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I.  PROJECT DESCRIPTION 

 
A. Rationale 

1. The project was designed to be consistent with the poverty reduction focus of the 
Government of Nepal in its 10th National Development Plan by providing rural water supply 
and sanitation (RWSS) facilities and services to improve community health and provide 
income generation opportunities to about 1,200 communities in 21 districts. The project was 
also designed to build the capacity of local authority institutions (district development 
committees [DDCs] and village development committees), reflecting the government’s 
commitment to decentralized decision making by focusing implementation at the district 
level. With its strong community-based approach, the project was to help rectify historical 
inequities in RWSS service provision to remote districts (midwestern and far western 
development regions), and to focus on providing service to previously underserved 
communities and families in areas where access to RWSS was limited due to gender, caste, 
or ethnicity. 
 
B. Expected Impact 

2. The project framework, as presented in the report and recommendation of the 
President,1 described the expected impact as “Human development through 
sustainable improvement in the water supply and sanitation (WSS) sector.” The 

                                                
1
  ADB. 2003.  Report and Recommendation of the President to the Board of Directors: Proposed Loan to the 

Kingdom of Nepal for the Community-Based Water Supply and Sanitation Sector Project. Manila.  
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original performance indicators were (i) measurable improvement in national water 
and sanitation availability for all residents of remote areas, (ii) improved sanitation 
and hygiene and health practices in local communities, and (iii) reduced incidence of 
waterborne disease and child mortality due to diarrheal diseases.   

3. In the course of the project, the indicators were strengthened2 to include the 
following: (i) water supply coverage increases by 15.0% of the rural population from 
the 71.6% baseline water coverage in 2002, (ii) water supply coverage in project 
districts’ population increases by 30% from the baseline water coverage in 2002 
(individual districts have different baseline water coverage), (iii) sanitation coverage 
increases by 15% of the rural population from the 20% baseline sanitation coverage 
in 2002, (iv) sanitation coverage increases by 30% from the different, individual 
baseline coverage in the project districts’ population, (iv) reduction in the incidence of 
diarrheal disease by 30% at community level, and (v) reduction in mortality rate by 
15% among children under 5 years old in the project districts. 

C. Objectives or Expected Outcomes 

4. The project framework presented the expected outcome (described as Purpose) as 
being able to “Provide improved WSS services through a community-based approach to 
support the government’s poverty reduction and decentralization programs.” The associated 
targets at outcome level in the original Performance Framework were (i) 3% national 
increase in availability of safe drinking water attributable to the project, (ii) 20% reduction in 
time spent collecting drinking water by participating communities, (iii) participating districts 
ranked in lower half using district selection criteria, (iv) low sanitation risk status achieved for 
all participating communities (more than 50% coverage), and (v) 50% reduction in incidence 
of waterborne diseases in participating communities. These outcomes were strengthened to 
enable (i) 850,000 people (design population) to have access to drinking water and 
sanitation facilities, (ii) at least 50% of the 1,200 subprojects are targeted to underserved 
groups living below the poverty line, (iii) at least 90% of households in project communities 
report increase in water consumption at household levels, (iv) 20% reduction in time spent 
collecting drinking water in participating communities, and (v) 21 DDCs capable of planning 
and managing community-based WSS projects.  
 
D. Components and Outputs 

5. The project was designed with two components. The RWSS component 
included (i) community mobilization and capacity building for sustainability; (ii) 
construction of community water supply and sanitation services; (iii) a health and 
hygiene program; and (iv) a gender, caste, and ethnic minority program. The 
institutional strengthening component sought to (i) strengthen the DDCs to provide 
WSS services, and (ii) support the decentralization policy of the Department of Water 
Supply and Sewerage (DWSS). 

E. Provision of Inputs  

6. The total cost of the project was estimated at $35.7 million, including $2.3 million for 
duties and taxes. The foreign exchange cost was estimated at $12.1 million or 34% of the 
total project cost, including $0.7 million interest for the ADB loan during construction ($12.8 
million actual cost). The local currency cost was estimated at $23.6 million equivalent, or 

                                                
2
 Back to Office Report dated July 2006, based on the ADB Review Mission during 16–30 June 2006, which 
noted the application of a results-based approach to the original Project Framework and its replacement with a 
Design and Monitoring Framework.   
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66% of the total project cost ($24.1 million actual cost). The RWSS component cost estimate 
was $27.8 million ($30.9 million actual) while the institutional strengthening component cost 
estimate was $3.1 million, which was the same as the actual cost.     
 
