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I. INTRODUCTION 
 
1. With the low performance of ADB-financed projects in Afghanistan in recent years 
culminating in a 8% disbursement ratio and 14% contract awards ratio in 2015 – this paper 
proposes a sequenced set of measures to turn around the portfolio in the short- and medium-
term. Against the backdrop of defined causes for the poor performance, internal measures (i.e. 
measures to be undertaken by ADB) as well as external measures (by ADB’s partners) are laid 
out in this paper. The majority of measures, however, are joint measures to be taken by ADB 
and Government of Afghanistan (GoA) that reflect a mature partnership and a common 
objective to bolster economic growth, strengthen inclusiveness and bring about sustainable 
outcomes. An FCAS (Fragile and Conflict and State) approach addressing cross-cutting issues 
such as procurement, security risks, staffing, capacity development and portfolio administration 
is proposed. 
 
2. Many of the proposed measures will be cost-neutral as they pertain to adjusting existing 
portfolio management approaches to enhance project delivery in Afghanistan. Other measures, 
however, will have budget implications. The paper briefly presents the overarching project 
implementation framework (more details in annex 1), and then discusses project challenges and 
proposed project delivery enhancements topic by topic. Annex 2 provides the problem tree at a 
glance, and annex 3 captures the action plan in its entirety.  
 
3. As of March 2016, ADB’s portfolio investment in Afghanistan comprised 24 active 
projects totaling approximately $2.9 billion financed from ADF loans, ADF grants, Japan Fund 
for Poverty Reduction (JFPR), co-financing, and Afghanistan Infrastructure Trust Fund (AITF) 
grants. Seven out of the 24 projects were rated as “actual problem,” and five were rated as 
“potential problem” according to ADB’s project performance rating criteria, mainly because of 
the low contract awards and disbursements (CAD) performance against projections. Of these, 
12 projects were rated on-track. There were 11 on-going technical assistance (TA) projects 
valued $23.5 million. The target e-ops values for contracts to be awarded and funds to be 
disbursed in 2016 are $339.0 million and $461.0 million, respectively. The expected outcome of 
the actions below is to increase contract awards and disbursement ratios to at least 18% by 
2018. The ratios are below ADB’s targets (currently 26% for contract awards and 22% for 
disbursements), however, these outcome performance indicators reflect a realistic assessment 
of the current potential of the country portfolio. 
 
4. The overall project environment is very similar to other DMCs, including Project 
Management Offices (PMOs) handling project administration, procurement, contract 
management etc. with support of project implementation consultants on behalf of Implementing 
Agencies (IAs, see annex 1 for more details). On behalf of GoA, the Ministry of Finance (MOF) 
oversees the ADB-funded portfolio performance and endorses payments to contractors, 
suppliers, and consultants before ADB processes the withdrawal applications.  
 
5. There are, however, notable differences in the Afghanistan project framework compared 
to other DMCs, such as: 
 

 Security risks limit ADB staff and consultants’ ability to visit some project sites 

 The National Procurement Authority (NPA), acting as the Secretariat for the National 
Procurement Commission (NPC), has authority to review and approve contracts beyond 
$2 million, no matter whether the projects are funded by external or domestic funds. 
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 The Afghanistan Infrastructure Trust Fund, which is managed by ADB and earmarks 
donor contributions for infrastructure sub-sectors, requires significant time and input from 
AFRM staff.  

 ADB finances PMO staff salaries, which in some cases are higher than civil servant 
salaries and will need to be harmonized in the future.  

 Afghanistan receives an exceptional ADF grant allocation, which makes it difficult for 
ADB to slow down project approvals in an attempt to improve the ongoing portfolio. 

 There are only three common working days for Government, AFRM and ADB HQ 
  

 
II. MAJOR ISSUES AND PROPOSED SOLUTIONS 

 
6. In spite of the fairly well-developed project delivery framework, multiple 
challenges hinder efficient project planning and execution in Afghanistan. 
These challenges include slow procurement and security issues; the need to 
augment current AFRM staffing resources and to strengthen PMO capacities; 
lack of project readiness and quality at entry by ADB; and portfolio and 
business processes in need of better alignment with country capacities and 
procedures. 
 
