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A. Introduction 
 
1. This evaluation approach paper presents the background, issues to be addressed, and 
proposed approach and schedule for the evaluation of the Chittagong Port Trade Facilitation 
Project in Bangladesh that was approved in 2004. The resulting project performance evaluation 
report (PPER) will be used as input to the Review of Transport Operations of the Asian 
Development Bank (ADB), a sector-wide evaluation study, to begin in 2018. The PPER has been 
scheduled 4 years after the completion of the project completion report (PCR) in June 2014.1 This 
provides sufficient time for the project’s outputs and outcome to be re-assessed and the impact 
to become apparent. 
 
B. Background 
 
 1.  Country and Strategic Context 
 
2. During project preparation stage, the economy of Bangladesh expanded at an average 
annual rate of more than 5% over a 5-year period. International trade also grew at 10% per 
annum. By 2003, about 45% of total exports were destined to the European Union and more than 
25% to the United States, while about 30% of total imports were from the People’s Republic of 
China and India. About 85% of exports and 25% of imports were textiles or textile materials. 
 
3. More than a third of the country’s economic activity was located within the Dhaka–
Chittagong corridor, where the bulk of international trade is generated. Three modes of transport 
serve the corridor—road, rail, and inland waterways, which together account for 20 million tons of 
freight annually. The main port is Chittagong, which handles over 90% of Bangladesh’ 
international cargo and plays a crucial role in the country’s logistic chain. Chittagong Port is an 
integral part of the subregional transport and logistics chain connecting northeastern India, 
Bhutan, and Nepal to Europe, North America, and Southeast Asia. The efficiency of the transport 
system in the Dhaka–Chittagong corridor and the port of Chittagong in particular, was considered 
vital for sustained economic growth.2 

 
4. Chittagong Port is owned and operated by the Chittagong Port Authority (CPA). The 
government, through provisions in the CPA Ordinance, oversees planning, expenditure, and 
human resource management. The port facilities comprised 13 general cargo berths of which four 
were used for containers, and the Chittagong container terminal, which comprised two berths with 
a total length of 450 meters and a backup yard area of approximately 20 hectares (49 acres). 

                                                 
1  ADB. 2014. Project Completion Report: Chittagong Port Trade Facilitation Project in Bangladesh. Manila (Loan 

2147).  
2  ADB. 2004. Report and Recommendation of the President to the Board of Directors: Proposed Loan and Technical 

Assistance Grant to Bangladesh for the Chittagong Port Trade Facilitation Project. Manila. 
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There were 5,355 twenty-foot equivalent units (TEU) yard ground slots in the area. Container 
throughput at the port has increased considerably in recent years. In 2003, it handled over 
600,000 TEUs and about 21 million tons of bulk cargo. Freight traffic was expected to reach 43 
million tons with container throughput of about 1.78 million TEUs by 2016. Latest information 
indicate that total container cargo volume may reach 6.1 million TEUs by 2030.  
 
5. During the appraisal period, container dwell times at Chittagong Port remained high, and 
were rising sharply due to manual operations management and document processing methods. 
Under the manual methods, documents passed through various stages, requiring 48 
endorsements, which increased dwell times and created opportunities for corruption. The manual 
container tracking system delayed container movements in the yard. Without information 
technology, berth productivity was expected to further decline and add to shipping costs. Even 
with a computerized port management system, a few customs processing rules in force could limit 
port capacity. Delays on taking delivery of import cargoes and the inefficient auctioning rules of 
the Customs House of Chittagong (CHC) for unclaimed consignments added to container dwell 
times.  
 
6. The government’s ratification of the International Convention for the Prevention of 
Pollution from Ships (Marine Pollution and Prevention Convention [MARPOL] 73/78) in 
September 2003 was expected to limit port capacity unless oil-waste reception and treatment 
facilities, and other basic infrastructure and equipment necessary for managing maritime waste 
were provided. There was no routine monitoring of the concentration of pollutants, including oil 
and grease, that was being conducted in the port area during project preparation.   
 
7. ADB’s country strategy and program update (2004–2006) for Bangladesh during the time 
of project’s approval was based on a comprehensive reform agenda in the transport sector, which 
included improved port services.3 The project was the first ADB investment project in the port 
subsector in over 2 decades.  
 

