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PCR EVALUATION NOTE 

MALAWI: AID AND DEBT MANAGEMENT AND GOVERNANCE GRANT 

 
1. THE PROGRAM 

 
Appraisal Date July 2000 Loan # 2100155000230 Loan Amount 

(UA million) 

0.55 

Approval Date 18 October 

2000 
Loan Signature 

Date 

26 March 2001 Project 

Completion 

Date 

February 

2005 

Loan 

Effectiveness 

Date 

18 May 2001   PCR Date 19 July  

2006 

Source: Bank Staff PCR, Appraisal Report 

 

1.1. Objectives: 

1.1.1. The program’s principal development objectives comprised of : i) reducing   

poverty; ii) generating employment opportunities; and iii) achieving greater economic 

and social development.  

 

1.1..2.In the short to medium-term  the program’s specific objectives included the 

following: i) enhancing the coordination, allocation and  utilization of external; ii) 

increasing efficient use of financial resources in both aid and debt management; iii)  

strengthening aid and debt management; iv) strengthening the capacities of MOFEP, 

other government agencies and members of civil society to  manage, coordinate and 

implement international aid activities and programs: v) promoting governance 

accountability, transparency and decentralization; vi)  improving the  management and 

performance of the ADB portfolio;  vii) formulating a comprehensive national aid and 

debt management policy framework; viii)  strengthening the capacities of all government 

ministries and public agencies involved in aid and debt management; and  ix) providing 

capacity building support through training, technical assistance, the provision of 

information technology and logistic facilities including motor vehicles. 

 

1.2. Program  Components and Sub-Components 

1.2.1. The project’s main components and sub components are outlined below: 

 

i) Program Implementation Unit: a) Project Steering Committee (PSC); b) ADB Desk 

Offices;  

 

ii) Integrated Aid and Debt Management System:   a) comprehensive aid and debt policy;  

b) developing a data base for aid and debt; c)  ) aid and debt management framework: d) 

aid and debt data collection system; e) aid coordination mechanism; f 

 

iii) Capacity Building: a) installation of IT facilities; b)  training DAD and other staff in 

utilizing installed IT facilities; c) providing capacity building support for MOFEP, other 

government agencies and members of civil society; d) the organization of in-country and 

external training: ( Malawi Institute of Management (MIM, Malawi College of 

Accountancy (MCA),etc.);e)  the organization of procurement and disbursement 

workshops. 
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iv) Project Implementation and Monitoring Unit a) recruiting TA personnel, project 

manager and ADB portfolio coordinator; b) financing the procurement of vehicles, 

equipment and supplies; c) procurement of logistic facilities including motor vehicle, 

equipment and supplies. d) instituting sound and effective financial management 

practices; and e) promoting governance, accountability, transparency and 

decentralization. 

 

1.3. Program Results ( Outputs/Outcomes) 

1.3.1.The PCR concludes that the project’s performance was, on the whole, quite 

satisfactory.  This is also reflected in the outputs and outcomes of the project although 

some of the outcomes cannot be demonstrated with certainty because some impacts of 

institution-building activities take much longer to materialize. Since the Project Matrix 

Table was not well constructed at appraisal, the PCR documents, in a rather haphazard 

way,  the outputs resulting from various inputs and activities undertaken in implementing 

the project. The main results are summarized below: 

 

i) Establishment of an integrated and well coordinated aid and debt management system: 

The  results in this regard were mixed.  a) a study on the impact of aid on the economy 

was not completed; b) the establishment of a functional aid coordination mechanism did 

not materialize; c) a framework for coordination of donor support  was only partially 

achieved; analysis and dissemination of information on utilization of external aid 

resources has yet to be implemented; d) enhancement of capacity of the Aid and Debt 

Management Department (DAD) domiciled within the Ministry of Finance and Economic 

Development (MOFEP) was undertaken through computerization, staffing and training. 

Staff drawn from beneficiary institutions (comprising of line and sectoral ministries and 

relevant government agencies concerned with aid and debt related activities) were trained 

in critical areas including information technology and financial management practices; e) 

only one rather than four workshops on procurement and disbursement was organized  As 

a result, staff skills in computer use and financial management have been enhanced, but 

efficiency generated from these efforts cannot easily be quantified; recruitment of T/A 

was delayed following non receipt from the ADB of a No-Objection approval to  the list 

of experts because an adequate number of nationals were not included; f) Governance, in 

terms of accountability, transparency and decentralization was strengthened following 

enhancement of capacities of pertinent institutions (i.e. National Audit Office (NAO), the 

Department of Accountant General and the Ministry of District and Local government 

administration).  

