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PCR EVALUATION NOTE (Form) 
 

 
Eastern Nile Irrigation and Drainage Study (ENIDS) Multinational 

 

1. Basic Project Data 
    Country:  Multinational (Ethiopia, 

Egypt and Sudan) 

Project SAP Reference/No: 2100155002167 

P-ZI-AAC-003 

    Project Title : Eastern Nile Irrigation and Drainage Study (ENIDS) 

    Sector : Agriculture  Appraisal/Planned Actual 

    Theme   Project Costs (MUA) 1.98 million  

Amount cancelled (MUA) 122,958.07 --/Grant (MUA) 1.75 million 1,533.056.10 

PCR Date 24/01/2011 Cofinancing (MUA) 0.23 million 0.35 million 

PCR Evaluation Note Date 13/07/2011 Board Approval Date  31/03/2004 

    Partners  Signature Date   28/01/2005 

 :Effective Date 15/05/2004 28/01/2005 

 Mid-Term Review NA  

 Project Completion Date 30/11/2005 30/09/2010  

Project Officers (Names) Designation (HQ or FO)   

None 

Mr. Nono Matondo-Fundani 

Mr. B. B. Sidibe 

Mr. A Abou Sabaa 

Mr. Ken B. Johm 

Mr. Hallemriam Hallemeskel 

Mr. Dosso Harouna 

Regional Director 

Regional Director 

Sector Director 

Sector Director 

Task Manager 

Task Manager 

PCR Team Leader 

At Approval 

At Completion 

At Approval 

At Completion 

At Approval 

At Completion 

 

Evaluator/consultant: Benedict P. Satia Peer Reviewer/Task Manager:  Foday Turay 

 
 
2. Project Description  
 
a. Rationale and Expected Impacts: 
Irrigation is more than a means of producing food. It is one of a number of vehicles for social 

development, contributing to rural employment and the alleviation of poverty; and in the particular 

context of the Eastern Nile countries, irrigation is also a privileged vehicle for regional cooperation, as 

well as a means to generate benefits across the sub-basin through concerted utilization of resources. 

The above underpins the rationale for which the Eastern Nile Subsidiary Action Plan (ENSAP)  countries , 

Ethiopia and Sudan plus Egypt decided to seek Bank Group’s support to realize the Eastern Nile 

Irrigation and Drainage Study (ENIDS). The Study was to demonstrate the benefits of joint action in the 

field of irrigation and drainage among Eastern Nile Countries and lay the foundations for long-term and 

fruitful cooperation at the sub-basin level. The Study was equally expected to strengthen the capacity of 

policy and technical staff of the countries through experience sharing, joint review and discussion of the 

challenges and opportunities and design of better mechanisms for integrated sub-regional initiatives for 

irrigation and drainage development in the Eastern Nile sub-basin
1
.  

  

 b. Objectives and Expected Outcomes: 

                                                 
1
 The two countries directly concerned in the project were Ethiopia and Sudan. However, it is in the interest of 

Egypt as a member of ENSAP to follow closely what was happening in the project. Therefore Egypt was an active 

participant in the project.  
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. The specific objectives of the study were: (i) to ascertain the viability of the projects proposed by the 

riparian countries in relation to water abstraction technology, generation of new water resources, 

financial parameters, social and environmental desirability; prioritize them; prepare the most promising 

ones (with a total area of about 15,000 ha) up to the feasibility level and (ii) to prepare guidelines for the 

selection of Irrigation and Drainage projects at the regional level; assess needs for institutional and 

legislative reform through review of consistency of respective Governments’ policies towards rural 

development, with respect to subsidies , tariffs, trade restrictions amongst countries, incentives etc.; 

and propose a common agenda on irrigated agriculture development for the Eastern Nile Countries for 

the medium and long-term. 

 

The expected outcomes were two: Feasibility Study of the best 15,000 ha completed (7,500 ha of Dinger 

Bereha in Ethiopia and 7,500 ha of Wad Meskin in Sudan), investment ready projects identified and 

prepared for launching. Ii) Cooperative Mechanisms proposed, with projects for implementation, and 

detail guidelines for identification and study of national and regional irrigation projects prepared. 

Additional outcomes were detail action plan including costs estimates for improving water use efficiency 

and productivity of small-scale irrigation schemes in (a) Amhara (618 ha), Tigray (80 ha) and Oromiya 

(182 ha) regions of Ethiopia (b) in Rahad 1 (50,000 ha) in Sudan prepared.  

