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Basic Project Data 

… = data not available; TA = technical assistance. 
Sources: Asian Development Bank technical assistance reports; technical assistance completion reports. 
 

Data 
TA 4049 TA 7078 TA 7320 

Estimated Actual Estimated Actual Estimated Actual 
Cost ($'000)       
  Asian Development Bank Financing 285.00 325.00 700.00 700.00 500.00 500.00 
       
Government Counterpart 75.00 … 250.00 … 125.00 … 
Co-financing  40.00 50.00 50.00 150.00 150.00 
       
Total Number of Person-Months 
(consultants) 

 

  Expected 30.00 - 76.50    - 52.00 - 
  Actual  26.97  82.80  42.00 
Executing Agencies: Ministry of Housing 

and Plantation 
Infrastructure 

Ministry of Water 
Supply and Drainage 

Ministry of Local 
Government and 
Provincial Council 

Milestones    
President's or Board Approval 18 Dec 02 24 Apr 08 28 Jul 09 
Signing of TA Agreement 11 Mar 03 21 Apr 09 20 Aug 09 
Fielding of Consultants 16 Feb 04–23 Mar 04 

10 Jan 07–15 Oct 07 
5 Jun 09 29 Sep 09 

    
TA Completion     
  Expected 28 Feb 04 30 Jun 09 30 Apr 11 
  Actual 15 Oct 07 30 Jun 10 30 Jun 11 
TA Completion Report Circulation 6 Jun 08 10 Aug 11 18 Sep 12 



  

Executive Summary 

This report evaluates the performance of three technical assistance (TA) grants to Sri 
Lanka for water supply and sanitation, approved by the Asian Development Bank (ADB) 
over 2002–2009: (i) TA 4049: Strengthening the Regulatory Framework for Water 
Supply and Sanitation (herein referred as regulatory framework TA); (ii) TA 7078: 
Institutional Strengthening for Decentralized Service Delivery in the Water Sector 
(herein referred as National Water Supply and Drainage Board [NWSDB] TA); and (iii) TA 
7320: Supporting Capacity Development for Wastewater Management Services in 
Colombo (herein referred as Colombo wastewater TA). The TA projects supported the 
development of capacity in the government’s main water supply and sanitation 
agencies, the NWSDB, and Colombo Municipal Council (CMC), to improve water supply 
and sanitation services through institutional and regulatory policy reforms in Sri Lanka.  
 
The objectives of the TA projects were consistent with the 10-year Development Policy 
Framework of the Government of Sri Lanka. National priorities supported regionally 
balanced development and provision of access to safe water supply and improved 
sanitation. The TA projects were in line with ADB’s 2001 Water for All policy, 
particularly relating to: (i) promoting a national focus on water sector reform (policies, 
laws, institutional capacity building, information management, and sector 
coordination); and (ii) improving governance and promoting decentralization of service 
delivery.  
 
The TA projects were evaluated with lessons drawn from them as a group. The lessons 
from implementation may assist ongoing and future ADB operations in the sector and 
in other developing regions of Asia where institutional reform in water supply and 
sanitation is an important development objective. The evaluation results will feed into 
the related sector assessment for the second Country Assistance Program Evaluation for 
Sri Lanka, to be finalized in 2016. 
 
The evaluation was based on a desk review of project documents, including TA reports 
and completion reports, back-to-office reports of TA review missions, and on an 
independent evaluation mission (IEM) to Sri Lanka in October 2015. The IEM conducted 
interviews with government officials, project stakeholders, and ADB management and 
staff in headquarters and in the Sri Lanka Resident Mission. The evaluation assessed the 
outputs of each TA and reviewed progress towards achieving intended outcomes and 
impacts. Issues and lessons were also identified. 
 

Performance Assessment 
 

Overall assessment. The regulatory framework TA and the decentralization of the 
NWSDB TA are rated less than successful. The Colombo wastewater TA is rated 
successful. 
 

Relevance. All three TA projects were highly relevant at the time of design. However, 
early achievement of the two earlier TA project objectives was hindered by political 
change and union opposition to decentralization. This resulted to a rating of relevant 
for these TA projects.  
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Effectiveness. The regulatory framework TA is rated less than effective. While revised 
activities and outputs were achieved through amendments to the NWSDB Act, the 
outcome of developing an adequate legal and regulatory framework for water services 
was not achieved since the Water Services Reform Bill was not approved by Parliament. 
The decentralization of the NWSDB TA is also rated less than effective as the full extent 
of decentralization as envisaged was not achieved at the time of the field mission 
(although it is noted that a significant level of decentralization has indeed taken place 
that was directly supported by the TA). Financial and human resource decentralization, 
in particular, were not achieved. The Colombo wastewater TA, rated effective, 
undertook capacity building activities as part of establishing the project management 
unit (PMU) supporting implementation of the Greater Colombo Wastewater Project 
(loans 2557 and 2558), which are on track for completion.  

 
Efficiency. All three TA projects are rated efficient, producing high quality outputs 
within budget and specified timelines, and demonstrating well-coordinated actions 
between executing and implementing agencies. 
 

Sustainability. The regulatory framework TA and the decentralization of the NWSDB TA 
are rated less than likely sustainable. The outputs of the first two TA projects may well 
play a positive role in coming years, given that the political environment has become 
more conducive to the introduction of independent regulation (necessary for the 
establishment of public–private partnerships) and further decentralization of service 
delivery (including the establishment of the regional support centers as strategic 
business units). However, at the time of the evaluation, the outcomes were not fully 
achieved and hence the issue of their sustainability remains more hypothetical. No 
written evidence of the government’s intention to pursue independent regulation was 
identified beyond the indication of support for such activities during IEM interviews. 
The Colombo wastewater TA is rated likely sustainable since project implementation for 
the Greater Colombo Wastewater Project (loans 2557 and 2558) is achieving sound 
progress with all packages of work awarded and proceeding as planned.  
 

Issues, Lessons, and Recommendations 
 

Issues. Key issues included: 
 
(i) susceptibility of policy and legislation development to political change 

and changes in government; 
(ii) lack of adequate consultation with stakeholders, which affected the 

success of the decentralization of the NWSDB TA in relation to the need 
for and advantages of decentralization; and 

(iii) problems faced in staffing the PMU of the Colombo wastewater TA, 
requiring seconding of staff from CMC on a part-time basis.  

 

Lessons. The projects underline the relevance of TA to support long-term policy change 
in the water sector and the difficulty of achieving rapid development in a changing 
political environment.  
 
The projects confirm the conclusions of earlier evaluations that significant policy reform 
in the water sector can be difficult and protracted. Follow-up or TA clusters targeting 
specific policy reforms can be valuable in this situation, to assist in cementing or 
extending support to achieve desired reforms. Although follow-up TA projects were 
implemented, they were not specifically designed to extend support to a particular 
policy reform issue or linked to outcomes of previous TA projects. 
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Having a plan to engage and influence the right stakeholders at the right time is also 
critical in achieving institutional and policy reform. Specific lessons from the three TA 
projects include: 

(i) the potential value of independent regulation of government 
controlled monopoly (or near monopoly) services to support sector 
development and improve service delivery; 

(ii) the need for wide stakeholder consultation and awareness-raising 
among stakeholders, including staff, during TA design; and 

(iii) the potential value of TA to a new implementing agency in relation to 
streamlining and managing early implementation problems, 
familiarizing project staff with ADB procedures, and accelerating early 
disbursement. 

 
Follow-up Actions.  The evaluation offers some follow-up actions: 

 
(i) Support continued institutional and policy reform including promoting 

the importance of independent regulation to facilitate development of 
the water and sanitation sector; 

(ii) Continue the next phase of the program of decentralization and 
promote further autonomy among NWSDB’s regional support centers; 

(iii) Encourage involvement of the private sector (e.g., establishment of 
public–private partnerships) for the development and operation of new 
treatment plants and networks in water supply and (particularly) 
sanitation; 

(iv) Review process and incentives to improve recruitment and staff 
retention by the PMU of the Colombo Wastewater TA; and 

(v) Incorporate the above recommendations where appropriate into the 
implementation of the TA for the Institutional Development of 
NWSDB, due to commence in 2016, to build on earlier TA outputs and 
achievements. 

 
These follow-up actions are summarized in Chapter 5 of the main report and detailed in 
Appendixes 4–6. 
 



  

CHAPTER 1 

Introduction 
 
1. The Asian Development Bank (ADB) approved its Water for All policy in 2001.1 
The policy has seven elements; 2  two are directly relevant to the evaluation: (i) 
promoting a national focus on water sector reform (policies, laws, institutional capacity 
building, information management, and sector coordination); and (ii) improving 
governance through promoting decentralization of service delivery and other factors. 
The three completed technical assistance (TA) projects in water supply and sanitation in 
Sri Lanka covered by this evaluation are consistent with this policy. 
 

A. Evaluation Purpose and Process 

1. Background 

a. Improved Water Supply and Sanitation Services as Priority 
Social Service Objectives 

2. As part of its commitment to the Millennium Development Goals (MDGs), the 
Government of Sri Lanka identified the provision of safe drinking water and improved 
sanitation services as priority social service objectives,3 reflected in the government’s 
10-year Development Policy Framework (DPF)4  and poverty reduction strategy.5  The 
strategy states that, "the provision of safe drinking water and adequate sanitation 
systems is frequently cited as the highest social services priority by poor households". 
The DPF identifies access to safe water and appropriate sanitation as one of the 
country's development priorities. The government plans to provide 100% of the 
population with safe water by 2020 and improved sanitation by 2025.6   
 
3.  Less than 3% of Sri Lanka’s population is currently connected to sewerage 
networks (footnote 6), though 97% of rural and 88% of urban households are reported 
to have access to improved sanitation (see the discussion about the MDGs in Appendix 
1). Most sanitation in urban areas comprises septic tanks; however, these are often 
badly designed and/or managed. Expansion of the sewerage network to more cities 
and towns is a high priority from health and environmental perspectives.  

 

                                                
1 ADB. 2001. Water for All. The Water Policy of the Asia Development Bank. Manila.  
2 The seven elements of the Water for All policy are: (i) promote a national focus on water sector reform, (ii) 

foster the integrated management of water resources, (iii) improve and expand the delivery of water 
services (iv) foster the conservation of water and increase system efficiencies, (v) promote regional 
cooperation and increase the mutually beneficial use of shared water resources within and between 
countries, (vi) facilitate the exchange of water sector information and experience, and (vii) improve 
governance. 

3 ADB. 2009. Technical Assistance to Sri Lanka for Supporting Capacity Development for Wastewater 
Management Services in Colombo. Manila. 

4 Ministry of Finance and Planning, Department of National Planning. 2010. Sri Lanka, the Emerging Wonder 
of Asia: Mahinda Chintana–Vision for the Future. Colombo. 

5  Government of Sri Lanka. 2002. Regaining Sri Lanka: Part II Connecting to Growth: Sri Lanka’s Poverty 
Reduction Strategy. Colombo. 

6 ADB. 2011. Sri Lanka Country Partnership Strategy 2012−2016. Manila. 
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b. ADB Support for Water Supply and Sanitation in Sri Lanka 
 

4. Over the past decade, ADB’s support7 to Sri Lanka in the area of water supply 
and sanitation has focused on five main areas:  
 

(i) Financing improvements to physical infrastructure for rural and urban 
populations;  

(ii) Supporting environmentally sustainable economic growth, and 
improving living conditions of the rural and urban poor, particularly 
women;  

(iii) Increasing the capacity of the government to provide safe water by 
improving financial and institutional sustainability of the water sector;  

(iv) Supporting tariff reform and facilitating the establishment of 
independent regulation, encouraging participation of the private 
sector; and  

(v) Supporting decentralization of service delivery. 
 
5. Between 2002 and 2009, ADB approved two policy and advisory TA projects, 
and one capacity development TA in water supply and sanitation, which had the 
common goal of strengthening the institutional and regulatory framework to facilitate 
improved water supply and sanitation service delivery in Sri Lanka: 

(i) Strengthening the Regulatory Framework for Water Supply and 
Sanitation (TA 4049, approved 18 December 2002, and completed 15 
October 2007) herein referred as regulatory framework TA; 8 

(ii) Institutional Strengthening for Decentralized Service Delivery in the 
Water Sector (TA 7078, approved 24 April 2008, and completed 30 
June 2010) herein referred as National Water Supply and Drainage 
Board (NWSDB) TA; 9 and  

(iii) Supporting Capacity Development for Wastewater Management 
Services in Colombo (TA 7320 [footnote 3], approved 28 July 2009, and 
completed 30 June 2011) herein referred as Colombo wastewater TA.  

 
6. Four capacity development TA projects have been approved since 2012 (listed 
below and summarized in Appendix 2). None has been completed and they are thus 
not assessed in this TA performance evaluation report (TPER). Among the four, one TA 
(TA 8835: Institutional Development of NSWDB) builds on some of the activities 
undertaken by the regulatory framework TA and the NWSDB decentralization TA.  

(i) Capacity Development for Non-Revenue Water Reduction (TA 8206, 
approved 5 November 2012), with the NWSDB;10  

                                                
7   ADB. 2005. Sri Lanka Country Strategy and Program Update 2006−2008. Manila; ADB. 2008. Country 

Partnership Strategy Sri Lanka, 2009−2011. Manila; and ADB. 2011. Country Partnership Strategy Sri 
Lanka, 2012−2016. Manila. 

 ADB. 2011. Country Partnership Strategy Sri Lanka, 2012−2016. Manila. 
8  ADB. 2002. Technical Assistance to Sri Lanka for Strengthening the Regulatory Framework for Water 

Supply and Sanitation. Manila. 
9 ADB. 2008. Technical Assistance to Sri Lanka for Institutional Strengthening for Decentralized Service 

Delivery in the Water Sector. Manila.  
10 ADB. 2012. Technical Assistance to Sri Lanka for Capacity Development for Non-Revenue Water Reduction. 

Manila. 
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(ii) Capacity Development for Project Implementation (TA 8562, approved 
10 December 2013), with the Department of Project Management and 
Monitoring;11 

(iii) Capacity Development for Wastewater Management Improvement in 
Colombo Municipal Council (TA 8733, approved 3 October 2014);12 and 

(iv) Institutional Development of NSWDB (TA 8835, approved 16 December 
2014).13 

2. Evaluation Purpose and Uses 
 
7. The evaluation aims to assess the performance of three TA projects in the water 
supply and sanitation sector, approved and completed over 2002–2011.  
 
8. The evaluation was undertaken to provide more in-depth case study material to 
support the water and other municipal infrastructure and services sector assessment for 
the second country assistance program evaluation (CAPE) for Sri Lanka covering 2006–
2015, to be  finalized in 2016. 
 
9. In completing this TPER, the views of ADB’s concerned departments and offices 
and those of the government and the executing agency have been considered, except 
as otherwise indicated in the report. 
 

3. Methodology 
 
10. The evaluation followed the Independent Evaluation Department’s (IED) 
guidelines for preparing project performance evaluations for public sector operations.14 
Standard project evaluation criteria were used, with both retrospective and forward-
looking perspectives considered.15 The evaluation gathered evidence through: (i) review 
of TA completion reports (TCRs) prepared by the operational department providing a 
self-assessment of the TA projects; (ii) review of existing literature and other evaluation 
studies, including TA documents and back-to-office reports of TA review missions; and 
(iii) interviews with government officials, other stakeholders, and ADB staff. An 
independent evaluation mission (IEM) visited Sri Lanka in October 2015 to interview 
government counterparts, including executing agency and implementing agency 
officers, and ADB Sri Lanka Resident Mission staff who were involved in the design of 
the projects. The list of government counterpart officers and individuals met during the 
IEM is provided in Appendix 3. 

B. Technical Assistance Project Objectives 
 
11. The objectives of the three TA projects as stated in their design and monitoring 
frameworks are listed in Table 1. The direct beneficiaries of the three TA projects are 
the staff of the implementing agencies responsible for designing and implementing 
policy reforms and programs to improve the delivery of water and sanitation services to 

                                                
11 ADB. 2013. Technical Assistance to Sri Lanka for Capacity Development for Project Implementation. Manila. 
12 ADB. 2014. Technical Assistance to Sri Lanka for Wastewater Management Improvement in Colombo 

Municipal Council. Manila. 
13 ADB. 2014. Technical Assistance to Sri Lanka for Institutional Development of National Water Supply and 

Drainage Board. Manila. 
14 IED. 2006. Guidelines for Preparing Performance Evaluation Reports for Public Sector Operations. 

