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I. PROJECT DESCRIPTION 
 
A. Rationale 

1. According to the report and recommendation of the President (RRP), 1

 

 inadequate 
delivery of basic infrastructure services—attributed to fiscal difficulties, aging infrastructure, and 
institutional constraints—was inhibiting urban and rural communities in the Kyrgyz Republic 
from accessing such services, including water supply, sanitation, flood control, drainage, and 
roads. Further, these services were often poorly designed and inadequately maintained, and the 
capacity of the relevant sector agencies needed to be developed to enable them to implement 
projects and to undertake operation and maintenance (O&M) of the existing service systems. 
In line with the Government of the Kyrgyz Republic's policy to use a decentralized community 
management approach, the project was to enhance the coverage of basic infrastructure 
facilities; contribute to improving living and health conditions, in particular for the poor; and 
improve the institutional, organizational, and managerial capabilities of the relevant sector 
agencies. 

                                                 
1  Asian Development Bank (ADB). 2000. Report and Recommendation of the President to the Board of Directors: 

Proposed Loan and Technical Assistance Grant to the Kyrgyz Republic for the Community-Based Infrastructure 
Services Sector Project. Manila. 
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B. Expected Impact 

2. The RRP and the project framework indicated that expected project impact was to 
improve living conditions and health of rural and urban communities, particularly the poor, 
by providing a safe water supply and proper sanitation and by improving rural infrastructure 
such as flood control and local roads in three project oblasts (provinces). 2

 

 The project 
framework targeted increasing access to safe, adequate water supply from 40% of the 
population in the target areas in 2000 to 80% in 2006. 

C. Objectives or Expected Outcomes 

3. Based on the RRP, the project was to provide safe, adequate, and easily accessible 
water supply and sanitation to selected rural communities and urban towns using community 
participation as an approach. In terms of targets and indicators, the project framework noted 
that it aimed to provide safe water supply to about 730 rural villages where there was no 
provision of safe water and also to improve water supply in seven towns, including sewerage in 
three of the seven towns. 
 
D. Components and Outputs 

4. The project aimed to achieve its objective by (i) assisting the central and local 
governments in delivering infrastructure services; (ii) supporting sanitation and hygiene 
education; (iii) improving the technical and financial capacity of local governments and 
vodokanals (water and sanitation companies) in the planning, implementation, and O&M of 
facilities; and (iv) promoting ownership and community management of both rural and urban 
community-based infrastructure services. The project consisted of two parts, each with its own 
set of components, as summarized below. 

(i) Part A: physical infrastructure. 
(a) Rural water supply. Water was to be provided to 806 of 1,403 villages in 

the three project oblasts. 
(b) Rural sanitation. Ninety villages in each of the three oblasts were to be 

covered. 
(c) Rural flood control and drainage. This included around 30 subprojects 

in about 100 villages to protect rural water supply facilities from flood 
damage. 

(d) Rural roads. This subcomponent covered rural roads within the village 
boundaries to enable access to secondary roads leading to rayon 
(district) centers.  

(e) Urban water supply. Seven of the 13 small towns in the project area, 
with a population of about 0.3 million, were included. 

(f) Urban sewerage. This encompassed the rehabilitation of sewerage 
systems in the three project oblasts.  

(ii) Part B: capacity building. 
(a) Institutional development program 
(b) Hygiene and sanitation education program in rural subprojects 
(c) Consulting services for project management support 

 

                                                 
2 As per the project completion report, the project covered four oblasts, Batken, Chui, Jalal-Abad, and Osh, when 

Batken Oblast was created after separating from Osh Oblast in 1999. 
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E. Provision of Inputs 

5. The total project cost was estimated at $45.0 million, where $20.9 million was the foreign 
exchange cost and $24.1 million equivalent was the local currency cost. The total costs included 
taxes and duties, as well as physical and price contingencies. The project was estimated to 
require 846 person-months of consulting services, including 67 person-months of international 
inputs. A $750,000 advisory technical assistance (TA) grant3

 

 was also provided to strengthen 
both government and community-based sector institutions and to create the appropriate 
management systems for smooth project implementation.  

