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Executive Summary 
 

 

The end goal of all evaluation is influence. Evaluation influence comes at various levels and in various 

types. The Independent Evaluation Department (IED) enhances the development effectiveness of the 

Asian Development Bank’s (ADB) future operations by systematically evaluating its projects, country 

programs, sector support, policies, strategies, and corporate and thematic priorities.  

 

The cornerstone of evaluation influence is the evaluation report, which must be high-quality, credible, 

timely, and relevant to user demands. It must have clear, substantiated, and actionable 

recommendations. The design, outcome, and results of an evaluation report are shaped by its motivation 

and intent.   

 

An evaluation report is most useful when it reaches both its target users and a wider public, through a 

targeted communication and dissemination strategy to a receptive audience. Evaluation information can 

lead to conceptual influence, or enlightenment, at both personal and organizational levels. It can have 

symbolic influence and be used for advocacy purposes. It can also have instrumental influence, leading 

to direct actions and changes based on evaluation information, findings, and recommendations.  

 

This report is an initiative of IED and looks at several key factors of influence: importance and motivation, 

quality of recommendations, timeliness, and communications strategy. Through seven case studies of 

selected corporate, thematic, and sector-wide IED evaluations, the report aims to assess the factors that 

contributed to the influence of these evaluations. Of the evaluations circulated to ADB’s Board of 

Directors from 2016 to 2020, these seven case studies were perceived to have been influential. The 

assessment attempted to answer two main questions through the case studies. Did the findings and 

recommendations of the evaluation lead to changes in policy, structure, or practices? What factors 

contributed to the influence of these evaluations?  

 

Regarding the factors of influence, the role of IED within the organization ensured that its evaluation 

findings received a receptive hearing. IED’s role at ADB, where it plays an important accountability 

function reporting to the Board of Directors, laid the groundwork for actions to be taken by the rest of 

the institution because of its evaluations. The timeliness of evaluations is a major determinant of the 

extent of their influence, and the potential for the use and influence of evaluation knowledge is highest 

when end users receive it when they need it most. IED’s engagement with Management and stakeholders 

increases their receptiveness to evaluations.  

  

Evaluation influence is not just affected by factors within ADB. The global development agenda and the 

practices of other multilateral development banks also determine how evaluation recommendations are 

received. For maximum influence, effective evaluation communications should reach a range of 

stakeholders and end users. Joint publications with other evaluation or development organizations will 

increase the opportunities for the use and influence of evaluations.  





 
 

 

1 

Introduction 

 

1. Using seven evaluations circulated from 2016 to 2020 as case studies, this report reviews the 

factors that contribute to the influence of independent evaluations at the Asian Development Bank (ADB), 

a multilateral development bank. The findings will be of interest to the development community in 

general, which has a keen interest in maximizing the development impact of its investments. 

 

2. The evaluation function at ADB has evolved over the years from an evaluation unit reporting to 

ADB Management to an independent department reporting to ADB’s Board of Directors (Box 1). The 

Independent Evaluation Department (IED) at ADB independently and systematically evaluates ADB 

policies, strategies, operations, and special concerns that relate to ADB’s organizational and operational 

effectiveness. Organizational processes within ADB support the active and visible follow up on the use of 

evaluation findings and recommendations. This is done through a management response to an 

evaluation’s recommendations, and tracking actions taken on recommendations, including whether (and 

how), they have been implemented if accepted. These are validated by IED and reported in the Annual 

Evaluation Review each year.  

 

Box 1: The Journey to an Independent Department at the Asian Development Bank 

 

At ADB, evaluation has come a long way since 1972, when an evaluation unit was established under the Economics 

Office to evaluate individual projects by assessing outputs in relation to inputs and expected outcomes in relation 

to actual results.
a 

 

Over the years, the evaluation office has been renamed and reorganized several times to enhance its capacity, 

functions, autonomy, and influence. The role of evaluation in the global development community has also grown 

because of an increased emphasis on improving development effectiveness.  

 

The evaluation office was formally upgraded into the Operations Evaluation Department (OED) in 2001 and tasked 

with helping ADB Management and developing member country counterparts to assess the efficiency and 

effectiveness of ADB operations.  

 

In 2004, the OED was made independent of ADB Management. From then on, it reported directly to the Board of 

Directors through its Development Effectiveness Committee (DEC). Previously, OED had reported to the ADB 

President, while the DEC oversaw its work program.
b
  

 

OED was renamed the Independent Evaluation Department (IED) in 2009, and it continues to adapt to the evolving 

needs of ADB in response to rapidly changing challenges and developments. Through all these changes, influence 

is the key goal of evaluation. 

 

a
 Independent Evaluation Department. 2014. Evaluation for Better Results. Manila: ADB. 

b
 The DEC was established by ADB’s Board of Directors in 2000 to help ensure that ADB’s programs and 

activities are achieving desired development objectives and making efficient use of ADB resources. 

Source: Independent Evaluation Department. 

 

 

3. The end goal of all evaluation is influence, and this can be broad and deep. Evaluations can 

influence personal or collective awareness and mindsets and can be used to promote desired processes 
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and outcomes, or to justify work plans and methods. They can lead to changes in policies and strategies, 

projects and programs, organizational structures, and agendas. Some influences are immediate, while 

others may take more time; some are drastic and visible, while others are incremental and hardly noticed. 

 

4. To maximize its contribution, IED must optimize the influence of its evaluations, and this report 

highlights the vital components that make this achievable.
1
 This is done through case studies of selected 

corporate, thematic, and sector-wide evaluations. The primary channel of influence is the implementation 

of action plans formulated by ADB Management in response to the recommendations made in the 

evaluation reports. 

 

5. Chapter 2 presents the assessment framework and methodology and describes how different 

uses of evaluations can lead to influence. Of the corporate, thematic, and sector-wide evaluations 

circulated to ADB’s Board of Directors between 2016 and 2020, IED selected seven as case studies:  

 

• Results-Based Lending at the Asian Development Bank: An Early Assessment (2017); 

• Policy-Based Lending 2008–2017: Performance, Results, and Issues of Design (2018); 

• Effectiveness of the 2009 Safeguard Policy Statement (2020); 

• ADB Support for Gender and Development, 2005–2015 (2017);  

• Knowledge Solutions for Development: An Evaluation of ADB’s Readiness for Strategy 

2030 (2019); 

• ADB Support for Public–Private Partnerships, 2009–2019 (2020); and  

• ADB Energy Policy and Program, 2009–2019 (2020). 

 

6. Their findings and recommendations are reviewed, and their paths of influence followed. Several 

questions are posed to assess the influence of these evaluations. Were the evaluations perceived to be 

important? Were the reports routine or specifically requested? Were the reports timely? Were the reports 

publicized and presented in forums?  

 

7. Chapter 3 presents the common attributes of, and activities because of, these influential 

evaluations. It assesses the lessons that can be learned by each. The appendixes describe the seven case 

studies in detail and contain a table summarizing their influence and the factors that contributed to it.  

 
1
 Asian Development Bank. 2020. Work Program: Independent Evaluation Department. Manila.  

https://www.adb.org/sites/default/files/page/612246/wp-2021-2023.pdf
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Evaluation Influence: Framework 

and Methodology 
  

   

8. In this chapter, the literature on evaluation influence is reviewed and a simple framework is 

proposed for assessing the influence of evaluations. The factors that contribute to the influence of an 

evaluation and the different types of use of evaluations as defined in the literature are presented. The 

chapter concludes with a description of the methodology and its limitations. 

 

A. What Makes an Evaluation Influential? 

 

9. The value and relevance of an evaluation can be assessed by how it affects organizational and 

social betterment.
2
 Evaluation influence comes at various levels and in various types. An evaluation can 

change individual attitudes, mindsets, and practices, as well as organizational policies, practices, and 

structure. It can contribute to agenda setting and changes in social norms beyond the organization. 

Evaluation influence encompasses all the events and changes triggered by the evaluation’s data, analysis, 

findings, information, recommendations, and lessons.
3
   

 

10. Some key challenges in assessing the influence of evaluations are how to measure influence, and 

how to attribute it to the evaluation.  In this report, we distinguish between the different types of 

influence and use a framework derived from the evaluation literature to trace the channels of influence 

and to identify the factors that contributed to it. 

  

11. Evaluation influence is a multidirectional, incremental, and continuing process.
4
 Figure on 

evaluation influence attempts to explain what makes IED evaluations influential by mapping the influence 

process from its origin and along its varying paths; and by identifying the factors that determine the ease 

with which evaluation information flows, is accepted, and eventually effects change.  

 

12. The origin or source of influence is the evaluation report itself. The strength of this influence is 

shaped by various attributes.  

 

13. Quality and credibility are critical. Users will scrutinize the expertise of the evaluators, as well as 

their methodology and rigor. A relevant evaluation that meets user demands is likely to be read and 

considered. While influence goes well beyond recommendations, these should be clear and actionable 

to add traction to an evaluation.
5
   

 

 

 
2
 G.T. Henry, and M.M. Mark. 2003. Beyond Use: Understanding Evaluation’s Influence on Attitudes and Actions. American Journal 

of Evaluation. 24. pp. 293–314. 

3
 This report focuses on outcomes- and results-based influence. Process use or changes due to evaluation procedures (site visits) or 

participation in evaluations are not within its scope.  

4
 K.E. Kirkhart.2000. Reconceptualizing Evaluation Use: An Integrated Theory of Influence. New Directions for Evaluation. 88. pp. 

5–23. 
5
 M.C. Alkin and J. A. King. 2017. Definitions of Evaluation Use and Misuse, Evaluation Influence, and Factors Affecting Use. 

American Journal of Evaluation. 38 (3). pp. 434-450. 
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Source: Independent Evaluation Department. 

 

14. The timeliness of an evaluation in relation to current issues will draw attention to it, which in 

turn will foster influence. The same is true of its timeliness in response to user demands, as well as its 

conjunction with major decisions and policy events.  

 

15. Urgent and emergency situations need quick responses. The immediate feedback provided by 

real-time evaluations enables improvements, adaptive management, and corrective measures to ongoing 

operations (Box 2).  

Evaluation Influence 

5a. Organizational context 

 

• Policies 

• Structure 

• Practices 

• Culture 

5b. External circumstances 

 

• Development 

partners 

• Advocacy activities 

• Events 

1. Source of influence: evaluation 

report 

2. Communication strategy 

3. Receptiveness 

4a. Conceptual use 

(mindset and 

learning) 

4c. Instrumental 

use (behavior, 

social norms) 

4b. Symbolic use 

(advocacy, agenda-

setting) 

4c. Instrumental 

use (behavior, 

social norms) 

4a. Conceptual use 

(mindset and 

learning) 
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Box 2: Just in Time: Real-Time Evaluation of ADB’s COVID-19 Response 

 

In April 2020, the Asian Development Bank (ADB) announced a $20 billion assistance package to mitigate the 

effects of the coronavirus disease (COVID-19) pandemic. This was followed by the establishment of the $9 billion 

Asia Pacific Vaccine Access Facility (APVAX) to help ADB developing member countries procure and deliver COVID-

19 vaccines. As of 13 December 2021, ADB had committed $24.01 billion to its COVID-19 response, with some 

247 projects in place. 

  

The speed of the pandemic and its effects meant that expedient action was urgently needed. However, given the 

lack of information about COVID-19, and its unprecedented unfolding, interventions were undertaken with many 

unknowns. This raised important questions about the role of independent evaluation. While there was still a clear 

need for ex post accountability, the speed of ADB’s response and the region’s changing needs required another 

role for evaluation: it had to provide timely policy advice to the Board of Directors and ADB Management.  

 

The Independent Evaluation Department (IED) began real-time evaluation of ADB’s COVID-19 response with Board 

members and ADB Management in June 2020. The evaluation was included in the updated IED work program in 

October and the evaluation approach paper was approved in November.  The evaluation sought to provide real-

time feedback on ADB operations. Focusing on ADB inputs, activities, and outputs, it assessed the challenges that 

ADB and its developing member countries (DMCs) faced during the pandemic.  

 

To provide timely advice to the Board, IED prepared a series of notes and updates in March, June, and October 

2021. Another is planned for May 2022. Each note looked at a range of issues, including the allocation of resources 

for COVID operations, the financial impact of the pandemic on ADB and its DMCs, the role of private sector 

operations in the pandemic, and the procurement of vaccines. These notes did not include recommendations and, 

to promote candor and internal dialogue, circulation was internal.  

 

The three interim notes circulated and discussed with the Board of Directors led to more in-depth discussions 

between the ADB Board and ADB Management. Based in part on the findings in the notes, ADB adjusted some of 

its policies and internal procedures. At the close of the Board and Management Retreat on 8 September 2021, 

the ADB President recognized IED’s real-time evaluations for their contributions to promoting accountability and 

the use of feedback leading to better performance.  

 

Sources: Independent Evaluation Department. 2020. Evaluation Approach Paper. Real-Time Evaluation: ADB’s 

Response to the COVID-19 Pandemic. Manila: ADB; Independent Evaluation Department. Strategic Directions and 

Achievements, 2017–2021 (draft); President’s Closing Remarks, Board and Management Retreat, 8 September 

2021. 

 

 

16. An evaluation report is most useful when it reaches both its target users and a wider public. 

Effective communication should spur interest and encourage learning.  

 

17. An evaluation should be accompanied by a communication and dissemination strategy that is 

both targeted and wide-reaching. Evaluation findings should be actively shared at the national and 

regional levels, engaging governments and development partners.
6 
  

 

18. Knowledge products—including reports, summary reports, infographics, web pages and 

brochures—must be tailored to different audiences. Products for internal and intended users will be 

different from those for an external audience, and different again for media, and for the general public. 

The hosting of knowledge events and active participation in conferences will increase the reach of and 

interest in evaluations.  

 

19. The receptiveness and openness of end users to evaluation information facilitates its use and 

influence. Interactions between evaluators and users, and engaging users during the evaluation process, 

can help increase user ownership of the evaluation. This, in turn, can foster receptiveness to the 

 
6
  UNICEF Evaluation Office. 2018. Influential Evaluations: A Selection of UNICEF Evaluations that Led to Learning and Change. New 

York: United Nations Children’s Fund. 
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evaluation’s findings.
7
 Engagement with end users to clarify their needs and the issues important to them 

increases the potential for utilization.  

 

20. A history of trust and partnership between the evaluator and end users increases the user’s 

responsiveness to findings and recommendations. An evaluator who has helped the end user improve 

efficiency or effectiveness through past evaluations is more likely to be listened to. The involvement and 

engagement of users and management during the evaluation process should not compromise the 

credibility and independence of the findings.  

 

B. What are the Channels of Influence of an Evaluation? 

 

21. When it is received and accepted, evaluation information can lead to three types of use and 

influence: conceptual, symbolic, and instrumental.
8
 

 

22. Conceptual influence—also called enlightenment—includes new learning, increased appreciation 

and understanding, and changes in attitude and mindset. This can be at the personal or collective 

(organizational) level. Since this influence is purely at the cognitive level, there are no changes in policies 

or practices. Evaluation information can inform decisions and be part of the decision process, even if the 

process does not lead to any visible action. Such influence is intangible and difficult to measure. 

Conceptual influence can lead to symbolic or instrumental use of an evaluation. 

 

23. Symbolic influence refers to evaluation that is used for advocacy purposes to promote, justify, or 

convince. Advocacy activities can also bring about new learning and change attitudes. Symbolic and 

conceptual influences can feed into each other. Symbolic use can lead to conceptual use, and vice versa.    

 

24. Box 3 discusses an example of how influence flowed from one evaluation to another, and 

eventually helped shape a country strategy.  

 
7
  M.C. Alkin and J.A. King. 2017. Definitions of Evaluation Use and Misuse, Evaluation Influence, and Factors Affecting Use. 

American Journal of Evaluation.  38 (3). pp. 434-450. 

8
  J.L. Herbert. 2014. Researching Evaluation Influence: A Review of the Literature. Evaluation Review. 38 (5). pp. 388–419; K.E. 

Kirkhart. 2000. Reconceptualizing Evaluation Use: An Integrated Theory of Influence. New Directions for Evaluation. 88. pp. 5–

23; M.M. Mark and G.T. Henry. 2004. The Mechanisms and Outcomes of Evaluation Influence. Evaluation. 10. pp.  35–57. The 

literature uses varying classifications and taxonomies of evaluation influence. This presentation of conceptual, symbolic, and 

instrumental influence is among the earliest still widely used today.   

Box 3: Influence Flows from One Evaluation to Another: 

ADB’s Engagement with Middle-Income Countries and  

the People’s Republic of China Country Partnership Strategy 

 

The Asian Development Bank (ADB) has a three-tier classification for its developing member countries to determine 

their eligibility for concessional assistance, regular assistance, or a blend of the two. ADB’s graduation policy uses 

gross national income (GNI) per capita and creditworthiness as criteria for concessional assistance; and GNI per 

capita, access to commercial capital flows, and the attainment of certain levels of institutional development as 

criteria for regular assistance. As countries improve in these dimensions, or cross certain thresholds, they will 

graduate to a higher classification.  

ADB’s engagement with middle-income countries. This evaluation in 2016 suggested that ADB should revisit the 

graduation policy’s relevance and applicability, since countries assessed as eligible for graduation may remain fragile 

and economically at risk. For example, the Cook Islands, classified as a high-income country, continues to be 

vulnerable to extreme weather events and faces considerable challenges brought about by extensive spatial 

dispersion. Kazakhstan, an upper middle-income country, has been severely affected by fluctuating international oil 

market prices.  

The United Nations Sustainable Development Goals highlight the need for continuing support as the region works 

towards zero poverty, and inclusiveness, prosperity, and resilience.  

https://doi.org/10.1177/0193841X14547230
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25. Instrumental influence encompasses direct actions and changes made based on evaluation 

information, findings, and recommendations. This includes behavior change at the personal level. At the 

program level, visible actions based on evaluation include continuation, expansion, diffusion, or 

termination. At the organizational level, these include changes in policy, procedures, structure, and 

partnerships. At the societal level, influence can lead to changes in social norms and behavior, and even 

to a development agenda. Instrumental changes can prompt further conceptual and symbolic processes. 

 

26. Organizational context and other external circumstances can facilitate or interrupt evaluation 

processes and influence pathways. It is vital to take these into account. 

 

27. Evaluation offices are shaped by their organization’s structure and policies, e.g., on funding and 

independence. A strong evaluation and learning culture will not only boost morale, it can also pave the 

way for influence. Management support for an evaluation increases its influence. Poor institutional 

In addition to examining the continuing development needs of high- and middle-income countries, the evaluation 

pointed to ADB engagements in cross-border projects, especially those that generate regional and global public 

goods. It looked at pilots and frontier policy areas, and at catalyzing the private sector in the region’s drive towards 

inclusivity and sustainability.  

Validation of the People’s Republic of China (PRC) Country Partnership Strategy Final Review. This 2020 evaluation 

concurred with ADB’s continued support for the PRC program even though the country had surpassed ADB’s 

graduation income threshold.  

The recommendations in the validation echoed the insights of the 2016 evaluation of ADB’s engagement with 

middle-income countries. It recommended that ADB should support the PRC in public health management, 

environment and climate change, and the business environment. Given the size of the PRC and its connectivity and 

interdependence with other countries, these engagements could produce considerable benefits beyond the PRC, 

creating global and regional public goods.  

Continued engagement with the PRC could also lead to a more diversified and stronger ADB portfolio, and better 

asset quality. This, in turn, could lead to additional revenue and lower borrowing costs, eventually benefiting low-

income countries. The Commission on the Role of Multilateral Development Banks in Emerging Markets in 2001 

highlighted the fact that “lending to emerging markets does not crowd out, but rather indirectly supports, lending 

to poorer countries.” 
a 

The validation recommended that ADB continue its support for innovative projects with high demonstration and 

replication value both inside and outside the PRC. Knowledge and lessons from these experiences could be 

systematically documented and disseminated to other countries.  

