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1. Introduction

Since the early 2010s, the African Development Bank Group (AfDB or “the Bank”), composed of the
African Development Bank (ADB), African Development Fund (ADF), and Nigerian Trust Fund (NTF),
has implemented successive strategies, including targeted policy and operational initiatives, in a
concerted effort at establishing a One Bank culture across the institution. This effort was strengthened
and formalized in early 2020 with the adoption of the document entitled “Delivering as One Bank —
strengthening accountabilities for delivering quality and development impact in a matrix organization”
following an independent evaluation of the Bank’s Development and Business Delivery Model (DBDM)
in 2019. As part of its 2022-2024 work program, approved by the Bank’s Board of Directors,
Independent Development Evaluation (IDEV) is undertaking an evaluation of the implementation of the
AfDB’s One Bank Approach since 2019 to provide useful findings and lessons for Management and
Board.

The purpose of this Approach Paper is to propose a comprehensive framework for the implementation
of the Bank’s One Bank Approach evaluation. It provides the evaluation objectives, scope, questions,
methodology, team, and timeline for its implementation.

One of the earliest definitions of the One Bank Approach (see the AfDB 2011 Annual Report), is that of
a holistic institutional response to the exigencies and needs of the Bank’s Regional Member Countries
(RMCs). This was to be achieved through maximizing the efficient use of all Bank Group resources,
instruments, and competencies across its financing windows, and by fully engaging headquarters (HQ)
and country and regional offices in the operational work of the Bank. More recently, the One Bank
Approach has focused on strengthening institutional accountability, especially from the point of view of
the Bank as a matrix organization. These themes were elaborated in the policy document “Delivering
as One Bank” mentioned above, which was completed in February 2020.

The rest of this Approach Paper is organized as follows: Section 2 provides a background to the AfDB’s
One Bank Approach; Section 3 outlines the evaluation’s objectives, scope and questions; Section 4
discusses the methodology employed; Section 5 presents the evaluation’s potential challenges and
limitations; Sections 6, 7, and 8, discuss the expected deliverables, the evaluation’s quality assurance,
and stakeholder engagement and results dissemination, respectively. Section 9, the last one, presents
the evaluation team, the nature of the external expertise needed and a tentative timeline for the
evaluation.

2. Background

The One Bank Approach appeared for the first time in the AfDB Annual Report of 2010. However, within
the Bank, imperatives for devising a better streamlined and more effective approach to addressing the
needs of RMCs, including improving their access to financing, had already achieved prominence in
earlier years. For example, in 2003 the Bank had introduced its first Results Measurement Framework
(RMF) followed in 2005 by an agenda for “harmonization, alignment and monitoring for results” focused
on boosting the internal review process, quality at entry of projects and programs and the in-country
policy dialogue and project supervision. Moreover, in the aftermath of the 2008 global financial crisis,
which had eroded the gains made in poverty reduction and was spurring income inequality on a broad
scale, it was important for the Bank to articulate what role it sought to play in addressing the needs of
its RMCs, that were now increasingly looking to it for the provision of technical and intellectual
leadership on development issues.

It was quite apparent at the beginning of the 2010s that the AfDB had to fundamentally change its
modus operandi if it was to remain relevant to its RMCs and the region. It had to reexamine its
operational modalities at the country and regional levels; the quality, sources, and structure of its
funding (and how RMCs accessed its resources); synergies and collaboration across the different
components of the Bank Group; and, crucially, how its staff were deployed at HQ and in the field to


https://idev.afdb.org/sites/default/files/documents/files/Work%20Program%202022%E2%80%932024%20%28En%29%20%5BWeb%5D.pdf

boost its capacity to respond to client needs. In the annual meetings of the Bank from the 2000s
onwards, RMC authorities increasingly urged the AfDB to assume its “rightful place” as Africa’s apex
development finance institution and to be at the vanguard of the continent’s development agenda.

During 2010, the simultaneous mobilization of resources for the Sixth General Capital Increase of the
ADB (GCI-VI) and the Twelfth African Development Fund replenishment (ADF-12) highlighted the
opportunities and challenges of institutional harmonization and alignment. These resource mobilization
exercises indicated that there was considerable scope for innovation, especially within the Bank, to
reduce duplication and raise effectiveness and impact.

These cross currents culminated in the adoption, in September 2010, of the “One Bank” RMF as the
key means for capturing the contribution of the AfDB Group to (i) development outcomes in Africa, (ii)
development outcomes at the country level, (iii) operational effectiveness, and (iv) organizational
efficiency. Though the RMF was adjusted frequently by the Bank to meet its changing needs, the
broader outlines and intention of the initial framework have been a key basis for the AfDB’s various
institutional reforms and policies, including the fine-tuning of its organizational structure.

In 2013, the Bank developed its second “One Bank” RMF (2013-2016), but the fifth RMF in a series that
began in 2003, sub-titled: “Managing for Results” to highlight its use as a corporate management tool
that would take into consideration the Bank’s strengths and weaknesses to enable Management to
chart a course of action commensurate with an effective and efficient implementation of the institution’s
long-term strategy. The 2013 One Bank RMF sought to consider the policy and structural changes that
had taken place at the institution since 2003. The decade in between had witnessed the AfDB evolving
from a centralized structure, with only a handful of country offices, a staff complement of fewer than
1000 people (and fewer still when non-professional staff were excluded), and an active portfolio worth
UA 8 billion to a decentralized institution with offices in 34 countries, more than 2000 staff and a portfolio
valued at more than UA 22 billion by 2013. The current One Bank RMF covers the period 2016-2025.

In 2016, under new leadership, the Bank launched major reforms, under the umbrella title of the “High
5s” targeted at delivering its Ten-Year Strategy (TYS) 2013-2022 efficiently and effectively. The five
priority objectives included: (i) Light Up and Power Africa; (ii) Feed Africa; (iii) Industrialize Africa; (iv)
Integrate Africa; and (v) Improve the Quality of Life for the People of Africa. Concurrently, the Bank
redesigned its operational model, organizational structure, and pricing framework (together comprising
the Bank’s Development and Business Delivery Model, or DBDM). The DBDM focuses on five
institutional pillars: (i) Move closer to the client to enhance delivery; (ii) Reconfigure Headquarters to
support the regions to deliver better outcomes; (iii) Strengthen the performance culture to attract and
maintain talent; (iv) Streamline business processes; and (v) Improve financial performance and
increase development impact.

In 2018, two years after the launch of the DBDM, the Bank subjected its implementation to an
independent evaluation, with the report delivered in June 2019". The evaluation had been requested by
the Board of Governors of the ADB to inform its consideration of the Seventh General Capital Increase
(GCI-VIl). The evaluation noted that while the DBDM reforms had had positive impact in key areas,
notably having led to a stronger regional presence and hence increased proximity to clients, challenges
(or “unfinished business”) remained in a range of other areas, notably failure to institutionalize the
working arrangements that underpin a One Bank organization. Hence, the strategic recommendations
of the evaluation were fourfold: First, to place a stronger focus on change management — a point that
had been relatively neglected in the past. Second, put in place “a clear implementation plan and results
matrix” for any remaining or new reforms to ensure adequate oversight. Third, timelines for
implementing reforms had to be realistic and established where there were none. Fourth, adjust key

1 ADB/BD/WP/2019/116



performance indicators, especially joint Key Performance Indicators (KPIs), to enhance their relevance
and applicability.

With respect to the crucial issue of institutionalizing the working arrangements that underpin the
One Bank organization, the evaluation made four technical recommendations:

v' Reaffirm the current and future functions, roles, and responsibilities of Headquarters and of
regional and country offices.

v Establish a clear and full understanding of the matrix organization structure and relationships,
and what it entails in practice.

v Spell out and operationalize the One Bank principle, including its implications for the ways in
which the Bank currently operates.

v Consider the extent to which KPIs focused on approvals and disbursements are well balanced
with KPIs focused on project quality, implementation, and development results.

In its response to the evaluation, Management welcomed the evaluation’s findings and
recommendations and outlined the principles on which the new One Bank organization would be
based?. The Bank subsequently produced a document on the One Bank Approach to business delivery
entitled: “Delivering as One Bank - strengthening accountabilities for delivering quality and
development impact in a matrix organization.” It was circulated to staff in February 2020 and shared
with the Board in March 20203. The document sought to respond to the key recommendations of the
evaluation, spelling out three guiding principles for the One Bank Approach:

¢ Quality. In-depth technical knowledge and strong quality control strengthen the focus on the
quality and impact of operations, led by the sectors with input from operations support
departments.

o Delivery. Client-facing Business Delivery Units prioritize delivery of the shared work program
in each of the Bank’s regions.

e Joint accountability. The different organizational units that contribute to delivering the work
program are held accountable for the same objectives, ensuring the incentives for all to
collaborate.

The document produced in 2020 also clarifies the proposed organizational model, which essentially
comprises client-facing Business Delivery Units at the regional and country levels versus central
services at HQ, and their roles and responsibilities in relation to the project life cycle and the
management of resources. However, its most vital discussion relates to the identification of five
workstreams required for the implementation of the One Bank Approach (Figure 1) as outlined on
the 2020 document and below:

1. Business processes. The Bank’'s business processes fall into two broad categories: (a)
operational business processes; and (b) institutional and corporate business processes. These
business processes have been defined by a range of guidance instruments from Senior
Management. These instruments include the following items:

» A revised Delegation of Authority Matrix (DAM) and a new Presidential Directive (PD)
on Operations Review and Approval Processes. According to Management, the work on
the revision of the DAM has been completed, while that on the Presidential Directive is
close to completion.

» An updated Operations Manual (Volume 2), in particular the section on the quality
assurance process, and the digitization of the Operations Manual, etc. Management, in the
One Bank document, had planned to complete this action by end of January 2021.

2 ADB/BD/WP/2019/116/Add.1
3 ADB/BD/IF/2020/70



» The WAKANDA program, has an objective to revise the operations business processes
of the Bank with a view to enhancing institutional efficiency. However, this longer-term effort
to improve the Bank’s processes is not confined to the One Bank Approach. The Wakanda
program planned to propose specific changes in 2020.

2. People management.* The One Bank Approach aims to clarify and strengthen operational
arrangements that ensure that regions, sectors, and operational staff operate seamlessly as
One Bank. Hence, a human resource management culture conducive to delivering as One Bank
is necessary, and its implementation encompasses specific initiatives as outlined below:

» Clarifying reporting arrangements and functional home departments. While
Management notes in the One Bank document that the operationalization of the One Bank
Approach will not require changes to the institutional structure, it has clarified that all sector
and technical staff belong to a specific functional home department, even if assigned to
Business Delivery Units. Therefore, it was planned that all relevant staff would receive a
letter from the Human Resources department, specifying their functional home department
and related reporting arrangements.

» Using existing tools to enable dual reporting. The functioning as One Bank and, in
particular, the decentralized Business Delivery Units requires more systematic use of the
existing multiple reviewer function in the performance appraisal system. Since the system
was already in place in February 2020 and managers were trained in its use, the only
technical change is related to reporting realignments in the SAP Success Factors system.
It was planned that once setting off the process was completed, the first test would be the
setting up of 2020 objectives.

» Right-sizing and strategic staffing analysis. The results of an initial analysis of the right-
sizing concept for the Bank highlighted the need for further work. This was partly because
some Business Development Units had greater budgetary needs than could be met by the
existing budget envelope and partly because moving staff is a much slower process than
planned. The results of the full exercise were planned to be available in 2020 in a bid to
inform Human Resource planning in 2021.

» Organizational fine-tuning. Management aimed to undertake some organizational fine-
tuning, through a limited number of changes to the organigram. It aimed to use this to, via
consolidation, increase efficiency and effectiveness and to enable full implementation of
the One Bank approach and therefore enhance the impact of the DBDM.

» Staff movements. Once the right-sizing analysis is completed, actual physical movements
of people would take place but only over a longer period. From experience, the Bank has
learnt such changes can be disruptive and need to be managed gradually, taking fully into
account the welfare of the staff and their families. The action was expected to roll out over
2020-21 but has been delayed, including by the impacts of COVID-19.

» Talent Boards. Talent Boards to provide a stronger framework and accountabilities for
career development and efforts to ensure technical excellence among staff. According to
Management, work to define the activities of Talent Boards and their modus operandi is
advanced.

