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A. INTRODUCTION

1. During the colonial era, the three countries comprising the Economic Community of the

Great Lakes Countries (CEPGL), Burundi, Rwanda and Zaire, were under Belgian

administration.

2. Transport services on Lakes Kivu and Tanganyika, during that period, were provided

by a sole enterprise, the Compagnie des Grands Lacs (CGL).

3. The CGL service on Lake Tanganyika disintegrated subsequent to the independence of

the three countries. Burundi and Zaire shared the Lake Tanganyika fleet whereas the company's

entire fleet on Lake Kivu became the property of Zaire.

4. Both on Lakes Tanganyika and Kivu, CGL shipyards existed solely on the Zairean

coastlines, at Katemie and Bukavu, respectively. Zaire inherited the installations at the time of

the CGL's disintegration.

5. Lacking a shipyard as it did, ARNOLAC, the company established by Burundi to

develop its (Burundi's) share of the fleet, encountered enormous difficulties in the maintenance

and repair of its equipment. This state of affairs, heightened by a persistent shortage of skilled

personnel led to Burundi's poor transport services on L. Tanganyika.

6. Zaire entrusted the development of Lakes Tanganyika and Kivu transport services to the

Societe des Chemins de fer za'irois (SCFZ), a public company responsible for the management

of national railway networks in southern, eastern and northern parts of the country. So

insignificant was the utilization of lake transport in comparison to that of railway transport that

the SNCZ, persistently faced with technical as well as financial problems (maintenance, repair

and replacement of networks and equipment), concentrated on the latter form of transport to the

detriment of the former. Consequently, the quality of lake transport services were far from

satisfactory.

7. Having inherited none of the former CGL assets, Rwanda tried as best it could to

establish water transport services for its side of Lake Kivu. The shortage, or absence of

qualified personnel in the various areas of specialization in the domain of inland waterway

transport (infrastructural supervision and management services, transport and equipment

management enterprises), the inexistence of shipping equipment maintenance and repair facilities

constituted a major stumbling block to the development of satisfactory services.

8. The three CEPGL member countries, thus facing specific major problems in the

development of their inland waterway transport services, sought to restore a merger of their

enterprises and an organization similar to the CGL.

9. Thus, came into being the project for the creation of a joint CEPGL transport venture

on Lakes Kivu and Tanganyika. This project has featured in the work Programme of the

Community's Permanent Executive Secretariat (SEP/CEPGL) that subsequently requested the

ECA/MULPOC-Gisenyi to conduct the feasibility study.



10. The study's terms of reference, which were approved in March 1986 by

ECA/MULPOC and CEPGL authorities, brought the former's complexity to the fore. A

decision was, therefore, made to set up an ad-hoc task force which would, in collaboration with

the SEP/CEPGL and ECA/MULPOC, be responsible for conducting the study and following up

on the project's implementation. The task force, a standing committee of national officials

responsible for transport on Lakes Kivu and Tanganyika (COPTRALAC) was established in May

1986.

11. Just as the study was about to be launched after a lengthy search for funding, new

developments prompted by national policies of liberalization (privatization) and by certain

prerequisites to Structural Adjustment Programmes (SAP) necessitated a review of the already

approved terms of reference.

12. Therefore, in March 1993 the ECA/MULPOC organized, within the framework of

COPTRALAC and in close collaboration with the SEP/CEPGL, a subregional seminar on the

project for the creation of a joint CEPGL transport company to serve Lakes Kivu and

Tanganyika. Item (V) of the recommendation adopted on that occasion called for the

organization of a seminar for the sensitization of potential CEPGL operators interested in

forming a joint-enterprise, in other words selling the CEPGL project idea to private operators.

13. Undoubtedly, the formation of such an enterprise presupposes the conducting of a

feasibility study somewhat similar to the one carried out for the creation of the joint CEPGL

airline. Incidentally, the study for the creation of the joint-airline could be a useful reference

for the conceptualization and realization of an in-depth study to facilitate the creation of a joint

transport company on Lakes Kivu and Tanganyika.

14. If the intricacy of the air-transport is anything to go by, then the study becomes

complex. The decision to undertake it must therefore be taken only when the profitability of the

joint-enterprise can be objectively justified. Profitability in this case is contingent upon a

number of factors. The objective of the present document is to conduct a preliminary analysis

of the major factors with a view, on the one hand, to providing CEPGL operators interested in

the creation of a joint transport venture on Lakes Kivu and Tanganyika with information that

would facilitate an assessment of the expediency of undertaking a complete feasibility study on

such a project. On the other hand, the document aims at defining practical modalities that would

enable the operators to embark on the study, notably the assistance they may expect from the

SEP/CEPGL and ECA/MULPOC through the experience gained from the process of establishing

a joint CEPGL airline.

15. The document comprises two main parts.

16. The first part reviews those factors that would influence the decision to undertake the

feasibility study for the creation of a joint transport enterprise on Lakes Kivu and Tanganyika.

17. The second part formulates practical ways of taking concrete and feasible measures

that would facilitate the implementation of this type of co-operation project within the acceptable

time-frame and resources.
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PART ONE

REVIEW OF THE MAJOR FACTORS DETERMINING THE CREATION

OF A JOINT TRANSPORT VENTURE ON LAKES KIVU AND

TANGANYIKA

1.1 POLITICAL FACTORS

1.1.1 Political instability

18. The riverine states of Lakes Kivu (Rwanda, Zaire) and Tanganyika (Burundi, Tanzania,

Zaire and Zambia) embarked on the democratization process initiated throughout most of Africa

in the late 1980s. .

19. The policies designed to promote the development of liberal national and subregional

economies also furthered private initiative, thereby creating genuine opportunities for the

establishment of joint private transport enterprises on the two lakes.

20. The political changes trigered upheavals whose magnitude varied tremendously in the

five riverine states of the two lakes.

21. Tanzania and Zambia suffered minor social unrest.

22. In Rwanda, the process led to civil war which totally destroyed the country's economic

structure and created a social rift.

23. In Burundi, the process which initially appeared promising ran into enormous social-

political disturbances which persist to this day, seriously crippling the economic structure.

24. The procedures applied in Zaire, having led to the collapse of the economy, plunged

political and institutional organs into a state of perpetual inertia. The state of the economy is

responsible for the current rather tense social climate.

25. Thus, whereas the current political calm in Tanzania and Zambia auger well for the

creation of a joint transport venture to operate on Lakes Tanganyika and Lake Kivu, the serious

socio-political upheavals prevailing in Burundi, Rwanda and Zaire (three CEPGL and COMESA

member countries) might for now impede such initiatives.

1.1.2 Integration policies

26. Of the five riparian countries of Lakes Kivu and Tanganyika, only Tanzania possesses

an adequate maritime outlet.



27. Zaire, with a mere 40 km of coastline for a territory of 2,344,000 km2 is partly

landlocked. Burundi, Rwanda and Zambia are completely landlocked.

28. This situation which stunts the development of the economies of the four countries

explains the particular importance that they attach to integration policies. Burundi, Rwanda and

Zaire united to form the CEPGL which is currently faced with major problems such as

occasional loss of faith between member countries, generally sparked off by the socio-political

crises mentioned earlier. While it remains in existence, the CEPGL is nevertheless unable to

effectively pursue activities pertaining to the implementation of its basic objectives.

29. Rwanda and Burundi belong to the KBO. The organization, which suffered heavily

from the civil wars in Rwanda, is struggling to recover its operating resources. For now, it is

operating dead slow.

30. Burundi, Rwanda and Zaire are signatories to the North Corridor Transit Transport

Agreement.

31. Lakes Kivu and Tanganyika, situated at the end of the corridor, benefit only marginally

from the agreement, and even less following the considerable decline of transit transport

activities at present.

32. The five riverine countries of the two lakes are members of COMESA which, like the

above mentioned intergovernmental organizations albeit to a lesser degree, is faced with

difficulties related to the enforcement of its integration policies.

33. The IGOs, which are preferential frameworks for the promotion of such integration

policies as the establishment of a joint venture for transport on the two lakes do not currently

have adequate capacities for intervention.

34. This handicap generally makes it take excessively long to implement integration policies,

notably projects for the specific pursuit of such policies.

1.1.2 The political context and the proposed establishment of a joint private

transport enterprise on Lakes Kivu and Tanganyika

35. A peaceful political environment is indispensable for the promotion of such a project.

This means that political and social peace must be resotred in the three CEPGL countries. In

the mean time, however, measures should be initiated to develop the project.

36. To facilitate such action, appropriate consultative framework should be instituted.

Although the IGOs to which the riparian states of the two lakes belong might all be helpful in

instituting consultations, the problems crippling them must first be solved. With regard to the

project for the creation of a joint transport venture on the two lakes, interested operators need



to be identified and provided with a forum for sharing ideas on the project and discussing how

it might practically be implemented.

1.2 ECONOMIC FACTORS

1.2.1 Macro-economic situations

37. The positive correlation between the major macro-economic indicators, notably the

GDP/GNP ratio and transport activities, irrespective of their mode, is a well known fact.

38. An overall slump in these indicators in Burundi, Rwanda and Zaire1 due to socio

political turmoil has led to the current slow-down of transport activities.

39. Nevertheless, Burundi's transit traffic on Lake Tanganyika has maintained its tempo,

and indeed improved owing to the transfer, to this lake, of Burundi's transit transport activities

via the North Corridor (which has been paralysed by the civil war in Rwanda).

