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1 INTRODUCTION

1.1 Purpose of Project Document

The purpose of this Project Document is 1o present a technical co-operation Project
to restructure the Ministry of Works, Transpert and Communication (MWTC) in line
with the basic policies of the Government of Namibia (GRN). The restructuring of
the Ministry, envisaged to be completed eary in the next century, covers most of
the functions currently peformed by the MWTC. The short title for the restructuring
process is MWTC2000,

The scope of the original Project Document namely, to restructure the transport
sector and to implement a set of policies to guide the commercialisation process
and to improve the management and control of stale-owned operationa! entilies
(50Q0Es), is already supported by the Swedish International Development
Croperation Agency (Sida). This suppor is included in the Specific Agreement on
Transport Seclor Support 1985/9 - 2000 signed by representatives of the
Governments of Sweden and Namibia on 15 June 1995,

The immediate purpose of this expanded F‘rojeci Document is to allow the
Governments of Namibia and Sweden to reach an agreemaent on the following
aspects of the expansion: {i) The ohjectives and outputs; (i) the required inputs,
costs and financing arrangements; and (i) implementation arrangements. The
agreements reached on these aspects are praposed to be incorporated into a
FProject Agreement (a specific agreement) to be signed by the two countries, The
Froject Agreement is proposed to cover the same peried as the exisling Specific
Agreement.

The Expanded Projcct was developed in response to the need identified by the
GRNto continue and accelerate the restructuring process of the Ministry, which was
originally initiated shortly after Independence in 1990 and that took form in the
eriginal MWTC2000 Project Document,

The term “Expanded Project” throughout this document refers to those
project elements that are additional to the Original Project as defined in the
original MWTC 2000 Project Document,

This Expanded Project Doecument covers both the Original Project and the
Expanded Project, which will be differentialed between wherever necessary.

AMENDMENT

NO.

Mwic2000a.wpd, Expansion February 1998

Printed: 19958-05-01



MWTC2000 Project Document and Plan of Operation

Page 2

1.2 Structure of Document

This Document initially discusses background issues before focussing separately
on the proposal, implementation and evaluation of the original Project and the
expanded part of the project.

The background chapter describes the Ministry, the policy and institutional
developments within the MWTC since Independence and the support provided by
Sida in this regard. This section also includes a broad analysis of the current
shoricomings of the organizational structure and operational format of the Ministry,
and describes those activilies which the Ministry has initiated or is in the process
of initiating to restructure its organization and mode of operation. The emphasis of
the restructuring is placed an a clarification and focussing of the role to be played
by the Ministry by separating the purely eperalional activities from the policy
making and regulatory functions. The ultimate alm of the restructuring process is
to enhance the Ministry's efficiency in performing its functions, but also to improve
productivity in and the quality of the operational funclions.,

The need for a recrganizalion of the government structure by focusing on the core
functions is not unigue to the MWTC, but applies to other ministries as well. The
urgent need to develop unified policies with respect to both the new aperational
entities (S0OO0ES) established through the transfer of operational funcltions from
Ministries and already existing entities already forms part of the Criginal Froject.
The Background section of this Document however still provides an overview of the
general issues in this field, the policies being developed by the GRN in this regard,
and also identifies further actions required {o establish a coherent framework and
instruments for enforcing accountability.

The two parts of the Project are covered in 3 separate chapters. The first describes
the objectives, outputs and inpuls of the Project and presents a cost estimate and
a propoesal forthe financing of the costs, which is based on a cost-sharing approach.
The second sets ol the arrangements for implementation. Proper arrangements
are crucial to ensure consistency, proper phasing and adequate control by the GRN,
The third covers the expected effects and the associated risks of the project.
Appropniate risk mitigation measures are identified and recommended. The two
govemments should agree on these to ensure successful Project implementalion.

Details of project activities, i.e. cost estimates, implementation arrangements, etc,
in support of the four chapters mentioned above, are provided in seven Annexures,

Mutc2000a wpd, Expanzion February 1008
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2 BACKGROUND
21 The Ministry of Works, Transport and Communication {(MWTC)

The MWTC was established at Independence on 21 March 1880, and at that time
comprised of three Dejgartments, viz. (iy Works; (i) Transport: and (iii) Posls and
Telecommunications. The new Ministry was formed by taking over various units
from the previous administration set up by the South African Government in 1978
{o prepare for eventual Namibian independence, and by superimposing a new
unified leadership structure comprising a minister, a depuly minister and a
permanent secretary (P3), with the PS acting as the chief executive and accounting
officer. The Depariment of Works (DOW) respansible for the maintenance and
construction of all government-owned buildings, was formed by condensing three
directorates of the former Depatment of Civic Affairs and Manpower and the cor-
responding units of the so-called second-tier administrations in pre-Independence
Namibia. The Department of Transport (DOT) took over the operations of the
previous administration with the same name, and also became responsible for the
control and operations of the Govemment Garage previously under the
Administration for Whites. The Traffic Police and Road Safety Secretariat originally
part of the pre-Independence DOT, was transferred to the Ministry of Home Affairs,
The Department of Fosis and Telecommunications (DOPAT) did not change with
its integration into the Ministry,

The new MWTC became the largest ministry in terms of employees, with a total
establishrment of about 10 500 persons, 3 800 in DOW, 4 200 in DOT and 2 500
in DOPAT. The operations were fully budget financed, with all revenues raised by
the MWTC - e.¢g. postal revenue and landing charges collected at airpors - accruing
to the Central Revenue Fund.

At Independence there was only one parastatal under the auspices of the MWTC,
i.e. TransNamib Lid. (TNL), a statutory corporation established in 1988 to manage
the railway, the country's major aidine (Air Namibia), the Port of Luderitz and a
large road haulage operation. TNL is fully owned by the Slate, but autonomously
operaled, with the State's powers vested in Cabinet. The Board of Directors reports
through the Minister to Cabinet.

The structure of MWTC has changed in several respecis since Independence. Two
decisions are of particular importance. Firstly, in 1991 the GRN commercialized
DOPAT. This resulted in the establishment of two new corporations, Telecom
Namibia Ltd. and Namibia Fost Ltd., registered under the Companies Act. Thése
two companies are owned by a holding company, which in turn is fully owned by the
State. The implications of this transformation were that the total establishment of
the Ministry was reduced by about 2 500 positions, and that the financial affairs of
DOPAT became completely separated from those of the GRN. Futhermore, as part
of the separation, the new corporations took control of all the assets used in the
postal and telecommunications operations, including the buildings used for these
operalions, which formery had been under the control of the DOW.

The other action was that the GRN in 1990 initiated a Rationalizalion Exercise of
the Public Service. There were three main purposes. Firslly, to ensure that the
government administration would be able to perform all the duties required of the
public administration of an independent country. This was, of course, molivated by
the condition that although South Africa as a rule had been trying to establish the

Myt 20003 wpd, Expansion February 1558
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adrministration in Windhoek on a stand-alone basis, there were several areas which
remained under the direct control of Pretoria until Independence for several rea-
sons, Secondly, a reorganization was seen as offering an opportunity for reducing
the size of the public service, which was viewed as 100 large and too expensive for
the country. And thirdiy, the wish to enhance efficiency of the government service.

The Rationalization Exercise, which was completed in 1893, resulted in (i) the
establishment in the MWTC of a new Department of Administration and Centralized
Support Services (DOACSS), which took over (a) the Government Garage from
DOT, (b) the Secunty Services and the Provision of Accommodation from the
DOW: and {¢) the administrative units from the said Departments concerned with
finance and personnel: (i) the reorganization of DOT into four directorates, viz, (&)
Directorate: Transportation Infrastructure Maintenance and Construction (DTIMC)
. (b) Directorate: Planning and Transporation Management (DPTM) | (o)
Directorate: Civil Aviation (DCA) ; and (d) Directorate: Maritime Affairs; and (iii) the
reorganization of DOW into two direclorates, The total establishment of MWTC was
fixed at 8 409 posts, with 1 935 in DOW, 3 537 for DOT and 2 937 for DOACSS
(see Annex 1). in comparison with the establishment immediately after Indepen-
dence, the impact of the Rationalization Exarcise was marginal, taking into account
that DOPAT personnel were transferred out in 1992,

In November 1995 Cabinet approved the Wages and Salaries Commission Report
(WASCOM) thatinter alia recommended thal the Govermment Service must from
1996/97 onwards decrease its personnel expenditure by at least 2 % per year, Also
in anticipation of the restructuring plans within the MWTC, the establishment of the
Ministry was downsized, in 1997 from 8 40810 7 701 and in 1998 10 7 418 (See also
Annex 1), This work is ongoing and the results do not include the downsizing that
will occur once transfers occur with institulional changes.

