
 
 

 

PUBLIC. This information is being disclosed to the public in accordance with ADB’s Access to Information Policy. 

TCR Validation Report 
November 2021 
 
 
 
 
 
 

 
Pakistan: Central Asia Regional Economic 
Cooperation Railway Connectivity Investment 
Program 
 
 
 
 
 
 
   Reference Number: TCRV-2021-39 

Project Number: 48416-001 
TA Number: 9153 



   
 

 

PUBLIC. This information is being disclosed to the public in accordance with ADB’s Access to Information Policy. 

ABBREVIATIONS 
 
 

ADB – Asian Development Bank 
CPEC 
DMF 

– 
– 

China-Pakistan Economic Corridor  
Design and Monitoring Framework 

IED – Independent Evaluation Department 
MFF – multi-tranche financing facility 
ML-1 – Mainline-1 
MOR – Ministry of Railways 
PPTA – project preparatory technical assistance 
PRSP – Pakistan Railways Strategic Plan 
TA – technical assistance 
TCR – technical assistance completion report 

 
 
 

 
 
 
 
 
 
 
 

 
NOTE 

 
In this report, “$” refers to United States dollars. 

 
Director General 
 
Deputy Director General 
Director 
Quality Reviewer   

Marvin Taylor-Dormond, Independent Evaluation Department (IED) 
(until 15 October 2021) 
Sona Shrestha, IED (Officer-in-Charge, IED)  
Nathan Subramaniam, Sector and Project Division (IESP) 
Charity Gay Ramos-Galacgac, Evaluation Officer, IESP 

 
 
The guidelines formally adopted by the Independent Evaluation Department (IED) on avoiding 
conflict of interest in its independent evaluations were observed in the preparation of this report. 
To the knowledge of IED management, there were no conflicts of interest of the persons 
preparing, reviewing, or approving this report. The final ratings are the ratings of IED and may or 
may not coincide with those originally proposed by the consultants engaged for this report. 
 
In preparing any evaluation report, or by making any designation of or reference to a particular 
territory or geographic area in this document, IED does not intend to make any judgments as to 
the legal or other status of any territory or area. 
 
 
 



 
 

 

PUBLIC. This information is being disclosed to the public in accordance with ADB’s Access to Information Policy. 

TECHNICAL ASSISTANCE COMPLETION REPORT VALIDATION REPORT1 

   
1. PROJECT DATA     TA No. 9153                

TA Name      
                                                                                                                                                                       

Central Asia 
Regional 
Economic 
Cooperation 
Railway 
Connectivity 
Investment 
Program 

Approval 
Date 

10 Aug 2016 Approved ($)  1,000,000.00 

Signing Date 1 Sep 2016 Revised ($) Not Applicable 

Country  Pakistan Planned 
Completion  
Date 

31 Aug 2017 Disbursed ($) 
 
 

65,663.00 

Actual 
Completion 
Date 

4 Mar 2021 Undisbursed 
($) 

934,337.00 

Department Central and West 
Asia Department 

TA Type  
 

TRTA (   )     
KSTA (   ) 
PATA (   )     
CDTA (   )  
RDTA (   )     
PPTA () 
RETA (   )    

Source of 
Funding 

Technical 
Assistance 
Special Fund 

Sector and 
Subsector 
 

Transport Executing 
Agency 

Ministry of 
Railways (MOR) 

CDTA = capacity development technical assistance, KSTA = knowledge and support technical assistance, PATA = 
policy and advice technical assistance, PPTA = project preparatory technical assistance, RDTA = research and 
development technical assistance, RETA = regional technical assistance, TA = technical assistance, TRTA = 
transaction technical assistance. 
  

2. DESIGN AND MONITORING FRAMEWORK AND RESULTS  
Objective The project preparatory technical assistance (PPTA) aimed to help prepare a 

proposed multi-tranche financing facility (MFF) that would assist the government of 
Pakistan in improving the efficiency and competitiveness of the country’s railway 
transport system. The TA was designed to support the conduct of due diligence, 
covering the preparation of technical, economic, financial, social, and environmental 
viability analyses for the development of tranche projects under the proposed MFF.  
 

