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Executive Summary

E.1 In Uganda national roads are funded almost completely by Government and Development Partners. Currently there is little private sector funding of the road sector and PPPs are likely to be still some way from being attractive to investors. As Government Departments are also responsible for the implementation of roads projects funded by Donors it can be said that all money for road construction comes from the public sector. The Uganda Road Fund receives money from a fuel levy but this funds road maintenance. This money comes from road users, so it is these road users who expect better maintained roads. They pay increased fuel prices and these users have to be satisfied that URF’s implementing agents are delivering value for money and that roads are better maintained as a result.

E.2 This said, the most important aspect to address in CrossRoads is the enabling environment. Government has to prove its ability to provide continuity of work and adequate and consistent levels of funding before the industry/market will respond by increasing investment in the road sector. The public institutions are thus the key to the success of CrossRoads. Lack of consistent funding and lack of information about forward workload will continue to stifle the industry. Better planning and regulation of the sector is essential. Government must produce a medium to long term plan for its spending in the road sector. Once this is a reality then market actors will respond to diminished risk and consistent work opportunities and the market will be able to flourish.

E.3 Over the past 15 years Uganda has made great advances in its development. This is reflected in the number of new retail outlets, hotels (both urban and rural), industrial buildings and commercial outlets, restaurants, vehicle ownership, tourist enterprises, etc. This clearly suggests that if an enabling environment exists, entrepreneurs, both Ugandan and foreign, are ready to grasp opportunities presented to them.

E.4 Such entrepreneurial development has not taken place at the same pace in the road construction and maintenance sector. The question that has to be asked is why?

E.5 Part of the answer to the question is that funding of the road sector is primarily provided by Government. Over the years this funding has been erratic and has lacked the continuity necessary to provide entrepreneurs with the necessary confidence to take risks and make significant investment in plant and equipment and human resources.

E.6 The key to a sustainable road construction industry in Uganda, and indeed in any other country, is the long term commitment by Government in providing a sufficient level of funding for an extended period of 5 to 10 years for road construction and maintenance. Only then, notwithstanding other parallel reform initiatives, will entrepreneurs invest in the sector. It is unreasonable to expect business men and women to invest millions of shillings in plant, equipment, human resources, etc if they cannot see a potential for a financial return on their investment.

E.7 For CrossRoads to achieve its objectives, therefore, it will be necessary for the correct enabling environment to be established and continued as a long term commitment by Government. This will be the major challenge for the newly formed Roads Industry Council (RIC).

E.8 CrossRoads will apply a market systems development approach in implementing programme interventions to achieve the Programme’s aim of increasing the efficiency of GoU expenditure on roads. Experience from other programmes has shown that the market systems approach helps to create systemic changes in a sector/subsector to achieve a sustainable impact. In applying the market systems development approach, CrossRoads will be guided by the following key considerations:

i) Having a vision of what the programme wants to bring about. The vision of Crossroads is to create a market system that provides sustainable incentives for actors (public and private) to develop a more efficient and competitive road construction and maintenance industry in Uganda.
ii) Understanding the key Government and market failures of the road sector in Uganda and focusing interventions on addressing the underlying causes rather than the symptoms of such failures.

iii) Identifying and harnessing issues that will encourage market actors to act and agitate for reform in the roads sector. Issues identified so far include (a) GoU’s commitment to increase expenditure in the roads sector to expand and improve the national road network; (b) commitment by GoU to promote private contractors and limit the role of MoWT to policy reform, implementation and regulation; (c) widespread concern among market actors about corruption in procurement and management of contracts in the roads sector; (d) pervasive public concern about the quality of the national road network and its impact on safety, business growth and socio-economic development.

iv) Mobilising committed and capable individuals and institutions to drive the vision. This will be achieved through the Road Industry Council (RIC) which may be a precursor to the Uganda Construction Industry Commission (UCICO) to be set up as stipulated under the recently promulgated NCI Policy.

v) Focusing on knowledge generation and learning and making quick use of lessons to direct resources and effort to interventions that are creating the desired changes and impacts.

vi) Making use of facilitators (institutions and individuals) with the track record and credibility to command the respect of market actors and stakeholders in the road sector.

E.9 Understanding why markets are not working efficiently and providing the necessary incentives for market actors to change their behaviour and actions is critical for market interventions to achieve the desired outcomes. The CrossRoads Secretariat has gathered significant insights on the challenges and opportunities for the roads sector over the six months of the inception period. The information and insights have been acquired through literature review, participation in meetings, and workshops, interviews with stakeholders and observations. As a result the Secretariat intends to present the following to the RIC as a way of bringing systemic change to the road sector:

i) The establishment and operation of a Construction Guarantee Fund (CGF) through interested commercial banks and MFIs. This will enable contractors and MSMEs to access loans for bid bonds, performance guarantees, equipment acquisition and working capital expenditure.
ii) Working with business development service providers to improve the skills of contractors and MSMEs in business and strategic planning, cash flow management, procurement and contract management to enable them to deliver good quality road works on time and at a profit. Training will also be provided to expand vocational and technical skills (plant operators, site supervisors, etc.) in road construction and maintenance.

iii) Supporting local contractors to go into sub-contracting arrangements with international firms to enable them to win larger contracts and benefit from the experience of the international firms.
iv) The setting up and operation of (regional) plant hire pools to enable contractors to hire appropriate, good quality equipment and thereby deliver good quality road works on time and at a profit.
v) Establishing and operating a Challenge Fund to encourage and support innovation in road construction and maintenance, for example, the use of new materials that could reduce road construction and maintenance costs.

vi) Building the capacity of MoWT to focus on policy reform, implementation and regulation in road construction and maintenance.

vii) Supporting UNRA, and URF, in project design, preparation and evaluation of tender documents and project monitoring.

viii) Building the capacity of associations (UNABCEC, UACE, UIPE) to enable them to provide improved services to their members, expand their membership base, increase the viability and sustainability of their operations and to raise their profile and credibility among stakeholders. This will strengthen their lobbying and advocacy capabilities.
ix) Building a constituency of individuals and institutions with a keen interest to reform and develop the industry/market and create a level playing field for all actors in roads construction and maintenance.

1. INTRODUCTION

Purpose of Report

1.1 This report has been prepared on completion of the Inception Phase of the CrossRoads Programme consultancy being undertaken by WSPimc and Practical Action, the partners in the delivery of the consultancy who are the CrossRoads Secretariat. The Inception Report covers the period from 8th January 2011, the Effective Start Date for the consultancy, to 30th June 2011. Its purpose is to present for consideration, comment and approval, by the Department for International Development (DFIDU) and other Development Partners, our approach to and work programme for the delivery of the CrossRoads Programme.

1.2 The report includes the Secretariat’s status of mobilisation, the approach to be followed to achieve the Programme’s objectives using market systems development approach and an updated Logframe based on our findings during the Inception Phase. Reports from the various specialists engaged during the inception period, together with an outline Work Plan for the implementation stage of the Programme and estimates of costs for possible interventions form the balance of the report.

1.3 In order to provide a more manageable user friendly report we have presented it in two volumes. Volume 1 contains the main body of the text which provides the reader with a brief yet comprehensive overview of our findings that summarise the full reports prepared by the CrossRoads Team. For completeness Annex A, the revised Logframe, is included in Volume 1. Volume 2 contains, as Annexes, the specialist reports which will allow those readers who have an interest in a particular topic, to access this information in greater depth. Each of these specialist reports are available as stand alone scripts.

1.4 During the inception phase, meetings were held with numerous stakeholders. Since most of the readers of this report will be familiar with many of these stakeholders it is not the intention to explain the roles and functions of such stakeholders. It is, however, recommended that those readers not familiar with the stakeholders mentioned in the report refer to the Ministry of Works and Transport’s Policy for Development and Strengthening the National Construction Industry of January 2010, to which this Programme is closely aligned.

Programme Objectives

1.5 Creating Opportunities for Sustainable Spending on Roads (CrossRoads) is a four-year Programme jointly funded by DFID and the European Union. The goal of the Programme is to improve the quality of the road network in Uganda. The purpose of the Programme is to improve effectiveness of Government of Uganda expenditure on roads. The Project Document and the Terms of Reference issued to the Consultant at the commencement of the services envisaged the Programme to deliver four outputs, namely:

· Output 1: 
Public institutions better able to manage road network, including by promoting road safety.

· Output 2:
Policy and institutional reform helps set appropriate rules of the game for a competitive road construction industry.

· Output 3:
Improved access by construction companies to complementary markets for finance and equipment hire.

· Output 4:
Increased capability and competition in the roads construction sector.

Further comment will be made in the Logframe section of this report on the Programme purpose and outputs.

1.6 The Programme is to be guided by a Secretariat composed of WSPimc and Practical Action personnel and an appointed Roads Industry Council (RIC). This report outlines how the CrossRoads Secretariat proposes to achieve the Programme’s objectives and deliver a sustainable domestic construction industry at the end of the four years.
2. APPROACH TO CROSSROADS

Application of the Market Systems Approach

2.1 Market Systems Development is an approach underpinned by the desire to achieve sustainable system-wide changes and impact in a sector/sub-sector of an economy. The approach has been developed in response to three main concerns.

2.2 Firstly, well functioning markets are powerful engines for rapid economic growth and poverty reduction. Unfortunately in many countries and contexts, markets do not work well for a variety of reasons that include information asymmetries among market actors, monopolistic power, little or no collaboration among market actors and weak institutions that fail to effectively enforce the “rules of the game” (formal and informal). Market systems approach recognises that where markets are not functioning well, interventions are necessary to make markets function better to create opportunities for inclusive growth.  

2.3 Secondly, most development projects achieve what are called “islands of success”. The changes and benefits created by projects remain confined to the area of intervention and hence few sector-wide change and impacts are created to achieve impact at scale and move millions out of poverty.

2.4 Thirdly, changes and impacts created by projects often disappear as soon as a project has ended. If the local private sector is not part of the changes that have been created by a project, experience has shown that the changes and benefits created are ephemeral.

2.5 In the context of the CrossRoads Programme, we have applied, and will continue to apply, a market systems development approach to get a comprehensive understanding of the constraints and opportunities faced by private contractors in bidding for and executing road construction and maintenance contracts in Uganda. The approach will also enable us to understand and focus on the underlying causes (and not symptoms) of inefficient expenditure on road construction and maintenance by GoU. All interventions to be carried out by CrossRoads will strive to respond to one fundamental question, i.e. “why are institutions and market actors failing to play their roles effectively and what support is required for this to happen?”
2.6 Following extensive literature review, participation in workshops and discussions with numerous stakeholders in the roads and transport sectors, the CrossRoads Programme Secretariat now has a fairly detailed understanding of the constraints affecting road construction and maintenance in Uganda. The Secretariat now understands the key institutions shaping the “rules of the game” in the sector and the opportunities that can be exploited to catalyse change. The opportunities include commitment by GoU to increase budgetary allocations for road construction and maintenance, widespread public concern about the poor state of the road sector and the burden this imposes on business, economic growth and road safety.
2.7 Armed with this understanding, the Secretariat will support institutions and actors in the roads sector to design and implement interventions that create sector-wide sustainable change and impacts. How this is to be done is explained below.

Pillars of a Market System and Planned Interventions

2.8 In designing market interventions, the CrossRoads Programme Secretariat recognises that markets are complex and often little understood. This is due to information asymmetries among different economic actors, different negotiation and bargaining capabilities, monopolistic powers and little or no collaboration among and between market actors. Despite these complexities, any market system is essentially governed by three pillars that determine its operations. These three pillars determine how economic actors interact and relate with each other to influence activities and outcomes.

2.9 The three pillars are:

1. the enabling environment;

2. roles, linkages and relationships between market actors;

3. services and inputs that enable the different actors to perform their functions effectively and efficiently.

2.10 The insights gained by the CrossRoads Secretariat on the roads and transport sectors so far have helped us to understand the current status under each of the three pillars. Further insights will be gained as the Secretariat continues to gather more information and supports actors to design and implement interventions to transform the three pillars of the market system.

2.11 The role of the Secretariat will be to guide the CrossRoads Programme, to support policy makers to work more effectively with suppliers of goods and services to the road sector, and to obtain better value for the money spent by the Government on roads construction and maintenance in Uganda.

Pillar 1: The Enabling Environment

2.12 Demand side stakeholders in the roads construction and maintenance sector in Uganda include Ministry of Works and Transport (MoWT), Uganda National Roads Authority (UNRA) and Uganda Road Fund (URF). For policies in the roads sector to achieve their intended objectives, full support has to be gained from those expected to benefit from implementation of these policies. These supply side stakeholders include Uganda Institute of Professional Engineers (UIPE), Uganda Association of Consulting Engineers (UACE), Uganda National Association of Building and Civil Engineering Contractors (UNABCEC) and road users such as the Uganda Roads Sector Support Initiative and Association of Freight Agencies.

2.13 One way to ensure support for a policy is to involve all key stakeholders in its formulation and implementation. The CrossRoads Secretariat will take an active part in making this happen. This will involve holding regular meetings with all key stakeholders to articulate the benefits of participatory policy reform and implementation. It will also involve supporting government departments and statutory bodies to develop and implement mechanisms for tracking and measuring the impact of policy reforms on expenditure in the roads sector, and how this affects the quality of the road network and road safety in the country.
Pillar 2: Linkages among and between market chain actors

2.14 Key actors in the roads construction and maintenance sector consist of contractors, UNRA, URF, MoWT, the Ministry of Finance, Planning and Economic Development (MoFPED), equipment suppliers, financial institutions and donors. These actors interact and relate in carrying out their roles and activities in road construction and maintenance. The CrossRoads Secretariat will work closely with these actors to understand existing bottlenecks in the linkages and relationships, agree and implement strategies to improve them to create win-win outcomes for all actors. The finer details will be worked out with the various actors in the coming months. This will, for example, entail building the capacity of various disparate groups to work together and advocate for full implementation of the recently promulgated NCIP. It will also involve strengthening the capacity of associations, particularly UNABCEC, to provide services to their members and hence increase their collective bargaining capabilities and joint bidding to win bigger contracts in partnership with international contractors.

Pillar 3: Services and inputs required by market chain actors

2.15 For any market to operate effectively and efficiently, required inputs and services must be available as and when needed and at competitive prices. In the case of road construction, key inputs required include finance (bid security, performance guarantees, etc.), equipment and construction materials. Under the recently approved National Construction Industry (NCI) Policy, the Government of Uganda (GoU) proposes to set up a Construction Guarantee Fund (CGF) to address the problem of limited access to guarantees by local contractors. 

2.16 The Policy also proposes setting up a construction plant hire pool to enable easy access to equipment by small contractors. CrossRoads Programme will support these policy provisions through working with financial institutions and equipment suppliers to set up and run these facilities on a commercial basis. Details for setting up and operating the CGF have been investigated during the Inception Phase. Agribusiness Initiative Trust (ABIT) has been identified as the most suitable institution under which the CGF can be operated. ABIT will work with interested commercial banks and MFIs to disburse and monitor loans advanced under the CGF.

2.17 In order to deliver high quality work on time and budget, contractors require training to upgrade their skills in the preparation of bid documents, preparation and awarding of sub-contracts and management of contracts. In line with the market systems development approach, the CrossRoads Secretariat will organise meetings and workshops where associations will meet, discuss, define and agree on the capacity building required by their members. The Secretariat has already identified a list of competent institutions to provide training and other capacity building needs to the members of associations that include UNABCEC, UIPE and UACE that will be supported by the Programme. 

