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I. PROJECT DESCRIPTION 

 
A. Rationale 
 
1. The People’s Republic of China (PRC) is a large and geographically diverse country with 
a multitude of geoclimatic environments ranging from humid to arid. Water availability has long 
been an issue nationwide. In general, the eastern provinces of the country tend to have greater 
access to water resources for rural, urban, and industrial needs while the central and western 
regions tend to be progressively water-stressed. As a result of lower levels of rainfall, more 
extreme topography, and a lack of water storage infrastructure, 1  this dichotomy has been 
exacerbated over the years by rapid urban and industrial growth.  

 
1  At the time of appraisal, the PRC’s annual per capita water availability has dropped by about 23% in the last 20 years, 

and the country was expected to become the most water-stressed in east and northeast Asia by 2010. On a per 
capita basis, the naturally available water flow (2,206 cubic meters per person), accounting for about 28% of the 
world's average, one of the lowest levels in the world. 
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2. The project area of Guiyang Municipality is in the center of the country. Although annual 
average precipitation is quite high, the area is subject to large evaporative losses and uneven 
distribution, while the mountainous topography presents difficulties for capturing and storing 
water.2 At the time of appraisal, the urban water supply infrastructure was in poor condition and 
a rapidly increasing urban population had stretched the existing water supply capacity. In the 
surrounding rural areas, a shortage of water for potable use and irrigation was perceived as a 
critical constraint to improving rural incomes and living standards. Only about half of the 
households in the rural areas had piped water supply and around 420,000 rural households faced 
potable water shortages. In recent years, the government had recognized the urgency to improve 
the comprehensive management of water resources. The Guiyang Municipal Government (GMG) 
had formulated the Guiyang Integrated Water Resources Master Plan (2006–2020) (the Master 
Plan), which covers all aspects of water resources infrastructure needs while recognizing some 
of the deficiencies of current water sector management arrangements.  
 
3. The Guiyang Integrated Water Resources Management (Sector) (the project) was to 
finance a slice of the 2006–2020 Master Plan, a medium-term investment plan for Guiyang 
Municipality. While the Master Plan was mainly focused on structural interventions and covered 
the whole range of water sector investments, including wastewater treatment and flood 
management, the project was to focus its activities on five segments of the plan: (i) urban water 
supply; (ii) rural water supply and irrigation; (iii) irrigation system rehabilitation; (iv) soil and water 
conservation; and (v) small water storage structures. The project was also to address 
nonstructural interventions including institutional strengthening and capacity development; 
stakeholder participation; water tariff adjustments; and establishment of an integrated information 
management system; hydrological monitoring center; and other demand-management measures. 
Following the sector lending modality, six core subprojects, representing the five main types of 
infrastructure development activities, were appraised and confirmed as potentially suitable for 
Asian Development Bank (ADB) financing. These were meant to serve as representative models 
for the design and implementation of similar noncore subprojects to be financed under the project. 
 
B. Expected Impact, Outcome, and Outputs 
 
4. The project’s expected impact was sustainable and inclusive socioeconomic growth in 
Guiyang Municipality. Its outcome was to be water supply and demand in Guiyang balanced in a 
sustainable manner. Its outputs were: (i) improved water quality; (ii) increased supply of water for 
domestic, industrial, and irrigation purposes; (iii) improved water use efficiency; and (iv) improved 
institutional and technical capacity to manage water resources. 
 
C. Provision of Inputs 
 
5. The project was approved in October 2009. The expected date of effectivity was in 
September 2010 and closing was in June 2016. The actual date of effectivity was January 2011 
and the project closed in December 2018. Delays in closing were attributed to additional time 
taken for the preparation, review, and implementation of non-core subprojects. The total project 
cost at appraisal was estimated at $439.2 million of which $150 million was to be provided by the 
ADB. Actual project costs were $436.3 million of which ADB provided $150 million.3 The balance 

 
2  Much of the region’s precipitation drains into rivers as quick surface flows through numerous short creeks and 

streams that run deep in valleys, or through fast-flowing deep aquifers in limestone (karst) areas. 
3  The difference in project cost may be because somewhat different subprojects were undertaken during 

implementation. One of the original core subprojects was dropped and new non-core subprojects were taken up. 
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financing was from GMG and commercial banks loans.4 The intended beneficiaries were to fund 
$11.0 million but this did not materialize. There were significant changes in inputs during 
implementation which increased urban water supply costs, and reduced township water supply 
costs, and irrigation rehabilitation costs.5  
 
6. The project planned to recruit 24 person-months of international and 171 person-months 
of national consultants. The 22.1 person-months of international and 172.3 person-months of 
national consultants were recruited for a total of 194.7 person-months. The project was classified 
as category A for environment, resettlement, and indigenous people safeguards. Relevant 
assessments and plans were prepared for the individual subprojects during the preparation of the 
core subprojects and subsequently for the non-core subprojects, based on frameworks prepared 
during project preparation. The project completion report (PCR)6 noted that a gender action plan 
was prepared and implemented.  
 
