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Report Number : ICRR0020565

1. Project Data

Project ID Project Name 
P093767 TRADE & TRANS INTEG

Country Practice Area(Lead) Additional Financing
Croatia Transport & ICT P118260,P118260

L/C/TF Number(s) Closing Date (Original) Total Project Cost (USD)
IBRD-74100,IBRD-80770 31-Dec-2011 116,620,000.00

Bank Approval Date Closing Date (Actual)
14-Nov-2006 31-May-2016

IBRD/IDA (USD) Grants (USD)

Original Commitment 75,300,000.00 0.00

Revised Commitment 138,188,151.72 0.00

Actual 135,766,672.90 0.00

Prepared by Reviewed by ICR Review Coordinator Group
Victoria Alexeeva Ridley Nelson Christopher David Nelson IEGSD (Unit 4)

2. Project Objectives and Components

a. Objectives
According to the loan agreement (Loan 7410-HR, p.5) and project appraisal document (PAD, p.5)), the 
project development objective was “to develop trade along Corridor Vc by improving the capacity, efficiency 
and quality of services on the Southern end of Corridor Vc with particular focus on Port of Ploče and on 
coordination aspects of all corridor participants”.

b. Were the project objectives/key associated outcome targets revised during implementation?
Yes
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Did the Board approve the revised objectives/key associated outcome targets?
No

c. Will a split evaluation be undertaken?
PHEVALUNDERTAKENLBL

No

d. Components
1. Port of Ploče Infrastructure Development (appraisal cost with contingencies EUR76.9 million; 
additional financing EUR50 million; actual euro EUR129.7 million) included the following subcomponents: 
(i) construction of a new bulk cargo terminal with an initial capacity of 4 million tons; (ii) construction of a 
container/multipurpose terminal with an initial capacity of 66,000 TEU; and (iii) construction/rehabilitation of 
the supporting port infrastructure (road, rail, water, wastewater, and power supply) within the port area 
including a new entrance facility.
 
2. Trade and Transport Integration Component (appraisal cost with contingencies EUR2million; actual 
EUR2.2 million) included the development and rollout of a modern electronic port community system, 
which would facilitate integration of information flows along the Corridor Vc between members of the port 
community (e.g., shipping lines, shipping agent, stevedoring companies, banks, rail, road transport, border 
agencies), by defining document exchange interfaces of information and automated processing.
 
3. Project Implementation (appraisal cost with contingencies EUR4.5 million; actual EUR1.3 million) 
included technical assistance to the Port of Ploce Authority (PPA) to implement its business plan and 
establish the concession for new terminals; technical services required for the preparation and supervision 
of project components; audit services for the project and PPA; training on project management, 
procurement, and financial management; and incremental implementation costs.

e. Comments on Project Cost, Financing, Borrower Contribution, and Dates
Project cost: Total actual project cost was EUR138 million, a 50% increase from the appraisal estimate 
of EUR91 million. The additional financing was provided to cover design changes and cost increase in 
construction of the bulk terminal due to accumulated delays in construction, and to cover a financing gap 
for the container terminal due to underestimated costs.
Financing: The project was financed through two IBRD loans provided to the Port of Ploče Authority 
(PPA) with the guarantee of Croatia totaling €108.8 million. The first loan (Loan No. 7410) in the amount 
of €58.8 million (US$ 75.3 million equivalent) was approved on November 14, 2006. On September 14, 
2011, an additional financing for the project was approved (Loan No. 8077) in the amount of €50 million 
(US$66.9 million equivalent). Co-financing was envisaged with an EBRD loan in the amount of EUR11.2 
million for one of the bulk cargo terminal components but was cancelled in 2012. According to the 
cofinancier’s comments in the ICR (p.39), this was due to the fact that additional financing was provided 
by IBRD that was involved in the design of the port infrastructure from an early stage.
Borrower commitment: The Borrower, the Port of Ploče Authority, contributed EUR4.4 million, above its 
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appraisal estimate was EUR0.06 million. The Government of Croatia (Ministry of Finance) contributed 
EURO27.1 million, above its commitment of EUR20.9 million. 
Dates: The project closing date was extended three times by a total of 4.5 years. The first extension from 
December 31, 2011 to June 30, 2014 was done at the time of additional financing to allow for completion 
of the bulk cargo terminal with a modified design. Several outcome targets were adjusted upward to 
reflect revisions in the bulk cargo terminal design that would increase the bulk port capacity. The second 
extension was 18 months to December 31, 2015 due to delays in completion of the bulk cargo terminal 
and further extension by five months from December 31, 2015 to May 31, 2016 to allow completion of the 
remaining project activities.

