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DETAILED RECOMMENDATIONS AND ADDITIONAL SUGGESTIONS 

 

A. Detailed Recommendations 

 

1. While the evaluation identifies ways in which the Asian Development Bank (ADB) can improve 

its support in the priority areas, four changes are critical to raising its development effectiveness. These 

are offered for the consideration and further discussion of ADB and the Asian Development Fund (ADF) 

donors. For ADF 12 and beyond, ADB should:  

 

(i) Strengthen support for inclusive growth and environmentally sustainable growth, and scale up 

climate change adaptation and disaster risk management efforts. Opportunities for making the 

growth process more inclusive need to be articulated and supported in country partnership 

strategies (CPSs), their results frameworks, and their major sector programs. Improved 

monitoring of ADB’s contributions to inclusive growth at the country level is also needed. This 

would support the commitment made in the ADF XI Donors Report that inclusive growth be 

emphasized in all CPSs and effectively supported in all ADF countries. Country diagnostics and 

economic and sector analyses need to improve in order for ADB to more effectively identify the 

key constraints to and opportunities for inclusive growth in a country. This is especially 

important in those countries where inequality is greatest, or where it has increased most. 

Furthermore, increased support to and better operating results in the social sectors (including 

social protection), agriculture, and food security—areas that are recognized as essential for 

achieving inclusive growth—should strengthen ADB’s overall contribution to this agenda. 

Additional resources, especially higher levels of ADF grant resources, provide an opportunity for 

ADB to invest more in these areas in a way that complements its core investments in transport, 

energy, and water. 

 

To intensify support for environmentally sustainable growth (ESG), ADB should deepen its 

engagement in environmental public goods and transboundary issues, as well as continuing to 

support more livable and greener cities and to strengthen environmental governance. Further 

mainstreaming of climate change considerations, including in relation to disaster risk 

management (DRM), in country strategies and using more of the ADB’s own resources to 

support both investment and technical assistance (TA) operations should also be a priority. 

 

ADB should scale up support for DRM and climate change adaptation, both in terms of 

financing and its institutional capability. Accelerating climate change and more frequent and 

severe natural disasters demand not only effective support for disaster relief efforts in the 

aftermath of events, but proactive and upstream support for disaster preparedness and risk 

reduction, and institutional development for DRM. This will help build resilience, especially in 

countries with strong vulnerability but weak institutional capacity.  

 

(ii) Adopt more systematic and operationally relevant diagnostic studies—a knowledge-first 

approach—to sharpen country and sector programs and improve results on strategic priorities. 

A more systematic and better sequenced process for undertaking critical knowledge work in 

advance of (and to feed into) the development of country strategies is needed. Analytical work 

on the three strategic agendas is essential both to identify ways of spreading effort across the 

pillars and priorities within each strategic area, and to tailor the generic strategies to the needs 

and priorities of each country context. Diagnostic studies can also help to strengthen links 

between operations in different strategic areas, to make them more complementary and 

mutually reinforcing. The need for better analytical work applies to other strategic areas: 

fragility, conflict, and political assessments; private sector assessments and finance sector 

assessments; and country and regional DRM diagnostic studies to strengthen disaster risk 
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reduction and adaptive capacity. This systematic, knowledge-first approach should be adopted 

ADB-wide. For the three strategic agendas, ADB should consider the following: 

 

(a) The ADF XI commitment to strengthen analysis of inclusive growth country diagnostics 

is unfinished business. Inclusive growth analysis in each country needs to sharpen the 

focus on the inclusive growth outcomes of core business areas; provide guidance on 

how to balance interventions across the inclusive growth pillars; identify interventions 

that directly target the poor and very poor, complementing the more indirect types of 

interventions; and strengthen links between inclusive growth interventions and ESG 

and regional cooperation and integration (RCI) outcomes. Because the bulk of 

resources in ADF country programs are likely to continue to be direct toward transport-, 

energy-, and water-related infrastructure, a critical question that country and sector 

diagnostic studies must address is: how can the inclusive impacts of transport-,  

energy-, and water-related infrastructure be intensified and what complementary 

interventions are needed? 