7. This chapter identifies an FCAS approach that includes adjusting 
current practices and capacity development. It cuts across most of the sectors 
that ADB supports in Afghanistan, and clearly identifies actions with timelines 
and responsibilities (Annex 3 for more details).  
 
 
 
 

A. Procurement Delays 
 
8. The average time taken from loan/grant effectiveness to first civil works contract signing 
has been about 20 months for transport sector contracts, and 49 months for six active contracts 
of agriculture/natural resources sector. Long delays also occurred in the energy sector. The 
current average in Afghanistan is three times when compared to the ideal cycle time (preparing 
the tender documents, inviting bids, evaluating bids and announcing bids including ADB 
reviews) of about 10 months. These delays cause slippages of CAD targets and have resulted 
in downgraded performance rating of several projects.  
 
9.  The long procurement processing is mainly due to (i) poor quality bid documents and bid 
evaluation reports (BERs) requiring several revisions; (ii) difficulty to contract and recruit high 
quality international contractors and consultants; (iii) infrastructure bid packaging strategies are 
often centered around large International Competitive Bidding (ICB) and design-build contracts, 
where restrictive financial qualification requirements in ADBs standard bidding documents 
prevent large local firms to compete, and where poor preliminary designs require significant cost 
variations during detailed designs; (iv) bid prices sometimes exceed engineer’s cost estimates 
and re-bidding becomes necessary; (v) absence of procurement service standards and limited 
accountability for delays; (vi) weak procurement and contract management capacity of some 
PMOs; and (vii) inadequate resources at AFRM to provide timely support to IAs particularly on 
procurement matters. Many of these issues are systemic across sectors and hence require 
more substantive remedial measures instead of conventional follow-up. 
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10. Procurement delays could be curbed by giving local 
contractors a bigger role by reviewing existing National 
Competitive Bidding (NCB) thresholds as well as financial 
bid qualification requirements to widen pool of experienced 
domestic firms. This FCAS strategy could be reviewed as 
part of the forthcoming Procurement Risk Assessment that 
will map the capacity of national contractors, and be 
complemented by a Business Opportunity Fair in Kabul to 
seek feedback from the domestic industries.  
 
11. In some projects, ADB could recruit project 
implementation consultants with IA participation in the 
selection process and IAs signing the contracts. For large 
contracts, IA bid evaluation committees could meet in 
AFRM to carry out the evaluations with AFRM support as a 
measure to speed up government’s review time. 
Underpinning these measures is the need to develop and 
monitor procurement service standard times. AFRM will 
deepen is engagement with NPC to better understand its 
service time standards and propose measures to streamline 
NPC reviews    
 
 

B. Security during Construction 
 
12. Whereas some parts of the country allow relatively 
unrestricted project administration mission travels, other 
parts of Afghanistan are facing an ongoing insurgency and security concerns, which hamper 
smooth project implementation. Even in Kabul, security remains precarious. Project consultants, 
AFRM staff and even government counterparts often cannot go to some sensitive project sites, 
hence the IAs/PMOs are often not supported by ADB staff and consultants when dealing with 
contractors in the field. This situation is exacerbated by difficult travel conditions even to secure 
locations. This weakens the needed support for effective contract management and project 
implementation issues, and sometimes may lead to interference and collusion among ministries, 
local officials and contractors, slow project progress, or lower construction quality. Increasing 
ADB staff and consultant’s ability to visit the field for project reviews should be a priority, in 
insecure areas in particular. 
 
13.  The current government has allowed greater flexibility for project security options 
including local police units, the Afghan National Army, the Afghan Public Protection Force 
(APPF), or the local community. Selection and management of security providers, primarily 
APPF, has sometimes been done by the respective IA, which often results in ineffective security 
and unaccountable expenditures. Contractors may be put in a situation where there is 
ineffective security and thus delayed works. As an example, this was a significant factor in 
contract disputes for an ongoing ADB-funded National Ring Road Project. It has generally 
worked better when security is managed by and accountable to the contractor, however, 
presently several contractors and consultants do not have professional security advisors to 
assess security risks and mitigation measures, and security incidents continue to impede project 
progress in several areas. 
 

