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I. PROJECT DESCRIPTION 

A. Rationale 

1. Sri Lanka’s fisheries sector plays a vital role in meeting the basic nutritional and 
livelihood needs of its population. Sri Lanka has extensive water bodies constituting a potentially 
rich source of food and income for the rural population living adjacent to these resources. 
However, production from coastal, offshore, and inland fisheries accounted for only about 2.6% 
to 3.0% of the gross national product annually during 1995–2000. Freshwater and brackish 
water fish production had been constrained by the lack of fish seed for stocking, trained 
extension staff, and medium-term credit to finance increased production. Consumption of both 
freshwater and marine fish in rural and urban areas grew from 1986 to 1997 at 7% and 14% per 
year, respectively. Along with this trend, community-based and private sector initiatives and 
interests in developing inland fisheries and aquaculture production and marketing were triggered 
as significant opportunities for the sale of freshwater fish and aquatic products beyond traditional 
local markets emerged. 
 
2. A third of the rural households residing near the vicinity of the country’s perennial and 
seasonal tanks were living below the poverty threshold in 2000. During that period, their protein 
intake was only a third of that in urban areas, and fish consumption just about half that of urban 
communities. Providing the means and resources to produce food both for home consumption 
and marketable surpluses from these resources surfaced as one of the strategies of the 
government and the Asian Development Bank (ADB) not only to reduce poverty but also to 
promote the sustainable use of the country’s aquatic resources. The intervention would require 
providing sufficient production inputs; credit and extension support; strengthening of public 
sector institutions and community-based organizations (CBOs); and promoting public–private 
partnership (PPP) for inland fish production, post-harvest processing, and marketing. 

B. Expected Impact  

3. The expected impact as indicated in the design and monitoring framework of the project1 
was improved food security and reduced poverty, especially in the rural areas. The performance 
targets were increased annual consumption of fish in rural districts by an average of 2 
kilograms/capita by year 7 and 130,000 households moved above poverty level. As formally 
modified during the midterm review, improving food security and reducing poverty were targeted, 
with a focus on “interior” rural areas. Two additional performance targets were identified: (i) 
significant increase in production of inland fisheries, and (ii) enhanced food security in rural 
communities. In 2007, ADB approved the government’s request for a major change in scope of 
the project. The modification in project scope called for the construction of the Peliyagoda 
Central Fish Market (PCFM).2 This subcomponent had a separate impact statement as it was 
envisioned to improve efficiency in fish marketing, leading to greater food availability for poor 
consumers and higher incomes in fishing communities. 
 
 

                                                 
1  ADB. 2002. Report and Recommendation of the President to the Board of Directors: Proposed Loans to 

Democratic Socialist Republic of Sri Lanka for the Aquatic Resource Development and Quality Improvement 
Project. Manila. 

2  ADB. 2007. Major Change in Scope: Aquatic Resource Development and Quality Improvement Project in Sri 
Lanka. Manila. 
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C. Objective or Expected Outcome 

4. The sustainable management of market-driven inland fisheries and aquaculture by 
2010 was the project’s sole expected outcome. For this, a single performance target was 
identified: fish production from reservoirs increased and maintained within sustainable yield 
levels. In the case of the PCFM, the expected outcome was improved quality and lower costs 
of fresh marine fish available to Sri Lanka. This outcome was to be measured in terms of 
increases in the supply of fresh marine fish and maintaining the same within maximum 
sustainable yield levels.  

D. Components and Outputs  

5. Implemented in 6 provinces covering 10 districts, 5 components were structured to 
achieve the project’s desired impact and outcome: (A) inland fisheries and aquaculture 
development, (B) quality improvement and marketing, (C) access to credit facilitated, (D) 
institutional strengthening, and (E) project management.3 Component A was designed to bring 
about increased production of freshwater fish and other aquatic products with the participation 
of small fishers operating as CBOs and assisted by nongovernment organizations (NGOs) 
contracted by the project. Component B, quality improvement and marketing, included 
interventions aimed at improving the quality of fish and other aquatic products, model fish 
marketing facilities, increasing promotion and distribution of fish and other aquatic products, 
and furthering export of inland fisheries and aquatic plants. As an added subcomponent, the 
PCFM’s expected output was the effective distribution of fresh marine fish from boat to 
customer.  
 