  

 c. Outputs and Intended Beneficiaries: 
The targeted outputs were: a) diagnosis and planning report, b) Feasibility Study report for the site in 

Ethiopia and in Sudan, c) Site Investigation Report for the Site in Ethiopia and Sudan; and d) Additional 

outputs consequent to the modification of the terms of reference were Pilot Study report for irrigation 

schemes in Ethiopia and in Sudan. The main beneficiaries were the Eastern Nile Technical regional Office 

(ENTRO) and Ministry of Water Resources of Ethiopia, Ministry of Irrigation and Water Resources of 

Egypt and Ministry of Irrigation and Water Resources of Sudan. 

 
d. Principal Components and/or Activities: 
The Study had two Components or sub-studies: i) The Engineering sub-study comprised (diagnosis and 

feasibility studies) and included two sub-components: Ethiopia Development Projects and Sudan 

Development Projects; and ii) The Cooperative Regional Assessment sub-study (CRA) involving three 

phases (Inception, Analysis and Finalization and Conclusion). In addition to the originally planned 

activities, Site Investigation Studies that provided input to the Feasibility studies and Pilot studies on 

improving water use efficiency and productivity in Ethiopia and Sudan were also conducted. 

  
 
 
3. Evaluation of Design and Implementation  

 
a. Relevance of Project Design and Readiness for Implementation  

This review concurs with the PCR reporting that overall, the project design and readiness for 

implementation was good. For example, it was designed and formulated in a participatory manner, was 

informed of lessons learned from past experiences of Bank and other donor supported projects on 

irrigation. The main weaknesses were that risks were not captured in the log-frame, the timeframe of 18 
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months for implementing the project failed to take into account the multinational character of the 

operations
2
, and the activities involved were underestimated in the Appraisal Report, because some 

indispensable outputs were overlooked.   

 

 b. Project Cost (including Borrower Contribution), Disbursements, and Adherence to Schedules 
(as relevant to project performance):  
The PCR reporting on this section was complete and fair with information provided in the annexes. The 

original commitment for the Study was UA 1.75 million of which UA 1,627,041.93 (93%) was disbursed 

and UA 122,958.07 was cancelled. ENTRO was expected according to the Appraisal Report to contribute 

UA 0.23 million (6%) of the total budget. Counterpart contribution by ENTRO at completion was the 

equivalent of UA 0.35 million, surpassing the amount at appraisal by about 40%. Procurement processes 

were completed with no outstanding issues, in conformity with Bank’s standard documents and 

procedures. The financial management system of ENTRO was found to be good.  

   

 c. Implementation Arrangements, Conditions and Covenants, and related Technical Assistance: 
The PCR reporting was fair but incomplete as the PCR did not refer to the implementation arrangements 

with ENTRO as the Executing Agency, the Technical Coordinating Committee (TCC) and Steering 

Committee etc. The Borrower appointed a full-time Regional Project Coordinator who with the three 

National coordinators of Egypt, Ethiopia and Sudan, provided all relevant documents and the necessary 

facilitation and guidance to the Consultants and critically reviewed and improved the quality of the 

reports. ENTRO complied with grant covenants and procurement conformed to Bank rules and 

procedures.  The Bank conducted 6 supervision missions. This review endorses the assessment that the 

performance of the Consultant for the main study (Engineering and CRA components) as well as the soil 

investigation was judged to be fair because the reports were of inferior quality (unsatisfactory); while 

the performance of the Consultant for the Pilot studies on water use efficiency in Ethiopia and Sudan 

was good. The project encountered contract implementation delays totaling about 46 months, which 

affected project performance in terms of timeliness but not in the quality of outputs and outcomes. The 

main reasons for the delay were attributed to, among others; delay in signing the protocol agreement 

and fulfillment of grant conditions; underestimation of the activities in the Appraisal report; lengthy 

procurement procedures, delay in disbursements; inaccessibility of sites in rainy season, etc.   

  
d. Monitoring & Evaluation Design, Implementation, & Utilization: 
The indicators and the M&E plan as agreed at appraisal were simple, clear, adequate and realistic to 

analyze the results of the Study, and no other plan was developed. The main indicators were the reports 

of the components and at each phase of the Study. The monitoring (assessment of the quality of the 

reports) was undertaken by the TCC, the Bank and the Eastern Nile Subsidiary Action Program Team 

(ENSAPT) as agreed at Appraisal. The draft final report of each component, in addition to reviews by the 

TCC and the Bank, were validated by stakeholders’ representatives of the three countries, at workshops 

organized by ENTRO. All reports (Draft and Final), were critically reviewed by the Bank and TCC and the 

quality of the reports brought to the required standards. In general the information generated was 

useful for decision-making. If the CRA outcomes are probably in jeopardy because of the situation in the 

Nile Basin in general, the outcomes of the Engineering sub-study and the Pilot study on efficient use of 

water are of the type “ready for implementation” with detailed design and bidding documents. In 

addition, the regional consultations held at different times and locations within the riparian countries 

were useful for experience sharing, joint review and discussion of the challenges and opportunities and 

                                                 
2
 PCR under Design of Project and Objectives states project could be achieved in 18 months but in the narrative 

clarifies that it failed to take into account the international character of operations and the supplementary studies. 
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design of better mechanisms for integrated sub-regional initiatives for irrigation and drainage 

development in the Eastern Nile sub-basin. 

