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TA Number, Country, and Name:  Amount Approved: $225,000.00 

TA 9494-ARM: Vertical Mobility and Safety Improvement Project  Revised Amount: Not applicable 

Executing Agency:  
Ministry of Economy (MoE) 

 
 

Source of Funding: 
TASF 

Amount Undisbursed: 
$3,254.40 

Amount Used: 
$221,745.60 
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Date:  
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TA Signing         
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2017 
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 Consultant(s): 
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TA Completion Date 
Original:  
12 November 2018 

 
Actual:  
31 May 2019  

   Financial Closing Date 
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29 August 2019 
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30 August 2019 

TRTA 
 

Project preparation TA Arrangement: 
Small-scale TA 
 
42417-013 - MFF - Sustainable Urban 
Development Investment Program - Facility 
Concept 

TRTA: Project preparation 

 

Description  

Yerevan Municipality requested ADB’s support for technical assistance to identify investment needs and financing 
options to renew and upgrade the elevator stock. The TA would put in place a financially and technically sustainable 

arrangement for the operation and maintenance of the elevator stock. It would also explore public–private partnership 

(PPP) option as a potential modality to ensure the outcome is achieved. A detailed technical description of the elevator 
stock had been provided by the implementing agency (IA). 

Most of elevators in the Armenia’s capital city Yerevan were installed in the former Soviet Union period. Despite being 
beyond their useful asset lives, they are still in operation, which create serious risks for the users. With lack of adequate 
maintenance, service interruptions caused by elevator breakdowns were common. In some cases, elevator accidents 
had led to injury and death. In Armenia, all the apartments in multi-apartment buildings belong to private residents. 
The total number of the elevators that need rehabilitation is estimated to 4,239. The common areas of buildings, 
including the roof, the stairs, the elevators, etc., are the commonly shared property of the apartment owners. 

 

Expected Impact, Outcome, and Outputs  

The TA’s expected outcome was an improved elevator infrastructure in the city of Yerevan, leading to more efficient, 
reliable, and safer services of vertical transportation. All the three outputs of the TA have been delivered during the TA 
implementation, namely  (i) technical, financial, economic, and institutional assessment of the current elevator 
infrastructure; (ii) detailed plan for developing and establishing an elevator assets management system which should 
include recommendations for institutional and legal changes, and any other plans required by ADB; (iii) design of one 
pilot elevator’s project, as well as preliminary cost estimate and technical specifications.  

 

Implementation Arrangements  

The project underwent two selections of consulting services since during the first selection there were no responsive 
bids received. After the second successful selection, a memorandum requesting for minor change was approved, 
which included, (i) revising the TA scope, (ii) changing the selection method from quality-and cost-based selection 
(QCBS) to Consultant’s Qualification Selection (CQS) method, and (iii) revising the TA physical completion date. 

A consortium led by IMC Worldwide UK was awarded the consulting contract to identify technical and institutional 
options for upgrading elevator stock in Yerevan.  
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During the inception mission, it became evident that meeting the approved timeline would not be possible. This was 
mainly due to the difficulty of scheduling meetings with homeowner associations, municipal services and local 
authorities, and obtaining relevant data in a timely manner. Time extension of the completion and closing dates was 
approved to allow full achievement of the TA outputs. 

 

Conduct of Activities 

The consultant’s activities included: a. analysis on possible transaction structures, b. survey on due diligence in terms 
of institutional and legal setup, c. economic and financial appraisals, d. survey on existing elevator’s technical, and e. 
quotations from potential vendors.  

The consultant’s final report made a recommendation to develop a so-called Yerevan Elevator Replacement Financing 
Facility, a fund that would blend different sources of financing for the replacement of the stock, to be managed by the 
Yerevan Municipality. All documents were translated into Armenian language and presented to the central and local 
governments. Two workshops were conducted for municipal and central governments. Following the workshops, the 
consultant summarized all the feedback received and incorporated it into the final report with detailed cost and risk 
allocations. 

 

Technical Assistance Assessment Ratings 

Criterion Assessment Rating 

Relevance The TA largely conformed to government priorities and 
ADB strategies at the design stage. The rationale of the 
TA was generally well articulated. During the TA 
implementation, the municipal government was changed 
with changed government priorities, following the Velvet 
Revolution. The government’s new rationale was brought 
forward at the final stakeholder workshop, a time when it 
was impossible to initiate a change of scope or design.  

Less than relevant 

Effectiveness The TA outputs were achieved. The original TA outcome 
was, however, too ambitious to be achieved without an 
ensuing loan as planned. 

Less than effective 

Efficiency The TA utilization ratio is almost 99%. The cost of the TA, 
compared to the possible benefits that the stakeholders 
might gain in the case of applying the solutions 
developed, is significantly low. The TA also underwent 
necessary changes during implementation to ensure 
efficient use of the funds. 