2.  Description of the Project 
 
8. The project’s envisaged impact was the facilitation of trade. The impact indicators were 
annual percentage increases in both national gross domestic product and trade, after project 
completion. The project’s expected outcome was increase in container terminal capacity. The 
outcome performance indicators were (i) sustained annual growth in container throughput at 
above 6% in the first 6 years after project completion, (ii) reduced port charges by 20% within 
2 years of project completion, and (iii) reduced vessel turnaround time and berth occupancy rate 
by 20% within 2 years of project completion. 
 
9. The project had three intended groups of outputs with interrelated sub-outputs.4 The 
outputs of the CPA comprised five sub-outputs. The first pertained to the installation of a 
computerized container terminal management system (CTMS) and upgrading of the existing 
management information system (MIS), including provision of training for CPA staff in the use and 
upkeep of the CTMS and MIS. The CTMS was to interface with the Automated System for 
Customs Data (ASYCUDA)++ system of the CHC. The second was improvement of the port 
environment and the environmental management capacity of the CPA by (i) installing facilities for 
receiving and separating oil waste from ships; (ii) providing equipment to handle oil spills; and  

                                                 
3  ADB. 2003. Country Strategy and Program Update: Bangladesh, 2004–2006. Manila.  
4  The project framework at appraisal was modified to conform to ADB’s revised design and monitoring framework with 

no significant changes in content.  
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(iii) constructing a building to store spill-management equipment and material, and house a 
laboratory and the port’s environment monitoring office.   
 
10. The third sub-output was the reconstruction and upgrading of internal roads and the bridge 
between the Chittagong Container Terminal and the general cargo berths, and the improvement 
of two access or egress points (gates). The fourth pertained to the construction of a 900-meter 
port service road and bridge for direct access from the yard to the port park. The last sub-output 
was provision for consulting services for the design of the CTMS and the MIS and civil works, oil-
waste receptor, and separation plant; and supervision of the supply of goods and services; and 
contract administration.  
 
11. The CHC’s output consisted of (i) the activation of the manifest module of the 
ASYCUDA++ system and provision of workstations with connection to the CTMS; (ii) installation 
of a system of container scanners; and (iii) consulting services for supervision of the supply of 
goods and services, contract administration, and on-the-job training on the use and maintenance 
of the ASYCUDA++ and the scanner system. The construction of a 1.7-kilometer access-
controlled road (Chittagong Port access road) to the yards of the Chittagong Container Terminal 
and the New Mooring Container Terminal and related consulting services for the design of civil 
works, construction supervision, and contract administration comprised the output of the Roads 
and Highways Department.   
 
 3. Major Points Raised During Loan Processing  
 
12. Main concerns raised during both the Management Review and the Staff Review 
Committee meetings pertained to the following: (i) need to sufficiently improve governance and 
transparency in terms of cost of doing business, (ii) labor’s possible opposition to the proposed 
project, (iii) need to clarify and improve monitoring mechanisms in terms of providing adequate 
performance indicators, and (iv) need for the conduct of a diagnostic analysis of the CPA to 
assess institutional capacity. 
 
 4. Major Findings of the Project Completion Report  
 
13. The PCR indicated that the project achieved its principal objective of increasing the 
capacity of Chittagong Port’s container terminal and enabling Bangladesh to meet the 
international port security and environmental standards. It reported that port users have benefited 
from high capacity and streamlined port operations that reduced the time required to load and 
unload vessels. The PCR noted that the CTMS and MIS established under the project reduced 
the billing time and optimized berth allocation, yard operation, and management of facilities, 
thereby enhancing the productivity of the port.  
 
14. The PCR also noted that the project’s design and formulation were in line with the 
government’s development objectives, and with ADB’s strategy in the transport sector in general 
and the port and roads subsector in particular, and remained so at completion. The rationale for 
the project was justified in terms of the growing importance of the port subsector as the major 
mode of transport that facilitates international trade. It also noted that the project outputs and 
outcomes were effectively designed. The PCR indicated that the project achieved its outcome 
since most of the targeted outputs were attained, including the procurement, installation, and 
operation of the container scanners.  
 
15. The PCR’s reevaluation of the project showed higher incremental economic benefits at 
project completion compared with appraisal. The PCR indicated that the CPA allows autonomous 
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management of the port and is fully regimented with the operations, based on a sound commercial 
footing. Port operations involving cargo and container handling and management of the container 
yard have been outsourced to the private sector. 
 