TA Rationale Moving passengers and freight over long distances over the last 150 years, railways 
played an important role in the social, political, and economic life in Pakistan. For 
most of that time and in many places in the country, railways had been the only 
available mode of passenger and freight transportation.  
 
However, the market share of the railway sector has declined in the past 20–30 
years. In 2016, it accounted for only 4% of freight traffic and 6% of passenger 
traffic, with major shares taken by road. Because of this, the Pakistan Railways was 
not able to generate sufficient financial resources to make necessary investments in 
assets and replacement and capacity expansion.  
 
Government investments favored the road sector, leaving the railway sector on the 
verge of collapse with poor infrastructure, a large maintenance backlog, and 
outdated and non-functioning locomotives and rolling stock. In 2011, the sector’s 
performance improved; however, the sector still needed large-scale upgrade in 

 
1 Team members: K. Ferl (validator) and D. Lucks (evaluator). 
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infrastructure to provide more competitive transport services, which would then 
rebalance the share of rail and road and thereby unburden the overloaded road 
sector. 
 
Given the above, the government of Pakistan requested Asian Development Bank 
(ADB) for assistance in improving and upgrading its railway infrastructure as part of 
implementing Pakistan’s Vision 2025, which highlighted the potential of the Pakistan 
Railways to contribute to an efficient and integrated transportation sector. 
Specifically, an MFF was expected to support the improvement of the ML-1 
(mainline-1) section2 from Lahore to Peshawar through Rawalpindi. The MFF was 
proposed as a suitable financing instrument given the requirements of the longer-
term investment and the broad scope of the upgrade.  
 
The rationale for the TA was to assist in the preparation of an MFF investment 
package, which included the design of tranche projects and the preparation of the 
required due diligence documents. 

 

Results Levels Indicators3 
IED Comment on Evaluability of 

Indicators 
Outcome 
Completed MFF package to 
support GOP to improve the 
Lahore–Peshawar railway 
corridor. 
 

 
Due diligence or feasibility 
assessments for the MFF and 
tranche projects prepared 
 

Evaluable.  

Output 1  
 

Railway sector assessment and 
MFF structuring prepared 
 

Evaluable. 

Output 2 
 
 

Technical feasibility 
assessment, cost estimation, 
engineering designs, and 
procurement packaging 
prepared 
 

Evaluable.  
 
 
 
 

Output 3 
 

Environment and social 
safeguards survey and 
analysis, and validation of 
indigenous people prepared  
 

Evaluable.  

Output 4 
 

Social, poverty and gender 
analysis prepared 
 

Evaluable. 

Output 5 
 

Financial analysis and financial 
management assessment 
prepared 
 

Evaluable. 

Output 6 
 

Economic assessment 
prepared 
 

Evaluable. 

 
2 The ML-1 section is the main corridor and connects Karachi, Lahore, Rawalpindi, and Peshawar along 1,681 

kilometers.  
3 This TA was prepared as a project preparatory technical assistance (PPTA), or currently termed a transaction TA. 

Hence, preparing a design and monitoring framework (DMF) was not required. Consequently, this validation 
assesses the outputs based on the six tasks identified to deliver the TA as culled from the available TA documents. 
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3. PERFORMANCE ASSESSMENT 
 
Relevance   

Item Highly Relevant Relevant Less than Relevant Irrelevant 
TCR Rating     
TCRV Rating     
IED Rationale The TA was aligned with Pakistan’s Vision 2025 strategy, which aimed to modernize 

transport infrastructure in Pakistan. The objective of the TA was also aligned with (i) 
ADB’s country partnership strategy (2015–2019), which aimed to accelerate 
economic development through improving connectivity, productivity and access to 
markets and public services, among others; (ii) ADB’s Strategy 2030, which 
prioritizes investments in infrastructure to ensure sustainable economic progress, 
connecting the poor to markets, and increasing the poor’s access to basic productive 
assets; and (iii) ADB’s Sustainable Transport Initiative, which supports the 
development of accessible, safe, environment-friendly, and affordable transport 
systems in developing Asia and the Pacific.  
 
