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I. PROJECT DESCRIPTION 
 
A. Rationale 

1. The Tonle Sap is arguably the most important inland wetland in Southeast Asia. It 
supports a large population through its enormous fisheries productivity and water supply and 
provides the last refuge for some of Asia’s most globally significant biodiversity. The natural 
resources of the Tonle Sap are a source of conflict among stakeholders. Inequality of access 
rights, growing population pressure, severe poverty, insufficient or nonexistent rights of tenure, 
and cultural and ethnic differences placed the lake's ecosystem and the population that 
depends on it at risk. The 25 years of conflict and strife diminished the ability to tackle these 
issues at all levels of Cambodian society. In recent years, many have become increasingly 
concerned that development and unsustainable exploitation of the Tonle Sap's natural richness, 
especially clearing of the flooded forest for cash cropping and illegal fishing, threatens the Tonle 
Sap. 

2. In response, the Government of Cambodia established the Tonle Sap Biosphere 
Reserve (TSBR) in February 2001 as a focal point of environmental management. 
Management of the TSBR was a great challenge for the government. The analysis of 
problems and opportunities in the report and recommendation of the President (RRP) showed 
that (i) natural resource management coordination and planning for the TSBR were weak, (ii) 
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communities designated as key players were not organized for natural resource management 
in the TSBR, and (iii) the management capacity to conserve biodiversity in the TSBR was 
inadequate.1 

3. A series of progressive reforms introduced by the government in the fisheries sector in 
2000 gave fishing communities responsibility for sustainable fisheries management and, 
therefore, access to fisheries resources that were formerly auctioned off to the private sector. 
More than half of the commercial fishing lot areas were moved from private concessions to 
local communities. The communities were unprepared to take on the responsibilities of 
fisheries management, and the government and its fisheries department came under pressure 
to manage the transition. 

4. The Tonle Sap Initiative was launched by the Asian Development Bank (ADB) in 2002 to 
reduce poverty and improve management of natural resources of the Tonle Sap and within the 
TSBR.2 It was recognized that sustainable management and conservation of natural resources 
and biodiversity should be considered from the perspective of the basin feeding the Tonle Sap.3 
In this context, the Tonle Sap Environmental Management Project, the first of four projects of 
the Tonle Sap Initiative was to initiate a framework within which subsequent projects could (i) 
address generic management and conservation concerns, (ii) propagate community-based 
natural resource management, (iii) promote sustainable livelihoods, (iv) pioneer stewardship of 
core areas by communities, (v) upgrade basin-wide research and database development, or (vi) 
encourage extension services in place of regulation. 
 
B. Expected Impact 

5. The goal of the project was the sustainable management and conservation of natural 
resources and biodiversity in the Tonle Sap Basin. The performance indicator was: “systems and 
capacity for natural resource management and biodiversity conservation are in place and 
functioning.” 
 
C. Objectives or Expected Outcomes 

6. The objectives of the project were to enhance systems and develop the capacity for 
natural resource management coordination and planning, community-based natural resource 
management, and biodiversity conservation in the TSBR. The corresponding indicators were (i) 
stronger natural resource management coordination and planning in the TSBR by the end of 
year 5, (ii) community-based natural resource management in the TSBR facilitated by the end of 
year 5, and (iii) management capacity for biodiversity conservation in the TSBR built up by the 
end of year 5. 
 
 

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

Assistance Grant to the Kingdom of Cambodia for the Tonle Sap Environmental Management Project. Manila. 
2  

The Tonle Sap Initiative had four major projects: ADB. 2002. Report and Recommendation of the President to the 
Board of Directors: Proposed Loan and Technical Assistance Grant to the Cambodia for the Tonle Sap 
Environmental Management Project. Manila. (Loan 1939-CAM, for $10,910,000, approved on 21 November); ADB. 
2005 Report and Recommendation of the President to the Board of Directors: Proposed Asian Development Fund 
Grant to the Cambodia for the Tonle Sap Sustainable Livelihoods Project. Manila. (Grant 0034/0035-CAM, for 
$19,738,000, approved on 21 December); ADB. 2007. Report and Recommendation of the President to the Board 
of Directors: Proposed Loan and Asian Development Fund Grant to the Cambodia for the Tonle Sap Lowlands 
Rural Development Project. Manila. (Loan 2376-CAM, for $10,100,000, approved on 5 December); ADB. 2009 
Report and Recommendation of the President to the Board of Directors: Proposed Loan and Asian Development 
Fund Grant and Administration of Grants and Loan to the Cambodia for the Tonle Sap Poverty Reduction and 
Smallholder Development Project. Manila. (Loan 2599-CAM, for $3,400,000, approved on 8 December). 

