
Chapter 7

Improving our development impact 
and efficiency

I
 
n this chapter we examine how well we manage our portfolio of projects across Africa to deliver sustainable 
development impact, and how efficient we are as a development finance institution in implementing our new 
Development Business and Delivery Model. 

We use the indicators at Level 3 of the Results Measurement Framework to assess our progress in strengthening 
our results at country level and delivering our operations. Using Level 4 indicators, we review the progress we 
have made in improving our organisational structure, management processes, financial performance and staff 
management, to ensure that we deliver better value to our regional member countries.

Improving the quality and level 
of development impact
2016 marked a major expansion in our operations across the 
continent. The Bank approved projects valued at $10.7 billion and 
made disbursements of $6.4 billion; both figures were the highest 
in the Bank’s history. Our active portfolio increased in value by more 
than 23%, to $33.1 billion.

This expansion was related to the approval of some large policy-
based operations, which provide critical policy reforms aimed at 
transforming economies, and to the scaling up of investments to 
achieve the High 5s. We are also succeeding in reducing project 
delays through increased supervision, in line with the 2015 
Presidential directive concerning the design, implementation and 
cancellation of operations.

The year saw the approval and initial rollout of our new 
Development and Business Delivery Model, which includes 
changes to the Bank’s organisational structure and business 
processes, and to the roles of Bank departments. The 
implementation of these reforms is helping us work more 
effectively to achieve greater development impact, reflecting the 
Bank’s dynamism and responsiveness to the needs of regional 
member countries.

Delivering development results in Africa
We assess the quality of our portfolio in terms of whether our projects 
are designed to maximise development impact and use resources 
efficiently. In 2016, 91% of ● operations achieved their planned 
development outcomes across our member countries — and 95% in 
● lower-income countries — exceeding our targets of 90%. 

Our investments aim to provide lasting benefits to beneficiaries and 
partner countries. We build sustainability into projects by training, 
enhancing management structures, building capacity, or developing 
new financing mechanisms to cover maintenance costs. In 2016, 
91% of ● completed operations delivered sustainable outcomes, 
which was above our target. Achieving sustainable results is a 
priority for the Bank, and we use sector studies on this topic to 
enhance our ability to yield long-term impact (Box 17 discusses the 
roads study).

Our investments aim to provide 
lasting benefits to beneficiaries 
and partner countries

Figure 15 Achieve development impact
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Completed operations delivering 
sustainable outcomes*  

(%)

Completed operations with a timely 
completion report  

(%)

91

91

75

81

92

91

2012 2013 2014 2015 2016 2017 2018 2019

Target Actual

56

91
74

* The methodology is being revised to introduce more exacting standards.
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INDICATOR

AFDB ADF

 Baseline  
2015

Latest  
2016

Target  Baseline  
2015

Latest  
20162016 2025

ACHIEVE DEVELOPMENT IMPACT

Operations that achieved planned development outcomes* (%) 90 91 91 >95 90 95

Completed operations delivering sustainable outcomes* (%) 90 91 90 >93 90 92

Completed operations with a timely completion report (%) 60 56 64 >95 64 52

ENHANCE THE QUALITY AND SPEED OF OPERATIONS 

Quality of country strategy papers (scale, 1-4) 3.0 3.1 3.07 >3.7 3.0 3.2

Quality of new operations (1-4) 3.3 3.1 3.34 >3.7 3.3 3.0

Time from concept note to first disbursement (months) 21.9 20.2 21 <11.0 23.9 23.4

Operations with satisfactory ESS mitigation measures (%) 87 78 88 >95 92 82

New operations with gender-informed design (%) 75 70 77 >95 84 75

New operations with climate-informed design (%) 75 80 77 >95 90 95

IMPROVE PORTFOLIO PERFORMANCE

Disbursement ratio of ongoing portfolio (%) 21 17.3 21 24 18 16

Time for procurement of goods and works (months) 7.9 8.2 7.7 6.0 7.9 8.2

Procurement contracts using national system (% value) 0 3.5 2 20 0 3.5

Non-Performing Operations — Operations at risk (%) 15 12 14 8 18 15

Non-Performing Operations — Operations eligible for cancellation (%) 25 31 24 12 31 32

Projects facing implementation challenges and delays (%) 29 29 28 15 29 32

Timely coverage of Country Portfolio Performance Reports (%) 57 50 59 75 65 49

KNOWLEDGE & ADVISORY SERVICES 

New ESW and related paper (number) 122 168 132 217 110 151 

 We have achieved or are within 90% of achieving the 2016 target  We have achieved from 80% to 90% of the 2016 target  We have achieved less than 80% of the 2016 target 

 Data are not available to measure progress

* * The methodology is being revised to introduce more exacting standards.

