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EXECUTIVE SUMMARY

BACKGROUND

1. At the Second Negotiation Meeting of Contribatty SDF 7, the Bank was requested to prepare
a paper that addresses lessons learned from SBFadd 6 and how these should influence choices on
how to deliver the SDF 7 themes. This paper examthe modalities used for delivery of assistance
under SDF 4, 5 and 6 and identifies what has beamnéd, particularly with regard to design
requirements, implementation performance, integnatdf cross-cutting themes and achievement of
expected results.

2. The information on performance is drawn from letest available annual review of performance
by the Project Performance Evaluation System (PPE®H from evaluation studies or
performance/progress reports on SDF 4, 5 and Gelsw/the most recent assessment reports on desamp
of 5 of the 21 modalities identified.

OVERVIEW OF PERFORMANCE OF VARIOUS MODALITIES

3. Performance ratings were available in PPES rfojepts in 16 of the 21 modalities; and, for one
modality not covered by PPES, performance scoree @aeailable from an independent evaluation of a
sample of 37 ‘operations’. For all 16 modalitiesvered by PPES, the average variance between the
original and current targeted completion time wagative, and for 6 (37.5%). The average cost
efficiency was highly satisfactory for 3 modalitiaed satisfactory for 12 others. On the basisRE®P
indicators performance with respect to efficacystaimability and institutional development was ngide
as well, particularly in the case of institutiom@velopment. The average overall performance sgase
highly satisfactory for 9 of the 17 modalities fwhich scores were available. The better performing
modalities were: solid waste management; techaigdlvocational education; immediate response loans;
essential infrastructure and services; rehabilitatand expansion of productive capabilities; natura
disaster rehabilitation; natural disaster managéraad risk reduction; and social investment furids.
these 9 modalities the Bank and, especially indhge of social investment funds, the borrower has
accumulated considerable experience, especialthendesign of interventions, and this experience is
reflected in overall performance.

4, Average scores for strategic relevance werehhightisfactory and for poverty relevance was
highly satisfactory or better for all but one matya{micro and small scale enterprise developmeht).
the modalities are seen as aligned with the stiatelgjectives of SDF and contributing directly to
achieving one or more of the Millennium Developm@&uals (MDGs) and related Caribbean-specific
targets.

REVIEW OF EXPERIENCE FOR A SELECTED SAMPLE OF MODAL ITIES

5. A more detailed examination of implementatiorpariences with a sample of 5 modalities
indicated many common lessons relating to shorthegsin implementation performance and in results
achieved. These short-comings are not inheretitarchoice of modalities but arise from a number of
factors:
() detailed designs of interventions needed to be radeptive and flexible in order to
accommodate local conditions and inevitable changpsoject circumstances over time;

(b) some project objectives required a pace of changthé behaviours of institutions,
communities and professionals that was too rapid,;



(© the design and implementation arrangements for sfibamational, community
development interventions needed to be less complexder to make implementation
manageable;

(d) the challenges of sustainability required morenags attention;

(e) policy and institutional frameworks in Borrowing ktber Countries (BMCs) did not
always provide the necessary support for projetdrirentions, especially for social
development projects;

() the human resources available in both BMCs andQhgbbean Development Bank
(CDB) were sometimes inadequate;

(9) the training needs of beneficiaries of social depeient interventions to ensure
successful implementation and sustainability of thenefits from projects were
sometimes underestimated;

(h) CDB policies and procedures and the bureaucraBM@s needed to be more flexible;

)] supervision by CDB, patrticularly of multidisciplina community development projects
needed to be more supportive; and

(), more supportive follow-up action by CDB and BMCsreveneeded, to cement or
reinforce achievements after project completion.

6. Despite the shortcomings identified, throughwhgous modalities employed in its interventions,
CDB has been making a substantial contribution twing participative development from rhetoric to
reality and is championing empowerment of peopledj in poor communities in the BMCs. It has
created an awareness of the need for, as welladezh a more inclusive development process arg pat
and, in some modalities, it has begun to addressnged for a more comprehensive development
framework and strategy. Without the SDF these wtalde been difficult for the Bank to achieve. The
review also indicates that for those modalitiesninich CDB and BMCs have extensive experience
overall performance, as assessed by PPES, hasdoeemendable; and the implication is that, if
effective mechanisms are put in place to quickBniify and incorporate lessons of experience in CDB
and BMC operations, performance in all modalitiesld be enhanced.

CONCLUSIONS AND RECOMMENDATIONS

7. There are no compelling reasons for SDF 7 tm@dya or make major changes in the modalities
used in SDF 4, 5 and 6, despite gaps between peamid performance. The gaps result from difficsltie
with the processes between conceptualisation ohgdgheand the translation of these concepts and
objectives into practical, actionable project designd interventions in less than ideal circumstanc
where the people, institutions and countries inedlare sometimes not yet fully equipped to mandige a
aspects of proposed changes.

8. SDF 7 could employ essentially the same modalitas before but should emphasise
reinforcement of the strategic framework alreadyetteped, consolidation of changes already in teaid
setting more realistic achievable targets to albodficient time for transformational rather tharsowtic
change. In particular, to better address mosthef areas of difficulty identified, managing for
development results (MfDR) should be enhanced aeepehed as a central process in all future
interventions.



9. Towards this end, more effort and resources ldhbe invested in a strategic and systematic
process to develop the policies, institutions, piggtions, human resources, information systems and
tools required to design and manage projects teeetlesired development results and to sustajegro
benefits. CDB is already making interventionshis tirection. However, they are sporadic andaisal
rather than strategic, integrated and systematid; 2DF 7 should be used, in part, to support a more
comprehensive strategy and programme to build eaphcity at the national, sub-regional and rediona
levels. This should form the core of the TA pragnae. CDB should also address internal issues &sich
inflexibility, human resource limitations and inag&te supervision which make MfDR difficult or
impossible. The full support of BMCs for thesdiatives would be critical.



1. INTRODUCTION

Background

1.01 Historically, reduction of poverty has beere tprincipal focus of the Unified Special
Development Fund [SDF (U)]. Successive cyclesF $iave sought to intensify and sharpen the focus
on poverty by devising strategic agendas and dpgrarinciples that could be translated, by medns o
various modalities, into concrete forms of assistato poor people. Over time, this has meant doing
some things differently, doing more in some areasl doing different things, in light of experiersed
changes in the circumstances of BMCs, for exantpige have been significant innovations in thegfesi
of successive Basic Needs Trust Fund (BNTF) progras; in an effort to improve targeting, so that the
poorest of the poor in beneficiary communities ifiefi®m BNTF; and Shelter Development and Special
Mortgage facilities were introduced to cater topew-income households whose incomes are too tow t
give them access to the traditional low-income haumortgages financed by SDF.

1.02 At the Second Negotiation Meeting of Contribatto SDF 7, the Bank was requested to prepare
a paper that addresses lessons learned from SBFadd 6 and how these should influence choices for
SDF 7 on how to deliver on themes. This paper emamthe modalities used for delivery of assistance
under SDF 4, 5 and 6 and identifies what has beamnnéd, particularly with regard to design
requirements, implementation performance, integnatdf cross-cutting themes and achievement of
expected results.

Objectives and Approach
1.03  Specifically, this paper seeks to identify:
(a) What is being learned from the use of various irgetion modalities in the programmes
and projects financed by SDF, particularly with aeb to design requirements,
implementation performance, integration of cros$hog themes and achievement of

expected results; and

(b) What improvements should be considered for SDF thh végard to the use of various
modalities in the light of lessons learned?