With the reintegration of Walvis Bay on 1 March 1994, the newly established
Namibian Ports Authorily (Namport), which is a stalutory body resoning under the
MWTC, 1ook over the operations in the port, including navigation aids along the
coast of Namibia. Namport has subsequently alse taken over the management of
ihe Port of Lideritz from TransNamib Lid.

2.2 Swedish Support to the Transpert and Communications Sector

Swoedish support to the transport and commumications sector date back to 1988, j.e.
before Independence. The first milestone of this support was the presentation of the
report 'Transport and Communications in Namibja' to representatives of the
incorning Governmenl at a workshop held between 26-27 January 1990, Some of
the issues discussed at this workshop were the need to (i) stirengthen the policy-
making capacity in the future MWTC; (i) strepgthen the capacity 1o handfe
regulatory affairs in the maritime and civil aviation sectors,; (i) convert DOPAT to
a state-owned company; and (iv) review a number of transport policy matters,

Swedish  support through Sida tc transport and ecommunicalions since
independence has covered a number of fields, which stermed directly from the
conclusions reached at the afore-mentioned workshop. The commercialization of
DOPAT was undertaken wilh technical assistance provided by Sida, and support
is still being provided in certain areas in order {o see through the completion of the
transformation process. Support to fransport policy formulation resulted, inter alia,
in the Draft White Paper an Transport Policy (DWP) completed in April 1892, and
extensive preparatory work in the field of road taxation. The recommendalions of
the DWF was approved by Cabinet on 4 October 1994, Suppon to the DOT has

hwtc2000a wpd, Expansion February 1958
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alsoinvolved organizational aspects, including a pre-study ofthe commercialization
of airports and air navigation services. Another area of assistance concemed the
future operations of the Port of Walvis Bay, afier reintegration of the Walvis Bay
enclave on 1 March 1894, This exercise involved both organizational and policy
formwlation work and resulled in the ereation of Nampor.

In addition, since Independence advice of a more general nature has been provided
an an ongoing basis conceming transpor policy and the future organization of the
Ministry, including the relationship between the Ministry and SOOEs under its
auspices, This advice has focused mainly on the implementation of transport policy,
instruments for policy control, the need for personnel development, and the
potential for further restrucluring of the Ministry. A theme of these discussions
between the leadership of the Ministry and the advisers provided under Swedish
support has been the need to review organizationa! aspects relaled 1o the
operationat functions now being performed by MWTC, &.g. in the road sector and
civil aviation, and the development of monitoring mechanisms and regulatory
policies to be applied on the existing and possible future SOOEs in the transport
sector. This need is also emphasised in the White Paper on Transport FPolicy.

2.3 Current Structure and Operational Format of the MWTC: the Main
Issues

5ince Independence, a number of significant changes have taken place in the
Ministry. In general, the Ministry is today capable of carrying out its obligations in
an acceplable way, although efficiency is inadequale in several areas. There is
thercfore room for considerable improvements. There are also threats to the long-
terrn sustainzbilily of the organization, in view of the problerns which the Ministry
faces in recruiting adequately trained and competent staff.

The issues which the MWTC are addressing in order to ensure efficiency in ils
operations and long-term sustainability include;

{n The size of ils organization. The MWTC is even after the
commercialization of DOPAT one of the largest ernployers in the country,
making it a difficult enlity to operate. The complexity of this task is
magnified by the fact that the Ministry is involved in a multitude of
diversified activities, many of which are not repetitive in nature,

(i) The mixture of operational _and regulatory functions. Mast MWTC
employees are actually involved in straight forward operational functions
such as road and building maintenance and air traffic cantrol, while a
minority s involved in public functions such as planning, regulatory
activities and policy formulation. There are two problems associated with
this arrangement: (2) Operational functions are underlaken under public
seclor employment and financial management conditions, (h) Effeclive
centrol and accountability are undermined. For example, the Director of
Civil Aviation (DCA) is both responsible for ensuring aviation safety and the
operations of the air navigalion services, Thus it is charged with inspecting
its own operalions.

(iii) The allocation of responsibilities and delegation of authority to_ managers
in the Ministry. As mentioned, the MWTC is actually responsible for large
scale operalional aclivities, including the operations of airports, air
navigation services (ANS) and the public road network as well as the
provision and maintenance of Government buildings, security, ¢leaning and
prnting services, The resources required for the proper management of
these activities are, however, often not properly coordinated. As concemns
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(iv}

v

the airports, for example, responsibility for the infrastructure vests with the
DTIMC, responsibility for the buildings with the DOW, and the remainder
of the operations with the DCA, In addition, many of the administrative
rmalters resont under the control of the DOACSS, while personnel matters
are effeclively controlled by the Public Service Commission and the
Directorate: Human Resources Management and Development in the
OPM. The person actually responsible for the operations of the airports in
the MWTC has thus vidually no effective power.

Hidden subsidies of operational gctivities. The finances of the MWTC is
an integral part of the Cenlral Revenue Fund, and revenues generated
from the Ministry's operational activitics accrue 1o this Fund. [t implies that
it is very difficult to make use of user charging systems and to implement
proper cost-recovery policies. Again the civil aviation sector can be used
as an example. Namibia teday does not operate any system for collecting
air navigation charges, thereby losing potential revenues amounting 1o
several milliens of Namibian dollars per year. In addition, the actual
revenues generated at the airports constilute a small fraction of the actual
cosl incurred in operating these airports. Presently scarce government
resources are therefore diverted from important areas such as education
and health to subsidise the air transpert system, which is primarily used by
the well-off part of the population and foreigners.

Inadequate capacity to handle vital policy and requlatory functions, While
some improvements have been made in this area since independence,
increasing attention must be paid to the building up of capacity o handie
the basic duties of a Ministry in several areas. For example, important
management positions such as the Director of Maritime Affairs remained
vacant for long periods on end, The Ministry lacks competence in such
areas as the monitoring and economic reguiation of parastatals, It is
difficult for the Ministry to build up these basie functions, which are
absolulely essential in order to be able to protect the public interest, given
the diverse nature of the present responsibilities.

These abovementioned areas of congern therefore identified the following as the
main criteria the restructuring the MWTC will have to comply with:

(0
(it}

(iii)

(iv)

v)

Reduction in staff to make it manageahle;

Clarification of the roles and functions of the various posts and entities in
the Ministry;

Delegation of authority and identificalion of responsibilities for clearly
specified and logically coherent areas of activity;

The provision of commercial services subject 1o cost-recovery
requirements, and within an organizational format that allows for lhe
imposition of user charges; and

Recruitment of competent staff and the development and implementation
of human resources development (HRD) programmes to gradually fill posts
in the Ministry required for policy formulation and regulatien as well as
monitoring of the different SOOEs.

Mwtc2000a. wpd, Expansion February 1938
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2.4

2.4.1

242

2421

Ongoing Activities in the MWTC

The need for continued restructuring of the MWTC is fully recognlsed by
the Ministry, and both its staff and leadership have initiated several
exercises aimed at identifying new amangements which would address the
abovementioned issues and which would therefore enhance efficiency. A
major stralegy perceived as relevant iz the continued scparation of
operalional activities from the other activities of the Ministry, by transferring
the former to separate entities, generally in the form of a SOQE. This
would also be in ling with government policy, which places increased
emphasis on efficiency attainment in the public sectorthrough the creation
of self-susiained entities for operational purposes,

Such seif-sustained SO0OEs may consist of one of the following:

)] An authority, i.e. a corporate body that fulfils both pubhc and
operational functions;

(i) An administration, i.e. a corporate body for operational purposes,
with political control of the financing and basic contenls of the
operations;

(iii) A statutory corporation, Le, a state-owned commercial undertaking
wilh the same powers as pravided for under the Companies Act,
but established through a separate legal instrument; and

(iv) A private or a state-owned company established in terms of the
Companies Act.

It must be emphasized that the envisaged restructuring process should be
seen as closely linked to an increased emphasis on human resources
development {(HRD) as constructive human resources development
programmes can best be carried out as part of a restructuring process,

The MWTC initiated oris planning to undertake the following actions which,
except where otherwise staled, are already or will becorne integral parts of
MWTC2000 Froject.

Already included in the MWTC 2000 Project

{i) In 1893 a preliminary study was cammied out regarding
comnmercialization of airponl operations and air navigation
services. The study funded by Sida, concluded that (&) the
operations of the airports and air navigation services should be
separated from the cother civil aviation functions currently
performed by the Ministry, and (b) thal consultants should be
appointed to undertake an in-depth investigation to determine the
most effeclive organizational structure for the future operalions of
airports and air navigation services, This work was completed in
1997 and with the Cabinet approval to implement an Airports
Company, this initialive will be completed by July 1958, The
Airports Company will operate the eight largest airports in Namibia
while air navigation and aviation security services will remain in
the MWTC as part of the DCA.