Addendum 2: TPER. Manila: ADB. 
15 For project evaluations, IED follows the standard criteria of relevance, effectiveness, efficiency, and 

sustainability, including an overall assessment incorporating these four. An assessment of impact is also 
made, but the rating is not included. 
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consumers in Sri Lanka. Information on any changes in scope and outputs achieved is 
provided in Appendix 4 for the regulatory framework TA, Appendix 5 for the NWSDB 
decentralization TA, and Appendix 6 for the Colombo wastewater TA. These appendixes 
also contain information about the performance of each TA against the evaluation 
criteria, issues, lessons learned, and recommendations.  

Table 1: Intended Impact, Outcomes, and Outputs of the TA Projects as Designed 
TA 4049: 

Strengthening the 
Regulatory Framework for 

Water Supply and Sanitation 
 

(Implementation period: a 

16 Feb 2004–15 Oct 2007) 

TA 7078: 
Institutional Strengthening for 
Decentralized Service Delivery 

in the Water Sector 
 

(Implementation period: 
5 Jun 2009–30 Jun 2010) 

TA 7320: 
Supporting Capacity 

Development for Wastewater 
Management Services in 

Colombo 
(Implementation period: 

29 Sep 2009–30 Jun 2011) 

Impact 
Improved provision of water 
supply and sanitation 
services in Sri Lanka 
 

Impact 
Improved efficiency and 
management performance in 
the water sector 
 

Impact 
Improved operating efficiency 
and management 
performance in the waste-
water management services 
of the CMC 

Outcome 
An adequate legal and 
regulatory framework for 
water services in place 
 

Outcome 
The service delivery functions 
of the NWSDB are 
decentralized and its 
regulatory systems 
operationalized 

Outcome 
CMC is ready  to implement 
the ADB loan project, Greater 
Colombo Wastewater 
Management Project (loans 
2557/2558) 

Outputs 
1. Adequate legislation and 

guidelines to regulate the 
water sector developed  

2. Institutional capacity for 
implementing regulatory 
legislation and guidelines 
developed 

 

Outputs 
1. Regional benchmarking 

and regional development 
plans prepared 

2. Capacity for decentralized 
service delivery developed 

3. Five-year asset 
management plan 
prepared for NWSDB 

4. Internal monitoring 
facilitated and accountable 
regulation operationalized 

Outputs 
1. Project implementation 

system established and 
project start-up activities 
completed 

2. Operational performance 
management system 
established for CMC 

3. Capacity development 
training provided to CMC 
staff 

 
ADB = Asian Development Bank, CMC = Colombo Municipal Council, NWSDB = National Water Supply and 
Drainage Board, TA = technical assistance. 
a Implementation period refers to date of fielding of consultants to date of actual completion. 
Source: Asian Development Bank technical assistance reports and technical assistance completion reports. 

 

C. Technical Assistance Completion Reports 
 

12.  TA 4049: Strengthening the Regulatory Framework for Water Supply and 
Sanitation. The 2008 TCR16 rated the project successful. Despite difficulties associated 
with the change in government and ensuing scope revision, the project is said to have 
achieved its outcome of providing an adequate legal and regulatory framework for 
water services. It also achieved the delivery of all project outputs under the revised 
terms of reference through the preparation of an amendment to NWSDB’s Act and 
regulatory guidelines and supporting documents. A number of training and awareness-
raising sessions were conducted, which achieved the project’s institutional capacity 

                                                
16 ADB. 2008. Technical Assistance Completion Report on Strengthening the Regulatory Framework for Water 

Supply and Sanitation. Manila. 
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development objectives. The TCR noted that the sustainability of outcomes would also 
be influenced by the level of government commitment to implement reforms.  
 
13. TA 7078: Institutional Strengthening for Decentralized Service Delivery in the 
Water Sector. The 2011 TCR17 rated the project relevant, less than effective, efficient, 
and likely with respect to sustainability. Due to the inability to achieve a level of 
decentralization that was envisaged in the initial proposal, the outcome of the project 
was considered less effective, but the TA was rated successful on account of the 
satisfactory delivery of intended project outputs. The TCR highlighted a reluctance to 
decentralize certain administrative and financial functions due to concerns of possible 
fraud and political influence, proposals being inconsistent with existing rules and 
regulations, and lack of resources within NWSDB Regional Support Centers (RSCs). Lack 
of awareness of and readiness for decentralization was also cited as a contributing 
factor towards the reluctance to decentralize functions; awareness-raising programs 
conducted during TA implementation were only able to overcome some of these issues.  
 
14. TA 7320: Supporting Capacity Development for Wastewater Management 
Services in Colombo. The 2012 TCR18  rated the project successful, on the basis of 
achieved expected outputs and outcome of enhancing Colombo Municipal Council’s 
(CMC) readiness to implement the ADB loan project. In particular, the project 
implementation system was well established and project start-up activities completed 
to support implementation of the loan project, including training and capacity building 
activities for CMC staff. 

                                                
17 ADB. 2011. Technical Assistance Completion Report on Institutional Strengthening for Decentralized 

Service Delivery in the Water Sector. Manila. 
18 ADB. 2012. Technical Assistance Completion Report on Supporting Capacity Development for Wastewater 

Management Services in Colombo. Manila. 



  

CHAPTER 2 

Design and Implementation 

15. The TA projects covered by the evaluation were designed to strengthen the 
institutional and regulatory framework for improved water supply and sanitation 
service delivery in Sri Lanka. 
 

A. Rationale 
 
16. The TA objectives are aligned with the government’s DPF and ADB country 
strategies, including the 2009–2011 country partnership strategy (CPS).19 The national 
priorities supported regionally balanced development and provision of access to safe 
water supply and improved sanitation. The TA project objectives are aligned closely 
with the current CPS (2012–2016),20 which states that:  
 
 “ADB interventions in water supply and sanitation will focus on improving access to 
drinking water and sanitation, reducing water pollution, building resilience to climate 
change impacts, and expanding the coverage of urban sewerage to reduce 
environmental pollution. ADB will help the government in formulating sector reforms, 
especially in improving the cost recovery (reducing nonrevenue water supply) and 
regulatory mechanism, and in introducing innovative financing mechanisms for 
encouraging private sector involvement.” (para. 28) 

17. Independent regulation was identified by the government as a key component 
of the action program needed to respond to these objectives. The regulatory 
framework TA was aligned with this reform agenda. It was designed to support the 
introduction of independent regulation through the preparation of adequate 
legislation and guidelines, which would be the basis for regulation of the water sector.  

18. The NWSDB decentralization TA focused on the institutional strengthening of 
NWSDB for decentralized water service delivery. NWSDB is the primary agency 
responsible for water supply and sanitation, with functions such as planning, design, 
construction and management of large urban schemes, and providing support for the 
development of rural schemes covered by the NWSDB Act. It has 11 RSCs with 24 
regional offices, and a head office in Colombo. Management was highly centralized, 
resulting in operational inefficiencies. The TA supported NWSDB in implementing its 
Corporate Plan 2007−2011, which proposed the: (i) decentralization of financial and 
administrative authority on a performance basis, and (ii) transformation of RSCs into 
small business units with greater autonomy and accountability. 
 
19. The Colombo wastewater TA supported the development of CMC’s capacity to 
plan, implement and monitor the Greater Colombo Wastewater Management Project.21 
The project was the first ADB-supported project implemented by CMC as newly-

                                                
19 ADB. 2008. Sri Lanka Country Partnership Strategy 2009–2011. Manila. 
20 ADB. 2011. Sri Lanka Country Partnership Strategy 2012–2016. Manila. 
21 ADB. 2009. Report and Recommendation of the President to the Board of Directors on Proposed Loans to 

the Democratic Socialist Republic of Sri Lanka for the Greater Colombo Wastewater Management Project. 
Manila. 
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appointed asset owner of the sewerage system in Colombo. The TA assisted in setting 
up the project management unit (PMU) and provided support through training and 
capacity development activities to improve project readiness for implementation when 
the loan became effective. The project is about to be completed and will have no 
delays; all packages implemented as intended. 

B. Formulation  
 
20. ADB supported institutional and policy reforms in the water supply and 
sanitation sector in Sri Lanka through a number of loans and TA projects since the early 
1990s. Water and sanitation sector reform had a checkered history in Sri Lanka, 
influenced by differences in policies from the ruling government, to the detriment of 
effective sector development. Although the government recognized that a number of 
major policy issues needed to be addressed to facilitate the improvement and further 
development of the sector, various attempts to implement institutional reform have 
failed. These issues included poor asset management practices, high production costs, 
lack of independent tariff setting, lack of a formal water sharing legislative framework, 
and over-centralized water service delivery. The three TA projects in the evaluation 
sought to address some of these issues through supporting regulatory and institutional 
policy reforms. The continuity and consistent support for policy reform by ADB is 
acknowledged by the government, despite significant sociopolitical challenges faced in 
this area. 

21. Project design and formulation of the three TA projects was sound. The water 
sector TA projects (regulatory framework TA and NWSDB decentralization TA) were 
consistent with the objectives of loan projects22 that were being implemented at the 
time, advocating national water management policy reforms23 in Sri Lanka.  
 

C. Cost, Financing, and Executing Arrangements 
 
22. Cost and Financing. Table 2 provides information on the total cost and details 
on the source of financing for the three TA projects. 
 

                                                
22  ADB. 2007. Project Completion Report on Water Resources Management Project. Manila; and ADB. 2009.  

Project Completion Report on Sri Lanka: Third Water Supply and Sanitation Sector Project. Manila. 
23  The Water Resources Management Project was the result of several years of cooperation on water-related 

issues between the government and ADB. In the lead up to this project, two advisory TA projects had 
supported the preparation of an action plan for comprehensive water resources management and drafting 
of a national water policy. With ADB’s support through these TA projects, the government successfully 
established a national water sector apex body in 1996− the national Water Resources Council, supported 
by a full-time Water Resources Secretariat. This was an interim arrangement, pending the establishment of 
a permanent agency in the National Water Resources Authority by an Act of Parliament. However, 
opposition from influential groups with vested interests resulted in the derailing of proposed reforms and 
significantly setting back plans for sector development.  
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Table 2: Total Cost and Source of TA funds 
 TA 4049: 

Strengthening the 
Regulatory Framework for 

Water Supply and 
Sanitation 

TA 7078: 
Institutional Strengthening 
for Decentralized Service 

Delivery in the Water Sector 

TA 7320: 
Supporting Capacity 

Development for 
Wastewater Management 

Services in Colombo 

Date of 
approval 

December 2002 April 2008 July 2009 

Total 
cost 

$325,000 
 

$750,000 
 

$650,000 
 

Source  
of funds 

$285,000: Japan Special 
Fund 
$40,000: Cooperation 
Fund for the Water Sector 
(December 2006) 

$700,000: TA Special Fund 
$50,000: Cooperation Fund 
for the Water Sector 

$500,000: TA Special 
Fund IV 
$150,000: Multi-Donor 
Trust Fund under the 
Water Financing 
Partnership Facility 

TA = technical assistance. 
Source:  Asian Development Bank technical assistance reports and technical assistance completion reports. 

 
23. Executing Arrangements. The three TA projects had different executing 
agencies and implementing agencies. For the regulatory framework TA, then Ministry 
of Housing and Plantation Infrastructure was the executing agency, and the Water 
Sector Reform Unit under this ministry was the implementing agency. For the NWSDB 
decentralization TA, the Ministry of Water Supply and Drainage was the executing 
agency and NWSDB was the implementing agency. For the Colombo wastewater TA, 
the Ministry of Local Government and Provincial Council was the executing agency and 
the CMC was the implementing agency. Both cost allowances and implementing 
arrangements were appropriate to the needs of the subsectors at the time. 
 

D. Consultants and Scheduling 
 
24. Regulatory framework TA. Two teams of international and national consultants 
were engaged under the TA. The first team, fielded in February 2004, was responsible 
for the inception report, and utilized 2.4 person-months of consultant inputs. The team 
was demobilized due to the non-approval of the Water Services Reform Bill in March 
2004. The lead firm was unable to remobilize the team after the scope revision in late 
2006, following a request from the government to recommence the TA. A second 
team, this time of independent consultants, was fielded in January 2007 and was 
employed for 13.5 international and 11.1 national person-months. The team included 
international experts in financial regulation and institutions, policy and public 
administration, law, and technical regulation; and national experts in training, financial 
regulation, law, and water supply engineering. The delay and reformulation of scope in 
this TA represents the change in design of the three TA projects reviewed, but this 
cannot be attributed to a failure in TA design as it was the result of an unexpected 
reversal of policy support brought about by change in government. 

25. NWSDB decentralization TA. ADB engaged a consulting firm for 62 national 
and 14.5 international person-months. The contract was amended later to 64 national 
and 18.8 international person-months to accommodate changes in scope. During 
inception, inclusion of two additional consultants was agreed. An international 
consultant (2.5 person-months) was recruited to assist in formulating a human 
resources development plan and a national legal consultant (1 person-month) was 
recruited to study the implications of the decentralized framework in line with the 
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NWSDB Act. The consultants were mobilized in June 2009, completing their inputs in 
May 2010.  
 
26. NWSDB was not able to provide sufficient office space for the full team of 
consultants, and only the international consultants were provided space in the PMU. 
National consultants worked from their company offices, limiting interaction with 
NWSDB counterpart staff. However, the TCR indicates that regular office meetings were 
conducted to facilitate coordination among consultants and NWSDB counterparts. 
Based on discussion with the implementing agency and the substantial volumes of 
relevant materials produced by the team, consultant performance is satisfactory. 
NWSDB took full ownership of TA activities. 

27. Colombo Wastewater TA. The TA engaged 26 national and 16 international 
person-months of consulting services. The consultants were recruited through 
individual selection. The team leader was mobilized in September 2009 and deputy 
team leader in January 2010. Procurement and financial specialists were also mobilized. 
The procurement specialist was appointed team leader from October 2010 when the 
original team leader completed his assignment. Operations were not affected and there 
was a smooth transition. The procurement specialist was a former ADB staff and able 
to take over the team leadership role. The timing and mobilization of consultants for all 
three TA projects was appropriate to the needs and issues faced at the time of their 
implementation. 
 

E. Outputs 
 
28. Regulatory framework TA. Two outputs were envisaged under the original TA 
design: (i) adequate legislation and guidelines to regulate the water sector developed, 
and (ii) institutional capacity for regulatory legislation and guidelines developed. These 
were achieved through drafting of the Water Services Reform Bill and related guidelines 
to implement the provisions of the Bill. In addition, almost 20 training and awareness-
raising sessions on regulatory reform were undertaken for NWSDB staff and trade 
union members. Political events resulted in a minor change to TA scope in 2006, and 
outputs were realigned to include: (i) amendments to the NWSDB Act introduced to 
bring it under the purview of the Public Utilities Commission (PUC)24 and  supporting 
guidelines prepared to implement its provisions; (ii) tariff-setting methodology 
updated, service standards agreed, and a customer service code prepared; (iii) water 
sector regulations developed; and (iv) awareness in relation to regulatory changes 
raised through capacity development and training workshops for NWSDB staff and 
local authorities. The evaluation concurs with TCR assessment (footnote 16), which 
described outputs achieved as ranging from good to excellent.  

29. The NWSDB decentralization TA. Four outputs were expected from the TA: (i) 
regional benchmarking and regional development plans prepared; (ii) capacity for 
decentralized service delivery developed; (iii) 5-year asset management plan prepared 
for NWSDB; and (iv) internal monitoring facilitated and accountable regulation 
operationalized. All planned outputs were of high standard although they have not led 

                                                
24 The PUC of Sri Lanka was established in October 2002 through the passage of the Public Utilities Act, 

which sets the institutional framework to enable the independent regulation of public infrastructure and 
utilities including electricity, water supply and sanitation, and transport. Under the framework, each sector 
would be governed by specific industry regulations and legislation that would provide the Commission 
with authority to act as industry regulator to provide independent, autonomous, accountable, and 
transparent regulation for service providers.  
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to major changes in the organization so far. They are currently being used to support 
the next phase of planned decentralization actions. 
 
