
MAIN ROAD REHABILITATION PROGRAM 

PHASE II - BRIDGE REHABILITATION 

(GY - 002 6 ) 

EXECUTIVE SUMMARY 

BORROWER AND The Government of the Cooperative Republic of Guyana 
GUARANTOR : ( GOG 1 

EXECUTING AGENCY: Ministry of Public Works and Communications (MPWW) 

AMOUNT AND SOURCE: IDB (SF in forex): USS41.0 million 
Local counterpart funding: US$ 4.6 million 
Total : USS45.6 million 

F INANC IAL Amortization period: 40 years 
TERMS AND Grace period: 10 years 
CONDITIONS: Disbursement period: 5 years 

Interest rate: 1% during grace period, 

Inspection and Supervision: 1% 
Credit fee: 0.5% 

2% thereafter 

OBJECTIVES: The principal objective o f  the Project is to continue 
the Main Road Rehabilitation Program by replacing, 
rebuilding or rehabilitating existing bridges along the 
Main Road system. Additionally, the Project includes 
associated activities such as increasing road safety, 
improving the Berbice River crossing, and assistance 
for upgrading national road planning and maintenance. 
This approach will not only integrate the highway roll- 
ing surfaces and bridges, but also provide a secure and 
integrated institutional framework for the sector. 

DESCRIPTION: This is a multiple works Project that consists of the 
following components: 

Civil works (USS18.6 million): rehabilitation or re- 
construction of bridges on main roads including the 
rehabilitation or construction of approaches and relat- 
ed drainage facilities and sluices. 

Road safety (USS2.2 million): infrastructure improve- 
ments and institutional planning to develop a compre- 
hensive road safety program. 

Berbice River crossing (USS11.6 million): funding of 
a feasibility study of the proposed Berbice River cros- 
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sing, improvement of the existing ferry service, and 
partial funding of the construction of a new bridge if 
found feasible. 

Technical cooperation (USS4.9 million) to strengthen 
the Ministry of Public Works and Communications in 
three aspects: (a) institutional organization; (b) ca- 
pacity to operate and maintain the main roads and brid- 
ges network; and (c) development of a transport sector 
policy. 

Over a period of five years the Project will ensure 
that all 284 bridges and culverts along the main road 
from Timehri through Georgetown to Rosignol are raised 
to the standard of the improved highway. 

ENVIRONMENTAL The Environmental Management Committee, at its meeting 
CLASSIFICATION: of September 10, 1996, classified this as a Category 

III operation. The EIA was made available to the pub- 
lic on October 14, 1997. CECI reviewed the operation 
on October 10, 1997 and its recommendations are reflec- 
ted in n73.10, 5.2 and 5.5 of this document. 

BENEFITS : 

RISKS : 

The Project is designed to improve driving conditions 
and road safety along the major artery serving over 70% 
of Guyana’s population. Together with the road im- 
provements partially financed with resources of loan 
890/SF-GY, the Project will provide a rapid link be- 
tween the capital city, the international airport, and 
the agricultural center in the east. 

The principal risk lies in the institutional capacity 
of the executing agency. To address this risk, the 
Project includes assistance for a program to restruc- 
ture the MPW&C. In the interim, Project execution will 
entail substantial delegation of responsibility to a 
supervisory firm that will be closely monitored by the 
executing agency and the Bank. The bidding documents 
include partnering procedures among the contractor, 
supervisory firm, Executing Agency and the Bank that 
provide for a system of bonuses and penalties for time- 
ly and proper project execution. To further encourage 
proper execution, the bidding procedures are designed 
to attract international contractors from a list of 
pre-qualified firms. 

A secondary risk is that the works, once completed, are 
not adequately maintained. To the fullest extent pos- 
sible, this risk has been reduced by the simplicity and 
durability of the designs used for the structures. As 
modular elements built locally from long-lasting mate- 
rials, these structures can withstand long periods with 
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minimum maintenance. The Project also includes the 
design and implementation of a simple road and bridge 
maintenance system. 

THE BANK'S The Bank's country strategy supports the GOG'S key 
COUNTRY AND development challenges for maintaining a sound macro- 
SECTOR STRATEGY: economic environment: 

a. the external debt burden must be reduced and the 
public sector made more efficient; 

b. the quality of both health and education needs to 
be improved; and 

c. given the important implications for the country's 
productive capacity and efficiency and integrity 
of its natural resource endowment, Guyana must 
restore the infrastructure that has eroded follow- 
ing years of economic decline. 

The Project has been formulated to respond to this last 
factor. 

SPECIAL 
CONTRACTUAL 
CONDITIONS: 

To ensure proper Project execution, the Borrower 
through the Executing Agency, must fulfill the fol- 
lowing special conditions: 

1. Prior to first disbursement: 

a. for the civil works component: 

i. hire an environmental specialist (15.5); 
ii. submit a plan for developing and implementing 

a road maintenance management system (n3.11); 
and 

iii. submit a plan for implementing the road safe- 
ty program (12.19); 

b. for the Berbice ferry, stellings / bridge compo- 
nent, complete the feasibility study and reach an 
agreement with the Bank on the option to be adop- 
ted (12.24). 

2. Other special conditions 

a. Prior to prequalification of the civil works con- 
tractor: 

i. hire a qualified person within the PEU to be 
responsible for Bank-financed road projects 
(13.5) ; 

ii. hire the supervisory firm (13.3); and 
iii. include in the bidding documents environ- 
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mental guidelines and mitigation measures 
(15.2). 

b. Prior to the hiring of the civil works contractor 
the Environmental Management Plan must be adopted 
(15.5). 

c. Prior to the mobilization o f  the civil works con- 
tractor: 

i. hold a "partnering conference'' with repre- 
sentatives of the civil works contractor, 
the supervisory firm and the Bank (13.6); 
and 
take measures to assure that the supervisory 
firm and the civil works contractor consult 
with the local authorities regarding the 
disposition of construction materials and 
wastes (15. 5). 

ii. 

d. Hire a consultant to assist in formulating a 
reorganization plan of the MPW&C within six 
months of signature of the eventual loan, and 
submit this plan to the Bank (14.7). 

e. Whenever Project works require involuntary reset- 
tlement submit specific resettlement plans in 
accordance with agreed guidelines, including 
community consultations and a study of alterna- 
tives designed to minimize negative social im- 
pacts (q3.10). 

ACQUISITION OF The threshold above which procurement will be subject 
GOODS AND to international competitive bidding is US$350,000 
SERVICES : for goods and services and US$l,OOO,OOO for civil 

works. All Bank-financed civil works will be let in 
packages to pre-qualified firms (13.12). 



I. FRAME OF REFERENCE 

A. Macroeconomic context 

1. Recent economic trends 

1.1 Following nearly two decades of economic decline, Guyana embarked 
in 1988 on an Economic Recovery Program that was supported with 
World Bank Structural Adjustment programs and the IMF's Enhanced 
Structural Adjustment facilities. Guyana has since met most of  the 
macroeconomic performance targets and managed to regularize its 
relations with most external creditors. The Guyanese economy 
achieved a remarkable compound growth rate slightly in excess of 7% 
between 1990 and 1995, with gold, sugar, rice, and forestry as the 
fastest growing subsectors. 

1.2 In 1996, the economy completed its sixth consecutive year of posi- 
tive growth at a rate of 7.9%. Real value added increased at fas- 
ter rates than in the previous year for all sectors except fore- 
stry, fishing and manufacturing. 

1.3 The mining sector staged the strongest recovery, with output in- 
creasing by 15.2% in 1996, following a sharp contraction of 11.4% 
in the previous year. The main factor contributing to this recov- 
ery was the reopening of  the OMAI gold mine in February. 

1.4 Despite heavy rainfall and flooding in several areas of the coun- 
try, overall agricultural production increased by 6.6%. Rice out- 
put grew by 6.2% and exports by 21%. As the European Union (EU) 
imposed new restrictions on rice entering through the Overseas 
Countries and Territories (OCT) route in January 1997, Guyanese 
rice exporters are seeking to diversify shipments to new markets in 
Africa, the U.S., the Caribbean and Latin America. 

1.5 Despite some setbacks related to labor strikes, sugar output in- 
creased 10.3% and farm yields recorded a 14-year high. Guyanese 
shipments exceeded quotas in the U.S. and special preferential mar- 
kets, with the surplus going to the Caribbean and EU markets. 
Finally, the livestock sector was the most dynamic, growing 25%, 
with the gains attributed to poultry and egg output. 

1.6 The construction sector grew by 14%, and future expansion is ex- 
pected based on the strong demand for housing and new tax breaks on 
mortgage loans and inputs used by the industry. The service sector 
grew 6.1%. 

2. External debt relief 

1.7 The unfolding of Guyana's external debt strategy was without doubt 
the major economic achievement of 1996. In May the Paris Club, 
joined by Trinidad and Tobago on an exceptional basis, granted 
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Guyana "Naples Terms" which resulted in total debt relief estimated 
at US$531 million, an amount greater than the combined value of all 
foreign aid received to date. The debt agreement wiped the slate 
clean of past arrears, brought scheduled debt service in line with 
actual payments, and helped to re-establish Guyana's creditworthi- 
ness in the international financial community. 