40. Rwanda has altogether suspended its transport activities on Lake Kivu for security

reasons.

41. Zaire's transit traffic, both international and domestic, declined considerably by 50 to

70 per cent.

42. Tanzania's and Zambia's more favourable macro-economic conditions have hardly had

any positive impact on transport on Lake Tanganyika owing to the insignificant demand for

transport between the two countries.

43. Since over 80 per cent of the transport activities on Lakes Kivu and Tanganyika are

generated by Burundi, Rwanda and Zaire, the serious decline in the macro-economic situations

of the three countries now portends that transport activities on both lakes will stagnate.

1.2.2 Transport demand

(a) Lake Tanganyika

44. Demand for transport on Lake Tanganyika is entirely dominated by Burundi's

international transit transport, due especially to the unprecedented slump in Zaire's activities on

the two lakes.

45. The situation indicates a highly skewed perception of the role of transport services on

Lake Tanganyika.



46. Whereas the economy of Burundi is heavily dependent on the efficiency of this transport

system, those of the other riverine States are much less dependent, regardless of future

developments in their respective levels of transport demand. In fact, there is every likelihood

that once the economy of Zaire is back to normal, the country's transport activities on Lake

Tanganyika may easily equal or indeed surpass Burundi's.

47. Such a prospect in no way alters the special importance that Burundi attaches to the role

of transport activities on the lake. Stated differently, for Burundi the volume of the demand

does not constitute the basic criterion that standard techniques for the running of transport

services require.

48. Another peculiarity of the demand for transport on Lake Tanganyika derives from the

highly remarkable structural imbalance of the traffic and particularly the dominant traffic (96 per

cent of Burundi's transit traffic is destined for Bujumbura yet merely 3.4 per cent departs from

this port - Table 3 of document ECA/GSY/MUL/CIE/III/26-a - Theme 1). Thus, the structure

of the transport demand on Lake Tanganyika involves perpetually empty vessels. To optimize

the management of this operation, it is imperative for the enterprise to establish close links with

the port of departure having the greatest share of traffic in order mainly to be better informed

about transport market developments. This would contribute to the reduction of staff

expenditure (allowances for vessel crews).

49. Based on 1994 data (Table 3 cited above), of the 206,000 tons of cargo off-loaded at

the port of Bujumbura, 149 544 tons (... per cent) were shipped from Kigoma, 39 349 tons (...

per cent) from Mpulungu and 17 108 tons (... per cent) from Kalemie/Kabimba. The enterprise

should be established at Kigoma or at least Mpulungu.

(a) Lake Kivu

50. The demand for transport on Lake Kivu differs in nature from that concerning Lake

Tanganyika: the volume of traffic is considerably lower, the difference in the tonnage of cargo

shipped from the various ports is not remarkable. However, there still is a difference between

transport activities on Rwanda's territorial waters and those on the Zairean part of the lake. The

transport need is polarized into demand involving Rwanda and that concerning Zaire.

51. The polarization of the market can hardly promote private initiatives for the

development of transport services on Lake Kivu.

(c) Current degree of demand and its pattern

52. The current level of overall need for transport on the two lakes is estimated at

approximately 500,000 tons/year, 400,000 tons being the proportion for Lake Tanganyika

(230,000 tons for Burundi, 80,000 tons for Zaire, 70,000 for Tanzania and 20,000 for Zambia).

This estimate covers domestic and inter-state traffic as well as transit transportation of goods.
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53. The economic potential of the regions bordering the two lakes notably parts of Burundi,

Rwanda, Tanzania and Zaire would have generated greater need for transport were it not for the

impediments attributed to socio-political upheavals afflicting the three riparian countries that are

the principal sources of traffic (Burundi, Rwanda and Zaire take up approximately 80 per cent

of the two lakes' traffic on average).

54. The importance to the three CEPGL of the proportion of transport demand on the two

lakes implies that all projections of the pattern in the demand are fundamentally based on

variations of this need to be expected from the three countries.

55. There is no model of projection that is applicable to situations characterized by the

socio-political turmoil and enormous economic crises that have prevailed in these countries for

years.

56. Subject to the normalization of prevailing socio-political and economic situations, a sine

qua non for economic recovery, a realistic approach would be to double the volume of traffic

on the two lakes by the year 2005 (see document ECA/GSY/MUL/CIE/III/10 - Study on

subregional cooperation among CEPGL member countries and other coastal States in the area

of maintenance and buoyage of the navigable waterways of Lakes Kivu and Tanganyika).

57. The projection for the overall traffic on the two lakes would then be approximately

1,000,000 tons/year.

1.2.3 Transport supply

58. The in-depth analysis of the transport supply on the two lakes, with regard to its

capacity to respond to the need is presented in document ECA/GSY/MUL/CIE/HI/26 - a.

59. The issue dealt with below involves the identification and analysis, through

questionnaires on the supply notably by enterprises currently operating on the two lakes, of basic

characteristics of the supply that might impact on decisions concerning the project for the

restructuring of transport services on the two lakes.

(a) Legal status of transport enterprises on the two lakes

(i) Small shipping enterprise

60. In the coastal states of the two lakes, trade related to transport by small boats is

conducted by private operators for whom transport activities essentially serve as support to

commercial activities. Own- account shipping prevails in this category whose operations are

external to the technical framework of relevant national authorities.
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(ii) Medium-sized shipping company

61. The operation of average-sized vessels is carried out in Burundi (particularly) and Zaire

by private family businesses (private limited liability companies). Often, such companies have

no more than technical equipment which, though in good condition, is very limited (one or two

units) and has very specific capacity. In Rwanda such business was managed by a public

enterprise which at the time of this study was being restructured, ONATRACOM. Average

sized vessels neither operate in Tanzania nor Zambia.

62. Burundi, Tanzania and Zaire each have a shipping company of industrial capacity.

63. In Burundi, ARNOLAC has the status of a private company. ARNOLAC exclusively

operates inland on waterway shipping.

64. Regarding Tanzania, it is the Tanzanian Railways Corporation (TRC) that provides

shipping services on Lake Tanganyika.

65. The TRC is a public enterprise involved in a myriad of activities including the

management of national railways and harbours, inland shipping and shipyards on all of

Tanzania's navigable inland waterways.

66. In Zaire, industrial shipping operating on Lakes Kivu and Tanganyika is incorporated

into the activities of the Societe des Chemins des fer de TEST (SFE), a public enterprise

undergoing restructurization. The institutional reform brought about the privatization of railway

management services. The Society Interregionale Zairoise du Rail (SIZARAIL), set up in 1995,

is responsible for the management. SIZARAIL is however, not involved in the management of

shipping operations on Lakes Kivu and Tanganyika. The SFE, which retains ownership of

railway assets, created a venture, the Direction Generate des Transports Lacustres (DGTL) based

in Bukavu to manage such operations. Thus, the management of Zaire's industrial shipping

activities on the two lakes are the direct responsibility of the DGTL which derives the legal

status of a public enterprise from its relationship with the SFE. Efforts are under way to

privatize the management of inland shipping operations through the creation of a company

similar to SIZARAIL (probably to be called SIZALAC). On completion of the project,

SIZALAC would take charge of the management of Zaire's inland ports, fleet and shipyards on

the two lakes, assets that remain the property of the SFE.

67. The foregoing indicates that the companies currently operating on the two lakes fit a

broad range of legal statuses and frameworks of private operation: own-account operators

(traders - cum - transport operators using small vessels), private operators working for a third

party and whose activities are confined to inland shipping (medium-sized vessels in Burundi and

Zaire), public enterprises that combine a myriad of transport activities as is the case in Rwanda

(road transport and inland shipping under the responsibility of ONATRACOM) or in Tanzania

(the TRC responsible for railway transport and inland shipping operations as well as the

management of inland ports and shipyards), industrial shipping operated by a public concern



(current DGTL situation) or by a privatized management company that incorporates transport

services into port and shipyard operations (SIZALAC formula in the making).

(b) management systems and capacities of transport enterprises on the two lakes

68. None of the enterprises involved in small-scale shipping activities has a management

structure for its transport operations. Most of these operators, who for the most part operate

their own activities to provide support to their main concerns, trade, are unable to establish the

profitability of their transport initiatives. They are fully convinced that reliance on activities that

they have no control over is inconsistent with the smooth running of their trading operations.

69. The profitability of their transport operations is not a source of concern. They thus

object strongly to any effort to disabuse them of the conviction that operating their own transport

services guarantees the viability of their trading activities.

70. The management structures of medium shipping enterprises, which are mainly family

concerns, are very rudimentary. They do not carry out anything more complex than simple

accounting of expenditures and revenues. None of them can establish the cost of a trip made

by their units on the basis of the various factors that determine costing. They passively apply

tariffs used by industrial shipping enterprises. This greatly minimizes their opportunity to

compete freely. Owing to their family-oriented systems of management, the medium enterprises'

status as family property is inalienable. They will freely deal with any organization that does

not challenge this one condition that they consider fundamental.

71. The management system of industrial shipping companies is more advanced. It,

however, does not enable them to conduct a thorough analysis or sustainable follow-up of their

operations. Generally, it involves overall accounts data which are calculated on the basis of

annual averages serving as reference to check the validity of tariffs. The rather restricted

management capacity makes these enterprises rather weary of rival companies with which they

have a precarious relationship. Under the circumstance, efforts to restructure the system are

viewed in terms of appropriation rather than as possible solutions to the improvement of the

efficiency of transport services.