30. Colombo wastewater TA. Three outputs were envisaged under the project: 
(i) project implementation system established and project start-up activities completed; 
(ii) operational performance management system established for CMC; and 
(iii) capacity development training to CMC staff provided. All outputs were 
satisfactorily achieved and directly contributed to PMU project management capacity as 
well as sound loan project implementation activities. At the time of evaluation, the loan 
project has not been completed but it is noted that all packages of work have been 
awarded and are currently progressing in accordance with the implementation 
schedule. 

F. Policy Framework 
 
31. Changes in government had substantial impact on the projects, with the 
motivation for independent regulation and decentralization declining after 2005. 
Towards the end of the review period (in May 2009), Sri Lanka’s civil war ended, 
freeing up resources and allowing renewed focus on development. The government 
changed again in January 2015, with national policies and individual ministries now 
reported to be favoring rational economic and development policies, including 
renewed support of private sector investment. This is important for future initiatives as 
it was reported to IEM that a change introduced by the government in 2015 will 
require NWSDB to meet all costs associated with social infrastructure loan projects 
rather than a proportion, previously set at 50% for urban water supply projects.25 
However, this decision had been reversed in 2016 with the government subsidy to 
NWSDB to remain. Ministry of Finance documents26 indicate that the level of subsidy 
will range from 50% to 100%.  

32. The current level of NWSDB’s water and sanitation tariffs is only sufficient to 
cover operation and maintenance costs but is insufficient to meet any significant 
capital or interest payments relating to network expansion projects. Institutional and 
regulatory reform is needed to enable NWSDB and CMC to improve efficiency and 
effectiveness of operations and to facilitate the mobilization of resources, including 
involvement by the private sector, to expand water and sanitation services in line with 
national sector development objectives. 

                                                
25  ADB. 2010. Report and Recommendation of the President to the Board of Directors on a Proposed Loan 

and Technical Assistance Grant to the Democratic Socialist Republic of Sri Lanka for the Jaffna and 
Kilinochchi Water Supply and Sanitation Project, Financial Analysis (linked document). Manila. 

26   The subsidy is prescribed in a Cabinet Memorandum from the Ministry of Finance, dated 26 January 2016, 
approved on 9 February 2016. 



  

CHAPTER 3 

Performance Assessment 
 
33. Each TA was assessed on individual ratings for relevance, effectiveness, 
efficiency, and sustainability (footnote 14). These ratings were combined with equal 
weight to derive an overall success rating for each TA. 

A. Overall Assessment 

34. The regulatory framework TA and NWSDB decentralization TA are rated less 
than successful. The Colombo wastewater TA is rated successful.  Results of the 
evaluation are presented in Table 3 and in the subsequent four sections. Discussion of 
the ratings of the individual TA projects is presented in Appendixes 4–6.  

Table 3: Overall Performance Assessment 

Criteria 
Weight  

(%)  

TA 4049 TA 7078 TA 7320 

Rating  
Value     Rating 

 Rating  
 Value   Rating 

  Rating  
  Value   Rating 

Relevance 25 2.0    0.50   2.0 0.50 3.0 0.75 

Effectiveness 25 1.0    0.25   1.0 0.25 2.0 0.50 

Efficiency 25 2.0    0.50   2.0 0.50 2.0 0.50 

Sustainability 25 1.0    0.25   1.0 0.25 2.0 0.50 

 
 

                  1.50 
Less than successful 

                 1.50 
Less than successful 

2.25 
Successful 

TA = technical assistance. 
Notes: 
1. Relevance: highly relevant (3 points), relevant (2), less than relevant (1), and irrelevant (0). 
2. Effectiveness: highly effective (3 points), effective (2), less than effective (1), and ineffective (0). 
3. Efficiency: highly efficient (3 points), efficient (2), less than efficient (1), and inefficient (0). 
4. Sustainability: most likely (3 points), likely (2), less likely (1), and unlikely (0). 
5. Overall rating: highly successful (overall weighted average is greater than or equal to 2.7), successful 

(overall weighted average is greater than or equal to 1.6 and less than 2.7), less than successful (overall 
weighted average is greater than or equal to 0.8 and less than 1.6), unsuccessful (overall weighted 
average is less than 0.8). 

 Source:  Independent Evaluation Department. 

 

B. Relevance 
 
35. The regulatory framework TA and NWSDB decentralization TA are rated 
relevant. The Colombo wastewater TA is rated highly relevant. The three TA projects are 
aligned with the government’s DPF and national policies. Lessons were adopted from 
water supply and sanitation sector projects27 completed leading up to the TA projects 
in the evaluation; in particular, the importance of involving stakeholders through 

                                                
27  ADB. 2007. Project Completion Report on the Water Resources Management Project. Manila; ADB. 2006. 

Report and Recommendation of the President to the Board of Directors on a Proposed Loan to the 
Democratic Socialist Republic of Sri Lanka for the Second Water Supply and Sanitation Project. Manila; and 
ADB. 2009. Project Completion Report on the Third Water Supply and Sanitation Sector Project.  Manila.   
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participatory methods, the need for a well-performing PMU, and ensuring sustainability 
of investments through decentralized operations and policy reforms. The TA projects 
are aligned with ADB’s sector policies and strategies, including the Water for All Policy 
(footnote 1), which sought to improve service coverage, enhance cost recovery, and 
promote capacity building of sector agencies. The plan also underpinned CPS priorities 
of supporting the objectives of regionally-balanced development, and providing access 
to safe water supply and improved sanitation (footnote 19). At the time they were 
designed−the regulatory framework TA in 2002, the NWSDB decentralization TA in 
2008, and the Colombo wastewater TA in 2009−they were considered to have been 
highly relevant in relation to the institutional and regulatory reforms needed in the 
water supply and sanitation sector, and in the context of the political environment.  

36. The relevance of the regulatory framework TA was reduced primarily due to the 
change in government (in 2005), which resulted in lack of political support and the 
subsequent failure of the new government to pass the Water Services Reform Bill,28 a 
necessary precursor to establishing independent regulation. It is now rated relevant 
since the current government, installed in January 2015, appears to be supportive of 
regulatory reform in the sector with the current Minister expressing an interest in the 
draft Bill prepared under the TA to progress sector reform activities.  

37. To some degree, the NWSDB decentralization TA was influenced by the same 
circumstances, although it was designed and commenced fully under the preceding 
government. TCR reports that the TA objectives could not be fully met due to 
opposition of the NWSDB trade unions to decentralization. However, interviews by IEM 
with a number of present and past NWSDB senior managers indicate that this is not the 
whole story. Although NWSDB policy was (and still is) to decentralize service delivery, 
some staff considered that assignment in central management was preferable, 
particularly because full decentralization would have likely resulted in many  posts 
based in Colombo being transferred to the regions, an option that many felt 
undesirable. As national policy is again supporting decentralization, with further power 
likely to be transferred to the RSCs in coming years, the TA and its outputs remain 
relevant. The outputs prepared under the TA are still used and guidance materials 
produced should be useful in supporting the next phase of decentralization activities. 
Without the recent policy change, a change of rating to less than relevant would have 
been necessary. 

38. The Colombo wastewater TA is considered to be highly relevant to the needs of 
CMC as first–time implementing agency in relation to the loan project that it was 
designed to support (footnote 18). Relevance was marginally impacted by the decision 
that two consultant positions, those of environment and community development 
specialists, were not needed. However, their input-days were taken up by the team 
leaders and financial specialists, who assisted in successfully completing the TA and 
providing adequate overlap with the loan consultants. 
 

C. Effectiveness 
 
39. The regulatory framework TA and the NWSDB decentralization TA are rated less 
than effective; the Colombo wastewater TA is rated effective. The regulatory framework 
TA experienced initial problems due to the failure of Parliament to approve the Water 

                                                
28  The Water Services Reform Bill was approved by the Cabinet of the previous government but lacked time to 

be passed in the Parliament prior to the change in government. The Bill was no longer tabled after the 
change in government. 
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Services Reform Bill prior to the change in government in 2005. The change in 
government was accompanied by a changed policy context and reluctance to 
implement major policy reform, delaying TA implementation. This reflected a failure in 
TA design to build the level of stakeholder ownership and political support that is vital 
to achieving long-term sector reform. Following a revision in scope, the TA was 
remobilized with different consultants in 2006 and achieved the revised outputs. 
Despite this, IEM considers that the desired outcome—“to provide an adequate legal 
and regulatory framework for water services”—was not achieved in so far as the Water 
Services Reform Bill and subsequent proposed amendments to the NWSDB Act were 
not approved by the new Parliament. Thus, it was not possible to designate the PUC as 
independent regulator for water services and the rating of less than effective needs to 
be assigned. However, the groundwork for a positive outcome in the future has been 
accomplished, and any move towards independent regulation in the coming years will 
likely be based on the work of the regulatory framework TA. The TA was effective in 
providing the needed background materials and in raising awareness of the need for 
institutional and regulatory reform to improve and expand service delivery. The current 
political environment provides an opportunity to build on the TA outputs and progress 
institutional and policy reform in the sector. Should the Water Services Reform Bill or 
equivalent legislation be passed by the Parliament in coming years, a review of the 
effectiveness rating should be undertaken to recognize the TA’s contribution. 
 
40. The NWSDB decentralization TA is also rated less than effective, as the extent of 
decentralization achieved was less than envisaged. However, the rating recognizes that 
some level of decentralization was achieved and that the TA has laid a sound basis for 
continuing the next phase of decentralization plans. Both the TCR and IEM 
acknowledge that the TA design failed to invest sufficient efforts on engaging key 
stakeholders and incorporating measures to mitigate the risks from political processes 
and volatility. Gaining ownership and support for implementing the full extent of 
decentralization measures proposed was critical. However, many functions have now 
been decentralized to varying levels across the RSCs, including project design (subject 
to review by NWSDB head office in Colombo), contracting, outsourcing, asset 
management activities, and performance assessment and monitoring through the 
intensive use of key performance indicators that were developed and initiated under 
the TA. The functions of human resource development (recruitment and management) 
and overall financial management are yet to be decentralized and RSCs—as business 
units—are not yet responsible for undertaking these functions. The TA also produced a 
large number of guidance documents to support decentralization activities.  The 
quantity of materials is huge that it is actually difficult for RSC management to 
assimilate and fully apply them to their regional functions and operations.  
 
41. Discussions held by IEM with NWSDB head office and RSCs in Kandy and 
Kurunegala indicate that decentralization of these remaining functions is likely to occur 
in the next 5 years, with plans in place to introduce pilot programs in targeted RSCs 
that have been performing well. Before this is possible, however, NWSDB needs an 
improved tariff structure. Due to the disparity between Colombo (and to some extent 
Kandy) and the other regions, cross-subsidization and the possible setting of bulk and 
retail water tariffs that more accurately reflect regional scheme costs continue to be 
needed. Therefore, institutional and regulatory reform, which was supported by the 
regulatory framework TA and the NWSDB decentralization TA, is needed to improve 
efficiency and effectiveness of water, and to facilitate private sector involvement in 
sector development. 
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42. The Colombo wastewater TA was rated effective, fully achieving its objective of 
establishing the PMU and building project management capacity for the 
implementation of the loan project. In the absence of the TA, at least the first year of 
loan implementation would have been more difficult, with the PMU reporting to IEM 
that more mistakes would likely have been made and disbursement delayed. Start-up 
difficulties were nonetheless experienced by the PMU, notably in relation to slow initial 
disbursement and recruitment of staff. However, TA consultants and ADB review 
missions strongly encouraged increase in PMU staff numbers to the levels required for 
effective implementation. As a result of the establishment of the PMU under this TA, 
the implementation activities for the loan project have been progressing well and, at 
the time of the evaluation, the loan project remains on track for completion with all 
packages of work awarded. 

D. Efficiency 
 
43. The three TA projects are rated efficient. The extent and quality of TA project 
outputs in all cases reflect the consultant inputs made. Although delays were 
experienced during the implementation of the regulatory framework TA due to a 
change of government resulting in a revision of scope, the outputs and deliverables by 
TA consultants were achieved within the timeframe and budget under the revised 
terms of reference. The NWSDB decentralization TA also produced a large volume of 
technical and management guidance materials, most of which will be useful for 
effective operation of the RSCs in the next phase of decentralization. The Colombo 
wastewater TA is also rated efficient. Despite the project’s original timeframe being 
exceeded by 2 months due to difficulties in recruiting consultants, all TA outputs and 
deliverables were achieved within budget and loan project implementation was well 
supported. 

E. Sustainability 
 
44. The regulatory framework TA is rated less than likely sustainable. It is hard to 
rate its outcome sustainable if it has not been achieved. Although discussions held by 
IEM with the current government highlighted encouraging signs of support of 
regulatory reform in the sector, including the possibility of reviewing and updating the 
Water Services Reform Bill prepared under the TA, this alone is no guarantee that such 
reforms will be achieved, especially as no formal policy or written evidence was 
available at the time of evaluation to support this sentiment. However, one ongoing TA 
(footnote 13) will build on some elements of the regulatory framework TA by helping 
the government establish a regulatory division within NWSDB to initiate a sector 
regulatory function over decentralized and autonomous RSCs. While the extent of 
impact may only be seen over time, in the absence of an independent regulatory 
framework underpinned by legislative power, it is difficult to envisage how regulatory 
reforms (e.g., independent regulation) can be progressed effectively.   

45. The NWSDB decentralization TA (TA 7078) is also rated less than likely 
sustainable. It is hard to rate its outcome sustainable if it has not been fully achieved, 
as discussed under the effectiveness assessment. Although many outputs of the TA 
have been devolved to NWSDB and RSCs to assist them to manage their operations 
more effectively, the extent to which individual RSCs have achieved this has been varied. 
Notwithstanding, a number of TA outputs have been integrated to a varying degree 
into the RSCs, including: (i) the establishment of key performance indicator (KPI) 
reporting, which was introduced by the TA allowing ready and regular assessment of 
the performance of each RSC against a range of relevant benchmarks; (ii) the asset 
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register system, which is now being brought up to date and computerized to capture 
all water supply assets and assessment of their condition; and (iii) the human resources 
planning guidelines, which are being implemented in operations. A further TA 
commencing in 2016 (footnote 13) will build on the work of the decentralization TA by 
promoting NWSDB’s institutional development through further decentralization 
processes as part of a phased process to transform RSCs into strategic business units 
(SBUs) with greater autonomy and financial accountability.  

46. The Colombo wastewater TA is rated likely sustainable. Its primary outcome 
was the establishment of an effective PMU with capacity development and project 
management support to manage the project readiness activities for loan project 
implementation, which was achieved. An institutional strengthening component under 
the loan project was also included to provide ongoing capacity development and 
training to familiarize the PMU with ADB guidelines and loan implementation 
procedures. However, the ultimate sustainability and impact of the TA needs to be 
assessed as a function of the anticipated completion and success of the loan project it 
supported, which is currently on track for completion with all packages of work 
awarded. The follow-up TA on Capacity Development for Project Implementation 
(footnote 11), is focused on developing project management and implementation 
capacity of implementing agencies in enhancing operational effectiveness of ADB-
funded projects in Sri Lanka. This TA is currently developing a financial management 
system to computerize the accounting processes of the PMU, further building on the 
work of the Colombo wastewater TA to ensure that project implementation capacity is 
improved for future ADB projects. 



  

CHAPTER 4 

Other Assessments 
 
47. The evaluation also assessed the overall impact of the three TA projects and the 
performance of ADB in project formulation and implementation. 

A. Impact 
 
48. The overall impact of the three TA projects is rated moderate. The assessment 
of overall impact is difficult, since the TA projects are a small part of a large sectoral 
investment. However, their impact could have been disproportionate to their scale. For 
example, if the regulatory framework TA had been successful in establishing 
independent regulation, its impact on the overall development of the sector would 
have been immense. Even now, with independent regulation still a future goal, its 
impact is potentially significant. Much the same can be said of the NWSDB 
decentralization TA—its major potential impact lies in the future and in part depends 
on the achievement of the intended policy reform outcome of the regulatory 
framework TA.  

49. In an ideal world, the following steps could be envisaged: (i) PUC widens scope 
over regulation to cover NWSDB; (ii) tariffs are set at a level that permits borrowing to 
establish or expand networks; (iii) RSCs are converted to SBUs with necessary cross-
subsidies for RSCs unable to operate profitably without further investment; and (iv) 
local and international private investors are encouraged to invest in areas not covered 
by NWSDB, particularly in the sanitation sector. A scenario developing along these lines 
would imply that the impacts of the TA projects were high. However, as the situation is 
in October 2015, their impact to date is only potential and therefore moderate. 