Table 7 Is AfDB managing its operations effectively? (Level 3)

Box 17 Re-engineering our operations to make roads sustainable in Africa

Failure to provide adequate road maintenance is the main reason Africa’s roads deteriorate quickly. Poorly maintained roads constrain mobility, 
significantly raise vehicle operating costs, and increase accident rates. In the end, the economic, social and human development costs of poor 
road maintenance are borne primarily by road users. 

The Bank conducted a review of the status of road maintenance in Africa and found that the maintenance of road assets is grossly underfunded, 
with road maintenance budgets on average half of what they should be. As a result, a third of the road network is in poor or bad condition.

There are four pillars for proper road sustainability: sound governance, sufficient funding, efficient implementation and prevention. With over 
20 road funds and 31 dedicated authorities across Africa, countries are increasingly managing road construction and road assets in a way that 
sustains roads’ planned benefits and helps prevent early deterioration. However, more needs to be done. In Burundi, for example, the Bank 
works closely with the National Road Fund for road maintenance to enhance its effectiveness. Additional fuel taxes and revenues from a truck 
toll in Gitega financed by the Bank will be used to strengthen the fund’s resources.

The road review recommends that countries manage roads in a businesslike fashion, with clear accountability and a functional road asset 
management system, and that the Bank make this approach integral to its country partnerships. Countries should also increase resources by 
using advertising space along duty-free roads, providing traffic information, and so on. 

The Bank, for its part, intends to increase its advocacy for a life-cycle approach to road asset management and become a partner of choice in 
building countries’ capacities for road maintenance. It is improving its capacity to assess road maintenance at a country level, through better-
defined appraisal exercises and country diagnostics. These country-specific assessments are crucial for designing the Bank’s assistance to yield 
maximum development impact.
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While our ratings for delivering development results have been 
strong, we strive for continuing improvement to boost outcomes for 
our clients. In 2016 the Bank's independent evaluation department 
conducted a Comprehensive Evaluation of Development Results 
to assess the performance of Bank operations in 14 countries (see 
Box 18). Amongst other things, the evaluation found that about 
30% of Bank interventions had achieved or were likely to achieve 
their intended outcomes. In response to this finding, the Bank is 
introducing more exacting standards in designing and assessing the 
performance of its operations.

We use lessons from completed projects are used to improve the 
design and implementation of new projects. To structure the learning 
process, we prepare Project Completion Reports so that lessons 
can be identified and disseminated in a timely way, to shape new 
operations. In 2016, the share of ● completed operations with a 
timely completion report was 56% — below our target, as project 
task managers tend to focus more on preparing and supervising 
projects than on their completion. To improve overall project 
management, including reporting, the Bank is reviewing staff 
incentives and the training and support it provides to task managers. 

Enhancing the quality and speed of operations
To maximise development impact, we always seek to enhance the 
quality of our projects and prepare them in an efficient, timely way. 
Even as we rapidly scale up our support for the High 5s, we are 
determined not to compromise on project quality.

In 2016, our ● quality of country strategy papers improved from 3.0 
to 3.1, on a scale of 1–4 that rates a variety of compliance, procedural 
and financing dimensions. We continue to refine our CSPs to ensure 
that they provide the most useful framework for our assistance. Our 
● quality of new operations was rated at 3.1, down slightly from 3.3 
in 2015. We are improving quality control by fine-tuning our quality-
at-entry framework, which is our main tool for checking that proposals 
are technically sound and designed to deliver maximum benefits. 

We are streamlining our project preparation process. We have 
reduced the lag between the approval of a project and its first 
disbursement, while stepping up efforts to enhance quality-at-
entry. The ● time from concept note to first disbursement, a new 
indicator to promote efficiency, currently averages 20.2 months.

To deliver sustainable outcomes, we ensure that our cross-cutting 
policy objectives have a core role in shaping project design. We 
achieved 70% of ● new operations with gender-informed design 
and 80% of ● new operations with climate-informed design, 
but only 78% of ● operations with satisfactory environmental 
safeguard system mitigation measures. We did not meet our 
88% target for the safeguards because, since mid-2015, when we 

launched the Integrated Safeguard Tracking System, we have made 
our criteria more exacting in measuring the sustainability of our 
operations.

Improving portfolio performance
We disbursed around $6.4 billion in 2016, surpassing our target 
by 6%. Whilst our public sector projects, especially policy-based 
operations, disbursed speedily, delays in meeting conditions held 
back disbursement in our private sector operations. Our overall 
● disbursement ratio, which shows whether projects are moving 
forward smoothly, stood at 17.3% against a target of 21%. 