In this review the terrmodality refers to anodus operandi or way of intervening in BMCs that seeks to
bring about a generic type of change or resiilhe projects that have been categorized as beigrigi
the same modality conform to a general pattermteivention or development model with closely samnil
objectives.

1.04 The principal resources used in conducting thi& degew were:

(@ Progress Report on the Multi-cycle Evaluation offléd SDF 4 and 5, June 2008;

(b) Status Report on the SDF- Sixth Cycle, May 2008;

Y The term modality as used in this paper shouldistinduished from ‘financing instruments’ or ‘fineing mechanisms’ (eg investment loans)
that are used to transfer financial resourcessistBMCs in reaching their development objectiedalities do necessitate the use of financial
mechanisms, but many different modalities mayagithe same financing mechanism. However, in sases; a financing instrument may be
used by a single modality.
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(© Mid-term Evaluation of the BNTF 5, Final Report (Mh, 2008);

(d) Progress Report on Implementation of the CDB’s RgvReduction Strategy (March,
2008);

(e) Annual Report of the SDF 2007 (April, 2008);

() SDF (U) Mid-term Review Final Report (November, ZR0

(9) Evaluation Study of TA Operations of CDB 2000-2@®arch, 2007);
(h) Assessment of the CDB SLS (March, 2005);

® Annual Review of the Performance of the ProjectiL®artfolio Under Implementation
for the Year Ended December 31, 2006 (latest alvigilReview);

(), Implementation and Progress Report for SDF 5 (Gut@b04); and
(k) Performance Review — SDF Cycle IV Final Report (8eyper, 2000).

1.05 All of the abovementioned sources placed some dioits on the balance and scope of the
review. In particular, the assessment reports tbride be more oriented towards identification of
problems/issues and the lessons to be learned grofviems encountered rather than with identifying
lessons from what worked well and therefore do megd to be fixed. This has made it difficult to
identify the merits of the various modalities te tame degree as their weaknesses. In additthough
numerical scores are assigned to the different uneaf project performance in PPES it is important
recognize that:

(@) Numerical scores (which are assigned by projecemugors to individual projects) may
encourage a false sense of objectivity and accurattye assessment of project performance
— though averages computed from individual progedres are likely to be a more reliable
performance indicator provided there is no systantdas in the individual scores; and

(b)  The full result (outcomes and impacts) of projexteiventions become manifest only after
some time, and they seldom follow a linear andlgasedictable path, so that what may be
seen as destined to fail or as failure may, as saltreof an unanticipated change in
circumstances, produce or exceed the desired @suilte versa.

Based on the foregoing caveats, one should beocssuith interpreting the findings of this reviewchn

be assumed with some confidence that the findingd o areas of weakness and strengths. However, i
is less definitive about the seriousness of anyjknesses identified, especially by the PPES whidcthilis

in the process of resolving unsettled methodoldggsaies with respect to quantitative measuremént o
performance.



2. OVERVIEW OF PERFORMANCE OF VARIOUS MODALITIES

2.01  Within the broader strategic objectives of Chi®e strategic framework for SDF is centred on
poverty reduction as the main focus and, withirs thitmework, emphasis on five key concerns of
Contributors to SDRyiz.:

(@ Addressing the MDGs in the Caribbean;

(b) Environmental sustainability and disaster risk e and management;

(© Regional cooperation and regional integration;

(d) Gender equality; and

(e) Enhancing development effectiveness.
2.02 Using a ‘poverty prism’, all of CDB’s intervigons are viewed in the context of their impact on
three primary (thematic) areas for reducing povartgt improving the quality of life of poor peoptethe
Caribbean:

(@) Enhancing capabilities;

(b) Reducing vulnerabilities; and

(© Good governance.
Table 1 lists the various modalities used in CDHmerventions to achieve these impacts. The
categorisation of modalities/projects under themateas is not very rigid, because the vast mygjofit
interventions contribute to more than one area.bleld also summarises, for each modality, the
(weighted) average performance scores for projgetventions that fall under each modality as agsks

by PPES for projects under implementation in 200®&e performance scores for TA are based on an
independent evaluation of a sample of 37 ‘operationMarch 2007.



TABLE 1: PERFORMANCE % IN 2006, OF VARIOUS INTERVENTION MODALITIES OF PR_OJECTS FUNDED BY

SDF 4, 5 AND 6 IN THE PERIOD 1996-2006, CLASSIFIEDACCORDING TO THE POVERTY PRISM

No. No. Total SDF | Avg.¥ Avg. Avg. Avg. Avg. Avg. Avg. Avg.

Inter- Benefi- Funding Timing Strategic | Poverty | Efficacy | Cost Inst. Sustain- | Overall

ventions | ciary For Perfor- Relevance | Rele- efficiency Dev. ability Perfor-
Thematic Areas and Modalities Coun- Modality mance vance Impact mance

tries (USD’000) % Score

Capability Enhancement
Emergency Tourism Promotion Prog. 8 8 2,455 NA NA NA NA NA NA NA NA
Solid Waste Management 6 6 5,750 -5.5(5) 7.5(5) 6.4(5) 6.8(5) 5.3(5) 7.4(5) 5.4(5) 6.7(5)
Student Loan Scheme (SLS) 22 10 26,700 -.3(18) 7.1(18)| 6.3(18)| 5.7(18) 5.5(18)| 4.2(18)| 5.8(18)| 5.8(18)
Technical and Vocational Education 5 4 15,067| -10.0(1) 7.5(1) 7.5(1) 4.5(1) 5.0(2) 7.5(1) 5.5(1) 6.1(1)
Nat. Res. Management/Ecotourism Dey. 1 1 1,314 -5.0(1) 7.0(2) 6.0(1) 5.0(2) 6.0(1) 5.5(1) 5.0(2) 5.6(1)
Rural Enterprise Development Projectg 5 5 15,254 -25.3(5) 7.6(5) 7.4(5) 4.8(5) 4.8(5) 5.6(5) 5.1(5) 5.8(5)
Essential Infrastructure and Services 19 8 70,256 -5.3(8) 7.7(8) 6.7(8) 6.6(8) 6.3(8) 5.0(8) 6.4(8) 6.7(8)
Rehab/Expand Productive Capabilities 4 4 19,997 | -45.2(4) 7.5(4) 6.6(4) 6.5(4) 5.9(4) 6.0(3) 5.3(4) 6.5(4)
Micro- and Small-Scale Enterprise Dev 13 9 6,288 | -14.6(9) 6.5(9) 5.2(9) 4.6(9) 3.5(9) 3.9(9) 4.3(9) 4.6(9)
Microfinance Guarantee Programme 1| Regional 10,000 NA NA NA NA NA NA NA NA
Vulnerability Reduction
Immediate Response 19 11 8,960 -1.0(7) 6.2(7) 6.2(7) 6.9(7) 5.6(7) 1.6(7) 2.5(7) 6.0(7)
Nat. Disaster Rehabilitation 14 6 61,213 -4.7(7) 7.5(7) 7.0(7) 6.2(7) 5.8(7) 0.9(7) 5.9(7) 6.4(7)
Nat. Disaster Mgt/Risk Reduction 4 2 9,930| -21.0(4) 7.1(4) 6.8(4) 5.5(4) 5.8(4) 5.2(4) 5.9(4) 6.0(4)
Social Investment Funds 2 2 10,422 | -12.2(2) 7.8(2) 8.5(2) 7.0(2) 7.5(2) 8.0(2) 7.0(2) 7.7(2)
Basic Needs Trust Fund ? 5 75,950 NA NA NA NA NA NA NA NA
Low-income Housing 4 3 6.795 -8.9(2) 6.9(2) 5.8(2) 5.3(2) 5.7(2) 2.8(2) 6.0(2) 5.7(2)
Shelter Development 4 3 8,123 | -29.2(4) 7.0(4) 7.0(4) 5.2(4) 5.1(4) 5.6(4) 5.3(4) 5.9(4)
Early Childhood Education 2 2 9,240 | -46.4(2) 7.4(2) 6.1(2) 5.3(2) 5.9(2) 6.3(2) 6.0(2) 6.0(2)
Basic Education 5 4 14,971 -5.8(4) 7.2(4) 6.5(4) 4.8(4) 4.8(4) 5.2(4) 5.3(4) 5.6(4)
Good Governance
Policy-based Loans 2 2 18,000 NA NA NA NA NA NA NA NA
Grant-Financed TA* - BMCs - NA 7.0(37)| 4.9(37)| 4.7(37) 4.7(37)| 3.4(37)| 3.6(37)| 4.6(37)