Mwtc2000a.wpd, Expansion Febiuary 1998

Printed: 1998-05-1



MWTC2000 Project Docurmnent and Plan of Operation Page 8

(i) In 1991 the heavy plant used mainly in road construction and
mainmenance was transferred 1o a separate division under OTIMC.
The Division Plant and Equipment manages these pieces of
equipment with its own separate operational accounl. This division
now sells machine time and related services to other divisions in
the Ministry, as a first slep to set it up on an independent
operational footing. On 29 March 1984 Cabinet authorized that a
full-scale study on the cornmercialization of this division be canied
out, This study is divided into two phases, i.e. evaluation and
impiementation. During the first phase it was shown that a
separate commercial entity depending on plant rentals anly, would
nol be viable, but thal a commercial approach to include this
funclion with that of road maintenance, will be more viable.
Cabinet approved this approach and final approval for the
implementation of a Roads Contractor Company aking over all
road maintenance activities inciuding the plant rental function
presently performed by the DOT, is now awaited.

(iii) Based on initial work done by and recornmendations made in the
DWP, it was decided to prepare a document on road taxation.
During March 1993, Cabinel approved in principle the policy
proposal submitied by the Minisler entitled 'A Proposed Folicy on
Road User Charging' and the appointment of an Interministerial
Committee of Technical Experts on Road User Charging (ICTE),
comprising representatives from the MOF, MME, MRLGH, MTI,
and MWTC, 1o further investigate technical, institutional and
administrative malters related to road user charges and o make
final recommendations in this regard. While the main focus of this
work has been on the structure of taxation affecting road users and
road use, the institutional aspect associated with road user charges
was also reviewed, Initial studies have been made and discussicns
have been held by the 1ICTE on linking the paymuonts for use of
roads directly to expenditure on road maintenance and
construction by means of a road fund. The final report by the ICTE
was released in August 1994 and afier approval by the five
ministers concemed, was approved by Cabinet on 25 July 1895,
Cabinet after further development work mainly on the
establishment legislalion and the financial systems required,
approved the implementation of the Road Fund Administration
{RFA) and the Roads Authority on 27 October 1987, This proposal
is 4also in line with the SADC Protocol on Transport,
Communications and Meleorclogy signed by Namibia on 24
August 1998 and promulgated on 29 Seplember 1997, Work is
now ongoing to establish both entities.

(iv) Dunng June 1993, Cabinet decided that an Investigating and
Restructuring Technical Committee, should be established under
the Chairmanship of the Deputy Minister of WTC in order to
develop policy recommendations for the restructuring of the
Government Garage. The Committee, after having investigated
the financial and operational problems of the Government Garage,
identfied two categories of problems in its report of 1 September
1994, i.e. 'domeslic’ and 'basic' problems. The solulion envisaged
for addressing the 'basic’ problem is to carmry oul a study with a
view to commercialize the Government Garage, as part of the
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)

(vi)

MWTCZ2000. Cabinet approved the report and its
recommendations at its meeting on 4 Octoher 1994 This work was
taken forward with the completion of a feasibility study on the
restructuring of Government Garage in February 1997,

The MWTGC2000 Project has in 1996 under the lead of the MTI
initiated a report on the Review of current arrangements for the
steering, monitoring and regulation of parastatals in Namibia as a
precursor to detailed studies to propose coherent policies and an
institutional arrangement to propery manage and requlate SOOE's
in Narnibia, Cabinet also as part of {he decision to restructure
Transnamib (Ltd)y (TNL), instructed the MTI to implement a State
Enterprise Management Board (SEMB) specifically for this
purpose. A feasibility study to come up with these proposals is
currently ongoing.

A Cabinet Decision of 4 June 1995 instructed Ministries to
categorise their Government functions into essential (core) and
non-essential (non-core) groups and to come up with proposals
how 1o restructure themselves to eventually focus on core
funclions only and to oulsource the non-core activities. The MWTC
in February 1997 at its first Management Workshop to Plan the
Restruciuring of the Ministry finalised these plans. The initial steps
for the transformation of the DOW and the DOACSS was set oul
and confirmed. In September 1997 Cabinet approved the
commercialisation of the DOW in principle and a feasibility study
to propose an institutional structure 1o support this decision will
commence shorly, A further feasibility study to transform the non-
core functions of Securily Services, Cleaning Services and the
Governinent Slores and Printing of the DOACSS v olso
commance shorlly.

2.4.2 2 Funded by Sida cutside the MWTC2000 Project

®

(i)

Linked to the two activities described in (i) and (iii) above, the
Ministry approached Sida for support on a National Roads Master
Pian study. This study primarily focusses on the systems for roads
planning, budgeting and execution of road works that the Roads
Authority will use and on the developmen! of an equitable and self-
sustaining road user charging systern, The original approach to
focus more on an institutional study to review (a) possible future
institutional arrangemants in the reads sector; (b) the intreduction
on a large scale of the execution of read maintenance through
contracting (the Ministry has already starled on a small scafe lo
contract-out road maintenance rather than do it through force
account); (c) the financing neads of the sector in the future; and {d)
the potenlial for self-financed operations through a road fund
through the implementation of road user charges, was changed
due to the conclusions of other studies referred to in this section.

Althe end of 1693, the Ministry approached Sida with a request for
assistance to recruit a Director of Civil Aviation (DCA) in terms of
the Specific agreement batween Sweden and Namibia on direct
employment by Namibia of foreign personnel to fill posts of
strategic importance in the public service. Sida agreed 1o this
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(iii)

(v}

request and the position was filled as from 1 January 1995. The
recruited person will serve for a pericd of 3 years. It is expecled
that during this period the DCA will set up the Directorate: Civil
Aviation on an operationally self-sustained basis, The emphasis of
the DCA's work will be on the regulatory aspects, and te design
and develop an appropriate organisationa! structure for the future
civil aviation administration within the Ministry. Concermning the
commercialization process of the operational pants of the present
Directorate; Civil Aviation, the DCA's role will be prirmarily that of
a facilitator. This project is ongoing and may based on a
Presidential Enquiry into the aviation safety in Namibia be
progressing rapidly in future,

During the review meeting between the Ministry and Sida in
Qctober 1993, the two parties agreed to embark on 2 human
resources development study. This study, which focuses on the
needs ofthe entire transpont and communications sector, including
the private seclor, has an emphasis on both the demand and
supply of crucial skills for the sector in the country. The purpose is
to identify the main issues with respect to the provision of
adequately trained personnel for the sestor. The study has a
forward looking and long-lterm perspective and is seen as a
prerequisite for the successful implementation of the restructuring
of the Ministry. The study was carried out during mid-1994, and &
report was released in September 1994, Its findings formed a
fundarmentat input into the MWTC 2000 Project’'s human resources
aclivities where with Sida support comprehensive scholarships
were made available to deserving students in Civil Engineering (15
to date) and Transport Economics (1 e date).

Cne of the proposals of the White Paper on Transport Policy is to
introduce a new approach to quality control in the road transpon
industry. Cabinet approved the establishment of an Operators and
Drivers Professional Associallon (OFPDAY), which will be run by the
operators and the drivers themselves. It will be a self-regulatory
body which will aiso be able 1o perferm other public functions as
delegated to it by the government. The Ministry has recently
initiated work to establish OPDA but this initiative will only be
completed with the promulgation of the new Road Traffic and
Transport Act. This Act will provide the basis for self-regulation in
the transport sector. While OPDA will be a part of the new
amangements in the transport sector, further work to prepare for
OPDA is not an integral part of the MWTC2000 project, but part of
the ongoing transpon policy work in the Ministry.

2.4.2.3 Funded by others and not to be included in the Project

®

The GRN has expressad a desire {o undertake a restructuring of
TransNamib Lid. (TNL), and on 22 November 1994 Cabinel decided that
an independent Task Force should be appointed to undenake a review of

THNL. This Task Force investigated the inadequate financial performance

of TNL and the absence of appropriate instruments pravided for in the
present legal framework to effect its accountability and performance . The
inadequacy of the present legislation has also given rise fo constrainls
between the GRN and TNL, essentially as no ownership function is
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24.2.4

®

(i)

D)

(iv)

2.5

provided for, The ITF concluded its work in 1996 and Cabinet approved lls
main recommendations at a special session in September 1996, These
decisions will lead to the creation of a Holdings Company (TNLHC)
managing several newly created companies, one each for Air Narmibia,
Transnamib Transport and Transnamib Fropery Managemenl. The
implementation work o restructure TNL is carmied out independently of the
MWTC2000 Project.

Funded by others and to be included in the Expanded Project

A review of the maritime administration within the Ministry was undertaken
by a consultant as part of the Norwegian support to the Ministry of Sea
Fisheries and Marine Resources. The report released in August 1994
identified a number of shoricomings in the present DMA. The report
recommended the provision of technical assislance services to strengthen
the capacity and enhance competence in the Division. Action on this
proeposal by the NMorwegian Administration for Development Assistance
(NORAD) led to NORAD support with the recruitment of a Director for
Maritime Affairs to assist with the development of a fully functioning DMA.