3. Relevance of Objectives & Design

a. Relevance of Objectives

At appraisal, Croatia signed a regional memorandum of understanding on the development of the South-East 
Europe Core Regional Transport Network in June 2004, fostering regional cooperation to improve transport 
infrastructure, services, and procedures related to the corridors. The strategic objective of Croatia was to join 
the EU. The EU markets are connected through the Pan-European transport corridors X, Vb, and Vc that 
crossed Croatia and carried a vast majority of trade, transit, and tourist traffic. These corridors became central 
to the program of transport infrastructure modernization of the Croatian Government that included investments 
in Croatian railways, in ports and in construction of roads and motorways from Zagreb to eastern and 
southern Croatia.
 
Corridor Vc runs from Ploče in Croatia to Budapest in Hungary, and connects the Port of Ploče, the second 
largest international port in Croatia, to major cities, mines, and heavy industrial centers in Bosnia and 
Herzegovina (BiH) generating direct economic activity for southern Dalmatia in Croatia and BiH (estimated at 
about US$19 million for the Port of Ploce, the Croatian railways, and other Croatian transport intermediaries). 
The corridor was operating relatively well at low traffic volumes, but the traffic increase was making more 
visible the weaknesses in coordination, port and rail operations, loading and unloading, border crossing 
procedures, and infrastructure and related equipment, leading to delays and reduced service quality. Without 
operational and infrastructure improvement, the corridor would not have been able to handle foreseen traffic 
increases. The market conditions, however, changed, following the 2008-2009 financial crisis when the port 
traffic started to slow down, and the increase in capacity of Port of Ploče became less of a priority for the 
government.
 
The project objectives were consistent the Bank’s country partnership strategy FY2004-2008 at appraisal, 
which supported the government’s growth and reform strategy for EU accession, with a focus on improvement 
of the investment climate.  The objectives remained relevant to the Bank’s country strategy for the period 
FY2014-2017, which noted the need for Croatia to create space for the private sector, while improving the role 
of the state as service provider and improving its regional cooperation.
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Rating Revised Rating
Substantial Not Rated/Not Applicable

b. Relevance of Design

The objective of developing trade along Corridor Vc was beyond the scope of the project financing investments 
in the infrastructure and software of Port of Ploče. It is difficult to relate outcomes of developing trade in 
Corridor Vc to the project’s outputs and intermediate outcomes. In particular, development of trade is 
influenced by a number of factors, and attribution to specific project output and outcome is hard to establish. 
Increasing business activity along the trade routes was clearly anticipated at appraisal since there were 
consultations with, and data from, key potential business beneficiaries (PAD p.58). However, the project did not 
target and factor the related support in its design.  
 
The sub-objectives on improving capacity, efficiency, and quality of services on the southern end of Corridor 
Vc were appropriately linked with the project interventions and expected outcomes. Physical investments in the 
construction of two new port terminals (Component 1) and the development and rollout of a modern electronic 
port community system (Component 2) in Port of Ploče were expected to improve capacity, efficiency and 
quality of services on the Southern end of Corridor Vc with particular focus on coordination aspects of all 
corridor participants.
 
The project design relied on the coordinated intervention among the corridor participants, as the Corridor Vc 
capacity depended not only on port investments, but also on improving railway capacity in both countries -
Croatia and BiH- where rail carried most bulk cargo. The Government was to finance upgrades for the Croatian 
Railways (HZ) in Ploče, defined during preparation but not included for financig under the project. In BiH, most 
railway infrastructure upgrade was to be financed separately by a project of the European Bank for 
Reconstruction and Development (EBRD)/European Investment Bank (EIB). It was envisioned that by 
providing better access for containers to BiH through Ploče, the project would encourage freight flow 
concentration close to the Southeast Europe Motorways of the Sea and increase regional cohesion (PAD, p.5). 
The project design, however, underestimated the coordination issues and commitment of the corridor 
participants, including the concessionaire LP, PPA, the governments, and the three rail operators that in the 
end affected the project achievement of its development objectives.