16. The PCR identified a few important lessons from the project. A more effective, high-level 
coordinating body needs to be established for a complex project of this nature, which comprised 
various groups of outputs. This could help regularly monitor a project’s implementation progress. 
Planning and coordinating preliminary activities must be done well to minimize delays, including 
the use of advance actions. Sufficient consultation during project preparation should be 
undertaken in light of the CHC’s decision during implementation on not utilizing ADB funds for the 
automation program.  
 

5. Major Findings of the Project Validation Report  
 
17. The validation of the project completion report (PVR) indicated that project design 
formulation was appropriate. It noted that the cancellation of the financing allocation for the 
container scanners did not affect the subsequent project implementation. The PVR noted that the 
project still registered a high economic internal rate of return of almost 25%, indicating robust 
economic viability, despite 42 months of implementation delays. It observed that the funding for 
the repair and maintenance of the project roads is dependent on government allocating the 
required financing for these activities. While not assured, the PVR indicated that funding may be 
sourced from the government’s Road Maintenance Fund Board that was set up on 22 July 2013. 
This included a mechanism to mobilize the resources needed for road maintenance from user 
charges and was expected to help mitigate the Roads and Highways Department’s maintenance 
funding constraints. 
 
18. The PVR offered two lessons. First, there is a need for constant follow-up, during project 
implementation, on the operationalization of the project performance management system and 
the conduct of baseline and other survey/data collection requirements that could be used in the 
PCR’s preparation. Second, the membership in the project coordination committee could have 
included a representative of the Chittagong City Corporation. While not directly implementing any 
component, the Chittagong City Corporation could have expedited the implementation of activities 
within the Chittagong city proper and helped avoid delays. 
 
19. The PVR recommended that the Bangladesh Resident Mission could follow up on 
implementing the project performance management system and the regular collection of data to 
comply with the relevant loan covenant. In particular, the issue on attribution of project benefits 
and the formulation of an acceptable method in assessing such benefits needs to be resolved. 
This could allow for a more realistic measurement of project benefits. 
 
 6. Difference between the Project Completion Report and its Validation 
 
20. The PVR noted that increases in port throughput and improvement in vessel turnaround 
time and berth occupancy rates surpassed the targets set at appraisal. However, it indicated that 
these improvements could not be entirely attributed to the project. The PVR was of the view that 
other port improvements were either being implemented or completed when the project was being 
implemented. These could have been responsible for the other improvements observed. It also 
noted the lack of evidence to  show that port charges were reduced by 20% within 2 years of 
project completion. 
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C. Evaluation Objectives and Issues to be Addressed 
 
 1. Objectives 
 
21. The proposed PPER aims to identify lessons and recommendations for future ADB 
assistance in transport projects, especially in ports operation in Bangladesh and the broader Asia-
Pacific region. The PPER will assess various aspects of project formulation, design, 
implementation and sustainability. The project’s performance will likewise be assessed, including 
outcome indicators realized since the project’s completion.  
 
 2. Scope 
 
22. The independent evaluation mission will review the PCR’s findings and recommendations 
and assess the project’s relevance, effectiveness, efficiency in achieving outputs and outcome, 
sustainability of outputs and outcome achieved. In addition, the evaluation will identify issues 
related to imports, including socio-economic aspects and the project’s impact on trade. It will 
assess the extent to which container terminal capacity had increased due to related improvements 
in ports operations. An indicative evaluation framework is presented in the Appendix. The 
proposed PPER will focus on the following key issues: 
 

(i) Institutional and capacity building. An assessment of the institutions involved 
will be carried out. This will focus on the extent to which institutional arrangements 
were undertaken, especially those pertaining to interagency coordination and ports 
administration. Capacity-building assistance to ports services and modernization, 
including those supported by ADB, will also be assessed. 

(ii) Environmental management. The mission will focus on project related activity, 
specifically on how the project supported the CPA in the area of waste 
management.  

(iii) Private sector participation. A review of the extent to which greater private sector 
in the port’s operation, particularly in the aspect of container handling, will be 
undertaken. 

(iv) Subregional dimension. Chittagong Port has been an integral part of the sub-
regional transport and logistics network. A review of factors that have affected 
subregional trade, especially on how project’s possible contribution to the South 
Asia Subregional Economic Cooperation, will be undertaken.  