7. An advisory technical assistance was provided to the GMG in 2009 for $600,000, which 
was later increased to $800,000. 7  It had four main recommendations on integrated water 
resources management. First, there is a need to integrate water resources management and 
water services in one administrative agency in the municipal government, including water demand 
management. Second, establishment of a water demand management office is needed in each 
county government. Third, strengthening the monitoring of water resources and water use is 
appropriate. Finally, there is a need to establish water users’ associations to improve the 
efficiency of village-level water use. These recommendations were adopted by the GMG, during 
the subsequent implementation of the loan project. 
 
D. Implementation Arrangements 
 
8. Due to the diversity of agencies involved at different levels of government, the 
implementation arrangements were complex. The overall executing agency was the GMG. Project 
planning and supervision was undertaken by a project leading group from concerned agency 
representatives who provided guidance to an overall project management office (PMO) at the 
municipal level. The municipal office included staff from various municipal agencies (such as the 
Guiyang Municipal Water Resources Bureau) and representatives from the Guiyang Finance 
Bureau, Development and Reform Commission, Resettlement Office, Environmental Protection 
Bureau, and Land Resources Bureau. This structure was replicated in each district that contained 
a subproject such that the districts became the implementing agencies. Essentially, a separate 
implementation and management structure was set up separate from the individual line agencies. 
These arrangements worked sufficiently well for the project to be implemented, albeit with some 
delays. Support and training were provided to the weaker agencies at the district level through 
loan funded consulting services and these inputs proved useful in building up staff capacity.  
 

 
4  It is not quite clear from the PCR which entities took commercial loans and why. It is assumed that these were taken 

by participating counties and townships to help fund their subprojects since the GMG substantially reduced its funding 
from a projected $240.9 to $190.7. 

5  The  PCR indicated that the actual costs for urban water supply increased from a budgeted $67.6 million at appraisal 
to $300.1 million at completion, while the cost for county township water supply and irrigation was reduced from 
$168.9 million to $83.2 million; the cost of irrigation system rehabilitation was reduced from $44.4 million to $1.3 
million; the cost of soil and water conservation was reduced from $41.4 million to $6.3 million; and the cost of small 
scale water storage structures was reduced from $56.1 million to $1.3 million. 

6   ADB. 2021. Completion Report: Guiyang Integrated Water Resources Management (Sector) Project in PRC. Manila.  
7  ADB. 2009. Strengthening Water Resources Management in Guiyang. Manila. 
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9. The PCR noted that all covenants were fully complied with, except for two which were 
only partly complied with. First, audited annual financial statements were submitted to ADB as 
required, but seven out of eight were submitted late. Second, one covenant entailed setting up 
payments for environmental services to ensure that upland areas around new reservoirs would 
be protected. At the time of project closure, such a system was still not agreed upon between 
the GMG and Long Li County government for the Yudongxia reservoir, the largest of those built 
during the project period. The validation, however, notes that during project implementation, 
despite a covenant requiring the borrower to provide agreed counterpart funds, the ADB 
disbursement percentage for various items was raised to 100%.8 The PCR did not provide 
reason or explanation for this reallocation.  However, the minor change memo in June 2016 
indicated it was partly due to lack of counterpart funds.9 In general, the borrower was expected 
to provide a share of the investment cost to indicate its commitment to the project.  
 

II. EVALUATION OF PERFORMANCE AND RATINGS 
 
A. Relevance of Design and Formulation 
 
10. The PCR rated the project relevant. The project was fully aligned with the Guiyang 
Integrated Water Resources Master Plan, 2006–2020 and the 11th Five-Year Economic 
Development Plan of the PRC10, Guizhou Province, and Guiyang, as well as the Ministry of 
Water Resources' 11th Five-Year Plan for Water Resource Utilization and Management. It was 
also aligned with ADB’s policy on water. 11  It was focused on poverty reduction, Guizhou 
Province being one of the poorest provinces in the PRC, with the second lowest rural income, 
and the lowest level of urban income of any province. 
  