 

ii) Establishment and equipping of a Project Implementation  Unit (PIU):  the PCR 

assessed PIU’s performance as satisfactory. The main results comprised of the following: 

a) the  procurement for the Unit  encountered difficulties as expenditures incurred were 

considered ineligible and  could not be reimbursed; b) accountability, transparency and 

decentralization did not achieve the results contemplated at appraisal; c) PIU’s 

accounting function remained weak as the project accountant selected on the basis of a 

short list was virtually incompetent and therefore  non-performing; d) the Project Steering 
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Committee became ineffective,  as allowances were not being paid to committee 

members as expected. 

 

1.4. Program Financing:  

1.4.1. Upon completion, the total actual project cost came to UA0.55 million compared to 

UA 1.32 million, estimated at appraisal. The ADF/TAF contribution amounted to UA 

548,000 and UNDP’s share was UA 39,000. There was a cost under run of UA 0.45 

million.  The government’s share remains unknown.  The respective shares of various 

cost components of the project were as follows: TA and training: (31%); Equipment and 

Vehicles:(209%) and Operating  Cost :(42%). The total amount disbursed came to 

UA547, 751.71 (54.8%), leaving undisbursed or unused balance of UA 452,248.29 

(45.2%) 

 
2. PCR CONCLUSIONS AND PEFORMANCE RATINGS 

 

2.1. Conclusions 

2.1.1. As reported in the PCR, the project did not achieve all its development objectives. 

The achievement of its program specific objectives was mixed, in respect of  capacity 

building and project implementation unit..   The training program achieved its objectives 

to a great extent, with an estimated achievement rate of 88%. The institutional framework 

for aid and debt management was not finalized because the UNDP defaulted on its 

financing obligation for this component. Although counterpart funding by the GOM did 

not materialize, the PIU was established, with the exception of procurement problems 

caused by the lack of adequate familiarity with the Bank’s procurement procedures. The  

PIU was also plagued by other problems such as ineffectiveness of the PSC and failure to 

institute a well staffed ADB desk as only one desk officer was appointed. .Delays in 

disbursements adversely affected capacity building implementation by shortening 

trainees’ participation in the program. Although periodic reports were prepared, financial 

reporting was lacking due to weak accounting function at the PIU. PIU’s ability to 

monitor progress on the field and improve monitoring of ADB loan portfolio received a 

boost from the provision of vehicles that facilitated mobility.   

 

2.2. Performance Ratings: 

2.2.1. The PCR awarded an average rating of 1.3, representing unsatisfactory 

performance in respect of implementation, mainly reflecting the borrower’s inability to 

utilize to the full the allocated funds.  This was manifested by poor disbursement 

performance, with 45.2% of resources remaining unutilized.  In addition, financial 

monitoring was seriously compromised by accounting inefficiency exacerbated by the 

incompetence of the Project Accountant. On the positive side, the PCR rated Bank Group 

performance as satisfactory, with an average performance rate of 2.0.  On the whole, the 

PCR considered the Program’s outcomes as unsatisfactory, with an overall rating of 1.5. 
 

3. LESSONS LEARNED 

 

3.1. While the PCR recognized that the project failed to meet its development objectives 

and that the institution and capacity building impacts of the project were difficult  to 

measure, a number of useful lessons emerge from this operation. Lessons have been 
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adequately identified and are mainly intended to highlight problems encountered at the 

project implementation stage.  Emerging lessons are important and included:  i)  the need 

to exercise caution in the use of “short-lists” for staff appointments as this could result in 

the selection of incompetent staff (as was indeed the case, with the appointment of the 

second Project Accountant who later was proven incompetent:  ii) the need to closely 

coordinate with CABS all activities relating to financial  management capacity building 

as a prerequisite for providing  assistance in this important area of fiduciary risk 

management; iii)  the need to not underestimate the possibility of default upon 

obligations on the part of cofinanciers in respect of financing arrangements agreed upon 

at appraisal.   
 

4. BORROWER’S PCR AND INPUTS TO BANK STAFF PCR 

4.1. The borrower submitted a PCR that was attached to the Bank Staff PCR as an 

integral part of the report. 
 

