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PROJECT COMPLETION REPORT VALIDATION  
 

PROJECT BASIC DATA 
Project Number:  34569 PCR Circulation Date: September 2010 
Loan/Grant Number: 2062-TAJ (SF) PCR Validation Date:  November 2011 
Project Name:  Dushanbe-Kyrgyz Border Rehabilitation Project (Phase I) 
Country:  Tajikistan   Approved Actual
Sector:  Transport Total Project Costs  

($ million) 
23.60 23.30 

ADB Financing  
($ million)  

ADF:   Loan/Grant ($ million)  15.00 14.90 
OCR: 15.00 Borrower ($ million)  2.60 2.42 

  Beneficiaries ($ million) 0.00 0.00 
  Others ($ million) 0.00 0.00 
Cofinancier:  OPEC Fund 

 
Total Cofinancing  
($ million) 

6.00 5.98 

Approval Date:  18 Dec 2003 Effectiveness Date 3 Jun 2004 15 Apr 2004 
Signing Date:  5 Mar 2004 Completion Date 31 Dec 2008 31 Dec 2008 

  Closing Date  31 Dec 2008 21 Apr 2009 

Project Officers:   
J. Miller 
F. Nuriddinov 

Location:  
ADB headquarters 
TJRM 

From  
2003 
2008 

To 
2008 
2010 

Validators:  
  

P.N. Freeman, 
Consultant 
B. Palacios, IED1 

Team Leader:  T. Yokota, IED1 

Quality Reviewer:  
 

N. Bestari, IEOD Director:  W. A.M. Kolkma, IED1  

ADB = Asian Development Bank, ADF = Asian Development Fund, IED1 = Independent Evaluation Division 1, IEOD = 
Office of the Director General, Independent Evaluation Department, OCR = ordinary capital resources, OPEC = 
Organization of the Petroleum Exporting Countries, PCR = project completion report, TJRM = Tajikistan Resident Mission. 

I. PROJECT DESCRIPTION1 

A. Rationale 
 

1. Maintenance of the road network throughout Tajikistan virtually ceased after the collapse 
of the Soviet Union. Maintenance funding was also unavailable during the civil war, when 
numerous bridges and road sections were damaged. The project road is a key national and 
international corridor that provides the only substantial link between Dushanbe, the capital and 
largest city of Tajikistan, and the Rasht Valley to the northeast, and forms part of an 
international corridor to the Kyrgyz Republic and the People’s Republic of China. For several 
months during winter this route is also the only passable link between the northern Sugd region 
and the rest of Tajikistan. The priority corridor has economic potential, but also a high incidence 
of poverty. The improvement of the Dushanbe–Kyrgyz border road and selected rural roads was 
expected to ease access to Dushanbe and other cities where agriculture products would fetch 
higher prices and more jobs were available. Regional cooperation was to be facilitated since the 
main highway connects Afghanistan, Tajikistan, the Kyrgyz Republic, and the People's Republic 
of China. The project was also intended to remedy the national problem of road maintenance by 
increasing maintenance financing and developing a maintenance system for rural roads. 

                                                 
1 Summarized from ADB. 2003. Report and Recommendation of the President on a Proposed Loan and Technical 

Assistance Grant to Tajikistan for the Dushanbe-Kyrgyz Border Road Rehabilitation Project (Phase I), R269-03. 
Manila. 
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B. Expected Impact 

 
2. By improving the road infrastructure in the corridor, the project was expected to 
contribute to economic growth in the project area and increase regional trade and cooperation. 
The contribution to economic growth was to be measured by the changes in per capita income, 
unemployment rate, and production of cash crops. Baseline values for these economic variables 
were not provided in the report and recommendation of the President (RRP). High poverty rates 
of 91% in the project area were expected to come down to the national average, the value of 
which was not given in the RRP. Project area residents were to benefit from an increase of 10% 
in prices received for agriculture products and a 10% decrease in prices paid for agricultural 
inputs and other goods. The base prices were not given in the RRP. The project was also 
expected to generate employment in construction activities for local residents. However, the 
RRP did not indicate how much employment was expected to be generated. 
 
