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I. PROJECT DESCRIPTION 

A. Rationale  

1. The project was a further step in ADB’s long effort to help Cambodia achieve a road 
network adequate to support broader economic and social development, and also a network that 
is more consistent with neighbors’ road facilities.1 Focused on works close to the Thai border in 
two of the country’s poorest provinces (with 40%–60% of the population below the national 
poverty line), the project would: (i) rehabilitate the last section to be upgraded—long stretches 
that were impassable after heavy rains—on the Greater Mekong Subregion (GMS)/Asia 
Highway 1 (Bangkok–Phnom Penh–Ho Chi Minh City); (ii) replace bridges linking two major 
secondary national roads with rural areas; and (iii) begin a major effort to strengthen the road 
management capacities of the Ministry of Public Works and Transport (MPWT). 

                                                 
1  ADB. 2002. Report and Recommendation of the President to the Board of Directors: Proposed Loan to the 

Kingdom of Cambodia for the Greater Mekong Subregion: Cambodia Road improvement Project. Manila.   
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B. Expected Impact  

2. The project is expected to promote economic and social development in the project area 
and promote general national and subregional economic growth.  

C. Objectives or Expected Outcome 

3. The following were the expected outcomes: (i) promotion of national and subregional 
economic growth by reducing transport cost and increasing transport reliability that, in turn, 
would encourage tourism and trade; (ii) reduced poverty and improved social conditions as a 
result of efficient, all-weather access to jobs, trade, health, and education opportunities; (iii) 
enhanced private sector participation and strengthened domestic road-contracting industry 
through greater opportunities in road construction and maintenance; (iv) initiate the MPWT 
reform, focusing on asset management, transparency, and road-maintenance-financing 
systems; (v) work with an experienced nongovernment organization under the national 
HIV/AIDS framework to help control the prevalence and raise awareness of HIV/AIDS. 

D. Components and Outputs  

4. The following were the components/outputs: (i) fully rehabilitated 150-kilometer (km) 
Siem Reap–Poipet section of the GMS Highway R1; (ii) some 50 bridges rebuilt on a 190-km 
stretch of national roads 56 and 68 linking Samraong and rural parts of Banteay Meanchey 
and Oddar Meanchey provinces to GMS Highway R1; and (iii) reorganized studies and 
equipment; and overall project management, including training input. 

E. Provision of Inputs  

5. Total project costs were estimated at $77.5 million, 65% of which would be covered by 
the ADB loan, 22% by the government, and 13% by a loan from the Organization of the 
Petroleum Exporting Countries (OPEC) Fund. About 85% of project costs would be required 
for the 150-km Regional Highway rehabilitation, and 12% for the bridge replacement on roads 
56 and 68, including in both cases construction supervision, land acquisition, clearance of 
unexploded ordnance and programs to protect workers and local people against HIV/AIDS and 
human trafficking.  About 1% of total cost was envisaged for the MPWT reform and 2% for 
other purposes, principally overall project management and training. 

F. Implementation Arrangements  
 
6. The MPWT was the executing agency. The arrangements it made for managing the 
project were as envisaged at appraisal. A project management unit (PMU) 3 was established 
within the MPWT’s General Department of Public Works as implementing agency, which 
handled the day-to-day project management. The director general of public works was the 
project director, and the deputy director general was the manager of PMU 3; both remained in 
place throughout project implementation. As envisaged at appraisal, a social and 
environmental unit was established in the MPWT’s Department of Planning to handle 
coordination and monitoring of resettlement, environment, and social issues connected with 
the project.   
 
7. Misunderstanding between ADB departments caused a major delay in the appointment 
of consultants for detailed design/supervision, which led eventually to a 2-year delay (to 
September 30, 2005) in the start of construction. Loan conditions and covenants were fully 
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adhered to and fulfilled except in those relating to monitoring and the MPWT reform, for which 
actions required within months of loan effectiveness (May 2003) were started only in 2007.  