Rating Revised Rating
Modest Not Rated/Not Applicable

4. Achievement of Objectives (Efficacy)

PHEFFICACYTBL

Objective 1
Objective
Improving capacity of services on the Southern end of Corridor Vc with particular focus on Port of Ploče.
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Rationale
Outputs
                

•  The new container terminal was inaugurated in August 2010 and is operational, with a capacity of 
66,000 TEU. The cost-recovery-based concession arrangements was established between the PPA and 
Luka Ploče dd (concessionaire) in January 2010. Based on this agreement, the CT was formally 
transferred to the concessionaire early 2011.

                                       
•  The construction of the bulk cargo terminal was completed in June 2016, with a significant delay (the 
original completion was planned for 2011, and subsequently 2013 with additional financing). However, the 
bulk cargo terminal is not yet operational. The delivery of the related equipment (amounting to €30 million), 
which is under the responsibility of the concessionaire (LP), was still pending at project closure. According 
to the contract with a supplier, the deadline for completion of the delivery is July 2017. The reasons for 
delays in the procurement of the equipment were related to delays in obtaining the loan to finance the 
equipment by LP and supplier production problems (the supplier is a Chinese company and needed 
specific certificates to be able to deliver on EU market). Also, the fact that demand/traffic has been 
constrained in BiH made the completion of the port infrastructure less urgent.

                                       
•  The construction works for the port entrance terminal/main gate were finalized and the main gate is 
expected to become operational by the summer  2017, after finalization of the adjacent port infrastructure 
and the issuance of the Permit for Use.

                            
 
 
Outcome
                

•  The capacity of the bulk cargo terminal increased from the baseline value of 3.1 in 2005 to 4.2 million 
tons in 2016, falling short of the original target of 8.2, and two revised targets- one at AF of 8.8 million tons 
per annum and the other in 2014 of 8 million tons per annum. An additional capacity of 4.6 million tons per 
annum  is expected to be achieved when the bulk terminal becomes operational after installation of the 
equipment expected in July 2017.
•  The direct loading/unloading capacity for container cellular vessels increased to 66,000 TEU as 
targeted, due to the purchase of a new container crane.
•  General cargo capacity increased from the baseline value of 1.2 to 1.4 million tons per annum as 
targeted.
•  There was no increase in gross bulk unloading capacity at the new cargo bulk terminal as the equipment 
has not been installed yet. The target for the increase from 100 to 2,200 tone/year was added at the time 
of additional financing. This was not met.
•  As of May 2016, the cargo throughput was the same as at the time of appraisal in 2005- 2.5 million tons 
per annum. The target for cargo throughput was not met due to decrease in the port traffic. The original 
target of 7.6 million per annum was revised to 5.8 million tons per annum due to the drop in traffic 
following the 2008/2009 global crisis. The target was subsequently revised further downward to 3.8 million 
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tons per annum. Low cargo traffic was largely influenced by macro-economic conditions in the region 
where other ports are also operating at reduced capacity.  
•  The indicator related to increase in rail yard capacity was dropped in 2014 (Supplemental Letter ref 
Monitoring Loan 8077-HR). Improvements in rail outside the port were beyond the project scope, however 
the indicator was included in the results framework.  

                            

Rating
Modest

PHREVDELTBL

PHEFFICACYTBL

Objective 2
Objective
Improving efficiency of services on the Southern end of Corridor with particular focus on Port of Ploče.

Rationale
Outputs
                

•  The outputs are the same as under Objective 1.
•  With respect to increase in private sector participation in the Ploče operations, Luka Ploče dd is fully 
privatized and all other operations are carried out by private operators (overachieving the target of 85 
percent). In the first phase, the state ownership in LP was reduced to less than 20 percent (from 59.7 
percent in 2005), with the private sector ownership being led by Croatian pension funds and banks. This 
was done in 2011 by recapitalization through an initial public offering on the Croatian stock market (this 
was the first equity raising of this type after the global financial crisis).
•  The concession agreement for the container terminal and the bulk cargo terminal was signed in January 
2010 between the PPA and LP (concessionaire). Based on this agreement, the CT was formally 
transferred to the concessionaire in early 2011. The BCT will be transferred after the issuance of the 
Permit for Use.