3. The impact on regional trade and cooperation was to be measured by the international 
traffic on the Dushabe–Nurobod (Darband) road starting in 2012. Baseline data were not given. 
 
C. Objectives or Expected Outcomes 
 
4. The project was to improve transport efficiency with the (i) reduction in transport costs on 
the Dushanbe–Kyrgyz border road; (ii) provision of agricultural and industrial enterprises with 
all-weather access to markets within the country, and eventually abroad; (iii) better access to 
market opportunities and social services; and (iv) strengthened institutional capacities for 
efficient management of the road network.  
 
5. The completed project was expected to bring down (i) vehicle operating costs by 5% to 
10%, and (ii) freight and passenger tariffs by 5% to 10%. However, the RRP did not specify 
when these changes were expected.  
 
6. The project framework (RRP, Appendix 1) gives the following targets for freight and 
traffic movement: (i) increase by 6.5% for trucks, 4.6% for buses, and 6.3% for cars during 
2003–2012; and (ii) increase by 4.0%, 3.5%, and 4.7% for the same vehicle types for the 
remainder of the project period. It is not clear whether the 2003–2012 increase in traffic was for 
the 10 years, or annually for 9 years. Regarding item (ii), the “remainder of the project period” 
was likewise ambiguous. 
 
7. The project was also expected to strengthen the government’s institutional capacity for 
efficient management of the road network and to generate local employment during construction 
(para. 3). 
 
D. Components and Outputs 
 
8. The project comprised the improvement of 140 kilometers (km) of mostly two-lane 
highway from Dushanbe to Nurobod through a combination of rehabilitation, minor rehabilitation, 
and minor works. In addition, the project included the improvement of 77 km of rural roads, 
consulting services for construction supervision, monitoring and evaluation, and the 
implementation of measures to improve road safety, auditing, and project management. 
Equipment was to be procured for both routine and periodic maintenance. 
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E. Provision of Inputs 
 
9. The project was estimated to cost $23.60 million. The actual cost was $23.30 million. 
The financing plan was for the Asian Development Bank (ADB) to provide a loan of $15.0 million 
(73.6% of total cost), with the remaining funds covered by the borrower and the Organization of 
the Petroleum Exporting Countries Fund for International Development (OPEC Fund). At 
completion, ADB had disbursed $14.90 million, the government $2.43 million, and OPEC 
$5.97 million. The foreign currency component was $20.43 million (compared with $16.8 million 
envisaged at appraisal), while $2.87 million was provided in local currency. The changed split 
between parties was due to the higher cost of civil works brought about mostly by changes in 
project scope and price escalation. A $600,000 advisory technical assistance (ADTA) grant was 
also associated with the project to strengthen implementation of road maintenance, improve 
road sector performance, and mobilize a sustainable level of financing for road maintenance in 
Tajikistan. At appraisal, 44 person-months were budgeted for international consultants and 
300 person-months for national consultants. At completion, the time allocated to international 
consultants was 56% higher than budgeted, but the estimate for national consultants was close 
to expectations. No reason for the additional use of international consultants is given in the 
project completion report (PCR),2

 

 but it is likely that changes in project scope accounted for 
most of the difference. 

F. Implementation Arrangements  
 
10. The project implementation unit (PIU) under the Ministry of Transportation and 
Communications (MOTC), which was already implementing the rehabilitation of the ongoing 
Dushanbe–Kulyab Road, was also given responsibility for this project. Despite a mobilization 
delay the ADB-funded components were completed in December 2008 as planned. OPEC Fund 
financing (administered by ADB) was extended by 6 months to complete disbursements. An 
international consultant was appointed to assist the PIU, which was also strengthened by four 
additional technical staff in accordance with the RRP. This measure to reduce the risk of 
implementation delays was accompanied by requirements to increase the level of maintenance 
financing, and by including in the project the procurement of maintenance equipment for the 
project roads to counter the risk of inadequate financing for project road maintenance. A 
conservative forecast was adopted for the realizable benefits from internationally generated 
traffic. 
 
