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Report NumberReport NumberReport NumberReport Number ::::    ICRRICRRICRRICRR12692126921269212692

1. Project Data: Date PostedDate PostedDate PostedDate Posted ::::    06/27/2007

PROJ IDPROJ IDPROJ IDPROJ ID     ::::  P077779 AppraisalAppraisalAppraisalAppraisal ActualActualActualActual

                                        Project NameProject NameProject NameProject Name ::::        Emergency 
Infrastructure 
Reconstruction 
Project

Project CostsProject CostsProject CostsProject Costs     ((((US$MUS$MUS$MUS$M):):):):    33.0 37.6

                                                                        CountryCountryCountryCountry ::::    Afghanistan LoanLoanLoanLoan////CreditCreditCreditCredit     ((((US$MUS$MUS$MUS$M):):):):    33.0 37.6

                                            Sector BoardSector BoardSector BoardSector Board :::: WS CofinancingCofinancingCofinancingCofinancing     ((((US$MUS$MUS$MUS$M):):):):    0 0

                                                                    SectorSectorSectorSector ((((ssss):):):): Power (45%)
Water supply (35%)
Sanitation (9%)
Central government 
administration (6%)
Sub-national 
government 
administration (5%)

                                                                ThemeThemeThemeTheme((((ssss):):):): Legal institutions for a 
market economy (25% 
- P)
Participation and civic 
engagement (25% - P)
Conflict prevention and 
post-conflict 
reconstruction (25% - 
P)
Other urban 
development (25% - P)

                                                LLLL////C NumberC NumberC NumberC Number :::: CH007

                    Board Approval DateBoard Approval DateBoard Approval DateBoard Approval Date ::::        06/06/2002

            Partners involvedPartners involvedPartners involvedPartners involved ::::        Closing DateClosing DateClosing DateClosing Date ::::        12/31/2004 06/30/2006

EvaluatorEvaluatorEvaluatorEvaluator ::::        Panel ReviewerPanel ReviewerPanel ReviewerPanel Reviewer ::::    Group ManagerGroup ManagerGroup ManagerGroup Manager ::::        GroupGroupGroupGroup::::    

Anna Amato Roy Gilbert Alain A. Barbu IEGSG

2. Project Objectives and Components:    

 a. Objectives:

  To improve selected infrastructure service delivery in order to enhance the quality of life, health status, and welfare  
of the population and to support the economic recovery of the country . 

 b.Were the project objectives/key associated outcome targets revised during implementation?     

    No

 c. Components (or Key Conditions in the case of DPLs, as appropriate): 

        ComponentComponentComponentComponent     1111::::    Urban ServicesUrban ServicesUrban ServicesUrban Services     ((((appraisal US $appraisal US $appraisal US $appraisal US $ 16161616....0000    million; actual US $million; actual US $million; actual US $million; actual US $ 18181818....9999    millionmillionmillionmillion)))).
• Part A. Municipal Public Works in five cities: Support labor intensive public works subprojects that address urgent  
community needs and improve the urban environment .
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• Part B. Urban Water Supply Improvements in 11 cities: Repair and rehabilitate of the water supply systems to  
restore reliable potable water to households, restore supply to standposts and provide planning information for future  
network expansion.
• Part C. Sanitation Improvements in Kabul: Repair and rehabilitate critical facilities including excreta disposal, solid  
waste management and drainage. 
• Part D. Engineering and Management Support for Parts A -C. 

ComponentComponentComponentComponent     2222::::    PowerPowerPowerPower    ((((appraisal US $appraisal US $appraisal US $appraisal US $ 15151515....0000    million; actual US $million; actual US $million; actual US $million; actual US $ 16161616....1111    millionmillionmillionmillion).).).).
• Part A. Transmission and Distribution Materials for Kabul and other cities, to remove electrical supply bottlenecks to  
commerce and industry.
• Part B. Essential Tools and Equipment, to make repairs, improve the reliability of the power supplies and to  
modernize and improve the efficiency of the power sector and to train staff . 
• Part C. Hydropower Station Repairs, to improve the reliability of the main renewable power source in Kabul and to  
increase the reliability of power supplies to Kabul .
• Part D. Re-commissioning of Gas Turbine and Supply of Fuel, to increase and improve the reliability of power  
supplies to Kabul.
• Part E. Engineering and Management Support for Parts A -D.