Work is currently ongoing to develop the necessary legislation to achieve
this aim. This legislative review is not pant of the MWTC2000 Project, but
the Expanded Project will manage the restructuring of the DMA to establish
a Marttime Affairs Authority.

The restructuring process affacting the DCA will not be cornpleted with the
Alrports Company referred 1o in 2.4.2.1() above. A presidential
Commission of Inquiry into the Aviation Regulatory Practices of the
Directorate: Civil Aviation in the MWTC sat from 30 July to 22 August 19987
to complete their brief. The final repon is expected shortly, but one of the
recommendalions that was highlighted in the intedim report of 23
September 1997, was to establish an autonomaous Civil Aviation Authority
with its own financial base, The Expanded Project wiii manage this
restructuring process as soon as the findings of the Commission are
accepted and approved far implementation,

The MWTC has in November 1997 completed a study on the requirements
for the Meteorological Services presently provided by the Ministry, This
study recommends that a Quasi-Governmental Meteorological Service
(QGMS), a SOOE, be accepted as the initial madet to provide the required
minimurm level of service.

Since 1996 work has been ongoing in the DOW to investigate options 1o
improve efficiency. These pre-feasibility studies pointed to a
commercialised structure oulside the present Government system as the
maost feasible option 1o achieve [ong lerm efficiency. Cabinet considered
the findings of these studies and on 16 September 1997 decided that the
MWTC may continue with detailed feasibility studies to develop the most
feasible commercialisation model. This feasibility study will be part of the
Original Project while the work that will flow from that will be part of the
Expanded Project.

Gavernment Policies on Restructuring and Commercialization

While the Govemment has not yet fermulated any overall policies with respect to
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the restructuring of the government, Cabinet has taken a number of decisions which
clearly imply that it supports far-reaching reforms {see Section 2.4). Furthermore
the White Paper identified the need for new institutional arrangernents in the
transpornt sector, and recommended that "The Ministry should initiate a study to
review operational and organizational arrangements wiih respect to roads, airporis
and air navigation services and formulate regulatory policies to be applied on
parastatal companies in the transpart seclor” (R1.1), This recornmendation has
been accepted by Cabinet,

The need to restructure central government is also emphasised in the Nationai
Development Plan 1. The NDP1 envisages that (i} the Government will continue to
withdraw from activities that can be more cffectively undertaken by the private
sector; (ii) the ownership, management structure and pricing policies of existing
parastatals will be reviewed, (il)) parastalals will become increasingly self-financing
or rmore open to competition, orwill be privatised altegether; {iv) the number of civil
servants will be reduced; and (v) increasing use will be made of user charging to
attain cost recovery.

2.6 The Nead for the Project

The Ministry has recenlly started to review the process for restructuring of its
organizational structure for several reasons. From this work flowed several issues
that call for one project to manage all restructuring initiatives. These are

(N the shear magnitude of the task,

{1 the need for coordination between the many different ongoing and
planned aclivities to ensure a proper future institutional structure
and phasing of changes

(iii) the need for adequate control on part of the management of the
Ministry to ensure that the changes are in the interest of Namibia
and in accordance with the Governmaent's policy, and

{iv) the need for adequate coordination with other rinistries and
initialives of the GRN in the area of public seclor and parastatal
roform,

The conclusion of this review was that there is no alternative for the Ministry but to
try to push through the restructuring process as an integrated and cormnprehensive
exercise with respect to its transport and communications functions during the next
five years. As already indicaled, the Ministry is coming under considerable strain,
and there is an apparent risk that functions could break down in the coming few
years, as a result of the probiem of recruiting and retaining competent staff, By
formulating a vision, which offers a credible alternalive for how to perform the
required functions, it should be possible to engage the suppert of the ministerial
staff and also te recruit new staff, Their full involvement is absolutely essential to
the success of the MWTC2000 Project.

In view of the previous support to the Ministry, as well as the role already played by
support from Sweden to the many proposed and ongoing activities related to the
restructuring process, Sida approved their support of the original Project Scope
(See the next chapter) to achieve a coordinated and adequately controlled
restructuring process.

The proposed expansion of the MWTC2000 Project forms the basis of a forma)
reques! to Sweden to consider the support for the project as a whole before other
passible donors will be approached, In the light of current funding allocation trends
expanded donor support would enable the MWTC to continue with this framework
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and will provide the means to the MWTC for achieving the aims and objectives of
the planned restructuring of the Ministry,
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3 THE PROJECT

3.1 Sector and Project Ohjectives

Sector Objeclive: The expanded Froject forms part of a restructuring programme
of the Namibian public sector, with the objective to enhance efficiency in all the
sectors in which the MWTC operates. Initially the original project focussed on the
transport and communications sectors, but the expanded project will cover all
sectors wherein the MWTC operates.

The means to be used to attain this objective are:

(1 Clear definition of roles to be played by and delegation of authority
to different actors in the sector.

(i) Robust mechanisms for enforcing accountability.

(i) Clearpoliciesimplemented for user-pay chamges and cost-recovery
with respect to goods and services supplied by SO0gs,

(iv) Appropriate regulatory mechanism in place aimed at promoting

competition and nen-deminant behaviour.

The atlainment of the objective will be difficult to establish, both on account of
measurement problems and the time required before the outputs of the Project yield
visible resulls. It is therefore proposed that the means of verification to be used, be
in the form of a peer review during implementation with the aim of assessing the
appropriateness and relevance of the proposed new legal and organisational
frameworks.

Froject Objective: The immediate objective of the Project is 1o strengthen
accountability and enpance efficiency of the Ministry and the SOQEs under its
auspices, Some of the indicalors that may be used 1o establish whether these
objectives were attained are;

) Significantly reduced appropriations under each vote,

(i) Lower costs for maintaining the road network at given standards.

(iii) Full cost-recovery obtained in the road sector throughthe

coliection of road user charges.
(iv) Lower costs to the state or S0O0Es for hiring of vehicles,

(V) implementation of full cost-recovery policies 10 operate airporns.

(vii) Lower costs for maintaining government buildings at given
standards.

(viily  Lower costs for supplying Security, cleaning, slores and printing
services.

3.2 Project Qutputs

The Project will produce several different outputs, which can be grouped into 4
different classes of outputs as shownin Table 3.1; (see also Annex 2 which lists the
Objectives, Ouiputs andd Activitics of the Project in the form of a Project Matrix, and
Annex 3, which sets out the relationship between Qutputs, Inputs, Activities and
Stages).
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Table 3.1: Project Outputs

Class of Qutput Output
Original Project Expanded Project

Coordination Coordination Coordination

Folicies Regulation, Accountability and
Manitoring of SOQE's

SO0E's SEMB/ ADCOM Maritime Affairs Authty
Airpert Operations Civil Aviation Authority
Road Maintenance and Plant Meteorological Services
Government Garage Dow
Roads Authority DOACSS
Road Fund Administration

MWTC New Structure for MWTC New Structure for
Recommendations for MWTC
restructuring DOW and
DOACSS

3.2.1  Original Project

The contents of the qutputs will cbmprise:

(i

(i)

(i)

Coordination: This oulput, to be produced mainly internally by the Ministry,
will ensure that all the other outputs are designed, developed, and
implemented, in accordance with the policies of the Government and in line
with the implementation schedule set out in this Document, and as
madified on an annual basis in the Revised Plan of Operations (see
Section 4.1).

Development of policies for (a) the obieclives, accountability and
maonitaring: and (b the requlation of state-owned operational entities: The
two outputs will be documented in basic policy documents, 10 be accepted
by Cabinet, and in {draft) legislation, including new and/or amended acts.
The documentation will cover the institutional implications of the new
paolicies and will identify feasible approaches for the implementation of
recommended new inslitutional arrangements. Before action is taken by
Cabinet, draft palicy recommendations will be subjected to a peer review.
This output will be completed with the establishment of an inslitutional
arrangement now termed SEMB, to execute these policies.

New State-Owned Operational Entities: The transformation of the following
operational activities of the present MWTC 1o separate and independent
operational entities, to be appropriately structured, including, where
relevant, to be (partly) privatized: (2) airport gervices; (B) maintenance of
those roads which are the responsibility of the State (Stale Roads) and the
heavy plant poal; (¢} Government Garage, (d) Roads Authority and (e)
Road Fund Administration.Each one of the five outpuls includes the estab-
lishment of a functional new entity, including the enactment of relevant
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%

3.2.2

(in)

(ili)

legislation, the development of a business plan, the establishment of a
management struclure, the establishment and implementation of
management systems, the development and initial implementation of a
programme faor cost-recovery, and the formulatiaon and initial implernen-
tation of a human resources development programme, including a plan o
promaote affirmative aclion. The output '"Maintenance of State Roads' will
also include the design of a programime to establish small contractors to
undertake maintenance work.