3 The Tonle Sap Initiative was further strengthened in ADB. 2005. Tonle Sap Basin Strategy. Manila, This strategy 
gave geographic focus and direction across sector to ADB’s country strategy and program for Cambodia. 
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D. Components and/or Outputs 

7. The project had three components:  
(i) Component 1: Strengthening natural resource management coordination and 

planning in the TSBR. The planned outputs were (a) coordination framework 
and information dissemination mechanism, (b) TSBR mapping and environment 
information database, and (c) improved regulation and management plans.  

(ii) Component 2: Organizing communities for natural resource management in the 
TSBR. The planned outputs were (a) an implementation structure, (b) training 
courses and workshops on leadership and how to disseminate documents and 
information for community fisheries and (c) technical packages in support of 
sustainable livelihoods.  

(iii) Component 3: Building management capacity for biodiversity conservation in 
the TSBR. The planned outputs were (a) management capacity centers and 
plans, and protected management units; (b) monitoring and management 
systems; and (c) programs that promote biodiversity conservation awareness, 
education, and outreach. Component 3 was implemented by the United Nations 
Development Programme (UNDP) and funded by the Global Environment 
Facility (GEF). It was administered as a separate project called the Tonle Sap 
Conservation Project (TSCP), which is expected to be completed in 2011. 
 

8. Under component 1, output 1 was the establishment of a coordination framework and 
information dissemination mechanism. The TSBR secretariat was established for coordination 
and planning. A TSBR environmental information database was developed to include 
information on communes, community fisheries organizations (CFOs), agriculture, and rural 
development. A national environmental education and awareness campaign was formulated 
and implemented. Output 2 was the mapping of the TSBR, which completed orthophotomaps 
and aerial photography for the TSBR and area maps for each of the 178 CFOs. The 
placement of physical markers to delineate biosphere zonation and boundaries of fishing lots 
was only 40% complete. Output 3, carried out by a technical assistance (TA) grant for 
Improving Regulatory and Management Framework for Inland Fisheries, led to a Royal Decree 
on Establishment of Community Fisheries (effective 29 May 2005), a subdecree on 
Community Fisheries Management (effective 20 March 2007), prakas 4  on Guidelines for 
Community Fisheries (approved 13 July 2007), and a General Fisheries Plan for Management 
and Development of Tonle Sap (completed by the Food and Agriculture Organization of the 
United Nations [FAO] in April 2004).5 

9. Under component 2, output 1 formulated and put in place an implementation structure 
for establishing and empowering CFOs, including strengthening provincial implementation 
units and providing training courses and workshops on how to disseminate documents and 
information for community fisheries. Output 2, aimed at empowering communities, activated 
community leadership and established 178 CFOs. Boundary agreements and endorsements 
were obtained for each of these. Community fisheries area management plans were prepared 
for all of the CFOs; of these, 131 plans were integrated into commune development plans. For 
output 3, villages helped evaluate technical packages supporting sustainable livelihoods and 
design alternatives. 

10. Under component 3, output 1 established and equipped three core area management 
centers and two protected area management units.6 Staff were trained to manage protected 

                                                 
4 In the Cambodian legal system, a prakas or proclamation is a ministerial or interministerial decision signed by the 

relevant minister(s). A proclamation must conform to the constitution and to the law or subdecree to which it refers. 
5 ADB. 2002. Technical Assistance to the Kingdom of Cambodia for Improving Regulatory and Management 

Framework for Inland Fisheries. Manila (TA 3993-CAM, for $540,000, approved on 21 November). 
6 This component was implemented by UNDP as the TSCP and was funded by GEF. 
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areas. The Ministry of Environment developed and approved core area management plans for 
Boeung Tonle Chmar, Prek Toal, and Stung Sen. Under output 2, a biodiversity monitoring 
program was developed by the Wildlife Conservation Society, which worked with the Ministry of 
Environment to develop and establish a rapid response mechanism for the seasonal protection 
of biodiversity. Surveys identifying biodiversity threats were undertaken. Nongovernment 
organizations (NGOs) were recruited to implement a program of alternative livelihood 
improvements in five provinces. Output 3 developed an environmental awareness, education, 
and outreach program for the TSBR. Three floating education centers were built in Kampong 
Thom (Stung Sen core area), Kompong Chhnang, and Pursat provinces. The Greater 
Environment Chong Kneas Office at Chong Kneas was refurbished and equipped with new 
display panels. Manuals and textbooks were finalized and endorsed by the Ministry of 
Education, Youth and Sport. Training of trainers was conducted. 