11. The validation assesses the project to be aligned with ADB’s and the government’s 
sectoral plans. It was also fully in line with ADB’s water policy and its operational plan in that it 
focused on the reduction of non-revenue water; institutional strengthening of water supply 
institution; watershed stabilization and protection; and demand-driven water resource 
planning.12 The validation considers a sector loan as the appropriate modality for this kind of 
project since this modality focuses on the development of the sector (including institutional and 
policy aspects). Sector lending also allows full due diligence and formulation of subprojects 
during the implementation period after the initial analysis of several representative sample 
subprojects.  
 
12. However, the validation notes various design flaws, which could have been anticipated 
at project formulation. The overall scope seems to have changed substantially during 
implementation, although only minor changes in scope were processed. As envisaged, the 
project was expected to provide an additional 182.6 million cubic meters (m3) of water storage 
capacity, as indicated in the design and monitoring frameworks (DMFs) in both the report and 
recommendation of the President (RRP) and the PCR. The scope was subsequently revised 
downward to 47.6 million m3, a nearly 74% decrease in the target. The project was expected to 
irrigate about 382,225 mu (approximately 25,400-hectares [ha]) but revised its targets downward 

 
8  Originally, ADB was to fund 52% of civil works cost and 87% of equipment and materials cost and 90% of training 

costs. These were all revised to 100%. 
9  ADB (East Asia Regional Department). 2016. Request for Minor Changes in the Project: Guiyang Integrated Water 

Resources Management (Sector) Project in People’s Republic of China. 6 June (internal), (footnote 5). 
10 Government of the PRC, National Development and Reform Commission. 2010. Eleventh Five-Year Plan, 2005–

2010. Beijing. 
11 ADB. 2001. Water for All: The Water Policy for ADB. Manila.  
12 ADB. 2001. Water Operational Plan 2011–2020. Manila 
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to 450 ha, more than a 98% reduction in target.13 The changes were reflected in a revised DMF. 
The validation notes that these changes to the project scope were made only in the latter years 
of project implementation (2016) and through a minor change of scope memo that requires 
approval only at the department level. The PCR did not indicate the reasons behind the large 
reduction in scope. The validation notes that such large reductions in project scope affects 
outcomes and therefore were not a minor change in scope and should have required Board 
approval.  

 
13. The project design also significantly overestimated the amount of work that could be 
undertaken with the funds available and the capacity of the implementing agencies. ADB’s 
contribution was increased to 100% for a number of significant funding categories (para. 9).  
Such funds not being available, or difficult to mobilize is indicative of a deficient financing plan. 
Therefore, the conclusion is that there were significant shortcomings in the design of the project 
vis-à-vis the ability of the borrower to complete the physical works, the cost estimates, and the 
project’s financing plan. Even with the reduction in scope, counterpart funds were still not 
available, indicating that with the original scope, the gap would have been even wider.  
 
14. The validation also notes shortcomings in the DMF. One of the expected outcome targets 
was that "94% of surface water quality targets met by 2016” but these targets were not defined 
anywhere so it is impossible to determine if they have been met or not. Another outcome target 
was “no adverse cumulative environment impacts reported as a result of project activities.” This 
was not an outcome target but rather an expected result of any project. In view of these design 
shortcomings, the validation assesses the project’s design and formulation less than relevant. 
 
B. Effectiveness in Achieving Project Outcomes and Outputs 
 
15. The PCR rated the project effective. Five of the subprojects were completed during project 
implementation along with a further 11 subprojects prepared during the project implementation 
period.14 In all, the subprojects consisted of three for urban water supply, five for rural water 
supply, two for irrigation, six for soil and water conservation, and a number of  
small-scale water supply structures grouped as a single subproject. According to the PCR, all 
three outcome targets were achieved. Total available water resources increased to 3.3 billion m3 
per year in 2018, far surpassing the target of 1.4 billion m3; 100% of surface water quality targets 
were met in 2017 and there were no adverse cumulative environmental impacts reported as a 
result of project activities. All four output targets indicated in a revised DMF were achieved or are 
expected to be achieved by 2022, except for a minor one relating to gender participation which 
was only partly met. Also, there were no identified safeguard issues. Safeguard activities were 
carried out as planned and needed. Safeguard categories were correctly classified, appropriate 
studies and surveys were undertaken, plans were prepared and implemented.15 The gender 

