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THE USE OF PROJECT SUCCESS RATINGS 
 
1. The Asian Development Bank (ADB) and the Independent Evaluation Department (IED) have had 
a long tradition of assessing the performance of ADB supported operations. ADB issued project 
completion reports (PCRs) for operations from the beginning and an evaluation unit issued project 
evaluation reports from the beginning. But until 1994, ADB’s PCRs did not culminate in a success rating 
and it was only the evaluation unit in ADB that rated the success of an operation more explicitly (in 
three categories generally successful, partly successful, and unsuccessful). In 2001, evaluation 
methodologies were harmonized between ADB and the evaluation unit—providing ratings on the 
criteria of relevance, effectiveness, efficiency, sustainability and impact of operations and shifting from 
three to the use of four success categories, namely: highly successful, successful, partly successful (later 
less than successful), and unsuccessful. While sovereign operations were always self-evaluated, 
nonsovereign operations were not mandatorily subject to completion reports, i.e., extended annual 
review reports (XARRs), until 2008.  
 
2. Due to limited resources, evaluators within ADB evaluated only a part of operations, around 
40% in the 1990s up to 2002, then between 16% and 25% or so until 2006, when Independent 
Evaluation introduced a new system to validate PCRs. The percentage of evaluations then went down 
further, to around 15%, and random sampling for the selection of a PPER was no longer applied. While 
initially all PCRs were to be validated, IED took a decision in 2012 to validate 75% of completed for 
sovereign operations. XARRs, on the other hand, are still fully validated, due to their small number. 

 
3. ADB has accepted IED’s ratings of operations as final and substituted its own PCR ratings with 
those of IED’s, when reporting, for instance in its Development Effectiveness Report (DEfR).1 This 
suggests a greater influence of IED work on the final ratings since the practice started in 2007. At the 
same time, there is also a larger degree of ‘downgrade’ of the rating of PCRs for operations completed 
before 2007—making the interpretation of historical trends somewhat difficult. In last year’s Annual 
Evaluation Review (AER), IED compared the ratings of operations conducted in the 1990s with those in 
the 2000s to weed out some of the annual fluctuations which are partly due to samples of varying size 
between years; but the fact remains that the level of IED downgrading in the 1990s may have been 
lower than in the 2000s, as IED assessed 43% of operations in the 1990s, and so far more than 61% of 
closed operations approved in the period 2000–2010.2  

 
4. IED has not used historical downgrade factors to normalize the unvalidated and unevaluated 
PCR ratings in its ratings databases. It would be difficult to do so, as until 2007 it did not evaluate a 
large enough sample of operations annually to apply an annual downgrade ratio to the unevaluated 
ratings. Should IED decide to use historical downgrade factors going forward, it would consider the 
results obtained from validating the ratings of at least 75% of PCRs (possibly 80%) and apply the 
overall downgrade or upgrade to the remaining 25%. It will not apply a historical downgrade ratio to 
PCRs issued in recent years for which a significant sample of PCRs has yet to be validated or evaluated.  

 
5. In contrast, ADB Management has applied a downgrade percentage to recent unvalidated and 
unevaluated PCR ratings using historical information on IED’s downgrades and upgrades. To date, they 
have applied this to 75% of unvalidated PCRs. In IED’s view, if ADB wishes to apply such a downgrade 
this had best be applied to all PCRs and not just 75%. This would help in obtaining a better assessment 
of the likely real success rate of recently completed operations. This it should do even if it means a 
break from past practice. Table 1 shows that IED has validated 11 PCRs for 2012 and none for 2013. 
 
 

1   PCR ratings for projects that were not independently evaluated or for which PCR was not validated, would be added to those 
that were for discussions of trends in the aggregate success of operations. This meant greater influence of IED in final ratings 
since the practice started in 2007.  

2   664 operations were approved during 2000-2010, 442 were closed, and 392 had a PCR. IED has so far validated 61% of these. 
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Table 1: Project Completion Reports Circulated since 2007 and Validated  
(since 2007) 

PCR/PVR 
PCR Year 

Total 
2007 2008 2009 2010 2011 2012 2013 

PCRs Circulated  48 75 61 78 76 67 48 453 
PVRs Circulated 45 61 61 69 54 11 0 301  
% PCRs validated 94 81 100 88 71 16 0   86* 
PCR = project completion report, PVR = project completion report validation report. 
* Percentage of PCRs validated from 2007–2011; validation of 2012 PCRs for completion in 2014. 

 
6. The magnitude of the success rate for 2012 and 2013 (Table 2) could indicate that historical 
downgrade rates – based on much lower success rates in the previous 5 years – may not automatically 
apply again. 
 

Table 2: PCR Success Rates by Year, and Validated Ratings for the Same Year 
(since 2007) 

PCR Year PCR Success 
Rate (%) 

Success Rate after 
Validation (%) 

PCRs Validated 
(%) 

2007 66 56 94 
2008 71 57 81 
2009 67 49 100 
2010 67 58 88 
2011 79 76 71 
2012 88   55* 16 
2013 94          --** 0 

PCR = project completion report. 
*   Initial success rate only since validation of 2012 PCRs will be completed in 2014. 
** Validation of 2013 PCRs will be started in 2014. 

 
7. As the validation tradition is still relatively young, IED will continue to use PCR ratings in long 
term trend analysis that also includes the years before 2007, but will systematically express provisos—
namely that the success rates presented for early years are more likely to be on the high side than the 
low side. 
 
 


