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BICOL SECONDARY AND FEEDER ROADS
 
PkOJECT EVALUATION
 

SUMMARY: Although almost one year behind the original implementation
 
schedule, the project is now being implemented in a timely fashion.
 
Substantial efforts are being made to issue notices to proceed with con
struction of all fourteen subprojects by December 31, 1978. It is
 
anticipated additional personnel will have to be added to accelerate
 
securing of rights-of-way.
 

The project is incurring significantly increased costs due to upgraded
 
design standards for individual roads and availability of cement. Other
 
problems and issues identified involve maintenance capability/potential
 
of provincial and city engineering offices, the present lack of precise
 
socio-economic data on road influence areas, revised GOP targets for
 
completion of the land reform program including issuance of Certificate
 
of Land Transfers (CLTs) and difficulties in securing rights-of-way
 
and/or arriving at mutually agreeable costs of damage done to property
 
improvements as a result of rights-of-way acquisition prior to actual
 
road construction. These operational problems however have not resulted
 
in serious project delays. The primary reasons for the initial project
 
delay of almost one year --- GOP fiscal year changeover, insufficient
 
initial budgetary allocations, and lack of adequate staff levels for
 
effective project management --- have been rectified and pose no furtner
 
impediments to project implementation.
 

EVALUATION METHODOLOGY: The evaluation was conducted in the Bicol region
 
from July 17 to 20, 1978. Participating were: members of the Project
 
Management Office under the Ministry of Public Highways, engineers of the
 
Bicol River Basin Development Program Office, the Roads Evaluation Office
 

of the BRBDP, and Ministry of Agrarian Reform and concerned USAID techni
cal personnel. Visits were also made to the three road subprojects under
 
construction.
 

DOCUMENTS TO BE REVISED: Following awarding of contracts for all 14 sub
projects (22 total contracts), the PMO (Project Management Office) will
 
request all contractors to submit up-dated construction schedules. These
 

will then be collated into a final CPM schedule with a final date for
 
requesting reimbursement from USAID. This is to be accomplished by
 
December 31, 1978.
 

There have been several
EVALUATION FINDINGS ABOUT EXTERNAL FACTORS: 

construction changes which have modified project scope and costs. The
 
major change relates to the design standards adopted for, and hence direct
 
construction costs of, secondary and feeder roads included in the Bicol
 
River Basin Program. The 1974 feasibility study deemed that portland
 
cement and/or asphaltic concrete pavements were not justified on the basis
 



- 2 

of future traffic projections; bituminous surface treatments and/or gravel

surface courses with finished subgrade elevations at or near existing

ground levels would be adequate. On this basis, large volumes of earth
work were not anticipated.
 

However, the A & E firms employed to reevaluate the feasibility of the
 
road improvements and carry out final engineering design, recommended
 
that of the 22 secondary road segments, eight should be portland cement
 
concrete, two should be asphaltic concrete, nine should be bituminous
 
surface treatment, and four should be gravel. All feeder roads would
 
remain all-weather gravel. There were several 
reasons for upgrading

the design standards. First, the bulk of the subprojects are located
 
in lowland areas which flood frequently and concrete payments withstand
 
flooding better than other pavements. In addition, considerably less
 
maintenance is required for concrete pavements, which would partially

relieve the burden on provincial and city engineering offices for main
tenance. 
Second, finished subgrade elevations were significantly raised
 
from existing ground levels to prevent flooding and washouts, parti
cularly of feeder roads; hence, substantially more earthwork is involved
 
than originally envisioned. However, given the soil quality in the Bicol
 
Region, the A & E deemed it the most appropriate strategy to follow to
 
achieve a network of all-weather feeder and secondary roads.
 

Further contributing to the cost increases resulting from this redesign

is that a major assumption of the Project Paper --- an adequate supply

of reasonably priced cement ---
has proven to be partly erroneous. Costs
 
for locally produced cement today are topping P19.15 ($2.62) per bag

delivered (govt. price is P13.95) in Manila when available. The larger
 
Manila contractors have established suppliers of cement but are even
 
experiencing increasing difficulty in securing adequate supplies. 
 This
 
situation is expected to continue for some time. Moreover, increased
 
oil costs have raised the cost of asphalt. Thus, project costs have
 
outstripped the cost estimates of the original design even under the

"worst-case" 20% increase when accounting for upgraded standards and
 
increased material costs. All of these increased costs however will be
 
borne by the GOP.
 

On the administrative side, the MPH is encountering problems in securing

of right-of-way in some ar'eas. In addition, where farmers have not yet

been issued their certificates of land transfer under the Agrarian Reform
 
Program, it also complicates ROW acquisition. Right-of-way agents of
 
the Ministry of Public Highways are experiencing difficulty convincing

farmers to voluntarily surrender rice and corn land for road construction,

primarily new feeder road alignments, prior to construction actually be
ginning. In
some cases, agents have to wait until surface grading begins

before farmers are willing to surrender title. In other cases, agents
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discover that the individual is not the legal holder of title to the land
he is tilling. 
 Rather, title remains in the name of a father, grandfather
or other relative, the 
name not having been changed down through the years.
Finally, in the case of coconut and sugarland, the problem is locating the
absentee owner who is living in another part of the country or abroad.
 