72. Their management system having failed at every level, transport operations on the two

lakes have succumbed to mutual suspicion, thereby creating an unfavourable environment for

the introduction of actions geared toward restructuring the system. Operators view such actions

as being inconsistent with the interests of their enterprises and, more to the point, as leading

ultimately to their loss of control over the ventures.

(c) Operational equipment used by transport enterprises on the two lakes

73. One of the objectives of efforts to restructure transport ventures on the two lakes is the

adaptation of the supply capacity to the transport need.
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74. The study on the operational system of the transport market on the two lakes points to

a perceptible surplus in the supply capacity. There is, therefore, no room for the creation, in

the near future, of a new enterprise irrespective of its status (joint-venture or others), whose

impact would be the aggravation of the existing imbalance between the supply and demand in

general.

75. Within this context, possible efforts in the area of restructurization should be restricted

to the reorganization of enterprises already serving the two lakes with the exception of Rwanda

where conditions been have totally altered following the upheavals that rocked the country. In

order to undertake such a project, several factors pertaining to the technical nature of the

equipment in use have to be carefully considered, notably:

the equipment's state of disrepair:

76. Restructuring ventures that operate with obsolete equipment or equipment in a state of

disrepair without providing for a specific programme for the repair and acquisition of

appropriate material in no way guarantees the achievement of the objective sought. The

equipment operating on the two lakes, particularly that used by large ventures is, by and large,

obsolete and in an advanced state of disrepair.

Incongruity of capacities and diversification of equipment:

77. Small ventures own self-propelled barges with limited capacity (2 to 50 tons), that are

made by craftsmen (from metal or wood) and often with an outboard motor using petrol.

78. Medium-sized enterprises use vessels whose capacity ranges from 100 to 1,200 tons,

these are almost exclusively self-propelled boats that are specially made for the transportation

of dry, non-containerized goods.

79. Despite the fact that it is in a state of disrepair, the equipment belonging to large

enterprises is more versatile and better adapted to shipping. ARNOLAC owns self-propelled

boats for the transportation of dry goods (hardly used), barges modified for the shipping of

general merchandize, petroleum products as well as a container carrier. The TRC has three self-

propelled vessels two of which are mixed, for passengers and the transportation of general

merchandize and one for petroleum products. The SGTL has self-propelled barges and boats

modified for dry merchandize shipping, petroleum barges and specialized passenger vessels.

The equipment's capacity ranges from 200 to 1,700 tons.

80. Self-propelled barges are rather unadapted to transport operations characterized by

incongruent structures. Thus, so long as the medium-sized ventures operating on the two lakes

use only self-propelled vessels solely designed for the transportation of dry goods, efforts to

restructure the ventures with a view to merging them will, unless supported by attempts to

diversify (container - carriers, passenger transportation vessels, units for the shipping of
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petroleum products), run the risk of heightening the inappropriateness for the ventures'

operational equipment for the traffic.

(d) Sizes of enterprises providing transport on the two lakes

81. The supply capacity and the proportion of the market acquired are the two principal

indicators that can serve as reference in determining the current size of transport ventures

operating on the two lakes.

82. The little shipping businesses that operate on a separate market that is of no interest to

other categories of ventures comprise marginally sized but comparable transport operators.

From this standpoint, the restructurization of this category of entrepreneur is conceivable.

83. To a certain extent, medium-sized and industrial shipping concerns directly compete

with each other (tariffing excluded) on the same segment of the market. Each of the large

enterprises on the two lakes (ARNOLAC, TRC, SGTL) supplies at least 80 per cent of the

national transport capacity on the lakes and captures at least 80 per cent of the overall traffic.

Restructurization seeking collaboration between even two of these enterprises particularly

between ARNOLAC and SGTL is tantamount to monopoly and would reduce the other ventures

to ghost operations condemned to perish.

84. Nevertheless, on closer look at their size, medium-sized shipping ventures operating on

the two lakes are comparable to each other and are basically affected by competition in the same

manner as large ventures. Accordingly, establishing collaboration among them would be more

rational if they perceived it, above all, as concerted and necessary actions seeking to neutralize

the dominance of large enterprises and institute more liberal and equitable competition among

shipping operators on Lakes Kivu and Tanganyika.

(c) Supply with the prospect of increasing demand for transport on the two lakes

85. As has already been stressed, this prospect is above all, contingent upon the

normalization of situations in riparian States that have been distabilized by socio-economic
problems.

86. The assumption is that the traffic will double by the year 2005.

87. Within this context, the arrival of new enterprises, notably joint-enterprises, on the

market would be conceivable. It would nevertheless be determined by the capacity or lack

thereof of the existing ventures to adapt their management systems and equipment to the dictates

of the services required.
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88. Thus, if the current trend, notably among large ventures and to a lesser extent among

medium-sized ones, to pay little heed to the need for the replacement and modernization of

transport equipment were to persist, then the creation of more dynamic and efficacious joint -

transport ventures would have to be encouraged and would be imperative by the year 2000.

There is need, therefore, to initiate, in the next two years, appropriate measures based on the

evaluation of concrete actions that existing ventures will have taken to adapt their operational

means to user needs.

1.2.4 Monetary factors

89. The problems that arise here (monetary inequality, exchange rates and controls,

compensation, capital circulation ...) primarily result from national monetary policies of the

coastal States. At play here are factors that are out of the control of transport operators serving

the two navigable waterways.

90. With regard to this matter, however, the operators stand to enjoy the major benefits that

membership of the five riverine countries to the same subregional economic entity, COMESA,

can procure for them. Provisions of the institution's Treaty concerning monetary and financial

cooperation, in effect stipulate in article 73 that Member States should pledge until such a time

that a joint - central bank is established, to settle all payments concerning all transactions in

goods and services within the common Market through a clearing-house. The institution has

been established and is already operational.

1.3 INSTITUTIONAL FACTORS

1.3.1 The situation at subregional level

(a) Subregional institutional mechanisms responsible for inland waterway navigation

(i) CEPGL mechanism

91. As a follow-up on the implementation of the CEPGL inland waterway navigation

programme, particularly the project for the creation of a joint-company on Lakes Kivu and

Tanganyika, the CEPGL, propelled by the Gisenyi-MULPOC, established the Standing

committee of national officials responsible for transport on Lakes Kivu and Tanganyika (whose

acronym is COPTRALAC).

92. Since its inception in May 1986, COPTRALAC, while dealing within the framework

of seminars and its meetings, with the modalities for the set-up of a joint-company, devoted

greater attention to technical problems demanding more urgent solutions. Buoyage and

restoration of the lowest water level of Lake Kivu, as well as the dredging of CEPGL ports on

Lake Tanganyika were included among priority areas. In-depth review of these two issues was

assigned to two specific Task forces: the task force on buoyage whose efforts culminated in the

joint implementation of operations for the buoyage and restoration of the lowest water level of
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Lake Kivu, and the task force on dredging which helped undertake pre-dredging hydrographic

studies and surveys of Lake Kivu ports. The two Task forces operated efficaciously. In spite

of its importance, a task force on the merging of transport ventures on the two lakes and

responsible for organizing consultations necessary for the establishment of a joint-venture has

to-date not been set up. In the case of COPIC (Standing committee on air transport), discussions

and contacts maintained among national airline officials as well as direct involvement of these

airlines substantially contributed to the satisfactory realization of the feasibility study on the

creation of a joint CEPGL airline. It is difficult to initiate cooperation among enterprises that

do not know each other or indeed harbour a degree of mistrust toward each other.

(ii) COMESA Mechanism

93. The technical standing committee on Lake Tanganyika was created in November 1990

on the recommendation of the COMESA (then PTA) Council of Ministers. The committee held

its first meeting in June 1995, its agenda involving the review of the items cited below (see

COMESA document, 2 AM/COM/OPTC/TCD/1/3 - Report on the first meeting of the Technical

standing committee on Lake Tanganyika).

pollution prevention and environmental protection;

communications;

search and rescue;

meteorological services;

ports and port infrastructures;

human resource development.

94. Generally speaking, these immediate concerns overlap those of COPTRALAC whose

programme covering security, standardization of inland waterway navigation regulations,

communications (agreement in principle for the funding of the project) ports (dredging) and

human resource development (identification of CEPGL training facilities in the area of inland

waterway navigation) is in a more advanced stage of implementation. Nevertheless, attempts

to bring the two committees together have so far achieved nothing more than exchanges of

correspondence.

(b) Community agreements on inland waterway shipping

95. The framework of COMESA cooperation in the area of inland waterway shipping is

defined in article 89 of the institution's Treaty.

96. Concerning the coordination of transport service operations,

Subparagraph (h) of the same article stipulates that member States sharing common

navigable waterways should, whenever possible, promote cooperation

amongst themselves by undertaking joint projects on inland waterway

shipping, notably through the creation ofjoint boat transport services.
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97. Although these concerns are not as officially and explicitly provided for in the

fundamental provisions adopted by the CEPGL, coordination of transport services on Lakes

Tanganyika and Kivu with a view to instituting an integrated system of operation (joint-company)

has always been one of the community's priorities concerning inland waterway shipping, notably

in view of its importance to subregional integration and the opening up of the community (both

domestically and externally).