50. A number of factors provide a strong basis for gaining public acceptance of 
sector reforms, which are aligned with industry best practice for the provision of water 
and sanitation services, and that are advocated by the three projects. Poverty levels 
have decreased substantially over recent decades and now cover less than 10% of the 
population, meaning lifeline tariffs apply only to this small portion and can hence be 
sustained without excessive revenue loss. However, tariff levels need to be reviewed 
and simplified so that middle income families on average are at least paying for 
operational costs. Currently, water and sanitation expenditure represents less than 1% 
of average household income, a level that can be increased without causing undue 
hardship. A substantial public relations and stakeholder engagement campaign 
identifying water supply champions would need to be conducted by NWSDB and the 
government before re-attempting major reforms in the sector. 

51. The impact of the Colombo wastewater TA should be the (anticipated) 
successful completion of the Greater Colombo Wastewater Management Project, which 
will generate substantial benefits. Currently, there are around 38,000 direct 
connections servicing 120,000 households in Colombo—a coverage of around 45%. 
The project will allow coverage to increase to around 80%, improving environmental 
conditions both locally and at the southern ocean outfall where effluent discharge for 
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both biochemical oxygen demand 5 and total suspended solids29 is expected to be 
around 20 milligrams (mg) per liter, compared to the current primary (screened) 
effluent discharge, at several hundred mg/liter. 

B. ADB and Executing Agency Performance 

52. ADB’s performance is rated satisfactory for the three TA projects. There was 
little that could have been done by the design missions to identify the potential pitfalls 
facing the regulatory framework TA and the NWSDB decentralization TA. Both faced 
issues resulting from a change in government and ensuing policy changes, which was 
difficult for anyone to predict. The designs at the time reflected NWSDB policy and 
national development plans, and responded effectively to requests from the 
government. More detailed assessment, in particular the identification of key influential 
stakeholders and stakeholder groups to engage and achieve buy-in, may have better 
identified the drivers behind the reluctance of NWSDB middle managers and engineers 
to decentralize NWSDB functions. However, the reluctance was counter to 
expectations, given that the policy to decentralize was published and clearly stated in 
the NWSDB Corporate Plan 2007−2011. 

53. During TA implementation, ADB provided timely advice and approvals, and was 
responsive to requests for changes in terms of reference or consultant inputs, and 
conducted reasonably regular review missions to monitor progress. ADB staff attended 
the monthly meetings between the consultant team of the NWSDB decentralization TA 
and the Board of the NWSDB, and the three meetings with the Secretary. Firm 
commitment was shown by ADB in supporting the introduction of independent 
regulation in the regulatory framework TA despite the reversal of policy support 
resulting from a change in government. In the Colombo wastewater TA, ADB provided 
timely advice and support in establishing the PMU, and recognized that establishing a 
capable PMU for a first-time implementing agency required institutional capacity 
development support.  

54. Implementing agency performance was also satisfactory for the three TA 
projects, with efforts made (though not always successfully) to provide adequate office 
accommodation for TA consultants. Under the NWSDB decentralization TA, for 
example, the national consultants were obliged to work from their own offices as 
sufficient space could not be provided in NWSDB. For the regulation framework TA, 
office space was initially provided, but later withdrawn. However, interaction between 
staff and the consultant teams was universally reported to IEM as positive. Numerous 
training programs and workshops were conducted under the three TA projects, which 
were generally supported by the implementing agencies.  

 

 

 

                                                
29 Biochemical oxygen demand (5-day) and total suspended solids. Secondary treatment of sewage can 

produce effluent with readings of around 20 mg/liter for each measure. 



  

CHAPTER 5 

Issues, Lessons, and Follow-
Up Actions 
 
55. The evaluation found a number of useful lessons from the three TA projects. It 
also concluded with a set of follow-up actions.  

A.  Issues 
 
56. The TA projects faced significant issues that affected implementation and 
achievement of outcomes. Under the regulatory framework TA, the key issue was the 
failure of the Parliament to pass the Water Services Reform Bill at the start of the TA, 
which would have allowed proposed regulation of water supply and sanitation to pass 
to the purview of the PUC, as planned. The change in government in 2005 was the 
primary cause, highlighting the potential problems with designing TA projects whose 
outcome depends on the passage of legislation.   

57. The NWSDB decentralization TA faced an issue that was also partly influenced 
by political factors—the opposition of some individuals with trade unions and political 
ties to the concept of decentralization, even though this was senior management’s 
published policy. This issue was attributed to opposition by trade unions viewing 
decentralization as a move towards privatization, and concern from some NWSDB 
middle managers that autonomy would increase corruption in the provinces. However, 
several key management staff reported that it was largely due to the preference of 
individuals to remain at the Colombo headquarters, and not be required to move to 
other regions or lose their jobs. 

58. The Colombo wastewater TA involved the establishment of a PMU under CMC 
and experienced few issues. Staff recruitment was problematic, due to poor salaries 
and conditions offered by the Ministry and CMC. A full complement of staff could not 
therefore be employed, requiring the PMU to depend on staff seconded from CMC on a 
part-time basis. A shortage of engineers with wastewater experience has also been an 
ongoing issue for the CMC. 

B.  Lessons 

59. A number of lessons can be drawn from the evaluation. Across the TA projects, 
experience highlights the potential value of TA in relation to capacity development for 
institutional and structural reform in water supply and sanitation in Sri Lanka. 
Although not fully achieving their intended outcomes, the two water TA projects (the 
regulatory framework TA and the NWSDB decentralization TA) have prepared the 
groundwork to advance institutional and sector reform.  

60. Various attempts over the past 20 years to implement institutional reform to 
bring the water and sanitation sector in line with industry best practice have failed for 
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several reasons: (i) misunderstanding by stakeholders, farmers in particular, of plans 
and reforms under the various water policies and acts; (ii) inadequate consultation with 
stakeholders; (iii) fear that water would be sold to farmers, and transferable rights 
would lead to loss of access by irrigators; and (iv) the perception that policies were 
driven by foreign lending agencies, including multilateral development banks. However, 
these setbacks should not alter the ultimate aim of policy and institutional reform that 
is critical for the development of the sector.30  
 
61. For significant institutional and policy change to occur, it is desirable to design 
a TA cluster and follow-up TA projects to support achievement of the desired long-term 
plan or objective, reflecting the often changing institutional and political environment 
in the sector. While requiring greater preparation, a TA cluster can provide support to a 
long-term plan or sector reform program through separate, but coherent interventions 
over an extended period comparable to the multitranche financing facility in lending 
operations.31 For example, further small-scale technical assistance, around 1 year after 
TA closing could have been beneficial in building on the outputs of the NWSDB 
decentralization TA.  

62. These failures have been unfortunate, and now need re-examination, due to 
increasing pressure on water resources, potential climate change factors, 
environmental problems both in rivers and on coastlines caused by sediment mining 
and entrapment, and sea level rise. The evaluation highlights the need for a national 
overarching legal policy framework for comprehensive water resources management, 
and the introduction of effective river basin management based on integrated water 
resources management principles. In particular, a framework governing water sharing 
needs to be introduced, but with care not to disadvantage rural users and farmers. 
Nonetheless, such a water resources management framework will need to ensure that 
water for domestic consumption is a priority, but where necessary providing 
compensation to farmers.  

63. Equally important is acknowledging that major policy reform and capacity 
development to support achieving such outcomes takes time and a significant amount 
of human and financial resources. 32  It is unrealistic to expect significant policy or 
institutional reforms to occur over the course of a single TA intervention under a 
changing political environment. In the evaluation and in the case of the NWSDB 
decentralization TA, it would be hard to expect that the introduction of full 
decentralization of NWSDB functions would be achieved over the course of a 12-month 
TA. However, what is clear is that sustainability can be enhanced if future projects are 
linked to current ones, to ensure that the capacity development and institutional 
mechanisms developed during the NWSDB decentralization TA continue to be 
supported and function properly. Policy or institutional reform that is not possible in 
one project may well be possible in subsequent projects. Over time, a program of 
sector reform and policy dialogue can contribute towards refining approaches and 
garnering further support to eventually get new policies and institutional reforms 
implemented (footnote 31). The ADB TA program in the water and sanitation sector in 
Sri Lanka provides for such continuity.  

64. The development of capacity to support policy and institutional reform has 
lagged behind other aspects of water supply and sanitation development (footnote 

                                                
30  IED. 2015. Sustainability of Urban Water Supply and Sanitation Operations: Findings and Lessons. Topical 

Paper. Manila: ADB. 
31  IED. 2014. Corporate Evaluation Study: Role of Technical Assistance in ADB Operations. Manila: ADB.  
32  ADB. 2006. Lessons in Capacity Development: Sectoral Studies in Sri Lanka. Manila. 
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31). The evaluation suggests that substantial reform must follow a steady process that 
integrates political, social, and economic factors, and which can face opposition from 
those with vested interests. 

65. Engaging and influencing the right stakeholders at the right time is therefore 
critical in achieving institutional and policy reform. Evidence from the evaluation and 
findings from recently completed evaluation studies (footnote 27) point to the 
importance of buy-in from key stakeholders, in particular, influential politicians, policy 
champions, and decision-makers. The buy-in of political decision makers is more likely 
when there is an adequate level of technical understanding that does not always exist. 
Therefore, effort and resources must be directed toward ensuring that key decision 
makers have a sound understanding of the benefits of policy reform actions which will 
facilitate effective implementation of associated capacity development initiatives. The 
design of the two water TA projects (the regulatory framework TA and the NWSDB 
decentralization TA) did not pay sufficient attention to a public awareness campaign 
and to influencing policy reform champions. This impacted on their effectiveness.  

66. The regulatory framework TA highlighted the potential value of independent 
regulation of government-controlled monopoly (or near monopoly) services by 
supporting the development of regulations for the water sector. Where tariff changes 
have to be determined and approved by a ministry, there is the risk of political 
interference. While independent regulation cannot fully eliminate this issue, it can serve 
to mitigate it to a large extent. It further means that the government has less to fear in 
relation to potential political backlash, since it can highlight the fact that the 
independent regulator rather than the government is responsible for monitoring and 
overseeing water services regulation such as tariff setting. Equally important is the 
strong need to attract private capital to the sector, which is difficult if the government 
is fully responsible for regulation.  

67. The NWSDB decentralization TA offers a number of lessons: (i) policy reform 
and decentralization can be problematic and government lip service to these may not 
be sufficient for technically-focused TA projects to succeed; (ii) the need for wide 
stakeholder consultation during design to increase the potential to predict and mitigate 
potential roadblocks; and (iii) early attention to convince government staff involved of 
the need for relocation of roles to field offices. Even though an organization has 
published a policy, it does not necessarily mean that its staff will unanimously support 
it. The TA could have taken two significant actions during early stages of 
implementation: (i) commencing a strong and targeted education and awareness-
raising campaign much earlier and largely in Sinhala, particularly targeting political 
decision makers and trade unions; and (ii) emphasizing that under no circumstances 
would decentralization lead to privatization of the RSCs.  

68. The Colombo wastewater TA highlights the potential value of TA to a new 
implementing agency in relation to ironing out early implementation problems, 
familiarizing project staff with ADB procedures, and accelerating early disbursement of 
funds. As a result of the TA activities, the loan project experienced a relatively smooth 
process of initial implementation. The project has generally been implemented in 
accordance with planned timelines, with the five major contract packages awarded. 
Without the support of the TA, the loan project would have experienced significant 
implementation delays. 
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C.  Follow-Up Actions 

69. ADB, through its follow-up TA support, should encourage the government to 
incorporate the actions listed below in the implementation of the new TA on 
Institutional Development of the NWSDB (footnote 13), due to commence with the 
mobilization of consultants in 2016. The objective and intended outcomes of the new 
TA are aligned with the outcomes of the two water TA projects evaluated in this report. 
Appendixes 4 to 6 provide further details about the responsible agency, monitoring 
requirements and proposed timeframe of all recommended follow-up actions.  

(i) ADB should actively promote the importance of independent regulation 
to de-politicize tariff-setting and lay the groundwork for private sector 
involvement in the development of the sector.  

(ii) The new TA (Institutional Development of the NWSDB) should promote 
the program of decentralization and further autonomy among RSCs. 
ADB should ask the government to consider converting mature and 
competent RSCs into financially autonomous SBUs. 

(iii) ADB should encourage the government to involve the private sector in 
the development and operation of new treatment plants and networks 
in water supply and sanitation (for instance through the establishment 
of public–private partnerships). In some circumstances, and particularly 
in sanitation, private ownership of facilities should be encouraged, but 
only under tight independent regulation to prevent either exploitation 
of customers or, conversely, amendment of rules to unfairly 
disadvantage the private investor. 

(iv) ADB should recommend that the government review process to make 
recruitment and staff retention by the (Colombo Wastewater TA) PMU 
easier. Examples include salary top-up under the project to compensate 
for the temporary nature of employment and at least to bring them to 
a level comparable to their peers in CMC. While it is probably too late 
in the Colombo wastewater TA for such a change to have much impact, 
it is retained as a recommendation as it will be of value to the design of 
future projects in the sector. 
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APPENDIX 1: MILLENNIUM DEVELOPMENT GOALS’ PERFORMANCE AND 
PLANNED SUSTAINABLE DEVELOPMENT GOALS’ TARGETS 

 
A. Millennium Development Goals 

1. Both the Millennium Development Goals (MDGs) (2000–2015) and the follow-on Sustainable 
Development Goals (SDGs) have a major focus on water supply and sanitation (WSS). The eight MDGs 
were agreed at the United Nation’s (UN) Millennium Summit in New York in 2000 and adopted by UN 
member countries in 2001. They range from halving extreme poverty rates to halting the spread of 
HIV/AIDS and providing universal primary education by the target date of December 2015. They formed 
a blueprint agreed to by all the world’s countries and leading development institutions. They have 
galvanized unprecedented efforts over the past 15 years to meet the needs of the world’s poorest.1 
 
2. MDG 7 aims to ensure environmental sustainability, and comprises three targets and nine sub-
goals. Target 7c aimed to reduce by half the (1990) proportion of people without sustainable access to 
safe drinking water and basic sanitation. Figure A1.1 shows the development of improved systems in 
the Sri Lanka WSS subsectors since 1990. Improved water supply is defined as water delivered through 
pipes to dwelling or standpipe, tube well, protected dug well or spring; or rainwater supply. Sri Lanka 
defines improved sanitation as at least a water seal toilet.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
Source:  http://mdgs.un.org/unsd/mdg/Data.aspx  

 
 
 
3. These results are impressive and indicate that Sri Lanka more than met its MDG targets for 
water supply and rural sanitation. Urban sanitation performed less well with improved coverage only 
increasing from 84% to 88% over 1995 to 2015. The relatively poor performance was largely due to 
rapid urbanization over the period together with lack of sewerage in cities and towns apart from 
Colombo. 

                                                
1  http://www.un.org/millenniumgoals/  

Figure A1.1:  Sri Lanka population connected to improved water supply and sanitation, 1995–2015 

 
Source: http://mdgs.un.org/unsd/mdg/Data.aspx 
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4. The rapid increase in improved rural water supply has been due to expansion in the number 
and scale of schemes run by community based organizations which now exceed 4,000. They have been 
widely supported by development projects. Urban water supply expansion has been due to investment 
by the National Water Supply and Drainage Board (NWSDB) and some municipalities. While improved 
urban water access has been impressive, there remains substantial scope for connecting households 
and businesses to the water networks, requiring high level investment in the development of water 
supplies, treatment plants, and networks. 

B. Sustainable Development Goals 

5. The SDGs succeed the MDGs from January 2016. The 17 goals and 169 SDG targets (or 
strategies to achieve the goals) were adopted at a UN Summit in September 2015. Goal 6 states 
“Ensure availability and sustainable management of water and sanitation for all.” Eight targets are 
proposed under Goal 6. Sri Lanka committed to Targets 6.1 and 6.2 (see Table A1.1) during the South 
Asian Conference on Sanitation.2 

Table A1.1: Sustainable Development Goal 6 Targets 

No. Target 
6.1  by 2030, achieve universal and equitable access to safe and affordable drinking water for all.  

