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I. PROJECT DESCRIPTION 

A. Rationale 
 
1. In December 2004, earthquakes and tsunami severely hit Indonesia and left 225,000 
lives lost, over 400,000 internally displaced, 20% of the population of Aceh Province rendered 
homeless, and 20% of the land area of Nias Island damaged. The disaster wiped out most 
infrastructures along the coast, causing the collapse of public services and major losses of 
private property and livelihood. On Nias, the earthquake devastated buildings and infrastructure. 
Restoring normality was essential for pulling people out of their trauma. Damaged public 
infrastructure had to be rehabilitated or rebuilt. The human and social dimensions of the disaster 
required concerted efforts to revive livelihoods and restore entire communities. The cost of 
rehabilitation and reconstruction was estimated at $7 billion. Asian Development Bank (ADB) 
support of $290.8 million from the Asian Tsunami Fund made ADB one of the largest 
contributors and helped meet a portion of the reconstruction fund requirements. The project 
constituted an integral and essential part of the Government of Indonesia’s reconstruction 
efforts. 
 
B. Expected Impact 
 
2. The Earthquake and Tsunami Emergency Support Project1

                                              
1  ADB. 2005. Report and Recommendation of the President to the Board of Directors: Proposed Grants to the 

Republic of Indonesia for the Earthquake and Tsunami Emergency Support Project and Contribution to the 
Multidonor Trust Fund. Manila. 

 was expected to revive the 
economies of Aceh and North Sumatra by restoring agriculture and fisheries production by mid-
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2008; resuming private sector activities as the main component of economic activity; and 
increasing average household incomes at half of pre-disaster levels by mid-2008.  
 
C. Objectives or Expected Outcomes 
 
3. The overall goal of the project was to help rebuild the affected regions and support their 
economic revival toward meeting the Millennium Development Goals. Its objective was to (i) 
provide job opportunities for every household by the end of 2006; (ii) attain full enrollment of 
schoolchildren by the end of 2007; (iii) reduce water-borne diseases by mid-2008; and (iv) have 
viable transport enterprises operating by the end of 2006. 
 
D. Components and Outputs 
 
4. To meet critical needs in a flexible manner, the project was designed as a multisector 
project facility following the sector loan approach. It consisted of 12 components of the following 
principal sector groups: 
 

(i) Livelihood Restoration. Rehabilitated agriculture and fisheries sectors, the 
mainstay of a majority of the Acehnese; and revived micro and small enterprises 
 

(ii) Social Service Provision. Rehabilitated and reconstructed health and education 
facilities, and supported skills development of the affected population through 
vocational training 
 

(iii) Community Infrastructure. Provided water and sanitation facilities, rebuilt  
irrigation infrastructure, and rehabilitated the damaged and/or reconstructed 
housing  within an integrated community development framework 
 

(iv) Physical Infrastructure. Rebuilt damaged roads and bridges, restored power 
supply, supported sound spatial planning, and strengthened environmental 
management systems 
 

(v) Fiduciary Governance. Ensured sound oversight of donor fund utilization, and 
facilitated effective delivery of the project 

 
E. Provision of Inputs 
 
5. Total cost of the project was $327.2 million. Table 1 gives a breakdown of project costs. 
 

Table 1: Breakdown of Project Cost 
 

Item Cost 
($ million) 

A. Livelihood Support 76.0 
1. Agriculture 32.4 
2. Fisheries 29.8 
3. Micro and Small Enterprise Support 13.8 

B. Social Services 28.3 
4. Health 11.4 
5. Education and Skills Development 16.9 
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Item Cost 
($ million) 

C. Community Infrastructure 111.4 
6. Rural Water Supply and Sanitation 6.2 
7. Housing 75.2 
8. Irrigation 30.0 

D. Physical Infrastructure 65.4 
9. Spatial Planning and Environmental Management 17.0 
10. Roads and Bridges 38.9 
11. Power 9.5 

E. Fiduciary Oversight 20.1 
F. Other Investment Costs 26.0 
Total 327.2 
Source: ADB. 2005. Report and Recommendation of the President to the Board of Directors: 
Proposed Grants to the Republic of Indonesia for the Earthquake and Tsunami Emergency 
Support Project and Contribution to the Multidonor Trust Fund. Manila. 