The development constraint that the TA intended to address was clearly stated and 
the choice of the TA type was appropriate, given the intention to proceed with an 
MFF. However, the government’s decision to finance the Lahore–Peshawar section 
under the China-Pakistan Economic Corridor (CPEC) framework significantly 
decreased the TA’s relevance. Following such decision, the contract under the TA 
was subsequently terminated. As per the documentation for the three TA extensions 
(dated 11 August 2017, 31 August 2018, and 15 September 2020), ADB continued 
to discuss with the government other projects for possible engagement on several 
occasions. This led to the identification of associated tasks to address the immediate 
interests of the MOR. However, these additional tasks and the dialogue did not result 
in any alternative project options at TA completion.  
 
While the TA was relevant at conceptualization, its relevance decreased during 
implementation. As a result, this validation assesses the TA less than relevant. 

 
Effectiveness   

Item Highly Effective Effective Less than Effective Ineffective 
TCR Rating     
TCRV Rating     

Evidence of 
Outputs 
Achieved 

The TA did not achieve any of its key activities and outputs as originally planned 
because of the government’s decision to finance the Lahore–Peshawar section 
under the CPEC framework as part of a large-scale project that aimed to upgrade 
the entire ML-1. The termination of the contract under the TA led to all tasks’ being 
cancelled in relation to the original intent. Nonetheless, the dialogue with the 
Pakistan Railways continued, and short-term consultants were appointed in line with 
the original TA’s intent. 
 
In October 2018, one resource person was engaged and provided technical input on 
the Pakistan Railways rolling stock. 
 
In March 2020, the government requested ADB to support activities related to (i) 
human resources reform planning, (ii) identification of potential private sector 
transactions, and (iii) determination of policy actions to improve Pakistan Railways’ 
financial situation. However, by the time a formal endorsement of this request by the 
government was obtained on 30 September 2020, the MOR had already achieved 
progress on the above items, notably on human resources reform planning; and the 
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National Economic Council had formally approved the ML-1 project for financing 
through CPEC on 5 August 2020. In October 2020, the government approved a new 
railway restructuring revival plan at a cost of about $6.8 billion, but no scope for 
ADB’s participation was identified.  
 

Evidence of 
Outcomes 
Achieved 

The TA did not proceed as planned, and consequently did not achieve its planned 
activities in relation to the outputs, leading to the non-delivery of the target outcome. 

IED Rationale Given that the TA did not achieve its planned outputs and outcome, this validation 
assesses the TA ineffective. 

 
Efficiency   

Item Highly Efficient Efficient Less than Efficient Inefficient 
TCR Rating     
TCRV Rating     

IED Rationale 
 

The TA financing amount was $1,000,000, of which only $65,663 was disbursed, 
resulting in a utilization rate of 6.6%. The low disbursement of funds was linked to 
the government’s decision in 2017 (five months into TA implementation) to finance 
the Lahore–Peshawar section under the CPEC framework as part of a large-scale 
project with the aim to upgrade the entire ML-1.  
 
The TA implementation period was extended three times (for a cumulative extension 
period of 3 years and 5 months) to facilitate a dialogue with the government on 
alternative projects for the Pakistan Railways; hire consultants to support the 
conceptualization of an alternative project; and allow the completion of the work of 
two resource persons who were recruited to support the implementation of the 
Pakistan Railways Strategic Plan (PRSP) and assess policy reforms to improve the 
Pakistan Railways’ productivity and financial sustainability.  However, despite the 
extensions, an agreement for TA restructuring could not be reached. Eventually, the 
TA account was closed on 4 March 2021, and the remaining TA amount ($934,337 
or 93.4% of the total TA amount) was cancelled. 
 