1 . 8  Guyana did not achieve debt sustainability solely on the basis of 
the Paris Club Agreement. For this the IMF/WB designed the Highly 
Indebted Poor Countries (HIPC) Initiative, a bilateral and multi- 
lateral donor mechanism to address the debt relief needs of poor 
countries that have established an extended record of good economic 
management, but which retain an unsustainably high level of debt. 
The HIPC Initiative recognizes that debt relief would free up bud- 
getary resources that can be reallocated for priority spending in 
social sectors. Guyana is expected to qualify for the HIPC Initia- 
tive in late 1997 and to benefit from substantive debt relief star- 
ting in late 1998. This relief is sufficient for Guyana to achieve 
debt sustainability, defined as an external debt to (central gov- 
ernment) revenue ratio of under 280%. The Bank is the major donor 
in this Initiative. 

1.9 Because HIPC resources are expected to release resources and pro- 
vide for increasing flexibility within the budget, the Government 
has expressed its desire for the Bank to redirect its concessionary 
resources toward large-scale infrastructure projects, both in the 
social and productive sectors. 

3 .  Progress in privatization 

1.10 The year 1996 was also marked by progress on privatization. Having 
overcome a series of legal and financial tangles, the Government's 
Privatization Unit brought six public companies with a combined 
asset value of US$84 million to the point of privatization in 1996. 
Five additional firms, including the Guyana Electricity Corporation 
are scheduled to be privatized in 1997. 

1.11 Foreign investment is restricted by Government's attempt to enforce 
a "fair" rate of return on capital. Many foreign investors are not 
interested in an uncertain 15% to 20% return when more profitable 
enterprises are beckoning in other developing countries. This may 
explain Guyana's failure to attract significant foreign investment 
except in extractive industries. 

4 .  Outlook 

1.12 Guyana had many policy successes in 1996; 1997 is likely to bring 
about further expansion of the economy. Even s o ,  the sustainabili- 
ty of Guyana's recent high rates of economic growth has been ques- 
tioned, mainly because exports rely to a large extent on preferen- 
tial access to export markets for agricultural products such as 
sugar and rice, or on exhaustible resources with unknown national 
reserves such as gold. To sustain growth, the Government will need 
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to implement second generation reforms designed to encourage pri- 
vate sector activities and to diversify the economic base. 

Elections. The general elections are scheduled to take place be- 
tween October 1997 and the first quarter of 1998. The uncertainty 
that entered the political arena with the death of President Cheddi 
Jagan has since been dispelled. 

National Development Strategy. After some delays, the Government 
of Guyana released the first draft of the National Development 
Strategy (NDS) on January 7, 1997. Consultative work on the NDS 
began nearly two years ago coordinated by the Carter Center. The 
resulting study addresses Guyana’s principal social and economic 
problems, including education, health, housing, poverty reduction, 
the role of women and Amerindians, and means to raise productivity 
and production. Following a period of consultation, the NDS will 
serve as a platform for further dialogue and potential programs. 

Transport sector context 

Guyana has 4 , 0 0 0  km of roads and tracks of which the main road net- 
work accounts for about one quarter. It also has 98 km of rail- 
roads entirely dedicated to ore transport. There is only one in- 
ternational airport, at Timehri, and an additional 46 airstrips 
with runways generally shorter than 1,500 meters. Guyana has a 
single general cargo seaport in Georgetown, and specialized bulk 
loading facilities in Bartica, Linden, New Amsterdam and Parika. 
The country depends upon its 6,000 km of navigable waterways. The 
lower Berbice, Demerara and Essequibo Rivers are navigable by 
oceangoing vessels for up to 150 km. The vast majority of water- 
ways are used for lighters carrying bauxite, sugarcane or other 
bulk commodities in addition to small vessels for transporting 
people. Ferries are used to cross the three larger rivers and 
river taxis ply the lower reaches of the Essequibo. 

roads center around the 
capital, extending 
southeast to the cities 
of Rosignol and New Am- 
sterdam on the Berbice 
River and continuing to 
Springland on the Cor- 
rentyne River; westward 
from Vreed en Hoop on 
the Demerara River, to 
Parika on the Essequibo; 
and south beyond the 
airport at Timehri into 
the interior at Linden and Wismar (see map, following page). The 
remainder are fairly evenly divided between gravel all-weather 
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roads or earthen trails negotiable only during the dry season. 
Although the road network is one of the sparsest in Latin America, 
more than 90% of the population has direct access to paved roads. 

Guyana's road network is not only sparse; it also relies heavily 
upon its bridges and culverts. Much of the Atlantic coastal plain 
and the littoral areas of the country are below mean sea level 
making necessary a dense system of drains, canals and sluices to 
permit habitation and agriculture. Most of these works run perpen- 
dicular to the shoreline and consequently must be crossed by the 
main roads, substantially increasing construction and maintenance 
costs of the network. 

For nearly two decades Guyana's expenditures on routine road and 
bridge maintenance was limited by budgetary pressures, leading to 
accelerated road degradation. In the early 1990s the Government, 
aware that most main roads needed at least periodic maintenance or 
rehabilitation, negotiated loans with the IDB, the CDB and the 
World Bank to begin a major rehabilitation program. 

The main roads rehabilitation program - 

On September 16, 1992 the Bank approved Loan 890/SF-GY for 
USS23.4 million to repave and construct shoulders along three main 
road segments: Georgetown-Timehri, Georgetown-Mahaica, and Mahai- 
Ca-Rosignol. The project included improvements only for the 
Friendship Bridge on the first road stretch. Attention to the 
remaining bridges was postponed as much for reasons related to the 
executive capability of the Ministry as for the lack of available 
funds. 

This project to date has required corrective measures and will con- 
tinue to need close supervision. The slowness in executing the 
first phase is due in part to technical reasons (relative unavail- 
ability of construction materials in the coastal area), but more 
importantly to institutional ones such as the policy of the Govern- 
ment of  Guyana actively to promote contracts for local firms de- 
spite the perverse results and the inability of local and regional 
contractors fully to meet bidding requirements. Bank advice to the 
contrary, the Government bid the three road stretches individually 
and the most qualified contractors abstained I/. The loan was 
67.1% disbursed as of September 26, 1997 2/. 

Since its approval the project has been modified substantially. 
Most funds set aside for contingencies and project administration 

I/ When queried by the Bank as to why they did not participate in the 
tenders issued under loan 890-SF/GY, several international contrac- 
tors responded that they were unwilling to submit offers when expe- 
rience had demonstrated that tenders in which winning bids were 
offered by international firms were routinely canceled. 
Excluding advances this ratio falls to 57%. 2/ 
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have been redirected into construction and these in turn have been 
directed to improvements to the two road segments closest to 
Georgetown. The Georgetown-Timehri road segment is now about 75% 
complete, but funds originally assigned to Segment 3 were re-desig- 
nated to improving Georgetown streets connecting the main roads and 
to Segment 2. This latter will permit the paving of an old railway 
embankment to serve initially as a by-pass during construction, and 
eventually as a parallel road. Works in Segment 3 cannot be com- 
pleted as planned for lack of funds. 

1.22 Although not a roads project, the Sea Defence Rehabilitation Pro- 
gram (877/SF-GY) is another civil works operation being executed by 
the MPW&C. This Program, approved in December 1991, has also been 
very slow. The Ministry of Agriculture was initially responsible 
for the Program and carried out two unsuccessful bids during four 
years. In January 1996, responsibility was transferred to the 
MPW&C and more progress has been made. A successful bidder was 
designated in February 1997 and negotiations are proceeding al- 
though the problem of insufficient funding by the three agencies 
involved (IDB, IDA and CDB) may affect the scope of the combined 
program. An agreement with the low bidder is expected by year-end 
with construction starting in early 1998. 

D. Other donor experience in the sector 

1.23 The World Bank has lent the Government US$16 million of IDA funds 
towards the costs of an Infrastructure Rehabilitation Project . 
This operation focuses mainly on the rehabilitation of the Esse- 
quibo Coast Road north and west of Georgetown, as well as periodic 
maintenance of 4 km of sea defenses. A technical cooperation pro- 
gram of US$3 million was included for the creation of a Port Au- 
thority, the establishment of an Axle Weight Control Program and 
the institution of a Roads Maintenance Fund. 

1.24 The IDA project has faced difficulties similar to those affecting 
the Bank's. The original contractor failed and a second tendering 
attracted only three bidders, one in financial difficulties and the 
other two showing poor performance with other projects. A third 
tendering exercise was done and a contractor finally selected. 

1.25 The European Community (EC), through the National Indicative Pro- 
gram (Lomé Convention) is financing an Economic Infrastructure 
Rehabilitation Project in the amount of USS25.9 million. The pro- 
gram includes rehabilitation of the 1.8-km floating bridge over the 
Demerara River at a cost of US$9 million. 

1.26 The EC has also financed the establishment of a ferry service be- 
tween Suriname and Guyana. For the first time significant numbers 
of vehicles (50 per day) will be able to cross the border in early 
1998 and will impact the volume of traffic in the eastern Berbice 
region and over the Berbice River. 
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1.27 Finally, in 1996 the CDB approved a loan of US$ll million to reha- 
bilitate the main road between Soesdyke and Linden along the east 
bank of the Demerara River. The 71-km road will be resurfaced and 
eight of the nine major bridges along the route will be rebuilt 
with timber decking and superstructures (the ninth is concrete). 

E. Lessons Learned 

1.28 Three principal lessons can be learned from the experience of in- 
ternational lending agencies in transport sector projects: 

1. Projec ts  must be f u l l y  prepared be fore  f i nanc ing .  The first 
stage of the main roads program would have benefitted from 
greater attention to the eventual requirements in execution. 
The need to divert traffic on the Georgetown-Mahaica segment 
was unforeseen and in the event caused the large-scale redirec- 
tion of funds leaving insufficient monies available to complete 
the third segment. Furthermore, the exclusion of major bridges 
means that, with this Project, contractors will have to remove 
recently-laid pavement to rebuild the bridges beneath. 