Box 1 Procurement Measures 

Ease bid financial requirements to attract 
national firms (lower Average Annual Turnover 
from 2 to 1; and lower similar contracts from 
80% to 60%) for transport/ANR 

Raise NCB threshold from $5m to $10m to 
benefit transport/ANR 

For transport/ANR: ICB with sliced lots for local 
firms.  

OSFMD to advance procurement risk assessment 
to 2016 

Kabul Business Opportunities Fair, including 
contractor training seminars for preparation of 
bids and procurement rules, with Contractor’s 
Association/World Bank/OSFMD in 2016 

Joint ADB/WB meeting with NPA/NPC to address 
bottlenecks and service standards 

Propose NPC changes: Lowering NPC thresholds; 
on procurement and contract variations as well 
as no-cost time extensions 

Appoint an NPC focal point looking out for ADB 
contracts and providing capacity development 

Roll out procurement and withdrawal application 
service standards for PMOs, EA, MOF and ADB 

ADB to offer processing grant implementation 
consulting firm recruitment to expedite 
recruitment 

IA bid evaluation committee meets in AFRM for 
packages >$40m 

Payments: MOF to hire a consultant to help 
expedite allotments and withdrawal applications 
as well as track payments though the submission 
cycle 
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14.  There is also uncertainty about the actual security threats and provision of security 
services in many projects, which in some cases could lead to collusion between contractors and 
security providers for variation orders to increase security funding. Engagement of a risk 
management firm to provide advice and, importantly, to audit the security situation at the sites 
would be useful. As an example, the World Bank and USAID are using independent monitoring 
firms to support project administration and to assess security conditions on the ground. Greater 
use of local contractors may be another option to resolve problems more expeditiously, since 
they have a greater ability to help solve security issues with local communities. These issues 
should be discussed and confirmed with GoA.  
 
15. Due to the security situation, ADB’s approach has been to prepare large contracts to 
mitigate risks. It has been assumed that large international contractors can (i) arrange for their 
‘own’ security through sub-contractors; (ii) provide economies of scale in construction; and (iii) 
lower the costs of contract management and implementation supervision. But the evidence to 
date has shown that some large contractors are unable to 
deliver these benefits due to the FCAS situation. Hence, 
smaller contract packages to be executed by national 
contractors, who can easily deploy local community 
representatives to provide security, may be a more 
appropriate approach. In most cases, it is Afghan firms 
who are subcontracted to do much of the work anyway.  
 
16. A complementary measure is to increase the use of 
joint-ventures (JV) between international local contractors, 
especially when contracts are supposed to be executed in 
insecure sites. In some cases, the local JV partner would 
be responsible for site work in insecure locations, or have 
expanded responsibilities under the lead international 
contractor. This approach would help to develop local 
contractor’s capacity and help ease execution of ICB 
contracts for international contractors. Another measure 
would be to make pre-bid site visits mandatory to ensure 
that contractors can take into account more precise 
security costs in their bids, thus help curb inflated security 
amounts in the provisional sums. OSFMD will prepare a 
country procurement risk assessment to assess local 
capacities for taking on more contractual responsibilities. 
 
 

C. Staffing Issues 
 
17. There is a need to strengthen AFRM’s procurement and contract management systems. 
ADB should outpost an international procurement specialist from OSFMD to AFRM as well as 
recruit a national procurement officer (NPO) to assist IAs with procurement and provide 
guidance at the contract development stage and during contract execution. An additional two 
procurement consultants could be recruited by AFRM. These specialists could review IA draft 
bidding documents and BERs in advance before the formal submission to ADB. This could save 
several months by IAs and ADB and eventually ensure IA and ADB adherence to procurement 
service standards. AFRM procurement staff should also work directly with IAs to help develop 
capacity. AFRM should also post a local consultant in the NPA/NPC to track ADB procurement, 

Box 2: Security Measures 

PMOs to ensure that Engineers closely monitor 
the security risks and immediately report events 
that have or will affect the works and the 
schedule, as has been the practice in the transport 
sector 

Review all PMO job descriptions to ensure that 
they are responsible for undertaking frequent site 
visits, also to insecure location, as has been the 
practice in the transport sector 

Bid docs and TORs should stipulate that all 
contractors and consultants must depute 
professional security advisors for all ongoing 
contracts where there are serious security 
problems 

The Contractor's contract with security providers 
should clearly spell out the obligations of each 
party such as the type of weapons, provision of 
uniform, food etc. 