Given the aforementioned, this validation assesses the TA less than efficient. 

 
Criterion Weight Rating Value Weighted Rating 
Relevance 0.35 1 0.35 
Effectiveness 0.35 0 0.00 
Efficiency 0.30 1 0.30 
Overall Assessment 
(weighted average of 
above criteria)4 

1.00  0.65 

 
Overall Rating 

Item Highly Successful Successful Less than Successful Unsuccessful 
TCR Rating     
TCRV Rating     
IED Rationale 
 

The TA supported the government’s Vision 2025 strategy and its aim to improve 
Pakistan’s railway system. However, throughout implementation, the TA’s relevance 

 
4 Each sub-rating is assigned a numerical value:  e.g., highly relevant = 3, relevant = 2, less than relevant = 1, and 

irrelevant = 0. The compound criterion for performance rating is: highly successful (overall weighted average greater 
than 2.30), successful (overall weighted average greater than or equal to 1.65 and less than or equal to 2.30), less 
than successful (overall weighted average greater than or equal to 0.75 and less than 1.65), unsuccessful (overall 
weighted average is less than 0.75). 
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deteriorated due to the government’s decision to finance the Lahore–Peshawar 
section under the CPEC framework. As a result, the TA did not produce its planned 
activities and outputs. Therefore, the TA did not achieve its outcome. Finally, the TA 
only utilized 6.6% of its approved funds.  
 
Given the aforementioned, this validation assesses the TA unsuccessful.  

 
4. SUSTAINABILITY   

Item Highly Likely Likely Less Likely Unlikely NA 
TCR Rating      
TCRV Rating      
IED Rationale 
 

The TA did not produce its planned outputs and outcomes. Also, the TA did not 
result in an ensuing project or program. Therefore, this validation assesses the TA 
unlikely sustainable.  

 
Lessons Learned  

(1-3 implementation, 4-7 development results, 8 others) 
Criteria TCR Self-Assessment5  IED Comment 
1. Design and/or 
planning 

The TA design was relevant at 
conception and fully aligned with the 
country partnership strategy, 2015–
2019. The proposed MFF support 
remains relevant, given the consistent 
infrastructure priorities of the 
government in the railway subsector, 
and the ability of an MFF to support 
major, long-term institutional changes. 
The experience of this TA emphasizes 
the need for improved development 
coordination. It also indicates the 
potential for financing more targeted 
infrastructure or institutional 
interventions to build up capacity, 
potentially by financing policy actions or 
smaller infrastructure components. 

 

This lesson learned is too broad 
and addresses two different 
topics: development coordination 
and capacity building. Therefore, 
two different lessons learned 
based on this TA’s 
implementation experience could 
be: 

1) Development coordination 
is critical to ensuring a 
successful project 
implementation. In this TA, 
the government decided 
that the Lahore–Peshawar 
section would be entirely 
financed under the CPEC 
framework. Better 
coordination might have 
provided an opportunity for 
collaboration and 
remaining engaged. 

2) Financing policy actions or 
smaller infrastructure 
components can positively 
impact capacity building. 

2. Implementation 
and/or delivery 

The main challenge during TA 
implementation was associated with the 
decision on the financing source for the 
ensuing program. The flexible approach 
adopted by ADB to keep the TA open 
and remain responsive to the executive 
agency’s requests for potential scope 

This is a useful lesson learned.  
 
 

 
5  Please select (using a  or other indicator) relevant sub-categories and then supplement with narrative from the 

TCR.  
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Criteria TCR Self-Assessment5  IED Comment 
changes or alternative project proposals 
was appropriate. It is recommended to 
continue providing institutional support to 
assist the identifying reforms and project 
needs, help with project prioritization, 
agree with the government on project-
specific financing sources, and support 
the executing agency with government’s 
project screening and internal approval 
procedures.  