ComponentComponentComponentComponent     3333::::    Other InfrastructureOther InfrastructureOther InfrastructureOther Infrastructure ::::    Policy advice and other supportPolicy advice and other supportPolicy advice and other supportPolicy advice and other support (appraisal US $2 million; actual US $2 million). 
Additional Component:  The legal agreement was amended on August  15th, 2002 and Component 3 was modified to 
finance urgent repairs of the communication and radio -navigation equipment at Kabul airport . 

 d. Comments on Project Cost, Financing, Borrower Contribution, and Dates:     
        This project was prepared as an Emergency Response Loan /Grant (ERL) and approved in two months. ERLs are 
expected to be completed in three years, with expedited procurement procedures and this project was planned for  
completion in two and a half years. However, the closing date for this project was extended  18 months, due to 
procurement delays and  to complete the Kabul sanitation component which was delayed in order to change  
suppliers when the original Pakistan supplier  was affected by the October  2005 earthquake.  So the short 
preparation time and expedited procurement which are the advantages of an ERL do not seem to have helped  
project implementation in this case. 

Given that the borrower was an interim government with little capacity to generate revenues, there was no  
counterpart contribution. There was also no other co-financing. 

The actual US$37.6 million value was substantially higher than the US $33 million estimate because of the declining  
value of the US$ against the SDR  over the  2002-2006 period. 

 3. Relevance of Objectives & Design:         
   The objective is relevant to the conditions in Afghanistan and mostly reflect the priorities of IDA's Transitional  
Support Strategy for Afghanistan, approved in April  2002. This strategy called for assistance in establishing capacity  
in areas essential to the  reconstruction program; support for reconstruction activities that jump -start economic 
activity; and assistance to build IDA's knowledge base to design an effective program for future assistance .  The 
project mostly fulfilled these elements, although a bit more emphasis on building the knowledge base and capacity  
building would have made the project more relevant given the limited knowledge and experience in the infrastructure  
sectors in the country.  

The design of the components reflect the Government ’s overarching emphasis on interventions that would  (i) show 
results on-the-ground as soon as possible, to respond to the fragile socio -political situation and the high expectations  
of a “peace dividend”, and (ii) facilitate subsequent, in-depth sectoral engagements by the Bank and others, in  
anticipation of the implementation of the large pledges of development assistance by the international community . 
However, methods to assess and mitigate the great risk inherent in Afghanistan at the time,  were not fully fleshed  
out in the preparation documents. Overall,  the objectives were, and continue to be, relevant, while the design could  
have better assessed the risk .

 4. Achievement of Objectives (Efficacy):     
    The overall objective of improving infrastructure service delivery of the country was  substantially met, if only 
because there was very little infrastructure to start with, and anything accomplished could be considered an  
improvement.  

The evidence for improved infrastructure services is :
-112 municipal public works projects were completed, exceeding the targeted number of  100.
-Water supply systems in 11 provincial cities were rehabilitated, which was the targeted number . Planning and 



feasibility studies  were completed for these towns as well .
- The number of registered household water connections increased from  10,000 to 25,000.
-Overall water production capacity was from 15,000 to 25,000 cum/day
- Solid waste management was improved and some structures were set up for this to continue . Rehabilitation of a 
dumpsite was completed. Eight new public toilet complexes were built in Kabul and repairs were made to eight more  
existing ones.
-A power station was recommissioned after  14 years, which almost doubled the available power supply in Kabul . 
- An additional 2,000 customers were connected to the public grid in Kabul . 
-A master plan for Afghanistan's power supply was completed . 
-With technical assistance from the Bank, a modern Minerals and Hydrocarbons Law was adopted .  
Building capacity in the implementing agencies, however, was much more difficult, having been limited by the fact  
that this was the first intervention in Afghanistan after more than  20 years of non-engagement with the Bank.

The objective of  supporting the economic recovery of the country has been  substantially achieved  in the following 
manner:
Over 100 labor-intensive projects for infrastructure improvement  were completed in  5 cities, employing the 
equivalent of 43,000 people for 10 days (430,000 person-days). Therefore, the original target of  18,000 person days 
listed in the Technical Annex has been greatly surpassed .  

However, whether the objective of enhancing the quality of life, health status and welfare of the population has been  
achieved can only be inferred by the improvements in infrastructure and employment, as there is no evidence and  
hardly any mention of these objectives in the ICR .