  

e. Other Issues (such as Safeguards, Fiduciary): 
The borrower submitted regular reports to the Bank. Audit reports were also submitted regularly and on 

time. There were no deviations from the revised approved statement of expenditure and disbursements 

were in accordance with Bank procedures. 
 
 
 

4. Evaluation of Performance  
 
a. Relevance of project objectives  
The objectives were relevant at approval and are still relevant at completion because irrigation is seen 

not just as a means of producing food but also as one of a number of vehicles for social development, 

contributing to rural employment and the alleviation of poverty, and also a privileged vehicle for 

regional cooperation. Furthermore, the objectives are consistent with the development strategy of the 

concerned countries regarding integrated development, conservation and equitable utilization of water 

resources as pillars for development. In addition, the were consistent with the Bank’s Integrated Water 

Resources Management Policy of promoting joint management of Transboundary water resources and 

they were equally consistent with the Vision of the International Consortium for Cooperation on the Nile 

(ICCON) to achieve sustainable socio-economic development through equitable utilization of, and 

benefit from, the common Nile Basin water resources. The objectives are further relevant to the needs 

of the people in promoting confidence building across the region and setting the ground for enhanced 

food security, improved livelihoods of the rural population and sustainable natural resources 

management in the respective countries. This review concurs with the PCR reporting that the relevance 

of the project objectives is good. 

 
 b. Effectiveness in Delivering Outputs  
The PCR rated the project good in delivering outputs. This review noted that the Study was expected to 

be completed in 18 months; it was finally completed in 60 months but with additional outputs which 

were indispensable/critical to the to ensuring the main outputs on the Engineering Component of the 

Study were of the excellent quality. This was accomplished without any costs over-run.  The pilot studies 

were considered useful because a key finding of the Engineering sub-study was that water scarcity was a 

major basin wide development challenge. These additional outputs compensate for delays in delivery, 

and this review agrees with the PCR rating the project good in delivering outputs.  

 

c. Effectiveness in Achieving Outcomes  
All the targeted outcomes were achieved, that is, all the required reports were reviewed and approved 

by the stakeholders and also submitted to the Bank. This review rated the effectiveness of the project in 

achieving outcomes very good which is the same as the PCR. 

  
d. Efficiency in Achieving Outputs and Outcome  
The PCR rated the project very good in delivering outputs and outcomes, which logically should translate 

to it being both highly efficient and highly effective. This review concurs and for the following reasons. 

Viewed in terms of process the Study was expected to be completed in 18 months; it was finally 

completed in 60 months but with additional outputs which were indispensable/critical to the to 

ensuring the main outputs on the Engineering Component of the Study were of good quality. This was 
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accomplished without any costs over-run. On the basis of the above, this review concurs with the PCR 

that the Study was very good in achieving outputs and outcome.   

  
e. Project/Development Outcome (DO)   
The development outcome of the project is assessed as good. 

  
f. Risk to sustained achievement of Project Outcomes  
The current situation in the Nile Basin as a whole could jeopardize the good achievements of the Study 

and is a risk to the sustained achievement of project outcomes, particularly the Cooperative Regional 

Assessment component. The risk is assessed to be substantial. 

  
g. Additional Outcomes/Impacts (positive and negative, not captured in the logframe):  
Soil investigation studies which included soil, topographic and geotechnical surveys were necessary to 

provide valuable inputs to the Feasibility Study; ii)  Pilot studies on improving water use efficiency and 

productivity in Ethiopia and Sudan, and iii) a study tour to assess best practices in the field of large scale 

irrigation and drainage developments in Egypt3 were three additional outcomes.  

 

 h. Performance of Borrower  
The Borrower and Executing Agency demonstrated ownership of the project at all phases of the Study. 

Actual disbursement of counterpart contribution surpassed amount envisaged at appraisal by 40%. The 

Borrower provided all relevant documents and the necessary facilitation and guidance to the 

consultants, closely supervised the works of the TA providers, critically reviewed all reports and brought 

the quality to the required standard. ENTRO as the Executing Agency performed well and ensured 

smooth coordination of the Study. The Study was achieved, with additional outputs, without costs over-

runs.  Both the PCR and review agree that the performance of the Borrower was satisfactory.  

  
i. Bank Performance  
Good quality of project design and readiness for implementation together with Bank’s responsiveness to 

changing conditions, for example, the inclusion of the additional Site Investigation Studies contributed 

to the quality of the results of the Project. The Bank also monitored the project closely, and in 

collaboration with Borrower re-wrote reports to bring them to the required standard. The Bank Group’s 

performance in jointly administering the Project was assessed by the PCR to be satisfactory; and this 

review concurs.  
 