Reorganization of the Ministry of Works, Transport and Communicatign:
This class comprises two outputs,

The first is the development and initial implementation of a new
organizational structure for the MWTC (New MWTC") 1o handle remaining
functions in the transport and communication seclors inclusive of road
safety and the possible affiliation of traffic police, which will mainly
comprise palicy and monitoring work, and regulatory activities (An outline
of a possible 'New MWTC' is presented in Annex 4). This Qutpul will be
limited to the actual development of an appropriate structure, including
manning and job description, but will not include the training of staff, eic,

The second Output is the initiation of the transformalion of the Depantment
of Waorks (0OW) and remaining parts of the Department of Administration
and Centralized Support Services (DOACSS). This Oulput comprises
proposals for a prograrmmme and an implementation framework for the
appropriate transformation of the remaining operational activities of the
Ministry. The Qulput is thus limited to the establishment of the initial
framework to allow for the implernentation of a similar process as for the
transporl and communication sectors,

Expanded Project
The outpuls of the expanded Project will comyprise of the following,

Cogrdination: The expanded project has the same outpuls as the QOriginal
Project.

New State Owned Operational Entities: The following activities of the
MWTC will be transformed where relevant, to separate and independent
SOQ0E's; (a) Aviation Safety Regulation and Registrations as well as Air
Mavigation Services, (b) Maritime Safety and Registration, (¢)
Meteorological Services, {d) Provision and maintenance of Government
Buildings and Gardening Services, {¢) Security, Cleaning and Stores and
Printing Services. Each one of the five outputs will where relevant, include
the establishment of a funclional new enlity, including the enactment of
relevant legislation, the development of a business plan, the establishment
of a management structure, the establishment and implementation of
management systems, the development and initial implementation of a
programme for cost-recovery, and the formulation and inftial implemen-
tation of a human resources developrment programme, including a plan to
promote affirmative aclion. The output 'DOW: Maintenance of Government
Buildings' will also include the design of a programme to establish small
contractors to undertake maintenance work.

Reorganization of the Minislry of Works, Transperl and Communigation:
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This output will be the development and initial implementation of a new
organizational structure for the MWTC (New MWTC) to handle remaining
functions once all the operational functions are removed. The functions of
the 'New MWTC' will focus mainly on policy and monitoring work, and
regulatory activities (An oulline of a possible ‘New MWTC' is presented in
Annex 4). This Oulput will be limited to the actual development of an
appropriate structure, including manning and job description, but will not
inciude the training of staff, etc.

3.3 FProject Activities and Inputs

In order to produce the Oulputs, different types of activities will be required (see
Annex 2). Each activily is produced by using various types of inputs, either
praofessional services such as financial advisory, legal advisory, policy advisory and
HRD advisory services, or staff inputs of the MWTC, such as the Chief Executive
Officar (CEO, see Section 4.1) and other officers, One or several activities will be
required 1o 'produce’ a Project Output. Also, each Output will be 'produced' in
stages, each stage comprises one or more activilies.

The relationship between Inputs, Activities, Stages and Qutputs is set out in further
details in Annex 3. This Annex also illustrates which Kinds of activities that are
currently envisaged to be required for each Stage of and Qutput. It should be
mentioned that most Outpuls will comprise three Stages: (i) preparatory; (ii)
implementation; and (il post-implementation, which will focus on HRD activities.
It should also be noted that the actual combination of activities to produce an output
may have to change due to specific circumstances that might occur during Project
implementation. It will be the responsibility of the MWTC 2000 Steering Commitiee
(see Section 4.1) to determine the best combination of Inputs {0 produce the
required Oulputs, as well as the phasing of various activities as required,

3.4 Cost Estimate and Financing Plan
341  Original Project

The revised cost estimate for the Project is N% 24,2 million in total. This estimate
includes technical and price contingencies, as well as a total of N$0,513 million
which was disbursed during period of ihe previous Swedish - Namibian Transport
and Communication Seclor Ceoperation Agreement, i.e. before the proposed
official initiation of the Project on 1 July 1995, Inflation in Namibia dollars has been
assumed {0 be 8% per annum, and assumptions were also made regarding the
trend of the SEK/N$ exchange rate. (For delails see Annex 5).

It was agreed thalt Namibia and Sweden share this cost ahout equally, in that
Sweden will make available SEK 13,0 million to the Project from 1 July 1995 10 31
December 1999, and thatNamibiawillundertake to contribute the balance, Namibia
will also be responsible for funding any cost overruns incurred during the
implementation process of MWTC2000 as well as the cost of additionat activities
which the Steering Commitlee (see Seclion 4.1) may recommend as essential 1o
camplete of the Projedt on schedule. It is furthermore proposed that the Swedish
contribution during each year of the implementation of the Project should amount
to about 50% of the estimated expenditure in Namibian dollars to be incurred during
that year, upto an accumulated maximum level of SEK 13,0 million.
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3.4.2 Expanded Project

The cost estimate for the Expanded Project is N$ 16,5 million. This work
will be initiated in 1998 and will be completed by April 2001,

This exceeds the time of the Specific Agreement that will end by the year
2000.
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4 PROJECT IMPLEMENTATION

41 Implementation Arrangements
411 MWTC2000 Steering Committes

To direct and lead the implementation of the Project, the Ministry established a
committee, to be known as the MWTC2000 Steering Committee. This Commitiee
is chaired by the PS and has as members concerned senior officials of the MWTC.
Senior officials of other stakeholder Ministries and the recognised Trade Union are
included during decision making meetings/sessions. The Minister authorised the
Committee to take all decisions for the finalisation of all the agreed Outpuls of the
Project. This included the preparation of implementation schedules, comprising an
Annual Plan of Operalions and a (Revised) Indicative Plan ef Operations until
Project completion, the formulation of TOR for consultants, their recruitment, and
the supervision and management of their work. The Steering Commitlee came into
operation on 15 October 1995, The TOR for the MWTCZ2000 Committee is included
as part of Annex 6,

The Ministry on 9 August 1995 appointed a Chicf Executive Officer (CEQ) for
MW ITC2000 to be responsible for the day-to-day work. The CEQ, a member of the
MWTG management group, has full powers to execute all decisions of the Steering
Committee. The CEO acls interms of an authority and TOR issued by the Minister
and reports to the Steering Comimittes and on a day-to-day basis to the PS. During
the period from 1 May, 1985 until the CEO took up his position, the Ministry
appointed an acting CEO. The TOR for the CEO is also included as parl of Annex
6. The CEO is assisted by such staff as may be required from time to time for the
performance of his duties such as to achieve the aims and objectives of the Project
(see further section 4.5), The MWTC is also consulting with Sida prior to the
appointment of any key staff member.

41.2 ADCON/SEMB

Many of the issues to be dealt with as part of the restructuring process are of a
general nature which do not affect the Ministry alone but also other ministries. To
ensure uniformity in approach there is a need for coordination. it is therefore
proposed that ihe Government establish an advisory committee, preliminarily called
‘Advisory Committee on the Commercialization of Operational Activities in the
GRN' (ADCOM), Lo be charged with this coordinating funglion. The ADCOM would
have the role of overseeing the work of individual ministries, and would be
respensible for ensuring a coherent and consistent policy with respect to (i)
operational activities in the GRN; (i) their transformation to SO0Es (including,
where appropriate, privatisation); and (iii) the objectives, accountability, monitoring
and regulation of SOOEs. This body will report to Cabinet and will consist of PS's
or knowiedgeable persons from key economic ministries, and also representatives
from the private sector. It is envisaged that the Government will have to establish
a small secretariat of professional staff to service the ADCOM. it is recommended
that Government appoint all members of this Commiltee nol later than 30
September 1995.

This proposal was not implemented as proposed, but due to furlher Cabinet
Decisions in this regard, the project output changed completely. Cabinet appointed
a High Level Committee (MLC) under the chairmanship of OPMto list the functions
presently performed by Government thal may be outsourced. The HLC is also
tasked to refer this list to the newly created Efficiency Charter Unit (ECU) in the
OPM 1o manage the process of outsolrcing.
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Conceming the work to be done to develop policies on the ohjecltives,
accountability, monitoring and regulation of SOOE's, Cabinet decided to formally
place these under a State Epterprise Management Board (SEMB). The need forthe
SEMB reflects the condition that there is at present no depaniment within the
Govemment charged with the responsibility of overseeing and monitoring SO0Es
(as can be found in other countries). SEMB is the first step towards the
establishment of such a function within the Government,

4.1.3 General Liaison between Steering Committee and ADCOM/SEMB

h is envisaged that the MWTCZ000 Steering Committee will relate to the
ADCON/SEEMB on a cantinuous basis. Al issues of a policy nature, which affect not
only the Ministry but also other ministrics, will be submitted to the ADCOM/SEMB
for clearance before they can be submitted to Cabinet for final decision.