II. EVALUATION OF PERFORMANCE AND RATINGS 

A. Relevance of Design and Formulation 

8. The project completion report2 (PCR) described the project as highly relevant on the 
grounds that, besides being consistent with the government’s development objectives and 
ADB’s operational strategy for supporting Cambodia’s road sector, it focused on the 
northwestern area of the country, provided all-weather roads in one of the country’s poorest 
regions and supported regional integration by enabling completion of the GMS Highway R1. 
These facets were similar to the broader emphases that ADB was trying to pursue in 
Cambodia at that time.   

9. The report and recommendation of the President (RRP) for the project highlighted the 
lessons that had been emerging from the first 10 years of road recovery efforts, especially 
about issues such as network planning, contract management, maintenance financing, road 
service regulation and highway safety, which it also sought to address in the new project. 
Actual experience under the new project reemphasized weakness in some of these areas and 
brought only very slow action on agreed remedial measures in others. Significant project 
design features dealing with the core of road transport system, viz., Fund for Repair and 
Maintenance of Roads (FRMR) or road law and transport policy, could not be obtained despite 
the lengthy implementation period. Clearly, there was no “buy-in” on the part of the 
government regarding project design, which shows that the design was not very relevant to 
achieve the envisaged objectives. Unfortunately, the PCR barely deals with this aspect of 
project experience. The evidence showed that ADB tried to do more than the PCR suggested 
to maximize project relevance but, not surprisingly, the remedies themselves needed more 
refinement to become doable. The validation hence concludes that the highly relevant rating 
for the project is not appropriate and concludes an assessment of relevant.3 

B. Effectiveness in Achieving Project Outcome 

10. The PCR stated that the outcome of the project as envisaged at appraisal has been 
substantially achieved and it rates the project and each of its components highly effective in 
the text, but reduced to effective in the summary overall rating on the last page of the report. In 
support of these conclusions, the PCR quoted various results of the road investments carried 
out, most of which sound quite credible: (i) reduced travel time by half or more for  journeys 
using these roads, (ii) reduced vehicle operating costs of 10% for cars and 15% for trucks and 
buses, (iii) doubled amount of traffic on most of the roads between 2006 and 2010, (iv) 
reduced share of the two provinces’ population falling below the national poverty line, from 
40% in 2002 to 20% in 2010, (v) doubled the number of the roads’ local population attending 
secondary schools between 2005 and 2009, and (vi) large increases in numbers of 
international tourists. 

11. However, some difficulties were encountered in concluding from these numbers that 
the project has delivered the degree of effectiveness as expected. First, no attempt is made to 
give any basis or source for any of these numbers. Second, no reference is made to either the 

                                                 
2  ADB. 2011. Completion Report: Greater Mekong Subregion: Cambodia Road Improvement Project. Manila. 
3  The concerned regional department expressed the view to maintain the highly relevant rating as in the PCR. 
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broad monitoring studies (PCR, para. 27) or to the poverty reduction monitoring studies (PCR, 
para. 28) for which provision had been included in the project to compensate for frequent data 
difficulties—other than to say that these covenants were “delayed but complied with” and a 
baseline survey consistent with Schedule 6 para. 27 of the PCR had been completed by 
December 2006. Third, the country’s road sector appears to have continued to suffer from 
negative trends on several problems that had been identified at appraisal and several 
mentioned in the PCR itself: (i) almost doubling of traffic accidents on the relevant section of 
Highway R1 following the project, (ii) corruption at vehicle-weighing stations, (iii) and very 
limited use of private sector contractors for road maintenance and consequent lack of 
competitive pressures vital to efficiency, continuing unpredictability on availability of 
maintenance funds.   