The validation recommended a highly selective PRC program that focuses on key institutional constraints and private 

sector development. The country partnership strategy (CPS) for the PRC, 2021–2025 acknowledged the influence of 

the IED validation in its scope and direction. This is evidenced by the following strategies and priorities in the CPS:  

• ADB will focus on areas where it can add value through innovative demonstration projects that generate 

regional public goods, knowledge, and best practices for replication.  

• The generation of regional public goods will be a central, cross-cutting theme. 

• The three strategic priorities are environmentally sustainable development; climate change adaptation and 

mitigation; and aging society and health security.  

• ADB will provide targeted support for key institutional reforms.  

• ADB will continue supporting regional cooperation and integration initiatives with an emphasis on policy 

dialogue, knowledge sharing, and regional public goods.  

 

a
  J. Gurria, and P. Volcker. 2001. The Role of the Multilateral Development Banks in Emerging Market Economies, 

Findings of the Commission on the Role of the MDBs in Emerging Markets. Carnegie Endowment for International 

Peace, EMP Financial Advisors, LLC, Inter-American Dialogue. 

Sources: ADB. 2021. Country Partnership Strategy: People’s Republic of China, 2021–2025—Toward High-Quality, 

Green Development. Manila; Independent Evaluation Department. 2016. Corporate Evaluation. Asian Development 

Bank’s Engagement with Middle-Income Countries. Manila: ADB; Independent Evaluation Department. 2020. 

People’s Republic of China: Validation of the Country Partnership Strategy Final Review, 2016–2020. Manila: ADB. 
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memory, or the absence of opportunities to learn from evaluations, limits evaluation influence.
9 
External 

circumstances outside the evaluator’s control can affect an evaluation’s influence, e.g., external 

organizations’ advocacy activities, development partners’ views, and politics.
10 

 

 

C. What was the Methodology? 

 

28. This report documents the influence of selected IED evaluations circulated to ADB’s Board of 

Directors from 2016 to 2020 and assesses the factors that contributed to their influence.
11

 The framework 

described above guided the assessments of the seven case study evaluations. 

 

29. Of the corporate, thematic, and sector-wide evaluations circulated from 2016 to 2020, seven 

were selected for this review to reflect the breadth and depth of their perceived influence. The choice of 

evaluations was informed by anonymous responses to a brief survey circulated to selected current and 

former members of the Development Effectiveness Committee (DEC) and ADB Management who were 

familiar with these evaluations.
12

 

 

30. The seven evaluation reports selected for the case studies are a mix of corporate, thematic, and 

sector-wide evaluations: 

 

a. Three corporate evaluations: 

 

i. Results-Based Lending at the Asian Development Bank: An Early Assessment;  

ii. Policy-Based Lending 2008–2017: Performance, Results, and Issues of Design; 

and 

iii. Effectiveness of the 2009 Safeguard Policy Statement. 

 

b. Three thematic evaluations:  

 

i. ADB Support for Gender and Development, 2005–2015; 

ii. Knowledge Solutions for Development: An Evaluation of ADB’s Readiness for 

Strategy 2030; and 

iii. ADB Support for Public–Private Partnerships, 2009–2019. 

 

c. One sector-wide evaluation: 

 

i. ADB Energy Policy and Program, 2009–2019.    

 

31. Analysis of the seven case studies focused mainly on instrumental use of the evaluation findings 

and recommendations within ADB, and attempted to answer two main questions. Did the findings and 

recommendations of the evaluation lead to changes in policy, structure, or practices? What factors 

contributed to the influence of these evaluations? 

 

32. The following sources were reviewed to assess the influence of these evaluations: 

 

 
9
 J.L. Herbert. 2014. Researching Evaluation Influence: A Review of the Literature. Evaluation Review. 38 (5). pp. 388–419.  

10
 M.M. Mark and G.T. Henry. 2004. The Mechanisms and Outcomes of Evaluation Influence. Evaluation. 10. pp. 35–57. 

11
 This report limits the assessment to immediate and short-term (5 years) influence. 

12
 Eleven evaluations shortlisted by IED were included in the survey, and an option was provided to write-in the name of one 

evaluation report. The eighteen survey respondents were requested to indicate their top six choices for influential evaluations. 

The single-question survey, “In your view, which six of the evaluations listed below had/will have the most influence on ADB 

strategies, policies and operations?” elicited a 44% response rate. The seven evaluations selected for this review were informed 

by these inputs. 

https://doi.org/10.1177/0193841X14547230
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a. Management Response and Development Effectiveness Committee (DEC) Chair’s 

Summary. This document indicates ADB Management’s agreement or disagreement with 

the evaluation and presents an initial plan of action with respect to its findings and 

recommendations. 

b. Management Action Record System (MARS). This system tracks subsequent actions by 

ADB in response to evaluation recommendations.
13

   

c. Updated policies, strategies, and guidance documents; and changes in practices or 

organizational structure. These were examined to confirm progress of the actions listed 

in the MARS.  

d. Reports, review processes, and consultations that reference the evaluation, its findings, 

or recommendations.  

 

33. The evidence of factors that potentially increased an evaluation’s influence—including 

motivation, intent, timeliness, and engagement with stakeholders—was based on information in the 

evaluation approach paper and in the evaluation report. The assessment of the quality of the 

recommendations was confirmed by the Management Response and the DEC Chair’s Summary. Details 

of the communication strategies, including derivative knowledge products and events, were compiled by 

the communications team of IED.  

 

34. The approach adopted for this review had several limitations. The seven evaluations for the case 

studies were selected through expert opinion and inputs from stakeholders; use of more formal criteria 

to shortlist case studies could have yielded a different list of case studies. 

 

35. The desk review was limited by the availability of and access to documented evidence of influence 

through instrumental use of evaluation findings and recommendations. Interviews with stakeholders 

could have provided stronger evidence of evaluation influence. 

 

36. The presence of strong external factors can make it difficult to attribute influence. The design of 

this review is not suited to the clear attribution of influence to a particular factor or to ascertaining the 

relative contribution of the different factors.  

 

37. The case study evaluations were circulated from 2016 to 2020. Since many of the action plans 

that arose from the evaluations have not yet been implemented, the evidence of instrumental use is weak 

for the more recent evaluations. 

 

38. Communication strategies are discussed, but their contribution to the influence of these 

evaluations could not be confirmed with certainty in this review. The conceptual use of evaluations is 

intangible and difficult to measure but it may lead to instrumental use in the long term. The methodology 

used for this review does not lend itself to confirmation of conceptual use.  

 
13

 MARS is a key element of ADB’s commitment to accountability and learning. It supports accountability by tracking Management’s 

actions on IED’s evaluation recommendations. It informs the ADB Development Effectiveness Committee (DEC) and the Board of 

Directors on the extent of ADB Management’s adoption and implementation of IED recommendations endorsed by the DEC. It 

also supports learning as the implementation of recommendations can be used to better understand the meta-implications of 

addressing the issues identified in evaluation reports. IED annually validates ADB Management’s self-assessments of actions due 

on recommendations and this is reported in the Annual Evaluation Review report. 



 
 

 

3 

Findings and Lessons 
 

 

39. This review of seven IED evaluations helped reveal the factors that determined their influence. 

The key findings and lessons from these seven case studies are summarized below. Detailed findings and 

a summary table on the use and influence of these evaluations and their contributing factors can be 

found in Appendixes 1 and 2.   

 

A. What Organizational Factors Contributed to Influence? 

 

40. IED’s role at ADB, where it plays an important accountability function, reporting to the Board of 

Directors laid the groundwork for actions to be taken by the rest of the institution because of its 

evaluations. IED is responsible for independently assessing whether programs and activities are achieving 

desired development objectives and whether efficient use is being made of ADB resources. Its evaluations 

provide specific guidance on ADB policies and operations to its Board of Directors, ADB Management, 

and donors. 

 

41. IED was mandated to produce assessments that would indicate the future direction of results-

based lending (RBL) after its pilot period and the Safeguard Policy Statement (SPS), 2009.
14

 The RBL 

evaluation helped shape the subsequent Mainstreaming RBL policy document,
15

 while the review and 

updating process of the SPS, 2009 put the SPS evaluation at the heart of all its consultations and activities.  

 

42. The ADB Board of Directors also requested IED to conduct an evaluation of the Energy Policy, 

2009 to inform its planned revision. The revised Energy Policy that was adopted in September 2021 fully 

reflects the recommendations of the IED evaluation.
16

  

 

43. Asian Development Fund donors requested that the evaluation of policy-based lending (PBL) be 

used to inform their review of the PBL ceiling. In response to the findings and recommendations of the 

PBL evaluation, several actions were taken. The Operations Manual and Staff Instructions for PBL 

operations were updated, and new templates for the report and recommendation to the President (RRP) 

and country partnership strategy (CPS) were prepared.
17

 These new templates were specific to PBL 

operations and included the policy design and monitoring framework.  

 

44. A gender evaluation was prepared to inform the development of Strategy 2030. In response, 

Strategy 2030 identified progress in gender equality as an operational priority, while the ADB Corporate 

Results Framework, 2019–2024 created five new measures of gender equality based on the five 

dimensions identified in the gender evaluation.
18

  

 

 
14

 The 2009 SPS asked for a policy review by the Independent Evaluation Department (IED) 3- and 5- years after the policy becomes 

effective. The 3-year review was completed in 2014, but the 5-year review was postponed until a larger sample of projects 

approved under the SPS would be mature. 

15
 ADB. 2019. Mainstreaming the Results-Based Lending for Programs. Manila.  

16
 ADB. 2021. Energy Policy: Supporting Low-Carbon Transition in Asia and the Pacific. Manila. 

17
 ADB. 2021. Policy-based Lending. Operations Manual. Policies and Procedures. OM D4. Manila; ADB. 2021. Staff Instruction on 

Business Processes for Policy-Based Lending. Manila; ADB. 2021. Report and Recommendation of the President for PBL. Template. 

Manila. 

18
 ADB. 2019. Strategy 2030 Operational Plan for Priority 2. Accelerating Progress in Gender Equality, 2019–2024. Manila. 

https://www.adb.org/sites/default/files/institutional-document/526346/mainstreaming-rbl-programs.pdf
https://www.adb.org/documents/energy-policy-supporting-low-carbon-transition-asia-and-pacific


 11 

 

 

45. The public–private partnerships (PPP) and knowledge evaluations were specifically designed to 

provide recommendations so ADB could align its operations in these areas with the strategic goals of 

Strategy 2030. In response to the PPP evaluation, Management committed itself to delivering a PPP 

guidance paper aligned with the recommendations of the evaluation. A reorganization of the Office of 

Public–Private Partnership (OPPP) followed publication of the PPP evaluation.  

 

46. The Knowledge Management Action Plan (KMAP), 2021–2025 followed the basic principles of 

the IED knowledge evaluation regarding ADB’s need to transform itself into a knowledge organization. 

CPSs now need to include country knowledge plans.
19

  

 

47. The timeliness of evaluations is a major determinant of the extent of their influence, and the 

potential for the use and influence of evaluation knowledge is highest when end users receive it when 

they need it most. The timeliness of the seven evaluations was key to their influence. The gender and PBL 

evaluations were completed in time to support the development of Strategy 2030, while the energy, 

knowledge solutions for development, PPP, and SPS evaluations benefited from the release of Strategy 

2030, enabling them to align their recommendations with the new corporate strategy.  

 

48. The PPP, RBL, SPS, and Energy Policy evaluations were timed to inform the updates of these 

policies and of new guidance papers. The RBL evaluation was completed a year ahead of schedule to 

inform the formulation of the mainstreaming RBL policy paper. Meanwhile, the knowledge solutions for 

development evaluation was timed to inform the new knowledge management action plan and the 

review of TA reforms.   

 

49. Clarity on the rationale and underlying principles of evaluations is more likely to increase their 

influence, which can reach beyond the recommendations. When an evaluation’s recommendations are 

not acted upon, this does not necessarily mean that they failed to exert influence. Even IED 

recommendations that are not followed to the letter can still provide vital direction to ADB. For example, 

while Management did not agree with a recommendation to exclude involuntary resettlement category 

A activities from RBL programs, ADB did nevertheless exclude these for the remainder of the pilot period. 

Discussions on the issue also led to a stronger resolve and measures for RBL programs to adhere to the 

ADB Safeguard Policy Statement.  

 

50. Similarly, while Management did not agree with the evaluation recommendation to separate the 

PPP thematic group secretariat (TGS) from OPPP, it did reorganize OPPP to resolve the issues that had 

been presented in the evaluation.  

 

51. IED’s engagement with Management and stakeholders increases their receptiveness to 

evaluations. Vital cross-pollination and synergies arise when IED regularly consults a range of 

stakeholders. The Board suggested an earlier timeline for the RBL evaluation, a year ahead of the schedule 

proposed when the RBL pilot period was established. Management’s suggestion that IED should refine 

the distinctions between the types of PBL in its analysis evidently made the evaluation report more usable, 

while IED’s consultation with regional departments to understand why PBL activities were not being 

adequately covered in RRPs and CPSs led to a better report. Such consultations broaden the ownership 

of and receptiveness to evaluations.  

 

52. In another example of such engagement, the DEC Chair advised IED to postpone the SPS 

evaluation to allow time for more projects to mature, resulting in better coverage of project outcomes in 

the report. The scope of the Energy Policy evaluation was informed by extensive consultations with the 

ADB Board of Directors and Management. IED’s constructive dialogue with ADB Management and staff 

during the knowledge evaluation and the “deep dive” session with the Board of Directors to share the 

findings of the evaluation contributed to its influence.  

 
19

 ADB. 2021. Asian Development Bank Knowledge Management Action Plan 2021-2025. Knowledge for a Prosperous, Inclusive, 

Resilient, and Sustainable Asia and the Pacific. Manila. 
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B. What External Factors Contributed to Influence? 

 

53. The global development agenda and the practices of other multilateral development banks affect 

evaluation influence. The coverage and importance of evaluation topics draw attention to reports.  

 

54. IED evaluations illuminate prominent global issues that are central to ADB’s development policy 

and strategy. For example, energy is ADB’s second-largest sector, while gender equality is crucial to the 

development agenda, and safeguards are important to ADB’s commitment to sustainability. Strategy 

2030 stresses ADB’s role as a provider of knowledge solutions in the region. RBL, PBL, and PPP are playing 

an increasing role in ADB operations and overall development work.  

 

55. The recommendation in the Energy Policy evaluation that ADB should formally refrain from 

financing coal-fired power and heat generation was a strong one. It was based on ADB’s commitment 

to climate action through Strategy 2030 and its support for the Paris Agreement and the Sustainable 

Development Goals. The DEC urged that ADB update the Energy Policy, 2009 in time for the UN Climate 

Change Conference of the Parties (COP26). This helped draw attention to the evaluation and facilitate its 

influence. The new Energy Policy included a commitment that: “ADB will not support coal mining, 

processing, storage, and transportation, nor any new coal-fired power generation.”
20

 

 

56. IED evaluations are pivotal to ADB as it does not want to fall behind the more modern safeguard 

policies and more progressive energy policies of other MDBs. The desire for ADB to achieve parity with 

other MDBs facilitated the instrumental use of the evaluations on the SPS and the Energy Policy. 

Specifically, the recent updates to the safeguard policies of other multilateral financial institutions 

brought to the fore the need for the ADB SPS to be updated and modernized. As articulated by the DEC, 

the policy’s modernization should “bring the institution back on par with other multilaterals.”
21

     

 

C. What Outreach and Communication Activities Contributed to Influence? 

 

57. By reaching a range of stakeholders and end users, IED’s communication activities can help bring 

about the conceptual use of the evaluations and sharpen awareness of the issues presented. Knowledge 

events and presentations can facilitate conceptual and symbolic use of evaluations through interaction 

and discussions.   

 

58. The newsworthiness of IED communications can draw attention to evaluations. The IED news 

release that focused on the recommendation that ADB should formally refrain from financing new coal 

power plants drew attention to the evaluation. As a result, the evaluation report was widely covered by 

development websites and in national media within the region.  

 

59. Similarly, the news release on lending for policy reforms was picked up by more media than any 

other IED news release of 2018. IED’s “What Works, What Doesn’t, and Why?” knowledge forums pique 

participants’ interest and foster their engagement. Participants’ feedback has indicated that some would 

like more time to be allocated to such events. Seeking an even wider audience, the findings of the gender 

evaluation were shared at an Evaluation Cooperation Group (ECG) Practitioner Workshop and at an IED-

European Investment Bank knowledge-sharing event. 

 

60. Joint publications with other evaluation or development organizations can increase the 

opportunities for conceptual and symbolic use. Joint products on subjects of mutual interest will widen 

the reach of IED evaluations. For example, the findings of the PBL evaluation, together with the 

experiences of various multilateral organizations, will be part of a joint publication on the effectiveness 

 
20

 ADB. 2021. Energy Policy: Supporting Low-Carbon Transition in Asia and the Pacific. Manila. 

21
 ADB. 2020. Chair’s Summary of the 21 May 2020 Meeting. Development Effectiveness Committee. 21 May. 



 13 

 

 

of policy-based lending. Similarly, IED contributed to the 2017 ECG reference document on integrating 

gender into project-level evaluations.
22

 

 
22

 Evaluation Cooperation Group. 2017. Integrating Gender into Project-Level Evaluation. ECG Reference 

Document. 



 
 

 

APPENDIX 1: CASE STUDIES: INFLUENTIAL 

INDEPENDENT EVALUATION DEPARTMENT 

EVALUATIONS, 2016–2020 

 

1. The Independent Evaluation Department (IED) chose seven of its evaluations from 2016 to 2020 

for this assessment. The selection was informed by inputs from ADB Management and current and past 

members of Development Effectiveness Committee (DEC) of the Board of Directors who are familiar with 

the evaluations:  

 

a. Three corporate evaluations  

 

(i) Results-Based Lending at the Asian Development Bank: An Early Assessment (2017);  

(ii) Policy-Based Lending 2008–2017: Performance, Results, and Issues of Design 

(2018); and 

(iii) Effectiveness of the 2009 Safeguard Policy Statement (2020). 

 

b. Three thematic evaluations  

 

(i) ADB Support for Gender and Development, 2005–2015 (2017); 

(ii) Knowledge Solutions for Development: An Evaluation of ADB’s Readiness for 

Strategy 2030 (2019); and 

(iii) ADB Support for Public–Private Partnerships, 2009–2019 (2020). 

 

c. One sector-wide evaluation 

 

(i) ADB Energy Policy and Program, 2009–2019 (2020).    

 

2. The primary means of influencing ADB policies, strategies, and operations is through the 

instrumental use of recommendations made in IED’s corporate, thematic, and sector-wide evaluations, 

while communication activities aim to exert influence through conceptual and symbolic use of evaluation 

recommendations. However, IED evaluations with no recommendations, and evaluations of country 

programs can also be influential, as illustrated by the Real-time Evaluation of ADB’s Coronavirus Disease 

COVID-19 Response (Main Text, Box 2), and the corporate evaluation of the Asian Development Bank’s 

Engagement with Middle-Income Countries and the People’s Republic of China Country Partnership 

Strategy (Main Text, Box 3). 

 

A.1.1. Results-Based Lending at the Asian Development Bank: An Early Assessment 

 

A. Background  

 

3. The global call for better development results began in the 1980s. In response, governments and 

the development community introduced results-based public sector management, which aims to 

strengthen accountability and to focus on the delivery of results. In line with this approach, multilateral 

development banks (MDBs) introduced results-based financing.  