00 Legal framework for the establishment of private multinational
ventures

98. The CEPGL convention on the free movement of businessmen, capital, goods and

services as well as the draft constitution for joint and community enterprises that was to be

ratified define, within the community, modalities for the establishment of private joint enterprises

or enterprises under the control of public authorities of member States.

99. Within COMESA, only the industrial sector was subjected to institutional measures

specifically stipulated for the creation and operation of multi-national enterprises in item (b) of

article 101 of the Treaty. The stipulation's protocol of application will facilitate, within this

domain, the definition of guidelines on the creation of such enterprises. There will be need to

envisage the guidelines' expansion to cover transport enterprises in a similar manner to what was

designed for the CEPGL and to ensure their applicability both with regard to public multinational

ventures and para-statal and particularly private ones.

(iii) Legal frameworks of transit transport

100. The study on the system of operation of the transport market on the two lakes

(document ECA/GSY/MUL/CIE/III/26-a) indicates that over 80 per cent of the traffic on the

two lakes follows the circuits used by international transit transport.

101. It is, therefore, imperative for enterprises or joint-ventures operating or keen on

operating on the two lakes to learn about subregional institutional measures that regulate transit
transport operations.

102. No provision specifically concerning transit transport on the two lakes appears in

CEPGL institutional texts. Extending the CEPGL agreement on road transit transport to cover

inland waterway navigation creates problems. However, the three CEPGL member States are

signatories to the North Corridor Transit Transport Agreement which covers transport on the

navigable waterways network of this Corridor.

103. Annex I of the COMESA Treaty is entitled "Protocol on transit trade and transit

facilities". The protocol applies to all modes of road transport.
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104. However, the regulation on insurance and civil responsibility as defined in the Protocol

in Annex II of the Treaty only applies to road transport.

(c) Advisory frameworks for the operation of transport services on the two lakes

(i) Advisory commissions

105. Primarily there are two forms of these:

Bilateral inter-State advisory commissions: Burundi-Tanzania or Tanzania-

Zambia commission. The decisions made by Ministers responsible for inland

waterway shipping on the proposal of riperian experts, are binding to States

involved with the commissions, whose poor performance could be attributed

to the absence of joint mechanisms for the enforcement of decisions.

The tripartite advisory commission responsible for large transport enterprises

operating on Lake Tanganyika (ARNOLAC/TRC/SNCZ now known as

DGTL): this commission's areas of expertise tend primarily toward transport

service development, especially related cooperation among these enterprises.

Only the enterprises are bound by decisions made by the commission and such

decisions are rarely anything more than expressed wishes that are not followed

by action.

(ii) Bilateral convention on shipping operations on Lake Tanganyika

106. For the management of shipping operations on Lake Tanganyika, the two major

enterprises (80 per cent of the market or more) viz ARNOLAC and SNCZ/DGTL adopted a

convention for collaboration and mutual assistance. This convention defines:

Services that the two enterprises can exchange;

Transfer of cargo by one enterprise or the other;

Responsibility and remuneration for service delivery;

Mutual assistance in the area of rescue and the repair of units.

107. The enforcement of the convention's stipulations is the responsibility of the two

enterprises whose sole course of action in the event of contravention of the stipulations is to seek

amicable arbitration.
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1.3.2 The situation at national level

A. National policies for the liberalization/privatization of the transport sector and

the complementarity of activities

108. Within the framework of their own transport sector development programmes and/or

subsequent to the initiation of Structural Adjustment Programmes, coastal states support each

other with regard to policies for restructuring and privatising of transport operations on the two

lakes.

109. With regard to Burundi, which achieved the most impressive progress in this area, the

policies culminated in:

The separation of port operations from transport services;

The integral privatization of the management of both operations through the

creation of the Societe d'Exploitation du Port de Bujumbura (EPB) and

implementation of a programme liberalizing access to the inland waterway

shipping trade which is currently operated exclusively by private ventures;

Maintaining the management of inland waterway shipping infructures under the

responsibility of the government.

110. Concerning Rwanda and Zambia: the government still manages port infrastructures

concurrently with the operation of transport services in direct competition with private ventures.

Efforts are under way to privatize the management of transport operations and this may or may

not include port management. The management of shipping infructures is the responsibility of

public authorities.

111. For Tanzania and Zaire the rather sluggishly initiated policies of restructurization have

not been fully implemented. Officially, management of inland waterway shipping including

transport service operations, port and shipyard services are still the responsibility of public

authorities, which are at the same time responsible for the management of railway transport

whose network is connected to the waterways. The system involving a multiplicity of activities,

which persistently over-burdens management operations, is inconsistent with inland waterway

shipping that is treated as a secondary activity for which the allocation of funds for operations

and particularly for investment is often accepted on the basis of budgetary balances.

112. Past experience indicates that assigning port management together with shipping

management to one of the transport ventures gives that venture the opportunity to manipulate to

its advantage conditions of competition on the transport market. In Zaire such a situation

encouraged the development or rather the proliferation of private berthing facilities and

shipyards. That is one of the major reasons that compelled Burundi and Rwanda to install their

own shipyards inspite of the under-utilization that characterizes existing shipyards (TRC
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shipyards in Kigoma and the SGTL shipyard in Kalemie on Lake Tanganyika, the SGTL

shipyard at Bukavu on Lake Kivu).

113. Efforts aimed at separating the management of the three principal, commercial

operations of inland waterway shipping (transport services, port operations and shipyard

services) feature among the various institutional measures initiated with the view to rationally

restructuring transport ventures on Lakes Kivu and Tanganyika.

(b) National legislation of inland waterway shipping

114. Each of the five riparian states on the two lakes has its own national legislation

regulating inland waterway shipping. Such legislation is often a legacy from the colonial area.

Burundi alone has revised its legislation the draft of which is in the process of being adopted by

the country's relevant authorities.

115. Economic transport operators on the two lakes consider the differences between national

instruments regulating inland waterway shipping as a major impediment to smooth running of

their enterprises.

116. Within the CEPGL, COPTRALAC collaborating directly with MULPOC and the

CEPGL initiated a project aimed at standardizing inland waterway shipping regulations. A draft

of the regulations was prepared, however the text failed to incorporate the concerns of the two

other riparian states on the issue.

117. Concerning COMESA, the formulation of standardized legislation on inland waterway

shipping is considered as a priority activity of the Technical Standing Committee on Lake

Tanganyika.

118. The two draft documents should be revised and incorporated into one text that should

cover the entire COMESA/CEPGL inland waterway shipping system of the Great Lakes

countries. The text should, if need be, have specific provisions for each component (lake, river)

of the sectioned network of the system.

1.4 Advantages and disadvantages of creating joint - ventures

119. Advantages and disadvantages of any project that seeks to merge transport enterprises

and/or establish collaboration between the latter are well known. Numerous related studies have

been conducted, notably feasibility studies. The survey on the creation of the joint - CEPGL

airline for example made an in-depth analysis of these issues. These issues will likewise be

thoroughly studied when the decision is made to examine closely the creation of joint transport

ventures or promote some form of cooperation among transport operators on Lakes Kivu and

Tanganyika.
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120. This text will, therefore, be confined to a brief overview of the major advantages and

disadvantages of establishing a joint transport venture with specific reference to Lakes Kivu and

Tanganyika.

1.4.1 Main advantages

(a) Modernization and diversification of equipment

121. There is urgent need for modernization programmes owing to the general state of

disrepair of the equipment used on the two lakes. Diversification of equipment used by medium-

sized transport operators has been identified as one of the factors that would guarantee their

competitiveness with large ventures. Modernization and diversification of equipment calls for

substantial investment which a medium-sized enterprise acting single - handedly cannot afford.

However, such investment expenses can be shared by partners of a more rationally structured

unit.

(b) Distribution of enterprise management tasks

122. All in all, medium-sized ventures operating on the two lakes are afflicted with

difficulties remiscent of their management systems. Their efficiency and, particularly, their

competitiveness are substantially curtailed. Merging these companies into a joint-venture would

help concert efforts to solve management problems, thereby facilitating the acquisition of a

rational and relevant management instrument.

(c) Access to credit

123. A company's efficiency improves its profitability which constitutes one of the basic

criteria for access to loans. Inasmuch as the merging of medium-sized enterprises into a joint-

venture facilitates overall performance, it will increase and guarantee access to credits that are

essential for funding the enterprise's large operations (acquisition of equipment, modernization

of the management system ....).

(d) Commercial risk sharing

124. Regarding shipping activities on the two lakes, the two major factors that constitute

Commercial risk are decreases in the demand and competition pressure.

125. The recession, as well as protracted socio-economic problems often impact on the

demand and lead, among other things, to costly disuse of equipment (current DGTL situation).

However, better structured companies such as ARNOLAC or DGTL could organize themselves

in order to modify conditions of competition in their favour. By virtue of the means at their

disposal, they are better able to undertake such action, for example through efforts to modernize,

adapt and diversify equipment, which would otherwise lead, as is the case with the equipment

operated by less endowed rival companies, to premature deterioration.
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(e) Better adaptation of available capacity

126. Adaptation of available capacity depends on two requirements: adaptation with regard

to volume/tonnage of the demand (available capacity) and adaptation in terms of structure (nature

of goods) of demand (specialization of equipment).

127. Better coordinated use of equipment pooled within a merger as well as greater prospects

for diversification of equipment within this framework leads to more optimal adaptation of the

available capacity.