 
 
i. Overall Assessment  
Despite delays the project achieved its outputs and outcomes. The project demonstrated the benefits of 

joint action in the field of irrigation and drainage among Eastern Nile Countries and laid the foundations 

for a long-term and fruitful cooperation at the sub-basin level. The regional consultations held at 

different times and locations within the riparian countries were instrumental for experience sharing, 

joint review and discussion of the challenges and opportunities and design of better mechanisms for 

integrated sub-regional initiatives for irrigation and drainage development in the Eastern Nile sub-

region. The overall assessment of the project is very good. 
 
 

                                                 
3
 Not mentioned in the PCR but in Aide Memoire of supervision mission of 1 to 12 June 2009. 
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5. Key Lessons, and Recommendations: 
 
a. Lessons Learned 
No lessons provided in PCR. However, Aide Memoire of Technical Completion Mission on the project 

listed some lessons. The two important ones are: Implementation schedule of multinational operations 

like ENIDS should factor in the multinational character of operations which require relatively more time; 

Special Account, to cover some miscellaneous expenses related to review and consultation workshops, 

should be opened with the Executing Agency to reduce delays, rather than have all payments made 

from Bank Headquarters. 

  
b. Recommendations  
 
 
6. Comments on PCR Quality and Timeliness 
The PCR was concise, comprehensive and of good quality scoring good in 5 of the seven quality criteria 

that were applicable and was less performant in two. It was elaborated in collaboration with the 

borrower and contained all the mandatory annexes. The assessment of scores was evidence-based and 

adequately reflected the narrative as presented; however, it did not provide the lessons emanating from 

the project. The PCR was delivered in time and complied fully with the Guidelines. It is rated satisfactory 

and additionally exemplary in the involvement of the Borrower in its elaboration as was evident from 

the Technical Completion Report Mission on the Project.   

  
 

 
ASSESSMENT SUMMARY 
7. Ratings: PCR OPEV Review Justification/Reason for 

Disagreement/Comments 

Relevance of objectives 3 3  

Relevance of design 3 3  

Effectiveness in delivering 

outputs: 

3 3  

Effectiveness in achieving 

outcomes: 

4 4  

Efficiency in achieving outputs & 

outcomes -Timeliness: 

3 3  

Efficiency in achieving outputs & 

outcomes –other criteria 

3 3  

Overall efficiency in achieving 

outputs & outcomes 

4 4  

Development Outcome 3 3  

Risk to sustained achievement 

of project/development 

outcome: 

3 3  



7 
 

Borrower Performance: 3 3  

Bank Performance: 3 3  

Quality of PCR:  3 Exemplary in the involvement of 

Borrower in the process 

 
 

8. Priority for Future Evaluative work: Project for Performance Evaluation Report, 
Impact Evaluation, Country/Sector reviews or Thematic Evaluation Studies:     
    
Review does not recommend a performance evaluation of any kind at a later date.      

- 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: 
 
 
Manager Clearance &Signing Off                                                                       
 
 
 
 
Data sources for validation: 

• Task managers/Bank staff interviewed/contacted (in persons, by phone & email) 
• Documents/reports and database 

The following documents were scrutinized in carrying out this review: Project Appraisal report, 

PCR, Supervision Missions Reports (Aide Memoire and BTORs), Audit Reports and Financial 

Statements. 

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  
 

Eastern Nile Irrigation and Drainage Study (ENIDS) Multinational 
(Ethiopia, Egypt and Sudan) 

 
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 

 

 Justification/ Reason for 
deviation/Disconnect/ 
Comments 

Relevance of 
project 
Objectives & 
Design 

Relevance of project Objectives  

1. Project objectives were relevant 

to country development priorities. 
3 3 

The objectives were relevant to the 

development priorities of the 

participating countries (Ethiopia, 

Egypt and Sudan) and were expected 

to contribute to attaining their 

agricultural sector goals.    

2. Project Objectives could in 

principle be achieved with the 

project inputs and in the expected 

time frame. 

4 2 

Could be achieved with the resources 

but not within the timeframe 

because of the multinational 

character of operations. 

Inaccessibility of sites in rainy season, 

underestimation of the activities was 

other reasons. 

3. Project Objectives were 

consistent with the Bank’s country  

or regional strategy 

Not 
Scored 

4 

They were also in accordance with 

the Bank’s Integrated Water 

Resources Management Policy of 

promoting joint management of 

Transboundary water resources.  

4. Project Objectives were 

consistent with the Bank’s 

corporate priorities 

Not 
Scored 

4 

It is consistent with the Bank’s Vision 

in general and in particular, with the 

Bank’s objective to promote regional 

integration. 

5. Ex-post Relevance of 
objectives  

Not 
Scored 

4 

The objectives are still relevant 

because irrigation is seen not just as 

a means of producing food but also 

as one of a number of vehicles for 

social development, contributing to 

rural employment and the alleviation 

of poverty, and also a privilefged 

vehicle for regional cooperation.  