2. The i n s t i t u t i o n a l  capab i l i t y  o f  the  MPW&C i s  l i m i t e d .  At pres- 
ent, the PEU is responsible not only for overseeing all new in- 
vestment projects and programs in the transportation sector, 
but also those dealing with sea defenses. Given the relatively 
small size of the Unit and its status as a contracted-out ser- 
vice, the pressures of on-going programs is overwhelming. 
Either the number of projects in the sector will have to be 
reduced or the Ministry itself will have to be re-designed to 
carry the load more evenly. 

3. Government des i re  t o  use local  contractors  i s  counterproduc- 
t i v e .  By breaking up contracts into small pieces, internation- 
al competitive bidding is discouraged and local and regional 
contractors have a major advantage in getting awards. The 
capability of  these firms to carry out the works on time and 
within budget is uneven at best, with the result that some 
works are seriously delayed, construction is often chaotic or 
bidding procedures have to be repeated before work can begin. 

F. Proiect linkages with bank stratem 

1.29 The Bank's country strategy supports the GOG'S key development 
challenges for maintaining a sound macroeconomic environment: 

a. the external debt burden must be reduced and the public sector 
made more efficient; 

b. the quality of health and education needs to be improved; and 

c. given the important implications for the country's productive 
capacity and efficiency and integrity of its natural resource 
endowment, Guyana must restore the infrastructure that has out- 
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lived its useful lifetime following years of national economic 
decline. 

1.30 The Bank lending program places increased emphasis on supporting 
GOG’S policy in the social sectors, infrastructure, agriculture and 
finance. The main objectives in these areas include human resource 
development, infrastructure enhancement, and improvement of natural 
resource management. In all these sectors, the weakness of the 
public sector is the primary cause of poor project execution and 
needs to be addressed. The Bank also supports a reduction of pov- 
erty through further support for a community driven social invest- 
ment fund (SIMAP) and indirectly through its social sector lending. 

1.31 The proposed Project is directed towards the infrastructure sector, 
where improvements will unleash the potential for economic growth 
and promote a more active participation of the regions in the use 
of the vast natural resources of the country. Institutional mea- 
sures related to the program will be directed towards strengthening 
the capacity of  the MPW&C to administer and maintain the road net- 
work. In addition, infrastructure improvements to be implemented 
with resources from the proposed program will be supported by 
increased user charges. This will be designed in such a way that 
the people and industries that the system is to serve, will not be 
adversely penalized. 

G. Rationale for bank financing 

1.32 This Project is the logical continuation of loan 890/SF-GY. It is 
designed to attend the bridges, culverts, safety, and drainage ele- 
ments that were not included in the earlier operation due to finan- 
cial constraints and executive capability of the MPW&C. The 
Project Team expects one of the bridges to become a toll facility. 
By itself this is an unlikely target for private-sector participa- 
tion. The Berbice River crossing is very different. The amount of 
the investment - -  US$ll million for ferries or upwards of US$30 
million for a bridge - -  would argue for seeking funds to supplement 
those of the international lending community and the Guyanese trea- 
sury. The ferry service operates with a small current profit, and 
projections of a modernized service are for increased net returns. 
Similarly, a toll bridge could be designed so as to provide finan- 
cial incentives to a private-sector operator or manager. 

1.33 Once the feasibility study of the crossing alternatives is 
complete, the nature of private-sector participation will be dis- 
cussed on the basis of more definitive cost data and revenue pro- 
jections. 
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II. THE PROJECT 

A .  

2.1 

2.2 

2.3 

B 

2.4 

2.5 

C. 

2.6 

Obiectives - 

The principal objective of the Project is to continue the Main Road 
Rehabilitation Program by replacing, rebuilding or rehabilitating 
existing bridges along the Main Road system. Additionally, the Pro- 
ject includes associated activities such as increasing road safety, 
improving the Berbice River crossing, and assistance for upgrading 
national road planning and maintenance. This approach will not only 
integrate the highway rolling surfaces and bridges, but also provide 
a secure and integrated institutional framework for the sector. 

The Project would reduce overall road transportation costs along the 
main road network, improve vehicular and pedestrian safety, and alle- 
viate congestion around bridges, particularly in urban areas. By 
doing s o ,  the Project would contribute towards attaining one of the 
country’s primary objectives of improving infrastructure required to 
stimulate greater production. The Project will have minimal long- 
term impacts upon the local socio-economic and ecological balance. 

The logical framework of the Project is presented in Annex 1. 

Regional - context 

The Project will benefit principally the area along the Atlantic 
Coast between the Demerara and Correntyne Rivers (see map, page 4 ) .  
The coastal plain comprises only 5% of the land area of Guyana but is 
home to 90% of the population of Guyana and the vast majority of its 
productive capacity. It also holds nearly the entire all-weather 
transportation network and the bulk of all communications facilities. 

Most rice and sugar are grown and processed here. The Mahaica- 
Mahaicony-Abary region (MMA) has benefitted from major drainage and 
irrigation programs undertaken since colonial days. Efforts to ex- 
pand production in the region intensified in the late 1970s and again 
ten years later. 3/ Thousands of acres were drained, leveled and 
sown to cash crops with the result that production rose dramatically. 
In the five years ending in 1996, rice and sugar production nearly 
doubled. 

Proi ect descriDtion 

This is a multiple works project with the following components 

a/ From the time it joined the Bank in 1977, Guyana has received four 
loans to improve agricultural conditions in the MMA area and a fifth 
specifically to finance the purchase of equipment for sugar and rice 
production (loans 536/SF, 559/SF, 465/0C, 807/SF, and 839/SF for a 
total of USS131.1 million). 
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a. Civil works: rehabilitation or reconstruction of bridges on main 
roads including the rehabilitation or construction of approaches 
and related drainage facilities and sluices. 

b. Road safety: infrastructure improvements and institutional plan- 
ning to develop a comprehensive road safety program. 

c. Berbice River crossing: funding of a feasibility study of the 
proposed Berbice River crossing, improvement of the existing 
ferry service, and partial funding of the construction of a new 
bridge if found feasible. 

d. Technical cooperation to strengthen the Ministry of Public Works 
and Communications in three aspects: (i) institutional organiza- 
tion; (ii) capacity to operate and maintain the main roads and 
bridges network; and (iii) development of a transport sector 
policy. 

2.7 A description of each of these components follows. 

1. Civil works 

2 . 8  There are .284 bridges and culverts 
along the main roads connecting Ti- 
mehri with Georgetown and Rosignol. 
Most of these were designed and built 
more than 30 years ago and have ex- 
ceeded their useful lifetimes. In- 
creased traffic over the years has 
brought with it congestion particu- 
larly around structures crossing ca- 
nals and rivers, where pedestrians 
and other non-motorized traffic share 
the roadway with motorized vehi- 
cles 41. In addition, vehicles 
have gained in weight, placing more 
stress on bridge structures, many of 
which are partially made from green- 
heart wood from Guyanese for- 
ests 5 / .  Table 11-1 shows a break- 
down of  these structures by length 
and type. 

Table 11-1 
Number of Structures by Type 

I culverts 195 

I 

I O Others 17 

Source: Figg Engineering, Bridge 
inspection and Replacement 1 Prioririzution, 10 June 1997. 

&/ Average levels of motorized traffic ranges from 20,000 vpd near Geor- 
getown, to 3,300 at Mahaica, 2,400 in Mahaicony, and 2,900 in Rosig- 
no1 (1995). 

5/ Of the total number of bridges, 17 are timber-based. 
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2 . 9  

2.10 

2.11 

2.12 

2.13 

a. Enpineering 

The Project will raise the standards of all structures on the main 
road network to modern levels over a five-year period. The design 
studies propose modular structures that can be simply adapted to all 
bridges along the route 6 / .  The roadway width of each structure 
will conform to the road itself, including two 11-foot lanes and 
6-foot shoulders on both sides. Where pedestrian and other non-mo- 
torized traffic warrants - principally near towns and villages - one 
or two 4%-foot pedestrian sidewalks will be added. 

Civil works are divided between two major bridges and 270 smaller 
structures l/. The larger structures cross the Mahaica and Mahai- 
cony Rivers - at 177’ and 226’, respectively. Designs for the Mahai- 
cony bridge are complete and ready for contracting. Two alternatives 
for crossing the Mahaica River are being analyzed and a decision is 
expected within a few months. The bridge will be designed as part of 
the continuing works. 

Sixty-nine structures were selected for the initial construction 
package (see Table 11-1, column 2). These represent about half the 
total length and repair cost of the Project bridges. They were se- 
lected according to eight primary categories of works: 

a. 
b. 

d. 
e. 
f. 
g. 
h. 

C. 

Replacement of the Mahaica and Mahaicony bridges. 
Replacement of structures with severe damage or deficiencies 
Replacement of  structures with timber decks or beams. 
Replacement of structures under 26’ wide. 
Replacement o f  structures between 26’ and 36’ wide. 
Structures with pavement under 26’ wide. 
Structures with pavement between 26’ and 36’ wide. 
Structures requiring enhancements only. 

