
Nuku’alofa Port Upgrade Project (RRP TON 53045-003) 

RISK ASSESSMENT AND RISK MANAGEMENT PLAN 
 

Risk Description Rating Mitigation Measures Responsibility 

Procurement 

Tonga’s geographical isolation may 
deter contractors to bid for the civil 
works component. 

L Market sounding undertaken before the 
civil works tender will ascertain the interest 
of bidders and enhance confidence in the 
bidding process. This will also allow timely 
identification of potentially interested 
specialist subcontractors that are likely to 
be needed by the contractors. 

Government 
(MOI, PMU); 
DDC; ADB 

Abnormally low bids that pose risk 
to the quality and timely delivery of 
the project. 

H Stringent evaluation criteria and provisions 
to handle abnormally low bids and assess 
value for money will be included in the 
tender documents. 

Government 
(MOI, PMU); 
DDC; ADB 

Delays to procurement because of 
insufficient capability and/or 
capacity within the government 
(e.g., resources, technology, skills) 

H The DDC will provide support in all 
procurement activities, such as preparation 
of bidding documents, pre-bid meetings, 
bid evaluation reports, and contract 
negotiations. 

Government 
(MOF, MOI, 
PMU); DDC; 
ADB 

Tonga’s legislation for arbitration is 
basically tied to court proceedings 
and may not provide an 
independent alternative process 
before the courts are involved. Also, 
Tonga is not a signatory to the New 
York Convention on Arbitration. 

L ADB’s standard bidding documents will be 
used. An international arbitration tribunal 
will be stipulated for internationally 
competitive bid contracts. 

Government 
(MOF, MOI, 
PMU) 

Financial Management 

Material deficiencies in accounting 
and financial reporting system, and 
late submission of audited project 
financial statements 

M Training has been provided to MOI on 
ADB’s financial reporting and auditing 
requirements. Review missions will ensure 
that PMU and ADB records are reconciled, 
and audit findings, if any, are adequately 
addressed. The PMU has a dedicated 
project accountant with experience in ADB 
projects. 

Government 
(MOF, MOI, 
PMU); ADB 

Weak capacity of MOI to review and 
validate payment certificates of the 
contractor. 

L A CSC will be appointed to ensure that the 
works are completed in line with the funds 
claimed. 

Government 
(MOF, MOI, 
PMU); CSC 

Potential cost overruns given MOI’s 
lack of experience with large port 
projects 

M Detailed engineering design and cost 
estimates were undertaken by an 
internationally experienced consultant and 
validated by an independent peer reviewer. 
Adequate physical and price contingencies 
to be provided in the cost estimates. The 
PMU has a dedicated project accountant 
with experience in ADB projects. ADB will 
closely monitor utilization of project funds. 

Government 
(MOF, MOI, 
PMU); DDC and 
independent 
peer reviewer; 
ADB 

Payment delays to contractors and 
consultants affect performance and 
project disbursements. 

L Training of MOF, MOI, and PMU staff as 
well as contractors to ensure that 
documentation is properly completed and 
all are aware of requirements. ADB will 
closely monitor that claims are processed 
and paid in timely fashion. 

Government 
(MOF, MOI, 
PMU); ADB 

Governance 

Change in national government and 
implementing agency could delay 
delivery of project benefits to the 
people. 

M MOI is to implement an awareness 
program, assisted by the PMU, to ensure 
that stakeholders and beneficiaries in the 
project area understand the project 
benefits. Regular steering committee 
meetings will keep all parties involved in 
the project fully informed. 

Government 
(MOF, MOI, 
PMU); PAT 

https://lnadbg4.adb.org/sec0066p.nsf/RRPs/53045-003-2?OpenDocument


2 
 

Risk Description Rating Mitigation Measures Responsibility 

Lack of involvement and 
coordination with the port operator, 
PAT 

M PAT will be involved in all technical 
decisions under a technical project 
management committee composed by 
members of MOI, PAT, and PMU. 

Government 
(MOI, PMU); 
PAT 

The executing and implementing 
agencies lack capacity and 
experienced staff to oversee and 
implement large and complex civil 
works. 

H A CSC with international expertise will 
provide support and supervise civil works 
and project implementation. 
The PMU will provide additional support to 
the executing and implementing agencies, 
and oversee the project throughout its 
implementation. 
ADB will field at least 2 review missions 
per year and will hold conference calls with 
the PMU and CSC every 2 weeks. 

Government 
(MOI, PMU); 
CSC 

Potential integrity risks during the 
construction stage 

M A CSC will be appointed to ensure that the 
works are completed in line with the 
contract provisions and contractors’ claims 
are verified. Training and refresher courses 
are to be provided on integrity matters. 

Government 
(MOI, PMU); 
CSC 

Implementation delays because the 
government delays critical decision-
making (e.g., contract signing, 
issuance of notices to proceed, 
contract variations, payments). 

H The PMU housed in MOI will oversee 
overall project implementation. Any 
potential delays are to be reported 
promptly and remedial actions 
recommended. The PMU reports directly to 
the MOI chief executive, who will engage 
other senior-level implementing agencies.  

Government 
(MOF, MOI, 
PMU) 

Financial Sustainability 

Inadequate maintenance leads to 
the degradation of assets. 

S As per the grant agreement, PAT will 
create a separate reserve fund in its 
balance sheet with annual provisions from 
its profits and inform ADB annually of the 
manner in which these reserves have been 
expended.  

PAT  

Post-Implementation Risks 

Residual climate change and 
disaster risks remain after the 
project is implemented. Disruptive 
infrastructure interventions would be 
required, which are uneconomical 
and impractical. 

M An emergency plan for the port is to be 
provided to mitigate the residual risks that 
cannot be managed with structural 
measures. 

Government 
(MOI); PAT 

External Risks 

Slow implementation of plans and 
training because of unexpected 
demands on MOI's and PAT’s 
human resources and turnover of 
trained staff 

H Such risk is uncertain and outside the 
project’s control.  

Government 
(MOF, MOI, 
PMU) 

International safety regulations limit 
vessel and container operations. 

M Such risk is uncertain and outside the 
project’s control but could impact the use 
of the port by larger ships. 

PAT 

Cyclones create disruptions and 
delays during project 
implementation and construction. 

H Such risk is uncertain and outside the 
project’s control but will be mitigated by 
allowing marine works only during the dry 
seasons. 

Government 
(MOI, PMU); 
CSC 

The outbreak of the coronavirus 
disease may delay project 
implementation (mobilization, 
default of potential contractors). 

S Such risk is uncertain and outside the 
project’s control. When possible, 
videoconference meetings will be 
arranged. 

Government 
(MOF, MOI, 
PMU); DDC; 
CSC; ADB 

Overall Project Risk M   

ADB = Asian Development Bank, CSC = construction supervision consultant, DDC = detailed design consultant, H = 
high, L = low, M = moderate, MOF = Ministry of Finance, MOI = Ministry of Infrastructure, PAT = Ports Authority Tonga, 
PMU = project management unit, S = substantial. 
Source: Asian Development Bank. 