 

4. The International Development Association and the International Bank for Reconstruction and 

Development of the World Bank Group, including the Global Partnership on Output-Based Aid, began 



Appendix 1 15 

 

 

implementing output-based aid in the early 2000s and, in 2012, the World Bank launched its program-

for-results financing policy.
1
   

 

5. In 2003, the Inter-American Development Bank (IADB) introduced pilot performance-driven 

loans. In 2016, IADB approved loans based on results, its second pilot results-based financing.
2
 

 

6. In 2006, ADB launched the Asia-Pacific Community of Practice on managing for development 

results to promote results-based approaches in public sector management.
3
 In 2013, ADB began piloting 

results-based lending (RBL) for programs as a new financing modality.
4
 Under RBL, disbursements are 

linked to the achievement of program results, and not to expenditure. This provides stronger incentives 

to improve program design, efficiency, and effectiveness. RBL aims to fill an intervention gap within ADB. 

While investment loans support investments, and policy-based loans support policy reforms, RBL supports 

government sector programs and addresses sector-wide challenges using program institutions and 

systems. These RBL features promote both development effectiveness and institutional development, and 

cater directly to client country needs.  

 

7. While ADB had already implemented results-based financing in some of its programs before 

2013, RBL aimed to increase ADB’s influence on government programs and systems. Smoother operations 

and more effective engagement in results-based programs were also expected with established 

procedures and requirements.   

  

8. The pilot phase of the RBL was 6 years. The Board of Directors required a review of RBL 

implementation and ADB performance 3 years into the pilot; and an assessment by IED 1 or 2 years 

before the end of the pilot. These assessments were built into the policy to enable ADB to learn from the 

findings, explore their recommendations, and strengthen RBL, following the pilot period.  

 

9. ADB’s midterm review of RBL programs covered the period June 2013 to June 2016, and reviewed 

nine RBL loans with a total value of $1.9 billion.
5
 The review found that, in its first 3 years, RBL 

demonstrated its effectiveness in improving accountability, with disbursements linked to results, and 

results being managed by government institutions and systems. RBL program processing and 

disbursements were also found to be faster than those of other financing modalities.  

 

10. Given the demand for RBL and the initial positive performance, the midterm review 

recommended an increase in the RBL ceiling from 5% of ordinary capital resources (OCR) and Asian 

Development Fund (ADF) approvals to 15% for the remaining half of the pilot period. In response, the 

Board increased the ceiling to 10% of the combined OCR and ADF allocations for the period June 2016 

to June 2019. The 2019 mainstreaming policy paper on RBL recognized the need to keep this allocation 

under review given the increasing demand for RBL.
6
  

 

B. Evaluation Findings and Recommendations 

 

11. IED conducted an evaluation of the pilot RBL period in 2017. The report covered June 2013 to 

December 2016, and 12 RBL programs spanning nine countries. The total approved amount was $2.3 

billion; 3.8% of OCR and ADF allocations.
7
 

 
1
 International Development Association. Global Partnership on Output-Based Aid. 2009. IDA15 Mid-Term Review. A Review of the 

Use of Output-Based Aid Approaches.  

2
 African Development Bank Group. 2017. Operational Guidelines on the Implementation of the Bank Group’s Results-Based 

Financing Policy. Abidjan.  

3
 ADB. 2012. Results-Based Public Sector Management: A Rapid Assessment Guide. Manila.   

4
 ADB. 2013. Piloting Results-Based Lending for Programs. Manila. 

5
 ADB. 2016. Midterm Review of Results-Based Lending for Programs. Manila. 

6
 ADB. 2019. Mainstreaming the Results-Based Lending for Programs. Manila. 

7
 Independent Evaluation Department. 2017. Corporate Evaluation: Results-Based Lending at the Asian Development 

Bank: An Early Assessment. Manila: ADB. 
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12. The evaluation acknowledged the value addition of RBL programs to member countries and 

supported the move to mainstream the RBL financing modality. RBL was found to have strengthened 

country systems. The use of disbursement-linked indicators (DLIs), which focused on results and 

outcomes, had helped instill a culture of accountability. Demand for RBL was found to be growing amid 

its early successes. With most RBL programs on track, RBL had revealed its potential to deliver outputs 

and outcomes for sector programs.  

 

13. While the evaluation concluded that the pilot was generally successful, it noted that there were 

areas that could be improved and issues that needed to be resolved.   

 

14. The evaluation saw the need for a more robust quality assurance mechanism to ensure RBL 

program designs are appropriate. It recommended that ADB strengthen the quality of its due diligence 

on fraud and corruption-related issues, risk assessment, and the design and monitoring of program 

action plans (PAPs). The evaluation also found that the effectiveness of RBL programs depended on 

credible monitoring and evaluation (M&E), and recommended that ADB invest more in the development 

of client M&E capacity, and strengthen credible and independent verification processes. The following 

specific issues were identified:  

 

• Program boundaries should be clearly defined. These are important for program 

expenditure and monitoring frameworks.  

• Fiduciary assessments should include actions and actual practices, and not be limited to 

laws and regulations.  

• RBL programs should strengthen their safeguard system assessments.  

• The number of actions in the PAPs were often excessive. PAPs should concentrate on 

actions that are fundamental to the program.  

• Results frameworks and PAPs should not be restricted to disbursement-linked indicators. 

• RBL programs should have necessary arrangements for credible and competent 

independent verification of disbursement-linked indicators.  

• ADB support for the monitoring and evaluation capacities of member countries should 

be enhanced, as these were inadequate.  

 

15. The evaluation recommended the exclusion of involuntary resettlement category A activities from 

RBL programs. Legacy issues should be included in the report and recommendation of the President (RRP) 

of an RBL program.  

 

16. The evaluation recognized the difficulties faced by ADB staff in the use of the RBL modality, given 

its level of complexity and novelty, and recommended that ADB invest more in staff and client capacity 

development and knowledge sharing on the use of the modality.  

 

C. Evaluation Influence 

 

17. In September 2019, results-based lending was mainstreamed as an ADB financing modality.
8
 The 

mainstreaming policy paper introduced modifications to improve and strengthen the use of RBL. Changes 

were based on the findings and recommendations of the ADB and IED evaluations, the lessons from RBL’s 

pilot phase, and consultations with RBL teams.
9
 The RBL Staff Guidance was also revised and updated 

accordingly. 

 

 
8
 ADB. 2019. ADB Confirms Results-Based Lending as New Financing Option. News release. 19 September.  

9
 ADB. 2019. Mainstreaming the Results-Based Lending for Programs. Manila. 
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18. The mainstreaming policy paper ensured ADB would continue its efforts to strengthen quality 

assurance mechanisms, including through interdepartmental and peer reviews of RBL program 

documents and technical advice to RBL program teams.  

 

19. The policy paper included a section on the verification of DLIs and required the use of 

independent agents with proven competence and credibility to verify the DLIs.  

 

20. Updated guidelines on fraud, corruption, and other prohibited activities were included in internal 

guidance and implementation documents for RBL programs. The revised RBL Staff Guidance issued in 

December 2018 incorporated the following IED recommendations:  

 

• provide more guidance on defining RBL program boundaries,   

• review actual practice in the conduct of fiduciary assessments, 

• pay more attention to environmental risks, 

• improve the selection of priority actions in PAPs, 

• legalize agreements on PAP implementation and monitoring of client governments, and  

• arrange for an independent verification system for disbursement-linked indicators to be 

conducted by agents outside the executing and implementing agencies
10

 (the Operations 

Manual reiterated this requirement
11

) 

 

21. Although ADB Management did not agree with the recommendation to exclude involuntary 

resettlement category A activities from RBL programs, ADB did refrain from including these for the 

remainder of the pilot period.
12

 The recommendations opened discussions between Management and 

the Board, leading ADB to emphasize its resolve to adhere to the ADB Safeguard Policy Statement and 

to strengthen the program safeguard systems assessment with respect to RBL programs. ADB has made 

it mandatory for RRPs to include the findings of the safeguard due diligence process. More detailed 

guidelines with respect to involuntary resettlement activities were also specified in the mainstreaming 

policy document.   

 

22. The mainstreaming policy document emphasizes the need for a continuing training program and 

regular knowledge sharing activities for staff involved in RBL programs and counterparts in client member 

countries. To complement the RBL Staff Guidance, learning modules and good practice notes for RBL will 

also be provided. In 2018, five ADB staff participated in the World Bank Program-for-Results Academy. 

ADB will continue to collaborate with other institutions for continued learning. TA resources will be used 

for capacity development of client member countries.  As of 31 December 2020, three knowledge events 

had been organized for ADB staff.
13

  

 

D. Influence Factors 

 

23. Importance and motivation. An IED evaluation was mandated to take place before the expiration 

of the pilot period. The evaluation findings were used to confirm the need for RBL as a new modality and 

helped shape the RBL mainstreaming policy document. For policy design, Management relied on the IED 

evaluation for guidance and direction.  

 

24. ADB introduced RBL at a time when the development community was investigating results-based 

management and financing as an effective instrument that would improve the development effectiveness 

of its operations. Other MDBs were also developing their own results-based financing programs. Interest 

in the evaluation may have been influenced by the increasing global interest in RBL itself.  

 
10

 ADB. 2018. Staff Guidance for Piloting Results-Based Lending for Programs. Manila. 

11
 ADB. 2021. Results-Based Lending for Programs. Operations Manual. OM Section D18. Manila. 

12
 ADB. 2019. Mainstreaming the Results-Based Lending for Programs. Manila. 

13
 Knowledge events are based on those listed in the Management Action Record System (accessed 25 May 2021) targets and had 

not been verified as of this writing.
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25. Credibility. The findings of the IED assessment concurred with the positive findings of the 

midterm review of RBL conducted by ADB. The recommendation on the need for more guidance and 

training of ADB staff and counterpart government officials on RBL was common to both evaluations, 

which was likely to have helped boost the confidence of Management in the findings of the evaluation.   

 

26. Quality of recommendations. Management agreed with three of the four major 

recommendations of the evaluation. All the recommendations were clear and actionable, and the 

subsequent influence and actions were tangible. The recommendations of the IED evaluation helped 

shape the mainstreaming policy document, as well as the RBL Staff Guidance and the Operations Manual. 

The recommendation calling for the exclusion of involuntary resettlement category A activities from RBL 

programs was not accepted by Management, yet it helped shape the subsequent mainstreaming policy 

document and RBL guidelines to include stronger and clearer safeguard measures. 

 

27. Timeliness. The Board requested IED to commence the evaluation by the end of 2016, a year 

ahead of the schedule proposed when the pilot period was established. The IED evaluation was published 

in November 2017 and, by August 2019, the mainstreaming policy document, which incorporated the 

evaluation’s findings and recommendations, was completed. 

 

28. Communication strategy. IED and the Independent Evaluation Group at the World Bank 

presented the findings of their respective assessments on results-based lending at an IED “What Works, 

What Doesn’t, and Why?” knowledge event. The IED director general moderated the panel, which also 

included an ADB vice-president, an executive director, an alternate executive director, director general 

Southeast Asia, deputy director general Strategy, Policy and Partnerships Department, and a World Bank 

evaluation officer. The event had more than 60 participants.  

 

29. External factors. The evaluation recommended the exclusion of involuntary resettlement category 

A activities from RBL programs. Management did not agree with this recommendation, finding no 

empirical evidence to support the exclusion. The ADB Board then asked Management to review the 

practices of other MDBs. It was discovered that no other MDB had this exclusion policy and that there 

were no separate safeguard classifications for involuntary resettlement and indigenous peoples.  

 

30. The World Bank launched its program-for-results financing in 2012 and IADB approved its second 

pilot results-based financing in 2016. The African Development Bank approved a Results-Based Financing 

Policy in 2017.
14

 This growing interest in and practice of results-based financing among ADB’s 

development partners may have increased the influence of the evaluation.  

 

A.1.2. Policy-Based Lending 2008–2017: Performance, Results, and Issues of Design 

 

A. Background 

 

31. Policy-based lending (PBL) is a financing modality in which budget support is conditional on a 

set of policy reforms to help improve growth and reduce poverty. A PBL loan agreement does not instruct 

the borrower on how funds are to be used and is not designed for sector programs of governments. TA 

usually accompanies and supports the policy reform actions in PBL operations.
15

  

 

32. PBL was introduced in ADB in 1978 to finance imports during the 1978–1979 oil price shock and 

quickly evolved to provide budget financing for development. It became linked to policy reforms. PBL 

 
14

 African Development Bank Group. 2017. African Development Bank Board Approves Third Sovereign Lending Instrument. News 

release. 28 December. 

15
 Independent Evaluation Department. 2018. Corporate Evaluation. Policy-Based Lending 2008–2017: Performance, Results, and 

Issues of Design. Manila: Asian Development Bank. 
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was used to help countries during the 1997–1998 Asian financial crisis and the 2008–2009 global 

financial crisis.  

 

33. ADB used three types of PBL in use over the evaluation period.
16

  

 

• Programmatic PBL. This is a series of single-tranche PBL operations supporting a sequence 

of policy reforms. Programmatic PBL is approved once stipulated reforms have already 

been implemented by the borrower country. Disbursements are quick and automatic.  

• Stand-alone PBL. This form of PBL is usually designed as two or more tranches and is 

generally referred to as multitranche PBL. Stand-alone PBL is approved before policy 

implementation. Loan disbursements are conditional on the implementation of policy 

reforms.  

• Countercyclical support facility (CSF). This crisis response instrument was introduced in 

2009 in response to the global financial crisis. CSF funds are disbursed against a 

government’s countercyclical development expenditure. 

 

34. Both programmatic and stand-alone PBLs are included in country partnership strategies. 

  

35. ADB’s use of PBL is restricted to 20% of total public sector lending, and 22.5% of the ADF 

allocation on a 3-year moving average basis in non-crisis years.  

 

36. Previous IED evaluations found that PBL had been relevant, especially during crisis periods. 

However, development outcomes and impacts had been smaller than expected.  

 

• The 2001 evaluation found that PBL operations had an excessive number of policy actions. 

These had led to extensions of completion dates and delays in disbursements. Reform 

impacts were not clearly identified nor monitored.  

• The 2007 evaluation noted that performance had improved and that there had been an 

increase in programmatic PBL and TA that supported capacity building for implementing 

agencies.  

• The 2011 evaluation focused on ADB’s response to the 2008–2009 global financial crisis. 

Increased disbursements during the period were mostly through the CSF. The evaluation 

found that the countries most severely affected by the crisis received less support than those 

least affected.  

 

37. The 2018 evaluation covered all PBL approved and all PBL closed and completed during the 2008–

2017 evaluation period. The evaluation examined PBL’s effectiveness in supporting developing member 

countries’ budgetary needs and policy reforms. It also explored the contributions of PBL to development 

results, but did not cover its ultimate impacts on growth and poverty reduction.  

 

B. Evaluation Findings and Recommendations 

 

38. The evaluation found a doubling of the success rates of PBL operations from 43% for operations 

approved before 2008 to 80% for operations approved after 2008. The improvement can be attributed 

to the changing character of ADB’s PBL portfolio and operations.   

 

• Since its introduction in 2004, the use of single-tranche programmatic PBL operations has 

steadily increased, while the number of multitranche stand-alone PBL operations has 

declined. Since multitranche PBL has commonly suffered from delays and cancellations 

whenever conditions were not met, the movement away from multitranche operations 

helped increase disbursement and success rates. 

 
16

 Special policy-based lending is the fourth type pf PBL but has never been used.  
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• Over time, PBL operations became simpler and required fewer policy actions. Delays and 

cancellations were mostly due to the excessive number of conditions and the tight schedule 

for policy implementation.  

• The share (by number) of PBL operations supporting public sector management (PSM) 

reforms increased from 30% in 2000–2007 to 57% in 2008–2017. The success rate of PBL 

operations supporting PSM also increased from 37% (1999–2007) to 88% (2008–2017). This 

sharp improvement can be explained by the share of PBL operations working on public 

expenditure and financial management. These reforms were within the direct control of 

finance ministries, focused on technical areas, and relatively uncontroversial. 

• Many PBL operations approved after 2008 responded to crisis situations. PBL lending peaked 

during the 2008 financial crisis, breaching ADB PBL ceilings. It included CSF operations that 

were not included in the PBL ceiling computations. PBL operations that were a direct response 

to crises had a 93% success rate.  

 

39. A significant chunk of PBL operations supported PSM reforms. The evaluation recommended that 

more PBL should support and complement ADB’s significant investments in the transport, energy, and 

water sectors to address the policy constraints that were limiting development outcomes in these areas. 

  

40. PBL supported PSM policies and reforms in decentralization, service delivery, access to justice, 

the investment climate, public financial management, state-owned enterprises, the civil service, and 

poverty reduction. Given the wide array of operational areas, and with PSM now the dominant area of 

ADB’s policy operations, the evaluation saw the need for an operational plan for PSM interventions to 

provide clarity on ADB’s strategy on PSM and guidance to staff on the scope, objectives, outputs, and 

outcomes of PSM interventions.  

 

41. PBL operations were linked to improvements in PSM (mostly in decentralization and state-level 

public finance management) and financial market development (mostly in capital market development). 

However, the significance of these reforms to government service delivery, economic growth, and poverty 

reduction was not clear. Further, the evaluation found that the evidence to attribute improvements in 

these areas to PBL operations was inconclusive.  

 

42. The evaluation found that, even with a smaller number of policy actions, ADB PBL operations 

were too complex, and their conditions too numerous. The excessive number of policy actions made it 

difficult to link them clearly to outputs and outcomes. The evaluation also observed that PBL operations 

were loaded with process-oriented actions, which were shallow and reversible. It urged that the policy 

actions be limited to those that would be crucial to removing development constraints and achieving 

desired outcomes.   

 

43. The evaluation found several issues with PBL design, implementation, and monitoring that 

needed attention:   

 

• Analytical work or references to analytical work that informed PBL preparation and policy 

actions were sparse or absent in the RRPs. As a result, the basis for and the significance 

of the policy actions were not clear. 

• Design and monitoring frameworks (DMFs) did not clearly show the relationship between 

policy reforms and expected outcomes. Outcomes were not measured.  

• There were cases in which policy actions were identified as outputs. This made the results 

and the policy actions simultaneous and equivalent.   

• In some cases, subsequent PBL operations in a programmatic series modified the original 

policy reform content with no clear justification for the change.  

• Due to the nature of PBL, outcomes and results may take shape after the closure of PBL 

operations. Most programs did not have arrangements for monitoring results after the 

program closed.   
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• ADB relies on the International Monetary Fund (IMF) assessment letter for 

macroeconomic assessments. This letter is attached as a linked document to the RRP. 

However, the macroeconomic justification and framework for the PBL were rarely 

included in the main body of RRPs and were never considered in program completion 

reports.   

• The evaluation found two cases of unsuccessful communication with the IMF on 

macroeconomic advice on PBL operations.
17

   

• The RRP template used for PBL was designed for investment projects and did not fit PBL 

requirements.   

• Implementation and monitoring of TA often relied too much on finance ministries.   

• The slow delivery and underutilization of TA reduced operational effectiveness.  

 

44. The evaluation recommended that ADB improve the design of its PBL operations. DMFs should 

clearly link policy actions, outputs, and outcomes. Analytical work that forms the basis of the PBL should 

be referenced.  

 

45. The evaluation also recommended that assessments at project completion be improved. The 

anticipated development outcomes of PBL operations should be included in the CPS results framework 

to capture outcomes that are realized after project closure.   

 

46. Since ADB generally relies on the IMF for the macroeconomic assessments of countries, the 

evaluation emphasized the need for open and frequent communications with the IMF. Should the 

regional department’s view diverge from that of the IMF, the evaluation recommended that a risk 

assessment be conducted. This should be independent of the regional department.  

 

47. The CSF is not available to concessional-assistance-only countries (Group A countries). In crisis 

situations, these countries resorted to stand-alone and programmatic PBL. Since PBL is limited by imposed 

ceilings, this meant that the amount of support to concessional-assistance-only countries during crises 

was limited.  

 

48. Conventional (programmatic and stand-alone) PBL operations are generally used to support long-

term structural reforms. In times of crisis, PBL objectives shift towards short-term financing for 

macroeconomic stability, with designs closer to those of CSFs. The evaluation saw a need for more 

guidance on balancing finance and policy reform objectives for PBL during crises.  