Final designs of these works will be complete and ready for immediate 
tendering upon loan approval. The bidding documentation has provi- 
sions for (a) partnering and quality assurance/quality control (QA/- 
QC) procedures; (b) using designs and materials that require minimal 
maintenance; (c) structuring bonus and penalty clauses to encourage 
timely execution within budget; and (d) applying simple techniques to 
permit continuous use o f  the roadway during construction. 

In all cases, the corresponding approach roads and drainage facili- 
ties are included in the designs and costs, as is the replacement or 
reconstruction of sluices when necessary. 

6/ Design studies, financed with a US$750,000 grant from the Japanese 
Special Fund (ATN/JF-5323-GY), were done by Figg Engineering. z/ Of the total of 284 structures along the highway, 11 are currently 
under construction or recently rebuilt and one needs only routine 
maintenance. 
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b. Environmental Management 

2.14 

2 . 1 5  

2.16 

2.17 

2.18 

The Project was classified by the CMA as Category III on 10th Septem- 
ber 1996, and the Environmental Summary was approved by CES1 on 10th 
October 1997. The works included in the operation will consist al- 
most entirely of rehabilitation and replacement of existing bridges 
and approach roads. Temporary negative environmental impacts are 
expected during construction and longer-term impacts have been iden- 
tified. Mitigating measures will become part of the terms of refer- 
ence and specifications of both Supervisory firm and contractors. 

There will be positive impacts of Project implementation, such as 
improvement of drainage of areas along the roads, and increased road 
safety and comfort of  road users. 

2. Road safety 

There have been about 4,000 
accidents annually in Guy- 
ana during the last four 
years, leaving 2,000 people 
injured and over 150 dead 
each year. Most fatal ac- 
cidents occur between Ti- 
mehri and Georgetown, fol- 
lowed closely by the 
Georgetown-Rosignol road. 
Pedestrians suffer one in 
every three deaths. 

Two parallel approaches are 
proposed to improve road 
safety: civil works and 
technical coopera- 
tion S / .  Civil works 
include protected sidewalks 
around schools, signaled 

Table II-2 
Road Accidents and Fataiities, 1992-1995 

Source: Catherine Cameron, Roud Safery Study, 
December 1996. 

pedestrian crosswalks in urban areas, crash barriers on bridge ap- 
proaches and guard rails on the outside edges of sharp curves, rumble 
strips and traffic chokers in sensitive areas, and retro-reflective 
signs. The purpose is generally to "calm" traffic and bring speeds 
and driver attention into harmony with the multiple uses that roads 
serve in Guyana. 