 
13 Indicated in the design and monitoring framework (DMF) as 382,225 mu. ADB. 2021. Completion Report: Guiyang 

Integrated Water Resources Management (Sector) Project in People’s Republic of China. Manila. Appendix 8. 
14 One core subproject was dropped during implementation since the land available was dedicated to other uses. 
15 Civil works for all subprojects were implemented in accordance with the subproject environmental management 

plans, and mitigation measures including air quality control, wastewater management, water quality protection, solid 
waste management, noise control, and ecological protection were implemented. With regard to land acquisition and 
resettlement, this was completed at the time of the PCR preparation, except for the Hongyan reservoir subproject 
where out of 179 households in the inundation area of the Hongyan reservoir, 141 had signed resettlement 
agreements, 122 households had relocated from the inundation area by 30 June 2021, and the vast majority of 
actions in the ethnic minority development plans and ethnic minority specific actions were implemented as 
formulated. These included the equitable distribution of employment opportunities; skills training and development of 
ethnic minority activities; prevention, mitigation, and/or control of construction disturbance infectious diseases; and 
equal compensation and resettlement measures for ethnic minorities. 
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action plan set targets for women’s participation in public consultations, access to training 
program and employment opportunities. Gender equity data were collected, analyzed, and 
reported as a routine part of project activities. The results of gender equality and women’s 
empowerment under the project contributed toward the overall outcome of the project.  
 
16. The validation finds that outputs have been achieved as defined in the last approved DMF, 
albeit with targets much below the original ones. It is unclear how—as reported in the DMF 
Achievements section of the PCR, citing the Guiyang Municipal Water Resources Bulletin 2018—
the outcomes were greater than expected, when the outputs were so significantly reduced.16 
Specifically, there was no clear explanation on how the total available water resources increased 
from 0.9 billion m3 to 3.3 billion m3 when the additional water storage target was reduced to only 
a quarter of its original estimate. This validation calculated the increased water supply per 
reservoir as shown in Appendix 8 of the PCR which indicated that the total incremental annual 
water availability expected from the subprojects is only 81 million m3 per year, a fraction of the 
supposed achieved outcome target. This validation finds that the project did not achieve one of 
its two major outcomes.17 The second major outcome is, in effect, unmeasurable since it is not 
clearly defined either in the DMF, the RRP, or in any document available linked to the project 
(para. 14). Based on the non-achievement of one major outcome and the ill-defined second major 
outcome, the validation assesses the project less than effective. 
 
C. Efficiency of Resource Use 
 
17. The PCR rated the project efficient, based on the overall economic internal rate of return 
(EIRR), which was estimated at 12.4%, just over the ADB’s 12% threshold. The sensitivity 
analysis shows that a mere 10% increase in cost or decrease in benefits will lower the EIRR below 
the threshold. The validation also notes that some of the individual subprojects had EIRRs below 
the 12% level and that additional benefits (for example, incremental soil stabilization, flood control, 
and power generation benefits) not used in the original economic analysis were used in the 
recalculation of the individual subproject EIRRs and that of the overall project. Additionally, the 
project was only completed after a 3-year delay and thus suffered from process inefficiency as 
well. Taking these factors into account, the validation assesses the project to have been less than 
efficient. 
 
D. Preliminary Assessment of Sustainability 
 
18. The PCR rated the project most likely sustainable. Based on the PCR analysis, the results 
of the financial sustainability analysis for the reservoir and water treatment plant (WTP) 
subprojects showed that the revenues generated from water sales are sufficient to cover their 
operations and maintenance (O&M) costs. Therefore, the financial sustainability for the O&M of 
those subprojects can be anticipated. However, there are some subprojects (such as the irrigation 
system upgrading works and soil and water conservation investments) that are not self-financing. 
In some cases, these will rely on beneficiary contributions or government-funded O&M.  
The continued operation and maintenance costs of such investments cannot be optimistically 
assumed. There are already issues with the funding of watershed conservation works around the 
Yudongxai reservoir and one of the reasons the project moved to 100% ADB funding for key 

 
16 From a total incremental reservoir capacity of 182.6 m3 to 47.6 m3 as indicated in the DMF. 
17 A third outcome listed in the DMF was “no adverse cumulative environment impacts reported as a result of project 

activities.” This is not really an outcome but a safeguard concern and it is not an achievement if the project was 
environmentally neutral. That is to be expected. It is possible that overall, the implementation of the water Master 
Plan has resulted in an incremental 3.3 billion m3 of water availability annually, but this cannot be attributed to this 
particular project. 
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components was due to the constraints on local government fund mobilization.  
The validation assesses the project likely sustainable. 
 