11. This validation considers both the presentation and discussion of outputs of the project 
completion report (PCR) to be complete and objective.7 
 
E. Provision of Inputs 

12. ADB funding of $10.9 million was predominately for components 1 and 2, with only 
$240,000 budgeted to support activities under component 3. The presentation of ADB costs and 
disbursements could have been improved by including explanations of deviations. In particular, 
the actual borrower contribution was $2.34 million, well below the appraisal estimate of 
$3.91 million. International consultant costs were $4.44 million, exceeding the appraisal 
estimate of $2.51 million. The cost of national consultants was $35,815 compared with the 
appraisal estimate of $1.49 million. The PCR did not provide an explanation for these 
deviations. The disbursements presentation (footnote 7, Appendix 3) provided only ADB and 
government disbursements, and excluded those by GEF and UNDP. The PCR noted there were 
no consolidated records of detailed disbursements of funds from other financiers. The PCR 
provided a fair assessment of conformance to the project schedule and explained the delays. 
 
F. Implementation Arrangements 

13. The PCR described the implementation arrangements but did not discuss their 
adequacy to deliver the project outputs and outcomes. This validation assesses the 
implementation arrangements as complex, noting the multiagency structure with both project 
implementation offices and field units; and the implementation of component 3 as a separate 
project under the administration of UNDP. The PCR provided a complete and fair assessment 
of conditions and covenants as well as the status of compliance of each covenant in Appendix 
5. This validation concurs with the PCR’s assessment of compliance. The assessment of the 
related TA for Improving Regulatory and Management Framework for Inland Fisheries 
(footnote 5) was complete and fair. The assessment of the procurement and consultant 
recruitment was also complete and fair, and presented the deviations and difficulties. By the 
end of 2004, the project was 6–12 months behind schedule because of problems with the 
disbursement of counterpart funds and difficulties in contracting the United Nations 
Educational, Scientific and Cultural Organization (UNESCO) and FAO. UNESCO was never 
recruited, and other arrangements were made. 8  The Cambodian Fisheries Administration 
sought improvements in FAO’s proposal, and recruitment was delayed 12 months. This 
validation notes these difficulties were eventually overcome. The PCR performance 
assessment of the consultants, contractors, and suppliers was complete and fair. It rated the 
performance of consultants generally satisfactory, although the FAO team leader had to be 

                                                 
7 ADB. 2010. Completion Report: Tonle Sap Environmental Management Project in Cambodia. Manila. 
8 An international consultant was recruited for the TSBR environmental database and an NGO was recruited for 

national education and awareness campaign. 
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replaced twice. This validation agrees with the PCR assessment of consultant performance. 
The PCR noted that contractors and suppliers performed well and completed their work on 
time. 
 
II. EVALUATION OF PERFORMANCE AND RATING  
 
A. Relevance of Design and Formulation 

14. The PCR rated the project design and formulation highly relevant from appraisal to 
completion in its consistency with ADB’s country strategy and program, soundness of design, and 
adequacy of its formulation (footnote 7). The PCR noted that the assumptions and risks 
associated with continuing government support were not adequately addressed at the project 
design stage. However, the project framework did state assumptions and risks related to 
government commitment to the sustainable management of the TSBR, community-based natural 
resource management, and biodiversity conservation. While most of the activities of the project 
can be considered capacity building or institutional strengthening, the assistance modality was a 
loan rather than a TA grant, which increased government ownership of the project. The 
government’s willingness to borrow was an indication of its commitment to the project at the 
design and formulation stage. The project was timely in responding to the government’s need to 
(i) build capacity in natural resource management institutions at all levels, (ii) organize community-
based natural resource management, and (iii) put in place an effective management regime to 
protect biodiversity in the Tonle Sap. The PCR noted a major flaw in the design that it did not 
adequately assess long-term government institutional support for the project and, hence, the risks 
associated with continuing government support for the project outcomes. The project design could 
have better assessed long-term government institutional support for the project, and the project 
framework could have been clearer about the expected results and safeguards provided in view of 
the institutional deficiencies that have affected the functioning of the TSBR secretariat. In addition, 
the framework could have been better designed with respect to the statement of expected results 
and measurable targets. Overall, this validation rates the design and formulation relevant. 
 