6. Under Component C, facilitating access to credit, micro-credit for community 
investments, and medium- to large-scale credit for commercial investments in fisheries and 
aquaculture enterprises were to be extended. Strengthening the capacity of the National 
Aquaculture Development Authority (NAQDA) and training stakeholders and beneficiaries in 
basic methods to improve inland fishery production and water management were the preferred 
interventions under Component D. Component E, project management, aimed to support the 
timely and effective implementation of the project and the cost-effective utilization of project 
resources.  

 
E. Provision of Inputs  
 
7. ADB extended two loans aggregately amounting to $20.0 million to finance 67% of the 
cost then estimated at $30.0 million. The government committed to provide counterpart 
funding of $6.5 million while the CBOs and other private investors were expected to finance 
about $0.7 million and $1.2 million, respectively. For the micro-credit component of the project, 
the National Development Trust Fund (NDTF) committed to contribute $1.6 million. ADB 
financing covered 100% of the foreign exchange cost and 53% of the local currency cost. A 
loan of $6.2 million from ADB’s ordinary capital resources (Loan 1910) was extended for re-
lending to the National Development Bank (NDB) for subsequent onlending to participating 
financial institutions. This credit line was in turn to be made available to eligible subborrowers 
for enterprise development. A loan of $13.8 million from ADB’s Special Funds resources (Loan 
1911) was also provided to finance other components of the project. 
 

                                                 
3  North Central (Anuradhapura, Polonnapura), Northwestern (Kurunegala, Puttalam), Sabaragamuwa (Ratnapura),  

Uva (Badulla, Moneragala), Southern (Hambantota), and Central (Nuwara Eliya, Matale). 
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8. With two imprest accounts established for the project, final disbursements reached 
$21.3 million at loan closing date. Project expenditures were $37.16 million, exceeding the 
projected $28.5 million at appraisal mainly because of the government’s additional contribution 
for the PCFM. Expenditures for both Components A and D exceeded the budgeted amounts 
because of the delayed commencement and extra civil works required for the aquaculture 
development centers. Consulting services requirement was estimated at 197 person-months 
comprising 51 international and 146 domestic person-months.  
 
F. Implementation Arrangements 
 
9. The implementation arrangements that were conceived at appraisal were designed to 
ensure efficiency and control within the project while fostering and maintaining clear lines of 
communications and effective cooperation with and among the various stakeholders involved, 
including CBOs, NGOs, and the private sector. The project completion report (PCR) explicitly 
noted that these were followed throughout project duration and such arrangements worked 
well. The Ministry of Fisheries and Aquatic Resource Development (MFARD) was the overall 
executing agency for the project. Its secretary chaired the project steering committee 
responsible for guiding overall direction of the project and ensuring overall coordination of 
activities between the project and other government programs and projects. The NAQDA was 
the lead implementing agency for Components A, B, D, and E. The project management office 
(PMO), which was headed by a project director, was responsible for administering, 
implementing, monitoring, reporting, and coordinating all project activities. The PMO, as 
observed by the PCR, was staffed by competent personnel and operated effectively in the 
field. The project’s credit component, also as outlined in the report and recommendation to the 
President (RRP), was implemented by the NDB and the NDTF. The NAQDA played a 
facilitative role in project implementation. The University of Peradeniya handled Component B, 
dealing with fish health laboratory. A project implementation unit under the MFARD 
administered the construction of the PCFM. 

