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2. Project Description (summary from Appraisal Report)  
 

a. Rationale and Expected Impacts - Intended Beneficiaries: 
The Nile Basin water resources have a great potential for promoting socioeconomic development of 
the countries bordering these water resources. Despite this vast natural endowments and huge 
potential of the Nile basin, its people face considerable challenges that are triggered by poverty, 
political instability, rapid population growth, environmental degradation, effects of climate change 
and natural disasters such as floods and droughts. It is against this background that in 1999 the 
council of Ministers of Water Affairs of the 9 Nile Basin States launched the Nile Basin Initiative 
(NBI). The NBI provides an agreed basin-wide framework to promote socio-economic development 
and poverty reduction in the region. The NBI’s shared vision is “to achieve sustainable socio-
economic development through the equitable utilization of, and benefit from, the common Nile water 
resources.” This was translated into action through the Strategic Action Program which was 
launched to create an enabling environment for regional development and to identify and prepare 
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regional projects in the Nile basin. The program consists of two supplementary sub-programs. The 
first is Shared Vision Program (SVP), for technical assistance and capacity building type projects to 
be implemented basin wide. The second consists of two Subsidiary Action Programs (SAPs): i) The 
Nile Equatorial Lakes Subsidiary Action Program (NELSAP); ii) Eastern Nile Subsidiary Action 
Program (ENSAP). This project falls under NELSAP and is one of the 12 projects to be 
implemented under NELSAP. This project was designed as a pilot project as it seeks to generate 
replicable experiences in co-management of fisheries resources in a trans-boundary context. Full-
scale project implementation is seen as risky given the differences in the existing administrative 
structures in the two countries comprising the project area and absence of similar experiences in 
the sector. Full scale investment project will be based on the outcomes and lessons learnt from the 
pilot phase. The project is one of the major regional initiatives that have received support of the 
bank and other partners such as the World Bank, UNDP, CIDA, GEF and other bilateral donors. 
 
Under the pilot phase, the institutional arrangements for project execution and the post-conflict 
culture of the beneficiary communities will have been tested and lessons derived for the execution 
of a follow up full-blown lake-wide investment projects. The pilot phase comprises a) scientific 
studies that generate the relevant and currently missing technical information for sound fisheries 
planning; ii) establishes local management structures that involve the participation of local 
stakeholders in all aspects of fisheries management (regulation, enforcement and policy 
development), and iii) and community development activities (non-fishing) that engage and commits 
the participating communities thus creating the enabling environment (social infrastructure) for 
better utilization of the water and fisheries resources; iv) Project Coordination and institutional 
development. 
 
The primary beneficiaries of the pilot project are the entire population of the project area estimated 
11.7 million people. An estimated 73% of the population derives their livelihood from fishing 
activities. Other beneficiaries include the NBI and fisheries institutions of Uganda and DRC. 
 
b. Objectives / Expected Outcomes: 
 
The sector goal program’s sector objectives were to contribute to poverty reduction and sustainable 
socio-economic development through equitable utilization of, and benefit from, the common Nile 
Basin water resources. The specific objective is to avail the governments of Uganda and DRC with 
a sustainable investment and management plan for the joint use of the water and fisheries 
resources 
 
Expected Outcomes:  

 Creation of platform for sustainable use of natural resources and means for mitigating 
degraded environment. All the plans to achieve this approved by end of PY 2 by the regional 
Program Steering Committee (RPSC) and the Nile Equatorial Lakes Technical Advisory 
Committee (NELTAC) 

 Foster development at regional level through rational use of common natural resources. All 
the environmental and social management plans accepted by NELTAC.  

 Beneficiary participation in planning, monitoring and management through the establishment 
of at least 5 co-management structures in each lake by project end 

 Rapid conflict resolution and maintenance of social harmony among the communities in the 
region 

 Improvement in the well being of the fishers through the implementation of 10 community 
development activities 

 poverty situation in the core pilot project areas addressed and data gathered together with 
mapping and GIS by end pf PY 1 

 Harmonization of national fisheries policies. Draft fishing policies accepted by Nile 
Equatorial Lakes Technical Advisory Committee (NELCOM) by PY 2 

 Capacity building for sustained coordination and management for replication of the project 
 
c. Outputs:  
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 Plans for an improved ecological balance and greater biodiversity in the lakes systems 
prepared and approved 

 Detailed Environmental and Social Management Plan developed and accepted 

 Plans for strengthening the capacities of the lake-wide fishing communities to co-manage 
shared resources and infrastructure 

 Integrated lakes management plans and investment projects developed and at least 10 
community development activities implemented in each lake by end of pilot phase 