(f) Improved competitiveness

128. A transport company's competitiveness is contingent upon the efficiency of the services

it provides. The aforementioned advantages which are expected of merged transport enterprises

operating on the two lakes are consistent with the improved competitiveness of the resultant

merger.

1.4.2 Major problems

129. In addition to traditional factors unrelated to inland waterway shipping that militate

against the merging of enterprises, such as political and monetary factors and factors related to

institutional inadequacies, the following major problems that specifically concern transport

operators on the two lakes will be discussed:

(a) Lack of diversification of equipment operated bv enterprises likely to be

merged

130. As already pointed out (item 1.2.3), efforts to improve conditions of competition in the

area of transport on Lakes Kivu and Tanganyika target the merging of medium-sized ventures

currently operating there. Such a merger should also be based on relevant diversification (with

regard to traffic structure) of operating equipment that each partner of the merger will

contribute. It so happens that at the present all partners have the same transport equipment: self-

propelled barges for the transportation of dry merchandize. In the absence of a solid programme

for the diversification of equipment, any merger envisaged losses its impact, and its forcefulness

in handling competition could compromise its viability.

(b) Conflicts of interest among enterprises likely to be merged

131. As regards their legal status, the companies in question are almost exclusively family

enterprises (under the responsibility of individuals) considered, not only as instruments of

production but more importantly as family heritage with a lot of sentimental value. Within this

context, a merger viewed as partial or indeed total appropriation of family inheritance runs up

against considerable resistance.
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PART TWO

2. JOINT ENTERPRISES AND OTHER FORMS OF COOPERATION FOR

IMPROVED PERFORMANCEOF TRANSPORT OPERATIONS ON LAKES

KIVU AND TANGANYIKA

2.1 Joint Transport Enterprise to serve the two Lakes in the short run

132. It would appear that in terms not only of the overall nominal capacity but also with

regard to the overall technical capacity available on the two lakes, the supply far exceeds the

demand for transport, particularly in relation to prospects for optimal use of equipment:

a turnaround taking an average of four days on the Bujumbura-Kigoma,

Bujumbura-Kalemie, Kigoma-Kalemie line (two days at each port, two nights

of navigation), that is 75 turnarounds for 300 days of annual unit operation;

a turnaround taking an average of six days on the Bujumbura-Mpulungu,

Kigoma-Mpulungu and Kalemie-Mpulungu (2 days of navigation, 2 days

respectively at each port). This annually correspondents to 300 days of

operations.

133. Comparing these nautical data to results achieved by units operating on Lake

Tanganyika in 1994, it transpires that:

- the MV Bwiza which achieved the best performance on the Bujumbura-Kigoma

line, only managed 33 turnarounds which correspond to a mere 44 per cent of

the optimal number of turnarounds;

the MV Baza achieved the best results on the Bujumbura-Mpulungu line with

12 turnarounds to Mpulungu and 10 turnarounds to Kigoma which is equivalent

to 7 turnarounds to Mpulungu, in other words 19 turnarounds on the

Bujumbura-Mpulungu line. This still boils down to less than 20 per cent of the

optimal number of turnarounds.

134. Unequivocally this leads to the conclusion that the creation of a new enterprise

irrespective of its form (for instance joint-venture), in addition to those already operating on the

two lakes, aggravates the surplus of the supply capacity and encourages the development of

counterproductive competition that is prejudicial to the interests of all the enterprises operating

on the lakes as well as the users and the states concerned, Burundi in particular.

135. Under the circumstances, restructuring of the project in the immediate future concerns

existing enterprises and more specifically medium-sized enterprises, for reasons cited in part

one.
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2.1.1 Promotion of the joint venture project within the—£JE
(CQMESAVCQPTRALAC (CEPOU framework

136. Economic restructuring of transport enterprises currently operating on the two lakes,
as has been demonstrated, revolves around the operations of medium-sized enterprises which

may be of the same nationality (medium-sized Burundian or Zairean ventures) or different

nationalities (Burundian-ZaTrean for instance).

137. Regarding enterprises that may be involved in the merger, there is urgent need to

resolve the major impediments (reviewed in the preceding chapter), to the realization of this

objective.

138. The approach proposed for this is that adopted within the framework of the CEPGL

project for the creation of a joint airline, and which facilitated the reduction over a reasonable

time-lapse, of conflicts of interests among the airlines concerned.

139. The approach calls for the constitution, in the shortest time, of an ad hoc working

group that brings together officials of the ventures concerned within COMESA's Technical

Standing Committee for transport on Lake Tanganiyka (involvement of all the coastal countries

of two lakes assured), or in the event that this is impossible, within COPTRALAC (involvement

limited to states members of the CEPGL).

140. The COMESA secretariat and that of the CEPGL should, with the collaboration of

MULPOC, exert their efforts to identify (if possible within the context of the seminar) the

enterprises and set down the modalities for the ad-hoc working group's meeting.

141. This is the framework within which it will be possible to combine, in a rational and

solid manner, respective interests and subsequently to formulate a feasibility study on the

merging of the enterprises. Any restructuring undertaken, without involving the enterprises

concerned in consultations and sensitization on the project and in its implementation, has little

chance of success.

142. In the course of such consultations the CEPGL Secretariat gained, through tangible

results achieved within the contexts of COP1C (air transport) and COPTRALAC (inland

waterway transport), concrete experience that could be gainfully shared with the COMESA
Secretariat for the rational definition and distribution of the respective roles of the two

organizations, without losing sight of the need to harmonize their activities.

143. Thus, adoption, within the framework of the seminar, of specific and practical

guidelines for the formation within the CTP (COMESA)/COPTRALAC (CEPGL), of an ad hoc

working group that promptly brings together officials of transport enterprises on the two lakes,

is consistent with the approach for the implementation of the joint venture project likely to

facilitate the improvement of the enterprises concerned (improvement of productivity and

profitability) and of transport operations on the two lakes (improved quality at lower costs).
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2.1.2 Other Possible Frameworks for the Promotion of Joint-enterprise Projects

(a) Professional associations for inland waterway shipping on the two lakes

144. Transport business professional associations such as the Association des Armateurs du

Lac. Tanganyika (ARSALAT) in Burundi, Association des Armateurs du Lac Tanganyika

(AALTA) in Zaire (Uvira) and Association des Armateurs du Lac Kivu (ASALAK) in Zaire

(Bukavu) have been set up through the initiative of the transport enterprises.

ASALAT IN BURUNDI

145. ASALAT is a non-profit making association open to shippers in Burundi, membership

to which might be extended to non-Burundian shippers operating on Lake Tanganyika (article

1 of the constitution).

146. Article 3 of its constitution stipulates that the goals of the Association are:

the protection of shippers' interests by dealing with the authorities on matters

of direct or indirect interest to the Association;

the creation of a forum for dialogue and consultation between the various

shippers, with the primary objective of consolidating the latter's collaboration

and protecting their interests more effectively;

the definition of the shipping profession's ethics and their enforcement, in

order to ensure morality, seriousness, mutual remunerable assistance at sea.

147. Section 2 of the constitution defines ASALAT's executive organs, which include:

the General Assembly which defines the Association's general orientation,

decides either on its own initiative or upon the request of the authorities all the

recommendations to be made to the latter with regard to legislative or

regulatory measures governing the profession (article 13).

the Executive Committee, comprising two members appointed for a two-year

tenure by the General Assembly is the Association's management organ. It is

primarily responsible for: the formulation for the attention of General

Assembly, of all decisions and actions that are contingent upon the Assembly;

the management of the Association's property, its representation both legal and

with regard to third parties; the preparation of admission forms for new

shippers joining the Association; the formulation of rules of procedure (article

22).
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148. The ASALAT derives its resources from members' subscriptions as well as from

donations and legacies from any individual or legal entities interested in the Association (article

26).

149. The three medium-sized Burundian transport ventures operating on Lake Tanganyika

(BATRALAC, SOTRALCA and TANGANYIKA TRANSPORT) as well as the industrial

transport company, ARNOLAC, are current members of ASALAT. ARNOLAC presides over

the Association.

150. The Association's principal activities at present revolve around the revision and adoption

of common transport tariffs that it publishes in the form of notices to the public. The last

revision appeared in Notice no. 1/95.

151. Such is ARNOLAC's flagrant domination of inland waterway shipping in Burundi that

the three medium-sized companies members of ARSALAT have some difficulty in fully playing

their role within the Association. Actions that might improve their situation while risking

compromising ARNOLAC's interests are often penalized. Thus, the common tariffing adopted

by ASALAT above all reflects ARNOLAC's concern about balancing its budget, and any

attempt by the medium-sized enterprises to deviate from the tariffs is resented by ARNOLAC

which interprets it as a deliberate act of underhanded competition.

152. Likewise, ARNOLAC enforces the application of the FIFO system which favours it to

the detriment of medium-sized enterprises, thanks to the overwhelming transport capacity (over

80 per cent) that ARNOLAC supplies on the market involving Burundi.

153. Under the circumstances, ideas that medium-sized Burundian enterprises operating on

the lake might exchange with a view to organizing themselves, for instance through a merger

project in order to improve their effectiveness, would be seen by ARNOLAC as actions

undermining its interests. ARNOLAC would use its dominant position to suspend the

implementation of such actions if not to fight them.