III. OTHER PERFORMANCE ASSESSMENTS 
 
A. Preliminary Assessment of Development Impact 
 
19. The PCR rated the development impact satisfactory. It noted that all targets of the three 
impact indicators of the project were achieved. These were (i) gross value of agricultural 
production increased from CNY3.8 billion in 2006 to CNY17.6 billion in 2018 (the target was 
CNY6.1 billion by 2020); (ii) rural poverty incidence in Guiyang reduced to 0.7% in 2018 compared 
with the 2004 poverty incidence of 28.7% (the target was 20% by 2020); and (iii) urban poverty 
incidence in Guiyang reduced to 1.3% in 2018 compared with 2004 poverty incidence of 4.3% 
(the target was 3.0% by 2020). The validation notes that the PCR did not credit all these 
achievements to the project. It is difficult to see how it contributed much to the growth in 
agricultural production when, in essence, it was a domestic water supply project that only 
extended or improved irrigation on 1,465 ha. There were many other factors that were at play in 
the PRC and to which the reduction in poverty in the project area can be attributed. As indicated 
by the figures in Appendix 8, the project did supply a new and safer source of domestic water for 
1.1 million rural and (mostly) urban inhabitants.18 This is a significant positive development factor. 
The validation thus assesses the project impact satisfactory. 
 
B. Performance of the Borrower and Executing Agency 
 
20. The PCR rated the performance of the borrower and executing agencies satisfactory, 
although per the PCR, the PMO had difficulty in managing a sector project carried out by different 
implementing agencies (the specifics of which are not given). However, such a management 
difficulty is understandable since line agencies in most countries are used to working within their 
own defined mandate. Ultimately, the project was completed with a scope that could be 
accommodated by the funds available (para. 9). As a result, the borrower provided  
$61.2 million less than its originally committed funding. Moreover, since this was a sector project 
based on a long-term investment plan rather than a stand-alone investment project, there was 
ample scope to utilize these funds had they been provided. The validation concludes that due to 
its failure to provide the funding envisaged and agreed to at appraisal, the scope of the project 
was reduced. Thus, the performance of the borrower is assessed less than satisfactory. 
 
C. Performance of the Asian Development Bank  
 
21. The PCR rated the performance of the ADB satisfactory as the project was adequately 
supervised by a significant number of missions and ADB was responsive to the government’s 
requests to facilitate project implementation. This validation notes some issues in ADB 
performance. During implementation, ADB staff agreed to have the executing agency reduce its 
counterpart funding (para. 9), thereby automatically reducing the scope of the project. In the same 
memorandum of 2016, staff processed a minor change of scope, significantly reducing the outputs 
without noting that this would affect the outcome of the project and, in fact, would likely constitute 
a major change of scope.19 However, the outcome figures in the DMF remained unchanged, 

 
18 The DMF indicated 224,000 beneficiaries but this may be households rather than individuals. The validation has 

used the figures in Appendix 8 of the PCR since they show the results from individual reservoirs. 
19 A reduction in output from a projected reservoir capacity of 182.6 million cubic meters to an actual capacity of  

47.6 million cubic meters was almost certain to significantly reduce the project’s outcome for annual water availability.  
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giving a false sense that outcomes would still be attainable. This discrepancy was not recognized 
by any of the departments reviewing the change of scope. Lastly, in preparing the PCR, ADB staff 
did not verify outcome figures provided by the executing agency and hence, reached the wrong 
conclusions regarding the project’s effectiveness.20 The validation assesses the performance of 
ADB less than satisfactory. 
 