2.18 Based on the current understanding of the three pillars of the construction market in Uganda, a preliminary market map for the sector is shown in Figure 1 below. Essentially, the map shows:

· key policy and regulatory constraints that must be addressed to improve effectiveness and efficiency of the construction sector;

· the key actors in the road construction sector and how they are linked;

· key inputs and services required to enable actors to increase operational efficiency and effectiveness in road construction and maintenance.

Figure 1: Current Market Map of Road Construction Sector
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Key Market System Changes to be tracked by the CrossRoads Programme

2.19 From a market systems viewpoint, the changes of key interest that will be closely tracked are the transformations that take place in the three pillars of the roads construction and maintenance market as described above. CrossRoads is starting with a road sector depicted in Figure 2 below. At the end of four years of programme implementation there should be a transformed sector as depicted in Figure 3.
Figure 2: Current status of roads construction sector

Figure 3: Expected status of road construction sector as a result of CrossRoads

2.20 The role of the Secretariat is to support market actors to bring about this transformation. The changes that will be created to bring about this transformation and which will be constantly tracked and verified are summarised below:

Contractors access competitively priced Performance Guarantees

2.21 To ensure its medium and long term viability and sustainability, a CGF is proposed to be set up and managed by ABIT with interested commercial banks and MFIs participating and disbursing loans to contractors and complementary businesses. This is discussed more fully in Section 5 of this report.

Contractors Access Competitively Priced Equipment for Hire

2.22 CrossRoads will review the modalities for establishment and operation of one or more equipment hire pool(s). This will facilitate contractors gaining access to more modern equipment and should put them in a better position to deliver quality work on time. This is discussed further in Section 8 of this report.
Increased Collaboration among Contractors

2.23 Contractors will benefit more if they collectively tackle common constraints jointly and exploit emerging opportunities in the roads construction sector. Collaboration and competition are not mutually exclusive. Competition is critical for the development and growth of dynamic and efficient private contractors.  Collaboration (as distinctly opposed to collusion) is important in carrying out policy lobbying and advocacy activities. As more contractors crowd into the roads construction sector, there will be greater competition leading to more efficiency in the delivery of services. This will in turn lead to reduced construction costs and hence improved spending on roads by the GoU. Capacity building support provided to UNABCEC will act as a strong incentive for UNABCEC to provide more effective services to its members, attract more contractors to join and strengthen UNABCEC’s lobbying and advocacy voice. 

Increased Co-operation between Contractors and other Actors in the Road Construction Sector

2.24 The construction sector will grow and become more viable if there is increased and mutually beneficial co-operation between contractors and other actors in the roads construction sector. Other important actors in the roads construction sector include financial institutions, equipment manufacturers and suppliers, civil society, development partners and relevant government departments such as local governments, UNRA, URF, MoWT and MoFPED. The Secretariat will work closely with all these actors to facilitate the emergence of a platform/forum where these actors can work together. Such a forum will enable actors to meet regularly to discuss issues affecting the roads construction and transport sectors. It will propose and implement actions to tackle the constraints. The forum does not necessarily have to be a new entity. It might simply involve strengthening an already existing platform such as the Transport Sector Working Group to enable it to be more focused in its deliberations and implementation of resolutions.
Increased competition, productivity and efficiency in road construction

2.25 Competition in any sector of the economy is a function of the number and quality of actors. A detailed understanding of the constraints and opportunities faced by actors in a sector is the first critical step to provide better support for both existing and new actors. For example, the CGF will enable contractors to have improved access to competitively priced performance guarantees. The equipment hire pool(s) will allow contractors to access competitively priced equipment for hire. It is expected that these key interventions will gradually create a “crowding in effect”, i.e. more contractors will enter and become competitive players in the roads construction sector. More competition will lead to increased productivity and efficiency in the delivery of services. When this happens, GoU will get better value for money for road construction and maintenance. The logic of this argument is as illustrated in Figures 2 and 3 above.

Increased jobs for small rural contractors

2.26 The new NCI Policy calls for the promotion and use of labour-based technologies in construction projects. CrossRoads will follow this policy provision to support and expand the number of small contractors participating in road works, especially maintenance of rural unpaved roads which has a large labour based component. The Secretariat will work with UNABCEC and MELTC, the labour based training centre in Mbale to identify capacity building needs of small contractors. Companies with relevant expertise and experience will be identified and contracted to provide training to contractors to address the needs. Training to be provided will likely include the preparation and presentation of bids to enhance chances of winning tenders, the planning and programming of contracts, project and business management, the latter being to assist small companies to manage and run their businesses more successfully. 
More enabling policies and regulations in the road construction sector

2.27 Policies that currently constrain the development and growth of the construction industry have been identified under the new NCI Policy. CrossRoads will support MoWT, UNRA and other relevant government departments in effective implementation of the policy. The Secretariat will assess the possibility and, if feasible, support establishment of a platform/forum that allows stakeholders in the roads sector to meet regularly to discuss, propose and lobby for more enabling policies and regulations in the road sector. Such an entity could, again, be the Transport Sector Working Group.

2.28 The CrossRoads Programme is starting at a time when the NCI Policy has just been passed and launched by the Minister for Works and Transport. This Policy suggests that GoU is committed to bring far reaching positive changes to the construction sector. These changes seek to promote growth of local contractors, improve capacity in the delivery of contracts and enhance the contribution of the construction sector to the development of the national economy. The NCI policy, if effectively applied, will be a strong catalyst for positive change in the domestic construction industry. There is widespread concern about the poor state of the national road network and the burden this imposes on business, economic growth and road safety. These are real opportunities that CrossRoads will capitalise on to facilitate the emergence of a constituency that calls for real positive change in road construction, maintenance and safety. The Secretariat will constantly extract key lessons and adopt a flexible approach in aggressively promoting what is working and quickly abandoning what is not working.

2.29 Without a suitable enabling environment, involving consistent levels of work and funding from GoU, these changes and impacts may be hard to sustain. It is essential that GoU plans its annual road programme effectively and that funds budgeted for this purpose are maintained year on year. Constant, appropriate levels of funding will provide the private sector with an environment in which they are able to see a strong market and one which is able to attract suitable levels of investment.
2.30 At the end of four years, the aim of the Secretariat is to see a road construction sector that provides sustainable jobs and incomes to a large number of local contractors, increased productivity and higher efficiency in the delivery of services. This will result in better value for money being obtained by GoU for road maintenance and construction and an improved road network – the purpose and goal of the CrossRoads Programme.
Logical Framework
Starting Point

2.31 The Project Document for CrossRoads provided the logical framework originally used by DFID to justify funding for ‘Creating Opportunities for Sustainable Spending on Roads’ in Uganda. This version of the logframe was then still work in progress, and this has now been developed by the CrossRoads team into the eventual logframe as presented in Appendix A of this Inception Report. This work has included at least four meetings with DFID and EU, and a workshop on 18 May with a wide cross section of road sector stakeholders. Comments received during these various meetings have been incorporated into the final logframe. 

2.32 The essential objective of CrossRoads is defined by the wording of the purpose – “to improve the effectiveness of GoU expenditure on roads”. Figure 4 - CrossRoads Outputs - shows how CrossRoads was designed to address the deficiencies within the four output areas that DFID defined in their Project Document. The other parts are either working satisfactorily or are in the process of being improved by other assistance and development programmes, such as the EU funded Capacity Building Support Programme to UNRA and the World Bank funded Transport Sector Development Programme (TSDP). 

Transformation and Grouping

2.33 The ToR implied that outputs 1 and 2 were to be addressed through the World Bank funded TSDP, with CrossRoads responsible for delivering outputs 3 and 4. Development of the logframe has moved through several stages to arrive at the final form. During this development it was found that :

· The four given outputs could and should be collapsed into just two outputs.

· Original Outputs 1 and 2 were to be delivered by what has been termed the “demand side” organisations, and Outputs 3 and 4 by the “supply side” bodies.

· Indicators for the original Outputs 1 and 2 should come directly from TSDP and/or the Joint Assessment Framework (JAF) between the Government of Uganda (GoU) and Donors, but be reported through CrossRoads simply as the new Output 1. CrossRoads is prime mover to achieve the old Outputs 3 and 4, which will be reported by CrossRoads as the new Output 2.

· Time-frame for CrossRoads was confirmed as four years; a reduction from the five years indicated at the bid stage. 

· Since the Programme officially started in January 2011, base year values of indicators will be deduced from Ugandan FY 2010-11 data. Some of values, however, cannot be compiled until after the end of each year, as they require data from entire year.

Figure 4: CrossRoads Outputs

2.34 Achievement of each objective in a logframe is by defined groups or organisations; the “higher” the objective, the larger the combined implementing groups (or “actors”) become. At the output level, the “actors” comprising the demand side group for Output 1 are the backers, regulators and road owners including UNRA, Districts and Municipalities. The supply side group for Output 2 is made up of the “workers” and their supporters, namely the contractors, consultants and suppliers, and in turn their suppliers, associations and financial institutions. Road users as a third group are the passive receivers of the benefits of Outputs 1 and 2.  The focus of each group’s attention is the road network, and its level of serviceability.  A detailed list of the actors appears in Figure 5 – Roles of organisations, firms and users in the road sector.

Figure 5 – Roles of Organisations, Firms and Users in the Roads Sector

2.35 Having transformed the logic of the logframe into just two outputs, and defined the outputs by their activities, it then remained necessary to confirm its logic by setting indicators to prove in due course that the outputs will indeed have been achieved.  In parallel, any risks that could affect the outcome of CrossRoads need to be identified, and mitigation measures put in place to minimise them. The result of this process is the logframe that now appears in Annex A. This is the result of an intensive, iterative programme design exercise.

Indicators
2.36 In the log-frame itself, the term “key performance indicator” or KPI is the convention that is adopted to describe indicators.

For each indicator, the latest DFID format is followed, to show 
· base values;

· end of programme targets; and

· interpolation of the indicator values over the intermediate years.

2.37 Although the CrossRoads contract was originally signed to run for 5-years, this has been reduced to 4 years and all the indicators have been set accordingly, from base year, through calendar years 1, 2, 3 to final targets to be achieved by the end of year 4.
2.38 At each level in the hierarchy of objectives, indicators should confirm the required impact of a set of actions. In the CrossRoads logframe this means that:

· The ‘activities’ should achieve their two respective ‘outputs’. These are the most important for TSDP and CrossRoads as they are the only ones under their respective direct influences.

· Successful delivery of the two outputs should achieve the single purpose (somewhat less important for CrossRoads because Output 1 is largely the result of TSDP efforts).

· CrossRoads’ purpose, along with the purposes of other connected programmes, should achieve the single common goal (the least important for CrossRoads because there are so many things beyond its control or influence, such as the consistency and level of funding to the roads sector coming each year from MoFPED which is essential to the success of CrossRoads). 

2.39 Despite the varying degrees of relevance to CrossRoads’ performance, the discussion of how indicators have been developed is ordered from goal through purpose to output levels.

2.40 In general, indicators need to be set at levels that will stretch an organisation to achieve its objective, (the programme has no point if it’s just business as usual), and yet still has to be realistic and achievable within the given resources. The indicators are to be measured each year during the course of the Programme, and so it is best to choose ones that are readily available, or at least ones whose data is readily available in order to evaluate them easily. This has been a problem for several KPIs. Consequently, for CrossRoads, the sample has sometimes had to be limited to UNRA activities alone to act as the indicator of all actors’ performance. UNRA is a single organisation with the biggest influence in the sector, with a focal point for all its data.  Data relating to DUCAR and Municipal Roads, whilst still important for the Programme, is held by over 100 offices with no guarantee that all would be able to produce the results on time, in the required format, nor to a satisfactory standard.  This simplification is not to downgrade the importance of an indicator in any way, but the ability to measure an indicator each year is just as important as its quantitative relevance.

2.41 Sometimes, the achievement of certain objectives cannot be generated from existing data, when either special collations of others’ data will have to be made by CrossRoads, or in the most extreme case (the goal), a special survey will have to be organised by CrossRoads, for the annual collection and analysis of data. 

Discussion about Individual High Level Indicators

2.42 In meetings with the development partners it was considered that the majority of indicators under the control of the Programme referred more to efficiency than effectiveness. It was consequently agreed that the purpose statement should be amended to read “Improving the efficiency of GoU expenditure on roads”. To show that achieving the CrossRoads purpose is having the right effect, an all-encompassing indicator has been designed to test road user satisfaction. This will be organised by CrossRoads, but be carried out by an independent firm, who will:

· design a questionnaire to the approval of CrossRoads;

· define a sampling technique to CrossRoads’ satisfaction;

· carry out a baseline survey as soon as possible;

· possibly fine-tune the questionnaire as a result of the baseline experience; and

· repeat the surveys annually until the close of the CrossRoads Programme.

2.43 This will be arranged and paid for by CrossRoads. It will not be a long-winded nor expensive exercise, but it may play an important role in helping to steer the Programme in its later years.

2.44 Four indicators have been designed to show that the CrossRoads’ purpose is being achieved. These capture value for money, road condition, competence in design and construction and effective implementation.

2.45 Value for money itself reflects many of the concerns of CrossRoads relating to competition, corruption and overall competence, and it is expected that at present day prices, costs should start to come down over the course of the Programme, as a result of the Programme. The indicator is defined as the “percentage rise of discounted average tender prices each year for treatments on National roads”. The discounting will use the Construction Sector Index (CSI) to take out the effect of cost increases due to raw materials such as fuel and bitumen and basic labour rates, so that increases or decreases will then reflect changes owing to the efficiency of expenditure on roads. The CSI uses the Uganda Bureau of Statistics (UBoS) data.  The comparison will be based on the cost per km. CrossRoads will have to collate data provided by UNRA, adjust for broader sector inflation, using the CSI (supplied by UBoS) and calculate the average per kilometre for the year. By comparing each year’s values with the base year values, a negative indicator means that average tender prices have decreased compared with the overall construction prices, indicating greater efficiency in the overall contracting process (see section 7 of this report for details on this indicator).

2.46 A very significant part of road user satisfaction will be attributable to the condition of roads. This is already being measured for the Joint Sector Framework (JSF) by MoWT as the “proportion of National paved and unpaved roads in good and fair condition at 1 December each year”, and this will be simply obtained from the Ministry or the Joint Sector Working Group Meeting minutes. The conditions of “good”, “fair” and “poor”, are defined in the JSF indicator.

2.47 Any reduction in the time taken during the procurement process, should result in savings to the overall contract costs, due to greater certainty by the bidding companies, fewer variations to the contract (due to changing requirements, greater uncertainties and inflation, etc.) and fewer opportunities for lack of transparency in the procurement process. This indicator compares the average time taken (in days) to procure contracts (in UNRA) between tender submissions and contract award, with the time taken in the base year (see section 7 of Volume 1 for further information on this KPI).

2.48 Similarly, the time taken (in days) to complete the construction of road works (for UNRA, non-term contracts only), per kilometre of road will be compared with the average time taken in the base year, to assess whether this work can be carried out more quickly than in the base year (again see section 7 for more information on this KPI).