II. EVALUATION OF PERFORMANCE AND RATINGS 

A. Relevance of Design and Formulation 

10. The PCR4 rated the project relevant both at appraisal and at completion. At appraisal, 
the project was explicitly aligned with the country’s government policies on rural sector 
development, which in turn, coincided with ADB’s poverty reduction partnership agreement 
that focused on poverty alleviation through rural development.5 It remained relevant when it 
was completed because its thrust of expanding fisheries and aquaculture corresponded with 
the government’s development policy framework. 6  That the project invested heavily in 
capability building, small fishers’ mobilization and training, private sector development through 
partnership agreements, and promoting greater access to economic and social services for the 
marginalized members of rural communities further underscored the project’s relevance to 
ADB’s strategic agenda of inclusive economic growth.7 
  

                                                 
4  ADB. 2011. Completion Report: Aquatic Resource Development and Quality Improvement Project in Sri Lanka. 

Manila. 
5  ADB. 2002. Poverty Reduction Partnership Agreement between the Democratic Socialist Republic of Sri Lanka and 

the Asian Development Bank. Manila. 
6  Department of National Planning, Ministry of Finance and Planning. 2010. The Emerging Wonder of Asia: Mahinda   

Chintana – Vision for the Future. Colombo. 
7  ADB. 2008. Strategy 2020: Long-Term Strategic Framework of the Asian Development Bank, 2008–2020. Manila. 
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11. A few design changes and subsequent deviations from the output targets, scope, and 
activities ensued during implementation but these did not significantly diminish the relevance 
of the project. Minor changes were adopted to suit the evolving needs of the project. For 
instance, peace and order problems in some parts of the project or inadequate demand for the 
targeted outputs prompted the implementing agency to abandon or scale down the planned 
mariculture laboratory, PPP of carp culture in estate tanks, retail fish market development, and 
fish receiving stations. Constraints in fish supply for processing forced the cancellation of the 
tilapia filleting plant. The requirement that 30% of trainees be women was pared down to 20% 
also because of the limited number of women involved in fisheries. The major change made to 
the project scope was the reallocation of the unspent credit budget for the construction of the 
PCFM. Due diligence studies of the demand for credit by the CBOs and the lending policies 
and procedures of the contracted lending institutions were not properly observed. While these 
changes indicated weaknesses in project design, the project’s components remained relevant 
and did not adversely affect the attainment of outputs and outcome. Thus, the validation rates 
the project relevant. 

B. Effectiveness in Achieving Project Outcome 

12. The PCR rated the project effective in achieving the target outcome of supporting the 
management of market-driven inland fisheries and aquaculture by 2010. Project effectiveness 
was accomplished mainly by introducing sound fishery management in 97 minor perennial 
tanks consisting of 10,075 hectares (ha) and 283 seasonal tanks covering an area of 3,129 ha 
designed to increase yield and thereafter maintain it within sustainable level. Accordingly, 
annual culture-based production of freshwater fish from these inland waters by small fishers 
operating as CBOs increased by 47% from 30,000 tons in 2002 to more than 52,400 tons in 
2010. This was equivalent to an annual growth rate of more than 7% per annum. The target of 
56,000 tons was expected to be reached with the increased volume of fish seed available for 
culture. Production of fish seed was recorded at 48 million compared to the RRP target of 20.0 
million and the 3.0 million attained in 2002, 47% of which originated from 25 CBO-operated 
hatcheries and 150 private hatcheries. The ex ante average annual fish yield in tanks went up 
from 45 kilograms (kg)/ha to some 300 kg/ha in 2010, a yield level already considered as 
optimum. Meanwhile, aquatic plant production for export from PPP enterprises amounted to 
some 7.2 million pieces in 2010 exceeding the 6.0 million envisaged at appraisal. The target 
export volume of 18 million pieces of ornamental freshwater fish by year 7 was taken out 
during the midterm review as this activity was considered a predominantly private sector 
undertaking already. The target of introducing self-regulation management systems by 
strengthened CBOs in 50 medium-sized and large reservoirs as a way of improving resource 
management and fish production was attained. All this came about as new fish seed 
production facilities were constructed, the amendments to the NAQDA charter were passed, 
500 CBOs were mobilized and strengthened, and about 5,000 CBO members trained in 
fisheries and aquaculture production.  
 
