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B. Project Description (summarized from the report and recommendation of the President)1 
 

(i) Rationale. The Emergency Rehabilitation Project was designed to help the government cope with 
the disasters, especially given the country’s constrained fiscal situation. It was intended to assist in 
rehabilitating damaged public infrastructure and ensure that natural disasters do not disrupt social 
and economic development in project areas. 
 
The Kyrgyz Republic suffered from severe landslides and floods during the spring and summer of 
2003 due to heavy rains. The government’s meteorological records show that rainfall in the oblasts 
(provinces) of Jalal–Abad and Osh from March to June 2003 was on average about 50% higher than 
in normal years, and over 30 millimeters of precipitation fell in a 1-hour period in Chui Oblast on 
21 June 2003, a record high. Rivers and streams broke their banks under the increased water 
volume and silt load. Torrential rains also triggered landslides because soils were saturated by the 
rains and slid down steep slopes. About 1,000 landslides occurred during the first 8 months of 2003, 
compared with an average of 15–20 landslides during the similar period in a normal year. 
 
About 55.5 kilometers (km) of roads and 21 bridges were destroyed or severely damaged. The 
damage was particularly serious in the oblasts of Chui, Jalal–Abad, and Osh. About 57 km of 35-
kilovolt (kV), 10 kV, and 0.4 kV power lines and nine electrical transformer stations were damaged in 
Chui and Osh oblasts. Thirty-two schools were destroyed or damaged, particularly in the oblasts of 
Chui, Jalal–Abad, and Osh. A number of school buildings collapsed, while others were severely 
damaged as a result of heavy rains, the foundations of the buildings subsiding, and the walls 
becoming saturated with serious cracks. The Ministry of Ecology and Emergency Situations declared 
these school buildings “unsafe” and ordered them to be vacated. 
 
Damage to public infrastructure severely disrupted economic activity and social life in affected 
communities. The destruction of roads and bridges isolated thousands of people and hampered their  

 

                                                 
1 ADB. 2003. Report and Recommendation of the President to the Board of Directors: Proposed Loan to the Kyrgyz 

Republic for the Emergency Rehabilitation Project. Manila. 
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access to food, drinking water, electricity, medical supplies, education, and health care. Some 
temporary roads were built and electricity restored using makeshift power lines, but these were just 
temporary measures. As the new school year began in September and winter set in, damage to 
schools disrupted normal learning and caused significant stress to children, teachers, and parents. 
There was an immediate need to rehabilitate and rebuild damaged infrastructure to restore economic 
and social activity in disaster-affected communities. 
 
Because of the country’s severe fiscal constraints, the government had limited capacity to respond to 
the natural disasters and therefore requested emergency assistance from the international community. 
 
Expected impact. The project aimed to help sustain economic growth and poverty reduction in the 
Kyrgyz Republic. It was intended to restore the economic activities and to control the incidence of 
poverty reduction. 
 

(ii) Objectives or expected outcomes. The immediate objective of the project was to help the 
government to restore economic and social activity quickly in the communities of four oblasts struck 
by landslides and floods by rehabilitating damaged public infrastructure. The project areas cover the 
oblasts of Chui, Issyk–Kul, Jalal–Abad, and Osh. 
 

(iii) Components. The project comprised the following four components (footnote 1, para. 19 of main 
text): 
(a) Roads and bridges. Rehabilitation of five damaged roads (Chui, Osh, and Jalal–Abad) and 

rebuilding 10 damaged bridges. 
(b) Electricity. Rehabilitation and reconstruction of about 21 km on four damaged power 

distribution lines in Chui and Osh. 
(c) Schools. Building four schools in areas less prone to natural disasters in the oblasts of Chui 

and Osh, including furniture and facilities. 
(d) Municipal infrastructure. Building municipal infrastructure in the Kurshab-1 and Dubitel 

permanent resettlement centers in Osh, which the government is establishing for disaster-
affected people. 

