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B.  Project Description 
  
(i)  Rationale.  Roads account for over 90% of freight and passenger traffic in Sri Lanka, and play a 

critical role in national development. While the road network in Sri Lanka is extensive, most roads 
were constructed over 50 years ago and carry much higher traffic volumes than planned. The road 
network is in generally poor condition; it has deteriorated due to rapid growth in traffic volumes and 
insufficient investment in road maintenance and rehabilitation, and is emerging as a major 
bottleneck to sustained economic and social progress, particularly in remote and economically 
disadvantaged regions. This adversely affects road user costs, and the quality and frequency of 
road transport services, which has diminished the potential for economic development, particularly 
in export-oriented agricultural and manufacturing activities. 
 

If Sri Lanka is to succeed in transforming itself into a modern industrial society, it must remove the 
impediments to economic growth and create an environment that is more conducive to 
development of the private sector.  
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Better integration and cost-effective management of the country's road network will have important 
follow-on effects on other parts of the economy, and stimulate continued and balanced economic 
development. 
 
Although not explicitly discussed in the Rationale section, the report and recommendation of the 
President (RRP)1 points to institutional weaknesses that needed to be addressed in developing Sri 
Lanka’s transport system. The RRP states that, since there is no single authority for transport, 
issues requiring coordination are handled by interministerial and interagency committees. The 
effectiveness of these committees in coordinating planning and implementation of transport-sector 
issues is limited. Also, in most of the agencies the planning process is not well aligned with the 
budgeting process, and there is no mechanism to ensure that an agency's spending priorities are 
consistent with a sound transport-sector strategy. 

 
(ii) Impact. The RRP has no section that deals with the issue of impact, but there is a discussion of the 

impact in the Project Beneficiaries sections in the text and Appendix 14. The RRP estimated at the 
time that 550,000 households, or some 2,580,000 people, lived in the subdistricts where the Project 
was to be implemented. Of these households, over 50% were estimated to have household incomes 
below SLRs2,000 per month. Implementation of the civil works component of the Project was 
expected to generate a substantial number of workdays of employment that would mostly benefit the 
local population in the form of employment and higher expenditure levels in the local economy. The 
local population would directly benefit from quicker, cheaper, and safer road transport; and people 
living in the areas serviced by the Project roads would gain better access to education and health, to 
employment and other income-generating opportunities, and to religious, community, and social 
activities. Initial beneficiaries of the Project were expected to be road users and vehicle owners who 
would benefit from lower vehicle operating costs (VOCs) and shorter travel times. As transport 
services in Sri Lanka are offered on a competitive basis and market factors influence fares, it was 
expected that reductions in VOCs would be passed on to users of road transport through reduced 
passenger fares and freight costs. Better road surface conditions and geometry was expected to 
result in a reduction of road accidents and their consequent social costs. 

 
(iii) Objectives or Expected Outcomes. The RRP states that the objective of the Project was to 

modernize and streamline sector policies and institutional capacity to enable the effective planning 
and management of the entire road network so as to meet the needs of a growing economy. The 
Project was to provide investment finance and advisory services to improve part of the high-priority 
national road infrastructure and to upgrade the private construction industry. In line with the 
Government's sector reform agenda, the Project was also to promote and extend sector reforms 
initiated under ongoing projects financed by the Asian Development Bank (ADB), and to help 
strengthen the institutions responsible for road planning, construction, operation and maintenance. 

 
(iv) Components and/or Outputs. The intended outputs of the Project as stated in the RRP were 

(i) improvement of geometric alignment and pavement strengthening (Option 1) of about 
189 kilometers (km) of Class A and B roads, (ii) pavement strengthening only (Option 2) of about 
156 km of Class A and B roads, (iii) rehabilitation and/or widening of 47 bridges, (iv) construction 
supervision, (v) capacity building in the local road construction industry, and (vi) engineering studies 
for the Southern Transport Corridor Project. 