12. Fourth, and in some ways most serious, the PCR barely covered the important national 
level component of the project—reform of the MPWT organization and policies for road 
transport, for which a carefully laid out and detailed program was presented in the RRP. The 
PCR mentioned that the Interministerial Committee for Road Safety, which had been 
scheduled for creation by December 2004 had been established in May 2005, that the Traffic 
Law (important for road signs) was signed by the King of Cambodia in March 2007 and 
became effective in September 2007, but limits comment on all the other main reform aspects 
to the statement that the first stage of the phased reform program agreed for start before loan 
effectiveness (May 2003) had in the end been fulfilled in February 2007. Certain significant 
reforms, a road maintenance strategy, and funding mechanism under the Fund for Repair and 
Maintenance of Roads (FRMR) could not be implemented as “the government closed FRMR 
on 27 September 2006, which resulted in the removal of the related loan covenant (PCR, para. 
7) from the loan agreement” (PCR, para. 23). Likewise, approval of the road law and transport 
policy could not be obtained due to confusion about the jurisdiction of the MPWT (PCR, para 
63). No assessment is attempted in the PCR of what was actually achieved in terms of reform 
by loan closure. Nonetheless, given that the roads have been built within budget and 
reportedly of good quality, this would lead to generation of economic activities, including trade 
and tourism in the following years. Thus, a foundation has been laid for the integration of the 
subregion and its economic upliftment. This validation therefore rates the project as effective.4 

C. Efficiency of Resource Use in Achieving Outcome and Outputs  

13. The PCR rated the project efficient, based on an updated economic analysis, which 
indicated economic internal rates of return (EIRRs) somewhat higher for each main investment 
component than had been found at appraisal. The road and bridge upgrades, which accounted 
for 93% of actual project expenditures, were completed in May 2009, some 2 and a half years 
behind the original schedule—mainly because of the long delay in the appointment of the 
consultant for final design. Some components suffered cost overruns, most seriously, some 40% 
on the bridge replacements on the laterite roads to the north of Highway R1, but because of the 
simultaneous decline in the value of the US dollar, the denomination of the ADB loan in special 
drawing rights (SDRs) was helpful in covering this increase. The EIRRs may be somewhat 
overestimated as a result of insufficient allowance for maintenance, but correction for this would 
not be sufficient to raise any doubt about the economic priority of the various components, all 
with calculated returns between 25% and 60%. The validation also rates the project efficient.  

 

                                                 
4  The concerned regional department expressed the view to maintain the highly effective rating as in the PCR. 
 



5 
 

D. Preliminary Assessment of Sustainability 

14. The PCR assessed the works accomplished on the 340 km road stretch covered by the 
project as likely to be sustainable. The main factors were the sound construction achieved, the 
good condition of the project roads at the time of the PCR mission (March 2011), and the 
adequacy of the budget provided in 2010 for maintenance of national roads, averaging nearly 
$14,000 per km. However, the PCR expressed continuing doubts about the management of 
the weigh stations, which play an unusually important role in Cambodia due to the fragility of 
much of the road network and the harsh climatic conditions and heavy rains. The PCR stated 
that it was unlikely that the stations would assure accurate and efficient monitoring or “be 
sustainable financially without continuous interventions and close monitoring by ADB through 
ongoing and future projects.” The validation therefore rates sustainability as less than likely. 

E. Impact  

15. The PCR rated the project impact as significant. The most important general impact of 
the project on the affected parts of northwest Cambodia was its contribution to the substantial 
reduction in the share of the population in poverty from 2002 to 2010. In addition, the project 
gave close attention to planning of the project to compensate persons whose land or 
structures had to be taken over or whose crops were destroyed, and to minimizing 
environmental damage. A full resettlement plan was prepared in 2002 and revised in 2003. 
Land areas taken over were ultimately reduced to less than 45 hectares. Compensation for 
these lands, for stores and homes, and for crop losses, amounted to nearly $900,000 
equivalent, distributed among 2,877 heads of household, out of the ultimate total expenditure 
of $1.7 million on resettlement. Losses of land very seldom exceeded 10% of a family’s 
holding, and considerable flexibility was shown in allowing people to continue using (without 
owning) land in the roads’ right-of-way, normally some 50–60 meters provided it was not in the 
central Corridor of Impact of 20 meters.  