 

C. Evaluation of Design and Implementation (project completion report assessment and validation) 
 

(i) Relevance of design and formulation. This section is appropriately discussed by the project 
completion report (PCR).2 The project was prepared quickly in response to the government’s request 
for emergency assistance to repair damage caused by excessive rains in 2003. It aimed to 
rehabilitate key physical and social infrastructure to their pre-landslide states, thereby ensuring the 
restoration of normal economic and social activities. In this context, the project was designed and 
formulated to contribute to the country’s economic recovery and was in accordance with the Asian 
Development Bank (ADB) country strategy. As emergency assistance, the project was prepared in 
line with ADB’s Policy on Rehabilitation Assistance after Disasters (1989).3 
 
The government prepared a priority list of needs, which was divided among and coordinated with 
international aid agencies. Because of ADB's previous experience with such assistance and its activities 
in the Kyrgyz Republic, ADB and the government agreed that ADB would undertake subprojects in four 
sectors: (a) roads and bridges, (b) power lines, (c) schools, and (d) municipal infrastructure. A sector 
approach was used for the project. This was found to be beneficial for identifying appropriate subprojects 
scattered over a wide area and enabling the reallocation of funds from one sector to another as the need 
arose. On the downside, there were occasions when the project scope was not followed, i.e., some 
components implemented under the project (e.g., schools) should not have been pursued since they 
were not damaged in the natural disaster of 2003 (footnote 2). 
 
Instead of 17 subprojects envisaged at approval, the completed project includes 18 subprojects. But 
the changes were greater than what the numbers suggest. Two minor changes in scope approved in 
2004 cancelled two subprojects and decreased allocations to two others. Three road subprojects 
and one power subproject were added to the project using the resulting savings. 

                                                 
2 ADB. 2008. Project Completion Report: Kyrgyz Republic: Emergency Rehabilitation Project. Manila. 
3 ADB. 1989. Rehabilitation Assistance After Disasters. Manila. 
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(ii) Project outputs. The PCR discussion on outputs is generally acceptable. Reasons for deviations from 

planned outputs are adequately described, while comparisons between estimated and actual costs of 
the outputs were attempted. However, the PCR did not provide explicit details such as the actual 
length of the planned and completed roads and bridges. 
 
In emergency situations, there is often a rush to undertake needed works according to priorities that 
cannot wait for financing to be secured. Retroactive financing was allowed for approved contracts 
from 8 September 2003. As contracts signed earlier than this date were ineligible for financing, some 
subprojects had to be replaced during project implementation. The project followed a sector 
approach to selecting and procuring goods and services (section C[i]). Subprojects were of varied 
size, and since no detailed design was undertaken prior to loan approval, it was difficult to accurately 
cost the needed works. This resulted in several variation orders. 
 
The overall project cost was lower than that estimated at appraisal mainly due to costs lower than 
expected for the power and consulting services components and lower interest during construction. On 
the other hand, the cost of roads and bridges was slightly above the appraisal estimate. Likewise, the 
original cost estimates at appraisal for schools and municipal infrastructure were exceeded. This was 
mainly because additional works were included into the project scope. The increase in the cost of this 
component was due to (a) new subprojects (e.g., diesel generators) and ancillary works for the schools 
and additional detailed design; (b) a considerable volume of works that were not taken into account in 
the original cost estimate but were required to ensure that subprojects could be commissioned and 
effective operations guaranteed; and (c) the escalation of prices for construction materials and 
lubricants. The additional detailed design was for (a) developing design estimates for constructing 
generator houses and assembling and installing diesel generators in schools, and (b) constructing 
generator houses. The school equipment cost at completion was slightly higher than at appraisal due 
to the addition of generators for the four schools. 
 
Table 1 compares project outputs at appraisal and actual and associated estimated and actual cost. 
 

Table 1: Project Components, Costs, and Financing, Expected and Actual 
Outputs Project Costs 

Item Appraisal Actual 

Appraisal 
($‘000) 

Actual 
($‘000) 

Ratio 
(Actual/ 

Appraisal) 
Project Costs 
A. Civil Works 17 civil works 

subprojects 
18 civil works subprojects    

1. Roads and 
Bridges 

5 roads and 10 bridges  4 roads and 8 bridges, 
including a new bridge 

2,428 2,470 1.02 

2. Power Lines 21 kilometers (km) of 
four damaged power 
and distribution lines 

19.63 km of overhead 
distribution lines 

406 296 0.72 

3. Social 
Infrastructure 

• Four schools built and 
furnished in areas less 
prone to natural 
disasters 

• Municipal 
infrastructure, 
including 4.3 km of 
roads, 8.6 km of 
power lines, 2 electric 
substations, 4.3 km of 
water supply network, 
and 1 km of drainage 

• Four schools built, but not in 
areas less prone to 
disasters. A school was built 
in a resettlement center as 
envisaged. The rest are 
located next to the original 
schools, which were actually 
undamaged. 