 
6.2  by 2030, achieve access to adequate and equitable sanitation and hygiene for all, and end 

open defecation, paying special attention to the needs of women and girls and those in 
vulnerable situations. 

Source:  International Council for Science. 2015. Review of the Sustainable Development Goals: The Science Perspective, Paris.  

6. Since improved water coverage is already at 99% in urban and 95% in rural areas according to 
MDG reports,3 achieving near 100% coverage should be relatively easy. Almost all urban connections 
are metered, and payment performance is reported to be excellent by regional standards. However, 
there are a number of issues that require addressing. For example, average consumption is a relatively 
low 126 liters per capita per day4 while non-revenue water (NRW)5 in Colombo is a high 46%, due 
mainly to leakage from an old pipe network. While improvement is evident, down from around 54% in 
2005, NRW still remains high. Around 14% of water transmitted is supplied free for legitimate uses 
(such as unbilled supplies to tenement gardens and fire hydrants) which do not earn revenue. It is not 
yet feasible to fully isolate districts (into district metering areas) which when accomplished will improve 
leak detection and assist in reducing NRW.  

7. In greater Colombo, the number of connections of NWSDB increased from 286,000 in 2000 to 
almost 500,000 in 2008. The NWSDB’s Ten-Year Development Plan, 2016–2025 indicates that 90% of 
Colombo residents now have access to piped water of which 85.5% are supplied by NWSDB and the 
remainder by community organizations. 

8. The sanitation SDG will be a harder goal to attain with urban areas at a relatively low (but 
regionally very high) at 88% and rural areas at an even higher 97%. The challenge in urban areas is to 
develop sewerage networks in all or most towns and cities, and to treat wastewater to a standard 
where it can safely be discharged into water bodies. While there is no current national standard, it is 
likely that this should be close to Australian secondary effluent targets of <20 parts per million (ppm) 

                                                
2  South Asian Conference on Sanitation. Sri Lanka Country Paper. 22–24 October 2013. 
3  See for example United Nations. 2014. Millennium Development Goals Country Report–Sri Lanka; available at 

http://www.lk.undp.org/content/srilanka/en/home/library/mdg/sri-lanka-millennium-development-goals-country-report-2014/. 
4  ADB. 2012. Good Practices in Urban Water Management Decoding Good Practices for a Successful Future. Manila. Includes a 

paper on Colombo water supply by KLL Premanath and MV Harhare based on 2008 data. 
5  NRW refers to water distributed by a water company which is lost to leakage or theft, not billed to consumers, or given to 

institutions free of charge. 
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biochemical oxygen demand (BOD5)6 and the same rating for total suspended solids (as an example). A 
number of projects are developing sewage treatment, notably in greater Colombo (Asian Development 
Bank) and Kandy (Japan International Cooperation Agency [JICA]). JICA is currently preparing a strategic 
master plan for the sanitation sector, which is expected to assist the government and development 
partners plan a program to increase the level of effluent treatment on a national level. 

 

                                                
6 BOD5 at 20ºC is a measure of the organic material/pollution of a water sample measured in milligrams/liter or ppm. 



  

APPENDIX 2: ONGOING TECHNICAL ASSISTANCE PROJECTS: IMPACTS, 
OUTCOMES, AND OUTPUTS 

 

 

ADB = Asian Development Bank, NWSDB = National Water Supply and Drainage Board, NRW = non-revenue water, TA = 
technical assistance. 
a Financially completed in February 2015.  
Source: Asian Development Bank technical assistance reports. 

TA 8206: 
Capacity Development for 

Non-Revenue Water 
Reductiona 

TA 8562: 
Capacity Development 

for Project 
Implementation 

TA 8733: 
Wastewater Management 
Improvement in Colombo 

Municipal Council 

TA 8835: 
Institutional Development 
of National Water Supply 

and Drainage Board 

Approved  
5 Nov 2012  
($200,000) 

Approved  
10 Dec 2013  
($500,000) 

Approved  
3 Oct 2014  
($500,000) 

Approved  
16 Dec 2014  
($1,000,000) 

 
Impact 
Improved water supply in 
Colombo City 

 

Impact 
Enhanced operational 
effectiveness of ADB-
funded projects in Sri 
Lanka 

 

Impact 
Improved financial 
sustainability and 
operations of wastewater 
services in Colombo City 

Impact 
Improved operating 
efficiency and 
accountability of NWSDB 

Outcome 
Successful 
implementation of NRW 
reduction program and 
strategies in Colombo 
City 
 

Outcome 
Satisfactory 
implementation of 
projects in full 
compliance with ADB 
guidelines 

Outcome 
Improved capacity to 
operate and maintain 
wastewater services in 
Colombo City 

Outcome 
Improved institutional and 
technical capacity of 
NWSDB 
 

Outputs 
1. Baseline for NRW in 

Colombo City 
established  

2. Water balance 
assessments 
independently 
certified 

3. Technical 
recommendations 
provided by 
independent experts 
on the proposals, 
methodologies, and 
strategies for NRW 
reduction program 
prepared under the 
Investment Program 

4. Specialized training 
provided to the 
executing agency 
staff on NRW 
reduction and leak 
detection 

Outputs 
1. Enhanced 

knowledge of 
government project 
staff in various 
aspects of project 
management 

2. Project management 
staff in the water 
sector apply best 
project 
management 
practices supported 
with information 
technology tools 

3. Staff of the NWSDB 
are equipped with 
improved technical 
skills for the NRW 
reduction program 

Outputs 
1. Wastewater tariff 

scheme prepared 
2. Public–private 

partnership modality 
identified and 
prepared 

3. Information 
campaign and 
training program 
implemented 

 

Outputs 
1. Strengthened 

institutional structure 
of NWSDB 

2. Implemented training 
and skills development 
program for NWSDB 



  

APPENDIX 3: LIST OF PERSONS MET DURING THE INDEPENDENT 
EVALUATION MISSION 

 
Ministries and Government Agencies 
 
Ministry of National Policies and Economic Affairs 
Mr. M.I.M Rafeek, Secretary 
Mr. Tennakoon, Additional Secretary 
Dr. Yaldgama 
 
Ministry of Provincial Councils and Local Government 
Mr. H. T. Kamal Pathmasiri, Secretary 
 
Ministry of Urban Development Water Supply and Drainage 
Mr. M.I.A. Lathiff, Director (Engineering Consultant), Department of National Community Water Supply 

  
National Water Supply Development Board (NWSDB) 
Mr. R.S.C. George, Additional General Manager, Policy and Planning 
Mr. Thilina Wijethunga, Deputy General Manager (for Asian Development Bank projects) 
Mr. Jaliya Lalith Seekkuge, Assistant General Manager, Manpower Development and Training 
 
NWSDB Regional Support Centers 
Mr. L.L.A. Peiris, Deputy General Manager, Central Regional Support Center (Central-Kandy, Matale, and 

Nuwara Eliya Districts) based in Kandy 
Mr. Samanmal Ekanayake, Deputy General Manager, North Western Regional Support Center (Puttalam 

and Kurunegala Districts), based in Kurunegala 
Mr. G.W. Deshapriya, Assistant General Manager, North Western Regional Support Center 
Mr. P.M.L.C. Wijeicoon, Assistant General Manager, North Western Regional Support Center 
 
Colombo Municipal Council 
Mr. V. K. Anura, Municipal Commissioner 
Mr. K. D. Chitrapala, Municipal Treasurer 
Mr. Lalith Wickramaratne, Deputy Municipal Commissioner, former Head of Engineering 
Ms. Thamara Mallawaarachchi, Deputy Municipal Commissioner, Professional Services 
Mr. M.I.M. Salim, Director, Engineering (Drainage and Water Supply) 
Ms. Kumudinie Samarasinghe, Director, Project Management Unit (PMU) 
Mr. K. Pradeepan, Financial Manager and Chief Accountant, PMU, Technical Assistance (TA) 7320 
 
Consultants/Former Staff 
Mr. Lal Premanath, Former General Manager, NWSDB 
Mr. Priyantha Wijayatunga, Former Director General, Public Utilities Commission 
Mr. Ananda Jayaweera, Water and Sanitation Specialist 
Ms. Edna Balucan, Consultant, Lahmeyer IDP Consult 
 
Development Partners 
 
Agence Française de Développement  
Mr. Pierre Lecocq, Project Officer, Sri Lanka and Maldives 
 
Japan International Cooperation Agency 
Mr. Yusuke Shinozaki, Representative 
Mr. M.G. Hemachandra, Project Specialist 
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Asian Development Bank (ADB) 
 
Sri Lanka Resident Mission 
Ms. Sri Widowati, Country Director 
Mr. Ahsan Tayyab, Principal Portfolio Management Specialist 
Mr. Sarath Muthugala, Senior Procurement Officer and Project Officer, TA 8562 (Capacity Development 

for Project Implementation) 
Mr. Kamal P.S. Dahanayake, Project Officer (Infrastructure) 
Mr. Herathbanda Jayasundara, Associate Project Officer 
 
ADB Headquarters 
Ms. Tatiana Gallego-Lizon, Director, Southeast Asia Regional Department 
Mr. Mingyuan Fan, Senior Urban Development Specialist, South Asia Regional Department 
Ms. Nishanthi Manjula Amerasinghe, Environment Specialist, South Asia Regional Department 
 



  

APPENDIX 4: TECHNICAL ASSISTANCE 4049: STRENGTHENING THE 
REGULATORY FRAMEWORK FOR WATER SUPPLY AND SANITATION 

 
A. Introduction 
 

1. The technical assistance (TA) 4049 (regulatory framework TA) was approved in December 2002 
for $325,000 ($285,000 from the Japan Special Fund with a supplementary amount of $40,000 
approved in December 2006 from the Cooperation Fund for the Water Sector). The TA would help 
develop and disseminate regulations for the water sector within the framework of the Public Utilities 
Commission (PUC) Act. This gives the PUC a mandate to set the institutional framework for the power, 
water supply and sanitation (WSS), and petroleum sectors. Although the PUC provides a common 
structure, each sector is governed by specific industry regulations. In total, $317,000 was disbursed 
(98%). Financial closing of the TA was in April 2008, about 4 years later than planned. The executing 
agency was the Ministry of Water Supply and Drainage (MWSD) and the implementing agency was 
National Water Supply and Drainage Board (NWSDB). 

2.  The PUC website states that “the regulation of the water service industry was officially assigned 
to the PUC in 2002. However, until an industrial act for the water sector is enacted, PUC has no 
authority to regulate the WSS sector. During the first half of 2008, the PUC provided inputs for the 
finalization of draft amendments to the NWSDB Act, to enable the regulation of the WSS industry by 
the PUC. In anticipation of the envisaged regulatory role in the water services industry, the PUC 
continued the dialogue with the MWSD about its intention to act as the shadow regulator during the 
transitional period.”1 To date, while the amendments to the NWSDB Act have been prepared, it has yet 
to be passed by the Parliament due to political and policy changes favoring self-regulation of the 
sector. 

1. Objectives 

3. The TA design envisaged the following objectives: 

Impact: Improved provision of water supply and sanitation services in Sri Lanka.  
Outcome: To provide an adequate legal and regulatory framework for water services.  

2. Technical Assistance Outputs 

4. Two outputs were envisaged under the original TA design: (i) the development of adequate 
legislation and guidelines to regulate the water sector, and (ii) development of institutional capacity for 
regulatory legislation and guidelines. These were achieved through drafting of the Water Services 
Reform Bill and related guidelines to implement its provisions. However, the Bill was not approved by 
the Parliament due to a change in government that occurred in 2005. The election of the new 
government also resulted in a revision of the TA scope in 2006, with outputs realigned to include: 
(i) producing amendments to the NWSDB Act to bring it under the purview of the PUC, and developing 
supporting guidelines to implement its provisions; (ii) preparation of updated tariff methodology, 
agreed service standards, and a customer service code; (iii) developing water sector regulations; and (iv) 
developing awareness on regulatory changes through capacity development and training workshops 
for the staff of NWSDB and local authorities. In addition, almost 20 training and awareness raising 
sessions on regulatory reform were undertaken for NWSDB staff and trade union members. 

 

                                                
1 http://www.pucsl.gov.lk/english/industries/english-water/  
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3. Consultants and Scheduling 

5. Two teams of international and national consultants were engaged under the TA. The first 
team, fielded in February 2004, was responsible for the initial inception report, and included 2.4 
person-months of consultant inputs. The team was demobilized in March 2004 when it became clear 
that the Water Services Reform Bill would not be passed, and was not available to remobilize after the 
scope revision in late 2006. The second team, fielded in January 2007 and demobilized at completion 
of the TA, comprised 13.5 international and 11.1 national person-months. The team included 
international experts in financial regulation and institutions, policy and public administration, law, and 
technical regulation; and national experts in training, financial regulation, law, and water supply 
engineering. Given the broad scope and deliverables, the economy and productivity of inputs is 
considered to have been good. The performance of consultants varied from good to excellent. The 
consultants’ performance was found to be satisfactory by both Asian Development Bank and the 
government and this was also broadly consistent with the findings of the evaluation mission.  

6. Interviews conducted by Independent Evaluation Mission (IEM) with NWSDB officers and 
government representatives have provided a positive view on the outputs produced and training and 
capacity building activities conducted under the TA.  

4. Technical Assistance Completion Report 

7. The 2008 TA completion report (TCR)2 rated the project successful. The TCR highlights the 
problems faced in attempting to pass the Bill: 

“The [Water Services Reform] Bill was approved by Cabinet in mid-2003 and was tabled for approval by 
Parliament in October 2003, but was neither signed by the Speaker of the House nor entered into the 
Official Gazette. The initial Bill was challenged in the Supreme Court by a public interest activist as 
being unconstitutional, in that the draft document did not adequately consider the role and mandate 
of local authorities. The Supreme Court ruled that Provincial Council and local authorities were to be 
consulted if the Bill was to be consistent with the Constitution. In line with these requirements, the Bill 
was redrafted in December 2003; however, political changes and new policy decisions on sector 
reforms led to numerous delays.” 

8. The TCR also reported that the project impact and outcome were achieved under the revised 
terms through the preparation of an amendment to NWSDB’s Act and preparation of regulatory 
guidelines and associated supporting documents. These amendments have yet to be approved by the 
Parliament. A number of training and awareness-raising sessions were also conducted, which achieved 
the project’s institutional capacity development objectives. 

B. Performance Assessment 

1. Relevance 

9. The TA is rated relevant. The TA design appropriately identified the establishment of 
independent regulation as one of the requisite sector reforms needed for the government to pursue its 
poverty reduction strategy in the water sector. This was consistent with the government’s development 
policy framework, and ADB’s country partnership strategies and Water for All Policy3, independent 
regulation was recognized as a requirement to establish the necessary legal and institutional 
framework for other related sector reforms including decentralization of service delivery, private sector 
participation, and improving the operational, managerial, and commercial practices of the NWSDB. TA 

                                                
2 ADB. 2008. Technical Assistance Completion Report on Strengthening the Regulatory Framework for Water Supply and 

Sanitation. Manila. 
3 ADB. 2001. Water for All. The Water Policy of the Asia Development Bank. Manila. 
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design recognized that an effective regulatory framework would facilitate the effective and efficient 
development of the sector to deliver access to safe water to consumers. 

10. Although the TA faced delays due to political events and a Supreme Court challenge on the 
constitutionality of the Water Services Reform Bill, the TA remains relevant as the new government 
(elected in January 2015) has indicated support for progressing sector reforms and has expressed 
interest in implementing independent regulation, decentralization, and encouraging private sector 
involvement in the water sector. Discussions with project stakeholders have noted that the outputs 
generated by the TA remain relevant and can be revised and updated. 

2. Effectiveness  

11. The TA is rated less than effective. The TA suffered difficulties and delays in implementation, 
and the TA outcome of “providing an adequate legal and regulatory framework for water services” was 
not achieved as neither the Water Services Reform Bill nor the subsequent amendments to the NWSDB 
Act were approved by the Parliament. This was due to external political factors which resulted in a 
policy reversal following the change of government in 2005. This is a reflection of inadequate TA 
design which could have invested more efforts in identifying, engaging, and consulting key 
stakeholders to achieve a level of ownership and political buy-in to mitigate risks from political 
processes and volatility. However, TA outputs were delivered in line with the revised scope. 