11. Of the 26 loan covenants all but 2 were satisfactorily complied with. The satisfactory 
covenants included mechanisms to ensure satisfactory technical quality, adequate 
arrangements for environmental and social aspects, and assurance of due diligence in auditing, 
monitoring, and financial aspects. The two areas of weakness were the lack of detailed 
information on the application of maintenance funds to the project roads, and the lateness of the 
midterm review due to delays in the initial start-up date. There is no evidence that this review, 
once it was carried out, reassessed the economic viability of the project in the light of changing 
circumstances. 
 
 
 

                                                 
2  ADB. 2010. Project Completion Report: Dushanbe-Kyrgyz Border Road Rehabilitaiton Project (Phase I) (Tajikistan) 

(Loan 2062-TAJ). Manila. 
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II. EVALUATION OF PERFORMANCE AND RATINGS 

A.  Relevance of Design and Formulation 
 

12. The PCR rated the project highly relevant. As a result of inadequate asset management 
for more than a decade, exacerbated by civil conflict, over 75% of Tajikistan’s main road 
network of 4,732 km was assessed at appraisal as in need of repair and rehabilitation. The 
validation concurs that the rehabilitation project and related technical assistance were fully in 
line with the government’s development strategy as well as ADB’s country strategy and program 
for Tajikistan and the objectives at appraisal. The project was also supportive of improving the 
efficiency of regional transport. However, because of the inadequate initial design and feasibility 
study that paid insufficient attention to engineering considerations and suffered from a “lack of 
involvement” by senior ministry staff (PCR, para. 7), changes in both design and scope became 
necessary during implementation. An example was the need to double the quantities of 
retaining walls and drainage. The validation therefore downgrades the rating to relevant. 
 
B. Effectiveness in Achieving Outcomes  
 
13. The PCR rated the project effective in achieving outcomes. The project rehabilitated 
some 140 km of main road and 77 km of rural roads as planned in the RRP. The monitoring and 
evaluation surveys show an increase in traffic of about 20% annually after the improvements. 
The increase in international traffic in the corridor is expected from 2012 onward and therefore 
cannot be measured yet. Average speeds have doubled, while bus services have increased by 
42%, and 22 new roadside businesses have opened in the project area. Project construction 
accounted for 9,000 person-months of labor, of which 7,000 involved unskilled persons.  
 
14. As a result of increases in average income in the project area, the poverty incidence was 
reduced from 82% to 37% in Vakhdat, from 85% to 35% in Fayzobod, and from 83% to 42% in 
Rogun. These figures, according to World Bank data, are below the national average, which is 
even better than intended in the RRP. Some 87% of households interviewed felt that their living 
conditions had improved and 90% believed that the project had contributed to the improvement 
of their life. No figures were offered by the PCR in respect of increases in the price of agriculture 
goods received or comparative decreases in the price of agricultural inputs, even though these 
were suggested as indicators in the RRP project framework. All equipment procured under the 
project was delivered and installed on time. 
 
15.  The ADTA strengthened MOTC’s capability to implement road maintenance by 
establishing better planning of road maintenance activities. It also created a better-defined and 
more efficient framework for financing these activities. Additional training and computer facilities 
supported the development of the highway information system. At this juncture the framework is 
poised for implementation, but has yet to be proven in practice. Under lessons learnt, the PCR 
is critical of the lack of customization of the assistance. Overall, and taking all the above into 
account, the validation confirms the rating of effective.  
 
C. Efficiency in Achieving Outcomes and Outputs 

16. The PCR rated the project highly efficient in achieving outcomes and outputs. The 
appraisal's economic internal rate of return (EIRR) was 15.8% based on existing traffic forecasts 
for both the four main national road sections and the rural roads component. However, the 
PCR’s EIRR at completion was 20.9%, and was the main justification of the PCR rating. While, 
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admittedly, the traffic volumes at completion were much higher, the comparison may not be well 
grounded because only the rehabilitated main road from kilometers 22 to 95 was included in the 
PCR calculation. The EIRR at appraisal included the 140 km stretch from Dushanbe to Nurobod 
and the rural roads. The traffic survey at completion also did not show a sharp increase in 
international traffic, possibly because some further sections of the international route are still 
under rehabilitation as part of other projects. The PCR does not provide a view on the efficiency 
of other aspects of the project—for example, slow initial mobilization, adherence to the project 
schedule, and efficiency of disbursements. This validation rates the project efficient. 
 