 Detailed data/statistics on poverty and fishery activities 

 Plans for the harmonized  fishing policies and regulations completed, accepted and 
enforced 

 Formulation of safety regulations and standards 
 

d. Principal Activities/Components: 

 Studies on fish biology and biodiversity conservation conducted 

 Catchments pollution survey and water quality management undertaken 

 Comprehensive stock assessment survey conducted 

 Undertake quality assurance/improvement 

 Conduct socio-economic study of fisheries  

 Establish fisheries database 

 Elaborate lake management plans 

 Mobilization and Sensitization of fishing communities  

 Establishment of Co-management Structures at least 5 in each lake by project end 

 Development of local management rules and regulations 

 Training and capacity building for co-management structures to enable the stakeholders to 
agree on integrated management plan by end pf PY 2 

 Elaboration of support measures (fiscal, trade etc) 

 Identify priority investment community development activities 

 Implement community development activities 

 Evaluate experiences gained 

 Harmonize fisheries regulations 

 Fisheries statistics/database established 

 Conduct regular meetings of the RPSC  

 Preparation of lake-wide investment projects 

 Conduct training for central and district fisheries officials as well as fishing communities 

 

 
 

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

assessment,  the Relevance of Objectives and Design): 
i) The project was designed as a pilot project as it seeks to generate replicable experiences in co-
management of fisheries resources in a trans-boundary context. The practice of co-management 
had been mainly tested within national boundaries and not across national frontiers separated by 
water bodies. The design of four components was in general adequate but over optimistic in terms 
with the number of multi-sector activities that had to be implemented in a pilot phase of short 
duration (30 months) in a project area that was not identified properly at appraisal and comprises 
two core areas in two different countries with two different administrative systems. If more time and 
resources were allocated at preparation stage and adequate diagnostic studies were carried out 
prior to appraisal, the quality of the design would have improved significantly. However, the concept 
adopted in the design is valid and satisfactory as it supports the needs of the communities living on 
both sides of the two lakes and it supports the Bank Group Vision Statement and Strategic Plan and 
country strategies for Uganda and DRC which focus on poverty reduction, regional cooperation and 
wealth creation as well as private sector development    
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ii) Relevance of design (covering realism, complexity,  implementation capacity & environment; 
clarity and measurability of objectives and results chain; adequacy of assessment of risks, 
environmental and social safeguards, and implementation arrangements) 
 
Project design was relevant and consistent with the priorities of Uganda and DRC as well as the 
Bank strategy. The design was a bit over ambitious but largely adequate, applicable and relevant to 
contribute significantly to poverty reduction and sustainable socio-economic development through 
equitable utilization of, and benefit from the common resources of the two lakes. The original project 
duration of 30 months was unrealistic and too short for a pilot project with four components and a 
number of sub-components and activities. The 30 months were just enough as preparatory period 
and effective implementation took place 27 months after the original closing date. The weakness in 
the implementation capacity of the recipients was recognized and this was offset by the provision of 
TA  to assist in the preparation of the plans and the conduct of the studies. 
 
b. Project Cost (including Borrower Contribution), Disbursements, and Adherence to Schedules (as 
relevant to project performance):  
 
The total project cost at appraisal was estimated at UA 1.86 million of which UA 1.65 million is ADF 
grant; UA 0.16 million was Governments of Uganda and DRC counterpart funding of UA 0.08 
million each; UA 0.04 million was NBI contribution and UA 0.01 was beneficiary contribution. The 
allocations by component at appraisal and actual at project end are as follows:  
 
1. Studies and Investment Plan preparation UA 0.71 million (actual UA 0.37 million); 2. Co-
management of Lakes UA 0.39 million (actual UA 0.02 million); 3. Community Development 
Activities UA 0.47 million (actual UA 0.27 million); and Coordination and Institutional Support UA 
0.29 million (actual UA 1.17 million).  At project end UA 1.83 million was disbursed or about 98% of 
the total project cost, leaving a balance of UA 0.03 million unutilized. Only about 52% of the 
allocation made for Studies and Investment Plan Preparation was disbursed; about 5% of the 
allocation for Co-Management of Lakes was spent; about 57% of the allocation for community 
development activities was disbursed and about 403% or four times more of the original allocation 
for Coordination and Institutional Support was spent by project end. A significant proportion of 
project resources were spent on operational/administrative costs rather than benefits and services 
to the beneficiaries. The reasons for the gaps in expenditure by component are not indicated. It is 
also not indicated if the excessive expenditure over-run on Coordination and Institutional Support 
was approved the Bank through reallocation of funds between expenditure categories.        
 