The technical cooperation component is directed towards specific 
activities designed to organize traffic and educate the Guyanese 

~~~~ 

S /  Two consultants were hired by the Bank to help formulate this pro- 
posal, and a third was brought to Guyana from Jamaica under the CT- 
Intra program (Catherine Cameron, Kwei Quaye, and Kevin Morgan). 
Their reports are cited in the Bibliography. 
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2 . 1 9  

2.20 

2.21 

population on road safety-related matters. The components of the TC 
are : 

a. development of school safety patrols and hiring adult crossing 
guards ; 

b. creation of a traffic safety unit within the MPWGrC and develop- 
ment of a sign and road marking maintenance program; 

c. purchasing police vehicles and other hardware to be used within 
a well-developed program of traffic enforcement !I/; 

d. national campaigns on minibus and pedestrian safety; 
e. improvement o f  the accident data management system; and 
f. training in traffic engineering and road safety. 

For those areas in which funding is required, an estimate of the 
amounts required has been included within the Project budget. Orga- 
nizational needs have been discussed with Government and local orga- 
nizations. The Project Team recommends that it be a condition prior 
to first disbursement for civil works that the Borrower present, to 
the Bank’s satisfaction, a plan for implementing a road safety pro- 
gram. 

3 .  Berbice river crossinq 

The Berbice River flows roughly south to north, passing through rich 
alluvial soils planted to rice and sugarcane. The area on both sides 
of the river is highly productive and has accounted for a large part 
of the growth in agricultural production in recent years. Ferries 
now provide the only means of crossing the 1-% miles between Rosignol 
on the west bank with New Amsterdam on the east. The Transport & 
Harbours Department (T&HD) of the MPWM: operates the ferry service on 
an irregular schedule day and night. The ferry generates a profit 
used to subsidize other operations of the T&HD, but conditions of 
both the ferryboats and stellings are unsafe and unreliable. 

The T&HD reports that the existing ferries carried 2.1 million pas- 
sengers and 226,000 vehicles over the river in 1996. This is ex- 
pected to rise to over 3 . 3  million passengers and nearly 310,000 
vehicles by the year 2000. At this point the service will be unable 
to handle expected traffic and will become a serious obstacle to 
continued economic growth in the region. Even today normal waiting 
times are reported at one hour for light vehicles and three hours 
for trucks and busses. The critical nature of the Berbice crossing 
led the Bank to commission a number of studies oriented towards 
finding the most practical and economically viable alternative to 
the existing service. Two basic options exist: an improved ferry 
service or a bridge. 

5l/ The Cameron study referred to above has an extensive description of 
the police force, its activities and suggestions for supportive as- 
sistance. See Cameron, Section 3.4, pp 15 ff. 
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2.22 The replacement of the existing ferryboats with simple modern ves- 
sels that load and discharge vehicles from the bow and stern would 
increase the carrying capacity from about under 1,000 vpd currently, 
to over 2,400 vpd, sufficient to meet expected demand until the year 
2005. Such boats could be modified to nearly double their capacity 
if required. To accomodate these vessels the stellings would require 
improvements as well. The total cost of this alternative is esti- 
mated at US$ll million, and designs are practically complete. 

2.23 A new bridge over the Berbice would increase crossing capacity sig- 
nificantly, and hence generate more developmental benefits for the 
region. A quick study of 
viable alternative contruction sites and bridge types led to a 
least-cost estimate of about US$21 million exclusive of designs, 
engineering and overhead that could add as much as 40% to the total 
cost. 

But this comes at a greater initial cost. 

2.24 The studies undertaken to date give only a first impression of costs 
and none of potential benefits. To gain the level of precision re- 
quired to take a rational decision between improved ferries o r  a new 
bridge, and on a final design and site for the latter, a full feasi- 
bility study is required. The study (terms of reference on file) 
will consider the most likely alternatives, providing sufficient 
detail to estimate costs within 25%. Expected to take about one 
year to complete, the study will cover engineering and economic 
feasibility, environmental impacts, and the socioeconomic effects of 
viable alternative means of crossing the Berbice. The r e s u l t s  of 
t h i s  analysis must be reviewed by the Bank and the Government au- 
t h o r i t i e s  before any investment w i t h  Project resources i s  made f o r  
the Berbice crossing. 

2.25 Although final information must await the completion of the feasi- 
bility study, there are a number of factors that militate for an 
interim decision on the scope of the Project. In preparing a budget 
the Project Team considered the following factors: 

a. the existing ferryboats are unsafe and need urgent improvement; 
b. the existing ferry service cannot meet demand beyond the year 

2000 and will become a developmental bottleneck in a rapidly- 
growing region; 
the improved ferry system would cost about one-third of the low- 
est-cost bridge option, even without considering that the exist- 
ing ferryboats could be re-deployed on the Essequibo River; 

d. improved ferryboats can be built and stellings improved within 
two years of a decision - a new bridge will take at least four 
years to design and build; 

e. if funding is not included in this Project, long delays can be 
expected between the time a decision is taken and new funding is 
approved, with the consequent impact on regional development. 

c. 

2.26 The Project therefore includes funding of final designs and con- 
struction of replacement ferryboats and stellings pending the out- 
come of the feasibility study. Should the outcome favor the ferry 
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system, construction could begin almost immediately following the 
decision; should it favor the bridge option, resources of the Pro- 
ject would have to be reallocated to such items as final designs, 
access roads and/or temporary repairs to the existing ferryboats and 
stellings. The inclusion of funds for the ferry as well as for the 
feasibility study reflects some remaining uncertainty and the need 
to refine the cost and benefit estimates of the bridge alternative. 
Nevertheless, designs for the ferry are practically complete. Even 
if the bridge were found to be the most viable alternative, some 
investment in the ferry would be warranted as an immediate and in- 
terim measure. The adoption of this procedure, particularly within 
a multiple-works project, does not preclude the likelihood that, if 
funds are not used for the ferry, they can be reassigned to other 
road and bridge works without compromising the purpose and intent of 
the operation. 

4 .  Technical cooperation 

2.27 The Bank, in conjunction with the Guyanese authorities, has detected 
three areas in which technical cooperation might assist the Ministry 
to improve its planning, construction and maintenance of the trans- 
portation system: (a) development of a transport sector policy; 
(b) institutional organization; and (c) capacity to operate and 
maintain the main roads and bridges network. 

a. Development of a transport sector policy 

2.28 The policy and institutional setting of the transport sector is un- 
clear. In May 1997 the Government released the draft National De- 
velopment Strategy (NDS), prepared in cooperation with the Carter 
Center N/. Chapter 38 of the NDS, which deals with Transport 
Development, outlines six areas for priority attention: 

(i) Cost recovery. The NDS advocates a system of tolls, 
taxes and fees oriented towards a self-sustaining road 
maintenance fund. 

(ii) Expansion of infrastructure. The Strategy places highest 
priority on improved crossings of the Berbice and 
Demerara Rivers and extension of the road network south 
to Lethem. It recommends that all projects be subject to 
environmental impact assessments. 

(iii) Human resources development. The NDS points up the 
"critical shortage of skilled staff" which it attributes 
to low salaries and benefits in the public sector. 

lO/ Ministry of Finance, A National Development Strategy for Guyana, 
Shared Development through a Participatory Economy, 1996, 
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(iv) Regulatory framework. The Ministry is unable to 
discharge its responsibilities for maintaining and 
controlling the nation's roadways. 

(v) Public transport. The setting and review of fares is not 
properly attended, and safety and licensing regulations 
are not enforced. 

(vi) Investment strategies. Public sector funding is insuffi- 
cient to meet the needs of the sector. The NDS advises 
that strategies be devised for attracting private funds 
for investment and even operation of roads, bridges and 
ferries. 

2.29 The NDS prescribes a policy framework for the sector but does not 
provide an operating mechanism to implement this policy. Nor is it 
clear that Government will adopt all the elements of the policy set 
forth. Therefore, the Project includes funds to hire specialized 
consultants to help the authorities through the decision-making pro- 
cess and into policy implementation (draft terms of reference on 
file). 

b. Institutional orEanization - 

2.30 From the NDS it is clear that one of the major limitations to im- 
proving land transportation is the inadequacy of the MPW6rC. The 
Bank therefore provided consultant services to review the institu- 
tional framework of the sector and advise the Ministry on proposed 
reforms. Their recommendations are discussed in paragraphs 4 . 7  et 
seq .  below. In addition, the Project includes funding of a consul- 
tant in traffic management who would assist the MPW&C over a three- 
year period in developing the road safety program and a plan for 
creating and implementing a road maintenance management system 
(RMMS), as well as advising the Ministry on other matters. 

c. Operation and maintenance of main roads and bridges - 

2.31 Maintenance activities are now decentralized to the ten regional 
offices of the M E W  that usually contract out works. Neither that 
Ministry nor the MPW&C has adequate planning, programming reporting 
and monitoring tools to administer routine maintenance systematical- 
ly. The result has been an excessive reliance upon road rehabilita- 
tion and reconstruction. 

2.32 The Project will introduce a very simple routine maintenance manage- 
ment system (RMMS) program for the main roads and bridges to be 
operated by the MPW6rC. The RMMS will be designed to overcome two 
key obstacles to effective maintenance of roads and bridges: estab- 
lishment of desirable, affordable and minimum levels of funding; and 
preparing annual plans and monthly programs of maintenance works. 
It is expected that most work will be contracted out to local micro- 
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enterprises and contractors supervised in the local regions. The 
RMMS will gradually be extended to cover all main roads. 

2.33 Funding is provided within the Project to develop, establish and 
implement the RMMS, including the financing of maintenance activi- 
ties on the main road network during the execution period o f  the 
loan. Terms of reference for this study have been agreed with the 
MPWGrC and are on file. 

D. Proiect cost and financinr: 

2.34 The total cost of the Project is estimated at USS45.6 million in- 
cluding financial costs and a margin for contingencies and price 
escalation (see Table 11-3). The IDB would finance USS41.0 million 
of the total, and the GOG the USS4.6 million remainder. 

1. civil works (USS18.6 million. 40.8% of the total) 

2.35 Construction costs were estimated on the basis of a sample of 69 
works representing half the total length of all bridges and culverts 
along the road from Timehri Airport to Rosignol. The availability 
and unit costs of construction materials in Guyana and the volumes 
o f  materials required were verified from plans provided by the de- 
sign engineers. Direct costs of the bridges is estimated at USS14.7 
million; supervision is expected to represent slightly more than 10% 
of the direct costs because the selected firm will be held responsi- 
ble for the timeliness, quality and budget for the works. Land 
acquisition is not expected to be a major item given that most works 
except those surrounding the larger bridges will be carried out 
