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SECTOR ASSESSMENT: AGRICULTURE AND NATURAL RESOURCES 

 

 

A. Introduction 

 

1. An assessment of Asian Development Bank (ADB) operations in the agriculture and natural 

resources (ANR) sector in Sri Lanka for the period January 2006 to December 2015 was undertaken to 

provide input for the 2016 country assistance program evaluation (CAPE). The assessment consisted of 

a desk review of project documents, and additional evidence gathered during the independent 

evaluation mission (IEM), including interviews with knowledgeable informants at the central 

government level, discussions with key non-government observers and representatives of other 

development partners, field observations, and interviews with beneficiaries.
1

 The portfolio consisted 

only of completed projects, since no new projects in the sector had been approved since 2003. The 

projects covered were thus (i) those for which completion had been delayed into the current CAPE 

period or (ii) projects which had long implementation periods (in some cases up to 7 years). The 

projects were not covered by any of the country partnership strategies (CPSs) covering the period 2004 

to 2015 outlined in the evaluation approach paper.
2

 The earliest project was approved in 1997 and the 

latest in 2003.  Nonetheless, an analysis of these projects and their outcomes and impacts does 

produce important lessons with implications for the CAPE and its analysis of the strategic achievements 

of ADB lending within the context of the CPSs in the period 2004 to 2015; the government’s own 

development strategy over approximately the same period; ADB’s Strategy 2020
3

 along with its 2014 

Midterm Review,
4

 and the recently published Operational Plan for Agriculture and Natural Resources 

2015–2020 (OPANR).
5

 

 

2. A sector evaluation working paper
6

 prepared during the 2007 CAPE found ADB operations in 

the sector over the previous 20 years to have been partly successful based on a program that was 

relevant, less effective, efficient and less likely to be sustainable, with an impact that was modest to 

substantial. This evaluation comes to a more positive conclusion and points the way forward for ADB’s 

planned re-involvement with the sector in line with the government’s own priorities, the most recent 

interim CPS,
7

 and ADB’s new OPANR. 

 

B. Sector Context and Background 

 

3. From both a socioeconomic and environmental perspective the ANR sector is one of the most 

important parts of the Sri Lanka economy. It provides about 8% of the country’s gross domestic 

product (GDP)
 8

 and 24% of export earnings and accounts for about 30% of employment. It has strong 

forward and backward links to the wholesale and retail trade as well as to the transport and storage 

sectors, which account for 23% of GDP and 20% of employment. It also acts as an important economic 

safety net and supplementary income source for many urban workers and residents who still have links 

to rural areas. In addition, activities in the sector which focus on conservation and environmental 

                                                
1
  As well as meetings with stakeholders in Colombo, the IEM fielded on 8–18 February 2016 visited selected sites and met with a 

sample of beneficiaries of three projects: Coastal Resource Management Project, Aquatic Resources Development and Quality 

Improvement Project, and Protected Area Management and Wildlife Conservation Project. The site visits covered three districts 

in the Southern Province: Galle, Hambantota, and Kalutara. 

2
  IED. 2015. Evaluation Approach Paper: Country Assistance Program Evaluation for Sri Lanka. Manila. para. 5. 

3
  ADB. 2008. Strategy 2020: The Long Term Strategic Framework of the Asian Development Bank, 2008–2020. Manila.  

4
  ADB. 2014. Midterm Review of Strategy 2020: Meeting the Challenges of a Transforming Asia and Pacific. 

   Manila 

5
  ADB. 2015. Operational Plan for Agriculture and Natural Resources, 2015–2020. Manila. 

6
  OED. 2007. Evaluation Working Paper: Sri Lanka Country Assistance Program Evaluation Agriculture and Natural Resources 

Sector Assistance Evaluation. Manila. 

7
  ADB. 2015. Sri Lanka: Interim Country Partnership Strategy, 2015–2016. Manila.   

8
  Other major sectors are services (about 60% of GDP) and industry and construction (about 29% of GDP). 
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protection efforts are crucial to protecting the country’s landscape, water supplies, forests, soils and 

biodiversity, which in turn provide an added stimulus to the economically important tourism industry. 

Outputs from the sector also add to food security and improved nutrition, while focused investments 

have the potential to improve gender equality and redress regional imbalances. 

 

4. The basis for most agriculture in Sri Lanka is smallholder rice production along traditional South 

Asian lines. Rice occupies 34% of the total cultivated area. On average, 870,000 hectares (ha) are 

cultivated annually and about 1.8 million farm families are engaged in paddy cultivation. Sri Lanka 

currently produces 2.7 million tons of rough rice annually and satisfies around 95% of its domestic 

requirements. Rice provides 45% of the total calorie and 40% of the total protein requirements of an 

average Sri Lankan. Smallholders traditionally cultivate about 0.5 ha of irrigated or rainfed paddy land, 

along with a small amount of fruit and vegetables and chickens, pigs, goats and cattle or buffalo. Fish 

capture and cultivation is an important source of protein. 

 

5. In addition to the main and traditional quasi-subsistence base of food crop production, Sri 

Lanka is also a major producer of cash crops: tea, rubber, coconut, spice crops, and high-value fruits 

and vegetables. These crops are the basis for the high foreign exchange earnings of the sector. Export 

crop production is divided into two components: a commercial, estate-based component, and a 

relatively recently developed smallholder component. Previously, estate production predominated but 

since the 1980s smallholder production has increased and now approximately 600,000 smallholder 

families produce about 75% of the country’s tea and rubber exports. 

 

6. Sri Lanka has extensive forest resources, covering some 29% of the country’s land area,
9

 with 

about 50% of this in national parks, reserves and sanctuaries. These forests contain a high level of 

biodiversity and Sri Lanka has one of the highest ranges of biodiversity in South Asia. Both the forests 

and their resources are, however, under constant threat of encroachment and overexploitation. Sri 

Lanka is known as a global biodiversity hotspot for its high number of species in a relatively small area 

and the constant threat they face. The country also has important fisheries, both marine and inland. 

Inland fisheries are found in rivers, mangrove swamps, lagoons, and artificial ponds and reservoirs, 

usually referred to as tanks.   

 

7. The ANR sector has been central to the government’s development and poverty reduction plans 

and strategies for the last decade. For a major part of the CAPE period the key planning document was 

the Development Policy Framework, 2010–2016.
10

 This document notes that “the Government places 

high priority on modernization of agricultural practices and improvement of productivity and 

competitiveness while enhancing the value addition and product diversification to generate new 

incomes and viable employment opportunities. The Government’s agricultural policy aims at realizing 

multiple goals including (a) achieving food security of people (b) ensuring higher and sustainable 

income for farmers (c) ensuring remunerative prices for agricultural produce  

(d) uninterrupted access to competitive markets both in Sri Lanka and abroad (e) farm mechanization 

(f) expanding the extent under cultivation (g) reducing wastage in transit (h) ensuring environmental 

conservation (i) introducing efficient farm management techniques and (j) using high yielding seeds 

and improved water management.” The document then lays out a large number of proposed 

investments in food crops, livestock, fisheries, irrigation, and estate crops. The Development Policy 

Framework goes on to outline an ambitious program of natural resources protection through 

reforestation, watershed stabilization, water resources conservation, biodiversity protection measures, 

and coastal stabilization. These are all activities which ADB had supported in Sri Lanka at one time or 

another before 2003 and cover a number of the projects under review. 

 

                                                
9
  In 2000, forests covered 32.2% of the country’s land area 

10
  Ministry of Finance and Planning. 2010. Development Policy Framework 2010–2016. Colombo. 
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8. A 2015 World Bank report attributes 31% of the decline in poverty between 2002 and 2012-

2013 to agriculture, including higher returns to self-employed farmers.
11

 It notes that real wage growth 

in the agriculture sector averaged 5.7% annually from 2006 to 2012, causing poverty to fall more 

rapidly among self-employed farmers and agricultural workers ahead of workers in other sectors. 