 
 
F. Implementation Arrangements 
 
6. In January 2005, within 1 month after the tsunami, the government adopted a long-term 
framework for rehabilitating and reconstructing the affected regions and communities. The 
National Coordination Board for Disaster Management, headed by the Indonesian vice 
president’s office, coordinated emergency rescue and relief efforts until the Agency for 
Rehabilitation and Reconstruction (BRR) was established in April 2005 for coordination and 
management. As BRR staff were seconded from various departments and agencies with limited 
management skills or familiarity with ADB policies and procedures, the BRR project 
management office (PMO) faced major difficulties in supervising and managing the project. In 
early November 2006, the BRR reorganized its PMO to make it more operation-oriented. In May 
2007, the PMO was strengthened by engaging project management advisors to coordinate and 
monitor the implementation of project components through respective sector directorates. The 
engagement of this team greatly facilitated implementation, monitoring, and progress reporting, 
besides streamlining coordination among many project implementation units across a wide area 
of the region and sectors. In addition, support in the form of several other advisors to BRR 
management was provided for overall reconstruction coordination, disaster management, 
housing coordination, and transition strategy formulation. After the closure of the BRR in April 
2009, the PMO was placed under the administrative control of the National Development 
Planning Agency (BAPPENAS) until the closure of the project. 
 
7. ADB introduced innovation in the administration of the grant by delegating authority to 
the field mission. Southeast Asia sector divisions from ADB headquarters in Manila initially 
monitored project administration. The Extended Mission to Sumatra (EMS) was established in 
May 2005. It became operational in July 2005 with offices in Medan and Banda Aceh. The 
extended mission offices were closed in May 2008, and the offices in Medan and Banda Aceh 
followed in June 2009. The EMS was headed by ADB professional staff who oversaw the work 
effectively with support from a team of international and national advisors. Placing the EMS in 
the affected region was appropriate because of the urgency of rehabilitation and reconstruction 
and the multitude of demands needing prompt attention. The Indonesia Resident Mission 
supervised project implementation from July 2009. 
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II. EVALUATION OF PERFORMANCE AND RATINGS 

A. Relevance of Design and Formulation  

8. The project completion report (PCR)2

 

 rated the project highly relevant. Based on the 
PCR, the project was highly relevant at the time of design. It was designed to meet the 
requirements of tsunami recovery as determined jointly by the damage, loss, and needs 
assessment and as requested by the government. ADB assistance was designed in line with the 
government’s master plan for rehabilitation and reconstruction that was prepared in 2005 and 
revised in 2008. The sector modality allowed flexibility to modify, eliminate, enhance design 
aspects, or expand the scope or area of coverage, based on emerging needs. With strong 
support for economic, service, and infrastructure development during the latter stages, it 
remained relevant at completion. Adjustments were necessary to respond to evolving 
circumstances and the realities of planning and design in an emergency. Component design 
was generally satisfactory. Conversely, the health component did not adequately involve local 
government authorities. Some spatial planning and environmental management (SPEM) 
subcomponent designs were overoptimistic and did not reflect realities. Only two components, 
agriculture and fisheries, had design and monitoring frameworks. Considering these factors, this 
validation rates the project relevant.  

