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Description

A referendum, held on 30 August 1999 demonstrated an overwhelming preference of the population East Timor for
independence. After the referendum in most areas, most property of value including residential and public buildings,
utilities, telecommunications facilities, and inventories of essential food and agriculture stocks were destroyed.

Following the violence and destruction, humanitarian assistance was provided by the United Nations and bilateral
agencies. A short-term needs assessment, identified immediate humanitarian needs for the first three months from
December 1999 to March 2000. The World Bank coordinated multiagency Joint Assessment Mission identified priority
reconstruction objectives, and prepared estimates of external financing needs for all economic sectors. A concurrent
mission of the International Monetary Fund assessed the macroeconomic parameters and initial steps to formulate a
macroeconomic framework. Under the reconstruction program, a lead-agency role was allocated to ADB for
infrastructure sector restoration, including the transport, energy, telecommunications, and water and sanitation sectors.

This TA supported the initial intervention in the three transport subsectors, namely land, maritime and air transport by (i)
taking initial steps to establish the institutions and regulatory frameworks for road, port, and airport subsectors and
management, and (ii) reviewing the respective long-term development requirements to enable these subsectors to
contribute to poverty reduction and economic growth.

Objectives and Scope

The TA objectives were to (i) prepare a comprehensive transport sector study covering the three transport modes in
Timor-Leste, and (ii) develop an integrated plan for an efficient and effective multimodal transport system to support
long-term development and growth potential of the territory. The plan will encourage private sector development and pay
particular attention to the infrastructure requirements of the poor.

For each of the three subsectors, the TA will (i) review the legal, regulatory, and policy frameworks; (ii) propose and
establish immediate management and administrative structures; (iii) outline specifications for an immediate and long-
term restoration and procurement needs and development program.

The TA was relevant considering the situation of East Timor at the time. It was designed to allow maximum flexibility in
the use of resources through engagement of individual consultants. Terms of reference were defined at the preparatory
stage broadly and detailed when the specific technical need became timely. This supported in the post-conflict
conditions and situation analysis.

Evaluation of Inputs

For successful TA implementation, the approach needed close management and strategic leadership from ADB staff
with EA accountability— which is key for the TA to remain flexible and responsive to the needs of the new nation faced
with a daunting transport sector policy work overlaid with the emerging inter-play of political decision-making, shortage
of resources, and limited human resources. The TA encouraged the use of technical studies as a base to decision
making. The TA closely coordinated with the Trust Fund for East Timor (TFET) funded Emergency Infrastructure
Restoration Program (EIRP), and resulted in demonstratable impacts. The depot-based road maintenance management
was a good example of TA achievement.

The performance of the EA and ADB was satisfactory. The performance of the 13 individual consultants recruited for the
TA was also satisfactory. The EA was satisfied with the inputs provided under the TA.

Evaluation of Outputs

The restoration of operations in the three transport subsectors examined under the TA commenced in February 2002.
The TA assisted in the preparation of (i) user charges for the port and airport sectors; (ii) management contracts for the
operation of the port and the airport sectors, (iii) competitive and sustainable shipping services to Oecussi and Atauro,
(iv) institutional organization of the transport sector, (v) legislative framework for the transport sector, (vi) reviews and




assessment of port and airport sector investment and restoration needs, and (vii) a multi-modal transport plan. The latter
provided background and support documentation for the preparation of the national transport plan, and was published
for the donors meeting in May 2002 under the title “Recommendations for Transport Sector Masterplan”. The publication
was translated to Portuguese and Tetum languages, enabling a broad-based review by stakeholders.

Other achievements under the TA include:

(i) Establishing Cost Recovery: Operating in an institutional vacuum and in constant search of local capacity, the TA
quickly assessed the medium-term maritime and aviation traffic and developed cost recovery instruments.
Development of the schedules of fees was accompanied with intense technology transfer to local counterparts
including the ministers and top civil servants administering the government revenues.

(i) Outsourcing services: The TA developed a tender for private sector with minimum subsidy for operating vessel
services between Timor-Leste’s international port and the outlier enclave Oecussi for an affordable transport of
people and goods. With completed cost-benefit analysis, tender documents and processes, and contract
documents, the TA carried out dialogue on the merits of private sector service provision even in situations where
certain services are not profitable. With the donor support, the government now possesses a good understanding of
the mechanism for undertaking the process.

(i) Preventing Expensive Outlays: The TA responded effectively to innumerable requests of the emerging local
leaders, various administrators, and the public. Examples of quick provision of effective analytical services under the
TA included a low cost structural assessment of the main wharf structure that was proven acceptable and thus
averted the need for an expensive reconstruction; and investment for a tug-boat was avoided with the use of the
minimum subsidy and as a result of the TA, obtained private services from the existing provider.

(iv) Strategic Planning: A multidisciplinary team of international and local consultants helped the government with
strategic planning for the transport sector. The TA’s policy recommendations imbedded best practice transport
sector management in a clear action plan. A draft transport sector development plan was translated to the local
languages and today accepted a guiding compendium for transport sector development in Timor-Leste.

(v) Institutions: The TA supported development of the key infrastructure agencies. In particular, it drafted
recommendations from efficient joint administration for airport and port authorities. The road sector management
that had a history of being the ineffective and highest cost line-agency, and the TA proposed an effective and lean
regional depot system. This system is effective today with the related community maintenance program for
sustaining routine maintenance effort with minimum budget and local employment benefits.

The EA was satisfied with the outputs since they responded to their needs. There was a delay in closing the TA due to
the post-conflict situation of Timor-Leste.

Overall Assessment and Rating

The TA is considered successful. It was the first TA for the newly created country addressing the needs of the transport
sector, and was conducted while the country was still under a transitional Government of the United Nations Transitional
Administration in East Timor (UNTAET). Overall, the outputs were satisfactory.

Major Lessons Learned

The overall socio political environment under which this TA was conducted made it difficult to assess lessons learned
that can be applied on future projects. One lesson that can be drawn is the need for more comprehensive assessment of
the human capital capacity to plan and manage the sector, and its development.

Recommendations and Follow-Up Actions

At the time of completion in 2002, the TA’s main recommendation was to prepare a transport sector strategy for the new
country, including a comprehensive capacity building program to develop the local capacity to plan and manage the
sector.

It is important to mention that this seminal TA was a main source for the preparation of the multi-donor funded Transport
Sector Investment Program (SIP), which is now the Government'’s guiding policy document for the sector. Also, the TA's
recommendations were used in preparing and implementing the Emergency Infrastructure Rehabilitation Project 2
(EIRP2), and with TA 3731-TIM: Transport Sector Improvement Project, which prepared a 10-year road sector strategy,
and TA 4609-TIM: Infrastructure Sectors Capacity Development, which will help improve the delivery of infrastructure
services, particularly power supply, water supply and sanitation, and road transport, and to a lesser extent, airport and
port services, telecommunications, and other public works.
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