However, it goes on to indicate that productivity growth in the sector has been slow. Constraints on 

sector productivity include a difficult policy environment, land tenure issues, inadequate investment in 

research and development, limited access to finance, state intervention in trade and pricing policies, 

and a lack of incentives for farmers to improve productivity. The report recommends that the 

government should seek to unlock the productivity potential in rural areas, particularly given the 

importance of the sector for poverty reduction. It also mentions that the country’s topographical 

variation and location as an island near the Asian mainland have led to rich biodiversity, making it one 

of the world’s 35 biodiversity “hotspots.” As a result, there are a number of environmental challenges 

to be managed, including deforestation and watershed clearing and the consequent need for soil and 

watershed conservation, the improvement and expansion of protected wildlife conservation areas,
12

 

improved community outreach in buffer zones around protected areas, and climate change mitigation. 

 

C. ADB Sector Strategies, Policies, and Portfolio 

 

9. The last CPS to cover the ANR sector was the Sri Lanka country strategy and program, 2004–

2008.
13

 This document envisaged a major role for agriculture in the ADB portfolio, stating that “over 

90% of the poor live in the rural areas, 41% of the poor come from agricultural households, some 50% 

of agricultural households form the poorest rural households, and rural poverty is highest in those 

provinces with the highest proportions of farm households. Supporting the agriculture and rural 

nonfarm sector, rural employment creation and incomes, and the better targeting of rural 

infrastructure, will be essential to poverty-reducing growth for a very large number of people.”  As a 

consequence, the strategy noted, “ADB supports the Government’s strategy to raise productivity in 

agriculture, where crop yields are currently among the lowest in Asia and could be greatly enhanced by 

improving the policy and regulatory environment for private activity and promoting broader 

commercialization of the sector. Greater private sector involvement in research and extension, 

infrastructure provision, and marketing and financial services will be necessary to raise the 

technological level in agriculture and enhance responsiveness to market opportunities. In this regard, 

ADB will assist in developing viable project interventions as well as identifying key policy or regulatory 

features of the enabling environment that need to be redefined to make agriculture more 

commercialized, with investment and growth driven by the private sector. ADB’s program in agriculture 

will allow flexibility to respond to immediate and medium-term rehabilitation needs in the North and 

East, where the conflict has severely disrupted agricultural production and marketing systems, 

including support to restore rural infrastructure (access roads, small bridges, drainage networks, and 

small irrigation tanks) and livelihoods (crops, fisheries, and livestock), among other areas.” This was not 

followed through, the last project in the sector having been approved in 2003, 3 years before the 

period covered by the CAPE and one year before the CPS, 2004–2008 period. 

 

10. Since then, the ANR sector has not been covered by any of the CPSs outlined in the evaluation 

approach paper. The CPSs after the CPS, 2004–2008 barely mention agriculture and those for the 

periods 2009–2011 and 2012–2016 do not even include a sector assessment. ANR was only revisited in 

the interim CPS of 2015–2016 which did include a sector assessment, which was based very much on 

water management. This is, however, not relevant to the projects under review, all of which were 

approved much earlier and none of which involve water management.  

                                                
11

 World Bank. 2015. Ending Poverty and Promoting Shared Prosperity – A Systematic Country Diagnostic. Washington DC. 

12
 A major challenge, especially in parts of the dry zone, is human-elephant interaction due to habitat loss.  Two thirds of the 

elephant population graze of the protected areas resulting in around 70 human and 200 elephant deaths per year. 

13
 ADB. 2003. Country Strategy and Program, 2004–2008. Manila 
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11. In terms of current relevance, ADB published its new OPANR in 2015. This document, based on 

the recommendations of the Mid-term Review of Strategy 2020 which committed to $2 billion annual 

new funding for agriculture and food security,
14

 presents the following priorities for investment in the 

sector: (i) increased productivity and reduced losses of food; (ii) improved market connectivity and 

value chain linkages; (iii) enhanced food safety, quality, and nutrition; and (iv) enhanced management 

and climate resilience of natural resources. These are very much in line with the ANR sections of the 

government’s Development Policy Framework, 2010–2016. 

 

12. The portfolio under review consists of eight investment projects worth $213.16 million, one 

advisory technical assistance (ADTA) project worth $0.15 million, and two project preparatory technical 

assistance (PPTA) projects worth $1.6 million, all approved before 2004 (Table 1).  

 

Table 1: Portfolio for Agriculture and Natural Resources Sector Assessment 

Title 

Project 

No. 

Fund 

Source 

Loan or 

TA No. 

Approved 

Amount 

($ million) 

Approval 

Date 

Date 

Closed 

PCR/TCR 

Rating 

PVR/PPER  

Rating 

Loans and Grants  

Upper Watershed 

Management  

28162 ADF 1545 17.00 24-Sep-97 10-Apr-07 S  

Second Perennial Crops 

Development 

31304 ADF 1552 20.00 25-Sep-97 10-Apr-07 S S 

Tea Development 29600 ADF 1639 35.00 10-Nov-98 10-Apr-07 LS
a
 S 

Coastal Resource 

Management 

31287 ADF 1716 40.00 8-Dec-99 02-Sep-10 S S 

 31287 Grant
 b
 3477 12.76 8-Dec-99 31-Jul-09 

Forest Resource 

Management 

30215 ADF 1744 27.00 28-Jun-00 22-Jul-10 S S 

Protected Area 

Management and Wildlife 

Conservation 31381 

 

ADF 

1767 12.00 19-Oct-00 08-Apr-09 S S 

Aquatic Resources 

Development and Quality 34318 

OCR 1910 6.00  

5-Sep-02 

16-Jul-12 

S S ADF 1911 14.00 26-Nov-10 

Plantation Development 

 

34023 

ADF 1913 20.00  

13-Sep-02 

22-Feb-10 

S LS
c
 OCR 1914 10.00 26-Nov-09 

Sub-total  213.76  

Technical Assistance 

Cost Recovery Mechanism 

Analysis for Coastal Zone 

Protection 

31287 TASF 3274 0.15 13-Oct-99 22-Oct-07   

Delivering Natural Resources 

and Environmental 

Management Services 

33255 JSF 4059 0.80 19-Dec-02 23-Nov-06 S  

Agribusiness Development 39381 JSF 4800 0.80 16-Jun-06 19-Jul-08 GS  

Sub-total  1.75  

ADF = Asian Development Fund, GS = generally successful, JSF = Japan Special Fund, LS = less than successful; OCR = ordinary capital 

resources, PCR = project completion report, PVR = project validation report, PPER = project performance evaluation report, TA = technical 

assistance, TASF = Technical Assistance Special Fund, TCR= TA completion report, S = successful. 

a 
Since 2013, the nomenclature for overall assessment has been changed from partly successful to less than successful. The overall assessment 

in the PCR is partly successful although the project is assessed to be relevant, effective, efficient and less than likely sustainable. The PVR 

rating was revised to successful to correct the mathematical error in computation of the overall score.  

b 
3477-SRI is classified as a project grant in eOperations but financial information is in the TA information system.  

c  
PPER rating   

Sources:  ADB Loans, Grants Financial Information System (closing date); eOperations; project completion report (completion date and 

ratings); project performance evaluation report, TA Information System.  

                                                
14

  ADB. 2014. Midterm Review of Strategy 2020. Manila. 
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13. The eight investment projects listed in Table 2

15

 fall into three categories: (i) those that are 

primarily productivity-oriented, i.e., aimed at raising agriculture production with concomitant benefits 

to producers; (ii) those that are resource conservation or protection-oriented, i.e., those that are aimed 

at preventing further environmental and resource deterioration; or (iii) those that cover more or less 

equally resource protection and production.  