                            
 
Outcome
                

•  Gross container LoLo productivity cellular vessels increased to 18 moves/hour/gang or crane, as per 
target.
•  Gross general cargo crane/gang productivity increased from the baseline value of 42 to 65 tons per hour 
as targeted.
•  Gross bulk unloading crane productivity increased from 100 to 700 tons per hour, falling short of the 
original target of 890 and the revised target of 1,100 tons per hour.
•  Time lost to accidents per 200,000 man hours decreased from 3.1 to 1.6, as targeted.
•  The average transit cost for Ploce corridor (inland cost) was estimated at 50% of the Bar port’s inland 
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cost and 56% of Rijeka’s. This was in line with the target for the inland cost to remain below 80%. This 
was based on the analysis carried out in 2015 that concluded that Ploče was competitive for containers 
transportation by rail up to 250 km compared to Bar and Rijeka.
•  The indicator related to rail, i.e., average commercial speed of Corridor Vc was dropped in 
2014 (Supplemental Letter ref Monitoring Loan 8077-HR). Improvements in rail outside the port were 
beyond the project scope, however the indicator was included in the results framework.

                            

Rating
Modest

PHREVDELTBL

PHEFFICACYTBL

Objective 3
Objective
Improving quality of services on the Southern end of Corridor Vc with particular focus on Port of Ploče and 
on coordination aspects of all corridor participants.

Rationale
Outputs
                

•  In addition to the outputs reported above, a port community system (PCS) was developed, however it is 
not fully operational, partly due to coordination issues. Contrary to obligations under the concession 
agreement, LP and its related companies did not want to participate in the PCS and opted for further 
expansion and financing of internal software solutions. Some of the modules of the PCS (announcement 
of ships, liquid cargo module, and customs) are currently being used by the liquid cargo terminal operator 
(Naftni Terminali Federacije doo), customs, agents, and forwarders who in their daily operations are 
involved in the storage and shipment of liquid cargo. The PCS will be fully operational once the 
concessionaire LP fully integrates its IT system with the PCS.  

                            
Outcome
                

•  The average vessel waiting time for available berth is less than two hours, as targeted.
•  Shippers/consignees using the VC corridor via the Port of Ploče reportedly can accurately track only 50 
percent of their respective cargo throughout the corridor in 2016 as compared to the project target of 90% 
for the year of 2009. The port community system (PCS) is not yet operational in Port Ploče.

                            
 
Developing trade along Corridor Vc. Overall, the project helped achieve modest improvements in 
the capacity, efficiency and quality of services at Port of Ploče that could potentially contribute to the 
overarching project objective of developing trade along Corridor Vc. However, there is no direct and 
attributable evidence to gauge the effect of project activities on developing trade along Corridor Vc.
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Rating
Modest

PHREVDELTBL

PHREVISEDTBL

5. Efficiency

Economic analysis
An economic analysis was carried out at project appraisal and completion for two major project investments: 
the construction of the new bulk cargo terminal and the new container/multipurpose terminal. The ex-post 
economic internal rate of return (EIRR) was estimated at 11.5 percent with a net present value of EUR77.4 
million (at a 6 percent discount rate), as compared to the ex-ante EIRR estimated in the PAD at 26 percent to 
generate a net present value of EUR141.3 million (at a 12 percent discount rate). The higher appraisal EIRR 
was partly attributable to a significant underestimation of costs. The results were influenced by significantly 
lower traffic than expected. In 2015, cargo traffic was 2.3 million tons. This was much lower than at appraisal - 
2.8 million tons in 2005, compared to more than 8 million tons forecast. The estimated benefits were derived 
from transportation (rail and road) cost savings and reduction in ship handling time in the port. At the time of 
additional financing in 2011, the economic analysis of the cargo bulk terminal was updated based on a new 
design and additional funds, and found the investment to be economically sound with an NPV of EUR33.9 
million, at a 12 percent discount rate and an EIRR of 15.3 percent (AF project paper, 2011).
Below are the EIRR estimates for the two terminals at appraisal and completion. As a discount rate used at 
completion is 6 percent as compared to the one at appraisal 12 percent, the ex-post NPV would be lower if a 
12 percent discount rate had been applied. It is not clear why the opportunity cost discount rate was reduced 
from 12 percent ex ante to 6 percent ex post.
Port Ploče terminals Economic 

analysis results
Ex-ante (12% 
discount rate)

Ex-post (6% 
percent discount 
rate)