 

49. The evaluation recommended that concessional-assistance-only countries should also have access 

to a countercyclical facility during crisis periods, and that formal contingent disaster financing be 

established.  

 

50. The evaluation saw the need to strengthen the overall quality assurance for PBL, using a separate 

unit in ADB to provide the overall direction and guidance, and a strong training program. This unit would 

conduct a rigorous systematic review of PBL every 3 years.  

 

C. Evaluation Influence 

 

51. The updated CPS template for PBL operations highlights Strategy 2030’s integrated approach 

toward its operational priorities.
18

 The justification for the program has to consider both the member 

country’s development needs and ADB’s comparative advantage. An enhanced guidance note on 

selectivity would help in this regard.
19 

In the indicative country pipeline and monitoring report, each 

project in the list of loans, grants, and TA projects is linked to a modality, sector, and operational 

 
17

 ADB and other multilateral development banks rely on the IMF for the macroeconomic assessments of countries.  

18
 ADB. 2020. Country Partnership Strategy Template. Manila. 

19
 ADB. 2021. Country Partnership Strategy and Results Framework Review. Manila.  
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priority.
20

 These links should help create a good mix of PBL policy areas to maximize impact and increase 

support to ADB’s key investment sectors and operational priorities. 

 

52. In 2020, ADB issued new guidelines on DMFs
21

 which focused on the centrality of a strong results 

chain analysis. The problems–rationale–results links are to be presented in a problem analysis diagram. 

The development of the project’s theory of change follows from the logic of the diagram and explains 

how the policy reforms will remove development constraints and subsequently lead to expected 

outcomes. Outcomes are to be measured through specific, measurable, achievable, relevant, and time-

bound indicators.   

 

53. The 2020 guidelines introduced a policy design and monitoring framework (PDMF) which is 

specific to and required for conventional PBL operations. The PDMF identifies policy actions and their 

expected outcomes, and its development begins with a preliminary draft at the concept paper stage.  

 

54. In 2021, ADB Management released an updated Operations Manual section, Staff Instructions, 

and an RRP template for PBL operations.
22 

The following directives in these documents reflect the 

evaluation’s findings and recommendations:  

 

• Comprehensive sector or inter-sector studies should form part of and be referenced in 

the RRP.  

• Disbursement conditions should be limited to actions critical for achieving program 

outputs and outcomes. The use of process-oriented actions or administrative procedures 

as policy actions should be included only when these are necessary steps on the way to 

more substantial reforms.  

• Deviations from original policy actions in programmatic PBL operations should be 

presented and justified in subsequent RRPs.  

• PBL preparations should be founded on solid macroeconomic frameworks and analyses. 

Macroeconomic assessments should be included in PBL documents.  

• ADB is mandated to systematically consult and collaborate with the IMF during PBL 

preparation, to confirm the appropriateness of the PBL. Detailed instructions on the 

timing and extent of the collaboration are included in the Staff Instructions.  

 

55. Management and IED will be working together on the PCR improvements and PCR training.
23

 

 

56. Following Management’s agreement to formalize contingent disaster financing (CDF), ADB’s 

Board of Directors approved CDF as a financing option under PBL
24 

in August 2019.
25 

As a result, the 

Revised Disaster and Emergency Assistance Policy,
26 

 approved by ADB’s Board of Directors in October 

2021, includes CDF.
27

 Under CDF, loan processing and policy reforms are completed before a disaster 

occurs. Once a disaster hits, CDF can provide quick-disbursing funds as a post-disaster response. CDF 

 
20

 The indicative country pipeline and monitoring report (ICPM) has replaced the country operations business plan (COBP). The ICPM 

will be used for country program performance monitoring and as a management tool.  

21
 ADB. 2020. Guidelines on Preparing and Using a Design and Monitoring Framework. Manila.  

22
 ADB. 2021. Policy-based Lending. Operations Manual. Policies and Procedures. OM D4. Manila; ADB. 2021. Staff Instruction on 

Business Processes for Policy-Based Lending. Manila; ADB. 2021. Report and Recommendation of the President for PBL. Template. 

Manila.  

23
 ADB. 2018. Management Response to Corporate Evaluation on Policy-Based Lending 2008-2017: Performance, Results, and Issues 

of Design. June 25. Manila. 

24
 ADB. 2019. Contingent Disaster Financing under Policy-Based Lending in Response to Natural Hazards. Manila. 

25
 ADB. 2019. ADB Introduces Contingent Disaster Financing for Natural Disasters. News release. 1 August. 

https://www.adb.org/news/adb-introduces-contingent-disaster-financing-natural-disasters 

26
 ADB. 2021. Revised Disaster and Emergency Assistance Policy. Manila 

27
 ADB. Disaster and Emergency Assistance Policy. https://www.adb.org/who-we-are/about/disaster-emergency-assistance-policy-review. 

https://www.adb.org/who-we-are/about/disaster-emergency-assistance-policy-review
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policies strengthen long-term disaster resilience and preparedness to support Strategy 2030 and the 

commitments under the Sendai Framework for Disaster Risk Reduction.
28

 

 

57. In April 2020, ADB’s Comprehensive Response to the COVID-19 Pandemic Policy established the 

COVID-19 Pandemic Response Option under the Countercyclical Support Facility (CSF).
29

 This expanded 

CSF eligibility to all ADB developing member countries, including concessional-assistance-only countries. 

This cheaper source of finance helped alleviate the pandemic’s social and economic impacts. CDF was 

also expanded to include public health emergencies. 

 

58. ADB Management agreed with the recommendation to establish a crisis window for 

concessional-assistance-only countries.
30 

In November 2020, the ADF 13 policy was approved. It included 

an expanded disaster response facility, with increased coverage for grant-eligible group A countries for 

relief, early recovery, and reconstruction following severe disasters, and for health emergencies.
31

  

 

59. The Strategy, Policy and Partnerships Department (SPD) has substantially strengthened the overall 

quality assurance of PBL.
32

 SPD created modality and regional department focal points to work with 

regional departments on PBL design and quality. SPD reviewed and updated PBL policies and procedures 

and issued an updated Operations Manual and new Staff Instructions for PBL processes. A cross-

departmental PBL review team was established to provide detailed reviews of selected PBL operations, 

and to support cross-departmental learning. As of June 2021, over 100 ADB staff and over 50 government 

officials had undergone PBL training.  

  

60. The findings of this evaluation will be part of a joint publication on the effectiveness of policy-

based loans and grants across various multilateral organizations, including the African Development 

Bank, the Caribbean Development Bank, the Inter-American Development Bank, the World Bank, and the 

European Union.
33

 IED will lead this effort.  

 

D. Influence Factors 

 

61. Importance and motivation. In 2016, ADF donors requested that this PBL evaluation furnish them 

with evidence and information for their review of the PBL ceiling at the ADF midterm review.
34

   

 

62. PBL is a major financing modality and played a crucial role during the 1997 and 2008 financial 

crises. There is increasing demand for PBL. Success rates have been improving and positive results have 

been seen in public sector management and capital market development. PBL’s increasing role in ADB 

operations helped create interest in the evaluation. This was the first evaluation by a multilateral 

development bank that attempted to assess PBL results.
35

 

 

 
28

 UNDRR. 2015. Sendai Framework for Disaster Risk Reduction 2015-2030.  

https://www.undrr.org/publication/sendai-framework-disaster-risk-reduction-2015-2030 

29
 ADB. 2021. Review of ADB’s Comprehensive Response to the COVID-19 Pandemic Policy (2020). Manila. 

30
 ADB. Management Action Record System (accessed 14 June 2021). 

31
 ADB. 2019. ADF 13 Replenishment Meeting. Expanded Disaster Response Facility under ADF 13 Manila; ADB. 2021. Review of 

ADB’s Comprehensive Response to the COVID-19 Pandemic Policy (2020). Manila. 

32
 ADB. Management Action Record System (accessed 14 June 2021). 

33
 Independent Evaluation Department. Forthcoming. Policy-Based Lending in Support of Reforms and Structural Transformation 

in Developing Countries - Lessons Learned from Independent Evaluations of Lending Operations by Selected Multilateral 

Development Banks and the European Union, 2005–2019   

34
 Independent Evaluation Department. 2017. Evaluation Approach Paper. Corporate Evaluation of ADB Policy-Based Lending. 

Manila: Asian Development Bank.  

35
 ADB. 2018. Chair’s Summary for the 2 July 2018 Meeting. Policy-Based Lending 2008-2017: Performance, Results, and Issue of 

Design. Development Effectiveness Committee. 2 July. 

https://www.undrr.org/publication/sendai-framework-disaster-risk-reduction-2015-2030
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63. Quality of recommendations. Of the seven recommendations of the evaluation, Management 

agreed with six. The recommendations supported ADB Strategy 2030’s integrated approach and its 

operational priority on disaster resilience.
 36 

  

 

64. The recommendations were clear and specific: formalization of CDF, closer coordination with the 

IMF, a separate unit for PBL quality assurance, and improvements in project design and monitoring and 

completion reports.  

 

65. History of influence. Previous IED evaluations of PBL operations have helped strengthen ADB PBL 

guidelines and practices. Recognizing this, Management was open and attentive to the findings and 

recommendations of this evaluation.   

 

66. Timeliness. The release of the evaluation coincided with the finalization of Strategy 2030, the 

review of the Disaster Assistance and Emergency Assistance Policy (2004) and the revision of the DMF 

guidelines. 

 

67. Stakeholder ownership. IED worked closely with departments in ADB from the beginning of the 

evaluation design. Management’s suggestion that there needed to be “clearer distinctions and more 

nuanced analysis” of the different types of PBL was evident in the evaluation report.  

 

68. During the interdepartmental review of the draft report, IED consulted with regional departments 

to improve its understanding of negotiations, coordination, and joint analytical work with governments 

and other development partners, all of which were aspects that were not sufficiently covered in RRPs and 

PCRs. Management was grateful for the exercise which led to a more accurate report. 

 

69. Communication strategy. On 11 September 2018, IED circulated a news release to present the 

main findings of the evaluation. This was published online and in print in Bangladesh, the PRC, Georgia, 

Pakistan, the Philippines, and Sri Lanka. It had the highest number of media pickups among IED news 

releases in 2018.
37

 

 

70. In September 2018, IED presented the evaluation findings to ADB staff at a “What Works, What 

Doesn’t, and Why?” knowledge event. Panelists included an alternate executive director, director general 

Southeast Asia, and division directors from the South Asia and Pacific departments. To reach a wider 

audience, an Evaluation Illustrated was produced for the general public. The PBL evaluation was the 

second most downloaded IED report in 2018, with 463 downloads. The 2018 Annual Evaluation 

Review was the most downloaded document.  

 

A.1.3. Effectiveness of the Safeguard Policy Statement, 2009 

 

A. Background 

 

71. The Asian Development Bank has always been committed to environmental and social 

sustainability. ADB has included environmental assessments in its operations since 1979 and, in 2002, 

adopted its first Environment Policy, which contained a safeguard component. ADB’s Involuntary 

Resettlement Policy was adopted in 1995, and its Policy on Indigenous Peoples in 1998. These three 

policies helped prevent, mitigate, and manage the risks and harmful impacts of ADB projects and were 

consolidated in the Safeguard Policy Statement, 2009.
38

 

 

 
36

 ADB. 2018. Management Response to Corporate Evaluation on Policy-Based Lending 2008-2017: Performance, Results, and Issues 

of Design. June 25. Manila. 

37
 ADB. 2018. Lending for Policy Reforms is Critical for Development in Asia and the Pacific: ADB Evaluation. News Release. 11 September.  

38
 ADB. 2009. Safeguard Policy Statement. Manila. 

https://www.adb.org/news/lending-policy-reforms-critical-development-asia-and-pacific-adb-evaluation
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72. In 2004, ADB Management approved the Safeguard Policy Update, which sought to ensure that 

its safeguard policies remained relevant. This emphasized the need for ADB to have clearer and more 

coherent policies that could handle new modalities and products, and that were in harmony with the 

safeguard practices of its development partners. The Safeguard Policy Update attempted to strike a 

balance between a front-loaded procedural approach and safeguard implementation.  

 

73. In 2009, the ADB Board of Directors approved the Safeguard Policy Statement (SPS), an umbrella 

policy with three sets of principles covering the environment, involuntary resettlement, and indigenous 

peoples. ADB was a pioneer of this integrated approach which has now become standard among 

multilateral development banks. The SPS incorporated the updates due for the environment, involuntary 

resettlement, and indigenous peoples safeguard policies.  

 

74. The SPS had three objectives:  

 

• to avoid harmful impacts of ADB projects on the environment and affected people,  

• to minimize the harmful impacts and compensate affected people if avoidance is not 

possible, and  

• to assist borrowers to strengthen their own safeguard systems and capacities.  

 

75. The SPS mandated IED to conduct an operational review 3 years after the policy became effective, 

and a policy review 5 years after it became effective. These reports were to be submitted to the Board of 

Directors and ADB Management. For each report, Management was further directed to submit a paper 

to the Board, taking into consideration the findings and recommendations of the respective reviews.
39 

 

 

76. IED completed the operational review in 2014,
40

 but the 5-year review was postponed to 2018–

2019 as advised by the Development Effectiveness Committee chair. The postponement allowed a larger 

number of projects to mature, providing a clearer picture of project outcomes.
41

  

 

77. The main objective of the evaluation was to assess the relevance, usefulness, and adequacy of 

the SPS, 2009 to deliver safeguard outcomes. The evaluation took account of the changing context within 

ADB and the global development community, including new financing institutions, the increasing role of 

the private sector, new products, and new areas of concern, such as inequality, gender, and climate 

change. The Safeguard Policy Update agenda continued to be relevant and helped guide the evaluation. 

Crucially, the SPS is aligned with ADB’s Strategy 2030 and supports the global agenda set out in the 

SDGs. 

 

78. Two earlier IED assessments helped inform the SPS evaluation: the SPS operational review in 

2014, which had focused on country safeguard systems and financial intermediary projects;
42 

and a real-

time evaluation of SPS implementation in Indonesia, the Kyrgyz Republic, and Sri Lanka in 2016.
43 

 This 

analysis focuses on the influence of the corporate evaluation, Effectiveness of the 2009 Safeguard Policy 

Statement, released in 2020.
44

 

 

B. Evaluation Findings and Recommendations 

 
39

 ADB Management proposed deferring both papers until after the policy evaluation. 

40
 Independent Evaluation Department. 2014. Safeguards Operational Review: ADB Processes, Portfolio, Country Systems, and 

Financial Intermediaries. Manila: ADB.   

41
 Independent Evaluation Department. 2018. Evaluation Approach Paper. Corporate Evaluation of the Safeguard Policy 

Statement. Manila: ADB. 

42
 Independent Evaluation Department. 2014. Safeguards Operational Review: ADB Processes, Portfolio, Country Systems, and 

Financial Intermediaries. Manila: ADB.   

43
 Independent Evaluation Department. 2016. Thematic Evaluation Study. Real-Time Evaluation of ADB’s Safeguard Implementation 

Experience Based on Selected Case Studies. Manila: ADB. 

44
 Independent Evaluation Department. 2020. Corporate Evaluation. Effectiveness of the 2009 Safeguard Policy Statement. Manila: 
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79. The evaluation covered projects that were approved after the adoption of the SPS, 2009 that had 

ended or at least reached midterm. These included operations from 2010 to 2018.  

 

80. Despite the integrated approach of the SPS, ADB continued to have three separate categories for 

the environment, involuntary resettlement, and indigenous peoples. The evaluation found this structure 

to be inefficient and to limit opportunities for synergies and combined actions from all stakeholders. 

Most multilateral financial institutions (MFIs) integrate risk classifications to cover both the environment 

and affected peoples.  

 

81. Since the adoption of the SPS, 2009, the shares of category A projects have shrunk in all three 

safeguard areas.
45

 The evaluation speculated that the streamlining of business processes in 2010, which 

had encouraged shorter time frames for project preparation, coupled with the more complex 

requirements of high-risk projects under the SPS, led to risk aversion for client countries. Evaluation 

country missions confirmed that member country governments had avoided category A projects, as the 

additional requirements were seen as too cumbersome, time-consuming, and costly. The evaluation 

found instances in which ADB financing was restricted to low-risk project components such as road 

segments in sparsely populated areas or housing sites with no expected environmental risks. This limited 

ADB’s development impact and led to missed opportunities for it to help build safeguard capacity.  

 

82. The evaluation found that ADB had largely avoided projects that would be classified as affecting 

indigenous peoples by by-passing areas containing indigenous peoples, or by treating them as part of 

the mainstream population, or by limiting their issues to land acquisition. In other cases, it had simply 

treated issues affecting indigenous peoples as involuntary resettlement.    

 

83. The evaluation found that ADB had provided insufficient guidance in the Operations Manual and 

good practice notes for ADB operations to respond effectively and appropriately to the various safeguard 

issues that arose. The identification of direct environmental impacts was found to be satisfactory, but 

this was not the case for longer-term and cumulative impacts. Reports from ADB staff conveyed a lack 

of guidance on how to manage occupational health and safety risks. Involuntary resettlement focused 

on compensation, and there was limited guidance on livelihood restoration and no specific advice on 

how to respond to the poor and vulnerable groups of affected peoples. Emerging safeguard areas such 

as core labor standards and gender risks were not included in the policy and accompanying operational 

guidance documents. 

 

84. The SPS, 2009 focused on stand-alone sovereign lending and multitranche financing facilities 

(MFFs). There was little guidance on the application of other modalities such as RBL and PBL. The SPS 

was generally not compatible with private sector financing. Private sector clients found ADB’s 

requirements on land acquisition too restrictive, since private companies usually acquired land from the 

government and did not directly negotiate with affected people.  

 

85. ADB’s safeguard support was focused on project preparation, with its front-loaded procedural 

approach. Project preparatory technical assistance resources were heavily used to process requirements. 

However, this strong upfront focus had drained resources away from capacity development and 

implementation. Safeguard monitoring was focused on procedural compliance and not on results and 

outcomes, and there was not enough guidance on the substance and reporting practices of safeguard 

implementation. Limited consultations and the little time spent by ADB staff at project sites led to weak 

monitoring and safeguard implementation. A number of grievance-redress mechanisms were found to 

be inaccessible or ineffective, and not adapted to government channels.   

 
45

 Shares of category A projects declined from 13% in 2005–2009 to 9% in 2015–2018 for environment; from 17% in 2005–2009 

to 11% in 2015–2018 for involuntary resettlement; and from 8% in 2005-2009 to less than 1% in 2015–2018 for indigenous 

peoples. Category A projects are the riskiest projects and are expected to have the most adverse and significant impact; category 

B projects are expected to have less adverse impact, and category C projects have minimal or no adverse impact.  
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86. The evaluation recommended that ADB’s Safeguard Policy Statement be updated and 

modernized. The new policy should be capable of being applied to both sovereign and private sector 

finance, as well as to new financing instruments and modalities. Emphasis should be placed on detailed 

policy and operational guidance documents and good practice notes that cover new applications and 

new safeguard areas. The new policy should be aligned and in harmony with the practices of other MFIs.  

 

87. The evaluation found that, while the safeguard objective of strengthening borrower systems 

remains valid, the approach taken to approve the use of country safeguards systems in ADB-supported 

projects has not been effective. The evaluation recommended a new approach to develop borrower 

safeguard systems and a more reasonable application of country systems. The SPS sections on the 

equivalence of country systems with the SPS were found to be too cumbersome. On-site staff responsible 

for routine safeguard monitoring and implementation, as well as contractors and national consultants, 

need more capacity development activities and training. 

 

88. The evaluation recommended a new implementation framework and an improved structure with 

strong oversight functions. The current arrangements, under which each of the six operations 

departments has its own structure and procedures with respect to the application of the SPS, does little 

to contribute to ADB’s consistency and coherence, and leads to a fragmented approach. The Sustainable 

Development and Climate Change Department (SDCC) does not have sufficient resources to fulfill its 

policy oversight function with respect to the SPS. There is no ADB-wide monitoring system for safeguard 

risks and outcomes, and SDCC processes were found to be inadequate and unfit for private sector 

financing. 