 

Table 2: Orientation of Agriculture and Natural Resources Projects in the CAPE Portfolio 

Loan, Grant 

or TA 

Number 

Title Year 

Approved 

Year 

Completed 

Productivity- 

Oriented 

Resource- 

Protection- 

Oriented 

Combination 

1545 Upper Watershed 

Management  

1997 2007   X 

1552 Second Perennial 

Crops Development 

1997 2007 X   

1639 Tea Development 1998 2007 X   

1716 

3274/3477 

Coastal Resources 

Management 

1999 2010  X  

1744 Forest Resources 

Management Sector 

2000 2010   X 

1767 Protected Area 

Management and 

Wildlife 

Conservation 

2000 2009  X  

1910/1911 Aquatic Resources 

Development and 

Quality 

Improvement 

2002 2010 X   

1913/1914 Plantation 

Development 

2002 2009 X   

Source: Asian Development Bank project completion reports (PCRs), project completion validation reports (PVRs), and project 

performance evaluation reports (PPERs). 

 

14. Notably missing from this portfolio are any projects related to the country’s primary crop (rice) 

as well as projects with the largest potential for ANR investment—irrigation and rural infrastructure (for 

example, farm to market roads and value chain improvements).
16

 The projects in the portfolio are 

therefore not really representative of a strategic and balanced investment program in the ANR sector in 

Sri Lanka. They do not include any investments in the country’s main and staple crop—rice; instead 

they cover a number of what would normally be considered secondary investments (perennial crops, 

fisheries, forestry and aquaculture), and a large portion of natural resources conservation projects. 

 

15. Each of the individual projects in the portfolio has already been assessed through past project 

completion reports (PCRs), project completion validation reports (PVRs), and project performance 

evaluation reports (PPERs) on five criteria - relevance, effectiveness, efficiency, sustainability and impact, 

as well as overall success. 

 

16. Using the most recent rating, assessments of projects based on the five criteria and overall 

success were as shown in Table 3. 

 

 

                                                
15

 For analytical purposes, PPTA projects are normally considered along with the projects they prepared and ADTAs along with the 

projects they supported, unless they are stand-alone. In this case the two PPTA projects are not relevant to the analysis since 

they were used to prepare projects which were never approved. The ADTA was prepared in support of the Coastal Resource 

Management Project and is assessed as part of that project. 

16
 Although some projects, such as the Tea Development Project, Coastal Resources Management Project and the Aquatic 

Resources Development and Quality Improvement Project, did have rural infrastructure components.  
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Table 3: Assessment of Agriculture and Natural Resources Portfolio Based on Ratings 

Project Basis Relevance Effectiveness Efficiency Sustainability Impact Overall EIRR 

Upper 

Watershed 

Management  

PCR Highly 

relevant 

Effective Highly 

efficient 

Less likely Positive Successful 39.7% 

Second 

Perennial Crops 

Development 

PVR Relevant Effective Efficient Likely Positive Successful From 29.0% 

to 229.0% 

depending 

on activity 

Tea 

Development 

PVR Relevant Effective Efficient Less likely Moderate to 

Significant 

Successful 
a
 18.0% 

Coastal 

Resources 

Management 

PVR Relevant Effective Efficient Less likely Significant Successful 18.6% 

Forest 

Resources 

Management 

Sector 

PVR Relevant Less effective Efficient Likely Significant Successful 14.9% 

Protected Area 

Management 

and Wildlife 

Conservation 

PVR Relevant Effective Efficient Likely Significant Successful 22.5% 

Aquatic 

Resources 

Development 

and Quality 

Improvement 

PVR Relevant Effective Efficient Most likely Significant Successful 22.7% 

Plantation 

Development 

PPER Less than 

relevant 

Less than 

effective 

Less than 

efficient 

Less likely Moderate Less than 

successful 

uncertain 

Overall Rating  7 out of 8 

relevant or 

better 

6 out of 8 

effective 

7 out of 

8 

efficient 

or better 

4 out of 8 

likely or better 

8 out of 8 at 

least 

moderate or 

better 

7 out of 8 

successful 

 

EIRR = economic internal rate of return 

a
  The nomenclature at the time the PVR was prepared was partly successful. Source: ADB project completion reports (PCRs), project completion 

validation reports (PVRs), and project performance evaluation reports (PPERs). 

 

17. In terms of its ratings, the portfolio surpasses the average ADB project success rating of about 

70%.
17

 The following sections review the portfolio as a whole, based partly on these ratings as well as 

on additional information gathered by the evaluation mission, especially in terms of updated relevance, 

effectiveness, efficiency, sustainability, and impacts as judged against the strategic objectives and 

thematic priorities outlined in the CAPE evaluation approach paper, the government’s priorities and the 

OPANR.   

 

D. Assessment of ADB Support 

 

18. The formulation and approval of the portfolio prior to the CAPE period as well as a lack of any 

specific strategic policies relating to the ANR sector during the CAPE period present a challenge for the 

portfolio evaluation, especially in terms of assessing relevance, effectiveness, and impact. This has been 

resolved by assessing the portfolio and its performance against key strategic objectives (inclusive and 

sustainable economic growth and poverty reduction), and cross-cutting themes (balanced regional 

development, private sector development, gender, environment, and climate change mitigation) 

outlined for the CPSs overall as presented for the CAPE period and outlined in Table 1 of the evaluation 

approach paper. The assessments of relevance, effectiveness and impact have thus been made on the 

                                                
17

  ADB. 2015. Development Effectiveness Review – 2014. Manila 
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basis of the strategic objectives and themes outlined in that table as well as the government’s sectoral 

priorities as set out in its Development Policy Framework and finally, in terms of current relevance, the 

new OPANR. 

 

1. Relevance 

 

19. Table 4 shows how the individual projects relate to strategic objectives and cross-cutting 

themes of various CPSs outlined in Table 1 of the evaluation approach paper. Assessments were made 

based on the project objectives, outcomes and outputs as listed in the design and monitoring 

frameworks (DMFs) as well as the impacts described by the PCRs and PVRs and the location of project 

interventions.  Projects which were expected to improve farm and fisher household incomes were 

assessed as positive for private sector development since individual farmer and fisher households are 

part of the private sector and the household is a productive private economic unit. 

 

Table 4: Agriculture and Natural Resources Projects and Their Relationship to the Country Partnership 

Strategy Objectives and the Themes in the Evaluation Approach Paper 

 Strategic Objectives Cross-cutting Themes 

Project Inclusive 

Economic 

Growth 

Poverty 

Reduction 

Balanced 

Regional 

Development 

Private Sector 

Development 

Gender Environment and 

Climate Change 

Mitigation 

Upper 

Watershed 

Management  

Yes Yes Yes Yes Yes Yes 

Second 

Perennial Crops 

Development 

Yes  Yes Yes   

Tea 

Development 

Yes  Yes Yes  Yes 

Coastal 

Resources 

Management 

Yes Yes Yes Yes Yes Yes 

Forest 

Resources 

Management 

Sector 

Yes Yes Yes Yes  Yes 

Protected Area 

Management 

and Wildlife 

Conservation 

 Yes Yes Yes Yes Yes 

Aquatic 

Resources 

Development 

and Quality 

Improvement 

Yes Yes Yes Yes   

Plantation 

Development 

Yes  Yes Yes  Yes 

Achievement 

Ratio 

7 out of 8 

projects 

aimed for 

sustainable 

and 

inclusive 

economic 

growth 

5 out of 8 

projects 

were 

designed 

to directly 

reduce 

poverty 

8 out of 8 

projects 

aimed for 

balanced 

regional 

development 

8 out of 8 

projects 

targeted 

private sector 

entities 

3 out of 8 

projects 

directly 

aimed to 

improve  

the status 

of women 

6 out of 8 

projects 

specifically 

targeted 

environmental 

conservation 

and/or climate 

change mitigation 

Source: Mission analysis. 

