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Country Assistance Program Evaluation Pakistan, 2002-2012 (IN. 381-13)  
 
DEC discussed the Country Assistance Program Evaluation for Pakistan which covered the country 
program and strategy 2002-2008 and the subsequent country partnership strategy (CPS) 2009-2013, 
during which over 11 billion USD worth of loans were approved. The evaluation rated ADB’s overall 
performance less than successful, with project operations having been more successful than program 
loans. The report also considered the spring cleaning exercise that took place in 2007-2011 and 
concluded that it had resulted in a leaner portfolio, although it may have also undercut some 
development results in the short run. Taking into account Pakistan’s challenging context, IED 
recommendations for the ADB program going forward included the need for: (i) inclusion of significant 
investments in pursuing a visible development impact on the poor, and reducing vulnerability to 
disasters, (ii) the pursuit of structural reforms through sector-specific initiatives using a programmatic 
approach, (iii) a careful approach relying on extensive client consultation when considering 
comprehensive portfolio restructurings, (iv) a review of ADB’s energy strategy to determine whether a 
change of course is needed and a more intensive effort to improve the power sector’s financial situation, 
(v) expansion of ADB’s work in urban services and social protection, and (vi) strengthening Pakistan’s 
disaster response capability. Below are highlights of the DEC discussion.  
 
1. Portfolio “spring cleaning”. Some DEC members agreed with Management that the spring 
cleaning exercise was crucial in restructuring Pakistan’s portfolio to ensure efficient and effective use of 
ADB resources. However, a member noted that some projects which were discontinued as part of the 
spring cleaning were picked up by other donors and were deemed successful. It was noted that the 
spring cleaning was motivated by a number of challenges affecting portfolio performance, including: (i) 
complex project designs, (ii) the ongoing devolution process affecting various ongoing projects, (iii) 
project implementation delays resulting from ADB reorganization, (iv) changes in ADB staff due to ADB 
reorganizations, and the effects on continuity in project supervision, (v) political instability, (vi) natural 
disasters and other external shocks, and (vii) the introduction of multitranche financing facility (MFF) 
projects in the portfolio. Management indicated that a leaner portfolio will be easier to monitor and 
supervise. Based on current data, disbursement has increased compared to the previous year and at 
present, only a few projects are encountering implementation challenges.   

 
2. Policy based lending. DEC noted that there are many lessons to be learned from the Pakistan 
CAPE regarding policy based lending (PBL). A member remarked that while ADB has been very 
responsive despite changing government priorities, the response needs to be balanced by consistency 
in approach, and asked whether PBL is a successful approach for introducing reforms. Another DEC 
member was concerned that while poverty and other indicators are improving, the success rates for 
PBL have remained low, including gender inequality which remains a serious issue, thereby raising 
questions about its impact on Pakistan’s development agenda. Management clarified that there are a 
number of modalities it explores to generate better results than those derived from PBL, including: 
sector based lending, performance based lending, and cluster loan modality. DEC emphasized the 
importance of establishing the link between policy dialogue and project implementation in order to 
perform better in Pakistan. Management mentioned that Pakistan is preparing its next five year plan 
and has expressed interest to engage with ADB on capacity development. 
 
3. Cofinancing and lending level. DEC asked whether there was scope for ADB to increase its 
level of cofinancing with partners and asked about the constraints. Management mentioned that one of 
the reasons behind low levels of cofinancing achieved so far was that bilateral partners tend to work 
more in social sectors and in provinces which are active in non infrastructure sectors. Management 
assured that a cofinancing strategy will be included in the next CPS and that there are ongoing 
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discussions both with public and private sectors to mobilize more cofinancing. With regard to a suitable 
lending level for Pakistan, it was mentioned that it is currently estimated at around 2 billion USD 
(combined ordinary capital resources and Asian Development Fund), less than what Pakistan could 
absorb but prudent given the country risk.        
 
4. Future direction of the energy program. DEC noted IED’s recommendation to review ADB’s 
energy strategy in the country, given that the structural problems in the power sector were still not close 
to resolution even after many years of support. Management explained that ADB is involved in all facets 
of the energy sector and works closely with IMF on the policy side. Despite being well structured, gaps 
remain and ADB is working on additional measures such as tariff setting, fuel mix, service delivery and 
baseload generation. ADB has had substantial success but found challenges related to constitutional 
changes and government transitions. Management indicated that no change of course is necessary at 
the moment but stressed the importance of focusing on implementation. IED remarked that it scored 
the energy program high on strategic positioning but the government was not implementing the crux of 
the reforms agreed to. Given the new government, Management indicated that it is observing whether 
the early conditions of the IMF program will be implemented before undertaking possible program 
facility for the energy sector.  
 