13. The other components of the project generated outputs that further contributed to the 
achievement of the target outcome. Investment in aquaculture-related enterprises by the 
private sector and small fish farmer, which was targeted to reach $5.0 million by 2010, was 
exceeded by $0.4 million. Of the $5.4 million investment generated, $3.6 million originated 
from the CBOs. Of the six pilot or model projects planned to be established, only four were 
completed because private investors did not respond to the call for demonstrating red tilapia 
farming and carp production in estate ponds. At completion, the model projects on freshwater 
prawn farming, milkfish culture, brine shrimp farming, and ornamental aquatic plant tissue 
culture were contributing to improved techniques and greater production by fisheries and 
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aquaculture as they also drew support from the adaptive research activities of the project. At 
loan closing, five adaptive research programs also produced the results envisioned at 
appraisal. These were on tilapia cage culture, fish seed production, genetic improvement of 
cultured fish, fish feed production at Udawalawe and sperm cryopreservation.  

14. As the project also aimed for improved fish quality and marketing, a fish health 
laboratory established under the project had already served 450 clients, published 9 research 
papers, conducted 6 special investigations, and held 50 training programs for NAQDA and 
other agencies, undergraduate, and graduate education. A brackish water fish health 
management and water quality-monitoring laboratory also initiated by the project had served 
1,400 shrimp farmers, conducted 170 special investigations, and trained university students. In 
communities, 94 CBO members were sponsored to train in post-harvest handling and fish 
processing.  

15. Nonetheless, the two credit programs were delivered only partially. The NDB managed 
the credit scheme for medium- and large-scale enterprises while the NDTF managed the 
micro-credit scheme direct to the CBOs. These interventions performed below expectations 
with the NDB disbursing only 11.3% of its budget as loans to 121 small- and medium-sized 
enterprises out of the 500 enterprises targeted, and the NDTF extending loans amounting to 
about 8.5% of what was budgeted to 23 CBOs. The PCR indicated that the NDTF’s 
cumbersome lending procedures restricted access to the micro-credit subcomponent financed 
through the NDTF since they required potential clients to become partner organizations before 
they can borrow. This required substantial strengthening of small rural community-based 
organizations in bookkeeping skills and leadership training, which the project sought to provide 
to help improve access to micro-credit. The demand for the credit line being implemented by 
NDB was weak, which NDB attributed to the availability of cheaper credit schemes from other 
participating financial institutions. The PCR just mentioned in passing that when the credit 
interventions were designed, both the NDB and the NDTF failed to attend the stakeholders’ 
workshops. Their participation would have meant a lot in terms of firming up the budget for 
credit and increasing the awareness of potential borrowers of both institutions’ credit policies 
and procedures.  

16. Strengthening the key institutions involved in the project proved crucial in achieving the 
target outcome. Amending the charter of the NAQDA, properly vesting it with authority to 
manage aquaculture and inland fisheries and developing its technical and financial capacity to 
become a self-sustaining organization paved the way for the execution of planned activities. 
Providing the NAQDA with infrastructure support such as the construction of its new office, five 
regional extension offices, and water quality monitoring unit improved the efficiency of the 
agency. By operating an aquaculture information system developed through the project, the 
NAQDA was able to provide timely technical information despite initial setbacks due to staff 
turnover. The PCR observed though that the system’s database required updating to include 
other parameters that were financial in nature. Human resources development initiatives were 
successfully pursued by allowing 76 technical staff of the NAQDA to undergo in-country and 
overseas training programs and workshops and two graduate courses and improving the 
capacities of 291 nontechnical staff and 48 extension staff of the agency through training and 
skills enhancements. The target of having women as 30% of trainees was reduced to 20% 
during the midterm review. At completion, the actual proportion was 16%. While still below the 
target, the PCR deemed it as a good achievement, considering the limited number of women 
who were actively involved in aquaculture. The NAQDA’s own fisheries and aquaculture 
training center was also made operational a year before the project closed.  
 