5. PCR QUALITY RATINGS 

5.1. As indicated in Annex 2, the quality of the PCR left a lot to be desired and was 

generally non-compliant with the agreed PCR format. Detailed explanations for the 

unsatisfactory overall rating accorded for PCR quality are presented in the Annex.2. 
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                                                                                                                                                                           ANNEX 1 

ASSESSMENT OF IMPLEMENTATION AND BANK PERFORMANCE AND PROJECT RESULTS/OUTCOMES 

MALAWI: AID AND DEBT MANAGEMENT AND GOVERNANCE GRANT 

 Component Indicator PCR 

Rating 

(1-4) 

Evaluation 

Rating 
Comments 

 IMPLEMENTATION PERFORMANCE ASSESSMENT 

i) Adherence to implementation 

schedule 

1.0 1.0 OK 

ii) Adherence to cost schedule 1.0 1.0 OK 

iii) Compliance with covenants and 

conditions 

1.0 1.0 OK 

1v

) 

Adequacy of  monitoring 

evaluation and reporting 

1.0 1.0 OK 

v)  Satisfactory operations 2.5 NA There was no evidence in the PCR of satisfactory 

operations merit any rating.  This rating is an 

exaggeration of the true situation and does not reflect 

actual status of the program. This indicator is more 

relevant for investment or project related operations 

not policy based lending of the type under review. 

This indicator is therefore labeled NA 

 Total Scores 6.5 4.0  

 Average Rating 1.3 1.0 Unsatisfactory 

 PERFORMANCE OF THE BANK 

 Component Indicator PCR 

Rating 

(1-4) 

Evaluation 

Rating 
Comments 

i) Identification NA 2.0 Although there was no identification mission, the 

Bank did not remain passive to the Government’s 

request to the Bank in 199 for a capacity or 

institution building assistance or grant. The 

Government’s positive response should have been 

considered as an adequate proxy for identification 

and should have been rated accordingly. A rating of 

2.0 is accorded. 

ii) Preparation 2.0 2.0 Project/program preparation is conventionally the 

borrower’s responsibility unless the Bank provides 

TA for project preparation or an alternative project 

preparation facility. Nonetheless preparation are 

distinct elements of the project cycle and should not 

have been combined as was the case here. 

According, both indicators are shown and rated 

separately. A separate rating for preparation  is 

accorded here.. 

iii) Appraisal 2.0 Based on the same argument as above, a separate 

rating for appraisal is accorded in this case. 

iv) Supervision 2.0 2.0  

 Total Scores 4.0 8.0  

 Average Rating 2.0 2.0 Satisfactory 

 PROJECT RESULTS/OUTPUTS AND OUTCOMES 

     

 Component Indicator Rating 

(1-4) 

 Comments 

1. Relevance and achievement of 

objectives 
   

i) Macro-economic policy 1.0 1.0 OK 
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                                                                                                                                                                           ANNEX 1 

ASSESSMENT OF IMPLEMENTATION AND BANK PERFORMANCE AND PROJECT RESULTS/OUTCOMES 

MALAWI: AID AND DEBT MANAGEMENT AND GOVERNANCE GRANT 

 Component Indicator PCR 

Rating 

(1-4) 

Evaluation 

Rating 
Comments 

ii) Sector policy 1.0 1.0 OK 

iii) Physical output 3.0 NA Acquisition of equipment is dealt  with under iv) 

financial aspect-in terms of disbursement and 

procurement. Otherwise, this indicator is  not 

relevant for non-project operations such as the one 

under review. Hence the indicator is labeled NA. 

iv) Financial aspect 1.0 1.0 OK 

v) Poverty reduction, social impact 

and gender 

1.0 1.0 OK 

vi) Environment NA NA OK 

vii

) 

Private sector development NA 2.0 The role of the private sector in the project was 

explicitly indicated in the PCR which stated that  

governance would be strengthened  through 

“strengthening the capacity of civil society to assist 

monitor the utilization of public resources (para 5.1 

page 7) . Hence this indicator is relevant and should 

have been rated accordingly. Accordingly, it is 

accorded a rating of 2.0. 

 Total Scores 7.0 6.0  

 Average Rating 1.4 1.2 Unsatisfactory 

2. Institutional Development    

i) Institutional framework 

including restructuring 

1.5 2.0 Although not operating as efficiently as expected, a 

Project Implementation Unit (PIU) was set up and 

staffed.  The rating has been  adjusted to 2.0 

ii) Financial and integrated systems 

of management including audit 

systems 

  OK 

iii) Transfer of Technology Omitt

ed 

1.0 Since computerization of aid and debt management 

system did not take place as envisaged, technology 

transfer was, if anything, negligible or non-esistent. 

A score of 1.0 is accorded to this indicator. 

iv) Staffing by qualified/skilled 

personnel (including turnover), 

training and counterpart staff. 

Omitt

ed 

2.0 Some staff training took place but the number of 

participants and the impact is not known. A positive 

rating of 2.0 is therefore given. 