Box 18 Lessons from the Comprehensive Evaluation 
on Development Results

In 2016, the Bank’s independent evaluation department undertook 
a Comprehensive Evaluation on Development Results, assessing the 
performance of country strategies, projects, knowledge studies and 
engagement with partners in 14 African countries. 

The evaluation recommended that Bank corporate strategies 
should be based on a theory of change. As a result, we prepared 
14 “logics of intervention” that underpin our new Results 
Measurement Framework. 

Other recommendations focused on improving country strategies, 
project design and supervision. The Bank will ensure that each 
Country Strategy Paper (CSP) sets out the country’s specific 
needs and the Bank’s comparative advantage, and covers all 
Bank activities in the country. We will use new quality assurance 
standards and results tools to monitor project implementation. 
To improve the supervision of non-sovereign loans, we will use a 
rating cycle tool. We will also develop the Task Manager Academy 
to strengthen staff skills across the Bank. 

The evaluation recommended that the Bank align incentives 
more closely with performance against Bank priorities. We are 
implementing this recommendation through new performance 
contracts and revisions to key performance indicators.

Figure 16 Enhance the quality and speed 
of operations

Quality of country strategy papers  
(scale, 1–4)

Time from concept note to first 
disbursement  
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Operations with satisfactory mitigation 
measures  
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We ensure that our cross-cutting 
policy objectives have a core role 
in shaping project design
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Procurement continued to cause delays, with an average ● time for 
procurement of goods and works of 8.2 months, against our target 
of 7.7 months. To address this issue, we are increasing our use of 
advance contracting and offering technical assistance to counterparts 
in contract management and procurement. We delivered 3.5% by 

value of our ● procurement contracts through national systems, in 
line with the objective in our new procurement policy, to enhance 
the development effectiveness agenda.

The proportion of ● operations at risk decreased over 2016 
from 15% to 12%, because of proactive measures by regional 
departments and country offices and monthly monitoring by senior 
management, using tools such as the Portfolio Flashlight report 
and the Executive Dashboard. The share of ● operations eligible 
for cancellation increased from 25% to 31%, largely because of a 
change in the standards for signature and disbursement timelines 
of public sector operations: project signature is required to take 
place in the first three months after approval and first disbursement 
within six months after approval. Some 29% of ● projects face 
implementation challenges and delays, very close to our target of 
28%. A snapshot of our current portfolio indicates that most project 
accelerate implementation after their first couple years (Figure 18).

Our Country Portfolio Performance Reports (CPPRs) check the 
health of our country portfolios, to ensure an early response to any 
emerging concerns. In 2016, half of our countries achieved ● timely 
coverage of CPPRs; this was below our target of 59%, and we are 

Figure 17 Improve portfolio performance
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Figure 18 Profiling the cumulative disbursements of our 470 active public sector projects
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Throughout our portfolio most of the disbursement takes place after three years of project implementation, as per the above disbursement 
trajectory for the Bank’s investment projects. The rate is below 10% for the first two years (lower left) while projects experience 
disbursement delays related to signature, effectiveness, launching, setting up implementation units, finalising feasibility studies and 
procurement packages, and so on. Most projects pick up steam from year 3 (middle squares), approaching and even exceeding the ideal 
disbursement trajectory. The disbursement rate is usually good for projects that are older than 7 years and require an extension to make up 
for the start-up delays (upper right). We will conduct further analysis on two groups of projects: those with a disbursement rate above 50% 
in the first 3 years (upper left), and problem projects with disbursement rates below 50% 7 years after approval (lower right).
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working with country offices to make sure these documents are 
prepared on time with governments.

Over the past year, we made a substantial contribution to knowledge 
about Africa’s development challenges. We produced 168 ● new 
economic and sector work products, many providing evidence and 
policy options regarding the High 5s, including on Africa’s agricultural 
transformation. Our collaborative research initiative “The Structural 
Transformation of African Agricultural and Rural Spaces” produced 
20 working papers and policy briefs, and the African Economic 
Outlook, which we produce with the OECD and UNDP, assessed 
sustainable cities and their impact on driving agricultural change. We 
led the 2016 African Economic Conference on agro-industrialisation 
(discussed in Chapter 1), and provided technical inputs to the 
conference on African agriculture held in Seoul in late 2016, under 
our Korea-Africa economic cooperation arrangement. With these 

activities, the Bank is cementing its role as a knowledge broker on 
development issues in Africa.

