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S.H. van der Tak 
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HQ 
HQ 
HQ 
HQ 
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To 
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Sarath Thalakada, 
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Joven Balbosa, Senior 
Evaluation Specialist, 
IED2 
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ADB = Asian Development Bank, ADF = Asian Development Fund, AusAID = Australian Agency for International 
Development, HQ = headquarters, IED = Independent Evaluation Department, LIBOR = London Interbank Offered Rate, 
OCR = ordinary capital resources, PNG = Papua New Guinea, RM = resident mission.   

B. Project Description (summarized from the report and recommendation of the President1

  
 [RRP]) 

(i) Rationale. At the time of appraisal, Papua New Guinea (PNG) was heavily dependent on maritime 
transport for the development of its vital economic sectors, markets, and social services. About half of 
its population was living in the coastal provinces, most of them in conditions of extreme isolation, 
deprived of basic social services and economic opportunities. The delivery of traded goods, 
education, and health services all depended heavily on water transport. Integration of the coastal 
communities with the national economy required a major improvement  in the frequency, reliability,  and 

 
                                                 
1  Parts of this validation report are paraphrased and/or copied from ADB. 2000. Report and Recommendation of the 

President to the Board of Directors: Proposed Loan to Papua New Guinea for the Rehabilitation of the Maritime 
Navigation Aids System Project. Manila; and ADB. 2009. Completion Report: Rehabilitation of the Maritime 
Navigation Aids System Project. Manila. 
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safety of coastal maritime transport by commercial vessels and smaller private craft. 
 
A major constraint to this development was the poor and deteriorating level of navigational services 
provided by the public sector in all coastal areas. Many of PNG's navigation aids 2

 

 had deteriorated 
from lack of maintenance, weather, volcanic damage, and vandalism. As a result, 70 out of 166 
navigational aids were not operational at the time of project appraisal. Most of these were located on 
critical shipping routes. The cost of shipping goods by sea had risen (thus increasing overall 
commercial transaction costs), as had the risk of accidents and loss of lives. In addition, most of the 
country’s 1.7 million square kilometers of sea area was inadequately charted—increasing the risks to 
shipping and raising further the cost of maritime shipping services. Institutional weakness was also 
considered a serious deficiency in maritime safety. 

In response to the government's request, the Asian Development Bank (ADB) funded the 
Rehabilitation of the Maritime Navigation Aids System Project. Transport was a leading priority in 
ADB's strategy for PNG during appraisal, and ADB assistance sought to restore the system of 
maritime navigation aids as part of a comprehensive improvement program encompassing policy and 
institutional frameworks. 

 
The project was to support the government's policy of providing navigational support services that 
would meet international standards and be responsive to the needs of transport providers and users, 
including the provision of timely and relevant navigational and maritime safety information to shippers. 
It was consistent with the government’s stated priority for the maintenance of existing infrastructure as 
stated in its Medium Term Development Strategy (1997–2002), as well as the Draft National Transport 
Infrastructure Plan of 2000, and the Transport Policy of 2000.  

 
(ii) Impact. The project was expected to (a) provide improved transportation services at a lower cost and 

lower risk; (b) improve access to markets in adjacent communities and on other islands; (c) improve 
distribution of goods; (d) improve access to social services, especially health and education; and (e) 
generate income opportunities in remote and impoverished coastal rural areas. 

 
(iii) Objectives or Expected Outcomes. The objective of the project was to contribute to: (a) geographic 

integration of the country; (b) distribution of goods and services to the rural poor; (c) affordability, 
reliability, and safety in travel along the coastal areas; and (d) development of local markets and trade 
with mainstream centers and the outside world. 

 
The envisaged major outcome was improvement in maritime safety. Specifically, the project was 
intended to (a) restructure management of the maritime sector by establishing an autonomous 
Maritime Safety Agency (MSA); (b) reconstruct the network of navigation aids to an acceptable 
international maritime standard; (c) establish a self-reliant hydrographic service; (d) institutionalize 
sustainable operation and maintenance of the navigation aids; and (e) implement community programs 
that contribute to effective network maintenance. 