For the final preparation oi the establishiment of a new SOQO0E, an interim board will
narmally be appointed. The MWTC2000 Steering Committee will be responsible for
determining at what time such interim boards should be established, and will submit
proposals to the hinister for their appointment, including proposals on suitable
members and their TOR. The MWTC2000 Steering Committee will also make
proposals to the Minister for the establishment of similar executive committees for
the final implementation of other approved restructuring actions.

4,2 Implementation Schedule
4.2.1 Original Projoct

Implementation of the Project commenced with the establishment of the
MWTC2000 Steering Commitlee on 2 August 1995, The Projeci will be completed
by 31 December 1928 when it is expecled that all new organisational arrangements
will have been put in place, including the restructured MWTC with respect to
transport and communication, At that stage the restructuring of DOW and the
rermaining parts of DOACSS will also have commenced, Below follows an Indicative
Plan of Operation urtiil Project Completion; further delails are in Annex 7.

Interms of this Plan, the activities of the MWTC 2000 Project included the following
stages during the first year of operation (uniil March 1996):

1, Take over the overall management of the Study of Commercialization of
Airports and ANS, including completion of the first stage of the study
(Phases 1 to 7 of the TOR for the Study), and the imtiation of the second
stage of the Study (These two slages are identical to the two first stages of
the Airport/ANS Qutput).

2, Take over the overall management of the Study of the Heavy Plant Pool,
including the completion of the first phase and the initiation of the second
phase of this Quiput (These two phases are identical to the two {irst stages
of the Output Heavy Plant).

3. Recruit the GEOQ, appoinl the Administrative Officer, and eslablish the
MWTC2000 Committee (Coordination Oulput).

4, Recruit consullants to prepare policy documenis on the objectives,
monitaring and regulation of state-owned operational entities.  Initiate
amendment to or the drafting of new legisiation, Submil 1o ADCCM and
Cabinet for approval (Stage one of Folicies Output)
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Work out and implement an interim road user charging policy (stage one
of the Road Financing Output).

Draw up an overall strategy for the restrucluring of the roads sector,
including the implemenltation of road user charges and pessibly of a read
fund. The purpose of the strategy is to identify how the restructoring shall
be accomplished (Stage 1 of the Stale Roads Qutput).

During the second year (FY 1998/97), the following stages are envisaged {o be
under implementation;

7.

10.

1.

Implementation of new arrangements for airponts and ANS (completion of
the second stage and initiation of the third stage of Airpors/ANS QOutput).

Implementation of new arrangements for the heavy plant pool (completion
of the second stage and initiation of the third stage of the Heavy Plant
Qutput). )

Finalisation of approval of new legislation for state-owned operational
entities {(end of the second stage of Policies Qutput).

Detailed Study for the implemenltation of new arrangements in Roads
Sector completed (end of second stage of State Roads Output).

Detailed study for the future of the Government Garage completed (end of
first stage of the Government Garage Qutput).

During the third year (FY 1997/88), the following stages are envisaged te be under
implementation:

12.

13

14,

15.

16.

17.

18,

Study on the new organization of the MWTC (first stage of 'New MWTC'
Cutput)

implementation of new arrangements for airports and ANS (third and final
stage completed);

implementation of new arrangements for heavy plant peol (third and final
slage completed).

Implementation of new arrangements for the Government Garage (second
stage of Output),

Implementation of new arrangements in the road sector (third stage of
Output State Roads completed),

Freparatory study for the implementation of road user charges and a road
fund (second stage of Road Financing Output),

Preparatory study with respect fo DOW and DOACSS (first stage of Output
DOW & DOACSS).

During the fourth year (FY 1898/499), the following slages are envisaged to be under
implementation:

19.

Implementation of new arrangements in the road sector (fourth and fipal
stage)
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20.

21.

22,

23,

implementation of road user charges and road fund (completion of third
stage)

Implementation of new arrangementis for the Government Garage (third
and final stage).

implementation of new amrangement for MWTC: {completion of second
slage).

Policy and strategy formulation for DOW and DOACSS (completion of
stage two).

During the fifth and final year (FY 1999/00), the following stages are expected to
be under implemeriation:

24,

25.

26,

4.21

Implementation of road user charges and a road fund (fourth and final
stage)

Implementation of new arrangement for MWTC (third and final stage).

Initiation of implementation of new arrangements for DOW and DOACSS
{third stage).

Expanded Project

The indicalive Plan of Operation until the completion of the Expanded Project is set
out below. Annex 7 also provides further details.

During the first year of operation (1958/99), the Project must achieve the following

stages;

1.

Draw up a strategy to restructore the Directorate Maritime Affairs into an
Authorily, Initiate a study to finalise recommendations for such
restructuring. Stage 1 of Marilime Affairs Authority Output.

Foliowing acceptance of the recommendations of the Presidential
Commission of laquiry, draw up a strategy to implement a Civil Aviation
Authority. Stage 1 of the Civil Aviation Authority Output,

initiate a study for detailed recommendations on the restructuring of the
Metearological Services. Stage 1 of the Meteorological Services Qutput,

Take over the management of the feasibilily study to Commercialise the
functions of the Department of Works, cornplete this and based on the
subsequent Cabinet Decision, initiale the second phase, These are the first
and second stages of DOW CQuiput.

Take over the management of the feasibility study to restructure the
suppod funclions, Securly Services, Cleaning Services and Government
Stores and Printing, complete this and based on the subsequent Cabinet
[3ecision, initiate the second phase. These are the first and Second Stages
of the DOQACSS Qutput,

During the second year of operations {1999/2000), the following must be achieved,

6,

Implementation of the Marilime Affairs Authority. Stage 2 of Maritime
Affairs Authority Output.
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7. Implementation of a Civil Aviation Authority. Stage 2 of the Civil Aviation
Autharity Output,

8. Implementation of the restructuring proposals for Meteorological Services,
Stags 2 of the Meteorological Services Qutput,

9. Complete the detailed study on the implemnantation preposasls for DOW.
Stage 2 of the DOW Oulput.

10 Complete the detailed study on the implementation proposals for the
suppont functions, Securily Services, Cleaning Services, Government
Stores and Printing. Stage 2 of the DOACSS Qutput.

11. Draw up a strategy to restructure the rernaining functions of the MWTC as
set out above, Siage 1 of the ‘New MWTC' Output.

During the third year of aperations (2000/2001), the following must be achieved.
12, Implementation of restructuring of DOW. Stage 3 of the DOW Outpult,

13. Imptementation of restructuring of the support functions, Security Services,
Cleaning Services, Government Stores and Printing. Stage 3 of the
DOACSS Qutput.

14, implementation of the 'New MWTG ! Stage 2 of the ‘New MWTC' Qutput,

4.3 Procurernent Rules and Disbursement

Unless Namibia decides to recruit locally on terms and conditions of the Namibian
public service, the recruitment of the CECQ and his supponing stafi may be done
in terms of the Specific Agreement between Namibia and Sweden on direct
employment by Namibia of foreign personnel to fill posts of strategic importance in
the public service.

Procurement of consultancy services will be done by the MWTC2000 Committee
in terms of Namibian government procurement rules, subject to the conditions set
out in the General Agreement on Terms and Procedures of Development
Cooperation daled 19 October, 1990. All centracts will be signed and managed by
the Ministry. Disbursements of funds made available by Sweden shall be made in
accordance with the Agreements on Development Cooperation between Sweden
and Namibia in force during the period of the proposed Project.

A cash flow programme for disbursements shall be prepared and revised at least
annually. Sweden also financed part of the cost of the actlivities that were in the
process of being initiated and which resulted In costs befare the official initiation of
the MWTCZ2000 Project on 1 July, 1995,

Table 4,1 presents as a new baseline the revised expenditure planning for the
project, A new estimate of expenditure, such as shown in Annex 5, has been
prepared and will be revised from time to time as required, but at least annually as
soon as the actual expenditure for the past financial year is known.

Mwtc2000a wid, Expansion February 1998
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Table 4.1; Disbursement of Total Funds and Swedish Funds during the Period

of Implementation - Revised Baseline Plan (Mar, 1998) {M N% or M SEK)
Year Total Funds (M N$)  Swedish Funds (M SEK)
Project Orig. Expand, Orig. Expand.