F. Implementation Arrangements  

6. The Ministry of Agriculture and Water Resources, reorganized in December 2000 as the 
Ministry of Agriculture, Water Resources and Processing Industry, was the executing agency. 
A project management unit (PMU), to coordinate and manage all project activities, was 
established at the ministry in Bishkek, as were project implementation units at the oblast level. 
The National Water Supply and Sanitation Committee was formed to provide policy guidance as 
well as to monitor and supervise project implementation. 
 

II. EVALUATION OF PERFORMANCE AND RATINGS 
 
A. Relevance of Design and Formulation 

7. The project completion report (PCR) rated the project relevant. 4  The project was 
consistent with the government's 5-year and medium-term policies prepared in 1999 for the 
development of community-based infrastructure services, and remained so at completion. 
The project also echoed the National Poverty Reduction Strategy, which emphasized the 
formation of economic and social infrastructure in rural areas by rehabilitating roads and 
communications, ensuring access to health care and educational services, and by providing 
potable water to rural inhabitants. 5

 

 The project design addressed one of the most critical 
challenges for the rural population, access to safe drinking water, and contributed significantly to 
meeting the country’s Millennium Development Goal targets for water supply and sanitation.  

8. In addition, the project was relevant to the country partnership strategy and country 
strategy and program update, 2003–2005 of the Asian Development Bank (ADB).6 However, by 
the time of the country operations business plan, 2009–2011,7

 

 ADB’s priorities for support to 
Kyrgyz Republic had changed, with a new focus on transport, energy, urban infrastructure, and 
economic and financial sector reforms. The PCR noted that poor identification of rehabilitation 
needs and costs, and the weakness of the implementing agency, reduced relevance. 
Nevertheless, this validation concurs with the PCR rating of relevant. 

                                                 
3 ADB. 2008. Technical Assistance to the Kyrgyz Republic for Institutional Strengthening for Community-Based 

Infrastructure Services. Manila. 
4 ADB. 2010. Completion Report: Community-Based Infrastructure Services Sector Project in the Kyrgyz Republic. 

Manila. 
5  International Monetary Fund. 2002. Comprehensive Development Framework of the Kyrgyz Republic to 2010: 

Expanding the Country's Capacities. National Poverty Reduction Strategy, 2003–2005. Washington, DC. para. 375. 
6  ADB. 1996. Country Partnership Strategy: Kyrgyz Republic. Manila; ADB. 2002. Country Strategy and Program 

Update: Kyrgyz Republic, 2003–2005. Manila. 
7  ADB. 2009. Country Operations Business Plan: Kyrgyz Republic, 2009–2011. Manila. 
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B. Effectiveness in Achieving Project Outcomes  

9. Rural water supply was planned as the dominant subsector for project investment, 
accounting for $24 million or 61% of total infrastructure costs of $39 million. In practice, rural 
water system costs totaled $40 million, an increase of 67%. Compared to a design target of 
730 village water supplies constructed or upgraded, the project achieved 302 villages or 41% of 
target. This implies that the average village water supply cost $132,000, compared to a budget 
of $33,000, suggesting underbudgeting. While the PCR attributed this problem to cost 
escalation, available country data did not suggest rapid inflation, at least over 2001–2007, when 
the implicit gross domestic product deflator averaged 6% per year according to ADB statistics. 
Over this period, the exchange rate against the dollar remained almost constant. The RRP did 
not specify the level of contingencies, although the PCR indicated a total of 13% for price and 
physical contingencies combined—a low level for a project of this nature.  
 
10. Apart from the low level of physical achievement, the quality of many early schemes was 
not high, generating attention from a nongovernment organization forum on ADB in November 
2008, which included the project in its case studies. The forum report criticized the substandard 
quality of equipment on many schemes, which was valid, but this objection should have been 
directed at the implementing agency, consultants, and contractors. Some systems failed to 
provide adequate water supplies for many reasons, including (i) poor design; (ii) nonrenewal of 
the worn-out main line, leading to water loss; (iii) reduced flow in springs due to drought and/or 
poor hydrological assessments; and (iv) illegal connections, often for agriculture. Many of the 
problems were corrected by the time of project completion, although some schemes remained 
problematic. Further, because of costs escalation in village water supplies, the remaining five 
rural and urban infrastructure subsector investments were not implemented, although a few 
latrines and bathhouses were rehabilitated or constructed.  
 