Re-engineering the organisation for greater 
efficiency
Our new Development and Business Delivery Model is delivering 
improved performance by strengthening the matrix system to 
enable staff to work better across boundaries, streamlining structures 
to align Vice-Presidencies with High 5 strategic priorities, and 
introducing three other institutional changes:

 ◗ moving the Bank closer to clients to enhance delivery and drive 
business growth; 

 ◗ strengthening our performance culture to attract and retain talent; 
and 

 ◗ taking steps to increase financial performance and development 
impact.

This major institutional transformation will enable us to serve our 
clients better. It equips us to deliver the High 5 priorities more quickly 

Table 8 Is AfDB managing itself efficiently?  (Level 4)

INDICATOR  Baseline  
2015

Latest  
2016

Target

2016 2017 2018 2025

MOVE CLOSER TO CLIENTS TO ENHANCE DELIVERY 

Share of operations staff based in country offices and regional hubs (%) 40 42 45 49 54 85

Projects managed from country offices (%) 60 65 63 65 68 85

IMPROVE FINANCIAL PERFORMANCE & MOBILISE RESOURCES

Climate-related Bank commitments ($ billion) 1.4 1.1 2.5 5 7.5 25

Total Bank income (UA millions) 93 135 271 542 813 2710

Resources mobilised from public sector entities (UA billion) 3.5 3.5 5 11 16 53

Resources mobilised from private sector entities (UA billion) 5.8 2.8 6 13 19 64

INCREASE VALUE FOR MONEY

Administrative costs per UA 1 million disbursed (UA ’000) 99 72 98 97 95 87

Work environment cost per seat (UA ’000) 3.6 3.4 4 3 3 3

Cost of preparing a lending project (UA ’000) 86 78 85 84 83 78

Cost of supporting project implementation (UA ’000) 20 22 20 19 19 18

ENGAGE STAFF FOR BETTER PERFORMANCE 

Employee engagement index  (%) 64 .. 66 68 70 83

Managerial effectiveness index (%) 48 .. 50 52 54 68

Share of women in professional staff (%) 27 28 28 29 30 38

Share of management staff who are women (%) 29 28 30 31 32 38

Net vacancy rate—professional staff (%) 16 15 15 15 14 9

Time to fill vacancies (days) 223 125 210 196 183 90

Operations professional staff (%) 67 68 67 68 68 70

 We have achieved or are within 90% of achieving the 2016 target  We have achieved from 80% to 90% of the 2016 target  We have achieved less than 80% of the 2016 target 

 Data are not available to measure progress

The Bank is cementing its 
role as a knowledge broker 
on development issues in Africa
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and at scale, in partnership with governments, regional institutions, 
the private sector and other donors. 

Moving staff closer to clients for enhanced delivery
By devolving staff and functions to the country and regional level, we 
are able to work more closely with our partners, better understand 
the context, and improve the supervision of our projects. We now 
have 42.1% of ● operations staff based in country offices and 
regional hubs, showing continuing progress towards our target of 45. 
We also have 65% of our ● projects managed from country offices, 
above our target of 63%. We have updated our decentralisation plans 
for 2016–18 to enhance our impact and effectiveness at regional 
level.

The Bank recruited senior managers in our revised organisational 
structure, and new performance management contracts were 
signed to ensure accountability for results. We are developing key 
performance indicators for our new regional hubs. 

Professional and managerial staff have been trained in recruitment 
and staff assessment processes. As a result, the ● time to fill 
vacancies decreased dramatically from 223 to 125 days, well ahead 

of our target of 210 days. Our ● net vacancy rate for professional 
staff remains on target at just over 15%, and the proportion of 
● professional staff working on operations improves slightly 
reaching 67.6%. These factors enabled the Bank to perform at high 
levels, whilst undertaking its internal reforms.

Strengthening our performance culture to attract 
and retain talent
Achieving our goals requires the Bank to attract, retain and develop 
staff of the highest calibre from a range of specialties. This requires 
a workforce with the right skills mix and an approach to work that 
achieves results. The Bank approved pay increases in 2016 for 
both international and local staff to help attract and retain high-
performing staff, and it is ensuring that posts are appropriately 
graded in line with responsibilities.

Our new Development and Business Delivery Model pays 
close attention to enhancing staff management and training, 
equipping and encouraging staff to deliver high-quality work. Both 
● employee engagement and ● managerial effectiveness are 
key to sustaining high staff performance, and will be measured in 
our next staff survey. 

The gender gap amongst technical and managerial staff remains to 
be improved, although we are close to our targets. The proportion of 
● women professional staff increased from 26.9% of our professional 
staff in 2015 to 27.9%, and the ● share of management staff who 
are women decreased slightly from 29.4% in 2015 to 28%.