154. In their present definition, the dialogue, consultation and cooperation mentioned in

article 3 of ASALAT's constitution are rather geared towards the satisfaction of ARNOLAC's

basic interests. While supporting a project for the merging of enterprises within the ASALAT

framework is appropriate in theory, in fact under the prevailing conditions it is very limited.

(ii) ALASAK in Zaire on Lake Kivu

155. ALASAK is a non-profit making association whose objectives (article 3 of its

constitution) are:

the opening up of the two regions of northern Kivu and southern Kivu (Zaire);

the protection of members' interests;
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the improvement of transport conditions (goods and passengers) on the lake;

the harmonization of relations between shippers and authorities;

the promotion of trade among members;

the arbitration of conflicts among members;

the general handling of all matters that directly or indirectly concern members;

affiliation with ANEZA for it to extend support to the Association.

156. Article 4 of ASALAK's constitution stipulates that the Association conduct its activities

in Zaire in the southern and northern regions of Kivu. This would seem to preclude, from the

Association, shippers operating on the Rwandan side of Lake Kivu.

157. The Association shall comprise the General Assembly which shall be its top organ

(article 12) and a management Committee with a three-year renewable tenure.

158. The General Assembly shall be responsible for all that concerns the Association's life

(article 13).

159. The management Committee's powers shall primarily include (article 18):

the hiring and firing of the Association's personnel;

the preparation of the General Assembly's agenda;

the preparation of the management report, the accounts and budget estimates

for every year;

the institution of proceedings on the Association's behalf;

the representation of the Association in its dealings with the authorities and

third parties;

160. The Association shall derive its resources from subscriptions the amount of which shall

be determined by the management Committee (article 10).

161. ASALAK is currently presided over by the DGTL (formerly SFE). The latter enjoys

a very predominant position with regard to the operation of Zairean transport services on the two

lakes.
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162. Thanks to its size the DGTL is so dominant within the Association that the other

members have very little confidence in ALASAK's ability to actually protect their interests,

which are not always consistent with those of the DGTL. Despite having been in existence since

April 1993, ALASAK is yet to become operational. It appears in need of assistance that would

enable it to better focus on its areas of expertise and to strengthen its capacity for intervention.

163. In view of its present composition, it is very unlikely that ASALAT, like ASALAK,

could play an active and adequate role in the implementation of a project for the merging of

medium-sized transport ventures operating on Lake Kivu.

(iii) Special considerations concerning professional associations of inland

waterway shipping on the two lakes

164. On the whole, the establishment of such associations meets the need for the protection

of shippers' interests and the creation of an atmosphere that is conducive to dialogue, as well

as transparent and dynamic cooperation. Similar associations could exist, uniting Tanzanian as

well as Zambian shippers on Lake Tanganyika, or could have existed in Rwanda prior to the

suspension of shippers' operations on Lake Kivu.

165. Despite sharing similar objectives, the associations are unaware of each other's

existence: ASALAT whose constitution nevertheless welcomes the membership of non-

Burundian shippers to the Association, is oblivious of AALTA's and ASALAK's existence.

Worse still, two professional associations of Zairean shippers, AALTA based in Uvira and

serving Lake Tanganyika and ASALAK serving lake Kivu and based in Bukavu, no more than

a hundred kilometers from Uvira, appear to have no connection with each other.

166. Yet, at individual level these associations are faced with acute problems of inefficiency

attributable to lack of means. Concerting their efforts would, to a certain extent, generate group

dynamics that would enable them to singlehandedly improve their capacity for intervention.

167. The role of the previously proposed CTP (COMESA)/COPTRALAC (CEPGL) working

group as effectual catalyst to bring together professional associations of shippers operating on

Lakes Kivu and Tanganyika is of paramount importance.

(b) Inter-State advisory commissions for transport operators on the two lakes

168. A Burundi/Tanzania inter-State commission and a Burundi/Zambia commission

responsible for reviewing matters concerning them respectively and pertaining to transport on

Lake Tanganyika have been established.

169. Bilateral projects for the creation of joint-enterprises can be effectively initiated within

the framework of these institutions. However, being decision-making organs, they tend to adopt

the traditional approach that favours the realization of a feasibility study as the starting point.

Yet, as has already been emphasized, the success of such a project, right from its formulation
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through its implementation to its operational stage, is contingent upon established cohesiveness

of the enterprises concerned, achieved notably through consultations amongst themselves and

through their active involvement in the realization of the project's various stages.

(c) Inter-venture consultative commissions concerning transport operations on the

two lakes

170. A tripartite advisory commission was set up among the three industrial enterprises

operating on Lake Tanganyika viz ARNOLAC (Burundi) TRC (Tanzania) SNZ now SGTL

(Zaire).

171. So far, the commission has intervened infrequently to solve periodic problems related

to the enterprises' transport operations on the lake. In the recent past the commission has

become practically inactive and is not involved with medium enterprises, yet uniting them would

be most profitable to the improvement of transport services on the two lakes. In this regard,

the commission, which ought to be revived in order to rehabilitate the cooperation established

among the three large enterprises operating on the lakes does not constitute an appropriate

instrument for the development of a project seeking to merge medium-sized transport enterprises

operating on Lakes Kivu and Tanganyika. This is even more true insofar as the large enterprises

consider the project to be prejudicial to their interests.

2.2 A Joint-venture within the context of future development of shipping activities

on the two lakes

172.The development theory formulated focuses on the doubling in ten years (by the year 2005)

of the traffic on the two lakes (see seminar document ECA/GSY/MULP/CIE/III/26 - a),

increasing from 500,000 tons/year overall to approximately 1,000,000 tons/year.

173. The analyses conducted in part one of the present document yield two possible

scenarios.

2.2.1 Technological adaptation of existing enterprises

174. The overall transport supply capacity on the two lakes is estimated at 25,000 tons.

175. On waterways of the expanse of Lakes Tanganyika (maximum transport distance of 650

km and weighted average distance of 360 km) and Kivu maximum distance of 120 km, weighted

average distance of 90 km), the supply could have adequately met demand totalling more than

2,600,000 tons/year (see document ECA/GSY/MULPOC/RE1/II/10, Report on the subregional

seminar for reflection on the project for the creation of a joint-company involving transport on

Lakes Kivu and Tanganyika, 1-3 March 1993).

176. However, the equipment in use is, to a large extent, in a state of disrepair and obsolete

(case of the large enterprises) and lacks variety (case of all the medium-sized ventures which
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have the same type of units: self-propelled barges for dry non-containerized merchandize).

Consequently, the overall technical capacity supplied is substantially less than the nominal

overall capacity of 25,000 tons.

177. There is urgent need for efforts by large enterprises to modernize their equipment and

for medium-sized companies to diversify theirs (acquisition and joint use of container-carriers,

passenger transport units and petroleum product transport units). These efforts should be

consolidated by a joint policy on the adaptation of equipment to more economically sound

techniques for inland waterway shipping that is based on advanced systems with proven high
performance on various types of navigable inland waterways (river, lake, fluvio-maritime) and

with flexible shipping capacity.

178. The main advantages of advanced systems are:

compared to the tugboat still in use on the two lakes (ARNOLAC, DGTL):

greater tonnage transported by horse-power thus helping conserve energy, this

is fairly important for a iand-locked region dependent on energy imports;

greater transport security (elimination of various causes of incidents related to

tugging often entailing the loss of barges together with their crews and cargo);

a smaller crew that is aboard the same unit on the merchant fleet, the push

boat from which it is possible at all times to inspect each of the barges on the

fleet.

compared to self-propelled units: prospect of establishing the fleet on the basis

of the available freight tonnage (transport capacity that can be varied at will);

no or few constraints concerning the nature of the possible freight coupling of

petroleum tankers with container barges or mixed merchandize barges);

perceptible reduction in the length of time port equipment, notably the power

unit, (the system works directly with barges, in port loading and unloading

operations - and with barges in shipping), remains in disuse.

179. An appropriate programme for regular technological adaptation of equipment will ensure

that existing enterprises currently operating on the two lakes meet transport demand in the region

of 1,000,000 tons/year using a substantially low overall supply capacity (reduced approximately

by half). Implementation of such a programme would curb the proliferation of transport

companies on the two lakes and, with improved services, would bring about transport cost

reductions related to the improvement of the equipment's productivity. Project implementation

calls for a feasibility study upon which the CTP (COMESA)/COPTRALAC (CEPGL) ad-hoc

working group, whose formation has been previously recommended, should actively and

promptly rely.

180. If the programme is not initiated in the next few years (two years from now at the most)

and the traffic increases at the general rate projected (doubling within a period of 10 years) there

will be an ever increasing discrepancy between the transport supply capacity and the demand.
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181. In that case it will become necessary to resort to the alternative described below.

.i

2.2.2 Creation of New Ventures or Joint-Ventures on the Transport Market

of the Two Lakes

182. The need to establish a balance between transport supply and demand must take

precedence over any effort to introduce new enterprises or joint-enterprise in order to prevent

a replication of operators with technically unadapted equipment as is the case at present.

183. The CTP/COPTRALAC will determine the appropriate time for the set-up of the

enterprise(s) and of the required supplement capacity. From this viewpoint a study is essential.

Taking into account the experience acquired within the CTP/COPTRALAC ad-hoc working

group, the study will facilitate the creation of joint transport enterprises that are adequately

equipped (technological adaptation of equipment).