  
(iv) Components and/or Outputs. The project had the following components: 
  

(a) Sector restructuring. The sector reforms included:  (i) establishment of a maritime safety trust 
account; (ii) submission of an oil pollution levy to the National Executive Council (NEC) prior to 
Parliamentary promulgation of an autonomous MSA; (iii) selling of an existing survey/navigation 
aids vessel; (iv) submission of an MSA bill to the NEC and Parliament; and (iv) establishment of a 
community engagement program. 

 
(b) Construction of new channels, restoration and rehabilitation of navigation aids. This 

component included repair of 104 navigation aids, replacement of 45 navigation aids, and 

                                                 
2 Also called "navaids" which include lighthouses, hazard markers, and channel markers.  
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construction of 45 new navigation aids. 
 

(c) Provision of equipment for navigation aids. Procurement of equipment for navigation aids 
covered lighting, power supply, and tower structures. The specific items included lanterns, radar 
transponders, batteries, battery chargers, solar panels, and glass reinforced plastic and lattice 
tower structures. 

 
(d) Development of community engagement program. This was aimed at securing active 

community participation in maintaining and protecting navigation aids installations. It included (i) 
light maintenance services, i.e., washing of solar panels and lanterns, painting of structures, and 
grass cutting; (ii) prevention of vandalism attacks against installations; and (iii) monitoring and 
reporting to the Maritime Safety Board (MSB) on the status of the installation in their community. 
These services were to be provided under fee-based service contracts. The program was to 
focus on about 200 coastal communities in the 14 maritime provinces and the national capital 
district. 

 
(e) Establishment of hydrographic infrastructure and management capacity. This included the 

establishment of (i) basic infrastructure and equipment, (ii) an institutional framework within the 
MSA with joint programs with the PNG defense forces, and (iii) management capacity to support  
a hydrographic unit. The unit was to implement a marine resource database to support decision 
making on marine resource management, put in place an interagency institutional framework to 
support integrated use of the data by all stakeholders, and upgrade database management skills 
on a sustainable basis. 

 
(f) Provision of training. Managerial and technical training was envisaged to cover the 

establishment of a self-reliant hydrographic service and included basic training in navigation, 
geodesy, a differential global positioning system, database management and manipulation, digital 
map production, and operation of the specific system and equipment to be installed under the 
project. 

 
(g) Support to project management. Consulting services were required from an international firm to 

(i) support project implementation, (ii) establish sustainable operation and maintenance of the 
navigation aids, (iii) establish a self-reliant hydrographic service, and (iv) support sector 
reorganization. 

 

C. Evaluation of Design and Implementation (PCR  assessment and validation) 
  

(i) Relevance of design and formulation. The project completion report (PCR) indicated that the most 
important aspect of the project design was the "soft" component (i.e., identifying the need for a separate 
and autonomous agency dedicated to maritime safety) rather than the "hard" component (i.e., physical 
repair of the navigation aids). A further important aspect was the understanding that the cause of the 
system’s deterioration was, in large part, linked to social issues. This necessitated the inclusion of a 
component to promote the engagement and cooperation of the communities within which navigation 
aids were located. 

 
This validation agrees with these assessments, although a further explanation for the effective project 
design could be attributed to a better understanding of the sector’s constraints gained through previous 
projects’ partly successful attempts at the rehabilitation of navigation aids. Unfortunately, this was not 
properly highlighted in the report, being mentioned only in a footnote. 
 
During implementation, few changes in project design were made, the most notable of which concerned 
the hydrography component. The PCR noted that the only particular shortcoming of the project design 
was the unrealistic scope of this component, which presumed that a fully functioning hydrographic 
mapping unit could be established and operated within the proposed MSA. It further noted that, in reality, 
there was neither the technical capacity nor recurrent funding to support this. As a result, there was a  
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reduction in the scope of this overambitious component. Rather than setting up an in-house 
hydrographic mapping capacity within the MSA, hydrographic charts were updated and a state-of-the-
art data storage capacity was set up. Actual mapping activities remained with the Royal Australian 
Navy, which has the equipment, technology, experience, and mandate to undertake this task. 
 