• Municipal infrastructure 
was achieved as 
envisaged at appraisal. 

1,663 1,981 1.19 

Subtotal (A) 4,497 4,747 1.06  
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Outputs Project Costs 

Item Appraisal Actual 

Appraisal 
($‘000) 

Actual 
($‘000) 

Ratio 
(Actual/ 

Appraisal) 
B. School 

Equipment  
• Furniture • Furniture 

• Heating and generator 
equipment 

185 238 1.29 

C. Consulting 
Services 

136 person-months 212 person-months 570 326 0.57 

D. Contingencies   759 0 0.00 
 Subtotal (A+B+C+D) 
 

6,011 5,311 0.88 

E. Interest During Construction 264 72 0.27 
  Grand Total (A+B+C+D+E) 6,275 5,383 0.85 
Project Financing 
Asian Development Bank 5,000 4,431 0.89 
Government 1,275 952 0.75 
Total 6,275 5,383 0.85 
Source: Asian Development Bank. 2008. Project Completion Report: Kyrgyz Republic: Emergency Rehabilitation 

Project. Manila. 
 
Regarding the condition of project facilities, the PCR does not provide sufficient details of completed 
subprojects. There is no assessment of the condition of the road and municipal infrastructure 
components. For the power lines, a very brief assessment can be found in the PCR (Appendix 12, 
para. 3), which states, "The subprojects investigated during the PCR mission was found to be in 
good order." 
 

(iii) Project cost, disbursements, borrower contribution, and conformance to schedule (as 
relevant to project performance): 
(a) Project costs and financing. As shown in Table 1, the project cost at appraisal was 

estimated to be $6.28 million, compared with the actual cost at completion of $5.383 million. 
Foreign exchange at both appraisal and completion was estimated to be 60% and the local 
cost 40%. ADB funded 82% of the total cost, compared with an appraisal estimate of 80%. 
The borrower funded the remaining amount. The lower total cost was attributed to variations 
caused by the 8 September 2003 ruling on retroactive financing, since some contracts had 
been signed before that date, and exchange rate variations, which effectively lowered the 
actual cost of some items. 

(b) Disbursements. No disbursement schedule was prepared at appraisal. Considering the 
emergency nature of the project, ADB approved retroactive financing for eligible 
expenditures incurred after 8 September 2003 and advance action. There were two 
conditions that had to be met before any disbursements were made. These included the 
procurement of consulting services and the submission and approval of a due diligence 
report on resettlement centers as a condition for disbursement for social infrastructure 
subprojects. The first disbursement was made on 27 August 2004, more than a year after 
the appraisal mission. The due diligence report was approved by ADB in December 2004. 
Following these milestones, disbursements took place as envisaged and were completed in 
early 2008. This was in line with the appraisal target for the completion of civil works.  

(c) Project schedule. Project implementation was delayed for several reasons. Loan 
effectiveness was delayed because the executing agency, the Ministry of Emergency 
Situations (MES), formerly the Ministry of Ecology and Emergency Situations, had not 
established a project implementation unit (PIU) in a timely manner. ADB should have followed 
up with the government to ensure that implementation arrangements were established as 
scheduled. The loan was closed after the original planned date of 30 September 2007 upon 
completing the final disbursement. Counterpart funds were provided in a timely manner. 
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(iv) Implementation arrangements, conditions and covenants, related technical assistance, 

procurement, and consultant performance. The implementation arrangements were consistent with 
those envisaged at appraisal. The MES was responsible for project management and coordinating 
implementation. There were two implementing agencies, the MES and the Ministry of Transport and 
Communications (MOTC), and two associated PIUs. The MES was responsible for implementing the 
social infrastructure subprojects, while the MOTC handled roads, bridges, and power line subprojects. 
Coordination between ADB and the MES, government agencies, consultants, and contractors was 
adequately maintained throughout project implementation. The PCR states that overall implementation 
arrangements were generally satisfactory and worked effectively. 
 