9 
 

Relevance of project Design -Project Design & Readiness for Implementation 

1. The log frame presents a 

logical causal chain for 

achieving the project 

development objectives. 

Not 

Scored 
3 

Presented a logical causal chain 

from the activities, the outputs, 

the validation of the outputs by 

ENCOM and Bank; outcomes 

consisting of regional “win-win” 

projects validated by regional 

experts and submitted for 

execution to meet regional 

sector goal. 

2. The log frame expresses 

objectives and outcomes in a 

way that is measurable and 

quantifiable. 

Not 

Scored 
4 

Objectives and outcomes as 

presented were measurable and 

quantifiable; they were mainly 

reports of the Study, 

Supervision mission reports by 

Bank, and comments of the 

Steering Committee, ENSAPT 

and stakeholders.  

 3. The log frame states the 

risks and key assumptions. 

Not 

Scored 
2 

States important assumptions 

but no risks. 

4. Project complexity was 

matched with country 

capacity and political 

commitment. 

Not 

Scored 
3 

The political commitment was 

there through ENCOM and 

participating countries who also 

demonstrated that they had the 

capacity to match the 

complexity of the project 

through their significant input 

to the process, updating Reports 

to required standard. 

5 Project design includes 

adequate risk analysis. 

Not 

Scored 
1 

There was no risks analysis  

   6. Baseline data were 

available or were collected 

during design. 

Not 

Scored 
3 

Was not available, it was to be 

collected by the Study. But 

responsible Governments were 

to provide the Consultant all 

available reports, Master plan 

Studies, maps and other related 

documents. 

7. Project procurement, 

financial management, 

monitoring and/or other 

systems were based on those 

already in use by 

 government and/or other 

partners.  

Not 

Scored 
2 

All procurement & financial 

management were based on 

Bank Rules and Procedure. They 

were not already in use in the 

Executing Agency ENTRO. All 

payments were to be made from 

Bank headquarters to 

Consultant. 

8. Responsibilities for project 

implementation were clearly 

defined. 

Not 

Scored  
4 

Responsibilities of Consultant, 

Steering Committee, Executing 

Agency, Technical Coordination 

Committee, the Bank etc. were 

clearly defined. 

9. Necessary implementation 

documents (e.g. 

Not 

Scored 
3 

Clear terms of reference for 

Experts on the study teams 
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specifications, design, 

procurement documents) 

were ready at appraisal. 

were developed as well as 

Schedule of Implementation. 

Designs were not necessary but 

there are no records showing 

procurement documents were 

ready at appraisal. 

10. Monitoring indicators and 

monitoring plan were agreed 

upon during design. 

Not 

Scored  
3 

By signing the Contract the 

Consultant consented to the 

indicators in the TOR 

Achievement 

of Project  

Outputs* 

Output 1: Diagnosis and 

planning Report produced.  
3 3 

Reviewed by Bank and TCC and 

Technical Committee of ENSAPT 

on behalf of ENCOM 

Output 2.1: i Feasibility study 

reports for 2 sites in Ethiopia 

and Sudan produced. 

 

Output 2.2: Detail site 

investigation; soil, 

topography and geotechnical 

information gathered in 

Ethiopia and Sudan.    

3 3 

 

 

Reviewed by Bank and TCC and 

Technical Committee of ENSAPT 

on behalf of ENCOM 

Output 3.1: CRA Inception 

Report produced  

 

Output 3.2: CRA  Analysis 

report produced 

  

Output 3.3: CRA Finalization 

and conclusion report 

produced 

  

Output 3.4: Guidelines for 

identification and study of 

irrigation and drainage 

projects produced.  

3 3 

 

 

 

 

 

 

Reviewed by Bank and TCC and 

Technical Committee of ENSAPT 

on behalf of ENCOM 

Output 4: Draft Pilot study 

reports for irrigation schemes 

in Ethiopia and Sudan 

produced. 

2 2 

 

Reviewed by Bank and TCC and 

Technical Committee of ENSAPT 

on behalf of ENCOM 

Overall Output weighted 

Score 
11 11 

 

Achievement 

of Project 

Outcomes 

Outcome 1.1: 1 Potential 

irrigable areas investigated 

and ranked. 

 

Outcome 1.2: Outcome 1. 2: 

The best 15,000 ha selected 

for feasibility study.    

4 4 

 

Reviewed by Bank and TCC and 

Technical Committee of ENSAPT 

on behalf of ENCOM 

And 

Validated by Regional 

Workshop and forwarded to 

Bank and ENCOM 

Outcome 2: Investment ready 

projects identified and 

prepared for launching in 

Ethiopia and Sudan  

4 4 

Reviewed by Bank and TCC and 

Technical Committee of ENSAPT 

on behalf of ENCOM 
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Outcome 3.1: Cooperation 

mechanisms proposed 

Outcome 3.2: Detail 

guidelines for identification 

and study of national and 

regional irrigation projects 

prepared.  