NPV (€'000) 133,428 86,141
EIRR 29.6% 16.3%

Bulk cargo terminal

B/C ratio 2.82 2.46
NPV (€'000) 7,900 -30,910
EIRR 15.2% -0.2%

Container/multipurpose 
terminal 

B/C ratio 1.3 0.4
Financial analysis
 
The project financial benefits were defined as additional revenue that was to be realized from additional bulk 
and containerized cargo that could be handled in the new terminals, following increase in capacity. During the 
concession period of 32 years, the two new terminals were expected to generate sufficient port dues and 
handling charges to cover the operating expenditures of PPA and terminal operators, their financing costs as 
well as future investment needs for infrastructure and equipment. The ex-ante financial internal rate of return 
(FIRR) was estimated at 15 percent (IRR) and EUR17 million (NPV) for the container/multipurpose terminal, 
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and 13 percent and EUR18 million (NPV) for the bulk cargo terminal (PAD, Annex 9). It was expected that Port 
of Ploce would become financially sustainable and no longer rely on government subsidies.
At completion, the project is not considered financially viable, with a projected financial internal rate of return of 
negative 10 percent. This was triggered by the fact that the traffic was much lower than the forecast, and also 
by the fact that concession fees, in particular the annual fixed fee, was lower than anticipated for both 
terminals. A government subsidy is expected to be needed until 2020.
 
Administrative/operational inefficiencies
The project almost doubled its implementation period to reach operational completion of the bulk cargo 
terminal, now anticipated by July 2017, it would have been an additional 14 months. There were significant 
delays in project activities, which were not fully completed by project closure, with the exception of the multi-
purpose container terminal. The bulk cargo terminal was built six years behind the schedule, and was not yet 
operational at project closure, along with a port community system. The delays were a result of a number of 
factors, including multiple revisions of the infrastructure design and its approval, procurement issues, changes 
in the government, commitment and coordination issues between different parties involved in the corridor, as 
well as delays in contract execution which was two times longer than expected because of the contractor’s 
inability to properly organize and implement construction works. The delays led to cost increase in construction 
resulting in a cost overrun of about 40 percent to cover a financing gap for the two containers (the cost for the 
revised design is excluded).
Efficiency is rated negligible due to the low economic rate of return, both in absolute terms and compared to 
the much higher projected rate of return at appraisal, due to the long delays in implementation and due to the 
projected negative financial rate of return, leaving a need for public subsidy until the year 2020. Some of the 
economic shortfall can be attributed to the global downturn but there were a number of serious project 
shortcomings.

Efficiency Rating
Negligible

a. If available, enter the Economic Rate of Return (ERR) and/or Financial Rate of Return (FRR) at appraisal 
and the re-estimated value at evaluation:

Rate Available? Point value (%) *Coverage/Scope (%)

Appraisal  26.00 90.00
Not Applicable

ICR Estimate  11.50 80.00
Not Applicable

* Refers to percent of total project cost for which ERR/FRR was calculated.

6. Outcome
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Relevance of objectives is assessed as substantial and that of design is modest due to weaknesses in the 
linkages between the project development objective and its interventions. Overall, the project helped achieve 
modest improvements in the capacity, efficiency and quality of services at Port of Ploče. However, there is no 
direct and attributable evidence to gauge the effect of project activities on the overarching objective of 
developing trade along Corridor Vc. Efficiency is rated negligible due to the low economic rate of return, both in 
absolute terms and compared to the much higher projected rate of return at appraisal, due to the long delays in 
implementation and due to the projected negative financial rate of return, leaving a need for public subsidy until 
the year 2020. Some of the economic shortfall can be attributed to the global downturn but there were a number 
of serious project shortcomings.

a. Outcome Rating
Unsatisfactory

7. Rationale for Risk to Development Outcome Rating

Operational. The delivery of equipment is still pending for the bulk container terminal and the main entrance 
facility to become operational. The Government and PPA will need to follow up closely with LP to make sure 
that the equipment for the BCT is delivered as per the agreed deadlines and the terminal is operational in July 
2017. On the main entrance facility, the PPA will need to make sure that all the conditions are met for this 
facility to become operational.
 
Economic. The port traffic depends on macroeconomic factors and economic activity. While the project closed 
at a time of low demand and low price for the commodities produced by BiH clients, the cargo traffic at project 
completion in 2016 was the same as at appraisal in 2005 (2.5 million tons), far below the level projected at 
appraisal.
 
Financial. The port is not financially viable, and the risk to financial sustainability is high if the port traffic 
continues to remain low. Maintenance and operation of the physical investments under the project are going to 
be under the responsibility of the PPA and the operator LP. Based on the cargo throughput and financial 
projections, the PPA will need government subsidies in the coming years.
 
