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I. PROJECT DESCRIPTION 
 
A. Rationale 

 
1. The prolonged conflict in Afghanistan resulted in a general deterioration of the civil 
aviation infrastructure and a depletion of skilled personnel. In addition to the lack of 
maintenance, heavy damage inflicted by ongoing civil strife and military operations further 
accelerated the deterioration. Afghanistan relied significantly on civil aviation for bringing 
humanitarian aid and basic public services to most of its remote communities. Rehabilitating 
and strengthening the civil aviation sector was seen as crucial for extending the reach of the 
government in Kabul, thus facilitating the stabilization and integration of the country. Upgrading 
civil aviation infrastructure was considered a prerequisite for private service providers to provide 
more efficient air transport to people living in remote rural provinces.1

 
  

B. Expected Impact 
 
2.  Upgrading regional airports was expected to create employment, generate income for 
households, improve safety and availability of medical facilities, help reconcile different ethnic 

                                                   
1  Summarized from ADB. 2004. Report and Recommendation of the President to the Board of Directors: Proposed 

Loan to the Islamic Republic of Afghanistan for the Regional Airports Rehabilitation Project, Phase 1. Manila. 
(R220-04). 
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groups, and unify the country politically. To the extent possible, the project was to use labor-
intensive construction methods to provide badly needed jobs and income generating 
opportunities. It was expected to contribute to social stability and poverty reduction by engaging 
those internally displaced by the war and civil unrest.  
 
C. Objectives or Expected Outcomes 
 
3. The objective of the project was to help the government reconstruct the country by 
rehabilitating regional airports damaged during decades of conflict and neglect.   
 
D. Components and Outputs 
 
4. The project’s components included the following: (i) rehabilitating seven regional 
airports; (ii) providing a human resource development program to strengthen the capacity of the 
Ministry of Civil Aviation and Tourism;2

 

 (iii) providing assistance to post-construction operations 
following the completion of airport rehabilitation; (iv) arranging administrative support to set up 
and operate a project steering committee and a project implementation unit (PIU); and (v) 
engaging a project management consultant. The operational support included procuring 
equipment for navigational aids and airport maintenance.  

5. In March 2009, some 3.5 years after effectiveness, a major change in scope—reducing 
the original plan of seven airports to four (Chagcharan, Faizabad, Maimana, and Qalai-Naw)—
was approved. Substantial increases in the cost of civil works, changes in government priorities, 
and serious implementation delays brought about the change, which followed proper Asian 
Development Bank (ADB) procedures. The remaining works for the other three airports was to 
be completed as Phase 2 with the support of $6 million from the United States Agency for 
International Development (USAID) and a further $6 million from the Government of 
Afghanistan.  
 
5. Civil works, land acquisition, and resettlement for the four airports (appraisal estimate 
$21.37 million and/or cost at closure $25.88 million) comprised 6.6 kilometers (km) of bitumen 
runways, 4,800 square meters (m2) of taxiways, and 21,600 m2 of apron completed to 
International Civil Aviation Organization (ICAO) standards. Three runways were widened by 30 
meters (m), providing a 200 m safety zone on both sides of the runway. In addition, a 12.4 km 
boundary fence was built to improve flight safety and security. The project provided 1,013 m2 of 
new terminal buildings with furniture, water supply, sewerage, power supply, car parks, and 
access roads. The scope of post-construction support and capacity building components 
remained unchanged—capacity building (appraisal estimate $1.00 million, cost at closure $0.81 
million); project management (appraisal estimate $3.94 million, cost at closure $3.17 million); 
and equipment (appraisal estimate $1.15 million, cost at closure $3.24 million).  
 