Discussion about Output indicators

2.49 With the delivery of Output 1 largely being carried out through the WB-funded TDSP, three of the four indicators are already established for TSDP, those dealing with the share of force account work in maintenance, road safety and UNRA establishing their MIS and “Red Flag” System. These three indicators will be copied from the appropriate TSDP bi-annual status reports from WB. The fourth indicator is the JSF indicator of “Increased percentage of vehicles weighed and enforcement of existing laws”
. Again this will come from MoWT or Transport Sector Working Group meeting minutes. 

2.49 The new Output 2 (formerly 3 and 4) is defined by nine activities, and is to be verified by six indicators as CrossRoads proceeds. These are the most significant to monitor because they will be largely the result of CrossRoads’ interventions. All rely on data from other organisations that CrossRoads will have to collate, and then combine into the defined indicator formats. 

2.50 The focus of these indicators has been on strengthening the processes, standards and policies used by each part of the sector being measured, as these are the areas in which the CrossRoads Programme will have some direct involvement. In some cases, improvements in the results of these actions will not be measurable during the CrossRoads Programme.
2.51 Indicator 2.1 (“Strengthen UIPE professional training programmes for graduate engineers”), may be an example of time being needed to see results. This attempts to measure the professional competence and capacity of individuals in the roads sub-sector. Although internationally recognised accredited training is currently not carried out in Uganda, the UIPE is instrumental in providing professional training of graduates (obligatory for those seeking ERB registration), which currently takes at least 4 years to complete. The UIPE is also responsible for the ongoing continual professional development (CPD) of registered engineers in Uganda; this is a requirement for continual ERB registration. These programmes cover all engineering students, graduates and chartered engineers. The CrossRoads Programme is expected to have direct involvement in helping to strengthen the current content, quality and capacity of these UIPE professional development programmes, although these efforts will be focused on the roads sub-sector (for which no differentiation is currently made from any other forms of engineering). The original intention to use Business Development Services (BDS) in this KPI was dropped, as it is immaterial as to where individuals receive their accredited training, provided that it is to a satisfactory standard. If this can be achieved outside of the proposed BDS, then the KPI would need to reflect this. (See also KPI 2.6, covering vocational training, and Appendix I for additional information concerning training.)

2.52 KPI number 2.2 “Strengthen private sector contractors in the roads sub-sector” reflects the key objective of increasing the level of competition available to client organisations in the sector, which it is hoped, will eventually help to drive down prices in the sector (although this may be minimal in the current CrossRoads timeframe). The MoWT database (which is used by the DUCAR Agencies and in a modified form, by UNRA), records the number of contracting companies (by size and capacity) in Uganda, but does not differentiate by sector (with many having no involvement in the roads sub-sector). This database has also not been reviewed or updated since 2008. Under the CrossRoads Programme, a review of the current classifications will be undertaken as part of a proposed Contractors’ Database study, after which a more accurate assessment of capacity and need, should be available for the roads sub-sector. Furthermore, proposed reforms to the pre-qualification processes to be followed by UNRA and the DUCAR agencies (as submitted to the PPDA) will influence the number of companies registering.

2.53 The “cumulative value of guarantees supported by the Construction Guarantee Fund (CGF)” is to be used to measure the level of access to much needed credit by contractors in the sector. This has been highlighted as being a major impediment to more operators entering the sector. Ideally, the levels of credit advanced by all banks to this sector would be preferable, but as this is commercially sensitive information, its availability for this KPI could not be certain. The estimates used for this KPI in each year are based on an equal sharing of risk by the CGF and the participating banks, a reasonable management of risks of default, and the costs for managing the CGF being off-set by the income received from investing the initial amount set for this purpose. (See section 5 of this report for more information on the CGF.)

2.54 Access by contractors to the key (but expensive) plant (graders, excavators, bulldozers and loaders) required for work in the sector has been reflected in KPI number 2.4. The current arrangements are very informal, with contractors hiring unused plant during downtime, and informal arrangements made with local governments. An early effort will be necessary to determine what accessibility is currently available for contractors to hire plant and how this compares with the estimated needs of the roads sub-sector. Key milestones in this process are:

· to determine the current levels of availability of key operational equipment in the sector, compared to the estimated level of need;

· to establish functioning plant pools throughout Uganda, in order to provide easier access to the required plant;

· to establish commercial rates for the hiring of this equipment, in order to ensure that these businesses are viable in the long term; and

· to ensure sufficient availability of key plant to the sector.

2.55 The “weighted number of paid-up members of professional associations, adjusted for size” (KPI no. 2.5), is used to assess the levels of co-operation by the major suppliers to the sector. Separate values are given for contractors (membership of UNABCEC) and consultants (UACE), as these are very different suppliers and markets. The number of members in each association’s categories is multiplied by the annual membership fees (to reflect the relative importance of size), to produce a composite number. (This will be adjusted to current fee rates in future years.) This KPI also indicates the strength of the professional associations in the sector, which is important if they are to offer improved quality to client institutions in the sector. The CrossRoads Programme is expected to work closely with these associations over the next few years, in order to help develop their future capacity.

2.56 The availability of properly trained vocational expertise in the sector is captured through the use of KPI no. 2.6: “Establish accredited vocational training in the roads sub-sector”. This is expected to be another key area of CrossRoads support, with efforts focusing on developing training programmes accredited with the Ugandan Vocational Qualifications Framework, specific to the roads sub-sector; plus the training of accredited trainers in each course, publication and promotion of these courses; and importantly, a subsequent review of the accredited training programmes to ensure that they continue to meet the needs of the industry (see Annex I in Volume 2 for further information on the proposed training activities of CrossRoads).

3. MOBILISATION
Logistics
3.1 The Effective Start Date for the CrossRoads Consultancy was the 8th January 2011 which corresponds with the arrival of the Team Leader, Mr David Entwistle. Since that time a number of long and short term specialists have provided input into and contribution to the preparation of this Inception Report. Figure 6, at the end of this section, shows the work programme that was carried out during the inception phase and includes the activities undertaken linked to the inputs of the long and short term inputs provided by the various specialists.

3.2 An office for the CrossRoads Secretariat and the Roads Industry Council (RIC) has been ontained in Nyonyi Gardens, Kampala. The IT network has been installed, partitioning and air conditioning are now complete and furniture is being procured. 
3.3 Two second hand vehicles have been purchased for use by the CrossRoads Secretariat’s long and short term staff and a new vehicle is now being bought by DFID in order to benefit from exemption of import duties.
Roads Industry Council

3.4 Following a number of meetings with road sector stakeholders at which the CrossRoads Secretariat apprised those stakeholders of the intention to establish a Road Industry Council in accordance with the MoWT’s Policy for Development and Strengthening the National Construction Industry a number of stakeholders were asked to submit nominations for representation on the RIC. Those organisations invited to submit nominations were MoWT, UNRA, UIPE, UACE, Civil Society, Uganda Banker’s Association, UNABCEC and the URF. At time of reporting the Secretariat has received nominations from all organisations approached other than the Banker’s Association. Nominations received have been forwarded to DFID for discussion with the EU and WB for their joint final approval.
3.5 Annex G: Implementation Arrangements included in the Supplementary Annexes to DFID’s Project Document, Paragraph 11, Reporting states “The Secretariat will prepare an inception report setting out in detail how the programme will be implemented with a work plan for the first year. Thereafter, it will produce reports quarterly covering all aspects of the CrossRoads Programme for DFID and the RIC. Annually, it will provide a consolidated report that will facilitate DFID’s annual review and mid-term and project completion to facilitate individual evaluations commissioned by DFID”. This statement appears to assume that the RIC had been established and was functional before the Secretariat was formed. As this is not the case it is envisaged that during the first six months to one year of its existence members of the RIC, other than those representatives from the ‘owners’ DFIDU, EU and the World Bank, will be familiarising themselves with their roles and responsibilities. During this time the CrossRoads Secretariat will act not only in its secretarial role but perhaps also in an advisory capacity. As and when the RIC becomes better established and able to carry out its full role and responsibilities, the CrossRoads Secretariat will step back from its advisory role unless called upon by the RIC to provide such support.

3.6 In addition to preparing a detailed programme/workplan for July 2011 to June 2012 for approval by RIC we have also prepared a programme that covers the full term of the CrossRoads consultancy. Clearly the timing of the activities for the period July 2011 to the June 2012 will be more accurate than those after June 2012. These will be subject to change following the annual and mid-term reviews and how the market reacts to the improved opportunities provided to it during the first year of implementation. Two workplans are therefore included in this report – see section 11.

Fig 6: Activities undertaken during Inception Period

	CROSSROADS PROGRAMME

	Activities: January - June 2011

	Inception Phase

	Task #
	Activity
	Jan
	Feb
	Mar
	Apr
	May
	Jun

	1
	Programme Planning
	
	
	
	
	
	

	1.1
	Hold introductory meetings with DFID, EU, WB & other stakeholders
	
	
	
	
	
	

	1.2
	Collect information to identify main actors in roads sector
	
	
	
	
	
	

	1.3
	Prepare STEs programme
	
	
	
	
	
	

	1.4
	Arrange logistics and facilitate visits by STEs
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	2
	Develop Logframe and agree on KPIs
	
	
	
	
	
	

	1.1
	Hold meetings with DFID, EU & WB to discuss on KPIs
	
	
	
	
	
	

	1.2
	Prepare draft Logframe
	
	
	
	
	
	

	1.4
	Collect KPIs baseline data
	
	
	
	
	
	

	1.5
	Produce final version of logframe
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	3
	Develop communication strategy
	
	
	
	
	
	

	3.1
	Establish comms & PR tools
	
	
	
	
	
	

	3.2
	Prepare draft communication strategy
	
	
	
	
	
	

	3.3
	Prepare and issue EOI to implement comms strategy
	
	
	
	
	
	

	3.4
	Evaluate EOIs and prepare shortlist
	
	
	
	
	
	

	3.5
	Prepare ToR & RFP for comms strategy & issue to selected bidders
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	4
	Identify options to increase access to finance by contractors & complementary businesses
	
	
	
	
	
	

	4.1
	Hold meetings with banks, insurance companies & MFIs
	
	
	
	
	
	

	4.2
	Hold meetings with DANIDA and Agribusiness Investment Trust (ABIT)
	
	
	
	
	
	

	4.3
	Prepare report on access to finance options
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	5
	Assess feasibility and options for setting up plant hire pools
	
	
	
	
	
	

	5.1
	Hold meetings with UNRA, RF, contractors and firms hiring out equipment
	
	
	
	
	
	

	5.2
	Prepare report on plant hire options
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	6
	Develop methodology for Road Price Index
	
	
	
	
	
	

	6.1
	Hold meetings with contractors, UAEC, UIPE, UNRA, etc.
	
	
	
	
	
	

	6.2
	Prepare report on Road Price Index Methodology
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	7
	Identify training needs and delivery options
	
	
	
	
	
	

	7.1
	Hold meetings with UNABCEC, UAEC, UIPE, UNRA, training providers, etc
	
	
	
	
	
	

	7.2
	Prepare report on training needs and delivery options
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	8
	Develop independent and parallel bid evaluation (IPBE) system
	
	
	
	
	
	

	8.1
	Hold meetings with UNRA, MoWT, WB, contractors, etc.
	
	
	
	
	
	

	8.2
	Develop ToRs for independent and parallel bid evaluation (IPBE) 
	
	
	
	
	
	

	8.3
	Prepare IPBE business case report
	
	
	
	
	
	

	 
	
	
	
	
	
	
	

	
	Staff Inputs
	
	
	
	
	
	

	
	Long term
	
	
	
	
	
	

	
	David Entwistle - Team Leader (Secretariat)
	
	
	
	
	
	

	
	Alex Mugova - M4P Specialist (Secretariat)
	
	
	
	
	
	

	
	Short term
	
	
	
	
	
	

	
	Roger Weatherell - M&E
	
	
	
	
	
	

	
	Mark Thriscutt - Business Adviser
	
	
	
	
	
	

	
	John Cooper – Microfinance
	
	
	
	
	
	

	
	Nik Clark - Road Price Index
	
	
	
	
	
	

	
	Thekla Englien – Communications
	
	
	
	
	
	

	
	Jim Brittain – Equipment
	
	
	
	
	
	

	
	Albie Hope – Procurement
	
	
	
	
	
	

	
	Keith Cornish – Finance
	
	
	
	
	
	

	
	Chris Folwell – Training
	
	
	
	
	
	

	
	Nigel Penfold - Project Director
	
	
	
	
	
	

	
	Dick Langford-Johnson - Road Price Index KPI
	
	
	
	
	
	

	
	Pat Griffith – Microfinance
	
	
	
	
	
	

	9
	Logistics
	
	
	
	
	
	

	9.1
	Procure project vehicles
	
	
	
	
	
	

	9.1
	Identify suitable office premises
	
	
	
	
	
	

	9.2
	Identify contractors for office partitioning and fitting
	
	
	
	
	
	

	9.3
	Facilitate office partitioning and fitting
	
	
	
	
	
	

	9.4
	Get quotations for furniture
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	10
	Establish RIC
	
	
	
	
	
	

	10.1
	Hold meetings with organisations regarding nominations for RIC
	
	
	
	
	
	

	10.2
	Request nominations
	
	
	
	
	
	

	10.3
	Submit nominated names to DFID for official appointment
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	11
	Publicity and reporting
	
	
	
	
	
	

	11.1
	Hold meetings with DFID, WB and EU to discuss various programme issues
	
	
	
	
	
	

	11.2
	Participate in Sector Working Group meetings
	
	
	
	
	
	

	11.3
	Prepare and submit Mid Inception Period Report 
	
	
	
	
	
	

	11.4
	Conduct programme introductory workshops with key stakeholders
	
	
	
	
	
	

	11.5
	Prepare and submit Inception Report
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	Staff Inputs
	
	
	
	
	
	

	
	Long term
	
	
	
	
	
	

	
	David Entwistle - Team Leader (Secretariat)
	
	
	
	
	
	

	
	Alex Mugova - M4P Specialist (Secretariat)
	
	
	
	
	
	

	
	Short term
	
	
	
	
	
	

	
	Roger Weatherell - M&E
	
	
	
	
	
	

	
	Mark Thriscutt - Business Adviser
	
	
	
	
	
	

	
	John Cooper – Microfinance
	
	
	
	
	
	

	
	Nik Clark - Road Price Index
	
	
	
	
	
	

	
	Thekla Englien - Communications
	
	
	
	
	
	

	
	Jim Brittain – Equipment
	
	
	
	
	
	

	
	Albie Hope – Procurement
	
	
	
	
	
	

	
	Keith Cornish – Finance
	
	
	
	
	
	

	
	Chris Folwell – Training
	
	
	
	
	
	

	
	Nigel Penfold - Project Director
	
	
	
	
	
	

	
	Dick Langford-Johnson - Road Price Index KPI
	
	
	
	
	
	

	
	Pat Griffith – Microfinance
	
	
	
	
	
	

	
	
	
	
	
	
	
	


Key

             Report due to DFID 


             Milestone

4. COMMUNICATIONS AND VISIBILITY STRATEGY

4.1 CrossRoads aims to bring together the demand and supply side of the road construction industry and to motivate co-operation of the stakeholders. The overall purpose is to strive towards more sector efficiency and effectiveness. A strategic communications approach will help CrossRoads to become an integral part of the sector and give a platform for addressing and mobilising the stakeholders. The communication and visibility strategy will provide the guidance necessary, and it will be continually monitored during project implementation. The strategy aims to:

· Create understanding of the road sector, its public sector and private sector players and the need for reform. 

· Create awareness and understanding of the CrossRoads approach.