4 4 

Reviewed by Bank and TCC and 

Technical Committee of ENSAPT 

on behalf of ENCOM 

And 

Validated by Regional 

Workshop and forwarded to 

Bank and ENCOM  

Outcome 4: Rehabilitation 

proposed with detail action 

plans including cost estimates 

for improving water use 

efficiency and productivity of 

small-scale irrigation pilot 

schemes in Ethiopia and 

Sudan prepared  

4 4 

 

Reviewed by Bank and TCC and 

Technical Committee of ENSAPT 

on behalf of ENCOM 

 

And 

Validated by Regional 

Workshop and forwarded to 

Bank and ENCOM  

OVERALL PROJECT 

OUTCOME SCORE 
4 4 

 

Additional 

Outcomes (not 

captured in the 

logfarme)  -their 

importance 

rated as high; 

substantial; 

moderate; 

negligible 

Institutional Development 3 3 

Regional consultations were 

instrumental for experience 

sharing, joint review and 

discussion of the challenges 

and opportunities and design 

of better mechanisms for 

integrated sub-regional 

initiatives for irrigation and 

drainage development in the 

Eastern Nile sub-region 

  

Gender - - 
 

Environment & Climate 

Change 
- - 

 

Poverty Reduction - - 
 

Private Sector Development - - 
 

Regional Integration - - 
 

Other (Specify) 

(Omitted in original design or 

terms of reference) 

  

: i) Soil investigation which 

included soil, topographic and 

geotechnical surveys were 

necessary to provide valuable 

inputs to the Feasibility Study; 

ii)  Pilot studies on improving 

water use efficiency and 

productivity in Ethiopia and 

Sudan, and iii) a study tour to 

assess best practices in the field 

of large scale irrigation and 

drainage developments in 

Egypt.   
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Efficiency in 

achieving 

outputs & 

outcomes  

Timeliness (in adhering to the 

original closing date) 
2 2 

Originally planned for 18 

months, it took 60 months. 

Grant approved on 

31/03/2004, and works 

completed on 30/06/2010. 

Rates of returns (Specify if 

applicable) 
- - 

Not calculated 

Other Criteria (Specify) - - 
 

OVERALL PROJECT 

EFFICIENCY 
3 3 

 

Risk to 

Sustained 

achievement of 

Project 

Outcome** 

Key Risks (Specify common 

risk factors to be a basis for 

rating)  

3 3 

The current situation in the Nile 

Basin as a whole could 

jeopardize the good 

achievements of the Study and 

is a risk to the sustained 

achievement of project 

outcomes, particularly the 

Cooperative Regional 

 

* 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. 

 

** Overall risk to sustained achievement of project outcome is rated as follows:  

(i) High (H)  : 4 

(ii) Substantial/significant ( S) :   3 

(iii) Moderate (M) :   2 

(iv) Negligible (N):  1 

(v) UTS 

(vi) NA 
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Criteria Sub-Criteria 
PCR  
Work 
Score 

OPEV 
Review 

 

Justifcation/Reason for 
disagreement/ 
Comments 

Bank 
Performance 

Design and Readiness 

1. Project Objectives were 
relevant to country 
development priorities. 

3 3 

The objectives were relevant to the 

development priorities of the 

participating countries (Ethiopia, 

Egypt and Sudan) and were 

expected to contribute to attaining 

their agricultural sector goals.     

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

4 2 

Objectives and outcomes as 

presented were measurable and 

quantifiable; they were mainly 

reports of the Study, 

Supervision mission reports by 

Bank, and comments of the 

Steering Committee, ENSAPT 

and stakeholders.  

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

Not 
Scored 

3 

They were also in accordance with 

the Bank’s Integrated Water 

Resources Management Policy of 

promoting joint management of 

Transboundary water resources.  

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

Not 
Scored 

3 

It is consistent with the Bank’s 

Vision in general and in particular, 

with the Bank’s objective to 

promote regional integration.  

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

Not 
Scored 3 

Presented a logical causal chain 

from the activities, the outputs, the 

validation of the outputs by ENCOM 

and Bank; outcomes consisting of 

regional “win-win” projects 

validated by regional experts and 

submitted for execution to meet 

regional sector goal.  

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

Not 
Scored 

4 

Objectives and outcomes as 

presented were measurable and 

quantifiable; they were mainly 

reports of the Study, 

Supervision mission reports by 

Bank, and comments of the 

Steering Committee, ENSAPT 

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

Not 
Scored 

2 
States important assumptions 
but no risks.  

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

Not 
Scored 

3 

The political commitment was 
there through ENCOM and 
participating countries who 
also demonstrated that they 
had the capacity to match the 
complexity of the project 
through their significant input 
to the process, updating 
Reports to required standard.  
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9. Project design includes 

adequate risk analysis. 

