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Executive Summary 
 
 
 

The 2017 Annual Evaluation Review (AER) of the Asian Development Bank’s (ADB) Independent 
Evaluation Department (IED) comes at an important juncture for ADB, as it strengthens its position as a 
knowledge bank and learning institution. The work on the 2017 AER was undertaken as ADB was 
readying Strategy 2030, its long-term corporate framework.   
 
The AER provides an independent perspective of ADB’s performance based on the systematic 
assessment of ADB strategies, sectors, and operations. It informs on whether ADB’s initiatives made a 
difference in addressing the pressing development challenges in Asia and the Pacific. The AER does this 
primarily through analyses of evaluations of country strategies and projects. 
  
The 2017 AER is a tool for both accountability and learning. As well as reporting on results, it provides 
an opportunity to review how evaluations can better inform ADB operations. The special theme of this 
year’s AER, learning from the documented lessons of project evaluations, aims to provide an insight as 
to how ADB learns as an institution. It reviews how lessons from project evaluations can influence 
better design and implementation. It is clearly acknowledged that documented lessons are a small 
component of what contributes to learning in ADB. Nevertheless, a review of learning from 
documented lessons still provides valuable insights on how knowledge is generated and managed. 
 
The 2017 AER also gives an annual update on the implementation status of recommendations from 
IED's corporate and thematic evaluations. Reviewing performance and tracking the course of lessons 
and recommendations provide a means to understand ADB’s progress as a knowledge institution.  
 

 
Performance of ADB Operations 
 
In 2016, based on a 3-year rolling average, 77% 
of sovereign projects were assessed successful. 
Year-on-year performance from 2015 to 2016 
also improved, although this may reflect 
volatility from one year to the next and depends 
on the projects being evaluated in a particular 
year. With about 55 validations undertaken 
annually and spread across countries and sectors, 
such volatility occurs due to the sector and 
country mix of the evaluated portfolio in a 
particular year. For the batch reviewed in 2016, 
for example, the increase in the success rate was 
partly attributable to a greater proportion of 
successful road projects in the People’s Republic 
of China (PRC) compared to earlier years. Over 
2008-2016, sovereign projects rated successful 
averaged at 65%. 
 
The evaluations of country partnership strategies 
(CPSs) show a steady and improving 
performance. CPSs in aggregate had a success 
rate of 70% over the 2010–2016 review period 

covered by the 2017 AER. Given the mix of 
countries reviewed in a particular year and the 
sample size of country evaluations, it is too early 
to conclude any sustained trend in performance 
at the country strategy level.  
 
The challenge remains for these evaluations to 
better incorporate performance against  
higher-level country, corporate, and national 
objectives in order to more comprehensively 
report on ADB’s contributions to the 
development challenges of the Asia and Pacific 
region. IED’s guidelines on country evaluations 
recognize the importance of these higher-level 
country, national, and sector priorities as well as 
ADB’s long-term corporate strategic and 
thematic priorities as set out in its Strategy 2020. 
IED’s country assistance program evaluations 
(CAPE) have started to address higher-level 
national and corporate priorities. But these 
evaluations are still very much grounded 
primarily in project-level achievements. Recent 
CAPEs have, nonetheless, put more emphasis on 
balancing bottom-up results from project-level 
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performance with top-down assessments 
against higher-level corporate objectives.  
 
CAPEs, however, account for a much smaller 
proportion of country level evaluations than the 
more frequent country validations of CPS final 
reviews (CPSFRs)—the self-assessment of ADB 
country-level support undertaken by ADB 
operations. For example, in the 2010–2016 
review period covered by this AER, CAPEs 
account for only 11 of the 30 country-level 
evaluations. The other 19 are validations of 
CPSFRs which do not traditionally assess 
performance against sector outcomes. Whilst 
the recent CPSFRs are increasingly addressing 
higher-level national and sector strategies as 
well as ADB’s corporate priorities, their analyses 
are constrained when the CPS results 
frameworks which they evaluate do not 
incorporate, in advance, the means to measure 
performance against these higher-level priorities. 
Thus, CPS results frameworks must, in some way, 
reflect the relevant intended outcomes of ADB’s 
strategic framework to enable ADB to report on 
the performance against these outcomes.  
 
The 2015 CPS reform guidelines reflect an 
understanding of these gaps and new CPSs now 
have to include an inclusive and sustainable 
growth assessment that incorporates: (i) 
summary economic analysis, (ii) summary 
poverty analysis, (iii) summary gender analysis, 
(iv) summary environment assessment, and (v) 
summary private sector assessment. Evaluation 
of future CPSs will inform as to whether these 
reforms were sufficient in addressing the 
challenges of fully understanding how ADB’s 
corporate strategy is mainstreamed into country 
operations.  

Project design continues to be rated better than 
project implementation. Although 
implementation performance improved over the 
review period (see Figure), the pace has 
plateaued in the past 5 years. This shows that 
while the design of ADB project outcomes is 
improving, based on the criterion of relevance, 
the ability to implement well needs further 
consolidation. Efficiency, effectiveness, and likely 
sustainability are the three implementation 
criteria, of which effectiveness in delivering 
project outcomes has been an increasingly 
positive feature of ADB performance. Efficiency 
and likely sustainability continue to be a 
challenge in over a third of projects. Analyses 
highlight recurring reasons for the poor 
performance in these criteria, which are often in 
the same sectors, particularly infrastructure and 
finance. For example, evaluations have 
repeatedly stressed that project efficiency needs 
to be measured and substantiated with rigorous 
analysis of cost and benefits. Further, project 
sustainability is often affected by inadequate 
operation and maintenance. Closer attention to 
ADB supervision and the monitoring by 
executing agencies can contribute to building 
capacity and enable development programs to 
rely more on country systems.  
 
Blend countries, which can borrow from both 
the concessional Asian Development Fund (ADF) 
and the market-based ordinary capital resources 
(OCR), lag in performance behind countries that 
are only eligible for ADF financing. Analyses 
highlight that blend countries continue to have 
institutional weaknesses, which affect the 
sustainability of project outcomes (even when 
many are middle-income countries). Countries 
borrowing OCR receive limited technical 
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assistance (TA), on the assumption that their 
country systems are stronger, while countries 
eligible for only concessional financing receive 
considerable TA support. This suggests that TA 
support plays a critical role in complementing 
finance to improve development results. Blend 
countries are highly variable in their institutional 
needs, because their institutional capacity may 
not have improved equally, in line with gross 
domestic product growth.  
 
The performance of sovereign projects in the 
infrastructure and non-infrastructure sector 
groups is improving and their performance is 
converging. Infrastructure sector projects 
account for a much larger proportion of ADB 
lending, however, their performance has fallen 
below that of non-infrastructure sector projects. 
The three-year moving average success rate for 
2014–2016 shows that 75% of the infrastructure 
sector projects were rated successful while non-
infrastructure sector projects was at 81%. In 
non-infrastructure, all education and public 
sector management projects were rated 
successful but health sector projects dipped 
below the average rating (at 79%) owing to 
projects in Indonesia, Pakistan, and the 
Philippines. Finance sector projects evaluated for 
the 2015 and 2016 success rates show an 
improved performance but, overall, the sector 
continues to lag behind other non-infrastructure 
sectors. Successful energy projects in the PRC 
and India were the main driver for the better 
performance in ADB’s infrastructure program. 
Transport, a large sector, has performed 
consistently below the average success rate for 
infrastructure, though the large number of 
successful transport projects in the PRC—in 
particular, roads—resulted in 2016’s transport 
performance improving from a dip in 2015. This 
near convergence of infrastructure and non-
infrastructure performance reflects ADB’s 
versatility across sectors, including the ability to 
undertake cross-sectoral thematic programs that 
are becoming an increasing feature of 
development programs.  
 
Analyses at a regional level shows that 
performance of sovereign operations in East 
Asia and South Asia has been consistently above 
the ADB average over the 2008-2016 period; the 
performances in Central and West Asia and the 
Pacific were consistently below average. In East 

Asia, the PRC portfolio extended its long-run of 
good performance. Project performance in 
Mongolia, the other country making up this 
regional grouping, was also on an upward trend. 
In South Asia, Bangladesh projects continued a 
positive trend in performance showing above 
average for the period. India, by comparison, 
remains below average following the drop in 
performance during the 2013–2015 period. Sri 
Lanka project performance improved over 2014–
2016 though still remains overall below the ADB 
average. Southeast Asia bounced back to above 
average performance in 2014-16 dominated by 
projects evaluated in Indonesia and Vietnam. 
Philippines remains below the ADB average 
performance albeit showing an improvement in 
2014–2016. Pacific region projects showed an 
improvement in performance in 2014–2016, 
though performance of projects in Papua New 
Guinea continues to be below the regional 
average. In Central and West Asia, projects 
evaluated in Pakistan have consistently 
underperformed over the 2008–2016 review 
period. However, operations in the Kyrgyz 
Republic now dominate the portfolio of 
evaluated projects and also the proportion of 
successful projects.  
 
Project lending modality performance has also 
converged, with policy-based lending almost on 
a par with investment lending. IED is 
undertaking a review of ADB’s experience with 
policy-based loans (PBL). The improved PBL 
performance over the period reflects its 
changing nature since 2006. Single-tranche 
loans are becoming the norm, and these loans 
are declared effective immediately after approval 
by ADB Board of Directors. This has improved 
the likelihood of a successful rating. The public 
sector management sector has the largest 
number of PBLs. 
 
Unlike loan and grant projects, IED does not 
undertake an independent evaluation of every 
technical assistance project. Instead IED 
undertakes periodic reviews of ADB’s TA 
portfolio; the last major one was in 2014, with a 
new review coming up in 2017. CAPEs and CPS 
final reviews increasingly incorporate a review of 
the TA modality. While such assessments, in the 
aggregate, are useful to understand TA portfolio 
performance at a country level, it is equally 
important to have a process to more 
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systematically and regularly assess the 
contribution of individual TAs. This is especially 
important given that TA resources are becoming 
increasingly limited and TA is a valuable 
modality for capacity development in ADB 
member countries. 
 
Project performance of nonsovereign operations 
has remained at 69%. The volume of 
nonsovereign operations (NSO) continues to 
grow, although, as at 2016, the pool of projects 
reaching maturity was still too small to make 
conclusions in all aspects of the NSO 
performance, as is done with sovereign 
operations. Only 13 nonsovereign projects were 
evaluated in 2016, compared to 49 sovereign 
projects. Even so, a review of the performance 
shows that successful projects are correlated 
with the ability to identify strong sponsors in 
ADB member countries. Further, the 
contribution to private sector development can 
be exemplified by projects that demonstrate the 
viability of new technologies, newly published 
regulations, or target underserved segments in 
need of access to finance.  
 
Infrastructure transactions continue to dominate 
private sector performance. The overall 3-year 
moving average success rates (2014–2016) are 
86% for infrastructure transactions, 71% for 
financial institution transactions, and 50% for 
private equity fund transactions. The 
infrastructure performance trended slightly 
lower in 2014–2016, but overall for 2008–2016, 
infrastructure projects are 90% successful. 
Project performance in the financial institution 
sector is improving, though private equity funds 
continue to be below the average for 
nonsovereign operations. 
 
Learning from Documented Lessons of 
Project Evaluations and from the 
Implementation of Recommendations 
 
ADB’s initiatives must be underpinned by a solid 
understanding of country contexts and the 
challenges to effective project implementation. 
Value is also to be derived from transferring 
experiences from one project to another. For this 
to succeed, understanding what works and why, 
is essential. Effective learning from the depth 
and breadth of operational experience is a 
valuable source of comparative advantage for 

ADB, which the institution can build on as it 
matures as a knowledge bank. In 2007, an IED 
study showed that the characteristics of 
successful projects included the ability to learn 
from past lessons and incorporate them in 
project design, and that quality at entry depends 
on the incorporation of lessons from past 
projects. 
 
Learning from operations requires careful 
attention to lessons from each stage of the 
project cycle (design, implementation, 
monitoring, and evaluation). It is acknowledged 
that learning from documented lessons from 
project evaluation reports is one of many 
components of organizational learning. The 
2017 AER examined the process through which 
lessons from evaluation are identified, 
documented, stored, curated, synthesized into 
guidance documents, and then reused. It also 
sought staff input into the various dimensions 
of what makes a successful lesson-learning 
environment. In addition, it continues the 
tracking of the implementation of the agreed 
recommendations and actions from IED’s higher 
level corporate and thematic evaluations.  
 
The key finding has been that the learning from 
documented lessons within project evaluation 
reports falls far short of its potential. As an 
illustration, 20% of staff knew of projects 
financed through ADB that failed to deliver on 
intended results because lessons were ignored. 
These perceptions, drawn from document 
reviews, staff surveys, and structured interviews 
correlate with the aforementioned analyses, and 
highlight the continuing gap between design 
and implementation performance. The following 
are some important issues emerging from this 
analysis:  
 
(i) The learning from documented lessons 

mindset does not exist organically, and 
learning will not happen automatically. 
When asked on how the current 
environment on lessons learning 
supported the outcomes of better project 
design and implementation, 14% of staff 
stated that learning from lessons was 
very effective, with 53% indicating that it 
was moderately effective. Further, the 
effectiveness of transmitting lessons from 
identification in one project to reuse in 
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another was rated only 8% when lessons 
were retrieved from storage and search. 
This compares poorly to best practice 
organizations which report up to 40% 
effectiveness in learning from lessons. On 
the outputs from lessons learning, only 
20% of staff thought that current quality 
of lessons was of top quality with better 
quality lessons relating to 
implementation rather than project 
design. In addition, only about 30% felt 
that there was a process of updating 
guidance documents from lessons 
learned. Finally, 60% of survey 
respondents found retrieving lessons 
difficult.  

 
(ii) Paramount in strengthening the lessons- 

learning cycle is the need for an 
organizational culture that values the use 
of lessons from evaluation. Staff 
commented that ADB Management does 
not prioritize the learning from lessons 
and that emphasis on learning was not 
consistent across the organization. 
Further, there exists an inherent 
reluctance by ADB Management to 
discuss project failures and the same 
lessons are often repeated from one 
project to the next. The enabling 
environment for effective and efficient 
learning can only happen through 
strengthened governance and a culture 
for learning, more clarified roles and 
accountabilities, established processes, 
and better provision of relevant 
technology. 

 
(iii) As mentioned above, a typical cycle of 

learning from documented lessons 
involves discrete steps, such as the 
identification, documentation, storage, 
extraction, and curation of lessons, and 
their use in strengthening project 
guidance and documents. Survey 
respondents and interviewees noted that 
there is no structured way to identify 
lessons, and that lessons are identified 
and documented by a project team only 
around 58% of the time. Increasingly, 
however, operations are using the project 
concept stage to look at lessons and 
ensure that new project designs learn 

from past experience. Training on how to 
identify and document lessons, however, 
is poor and there is no formal 
methodology for documenting or 
evaluating lessons. Curation of lessons is 
sporadic with some level of curation by 
IED and the Sustainable Development 
and Climate Change department (SDCC). 
However, this curation is not undertaken 
in a systematic manner or with sufficient 
regularity and there is no mechanism to 
archive lessons that are no longer 
relevant. Several respondents commented 
that root cause analyses and small step 
improvements at each stage of the 
lessons learning cycle will ensure better 
learning outputs and outcomes. 

 
(iv) Much of the knowledge on project 

processing and implementation is tacit 
and held by staff, consultants, and 
counterpart agencies. This valuable 
source of knowledge, if tapped, can 
strengthen the quality of documented 
lessons, and make more knowledge 
available in a uniform and transparent 
manner. 
 

The bottom line from the analysis is that ADB is 
not learning rapidly enough from the lessons of 
implementation, despite the frequency at which 
lessons are repeated on the same issues. Even so, 
the potential of documented lessons to 
influence projects for the better remains strong, 
though this is predicated on the delivery of high 
quality and easily accessible lessons and also on 
their incorporation into sector guidance 
documents. Further evaluative evidence is 
needed to better understand the learning 
process in ADB. 
 
The tracking of actions and recommendations 
from corporate and thematic evaluations is an 
accountability function that IED performs. In 
addition, the influence of IED reports can be 
better understood through the tracking of the 
outcomes of the implementation of 
recommendations. There was 100% acceptance 
of the recommendations of IED’s reports issued 
during 2016. In addition, IED’s validation of 
Management’s implementation of 
recommendations in 2016 showed an 80% 
implementation success rate. For the first time, 
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the 2017 AER now highlights the aggregate 
performance of the implementation of 
recommendations completed for a particular IED 
report. In 2016, there were 14 reports where all 
recommendations were completed, with an 85% 
average implementation success rate across all 
the reports. The performance on these 
completed reports will form the basis of future 
analyses of the impact and outcomes of IED’s 
evaluations on ADB’s operations.  
 
Conclusions and Recommendations 
 
Three important conclusions can be drawn from 
IED’s findings on project performance, on the 
learning from documented lesson of project 
evaluations and from the implementation of 
recommendations from IED’s evaluations:  
 
First, there are opportunities for ADB to improve 
project performance. Detailed analyses of 
performance indicate that several of the 
deficiencies and limitations inhibiting success 
keep on recurring, and that several performance 
improvement factors are within ADB’s control. 
Further, achievements need to be sustained. 
 
Second, action needs to be taken on the 
information gaps inhibiting ADB from 
understanding the full potential and 
achievement against intended outcomes of its 
interventions at the country level. CPSs and their 
subsequent evaluations form the basis of 
understanding ADB’s contribution to the 
development priorities of member countries. An 
aggregate perspective of CPS performance 
across countries also provides ADB the means to 
understand its contribution to the development 
priorities of the region. The 2017 AER points to 
the limited ability for the evaluations of CPS 
performance to give the full picture of ADB’s 
contribution to higher level objectives. This is 
because the CPSs upfront do not 
comprehensively address all the relevant 
development issues or put in place the building 
blocks to measure ADB’s contribution.  
 
For example, CPS designs do not always 
adequately factor in country context into their 
strategic decisions related to macroeconomy, 
policy reforms, and institutional capability. They 
do not consistently take on board plans for 
private sector operations nor adequately 

appraise constraints to private sector 
development. CPSs could also better delineate 
the strategic use of TA and incorporate country-
specific issues, such as sector analyses and 
sector road maps in a more consistent manner. 
Finally, CPSs should consider all the elements of 
ADB’s corporate strategy, such as Strategy 
2020’s drivers of change and strategic agendas 
that are relevant to a country. When the scope 
of a CPS design is limited, then so is its 
implementation. Evaluation efforts on CPSs such 
as the CPFRV and CAPEs are similarly constrained. 
This limits the knowledge that could be gained 
for future CPSs.  
 
IED’s recent evaluations on particular elements 
of Strategy 2020 (such as the strategic agendas 
of inclusive growth, environmentally sustainable 
growth, and regional cooperation and 
integration, as well as the upcoming 2017 
review on gender mainstreaming), can help 
bridge knowledge gaps. But these can only 
complement and not fully substitute for strong 
and robust CPS design and monitoring. 
 
Third, effective learning from operational 
experiences will strengthen ADB’s competitive 
edge in the changing external development 
environment. ADB must keep learning and 
adapting given the increasing complexity of 
development challenges and the growing 
sophistication of its client base. Lessons from 
project evaluations are an opportunity to build 
on past experiences. Likewise, the follow-up on 
recommendations enables ADB to better 
understand their impact on project design and 
implementation. Evaluation reports (both self 
and independent) typically highlight lessons and 
recommendations that are vital to ADB’s 
learning architecture. Here, a good tracking 
system on recommendations will contribute to a 
better understanding of the outcomes achieved. 
This, in turn, will further improve the quality and 
adoption of lessons and recommendations from 
future evaluations.  
 
The 2017 AER does not repeat the specific 
recommendations of previous AERs on how 
performance can be improved through 
strengthened project relevance, effectiveness, 
efficiency, and likely sustainability. These 
recommendations are already well documented. 
The 2017 AER, instead, makes the following 
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three recommendations at the more strategic 
level.  
 
(i) Ensure that through the implementation 
of the 2015 CPS reforms, the relevant ADB 
corporate strategic and thematic priorities are 
mainstreamed into country operations, with the 
Private Sector Operations Department’s full 
engagement, and include clear indicators to 
measure performance in these areas. The 
engagement of the Private Sector Operations 
Department in CPS formulation is essential. This 
will enable ADB to make better sense of the 
evaluation of country-level results and to 
identify gaps in delivering on the development 
priorities targeted in its corporate strategy. CPSs 
and their priorities must be underpinned by 
assessments of inclusive and sustainable growth 
that ADB’s corporate strategy aimed for. CPS 
frameworks must clearly establish a rigorous 
monitoring mechanism to enable ADB to 
demonstrate how operations are supporting 
corporate strategic priorities, drivers of change, 
and national macroeconomic and sector-level 
targets. It is also essential that private sector 
operations and private sector development are 
fully integrated with public sector operations.  
 
(ii) Strengthen within ADB, a learning 
culture, that values, among other learning 
components, the generation and use of 
documented lessons from project evaluations, 
facilitated by robust systems, procedures, and 
ways to measure progress. By far, the most 
important finding of the 2017 AER’s analyses on 
learning from evaluation lessons is staff’s 
perception on ADB Management’s pivotal role in 
creating a culture for learning. An essential 
element for supporting this learning culture is 
the clear designation of roles and accountability 
for knowledge focal points. These roles need to 
be anchored around activities of the lesson 
learning cycle.  

 
As an example, strengthening the concept-
review stage of project design and 
implementation is a vital process to identify 
useful lessons for new project design. 
Furthermore, using this process to draw out 
tacit knowledge—the knowledge that exists 
among staff and consultants but is not 
documented—is just as important. Improved 
coordination between operations, sector and 

thematic groups, and IED will also improve the 
lessons-learning architecture. IED's commitment 
to a number of sector synthesis papers over the 
coming years will support the better curation of 
lessons. Finally, more guidance on how lessons 
can be reflected in project completion reports 
and other review documents will help.  
 
(iii) Develop clear protocols through which 
recommendations from higher-level evaluations 
are accepted, completed, evaluated, and 
reported, and explore ways to understand the 
ultimate results of the implementation of 
recommendations. These protocols should 
reflect the consensus between Management and 
IED on, among others, the acceptance of 
recommendations to be implemented, the 
associated action plans, and how the validation 
criteria are applied to completed 
recommendations. These protocols should also 
include the reporting on particular 
recommendations as well as on completed IED 
reports which may include several 
recommendations. And outcome analyses 
should be undertaken to better assess the 
implication of the completed IED reports on 
ADB’s operations. 

 





 

CHAPTER 1 

Introduction 
 
 
 
 
1. The Annual Evaluation Review (AER) is the flagship report of the Independent Evaluation 
Department (IED) of the Asian Development Bank (ADB). This yearly exercise informs ADB’s Board of 
Directors and Management on the institution’s performance and operational results. Under ADB’s 
disclosure policy, the AER is made public on ADB’s website after the report has been discussed with the 
Board of Directors. 
 
2. The 2017 AER draws on IED’s past country and project validations with special emphasis on 
evaluations of sovereign and nonsovereign operations undertaken in the 2016 evaluation period. It also 
draws on IED’s 2016 corporate and thematic evaluations. Prominent among the latter were evaluations 
of ADB's experience in implementing safeguards, and ADB's support to middle-income countries 
(MICs).1 Evaluation evidence from thematic and project-level studies, combined with IED’s historical 
database, constitute the foundation on which the analyses are based.  
 
3. The 2017 AER also builds on the 2014 midterm review of ADB’s current long-term strategy, 
Strategy 2020, and was undertaken while ADB was preparing its new long-term corporate strategy up 
to 2030.2 The review coincided with ADB’s 50th anniversary, a time for reflection on the tremendous 
changes in global development and how it impacts on ADB as a development institution. ADB today is 
adjusting to oncoming changes in the development environment, as it strives to deliver on its corporate 
strategic objectives of promoting inclusive economic growth, environmentally sustainable growth, and 
regional cooperation and integration.   
 
4. Most of ADB’s borrowing member countries have now reached middle-income status. IED’s 
2016 evaluation study on ADB’s engagement with these countries examined the economic challenges 
they face, and looked at how ADB can intensify its operations to deal with these challenges. The study 
found (i) greater heterogeneity among ADB’s middle-income member countries; (ii) economic 
stagnation and slower transition across national income levels within these countries (the middle-
income trap); (iii) increasing importance of private finance sector to take on sharing the risks and 
premiums, rather than relying on the planning directions of governments, (iv) more assertive borrowing 
by sovereign agencies; and (v) greater collaboration between the private and public sector in 
infrastructure development through public–private-partnerships. What makes planning and designing 
of future interventions in MICs complicated is that these changes will influence development themes, 
sectors, and geographies differently. As a result, country partnership strategies (CPSs) will need to be 
effective, and function as the active instrument of development and dialogue in ADB member 
countries.  
 
5. How ADB member countries respond to existing and rapidly unfolding development challenges 
will depend on each country’s opportunities and options, particularly in the prioritization of public or 
private sources of development funding. Bold economic policies will be needed to restrain growing 
inequalities. Ageing populations need stronger healthcare and social protection services, and countries 

                                                
1  Independent Evaluation Department (IED). 2016. ADB’s Engagement with Middle-Income Countries. Manila: 

Asian Development Bank (ADB). 
2  ADB. 2014. Midterm Review of Strategy 2020: Meeting the Challenges of a Transforming Asia and Pacific. 

Manila. 
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are grappling with reduced workforces. The demand is huge for financial resources to tackle climate 
and environmental threats resulting from past rapid economic growth and urban expansion. The 
allocation of limited ADB finances across competing claims, while maintaining the quality of ADB’s 
portfolio, will be a challenge for country operations. Against this backdrop, ADB has pledged to 
continue supporting vulnerable small-island nations and conflict-affected areas struggling to ensure 
more inclusive growth, and to improve the welfare of their populations. 
 
6. ADB’s capability in dealing with these complexities hinges on how knowledgeable it is about 
the different sectors of a country’s economy, its institutions, commerce, political economy, and its 
relations with neighboring economies. As the region’s premier development institution, ADB has to be 
learning constantly and gearing up for new challenges. Management has already begun formulation of 
2030 corporate strategy, and is looking to pursue advanced technologies, adopt innovations, and 
deploy new knowledge in its operations. ADB President Takehiko Nakao outlined the new strategy in a 
journal article in 2016:  
 

Given that ADB assistance is limited compared to the countries’ total infrastructure 
needs, we can maximize development impact by working on projects with more 
advanced technologies … 
 
To promote this initiative, it is essential that ADB itself raises the bar on technology and 
knowledge. 
 
The core tenets of this strategy [Strategy 2030] will be, among others, increased 
support for infrastructure using more advanced technologies, addressing climate 
change, and providing effective assistance to middle-income countries, which now 
constitute a majority of ADB member countries.3 

 
7. Institutional changes in ADB were hastened with the midterm review of Strategy 2020, to 
which IED contributed an evaluation study in 2014.4 Recent developments include the blending of 
market-based and concessional lending windows and increasing ADB’s equity and resources for 
borrowing member countries. A public–private partnership office was set up to assist ADB-supported 
public and private sector operations. Communities of practitioners were set up to promote the 
application of new knowledge across themes and sectors in ADB’s regional departments, and to 
strengthen the “One ADB” concept through horizontal links across operations. A major push toward 
decentralization and empowering field offices is envisaged to strengthen project implementation and 
supervision by promoting real-time feedback to implementing agencies. These measures, along with 
other prospective changes, are targeted towards strengthening ADB’s performance.  
 
8. A key focus of the 2017 AER is to improve understanding of how operations choose to design, 
implement, and monitor ADB assistance. This includes the way country and sector strategies are derived, 
and the adequacy of achievements reported against different levels of results (that is, corporate or 
regional level, and country, sector, and project levels). The AER formulates the overall assessment by 
building on the operational performance at project level. The emphasis on improving the preparation 
of CPSs is especially pertinent because of the complex development agenda facing ADB members. Seen 
this way, CPSs function as the final repository of multiple considerations behind ADB’s planned 
operations at the country level.   
 
9. ADB’s development experience is its main resource for adding to the region’s ongoing 
transformation. Evaluation lessons learned in the past should improve future practices—and IED 
                                                
3  Takehiko Nakao. 2016. New Strategy in Asia—Helping Build Quality Infrastructure at Scale. International 

Development Journal. https://www.adb.org/news/op-ed/adbs-new-strategy-asia-helping-build-quality-
infrastructure- scale-takehiko-nakao 

4  IED. 2014. Inclusion, Resilience, Change: ADB’s Strategy 2020 at Mid-Term. Manila: ADB. 

https://www.adb.org/news/op-ed/adbs-new-strategy-asia-helping-build-quality-infrastructure-%20scale-takehiko-nakao
https://www.adb.org/news/op-ed/adbs-new-strategy-asia-helping-build-quality-infrastructure-%20scale-takehiko-nakao
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contributes to this process by evaluating the results of ADB’s initiatives to show what works and what 
does not in emerging situations. Learning from documented lessons from project evaluations is the 
2017 AER’s special theme. 
 
10. The AER is structured around three core areas of analysis. First, it presents trends in operational 
performance at the country- and project-level based on IED evaluations, and highlights key findings. 
Second, it provides insights into ADB’s performance by analyzing learning from documented project 
evaluation lessons. And third, it presents IED‘s validation of the progress reported by Management 
against the recommendations made in its reports. The report concludes with recommendation for ADB 
Management to consider. The following contains more detail on the AER’s chapters: 

 
(i) Chapter 2, consistent with previous AERs, assesses ADB’s performance using the results 

of thematic-, country-, and project-level validations and evaluations. The analyses are 
carried out on a 3-year moving average basis to allow for a medium-term perspective 
on results.  

 
(ii) Chapter 3 focuses on the special theme for the 2017 AER—learning from documented 

lessons of project evaluations. It presents findings on how ADB incorporates learning 
from evaluation results using document reviews, a perception survey, and interviews of 
ADB staff. This chapter is a possible precursor to a broader assessment of ADB as a 
learning institution.  

 
(iii) Chapter 4 reviews progress on implementing recommendations agreed with 

Management, as tracked through the Management Action Record System (MARS). It 
also provides perspectives on how MARS can be made more effective as a tracking and 
learning tool.5 

 
(iv) Chapter 5 provides recommendations from the findings in Chapters 2 to 4, with 

emphasis on improving ADB’s capacity as a learning organization. 
 

                                                
5   On MARS, discussions have been held with Management that the focus for 2017 will be to look at progress 

against recommendations, as opposed to the completion of actions due. The 2017 AER reflects that change. 



