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Evaluator/consultant: A. Awale Peer Reviewer/Task Manager: Panel 

 
 

2. Project Description (summary from Appraisal Report)  
 

a. Rationale and Expected Impacts - Intended Beneficiaries: 
The ERP was conceived because of the scale and intensity of devastation faced by the people of 
Eritrea as a result of the war with Ethiopia. The loss to war alone was estimated at over USD 560n 
million.  The country also suffered from a prolonged drought.  With the help of the development 
partners, Eritrea had put in place a realistic and comprehensive multi-donor emergency 
reconstruction programme (ERP) of USD 288 million for economic and social development to 
primarily restore economic and social opportunities to war and drought affected communities 
thereby alleviating poverty. The aim was to replace the massive losses of economic assets that 
would enable the affected households and business concerns to resume normal economic activity 
and livelihoods. The primary beneficiaries were the IDPs, the host families of the IDPs and the 
deportees from Ethiopia who resettled the project area. The ADF contribution to the ERP was UA 
19.9 million. 
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b. Objectives / Expected Outcomes: 
The objective was to revive agricultural production and restore social services to poor communities 
in the war affected areas of Eritrea thereby alleviating poverty. The expected outcomes were:  

 IDPs return to villages and restoration of productive activities  

 Improved watershed management and restoration of degraded lands through cash for work 

 Backyard poultry production by 25,000 households 

 Enhancement of delivery of public veterinary health services 

 Restoration of public agricultural services 

 Improvement of Junior Secondary education and increase in the number of teachers 

 Improvement in the provision and access to clean water supply 

 Establishment of fully functional PMU 
  
c. Outputs:  

 Agriculture Production enhanced through restoration of 15,000 ha and rehabilitation of 1,630 
ha of water catchment area, 

 Water supply and sanitation facilities extended to three towns 

 Education facilities provided by rehabilitation 6 Junior Secondary Schools and 1 Teacher 
Training College constructed 

 
d. Principal Activities/Components: 

 Procurement of agricultural machinery and inputs 

 Rehabilitation of damaged water catchment areas 

 Construction of mechanic workshops and stores  

 Procurement of day-old chicks, poultry feed and housing 

 Provision of veterinary equipment, drugs and vitamins 

 Training of 160 animal health workers 

 Construction of 12 simple veterinary structures 

 Rehabilitation of Junior Secondary Schools and construction of teacher training college 

 Procurement of consultants for the designs and supervision of the works 

 Project Management for Planning, M&E and recruitment of Technical Assistance 

 

 
 

3. Evaluation of Design and Implementation (Evaluator assessment of actual vs. envisioned) 
 
a. Relevance of Design (The evaluator assesses, independent of the PCR assessment,  the 

Relevance of Design): 
i) The short term development challenge facing the government after the war ended in June 2000 
was to reconstruct the damaged infrastructure, resettle about 1.1 million IDPs, and lay the 

foundation for long term development. Project design was therefore relevant and in line with 

government priorities and the Bank strategy. While the inputs made available were adequate to 

achieve the planned targets, the time frame of 24 months was unrealistic and too short for a complex 

multi-sector project requiring various inputs for different components and multiple skills. Instead of 

two years project implementation took seven years to complete. Project design relied heavily on 

preliminary needs assessments jointly carried by government and some development partners. It 

therefore lacked supplementary rapid community-based needs assessment which would have 

generated sufficient primary data to support a more realistic design of input packages with proper 

cost estimates. Other main design flaws include inflexible procurement method which was not 

compatible with the emergency nature of the project and the short project duration. Despite the 

shortcomings, the project achieved most of its outputs and exceeded some of its targets in certain 

activities and also disbursed 100% loan.    
 
ii) Relevance of design (covering realism, complexity,  implementation capacity & environment; 
clarity and measurability of objectives and results chain; adequacy of assessment of risks, 
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environmental and social safeguards, and implementation arrangements) 
 
Project design was highly relevant to the development challenges facing Eritrea but readiness for 
implementation in a post conflict situation was problematic. Other than the implementation 
arrangements which were clearly defined, all other dimensions of readiness for implementation 
(adequacy of the log-frame, complexity, risk analysis, procurement method, M&E/Baseline) were 
poorly assessed and developed in the design document (See annex 1). These shortcomings are 
largely due to general weakness in the quality at entry of the Bank. The Bank took a short cut to 
design and relied on preliminary needs assessments undertaken by government and some of the 
development partners rather than carrying out in-depth analytic work at project preparation stage. 
The Bank also lacked adequate experience in the design, management and implementation of 
emergency programmes in post conflict situations. 
 
b. Project Cost (including Borrower Contribution), Disbursements, and Adherence to Schedules (as 
relevant to project performance):  
 
The total project cost including government contribution was fully disbursed.   
 