(v) “Lifespan” of the systems. Given the advances in technology, there is a need to 
determine the possible “lifetime” of the systems that were installed and upgraded 
under the project, including future software and hardware upgrades related to 
sustainability of the project 

 
D. Evaluation Approach, Resource Requirements, and Schedule 
 

1. Evaluation Approach 
 
23. The proposed evaluation involves a mix of activities:  
 

(i) Desk review of relevant documents in ADB, including but not limited to: report and 
recommendation of the president, loan agreement, back-to-office reports, 
International Monetary Fund Article IV staff reports, board documents, and 
previous evaluation reports, in particular, the PCR and its validation report. 
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(ii) Review of the pertinent ADB country and sector strategy and regional programs, 
including those from the World Bank and the International Finance Corporation.  

(iii) Consultation with concerned staff from the South Asia Department, particularly the 
Bangladesh Resident Mission. 

(iv) Independent evaluation mission to Dhaka and Chittagong, Bangladesh, subject to 
government’s concurrence. This would involve consultations and meetings with 
relevant stakeholders (executing agency, shipping agents, container terminal 
operator (user of inter-terminal bridge), and other government agencies including 
Chittagong City Cooperation, project beneficiaries, among other entities.   

(v) Interviews with the private sector, i.e., selected exporters and importers, shipping 
agents, and key officials and members of the Chittagong Metropolitan Chamber of 
Commerce and Industry.  

(vi) Assess the project according to the PPER guidelines.  
 

2. Resource Requirements 
 
24. The evaluation team will comprise (i) Franklin De Guzman (team leader); (ii) Elizabeth Li-
Mancenido (evaluation assistant and based on ADB headquarters for intermittent administrative, 
logistic support and report finalization); and (iii) an international port/transport specialist. In 
preparation for the mission, the team leader has reviewed the pertinent project files from which 
discussion on issues associated with the project’s formulation and implementation was based. It 
is envisaged that the consulting services of an international port/transport specialist will be 
engaged on intermittent basis. The port/transport specialist should have experience in ports 
operations, including related institutional issues. The team leader will have the overall 
responsibility for the PPER’s preparation, methodology and scope of analysis, and findings.  
 

3. Schedule 
 
25. It is proposed that the mission be undertaken during I–II June 2018, assuming that 
government concurrence for the mission will be received on time. The following proposed 
schedule is subject to the Government of Bangladesh’s clearance of the mission.  
 
 Milestone       Target Date 
 Approval of evaluation approach paper   II April 2018 
 Independent Evaluation Mission    I–II June 2018 
 Draft PPER for internal review    IV July 2018 
 Draft PPER for peer review     I August 2018 
 Draft PPER for interdepartmental review   II August 2018 
 Draft to Editor       II September 2018 
 Submission to Director, IESP     I October 2018 
 Submission to Director-General, IED    II October 2018 
 

4. Knowledge Dissemination Plan 
 
26. The PPER will be available to the public after the approval by the Director General, 
Independent Evaluation Department. The report will be uploaded on ADB’s external and internal 
websites and will provide inputs to ADB’s evaluation information system. M. Gatti (Principal 
Evaluation Specialist) will be the commenter. B. Hitchcock will be the external peer reviewer. 
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INDICATIVE EVALUATION FRAMEWORK 
 

Evaluation 
Criteria Evaluation Questions 

Indicators/ 
Information 

Required 
Source of 

Information 

Methods/ 
Analyses to be 

Used 
Relevance What problems or constraints 

(e.g., failure or limitations of 
markets and institutions) were 
needed to be addressed? 
 
What was the rationale for 
ADB’s support? What were the 
alternatives? Did the project 
address the key constraints or 
problems? 
 
Was the modality appropriate 
in addressing the identified 
constraints?  
 
Was the project strategically 
aligned with Bangladesh’ 
development priorities?  Was 
the project aligned with ADB’s 
policies and strategies?  
 
Were the project activities 
properly coordinated and in 
consonance with other 
assistance efforts from 
development partners? 
 
Was the project’s design 
appropriate in resolving the 
identified operational and 
institutional deficiencies? Did 
the logical framework provide 
clear linkages from project 
activities to outputs and 
outcome? Were innovation and 
transformative effects given 
adequate attention? 
 
Was the timeframe for project 
activities realistic? Did the 
project attempt to address 
these sequentially or 
simultaneously? 
 
Were performance risks 
adequately identified? Were 
suitable strategies for 
managing risks incorporated in 
project design?  
 

Bangladesh’ socio 
economic 
background. 
 
Government 
development 
policies. 
 
ADB’s country 
operational strategy 
and sector strategy. 
 
Project design and 
monitoring 
framework. 
 

RRP, PCR, PVR, 
IMF Article IV Staff 
Reports, BTORs. 
 