F. Implementation Arrangements 

7. The Ministry of Physical Planning and Works (MPPW) was the executing agency but 
delegated its authority to the DWSS for the execution of the project. A project management 
unit (PMU) was established under the DWSS at the central level. A national project steering 
committee, chaired by the Secretary of MPPW, guided the PMU and facilitated interagency 
coordination. The MPPW formed the sector stakeholder group, again chaired by the 
Secretary of MPPW to (i) coordinate interventions supported by external funds and the 
government, and (ii) coordinate the exchange of information.  
 
8. The DDCs of participating districts were the implementing agencies at district level. 
Each DDC entered into a project agreement with the MPPW. Accordingly, in consultation 
with the chairperson of the DDC, the MPPW appointed the head of the Water and Sanitation 
Support Unit Office (WSSUO). A core team of DDC staff was hired for each WSSUO under 
contract with the DDC and in consultation with the PMU. Each DDC formed a district water 
coordinating committee, chaired by the chairperson of the DDC, to provide guidance and to 
coordinate the activities of DDCs, village development committees, and the communities. 
The head of the Water Supply and Sanitation Divisional Office was the secretary of the 
district water coordinating committee. There was no major change in the implementation 
arrangements.  
 
9. At project preparation, consultant services were estimated to require 1,217 person-
months, with project management consultants at the central level requiring 336 person-
months and 881 person-months at the district level. At the central level, the PMU procured 
one project management consultant to support the unit, and five consulting contracts (one 
contract per batch of districts) at the regional level to support the rural water and sanitation 
component of the project. All expected inputs of the project management consultant and the 
five regional consultants were fully utilized. 
 
10. Implementation risks were identified at the project design stage and these included 
the level of commitment of the communities to the project (which did not inhibit the project), 
and inadequate nongovernment organization (NGO) capacity (which inhibited the project).  
Covenants were broadly adequate and all were complied with apart from five covenants, 
which were methodologically unsound as these were outcomes of the project and, as such, 
could not be used as covenants.     
 

II.  EVALUATION OF PERFORMANCE AND RATINGS 
 
A. Relevance of Design and Formulation  

 
11. The PCR rated the project relevant.3 This validation also assesses the project 
relevant, based on several reasons. It was relevant at the time of design, having 
been designed to be consistent with poverty reduction focus of the Government of 
Nepal in its 10th National Development Plan, and it remained relevant during 
implementation and at the time of completion. The project was also consistent with 
ADB’s strategies for the country and conformed to ADB’s country operational 

                                                
3
 ADB. 2012.  Completion Report: Community-Based Water Supply and Sanitation Sector Project in Nepal. 
Manila. 
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strategy for Nepal (2003–2005) at the time of approval.4 The project scope and the 
design of its rural component were relevant to achieve the intended project outcome 
and impacts because these were based on a community-based and demand-driven 
participatory approach, which was one of the strategic directions of the ADB country 
strategy and program update at the time of approval. The project design also had 
some weaknesses. First, the project design did not adequately anticipate the impact 
on the projects’ efficiency as a result of the geographical remoteness and limited 
accessibility of the selected districts, and these contributed to the inefficiencies 
generated by the slow project start. Second, the project design of the NGO’s 
technical capacity could have been assessed more accurately. 
 
B. Effectiveness in Achieving Project Objectives 

12. The PCR rated the project effective and this validation also rates the project 
effective. In particular, the project achieved its objective of supporting the government’s 
poverty reduction program with its emphasis on a community-based approach, including a 
gender and social inclusion strategy, and promoting the participation and empowerment of 
excluded and disadvantaged groups. The project was effective in providing services to 
previously underserved communities and families whose access was limited due to 
gender, caste, ethnicity, and geographical remoteness. At project completion, 568,177 
people were reported to have access to drinking water and sanitation facilities, and the 
time spent collecting drinking water was reduced by around 50%. District WSS committees 
were established in all 21 DDCs, enabling DDCs to be capable of planning and monitoring 
water supply and sanitation programs at district level. Output performance presented in the 
PCR (paras. 10–19) reinforces the view that the targeted poor have benefited and this 
would also imply achievement of the poverty dimension of the project outcome (i.e., DDCs 
selected beneficiary communities and utilized approved project criteria for community 
selection).      
 