Recruit a risk management firm to help with 
planning security measures as well as auditing  
project progress and security-related payments 

For upcoming contracts in insecure locations: 
Mandatory JV arrangements with national civil 
works contractors could be included in the bidding 
documents, on a case-by-case basis 

Mandatory pre-bid site-visits to allow contractors 
to assess security costs, when sites include 
insecure areas 
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provide immediate information to AFRM and IA procurement staff regarding needed actions, 
and help develop capacity and speed up decision-making in NPA/NPC. 
 
18. ADB should empower the outposted OSFMD staff to clear all internal memos relating to 
changes in projects (scope, implementation arrangements, variations etc.) and review draft 
Procurement Committee papers within an established timeframe. In addition, there are only 
three working days of the week (Monday to Wednesday) in common between Afghanistan and 
HQ with only 4.5 hours daily due to the time difference. With the outposting of procurement staff 
at AFRM, IAs would benefit with much more time each week. Furthermore, due to the presence 
of a NPO, there would be no discontinuity of such support to IAs in the absence of IS staff on 
exceptional leave or on annual/home leave. 
 
19. It is also recommended that a local consultant should be hired to work full time in the 
Ministry of Finance to ensure that withdrawal applications move in a timely manner. The 
consultant would follow-up on all ADB contracts and payments, and be in contact with the 
contractor, the supervision engineer, and PMOs to track progress from initiation of payments 
from a contractor or consultant to the time withdrawal applications are processed and payments 
made by ADB or GoA. Service standards would be developed to support this exercise. The 
consultant would also alert ADB staff to any obstacles or problems with submissions or 
approvals of payments by IAs and MOF.  
 
20. ADB should undertake a detailed work force/work load analysis for AFRM to determine 
additional RM positions to enhance project delivery. The staff analysis will take an FCAS 
approach and assess the ability of International Staff (IS) to travel to insecure project sites. This 
will help generate the appropriate mix of IS and National Staff (NS) needed to improve the 
portfolio. Additional Project Analysts, who are not necessarily tied to a particular sector, would 
also be beneficial to relieve NS from undertaking analyst work. The need for a contract 
management consultant (on a retainer contract) would be covered by this analysis as well.  
 
21. In addition, AFRM’s portfolio is very large, yet generally only has one IS as the lead for 
each sector (currently there is not even an AFRM international staff for the ANR sector). Given 
the exceptional leave schedules, additional IS should be assigned to AFRM or the Afghanistan 
program to provide the needed support for redundancy, administration and processing. Until this 
is done the frequency of HQ missions to Afghanistan needs to be increased significantly, 
importantly to lead sustained sector portfolio dialogue with GoA. 
 
22. Currently, projects and TAs are only partially delegated to AFRM. Full project delegation 
to AFRM for certain sectors should be pursued since most of the Afghanistan portfolio is 
handled by AFRM IS and NS. CWRDs Joint Venture approach could be revisited to foster more 
expedient client responsiveness for administration with a greater role for the RM; to strengthen 
team work; and to enhance AFRM responsibilities and accountability in portfolio management. It 
is not anticipated that this would diminish ADB sector coordination.  
 
 

D. PMO Capacities 
 
23. PMO improvements are necessary to execute timely and effective project 
implementation. PMO vacancies and staff turnover; lack of experience in managing contractors, 
engineers and consultants; as well as quality control of tender documents, contract variations 
and BERs continue to be implementation constraints. Some ADB staff and consultants cannot 
undertake frequent mission travel to project areas due to insecurity. This challenge puts a 
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greater onus on PMOs to manage project implementation, but with more limited support than 
ADB would normally provide in other DMCs.  
 
24. Effective measures to improve PMO performance have been initiated recently by ADB in 
the transport sector. This included working with the Ministry of Public Works to remove 
ineffective key PMO staff/consultants, and to adhere strictly to merit based appointments 
selected by a joint panel of the Ministry and ADB. Job descriptions/TORs were reviewed and 
updated, and a number of national staff was replaced, and additional new positions for both 
national and international staff were added. PMO performance metrics should be developed; 
performance of PMOs staff should be critically reviewed by ADB and GoA on an annual basis; 
and contracts should be structured such that non-performing PMO staff can easily be removed. 
ADB only finances one PMO each in the Ministry of Public Works and the State Energy Utility 
Company, which also helps improve interaction and performance. This model will be adopted in 
the ANR sector as well, where three ministries serve as IAs and have multiple PMOs dedicated 
to specific projects.  
 