3. Budget management: The goal of the interventions in this area is to reform the Bank’s
approach to budgeting; moving from discretionary to product-based budgeting that is founded
on agreed coefficients, and better planning, recording and management of actual costs for
delivery. This reform is expected to enhance budgetary accountability and boost the institution’s
quest for value for money. Under the theme of budget management, the Bank has undertaken
to implement two actions as follows:

» Budget coefficients. According to the Bank, work on establishing budget coefficients for
deliverables in operations was close to completion and was used to inform the rolling

4 As per its work program, IDEV is currently conducting two evaluations of the Bank’s human resources management focusing
on specific themes: HR Evaluation 1 (Recruitment, Retention, Career Development, and Performance Management), and HR
Evaluation 2 (Workforce planning and Incentive structure).



budgets during 2020-22. The new approach was to be piloted during the development of
the 2021 budget. The experience derived would then inform the planning of the full rollout
of the budgets during 2022-24 period.

» Training to support budget reforms. To enhance the data required for implementing
budget coefficients, the Bank planned that training, communication and the upgrade of the
activity time recording system (ATRS) and software for budget planning would take place
throughout 2020. In addition, the Bank planned to give priority, throughout 2020 and
beyond, to communication on changing to a product-based budget approach, and the
training of those responsible for budget planning and execution in operations departments,
to ensure readiness for the 2021 budget.

Tools for joint accountability. Delivering as One Bank, rather than as disparate organizational
silos, requires setting KPIs for organization-wide goals and objectives; cascading the KPlIs to
individual complexes, organizational units and individual managers and staff members; and
monitoring and assessing performance on these KPls. The main initiatives in this work stream
are:

» Refined KPIs. According to Management, top-level KPIs have been agreed for all
operational complexes in 2019, and further refinements were planned to be made for 2020.
Increased attention on KPIs will help cement the joint accountability principle while also
ensuring the right balance between quality- and delivery-related KPIs and the setting of
challenging but feasible targets.

» Annual work program. The annual work program is an important aspect of joint
accountability. The largest part of it, Sovereign Operations (SOs) also happens to be the
easiest to plan for. According to Management, the process of deciding which projects and
programs graduate from pipeline to indicative operational program (IOP), and in which year,
is well established, notwithstanding recent refinements enabled by new budgeting software.
For Non-Sovereign Operations (NSOs) and non-lending operations, the Bank wants to
remain nimble and responsive to changing business opportunities and country contexts.
This part of the work program planning is always more challenging, but the Bank has
indicated that it is also close to completion.

» Service-Level Agreements (SLAs). In support of the joint accountability that the One
Bank requires, standard templates for SLAs — agreements between Business Delivery
Units and departments of the Bank—will be developed. Such agreements have been tried
and tested in many other organizations, including those based on traditional, matrix and
project organization principles. According to the Bank, SLAs are already in place in parts
of the institution, and this experience will inform the Bank how the approach can be
systematized.

Change management and communication. Placing a stronger focus on change management
was one of the strategic recommendations of the independent evaluation of the DBDM
implementation. The evaluation stressed the importance of more effective approaches to
managing multiple changes, including better communication with internal stakeholders on all
aspects of intended changes, at all stages, during planning and implementation. The focus in
this work stream is on the following dimensions:

» Communication. In implementing reforms, consistent and clear communication, especially
internally, is key. As a priority, all senior managers are responsible for cascading the One
Bank principles and working arrangements to Bank staff under them. Clear and consistent
communication, even down to specific terminology, is vital for removing any scope for
confusion in a period of ongoing change. According to Management, it plans to reiterate,
making use of awareness-raising sessions, messages about the original objectives, roles
and responsibilities of and during the process.

> Stakeholder engagement. Management has indicated that the work undertaken so far on
the work streams has been highly participatory, engaging a broad range of internal
stakeholders. Task teams were requested to delve into technical detail, where required,



during their presentations to ensure that that the deliverables were aligned and mutually
supportive, but also driven by staff with the relevant expertise. According to Management,
this participatory approach will continue to be its modus operandi in implementing the One
Bank Approach, including when examining what is working or not and adjusting its
implementation modalities accordingly.

> Risk management. Reform processes are fraught with risks and managing them well
requires effective identification and mitigation strategies, regular monitoring of progress,
the ability to learn lessons from experience and the capacity for course correction where
required. The four biggest risks recognized by Management were: (i) failure to provide
adequate resources to delivery units in 2020; (ii) late delivery of items on the critical path;
(iii) resistance to change; (iv) challenges in implementing dual reporting. Management
plans to manage these risks well during the One Bank implementation period.

» Tracking progress and retaining flexibility. The main reasons for tracking progress is to
assess whether the process is on track, how resources are being utilized, whether they
might be need to reassign them or, indeed, whether a course adjustment is required.
According to Management, the timelines for the relevant deliverables, as well as the
responsibilities assigned to each of them, will generate sufficient basis for tracking, The
Senior Management Coordination Committee (SMCC), with the support of the front office
of the Senior Vice President (SNVP), is tasked with the regular monitoring of progress and
the issues arising, crucially, taking decisions to address bottlenecks or adjust course, as
deemed necessary by its members.

Most of the actions of the One Bank Approach were expected to be implemented in 2020. The list of
the major reform under each workstream is presented in Annex 1.

Figure 1: Five workstreams for implementing the One Bank approach
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Source: African Development Bank (2020) Delivering as One Bank: management’s report on progress
implementing the One Bank Approach (ADB/BD/IF/2021/201)

In 2021, the Bank produced a report on progress achieved in implementing the “Delivering as One
Bank” document® that provides an overview of the progress achieved during 2020 and 2021 in carrying
out activities aimed at consolidating the One Bank Approach to business delivery.

3. Evaluation objectives, scope, and questions

Objectives and scope of the evaluation: The main objective of this evaluation is to derive useful
findings and lessons for Management and the Board regarding the implementation and results of the

5 Delivering as One Bank: Management's report on progress implementing the One Bank approach in 2021
(ADB/BD/IF/2021/201).



One Bank Approach. To do this, the evaluation will look at two components: 1) it will assess the extent
to which actions initiated under the five workstreams that Management introduced as a response to the
2019 evaluation of the DBDM have contributed to the implementation and success of the One Bank
Approach; 2) it will conduct a benchmarking study to compare the Bank’s One Bank Approach for the
provision of integrated solutions to RMCs’ needs with those of similar Multilateral Development
Institutions (MDIs), leveraging from a Comparative Study currently being conducted by IDEV.

Evaluation Questions: To deliver on the above objectives, the evaluation will address the following six
main evaluation questions, which relate to the international evaluation criteria:

Evaluation Criteria Question

Relevance 1. Towhat extent are the five workstreams together, and the actions under
each of them, aligned with (or add value to) the institutional context
(strategies, organizational culture, etc.) of the AfDB? To what extent
were they relevant, necessary, and sufficient® in addressing the
shortcomings identified by the DBDM evaluation?

Coherence 2. To what extent are the five workstreams coherent with other ongoing
reform processes in the Bank, such as decentralization, delegation of
authority and various Human Resources (HR) reforms? In particular,
how has the Bank adjusted its business processes to align with the
ongoing decentralization of skills, staff, and responsibilities?

Efficiency 3. To what extent have actions under the five workstreams been timeously
implemented as planned? Why or why not? How cost efficient has the
implementation of the OBA been?

Effectiveness 4. To what extent have the actions under the five workstreams, and the
five workstreams as a whole, achieved their intended short-term and
longer-term impacts, notably with respect to promoting behavior and
organizational culture change, hence increasing the Bank Group’s
capacity to deliver on its objectives as One Bank? What were the
unintended results of the implementation of the five workstreams, if any?

5. What are the main factors that facilitated or impeded the implementation
of (the actions under) the five workstreams, and their achievement of
the intended results? Any missed opportunities?

Not applicable 6. What are the key lessons to be derived from attempts at improving the
delivery of the AfDB’s One Bank Approach? What can the AfDB learn
from the “One Bank” approaches of other MDBs?

The evaluation will place particular emphasis on the three guiding principles of the One Bank Approach
noted above i.e., delivery, quality, and joint accountability in each evaluation question.

In addition to the questions above, the evaluation will also cover other relevant aspects of the One Bank
Approach that may emerge as important from the stakeholder consultations to be held during this
evaluation’s inception phase.

Evaluation audiences: The audience for this evaluation includes the AfDB Board of Directors;
Management and staff in headquarters, regional delivery units and country offices; governments of the

6 Was there anything else that the Bank should have done to achieve the objectives of the OBA, but that wasn't included?
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Bank’s regional member countries, project implementation units (PIUs) in RMCs, private sector
beneficiaries, civil society, and media in the RMCs; Multilateral Development Institutions, academia,
other development partners and collaborators.

Coordination with other ongoing evaluations

The evaluation of the One Bank approach will focus on the actions taken by the Bank and the processes
put in place to strengthen its capacity to deliver as a single entity. However, the One Bank Approach is
closely related to other ongoing IDEV evaluations, namely evaluations of the Bank’s Decentralization,
Human Resources Management (1 and 2) and the Comparative Study of Multilateral Development Bank
Operating Models. To avoid overlap and ensure a clear delineation of scope, this evaluation will
coordinate closely with the afore-mentioned evaluations. For example, questions related to revision of
the Delegation of Authority Matrix (workstream 1) and staff movements (workstream 2) will be covered
by the Decentralization evaluation; likewise, questions related to rightsizing and strategic staffing
(workstream 2) will be covered by the HR2 evaluation. The Comparative Study, mentioned above, will
examine the matrix model more generally.

4. Methodology
4.1. Design

The evaluation is a process evaluation” designed to ensure that the findings, lessons, and
recommendations are based on a robust foundation of evidence to help shape the future response and
improve the implementation of the AfDB’s One Bank approach. The evaluation will focus on the
institutional set-up and assess the relevance, coherence, efficiency and effectiveness of the institutional
processes and reforms adopted to respond to needs of the Bank’s RMCs as One Bank. As mentioned
in earlier sections, the evaluation will determine the extent to which the five workstreams and actions
stipulated in the Management’s response to the 2019 DBDM evaluation and the “Delivering as One
Bank” document have been implemented and the results achieved, if any.

It will be theory-based and will be guided by the Theory of Change (ToC) provided in the next
subsection of this document. The ToC is the sequence of logical relationships linking
problems/challenges/constraints, inputs/resources, activities, outputs, outcomes, and impacts. This
framework will help illuminate the degree to which the five workstreams have been coherent, relevant,
effective, and efficient in delivering their intended results. The themes to be analysed are captured in a
set of evaluation questions. These questions are operationalized by linking them to a specified set of
indicators. The question, together with indications regarding the sources of evidence to be used,
constitute the evaluation matrix.

Finally, the evaluation will use a multi-level, mixed methods approach to triangulate information,
reduce biases, and assess the robustness of the findings: literature review, desk review, interviews,
questionnaires, focus group discussions with governments, AfDB staff (at HQ, in business delivery units
and country offices), PIUs, development partners, specific country case studies and a benchmarking
study.

4.2. Theory of change

The ToC describes the sequence of events expected to lead to the results and goals of the five
workstreams of the One Bank Approach with respect to the Bank. It illustrates the various pathways
through which the inputs and expected outputs related to the five workstreams interact with one another
to achieve the intended results. The ToC also indicates the assumptions that have been made with

7 examines the nature and quality of implementation of interventions, and intended to inform decisions about improving
primarily implementation.
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respect to the expected changes. The draft ToC consists of four main levels and, as highlighted in
Figure 2 below, there are distinct relationships between them.

As indicated in Figure 2, the intermediate results of a successful implementation of the One Bank
Approach are to improve the incentive structures, strategies, systems and processes, heighten
synergies between sectors, knowledge management, and sovereign and non-sovereign operations,
and lead to more effective and efficient use of the financing windows to deliver integrated solutions. In
turn, this will make the AfDB Group more effective and efficient at delivering as a collective (AfDB staff
will be incentivized to focus more on corporate integrated solutions, and RMCs will increasingly see the
AfDB as an integrated solution provider. The implied increase in the supply of integrated solutions for
addressing RMCs investment and development needs will spur greater impact on Africa’s development.