c. Implementation Arrangements, Conditions and Covenants, and related Technical Assistance: 
 
The implementation arrangements foreseen in the design was executed. The NBI Secretariat was 
the executing agency responsible for the recruitment of the Regional Pilot Project Coordinator and 
other project Coordination Unit (PCU) staff including a program officer for DRC. The NBI 
coordinated its activities with NELSAP Technical Advisory Committee (NELTAC) and the RPSC 
provided policy guidance and advice. The PCR is silent on the effectiveness of NELTAC and RPSC 
in fulfilling their roles and responsibilities. The performance of TA and contractors and the extent to 
which they adhered to conditions of their contracts is not indicated. 
   
d. Monitoring & Evaluation Design, Implementation, & Utilization (Evaluator assessment): 
 
No proper M&E system was designed for implementation and use. The BTO of the PCR team 
clearly states that that the project lacked effective and efficient M&E system to benefit project 
measurement of project results.  
 
 
e. Other Issues (such as Safeguards, Fiduciary): 
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PCR did not cover and assess the environmental safeguards and Fiduciary issues 
adequately. The PCR assessment of the environmental safeguards is limited the fact that 
project inputs take into account the environmental health of the communities. The 
excessive expenditure over-run on administrative costs shows that the fiduciary issues 
were not addressed properly by both the Bank and the recipient to ensure that the project 
resources allocated for fisheries studies and preparation of lake management plans, 
introduction of community co-management of fisheries resources and implementation of 
community development activities were properly utilized for the benefit of the communities 
rather than allocating significant portions of the resources for these three components for 
operational expenditure.   
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4. Evaluation of Performance (Evaluator assessment) 
 

a. Relevance (of objectives and design; 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 program objectives and design were highly relevant for the recipients and the Bank. It is also 
consistent with the development priorities of Uganda and DRC and with the Banks country and 
regional strategy and corporate priorities. The arrangement of joint appraisal with the World Bank 
was based on the Bank’s strategic partnership with the World bank on the economic integration of 
the Nile Basin region. However, the objectives appear to be unrealistic given the complex and 
numerous multi-sector activities that had to be implemented within a short period of time (30 
months) and that fact that the operating costs for Coordination and Institutional Support was highly 
underestimated.  
 
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;  
 
The PCR coverage and presentation of program effectiveness in delivering outputs (planned 
against actual) is inadequate. For each component, the outputs identified in the retrospective matrix 
were not assessed individually but are rather grouped together under the component heading to 
show achievement of output. In other words the component is presented and scored as an output. 
The PCR presentation in the achievement of outputs does not show the planned individual output 
against the actual and the weighted average does not reflect the individual outputs itemized in the 
retrospective log-frame of the PCR.  
 
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. 
 
Lack of data limited the quality of the coverage and presentation of the program effectiveness in 
achieving in achieving outcomes. The retrospective log-frame of the PCR lists 8 expected outcomes 
but the expected against actual is given for only four broad expected outcomes. The PCR gives an 
average working score of 3 out of 4 points (good) without evidence to support the rating. This was 
evaluated as unsatisfactory. 
 
 
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 PCR has not assessed this aspect properly. The program was not efficiently executed from 
outset. The efficiency of achievement of the outputs and outcomes was neither timely nor cost 
effective and is evaluated as unsatisfactory  
 
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 
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overall risk to development outcome.      
 
The PCR identified the risks to development outcomes adequately and suggested mitigation 
measures. However, the main risks related to hostilities flaring up again, continued willingness of 
traditional leadership and community participation and in the project and frequency of loss of life 
due to boats capsizing and lack of lake rescue services are all high. 
 
f. Additional Outcomes/Impacts (positive and negative, not captured in the log-frame): These 
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.  
 
The additional outcomes contained in the PCR are not substantiated and are therefore assessed as 
irrelevant as there is no data to show that the welfare of women and youth has improved when the 
funds for the components that would made this possible were not adequately utilized.  

 
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):   

 
The PCR has over rated the performance of the recipient on all dimensions related to 
design and readiness, implementation and closure and rated it as fair. The  performance 
evaluated as poor and unsatisfactory on all dimensions of implementation  
 
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):   
 

The PCR rates the overall Bank performance as fair or just about good with a rating of 2.9 
out of 4 points. The rating is downgraded to 1.9 on the grounds of the scoring accorded to 
design and readiness (1.85 points) and the poor quality of supervision.     
 