3. Efficiency 

12. The TA is rated efficient. Although factors which are generally out of the project’s control 
impacted on the original delivery timeline, all TA outputs and deliverables were achieved within budget 
under the revised scope. The TCR states that about 20 training workshops and awareness-raising 
sessions were conducted, which achieved institutional capacity development objectives. More focus on 
raising awareness in the earlier stages of the project and, in particular, investing more time in ensuring 
that all stakeholders involved in water management were properly consulted may have improved the 
reception of the Water Services Reform Bill and prevented delays. For example, identifying that local 
authorities needed to be consulted as required under the constitution may have reduced delays in the 
revision of the Bill. 

4. Sustainability 

13. The evaluation rates the project’s outcomes and outputs as less than likely sustainable. As 
noted in the assessment of relevance, the current political environment, together with NWSDB 
management’s view on the need for institutional reform in support of independent regulation, 
decentralization, and private sector involvement, indicates the likely sustainability of TA outcomes. This 
situation is likely to generate renewed interest in sector reform under the new government, to build on 
and adapt the TA outputs to facilitate progressive institutional sector reforms for improved service 
delivery. At the 3-day workshop on “New Investment Strategies and Business Model for the NWSDB” in 
Udawalawe, held in October 2015, the Minister for City Planning and Water Supply (NWSDB’s 
supervising ministry) requested a copy of the draft Water Services Reform Bill prepared under the 
regulatory framework TA. Due to the politically sensitive nature of the workshop, no proceedings have 
been published. Participants report that the tone of the meeting was generally supportive of the 
previous regulatory reform TA objectives. A new TA, TA 8835: Institutional Development of NWSDB, 
supported by ADB commences in 2016. It will build on the work of the regulatory framework TA by 
helping the government establish a regulatory division within NWSDB to initiate a sector regulatory 
function over decentralized and autonomous Regional Support Centers. This will likely continue to 
provide support and encourage the government to further progress regulatory reform in the sector 
following on from earlier TA achievements. Although the political environment has improved in favor 
of regulatory reform, there was no formal policy or written statement available at the time of 
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evaluation to support the above positive sentiments. Until the Water Services Reform Bill is passed by 
Parliament, thereby providing a firm legislative basis to progress independent regulation under the 
PUC, the sustainability of any outcomes generated by the TA is not clear. Should the Water Services 
Reform Bill or equivalent be passed by the Parliament in coming years, the re-rating of the effectiveness 
and sustainability assessments of this TA will be necessary to recognize the contribution of this TA. 

5. Overall Assessment 

14. The overall rating for the TA is less than successful. 

Table A4.1 Aggregate Performance Ratings of TA 4049 

Criteria Weight TCR Rating Evaluation Rating 
Relevance 25% NR 2.00 
Effectiveness 25% NR 1.00 
Efficiency 25% NR 2.00 
Sustainability 25% NR 1.00 
Overall 100% Successful                  1.50  
   Less than successful 

NR = not reported, TA = technical assistance, TCR = technical assistance completion report. 
Sources: Asian Development Bank technical assistance documents and Independent Evaluation Department assessment. 

 

C. Other Assessments 

1. Impact 

15. The impact of the TA is rated moderate. Although the TA did not result in the establishment of 
sector reforms that included independent regulation of the WSS sector, Sri Lanka has been making 
steady progress in the development of improved WSS for its citizens. Appendix 1 discusses progress 
compared to the Millennium Development Goals for WSS highlighting strong performance in water 
supply but moderate progress in urban sanitation. NWSDB has more than doubled the number of 
piped water connections between 2005 and August 2015, with the total approaching 2 million (Figure 
A4.1). 

16. Discussions with NWSDB officers and other government officials indicate that the impact of the 
TA is likely to increase in the future. The new government is supportive of regulatory reform and of 
implementing independent regulation to improve service delivery and operational efficiency and 
effectiveness of public utility providers such as NWSDB. 

 



Technical Assistance 4049: Strengthening the Regulatory Framework for Water Supply and Sanitation 33 

 

 
Figure A4.1 National Water Supply and Drainage Board Water Connections,  

2005–2015 
 

 

 

 

 

 

 

 

 

Source: National Water Supply and Drainage Board personal communication. 

 
2. ADB and Executing Agency Performance 

17.  Both ADB and implementing agency performance are rated satisfactory. The TA design team 
correctly identified the need for independent regulation and its potential benefits. ADB was responsive 
to the evolving needs of the TA, postponing activity when the Water Services Reform Bill failed to pass, 
and later responding to the request of NWSDB to resurrect it. NWSDB as implementing agency 
provided adequate support to the consultants. However, it could perhaps have done more to identify 
and minimize the problems that ultimately derailed the TA. This would have required senior 
management to undertake a more detailed assessment of the attitudes of middle management. 
However, it is recognized that the water sector in Sri Lanka is highly politicized and that developments 
that seem entirely rational can be halted by public or political attitudes. For projects to be successful, 
deliberate action by TA teams and ADB staff is necessary to ensure that stakeholders’ attitudes are fully 
understood and to raise awareness of changes among stakeholders and the public.  

D. Issues, Lessons, and Follow-Up Actions 

1. Issues 

18. The key issue that the government and NWSDB need to resolve is the desirability of introducing 
independent regulation of the WSS sector through the PUC. In principle, there are many advantages to 
allocating the monitoring of services and setting of tariffs to an independent body, including (i) to a 
large extent, removing regulation from the political sphere (e.g., where politicians may seek to reduce 
tariffs or to prevent necessary tariff increases to gain support); and (ii) providing considerable 
confidence to private investors that unexpected or unjustified variations to the tariff regime will not 
occur. Sri Lanka has a substantial need to invest in piped water supply in its towns and in the provision 
of sewerage. While domestic resource mobilization and development assistance can provide a 
substantial proportion of fund requirements, achieving planned targets will necessarily involve private 
investment, including under public–private partnership such as build–operate (for a period) and 
transfer (to government) scheme. To attract private investment, independent regulation is essential. 
Direct private investment in WSS, though having the potential to bring benefits, is most unlikely to be 
acceptable in the present Sri Lankan political environment. 
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2. Lessons 

19. Evaluation of the regulatory framework TA suggests the following lessons: 
 

(i) Early and continued consultation with influential stakeholders and taking a more 
participatory approach in project design is important to enable education and 
awareness raising about project objectives and gain firm ownership and stakeholder 
support for implementation. 

(ii) It is important to capture capacity development and training outputs and ensure that 
the resources and materials generated are maintained and made accessible to NWSDB 
and other government agency officers. During the regulatory framework TA and the 
NWSDB decentralization TA, a separate temporary training unit was established 
responsible for coordinating and facilitating training workshops and awareness-raising 
sessions. IEM’s discussions with TA officers suggest that the training outputs of these 
sessions have not been formally transferred to the NWSDB Manpower Development 
and Training unit following TA completion. This has implications for sustainability of 
training activities under subsequent TA projects and broader NWSDB capacity 
development work.  

(iii) The TCR noted that the success of outcomes including extent and sustainability 
continues to be dependent on the government’s commitment to progress and 
adoption of proposed reforms for the sector. IEM reaffirms this observation and adds 
that such reforms need to target education and awareness-raising activities to key 
decision makers in the government in order to achieve further progress on broader 
sector reform objectives. 

3. Follow-Up Actions 

20. The issues and lessons generate a number of suggestions, mainly to the Government (Table 
A4.2). It is noted that new TA on Institutional Development of NWSDB (TA 8835) captures many of the 
following elements and, where appropriate, these should be incorporated in the implementation 
program of the new TA. 

Table A4.2: Follow-Up Actions of TA 4049 
  Agency Responsible Recommended 

Timing Follow-Up Actions  Action Monitoring 
Undertake widespread consultation in WSS sector to ensure 
that independent regulation is desired and, if attempted 
again, likely to succeed. Align with implementation actions 
under new TA on Institutional Development of NWSDB (TA 
8835), where appropriate. 

NWSDB SLRM 2017 

Allocate task of reviewing and revising the Water Services 
Reform Bill to a TA project team, possibly aligning with 
actions under TA 8835. 

SLRM with 
agreement 
NWSDB 

SLRM 2016/2017 

Appoint PUC as independent regulator and, if needed, 
provide assistance to establish the water sector regulations 
office. Liaise with NWSDB on the revision of the Water 
Services Reform Bill. 
 

Ministry of 
Water 
Supply and 
Drainage 

SLRM 2017–2018 

Undertake business plans relating to water and sanitation 
services to identify the tariff levels that will be needed to 
allow adequate investment in the sectors. It is anticipated 
that lifeline tariffs will be continued but that tariff 
structures will be simplified. 

NWSDB SLRM 2017 

NWSDB = National Water Supply and Drainage Board, PUC = Public Utilities Commission, SLRM = Sri Lanka Resident Mission, 
TA = technical assistance, WSS = water supply and sanitation. 
Source: Independent Evaluation Department. 



  

APPENDIX 5: TECHNICAL ASSISTANCE 7078: INSTITUTIONAL 
STRENGTHENING FOR DECENTRALIZED SERVICE DELIVERY IN THE WATER 
SECTOR  

 
A. Introduction 

1. The Technical Assistance (TA) 7078 (National Water Supply and Drainage Board [NWSDB] 
decentralization TA) was approved in April 2008 for $750,000 ($700,000 from the TA Special Fund and 
$50,000 from the Cooperation Fund for the Water Sector) to support government efforts to improve 
the operational performance and financial management of water sector utilities. The TA focused 
primarily on decentralizing the service delivery functions of NWSDB and operationalizing its internal 
monitoring and regulatory systems. In total, $658,000 was disbursed (88%). TA implementation was 
from June 2009 to June 2010. Financial closing was in February 2011, 1.6 years later than scheduled 
due to the late commencement and extension of the TA period. The executing agency was the Ministry 
of Water Supply and Drainage and the implementing agency was NWSDB. 

1. Objectives 

2. The TA design envisaged the following objectives: 

Impact: Improved efficiency and management performance in the water sector.  
Outcome: NWSDB’s service delivery functions (e.g., asset management, capital planning, 
accounting, and audit functions) decentralized and its regulatory systems operationalized. 

3. It is noted that the TA was intended to implement a capacity development program for 
decentralized service delivery. It was not intended to support full decentralization during the TA period. 
The phased approach recommended under the TA and accepted by NWSDB is discussed in Consultant 
Report 3 on Decentralization Program.1 

2. Technical Assistance Outputs 

4. Outputs envisaged under the original TA design were: (i) regional benchmarking and regional 
development plans prepared, (ii) capacity for decentralized service delivery developed, (iii) 5-year asset 
management plan prepared for NWSDB, and (iv) internal monitoring facilitated and accountable 
regulation operationalized. 

3. Consultants and Scheduling 

5. Asian Development Bank engaged a consulting firm for 62 national person-months and 14.5 
international person-months. The contract was subsequently amended through contract variations to 
64 national person-months and 18.8 international person-months to accommodate changes in scope. 
During inception, the inclusion of two additional consultants was agreed. An international consultant 
(2.5 person-months) was recruited to assist in formulating a human resources development plan, and a 
national legal consultant (1 person-month) was recruited to study implications of the decentralized 
framework in relation to the NWSDB Act. 

6. The consultants mobilized mainly in June 2009, completing their inputs in May 2010. NWSDB 
was not able to provide sufficient office space for the full consultant team, and only the international 
consultants were provided space in the project management office. National consultants worked from 

                                                
1  ADB. 2010. Decentralization Program. Consultant’s Report, Volume 3. Sri Lanka. 
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their company offices, limiting interaction with NWSDB counterpart staff. However, the TA completion 
report (TCR) indicates that regular office meetings were conducted to facilitate continuous coordination 
among consultants and NWSDB counterparts. Based on discussion with the implementing agency and 
the substantial volumes of relevant material produced by the team, consultant performance is assessed 
as highly satisfactory. TCR reports that NWSDB took full ownership of TA activities. 

4. Technical Assistance Reports 

7. Consultant Reports2 Seven reports were produced by the consultant team at the end of their 
assignment, with all reports dated June 2010 (footnote 1): 

(i)  Progress Report (Summary and Introduction), 
(ii)  Key Performance indicators (KPI) and Operations Review Reports, 
(iii)  Decentralization Program, 
(iv)  Regional Business Plans, 
(v)  Human Resources and Capacity Building, 
(vi)  Asset Management Planning, and 
(vii)  Internal Monitoring and Regulation. 

8. Review of the reports indicates that they are comprehensive and provide an excellent basis for 
establishing monitoring and management activities for the Regional Support Centers (RSCs). However, 
the volume of materials and the lack of focus of NWSDB on decentralization mean that optimal use has 
not been made of the reports. For example, the TA undertook pilot asset management plans, for 
Chilaw (Northwestern RSC) and Madadumbara Water Supply Scheme (Central RSC, with headquarters 
in Kandy), the two RSCs visited during independent evaluation mission (IEM). Neither RSC had 
managed to complete its asset register by October 2015, but both are now working on developing full 
digital registers. The KPI reports have been fully applied and are now a vital tool in monitoring and 
supporting the RSCs. Monthly KPI reports are prepared by each RSC, with NWSDB reporting to its board 
quarterly. 

9. The business planning concept is generally supported by RSC general managers, and Central 
RSC is now recommencing business planning. During the 5 years since the end of the TA, managers 
saw little benefit in completing plans, since they lacked financial control and therefore felt that they 
were unable to implement them. 

5. Technical Assistance Completion Report 

10.  The 2011 TCR3 rated the project relevant, less than effective, efficient, and likely sustainable. 
Due to the inability to achieve the level of decentralization that was envisaged in the initial proposal, 
the TA was considered less than effective, but overall was rated successful on account of the 
satisfactory delivery of intended project outputs and level of service delivery decentralization achieved, 
including improvements to internal regulatory and performance monitoring systems. The main 
impediment to decentralization came in the form of opposition from the NWSDB trade unions, which 
viewed decentralization as a move towards privatization. The TCR highlighted a reluctance to 
decentralize certain administrative and financial functions due to concerns of possible fraud and 
political influence, proposals being inconsistent with existing rules and regulations, and lack of 
resources within NWSDB’s RSCs. A lack of awareness and readiness for decentralization was also cited 
as a contributing factor towards the reluctance to decentralize functions; however, awareness-raising 
programs funded by the TA during implementation stage were able to overcome most of the issues but 
not sufficient to gain full acceptance. The overall findings emphasized the need to have early 

                                                
2 The reports are accessible online at http://www.adb.org/search?keywords=TA+7078 
3  ADB. 2011. Technical Assistance Completion Report on Institutional Strengthening for Decentralized Service Delivery in the 

Water Sector. Manila. 
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engagement with key stakeholders, followed by ongoing dialogue with head office, RSC senior 
management, and trade unions to ensure clear understanding and awareness of programs to gain 
acceptance and facilitate effective implementation of decentralization proposals. 

B. Performance Assessment 

1. Relevance 

11. The TA is rated relevant. TA design correctly identified the need for decentralization of water 
supply management, given the difficulty of managing a large and complex organization from Colombo. 
At the time of design, NWSDB operated 287 water supply schemes, servicing 39% of the national 
population—29% with piped water supply and 10% with hand-pumped tube wells. As reported by the 
2008 TA report,4 NWSDB was seeking to gradually decentralize its operations. Independent regulation 
was expected to assist NWSDB to achieve its goals of improving operating efficiency, customer 
satisfaction, and commercial viability.  

12. Government priorities at the time were outlined in NWSDB’s 2006 Five-Year Corporate Plan5 as 
well as the 2002 Poverty Reduction Strategy6 (PRS) and the Mahinda Chintana.7  The PRS recommended 
that an independent regulatory framework be established for water supply and several other sectors to 
provide frameworks for both public and private initiatives. The Mahinda Chintana plan identified a 
number of institutional issues, including delay in institutional reforms and decentralization processes, 
lack of private sector involvement, poor coordination between ministries, departments, and agencies 
functioning in the urban sector, and no clear prioritization of activities. NWSDB’s Corporate Plan, 
2007−2011 (footnote 5) proposed (i) decentralizing financial and administrative authority on a 
performance basis, and (ii) transforming the RSCs into strategic business units with greater autonomy 
and accountability. 