 

                                                 
1  ADB. 1998. Report and Recommendation of the President to the Board of Directors: Proposed Loan and Technical 

Assistance Grant to the Democratic Socialist Republic of Sri Lanka for the Road Network Improvement Project. 
Manila. 
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C. Evaluation of Design and Implementation (project completion report assessment and validation) 
  
(i)  Relevance of Design and Formulation. The project completion report (PCR)2 reiterates much of 

the justification for the Project found in the RRP. The Project was thus primarily aimed at 
underpinning public and private investment programs designed to raise living standards and reduce 
poverty through better management and greater operational capacity of the road network. 
 
The PCR elaborates on the Project’s consistency with ADB’s operational strategy for the subsector 
in Sri Lanka, in which road network development is seen as an essential input in furthering economic 
growth and social well-being. As well, it highlights the Poverty Reduction Partnership Agreement of 
2002 between the Government and ADB, which gives high priority to broad-based development, 
particularly in rural areas. The PCR also points to lessons learned from previous ADB projects in the 
road sector, namely, that there was a need to encourage greater competition and private sector 
involvement in the execution of road construction and maintenance to reduce costs. The PCR 
suggests that because of implementation difficulties in past projects in Sri Lankasuch as 
cumbersome procedures for procurement of contractors and recruitment of consultants brought 
about by unwieldy organizational structure, amorphous management communication, and 
overarching statutory obligationsthere was a need to reassess the role, functions, responsibilities, 
and obligations of central and provincial institutions in the road sector, followed up by restructuring 
that would engender efficient planning and management. 
 
There is no assessment of the formulation process in the PCR. 
 

(ii) Project Outputs. For Option 1, 152 km of Class A and B roads were improved, and for Option 2, 
124 km were rehabilitated. Along with the additional 33 km rehabilitated on the A009 road in the 
north, which was a change in scope after Project approval, the total length of road restored under 
ADB funding through the Project was 309 km. Under the Project 77 bridges were widened and/or 
rehabilitated, including three bridges on the A009. In the south of the country, repairs were carried 
out on 450 km of national, provincial, and local road networks, plus bridges damaged by the floods 
of May 2003; this component was also the result of a change in scope to the original Project 
objectives.  
 
The PCR provided three pieces of evidence of capacity building in the local road construction 
industry: 

(a) Surface dressing. The length of surface dressing laid daily increased 
from about 180 lane-meters to about 300 lane-meters, with fewer defects; 
there was also an improvement in resource planning, mobilization, and work 
organization practices. 
(b) Site management and organization. More focus on job description 
statements resulted in better delineation of responsibility of technical staff, 
and daily assignment charts ensured more detailed work designation to 
labor or work teams..  
(c) Training courses. Formal training was adopted as one of the 
alternative performance-improvement strategies, complementing on-site 
training. There were 73 courses for 1,664 participants. 

 
Engineering studies for the Southern Transport Corridor Project completed the following tasks: (i) 
preliminary engineering; (ii) detailed engineering; (iii) contract document and procurement 
assistance; (iv) additional surveys on economic, environmental, and social aspects; and (v) 
assistance to the Road Development Authority (RDA) in the preparation of the implementation 
program. 

 
 
 

                                                 
2 ADB. 2009. Completion Report. Sri Lanka: Road Network Improvement Project. Manila. 
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(iii) Project Cost, Disbursements, Borrower Contribution, and Conformance to Schedule (as 
relevant to project performance). At appraisal, the total project cost was estimated at $123.3 million 
with ADB financing $80 million, and the balance financed by the Japan Bank for International 
Cooperation (JBIC) ($16.0 million) and the Government ($27.3 million). At completion, the total cost 
was $183.1 million, with ADB increasing its contribution by $14.7 million on 16 June 2004 for 
emergency assistance to rehabilitate roads in flood-affected areas. 
 
Actual expenditure on civil works was the largest component at 70% of total project cost, compared 
with 57% at appraisal. Implementation consultancy services for civil works consumed 7.0% of the 
financial resources put to the project, more than 2 percentage points up on the 4.6% expected at 
appraisal. By completion, the contractor capacity-building component and the provision of engineering 
studies for the Southern Transport Corridor Project had together cost 3.4% of the total, compared with 
4.3% planned at appraisal. The differences between actual costs and those at appraisal are due to 
three factors: (i) underlying escalation in prices; (ii) the change in exchange rate due to devaluation of 
the Sri Lanka rupee early in the project and further losses since then; and (iii) the added works for 
emergency relief on flood-affected roads in the south. The civil works component increased in value 
by 7.5% due to the additional packages introduced in 2004 for flood relief. 
 