? Based on the weighted averages of the latest peafice scores in the PPES, for projects under imgigation, at year-end 2006. The average performancee_pis
calculated as: p sum(each SDF approval for the modality x PPES Scoré)(sum of all SDF approvals for the modality) for projects still under implementation in 2006.
Source: Annual Review of the Performance of thr@det/Loan Portfolio Under Implementation for themy ended December 31, 2006

% The numbers in parenthesis indicate the numbentefientions from which the weighted average scaresderived. Scores for projects approved aft@62enhd projects
completed before 2006 are not included in the ages for 2006. No data was available in PPES ferBmergency Tourism Promotion and the MicrofinaGemrantee

Programmes.

“ Based on a review of the performance of a sampB¥ gfrojects approved between 2000 and 2004. Athttic areas are covered by the sample.
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2.03 The range of distinguishable modalities showhable 1 (21) is a menu of sorts and indicates th
breadth of options usually pursued in the iderdifan/selection and design of interventions. Thisge
reflects the demands and preferences of BMCs dsaw € DB’s own limitations as a small development
bank, constrained by a small pool of availablefste§ources and a relatively narrow range of skills
compared to larger multilateral development banks.

2.04 Performance ratings were available from PRES6 of the 21 modalities listed in Table 1; and
for technical assistance (TA), which is not covebgdPPES, the performance scores shown were taken
from an independent evaluation of a sample of ®érations’ done in 2007 . On the negative side, th
table shows that average ‘Timing Performance’ ioFSunded projects under implementation in 2006 —
i.e., the variance in time between the original aondrent completion target — is negative for every
modality covered in PPES and is in excess of 1596 fof the 16 modalities (37.5%). The average ‘Cost
Efficiency’ is highly satisfactory (scores betwe&0 and 7.9 out of a maximum possible score offdi0)
only 3 modalities, is satisfactory (scores betwéé®nand 5.9) for 12 (75%), and marginally unsatisfey
(scores between 2.0 and 3.9) for 1 (6.3%). Averpgeformances with respect to ‘Efficacy’,
‘Sustainability’ and ‘Institutional Development Impt’ are also very modest, with the latter being th
area of weakest performance.

2.05 Table 1 also indicates areas of strength foB @nd BMCs - demonstrated by the concentration
of interventions in particular modalities and/or toghly satisfactory overall scores (between 6.0 @9

out of the maximum possible score of 10). The nitida where demand and/or performance are at their
greatest include: solid waste management; esseimiedstructure and services; rehabilitation and
expansion of productive capabilities; natural disasehabilitation; and social investment fundsedé
are modalities in which the Bank and, in the casksocial investment funds, the borrower have
accumulated considerable experience, especiallyeirdesign of interventions. It suggests that CDB a
BMCs have been learning from experience in thesdafitees; and acceleration of the rate of learning
from experience in other modalities could raisdqrarance.

2.06 In all but one modality, the Average PovergiedRance and Average Strategic Relevance are
highly satisfactory or better. This indicates tlta¢ various modalities are aligned with the sgiate
objectives of SDF and, as shown in Table 2, allthif modalities listed contribute directly to the
achievement of one or more of the Caribbean-spedffDGs and related targets. Although these
observations do not rule out the need to expandaglify existing modalities or to devise new onégyt
strongly support the conclusion that current effdsy CDB are being targeted in the right direction.
Weaknesses in planning and implementing proje@dilkely the main obstacles to success in achieving
expected results.

2.07 In the following Section, a more detailed esviof experiences with a sample of five modalities
is presented. The review will attempt to identfigm the reported implementation experiences with
sample, the important lessons to be learned wispe@ to future interventions by CDB/SDF. The
sample comprises:

. two modalities in which substantial ongoing effoarsd resources are concentrated, and
which have the potential to enhance their impacseveral MDGs — the Student Loan
Scheme (SLS) and the Basic Needs Trust Fund (BNTF);

. two modalities in which attempts have been madeddress a critical need in the
majority of BMCs, but the limited number of intentens to date might indicate a need
for adjustment or a new approach - Shelter Devetospmand Rural Enterprise
Development; and

. TA operations.



TABLE 2: MODALITIES DIRECTLY CONTRIBUTING TO ACHIEV

EMENT OF

CARIBBEAN-SPECIFIC MDGs

Caribbean-Specific MDGs

Directly Contributing

Modalities®
Target | Targets
Goal 1. Eradicate Extreme Poverty and Hunger
1 Halve, between 1990 and 2015, the proportioneafpfe who fall below the BNTF, CTCS, IRL,
poverty line NDM, PBLs, REPS,
REDPs, SLS
2 Halve, between 1990 and 2015, the proportion edpfe who suffer from NDM, PBLs, REPS,
hunger REDPs, SLS
3 Halve, between 1990 and 2015, the proportion essgns without access {0BNTF, EIS, IRL, NDR,
basic services SIF
4 Halve, between 1990 and 2015, the proportiones$gns living in inadequateLIH, SDP
housing
Goal 2. Achieve Universal Primary Education
5 Ensure that, by 2015, children everywhere (baykgirls alike) will be able to BED, BNTF, ECE, SIF
complete a full course of primary and secondarypstihg, up to Grade 12.
Goal 3. Promote Gender Equality and Empower Women
6 Eliminate gender disparity in primary and secopdaducation, preferably by BED, ECE, SLS, TVE
2005, and in all levels of education no later tR@a5
7 Eliminate gender disparity in income and occupati opportunities at all CTCS, REDPs, SLS,
levels and in all sectors, no later than 2015 TVE
8 Reduce by 60% by 2015 all forms of gender-basadénce TA
Goal 4. Reduce Child Mortality
9 | Reduce by two-thirds, between 1990 and 2015unkler-five mortality rate | BNTF, SIF, SWM
Goal 5. Improve Maternal Health
10 Reduce by three-quarters, between 1990 and 2@d Haternal mortality ratio| BNTF, EIS, SIF, SWM
11 Universal access to reproductive and sexuattheatvices through the primanBNTF, EIS, SIF
healthcare system by 2015
Goal 6. Combat HIV/AIDS, Malaria and Other Diseases
12 Have halted by 2015 and begun to reverse tleadmf HIV/AIDS TA, BNTF
13 Have halted by 2015 and begun to reverse thidence of malaria and otherEIS, BNTF
major diseases
Goal 7. Ensure Environmental Sustainability
14 Integrate the principles of sustainable develemmnto country policies andNRM, SWM, TA
programmes and reverse the loss of environmerdalrees
15 Halve, by 2015, the proportion of people withcsustainable access to safBNTF, EIS, SIF
drinking water and improved sanitation
16 Have achieved by 2020, significant improvemémtke lives of at least 70% ofBNTF, EIS, NRM, SIF,
persons living in poor communities SLS
17 Construct and implement a vulnerability index foe Caribbean within the TA