20. Overall, the portfolio meets all of the strategic and thematic goals of the CPSs listed in the 

evaluation approach paper as well as those of Strategy 2020. By the nature of the sector, all of the 
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projects were outside the Colombo area, thus contributing to balanced regional development. Seven of 

eight projects aimed for inclusive economic growth; half of them directly targeted poverty, while others 

would also have had an indirect poverty impact through inclusive economic growth; almost all of the 

projects aimed to improve private sector involvement, through the involvement of smallholder 

agricultural producers, fishers, agriculture and fishery commodity traders or the commercial plantation 

sector; and six out of the eight projects specifically targeted environmental conservation or climate 

change. This latter initiative included some projects that were directly environmental and climate-

change-oriented such as the Coastal Resources Management Project and the Protected Area 

Management and Wildlife Conservation Project, an orientation which would not have been possible 

without direct investments in the sector. There is little doubt, then, that the portfolio overall was 

consistent with and supported the strategic objectives and thematic goals of the relevant CPSs, even 

though the projects concerned were designed and approved prior to their formulation.
18

 

 

21. The ANR portfolio is also relevant to the government’s own Development Policy Framework. 

From the productive point of view, the framework envisaged “modernization of agricultural practices 

and improvement of productivity and competitiveness while enhancing the value addition and product 

diversification to generate new incomes and viable employment opportunities.” It further noted that 

“the Government will support all major steps in the production cycle; from cultivation to marketing in 

both domestic and international markets.” From a conservation point of view the framework states in 

various places (i) “all the catchment areas will be reforested to conserve water resources;” (ii) 

“intervention will be made to protect our water resources and catchment areas, protect ocean and 

aquatic resources and prevent soil erosion;” (iii) “a protected area network will be established to 

conserve fauna and flora and ensure the recovery of important threatened species;” and (iv) “an 

effective integrated coastal zone management framework will be introduced to address widely varying 

and integrated issues in order to prevent the depletion of coastal resources and ensure effective coastal 

zone management.” Once again, the ANR portfolio can be seen to have been highly relevant to these 

aspirations even though the projects themselves were designed before it was prepared. 

 

22. Finally, with regard to the ADB’s recently published OPANR, of the OPANR’s four priorities, 

those that most closely match the portfolio are (i) increased productivity and reduced losses of food 

and (iv) enhanced management and climate resilience of natural resources. However, some of the 

projects, especially the Coastal Resources Management Project and the Aquatic Resources Development 

and Quality Improvement Project also included elements of priorities (ii) improved market connectivity 

and value chain linkages, and (iii) enhanced food safety, quality, and nutrition. 

 

23. PCRs, PVRs, and/or PPERs assessed seven out of eight individual projects to be relevant. The one 

exception, the Plantation Development Project, was regarded as strategically relevant, but less than 

relevant because of design considerations. In terms of the strategic objectives and thematic priorities 

outlined in the evaluation approach paper, all projects met at least three and often all six relevance 

conditions. The projects undertaken were in line with the government’s Development Policy Framework 

and all projects were covered by at least one of the priorities of ADB’s OPANR. The evaluation thus 

concludes that the ANR portfolio for the CAPE period was relevant.    

 

2. Effectiveness 

 

24. As indicated in Table 3, six of the eight projects in the portfolio were considered effective based 

on individual assessments. Nonetheless, the disparate and diverse portfolio presents such a wide range 

of expected outcomes and outputs as well as executing and implementing agencies, along with varied 

and dispersed project areas that it is difficult to assess effectiveness as a group. To provide coherence, 

                                                
18

 This is not unusual. Development strategies must deal with the resource base and socioeconomic characteristics of a particular 

country, and these would normally present planners with a set of particular problems, constraints and potentials, some of 

which would be obvious under any circumstances. What is unusual is why, given the resource base and socioeconomic 

characteristics of Sri Lanka, these types of projects were not included in the CPSs. 
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the approach adopted was to assess the portfolio’s effectiveness in achieving the same strategic 

objectives and cross-cutting themes as used to assess relevance in Table 3 above.  The conclusions were 

as follows. 

 

25. Inclusive economic growth. As shown in Table 4, seven of eight projects were designed to meet 

the strategic objective of inclusive economic growth. As noted in Table 2, six of the eight projects 

aimed at productivity improvement, which can be taken as a direct proxy for economic growth. All six 

projects were able to achieve notable increases in production and thereby stimulate economic growth, 

generate employment and increase incomes in the rural areas. Documented productivity increases were 

as shown in Table 5.  

 

Table 5: Productivity Increase of Agriculture and Natural Resources Projects 

Project Documented Productivity Increase 

Upper Watershed Management 15,000 ha of home gardens were developed and conservation farming 

techniques adopted on a further 10,000 ha, benefiting directly or 

indirectly 100,000 farmers 

Second Perennial Crops Development  7,200 ha of land was developed or diversified into perennial crops and 

intercropped with short- and medium-term crops, benefiting 12,470 

farmers 

Tea Development 9,025 ha of smallholder tea fields were replanted, average smallholder 

yields increased by 33% from 1,689 kg/ha in 1999 to 2,254 kg/ha in 

2005, while annual incremental tea production increased by 27,000 tons 

valued at about $40 million 

Forest Resources Management Sector 3,865 ha of smallholder woodlots were established, 7,300 ha farmer 

woodlots and 2,231 ha of home gardens were improved; 3,016 ha of 

damaged or failed plantations were harvested and reforested using 

improved genetic and silvicultural practices and 5,415 ha of state 

plantations were harvested and reforested, also using improved genetic 

material and silvicultural practices 

Aquatic Resource Development and 

Quality Improvement 

Inland fisheries annual production increased by 47% (10% per year) 

between 2005 and 2010 to 52,400 tons, mainly through the 

introduction of sound fishery management in medium and minor 

perennial and seasonal tanks, adopting optimal yield levels. Mean yields 

increased from 45 kg per ha per year to some 300 kg per ha per year.   

Plantation Development The best indications are that about 17,000 ha of rubber and 1,500 ha of 

tea were replanted, slowing the decline in estate production, if not 

increasing productivity overall. 

Source: ADB project completion reports and project performance evaluation reports. 

 

26. The fact these increases in productivity were inclusive can be seen from the target groups.  

Except for those in the Plantation Development Project, the direct beneficiaries were primarily 

smallholder farmers and fishers. Much of the surrounding population would have benefited indirectly 

from increased employment generated by planting, harvesting, processing and the transport of 

incremental produce.  The portfolio can thus be assessed as effective in generating inclusive economic 

growth. 

 

27. Poverty reduction. As noted in Table 4, five of the projects were directly aimed at poverty 

reduction.  The PCR findings suggest that the poverty reduction objectives were achieved. The PCR for 

the Upper Watershed Management project located in isolated upland areas with high poverty levels 

recorded income increases of 48% among beneficiaries. The PCR for the Coastal Resources 

Management records that the project directly benefited 60,000 households, or 300,000 individuals, 

many of whom were low-income coastal dwellers in danger of losing their land and housing through 

coastal erosion. In addition, 370 interventions for habitat conservation, resource management, and 

reengineering of lagoons are estimated to have benefited 1 million people, again, many of whom were 

poor coastal dwellers or fishers dependent on inland waterways and lagoons for part of their 
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livelihood. Under the Aquatic Resource Development and Quality Improvement Project, the PCR reports 

that in the 10 districts covered by the project, the poverty level of some 320,000 household 

beneficiaries went down by as much as 19 percentage points. Lastly, for the Forest Resources 

Management Sector Project, also located in areas of high poverty, the PCR had some difficulty in 

documenting poverty outcomes due to the long harvesting rotation of the smallholder woodlots 

developed under the project, but food crops grown in an inter-planted basis during the early years of 

forest tree plantation would have contributed to poverty reduction.   