Coordination. With respect to the port communication system (PCS), there is a risk stemming from the potential 
reluctance of stakeholders to connect using PCS, and the PPA will need to develop an interfacing strategy with 
all of them. The PPA will also need to continue the dialogue on improving the Corridor Vc competitiveness with 
all the corridor participants. The cooperation between BiH and the Croatia Railways as well as the coordination 
among the key stakeholders still need to be enhanced. The Bank has on-going initiatives in the region that 
include the Benchmarking Corridor Vc Performance and Support to Railway Modernization in BiH projects.  

a. Risk to Development Outcome Rating
Substantial
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8. Assessment of Bank Performance

a. Quality-at-Entry
Project design was built on the Bank’s experience in supporting trade and transport projects in Croatia and 
the region, incorporating lessons that included the importance of regional integration when aiming at 
developing trade along corridors (Corridor Vc) and a broad-based dialogue. It was acknowledged that 
focusing exclusively on the port infrastructure, instead of the corridor would considerably simplify the design 
and implementation of the operation, however this would create significant development risks in case rail 
transport operations and infrastructure were not improved simultaneously with the port improvement.
 
Preparation entailed an active dialogue with railways in both countries leading to the definition of a 
memorandum of cooperation and action plan to ensure increased railway capacity on the corridor and to 
build on the investments planned by BiH to upgrade its railway infrastructure to Ploce and by investors to 
upgrade production capacity in BiH. In addition, a grant was secured from the PPIAF by the Ministry of 
Maritime Affairs, Transport and Infrastructure (MMATI) to review the legal framework and prepare a port 
master plan, providing a long-term view of the port development and business plans for the PPA and LP 
and proposing concrete options for private sector involvement in the Port of Ploce. Corridor clients were 
invited to participate in the dialogue on corridor optimization and investment in the port as part of project 
preparation.
 
Financial and safeguard arrangements were adequate. While M&E was well designed, there were some 
weaknesses in relevance of design (see Section 3b). The project was ready for implementation, with the 
engineering design for the first year’s activities complete. The design of the bulk cargo terminal, however, 
was revised after additional geoengineering studies had been conducted. Also, the estimates for the quay 
construction and the storage area for the container terminal were too low, triggering additional financing to 
cover a financing gap of EUR10.4 million.
 
The project risks were adequately assessed, with the overall project risk rated high given the many 
participants involved in two countries, transactional aspects, and reliance on a relatively small number of 
large customers. A number of risks subsequently materialized, in particular cost overruns, traffic-related 
issues, and insufficient cooperation among key stakeholders. The mitigation measures, however, proved to 
be insufficient.

Quality-at-Entry Rating
Moderately Satisfactory

b. Quality of supervision
Regular supervision missions and technical visits, including site visits, were conducted throughout the 
project implementation. While mission aide memoires and implementation status and results reports (ISRs) 
reported on progress and challenges, contrary to the ICR’s reporting on ratings, IEG finds that these did not 
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properly reflect delays in implementation, in particular the construction of bulk cargo container and the 
issues with PCS (the ISRs’ ratings were satisfactory up to 2010, and only sliding to moderately satisfactory 
in the implementation progress in 2011 when the project should have been completed). There 
were moderate shortcomings in monitoring and ensuring compliance with the Bank's safeguard 
policies (see Section 11).
 
The first half of project implementation was characterized by Bank active involvement on critical issues, 
such as cooperation among the Corridor Vc participants (through initiation of a semiannual corridor 
newsletter) and support to the concession agreement between the PPA and LP. The project team decided 
to proceed with additional financing to increase port capacity, while the projections for port traffic were 
lowered following the 2008/2009 crisis. This second phase after 2011 was characterized by a high turnover 
of the project team leaders (four TTLs). While the team continued to engage with various stakeholders, 
there was no institutionalized way to follow up on various issues. As noted in the ICR, the project could 
have benefited from more attention to soft project interventions (such as facilitation of dialog among 
Corridor Vc participants) and less focus on the physical investments.
 
 

Quality of Supervision Rating 
Moderately Unsatisfactory

Overall Bank Performance Rating
Moderately Unsatisfactory

9. Assessment of Borrower Performance

a. Government Performance
The Government of Croatia proved commitment to the project objectives since its preparation, as outlined in 
the letter of development policy signed in October 2006. The letter detailed specific measures to be taken 
by the Croatian Government to achieve the project objectives with respect to increasing the private 
involvement in the Port of Ploce (including legislative changes), providing the PPA the necessary budget 
from the state budget, and enhancing the dialog among Corridor Vc participants. There was a 
temporary delay in counterpart funding in 2009 due to budget constraints triggered by the financial crisis.
 