No covenants were waived or modified during the project. Of 23 covenants, two were partly complied 
with and three others experienced late compliance. Partial compliance relates to the operation and 
maintenance of project facilities and the intensity of ADB supervision missions. Late compliance also 
relates to project monitoring. While reporting requirements were met, the MES had difficulty complying 
with the timely submission of reports (i.e., quarterly progress reports, conduct of a midterm review 
mission, and PCR). No technical assistance was associated with this project. 
 
Project goods and services were procured through national competitive bidding for civil works and 
direct purchase for equipment in accordance with ADB Procurement Guidelines (2007, as amended 
from time to time). A total of 20 civil works contract packages were procured. The procurement was 
generally smooth except in two cases where the subproject contract had to be re-bid and another 
contract award that had to be postponed due to political turmoil. The performance of all the 
contractors was generally satisfactory, except for one that failed to meet contract conditions and was 
replaced. The replacement contractor completed the contract requirements satisfactorily. The PCR 
provides a good description of the procurement process and outcomes. 
 
Consultants were recruited in accordance with ADB Guidelines on the Use of Consultants (2007, as 
amended from time to time) and other arrangements satisfactory to ADB for the selection of national 
consultants. One international consultant was initially contracted for 12 person-months and seven 
domestic individual consultants for 124 person-months. The extensive use of consulting services 
under this emergency assistance loan, at 9.1% of the project cost, was initially a concern raised 
during Board discussions. The magnitude of consultant cost was then justified by the project's need 
(i.e., complexity of some project designs) and the limited capacity of the MES. However, at 
completion, the actual cost of consulting services was only 6.1% of the project costs. 
 
In 2006, ADB approved a variation order to reduce the international consultant's inputs from 12 to 
8 person-months, and later to 6 person-months. The MES was reportedly dissatisfied with the 
international expert's performance because of delayed reporting (PCR, para. 39). To compensate for 
reduced international expert input, national consultant input was increased from 124 to 206 person-
months because the domestic consultants had by July 2005 demonstrated sufficient capacity to 
manage the project. The composition of the national consultant staff was not changed during project 
implementation. Consultant performance overall was rated generally satisfactory by the PCR. Based 
on the apparent cost-effective use of more national experts to satisfactorily meet established project 
deliverables, this validation rates consultant performance satisfactory. 
 

(v) Performance of the borrower and executing agency. The PCR rates the borrower's performance 
as satisfactory. Although some delays were experienced in the early stages of project 
implementation, obviating the use of advance action, the borrower and the executing and 
implementing agencies generally achieved successful implementation of the project and its 
subprojects. The limited capacity of the MES was acknowledged at loan approval. At completion, the 
PCR again pointed out that compared with the MOTC, the MES had little exposure to donor-funded 
projects and its capacity in project management remained limited.4 

 

                                                 
4 The MES also needs further institutional capacity strengthening to improve and sustain staff knowledge of ADB’s 

procurement and disbursement procedures and civil works contract management. 
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Three subprojects did not follow the agreed selection criteria. They included the construction of three 
new schools supposedly to replace flood-damaged schools, despite the schools’ not having been 
damaged by the floods nor their rehabilitation adequately justified. ADB nevertheless went on to 
finance additional heating and generating equipment for these schools. The PCR does not fully explain 
the reasons for the lapses, which could have been triggered by inappropriate oversight by the MES. 
 
The PCR could have provided more information on (a) why international consulting services were 
terminated, and (b) why ADB agreed to replace international inputs despite initial ADB concerns 
about high project needs and limited executing agency capacity (section C[iv]). The rationale that the 
domestic consultants’ demonstrating sufficient capacity to manage the project justified reducing 
international inputs is not a sufficiently strong reason, since the objective of bringing in international 
inputs is usually to ensure international best practices in project implementation. 
 
These issues indicate insufficient capacity in the executing agencies. It is noted that, despite these 
limitations, the project was completed and basic infrastructure services restored as envisaged. The 
project was completed in a timely manner without any extension of the loan closing date. In view of 
this, the PCR rating of satisfactory is validated. 
 