 

89. ADB staff skills should be assessed, strengthened, and allocated appropriately across the different 

safeguard functions so ADB can deliver better safeguard outcomes. 

  

C. Evaluation Influence 

 

90. ADB Management and the Development Effectiveness Committee (DEC) agreed on the need to 

update and modernize the SPS to accommodate new modalities and private financing and to include 

emerging safeguard areas. ADB needs to be at par and in harmony with other MDBs. The review and 

update process was launched in September 2020.  

 

91. Two documents were prepared to launch the review process:  

 

• A Background Information Paper for the Review and Update of the ADB SPS presented 

IED’s policy evaluation recommendations as the main rationale for the update.
46

 

• The SPS Review and Update: Stakeholder Engagement Plan (SEP) explained the 

consultation process.
47

 The review began with a series of background studies informed 

by the findings of the evaluation, along with inputs from other stakeholders. This made 

the evaluation central to the review process. The list of studies mirrored the issues 

highlighted in the evaluation and included policy architecture, integrated risk 

classification, country safeguard systems, new modalities, oversight structure, staffing 

and human resources, livelihood restoration, indigenous peoples, labor and working 

conditions, gender-related vulnerabilities, biodiversity, occupational health and 

community safety, and climate change.    

 

92. As part of the review and update process, the ADB managing director general launched a 

Safeguard Policy Review website to facilitate and encourage participation in ADB’s consultations and its 

 
46

 ADB. 2020. Background Information Paper for the Review and Update of the ADB Safeguard Policy Statement. Manila.  

47
 ADB. 2021. Safeguard Policy Statement Review and Update. Stakeholder Engagement Plan. Version 1. 7 April.  
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engagement with stakeholders.
 48

  In a video message, the managing director general pointed to the 

2020 policy evaluation as a source of learning. The website features the 2020 policy evaluation and the 

2014 operational review as sources of information. 

 

93. Preliminary information sessions with civil society organizations and government stakeholders in 

member countries were conducted in April and May 2021. Highlights of the 2020 IED policy evaluation 

were part of the agenda.  

 

94. The DEC suggested that a “deep dive” meeting with the Board be held as part of the review and 

update process.
49

 The first session in April 2021 focused on the options for architecture of the policy. 

Board discussions also touched on other issues highlighted by the evaluation: policy scope and coverage, 

country safeguard systems, core labor standards, and climate change.
50

 

 

95. Factors of influence. The influence and importance of the evaluation stems from the SPS itself, 

which required this policy review. This was strengthened by the language and directive for ADB 

Management to submit a paper to the Board, which considered the evaluation.  

 

96. Safeguards are central to ADB’s Strategy 2030 and its commitment to sustainability. The 

importance of the topic attracted attention to the evaluation.  

 

97. Quality of recommendations. The DEC and ADB Management found the report to be of a high 

quality, and ADB Management endorsed all the recommendations.  

 

98. The recommendations were well-substantiated. The recommendations for ADB to modernize its 

safeguard policy, and its practices and structure, were based on the inadequacies of the current policy 

and its ineffectiveness in managing risks. The stark decline in category A projects has had huge 

implications for the effectiveness of the ADB safeguard policy and practice. There is support for a more 

integrated safeguard approach rather than the continued practice of separate categories for 

environment, involuntary resettlement, and indigenous peoples. The six operations departments, which 

all had different safeguard structures and processes, and the absence of strong ADB-wide oversight 

emphasized the need for consistency and a clearer structure, leading to more effective safeguard 

outcomes. ADB’s increasing commitments to results-based lending, policy-based lending, and private 

sector financing will require a policy that can accommodate these new modalities and instruments.  

 

99. Timeliness. New challenges and needs have surfaced since 2009. Climate change and 

environmental concerns have become more urgent; and rising inequality and gender issues have become 

more pronounced. Policies, interventions, and approaches have evolved to respond to these needs. The 

SDGs, adopted in 2015 and ADB’s Strategy 2030, launched in 2018, articulated the development 

community’s response and agenda. While the Safeguard Policy Statement’s “do no harm” principle 

remains, the policy should evolve to support new commitments.  

 

100. Stakeholder ownership. The evaluation design and questions were based on Management’s self-

reporting on the SPS, and on the studies and documentation from operations teams, SDCC, ADB’s chief 

compliance officer, the Compliance Review Panel, and the Office of Special Project Facility.
51

   

 

101. IED consultations within ADB helped shape the focus and scope of the evaluation. IED was asked 

to factor into the evaluation the changing contexts in other MFIs, in member countries, and in ADB, 

especially with respect to the evolving lending portfolio. ADB Management was eager to explore the 
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policies of other MFIs and recommended that the evaluation go beyond the past decade and check the 

SPS’s continuing relevance in the foreseeable future given the changing safeguards and development 

contexts.  

 

102. The NGO Forum at the 2018 ADB Annual Meeting suggested that core labor standards and 

gender be included in a new safeguard policy, and that issues concerning cofinancing and safeguard 

requirements be addressed.    

 

103. Communication strategy. To disseminate and communicate the findings of the evaluation, an 

Evaluation Illustrated and a news release were circulated.  

 

104. The messages of the evaluation were presented at two learning events in July 2020. 

 

• What Works, What Doesn’t, and Why? A panel discussion was joined by more than 350 

ADB staff and consultants. Based on feedback after the meeting, participants appreciated 

the event and acknowledged the expertise of the panelists. Some observed that the one-

hour session was insufficient.  

• At an NGO forum, participants were able to give their feedback and discuss issues with 

IED.  

 

105. IED presented the lessons of the evaluation at the 2020 Asian Evaluation Week in September 

2020. This virtual session had 130 participants.  

 

D. External factors  

 

106. The recent updates to the safeguard policies of other multilateral financial institutions have 

brought to the fore the need for the ADB SPS to be updated and modernized. As articulated by the DEC, 

the policy’s modernization should “bring the institution back on par with other multilaterals.”
52

   

 

107. The SPS is the most dated policy of its kind among MDBs, having been approved in 2009. It does 

not cover recent developments in safeguards or reflect some of the challenges, issues, and changes in 

the global agenda that have arisen in the past decade. The gap between the SPS and the more recent 

safeguard frameworks of other MFIs highlights the urgency of the evaluation’s findings and its 

recommendations designed to ensure that ADB’s safeguard policy remains relevant and effective. 

Harmonization of practices among development partners is also important for operational efficiency and 

consistency. Recent developments at other IFIs include the following:  

 

• The World Bank’s Environmental and Social Framework, launched in 2018,
53

 establishes  

safeguard standards and guidance notes on labor conditions, pollution prevention, 

community health and safety, biodiversity conservation, cultural heritage, financial 

intermediaries, and stakeholder engagement and information disclosure.  

• The Inter-American Development Bank’s Environmental Social Policy Framework, 

approved in 2020,
54

 includes standards on gender equality, and on labor and working 

conditions, which are aligned with international conventions. There are safeguard 

components for African descendants, persons with disabilities, and a stand-alone 

stakeholders’ engagement and information disclosure standard to ensure transparent 

and inclusive engagement on projects.  
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• The most recent update of the Equator Principles,
55

 released in 2019,
 
 has new 

commitments in the areas of human rights, climate change, indigenous peoples, and 

biodiversity.
56

  

• The European Bank for Reconstruction and Development updates its Environment and 

Social Policy every 5 years. Its most recent update was approved in 2019.
57

  

• The African Development Bank upgraded its environmental and social safeguards system 

and procedures with the adoption of an Integrated Safeguards System (ISS) in 2013 and 

revised Environmental and Social Assessment Procedures (ESAP) in 2015. These 

incorporated addressed the limitations of the ESAP, 2001 which they superseded.
58

  

• The Asian Infrastructure Investment Bank’s (AIIB) Environmental and Social Framework, 

approved in 2016, was amended in 2019, and again in 2021.
59

 

 

A.1.4.   ADB Support for Gender and Development, 2005–2015 

 

A. Background 

 

108. The Asian Development Bank has always recognized that gender equality is a key factor in its 

work to support countries in Asia and the Pacific to move toward prosperity and development. Over the 

years, ADB’s approach to and focus on gender equality have continued to evolve. In 1985, ADB’s strategy 

on gender focused on women as target participants in ADB operations. In 1998, ADB adopted a Policy 

on Gender and Development, which centered on gender mainstreaming.
60

 

 

109. To mainstream gender means to incorporate gender considerations into all ADB operations. To 

measure how well ADB does this, projects are given one of four categories: gender equity as a theme 

(GEN), effective gender mainstreaming (EGM), some gender elements (SGE), and no gender elements 

(NGE). GEN projects directly target and invest in women. GEN and EGM projects are considered gender 

mainstreaming. ADB’s corporate target for 2020 was for 50% of its operations to be gender 

mainstreamed.  

 

110. In 2008, ADB’s corporate Strategy 2020 identified gender as one of five “drivers of change” in 

its bid to promote inclusive growth, environmentally sustainable growth, and regional integration. This 

reiterated ADB’s commitment to gender equity and highlighted the attention it pays to gender issues in 

all its operations.  

 

111. The Gender Equality and Women’s Empowerment Operational Plan, 2013–2020 provided a 

framework and measurable actions to support achievement of the gender objectives of Strategy 2020. 

The plan identified persistent gender gaps that must be narrowed: human development (education and 

health); economic opportunities (employment, wages, and productive resources); and participation in 

decision making. Women’s time poverty and vulnerabilities to risks, as well as gender-based violence, 

must be reduced. Considering these challenges, the plan recognized that gender mainstreaming alone 

would not suffice, although it remained an important key approach. Targeted policies and investment to 

promote women’s and girls’ development are needed to hasten gender equality.
61
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112. IED’s evaluation assessed the relevance of ADB’s Policy on Gender and Development and the 

effectiveness of ADB’s response, including at the project level, with respect to member countries’ evolving 

gender challenges. It also assessed ADB’s structure and resources to deliver gender results. Conducted at 

a time when ADB’s Strategy 2030 was being prepared, the evaluation offered inputs to help shape ADB’s 

long-term gender approach.
62

  

 

B. Evaluation Findings and Recommendations 

 

113. The 1998 gender policy focused on gender mainstreaming. Since the adoption of Strategy 2020, 

ADB has set annual targets for gender mainstreaming operations. In 2015, 54% of ADB operations 

supported gender mainstreaming, surpassing the target of 45%.
63

 This was achieved through an increase 

in EGM operations from 15% in 2009 to 45% in 2015. However, the share of projects directly targeting 

gender equality and women’s empowerment showed a marked decline from 21% in 2005 to 8% during 

2011–2015. 

 

114. The evaluation reviewed all completed gender-mainstreamed projects approved during the 

2005–2015 evaluation period and found these projects had a 65% success rate; 47 of the 72 projects 

reviewed were able to deliver gender results.
64

 The evaluation also found that successful gender ratings 

were highly correlated with overall project success.
65

  

 

115. Common features of successful gender ratings included women’s participation in community-

based interventions, mobilization of women, and partnerships with nongovernment organizations. 

Technical assistance (TA) projects that provided livelihood training, helped improve government capacity 

for gender work, and supported gender-inclusive designs in infrastructure projects all helped foster 

gender results. Projects with not successful gender ratings were frequently beset with challenges related 

to the limited engagement of gender specialists, project designs, and sex-disaggregated data.  

 

116. Gender-mainstreamed projects that were combined with policy-based loans were found to be 

effective in delivering gender results. Policy-based loans helped improve policies and systems to improve 

gender equality, and complemented projects’ gender components.   

 

117. Gender portfolio assessments were conducted in eight countries. They were carried out for 43% 

of the gender-mainstreamed projects during the evaluation period.
66

 ADB gender-mainstreamed 

projectsin these countries were concentrated on agriculture, natural resources, and rural development; 

education; health; and water and other urban infrastructure services. They helped improve the education 

and health outcomes of women, and reduced women’s time poverty.  

 

118. The evaluation found limited support for women’s economic empowerment, enhanced 

participation in decision-making, and improved resilience. ADB did not systematically tackle gender-

based discrimination in labor markets, microfinance initiatives did not include components to encourage 

women’s entrepreneurship, and ADB did not highlight social protection systems to reduce women’s 

vulnerability. In the eight country assessments, women’s participation in projects or community 

organizations were the main activities aimed at improving women’s decision-making and leadership. 

There were very few projects aimed at reducing gender-based violence. 
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119. The evaluation recommended that Strategy 2030 should identify gender equality as a strategic 

priority and as a major factor in development outcomes. Since some gender challenges had been 

overlooked, it recommended that Strategy 2030 and its new operational plan should specify the gender 

priorities and targets along the five dimensions of gender equality: human development, economic 

empowerment, reduced time poverty, decision-making and leadership, and resilience to external shocks. 

ADB should increase the number of GEN projects in its portfolio to effect more direct and transformative 

impacts on all the five dimensions of gender equality.  

 

120. ADB gender strategies were found to be aligned with governments’ agendas, but limited by 

governments’ gender capacities and their level of appreciation of gender issues. The evaluation observed 

that gender results were not methodically monitored or regularly reported in country partnership strategy 

(CPS) final reviews.  

 

121. To help increase the understanding of gender issues, the evaluation advised that ADB should 

initiate and allocate funding for regular updates of country gender assessments and other gender 

knowledge products. Findings from these studies should be incorporated into CPSs. The evaluation also 

recommended that CPS results frameworks should include outcomes-based gender targets and reflect 

ADB’s corporate results framework.   

 

122. At the project level, gender action plans were found to have common indicators, but they did 

not reflect project-specific circumstances. The lack of time to assess project-specific gender challenges, 

together with the limited capacity of executing and implementing agencies, led to low-quality gender 

action plans. The evaluation recommended that ADB take measures to address this. ADB should ensure 

better gender analysis in its operations and should formulate project-specific indicators. ADB should also 

support capacity building in executing and implementing agencies.  

 

123. The evaluation proposed that ADB should build stronger partnerships with other development 

agencies, the private sector, and civil society in order to enhance financing and overall support for the 

gender agenda.  

 

124. The evaluation recommended that ADB should ensure it employed adequate numbers of staff 

for gender work, and that it should offer regular training in gender skills. It noted that some resident 

missions had no gender specialists or long-term gender consultants. According to the gender perception 

survey, staff acknowledged the need to improve technical capacity in gender work, and were willing to 

undertake training, including on-site or practical coaching and workshops on good practices. Gender 

mainstreaming skills and tasks should not be limited to gender specialists.  

 

C. Evaluation Influence 

 

125. The evaluation was released in 2017. In 2018, ADB released its long-term strategy, Strategy 2030, 

in which “accelerating progress in gender equality” was identified as one of ADB’s seven operational 

priorities.
67

 Reflecting the evaluation’s theory of change and its recommendations, Strategy 2030 

articulated ADB’s commitment to the five dimensions of gender equality: women’s economic 

empowerment, gender equality in human development, gender equality in decision-making and 

leadership, reduced time poverty of women, and women’s resilience to external shocks. It set the 

following target: by 2030, 75% of ADB operations should be supporting gender equality. 

 

126. ADB’s operational plan for gender equality, 2019–2024 used the same five dimensions as its 

strategic operational priorities, with measurable indicators and targets.
68

 These results are monitored as 
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part of the ADB Corporate Results Framework, 2019–2024. The Development Effectiveness Review, 2019 

was the first to report ADB’s contributions in these five dimensions using the following results 

indicators:
69

  

 

• jobs generated for women (women’s economic empowerment), 

• girls and women completing education or training (gender equality in human 

development), 

• women represented in decision making (gender equality in decision making and 

leadership), 

• women and girls with increased time savings (reduced time poverty of women), and  

• women and girls with increased resilience to external shocks (women’s resilience to 

external shocks). 

 

127. In response to the evaluation’s recommendations, the following actions were reported by ADB 

Management, demonstrating the instrumental use of this evaluation.
70

  

 

• country and regional gender assessments prepared (2018–2020); 

• country gender strategies integrated into CPSs (2019–2020); 

• 34 sovereign and 11 nonsovereign GEN projects approved (2018–2020); 

• gender action plans included in all gender mainstreaming projects (2019); 

• women’s leadership training programs and gender mainstreaming training sessions held; 

• enhanced partnerships, grants, and financing from partnerships for gender work 

arranged;  

• seven new gender specialists employed (2018–2020); and  

• 126 non-gender specialists received gender skills training (2018–2019)  

 

D. Influence Factors 

 

128. Importance and motivation. The significance of its topic gives an evaluation weight. Gender 

equality has always been central to development work; it was part of the Millennium Development Goals 

and is now part of the Sustainable Development Goals (SDGs). ADB’s Strategy 2020 recognized gender 

equity as a driver of change contributing to poverty reduction and sustainable economic growth.  

 

129. Quality of recommendations. The gender evaluation’s recommendations were actionable and 

generally aligned with ADB Management’s strategic and operational paths and ADB’s Policy on Gender 

and Development. They were that ADB should:   

  

• identify gender equality as a driver of change according to ADB’s Strategy 2030, 

• regularly update country gender assessments as part of the updated CPS business 

process,
71

  

• implement the gender agenda through both GEN and EGM projects, 

• employ gender diagnostics for evidence-based gender action plans, 

• conduct gender work with development partners, and  

• regularly conduct technical skills training on gender. 

 

130. Timeliness. The evaluation was released in 2017, in time for the preparation of Strategy 2030 in 

2018.  
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131. Communication Strategy. The following communications activities were undertaken to publicize 

the evaluation: 

  

• A news release presented the core findings of the evaluation in June 2017.
72

 

• The evaluation was featured in Evaluation Illustrated, a simplified knowledge product 

targeted at the public. 

• IED presented the evaluation findings specific to Bangladesh and Cambodia at two 

separate “What Works, What Doesn’t, and Why?” events.  

• In September 2017, the evaluation findings were shared at the ECG Practitioner 

Workshop at the World Bank, Washington, DC. Participants included evaluators from 

various international financial institutions.
73

  

• In March 2018, IED and the European Investment Bank co-organized an event entitled 

“Investing in Gender Equality: Knowledge-Sharing beteen Europe and Asia.” Discussions 

centered on the evaluation findings and experiences in promoting and integrating the 

gender dimension in the operations of international and development financial 

institutions.  

• IED contributed to the June 2017 ECG reference document Integrating Gender into 

Project-Level Evaluation.
74

 

 

132. These communication activities helped bring about conceptual and symbolic influence, as more 

people became aware of gender issues and the role of evaluation in promoting gender dimensions in 

development work. 

 

A.1.5.   Knowledge Solutions for Development: An Evaluation of ADB’s Readiness for Strategy 2030 

 

A. Background 

 

133. ADB has always recognized the role of knowledge in development. From the very start, ADB 

provided knowledge services through TA projects that supported and complemented its financial 

services. Over the years, ADB has enhanced its knowledge capacities and become more mindful of how 

its knowledge strategy can enable it to remain relevant and effective amid the changing needs of member 

countries.
75

  

 

134. In 1997, ADB established the Asian Development Bank Institute to generate knowledge to 

address long-term development issues and help in capacity building. The Poverty Reduction Strategy in 

1999 and the Long-Term Strategic Framework for 2001–2015 emphasized ADB’s role as a “learning 

institution and a primary source of development knowledge.” In 2002, ADB created the Regional and 

Sustainable Development Department as its central knowledge unit focused on strengthening 

institutional, sectoral, and thematic knowledge. ADB’s Knowledge Management Framework in 2004 

formulated knowledge goals, actions, outputs, and outcomes to guide ADB’s transition into a 

knowledge-based organization.
76

  

 

135. In 2008, ADB adopted Strategy 2020, which recognized knowledge as a catalyst that can 

accelerate development.
77

 The strategy emphasized integrated knowledge solutions and introduced the 

“finance++” approach, which combined ADB’s financing with knowledge and partnerships. The 
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strategy’s midterm review in 2014 highlighted the need for incentives to increase and improve ADB’s 

knowledge work.
78

 Knowledge management action plans that covered 2009–2011 and 2013–2015 

brought more attention to empowering communities of practice, and to enhancing staff learning and 

skills.
79

    

 

136. In 2018, ADB adopted Strategy 2030, which continued to highlight a combination of finance, 

knowledge, and partnerships as the key to maximizing development impact.
80

 With knowledge playing 

a growing role in ADB operations, the strategy argues that ADB should strengthen its research capacity 

so it can provide more evidence-based policy advice. ADB needs to boost its role as a knowledge provider 

to member countries. Knowledge partnerships should be actively expanded and nurtured.   