More active involvement of the Government during project implementation could have mitigated delays in 
approval of the contract for the bulk cargo terminal and delays in the completion of the infrastructure 
adjacent to the main entrance.

Government Performance Rating
Moderately Satisfactory
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b. Implementing Agency Performance
PPA had the overall responsibility for project coordination through an integrated project implementation 
unit (PIU) that included relevant experts from its various departments. The PIU was responsible for the 
day-to-day management of the project including procurement, financial management, and liaison with the 
World Bank.
 
The contract management for the construction of the bulk cargo terminal was mostly handled by technical 
staff in the port authority (the central government played a marginal role), with only occasional support 
from external consultancy. The contract management and works implementation were challenging given 
relations with the concessionaire, which, as described by the ICR, were not always smooth and depended 
on the political influence. There were moderate shortcomings in compliance with Bank safeguard policies 
(see Section 11). Overall, the project took twice the initial implementation period, and the main activities 
were not fully completed by project closure. The bulk cargo terminal was built six years behind the 
schedule, and was not yet operational at project closure, along with a port community system. One major 
factor was the focus on the physical investments and lack of emphasis on other important project aspects 
related to coordination and facilitating the cooperation among the Corridor Vc participants.

Implementing Agency Performance Rating 
Moderately Unsatisfactory

Overall Borrower Performance Rating 
Moderately Unsatisfactory

10. M&E Design, Implementation, & Utilization

a. M&E Design
The M&E was designed with 15 outcome indicators that were measurable and included baseline values 
and targets set at appraisal.  These were divided along five dimensions linked with the statement of the 
objective in relation to improved capacity, efficiency, and quality of services in Port of Ploče, as well as 
support to regional development focusing on the coordination aspects of the corridor participants. The fifth 
dimension was to track private sector involvement. Several indicators were not directly linked to the 
project interventions, in particular rail yard capacity and the average commercial speed of Corridor Vc.
 
Responsibility for data collection was mainly shared by the PPA and LP, with one indicator envisaged to 
be monitored by the railways and another one monitored by the Ministry of Finance and the Ministry of 
maritime Affairs, Transport and Infrastructure. Most of the indicators were to be collected annually, the 
exceptions being the lost time accidents, average vessel waiting time for available berth, ability to track 
cargo, and the cargo throughput, which were to be reported monthly.

b. M&E Implementation
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Most of the performance indicators were monitored periodically and reported in the aide memoires of the 
supervision missions. The Port of Ploče collected the indicators and closely worked with LP toward providing 
accurate data.
 
The monitoring framework was amended two times during project implementation: (a) first at the time of 
additional financing in September 2011 to capture the expected improvements in capacity (to be able to meet 
requirements for larger vessels) due to design changes in the bulk cargo terminal and to reflect the adjusted 
traffic forecasts (downward) after the traffic setback in 2009 and (b) in June 2014, by a supplemental letter to 
the loan agreement, to simplify the results framework by removing the indicators not directly linked to the 
project and by revising target values for indicators affected by lower traffic patterns (such as overall traffic and 
capacity of the bulk container terminal).

c. M&E Utilization
The ICR does not discuss how the M&E was utilized. It is apparent that it was used to monitor progress and 
report on the achievement of the project development objective.

M&E Quality Rating
Substantial

11. Other Issues

a. Safeguards
The project fell under Category A for the purpose of OP/BP 4.01 Environmental Assessment. There were 
two other safeguard policies triggered under the project: Natural Habitat (OP/BP 4.04) and Projects on 
International Waterways (OP/BP/GP 7.50). The major environmental issues envisaged at the project 
preparation stage were: (a) its potential impact on the biodiversity of the adjacent RAMSAR site located in 
the Neretva Valley and (b) the impact on marine and aquatic life that might have resulted from the dredging 
operations and bulk cargo manipulation.
 
For each of the new port terminals, an Environmental Impact Assessment (EIA) and Management Plan 
(EMP) fulfilling World Bank requirements for a Category A project were prepared and publically consulted. 
Cumulative impacts of the port expansion were taken into account in the EIAs. The supporting port 
infrastructure within the port area had no expected significant environmental impacts. This component was 
managed and monitored through site-specific EMPs.
 