(vi) Performance of ADB. The PCR rates the performance of ADB as satisfactory. The administration 
and supervision of a project with multiple subprojects geographically spread over the country 
presents an administrative challenge to ADB due to limited staff resources and the location of ADB 
headquarters in a distant country. This was acknowledged during Board approval of the loan. The 
project was processed and initially administered by ADB headquarters but was turned over to the 
Kyrgyz Resident Mission on 1 December 2004. Delegation of the project appears timely, as by then 
only the contracts for schools and municipal infrastructure were to be awarded. 
 
Regarding oversight by ADB headquarters staff, ADB fielded an inception mission and one review 
mission, which were in line with planned actual missions of two per year, as reemphasized during 
Board discussions. Following delegation, though, only one formal review mission per year was 
undertaken, rather than the two planned annual missions. A review mission in 2005 and a midterm 
review mission in 2006 were undertaken. The PCR explained that the limited formal review missions 
were supplemented by intensified routine communications with the executing and implementing 
agencies and PIUs, which were sufficient to resolve issues cropping up during implementation. 
 
The PCR is not clear on who approved the three school subprojects that were outside the project 
scope or when (PCR, para. 44). It appears that ADB approved these subprojects without appropriate 
oversight (section C[v]). ADB missions included visits to some project sites and the MES 
headquarters in Bishkek. The PCR reports that subproject sites were visited during implementation. 
Such review missions should have picked up the inclusion of these subprojects. However, it appears 
from the PCR that this discrepancy was noticed only by the PCR mission, by which time ADB had 
already provided the funds for the three school building subprojects that did not qualify for funding 
under the selection criteria established during project preparation. This could have been picked up 
by ADB if review missions had been more frequent, with appropriate attention given to details. 
 
In view of this, it appears that there was room for improvement on the part of ADB in its 
administration and management of the project. Hence, this validation rates ADB’s performance for 
this project partly satisfactory. 

 
D. Evaluation of Performance (project completion report assessment and validation) 

 
(i) Relevance. The project was consistent with ADB’s Policy on Rehabilitation Assistance after Disasters 

(footnote 3). Taking into account the needs of the country, the project had a sound rationale at 
appraisal. After the natural disaster, the Kyrgyz Government faced a constrained fiscal situation. The 
project was directly relevant in terms of assisting in rehabilitating damaged public infrastructure and 
in restoring social and economic activities. Overall, this validation agrees with the PCR rating of highly 
relevant. 
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(ii) Effectiveness in achieving outcome. The PCR rates the project as effective since it achieved most 
of the targetted outputs. Based on Appendix 1 of the PCR, it is noted that (a) out of the five damaged 
roads, the project rehabilitated four roads; (b) out of the 10 damaged bridges, eight bridges were 
repaired; (c) out of the 21 km of damaged power distribution lines, 19.63 km was restored; (d) the 
electrical transformer component was cancelled; and (e) four schools were built albeit in locations 
different from that originally envisaged. With the completion of these components, the project was 
effective in assisting the government in restoring economic and social activities in the disaster-
affected areas. 
 
The restoration works allowed normal activities to be resumed with improved access to markets, 
hospitals, and schools. The rehabilitation of damaged roads, bridges, and power lines restored the 
supply and distribution networks for basic goods and services. While difficult to attribute solely to the 
project, traffic on all of the rehabilitated roads and bridges was found to have increased over pre-
disaster levels by 35%−82% on various rehabilitated sections (PCR, para. 48). People returned to 
their homes and normal activities with greater assurance that local infrastructure was now better able 
to survive natural disasters (PCR, para. 52). 
 
Project effectiveness was reduced owing to apparently inappropriate use of funds for the three 
schools (sections C[iv] and C[v]). These funds could have constituted loan savings, which could have 
been used for other disaster rehabilitation. Moreover, although the schools were provided with 
heating equipment, budget restrictions do not allow them to purchase sufficient diesel fuel to run the 
generators effectively. As a result, some schools have to depend on coal heating. As per Appendix 
12 of the PCR, the schools receive, on average, only 2–3 hours of electricity every day. This has 
reduced the effectiveness of the equipment provided under the loan. 
 