12



Figure 2. Theory of Change
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Risks: Failure to provide adequate resources to relevant entities to enable timely delivery on commitments; Adverse impacts to performance of the COVID-19 pandemic;
Resistance to change; Late delivery of action items identified in the workstreams; Challenges in implementing dual reporting.




4.3. Phases of the Evaluation

The evaluation will be undertaken in three phases using, in each phase, several interrelated methods
to answer the evaluation questions and ensure that the triangulation and validation of the results are
adequate.

Phase 1: The inception phase — this phase includes the review of documentation and initial
consultations with key stakeholders to ensure a solid understanding of the objectives, scope, and the
context of the evaluation. During this phase, the evaluation team completed the table in Annex 1, with
information obtained from the different departments responsible for the different workstreams to
understand the current status of implementation of the initiatives identified by the Management after the
evaluation of the DBDM. This phase was completed by IDEV and It included a review of the literature
and the development of this Approach paper.

Phase 2: The data collection phase. To ensure that findings, conclusions, and recommendations are
based on robust information, a representative range of stakeholder viewpoints will be collected. In
addition to in-depth document reviews, stakeholder interviews, focus group discussions, and those with
regional groups and reference group members will be conducted. At this stage, the secondary data
collected during the inception phase will be complemented by primary data collected mainly through:

o In-depth desk review of the institutional framework, strategies and policy guidelines related to the
One Bank Approach. It will gather data on the actions taken by the Bank under the five workstreams
for the operationalization of the One Bank Approach. The review will help us understand the context,
goals, and commitments of the Bank with respect to this crucial reform. The desk review will mainly
focus on:

o AfDB’s policies, strategies and guidance papers and frameworks;

o The “Delivering as One Bank” documents and related progress reports;

o AfDB’s corporate (financial, operations and administrative) management information,
including budget, work-plan, corporate performance data and reports related to the
implementation of the One Bank Approach; and

o Relevant third-party assessments of aspects of the Bank that are available, such as the
most recent MOPAN assessment.

o Key Informant Interviews with Board members, Senior Management, Bank staff (at HQ, in ROs
and COs), including the heads departments or units in charge of each of the five workstreams
(present and former), Management, Evaluation Reference Group (ERG) members, Staff Council
(SCO) officers, country focal points, Project Implementation Units, development partners and civil
society organizations. This will make it possible to know the state of implementation of the One
Bank Approach, and the associated challenges, and relevant suggestions for improvement. In
addition, interviews will be held with a selected number of country offices, RMC officials,
development partners and clients. Finally, consultations will be held with the civil society department
(AHGC) and the Independent Review Mechanism (IRM) on any feedback from civil
society/beneficiaries on the extent to which relations with the Bank have changed;

o Focus group discussions with some AfDB staff, where appropriate instead of conducting
individual interviews (i.e. estimated maximum 10 FGDs);

o Online survey questionnaire to capture views and perceptions from AfDB staff,®

The benchmarking study will compare the Bank’s One Bank Approach for the provision of
integrated solutions to RMCs’ needs with those of similar MDls. It will compare not only the design
of the model/approach, but also how it has been implemented in practice, what its effects have
been and what its impact has been on staff and clients. This will provide ground for comparison
between the operating models of other MDIs and the Bank’s One Bank model, thereby highlighting
their similarities and differences and drawing potential lessons for the Bank. These comparison
areas include: understanding organizational structure and corporate policies, how strategic plans
are structured and rolled out, KPI development and implementation, etc. In designing the

8 staff's views (at HQ and in ROs & COs) on the extent to which they are now working differently than before, their views on the
impact of the reforms, and understanding of organizational culture.
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benchmarking and data collection exercises, the team has coordinated with the evaluation team of
the Comparative Study of Multilateral Development Bank Operating Models, and included questions
to the interview guides that would inform this evaluation.
In addition, the team will coordinate with the team for the Evaluation of the Bank’s Decentralization
to leverage from potential data collection activities (e.g. interviews to common stakeholders) to
avoid respondent fatigue. Moreover, the country case studies proposed here will make it possible
to undertake further comparative analyses at the country level (see Annex 3 for the evaluation
questions).

o Country and Regional Case Studies. The evaluation will conduct country and regional case

studies (across 11 countries in five regions), which will include field visits. These include interviews

with government, Project Implementation Units (PIUs), development partners, civil society

organizations on change in the quality and ease of dealing with the Bank under the One Bank

Approach. The sample of countries in the case studies will include the five countries that host the

Bank's Regional Offices (Céte d’'lvoire, Cameroon, Tunisia, South Africa and Kenya). This will allow

in-depth discussions with the regional officials of the Bank (RDGW, RDGE, RDGC, RDGN, and

RDGS) and help draw valid conclusions from evaluation findings. The rest of the sample will be

balanced based on the following criteria:

v Region/geographic (north, east, west, central and southern)

v' CSP approved before and after 2021: to capture improvement of One Bank Approach in the
new CSP

v" Anglophone, Francophone, and Lusophone countries

v" Representation of AfDB classification: ADF (including Transition states), ADB and Blend
countries

v" Countries that do not have mission fatigue due to other IDEV evaluations conducting missions
in 2024

The application of the above criteria led to the inclusion of Chad, Egypt, Mozambique, Uganda,
Togo and Morocco (see Table 1 for full list of selected countries).

Table 1 RMC selected for case studies

N° Country Region AfDB Classification CSP Year Language
1 Céte d’lvoire West Blend 2023-2028 French
2 Togo West ADF/Transition state 2021-2026 French
3 Cameroon Central Blend 2023-2028 French
4 Chad Central ADF/Transition state 2015-2022 French
5 Kenya* East Blend 2019-2023 English
6 Uganda East ADF 2022-2026 English
7 Tunisia* North ADB 2017-2023 French
8 Egypt North ADB 2022-2026 English
9 South Africa® South ADB 2018-2022 English
10 Mozambique* South ADF/Transition state 2023-2028 Portuguese
11 Morocco** North ADB 2024-2029 French

Source: Evaluation team.

*The team proposes conducting a virtual mission with the Kenya, South Africa, Tunisia, Mozambique, and
Cameroon offices. To obtain critical information from other in-country stakeholders, IDEV proposes field missions
to Céte d’lvoire, Togo, Chad, Uganda and Egypt.

**The team also proposes Morocco as a back-up to Egypt for the north Africa region

Desk reviews of the case study countries and regional offices will be conducted in preparation for the
field visits to each country. The field visits will enable interviews with country and regional teams, heads
of PIUs, government officials, selected project counterparts, CSOs, and in-country development
partners to generate feedback on the relevance, coherence, effectiveness and efficiency of the Bank’s
One Bank Approach. Annex 4 provides more details on the approach and sampling of the case studies.

Phase 3: The validation and reporting phase. During this phase, data will be analysed, triangulated,
and validated. This phase will include the preparation of the country/regional case study report, the
benchmarking report, the technical report, and a summary report for the attention of the Board.
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Figure 3: Overview of Evaluation Components
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5. Challenges and Limitations

Most of the actions under the five workstreams have only recently been implemented. We, therefore,
might not have enough hindsight and record of performance to assess the longer-term effects of the
reforms and the expected results with a high degree of confidence.

The evaluation team proposes to address this challenge through a combination of: (i) detailed prior
analyses of the vast documentation so as to derive the specific ToC of the Bank’s One Bank Approach,
and identify all the actions undertaken thus far under the five workstreams and the relevant
stakeholders; (ii) undertake an optimal choice of sample for the country-specific case studies; (iii)
ensure that country visits are well prepared to maximize opportunities for data collection; and (iv) use a
good deal of realism when synthesizing and consolidating results. These measures will make it possible
to ensure as much as possible that the results are those of the reforms evaluated even if they have just
been implemented.

In addition, the evaluation will rely on contributions from a core team and team cohesion will be crucial.
In order to ensure quality control and to minimize team variability, the consultancy firm to be recruited
to support the evaluation and the IDEV evaluation team will work closely together to develop and pilot
various data collection tools. Moreover, the evaluation team will organize training sessions and provide
additional guidance on issues of methodology, where required. This will help ensure the approach and
methodology chosen for this evaluation are well understood by all team members.

6. Deliverables

The evaluation will produce the following main deliverables/outputs:

(i) Approach Paper: outlining the objectives, questions, scope, detailed evaluation design and
methodology, knowledge management and dissemination, expected deliverables and
timelines, and the terms of reference for the consultant (IDEV)

(i) Country Case Studies Synthesis Report: summarizing the evaluation findings at country
level (IDEV and firm).

(iii) Online Questionnaire Survey Report: summarizing the responses to the stakeholders’
survey (firm).

(iv) Benchmarking Study Report: presenting a synthesis of the institutional comparative
analysis at global and country level (IDEV and firm)

(v) Technical Report: presenting a synthesis of findings and lessons from the above reports,
other sources of evidence and background work (firm)

(vi) Summary Report: short summary report (20 pages) for the Board with key findings,
conclusions, lessons learned, and recommendations (IDEV).

7. Evaluation Quality

To ensure that the evaluation meets quality standards and responds to the needs of relevant
stakeholders, and given the overlapping subject matter, a joint ERG was created for this evaluation, the
parallel Decentralization evaluation, and Comparative Study of Multilateral Development Banks’
Operating Models. The joint ERG will not only enhance coherence but will also rationalize the use of
resources, avoid duplication, and counter consultation fatigue, given the focus of the three evaluations
and their similar timelines.

The ERG will act as an advisory body for the evaluation and will be the primary forum through which
IDEV will engage with and consult key Bank stakeholders. ERG scope of activities will include review
and provision of feedback on the evaluation key technical deliverables, including approach paper,
preliminary findings/technical report, and final evaluation report, as well as participate in the
communication and dissemination of evaluation findings. The ERG will be closely engaged at all key
stages of the evaluation process, reviewing evaluation deliverables, and participating in meetings.
Together, the ERG, the evaluation team and internal and external peer reviewers will complement each
other’s roles and be able to draw on diverse technical and regional expertise. The first ERG meeting
was held on the 14™ of July 2023, where the evaluation teams introduced the objective of each
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evaluation, discussed key focus areas and a tentative timeline for the evaluations. It was an opportunity
for ERG members to ask questions and discuss their needs, focus areas and areas of concern. The
second ERG meeting was held on the 16" of January 2024, where the draft approach paper was
presented and based on the comments received during the meeting and in writing, the approach paper
was revised to this current version. For the full list of ERG members, see Annex 5.

In addition to the ERG, all evaluation products will be reviewed by external and internal peer reviewers
to ensure methodological soundness and operational relevance in line with the objectives of the
evaluation. The three internal peer reviewers will provide guidance on the scope, rigor and feasibility of
the evaluation approach and ensure that the suggested methodology and processing are consistent
with good practice standards for evaluation. For more information about the external peer reviewer, see
Section 9.3.

8. Stakeholder Engagement and Dissemination Plan

IDEV will give internal and external stakeholders an opportunity to provide feedback and interact with
the evaluation team throughout the entire evaluation process. This aims to foster greater stakeholder
understanding and/or ownership of the evaluation results. Table 6.1, Annex 6, outlines the evaluation’s
stakeholder engagement strategy, mapping out the key stakeholders, the envisaged strategy for their
involvement, their expected role in the evaluation, and their (assumed) information needs and interests,
and the evaluation deliverables to communicate. To ensure that timely and relevant evaluation
information and knowledge is shared with the target audience, a mix of communication and
dissemination activities will be employed (see Table 6.2, Annex 6). This will subsequently be developed
into a detailed dissemination plan for the evaluation.

9. Team, Resources and Tentative Timeline
9.1.IDEV Team

The Bank’s One Bank Approach evaluation will be led by Leticia TAIMO, Senior Evaluation Officer and
Mohammed Jalaludeen ISSAHAQ, Principal Evaluation Officer. They will be supported by Jeannot
NGOULMA, Evaluation Consultant. The Internal Peer-review team will comprise AbdulKareem LAWAL,
Consultant, Girma KUMBI, Chief Evaluation Officer, and Joseph MOUANDA, Chief Evaluation Officer.
Jacqueline NYAGAHIMA, Principal Knowledge Management Officer, will lead knowledge management
and communications, supported by Roberta Blankson, Junior Consultant, while overall guidance will be
provided by Madhusoodhanan MAMPUZHASSERIL, Division Manager, IDEV.2 and Karen ROT-
MUNSTERMANN, Evaluator General. Parfait KOUASSI, Team Assistant, will provide administrative
support. The evaluation will also benefit from a high-level external peer review by established academic
and/or professional institutions/bodies. The evaluation team thanks Eric KERE, Senior Evaluation
Officer, who led the initial phase of the One Bank Approach evaluation, until he left the department in
February 2024.