 5. Efficiency (not applicable to DPLs):         
          An evaluation of project efficiency is difficult given the scarcity of relevant data . Since this was an Emergency 
Response Loan, no ERRs were required or calculated .  However, some indicators of efficiency might have been  
possible to measure, such as cost effectiveness for some of the infrastructure components . There is indirect 
evidence in the ICR that efficiency may not have been high, due to contracting costs being much higher than initial  
estimates as contractors applied premiums for working in Afghanistan that were greater than expected . 

aaaa....    If available, enter theIf available, enter theIf available, enter theIf available, enter the     Economic Rate of ReturnEconomic Rate of ReturnEconomic Rate of ReturnEconomic Rate of Return     ((((ERRERRERRERR))))////Financial Rate of ReturnFinancial Rate of ReturnFinancial Rate of ReturnFinancial Rate of Return ((((FRRFRRFRRFRR))))    at appraisal and theat appraisal and theat appraisal and theat appraisal and the     
rererere----estimated value at  evaluationestimated value at  evaluationestimated value at  evaluationestimated value at  evaluation ::::        

                     Rate Available? Point Value Coverage/Scope*

Appraisal % %

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

 6. Outcome:     

    This project's major relevant objectives were achieved, albeit with some minor shortcomings . The project and its 
design were highly relevant to the priorities in Afghanistan at the time . 
  aaaa.... Outcome RatingOutcome RatingOutcome RatingOutcome Rating ::::  Satisfactory

 7. Rationale for Risk to Development Outcome Rating:     
    At the time of the completion of this project, the security and stability of Afghanistan is still highly tenuous . The 
continuing insurgency, the dominance of the opium trade in the country's economy, combined with the worsening of  
the country's terms of trade resulting from the sharp increase in the cost of imported oil products, perpetuate an  
environment that is high-risk from any perspective.   Internal income generation by the government is also tenuous,  
suggesting that continued improvements or even the maintenance of the status quo will need to rely on external  
funding for the foreseeable future .  There exist the following impediments to the continuing flow of benefits from this  
projects to continue into the future :
1) Weak water and power utilities and municipal governments
2) The profound extent of the need in Afghanistan for basic professional education and training in all sectors of the  

economy.
Overall, therefore, these conditions in the country  put the continuation of program benefits at risk .
   
     aaaa....    Risk to Development Outcome RatingRisk to Development Outcome RatingRisk to Development Outcome RatingRisk to Development Outcome Rating ::::  High



 8. Assessment of Bank Performance:        

  The Bank's performance both at entry and during supervision was  satisfactory. The early and close 

collaboration with the government helped ensure the relevance and realism of the project concept . However, 
procurement delays bedeviled project implementation . An important success factor in the implementation phase  
was the decision of the Bank team to supervise the project by component, which distributed the supervision  
burden and aligned the Bank staff ’s sector-specific strengths with the developing programs in the different  
sectors. The project was heavily supervised, as befitted a project in the volatile conditions of a fragile state at that  
time.

    aaaa....    Ensuring QualityEnsuring QualityEnsuring QualityEnsuring Quality ----atatatat----EntryEntryEntryEntry ::::Satisfactory

    bbbb....    Quality of SupervisionQuality of SupervisionQuality of SupervisionQuality of Supervision ::::Satisfactory

    cccc....    Overall Bank PerformanceOverall Bank PerformanceOverall Bank PerformanceOverall Bank Performance ::::Satisfactory

 9. Assessment of Borrower Performance:        
The performance of the government was only  moderately satisfactory.  In view of the enormity of the 
reconstruction challenges on all fronts, the Government is to be commended for its efforts to implement this  
project, particularly in the early phase of project identification and preparation .The project was prepared with due 
regard for Bank procedures.  In implementation, however, there were recurring problems with procurement and  
payments to contractors that were under the control of the government .The lack of capacity for procurement led  
the Government to retain a firm to act as a central procurement agent to assist line ministries with  procurement  
associated with Bank and ADB projects as well as for other government procurement . At the implementation 
stage this model was to prove deficient in a number of ways and perhaps underestimated existing weaknesses . 
The Central Procurement Unit's job did not include technical evaluation of proposals  (although to a certain extent  
it undertook this function out of necessity in the first  1-2 years of implementation), Line ministries did not (and in 
most cases, still do not) have staff capable of reviewing bids . Moreover,the number of staff in the Central  
Procurement Unit was insufficient to handle simultaneously multiple projects with multiple ministries and multiple  
bidding packages; the volume of activities was simply too large to ensure that each maintained the fast -track 
schedule required for emergency projects . It took much longer than expected to procure  implementation  
consultants due to lack of sufficient staff in the central procurement unit which had a multitude of competing  
priorities. 
    aaaa....    Government PerformanceGovernment PerformanceGovernment PerformanceGovernment Performance ::::Moderately Satisfactory

    bbbb....    Implementing Agency PerformanceImplementing Agency PerformanceImplementing Agency PerformanceImplementing Agency Performance ::::Moderately Satisfactory

    cccc....    Overall Borrower PerformanceOverall Borrower PerformanceOverall Borrower PerformanceOverall Borrower Performance ::::Moderately Satisfactory