The increase in local expenditure contributed more than twice as much as the foreign currency 
component to the overall rise in project costs. Local currency costs at appraisal were estimated at 
36%, whereas at completion the proportion had increased to 56% due to inappropriate estimates at 
appraisal (the descriptor “inappropriate” was used by the PCR). The Government contributed the 
largest single share to this increase for the civil works, and particularly land acquisition. The PCR 
provides no explanation why the cost of land was underestimated or why it escalated. ADB back-to-
office reports of review missions stated that design deficiencies contributed to the cost overruns, a 
factor not mentioned in the PCR. The PCR also does not mention the change in scope of the Project 
through the inclusion of rehabilitation works on flood-damaged roads that would have had an impact 
on local-currency costs. In total, the actual cost of the project exceeded the amount posited at 
appraisal by $60 million, a margin of 48%. 
 
Following approval of an $80 million loan for the Project on 8 December 1998 and effectiveness on 
26 February 1999, ADB’s first disbursement was made on 19 October 1999. Disbursements peaked in 
2004–2007, when phase 1 and phase 2 contracts were fully active and overlapped, and the repair to 
flood-affected roads in the south was under way. In the earlier years, actual disbursements lagged 
noticeably behind those projected due to delay in contract awards, but by 2003 the gap was narrowing 
with the accumulated actual disbursements at 56% of the corresponding projected level. This was a 
reflection of the time it took to award the first phase 1 contracts due to delays in land acquisition and 
payment of compensation. By the end of 2003, actual disbursement was 75.4% of the projected 
figure. Appendix 4 in the PCR provides an analysis of projected and actual disbursements. It seems, 
however, that projected disbursements are for total Project costs while actual disbursements are 
ADB's loan proceeds. The PCR’s assessment of disbursements is not valid because ADB was not the 
sole financier, and so project costs and ADB's financing are not comparable. 
 
Under the loan agreement, the closing date for withdrawals from the loan account was 30 June 2005. 
The loan closing date was extended by 45 months to 7 April 2009, because ADB approved 
$12.5 million of additional funds for rehabilitation of the flood-affected roads. An imprest account was 
established at the Central Bank of Sri Lanka and ensured the timely release of loan funds. The loan 
funds were fully disbursed without any cancellation. 
 
At appraisal, it was estimated that the Project would be implemented over a period of 5 years:  
evaluation of tenders from civil contractors starting on 1 April 1999 and the last civil contract package 
expected to be completed by 31 March 2004. The actual elapsed time from the start of contract tender 
evaluation for phase 1 to completion of the last civil contract package was 7 years; the last civil 
contract was completed on 30 June 2008. 
 



 5

The loan was extended twice from the original closing date of 30 June 2005 to 7 April 2009 due to 
additional works introduced to the Project, as well as delays in the implementation of the phase 1 and 
phase 2 contracts. Additional works included the repair of flood-affected roads in the south and 
rehabilitation of 33 km of the A009 highway in the conflict area. The major delays were due to (i) initial 
project implementation delays in contract awards; (ii) contractors' poor performance; and (iii) utility 
relocation and land acquisition. The PCR provides a detailed explanation for the delays. 
 

(iv) Implementation Arrangements, Conditions and Covenants, Related Technical Assistance, and 
Procurement and Consultant Performance. The implementing arrangements were largely as 
envisaged at appraisal. The RDA was the executing agency for the Project. A project management 
unit (PMU) was established under the RDA, with a full-time project director and other key staff. A 
project management group was also established under the PMU for the day-to-day administration of 
road improvement works. A separate unit was established in the PMU to oversee land acquisition and 
resettlement under the Project. A project coordination committee, which met monthly and was 
attended by ADB Sri Lanka Resident Mission staff, monitored overall project implementation. RDA 
was the employer for the civil works contracts and the PMU supervised the works, assisted by a 
project implementation consultant. The project management group provided liaison services for the 
project implementation consultant and, through the PMU, coordinated all project-related activities 
undertaken by other directorates in the RDA. The project coordination committee—chaired by the 
secretary of the Ministry of Transport and with representatives from the Ministry of Finance and 
Planning, RDA, Institute of Construction Training and Development, and ADB—was responsible for 
monitoring implementation and the adequacy of overall funding for the Project. The PCR does not 
assess the implementation arrangements. 
 