7 
 

17. Support to project management established a PMO within the NAQDA ahead of project 
start-up. It assumed a key coordinating role for all project administrative and technical support 
services. The PMO, with minimal turnover and no formal project performance monitoring 
system in place, was found competent in these roles as evidenced by the completion of most 
components by the end of the project. Delays encountered were attributed to the slow 
processing of amendments to the NAQDA charter and the Fisheries and Aquatic Resources 
Act. NGOs were recruited for community mobilization but later the NAQDA provided 
incremental staff for this task, which effectively internalized these skills. 
 
18. Overall, the targeted outcome of the project components, other than the minor credit 
programs, was generally achieved and continued to effectively generate the results envisaged at 
appraisal. Performance targets at the end of the project for indicators relating to increases in 
production of better quality inland fisheries and aquatic products, active involvement of small 
fishers in community-based fisheries, self-regulating management of inland water resources 
for optimum yields, enhanced technical capability of the staff of agencies that implemented the 
project, functioning support services for small-scale fishers such as training, research and 
extension, higher rate of participation by women in the affairs of the CBOs, and higher 
incomes for small fish producers and traders were realized. Results of the social impact 
assessment study conducted by the NAQDA in 2010 confirmed the effectiveness of the project 
in attaining its expected outcome.8 Overall, the validation rates the project effective.  

C. Efficiency in Achieving Outputs and Outcome 

19. The PCR rated the project highly efficient. The economic analysis yielded an economic 
internal rate of return (EIRR) of 22.7% based on the incremental stream of benefits from the 
production of 10 project-supported districts over a 20-year period from the date the project 
commenced. Sensitivity tests conducted revealed that the EIRR remained at above 18% if fish 
yields were to decrease by 10% or production costs were to go up also by 10%. The PCR 
claimed that the high EIRR reflected the robustness of returns from community-managed, 
culture-based fisheries in the country’s tank environment. The overall EIRR was calculated at 
16%. This validation finds the assumptions and methodology used in the viability analysis, as 
presented in Appendix 5 of the PCR, plausible and appropriate. 

20. Since the PCFM only officially opened in March 2011, the PCR opined that it may be 
too soon to observe trends in fish consumption, yield sustainability of marine fisheries, 
efficiency of the market, functionality of the PCFM under a public–private trust agreement, and 
improvements in fish quality, hygiene, and reliability. 

21. The project was weighed down during the design stage by some unrealistic deadlines 
relating to legal procedures and planned civil works, which initially slowed down 
disbursements. Disbursement improved significantly at midterm when funds for the credit 
component were reallocated for the construction of the PCFM and funds were released for 
activities intended to strengthen the NAQDA and the CBOs. The PCR noted that legislative 
amendments to the NAQDA and Fisheries and Aquatic Resources Acts delayed 
commencement of civil works related to NAQDA up to 2 years. These resulted in subsequent 
delays in initiating civil works. Efforts were made by the PMO in completing its planning ahead 
of approvals. These ensured that activities were successfully completed by the time of loan 
closure. It is noted that the project experienced a very low utilization of the credit line (para. 

                                                 
8  NAQDA. 2010. Aquatic Resources Development and Quality Improvement Project: Social Impact Assessment 

Study. Colombo. 
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15). The credit component was scaled down and the unused funds were released to build the 
PCFM (para. 3). The implementation delays and the low credit demand were addressed during 
the course of project implementation. Nonetheless, these affected the efficiency on the use of 
resources. Considering the high economic benefits and the project implementation delays 
together, the validation rates the project efficient.9  