· Vitalise the dialogue between important road sector stakeholders from demand and supply side to identify problems, constraints and solutions.

· Facilitate interaction (in person and virtually) to foster mutual understanding and co-operation between stakeholders. 

· Motivate broad and qualified participation in innovative change projects facilitated by CrossRoads. 

· Inform advocacy endeavours to strengthen the rightful demand for accountability, transparency and efficiency in the use of public funds. 

Target Audiences

4.2 Six target audiences have been identified that will be touched by the communication strategy: 

1. General Public and Civil Society.
2. Professional Public.
3. Road construction industry (private/public): Contractors and Consultants; Business Development Organisations such as Uganda National Association of Building and Civil Engineering Contractors (UNABCEC), Uganda Association of Consulting Engineers (UACE); professional bodies for example Uganda Institution of Professional Engineers (UIPE), Uganda Institute of Physical Planners (UIPP); Registration bodies such as the Engineers Registration Board (ERB).

4. Universities and Technical Colleges: Uganda Technical Colleges; Public Works Training Centre, Kyambogo; Mt. Elgon Labour-Based Training Centre, Mbale; Uganda Management Institute; and Management Training and Advisory Centre.

5. Other road sector related organisations such as road user associations, local businesses and suppliers, laboratories, IT-firms, emergency service providers (for road accidents), and civil society organisations e.g. NGOs for Road Safety.

6. Media:

· MoWT, public institutions as UNRA, URF, PPDA, etc. 

· Representatives of the Government of Uganda / MPs:

· Development Partners.

Strategic Communications Approach

4.3 Public information, advocacy and mobilisation are the strategies proposed to underlay the communications and visibility approach. 

Public information: provision of accurate information on the road sector, its players, status and reform needs. The aim is to allow for informed civic pressure and demand for access to markets via roads, for road safety, transparency and accountability, and roads service delivery achieving good value for money.

Advocacy: to gain commitment and ownership from public and private key players for road sector reform, and to organise and build alliances across the stakeholders; to create awareness in the technical public (supply side) on service standards and quality.
Mobilisation: of private / public sector and civil society to contribute to the sector reform and to allow for proliferating change with innovative projects and best practices. 

4.4 The strategy rests on good media relations to be reached by

· Establishing media contacts (radio, newspapers, TV). 

· Being proactive by having ready-made information at hand.

· Continuously preparing information on events and developments, including best practice and Programme successes.

Communication Instruments

4.5 A mix of communication instruments will allow for a measurable impact of the communication strategy. The following instruments are feasible for the project:

1. Fostering interaction:

· Background briefings for media / representatives of target groups

· Meetings with Government officials 

· Workshops and fora
· Launches

· Participation of CrossRoads in Sector Working Groups.

2. Basic communications kit:

· Logo, Business Cards, Letterheads

· Brochure / Flyer 

· FAQs

· Fact sheets

· Website 

· Newsletters

· Posters

· Give-aways

3. Outreach for specific messages:

· Mailing (post and e-mail)

· Mobile technology (SMS)

· Press releases

· Radio spots and interviews

· TV spots.

4. Intensifying outreach:

· Newspaper Articles

· Newspaper Q&A interviews

· Newspaper Supplements

· Press conferences.

A matrix of Instruments and Target Audiences is included in the full Communications and Visibility Strategy Report in Appendix B of Volume 2.

5. FINANCE

5.1 The principal objectives of the Finance Specialist during the inception period were to:

· Identify difficulties encountered by road contractors when applying for bonds and credit from financial institutions;

· formulate proposals that will assist contractors to have better access to credit;

· explore ways in which the establishment of a plant hire pool could become commercially attractive from a financial perstective.

5.2 Access to credit is difficult for contractors for several reasons:

· Financial institutions have concerns about the risks involved when lending to the road sector;

· Contractors do not always conduct themselves in a way that would help in minimising risk;

· Employer contracts sometimes make it more difficult for contractors to access credit. 

5.3 Contractors seeking to win work have to provide bid bonds when presenting their proposals. If they win a contract they then have to provide performance bonds to give employers some comfort that work will be completed. They then have to obtain advance payment guarantees to support mobilisation money provided by employers. Finally, they may also need retention bonds so that the employer can be sure that any work required during the defect liability period is actually carried out.

5.4 Only the largest contractors can self-finance all of these various types of bonds and guarantees and even then may also have an ongoing facility with commercial banks.  The MSMEs are required to obtain finance on a contract by contract basis. 

5.5 Bonds and guarantees attract arrangement fees, require collateral normally in the form of immoveable assets (valued at a significant percentage below market value) and are charged interest between 0.5 - 2% per quarter. If collateral is not provided then interest rates are at base rate plus 3 - 6% i.e. 22 - 25% per annum.

5.6 Collateral obligations and finance charges are a significant barrier for MSMEs who want to access credit. As a consequence, competition in the road construction sector is reduced.

5.7 Several banks expressed general concern about road construction as a sector. Employers sometimes delay payments to contractors or even cancel projects. This means contractors do not receive money on time (or even at all) and banks, therefore, have to take action to recover debts. On occasions there are failures to comply with tripartite agreements (banks, contractors and employers) whereby employers should make contract payments into an account designated by the lender.

5.8 Contractors do not always use contract receipts from employers e.g. advance payments, for their intended purpose. Funds can be diverted to finance completion of other contracts or otherwise misappropriated by the contractor. 
5.9 Collateral and finance charges reflect lenders assessment of risk. Therefore, if risk can be mitigated, borrowing costs will come down and collateral requirements reduced. It is recommended that an effective way to reduce risk would be to establish a Construction Guarantee Fund (CGF). The agricultural sector in Uganda has demonstrated that a guarantee fund can be used to good effect.

5.10 A CGF would need to operate in a sustainable and cost effective manner. To be most effective it would need to be accessible to those parts of the sector that would benefit most and which would be able to contribute strongly to the development of a vibrant, profitable and competitive market for road construction.

5.11 Several options were looked at for the most suitable framework for management of the CGF; the advantages and disadvantages of each were considered. However, the strongest and also the most receptive candidate is the Agri-Business Initiative Trust (ABIT). It is recommended that this option is pursued.

5.12 ABIT has completed all the required legal formalities in Uganda and the CGF could easily come under its umbrella subject to certain safeguards that ensure DFID money is used for appropriate purposes. It will also be necessary to establish the criteria that allow financial institutions to participate. These include, for example, that the lender follows all necessary steps to recover funds before turning to the CGF and that only certain types of contractor can be accepted. Contractors would also need to comply with the financial agreements they enter into with lenders (and employers).  It is anticipated that many of the formalities for establishing the CGF could be completed within the next few months. 

5.13 An important activity of support to the CGF can be offered by Business Development Service (BDS) providers. The way forward here would be to conduct:
1. a joint workshop for lenders and contractors that allows both groups to illustrate their own concerns and provide a forum for developing better relationships;

2. training for staff at lending institutions (including microfinance) that provides better understanding of the challenges faced by contractors in the road sector;

3. training for contractors so that they can prepare better financial proposals, business plans, cash flow forecasts, budgets and manage their finances and costs during the implementation of a contract.

5.14 In addition to the CGF as a mechanism for improving access to finance, employers could be more flexible in their contract terms. A wide range of possibilities present themselves. The Government of Uganda could withdraw the need for performance bonds (effectively self-insuring the risk); other employers could reduce the performance bond from 10% to 5%. Evidence suggests that the number of performance bonds called is small, so the risk may not be significant. Employers could write more stages into contracts thereby taking possession of completed sections earlier. Full performance bonds need not be kept in place until the end of the defects liability period (as is presently the case), thereby releasing some of the contractor’s collateral.

5.15 One other consideration is for more employers to accept insurance companies as providers of bonds and guarantees. Premiums for insurance policies on bonds are currently lower (but not levels of collateral) than services currently provided by banks. Only one or two insurance companies presently seem to be in this market in Uganda and CrossRoads shall pursue this in order to encourage greater participation.

5.16 Improved access to finance needs all actors, i.e. financial institutions, contractors and employers in the road sector to make a contribution.

5.17 With regard to the equipment hire pool, some companies are already in the market. For the most part, they are contractors prepared to rent out equipment that is not being used. However, the taxation system needs to be reviewed in order to see whether or not it could be made more supportive for this sort of activity. 

5.18 Civil engineering is an exempt supply for VAT purposes. This means VAT paid on the acquisition of road construction equipment cannot be offset against a taxable supply. A commercial contractor (as opposed to Force Account) will recoup all costs in the contract price, effectively increasing the price of road construction and maintenance. However, there is a cash flow disadvantage to the contractor who has to pay for equipment upfront before receiving inflows from a contract. It should be pointed out that initial allowances and writing down allowances are available on the purchase of equipment to be set off against profits.

5.19 Equipment leasing products are currently only offered by two commercial banks (Stanbic and DFCU). The East African Development Bank (EADB) also provides finance leases for the acquisition of equipment, machinery, vehicles and aircraft. EADB has leased equipment to Spencon; its largest leasing arrangement was for $1m and it would not normally consider leases below $100,000 in value.

5.20 Recommendations
a). Contract conditions for road sector contractors should be reviewed.
b). A Construction Guarantee Fund should be established.
c). A Working Capital Fund should be established once the Construction Guarantee Fund is operational.
d). An Equipment Hire Pool should be set up.
e). Financial institutions should be encouraged to offer equipment leasing services.
f). Collateral conditions set by lenders should be reduced.
g). The taxation regime for acquisition and leasing of capital equipment should be improved.
h). Reduce higher road construction costs attributable to corruption through more transparent processes.
i). Training should be provided across the sector and, in particular, to MSME’s on business development.
5.21 Intended Actions during the Implementation Period 
i). Facilitate a workshop for contractors, employers and lenders to create a better understanding of issues in the road sector;

ii). Assist contractor associations and professional bodies to negotiate with employers about changes to contract conditions;

iii). Identify, in partnership with UBA, commercial banks willing to participate in the Construction Guarantee Fund;

iv). Design and implement a Construction Guarantee Fund in partnership with ABIT;

v). Design and implement a Working Capital Fund in partnership with ABIT;

vi). Determine the criteria for MSMEs that wish to have access to the Construction Guarantee Fund and Working Capital Fund;

vii). Organise and participate in the Credit Management Committee of the Construction Guarantee Fund and Working Capital Fund;

viii). Establish and monitor lending criteria of the Credit Guarantee Fund;

ix). Work with contractors, employers and lenders on amendments to collateral conditions;

x). Assist contractor associations and professional bodies to lobby Uganda Revenue Authority for changes in the system of taxation relating to purchase and leasing of equipment;

xi). Co-operate with other actors in the roads sector in the design of mechanisms that reduce the level of corruption in the sector;

xii). Discuss with financial institutions opportunities for provision of capital equipment leasing services;

xiii). Participate in the setting up of an Equipment Hire Poo(s);

xiv). Work with commercial banks and EADB on mechanisms for financing and participating in commercial equipment leasing companies;

xv). Design and deliver, in collaboration with engineering experts, training of trainers and other business development workshops for MSME that cover relevant aspects of financial management;

xvi). Explore opportunities for training at business development workshops to have accreditation from a recognised contractors association or professional body.

6. MICROFINANCE
6.1 This section should be read in conjunction with Section 5, above, since the Finance report contains observations, recommendations and action points which are also relevant to the microfinance sector but which are not repeated in this section.  

6.2 The main purpose of the investigations carried out by the Microfinance Specialist were to:

· Identify difficulties encountered by the smaller road contractors when applying for credit from financial institutions;

· formulate proposals that will assist these contractors and MSMEs to have better access to credit;

6.3. In addition to the reasons set out in Section 5, access to credit is difficult for contractors in the microfinance sector for the following additional issues:
· There is little experience of dealing with the local construction industry among Microfinance agencies, some even having no experience at all.

· This being the case there were no views among the microfinance sector about supplementary players in the roads industry.

· One MFI cited that a major obstacle was the restrictions imposed by Local Councils on community involvement in road maintenance.

6.4 There are a range of strategies that can be adopted to improve access to finance by small contractors and complementary businesses through the Microfinance sector such as:

· Developing tailored microfinance (MF) products for the smaller MSME contractors, for finance for such items as tools and equipment and basic core working capital, with repayments deducted by the employer and remitted directly to the MFI.

· Given the relatively short term nature of these loans and the collateral/direct repayment provisions suggested, interest rates should reflect the relatively low nature of the risk.

· Tailoring products in alignment with labour-based contracts in conjunction with community based organisations.
· Removing restrictions to community based organisations being involved in the maintenance of local gravel and feeder roads.

· Developing Local Government Engineering Dept (LGED) contracts or similar local community based organisation contracts for local and district road maintenance and improvements along similar lines to those in Bangladesh, and aligning MF products for marketing to MSME contractors.

· Developing separate more favourable bonding terms for MF financed small contracts where necessary.

· Designing suitable collateral conditions for the MSME contractors, for example a lien over tools and equipment; or loan repayments being deducted at source by the employer and paid directly to the MFI.

· Change the contract structure so that work can be signed off and handed over to the employer in stages thereby releasing collateral;

· Amending performance bond conditions so that some collateral is released as work is certified;

· Create the opportunity for MF institutions to participate in the CGF and develop suitably tailored bonding arrangements with fairly nominal terms for the smaller local MSME contractors and to align these to labour-based contracts.

· Ensuring payments are deposited in designated accounts so reducing lenders’ risk;

· Using the CGF to underwrite loans to marginal contractors and more MSMEs;

· Create a more vibrant environment for leasing of equipment, including commercial plant hire pools across the country;

· Employers to accept insurance company guarantees, not only bank guarantees for performance bonds;

· Amend tax rules so that both purchase and leasing of equipment is more attractive.

6.5 An encouraging amount of positive feedback on the proposals for greater community involvement and the need for associated MF products was received from the MFIs and others interviewed. Several of the MFIs interviewed expressed a willingness to participate in creating new MF products for the construction sector. Improved access to finance needs all actors including microfinance institutions to make a contribution and this positive feedback is to be welcomed.

6.6 An important activity that supports the CrossRoads programme will be the provision of Business Development Services (BDS). It is again proposed that this will be undertaken in three parts:

· A joint workshop for lenders, including MFIs, and contractors that allows both groups to explain their own concerns and provides a forum for developing better relationships;

· Training for staff at lending institutions (including microfinance) that provides better understanding of the challenges faced by contractors in the road sector;

· Training for contractors so that they can prepare better financial proposals, business plans, cash flow forecasts, budgets and manage their finances and costs during the implementation of a contract.

Recommendations
6.7 The recommendations made in section 5.20 above are also of relevance to the microfinance sector and are not repeated here. In addition, the following recommendations are made in the context of the microfinance sector:

· MFIs should be encouraged and assisted to develop tailored MF products for smaller MSME contractors and to align these products to labour-based contracts (LBCs) in conjunction with community based organisations (CBOs) and to provide similarly tailored more complex products to cater for these contractors as they grow their businesses.

· Encourage employer authorities including UNRA and Ministry of Local Government to develop contracting arrangements along the lines of those used in Bangladesh for road maintenance and low cost road construction.

· Plan and arrange a study tour to Bangladesh for representatives of UNRA, Ministry of Local Government officials and MFIs/AMFIU.

· Encourage and assist MFIs to develop separate more favourable bonding terms for MF financed small contracts where necessary.