B. Effectiveness in Achieving Project Outcomes  

9. The PCR rated the project highly effective in achieving its objective of rebuilding 
earthquake and tsunami-affected regions and restoring economic activity and livelihoods to 
meet the public’s demands for recovery. The project channeled over $40 million in six 
components directly into communities, and over 3,900 contracts executed through communities. 
The project’s emergency nature meant that the sector approach targeted works to achieve the 
outcome that was substantially different from those envisaged at appraisal. The power 
component was effectively integrated into the overall reconstruction program, fully involving the 
electricity authority. The decision to implement half the housing program off budget through 
nongovernment organizations (NGOs) and other partners turned out to be very positive in 
restoring housing and community infrastructure. For the reasons explained below for different 
components, this validation does not agree with the PCR rating and downgrades it to effective, 
which is in line with the PCR’s own assessment of the effectiveness of the project’s components 
(PCR, Table 1). Generally, shortfalls in attaining outcomes and output are attributed to factors 
such as lack in capacity of implementing entities and cancellation of some activities.   
 
10. For instance, ADB contracted an NGO, Bina Sawadya, for community facilitation mainly 
through self-help groups for the agriculture component. Given the large number of funding 
agencies, sectors, and projects, and the limited number and capacity of local NGOs, the 
government’s support for the livelihoods sector was limited. Meanwhile, project implementation 
units appointed supervisors for aquaculture, boat construction, and fishery infrastructure 
subprojects. However, the untimely deployment of suitably qualified supervisory staff was an 
ongoing problem throughout implementation. In many cases, supervisors were not competent to 
identify problems when construction failed to follow design specifications. 
 
11. The social services sector included components on health and education. Most activities 
in the health planning and management subcomponent were canceled, including health disaster 

                                              
2  ADB. 2011. Completion Report: Earthquake and Tsunami Emergency Support Project. Manila. 



5 

 

 

analysis, the development and implementation of a strategic plan, and the development of 
health information systems. Initially, the component had an allocation of $21 million, but there 
was limited progress in 2005. Given the response of other aid agencies, the BRR requested a 
review of the component’s design. The component was completed in February 2009 at a cost of 
$11.36 million. The education component achieved its revised design targets as follows: (i) 
replenished teaching and learning materials, upgraded school libraries, and trained librarians in 
395 schools in all 23 districts of Aceh and Nias, covering 75% of senior secondary schools in 
Aceh and 100% in Nias; (ii) constructed a senior secondary school at Sabang; (iii) upgraded 
practical science and information communication technology at 41 senior secondary schools. 
The allocation for the education component was originally $21 million, but was reduced to 
$16.36 million with component redesign. The component was completed within budget in 
November 2009. 
 
12. The rural water supply and sanitation component provided sustained access to safe 
drinking water and better sanitation, improving the hygiene behavior of low-income communities 
in rural and peri-urban areas of Aceh and Nias. It also helped improve district government 
capacity to facilitate and regulate basic water and sanitation services; empower communities to 
take responsibility for developing and implementing such services using a demand-driven, 
community-based approach; and raise awareness about healthy and hygienic behavior. On the 
other hand, in view of the rapid increase in construction costs during 2005–2006 for the housing 
component, it was agreed to reduce the targeted number of new housing units from 14,000 to 
8,000 and those to be repaired or rehabilitated from 10,000 to 2,000. In the end, 6,000 new 
housing units were completed and 1,100 houses were repaired by December 2009. 

 
13. The goal of the SPEM component under the government’s reconstruction master plan 
was to help rebuild the affected regions and support their economic revival to meet the 
Millennium Development Goals. All SPEM activities under subcomponents 1 (village planning) 
and 2 (planning and preparation of subdistrict plans) originally started under the supervision of 
the deputy for spatial planning in the BRR. Subcomponents 3 (district infrastructure planning) 
and 4 (forestry and natural resources management) were implemented after the BRR’s 
reorganization, when the spatial planning deputy position was abolished and a directorate for 
spatial planning was created under the BRR housing deputy. Coordination with provincial and 
local government was implicit from the beginning but was further formalized in the planning 
process as new activities were added. 

