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Description  
The Government of the Republic of Palau requested the Asian Development Bank (ADB) to provide a capacity 
development technical assistance (TA) to improve the water and sanitation sector management of the Palau Public 
Utilities Corporation (PPUC), Palau’s state-owned electricity, water and sewerage company by strengthening the 
technical capacity of PPUC’s Water and Wastewater Operations Division (WWOD).  
 
Expected Impact, Outcome, and Outputs 
The expected impact of the TA was the improvement of water supply and sanitation services in Palau through the 
delivery of robust and well-planned infrastructure. The expected outcome was the improved operational performance 
of PPUC’s water supply and sewerage systems. The planned outputs were: (i) PPUC's capacity to plan and deliver 
water supply and sewerage services is strengthened; and (ii) PPUC capacity to utilize and operationalize current 
technical planning and management systems is strengthened. 
 
Delivery of Inputs and Conduct of Activities  
ADB engaged a water and wastewater advisor for a total of 27 person-months to assist PPUC in building capacity to 
plan, design, implement, and deliver sustainable water supply and sewerage systems; improve its water and 
wastewater operations; and deliver all outputs under the TA. PPUC and the Government of Palau recognized the 
valuable contribution of the consultant to its water and wastewater operations, and ADB rated the consultant’s 
performance as satisfactory. The consultant provided substantial support to PPUC in all requested areas under the 
terms of reference (policy, asset management and development plans, emergency procedures, technical aspects, 
operations and maintenance, and capacity development) but not all the outputs and outcome were fully delivered due 
to lack of strong ownership and sufficient human and material resources to absorb and sustain the support provided. 
 
The TA completion date was extended to 31 July 2018 to accommodate the request by PPUC and the Government of 
Palau to extend the period of the consultant’s services. ADB disbursed $410,178 (82%) of the total TA amount of 
$500,000. The remaining $89,822(18%) was not disbursed because some part of outputs were not implemented based 
on the actual condition. Six review missions were conducted during the TA implementation. To maximize resource 
efficiency, these review missions were conducted in parallel with the Koror-Airai Sanitation Project review missions to 
Palau. 
 
Evaluation of Outputs and Achievement of Outcome 
Output 1: The TA partially strengthened the PPUC’s capacity to plan and deliver water supply and sewerage services. 
The TA supported the preparation of organizational plans and budgets, including staffing plans. The consultant also 
worked with operational managers to develop a request for proposals for contracted breakdown maintenance services. 
However, no action was taken in terms of implementation and recruitment/procurement. An Asset Register for water 
supply assets already existed from previous projects but was not updated. Neither was there any, human nor software 
resources available within PPUC to maintain the Asset Register. The TA supported the development of emergency 
procedures and standard operating procedures for sewerage operations which were developed by the consultant in 
collaboration with the operational managers. Through this process, it became evident that the operational teams were 
hampered by the lack of adequate equipment and transportation arrangements needed for their jobs. A comprehensive 
list of equipment, tools and materials, and personnel protective equipment was developed, but the procurement of 
these had not yet taken place by the end of the TA due to limited funding and different priorities. The consultant also 
recommended setting up a monitoring system with a messaging alarm service for the constant surveillance of pumping 
stations at risk, which was procured and installed by PPUC. The TA was not able to establish numerical network 
models of the Koror and Airai water supply and sewerage, since it was not possible to perform a water supply network 
analysis because the software purchased by PPUC had been lost in a computer hard drive failure and the software 
license subscription had not been paid for several years. The consultant reviewed a number of issues related to sewer 
blockages, overflows and accumulation of fats at the pumping station and some punctual measures were put in place. 
The TA was not able to update the water supply demand and sewer loading projection for the PPUC, as there was no 
information available and there were no resources for determining loads and flows. However, the consultant did review 



 
 

assessments of population growth and suggested that the sewer pipelines being installed at the moment be 
significantly larger than necessary for the next twenty years (oversized pipes may lead to siltation, deposition, and 
blocking of the system). 
 
Output 2: The TA partially strengthened PPUC capacity to use technical planning and management systems. Lack of 
skilled technical staff prevented PPUC from improving its water supply and sewerage technical planning capacity. The 
consultant worked with PPUC in the advertisement of water and sewerage engineers’ positions, which ended up in the 
engagement of one new engineer. An additional water and wastewater engineer was also recruited though different 
ADB funding. By the end of the TA, the additional engineers made a significant positive difference in the planning and 
management of PPUC operations and maintenance teams and worked closely with the wastewater manager to 
improve the performance of the Koror sewerage system. They helped to improve the continuity of the water supply 
and reduced the sewage overflow. The consultant also worked closely with the WWOD acting manager and the 
wastewater operations manager to develop their awareness and skills in leading operational teams and to deal with 
the routine and non-routine issues that arose in the performance of their duties. 
 
Outcome: The TA outcome was not fully achieved due to failure by WWOD to obtain the operation and maintenance 
cost recovery of water and wastewater service. Operational subsidies to PPUC WWOP during that time was still a 
requirement. Nonetheless, the continuity of water supply to the residents of Koror and Airai increased from 95% to 
99.9%, and the number of uncontrolled sewage overflows was reduced by 50% with the development of emergency 
procedures and standard operating procedures for sewerage operations. 
 
Overall Assessment and Rating 
The TA is rated as less than successful, as the TA outcome and outputs were partially achieved. The TA is rated as 
relevant, as the project outcomes were largely aligned with the country development priorities and very pertinent to 
ADB’s Pacific Approach, and less than effective, as the TA design and PPUC’s lack of ownership and human and 
material resources did not allow to fully achieve all expected outputs and outcome. The TA is rated as efficient, given 
that, despite not fully achieving the planed outcomes, the TA provided substantial capacity development and technical 
advice support to PPUC, which was highly beneficial and appreciated by the government, for an adequate cost, without 
incurring any overruns. The TA is less than likely sustainable given that the positive effects are limited and below 
original expectations, and there is the impression that PPUS’s lack of ownership of this TA support will not allow to 
sustain the work initiated. 
 
Major Lessons 
Support to the operational performance of water and wastewater utilities in Pacific Developing Member Countries 
(DMCs) is a clear necessity and highly relevant for DMCs and ADB, nevertheless, it is important to be realistic about 
their capacities to absorb and sustain TA support. While the support provided by a TA could be highly positive and 
substantial, the TA might not be rated successful due to unrealistic outcome and outputs indicators. More attention 
should be put into assessing the baseline situation and what can be achieved. In addition to this, the utility’s sense of 
ownership of the TA and willingness to invest the necessary resources for implementation should be given more 
attention and be a relevant aspect influencing the design of the intervention. 
 
Recommendations and Follow-Up Actions 
At the design stage, detailed attention should be given to the utility baseline situation and human and material 
resources capacity to absorb the support to be provided by the TA. If the utility capacity is very limited, unless the 
ownership and willingness to invest own resources is substantial, the support provided by a single individual consultant 
will not go far, and it is preferable to study other formulas or to lower the level of expectations. Still, the support provided 
by one experienced consultant will be very beneficial, but it’s important to keep the outcome and outputs indicators to 
a realistic level to ensure they can be achieved. As a follow-up action, it is important that the currently ongoing Koror-
Airai Sanitation Project continue building PPUC technical and planning capacity to deliver water supply and sewerage 
services to help sustain and enlarge the improvements already achieved though this TA. Additionally, PPUC should 
strengthen the periodic monitoring of the pipes considered oversized for the current loads, to prevent issues such as 
long detention times, odors, accumulation of fats and eventual blockages. 
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