25. To strengthen long-term PMO capacity 
development, ADB could spearhead development of 
Government-led Standard Operating Procedures (SOPs) on 
project administration, procurement and financial 
management. These SOPs would be the basis for PMO 
staff accreditation programs (e.g. on procurement) that 
could help build a cadre of PMO professionals in certain 
sectors, and who could easily move from project to project 
as these are added to the portfolio. 

 
26. Whilst some PMO improvements have been made, 
PMOs still need to ensure that Engineers are instructed to 
carry out preconstruction and site meetings, and strictly 
adhere to the contract conditions, particularly regarding rate 
of progress. The PMO should ensure that Engineers submit 
monthly progress reports to the PMOs and ADB indicating 
the rate of schedule adherence. Engineers should also be 
more forceful in issuing "notice to correct" letters to 
delinquent contractors. Dispute Boards should be set up for 
projects, and IA commitments to establish these should be 
part of the No Objection Letter procedure by ADB.  

 
 

E. Project Preparation and Design 
 
27. Due to difficulties in accessing insecure areas during project preparation, the feasibility 
level technical designs are often only based on preliminary surveys and inadequate technical 
investigations. As such, major changes and variations arise during the detailed design. For 
Design-Build or turnkey contracts, project layouts often undergo major changes such as road 
alignments, BOQs and cost estimates. Lengthy IA and NPA/NPC approvals for contract 
variations and price adjustments, project extensions and cost overruns are often the 
consequence.  
 
28. Advance detailed designs through the Project Design Advance modality, Project 
Preparation TA Grants and Multitranche Financing Facilities (MFFs) will help prepare sound 

Box 3: PMO Measures 

RM to review PMO director and key personnel 
TORs to make these positions performance 
oriented and linked to CAD achievements. An 
annual performance review should take place 
and contracts structured, so that PMO staff can 
be replaced based on performance. 

ADB to be member in PMO staff selection 
committees, as is common practice in transport 
sector 

AFRM write letter to PMOs requesting 100% 
filled vacancies and develop service standards 
for filling vacancies. 

ADB to supplement PMO capacities with third 
party monitoring of project sites. 

For ANR projects: Merge PMOs in each ministry 

Work with World Bank to pursue PMO 
integration into IAs on same salary scale. Fund 
the transition through CDTA 

Explore with GoA and WB the development of 
Standard Operating Procedures governing 
project administration, procurement and 
financial management for ODA-funded projects 
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technical designs and construction drawings, actual cost estimates, and minimum contingencies 
due to reduced uncertainties and timely award and completion of contracts. Much of AFRM’s 
portfolio is under the MFF modality, however, sometimes design facilities were not incorporated 
into the first tranche of MFF’s, and design build contract modality was still used for subsequent 
tranches. Design-Build contracts have generally not worked well and should be discontinued in 
favor of separate design and construction packages. 

 
29. More broadly, the following concrete measures should be adopted for the Afghanistan 
portfolio and be strengthened department-wide: (i) project management consulting readiness by 
ADB Staff Review Meeting (SRM)/Management Review Meeting MRM (Milestone: Expression 
of Interest is floated); (ii) design readiness by SRM/MRM (Milestone: Detailed Engineering 
Designs are completed); (iii) procurement readiness prior to grant negotiations (Milestone: 
Invitation for Bid is advertised), and (iv) ADB’s Regional Technical Assistance for strengthening 
procurement will increase its budget by $500,000 to provide additional procurement and 
contract management support to Afghanistan. 
 
 

F.  Project and Portfolio Management 
 
30. Recently, a number of initiatives by AFRM have been tested to enhance project delivery. 
As an example, AFRM is assisting its PMOs in preparing procurement activity tracking sheets 
for monitoring and reporting procurement progress, but the process needs to be strengthened. 
In the Agriculture Natural Resources sector, AFRM has successfully encouraged IAs to arrange 
monthly or quarterly meetings between different donor-funded PMOs to share experiences and 
lessons. Also, in the transport sector international contracts and resettlements specialists have 
been engaged in the PMO to take care of bid preparation, contract management and land 
acquisition/resettlement. In addition, an international highway design specialist will be mobilized 
this year to help ensure the quality of engineering designs. 
 