The problem cited above applies to only about 20-25% of total 
right-of-way
yet to be secured. 
 However, a few holdouts may cause construction delays.
Thus, the MPH/PMO needs to hire more agents. 
 Funds are available so that
the project management office may actively recruit personnel. 
 Increased
coordination and support are also required from local governments and the
 
provinces.
 

With respect to issuance of certificates of land transfer, changes in
issuance procedures in the national Agrarian Reform Program have caused
delays in meeting the 100% 
issuance target to have been achieved in
April 1978 in accordance with the covenant under Section 5.01(a) of the
Project Loan Agreement. The Ministry of Agrarian Reform is 
now addressing
CLTs on an in-depth barangay basis (instead of the previous parcel by
parcel method in all barangays submitting lists) and these must be submitted
as a package following the formation of Barrio Committees on Land Production

which determine land values for the specific area. 
 The Regional MAR has
indicated that 18 months beyond the date specified in the Loan Agreement will
be required to complete CLT issuance on the project area based on 
the new
 
procedures.
 

EVALUATION FINDINGS ABOUT GOAL/SUBGOAL: 
 "Bring about a self-sustaining

rise in income levels of the rural poor in the Bicol 
River Basin and increase their perceived quality of life." 
 The evaluation has determined
that insufficient information currently exists with which to assess impact
of project on stated goal. 
 The Bicol Multipurpose Survey and Roads survey
(3000 family sample) currently underway is expected to provide data.
 

EVALUATION FINDINGS ABOUT PURPOSE: 
 "l. Increase agricultural production;
2. Induce employment; 3. 
Increase commercial complementarities;

4. Promote social development." 
 Thie BRBDP roads evaluation office is
just beginning the process of collecting base line data for the subproject
influence areas 
so it is not possible at this time to cite evidence of
 progress toward purpose. 
However, the evaluation did note that thus far
excluded from the data to'be gathered were actual figures on 
local employment in actual construction. It is recommended that the project management

office and the economic evaluation unit of the BRBDP consult on the most
efficient and appropriate manner to verify actual 
employment and wage levels
 
for local laborers.
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Pre-road base 	line and post-project impact studies are contemplated under
 
These studies will include both social indicators which are
the project. 


likely to be affected by road construction, as well as economic indicators.
 

It is recommended that the BRBDP roads evaluation section develop a pro

posed schedule for conducting these studies, paying particular attention to
 

not conducting impact studies immediately following road completion.
 

The project is
EVALUATION FINDINGS ABOUT OUTPUTS AND INPUTS: 

almost one year behind schedule proposed in the loan agreement. The pro

now
blems accounting for the delay have been resolved and the project is 


proceeding at a satisfactory pace. Of 22 construction contracts to be let
 

for the 14 subprojects, 10 have been awarded and notices to proceed have
 

been issued to 8 contractors. Of these eight, three are already under con

struction, the construction having commenced prior to issuance of NTP at
 

the contractors' own risk pending approval of the Presidential Office. It
 

is expected that all contracts will be awarded and notices to proceed
 

issued by December 31, 1978. At that time the PMO will prepare a revised
 

CPM schedule indicating completion dates of the subprojects and the final
 

date for which reimbursement may be requested from USAID.
 

Initial problems involving adequate budget to carry out the project and
 
The latter problem
effective leadership within the PMO have been resolved. 


involved the delegation of substantial authority on contract bid evalua

tions, voucher processing, and other administrative requirements to the
 
The earlier problem was primarily
PMO by the Regional Director of the MPH. 


the result of a fiscal year changeover within the GOP which left many govern

ment agencies short of funding during 1976. However, for FY 1978, the PMO
 
While any excess will be returned to the
has been allocated adequate funds. 


GOP treasury in December, the PMO anticipates no problem in obtaining ade

quate allocations from the GOP in the future. This is an important point
 

considering that estimated construction costs have increased from p89,587,000
 

to p224,834,881 ($29,977,984), a per kilometer cost increase from p198,400
 

to p522,398. 	These cost increases have primarily resulted from an increase
 

in use of concrete for secondary road construction, although gravel feeder
 

road construction has also increased from an average of ?60,000 ($8,000)
 

-to p323,936 ($43,191) per kilometer due to increased earthworks costs. In
 

addition, present plans show that the total kilometerage of roads to be
 
to 430.39. The
constructed is being reduced slightly from 453.T8 kms. 


length of bridges remains essentially the same -/
 

l/ Per km. costs are as follows: Secondary road/concrete pavement,Pl,249,
256
 

per km.; secondary road/bituminous concrete, P912,241 per km.; secondary
 

road/double bituminous surface treatment, p636,650; secondary road/single
 

bituminous treatment, p414,751; secondary road/gravel treatment, no estimate;
 

feeder road/gravel surface, p323,936.
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While it seems likely that some projects' B/C ratios might fall below 1.0
 
or 
IRRs fall below 15% using the new cost estimates and traffic projections,

the evaluation does not deem it to be a useful 
exercise to recalculate
 
these figures. There are three reasons for this.
 