11. With reference to the TA grant, the TA completion report (footnote 3) considered it 
successful, but this was downrated to partly successful by the PCR due to the TA grant 
commencing too early compared to the overall project and poor consultant performance until 
their replacement in 2005. Overall, this validation concurs with the PCR rating of partly effective. 
 
C. Efficiency of Resource Use in Achieving Outcomes and Outputs  

12. The PCR rated the project less efficient. Process efficiency was low for the early years of 
the project with poor design, poor quality of construction, and procurement of substandard 
materials and contracting. Implementation efficiency improved following reorganization of the 
PMU in 2006. Actual consultancy inputs totaled $8.5 million, compared to $5.3 million budgeted. 
Overall, there was excess reliance on international consultants, who did not perform well, as 
they failed to identify the issues relating to procurement, contracting, and cost escalation. 
Consultants’ contracts were ultimately terminated before they were to expire. The PCR rated 
consultant performance partly satisfactory. 
 
13. The PCR estimated the project’s economic internal rate of return at 11%, compared to 
13%–38% for the 10 core subprojects included in the RRP. In practice, this analysis is 
considered optimistic since (i) O&M costs were less than 2% of investment costs and likely to be 
insufficient, and (ii) no allowance for capital replacement was evident from the data in the PCR 
(Appendix 9). However, health care savings were not quantified and would tend to increase 
economic and social benefits. Based on limited process efficiency and moderate economic 
returns, this validation concurs with the PCR rating of less efficient. 
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D. Preliminary Assessment of Sustainability 

14. The PCR noted that the key to sustain community-based projects hinges on how well 
community-based organizations are organized and trained, including their capacity to operate 
and manage their assets. As mentioned, many of the subprojects’ effectiveness issues were 
addressed by the time of project completion. The PCR further noted that (i) by the end of the 
project, community-based organizations were adequately trained; (ii) water fee collection rates 
had improved and, by 2009, were running at 60%; (iii) water systems were of sufficient quality; 
(iv) maintenance equipment would be supplied to the community drinking water users' unions; 
and (v) a majority (76%) of the community drinking water users' unions were considered 
sustainable by a project study in 2009. Since the rural water supply systems will be largely 
driven by these more capable community-based organizations, this validation concurs with the 
PCR rating of likely sustainable. 
 
E. Impact 

15. The project impact was less than expected, as the number of rural residents benefiting 
was around 500,000 compared to the 1.2 million as planned. No benefits were realized by the 
planned 300,000 urban beneficiaries. However, despite a difficult start, health and economic 
benefits should be significant. The PCR noted that a hygiene and sanitary education program 
conducted through nongovernment organizations in all schools in project areas improved 
personal hygiene habits, leading to health and environmental improvements. Sociological 
surveys showed that the availability of washstands at public places grew from 31% to 63%, 
hand washing with soap rose from 19% to 68%, and the number of dirty toilets fell from 41% to 
19%. In addition, waterborne diseases have been eradicated or significantly reduced. 
Laboratory reports show that incidence of giardia infection in children decreased from 48% to 
18%, and pinworm infection (causing enterobiasis) fell from 76% to 22%. However, this 
validation rates impact as moderate given the reduced numbers of beneficiaries and 
cancellation of the urban investment portion. 
 

III. OTHER PERFORMANCE ASSESSMENTS 
 
A. Performance of the Borrower and the Executing Agency 

16.  The PCR stated that the Ministry of Agriculture, Water Resources and Processing 
Industry's capacity was inadequate for implementing a sector project. Although resources for 
capacity building were included, inadequate capacity was a major factor for delays and 
problems in the early implementation stages. 
 