C. Efficiency of Resource Use in Achieving Outputs and Outcomes 

13. The PCR rated the project efficient. The estimated average economic internal rate of 
return (EIRR) was 74% for the 14 subprojects and 73% for the project, which are both very 
high and exceeding the estimate of 68% at project design. For individual subprojects, the 
EIRRs ranged from 5% to 140%. The PCR notes that the wide variations are a function of 
the great differences in subproject contexts—scheme size, distance between source and 
settlement, population, and household size—which all affect EIRR performance. It is also 
noted in the PCR that if intangible benefits (i.e., community empowerment) could be 
measured, the project would have a substantially even higher EIRR than at design stage.   
 
14. The project, nonetheless, had the following weaknesses that affected the project’s 
efficient implementation. First, the project design did not adequately anticipate the impact of 
the geographical remoteness and limited accessibility of the selected districts on the 
projects’ efficiency, which caused the slow start of the project. Second, efficiency could also 
have been improved if the NGO’s technical capacity had a more accurate assessment 
during project design. This project resource did not have adequate capacity that contributed 
in part to the slow project start. The finalization of the detailed engineering design of the 
water supply subproject was also delayed, and numerous cases of delay in design 
finalization were reported due to the poor quality of reports, hence, requiring substantive 
revisions to improve the quality of the design reports. These delays also contributed to the 
slow start of the project. Considering both the very high EIRRs in the economic analyses of 

                                                
4
 ADB’s Country Strategy and Program update (2003–2005) for the social sectors emphasized the development 
of adequate infrastructure and services in rural areas at the time of project approval. 
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the PCR and these identified weaknesses in project implementation, this validation assesses 
the project efficient in achieving its outcomes and outputs.        
 

D. Preliminary Assessment of Sustainability 

15. The PCR’s preliminary assessment of sustainability for the whole project is 
rated likely and this validation also rates the project likely sustainable. A striking 
feature of the project is the success enjoyed by the participating communities in 
contributing to the planning, developing, construction, and operation and 
maintenance (O&M)—and these have demonstrably generated the communities’ 
ownership and capacity to undertake O&M. It is reported in the PCR that all water 
user and sanitation committees (WUSCs) are operating the water supply systems, 
undertaking maintenance and occasional repairs with the support of trained village 
maintenance workers, and raising the monthly tariff to undertake these tasks. The 
WUSCs have cash balances in their O&M accounts. Most WUSCs are collecting 
monthly cash tariffs from the benefited households to remunerate village 
maintenance workers for their regular O&M work. The monthly water tariffs are at 
low rates and are affordable to all households, including the poor. However, it is also 
noted that sustainability can be affected if major capital investment is required for 
major repairs or maintenance and there is a potential risk for this to happen due to 
landslides or monsoon floods.   

16. Since project completion, the DWSS has provided continuous support to WUSCs 
willing to improve their sanitation situations. Based on project outputs, the DWSS, in 
consultation with local bodies, has provided follow-up support to subprojects in the coverage 
area. As a result, 69 subproject areas (10% of the total) were declared open defecation-free 
areas as of 15 July 2012. As noted in Appendix 8 of the PCR, sanitation awareness is 
observed to have grown significantly after the project. It is reported that the project 
contributed a 45% increase in sanitation coverage in the subproject areas surveyed for the 
PCR.  
 
E. Impact  

 
17. This validation rates the project impact significant, the same as the PCR’s rating. 
Human development through sustainable improvement in water supply and sanitation is 
demonstrable (PCR, Appendix 1, Design and Monitoring Framework). This is evident in the 
following: (i) water supply coverage among the rural population increased from the baseline 
data of 72% to 89% or an increase of 17%; (ii) water supply coverage in the project districts’ 
population increased by a range of 7%–34%; (iii) sanitation coverage among the rural 
population increased from the baseline data of 20% to 30%, or an increase of 10%; and (iv) 
sanitation coverage in the project’s district households increased from the 20% baseline data 
to 33%, or an increase of 13%. 
 
