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1. Project Proflle and Japan’s ODA Loan

(1) Background

As of 1990 Indonesla had some 54,000km In natlonal and provinclal roads consldered to be major trunk
IInes and the condltlons of these roads were deemed to be of afalrly high standard. However, there was a
growlng need for the routlne mal ntenance required to keep the Improved roads In good condltion. In 1990
the Indoneslan government established Its guldelines for directly managing these routine malntenance
operatlons, and began distrlbuting across the natlon machinery fleets for malntenance known as “routine
mal ntenance unlt”, or RMU. That year the Japan Bank for Internatlonal Cooperatlon (herelnafter referred
to as JBIC) conducted a SAPROF (Speclal Asslstance for Project Formatlon) for the purpose of turning
these guldellnes Into an actual project. Based on the results, Directorate Genera of Highways Minlstry of
Publlc Works (then), eventually prepared a long-term plan that called for distrlbuting a total of 587 RMUs
to 238 locatlons throughout the natlon. This project was requested to serve as the flrst stage of this
long-term plan.

(2) Objectlves

In order to carry out the routlne malntenance under the direct control of the government, this project was
Implemented with the goal of Improving routine malntenance of natlonal and provincla roads throughout
Indonesla by Improving road malntenance equlpment and by providing tralning to employees Involved
wlth road malntenance and repalr. The top prlorltles of this project were to prevent the rapld deterloration
of road structures and malntaln smooth trafflc flows for the maln trunk |Ines.

(3) Project Scope

The project scope covered the followlng three polnts with the alm of fostering direct management of

routlne road mal ntenance operatlons.

(1) Procure 103 RMUs and transfer them to 97 Chaban Dlnasu (0000000000) (provincla Publlic Works
Offlces) natlonwlde

(2) Provlde tralning to employees at the Chaban DInasu

(3) Offer related consulting services

The JBIC loan covered the entlre forelgn-currency portlon and a part of the local-currency portlon required

for procurement of the equlpment, materlals and services for Implementation of the project. This came to

¥4,043 milllon, or 85% of the total project cost of ¥4,757 milllon.

(4) Borrower/Executlng Agency
Republic of Indonesla/ Directorate General of Highways, MInlstry of Publlic Works



(5) Outllneof Loan Agreement

Loan Amount/L oan DIsbursed Amount ¥4,043 milllon / ¥2,845 mllllon

Exchange of Notes/L oan Agreement September 1991 / September 1991

Terms and Condltlons Interest rate: 2.6%, Repayment perlod: 30 years (10 years for
grace perlod), General Untled

FInal Dlsbursement Date October 1996

2. Resultsand Evaluatlon

(1) Reevance

This project played an Important role In Improving the routlne malntenance system for natlonal and
provincla roads by providing Important equlpment for the Inltlal stage of preparing RMUs to be used to
handle the growlng routine malntenance needs for Indonesla's road sector. However, these needs have not
grown as quickly as Inltlally projected, but the need for routine malntenance of some prefectural roads Is
expected to become an Important conslderation. Therefore, the long-term RMU Improvement Plan
proposed by the SAPROF will need to be reviewed when consldering further RMU Improvements.

(2) Efflclency

There were some changes to the plan such as the additlona equlpment to meet new needs that arose soon
after launching the project, and the drastlc reductlon In the tralning perlod so that the acquired equlpment
could be quickly put to use. Stlll, the project monltoring was proper and satlsfactory results In terms of the
machlnery, tralning and consulting services have been achleved. On top of thls, project costs were 30%
under the orlglnal budget, thus It can be judged that this project was efflclently Implemented.

(3) Effectlveness

This project provided RMUs to 97 Chaban DInasu(0000000000), which Is equlvalent to 40% of 237
Chaban DInasu throughout Indonesla. The directly managed routlne malntenance promoted by this project
Is belleved to offer substantlal merlts over the contracting method used In the late 1980's and between
1999-2000. These merlts Include speed, mobllity, quallty of executlon and better utllizatlon of exlsting
personnel and organl zatlons. However, the proper routl ne mal ntenance budget needs to be allotted In order
to fully achleve the project effects.

The quallty and efficlency of the constructlon works have been Improved by the mechanlzation of the
routine malntenance. Further, a routine malntenance control system which came Into wlde use through
tralning and manuals, has been adopted by many Chaban DInasu, and this has al contrlbuted to Improved
routlne mal ntenance. However, the cold mix constructlon method which was Introduced across the natlon
could not be adopted In some reglons due to restrictlons In obtalning the required materlals.

It IsdIfflcult to quantltatively verlfy the project effect and Impact, but It Is belleved that the project helped

to Improve the performance of routlne mal ntenance operatlons based on the followlng conslderatl ons.

) Faster and more moblle responses were made posslible thanks to the direct management,
mechanlzatlon and Introductlon of the cold mix constructlon method In some reglons.