next five years, which is sensitive to economicgigoand environmenta
threats

Goal 8. Develop a Global Partnership for Developmen

Support for this goal is integral to the Bank’s m@i®ns and to the SDF. It is also supported byoreg TAs

financed by SDF

S Key: BED — Basic educationBNTF - Basic Needs Trust Fund&ECE — Early Childhood EducatiorElS — Essential
infrastructure and serviceETP — Emergency tourism promotiohRL — Immediate response loaristH — Low income
housing;MGP — Microfinance guarantee programm&SE — Micro- and small-scale enterprise developm&iM — Natural
disaster managementiDR — Natural disaster rehabilitatioflRM- Natural resources management/ecotourism developme
PBLs — Policy-based loansREDPs — Rural enterprise development proje®E&EPS — Rehab/expansion of productive systems;
SDP — Shelter Development ProjectS|F — Social Investment Fund§LS — Student Loan Schem&WM — Solid waste
managemenfTA — Technical Assistanc@VE — Technical and Vocational education.
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3. REVIEW OF EXPERIENCES FOR A SELECTED SAMPLE OF M ODALITIES
SLS
3.01 In 1972, CDB initiated the SLS. Under the Schefumds are provided to BMCs in the

Organisation of Eastern Caribbean States, the [RiggenTerritories and Belize for on-lending at
concessionary rates to individual students to fieaheir education and training at the tertianelevihe
SLS has undergone several adjustments in its tpady lifespan. The broad experience of the ojmerat
of the Scheme and its current status are summairidgolx 1.

BOX 1: EXPERIENCE WITH STUDENT LOAN SCHEME ¥

Design

Implementation
Performance

Integration of Cross-
cutting Themes

Results

Needs to be redesigned
make it a more purposefu
flexible, sustainable an
cost-effective mechanism fg
poverty-reduction ang
capacity-building in BMCs.

Stronger linkages betwee
SLS, BMC and CDB
strategic  objectives  ar
required as well as mo
effective mechanisms fq
persons from poo
households to access loans

A more comprehensiv
system for monitoring an
evaluating both financial an
non-financial aspects nee
to be incorporated into th
Scheme.

tdiverse
dused by DFIs.

| of administrative operationg

approaches {
[, administration of the SLS ar
Weakness
rare evident in the efficienc

the approval of student loar
and communications wit
rclients. In 2003, for the
seven DFIs for which
einformation was available
ethe level of arrears range
rbetween 1.36% and 16.18
r of the value of student loan
. In the same year, the level
defaults was much highe
£ (5.61% to 41.00%). Th
1 management of the Schen
dby DFIs needs to be put on
dsnore sustainable footing.

e

oGender
ehighlighted by the Schem
egind it provides a usefy
yvehicle for understandin

nand
» issues. Overall the majorit

MoThe poorest segments
sthe population who ca
pbenefit from training have

c because
neequirements.

disparities  ar|

,and addressing househg
overty, gender inequalit
capacity-building

of beneficiaries are femal
, but the gender ratio varie
dwidely between countriesg

limited
of

access
securit

rvery

a

eThe SLS is the principal
eexternal source of fundin
Isupport for countries to mes
g their human resourc
Idlevelopment needs for tertia
yeducation and training i
science, technology an
ymanagement. It has beg
emaking a significant
scontribution  to capacity
.building and, indirectly, tg
pfpoverty reduction. Special SL
nwindows to benefit person
» from poor households are
, relatively recent innovation an
ydirect contributions to povert
reduction in poor household
through these arrangemen
have been limited.

ot

y

o -

eN

< O
R N2

3.02

(@)

The main lessons learned from the SLS experiare:

The SLS would have a much greater potential toestdmajor BMC concerns such as

poverty reduction, capacity-building, gender edyaéind economic development if a
more targeted, programmatic approach with a lotgen- perspective and strategy is

used.

(b)

overty reduction.

¢ Source: Assessment of the CDB SLS Volume 1: Firegdd®t, March 2005.

7 -

Flexibility is essential to maximising beneficimhpacts of student loans, especially on
direct p



(c)

In order to enhance the efficiency and effectivenafsthe SLS and maintain a focus on

strategic issues, more comprehensive and rigoraustoning of both the financial and
non-financial aspects of SLS is required.

(d)

The limited administrative staff resources and sigtt arrangements currently

employed to manage the SLS at the country levelra@equate to deliver an effective

servi

ce to clients.

Rural Enterprise Development Projects (REDP)

BOX 2: EXPERIENCES WITH RURAL ENTERPRISE DEVELOP MENT”
Implementation Integration of Cross- Results

Design Performance cutting Themes

The basic design was overdmplementation was slow andThe expected synergy inThe interventions made
ambitious and requires [aoperationally difficult to manage these multidisciplinary| some progress towards their
governance  environmentin a coherent framework. Tjomulti-objective projects was poverty  reduction  and
and professional have succeeded, projects needeery difficult to foster,| economic growth objectives.
capabilities  that  was continual technical support fromdespite the holistic design.However, there were

lacking in the BMCs. In thg
future, interventions shoul
continue to seek to expar
economic opportunities i
rural areas and enhance t
capacities of poor people {
respond to opportunitieg
however, designs need

be less generic, have few
objectives (by targeting

few key strategic levers g
change), have less complg
project structures and b
more  congruent  with
available local institutiona]
and
capabilities. Ideally, key
project personnel should b
identified and involved

professional and lengthy vacancies.

herovided by CDB.
osuffered from a wide range
;technical problems and erro
ioften as a result of pog
emanagement decision
abureaucratic hurdles a
finappropriate use of skills. The
exvere difficulties recruiting anc
eretaining qualified and
experienced professional
resulting in high staff turnove

e

from the formulation stage

2 a multidisciplinary supervision Project
dteam rather than the periodiaunable to consolidate publ
dnspectorial supervision visits bysector support or to managevere fair
n lone project supervisors that werend integrate the multiplicity
Projectsof objectives and cross

managers we

fcutting themes (such 3
sbuilding community
rorganisations, gendd
sequality, HIV/AIDS

rawareness, environment a
eMfDR). This resulted in par,
] from bureaucratic constrain

on and weaknesses of proje
Ismanagement, as well as fro
rweaknesses of monitorin

and evaluation systems a
procedures  within  thg
various projects.

edisparities between promig
cand performance. Resul
for the more
tangible components i
-which CDB has considerab
sexperience (e.. building rura
financial services/access

rmicro-credit, TA, equipmen
and physical infrastructure
ndBut progress fell far short g
I expectations, and is unlikel
sto be sustained, fo
obbjectives concerned wit
nsocial transformation (suc
gas  building  sustainabl
netcommunity developmen
2 organisations, reform o
rural institutions and
community empowerment).