c. Implementation Arrangements, Conditions and Covenants, and related Technical Assistance: 
Responsibilities for implementation, conditions and loan covenants were properly addressed and 
defined at appraisal. Although the weak borrower capacity to manage and implement was offset 
through the provision of Technical Assistance and the requirements were clearly defined, 
government opted to second their own civil servants for key positions like the procurement 
specialist. The project did not make maximum potential use of the TA provided.  
 
d. Monitoring & Evaluation Design, Implementation, & Utilization (Evaluator assessment): 
 
No proper M&E system was designed, implemented or used.  
 
 
e. Other Issues (such as Safeguards, Fiduciary): 
 

This chapter was analyzed and presented adequately. Project implementation largely 
complied with the Bank’s social and environmental safeguards. Fiduciary aspects related to 
loan administration were dealt with adequately. 
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4. Evaluation of Performance (Evaluator assessment) 
 

a. Relevance of objectives: (given the coverage of this criterion under design and implementation, 
the rating made should be acceptable here or else the criterion can be deleted): Assessment of the 
ex-ante and ex-post relevance (including during implementation) 
 
The project objectives were highly relevant at design, during implementation and at project end. 
The design shortcomings are mainly related to inadequate situation analysis at preparation stage, 
unrealistic short project period of two years, complexity of the project, the Bank lacked experience 
in the design, management and implementation of projects in emergencies and post conflict 
settings.   
  
b. Effectiveness in Delivering Outputs: Extent of Delivery of Outputs (or key conditions in the case 
of Program Loans): Assessment of the extent of PCR coverage and discussion of project outputs --
planned and actual outputs and reasons for any deviations;  
 
Most of the project’s outputs (first stage results) were achieved. PCR had adequately covered the 
planned outputs against targets for each component and sub-component and documented all the 
deviations and provided reasons for modifications done.  
 
C. Effectiveness in Achieving Outcomes: Assessment of the extent of achievement of the expected 
outcomes (from the log-frame) using direct/indirect evidence –achievements or expected 
achievements. In the absence sufficient data (as direct evidence), indirect evidence (such as 
outputs and processes pertinent to the chain of causality) should be used especially in assessing 
the extent to which outcomes/objectives are expected to be achieved. The absence sufficient data 
for assessing effectiveness should be indicated (and described in details under PCR quality). The 
PCR’s rating should also be reflected in this section. 
 

The achievement of outcomes was constrained by a number of factors which negatively 
affected productive activities, water facilities, use schools and shortage of teachers 

 
d. Efficiency in Achieving Outputs and Outcome : Assessment of the extent to which the outputs 
and outcomes were timely, cost-efficient and delivered in the most efficient way. The PCR’s rating 
should be commented on. Evidence will include the rates of return (ERR; FRR), extent of timeliness 
(time over/under-run), cost savings/over-run and indications of efficient project implementation. In 
commenting on the PCR’s rating, the extent of use of these sources of evidence should be taken 
into account. In the presence of insufficient evidence, an appropriate rating should be applied.  
 
The outputs and outcomes were not achieved on time and some interventions proved to be costly 
and unsustainable. The Appraisal Report did not provide financial and economic analysis as the 
large proportion of project funds were earmarked for social services although this could have been 
done easily for agricultural production component. However lack of data on the one-off inputs 
supply for the productive sector which ended in 2004 did not permit the PCR team to attempt a 
useful financial analysis. 
 
e. Risk to Development Outcome: 
While commenting on the risk factors, stated in the PCR, a solid rationale (including additional 
factors that are important in decreasing/increasing risks) should be provided for the rating of the 
overall risk to development outcome.      
 
Risks identified but mitigation measures were not implemented. The likelihood of the risks recurring 
is high 
 
 
f. Additional Outcomes/Impacts (positive and negative, not captured in the log-frame): These 
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include gender, safeguards, institutional, social and socioeconomic issues.  Assessment of the 
extent of the importance of additional and important outcomes stated or not covered in the PCR. 
The review should comment on the PCR’s coverage of these outcomes.  
 
No additional outcomes were identified, documented or scored 

 
g. Performance of Borrower: Commenting on the fairness of PCR’s rating,  and re-rating 
performance over the entire project cycle (design; implementation; closure) focusing on the 
indications of evidence in the PCR (see detailed components in annex):   

 
Borrower performance is evaluated as poor on all dimensions of project implementation 
performance including adherence to time and cost schedules and lack of planning and 
M&E tools.   
 
h. Bank Performance: : Commenting on the fairness of PCR’s rating,  and re-rating performance 
over the entire project cycle (design; implementation; closure) focusing on the indications of 
evidence in the PCR (see detailed components in annex):   
 