The loan conditions and covenants were generally complied with. A key covenant was the 
commitment of the Government to increase budget allocations for routine and periodic maintenance of 
the roads for which the RDA was responsible at a rate that was to be no less than 2% above the 
inflation rate from fiscal year 2000. Although the pattern of allocations for maintenance applied to the 
RDA roads was not stable and there were large swings in the annual changes, the PCR showed that 
maintenance allocations rose more than inflation over the period 2000–2009 and that maintenance 
allocations broadly met the target since 2003. The PCR takes the view that the spirit of the covenant 
was satisfied. On the basis of the information presented in the PCR, the validation concurs with the 
PCR that the covenant was satisfied. 
 
The PCR evaluated two technical assistance (TA) projects associated with the Project. The first 
formulated the Project3. The PCR concluded that the analysis was comprehensive, and accomplished 
with care and due attention to detail. The consultant’s final report fully covered the technical issues; 
the conclusions drawn and the recommendations made were well underpinned with reasoned 
assessment of data; and the consultants’ work was satisfactory. The TA was rated successful. The 
validation concurs with this rating. 
 
The other TA (Re-engineering of Road Sector Institutions)4 was part of the Project. The TA aimed to 
redefine, as appropriate, the roles, functions, and responsibilities of these institutions and to develop 
and promote the implementation of an action plan to create new organizational structures within the 
sector. The TA addressed the issues through a participatory process to engender a sense of 
ownership of the outcomes of the TA among the agencies and institutions in the sector. The resultant 
road map for sector development was adopted by the Government and was accepted by all 
stakeholders throughout the road sector. The TA completion report rated the TA "generally" 
successful. This validation concurs with the rating.  

                                                 
3  ADB. 1994. Technical Assistance to the Democratic Socialist Republic of Sri Lanka for the Road Network 

Improvement Project. Manila (TA 2151-SRI, for $700,000, approved on 15 September). 
4  ADB. 1998. Technical Assistance to the Democratic Socialist Republic of Sri Lanka for the Re-engineering of Road 

Sector Institutions. Manila (TA 3110-SRI, for $640,000, approved on 8 December).  
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The PCR states that the selection, engagement, and services of all consultants were in accordance 
with ADB’s Guidelines on the Use of Consultants (1994)5. For the civil works, the RDA selected and 
negotiated the contract by October 2000. The contract was signed 6 months later on 1 May 2001 and 
the consultants were mobilized shortly after. The period that had elapsed since the loan became 
effective was 26 months. The local construction industry development consultant was mobilized 
14 months later in July 2002. For the preliminary engineering design and detailed engineering design 
of the Southern Transport Corridor Project, consultant recruitment proceeded more rapidly because 
the consultants were the same as those that carried out the preparatory TA for feasibility of the 
Southern Expressway. The RDA signed a contract on 29 October 1999. Work began in November 
1999 and finished 15 months later in February 2001. 
 
The two phases of Project civil works ran sequentially. In phase 1, contracts were on the basis of 
international competitive bidding and national competitive bidding. In phase 2, contracts were 
awarded on the basis of national competitive bidding only. Letters of acceptance to the winning 
bidders in phase 1 were issued at different times between 1 February 2002 and 2 October 2002, and 
one acceptance was not issued until 31 March 2003. For the phase 2 contracts, the winning 
contractors were given possession of the site on the date of acceptance, which for four of the 
contracts was in March 2004, and for the fifth in November 2004. The PCR did not assess the 
procurement process. 
 