B. Effectiveness in Achieving Project Outcomes 

15. The PCR rated the project effective. However, the discussion in the PCR did not 
directly address the project sustainable management and conservation of natural resources in 
the TSBR, developing the capacity for community-based natural resource management, and 
biodiversity conservation in the TSBR. The legal and regulatory environment was enhanced 
through the TA for Improving Regulatory and Management Framework for Inland Fisheries 
(footnote 5). Government agencies responsible for fisheries management were strengthened 
to allow them to fulfill their mandate better. Communities were given greater access to 
fisheries resources and participation in natural resource management through the creation and 
development of CFOs. Biodiversity conservation and management were strengthened through 
the creation of area management units and core management centers, and systems for 
biodiversity monitoring and enforcement were put in place. However, it was not very 
successful in strengthening the TSBR secretariat, particularly its ability to coordinate the 
interest of the various stakeholders effectively. Nevertheless, the Tonle Sap Authority, 
established by the government, and the Cambodia National Mekong Committee (the host for 
the TSBR) are working toward achieving the project’s intended outcomes, including rezoning 
and demarcating protected areas in the biosphere (project output 1.2); and engaging the 
government, NGOs, and civil society on key hydrological and environmental issues affecting 
basin development through integrated water resource management and planning (project 
outputs 1.1.3 and 1.1.5). The TSBR work carried out as part of the project may have prompted 
the Tonle Sap Authority and the Cambodia National Mekong Committee to undertake these 
initiatives. Overall, this validation rates the project effective. 
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C. Efficiency of Resource Use in Achieving Outputs and Outcomes 

16. The PCR rated the project efficient. However, it did not provide sufficient justification for this 
rating. An economic analysis was not performed during project preparation or prepared during the 
PCR preparation. Because of the nature of the project and the absence of economic analysis, this 
validation bases its rating on how well resources were used in achieving the outcome and outputs. 
The government’s actual contribution was less than the appraisal estimates. ADB’s internal 
management of the TA was adequate. Minor problems occurred in recruitment of consultants (i.e., 
failure to recruit UNESCO and delays in the recruitment of FAO and NGOs) by the executing 
agencies and some delays in mobilizing counterpart contributions during the project’s initial years 
were experienced. Coordination between the project components and the TSCP was administered 
by UNDP and funded by the GEF could have been better.9 The outcome was achieved within the 
project’s budget estimate at the time of appraisal. On balance, this validation assigns a rating of 
efficient. 
 
D. Preliminary Assessment of Sustainability 

17. The PCR did not provide a rating for sustainability, but it raised concern over the 
absence of continued funding of some activities initiated by the project. The PCR noted the 
absence of sustained funding for the TSBR secretariat. It also noted that the national 
education and awareness campaign was not in place. Livelihood activities are continuing but 
are restricted by the lack of extension services. The core area management centers in the 
TSBR do not seem to be functioning as planned, while management and monitoring activities 
are ongoing. The validation process assesses the sustainability of the outcomes achieved 
during the economic life of the project and the associated risks. The necessary legal and 
regulatory environment has been set up to assist the coordination of the community-based 
natural resource management. Government agencies responsible for fisheries management 
were strengthened to allow them to fulfill their mandates better. The laws and regulations 
produced under component 1 are expected to guide fisheries management in the Tonle Sap. 

18. Communities were given greater access to fisheries resources and participation in 
natural resource management through the creation and development of CFOs. The Royal 
Decree on the Establishment of Community Fisheries and associated regulations provide a 
mandate for supporting the CFOs, which should ensure their sustainability in the short and 
medium term. The PCR stated that all 178 CFOs are still active and operating to supervise and 
protect their management boundaries. On 27 July 2010, an article in the Cambodia section of 
ADB’s website highlighted the ongoing operation of the CFOs and the cooperation of the 
fisheries administration.10 The validation also notes that the project was designed to improve the 
legal framework and institutional environment in the Tonle Sap to facilitate future investments 
under the Tonle Sap Initiative. Biodiversity conservation and management were strengthened 
through the creation of area management units and core management centers, and systems for 
biodiversity monitoring and enforcement were put in place in the TSBR. The TSCP, implemented 
by UNDP, is expected to be completed in 2011. The sustainability of this component depends on 
continued funding of the biodiversity conservation and management programs. The PCR did not 
directly address the future funding of these programs. However, this validation notes this 
component should be evaluated and validated separately as ADB funding was limited. 