 
14. Despite delays, the road works facilitated the steady flow of goods from the principal 
supply areas to Aceh. Completing all works, including new alignments added late in the project 
period, within 4.5 years is considered justified, under the circumstances. Other outcomes 
include significant safety improvement on the east coast road and reduction in transit times. 
Aspects requiring further work in some sections were reported to include signage; road surface 
improvement, particularly between Lhokseumawe and Medan, outside the area covered by the 
component; road widening; and the completion of lane marking, reflectors, and other safety 
measures. 
 
15. Prior to the tsunami, electricity was supplied to Aceh mainly through the Northern 
Sumatra network. The scope of services was limited, with only the eastern coastal area and 
cities receiving service. The overall goal was to contribute to reestablishing and promoting 
Aceh’s economic development. Initially, the component focused on constructing medium- and 
low-voltage lines. Perusahaan Listerik Negara, the state electricity company, subsequently 
requested the inclusion of consumer lines and metering equipment, a service building and the 
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installation of a supervisory control and data acquisition system for service optimization, and the 
provision of safety tools. 
 
 

C. Efficiency of Resource Use in Achieving Outputs and Outcomes 

16. The PCR rated the project efficient. The project was executed in close coordination with 
the development partners specifically through the multi-donor fund. All components were 
efficient, apart from rural water supply and sanitation and the roads and bridges components, 
which were less efficient, and agriculture, which was highly efficient, having been 
comprehensive and completed on time and within budget. Much of the fishery component was 
completed within budget; with most of the community contracts issued covering a wide range of 
restoration and rehabilitation activities. The micro and small enterprises component enabled the 
creation of a revolving fund and provided financial resources to participating institutions even 
beyond the project period, with assets growing over time. 
 
17. The health component is rated efficient as all construction was completed to contract 
specifications. The health component’s objective of a sustainable, quality health system may 
have been more efficiently achieved by focusing on isolated project locations. In education, 
government-prescribed block grant funding ensured that resources were disbursed effectively 
and expeditiously and significantly promoted community participation in component activities.  
 
18. The irrigation component is rated efficient. Process efficiency was moderate, as 
planning, design, tendering, and contracting were protracted. However, this component was 
completed with little delay and within budget, and was significantly better than most other ADB-
funded irrigation projects in Indonesia. The housing component was efficient compared with 
other housing reconstruction support programs of the government and other agencies. The 
power component is also rated efficient, its implementation being close to the schedule and 
within budget, and all subprojects being completed in accordance with design specifications. 
 
19. The implementation of the fiduciary governance component was efficient for its most 
essential aspect of timely authorization and release of payments for various treasury activities 
and overall management of project implementation. However, several SPEM subcomponents 
were less efficient as they lacked clear focus and suffered major delays and cost overruns. The 
project was a new experience for ADB, entailing direct involvement in a major government-
coordinated emergency reconstruction operation. This validation agrees with the PCR rating of 
the project. 
 
D. Preliminary Assessment of Sustainability  

20. The PCR rated the project likely to be sustainable. Provincial and local governments 
have confirmed their readiness to provide continued budget allocation for operation and 
maintenance of completed subprojects. Most subprojects were carried out largely using 
implementation processes familiar to provincial and local government institutions, which were 
also involved in detailed project design and implementation. Much effort was made to use these 
mechanisms to develop relationships with stakeholders and communities.  
 
21. Capacity in support services and local government institutions was strengthened 
significantly by rebuilding and reequipping offices. Housing and related infrastructure is likely 
sustainable, as beneficiaries own the land and housing. The participatory approach in the 
creation of these assets shows that beneficiaries can maintain and improve their homes. The 
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small and medium-sized enterprise and fiduciary governance components will be sustained by 
the continued operation of the Microfinance Innovation Fund and local government financing 
institutions. This validation agrees with the PCR’s rating of the project. 
 