 

CHAPTER 2 

Performance of ADB Operations 
  
 
 
 
 

Highlights 
 
Country-level operations 
• The assessment of country partnership strategies shows a positive performance trend from 2010–2016, with 

an average success rate of 70% over the period. However, given the small number of country evaluations, 
success rates for any particular year are very dependent on the mix of countries evaluated. Private sector 
development was only assessed when these operations were significant. The two CAPEs completed in 2016, 
for the People’s Republic of China and Sri Lanka, positively assessed the contribution to private sector 
development. 

• Most CPSs were assessed positive for relevance and effectiveness, but less so for efficiency, likely sustainability, 
and development impacts. 

 
Project-level operations 
(i) Sovereign  
• Project performance shows steady improvement with the 2014–2016 3-year moving average success rate at 

77%. Over 2008–2016 period, the success rate is 65% with some year-on-year volatility. 
• A pattern of convergence is observed in the performance of (i) infrastructure and non-infrastructure sectors; 

(ii) Asian Development Fund, blend, and ordinary capital resources funded operations; and (iii) investment and 
policy lending operations.  

• The efficiency and sustainability of project-level operations needs strengthening.  
 
(ii) Nonsovereign  
• Average success rate for nonsovereign operations over 2008–2016 is stable at 69% (split by sector as 

infrastructure 86%, financial institutions 71%, private equity funds 50%). The performance of private equity 
funds continues to be the main concern. 

 
Technical assistance  
• Each technical assistance project is not independently evaluated, and CAPEs address them as part of the pool 

of activities related to projects. A review of ADB’s technical operations was done in the 2014.  
 

 

A. Introduction 
 
11. The AER reports on the performance of ADB’s operations at country and project-level. Project 
performance is further analyzed for sovereign and nonsovereign activities, which are discussed in 
several dimensions: by sector, lending modality, ADB country classification, and evaluation criterion. For 
the 2017 AER, technical assistance (TA) operations are not specifically addressed since an in-depth 
corporate evaluation was undertaken in 2014, and a review of TA operations was part of the midterm 
review of ADB’s Strategy 2020.6  
 
12. Evaluation of country-level performance assessed 70% of CPSs as successful over 2010–2016, a 
period marked by an improving performance trend at the aggregate level for all countries. However, 

                                                
6  IED. 2014. Corporate Evaluation Study: Role of Technical Assistance in ADB Operations. Manila: ADB; ADB. 2014. 

Midterm Review of Strategy 2020 Action Plan. Manila.  
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these success rates are dependent on the country mix being analyzed. For sovereign country operations, 
contribution to sector performance was the strongest in energy and education, but weakest in finance 
and public sector management (PSM). This assessment is based on the 11 CAPEs conducted during the 
2010–2016 period. Nonsovereign operations (NSO) at the country level were evaluated only when the 
overall size of the NSO portfolio was large. The CAPEs for the People’s Republic of China (PRC) and Sri 
Lanka concluded that support to nonsovereign operations was positive. The PRC program contributed 
to infrastructure development, and both the PRC and Sri Lanka programs contributed to growth in 
private financial institutions. Most CPSs were assessed positive for relevance and effectiveness, but less 
so for efficiency, likely sustainability, and development impacts. 
 
13. Over the 2008–2016 period, sovereign project performance continued to improve with the 
three-year success rate reaching 77% for the 2014–2016 period, but with annual volatility in 2013–
2015 and 2014–2016.7 Over the longer term period 2008–2016, the average success rate is 65%.8 In 
the same period, the overall performance of infrastructure and non-infrastructure sectors converged 
with non-infrastructure exceeding the performance of infrastructure. Infrastructure projects still 
dominate in terms of size and number with energy projects consistently showing above-average 
performance. Transport has remained below average in performance since 2012–2014. The 
performance of non-infrastructure sectors steadily improved except health which has fallen since 2012–
2014. Project performance has been relatively better in East Asia, South Asia, and Southeast Asia 
regions and relatively lower in Central and West Asia and the Pacific. For NSO, private equity funds 
were the area of weakness, delivering few successes. 
 
14. Performance evaluation at the higher strategic level remains a challenge. A complete picture of 
ADB’s performance and contribution to development effectiveness would require a full understanding 
of performance, not only at the project and sector level, but also on how country strategies deliver on 
the higher-level corporate strategic and thematic priorities.  
 
15. More detailed analyses on performance are in the following sections, starting with country-
level performance and then project-level performance at the sovereign and nonsovereign level. A short 
discussion follows on the assessment of performance against Strategy 2020’s agendas and the 
associated drivers of change. 
 
B. ADB Performance at the Country Level 
 
16. The 2017 AER aggregates 30 country evaluations comprising 11 CAPEs and 19 CPS final review 
validations (CPSFRV) for 25 borrowing member countries. CAPEs are an in-depth review of operations 
at the country level covering usually more than one CPS period. The CPSFRV are primarily desk reviews 
undertaken at the end of every CPS and use the CPSFR as the main source of information. The 30 
country evaluations were completed during 2010–2016, with 2010 being the year the revised country 
evaluation guidelines were adopted. In 2015, the guidelines were updated and Appendix 5 on country 
evaluation guidelines provides details on the various changes. It should be noted that the 2010 and 
2015 guidelines were not yet in effect for the CPSs reviewed in the 2010–2016 period.   
 

1. Overall Performance   
 
17.  On aggregate, country programs evaluated during 2010–2016 were 70% successful with an 
improving trend over the period (Figure 1). The average success rates for CAPEs were at 64% and 

                                                
7  This period was chosen to allow for comparison and consistency with ADB’s Development Effectiveness Review. 

Three-year moving averages have been reported over this period so 2010–2016’s three-year moving averages 
includes projects evaluated in 2008 that form part of the 2008–2010 three-year moving average figure. 

8   Over the 2008–2016 period, 495 projects were evaluated by IED of which 322 (65%) were assessed highly 
successful or successful. 
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CPSFRVs at 74%. Looking at a 3-year moving average trend, performance improved from 58% in 2012–
2014 to 75% in 2014–2016 (Figure 2).9 Programs rated successful in Bangladesh, the Lao People’s 
Democratic Republic (Lao PDR), Myanmar, Sri Lanka, and Viet Nam underpinned the improvement in 
2014–2016 results. 10  A deeper analysis of the trend data in Figure 2 shows a mix of countries 
comprising each 3-year moving average data point. As such, trend analysis is influenced by the range of 
country contexts of a particular country mix, country size, and the complexity of development 
challenges. Trends are more useful in assessing an individual country’s performance over time rather 
than the performance of country groups. Further analyses of the country level operations are, therefore, 
benchmarked against the average country performance success rate of 70%, as shown in Figure 3. 
 

Figure 1: Country Performance Success Rates, 
2010–2016 

 
CAPE = country assistance program evaluation, CPSFRV = 
country partnership strategy final review validation. 
Source: Asian Development Bank Independent Evaluation 
Department. 

Figure 2: Country Performance Success Rates 
Based on 3-year moving average, 2010–2016 

  

Source: Asian Development Bank Independent Evaluation 
Department. 

 

2. Performance by Sector 
 
18. Sector program assessments undertaken during CAPEs show strong performance in energy and 
education programs and weaker performance in finance and PSM, based on limited numbers of sector 
assessments (Figure 3).  
 

Figure 3: Sector-Level Performance, 2010–2016 

 
ANR = agriculture, natural resources, and rural development, ENE = energy, EDU = education, FIN = finance, 
PSM = public sector management, TRA = transport, WUS = water and other urban infrastructure and services. 
Notes: Based on 75 sector assessments from 11 Country Assistance Program Evaluations. Sectors with only 
three assessments or less are not included. 
Source: Country assistance program evaluations from 2010 to 2016. 

 

                                                
9  For comparison, the World Bank’s country program success rates from 2012 to 2015 show a similar upward 

trend, moving from 49% in 2012 to 69% in 2015. World Bank. 2016. Results and Performance of the World Bank 
Group 2015. Washington DC. 

10  Supplementary Linked Document A, Table 2 details the success ratings for each of the 30 country evaluations. 
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19. Figure 3 highlights that nearly 90% of energy and education sector programs were successful, 
followed by water and other urban infrastructure and services (WUS) (83% successful) and transport 
(73% successful). These sector programs performed generally well on all five evaluation criteria of 
relevance, effectiveness, efficiency, likely sustainability, and development impact, with education doing 
particularly well. The sector analysis, however, does not present a comprehensive picture of sector level 
performance during the 2010–2016 period as the CAPEs represent only 11 of the 30 country-level 
assessments done. The CPS final reviews which represent the other 19 assessments do not usually 
undertake rigorous sector assessments. In the absence of other assessments, CAPEs, thus, provide the 
only independent evaluation of sector-level performance to inform the design of a new CPS. 
 

3. Performance by Country Classification 
 
20.  While country program performance generally correlates positively with country income levels, 
at another level, the weaker performance of programs in blend countries highlights institutional 
challenges despite their growth in gross domestic product. 11 At the time of the CPS approvals, the 25 
countries covered by the 30 CAPEs and CPSFRVs were categorized either as low- or middle-income 
countries (MICs). Generally, ADB programs in MICs have performed better than in low-income countries. 
This was highlighted in a 2016 IED study on ADB’s engagement MICs, which attributed this 
performance to stronger ownership and institutional capacity among ADB counterparts in MICs. 12  
 
21.  A slightly different pattern emerges when assessing performance across ADB country categories 
(Figure 4). Programs in countries that can only avail of the Asian Development Fund (ADF) and 
countries that can only avail of ordinary capital resources (OCR) performed better than blend countries, 
which have access to concessional and market-based finance. Just over half of ADB programs (55%) in 
blend countries were successful in the 2010-6 period. Pulling down the overall performance of blend 
countries were those rated less than successful in Armenia, Pakistan, Papua New Guinea, and Timor-
Leste. Blend country programs scored lower on efficiency, sustainability, and development impact 
compared to ADF and OCR countries. 
 

Figure 4: Country Performance by Eligibility Classification   
(3-year moving average, 2010–2016) 

 
ADF = Asian Development Fund, OCR = ordinary capital resources.  
Note: Blend countries can borrow from both the ADF and OCR. 
Source: Asian Development Bank Independent Evaluation Department. 

 

                                                
11  ADB employs a country classification system to determine countries’ access to OCR and/or the ADF. The former is 

offered at near-market interest rates to lower- and middle income countries; the latter covers concessional loans 
and grants to ADB’s poorest borrowing countries. Group A countries have access to ADF only; Group B, or blend 
countries, have access to both ADF and OCR financing; and Group C countries are eligible only for OCR lending. 
These arrangements are likely to be revised given the merger of ADF and OCR funds. For more information on 
the new classifications, see ADB. 2016. Policy Paper: Concessional Assistance Policy. Manila. 

12  IED. 2016. ADB’s Engagement with Middle Income Countries. Manila: ADB 
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4. Performance by Evaluation Criteria 
 
22. ADB country programs 
are mostly rated relevant and 
effective (Figure 5). However, 
evaluations and validations 
have consistently given low 
ratings to efficiency and likely 
sustainability of ADB country 
operations. Paras 23 to 32 
provide more discussion from 
recent evaluations on each 
evaluation criterion. Box 1 
describes the core evaluation 
criteria that comprise the rating 
figure. 
 

 
 
23. ADB country programs are relevant in addressing country development challenges. For example, 
the CAPE for Sri Lanka noted the support for the government’s efforts to promote inclusive growth by 
scaling up ADB support for reconstruction and rehabilitation work in conflict- and disaster-affected 
regions. This intervention was in line with ADB’s strategic agenda of inclusive growth. Through its 
multisector operations (2006−2015), ADB met the needs of more than 750,000 Sri Lankan households 
from 2006 to 2015 in lagging regions whose livelihoods were affected by the conflict and the Indian 
Ocean tsunami.13  
 
24.   In the Lao PDR, the 2016 CPSFRV found that ADB had appropriately selected regional 
cooperation and integration as a program priority. In transport and agriculture, natural resources, and 
                                                
13  Rural livelihood opportunities were designed through the rehabilitation of irrigation schemes, increasing access 

to agricultural services and microfinance, and supporting community development schemes. IED. 2016. Country 
Assistance Program Evaluation for Sri Lanka (2006–2015). Manila: ADB. https://www.adb.org/documents/ 
country-assistance-program-evaluation-sri-lanka 

Figure 5:  Country Performance by Rating by Criterion, 2010–2016  

 
Source: Asian Development Bank Independent Evaluation Department. 
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Box 1: Main Evaluation Criteria Explained 

Relevance. Assesses the country partnership strategy (CPS) objectives relative to a country's development needs 
and challenges, and ADB’s corporate strategies and priorities, including coordination with other development 
partners. 
 
Effectiveness. Measures the degree to which the intended sector, project, program, and technical assistance 
outcomes were achieved or likely to be achieved based on outputs delivered. 
 
Efficiency. Assesses the economic benefits versus the costs of delivering on a country program, including 
implementation efficiencies. 
 
Sustainability. Assesses the degree to which the outcomes achieved and the outputs delivered are sustained 
beyond the life of a CPS (technically, financially, environmentally, socially, politically, and institutionally), and 
what was put in place to mitigate the risks. 
 
Development impact. Assesses how well a country program has contributed to helping achieve CPS objectives. 
This criterion specifically determines direct contributions to national and subnational cross-sector impacts, and 
contributions to helping achieve national and subnational progress toward the cross-sector or thematic CPS 
objectives. It also assesses unforeseen and unplanned positive or negative development impacts. 
 
Source: Independent Evaluation Department. 2015. 2015 Guidelines for the Preparation of Country Assistance Program 
Evaluations and Country Partnership Strategy Final Review Validations. Manila: Asian Development Bank.  

https://www.adb.org/documents/%20country-assistance-program-evaluation-sri-lanka
https://www.adb.org/documents/%20country-assistance-program-evaluation-sri-lanka
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rural development (ANR) sector, initiatives aligned with country economic development and 
environmental objectives. Initiatives to improve the national highway linking with Thailand and assist in 
agreements between the two governments increased agriculture exports and tourism. Environmental 
support also worked out well. Initiatives in natural resource management, biodiversity conservation, 
and drought and flood risk management contributed to promoting environmental sustainability. 
 
25.   In program design, country assessments found areas where relevance can be improved. 
Assessments also found that the monitoring and evaluation of programs need to be strengthened. This 
can be done by finding more appropriate indicators and targets for sector program objectives in the 
CPS results frameworks as highlighted in the Vietnam CPS and by giving more attention to monitoring 
and evaluation systems in the field such as reflected in the Lao PDR CPS. Evaluations found that while 
programs need to be responsive to changing government priorities, continuity in support is also 
important, particularly when they align with corporate development objectives. In Sri Lanka, for 
example, ADB support for ANR contributed to environmental sustainability. Even so, when the 
government’s priority shifted to transport, energy, and water infrastructure, the evaluation found that 
ADB could have better defended the need for maintaining its engagement in the ANR sector. 
 
26. In analyzing relevance across country programs, the alignment between ADB corporate 
priorities and the countries’ national and sectoral priorities is weak. Current guidelines on the CPS 
results framework orient CPS strategy formulation to focus on broad national and sector outcomes but 
do not propose a clear mechanism for ADB to monitor alignment to these objectives. This poses a 
challenge in evaluating the continuing relevance of the program after it is approved. Further, 
notwithstanding the Strategy 2020 corporate objectives, it is unclear how these objectives sit in the 
hierarchy of country program objectives to be targeted. The CPSFRs primarily focus on results at the 
projects level rather than the success in delivering on higher level corporate and country objectives.  
 
27. Despite difficulties in monitoring results, country assessments generally noted ADB’s 
contribution to the effectiveness of most sector- and country-level programs. This was corroborated by 
the evaluations in 2016. In Viet Nam, ADB support led to outcomes being achieved in ANR (which 
contributed to the country’s agriculture growth), finance and energy. ADB support for rehabilitating 
and expanding rural distribution networks facilitated electricity connections to poor households in 
remote mountain communes. ADB policy-based lending attempted to strengthen Viet Nam’s legal, 
regulatory, and institutional frameworks, which contributed to increasing the registered capital of 
private companies and reducing transaction costs for small and medium-sized enterprises (SMEs). ADB 
support also contributed to countercyclical stabilization during the 2008 global financial crisis. TA 
projects also helped to achieve objectives through capacity development and institutional reforms in 
energy, finance, and WUS sectors. 
 
28. In the Lao PDR, ADB contributed to increasing access to safe water and sanitation; better 
quality secondary education and technical and vocational education and training; and electricity, 
including connecting poor households to the grid. Support to ANR improved rural productivity and 
food security through increased rice, meat, and fish production. ADB also facilitated the strengthening 
of Lao PDR’s institutional capacities for sustainable natural resource management and water supply 
regulatory functions. With ADB support, Sri Lanka’s power transmission and distribution expansion 
surpassed the targeted electrification rate, and the support for transport resulted in economic 
efficiencies—as shown by the country’s higher ranking in the logistics performance index. In the 
country’s former conflict-affect areas, ADB’s reconstruction interventions rehabilitated education, 
health, and transport infrastructure and services; expanded connectivity to safe water and electricity; 
and increased access to livelihood opportunities.  
 
29. Despite effective ratings in all 2016 country assessments, constraints to achieving full 
development effectiveness of ADB support were identified in the project evaluations. These included 
insufficient capacity of local government agencies; lack of political will to carry out reforms; not 
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enough support to subsector operations to address country development issues; limitations posed by 
program loans;14 delays in project implementation and poor monitoring and evaluation framework and 
techniques, which undermine reporting on results. 
 
30.   Efficiency remains a consistent concern in country programs. In the 75 sector assessments 
done in preparation for 11 CAPEs, only four of 12 sectors assessed performed satisfactorily—education, 
energy, transport, and WUS.15 Among CPSFRVs, poor efficiency ratings were given in three out of five 
programs assessed. Common concerns on process efficiency—notably implementation delays—
contributed to the poor performance. Contributing to implementation delays were capacity constraints 
in executing and implementing agencies, difficulties in applying ADB safeguards and procurement 
requirements, counterpart financing not coming through on time, and complex approval procedures 
for both ADB and governments. In Viet Nam, the drastic decentralization of government procurement 
authorities to the provinces contributed to delays in some ADB’s sector operations. Local agencies had 
insufficient capacity and provincial governments were unwilling to use ADB resettlement and 
compensation standards. On the plus side, transferring project administration to the Viet Nam Resident 
Mission led to smoother implementation. And using TA projects to strengthen executing agency 
performance improved project performance.  
 
31.   Recurring factors affect sustainability success rates. These factors pertained particularly to 
uncertain institutional arrangements and insufficient financing for operation and maintenance, limited 
local capacity for modern project management and budgeting, conflicting policies and regulations, and 
lack of government support to policy reforms. CAPE sector assessments found especially weak 
sustainability in transport (36% of programs rated sustainable), ANR (38%), PSM (38%), and energy 
(44%). In Sri Lanka, low water tariffs and energy subsidies were a risk to the financial viability of water 
and electric utilities. The decline in government revenues and incomplete transport policy reforms 
further undermined the sustainability of sector outcomes in Sri Lanka. The Lao PDR, however, was able 
to successfully establish financial and institutional arrangements for operation and maintenance with 
strong government ownership on policy reforms (for example,  water tariffs reflected full cost recovery, 
road maintenance funds and budget allocations covered rural road maintenance, and the regulatory 
framework for rural finance provided oversight for microfinance providers). 
 
32. Two in three country programs delivered satisfactory development impacts over 2010–2016, 
with the more recent country assessments all showing satisfactory ratings. In some cases, analysis at 
the end of the program showed that country programs contributed to regional development priorities, 
such as the Millennium Development Goals. The contribution to ADB’s strategic priorities such as 
inclusive growth and environmentally sustainable growth are qualitatively discussed in the evaluations. 
For example, in the Lao PDR, environmental sustainability was a key factor on ADB’s interventions on 
natural resources management, including biodiversity conservation, drought, and flood risk 
management. The development impact of these interventions is thought to have been substantial, 
though this is difficult to prove in the absence of empirically measurable targets in the corporate results 
framework.   
 

5. Support to Private Sector Development  
 
33. Private sector development has only been addressed in a limited number of CPSs. It is only the 
CAPEs that have looked to understand ADB’s contribution.  
Box 2 provides examples from the 2016 CAPEs in PRC and Sri Lanka.  
 
 
                                                
14  In Viet Nam, program loans channeled to the national treasury were largely unavailable for microfinance 

support. IED. 2016. Viet Nam: Country Partnership Strategy, 2012–2015 Final Review Validation. Manila: ADB. 
IED will discuss in-depth the performance of program loans in a forthcoming study. 

15  Supplementary Linked Document A, Table 2. 



Performance of ADB Operations 11 
 

 
 
C. ADB Performance at the Project Level 
 

1. Sovereign Operations 
 
34. IED analysis of performance at the project level draws on two types of evaluations: 
project/program performance evaluation reports (PPERs) and project completion report (PCR) validation 
reports.16 Success rates represent the percentage of projects rated highly successful or successful. The 
success rates are presented in the 2017 AER on a 3-year moving average, based on the year the PCR 
was circulated. The 2017 AER covers 495 projects validated from 2008–2016, with the reporting year 
following the 1 July to 30 June cycle. IED validated at least 80% of all circulated PCRs in the period and 
49 PCRs were validated for 2016.17 Appendix 4 and Supplementary Linked Documents B to E provide 
additional details on evaluation methodology and projects evaluated. 
 

a. Overall Project Performance 
 
35. Project performance continues to improve, but with volatility in 2015 and 2016 (Figure 6). The 
success rate reached 77% for 2014–2016. The improved performance between the periods 2011–2013 
(67%) and 2014–2016 (77%) is statistically significant at the 5% significance level, although volatility in 
the 2015 and 2016 success rates is inconsonant with the steady trend observed since 2010. The annual 
success rate fell from 78% (2014) to 66% (2015), rebounding sharply to 86% (2016). The decline in 

                                                
16  A PPER is a detailed evaluation of a project’s performance; a PVR validates the self-assessed PCR ratings. The 

methodology for PPERs and PCR validations is similar, with both assessing the relevance, effectiveness, efficiency, 
and sustainability of projects and programs. PPERs involve at least one country mission, and take a more  
in-depth approach; PVRs are desk-based. 

17  Starting in the January 2017, IED will validate 100% of the PCRs and this will be reported in the 2018 AER. 

 
Box 2: Nonsovereign Operations in the People’s Republic of China and Sri Lanka 

 
Nonsovereign operations are evaluated at the country level as part of country assistance program evaluations 
(CAPE). The Asian Development Bank’s nonsovereign portfolio is growing, with operations in nearly all ADB 
member countries, although many programs remain small. The two most recent CAPEs are for the People’s 
Republic of China (PRC) in 2015 and Sri Lanka in 2016. Both nonsovereign programs were rated successful 
overall. The PRC program contributed to private sector growth in infrastructure and financial institutions; the 
Sri Lanka program contributed in financial institutions. In Sri Lanka, the enabling environment for private sector 
infrastructure was limited over the CAPE review period, and no infrastructure projects were approved. The area 
of weakness in both country programs was private equity funds, which delivered very few successes. 
 
The main contributions to the PRC program were support to public–private partnerships, demonstrating new 
regulations and implemented with the benefit of a financing structure developed by ADB to provide financing 
to many small projects. The demonstration effect of these projects led to a rapid expansion of the public–
private partnership approach beyond ADB’s involvement. 
 
In both the PRC and in Sri Lanka, ADB contributed to improved corporate governance, with specific 
requirements for transparent management structures, training, and reporting contributing to growth and job 
creation. ADB’s technical support for environmental, social, health, and safety requirements resulted in 
documented procedures, trained staff, and publicly reported compliance with environmental and safeguards 
programs. ADB’s trade finance program provided support for trade, particularly during the global financial 
crisis. Direct equity investments in PRC infrastructure and financial institutions were rated successful enabling 
companies to grow and encouraging improved management practices. Through ADB’s commercial cofinancing 
program, 42 commercial lenders participated in ADB-led financings in the PRC, and seven in Sri Lanka. 
 
Source: Asian Development Bank Independent Evaluation Department. 
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2015 was driven by lower success rates in 5 out of 10 sectors evaluated: ANR, energy, health, PSM, and 
transport. The sharp increase to 86% in 2016 was driven by improved performance in energy, health, 
PSM, and transport sectors, and continued improvement in education and finance. Successful transport 
projects dominated the 2016 validations with the majority of successful projects coming from PRC.  
 
 
  

Figure 6: Project-Level Performance, 2008–2016  

 
ADB = Asian Development Bank, MA = moving average. 
Note: Performance ratings are based on the year of Project Completion Report circulation. The annual rates 
refer to the terminal rates in the 3-year period. 
Source: Asian Development Bank Independent Evaluation Department.  

 
 
 

b. Performance by Sector Portfolio 
 
36. The strong performance of operations in non-infrastructure sectors was the key driver for the 
improvement of the overall success rate for ADB (Figure 7). Loan and grant-funded operations are 
grouped into 10 operational sectors, five of which are primarily infrastructure focused with the other 
five non-infrastructure focused. 18 Historically, the infrastructure sectors (e.g. energy, transport, and 
WUS) have outperformed the non-infrastructure sectors (e.g. education, finance, health, and PSM). But 
that has changed in recent years. During 2014–2016, the performance of non-infrastructure sectors 
(81%) exceeded the infrastructure sectors (75%).19 This suggests that ADB operations are becoming 
more versatile in delivering successful results in multiple sectors. Paras 37 to 38 provide further details 
on the performance of each of these two sector groups. 
 

                                                
18  Infrastructure sector comprises agriculture, natural resources, and rural development (ANR), energy, information 

and communication technology (ICT), transportation, and water and other urban infrastructure services (WUS). 
Non-infrastructure comprises education, finance, health, industry and trade (IND), and public sector 
management (PSM).  

19  This analysis of performance by sector includes primary and secondary sectors identified for projects; the 
coverage period is different than that in other sections, starting in 2010 (instead of 2008) because secondary 
ADB’s sector data for projects is only available from 2010 because of ADB’s project classification system.  
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Figure 7: Performance by Infrastructure and Non-infrastructure Sectors 
(3-year moving average, 2010–2016)  

 
ADB = Asian Development Bank, Infra = infrastructure, Non-infra = non-infrastructure. 
Note: Performance ratings are based on the year of Project Completion Report circulation. 
Source: Asian Development Bank Independent Evaluation Department.  

 
37. In the infrastructure sector, transport projects have dominated the sector performance (Figure 
8). During the 2014–2016 period, the transport sector represented 44% of the infrastructure portfolio. 
Successful transport projects in PRC have driven the success of the sector as PRC transport projects, on 
average, have had a higher success rate compared to other countries. Transport project performance 
was particularly variable in 2015 and 2016 because of changes in the share of projects in the PRC in 
those years. 20  ANR, representing 24% of the portfolio during 2014–2016, has been a significant 
infrastructure sector. Successful ANR projects have also been the main contributor to the changes in 
the overall success rates for the infrastructure sector, though ANR success rates dropped below the 
infrastructure sector average during 2014–2016. The energy sector, representing 16% of the portfolio 
during the 2014–2016 period, has shown steady improvement ending a 93% success rate. Successful 
energy projects in the PRC and India are driving the better performance in the subsectors of electricity 
transmission and distribution, and energy sector development and institutional reforms.  
 
 

Figure 8: Performance of Sovereign Operations by Infrastructure Sectors 
(3-year moving average, 2010–2016) 

 
ADB = Asian Development Bank, ANR = agriculture, natural resources, and rural development, ENE = energy,  
Total Infra = total infrastructure, TRA = transport, WUS = water and other urban infrastructure and services. 
Note: Information and communication Technology is not shown as it is only composed of four projects for the entire 
period; all four projects were rated successful.  
Source: Asian Development Bank Independent Evaluation Department.  
 
 

                                                
20  In 2014, eight of 12 completed transport projects were successful (67%), three of which were in the PRC. In 

2015, five of 12 transport projects were successful (42%), one of which was in the PRC. In 2016, 14 out of 16 
transport projects were successful (88%), five of which were in the PRC.  
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 38. Non-infrastructure sector operations have shown steady improvement during 2010–2016 
(Figure 9). PSM, education, and health sectors driving the success rate for non-infrastructure 
representing 29%, 23% and 19% respectively of the portfolio evaluated for 2014–2016. 
Notwithstanding the improvement in performance, industry and trade represented only 5% of the 
portfolio as at 2014–2016. Success rates for education and PSM continued to improve during the 
period ending at 100% for education and 82% for PSM. Health sector performance fell from a high of 
91% during 2012–2014 only to decline to 79% during 2014–2016 period.21 Education projects were 
strong performers in Viet Nam, Cambodia, Indonesia, and Mongolia.22 The finance sector, representing 
24% of the 2014–2016 portfolio, remains the lowest performing sector ending at a success rate of 61%. 
However, its performance improved sharply from the 47% success rate in 2013–2015.23 

 
Figure 9: Performance of Sovereign Operations, Non-Infrastructure Sectors 

(3-year moving average, 2010–2016) 

 
ADB = Asian Development Bank, EDU = education, FIN = finance, HLT = health, IND = industry and trade,  
PSM = public sector      management. 
Source: Asian Development Bank Independent Evaluation Department.  

 
 

a. Performance by Region 
 
39. Performance in East Asia, South Asia, and Southeast Asia has been above the ADB average with 
Pacific and Central and West Asia below the average. (Figure 10). Over the 2008–2016 period, Central 
and West Asia, South Asia, and Southeast Asia each had around 120 or about 25% of the total 495 
projects evaluated. East Asia had 66 projects (13%) and the Pacific 35 projects (7%) evaluated over the 
period. Performance in East Asia, made up mostly by operations in the PRC, reached a 92% success rate 
in 2014–2016, followed by South Asia at 82% and Southeast Asia at 79%. Projects in Central and West 
Asia and the Pacific, while improving, remained well below the other regions, with 2014–2016 success 
rates of 54% and 64%, respectively. These figures need to be considered in light of the fact that the 
number of projects evaluated for each region varied. Figure 10 highlights the main countries driving 
performance in each region. The main observations for each region are as follows: 
  

                                                
21 Some of the reasons were shortfalls in strengthening local capacity for maintaining community-based health 

facilities, insufficient progress in achieving reforms, and weak program ownership. 
22  Evaluation noted the introduction of innovative components and approaches, extensive stakeholder 

participation, and government support to reforms as features that stand out among these projects. 
23  Supplementary Linked Document D, Table 27. 