Minutes of Board 
meetings, Staff 
review committee 
meetings, 
Management 
review meetings. 
 
Relevant 
government 
documents, studies 
from multilateral 
and bilateral 
development 
agencies. 
 
Discussions with 
ADB staff, 
government 
officials, and other 
key stakeholders. 

Identification of 
key binding 
constraints and 
priorities through 
literature review. 
 
Assessment of the 
extent to which the 
project design was 
able to ease or 
address the 
identified 
constraints. 
 
Assessment of the 
project’s unique or 
outstanding 
features (including 
possible design 
weaknesses) vis-
à-vis other 
alternatives. 
 
Clarification of 
ADB’s role, 
including 
examination of the 
project’s rationale. 
 
Key informant 
interviews. 
 
Analysis of project 
design indicators. 
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Evaluation 
Criteria Evaluation Questions 

Indicators/ 
Information 

Required 
Source of 

Information 

Methods/ 
Analyses to be 

Used 
Were the relevant lessons 
learned from similar operations 
earlier included in the design of 
the project? 
 

Effectiveness To what extent were project 
outputs and outcome 
achieved? 
 
What were the factors that 
contributed to the achievement 
or non-achievement of 
expected outputs and 
outcome? 
  
What was the extent to which 
the political-economy context 
became conducive to the 
achievement of project 
objectives?   
 
What was the degree on which 
activities supported by the 
project, contributed to 
continuity of the reform process 
in the sector?  
 
What was the extent to which 
factors beyond the 
government’s control 
influenced the outcome of the 
project?  
 
What was the extent to which 
achieved outcomes were 
attributable to the project? 
Were data on outputs and 
outcomes credible and well-
documented? 
 

Realized project 
outputs and 
outcomes in 
relation to the 
envisaged targets. 
 
Project monitoring 
framework; 
implementation 
process. 
 
Issues related to 
achieving outputs 
and outcomes. 

RRP, PCR, PVR, 
IMF Article IV Staff 
Reports, and 
BTORs. 
 
Discussions with 
project staff, 
government 
officials and other 
key stakeholders.  
 
Monitoring reports 
of outputs and 
outcomes. 

Data and literature 
reviews. 
 
Key informant 
interviews. 
 
Analysis of project 
design indicators. 

Efficiency Were the assumptions used in 
the estimation of the EIRR and 
the methodology appropriate? 
 
Were the identification, 
valuation, and estimation of 
project benefits and costs 
correct? 
 
Were the estimates of demand 
forecast reasonable?  
 

Ex ante and ex-
post economic 
analyses. 
 
Data from the 
government. 
 
Port performance 
indicators. 
 

Project documents. 
 
Discussions with 
project 
implementation 
staff, government 
officials and ADB 
staff. 

Desk review of 
data and 
documents. 
 
Key informant 
interviews. 
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Evaluation 
Criteria Evaluation Questions 

Indicators/ 
Information 

Required 
Source of 

Information 

Methods/ 
Analyses to be 

Used 
Were delays taken into account 
in the project economic 
analysis? 

Sustainability What is the likelihood that 
outputs that were achieved 
would be sustained way 
beyond the life of the project? 
 
What is the financial health of 
the operating entity?  
 
What are the likely levels of 
both routine and periodic 
maintenance?   

Government 
allocations, 
including funding 
from the Road 
Maintenance Fund 
Board. 
 
Financial 
statements of the 
CPA. 
 

Discussions with  
implementation 
staff,  
government  
officials. 

Key informant 
interviews. 
 
Data assessment. 

Impact What were the anticipated and 
unanticipated project impacts 
that were identified?  
 
Were impacts attributable to 
the project isolated from those 
caused by other factors? 
 
What were the key 
development impacts (i.e., 
economic, poverty, 
environment, social, and 
political) that resulted from the 
project?   
 
What were the project’s 
contribution to capacity or 
institutional development? 

Information on 
beneficiaries. 

Government  
reports and  
statistics. 
 
Discussions with  
implementation 
staff,  
government  
officials,  
stakeholders. 
 
 

Analysis of data 
and interviews. 
 
 
Direct  
observation  
through field  
visits. 

ADB = Asian Development Bank, BTOR = back-to-office report, CPA = Chittagong Port Authority, EIRR = economic internal rate 
of return, IMF = International Monetary Fund, PCR = project completion report, PVR = project completion report validation report, 
RRP = report and recommendation of the President. 
Source: ADB (Independent Evaluation Department). 
 

 
 