· Encourage and assist MFIs to develop suitable collateral conditions for MSME contractors.
· Encourage and assist MFIs to develop suitable products for financing basic asset acquisitions by LBC and CBO contractors, e.g. stocks of tools and equipment, building up gradually to larger items of equipment.

· Encourage and assist MFIs and Employer Authorities to work together to develop IT and administrative systems to allow employers to deduct loan repayments due to MFIs from contract payments and passed over to the MFIs.

· Re-interview Aclaim Africa and Friends Consult, using the training requirements set out in 9.7 and 9.8 of this report as the basis for interview, with a view to their selection as first and second choice trainers respectively.

Action Points

6.8 The action points listed in section 5.21 above are also of relevance to the microfinance sector and are not repeated here. In addition, the following points are listed in the context of the microfinance sector:

· Invite representatives of UNRA and the Ministry of Local Government to a discussion forum on ways to involve community participation in the maintenance of, and improvements to, district and community access roads and to develop contracting arrangements along the lines of those used in Bangladesh (see Annex D in Volume 2). The recent budget provisions for increased spending on roads could be the catalyst for this forum.

· Arrange a study tour for 10 UNRA and Ministry of Local Government representatives plus a CrossRoads team member to Bangladesh to view and learn from that country’s experience with local community participation in road maintenance programmes. 

· Have discussions with AMFIU on ways to encourage and assist MFIs to develop tailored MF products for the smaller MSME contractors, separate bonding terms for MF financed small contracts, and products for financing basic asset acquisitions by LBC/CBO contractors.

· Invite representatives of the MFIs/AMFIU and UNRA/Ministry of Local Government to discuss jointly developing IT and administrative systems to allow employers to deduct loan repayments due to MFIs from contract payments and for these to be passed over to the MFIs.

· Select a training organisation to participate in a Train the Trainers programme to be delivered by CrossRoads team.

· Deliver a Train the Trainers programme to the selected training organisation. 
· Manage delivery of a training programme to banks, MFIs and MSME contractors.  
7. ROAD PRICE INDEX
Introduction

7.1 The purpose of Key Performance Indicators (KPIs) is to enable a project’s success or failure to be monitored against its objectives, during the course of the project. Here we endeavour to identify a KPI which will monitor the Programme purpose to “Improve the efficiency of GoU expenditure in Roads”, and which is able to be tracked during the lifetime of the project.

7,2 CrossRoads is a development project in an emerging construction industry. It is focused primarily on improving the capacity and performance of private sector suppliers to the road sector. Demonstrating the efficiency of GoU expenditure will be challenging because:

· there are factors outside the control of CrossRoads which have a substantial influence on its purpose;

· these are not necessarily a true reflection of the success of the project itself; and 

· many of the savings from successful implementation of CrossRoads will be seen in the longer term, beyond the duration of this programme.

7.3 Early savings may be achieved through changes in the way contracts are financed and in the financial security arrangements used, but these savings may be too small to have a significant impact on the KPI during the relatively short term of the Programme. The success of CrossRoads will result in savings from a more efficiently functioning industry and the use of better procedures, but some of these savings may not become truly apparent until after the programme has ended.

7.4 When interviewed, contractors in the sector identified time saving during all stages of a project life cycle as a priority to improve the industry and bring down costs.

7.5 Benjamin Franklin’s “Time is Money” adage is very appropriate in the engineering business; any saving in time will eventually lead, even if not immediately, to a saving in cost.

7.6 It is recognised that donors want to see immediate cost savings through some type of financial indexation. However, this is not always possible or realistic, as many costs in the construction industry are time related, with long lead times involved.

7.7 A clear example of the correlation between time and cost is during the procurement phase, where a reduction in the time taken can lead to more certainty, better planning, and potentially to reduced costs during the construction phase. Long periods between tender submission and award of contract typically leaves contractors in limbo, uncertain of what future investments will be needed and uncertainty in future planning and expansion.

7.8 Initially, time savings are more likely to lead to increased contractor profitability, rather than cost saving to the government. However, increased profitability encourages existing firms to expand and new companies to enter the sector, which should eventually promote competition and reduce prices. However this reduction in prices may not be totally manifested in the duration of the CrossRoads Programme. It is therefore suggested that some form of time saving is included as a KPI, to reflect the long term future savings that should occur as a result of these time savings.

Establishing a Specific Cost Effective KPI

7.9 Ideally the KPI should exclude material from the analysis. However, UNRA contracts for major works include materials within the general rates together with plant and labour.

The Uganda Bureau of Statistics (UBoS) produces Construction Sector Indices (CSI) both for paved and unpaved roads (sometimes referred to as gravel roads in its documentation). These assume a simple breakdown of material, plant and labour for each type of construction. It is unclear precisely how these weightings have been determined, but as they are national standards developed and used by UBoS, they should be considered as acceptable in establishing a base on which to develop KPIs for this Programme
. 

7.10 Using cost indices (see sample in Attachment 2, Appendix E Volume 2) for the component parts of paved and unpaved roads UBoS establish their CSI. The figures represent basic escalation assuming no change to labour or equipment. For example, if there is no improvement in planning, financing, efficiency or competition, these indices can be assumed to reflect what would happen to tender prices. The next stage is to establish the actual costs year on year.

7.11 Having established a base year value, it is necessary to decide what needs to be measured. Measuring out-turn costs of projects per kilometre will demonstrate the overall benefits of all the improvements in the industry. It would include such things as better administration of contracts and improved designs, which will have a significant effect on the savings made. One can also look at the average of awarded contract amounts per kilometre by type of construction. This should identify improved effectiveness of GoU expenditure as a result of CrossRoads’ development of the private sector. There is however, a potential risk in using this approach: improved designs and risk analysis including the use of additional Provisional Sums may by themselves, increase awarded contract prices, despite efficiency savings elsewhere. They should therefore be deducted from the contract values for the purposes of this calculation.  Currently UNRA’s Monitoring and Evaluation Department do not analyse or publicise awarded contract prices but this could be added as a useful standard monitoring tool for UNRA.

Suggested formula

7.12 First establish the base difference between Tenders and CSI:

ATPn
=
Average Tender Price/km for specific road type in year n

CSIn
=
Construction Price index in year n

Next, calculate percentage increase in the average tender prices and CSI between this year and last year:

ATP(-1 to 0)  %
=
( ATP0 / ATP-1  -1) x 100

CSI(-1 to 0)  %
=
( CSI0 / CSI-1  -1) x 100

The base year KPI (expressed as a percentage) is: 

KPI(year 1) = ATP(-1 to 0)  %  -  CSI(-1 to 0)  %

Note this can be positive (where average tender prices are increasing at a faster rate than the overall CSI), or negative (which indicates that efficiency savings are being made)
.

Having established the base year difference, a KPI for year n can be developed as follows:

ATP(n to n-1)  %
=
( ATPn  / ATPn-1  -1) x 100 

CSI(n to n-1)  %
=
( CSIn / CSIn-1  -1) x 100

( KPI n
=
ATP(n to n-1)  %  -  CSI(n to n-1)  % - Base Year KPI (as a %)

This percentage reflects the improved efficiency of GoU expenditure on roads.  Over the 4 years, however, this may not show a significant improvement in efficiency as a direct result of CrossRoads.

Consideration of a time saving KPI

7.13 In order to reflect savings due to CrossRoads it is considered necessary to include additional parameters as KPIs. Savings can be manifested in a number of ways:

	Project Stage
	Potential Saving
	Potential Advantages
	Possible indicator

	Procurement Time
	Reduced escalation costs due to quicker award.


	Less likelihood of corruption during administrative and evaluation stages.

Increased certainty in industry, leading to better planning and development.
	Days saved from base year from tender submission to contract award.

	Construction Time
	Earlier realisation of benefits from improved roads.

Less increases in price due to unforeseen works or change in the scope of work.
	Better, clearer designs, supported by good quality and reliable SI data and improved BoQs
	For completed contracts, the average days per km from start to actual completion.


8. PLANT AND EQUIPMENT

Introduction
8.1 The maintenance of the Ugandan road assets have largely been in the domain of the public sector through force accounts. Despite attempts to transfer the responsibility over to the private sector, due to the lack of capacity within the private sector in Uganda, UNRA and the Districts have continued to rely on their force account units for the majority of their road maintenance activities.

8.2 By continuing to operate force accounts, the public sector paradoxically prevents the private sector from entering and expanding into the road maintenance sector, since under force accounting, only operating costs for the plant and equipment are included (owning costs are not factored). Therefore, force accounts superficially appear to be more cost effective than the private sector. However, it is widely understood that this does not necessarily represent value for money, since plant reliability, plant utilisation and consequently efficiency is severely lacking. This lack of efficiency, allied of course to sufficient funding, is a direct contributing factor to UNRAs lack of capacity to carry out its core road maintenance activities.

8.3 The cost of plant and equipment in road maintenance projects varies between 20% and 45% of the total cost of the project depending upon the extent of mechanisation. Operating reliable, safe, good quality and cost effective equipment is seen as a critical success factor in improving the road network in Uganda. Emphasis on reducing equipment down-time, achieving optimum equipment utilisation and increasing production at minimum cost is now understood to be essential.

8.4 With the growing use of equipment in road maintenance, it has become necessary for UNRA’s Operations Directorate to be thoroughly familiar with working application and maintenance of the wide range of equipment. Since road maintenance projects require large amounts of capital, the road maintenance sector in Uganda needs to adopt the latest technology it can afford, modern reliable equipment and modern management techniques to achieve economy, quality and timely results.

8.5 Ensuring that UNRA or its contractors have access to reliable, cost effective plant and equipment is seen by CrossRoads as a critical part of the success in improving the efficiency of Government of Uganda expenditure on roads. This mechanical services component is vital to the achievement of new Output 2. – “Increased capability and competition in the road sector”.
CrossRoads Approach

8.6 Following the Equipment Specialist’s input it is recommended that a systematic examination, evaluation and subsequent action plan for equipment is investigated further in two inter-related areas:-

· Private sector ability to provide reliable, value for money plant and equipment contracts or hire individual items of equipment to UNRA and private sector contractors. 

· UNRA’s own capacity to provide reliable, value for money plant and equipment services to support the road sector in Uganda.

Private Sector Development
8.7 Financial proposals for companies attempting to enter and supplement the equipment/mechanical services market is covered in the Finance Section of this report. The deliberate synergy that the different specialist disciplines within the CrossRoads Programme offers will provide cross-discipline solutions to such complex problems and the dynamic economic environment.

8.8 To provide the private sector’s road maintenance contractors with reliable and cost effective plant and equipment, CrossRoads recommends that solutions are sought to develop an enabling environment for private companies to:-

· encourage entry into the road maintenance sector by removing barriers which currently exist in the market; and

· enable firms to flourish and contribute more fully in the road sector. 

8.9 There are a number of barriers which obstruct or restrict market entry that have been identified. The barriers can be broken down into to following categories:-
· regulatory1 - financial, legislative – imposed by GoU etc ;
· procedural1 - payment terms and conditions, risk management, UNRAs forecasted demand transparency, payment   etc;
· technological2 - skill levels to maintain and manage modern equipment, sufficient supply chain management to maintain modern equipment etc;
· expertise1– levels of business acumen, financial management skills of contractors etc;
· political1  - political will i.e. whether the changes necessary correspond with current government political policies;
· physical2 - geographic isolation, regional priorities etc;
· macro-economic1 - access to foreign exchange, infrastructure investment etc; and
· financial3 - access to credit, tax implications, bonds and guarantees etc.
1: Covered by Financial and Equipment Specialist input

2: Covered by Equipment Specialist studies input

3: Covered by Financial Specialist input
8.10 The CrossRoads Programme has established during the Inception Phase that given the right enabling environment, the private sector will flourish and in time will make up a high proportion of sustainable road maintenance activities; leaving a very small proportion to force accounts. (Observe the healthy market equilibrium generated in the Ugandan consumer market where private businesses are flourishing as a result of demand for durables and non-durables).

8.11 It is well understood that the success of a sustainable, value for money road maintenance programme in Uganda should ultimately be supported by the private sector. However, initial evidence suggests that the smaller local contractors currently lack the capacity, both in monitory terms and resources to cope with potential demand from UNRA.

8.12 The development of the private sector in the Ugandan road maintenance industry should be seen as a priority and as such, will require short, medium and long term interventions and support. The aim of these interventions (in the form of targeted training and staff development, operational and institutional changes etc) will be designed to ensure that the road maintenance business is attractive enough for private sector contractors to invest in. The institutional changes within UNRA and the MoWT must create an environment that encourages private sector participation.

8.13 The local Contractors Association UNABCEC suffers from limited human and financial resources and is not able to adequately deliver on their obligations, especially the delivery of attractive membership services and undertaking advocacy activities. UNABCEC has to become a focal point of raising the industry standards and CrossRoads intends to enhance the capacity of the UNABCEC to lobby and provide better services to their SME members.
Public Sector Development

8.12 In the absence of a sufficient level of capacity within the private sector to undertake road maintenance activities to any scale, it is considered that a serious option in the short term will be to strengthen the mechanical capacity of UNRA. This may be the quickest way of filling the immediate capacity shortfall. In order not to further hinder market entry by the private sector contractors, it is recommended that this is carried out by transforming UNRA’s (MoWT) existing equipment fleet into a commercialised plant pool (CPP). Reliable and cost effective plant hire, based on commercial rates (to include ‘owning costs’ and ‘operating costs’) can therefore be made available to new and existing private contractors.
8.13 A CCP differs significantly from a force account, since it would be operated as an autonomous commercialised business, initially under the auspices of  UNRA. It would have its own strategic, budgetary and financial objectives and have sufficient empowerment and autonomy from UNRA in order to achieve this. 

8.14 There may be sufficient latitude within the existing government regulations for most of the changes to be achieved without major process re-engineering (equipment standardisation for example), however, there will inevitably be areas that will require changes to the existing regulatory components (sufficient financial autonomy to operate a profit and loss account and capital accounts, legal ownership of assets for example). The CCP would be ‘results’ and ‘performance target’ driven (industry specific Key Performance Indicators) – rates of pay, performance related pay would factor highly.

8.15 An overview of typical eventual desired commercial qualities and characteristics, which may be expected of the CPP, is contained in the Plant and Equipment,   Report Annex F in Volume 2.
8.16 The creation of a CPP has a number of benefits:

It allows the Directorate of Operations UNRA to concentrate on its core functions of planning and implementing maintenance of the road network;

· It offers improved value for money by maximising performance from existing equipment;

· It provides healthy competition with the emerging private sector, helping to keep plant hire rates down;

· It allows the true cost of equipment to be built into budgets and therefore realistic budgeting;
· It encourages development of private sector SMEs in the road maintenance sector by the provision of reliable equipment to both UNRA and the private contractors;

· It allows better maintenance of the fleet by allowing Plant Pool engineers to be independent of plant users; and

· It potentially provides UNRA with a lucrative plant hire business that can be sold to the private sector as a going concern at a later date. 

8.17 The approach to transform the existing force account mechanical services to a CPP will be incremental; small steps from the existing mechanical services function through to the possibility of full privatisation. Each step has its own unique financial, business control and commercial culture. 

8.18 Commercial principles will need to be adopted, such as plant standardisation, introducing commercial hire rates to reflect both owning and operating costs and commercial hiring/leasing management tools and reporting methodology. Adopting commercially acceptable ‘good practice’ regarding equipment maintenance and spare parts support will also need to be introduced.