40%

60%

80%

100%

2010-2012 2011-2013 2012-2014 2013-2015 2014-2016

Ra
te

d 
Su

cc
es

sf
ul

 

Period 

EDU 100%
FIN 61%
HLT 79%
IND 100%
PSM 82%
Total Non-Infra 81%
ADB 77%



Performance of ADB Operations 15 
 

Figure 10: Performance of Sovereign Operations by Region  
(3-year moving average, 2008–2016) 

  

  

  
ADB = Asian Development Bank, BAN = Bangladesh, CWRD = Central and West Asia Department, EARD = East Asia Department,  
IND = India, INO = Indonesia, MON = Mongolia, OTH = Others, PARD = Pacific Department, PAK = Pakistan, PHI = Philippines,  
PNG = Papua New Guinea, PRC = People’s Republic of China, SARD = South Asia Department, SERD = Southeast Asia 
Department, SRI = Sri Lanka, VIE = Viet Nam. 
Note: Performance ratings are based on the year of Project Completion Report circulation. 
Source: Asian Development Bank Independent Evaluation Department. 
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(i) Performance in East Asia was dominated by projects in PRC which accounted for 74% of 
the projects evaluated from 2008–2016. Performance of PRC projects has been consistently 
high though success rate fell to 95% for 2014–2016 because of relatively less successful 
performance in the WUS sector. In general, PRC projects perform particularly well on 
relevance (100% of projects were rated relevant or highly relevant for 2014–2016), 
effectiveness (95% rated effective or highly effective), and likely sustainability (95% rated 
likely to be sustainable). Comparatively, projects performed less well on efficiency (84% 
efficient or highly efficient). Performance of projects in Mongolia gradually improved from 
2012, peaking at 100% in 2013–2015, although its share of 17 completed projects was 
smaller (26%). Non-infrastructure sectors improved in both countries, albeit on a much 
smaller share of projects (14) compared to infrastructure (49).  
 

(ii) In South Asia, performance was driven by Bangladesh, India and Sri Lanka with each 
representing approximately 25% of the total portfolio of projects evaluated from 2008–
2016. Sri Lanka’s share has dropped significantly since the 2012–2014 period ending at 
10% during 2014–2016, whereas Bangladesh increased its share to 33% with India stable 
at 26%. Performance of projects in Bangladesh has been consistently above the average for 
the whole period, peaking at 100% during the 2011–2014 period but falling to 85% as at 
2014–2016. Nonetheless, the above average performance pulled up the success rate for 
South Asia. Performance in India fell from a high of 91% during 2012–2014 to a below 
average success rate of 70% in 2014–2016. Given its share, performance of India projects 
has pulled down the overall success rate for South Asia. Notwithstanding the smaller 
number of projects, performance of Sri Lanka projects has been improving from a 50% 
success rate in 2011–2013 to 75% in 2014–2016. Amongst the countries that have been a 
consistently small portion of the total portfolio, Nepal has shown an improved performance 
with 100% success rates for 2014–2016. Since the 2013–2015 period, non-infrastructure 
sectors outperformed infrastructure sectors, driven by solid performance in education, 
finance, and PSM.   

 
(iii) Performance of Central and West Asia has been increasingly dominated by projects in the 

Kyrgyz Republic. Although Pakistan projects represented an average 41% of the 127 
projects evaluated during 2008–2016, Pakistan’s share of the evaluated portfolio has been 
falling since 2011–2013 period ending at 13% for the 2014–2016 period. At the same time, 
over the same period, Kyrgyz Republic’s share of the portfolio increased from 7% to 25%, 
becoming the largest portfolio. The success rate for the Kyrgyz Republic has increased 
significantly from a low of 25% during the 2012–2014 period to 67% for the 2014–2016 
period, thus dominating the improvement for the region. By contrast, the success rate for 
Pakistan projects fell from 36% in 2012–2014 to 0% with all three projects evaluated in 
2014–2016 rated unsuccessful. Overall, infrastructure sectors performed slightly better at 
53% compared to non-infrastructure at 46% during the 2014–2016 period. Transport 
dominated the infrastructure sector, and finance and PSM for the non-infrastructure 
sectors.  
 

(iv) Performance in Southeast Asia has been dominated by projects in Viet Nam followed by 
Indonesia. From the 2013–2015 period, the performance for Viet Nam projects, 
representing 31% of the portfolio, improved from 69% to 77%, thus, pulling up the overall 
performance for the region. The performance of Indonesia portfolio, representing 21% of 
the portfolio, improved from 75% to 78%, though still significantly lower than the 91% 
success rate (2011–2013). The success story for Southeast Asia was the Lao PDR portfolio 
with a continuing 100% success rate whilst the portfolio share increased from 13% (2013–
2015) to 21% (2014–2016). The portfolio for the Philippines declined over the period, 
ending at 12% of the portfolio, though there was a slight improvement in performance 
over the earlier periods. Overall, the performance of both non-infrastructure and 
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infrastructure sectors improved, with non-infrastructure sectors (83%) performing better 
than infrastructure sectors (77%) during the 2014–2016 period. Education, health, and 
PSM sectors were the leading performers for the non-infrastructure sector. Whilst in 
infrastructure, ANR, and transport showed improving performance over the period.  
 

(v) Performance of operations in the Pacific rebounded during 2014–2016 to 64% from the 
sharp fall in 2013–2015 at 56%. The Pacific region showed significant changes in the 
portfolio mix from the 2013–2015 to the 2014–2016 period. During that period, the 
portfolio share of Papua New Guinea (PNG) projects and Tuvalu projects fell from 22% each 
to 18% for PNG, and to 9% for Tuvalu. Samoa and Tonga both fell from 11% to 9% of the 
portfolio of evaluated projects. At the same time, Nauru’s share increased by 9%, and Cook 
Islands by 7%. Notwithstanding the low performance of projects in PNG, where there were 
no successful projects since 2013, the improvement in the performance for the Cook 
Islands and the continuing high performance of projects in the other Pacific countries 
pulled up the region’s overall performance. Non-infrastructure sectors (PSM) performed 
better than infrastructure (transport) during the 2014–2016 period.  

 
b. Performance by Country Classification 

 
40. Project performance among ADF, blend, and OCR countries is converging (Figure 11). 
Performance has been consistently the highest among OCR countries reaching 79% success rate during 
2014–2016. The performance of ADF and blend countries has steadily improved, with ADF success rates 
reaching 82% in 2014–2016 and exceeding that of OCR. This was underpinned by improvements across 
all sectors and regions. Just over half of ADF projects (54%) in 2014–2016 were in infrastructure sectors, 
compared to 51% for blend and 67% for OCR countries. While the convergence pattern is evident, the 
project performance in blend countries is still relatively lower than for ADF and OCR countries. Among 
the major blend countries (Bangladesh, India, Pakistan, Sri Lanka, and Viet Nam), relevance of project 
operations has been moderate (77% effective), while efficiency (53% efficient), effectiveness (59%), and 
sustainability (52%) have been relatively weak. Results for Pakistan, a major blend country, have been 
an important factor in the overall blend country results.  
  

Figure 11: Performance by Country Classification 
(3-year moving average 2008–2016) 

 
ADB = Asian Development Bank, ADF = Asian Development Fund, OCR = ordinary capital resources. 
Source: Asian Development Bank Independent Evaluation Department. 
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c. Performance by Modality 

 
41. The performance of operations financed through policy-based loans has improved and is now 
on par with the performance of investment loans (Figure 12). The 3-year moving average rose from 34% 
in 2008–2016 to 76% in 2014–2016. Policy-based loans (PBL), also known as program loans, represent 
about 20% of ADB’s total yearly approvals. The two sectors that use PBLs frequently are PSM (41% of 
all PBLs from 2010 to 2016) and finance (24%)—a trend supported by the improved performance of 
PSM operations, as discussed in a 2014 IED evaluation on ADB’s support for enhancing governance in 
PSM operations.24 As indicated in that study, policy-based lending has evolved from its original use as 
an instrument for dealing with balance-of-payment problems to the broader use of supporting country 
financing needs in response to economic and fiscal downturns and disasters triggered by natural 
hazards, and to facilitate policy reforms, often in combination with investments lending and TA 
projects. Increased uses of single-tranche and countercyclical PBLs have played an important role in the 
improved performance of the PBL modality. An ongoing IED assessment of ADB support for policy-
based lending, due in late 2017, will provide a detailed assessment of the changing nature of the PBL 
modality and its performance. 
 
 

Figure12: Performance by Modality 
(3-year moving average 2008–2016) 

 
ADB = Asian Development Bank, YMA = year moving average. 
Source: Asian Development Bank Independent Evaluation Department.  

     
 

d. Performance by Evaluation Criteria 
 
42.  Performance has improved in terms of all four evaluation criteria, though the efficiency and 
likely sustainability of operations remain concerns (Figure 13). The percentage of projects rated highly 
relevant or relevant rose to 92% in 2014–2016, much higher than their ratings for effectiveness, 
efficiency, and sustainability. This suggests that projects are well aligned with countries’ needs and 
ADB’s strategies, and are generally well designed. Effectiveness ratings, which demonstrate how well 
projects achieve their intended outcomes, have also improved, reaching 76% in 2014–2016. Efficiency 
and likely sustainability are slowly improving but about one out of three projects are still rated below 
the line on these dimensions. The following paras 43 to 58 provide a more detailed analyses by 
evaluation criteria drawn from the project evaluations (PPERs and PVRs) undertaken during the 2015–
2016 reporting year. The commentary in the tables represents the frequently occurring issues. Where 
possible, specific evaluations have been identified.    
  

                                                
24 IED. 2014. Thematic Evaluation Study: ADB Support for Enhancing Governance in Its Public Sector Operations. 

Manila: ADB. 
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Figure 13: Performance by Criterion 
(3-year moving average 2008–2016) 

  
ADB = Asian Development Bank, Rel = relevance, Efc = efficiency, Efv = effectiveness, Sus = likely sustainability. 
Source: Asian Development Bank Independent Evaluation Department.  

 
 
43. Relevance ratings are consistently high for all sector portfolios and have minimal year-on-year 
fluctuations. The relevance of non-infrastructure projects is improving steadily and is almost on a par 
with infrastructure projects.25 Of the two subcriteria for assessing relevance, alignment with ADB and 
country strategies has often been more positively assessed than issues relating to project design. Table 
1 shows examples of factors that have positively or negatively affected projects completed in 2015 and 
2016. 
 

Table 1: Positive and Negative Factors Affecting Relevance 
Positive Negative 

Intended outcomes strategically aligned with country 
development priorities, including sector strategies and the 
capability of sector institutions 

Proposed projects not linked to country development 
objectives and the capability of associated sectors   

Intended outcomes in line with Asian Development Bank 
(ADB) corporate strategies, drivers of change, cross-cutting 
themes, and country partnership strategies 

Proposed projects not a core competency of ADB, and 
only tangentially related to the diagnosis of a country’s 
development constraints 

Adequacy of project designs to achieve intended outcomes in 
technical specification, phasing, costs, financial resources, and 
institutional requirements  

Project designs having to be repeatedly adjusted for 
targets, activities, costs, and finances, and facing 
difficulties in synchronization of inputs   

Project designs seeking to remove long-term development 
constraints and remaining valid over implementation periods 

Project designs reflecting a limited and deficient 
understanding of sector context, and road maps.  

Appropriate selection and specification of indicators in the 
project design and monitoring framework 

Projects not fully specified in design and monitoring 
frameworks, and indicators not available or not 
applicable to target variables   

Source: Asian Development Bank Independent Evaluation Department.  
 
44. Nepal's Rural Reconstruction and Rehabilitation Sector Development Program exemplifies a 
highly relevant program from design to completion.26 It was not only aligned to the government's 
development priorities and to ADB's strategic agenda, but was also technically sound. The program 

                                                
25 Relevance is evaluated based on two sub-criteria: (i) the alignment of the project’s objectives with national and 

sector objectives as well as ADB corporate priorities, and (ii) the relevance of the design to the project’s 
objectives. The latter includes assessing how well the results chain between project activity, outputs, and 
outcome is embedded in a proper root cause analysis and whether the indicators and targets are appropriate 
and indicators have baselines. 

26  IED. 2015. Project Validation Report on Nepal: Rural Reconstruction and Rehabilitation Sector Development 
Program. Manila: ADB. 
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focused on reducing poverty, mainly by connecting remote rural areas with market centers and the 
road network, reconstructing infrastructure that the conflict left in disrepair, empowering local 
communities, and strengthening institutional capacity for project implementation, O&M, and social 
safeguard compliance. The integration of the physical and institutional components in program design 
was key to its overall success, along with the delivery of expected policy actions and results. 
 
45. By contrast, the Punjab Government Efficiency Improvement Program in Pakistan was relevant 
during program formulation but not at completion.27 It was in line with the government's development 
goals and it built on past ADB interventions. However, worsening economic conditions and a change in 
government, aggravated by a deteriorating security situation and by natural calamities, prompted the 
government to opt for expenditure outlays to counter poverty and security risks, instead of high-impact 
reforms. Consequently, the program was rated less than relevant at completion due to the change in 
government priorities 
 
46. Effectiveness has remained stable at about 75%, albeit with considerable year-on-year volatility. 
Figure 14 shows the trend over 2008–2016 for operations rated effective: Key observations are as 
follows: 
 

• The effectiveness of policy-based lending is now on a par with that of investment lending. 
Investment loans have traditionally outperformed PBLs on effectiveness by a wide margin, 
but in recent years PBLs have closed the gap on effectiveness—in 2016, the effectiveness 
rate was 77% for projects and 74% for PBLs. 

• The better performing portfolios in 2016 were energy, education, and PSM—all of their 
projects were rated effective; the transport portfolio also had a high rate at 94%. 

• The same pattern of convergence that is seen for relevance is observed for effectiveness, 
with non-infrastructure projects closing the gap by 2016. Both infrastructure and non-
infrastructure projects were rated 77% effective in 2016. Improvements in the effectiveness 
of education and PSM projects have driven the improvement in non-infrastructure sectors. 
Education projects in particular have performed very well, improving from 40% effective in 
2010–2012 to 100% effective in 2014–2016.  

 
47. Factors that help project effectiveness encompass close supervision, the resolution of capacity 
constraints, commitment to the project, flexibility in the approval of changes to project scope, 
provision of adequate consulting services, risk mitigation, and an operational project monitoring and 
evaluation system, among others (Table 2). Negative factors include weak project design; complex 
project design and implementation arrangements; and inadequate supervision, monitoring, and 
mitigation of emerging risks. The new IED guidelines put increasing emphasis on safeguards and 
gender results. The project’s effectiveness success rate may be affected if ADB’s safeguard policies are 
breached or the gender action plan is not fully implemented.   
  

                                                
27  IED. 2015. Project Validation Report on Pakistan: Punjab Government Efficiency Improvement Program. Manila: 

ADB. 
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Figure 14: Operations Rated Effective, 2010–2016  

 
YMA = year moving average.  
Source: Asian Development Bank Independent Evaluation Department.  

 
 

Table 2: Positive and Negative Factors Affecting Project Effectiveness 
Positive Negative 

Outcomes and outputs largely achieved or even 
surpassed 

Lack of synergy between output and outcome achievements 

Resolution of capacity constraints  Lapses during implementation that hamper the delivery of 
project results  

Close monitoring by the funding agency and 
timely action when needed 

Lack of progress in meeting expected outcomes and 
outputs 

Flexibility in approving changes to project scope 
and implementing arrangements 

Insufficient technical input; delayed project review missions 

Close supervision and coordination by the 
executing agency 

Complex project design and implementation arrangements 
working against meeting the target deliverables 

Commitment to the project Weak coordination; recurrent changes in project staff 
Operational project monitoring and evaluation 
system 

Absence of baseline and post-baseline surveys to provide 
evidence-based results 

Adequate risk mitigation Project achievements are in jeopardy because of shortfalls in 
anticipating and managing emerging risks 

Source: Asian Development Bank Independent Evaluation Department. 
 
48. The recent Agriculture Science and Technology Project in Viet Nam (2007–2014) exemplifies a 
highly effective project. It established a client-oriented system that led to higher farm incomes and 
better service delivery.28 Project implementation was difficult at first because of the complicated project 
management arrangements, weak capacity of project management staff, and diverse geographic 
coverage. But all these difficulties were overcome, helped by effective networks and a decentralized 
project management structure, as well as the timely resolution of capacity constraints, adequate 
consulting services, close supervision, and monitoring. At completion, the project delivered all outputs 
and exceeded its outcome targets. 
 
49. A 2016 PPER on a distance education modernization project found that its overly complex 
project design and weak commitment to the project worked against its effectiveness. The project 
created a national platform and online delivery mechanism for distance learning, but network use was 
low. The inclusion of public, private, and professional organizations, which was part of the project’s 
innovative design, was difficult to implement. Since innovative projects are inherently risky, the 

                                                
28  IED. 2015. Validation Report: Agriculture Science and Technology Project in Viet Nam. Manila: ADB. 
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Box 3:  Real-Time Evaluation of ADB’s Safeguard Implementation 
Experience 

 
This 2016 Independent Evaluation Department study found that 
safeguard plans helped to reduce project risks related to the 
environment and involuntary resettlement. The main challenge, 
however, remains enforcement and building the capacity to apply 
country safeguard systems. Given different country legal systems 
and often limited capacity to implement environmental and social 
safeguards, the evaluation concluded that without ADB’s attention 
to safeguards, project implementation would have led to more 
risks materializing and harm being done.  
 
Source: Independent Evaluation Department. 2016. Real-Time Evaluation of 
ADB’s Safeguard Implementation Experience Based. on Selected Safeguard 
Studies. Manila: ADB.  

evaluation pointed out that alternative approaches could have been tested at various stages of the 
project, and the focus on risk mitigation should have been sharper.29 
 
50. IED’s new 2016 project 
evaluation guidelines, moved the 
assessment of the results on 
safeguards and gender actions in 
projects from the development 
impact assessment to the 
effectiveness assessment. This was 
decided because such actions have 
direct effects and their assessment 
can then influence overall project 
success ratings—the rating for 
development impacts is not 
included in the success rating. A 
breach in complying with ADB’s 
safeguard policies or a partial 
delivery of the gender action plan 
will affect the rating of effectiveness.30 A 2016 real-time evaluation of ADB’s safeguard implementation 
experience found that attention to safeguards not only helps to avoid or mitigate risks but also 
provides important value addition from ADB (Box 3).31 
 
51. Efficiency ratings have steadily improved with little year-on-year volatility, but they are still low. 
Improving efficiency ratings is proving quite difficult in some countries; indeed, some have not had a 
single project rated efficient in 2014.32 Large borrowers including India, Pakistan, the Philippines, and 
Sri Lanka have less than 50% of projects assessed less than efficient since then. This implies that in 
value terms, a big chunk of ADB investment fails to perform as expected. Finance, transport, and water 
and other urban infrastructure and services are among the lagging operations. By modality, some 
evidence suggests the share of policy-based loans being rated efficient is growing. However, this 
finding needs to be treated with caution, as the criteria for program loans for efficiency assessment is 
not as clear as those for projects. 
 
52. A large number of projects are assessed less than efficient or inefficient because their PCRs have 
not done a proper recalculation of the economic costs and benefits of the expected outcomes and 
outputs. More often than not, the benefits or costs identified, or the period over which net benefits are 
estimated, are not correct. Some project analyses do not undertake economic analysis in accordance 
with the ADB methodology; others do not provide any details except for mentioning the overall 
benefit–cost ratio. However, the onus in project validations is on operations departments providing 
good data in economic analysis. Yet, some departments mix up economic and financial internal rates of 
return, or the sample on which the economic internal rate of return is taken is not representative of the 
project’s investments. Table 3 shows positive and negative factors affecting project efficiency.  
  

                                                
29 Project implementation was from 2003 to 2010. IED. 2016. Performance Evaluation Report: Distance Education 

Modernization Project in Sri Lanka. Manila: ADB. 
30  See paras. 34–36 of IED. 2016. Guidelines for the Evaluation of Public Sector Operations. Manila: ADB, and 

Appendix 4 of this report on evaluation methods for public sector operations. 
31 IED. 2016. Real-Time Evaluation of ADB’s Safeguard Implementation Experience Based on Selected Safeguard 

Studies. Manila: ADB. 
32  For example, the Cook Islands, Georgia, Papua New Guinea, and the Marshall Islands. 
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Table 3: Positive and Negative Factors Affecting Project Efficiency 
Positive Negative 

Thorough economic re-evaluation after the appraisal 
methodology with valid assumptions and analysis 

Reasonable economic re-evaluation, but so limited in 
scope that the resulting estimates are unrepresentative of 
project investments  

Supplementary quantitative and qualitative analysis 
supporting economic re-evaluation,  usually through 
complementary process efficiency analysis  

Deficient economic analysis (incorrect estimates of costs 
and benefits); arbitrary and unjustified assumptions and 
changes in methodology followed during appraisal; 
absence of process efficiency analysis 

Completion of project activities within time and in 
accordance with the budget 

Shortfalls in deliverables despite adjustments in project 
scope and targets, extension of closing dates, and 
additional financing  

Adherence to the coordinated and synchronized 
inputs of project resources 

Start-up delays, weak capacity, and inefficient 
procurement of goods and services  

Use of alternative analytical methods to assess costs 
and benefits of the project to the society 

No economic re-evaluation on completion using economic 
internal rate of return or other methodology 

Source: Asian Development Bank Independent Evaluation Department. 
 
53. The Northern and Central Regions Water Supply and Sanitation Sector Project in the Lao PDR, 
for example, was assessed efficient.33 The recalculated economic internal rates of return were robust, 
exceeding those at project appraisal. Although the project experienced delays in mobilizing consultants 
and completing the scope of works, it met its deliverables. A PRC project on wastewater management 
did not perform as well.34 Because of delays in all outputs, the assessment found that the calculations 
on economic internal rate of return may have underestimated the delay in the intended benefits to 
stakeholders. Inefficient procurement and overruns in time (2.5 years) and costs (93%) also contributed 
to its less than efficient rating. 
 
54. Sustainability ratings have improved incrementally since 2010 with little year-on-year variation. 
Here, the key observations are that: 
 

• For the infrastructure sector, nearly half of projects in the transport and WUS—two of 
ADB’s largest sectors—are not assessed likely sustainable. Projects in transport and WUS 
have the lowest ratings among all sectors, with projects in each of these sectors rated 55% 
and 54% likely sustainable in 2014–2016 respectively, based on a 3-year moving average. 
With these two sectors accounting for about one-third of annual project approvals, this 
trend demands attention. 

• By comparison, the likely sustainability of non-infrastructure projects has steadily improved 
in 2014–2016 at 80% relative to 62% for infrastructure (Figures 15 and 16). 

  

                                                
33  IED. 2015. Project Validation Report on the Lao People’s Democratic Republic: Northern and Central Regions 

Water Supply and Sanitation Sector Project. Manila: ADB. 
34  IED. 2016. Project Validation Report on the People’s Republic of China: Wuhan Wastewater and Stormwater 

Management Project. Manila: ADB. 
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Figure 15: Performance by Criterion of Infrastructure Projects, 2010–2016  

 
ADB = Asian Development Bank, Efc = efficiency, Efv = effectiveness, Rel = relevance, Sus = likely sustainability. 
Source: Asian Development Bank Independent Evaluation Department.  

 
 

Figure 16: Performance by Criterion of Non-Infrastructure Projects, 2010–2016  

  
ADB = Asian Development Bank, Efc = efficiency, Efv = effectiveness, Rel = relevance, Sus = likely sustainability. 
Source: Asian Development Bank Independent Evaluation Department.  

 
55. The analysis of projects assessed in 2016 indicates that the lack of sufficient attention to 
operations and maintenance is the most important factor in lower sustainability ratings. In these cases, 
governments either do not allocate enough financial resources through budgetary processes, or users 
are not encouraged to pay for services. Table 4 shows other factors identified in recent projects 
affecting project sustainability. Non-infrastructure sectors have a higher rating for sustainability, driven 
mainly by the sustainability of education projects. 
   

Table 4: Positive and Negative Factors Affecting Sustainability 
Positive Negative 

A comprehensive assessment of risks faced by the 
project in the political, economic, institutional, 
technical, environmental and social spheres 

Oblivious of major risks or only a partial assessment of 
risks facing a project’s net benefit streams.  

A quantitative or qualitative assessment of project 
revenues and expenditure flows, often using the 
financial internal rate of return methodology 

Incomplete or deficient estimation of the financial 
internal rate of return methodology , or its poor 
application; uncertain cost recovery 

Proper maintenance of project assets No firm assurance of resources for operation and 
maintenance of facilities after project completion   

Comprehensive assessment of institutional capability Persistently inadequate resources and institutional 
capacity after project completion  

Medium- to long-term environmental and social impact 
of the project 

Evidence-based project achievements after project 
completion are not adequately assessed  

Source: Asian Development Bank Independent Evaluation Department. 
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Box 4: Promoting Environmentally Sustainable Growth 
   

A 2016 Independent Evaluation Department topical paper 
highlights the importance of pushing transport toward 
greater sustainability, continuing innovation in energy, and 
greater adaptation work through rural and urban projects. As 
the Asian Development Bank (ADB) scales up its support for 
climate change mitigation and adaptation, greater 
knowledge sharing and the mainstreaming of environmental 
concerns will be essential. The bulk of ADB’s future work on 
promoting environmentally sustainable growth is likely to 
remain in agriculture, natural resources and rural 
development; energy; transport; and water and other 
infrastructure and services. 
 
Source: Independent Evaluation Department. 2016. Environmentally 
Sustainable Growth: A  Strategic Review. Manila: ADB. 

 
56. In 2016, all projects in the education portfolio were assessed likely sustainable. The Education 
for the Poor Project in Mongolia, for example, was assessed likely sustainable because of the 
commitment of the government to education and the provision of a post-project regular budget for 
more textbooks, higher-quality preschool meals, and maintenance and repair of school buildings. The 
PCR validation report, moreover, found that the innovative concept of block grants for Mongolia is 
likely to ensure the continuity of most interventions beyond project life.35  
 
57. Other project assessments find 
that sustainability can be a challenge, 
particularly for transport projects. A road 
development project, for example, was 
assessed less than likely sustainable 
because no budget mechanism was in 
place to secure fund allocation for road 
maintenance. 36 Revenues, moreover, were 
not sufficient to cover the cost of O&M or 
repairs for roads damaged by severe 
climate conditions. 
 
58. A 2016 IED topical paper on 
environmentally sustainable growth 
highlighted that environmental pressures 
are growing, and that action is essential to 
secure environmentally sustainable growth (Box 4).  
 

2. Nonsovereign Operations  
 

a. Overall Performance  
 
59. Success rates for nonsovereign project performance are stable amid a growing portfolio. 
Nonsovereign operations are loans or equity financing supporting development through three broad 
sectors: infrastructure, financial institutions, and private equity funds. These operations have increased 
significantly, from four approvals in 2001 ($37.5 million of ADB financing) to 17 approvals in 2005 
($821.5 million), to 28 approvals in 2015 ($2.63 billion). 37  The results of completed projects are 
contained in IED’s desktop evaluations and PPERs of extended annual review reports (XARRs) prepared 
by the private sector department. The ratings scale is highly successful, successful, less than successful 
and unsuccessful; 38 highly successful and successful results are successful for the purposes of this 
analysis; less than successful and unsuccessful results are less than successful. The overall success rates 
are stable 69%, using 3-year rolling averages of results (Figure 17). The number of XARRs has increased 
with operational growth, from 13 in 2008–2010 to 45 in 2014–2016. IED evaluated 13 projects in 2016, 
bringing the total of 2008–2016 validations to 92, spread across the three operational sectors (Table 
5).39 In 2016, IED also prepared a topical paper on nonsovereign operations as compared with those of 
other multilateral institutions (Box 5).40 

                                                
35 IED. 2015. Project Validation Report on Mongolia: Education for the Poor—Financial Crisis Response Project. 

Manila: ADB.  
36  IED. 2016. Project Validation Report on Mongolia: Regional Road Development Project. Manila: ADB. 
37  ADB. 2001 Annual Report. Manila. ADB. 2005 Annual Report. Manila. ADB. 2015 Annual Report. Manila. 
38  IED. 2014. Guidelines for the Preparation of Project Performance Evaluation Reports on Nonsovereign 

Operations. Manila: ADB. 
39 Ten of the 13 evaluations are for projects with XARRs; three are for projects approved in 2000-2001 which were 

reviewed through a summary memo prepared in lieu of an XARR in order to close the operations department's 
files. Due to the amount of time since the projects’ closure, the absence of staff who had personally handled the 
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Figure 17: Success Rate of Nonsovereign Operations  

(by XARR Completion Year, 2008–2016) 

 
XARR = extended annual review report 
Source: Asian Development Bank Independent Evaluation 
Department. 

Table 5: Number of Successful Projects by Subsector 
(by XARR Completion Year) 

Year INF FI PEF Total 
2008 2/2 1/1 0/1 3/4 
2009 1/1 2/3 -- 3/4 
2010 1/1 0/2 1/2 2/5 
2011 1/1 4/4 0/1 5/6 
2012 3/4 3/7 0/1 6/12 
2013 6/6 2/5 3/5 11/16 
2014 5/5 5/5 5/7 15/17 
2015 4/4 4/9 0/3 8/16 
2016 3/5 3/3 2/4 8/12 
Total 26/29 24/39 11/24 61/92 

FI = financial institution, INF = infrastructure, PEF = private 
equity funds, XARR = extended annual review report. 

Source: Asian Development Bank Independent Evaluation 
Department. 

 
b. Nonsovereign Project Performance by Sector 

 
60. The infrastructure sector continues to lead results, the success rates of financial institutions are 
trending upward, and private equity funds are stable but lagging. Figure 18 shows the success rates for 
infrastructure, financial institutions, and private equity funds, and the combined overall portfolio 
success rates using 3-year rolling averages. As shown in Table 5, the number of projects contributing to 
each sector’s results is small, although the performance of each sector is consistent over time. For 
2014–2016, infrastructure is 86% successful, financial institutions are 71% successful, and private 
equity funds are 50% successful. 

 
Figure 18: Success Rates of Nonsovereign Operations by Sector, 2008–2016 Extended Annual Review Reports   

 
  ADB = Asian Development Bank, FM = financial market operation, INF = infrastructure, PEF = private equity fund. 
  Source: Asian Development Bank Independent Evaluation Department.  

 
 
61.  The infrastructure sector is consistently the most successful contributor to the nonsovereign 
operations portfolio, delivering results in a broad range of projects. The completed operations have 
broadened from conventional energy and toll roads in 2008 to include renewable energy, electricity 
transmission and distribution, pipelines, air transport, telecommunication networks, education, and 

                                                
accounts and lack of certain documents and information, an XARR cannot be accomplished for these three 
projects. The rating for each of the three summary memo projects is unsuccessful. All references to success rates 
by XARR years include the summary memos prepared in lieu of an XARR in 2016. 