31. In the ANR sector, PMOs are now requiring designers to prepare detailed construction 
programs, with detailed allowances for time and costs for security and natural disaster risks. 
AFRM has also set up an Interim Payment Certificate/Withdrawal Application tracking system 
for all PMOs. AFRM needs to monitor these activities closely to assess their impact as well as to 
see how they can be improved. This would also be the responsibility of the staff member hired 
in MOF to track payments.  

 
32. AFRM will increase communication between the PAU and the HQ/RM sector teams 
significantly, accurately document detailed project progress and required actions for delivery, 
maintain a rolling time-bound action plan, and enhance internal ADB accountability for portfolio 
delivery. These actions will be coordinated with the sector divisions and will require at least bi-
weekly meetings internally at AFRM. The quality of reporting and accountability to follow-up with 
the time bound action plans also needs significant improvements. 

 
33. Whilst AFRM sector teams are frequently engaging with the IAs/PMOs, this is usually for 
singular project specific issues only, and not to systemically review the entire sector portfolio. 
Sector portfolio review meetings with PAU participation need to be strengthened on a regular 
basis (at least monthly, preferably bi-monthly) to identify problems, to propose solutions, and to 
update time bound action plans. In addition, it would also be useful for sector teams, the PAU 
and the IAs/PMOs to jointly meet with the contractors, consultants, and Engineers quarterly to 
discuss implementation constraints and to jointly identify and address project specific and 
systemic problems. ADB has also agreed with MOF that there would be monthly meetings with 



9 
 

 

the Directorate of Aid Management and the Minister or Deputy Minister of Finance to discuss 
portfolio problems, where MOF assistance could help achieve resolution. The AFRM PAU 
needs to ensure these meetings take place on a regular basis. 
 
34. AFRM will also strengthen current portfolio management practices by vigorously 
cancelling non-moving un-contracted packages that do not impact project outcomes (portfolio 
spring cleaning). This will instantly improve the contract awards and disbursement ratios. 
Tightening up on project extensions is another priority in order to reduce the age of the portfolio. 
Currently the Afghanistan portfolio is 5 years old, which is about 50% older than ADB/CWRD’s 
average. The age is a key factor for the low contract awards and disbursement ratios. 
Disbursement-related measures will also be taken by cancelling project savings with CTL no 
later than September of each year. This will help boost the disbursement ratio for the following 
year, since timely cancellation will reduce the stock of undisbursed funds. 

 
35. Pipeline programming will also be reviewed to 
ensure that ADB provides practical financing modalities. 
Given the long delays on traditional investment projects 
and MFFs, ADB and Government may explore reform-
oriented financing modalities in the transport and energy 
sectors. Whilst the MFF modality is still the preferred 
modality for the portfolio, there may be need to explore 
how to better utilize it. At the same time, ADB will also 
review the current AITF implementation arrangements and 
align these better with donor preferences for bilateral 
project co-financing agreements.  
 
36. These actions as well as broader portfolio 
management issues can be explored by ADB and – to 
some extent – by deepening ADBs partnership with World 
Bank in joint annual Country Portfolio Reviews (CPRs). 
Joint reviews have proven to be an effective instrument in 
many DMCs to work with governments to enhance reform-
oriented portfolio management measures, and ADB will 
pursue this partnership starting with the 2017 CPR. The 
joint review could also explore the need for Government 
Standard Operating Procedures (SOPs) on project 
administration, procurement and financial management. 

 
37. Finally, ADB and MOF agree that the recommendations from this paper would be shared 
in an MOU with MOF, outlining the responsibilities and GoA’s commitment to work with ADB to 
improve portfolio performance. To move this forward, many of the recommendations from this 
paper will be included in the Background Paper for the County Portfolio Review Mission (CPRM) 
with the wrap-up meeting expected in July 2016. ADB will also seek participation from the NPC 
and the Afghanistan President’s Office in the CPRM. The CPRM and the associated MOU will 
provide the opportunity for ADB and GoA to agree on the portfolio enhancement measures, 
targets, and monitoring indicators with the goal to see marked improvement starting in 2016. 
 