Bank performance on project design/readiness as well as supervision is evaluated as fair or 
inadequate (See annex 1). The design lacked the built-in flexibility and realistic time-frame 
to ensure effective management and implementation. The rating of the Bank performance 
is further downgraded due to the fact that no MTR was conducted and the Bank also failed 
to participate in the joint donor/government reviews.  
i. Overall Assessment: The evaluator’s summary claim on the overall performance of the 
project/programme, and in the case of this being different from that of the PCR, the basis for the 
difference(s) should be highlighted. And if the accessible evidence (from PCR and other sources) to 
the evaluator is insufficient, then a partly ‘satisfactory rating (to be reviewed)‘ should be given until a 
PPER can be done   

 
The project was conceived as an emergency and post conflict operation. The assumptions in 
appraisal document were not based on supplementary rapid needs assessment prior to 
appraisal to provide adequate data for a realistic design. The project duration of two years 
was too short for a complex and multi-sector project. This compromised the quality of the 
design and readiness for execution. The capacity of the Borrower to manage and implement 
was poor and the anticipated key TAs were not recruited to fill the capacity gap. Instead of 
two years the project took seven years to complete – more than three times the original 
project period. Although MTR was not foreseen at appraisal, it would have been prudent on 
the part of the Bank to conduct MTR as a requirement once it became clear that pace of 
implementation was slow and the project was going very much beyond its scheduled time-
frame. The PCR component indicator ratings do not reflect the magnitude of shortcomings 
described in the PCR text and the annexes. The evaluator rated all dimensions of project 
performance as fair as the shortcomings are either slightly more than the achievements or 
just about equal.   
 

 
 

5. Top Lessons, and Recommendations (Evaluator assessment) 
 

a. Lessons Learned: Concise statement on agreement/disagreement with any or all of the PCR’s 
lessons. Key and pertinent (and generic) lessons from PCRs, reworded and/or new to be listed 
here.  
 
The lessons contained in the PCR are a mixture of findings and recommendations. Key lessons are 
re-formulated as follows:   
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- Projects conceived in emergencies and post conflict settings require different design 
approach than normal situations.  

- The importance of thorough of through needs assessment to gather primary data to support 
the design assumptions prior at formulation and appraisal 

- The importance of allowing flexibility in procurement and disbursement procedures for 
effective management and implementation.  

- The importance of conducting periodic reviews including compliance with MTR on time when 
project are facing implementation bottlenecks 

- The importance of using TA and parallel management structures for effective management 
and implementation 
  

b. Recommendations: Concise statement on agreement/disagreement with any or all of the PCR’s 
recommendations. Key and pertinent recommendations (requiring further action by the borrower 
and/or Bank) from PCRs, reworded and/or new to be listed here.  

 
The PCR did not provide any recommendations.  
 

- The Bank is encouraged to support integrated rural development projects such as 
this one but should ensure thorough design and readiness and provide rigorous 
supervision and management oversight and to consider partnering with other entities 
that have more experience in emergencies 

-  The Bank consider fielding a Pre-PCR mission prior to Bank staff PCR to ensure 
that adequate data is collected for measuring project outcomes and impact 

- The Borrower was encouraged to use technical assistance for capacity gaps where 
appropriate 

 

 
SUMMARY RATINGS 
 

6. Ratings: PCR OPEV Review Reason for 
Disagreement/Comments 

Relevance:     

Effectiveness in delivering 
outputs: 

4 3 Most of the planned outputs 
were realized but with 
considerable difficulties and 
delays.   

Effectiveness in achieving 
outcomes: 

3 2 The achievement of 
outcomes was constrained 
by a number of factors which 
negatively affected 
productive activities, water 
facilities, use schools and 
shortage of teachers 

Efficiency in achieving 
outputs & outcomes -
Timeliness: 

1 1 Validated. Implementation 
took five more years to 
complete.  

Efficiency in achieving 
outputs & outcomes –other 
criteria 

- 2 Not identified or scored by 
PCR. No gender focus, but 
fortunately most of the 
beneficiaries were female 
headed households as the 
men were conscripted  into 
the army 
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Overall efficiency in 
achieving outputs & 
outcomes 

- 2 Efficiency in achieving 
outputs fair but inadequate or 
poor for outcomes 

Risk to Development 
outcome: 

- 2 Not identified or scored by 
PCR. Mitigation measures 
were not implemented 
properly 

Borrower Performance: 3 1 Borrower performed poorly 

Bank Performance:  4  2 Bank performed fairly as per 
the analysis on design and 
readiness and supervision. 
No MTR was undertaken and 
Bank failed to participate in 
the joint donor  

Quality of PCR:   2 Fair 

This is a summary of PCR and OPEV ratings together with reasons for 
disagreement/comments. For the last column, the appropriate section of the PCR review 
should be cross-referenced to avoid detailed discussions. Where the evaluator is unable to 
validate the PCR rating for any criterion, adequate justification should be provided. As a result, 
of this, the overall project rating could be ‘partly satisfactory’. 
 