 

137. The evaluation’s major objectives were to make recommendations to support the 

implementation of Strategy 2030 with respect to knowledge, and to guide the development of the 

knowledge management action plan. IED carried out a process evaluation focused on ADB’s structure 

and how it delivered knowledge solutions.
81

 

 

B. Evaluation Findings and Recommendations 

 

138. The evaluation concluded that, despite the many knowledge management initiatives that had 

already been implemented, ADB’s structure and practices constrained it from providing integrated 

knowledge solutions as envisioned in Strategy 2030.
82

 The evaluation articulated several issues that must 

be addressed if ADB is to become an effective knowledge institution.  

 

139. Systems and structure. The evaluation made the following major observations: 

• ADB’s systems and incentive structure are built on speed and disbursement rather than 

on developing thoughtful knowledge solutions. The incentive system for work units and 

staff does not place any significant emphasis on developing and sharing knowledge 

solutions. Staff in operations broadly agreed that project processing was the primary or 

only means to promotion. ADB’s consensus-based and risk-averse culture does not 

promote innovative knowledge solutions.  

• ADB has strong operations department silos that hamper the flow of knowledge across 

ADB and limit the collaboration of specialists. There is virtually no sharing of human 

resources across its operations departments.  

• Collaboration between ADB’s knowledge and operations departments is not common 

practice. Sector and thematic groups are insufficiently staffed and resourced to provide 

high-level systematic support to operations groups. The primary interaction between the 

Economic Research and Regional Cooperation Department and operations departments 

is through economic analysis and procedural compliance. 

• ADB’s quality review comes late in the project design process and thus provides only a 

limited opportunity for corrective measures.  

• ADB does not measure knowledge solutions systematically. 

 

140. Heavy reliance on consultants. The evaluation had the following reservations about ADB’s use of 

consultants: 
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• ADB formally separates consultants from staff, which limits consultants’ ability to 

function in teams.  

• Experience and tacit knowledge gained by consultants are not gained by ADB.  

• Consultants may not have an adequate understanding of the country contexts necessary 

to provide tailored knowledge solutions.  

 

141. Information technology and knowledge management tools. The evaluation noted that ADB had 

made significant investments in IT, yet its systems still had major weaknesses:  

 

• ADB’s efforts to improve internal information technology and expand knowledge 

management tools have been hampered by the number of internal databases and 

incompatible tools.  

• ADB does not have a system to codify and share tacit knowledge, lessons, and 

experiences efficiently.  

• ADB does not have a strong system of sharing documents and has no centralized system 

for publications. Most internal ADB documents are confidential. Practices for information 

sharing are not consistent across ADB. The ADB approvals process continues to rely on 

hard copies and physical signatures.  

 

142. To support Strategy 2030, the evaluation proposed that ADB move past the finance++ model, 

and work towards a knowledge++ model in which knowledge solutions are the major form of support, 

complemented by finance and by partnerships.  

 

143. The evaluation argued that ADB Management had to choose between two approaches.  The first 

was to remain a finance++ bank, bolstered by several reforms. Initiatives already in place should 

continue. These included the Resident Mission Operations Review, the Review of Technical Assistance 

Reform, the Country Partnership Strategy Review, the Digital Agenda, the Cultural Transformation 

Project, and upcoming reviews of human resource policies. ADB should strengthen its efforts to increase 

cooperation between different operations units and consider providing incentives to staff and managers 

to collaborate with other units. Sectoral and thematic groups should be involved in the early stages of 

project development. ADB should review the role of its consultants.  

 

144. The second choice was to effect a radical transformation so that ADB can become a 

knowledge++ bank. This would entail significant investments in staff and a review of staff and 

consultant roles. The organizational structure of ADB would have to allow staff to work in 

multidisciplinary teams within departments and to collaborate with other units.  

 

145. Whichever approach ADB chose, it would need to develop knowledge benchmarks, targets, and 

metrics. The new knowledge management action plan should include a detailed results framework to 

measure the production and contribution of ADB knowledge solutions.  

 

C. Evaluation Influence  

 

146. ADB Management agreed with all the evaluation’s recommendations. With respect to the central 

recommendation, Management stated that ADB would be positioned between the knowledge++ and 

finance++ choices. Management committed itself to continue strengthening processes, structures, and 

other arrangements to further facilitate and promote knowledge in its operations.
83
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147. In March 2021, ADB released a Knowledge Management Action Plan (KMAP) for 2021–2025.
84 

This followed the basic tenet of the evaluation: ADB needs to transform itself into a knowledge 

organization as envisioned by Strategy 2030. ADB must seek to become the regional advisor and 

knowledge solution provider to support member countries in their respective development paths. To this 

end, ADB’s work must be based on three pillars:  

 

• Pillar 1: ADB must invest in people and promote culture change. Staff members should 

have knowledge management competencies, and performance review should include the 

staff member’s contribution to collaboration and learning. The promotion of a 

knowledge culture should come with excellent talent management and a corporate 

learning platform for staff. ADB should develop an expertise locator to identify expertise, 

networks, and communities across ADB. ADB should promote innovation by adopting a 

less risk-averse approach and by valuing learning from mistakes.  

• Pillar 2: ADB should improve its processes and systems to enhance its capacity to deliver 

tailored knowledge solutions to member countries. ADB must support a bigger role for 

resident missions in evaluating the knowledge programs developed by its regional and 

other departments.
85

 ADB should make use of advanced technology and its digital 

agenda to create a more connected knowledge network, one that allowed for easier 

collaboration and knowledge management. Departments should have dedicated teams 

to carry out knowledge management functions.  

• Pillar 3: ADB should strengthen its internal relationships as well as those with member 

countries and with development partners. ADB’s knowledge network should be able to 

use ADB’s knowledge resources, from country teams to sector groups, including 

consultants, to provide comprehensive and integrated responses to the needs of member 

countries. Resident missions are in the best position to build local knowledge networks 

and to maintain relationships with member countries. ADB should strengthen its 

engagements with knowledge partners and improve processes to support the creation 

of knowledge solutions. 

 

148. KMAP includes a results framework to help ADB to measure knowledge production and its 

contributions to member countries.   

 

149. Management committed to deliver the following products and changes in 2021:
86

  

 

• A master class for experienced mission leaders to enhance and standardize the quality of 

project leadership and to create a strong pool of project team leaders.  

• A culture activation road map to promote a culture of knowledge sharing, collaboration, 

and innovation. 

• A revised country partnership strategy process to include dynamic country knowledge 

plans. 

• A new client survey to measure client views on the use, client satisfaction, and the 

benefits of ADB’s knowledge solutions, including the quality and relevance of TA 

programs.
87

  

 

150. Management committed to deliver these products and changes in 2022–2024:  

 

• Increased flexibility in contracts, including renewable fixed-term contracts for staff.  
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• An innovation hub that will build knowledge management and collaboration capacity, 

provide innovation tools, and enhance relationships with other innovation networks. 

• A corporate learning platform to centralize offerings and to help reduce skill gaps.  

• Revised terms of reference and functions for sector and thematic groups to strengthen 

their roles in upstream country knowledge work, including project and program design 

and internal quality review of projects at the concept stage.  

• Training sessions on advanced knowledge management skills for sector and thematic 

groups.   

• Knowledge management focal points in each department with terms of reference that 

emphasize knowledge management competencies, the formulation of country 

knowledge plans, implementing KMAP and managing strategic knowledge partnerships. 

• Submission of the requirements for accreditation as a knowledge management system 

(ISO 30401:2018).
88

   

• An improved electronic document and record management system.   

• Formal collaboration with the community of knowledge management practitioners 

across the MDBs. 

 

D. Influence Factors 

 

151. Importance and motivation. The importance of the evaluation derived from ADB’s Strategy 2030, 

which declared the importance of quality and tailored knowledge solutions if ADB is to remain relevant 

in the region.   

 

152. Quality of recommendations. The lessons and recommendations of the evaluation are in line with 

Strategy 2030 and the “One ADB” approach. One ADB promotes interdepartmental collaboration and 

integrated knowledge solutions from ADB’s different units. Management’s initiatives with respect to 

knowledge management after the approval of Strategy 2030 followed the evaluation’s basic principle on 

the need for transformation. These initiatives included the KMAP, Review of Resident Mission Operations, 

the Digital Agenda, and the Data Management Sub-Committee.
89

  

 

153. Timeliness. The 2020 evaluation was completed in time for the preparation of the KMAP, the 

Resident Mission Operations Review, the Review of Technical Assistance Reform, and Country Partnership 

Strategy Review. All four held consultations in 2019–2020, and Board discussions in 2020–2021.
90

 

 

154. Stakeholder ownership. IED held constructive dialogues with Management and staff during the 

evaluation. The evaluation was informed by interviews with 269 management, staff, and consultants, 

from headquarters and resident missions, across the six operations departments, the Information 

Technology Department, and knowledge departments, including the ADB Institute. The evaluation also 

sought the view of key personnel in governments and development partners.
91

  

 

155. Communication strategy. In August 2020, IED circulated a press release highlighting the need for 

ADB to transform itself into a knowledge solutions bank if it was to remain relevant in the region. ADB 

must be able to deliver integrated knowledge solutions to meet the demands of its member countries.
92

 

In October 2020, IED held a discussion session with the Board on ADB’s path towards becoming a 

 
88

 The International Organization for Standardization (ISO 30401) sets the worldwide standard for knowledge management to 

optimize the value of organization knowledge and as a basis for auditing, certifying, evaluating and recognizing competence in 
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knowledge solutions bank. Two external experts, the chief of the Knowledge Advisory Services Center, 

and the DEC chair were the speakers. This event was followed by a “deep dive” session with the Board 

during which the evaluation’s team leader presented the findings of the evaluation. In February 2021, 

the team leader presented the core findings of the evaluation at the IED knowledge event: “What Works, 

What Doesn’t, and Why? Is ADB Ready to Meet the Knowledge Demands of its Partners?” The panel 

included an executive director, vice president–operations 2, and the chief of the Knowledge Advisory 

Services Center. The virtual event was attended by more than 220 staff and consultants.  

 

156. IED published an Evaluation Illustrated for the knowledge evaluation.  

 

A.1.6.  ADB Support for Public–Private Partnerships, 2009–2019 

 

A. Background 

 

157. Public–private partnerships (PPPs) are long-term contractual arrangements between entities in 

the public and private sectors to provide infrastructure and services. At ADB, PPPs are associated with 

large-scale infrastructure development in the energy, transport, and public utility service sectors.
93

  

 

158. Under PPPs, the delivery of goods and services is not constrained by government budgets since 

the private party bears the financing responsibilities of the project. The private sector’s management and 

technical expertise and deft handling of innovations are expected to bring about better and more efficient 

delivery of public goods and services.  

 

159. For PPPs to attract private sector players, an enabling environment and a hospitable investment 

climate (including efficient and transparent operating and regulatory systems, and legal and institutional 

frameworks for contract enforcement) must be established. Stable and predictable conditions reduce the 

perceived risks for private sector players, whose investments are long-term and large-scale.  

 

160. ADB regards PPPs as a way of reducing the huge infrastructure gap in Asia and the Pacific without 

depleting scarce government resources. However, most ADB developing member countries are not ready 

for PPPs. Their regulatory environments are mostly weak and the investment climate across the region is 

beset by corruption, lack of transparency, and unpredictable judicial systems. State-owned enterprises 

crowd out and compete with the private sector. While there have been reforms and measures to improve 

the legal, institutional, and regulatory environments for PPPs, these have often not been transformational 

enough to attract and mobilize private sector investments. Private sector guarantees and insurance 

products to help mitigate risks are too costly or are not available in most member countries.   

 

161. It is in this context, along with support for Strategy 2020, that the PPP Operational Plan, 2012–

2020 was formulated. The plan identified the key constraints of PPPs in the region and articulated four 

operational pillars to address them. It provided a comprehensive results and monitoring framework for 

PPPs, with key outputs and outcome indicators under its four pillars.
94

   

 

• Pillar 1: Leading PPP advocacy and capacity development. 

• Pillar 2: Creating enabling environments and development of policy, regulatory, sectoral, 

and institutional frameworks to facilitate PPPs. 

• Pillar 3: PPP project development and provision of transaction advisory services. 

• Pillar 4: PPP project financing.  
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Pillars 1 and 2 help pave the way for PPPs and are referred to as upstream activities. Pillars 3 and 4 are 

downstream activities.  

 

162. The PPP Operational Plan has not been updated since 2012.   

 

163. The Office of Public–Private Partnership (OPPP) was formed in 2014 as the central unit managing 

ADB’s PPP activities. The OPPP originally had two main units: the Transaction Advisory Services (TAS) unit 

and the PPP Coordinating and Supporting Functions unit.  

 

164. Also in 2014, the Asia Pacific Project Preparation Facility (AP3F) was established. This is a multi-

donor fund established specifically to help finance the legal, technical, and financial advisory services 

required to prepare and structure PPP transactions. In 2015, OPPP formed an Operations and Resource 

Team to manage ADB-wide trust funds and financing partnership facilities, including AP3F. In 2019, OPPP 

was reorganized to form two TAS divisions, which were also mandated to manage AP3F.  

 

165. Strategy 2030 reiterated ADB’s focus on infrastructure and its commitment to further support 

PPPs through the four pillars of the PPP Operational Plan.
95

 Strategy 2030 directed the use of PPPs in its 

support for building low-carbon investments and livable cities, two activities included in its operational 

priorities.     

 

166. ADB has estimated that the region’s infrastructure needs from 2016 to 2030 exceed  

$22.6 trillion. This amount of investment is needed if the region is to maintain its growth, eradicate 

poverty, and respond to climate change.
96

 With governments’ spending focused on COVID-19 pandemic 

responses, the relevance of PPPs has become even more pronounced, and private sector capital has 

become more critical.
97

 

 

167. The 2009–2019 evaluation period covered the adoption of the Operational Plan, 2012–2020; the 

creation of OPPP in 2014 and its reorganization in 2019; and the adoption of two corporate strategies—

Strategy 2020 and Strategy 2030. The evaluation portfolio covered 2009 to 2018.  

 

168. The evaluation aimed to determine the effectiveness and relevance of ADB’s PPP operations 

through the lens of the PPP Operational Plan, also taking to account ADB’s strategic goals and its 

commitment to the development needs of its developing member countries. 

 

B. Findings and Recommendations 

 

169. The evaluation found that the results of ADB’s PPP operations were only modest. Downstream 

activities delivered positive outcomes but were limited in scope, and upstream activities were lacking. 

There was inadequate coordination and a fragmented approach to PPPs. ADB’s PPP operations did not 

focus on private sector involvement nor on strategic and development goals.
98

  

 

170. The evaluation’s review of country partnership strategies (CPSs) revealed that PPPs were rarely 

linked to development goals. CPSs focused on ADB’s financing and capacity building activities. Enabling 

reforms for PPPs and partnerships with the private sector were not emphasized.  
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171. ADB’s successes have been limited and have not brought about the transformation needed to 

generate substantial private sector involvement and investments in the delivery of infrastructure and 

services. The evaluation found that:  

 

• Nonsovereign PPP projects led to increased private sector participation in the provision 

of sustainable infrastructure and helped increase the utilization of new technology. This 

was most apparent in the energy sector. These successes demonstrated the viability of 

PPP contracts and arrangements.   

• ADB’s sovereign operations and TA led to better PPP policies and processes in 

Bangladesh, the PRC, India, Mongolia, and Nepal.  

• ADB’s capacity building activities supported the creation of PPP centers, the development 

of government-led infrastructure funds, and training for local government officers in the 

PRC, India, Indonesia, and the Philippines.  

• The Private Sector Operations Department’s (PSOD) mobilization of third-party capital 

resources fell short of the PPP Operational Plan’s standards.  

 

172. The evaluation found there was insufficient coordination across the four pillars of the PPP 

 

173. Operational Plan and across different departments.
99

 The “One ADB” Approach, which was 

formulated to bring about holistic and integrated solutions, was not consistently demonstrated by the 

regional departments, OPPP, nor PSOD.    

 

174. The evaluation found that PPP activities and support were skewed toward downstream activities; 

ADB’s attention to upstream activities was inadequate.
100

 ADB’s approach focused on transactions and 

not on the development of PPP markets. Work on reforms and enabling environments was insufficient 

(pillar 2). While there were some successes, policy constraints and regulatory bottlenecks were not 

effectively reduced. This limited the effectiveness of PPPs in bringing about the transformation needed 

to mobilize private sector capital.  

 

175. The evaluation found that stakeholders expected more upstream support from ADB. The 

structuring and financing of PPP projects are important, but private sector players did not regard them 

as critical since these services could be accessed from the private sector. Proactively developing PPP 

markets and creating investment opportunities are examples of upstream activities that could bring in 

more private sector capital and expertise.  

 

176. ADB’s organizational structure and institutional arrangements were biased towards downstream 

PPP activities: project development and transaction advisory services (pillar 3) and project financing (pillar 

4).  

 

177. Monitoring and reporting bias. The evaluation found a number of examples of monitoring and 

reporting bias: 

 

• There were no results indicators for pillars 1 and 2 in OPPP or regional departments.  

• With the creation of OPPP in 2014, ADB ceased implementing the results framework for 

the four pillars, and mostly reported on the number of PPP project contracts. As of 2019, 

 
99
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Sector Operations Department (PSOD).  

100
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the OPPP key performance indicators focused on commercial closures (awarding of 

concessions) and TAS.   

• PSOD targets centered on the number of PPP-related financing operations approved and 

disbursed.  

 

178. Organizational bias. The evaluation found that the way ADB has structured its PPP activities 

appears to favor TAS engagements at the expense of upstream activities.  

 

• The 2019 reorganization of OPPP allocated more staff and resources to the department’s 

two major TAS units. There is a risk that this could further dilute the support for PPP 

advocacy, capacity building, policy and sectoral reforms, and ADB-wide coordination. 

• During the 2014–2019 period, PSOD was allocated 24 new PPP-related positions, while 

the regional departments were not allocated any new positions for PPP-related activities.  

• Since 2019, the TAS divisions of OPPP have had control and management of the AP3F. 

According to the evaluation, this arrangement meant that TAS divisions would have a 

natural tendency to favor TAS activities, putting pillars 1 and 2 at a further disadvantage 

as they competed for AP3F resources. The number of TAS engagements more than 

doubled in 2019.    

 

179. ADB did not provide enough support for the early stages of project development (pillar 3). Proper 

appraisal of PPP projects and value-for-money analyses were mostly neglected. These activities are needed 

to determine a project’s viability and the suitability of PPP as a procurement option. Local capacities  for 

project identification, appraisal, and project screening were not improved.  

 

180. The development of PPP project pipelines was constrained by the absence or high cost of risk-

mitigation products. Private developers and institutional investors are more likely to engage in PPP 

arrangements if risks are covered by guarantee and insurance products.  

 

181. The evaluation found that most PPPs’ monitoring and documentation systems were inadequate. 

In addition to the absence of performance measures for pillars 1 and 2, PPP monitoring often stops right 

after the completion of project outputs. Long-term results and outcomes—such as the longer-term 

operational performance of projects, the achievement of financial closure, and the amount of private 

sector capital mobilized—were not measured.  