 
3. Management 
(staffing, including 
consultants) 

Procurement and management of 
consultants by ADB was satisfactory, and 
for a project of this scale, it is 
recommended to continue recruiting 
consulting firms for upstream studies. For 
future assistance, it is also recommended 
to engage a national coordinator to 
facilitate interactions between ADB and 
executing and implementing agencies.  

 

Rephrasing into a lesson 
learned: Engaging a national 
coordinator could facilitate 
interactions between ADB and 
the executing and implementing 
agencies. 

4. Knowledge 
building                  

( ) Awareness   
( ) Technical product   
( ) Adoption or uptake 
() Building institutional or system 
capacity 
( ) National or sector practice 
(guidelines) 
( ) Policy, legal standards    
( ) Academic literature   
 

The planned ensuing MFF modality was 
appropriate to support capacity and 
knowledge building, both during 
preparation and implementation. ADB 
also successfully continued to build 
knowledge and assist the government 
on the formulation of the PRSP. The 
proposed revision of the TA scope on 
human resources strategy was relevant 
to short-term needs, but it was no 
longer required by the time the 
government concurrence was granted. 
Knowledge needs remain very 
significant in the sector. Consequently, 
it is recommended that future 
knowledge building activities are (i) 
based on a clear knowledge strategy, 
road map, and implementation priority, 
coordinated by MOR; and (ii) continue 
to expand on institutional reforms of the 
sub-sector.  

The learning that the preparation 
of an MFF can contribute 
towards capacity and knowledge 
building is useful. However, 
more specific evidence of the 
strengthened capacity would 
have been helpful. 
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Criteria TCR Self-Assessment5  IED Comment 
5. Stakeholder 
participation  

After the decision taken at the onset of 
the TA, stakeholder participation for the 
ensuing program was limited to key 
executives of MOR. Frequent turnover of 
counterpart staff also reduced 
institutional memory and limited the 
discussions for TA restructuring.  

 

This is a useful identification of 
the issue faced, but the lesson 
learned is not clearly stated. A 
possible lesson would be: 
Ensuring sufficient stakeholder 
participation throughout 
implementation and establishing 
a mechanism to ensure 
institutional memory despite staff 
turnover are important. 

 

6. Partnership 
(and co-financing)  

( ) Internal to ADB 
() External to ADB (may also include 
ADB) 
 

For future projects, closer upstream 
development coordination with the 
government and development partners 
is recommended to assist with planning 
infrastructure and knowledge building 
interventions. It is also recommended to 
coordinate with the government on the 
identification and prioritization of 
projects that have a clear potential for 
public–private partnership or private 
sector concessions, to ensure adequate 
resources allocation. 
 

This is a useful lesson learned.  
 
 
 
 
 
 

 

7. Replication and 
scaling up 

( ) Replication  
( ) Scaling up    
 

No lessons identified in the TCR. 

8. Post-TA 
financial resources 

( ) ADB   
( ) Government    
( ) Private Sector  
( ) Other 

No lessons identified in the TCR. 

9. Others   
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TCR Quality Assessment (Reviewer’s Assessment) 
 

TCR Quality 
TCRV  

IED Comment HS S LS US 
Coherence of TCR 
(25%) 

    The TCR was coherent and adequately stated the 
TA’s objectives, and the issues encountered 
during implementation. 

Quality of Data 
(25%) 

    The TCR indicated that it did not achieve its 
planned outputs and outcome and the reasons for 
such non-achievement.  

Quality of Lessons 
Learned (50%) 

    The TCR provided a wide range of lessons 
learned that can be beneficial for future TAs in this 
area. 

Overall TCR Quality 
(weighted as per 
performance) 6 

    The TCR provided an adequate overview of TA 
implementation. It was coherent and internally 
consistent and provided a wide range of useful 
lessons learned. 