 
 
 
 
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 PCR scored the overall outcome of the program as fair with a rating of 2 out of 4 points 
but does not provide a descriptive analysis o the overall program performance. The overall 
performance of the program is evaluated poor. It is clear that the program was not 
adequately prepared for detailed design. The Bank over-estimated the capacity of the 
Borrower to manage and implement such a complex project within the duration specified in 
the loan documents. Corrective action was not taken on time to put in place additional 
management structure and re-visiting the log-frame to repackage the program in order to 
taking account of the time lag between appraisal, loan signature, effectives and start-up. 
Project implementation went on for 78 more months after the original closing date with no 
data at hand to measure project outcomes 

 
 

5. Top Lessons, and Recommendations (Evaluator assessment) 
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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 provided in the PCR are presented as separate recommendations for the Bank and the 
Recipients. Key lessons formulated afresh by the evaluator are as follows:    
 

- The importance of allocating adequate time and resources for project preparation including 
utilization of accurate primary and secondary data to support the design considerations;  

- The importance of rigorous project supervision and periodic reviews in providing adequate 
management and implementation support to projects 

-  
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 recommendations made by the PCR to the Bank and the Borrower are all valid 
 
 

 
SUMMARY RATINGS 
 

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

Relevance:     

Effectiveness in delivering 
outputs: 

3 2 The anticipated outputs 
under Fisheries Studies and 
Lake Management Plan 
preparation and   Community 
Development Activities were 
only partially achieved. Very 
limited outputs were 
achieved under the Co-
management of fisheries 
resources. Training outputs 
were only achieved in part at 
60%.    

Effectiveness in achieving 
outcomes: 

3 UTS No data is available to 
validate this score 

Efficiency in achieving 
outputs & outcomes -
Timeliness: 

2 1 Slippage in Implementation 
was 27 months, nearly twice 
as the original project period  

Efficiency in achieving 
outputs & outcomes –other 
criteria 

- 2 The pilot project was not 
efficiently executed from the 
start. Some outputs were 
achieved with considerable 
delays and difficulties. The 8 
outputs itemized in the PCR 
were not scored individually. 
There is no evidence that the 
outputs and outcomes were 
achieved efficiently.   

Overall efficiency in 3 1 Efficiency in achieving 
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achieving outputs & 
outcomes 

outputs and outcomes was 
neither timely nor were cost 
effective   

Risk to Development 
outcome: 

- 2 Identified and commented on 
but not scored by PCR. The 
likelihood of hostilities flaring 
up in the region is high and 
without lake rescue services  
boats capsizing and 
incidences of loss of life 
occurring is also high 

Borrower Performance: 3 1 The performance of the 
recipient is evaluated as 
unsatisfactory on design and 
readiness and effective 
management and 
implementation  

Bank Performance:  3 1 The Bank performance is 
evaluated unsatisfactory on 
all dimensions related to 
design and readiness and 
quality of project supervision 
and loan administration 
services  

Quality of PCR: -  2  

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 
 
There are serious gaps in the available data and information to complete the PCR. Analysis is 
poor and evidences are lacking to validate most of the ratings. The PCR was undertaken 
together with the supervision of another fisheries project in Uganda. No separate Aidememoire 
was prepared for the PCR and the BTO contains only a very short half a page note on the pilot 
project.    
 

 Objectivity/fairness of PCR assessment  
 
Inadequate as data and information to substantiate the assessment is lacking for most of the 
criteria assessed (see annex on PCR quality assessment) 
 

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

Inconsistencies and inaccuracies were noted in various sections between texts and ratings 
especially in the PCR assessment of on timeliness and achievement of outputs and outcomes.  
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 Identification and assessment of key factors (internal and exogenous) and unintended 
effects (positive and negatives) affecting design and implementation: 

 
Only some (very few) of the factors affecting design and implementation were highlighted in the 
BTO but none in the PCR 
 

 Adequacy of treatment of safeguards, fiduciary issues, and alignment and harmonization 
 
Inadequate. Environmental safeguards which were raised as a concern by the stakeholders 
were not addressed properly; fiduciary matter were dealt with poorly by both the Bank and the 
Executing Agency 
 

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

 
Inadequate as there are gaps in the data to complete the PCR 

 

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

 
Available information in the PCR does not provide clear evidence to support the argument. The 
annexes and BTO are not very informative 

 

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

Lessons formulated are presented as separate recommendations for the Bank and the 
Recipient and are evaluated as irrelevant 
  

 Overall clarity and completeness of the PCR 
Inadequate as data to support clarity and completeness of the PCR was lacking  
 

 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.  PCR was produced within the 6 months timeframe required. 