8.19 During the transition, ‘change management’ principles will need to be applied and significant support with regards to institutional, strategic and operational changes will need to be undertaken.  Considerable resources and project time will be spent on staff training and staff development in order for these changes to be implemented successfully.

8.20 Previous analysis carried out in a number of African countries indicates that operator plant and equipment misuse can directly account for 30-40% of total plant repair costs. Initial empirical evidence in Uganda, supports this and suggests that this figure may be much larger. It is therefore essential that operator training and operator licensing is given priority; competency-based training programmes that are verified by both theory and practical assessments needs to be introduced. This training should lead to a national Operator Licensing database, where only properly qualified operators are employed in the road maintenance industry. This initiative should be open to both UNRA and private sector operators.

8.21 To achieve this CrossRoads intends to examine the potential of reinstating the original MoWT’s ‘Training Production Unit’ Training School in Luwero, 65 kms north of Kampala which was closed due to budgetary cuts.

Initiatives and Recommendations Summary

8.22 The following comprises initiatives and recommendations of a short term/ medium term nature which will be addressed following this Inception Period:-

Short Term

· Carry out a training needs analysis for all plant operators

· Consider re-establishment of Operator Training School at Luwero

· Carry out a baseline survey to capture the private sector’s capacity

· Prepare asset register of MOWT/UNRA’s plant, equipment, vehicles, workshops, spare parts (to include a condition audit where appropriate) 

· Provide training and assistance to UNABCEC  to enable it to operate in a more effective manner

· Carry out a training needs analysis for all plant mechanics
· Review the organisation structure of the Mechanical Services Unit in UNRA HO and the Regions with respect to setting up a Mechanical Services Directorate
· Examine UNRA’s plans for computerising plant and equipment maintenance and management 
· Carry out a training needs analysis of UNRA’s Mechanical Services staff to identify skill gaps regarding commercial business skills

Medium Term

· Transfer of Plant etc from MOWT to UNRA (Mechanical Services)

· Raise base line level for procurement of spare parts from 2 to 20 million Shillings

· Further develop the commercialised Equipment Maintenance and Management System (EMMS) and interface it into a computerised system.

· Develop a commercialised Equipment Management System (EMS) to reinforce preventative maintenance – to be expanded at a later date to become a commercialised Equipment Maintenance and Management System (EMMS) – if CPP option is taken 
· Make recommendations for initiatives to assist the private sector to realise their potential

· Carry out appropriate management business training and development for both UNRA and SMEs
· Develop cost capturing mechanisms for both plant/equipment operational cost and owning costs to embrace commercial principles.

9. PROCUREMENT

9.1 Public procurement and disposal of public assets in Uganda is governed by the basic principles of public procurement, i.e value for money, accountability, fairness and transparency. The following provides the legal framework and guidance of public procurement and disposal of public assets in Uganda:-

· The Public Procurement and Disposal of Public Assets Act (2003), issued by Parliament
· The Public Procurement and Disposal of Public Assets Regulations, issued by the Minister of Finance, Planning and Economic Development
· The Guidelines (issued by the Public Procurement and Disposal of Public Assets Authority (PPDA) and

· Standard Bidding Documents, issued by PPDA
9.2 PPDA is the regulating authority of GoU which regulates and oversees the procurement and disposal of public assets in Uganda.

The PPDA Act (2003) accommodates the procurement policies and procedures of the multilateral and bilateral Development Partners (DPs) by stipulating the following:-

“Where this act is in conflict with an obligation of the Republic of Uganda arising out of an agreement with one or more states, or with an international organization, the provision of the agreement shall prevail over the act” (Section 4(1) of the Act)

9.3 UNRAs procurement and disposal function organisation includes the Accounting Officer, the Procurement and Disposal Unit (PDU), a Contracts Committee (CC), User Departments (UDs) and ad hoc Evaluation Committees (ECs) as required by the PPDA   Act and Regulations. The UDs in UNRA include the Executive Director’s Office, the Directorate of Operations, the Directorate of Projects, the Directorate of Planning, the Directorate of Internal Audit and the Directorate of Finance and Administration. The roles and responsibilities of all parties in the procurement and disposal function are governed by the PPDA Act and Regulations.

9.4 During recent years the GoU and its DPs have made a major commitment and increased their budgets in order to strengthen and support the development of the road sector. As a result the workload and diversity of UNRA’s procurement and disposal function has increased significantly for works, services, goods and supplies. UNRA is presently managing financial resources provided by both GoU and its DPs including the WB, EU, AfDB, BADEA, NDF, DFID, KFW, JICA and DANIDA, among others, and is required to use the procurement policies and guidelines of the DPs to disburse their respective financial resources.

9.5 Adequate knowledge of these procurement policies and guidelines together with the PPDA Act and Regulations is a fundamental requirement in order to ensure value for money, accountability, transparency and fairness. However the implementation capacity of UNRA has not been compatible with the increasing workload and diversity of its procurement and disposal function. As a result there have been cases of complaint and dissatisfaction from bidders and stakeholders with respect to how UNRA is carrying out its procurement and disposal function. 

9.6 In response to a letter on the 8th October 2010 from the Minister for Finance Planning and Economic Development an Independent Procurement Review was carried out of the World Bank financed Road Development Program Phase 3 (RDPP3). A report was submitted in March 2011 which highlighted some of the key factors leading to delays in procurement processing. The report suggested that UNRA and in particular the Procurement and Disposal Unit lacked capacity and skills in engineering works and services, that due diligence was diluted due to the heavy workload and inadequate delegation, variations of price were excessive due to the delays in the procurement process and lack of knowledge in the application of the price variation formula, some PPDA guidelines were not suitable for use by UNRA leading to differing interpretation and hence lack of conformity, leakages of bid information during the bid evaluation process and allegations related to bid evaluations carried out in 2009/2010.

9.7 A preliminary review of PPDA’s standard bidding documents for procurement and disposal, presently used by UNRA was undertaken by the CrossRoads Procurement Specialist. A copy of his findings is included in Appendix G of Volume 2.

9.8 PPDA’s procurement and disposal documents for works, services, goods and supplies have been prepared to embrace all GoU procurement and disposal entities, basically one size fits all. In so doing their documents do not necessarily reflect the requirements of UNRA. For example Volume IV, Shortlisting (Pre-qualification) of Providers for Works, Services or Supplies, is totally inadequate for use by UNRA for the pre-qualification of contractors for Works contracts and for shortlisting of consultants for services.

9.9 Volume I, Standard Bidding Document for Procurement of Works, and Volume III, Standard Bidding Documents for the Procurement of Consultancy and Non-Consultancy Services are extremely cumbersome and not user friendly. This leads to differing interpretation by the end users that may not be familiar with or have not been adequately trained in the use and application of the documents. This lack of clarity and commonality provides those bidders who wish to submit complaints, with respect to the procurement process, the ammunition to do so.

9.10 The GoU and its DPs deem it necessary therefore to put into place appropriate measures in order to reduce the number of complaints and level of dissatisfaction in UNRA’s implementation of its procurement and disposal process, associated with it’s under capacity.

9.11 In order to increase public confidence, validate and improve the quality of the decision making process and to ensure integrity in UNRA’s procurement and disposal process there is an immediate requirement to put into place parallel independent evaluations of bids for Works and services. Parallel independent evaluation of bids will serve as a benchmark for UNRAs own evaluation and support the CC in the decision making process.

9.12 In addition and in order to enhance transparency and accountability the GoU intends to increase public disclosure and access to information through UNRA’s website and publications and through participation in the global Construction Sector Transparency Initiative (CoST); which was piloted in Ethiopia, Malawi, Zambia and Tanzania and sponsored by DFID and the World Bank.

9.13 Notwithstanding that the inclusion of parallel evaluation of bids will enhance the tender evaluation component of the procurement and disposal process there are other components of the procurement  process that could be improved to assist UNRA to effectively and efficiently manage the process. This could include improving the quality of Terms of Reference (ToR) and bidding documents, streamlining the present procurement process to help reduce the time for procurement by the introduction of user friendly procedures manuals based on a review of the present procedures, training UNRAs staff in project and contract management and administration etc.

9.14 In order to address these issues DFID is to procure the services of specialist consultant(s) to carry out Independent Parallel Evaluation of Bids and to Review UNRA’s Procurement Procedures. Terms of Reference have been prepared for procurement of the consultancy services, a copy of which is included in this report; see Appendix H of Volume 2.

9.15 The main objective of the consultancy will be to (1) carry out independent evaluation of bids for Works and services in parallel with UNRA’s bid evaluations in order to serve as a benchmark for UNRA’s own evaluations and to support and enhance the CCs decision making process for awarding of contracts; (2) undertake a detailed review of UNRA’s existing procurement and disposal procedures as contained in the PPDA Act and Regulations, with respect to works and services, prepare procedures and guidelines for use by UNRA and accreditation by PPDA and train UNRA’s staff in their use and application; (3) undertake a review of UNRA’S ToRs and bidding documents and advise on their improvement; (4) undertake a review of UNRA’s project management and contract management and administration procedures and advise on their improvement; and (5) assist GoU in its effort to promote transparency and accountability through public disclosure and participation in the global Construction Sector Transparency Initiative (CoST).

9.16 Initially it is intended that the Consultant(s) shall carry out Independent Parallel Bid Evaluation (IPBE) for all bids submitted for works contracts having an estimated value equal or greater than US$10 million, for at least 30% of those bids for Works and services contracts with an estimated value between $1 million and $10 million and on a random sample of at least 10% of bids received with an estimated value of less than $1 million. The Consultant will be provided with UNRA’s works and services procurement programme and will independently select those bids for which he will undertake an IPBE. The Consultant may (or may not, it has to be decided) advise the CC at the time the bid is submitted that he intends to carry out IPBE. Those bids whose values are equal or greater than $10 million will all be subject to IPBE. Bids that fall outside UNRA’s procurement programme will also be subject to IPBE, in line with the above criteria.

9.17 In parallel with the IPBE the Consultant will carry out a detailed review of UNRA’s procurement procedures and identify areas for improvement in order to streamline and simplify the process with a view to minimizing delays. Following this review the Consultant shall prepare new, user friendly, procurement and disposal procedures manuals for both internal use, by UNRA, and external use by consultants and Accreditation by PPDA and train UNRA’s staff in its use and application.

9.18 During the inception phase the Procurement Specialist has been assisting DFIDU in preparing the business case in support of proposals for funding the IPBE consultancy.
9.19 A meeting was convened by DFID on the 21st June attended by representatives of UNRA, WB, DFID and Crossroads in order to discuss the contents of the Business Case document and to finalise the contents of the ToR (Appendix H, Volume 2). The meeting raised concerns with respect to the difficulties that a single consultant may encounter in trying to demonstrate independency, in carrying out IPBEs, whilst at the same time providing advisory and capacity building services to UNRA. It was the concensus of the meeting, in order to eliminate such difficulties, that the proposed consultancy be awarded to two separate consultants, one for the IPBE component and one for the Review of UNRA’s Procurement Procedures and capacity building component. At time of reporting the Procurement Specialist is in the process of drafting the ToR for the two consultancies, which will be submitted to UNRA for their comments Following this the amended drafts will be sent to DFID and the WB for their comments which will be incorporated into the final TORs.

10. TRAINING
10.1 Although the term ‘training needs analysis’ was originally used to describe this work, the findings indicate that there is a considerable need for capacity building, that will likely include training, where capacity building is defined as the development of the ability of people and the organisation in which they work to manage their affairs successfully to produce the required outputs.  

10.2 The over-riding consideration is that capacity building and training must be demand led, market driven and able to be sustained principally by the private sector.  

10.3 Whilst several organisations met list establishing a training centre in their needs and strategic plans, constructing and/or running buildings with a training faculty is not recommended due to the high fixed overheads of maintenance and staff salaries, often for a facility that is not fully occupied throughout the year.  It is preferable to hire training venues and contract expert trainers according to need.

10.4 The identified needs for to achieve the CrossRoads objectives involve a mix of capacity building for some principal stakeholder institutions and their Secretariats and conducting technical training. At the same time, developing national trainers for Continuing Professional Development, upgrading existing skills and knowledge of engineers, and helping with business development of consulting and contracting firms allied to management development of senior staff are required.  

10.5 There is also an expressed need to improve advocacy and lobbying, public relations and dealing with the media for the stakeholder institutions, which will also probably be applicable for civil society organisations that can monitor and call government to account for misuse of public funds on road work.  Such organisations are seen as key to the long-term sustainability of road network improvement.

10.6 Uganda has recently reformed its technical and vocational education system and supporting institutional arrangements to make training more appropriate for the needs of industry through the Uganda Vocational Qualifications Framework. Currently the existing Assessment and Training Packages mainly cover building trades and not civil engineering relating to road works. It is recommended that training for site personnel be incorporated into this framework through the development of new ATPs. Such training can then be taken up by interested private vocational training institutes and any new training entities attached to trade Associations such as UNABCEC.

10.7 With the demise of the former Ministry of Works and Transport works training centre, the only organisation in Uganda currently conducting training related to contracting and site work is the Mount Elgon Labour-Based Training Centre (MELTC) at Mbale. It provides assessed certification to success trainees but they are not part of the UVQF.  
10.8 However MELTC is no longer training labour-based contractors, probably more due to budgetary constraints, as these programmes were heavily subsidised in the past.  It is considered that a one-off programme to train more labour-based contractors may be appropriate for CrossRoads funding, in line with new Government policy to develop the labour-based construction industry, and a similar approach is recommended to provide refresher training for already trained labour-based contractors. 

10.9 MELTC is considered as a potential resource for training small contractors in business and financial management and for training instructors for site related training.

10.10 A significant challenge is to provide the high priority plant and equipment operator training. With the general lack of plant in Uganda and the low ownership, the possibilities of establishing in-company training are very restricted. This involves high investment in equipment that is outside the reach of private sector training entities.

10.11 Various options are considered with that of forming a working training production unit having many advantages and with a source of income, most likely to be self-sustaining in the long-term. The means of providing funding for the high-cost plant and its ownership is open for discussion and agreement between donor partners and stakeholders.