9.2. Required expertise of consultants

The work will require a team of highly qualified consultants in a reputable consulting firm to support the
data collection and analysis phase, culminating in the evaluation Technical Report. The general
requirement and experience of the firm would include significant expertise in:

() Multilateral Development Bank Design, Operating Model, Culture and Processes. The
consultants should have an excellent knowledge of the institutional set-up, operating model and
culture of MDBs and must be able to assess the quality, relevance, coherence, efficiency and
effectiveness of the institutional processes and reforms adopted to efficiently and effectively
respond to the needs of the Bank’s RMCs under the One Bank Approach;

(i) People Management and Organization. Understanding of design, development, implementation,
administration, culture, and communication of the people management and organization is crucial
for evaluating how well the Bank is attracting, managing, and retaining talent under the One Bank
Approach.
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(i) Tools for Joint Accountability. The consultants should have an excellent knowledge of the
formulation of KPIs for organization-wide goals and objectives and cascading the KPIs and setting
the annual work programs, etc.

(v) Budget Management. The consultants must have excellent knowledge of the preparation and
implementation of budgets in the context of MDBs;

(v) Change Management. An excellent knowledge of change management principles in MDBs context
is crucial for evaluating how well the Bank has managed the One Bank Approach reforms. The
identified experts should be able to assess the level of resistance to change, the effectiveness of
communication and training programs, the levers to successfully effect (behaviour) change, and the
level of employee engagement and motivation.

(vi) Communication. Excellent communication skills, with ability to tailor written and verbal
communication for a range of audiences including Bank staff and Management, Board members,
RMC representatives, heads of PIUs, selected project counterparts, civil society, other development
partners, are crucial.

9.3. External peer reviewer

The services of an external peer reviewer will be used to help improve the quality of the evaluation
process, findings, conclusions, lessons learned and recommendations and to ensure the alignment of
the methodology with IDEV and international best practices. The Peer Reviewer will provide comments
and suggestions at each reporting stage of the evaluation.

The general requirement and experience for the consultant would include significant expertise in i)
evaluation, ii) organizational development, iii) design and performance of international financial
institutions and their role in global governance, and iv) AfDB strategies, policies, processes, and
operations.

9.4. Tentative Timeline

The estimated timeframe for the conduct of the main evaluation activities is 18 months. The main
activities are expected to begin from June 2023. The table below presents a tentative estimate of the
timeline for delivery.

Tentative timeline

Milestones Completion date

Preliminary consultations June 2023

Set up the Evaluation Reference Group July 2023

Final Concept Note July 2023

Consultations with key stakeholders (scoping) September — October
2023

Draft Approach Paper end December 2023

Final Approach Paper End May 2024

Consultant procurement and contracting June 2024

Team mobilization and commencement of work July 2024

Data Collection September 2024

Presentation of Preliminary findings and additional stakeholder | November 2024

consultations as necessary

Draft Technical Report December 2024

Draft Summary Report February 2025

Final Summary Report March 2025
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Figure 2 Evaluation Activities Timeline

Phase / Task

Phase 1 - Inception Phase

Preliminary Consultations

Set up the Evaluation Reference Group

Final Concept Note

c ions with key s

Review of key documentation

Development of Evaluation Approach and Data Collection Tools
Samplig of Country Case Studies

Draft Approach Paper

Approach Paper presentation

Incorporate comments received on Approach Paper
Final Approach Paper

Procurement and contracting of Consulting Firm
Phase 2 - Data Collection

Review of key documentation (by consultant)

Review and finalization of data collection tools (by consultant)

Data collection (online survey, key informant interviews, focus
groups, in-country field visits)

Phase 3 - Validation and Reporting Phase

Data analysis and triangulation

Presentation of Preliminary findings and additional stakeholder
consultations as necessary

Submission of Draft Technical Report

Draft Technical Report presentation to ERG

Incorporate comments received on Draft Technical Report
Final Technical report

Final Summary Report

Deliverable

Approach Paper

Country Case Studies Synthesis Report
Online Questionnaire Survey Report
Benchmarking Study Report

Technical Report
Summary Report

Jun-23

Jul-23

Aug-23

Sep-23

Oct-23

Nov-23

Dec-23

Jan-24

Feb-24

Mar-24

Month

Apr-24

May-24

Jun-24

Jul-24

Aug-24

Sep-24

Oct-24

Nov-24

Dec-24

Jan-25

Feb-25
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Annex 1. Major reform by workstreams, as of June 2024

This Annex was completed by the different departments during the evaluation inception phase. Unfortunately, despite following-up multiple times PCTS did not complete
workstream 2. Therefore, this will have to be completed during the data collection phase.

Original main initiatives measures Adjusted main initiatives Implementation progress in June 2024 Responsible
measures Department
The One Bank DAM (2021 One Bank DAM in) was completed and promulgated in March
(i) One Bank Delegation 2022 SNBT/SNDI
of authority matrices
(i) Delegation of Authority Matrix | (DAMs)
(DAM) and the new Presidential
Directive (PD) on Operations After several rounds of work, a task force was set up to finalize the PDs. the Director,
Review and Approval Processes SNMO | has indicated that per the Chair of the TF on the PDs, the PDs are being completed
(ii) Presidential directives | and will be submitted to SMCC for LOTB Approval. SNBT/SNDI
on critical aspects of
business conduct and
service delivery
(ii) Updated Operations Manual (iii) Guidelines and The operations Manuals are currently being revised. Will be updated by Q3 2024. SNSP, SNDR
procedures, annotated
templates, and check SNDR also updated the annotated formats for SO investment operations, PCN and PAR,
lists that was a big improvement (formats on our site). PINS also made updates to the various
NSO ones (on the NSO portal).
(iv) Readiness review The new enhanced readiness review has been in effect since 1 September 2021. Its design SNBT/SNDI,
quality assurance tools was explicitly informed by IDEV recommendations. SNDR
The process was also reflected in the Operations Manual Vol 2 update in 2023 (on intranet
OM icon). In addition it is reflected in the PD issued last year on design and approval
(iii) The WAKANDA program (directives management system). We also committed to keep the RR regularly updated,
so we did an update that went live this January and it did further raise the bar on a couple
of criteria. All the data that the Board is talking about re quality at entry is possible because
of the transparency of the RR — see for example the RR dashboard.
(v) Business process Operations Manual, Volume 2, was approved in June 2023 and dissemination is on-going. | SNBT, SNSP,
manuals and handbooks PINS
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Original main initiatives measures Adjusted main initiatives Implementation progress in June 2024 Responsible
measures Department
The One Bank DAM (2021 One Bank DAM in) was completed and promulgated in March
(i) One Bank Delegation 2022 SNBT/SNDI
of authority matrices
(i) Delegation of Authority Matrix | (DAMs)
(DAM) and the new Presidential
Directive (PD) on Operations After several rounds of work, a task force was set up to finalize the PDs. the Director,
Review and Approval Processes SNMO | has indicated that per the Chair of the TF on the PDs, the PDs are being completed
(ii) Presidential directives | and will be submitted to SMCC for LOTB Approval. SNBT/SNDI
on critical aspects of
business conduct and
service delivery
(ii) Updated Operations Manual (iii) Guidelines and The operations Manuals are currently being revised. Will be updated by Q3 2024. SNSP, SNDR
procedures, annotated
templates, and check SNDR also updated the annotated formats for SO investment operations, PCN and PAR,
lists that was a big improvement (formats on our site). PINS also made updates to the various
NSO ones (on the NSO portal).
The new enhanced readiness review has been in effect since 1 September 2021. Its design
(iv) Readiness review was explicitly informed by IDEV recommendations. SNBT/SNDI,
quality assurance tools SNDR
The process was also reflected in the Operations Manual Vol 2 update in 2023 (on intranet
OM icon). In addition, it is reflected in the PD issued last year on design and approval
(directives management system). We also committed to keep the RR regularly updated,
(iii) The WAKANDA program so we did an update that went live this January, and it did further raise the bar on a couple
of criteria. All the data that the Board is talking about re quality at entry is possible because
of the transparency of the RR — see for example the RR dashboard.
Operations Manual, Volume 2, was approved in June 2023 and dissemination is on-going.
(v) Business process SNBT, SNSP,
manuals and handbooks PINS
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Original main initiatives
measures

Adjusted main initiatives measures

Implementation progress in June
2024

Responsible department

(i) Clarifying reporting
arrangements and functional
home departments

(i) Clarifying lead responsibility
on recruiting staff in their areas
of expertise, irrespective of the
delivery units to which they are
to be assigned

PTCS

(ii) Clarifying the arrangements
for staff performance review and
appraisal

PTCS

(ii) Using existing tools to
enable dual reporting

(iii) (a) Spelling out staff
members’ dual reporting lines
and responsibilities to delivery
management and to the
functional home department;
and (b) Upgrading existing ICT
tools and enhancing staff
member’s capacity to effect dual
reporting

TCIS

(iii) Right-sizing and strategic
staffing analysis

(iv) Right sizing and strategic
staffing for organizational units

PTCS

(iv) Staff movements

(v) Staff movements to
implement right sizing of staff
distribution

PTCS

(v) Talent Boards

(vi) Talent Councils to provide
staff a stronger framework and
accountabilities for career
development and efforts to
ensure technical excellence
among staff

PTCS

(vi) Organizational fine-tuning

(vii) Staffing needs of
decentralized offices

PTCS
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(iii) Budget management workstream

(ii) Piloting the use of coefficients in the Done, the initial implementation was piloted for the 2021-2023 work program budget planning | SNPB;
2021-2023 rolling budget exercise cycle. RDVP
Since its initial implementation, the coefficient approach has been used in allocating budget for
(iii) Tapping the experience from operations each year. As part of the budgeting process, the coefficient parameters are | SNPB;
implementing the 2021-2023 budget in examined and calibrated accordingly to ensure they reflect appropriate basis for resource RDVP
2021 allocation.
(iv) Full roll-out of the use of coefficients | Gradual increase of deliverables under coefficient budgeting. Coefficients will be extended to | SNPB;
in the 2022-2024 budget other deliverables as may be feasible. RDVP
(ii) Training to (v) Communication and training in Various training sessions are organized at different levels as part of the Budget preparation | SNPB;
support budget support of budget reforms process. Also, online training courses covering various aspects of the budget process have RDVP
reforms implementation been developed for various stakeholders of the budgeting process.
The ATRS and SRAS systems have been enhanced to better support and provide relevant
(vi) Upgrading the activity time recording | data for the coefficient approach to budgeting. SNPB;
system (ATRS) and software (SRAS, RDVP

SAP) for budget planning
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Original main
initiatives measures

Adjusted main initiatives measures

Implementation progress in June 2024

Responsible department

(i) Refined KPls

(i) Refining the KPIs to support

The Bank’s Top Level KPIs Framework was first introduced in 2019. These are

the core principle of joint strategic, measurable, relevant and time-bound, developed around the following four SNDR; RDVP
accountability but individual key principles, that.
responsibility
1. Regions have a clear line of sight on all operations within their regions.
2. Sectors have a clear line of sight on all operations within their sectors.
3. Regions and Sectors are jointly responsible for performance and delivery.
4. "Performance is tracked at different levels of disaggregation: ADB public, ADB
Private and ADF.
The 2024 Top-level KPIs were approved in January, with additional KPIs on:
=  Selectivity, prioritising big and impactful operations.
=  Project readiness for sovereign operations.
= and Project categorisation for mainstreaming gender is ADF operations:
RDVP done, the KPIs are cascaded down to the Region (DG) and country (CMs)
level.
(ii) Annual work (ii) Annual work program Done, Work Program consultation meetings organized between Sectors and Regions SNDR; RDVP
program preparation as an exercise in to discuss the work program
joint accountability
(iii) Work Program Agreements Done, Quarterly Work Program review meetings organized to review progress on SNDR; RDVP
(WPAs) to provide frameworks delivery
for joint accountability and
individual responsibility
SNDR; RDVP

(iii) Service-Level
Agreements (SLAs)

(iv) Policy Reform Dialogue
Matrix (PRDM)

Done. The development/design of the PRDM was completed earlier in 2023, with
user training undertaken in July 2023. Since then, staff was expected to populate the
PRDM. A second round of user training is envisaged before the end of 2023

Original main
initiatives measures

Adjusted main initiatives measures

Implementation progress in June 2024

Responsible department
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(i) Development of a change
management approach for the
Bank

The One Bank Change Management Approach was developed to improve how the
Bank manages the people side of change and strengthen the Bank’s change agility
in general. Although initially focused on the One Bank work streams, the building of
change management competencies across the entire organization will ensure that
change management is done effectively on all projects and changes in the
organization. The AfDB’s approach is underpinned by the well-established Prosci
approach and is characterized by the introduction of a common methodology and set
of processes and tools for managing change across the Bank; development of
change management competency at all levels of the Bank; inculcating change
ownership; fostering change portfolio management

The three pillars of the approach are

1. Standardize change management methodology, processes and tools (the
Bank has adopted the Prosci approach to do this.
2. Build skills in change management as a core competency (through trainings

for five core groups based on the role they are likely to play in a change management
effort: senior management, managers, project teams, change agents (change
management practitioners), and all staff in general. This is expected to foster
acceptance of and adoption of change. A critical aspect of building competency
involved training nominated staff as change management practitioners (change
agents) to be able to use the change management methodology and tools to carry
out change management efforts in their organizational units, thus strengthening
change management ownership.