 
 
 

7. Comments on PCR Quality and Timeliness 
 

PCR quality assessment will be based on some or all of the all of the following criteria and others 
(as appropriate): 
 

 Quality and completeness of the PCR evidence and analysis to base ratings 

 Objectivity/fairness of PCR assessment  

 Internal consistency of PCR assessment: inaccuracies; inconsistencies (in various sections; 
between texts and ratings; consistency of overall rating with individual component ratings) 

 Identification and assessment of key factors (internal and exogenous) and unintended 
effects (positive and negatives) affecting design and implementation: 

 Adequacy of treatment of safeguards, fiduciary issues, and alignment and harmonization 

 Soundness of data generating and analysis processes (including rates of returns) in support 
of PCR assessment 

 Overall adequacy of the accessible evidence (from PCR including annexure and other data 
provided)  

 Extent to which lessons learned (and recommendations) are clear and based on the PCR 
assessment (evidence & analysis): 

 Overall clarity and completeness of the PCR 

 Other (to be specified) 
 
The PCR quality will be assessed as highly satisfactory (4), satisfactory (3), unsatisfactory (2) or 
highly unsatisfactory (1). 
 
Comments on the extent of compliance of the PCR with PCR guidelines and pertinent OPEV 
guidelines: 

 PCR Timeliness 

 Extent of participation of Borrower, co-financiers and Bank field office 

 Other aspects (to be specified) 
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8. Priority for Future Evaluative work: Project for Performance Evaluation Report, 
Impact Evaluation, Country/Sector reviews or Thematic Evaluation Studies:     
         

- Project is part of series and suitable for cluster evaluation         

- Project is a Success Story  

- High priority for impact evaluation                     

- Performance evaluation is required to sector/country reviews  

- High Priority for thematic or special evaluation studies (Specify ) 

- PPER is required because of incomplete validation rating  NO 

 
Major areas of focus in future evaluation work: A PPER is not necessary even though there are gaps in the 
data required to complete the PCR. A cluster evaluation of similar multi-sector integrated rural development 
projects would enrich the Bank’s experience in responding to countries of special need among the fragile states. 
 

 
 
Follow Up Action by OPEV: 
 
 
Division Manager Clearance                                                                      Director Signing Off 

 
 
 
 

Data sources for validation: 

 Task managers/Bank staff interviewed/contacted (in persons, by phone & email) 

 Documents/reports and database 

 

Attachment: PCR Evaluation Note Validation Sheet of Performance Ratings 
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Appendix 1 

 
 

PROJECT COMPLETION REPORT EVALUATION NOTE 
Validation of PCR Performance Ratings  

 
 
PCR Rating Scale: 
 

Score Description 

4. Very Good – Full achieved with no shortcomings 

3. Good – Mostly achieved despite a few shortcomings 

2. Fair – Partially achieved. Shortcomings and achievements are roughly balanced 

1. Poor – Very limited achievement with extensive shortcomings 

UTS Unable to score/rate 

 NA Non Applicable 

 
 

Criteria Sub-Criteria 
PCR  
Work 
Score 

OPEV 
Review 

 

 Reason for deviation/ 
Comments 

Relevance of 
project 
Objectives & 
Design 

Relevance of project Objectives  

1. Project objectives were 
relevant to country 
development priorities. 

4 4 

Project objectives were in line with 
the strategy and policies for 
transitional growth and poverty 
reduction of 2001; the National 
Policy Framework & program 
(NEPEP), the 2001 agriculture 
sector review and the priorities of 
the war affected communities.  

2. Project Objectives could in 
principle be achieved with 
the project inputs and in the 
expected time frame. 

2 1 

The inputs allocated were 
adequate although slow pace in 
biding and response, price 
escalation and shortages in labor, 
fuel and construction materials 
were experienced. The timeframe 
of two years was very unrealistic.  

3. Project Objectives were 
consistent with the Bank’s 
country  or regional strategy 

4 4 

Objectives were in line with the 
Bank country strategy in supporting 
post conflict rehabilitation and 
reconstruction and poverty 
reduction  

4. Project Objectives were 
consistent with the Bank’s 
corporate priorities 

4 4 

Consistent with the Bank’s priority 
in supporting agriculture  
infrastructure, rural development 
and social services   

5. Ex-post Relevance of 
objectives  

- 3 

Not identified, scored or 
commented on by PCR. At project 
end, the overall and specific 
objectives were still valid and 
relevant.  

Relevance of project Design -Project Design & Readiness for Implementation 

1. The log frame presents a 
logical causal chain for 
achieving the project 
development objectives. 

2 1 

Appraisal matrix was inadequate 
and did not provide all elements in 
the log-frame hierarchy especially 
the outcomes and risks and the 
outputs were not clearly defined 
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enough to match the anticipated 
first stage results  

2. The log frame expresses 
objectives and outcomes in a 
way that is measurable and 
quantifiable. 

2 1 

The outcomes and means of 
verification were not presented in 
the appraisal matrix to measure 
and quantify the outcome (second 
stage results). 