Further IED Action 
(e.g., in-depth  
evaluation)   

Y N Reason:  

Other Remarks  

 
6 Each sub-rating is assigned a numerical value: e.g., highly satisfactory = 3, satisfactory = 2, less than satisfactory = 

1, and unsatisfactory = 0. The compound criterion for the TCR quality rating is: highly satisfactory (overall weighted 
average greater than 2.30), satisfactory (overall weighted average greater than or equal to 1.65 and less than or 
equal to 2.30), less than satisfactory (overall weighted average greater than or equal to 0.75 and less than 1.65), 
and unsatisfactory (overall weighted average is less than 0.75). 
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Attachment 1: Description of the Technical Assistance 
 
The technical assistance is described in the technical assistance completion report.1 
 
Attachment 2:  Design and Monitoring Framework 
 
The TA did not have a design and monitoring framework in the technical assistance report.2 
This validation assesses the outputs based on the six tasks identified to deliver the TA as 
culled from the available TA documents. 

 
Planned and Actual Achievements of the Technical Assistance 

 
Performance Indicators Planned Actual Reason for Variance 
Outcome 

Completed MMF package 
to support GOP to 
improve the Lahore–
Peshawar railway 
corridor. 

a. Due diligence or 
feasibility 
assessments for 
the MFF and 
tranche projects 
prepared 

 

Not achieved Government’s decision 
to finance the Lahore–
Peshawar section under 
the CPEC framework as 
part of a large-scale 
project with the aim of 
upgrading the entire ML-
1. 

Outputs  
 
Output 1 
 

 

Railway sector 
assessment and 
MFF structuring 
prepared 

 
 

Assessment of 
rolling stock was 
supported. 
 
Policy dialogue 
between ADB and 
MOR on the PRSP 
was facilitated by 
consultants funded 
under the TA.  
 
Both activities were 
undertaken but not 
within the scope 
expected in the 
design. 
 

Output 2 
 
 
 
 
 
 

Technical feasibility 
assessment, cost 
estimation, 
engineering 
designs, and 
procurement 
packaging 

Not achieved 
 
 
 
 
 
 

 
1  Asian Development Bank (ADB). 2021. Technical Assistance Completion Report: Central Asia Regional Economic 

Cooperation Railway. Manila. https://www.adb.org/sites/default/files/project-documents/48416/48416-001-tcr-
en.pdf 

2  ADB. 2016. Technical Assistance for Central Asia Regional Economic Cooperation Railway. Manila. 
https://www.adb.org/sites/default/files/project-document/189873/48416-001-pptar.pdf 
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Output 3 
 
 
 
 
 
 
 
Output 4 
 
 
 
 
Output 5 
 
 
 
 
 
 
 
 
 
 
Output 6 

prepared 

 
Environment and 
social safeguards 
survey and 
analysis, and 
validation of 
indigenous people 
prepared  
 
Social, poverty and 
gender analysis 
prepared 
 
 
Financial analysis 
and financial 
management 
assessment 
prepared 
 

 

 

 
Economic 
assessment 
prepared 
 

 

 
 
 
Not achieved 
 
 
 
 
 
 
 
Not achieved 
 
 
 
 
The activities of 
the consultants 
contributed to 
further discussion 
on the viability of 
PR modernization 
options. Limited 
progress was 
achieved under the 
TA. 
 
Not achieved 

 ADB = Asian Development Bank, CPEC = China-Pakistan Economic Corridor, DMF = Design and Monitoring 
Framework, GOP = Government of Pakistan, MFF = multi-tranche financing facility, ML-1 = Mainline-1, MOR = 
Ministry of Railways, PPTA = project preparatory technical assistance, PR = Pakistan Railway, PRSP = Pakistan 
Railways Strategic Plan, TA = technical assistance, TCR = technical assistance completion report 

 Sources: Asian Development Bank (ADB). 2016. Technical Assistance for Central Asia Regional Economic 
Cooperation Railway. Manila; and ADB. 2021. Technical Assistance Completion Report: Central Asia Regional 
Economic Cooperation Railway. Manila. 
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