(b) Environmental sustainability analysis will provide a more explicit focus on operational 

challenges and modalities for climate change adaptation; sharpen the focus of lagging 

sectors (such as transport) on ESG outcomes; provide guidance on how to balance 

interventions across the ESG priorities; strengthen institutions and capabilities to 

enhance environmental governance; and improve links between ESG interventions and 

inclusive growth and regional and RCI outcomes. 

(c) Regional integration analysis can help ADB to arrive at the optimum design for 

operations with explicit cross-border or subregional benefits; provide guidance on how 

to balance interventions across the RCI pillars, including between the hard 

infrastructure and soft regional needs, such as regional and global public goods; 

identify opportunities for collaboration with regional organizations, including how 

potential ADF grant support to these organizations can be effectively used 

(as discussed under recommendation [iii]); and identify how RCI interventions can 

support inclusive growth and ESG outcomes. 

 

The need for better analytical work applies to other strategic areas as well. ADB needs to 

undertake fragility, conflict and political assessments systematically in all countries facing 

fragile and conflict-affected situations (FCAS), including those with subnational fragility. 

Similarly, private sector assessments and finance sector assessments need to be undertaken to 

inform country strategies and operational programs if ADF’s private sector development 

objectives are to be met. Better and more systematic country and regional DRM diagnostic 

studies is also required if ADB is to help strengthen disaster risk reduction and adaptive 

capacity. 

 

(a) Fragility and conflict assessments are essential for all FCAS, including countries with 

subnational conflict, to identify fragility and conflict risks and their underlying drivers; 

and the political economy and capacity constraints likely to impede management of 

those risks. ADB needs to develop conflict-sensitive filters to screen operations in each 

country; and to identify country-specific pathways, resource needs, and realistic 

timelines to overcome those constraints. 

(b) Private sector assessments should be used more widely to identify priority private sector 

reforms and inform country strategies. Finance sector assessments should help develop 

a strategy for finance sector development and identify country priorities for operations 

to deepen support for financial markets and inclusion. The assessments could help 

establish realistic targets for ADF countries, identify key constraints, and identify 

achievable outcome indicators to monitor the share of finance sector sovereign 

operations as well as private sector operations and track their effectiveness. 
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(c) DRM diagnostic studies are essential to strengthen disaster preparedness, map 

vulnerability, and identify adaptation requirements and critical investments. Better 

diagnostic studies are necessary to identify likely climate change scenarios and their 

potential impacts and to incorporate this knowledge into project designs, especially for 

major infrastructure projects. Many ADF countries face critical knowledge gaps in these 

areas and would therefore benefit from stronger ADB analytical support. 

 

(iii) Strengthen the concessional resource allocation framework. The experience with ADF set-asides 

has been positive but needs to evolve further to reflect the changing development landscape 

and needs of client countries. The following changes should be considered for ADF 12: 

 

(a) The 4.5% set-aside for Pacific island countries has become redundant with the increase 

in minimum country allocation to $3 million under ADF XI (assuming that the minimum 

allocation represents no less than 4.5% of the performance-based allocation). The set-

aside could be reallocated to other purposes. 

(b) Based on current projections, the disaster response facility (DRF) set aside of 3% is likely 

to be insufficient if ADF is to help countries build-back-better, and if ADF is to enhance 

DRM capabilities. ADF countries are also at risk from, and least able to deal with, other 

economic crises and pandemics. Since it is hard to predict which crisis might be more 

acute during any given period, ADF 12 should consider a larger set-aside—combining 

the 3% DRF with the 4.5% from the Pacific set aside—for a crisis response window with 

the flexibility to respond to member country’s most relevant needs. Alternatively, 

ADF 12 may create a parallel crisis response window which could address other crises 

or, if the need arises, augment DRF funds.  

(c) The country-specific financing mechanism for conflict-affected situations should be 

replaced by a multi-country FCAS Financing Facility under ADF 12 to support long-term 

turn-around situations including post-conflict and re-engaging countries. This facility 

should also assist lagging subnational regions affected by conflict and violence in 

countries not labeled as FCAS. For countries where the need for turn-around funds 

exceeds ADF’s financing capacity, ADB should make a special effort to mobilize multi-

donor trust funds (such as the Afghanistan Infrastructure Trust Fund) to augment its 

own resources. This will need additional administrative resources and technical 

assistance for resource mobilization and trust fund management.  