 
3. The log frame states the 
risks and key assumptions. 

2 2 

Risks were missing from the 
appraisal matrix but the 
assumptions are covered 
adequately.  

4. Project complexity was 
matched with country 
capacity and political 
commitment. 

4 1 

The country was in post conflict 
and fragile situation. Capacity gap 
was to be filled through TA. This 
did not happen as planned. Instead 
of recruiting a procurement 
specialist government seconded a 
civil servant.    

5 Project design includes 
adequate risk analysis. 

3 2 

Project design adequately 
addressed and analyzed the risks 
and indicated mitigation measures. 
The capacity risk and inadequate 
qualified manpower stands. The 
reluctance of Government to recruit 
TA is real and cannot be mitigated 
easily. The erratic rainfall, possible 
irregularities in the provision of 
grant funds for inputs and credit 
are real and difficult to mitigate 

6. Project procurement, 
financial management, 
monitoring and/or other 
systems were based on 
those already in use by 
 government and/or other 
partners.  

2 2 

Project did not use the harmonized 
IDA bid documents and depended 
on ad hoc arrangements. No 
systematic financial management 
system or M&E system was in 
place although progress and audit 
reports were submitted regularly 

7. Responsibilities for project 
implementation were clearly 
defined. 

4 3 

Responsibilities for project 
implementation were adequately 
defined within the framework of the 
overall PMU in Treasury and 
PIU/MOA 

8. Necessary implementation 
documents (e.g. 
specifications, design, 
procurement documents) 
were ready at appraisal. 

2 1 

Implementation documents 
including specifications, design and 
bid documents were not made 
ready at appraisal.   

9. Monitoring indicators and 
monitoring plan were agreed 
upon during design. 

1 1 

A complex project like this one did 
not have adequate M&E system.  
Weakness in project matrix on 
results and lack clear indicators did 
not allow easy development of an 
M&E system and systematic and 
accurate data collection and usage 

10. Baseline data were 
available or were collected 
during design. 

1 1 

There was no provision for the 
conduct of a baseline survey. PMU 
attempted to collect data during PY 
2 and also damage assessment 
was done  

Achievement 
of Project  
Outputs* 

Output 1. Provision of 205.2 
mt of vegetable seeds; 3000 
mt of fertilizers; 9000 
irrigation pumps and 2200 
knapsack sprayers to 

4 3 

Targets for vegetable seeds 
exceeded by 60%, fertilizer and 
irrigation targets were realized but 
only 24% of the knapsack sprayers 
were provided as the unit costs 
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beneficiaries were underestimated at appraisal  

Output 2.Development of 
822 km hillside terraces; 
17,608 cubic m check dams; 
115701 micro-basin 
structures; soil and stone 
bunds; seedling production; 
pitting and planting                     

 
4 
 
 

       
 

          
        3 
 
 
 

Most of these outputs achieved 
and some in excess of targets 
except the micro-basins which 
were less than 10% achieved. The 
cash for work incentive worked 

Output 3.  Provision of 500 
day old chicks; 600 mt 
poultry feed, poultry housing, 
drugs and vaccines and 
farmer training 

4 3 

Most expected outputs achieved 

Output 4.    Construction of 
12 vet clinics, lab equipment 
and consumables and 400 
staff trained  
 

 
       4 

 
        4 

ADF only financed 2 vet clinics and 
the rest were provided for by 
government  

Output 5. Construction of 3 
agricultural workshops, farm 
machinery shelters and 
stores 

 
    NA 
 

        NA 

This was dropped as there was no 
need for tractor hire service. Funds 
allocated to fertilizer 

Output 6.  Construction of 6 
Junior Secondary Schools, 
and 1 Teacher Training 
Institute  
 

4         4 Achieved in full 

7. Rehabilitation and 
expansion of 3 water supply 
schemes 

4 4 

Fully achieved 

8.Provision of 6 4WD 
vehicles,6 desktop computer 
sets, 3 photocopying and fax 
machines  and office equip 

4 NA 

None provided as these were 
supplied by government and other 
donors 

9.Procurement Specialist 
recruited, audits conducted 
and M&E established 

3 2 

TA Procurement Specialist not 
recruited. Instead a civil servant 
was seconded to the post. Annual 
audits done, M&E staff recruited 
and a system in place but not 
developed or operational for use 

Overall Output weighted 
Score 

4 3 
Achieved in full 

Achievement 
of Project 
Outcomes Outcome 1. Improvement of 

agricultural production 
3 2 

IDPs returned, land areas actively 
cultivated increased and nearly 
reached pre-war levels but 
productivity was still low due to 
drought. Mitigation measures were 
not implemented adequately 

Outcome 2.   Improvement 
of watershed management 

4 3 
Land degradation minimized and 
employment provided through cash 
for work 

Outcome 3.    25,000 
families practicing back yard 
poultry production 

2 1 

Promotion of backyard poultry 
production using imported day old 
chicks, feeds and vaccines and 
drugs proved to be too expensive 
and unsustainable. Poor 
husbandry due to inadequate 
training resulted in little benefits 
from this activity as it was not 
based appropriate and affordable 
technology 
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Outcome 4. Enhancement of 
delivery of public veterinary 
health services  