Notwithstanding these changes, the project design remained relevant although, in hindsight, the scope 
of the hydrography component proved to be ambitious and could have benefited from a better 
assessment, at appraisal, of the country's capacity to undertake a component that was too technical in 
nature. 

 
Two new routes were envisaged to be established under the project: (i) Nuakata Channel to the 
southeast of the mainland and on the heavily traveled route between Port Moresby and Lae; and (ii) 
Nessup Channel, to the west of West New Britain and on the route between Lae and Kimbe and 
Rabaul.  However, the PCR did not indicate if these new channels, which could have provided shorter 
and safer routes, were opened. 

  
(ii) Project Outputs. Table 1 provides a summary of appraisal targets, the targets completed, and 

accomplishments.  
 

Table 1: Project Outputs: Estimated and Actual 
 

Component Appraisal Targets 
Targets 

Completed Achievements 
Sector 
restructuring 

(i) Establishment of a 
maritime safety trust 
account; (ii) approval of an 
oil pollution levy; (iii) sale 
of an existing survey 
vessel; (iv) establishment 
of MSA; and (iv) 
establishment of a 
community engagement 
program. 
 

All outputs achieved. Completed. The maritime safety trust 
account was opened on 10 January 2001 and 
operated until May 2005. The oil spill levy was 
approved by Parliament in November 2003 
and has been collected since May 2004. The 
survey vessel was sold in March 2001. The 
bill providing for the establishment of the 
National Maritime Safety Authority (NMSA) 
was presented to Parliament in September 
2003 (missing the projected date of 
September 2001). The NMSA began its initial 
operations on 2 February 2004. The 
community engagement component was 
established within the project office, and its 
activities were transferred to the NMSA upon 
project completion. 

Opening of new 
channels, 
restoration and 
rehabilitation of 
navigation aids 

Repair of 104 navigation 
aids, opening of two new 
channels, replacement of 
45 navigation aids, and 
construction of 45 new 
navigation aids. 

113 aids repaired, 62 
aids replaced, and 36 
aids newly 
constructed by end of 
2007 

Generally completed. The PCR is silent on 
whether the envisaged two new shipping 
routes along the coast—Nuakata and Nessup 
channels—were established.  

Provision of 
equipment for 
navigation aids 

Repair, upgrade, construct 
navigation aids in 201 
sites. 

Navigation aids were 
repaired, upgraded, 
or newly constructed 
at 211 sites, 
Of these, 168 were 
lighthouses and the 
balance consisted of 
daytime markers. 

Completed. It was not clear if the appraisal 
target was 194 sites (indicated in the PCR 
main report and Appendix 2) or 201 sites 
(indicated in PCR Appendix 1 and RRP). In 
both cases, appraisal target was exceeded. 

Development of 
community 
engagement 
program 

Engagement of 200 
coastal 
communities in 14 
maritime provinces and 
the national capital district. 

Provincial lighthouse 
committees were set 
up in each province.  
Community 
lighthouse  

Completed. The actual number of coastal 
communities and maritime provinces was not 
indicated. 
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Component Appraisal Targets 
Targets 
Completed Achievements 

  

committees were set 
up in each individual 
community where 
facilities were located.  

Establishment of 
hydrographic 
infrastructure and 
management 
capacity 

Establishment of basic 
infrastructure and 
equipment, institutional 
framework within the MSA 
with joint programs with 
the PNG defense forces, 
and management capacity 
to support implementation 
of a hydrographic unit. 

Hydrographic Office  
set up within the 
NMSA; 39 navigation 
charts that previously 
did not meet 
international 
standards were 
recompiled and 
modernized; data 
processing equipment 
and equipment to 
undertake limited 
local hydrographic 
surveys were 
purchased; and 
agreements with the 
Australian 
Hydrographic Office 
of the Royal 
Australian Navy were 
reestablished. 

Partially completed. In-house hydrographic 
mapping capacity was not realized.  

Provision of 
training 

Managerial and technical 
training.  
 

Basic training was 
provided on the 
maritime sector and 
corporate 
management.  