= D o O S =~

3.03 Since 2001, there have been no new REDPs. FivePRERproved and implemented since 1996
are based on essentially the same generic moddrdonsforming the lives of poor people in rural

communities.

They involve a holistic, very complexultidisciplinary, demand-led participatory

approach to addressing the cross-cutting themeshwimiderlie rural poverty. The results achievedilby
five REDPs have been disappointing for BMCs, CDRI dhe International Fund for Agricultural
Development (IFAD), which provided co-financing fibre projects). CDB had hoped that, through its
partnership with IFAD, which had considerably mergperience with rural poverty interventions, it kcbu

" Principal source: Comparative assessment of fo8 @nd IFAD-Financed Rural Enterprise Projects, Nag6.
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have ‘jump-started’ its poverty reduction inteniens in the rural sector. Box 2 summarises the droa
experience.

3.04 The main lessons learned from these expesearee

(a) Holistic, multidisciplinary, socially transformingrojects such as REDPs require robust
national policy and institutional frameworks to cdinate the disparate inputs required
and this is currently not found in BMCs;

(b) Prior to the introduction of projects with signéiat economic and social transformation
objectives, a rigorous analysis of the institutiomad political contexts (not just
productive systems) should be done to identify strategic levers for change and to
better locate them within existing local adminititra systems;

(c) Strengthening and supporting existing institutiansl organisations to effect change are
more likely to be efficacious than creating newitesd that typically have a transitory
legitimacy that does not survive beyond a project;

(d) Projects should be firmly rooted in local experierand take into account the human
resource limitations in BMCs and the training neefdall stakeholders;

(e) Implementation issues faced by projects with comeuctures, multiple and diverse
objectives and ambitious transformational expemtgtiover a relatively short time period
are greatly increased in number and complexity, gamed to projects that seek limited
incremental changes;

() Social projects require intensive supervision byatidisciplinary team empowered to
make significant adjustments in design during impatation in order to enhance project
effectiveness in achieving expected results; and

(9) Managing for development results (MfDR) requiredesign approach that emphasises
flexibility and empowers project managers, stakééd and project supervisors with
sufficient authority to make adaptive changes isigleand, when necessary, to use ways
other than those originally envisaged to achieymeeted results.

The highest proportion of poor people live in theat sector and CDB should make every effort to
resume its interventions in this sector. This [geesally important given the current world foodstsi

BNTF

3.05 BNTF seeks teeduce the vulnerability of persons in poor comrtiesiby improving their access

to essential public services, facilitating skillsevelopment, generating short-term employment
opportunities and strengthening organisations aiatealdvancing interests in reducing poverty in poor
communities in ten participating BMCs. Major chaagvere introduced in BNTF 5 to make it more
participative, enhance the ‘bottom-up’ approactergithen the capacity of beneficiary countriesatget
assistance to the poorest of the poor and makédhefits from the programme to poor communities
more sustainable. Innovations included mandatoggsures such as: formulation and use of a poverty
reduction action plan (PRAP) by each BMC that iikéid to the broader country development strategy;
tripartite agreements between beneficiary commesitBNTF offices (BNTFOs) and the sponsoring
public agency or civil society entity; and commyniteeds assessments. In addition, BNTF introduced
cross-cutting themes of gender, environment and DS, and a results-based approach. Towards this
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end, a monitoring and evaluation framework has beeveloped for use by BNTFOs. The major
experiences to date with BNTF 5, as reported inNh@term Evaluation Report, are summarised in
Box 3. The main lessons learned from the expegi¢nclate in implementing BNTF 5 are:

(@ Major changes in policy and procedures that have b® implemented by
institutions/countries with widely different caphiés but which share common
programme objectives might be more effectivelyadtrced in phases, thus allowing for
the possibility that weaker institutions can prateg a slower pace, learn from others
that are further along in the change process and &ecess to a wider range of practical
options for achieving desired results and impacts.

(b) Stakeholder consultation and acceptance of tedhnsaund and beneficial changes in
programme design does not remove major challengeeffecting changes unless
stakeholders are equipped with the skills and kaedgé required and are given adequate
time to put the redesign into action.

(© The time and skills required to effect bottom-upject planning and implementation are
consistently underestimated and this leads to listiesexpectations.

(d) Rigid, blueprint approaches to participatory comityudevelopment have less likelihood
of achieving expected results than flexible ada&pt@pproaches (especially in matters
such as staffing, procedures and funding limitst tallow for local differences in
capabilities, experience and other unique locaditmms to be accommodated.

(e) If community participation in all phases of the quioject cycle is to be strengthened,
sub-project consultants who play a major techniold in design and implementation
must be skilled or trained in participatory comntyrmevelopment.

BOX 3: EXPERIENCE WITH BNTF 5%
Design Implementation Integration of Cross-cutting Results
Performance Themes
Completion of 1,000 sub-projecis
The rationale for BNTF 5 is soundThe time frame betweep All sub-projects are required toin six years was targeted. This

and well-accepted by communi I
and government stakeholde

However, emphasis on a botton

ysubmission of requests ar
scommencement of work b
ncontractors ranges betweg

daddress gender equalit
y environmental managemery
2reustainability, socia

y,has not been achieved. A
tcountries are far below th
targets set in their PRAPs.

up approach, based on acti
community involvement in the
sub-project life cycle and rigorou
project screening and contracti
of approved work has slow

ve810 and 1,399 days. There g
2 large differences in

gountries  with  very slow
utilisation of funds in four

relevelopment,

gender-specific
have been

preventativ

maintenance and stakehold
sperformance between the terparticipation. A small number o

sub-projec
financed

elnterventions have led t
efmprovements at the communi
f and household levels in: health
sconditions; community morale;
.access to social infrastructur

<

L)

down disbursements. countries. More time and skill Environmental and  genderaccess to products, services, an
Approval procedures need to beare required to implement sub-analyses tend to be tdomarkets; and skills of males and
simplified and greater operationalprojects than is readily superficial. females in diverse areas.
flexibility —permitted to make| available in most BMCs| Governance/transparency  hpslowever, skills training has had
BNTF responsive and adaptive tdCommunity participation ig been improved with equallimited impact on income
the priorities of poor communities, evident in the design phase pfepresentation of the publicgeneration and employability of
country capacities and experiencessub-projects but is still sector and civil society on beneficiaries because of |a

challenged in other phasesCountry Project Steering scarcity of jobs.

particularly in implementation Committees.

and maintenance.

¥ Principal source: Mid-Term Evaluation of the BNBFinal Report, March 2008.
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3.06

Shelter Development Projects (SDP)

Halving the number of persons living in inad®® housing between 1990 and 2015 is an

important and challenging MDG for the Caribbearpa# from developing affordable housing solutions
for different household income segments, BMCs né&mdmake affordable land available; apply
affordable and safe building standards; streamiingtitutional arrangements and administrative
procedures related to planning approval, buildiodes, and land titling; and review squatter poticed
improve existing measures to control squatting, aenfibrce policies. CDB distinguishes between low-
income housing and shelter development/specialgage facilities. The latter is targeted at houki=ho
that are genuinely poor, at the lowest income ket could service a mortgage. Experiences with
SDPs are summarised in Box 4. The major lessoagpdrience from these interventions are:

(@)

(b)

(c)

(d)

(e)

Experienced project management dedicated to theemgntation of the project must be
in place in order to minimise cost and time oves;un

In cases where subsidies are given to enable loanie households to acquire quality
housing, restrictive covenants must be put in ptaggevent speculation;

Solutions to the problems faced by the specifiggapopulation must be a part of a
coherent system that ensures solutions to otheademroups;

To obtain the cooperation and commitment of thgetapopulation, beneficiaries should

be engaged in the entire relocation and re-hoysiogess. This includes identifying the

site for relocation, reviewing designs of the pregmb houses and, where applicable,
managing the facilities set up in the formally quied area; and

Community development practitioners/activists stidug engaged and trained to help in
the building of new and relocated communities.