17. Adequate resources were allocated to build the executing agency's capacity and to 
support it in project implementation, but these measures could not work properly because PMU 
and project implementation unit staff members were inadequately trained. All originally recruited 
staff members were also replaced by 2006. Further, since no government agency was 
responsible for the various aspects of water management, the National Water Supply and 
Sanitation Committee's coordinating role should have been crucial. However, its coordination 
and guidance were weak, as it met irregularly and if at all after 2005. Nonetheless, the 
government agreed to reconstitute the committee in 2008. This validation concurs with the PCR 
rating of partly satisfactory. 
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B. Performance of the Asian Development Bank  

18. Project design was based on the project preparatory TA, which significantly 
underestimated water supply development and rehabilitation costs. This was not addressed at 
appraisal, resulting in a serious mismatch between design and available funds. As per the PCR, 
ADB originally provided an imprest account of $25,000, which was inadequate as highlighted by 
its subsequent increase to $2 million. The PCR further noted that the increase contributed to 
financial mismanagement of the imprest account, which was finally resolved in 2008.  
 
19. In the early years of project implementation, the PCR noted that ADB support was weak. 
Identification of important issues was not prompt, while preparation and implementation of 
corrective measures were not timely. Emphasis on physical accomplishment without prior 
community mobilization and organization, which are requisite to community-based projects, was 
another major implementation problem. Inconsistency in addressing cost overruns raised 
expectations among beneficiaries that were not fulfilled. However, ADB supervision improved in 
2004 and assisted in the redesign of the project. Supervision also improved following the partial 
transfer of the project to the Kyrgyz Republic Resident Mission. ADB’s supervisory staff 
members, as well as the PMU and project implementation units, performed well from 2006 
onwards to bring the project to completion. Supervisory missions averaged over two per year, 
considered a high level. 
 
20. Recognizing the limited coverage of the project compared to targets, ADB provided a 
$30 million grant 8

 

 for a follow-on project to implement the 122 subprojects that were not 
constructed under the original project. The grant includes $4 million to complete and rehabilitate 
problem subprojects. ADB’s overall performance is rated partly satisfactory by this validation, 
concurring with the PCR. 

C. Others 

21. The project involved no resettlement activities and minimal environmental impact. There 
were, however, significant governance issues in its early stages. As per the PCR (para. 13), 
poor design, procurement of substandard materials, and poor quality of construction drew wide 
press coverage and attention from the government and nongovernment organizations. 
A number of cases of mismanagement in implementing design and civil works contracts, and 
inadequate performance of project staff members in procurement procedures were identified. 
The PCR further noted that an investigation by government law enforcement agencies 
confirmed cases of corruption. ADB's Office of the Auditor General also registered some such 
cases and carried out investigations. 
 

IV. OVERALL ASSESSMENT, LESSONS, AND RECOMMENDATIONS 
 
A. Overall Assessment and Ratings 

22. The PCR rated the project relevant, less effective, less efficient, and likely sustainable. 
This validation concurs with these ratings. However, the project’s relevance was reduced given 
the change in current ADB priorities and the huge cost overruns incurred by the project. 
The original project coverage was also reduced, rendering the project less effective. The project 
was less efficient due to poor process efficiency, a low economic internal rate of return, and 
poor financial management. Nonetheless, the presence of community water management 

                                                 
8 ADB. 2008. Report and Recommendation of the President to the Board of Directors: Proposed Supplementary 

Grant to the Kyrgyz Republic for the Community-Based Infrastructure Services Project. Manila. 



 7

organizations, an improving water collection system, and provision of maintenance equipment 
brought hope of sustaining project gains given the importance of water supply to daily living. 
Overall, the PCR and this validation agree on the partly successful rating of this project.  
 

Table: Overall Ratings 
 

ADB = Asian Development Bank, IED = Independent Evaluation Department, PCR = project completion report. 
 
B. Identification of Lessons  

23. The PCR identified a number of useful lessons, with which this validation agrees. 
They included (i) the proper assessment of executing agency capacity; (ii) preparation of better 
quality feasibility studies; (iii) better approaches and transparency in relation to procurement and 
consultant selection; (iv) community participation in all stages of the project cycle; (v) increased 
involvement of local administrations in community-based projects; (vi) provision of O&M kits to 
community-based organizations to ensure sustainability; and (vii) establishing a joint PMU in the 
sector as an efficient, cost-effective solution to help ensure a harmonized approach among 
financing institutions. 
 