18. Baseline and end line survey data on incidence of diarrheal disease were not 
available and qualitative information collected from the PCR mission’s field visit was used to 
present achievement. As a result of increased access to clean water, sanitation facilities, 
and arsenic-free water, incidences of diarrheal and other waterborne diseases were 
significantly reduced in the subproject areas. In addition, no deaths were recorded due to 
waterborne diseases in 118 households surveyed during impact assessment by the DWSS. 
The child mortality rate was reduced, according to the project completion review sample 
survey.     
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III.  OTHER PERFORMANCE ASSESSMENTS 
 
A. Performance of the Borrower and Executing Agency 

19. The PCR rated the performance of the borrower and executing agency satisfactory. It 
confirms that organization and management were generally consistent with the agreed 
arrangements per the original design, but that the level of local government involvement and 
of the DDCs, in particular, was less than expected during project implementation. Practical 
difficulties encountered included the following: (i) delayed appointment of project staff by 
DDCs, (ii) lack of incentives and inadequate hardship allowances, (iii) lack of clarity in the 
line of command and accountability, (iv) the acting DDC chairperson and the local 
development officer were preoccupied with other political issues, and (v) the head of the 
WSSUO had dual responsibilities and, thus, preoccupied with other tasks.   
 
20. It is noted that weak linkages between the DDCs and WSSUO during the first year of 
the project were addressed during project implementation. Communication between the 
WSSUO and the DDCs was improved by deputizing the division chief of the Water Supply 
and Sanitation Divisional Office to the WSSUO and by having the Ministry of Local 
Development (MLD) appoint a focal person for the project at the central level. MLD’s focal 
person participated in quarterly progress review meetings, issued a directive to all project 
districts, and instructed the heads of DDCs to coordinate with the heads of WSSUO.  
 
21. During the design of the project, decision makers at the MPPW, MLD, Ministry of 
Finance, and National Planning Commission had fully acknowledged the project’s role in 
implementing the government’s decentralization framework. However, the PCR reports that 
government’s commitment did not fully translate horizontally at the ministries and their 
offices at lower echelons, and at the DDCs. Overall, this validation rates the performance of 
the borrower and executing agency in meeting the responsibilities assigned in the 
implementation plan satisfactory. 
 
B. Performance of the Asian Development Bank 

22. The performance of ADB was rated satisfactory in the PCR and this validation 
also assesses it satisfactory. In particular, the PCR states that the midterm review 
mission adjusted the subproject implementation period by overlapping some 
activities of the planning and development phases, which reduced subproject 
implementation by 6 months. In addition the PCR notes that each review mission 
gave priority in monitoring the implementation of a gender, caste, and ethnicity 
awareness and empowerment strategy to ensure the active participation of women 
and disadvantaged groups in all WUSC activities. This may have reinforced the 
strong impetus of the community-based approach. ADB organized monthly meetings 
with the project management team to monitor contract awards, disbursement, 
counterpart funding, and other implementation issues, which improved overall project 
performance. 

C. Others  

23. On social safeguards, the project has developed gender, caste, and ethnic minority 
guidelines and prepared a gender and social inclusion implementation plan with measurable 
monitoring indicators to increase access by disadvantaged groups and castes to WSS 
facilities. All project activities were planned and implemented to ensure that all men, women, 
and children from all castes (including Dalits), ethnic minority groups, and poor groups have 
equitable access to improved WSS facilities.  
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24. The project supported the development of materials and training packages focusing 
on gender, caste, and ethnic minority issues; provided training; and carried out awareness 
campaigns at district and community levels. It provided orientation on gender, caste, and 
ethnicity to 23,967 beneficiaries of 690 subprojects in 21 districts, of which 52% were 
female. Of the total 6,265 members in 690 WUSCs formed in 21 districts, 52% are female, 
19% are Dalits, and 14% belong to ethnic minorities—almost proportionate to the district 
population representation of Dalits and ethnic minorities. However, no comparable baseline 
or target data were available in the project’s design and monitoring framework (DMF). 
 
25. On land acquisition and/or resettlement, the project had no land acquisition or 
resettlement issues. 
 
26. Five covenants were considered to be not applicable during the project period as 
they were deemed to be outcome statements of the project (PCR Schedule 5, paras. 29–
33). 