BOX 4:

EXPERIENCE WITH SHELTER DEVELOPMENT ¥

Design

Implementation
Performance

Integration of Cross-
cutting Themes

Results

There is need for greate
flexibility to adjust income
eligibility ceilings in the face

of wage and price inflation.

There is a problem witl
defining what
housing’ is. This needs to h
addressed in order to bett

target

resources

‘inadequatg

and

measure progress towar

the MDG of halving the
proportion of persons living
inadequate

in

housin

between 1990 and 2015.

rProgrammes have been slq

disbursing, and negativel

affected by rising
construction and  desig
ncosts. This has made

o difficult to reach the genuin
epoor and provide them wit
enffordable  mortgages t
cacquire ‘adequate housing
d$n most cases, applican

needed new housing rath
y than renovation of existin

tsand little access to waterfacilities have been funded.

eand electricity.

J

g
)

ghomes because existin
home are ill-constructe
shacks.

o Principal sources: Progress Report on Implememtatib CDB’s Poverty Reduction Strategy, March 20@&rformance
Review SDF Cycle IV Final Report, September 2000.
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W he majority of benefiting CDB has demonstrated it can pe
yhouseholds are headed pw viable source of funding arnd
females. Sites owned orsupport for BMC attempts tp
noccupied by poor housesprovide adequate  housing
itcan have severgsolutions to poor households.
e environmental and socialHowever, despite proactivie
h challenges with promotion by CDB, since 1997,
pindiscriminate disposal of only four Shelter,
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Technical Assistance

3.07 An evaluation study’ of CDB'’s TA operations was completed in July 200% purpose was to
assess the development effectiveness of TA in dnéegt of the Bank’s increased emphasis on poverty
reduction, with a view to obtaining lessons of eixgece and recommendations for improving the
programme. Overall, in an examination of the penénce of a sample of 37 TAs, 54% were evaluated
as satisfactory or better, 38% were marginally tisisectory and 8% were unsatisfactory. The 11dess
learned were:

@) Staff supervision, including field supervision iscatical ingredient in project success.
Field visits at project inception and/or during lempentation can help to ensure or
strengthen project results through improved deshpiter assessment of institutional
capacity, more effective addressing of implemeaotatissues, and/or assessment of
evolving circumstances and adjustment of projesigiein the course of implementation.

(b) Flexibility in project design and in making adjugmts to changing circumstances in the
course of TA implementation can contribute to sjthaning project results. This is
especially the case in institutional strengtherdagéacity development TAs.

(© Linkages with other projects or programmes, eitt@icurrently or as a follow-on, can
contribute to project effectiveness, results admesnt and sustainability.

(d) The presence or absence of supportive and follovacipns can determine project
effectiveness and reduce or increase sustainabgiyg substantially. This relates both to
project design and to supportive and follow-up @attby both the beneficiary or other
agencies and CDB itself.

(e) Planning for some degree of continued monitorin@apropriate cases can strengthen
project outcomes and sustainability.

() Steps that can be taken to improve project desigghice project risk and strengthen
project results also include the use, in appropréatses, of particular expertise that can
be made available to the Bank and/or the beneficsuich as a Caribbean Technical
Assistance Centre taxation adviser or a Food andcélture Organisation or Pan-
American Health Organisation specialist.

(9) A more consistent application of CDB’s own TA expece and lessons learned could
also make a contribution to improving project dasigd results.

(h) Where a TA leads to development of sustainableaigpat can have a positive impact
far out of proportion to its modest budget. Sumthility is both important and difficult
and requires careful attention in project desigmplémentation monitoring and follow-up
action as appropriate.

® The TA programme needs to be more strategic andséatin order to have better results.

()] Managing for results requires information on parfance, which is generally lacking in
the Bank's TA operations. There is a general atsserfi end-of-project assessments by

19" An Evaluation Study of the TA Operations of CDB 268004, prepared by the International Developmeahdfiement

Advisory Group and Rideau Strategy Consultants7200
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CDB staff, whether in the form of a Project ComjgetReport (PCR) or otherwise. The
PPMS has also not yet been used as an active nmaeagé¢ool for TAs. With some
adaptation, there should not be a practical diffycun applying the standard performance
criteria and the Bank’'s PPMS reporting to TAs, otien possibly the smallest TAs, for
which a simpler end-of-project report could be used

(K) Specialised experience and skills are important #&ffective TA design and
implementation. These are not necessarily availatd all Projects personnel.
Experience since the disbanding of the Technicalp@oation Unit has also shown that
there are some central TA functions that haveridlg the wayside. This underlines the
importance of a central focal point for key aspeft3 A operations, as well as the need
for effective training and access to core TA exgrace and skills.

4. CONCLUSIONS AND RECOMMENDATIONS

4.01 Overall, what the present review has indicégetthat short-comings in the results achieved are
not inherent in the choice of modalities but arpee a number of factors:

(@) Designs for interventions needed to be more adaptnd flexible in order to
accommodate local conditions and inevitable/evgvichanges in the project
environment over time;

(b) Project objectives were sometimes over-ambitiougguiring too rapid a pace of change
in the behaviours of institutions, communities gnofessionals;

(© The design and implementation arrangements for sfoamational, community
development interventions needed to be less complexder to make implementation
manageable;

(d) The challenge of sustainability required more rig@r attention;

(e) BMC policy and institutional frameworks did/couldbtnalways provide adequate or
necessary support for project interventions;

() Human resources available in BMCs and in CDB wewéquate in some areas of
intervention;

(9) Training needs of beneficiaries of social developmeterventions for successful
implementation and sustainability of the benefitsrf projects were under-estimated,;

(h) CDB policies and procedures and bureaucracy in BhEesled to be more flexible;

® Supervision, particularly of multidisciplinary, conunity development projects was
sometimes inadequate and inappropriate; and

()] More supportive follow-up actions by CDB and BMC®r& needed, to cement or
reinforce achievements after project completion.

4.02 Despite the shortcomings identified, throughtarious modalities employed in its interventions

CDB has been making a substantial contribution ¢wing participative development from rhetoric to
reality and is championing empowerment of peoplieidj in poor communities in BMCs. It has created
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an awareness of the need for, as well as enabledya inclusive development process and path;iand,
many modalities, it has begun to address the rereal fnore comprehensive development framework and
strategy. Without the SDF these would have besditdlif to achieve. The review also indicates tHabh

the modalities employed by CDB are aligned withsitisategic objectives and are directly relevant and
contribute to achievement of the Caribbean SpediffiaGs. For those modalities in which CDB and
BMCs have extensive experience overall performéiasebeen commendable; and the implication is that,
if effective mechanisms are put in place to quidlentify and incorporate lessons of experiencEDB

and BMC operations, performance in all modalitiesld be enhanced. The major lessons identified in
the present review and their implications are abergd below.