E. Impact  

22. The PCR rated the impact of the project as substantial. The project contributed to 
sustainable economic growth by minimizing the long-term impact of the earthquake and 
tsunami. Subprojects were selected based on technical feasibility, cost-effectiveness, and 
contribution to economic revival, and they brought significant direct benefits to affected people. 
Livelihood components provided immediate opportunities in agriculture and fisheries. Support 
for restoring housing assets had economic and social benefits. By providing essential public 
services and rebuilding social and physical infrastructure, the project had major direct and 
indirect impacts on economic revival. The project largely achieved its objective by contributing to 
economic revival and livelihood restoration and involving affected communities in planning and 
implementing recovery and community-rebuilding programs. This validation agrees with the 
PCR that the project impact was substantial. 
 

III. OTHER PERFORMANCE ASSESSMENTS 

A. Performance of the Borrower and Executing Agency 

23. Overall, the performance of government agencies—the Ministry of Finance (MOF) as the 
recipient, the BRR and BAPPENAS as executing agencies, and line ministries as implementing 
agencies—was generally satisfactory considering the institutional constraints and limitations 
within which they had to operate. The success of the project owed much to the government’s 
sustained commitment to the effective delivery of reconstruction programs and other initiatives 
for improving livelihoods and social infrastructure. Problems were encountered in 2005 with 
implementation through national line ministries that were envisaged in the grant agreement to 
be implementing agencies. Delays arose from government staff shortages and unclear 
understanding of ADB’s role in the Aceh and Nias reconstruction program. The BRR took 
considerable time organizing itself as executing agency. The government was overwhelmed by 
the extent of the damage and the many international and national agencies that responded. In 
the initial stages of the project, MOF arranged to establish the imprest account and special 
treasury office in Banda Aceh. The performance of the treasury office in disbursing and tracking 
all reconstruction funds, not just project-related ones, was commendable, and earned MOF a 
national award. The MOF’s performance in processing withdrawal and disbursement documents 
was reasonable and satisfactory. MOF also prefinanced a substantial portion of project 
disbursements to ensure their timely completion. This validation agrees with the PCR rating. 
 
 

B. Performance of the Asian Development Bank 

24. This validation agrees with the PCR rating of ADB performance as highly satisfactory. 
The project was prepared and approved in less than 4 months following the tsunami. ADB’s 
Disaster and Emergency Assistance Policy was effective in getting financial assistance 
approved quickly and shortened the time frame of ADB’s processing and approval of 
consultants and contractors. As envisaged at appraisal, the EMS was responsible for managing, 
administering, and implementing the project, working closely with the BRR, its PMO, and other 
government agencies to structure and implement the subprojects.  
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25. As the emergency assistance moved into detailed planning, design, and implementation, 
the nature of infrastructure restoration and the magnitude of ADB assistance required an 
approach different to the upgrading and expanding of infrastructure under normal projects. 
Besides adopting a sector lending modality, ADB decentralized decision making by establishing 
the EMS within 3 months of grant approval, simplified subproject preparation, and approval 
while maintaining environmental and social safeguards, and delegated review and approval 
authority to the EMS.  
 
26. The EMS became operational by June 2005 with the country director of the Indonesia 
Resident Mission providing oversight. EMS was staffed by ADB professionals and supported by 
a team of international and national advisors with expertise in project management and 
safeguards issues. Component oversight was devolved to the EMS gradually, beginning in late 
2005. By the end of 2006, 8 of 12 components were delegated, and by 2007, the number 
increased to 11, with 1 component administered by the resident mission. 
 
C. Others 

27. The PCR did not mention any safeguard, gender, or governance issues affecting the 
project. 
 

IV. OVERALL ASSESSMENT, LESSONS, AND RECOMMENDATIONS 

A. Overall Assessment and Ratings 

28. Overall, the PCR rated the project successful. It was highly relevant, highly effective, 
efficient, likely sustainable, with substantial impact. This validation concurs with these 
assessments except for relevance and effectiveness as explained below in the Table 2. 
Borrower and/or executing agency performance was satisfactory, and ADB performance was 
highly satisfactory. The Independent Evaluation Department (IED) agrees with the overall 
successful rating of the project.  

