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PROJECT ASSISTANCE COMPLETION REPORTE

PROJECT: ACEH ROAD BETTERMENT 497-0241

PROJECT OBJECTIVES AND PRINCIPAL COMPONENTS:

This project is designed to promote agricultural development in
the Aceh region by improving existing roads and creating new
road links from agricultural areas to potential markets and to
train inexperienced Indonesian general contractors in the art
¢0f road building. The objective will be accomplished by

<broviding’funds for construction and technical assistance for

training contractors. The major components of the project are
technical assistance for design, construction supervision and

training ($3.0 million) and the procurement of construction
services and commodities ($7.3 million). The expected output
is an improved road from Kutacane to Blangkejeren (Section III
105 Km) and a new and improved road from Tapaktuan to
Kruengluas (Section I 96 Km) and Kruengluas to Sidikalang
(Section II 117 Km).

STATUS

USAID funding for Section I was withdrawn when the original
contractor backed out after a price dispute with Bina Marga.
USAID funding for section III was also withdrawn in August
1980, after approximately 28%Z had been completed, because Bina
Marga reduced design standards to a point which was
unacceptable to USAID. Construction funding of Section II was
terminateq on-May 31, 1982 (TDD). The physical status of this
section of the road at that time was 91.08% complete. All
bridges and culverts were completed, all base and sub-base had
been placed, and approximately 101 Kms were paved. The
remaining 9% which consisted of 16 Kms of paving, stripping and
signing were completed (using GOI funds) on 31 December, 1982.
All commodity procurement contemplated under the original
project was completed. Technical assistance was provided under
Host Country contracts with Louis Berger/PT ASA providing the
design and construction supervision services and with RMI
providing equipment maintenance expertise. These contracts
were cut off at the same time the construction funding was
terminated i.e., May 31, 1982. The US Technical Advisors
attempt at training and upgrading Bina Marga personnel resulted
in only one adequately trained Resident Engineer and about
three partially trained engineers on the field office staff.



OQUTPUTS:

The planned outputs were 213 Kms of completed roadway between
Sidikalang and Tapaktuan, and 105 Kms of completed roadway
between Blanke jeren and Kutacane. The actual outputs at the
IDD were 101 Kms of completed roadway between Sidikalang and
Tapaktuan and 25 Kms of completed roadway between Blankajeren
and Kutacane. It must be noted bowever that the GOI completed
the final 80 Kms of roadway between Blankejeren and Kutacane
with their own funds, and are also in the process of completing
the final 112 Kms of roadway between Sidikalang and Tapaktuan.
The total cost of the Project has escalated from an estimated
$20,653,000 to $§ 51,380,000. With AID participation fixed at

$10,300,000, it means the GOI contribution has increased to
$41,080,000.

While project accomplishments (initially planned outputs), were
not actually met by the TDD, the resolve of the GOI to complete
the project as originally planned with its own resources is
rewarding in itself. In addition another positive result of

the seven years of labor is the evolvement of two first class
highway contractors who are successfully continuing road
construction in other areas of Indonesia without expatriate

supervision or technical assistance.
PURPOSE :

It will be some time before it is known whether or not the
project purpose of promoting agricultural development in the
Aceh region by improving existing roads and creating new road
links fromkagricultural areas to potential markets, was a valid
assumption. However it must be noted that since a baseline

survey was not performed it would be impossible to ever
quantify any such improvements. On the other hand one only has

to make the journey from one end of the project to the other to
see a marked increase in the construction of new homes

commercial enterprises and farm structures as well as daily
increases in cars & buses and trucks carrying farm produce &

commodities.
COVENANTS :

The only covenant the B/G has had to live up to is the
continuing responsibility for road and bridge maintenance.
While the Mission does not have continuing moniteoring

responsibilities on a regular basis, we intend to make random
inspections to determine if this covenant is being carried out

as well as a visual evaluation of roadside commercial and
agricultural development.



LESSONS LEARNED:

In the lessons to be learned category we found that it is
extremely difficult and time consuming to make road
construction contractors out of building construction
contractors. It took fully two years to build up contractors

staff and equipment to the point where they were ready to start
construction and then another five years to build 212 Kms of

road. Contributing factors were remoteness of the area, bad
weather, lack of skilled personnel, low wages & insufficient
funding. On this last point we also learned that a
conventional FAR agreement based on completion of sub-projects
or elements which are "self sustaining units™ was not a
satisfactory method of disbursing AID loan funds for this type
of project. The reason being that the first three years were
spent on gearing-up and mobilizing and no "self sustaining
units” were produced. Therefore the GOI was three years into’
their construction budget and none of it was supplemented with
loan funds. The project disbursement method had to be revised
to a fixed percentage payment tied to GOI payment of contractor
invoices. As it is approximately $642,000 was deobligated
because of the contractors inability to complete the section on
time.

Clearances:
PRO:JSperling (in draft)
FIN:RClark (in draft)
RLA:LChiles (in draft)

CM:LKelly (in draft)
. DD:RSimpson (in draft)
AVt " DIR:WPFuller (in draft)

PTE:REDavis:jm:03/29/83

ce:

PRO, FIN, RLA, CM,

DD, DIR; AID/W: ASIA/PD,
S&T/DIU; PTE-2, C&R-3.
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train inexperienced Indonesian general contractors in the art
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USAID funding for section III was also withdrawn in August
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section of the road at that time was 91.087% complete. All
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been placed, and approximately 101l Kms were paved. The
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OUTPUTS:

The planned outputs were 213 Kms of completed roadway between
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Tapaktuan and 25 Kms of completed roadway between Blankajeren
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The total cost of the Project has escalated from an estimated
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rewarding in itself. In addition another positive result of

the seven years of labor is the evolvement of two first class
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While the Mission does not have continuing monitoring

responsibilities on a regular basis, we intend to make random
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construction contractors out of building construction
contractors. It took fully two years to build up contractors

staff and equipment to the point where they were ready to start
construction and then another five years to build 212 Kms of
road, Contributing factors were remoteness of the area, bad
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funding. On this last point we also learned that a
conventional FAR agreement based on completion of sub-projects
or elements which are "self sustaining units” was not a
satisfactory method of disbursing AID loan funds for this type
of project. The reason being that the first three years were
spent on gearing-up and mobilizing and no "self sustaining
units” were produced. Therefore the GOI was three years into
their construction budget and none of it was supplemented with
loan funds. The project disbursement method had to be revised
to a fixed percentage payment tied to GOI payment of contractor
invoices. As it is approximately $642,000 was deobligated
because of the contractors inability to complete the section on
time.
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