3. Foster ownership and mainstreaming of change management by the Bank
(Setting up a change agents’ network (trained as change management practitioners)
to plan and lead change management efforts within their organizational units and a
change management community of practice to foster peer learning from change
management experiences with technical support provided by SNBT.

SNDI/SNBT
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(ii) Implementation of change
management approach

Significant progress has been made in implementing the approach. These include

the following:

1.  The Bank has effectively adopted a standard change management methodology
(underpinned by the Prosci methodology) and process (the 3-Phase Prosci
approach at the organizational level and the Prosci ADKAR model at the
individual level); and tools (purchase of licensed Prosci’s tools & resources
(Proxima, change portfolio management tool, templates and more).

2. Building competency: Management acquired a 4-year enterprise Prosci license
that has allowed Management to equip the whole Bank with the tools and
resources to effectively embed change management into the Bank’s change
efforts and daily work — in a cost-effective manner. To date, 1327 staff have
participated in 77 change management competency building trainings (roles
based as outlined above). In addition, 155 of 195 change agents successfully
completed the change management practitioner certification training and can be
expected to lead on change management efforts within the Bank when
necessary.

With respect to the One Bank Approach workstreams, all project teams, after
receiving training in change management, most of the One Bank work stream project
teams participated in the development and implementation of change management
plans (with support from SNDI/SNBT) to ensure effective implementation of approved
reforms and innovations within their purview. This is line with the approach to foster
ownership of change management by project teams and organizational units leading
change efforts. The change management training offered to all One Bank workstream
project teams aimed to help them understand the basics of change management;
how to integrate change management with project management; how to
communicate on change, advocate for and support change beyond the technical
facets of change. 58 staff were trained during 2020 and received support with
development of a change management strategy for their workstreams. Under the
Prosci approach, a change management strategy comprises.

The training programs and information sessions have raised awareness about the
need for change management. More and more project teams are taking the initiative
to ensure their staff are able to effectively manage change. Since mid-2020, about
96 Bank staff have participated in the Delivering Project Results Workshop including
16 staff in Q4 2020, 46 staff in 2021, 9 staff in 2022, and 25 staff in Q1 2023.

A robust Bank-wide change management ecosystem has been developed, including
a Change Management Community of Practice (AfDB CM CoP) with about 300
members on the list.

SNDI/SNBT; PTCS;
PCER
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The existence of the Quality Matters Toolkit website — now the most visited internal
site (apart from HR etc) was part of the communication part of the change
management. We also benefited from a champion and did a lot of training especially
in the first year. We also put a lot of work into making the process easy — we have a
semi-automated system, and clear focal points and coordinator roles.

(i) Stakeholder
engagement

(iii) Stakeholder engagement in
changes during all stages

See section on implementation of change management

SVP/SNDR//SNDI/SNBT

(ii) Communication

(iv) Communication on changes

See section on implementation of change management

SVP/SNDR, SNDI/SNBT
and PCER

(iii) Tracking
progress and
retaining flexibility

(v) Tracking progress

The instructions under the ,Rules of the game “institutionalises greater interaction
between regions, sectors, and the ecosystem. The Annual Work Program planning
meetings and quarterly Work Program review meetings play an important part in
strengthening the one bank model and increase the Bank’s operational effectiveness.
Institutional KPIs are systematically cascaded down from VPs to Directors and
Managers. They also form the basis for Executive Performance Agreements for VPs
and Directors.

SVP/SNDR, SNDI/SNBT

iv) Risk
management

(vi) Risk management

SVP/SNDR, SNDI/SNBT
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Annex 2. Evaluation Matrix

Evaluation Questions

Evaluation Sub-Questions

Indicators / Assessment criteria

Methods and Sources

1.

To what extent are the five
workstreams together, and the
actions under each of them, aligned
with (or add value to) the institutional
context (strategies, organizational
culture, etc.) of the AfDB? To what
extent were they relevant, necessary,
and sufficient in addressing the
shortcomings identified by the DBDM
evaluation?

1.1.

How are the actions under the five
workstreams and the five
workstreams as a whole aligned to
the AfDB institutional context
(strategies, culture, etc.)?

1.2.

How do actions under the five
workstreams add value to the AfDB
institutional context (strategies,
culture, etc.), while avoiding the
duplication of effort?

1.3.

To what extent are the five
workstreams together with the
actions under each of them relevant
to ensuring a One Bank Approach?
Are there critical actions/initiatives
that have been omitted from the One
Bank Approach?

1.4.

To what extent were the actions
identified under the five workstreams
likely to address the
recommendations of the DBDM
evaluation?

Clarity of the design and logical linkages
between the five workstreams and the actions
under the five workstreams with AfDB
strategies, policies and culture.

Level of alignment between the design/scope
of the five workstreams and the shortcoming
identified by the DBDM and how realistic were
the assumptions in five workstreams design
logic

e Desk review of the design and
logic linkage between recent
Bank documents with the
Bank’s main strategies
(decentralization, HR,
corporates, etc.)

e Targeted consultations and
interviews with:

- Board members

- Sr Management, Directors
General, managers, country
directors

- Process owners (incl.
procurement, project task
managers, CPO, country
economist, HR, etc.)

To what extent are the five
workstreams coherent with other
reforms processes ongoing in the
Bank, such as decentralization and
various HR reforms?

2.1.

How well have actions under the
proposed five workstreams been
designed and implemented in
synergy and in coherence with HR
reforms processes ongoing
(rightsizing and strategic staffing
analysis, organizational finetuning,
staff movements, and talent
Boards...)?

2.2

How well do actions proposed under
the five workstreams have been
designed and implemented in
synergy and in coherence with
decentralization efforts?

2.3.

To what extent have the actions
identified under the five workstreams
been designed and implemented in

e Level of coherence and synergy with HR
reform

e Level of coherence and synergy with
decentralization reform as stipulated in the
business process improvement
workstream

e Level of coherence and synergy with other
reform processes taking place at the Bank

e Desk review of Bank documents
of the Bank’s main strategies
(decentralization, HR,
corporates, etc.)

e Targeted consultations and
interviews with:

- Board members

- Sr Management, regional
managers, country directors
- Process leads (incl.
procurement, project task
managers, CPO, country
economist, HR, etc.)

e Case Studies
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Evaluation Questions Evaluation Sub-Questions Indicators / Assessment criteria Methods and Sources

coherence with other reform
processes taking place at the Bank?

3. To what extent have actions under 3.1. How well, with respect to plans, have | e  Level of execution of activities and o Desk review of Bank

the five workstreams been timeously the actions under the five reforms documents: “Delivering as One

implemented as planned? How cost workstreams been implemented? e Quality of action implementation Bank” documents, monitoring

efficient has the implementation of e Feedback from stakeholders on how actions plan, etc.

the OBA been? Why or why not? actions are being implemented e Targeted consultations and

3.2. Have activities been delivered within e Percentage of actions that have been interviews with Bank staff (at
the expected timeframe? What are completed within the expected timeframe HQ and country levels) in the
the reasons for any perceived per workstream fields of the five workstreams
deviations? e Implementation progress on the one bank | ®  Online survey: AfDB staff
activities e Case Studies

e Degree to which the activities have been

completed within the expected timeframes
e Realistic timeframe and effort for reforms
3.3. How clearly do staff understand and e Degree to which staff are following

follow processes and procedures established procedures for delivering as
associated with delivering as One One Bank
Bank? e Perception of Staff on whether the

activities/processes/procedures under
each workstream are clear

4. To what extent have the actions 4.1. Did the actions implemented under Staff demonstrate evidence of: e Targeted consultations and
under the five workstreams, and the the five workstreams enhance the e Behaviour change interviews with Bank staff (at
five workstreams as a whole, business processes to deliver as e Collaboration and teamwork between HQ and country levels)
achieved their intended short-term One Bank? headquarters and field offices and across | ¢  Key Informant Interviews with:
and longer-term impacts, notably 4.2. Did the actions implemented under sectors o  Senior Management,
with respect to promoting behavior the five workstreams enhance the e A greater focus on quality, delivery and Board members
and organizational culture change, capacities, readiness and willingness joint accountability o AfDB staff in HQ,
hence increasing the Bank Group’s of Bank staff to deliver in an One e Streamlining processes regional hubs and a
capacity to deliver on its objectives Bank Approach framework? Have e The One Bank Approach is perceptible in selected number of
as One Bank? What were the the actions led to behavioural change the design, the implementation and country offices
unintended results of the and cultural change? monitoring of new operational strategies o RMC officials
implementation of the five 4.3. Did the actions implemented under (CSP, RISP, sector, etc.) o Partners and clients
workstreams, if any? the five workstreams help attractand | o  Effectiveness of Board-Management o Civil society

retain talent? relations department (AHGC)

4.4. Did the actions implemented under e  State of Corporate Governance more and the Independent
the five workstreams enhance the generally in the Bank. Review Mechanism
Bank’s approach to budgeting: (IRM)

moving form discretionary to product-




Evaluation Questions

Evaluation Sub-Questions

Indicators / Assessment criteria

Methods and Sources

based budgeting based on agreed
coefficients?

4.5.

Did the actions implemented under
the five workstreams help to refine
the KPIs for Bank-wide goals and
objectives which are then cascaded
down to the Complexes,
organizational units and down to
staff?

4.6.

Did the actions implemented under
the five workstreams improve the
Bank's change management
approaches and internal
communication?

4.7.

4.8.

Did the actions implemented under
the five workstreams help the Bank
to deliver integrated solutions
(strategies, programs, projects, etc.)
to its RMCs needs?

4.9.

Did the actions implemented under
the five workstreams lead to
increased collaboration across the
institution, enhanced exploitation of
synergies, and a greater sense of
teamwork?

4.10.

Did the actions implement under
the five workstreams help the
coordination of Bank’s actions with
other developments partners?

4.11.

Did any unanticipated (positive
or negative) outcomes emerge from
implementing the actions under each
of the five workstreams?

Number of unanticipated outcomes or
consequences arising from implementing the
actions under the five workstreams to deliver
as One Bank

e Case Studies

¢ Review of Bank’s new
strategies, implementation and
monitoring plans

e Online survey: AfDB staff

e Case Studies

e Targeted consultations and
interviews with Bank staff (at
HQ and country levels)

e Review of Bank’s new
strategies, implementation and
monitoring plans

o Key Informant Interviews with
RMCs, PIUs, development
partners, civil society

e Online survey: AfDB staff

e Case Studies

5.  What are the main factors that

facilitated or impeded the

implementation (and achievements)

5.1.