19. Tonle Sap and its critical importance in maintaining the natural biodiversity wealth of 
the lower Mekong subregion and Cambodia in particular, will continue to receive national and 
international attention and support to safeguard its sanctity. This validation rates the project 
likely sustainable. 

                                                 
9 The PCR noted that links between the project and TSCP were unclear, and the interpretations of its 

implementation appeared to be different. 
10 www.adb.org/Documents/feature-stories/2010/cam-protecting-heart.asp?p=cammain 
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E. Impact  

20. The PCR did not provide a rating for impact. It explained that identifying the project’s 
impact on socioeconomic and environmental conditions would require pre- and post-project 
assessments, which were not provided for in the project design. However, the PCR provided a 
qualitative assessment of beneficial impacts: (i) more community participation in natural resource 
management, (ii) greater forest protection and less illegal cutting of flooded forests, (iii) better 
biodiversity conservation, (iv) respect for fish sanctuaries and CFO boundaries, (v) empowerment 
of local communities through the creation of CFOs, and (vi) livelihood improvement for some local 
communities. This validation finds that the project has strengthened Cambodia’s ability to make 
more efficient, equitable, and sustainable use of its human and natural resources. The explicit 
institutional development outcomes are discussed in the section on effectiveness. These 
outcomes will likely have impact on transparency, accountability, predictability, and participation in 
governance. This validation finds the project has had a moderate impact on the protection of 
biodiversity in the complex Tonle Sap ecosystem, which continues to face threats from 
uncontrolled developments in the outer floodplain that destroy much of its habitat. 
 
III. OTHER PERFORMANCE ASSESSMENTS  
 
A. Performance of the Borrower and Executing Agency 

21. The PCR rated the performance of the executing agency, the Ministry of Agriculture, 
Forestry, and Fisheries (MAFF), satisfactory. The PCR also rated the performances of the 
implementing agency, project implementation offices, and project implementation units. The 
PCR noted that the many government departments responsible for the project made 
coordination difficult. This validation notes the delays in consultant recruitment slowed the 
implementation of project activities. The MAFF needs to take some responsibility for these 
delays. It is also noted that MAFF was slow in mobilizing counterpart funds. In addition, an 
ADB loan disbursement mission found that all components of the project were borrowing ADB 
funds from the imprest account to finance government counterpart expenditures.11 The mission 
also noted that the financial management manual for externally-financed projects in 
Cambodia12 does not authorize such a procedure. This validation finds the performances of the 
borrower and executing agency partly satisfactory. 
 
B. Performance of ADB 

22. The PCR rated ADB’s performance highly satisfactory. This validation notes the quality of 
the RRP, the preparation of a detailed project administration memorandum, the 15 missions 
fielded, and efforts to educate the project implementing agencies about ADB procedures for 
project implementation, consultant recruitment, procurement, bid evaluation, and disbursement. 
It also notes the government’s evaluation of ADB’s performance, which found that ADB showed 
consistent oversight and interest in the project with support for contract approval and project 
implementation.13 However, the PCR noted that the formulation and design did not adequately 
assess the risks associated with continuing government support for project outcomes. This 
affects the project’s quality at entry. Overall, this validation rates ADB’s performance satisfactory. 
 
 
 

                                                 
11  Back-to-Office Report: Loan Disbursement Mission to Cambodia (18–20 December 2005). 
12  Ministry of Economy and Finance. 2005. Standard Operating Procedures for Externally Financed 

Projects/Programs in Cambodia. Phnom Penh. 
13 Project Management Coordination Office. 2009. Completion Report: Tonle Sap Environmental Management 

Project. Phnom Penh (February). 
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C. Other 

23. The PCR did not discuss safeguards, governance, and anticorruption; fiduciary aspects; 
or government assessment of the project, except to confirm that the borrower submitted its PCR 
in February 2009 in compliance with the loan covenants. 
 