16. The least successful initiatives, as the PCR points out, were the creation of three new 
market areas, which had been chosen with the aid of a specially hired consultant and cleared 
directly with ADB staff, but proved to be too out-of-sight from the roads to be usable; and 
programs to prepare people for new trades, which were neither well selected nor sufficiently 
thorough to lead on to employment. The initial environmental examination that was prepared 
for the project (rated category B) in 2002 concluded that the main environmental impacts 
would be during construction but were relatively minor. Problems were encountered initially in 
obtaining contractor fulfillment of the mitigation measures required in their contracts—
especially adequate dust control, but performance improved because of the supervising 
engineers’ sustained efforts. The validation also rates the project impact as significant. 
 

III. OTHER PERFORMANCE ASSESSMENTS  

A. Performance of the Borrower and Executing Agency 

17. The PCR rates the performance of both the borrower and the executing agency as 
satisfactory. On the key topics previously discussed, the PCR focuses almost exclusively on 
the project’s hardware dimensions and their effects on the ground, all certainly important but 
not more so than building the ministry’s capacity and policies for the longer term, and fulfilling 
software commitments (such as monitoring and evaluation and poverty assessments) to ADB. 
On the day-to-day implementation issues relating to the engineering works and their 
supervision, the PCR is correct in emphasizing PMU 3’s effective management of physical 
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implementation and financial control with the help of the supervision consultants. The 
Department of Planning handled the resettlement and environmental dimensions well. Early 
problems on availability of counterpart funds and disbursement of certified payments were 
gradually overcome by joint effort with the Ministry of Economy and Finance. The very slow 
progress on the broader issues of the MPWT reform and policy development seem to have 
been caused more by extreme shortage of qualified staff and difficulty of retaining those with 
experience, and complexities in interministerial relations. Thus, while performance was barely 
satisfactory for fulfillment of the responsibilities, the only rating that is fair to assign at this time, 
recognizing the substantial physical development that was brought about, is satisfactory.  

B. Performance of the Asian Development Bank  

18. The PCR rated the performance of ADB as satisfactory, emphasizing the unusually 
large amount of mission time devoted to this project, not only in general but also on particular 
topics such as environment, resettlement, and human trafficking threats. Three different ADB 
mission leaders administered the project over the course of its execution.  Much advice was 
given on technical issues, preparation and evaluation of bid documents, and the difficulties the 
country had in effectively overcoming truck overloading. The PCR also accepts ADB’s 
responsibility for contributing to the initial delay in consultant selection that so seriously 
delayed progress of the civil works component. The mixed and uncertain picture that still 
prevails at this time on the broader issues of road management and maintenance has also 
been a serious preoccupation. If ADB’s performance on this project has been satisfactory, it 
appears at this point to have been barely so. The validation nonetheless rates the 
performance of ADB as satisfactory. 

C. Others  

19. Environmental and resettlement issues have been dealt with in paras. 15 and 16 and 
anticorruption issues in connection with truck weighing in paras.11 and 14. No other particular 
matters of this sort arose in this project. 

IV. OVERALL ASSESSMENT, LESSONS, AND RECOMMENDATIONS  

A. Overall Assessment and Ratings  

20. The validation rates the project successful, same with the PCR (see table). Although 
there were some design issues, the project was relevant in helping meet Cambodia’s huge road 
infrastructure needs through its contribution in a particularly poor part of the country that is also 
potentially important for trade with Thailand and other countries. Execution slowed for 1–2 years 
because of a bureaucratic problem within ADB and then by poor contractor management of the 
largest civil works project, but by 2009, all civil works had been completed without a major cost 
overrun, and of high quality, and attracting much increased traffic. A small advance had also 
been achieved on the road management reform agenda. Sustainability is however less than 
likely due to some project management and financial concerns, which may require continuous 
ADB intervention. 
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Overall Ratings 

  Criteria PCR IED Review Reason for Disagreement and/or 
Comments 

Relevance: Highly Relevant 
 

Relevant 
 

There was no “buy-in” from  the 
government regarding project design, 
making the project design not very 
conducive to achieve the envisaged 
objectives. The highly relevant rating is 
not warranted. 

Effectiveness in 
achieving outcome: 

Highly Effective 
 

Effective  Despite the gains achieved, road sector 
continued to suffer from negatives like 
doubling of traffic accidents, corruption 
at weighing stations, and limited 
involvement of private sector (para. 11). 