Contractors’ performance created challenges for both the project implementation consultant and the 
RDA. Contractors too often suffered from poor financial and logistical management. Cash flow 
problems on some occasions were so acute as to cause the work to stop. The provision of equipment 
and materials in some instances was slow, causing delays while awaiting resources. Smaller 
contracting organizations faced road projects of a magnitude not previously experienced, and needed 
plant and equipment resources that were beyond their existing inventory. Contractors purchased 
imported equipment, including vibrating rollers, bitumen distributors, graders, and asphalt plants, 
because construction equipment was not available for hire or lease. The most serious problems arose 
because of the lack of planning coordination among contractors’ senior staff members, internally 
within the firms and externally; external problems arose from a lack of ability, due to limited 
experience and training, to work within a rationalized planning structure alongside the project 
implementation consultant and the RDA. Overall, contractors performed unsatisfactorily, although 
some smaller national contractors performed satisfactorily. The project implementation consultant 
supervised the project satisfactorily, and the performance of the local construction industry 
development consultant was also satisfactory. The validation concurs with these ratings. 
 

(v) Performance of the Borrower and Executing Agency. The Borrower’s performance was rated 
partially satisfactory in the PCR. Procurement was delayed several times because complex 
procurement procedures slowed the awarding of contracts. Project implementation was constrained 
by lengthy tendering and procurement procedures. This problem had been recognized for some years 
and was addressed by several TAs directed at the Government’s contracting and procurement 
processes, as well as related procedures carried out within the RDA. However, the Borrower’s 
performance on the Project did not improve noticeably. The PCR rates the RDA’s performance as 
satisfactory on the basis of RDA’s ability to resolve most project implementation issues. The validation 
concurs with the PCR's ratings. 

 
(vi) Performance of the Asian Development Bank. The Project was processed relatively quickly, 

taking 5 months from appraisal to Board approval in December 1998. ADB undertook 15 review 
missions to monitor, supervise, and administer the Project. ADB responded quickly and positively to 
the RDA’s requests. The role played by ADB’s review missions in providing advice on technical 
issues, bid document preparation and evaluation, and loan administration matters were recognized by 
the RDA. ADB used the Project to address the emergency assistance requested by the Government 

                                                                                                                                                             
5  ADB. 1994. Guidelines on the Use of Consultants. Manila. 
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after extensive flood damage to roads in the south. During the early stages of the Project, there was 
scope for ADB to intervene more substantially to ensure that project implementation progressed 
rapidly after the date of loan effectiveness. The early delays were a repeat of the unsatisfactory 
performance that had been evident in the implementation of previous projects. Despite this, the PCR 
rates the overall performance of ADB as satisfactory. The validation concurs with the PCR's rating. 

 
D. Evaluation of Performance (project completion report assessment and validation) 
  
(i) Relevance. The PCR points to the fact that the Project improved 309 km of roads and achieved 

more efficient movement of goods and people. It also points to the restoration of economic and 
social well-being in the south thanks to the repair of 450 km of national, provincial, and local roads 
affected by the severe floods of 2003. The Project helped develop private sector road contracting to 
better handle larger-scale and more complex contracts. The Project underpinned this by providing 
contractor training both formally and on the job. Reengineering action plans for road sector 
institutions provided guidance for ongoing and future reform processes throughout the sector. The 
Project’s objectives were directly in line with ADB and Government strategies. The PCR concludes 
that the rationale for the Project was highly relevant.  
 
The PCR incorrectly attributes attainment of project objectives to project relevance. It should have 
assessed the validity of the rationale for the Project in the RRP by discussing how, for example, 
efficient transport systems are essential for poverty reduction and economic development; how 
costs to road users were increasing and the quality of public transport services was being 
compromised to an unacceptable degree; or how road maintenance is a cost-effective option for 
improving transport efficiency to provide rural poor with better access to economic opportunities and 
services. Nevertheless, the validation concurs that the Project was highly relevant. 
 

(ii) Effectiveness in Achieving Outcome. The PCR provides details of how the Project achieved its 
objectives. It states that the Project widened highways to 6.2–7.4 meters and added substantial 
hard shoulders, thus reducing the delays and air pollution from stagnant traffic flow that had been 
the norm previously. VOCs were reduced for all types of traffic by an estimated 25%–35%. Due to a 
wider carriageway and smoother road surface, with some realignment of sharp bends, the speed of 
traffic increased and travel times decreased. Some business owners found that trade improved 
once customers gained better access to shops because the new shoulders made parking easier. 
Pedestrians prefer to walk on paved surfaces, especially during inclement weather. The Project was 
the first road project in Sri Lanka to introduce substantial hard shoulders in addition to carriageway 
and alignment improvements, which gives pedestrians and cyclists more safety. Although vehicle 
speeds are 50% faster on the enhanced roads, and traffic growth rates are typically at 7%–9% a 
year since the Project, the safety of people residing roadside and traveling on foot has greatly 
improved. One of the objectives during appraisal was to further develop the national contracting 
industry. Under the Project, some of the contracting firms have indeed upgraded their capabilities. 
The PCR rates the Project effective. The validation concurs that the Project was effective. 
 