D. Preliminary Assessment of Sustainability 
 
17. The PCR rated project sustainability as sustainable, which is an incorrect descriptor, but 
from the context this was probably intended as likely sustainable. The road improvements, 
through increased user benefits, have led to substantially increased traffic, which will 
necessitate road maintenance sooner than planned. The PCR refers to locations needing 
attention due to unstable geological conditions. However, given the effort that has been put into 
strengthening the management of road maintenance in Tajikistan, there is at this stage no 
reason to believe that the project will not be maintained. The technical assistance resulted in a 
transport master plan—including a financing framework agreed for future road maintenance and 
road maintenance activities—that now has to be translated into action, with continuing support 
from ADB. Road maintenance units are also better fitted out with equipment that was delivered 
and deployed during project implementation. The validation concurs with the PCR’s rating of 
likely sustainable. 
 
E. Impact 
 
18. The PCR stated that the project caused minimal environmental damage and had no 
resettlement effects. There were positive impacts mainly from an increase in income of local 
inhabitants, easier access to health and education facilities, and markets. In terms of poverty 
reduction, economic benefits and institutional strengthening, described in section B above, the 
impact is already significant and over time, once international trade has been stimulated, may 
improve even further. The PCR rates the project’s impact as significant and this validation 
concurs with the rating. 

III. OTHER PERFORMANCE ASSESSMENTS 

A. Safeguards, Gender, Governance, and Anticorruption, Fiduciary Aspects, 
Government Assessment of the Project 

 
19. The PCR stated that the project did not result in significant negative environmental or 
social impacts. Since most rehabilitation works followed existing road alignments, the 
environmental impacts were minimal and no land acquisition was involved. Moreover, no 
indigenous people issues were encountered during implementation. The PCR did not present 
evidence of issues concerning other safeguards, gender matters, governance, or anticorruption 
aspects. An external auditor found the project’s financial statements to be in compliance with 
both international public sector accounting standards and ADB’s requirements. Although there is 
a technical assistance completion report and a consultant’s completion report, no further 
assessment was available from the Government of Tajikistan. 
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B. Performance of the Borrower and the Executing Agency 
 
20. The PCR rated the performance of the borrower and executing agency satisfactory on 
the basis that this was only the second project of such a magnitude that they had handled. The 
PIU performed creditably, remaining fully staffed and proactive in resolving implementation 
problems. The PIU, with assistance from the consultants, prepared all quarterly project progress 
reports satisfactorily. MOTC provided the required counterpart funds in a timely manner. The 
government complied with most of the loan covenants except in two instances discussed in 
para. 9 above. Audit reports were also furnished as necessary. While the government has 
shown commitment to the need for proper maintenance, it has yet to put into practice the 
financing framework agreed for future road maintenance. With these qualifications the validation 
concurs with the satisfactory rating. 
 
C. Performance of the Asian Development Bank  
 
21. The PCR rated ADB’s performance satisfactory. The administration and supervision of 
the project was originally conducted from ADB headquarters in Manila, but transferred to the 
Tajikistan Resident Mission in August 2008. During implementation, ADB fielded five missions 
including a midterm review mission in 2006. MOTC appears to have appreciated the input from 
these missions, which provided advice on technical issues as well as preparation and evaluation 
of bid documents and loan administration. On the other hand, ADB did not train either the PIU 
staff or MOTC adequately to familiarize them with ADB procedures. The transfer of project 
administration to the Tajikistan Resident Mission at a late stage during implementation caused 
discontinuity in project administration to the extent that no review mission was carried out in 
2007. However, since there is no evidence that this seriously affected the outcome of the 
project, this validation concurs with the PCR that ADB’s performance was satisfactory. 
 