 
 
 
 

Box 4: Portfolio Measures 

Cancel non-moving un-contracted packages that 
do not impact project outcomes (portfolio spring 
cleaning) 

To the extent possible avoid new major 
procurement and consultancy packages during 
project extensions 

Project savings are officially cancelled with CTL no 
later than 30 September 2016 

Roll out CTLs Client Portal for Disbursement (CPD) 
to speed up disbursements 

Joint CPRM with WB as of 2017 

Review lessons learned of MFF application for 
Afghanistan 

Start Joint Country Portfolio Performance Reviews 
with the World Bank  Country Office 

Explore with GoA and WB the development of 
Standard Operating Procedures governing project 
administration, procurement and financial 
management for ODA-funded projects 

Revisit JV model and pilot full delegation of 
authority in certain sectors to AFRM upon 
completion of a work load/work force analysis 

Review current AITF implementation 
arrangements and align more with donor 
preferences for bilateral project co-financing 
agreements 
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IV. Conclusions 

 
38. The problem tree identified several systemic portfolio problems, including slow 
procurement, lack of security, weak IA/PMO capacities, inadequate AFRM staffing and lack of 
project readiness. An FCAS approach is needed to turn around the portfolio. The paper 
recommends a new FCAS procurement strategy, including more use of split procurement 
packaging and widening the pool of qualified local contractors to help deal with security issues. 
This will benefit international contractors as well. Design-Build contracts will be discarded in 
favor of distinct design and construction packages, which will also help improve project 
readiness. Mandatory joint-ventures between international and local contractors will be 
considered on a case-by-case basis, in particular when contract implementation sites are 
located in insecure areas, which international contractors have difficulties to access. ADB 
should continue to support infrastructure projects in Afghanistan by mitigating the risks through 
implementation of the action plan (annex 3).  
 
39. AFRM will take a more hands-on approach in selecting and monitoring the performance 
of PMOs. Whilst AFRM needs more staffing on procurement, contract management and project 
implementation, government agencies such as NPA/NPC and MOF also need to be augmented 
with consultants to help push ADB-funded contracts and withdrawal applications. Standard 
service times will be developed by AFRM and government, and monitored by AFRM. 
Engagement of a security risk management firm to provide advice and, importantly, to audit the 
security situation at the sites would be useful. Also, more project delegation to AFRM should be 
considered based on an in-depth assessment of AFRMs staffing capacity and provision of 
additional procurement staff. 

 
40. During the 2016 CPRM AFRM and GoA could discuss development of Standard 
Operating Procedures on project administration, procurement and financial management. These 
will capture best practices and should be supported by an MOF decree to effectively implement 
to SOPs. Several DMCs with weak IA capacities and relatively dependent on large ODA inflows 
successfully developed SOPs earlier in the decade to help chart a path towards sustained 
capacity development. The FCAS approach will be discussed with GoA during the 2016 CPRM 
and a CPRM MoU will be signed. 

 
 



 

 

Annex 3: Action Plan 
 

Issue Measure 2016 
To start 
in 2017 

Responsibility 

Procurement 
Strategy 

Ease bid financial requirements to attract national 
firms (lower Average Annual Turnover from 2 to 1; 
and lower similar contracts from 80% to 60%) for 
transport/ANR 

X    OSFMD 

Raise NCB threshold from $5m to $10m to benefit 
transport/ANR 

 X   OSFMD 

For transport/ANR: ICB with sliced lots for local 
firms.  