 

182. Given the lack of an updated operational plan, unclear roles for PPP activities, and the absence 

of performance and outcome measures for the whole breadth of PPP activities, the evaluation 

recommended that ADB prepare a PPP directional guidance paper aligned with ADB’s commitment to 

quality infrastructure in Strategy 2030 and in the SDGs. The guidance paper should have a strong focus 

on delivering optimal development outcomes and mobilization targets through PPPs.  

 

183. The guidance paper should provide a strategic approach and a results framework that takes into 

consideration the four pillars identified in the operational plan. The PPP monitoring and evaluation 

system should cover the entirety of the project cycle and include outcomes beyond project closure, early 

operating maturity, and commercial closure. The mobilization of capital should be a key measure of 

PSOD’s performance. The system should include indicators with baselines and target values. 

 

184. The guidance paper should promote early and continuous engagement with member country 

governments to systematically identify and support PPP projects. This would help improve local capacity 

in using cost–benefit and value-for-money analysis to screen alternative procurement modes. The 

importance of policy, institutional, regulatory, and sectoral reforms, including those affecting state-

owned enterprises, should be clear in ADB’s PPP support.  
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185. The evaluation recommended the increased use of the available risk mitigation products and the 

provision of political risk and partial credit guarantees to facilitate private sector investment in PPP 

infrastructure projects.  

 

186. The evaluation recommended the reform and separation of the PPP Thematic Group Secretariat 

(PPP TGS) from OPPP. OPPP’s priority is transaction advisory activities and it has had initial successes in 

pursuing these. The new PPP TGS would lead pillar 1 and pillar 2 activities, and coordinate PPP operations. 

It would help deliver holistic assessments to member country clients, support infrastructure sector 

reforms, and strengthen regulatory environments. The evaluation suggested that the new PPP TGS should 

manage the AP3F funds and PPP partnerships.  

 

C. Evaluation Influence 

 

187. Consistent with the evaluation’s recommendation, Management said it would prepare a PPP 

directional guidance paper, in line with Strategy 2030 operational priorities, quality infrastructure 

outcomes, and IED recommendations.
101

 The guidance paper will emphasize enhanced support for PPP 

capacity development (pillar 1) and building an enabling environment (pillar 2). It will include a clear 

underlying theory of change, an improved monitoring and evaluation system for PPPs, a results 

framework and associated implementation guidelines with an increased focus on pillars 1 and 2, and 

measurable key performance indicators for all PPP operations. Key performance indicators for the four 

pillars will cover the entirety of the project cycle and include long-term outcomes.  

 

188. The guidance paper will also highlight ex ante value addition, including project screening, 

identification, and prioritization. PPP action plans will be developed for CPSs and indicative country 

pipeline and monitoring reports (ICPMs) with strategic PPP components.
102

 A value-for-money analysis 

will be included in all PPP mandates and projects. To guide the analysis, a value-for-money guidance note 

will be developed.    

 

189. Management agreed with the evaluation that ADB should be increasing its use of credit 

enhancement products (CEPs) to improve the overall bankability of PPP projects.
103

 CEPs include partial 

credit guarantees and political risk guarantees. To do this, workshops will be conducted to encourage 

the use of CEPs. CPSs with prominent PPP components should identify the need for CEPs. ADB should 

screen CPSs and ICPMs to identify PPP projects that can use CEPs.  

 

190. Management did not agree with the evaluation’s recommendation that PPP TGS be separated 

from OPPP. However, in April 2021, it approved a realignment of OPPP to strengthen the role and 

functions of the PPP TGS and to avoid potential conflicts of interest.
104

 The PPP TGS will be responsible 

for coordinating ADB-wide PPP activities, knowledge management, and skills development, and for 

facilitating the One ADB approach to PPP interventions. To perform these functions, ADB Management 

committed itself to enhancing the independence, visibility, and reach of the new PPP TGS, and to 

augmenting its resources and staff capacity.  

 

191. To avoid potential conflicts of interest, the PPP TGS will be functionally separate from TAS 

functions and units. AP3F management has also been transferred from the TAS units to PPP TGS, in line 

with the evaluation’s recommendation.  
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D. Influence Factors 

 

192. Importance and motivation. The fact that the PPP Operational Plan had not been updated since 

2012 gave the evaluation a clear point. The evaluation was designed to inform and guide the ADB Board 

of Directors and Management on the direction of PPP at ADB.  

 

193. The role of PPPs has increased because of the COVID-19 pandemic’s impact on government 

resources.  

 

194. Quality of recommendations. ADB Management and the Development Effectiveness Committee 

(DEC) acknowledged the useful insights and constructive recommendations of the evaluation.
105

  

 

195. The recommendations were consistent with Strategy 2030 and the Operational Plan for Private 

Sector Operations, 2019–2024 with respect to enhancing support for PPPs.  

 

196. The recommendation on increasing the use of credit enhancement products was consistent with 

the current efforts of ADB.
106

 ADB now has dedicated resources to focus on supporting sovereign 

operations for early-stage PPP operations, including country-specific or regional guarantee facilities. 

Donor funds administered by ADB are also being employed to expand CEP operations.  

 

197. The underlying rationale and principle of the recommendation on the separation of the PPP TGS 

from OPPP was clearly established. Although the recommendation was not accepted, Management 

agreed with the principle of the recommendation and reorganized OPPP to address the issues presented 

and to work towards the objectives of the recommendation.    

 

198. Credibility. IED’s PPP evaluation in 2009 significantly influenced the development of the PPP 

Operational Plan, 2012–2020.
107

 The usefulness of IED’s previous evaluation contributed to the credibility 

of the evaluation in 2020.   

 

199. Timeliness. The PPP Operational Plan had not been updated since 2012, and ADB adopted 

Strategy 2030 in 2018. The evaluation was completed in time for Management’s review of PPP. It was 

on the advice of IED that the revision of the operational plan, initially slated for late 2018, was deferred 

until the evaluation was completed.  

 

200. Communication strategy. IED circulated a news release on the major findings and 

recommendations of the evaluation. Headlines focused on the recommendation to increase upstream 

support for and early engagement in PPPs to reduce the larger investment gaps expected in the post-

COVID era.
108 

 An Evaluation Illustrated was prepared for the PPP evaluation and published in October 

2020.  

 

201. In March 2021, the findings of the evaluation were presented at an IED “What Works, What 

Doesn’t, and Why?” knowledge event. Panelists included an alternate executive director, head OPPP, 

director general SDCC, and deputy director general PSOD. The virtual event was attended by over 280 

ADB staff and consultants. Feedback showed staff were eager to learn from the event. Participants 

appreciated the expertise of the panelists but suggested that case studies would have made the messages 

and lessons clearer. They also recommended that more time be allocated to knowledge events.  
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202. The evaluation findings were also presented at the AIIB Practitioner Dialogue. The virtual event 

was attended by over 90 Asian Infrastructure Investment Bank staff.  

 

203. External. The strategic focus of the World Bank Group and other institutions has recently 

emphasized the importance of upstream policy and regulatory reform work to generate more private 

sector investments. 

 

A.1.7.  ADB Energy Policy and Program, 2009–2019 

 

A. Background 

 

204. Energy has always been central to ADB’s strategy and operations. For over 40 years, ADB has 

been assisting developing member countries to improve energy security, and to increase access to clean 

and modern energy. During the 2009–2018 period, ADB helped connect some 5 million households to 

electricity; increase energy generation capacity by 18,122 megawatts, 5,933 megawatts of which were 

from renewable sources; and add 23,599 kilometers
109

 of power transmission lines.
110  

 

205. ADB adopted its first energy policy in 1981. With the 1970s oil crises still fresh, the policy focused 

on energy generation, including the development of indigenous energy sources and the growth of 

foreign investments in energy in member countries.
111

  

 

206. In 1995, ADB adopted its second energy policy, which recognized the issues brought about by 

the dual role of governments as policy makers and energy creators. The policy highlighted the importance 

of efficiency with full cost-recovery, reduced subsidies, and independent regulatory mechanisms of 

energy investments. The 1995 policy sought the corporatization and commercialization of government-

owned utilities and greater private sector investments.  

 

207. In 2000, an energy policy review made poverty reduction one of the policy’s primary objectives. 

The review highlighted the need for greater private sector participation, more attention environmental 

impacts, and increased regional cooperation in energy programs. An independent evaluation of this 

review was published in 2007.  

 

208. ADB adopted its third energy policy in 2009. This reflected some of the recommendations of the 

2007 independent evaluation and was aligned with Strategy 2020.
112

 The Energy Policy, 2009 was 

founded on three pillars: energy efficiency and renewable energy; energy for all; and energy sector 

reform, capacity building, and governance.
113

  

 

209. In 2018, ADB adopted Strategy 2030, which identified climate change mitigation, climate 

resilience, and environmental sustainability as its third operational priority. Strategy 2030 stated that 

75% of its operations would be in support of climate change mitigation and adaptation by 2030, and 

that it would provide $80 billion in climate finance from its own resources from 2019 to 2030. Strategy 

2030 put the spotlight on climate change, and subsequently on energy since energy generation is a major 

source of greenhouse gas emissions in Asia.
114

  

 

210. After more than a decade, ADB began the process of updating the Energy Policy, 2009 in view 

of the rapid technological advances in the energy sector, the rising concerns connected with climate 
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change and air pollution, the changing demands of member countries, and the new corporate priorities 

of ADB under Strategy 2030.
115

   

 

211. In 2020, IED assessed the relevance of the Energy Policy, 2009 and the ADB energy program 

against the needs and priorities of its member countries during the 2009–2019 evaluation period. To 

inform the forthcoming revision of the energy policy, the evaluation investigated the current policy’s 

relevance to the current and foreseeable sector context and global concerns. It articulated issues and 

provided lessons and recommendations to the ADB Board and Management.    

 

B. Evaluation Findings and Recommendations 

 

212. During the 2009–2019 evaluation period, ADB approved $42.5 billion in financial support to the 

energy sector. This made energy the second-largest sector in ADB in terms of volume.  

 

213. The evaluation found the Energy Policy, 2009 to have been relevant during the evaluation period, 

but noted that it was no longer relevant to the current and foreseeable sector context and global 

concerns, particularly climate change.  

 

214. The evaluation recommended that ADB adopt a new energy policy to reflect the urgent consensus 

on climate change, the Paris Agreement, the SDGs, rapid advances in technology, and ADB’s new Strategy 

2030.  

 

215. The evaluation was not satisfied with the ambiguous position of ADB with respect to coal-fired 

energy generation. The 2009 policy did not prohibit the financing of coal-fired energy generation 

projects, yet ADB had ceased financing these since 2013.  

 

216. The evaluation recommended that ADB prepare a new energy policy that made climate change 

mitigation and adaptation a core priority. In line with this, it also recommended that ADB formally 

exclude financing for new coal-fired generation projects and help member countries phase out coal-

based energy and transition to cleaner energy. Minimizing the ill effects of existing coal plants on the 

environment and public health should also be on the agenda. The policy should be accompanied by an 

implementation guidance document and clear selection criteria for energy projects.  

 

217. The energy program was successful in improving the availability and reliability of electricity in the 

region over the 2009–2019. ADB energy operations followed member countries’ priorities in their 

respective country partnership strategies, which mostly focused on the supply and reliability of energy. 

The largest chunks of ADB energy financing went to transmission and distribution (39% of total energy 

financing), followed by conventional energy generation (14%), and renewable energy generation (13%). 

These investments reduced power shortages and helped lower energy costs.  

 

218. The overall results of ADB’s energy program were limited since country partnership strategies 

were only weakly aligned with the Energy Policy, 2009 and with sector operational plans. This led to 

marginal support in other priority areas. With many countries nearing universal electricity access, there 

was little demand for new electricity connections even though there are still remote, poor, and 

marginalized communities with no access to electricity and clean energy for cooking and heating. Only 

a small fraction of transmission and distribution projects focused on “last mile” electrification activities, 

suggesting that ADB had abandoned the policy’s second pillar of universal access.  

 

219. Support for demand-side energy efficiency was clearly lacking, although energy efficiency was 

the policy’s first pillar. Not much was done through energy sector reforms to improve the efficiency and 

financial viability of institutions. Projects hardly mentioned regional cooperation, climate change 
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adaptation, or infrastructure resilience. Gender equity was also largely neglected. Of the projects 

approved during the evaluation period, 55% did not have any gender elements and none were classified 

as “gender equity.” 

 

220. The evaluation recommended that ADB undertake more high-level engagements with member 

countries to support their long-term energy plans. ADB should increase and improve its support for sector 

reforms that would support efficient, competitive, and financially viable energy companies; demand-side 

energy efficiency projects; and distribution network enhancement. ADB should improve its renewable 

energy expansion and integration activities through energy storage, digitization, grid management, and 

other innovative technologies. ADB should work towards coordinated energy investments and integrated 

energy networks across countries to improve energy security and maximize regional resources.   

 

221. Given that most activities are dependent on electricity, ADB should broaden the scope of its 

energy interventions and consider their use within the framework of other sectors. Energy interventions 

to support rural development via off-grid systems, or improved health via clean cooking fuels, are 

examples of cross-sectoral applications that would meet new energy needs and maximize impact. To do 

this, ADB should provide the necessary organizational and administrative changes and incentives to 

support cross-sectoral work.  

 

222. The evaluation observed that much of the knowledge developed in energy operations and TA 

activities was neither circulated within ADB nor published. Instead of learning from the experiences and 

lessons of earlier projects, new projects had to face the same recurring issues. The evaluation 

recommended that ADB modify its incentive structures and improve collaboration channels to encourage 

knowledge creation and dissemination, innovation, and quality at entry.  

 

C. Evaluation Influence 

 

223. Management agreed to update the Energy Policy, 2009 to align it with the global consensus on 

climate change, the Paris Agreement, the SDGs, and Strategy 2030. Management also decided to conduct 

stakeholder consultations to determine whether ADB should formally withdraw from financing coal-fired 

power and heat generation.
116

  

 

224. In May 2021, a draft paper, Energy Policy: Supporting Low-Carbon Transition in Asia and the 

Pacific, was published for public consultation.
117

 As of 30 April 2021, there had been 19 consultations 

with ADB members, development institutions, energy sector experts, civil society organizations, and the 

public. These discussions were designed to help ADB understand the needs of its member countries, the 

current developments in the sector, and the global context of energy-related issues.
118

 

 

225. The new Energy Policy that was finalized and approved by ADB in September 2021 explicitly 

references lessons from the IED evaluation. The findings and recommendations of the evaluation are 

mirrored in the five policy principles of the Energy Policy, 2021.  

 

226. The first principle aims to secure energy and ensure the provision of “last-mile” access for 

electricity as well as clean energy for cooking and heating. ADB will push for the inclusion of cooking 

energy issues in national planning and strategies. This principle will support gender equity since women 

and their unpaid work are disproportionately affected by the lack of access to clean and modern energy. 

The first principle goes further by promoting energy-based livelihood opportunities for women.  

 

227. The second principle, centers on building a sustainable and resilient energy future, and 

encompasses climate action, resilient infrastructure, and environmental sustainability. ADB will work 
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toward improving energy efficiency, including demand-side energy efficiency; accelerating the 

deployment of renewable energy coupled with decarbonization; and improving the resilience of energy 

infrastructure. The policy clearly states that ADB will cease financing new coal power and heat generation 

plants, or any coal, oil, and gas exploration and extraction activities. ADB will not participate in activities 

that will extend the life of coal facilities, but it will finance emission control technologies that will reduce 

the environmental and health impacts of coal use. ADB will help member countries phase out coal and 

transition to cleaner energy. 

 

228. The third principle focuses on supporting institutions and sector reforms that lead to better 

governance, efficient and financially viable energy utilities and companies, and more private sector 

participation. The increasing share of renewable energy, and its integration into current systems may call 

for new business models and a host of other services and innovative technologies that would require 

institutional and policy support. ADB will encourage sector-wide, long-term planning and help shape 

national energy policies. In line with its climate objectives, ADB will assist developing member countries 

to comply with their commitments under the Paris Agreement and to achieve their long-term climate 

goals.  

 

229. The fourth principle promotes regional cooperation to enhance energy security. This includes 

support for regional energy infrastructure and cross-border energy trading, and regional energy markets. 

 

230. The fifth principle identifies cross-sectoral operations to maximize development impact. This is a 

direct response to the evaluation’s recommendation 4 and Strategy 2030’s thrust to maximize impact 

through integrated solutions. For example, electric vehicle projects require expertise in energy, transport, 

and urban sectors. Solar-powered water pumps integrate energy, water, and rural development sectors.  

 

231. The Energy Policy, 2021 articulates the need to improve knowledge generation, capture, and 

dissemination, including the accumulated tacit knowledge of ADB staff. Knowledge will be shared 

internally and externally to help shape policies and programs. ADB’s existing knowledge partnerships 

(such as that with the International Energy Agency), dialogue, and other knowledge-sharing activities 

will be enhanced. 

 

232. ADB Management has several actions planned in response to the recommendations of the 

evaluation.
119

 Even before the adoption of the new Energy Policy, these were observed to be aligned with 

the policy’s five principles:   

 

• Long-term road maps for the energy sector for each subregion will be published.
120

 These 

will emphasize SDG 7 (universal access to affordable, reliable, sustainable, and modern 

energy), climate commitments, financially viable energy systems, and regional 

cooperation and integration.  

• Financial and economic analyses will be conducted on the costs of different energy 

sources, the stranding risks of current coal power plants, and the investment 

requirements vis-à-vis the benefits of a low-carbon energy mix.
121

  

• Management will make efforts to include cross-sectoral activities in country partnership 

strategies and sector annual work plans. Awards for cross-sectoral performance will also 

be introduced. 

• Knowledge work on clean energy financing will share best practices in sector reforms, 

distribution network enhancement, renewable energy integration, and demand-side 

energy efficiency projects.
122
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• Cross-regional and cross-departmental knowledge-sharing activities are included in the 

Energy Sector Group Work Plan for 2021–2022.  

• The Knowledge Management Plan issued in March 2021 aims to improve the 

collaboration between the operations and knowledge departments.   

 

233. Management agreed to prepare implementation guidance documents to clarify the use of coal 

and other fossil fuels to support the formulation of country partnership strategies that are aligned with 

the new energy policy.  

 

D. Influence Factors 

 

234. Importance and motivation. The ADB Board of Directors requested that IED assess the Energy 

Policy, 2009 and its implementation to help inform and guide the upcoming energy policy.
123

 This request 

helped shape the evaluation and establish its role in the development of the new policy.  

 

235. Strategy 2030, the Paris Agreement, and the SDGs on energy and climate action all helped 

position energy as a major player in the fight against climate change and the global effort to improve 

sustainability. The attention and interest the evaluation received was expected given its vital subject 

matter.  

 

236. Quality of recommendations. The Development Effectiveness Committee (DEC) and Management 

appreciated the quality of the report.
124

 

 

237. The recommendations were made within the context of the changing technologies, business 

models, and practices of the energy sector. The evaluation and its recommendations reflected the 

centrality of global concerns about climate change and the SDGs, and the significance of Strategy 2030. 

The recommendation that ADB should formally avoid financing new coal power and heat plants was 

clear and delivered a strong message on the importance of climate commitments.  

 

238. The DEC appreciated the evaluation’s clarity in identifying successes and areas in which policy 

and implementation need improvement. The recommendations on last-mile electrification, integration 

of renewable energy, demand-side energy efficiency, and sector reforms in order to support viable 

institutions were clear and strong reminders of the priorities of the Energy Policy, 2009. The call for more 

support for gender equity, cross-sectoral approaches, and better knowledge management reflected the 

priorities of Strategy 2030.  