1984/95 04 00 0,4 0,0

1595/96 1,0 0.0 0.0 0o

1996/97 35 00 33 00

1897/98 7 Q.0 39 0,0

1998/99 116 1.8 9,0 1.4

1999/00 28 56 2,2 44

2000/01 1,2 92 08 7.3

Total 242 16,6 19,6 13,1

Conversion factor for estimated SEK amounts from 1998/85 on = SEK1,6/N$

4.4 Budgeting, Accounting and Auditing

The Ministry will budget annually for the entire cost of the Project, including the
proposed Swedish contribution. The budgets will be prepared on the basis of an
agreement reached between Namibia and Sweden during the Annual Seclor Review
for the Transport Sector, which will take place during the month of November,
During this Review the two panties will agree on an Annual Flan of Operations for
the following FY, including main activities to be undenaken, and the estimated costs
for both countries. They will also agree on a Revised Indicative Plan of Operations
until Project Completion (as illustrated by Annex 7). The preparation of the Annual
Plan of Aclion and the Revised Indicalive Plan of Operations will be the
respansibility of the MWTC2000 Steering Commitiee.

Separale accounts will be maintained for the Project by the Ministry. As provided
for in the General Agreement on Terms and Procedures of Deavelopment
Cooperation dated 19 October, 1990, Sida will at any time have the right to
undertake an audit of the Project accounts.

4.5 Performance Indicators

A complete list of the performance indicatars, and the means of verification 1o be
used, are in Annex 2. The performance indicatars as spelled out for the Sector
Ohjective and the Project Qbjective are also set out in Section 3.1

Some of the indicators are related to the completion of varicus actions by the
Ministry and the Govemment under the project. Critical such completion dates are
listed and considered further in Section 5.3,

Mwde2000a,wid, Expanzsion February 1598
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4.6 Project Monitoring and Reporting

The MWTC2000 Steering Committee must prepare quarterly and annual reports on
the progress of the Project, and submitthese to the Minister and Sida, not laterthan
45 days after the end of the quarter or year. These reporis will contain information
on, inter alia, progress of Project implementation, disbursernents, achievementsin
terms of relevant performance indicators and problems encounierad. Within 30
days of receipt of such Reparts, the Minister and Sida will meet to evaluate the
report, and will after all such meelings submit their comments in writing to the
MWTC2000 Steering Commitiee.

At the completion of the Project at the end of 2000, the MWTC2000 Steering
Committee will submit an extensive Project complietion document, with financial
statements and a service performance statement wilth respect 1o relevant
performance indicators of the Project.

To assist with compiling the required information and to ensure its integrity, the

Ministry will provide adequately proficient staff to work on a regular basis for the
CEQ.

Mwic2000a wpd, Expansion February 1555
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5 PROJECT EVALUATION

51 Main Benefits of Project

The econormic benefits of the Project are primarily to be found in (i) reduced costs
for maintaining the road network and Government Buildings of Namibia at given
standards, (ii) better utilization of the assels used by the railway, air transpont
operators and road transport operators; (i) better utilization of the assets under the
control of Division: Plant and Equipment (the Heavy Plant) and the Government
Garage; (iv) increased revenues lo Namibia from the imposition on foreign
operators of user charges for flying through Namibian air space or for making use
of Namibian roads; (v)improved service delivery from security, cleaning and stores
support services; and (v) higher quality services being provided by the MWTC. It
is not possible 10 quantify the value of these benefits, However, considering the
potential for cost savings in both road and building maintenance aclivities alone, the
Project should be able to generale benefits larger ithan the tolai eslimated cost of
the Project already by the year 2000, '

The burden on the Central Revenue Fund will be reduced significantly through the
Project. This will be accomplished through (i) a reduction of hidden subsidies to
airports and ANS; (ii) reduced costs for making use of hesvy plant and vehicles; (Jii)
reduced cosis for maintaining roads at given standards; (iv) increased revenues
through the imposition of road user charges; (v) reduced cosls for providing and
rmaintaining Government buildings; (vi) reduced costs for support services like
security, cleaning, stores and printing; and (v) reduced costs for operating the
MWTC, also afler taking into account the transferring of staff to SOOEs, if a road
fund is established, the revenues from the road user charges will not accrue to the
Central Revenue Fund while (almost) all the expenditure on maintenance and
construction of roads will nol be funded by the Ceniral Revenue Fund.

5.2 Other Impacts of Froject

The: Project will likely lead to a need to reduce the employment of staff in the public
seclor (including in SO0ES), 1 cannot be ruled cui that it may become necessary
to undertake retrenchments,

The Project is essentially a large-scale institution building exercise, It will entail the
establishment of new structures which will be more client oriented, and which will
therefore have to place greater emphasis on the development of their staff. 1t is
expected that the Project will speed up the implementation of efiective affirmative
action programimes, which will be in the interest of the less advantaged groups in
MNarmitia,

The implementation of new arrangements in the road sector will likely have an
important impact on the structure of the contracting industry, and its method of
work. It is envisaged that all work after the reform of the State road sedclor will be
contracted out, which will offer numerous opportunities for small-scale contraclors.
These contractors will find it advanlageous to employ more labour-intensive
techniques than normally used to date, both on account of the smaller capital needs
when undertaking work inthis way, but primanly as it will often prove cost-effective.

Printed: 1598-05-01
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83 Risks and Risk Mitigation Measures

Two types of risks are associated with the Project, those which can be managed and
controlled as part of Project preparation and implermmentation, and those which are
genuine risks, and essentially beyond control. The latter type of risks are referred
to as external factors some of which are identified in Annex 2.

The following manageable risks were identified at Project startup. It was not
necessary to implement any mitigation measure as these risks were properly
managed,. The proposed risk mitigation actions are set out after each factor has
been indicated:

1. Inadequate funds made available for the full completion of the Froject.
Risk Mitigation Measure, A Specific Agreement was signed for the
Project, requiring Sweden to finance SEK 16.0 million and Namibia the
balance between the originally estimated project cost of N3 16.0 million and
SEK 16 .0 million. The Specific Agreemenl also requires that Namibia must
finance possible cost overruns on account of activities which are deemed
essential for the timely completion of the Project. The Specific Agreement
furthermore require that the Ministry and Sida each year agree on a Plan
of Operations and associated estimated financial requirements for the
following financial year during Sida's Annual Seclor Review.

2. Delays in the appeiniment of (i) the Steering Committee {1 July 1885); (ii)
the Acting CEQ (1 May 1885); and (iii) the Administrative Officer to work
for the MWTCZ000 Committee (1 July 1995). Risk Mitigation Measure;
Initiation of Swedish disbursermnents under the Project (with the exception
of activities initiated during FY 1994/95) will be conditional on that
appropriate aclion will be taken on all these matters.

3, Delays inthe appointment of (i) the CEO {1 July 1995); and (i} the Advisory
Cormmittes on the Commercialization of Operaljional Activities in the GRN
(ADCOM) (30 Seplember 1995);. Risk Mitigation Measure; Sweden will
not disburse any money during the second year of the Project, except for
Project aclivities already underway, until the CEQ has laken up his/her
position and the ADCOM has been established and come into operation.
This was not necessary as the CEO was appainted in lime while the
ADCOM issue was overtaken by later Cabinel Dedisions,

4. Appointment of an adequately competent CEQ and key members of the
CEO's supporing staff. Kisk Mitigation Measure: Sida has been
appropriately consulted before the recruitment of the CEO and any key
member of his supporting stalf. The CEQ was appointed at management
level,

5. Inadequate powers given 1o the Steering Comimittee and the CEO. Risk
Mitigation Measure: The TOR for the Committee and the CEO formed
integral pars of the Specific Agreement,

6, Misunderstanding regarding the objectives, outputs, activities and inputs of

the Project. Risk Mitigation Measure: The Project Matrix in Annex 2 is an
integral part of the Specific Agreament,

The only risk that could still be considered for both the original and the expanded
Froject is the following,

7. Inappropriate policies and institutional arrangements pioposed.  Risk

Mwic2000a wpd, Expansion February 1994
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Mitigation Measure: A peer review mechanism will be part of the Project.
One or two internationally recognized experts will be recruited to review
proposals made with respect Lo policies and draft legisiation for (i) the
objectives, accountability, monitoring and reguiation of SOOESs; (i) the
future institutional arrangement in the road sector, including road user
charging and the possible establishment of a road fund; and (i) the future
crganizational arrangements in the MWTC.