 Extent of participation of Borrower, co-financiers and Bank field office – Representatives of 
the recipients and Bank staff field office participated by partners were not represented  

 Other aspects (to be specified). Conduct of MTR. Despite the implementation delay and 
slippage of 27 months from the original implementation deadline, no MTR or project review 
was undertaken by the Bank to take stock of what has worked with a view of re-enforcing it 
and modifying what proved to be difficult to manage and implement  
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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   

 
Major areas of focus in future evaluation work: 

a)  

b) 

c) 

 
Follow Up Action by OPEV: 
 
Eve 
 
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. 

3 3 

Validated. Project objectives were 
relevant to the development 
priorities of the two lakes. The 
main focus of the project objectives 
is to address the poverty situation 
in the core project area through 
sustainable use of natural 
resources of the two lakes 

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 for all components 
expect coordination and 
institutional support which 
consumed about 64% of the total 
project expenditure. The time 
frame of two years was too short 
for the activities (21) that had to be 
undertaken in 24 months. Project 
was completed 27 months behind 
its original schedule 

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

3 3 
Validated. Objectives were in line 
with the Bank country strategy  

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

3 3 

Validated. Consistent with the 
Bank’s cooperate priority in 
supporting regional cooperation in 
natural resources management 

5. Ex-post Relevance of 
objectives  

- 3 

Not identified, scored or 
commented on by PCR. At project 
end, the overall and specific 
objectives are still valid and 
relevant although the extent to 
which replicable experiences 
derived for further investments is 
not yet known 

Relevance of project Design -Project Design & Readiness for Implementation 
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1. The log frame presents a 
logical causal chain for 
achieving the project 
development objectives. 

3 2 

The preliminary appraisal matrix 
large adequate but weak on clarity 
in differentiating the outputs and 
outcomes (second stage results).   

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

 
2 
 

1 

Both the appraisal matrix and the 
retrospective one presented the 
objectives and outcomes in a 
descriptive manner and are not 
quantified so as to be measurable  

 

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

3 2 

The assumptions are presented in 
adequate detail in the log-frame 
but the risks are not indicated. The 
risks are discussed in the text 
appraisal document.  

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

3 2 

A large number of multi-sectoral 
activities were to be implemented 
in a trans-boundary context in an 
isolated and poor project area 
where skilled manpower is scarce.  
Project complexity is not matched 
with the capacity of DRC and 
Uganda but this is offset by the 
provision of external TAs to 
carryout the studies and related 
activities. Political will of both 
countries is beyond doubt but the 
likelihood of hostilities flaring up 
again is also there.  

5 Project design includes 
adequate risk analysis. 

3 2 
Project design documents the main 
risks without adequate analysis of 
the likelihood of risks occurring.  

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

3 2 

According to PCR the Banks 
procedures and standards will be 
in use for procurement, financial 
management and monitoring. How 
this will be done in two countries 
with different administrative 
structure and two separate official 
languages is not indicated 

7. Responsibilities for project 
implementation were clearly 
defined. 

3 3 
Responsibilities for project 
implementation were clearly  
defined in the loan documents  

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 or start-up stage 

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

2 1 

Other than the OVIs presented in 
the appraisal matrix, there is no 
evidence that monitoring indicators 
were discussed and agreed upon 
during design or at launch.  

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

3 2 

No baseline data were available or 
collected during design. This is one 
of the main causes for delayed 
implementation 

Achievement 
of Project  
Outputs* 

Output 1. Plans for an 
improved ecological 
balance and greater 
biodiversity in the lakes 
systems prepared and 
approved 

- 2 

Identified by PCR as an output but 
not scored or commented on. 
PCREN score is based on 
available evidence in the annex 
shows that only 52% of the 
allocated funds were utilized for the 
studies and investment plan 
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preparation.  

Output 2.  Detailed 
Environmental and Social 
Management Plan 
developed and accepted  
 

 
- 
 
 

       
 

       UTS 
 
 

Identified as an output by PCR but 
not scored separately. No evidence 
that the development of the plan 
was completed and that it was 
reviewed and approved by 
NELTAC after 30 months or by 
project’s original completion date 

Output 3.  Plans for 
strengthening the 
capacities of the lake-
wide fishing communities 
to co-manage shared 
resources and 
infrastructure 
 

2 2 

Available evidence in the PCR 
shows 7 co-management 
structures were established in DRC 
and the existing ones in Uganda –
Beach Management Units (MBUs) 
were consolidated but the training 
and capacity building programs 
were still behind schedule at about 
60% 