5. Diversifying sector spread of programs. Some DEC members agreed with IED’s view that 
ADB should do more on disaster risk management, social protection, urban and municipal services, 
and small, community based projects that are poverty oriented. Other members were of the view that 
ADB should remain focused in areas where it has comparative advantage and sufficient experience, 
such as infrastructure, and budgetary support to mitigate risks and counter future financial crises. A 
member stressed that there is a need to raise project success rates first before diversifying the 
portfolio. Management mentioned that it does not envisage taking on integrated disaster risk 
management as a core area for the upcoming CPS, but would coordinate with other donors to calibrate 
ADB’s approach. While the focus has been mainly on infrastructure in Pakistan, it was noted that there 
is room to take on other interventions, which must first be presented and discussed with the 
government. It was mentioned that ADB is already involved in some community based projects 
targeting the poor without necessarily broadening the sector spread for the next CPS.         
 
6. Constraints to CAPE preparation and disagreement on the transport sector rating. DEC 
asked both IED and Management to elaborate on the constraints encountered during the evaluation 
process including the lack of project completion reports (PCRs), consultation process and access to 
data. Management explained that only completed projects were evaluated, and that some projects are 
supported by several loans. As such, the number of loans completed would not correspond with the 
number of PCRs. Management also disagreed with the less than successful rating for the transport 
sector, stressing that it was based on a small loan sample, and arguing that it had provided data on 
traffic volumes. Management added that the majority of cancellations in that sample were due to natural 
disasters, unrest and order problems and force majeure situations. IED mentioned that the quantitative 
data provided was not convincing enough and did not offset the effects of frequent cancellations of 
portions of the transport loans, and that CWRD is primarily responsible for monitoring and implementing 
the surveys needed to serve as basis for IED to make an assessment. IED explained that the current 
CAPE guidelines follow three criteria to determine sector effectiveness (physical achievement, 
institutional achievement, and sector-wide outcome). The transport sector had the largest share of 
cancellations among all sector programs, and the capacity of provincial road departments to implement 
projects remained low. There was also disagreement on whether there had been adequate time for 
consultation. Management mentioned a need for IED team to formulate a solid methodology in 
assessing capacity development and government reform components, and acknowledged that there 
are differing views. Management intends to continue to work in the transport field and focus on 
operation and maintenance, network connectivity (both regional and country contexts), and 
procurement and safeguard systems. Management stressed that it will continue to be involved in 
Pakistan’s transport sector both in policy reform and investment programs.              
 



7. Staffing issues. DEC inquired whether resident mission (RM) staffing is adequate, and whether 
there is a need to design an incentive mechanism to encourage staff to accept RM posting in light of 
the security challenges. Management stressed that the size of the portfolio remained the same and that 
current staff levels remain essential to effectively monitor and implement projects under the new CPS. 
Management underscored that it is implementing a regional hub / joint venture approach in regard to 
staffing, stressing the need for flexibility in deploying staff resources.  

 
8. Donor coordination. DEC appreciated ADB’s efforts in coordination given the challenging 
context, noting that ADB chairs the monthly heads of agencies roundtable and serves as secretariat of 
the energy and water task forces which were instrumental in shaping the reform agenda in both 
sectors. Staff mentioned that coordination has become more challenging lately due to high turnover of 
government staff involved in donor coordination, and due to decentralization of services in Pakistan, for 
example health and education services. IED staff reported that one high level forum for donor-
government coordination that existed before has been discontinued in recent years. Despite this, ADB 
participates in some theme-based donor sub-groups on disaster management, education, energy and 
governance, apart from engaging in informal interactions with other development partners periodically.  
 
9. Project design for high risk countries. A DEC member inquired whether CWRD makes 
specific arrangements or implements specific measures when designing and implementing projects in 
countries with special security considerations. Management clarified that it considers design features 
which can accommodate security considerations. For instance, contracting may include the funding of 
special security measures as part of the financing plan.   

 
10. Closing remarks. DEC commended IED for a thorough and well researched CAPE, and 
thanked Management for clarifying issues raised. DEC emphasized the imperative for ADB as a 
regional institution to have a deeper understanding of the local context in Pakistan. Members cited the 
important lessons provided by the CAPE in regard to working in conflict affected countries. 
Management expressed confidence that the portfolio will continue to improve barring external factors. 
DEC flagged the relatively better performance of ADB’s nonsovereign operations in Pakistan and 
encouraged Management to explore the reasons behind this.       
 
DEC Work Program 2014 
 
11. DEC agreed to a discussion of IED’s commentary report regarding Strategy 2020 at Mid-Term 
in February 2014. Some items were moved in consideration of the Annual Meeting in May and the ADF 
XI midterm review in October. Members remarked that the work program for 2014 is comparably heftier 
than in 2013, especially with the discussion of the midterm review, and inclusive growth as one of 
ADB’s strategic priorities. DEC agreed not to hold meetings in January and December 2014 to allow 
time for other urgent Board matters. 