Partially completed. The training program 
could not accommodate specialized training 
because the loan account was closed. Since 
NMSA only became truly operational in 2005 
and because not all staff could undergo 
training simultaneously, time was insufficient 
to devise and implement a full training 
program before the project’s physical 
completion in March 2008. 

Support to project 
management 

Project management 
consultants in place by 
2001 

Project management 
consultants’ 
operations began in 
early 2003 

Completed. However, fielding of consultants 
was delayed. 

Sources:  ADB. 2000. Report and Recommendation of the President to the Board of Directors: Proposed Loan to Papua 
New Guinea for the Rehabilitation of the Maritime Navigation Aids System Project. Manila; and ADB. 2009. Completion 
Report: Rehabilitation of the Maritime Navigation Aids System Project. Manila.  

 
(iii) Program Cost, Disbursements, Borrower Contribution, and Conformance to Schedule. At 

appraisal, a loan of $19.8 million was anticipated to finance 65.7% of the project cost. The remaining 
34.3% was to be met by government financing (31.6%) and cofinancing (2.7%). The actual project cost 
was $29.08 million, or about 3.5% ($1.04 million) less than the estimated appraisal cost. This was 
financed by an ADB loan of $17.65 million (about 11% less than estimated), government funds of 
$10.68 million (about 12% more than estimated), and $0.76 million from AusAID (about 5.5% less than 
estimated). 

 
The PCR indicated that the difference in cost was due in part to lower payments for interest during 
construction, possibly because several of the major expenditures came later in the project period than 
expected and interest was only charged on the committed portion of the loan. Another factor was the 
significantly reduced cost of the hydrography component, for which only $3.5 million was disbursed 
against an estimated $7.3 million, since the eventual component was more modest than originally 
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designed. Thus, despite significant increases in the cost of improved navigation aids (from $10.3 million 
to $16.3 million), due in large part to the higher costs of construction materials, the project still came in 
under budget. Also, $0.8 million in grant cofinancing was provided by the Government of Australia for 
the sector restructuring component, which further reduced ADB funding.3

 
 

However, the government’s funding was higher than anticipated because of the higher cost of 
retrenching employees of the former MSB as part of the sector restructuring and the fact that about 
$400,000 in training costs could not be reimbursed by ADB since the training had taken place after the 
date of physical project completion, albeit before the closing of the loan account.  
 
All the envisaged project components were financed (actual $26.92 million against estimated $25.02 
million), while the provisions for physical and price contingencies, estimated at $2.03 million, were not 
used, and interest during construction came to $2.16 million against the estimate of $3.07 million.  
 
The PCR also indicated that disbursements were slower than projected at appraisal because of delays 
in project implementation. Significant disbursements started only in 2004, three years after the loan 
became effective. However, there were no problems with the government’s provision of counterpart 
funds, and the delays were mainly procedural in nature. An undisbursed balance of $2.154 million was 
cancelled at loan closing.  

 
Project implementation was delayed by about two and half years (the loan was expected to be closed 
on 30 April 2006 while the actual closing date was in October 2008) and included one extension. The 
main reasons were (i) delays in recruiting a consulting firm to manage project implementation, (ii) slow 
contracting and procurement procedures on the part of the government (e.g., a contract over $4 million 
equivalent required Cabinet approval), and (iii) slow approval and establishment of the NMSA as it 
required new legislation to be approved by Parliament. 

 
(iv) Implementation Arrangements, Conditions and Covenants, Related Technical Assistance, and 

Procurement and Consultant Performance. The executing agency was the Department of Transport 
and Civil Aviation (DOTCA). A project steering committee monitored project implementation. Because 
of insufficient capacity within DOTCA, it became necessary, through a change of scope and using 
project funds, to engage a team of local consultants to assist with project implementation. Apart from 
this change, the PCR confirmed that the proposed implementation arrangements worked relatively 
smoothly.  The government was late in complying with all the conditions for loan effectiveness, namely 
establishment of a trust account for the revenues from light fees (navigation aid dues) and the Oil 
Pollution Levy, as well as approval of the levy itself. This delayed project effectiveness and hence 
implementation. All other specific sector and social covenants were complied with except one, for which 
compliance was only partial. This was related to delays in the settlement of land compensation claims 
arising from land occupied by the navigational aids installations. Some land disputes are still ongoing. 
Generally, the required annual audited statements were submitted on time and in satisfactory form. The 
final audit report for 2007 was released on 13 July 2009. The conditions and covenants attached to the 
loan appeared adequate. 