IV.  OVERALL ASSESSMENT, LESSONS, AND RECOMMENDATIONS 
  
A. Overall Assessment and Ratings 

 
27. Overall, the project was rated by the PCR successful in accordance with the 
review of its relevance, effectiveness in achieving outcome, efficiency in achieving 
outcome and output, sustainability, and impact (see table). This validation also 
assesses the project successful. The design and implementation were acceptable 
and the project had more or less the development impact anticipated at appraisal. 
The project was consistent with the government’s development priorities at the time 
of approval as well as at completion. The project was implemented as conceived and 
to an acceptable level. It achieved its overall impact of expanding the coverage of 
improved WSS facilities to underserved populations—particularly to poor and remote 
areas—and improving health and hygiene practices related to waterborne and 
sanitation diseases. The project was efficient and likely sustainable. There was 
strong and effective demand for project outputs, particularly for improved WSS 
services. The WUSCs played important roles, on behalf of the water user group, in 
project planning and development. WUSC members were very active, committed, 
and responsible. 
 

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 

Efficient Efficient  

Preliminary assessment of 
sustainability 

Likely  Likely  

Overall Assessment Successful Successful  
Borrower and executing 
agency 

Satisfactory Satisfactory  

Performance of ADB Satisfactory Satisfactory  
Impact Significant Significant  
Quality of PCR  Satisfactory  

ADB = Asian Development Bank, IED = Independent Evaluation Department, PCR = project completion report. 
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Note: From May 2012, IED views the PCR's rating terminology of "partly" or "less" as equivalent to "less than" 
and uses this terminology for its own rating categories to improve clarity.  
Source: ADB Independent Evaluation Department. 

 
B. Lessons  

28. This validation agrees with the identified lessons learned. In particular, the project 
design for certain parts of the country where access to subproject sites may be difficult 
should consider clustering based on geographic contiguity and similarity in order to improve 
the efficiency of implementation, monitoring, and supervision.  
 
29. If project design includes the extensive use of NGOs as a major means of project 
implementation, their availability and capacity to undertake the role will need more careful 
consideration. As noted in the PCR, if capacity is considered inadequate, time should be 
allowed for the orientation and training of the NGOs and/or implementers.   
 
C. Recommendations for Follow Up 

30. This validation agrees with the follow-ups identified in the PCR.  Given the success of 
the community-based approach the gender, caste, and ethnic minority guidelines and 
manuals should be institutionalized by integrating these into the Ministry of Urban 
Development’s Gender and Social Inclusion Guidelines.    
 
31. This validation agrees that the preferred timing of a project performance evaluation 
report is in 2014, which would allow 3 years in which to assess the sustainability of the 
project’s outputs. However, there is no significant justification for a PPER. 
 

V. OTHER CONSIDERATIONS AND FOLLOW-UP  
 
A. Monitoring and Evaluation Design, Implementation, and Utilization 

32. In several places, the DMF lacked quantitative baselines and targets and 
needed to be revised in the course of the project. The preparation techniques of the 
DMF have evolved significantly since project design stage, but it should still be 
stressed that the DMF needs to be developed with clear outcome and output 
indicators with associated relevant, specific, and quantifiable performance targets 
against which the achievement of the outcome and outputs can be measured. 
 
33. The monitoring and evaluation system was not appropriate and was revised in 
the course of the project, but was not institutionalized. The PCR recommended for 
the institutionalization of monitoring and evaluation through the respective DDCs and 
District Water Sanitation and Hygiene Committees to sustain the benefits. There was 
an ADB follow-up on the revision of the DMF but not enough support was provided to 
enable the use of the revised indicators and targets.  
 
B. Comments on Project Completion Report Quality 

34. This validation rates the quality of the PCR satisfactory. The lessons and 
recommendations are considered appropriate and relate to the PCR’s analysis. This 
validation also welcomes more qualitative information to present achievement if survey data 
are not available.  
 
35. The PCR noted a lack of clarity in the project design as to institutional strengthening 
at sector level to achieve intended institutional- and policy-level impacts. At the outcome 
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level, this is correct, but it is noted that the Component 2 output indicators (original and 
enhanced) were clear on sector-level institutional strengthening. In this respect, the 
performance of the project was satisfactory. 
  
C. Data Sources for Validation 

36. Sources of data for this validation consist of the project’s report and recommendation 
to the President, back-to-office supervision mission reports, and the ADB PCR.       
 
D. Recommendation for Independent Evaluation Department Follow Up  

37. No IED follow up is required.   
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