(d) Consideration should be given to allowing a portion of ADF grant resources, perhaps 

from within the RCI set-aside, to be provided to regional organizations that are 

undertaking work that supports ADF priorities—especially in areas where ADB may not 

have a distinct comparative advantage. Formal partnership agreements could be 

established with organizations that are undertaking, for example, programs to 

strengthen disaster risk reduction, environmental governance, or other regional or 

global public goods. This approach can help broaden the reach and impact of ADB and 

ADF operations.  

 

(iv) Build expertise in the key strategic areas to deepen engagements and improve results. Before 

ADB can effectively scale up support on any strategic priority, it must have a critical mass of 

experts, whether as full-time staff or long-term consultants, with the right experience and skills 

in these areas. ADB has increased the number of staff deployed to work on safeguards and 

gender, but deficiencies in several sector areas may hold back a better achievement of ADF 

objectives. To broaden and deepen its support for inclusive growth, ADB would want to expand 

its expertise in agriculture, health, and social protection. Enhancing expertise in critical ESG 

fields (beyond safeguards), in some areas of sustainable transport, in DRM, and FCAS will also 

be important. ADB’s ability to engage with governments and other clients in these areas 

depends importantly on the caliber and credibility of its experts.  
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To build up the right mix of expertise, ADB must attract top talent and experienced project 

team leaders. ADB should make a commitment under ADF 12 to plug these capacity gaps 

urgently. Continued efforts are also needed to deploy top performers to the most difficult 

operating areas, including in resident missions, and to provide institutional mechanisms to 

improve team work and skills sharing across departments. 

 

B. Additional Suggestions from the Evaluation 

 

1. To improve operational effectiveness and results 

2. Pay closer attention to key design-related factors. The design factors that were most commonly 

found to affect the performance of projects are: inadequate understanding of the underlying 

development problem; lack of stakeholder consultation and support; project complexity; inadequate 

consideration of country conditions and capacities; and lack of, or weak, risk assessment and 

mitigation. All of these are within ADB’s control and should therefore comment greater attention by 

project teams at the design stage. 

 

3. Anticipate and manage common implementation challenges. These are: insufficient 

institutional capacity to achieve project outputs/outcomes; inadequate ADB implementation support; 

lack of continued political commitment; poor government coordination; and lack of financial resources 

to maintain project outputs and outcomes. Most of these are not within ADB’s control, but supervision 

should focus on these nevertheless, while ADB’s preparation processes should better anticipate their 

risks. Taking adequate time for preparation and more intense supervision should help. 

 

4. Focus on project efficiency and sustainability. Among the four primary evaluation criteria 

(relevance, efficiency, effectiveness, and sustainability), efficiency and sustainability consistently rate 

weaker in both project and country level evaluations. Weak efficiency ratings stem from capacity 

constraints in implementing agencies, staffing delays, overly optimistic implementation schedules, 

overly complex designs, and consultant recruitment delays. Project sustainability suffers when there is: 

an inadequate policy environment, insufficient tariffs or maintenance funding, weak government 

capacity and high staff turnover, and weak exit strategies for project implementation units that are 

dissolved after projects end. Better project readiness and supervision again are crucial in dealing with 

these well-known challenges. 

 

5. Better identify and deploy highly effective project supervisors. A recent paper on the 

determinants of project performance found that, while high economic growth and good national 

policy environments are positively correlated with project success, the track record of the project 

supervisor in delivering successful projects is even more strongly correlated with project success. Good 

project officers can help achieve good project success even in weak country environments. The study 

drew on a large sample of data from 3,821 World Bank and 1,342 ADB projects. ADB needs to improve 

its ability to identify, support, and deploy top performers to the most difficult operating areas, 

including in resident missions, and to provide institutional mechanisms to improve team work and skills 

sharing across departments. 