E. Provision of Inputs 
 
6. At appraisal, total project cost was estimated at $32.1 million, comprising a $30 million 
ADB loan, $0.1 million from the government, and $2.0 million from the United Nations Office for 
Project Services (UNOPS) in parallel cofinancing to finance the renovation of the terminal 
buildings, water supply systems, and boundary fencing. The foreign exchange cost was 
estimated at $23.7 million and the local currency cost at $8.4 million. Actual total expenditure at 

                                                   
2  The Ministry of Civil Aviation and Tourism, the executing agency, was restructured as the Ministry of Transport and 

Civil Aviation (MOTCA) in 2006. 
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completion was $35.3 million, comprising a $29.1 million ADB loan, $4.2 million in borrower 
financing, and $2.0 million from UNOPS. The foreign exchange cost was estimated at $25.2 
million, or 71.4% of the total cost, and the local currency cost at $10.1 million equivalent or 
28.6% of the total cost.  
 
F. Implementation Arrangements 
 
7. The deputy minister of the Ministry of Transport and Civil Aviation (MOTCA) headed the 
PIU. A full-time deputy project director was responsible for day-to-day implementation of the 
project, including facilitating of training programs and assisting in post-construction operations. 
The PIU consisted of a team of project management consultants who performed key project 
management functions. A project steering committee chaired by the minister of MOTCA and 
consisting of representatives from the Ministry of Finance and development partners, provided 
overall guidance and project oversight. Aid agencies coordinated their efforts to avoid 
duplication of assistance and agreed that ADB would provide assistance for rehabilitating 
domestic and regional airports while the World Bank and the Japan International Cooperation 
Agency would support the upgrading of Kabul International Airport.  
 

II. EVALUATION OF PERFORMANCE AND RATINGS3

   
 

A. Relevance of Design and Formulation 
 
8. The project completion report (PCR) 4

  

 rated the project as relevant. This validation 
concurs. ADB’s country strategy and program update for Afghanistan for 2004–2006 supported 
this project. It was designed to support the government’s vision for developing the transport 
sector in line with the Afghanistan National Development Strategy of 2003. Its vision was to 
restore or create basic transport infrastructure facilities, including roads and airports, for better 
public and private transport services in all areas of the country. Pending completion of the Civil 
Aviation Master Plan in 2004, the government selected seven priority regional airports. Since 
this could not, at that time, be done on a techno-economic basis, the airports were selected in 
consultation with local communities and their local governments. Although ADB liaised with the 
World Bank and the Japan International Cooperation Agency, it is unclear whether such 
consultation advised on prioritization procedures. The development of regional airports was in 
line with ADB’s country strategy, which indicated the need to promote the integration of remote 
regions and facilitate more rapid economic growth in those areas. However, the relevance of 
project design diminished as it supported only four airports instead of the originally intended 
seven airports. 

B. Effectiveness in Achieving Project Outcomes  
 
9. The PCR rated the project effective. This validation concurs. The PCR claimed that the 
four rehabilitated airports improved connectivity with remote regions of the country, making air 
transport now possible all year round. Prior to this, air operations were not possible during the 3 
winter months, when simultaneously, travel by land was also restricted. The number of flights 
per day for each rehabilitated airport increased between 2007 and 2011 as follows: 

                                                   
3  An independent evaluation mission for a county assistance program evaluation was fielded to Afghanistan in 2012. 

The mission looked into ongoing and completed ADB projects, including this project, to examine their performance 
and identify lessons. This validation utilized the views of the mission. 

4  ADB. 2011. Completion Report: Regional Airports Rehabilitation Project in Afghanistan Phase 1 in Afghanistan. 
Manila. 
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Chaghcharan 0.71 to 12.6; Faizabad 0.3 to 0.6; Maimana 0.68 to 6.0; and Qalai-Naw 0.6 to 0.6. 
Thus, three airports exceeded the target (dramatically in two airports), but one airport 
experienced no increase in flights. The number of passengers per day, however, increased at 
all airports: Chaghcharan from 6 to 60; Faizabad from 1 to 3; Maimana from 2 to 10; and Qalai-
Naw from 2 to 3. These can be considered substantial outcomes from this project. This 
validation, however, considers that overall project effectiveness in terms of outcomes was 
substantially reduced as it could not rehabilitate the three airports as originally planned. 
 