The Bank aims to be an attractive place for women to work, including 
in senior positions. In 2016, half of the senior manager appointments 
for the five regional hubs were women, and 60% of the new young 
professional cohort were women. We introduced a pilot “Crossing 
Thresholds” mentoring scheme for women, which has been used 
across the UK public service, to help women develop their careers in 
a structured and supporting environment.

Improving financial performance and mobilising 
resources
The total volume of operations approved for the year was 
$10.7 billion. Whilst sovereign loan approvals surpassed their 
target, private sector loan approvals remained at 85% of the annual 
objective. This modest performance was due to financial prudence 
that led the Bank to scale back some projects and postpone others. 
In line with our commitment to the Paris Climate Agreement we 
increased our climate finance investment (Box 19).

In 2016 donors agreed to the three-year ADF 14 replenishment of 
$7 billion, to provide concessional finance to our 38 lower-income 
member countries. The replenishment was lower than ADF 13, 

Figure 20 Enhancing staff engagement for higher 
performance
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Figure 19 Moving closer to clients to better respond 
to their needs
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our decentralisation plans 
to enhance our impact and 
effectiveness

We introduced a pilot mentoring 
scheme to help women develop 
their careers
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Box 19 Delivering on our climate finance 
commitments

Under our Climate Change Action Programme, the Bank is 
expanding its climate work. Over the last five years, we mobilised 
more than $8 billion for over 200 projects to mitigate and adapt to 
climate change across Africa. By 2020, we will channel $5 billion 
per year into low-carbon development and climate resilience, 
including climate-smart agriculture. In 2016, the Bank approved 
$1.1 billion ● climate-related Bank commitments, shy of our 
target of $2.5 billion.

On behalf of member countries, the Bank accesses funds from 
climate financing instruments such as the Climate Investment 
Facility and the Global Environmental Facility, and it is now 
accredited to the Global Climate Fund. We will match resources 
from these sources with the Bank’s own resources, developing 
large-scale projects to crowd in additional private sector funding to 
tackle climate change and its impacts.

partly because of competing priorities with aid needs in ADF donor 
countries. To mobilise resources for achieving the High 5s, we 
will increase our efforts to leverage finance from a wider range 
of sources, we are systematically tracking our efforts to mobilise 
additional resources.

To maximise development finance and reach, we co-finance 
investments with donors and governments. For example, we co-
finance the multi-purpose water supply project in Senegal with the 
Islamic Development Bank, European Investment Bank, World Bank, 
and the Government of Senegal. We have 40 bilateral and multi-donor 
trust funds, and in 2016 we established two more, the Africa Integrity 
Fund and the Somalia Infrastructure Fund. Overall, UA 3.5 billion 
($4.7 billion) was ● mobilised from public sector entities. 

At the same time, we are actively working to catalyse higher 
levels of private sector finance, the main driver of growth and 
job creation. In 2016, we achieved UA 2.8 billion ($3.8 billion) in 
● resources mobilised from the private sector, below of our target 
of UA 6.4 billion. Through our innovative financial instruments 
such as partial credit and partial risk guarantees, the Bank reduces 
investment risks for the private sector. We surpassed our targets for 
crowding in finance, including through syndication and trade finance. 
For example, as discussed in Chapter 2, we arranged a $1.34 billion 
loan for South Africa’s power facility with commercial banks.

The Bank is committed to maximising value for money for our 
member countries. We achieved greater cost efficiency, with 
● administrative costs per UA 1 million disbursed at UA 72 000, 
well ahead of our target of UA 98 000. Our ● work environment cost 
per seat, UA 3400, was also better than our target of UA 4000. 

Overall, our ● cost of preparing a lending project decreased to 
UA 77 900 compared to UA 85 600 in 2015. The ● cost of supporting 

project implementation was UA 22 140 compared to our target of 
UA 20 000, but we expect this cost to fall as we further decentralise 
responsibilities from headquarters. We are introducing greater 
efficiencies to reduce travel costs.

Overall, the Bank is making great strides in delivering on its new 
Development and Business Delivery Model. We are moving our staff 
closer to our clients, making us better placed to deliver on the High 5s. 
This involved effectively reorganising our organisational structure 
enabling staff to work across boundaries. More efficient processes and 
systems are leading the Bank to its highest disbursement rates and 
the completion of successful projects. With this, we expect to achieve 
greater value for money, better respond to our clients’ needs and 
deliver lasting development outcomes. 

We will increase our efforts 
to leverage finance from a wider 
range of sources

The Bank is committed 
to maximising value for money 
for our member countries

By moving staff closer to our clients, 
we are better placed to deliver 
on the High 5s

Figure 21 Increase value for money
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