Output 4.    Integrated 
lakes management plans 
and investment projects 
developed and at least 10 
community development 
activities implemented in 
each lake by end of pilot 
phase 
 
 

 
       3 

 
        2 

Integrated lakes management 
plans and investment projects were 
developed but not completed and  
only about 50% of the community 
development activities were 
implemented in both lakes  

Output 5. Detailed 
data/statistics on poverty 
and fishery activities  
 

 
      
       - 
 

      2   

Not scored as separate output by 
PCR. No evidence that mapping, 
GIS and detailed data on poverty 
and fisheries have been collected 
within the first year of project 
implementation 

Output 6.  Plans for the 
harmonized  fishing 
policies and regulations 
completed, accepted and 
enforced  
 

        
 
        
       - 

         
 
 
      2 

Not scored as separate output by 
PCR. Available evidence in the 
BTO shows that the harmonized 
fishing policies and regulations 
were still work in progress and not 
completed by consultants nor 
presented to RPSC and NELTAC 
for acceptance  

7. Formulation of safety 
regulations and standards  

       -          1 

Limited achievement as the 
training related to safety measures 
on the two lakes and through 
community enforcement of safety 
standards was not carried out 
adequately   

Overall output weighted 
score 

3 UTS 

Unable to validate the weighted 
because the seven outputs 
identified by PCR were not scored 
individually  

Achievement 
of Project 
Outcomes 

Outcome 1. Creation of 
platform for sustainable 
use of natural resources 
and means for mitigating 
degraded environment. All 
the plans to achieve this 
approved by end of PY 2 
by the regional Program 

3 2 

There is no evidence that all the 
plans to achieve this output were 
completed and approved by RPSC 
and NELTAC   
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Steering Committee 
(RPSC) and the Nile 
Equatorial Lakes 
Technical Advisory 
Committee (NELTAC)  

Outcome 2 Foster 
development at regional 
level through rational use 
of common natural 
resources. All the 
environmental and social 
management plans 
accepted by NELTAC.  
 

3 2 

Available evidence in the BTO 
shows that this was partially 
achieved but there is no indication 
that the plans were reviewed and 
accepted by NELTAC.  

Outcome 3.   Beneficiary 
participation in planning, 
monitoring and 
management through the 
establishment of at least 5 
co-management 
structures in each lake by 
project end  
 

3 2 

Co-management units established 
in nearly all the core project areas 
but the extent to which the 
beneficiaries are participating in 
planning and monitoring of project 
activities is not indicated 

Outcome 4. Rapid conflict 
resolution and 
maintenance of social 
harmony among the 
communities in the region 
 

3 2 

Not scored as a separate output. 
Reduction of regional conflict 
depends the effectiveness of the 
co-management units 

Outcome 5 Improvement in 
the well being of the 
fishers through the 
implementation of 10 
community development 
activities 
 

2 2 

10 community development 
activities identified for 
implementation but there no data 
to measures changes in the living 
standard of the communities  

Outcome 6. poverty 
situation in the core pilot 
project areas addressed 
and data gathered 
together with mapping 
and GIS by end pf PY 1 
 

- 1 

No data to measure changes in 
poverty situation. No evidence that 
mapping and GIS activities were 
carried out by PY 1 

7. Harmonization of 
national fisheries policies. 
Draft fishing policies 
accepted by Nile 
Equatorial Lakes 
Technical Advisory 
Committee (NELCOM) by 
PY 2  

- 2 

Not scored separately by PCR. 
Available evidence in the 
supervision summary report and 
BTO show that this was in 
advanced stage but approval of 
NELCOM is yet to be done 

8. Capacity building for 
sustained coordination 
and management for 
replication of the project  

2 2 

Validated. Not all the planned 
training was carried out  

OVERALL PROJECT 
OUTCOME SCORE 

3 2 
Fair 
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Additional 
Outcomes (not 
captured in the 
log-frame) 

Institutional Development - UTS 
 

Gender - 2 

Identified but not scored by PCR. 
Women and youth were engaged 
in social mobilization and co-
management activities 

Environment & Climate 
Change 

- UTS 
Not identified, scored or 
commented on by PCR 

Poverty Reduction - UTS 
No data 

Private Sector 
Development 

- UTS 
No information on this 

Regional Integration - 3 

Identified but not scored 
separately. Technical and policy 
framework for regional cooperation 
was put in place 

Other (Specify) NA NA 
 

OVERALL PROJECT 
ADDITIONAL OUTCOME 
SCORE 

 1 
 

Efficiency in 
achieving 
outputs & 
outcomes  

Timeliness 1 1 
Project took more than twice the 
original period or 27 months after 
the original closing date 

Rates of returns (Specify if 
applicable) 

NA NA 
 

Other Criteria (Specify) NA NA 
 

OVERALL PROJECT 
EFFICIENCY 

3 1 
 

Risk to 
Development 
Outcome 

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

- 2 

Identified but not scored by PCR.. 
Activities itemized in the appraisal 
report adequate but the likelihood 
of escalation of hostilities occurring 
and continued incidences of loss of 
life due to lack of lake rescue 
services is high; the continued 
commitment of traditional 
leadership and beneficiary 
participation will require longer 
period of social mobilization 

 
*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) NA 

   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. 