 

6. Develop a more systematic process for replicating or scaling up the most successful projects. 

Highly rated projects were found in all sectors. These are projects with high overall and criteria-based 

ratings (relevance, effectiveness, efficiency, sustainability) based on Independent Evaluation 

Department validations and evaluations over the past decade. Some simultaneously supported inclusive 

growth and environmental sustainability objectives. ADB sector and thematic groups, possibly in 

conjunction with the Independent Evaluation Department, should explore which of the successful 

projects might feasibly be replicated or scaled up. 
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7. Ensure sufficient TA resources are available to support operations, knowledge, capacity 

development, and other important activities in ADF countries. TA resources (excluding regional TA) 

provided to ADF countries have grown slowly over the 2005 to 2014 period, from about $80 million to 

about $100 million in recent years. But the share of total TA resources relative to total loans and grants 

has declined. Over the ADF IX, X, and XI (2013 and 2014) periods, the ratio of TA resources to ADF loan 

and grant resources declined, from 4.5% to 3.4% to 2.8%, respectively. Given the importance of TA for 

supporting capacity development, policy advice, knowledge work, and project implementation, the 

declining trend is a concern. Part of the additional resources available from the ADF and ordinary 

capital resources merger should go towards increasing the amount of TA. 

 

8. Ensure that the use of ADF grant resources for infrastructure does not crowd-out opportunities 

to support other important sectors. Looking forward, with the projected increase in grant resources as 

a result of the ADF and ordinary capital resources merger, it will be important to ensure that the use of 

grant resources for major infrastructure does not crowd out potential opportunities to support other 

sectors, especially where this support would be critical to raising the inclusive and environmentally 

sustainable effects of ADB’s total portfolio of operations in a country. 

 

9. Conduct country diagnostics to identify whether and how support for lagging areas can 

strengthen inclusive growth; closely monitor the share of infrastructure operations that benefit lagging 

areas. The share of projects that benefit lagging areas has fluctuated widely, moving from 60% in 2010 

to 71% in 2012 to 47% in 2014. On a 3-year moving average basis, the shares are 66% (2010−2012), 

69% (2011−2013), and 61% (2012−2014). Infrastructure projects benefiting lagging areas is an 

important inclusive growth indicator for ADB, insofar as these operations aim to improve lives in 

regions with limited economic and social development. Diagnostics should help to identify if and how 

support for lagging areas, or other more efficient approaches, can contribute to inclusive growth. It is 

also important to closely monitor this indicator at an aggregate level of ADF operations to ensure that 

some a minimum amount of support to areas (whether rural or urban) with higher concentrations of 

low-income people is being provided. 

 

10. Pay close attention to absorptive capacity challenges in the smaller island countries. 

Consultations with regional organizations in the Pacific found some concern about absorptive capacity 

in the region. The ability of the smaller island states, in particular, to utilize development resources 

effectively is a challenge, given weaknesses in project design and implementation capacities. These 

limitations often lead to poorly performing projects, clearly indicating the need for stronger project 

development and implementation support in these weaker capacity contexts. With the proposed 

increase in the minimum allocation to the smaller states, and possible increases in assistance from 

other development partners to these same states, ADB would want to pay much closer attention to this 

issue. 

 

11. Strengthen quality control on the classification of projects. Inaccurate—and in some cases 

misleading—tagging of projects (either sector/subsector or thematic tagging) was a recurring finding 

during the evaluation. An example referred to in the report is the “forestry” loan that had less than 

10% of its project budget focused on forestry. Along with the revised Project Classification System, a 

much stronger quality control process is needed. In the ESG analysis it was argued that ADB should 

continue refining its definition and tagging of ESG in the Project Classification System. Given that much 

of ADB’s business remains infrastructure, the ESG tag would be more appropriate if it could be 

assigned a proportional weight (i.e., the share of total project costs devoted to ensuring environmental 

sustainability). 

 

2. To strengthen disaster risk management support 

12. Strengthen support for disaster risk reduction and the build-back-better principle. ADB should 

carefully consider how it can strengthen the building-back-better principle in its disaster response 



6 Linked Document 9 
 

projects as well as mainstream disaster risk reduction principles into normal projects. This is especially 

critical given the accelerating pace of climate change. As a start, likely climate change scenarios and 

impacts must be better modeled and incorporated into ADB project designs, especially for major 

infrastructure operations. A step in this direction was taken with ADB’s implementation of climate risk 

screening and assessment of projects since March 2014. Efforts to develop additional tools and 

guidelines for this purpose are encouraged. Ongoing diagnostic work is essential to strengthen disaster 

preparedness, map vulnerability, and identify adaptation requirements and investment. 