40 ADB. 2016. Topical Paper: Comparative Institutional Review of ADB’s Private Sector Operations. Manila. IED. 
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health care projects over 2008–2016. Contributors to successful results are the selection of strong 
sponsors able to deliver projects, sound contractual arrangements, and the sector and country expertise 
of nonsovereign operations. This expertise supports risk assessment, the development of risk mitigation 
measures, and the strong monitoring and implementation of environmental safeguards. Overall, 29 
projects were completed in 14 ADB member countries over 2008–2016, with 26 successful results. The 
three less than successful projects each experienced implementation delays that affected their financial 
viability and their ability to offer the intended demonstration effects. Each of these projects was in a 
different member country and subsector (conventional energy, renewable energy, and health care); 
delays were the key feature that they shared.  
 
62. Sector results for financial institutions improved amid better economic conditions for the most 
recently completed projects in the portfolio’s largest contributors to results. The completed operations 
broadened over the review period from mortgage financing for underserved markets in 2008 to a 
range of activities supporting increased access to finance through strengthened financial institutions 
and capital markets: microfinance, lending to SMEs, financial leasing, and trade finance. Contributors 
to successful results are the selection of strong partners able to grow their lending business in rapidly 
changing financial markets, and programs expanding into new regions, product areas, and underserved 
populations such as lower-income and borrowers. Improved corporate governance, credit assessment 
practices, and increased environmental and safeguards screening and monitoring of financial 
institution borrowers also contributed to the development results. Many of programs are funded 
through 3–7 year loans, and are therefore completed more rapidly than long-tenor infrastructure 
projects or private equity funds. This resulted in more completions for financial institutions over the 
period.  
 
63. Overall, 39 projects were completed in 17 ADB member countries over 2008–2016 with 24 
successful results. The 16 less than successful ratings include eight in two ADB member countries 
(Azerbaijan and Kazakhstan), that experienced macroeconomic downturns affecting the banking sector. 
The downturn affected the ability of the financial institutions in these countries to deploy capital or be 
profitable in all parts of their business, and results in 2010–2012 include six of these projects. The 
2011–2013 period begins the upward trend for financial institutions, although 2013 included three less 
than successful projects. These were highly specialized approvals in three member countries. The first 
was a guarantee to attract investments to a difficult market; the second was a guarantee to increase 
long-term cash-flow-based lending to SMEs. Neither were able to attract the intended investments. The 
third project was an equity investment in a nonbank financial institution, which was not able to 
maintain strong corporate governance. In 2015, the results included two less than successful 
specialized guarantees intended to attract investments to difficult markets and the remaining two of 
the eight ratings affected by macroeconomic situations, affecting the overall results. The 2016 results 
were all successful loans to increase access to SME finance.  
 
64. Results for private equity funds are stable in a lower range, making a modest contribution to 
the growth of private equity funds and small and medium enterprises through private equity 
investments. The private equity funds bring equity investments to underserved markets through 
targeted investment profiles including SMEs operating in renewable energy, consumer products, and 
health care. Contributors to successful ratings are often experienced fund managers, targeting a 
diversified pool of different types of SME businesses and able to attract sufficient capital to the fund 
and bring management expertise to help investee companies grow. Successful funds achieve profitable 
returns, demonstrating the potential for private equity investments to contribute to economic 
development. Some funds are also able to achieve profitable exits using their put options on the shares, 
which can detract from perceived development results. Less successful private equity fund ratings are 
associated with a variety of factors. These include lack of experience on the part of the fund manager 
or member country, not attracting enough capital, targeting a smaller fund, having a fund 
management team that is too small, and narrowly defined development mandates for which not 
enough investments could be identified (for example, renewable energy). Overall, 24 private equity 
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funds were completed over 2008–2016,  made up of nine targeting a single member country and 15 
targeting more than one member country, with 11 successful results.   
  

 
c. Nonsovereign Project Performance by Region  

 
65. Nonsovereign project results by region are in-line with the results of sovereign projects. 
Nonsovereign projects are spread across all ADB regional groupings (Central and West, East Asia, the 
Pacific, South Asia, and Southeast Asia). Sector opportunities are identified in member countries and 
agreed in CPSs, though this is not consistently applied (Figure 19).  
 

Figure 19: Nonsovereign Operations Success Rates by Region, 2008–2016  

 
Note: Percentages may not total 100% because of rounding. 
Source: Asian Development Bank Independent Evaluation Department.  
 
66. Nonsovereign operations are typically stand-alone transactions. The 92 projects completed over 
2008–2016 are in 21 member countries (11 completions each in India and the PRC, and one to six in 
each of 19 countries, plus 11 in more than one country in more than one region). With projects spread 
across sectors, countries, and regions, a year-on-year presentation of success rates is distortive; 
therefore, the 2008–2016 project results are shown as they align with the ADB regional groupings 
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Box 5:  Comparative Institutional Review  
 
In 2016, the Independent Evaluation Department prepared a topical paper to consider the Asian Development 
Bank’s nonsovereign operations compared with those of other multilateral development banks. This paper 
provided several recommendations for future directions based on its key findings. These are summarized as 
follows: (i) commit to development impact and value addition, to pursue and achieve both development impact 
and investment profitability, particularly by involving the Economic Research and Regional Cooperation 
Department in the review of transactions; (ii) improve operational efficiency, streamlining the approval process 
as well as focusing on disbursement and commitments, rather than approvals, especially to reduce the number 
of approvals subsequently cancelled; (iii) increase the risk profile to support innovative solutions to enhance 
operations, particularly by developing a more collaborative relationship with risk management and making 
greater use of industry specialist staff in regional departments or thematic sector advisory groups; (iv) improve 
sector diversification and product mix, encouraging repeat transactions with existing clients, especially for 
Financial Institution transactions, and diversifying away from energy and into the industrial, commerce, 
manufacturing, and agriculture sectors; (v) develop a private sector strategy to update the 2006 strategy 
document; (vi) reduce earnings volatility by stabilizing equity income through increased equity investments; (vii) 
decentralize and reorganize staff to include more staff in resident missions and headquarters staff to be 
organized along sector lines; (viii) develop a comprehensive information technology system for origination, 
execution, monitoring, and risk management; and (ix) pursue the “One ADB” approach rigorously to promote 
greater institutional collaboration. Implementation of these recommendations is under way. 
 
Source: ADB. 2016. Topical Paper: Comparative Institutional Review of ADB’s Private Sector Operations. Manila. IED. 
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using ADB’s 2016 organizational structure. It is difficult to draw meaningful conclusions about 
nonsovereign project results by region, although the results are generally within the range of the 
sovereign projects results by region over the same period. A brief overview of the results from each 
region follows. 
 
67.  Central and West Asia. The Central and West Asia region has the largest share of portfolio 
results, led by financial institutions. Over 2008–2016, 25 projects were completed in seven ADB 
member countries. 41  The five infrastructure approvals were for telecommunications networks, air 
transport, electricity transmission and distribution, and conventional energy, all of which were 
successful. These projects include support for the transformative expansion of a mobile telephone 
network in Afghanistan financing to expand an airport in Armenia. The 18 approvals for financial 
institutions were for financial system development, SME finance and leasing, trade finance, and 
microfinance, including an equity investment in a bank in Afghanistan that helped stabilize the bank at 
a critical time. Seven of the results for financial institutions results were successful. Eight of the 12 less 
successful results were attributable to adverse macroeconomic conditions in Azerbaijan and Kazakhstan, 
although other programs in those countries were successful over 2008–2016, as circumstances varied 
over the period. The two private equity funds had a mix of investment mandates, one was successful. 
Overall, 13 projects were successful (52%), in-line with the sovereign 3-year moving averages of 32%–
52% for projects over the period. 
 
68.  East Asia. Thirteen projects were completed in the East Asia region over 2008–2016: 11 in the 
PRC and two in Mongolia. The four infrastructure projects in the PRC were in renewable energy, air 
transport, and pipelines. They demonstrated the positive contribution to the country’s development of 
public-private partnerships across municipalities; all were successful. The six financial institutions 
projects contributed to the stability of the financial system and good governance in the banking sector; 
four were successful, including the two in Mongolia. The three private equity funds had a mix of 
investment mandates; two were successful. Overall, 10 projects were successful (77%), in line with the 
sovereign 3-year moving averages of 70%–100% over the period.      
 
69. Pacific. The Pacific region had the smallest number of projects, with three completed over 
2008–2016. 42  The infrastructure project, to expand a telecommunications network in Papua New 
Guinea, was successful. The two private equity funds had a mix of investment mandates, neither were 
successful. The number of results is too small to be meaningfully compared with sovereign results, and 
also too small to draw meaningful conclusions about overall nonsovereign activities in the Pacific. 
 
70. South Asia. Eighteen projects were completed in four South Asia region member countries over 
2008–2016. 43  The nine infrastructure projects were for renewable energy, pipelines, electricity 
transmission and distribution, conventional energy, and water supply development; seven were 
successful. The seven financial institution approvals were for financial system development and SME 
finance and leasing; six were successful. The five private equity funds had diverse investment mandates; 
none were successful. Overall, 14 projects were successful (72%), in line with the sovereign 3-year 
moving averages of 57%-79% over the period. 
 
71. Southeast Asia. Twenty-two projects were completed in six Southeast Asia region member 
countries over 2008–2016.44 The 10 infrastructure projects were for health care, renewable energy, 
education, water supply development, conventional energy, electricity transmission and distribution, 

                                                
41  Completions are in Afghanistan (4 completions), Armenia (4), Azerbaijan (6), Georgia (1), Kazakhstan (5), 

Kyrgyzstan (1), and Pakistan (4). 
42 Completions are in Papua New Guinea (1), Samoa (1), and one regional project for which all the countries are in 

the Pacific region. 
43 Completions are in Bangladesh (2), India (11), Maldives (1), and Sri Lanka (4). 
44 Completions are in Cambodia (1), Indonesia (3), Malaysia (1), Philippines (6), Thailand (4), Vietnam (4), and three 

regional projects for which all the countries are in the Southeast Asia region. 
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and roads; nine were successful. The seven financial institutions projects were for mortgage finance 
and SME finance and leasing; six were successful. The five private equity funds had diverse investment 
mandates; three were successful. Overall 18 projects were successful (77%), in line with the sovereign 
3-year moving averages of 60%-79% over the period. 
 
72. The 11 regional results are all for private equity funds. These funds had approvals to invest in 
more than one member country and across regional country groups. Five of 11 (46%) were successful. 
These results are in line with the overall 3-year moving averages of 47%-54% for private equity funds 
over 2012–2016.  
 

d. Nonsovereign Project Performance by Country Classification  
 
73.  Nonsovereign operations 
contributed to results in all of ADB’s 
country classifications, with the highest 
success rates in blend countries. ADB 
country classifications are determined 
by the member countries’ eligibility for 
funds from ADB’s ADF, OCR, or blend 
(both). Completed projects are 
classified according to the eligibility at 
the time of approval. Over 2008–2016 
there were 11 completions in six ADF 
countries, 46 completions in 10 blend 
countries, 21 completions in 5 OCR 
countries, and 15 regional projects 
which target more than one country. 
Because of the small number of projects in each classification, a year-on-year presentation is distortive, 
and the results are therefore grouped by classification. Projects were completed in all of the sectors for 
each of the classifications. With the spread across sectors, classifications, and countries, it is difficult to 
draw conclusions based on classifications. The ADF results were 55% successful (6 of 11 projects), in 
line with sovereign 3-year averages of 42%–82% for projects over the period (Figure 20). The blend 
projects were 76% successful (34 of 45 projects), in line with the sovereign 3-year averages of 55%–
79%. Blend projects included 20 infrastructure projects for gas pipelines, conventional power, 
renewable energy, water supply systems, telecommunication networks, air transport, electricity 
transmission and distribution, education and health care; 17 were successful. Blend projects also 
include 22 financial institutions projects for trade finance, microfinance, SME finance and leasing, 
housing finance, and financial system development; 17 were successful. OCR results were 57% 
successful (12 of 21 projects), lower than the sovereign 3-year averages of 68%–79%. The OCR results 
were dampened by the financial institutions’ results, which were impacted by macroeconomic 
conditions affecting the sector. 
 

e. Nonsovereign Performance Analysis by Evaluation Criteria 
 
74. Nonsovereign projects are assessed on different criteria to sovereign projects, and have four 
ratings criteria (Box 6). The assessment uses a four-point scale: excellent, satisfactory, less than 
satisfactory, and unsatisfactory; excellent and satisfactory ratings are successful results. These are 
analyzed by the further subcriteria of development results, ADB additionality, ADB investment 
profitability, and ADB work quality, Of the 13 projects forming part of the 2016 evaluation, three were 
approved in 2001–2001 and evaluated through a summary memo procedure that rated the projects 
unsuccessful overall without providing criteria ratings. IED deemed all criteria and subcriteria ratings 
unsuccessful for these projects. Results from the 10 remaining projects evaluated in 2016 are discussed 
below, along with any results from earlier years which particularly impacted trends. Box 6 summarizes 

Figure 20: Overall Ratings of Nonsovereign Operations  
by Country Classification, 2008–2016  

 
ADF = Asian Development Fund, OCR = ordinary capital resources.  
Note:  Blend countries can borrow from both the Asian Development Fund 
and ordinary capital resources. 
Source: Asian Development Bank Independent Evaluation Department.  
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the evaluation criteria and Figures 21 and 22 show the 3-year rolling averages for all projects by criteria 
with the development results criteria analyzed the further by subcriteria.  
 

 
 
 

Figure 21: Satisfactory Ratings of Nonsovereign Operations 
(2008–2016 Extended Annual Review Reports) 

 
Source: Asian Development Bank Independent Evaluation Department.  
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Box 6: Evaluation Criteria for Nonsovereign Projects 
 
Development results. Development results are the most heavily weighted criteria for the overall rating, and 
comprised of four subcriteria: 

i) Contribution to private sector development and the strategic objectives of the Asian Development Bank’s 
(ADB): recognizes project impacts beyond the company to broader sector development 

ii) Economic performance: measures the economic contribution of projects, generally through the economic 
return on capital or other proxy measures 

iii) Environment, social, health, and safety performance: measures project impacts on the physical 
environment, social development, and workers’ health and safety 

iv) Business success: measures the financial contribution of projects to the financial position of companies 
through a  project’s financial rate of return or by proxy measures 

 
ADB additionality. Recognizes ADB’s role in a project’s development; it considers whether the project could have 
proceeded without ADB, and whether it would have been completed to the same quality standard without ADB 
 
ADB investment profitability: Recognizes the investment’s contribution to ADB’s own profitability; it considers 
whether loan payments were made as scheduled, and whether returns on equity investments met ADB targets 
 
ADB work quality. Considers the quality of the work done by ADB through two subcriteria: (i) screening, appraisal, 
and structuring; and (ii) monitoring and supervision 
 
These four criteria are rated on a four-point scale: excellent, satisfactory, less-than-satisfactory; and unsatisfactory, 
satisfactory, and excellent. 
 
Source: Independent Evaluation Department. 2014. Guidelines for the Preparation of Project Performance Evaluation Reports on 
Nonsovereign Operations. Manila: ADB. 
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Figure 22: Development Results and Subcriteria Satisfactory Ratings 

(2008–2016 Extended Annual Review Reports)  

 
ESHS = environment, safety and health system.    
Source: Asian Development Bank Independent Evaluation Department.  
 
75.  Development results are stable, in line with the overall results for projects. The criteria for 
development results are the most heavily weighted in determining a project’s success.45 The following 
four subcriteria contribute to the development results:  
 

(i) Contribution to private sector development and ADB’s strategic objectives. In 2016, 
nine of 10 nonsovereign projects were successful. Contributions recognized in these results 
include demonstration  of: (i) the commercial viability of utility-scale solar photovoltaic power 
in India through the commissioning of the first such plant in the country, which contributed to 
the sector’s rapid development; (ii) the viability of SME investing through the private equity 
model in Viet Nam, which attracted other private equity funds to Viet Nam; (iii) the public–
private partnership model for waste-to-energy plants for medium-sized cities in the PRC, which 
led to pilot projects by local governments outside the ADB-financed projects, and established a 
high benchmark for environmental and social safeguards practices for municipal solid waste 
plants; and (iv) the increase in SME lending through ADB’s borrower to SMEs in Armenia, which 
included borrowers both within and outside of the capitol, leading to broader business 
development. The less-than-successful project suffered implementation delays which reduced 
its intended demonstration effect. Contributions to private sector development generally align 
with the results for overall development contributions, although it is occasionally possible for 
projects to contribute to the sector even though they are not able to generate successful 
financial and economic returns, which affects the overall result. In Figure 21, the 2009–2011 
period shows 15 project results, and the differences between development contributions 
results and the overall results appear large, although only three are higher for the subcriteria 
rating than for the overall rating.46 
 

                                                
45  Only 1 overall rating over 2008–2016 was not the same as the development results rating. The exception was a 

private equity fund a developing member country that saw fund activity for a period because of the Asian crisis 
1997–1998. The private equity fund’s investments in SMEs helped them grow, although the fund did not 
achieve targeted returns (for its own account and for ADB’s). The development results were rated satisfactory, 
the overall rating was less than successful. 

46  Projects for which the rating differed included: (i) a financial institution that increased its SME lending as a 
proportion of its business; although this contributed to an expanded SME sector, the financial institution had 
difficulties in other parts of its business, which eroded its overall profitability; (ii) a private equity fund that 
contributed to reviving private equity activity after the Asian crisis 1997–1998, and introducing modern 
management techniques into its investee companies, which employed an additional 3,000 people following the 
fund’s investments; the fund as a whole, however, did not meet targeted returns;  and (iii) a private equity fund 
that was among the pioneers in private equity; this fund, however, also did not meet targeted returns.  
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(ii) Economic contributions. All 10 of the 2016 results were successful, as all projects made 
economic contributions. The measurement of the economic contributions generally reflects the 
project’s gross profitability and the jobs the project created. Successful projects in 2016 include 
a fund that invested in companies in Viet Nam which grew over the fund’s investment period 
to collectively employ 14,000 people and produce positive financial returns for seven of the 10 
investee companies. In the financial institutions sector, loans made to two banks contributed to 
increased annual lending to SME and retail clients and increased product offerings to meet the 
needs of more customers.    
 

(iii) Environment, social, health, and safety contributions. Results were successful for all 10 
of the 2016 results recognizing many practices put in place by projects to comply with ADB 
requirements. These include (i)  policies put in place by financial institutions to comply with 
ADB’s requirements for sublending; staff training for financial institutions through seminars 
organized by ADB, and tracking of gender targets for financial institution lending, as required 
by ADB; (ii) social safeguard measures for land acquisition for municipal solid waste plants, 
consultation with neighborhoods near plants, monitoring plant noise and emissions, 
designation of staff and budgets for environmental and social matters, resulting in state-of-the-
art projects; and (iii) compliance with all environmental requirements for projects involving 
airport terminal and runway expansion works, and submitting to ADB of resettlement plans for 
those affected by required land acquisition, including resettlement plans for sites expanded by 
companies without ADB financing. The high priority on these criteria is reflected in the 84%–
100% success rates over 2008–2016. 

 
(iv) Business success. Results were successful for all 10 of the projects evaluated in 2016, 
with all projects meeting scheduled repayments and return-on-equity targets. Over 2008–2016, 
the business success component ranged from 48% to 64% 3-year moving average success 
rates. The low points are 2009–2012, when results were affected by adverse developments in 
all three sectors—financial institution ratings were affected by systemic economic difficulties, a 
few specialized guarantee funds and private equity funds did not achieve targeted investment 
returns, and an infrastructure project was delayed because of technology difficulties affecting 
its ability to achieve long-term profitability. For 2012–2016, the 3-year moving average ranged 
from 60% to 64% successful. 

 
76. ADB additionality had nine successful results for projects evaluated in 2016. The successful 
projects attracted financiers to sectors with which they were not familiar; thereby mobilizing the 
required level of financing that would not have been achieved without ADB involvement. ADB’s role in 
requiring high standards for environment, social, health, and safety safeguards contributed to 
attracting additional investors, as well as developing financial structures that meet the needs of other 
investors. Another contributor to successful additionality results in 2016 were programs funded by TA 
that provided capacity building. This was particularly so for training and support for implementing 
environmental, social, health, and safety requirements, as well as corporate governance. Overall 2008–
2016 3-year rolling averages for ADB additionality range from 73% to 91%; the ranges by sector are 
infrastructure 93%–100%, financial institutions 67%–82%, and private equity funds 50%–100%. The 
additionality success rates of financial institutions can be lower if their lending activity does not 
increase as targeted, or if the ADB investment does not appear to be a vital source of financing for the 
financial institution. The private equity funds had high additionality success rates in the early years for 
funds entering markets with demonstrably low private equity activity. Private equity ratings are lower 
when funds do not meet capital targets, or, again, if ADB does not appear to be a vital source of 
financing for the fund.  
 
77. ADB investment profitability had 10 successful results for projects evaluated in 2016, with all 
meeting loan payment schedules or return on equity targets. Over 2008–2016, the 3-year moving 
average success rates ranged from 63% to 85%; the ranges by sector are infrastructure 79%–100%, 
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financial institutions 56%–100%, and  private equity funds 25%–33%. Some financial institutions 
affected by macroeconomic situations were restructured during the period, and some specialized 
investments did not produce the intended returns. The private equity funds were a particular dampener 
on the results, reflecting the inability of many funds to achieve profitability targets within their 
development parameters and investment periods. 
 
78. ADB work quality results declined over 2008–2016, although they rose in 2016. To be 
successful, ratings must be satisfactory for both work quality subcriteria—screening, appraisal, and 
structuring, and monitoring and supervision. Therefore, individual subcriteria results are higher than 
the overall ratings.47 In 2016, seven out of 10 ratings were successful overall. Two of these results were 
because of the weak sponsor selected. One was an infrastructure project sponsor without strong 
experience in the subsector and who did not manage project implementation and finance document 
requirements well. The other was a fund manager with a business plan that met foreseeable obstacles. 
The third was a financial institution loan lacking clear a definition of SMEs, making it difficult to track 
program lending to these enterprises. Concerns were also raised over the monitoring by ADB of this 
loan’s compliance with environmental, social, health, and safety requirements. The successful results 
reflect the way the financing was structured to meet the needs of the project and other investors, the 
work ADB has done to develop monitoring systems for environmental projects, the identification of 
strong sponsors able to deliver projects as planned, the arrangement of solid financing structures under 
tight time constraints, and on-going monitoring of projects experiencing difficulties to produce 
successful results. 
 
D. Challenges to Evaluating Performance against Strategy 2020’s Strategic 
Agendas and Drivers of Change 
 
79. ADB’s Strategy 2020 states that in addition to the focus on projects around its five core areas 
of operations (infrastructure, environment, regional cooperation and integration, finance sector 
development, and education), ADB will pursue the strategic agendas of inclusive growth, 
environmentally sustainable growth, and regional cooperation, as well as support five drivers of change 
(private sector development, good governance, gender equity knowledge solutions, and partnerships). 
A holistic assessment of ADB’s performance thus requires a perspective on all three dimensions of 
ADB’s corporate strategy. 
   
80. Since the formulation of Strategy 2020 in 2008, however, evaluation has put more emphasis on 
understanding project-level performance than on delivering on the corporate strategic agenda and the 
thematic drivers of change. This is because CPSs in the past did not fully work out the implications of 
strategic agendas and drivers of change for the country programs, and the CPS results frameworks did 
not have good measurable indicators and targets on these agendas and drivers of change. Because of 
this, country evaluations, whether done by operations departments through final reviews or by IED, 
have been biased toward “bottom-up” analyses of sector and project-level performance than “top-
down” assessments on whether ADB’s strategic and thematic priorities have also been addressed. 
 
81. Evidence for this assumption is that a comparison of overall country and project evaluation 
ratings show no major differences (Figure 23). A comparison of mean annual country and project 
ratings shows a colinear relationship, with no significant difference in most years. This pattern is unlike 
that seen in World Bank country and project ratings, which consistently show differences between 
project ratings and country ratings. This illustrates what is often referred to as the micro–macro 
paradox in development: while individual interventions in a particular country might be effective in 
achieving their specific objectives, this does not guarantee that broader sector or country outcomes will 
be achieved. The pattern for ADB country and project ratings is directly a function of ADB’s country 
                                                
47 Apart from the 2008–2011 periods which reflect one exception in 2009 and one in 2010 (i.e., although one of 

the component ratings was unsuccessful, an overall rating of successful was given). 
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evaluation methodology, which draws heavily on sector program assessments; these in turn draw 
heavily on project performance assessments. 
  
82. Recognizing a lack of follow up to 
S2020’s inclusive growth agenda, revised 
2013 CPS guidelines stated that this 
agenda should be more closely addressed 
in the design and, hence, implementation 
of CPSs.48 The guidelines also call on IED to 
include a systematic assessment of ADB’s 
contribution to inclusive economic growth 
in CAPEs and CPS final review validations 
(CPSFRV). IED’s country evaluation 
guidelines, updated in 2015, also recognize 
the importance of these higher level 
strategic and thematic agendas. In 
addition, in December 2015, a second 
review also concluded that the CPS quality 
needed substantial strengthening. 49  It 
recognized that the CPS provides (i) the 
strategic and operational framework for 
ADB’s involvement in a member country, 
(ii) opportunities for policy dialogue between member countries and ADB, and (iii) mechanism for 
accountability. It also suggested that CPSs include an inclusive and sustainable growth assessment 
(ISGA) to present the inclusive economic growth and environmental sustainability issues relevant to 
ADB country engagement. This would include, amongst others, (ii) summary poverty analysis, (iii) 
summary gender analysis, (iv) summary environment assessment, and (v) summary private sector 
assessment.  
 
83. A review of the subset of CPSs linked to the CAPEs and CPSFRVs covered in this AER, mostly 
from before the December 2015 CPS reforms, shows that not all CPSs closely addressed ADB’s strategic 
corporate or thematic objectives; and where they were addressed, there was no means to measure 
performance against any targets in the CPS results framework. Recent IED assessments on inclusive 
growth, environmentally sustainable growth, and regional cooperation also noted that country 
strategies and programs need to be formulated around these higher-level corporate objectives.50  
  

E. Summary 
 
84. Results for sovereign and nonsovereign operations show positive performance trend, although, 
based on the 3-year moving average success rate, ADB’s benchmark of 80% has yet to be met. Country-
level performance is averaging 70%. Nonsovereign project performance is stable at about 69%, with 
sovereign operations showing a positive trend. Allowing for year-on-year volatility, performance for 
sovereign operations is averaging around 65% over 2008–2016. Given the underlying analyses by 
evaluation criteria and the gaps between design and implementation performance, ADB’s overall 

                                                
48  As discussed in a memorandum approved by the President entitled Guidelines on Inclusive Economic Growth in 

the CPS, The guidelines aim to assist the operationalization of inclusive growth in CPSs. The guidelines also 
suggest that IED should include a systematic evaluation of ADB’s contribution to inclusive growth in CAPEs, and 
that considerations for inclusive growth are reflected in the analysis by CAPEs of the key achievements of a CPS, 
and in the formal evaluation of a CPS on the various criteria. 

49  ADB. 2015. Reforming the Country Partnership Strategy. Manila. 
50  IED. 2014. Thematic Evaluation Study: ADB’s Support for Inclusive Growth. Manila: ADB; IED. 2015. Thematic 

Evaluation Study: ADB’s Efforts on Regional Cooperation and Integration. Manila: ADB; IED. 2016. 
Environmentally Sustainable Growth: A Strategic Review. Topical Paper. Manila: ADB. 

Figure 23: Country Program and Project Performance 
Ratings, 2011–2016 

 
CPS = country partnership strategy. 
Note: Using mean discrete scores, following Development 
Effectiveness Review reporting years to ensure consistency in the cut-
off for country and project ratings. 
Source: Asian Development Bank Independent Evaluation 
Department.  
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performance risks stagnating unless it is fully aware of the variables affecting performance and puts in 
place measures within its control to improve performance.  
 
85. The analyses also identified that, in certain areas, limited information is available to fully 
understand the contribution of ADB’s operations to the Asia and Pacific region’s broader development 
challenges. Country performance evaluation is limited to a small number of independent evaluations 
(CAPEs) as opposed to the more prevalent CPSFRVs, which are highly dependent on self-assessment 
data. For ADB to be able to fully assess its performance, more information is needed across more 
countries and sectors to better understand ADB’s contribution, not only to project outcomes  but also 
to national and sector outcomes and ADB’s strategic corporate agenda. Assessing performance against 
national development targets, national sector targets, and ADB’s corporate agenda will be harder if 
these factors are not clearly identified in the results frameworks of CPSs, with targets and indicators to 
measure and assess results. The follow up given by operations departments to the proposed inclusive 
and sustainable growth assessment and the definition of the associated indicators and targets will be 
essential in providing a basis for evaluating ADB’s contributions to national and corporate agendas.  
 
86. The analysis in this review of sovereign projects’ performance shows that the area most in need 
of attention is in project implementation, to ensure that projects deliver on their outputs and achieve 
intended outcomes in an efficient and sustainable manner. Although the ability to deliver on project 
outcomes (effectiveness) has improved, more work needs to be done on improving efficiency of 
implementation and the sustainability of projects. A closer look shows that the issues holding back 
success crop up time and again and are not project, sector, or country specific. The analysis also 
highlights issues that are within ADB’s capacity to fix. Learning from the lessons of project 
implementation and evaluation are therefore important, and need to be brought to the attention of all 
stakeholders. 
 
87. The review period was marked by convergence in project performance of sovereign and 
nonsovereign operations, with both showing better ratings. This convergence highlights ADB’s 
flexibility to operate well in both areas. How to sustain this improvement will be depend on a good 
understanding of the sectors in which ADB operates. Regular evaluations of sector performance in one 
country or across countries will be essential for ADB to continue to adapt to changing sector demands. 
Infrastructure underpinned the improvement in nonsovereign operations, though private equity funds 
continue to hold back portfolio performance. Private sector operations need to be incorporated into 
overall CPSs in a more systematic way. The CAPEs did reveal some benefits to enhancing private sector 
development to help create an enabling environment in which private sector operations can flourish. It 
is unclear, however, whether private sector operations are part of an overall private sector plan for a 
country or sector, or whether they are just disparate transactions pursued in an opportunistic manner. 
The challenge is how to best integrate a strategy for private sector development into private sector 
operations.   
 
88. TA is a major modality for operations at the country level. This AER did not review TA projects 
as these are subject to periodic review by IED, with the latest evaluation completed in 2014. Because 
these assessments provide a basis for a holistic understanding of performance, the use of TA projects in 
a country context cannot be understood without a strategy of how this modality is applied to promote 
performance. The CAPEs do attempt to assess TA operations, but this is more in the context of a 
standalone project or the association of TA project with an investment loan. Some recommendations 
are made in Chapter 5 on how to deal with this finding.   