IV. OVERALL ASSESSMENT, LESSONS, AND RECOMMENDATIONS 

A. Overall Assessment 
 
22. The PCR concluded that the overall assessment was highly successful in view of the 
positive benefits of the project, including a reduction in poverty in the project area. The 
numerical equivalent of its rating, however, should be successful. The PCR glosses over some 
issues where no data are available. The recalculated EIRR is based on inconsistent 
methodology, and the capability for adequate maintenance of the project roads remains at this 
stage theoretical rather than proven. For these reasons, this validation rates the performance of 
the project successful rather than highly successful. This rating is supported by the criteria 
ratings of relevant, effective, efficient, and likely sustainable. 
 
 Table: Overall Ratings  
 PCR IED Review Reason for Disagreement and 

Comments 
Relevance: Highly relevant Relevant Para. 12 
Effectiveness in 
Achieving Outcomes: Effective Effective Paras. 13–15 

Efficiency in 
Achieving Outcomes 
and Outputs: 

Highly efficient Efficient Para. 16 
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 PCR IED Review Reason for Disagreement and 

Comments 
Preliminary 
Assessment of 
Sustainability: 

Sustainable Likely 
Sustainable is not a valid rating. It is 
probable that the PCR intended a 
rating of likely sustainable. 

Borrower and 
executing agency: Satisfactory Satisfactory Para. 17 

Performance of ADB: Satisfactory Satisfactory  
Impact: Significant Significant  

Overall Assessment: Highly 
successful Successful 

The numerical equivalent of the PCR 
rating adds up to successful and not 
highly successful. Some aspects 
were not fully covered in the PCR and 
the maintenance capability remains 
untested. 

Quality of PCR: 

 Partly satisfactory The PCR does not cover all factors in 
the rating guidelines and is 
sometimes selective in what is 
reported, giving an overly favorable 
slant to the results. 

ADB = Asian Development Bank, IED = Independent Evaluation Department, PCR = project completion 
report. 
 
B. Lessons 
 
23. The PCR identified two lessons—the need to customize technical assistance to 
circumstances prevailing in Tajikistan, and the need to familiarize MOTC and the PIU with ADB 
procedures. This validation concurs and adds that the approach used in calculating the EIRR at 
completion should be consistent with the approach adopted at appraisal. 
 
C. Recommendations 
 
24. The PCR recommended that there should be a further survey 3 years after completion to 
assess the benefits of the project. The survey should include a general analysis of the 
socioeconomic situation in the project area. A further recommendation is that road sections that 
show signs of premature failure or deterioration be attended to as a priority with appropriate 
rehabilitation and, where necessary, slope protection. The validation concurs with both 
recommendations. 

V. OTHER CONSIDERATIONS AND FOLLOW-UP 

A. Monitoring and Evaluation Design, Implementation, and Utilization 
 
25. The RRP provided a comprehensive monitoring and evaluation framework that was 
largely implemented and subsequently utilized appropriately to measure changes in poverty in 
the project area. Plans are in place for a further survey in 2 years. Some of the indicators 
suggested at appraisal were not pursued, possibly because suitable data were unavailable. 
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B. Comments on Project Completion Report Quality 
 
26. The PCR’s major shortcoming was the insufficient analysis of the design changes, the 
efficiency of other aspects of the project (para. 16), and the project’s overall impact. The PCR 
was sometimes selective in what it reported, giving an overly favorable slant to some results. 
There were also inconsistencies in the way the EIRR was calculated (para. 16). 
 
C. Data Sources for Validation 
 
27. Data sources used in the preparation of this validation included RRP, PCR, project 
implementation files, and other sources. 
 
D. Recommendation for Independent Evaluation Department Follow-up 
 
28. There is no need for a project performance evaluation report.  
 



 

REGIONAL DEPARTMENT’S RESPONSE TO THE PROJECT COMPLETION REPORT 
VALIDATION REPORT 

 
 

On 4 November 2011, Director, Independent Evaluation Division 1, Independent 
Evaluation Department (IED), received the following comments from the Tajikistan Resident 
Mission, Central and West Asia Department: 
  

TJRM has received and reviewed the IED's final draft Project Completion Report 
(PCR) Validation Report. The report well defines IED's ratings on key elements of 
project including relevance, effectiveness and efficiency. TJRM accepts the 
report and has no further comments. 
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