 
The consultants were selected by DOTCA in accordance with ADB’s Guidelines on the Use of 
Consultants Their performance was deemed to be competent and effective, and thus satisfactory. 
Procurement followed ADB’s Procurement Guidelines and the government’s own procedures. Generally, 
procurement was delayed because of the slow approvals of documentation and contract awards within 
the government’s system. Of the four construction contracts, three were implemented effectively and on 
time by the contractors concerned, while the fourth was delayed by slow mobilization and unfamiliarity 
with the technology involved. 
 

(v) Performance of the Borrower and Executing Agency. The government met two difficult conditions of 

                                                 
3 It was envisaged during the project preparation stage that one AusAID cofinancing became formally available. The 

corresponding ADB loan amount earmarked for this item was to be canceled. 
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effectiveness (the setting up of a trust account and establishment of the Oil Pollution Levy) with only a 
3-month delay. Also, the government was able to disband the MSB and set up and staff the NMSA as 
an operational, self-financing entity. All the physical components were also put in place and all these 
were achieved with only one extension of the loan closing date. There were delays in project 
implementation (making the loan effective, appointing the international consultants, staffing the NMSA, 
preparing the training program, and approving procurement contracts). These delays meant that a large 
portion of the training component could not be undertaken using the loan funds.  

 
This validation agrees with the PCR that, in view of the difficult project implementation conditions in 
PNG (i.e., slow internal procedures and the requirement for consensus in decision making) and the fact 
that all project components were ultimately completed successfully, the performance of the Borrower 
and the executing agency is satisfactory. 
  

(vi) Performance of the Asian Development Bank. This validation concurs with the PCR rating of ADB’s 
performance as satisfactory. The project design was adequate to meet the identified weaknesses and 
included appropriate measures and conditions to overcome them. ADB took timely action, such as, 
changing project scope and appointing local consultants to facilitate project implementation. However, 
ADB’s project supervision work could have been carried out more effectively as pointed out by the 
PCR. Following loan approval, insufficient attention was devoted to project administration. The project 
inception mission could have been fielded much earlier (loan effectiveness was in May 2001 while the 
inception mission took place in October 2002). In addition, proactive measures could have been taken 
to ensure that the training program was carried out and the funds allocated for it were used in full before 
the loan was closed. This validation also considers that the resident mission could have been given a 
much bigger role during project implementation. 

 
D. Evaluation of Performance (PCR assessment and validation) 
  

(i) Relevance. In view of the poor and deteriorating level of navigational services provided by the public 
sector in all coastal areas, the project was appropriate with what was needed by the country and its 
maritime institutions. At a strategic level, the project was consistent with the government's policies in 
the maritime subsector, which needed to meet international standards and be responsive to the needs 
of transport providers and users. In particular, the components on the restoration and rehabilitation of 
navigation aids and provision of new equipment represented a step towards ensuring maritime safety 
and providing timely and relevant navigational and maritime safety information to shippers.  

 
Also, the restructuring of the sector provided the impetus to address institutional constraints such as 
inadequate funding and human resources; the consequent lack of planning; limited commercial 
expertise and customer focus; the weak institutional structure; and the unproductive use of human 
resources. 

 
Implementation of the hydrographic infrastructure and management capacity component was partially 
completed in view of its overambitious scope. Timely changes in the component's scope helped 
ensure that the project remained relevant. The PCR rates the project relevant and this validation 
concurs with this rating.  