Project Design

4.03 Simplicity is a great virtue in project desighlowever, design of projects to accommodate the
expansion in the range of cross-cutting objectaed thematic areas required to be addressed iy ever
intervention has increased their complexity to grde where many projects may be beyond the capacity
of the majority of available project managementf@ssionals to manage effectively and well. Some
interventions are being over-designed to coveryegenceivable concern, as was the case with tlee fiv
REDPs approved to date, and involve complex progdaictures, coordination of many competing
objectives and a level of leadership, authority eshmand over resources project managers do net hav
in the bureaucratic environments in which they iamplemented’. BNTF is similarly affected by the
complexity of addressing multiple objectives andnties with the result that the pace of implemermatio
has slowed and some areas are being superficiddlseased. On the other hand, in some interventions
like the SLS, simplicity may have been overdone t&y are under-designed to address key concerns
and achieve the level of effectiveness that isrdbk and achievable, because the design itself dea
superficially with some key issues. Another commdesign weakness in interventions has been adailur
to incorporate monitoring and evaluation framewdHes are amenable to implementation (i.e. indisato
that are easily measured by and useful to Progteif as well as BMCs and CDB) and which are
adequate for results management. These lessongefience indicate that poor design tends to lead t
disappointing results, and in future interventioc®®B should seek to ensure there is congruencecestw
design, available managerial and technical skilasible and reliable project information systemd a
expected results; and it should avoid designsattaipt to achieve too much in once-and-for-alldisg
interventions.

Pace of Change

4.04 It also is evident from the experiences dbedrithat CDB and Contributors to SDF need to
temper a desire for major changes in approach, asgshand outcomes, with realistic expectationstabou
the pace of change that is desirable and feastbene BMCs, particularly the less-developed members
could find it increasingly difficult/time-consuming access SDF resources in some programmes if new
requirements are rigidly adhered to without takinp account local capacity; and forcing the pate o
change can lead to cosmetic changes and a disrégatdnger-term strategic objectives, in order to
access resources or produce some quick tangiblétsesin this way, changes intended for the better
could become counter-productive. The implicatian that, in difficult and complex situations,
interventions should not attempt to do too muclorate, in a ‘once-and-for-all’/isolated interventien
difficult target groups and outcomes might be betteached by using a staged programmatic
development framework that allows for increase@lewf mobilisation driven by results, investmend a
commitment by beneficiaries and CDB, that is pabgddemonstrable successes along the way. For
example, in rural development interventions, it Imige more effective to design initial intervensoto

1 A paradoxical principle (the uncertainty principlebserved in complex systems, is that the moribies one attempts to
control the less predictable is the overall outcome
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transform one sub-sector such as fishing or fruit @egetable production and expand the intervestion
other sub-sectors on the basis of demonstrableesses achieved. Similarly, in the case of BNTF, it
might be more efficacious, in some countries, &dgally extend community participation to successiv
phases of the project cycle, starting with projeéesign, while investing in education and training t
enable communities to move beyond co-option to)asetion and contrdf BNTF should also consider
making multiple or staged interventions in the saoctenmunity® to achieve holistic community
development objectives. This approach will allow éommunities, development practitioners and other
stakeholders to progressively assimilate all elamehthe transformation process envisaged, ratizar
engage in cosmetic compliance with the requiremianteceiving financial assistance.

Complex, Transformational, Community Development Irierventions

4.05 Programmes and projects with significant comitgudevelopment components such as BNTF,
SIFs and REDPs are vitally important to reducinggsty and need to continue. However, to minimise
implementation difficulties experienced in the pastery effort should be made to reduce design
complexity and greatly simplify implementation régunents. Simplification should be possible by
means of more rigorous analyses of the instituti@mal political context (in addition to productive
systems) to identify a more limited number of &git levers to be targeted for effecting expected
changes in behavior and the location of these $ewdthin local institutions. The focus of intertems
should be on using these levers to effect changeoandevelopment of existing institutions. Multi-
layered management systems incorporating manydexeauthority (CDB, BMC governments, Project
Steering Committees, project managers, communitncits, etc.) should be avoided; and CDB itself
should insist on greater transparency in the datisiaking process at the country and communityl$eve
and, on this basis, delegate greater discretiondaotsion-making authority to country/communityéév
institutions.

The Challenge of Sustainability

4.06 Sustainability is critical to development effeeness. It is already one of the six key measof
project performance included in the PPES. Altho@PB currently assesses some important factors
affecting sustainability, such as financial, ecormand organisational viability, performance instiairea
has been disappointing. Other challenges affedirsiainability need to be addressed more direcity
robustly in future project design and appraisalirstly, although CDB should continue to insist on
BMC/sponsoring-agency commitments to maintain mitsjeit should place less reliance on this measure
and more emphasis on ensuring that there is alagyactical plan for follow-up supportive actionthwi
well- defined post-completion activities both by BXéponsoring agencies and by CDB. Plans should
include special funding for post-completion actestwhen needed. Secondly, the extent of support o
resistance from existing institutions and orgamses, including legal, regulatory and socio-poétic
frameworks needs to be explicitly assessed andeased. Funding should not be provided where
political commitment or ownership of a project isry doubtful, even when the potential benefits on
successful completion are substantial. At the sdime, in addressing critical issues affecting
sustainability of its development interventions, EEBannot afford to be frozen into inaction by péred
weaknesses in commitment or ownership; and it sheagage the political directorate at the highest
levels to forge consensus on viable paths/stepsh@vement of sustainability in the context ofsérg
frameworks.

121t is worth noting that, de facto, this has beeauwring to some extent with BNTF. However, evatushave
been inclined to see this as a weakness in theemmahtation of the programme.
13 This approach is being tried in at least one Lieiaey country.
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BMC Policy and Institutional Frameworks

4.07 In the majority of areas of intervention, gaicy and institutional frameworks in BMCs need to
be further developed to support the expected lefvefficiency, effectiveness and sustainabilitypobject
interventions. This was shown in the review of engnces with shelter development interventions.
Inadequate policy and institutional frameworks affected BNTF, SLS, REDPs and the sustainability o
the benefits from TA. It is somewhat surprisingfitad that institutional development impact is the
weakest area of performance, as assessed by th®. PBHrprising because it is already part of the
practice of CDB to incorporate into project intamtiens assistance to BMCs to design or revise igslic
strengthen key institutions/organisations and dgveldequate information systems in support of ptoje
interventions; and a substantial proportion of dtalone TA operations is also targeted at capacity-
building/institutional development. What this erpace suggests is that the benefits of institation
development interventions are not easily sustahesduse of the administrative and professionallifiag
associated with the very small institutions thasex BMCs. Capacity-building has been less fmghnd
more sustainable at the regional and sub-regioeetld through mechanisms such as functional
cooperation institutions (such as already existigher education, the judiciary, trade negotigtion
telecommunications, climate change, etc.) and mé&brand formal cooperation arrangements for pooling
human and information resources (such as netwaortaasociations of health professionals, sta@siii
engineers, project management professionals,@i. is already focusing TA on strengthening regiona
and sub-regional institutions and in the futureuti@dopt a more strategic approach to TA operation
that addresses the challenges of sustainabilitye rdaectly and systematically by integrating cogntr
level, sub-regional and regional initiatives toiagle maximum impact and sustainability.