Despite these issues, it is noted that the project achieved its targeted outcomes. In light of the 
above, this validation rates the project effective confirming the PCR’s rating, since it successfully 
contributed to restoring social and economic activities in disaster-affected areas. 
 

(iii) Efficiency in achieving outcome and outputs. The PCR did not include any economic analysis at 
completion. As infrastructure needed to be restored immediately, conducting a feasibility study was 
not practical, which the Independent Evaluation Department acknowledges. In such a situation, 
relying on cost-effectiveness has been found to be appropriate.5 The PCR does not provide any 
insight into how the least-cost solution was determined and applied. No economic evaluation was 
performed at appraisal because of the projects’ emergency nature and because the economic 
internal rate of return calculations may not be possible or practical. The PCR continued to adopt this 
rationale and did not include any specific economic analysis. A key indicator of implementation 
efficiency for emergency assistance projects is the time elapsed between the receding of 
floodwaters and the start of construction. The PCR could have elaborated on this aspect. 
 
On the positive side, traffic carried on the rehabilitated roads and bridges was reported to have risen 
significantly above their pre-disaster levels (section D[ii]). The overall project costs were lower at 
completion than those estimated at appraisal. This in itself is not a sufficient indicator for efficiency. 
In respect to the duration of construction, the actual implementation of civil works was completed in 
August 2007, or about 5 months behind schedule. The project was to be implemented over a 3-year 
period from March 2004 to March 2007. The loan was closed in March 2008 as compared with the 
appraisal target of September 2007. 
 
The PCR has provided limited information on efficiency factors. This reflects more the quality of the 
PCR than the efficiency of the project. Based on the limited information available, this validation 
rates the project efficient confirming the PCR’s rating. 
 
 
 

                                                 
5 ADB. 2004. Operations Manual. Section D7/OP: Operational Procedures. Disaster and Emergency Assistance. 

Manila.  
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(iv) Preliminary assessment of sustainability. Maintenance is a key to sustainability, and funding for 
this has been a systemic issue in the country. Local governments in particular are short of budget to 
maintain the roads, bridges, schools, and other facilities rehabilitated. The PCR noted that the 
executing agencies face funding shortfalls each year resulting from inadequate budget allocations. It 
rated the project outputs likely to be sustainable. 
 
The PCR states that, in 2008, the MOTC required a road maintenance budget of Som287 million, 
while the allocated budget was approximately Som730 million (PCR, para. 50). This appears to be 
questionable since it is not clear whether the allocated budget was meant to fund maintenance only 
or included capital investments. For the power sector, the PCR quotes figures of budget allocation by 
the MOTC for small and major repairs. However, the PCR does not analyze the maintenance 
requirements or budget allocations of the transmission company (Joint Stock Company National 
Grid) or the four distribution companies. Such analysis is important for assessing the sustainability of 
the project. The PCR does not provide any analysis of the sustainability of the school or social 
infrastructure works undertaken by the project. A joint country portfolio review that included the 
education sector in the Kyrgyz Republic and was carried out by ADB, Islamic Development Bank, 
German Kreditanstalt für Wiederaufbau, and World Bank stated, "Insufficient funding of recurrent 
costs of the assets created by international finance institution’s funded projects continue to hinder 
their sustainability.” The joint review had similar views of the road sector, confirming a lack of an 
effective road maintenance system (i.e., the inefficiency of the existing resource-driven maintenance 
system) (para. 69 and Table 5 of the Joint Evaluation Report on the Almaty–Bishkek Regional Road 
Rehabilitation Project).6 From 2003 to 2008, it estimated that only about 63.6% of funds needed by 
the MOTC were actually provided by the Ministry of Finance. 
 
Facts provided by the PCR, as well as those stated in the joint country portfolio review, raise concerns 
over the sustainability of the project. In view of the above, this validation rates the project less likely to 
be sustainable. 
 

(v) Impact (both intended and unintended). The PCR does not provide a rating for the project's 
impact. It stated that considerable attention was given to environmental matters, with staff from the 
Kyrgyz Resident Mission reportedly visiting each subproject site to ensure that environmental 
concerns were properly identified. Additionally, each subproject was subject to an initial 
environmental examination. The project’s activities did not interfere with ecosystems, as all the 
works performed was restorative. The PCR mission noted on its site visits that there had been no 
adverse environmental impact from the works that were undertaken. 
 