3 3 

Project Objectives were  
relevant to region the as it 
seeks to generate replicable 
experiences in co-
management of fisheries 
resources in a trans-
boundary context  

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

2 1 

Project objectives could not 
be achieved timeframe 
foreseen in the design. 
Project implementation went 
on for 27 more months after 
the original project closing 
date.  

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

3 3 

Consistent with the Bank’s 
country and regional strategy 
in reducing poverty and 
enhancing regional 
cooperation 

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

3 3 
Consistent with the Bank’s 
corporate priorities 

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

3 2 

The preliminary appraisal 
matrix large adequate but 
weak on clarity in 
differentiating the outputs and 
outcomes (second stage 
results).   

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

 
2 
 

1 

Both the appraisal matrix and 
the retrospective one 
presented the objectives and 
outcomes in a descriptive 
manner and are not 
quantified so as to be 
measurable  

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

3 2 

The assumptions are 
presented in adequate detail 
in the log-frame but the risks 
are not indicated. The risks 
are discussed in the text of 
the appraisal document.  

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

3 2 

A large number of multi-
sectoral activities were to be 
implemented in a trans-
boundary context in an 
isolated and poor project area 
where skilled manpower is 
scarce.  Project complexity is 
not matched with the capacity 
of DRC and Uganda but this 
is offset by the provision of 
external TAs to carryout the 
studies and related activities. 
Political will of both countries 
is beyond doubt but the 
likelihood of hostilities flaring 
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up again is also there.  

9. Project design includes 
adequate risk analysis. 

3 2 

Project design adequately 
addressed and analyzed the 
risks and indicated mitigation 
measures. But there is no 
indication of the 
establishment of lake rescue 
services that could be 
provided by the private 
operators to minimize boat 
capsizing and loss of life.  

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

3 2 

According to PCR the Banks 
procedures and standards 
will be in use for 
procurement, financial 
management and monitoring. 
How this will be done in two 
countries with different 
administrative structure and 
two separate official 
languages is not indicated 

11. Responsibilities for project 
implementation were clearly 
defined. 

3 3 

Responsibilities for project 
implementation were clearly  
defined in the loan 
documents  

12. 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 or start-up stage 

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

2 1 

Other than the OVIs 
presented in the appraisal 
matrix, there is no evidence 
that monitoring indicators 
were discussed and agreed 
upon during design or at 
launch.  

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

3 2 

No baseline data were 
available or collected during 
design. This is one of the 
main causes for delayed 
implementation 

Project Design and 
Readiness Sub-Score 

      38 28 
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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 1 

The poor skill mix of Bank 
supervision missions and the 
fact that an environmentalist 
was not engaged in any of 
the 5 supervisions carried out 
shows that the Bank poorly 
complied with this.  

 

 Fiduciary 
Requirements 

3 1 

The Bank did not provide 
dedicated and efficient Loan 
administration services and 
staff of PIUs were not trained 
properly with the Bank rules 
and regulations. The 
excessive over expenditure 
on operation costs also 
indicates poor performance 
on the fiduciary requirements   

 

 Project Covenants 3 2 

There is no evidence that 
Bank supervision mission 
adequately addressed 
compliance with loan 
covenants rigorously.  

 

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

2 1 

Frequency of supervision was 
inadequate at once a year 
without out any short follow-
up mission. Team 
composition very weak in skill 
mix and never included a 
fisheries specialist. This 
resulted in poor management 
and implementation support  

 

3. Bank provided quality 
management oversight. 

2 1 

Bank did not provide quality 
management oversight as the 
excessive over expenditure 
on operational costs could 
have been avoided 

 PCR was delivered on a timely 
basis 

- 4 
PCR was delivered on time 
with 6 months as required 

 
Supervision Sub-Score  13 10 

 

 OVERALL BANK 
PERFORMANCE SCORE 

2.7  1.4 
 
Poor 

 
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 



PCR Evaluation Note Form   Page 20 of 23   28 August 2009 

 