2.2.3 Case of Rwanda on Lake Kivu

184. In view of the suspension of inland waterway shipping activities on the Rwandan side

of Lake Kivu, this case could be explored in order to rectify this particular situation. Immediate

actions should be initiated for the creation of an integral joint transport venture on Lake Kivu

so that it can be taken into account, among other things, within the SIZALAC structure that is

being established. Additionally, the involvement of Rwandan economic operators in the Lake

Kivu subsidiary of SIZALAC solves major problems that are peculiar to the prevailing transport

situation on the lake viz: lack of human resources in the area of inland waterway shipping in

Rwanda; operation, within the SIZALAC framework (Kivu) extended to Rwanda, of the Bukavu

shipyard whose management the institution will probably inherit; regionalization of shipping

activities on the lake through integral service supply on the lake by the enterprise; rapid

replacement of Rwandan inland waterway shipping equipment.

185. The situation which is rather propitious with regard to shipping on Lake Kivu should

be studied to facilitate in-depth discussions on it during the seminar.

186. In this regard, the following questions demand precise and prompt responses: does the

possibility of admitting CEPGL and indeed COMESA economic operators to SIZALAC exist?

If so, what are the modalities? Are economic operators, particularly Rwandan, prepared to

become shareholders especially of the Lake Kivu subsidiary of SIZALAC? If so, what support

can Rwandan administrative as well as financial institutions extend to them? Will the Great

Lakes Economic Development Bank (BDEGL) be able to effectively step in, if necessary, to

finance the efforts of CEPGL members of the enterprise? If so under what terms?

187. Precise and satisfactory responses to these questions during the seminar would facilitate

prompt initiation, under the aegis of COMESA/CEPGL, of measures for the creation of a joint-

enterprise for transport services on Lake Kivu. It is imperative for the seminar to pay this

particular point all the attention it deserves.
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2.3 Other Forms of Collaboration Between Transport Enterprises Operating on the

Two Lakes

188. Areas of cooperation between shipping companies operating on Lakes Kivu and

Tanganyika have been proposed both within the framework of the CEPGL (COPTRALAC) and

that of COMESA (CTP). The authorities of the two organizations accept these forms of

cooperation and deem them necessary because, on one hand, they contribute to the improvement

of the overall efficiency of shipping operations on the two lakes and, on the other, they develop

an environment that is conducive to the creation of joint transport enterprises and ultimately

constitute follow-up measures that are indispensable for the consolidation of the joint-enterprises'

viability. These collaborative initiatives have nevertheless yet to translate into concrete action,

for various reasons, notably those pertaining to institutional shortcomings.

189. It should, in this regard, be reiterated and stressed that approval and signature by the

governments of the two coastal countries of Lake Kivu of the "Convention for cooperation in

the area of buoyage and restoration of the minimum water level of navigable inland waterways"

facilitated the funding and realization of these operations.

190. The priority areas of cooperation envisaged between transport enterprises pertain to:

rational management of freight operations on the two lakes;

maintenance and repair of transport equipment;

personnel training (human resource development).

191. For practical purposes, the foregoing proposals concerning the concrete promotion and

implementation of the various forms of cooperation refer, as much as possible, as already

indicated, to similar experiences of cooperation between African inland waterway shipping

enterprises, particularly between the Agence Transcongolaise des Communications - ATC

(Congo) and the Agence Centrafricaine des Communications Fluviales - ACCT - (the present

Societe Centrafricaine des Transports Fluviaux - SOCATRAF).

2.3.1 Cooperation for Rational Management of Freight Operations

192. Structural imbalances compounded by the inadequacy of accurate information on the

market spell serious difficulty for the rational operation of transport equipment. Under these

circumstances, enterprises persistently face situations wavering from surplus capacity (long

periods during which equipment is shut down) and inadequate capacity (port congestion, case

of Kigoma in 1994).

193. Cooperation between enterprises for the operation of freight services provides the

opportunity to mitigate the difficulties. The experiences cited below serve as useful references

on cooperation:
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(a) Convention for collaboration and mutual assistance between the SNCZ (DGTL)

and ARNOLAC involving to traffic on Lake Tanganyika

194. It was signed in August 1986 by the two enterprises.

195. The convention's objective as stipulated in article 1 is that in the interest of their users,

ARNOLAC and the SNCZ should consent to mutual assistance by putting at the disposal of the

requesting partner one or several units of their respective fleet with a view to improving

international traffic conditions on Lake Tanganyika.

196. The involvement of one of the parties in the clearance of merchandize initially assigned

by the client to the other transport operator may only take place subsequent to consultation

between the two parties and upon the requesting party's prior and specific request (article 2

concerning conditions of intervention). Article 3 of the convention defines the sharing of the

lines operated.

197. Services related to joint transport operations concern (article 4): the shipment of cargo

belonging to the requesting shipping operator by units belonging to the other shipping business,

the letting out on hire of units by one shipping operator to another.

198. The transfer of cargo, the responsibilities of the transport operator hired vis a vis

merchandize and units, remuneration for services and payment modalities are determined

respectively by articles 4, 5, 6, 7 and 8 of the convention.

199. Owing to the absence of appropriate institutional mechanisms for its enforcement, the

convention has tended rather to create problems between the two enterprises that are signatories

to it.

(b) Protocol of agreement pertaining to the establishment of a joint ACCF

(SOCATRAF* and ATC vessel charter bureau

200. This form of collaboration which is better developed with regard to the management of

inland waterway freight services operated by the two enterprises on the Congo/Oubangui line

was established in January 1970.

201. The Protocol links ACCF with ATC and binds the governments of the States concerned

to direct responsibility. It should be noted that the two transport companies are public.

202. The integral text of the Protocol is presented below:

PROTOCOL AGREEMENT CONCERNING THE CREATION OF A VESSEL

CHARTER BUREAU JOINTLY OPERATED BY THE AGENCE

CENTRAFRICAINE DES COMMUNICATIONS FLUVIALES (accf) AND THE

AGENCE TRANSCONGOLAISE DES COMMUNICATIONS (ate).
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Between:

The Government of the Central-African Republic represented by Honourable Auguste

M'Bongo, Minister for Public Works,

on one hand,

And :

The Government of the People's Republic of Congo represented by Honourable Victor

Tamba - Tamba, Minister for Public Works and Transport,

on the other hand,

In view of the joint communique of 23 November 1969;

In view of the Protocol agreement pertaining to the transfer of the CGTAE's

goods, movable and fixed assets to the Central-African Republic and the

People's Republic of Congo on 29 November 1969;

In view of the Protocol agreement concerning the distribution of the former

CGTAE's inland waterway shipping units between the Central-African

Republic and the People's Republic of Congo on 31 January 1970.

Article 1: A vessel charter Bureau jointly operated by the Agence Centrafricaine des

Communications Fluviales (ACCF) and the Agence Transcongolaise des

Communications (ATC) whose headquarters is in Brazzaville has been created.

Article 2: Objective of the vessel charter Bureau

The objective of the joint Bureau shall be to gather the overall demand for inter-State

inland waterway transport between the Central-African Republic and the People's Republic of

Congo, with the exception of demand for the transportation of petroleum products in bulk.

The Bureau's mission shall be to distribute the transport services on the basis of inter-

State traffic percentages set by mutual agreement, but excluding bulk transportation of petroleum

products, viz:

80 per cent of the ACCF fleet.

20 per cent of the ATC fleet.
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Article 3: Nature of merchandize transported

The distribution of merchandize shall be effected equitably on the basis of the freight

value and percentages set in article 2.

Article 4: Tariffing of inter-State inland waterway transport

The ACCF and ATC shall consent to the application of identical tariffs for inland

waterway shipping, loading and unloading operations related to inland waterway fleets.

The tariffs in force as at 1st February 1970 shall be maintained, they may be adjusted

by mutual consent.

Nevertheless, rebates for regular use of transport and gradual rebates determined on the

basis of the tonnage and which are provided for by the current tariffing scheme of the Syndicat

des Transport Fluviaux shall be cancelled.

Article 5: Modalities for the Running of the Joint Vessel Charter Bureau

The Joint vessel charter Bureau shall comprise:

1. - A Representative appointed by the ACCF,

2. - A Representative appointed by the ACT.

These organizations' mission shall be to jointly establish programmes for the distribution

of freight in conformity with conditions defined in articles 2, 3 and 4 of the present Protocol.

A Secretariat shall be set up to ensure smooth running of the Vessel Charter Bureau.

Article 6: Operating charges of the Joint Vessel Charter Bureau

Representatives of the ACCF and ACT shall be paid by their respective organizations.

The Secretariat's expenses shall be defrayed in proportion to the tonnage percentage

chargeable to each fleet, as defined in article 2 of the present Protocol.

Article 7: Joint Vessel Charter Bureau's budget

The annual budget of the Joint Vessel Charter Bureau shall be set through mutual

consent by the ACCF and ACT.
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The ATC is responsible for the Vessel Charter Bureau's account keeping. All invoices

and receipts for services rendered shall be countersigned by the two Representatives of the

ACCF and ACT.

Article 8: The present Protocol will be enforced effective from 1st February 1970

Brazzaville, 31 January 1970

For For

The Central African Republic The People's Republic of Congo

A. M'Bongo V. Tamba- Tamba

2.3.2 Cooperation in the Area of Transport Equipment Maintenance and

Repair

203. On Lake Tanganyika, the Tanzanian shipyard in Kigoma is managed by the TRC while

the one in Kalemie belonging to Zaire is managed by the DGTL.