 
(ii) Effectiveness in Achieving Outputs and Outcomes. The PCR indicated that the targeted outcomes 

were generally achieved. These were (a) setting up a functioning and self-financing NMSA; (b) 
reconstructing and upgrading navigation aids, which are now functioning and being maintained 
adequately; (c) establishing a community engagement program to reduce vandalism, although this still 
remains a problem; (d) setting up a functioning hydrographic unit within NMSA; (e) NMSA taking up 
other duties, such as safety inspections of vessels plying PNG waters and coordination of maritime 
safety measures; and (f) reducing the number of maritime accidents (7 groundings in 2006 but none in 
2007 and 2008) as a result of the measures introduced under the project.  
 
However, a few aspects continue to be outstanding. In particular, further technical training is needed by 
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NMSA staff to carry out their expected 

 

responsibilities, and all the community lighthouse committees need 
to strengthen their efforts to reduce vandalism. The PCR rated the project effective in achieving its 
envisaged outputs and outcomes. This validation supports this rating.  

(iii) Efficiency of Resource Use in Achieving Outputs and Outcomes. The project's efficiency was 
affected by implementation delays in the recruitment of consultants, contract approvals, approval for 
NMSA's establishment, and NMSA staff appointments. In addition, the late establishment of NMSA 
resulted in the slow implementation of a full training program, which could not be completed before the 
project’s physical completion. 

 
The PCR indicated that these delays resulted in: (a) a 2-year delay in realizing the benefits of the 
project; (b) additional cost to the government in the payment of commitment fees over an additional 2 
years; and (c) non-reimbursement of a part of the project cost. 
 
The PCR indicated that a revised internal rate of return (EIRR) had not been estimated because the 
project was only recently completed and the expected benefits were primarily indirect (based on 
reduced shipping costs and enhanced safety, both of which would take time to be realized). It further 
added that the EIRR calculations in the RRP were "quite theoretical". The main benefits were expected 
to come from restoring and expanding the navigation aids safety system and were deemed to be 
difficult to quantify. The PCR noted that these benefits would have to include an enhanced environment 
for the operations of the private sector and consequently reduced shipping costs, as well as fewer 
maritime accidents.  
 
This validation agrees that the estimation of economic benefits would be difficult since, even if the 
attendant infrastructure were in place, it would take some time for the commercial maritime carriers and 
fishing vessels to take advantage of these facilities. Hence, envisaged economic benefits, such as cost 
savings through internal or process efficiencies and time savings through shorter trips, may not be 
readily realized. 
 
The PCR rates the project less efficient in achieving outcomes and outputs, and this validation concurs 
with this rating. 

 
(iv) Preliminary Assessment of Sustainability. The newly established NMSA is functioning well with its 

self-financing mechanisms (i.e., light dues, oil spill levy, and maritime regulatory fees). Only a small 
subsidy for salaries is received from the government. However, contingency measures are being 
readied in case the subsidy is not forthcoming in the future. The use of private contractors for 
maintenance is working smoothly.  
 
Some concerns continue, such as vandalism and land ownership problems. These are expected to be 
resolved with greater community engagement. The PCR also highlighted the usual risk of political 
interference in the affairs of autonomous statutory authorities in PNG. Also, the NMSA continues to 
need training support, capacity building, and upgrading to help ensure its sustainability.  
 
This validation concurs with the PCR’s rating of the project’s sustainability as likely since it is a self-
financing entity with its own income based on light fees, the oil spill levy, and maritime regulatory fees. 
Only a small subsidy for salaries is being received from the government. However, supporting analysis 
should have been undertaken in the PCR to fully expound this sustainability rating, since the NMSA had 
been in operation for about four years at the time of the PCR. Presumably, financial information on 
NMSA operations (such as draft profit and loss, cash-flow, and balance sheet statements) is already 
available. Training programs, which have been delayed, should be put back on-stream to ensure 
sustainability. Also, the PCR is silent on NMSA's salary structure (i.e., whether NMSA's pay scale is 
similar to that of the government). This has implications for institutional sustainability, particularly as to 
whether NMSA can attract better qualified personnel and retain a highly competent workforce. 
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Impact (both intended and unintended). The impact was positive from both institutional and social 
aspects. On the institutional aspect, PNG now has a functional and competent maritime safety authority 
capable of keeping the navigation aids in operation, maintaining an updated hydrographic database for 
the maritime industry as well as other users, and ensuring a higher level of maritime safety. These are 
expected  to result  in greater confidence in the country within  the private sector, a reduction in the number 
of maritime accidents, and reduced transportation costs. Their importance can be seen by the 
increasing growth of maritime activity undertaken by both international vessels and domestic shipping 
(Appendix 4 of the PCR). 
 