within the existing right of way. 

2. Berbice River crossing (USS11.6 million, 25.4% of the total) 

2.36 The cost of replacing the two ferryboats is estimated at USS5.0 mil- 
lion, and of upgrading the stellings at USS6.0 million. The costs 
of  the feasibility and design studies were estimated from anticipat- 
ed consultant-months of activity. If the Bank and the GOG agree 
that the feasibility studies show a bridge to be more feasible than 
the improved ferry, alternative sources of funds for this work will 
be sought and the Project financing adapted accordingly. 
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1. DIRECT COSTS 
1.1 Civil works 
1.1.1. Direct construction costs 

1.1.2. Engineering studies 

1.1.3. Supervision 

1.1.4. Administration 

1.1.5. Land acquisition 

1.2. Road safety 

1.2.1. Physical works 

1.2.2. Technical cooperation 

1.3. Berbice River Crossing 

1.3.1. Feasibility study 

1.3.2. Ferry, stellings / bridge 

1.4. Technical cooperation 

1.4.1. Policy implementation 

1.4.2. Institutional reorganization !' 
1.4.3. RMMS 

2. FINANCIAL COSTS 

2.1 Interest 

2.2 Credit fee 

2.3 Inspection and supervision 

3. UNALLOCATED EXPENSES 

3.1 Contingencies (9.9%) 

3.2 Price escalation (2.5% per annum) 

TOTAL 

96 

1.5 
14.7 

17.1 I - 

0.7 

1.5 

0.2 

1.5 

2.2 

1.5 

0.7 

11.6 

1 I 11.0 

2.5 2.4 

0.3 

0.7 

6.0 

4.0 

2.0 

37.3 
18.6 

14.7 

0.7 

1.5 

0.2 

1.5 

2.2 

1.5 

0.7 

11.6 

0.6 

11.0 

4.9 

0.3 

0.7 

3.9 

2.3 

1.2 

0.7 

0.4 

6.0 

4.0 

2.0 

81.8 
40.8 

4.8 

25.4 

10.7 

5.0 

13.2 

Notes: 
- a/ Includes US$500,000 for consultancy in implementing the reorganization plan, and US$200,000 for a long-term 

consultant in traffic management. 

Detail may not add to totals due to rounding. 
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3 .  Road safetv (USC2.2 million. 4 . 8 %  of the total) 

2.37 The cost o f  physical works under the road safety component (cross- 
walks, reflective traffic-calming devices, and road signs and mark- 
ings) was estimated from unit costs in Canada adapted to Guyanese 
conditions (see Table 11-4). The technical assistance portion was 
estimated on the basis o f  expected consultant-months of  activity. 

Table 11-4 

Cost of Physical Road Safety Components 
(In US$) 

4 .  Technical cooperation (USC4.9 million, 10.7% of  the total) 

2 . 3 8  A s  above, the costs of the individual programs were taken from re- 
quired consultant-months. The costs of the RMMS include contracting 
of  routine maintenance operations on the two portions o f  the main 
road system during disbursement o f  the loan. 
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III. PROJECT EXECUTION 

A. Execution mechanism 

3.1 The MPW&C, through its Project Execution Unit (PEU), will be the 
executing agency il/. This unit was created in the early 1990s 
to coordinate several transportation projects including those of the 
IDB and the World Bank. It is headed by a consultant hired with 
World Bank funds and has a staff of 20 full-time professionals plus 
administrative support. 

3.2 The experience of the Bank and other donor agencies in executing 
transportation projects in Guyana has been less than satisfactory 
(see paragraphs 1.21 e t  seq .  above). Low salaries within the MPW&C 
have led many capable professionals to leave government for the pri- 
vate sector where they may earn far greater salaries. As a result, 
the Bank and the Ministry have decided to institute a tiered project 
supervisory system with clear differentiation among the functions and 
responsibilities in each layer, and regular meetings during Project 
implementation. 

1. Works suDervision 

3.3 A single contractor will be retained for each construction package. 
The contractor will be overseen by a supervisory firm hired by the 
MP&C with Project funds, in accordance with terms of reference agreed 
with the Bank (on file). The firm will have the direct responsibili- 
ty to familiarize itself with designs; make minor adjustments where 
applicable; establish appropriate inspection, QA/QC procedures; re- 
view and approve modifications to works within the guidelines estab- 
lished in the terms of reference; and prepare disbursement requests. 
The firm will also review all technical documentation at the begin- 
ning of its contract and at regular intervals throughout Project to 
ensure, i n t e r  a l i a ,  the adequacy of the programming of work such as 
geotechnical and subsurface investigation, drainage, environmental 
specifications and mitigation measures, and worker safety recommenda- 
tions, and confirm that Contractor qualifications and equipment ca- 
pacity satisfy design requirements. Twice yearly the firm will sub- 
mit a report to the Executing agency and the Bank outlining progress 
compared with the Project Monitoring Checklist in Annex 2 and the 
Project Execution Schedule (on file). The supervisory firm will also 
prepare as-built drawings for all work performed upon the completion 
of each major work component. I t  i s  recornended that  it be a condi- 

u/ As the reorganization of the MPW&C progresses the monitoring func- 
tions of the PEU will be transferred to the Construction Division 
under the new structure. This process is not expected to interfere 
with the implementation of the Project because of the tiered approach 
to be used and the key role to be played therein by the supervisory 
firm. 
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tion of the eventual contract that this firm be hired prior to com- 
pleting contractor pre-qualification to ensure adequate supervision 
over the process and avoid unnecessary claims. 

2. Proiect administration 

3 . 4  The role of the MPWGrC will be to monitor the Project through the PEU 
(or eventually the Construction Division). The responsibilities of 
this unit are twofold: to monitor the activities of the supervisory 
firm, and to administer the operation by maintaining financial con- 
trols, reviewing disbursement requests and acting on behalf of the 
borrower in such matters as contractor claims and major design chang- 
es. 

3.5 Since its creation the responsibilities of the PEU expanded from its 
initial concentration on managing new road projects to administering 
all investment projects under the aegis of the MPW6rC. Because of 
this dilution and the multiple components of this Project it is rec- 
ommended that, prior to prequalification of the civil works contrac- 
tor, the Ministry hire a qualified person to be directly responsible 
for the IDB-funded road projects. 

3 .  Project oversipht 

3 . 6  The Bank will have oversight responsibilities principally through the 
Country Office in Guyana with the support of the Project Team. Re- 
view meetings will be held at least twice yearly among representa- 
tives of the Bank, the PEU, and the supervisory firm to oversee the 
advance of the Project in function of the PMC and Project Execution 
Schedule and a report to be prepared for that purpose by the PEU. It 
is recommended that, prior to mobilization of the civil works con- 
tractor, a partnering conference be held among representatives of the 
MPW&C, the supervisory firms, the contractor, and the IDB. 

B .  Land acquisition and resettlement 

3.7 With the exception of the Mahaica River bridge, all works will be 
built within existing rights of way. Although there is some en- 
croachment by squatters on the rights of way in larger towns, this is 
not expected to interfere with the works, nor are there any residenc- 
es that will require resettlement. 

3 . 8  The Mahaica bridge is not included in the initial package of works. 
For the future, nonetheless, two alternatives are being studied. The 
first would extend the road along the railroad embankment and over a 
new bridge replacing the railroad span. The second would re-route 
the road over a new span close by the existing bridge. Because of 
the need to acquire land for the access road and to widen the struc- 
ture, a few business establishments and residences may be affected. 

3 . 9  The Government has developed procedures for compensating residents 
and property owners including relocation to and titling of nearby 
land parcels. A Land Evaluation Committee advises all affected per- 
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sons of the procedure and asks them to value their own property. 
Untitled landholders ("squatters") may be offered a parcel of titled 
land and a new structure in another location, or a lump-sum settle- 
ment corresponding to the value of a replacement dwelling. For ti- 
tled landholders, the value of both land and structure is considered; 
either relocation or lump-sum compensation may result. Once the 
Committee has reached agreement with the landholder the execution 
unit of the corresponding ministry prepares a contract and oversees 
the solution. The process takes about three months to from start to 
finish. 

3 . 1 0  Although the above procedure is generally acceptable to the Bank, it 
must be supplemented with additional information as set forth in the 
Resettlement Guidelines (on file). It is therefore recommended that 
the loan carry a condition requiring the borrower to submit, to Bank 
satisfaction, specific resettlement plans for each Project works 
requiring involuntary resettlement. These plans would supplement EPA 
requirements and should include consultations with the affected com- 
munity and the development of alternatives to minimize negative so- 
cial impacts. 

C. Routine maintenance program - 

3.11 The Project has a specific line item within the technical co-opera- 
tion program for developing a simple road maintenance management 
system (see paragraphs 2 . 3 5  et seq.). It is expected that Bank funds 
will be used to finance that portion of such routine maintenance ac- 
tivities as are contracted out to private-sector enterprises in ac- 
cordance with the procurement regulations of the loan. The Project 
Team recommends that it be a condition prior to first disbursement 
for civil works that the MLGW present a plan for implementing an 
RMMS to Bank satisfaction. 

D. Procurement of goods and services 

3 . 1 2  In contracting works to be financed by the Bank, the IDB Basic Pro- 
curement Policies and Procedures will be followed. International 
competitive bidding will be required for goods and services valued at 
US,9350,000 or more and for civil works valued at US$l.O million or 
more. All Bank-financed civil works will be let in packages to pre- 
qualified firms as a condition to the eventual loan contract. 

3 . 1 3  Works and services to be financed exclusively from funds provided by 
the GOG will be procured in accordance with the laws and procedures 
in effect in Guyana. 

E. Revolving fund 

3.14 The scope of  the Project and the anticipated pace of construction 
favor creating a revolving fund of up to 5% of  Bank funding to cover 
estimated outlays for a 120-day period to accelerate payment for 
Bank-funded components. 
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F. Schedule for Project execution 

3.15 Prequalification of firms for Project supervision and for construc- 
tion of the initial works will begin in late 1997. We expect con- 
struction to begin within twelve months of signing the respective 
loan contract. This time span could be shortened if the procurement 
process can be advanced through the local regulatory procedures. The 
Project will be carried out in two programs and construction should 
be finished within five years of  initial mobilization. The Execution 
Schedule on file shows the timing relationship among the various 
elements o f  the Project . 

G .  Ex-post evaluation 

3.16 The GOG has agreed to perform an ex-post evaluation of the Project 
within one year after final disbursement in accordance with terms of 
reference to be mutually agreed. 
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IV. BORROWER AND EXECUTING AGENCY 

A .  

4.1 

B. 

4 . 2  

4 . 3  

4.4 

4 . 5  

4.6 

Entities involved 

The borrower is the Government of the Cooperative Republic of Guyana 
(GOG). The executing agency is the Ministry of Public Works and 
Communications (MPW&C). 

Sectoral institutional framework 

1. Legal mandate 

Basic responsibility for the planning, construction, operation and 
maintenance of the transportation network of Guyana was assigned to 
the Ministry of Public Works and Communications, formed from a merger 
of some functions of previous ministries in 1996. 

Formally the MPW&C has two major objectives: 

a. to ensure the effective, efficient and safe design, supervision, 
construction and maintenance of civil works in Guyana; 

b. to develop and maintain orderly, adequate and efficient air, land 
and water transportation systems within Guyana. 

The Ministry is not only accountable for the transportation system, 
