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TA Description

Weaknesses in the formulation and implementation of economic programs and projects in Nepal included poor project selection,
inadequate preparation, weak project management, inadequate accountability, ineffective project monitoring and supervision,
and insufficient evaluation. The technical assistance (TA) was granted at the Government’s request to establish an accountable
and results-oriented institutional framework in Nepal at the national and selected line ministry levels for the programming,
budgeting, and management of development projects. NPCS was the Executing Agency. The implementing agencies were
NPCS’ Central Monitoring and Evaluation Division (CMED), Ministry of Agriculture (MOA), Ministry of Water Resources (MWR),
and Ministry of Works and Transport3 (MWT). The rationale for the TA was appropriate, as the institutional capability in terms of
accountability, skills, systems and processes was inadequate. ADB had granted an earlier TA to improve the post evaluation
capability of the same executing agency.4  Adequate consultations with the Government were made. However, the link between
the earlier TA and the TA under discussion was not apparent.

TA Inputs Evaluation

A team leaders group comprising senior representatives from the implementing agencies, meeting fortnightly, was responsible
for monitoring and managing the progress of the TA. The meetings were very much consultant-driven and stopped when the
assignment of the international consultant team leader ended in November 1999. They were revived only after a lapse of about
six months, with the extension of the assignment of a domestic consultant (PPMS training specialist) to assist NPCS to
implement and bring the TA to a close. A six-member steering committee, comprising the Vice Chairman of the National
Planning Commission (NPC) as Chairman and the secretaries of NPCS, MOA, MWR and MWT, was intended to meet quarterly
and provide policy guidance and general supervision during TA implementation. After the kick-off meeting, the steering
committee hardly met. It met twice after the ADB review mission in March 2000 to review the activities that needed to be
completed to bring the TA to a close.

Two international consultants (a PPMS specialist, as team leader, and a training specialist) and six domestic consultants5 were
recruited to provide the various services under the TA. There were a number of changes to the consultants’ assignments, such
as the reduction in time spent for training by the international training specialist because further training would not be useful and
the extension of the domestic PPMS training specialist’s services due to the difficulties encountered in data collection. The
consultants’ terms of reference were generally consistent with the TA objective except for the two domestic consultants engaged
to prepare studies to update NPCS with analytical information on the economy. Consultants’ performance as a group was at
best satisfactory, with some of them submitting their final reports very late. A major reason was the apparent lack of support and
ownership from the more senior staff of NPCS, who were often transferred to other government departments. For instance,
there were three changes in the CMED head (joint secretary), and two in the NPC secretary. The international consultant team
leader was practically left to work on his own with a limited number of lower level staff. Frequent changes in ADB staff affected
continuity in dialogue between ADB and NPCS, including a breakdown in communication towards the end of 1999.

The TA provided computer hardware (four computers, modems, power supply units, laser printers, and fax machines) as well as
software. CMED computers were linked together as a network. The acquisition and installation of the equipment was delayed
due to difficulties in the procurement process. An additional unit of computer at the Prime Minister’s Office was also installed.

                                                
1  Represents committed amount. The uncommitted amount of $ 95,125 was cancelled.
2 TA activities were completed by 30 September 2000. The TA was deemed closed except for the accounts. In its memo of 23

November 2000, OED requested the Controller’s Department to close the TA account upon settlement of all outstanding financial
obligations.

3 Reorganized as the Ministry of Physical Planning and Works.
4 TA 1967-NEP: Strengthening Post-Evaluation Capability of the National Planning Commission Secretariat, for $100,000, approved

on 22 October 1993. At completion, the TA was rated generally successful by OED. The Technical Assistance Performance Audit
Report on Selected Technical Assistance for Strengthening Evaluation Capacity in Developing Member Countries (July 2001) rated
TA 1967 as partly successful.

5 The TA originally provided for four domestic consultants. NPC requested two additional consultants to prepare one study each
(Identification of Actions to Streamline the Processes of Project Approval and Accelerate Implementation of Public Sector
Investments, and Export Potentials: Comparative and Competitive Advantage Analysis, respectively) during implementation to be
funded from TA savings.
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TA Outputs Evaluation

The TA outputs comprised (i) a project performance information system (PPIS), and an integrated management information
system/project management system at CMED, MOA, MWR and MWT; (ii) training on the logical framework approach,
performance indicators, project monitoring system initially6 for the core monitoring staff of CMED and the three ministries; (iii)
training for computer operators; (iv) project management manuals, part 1 (general) and part 2 (Government-wide policies and
practices); and (iv) study visit to the People’s Republic of China of four staff, one each from the four implementing agencies.
Two research studies were completed by the additional domestic consultants but their subject matter was not directly related to
PPMS (footnote 5).