 

CHAPTER 3 

Learning from Documented 
Lessons from Project Evaluation 

 
 
 
 
 
Highlights 
 
• Considerable scope exists to learn from the documented lessons of project evaluations to achieve projects that 

are better designed and that have better outcomes. The key outputs are better quality lessons, improved 
guidance documents, and easy access to the documented lessons. 

 
• The lessons-learning cycle involves a number of activities, including the identification, storage, extraction, 

curation, and use of the knowledge from documented lessons. The processes and outputs behind each activity 
should be strengthened. 

 
• The main challenges for Management are to instill a culture of identifying and documenting lessons, and to 

ensure that tacit knowledge gets tapped.  
 
• The “learning from lessons mindset” does not exist organically and learning will not happen automatically. The 

enabling environment for effective and efficient learning can only be created by strengthening governance 
and a culture for learning, more clarified roles and accountabilities, inculcating established processes, and the 
better provision of technology promoting learning from lessons.  

 

 

A. Introduction 
 
89. The current discussion on development effectiveness focus less on rules and theoretical 
principles and more on adaptive and pragmatic approaches to real world challenges. Country 
partnership strategies increasingly align with context-specific challenges rather than supply-driven 
solutions. There is a recognized value in transferring the experiences of one country to another through 
testing and adapting proven approaches. For this to be successful, an understanding of what works 
and why, is essential. Learning from ADB’s breadth of operational experience is a potential comparative 
advantage—blending its finance and knowledge, and contributing to becoming a knowledge bank. But 
learning from operations requires careful attention and reflection throughout the project cycle to 
identify and document the experiences. The 2017 AER gives special attention to the specific process of 
learning from project evaluations. 
 
90. Learning from lessons is an important factor in the success of ADB projects. In 2007, IED 
demonstrated that the characteristics of successful projects included the ability to learn from past 
lessons and incorporate these lessons in project design, and that quality at entry depends at least in 
part on the incorporation of lessons from past projects.51 Identifying and documenting lessons is a key 
aspect of project evaluation.  For the purposes of this study, a lesson is defined as a statement based on 
evidence and the analysis of experience from which others can learn in order to improve the planning 
                                                
51  IED. 2007. Annual Evaluation Report: Acting on Recommendations and Learning from Lessons in 2007 – 

Increasing Value Added from Operations Evaluation. Manila: ADB. Until 2008, IED was known as the Operations 
Evaluation Department. 
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and implementation of projects. The general term “project evaluation” encompasses self-evaluations 
done by operations departments (for example, TA completion reports (TCRs), PCRs, extended annual 
review reports (XARRs), and IED project evaluations (desk validations of PCRs, XARRS and the more 
extensive project performance evaluation reports (PPERs), and TA evaluation reports (TPERs). The 
lessons recorded in such documents form the scope of this thematic chapter. However, it is recognized 
that learning from documented lessons from evaluation is part of a much wider system of knowledge 
management and organizational learning. This wider system has not been addressed tin this chapter, 
neither has the issue of learning from non-evaluation documents such as memorandums of 
understanding, back to office reports,  and project mid-term reviews.  
 
91. Effective learning from documented lessons is not easy. 52  The World Bank’s Independent 
Evaluation Group, in studies analyzing the positions of the World Bank53 and the International Finance 
Corporation54  as learning organizations on this issue, noted that “the challenge is to become better at 
learning from lending and feeding learning back into lending, responding more quickly to lessons from 
experience with both successful and failed efforts, and being more alert to the creation and use of 
cutting-edge knowledge.”55 
  
92. This review was undertaken to support ADB’s ongoing initiatives to strengthen knowledge 
management. Improved knowledge mamagement has been recognized as essential for assisting 
countries as they reach middle-income status, and is expected to be a key part of Strategy 2030. The 
review focuses on learning from documented lessons in project evaluation documents produced by 
both operations departments and IED. Learning from documented lessons is or should be a key 
component of the much broader field of organizational learning and knowledge management. This 
focus on documented lessons learned from project evaluation is intentionally scope-constrained to 
enable a better understanding of how such lessons, as a knowledge source, contribute to supporting 
ADB as a knowledge institution. 
 
93. Findings and conclusions are based primarily on a survey 56 and structured interviews with 
staff, 57  including the potential users of PCR and PPER lessons supported by a review of related 
documents. This allows for an initial broad perspective of the results and the process of learning from 
documented lessons from project-level evaluation, leaving open the opportunity for more in-depth 
analyses thorough a dedicated IED effort.  The review utilizes the following data sources:  
 

                                                
52  The World Bank defines effective learning as follows: “To the extent that learning in lending is effective, it results 

in changes in operational behaviors, policies, or processes that inform current or subsequent operations and 
helps to build the Bank’s base of operational knowledge.” IEG. 2014. Learning and Results in World Bank 
Operations: How the Bank Learns – Evaluation 1. Washington, DC: World Bank. p.2. 
https://ieg.worldbankgroup.org/Data/Evaluation/files/learning_results_eval.pdf 

53 IEG. 2014. Learning and Results in World Bank Operations: How the Bank Learns – Evaluation 1. Washington, DC: 
World Bank; IEG. 2015. Learning and Results in World Bank Operations: Toward a New Learning Strategy – 
Evaluation 2. Washington, DC: World Bank. 

54 IEG. 2016. Behind the Mirror: A Report on the Self-Evaluation Systems of the World Bank Group. Washington, 
DC: World Bank. p. 56 

55 Footnote 51, p. vii. 
56 The survey of 1,200 staff had an overall response rate of 34%. Supplementary Linked Document F, present the 

survey results. To enable some comparison and consistency the survey questions were mostly based on a similar 
exercise undertaken at the IFC in 2015. 

57 A total of forty-four staff were interviewed; Supplementary Linked Document F contains a list of interviewees 
and a summary of main themes from the interviews. 
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Figure 25: Project Learning Within a Wider 
Organizational Learning Content 

(i) a staff perception survey, covering 1,200 international and national staff from selected 
ADB departments, which traditionally produce or use documented lessons from 
evaluations;58  

(ii) structured interviews with a sample of 44 ADB staff to get a more in-depth and candid 
perspective on the results and process;  

(iii) a desk review looking at quality and usability of lessons in a random sample of 37 
documents taken from the Evaluation Information System (EVIS) database;59 and  

(iv) a review of relevant documents, including a stocktaking of how lessons are cited in ADB’s 
project documents, the reports and recommendations of the President (RRP), 60  and 
project evaluations.61 

 
94. In broad summary, this chapter presents the theoretical framework that includes (i) the 
learning-lesson models and (ii) the theory of change behind how lesson-learning influences the 
performance of ADB projects. An analysis of the findings, from the staff perception survey, interviews 
and document reviews, on the results and processes from learning from documented lessons of project 
evaluation then follows. The chapter concludes with recommendations for Management’s 
consideration. 
 
B. Theoretical Framework 
 

1. Lesson-Learning Models 
 

95. The review is structured around two models, shown in Figures 24 and 25. 
 
 

Source: Asian Development Bank Independent Evaluation 
Department.  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Source: Asian Development Bank Independent Evaluation 
Department.  

                                                
58 To enable some comparison and consistency the survey questions were based on a similar recent exercise 

undertake at the International Finance Cooperation (IFC) of the World Bank Group; a group with a context and 
remit similar to that of IED 

59 EVIS is IED’s database of lessons, and findings from past evaluations. 
60  The evaluation team reviewed RRPs and linked documents of 141 sovereign and 45 nonsovereign projects 

approved from July 2015 to November 2016 to determine whether the project documents reflected lessons from 
past or ongoing projects, or other evaluation studies. Lessons identified were grouped into four categories: 
country-specific, project design, project management, and technical (covering lessons on modality, sector, and 
thematic issues); and assessed for quality of formulation, clarity, and potential usefulness to the design and 
implementation of future projects. 

61  The PCR lessons reviewed are derived from 49 sovereign PCRs—80% of the total number circulated from July 
2015 to June 2016. Some PPERs were also reviewed. On the nonsovereign side, the 11 extended annual review 
reports and desktop evaluations over the period were reviewed. 

Figure 24: The Lifecycle of Lessons 
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96. Figure 24 represents the typical lifecycle of documented lessons. Lessons arising from project 
activity (design and implementation), are identified by project staff, often through reflection and 
discussion during project design, monitoring, and evaluation), and documented in evaluation reports 
and stored as documented lessons. The collected lessons are curated to make it searchable and 
accessible to other project teams, which can retrieve the lessons and reuse them where appropriate62. 
These lessons can also be synthesized into practice and guidance documents, which also can be 
retrieved and used to inform future activity. 63    

  
97. Figure 26 illustrates how documented lessons from project cycles link to organizational 
learning. It shows how knowledge can be documented through evaluation and reused in project design, 
implementation, and monitoring. The four enabling pillars of (i) roles and accountability (formal job 
elements and responsibilities assigned to individuals within the organization; for example thematic 
leads, or lesson capture facilitators); (ii) structure and process (actions taken by individuals, teams, or 
departments as part of the lesson lifecycle; for example the After Action Review process, or Peer 
Review), (iii) governance and culture (expectations, policies, and continuous monitoring of the effective 
implementation of the latter by the members of the governing body of an organization; for example a 
Knowledge Management policy);, and (iv) technology (software applications and infrastructure 
supporting the lesson lifecycle, for example a Lesson Management system) are the key factors that 
promote or hinder the flow of lessons. The elements of external knowledge and internal tacit 
knowledge64 are not within the scope of this review, but are nonetheless essential to understanding 
how knowledge is created, used, and disseminated. Learning from documented lessons, which is 
captured during project evaluation, is a complementary approach to other forms of knowledge 
development—not an alternative. 
 

2. The Results Chain for Knowledge and Lessons Learned   
 
98. For learning to be effective, it must lead to change and improvement. Figure 26 shows the 
results chain for documented lessons and how these link and support the knowledge results chain, 
starting from activities and then to outputs and then to outcomes. The four enabling pillars support 
each of the activities; that is, lesson identification, documentation, storage, curation, synthesis, retrieval, 
and reuse of the lessons learning cycle. These activities deliver the expected outputs of improved lesson 
quality, better access to lessons, and strengthened guidance documentation. The outputs in turn help 
achieve the outcomes of better project design and implementation. Outputs, Outcomes, and the 
Activities and their supporting pillars are described in Section C.  
  

                                                
62  Curation is the process of managing a collection of lessons for the benefit of future projects. 
63  Synthesis is combining and summarizing knowledge and lessons, removing duplication and contradiction, and 

creating a new document summarizing what is known, for knowledge transfer. 
64 Defined as undocumented knowledge held in a person’s mind or memory. 
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Figure 26: Link between Lessons Learned and Knowledge Results Chains 

Source: Operations Evaluation Department. 2007. Annual Evaluation Report on Acting on Recommendations and Learning 
from Lessons in 2008: Increasing Value Added from Operations Evaluation. Manila: ADB. Figure 5.   
  
  

C. Findings 
 
99. The structured interviews, survey, and document review assessed the success of documented 
lessons in influencing better project design and implementation. To determine this, the review 
considered the quality of outputs, including the quality of lessons, their link to guidance documents, 
and the use of the lessons database, to allow search and retrieval of lessons. The review also examined 
activities necessary to deliver outputs, such as the identification of lessons, documentation, storage, 
curation, synthesis, retrieval, and reuse. A focus of this exercise was the implications from the enabling 
pillars of roles and accountabilities, structure and process, technology, and governance and culture. 
The review makes no conclusions as to whether the effectiveness of learning from documented lessons 
varies by sector or theme 
  

1. Outcomes of How Documented Lessons Influence Better Project Design and 
Implementation  

 
100. The overall learning from documented lessons is weak. Documented lessons are not a 
significant input to new project design or implementation. As a result, the potential of the lesson-
learning systems for organizational learning remains unfulfilled.  
 
101. Fourteen percent of ADB staff surveyed agreed that learning from lessons was “completely 
effective” or “very effective” in ensuring better project design and implementation (Figure 27). The 
majority response to this question was “moderately effective”. Long-service staff (staff with 10 or more 
years at ADB) and headquarter staff rated  learning from lessons as being of less value than staff with 
less tenure or staff in resident missions65. Managerial staff were more positive about learning from 
lessons than technical staff, who are more involved in project design and implementation66. These 

                                                
65 Supplementary Linked Document F, page 14 
66 Supplementary Linked Document F, page 15 
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perceptions broadly match a similar review at the International Finance Corporation67, which concluded 
that the organization had “a fragmented approach to lesson learning with no clear framework for 
capturing, storing, and acting on lessons.”68 
 
 

Figure 27: Survey Responses on Effectiveness of Lesson Learning at ADB 

 
Source: IED. 2016. Independent Evaluation Department Survey on Lessons Learned. Manila 

 
102. Problems were identified at all stages of the lessons lifecycle. The effectiveness of transmitting 
lessons from identification in one project to reuse in another was rated at only 8% when lessons were 
retrieved from storage and search, or 6% through the incorporation of lessons into guidance. This is 
similar to the 7% for International Finance Corporation study, but low compared with the 40% reuse 
reported by some private organizations, including Credit Suisse69 (indicating current good practice), or 
the 100% reuse target in the oil and military sectors (indicating the aspirational). Although the 
organizations mentioned are not necessarily comparable in their operations the learning from lessons 
dimension can be compared. The difference between organizations relates to the prioritization given to 
learning from lessons. ADB’s low reuse rate of lessons can be partly explained by the most common 
response to each of the steps in the lessons cycle, which finds that these are perceived as optional 
rather than mandatory processes, as required in more learning-focused organizations. It should be 
stressed that the problem does not lie primarily on an unwillingness to re-use lessons, but in a system 
where finding high-quality documented lessons is difficult and challenging. 
 
103. Other issues on the influence of lessons include the following:  
 

(i) Documented lessons from project evaluation support project implementation more 
effectively than project design.70 The formal documentation of operational lessons in 
PCRs is left until the end of project implementation when the self-evaluation document 
is created, which may be many years after project initiation. The technical lessons from 
the project are therefore always out of date (“learning about 10-year old technology”), 
while the implementation or operational lessons are more likely to be current The desk 
review of lessons in RRPs and the lessons in the EVIS database found the majority of 
lessons are operational in nature. 

                                                
67 Supplementary Linked Document F, page 11 
68 IEG 2016.  Behind the Mirror: A Report on the Self-Evaluation Systems of the World Bank Group. Washington, 

DC: World Bank Chapter 4. 
69 See APQC. 2009. Lessons Learned Systems People Really Use: A Study Overview. https://www.apqc.org/ 

knowledge-base/documents/lessons-learned-systems-people-really-use-study-overview   
70  “The PCR is a useful avenue to collect implementation lessons but it is not used well enough to do that job 

effectively.” (Interview quote, IED. 2016. Independent Evaluation Department Survey on Lessons Learned. 
Manila).  
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(ii) PCRs can be useful in detecting lessons from a major event in a project, such as a 
change in scope, but are less suited to identifying technical lessons.  

(iii) The same lessons are “re-learned” on multiple projects. Examples of what are  cited are  
issues such as tariffs and their management by water associations, the sustainability of 
the maintenance of infrastructure, and weak counterpart agency capacity, 
demonstrating that lessons had minimal impact on learning for better project design 
and implementation71.  
 

104. In the staff survey, 20% of staff knew of projects financed through ADB that failed to deliver on 
intended results because lessons were ignored or not transferred. Failed projects were seen almost as a 
taboo topic, rarely discussed at ADB. The most commonly identified consequences of this lack of lesson 
learning were the failure to deliver development goals, integrate realistic and robust sustainability 
measures, loss of reputation, and delays in achieving the intended results—often by more than a year.  
 

2. Outputs of Learning from Documented Lesson—Quality, Accessibility, and Use 
in Guidance    
 

105. Overall, the quality of documented lessons within project evaluation documents needs 
improving. Over 50% of the staff surveyed replied that the quality of operational lessons in ADB 
documents was mixed, with a tendency toward good quality lessons (Figure 28). However, interviewees 
consistently referred to the poor quality of documented lessons72. The latter, is aligned with the general 
finding of the desk review of operational lessons in PCRs.  
 
106. The lessons from PPERs are considered to be of higher quality and depth than lessons from PCR 
validation reports. Validation reports were done on 80% of the PCRs and dominate IED’s project-level 
evaluations. In addition, the review found:   
 
(i) Management places little emphasis on the importance of learning from lessons. 

Documenting lessons is considered more of a compliance measure to fill a PCR requirement 
than a reflection of what was learned. As PCRs are made public, Management is reluctant to 
document lessons that could potentially embarrass ADB borrowing countries, or impose a 
burden on future lending and disbursement.73  

(ii) Documented lessons are often high level, generic, and more focused on external causes, 
rather than institutional constraints and lacking in root-cause analyses to understand the 
issues and make them useful for future application. Lessons are often contextualized to 
specific project situations and hence not usable for other projects.  

(iii) Lessons are focused on implementation than design. This is because evaluations are normally 
undertaken many years after a project design has been completed. Although implementation 
issues would be valid, important technology issues become out of date. In addition, design 
knowledge is based more on judgment, and thus difficult to convey in simple lessons, while 
implementation lessons are more operational, often relating to ADB procedures and 
therefore easier to document.  

                                                
71 Supplementary Linked Document F, pages 43-46. 
72 Supplementary Linked Document F, page 1. 
73 The World Bank also recognizes that the “focus of the systems on accountability drives the shape, scope, timing, 

and content of reporting and limits their usefulness for learning. Tensions and concerns over ratings and 
disconnects distract from learning.” However, when IED documents lessons within PPERs, these are generally 
accepted by project staff even when they could be perceived as negative. Independent Evaluation Group. 2014.” 
IEG. 2014. Learning and Results in World Bank Operations: How the Bank Learns – Evaluation 1. Washington, 
DC: World Bank. p. 2. However, when IED documents lessons in PPERs, these are generally accepted by project 
staff even when they could be perceived as negative Learning and Results in World Bank Operations: How the 
Bank Learns Evaluation 1. Independent Evaluation Group. Washington, DC: World Bank. p. 2.  
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(iv) The training offered on PCRs by IED and the project evaluation guidelines74 do not put much 
emphasis on how to draft lessons, and knowledge management staff are not trained to 
support operations staff on lessons identification and documentation. 75 

 
107. The desk review observed that lessons in evaluation documents are often very brief, repetitive, 
and not consistently structured. The average length of lessons studied in the desktop review was less 
than 4 sentences, compared to 7 sentences in the IFC lessons system and more than 20 sentences in 
leading learning organizations such as NASA. The causal path from findings to lessons and 
recommendations is often tenuous, with the process more biased toward identifying what went wrong 
rather than on learning from successes. Lessons also rarely reflect the views of governments or other 
cofinanciers. 
 
108. The recommendations associated with lessons are often not actionable. This is sometimes due 
to the use of comparator words like “more,” “stronger,” “closer,” and so on. Take the lesson: “For 
future projects, a more detailed capacity assessment of the executing and implementing agencies is 
needed.” This begs the question, more detailed than what? And the lesson: “Closer attention should be 
paid to details during the project preparatory TA stage” is not actionable unless it is states how close 
the attention was in the first place. 76  
 

Figure 28: Quality of Documented Lessons at ADB, as assessed by Survey Respondents 

 
Source: Asian Development Bank Independent Evaluation Department survey, 2016. 

 
109. Lessons are not systematically fed systematically into guidance documents. This is central to the 
lesson-learning approach of many best-practice organizations which constantly review and revise 
procedures in light of new lessons.77 A wide range of guidance documentation is available at ADB, but 
most of it is written primarily for external consumption, with only a small proportion being explicitly 
operational guidance primarily for internal use78. Interviewees pointed to a lack of a systematic link 
between lessons and guidance documents, and survey respondents suggested that updates of 
guidance documents were largely ad hoc rather than done through a formal and systematic process 
(Figure 29).   
 

                                                
74 IED. 2016. Guidelines for the Evaluation of Public Sector Operations. Manila: ADB 
75 The 2016 PPER guidelines clearly define and distinguish between issues and lessons, but do not provide further 

guidance on how to identify and formulate lessons. 
76 “Knowledge has to be implementable. That layer needs to be put on it. Future projects need to be able to do 

something with it”. ,” Interview quote, 2016 
77 The organizations exemplifying best practice in learning from lessons are those where the consequences of 

learning are most immediate and impactful. These are typically in aviation, aerospace, the military, emergency 
services, oil, engineering, and construction. In all these sectors, a failure to learn is often rapidly apparent and 
costly in monetary and safety terms. 

78 These are often publications or other knowledge products produced through technical assistance. 
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Figure 29: Link between Lessons and Guidance Document Updates 

 
Source: Asian Development Bank Independent Evaluation Department survey, 2016. 

 
110. Nearly 60% of survey respondents replied that finding documented lessons was difficult, to 
varying degrees (Figure 30). Awareness of EVIS is low, with 85% of respondents saying they had never 
used it or were unaware of the database79. Of the 15% who have used EVIS, most (86%) rated it 
moderately useful or less80. Respondents cited the need for greater awareness of EVIS, improved lesson 
quality, better search functionality, and the importance of meta-analysis and the need to synthesize 
lessons. 
 

Figure 30: Ease of Finding Documented Lessons in ADB 

 
Source: Asian Development Bank Independent Evaluation Department survey, 2016. 

 
 
  

3. Activities Related to Learning from Lessons  
 

111. The review found impediments to the identification of lessons, documentation and storage, 
curation and synthesis, and retrieval and reuse. These are discussed in the context of all or some of the 
four pillars supporting lesson-learning activities (governance and culture, roles and accountability, 
technology, and processes). The more generic findings related to the enabling environment for these 
activities are also discussed. 
 

                                                
79 Supplementary Linked document F, page 22 
80 Supplementary Linked document F, page 23 
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a. Lesson Identification 
 
112. The identification of lessons, through reflection on experience, is the first stage in any lesson 
learning process. It has to be done with care and skill, so that the lessons are full and frank, based on 
thorough root-cause analysis. It must cover failures and successes, draw on the knowledge of all people 
involved, and are generalizable and actionable; and not anecdotes, opinions, symptoms, observations, 
assertions, or exercises in self-publicity. The survey respondents answered that lessons are identified 
and documented by a project team 58% of the time, and through independent evaluation 53% of the 
time81. Findings from the survey and interviews showed that much of the knowledge gained through 
project implementation resides with the executing agencies, project consultants, and ADB staff, and is 
never extracted and documented  
 
113. The roles and accountability for project evaluation do not support the prioritization of 
identifying lessons. PCR preparation and hence the identification of lessons is often undertaken by 
junior or new staff with limited knowledge of the context in which projects were designed and 
implemented, or of institutional priorities, guidelines, and evaluation principles. Consultants supporting 
PCR or PPER formulations are often not skilled in lesson identification, undertaking root-cause analyses 
to derive insights, and considering design and implementation lessons.  
 
114. Project evaluation processes do not explicitly support the identification of lessons. No 
facilitated discussions exist with project design and implementation staff, thematic groups, government 
counterparts, or project financiers to identify lessons. Review of PCRs, PPERs, and PCR validation reports 
rarely focus on lessons. Rather, the lesson element of PCRs is rushed and deprioritized against the 
evaluation element.  

 
115. Governance is weak for identifying lessons in project evaluation. No guidance documentation 
or training in the effective identification of lessons exists. PPERs generally allow more time and are 
better structured to reflect on lessons than PCRs. 
 
116. Lessons in best-practice organizations are identified through structured and facilitated team 
discussions. These include a review of the objectives, identifying observations, root-cause analysis, 
creation the advice for future projects (the lesson itself), and often identifying recommended actions to 
embed the lesson into guidelines or procedures.82 This process can be used as needed and be made 
mandatory for certain activities deemed high priority or innovative. The level of detail in the reviews 
and the perceived expertise involved in undertaking reviews appear to be a major factor in learning 
through this process. In 2016, the World Bank adopted these steps as an “after action review.”83 
Similar steps were recommended in a 2007 OED report.84 A positive example of the practice at ADB is 
Office of Risk Management doing detailed reviews (1 or 2 a year) of a limited number of failed private 
sector projects to better understand the failure; the findings are then discussed internally.  
  

                                                
81  Supplementary Linked document F, page 22 page 16 
82 Military and emergency services think about lesson documentation structure in terms of observations, insights, 

and lessons (known as OIL), which form part of this lesson structure. Observations are a statement of the 
conditions experienced or observed, insights describe the issues that arose while conducting operations (or can 
be the root causes behind observations), and lessons are potential solutions to the problems encountered. 
Recommendations are a proposed corrective action which, when implemented, correct the problem. 

83  Independent Evaluation Group and International Finance Corporation. 2016. Lessons in IFC Category 1 Learning 
Product. Washington, DC: World Bank. p. 23. 

84   Operations Evaluation Department. 2007. Annual Evaluation Report on Acting on Recommendations and 
Learning from Lessons in 2008: Increasing Value Added from Operations Evaluation. Manila: ADB, p 12 says “The 
introduction of peer assists, challenge sessions, and after-action reviews and retrospects would be more 
demanding. But, with associated knowledge management initiatives, these would help close the knowledge gap 
most commonly cited by survey respondents—that in knowledge sharing and learning”. 
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b. Documentation and Storage of Lessons 
 
117. Lessons are documented and stored as part of evaluation documents, and later extracted and 
put into the EVIS database. The survey found that evaluation reports are the main vehicle for storing 
lessons; other formats such as EVIS and guidance notes are not primary sources.  
 
118. The roles and accountability for lessons documentation and storage are weak. Accountability 
for lesson documentation rests with the project officer writing the PCR. In a similar experience to lesson 
identification, the interviewees reported that documentation is often undertaken by staff who are 
untrained in lesson writing, and can lack objectivity and be constrained by cultural and language 
barriers. PCR validation reports repeat the lessons of PCRs with nothing new added. PPERs however 
were reported by interviewees and found by the desktop review to be a better source of objective and 
detailed lessons. Consultants who are not involved in the evaluation process populate IED’s EVIS 
database mechanically, and the database is not managed to ensure the quality of inputted lessons. As 
such, the context and underpinning findings are not referenced and linked to lessons 
 
119. The internal processes and culture do not support the documentation and storage of lessons. 
Lessons are documented many years after project initiation with no standard template to ensure a 
consistent structure for lessons. There is also pressure to “sanitize” lessons for public consumption, and 
many documented lessons are too generic to be actionable. No quality standard or training or quality 
control exists on what should get documented. IED provides some guidance on lessons in an appendix 
to PPER guidelines, but with no “good example85.” 
 
120. The technologies used do not encourage systematic documentation and storage of lessons. 
Lessons are stored in evaluation reports and filed in databases such as e-star and EVIS. Lessons are not 
tagged by topic or by relevance. As a result, lessons of all types (country-specific, sector-specific, 
operational lessons, design lessons, and so on) are stored together in the body of reports, which 
increases the burden on those seeking lessons. The review acknowledges and anticipates that the 
impending migration of ADB's information technology system to Microsoft Office 365 will greatly 
facilitate the storage and retrieval of lessons. 
 
121. Best practice suggests an agreed format for lesson documentation and storage. Best practice 
guidelines provide a template that forces standardization, including how the observations are 
considered, the insights leading up to lessons, and then the recommendations that follow. Lessons are 
often documented directly into databases, which allow the tagging of lessons for ease of retrieval.  
 

c. Curation and Synthesis of Lessons 
 
122. The management of lessons after their documentation and before their reuse involves one or 
more steps. These include notification where lessons and associated recommendations are shared with 
staff and stored; curation, whereby a collection of lessons are reviewed and summarized for the user; 
and synthesis, whereby lessons are summarized to create new content and guidance documents. 
Within ADB, much of the knowledge that curation and synthesis can bring is lost, and staff often go 

                                                
85 The PPER guidelines note that “a lesson should not be presented as a fact, a finding, or a recommendation. A 

fact is what happened—an event and data, and is not in dispute. A finding is what the report writer interpreted 
or concluded from the facts or the data. A lesson refers to the broader significance of a finding. It draws a 
conclusion from experience that may be applicable beyond the operation that has been evaluated. A 
recommendation advises how to proceed in future in light of the evaluation as a whole, and proposes actions. 
Lessons should be able to stand independently of the PPER and to be copied to IED’s Evaluation Information 
System.” 
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directly to project evaluations to find that knowledge86 (or rely on the memory and the tacit knowledge 
of advisors).  
 
123. Existing roles and accountability for the curation and synthesis of lessons are lacking. In 
operations, the management of lessons does not have specific accountability. Operations departments 
sporadically synthesize lessons to create operationally focused guidance documents. IED occasionally 
curates lessons and produces some synthesis, though this is mostly done by consultants, and the 
quality and timeliness is questionable. The Sustainable Development and Climate Change Department 
also creates guidance documents, though it unclear whether the department draws consistently on 
documented lessons. 
 
124. The structure and processes of the current lessons cycle are not focused on the curation and 
synthesis of lessons for better project design and implementation. IED’s curation process is minimal, 
consisting of cut-and-paste of lessons into EVIS, with some tags added within the text. No close link 
exists between lessons and synthesized guidance documents produced by IED, the Sustainable 
Development and Climate Change Department, or operations departments; and when there are links 
between these documents, they are often one-off and not updated. There are few operational 
guidance documents presented in an easily digestible form for project use, unlike externally focused 
knowledge products. Much of the documented knowledge at ADB was described as “weighty,” and 
contained in long, dense reports and unsuitable for operational guidance. 
 
125. The ADB governance, culture, and technology do not encourage the curation and synthesis of 
lessons. There is no current expectation, or resource allocation, for creating synthesized operational 
guidance from documented lessons from evaluation. EVIS contains only basic functionality, and the 
database is largely unknown outside IED (and is not highly rated by those who do know it outside the 
department). Evaluation recommendations are not included in EVIS, and no process exists to “retire” 
lessons that are no longer relevant from the system. The synthesized documents are in the public 
domain, kept in PDF form on the ADB website, and cannot be quickly accessed for lessons. 
 