10. In terms of capacity development, the PCR reported that 72 staff members from MOTCA 
and the four airports were trained in India on flight safety, air traffic control, and post 
construction operation and management. The first package to support course development and 
engagement of instructors to the Civil Aviation Training Center operated by MOTCA was 
conducted with assistance from the governments of Germany and Japan during project 
implementation instead of ADB. This was agreed as part of the development partner 
coordination in the sector and because both governments were undertaking rehabilitation and 
reconstruction of Kabul National Airport. However, the institutional capacity in general remains 
very limited and transfer of knowledge from external sources continues to be vital to all sectors 
as building up local capacity is a slow process.   
 
11. The PCR noted that the physical airport infrastructure was built as planned and 
equipment was installed as specified in conformance with ICAO standards. Additionally, the 
sector-specific covenant to strengthen airport security checks to prevent smuggling of narcotics 
was put into place, but there is no indication as to its effectiveness. Because of significant 
delays in completing the project, leasing of temperature-controlled storage to the private sector 
was not achieved before closure. Although no costs were cited in the PCR, the operation and 
maintenance costs of the aircraft were said to have reduced.  
 
C. Efficiency of Resource Use in Achieving Outputs and Outcomes 
 
12. The PCR rated the project less efficient in achieving most of its outcomes and outputs 
with delays of nearly 3 years. This validation rates project efficiency as less than efficient. The 
only land acquisition occurred in Qalai-Naw where land was acquired to improve the safety zone 
of the airport. The use of ICAO standards and specifications enabled designs and tendering to 
proceed without overly time-consuming design and approval processes. The first tender for 
works was issued within 6 months of the loan becoming effective. However, poor response 
caused it to be rebid three times. Delays were due to poor performance, procurement and 
security issues, difficulties in the supply of materials, lack of construction machinery, and skilled 
labor. The performance of the international contractor engaged for works in Faizabad was 
particularly poor, with the contractor abandoning the project in the final stages of implementation 
because of insolvency. The delay in completing the airports meant that beneficiaries could not 
fully use the facilities as originally scheduled.  
 
13.  At project completion, the estimated economic internal rate of return (EIRR) was 11.0% 
(four airports), or less than the opportunity cost of capital, compared with 22.5% estimated at 
appraisal (seven airports). At the time of the change in scope, the EIRR was reestimated at 
10.1% and the financial internal rate of return (FIRR) was 3.4%. Assumptions included a 
component for tourism traffic, which although conservative (no actual details are given) may be 
questionable given the hostile Afghan environment. Savings in operation and maintenance 
costs are apparently included in the benefit stream to calculate the EIRR but no further detail 
was provided. Therefore, it is not clear how the actual performance of the four airports was used 



 5 

in the EIRR and/or FIRR calculations. At completion, the FIRR was estimated to be 4% in 
comparison to 5% at appraisal.  
 
D. Preliminary Assessment of Sustainability 
 
14. The PCR rated the project as likely sustainable, but this validation downgrades it to less 
than likely sustainable. The designs for civil works were based on longer than usual life cycles 
and an appropriate number of airport staff were trained. However, to ensure sustainability, close 
monitoring and preventive maintenance must be carried out, which requires continuous funding 
and technical backing. The PCR found that the restored facilities under this loan were 
sustainable and expected more commercial aircrafts to start operating because of the improved 
runways and airport facilities, thus increasing revenue to the airports. However, the PCR did not 
assess the financial sustainability, and the necessity of government subsidy. Given the phased 
withdrawal of security forces in this conflict and the continuing hostilities, the outlook is not 
certain. Currently, the government is facing severe shortage in funding for operation and 
maintenance and has no concrete plan to negotiate the problem. Hence, fiscal situation is likely 
to affect the sustainability of this project and generally the aviation sector.  
 