D. Preliminary Assessment of Sustainability 
 
22. The PCR rated the project most likely to be sustainable. The financial analysis yielded 
a financial internal rate of return (FIRR) of 17.5%. A strengthened NAQDA with sufficient legal, 
technical, and institutional capacity to support the fisheries sector, CBOs that already acquired 
business maturity, fishery society federations that by loan closing transformed themselves as 
veritable business bases for further vertical integration into fish marketing and processing, 
availability of fish seed production facilities with laboratory testing services, equipment and 
extension support, a well-established and liquid quasi-autonomous fisheries training institute, a 
SLRs1.0 billion credit line opened by the MFARD with the Bank of Ceylon after the project 
closed for ventures into marine and inland fishery enterprises at reasonable rates of interest, 
and a well-managed PCFM under public–private trust agreement were facilitated during 
implementation. The PCFM was deemed financially viable with an FIRR of 15% on the 
premise that the market rental rate was about 50% higher than what was proposed at the pre-
feasibility stage by the MFARD. Such rate reflected cost recovery for both investment cost and 
operations and maintenance (O&M) cost, profit margin, and the willingness to pay of traders. A 
policy environment that favored the development of the subsector and a financial reevaluation 
that attested to the Aquatic Resource Development and Quality Improvement Project’s 
financial viability also augured well for the project’s sustained operations even after the loan 
officially closed. However, upscaling of pilot demonstration ventures by the private sector has 
yet to fully manifest. Involvement of the private small and medium-sized enterprises was lower 
than envisaged. Hence, the validation downgrades the project to likely to be sustainable 
(footnote 9). 

E. Impact  

23. The social impact assessment study commissioned by the NAQDA in 2010 revealed 
that in the 10 districts covered by the project, poverty level of some 320,000 household-
beneficiaries went down by as much as 19 percentage points, which exceeded the target. This 
came about as annual catch per CBO member and, correspondingly, annual incomes have 
more than doubled during the project period. Although these income levels remain lower than 
the national average for the rural sector, the study finding reveals that the project had targeted 
the poorer sections of the community, and that the potential for further increasing their 
incomes exists. The PCR, however, rightly asserted that the attainment of this impact cannot 
solely be attributed to the project. For one, at the time the project was ongoing, several private 
sector initiatives were also taking place. By 2010, the annual consumption of fish in the 
districts increased by 2.3 kg/capita surpassing the 2.0 kg/capita target. The project greatly 
enhanced the legal, institutional, and technical capacity of the NAQDA to sustainably manage 
inland water resources in both the project and adjacent areas via the community-managed and 
culture-based approach to fishery production. Aggregate production thus has been expected 
to double between 2010 and 2018 and this should directly contribute to increased food 
security and diminished poverty with improvement of livelihood, nutrition, and employment 

                                                 
9  The operations department did not agree with the revision of the rating in the draft validation report. 
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opportunities in the rural communities. From these documented evidences, the project 
appears to have made a significant impact. 

III. OTHER PERFORMANCE ASSESSMENTS  

A. Performance of the Borrower and Executing Agency 

24. The performance of the borrower and the executing agency was highly satisfactory. 
The PCR noted the government’s commitment to complete the project primarily through the 
provision of sufficient counterpart funds to see through the fruition of the construction and 
operation of the PCFM, and early and adequate staffing of the PMO. It closely monitored and 
steered the progress of the project, acted promptly to resolve implementation issues and 
demonstrated managerial competence and efficiency to meet ADB requirements to keep the 
project on track. The validation also rates the borrower and executing agency performance as 
highly satisfactory. 

B. Performance of the Asian Development Bank  

25. The PCR rated ADB’s performance as highly satisfactory and the validation also rates 
it highly satisfactory. It carried out one inception mission, six review missions, one midterm 
review mission, two special review missions, and one project completion review mission. All 
these were undertaken at regular intervals so that project progress could be monitored and 
reviewed closely. ADB was responsive to government requests for facilitation and early 
resolution of proposed implementation changes as it interacted closely with all project 
stakeholders, reallocation of funds in accordance with the evolving needs of the project and 
got the most out of these reallocated funds. ADB also maintained a good working relationship 
with the PMO to ensure effective implementation of the project. 