The project design followed ADB Involuntary Resettlement Policy (1995) and Handbook on 
Resettlement. 7  Most of the subprojects involved restoration works on existing sites, so no 
resettlement was required. ADB-financed subprojects were undertaken in two resettlement areas set 
up by the government. In such cases, a resettlement framework was prepared, and a due diligence 
report was prepared and submitted to ADB. This was approved by ADB in December 2004, after 
which subproject disbursements could be made. 
 
Economic life was disrupted by the damage caused by the floods. The purpose of the project was to 
restore the damaged facilities to their pre-flood condition or better and thereby restore social and 
economic activities. The PCR confirmed the achievement of these goals and stated that up to 
3,500 households benefited from the road subprojects, while up to 2,300 households benefited from 
the power distribution line subprojects (PCR, para. 48). The PCR states that the per capita income of 
the communities located along each of the rehabilitated road sections increased by up to 4% 
between 2003 and 2007. While such impacts would be difficult to attribute solely to the project, they 
provide an indication of the contribution of the project to socioeconomic improvement. In light of such 
contributions, the impact of the project is rated significant. 

 

                                                 
6 ADB. 2009. Joint Evaluation report on the Almaty–Bishkek Regional Road Rehabilitation Project. Manila. 
7 ADB. 1995. Involuntary Resettlement. Manila; and ADB. 1998. Handbook on Resettlement: A Guide to Good 

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

 
(i) Overall assessment. The PCR had rated the project highly relevant, effective, efficient, and likely to 

be sustainable. The overall rating for the project was successful in the PCR. This validation has 
rated the project highly relevant, effective, efficient, and less likely to be sustainable. Despite the 
lowering of the sustainability rating, the overall rating for the project continues to be successful by 
this validation.  
 

(ii) Lessons. Emergency projects such as this one tend to be difficult to administer and implement and 
difficult for ADB to properly guide and oversee. This is because speed is of the essence to restore 
normal activity, and subprojects tend to be spread over large geographical areas. As such, ADB has 
to depend not only on review mission diligence but also on consultants and the government 
agencies involved. ADB’s procedures, while fully adequate for non-emergency projects, tend to slow 
the implementation of emergency projects such as this one, so due diligence is sometimes 
truncated. As a result, subprojects were undertaken that do not meet requirements or necessary 
approvals. The social infrastructure projects under this project are cases in point. Prior to due 
diligence approval, works were undertaken and retro-financed after due diligence approval. Also, 
three of the new schools, while probably needed, did not meet subproject selection criteria. ADB 
may wish to review its procedures for such projects so that such compromising activities can be 
avoided. The PCR makes related observations about such projects. 
 
Taking into account issues related to sustainability, it is apparent that the project outcomes can be 
sustained if the government allocates adequate funds and resources for operation and maintenance 
based on a rigorous and transparent planning regime.  
 

(iii) Recommendations. The PCR makes one project-specific recommendation regarding the provision 
of sufficient funds for routine, periodic, and emergency maintenance of completed subprojects under 
the project. This is quite desirable but should not exclude the maintenance of the networks. This 
validation adds that adequate budgetary allocations should be made for the day-to-day operation of 
schools. 
 
The PCR also recommends that the subprojects should be closely monitored annually after 
completion. This type of recommendation is often made by the PCRs but, in practice, is unlikely to be 
done on any formal basis, given the resource implications on ADB and the wide geographical 
dispersion of the subprojects. 
 
Other general recommendations by the PCR comprise (a) better coordination and monitoring by 
ADB, (b) training of local staff by ADB regarding procurement and loan disbursement, and (c) early 
turnover of the project to the Kyrgyz Resident Mission to improve communications and speed up 
approvals. 

 
F. Monitoring and Evaluation Design, Implementation, and Utilization (project completion report assessment 

and validation) 
 

A system for monitoring environmental, resettlement, and socioeconomic matters was set up early. However, 
the fact that the outcomes have not been quantified adequately indicates a room for improvement. Project 
design had to be done quickly, but the adoption of the sector approach provided the flexibility needed during 
implementation. Funds appear to have been utilized well. 
 