Not 

Scored 
NA 

There was no risks analysis  

10. Project procurement, financial 

management, monitoring and/or 

other systems were based on 

those already in use by 

 government and/or other 

partners.  

Not 

Scored 
2 

All procurement & financial 

management were based on 

Bank Rules and Procedure. They 

were not already in use in the 

Executing Agency ENTRO. All 

payments were to be made 

from Bank headquarters to 

Consultant.  

11. Responsibilities for project 

implementation were clearly 

defined. 

Not 

Scored 
4 

Responsibilities of Consultant, 

Steering Committee, Executing 

Agency, Technical Coordination 

Committee, the Bank etc. were 

clearly defined.  

12. Necessary implementation 

documents (e.g. specifications, 

design, procurement documents) 

were ready at appraisal. 

Not 

Scored 
4 

Bank made available to 

Borrower all necessary 

documents, (Clear terms of 

reference for Experts on the 

study teams; Schedule of 

Implementation. And 

procurement documents).  

13. Monitoring indicators and 

monitoring plan were agreed 

upon during design. 

Not 

Scored 
4 

The Appraisal Report already 

contained all the requisite 

indicators, additional indicators 

were provided with the 

supplementary studies. 

Monitoring plan was already 

agreed upon. 

14. Baseline data were available 

or were collected during design. 

Not 

Scored 
4 

Was not available, it was to be 

collected by the Study. Bank 

requested the different 

Governments to provide the 

Consultant all available reports, 

Master plan Studies, maps and 

other related documents.  

Project Design and Readiness 

Sub-Score 
3 3 

 

  

    

Criteria Sub-Criteria- PCR Score 
OPEV 

Review  

Justification/ Reason for 

deviation/Disconnect/ 

Comments 

Bank 

Performance 
Supervision- 

 
1. Bank complied with: -  

 

 • Environmental 

Safeguards 
- NA 

 

 

• Fiduciary Requirements - 3 

Met all its obligations but could 

have opened a Special Account 

with ENTRO to facilitate 
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operations. Audit reports were 

regular; Break-down of project 

costs by components and 

source of financing, as well as 

revised budget following the 

addition of supplementary 

studies provided. 

 • Project Covenants - 3 
Satisfactorily complied with, no 

reported incidences. 

 

2. Bank provided quality 

supervision in the form of skills 

mix provided and practicality of 

solutions. 

- 3 

Record show Bank fielded at 

least 6 Supervision Missions 

(PCR did not provide 

details).Number of missions for 

5 year project is inadequate and 

skills mix was also inadequate.  

 

3. Bank provided quality 

management oversight. 
- 3 

Oversight management was 

adequate based on 

correspondence between Bank 

and ENTRO on project 

implementation. 

 
PCR was delivered on a timely 

basis 
- 4 

Was delivered in time. Project 

closed on 30/09/2010 and PCR 

submitted on 24/01/2011. 

 
Supervision Sub-Score  - 3 

 

 OVERALL BANK PERFORMANCE 

SCORE 
3 3 

 

 

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 Score 
PCR-EVN 

Validation  

Justification/ Reason for 

deviation/Disconnect/ 

Comments 

Borrower 

Performance 
Design and Readiness- 

1. Responsibilities for project 

implementation are clearly 

defined. 

- 3 

ENTRO ensured respect of 

responsibilities of Consultant, 

Steering Committee, Executing 

Agency, Technical Coordination 

Committee; as defined and 

agreed at appraisal. 

2. Necessary implementation 

documents (e.g. specifications, 

design, procurement 

documents) are ready at 

appraisal.- 

- 3 

ENTRO took delivery of the terms 

of reference for Experts as well as 

Schedule of Implementation from 

the Bank  appraisal.  
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3. Monitoring indicators and 

monitoring plan are agreed 

upon and baseline data are 

available or are being collected 

- 3 

Where agreed upon by Borrower 

and Bank at appraisal and 

eventually by the Experts 

consented to the indicators in the 

TOR, by signing the Contracts. 

Respective Countries inventoried 

available documents, maps, 

plans, etc to be given to 

Consultant. 

Project Design and Readiness 

Sub-Score 
 3  

 
Implementation 

1. Borrower complied with:    

• Environmental 

Safeguards 
 NA  

• Fiduciary 

Requirements 
- 4 

ENTRO had competent staff 

which ensured procurement and 

financial management issues 

were adequately treated. Audit 

reports submitted regularly and 

on time. There were delays with 

procurement, etc. because 

payments were made from Tunis. 

Borrower exceeded its 

disbursement as agreed at 

appraisal by over 40%. There 

were no costs over-run despite 

inclusion of two supplementary 

studies. 