E.  Impact  
 
15. The PCR advised that the project has had a significant impact. This validation concurs 
and rates impact as significant. It has helped facilitate year-round air travel services in remote 
areas where the alternative was a dangerous road trip to the nearest towns of at least 2 or 3 
days on often impassable roads in winter. The upgraded airports will connect the regions to the 
main cities and economic centers, providing improved medical support and delivering 
government services to neglected, conflict-affected regions. The project completion review 
mission noted that airport improvements in the communities visited were the first development 
activity in 30 years. Easier air travel is expected to foster better integration and political unity. 
Environmental impacts were appropriately mitigated. Although the four airports were completed 
recently and no data were available to assess impact, these airports are likely to contribute to 
the envisaged impacts. 
 

III. OTHER PERFORMANCE ASSESSMENTS 
 
A. Performance of the Borrower and Executing Agency 
 
16. The PCR rated performance of the borrower and the executing agency partly (partially) 
satisfactory [less than satisfactory], taking into account the borrower’s limited capacity. A project 
steering committee, chaired by the Minister of MOTCA, was established, with representatives 
from the Ministry of Finance and development partners as committee members. The committee 
provided overall guidance and project oversight. Such close coordination eventually enabled 
MOTCA to secure additional support of $6 million from USAID to help complete the civil works. 
Strategic considerations were also likely to have played a role in this decision. ADB always had 
immediate access to MOTCA and its project management office. Most, but not all covenants 
were complied with.    
 
17. Some initial implementation issues (unspecified in the PCR) needed to be resolved 
following a reorganization of the ministries in 2006. The first works contract in the rehabilitation 
component, which constituted the major portion of the project, was only signed in March 2007, 2 
years after project effectiveness and almost 21 months after the original target. The delays were 
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mainly due to rebidding caused by a poor response to bids and initial delays in the approval of 
bidding documents. 
 
18.  Following evaluation, the executing agency signed a contract for Faizabad airport in 
March 2008. However, in June 2008, the executing agency canceled the contract, referring to 
the contractor’s long delay in submitting a proper performance guarantee. The Ministry of 
Finance and ADB did not agree with this cancellation. In December 2008, the executing agency, 
under a new minister, reengaged the same contractor for Faizabad. By December 2008, 
however, nearly 6 months after the original project completion date, only 20% of the loan 
amount had been committed and 12% of it disbursed. Successive ministers and deputy 
ministers of MOTCA tried to address the implementation issues mainly relating to land 
acquisition and resettlement and prevented additional delays in implementation. At the regional 
level, MOTCA closely coordinated with the provincial reconstruction team to ensure security, 
meet implementation schedules, and minimize construction interruptions. Overall, this validation 
rates borrower performance as less than satisfactory.       
 
B. Performance of the Asian Development Bank  
 
19. The PCR rated ADB’s performance as satisfactory. This validation concurs. The project 
was delegated to the Afghanistan Resident Mission in April 2006, which provided inputs as 
required at national steering committee meetings and donor coordination meetings, and 
conducted numerous missions to project areas. Under the circumstances, this was a pragmatic 
response to the fluid security situation and changing realities on the ground. However, selected 
development indicators were not well thought through. For example, a 50% decrease in 
narcotics cultivation would be virtually impossible to monitor. Some of the risks identified during 
the appraisal, such as the need for special security measures at construction sites, the need for 
airport security checks to prevent smuggling of narcotics, and the need for additional 
consultants to address the lack of government implementation capacity were adequately 
mitigated. But the greatest risk—that of little interest by potential bidders and subsequently high 
prices—was scarcely mentioned. This turned out to be a major shortcoming resulting in very 
limited progress during the first 2 years and ultimately leading to the drastic reduction in scope 
and extension of the time to complete the activities.   
 
C. Others  
 
20. As envisaged at appraisal, the project did not have an adverse impact on the 
environment. It was classified as an environmental category B project in accordance with ADB 
Environmental Assessment Guidelines (2003). Environmental impacts associated with the 
construction stage—such as disruption of air traffic, noise, and dust were temporary and 
mitigated during construction. The project provided fencing around the facilities to prevent 
trespassing and the throwing of debris on the runways. Delays, however, did occur in the 
implementation of the Land Acquisition and Resettlement Plan due to the long time taken for 
approval by the government.5

 

 Project accounts were maintained according to the government 
system and audited by the Auditor General’s Department. Financial records of ADB and the 
government were maintained in accordance with Schedule 3 of the loan agreement. The project 
complied with ADB disbursement procedures. No gender or governance issues were raised. 