Efficiency in achieving 
outcome and outputs: 

Efficient 
 

Efficient   

Preliminary assessment 
of sustainability: 

Likely 
 

Less than likely 
 

There were unresolved problems 
related to the maintenance of the road 
rehabilitation project (para. 14). 

Overall assessment: Successful Successful   

Borrower and Executing 
Agency: 

Satisfactory Satisfactory  

Performance of ADB: Satisfactory Satisfactory  
Impact: Significant Significant  
Quality of PCR:  Less than 

satisfactory 
Inadequate description of the 
government’s weak response to project 
implementation and reforms (para. 23).

ADB = Asian Development Bank, PCR = project completion report. 
Note: From May 2012, IED views the PCR's rating terminology of "partly" or "less" as equivalent to "less than" and 
uses this terminology for its own rating categories to improve clarity.  
Source: ADB Independent Evaluation Department. 

B. Lessons  

21. The lessons drawn by the PCR in ADB teamwork (PCR, para 64) and better planning of 
vendor relocation (PCR, para. 66) seem very appropriate, and the first one especially important. 
The lesson drawn in the PCR (PCR, para. 67), adding further to the load on ADB staff might 
better be replaced with a reference to more modern ways by which program management 
consultants and engineering supervision consultants can monitor and encourage contractor 
performance on the environmental dimensions of their work. Reference could be made, for 
example, to an excellent system of environmental quality monitoring of contractors, linked with 
small (but rising) withholdings from their monthly invoice payments until shortfalls are corrected. 
Consultants developed and applied the system for the Ministry of Public Works of Jordan some 
4 years ago, which now has a record of proven success. 

V. OTHER CONSIDERATIONS AND FOLLOW-UP 

A. Monitoring and Evaluation Design, Implementation, and Utilization 

22. Provision was made in the RRP, backed with $300,000 in the loan for consultancy (and 
perhaps more for equipment) and by a covenant in the Loan Agreement for conducting a 
detailed socioeconomic survey and for standard monitoring, including benefit monitoring and 
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evaluation (PCR, Appendix 9). These would seem indeed to be badly needed since the only 
socioeconomic impact information the PCR cited consisted of miscellaneous interesting 
statistics of unidentified origin and unevaluated quality, apparently from widely different 
sources and periods (see Section II. B). Unfortunately, the PCR does not attempt to cover the 
extent to which legal commitments for monitoring were fulfilled, but the list of project 
expenditures suggests that, for the poverty reduction-focused work, $27,000 of the $300,000 
provided were used for services of one individual consultant.   

B. Comments on Project Completion Report Quality 

23. The report reads well and has much interesting information but missed the opportunity 
to elaborate on the government’s response and inaction to project implementation and reforms 
as described in Section II.B (Effectiveness in Achieving Project Outcomes). The PCR could 
have adequately responded to the objectives or expected project outcomes. Writers of PCRs 
should be required to give, at least in a footnote, the basis and/or source (and some indication 
of quality) of the socioeconomic impact indicators they cite. They must discuss explicitly and 
fully the results or experience of surveys that have been envisaged or discussed for filling the 
gap in sound impact monitoring that exists in almost all projects lacking a special provision.  
The validation rates the quality of PCR as less than satisfactory.  

C. Data Sources for Validation 

24. The validation was based on a review of the project’s RRP; the PCR; back-to-office 
reports (BTORs) for the midterm mission (February 2008) and PCR mission (March 2011); ADB 
website especially on other Cambodia transport projects, Cambodia Transport Sector 
Assessment, Strategy and Road Map (ADB, September 2011), and the World Bank website for 
Cambodia road transport. 
 
D. Recommendation for Independent Evaluation Department Follow-Up 

25. The project performance evaluation report (PPER) should take place, if possible, 
shortly after executing the post-completion poverty reduction monitoring program survey, 
comparable with the one or two earlier surveys that must already have been carried out as 
required by the covenant under Schedule 6 para. 28 of the Loan Agreement (PCR, para. 72). 
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