First, it is not likely any projects would be eliminated as a result of a
 
revised analysis. 
Bids have been submitted or solicited for all road
 
subprojects; halting of the bid process for a recalculation when there are
 
dubious possibilities for locating economically viable alternatives that
 
would meet the criteria of (1) being located in predominantly rice/corn
 
areas, (2) result in appreciable savings in transport costs based on current
 
traffic levels, and (3) serve existing or planned national or communal
 
irrigation systems, and thus serve primarily small farmers and promote

the land reform, Masagana 99 and other such programs. The chart below
 
outlines a rough profile of project influence areas based on types of
 
agricultural land included therein.
 

It would be difficult to improve on subproject selection given initial
 
criteria which emphasized rice and corn land. Almost three-fourths of
 
the project influence area to be covered by the 14 sub--projects are
 
planted to rice and corn farms under three hectares in size. In only

three projects does the proportion of land planted to rice and corn fall
 
below 50%, one of these being a secondary road to a newly-developing port.
 

Second, selection of new subprojects and subsequent requirements for A & E
 
surveys, final engineering design and rebidding would cause considerable
 
delay to the project which may not be warranted, given the fact the project

has already experienced a year's delay.
 

PRODUCTION AREAS OF SUBPROJECTS
 
(hectares)
 

Percent to
Project Area Priority Rice Corn Abaca Coconut Sugar Total Rice & Corn 

Nabua-Tandaay-

Libon 1 4601 638 0 1000 4 6243 83.9% 

Buhi-Lidong 2 2537 493 450 882 13 4375 69.3% 

Danao-Pasacao 3 746 158 44 1940 86 2974 28.4% 

Bula-Ombao-

Sto. Domingo 4 2166 100 
 0 70 50 2386 94.9%
 

Mitaos-Minalabac 5 2842 9 113 
 68 30 3062 93.1%
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Project Area Priority Rice Corn Abaca Coconut Sugar Total 
Percent to 
Rice & Corn 

Iriga-Salvacion-
Masuli 6 901 264 150 157 15 1487 78.3% 

Palestina-San 
AnLonio-Minalabac 7 2748 110 79 38 79 3054 93.5% 

Calabanga-Tinambac 8 1895 230 108 2265 49 4547 46.7% 

Libmanan 	 Comparable data not available
 

Pili-Mataoroc 10 4005 56 40 19 40 4160 97.5%
 

Naga-Carolina 11 55 43 0 1735 322 2155 4.5%
 

buia-Topaz 12 1542 654 131 598 80 3005 73.0%
 

Polangui-Nasisi 13 2641 325 20 843 12 3841 76.2%
 

San Agustin
Baso-Nabua 14 537 30 0 63 1 631 89.9%
 

9,678 781 41,920 -Totals 	 27,216 3,110 1,135 


Percentage 	 (64.9%) (7.4%) (2.7%) (23.0%) (2.0%)(100.0%) (72.3%)
 

Note: 	 Project priority listing is almost identical to rank-order
 
to projects based upon weighted cost-benefit ratios.
 

With reference to contractor performance, the evaluation has determined that
 
the PMO has been successful in awarding contracts to competent firms capable
 
of handling projects of the magnitude involved. Thus far, the three sub
projects under construction are experiencing only minor difficulties involving
 
primarily weather and materials (e.g., cement) supplies. In the case of sub
project 1-B, Libmanan bridge, the unexpected encounter of sandstone beneath
 
the river bed is causing the contractor to reevaluate the type of piling to
 
be driven.
 

As important as the construction component is the enhancement of road main
tenance capabilities of provincial and city engineering offices. A contract,
 
partially financed from the loan, has recently been awarded to a U.S. firm
 
(Jorgensen Associates) to begin training of PEO's and CEO's in determining
 
equipment needs and the management of road maintenance on an annual basis.
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Participants in the evaluation indicated that the primary concern is allo
,cation of funds to the provincial and city maintenance programs. This con
cern centered around the need to give the fund integrity such that monies
 
are used only for maintenance and not for other purposes. Itwas observed
 
that progress in related projects such as tax administration would reduce
 
the incidence of "borrowing" from the maintenance funds. In addition,
 
concern was 
expressed for the low salary levels being paid provincial and
 
city engineers and their staffs which make it difficult to retain the

quality personnel.
 

The evaluation also noted that equipment pool development inboth provinces

is proceeding on schedule, and that both provinces have active rural roads
 
programs in progress. It is the opinion of the evaluation that the next
 
evaluation to be conducted in July 1979 cover the progress of the training
 
program, progress in equipment pool development, and implementation per
formance to date within the provincial and city rural roads program.
 

EVALUATION FINDINGS ABOUT UNPLANNED EFFECTS: None
 

CHANGES IN DESIGN OR EXECUTION: None. Issues already discussed under
 
External Factors.
 

LESSONS LEARNED: None
 

SPECIAL COMMENTS: None
 