but for civil works in general, including sea defenses and public 
buildings. Its responsibilities include the planning, designing, 
construction and maintenance of public civil works, training and 
supervision of contractors, inspection of works, and advising Govern- 
ment on transport issues. 

2. Internal organization 

Problems in the MPW&C mirror those of the entire public sector in 
Guyana: low salaries U / ,  lack of qualified staff, insufficient 
recruitment, a need for training, inadequate budgeting process, pau- 
city of system information, lack of clear lines of responsibility and 
accountability, no national level planning, and poor donor coordina- 
t ion. 

A study commissioned by the Bank recommended that the administration 
of roads and sea defenses be separated into an autonomous agency to 
attract qualified staff and provide greater administrative indepen- 
dence. The chief executive officer of the Agency would report to the 
Permanent Secretary, and an advisory Board of Directors made up of 
representatives of all interested parties would report to the Minis- 

i2/ The salary of the Permanent Secretary and Chief Works Officer ranges 
up to a maximum of G$125,071 (USS895); specialist engineers may earn 
up to G$58,556 (USS420) monthly. 
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ter. The Agency would be divided broadly into five divi- 
sions u/: Planning & Project Development, Rehabilitation & Con- 
struction, Maintenance, Management Information, and Finance & Pro- 
curement. Overall, the operations of the Ministry would be oriented 
towards management of out-sourcing contracts for most works and even 
some planning and MIS activities. Funding would come from a dedicat- 
ed budget. 

4 . 7  A reorganization of the Ministry on the scale proposed would take 
several years of careful planning. In discussions with Guyanese 
authorities an agreement was reached that the Bank will supply funds 
within the loan to hire a consultant to help Government design a 
reorganization plan, t h a t  t h i s  consul tant  w i l l  be h i red  w i t h i n  s ix  
months of loan signature,  a n d  tha t  the p l a n  w i l l  be submitted t o  the  
Bank w i t h i n  one year of loan signature.  Given that the PEU has been 
developed over the years as a significant technical unit, the reorga- 
nization is expected to build upon this Unit. In the meantime, the 
PEU will still have the capability of monitoring on-going development 
projects. 

C .  Sectoral financial base 

4 . 8  Budgeted expenditures on 
roads and bridges rose in 
1996 by nearly two-thirds 
largely due to progress on 
the Georgetown-Timehri road 
and the Demerara Harbour 
Bridge (see Table IV-1). 
Reduced expenditures on 
these works are being off- 
set to an extent in the 
current year; we expect an 
overall reduction in out- 
lays by 1 8 % .  

4 . 9  It is notable that, while 
current expenditures for 
roads represent a very 
small fraction of total 
government outlays ( 3 % ) ,  
capital expenditures for 
the sector recently ap- 
proach a quarter of the 
total. This is a direct 
reflection of two trends 
referred to repeatedly 
above: a very strict con- 
trol on recurrent expendi- 
tures that has led Govern- 

Table IV-1 
Total Government and 

Road Sector Expenditures 
(in US$ million equivalent) 

Notes: Detail may not add to totals due to rounding 

Source: IDB data from GOG National Budget, Guyana 
National Energy Authority and MPW&C 

u/ The recommended organization chart is on file. 
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SOURCES OF FUNDS 

International & bilateral funding 

Required local funding 

Government revenue from road users 

ment to curtail maintenance expenses sharply, and increasing emphasis 
upon reconditioning the nation's deteriorating physical infrastruc- 
ture. 

9.78 15.90 13.43 23.06 

8.85 14.42 1 1.46 12.24 

21.84 27.66 30.54 34.00 

1. Counterpart financing 

4.10 The Project is expected to require USS4.6 million in counterpart 
financing, practically all to be used for routine maintenance works, 
land acquisition, and similar local costs. Counterpart financing 
will likely be spent evenly throughout the five years of Project 
execution. 

4.11 To ensure the availability of counterpart funding, a summary sources 
and uses of funds was done (see Table IV-2). Demands for funding 
were taken from on-going operational expenses and planned public- 
sector projects in the sector. Sources were taken from anticipated 
foreign funding of approved projects and those expected to begin 
disbursement soon. Purely for comparison purposed, data are shown 
for revenue being received from road users through taxes and import 
duties on vehicles, fuel and parts, and road user fees. 

4.12 The resulting figures show the amount of local funding required 
through 1999 to be within the range of past outlays by Government. 
It is interesting to note that road users in fact not only pay for 
the services they are provided, but leave a small surplus to Govern- 
ment to use in other sectors. 

USES OF FUNDS 

Maintenance 

Financial costs 

Capital expenditures 

32.86 

12.45 

38.00 
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2. Cost recovery 

4.13 The Government is considering establishing a toll for crossing the 
Mahaica bridge. Indicative tolls, subject to analysis u/, 
would be G$50 per four-tired vehicles, and G$100 for vehicles with 
more tires. On the basis of actual traffic counts, some 2,500 
vehicles cross the Mahaica bridge daily, of which 2,000 are light 
vehicles and 500 are heavy. If local residents (assumed at 20% of 
the total) are exempted from the toll, the above figures would 
translate into gross annual revenues rising from US$315,000 at 
current traffic levels, to over US$550,000 in the year 2003. This 
volume of funds would be sufficient to maintain the entire 
Timehri-Georgetown-Rosignol road. 

4.14 The Berbice ferry has a well-established toll system that, despite 
not having been adjusted for over a decade, still produces a 
financial surplus used to subsidize other operations of the T M D .  
Surpluses have risen from just over G$100 million (USS0.7 million) 
in 1993, to nearly G$150 million (US$1.1 million) in 1995. The 
financial returns for operating this ferry are projected to reach 
nearly G$200 million in 2000 if modern ferries are put into 
service. 

4.15 It i s  Government’s intention that the Berbice bridge, when and if 
built, be self-sustaining with tolls sufficiently high to finance 
operating and maintenance costs and provide a depreciation reserve 
large enough to replace the structure after 25 years. The 
required level of these tolls and the ability of the bridge 
operating unit to collect them will be part of the feasibility 
study referred to in 12.27 above. Government has also expressed 
its interest in attracting private-sector participation in the 
financing and operation of the bridge if built. 

i4/ US$ 25,000 for a short-term study by specialist in tolls is includ- 
ed in the Project budget. 
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V. VIABILITY AND RISKS 

A. 

5.1 

5.2 

5.3 

5.4 

5.5 

Feasibilitv summary 

The Project Team has reviewed all available information regarding the 
Project and concludes that there are no known technical, environmen- 
tal, financial or socio-economic obstacles to proper implementation. 
A solution to the institutional weaknesses detected in the Executing 
Agency has been proposed. To the fullest extent possible, the Team 
has attempted to anticipate issues and ensure that they have been 
considered in designing the Project so as to maximize benefits ac- 
cruing and reduce to a reasonable minimum unexpected costs. 

1. Technical feasibility 

The technical feasibility of the proposed Project has been estab- 
lished on the basis of the Project Team’s review of the studies, 
basic and final designs and specifications fi/ to verify that 
they meet relevant engineering standards. Considerations related to 
proper environmental management and provisions for foreseeable forces 
of nature have been incorporated into final designs and construction 
specifications. It is recommended that bidding documents and con- 
tracts include the environmental guidelines and mitigation measures 
set forth in Annex III of the Environmental Study prepared by Figg 
Engineering. 

The Project Team has provided for the contracting of an internation- 
ally reputable supervisory firm to supplement scarce local expertise 
in managing projects of this scope in order to ensure the technical 
capacity and experience necessary for timely Project execution. The 
Team has also included funding for hiring international consultants 
to help design and implement a pilot road maintenance management 
system. 

Finally, the execution schedule takes into account the nature of the 
works to be financed and the amount of time required to carry out the 
bidding process. It is the opinion of the Project Team that the 
schedule is realistic so long as sufficient resources are assigned 
from the GOG budget (see 95.22 below). 

2. Environmental feasibility 

Studies made of the environmental impact of the Project are consis- 
tent in pointing out that the environmental and social impacts of the 
Project are likely to be restricted to the immediate area of influ- 
ence of the road, and limited to the construction period. The major 
impacts are expected to be noise, dust pollution, storm run-off from 

l5/ This information comes from the consultant’s 80% design study. 
information to be completed by mid-November. 

Final 
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construction activity, and traffic disruption and restricted access. 
These impacts are controllable. To ensure mitigation measures are 
taken, it is recommended that the M P W U  adopt the Environmental Man- 
agement Plan set forth in the EIA, and agree on its role in implemen- 
tation prior to hiring the civil works contractor. In addition, 
before first disbursement for civil works the Ministry should fill 
the position of environmental specialist. Furthermore, monitoring 
activities have been set out for the supervisory consultants and the 
contractor, and the loan will carry the condition that the MPW&C 
consult with local authorities concerning their role in managing the 
disposition of construction materials and wastes. In the longer 
term, construction of the works will in most cases lead to improve- 
ments in existing conditions, particularly insofar as drainage and 
pedestrian and traffic safety are concerned. 

3 .  Socioeconomic impact 

5 . 6  The Project will have a significant impact upon the rural poor of 
Guyana who rank among the poorest in the hemisphere. It is often 
said in Guyana that the people "live on the roads" but with time 
these have become increasingly hazardous. As a result of the Pro- 
ject, bridges and their approaches along the main road system will be 
widened and shoulders will be paved so that pedestrians will not have 
to compete with vehicles for road space. Crosswalks and special 
safety measures around schools will protect young children, and edu- 
cational programs will extend these benefits as these children grow 
older. 

5 . 7  Nearly half the motorized vehicles using the main roads are minibuses 
serving the general public. Improvements to the roadway - -  bridges 
and pavement - -  will benefit users of these vehicles as well as their 
owners, by reducing traveling times and making journeys more comfort- 
able. Also, the proposed national bus safety program will result in 
higher safety standards in benefit of the travelling public at large. 
The introduction of minibuses over the last decade has increased the 
mobility of the population notably, permitting greater access to 
urban jobs from outlying areas, hence reducing rural-urban migration 
while opening employment opportunities to many previously denied 
access. 

5.8 Although it is dangerous to make any direct correlation between the 
improvement of public transportation and the increase in the number 
of women in the work force, the facts are the introduction of mini- 
buses improved access to the workplace for women, and these two grew 
together during the last decade. In 1 9 8 0  the percentage of women in 
the work force was 2 5 . 5 ,  growing to 3 9 . 3  by 1 9 9 2  u/. Over this 
same time frame the number of minibuses rose from 2% to about 15% of 
the motor pool, now accounting for nearly half of motorized traffic 

i6/ Women's Affairs Bureau, Changes in the Situation of Women in Guyana: 
1980-1993.  May 1 9 9 4 .  



- 30 - 

on the main roads. Direct observation and interviews confirm that 
women represent far more than half of all minibus riders. 

5 . 9  In other ways as well the Project may have a disproportionately bene- 
ficial effect on women. The study cited in the footnote stresses 