 
Table 2: Overall Ratings 

 
Criteria PCR IED Review Reason for Disagreement and/or 

Comments 
Relevance Highly relevant Relevant Shortcomings in project design, i.e., 

overoptimistic in presenting realities; 
lacking ownership of local government; 
and absence of monitoring framework for 
some components (para. 8). 

Effectiveness in 
achieving outcome 

Highly effective Effective  Although substantial outcomes were 
achieved under the various components, 
gaps remained, brought by lack of 
capacity and cancellation of activities 
(para. 9). 

Efficiency in achieving 
outcome and outputs 

Efficient Efficient  

Preliminary assessment 
of sustainability 

Likely Likely  

Overall assessment Successful Successful  
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Criteria PCR IED Review Reason for Disagreement and/or 
Comments 

Borrower and executing 
agency 

Satisfactory Satisfactory  

Performance of ADB Highly 
satisfactory 

Highly 
satisfactory 

 

Impact Substantial Substantial  
Quality of PCR  Satisfactory Para. 32. 
ADB = Asian Development Bank, EMS = Extended Mission to Sumatra, IED = Independent Evaluation Department, 
MOF = Ministry of Finance, PCR = project completion report. 
Source: ADB Independent Evaluation Department. 
 
 

B. Lessons 

29. This validation agrees with all the PCR lessons identified and would like to emphasize 
the following:  
 

(i) Reconstruction support should be selective and adopt a realistic time frame, with 
ADB focusing on areas that are unlikely to receive support from other donors. 
 

(ii) Phasing of reconstruction assistance may be considered, clearly distinguishing 
the needs of initial emergency response from those of subsequent 
reconstruction. 

 
(iii) Proper institutional arrangements and central coordination by one agency are 

essential. The effectiveness of post-disaster reconstruction depends on the 
willingness and collaboration of relevant government agencies. 

 
(iv) Off-budget funded activities may expedite implementation as on-budget funded 

activities are constrained by the government budget cycle. 
 

(v) Flexibility in implementation is essential, as it facilitates the design of need-based 
reconstruction projects through simplified documentation.  

 
C. Recommendations for Follow-Up 

30. This validation agrees with all PCR recommendations but would like to emphasize the 
following: 
 

(i) Sector operation appears to be the preferred approach to quickly deliver ADB 
assistance if the country has the institutional capability to effectively use flexible 
approach to project implementation. ADB should evaluate the government’s staff 
resources realistically and provide consulting support as required. Government 
requests for additional support should be thoroughly scrutinized to ensure that 
project objectives can be attained.  
 

(ii) An ADB extension office located near the project site that is properly staffed, 
adequately funded, and has the requisite flexibility and decision-making authority, 
should be considered from the start. ADB should review its time frame for 
completing emergency assistance following major disasters. Project experience 
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suggests that a 3-year period for such substantive support is too short, 
considering uncertainties in project design and staffing. Rapid emergency 
rehabilitation and reconstruction must be balanced with ensuring that projects are 
well designed and major works properly constructed. 

 
V. OTHER CONSIDERATIONS AND FOLLOW-UP 

A. Monitoring and Evaluation Design, Implementation, and Utilization 

31. There is no mention of the project performance and management system in the PCR 
and the consultants’ progress reports.  
 
B. Comments on Project Completion Report Quality 

32. This validation rates the PCR as satisfactory. It was consistent with the PCR guidelines 
(Project Administration Instructions No. 6.07) and relevant IED guidelines and presented 
complete evidence to substantiate the ratings. The lessons and recommendations presented 
are useful for future endeavors of the same magnitude. 
 
C. Data Sources for Validation 

33. This PCR validation referred to the following reports and documents: 
(i) PCR, RRP, loan agreement; 
(ii) Minutes of management review meeting; 
(iii) Project monthly summary reports and project review reports; and 
(iv) Other IED evaluation reports, including PCR reviews. 

 
D. Recommendation for Independent Evaluation Department Follow-Up 

34. None. 
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