What were the enabling factors
behind implementing (and achieving

Enabling factors: policies, champions,
capacity, resources, IT infrastructure/systems
(SAP, Operations Management System —

e  Desk review of Bank documents
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Evaluation Questions

Evaluation Sub-Questions

Indicators / Assessment criteria

Methods and Sources

of the actions under the five
workstreams, and their achievement
of the intended results?

results) the actions under each of the
five workstreams?

OMS etc), peer pressure, other institutional
factors

5.2. What were the challenges
encountered in implementing the
actions under each of the five
workstreams?

Hindering factors: policies, champions,
capacity, resources, peer pressure, other
institutional factors

e Targeted consultations and
interviews with Bank staff (at
HQ and country levels)

e  Online survey: AfDB staff

e Case Studies

6. What are the key lessons to be
derived from attempts at improving
the delivery of the One Bank
Approach?

Not applicable

Lessons emerging from the data

e Desk review of Bank documents

e Targeted consultations and
interviews with Bank staff (at
HQ and country levels)

e Online survey: AfDB staff

o Key Informant Interviews with
PIUs and RMCs

e Case Studies

7. How do the operating models of
selected MDBs compare with respect
to the implementation of a matrix
model of sectoral and regional
departments/offices, and their roles &
responsibilities, including “One Bank”
approaches?

See Annex 3

See Annex 3

e Document review

e Interviews with senior
management and key
operational staff of AfDB and
institutions

e Interviews with key Board
members (for ex. The
committees on operations)
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Annex 3. Evaluation Matrix for Benchmarking Study

Key Questions

1. How do the operating models of selected MDBs compare with
respect to the implementation of a matrix model of sectoral and
regional departments/offices, and their roles & responsibilities,
including “One Bank” approaches?

1.1  What are the main features of the current operating model,
particularly with regard to the implementation of a matrix model of
sectoral and regional departments/offices and their roles and
responsibilities, including One Bank approach? Which parts or functions
of the bank does it apply to (corporate, operations, sector and regional
departments, HQ and decentralized offices, etc.)?

What, if any, are the guiding principles of the MDB’s One Bank

approach?

1.3  What are the implementation arrangements / workstreams or
actions to implement the One Bank approach?

1.4  What were key recent reforms introduced in the operating model in
the MDBs with respect to the One Bank Approach? What was the
reason/background to these reforms? What is the objective of the
reforms? What is their value addition?

1.5  What has been the experience so far with key new features
(reforms) of the operating model especially regarding the
implementation of a matrix model of sectoral and regional
departments/offices, and their roles & responsibilities, including “One
Bank” approaches? To what extent have the reforms achieved their
objectives?

1.6  To what extent have these new features of the operating model
facilitated the implementation of the MDB’s mandate, in line with
changing country and client needs, in the delivery of client solutions?
How have they done this?

1.7  To what extent have the reforms facilitated closer collaboration
between sectoral and regional departments/country offices? Why or why
not?

1.8  Which factors enabled the success of these reforms as a
mechanism to establish or enhance a “One Bank” approach?

1.9  Which factors hampered the success of these reforms, and how
have these challenges and barriers been addressed or mitigated?

1.2

Data collection method
Document review
Interviews with senior
management and key
operational staff of AfDB
and institutions

pecific areas of comparison

The guiding principles and components/workstreams of the One
Bank model may vary from institution to institution. For reference,
the AfDB’s One Bank approach has 3 guiding principles (Quality,
Delivery and Joint accountability), and 5 workstreams, with details
as follows:
Business processes

=  Operational business processes (i.e., Wakanda in AfDB).

=  Delegation of Authority Matrix.

=  Quality assurance and approval processes.

=  Operations Manual (digitalization);
People management

= Reporting arrangements and functional home departments.
Dual reporting.
Reporting and performance management tools
Rightsizing and strategic staffing analysis.
Organizational finetuning.
Staff movements; and Talent Boards (career
development).
Budget management

=  Budget coefficients

=  Capacity to support budget reforms.

Interviews with key
Board members (for ex.
The committees on
operations)

Tools for joint accountability

=  Setting the annual work program

= Joint accountability principle

= Key performance indicators (KPIs) for organization-wide
goals and objectives Cascading the KPIs.

=  Service-Level Agreements; and

= Link between lending (SO and NSO) and non-lending
KPls.

Change management and communication.
=  Communication.
Stakeholder engagement.
Risk management;
Flexibility and
Monitoring and tracking progress of implementation.
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1.10 How do MDBs assess the effectiveness of the reform and track
progress towards the objectives of the One Bank Approach? Are there
defined KPIs to track performance and progress?

1.11 What are some of the good practices and lessons from the MDBs
to strengthen the effectiveness of a matrix operating model?
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Annex 4. Case Studies

The objective of the case studies is to generate feedback on the relevance, efficacy, and efficiency of
the One Bank Approach, allowing the evaluation to collect evidence on the AfDB delivering as One
Bank.

The field visits will primarily enable interviews with government, selected project counterparts, civil
society and development partners in country to obtain their perspectives and perception on their
interaction with the AfDB since the implementation of the One Bank Approach. This will provide
evidence on whether the institutional processes and reforms adopted as part of becoming ‘One Bank’
have indeed responded to the needs of the Bank’s RMCs in an efficient manner as expected.

The secondary aim of the field visits is to obtain evidence of AfDB’s delivery of integrated solution
through engagements with country teams, as the team will be in country. The primary means of
interacting with Bank staff at HQ, Regional and Country Offices will be through the Online Survey (See
Annex 7).

To determine the sample of countries, the evaluation team used the following criteria:

e Inclusion of the five countries that host the Bank's Regional Office (lvory Coast, Cameroon,
Tunisia, South Africa and Kenya). This will allow in-depth discussions with the regional officials
of the Bank (RDGW, RDGE, RDGC, RDGN, and RDGS) and help draw valid conclusions from
evaluation findings. While an online survey will be distributed, a more in-depth discussion to
understand how ‘One Bank’ is operationalized at the regional and country levels will yield
relevant evaluative data.

e Region/geographic (north, east, west, central and southern)

¢ Middle Income Countries (MICs), Low Income Countries (LICs) and transition states

e CSP approved before and after 2021: to capture inclusion of the One Bank Approach in the
new CSP

e Anglophone, Francophone, and Lusophone countries

The application of the above criteria led to the selection of the following countries in the sample of case
studies:

Table 4.1: RMC selected for case studies

N° Country Region AfDB Classification CSP Year Language
1 Céte d’lvoire West Blend 2023-2028 French
2 Togo West ADF/Transition state 2021-2026 French
3 Cameroon Central Blend 2023-2028 French
4 Chad Central ADF/Transition state 2015-2022 French
5 Kenya* East Blend 2019-2023 English
6 Uganda East ADF 2022-2026 English
7 Tunisia* North ADB 2017-2023 French
8 Egypt North ADB 2022-2026 English
9 South Africa* South ADB 2018-2022 English
10 Mozambique* South ADF/Transition state 2023-2028 Portuguese
11 Morocco** North ADB 2024-2029 French

Source: Evaluation team.

*The team proposes conducting a virtual mission with the Kenya, South Africa, Tunisia, Mozambique, and
Cameroon offices. To obtain critical information from other in-country stakeholders, IDEV proposes field missions
to Cote d’lvoire, Togo, Chad, Uganda and Egypt.

**The team also proposes Morocco as a back-up to Egypt for the north Africa region

The selected RMCs have the following characteristics:
v" Representation of all 5 Regional Bank Offices
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v" Geographical balance: 2 RMCs per Bank region (except East Africa where we propose 3
countries due to virtual mission being held in Kenya)
v' Balance in terms of AfDB classification: 45% ADF countries (of which, 3 are Transition
countries), 27% Blend countries (all 3 are Regional Offices), 27% ADB countries (2 of 3 are

Regional Offices)

v' Balance in terms of languages: 40% French speaking countries, 40% English speaking
countries. 20% of Lusophone countries
v' CSP cutoff year: 4 CSPs approved before 2021 and 6 CSPs approved in 2021 and later

In addition to the above criteria, when determining which stakeholders to engage in each country, the
evaluation team has looked at volume of operations and projects in country. Looking at whether a
project has been co-financed (or not) and how that influences the responses provided to the interviews
(by government, PIUs, development partners and civil society), which will be included in the case study

analysis.

REGIONAL OFFICE COVERAGE*

Central Africa Region

Cameroon, Central African Republic, Chad, Democratic
Republic of Congo, Republic of Congo, Equatorial Guinea,
Gabon

East Africa Region

Burundi, Comoros, Djibouti, Eritrea, Ethiopia, Kenya, Rwanda,
Seychelles, Somalia, South Sudan, Sudan, Tanzania, Uganda

North Africa Region

Algeria, Egypt, Libya, Mauritania, Morocco, Tunisia

Southern Africa Region

Angola, Botswana, eSwatini, Lesotho, Madagascar, Malawi,
Mauritius, Mozambique, Namibia, Sd0 Tomé and Principe,
South Africa, Zambia, Zimbabwe

West Africa Region

Benin, Burkina Faso, Céte d’lvoire, Gambia, Ghana, Guinea,
Guinea Bissau, Cabo Verde, Liberia, Mali, Niger, Nigeria,
Senegal, Sierra Leone, Togo

* Underlined countries do not have dedicated AfDB country offices.
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Annex 5. ERG members

SIN

Name of Complex/Department

Name of ERG Member

People and Talent Management (PTVP)

Taurai Musakaruka, Chief HRBP, PTCS1

2 Olukanyinsola Tanidabi Oyewole, Senior HR Strategy and Delivery Officer, PTCS
3 Foster Nicholas Ofosu, SCO President, SCO
Staff Council (SCO)
4 Jerome Berndt, Principal Fragility and Resilience Officer, RDTS/SCO representative, SCO
5 Regional Development, Integration and Business Delivery Gertrude Phiri, Lead Specialist Budget Results and Business, RDSA
6 (RDVP) Gassia Assadourian, Chief Program Officer and MIC TAF Coordinator, RDSA
7 Yvette Glele-Ahanhanzo, Director, RDSA
8 | Southern Africa Region (RDGS) Helio Bertachini Neto, Principal Monitoring and Evaluation Officer, SNDR/RDGS
9 | West Africa Region (RDGW) Bruno Boedts, Operations Manager, RDGW.4
10 Ichen Naceur (lead on CSOM), Principal Results Officer, SNDR1
11 Charles Mulingi (One Bank Approach lead), Principal Results Specialist, SNDR1
12 | Development Impact and Results (SNDR) /Amira Mosad Elmissiry (Decentralization lead), Chief Accountability Officer, SNDR1
13 Spankie Sefiwa Boitumelo, Chief Performance Management Partner, SNDR2
14 Richard Schiere, Chief Quality Assurance Officer, SNDR3
15 | Business Transformation (SNBT) Felicia Avwontom, Division Manager, SNBT1
16 | Programming and Budget (SNPB) Emmanuel Kwadzo Boafor, Chief Program and Budget Officer, SNPB
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S/N

Name of Complex/Department

Name of ERG Member

17

Economic Governance and Knowledge Management (ECVP)

IAnn Sow Dao, Chief Capacity Development Officer, ECAD3

Ferdinand Bakoup, Ag. Dir, ECCE (represented by Kaouther Abderrahim-Ben Salah,

18 ECCE1)

19 | Finance (FIVP) Densil Magume, Adviser to the VP, FISA

20 | Resource Mobilization and Partnerships (FIRM) \Veronica Giardina, Chief Resource Mobilization and Partnerships Officer, FIRM1

21 | Privat Sector, Infrastructure, and Industrialization (PIVP) El Hadj Mamadou Bah, Chief Policy Economist, PISA

22 | NSO & Private Sector Support (PINS) Cheick Mohamed Lemine, Chief Portfolio Management Officer, PINS2

3 /Adewale Edoho lyanda, Chief Corporate Governance Policy and Shareholder Officer,
Office of the Secretary General and General Secretariat (PSEG) PSEG

24 Chioma Onukogu, Chief Program Coordinator, PSEG1

25 | Business Continuity Unit (TCBC) Mary Cherwon, Principal Business Continuity Officer, TCBC

26 Henry Nampandu, Principal Legal Counsel, PGCL4
Office of the General Counsel and Legal Services (PGCL)

27 Caterina Mattiolo, Senior Legal Counsel, PGCL2
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Annex 6. Stakeholder Engagement and Dissemination Plan overview