 

                                                   
5  Portfolio performance review, back-to-office report, 1st quarter of 2012. 
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IV. OVERALL ASSESSMENT, LESSONS, AND RECOMMENDATIONS 
 
A. Overall Assessment and Ratings 
 
21. The PCR rated the project as successful. Taking into account the review of relevance, 
effectiveness, efficiency, sustainability and impact ratings, this validation downgrades overall 
rating to less than successful (see table ).    

 
Overall Ratings 

 

ADB = Asian Development Bank, IED = Independent Evaluation Department, PCR = project completion report. 
Note: From May 2012, IED views the PCR's rating terminology of "partly" or "less" as equivalent to "less than" and 
uses this terminology for its own rating categories to improve clarity.  
Source: ADB Independent Evaluation Department. 
 
B. Lessons 
 
22.  This validation agrees with the lessons pertaining to working through existing structures 
to engender ownership and the importance of close coordination with multiple development 
partners. An additional lesson from project implementation is that special measures need to be 
taken with respect to timing, cost estimations, and availability of contractors in a difficult conflict 
environment. Lessons learned from the resettlement component needed to be included. 
 
C. Recommendations for Follow-Up 
 
23. ADB should follow up on the monitoring of the safety facilities to ensure timely 
maintenance, adequacy of staffing at the airports by trained personnel, and leasing 
arrangements to the private sector of the refrigeration facilities.   
 
 
 

Criteria PCR IED Review Reason for Disagreement and/or 
Comments 

Relevance Relevant Relevant  
Effectiveness in 
achieving outcomes 

Effective Effective    

Efficiency in achieving 
outcomes and outputs 

Less efficient Less than 
efficient  

Preliminary assessment 
of sustainability 

Likely 
sustainable 

Less than 
likely 
sustainable 

Currently, the government is facing a severe 
shortage in operation and maintenance 
funding without having a concrete plan, 
which would affect the sustainability of the 
aviation sector and this project (para. 14)  

Overall assessment Successful Less than  
successful  

An aggregation of the above individual 
ratings.  

Borrower and executing 
agency 

Partly (partially) 
satisfactory 

Less than 
satisfactory 

 

Performance of ADB Satisfactory Satisfactory  
Impact Significant Significant  

Quality of PCR 
 Less than 

satisfactory 
The quality and completeness of the 
evidence and analysis to substantiate some 
of the ratings are inadequate (para. 25). 
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V. OTHER CONSIDERATIONS AND FOLLOW-UP 
 
A. Monitoring and Evaluation Design, Implementation, and Utilization   
 
24. The indicators in the design and monitoring framework were useful to measure physical 
progress, but there was no baseline study to measure impacts, especially employment.  
 
B. Comments on Project Completion Report Quality 
 
25. The report quality of the PCR was less than satisfactory. The quality and completeness 
of the evidence and analysis to substantiate some of the ratings were inadequate, failing to 
meet the requirements of ADB project administration instructions and PCR guidelines. For 
example, the discussions on sustainability, borrower, and ADB performance were thin and 
incomplete. Some discussion on sustainability was qualitative and other parts were irrelevant. 
The timing of the PCR was could have been delayed for sometime to give project an opportunity 
to generate revenue stream, as provided in the Project Administration Instruction No. 6.07A. 

 

There was no information on employment during construction. Risk mitigation shortcomings 
were not assessed. Lessons and recommendations, however, were largely appropriate, but no 
lessons learned on resettlement delays were included in the PCR. 

C. Data Sources for Validation  
 
26. Data sources included the report and recommendation of the President, PCR, the 
limited correspondence on file, and other documents. 
 
D. Recommendation for Independent Evaluation Department Follow-Up  
 
27. A project performance evaluation report would not be needed. 
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