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THE COMMENTS OF THE TWO EVEREST SENIOR ADVISORS10

International Fund for Agricultural Development
Evaluation of the Regional Strategy for Asia and the Pacific

This note assesses the quality of the EVEREST report and comments on its findings and
recommendations. The evaluation is important and timely given the critical need to improve food
security in the Asia and Pacific Region under the aegis of the Millennium Development Goals. Out of
815 million undernourished people in the developing world, 552 million live in theRegion''. A
soundly based IFAD regional strategy is of vital interest to most countries in the Region since they are
fighting a battle against time in reaching a balance between human numbers and country capacities to
meet basic human needs.

Quality of the evaluation

Both the accountability and learning dimensions of EVEREST are relevant to the design of a new
IFAD strategy for the Asia and Pacific Region. Accordingly, OE’s evaluation of the regional strategy
for Asia and the Pacific was framed not only to assess IFAD’s operational performance but also to
identify key lessons of development experience.

EVEREST drew much of its evidence from prior self and independent evaluation products. Inevitably,
this imposed constraints on the evaluative process. The involvement of ultimate beneficiaries in
monitoring and evaluation is still very limited. Equally, the evaluation had to ‘make do’ with
fragmentary real time information regarding projects under implementation as well as a scarcity of
rigorous impact assessments downstream of I[FAD interventions.

Nevertheless, the evaluation team managed to gather a mass of relevant evaluative evidence. It
benefited from a parallel self assessment undertaken by the Asia and Pacific Region. The analysis was
adequately informed by consultations with operational staff and management as well as country
officials, partners and beneficiaries. These interactions were enriched by field visits in four countries
(China, India, Pakistan and the Philippines). The overarching recommendations are aligned with the
findings and they are properly buttressed by project level and country level evaluative data.

All in all, the final report is well documented and of good quality. It compares favourably with that of
similar corporate evaluations produced by the United Nations and international financial institutions.
Indeed, it breaks new ground by combining an assessment of IFAD’s development record with an
extensive review of relevant business processes and practices.

Towards a new regional strategy

While IFAD is widely perceived as a project based institution, the basic unit of account for IFAD
operations is the country. At the country level, the capacity and responsiveness of institutions, the
policy environment and the need for external assistance are highly diverse'”. Thus, blueprint
approaches to strategy based on regional considerations are inappropriate. Nevertheless, regional
location matters given the rapid regional integration of neighbouring economies through trade,
investment, migration and other exchanges.

It goes without saying that the Regional strategy should be conceived as a management tool. To this
end, it should be “evaluable” and it should be generated through a participatory process involving

Prof M.S. Swaminathan and Dr Robert Picciotto

Despite dramatic poverty reduction in East Asia, the Region contains 12 countries where over 30 percent of children
under five are underweight (Nepal, Afghanistan, Bangladesh, Cambodia, Timor Leste, India, Laos, Myanmar, Pakistan,
Vietnam, Philippines and Maldives). This is half of the countries on the list.

The incidence of absolute income poverty varies considerably across sub-regions. Eastern Asia (16.6% in 2001);
Southern Asia (29.9%); Southeast Asia and Oceania (10.2%)
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regional actors. This would make the accountability framework of the regional strategy explicit and
transparent. The best approach would be to select sharp and generic regional goals focused on
accountability for results at Division level. These would be combined with specific country strategies
for achieving the goals.

The evaluation proposes a reconfiguration of the IFAD’s country organization aimed at respecting
sub-regional differences. This would facilitate interaction with partners. The need for convergence
and synergy among bilateral and multilateral donors cannot be over-emphasised. It is only by
mobilizing the power of partnership that the rural development challenge can be tackled. This has to
be a major focus of the next phase.

Thematic priorities

The poor are poor because of lack of access to assets like land, livestock, fish pond or technical
education. Therefore, asset building is the major challenge in the area of poverty eradication. IFAD
has been a pioneer in promoting Self Help Groups (SHGs) for undertaking microenterprises. [FAD
should keep up its flagship role in this field by helping to convert microfinance into livelihood-
finance. This will imply the provision of credit linked to appropriate backward linkages such as
technology and forward linkages such as market.

Credit is a key input for helping the poor to undertake income generating activities. IFAD should
initiate projects designed to achieve “Financial Inclusion” in distress hotspots inorder to ensure that
the credit system reaches the “unreached”. The Sustainable Self Help Group Movement coupled with
steps for Financial Inclusion would make a substantial and measurable impact on reducing poverty
and hunger.

Policy dialogue and partnerships

If IFAD’s performance is to be judged by results at country and regional levels, its operations should
be designed to promote innovation, enhance societal learning and facilitate up-scaling. In turn this
implies that IFAD should design its country programs to improve the policy environment, strengthen
institutions and favour mainstreaming of suitably tested development models by governments and
other major development assistance agencies. Hence, excellence in conducting policy dialogues and
the forging of partnerships is central to IFAD’s development effectiveness.