IV. OVERALL ASSESSMENT, LESSONS, AND RECOMMENDATIONS  
 
A. Overall Assessment and Ratings 

24. The project is rated relevant. The project design was consistent with the strategies of 
the government and ADB. The choice of modality (a loan as opposed to a TA grant) increased 
government ownership. The project framework could have been clearer on the statement of 
expected results. The implementation arrangements were complex as components 1 and 2 
included multiple government agencies as well as multiple consultants and service providers, 
and component 3 was implemented through parallel financing. 

25. The project was effective in achieving its overall outcome. The legal and regulatory 
environment was enhanced through the associated TA for Improving Regulatory and 
Management Framework for Inland Fisheries (footnote 5). Government agencies responsible for 
fisheries management were strengthened to allow them to fulfill their mandate better. The project 
helped communities gain greater access to fisheries resources and participation in natural 
resource management through the creation and development of CFOs. Biodiversity 
conservation and management were strengthened through the creation of area management 
units and core management centers, and systems for biodiversity monitoring and enforcement 
were put in place in the TSBR. However, the lack of financial resources is still affecting the 
smooth functioning of the TSBR, and the TSBR strategy is still awaiting approval. 

26. While the outcome and outputs were achieved within the project budget, some delays 
were noted in recruiting consultants, mobilizing counterpart contributions, and coordinating 
between ADB-funded components 1 and 2, and the GEF-funded, UNDP-administered 
component 3. Overall, the project was efficient as these shortcomings were not material to the 
overall project objectives. 

27. The project is likely sustainable. Legal and regulatory improvements in the fisheries 
management sector are in place. Most CFOs are functional, and they are managing and 
protecting their community resources. The project has attempted to strengthen Cambodia’s 
ability to make more efficient, equitable, and sustainable use of its human and natural resources. 
The explicit legal and institutional development outcome and the project outputs will likely impact 
on transparency, accountability, predictability, and participation in governance. More importantly, 
the Tonle Sap will continue to receive attention from international donors and nationally funded 
project initiatives aimed at limiting the negative impact of development on its resources. 

28. Given the complexity, scale and wide range of stakeholder involvement, this validation 
concurs with the PCR’s overall successful rating of the project. 
 
Ratings PCR IED Review Reason for Disagreement/Comments
Relevance Highly relevant Relevant The project design was consistent with the strategy of the 

government and ADB. The choice of modality (loan as 
opposed to a TA grant) increased government 
ownership. The design could have assessed better long-
term government institutional support for the project, and 
the project framework could have been clearer regarding 
the statement of expected results and safeguards 
provided against the institutional deficiencies that have 
affected the functioning of the TSBR secretariat. 
Implementation arrangements were complex including 
multiple government agencies and the implementation of 
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Ratings PCR IED Review Reason for Disagreement/Comments
component 3 through parallel financing. 

Effectiveness in 
achieving 
outcome 

Effective Effective The fisheries sector has improved. The institutionalization 
of the project initiatives started effectively under the 
Tonle Sap Authority. 

Efficiency in 
achieving 
outcome and 
outputs 

Efficient Efficient This validation was based on how well resources were used 
in achieving outcomes. While the outcomes and outputs 
were achieved within the project budget, some delays were 
noted in recruiting consultants, mobilizing counterpart 
contributions, and coordinating between ADB-funded 
components 1 and 2 and the GEF-funded, UNDP-
administered component 3. 

Preliminary 
assessment of 
sustainability 

Not rated Likely See paras. 17–19. The PCR did not make an 
assessment. 

Borrower and 
executing agency 

Satisfactory Partly 
satisfactory 

Validation found the recruitment of consultants was very 
slow. Provision of counterpart funds was delayed, which 
resulted in imprest account funds being used to fund 
counterpart contributions. 

Performance of 
ADB 

Highly 
Satisfactory 

Satisfactory More effective donor coordination could have been 
carried out to resolve participation from UNESCO and 
FAO, helping to avoid delays in project implementation 
and ensuring better quality at entry. 

Impact Not rated Moderate Progress was made under the project, but the project 
could have played a stronger role in unifying the 
institutions mandated for Tonle Sap protection. 

Overall 
assessment 

Successful Successful  

Quality of PCR  Partly 
Satisfactory 

There was insufficient data on project costs, 
disbursements, and deviations in financing. More 
information should have been provided on the efficiency 
rating given the absence of an economic analysis. 