126. The continuous review, curation, and synthesis of lessons are essential to get the maximum 
knowledge from an evaluation process. Best-practice organizations engage dedicated staff to 
undertake curation and synthesis from lessons so they can be rapidly disseminated, and to retire 
lessons when they are no longer relevant. Repetitive lessons that crop up time and again in particular 
need to be highlighted for immediate action. As envisioned by the Strategy 2020 medium-term review, 
realignment of the Regional and Sustainable Development Department to the Sustainable Development 
and Climate Change Department, together with the sector and thematic teams and knowledge 
management specialists in the department, 87 are best placed to synthesize the guidance of sector 
knowledge. And staff in the Operations Services and Financial Management Department, ORM, the 
Private Sector Operations Department, and regional departments are best placed to synthesize 
knowledge on project implementation. The World Bank recognizes the key role played by sector groups; 
a World Bank 2009 survey found that the most important functions supported by the communities of 
practice were brokering knowledge (84% of responses), gathering appropriate practices and lessons 
(61%), and supporting lending-oriented tasks (28%).88 
 
 

                                                
86 It would really help us in fact if there was somewhere we could go to find the ABCDs of what we should and 

should not do. ”. Interview quote, 2016 
87 “Having practitioners who live and breathe and are passionate about content, have discussions about it, and 

write short practitioners notes—that seems to be the best way of dealing with knowledge.” Interview quote, 
2016 

88  IEG. 2014. Learning and Results in World Bank Operations: How the Bank Learns Evaluation 1. Washington, DC: 
World Bank. p. 44. 
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d. Lesson Retrieval and Reuse 
 
127. Retrieval and reuse of documented lessons is normally undertaken at the start of the project. 
The process of accessing and reviewing lessons is closely linked with the creation of the RRP, which 
contains a section for highlighting lessons from past projects. As such, this document acts as a prompt 
for the review and reuse of lessons. An IED review of lesson reuse within RRPs showed that 66% of 
sovereign and 18% of nonsovereign RRPs identify lessons that projects should learn from. Of these, 38% 
of sovereign and 15% of nonsovereign RRPs cite the lesson source, but only 13% of sovereign and no 
nonsovereign RRPs cited IED studies as a source of lessons. This may reflect the lower sample size and 
the demonstration nature of some of nonsovereign projects. Seventy-seven percent of sovereign RRPs 
for second-phase or additional-financed projects highlight lessons from previous projects. Survey 
respondents estimated that even if useful and applicable lessons are found, they are incorporated into 
project design and implementation in only 57% of cases. Lessons can also be brought into the project 
at the concept-stage departmental meeting, and later through the peer review process, although it is 
often too late to influence key decisions in the latter.  
 
128. Most departments have not assigned clear roles and practices for lesson retrieval and reuse. 
Although RDSs are required to follow operational procedures, we cannot assume (as argued above) 
that these procedures are systematically updated through incorporation of lessons, therefore requiring 
a separate lessons search Project officers are responsible for identifying possible lessons, but the 
processes and requirements for doing this vary by department. Knowledge focal points can play a role 
in notifying projects of relevant lessons 
 
129. The processes, governance, and technology can better support lesson retrieval and reuse. RRPs 
contain too little detail on reviewed lessons to know whether this adds value, and both peer reviews 
and RRPs often come too late to allow lessons to be acted upon. The RRP template is simplistic and 
does not prompt for a full analysis of past lessons. Although a lesson review is mandatory, its 
application is variable and can be superficial. The concept-note stage of project design is a more 
appropriate point of entry for considering lessons. The search functionality in the database for finding 
lessons, both within EVIS and more generally, is poor. These issues, in combination with the generally 
poor quality of lessons in ADB evaluation documents, result in ADB staff frequently looking elsewhere 
to find lessons. 
 
130. Instituting a culture of retrieving and reusing lessons is an essential step before identify areas 
where new knowledge is needed.  In leading learning organizations, where lessons are embedded into 
organizational processes and training, searching for and reusing lessons is less of an issue; this is 
because by following common processes and guidelines, embedded lessons are being followed. New 
projects may sometimes conduct a review of required knowledge, such as the knowledge-gap-analysis 
process. This is a collaborative process to identify knowledge gaps and “things the team needs to learn, 
and put in place learning activities to gather the relevant lessons and knowledge. This process helps 
overcome the reluctance to ask for knowledge. 
 

e. Enabling Environment Issues 
 
131. The enabling pillars, particularly governance and culture, have a broad impact on the 
effectiveness of learning from documented lessons. Culture affects corporate attitudes, behavior, and 
values, which influence governance processes and structures. In the interviews staff identified culture 
and governance as a key determinant influencing the learning from lessons. 89  Recognizing the 
constraints imposed by culture and the other enabling pillars, and adjusting them to create a better 
learning environment, is essential for promoting ADB’s knowledge management agenda, and 
specifically, learning from documented lessons in project evaluations. Management at ADB is viewed as 
a key determinant of the institution’s culture and governance. 

                                                
89 Supplementary Linked Document F, page 3. 
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132. Learning from documented lessons is not a consistently high priority within regional 
departments. The signals from leadership and established processes do not put a premium on any 
aspect of the learning cycle from documented lessons. Instilling a culture of learning requires a 
commitment from Management to prioritize learning from lessons at key stages of the project cycle 
(project design, midterm implementation review, and evaluation). Doing this would begin to change 
attitudes, and result in more attention being paid to learning from documented lessons.  
 
133. ADB staff are reluctant to discuss project failures. Potential reputational risks to the project, 
colleagues, department, or ADB seem to outweigh the benefits of learning from negative experiences. 
New incentives could encourage a culture change for greater reflection and learning. But the barriers 
will remain unless Management, as a matter of priority, adopts effective counter-incentives for a more 
open and self-reflective environment.  
 
134. ADB’s culture is oriented towards informal sharing of tacit knowledge rather than to formal 
processes of capturing and documenting lessons. Some of the more abstruse and judgment-based 
areas of knowledge, such as context-specific country or technical solutions, do not lend themselves 
easily to documentation. This knowledge tends to be shared informally, often on a peer-to-peer basis. 
This notwithstanding, project implementation and administration issues related to ADB processes may 
be more easily supported by documented lesson learning even if this is not currently a priority. Greater 
attention to the identification and documentation of lessons can help make ADB’s wealth of tacit 
knowledge accessible. The informal and formal dimensions are sometimes seen as being in opposition, 
but they can be complementary and strengthened. 
 
135. Despite the barriers just outlined, recognition of the merits in examining failure and lessons 
more systematically is increasing. This is especially true for technical or contracting-related lessons in 
areas of potential growth for ADB, such as urban development, where there is interest to learn for 
success and less stigma over failure, because the activities are fairly new to ADB. The foundations for 
more openly examining failure are already in place: some learning from documented lessons already 
takes place, staff are very concerned to deliver ADB’s mission, and many staff fully understand the 
importance of learning. This can be built on, provided the necessary supporting structure and processes 
are in place. 
 

D. Summary 
 
136. Overall, there is increasing recognition that the development challenges facing Asia and the 
Pacific need tailored and context-specific solutions. ADB’s vast operational experience could be the 
basis for generating pragmatic solutions to share and adapt lessons across countries. To do this, 
learning throughout the project cycle is required. To date, however, learning from documented lessons 
that contribute to better project design and implementation has been limited. The basic steps of the 
learning cycle—lesson identification, documentation, storage, curation, synthesis, retrieval, and reuse—
are in place. But each step remains weak because ADB has generally not put a high priority to 
implementing them. Furthermore, different aspects of the current enabling environment such as 
culture, institutional processes, and structure inhibit a more effective learning cycle for lessons. These 
review findings suggest there is considerable scope for ADB to improve learning from evaluation, and 
that there is a need to better understand how the learning process works in ADB. Recommendations to 
achieve this are set out in Chapter 5.  



 

CHAPTER 4 

Update on Implementation of IED 
Recommendations 
 
 
 
 
 

Highlights 
 
• The system of tracking and reporting on recommendations provides the opportunity for both accountability 

and learning; these are, however, not mutually exclusive outcomes.  
 
• The AER focus is on the activities that relate to the acceptance of recommendations and their implementation. 

The experience of 2016 showed that the process of evaluating Management’s follow-up on recommendations 
can be strengthened through prior discussions on the recommendations before they are finalized, a consensus 
on action plans before implementation starts, and reporting on recommendations that are never actioned. 

 
• Reporting on the follow up of recommendations can be enhanced by focusing more extensively on results 

rather than activities. This AER has initiated reporting on outputs and provides the list of reports for which all 
recommendations are completed during 2011–2016. Future AERs will look beyond the completed reports 
through the examination of the outcomes of the implementation of the recommendations of completed 
reports 

 

 

A. Introduction  
 
137. IED has the mandate to track the implementation of its recommendations and report on their 
status to the Development Effectiveness Committee (DEC) of the Board of Directors.90 This chapter 
provides an overview of the reporting process, the annual update on the results delivered, and 
proposes future actions to strengthen both the process and a better understanding on how IED 
recommendations are influencing operations.  
 

B. Background and Processes  
 
138. The Management Action Record System. Efforts to manually track follow-up actions and 
recommendations of IED reports date back to 1982. The current electronic Management Action 
Recording System (MARS) was introduced in 2009 to upgrade the manual process. This review uses 
MARS to represent the electronic system and associated processes. In scope, MARS tracks the 
recommendations on reports discussed at DEC meetings; these are usually corporate and thematic 
evaluation reports, and large CAPE reports.91  
 

                                                
90 ADB. 2008. Review of the Independence and Effectiveness of the Operations Evaluation Department. Manila. OM 

Sections K1/BP and K21/OP on Independent Evaluation, issued 1 October 2013.  
91 Only recommendations related to IED reports presented to the DEC are tracked. That leaves other IED products 

such as project level evaluations and topical papers, which also include recommendations, out of the current 
tracking process. 
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139. The MARS process (Figure 31). Management enters a time-bound action plan into the MARS 
highlighting the due dates for the completion of the recommendation. An IED report typically includes 
more than one recommendation, and actions are designed and implemented to fulfill the objective of 
the initial recommendation. IED validates and reports on an annual basis Management’s self- 
assessment of actions completed. The following section examines the results and issues around the 
acceptance, implementation and reporting of recommendations, and discusses the ongoing initiatives 
to strengthen the process.  
 

Figure 31: Management Action Recording System Process Flow 

 
  Source: Asian Development Bank Independent Evaluation Department. 

 
C. Acceptance of Recommendations 
 
140. Evaluation recommendations attract a Management response, and are discussed at DEC 
meetings. The response records Management’s commitment to implementing evaluation 
recommendations. An evaluation normally consists of more than one recommendation and 
Management records the acceptance, partial acceptance, or non-acceptance on each 
recommendation. 92  The acceptance rate for a particular reporting year is the percent of 
recommendations that Management agrees to implement (fully or partly) from new IED reports issued 
in that year. The following discusses acceptance trends.   
 

1. Rate of Acceptance from Approved Evaluations Reports in 2016 
 
141. The 100% acceptance rate for 2016 completes a strong recovery from 2014. Figure 32 shows 
the trend of acceptance rates. In 2014, 48% of the recommendations were rejected and 10% partly 
accepted. The 2015 AER reported that 23% of recommendations were rejected and 23% partly 
accepted. In 2016, 100% of recommendations were either accepted or partly accepted. 93 
  

                                                
92  Through this response, a recommendation is accepted and/or contextualized in an ADB-wide perspective on 

ongoing activities in a specific sector and/or country. A recommendation is either accepted or not accepted in 
MARS. Conditionality in recommendations is not readily apparent in MARS. In January 2015, a partly accepted 
category was added. These recommendations lead to selective actions; that is, some are mentioned in the 
response and are monitored and validated. 

93 No MARS-uploaded recommendations were drawn from four high- and mid-level evaluations completed in 2016: 
IED. 2016. Corporate Evaluation Study on ADB’s Engagement with Middle-Income Countries. Manila: ADB; IED. 
2016. Topical paper on Comparative Institutional Review of ADB’s Private Sector Operations. Manila: ADB; IED. 
2016. 2016 Annual Evaluation Review. Manila: ADB; IED. 2016. Topical paper on Environmentally Sustainable 
Growth: A Strategic Review. Manila: ADB. 
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142. The proportion of 
recommendations that were partly 
accepted fell from 23% in 2015 to 
17% in 2016. Partial acceptance 
was introduced in January 2015 to 
recognize that some but not all 
parts of a long and complex 
recommendation could be 
implemented. But this has led to 
selective actions, making validation 
of the recommendation difficult. 
For example, in one instance 
Management agreed to strengthen 
microfinance institutions, but 
qualified that it would in the 
broader context of finance sector 
development. This qualification led 
to an open-ended action that was 
later validated partly 
implemented.94  The low acceptance in 2014 and to a lesser extent in 2015 attests to stepped up 
Management scrutiny to accept only recommendations with a high likelihood of success. 
 
143. During 2016, enhanced interaction between Management and IED before the DEC meeting 
significantly improved the full acceptance rate to 83%. Better and strengthened interaction during the 
formulation and finalization of recommendations was among the tenets of the DEC Chair Summary on 
the 2016 MARS. Table 6 shows the reports finalized in 2016 and the number of acceptances and partial 
acceptances.  
 

Table 6: 2016 Approved Evaluation Reports with Recommendations in MARS, CY 2016 
Evaluation Report  A PA Total AR (%) 
CAPE Sri Lanka 4 − 4 100 
TES: Effectiveness of ADB Partnerships 2 2 4 50 
TES: ADB's Safeguard Implementation Experience 4 − 4 100 
Total 10 2 12 83 
−= zero, A = accepted, AR=acceptance rate, CAPE = country assistance program evaluation, CY=calendar year, 
PA = partly accepted, TES = thematic evaluation study. 

 

Source: Asian Development Bank Independent Evaluation Department.   
 
144. Before the DEC meeting on the ADB’s use of safeguards (a complex and intensively debated 
issue), a technical group from Management and IED worked on actionable recommendations that 
contributed to the full acceptance of all recommendations. 95 IED intends to continue with this as a 
good-practice procedure, while making further efforts to raise the quality and actionability of its 
recommendations.96   
 
145. Differing opinions led to the partial acceptance of two of four recommendations from IED’s 
study on the effectiveness of ADB’s partnerships.97 The difference was largely over recommendations 
on external action and support. Another concern raised by Management was what it saw as a 
premature conclusion on cofinanced projects, which it contended needed more analysis. 

 
                                                
94  IED. 2014. 2014 Annual Evaluation Review. Manila: ADB. Para. 90 
95 IED. 2016. Thematic Evaluation Study: Real-Time Evaluation of ADB’s Safeguard Implementation Experience 

Based on Selected Case Studies. Manila: ADB. 
96 IED. 2016. 2016 Annual Evaluation Review. Manila: ADB. Paras. 135–136. 
97 IED. 2016. Effectiveness of Asian Development Bank Partnerships. Manila: ADB. 

Figure 32: Management Acceptance of Independent Evaluation 
Department Recommendations, CY 2011–2016 

 
CY= calendar years 
Source: Asian Development Bank Independent Evaluation Department. 
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146. Nonacceptance in previous years mainly related to recommendations that Management felt 
were addressed by existing strategies and processes or ongoing actions. In some cases, Management 
preferred exploring other actions or taking a different approach. Again, the increased interactions 
between IED and Management before the 2016 DEC meeting helped avoid the drafting of 
recommendations that would have been rejected. These discussions also avoided the potential 
disconnect or dilution of intent from the IED recommendation to the Management response, so that 
acceptance essentially means that an evaluation recommendation as drafted is accepted. 
 

2. Assessing Implementation of Actions on Recommendations 
 
147. The assessment of implementation actions takes place at two stages. Management undertakes 
a self-assessment of actions, and then IED validates Management’s self-assessment; the latter forms the 
basis of the reporting to DEC. The validation process involves extensive discussions between IED and 
the implementation and coordinating department. Actions are rated successful if fully or largely 
implemented and unsuccessful if partly or not implemented.98 The benchmark to validate actions has 
been an ongoing discussion. Past years have seen IED validate action against the spirit of accepted 
recommendation, with Management basing its acceptance on the output for the action.  
 
148. Differences between 
validation and self-assessment 
highlight the challenges of agreeing 
on the benchmark for evaluation 
(Figure 33). Further analyses on 
successful implementation rates can 
be made by splitting the successful 
rating between its two components 
of fully implemented and largely 
implemented. In most years, there is 
a significant downgrade from the 
self-assessment rating of fully 
implemented. For example, self-
assessments in 2016 resulted in 64% 
of actions being assessed fully 
implemented, whereas validation 
reduced that to 42%.  
 
149. The 2016 experience shows that consensus between IED and Management is important to 
ensure that the benchmark for validation is the recommendation and not the action. While, in general, 
validations show satisfactory success rates (69%−80%), there are still concerns on how to differentiate 
between fully and largely implemented ratings. The validation process has differing perspectives on the 
reference point for the implementation ratings. Operations staff typically look at specific actions that 
are due, whereas IED focuses on the implementation of the action versus the intent of the original 
recommendation. Thus, IED’s downgrades potentially reflect a combination of the following:  

 
(i) perceived dilution of the intent of an IED recommendation in the Management response 

through provisos made after expressed acceptance;  

                                                
98 MARS uses the following rating system: (i) an action plan that is fully implemented is rated accordingly; (ii) if the 

extent of implementation is greater than 67% but less than 100%, the action plan is largely implemented; (iii) if 
the extent of implementation is from 33% to 67%, the action plan is partly implemented; and (iv) if the extent of 
implementation is less than 33%, or the recommendations are no longer relevant, the action plan is rated not 
implemented. In addition, if the spirit of the recommendation had not been satisfied, the rating could be 
downgraded. 

Figure 33: Recommendations Fully Implemented and Largely 
Implemented, RY 2011–2016 

 
RY=reporting years 
Source: Asian Development Bank Independent Evaluation Department.  
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(ii) perceived dilution of the intent of the Management response in the formulation of the 
Management action plan (by implementing and coordinating departments);  

(iii) poor implementation of the action plan; and  
(iv) misunderstandings on the application of the ratings system. 

 
150. Recommendations that are not 
acted upon are few, but their status is 
unclear because once due and not 
implemented, they are no longer tracked. 
Figure 34 shows the recommendations 
that were either partly or not 
implemented over RY 2011–2016. 
Unsuccessful recommendations or those 
not implemented are uncommon. It 
ranged from 1%−4% of accepted 
recommendations during RY 2011−2014. 
In 2015, 12% are deemed unsuccessful. 
Typically, once the implementation is 
completed and reported in a year, the 
unimplemented recommendation is no 
longer tracked. Six IED recommendations 
were not implemented over RY 2011–
2016. 
 
D. Status of IED Reports Completed 2011–2016 
 
151. The 2017 AER initiates a higher level of reporting. The AER has so far focused on activities for a 
particular reporting year. This year’s review covers the implementation success rates of 
recommendations completed in the 2016 reporting year. The 2017 AER also presents the status of 
those reports whose recommendations were completed during 2011–2015; this allows for a broader 
perspective on implementation performance.  
 
152. A review of evaluation reports with all recommendations validated show 75% of 
recommendations were successfully implemented during the 2011–2016 reporting years. The 
corresponding average acceptance rate over this period is 89%; the average implementation period is 
2.8 years (Table 7). The list of evaluation reports with all accepted recommendations completed during 
2011−2016 is presented in Appendix 6. The data shows 54 or about 87% of the accepted 
recommendations from regional or country program-related evaluations were successfully implemented. 
Further analysis on the implementation of recommendations at the report level will be a feature of 
subsequent AERs. 
 

Table 7: Evaluation Reports with All Accepted Recommendations Completed During Reporting Years 2011–2016 
Year Number of 

Completed 
Evaluation 

Reports  

Number of 
Recommen-

dations 
 

Acceptance 
Rate (%) 

Number of 
Accepted 

Recommen
-dations 

Completed  

Number 
Rated 

Fully/Largely 
Implemented  

Fully/Largely 
Implemented 

(% of total 

Average 
Implementation 
Period (years) 

2011 14 59 86 51 37 73 1.6 
2012 12 48 92 44 26 59 2.2 
2013 15 61 95 58 45 78 2.4 
2014 8 36 94 34 25 74 3.2 
2015 4 23 87 20 15 75 3.2 
2016 14 82 83 68 58 85 3.9 
2011–2016 67 309 89 275 206 75 2.8 
Source: Asian Development Bank Independent Evaluation Department. 

Figure 34: Recommendations Partly Implemented and  
Not Implemented, Reporting Years 2011-2016 

 
Note: Percentages cover only partly and not implemented actions and 
excludes those not rated in 2011, 2012, 2013, and 2016 by Management 
and the Independent Evaluation Department. 
Source: Asian Development Bank Independent Evaluation Department.  
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153. In the 2016 reporting year, there were 14 reports in which all 68 recommendations were 
completed. Of the 14, eight were country and region-specific evaluations that had 37 accepted 
recommendations; the rest were thematic and corporate evaluations, which had 31 accepted 
recommendations (Table 8). 
 

Table 8: Evaluation Reports with All Accepted Recommendations  
Completed during Reporting Year 2016 

    
Acceptance  

Rate  
(%) 

Total 
Com-
pleted 

 Years 
Imple-

mented 

IED Validation 
Rating 

Category/ Short Title FI/LI PI 
% of 
FI/LI 

A. Country/ Regional       

1 TES on ADB’s Assistance for Rural Electrification in 
Bhutan 

100 3 5.0 3 0 100 

2 TES on ADB’s Assistance for Low-Income Housing 
Finance in Sri Lanka 

1000 2 4.1 0 2 0 

3 CAPE Mongolia: From Transition to Take-Off 74 14 7.0 13 1 93 

4 CAPE Nepal: Delivering Assistance in a Challenging 
Environment 

100 4 6.3 4 0 100 

5 CES on ADB Support to Small Pacific Island Countries 50 3 0.9 2 1 67 
6 Indonesia: CPS Final Review Validation, 2012–2014 100 4 1.2 4 0 100 

7 SAPE on Energy Sector in the Greater Mekong 
Subregion 

100 3 6.6 2 1 67 

8 SAPE on the ADB’s Support for the Transport Sector 
in Sri Lanka 

100 4 3.5 3 1 75 

Subtotal country/regional recommendations  37  31 6 84 
B. Thematic/Corporate       
9 CES on Safeguards Operational Review 60 9 1.0 9 0 100 

10 
EKB on Greenhouse Gas Implications of ADB's Energy 
Sector Operations 

100 5 6.0 4 1 80 

11 
EKB on Reducing Carbon Emissions from Transport 
Projects 

100 4 5.2 3 1 75 

12 SES on ADB’s Support to Fragile and Conflict-
Affected Situations 

100 4 5.0 4 0 100 

13 TES of ADB Support for Enhancing Governance in Its 
Public Sector Operations 

100 3 1.9 3 0 100 

14 TES on ADB Support for Regional Cooperation and 
Integration 

100 6 0.7 4 2 67 

 Subtotal thematic/corporate recommendations  31  27 4 87 
  Total 2016 Recommendations   68  58 10 85 
ADB = Asian Development Bank, CAPE = country assistance program evaluation, CES = corporate evaluation study, EKB = evaluation 
knowledge brief, FI = fully implemented, IED = Independent Evaluation Department, IES = impact evaluation study, LI = largely 
implemented, PI = partly implemented, RY = reporting year, SAPE = sector assistance program evaluation, SES = special evaluation study, 
TES = thematic evaluation study. 
Source: Asian Development Bank Independent Evaluation Department. 

 
154. The Mongolia CAPE has the highest number of fully and/or largely implemented 
recommendations at 13, followed by nine from the safeguards study, five from the knowledge product 
study, and four each from the Nepal CAPE, Indonesia CPSFRV, fragile and conflict-affected situations, 
regional cooperation and integration, and greenhouse gas studies. The time frame for the CAPE 
Mongolia recommendations coincided with the CPS cycle, and this seemed to allow for better 
implementation of the recommendations. The timeframe for the Mongolia CAPE recommendations 
coincided with the CPS cycle, and this seemed to allow for better implementation of the 
recommendations. Six of the 14 evaluation reports do not have actions rated partly implemented or 
lower. 
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155. Four of the eight country and region-specific evaluations, and three of six thematic and 
corporate evaluations have 90% of their accepted recommendations rated fully implemented or largely 
implemented. Factors behind the successful implementation of action in the different report types will 
be reviewed in more depth in the 2018 AER. What can be said is that recommendations that were 
partly implemented or not implemented required policy or strategy changes and adoption.99 This is 
consistent with the findings in the 2015 AER, where results showed that recommendations that require 
policy and reform approval and adoption are harder to implement.100 In-depth analyses of the impacts 
of evaluation reports on ADB strategies, policies, and operations from completed recommendations will 
be integrated in future AERs.  
 
E. Outstanding Recommendations 
for the 2018 MARS 
 
156. For 2017–2021, 73 recommendations 
remain due for completion from 27 reports. The 
number will, of course, increase for additional 
evaluations undertaken by IED. Specifically for the 
2017 reporting year, the period covered in the 
next AER, 30 recommendations from 10 reports 
will become due for completion and evaluation.  
 

F. 2016 Improvements to the 
MARS process 
 
157. IED and Management have agreed to 
formulate an action plan to strengthen the MARS process during 2017. These improvements will 
address the issues mentioned in this chapter and build on the 2016 initiatives, with the results reported 
in the 2018 AER. An example of a 2016 initiative was the discussion with Management prior to the 
finalization of the recommendations on IED reports. This created opportunities for clarification and 
greater acceptance of recommendations, resulting in limited distinction between IED recommendations 
and the Management response. As a consequence, the quality and the number of actionable 
recommendations improved.  
 
158. Further, given that reporting on actions implemented during the reporting year does not give a 
picture of the outcomes of IED’s recommendations, the 2017 AER reports on all IED reports completed 
(paras. 150-154). This provides the basis for future AERs to analyze the influence of IED’s 
recommendations on ADB’s operations. 
  

                                                
99 IED. 2011. ADB Assistance to Low-Income Housing Finance in Sri Lanka. Manila: ADB; IED. 2014. The Role of 

Technical Assistance in ADB Operations. Manila: ADB. 
100 IED. 2015. 2015 Annual Evaluation Review. Manila: ADB. Para. 232 and Table 10. 

Table 9: Timeline for Completing MARS 
Recommendations, Reporting Year 2017–2021 

Report Year 

Number of 
Recommendations 

Due  
2017 30 
2018 7 
2019 4 
2020 6 
2021 10 
Recommendations with no action 
plan and action completion 
target date, as of Feb 2017 

16 

Total 73 
MARS = Management Action Record System. 
Source: Asian Development Bank Independent Evaluation 
Department. 



 

CHAPTER 5 

Recommendations 
 
 
 
 
159. The recommendations in this chapter draw on findings in Chapters 2–4. The distinguishing 
feature of the 2017 AER is the emphasis on institutional learning by ADB and the use of the AER to 
support that learning. On the basis of the 2017 AER, IED recommends the following:  
 
(i)  Ensure that through the implementation of the 2015 CPS reforms, the relevant ADB corporate 
strategic and thematic priorities are mainstreamed into country operations, with the Private Sector 
Operations Department’s full engagement, and include clear indicators to measure performance in 
these areas.101 The engagement of the Private Sector Operations Department in CPS formulation is 
essential. 

 
160. The results frameworks of CPSs, supported by the inclusive and sustainable growth assessment 
(ISGA) of the 2015 CPS reform guidelines, should clearly identify indicators, and set targets so that 
ADB’s contribution to its strategic and thematic priorities, and country, national, and sector-level 
strategic objectives, can be measured. This is especially important as the ISGA now replaces five linked 
documents previously required for a country partnership strategy (CPS): (i) summary economic analysis, 
(ii) summary poverty analysis, (iii) summary gender analysis, (iv) summary environment assessment, and 
(v) summary private sector assessment. The latter, as well as the proposed portfolio in this area, must 
be produced with the full engagement of PSOD working in conjunction with the regional departments. 
 
(ii) Strengthen within ADB, a learning culture, that values, among other learning components, the 
generation and use of documented lessons from project evaluations, facilitated by robust systems, 
procedures, and ways to measure progress. 
 
161. Developing a learning culture involves a number of challenges. Addressing these challenges 
requires that ADB assigns roles and accountability to staff to support and facilitate key activities for 
learning from documented lessons. When establishing the sector and thematic groups, ADB 
acknowledged that it will require a Bank-wide effort, including the operational departments, SDCC, and 
IED, to mainstream knowledge management. The 2015 guidelines 102  for the Sector and Thematic 
Groups highlight the role of the Sector and Thematic Groups in promoting knowledge management 
and sharing, and provide some guidance. However, further clarity is required on how learning from 
documented lessons is coordinated within ADB. Sector and Thematic Groups and the Knowledge 
Sharing and Services Center (KSSC), operations departments, and IED should be involved in clarifying 
roles and responsibilities for better use of documented lessons. In addition, the following actions could 
be considered:  

 
• The new Strategy 2030 can re-emphasize the definition and importance of knowledge and 

knowledge management including the contribution of learning from documented lessons. 
This may include a further review on how ADB could address the issue of strengthening its 
incentives required to generate quality lessons, including the willingness to confront, 
analyze, and learn from failure.  

 

                                                
101 ADB. 2015. Reforming the Country Partnership Strategy. Manila. 
102 ADB. 2015. Memorandum: Operating Guidelines of Sector and Thematic Groups. Manila. 
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• Regional departments can appoint a full time knowledge focal point, as a conduit between 
resident missions, headquarters, and IED for the transmission of lessons and knowledge. 
Specifically, they can facilitate an end-of-project team reflection and discussion on 
innovative projects to identify the lessons to be documented in the PCR. As an example of an 
innovative approach by a regional department, SARD has been organizing, in the past two 
years, a (knowledge sharing) event called: SARD Academy. IED and SDCC-KS could 
(selectively) participate in this knowledge sharing event, and share operationally relevant 
lessons, promising practices and failures   

 
• In order to support the institutional efforts, IED will promote the EVIS database and assist 

regional departments in its use and the synthesis of lessons. For the better synthesis and 
curation of lessons, IED will appoint staff to curate the lessons within EVIS (including a 
clean-up of all content) and provide a help-desk function for regional departments. IED will 
consider revamping EVIS into a customized lesson- management system, which would have 
a more context-driven search function. IED will support the strengthening of PCR training to 
help staff identify and write good lessons from learning, using quality standards. Finally, IED 
will endeavor to support the strengthening the above by undertaking a deeper and broader 
assessment of the learning and knowledge management culture and process in ADB. 