Table 6.1: Stakeholder Mapping and Engagement Strateg

Use of evaluation
results

Deliverable to
communicate

Needs & interests in terms

Main stakeholders Engagement strategy Role in evaluation

of information

AfDB Board, v’ Provide information .
CODE?, Senior v CODE receives and Pr(:’offo; Bar:k perfotrmance & Evaluati Make policy and
Bank 4 Key Informant Interviews endorses the report :Pfecct)ive(ra]\(/aes:pmen * Sﬁ?nl::alr(;/nReport guidance decisions
Management <4 Presentation of the v’ Management responds Lessons based on the results
(President, VPs, evaluation report to the report « Recommendations of the evaluation
DGs)

. = Approach <+ Approach Paper

 Consultations . v’ Validate/ accept the = Findings and evidence < Benchmarking Strategy apd
VP for RDVP, < Key Informant Interviews . programming based
. report = Conclusions, Lessons and study
e, @ Sharing of Approach paper Provide information Recommendations + Draft Summa on the results of the
and Summary report * Report v evaluation
<+ Summary Report

Bank )
Management and <% Consultations _ . < Concept Note
staff, RDGs, @ Key Informant interviews, % Approach paper Use the results to
COs, sector Online survey f v" Provide information / = Findings and evidence % Benchmarking improve
departments, g_uestlopnawes, o;;us group - yata = Conclusions study harmonization
complexes and, ;scc:jyssmns, country case v' Use the evaluation = Lessons + Country Specific across various
PTVP'’, SCO", Sluaes . results = Recommendations Case Studies sector and program
RDVP'2, SNDR', | ¢ Sharing of technical report < Technical report operations
SNBT', SNPB'S, and Summary report & Summary report
ECVP'S, FIVP",
FIRM'8, PIVP'®

10
11
12
13
14
15
16
17
18
19

Committee of Operations and Development Effectiveness
People and Talent Management

Staff Council

Regional Development, Integration and Business Delivery
Development Impact and Results

Business Transformation

Programming and Budget

Economic Governance and Knowledge Management
Finance

Resource Mobilization and Partnerships

Private Sector, Infrastructure, and Industrialization
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Main stakeholders

RMC
governments,
Project
Implementation
Units (PIUs),
CSOs, Private
sector
representatives

Comparator
MDIs and Other
DPs (e.g. WB,
IMF, USAID, AFD,
etc.)

Evaluation
Reference Group
(ERG), Peer
reviewers, IDEV
Management

Evaluation teams
of ongoing
evaluations

Engagement strategy

<4 Key Informant Interviews
and focus groups for
implementers,

v

Role in evaluation

Provide information /

Needs & interests in terms
of information

Deliverable to
communicate

« Evaluation

Use of evaluation
results

Use the results to

beneficiaries, and sector = Conclusions improve
; data Summary report . .

stakeholders v Use the conclusions = |[essons & KPs implementation of

<4 Field visits = Recommendations * the One Bank
. and lessons

< Online survey Approach
<4 Sharing of the final

evaluation report
4 Key Informant Interviews Raising awareness
< Engagement in v' Provide information / = Findings on joint activities on the Bank’s “One

benchmarking study
<4 Sharing the final evaluation
reports

v

data
Use the evaluation
results

with the Bank
Coordination and
partnership issues

< Evaluation
Summary report
<+ KPs

Bank Approach”
Harmonizing the
partnership with the
Bank

< Specific consultations on
deliverables

% Data collection, informant
interviews and focus

Provide feedback,
advice, and technical
support

Approach and methodology
Preliminary findings

Draft and Final:
< Concept Note

Use the results to
improve

groups; v’ Facilitate the i . < Approach paper harmonization
: ) . . = Conclusions N ; :
<4 Sharing of final evaluation evaluation process  Lessons «+ Technical report across various
v . . o .

report . Validate evaluation « Recommendations Evaluation sector.and program
< Collaborative results Summary report operations

dissemination/learning v" Clearance (IDEV Mgt)

events
<4 Coordinate evaluations v' Identify mandates and
% Joint consultations synergies (execution, « Concept Draft
N \djgltr:/im‘in:cmgc%i;: foct v E’%c\)/irgg?‘c)eedback and Approach and methodology :;: ngf::;hNF?;ier E:ril:)rlttaamentarity and
<4 Consult in preparing advice * Preliminary findings and + Technical report utility of the different

deliverables v’ Validate evaluation evidence «+ Evaluation IDEV evaluations

<% Jointly organize learning
events

results

Identify synergies

Summary report
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Table 6.2: Outline of the evaluation communication and dissemination plan

Deliverable

Concept note
(CN)

Draft Approach
Paper

Approach Paper

Draft and Final
Technical report

Technical Report,
Country Case
Studies

Draft Evaluation
Summary Report

Evaluation
Summary Report

Evaluation
Summary Report

Audience

IDEV management

Key Bank complexes and
departments

Evaluation reference group

IDEV management

Evaluation reference group

Internal and external peer reviewers
IDEV evaluations’ teams

All stakeholders

IDEV Management

ERG

Internal and external peer reviewers
IDEV evaluations’ teams

ERG

Regional and country offices
Sectors and departments

IDEV Management

ERG

IDEV evaluations’ teams

Internal and external peer reviewers
AfDB Board and Senior Management
(President, VP, DGs)

All AfDB management and staff

Key stakeholders in RMCs

Other MDIs and Development
Partners

Means of communication

E-mail
Meetings/ briefings

E-mail
ERG meetings
IDEV coordination meetings

E-mail
website

E-mail
ERG meeting
IDEV coordination meetings

E-mail

E-mail

ERG meetings

IDEV coordination meetings
Virtual meetings

Email

CODE meeting

E-mail, Intranet, Twitter

IDEV & AfDB Website
Dissemination/learning events
(internal & external)

Digital & printed publications

Knowledge/ Communication

product
Presentation
Concept note document

Presentation
Draft Approach Paper manuscript

Approach Paper (PDF)
Evaluation Webpage

Presentation
Technical Report manuscript

Technical Report (PDF)

Summary Report manuscript

Presentation
Summary Report (PDF)

- Published Summary Report and
Executive Summary

- Presentations

- Briefs/ Highlights/ Lesson Notes

Articles

Provisional
calendar
Done

December 2023

August 2024

September 2024

October 2024

After October
2024
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Annex 7. Online Survey questionnaire

Section 1: Demographic information

1.

2,

3.

In which complex of the Bank do you work?

¢ Regional Development, Integration and Business Delivery

e Power Energy, Climate and Green Growth

e Agriculture, Human and Social Development

e Private Sector, Infrastructure, and Industrialization

o Economic Governance and Knowledge Management

e Finance / People and Talent Management / Technology and Corporate Services

e Senior Vice Presidency, Presidency, Units Reporting to the President, Board of
Directors and Units Reporting to the Board of Directors

o  Other (please specify)

How long have you been with the Bank?

e Less than one year
o 1-2years

e 3-5years

e 6-10 years.

e More than 10 years

Where is your duty station?

¢ HQ Abidjan

o West African Region (including Nigeria)
e Central African Region

e North African Region

o East African Region

e Southern African Region

Section 2: Familiarity and engagement with the One Bank Approach

5.

How do you define the AfDB One Bank approach? (Please describe in no more than
two sentences) (Open-Ended)

How were you informed about the One Bank Approach?

e Internal memo
o  Workshop/Training
e Direct from Manager/Director/VP
e Other
¢ Not informed
How well do you understand the objectives of the One Bank Approach?

Completely
Very well
Moderately
e Notatall
How familiar are you with the One Bank Approach initiatives?

o Very familiar
e  Somewhat familiar
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e Not at all familiar

9. Have you been directly involved in initiatives/workstreams (Business processes,
People management, Budget management, Tools for joint accountability, Change
management and communication) under the One Bank Approach?

e Yes/No

10. If yes, please describe your involvement.

Section 3: Perception and effectiveness of the One Bank Approach

11. Please indicate the extent to which you disagree or agree with each of the following
statements?

e The definition and intent of a One Bank approach are clear to me.
a) Strongly Agree
b) Agree
c) Neither agree nor disagree
d) Disagree
e) Strongly disagree
f)  No opinion/l do not know
e |t has successfully integrated different organizational functions.
= Strongly Agree
=  Agree
= Neither agree nor disagree
= Disagree
= Strongly disagree
= No opinion/l do not know

e The One Bank approach has improved operational efficiency.
a) Strongly Agree
b) Agree
c) Neither agree nor disagree
d) Disagree
e) Strongly disagree
f)  No opinion/l do not know

¢ The One Bank approach supports better alignment with the organization’s strategic
goals.
a) Strongly Agree
b) Agree
c) Neither agree nor disagree
d) Disagree
e) Strongly disagree
f)  No opinion/I do not know

e The One Bank approach has changed the way | work in the bank
a) Strongly Agree

b) Agree

c) Neither agree nor disagree
d) Disagree

e) Strongly disagree
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f)  No opinion/I do not know

12. Please indicate the extent to which you are clear about the different
activities/processes/procedures under each of the five workstreams that were
identified to ensure delivering as One Bank?

o Business process improvement workstream: operational business processes and
institutional and corporate business processes.

¢ People management and organization workstream: includes reforms aiming at
strengthening the performance culture to attract and retain talented staff.

¢ Budget management workstream: This involves reform of the Bank’s approach to
budgeting, moving to product-based budgeting founded on agreed coefficients.

e Tools for joint accountability workstream: setting key performance indicators
(KPIs) for organization-wide goals and objectives; cascading the KPlIs to individual
complexes, organizational units and individual managers and staff members; and
monitoring and assessing performance on these KPls.

o The Change management and communication workstream: more effective
approaches to managing multiple changes, including better communication to internal
stakeholders on all aspects of intended changes at all stages during planning and
implementation.

Rating scale:

a) Very clear to me

b) Somewnhat Clear

c) Unclear

d) No opinion/l do not know

Section 4: Impact, enablers and challenges of implementing a One Bank Approach

13. How are you implementing a One Bank approach in the work you do? Please describe
in no more than 2 sentences. (Open-ended)

14. Have you observed any changes in organizational culture since the implementation of
the One Bank Approach?

e Yes/No

15. If yes, please describe. (Open-ended)

16. In your opinion, how has the One Bank Approach affected the following areas of work

of the AfDB?

Area of work No Significantly Worsened No Improved Significantly
opinion/l | worsened impact improved
do not
know

Operational

efficiency

Collaboration
among
departments

Advocacy

Client
satisfaction
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17.
18.

19.
20.

21.

What has helped you to implement actions as One Bank in your work? (Open-ended)

What challenges have you encountered in the implementation of the One Bank
Approach? (Open-ended)

How do you think these challenges could be addressed? (Open-ended)
Overall, how satisfied are you with the implementation of the One Bank Approach?

o \ery satisfied

e Satisfied

e Neutral

o Dissatisfied

o Very dissatisfied
If you had the power to implement one thing to help achieve The One Bank Approach
to Delivering as One Bank, what would it be and why? (Open-ended)
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Annex 8.

Key Informant Interview or Focus Group Guide / Questionnaires

This guide is semi-structured, allowing for customization/probing according to stakeholder to ensure the
most relevant questions are asked. This ensures high-quality data collection while also ensuring respect
and ethical consideration for respondents. This serves as a draft version. Discussion guides are
included for:

o AfDB Senior Management and Board Members

o AfDB Staff (HQ, regional hubs, selected country offices)

¢ Regional Member Country (RMC) Officials, including Project Implementation Units (PIUs)

e Partners and Clients (e.g. private sector)

¢ Civil Society Organizations

A. AfDB Senior Management and Board Members

Thank you for taking the time to speak with us. We are conducting an evaluation of the AfDB’s
implementation of its One Bank Approach. Everything discussed today will be kept strictly confidential.
There are no right or wrong answers, and nothing you say will be attributed to you in our report. We will
be taking notes to assist us with data analysis, but these will not be shared beyond the evaluation team.

1.

2.

10.

11.

12.

13.
14.

[Introduction] Please introduce yourself and explain your role and involvement with the
AfDB One Bank Approach.