10.12 A draft programme for implementation is provided with budget costs for all the recommended activities in Volume 2 Appendix I.
11. PROGRAMMES 
	CROSSROADS PROGRAMME

	Workplan: July 2011 - June 2012

	Implementation Phase

	Task

#
	Activity
	J
	A
	S
	O
	N
	D
	J
	F
	M
	A
	M
	J

	1
	Improve access to finance by contractors and comp businesses
	
	
	
	
	
	
	
	
	
	
	
	

	1.1
	Hold workshop to facilitate dialogue between banks & contractors
	
	
	
	
	
	
	
	
	
	
	
	

	1.1
	Prepare and sign MoU with ABIT
	
	
	
	
	
	
	
	
	
	
	
	

	1.2
	Prepare and sign MoUs with banks & MFIs
	
	
	
	
	
	
	
	
	
	
	
	

	1.3
	Hold meetings to raise awareness on CGF among contractors
	
	
	
	
	
	
	
	
	
	
	
	

	1.4
	Monitor disbursement of loans to contractors & comp businesses
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	2
	Compile data base on contractors and consultants
	
	
	
	
	
	
	
	
	
	
	
	

	2.1
	Develop ToR
	
	
	
	
	
	
	
	
	
	
	
	

	2.2
	EOIs
	
	
	
	
	
	
	
	
	
	
	
	

	2.3
	Evaluate EOIs
	
	
	
	
	
	
	
	
	
	
	
	

	2.4
	Invite shortlisted applicants to submit Proposals
	
	
	
	
	
	
	
	
	
	
	
	

	2.5
	Evaluate proposals and award contract
	
	
	
	
	
	
	
	
	
	
	
	

	2.6
	Monitor compilation and use of data base
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	3
	Improve access to equipment by contractors
	
	
	
	
	
	
	
	
	
	
	
	

	3.1
	Determine quantity and quality of exisiting equipment (UNRA, etc.)
	
	
	
	
	
	
	
	
	
	
	
	

	3.1.1
	Develop ToRs
	
	
	
	
	
	
	
	
	
	
	
	

	3.1.2
	Publish tender for EOIs
	
	
	
	
	
	
	
	
	
	
	
	

	3.1.3
	Evaluate EOIs
	
	
	
	
	
	
	
	
	
	
	
	

	3.1.4
	Invite shortlisted applicants to submit Proposals
	
	
	
	
	
	
	
	
	
	
	
	

	3.1.5
	Evaluate proposals and award contract
	
	
	
	
	
	
	
	
	
	
	
	

	3.1.6
	Monitor study by consultants
	
	
	
	
	
	
	
	
	
	
	
	

	3.2
	Implement interventions based on study recommendations
	
	
	
	
	
	
	
	
	
	
	
	

	3.2.1
	Review study produced by consultants
	
	
	
	
	
	
	
	
	
	
	
	

	3.2.2
	Decide on best options and implement interventions
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	4
	Train to build private sector capacity
	
	
	
	
	
	
	
	
	
	
	
	

	4.1
	Train in tech and vocational skills
	
	
	
	
	
	
	
	
	
	
	
	

	4.1.1
	Prepare and sign MoUs with selected training institutions
	
	
	
	
	
	
	
	
	
	
	
	

	4.1.2
	Conduct training of trainers (ToT) workshops
	
	
	
	
	
	
	
	
	
	
	
	

	4.1.3
	Contract training institutions to roll out training
	
	
	
	
	
	
	
	
	
	
	
	

	4.1.4
	Monitor and evaluate results and impact of training
	
	
	
	
	
	
	
	
	
	
	
	

	4.2
	Train in financial and business skills
	
	
	
	
	
	
	
	
	
	
	
	

	4.2.1
	Prepare and sign MoUs with selected training institutions
	
	
	
	
	
	
	
	
	
	
	
	

	4.2.2
	Conduct training of trainers (ToT) workshops
	
	
	
	
	
	
	
	
	
	
	
	

	4.2.3
	Contract training institutions to roll out training
	
	
	
	
	
	
	
	
	
	
	
	

	4.2.4
	Monitor and evaluate results and impact of training
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Staff Inputs
	
	
	
	
	
	
	
	
	
	
	
	

	
	Long term
	
	
	
	
	
	
	
	
	
	
	
	

	
	David Entwistle - Team Leader (Secretariat)
	
	
	
	
	
	
	
	
	
	
	
	

	
	Alex Mugova - M4P Specialist (Secretariat)
	
	
	
	
	
	
	
	
	
	
	
	

	
	Short term
	
	
	
	
	
	
	
	
	
	
	
	

	
	Roger Weatherell - M&E Specialist
	
	
	
	
	
	
	
	
	
	
	
	

	
	Mark Thriscutt - Business Adviser
	
	
	
	
	
	
	
	
	
	
	
	

	
	Jim Brittain – Equipment
	
	
	
	
	
	
	
	
	
	
	
	

	
	Albie Hope – Procurement
	
	
	
	
	
	
	
	
	
	
	
	

	
	Keith Cornish – Finance
	
	
	
	
	
	
	
	
	
	
	
	

	
	Chris Folwell – Training
	
	
	
	
	
	
	
	
	
	
	
	

	
	Nigel Penfold - Project Director
	
	
	
	
	
	
	
	
	
	
	
	

	
	Dick Langford-Johnson - Road Price Index KPI
	
	
	
	
	
	
	
	
	
	
	
	

	
	Pat Griffith – Microfinance
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	CROSSROADS PROGRAMME

	Workplan: July 2011-June 2012

	Implementation Phase

	Task

#
	Activity
	J
	A
	S
	O
	N
	D
	J
	F
	M
	A
	M
	J

	5
	Build capacity of associations
	
	
	
	
	
	
	
	
	
	
	
	

	5.1
	Prepare ToRs for UIPE, UNABCEC & UACE to develop proposals
	
	
	
	
	
	
	
	
	
	
	
	

	5.2
	Review proposals
	
	
	
	
	
	
	
	
	
	
	
	

	5.3
	Develop ToRs for firms to provide capacity building inputs
	
	
	
	
	
	
	
	
	
	
	
	

	5.4
	Publish tenders for EOIs
	
	
	
	
	
	
	
	
	
	
	
	

	5.5
	Evaluate EOIs and invite shortlisted firms to submit proposals
	
	
	
	
	
	
	
	
	
	
	
	

	5.6
	Evaluate proposals and award contract
	
	
	
	
	
	
	
	
	
	
	
	

	5.7
	Monitor and review impact of capacity building
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	6
	Conduct annual road user satisfaction survey
	
	
	
	
	
	
	
	
	
	
	
	

	6.1
	Prepare ToRs
	
	
	
	
	
	
	
	
	
	
	
	

	6.2
	Publish tender for EOIs
	
	
	
	
	
	
	
	
	
	
	
	

	6.3
	Evaluate EOIs and invite shortlisted firms to submit proposals
	
	
	
	
	
	
	
	
	
	
	
	

	6.4
	Evaluate proposals and award contract
	
	
	
	
	
	
	
	
	
	
	
	

	6.5
	Publish results and hold workshops to raise awareness
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	7
	Establish challenge fund
	
	
	
	
	
	
	
	
	
	
	
	

	7.1
	Prepare paper to define modus operandi
	
	
	
	
	
	
	
	
	
	
	
	

	7.2
	Hold workshops to raise awareness about fund
	
	
	
	
	
	
	
	
	
	
	
	

	7.3
	Call for proposals
	
	
	
	
	
	
	
	
	
	
	
	

	7.4
	Evaluate proposals and award contracts
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	8
	Strengthen lobbying and advocacy capacity
	
	
	
	
	
	
	
	
	
	
	
	

	8.1
	Develop ToRs
	
	
	
	
	
	
	
	
	
	
	
	

	8.2
	Publish tender for EOIs
	
	
	
	
	
	
	
	
	
	
	
	

	8.3
	Evaluate EOIs
	
	
	
	
	
	
	
	
	
	
	
	

	8.4
	Invite shortlisted applicants to submit proposals
	
	
	
	
	
	
	
	
	
	
	
	

	8.5
	Evaluate proposals and award contract
	
	
	
	
	
	
	
	
	
	
	
	

	8.6
	Monitor and assess results and impact of lobbying and advocacy
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	9
	Knowledge generation and dissemination
	
	
	
	
	
	
	
	
	
	
	
	

	9.1
	Document lessons and impacts
	
	
	
	
	
	
	
	
	
	
	
	

	9.2
	Prepare case studies hold workshops to disseminate
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	10
	Reviews & Reporting
	
	
	
	
	
	
	
	
	
	
	
	

	10.1
	Prepare and submit quarterly reports
	
	
	
	
	
	
	
	
	
	
	
	

	10.2
	Prepare and submit annual report
	
	
	
	
	
	
	
	
	
	
	
	

	
	Conduct annual reviews
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Staff Inputs
	
	
	
	
	
	
	
	
	
	
	
	

	
	Long Term
	
	
	
	
	
	
	
	
	
	
	
	

	
	David Entwistle – Team Leader (Secretariat)
	
	
	
	
	
	
	
	
	
	
	
	

	
	Alex Mugova – M4P Specialist (Secretariat)
	
	
	
	
	
	
	
	
	
	
	
	

	
	Short term
	
	
	
	
	
	
	
	
	
	
	
	

	
	Roger Weatherell - M&E Specialist
	
	
	
	
	
	
	
	
	
	
	
	

	
	Mark Thriscutt - Business Adviser
	
	
	
	
	
	
	
	
	
	
	
	

	
	Jim Brittain – Equipment
	
	
	
	
	
	
	
	
	
	
	
	

	
	Albie Hope – Procurement
	
	
	
	
	
	
	
	
	
	
	
	

	
	Keith Cornish – Finance
	
	
	
	
	
	
	
	
	
	
	
	

	
	Chris Folwell – Training
	
	
	
	
	
	
	
	
	
	
	
	

	
	Nigel Penfold - Project Director
	
	
	
	
	
	
	
	
	
	
	
	

	
	Dick Langford-Johnson - Road Price Index KPI
	
	
	
	
	
	
	
	
	
	
	
	

	
	Pat Griffith – Microfinance
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	


Key

          Report due to DFID

	CROSSROADS PROGRAMME

	Indicative Workplan: July 2012-January 2015

	Implementation Phase

	
	
	2012/13
	2013/14
	2014/15

	Task

#
	Activity
	J
	A
	S
	O
	N
	D
	J
	F
	M
	A
	M
	J
	J
	A
	S
	O
	N
	D
	J
	F
	M
	A
	M
	J
	J
	A
	S
	O
	N
	D
	J

	1
	Increase access to finance for contractors & complementary businesses
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	1.1
	Monitor disbursement of loans to contractors & comp bus
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	1.2
	Document results, lessons and impacts
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	1.3
	Hold workshops to disseminate results and lessons
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	2
	Increase access to equipment by contractors
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	2.1
	Set up and operationalise equipment pool(s)
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	2.2
	Monitor operation and viability of plant hire pools
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	2.3
	Document results, lessons and impacts
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	2.4
	Hold workshops to share results and lessons
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Staff Inputs
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Long term
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	David Entwistle - Team Leader (Secretariat)
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Alex Mugova - M4P Specialist (Secretariat)
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Short term
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Roger Weatherell - M&E
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Mark Thriscutt - Bus Adviser
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Jim Brittain – Equipment
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Albie Hope – Procurement
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Keith Cornish – Finance
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Chris Folwell – Training
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Nigel Penfold – Prog Director
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Dick Langford-Johnson - Road Price Index KPI
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Pat Griffith – Microfinance
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	3
	Train to build private sector capacity
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	3.1
	Train in technical and vocational skills
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	3.1.1
	Monitor impact of training and conduct refresher courses
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	3.2
	Train in financial and business skills
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	3.2.1
	Monitor impact of training and run refresher courses
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	4
	Build capacity of associations
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	4.1
	Monitor and review impact of capacity building
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	5
	Establish challenge fund
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	5.1
	Monitor and review impact of projects funded by CF
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	6
	Conduct annual road user satisfaction surveys
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Staff Inputs
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Long term
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	David Entwistle - Team Leader (Secretariat)
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Alex Mugova - M4P Specialist (Secretariat)
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Short term
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Roger Weatherell - M&E
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Mark Thriscutt - Bus Adviser
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Jim Brittain – Equipment
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Albie Hope – Procurement
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Keith Cornish – Finance
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Chris Folwell – Training
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Nigel Penfold – Prog Director
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Dick Langford-Johnson - Road Price Index KPI
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Pat Griffith – Microfinance
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	7
	Strengthen lobbying and advocacy capacity
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	7.1
	Monitor and review impact of lobbying & advocacy activities
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	7.2
	Conduct training to address identified weaknesses
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	8
	Conduct reviews and evaluations
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	8.1
	Conduct annual review
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	8.2
	Conduct mid term evaluation
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	8.3
	Conduct end of programme evaluation
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	9
	Reporting
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	9.1
	Prepare and submit quarterly reports
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	9.2
	Prepare and submit annual report
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	9.3
	Prepare and submit end of programme report
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Staff Inputs
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Long term
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	David Entwistle - Team Leader (Secretariat)
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Alex Mugova - M4P Specialist (Secretariat)
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Short term
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Roger Weatherell - M&E
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Mark Thriscutt - Bus Adviser
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Jim Brittain – Equipment
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Albie Hope – Procurement
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Keith Cornish – Finance
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Chris Folwell – Training
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Nigel Penfold – Prog Director
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Dick Langford-Johnson - Road Price Index KPI
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Annex A - High Level Logframe for CrossRoads

	Goal
	KPIs
	Base Year 2011
	Year 1:
2012
	Year 2
2013
	Year 3
2014
	Target Year
2015
	Assumptions

	Improve the quality
 of the road network. 
	Level of road user satisfaction by independent surveys
.
	Current levels of satisfaction assessed
	5% increase over base year
	10% increase over base year
	15% increase over base year
	20% increase over base year
	

	
	
	Source:
Annual independent surveys organised by CrossRoads secretariat.
	

	Purpose
	KPIs
	Base Year 2011
	Year 1:
2012
	Year 2
2013
	Year 3
2014
	Target Year
2015
	Assumptions

	Improve the efficiency of GoU expenditure on roads.
	Percentage rise of the discounted Average Tender Price (ATP) in each year, for treatments on National roads
.
	0%
	-1%
	-3%
	-6%
	-10%
	Construction Sector Index is available from UBoS.

	
	
	Source:
RIC Secretariat’s analysis of UNRA’s tender reports
Ugandan Bureau of Statistics.
	

	
	Proportions of National paved and unpaved road network in good and fair condition at 01st December each year
.
	Paved: 65%
Unpaved: 15%
	Paved: 65%
Unpaved: 20%
	Paved: 70%
Unpaved: 30%
	Paved: 75%
Unpaved: 45%
	Paved: 80%
Unpaved: 60%
	Condition data available on time from UNRA.

Adequate funding provided for road maintenance.

	
	
	Source:
UNRA, as used by Joint Appraisal Framework (JAF).
	

	
	Reduction in average duration of Procurement Phase by UNRA
.
	0%
	BY – 5%
	BY - 10%
	BY - 20%
	BY – 25%
	UNRA record required data systematically & make this available to CrossRoads Secretariat.

	
	
	Source:
UNRA & World Bank TSDP monitoring reports.
	

	
	Average duration (per km) for construction of National road contracts
.
	0%

	BY – 5%
	BY – 10%
	BY – 15%
	BY – 20%
	World Bank & UNRA compile required data & make this available to CrossRoads Secretariat.

	
	
	Source:
UNRA & World Bank TSDP monitoring reports.
	


	Outputs
	KPIs
	Base Year
2011
	Year 1:
2012
	Year 2
2013
	Year 3
2014
	Target Year
2015
	Assumptions

	1. Public institutions better able to manage road network
.
	1.1. Share (by value) of Force Account used by UNRA, reduced
.
	9%
	8%
	7%
	5%
	5%
	UNRA able to provide data to MoWT and Bank.

Private sector can rise to the challenge; and prove to be more effective than using force account.

	
	1.2. 
	Source:
Work Bank TSDP reports.
	

	
	1.3. Road Safety Authority created and operational.
	Draft Law prepared
	Approval of Draft Law
	Established
	Operational
	Operational
	Political commitment to proposed reforms. 

	
	1.4. 
	Source:
World Bank TSDP reports.
	

	
	1.5. Increase percentage of vehicles weighed & enforcement of existing laws
.
	2%
	5%
	10%
	15%
	20%
	Punitive penalties applied for every infringement.

Political support for enforcement.