 Total Scores 3.0 6.5  

 Average Rating 1.5 1.62 Unsatisfactory 

3. Sustainability    

i) Continued commitment of 

borrower 

2.0 2.0 OK 

ii) Environmental policy NA NA OK 

iii) Institutional framework 1.0 1.0 OK 

iv) Technical viability and staffing 2.0 2.0 OK 

v) Financial viability ( including 

cost-recovery) 

NA NA  

vi) Economic viability NA NA OK 

vii

) 

Environmental viability NA NA OK 

vii

i) 

O & M facilitation (foreign 

exchange and recurrent cost 

NA NA  
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                                                                                                                                                                           ANNEX 1 

ASSESSMENT OF IMPLEMENTATION AND BANK PERFORMANCE AND PROJECT RESULTS/OUTCOMES 

MALAWI: AID AND DEBT MANAGEMENT AND GOVERNANCE GRANT 

 Component Indicator PCR 

Rating 

(1-4) 

Evaluation 

Rating 
Comments 

financing availability,etc) 

 Total Scores 5.0 5.0  

 Average Rating 1.67 1.67 Unsatisfactory 

     

4.  Economic rate of return NA NA  

     

 TOTAL SCORES 25.5 29.5  

 OVERALL RATING 1.57 1.49 Unsatisfactory 
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PCR QUALITY ASSESSMENT AND RATING                     ANNEX 2 
Basic Data Sheet  

Project Loan # 2100155000230 

Title Malawi: Aid and Debt Management and Governance Grant 

Borrower The Government of Malawi 

Executing Agency Ministry of Finance 

PCR CHAPTER RATING 

(4-Point 

scale) 

REMARKS 

1

.  

Adequacy of analysis of project goals, objectives and 

formulation including the verifiable  indicators, 

consistency with appraisal and subsequent revisions 

2.0 Objectives and components were not concisely elaborated. 

2

.  

Adequacy of analysis of project execution including 

procurement issues, disbursements, borrower’s 

reporting and assessment of monitoring and 

evaluation achievements 

2.0 Performance analysis was less thorough. The Project 

Implementation Units was much less effective than 

portrayed in the PCR 

 

3 

Soundness of judgment on project performance and 

results including operating results, economic and 

financial and related conditions/covenants and their 

fulfillment, institutional, performance of consultants, 

contractors, suppliers and other parties.  

2.0 Capacity building achievements were not adequately 

identified. Statements of satisfactory performance were not 

corroborated by textual evidence. For instance the 

assertion of 88% achievement rate in the implementation 

of training programs envisaged under the project is not 

corroborate by evidence of facts. 

4

. 

Adequacy of analysis of social and environmental 

impacts 

1.5 Potential social benefits of the program were not 

adequately analyzed. The marginal impact of 

environmental factors explains why environmental analysis 

was, if anything, scanty. 

5

. 

Soundness of judgment on project sustainability, plan 

for future project operations’ phase and maintenance. 

1.5 Program sustainability analysis was shallow. 

6

. 

Soundness of judgment on performance of the Bank, 

borrower and co-financiers. 

1.5 An attempt was made to make a candid assessment of 

performance of the various parties associated with the 

program but this was superficial. 

7

.  

Consistency of overall rating with individual rating 

components. 

2.0 Consistency was not observed in every case. 

8

. 

Adequacy of analysis and clarity of conclusions, 

;lessons learned and recommendations 

2.0 Analysis, conclusions, lessons learned and 

recommendations could have been clearer than was the 

case in the PCR. 

 TOTAL SCORES 14.5  

9 OVERALL RATING 1.81 Unsatisfactory 

 OPEV and Country Department Agree/Disagree on Project Performance Rating: 

 

 

Opinion of the Department Concerned: 

 Borrower’s PCR and Inputs to Bank Staff PCR: 

The Bank Staff PCR did not indicate the extent to which the borrower’s PCR was used. 

 Conclusion: The program was a dismal failure and a model of a failed capacity building initiative; the lessons of this failure 

should be assimilated and used to avoid similar occurrences in future. 

 Priority of Project for Performance Evaluation Report, Impact Evaluation, Country /Sector Reviews or Thematic 

Evaluation Studies:  The quality of the institutional support program left a lot to be desired. Analyses and conclusions made 

failed to meet the average standard of depth and sound judgment.  Under these circumstances, the program is a suitable 

candidate for a performance evaluation review.  Moreover, in view of its failure as a capacity or institution building operation, 

it is also a suitable candidate for a thematic study; this would shed more light on Bank Group experience in financing 

institutional support operations. 

 Major Issues of Focus in the proposed Thematic Study: This would include wide-ranging issues including institutional 

framework, capacity building designs, institutional development impact and sustainability. 

 

 Follow-Up Action/Decision:. No immediate follow-up action is contemplated. 

 