On the social aspect, NMSA engaged local people in remote coastal areas through its community 
lighthouse committees, and provided them with income and guidance that enabled them to initiate 
socially centered activities for both community welfare and income generation. NMSA’s community 
engagement activities also have a gender-positive aspect, with women being encouraged to participate 
in the community lighthouse committees and 20% of the fees paid to each committee being dedicated 
to funding the activities of women’s groups. The project was implemented in an environmentally sound 
and responsible manner. Generally, a broad range of indirect benefits can be expected from 
implementing the project, including better movement of goods and improved access to markets and 
services. The PCR rates its impact significant and this validation concurs with this rating. 

 

E. Overall Assessment, Lessons, and Recommendations (validation of PCR assessment) 
 

(i) Overall Assessment. Overall, the project is rated successful based on the ratings of relevant, 
effective, less efficient, likely sustainable. The project's impact is significant. This validation concurs 
with the overall PCR rating.  

 
The project's strategic importance is well-established. It was expected to enhance maritime safety and 
provide timely and relevant information to shippers. The project was appropriately designed, despite 
the minor shortcoming in the hydrography component. However, timely changes in scope helped 
ensure that the component remained relevant.  

 
The targeted outputs were generally achieved and the project was effective in achieving its intended 
outcomes as indicated at appraisal.  

 
The use of resources was less efficient in view of significant delays. Sustainability is likely, since the 
NMSA appears to be capable of sustaining itself with minimal government support, although NMSA's 
technical and managerial capabilities need further strengthening to help ensure its sustainability. The 
impact is significant, primarily because of the increased growth of the maritime industry and the 
reduced number of maritime accidents, although these could not be wholly attributed to the project. 

 
(ii) Lessons. This validation generally agrees with the lessons identified in the PCR which are 

summarized below: 
(a) An important aspect of a project’s success is relevant project design. In this case, the design 

attempted to address the limitations of the existing institutional structure and the need to have an 
autonomous self-financing agency with guaranteed funding. Social aspects of the navigation aids 
system that would have to be addressed were also incorporated, including the use of a private 
sector contractor for the operation and maintenance of the navigation aids system.  

 
(b) Flexibility in implementation on the part of both the implementing agency and ADB helps ensure 

success. In this case, ADB showed flexibility in agreeing to use loan funds to set up a Project 
Management Unit staffed by local consultants, while the government demonstrated flexibility and 
pragmatism by opting for a less sophisticated hydrographic system than that originally proposed.  

 
(c) Community involvement helps both implementation and sustainability. The communities where 

navigation aids are located are a key factor in preventing vandalism and generating a national 
sense of ownership. The understanding that they needed to be involved in the project was a very 
astute perception of the social conditions prevailing  in PNG and an important aspect of the project  
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maintenance may turn out to be a model for other projects in the country, and in the Pacific region in 
general. 

 
(a) Commitment on the part of the Borrower is essential. Another aspect of project success is the 

firm commitment of the Borrower and ownership on the part of implementing agencies. The 
government undertook measures such as the setting up of a trust account and establishing an 
oil pollution levy, setting up the NMSA, among other things. 

 
(b) Competent consultants can make a difference. The consultants in both the project 

management unit and the project implementation unit were competent and helped to move the 
project along, adapt the original design to the situation on the ground, and overcome 
implementation issues. 

 
In addition, this validation report highlights the need to undertake project supervision more rigorously to 
ensure that project implementation is on schedule and that ADB loan funds are used in full for the 
intended purposes before the planned date for closing the loan. Although the Papua New Guinea 
Resident Mission (PNRM) was formally established in 2003, which was almost midway in the project’s 
implementation, it was not indicated in the PCR whether PNRM support was sought for project 
supervision. PNRM support would have been helpful to expedite the consultant selection approval 
process and the award of contracts, and to ensure completion of the training program. 