 

Score Validation  deviation/Disconnect/ 
Comments 

Borrower 
Performance 

Design and Readiness 

1. Responsibilities for project 
implementation are clearly 
defined. 

3 3 
Responsibilities for project 
implementation were clearly  
defined in the loan documents  

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

2 1 
The necessary implementation 
documents were not ready at 
appraisal  

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

3 1 

No proper M&E system was 
established and no baseline 
data was available at design 
stage but are being collected 
as part of the fisheries 
database which is work in 
progress 

Project Design and 
Readiness Sub-Score 

8 5  

 
Implementation 

1. Borrower complied with:    

 Environmental 
Safeguards 

3 2 

There is no evidence in the 
PCR or the annex and the 
BTO that the recipient has 
complied adequately 

 Fiduciary 
Requirements 

3 2 

There is no evidence that the 
recipient complied with the 
fiduciary requirements 
adequately 

 Project Covenants 3 2 
Complied but with long delays 
in fulfilling conditions of loan 
effectiveness (27 months);   

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

3 2 

The judgment of the PCR is 
not substantiated and there is 
no evidence that the recipient 
has taken or initiated actions 
on the recommendations of the 
Bank supervisions  

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

3 1 
There is no evidence that 
adequate data for decision 
making was collected 

Implementation Sub-Score  15  9  

OVERALL BORROWER  
PERFORMANCE SCORE 

2.87 1.75 Poor 

 
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 

 3 1 
Proper M&E was not designed 
design  

    

    

Design Score 3 1  

M & E 
Implementati
on 

M & E Implementation 

 - 2 
Not identified, scored and 
justified by PCR. No proper 
M&E system was implemented  

    

    

    

Implementation Score - 2  

M & E Use 

 - 1 

Not identified, scored or 
justified by Bank staff PCR... 
No proper M&E was in use. 
Quarterly Progress reports 
were produced. 

    

Use Score - 1  

 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 PCR does not provide 
adequate evidence and 
analysis to justify the ratings 
accorded to the various 
sections. This PCR lacks 
annexes and no AM was 
prepared by the team to add to 
available evidences to justify 
the rating.   

2. Extent of objectivity PCR assessment 
scores 

2 

The objectivity of the PCR 
scores is questionable as most 
criteria assessed were over 
scored. The level of objectivity 
of PCR assessment score is 
inadequate.    

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) 

2 

Some inconsistencies exist in 
some sections of the PCR and 
variations between statements 
in the text and the ratings have 
been noted. On timeliness, the 
slippage on completion is twice 
nearly twice the original project 
period of 30 months. Actual 
disbursement records in the 
annex show excessive over 
expenditure on operating costs 
and high level of under 
expenditure in on the core 
components that would have 
benefited the beneficiaries. 

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

2 

Not all the factors affecting 
design and implementation 
were captured in the PCR, 
Annexes and BTO.  

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

2 

Some of the safeguards and 
fiduciary issues we tackled. 
But alignment and 
harmonization but PCR is 
silent on the extent of 
coordination with other 
partners   

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

1 

Inadequate as no M&E system 
was established to collect 
sufficient data on this and PCR 
did not assess this as the 
project was mainly institutional 
support and capacity building.  

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

2 

Accessible evidence in the 
PCR lacking and no detailed 
information is available in the 
annexes. No AM was prepared 
by the PCR team.  

8. Extent to which lessons learned (and 
recommendations) are clear and based on 

1 
Lessons formulated are 
presented as separate 
recommendations for the 
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the PCR assessment (evidence & 
analysis): 

Recipient and the Bank and 
are therefore irrelevant as 
lessons 

9. Extent of overall clarity and 
completeness of the PCR  

2 

The extent of overall clarity 
and completeness of the PCR  
is evaluated as unsatisfactory 
as there are critical gaps in the 
data to complete the PCR   

Other (to be specified)   

PCR Quality Score 1.8 Unsatisfactory 

PCR Compliance with Guidelines (PCR/OM; OPEV)                        

1. PCR Timeliness 4 

PCR was produced less than 6 
months after project closing 
and within one month of the 
fielding of the PCR mission.     

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

2 

The PIUs of Uganda and DRC 
and the Bank field office staff 
participated in the PCR filed 
work. No indication that other 
partners participated in the 
PCR preparation. No recipient 
PCR was available for 
comments.  

3. Other aspect (Specify) 
Compliance with the conduct of MTR 
 

1 

No MTR was undertaken 
during the course of project 
implementation to facilitate 
corrective actions  

PCR Compliance Score 2.3 Unsatisfactory 

 