that : 

[wlholesale and retail trade accounts for the largest pro- 
portion (23.2%) of employed women. In absolute numbers, 
almost as many women as men are employed in this industry. 
(P. 110) 

Even this statistic underestimates the role of women in commerce 
given their predominant participation in the underground market of 
which trading is an essential component. Improved transportation has 
important ramifications for commerce, both in the formal and informal 
sectors. 

5.10 Improvements in the quality of transportation of fragile agricultural 
produce to regional markets reduces losses, and the vendors of these 
products are primarily women. Additionally, improved access to edu- 
cational and health facilities generally (although by no means 
uniquely) benefit women. 

5.11 In sum, the Project is likely to have important positive impacts upon 
the rural poor and women in general in its area of influence. 

4 .  Economic feasibility 

5.12 The economic analysis of this Project has four major components: 
determination of the least-cost alternative for construction mate- 
rials, economic viability as indicated by the net present value 
(NPV), the sensitivity of viability to possible changes in major 
variables, and the calculation of average incremental cost (AIC). 

a. Least-cost alternative 

5.13 Two basic types of bridges are generally built in Guyana: timber and 
concrete. Timber, as a local product, has had a cost advantage for 
many years, but concerns over conservation and the high costs of 
maintaining timber superstructures have tipped the scales. Data from 
a recent construction project along the Soesdyke-Linden road were 
used to compare both investment and maintenance costs. There is no 
clear preference between the initial cost of timber versus concrete 
structures, but maintenance of timber bridges was shown to be more 
than five times as expensive as concrete structures, thus substanti- 
ating the choice of the latter technique for this Project. 

b. Net Dresent value 

5.14 Benefits from repairing, rebuilding and/or widening bridges fall into 
several categories: reduced vehicle operating costs (VOC) due to 
reduced road roughness, higher average speeds and less congestion; 
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time savings of vehicle operators and passengers; traffic disruptions 
from structural damage or collapse of bridges; and lower accident 
rates and improved safety of  vehicle occupants and pedestrians. This 
last aspect does not easily lend itself to measurement and was not 
included in the calculations that follow. It must be said that the 
calculation of economic benefits of this Project is imprecise and the 
results are subject to a number of assumptions and approximations 
that are explored in the sensitivity analysis in 15.17. 

5.15  The reduction in VOC was Il 
computed from average costs 
gathered for vehicles in 
Guyana. It was assumed that 
the widening and improvement 
of bridges will translate 
into a maintained speed over 
each structure rather than 
the slowing or stopping now 
required. Traffic counts 
along the road were obtained 
for 1995 and 1997 and traf- 
fic was projected to grow at 
similar rates into the fu- 
ture. 

5.16 The NPVs were then computed 
for each bridge at 12% dis- 

Table V-1 
Net Present Values 

Initial Package 
(in US$ millions) 

Notes: 
* Less than US$ 50,000 

excludes the Abaiy Bridge. 

1 count, extrapolating traffic 
counts between counting sta- 
tions and using the con- 
struction costs as verified by the Project Team. The results are 
summarized in Table V-l. Economic returns tend to fall into one of 
four categories depending largely upon the volume of traffic and the 
costs of widening, and in some cases, lengthening the structures. 
The total net present value of the first package of Project works is 
equivalent to US$92 million. The designing engineers are now includ- 
ing a shorter standard bridge, and some bridges will be designed with 
a single sidewalk or protected shoulders. Consequently construction 
costs are expected to be reduced, further raising the economic re- 
turns. 

c. Sensitivity analysis 

5.17 The sensitivity analysis is summarized in Table V-2, which shows that 
most bridge projects are economically robust. For the base case, 53 
of 69 of the bridges demonstrate robust results, and this number does 
not go below 46 (a fifteen percent drop), except for the case where 
no savings are attributed to slowing down for the medium width bridg- 
es. In this case, only 26 are robust and 27 have clearly negative 
returns. The second most significant impact is when time savings are 
eliminated, where the number of robust bridges is the 46 and the 
number of those clearly negative increases to 8 .  
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actually paid for cross- 
ing the Berbice River and 
given the provisional 
level of tolls to be 
charged for crossing the 
Mahaica and Mahaicony 
bridges. 

5. Institutional feasi- 
bility 

5.20 The MPW&C has suffered 
the effects of prolonged 
fiscal austerity that has 
driven from it many of 
its skilled professional 
staff. It is now oppor- 
tune to consider a major 
reconstitution of the 
Minis try, orienting it 
towards an organization 
that concentrates upon 
the core functions of 
planning, programming and 
budgeting, while oversee- 
ing specialized consul- 
tants and contractors 
hired to carry out the 

Table V-3 
AIC of Bridges within the Project 

Source: Charles L. MacDonald, Guyana: Bridge Rehabilita- 
tion - Economic Analysis. 20 September 1997. 

daily functions of road construction and maintenance. Paragraphs 
4 . 7  et seq.  above discuss this issue at length and include a condi- 
tion to the eventual loan requiring the GOG to present the Bank a 
plan for reorganizing the Ministry to the Bank's satisfaction. The 
Project Team believes that this proposal can bring lasting improve- 
ments in the Ministry. 

5.21 The Project Team also believes that, during implementation of the 
reorganization plan, the Project Execution Unit can implement the 
Project as described in this Document. The progressive nature o f  
planned institutional improvements and the fact that direct project 
management will be the responsibility of the supervisory firm give 
confidence that any disruptions in the process will be minor and 
short-lived. 

6 .  Financial feasibility 

5.22 The financial base of the sector and the availability of counterpart 
funding was treated in Section C of Chapter IV. As a condition of 
the eventual loan the Borrower will be requested to submit to the 
Bank financial statements of the Project audited by the Auditor 
General in accordance with norms acceptable to the Bank. 
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E .  Risks 

5 . 2 3  The largest single risk to satisfactory project implementation is 
the weakened state of the Ministry of Public Works and Communica- 
tions. The Project Team believes that, even with the existing PEU, 
the Project can be successfully carried out although there would be 
on-going defects in road and bridge maintenance and little long-term 
improvement in the way that the sector is organized and operated. 

5 . 2 4  The institutional risk will be ameliorated by the introduction of  
institutional improvements as amply described in Chapter III. 

5 . 2 5  Secondarily there is the risk that road maintenance proves to be 
inadequate. Again, there are conditions within this document for 
implementing the program and assuring its financing. 



Annex 1 
G U Y A N A  

Bridge Rehabilitation Project - GY0026 
Logical Framework 

GOAL 

PURPOSE 

OUTPUTS 

ACTIVITIES 

OBJECTIVES 

Create a self-sustaining system for 
maintaining the main road and bridge 
network after ten years, gradually extend- 
ing the network by absorbing selected 
secondary roads 

1) Improve main road network to a 
maintainable state over a period of ten 
years 
2) Ongoing improvements in road safety 

3) Improved efficiency of MPW&C 
4) Establish a systematic approach to 
ordering expenditures on the main road 
network and for developing budgetary 
requirements 

1) Priority bridges improved 

2) Road safety program launched 

3) Feasibility study concluded 

4) MPW&C reorganization agreed and 
RMMS program & road strategy pre- 
pared 

1) Select, design and rebuild priority 
bridges on the main road system 
2) Execute an organized road safety pro- 
gram 
3) Prepare feasibility studies of the pro- 
posed Berbice River bridge 
4) Implement TC program 

INDICATORS 

Main road network expands at a rate 
double that of the economy; road condi- 
tions require only routine and periodic 
maintenance and scheduled reconstruc- 
tion. 

1) More than 60% of the main road net- 
work under routine and periodic mainte- 
nance. 
2) Number of reported accidents per 
v e b  or per total km traveled decli- 
ning steadily 
3) Basic staffing completed by 2003 
4) RMMS applied to main network by 
2002 

1) Work on designated bridges complete 
within disbursement period 
2) Reduction of accident rate per veN- 
km by 5% by 2000; further reduction by 
15% by 2006 
3) Decision on construction of Berbice 
River bridge by Dec. 1998 
4) Reorganization plan accepted by 
Bank within a year of loan signing; 
RMMS used to develop budget for 
main road maintenance in 1999 

1) US$17.1 million 

2) US$2.2 million 

3) US$0.6 million 

4) US$4.9 million 

MEANS OF VERIFICATION 

Annual data of MPW&C 

Annual p l g s  and monthly pro- 
grams generated by RMMS 

1) Annual data from MPW&C as 
verified by MOF 

2) Data collected by transport au- 
thority 

3) MPW&C & CO information 
4) Maintenance scheduling and 
budget follows RMMS recommen- 
dations 

1) Reports by supervisos, engineers 
and CO 
2) Data collected by transport au- 
thority 

3) Reports by supervisory engineers 
and CO 
4) Announced decision by authori- 
ties and budget allocation 

1) Routine CO progress reports and 
annual on-site reviews 
2) ibid. 

3) ibid. 

4) ibid. 

ASSUMPTIONS 

GOG maintains policy of public sectoi 
modernization and rationalization oj 
road investments 

Guyanese economy and govemmeni 
revenue base expand at adequate rates 

No natural disasters 

Staffing of executing agency adequate 

Adequate operating expenses allocated 
to MPW&C 

No interruptions of work plan by clima- 
tic conditions or labor disputes 

Competitive bidding attracts qualified 
contractors 

Counterpart funding adequate 

Inflationary pressures controlled to pro- 
tect financial plan 
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PROJECT MONITORING CHECKLIST 

PEU environmental specialist position 
filled (75.5) 

Bidding documents include environmen- 
tal guidelines and mitigation measures 
set forth in Annex III of Figg’s Environ- 
mental Study (75.2) 

Environmental Management Plan from 
Environmental Study adopted by 
MPW&C (75.5) 

Consultation with local authorities regar- 
ding disposition of construction materials 
and wastes (75.5) 

Plan for developing and implementing 
an RMMS presented to Bank satisfac- 
tion(73.11) 

Plan for implementing a road safety 
program presented to Bank satisfac- 
tion íT2.19ì 

Hiring of IDB Project manager within 
the PEU (73.5) 



Annex 3 
GUYANA 

Main Road Rehabilitation Project 

Phase 2: Bridge Rehabilitation 

(GY-0026) 

Procurement Plan 

. .  
-q I 

Lots: 1 100 o 

Total: US$1.5 million 

Civil Works 

Lots: 2 100 o 

Total: US$14.7 million 

Fe - llin / ri -e 

Lots: 1 100 o 

Total: US$11 .O million 

Technical Studies 

Lots: 5 100 o 

Total: US$4.2 million 

ICB 

ICB 

ICB 

ICB 

Yes 

Yes 

Yes 

No 

IV/ 1997 
I/1998 

IV/ 1997 
II/ 1998 

IV/ 1998 

I-II/ 1998 

Threshold amounts: goods and services: US$350,000 
civil works: us$1,000,000 
consultancy : us$200,000 
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PROPOSED RESOLUTION 

GUYANA. LOAN /SF-GY TO THE CO-OPERATIVE REPUBLIC OF GUYANA. 
(Main Road Rehabilitation Program, Phase II - Bridge Rehabilitation) 

The Board of Executive Directors 

RESOLVES : 

That the President of the Bank, or such representative as he shall 
designate, is authorized, in the name and on behalf of the Bank, to enter into 
such contract or contracts as may be necessary with the Co-Operative Republic of 
Guyana, as Borrower, for the purpose of granting it a financing to cooperate in 
the execution of the Main Road Rehabilitation Program, Phase II - Bridge 
Rehabilitation. Such financing will be for the amount of up to forty-one million 
United States of America dollars (US$41,000,000) or its equivalent in other 
currencies, except that of Guyana, which are part of the resources of the Fund 
for Special Operations of the Bank, and will be subject to the "Special 
Contractual Conditions" and the "Terms and Financial Conditions" set forth in the 
Executive Summary of the Loan Proposal. 