Skilled Human and Information Resource Bases

4.08 Thechanges in project design, resulting from expansidhe range of issues or thematic areas to
be addressed in each intervention, that have bessduced in recent years have increased demand for
comprehensive information systems and for skilled axperienced human resources that are often
lacking in BMCs. Typically, BMCs have poor managshinformation systems and outdated social
statistics (especially in relation to the requiremsefor effective project cycle management and pgve
reduction), and a scarcity of experienced highileeeehnical manpower. Indeed, the increasing
complexity of development interventions has chagh both CDB and BMC institutions in their
attempts to fully implement all of the changes adréo by Contributors in SDF 6, or are seen as
requirements for effectiveness in achieving exmkatesults. This is reflected in slower rates of
implementation and in some of the difficulties WMfDR.

4.09 CDB has responded to its human resource dgakdeby re-organising the Projects Department,
improving its human resource management and engagi vigorous staff recruitment drive. It has
sought to broaden the skills available and elingiritt high vacancy rate by attracting the bestlalvis
human resources from throughout its member cowntrleis addressing the skills limitations in BMCs
through a three-year demand-driven regional trgimirogramme in project cycle management that could
produce up to 150-180 qualified project managetsteain 400-450 professionals in specific aspetts o
project implementation such as procurement andracnmanagement, social analysis and participatory
project development, monitoring and evaluation, ljgulpolicy analysis and risk assessment and
management. It is too early to assess the imphthese measures on the quality of projects and
implementation efficiency. However, it is importda recognise that ramping-up performance of $ocia
systems/organizations is never instantaneous. ca@ijjpi significant changes in performance followSmn

-16 -



curve, with seemingly very slow progress towardgaives at the start, despite considerable investm
of resources?

Training Needs of Beneficiaries and Other Stakehokls in Social Development
Interventions

410 The changes introduced by CDB, however sufide#s addressing the need for skilled
professionals, can only address some of the clygteor issues identified because training needs for
project success go beyond the requirements foruadeppropriate professional skills. The lessons
learned from recent project experiences point toead for training at the community and sub-
professional levels. This should inform future rplang, design and implementation of project
interventions. Community organizations, in patacuneed the support of continuing education and
training of their members to deepen and sustairtiragation of community action beyond the life of
project interventions.

4.11 It is evident from the experiences describe®ection 3 that the importance of training at this
level to the success of social development intdiors has been underestimated and that trainiej its
underfunded. For example, an important lesson fittwe experience with BNTF 5, which has
experienced a slowing down of the implementatiote im comparison to BNTF 4, is that major
restructuring should provide for intensive trainiof all stakeholders. When policies, processes and
procedures change, all major stakeholders - priofegls, technical support staff, community actijst
etc. - must be equipped with the understandinglstaad skills required to effectively participate i
implementing them. For example, the lower thareeigd participation rate of some communities in the
design and implementation phases of BNTF sub-pt®jeay be attributable, at least in part, to use of
consultants with little or no skill in participatoproject development. In addition, it is likelyath
communities lacking experience and knowledge intigpative development processes are being
intimidated by expert opinions. In SDPs, some ¢fiess made to train stakeholders such as inspectors
contractors and craftsmen but other stakeholdegsmaad to be trained in such projects, in ordeafo
into traditional local self help practices/instituts that help poor people build affordable houses.

4.12 Inadequate investment in training as a mednsngpowering community organisations and
building the capacity of stakeholders has also lmeésctor in the lack of sustainability of commuynit
building interventions in the rural developmentementions. Communities were not adequately
equipped to identify and advocate their developmmaitrities outside the project framework. The
implication of these experiences is that a grearsd more flexible training component should be
incorporated in future social development interierg to address anticipated and unanticipateditigin
needs of key stakeholders, including beneficiaries.

Flexibility

4.13 MfDR requires incorporating greater flexilyilin the design of projects and in CDB and BMC
procedures, to provide adequate elbow room forsaaijent during implementation. The need for such
flexibility is a common theme in the review of inephentation experiences. MIDR is likely to be
unfeasible unless considerable effort is made teramme the ‘working to a blueprint’ culture that
pervades the Bank and BMC institutions. In theufeit this culture needs to be replaced by one that
encourages adaptation and innovation throughoytribject cycle with flexibility as a core value.

Supportive Supervision of Projects under Implementton

14 During the start-up period trust, the foundation $ocial capital, is developed, new skills and béhas take root and
displace others that are less effective until ioafi mass of change agents is achieved and aitapadift performance of the
entire system is created.
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4.14 The generally slower than expected pace ofeimgntation of projects suggests that project
designs and implementation plans require closekiwgrrelationships between CDB staff and project
management teams. CDB staff are exposed to expeseacross the region and are better placed to
identify and apply lessons learned and appropsatations to implementation problems than project
management teams with limited country experiencBise examination of the experiences with several
modalities indicates that project implementatioaffsheed more support and guidance from CDB and
other donors and that the supervision provided b Gtaff was inadequate and inappropriate espgciall
when dealing with implementation issues associatéial social projects. In particular, complex sdcia
projects need more frequent visits by multidiscigly teams rather than individuals, and CDB
supervision should emphasise facilitation rathantimspectorial functions. This cannot be dond&evit

a substantial, perhaps prohibitive, increase in Giid8f. One possibility that could be exploredas
distinguish between inspectorial/compliance sup@a and facilitative supervision and contract out
facilitative supervision of the more complex sodalelopment interventions to multidisciplinary resa

of consultants.

Supportive Follow-Up Action after Project Completion

4.15 All CDB-financed interventions are predicatedthe assumption that borrowers would take all
necessary actions to ensure that the benefits profects are sustained. In practice, this has triban
CDB walks away from completed projects. In mostesa hot even PCRs are being prepared and only a
very limited number of post-implementation assesgm®f effectiveness have been done. This has
meant that lessons of experience are not readitiiied, documented and applied to all new
interventions by BMCs and CDB. Of equal importamaselessons learned, is the interest of CDB and
particularly BMCs in assessing the need for follogvaction and taking deliberate supportive measures
(including further intervention if necessary) tosare that benefits from projects are sustained and
maximised. To a very large extent, this is nohbeilone and in the future, this should be intetpal
CDB'’s country strategy and supervision effort.

Overall Implications for SDF 7

4.16 There are no compelling reasons for SDF b&mdon or make major changes in the modalities
used in SDF 4, 5 and 6, despite the gaps betweemige and performance. The gaps result from
difficulties with the processes between concepsatibn of change and the translation of concepts an
objectives into practical, actionable project designd interventions in less than ideal circum&sanc
where the people, institutions and countries inedlare sometimes not yet fully equipped to mandige a
aspects of proposed changes. SDF 7 could empéepeslly the same modalities as before, but itikho
emphasise reinforcement of the strategic framewtrdady developed, consolidation of changes already
in train and in setting more realistic and achiéwaocial development targets that allow sufficitmie

for transformational rather than cosmetic chanda. particular, MfDR is vital to future success in
addressing most of the short-comings describedshondld be strengthened and deepened as a central
process in all future interventions. Towards tigl, more effort and resources should be invested i
strategic and systematic way to develop the pdaljamestitutions, human resources, information syste
and tools required to design and manage projectseieelopment results and to sustain project benefi
CDB is already making interventions in this direati However, they are sporadic and isolated rather
than strategic, integrated and systematic; and $Dshould be used, in part, to support a more
comprehensive strategy and programme to build vaphcity at the national, sub-regional and rediona
levels. This should form the core of the TA pragnae. CDB should also address internal issues @sich
inflexibility, human resource limitations and inag&te supervision which make MfDR difficult or
impossible. The full support of BMCs for thesdiatives would be critical.
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