1) Repalrs of full-scale asphalt paving and landslides were made possible for the first time due to the
mechanl zatlon.

[11) Ableto select the most sultable method for the type and severlty of the damage.

Iv) Improved quallty and stabllity In the routlne mal ntenance operatlons due to the mechanlzatlon

(4) I'mpact

It Is dIfflcult to make a quantltatlve analysls due to alack of concrete data, but It Is belleved that securlng
the needed budget and Improving routlne road malntenance for natlonal and provisional roads would
contrlbute to the vitallzatlon of Industrlal and soclal economic actlvitles In the reglon by providing
smoother trafflc flows. No negatlve Impacts on the soclety or environment were seen.

(5) Sustalnabllity

The worklng ratlo of RMUs which are asslgned to the 97 Chaban DInasu throughout Indonesla are not
necessarlly high. The restrictlons of routlne malntenance budget have reduced the working ratlo.
Malntenance of the equipment has not always been favorable. Even though the operating times are not
very long, between 20% and 40% of the equlpment cannot be used. This Is malnly due to the fact that there
Is no approprlate mechanlsm to see that the necessary mal ntenance budget Is belng allotted. The system for
procurlng spare parts Is not necessarlly well-prepared, elther.

In Indonesla many organlzatlons are belng consolldated In [Ine with decentrallzatlon of power, which has
abollshed Chaban Dlnasu. This has resulted In a blt of confuslon between the central and local
governments as to who should be operating the RMUs and conducting the routlne malntenance, which has
al had an effect on RMU operatlons. It Is necessary to walt untll more progress Is made In this shift In the
organlzatlonal system to work out thls confuslon.

Therefore, It Is belleved that the followlng will be needed to adequately malntaln the sustalnabllity of the

project.

I) Adequate budget for routlne mal ntenance

1) An approprlate mechanlsm to see that the adequate budget for malntenance Is allotted and a system for
procurlng the needed spare parts

[11) Establishment of a sultable organlzatlona system

3. LessonsLlearned

(1) Adding a Software Component

This project greatly contrlbuted to the proper RMU operations by proposing and spreading technlcal
guldance for routlne malntenance and procedures through tralning and consulting services. When
providing varlous equipment and machinery as a single system, as was the case with thls project,
sophlsticated software Is needed to most efficlently and effectlvely operate the system. Therefore, In such
a loan project of provlding this type of equipment, It Is Important to Include a software component for
Improvement of the operatlng system.

(2) Procurement of Equlpment and Materlals In Conslderatlon of Future Parts Procurement



It has been hard to locate spare parts for some of the equipment obtalned by this project, and this has had
an Impact on the effectlveness of the project. Many small-scale blddings were consldered to help foster
price competition and drlve down procurement costs. However, this resulted In the diverslficatlon of
manufacturers for machlnery, and In some cases this made It harder to locate spare parts. Therefore, when
procurlng varlous types of equlpment, conslderations should be glven to IImiting the number of
manufacturers used whenever posslble. Whether or not a company has an adequate system for providing
spare parts will also need to be conflrmed at the time of assessment for bldding.

(3) Reglona Dlfferences

Except for some dlight differentlation In terms of pavement types and natural condltlons, the make-up of
the RMUs provlded to the many Chaban DInasu are baslcally the same. For decentrallzed projects a falrly
standardized deslgn Is needed to Improve the efficlency of the plan and executlon. At the same time,
conslderatlons need to be glven to the accommodati ng the different needs and conditlons of each reglon.

However, no matter how careful the planning Is, there will Ilkely be some Initlal surpluses and
Insufficlencles at the start. Therefore, It Is Important to Improve the plans by making use of previous
projects, as In case that a more accurate procurement plan was presented when obtalning addition
materlals and equlpment In the second phase of the project. This Indlcates that monltoring and evaluating
prevlous project phases can be prerequlslte for continulng phases.

Macadamlzed Trunk Road (Semarang Clty, Java)



Comparlson of Orlglnal and Actual Scope

Item Plan Actua
O Project Scope
¢ Procurement of RMU . 103 unlts 103 units
e 2112 2,960
e Tralning . 1,293 1,272
e Consulting Service * Technlcal asslstance for (Same as left)

software development, RMU
monltorlng, procurement
assl stance, tralnlng support

O Implementatlon Schedule
Start ~ Completion

Aug. 1991 ~ Dec. 1994

Jul. 1991 ~ Jul 1996

(Month) (41 months) (61 months)
O Project Cost
JBIC loan portlon ¥4,043 milllon ¥2,842 milllon
Portlon covered by the Indoneslan ¥714 milllon ¥480 milllon
government
Total ¥4,757 milllon ¥3,326 milllon
Exchange Rate Rp.10 ¥0.068 Rp.10 ¥0.051
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