[Relevance] Do you think the workstream areas under the One Bank approach are relevant
for the institution/complex/department? (Probe: business processes, people management
and organization, budget management, tools for joint accountability, change management
and communication)

[Relevance] Do you think the workstream areas under the One Bank approach are aligned
with the AfDB institutional context (strategies, business model, culture, etc)?

[Relevance] To what extent were the actions identified under the 5 workstreams likely to
address the recommendations of the DBDM evaluation? (Probe: recommendations
included

[Relevance] Are there any critical actions/initiatives you believe have been omitted from
the One Bank Approach?

[Coherence] To what extent does the One Bank Approach align with, complement, add
value to and avoid duplication of effort and activities with other Bank strategies and policies
(i.e. HR, decentralization and others)?

[Effectiveness] How well has the One Bank Approach positioned the Bank to meet its
strategic objectives?

[Effectiveness] What have been the major changes in the operational context since the
implementation of the One Bank Approach?

[Effectiveness] How clearly do staff understand and follow processes and procedures
associated with delivering as One Bank?

[Effectiveness] To what extent have the actions under the five workstreams achieved their
intended results? (Probe: hand out the one-pager to interviewee or share on the screen)
[Efficiency] How well has the one Bank approach has been implemented within the
expected timeframe?

[Sustainability] What measures have been established to support the sustainability of the
One Bank Approach outcomes?

[Lessons] What are the key lessons from the implementation of the One Bank Approach?
[Conclusion] Is there anything else you would like to add that we have not covered?
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B. AfDB Staff (HQ, Regional Hubs, Selected Country Offices)

Thank you for taking the time to speak with us. We are conducting an evaluation of the One Bank

Approach.

Everything discussed today will be kept strictly confidential. There are no right or wrong

answers, and nothing you say will be attributed to you in our report. We will be taking notes to assist us
with data analysis, but these will not be shared beyond the evaluation team.

15

16

17.

18.

19.

20.

21.

22.

23.

24,

25.

26.

. [Introduction] Please introduce yourself and explain your involvement with the One Bank
Approach.

. [Relevance] Would you think the workstream areas under the One Bank approach are

relevant for your complex/department/division? (Probe: business processes, people

management and organization, budget management, tools for joint accountability, change

management and communication)

[Coherence] How well has the One Bank Approach been integrated into your department’s

operations and activities?

[Coherence] How do you perceive the clarity of the processes and procedures under the

One Bank Approach?

[Effectiveness] Based on your experience, how well have the actions identified (under the

five workstreams) been implemented? (Probe: hand out the one-pager to interviewee or

share on the screen)

[Effectiveness] Have the actions under the five workstreams enhanced collaboration and

teamwork across the Bank? (Probe: hand out the one-pager to interviewee or share on the

screen)

[Effectiveness] What have been the enabling factors behind implementing and achieving

results of the actions identified under each workstream? (Probe: hand out the one-pager to

interviewee or share on the screen)

[Effectiveness] What have been the challenges encountered in implementing the actions

identified under each workstream? (Probe: hand out the one-pager to interviewee or share

on the screen)

[Efficiency] Have the activities under the One Bank Approach been delivered within the

expected timeframe? If not, why?

[Sustainability] Which of the results achieved so far are more likely to be sustained, and

why?

[Lessons learnt] What are the main lessons learned from the implementation of the One

Bank Approach in your area?

[Conclusion] Is there anything else you would like to add that we have not covered?
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C. Regional Member Country (RMC) Officials

Thank you for taking the time to speak with us. We are conducting an evaluation of the AfDB One Bank
Approach. Everything discussed today will be kept strictly confidential. There are no right or wrong
answers, and nothing you say will be attributed to you in our report. We will be taking notes to assist us
with data analysis, but these will not be shared beyond the evaluation team.

27.

28.

20.

30.

31.

32.

33.

34.

35.

36.

37.

[Introduction] Please introduce yourself and explain your involvement in the collaboration
between your country and the Bank.
[Introduction] In order to enhance the Bank’s capacity to deliver, a number of reforms
have been implemented. Since 2019, the Bank established the principles of the One Bank
Approach, which include:
= Delivery efficiency and effectiveness and being responsive to the Bank
Group’s clients and stakeholders.
» Quality of the Bank’s services and products being maintained at high
standards; and
= Joint accountability for delivery and quality while recognising the
specificities of individual responsibilities.
And the Bank is pursuing five streams of work to implement the OBA (business
processes, people management and organization, budget management, tools for joint
accountability, change management and communication). Have you heard of this?
[Relevance] How relevant do you find this One Bank Approach to the needs of your
country?
[Effectiveness] How has the partnership with AfDB impacted your country's development
initiatives?
[Effectiveness] In your opinion, has there been a change in the way the Bank delivers its
support and services to your country in the past 5 years (i.e. since 2019)? How so?
[Effectiveness] Do you believe the Bank has been delivering the intended outcomes
regarding cooperation with your country?
[Efficiency] How efficient has the Bank being in delivering its support and services to you
through its multi-functional departments, divisions and units since adopting the One Bank
approach (i.e. 2019)?
[Sustainability] What improvements in the way the Bank delivers its services are critical
to ensuring the sustainability of the results achieved in your country?
[Coherence] How do you compare your interaction and relationship with the AfDB with
your interaction and relationship with other Development partners (e.g. other MDBs,
bilateral and multilateral organizations)?
[Lessons Learnt] What lessons have been learned from the implementation of AfDB
funded operations in your country?
[Conclusion] Is there anything else you would like to add that we have not covered?
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D. Development Partners and Clients

Thank you for taking the time to speak with us. We are conducting an evaluation of the AfDB One Bank
Approach. Everything discussed today will be kept strictly confidential. There are no right or wrong
answers, and nothing you say will be attributed to you in our report. We will be taking notes to assist us
with data analysis, but these will not be shared beyond the evaluation team.

38.

39.

40.

41.

42.

43.

44.

45.

46.

47.

[Introduction] Please introduce yourself and tell us if your institution collaborates with the
AfDB.
[Introduction] In order to enhance the Bank’s capacity to deliver, a number of reforms
have been implemented. Since 2019, the Bank established the principles of the One Bank
Approach, which include:
= Delivery efficiency and effectiveness and being responsive to the Bank
Group’s clients and stakeholders.
» Quality of the Bank’s services and products being maintained at high
standards; and
= Joint accountability for delivery and quality while recognising the
specificities of individual responsibilities.
And the Bank is pursuing five streams of work to implement the OBA (business
processes, people management and organization, budget management, tools for joint
accountability, change management and communication). Have you heard of this?
[Relevance and Coherence] How well does this One Bank Approach of the AfDB align
with your organization’s needs, goals, and objectives?
[Effectiveness] How effective has the collaboration been between your organization and
the AfDB over the past 5 years (i.e. since 2019 and implementation of the One Bank
Approach)? Please explain.
[Effectiveness] In your opinion, has there been a change in the way the AfDB collaborates
and works with your organization in country in the past 5 years (i.e. since 2019)? How so?
[Effectiveness] What results have been achieved through or during the One Bank
Approach in your area of collaboration?
[Efficiency] Do you think that the AfDB is more efficient in co-financed operations and/or
joint activities [for example policy dialogue] since the adoption of the One Bank approach
(i.e. ‘Delivering as One’)?
[Sustainability] What improvements in the way the AfDB delivers its services are critical
to ensuring the sustainability of the results achieved in your country?
[Lessons learnt] What are the key lessons learned from your partnership/interaction with
the AfDB in this country?
[Conclusion] Is there anything else you would like to add that we have not covered?
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E. Civil Society Organizations

Thank you for taking the time to speak with us. We are conducting an evaluation of the One Bank
Approach. Everything discussed today will be kept strictly confidential. There are no right or wrong
answers, and nothing you say will be attributed to you in our report. We will be taking notes to assist us
with data analysis, but these will not be shared beyond the evaluation team.

48.

49.

50.

51.

52.

53.

54.

55.

56.

[Introduction] Please introduce yourself and explain if your organization is involved with
the AfDB operations.
[[Introduction] In order to enhance the Bank’s capacity to deliver, a number of reforms
have been implemented. Since 2019, the Bank established the principles of the One Bank
Approach, which include:
= Delivery efficiency and effectiveness and being responsive to the Bank
Group’s clients and stakeholders.
» Quality of the Bank’s services and products being maintained at high
standards; and
= Joint accountability for delivery and quality while recognising the
specificities of individual responsibilities.
And the Bank is pursuing five streams of work to implement the OBA (business
processes, people management and organization, budget management, tools for joint
accountability, change management and communication). Have you heard of this?
[Relevance and Coherence] How well does this One Bank Approach of the AfDB align
with your organization’s needs, goals, and objectives? And the country’s priorities/needs?
[Effectiveness] How effective has the collaboration been between your organization and
the AfDB over the past 5 years (i.e. since 2019 and implementation of the One Bank
Approach)? Please explain.
[Effectiveness] How has the partnership with AfDB impacted the work you do?
[Efficiency] Compared to the engagement you had with the AfDB prior to 2019 (if any), do
you think that the AfDB is more efficient in the field since the adoption of the One Bank
approach (i.e. since 2019)?
[Sustainability] What improvements in the way the Bank delivers its services are critical
to ensuring the sustainability of the results achieved in your country?
[Lessons learnt] What are the key lessons learned from your partnership/interaction with
the AfDB in this country?
[Conclusion] Is there anything else you would like to add that we have not covered?
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F. Summary of One Bank Approach workstreams

Workstream 1 - Business processes: operational business processes; operational business
processes and institutional and corporate business processes:
» A revised Delegation of Authority Matrix (DAM) and a new Presidential Directive (PD)
on Operations Review and Approval Processes.
» An updated Operations Manual (Volume 2), in particular the section on the quality
assurance process, and the digitization of the Operations Manual, etc.
» The WAKANDA program.

Workstream 2 - People management: reforms aiming at strengthening the performance culture to
attract and retain talented staff.
» Clarifying reporting arrangements and functional home departments.
» Using existing tools to enable dual reporting (Technical change to performance appraisal
process related to reporting realignments in the SAP Success Factors system)
» Right-sizing and strategic staffing analysis.
» Organizational fine-tuning (changes to the organigram to increase efficiency and
effectiveness)
» Staff movements once the right-sizing analysis is completed.
» Talent Boards to provide a stronger framework and accountabilities for career development
and efforts to ensure technical excellence among staff.

Workstream 3 - Budget management: reform of the Bank’s approach to budgeting, moving to product-
based budgeting founded on agreed coefficients and providing training to support budget reforms (i.e.
training, communication and the upgrade of the activity time recording system (ATRS) and software for
budget planning)

Workstream 4 - Tools for joint accountability: setting key performance indicators (KPls) for
organization-wide goals and objectives; cascading the KPIs to individual complexes, organizational
units and individual managers and staff members; and monitoring and assessing performance on these
KPlIs.
» Refined KPIs. According to Management, top-level KPIs have been agreed for all
operational complexes in 2019, and further refinements were planned to be made for 2020.
» Annual work program. The largest part of it, Sovereign Operations (SOs) are the easiest
to plan. For Non-Sovereign Operations (NSOs) and non-lending operations, it is more
challenging.
» Service-Level Agreements (SLAs). Standard templates for SLAs will be developed.

Workstream 5 - Change management and communication: more effective approaches to
managing multiple changes, including better communication to internal stakeholders on all aspects of
intended changes at all stages during planning and implementation.

» Communication. All senior managers are responsible for cascading the One Bank
principles and working arrangements to Bank staff under them. Management plans to
reiterate (through awareness-raising sessions) messages about the original objectives,
roles and responsibilities of and during the process.

> Stakeholder engagement. Participatory engagement of various stakeholder. E.g. Task
teams were requested to delve into technical detail, where required, during their
presentations to ensure that that the deliverables were aligned and mutually supportive,
but also driven by staff with the relevant expertise.

> Risk management. Manage identified risks during implementation of the OBA: (i) failure
to provide adequate resources to delivery units in 2020; (ii) late delivery of items on the
critical path; (iii) resistance to change; (iv) challenges in implementing dual reporting.

» Tracking progress and retaining flexibility. The Senior Management Coordination
Committee (SMCC), with the support of the front office of the Senior Vice President (SNVP),
is tasked with the regular monitoring of progress and the issues arising, crucially, taking
decisions to address bottlenecks or adjust course.
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