13. Given these stated priorities at the time of design, the TA is assessed highly relevant to the 
perceived needs and plans of NWSDB. However, as in the case of TA 4049, there were issues during 
implementation, particularly in relation to the perception in the public sector unions that 
decentralization was a possible first step to privatization. However, past and present senior NWSDB 
management suggest a somewhat different reason—that decentralization would necessarily mean the 
reduction of employment levels in headquarters and the transfer of some positions to RSCs. Not 
surprisingly, individual staff members were not in favor of this change, which translated into perceived 
union opposition. 

 14. In addition, NWSDB, now with around 10,400 staff, is generally considered to be overstaffed. 
Politicians have required NWSDB to take on additional unskilled staff prior to elections in order to 
secure votes. This has resulted in overstaffing, particularly with unskilled and semi-skilled staff, which 
the Board has limited need for. Decentralization and possible future corporatization would thus likely 
lead to some loss of jobs, though the rapid expansion of NWSDB‘s coverage would mitigate this to a 
large degree. 

15. While the design correctly recognized the overall objectives of NWSDB and attempted to 
respond to them, it is the view of the evaluation that more attention should have been paid to the 
potential roadblocks facing decentralization, which the TA report does not mention. In retrospect, 

                                                
4 ADB. 2008. Technical Assistance to Sri Lanka for Institutional Strengthening for Decentralized Service Delivery in the Water 

Sector. Manila. 
5  National Water Supply and Drainage Board. 2006. Fourth Corporate Plan of the National Water Supply and Drainage Board, 

2007–2011). Colombo. 
6  Government of Sri Lanka. 2002. Regaining Sri Lanka: Vision and Strategy for Accelerated Development (December 2002). 

Colombo. 
7  Ministry of Finance and Planning. 2006. Vision for a New Sri Lanka Discussion Paper on Development Framework 2006–2016. 

Colombo.  
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these can be seen as threefold: (i) the preference of staff to remain in Colombo, (ii) the fear that 
decentralization is a step towards privatization, and (iii) within NWSDB some middle managers were 
concerned that autonomy was a recipe for increased corruption or at least its reduction in Colombo 
and increase in the provinces. These issues could all have been identified by NWSDB and the TA 
designers. It is also noted that the TA duration was only 1 year. A longer TA might have given the TA 
team more time for awareness-raising and the resolution of the problems limiting decentralization 
during and after the TA implementation period. Further, translation of project materials into local 
language(s) would also have been valuable, though it is noted that the workshops with the trade 
unions were delivered in Sinhala. 

16. Although the roadblocks encountered by the TA reduced its relevance, the evaluation considers 
that in the current political context in Sri Lanka, the TA remains relevant. This is because the new 
government is now supportive of independent regulation, decentralization, and private sector 
involvement in the sector through public–private partnership arrangements. In a different political 
context, the rating could have been raised to highly relevant, since its objectives and activities are 
directly in line with the need to develop an efficient urban water supply sector. 

2. Effectiveness  

17. The NWSDB decentralization TA is rated less than effective, affirming the TCR rating. TA 
effectiveness relates to the degree to which its outcome level objectives were achieved. The TA was 
intended to decentralize NWSDB’s service delivery functions and operationalize its regulatory systems. 
In practice, while the level of decentralization is significantly higher than prior to the TA, it remains 
lower than envisaged in the NWSDB Corporate Plan, 2007–2011 (footnote 5). Three factors were 
considered in the effectiveness assessment. First, the volume and quality of the outputs––the seven 
volumes of final consultant reports (footnote 2) provided a useful source of reference for both 
headquarters and the RSCs, and will be invaluable to guide RSC operations when further steps are 
taken towards strengthening institutional capacity for the next phase of decentralization processes. 
However, not all the materials can be used effectively at present, as some functions such as human 
resources (management and recruitment) and financial management have not yet been decentralized 
to RSCs. These technical and management guidance materials will surely be useful for the RSCs once 
the next phase of decentralization actions involving these functions are implemented. 

18. The second factor is the same as identified under the relevance rating above. While it is noted 
that the political climate has changed such that regulatory reform, decentralization, and private sector 
involvement are fully back on the agenda (this was emphasized by the Secretary of the Ministry of 
Planning and Policy to the IEM), with the work undertaken by both water TA projects likely to be built 
upon over the coming years, the TA did not achieve the level of decentralization envisaged at design. 
The third factor was the lack of awareness and ownership among key stakeholders critical to 
implementing effective decentralization, namely, head office, RSC management, and trade unions. The 
lack of acceptance was primarily due to a lack of awareness. The TA design failed to adequately factor 
in the required level and timing of awareness programs to secure the necessary political support to 
achieve the envisaged decentralization outcomes during the TA. 

3. Efficiency 

19. The TA is rated efficient. It was completed on time to within a few days, and under budget. The 
consultants were reported by NWSDB to have worked well with their counterpart staff and 
management. They produced a large quantity of highly relevant material which appears to be both well 
analyzed and also relevant to NWSDB headquarters and to the RSCs. The reports are of a high standard 
and most have relevance to the ongoing management needs of the RSCs. The reports are listed in 
Section A.5 of this Appendix. 
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20. The reports total almost 1600 pages and represent a substantial body of work, even though 
much of the material covers such aspects as individual business plans or pilot asset management plans 
for the 11 RSCs. The reports will be useful to support human resource management and financial 
decentralization through the approach to business planning. This approach has been partly 
implemented, but not yet followed through because of the lack of financial autonomy to implement 
RSC business plans. This is planned for the next phase of decentralization actions. 

21. Field evaluation indicated that the reports were retained in the library of one RSC. In the other 
RSC, they were not available, or at least were not passed on to the new general manager. It will be 
desirable for NWSDB to provide at least soft copies of the consultants’ reports to all RSCs. All are 
publicly available online (footnote 2). 

4. Sustainability 

22. The TA is rated less likely sustainable. Although many of the TA outputs have been taken up by 
the NWSDB and its RSCs, the level varies across different RSCs. As noted, the many volumes of guidance 
documents that were prepared to support business planning and decentralization activities were not 
available in all RSCs. In addition, the full level of decentralization, including human resources 
(recruitment and management) and financial management, as envisaged under the TA has yet to occur. 
The likelihood of sustainability of TA outcomes cannot be properly assessed as the full extent of TA 
outcomes is not yet achieved. However, the key performance indicators reports developed under the TA 
are indeed being used to prepare monthly reports to management and quarterly reports to the Board 
of NSWDB to monitor RSC performance against targets over time. Table A5.1 provides an extract of an 
indicator table from the June 2015 Management Information Report on the number of water supply 
connections by regional offices. 

Table A5.1: Number of Water Supply Connections made by Regional Offices 
 

 

 

 

 

 

 

 

 

 

 

 

Source: National Water Supply and Drainage Board Management Information Report, June 2015. 

 

 

Regional Offices 
No. of connections made in June 2015 

Target             Actual 
Colombo City (including priority) 206 115 
Kotte 420 523 
Maharagama  945 471 
Kelaniya  1,265 1,001 
Gampaha 833 512 
Dehiwala  275 201 
Kalutara 583 290 
Panadura 502 392 
Kandy 1,500 1,245 
Kurunegala 750 431 
Anuradhapura 833 513 
Northern 250 244 
Ratnapura 500 199 
Kegalle 250 201 
Bandarawela 417 560 
Monaragala 608 271 
Hambantota 625 822 
Matara 333 492 
Galle 583 451 
Ampara 1,000 378 
Batticaloa 850 478 
Trincomalee 1,000 365 
Akkaraipatu 500 508 
TOTAL 15,028 10,663 



40 Appendix 5 
 

23. There is unanimous agreement by the stakeholders interviewed by IEM that the current political 
environment is conducive to meeting the key objectives of the TA, even if at a somewhat lower level 
than originally envisaged. ADB supported a three-day workshop in Udawalawe held in October 2015 
(the week before IEM) on “New Investment Strategies and Business Model for the NWSDB” attended by 
the Minister, Secretary, and 100 senior NWSDB  officers. Topics discussed in the workshop closely 
reflected many of the concepts promoted by both the NWSDB decentralization TA and the earlier 
regulatory framework TA. These included (i) the need for independent regulation of the water sector, 
(ii) decentralization, (iii) possible corporatization of government service entities such as NWSDB, and (iv) 
the need for private sector investment if government services objectives are to be met in the water and 
sanitation sectors. 

24. Such developments are necessary as the government requires NWSDB to be fully responsible for 
its new debt, as substantial liability will accrue, particularly for ongoing loans in the water supply and 
sanitation sector, such as the ongoing ADB Multitranche Financing Facility for the Greater Colombo 
Water and Wasterwater Management Improvement Investment Program.8 This will require revision to 
tariffs and increase in staff productivity; both dependent on TA planned outcomes. NWSDB is 
committed to the RSC concept, and officers report enthusiasm for moving to a more decentralized 
system, possibly through the introduction of the strategic business unit concept. However, IEM also 
noted that one senior officer interviewed believes that the current, partly decentralized system is the 
most appropriate option for NWSDB. 

25. It is too early to say whether the outcomes anticipated will be fully realized and sustained. 
However, there is recognition in both political and technical areas that change is now necessary. Over 
the past 10 years, such change has been limited by the political environment, which for example has 
not been supportive of public–private partnership in the services sectors. The election of the current 
government in January 2015 placed the outcomes of the regulatory framework TA and the NWSDB 
decentralization TA back on center stage. Moreover, the IEM was not able to identify any of the 
internal resistance to change that in part derailed TA outcomes in the period 2006–2010. Inevitably, for 
example, some staff will not support decentralization, since it may lead to some Colombo-based 
officers to move to the regions. However, provided the changes are fully discussed through open 
engagement and dialogue (between management, staff, and the trade unions), implemented gradually 
and with adequate warning, the evaluation discussions with NWSDB senior management indicate that 
there will likely be support for such proposals. 

5. Overall Assessment 

26. The TA is rated less than successful. However, it is acknowledged that the achievement of TA 
outcomes is being assisted by the new political environment in Sri Lanka, which is now more supportive 
of aligning with industry best practice in public service delivery—independent regulation, 
decentralization, private sector investment and operation (through public–private partnerships), and 
(potentially) corporatization. Should any of these outcomes (in particular, independent regulation and 
full decentralization) materialize in the coming years, a review of the overall rating of this TA will be 
necessary. Table A5.2 presents the performance rating of TA 7078 on the aggregate and by evaluation 
criterion. 

 

 

 

                                                
8  ADB. 2012. Report and Recommendation of the President to the Board of Directors on a Proposed Multitranche Financing 

Facility to the Democratic Socialist Republic of Sri Lanka for the Greater Colombo Water and Wastewater Management 
Improvement Investment Program. Manila. 
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Table A5.2: Aggregate Performance Ratings of TA 7078  

Criteria Weight 
PCR 

Rating 
Evaluation 

Rating 

Relevance 25% 2.00 2.00 
Effectiveness 25% 1.00 1.00 
Efficiency 25% 2.00 2.00 
Sustainability 25% 2.00 1.00 
Overall 100% 1.80 1.50 
  Successful Less than successful 

TA = technical assistance, PCR = project completion report. 
Sources:  Asian Development Bank technical assistance documents and Independent Evaluation Department assessment. 

 

C. Other Assessments 

1. Impact 

27. In 2015, 5 years after the end of the TA, its impact is rated moderate. The expected impact at 
the time of implementation was “Improved efficiency and management performance in the water 
sector.”  In part, this has been achieved, though not at the anticipated level. The TA team recognized 
the difficulty of achieving full decentralization and set more limited targets. In discussion with NWSDB 
management, the TA team focused on “Phase 1 decentralization”. In the consultant’s final report, this 
was considered to be: 

“…during the first 3 years, decentralization will be achieved for O&M functions for which general 
agreement to decentralize has been obtained. The TA assistance focused on Phase 1 decentralization 
covering business planning, asset management planning (including the fixed asset financial system), 
and provincial financial reporting.” 9 

28.  The objectives have not been achieved in full, and asset management is only now evolving. 
Financial reporting has been achieved and is now computerized, but only limited financial autonomy 
has been passed on to the RSCs. In practice, financial autonomy cannot be achieved until a viable tariff 
regime is established. 

29. There are good prospects for the impact of the TA to increase in the future. The time frame for 
this is uncertain but given the motivation and support expressed by political leaders and NWSDB 
management, for example, at the Udawalawe workshop, it can be reasonably expected that full 
decentralization could be achieved within about 5 years. This will largely depend on the establishment 
of independent regulation and the setting of tariffs at a level that permits a reasonable degree of 
network expansion and nonrevenue water reduction through upgrading. 

30. Sri Lanka performed well in terms of meeting its water and sanitation-related Millennium 
Development Goals targets (see Appendix 1). By 2015, 99% of urban dwellers were reported as having 
access to improved drinking water source, while 88% had access to an improved sanitation facility. In 
Sri Lanka’s case, this consists of at least a “water sealed type sanitation facility which is for the exclusive 
use of the household.” However, only about 40% have access to a water supply piped to households. 
Similarly, in sanitation, only around 3% of the national population is connected to wastewater 
treatment plants. There is strong demand for piped water, evidenced by the rapid expansion of piped 
networks over recent years (see Figure A4.1 in Appendix 4). Demand for sewer connections is less 
strong, because many households consider their septic systems adequate. It is therefore reported to be 
necessary for sewerage projects to pay for the connection of households to the sewer, increasing the 
cost to the government of sewerage projects.   

                                                
9  ADB. 2010. Progress Report. Consultant’s Report, Volume 1. Sri Lanka. 
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 2. ADB and Executing Agency Performance 

31. The TCR reports that “The performance of the executing agency, Asian Development Bank 
(ADB), and consultancy team were satisfactory. The closure of the TA account was delayed due to 
delayed submission of supporting documents by Consultants.” ADB agreed to an extension to the TA 
and supported the TA team through attendance at key meetings, including with the Secretary to the 
Ministry of Water Supply and Drainage, and monthly steering committee meetings. The TCR is well 
prepared and accurately reflects the situation at the end of the TA as reported to IEM. Unlike the other 
two TCRs (regulatory framework TA and Colombo wastewater TA), it provides ratings against the four 
evaluation criteria.  

32. No information is available on the number of review missions conducted, and the only one 
identified by IEM was the July 2009 inception review conducted shortly after TA commencement. No 
back-to-office report for this mission was available from either Colombo or ADB Headquarters. The 
consultants’ report Volume 1 states:  

As stated in the ADB Inception Aide Memoire dated 23 July 2009, “...Requiring particular attention was 
the need for realignment of NWSDB's recruitment policy with a decentralized structure, and the 
development of performance evaluation framework which should be linked to career development and 
training opportunities for staff. ADB has agreed to extend the terms of reference of this TA to include 
the formulation of a human resources development plan.” 

33. ADB’s Sri Lanka Resident Mission was closely involved throughout the period of the TA, 
attending meetings between the consultant and NWSDB and with the Ministry.  

34.  NWSDB provided adequate interaction with and support to the TA team. Its performance is 
also rated satisfactory. However, NWSDB needed to pay more attention to the potential obstacles to 
decentralization, particularly during TA design. NWSDB staff who interacted with the consultant team 
during the TA stated that their performance was good, and the materials and training courses and 
workshops were relevant to the needs of staff. 

D. Issues, Lessons, and Follow-Up Actions 

1. Issues 

35. Key issues include: 

(i) Ability of individuals opposed to decentralization to undermine management 
strategies. 

(ii) Importance of political support for activities involving a change in the status quo in the 
provision of public services such as water supply and sanitation. 

(iii) Challenges faced by NWSDB in the form of an overly centralized management structure 
resulting in reduced operational efficiency, and a changed government policy and 
financing environment requiring it to meet full interest and capital costs of all 
borrowings. Current tariff structures and bulk water prices are insufficient to recover 
costs for capital expansion and operation and maintenance. Revision of the tariff policy 
is now critical to achieve service delivery and growth targets. 

(iv) Strong need for extension of the piped water network in cities and towns. While need 
and costs are lower than for sewerage, there remains a substantial need for 
investment, necessarily involving the private sector, both local and international. 
Independent regulation (relating to services and tariffs) is also essential prior to 
supporting private investment. 
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2. Lessons 
 

36. A number of useful lessons were derived from experience gained during the TA.  

(i) There is a need for wide consultations with stakeholders during TA design to identify 
potential implementation issues.  