 
(iii) Recommendations. Further to the recommendation in the PCR, this validation report suggests that the 

services of ADB resident missions be tapped at the onset of project implementation to ensure the timely 
and efficient implementation of projects as well as efficient use of resources. 

 

 F. M&E Design, Implementation, & Utilization (PCR assessment and validation) 
 

The PCR indicated that DOTCA and the government were to submit quarterly and annual reports on 
various project activities, project performance measurement indicators, and a completion report on 
completion of the project to ADB. DOTCA was to maintain separate accounts for all expenditures under the 
project and to provide ADB with financial statements for each project-related contract. The financial 
statements were to be audited using international auditing guidelines by auditors acceptable to ADB and 
these were to be submitted to ADB within 9 months of the end of each related fiscal year. These 
arrangements appeared to be adequate and were generally complied with.  
 
ADB fielded 6 missions to supervise project implementation (an inception mission followed by 4 review 
missions and 1 midterm review mission). However, these review missions could have been more effective 
in ensuring project completion within the envisaged time and cost estimates (i.e., full use of the training cost 
as provided under the loan).   
 

G. Other (e.g. safeguards, including governance and anticorruption; fiduciary aspects; government 
assessment of the project, as applicable) (PCR assessment and validation) 

 
The imprest account set up to fund the project and the approval of DOTCA to use the statement of 
expenditure procedure functioned well, and there were no reported anomalies, irregularities, or other 
problems with these arrangements. Audited financial statements were submitted to ADB. Procurement 
followed ADB guidelines. No problem was identified during the course of the project on these matters. 
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H.  Ratings PCR IED Review Reason for Disagreement/Comments 

Relevance: Relevant Relevant  
Effectiveness in Achieving 
Outcome: 

Effective Effective  

Efficiency in Achieving 
Outcome and Outputs: 

Less efficient Less efficient  

Preliminary Assessment of 
Sustainability: 

Likely Likely  

Borrower and EA: Satisfactory Satisfactory  
Performance of ADB: Satisfactory  Satisfactory  
Impact: Significant  Significant  
Overall Assessment: Successful Successful  
Quality of PCR:  Satisfactory  
 

 I.  Comments on PCR Quality 
 

The PCR is generally well written and the factual information on the project is clear and well presented. The 
minor shortcomings are the following: 

 
(i)  The PCR did not provide an in-depth evaluation of the performance of NMSA. Financial information 

(profit and loss, cash-flow, and balance sheet statements) on NMSA operations could have 
strengthened the salient points indicated in the PCR. 

(ii) The PCR did not indicate if new channels were constructed and/or opened, as envisaged. 
 

Apart from these shortcomings, the PCR adhered to the Project Administration Instructions and the PCR 
guidelines. 

 
 

J. Recommendation for IED follow-up 
 

This validation report finds no major deviation from the PCR findings. Thus, a project performance 
evaluation for this project is not warranted. 
 

K. Data Sources for Validation 
 

This validation is based on information provided by the following project files: 
 

(i)   ADB. 2000. Report and Recommendation of the President to the Board of Directors: Proposed Loan to 
Papua New Guinea for the Rehabilitation of the Maritime Navigation Aids System Project. Manila. 

(ii)   ADB. 2009. Completion Report: Rehabilitation of the Maritime Navigation Aids System Project. Manila. 
(iii)  Various back-to-office reports. 
(iv)  Various project performance reports. 
 
 
 
 
 
 
 
 



 

 

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

 
On 29 November 2010, Director, IED2, Independent Evaluation Department (IED), received the 
following comments from the Papua New Guinea Resident Mission. 
 

We note that the validation report concurs with all the ratings given by the PCR and 
it notes that the PCR is generally well-written and that there is no need for a project 
performance evaluation. We agree with the 2 suggested PCR "minor shortcomings" 
identified by the validation report. 
 
We have no further comments to offer. 
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