 

239. Timeliness. The need to update the Energy Policy, 2009 was clear given the time frameworks of 

the Paris Agreement, the SDGs, and Strategy 2030. Recent rapid developments in technologies and 

market structures added to the pressure to update the policy. Of all the strategies and documents guiding 

the energy programs of MDBs, ADB’s Energy Policy, 2009 was the most dated. 
125

  

 

240. Communication strategy. In August 2020, IED circulated a news release focusing on the 

evaluation’s recommendation that ADB review its Energy Policy, 2009 and formally refrain from financing 

new coal-power plants. This drew the attention of many websites, including DEVEX, Euromoney, Smart 

Energy, and Modern Diplomacy, and the national media of Australia, Bangladesh, India, Pakistan, the 
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Philippines, and Sri Lanka.
126

 In 2020, IED produced an Evaluation Illustrated on the energy sector 

evaluation.  

 

241. In January 2021, IED presented the findings of the evaluation at a “What Works, What Doesn’t, 

and Why?” knowledge event to the Board, Management, and the general ADB community. The panel 

was composed of an executive director, director general South Asia Department, SDCC advisor and chief 

of Knowledge Advisory Services Center, and was moderated by director general IED. The virtual event 

was attended by more than 230 staff and consultants. Feedback showed that participants were keen to 

learn more about ADB’s energy strategy. They would have preferred an extended question and answer 

time and suggested more time be allocated for similar knowledge events. The evaluation was also 

presented at the AIIB Practitioner Dialogue in February 2021.  

 

242. External factors. The DEC suggested that an updated Energy Policy should be in place when the 

26th UN Climate Change Conference of the Parties (COP26) convened from 31 October to 12 November 

2021.
127 

It noted that COP26 would push countries to accelerate the phase-out of coal and achieve global 

net zero emissions by mid-century. Country signatories of the Paris Agreement would be updating their 

Nationally Determined Contributions their national commitments aimed at limiting global temperature 

increases to 1.5°C). The DEC posed a concern that ADB might be lagging behind other development 

banks that have more progressive energy policies.
128
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APPENDIX 2: SUMMARY TABLE OF EVALUATION INFLUENCE 

Evaluation 

Results-Based 

Lending at the ADB: 

An Early Assessment 

(2017) 

Policy-Based Lending 

2008–2017: 

Performance, Results, 

and Issues of Design 

(2018) 

Effectiveness of the 

Safeguard Policy 

Statement, 2009  

(2020) 

ADB Support for 

Gender and 

Development 2005–

2015 (2017) 

Knowledge Solutions 

for Development: An 

Independent 

Evaluation of ADB’s 

Readiness for 

Strategy 2030 (2019) 

 

 

 

 

ADB Support for 

Public-Private 

Partnerships, 2009–

2019 (2020) 

ADB Energy Policy 

and Program, 2009–

2019 (2020) 

Influence 

   

 

 

 

 

Conceptual use • Evaluation in Brief  

• Event: “What 

Works, What 

Doesn’t, and 

Why?”  

• News release: 

“Lending for policy 

reforms is critical 

for development in 

Asia and the 

Pacific” 

• Evaluation 

Illustrated, 

Evaluation in Brief 

• Event: “What 

Works, What 

Doesn’t, and 

Why?”  

• News release: 

“ADB needs to 

modernize 

Environment and 

Social Safeguard 

Policy”  

• Evaluation 

Illustrated, 

Evaluation in Brief 

• Events: “What 

Works, What 

Doesn’t, and 

Why?”, Asian 

Evaluation Week 

• News release: 

“Closing gender 

gaps for more 

inclusive Asia  

publications” 

• Evaluation 

Illustrated  

• ECG reference 

document (joint 

publication)  

• Events: “What 

Works, What 

Doesn’t, and 

Why?”, Asian 

Evaluation Week, 

ECG Practitioner 

Workshop, IED and 

European 

Investment Bank 

Knowledge 

Sharing 

• News release: 

“ADB needs 

institutional 

changes to 

transform into a 

knowledge 

solutions bank” 

•  Evaluation 

Illustrated, 

Evaluation in Brief 

• Event: “What 

Works, What 

Doesn’t, and 

Why?” 

• News release: 

“ADB must 

increase upstream 

engagements in 

PPPs to address 

post-COVID 

investment gap — 

Independent 

Evaluation Report” 

• Evaluation 

Illustrated, 

Evaluation in Brief 

• Events: “What 

Works, What 

Doesn’t, and 

Why?” 

• News release: 

“Independent 

evaluation 

recommends ADB 

formally withdraw 

from financing 

new coal-fired 

energy projects” 

• Evaluation 

Illustrated, 

Evaluation in Brief 

• Event: “What 

Works, What 

Doesn’t, and 

Why?” 

Symbolic use • Event: “What 

Works, What 

Doesn’t, and 

Why?”  

• News release had 

highest number of 

media pickups of 

IED news releases 

in 2018 

• Event: “What 

Works, What 

• “Deep dive” Board 

discussion 

• SPS Review and 

Update: 

Stakeholder 

Engagement  

• Events: ”What 

Works, What 

Doesn’t, and 

Why?”, Asian 

Evaluation Week, 

ECG Practitioner 

Workshop, IED and 

 

• Event: “What 

Works, What 

Doesn’t, and 

Why?” 

• High uptake of 

news release 

because of the 

recommendation 

that ADB formally 

decline to support 
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Evaluation 

Results-Based 

Lending at the ADB: 

An Early Assessment 

(2017) 

Policy-Based Lending 

2008–2017: 

Performance, Results, 

and Issues of Design 

(2018) 

Effectiveness of the 

Safeguard Policy 

Statement, 2009  

(2020) 

ADB Support for 

Gender and 

Development 2005–

2015 (2017) 

Knowledge Solutions 

for Development: An 

Independent 

Evaluation of ADB’s 

Readiness for 

Strategy 2030 (2019) 

 

 

 

 

ADB Support for 

Public-Private 

Partnerships, 2009–

2019 (2020) 

ADB Energy Policy 

and Program, 2009–

2019 (2020) 

Doesn’t, and 

Why?”  

Safeguard Policy 

Review website  

• Events: “What 

Works, What 

Doesn’t, and 

Why?”, Asian 

Evaluation Week 

European 

Investment Bank 

Knowledge 

Sharing 

to new coal 

operations 

• Stakeholder 

consultations on 

formally declining 

support to new 

coal operations 

• Event: “What 

Works, What 

Doesn’t, and 

Why?”  

Instrumental 

use 

• Mainstreaming the 

results-based 

lending for 

programs (2019) 

• Updated RBL staff 

guidelines 

• Excluded 

involuntary 

resettlement 

category A for the 

pilot period 

 

• Strengthened 

program 

safeguards systems 

assessment for 

RBL, inclusion of 

safeguard due 

diligence in RRPs 

• Updated 

Operations Manual 

and Staff 

Instructions for 

PBL operations 

• RRP and CPS 

template for PBL 

operations 

• Policy design and 

monitoring 

framework 

 

• Indicative country 

pipeline and 

monitoring report 

(2021) 

• Expanded Disaster 

Response Facility 

• Contingent 

Disaster Financing 

and the Revised 

Disaster and 

• Evaluation being 

used in updating 

and modernizing 

the SPS to 

accommodate new 

modalities and 

private financing, 

and emerging 

safeguard areas 

• Strategy 2030 

operational priority 

2: progress in 

gender equality 

• ADB Corporate 

Results Framework 

2019–2024 

contains five new 

measures of 

gender equality 

• Knowledge 

Management 

Action Plan, 2021–

2025 

• CPSs to include 

country knowledge 

plans 

• PPP directional 

guidance paper 

• Use of VFM 

measures for 

pillars 1 and 2 

• M&E activities for 

longer-term 

outcomes 

• Re-organization of 

OPPP (2021) 

• Promotion of CEPs 

• Draft Energy 

Policy, 2021 
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Evaluation 

Results-Based 

Lending at the ADB: 

An Early Assessment 

(2017) 

Policy-Based Lending 

2008–2017: 

Performance, Results, 

and Issues of Design 

(2018) 

Effectiveness of the 

Safeguard Policy 

Statement, 2009  

(2020) 

ADB Support for 

Gender and 

Development 2005–

2015 (2017) 

Knowledge Solutions 

for Development: An 

Independent 

Evaluation of ADB’s 

Readiness for 

Strategy 2030 (2019) 

 

 

 

 

ADB Support for 

Public-Private 

Partnerships, 2009–

2019 (2020) 

ADB Energy Policy 

and Program, 2009–

2019 (2020) 

Emergency 

Assistance Policy 

which includes 

CDF 

• COVID-19 

Pandemic 

Response Option 

under 

Countercyclical 

Support Facility 

coverage includes 

concessional-

assistance-only 

countries 

Factors of 

Influence 

   

 

 

 

 

Purpose and 

motivation  

• RBL Pilot Policy 

mandate  

• ADF donors 

request a review of 

the PBL ceiling 

• 2009 SPS mandate • To inform ADB’s 

Strategy 2030 

• To support 

Strategy 2030 

• To inform 

Knowledge 

Management 

Action Plan 

• To provide 

recommendations 

for PPP to deliver 

Strategy 2030 OPs 

• ADB Board of 

Directors request 

to guide the 

update of energy 

policy 

Topic • Other MDBs are 

developing RBL 

programs 

• Increasing interest 

in RBL 

• PBL’s increasing 

role in ADB 

operations  

• First evaluation by 

an MDB that 

attempted to 

assess PBL results 

• Safeguards are 

central to ADB’s 

Strategy 2030 and 

its commitment to 

sustainability. The 

importance of the 

topic meant that 

the evaluation 

attracted 

attention.  

• Gender equality 

has always been 

central to 

development work 

and to the 

agendas of MDGs 

and the SDGs 

• Strategy 2030 

focus on 

knowledge 

solutions 

• PPP’s increasing 

importance given 

fiscal constraints 

arising from 

pandemic 

• Energy is ADB's 

second-largest 

sector  
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Evaluation 

Results-Based 

Lending at the ADB: 

An Early Assessment 

(2017) 

Policy-Based Lending 

2008–2017: 

Performance, Results, 

and Issues of Design 

(2018) 

Effectiveness of the 

Safeguard Policy 

Statement, 2009  

(2020) 

ADB Support for 

Gender and 

Development 2005–

2015 (2017) 

Knowledge Solutions 

for Development: An 

Independent 

Evaluation of ADB’s 

Readiness for 

Strategy 2030 (2019) 

 

 

 

 

ADB Support for 

Public-Private 

Partnerships, 2009–

2019 (2020) 

ADB Energy Policy 

and Program, 2009–

2019 (2020) 

Concurrence • Concurrence with 

ADB midterm 

review  

• Aligned with ADB 

Strategy 2030 

• Aligned with ADB 

Management’s 

direction 

 

 • Aligned with 

Strategy 2030 and 

One ADB  

• Consistent with 

Strategy 2030  

• Consistent with OP 

for Private Sector 

Operations, 2019-

2024 

• Consistent with 

current efforts on 

CEP use 

• Concurrence with 

global consensus 

on climate action 

and Strategy 2030 

Clear, 

actionable, 

specific 

well 

substantiated  

• Inclusion of actual 

practices in 

fiduciary 

assessments 

• Guidance in 

program 

boundaries 

• Improve selectivity 

in PAPs 

• Independent 

verification of DLIs 

• DMF to link policy 

actions, outputs, 

and outcomes 

• Monitor results 

outcomes after 

project closing 

• CSF for Group A 

countries 

• Formalize CDF 

• Closer 

coordination with 

IMF 

• Specific unit for 

PBL quality 

assurance   

• To update and 

modernize the SPS 

and accommodate 

new modalities 

• Work towards an 

integrated 

safeguard 

approach 

• Work towards an  

integrated 

safeguard 

structure 

• To increase the 

number of GEN 

projects 

• To integrate 

country gender 

strategies in CPS 

• To increase gender 

staff 

• Training of non-

gender staff in 

gender skills 

 

• Prepare a PPP 

directional 

guidance paper  

• Use of VFM 

• Provide measures 

for pillars 1 and 2 

• Extend M&E 

activities for 

longer-term 

outcomes 

• Reorganize OPPP 

• Promote CEPs 

• To formally 

withdraw 

financing for new 

coal power and 

heat plants  

History of 

influence and  

credibility 

 

• Past IED 

evaluations of PBL 

operations helped 

strengthen ADB 

PBL guidelines and 

practices 

   • Past IED evaluation 

of PPP significantly 

influenced the PPP 

Operational Plan, 

2012–2020 
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Evaluation 

Results-Based 

Lending at the ADB: 

An Early Assessment 

(2017) 

Policy-Based Lending 

2008–2017: 

Performance, Results, 

and Issues of Design 

(2018) 

Effectiveness of the 

Safeguard Policy 

Statement, 2009  

(2020) 

ADB Support for 

Gender and 

Development 2005–

2015 (2017) 

Knowledge Solutions 

for Development: An 

Independent 

Evaluation of ADB’s 

Readiness for 

Strategy 2030 (2019) 

 

 

 

 

ADB Support for 

Public-Private 

Partnerships, 2009–

2019 (2020) 

ADB Energy Policy 

and Program, 2009–

2019 (2020) 

Timeliness • Other MDBs are 

developing RBL 

programs 

• Increasing interest 

in RBL 

• Evaluation 

coincided with the 

finalization of 

Strategy 2030, 

review of the 

Disaster Assistance 

and Emergency 

Assistance Policy 

(2004) and revision 

of DMF guidelines. 

• New needs have 

surfaced since 

2009 

• SDGs were 

launched in 2015 

and ADB Strategy 

2030 was 

launched in 2018 

• Informed Strategy 

2030 

• In time for the 

preparation of the 

KMAP, the 

Resident Mission 

Operations Review, 

the Review of 

Technical 

Assistance Reform, 

and Country 

Partnership 

Strategy Review 

• In time for 

Management 

review of PPP  

• PPP Operational 

Plan needed to be 

updated 

• To support 

Strategy 2030 

which was 

adopted in 2018 

• In line with the 

time frameworks 

of the Paris 

Agreement and 

the SDGs 

• Rapid 

developments in 

technologies and 

energy market 

structures 

• 26th UN Climate 

Change 

Conference of the 

Parties (COP26) 

convenes in 

October– 

• November 2021 

• Energy Policy 

update (2009 

policy was 

outdated)  

Stakeholder 

ownership 

• Board suggested a 

better timeline for 

the evaluation 

• Consultations with 

regional 

departments in 

design and PBL 

activities 

• ADB Management 

suggested that PBL 

types be 

differentiated 

• Evaluation design 

and questions 

were formulated 

according to 

Management’s 

self-reporting on 

SPS, studies and 

documentation 

from operations 

teams, SDCC, 

ADB’s Chief 

Compliance 

 • Dialogue with 

Management and 

staff 

• “Deep dive” 

session with the 

Board 

 • ADB Board of 

Directors and 

Management 

helped inform the 

scope and outline 

of the evaluation 
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Evaluation 

Results-Based 

Lending at the ADB: 

An Early Assessment 

(2017) 

Policy-Based Lending 

2008–2017: 

Performance, Results, 

and Issues of Design 

(2018) 

Effectiveness of the 

Safeguard Policy 

Statement, 2009  

(2020) 

ADB Support for 

Gender and 

Development 2005–

2015 (2017) 

Knowledge Solutions 

for Development: An 

Independent 

Evaluation of ADB’s 

Readiness for 

Strategy 2030 (2019) 

 

 

 

 

ADB Support for 

Public-Private 

Partnerships, 2009–

2019 (2020) 

ADB Energy Policy 

and Program, 2009–

2019 (2020) 

Officer, the 

Compliance 

Review Panel and 

the Office of 

Special Project 

Facility 

• Evaluation timeline 

was revised as 

advised by the 

Development 

Effectiveness 

Committee Chair 

• NGO Forum at the 

2018 ADB Annual 

Meeting suggested 

the inclusion of 

labor standards 

and gender in the 

new policy 

Communication 

activities 

• Event: “What 

Works, What 

Doesn’t, and 

Why?”  

• News release: 

“Lending for policy 

reforms is critical 

for development in 

Asia and the 

Pacific” 

• Evaluation 

Illustrated  

• Event: “What 

Works, What 

Doesn’t, and 

Why?”  

• News release: 

“ADB needs to 

modernize 

Environment and 

Social Safeguard 

Policy”  

• Evaluation 

Illustrated Events: 

“What Works, 

What Doesn’t, and 

Why?”, Asian 

Evaluation Week 

• News release: 

“Closing gender 

gaps for a more 

inclusive Asia  

publications,” 

• Evaluation 

Illustrated 

• ECG reference 

document (joint 

publication)  

• Events: “What 

Works, What 

Doesn’t, and 

Why?” Asian 

• News release: 

“ADB needs 

institutional 

changes to 

transform into a 

knowledge 

solutions bank” 

•  Evaluation 

Illustrated Event: 

“What Works, 

What Doesn’t, and 

Why?” 

• News release: 

“ADB must 

increase upstream 

engagement in 

PPPs to address 

post-COVID 

investment gap — 

Independent 

Evaluation Report” 

• Evaluation 

Illustrated Events: 

“What Works, 

What Doesn’t, and 

Why?” 

• News release: 

“Independent 

evaluation 

recommends ADB 

formally withdraw 

from financing 

new coal-fired 

energy projects” 

• Evaluation 

Illustrated Event: 

“What Works, 

What Doesn’t, and 

Why?” 
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Evaluation 

Results-Based 

Lending at the ADB: 

An Early Assessment 

(2017) 

Policy-Based Lending 

2008–2017: 

Performance, Results, 

and Issues of Design 

(2018) 

Effectiveness of the 

Safeguard Policy 

Statement, 2009  

(2020) 

ADB Support for 

Gender and 

Development 2005–

2015 (2017) 

Knowledge Solutions 

for Development: An 

Independent 

Evaluation of ADB’s 

Readiness for 

Strategy 2030 (2019) 

 

 

 

 

ADB Support for 

Public-Private 

Partnerships, 2009–

2019 (2020) 

ADB Energy Policy 

and Program, 2009–

2019 (2020) 

Evaluation Week, 

ECG Practitioner 

Workshop, IED and 

European 

Investment Bank 

Knowledge 

Sharing 

External factors • No other MDB has 

an exclusion policy 

for involuntary 

resettlement in RBL 

• Increasing practice 

of RBL among 

development 

partners 

 

• Updated and 

modernized 

safeguard policies 

of other MFIs; DEC 

asked ADB to 

“bring the 

institution back on 

par with other 

multilaterals"  

 

 

• World Bank Group 

and other 

institutions 

recently 

emphasized 

upstream policy 

and regulatory 

reform work to 

generate private 

sector investment 

• 26th UN Climate 

Change 

Conference of the 

Parties (COP26) 

convened in 

October/November 

2021 

• ADB’s Energy 

Policy, 2009 is the 

most dated among 

strategies and 

documents 

guiding other 

MDBs 

ADB= Asian Development Bank; ADF = Asian Development Fund; CDF = contingent disaster financing; CEP = credit enhancement product; COP26 = 26th UN Climate Change Conference of 

the Parties; COVID-19 = coronavirus disease; CPS = country partnership strategy; CSF = Countercyclical Support Facility; DEC = Development Effectiveness Committee; DLI = disbursement-

linked indicators; DMF = design and monitoring framework; ECG = Evaluation Cooperation Group; GEN = gender; IED = Independent Evaluation Department; IMF = International Monetary 

Fund; KMAP = knowledge management action plan; MDB = multilateral development bank; MDG = Millennium Development Goal; MFI = multilateral financial institution; NGO = 

nongovernment organization; OPPP = Office of Public–Private Partnership; OP = operational plan; PAP = program action plan; PBL = policy-based lending; PPP = public–private partnerships; 

RBL = results-based lending; RRP = report and recommendation of the President; SDCC = Sustainable Development and Climate Change Department; SDG = Sustainable Development Goal; 

SPS = Safeguard Policy Statement; UN = United Nations; VFM = value for money. 

Source: Asian Development Bank (Independent Evaluation Department) 