2 2 

Improvement in increase in the 
number of clinics and trained staff 
(coverage) achieved  but the same 
cannot be said about the quality of 
the services as this was not 
measured 

Outcome 5. Restoration of 
public agriculture services 

NA NA 
The component was dropped 

Outcome 6. Improvement in 
Junior Secondary Education  
and Number of teachers  

3 2 
While access to and enrollment in 
JSS increased, the TTI was not 
operational at PCR time 

7. Improvement in the 
provision of clean water 
supply 

4 3 

The 3 established schemes are 
serving the need of the local 
population. But arrangements for 
cost recovery and O&M are not 
indicated and the extent to which 
reduction in water born diseases 

8.Establishment of a fully 
functional PMU 

3 2 
PMU was established but proper 
M&E was not developed  

OVERALL PROJECT 
OUTCOME SCORE 

3 16/7= 2.3 
Identified but not scored by PCR. 
Achieved in full 

Additional 
Outcomes (not 
captured in the 
log-frame) 

Institutional Development - UTS 
Not identified, scored or 
commented on by PCR. 

Gender - 3 

Identified, not scored but 
commented on. The  War resulted 
in a large number of  female 
headed households who benefited 
poultry, cash for work, access to 
clean water and school attendance  

Environment & Climate 
Change 

- 2 
Not scored. Climate change not 
foreseen in the design. Soil and 
water conservation activities done 

Poverty Reduction - UTS 
Not identified, scored or 
commented on by PCR 

Private Sector 
Development 

- UTS 

Not identified, scored or 
commented on by PCR. In Eritrea 
everything is state controlled 
 

Regional Integration - UTS 
Not identified, scored or 
commented on by PCR. Eritrea is 
an isolated country in the region  

Other (Specify) NA NA 
 

OVERALL PROJECT 
ADDITIONAL OUTCOME 
SCORE 

 1 
 

Efficiency in 
achieving 
outputs & 
outcomes  

Timeliness 1 1 

Project duration foreseen at 
appraisal was unrealistic. 
Difference between original and 
actual closing dates is 65 months  

Rates of returns (Specify if 
applicable) 

- UTS 

Not estimated at appraisal or PCR 
although it could have easily been 
done for the agriculture 
components 

Other Criteria (Specify) NA NA 
Not identified, calculated and 
scored by PCR. Related annex not 
provided in the PCR 

OVERALL PROJECT 
EFFICIENCY 

 1 
 

Risk to 
Development 
Outcome 

Key Risks (Specify common 
risk factors to be a basis for 
rating)  

- 2 
Identified and commented on but 
not scored. Most risks identified but 
mitigation measures were not 



PCR Evaluation Note Form   Page 14 of 21   28 August 2009 

 

 

implemented adequately except or 
the environmental aspect 

 
*The output ratings have to be weighted by the relative output costs (see PCR format). 
The Overall rating is given Very Good, Good, Fair and Poor. Overall rating is the sub-criteria average. 
 

(i) Very Good (HS)  : 4 
(ii) Good ( H) :   3 
(iii) Fair  (US) :   2 
(iv) Poor (HUS):  1 
(v) UTS 
(vi) TA 

   Not identified or scored by PCR. 
Poor capacity to manage and 
implement, recurring floods, poor 
coordination and the complexity of 
the project has not changed. 
Likelihood of the risks previously 
experienced occurring again is 
high 
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Criteria Sub-Criteria 
PCR  
Work 
Score 

OPEV 
Review 

 

Reason for 
disagreement/ 
Comments 

Bank 
Performance 

Design and Readiness 

1. Project 
Objectives were 
relevant to country 
development 
priorities. 

4 4 

Project was very relevant to 
country development 
priorities after cessation of 
war  

2. Project 
Objectives could in 
principle be 
achieved with the 
project inputs and in 
the expected time 
frame. 

2          1 

Inputs foreseen were 
adequate although some unit 
costs were underestimated 
and prices escalated. The 
two year project period was 
very unrealistic  

3. Project 
Objectives were 
consistent with the 
Bank’s country  or 
regional strategy 

4 4 

Very much consistent with 
the Bank’s country strategy 

4. Project 
Objectives were 
consistent with the 
Bank’s corporate 
priorities 

4 4 

Yes, consistent with the 
Bank’s corporate priorities in 
water for agriculture, rural 
development and social 
services  

5. The log frame 
presents a logical 
causal chain for 
achieving the 
project development 
objectives. 

2 2 

Appraisal matrix inadequate 
and does not properly cover 
all elements in the log-frame 
hierarchy  

6. The log frame 
expresses 
objectives and 
outcomes in a way 
that is measurable 
and quantifiable. 

3 1 

Project matrix not consistent 
with the text in the appraisal 
report and the outcomes 
were missing  