(iii) Efficiency in Achieving Outcome and Outputs. The PCR includes an economic reevaluation of 
the  roads  evaluated  at  appraisal  plus an evaluation of the two sections on the A003 highway that 
were improved  under  the  Project in the vicinity of the international airport. All incremental benefits 
and costs connected with the Project's implementation were recalculated. The economic internal 
rate of return (EIRR) for all roads was 31.2%, well above the economic opportunity cost of capital of 
12%; however, for 2 of the 18 roads evaluated the EIRR was below 12%. At appraisal, the project 
EIRR was estimated at 23.6%. In the reevaluation, the timing and the length of actual construction 
periods were used as the basis for analysis. The PCR claims that the difference in EIRRs was 
largely accounted for by (i) delay in construction compared with the expectation at appraisal; (ii) the 
use of actual costs instead of estimated costs; and (iii) to a lesser extent, the inclusion of the 
asphalt overlay improvements that resulted in a high economic return to the busy highway serving 
the international airport. Appendix 14 of the PCR rates the Project efficient.  
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Although a calculated EIRR is an adequate measure of efficiency in some cases, it would have 
been preferable to include a discussion on cost-effectivenessspecifically, a discussion on how the 
roads were rehabilitated and whether it was done at least cost.  

 
The efficiency with which ADB supervised and monitored the implementation of the Project is briefly 
discussed in the PCR’s Performance of the Asian Development Bank section. The PCR states that 
ADB responded quickly and positively to requests made by the borrower and executing agencies, 
and provided useful advice on a broad range of issues. From the Borrower’s and the executing 
agencies’ perspectives, the Project experienced major delays due to (i) initial project implementation 
delays in contract awards; (ii) contractors' poor performance; and (iii) utility relocation and land 
acquisition. Procurement, for example, was delayed several times because complex procurement 
procedures slowed the awarding of contracts. 

 
The EIRR takes into consideration delayed benefits and costs as well as lower benefits and higher 
costs, with the combined effect being that the EIRR (31.2%) is higher than the EIRR estimated at 
appraisal (23.6%). The EIRR is within the range for a rating of highly efficient (EIRR > 18%), but 
considering the delays in project implementation and the less than satisfactory performance of the 
Borrower, the validation rates the Project efficient. 

 
(iv) Preliminary Assessment of Sustainability. The Project roads remained in good condition 3–4 

years after completion. Vegetation encroached on the hard shoulders and side-cutting was not 
adequately maintained. The rehabilitated A009 highway located in the conflict area was not 
damaged during the last conflict, but it was in urgent need of maintenance. At a few locations, spot 
damage became evident after underlying water pipes began leaking from the effects of overloaded 
trucks passing above, but this was not specific to the Project roads—it was endemic across the 
country. The major issue is the longstanding problem of budget allocation for road maintenance. A 
significant length of new road was added to the national network over the past few years, requiring 
progressively greater amounts of funds for maintenance. Project roads will soon be due for their first 
round of periodic maintenance and any shortage of funds for this phase of maintenance will 
jeopardize the integrity of the roads. In the future, the Road Maintenance Trust Fund (established 
on 9 December 2005) will collect levies on motor fuel and, to an extent, will ameliorate the problem 
of maintenance funding, but this will not be an adequate solution. Greater allocations will have to be 
made from the budget over the next 2–3 years, if proper periodic maintenance is not carried out in 
time, Project roads will deteriorate and will require more funding later to bring them back to the 
serviceable condition specified in the loan terms between the Government and ADB. 
 
