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Description 
In 2011 the Federated States of Micronesia (FSM) exhibited characteristics of a fragile state with limited capacity 
and governance systems to plan and manage the implementation of infrastructure projects, such as power, 
transportation, and communications, that were necessary to support economic development. Despite these 
constraints, the government was committed to implement its Infrastructure Development Plan 2004–2023 which 
highlighted the need for a high level of program management, technical skills, and financial and reporting skills to 
effectively support infrastructure project execution. The technical assistance (TA) supported the FSM state utilities 
of Yap, Pohnpei, Kosrae, and Chuuk to develop systems and procedures for project planning, design, and 
management of the projects; and to build capacity in the Department of Transportation, Communications and 
Infrastructure (DTCI) to plan, design, and oversee project execution. 
 
Expected Impact, Outcome, and Outputs 
The expected impact of the TA was that FSM states receive adequate support from the National Government to 
execute infrastructure investment projects. The TA outcome was improved capacity of DTCI to plan and oversee the 
execution of infrastructure projects. The two expected outputs were (i) systems and procedures for project planning, 
design, and management agreed upon by DTCI and state utilities; and (ii) DTCI staff resources secured with the 
necessary knowledge and skills to plan, design, and oversee project execution. 
 
Delivery of Inputs and Conduct of Activities 
Initially, the TA was formulated to have 24 person-months of international consultants hired on an individual 
consultant basis with expertise in institutional strengthening and infrastructure management. Four international 
consultants (28.18 person-months) were hired: (i) a Team Leader/Project Management Specialist, (ii) an 
Infrastructure/Asset Management Specialist, (iii) an Economic Infrastructure Specialist, and (iv) a Social 
Infrastructure Specialist. Their contracts were awarded in November 2012, August 2013, April 2014 and July 2014.  
 
In the review missions in November 2013 and March 2014, it was found that the progress towards delivering the 
TA’s outputs was moving slowly with only a few activities thus far completed, namely: (i) project management 
training for DTCI and to state government agencies in Chuuk, Kosrae and Yap, (ii) standard contract and 
specifications for FSM infrastructure projects, (iii) mentoring of DTCI personnel, (iv) preliminary design of a DTCI 
document management system. The TA implementation delays were mainly caused by the poor team dynamics 
among the individual consultants, that were aggravated by the early termination of the Infrastructure/Asset 
Management Specialist’s contract in December 2013, requested by the executing agency due to his poor 
performance; and the delay in recruiting a replacement. The first phase of the TA was completed in September 
2014.  
 
The performance of one consultant was rated excellent, the other three consultants were rated satisfactory. The 
overall team structure was not managed efficiently and inputs from the team members were delayed and not well 
coordinated. The Government requested further related support in August 2014 to strengthen the frameworks for 
investment prioritization and selection of infrastructure projects at the state and national levels and to update the 
FSM Infrastructure Development Plan. A major change in scope and implementation arrangements was approved in 
September 2014, including a 10-month TA extension and an increase in the TA amount of $550,000. For these 
activities, the consulting inputs were provided by a firm, with four international consultants (16.06 person-months) 
being mobilized: (i) a Team Leader, (ii) an Economic Infrastructure Specialist, (iii) a Social Infrastructure Specialist, 
and (iv) Institutional Specialist. The contract was awarded in February 2015. The firm needed to replace both the 
Team Leader and the Economic Infrastructure Specialist. Despite these events, the firm was very efficient in 
assessing the existing institutional arrangements for the delivery of infrastructures at the state and national levels 
and recommending frameworks to expedite the delivery and quality of infrastructure. The performance of the 
consulting firm was rated excellent, with the TA outputs delivered with high quality and ahead of agreed schedule, 
including the update of the FSM Infrastructure Development Plan. 
 
The performance of the implementing agency was satisfactory. Although the capacity and resources of the 
implementing agency were limited, they contributed to the smooth implementation of the TA including the 
coordination among the relevant government agencies, and organization of the training programs. ADB’s 
performance in terms of TA administration was challenging in the first phase, due to the time spent managing the 
poor performance of the individual consultants, but this improved in the second phase when ADB engaged a firm 
and managed to devote more attention to providing guidance on the TA technical content. 
 