7. The log frame 
states the risks and 
key assumptions. 

2 2 
Assumptions covered 
adequately but risks identified 
were not mitigated properly   

8. Project 
complexity was 
matched with 
country capacity 
and political 
commitment. 

4 2 

Political will beyond doubt. 
Procurement TA not recruited 
as planned and M&E system 
not developed   

9. Project design 
includes adequate 
risk analysis. 

2 2 
Project design addressed risk 
analysis but some risks 
proved difficult to mitigate 

10. Project 
procurement, 
financial 
management, 
monitoring and/or 
other systems were 
based on those 
already in use by 
 government and/or 
other partners.  

4 2 

Project did not have 
experienced procurement 
expert and the IDA bidding 
documents were not used. 
TA M&E specialist was not 
recruited. Project relied on ad 
hoc arrangements rather than 
proper systems;  
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11. Responsibilities 
for project 
implementation 
were clearly 
defined. 

3 3 

Project management and 
Implementation 
arrangements were clearly 
defined  

12. Necessary 
implementation 
documents (e.g. 
specifications, 
design, 
procurement 
documents) were 
ready at appraisal. 

2 2 

Procurement documents 
were not available at 
appraisal but were supposed 
to be prepared in detail at 
start-up. The project did not 
have a procurement expert 

13.Monitoring 
indicators and 
monitoring plan 
were agreed upon 
before project 
launch 

1 1 

No monitoring indicators or 
M&E plan was in put in place 
before project launch. 
Appraisal matrix did not 
identify the hierarchy in 
results and performance 
indicators were poorly 
developed  

14. Baseline data 
were available or 
were collected 
during design. 

1 1 

No baseline survey 
conducted. PCR reported that  
some data was collected by 
project but does not indicate 
its usefulness in measuring 
results  

Project Design 
and Readiness 
Sub-Score 

37/14= 2.6 32/14= 2.3 
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Criteria Sub-Criteria 
PCR 
Score 

OPEV 
Review  

Justification/ Reason for 
deviation/Disconnect/ 
Comments 

Bank 
Performance 

Supervision 

 
1. Bank complied with:   

 

 

 Environmental 
Safeguards 

3 2 

Bank complied with 
environmental safeguards 
and identified watershed 
management and 
reforestation but the recharge 
of the water resources was 
not assessed properly for 
sustainability 

 

 Fiduciary 
Requirements 

3 2 

Annual Financial statements 
audited but in general Bank’s  
Loan Administration Services 
was not sufficiently dedicated 
and efficient  

 

 Project Covenants 3 2 

Loan covenants were 
identified and agreed upon 
but the bank did not assist 
the borrower in interpreting 
the loan documents.    

 

2. Bank provided quality 
supervision in the form of skills 
mix provided and practicality of 
solutions. 

2 2 

Frequency and skill mix 
adequate. Technical 
supervision and 
implementation support   
inadequate. The extent to 
which the recommendations 
made were practical and 
easy to implement is not 
indicated.  

 

3. Bank provided quality 
management oversight. 

2 1 

Bank responded adequately 
to revision of goods and 
services but communication 
with the borrower was poor. 
Bank did not undertake MTR 
and did not participate in the 
donor joint reviews and 
stakeholder workshops 

 
PCR was delivered on a timely 
basis 

- 3 
Seven months after project 
completion (almost within the 
required six month period) 

 
Supervision Sub-Score  13 12 

 

 OVERALL BANK 
PERFORMANCE SCORE 

2.6 2 
Fair 

 
The Overall rating is given Very Good, Good, Fair and Poor. Overall rating is the sub-criteria average. 
 

(i) Very Good (HS)  : 4 
(ii) Good ( H) :   3 
(iii) Fair  (US) :   2 
(iv) Poor (HUS):  1 

 
 
 
Criteria Sub-Criteria PCR PCR-EVN Justification/ Reason for 
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Score Validation  deviation/Disconnect/ 
Comments 

Borrower 
Performance 

Design and Readiness 

1. Responsibilities for project 
implementation are clearly 
defined. 

4 3 
Implementation arrangements 
and responsibilities were 
clearly defined 

2. Necessary implementation 
documents (e.g. 
specifications, design, 
procurement documents) are 
ready at appraisal. 

2 1 

Procurement documents 
related specifications; design 
and bid documents were not 
ready at appraisal.  

3. Monitoring indicators and 
monitoring plan are agreed 
upon and baseline data are 
available or are being 
collected 

1 1 
No M&E plan prepared before 
project launch. No baseline 
data was collected 

Project Design and 
Readiness Sub-Score 

7 5  

 
Implementation 

1. Borrower complied with:    

 Environmental 
Safeguards 

3 3 
Borrower complied with the 
environmental safeguards 
foreseen in the design 

 - -  

 Fiduciary 
Requirements 

4 3 
 Project financial statements 
and audits were submitted  

 Project Covenants 4 2 Borrower complied with delays  

2. Borrower was responsive 
to Bank supervision findings 
and recommendations. 

3 2 
Borrower was able to 
implement the practical and 
easy recommendations.   