 

28. Most of the other projects would also have had an indirect poverty reduction effect. General 

increases in agriculture production were stimulated under the Tea Development Project. The Second 

Perennial Crops Project would have resulted in more demand for labor for planting, harvesting, crop 

maintenance, processing and transport, thus enhancing the incomes to the poorer segments of the 

surrounding rural population. The Plantation Development Project also generated labor demand, but 

had a component specifically designed to benefit plantation workers, a group that makes up one of the 

poorest segments of Sri Lankan society, by improving their working and living conditions.   

 

29. It can be concluded that the projects in the portfolio were effective in reducing poverty and, 

moreover, pointed out potential areas for future investment (for example aquaculture) which would 

have significant poverty reduction impacts. 

 

30. Balanced regional development. By definition, almost all the projects in the portfolio 

contributed to balanced regional development. Most of the investments in the portfolio were in rural 

areas often well away from the country’s economic center. Project areas were located in Central, 

Sabaragamuwa, Uva, North Central, North Western, Western and Southern provinces and often in 

particularly isolated areas of these provinces. Moreover, several of the projects, for example the Aquatic 

Resource Development and Quality Improvement Project, the Coastal Resource Management and the 

Second Perennial Crops Development Project, would have been readily replicable in the Eastern and 

Northern provinces as part of a rehabilitation program.
19

 Since all of the production-oriented projects 

stimulated economic growth in these areas they can be considered as having been effective in 

promoting balanced regional growth. 

 

31. Private sector development. All projects included an element of private sector development. 

The Forest Resources Management Sector Project included components for smallholder woodlot 

development in which woodlots were provided to private individuals on a 30-year lease and the 

Protected Area Management and Wildlife Conservation Project included community-based 

organizations (CBOs) in its outreach program. Similarly, the Coastal Resources Management Project, 

while focusing on providing publicly owned coastal protection infrastructure and improving public 

waterways and lagoons, also included components for fisheries markets and fishing harbors which 

directly served the private sector. Other more production-oriented projects directly involved a wide 

range of private sector smallholder entrepreneurs especially those who invested in tea production, 

perennial crop production and aquaculture. The Aquatic Resource Development and Quality 

Improvement Project included as a major component the rehabilitation of the major fish market in 

Colombo, thereby stimulating private sector activities. The only project which did not show a high 

degree of private sector success was the Plantation Development Project, which aimed to improve 

commercial agriculture production rather than smallholder production. The portfolio was thus also 

effective in stimulating and supporting private sector development. 

 

32. Gender. Three of the eight projects in the portfolio had significant documented gender 

outputs. The Upper Watershed Development PCR indicates that 247 community-based organizations 

(CBOs) were formed under the project and the majority of members were women. These CBOs were 

involved in many of the project implementation activities, with specific project components contracted 

                                                
19

  This is being followed through in the proposed Northern Province Fisheries Development Project. 
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out to them. The Coastal Resources Management Project was also active in training and mobilizing 

women, with the PCR noting that 1,000 villagers (75% of them women) benefited from livelihood 

development programs.  The Protected Area Management and Wildlife Conservation Project also 

involved CBOs in its outreach program and had women as members. Field interviews with women 

beneficiaries indicated that with the seed money provided they had engaged in a range of activities 

such as curry powder grinding, dried fish production, sewing and local handicrafts. Several had 

expanded their businesses and been able to provide their children with a high school education.
20

   

 

33. Given the nature of the production-oriented projects, it is likely that many women also 

benefited from such projects as the Tea Development Project or the Second Perennial Crops 

Development Project, becoming participants themselves. This can be assumed but not verified since 

neither the projects nor the agencies providing credit tracked participants on a gender disaggregated 

basis. It can also be assumed that the portfolio had an indirect positive effect on the welfare of women 

in the project areas in general as a result of enhanced rural incomes and economic activities.  Projects in 

the portfolio can thus also be assessed as having been effective in promoting the welfare of rural 

women. 

 

34. Environment and climate change mitigation. Several of the projects in the portfolio were aimed 

directly at resource conservation, environmental improvement and by extension climate change 

mitigation. These include the Upper Watershed Management Project, which planted 2,300 ha of buffer 

zones between forested and farmed areas; 257 km of boundary-marking trees around forested areas; 

and around 400 km of roadside trees. It also provided erosion control measures and gully protection on 

10,000 ha of upland farm land. Similar outputs were achieved under the Forest Resources Management 

Project, under which 17,279 km of boundary surveys were completed, 1,813 km of 138 forests were 

gazette, 3,865 ha of woodlots were established, 7,479 ha of farmer woodlots were maintained,  

7,058 ha of re-established degraded forest plantations were maintained, and 8,430 ha of forest 

plantations were harvested and reforested. Interviews with the Conservator of Forests indicated that 

boundary demarcation had been valuable in protecting forests from encroachment, the forest 

management plans were still being used, and smallholder woodlots were still being maintained and 

managed by the smallholders.   

 

35. The Coastal Resources Management Project had significant resource conservation outputs and 

outcomes. Coastal stabilization works were completed in a 41-km stretch along the country’s densely 

populated west coast, resulting in beach stabilization in areas which previously were eroding at an 

estimated rate of 3 m per year. The IEM observed one of these sites and noted that it had protected a 

lagoon, the tourist hotels around it, and an extensive urban area behind it, all of which had been 

threatened by coastal erosion.
21

 In addition, physical interventions to improve water exchange were 

carried out in Habaraduwa lagoon, Lunawa lagoon, Mawella lagoon, Maduganga estuary and lagoon, 

and Mawella lagoon; mangrove planting was undertaken (no exact figure available) and solid waste 

management equipment was provided to deal with non-biodegradable waste in the lagoons.  The IEM 

visited the Maduganga subproject area, a Ramsar site,
22

 and observed that facilities were being 

                                                
20

 In the vicinity of the Kirindi Oya boundary of Bundala National Park, the IEM met with members of two CBOs which were 

established under the project: approximately 25 members (70:30 female:male ratio) of the CBO in the office of community 

development in Kone Elaiya, and 15 members (60:40 female:male ratio) of another CBO in the community hall of Magama 

Temple. Both CBOs are located in Hambatota district, Southern Province. 

21
 The IEM visited the coast conservation site in Katukurunda beach in Kalutara district, Southern Province. Two tourist hotels, 

Avani and Anatara, benefited directly from the coast conservation activities implemented under the project, while the erosion 

of a sand spit where the hotels are located would have eventually threatened all of Kalutara town.   

22
 Ramsar sites are an international network of wetlands which are important for the conservation of global biological diversity 

and for sustaining human life through the maintenance of their ecosystem components, processes and benefits.  There are 

more than 2,000 Ramsar sites around the world. 



12 Linked Document 7 
 

regularly used and were under renovation and upgrading with government funds.
23

 Local communities 

are actively involved in conservation activities, for example reporting on illegal land and water use.   

 

36. Similarly, fisheries conservation and management activities were undertaken under the Aquatic 

Resource Development and Quality Improvement Project. The active involvement by over 550 CBOs in 

establishing fisheries and support services helped preserve the resource by setting fishing timetables 

and limiting catches to optimal levels thereby improving the quality and size of fish in retail markets. 

The construction of a major up-to-date commercial fish market in Colombo greatly improved the 

efficiency and hygiene of wholesale fish marketing, as well as the quality of fish sold. The IEM visited 

one of the CBOs and found it actively engaged in management of a large tank through fish culture 

using fingerlings produced by the National Aquatic Development Authority (NAQDA), the project’s 

main EA.
24

  

 

37. The most environmentally-oriented of all the projects in the portfolio was the Protected Area 

Management and Wildlife Conservation Project. According to this project’s PCR, “the project achieved 

the target outcome of strengthening protected area management and developing operational 

partnerships with local communities and other stakeholders to reduce illegal use of park resources.”  