• Project Covenants - 3 

There were delays in meeting 

pre-loan agreement but besides 

there were no issues. 

2. Borrower was responsive to 

Bank supervision findings and 

recommendations. 

- 3 

Borrower through ENTRO and 

TCC supervised and evaluated the 

work of the TA provider, 

collaborated effectively with the 

Bank and ensured Reports were 

of acceptable standards. 

3. Borrower collected and used 

of monitoring information for 

decision-making. 

- 3 

No clear evidence information 

generated was used by countries 

but participants from 

implementing countries members 

of TCC and participants at the 

various workshops that were 

organized by ENTRO probably 

used the information in their day 

to day work as irrigation workers.  

Implementation Sub-Score  3 3  
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OVERALL BORROWER  

PERFORMANCE SCORE 
3 3  

 

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 

 

This section falls under Partnership with TA Provider according to the PCR reporting 

 

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 

Clear, adequate and realistic M 

& E system in place 
 3 

System was clear, simple and 

realistic, consisted of various 

reports which were reviewed by 

TCC, ENTRO and the Bank, 

through workshops and on a 

lapse-time basis. 

Monitoring indicators and 

monitoring plan are agreed 

upon during design 

 3 

By signing the Contract the 

Consultant consented to the 

indicators in the TOR, and ENTRO 

and implementing countries and 

Bank were all in agreement. The 

performance of the TA provider 

was scored 2 in the PCR. 

Baseline data were available or 

collected during design 
 3 

Was not available, it was to be 

collected by the Study.  

Responsible Governments 

provided the Consultant all 

available reports, Master plan 

Studies, maps and other related 

documents.  

Design Score  3  

M & E 

Implementation 
M & E Implementation 

Adequately staffed and 

equipped M & E function 
 3 

The TCC was composed of the 

best brains in the three countries 

on irrigation and PCR reported 

that they strengthened the 

Reports produced by the 

Consultants 

Borrower collected and 

analyzed relevant M & E 
 3 

The review process through TCC 

and the Regional Validation 

workshops ensured proper 

analysis of the reports 
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(information collected in the 

Study) 

    

 3 3  

Implementation Score    

M & E Use 

Borrower used monitoring 

information for decision-

making. 

 3 

No clear evidence information 

generated was used by countries 

but participants from 

implementing countries members 

of TCC and participants at the 

various workshops that were 

organized by ENTRO probably 

used the information in their day 

to day work as irrigation workers.  

    

Use Score  3  

 OVERALL M & E  

PERFORMANCE SCORE 
 3  

 

 

 

 

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: 

4 

Concise, 

comprehensive and 

of good quality and 

provides good base 

to score the different 

sections. 

2. Extent of objectivity of PCR assessment scores 4 

Objective and scores 

were evidence-

based. 

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 

There were no 

observed 

inconsistencies. 

4. Extent of identification and assessment of key 

factors (internal and exogenous) and unintended 

effects (positive and negatives) affecting design and 

implementation: 

3 

There was no 

analysis per se on the 

design but 

statements 

concerning the 

reasons for delays  

highlighted the 

insufficiencies in the 
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design and 

implementation. 

5. Adequacy of treatment of safeguards, fiduciary 

issues, and alignment and harmonization 
- 

This was not 

applicable as it was 

part of the outcome 

of the study. 

6. Extent of soundness of data generating and 

analysis processes (including rates of returns) in 

support of PCR assessment: 

- NA 

7. Overall adequacy of the accessible evidence 

(from PCR including annexure and other data 

provided) 

3 

Most information 

was available and 

annexes provided 

valuable additional 

information except in 

the case of number 

of supervision 

missions. 

8. Extent to which lessons learned (and 

recommendations) are clear and based on the PCR 

assessment (evidence & analysis): 

2 

Not given in the PCR 

but in the BTOR on 

Project Completion 

Mission 

9. Extent of overall clarity and completeness of the 

PCR  
 

Was concise and 

clear. 

Other (to be specified)   

PCR Quality Score 3  

PCR Compliance with Guidelines (PCR/OM; OPEV) 

1. PCR Timeliness (On time = 4; late = 1) 4 

Project closing date 

was 30/09/2010, PCR 

was delivered on 

24/01/2011 

2. Extent of participation of Borrower, Co-

financiers & field office in PCR preparation*** 
4 

Developed in closure 

collaboration with 

Executing Agency 

with significant 

contribution of the 

participating 

countries. 

3. Other aspect (Specify, e.g. completeness & 

relevance of annexes; supporting document list) 

*** 

4 

Fully complied with 

the Guidelines, 

provided all the 

obligatory annexes 

and supplementary 

information. 

PCR Compliance Score 4  

*** rated as high/exemplary (4), or substantial/significant (3), or moderate (2), or negligible (1) 
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