X   
Sector 

divisions/IA 

OSFMD to advance procurement risk assessment to 
2016 

 X   OSFMD 

Kabul Business Opportunities Fair, including 
contractor training seminars for preparation of bids 
and procurement rules, with Contractor’s 
Association/World Bank/OSFMD in 2016 

 X   OSFMD/AFRM 

Timeliness and 
Capacity 

Joint ADB/WB meeting with NPA/NPC to address 
bottlenecks and service standards 

 X   AFRM 

Propose NPC changes: Lowering NPC thresholds; 
on procurement and contract variations as well as 
no-cost time extensions 

 X   AFRM 

Appoint an NPC focal point looking out for ADB 
contracts and providing capacity development 

 X   AFRM 

Roll out procurement and withdrawal application 
service standards for PMOs, EA, MOF and ADB 

 X   AFRM/MOF 

ADB to offer processing grant implementation 
consulting firm recruitment to expedite recruitment 

X   
AFRM/Sector 

divisions 

IA bid evaluation committee meets in AFRM for 
packages >$40m 

X   AFRM/IAs 

Payments: MOF to hire a consultant to help (i) 
expedite allotments and withdrawal applications; (ii) 
track payments though the submission cycle; and 
(iii) monitor service standards 

 
X MOF 

Security 

PMOs to ensure that Engineers closely monitor the 
security risks and immediately report events that 
have or will affect the works and the schedule, as 
has been the practice in the transport sector 

X   PMO 

Review all PMO job descriptions to ensure that they 
are responsible for undertaking frequent site visits, 
also to insecure location, as has been the practice in 
the transport sector 

 X   AFRM 

Bid docs and TORs should stipulate that all 
contractors and consultants must depute 
professional security advisors for all ongoing 
contracts where there are serious security problems 

X   
Sector 

divisions/PMO 

The Contractor's contract with security providers 
should clearly spell out the obligations of each party 
such as the type of weapons, provision of uniform, 
food etc. 

X   
Sector 

divisions/PMO 

Recruit a risk management firm to help with 
planning security measures as well as auditing  
project progress and security-related payments 

 X AFRM/IAs 

For upcoming contracts in insecure locations: 
Mandatory JV arrangements with national civil 
works contractors could be included in the bidding 
documents, on a case-by-case basis 

 X 
Sector 

divisions/IA 

Mandatory pre-bid site-visits to allow contractors to 
assess security costs, when sites include insecure 
areas 

 X 
Sector 

divisions/IA 



 
 

 

Issue Measure 2016 
To start 
in 2017 

Responsibility 

PMOs 

RM to review PMO director and key personnel 
TORs to make these positions performance oriented 
and linked to CAD achievements. An annual 
performance review should take place and contracts 
structured, so that PMO staff can be replaced based 
on performance. 

 X   AFRM 

ADB to be member in PMO staff selection 
committees, as is common practice in transport 
sector 

  X AFRM/IA 

AFRM write letter to PMOs requesting 100% filled 
vacancies and develop service standards for filling 
vacancies. 

 X   AFRM 

ADB to supplement PMO capacities with third party 
monitoring of project sites. 

  X AFRM 

For ANR projects: Merge PMOs in each ministry   X AFRM/IA 

Work with World Bank to pursue PMO integration 
into IAs on same salary scale. Fund the transition 
through CDTA 

  X AFRM/MOF 

Explore with GoA and WB the development of 
Standard Operating Procedures governing project 
administration, procurement and financial 
management for ODA-funded projects 

 X AFRM 

Portfolio 
management 
and staffing 

Cancel non-moving un-contracted packages that do 
not impact project outcomes (portfolio spring 
cleaning) 

 X   AFRM/MOF 

To the extent possible avoid new major procurement 
and consultancy packages during project extensions 

X   All 

Project savings are officially cancelled with CTL no 
later than 30 September 2016 

 X   AFRM 

Roll out CTLs Client Portal for Disbursement (CPD) 
to speed up disbursements  

X  CTL 

Joint CPRM with WB as of 2017   X AFRM/MOF 

Review lessons learned of MFF application for 
Afghanistan 

  X 
AFRM/Sector 
divisions/MOF 

Start Joint Country Portfolio Performance Reviews 
with the World Bank  Country Office 

 X AFRM/MOF 

Revisit JV model and pilot full delegation of authority 
in certain sectors to AFRM upon completion of a 
work load/work force analysis 

 
X  CWRD 

Recruit 1 NPO, 2 procurement consultants and 1 
contract management consultant for AFRM (staff 
consultancies) 

X  CWRD/AFRM 

Outpost 1 OSFMD specialist to AFRM  X OSFMD 

Review current AITF implementation arrangements 
and align more with donor preferences for bilateral 
project co-financing agreements 

  X AFRM/OCO 

 