 
B. Identification of Lessons 

29. This validation agrees with the lessons in the PCR. Coordination between the ADB-
funded components 1 and 2, and the GEF-funded, UNDP-administered component 3 was 
lacking. While the project design was well conceived with three separate but interrelated 
components, the parallel financing arrangements and the creation of a separate TSCP appear 
to have made it difficult to coordinate and integrate the project’s components. Although the 
TSCP is still ongoing with completion planned in 2011, the project PCR has already been 
completed. ADB internal procedures somehow reinforce the notion that these were two 
separate projects. In addition, the PCR team did not have complete information on the 
activities and disbursements of component 3. Another important lesson is the poor quality of 
the project framework, which lacks clearly identifiable performance indicators, preventing a 
robust evaluation. 
 
C. Recommendations for Follow-Ups 

30. This validation generally agrees with the recommendations in the PCR. However, with 
respect to the recommendation on implementation arrangements (para. 67), this validation 
notes that they were complex, although three government implementing agencies may have 
been necessary to get the project started. Provincial implementation units were needed at that 
time because the government lacked sufficient capacity.. The complexity of the 
implementation arrangement resulted more from the decision to work with three United 
Nations agencies to carry out the project. The project monitoring and coordination office also 
had to recruit and contract international consultants, national consultants, and NGOs. As the 
office was inexperienced, it may have been overwhelmed in the process. This validation 
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recommends that future projects adopt a more integrated approach to selecting and 
contracting consultants and service providers. 
 
V. OTHER CONSIDERATIONS AND FOLLOW-UP 
 
A. Monitoring and Evaluation Design, Implementation, and Utilization  

31. The PCR stated that there had not been a formal assessment of outcomes or impact on 
socioeconomic and environmental conditions, which would have required both pre- and post-
project assessments. Empirical results linking activities, outputs, and outcomes on 
socioeconomic and environmental conditions were lacking. The project design does not have a 
rigorous monitoring plan and needs an improved quantitative set of indicators to measure 
results.  
 
B. Comments on Project Completion Report Quality 

32. The PCR could have been improved by explaining the lower-than-expected government 
disbursements and the cost deviations (higher-than-expected international consultant costs and 
lower-than-expected national consultant costs). The PCR evaluations of performance were not 
always pertinent. In particular, it did not directly address the project objectives in assessing 
effectiveness. In addressing efficiency, it did not provide sufficient justification for its rating. The 
PCR also should have provided explicit ratings and clear justifications for sustainability and 
impact. 
 
C. Data Sources for Validation 

33. Data sources included back-to-office reports, the PCR prepared by ADB, the PCR 
submitted by the executing agency, the RRP, and the midterm evaluation of TSCP prepared by 
UNDP. Discussions with ADB project officers and senior operations analysts were also used for 
the validation. 
 
D. Recommendation for Independent Evaluation Department Follow-Up 

34. It is recommended that consideration be given to preparation of a project performance 
evaluation report that would evaluate all projects under ADB’s Tonle Sap Initiative (footnote 2) to 
assess how ADB’s assistance has helped preserve this valuable ecosystem. Some aspects need 
more detailed examination including (i) the role of the project in the Tonle Sap Initiative and Tonle 
Sap Basin Strategy; (ii) the link between the livelihood activities in the project and the Tonle Sap 
Livelihood Project; (iii) the evolution of the institutional mechanisms for management of the TSBR, 
which began with the TSBR secretariat and functioned under the project and now appears to have 
been incorporated into the Tonle Sap Basin Authority; (iv) the operation of the CFOs and their 
ongoing role in natural resource management of the Tonle Sap; (v) the implication of UNDP 
implementing component 3; and (vi) the problems recruiting FAO and UNESCO after being 
directly selected to implement key activities. 
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REGIONAL DEPARTMENT’S RESPONSE TO THE 

PROJECT COMPLETION REPORT VALIDATION REPORT 
 

 
On 16 June 2011, Director, Independent Evaluation Division 2, Independent Evaluation 
Department (IED), received the following comments from the Cambodia Resident Mission, 
Southeast Asia Department: 
 

We have reviewed IED’s earlier draft project completion report validation report 
circulated to us and its final draft that was sent to us for review by the Southeast 
Asia Environment, Natural Resources and Agriculture Division. We appreciate 
that the comments we made to IED on the earlier draft have been incorporated in 
the final draft. Therefore, we have no formal comment to make on the final draft. 
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