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

 
22. The PCR rated the project successful, being relevant, effective, efficient, and most likely 
sustainable. This validation assesses the project less than relevant due to design issues resulting 
in significant reductions in scope. There were also issues with output and outcome linkages and 
indicators. The validation also assesses the project less than effective. This validation did not find 
evidence that the main outcome was achieved. The project is also assessed less than efficient 
primarily due to a marginal return of several subprojects. Lastly, the project is assessed likely 
sustainable since several of the water supply reservoirs and associated water treatment plants 
will be self-financing through user fees collected from beneficiaries. Overall, this validation 
assesses the project less than successful.21 
 

Overall Ratings 

Validation Criteria PCR IED Review 
Reason for Disagreement  

and/or Comments 
Relevance Relevant Less than 

relevant 
Design issues that should have been 
anticipated led to significant scope changes. 
Two of the three outcomes were ill-defined.  

Effectiveness   Effective Less than 
effective 

Validation’s calculation of annual water 
resources were much lower than those shown 
in the PCR. 

Efficiency  Efficient Less than 
efficient 

EIRRs for several subprojects were marginal 
despite the use of additional benefits used in the 
appraisal calculation.  

Sustainability Most likely 
sustainable 

Likely 
sustainable 

Some subprojects (e.g., for  irrigation and soil 
conservation) do not have a revenue-
generating capacity and will be dependent on 
government financing for operation and 
maintenance. 

Overall Assessment Successful Less than 
Successful 

 

Preliminary 
Assessment of Impact 

Satisfactory Satisfactory  

Borrower and 
executing agency 

Satisfactory Less than 
satisfactory 

Borrower did not provide the funding agreed 
during loan negotiations reducing scope of the 
project. Implementation was slow. 

Performance of ADB Satisfactory Less than 
satisfactory 

ADB allowed the government to reduce its 
financing, thus reducing the project scope. 
Only a minor change of scope was processed 

 
20 Analysis of a simple basic nature (adding up the amount of incremental annual water supply on a reservoir-by-

reservoir basis from Appendix 8 of the PCR) shows that the incremental total water availability reported by the 
executing agency and presented in the DMF was wrong and that the project’s outcome was significantly 
underachieved. 

21 The East Asia Regional Department is of the view that the project is relevant, effective, efficient, and most likely 
sustainable, with an overall rating of successful (Appendix 1).  
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Validation Criteria PCR IED Review 
Reason for Disagreement  

and/or Comments 
at department level. DMF outcome figures 
were not adjusted appropriately, giving a false 
sense that outcomes had been achieved. 

Quality of PCR 
 

Less than 
satisfactory 

Para. 29. 

ADB = Asian Development Bank, DMF = design and monitoring framework, EIRR = economic internal rate of return, 
IED = Independent Evaluation Department, PCR = project completion report. 
Source: ADB (IED). 
 
B. Lessons 

 
23. The PCR noted a number of issues and lessons. Some, for example on procurement, land 
acquisition and ethnic minorities suggest the need for stronger institutional measures or guidance 
during implementation and that imply there may have been implementation problems that were 
not indicated elsewhere in the PCR. Others deal more closely with project design and policy 
issues. The lesson on sector project implementation, for example, indicated both the difficulties 
of this modality (the difficulty in preparing a large number of subprojects after loan approval) and 
its benefits (the ability to be flexible in subproject selection, preparation, and design versus a 
standard investment project). The issues and lessons section also raises the question of 
investment planning sequencing. Some urban water supply subprojects had to wait until overall 
urban development plans were prepared before they could be fully designed and implemented. 
This resulted in project implementation delays. The issue on water user associations makes the 
point that project design should be linked to on-the-ground actualities. For example, water user 
associations are not required for domestic and urban water supply reservoirs that do not include 
irrigation components (ultimately a very small portion of the project scope) even though the project 
documents do not make a distinction.  
 
24. This validation is of the same view with respect to the with four key lessons in the PCR. 
First, the need for a WUA has to be considered during project preparation. Second, to enable full 
utilization of the ADB loan, it is prudent to avoid using the ADB loan for retention money for 
contracts. Third, the land acquisition and resettlement must be led by a strong leadership group 
with adequate funding and experience. Fourth, there were no environmental accidents during 
project implementation, indicating the effectiveness of the environmental training conducted at 
the beginning of project implementation. Similarly, attention needs to be paid to ethnic minority 
issues during public consultation. 
 