204. At the same time, the DGTL operates the only shipyard on Lake Kivu, it is located at

Bukavu.

205. None of the three installations is functioning fully at present, indeed the Kalemie

shipyard which is the most important is characteristically under-utilized. Paradoxically, all the

enterprises operating on the two lakes, notably those of countries with no shipyards (Burundi,

Rwanda and Zambia) are faced with acute problems related to the docking of their units.

Postponement of docking programmes have become the order of the day and this has very

adverse effects on large companies (TRC and in particular ARNOLAC and DGTL), whose

equipment is, to a large degree, dilapidated. ARNOLAC thus feels the extremely urgent need

to launch the Burundian shipyard scheduled to be set up in Bujumbura. The agreement in

principle for the funding of the project has been reached but the funds have yet to be disbursed.

206. Operations for the installation of the shipyard will take two years which is contrary to

ARNOLAC's immediate need to initiate its docking programme. Thus, cooperation in the area

of shipping equipment repair responds to the immediate concerns of numerous transport

enterprises operating on the two lakes.

207. Furthermore, the programme for the modernization of equipment referred to in the

preceding part of the present document can only be formulated and implemented within the

framework of appropriate collaboration in the area of shipping construction, between existing

shipyard management enterprises (TRC and DGTL).

208. Presented below are experiences pertaining to cooperation in the area of transport

equipment maintenance and repair, which could serve as subject for discussion.
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(a) Cooperation in the area of shipping equipment repair within the framework of

the SNCZ/ARNQLAC Convention for collaboration and mutual assistance

209. This convention also covers collaboration between the two enterprises in the area of

shipping equipment repair. An article of the convention stipulates that in the event of repairs

or other operations being conducted on units in the installations of one of the enterprises, labour

costs should be charged to the enterprise that owns the unit, which additionally will provide the

necessary materials and supplies. The alternative would be for the enterprise whose units

receive the repair services to pay for the latter. The supplies provided by the enterprise whose

units undergo repairs are subject to customs regulations (on transit traffic). Repairs are

conducted upon request and each case is to be negotiated individually.

210. As is the case with other provisions of the Convention, the enforcement of this one has

not been in the least bit successful.

(b) ACCF (SOCATRAF) - ATC Protocol for mutual technical assistance

211. The Protocol, whose text is presented below for reference, is binding to the

governments of the two countries concerned. This has positively contributed to the enforcement

of the Protocol.

PROTOCOL FOR MUTUAL TECHNICAL ASSISTANCE BETWEEN THE

AGENCE CENTRAFRICANE DES COMMUNICATIONS FLUVIALES

(ACCF) AND THE AGENCE TRANSCONGOLAISE D£S

COMMUNICATIONS (ATC).

Between : The Government of the Central-African Republic Represented by Honourable

Auguste M'Bongo, Minister for Public Works,

on one hand,

And:

The Government of the People's Republic of Congo represented by Honourable Victor

Tamba-Tamba, Minister for Public Works and Transport,

on the other hand,

In view of the joint communique of 23 November 1969.

In view of the Protocol agreement concerning the transfer of the CGTAE's

goods, movable and fixed assets to the Central-African Republic and the

People's Republic of Congo on 29 November 1969.
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In view of the Protocol agreement regarding the distribution of the former

CGTAE's shipping units between the Central-African Republic and the

People's Republic of Congo on 31 January 1970.

Article 1: The Agence Centrafricaine des Communications Fluviales (ACCF) and the

Agence Transcongolaise des Communications (ATC) shall consent to assist

each other to facilitate the operation of their respective transport fleets.

The unrestricted Technical Assistance will primarily focus on the following

operations:

1. Implementation at the ATC shipyard in Brazzaville of operations for the

maintenance, repair and docking of units as requested by the ACCF;

2. Implementation at the ACCF shipyard in Bangui of maintenance, repair and

docking operations as required by the ATC;

3. Lighterage in Brazzaville of merchandize of the ACCF fleet by the ATC;

4. Lighterage in Bangui of merchandize of the ATC fleet by the SCAFA;

5. ACCF fleet port operations in Brazzaville shall be effected by ATC port

tugboats;

6. ATC fleet port operations in Bangui shall be effected by ACCF port tugboats;

7. Reciprocal hiring of shipping equipment between the two organizations;

8. Mutual Technical Assistance on the river in the event of an accident or

incident;

9. Mutual Technical Assistance involving personnel;

10. Joint use of telecommunications means in Brazzaville, Bangui, Salo, Ouesso,

Mossaka, etc...

11. Joint use of the ATC Central Dispatching for the regulation of movements and

formation of fleets.

Article 2: Remuneration for services

Remuneration for all the services defined shall be established in accordance with

mutually defined modalities.
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Article 3: The present Protocol shall come into effect on 1st February 1970

Brazzaville, 31 January 1970.

For the Central African Republic, For the People's Republic of Congo,

A. M'Bongo V. Tamba-Tamba

2.3.3. Personnel Training

212. The training of personnel in the area of inland waterway shipping features among the

concerns identified within the COPTRALAC as well as the CTP.

213. The COPTRALAC has already initiated a number of activities in this domain. They

include:

training initiatives related to specific projects such as buoyage and the

restoration of the lowest water level of Lake Kivu, as well as pre-dredging

operations on CEPGL ports of lake Tanganyika.

214. Joint implementation of actions by technicians from the countries concerned has

promoted the exchange of experience among the technicians.

215. Additionally, immediately following the buoyage and restoration of the lowest water

level of Lake Kivu, MULPOC, in conjunction with the COPTRALAC and SEP/CEPGL,

organized a training course on the effective use of these shipping aides;

measures aimed at the identification and evaluation of inland waterway

shipping training facilities available within the CEPGL with a view to

promoting their collective utilization. At the same time that these measures

were undertaken, the COPTRALAC decided to proceed to the evaluation of

personnel training needs. However, it was not possible to pursue further these

efforts which had reached a relatively advanced stage of implementation.

216. In the course of its first meeting (item 4-VII of the agenda), the CTP recommended

similar measures and requested the COMESA Secretariat to contact training centres within the

COMESA framework and determine whether or not they were capable of meeting the shipping

and ground personnel training needs of riparian countries of Lake Tanganyika.

217. It should be noted that the ECA has undertaken a regional study on the need for

qualified personnel and the prospects for the training of inland waterway shipping personnel.

The study will provide useful guidelines for the promotion of cooperation pertaining to the

training of CEPGL/COMESA inland waterway shipping personnel.
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218. Africa does not yet have experience in this domain. However, it might be wise to

observe measures adopted by Egypt with regard to the creation of a regional institute for training

in the area of inland waterway shipping. Recourse to this institute for the bridging of potential

gaps in the existing CEPGL/COMESA training centres should be envisaged. However, such

a measure presupposes the identification and evaluation not only of the CEPGL/COMESA

training needs but the training potential as well.
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B. CONCLUSION

219. The short term effect of creating a joint-venture merging medium-sized enterprises that
currently operate on Lakes Kivu and Tanganyika is that it promotes better coordinated
development of the transport market on the two lakes.

220. Promotion of other forms of cooperation among all existing enterprises contributes to

the improvement of the efficiency and quality of transport services on the two lakes.

221. Principal impediments to the implementation of the various forms of cooperation have

been identified and analyzed in the present study.

222. CEPGL experiments yielding encouraging results indicate that the direct involvement
of the management of enterprises concerned constitutes the efficacious and rational approach to

finding quick, concrete, realistic and acceptable solutions to the majority of impediments and to
facilitating level-headed initiation of activities essential for the realization of the project on

cooperation.

223. The first and essential phase of the realization of a project on cooperation for the
rational development of transport operations on Lakes Kivu and Tanganyika, thus, involves the
creation of an appropriate framework for consultation among officials of transport ventures.

224. An ad hoc working group established within the CTP/COMESA in its present status,

which is restricted to Lake Tanganyika, or extended to include the entire COMESA inland
waterway shipping network, would be more appropriate for such a framework for consultations,

insofar as all coastal countries of the two lakes are members of COMESA.

225. Further more, experience acquired by the CEPGL, through its two standing committees

(COPIC for air transport and COPTRALAC for inland waterway shipping) in the promotion and
execution of projects of cooperation (CEPGL joint - airline, implementation in conjunction with
buoyage and operations for the restoration of the lowest water level of Lake Kivu,
implementation in conjunction with pre-dredging hydrographic surveys conducted on the CEPGL
ports of Lake Tanganyika) makes it easier for this institution to promptly set up an ad hoc
working group similar to those already in existence within the COPIC and COPTRALAC, and

to organize consultations without further ado.

226. For a more reliable follow-up on the project of cooperation between transport

enterprises operating on Lakes Kivu and Tanganyika, the seminar, based on the review
appearing in this study of the various obstacles to the project, should above all precisely respond

to and specifically make proposals on the following questions:

what will be the appropriate framework for the composition of the ad hoc

working group of officials of transport enterprises on Lakes Kivu and

Tanganyika?
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when, where and by whom will the first meeting of the ad hoc task force be

organized?

what will be the respective roles of the three secretariats (CEPGL, COMESA

and MULPOC) from the time the task force is formed to the time the first

meeting is held?