24. This validation adds that there were clear benefits to the involvement of the resident 
mission in supervision due to closer involvement and understanding of the local environment. In 
addition, project documents revealed that review missions in the early years of the project were 
not adequately apprised, by the PMU or consultants, of the seriousness of the project’s 
problems. The lesson from this is the need for (i) in-depth analysis by missions, and (ii) the 
establishment of mechanisms for consultants to prepare realistic reports to the PMU and ADB. 
 
C. Recommendations for Follow-Up 

25. The PCR made useful recommendations for future community-based rural water supply 
projects, including several of the suggestions included in the lessons above. Other 
recommendations include the following. 

(i) The executing agency's capacity for managing sector projects should be 

 PCR IED Review Reason for Disagreement and/or 
Comments 

Relevance: Relevant Relevant  
Effectiveness in 
Achieving Outcome: 

Less effective Less 
effective 

 

Efficiency in 
Achieving Outcome 
and Outputs: 

Less efficient Less 
efficient 

 

Preliminary 
Assessment of 
Sustainability: 

Likely sustainable Likely 
sustainable 

 

Borrower and 
executing agency: 

Partly satisfactory Partly 
satisfactory 

 

Performance of ADB: Partly satisfactory Partly 
satisfactory 

 

Impact: Social and 
environmental 
impacts positive 

Moderate The numbers of rural beneficiaries were 
reduced, and the urban investment was 
canceled. The IED rating was in 
accordance with IED guidelines.  

Overall Assessment: Partly successful Partly 
successful 

 

Quality of PCR:  Satisfactory  
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carefully evaluated. 
(ii) Resident mission staff members should be involved in project preparation and 

administration. Greater coordination at the sector level between 
ADB headquarters and resident missions should be encouraged. 

 
V. OTHER CONSIDERATIONS AND FOLLOW-UP 

 
A. Monitoring and Evaluation Design, Implementation, and Utilization 

26. A monitoring system was designed but was not implemented, at least up to 2005. 
Data were not collected on project benefits to assess indicators such as morbidity and mortality. 
Monitoring focused on contract implementation, and little information was collected on project 
outcomes. The executing agency found difficulty in monitoring the large number of contracts 
spread over much of the country. A project performance monitoring system specialist joined a 
project implementation unit in mid-2005 and was requested to commence monitoring, 
harmonized with the system developed under a World Bank–Department for International 
Development of the United Kingdom parallel project. However, there is no evidence in the 
project documents that benefit monitoring was undertaken. Given the large numbers of 
subprojects and contracts for which implementation monitoring was required, this is perhaps 
understandable.  
 
B. Comments on Project Completion Report Quality 

27. This validation rates the PCR quality satisfactory. The PCR followed Project 
Administration Instructions No. 6.07A. 9

 

 Lessons and recommendations are considered 
appropriate and relate well to the PCR’s analysis. The PCR discussed difficult issues relating to 
project design, supervision, and governance in a well-balanced manner. 

C. Data Sources for Validation  

28. The sources of data for this validation consist of the project’s RRP and related project 
documents and correspondence; the ADB PCR; the government’s PCR; ADB Key Indicators 
2010;10

 

 country strategy and program update, 2003–2005; and the country operations business 
plan, 2009–2011. 

D. Recommendation for Independent Evaluation Department Follow-Up  

29. This validation does not recommend any follow up by the Independent Evaluation 
Department. 

                                                 
9  ADB. 2009. Project Completion Report for Sovereign Operations. Project Administration Instructions. PAI 6.07A. 

Manila. 
10  ADB. 2010. Key Indicators for Asia and the Pacific 2010. Manila. 



 

 

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

 
 

On 11 November 2011, the Independent Evaluation Department sent the report to the 
Kyrgyz Republic Resident Mission of the Central and West Asia Department for review. 
The resident mission reviewed the draft and has no comments to offer.  
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