 10. M&E Design, Implementation, & Utilization:     
   Given the nonexistence of data in Afghanistan at the time of project preparation, putting forward a systematic M&E  
framework with baseline data, targets and performance indicators was challenging . However, the Technical Annex at  
appraisal did list a number of monitoring indicators to be tracked, such as number of households positively affected  
per intervention, kilometers of roads cleared and constructed, and staff trained in modern construction techniques .  
Most indicators were output targets for the components, for example, number of days of employment or number of  
cities receiving improvements to water supply . There were few outcome related indicators, such as broader  
indicators of economic growth, or improved health, however .  The types of indicators which were measured and  
accounted for in the ICR were the increase in household water connections, number of repairs to public sanitation  
facilities and number of procurement packages completed for municipal public works .Those in the appraisal report  
that were not reported on in the ICR included indicators such as the number of households impacted by public works,  
amount of underground piping and joints repaired and number of staff trained in modern construction techniques .
 aaaa....  M&E Quality RatingM&E Quality RatingM&E Quality RatingM&E Quality Rating ::::  Modest

 11. Other Issues (Safeguards, Fiduciary, Unintended Positive and Negative Impacts): 

   There was very little mention of relationships and harmonization with other donors, which have been reported  (by 
other sources) to be problematic. 



12121212....    RatingsRatingsRatingsRatings:::: ICRICRICRICR  IEG ReviewIEG ReviewIEG ReviewIEG Review Reason forReason forReason forReason for     
DisagreementDisagreementDisagreementDisagreement ////CommentsCommentsCommentsComments

OutcomeOutcomeOutcomeOutcome :::: Satisfactory Satisfactory

Risk to DevelopmentRisk to DevelopmentRisk to DevelopmentRisk to Development     
OutcomeOutcomeOutcomeOutcome ::::

High High

Bank PerformanceBank PerformanceBank PerformanceBank Performance :::: Satisfactory Satisfactory

Borrower PerformanceBorrower PerformanceBorrower PerformanceBorrower Performance :::: Moderately 
Satisfactory

Moderately 
Satisfactory

Quality of ICRQuality of ICRQuality of ICRQuality of ICR ::::
    

Satisfactory

NOTESNOTESNOTESNOTES:
- 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:     
   1. Bank supported emergency reconstruction projects clearly need to be processed and made effective as  
quickly as possible, but this should not preempt at least a minimum amount of strategic planning and procurement  
training, including considerations about the transition from emergency to institutional development status, and  
likely next steps for pilot projects .   
2.In situations where security is very tenuous, cost estimates should acknowledge the possibility of a high security  
premium being included in bids by those contractors who are willing to compete for contracts under such  
conditions. By not taking this into account, there was much cost underestimation during appraisal . 
3.In a post-conflict country, the intensive and continuous presence of Bank staff to support implementation is  
required, as happened in this project . In practical (if not legal) terms, the distinction between Bank and Client  
execution is blurred. The Bank should consider seconding staff to Government  (for a limited duration and at the 
request of the government) during the early stages of engagement . This could be particularly useful in the areas of  
procurement, disbursement/financial management, and project management which are central to the successful  
implementation of projects. Once a Bank country office is well established, of course much of this could be made  
available through staff working there .
4.  In view of the complete absence of procurement capacity in the project implementing agencies, and the  
inadequacy of the staff in the centralized procurement agency, project implementation would have been facilitated  
if more sector-specific procurement oversight had been built into the project implementation arrangements

 

 14. Assessment Recommended?     Yes No

    Why?Why?Why?Why? It would be useful to see if any of the efforts from this project were sustained and had longer term impact .  
These lessons could add to the Bank's growing knowledge of how to work effectively in fragile and post conflict  
states dealing with on-going security problems.

 15. Comments on Quality of ICR:     

Satisfactory overall, but only marginally so .  While the ICR raises many important issues, it also has gaps : there are 
no tables of procurement, no assessment of efficiency, and no borrower ICR . The ICR refers to the frequency of  
Supervision missions (six per year), but provides no specific data on them or their cost .The Results Framework Chart 
of PDO Indicators is poorly laid out and difficult to read . In addition, three different numbers are given for the US  
dollar equivalent of amount disbursed, and the ICR refers to paragraphs that do not exist .  Detailed results by 
component in one place in the ICR would have been helpful . 
    aaaa....Quality of ICR RatingQuality of ICR RatingQuality of ICR RatingQuality of ICR Rating ::::    Satisfactory