This was confirmed for Bundala National Park by discussions with the Park Warden and park rangers 

and visits to communities around the park.
25

 The portfolio was thus effective in conserving natural 

resources, protecting the environment and mitigating against the effects of climate change. Moreover, 

in 2008 on the basis of a study undertaken under the project, the (then) Ministry of Environment and 

Natural Resources identified ecosystems outside the protected area network that should be protected. 

About 200 sites were identified, of which close to 150 sites have been gazetted as environmentally 

sensitive areas. 

 

38. On the basis of the above achievements the ANR portfolio can be assessed as effective in 

implementing projects which met a wide range of strategic objectives and thematic priorities.  

 

3. Efficiency 

 

39. As indicated in Table 3, seven of the eight projects were assessed as efficient by their PCR, PVR 

or PPER. In instances where the EIRR was recalculated, this means that the project was assessed as 

being at least as economically viable as expected at appraisal, although it should be noted that in 

several instances a different methodology or set of parameters was used from the original economic 

analysis. A more critical analysis would focus on process efficiency, since most of the projects 

experienced some kind of implementation delay and several did not disburse all of the funds allocated 

to them. To assess this factor, expected project completion dates were compared with actual 

completion dates and the amount of loan cancellations was tracked (Table 6). 

 

Table 6: Process Efficiency of the Agriculture and Natural Resources Portfolio 

Project Original Estimated 

Completion 

Actual 

Completion 

Delay  

(months) 

Net Loan/Grant 

Amount 

($ million)
a
 

Loan/Grant 

Cancellation 

($ million) 

Upper Watershed 

Management 

30 June 2005 

 

31 December 

2005 

6 15.4 3.9 

Second Perennial 

Crops 

Development  

30 June 2004 

 

10 April 2007 34 19.9 1.1 

Tea Development 30 June 2005 10 April 2007 22 35.0 0.8 

                                                
23

 The IEM visited the Maduganga lagoon site and office in Ambalangoda, Galle District, Southern Province.  

24
 The IEM visited Bandagiriya tank in Hambantota district, Southern Province, and met with about 15 fishers from the local 

community. 

25
 The IEM met with the park warden of Bundala National Park, the community coordinator for the area, and five members of 

one of the CBOs in the immediate vicinity of the park. 



Sector Assessment: Agriculture and Natural Resources 
 

13 

 
Project Original Estimated 

Completion 

Actual 

Completion 

Delay  

(months) 

Net Loan/Grant 

Amount 

($ million)
a
 

Loan/Grant 

Cancellation 

($ million) 

Coastal Resource 

Management 

30 December 2005 2 September 

2010 

57 39.2 0.0 

Forest Resources 

Management 

Sector 

30 Jun 2008 

 

22 Jul 2010 25 26.5 2.0 

Protected Area 

Management and 

Wildlife 

Conservation 

30 Jun 2007 

 

31 Dec 2008 18 11.9 0.0 

Aquatic Resource 

Development and 

Quality 

Improvement 

30 Jun 2010 26 Nov 2010 5 20.6 0.0 

Plantation 

Development 

30 Jun 2009 

 

22 Feb 2010 8 30.0 11.0 

Average 

Completion Delay 

  22   

a
 After conversion into US dollars. 

Source: ADB project completion reports.  

 

40. Delays in project completion ranged from 5 months to 57 months, with an average delay of 22 

months. While most ADB projects suffer implementation delays,
26

 completion delays for the portfolio 

overall suggest a less than efficient implementation history. Also, while most loan or grant project 

funds were fully or nearly fully utilized, in two cases more than 20% of the original loan had to be 

cancelled.  This also hints at a less than efficient use of funds, in this case, scarce ADF funds. 

 

41. Taking into account the process efficiency indicated in PCRs, it appears that, despite efficient 

ratings for seven out of the eight projects, many of them were less efficient from a process point of 

view, with long completion delays for some and a high level of unspent funds for others.  The rating 

for the portfolio is thus assessed as less than efficient. 

 

4. Sustainability 

 

42. Four out of the eight projects in the portfolio were rated likely sustainable or better by their 

PCRs, PVRs or PPER. Looking at sustainability at the time of CAPE preparation, it can be assumed that 

productive project activities with smallholder participation were likely sustainable. Smallholders 

invested the time, effort and funds to plant new crops, expand existing plantings, replant existing areas 

with higher yielding crops or invested in aquaculture infrastructure and equipment. It is unlikely that 

these would have been abandoned unless they became seriously economically unviable due to market 

forces. This is unlikely given the country’s expanding urban population and consequent demand for a 

wide range of food commodities. As evidence of this, government statistics show continuous growth in 

the area and production of smallholder tea, perennial crops and aquaculture over the past 15 years,
27

 

indicating that the investments made under the projects are most likely to have continued producing 

over the years since the projects were completed.   

                                                
26

 The Development Effectiveness Review (footnote17) indicates that between 2013 and 2015 nearly 90% of projects experienced 

delays of an average of 1.8 years.   

 

27
 Smallholder tea production and area have increased from 205,800 tons produced on about 116,500 ha in 2005 to 245,400 

tons produced on about 121,300 ha in 2013 (Ministry of Plantation Industry. Statistical Information on Plantation Crops -

2013). Colombo, 2015.  Cinnamon and pepper areas increased from 26,100 ha and 31,300 ha respectively in 2005 to 30,100 

ha and 39,500 ha in 2013, while cultured fresh water fish production increased from 33,180 tons in 2005 to 66,900 tons in 

2013 (Central Bank of Sri Lanka. 2015. Sri Lanka Socio-economic Data. Colombo. 2015). 
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43. Project investments which depend on continuous funding from the government budget for 

operation and maintenance may be less sustainable, given the chronic financial constraints facing the 

government.  However, for most of the projects this does not appear to have been the case. Generally, 

agencies strengthened or established by these projects and the facilities and infrastructure provided for 

them are continuing to function. In interviews with the Tea Smallholder Development Authority, the 

IEM learned that all the training and extension facilities provided under the Tea Development project 

are still functional and operational with an adequate budgetary allocation from the Ministry of 

Plantation Industry for operation and maintenance.  

 

44. Training centers and fish multiplication centers provided under the Aquatic Resources 

Development and Quality Improvement Project are still functioning, which was confirmed by the IEM 

visit to a fish hatchery at Uda Walawe. In the case of the Upper Watershed Management Project and 

the Forest Resource Management Project, much of the project investment went into identifying forest 

boundaries and harvesting and replanting forest areas. Operation and maintenance funding is merely 

continuation of the existing operational budget and seems to be being provided. It is therefore likely 

that these two projects will be sustainable.  

 

45. Similarly, IEM field visits to the Coastal Resources Management Project sites indicated that the 

Hambantota fisheries harbor was operational and that sufficient financial resources were being 

allocated for maintenance. A shortcoming in the design of the harbor which caused capsizing of fishing 

boats is now being addressed by the Ministry of Fisheries and Aquatic Resources Development.  In the 

case of the Protected Area Management and Wildlife Conservation project, on the other hand, some 

deterioration of the visitor facilities at Bundala National Park was observed; this was partly due to lack 

of funding but also to initial over-design. 

 

46. Further evidence of the sustainability of the projects is the fact that CBOs established under a 

number of projects continue to be active. The IEM visited three CBOs at Bundala National Park which 

were still helping to protect the park and conserve the wildlife (see footnotes 20 and 25). Thus, while 

some of the facilities were deteriorating, the main objective of protecting the wildlife in the park was 

still being achieved. Another CBO established under the model of the Aquatic Resource Development 

and Quality Improvement Project was also visited and observed to be using fish fingerlings produced by 

project facilities. Overall, the general indication is that even projects dependent on recurrent 

government funding are likely to be sustained. 