 

13. Streamline post-approval processes. This will ensure that ADB is as responsive as it can be in the 

critical, immediate aftermath of these events. More flexible mechanisms should be considered, such as: 

further decentralization of decision making authority to resident missions on DRF- and DRM-related 

operations to permit more timely and better informed actions; further simplifying procurement rules 

for selected services and materials; and establishing pre-approved contracts for selected services that 

will obviously be needed on recurring basis—including through regional service provision 

arrangements—to facilitate better planning, transparency, and predictability. 

 

14. Explore further innovations in disaster risk financing. This was already identified as a priority in 

the integrated DRM operational plan. This may be an opportunity for collaboration with other 

financiers such as the World Bank. Catastrophe bonds, for example, have been a standard alternative 

risk transfer mechanism in the private and public sector for two decades, have been used in Turkey and 

the Caribbean, and are now possible through the Pacific Catastrophe Risk Assessment and Financing 

Initiative (PCRAFI). Other financial instruments, such as an emergency budgetary draw-down facility for 

rehabilitation of damaged infrastructure, should be explored to offer ADF countries as many options as 

possible to building fiscal and financial resilience to disasters. 

 

15. Strengthen adaptation capacity in ADB countries, including through better use of technology. 

The issue of adaptive capacity emerged as a concern during several country consultations, with the 

common view that ADF countries’ capabilities to plan and manage climate change adaptation efforts 

are fundamentally inadequate, given the scale of the challenge. ADB has provided TA support for 

climate change adaptation in many ADF countries, but this remains a critical concern, and one for 

which ADB needs to pursue additional opportunities, including through cofinancing and partnerships, 

to sustain and, where possible, scale up support. ADB can make a significant contribution by enhancing 

the availability and take-up of technology for adaptation planning and investments. The PCRAFI has 

been an excellent example of this. While PCRAFI’s genesis was in support of a subsequent financing 

initiative, its technological foundation has proven to be a major resource for Pacific countries. PCRAFI 

can serve as a model for an Asian disaster technology hub serving all of ADB’s regional members and 

informing its own operations in a standardized and reliable manner. Such an effort should be 

collaborative, with outputs openly available. 

 

3. To strengthen private sector development support 

16. Strengthen the results-orientation of private sector development efforts. The ADF should 

articulate a results chain for private sector development and identify measurable and monitorable 

development outcomes. The ADF should not only monitor whether the share of private sector 

operations is reaching its target, but also track their effectiveness. This means going beyond the 

intermediate outcome indicators used in the current ADB results framework and defining outcome 

indicators, many of which are in the design and monitoring frameworks of program loans. 

 

17. Increase and improve the use of private sector assessments. Private sector assessments (PSAs) 

should be used more widely and effectively to identify priority reforms and inform country strategies. 

As recommended in the ADF XI Donors Report, there should be greater collaboration between regional 

departments and Private Sector Operations in preparing PSAs. PSAs can also be important in ensuring 

the incorporation of institutional priorities, e.g., inclusion and environment, into the private sector 
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agenda. The use of impact evaluations would help in determining what works in private sector 

development. An IED evaluation in 2013 endorsed the idea of strengthening the quality and use of 

PSAs. 

 

4. To strengthen support for FCAS 

18. Strengthen FCAS approaches and expertise. ADB needs to undertake fragility, conflict and 

political economy assessments more systematically across a wider range of contexts, particularly those 

where such challenges are acute and pervasive, to respond meaningfully, with customized strategic and 

operational responses, to those FCAS contexts. In order to do so, ADB needs to build up its capacity, 

both by augmenting dedicated FCAS staff (including the possible use of long-term consultants), and by 

enhancing the sensitivity to conflict and fragility and operational skills to be effective in FCAS among 

the staff working in countries affected by FCAS. 

 