The formal training courses that were carried out by the local construction industry development 
consultant, and the comprehensive set of course materials produced, were not sufficiently used for 
follow-on courses.  The rate of course presentation at the training institute has been just 10% of the 
rate recorded during the tenure of the consultant’s contract. Appendix 14 of the PCR rates 
sustainability less likely. The validation concurs with this rating. 
 

(v) Impact (both intended and unintended). Most of the project work was within existing rights-of-way, 
so there was little need for expansive land acquisition. Narrow strips of land adjacent to the rights-
of-way were acquired where necessary. However, during construction and dry conditions, people 
living in the vicinity of works repeatedly complained about dust produced by contractors’ activities. 
Compliance of many contractors with the normal practices of environmental protection was 
generally inadequate. Pollution problems were evident before road construction works started, when 
buildings were being demolished to accommodate the widening of the carriageways and shoulders. 
Air pollution during demolition brought about by dust particles affected eyesight and was said to 
have caused minor respiratory problems. Temporary loss of income, and exposure of goods to sun 
and rain represented other drawbacks, as did the security concerns of women and children who 
lived in the partially demolished houses. One particular grievance that could have been avoided 
concerned difficulty of access to properties from the road during construction. Contractors could 



 9

have shown more care in maintaining access to properties free of spoil heaps and equipment, 
particularly during wet weather, when conditions underfoot were poor. 
  

Appendix 14 of the PCR rates institutional impact as substantial. However, as noted in the 
Preliminary Assessment of Sustainability section above, training materials provided under the 
Project were not fully utilized. Therefore, the validation rates institutional impact as moderate. 
 

 
E. Overall Assessment, Lessons, and Recommendations (validation of the project completion report 
assessment) 

 
(i) Overall Assessment. Based on the four-level evaluation criteria of relevance, effectiveness, 

efficiency, and sustainability..The validation concurs with the PCR and rates the Project as 
successful.  The validation concurs with the PCR's ratings of highly relevant, effective, efficient, and 
less likely sustainable. The validation does not concur with the PCR's rating of substantial for 
institutional impact, and instead rates institutional impact as moderate. The aggregate score 
according to the validation is 1.85, compared with 2.15 in the PCR. The Project had strong 
economic development and poverty orientations, and was in line with ADB’s country operational 
strategy and the Government’s development objectives. Therefore, it is highly relevant. The 
objectives of the Project were achieved in an efficient manner, and the EIRR was substantially 
higher than the critical 12% real. The budget allocates insufficient funds for road maintenance, and 
training in road construction and maintenance seems to have declined. As a result, sustainability of 
the Project is less likely. Institutional impact is moderate because training materials have not been 
fully utilized. 
 

(ii) Lessons. The PCR thoroughly discusses reasons for implementation delays and notes that these 
were issues already known from previous experience in the sector. It concludes that “there is a clear 
need to make the fullest efforts, particularly in the early stages, to avoid yet another repeat of these 
delays.” It also recommends that “for future projects, more realistic scheduling at appraisal needs to 
be considered.” The primary new lesson, according to the PCR, is a need for more cohesion of 
plans and activities between the RDA, project implementation consultant, and contractors. 

 
The lessons described in the PCR focus on delays in project implementation issues that seem to be 
matters of efficiency and organization rather than lessons. Project implementation delays are not 
unusual and often the rule, not only in Sri Lanka but in many countries. Moreover, the same reasons 
that caused delays in the Project had been experienced previously in other projects in the road 
sector in Sri Lanka. If there is a lesson, it could be that it is necessary to learn from experience. 

 
(iii) Recommendations. Regarding project-related recommendations, the PCR recommends that traffic 

flows and management of the Road Maintenance Trust Fund be monitored and that the 
Government enforce regulations on maximum vehicle weights. It recommends that targets for 
maintenance of Project roads should be retained as a major loan covenant, but the undertaking on 
maintenance expenditure should be in real terms rather than on the relative basis of rate of annual 
increase. The PCR recommends a TA with the explicit objective of introducing modern project 
planning and management techniques with supporting computer software to the RDA, contractors, 
and other actors in the sector. It states that the current problem of contractors’ low motivation 
toward participating in training schemes will need to be resolved. The PCR makes no 
recommendation how this should be done. It recommends a project performance evaluation but 
does not say why one is necessary. The validation believes that a validated PCR is sufficient and a 
project performance evaluation is not necessary. 
 