C. Others  

26. The recommended measures to mitigate potential adverse environmental impacts 
stipulated during the initial environment examination (IEE) were adopted during 
implementation. These measures included monitoring of the chemical and biological quality of 
water in the tanks, introducing new species of fish that was not harmful to the indigenous fish 
species to promote biodiversity in the tanks, and using biological control methods to limit the 
spread of the invasive water hyacinth. As such, environmental impacts were minimal. In the 
case of the PCFM, an IEE was likewise undertaken, and subsequently cleared and approved 
by ADB. A public–private trust agreement entered into by the borrower and the Ceylon 
Fisheries Corporation ensured the PCFM’s continued operations. The borrower through the 
MFARD established a SLRs1.0 billion credit facility with the Bank of Ceylon after the project 
closed, the purpose of which was to provide loans at reasonable rate of interest to those 
venturing into marine and inland fisheries enterprises. Prescribing a minimum proportion of 
women trainees was highlighted as an important element in project design. The PCR did not 
indicate any resettlement-related issue.  
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IV. OVERALL ASSESSMENT, LESSONS, AND RECOMMENDATIONS  

A. Overall Assessment and Ratings 

27. The PCR rated the project successful. This validation also rates the project successful 
(see table). The project was relevant to the government’s strategies and policies, and to ADB’s 
operational strategy for Sri Lanka. The project invested heavily and succeeded in small fishers’ 
mobilization and training, training of its front-line staff, building of the necessary research 
infrastructure, providing extension and marketing support, developing financially sustainable 
CBO businesses, promoting strong partnerships among the concerned government agencies, 
NGOs, private entities, and the project beneficiaries themselves. These in turn helped 
catalyzed the targeted beneficiaries to participate in capacity-building activities and promote a 
self-regulatory system for the management of inland fisheries and aquaculture such that fish 
production during the project period doubled. These resulted in the project achieving its 
mandates of increasing rural incomes and accordingly alleviating rural poverty, improving food 
security, and improving nutrition as fish consumption grew. Timely reallocation of funds to the 
construction of the PCFM that has set off improvement in marketing and marine fish quality 
more than made up for these initial failures. 

Overall Ratings 

  Criteria PCR IED Review Reason for Disagreement and/or 
Comments 

Relevance Relevant  Relevant   

Effectiveness in 
achieving outcome 

Effective  Effective   

Efficiency in achieving 
outcome and outputs 

Highly efficient 
 

Efficient 
 

Implementation delays and the low 
credit demand affected efficiency 
on the use of resources (para. 21). 

Preliminary 
assessment of 
sustainability 

Most likely 
sustainable  

Likely sustainable 
 

Upscaling of pilot demonstration 
ventures by the private sector has 
yet to fully manifest. Private small 
and medium-sized enterprises are 
still less involved (para. 22). 

Overall assessment Successful  Successful   

Borrower and 
Executing Agency 

Highly 
satisfactory 

Highly satisfactory  

Performance of ADB Highly 
satisfactory 

Highly satisfactory  

Impact Not rated 
 

Significant Refer to para. 23. 

Quality of PCR  Satisfactory 
 

Refer to para. 31. 

 ADB = Asian Development Bank, IED = Independent Evaluation Department, PCR = project completion report. 
 Source:  ADB Independent Evaluation Department 
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B. Lessons 

28. Based on what transpired during the project’s life, seven key lessons valuable to both 
the borrower and to ADB were drawn out in the PCR. This validation is in conformity with the 
PCR that implementation delays and changes in scope could be averted by (i) adopting a 
sector approach to enhance simplicity and effectiveness; (ii) organizing a strong PMO that is 
detached from the executing agency; (iii) training in-house of contracted staff of the 
implementing agency for social mobilization rather than contracting an outside entity to be 
more sustainable; (iv) allocating longer lead time for activities that require complex legal and 
administrative actions; (v) regularly reviewing and updating the design and monitoring 
framework to aid in monitoring; (vi) designing a credit facility based on market demand; and 
(vii) properly regulating community-based enterprises to promote sustainable and profitable 
businesses. This validation further adds that any conduit institution for a credit facility needs to 
undergo a thorough due diligence in terms of its lending policies and procedures, and that key 
players (i.e., NDB and NDTF) must be required to participate in stakeholder consultations so 
that a credit facility can be designed realistically based on market demand and actual 
experiences of lending agencies.   