 
 

Evaluation of Outputs and Achievement of Outcome 
Output 1: systems and procedures for project planning, design, and management implemented. The original target 
was DTCI and state utilities agree upon at least four key systems and procedures for project planning, design and 
management. The output was achieved, with the delivery of seven key systems and procedures: (i) the DTCI project 
and contract management manual, (ii) the DTCI management information system, (iii) the DTCI procurement 
manual (in compliance with FSM procurement legislation), (iv) a construction quality control manual, (v) the DTCI 
environmental management plan manual, (vi) the DTCI climate change adaptation manual, and (vii) the DTCI 
document management system. 
 
Output 2: DTCI staff knowledge and skills improved. The original targets were: (i) 85% of DTCI staff members 
received 5 days of training per quarter, representing at least two training programs per quarter, (ii) 80% of staff pass 
final exam, and (iii) document management system operating effectively and updated weekly. This output was 
achieved with the strengthening of DTCI staff capacity in project management, contract management and 
procurement. The DTCI document management system was also effectively implemented and updated. 
 
Due to the Government’s request for additional support, an additional output for the TA was included: FSM 
Infrastructure Development Plan (IDP) updated. This output was fully achieved, providing the strategy to deliver 
infrastructures over the next 10 years, addressing investment prioritization and prioritization processes, institutional 
arrangements for effective delivery of infrastructures and financing options resulting in the unfreezing of more than 
$100 million of Compact Infrastructure grant funds.1 
 
Outcome: DTCI will have improved capacity to plan and oversee the execution of infrastructure projects. The 
original target included an increase in the annual approved project implementation plans prepared by DTCI from 15 
to 25. The original target was achieved with DCTI preparing 35 project implementation plans in 2016 and 57 in 
2017. However, funding for these projects was not approved by the Joint Economic Management Committee (as 
required under the Compact of Free Association Amendments Act (2003)). 
 
Overall Assessment and Rating  
The TA is rated successful. The TA was relevant as it is fully in line with the national and state government’s 
development priority and ADB’s strategy for FSM. Further, the TA delivered the update of the FSM Infrastructure 
Development Plan which resulted in the release of approximately $130 million of backlogged Compact infrastructure 
grant funds. The TA was effective because the intended outcome was achieved. The TA was less efficient initially 
as implementation was delayed due to problems with the consultancy team members. The TA is likely sustainable, 
since the systems and procedures established are likely to be used in the planning of the future infrastructure 
investment projects in FSM.  
 
Major Lessons 
1. In the first phase of the TA, administration of the four individual consultants was found to be complicated and time 
consuming, since the authority of the Team Leader was never recognized by the other three individual consultants. 
It was not possible to establish a team that could perform. For the second phase of the TA, a firm was hired to 
provide the necessary consultants. Because the firm brought in a team of consultants that were used to work 
together, they were much more productive. This option proved to be more effective. 
 
2. The TA design reflected good understanding of the country’s institutional context gained during the several 
meetings with government and the consultations at state-level that allowed for the outputs to be adopted according 
to client’s expectations.  
 
3. Planning and implementation of training sessions across the several state government agencies in FSM was 
challenging, particularly in a region where transport and communication networks are still weak. It was essential to 
plan well in advance each of the training sessions and have several open scenarios to be able to accommodate last 
minute changes.  
 
4. The second phase of the TA was implemented successfully due to the capacity of ADB to allocate resources that 
complemented the ongoing project, namely to update of the FSM Infrastructure Development Plan. 
 
Recommendations and Follow-Up Actions 
1. It is recommended that ADB continues to support capacity development in the implementation of infrastructure 
projects for the FSM States using the systems and procedures developed by this TA.  
 
2. It is recommended that the DTCI continues to strengthen its capacity to plan, design, and oversee the 
implementation of the Infrastructure Development Plan. 

DTCI= Department of Transportation, Communications and Infrastructure; FSM=Federated States of Micronesia; TA=technical 

assistance. 

 
Prepared by:  Tiago Ribeiro         Designation and Division: Urban Development Specialist, PAUS 

                                                      
1 Compact Infrastructure grant funds were frozen in 2011 due to the failure of FSM to update the IDP as required by the Compact of 
Free Association Amendments Act (2003). 