Under general recommendations, the PCR suggests that ADB assist the Government to streamline 
procedures and processes to ensure timely implementation of future ADB-financed road projects. 
However, the PCR cautions that “the scope available to ADB to sponsor change in firmly 
established government processes is limited.” As a first step, the PCR recommends that ADB 
launch a procurement review mission at an early stage in the project when procurement activities 
have matured and the reasons for delays are evident. 
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The PCR recommends that the current threshold limit on maximum contract value for national 
competitive bidding should be reviewed because of price escalation and stronger capacity of 
national contractors to take on larger jobs. Where there is an extended period between detailed 
design and start of project implementation, the project schedule should explicitly include an 
allowance for early updating of road and bridge designs, and related quantities and costs before 
tender. Significant delays were caused by outdated designs. Moreover, contractors were not in a 
position to quantify the final scope of their work and plan accordingly. 
 
A completion report should be prepared by the RDA soon after conclusion of each component of a 
project, particularly when several consultants are involved. For ADB projects, all consultants should 
be encouraged to draft their completion reports to approximate as closely as possible with ADB’s 
project completion report format. 
 

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

The RRP states that the Government will monitor the implementation performance and development 
impact of the Project in accordance with ADB's Handbook on Management of Project Implementation: 
A Practical Guide for Implementors of ADB-supported Projects.6 The indicators to assess Project 
performance were shown in the Project Framework in Appendix 1 of the RRP. The project 
implementation consultant was to assist RDA in implementing the project performance management 
system and be responsible for (i) determining the baseline and target values for selected indicators; 
(ii) establishing a management information system that will collect and compile the required data, and 
report the identified performance indicators in a format that facilitates timely project implementation 
and impact monitoring; and (iii) carrying out the after-completion survey and preparing a project 
completion report. 
 
The PCR makes no reference to the monitoring and evaluation system other than that the 
Government complied with the covenant on monitoring and evaluation (loan agreement schedule 6, 
paragraph 16). 

 
 

G. Other (e.g. safeguards, including governance and anticorruption; fiduciary aspects; Government 
assessment of the Project, as applicable) (project completion report assessment and validation)  
 
Safeguards were in place regarding the environment and resettlement. However, compliance with 
these safeguards, particularly those relating to the environment, were inadequate. Dust and other 
pollution from construction activities had a negative impact on the local population. Local counterpart 
funds were provided in a timely manner. Governance appears to have been adequate and corruption 
is not apparent from the data provided in the PCR.  

 
 

                                                 
6  ADB. 1998. Handbook on Management of Project Implementation: A Practical Guide for Implementors of ADB-

supported Projects. Manila. 
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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: 

Less likely Less likely 
 

Borrower and 
executing agency: 

Satisfactory Satisfactory 
 

Performance of ADB: Satisfactory Satisfactory  
Institutional Impact: Substantial Moderate Training materials have not been fully 

utilized. 
Overall Assessment: Successful Successful  
Quality of PCR:  Satisfactory  
 

I. Comments on Project Completion Report Quality 
 
The PCR is generally well prepared and of good quality. However, the discussion of the Government’s and 
executing agency’s efforts to implement the monitoring and evaluation system is absent. Also, the PCR 
should have provided a discussion of how the recommendations of the Re-engineering of Road Sector 
Institutions TA were implemented. 

  
 

J. Recommendation for Independent Evaluation Department Follow-up 
 
The PCR recommends that a project performance evaluation be undertaken. There do not seem to be any 
major outstanding issues regarding project performance that would warrant an evaluation, nor are there any 
outstanding features or innovations of the Project that could be elucidated in further evaluation. Therefore, 
the validation does not recommend a project performance evaluation. 

 
 

K. Data Sources for Validation 
 
Data sources included the RRP, PCR, the Government’s PCR, as well as back-to-office reports of review 
missions and other documents, such as financial reports. 

 
 



 

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

 
On 6 May 2010, the Independent Evaluation Department (IED) circulated the draft Project 
Completion Validation Report for interdepartmental comments. IED received comments from 
South Asia Department on 18 May 2010. The Regional Department supports the assessment 
provided in the report. 

 