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

 
As mentioned in section F above, environmental and social safeguards were in place and appear to have 
been carried out well. Governance was generally good, with the exception of the three school subprojects 
that were put forward by the government despite their not meeting the required criteria for emergency 
rehabilitation or replacement. Counterpart funds seem to have been provided in a timely manner, although 
the PCR does not directly address this matter. 
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H. Ratings PCR IED Review Reason for Disagreement/Comments
Relevance: Highly Relevant Highly Relevant  
Effectiveness in Achieving 
Outcome: 

Effective Effective  

Efficiency in Achieving 
Outcome and Outputs: 

Efficient Efficient  

Preliminary Assessment of 
Sustainability: 

Likely Less Likely Budgetary allocations for the operation 
and maintenance of the subprojects are a 
matter of concern. 

Performance of the Borrower 
and Executing Agency: 

Satisfactory Satisfactory  

Performance of ADB: Satisfactory Partly Satisfactory Section C(vi) highlights ADB's lapses in 
terms of oversight and monitoring. 

Impact: Not Rated Significant  
Overall Assessment: Successful Successful  
Quality of PCR:  Partly Satisfactory  

 

I.  Comments on PCR Quality 
 

The PCR has room for improvement on several fronts, and this validation considers its quality partly 
satisfactory. On the other hand, the report attempted to be frank on key issues, in particular weaknesses in 
ADB oversight. However, the chronology of events could have been more comprehensive to include, for 
example, when contract approval was given. Likewise, the contract summary does not give the dates of award 
and completion. This information would have been useful, particularly for understanding the need for retroactive 
financing. Other crucial details missed by the PCR include the actual length of the roads and bridges 
rehabilitated, as well as a sufficient explanation as to why the international consultant inputs were reduced. 
 
Para. 47 on effectiveness said, "In general, all project components made notable contributions to poverty 
reduction in the immediate vicinity of the subprojects." It is difficult to attribute such outcomes to the subprojects. 
They could at best contribute to such impacts. Further study is needed to affirm the magnitude of benefits realized 
and how they are distributed. The PCR's socioeconomic analysis has room for improvement. With limited 
quantitative data, it uses mainly anecdotal information and impressions. While there is no doubt that the 
reopening of the road restored local residents’ quality of life, this may have been limited to taking the respondent 
households out of their temporary isolation and back to pre-disaster conditions (Appendix 12, para. 4). However, it 
is noted that the project aimed to restore the economic activities and not necessarily improve on them. 
 
The description of efficiency lacks sufficient information (section D[iii]). The benefit of the doubt given to the 
project stems from the lack of information in the PCR. The PCR could have carried out a proper analysis of 
whether cost-effective solutions were adopted during project implementation. 
 
The PCR has data inconsistencies, which could have been avoided. For example, the third sentence of para. 
10 states, "These subprojects consisted of … four schools subprojects, four municipal infrastructure 
subprojects in the resettlement centers of Dubitel and Kurshab-1, and two procurement of equipment 
subprojects…." Appendix 2 says there are only four school subprojects (S1−S4), two municipal infrastructure 
projects (S5−S6), and two procurement of equipment subprojects (S7−S8). 
 

J. Recommendation for Independent Evaluation Department Follow-Up 
 
This was an emergency infrastructure-rehabilitation project, which experienced many of the problems 
typically associated with such projects. The issue of sustainability could be followed-up by the Independent 
Evaluation Department during future sector and country evaluations in the Kyrgyz Republic.  
 

K. Data Sources for Validation 
 
Data sources included the report and recommendation of the President, PCR, Board minutes, minutes of the 
Staff Review Committee and management review meeting, and back-to-office reports of the review missions.  
 



 
REGIONAL DEPARTMENT’S RESPONSE TO THE PROJECT COMPLETION REPORT 

VALIDATION REPORT 
 
 
On 3 December 2009, Director, IED2, Independent Evaluation Department (IED), received the 
following comments from the Kyrgyz Resident Mission, Central and West Asia Department. 
 
Thank you for sharing the draft Project Completion Report Validation Report on 2045-KGZ(SF): 
Emergency Rehabilitation Project. We reviewed the report and agree with the IED overall 
assessment of the project as successful. 
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