The achievement of these outputs was beset by a number of problems, including the (i) delay in getting performance evaluation
data as inputs for the PPIS; (ii) lack of full and active participation of NPC or the line ministries involved; (iii) lack of support from
senior decision makers in NPCS and NPC itself to obtain high level support and commitment; (iv) frequent staff transfers; (v)
inadequate motivation at various levels of the Government; (vi) lack of staff aptitude and inclination to acquire programming
skills necessary to modify the system or correct program bugs in the future; (vii) unfamiliarity of staff with the keyboard for a
Nepali font; and (viii) inadequate budgetary support. There is no evidence that the TA contributed to the long-term strategy of
building Nepal’s evaluation capability, which would have been part of a fully functioning PPMS. Generally, the TA outputs had
some of the basic elements of PPMS but taken as a whole would not adequately constitute a full functioning results-based
PPMS.

TA Overall Assessment and Rating

The TA was relevant when it was first designed but it was unsuccessful in achieving its objective of establishing an accountable
and result-oriented institutional framework at the national and selected line ministries for programming, budgeting and
management of development projects. The TA was not effective in developing the Government‘s capability to (i) identify and
prioritize projects based on clear development criteria, (ii) implement and monitor them effectively by keeping track and
comparing project results with actual and expected outputs and impacts, and (iii) hold implementing agencies accountable for
project outcomes. Although the PPIS was successfully developed and installed with the necessary computer hardware, its
usage was not sustained. This could be attributed to the lack of commitment to the system (as a result of the lack of ownership,
with the process being perceived as an activity of the consultants) and lack of technical capability. Sustainability of benefits from
training in PPMS could not be assured as a number of the staff trained under the TA had been transferred. The study visit,
although very much valued by the participants, appeared to have produced little impact on institutional performance.

The TA was able to create the awareness on the value of the logical framework and has led to NPCS’ directive to all ministries
to include the logical framework in all project proposals. The last major activity of the TA was a training seminar on the use of
the logical framework as a planning and monitoring tool, which was organized in the aftermath of this directive and open to
participants from all ministries. Some institution-building impact could be expected from this. However, it would still take some
time before the impact of this directive can be fully felt. Performance of both NPCS and ADB could have been better with closer
supervision during TA implementation. The availability of the PPIS, the project manuals, and the limited impact on institutional
building could put the performance of the TA on the border between partly successful and unsuccessful.  But as the major
objective of developing a fully functioning PPMS has not been accomplished coupled with the issue of non-sustainability, the TA
is rated as unsuccessful.

Major Lessons Learned

Stakeholders’ full-hearted participation is essential at both the TA preparatory and implementation stages to cultivate a sense of
ownership among the participants and to forestall lack of motivation among implementing staff to initiate TA activities.

A thorough assessment of the beneficiaries’ capability/institutional environment prior to TA design would ensure the design’s
appropriateness and the demand for the TA outputs, and help avoid overly optimistic objectives. In the case of Nepal, for
instance, attempting to computerize poorly performing manual monitoring systems may not be the best solution. The lack of data
encoders and of programming skills necessary to modify or correct program bugs impinges upon the sustainability of PPMS in
the long run.

Follow-Up Actions and Recommendations

The Government should promote the adoption of the PPIS by all government agencies by mandating that the information
required for project approval be supplied in the format best produced by the PPIS. This would ensure the utilization of the
system.

The Government needs to enforce the directive made at the beginning of 2000 on the use of the logical framework in the project
report of all central level projects. This will contribute to further capacity building among government agencies.

Future TAs should ensure the active participation of concerned government officials. Also, future policy dialogue with the
Government should include issues such as country TA ownership, staff continuity and high-level commitment.

More efforts should be made to strengthen the accountability mechanisms in future operations by identifying the needed
improvements in PPMS as a criterion to be used as part of the country-specific trigger mechanisms in the performance-based
allocation for Nepal. ADB’s accountability should also be strengthened.

Prepared by Chi-nang Wong Designation Senior Evaluation Specialist, OEDW

                                                
6 This training was further extended to the staff of the remaining 17 ministries in view of NPCS’ directive in January 2000 to all

ministries to adopt the logical framework in their project proposals.



3