 
162. Management needs to provide specific guidance on all the steps involved in the learning from 
documented lessons cycle. These steps include the identification, documentation, storage, curation, 
synthesis, retrieval, and reuse of lessons. More information and guidance is needed on how learning 
from documented lessons from project evaluation fits into ADB’s overall knowledge management 
architecture. There is currently a lack of prioritization and appreciation for the lesson learning activities. 
All projects receive the same ex-post lesson review regardless of their size, importance, nature (repeat 
project or innovative pilot), or risk. No regular analysis is being undertaken to identify recurrent themes 
from lessons. Clarifying these issues through clearer guidance would focus learning from documented 
lessons in project evaluations on how to better contribute to operationally relevant knowledge as well 
as externally published knowledge products. As an example, strengthening the concept-review stage of 
project design and implementation is a vital process to identify useful lessons for new project design. 
Furthermore, using this process to draw out tacit knowledge—the knowledge that exists among staff 
but is not documented—is just as important. As systems are improved, progress needs to be measured 
and evaluated. 
 
(iii) Develop clear protocols through which recommendations from higher-level evaluations are 
accepted, completed, evaluated, and reported, and explore ways to understand the ultimate results of 
the implementation of recommendations. 
 
163. Management and IED should fully discuss recommendations prior to their incorporation into 
IED reports as standard practice. This was done in 2016 on IED’s evaluation of ADB’s implementation of 
safeguards prior to IED’s finalization of the report. This resulted in IEDs recommendations being better 
formulated, and took account of implementation challenges. 
 
164. Management and IED should discuss the action plan prior to implementation. During 2016, as 
a transition year, IED’s evaluation of actions due focused only on the action and not the 
recommendation it came from. The evaluation also clarified that in future IED, in its final assessment of 
results, will focus on the intent of recommendations. Management and IED differences on how 
Management action plans can be implemented can be avoided through (i) prior discussion between the 
two before recommendations are finalized, thus ensuring the recommendations are accepted by 
Management and that there is complete consistency between IED’s recommendation and 
Management’s response to the accepted recommendations; and (ii) further discussion between 
Management and IED on a Management action plan prior to its implementation. This would then leave 
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self-assessment and validation to focus on the implementation of the action, and require minimum 
changes to MARS.  
 
165. The rating system for follow up to recommendations should be more streamlined and simply 
state whether a recommendation was implemented or not. The 2016 experience confirmed that this 
leaves a high degree of subjectivity on self-assessment and validation. As part of the review of the 
Management Action Record System, the rating system can be jointly reviewed by IED and Management. 

 
166. Annual reporting should focus on the follow up to the IED report and not individual 
recommendations and disparate actions. Prior AERs focused solely on reporting actions and 
recommendations completed in a particular reporting year, and provided an assessment of the 
collective implementation activity in a particular year. An IED report, however, typically has more than 
one recommendation, and each recommendation may be due for completion in different reporting 
years. Thus, the overall perspective on the collective result of all the recommendations relating to one 
report is missing. The 2017 AER provides, for the first time, a list of IED reports for which all 
recommendations were implemented during 2016, and also provides an overall implementation 
success rating by each report completed. This provides the opportunity for further study on the 
influence and outcomes of ADB reports and recommendations on ADB operations. An additional 
analysis was added on the timeline for completing the remaining recommendations still outstanding in 
MARS. IED will work with Management on how a more comprehensive assessment of the results of 
IED’s reports can be undertaken. 
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APPENDIX 1: INDEPENDENT EVALUATION REPORTS COMPLETED IN 2016 
 

Table A1.1: Evaluation Studies and Products 

Type and Title Circulation Date 
A. Annual Report (1)  
 2016 Annual Evaluation Review 11 Apr 2016 
   
B. Corporate Evaluation Studies (1)  
 ADB's Support to Middle-Income Countries 9 Nov 2016 
   
C. Thematic Evaluation Study (2)  
 Effectiveness of ADB's Partnerships including official cofinancing  22 Feb 2016 
 Evaluation of ADB's Safeguard Implementation Experience Based on Selected Case Studies 22 Nov 2016 
   
D. Country Assistance Program Evaluations and CPS Final Review Validations (5)  
 Country Assistance Program Evaluation for Sri Lanka 30 Sep 2016 
 Myanmar: Country Partnership Strategy Final Review Validation 11  Feb 2016 
 Bangladesh: Country Partnership Strategy Final Review Validation 10 Mar 2016 
 Lao PDR: Country Partnership Strategy Final Review Validation 27 Apr 2016 
 Viet Nam: Country Partnership Strategy Final Review Validation 19 May 16 
    
E. Project or Program Performance Evaluation Reports (11)  
 Sri Lanka: Lanka ORIX Leasing Company 11 Feb 2016 
 Indonesia: Participatory Irrigation Sector Project 3 Mar 2016 
 Philippines: Electricity Market and Transmission Development Project 11 Mar 2016 
 Sri Lanka: Plantation Development Project 28 Mar 2016 
 People’s Republic of China: Yichang-Wanzhou Railway Project  6 May 2016 
 Mongolia: Customs Modernization Project 15 Jul 2016 
 India: Dahanu Solar Power Project 14 Nov 2016 
 Sri Lanka: People's Leasing Company 24 Nov 2016 
 India: Karnataka Urban Development and Coastal Environmental Management Project 6 Dec 2016 
 Sri Lanka: Distance Education Modernization Project 1 Dec 2016 
 Lao PDR: Northern Community-Managed Irrigation Sector Project 6 Jan 2017 
   
F. TA Performance Evaluation Reports (1)  
 Sri Lanka Water Supply and Sanitation 24 Jun 2016 
   
G. Topical, Working Papers, and Publications (5)  
 ADB's Environmentally Sustainable Growth Agenda: A Strategic Review and Framework  3 May 2016 
 Comparative and Institutional Review of Private Sector Operations 25 May 2016 
 Mitigating the Impact of Climate Change and Natural Disasters for better Quality Growth 22 Dec 2016 
 Development Effectiveness, Natural Disasters, and Climate Change 23 Dec 2016 
 Climate Change and Natural Disasters: Transforming Economics and Politics for a 

Sustainable Future 
3 Dec 2016 

ADB = Asian Development Bank, ASEAN = Association of Southeast Asian Nations, CPS = country partnership strategy,  
Lao PDR = Lao People’s Democratic Republic, TA = technical assistance. 
Note: Evaluation reports are available at www.adb.org/site/evaluation/resources. 
Source: Asian Development Bank Independent Evaluation Department. 

  

http://www.adb.org/documents/2015-annual-evaluation-review
http://www.adb.org/documents/country-assistance-program-evaluation-papua-new-guinea
http://www.adb.org/site/evaluation/resources
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Table A1.2: Project Completion Report Validation Reports 

Loan or Grant 
Number  

Country Project Name PCR 
Circulation 

Year 
A. Project Completion Report Validation Reports for Sovereign Operations (49)a 
0063 NEP Commercial Agriculture Development Project 2015 
0082 LAO Northern Greater Mekong Subregion Transport Network 

Improvement Project 
2016 

0090 CAM Enhancing Education Quality Project 2016 
0108 TON Integrated Urban Development Sector Project 2015 
0172/0173 LAO Health Sector Development Program 2016 
0175-
77/0207/0210 

SOL Second Road Improvement (Sector) 2015 

0251 TAJ Strengthening Public Resource Management Program  2015 
0300 NAU Public Financial Management Reform Program 2016 
1841 SRI Colombo Port Efficiency and Expansion Project 2015 
1933/2780 LAO Nam Ngum River Basin Development Sector Project 2016 
1949/2809 LAO Smallholder Development Project 2016 
2087/2621/0199 MON Regional Road Development Project 2015 
2117/8220 BAN Secondary Towns Integrated Flood Protection Project (Phase 2) 2015 
2143 NEP Gender Equality and Empowerment of Women Project 2015 
2225 VIE Northern Power Transmission Expansion Sector Project 2016 
2240 PRC Wuhan Wastewater and Stormwater Management Project 2015 
2254/0053 BAN Second Rural Infrastructure Improvement Project 2015 
2261 CAM Second Power Transmission and Distribution Project 2016 
2266/2267 BAN Secondary Education Sector Development Program 2015 
2272 VIE Central Region Small and Medium Towns Development Project 2015 
2312 IND MFF: North Karnataka Urban Sector Investment Program-Tranche 1 2015 
2313/0072/0111 TAJ Rural Development Project 2015 
2319 SRI Colombo Port Expansion Project 2015 
2324 IND Madhya Pradesh Power Sector Investment Program (Tranche 2) 2016 
2330 IND Madhya Pradesh State Roads Sector Project II 2015 
2384 VIE Lower Secondary Education for the Most Disadvantaged Regions 

Project 
2016 

2390 PRC Railway Safety Enhancement Project 2015 
2403 UZB CAREC Regional Road Project 2015 
2407 PRC Gansu Baiyin Urban Development Project 2015 
2416 INO Vocational Education Strengthening Project 2016 
2437 AZE Power Transmission Enhancement Project 2015 
2448 PRC Central Yunnan Roads Development Project 2015 
2481 PRC Chongqing–Lichuan Railway Development Project 2016 
2487 PRC Songhua River Basin Water Pollution Control and Management 

Project 
2015 

2508 PRC Emergency Assistance for Wenchuan Earthquake Reconstruction 
Project 

2015 

2533/0153 KGZ CAREC Transport Corridor 1 (Bishkek-Torugart Road) Project 2 2015 
2549 BAN Small and Medium-Sized Enterprise Development Project 2015 
2565/2946 COO Economic Recovery Support Program—Subprograms 1 and 2 2015 
2634 UZB Second Small and Microfinance Development Project 2015 
2635 UZB Central Asia Regional Economic Cooperation Corridor 2 Road 

Investment Program—Tranche 1 
2015 

2689 KAZ Small and Medium Enterprise Investment Program- Tranche 1 2015 
2773 PRC MFF: Guangdong Energy Efficiency and Environment Improvement 

Investment Program—Tranche 3 
2015 

2872/3233 PHI Increasing Competitiveness for Inclusive Growth (Subprograms 1 and 
2) 

2016 

2877/3213 VIE Microfinance Development Program (Subprograms 1 and 2) 2016 
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Loan or Grant 
Number  

Country Project Name PCR 
Circulation 

Year 
2926 IND West Bengal Development Finance Program 2015 
2951/2952/2953 BAN Second Capital Market Development Program 2015 
2984 MYA Support for Myanmar's Reforms for Inclusive Growth Program 2015 
2994/0338  BHU Strengthening Economic Management Program 2015 
3080 PHI Emergency Assistance for Relief and Recovery from Typhoon Yolanda 2016 
    
B. Extended Annual Review Reports for Nonsovereign Operations (8)b, c 
7231 REG Mekong Enterprise Fund II 2015 
7247 REG Darby Asia Mezzanine Fund II 2015 
7270 PRC HNA Airport (Holding) Group (Central and Western Airports 

Development Project) 
2015 

7296 PRC China Everbright Environmental Energy Limited (Municipal Waste to 
Energy Project) 

2015 

7344 ARM SME Finance Project (Ameriabank) 2015 
7345 ARM SME Finance Project (Ardshininvestbank) 2015 
7350 KGZ SME Finance Project Kyrgyz Investment and Credit Bank 2015 
7364 IND 145 MW Grid Connected Solar Project 2015 
ARM = Armenia, AZE = Azerbaijan, BAN = Bangladesh, BHU = Bhutan, CAM = Cambodia, CAREC = Central Asia Regional 
Economic Cooperation, COO = Cook Islands, IND = India, INO = Indonesia, KAZ = Kazakhstan, KGZ = Kyrgyz Republic,  
LAO = Lao People’s Democratic Republic, MFF = multitranche financing facility, MON = Mongolia, MW = megawatt,  
MYA = Myanmar, NAU = Nauru, NEP = Nepal, PHI = Philippines, PCR = project completion report, PRC = People’s Republic of 
China, REG = regional, SME = small and medium-sized enterprise, SOL = Solomon Islands, SRI = Sri Lanka, TAJ = Tajikistan, 
TON = Tonga, UZB = Uzbekistan, VIE = Viet Nam. 
a Evaluation reports are available at www.adb.org/site/evaluation/resources. 
b Evaluation reports for nonsovereign operations are uploaded once redacted versions are available. 
c The Private Sector Operations Department rated three nonsovereign projects unsuccessful, but no extended annual review 
reports were prepared for these. 
Source: Asian Development Bank Independent Evaluation Department. 
 
 
 
 
 
 
 
 

http://www.adb.org/site/evaluation/resources


 

APPENDIX 2: EVALUATIONS DISCUSSED BY THE BOARD OF DIRECTORS 
AND THE DEVELOPMENT EFFECTIVENESS COMMITTEE IN 2016 
 
Topic Date of Management 

Response 
Management 

Response 
Date of DEC 

Meeting 
DEC Chair 
Summary 

Effectiveness of ADB’s Partnership  7 March 2016 Link  14 March 
2016  

Link  

2016 Annual Evaluation Review  4 April 2016 Link 5 April 2016 Link  
Environmentally Sustainability 
Growth Agenda: A Strategic Review 

17 May 2016 Link 24 May 
2016 

Link  

Comparative and Institutional Review 
of Private Sector Operations  

21 June 2016 Confidential  29 June 
2016 

Link  

IED Work Program for 2017–2019 
and 2017 Budget 

None None 6 October 
2016 

None 

Country Assistance Program 
Evaluation on Sri Lanka 

13 October 2016 Link  21 October 
2016 

With OSEC for 
finalization 

ADB’s Support to Middle Income 
Countries (CES) 

22 November 2016 Link  25 
November 

2016 

With OSEC for 
finalization 

Real-Time Evaluation of ADB’s 
Safeguard Implementation 
Experience Based on Selected Case 
Studies 

6 December 2016 Link  14 
December 

2016 

With OSEC for 
finalization 

ADB = Asian Development Bank, CES = corporate evaluation study, DEC=Development Effectiveness Committee, IED = 
Independent Evaluation Department, OSEC = Office of the Secretary. 
Source: Asian Development Bank Independent Evaluation Department. 
 
 

https://www.adb.org/sites/default/files/evaluation-document/155060/files/mr-tes-partnerships.pdf
https://www.adb.org/sites/default/files/evaluation-document/155060/files/dec-cs-140316-final.pdf
https://www.adb.org/sites/default/files/evaluation-document/176420/files/mr-aer-2016.pdf
https://www.adb.org/sites/default/files/evaluation-document/176420/files/dec-cs-050416-final.pdf
https://www.adb.org/sites/default/files/evaluation-document/177137/files/mr-esg.pdf
https://www.adb.org/sites/default/files/evaluation-document/177137/files/dec-cs-240516-final.pdf
https://www.adb.org/sites/default/files/evaluation-document/180329/files/dec-cs-290616-final.pdf
https://www.adb.org/sites/default/files/evaluation-document/175387/files/mr-cape-sri.pdf
https://www.adb.org/sites/default/files/evaluation-document/182893/files/mr-mics.pdf
https://www.adb.org/sites/default/files/evaluation-document/177678/files/mr-safeguards.pdf


 

APPENDIX 3: SUMMARY OF MAJOR REPORTS IN 2016 
 
1. The 2017 Annual Evaluation Review synthesizes the findings of evaluation studies published in 
2016. Certain studies that were covered in the previous Annual Evaluation Review (for example, on the 
effectiveness of the Asian Development Bank (ADB) Partnerships) are not included in this appendix, 
except for the country partnership strategy (CPS) final review validations for Bangladesh and Myanmar.  
 
A. Country Assistance Performance Evaluation  

 
2. Sri Lanka.  The country assistance program evaluation for Sri Lanka covered 2006–2015. Asian 
Development Bank’s (ADB) $5-billion support focused on promoting inclusive and sustainable economic 
growth, catalyzing private investment and enhancing the effectiveness of public investment, and 
human resource and knowledge development. ADB support for Sri Lanka was assessed successful—
having achieved substantial progress toward most of CPS development objectives (particularly the 
infrastructure and education sectors), and scaling up of support for lagging and conflict-affected 
regions. ADB support in Sri Lanka’s power transmission and distribution expansion surpassed the 
targeted electrification rate. Support for transport resulted in economic efficiencies, as evidenced by 
the improvement in the country’s logistics performance index. Reconstruction activities that restored 
health, education, and transport infrastructure and services, expanded connectivity to safe water and 
electricity, and increased access to livelihood opportunities helped improve social and economic 
conditions in conflict- and disaster-affected areas. ADB support also contributed to improving the 
capacity of the education system to develop skills needed in the labor market in an equitable manner. 
Despite these achievements, both ADB and government development programs face sustainability risks 
that need to be addressed at various levels. For the next CPS, the country assistance program 
evaluation recommended the need to (i) intensify its policy reform work in infrastructure sectors, (ii) set 
out a strategy for inclusive growth that draws on the success of its community-based projects, (iii) 
define a clear approach to ADB’s support for private sector development, and (iv) expand support for 
education. Management agreed to all these recommendations except for item (ii). Management noted 
that community-based projects are not the only operations that can help achieve inclusion, and that 
while ADB will not move away from community-based projects, it will be more selective in this area in 
future. The ADB program was rated relevant, effective, efficient, less than likely sustainable and its 
development impact satisfactory. 
 
B. Validations of Country Partnership Strategy Final Reviews  
 
3. Bangladesh. The validation of the CPS final review covers 2011–2015. While most of the 
projects are still ongoing, ADB support has already indicated that it is improving access to electricity 
through an expansion of power generation and transmission, institutional strengthening, increasing 
access to clean water and sanitation, reducing the incidence of waterborne diseases, and improving the 
governance of Bangladesh’s capital market. In transport, while there is progress in the implementation 
of road projects, substantial delays may constrain the timely achievement of results. The weak 
integration of results frameworks at project, sector, and country levels could be strengthened in the 
next CPS period. There is also a need to ensure that flexibility and country responsiveness do not result 
in program drift that could add risk and reduce the performance of ADB support. ADB also needs to 
identify ways to mitigate the risk of political instability affecting implementation of ADB-funded 
projects, build institutional capacities at the municipal levels, and provide a detailed analysis and 
assessment of governance and public sector management. The CPS 2011–2015 was assessed successful 
with satisfactory strategic positioning. The program was relevant, effective, less than efficient, likely 
sustainable, and less than satisfactory in its development impacts.   
 
4. Lao People’s Democratic Republic.  The validation of the CPS final review covers 2012–2016. 
ADB’s $510 million support for lending and nonlending operations was used mostly in ANR, education, 
energy, and water supply and municipal services. Support to ANR resulted in improvements in rural 

https://www.adb.org/documents/country-assistance-program-evaluation-sri-lanka
https://www.adb.org/documents/bangladesh-validation-country-partnership-strategy-final-review-2011-2015
https://www.adb.org/documents/lao-people-s-democratic-republic-validat
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productivity and food security. Ongoing Greater Mekong Subregion interventions in the same sector 
are likely to contribute to increasing climate change resilience. ADB support also contributed to 
increasing access to safe water supply and sanitation; better quality secondary education and technical 
and vocational education and training; and electricity, including connection of poor households to the 
grid. ADB also assisted in strengthening institutional capacities for sustainable natural resource 
management, district service delivery, urban development administration, as well as water supply 
regulatory functions. Compared to its previous country evaluation, this validation noted improvement 
in the implementation of the country’s active portfolio during the period. Here, processing and 
disbursement were better than ADB averages. Lessons from country experiences highlight the 
importance of improving the delivery of health service in promoting inclusive growth, ensuring 
synergies of development support with other development partners, and improving skills to assist the 
country’s transformation from an agriculture-based subsistence economy to a commercially and 
regionally integrated economy. Getting the private sector to engage in education, addressing 
constraints for the development of small and medium-sized enterprises (SMEs), and enhancing the 
quality of the results framework are the areas that the next CPS could continue to focus on. Overall, the 
program was assessed successful with relevant, efficient, effective, likely sustainable and satisfactory 
development impacts ratings. 
 
5. Myanmar. The validation of the CPS final review for Myanmar covers the interim CPS period 
2012–2014. ADB approved $968.6 million in lending and nonlending operations during this period. A 
policy-based loan, which helped address arrears and signaled the government’s commitment to wide-
ranging economic reforms, accounted for about 59% of approved lending. The interim CPS sought to 
build human resources and capacity, promote an enabling economic environment, and increase access 
and connectivity in energy and transport sectors. The program helped Myanmar build human resources 
and capacity by strengthening institutional arrangements, legal frameworks, sector analysis, and 
planning. There were varying degrees of progress in actions to promote an enabling economic 
environment covering business registration, public debt, laws governing companies, and customs 
operations. Infrastructure access and connectivity was enhanced by reforming private sector provisions 
in the power sector (i.e., support for financial management and legal and regulatory framework), and 
by launching investment operations in power transmission, off-grid renewable energy, and road 
development. Design and capacity challenges delayed the implementation of projects. The CPS final 
review validation recommends ADB enhance capacity development involving development partners and 
improve alignment with government systems, anticipate and support decentralization in ADB priority 
sectors, address conflict sensitivities, and continue to pursue inclusive growth objectives. It concludes 
that the program was relevant, effective, less than efficient, likely sustainable, and satisfactory in its 
development impact. ADB has only recently reengaged with Myanmar in 2012, and few projects have 
been closed with completion reports available. Consequently, the validation was not able to provide a 
definitive assessment of outcomes and impacts for most projects. The validation emphasized the 
preliminary nature of the ratings—it is much too early to determine most project outcomes.  
 
6. Viet Nam. The validation of the CPS final review for Viet Nam covers the CPS period 2012–2015. 
ADB support of $3.2 billion was aimed at facilitating Viet Nam’s transition to an upper middle-income 
economy through projects aimed at promoting inclusive growth, economic efficiency, and 
environmental sustainability. In ANR, interventions contributed to the growth of agricultural gross 
domestic product. ADB support for the rehabilitation and expansion of rural distribution networks 
assisted in providing electricity connections to poor households in remote mountain communes. ADB’s 
policy loans have supported the strengthening of legal, regulatory, and institutional frameworks, which 
contributed to increasing registered capital of private companies and reducing transaction cost for 
SMEs. ADB support also contributed to countercyclical stabilization during the 2008 global financial 
crisis. The TA projects for Viet Nam were instrumental in achieving program objectives given their 
contribution to capacity development and institutional reforms in energy, finance, water supply, and 
urban sectors. The CPS can focus on further contributing to improving country’s competitiveness and 
total factor productivity through support for SMEs and private enterprises, restructuring state-owned 

https://www.adb.org/documents/myanmar-interim-country-partnership-strategy-final-review-validation-2012-2014
https://www.adb.org/documents/viet-nam-country-partnership-strategy-2012-2015-final-review-validation


68 Appendix 3 
 

enterprises, skills development, and infrastructure development in the provinces. Inclusive growth can 
be promoted through multisector development projects, innovative interventions, using an integrated 
development approach, and tackling constraints to gender equity. The use of various modalities and 
improvements in project efficiency and sustainability should also be emphasized in the next country 
program. ADB’s program was rated successful on the lower borderline of the rating given the less than 
efficient and less than likely sustainable ratings. The program was relevant, effective, and its 
development impacts satisfactory. 
 
C. Corporate and Thematic Evaluation Studies 
 
7. The Asian Development Bank’s Engagement with Middle-Income Countries. This corporate 
evaluation study finds that the dynamism of Asia and the Pacific is partly due to the rising number of 
ADB’s middle-income countries (MIC) and upper middle-income countries (UMIC), and the emergence 
of new development opportunities. MICs face a broad range of evolving development challenges—
poverty, inequality, unplanned urbanization, environmental degradation and climate change, low 
productivity and lack of competitiveness, macroeconomic instability, and insufficient economic 
diversification. The evaluation indicates that MIC stakeholders want ADB to increase its support for 
subnational governments and state-owned enterprises, expand its advisory services for and financing of 
public–private partnership projects, and increase the use of guarantee products to encourage private 
sector investments and local-currency financing.  
 
8. Although MICs have made notable progress in reducing extreme poverty, significant pockets of 
poverty remain. Even where people have been lifted out of extreme poverty, they continue to live in 
fragile conditions and are vulnerable to slipping back into poverty. Lower middle-income countries 
(LMIC) account for 40% of the world’s poor, mostly in Central and West Asia, South Asia, and 
Southeast Asia. UMICs have had more success in reducing poverty, though it remains a challenge, 
particularly in the People’s Republic of China. Thus, the fight against poverty in MICs is not over. The 
challenge is to tailor, adapt, and develop new products and services that respond to the new needs of 
clients and emerging risks. A recurring message from country program evaluations is the need for a 
greater thematic orientation to address new challenges.    
 
9. ADB’s portfolio for MICs continues to grow. The volume of approvals allocated to these 
countries more than quadrupled from $3.5 billion in 2006 to $15.8 billion in 2015. Infrastructure 
accounted for more than 60% in UMIC and LMIC portfolios. On the whole, sovereign projects had 
higher success rates in UMICs (90%) than in LMICs (67%) from July 2012 to June 2015. Projects in 
UMICs are performing relatively well across all evaluation criteria, and demonstrate strong ownership 
and capacity from ADB counterparts. Those in LMICs face efficiency and sustainability issues. 
Nonsovereign operations, on the other hand, have had better success rates in LMICs (88%) than in 
UMICs (54%), driven largely by better development results and profitability in LMICs. The evaluation 
also highlights that the sustained growth of MICs requires trillions, not billions, of dollar investments. 
The growing size of the economic base of MICs and the magnitude of their development challenges call 
for intensified efforts to leverage and mobilize financial resources. The right blend of volume, 
alignment with their needs, and smart targeting is fundamental. 
 
10. The evaluation points out that for ADB to remain relevant, it must provide stronger value 
addition and pursue strategic policy choices. These choices relate to anchoring financial interventions 
on knowledge solutions, scaling up operations while targeting new clientele needs, supporting the 
private sector and public-private partnerships, building resilience to economic vulnerabilities and 
disasters triggered by natural hazards, and revisiting the policy of graduating countries from regular 
ADB support. Launching a business model that places learning and innovation at the center is crucial. 
The value addition of financial operations needs to be boosted by complementing or embedding 
knowledge in them. Opportunities for ADB to scale up and target its engagement with MICs point to 
urbanization; environmental and climate change; regional and global public goods; productivity, 

https://www.adb.org/documents/adb-engagement-middle-income-countries
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competitiveness, and innovation; and intensified cooperation among developing countries in sharing 
knowledge and experience. The evaluation also identifies some strategic initiatives: knowledge services, 
expanded financing options, and the use of country systems for procurement and safeguards.   
 
11. The evaluation proposes revisiting the policy of graduating countries from regular support. The 
all-embracing nature of the Sustainable Development Goals means that they apply to all countries 
regardless of income levels. Given the growing number of UMICs, ADB could rethink its graduation 
policy. Graduation may be viewed as a qualification for a different kind of support from ADB, not as a 
basis for terminating regular assistance to the country. Whether or not ADB discards its current 
graduation policy, the evaluation suggests that it should continue to engage with all its client countries, 
which could take the form of cross-border projects, fee-based high-value knowledge services, 
experimental projects, and using lessons learned in these MICs for the benefit of other countries. On 
the whole, ADB Management had no disagreement with the findings and options presented in the 
study, and it has affirmed the need to reorient the strategy of its support to MICs. 
 
12. Real-Time Evaluation of ADB’s Safeguard Implementation Experience Based on Selected Case 
Studies. This thematic evaluation study draws on ADB’s experience in Indonesia, the Kyrgyz Republic, 
and Sri Lanka, and examines the value added by ADB’s environmental and involuntary resettlement 
safeguard policies through a case-study approach. The study finds that while these countries have 
environmental safeguards that are close to those of ADB’s Safeguard Policy Statement (2009), the main 
challenge lies in their enforcement and in building the capacity of agencies to apply country safeguard 
systems. The case studies show that lapses occur in the application of safeguards during the 
implementation phase, and that institutional, human, and financial constraints still limit safeguard 
implementation capacity. Although environmental plans have reduced lapses in compliance, insufficient 
government supervision and monitoring, as well as insufficient monitoring by ADB, could put 
compliance at risk. 
 
13. The evaluation finds that the three countries made progress in developing and applying 
involuntary resettlement safeguards,  and deepened their understanding of key safeguards’ principles, 
such as compensation at market rates, compensation for physical and nonphysical losses, and 
grievance redress mechanisms for people affected by involuntary resettlement and livelihood losses. 
Nonetheless, gaps remain in planning and budgeting, consultation and grievance redress mechanisms, 
inclusion of people lacking formal land titles, livelihood measures, special attention to poor and 
vulnerable groups, and the monitoring and evaluation of outcomes and impacts. More rigorous 
implementation should result in positive outcomes. 
 
14. Benefits from environmental safeguards varied because of different environmental conditions, 
but in aggregate, they exceeded the costs. The evaluation finds that the greatest benefit came from the 
conservation and enhancement of wildlife and biodiversity. In the case of involuntary resettlement 
safeguards, compensation was used for savings  or investments by resettled persons in recent cases in 
South Asia.  
 
15. The evaluation concludes that without attention to safeguards provided by ADB, the 
preparation and implementation of investment projects might have led to more risks materializing, 
which could have compromised results. ADB’s work on safeguards helped to improve project design, 
and the readiness and commitment of local agencies. The evaluation recommends action in four areas: 
(i) integrate safeguard work early in the preparation of projects, and provide enough time and 
resources for this task; (ii) step up safeguard implementation support internally and in country agencies 
to achieve safeguard policy objectives; (iii) continue to exercise strong caution in proceeding with the 
use of country safeguard systems, ensuring that the standards and reputation of ADB are safeguarded, 
and strengthen country safeguard systems through TA projects to pave the way for their use in ADB-
supported projects; and (iv) determine whether the disclosure arrangements for involuntary 
resettlement plans, and the definition and functioning of grievance redress mechanisms, deserve more 

https://www.adb.org/documents/real-time-evaluation-adb-s-safeguard-implementation-experience-country-case-studies
https://www.adb.org/documents/real-time-evaluation-adb-s-safeguard-implementation-experience-country-case-studies


70 Appendix 3 
 

attention, and take appropriate actions. ADB Management generally agreed with these 
recommendations.  
   
D. Performance of Individual Operations 

 
16. IED completed eight project performance evaluation reports for sovereign operations in 2016. 
These highlight the importance of a clear and achievable project focus, strong project ownership, and 
sustainable operation and maintenance systems for various facilities (irrigation, transport, energy, 
water supply and sanitation, and information technology). They also note the need for ADB to 
adequately assess local contexts and political dynamics, and to invest time in dialogue and consultation 
with stakeholders. Projects with complex implementation arrangements and little stakeholder support 
tend to limit project success. Moreover, a sharper focus on emerging risks and risk mitigation strategies 
is essential. The key findings are summarized below. 
 
