, while the
 
traffic in the other direction has two peaks, on Saturday
 
and on Wednesday: it is not clear from the survey why this
 
is so;
 

i
t!e hourly!density of traffic travelling to Kinshasa
 
reaches the capital in two peaks, one towards 05.00 hours
 
and the other towards 13.00 hours: the former involves
 
driving all night to reach the early morning markets, the
 
latter Involves starting early in the morning.
 

5.5.3.4. 	The survey did not consider in detail the goods being transported
 
out of Kinshasa into the interior. Some observations were made,
 
however. Cenerally, trucks travelling in this direction were
 
carrying loads of mixed products and manufactured goods. An 
important part of the traffic carries petrol in drums to the 
Bandundu region. Petrol supplies outside Kinshasa are uncertain 
and a large part of what is available is distributed in this 
way rather than by tanker. 

5.5.3.. 	 The importance of the bridges in relation to the above traffic
 
is that virtually all the vehicles enumerated had to cross the
 
Boubo and Lufimi River bridges, roughly 80% the Kwango River
 
bridge, and somewhat less than 80% the Wamba River bridge.
 

5.5.3.6. 	Secondly, the bridge over the Kvango River has eliminated a 
serious bottleneck in the transport of produce to Kinshasa and 
manufactured goods in the other direction. The former ferry 
was unable to cope with the volume of traffic, so that 
considerable delays of up to a week, according to the 
representatives of Office des Routes, were experienced even 
when the ferry was operational. As itwas subject to breakdown, 
delays could be longer. 

5.5.3,7. 	The situation led to several things. First, and positively, 
settlements grew up around the crossing on either bank to 



provide transporters and travellers with food, accommodation
 
and entertainmint. These settlements havo remained after the
 
bridge was built. Secondly, and negatively, problems arose
 
over the crossing priority for the military and government
 
administration. Thirdly, and inevitably, people tried to
 
buy priority. Thus the negative problems have been removed,
 
while the positive effect has remained, albeit perhaps on a
 
slightly reduced scale.
 

5.5.3.8. 	The mission noted that a very high percentage of the traffic
 
along the road consists of heavy lorries. This is a function
 
of two things. First, most of the traffic is long distance
 
as has been described. Secondly, because of the high cost
 
and scarcity of petrol, and because of the scarcity of spare
 
parts in Zaire, the vehicle fleet in Zaire as measured by the
 
number of insurances has declined considerably. Private
 
vehicles have been affected in particular.
 

5.5.3.9. 	The constraints on motor transport in the country are severe.
 
The mission noted that along the road there were many vehicles
 
that had broken down. According to the representatives of
 
Office des Routes, they and their passengers would probably
 
wait for a couple of days while someone tried to find the
 
spare part required to fix it.
 

5.5.3.10. These constraints must reduce traffic levels considerably
 
below what they otherwise would be. This is partly evidenced
 
by the degree of overload observed by the mission (which tends
 
to exacerbate the breakdown problem).
 

5.5.4. 	Related Development Projects 


5.5.4.1. 	 The mission did not have sufficient time to obtain comprehensive
 
information on development projects in the zone of influence of
 
the road (which is very large). It seems, however, that there
 
are several integrated rural development projects, including
 
feeder roads to improve access to the main routes, A large 

project involving agricultural credit for agricultural equipment

and spare parts, financed by USAID is going forward in the Idiofs
 
and Bulungu areas of the Kwilu sub-region of the Bandundu region.
 

5.5.4.2. 	 The mission was informed that the structure of agricultural 
prices does not encourage production. Producer prices are 
fixed, and are relatively low. Consumer prices are also 
supposed to be flyrd, but ar.; wt ffoctively !"ntrol(id., su 
that the intermediary traders benefit. 

5.5.3. 	 The Significance of ADB as a Financing Agency in the Transport
Section o.. . .. . 

5..5.1. 	The mission asked Office des Routes about the significance of
 
ANW as a financing agency for roads and related projects. They

replied that. compp-ed to the World Bank and the European
 
Development Fund, the ADB's contribution was small in absolute
 
terzs. The individual projects were Important nonetheless. 


S
 

S
 

•
 

http:5.5.3.10


-9­

5.5,5.2. 	Office des Routes seems to have good working relationships
 
with ADB, and no particular problems in progressing projects
 
compared with other financing agencies. The biggest difficulty
 
is in communication as ADB does not have an office inKinshasa.
 
Letturs take several weeks.
 

5.6 Conclusion
 

5.6.1. 	 The overall impression obtained by the mission was that the
 
project has progressed fairly smoothly through its various
 
stages with only relatively minor delays, and that its impact
 
in improving communications in Zaire has been considerable.
 
This seems to have been a successful project, is seen to be
 
such by the Zaire authorities, and is currently being used as
 
a model for future projects.
 



ZAIRE: rof"GO. WAMBA. B(*fBO. LUPINI RIVER BRIDGES 
ZAIRE: PONTS SUR LES RIVIERES KWANGO, WAMBA, BGIBO, LUII 

Khango Bridge. 

Pont Kwanio. 

Settlement at Kvango Bridge. 
Village au Pont Kvango. 



ZAIREs XWANGO, WANIBA. BANO, LUFINI RIVER BRIDGES 

ZAIRE: FONTS SUR LES RIVIERES KWANGO, IAMBA, BOBO, LUFINI 

* oabo Bridge. 

Pont Bambo. 

LWWufi Iridge. 
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