Efficient 

Overall 

Assessment 

1.3 

Due to the relevance challenges faced during the 
implementation, and the ambitious outcome target of 
having the elevator stock improved as a result of the TA, 
the overall rating is thus assessed as “Less than 
successful”. 

Less than successful 

Sustainability 

 

The outputs of the TA were based on the current legal 
and institutional framework of the Republic of Armenia 
and ensured institutional and technical sustainability. The 
proposal of establishing the Yerevan Elevator 
Replacement Financing Facility, however, was not 
adopted by the new Yerevan Municipality due to changes 
in financing and implementation arrangements in 
investment projects.  

Likely sustainable 

 
Lessons Learned and Recommendations 

Design and/or planning The ambitious outcome of the TA would have been achieved if it has been followed 
by an ensuing investment project as planned. Huge investment gap remains. ADB 
stands ready to support the government in finding an alternative solution, whatever 
financing modality will eventually be preferred by the Borrower. 
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Implementation and/or 
delivery 

The implementation of the TA depends on many external parameters outside the 
control of the TA. The main implementation challenges occurred after the Municipal 
government changed. It is advisable to elaborate further opportunities to meet the 

expectations of the main stakeholders involved. 

Management of staff and 
consultants 

After changes of the IA, it had been challenging to meet the new client’s expectation 
based on previously developed Terms of Reference for the consultants. It took quite 
some efforts to ensure effective management of the consultant and the resource 
persons involved.  

Knowledge building The two workshops organized during the implementation covered a huge spectrum of 
complicated challenges in the management of commonly owned private properties. 
The participants benefited from the presentations by the experts and question 
sessions. 

Stakeholder participation Active stakeholder participation has been ensured during the implementation to 
maximize the relevance of the TA outputs. The IA provided all statistical and technical 
data and logistic support. Two workshops were held at Yerevan Municipality premises. 
Representatives from all relevant government agencies shared their ideas. 

Partnership and co-financing Not applicable 

Replication and/or scaling up Following the delivery of the outputs, the government had initiated procurement of 20 
elevators on pilot basis. Having considered the pilot successful, Yerevan Municipality 
announced further procurement of 500 elevators, to be financed from the municipal 

budget. 

Post-TA financial resource The consultant had provided financial forecasts on the recurring monthly payments, 
which would be required to keep the current elevators operational. Total investment 
needed is AMD 88.186 million (approx. $200.0 million) as per consultant’s projection. 
There is a working group established under the decree of Deputy Prime Minister, 
which is to define a feasible project and submit for the government’s approval. 

Other lessons Although the rights and obligations of the building owners and residents are governed 
by the Constitution of the Republic of Armenia, the Civil Code and other legal acts, 
the management of commonly shared property in multi-apartment buildings in 
Yerevan is not effective, since there is a mismatch between the ownership title of the 
assets and the owner’s perception regarding the maintenance obligations. 
Nevertheless, the local government is still willing to improve the commonly owned 
private property through public borrowing. ADB should continue to introduce 
sustainable institutional approaches into solutions developed. 

 

 

Follow-Up Actions:  

While the TA did not fully achieve the intended outcome, it facilitated local government’s commitment in rehabilitation 
of commonly owned property in multi-apartment buildings of Yerevan. As a follow-up of the as following the output 
delivery, it is recommended to continue technical support to local governments. Yerevan Municipality recently sought 
ADB’s further assistance to develop a cost-effective, institutionally, legally, and financially feasible investment model 
based on new assumptions and preferences they came up with after TA completion. Technical support should be help 
project design work and institutional capacity strengthening to support the development agenda. ADB will continue 
dialogues with the government to make best use of this TA’s results in future urban sector operations. 

TA = Technical Assistance 

 

Prepared by:  Vardan Karapetyan      Designation and Division: Senior Project Officer, ARRM 

 

Endorsed by:  Huiping Huang      Designation and Division: PAU Head, ARRM
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TECHNICAL ASSISTANCE COST 

 
Table A2.1: Technical Assistance Cost by Activity 

($’000) 
 

 Amount 

Item Original Revised Actual 

1. Consultants 191.6 191.6 221.7 

2. Goods 000.0 000.0 000.0 

3. Training, seminars and/or conferences 000.0 000.0 000.0 

4. Surveys 000.0 000.0 000.0 

5. Miscellaneous TA administration 12.9 12.9 000.0 

6. Pilot testing 000.0 000.0 000.0 

7. Contingency 20.5 20.5 000.0 

 Total 225.0 225.0 221.7 

Source: Asian Development Bank estimates. 

 
 
 