17. India: Karnataka Urban Development and Coastal Environment Management Project (2000–
2009). The project was rated successful (relevant, effective, efficient, less than likely sustainable). It was 
aligned with the development priority of the Government of India and with ADB’s country and sector 
strategy. The project’s scope was ambitious. Fourteen outputs from six components in 10 cities 
stretched the ability of the executing agency to supervise and monitor the project. Even so, the PPER 
found that the project was largely effective in delivering its outputs. But variations existed in the quality 
of investments across components and project cities. Most outputs (water supply, roads, and bridge 
components) had economic internal rates of return above 12%, but some sewerage and solid waste 
components were less efficient. The project was rated less than likely sustainable as the low tariffs were 
insufficient to cover operation and maintenance costs. Six years after the project was completed and 
handed over to the municipal governments, the project investment continued to require subsidies for 
operation and maintenance. Water and sewerage tariffs have remained low.  
  
18. Lao People’s Democratic Republic: Northern Community-Managed Irrigation Sector Project 
(2004–2011). The project was assessed successful (relevant, effective, efficient, less than likely 
sustainable). The project design addressed key issues on agriculture production and food security. Its 
emphasis on community mobilization and institutional capacity building kept the project focused. The 
project largely achieved its outcomes of improved rice yields and expanded cropping areas. It was rated 
efficient because of its average economic internal rate of return of 15%, and the absence of time and 
cost overruns. But the project was rated less than likely sustainable: It could not ensure the delivery of 
irrigation water to farmers’ fields in some subprojects; consequently, farmers refused to pay irrigation 
service fees for inadequate water flows. Moreover, damaged irrigation facilities arising from heavy 
rainfall and flooding constrained community capacity to keep them fully operational. A weak link 
between government budgeting and planning hampered emergency repairs. The PPER pointed out that 
preventive and protective measures need to be taken to guard against recurring intense rainfall and 
extreme weather events.  
 
 19. Indonesia: Participatory Irrigation Project (2005–2012). The project was rated successful 
(relevant, effective, efficient, less than likely sustainable). It had notable design features: (i) 
strengthening irrigation planning through the use of rolling medium-term planning, and bringing in 
local irrigation commissions to review managerial decisions (cropping plan, water demand and 
allocation, and planned repair work); and (ii) engaging water user associations as civil works 
contractors and subcontractors to improve the quality and cost-effectiveness of the irrigation civil 
works. The project exceeded its target outcome of increased irrigated crop yields, but only partly 
achieved sustainable decentralized irrigation system management. It was rated efficient because of a 
robust economic internal rate of return of 24%, but less than likely sustainable at the district level 
because the budget was insufficient to maintain the irrigation structures. This was partly because of the 
growing independence of local governments in deciding their spending priorities. The PPER 
underscored the need for future external support to strengthen local budget management. 

https://www.adb.org/documents/india-karnataka-urban-development-and-coastal-environmental-management-program
https://www.adb.org/documents/lao-peoples-democratic-republic-northern-community-managed-irrigation-sector-project
https://www.adb.org/documents/indonesia-participatory-irrigation-sector-project-pper
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20. Mongolia: Customs Modernization Project (2007–2011). The project was assessed successful 
(relevant, effective, efficient, most likely sustainable). Key project success factors were strong 
government ownership, the decision to set up an entirely new information and communication 
technology system instead of just upgrading the existing one, and a strong partnership with the private 
sector. Envisaged activities dealt with trade facilitation conditions, especially in customs administration. 
The intended outcomes of improved efficiency, transparency, and sustainability of customs services and 
administration were achieved. The project was assessed efficient on the basis of a recalculated 
economic internal rate of return of 16.4% and the absence of cost overruns. Project implementation, 
however, was delayed by about a year. The PPER found that several factors favor project sustainability: 
sufficient operation and maintenance procedures, a career development program to retain information 
technology engineers, and government assurances to allocate adequate budgetary resources to cover 
recurrent costs.    
 
21. People’s Republic of China: Yichang–Wanzhou Railway Project (2004–2011). The project was 
assessed successful (relevant, effective, efficient, likely sustainable). It was the first railway in the low-
income region of Hubei. The PPER noted that complex topographical, geological, engineering, and 
hydrological conditions made construction technically challenging, but the project was able to address 
these conditions. The change in project focus from freight to passenger traffic was appropriate. 
Passenger numbers exceeded expectations, at 30% above the forecast at appraisal, and the low usage 
for freight did not affect the total railway usage. The project achieved its main objectives of increasing 
corridor capacity and removing transport barriers. The recalculated economic internal rate of return of 
14.1% confirmed its economic viability. The project was rated likely sustainable based on acceptable 
financial returns, good operation and maintenance practices, a sound institutional framework, and 
good environmental and safety practices.  
 
22. Philippines: Electricity Market and Transmission Development Project (2004–2009). The project 
was rated successful (relevant, effective, efficient, likely sustainable). It supported the restructuring and 
privatization of the electric power industry, and improved the accessibility, quality, affordability, and 
sustainability of the national electricity supply. It helped to establish a wholesale electricity spot market 
and strengthened power transmission systems. The introduction of a spot market for wholesale 
electricity was central to the country’s power sector reform program. The project was implemented 
under budget, and nearly on schedule. Loan savings were used to support additional project 
components that were important for transmitting power from generation plants more reliably and 
efficiently. The PPER rated the project likely sustainable because of its financial internal rate of return of 
16% and the provision of adequate operation and maintenance resources for the transmission 
component.  
 
23. Sri Lanka: Distance Education Modernization Project (2003–2010). The project was rated less 
than successful (relevant, less than effective, less than efficient, less than likely sustainable). As a new 
and innovative project, it faced many risks to success, not all of which were adequately mitigated. The 
project design was complex and fell short of anticipating the resistance to online education that 
emerged among students and education providers. Failure to attract large numbers of students to 
online education was partly due to design factors, the late uploading of online courses, and hesitation 
about the value of these courses in the labor market. The delay in establishing the network and 
developing courses resulted in too little time for enrollments to grow. The country’s high cost of 
internet provision contributed to the cost inefficiency of the courses under the National Online Distance 
Education Service system, which is no longer in operation. Although the infrastructure and some staff 
have been handed over to the Open University of Sri Lanka, it is not yet known how the university will 
use the National Online Distance Education Service network and whether it will be made available to 
other education providers. The project paved the way for an innovative online learning system, but the 
lack of a clear long-term plan worked against its success. 
 

https://www.adb.org/documents/mongolia-customs-modernization-project-0
https://www.adb.org/documents/people-s-republic-china-yichang-wanzhou-railway-project-0
https://www.adb.org/documents/philippines-electricity-market-and-transmission-development-project-0
https://www.adb.org/documents/sri-lanka-distance-education-modernization-project-1
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24. Sri Lanka: Plantation Development Project, 2003–2010. The project was rated less than 
successful (less than relevant, less than effective, less than efficient, less than likely sustainable). The 
project’s broad scope and complex implementation arrangements hampered implementation at the 
outset. The intended outcomes of enhanced profitability of the plantation sector and improved living 
conditions of estate populations were partly achieved. The PPER noted that implementation delays 
were caused by difficulty in establishing the apex agency and the participating financial institutions for 
disbursing the funds, problems in setting up the plantation fund, the reluctance of regional plantation 
companies to provide counterpart funds for social improvements, dropping the housing component 
and replacing it with a road upgrading component, and the reluctance of stakeholders to participate in 
several institutional development activities. The cancellation of part of the ADB loan and the project’s 
closure with the social development component still uncompleted further eroded the project benefits. 
The project, moreover, had no specific measures in place to ensure sustainability.  
 
E. Technical Assistance Performance Evaluation Report 
 
25. Technical Assistance for Water Supply and Sanitation in Sri Lanka. The evaluation covered three 
TA grants. The regulatory framework TA and the decentralization of the National Water Supply and 
Drainage Board were rated less than successful (relevant, less than effective, efficient, less than likely 
sustainable). The Colombo Wastewater TA project was rated successful (highly relevant, effective, 
efficient, likely sustainable).  
 
26. The regulatory framework TA and the TA project for the decentralization of the National Water 
Supply and Drainage Board were highly relevant at the time of design. However, political change and 
union opposition to decentralization hampered the achievement of an adequate legal and regulatory 
framework for water services. Parliament did not approve the Water Services Reform Bill to provide a 
legislative basis for independent regulation; the sustainability of any TA outcomes will remain unclear 
until it is passed. The envisaged outcomes on financial and human resource decentralization were not 
achieved in the TA project for the decentralization of the National Water Supply and Drainage Board. 
The TA Performance Evaluation Report points out that while the new political environment is more 
supportive of good practices in water service delivery, it is too early to say whether the expected 
outcomes will be fully realized and sustained. 
 
27. The TA project for Colombo Wastewater achieved its objective of establishing an effective and 
capable project management unit to manage the project readiness activities for loan project 
implementation. Without the TA grant, the first year of implementation would have been more difficult. 
All TA deliverables were achieved within budget, despite a time overrun of 2 months. The TA project 
was rated likely sustainable because the loan project is now underway and operating on track.  
 
F. Topical Papers 
 
28. Environmentally Sustainable Growth: A Strategic Review. This highlights that rapid economic 
growth in Asia and the Pacific has been achieved at the expense of widespread environmental 
degradation. Combined with the adverse effects of climate change, this could disrupt and even reverse 
hard-won development gains. Environmentally sustainable growth (ESG) is a concept that aims to 
reconcile the need for the enhancement and protection of the biophysical environment with the need 
for short- and long-term economic growth.  
 
29.  The paper finds that ADB operational departments have made significant efforts to promote 
ESG through their country strategies. The increase in the share of ADB projects classified as supporting 
ESG—from 28% in 2008 to 57% in 2013–2015—reflects ADB’s growing prioritization of these projects. 
However, the extent and nature of actual environmentally sustainable support vary greatly. The paper 
points out that a differentiated categorization of ESG operations would enable ADB to demonstrate the 
added value it brings in a better manner. In the four predominant ESG sectors (ANR, energy, transport, 

https://www.adb.org/documents/sri-lanka-plantation-development-project-0
https://www.adb.org/documents/sri-lanka-water-supply-and-sanitation
https://www.adb.org/documents/environmentally-sustainable-growth-strategic-review
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and water and other urban infrastructure and services), higher success rates were found for ESG-
tagged projects (77%) than those that were not tagged as ESG (61%). The extra attention that 
multidimensional environmental projects receive and their greater appropriateness as a response to 
complex challenges apparently favor better outcomes.  
 
30.  To move the ESG agenda forward, the paper recommends two actions: future ADB policies and 
strategies should further elaborate on what ESG means and what its pursuit implies for ADB, and 
provide better categorization and targets for ESG operations as ADB’s environment agenda expands 
and is further integrated into its operations. ADB management generally agreed with these 
recommendations, but noted that the new ESG categorization system would have to wait after the 
approval of Strategy 2030. 
 
31. Comparative Institutional Review of ADB’s Private Sector Operations. The topical paper 
recognizes that MICs in Asia and the Pacific need private sector knowledge and investment to continue 
their rapid economic growth. The paper is a response to the need to assess the strategic positioning of 
ADB’s private sector operations and to identify opportunities to boost development effectiveness. It 
compares ADB’s nonsovereign operations with those of other multilateral development banks to 
highlight good practices that can be adapted to specific situations and needs.  
 
32.  The paper offers several recommendations: (i) commit to development impact and value 
addition; (ii) improve operational efficiency; (iii) review the risk profile to support innovative solutions; 
(iv) improve sector diversification and product mix; (v) develop a private sector strategy to update the 
2006 strategy document; (vi) reduce earnings volatility; (vii) decentralize and reorganize staff; (viii) 
develop a comprehensive information technology system for origination, execution, monitoring, and 
risk management; and (ix) pursue the “One ADB” approach rigorously. The deputy director general of 
the Private Sector Operations Department assured the Development Effectiveness Committee that the 
points raised in the paper would serve as an input to future directions, and that extensive consultations 
with Management would be carried out to align private sector strategy with the overall corporate 
strategy. Related efforts are underway. 
 
 
 
 
 

https://www.adb.org/documents/comparative-institutional-review-adb-private-sector-operations


 

 APPENDIX 4: EVALUATION METHODS FOR PUBLIC SECTOR OPERATIONS 
 
Item Project or Program Performance 

Evaluation Reports 
 

Validation of Project or Program 
Completion Reports 

Country Assistance 
Program Evaluation 

Validation of Country Partnership 
Strategy Final Review Report 

Coverage  The Independent Evaluation 
Department (IED) is expected to 
conduct in-depth evaluations 
(field based) of 10%–20% of 
completed projects.  

 The selection of completed 
public sector operations for a 
project or program 
performance evaluation report 
is based on purposive sampling. 

 In a given year, IED will validate 
at least 80% of all completed 
project or program completion 
reports (PCR). 

 The selection of PCRs for 
validation is based on a random 
sample stratified by sector. 

 A country assistance 
program evaluation (CAPE) 
assesses the Asian 
Development Bank’s (ADB) 
work and its results 
(development impact) in a 
particular country over 
periods of 7–12 years. It can 
cover two to three country 
partnership strategies (CPS). 

 A validation of a CPS final 
review (CPSFRV) report 
generally covers one CPS 
period, although it may include 
earlier periods, and usually also 
includes implementation and 
results of projects approved.  

Approach  Based on an assessment of 
actual versus intended project 
outputs, outcomes, and 
impacts.  

 Project or program performance 
evaluation reports are in-depth 
assessments of projects, based 
on evidence from 
documentation and files, as 
well as field visits, occasional 
surveys, and interviews with 
ADB staff, government, and 
other stakeholders. 
 

 Based on an assessment of 
actual versus intended project 
outputs, outcomes, and 
impacts.  

 Validations of PCRs rely on a 
rapid assessment of project 
performance based mainly on 
desk reviews and cross-
checking PCRs, reports and 
recommendations of the 
President, and associated 
documents.  

 A CPSFRV generally follows the CAPE methodology unless 
otherwise specified. 

 A CPSFRV relies mainly on information and data in the CPSFR 
report, relevant documents, interviews with key ADB staff and a 
short field visit to interview staff from the government, 
counterparts, and development partners. 

 CAPEs undertake more extensive data collection than CPSFRV. 

Evaluation 
Rating 

 Evaluated or validated operations are rated highly successful, 
successful, less than successful, or unsuccessful. 

 For projects, equal weights are applied to the four core evaluation 
criteria to determine the overall success rate: 
 
 Relevance in terms of alignment with a country’s development 

priorities and with ADB’s strategies, and appropriateness of the 
project design; continuing relevance from design to completion. 

 Effectiveness in achieving project outcomes and outputs based 
on the design and monitoring framework and on the revised 
scope and targets, if any. Safeguards, gender action plan, and 
unintended outcomes are also assessed. 

 A country program is rated highly successful, successful, less than 
successful, or unsuccessful. 

 Equal weights are applied to the following five core evaluation 
criteria to determine the overall success rate: 
 
 Relevance measures the appropriateness of CPS objectives in 

meeting a country’s needs and ADB objectives, the strategic 
positioning of the CPS, sector program relevance and design 
quality, and development partner coordination.  

 Effectiveness measures the degree to which the intended 
sector, project, program, and technical assistance outcomes 
were achieved, or likely to be achieved based on outputs 
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Item Project or Program Performance 
Evaluation Reports 

 

Validation of Project or Program 
Completion Reports 

Country Assistance 
Program Evaluation 

Validation of Country Partnership 
Strategy Final Review Report 

 Efficiency of how resources were converted to results through 
measures of process efficiency. 

 Sustainability of project outcomes and outputs over a project’s 
economic life (for investment operations), or demonstrating the 
persistence of results from policy actions taken (for policy-based 
operations). 
 

 In addition, the likely impact of the project or program; ADB’s 
performance (including cofinancier, when applicable); and the 
performance of the borrower and executing agency in relation to the 
project or program under review are rated. These do not affect the 
overall rating. 

 

delivered. 
 Efficiency measures CPS program costs versus benefits, 

program implementation and disbursement and contract 
award performance; and other measures affecting 
efficiency. 

 Sustainability measures the adequacy of various factors to 
sustain results, adequacy of risk mitigation arrangements. 

 Development impacts measure ADB’s contribution to 
country development results; unintended outcomes and 
impacts, including unintended safeguard impacts; and 
unplanned institutional impacts. 

Sources: IED. 2015. Guidelines for the Preparation of Country Assistance Program Evaluations and Country Partnership Strategy Final Review Validations. Manila: ADB; IED. 2016. 
Guidelines for the Evaluation of Public Sector Operations. Manila: ADB; and ADB. 2013. Independent Evaluation. Operations Manual. K1/BP/OP. Manila. 
 
 



 

APPENDIX 5: REVISIONS TO COUNTRY EVALUATION GUIDELINES, 2010 
AND 2015 
 

 2010 Guidelines 2015 Guidelines 

• Ensures consistency with the new country 
partnership strategy (CPS) business 
processes (aligning with the Asian 
Development Bank (ADB) CPS final review 
and placing emphasis on results-related 
criteria) 

• Clarifies overlapping evaluation criteria 
(relevance, efficiency, effectiveness, 
sustainability, and development impact) 
used earlier  

• Revises rating system for consistency with 
the project performance evaluation report 
(PPER) 

• Aligns better with good practices of other 
multilateral development banks 
(harmonizing evaluation methodologies 
and practices) 

• Ensures consistency with other evaluation 
studies (for example, regional and sector 
performance, real time, and special 
evaluations)    

• Incorporates new Operations Manual 
Sections (A2/OP, 1 February 2013) on CPS 
objectives 

• Integrates CPS final review validation 
guidelines 

• Contains instructions for the approach 
paper  

• Combines strategic positioning and 
relevance into a single assessment 

• Elaborates on development impact 
assessment, and changes it to development 
impacts assessment with equal weight 
given to sector and cross sector impacts 

• Addresses issues of sovereign and 
nonsovereign operations  

• Introduces borderline ratings, e.g., 
successful on the borderline (1.60–1.74) 
and less than successful on the borderline 
(1.45–1.59) 

• Lowers cutoff for highly successful rating 
from 2.7 to 2.5 (maximum rating is 3.0)  

 
Source: IED. 2015 Annual Evaluation Review. Manila: ADB. 

 

 



 

APPENDIX 6: EVALUATION REPORTS WITH ALL ACCEPTED 
RECOMMENDATIONS COMPLETED DURING REPORTING YEARS 2011–2016 

 
  
  
Year Completed/ Category/ Short Title 

Acceptance  
Rate (%) 

Total 
Comple-
ted 

Years 
Imple-
mented 

IED Validation Rating 

FI/LI 
PI/NI/ 
NR 

% of 
FI/LI 

2016       

A. Country/ Regional       
1 ADB’s Assistance for Rural Electrification in Bhutan 100 3 5.0 3 0 100 

2 
ADB’s Assistance for Low-Income Housing Finance in Sri 
Lanka 

100 2 4.1 0 2 0 

3 CAPE Mongolia: From Transition to Take-Off 74 14 7.0 13 1 93 

4 CAPE Nepal: Delivering Assistance in a Challenging 
Environment 

100 4 6.3 4 0 100 

5 CES on ADB Support to Small Pacific Island Countries 50 3 0.9 2 1 67 
6 Indonesia: CPS Final Review Validation, 2012–2014 100 4 1.2 4 0 100 
7 SAPE on Energy Sector in the Greater Mekong Subregion 100 3 6.6 2 1 67 

8 SAPE on the ADB’s Support for the Transport Sector in Sri 
Lanka 

100 4 3.5 3 1 75 

B. Thematic/ Corporate       
9 CES on Safeguards Operational Review 60 9 1.0 9 0 100 

10 EKB on Greenhouse Gas Implications of ADB's Energy Sector 
Operations 

100 5 6.0 4 1 80 

11 EKB on Reducing Carbon Emissions from Transport Projects 100 4 5.2 3 1 75 

12 SES on ADB’s Support to Fragile and Conflict-Affected 
Situations 

100 4 5.0 4 0 100 

13 
TES of ADB Support for Enhancing Governance in its Public 
Sector Operations 

100 3 1.9 3 0 100 

14 
TES on ADB Support for Regional Cooperation and 
Integration 

100 6 0.7 4 2 67 

  2016 Subtotal  83 68  58 10 85 

2015       

A. Country/Regional       

1 Regional CAPE Greater Mekong Subregion: Maturing and 
Moving Forward 

100 9 5.6 9 0 100 

2 SAPE on the Energy Sector in Bhutan 100 3 4.1 3 0 100 
B. Thematic/ Corporate       

3 TES on ADB Private Sector Operations: Contributions to 
Inclusive and ESG 

33 1 1.7 0 1 0 

4 TES on ADB Support for Strengthening the Enabling 
Environment for PSD 

88 7 1.5 3 4 43 

  2015 Subtotal 87 20  15 5 75 

2014       

A. Country/ Regional       
1 CAPE Bhutan 86 6 3.1 5 1 83 

2 
PPER on the Almaty-Bishkek Regional Road Rehabilitation 
Project 

100 5 4.6 3 2 60 

3 
PPER on the East-West Corridor Project in the Greater 
Mekong Subregion 

100 3 4.6 1 2 33 

4 SAPE on the Transport Sector in the Pacific DMCs (1995-
2010) 

100 4 1.9 3 1 75 

5 SAPE on Tourism Sector in the Greater Mekong Subregion 100 4 4.6 4 0 100 
6 SAPE on Transport Sector in Cambodia – Focusing on Results 100 3 4.0 1 2 33 
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Year Completed/ Category/ Short Title 

Acceptance  
Rate (%) 

Total 
Comple-
ted 

Years 
Imple-
mented 

IED Validation Rating 

FI/LI 
PI/NI/ 
NR 

% of 
FI/LI 

B. Thematic/ Corporate       

7 Real-time Evaluation Study of the Multitranche Financing 
Facility 

80 4 0.8 4 0 100 

8 SES on the ADF Operations: A Decade of Supporting Poverty 
Reduction in APR 

100 5 2.0 4 1 80 

  2014 Subtotal 94 34  25 9 74 

2013       

A. Country/ Regional       
1 CAPE Cambodia: Growth and Sector Reform 100 6 3.0 5 1 83 
2 CAPE Maldives 100 2 1.0 2 0 100 

3 CAPE Philippines: Increasing Strategic Focus for Better 
Results 

83 5 4.2 5 0 100 

4 Impact of Rural Water Supply and Sanitation in Punjab, 
Pakistan 

100 5 3.1 5 0 100 

5 SAPE on the Transport Sector in Lao People’s Democratic 
Republic 

100 3 2.0 1 2 33 

6 
SAPE on Transport and Trade Facilitation in the GMS - Time 
to Shift Gears 

100 4 3.6 4 0 100 

7 SES on ADB Support for Decentralization in Indonesia 100 3 2.2 3 0 100 
B. Thematic/ Corporate       

8 SES on ADB Assistance for PPPs in Infrastructure – Potential 
for More Success 

100 3 3.1 2 1 67 

9 SES on ADB’s Support to Gender and Development – Phase 
II 

100 3 1.5 2 1 67 

10 SES on ADB's Support to Gender and Development – Phase I 100 3 2.7 2 1 67 

11 SES on Effectiveness of ADB's CD Assistance: How to Get 
Institutions Right 

86 6 4.5 4 2 67 

12 SES on Managing for Development Results 100 4 1.0 4 0 100 
13 SES on Microfinance Development Strategy 2000 100 4 0.6 0 4 0 
14 SES on Performance of the ADB Institute 100 4 0.9 4 0 100 

15 SES on Post-Completion Sustainability of ADB-Assisted 
Projects 

75 3 2.0 2 1 67 

  2013 Subtotal 95 58  45 13 78 

2012       

A. Country/ Regional       
1 CAPE Bangladesh 100 4 2.0 3 1 75 
2 CAPE Viet Nam 83 5 2.1 2 3 40 

3 
PPER on the Health Sector Development Program in 
Mongolia 

100 2 4.1 0 2 0 

4 SAPE on Agriculture and Rural Development Sector in 
Cambodia 

100 4 2.0 4 0 100 

5 SAPE on Education Sector in Bangladesh 100 4 3.1 3 1 75 

6 SAPE on the Urban Sector and Water Supply and Sanitation 
in Bangladesh 

100 3 2.0 1 2 33 

7 SES on ADB Support for Public Sector Reforms in the Pacific 100 5 2.2 5 0 100 
B. Thematic/ Corporate       
8 Annual Report on 2009 Portfolio Performance 100 3 1.1 2 1 67 
9 SES on ADB Technical Assistance for Justice Reform in DMCs 100 3 2.1 0 3 0 
10 SES on Financing Partnership Facilities 60 3 1.0 3 0 100 
11 SES on Private Equity Fund Operations 83 5 3.2 0 5 0 

12 SES on RTE of ADB’s Response to the Global Economic Crisis 
of 2008–2009 

100 3 1.0 3 0 100 
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Year Completed/ Category/ Short Title 

Acceptance  
Rate (%) 

Total 
Comple-
ted 

Years 
Imple-
mented 

IED Validation Rating 

FI/LI 
PI/NI/ 
NR 

% of 
FI/LI 

  2012 Subtotal 92 44  26 18 59 

2011       

A. Country/ Regional       

1 PPER on the Phnom Penh to Ho Chi Minh City Highway 
Project in the GMS 

100 3 1.6 1 2 33 

2 SAPE on ADB Support for the Transport Sector in Viet Nam 80 4 1.1 3 1 75 
3 SAPE on Energy Sector in Bangladesh 100 4 1.5 3 1 75 
4 SAPE on the Urban Services and WSS Sector in Viet Nam 100 4 1.1 3 1 75 

5 
SAPE on Transport and Trade Facilitation: Potential for 
Better Synergies in Mongolia 

100 6 2.2 3 3 50 

B. Thematic/ Corporate       
6 2008 AER: Lessons from a Decade of ADB CAPEs 100 1 2.0 1 0 100 
7 2009 AER: Role and Direction of Self-Evaluation Practices 100 5 1.7 5 0 100 
8 Annual Report on 2007 Portfolio Performance 75 3 2.0 3 0 100 
9 Annual Report on 2008 Portfolio Performance 75 3 1.7 2 1 67 

10 SES on ADB Assistance for Domestic Capital Market 
Development 

100 5 2.6 4 1 80 

11 SES on ADB's Contribution to Inclusive Development 
through Assistance for Rural Roads 

100 3 0.9 3 0 100 

12 SES on Evaluation of the Implementation of the Paris 
Declaration at the ADB 

71 5 2.6 4 1 80 

13 SES on Indonesia: Has the Multi-subsector Approach been 
Effective for Urban Sector Assistance? 

100 4 0.5 2 2 50 

14 SES on Policy Implementation and Impact of ANR Research 25 1 1.5 0 1 0 
  2011 Subtotal 86 51   37 14 73 

ADB = Asian Development Bank; ANR = agriculture, natural resources, and rural development; APR = Asia and the Pacific Region; 
CAPE = country assistance program evaluation; CD = capacity development; CES = corporate evaluation study; CPS = country 
partnership strategy; DMC = developing member country; EKB = evaluation knowledge brief; ESG = environmentally sustainable 
growth; FI = fully implemented; GMS = Greater Mekong Subregion; IED = Independent Evaluation Department; LI = largely 
implemented; NI = not implemented; NR = not rated; PI = partly implemented; PPER = program/project performance evaluation 
report; PSD = private sector development; RTE = real-time evaluation; SAPE = sector assistance program evaluation; SES = 
special evaluation study; TES = thematic evaluation study. 
Source: Asian Development Bank Independent Evaluation Department 



 

APPENDIX 7: LIST OF SUPPLEMENTARY LINKED DOCUMENTS 
 
A. Performance Assessment of ADB Country Assistance Programs (2010–2016) 

https://www.adb.org/sites/default/files/linked-documents/A-Performance-Assessment-of-ADB-
Country-Assistance-Programs.pdf  
 

B. Sovereign Operations: Success Rates and Results of Validations 
https://www.adb.org/sites/default/files/linked-documents/B-Sovereign-Operations-Success-
Rates-and-Results-of-Validation.pdf  
 

C. Test of Significant Difference between 2011–2013 and 2014–2016 Project Ratings 
https://www.adb.org/sites/default/files/linked-documents/C-Test-for-Significance.pdf  
 

D. Sovereign Operations: Analysis of Performance at Project Level 
https://www.adb.org/sites/default/files/linked-documents/D-Performance-at-the-Project-Level-
Sovereign-Operations.pdf  
 

E. Performance of Nonsovereign Operations 
https://www.adb.org/sites/default/files/linked-documents/E-Performance-of-Nonsovereign-
Operations.pdf  
 

F. 2016 Learning from Documented Lessons: Summary of Interviews 
https://www.adb.org/sites/default/files/linked-documents/F-2016-Interview-Survey-RRP.pdf  
 

G. Self-Assessment and Validation Actions on Recommendations done in Report Year 2016 
https://www.adb.org/sites/default/files/linked-documents/G-Review-of-Acceptance-and-
Implementation-of-Evalulation-Recommendations.pdf  
 

H. Evaluation Recommendations, Management Responses, and Action Plans in Report Year 2016 
https://www.adb.org/sites/default/files/linked-documents/H-Evalulation-Recommendations-
Management-Response-and-Action-Plans-2016.pdf 
 

 
 

https://www.adb.org/sites/default/files/linked-documents/A-Performance-Assessment-of-ADB-Country-Assistance-Programs.pdf
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https://www.adb.org/sites/default/files/linked-documents/B-Sovereign-Operations-Success-Rates-and-Results-of-Validation.pdf
https://www.adb.org/sites/default/files/linked-documents/B-Sovereign-Operations-Success-Rates-and-Results-of-Validation.pdf
https://www.adb.org/sites/default/files/linked-documents/C-Test-for-Significance.pdf
https://www.adb.org/sites/default/files/linked-documents/D-Performance-at-the-Project-Level-Sovereign-Operations.pdf
https://www.adb.org/sites/default/files/linked-documents/D-Performance-at-the-Project-Level-Sovereign-Operations.pdf
https://www.adb.org/sites/default/files/linked-documents/E-Performance-of-Nonsovereign-Operations.pdf
https://www.adb.org/sites/default/files/linked-documents/E-Performance-of-Nonsovereign-Operations.pdf
https://www.adb.org/sites/default/files/linked-documents/F-2016-Interview-Survey-RRP.pdf
https://www.adb.org/sites/default/files/linked-documents/G-Review-of-Acceptance-and-Implementation-of-Evalulation-Recommendations.pdf
https://www.adb.org/sites/default/files/linked-documents/G-Review-of-Acceptance-and-Implementation-of-Evalulation-Recommendations.pdf
https://www.adb.org/sites/default/files/linked-documents/H-Evalulation-Recommendations-Management-Response-and-Action-Plans-2016.pdf
https://www.adb.org/sites/default/files/linked-documents/H-Evalulation-Recommendations-Management-Response-and-Action-Plans-2016.pdf
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