 

47. In the special case of the Plantation Development project, even though it was a production-

oriented project, the PPER felt that it was not likely to be sustainable because the tea, rubber, coconut 

and oil palm plantations were managed by regional plantation companies (RPCs) on a lease basis. In 

many ways these plantations can still be considered public sector entities, since they are still operated 

under strict government supervision and are only leased to commercial entities. 

 

48. Looked at from a broader perspective and a longer time frame than the PCR assessments, 

investments for seven of the projects are likely to be sustainable. While the sustainability of the 

Plantation Development Project is in doubt, this does not affect the overall likelihood of the 

sustainability of the rest of the portfolio. The overall conclusion is thus that the investments in the 

portfolio as a whole are likely sustainable.  

 

5. Impact 

 

49. According to the assessments shown in Table 2, all eight projects had impacts which were at 

least moderate or better (four out of eight were assessed as having significant impacts). A look at 

project outputs and outcomes indicates a greater level and range of impacts than just the physical 

project outputs, although in some cases these were also impressive. The level of impact becomes 

clearer when the policy and institution building effects of the projects are taken into account. Projects 



Sector Assessment: Agriculture and Natural Resources 
 

15 

 
assisted in formulating or amending and updating a number of key policy documents, including the 

National Watershed Management Policy, the National Coastal Zone Management Plan, 16 operational 

integrated forest resources management plans, and 65 range plans (under the Forest Resources 

Management Project); the Fauna and Flora Protection Ordinance (under the Protected Area 

Management and Wildlife Conservation Project); and the Fisheries and Aquatic Resources Act (under 

the Aquatic Resource Development and Quality Improvement Project).  

 

50. Project activities were also key to building capacities in a number of line government agencies, 

agriculture and fisheries research institutions, and nurseries. These included the Departments of 

Forestry, Agriculture, Wildlife Conservation and Coast Conservation; the Biodiversity Secretariat; the 

National Aquaculture Development Authority; the Tea Research Institute; and the Tea Smallholders 

Development Authority. As examples, the National Training Center of the Tea Smallholder Development 

Authority was established under the Tea Development Project and the National Inland Fisheries and 

Aquaculture Training Institute, the premier government sector training institute in Sri Lanka for inland 

fisheries and aquaculture, was established in 2009 under the Aquatic Resource Development and 

Quality Improvement Project. Both are still operational with a heavy demand for their services.   

 

51. The projects also were instrumental in evolving and testing replicable ANR sector investment 

methodologies and modalities. These included production-oriented CBOs in aquaculture development; 

community outreach in forestry and wildlife protection buffer areas; smallholder technical training and 

credit provision for tea and perennial crops; and community-based management of environmentally 

critical coastal areas. 

 

52. The physical development impacts were also significant.  Most of the agencies involved 

continued to expand activities and investments after the projects had closed. The use of revolving funds 

initiated by some of the projects (notably the Tea Development Project, the Second Perennial Crops 

Development Project, the Protected Area Management and Wildlife Conservation Project, and the 

Plantation Development Project) assisted in this process.  In terms of the production-oriented projects, 

evidence of continual growth well after project completion is reflected in the figures above.   

 

53. In terms of resource conservation impacts, the Forest Department, the Department of Wildlife 

Conservation, and the Coast Conservation Department have indicated that (i) forest cover has remained 

stable at 29% nationally and the government has a target of increasing this to 32%;  

(ii) encroachment on protected areas has decreased notably and confrontations between residents 

around protected forest and wildlife areas have been reduced, and (iii) water resources management 

activities such as lagoon management promoted by the Coastal Resources Management Project 

continue to function. This has helped to maintain biodiversity and sustainable natural resource 

management. The IEM observed that, as noted above, the CBOs established around Bundala Park are 

still functioning, the lagoon at Maduganga is still being managed with the cooperation of the local 

community, and a tank in Bandagiriya is being managed by the CBO established on the model of the 

Aquatic Resource Development and Quality Improvement Project. A further positive resource 

conservation impact has been the gazetting of 150 newly identified environmentally sensitive areas on 

the basis of a study undertaken as part of the Protected Area Management and Wildlife Conservation 

Project. 

 

54. Finally, the projects had direct and indirect impacts on gender, private sector development, and 

poverty reduction, as noted in the section on effectiveness above. 

 

55. Despite these significant achievements, the suspension of lending in the ANR sector after 2003 

meant that the momentum of the projects was lost. Promising new investment subsectors and 

modalities which met ADB’s strategic objectives and thematic priorities and which could have been 

readily applied to the recovery of the Northern and Eastern provinces were not pursued. It may now be 
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more difficult to implement the recommendations of the Mid-Term Review of Strategy 2020 and the 

OPANR than if lending to the sector had continued.  

 

56. If engagement with the ANR sector had continued, it is likely that the impacts of the portfolio 

would have been reinforced and expanded and the sector assessment would have found the sector 

contribution to ADB’s operational impact to have been substantial. Given the truncated program, the 

evaluation finds that the impact was, nonetheless, significant. 

 

6. Overall Performance 

 

57. The overall rating of the evaluation is successful based on the above ratings (Table 7). 

 

Table 7: Overall Assessment 

Criterion  Relevance Effectiveness Efficiency Sustainability Impact Overall 

Rating Relevant Effective Less Efficient Sustainable Significant Successful 

Score 0.4 0.4 0.2 0.4 0.4 1.8 

 

58. This is consistent with overall ratings of individual projects, seven out of eight of which were 

rated successful. 

 

E. Conclusion 

 

1. Key Findings 

 

59. Sector portfolio success. Despite the 2007 assessment of the on-going and completed portfolio 

at that time as partly successful by a sector evaluation working paper (footnote 6), the evaluation has 

shown the current portfolio to be successful, even though it consisted of left-over projects in a sector 

with no new lending after 2003. This may be at least partially explained by the fact that the CAPE in 

2007 covered projects from as long as 20 years ago, some of which may not have been as successful as 

later projects, which would have benefited from refined implementation arrangements, improved 

methodologies, and more experienced executing and implementing agencies over the years.  The 

projects covered by this evaluation were, in fact, ongoing during the time of the CAPE in 2007 but had 

not yet been evaluated as completed projects. At that time some of the projects may have been 

undergoing the usual implementation delays and uncertainties that characterize most projects in most 

sectors during their early years.  

 

60. ANR operations have furthered strategic goals and thematic priorities. Operations in the ANR 

sector have helped to further many of the strategic objectives and thematic priorities of both the 

government and the ADB and can continue to do so in the future. These include inclusive economic 

growth, poverty reduction, food security, private sector development, gender equity, environmental 

conservation, and climate change mitigation. This confirms the conclusions of the Strategy 2020 Mid-

Term Review and the validity of the recommendations of the OPANR.  Even if activities are undertaken 

within the strict Strategy 2020 core areas of operation, meaningful ANR sector operations can be 

undertaken which focus on ANR infrastructure, the environment, ANR finance and the private sector, 

especially the individual farmer or fisher family. 

 

61. Potential consequences of strategic decisions should be carefully assessed.  The country 

strategy and program, 2004–2008 provided a strong justification and commitment for further 

engagement with the ANR sector during the strategy period.
28

 Table 3 of the main text of the same 

document also shows that, of the on-going projects, agriculture projects showed the greatest progress 

                                                
28

 Footnote 13, paras. 65 and 85. 
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with a rating of 85%.

29

Similarly, Table A1.6 of ADB’s country program and sector update, 2005–2006 

shows an ANR sector portfolio of 15 projects worth $360.1 million in 2003, all of which were rated 

satisfactory. None of them had any listed potential problems or were at risk.  