25. This validation offers two additional lessons. A strong and clear DMF is crucial for tracking 
project results. It is only possible to measure progress if the DMF has strong and clear 
performance indicators and targets which include definitions and baselines. During the design 
stage, these components need to be clearly defined to strengthen project readiness. At 
completion, the clear indicators and targets will provide an appropriate measurement of results 
that can reflect the actual achievements at completion. To ensure the formulation of a well-
grounded DMF, an examination of results chain and risk analysis at the onset can identify the 
deficiencies in the framework that could affect the achievement of the expected output and 
outcome indicators. 

 
26. Second, changes in scope and subsequent revision of the DMF with board approval are 
critical in ensuring that the project’s intended outcome can be achieved. 22 Adjusting the DMF and 

 
22 A major change in scope requires Board approval. 
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its indicators should be made as soon as the need becomes apparent, ideally during the early 
stage of implementation or at the mid-term review. In particular, a mid-term review provides an 
opportune time to conduct an in-depth assessment of whether a project is likely to achieve its 
outcome and outputs, and whether the output and outcome targets remain pertinent for the project 
context and development objective. While changes in scope and revisions of the DMF are a 
normal part of good project implementation, project teams must also bear the burden of being 
stewards of ADB's Project Administration Instruction 5.02, by determining what constitutes a 
major or minor change. While changes to outputs are considered minor, a major change is one 
that “materially alters or fundamentally affects the approved scope and project outcome.” The 
outputs in this instance might have remained the same, yet the reduction in targets by magnitudes 
suggest that this project might have benefited from a closer examination of this distinction. 
 
C. Recommendations for Follow-Up 
 
27. The PCR recommended that the GMG and implementing agencies continue to monitor 
the facilities financed by the project to ensure that they are properly maintained and remain 
operational. It is also suggested that the GMG assess the project’s effect on water resource 
utilization and determine its statistical impact on income and poverty. This validation is of the 
same view with these recommendations. 
 

V. OTHER CONSIDERATIONS AND FOLLOW-UP 
 
A. Monitoring and Reporting 

 
28. Arrangements for monitoring were not robust for such a large project. Safeguard activities 
were monitored through various reports and there were quarterly progress reports produced along 
with audited annual financial statements. There does not seem to have been any overall project 
implementation monitoring mechanism nor any monitoring of project benefits and impacts by 
independent entities. These measures may have been sufficient if the project had been 
undertaken by a line agency with its own monitoring mechanism. The PCR made 
recommendations for future monitoring. These should have been a routine part of project 
implementation monitoring but apparently was not. 

 
B. Comments on Project Completion Report Quality 

 
29.  The report is presented coherently in standard format with an acceptable level of detail. 
However, neglecting to check the executing agency’s outcome figures resulted in outcome claims 
lacking any supporting evidence. The PCR did not discuss the significant reduction in outputs that 
likely contributed to this non-achievement of the outcomes. The report also downplayed and only 
vaguely hinted at other issues.23  It would have been useful to discuss implementation difficulties, 
inter-agency coordination problems, and possible issues with land acquisition. The validation 
assesses the PCR quality less than satisfactory. 

 
C. Data Sources for Validation 

 
30. Data sources included the PCR, RRP, change of scope memos, especially the one dated 
6 June 2016 (footnote 9), country partnership strategies, and national development plans. 
 

 
23 For example, refer to paras 58(i) and 58(viii) of the PCR (footnote 6). 
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D. Recommendation for Independent Evaluation Department Follow-Up 
 
31. Despite not meeting its outcome expectations, the project had provided a significant 
amount of water resources infrastructure, particularly in the form of drinking water supply 
reservoirs and water treatment plants. It would be desirable to follow this up to determine whether 
or not investment in this type of infrastructure is justified in the future, if not in Guiyang then in 
some other part of the PRC. A follow-up mission, possibly as part of a sector or subsector review 
or sector assistance program evaluation, would be desirable in the next 2 to 3 years.  
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LINKED DOCUMENT 

EARD’s Final Response to the PCR Validation Report on Loan 2573 of the People’s Republic of 
China: Guiyang Integrated Water Resources Management (Sector) Project and IED’s 
Clarifications to EARD’s Final Response. 
 
https://www.adb.org/sites/default/files/linked-documents/Linked%20Document%20-%20PRC-
2573%20Final%20PVR_0.pdf 
 

https://www.adb.org/sites/default/files/linked-documents/Linked%20Document%20-%20PRC-2573%20Final%20PVR_0.pdf
https://www.adb.org/sites/default/files/linked-documents/Linked%20Document%20-%20PRC-2573%20Final%20PVR_0.pdf
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