(ii) The TA developed a wide range of materials, some of which have been strongly built 
on, particularly the key performance indicators. Other materials remain largely unused. 
It is therefore desirable in this type of TA, for the executing agency to follow up, and 
make strong efforts to maximize use of relevant TA outputs. Further small-scale TA, 
around 1 year after closing could have been beneficial in building on the strength of 
the NWSDB decentralization TA. For significant institutional change to be adopted, it is 
desirable to consider designing a TA cluster, with follow-on TA projects intended to 
support achievement of the desired objective, reflecting the often changing 
institutional and political environment in the sector. 

3. Follow-Up Actions 

37. The issues and lessons generate a number of suggestions (Table A5.3). Where appropriate, the 
following suggestions should be incorporated in the outputs and outcomes of the new TA on 
Institutional Development of NWSDB (TA 8835), which commences in 2016. 

Table A5.3: Follow-Up Actions of TA 7078 
  Agency Responsible Recommended 

Timing Follow-Up Actions  Action Monitoring 

NWSDB to continue its program of decentralization (and 
raising awareness of the guidance documents prepared 
under TA 7078) following the recommendations from 
the October 2015 Udawalawe Workshop. NWSDB to 
work with ADB to align program with the 
implementation actions of the new TA on Institutional 
Development of NWSDB (TA 8835).  

NWSDB SLRM 
CDTA 

Ongoing 

Complete asset register and computerize system. RSCs SLRM Ongoing 

Undertake a maturity assessment of all RSCs, based on 
the key performance indicators reported and their 
financial and human resource capacity and capability. 

CDTA (needing 
change of 
terms of 

reference) 

SLRM 2017 

Consider converting viable RSCs into strategic business 
units. Identify pilot regions and propose timing. 

CDTA SLRM 2018 

Establish independent regulation requiring drafting and 
passage of legislation building on work of the regulatory 
framework TA (TA 4049). Where possible, incorporate 
legislation into the implementation actions of the new 
TA on Institutional Development of NWSDB (TA 8835). 

NWSDB/PUC SLRM 2017 

Revise tariffs to allow capital and interest repayments 
and full cost recovery. 

Water 
commissioner 

(to be 
appointed) 

SLRM 2017 

CDTA = capacity development technical assistance, NWSDB = National Water Supply and Drainage Board, PUC = public utilities 
commission, RSC = Regional Support Center, SLRM = Sri Lanka resident mission (of Asian Development Bank), TA = technical 
assistance. 
Source: Independent Evaluation Department. 



 

APPENDIX 6: TECHNICAL ASSISTANCE 7320: SUPPORTING CAPACITY 
DEVELOPMENT FOR WASTEWATER MANAGEMENT SERVICES IN 
COLOMBO 

 
A. Introduction 

1. The Technical Assistance (TA) 7320 was approved in July 2009 for $650,000 ($500,000 from 
the TA Special Fund and $150,000 from the Multi-Donor Trust Fund) to enhance preparedness of the 
Colombo Municipal Council (CMC) to implement the Greater Colombo Wastewater Management 
Project (GCWMP). The GCWMP aimed to improve the urban environment and public health for the 
urban and suburban residents in Colombo through improvements to wastewater management services 
under ADB loans 2557/2558.1  

2. The TA was intended to develop CMC’s capacity to plan, implement, and monitor the GCWMP. 
As the newly-defined owner of the sewerage system, and a first-time implementing agency under an 
Asian Development Bank (ADB) loan, CMC needed intensive and extensive institutional and capacity 
development support in order to fulfill its mandate of asset management, delivery of efficient and 
effective services to citizens, and management and implementation of the project. The TA project 
provided startup support to CMC in setting up a project management structure. It helped CMC build its 
project management skills, develop capacity, introduce financial reforms, and develop suitable 
operational systems and processes to enable CMC to become an efficient and effective wastewater 
management service provider.  

3. The TA was implemented in September 2009 to June 2011, including a 2-month extension, due 
to the additional time required to complete training programs, workshops, and overseas study tours, 
and to allow increased overlap with the loan consultants. Financial closing took place in October 2011, 
6 months later than planned. In total, $552,085 was disbursed (85%). The Ministry of Local 
Government and Provincial Council (MLGPC) was the executing agency and CMC was the implementing 
agency. 

1. Objectives 

4. The TA design envisaged the following impact and outcome level objectives: 

Impact: Improved operating efficiency and management performance in the wastewater 
services of CMC.  
Outcome: CMC would be ready to implement the ADB loan project by undertaking project 
preparatory activities, and initial training and capacity building to improve project readiness 
and ensure that implementation would begin immediately once the ensuing project became 

effective. 

2. Technical Assistance Outputs 

5. The following outputs were envisaged: (i) project implementation system established and 
project startup activities completed, (ii) operational performance management system established for 
CMC, and (iii) capacity development training provided to CMC staff. 

6. Under Output 1, the Project Management Unit (PMU) was set up, staff were recruited and 
office equipment were purchased; surveys (geographic and topographic, wastewater quantity and 

                                                
1  ADB 2009. Report and Recommendation of the President to the Board of Directors on Proposed Loans to the Democratic 

Socialist Republic of Sri Lanka for the Greater Colombo Wastewater Management Project. Manila. 
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quality) were carried out and information were made available; loan, design and supervision, and 
institutional development consultants were mobilized and had 2 months of overlap with the TA 
consultants; bid documents for the loan project were prepared; and application process for permits, 
sanctions, approvals and clearances from various competent authorities for matters relating to 
environmental regulation, land acquisition, shifting of underground utilities, road cuts, and railway 
crossings were initiated. 

7. Under Output 2, databases (sewerage property connection, sewerage geographic information 
system and updating of ratable properties) were completed; a human resource development plan 
including capacity development program was partly prepared (about 20% was completed under the TA 
and handed over to the institutional development consultant, with the plan covering the CMC’s 
sewerage department but the proposed organizational structure is being debated); and a manual 
accounting system and fund flow monitoring mechanism introduced, with a financial management 
manual developed for the loan project. 
 
8. Recruitment to the PMU was difficult due to its low salary scale, which was determined by 
circular from the Ministry of Finance. Compared to CMC staff conditions, a number of benefits such as 
housing, cars, fuel, and drivers were not provided. Out of 53 authorized positions, only 19 staff were 
hired. There was and remains a challenge in hiring engineers with appropriate qualifications and 
experience due to wastewater management being a relatively new field in Sri Lanka. To mitigate the 
recruitment problem and avoid delays, CMC staff were seconded to the PMU on a part-time basis. 

9. Under Output 3, workshops, study tours, and on-the-job training were all completed for CMC 
and PMU. Study tours were undertaken by relevant CMC officials to Shanghai (People’s Republic of 
China) and Melbourne (Australia). An ADB review mission proposed these study tours in March 2011, 
which was late in the TA period. A tour report was provided to Independent Evaluation Mission (IEM) in 
relation to the Melbourne visit by six NWSDB staff. Information is not available on why no CMC staff 
was invited to participate. The tour focused on sanitation systems, which were found to be quite 
relevant to Sri Lanka’s needs for sewerage development. The report does not indicate the positions of 
participants in NWSDB and provides little information on the potential application of the lessons 
learned in Melbourne. Deakin University is reported to run engineering courses relevant to the needs of 
NWSDB. There was no report available on the Shanghai visit.  

10. Five workshops on procurement, one AutoCAD training workshop, three financial management 
workshops, and a team building workshop for middle level managers were conducted. No further 
information on training or training outcomes is available. The institutional development consultant also 
conducted training and produced a training report summarizing the program and courses. The report 
makes no reference on work done by the TA consultant. 

3. Consultants and Scheduling 

11. In total, 42 person-months of consulting services (16 international and 26 national) were used. 
The consultants were recruited through individual selection. The team leader was mobilized in 
September 2009 and the deputy team leader in January 2010. Procurement and financial specialists 
were also mobilized. The procurement specialist was appointed team leader from 15 October 2010 
when the original team leader completed his assignment. There was a smooth transition and TA 
operation was not affected. The procurement specialist was a former ADB staff and familiar with loan 
project requirements. Overall, the consultant performance is rated highly satisfactory.  
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4. Technical Assistance Completion Report 

12. The 2011 TA completion report (TCR)2 rated the project successful. The TA achieved its objective 
of building the capacity of PMU and CMC to implement the ADB loan project. The enhanced capacity of 
PMU and CMC significantly improved and accelerated the project’s implementation.  

B. Performance Assessment 

1. Relevance 

13. The TA is rated highly relevant. Experience in Sri Lanka and in other regional countries 
highlights the fact that the first 1 or 2 years of implementation can be problematic, even for 
experienced implementing agencies. For a new implementing agency, like CMC, establishing a PMU, 
understanding loan procedures, preparation of bid documents and other factors can severely limit 
progress. The concept of designing a TA to simplify these activities and facilitate smooth loan 
implementation deserves strong commendation, and provides a valuable lesson that could be applied 
in other projects and countries. 

2. Effectiveness  

14. The TA is rated effective. Despite the project exceeding its original completion time by 2 
months, the main outcomes and outputs were achieved. The PMU was established to undertake the 
loan project; its office was set up, staff recruited, and office equipment purchased. It was 
acknowledged during IEM discussions that the original team leader had excellent organizing skills. Bid 
documents were prepared, loan consultants were mobilized, and various permits and approvals were 
obtained. 

15. The asset surveys under the TA were conducted by third parties and substantial information 
was collected. However, some information was not relevant to design and was not complete. The 
scope of the surveys was limited and did not cover identification of locations of other utilities or their 
development plans. The design consultants had to be requested to cover additional work for which 
there were sufficient funds under the TA. The PMU lacked authority for the work and CMC did not have 
capacity to carry it out. It would have been useful for the TA to include a data collection component to 
allow CMC to better prepare itself for the loan. 

16. A sewerage geographic information system (GIS) was created and the database of ratable 
properties updated under the TA. The creation of the sewerage GIS included the negotiation, purchase, 
and transfer of the existing system held by NWSDB. 

17. Under the TA, on-the-job training was provided to PMU and CMC staff. The training was useful, 
with employees gaining valuable skills and becoming more competent in undertaking their duties as a 
result. 

3. Efficiency 

18. The TA is rated efficient. Despite the project original timeframe being exceeded by 2 months, all 
TA outputs and deliverables were achieved within budget and good progress was achieved on the 
implementation activities for the supported loan project.  

                                                
2  ADB. 2011. Technical Assistance Completion Report on Supporting Capacity Development for Wastewater Management 

Services in Colombo . Manila. 
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19. As part of the revenue enhancement initiatives under the CMC’s cost recovery plan, property 
tax is the biggest source of revenue for the CMC and it had great potential to increase. Under the TA, 
the updating of the database of ratable properties was conducted by way of surveys and about 4,000 
properties were identified and recommended for rate revisions. The assessments on the revised 
property values were completed by 30 July 2011, resulting in an increase in CMC revenue. 

4. Sustainability 

20. The TA is rated likely sustainable. The loan project is now underway, and the PMU appears to 
be operating effectively. However, it is noted that the ultimate sustainability and impact of the TA 
needs to be a function of the anticipated completion and sustainability of the loan project, which is 
progressing as planned with all packages of work awarded and on track for completion. 

21. The PMU has a growing need for additional qualified engineers with wastewater management 
expertise. As wastewater is a relatively new area in Sri Lanka, the CMC and PMU need to look at 
addressing short-term demand by considering the option of hiring qualified engineers from overseas. 
On both short and long-term bases, the PMU will need to revise its salary structure and provide more 
competitive remuneration to attract qualified engineers to assist with its growth plans. Further, on a 
long-term basis, the CMC should investigate possible affiliations with local universities to introduce 
wastewater management modules into existing courses and provide scholarships to attract students. 
This will assist in increasing the long-term supply of appropriately skilled graduates and provide a 
foundation for development of future career opportunities in the sector. 

5. Overall Assessment 

22. The TA is rated successful. The TCR also rated the TA successful, but did not rate individual 
criteria. Table A6.1 presents the summary of performance ratings of TA 7320. 

Table A6.1: Aggregate Performance Ratings of TA 7320 

Criteria Weight PCR Rating Evaluation Rating 
Relevance 25% NR 3.00 
Effectiveness 25% NR 2.00 
Efficiency 25% NR 2.00 
Sustainability 25% NR 2.00 
Overall 100% Successful 2.25  
   Successful 

NR = not rated, TA = technical assistance. 
Sources: Asian Development Bank technical assistance documents and Independent Evaluation Department assessment. 

 

C. Other Assessments 

1. Impact 

23. The expected impact of the Colombo Wastewater TA is “improved operating efficiency and 
management performance in the wastewater services of CMC”. The PMU is currently implementing the 
loan project for GCWMP, which is expected to fully achieve the planned TA impact on project 
completion. 

2. Asian Development Bank and Executing Agency Performance 

 

24. The evaluation rates the performance of the implementing agency and ADB satisfactory. ADB 
conducted three review missions during TA implementation, including those undertaken by 
headquarters and resident mission staff: (i) review mission (18–23 March 2010), (ii) midterm review 
(15–21 October 2010), and (iii) final review (9–14 March 2011). Based on the back-to-office reports 
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prepared by the missions, they were able to assist the TA team and CMC to expedite implementation of 
the TA as recruitment of PMU staff was slow, potentially jeopardizing implementation. The review 
missions highlighted the importance of adequate staffing levels and encouraged CMC to speed up 
recruitment. Late in the TA implementation (in March 2011), requests were made to extend the TA 
period to October 2011, to allow increased overlap with the loan consultants, conduct of study tours, 
and the completion of surveys. However, the extension approved was for 2 months to 30 June 2011, 
meaning that completion activities were somewhat rushed. 

D. Issues, Lessons, and Follow-Up Actions 

1. Issues 

 

25. Key issues include: 

(i) Lack of engineers with wastewater management expertise is an ongoing problem as it 
is a new area in Sri Lanka; 

(ii) Salary structure of the PMU is less attractive than that of CMC, making it hard to 
persuade qualified staff from the CMC to join the PMU on a full-time basis; 

(iii) Reliance on the project director to run the PMU and the project is high, with no staff 
member fully competent to take over in her absence; and 

(iv) Financial IT systems were not developed with all accounting done manually as priority 
for IT-enabled accounting was not given at the time of the TA 7320 preparation. The 
ongoing TA on Capacity Development for Project Implementation (TA 8562) is currently 
developing the IT system. 

 

2. Lessons 

 

26. A number of lessons can be drawn from the TA experience: 

(i) The implementation of a TA project to establish systems and develop a PMU is a 
valuable concept that could have wide relevance to other projects and countries, 
particularly for complex projects or first-time implementing agencies; 

(ii) The TA team leader would preferably have covered the entire TA implementation period 
to avoid the interruption caused by personnel changes;  

(iii) PMU staff should be recruited as early as the start of TA implementation for this kind of 
bridging TA considering that human resource development is a key factor; and 

(iv) The TA consultant should ideally have at least three months overlap with the loan 
consultants to ensure smooth handover of project activities. 

 

3. Follow-Up Actions 

 

27. The issues and lessons listed above generate a number of follow-up actions (Table A6.2). 
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Table A6.2: Follow-Up Actions of TA 7320 
   Agency Responsible Recommended 

Timing Follow-Up Actions Action Monitoring 
CMC should develop a program through affiliation with a 
local university to include modules covering areas of waste 
management. Scholarships could also be awarded by CMC 
for students interested in taking these modules with an 
obligation to work under the PMU once their degree is 
completed. This would ensure that the number of engineers 
with waste management expertise increases in line with 
country demand. 

CMC SLRM 2016 

The PMU salary structure should be revised to include 
benefits applicable to CMC staff. This should attract more 
engineers to join the PMU. 

CMC/ MLGPC/ 
Ministry of 

Finance 

SLRM 2016 

CMC should look at recruitment of engineers with 
wastewater management expertise from overseas, e.g., 
from India, to cope with short-term demands. 

CMC/ MLGPC/ 
Ministry of 

Finance 

SLRM 2016 

Recruit a capable deputy director for the PMU to reduce 
over-reliance on the project director and share 
responsibilities. 

CMC SLRM 2016 

CMC = Colombo Municipal Council, MGLPC = Ministry of Local Government and Provincial Council, PMU = project management 
unit, SLRM = Sri Lanka Resident Mission (of Asian Development Bank), TA = technical assistance. 
Source: Independent Evaluation Department. 

 