C.  Recommendations for Follow-Up 
 
29. This validation agrees with the recommendations of the PCR. The NAQDA needs to 
assess the adequacy of the database structure of the national inland fisheries and aquaculture 
information system with the view of including other parameters like financial data on the CBOs, 
the operational effectiveness of the National Inland Fisheries and Aquaculture Training 
Institute and the progress of fisheries societies and district federations in relation to their 
prospects for sustainable operations. Follow-up action should also be pursued to settle 
modalities for using the revolving fund lodged at the NDB noting the low demand for credit. 
Post-project monitoring and evaluation (M&E) must be institutionalized within the NAQDA to 
ensure sustainability of gains achieved by all project participants, i.e., government agencies, 
NGOs, CBOs, and fish farmers. Schemes that should maximize the utility of the training 
centers, research, and the markets after the project must be worked out.  

V. OTHER CONSIDERATIONS AND FOLLOW-UP 

A. Monitoring and Evaluation Design, Implementation, and Utilization 

30. A rapid social assessment survey during project preparation, which ultimately served 
as the project’s baseline study, was conducted to gather information on the number of 
beneficiaries and their socioeconomic statuses. The baseline survey was not based on actual 
field data but confined to the assessment of secondary data. Following the project design, a 
PMO-commissioned impact assessment survey was undertaken in 2010 to shed light on 
poverty and income issues in the project areas. It had captured enough income data at a 
sufficient level of detail to permit comparison of post-project income of beneficiaries and other 
welfare indicators with pre-project situation using national income statistics. A national inland 
fisheries and aquaculture information system was established at the NAQDA in 2007 to 
provide timely and accurate information for managing inland fisheries and aquaculture. Its 
operations were considered by the PCR as effective after initially being disrupted by staff 
turnover. Except for these M&E-related initiatives, no formal project performance monitoring 
system as envisaged at appraisal was installed at the PMO. This notwithstanding, the PCR 
found that progress reporting was efficient and CBO activities were regularly monitored. 
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B. Comments on Project Completion Report Quality 

31. The formulation of the PCR is consistent with Project Administration Instruction 6.07 of 
ADB particularly in assessing outcomes, impact, relevance, effectiveness, and efficiency. The 
enumerated lessons and recommendations are clearly drawn from the findings of the report. It 
has a straightforward presentation and detailed analysis of the impact, outputs, and issues. 
The midterm review version of the design and monitoring framework has an outcome indicator, 
which the PCR claimed to have been refined later.10 No further qualifications on this claim are 
indicated in the PCR. Appraisal targets and actual performance are clearly compared. The 
financial and economic analysis in Appendix 5 was very thorough and instructive. The 
conservative assumptions, project parameters that included standard and specific conversion 
factors, constant prices, and methodology used were sufficient and up to standards. However, 
this section of the PCR could have been enhanced if the financial analysis results were 
reckoned against the computed weighted average cost of capital. Based on the foregoing, this 
validation deems the quality of the PCR as satisfactory.  

C.  Data Sources for Validation 
 
32. This validation made use of the following data sources: RRP, PCR, back-to-office 
mission reports (BTORs), and project processing documents. 

D. Recommendation for Independent Evaluation Department Follow-Up 

33. The project achieved the outcome envisaged at design. Virtually all output targets were 
accomplished by closure. The PCR recommended that the Independent Evaluation 
Department consider conducting a project performance evaluation report (PPER) to assess 
the performance of the PCFM, effectiveness of the research programs, and replication of PPP 
enterprises. This validation agrees with this position. It further suggests that the PPER, if 
undertaken, should focus on the status and results of the recommended initiatives in para. 29. 

 

 

                                                 
10  See paragraph 8 of the PCR. 
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