 

62. However, no new investment in the ANR sector was approved in the decade since 2003. The 

only references to this decision the evaluation team could find were statements in the country strategy 

and program update, 2005–2006 noting that (i) the government was reassessing its agriculture policy 

and there was a need to see what the policy would be before further investment, (ii) agriculture and 

rural development should be the purview of the private sector, and (iii) there had been poor sector 

growth over the past 3 years. It is notable that this decision was made during a country programming 

and strategy update rather than during a full country strategy or a programming mission, when it 

could have been fully assessed and discussed.  

 

63. First, even if the sector were being reassessed, the size and importance of the sector suggests 

that ADB should have remained engaged. Moreover, whatever the government’s position might have 

been in 2005, by 2010 investment in ANR had become a priority in the government’s Development 

Policy Framework.  

 

64. Second, since part of ADB’s strategy is to promote the private sector and to provide an 

enabling environment within which it can function, the involvement of the private sector does not 

seem like a sound basis for suspending operations in a sector which accounts for a major portion of 

GDP and over 30% of employment, especially employment for the ADB’s target group—women and 

the poorer segments of society in rural areas.  

 

65. Third, by its very nature the ANR sector is subject to the vagaries of climate and markets. 

Investments aimed at long-term sustainability should be designed to provide resilience to these factors, 

rather than being avoided because of short-term fluctuations. While agriculture was not a core area of 

operation under Strategy 2020, the environment (i.e., natural resources) was. There was also scope to 

invest in agriculture and rural development through rural infrastructure (part of the core area of 

infrastructure) and rural finance (part of the core area of finance). Besides, 20% of the portfolio could 

be non-core depending on the particular needs and characteristics of the country concerned. 

 

66.  Judging from the positive outcomes and impacts from the projects which have remained in the 

portfolio, it can be assumed that the benefits in food security, employment, rural incomes, exports, 

environmental sustainability and private sector initiative which have been foregone from the 

suspension of operations in the sector have been substantial. 

 

2. Lessons 

 

67. The following lessons may be drawn from this overview of ANR sector projects during the CAPE 

period. First, strategic decisions on a country’s operational program should be fully and carefully 

considered and not made on the basis of short-term considerations. It could be argued that, by the 

time the country’s Development Policy Framework reiterated a priority for agriculture in 2009, Strategy 

2020 was already ADB’s overall development strategy and agriculture was not a core area of that 

document. However, Strategy 2020 leaves room for 20% of a country’s portfolio to be noncore, and 

indeed most other DMCs have continued to invest in ANR throughout the Strategy 2020 period. 

Further, as the OPANR indicates, there is no fundamental contradiction between Strategy 2020 and 

investment in the ANR sector as long as investment is made in core sectors that support agriculture 

                                                
29  

Compared with, for example, transport and communications with 56% project progress and industry and finance with 49% 

progress.   
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sector (agricultural infrastructure, agricultural finance or agricultural education) or in environmental 

sustainability and climate change mitigation.   

 

68. Second, there seems to be little question that, over and above the two ANR projects
30

 currently 

in the country’s portfolio, lending for the ANR sector in Sri Lanka could be revived, especially with a 

view to improving livelihoods in the conflict-affected Northern and Eastern provinces. ANR lending can 

reach the rural population directly and quickly, and provide people with needed employment and 

income. Environmentally-oriented lending can also help to conserve and preserve the threatened 

ecological resources of Northern and Eastern provinces, which, being climatically drier than western Sri 

Lanka, are also more vulnerable to climate change. The World Bank is re-starting its program in the 

natural resources sector through the Ecosystem and Conservation Management Project. The 

International Fund for Agriculture Development is continuing its involvement with projects aimed at 

smallholder tea and rubber, agribusiness, and field level water management, and the Food and 

Agriculture Organization is currently engaged in rural income generation and training, irrigation 

rehabilitation, farm income diversification, and aquaculture and fisheries value chain management, 

especially in the coastal areas of the north and east of the country. 

 

69. Third, although the last ANR project was completed in 2010, there is still enough time to build 

on some of the successes of the past. The IEM noted that there is still some institutional memory of 

these projects in the organizations concerned, even of projects approved as early as 1998. Building on 

these past projects could be a basis for the quick formulation of future ADB operations. 

 

70. Fourth, institutional responsibility for both components of the sector, agriculture and natural 

resources, is dispersed and fragmented in Sri Lanka. Several ministries are responsible for different 

aspects of agriculture: the Ministry of Agriculture, the Ministry of Plantation Industries, the Ministry of 

Mahaweli Development and Environment, the Ministry of Irrigation, the Ministry of Fisheries and the 

Ministry of Primary Industries. Similarly, natural resources management involves the Ministry of 

Sustainable Development, where the Department of Wildlife Conservation is located, and two separate 

departments of the Ministry of Mahaweli and the Environment: the Forestry Department and the 

Department of Coastal Environment and Resources Management. Moreover, individual departments are 

frequently moved from one ministry to another; the Coastal Environment and Resources Management 

Department was previously part of the Ministry of Fisheries and Coastal Resources Management, but is 

now currently part of the Ministry of Mahaweli and the Environment. There is no single agency 

responsible for the overall management of the sector and also no single planning or supervisory agency 

to coordinate or supervise. While there is evidence that individual departments are technically 

competent and well run, investments and interventions in sector wide activities, such as policy-based 

lending, or cross-cutting activities, such as water resources management, could be difficult to 

implement at the national level.
31

 

71. Fifth, policies for the sector have altered with changes in government, often significantly. Care 

should be taken when including policy components in a loan design. Under the Plantation 

Development Project, several policy covenants were not complied with, leading, in part, to the low 

rating this project received in the PPER. The lessons learned from an earlier project, the Tea 

Development Project, could have proven instructive. The PCR for this latter project states among the 

recommendations that:
32

 “Covenants on institutional reforms would not be effective in practice unless 

an agency with adequate authority is strongly committed to taking the needed actions. If reforms are 

pivotal to the achievement of the project development objectives, ADB should ensure that the 

covenants are complied with in the given timeframe, and consider including the covenants as 

                                                
30

 The Mahaweli Water Security Investment Program and the proposed Northern Province Sustainable Fisheries Development 

Project. 

31
  It is easier to coordinate activities at the provincial level where government personnel are more likely to interact with each 

other.  

32
 ADB. 2008. Completion Report: Tea Development Project in Sri Lanka. Manila. para. 36. 
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conditions to loan approval or loan effectiveness.”  This is a valuable lesson for future project design in 

the sector. 

 

72. Sixth, the establishment and involvement of CBOs can be instrumental in ensuring project 

success and sustainability, especially in resource conservation projects but also in production-oriented 

projects. CBOs established in the Upper Watershed Management Project, the Forest Resources 

Management Project and the Coastal Resources Management Project all played a major role in 

protecting environmentally sensitive areas and reducing encroachment by the surrounding population.  

CBOs were also a major aspect of the Aquatic Resource Development and Quality Improvement Project, 

which was able to increase the productivity of inland water resources significantly through community-

based management. 

 

73. Seventh, the monitoring of project implementation and benefits is critically important to 

assessing project success. In at least three projects (the Forest Resources Management Project, the 

Plantation Development Project, and the Protected Area Management and Wildlife Conservation 

Project) a lack of adequate monitoring data affected the ability of the PCR and PPER missions to fully 

assess project outputs, outcomes, and benefits. This negatively affected the assessment of these 

projects, especially in the case of the Plantation Development Project where there was uncertainty 

about the level of outputs and no way to verify the actual level of project benefits. Future projects 

should explicitly include a monitoring component and ADB should ensure that monitoring activities are 

undertaken as planned and committed. 

 

3. Suggestion 

 

74. In line with the recommendations of the Interim CPS, 2015–2016 and in conformity with the 

OPANR, wider engagement in the ANR sector should be considered in the new CPS. This could be 

initiated by a study to identify, out of a wide range of possible investments, the priority subsectors and 

areas to be taken up, taking into account past successes, continuing institutional memory, and the 

dispersed institutional responsibilities for sector management.  