	
	1.6. 
	Source:
Joint Assessment Framework (JAF) reports.
	

	
	1.7. UNRA MIS & “Red Flag” system established
.
	Being established
	Operational
	Operational
	Operational
	Operational
	MIS is fully used by implementing agency.

	
	1.8. 
	Source:
World Bank TSDP monitoring reports.
	


	Outputs
	KPIs
	Base Year
2011
	Year 1:
2012
	Year 2
2013
	Year 3
2014
	Target Year
2015
	Assumptions

	2. Increased capability & competition in the road sector.
	2.1. Strengthen UIPE
 professional training programmes for graduate engineers.
	Identify existing professional training arrangements
	Identify & train mentors. 
Publicise programme.
	Start graduates on new trainee programmes
	Establish revised CPD programme for sector.
Continue training
	Increase no. of graduates receiving training
	Adequate functioning of UIPE.

Adequate uptake of mentors / coaches in sector organisations.

	
	2.2. 
	Source:
UIPE Secretariat.
	

	
	2.3. Strengthen private sector contractors in roads sub-sector

	Assess current industry size & competency
	Develop & populate revised contractor d’base
	Develop programmes to address id. weaknesses
	Strengthen private sector capacity
	Private sector contractors able to meet demand in roads sector
	Contractors database up-to-date & appropriate pre-qual. regulations are used.

All contractors in the sector are registered in database.

	
	2.4. 
	Source:
Contractors Database held by MoWT.
	

	
	2.5. Cumulative value of guarantees supported by the Construction Guarantee Fund
.
	Establish Fund
	£14 million
	£28 million
	£58 million
	£90 million
	Commercial lending institutions cooperate in this sector.

Adequate work load & uptake by contractors.

	
	2.6. 
	Source:
Construction Guarantee Fund statistics.
	

	
	2.7. Availability of key types of functioning plant in the roads sub-sector
.
	Establish approach
	Survey done of equipment & assess needs
	Plant pools established
	Commercial Hire Rates Used
	Sufficient Levels Available
	Adequate support for establishing plant pools.

Conducive & consistent public sector support.

	
	
	Source:
Public & Private equipment hire companies.
	

	
	2.8. Weighted number of paid-up members of professional associations adjusted for size
.
	UNABCEC: 61
UACE: 40
	BY+5%
BY+5%
	BY+10%
BY+10%
	BY+15%
BY+15%
	BY+25%
BY+25%
	Support from client organisations for strengthening of associations.

	
	
	Source:
UNABCEC & UACE records.
	

	
	2.9. Establish accredited vocational training in roads sub-sector
.
	Assess current vocational training processes
	Develop 3 sector-based ATPs
	Develop 2 additional APTs
Deliver 2 ATPs
	Deliver 5 sector-based ATPs.
	Deliver 5 sector-based ATPs.
Est. review process
	Support from client organisations & suppliers.

Support & participation by GoU Ministry of Education.

	
	2.10. 
	Source:
CrossRoads Secretariat.
	


Proposed Activities related to Public Sector Institutions (Output 1):
1. RIC and Secretariat provide leadership and coordination of CrossRoads programme.

2. Review road sector legislation, regulations and policies, amended where necessary and submit for approval.

3. Shorten procurement times.

4. Promote competition through regular requests to tender, use of easier bond terms, standard forms and details and by making quicker payments to contractors.

5. Strengthen engineering measures to make roads safer.

6. Raise awareness amongst suppliers about requirements of quality standards and testing, H&S, gender, HIV/AIDS and the environment. 

7. Increase transparency of public institutions and their suppliers.

8. Ensure that the views of road user groups are represented in the provision of road services.

Proposed Activities related to Private Sector Suppliers (Output 2):

1. Provide greater access to credit for contractors.

2. Use Guarantee Fund to cover contractors’ performance bonds.

3. Provide competitive plant hiring opportunities for road contractors hiring plant for road works.

4. Use the “Challenge Fund” to trial road sector innovations.

5. Deliver Business Development Services (BDS) to suppliers, e.g. covering credit applications, bidding skills, financial mgt., project mgt., QA, H&S, environmental, gender, HIV/AIDS
.

6. Develop stronger road sector associations: e.g. UNABCEC, UACE, UIPE, ERB.

7. Strengthen local production capability for smaller, road related items, e.g. pipes.

8. Establish commercial laboratory testing facilities.

9. Strengthen the capacity of relevant higher education institutions & vocational training establishments.
Risk Matrix

	Risk
	Probability
	Impact
	Mitigation Measures

	1. Corruption undermines improvements in value for money. Perceptions of corruption undermine support for continued high levels of funding for the sector.
	Medium
	Medium
	· Publish sector performance, highlighting issues in the media.

· Build a larger constituency for reform.

· Improve and speed up procurement to minimise opportunities for corruption.

· Build capacity in UNRA and local governments to manage contracts.

	2. GoU reverts to direct involvement in road construction and maintenance.
	Medium
	Medium
	· Build alliances with those who oppose such involvement.

· Highlight poor past performance and limited capacity of the public sector in the media.

	3. Low appetite for reform in the public sector undermines policy and institutional reform.
	Medium
	High
	· MoWT and UNRA have incentive to improve effectiveness of investment in roads which can be strengthened by the RIC.

· Fund a transport economist at World Bank country office to manage relationship and loan.

· DFID will directly recruit a long term adviser working in MoWT, whose job will be to promote change.

· Development Partners use influence through joint budget support operations, to promote change.

	4. MoWT is unable to make effective use of project funds.
	High 
	Medium
	· Provide long term technical assistance adviser to MoWT to help manage project.

	5. Support to private businesses and institutions in captured by a narrow elite.
	Low
	Medium
	· Ensure that assistance to private sector from CrossRoads is provided through open and transparent processes, and that activities comply with carefully developed eligibility criteria.

	6. Lack of political commitment to implement the required reforms, e.g. to policies, legislation, standards, enforcement measures, road safety measures, etc.
	Medium
	High
	· Long term assistance to MoWT at highest levels, to help develop greater understanding and confidence in the issues and policies and other key ministerial activities.

· Greater levels of communication, transparency and availability of information between stakeholders in the sector.

	7. Inability to attract and retain the necessary skills required within the MoWT, UNRA, URF and local governments.
	Medium - High
	High
	· Improvement in the stability and levels of funding to the roads sector, to improve employment opportunities.

· Progressive introduction of commercial management practises in the sector, to improve the quality of work.

	8. Inability to attract and retain the necessary skills required by private sector suppliers, leading to limited or inadequate competition.
	Medium
	High
	· Improvement in the stability and levels of funding to the roads sector, to improve employment opportunities.

· Progressive introduction of commercial management practises in the sector, to improve the quality of work.

	9. Excessive interference by external institutions, into the operational decisions of the executive agencies (e.g. URF, UNRA and local governments).
	High
	High
	· Progressive introduction of commercial management practises, to increase transparency, quality, quantity and timeliness of data in sector.

· Greater use of appropriate Performance Agreements to better monitor delivery of service.

	10. Reluctance by public institutions to provide sufficient transparency in the sector to satisfy public suspicions concerning corruption, etc.
	Medium
	Medium
	· Development of improved policies, standards and performance agreements in the sector.

· Introduction of greater commercialisation.

· Strengthening of road user advocacy groups.


Procurement rules & procedures





Performance guarantees





Anti-corruption Act





Legislation, e.g. URA Act





ENABLING ENVIRONMENT





ROLES & LINKAGES





�MoFPED





UNRA





Private contractors





Development Partners





URF





Accountability�& transparency





Project planning & management





Project planning & management





Performance guarantees, bid bonds





�M&E





�Equipment





SERVICES & INPUTS





Few private contractors





Limited competion and capabilities 





Poor value for GoU spending on roads construction & maintenance





Inefficient and ineffective service delivery





High productivity, efficient and effective service delivery





Good value for GoU spending on roads construction & maintenance





Large number of competitive contractors





High quality and price competitive tender bids





MoWT





Report due to DFID








�	Note however, that the currently very low level of successful prosecution by UNRA is strongly influenced by current political pressures to restrict such prosecutions to gross vehicle weights (GVW), rather than the more usual (and desirable) axle load weights (for which a far higher proportion of vehicles fail). 


�	The data can be accessed from � HYPERLINK "http://www.ubos.org" �www.ubos.org� and follow the link to Construction Sector Indices.


�	In case of the attachment 2 Paved Roads Feb10 to Feb 11: ((204/178) -1)*100=14.61%





� 	The performance of the road sector is influenced by many factors, including road safety, journey times and ride quality. In this case, “quality” refers to the levels of service experienced by road users, rather than the specific quality of the road infrastructure.


� 	This is considered to be the most important KPI of all, placing road users (the customers) at the centre of any assessment into the performance of the suppliers in delivering better managed roads. This reflects the social aspects of road expenditure in Uganda and can be used to reflect regional differences across Uganda. The subsequent progress on this (which is largely outside of the control of CrossRoads) depends on how the levels of satisfaction are measured, and may need to be revised once the current levels are better known.


� 	This KPI attempts to measure the expenditure efficiency, by directly comparing year-on-year tender prices per kilometre treated, after adjusting for changes in the general Construction Sector Index, CSI, (as measured by the UBoS) . This ratio is divided by the base year tender price average to give a percentage. (See Annex for fuller explanation.)


The formula for calculating this is:	(ATP(in year n)	) – 1 * 100	-	(CSI(in year n)	) – 1 * 100	-	Base Year Value.


(ATP(in year n-1) 	)	(CSI(in year n-1)	)


� 	Road conditions need to be measured at the same time each year (especially for unpaved roads, whose conditions change frequently). 01st December is used to mirror GoU budgeting cycle needs. This is when the road management organisations should have maximum recent information/data. This data (which is to be supplied directly from the GoU’s JAF), is heavily dependent on funding levels available for maintenance. This is currently estimated to fall far short of the network needs.


� 	This measures any time savings made during the procurement phase of all projects managed by UNRA. It refers to the number of days taken from tender submission to contract award, compared to the base year duration (in days). 


� 	The refers to the average time taken (in days) per kilometre of completed road, for the construction of all non-term UNRA works contracts (periodic maintenance, works and construction), compared to the same value in the base year, expressed as a percentage.


� 	This information is to be supplied directly from the World Bank’s TSDP. Some weighting based on contract values, is applied by the World Bank.


� 	All KPIs for this output are evaluated for World Bank (Implementation Status Report) and/or JAF. Hence, these may be modified over time.


� 	Proportion of Force Account refers to maintenance works only, as a proportion of total expenditure on maintenance by UNRA. Actual progress on these levels will be strongly influenced by the policies and actions undertaken by the government and UNRA management. 


� 	This refers to the proportion of overloaded vehicles that are successfully penalised for being over the regulated weight. Due to current political priorities, this is currently restricted to excessive gross vehicle weights (GVW), rather than to axle loads, which would be more desirable. 


� 	The proposed MIS and “Red Flag” system should provide extensive data on all pre-contract and post-contract durations and costs, both as planned and as actually implemented, for all works and services contracts undertaken by UNRA. There is currently no plan to extend this system to local authorities (responsible for DUCAR roads).


� 	This attempts to measure the professional capacity and competence of individuals operating in the sector. It is understood that internationally accredited training is not currently established in Uganda. However, the UIPE is the linchpin in developing the practical skills of graduate engineers in Uganda, with its professional training programme leading to registration with the Engineers Registration Board (ERB), usually after a minimum of 4 years. It is also responsible for monitoring and overseeing continual professional development (CPD) of engineers. It is envisaged that CrossRoads will assist in strengthening and formalising the processes required for registration and ongoing CPD, but the results of these improvements will not become apparent during the CrossRoads Programme. 


Recording male and female numbers will help to assess the effectiveness of the programme’s actions in increasing the level of professional female employment in the sector. However, it is envisaged that strong cultural barriers to female participation in the sector will continue throughout the duration of the CrossRoads Programme.


No reference is made to the Business Development Services (BDS) in this KPI (as originally mentioned in the DFID Project Document), as it is immaterial as to where companies or individuals receive their accredited training, provided that they do so from an accredited source.


� 	The key issue captured in this KPI is that client organisations have adequate choice from a sufficient number of competent, competing contracting companies in the roads sub-sector. The current MoWT database system (as used by DUCAR and in a modified form, by UNRA), lists 12 class A+ contractors, 21 class A contractors, 26 class B contractors, 55 Class C contractors and 54 Class D Contractors, giving a total of 168. However, this data has not been updated since UNRA came into existence in 2008, and it does not identify whether each company is involved or not, in the roads sub-sector. Furthermore, under the current PPDA requirements, there is no obligation for contractors to pre-register with the implementing agencies.


The extent and competency of contractors in the roads sub-sector should improve once the proposed contractor’s database is established and used, as part of the CrossRoads Programme. This will enable better tracking of the roads sub-sector capacity to be assessed. This should be developed in parallel with the necessary PPDA pre-qualification revisions currently being sought by UNRA.


� 	These estimates are based on an initial CGF amount of £2 million, with the risk of default on the 10% performance bond being shared equally by the CGF and the participating banks. Furthermore, it is assumed that the risk of default is contained, whilst the charges for managing the CGF will not exceed the income earned from its investment.


It is hoped that the employers’ positions will be eased with respect to the levels of retention, performance & guarantee bonds that they require.


� 	This KPI reflects the availability of key road maintenance and construction plant in the roads sub-sector, (particularly graders, excavators, bulldozers and loaders). The current levels of availability are not known, with informal arrangements being used and much obsolete (non-economic) plant existing. Under the CrossRoads Programme, initial efforts will focus on ascertaining the amount of key working plant available to the sector and how this compares with the estimated need in the sub-sector. Subsequent efforts will be directed towards establishing plant pools, operating on commercial principles, in order to assure long-term sustainability. This must include the use of commercial hire-out rates. This is in accordance with the principles of the NCI policy, but will be strongly influenced by the actions of the public sector institutions to the ownership and use of plant, as well as uptake by (demand from) private companies.


� 	This reflects the levels of cooperation by the major suppliers to the sector, namely Contractors (UNABCEC) and Consultants (UACE). Membership is weighted by category membership annual subscription fees. Thus, for UACE, there are 13 category A members (paying an annual membership fee of UGX2.16m), and 8 category B companies (paying annual membership fees of UGX1.44m), giving a weighted membership of 39.6. 


For UNABCEC, there are 9 fully paid-up Class A* members (annual fee of UGX5m), 2 Class A members (UGX2.5m), 6 Class B members (UGX1.5m), 5 Class C members (UGX0.5m) and no Class D members (UGX0.3m), giving a weighted number of 61.5. UNABCEC estimates that there are an additional 278 who have not paid fees in 2011, more than 12 times the number who are fully paid-up members.


Note that not all members of UACE or UNABCEC operate in the roads sub-sector. This information is not currently available.


Future levels are discounted to base year values (i.e. any changes caused by future changes in fee rates are discounted).


� 	This KPI is used to assess the vocational skills in the roads sub-sector only, and is therefore restricted to this sector. It is understood that vocational training (“Assessment & Training Packages”) in Uganda is recognised as part of the Ugandan Vocational Qualifications Framework, currently under the Ministry of Education. As part of the CrossRoads programme, it is envisaged that accredited training programmes (ATP) specific to the roads sub-sector will be developed, vocational trainers trained and accredited and processes established to review and update these ATPs, in order to ensure their continued validity in meeting the demands of the sub-sector.


� 	Details of these programmes will be developed in association with the proposed social dimensions study.
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