MwAc2000a wid, Expansion Fabruary 1998 Printed: 1996-05-01
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Annex 1: Current Structure and Manning of MWTC

Established Posts

1995 1998
1. DEPARTMENT OF TRANSPORT 3837 2784
Directorate Planning & Transpert Management 187 178
Directorate Transport Infrastructure Maintenance and Construction 2789 2258
Directorate Civil Aviation 538 3N
Directorate Maritime Affairs 23 25
2. DEPARTMENT OF WORKS 1935 1717
Directorate: Capital Project Management 52 52
Directorate; Maintenance 1 883 1 665
3. DEPARTMENT OF ADMINISTRATION AND
CENTRALIZED SUPPORT SERVICES 2 937 2917
Directorate Adminisiration 332 275
Directorate Centralized Support Services 2604 2 642
TOTAL MINISTRY 8408 7 418
Printed: 1998-03-01
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Annex 2: Project Matrix
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Annex 3: Relationship between Outputs, Stages, Inputs and Activities
A. Inputs

There are four types of inputs;

H MWTC Staff Time

12 Coqsultancy Services (including financial advisory, legal advisory, policy advisory and HRD
advisory Services)

13 Time of Other Individuals (including from the private sectorn)

14 Management Systemns

B, Activilies

Inputs are required to 'produce’ activities. The following activilies can be identified:
Activities inputs required

At Coordination, TOR, Direction

& Information I, 12
AZ Preparatory Studies 12
A3 Interim Boards 11,12, 13
Ad Lega! Documents 1, 12
AS Opening Balance 12
A Recruitment & Retrenchrment 12

AT Appointment of Management &

Boards 1,12
AB HRD Frogrammes I12
A9 Execution of Sales 12
A10 Systems Development 12, 14
Al Feer Review 12,13

Mt 2000a,wpd, Expansion February 1998 Printed: 1998-05-01
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Annex 4: Envisaged Future Structure and Manning of MWTCG

The attached Figure A4.1 shows one pessible Tuture structure for MWTCG, once the MWTC 2000 Project
has been completed. I should be seen as an example for illustrative purposes and not as a
recommendation. This arganisational stracture envisages that also DOW and DOACSS have been
reformed. {In the event tha! these two Departments still exist, these will report separately 1o the
Permanent Secrelary ) The total professional staff of MWTC is expecied 1o be less than 100 persons,
and the total establishiment of MWTC would be less than 150 positions.

The 'Now MWTC would consist of one Siaff Fundtion (the Corporate Function) and three Departments,
The Staff function would mainly be concerned with the development and operations of the MWTC itself,
but would also contain ‘Information’, i.e. contacts with the public, and public relations, The Requlations
Depanment would be concaermed wilh the administration of the existing legistation pertaining 1o safety and
the environment; the Contracts and Monitoring Depatment would be responsible for negotiating and
monitoring agreements with the administrations under the auspices of the Ministry (see below), and also
contracts for the proavision of possiblc subsidies to e g. airports, sea navigation facilities and the railways,
as well as self-regulatory bodies under the supervision of the Ministry, for example the Operators and
Frofessionat Drivers Association (OPDA). This Depatment would alse collect and collate data and
statistics of relavance 1o the transport, communications and works sectors in general and its functions
in particular, The Policy Repaniment would be responsible for alt bilateral and multilateral negotiations
conceming economic requlatory regimes, and would have the overal! responsibility for providing policy
advice and drawing up new legislation.

There would be three types of independent bodies under the Ministry, viz. administrations, commercial
cntities (including authorities) and self-regulatory organisations, Cabinet has already approved the
establishment of a Road Fund Administration, which would be financed from road user charges
channelied through the Road Fund. The Road Fund Administration will be governed by its own Board,
but will fall under the auspices of the Ministry of Finance.

The commercial entilies have fourtypes of interface with the gavernment; () the ownership function; (i)
safety and environmenta! control; (ili) subsidies; and (iv) economic regulation. Functions (i) and (i) will
be performed by respectively the Regulations Depailinent and the Conlracts and Moniloring Departiment
of the Ministry, The two other functions, and the role 1o be played by the Ministry in the performance of
these funclions will be studied as part of the Policies Output of the Project, The naw entities alreacy
appraved by Cabinel are the Roads Autherity, Roads Contractor Company and Airporls Company.
Whereas the lalter will genarate its own revenue, the former two will be funded from a dedicated Road
Fund. All would have to annually report to and negotiate an agreement with the Ministry. It is envisaged
to create a quasi-govemmental Meteorological Service, The other commercial entities listed in Figure
A4 .1 should be scen as {enfative,

The third type of organisation arc the self-regulatory bodies, Cabinet has already laken a decision onthe
establishment of OPDA_ it is possible that it may also be necessary to transfer certain powers to a similar
body for non-commercial road traffic (a Road Safely Board), in orderto stimulate community involvement
in road safely work, The self-regulalory bodies will be supervised by the Regulation Department as
concerns safety and environmental aspects, The Contracts and Monitoring Depardment will have 1o
negotiate agreements with such organisations in orderto agree on certain standards of performance and
possibly for the provision of subsidies.
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1.

[ Minlstar

Dep. Minister |
o L

| Parmanant Seuamﬂ
‘Corporate Functions'
* Lagal Advisa
* Byslems
* Infarrn ation
* Budgeting
* Flnangial Contral
*HRD
e O 1.
Confracts & Monitodng Regulation Bolloy
{~ 15 prof.} {Safaty and Environmant) . (~ 10 prof.)
" Abports (~ 1 prof) {~ 20 pret ) * Alr Trangpor (~ 2 prot)
* Clvll Aviatlon (~ 1 prof) * Road and Rall {(~ 15 prof.) * Intermnational
* Communlations {~ 2 prot) | | Works (~ 5 prof) Rolations (~ 3 prof.)
* Maritime Alfalra (- 1 prof) * Intarnational Read
*OPDA (~ 1 prof) Tranzpoit (~ 3 pol}
* Raliway {~ 1 prof.) * Miscallanaous (- Z prof.)
* Raads (~ 3 prof)
*Works (~3 praf.)
* Miseallanesus (~ 2 prol.)

Road Fund Administration with own Board, under the auspices of the Ministry of Finance

Commercial Entities (incl. Authorities):

Namibian Ports Authority, Roads Authority, Civil Aviation Authority, Maritime Affairs Authority,
TransNarnib Holdings (Pty) Ltd, TransNamib Transport (Pty) Ld, Air Namibia, Namibia Post and
Telcommunication Holdings Ltd, Namibia Post, Telecom Namibia, Airports Company, Roads
Conlractor Company Lid, Government Garage, Meteorological Service.

(interface with core Government: (i} 'ownership function'/ performance monitoring; (i) subsidies
via ‘Contracts and Monitering’; (iii) safety and environmental regulation via 'Regulation’)

Self-regulatory Bodies:
Operators and Professional Drivers Association; possibly a Road Safely Board of Namibia,

Mwte 2000 wpd, Expansion February 1998 Printed: 1998-05-01
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Annex 5: Details of Cost Estimate

Mwtc2000a wpd, Expansion February 1958 Printed. 1958-05-01
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Annex 6: Qutline TOR for the MWTC2000 Steering Commitiee and the CEQ

1. MWTC2000 Steering Commiitee

Members, The Parmanent Secrelary, MWTGC (Chairperson); Dep. Permanenl Secretary, MWTC; Heads
of Departiments; Dircclors where affected; CEQ

Duties:

* Approves TOR for consultants and peers

* Approves recruitment of consultanis and peers

* Directs consultants

* Approves consultancy reports (except reports by peers)

* Approves the (Revised) Plan of Operations, including budgets, as well the (Revised) Indicative
Flan of Operations until Project Completion

* Approves quarterly, annual and Froject Completion reports :

* Decides on how to process policy matters through consultation with ADCOM/SEMB and the
Minister of WTC

* Formulales TOR and recruils members of interim boards and other execulive commitlees
required tor irnplementation of approved arrangements

* Manitors progress of work and takes appropriate action if warranted

* Manitars projsci financing and takes appropriale action if warranted

* Monitors the work of the CEO,

2, Chief Executive Officer

Reporting relationship; The CEO reports 1o the MWTC2000 Steering Committee, and on a day-to-day
basis to the Permanent Secretary, MWTC,

Duties:

* Frepares TOR for consultants and peers

* Recruits consultants and peers, and manages the contracts

* Supervizes the work of consuliants

* Reviews reports prepared by consultants

* Prepares required documentation for consideration by the MWTC2000 Steering Committes with

respect to the conclusion of consultancy studies, quanterly reports, annual reports and Project
Completion repart,

* Drafts Annual Plans of operation and (Revised) Indicative Plans of Qperation until Project
Completion

* Monitors Project impiementation in terms of Annual Plans of Operation and (Revised) Indicative
Flans of Operation until Project Completion.

* Prepares issues and position papers for consideration by the MWTC 2000 Steering Commitiee
as required

* Undertakes other assignments as reguired by the Fermanent Secretary and/or the MWTC
Commitiee,

" Liaise with ADCOM/SEMB and other government departments to facilitate decision-making and
action.

Mwtc 20000 wpd, Expansion February 1995 Printed; 1988.05-01
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Annex 7: Indicative Plan of Operations until Project Completion

Mwtc2000a wpd, Expangion February 1598 Printed: 19968-05-01
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(Inserd MWTC 2000 Project Gantt charts here)

Mwite2000a.wpd, Expansion February 1998 Printed: 1598-05-01