3. Borrower collected and 
used monitoring information 
for decision-making. 

3 2 

Borrower collected some data 
but the extent to which it was 
used for monitoring and 
decision making purposes is 
not indicated 

Implementation Sub-Score  17 12  

OVERALL BORROWER  
PERFORMANCE SCORE 

3 2 fair 

 
The Overall rating is given Very Good, Good, Fair and Poor. Overall rating is the sub-criteria average. 
 

(i) Very Good (HS)  : 4 
(ii) Good ( H) :   3 
(iii) Fair  (US) :   2 
(iv) Poor (HUS):  1 
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M &E Design, Implementation & Utilization 
 

Criteria Sub-Criteria 
PCR 
Score 

PCR-EVN 
Validation  

Justification/ Reason for 
deviation/Disconnect/ 
Comments 

M & E Design 
M & E Design 

 1 1 

No monitoring indicators or 
plan were agreed upon at 
appraisal. M&E system was 
designed 

    

    

Design Score 1 1  

M & E 
Implementati
on 

M & E Implementation 

 3 1 

Identified and scored but not 
commented on. Project staff 
collected some data. The 
usefulness of the data for 
monitoring progress and 
impact is not indicated  

    

    

    

Implementation Score 3 2  

M & E Use 
 3 1 

 No indication of M&E use for 
monitoring progress and 
decision making.  

    

Use Score 3   
No evidence of use of effective 
M&E system 

 OVERALL M & E  
PERFORMANCE SCORE 

 1  

 
The Overall rating is given Very Good, Good, Fair and Poor. Overall rating is the sub-criteria average. 
 

(v) Very Good (HS)  : 4 
(vi) Good ( H) :   3 
(vii) Fair  (US) :   2 
(viii) Poor (HUS):  1 
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PCR Quality Assessment 
 

Criteria 
PCR-EVN 

(1-4) 
Comments 

QUALITY OF PCR 

1. Extent of quality and completeness of 
the PCR evidence and analysis to 
substantiate the ratings of the various 
sections. 

2 

The quality and completeness 
of the PCR analysis and 
evidences to substantiate the 
ratings of various sections is 
adequate but certain aspects 
such as project outcomes had 
been  over-rated  

2. Extent of objectivity PCR assessment 
scores 

2 

Except for some items that are 
over scored, the PCR 
assessment has in general 
been objective 

3. Extent of internal consistency of PCR 
assessment ratings; inaccuracies; 
inconsistencies (in various sections; 
between texts and ratings; consistency of 
overall rating with individual component 
ratings) 

3 

The inconsistencies in various 
sections and between texts 
and ratings are minimal except 
in items that were over rated 
due to lack of experience in 
rating. The overall rating was 
found consistent with individual 
ratings 

4. Extent of identification and assessment 
of key factors (internal and exogenous) 
and unintended effects (positive and 
negatives) affecting design and 
implementation: 

3 

Internal and external factors 
affecting design and 
implementation were 
adequately covered 

5. Adequacy of treatment of safeguards, 
fiduciary issues, and alignment and 
harmonization 

3 

PCR treatment of safeguards, 
fiduciary issues; coordination, 
harmonization and alignment 
adequately covered and 
documented 

6. Extent of soundness of data generating 
and analysis processes (including rates of 
returns) in support of PCR assessment: 

2 

Data gathering was lacking. 
Since the bulk of project 
resources went to social 
infrastructure neither the 
appraisal nor the PCR included 
rates of return 

7. Overall adequacy of the accessible 
evidence (from PCR including annexure 
and other data provided) 

3 
In general the evidences 
provided in the PCR are 
adequate and convincing  

8. Extent to which lessons learned (and 
recommendations) are clear and based on 
the PCR assessment (evidence & 
analysis): 

2 

The lessons, findings and 
recommendations are mixed. 
The lessons are not well 
formulated 

9. Extent of overall clarity and 
completeness of the PCR  

3 

The overall clarity and 
completeness of the PCR is 
adequate. Lack of proper M&E 
system for data collection to 
assess outcomes and impact 
impacted negatively on the 
quality the PCR in terms of 
clarity of results 

Other (to be specified)   

PCR Quality Score 23/9 = 2.5 Good 
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1. PCR Timeliness 3 
Submitted within the required 
timeframe 

2. Extent of participation of Borrower, Co-
financiers & field office in PCR preparation 

3 

Borrower prepared a lengthy 
PCR and participated in the 
Bank staff PCR; filed office 
was represented 

3. Other aspect (Specify) 
 

NA NA 

PCR Compliance Score 6/2 = 3 Good 

 
 
 
 

 