The ICR (p.26) reports that there were no environmental incidents or significant non-compliance during the 
project implementation. However, there were occasional temporary non-compliances in the implementation 
of mitigation measures. Environmental concerns were not addressed in the concessioners’ contracts 
(making their implementation in the operational period difficult), non-compliances were often not addressed 
on time, and the finalized Waste Management Plan was delivered only after the project closing. There was 
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also inconsistency in communication and capacity during the project duration. As the project team 
subsequently clarified, the non-compliances were minor, and the reporting on environment and data sharing 
improved in the course of project implementation.  

b. Fiduciary Compliance
Financial Management. As reported by the ICR (p.27), the project and PPA entity financial statements were 
audited by auditors acceptable to the World Bank, on acceptable terms of reference. Semiannual interim 
unaudited financial reports were submitted to the World Bank on time in the agreed content and format. The 
latest submitted interim unaudited financial reports were received for the first half of fiscal/calendar year 
2016, and such reports were found acceptable by the World Bank. The audit reports for the PPA were 
submitted to the World Bank within the agreed time frame and were found acceptable.
 
Procurement. As reported by the ICR (p.27), the procurement procedures subject to post review were found 
to be in compliance with the procedures provided for in the Loan Agreement and the Procurement and 
Consultant Guidelines. There were multiple delays in the procurement process under the project. The 
reasons for delays in the procurement of the equipment were related to the delays in obtaining the loan to 
finance the equipment by LP and supplier production problems (the supplier is a Chinese company and 
needed specific certificates to be able to deliver on EU market). Some of the civil contracts had delays and 
were to be finalized after the project closing date.

c. Unintended impacts (Positive or Negative)
According to the ICR (p.34), the deposition of dredged materials to deposition basins during the BCT 
construction created favorable conditions for nesting of rare birds and consequently increased their 
population in the area. The PPA will need to make a decision upon the recommendations of the 
ornithologists to maintain a part of the deposit basin for the endangered bird species.

d. Other
---

12. Ratings

Ratings ICR IEG Reason for 
Disagreements/Comment

Outcome Moderately 
Satisfactory Unsatisfactory

Relevance of objectives is 
assessed as substantial and 
that of design is modest due 
to weaknesses in the linkages 
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between the project 
development objective and its 
interventions. The project 
helped achieve modest 
improvements in the capacity, 
efficiency and quality of 
services at Port of Ploče. 
However, there is no direct 
and attributable evidence to 
gauge the effect of project 
activities on the overarching 
objective of developing trade 
along Corridor Vc. IEG agrees 
with the ICR’s rating for 
efficiency as negligible. As 
one criteria is rated negligible, 
the overall outcome rating 
becomes unsatisfactory.

Risk to Development 
Outcome Modest Substantial

The financial and regional 
coordination risks are 
substantial.

Bank Performance Moderately 
Satisfactory

Moderately 
Unsatisfactory

Bank supervision is rated 
moderately unsatisfactory.

Borrower Performance Moderately 
Satisfactory

Moderately 
Unsatisfactory

Implementing Agency 
performance is rated 
moderately unsatisfactory.

Quality of ICR Substantial ---

Note
When insufficient information is provided by the Bank for IEG to arrive at a clear rating, IEG will downgrade the 
relevant ratings as warranted beginning July 1, 2006.
The "Reason for Disagreement/Comments" column could cross-reference other sections of the ICR Review, as 
appropriate.

13. Lessons

Two lessons were selected from a longer list in the ICR, with some adaptation of the language:
 
                

•  Projects that depend on regional cooperation are challenging and special attention needs to be given to 
facilitating a dialogue among the various stakeholders and sustaining that dialogue through implementation.

                            
 
                

•  The project development objective and the associated design should pay particular attention to the 
causative linkages to attribution and avoid claiming impacts that are beyond the scope of the project.



Independent Evaluation Group (IEG) Implementation Completion Report (ICR) Review
TRADE & TRANS INTEG (P093767)

Page 17 of 17

                            
 

14. Assessment Recommended?

No

15. Comments on Quality of ICR

The ICR is analytical and candid in many aspects, in particular in relation to the coordination issues under 
this project. The quality of evidence is adequate, and the report offers a good analysis of issues that affected 
the project implementation. Lessons are evidence- based, however they could have been enriched with 
more supporting details from the project experience. The discussion of safeguards is weak and should have 
provided more information on the nature of issues with non-compliance and how these were addressed. The 
ICR Risk to Development Outcome rating is optimistic.

a. Quality of ICR Rating
Substantial