Close liaison with ADB and the World Bank is critical but it would also be useful to consult with
SAARC and ASEAN Secretariats, especially when addressing issues relevant to the delivery of
regional public goods. The shift towards a results-based country strategy process proposed in the
management Action Plan should go some way towards addressing many of the issues highlighted by
EVEREST since the new operating model is intended to strengthen partnerships, revise the COSOP
guidelines and upgrade quality at entry and supervision standards.

EVEREST concludes that operational structures and business processes will have to be changed if
IFAD is to be turned into a partnership and policy oriented organization. To improve the policy
impact, intellectual leadership, knowledge management and field presence will have to be enhanced.
To improve outreach and implementation, creative partnerships with the private and voluntary sectors
are imperative and these will require appropriate field presence and skills. Finally, to enhance
coherence and facilitate up-scaling, strategic compacts with the World Bank and the Asian
Development Bank are proposed as well as closer partnerships with Rome based UN agencies
(especially FAQO) and major bilateral donors.

Eventually, joint rural development assistance strategies should be crafted to facilitate implementation
of the Paris declaration on aid harmonization, alignment and coordination. Joint strategies embedded
in Poverty Reduction Strategy processes would ensure that partnership is defined in terms of shared
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objectives, distinct accountabilities and reciprocal obligations. They would be supportive of country
ownership and aid coordination

Program cycle management

The evaluation stresses the critical importance of program cycle management. In this context, it
endorses the portfolio review process, COSOP peer reviews and mid-term reviews but notes that the
lending pressure associated with country allocation targets leads IFAD to seek control over project
generation. The resulting supply driven approach conflicts with the imperative of country ownership
and encourages the use of formulaic solutions to complex development problems.

A Dbetter approach would be to increase IFAD’s reliance on domestic capacities for project
identification and preparation processes generated in the context of the PRSP. In turn, this would
require a different kind of field presence and the nurturing of outreach and facilitation skills among
IFAD staff. It would also imply an imaginative approach to the use of grants towards the enhancement
of project design capacities in borrowing member countries. Equally, evaluation capacity
development should receive greater attention under OE leadership since EVEREST finds that the
feedback loop connecting the design of new operations with the findings of evaluation is weak.

Prof M.S. Swaminathan Dr Robert Picciotto

Rome, July 2006
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Table 1: Partnership with the ADB

IFAD in Asia & the
Pacific ADB as co-financier & Co-operating Institution
Financing Co- No. of %
amount financed | % against | projects against No. of

Approval (USD No. of amount IFAD co- IFAD projects

period mil) projects (mil USD) | financing | financed | projects supervised

1978-1995 1468.7 111 344.1 23.4 19 17.1 30

1996-2001 724.1 42 200.3 27.7 4 9.5 4

2002-2005 526.1 26 0 0.0 0 0.0 0

Total 2718.9 179 544.4 20.0 23 12.8 34
Source: IFAD PPMS data, April 2006

Table 2: Partnership with the World Bank
IFAD in Asia & the
Pacific WB as co-financier & CI
Co- No. of %
Financing financed | % against | projects against No. of

Approval amount No. of amount IFAD co- IFAD projects
period (USD mil) | projects (mil USD) | financing | financed | projects supervised
1978-1995 1468.7 111 745.2 50.7 17 15.3 31
1996-2001 724.1 42 60.7 8.4 3 7.1 3
2002-2005 526.1 26 0.0 0.0 0 0.0 2
Total 2718.9 179 805.9 29.6 20 11.2 36

Source: IFAD PPMS data, April 2006
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Table 1: Project Performance Ratings

Percentage of Projects Rated:

High or Substantial High Subst- | Modest | Negligible
antial

Performance Criteria' ARRI 2002- EVER-

2004 EST EVEREST Only
Relevance 90% 100% 62% 38% 0% 0%
Effectiveness 66% 92% 8% 85% 8% 0%
Efficiency 52% 62% 8% 54% 38% 0%

Table 2: Project Impact Ratings
Percentage of Projects Rated:
High or Substantial High | Subst- | Modest | Negli-
antial gible
Impact Domains ARRI
2002-2004 | EVEREST EVEREST Only

Targeting the rural poor"* 57% | 14% | 43% 43% 0%
Physical and financial assets 55% 77% | 15% | 62% 15% 8%
Human assets, including HIV/AIDS 55% 77% | 23% 54% 15% 8%
Social capital, empowerment of poor 55% 62% | 15% | 46% 23% 15%
Food security 62% 69% | 8% | 62% 23% 8%
Environment/communal resource base 43% 20% | 10% 10% 60% 20%
Institutions 41% 50% | 0% | 50% 21% 29%
Gender equality and mainstreaming 52% 83% | 33% 50% 8% 8%
Innovation, replication and scaling up 52% 79% | 29% 50% 14% 7%
Sustainability 41% 57% | 0% | 57% 36% 7%

13
14

A definition of these evaluation criteria can be found in Chapter III of the ARRI.
It is to be noted that the ARRI did not have a rating on targeting issues.






