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Executive Overview

This evaluation assesses World Bank–supported project procurement 

and capacity strengthening since the 2016 procurement reform. 

Procurements acquire the works, goods, and services necessary to achieve 
the World Bank’s project development outcomes. The World Bank’s 
procurement processes need to ensure that clients get the best value 
for every development dollar. From fiscal year 2017 to fiscal year 2023, 
governments procured approximately $20 billion through 713 World 
Bank–supported investment project financing (IPF) operations.1 Within 
IPF operations, governments award about 10,000 World Bank–supported 
contracts annually in over 100 countries.

The reforms aimed to address bottlenecks in the procurement system 
and improve value for money. It was informed by the 2014 Independent 
Evaluation Group evaluation of procurement. The reform launched a new 
procurement framework for IPF, emphasized increasing public procurement 
capacity, introduced a project procurement strategy tool (the project 
procurement strategy for development [PPSD]), simplified the World Bank’s 
procurement review process, highlighted procurement risk assessments, 
strengthened complaint handling, introduced hands-on expanded 
implementation support to help low-capacity contexts, and stressed 
procurement approaches that improve projects’ quality and sustainability. 
Improvements in these areas are intended to help clients better adapt 
procurement to projects’ needs and advance project outcomes. The reform 
also introduced a new electronic procurement system—the Systematic 
Tracking of Exchanges in Procurement (STEP).

The reform emphasizes cutting-edge international good practice principles—
efficiency, economy, integrity, fairness, transparency, and fit for purpose—to 
enhance procurement’s value for money in World Bank–supported projects. 
The evaluation finds that the reform was successful in projects that apply 
these principles to achieve higher value for money and advance project 
development objectives. The evaluation also finds that projects with higher 
value for money have improved project implementation and procurement 
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performance and that fit-for-purpose assistance to customize procurement 
supports satisfactory implementation. These findings confirm the benefit of 
integrating the procurement principles into the World Bank’s procurement 
framework and validate the reform’s results logic.

Main Findings

Overall, the evaluation finds that the 2016 procurement reform’s logic 
is sound and that the reform shows promising results. When projects 
effectively applied the reform’s approaches to tailor procurement around 
client needs and emphasized improvements beyond cost—such as speed, 
quality, integrity, and sustainability—they sped up implementation, 
enhanced beneficiary satisfaction, and obtained better implementation 
ratings. Better implementation ratings, in turn, correlate with better project 
outcome ratings. As such, the reform has contributed to both increased 
efficiency and better project outcomes.

There is a lack of consistent implementation to scale up reform 
improvements across IPF operations and Regions. Few task teams and clients 
have the knowledge and experience to draw on and implement the reform’s 
menu of procurement approaches. The challenge of client procurement 
experience is critical in Africa, where IPF is the dominant form of lending, 
and in sectors that rely on IPF for over 90 percent of their portfolio, such as 
Health, Nutrition, and Population; Transport; Agriculture and Food; Social 
Sustainability and Inclusion; and Digital Development. The evaluation 
highlights the urgent need to scale up the reform’s implementation across 
the IPF portfolio to maximize its benefits.

The reform enhanced efficiency through quicker overall procurement 
times in World Bank–financed projects. Improving procurement times 
entailed three changes: first, reducing by more than tenfold the number of 
procurements that require a comprehensive, time-intensive World Bank 
prior review; second, using faster procurement approaches for low-risk 
procurements; and third, when available, supporting low-capacity clients 
with hands-on support to reduce procurement issues and delays (about 
8 percent of projects received this support). The median overall average 
turnaround time for all procurements (post and prior review combined) is 



xi
i 

M
ak

in
g

 P
ro

cu
re

m
e

nt
 W

o
rk

 B
et

te
r  

Ex
ec

ut
iv

e 
O

ve
rv

ie
w

now about two months, down from over three months before the reform. 
The efficiency improvements of the reform helped the World Bank quickly 
disburse emergency financing during the COVID-19 pandemic.

Comprehensive reviews of procurement done by World Bank staff still 
take longer, but support client learning. The median turnaround time of 
procurements that conduct prior comprehensive reviews is about five 
months, similar to before the reform. However, clients often benefit from 
more comprehensive prior reviews to learn how to carry out procurement.2  
These reviews could be simplified by focusing on specific stages of complex 
or innovative procurements, where the World Bank’s comprehensive review 
can enhance clients’ confidence.

Common processing issues and delays in starting procurement continue 
to impede project implementation of key procurements in projects, 
affecting what the World Bank can achieve. About half of projects still 
encounter procurement processing issues observed before the reform. The 
issues are exacerbated in high-risk, competitive, and technically complex 
procurements and by weak client capacity, especially in Western and Central 
Africa. Common issues that repeat across projects and countries include 
inadequately prepared bidding and technical documents and lengthy 
bid evaluations. These issues can double the time it takes to complete 
procurements, and urgent problem-solving occupies large amounts of 
staff time in some projects and countries. Some steps in the procurement 
process, such as evaluating consultants’ proposals and bids for goods and 
works, are the main reasons for delays in projects with slower procurement. 
Projects also continue to start procurements late, with about half of projects 
from 2016 to 2023 signing their first contract toward the end of the first 
year of implementation. These late start times delay implementation and 
often affect what can be achieved in development outcomes within the 
project’s given time frame. Many delays could be avoided by consistently 
using capacity strengthening to address procurement issues experienced 
by projects across the portfolio, and enhancing collaboration between 
procurement staff, clients, and task teams to support the early start of 
procurement in projects. A key reoccurring issue affecting early procurement 
relates to the difficulty of finding trained procurement human resources in 
countries. There has been limited capacity strengthening to develop a pool 
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of trained procurement experts in countries and regions where there is lower 
capacity.

The reform’s approach to emphasize noncost factors in procurement has 
been minimally used, with most projects not yet paying significant attention. 
Procurement that balances cost and noncost considerations helps improve 
the quality and sustainability of projects. It does this in several ways: making 
procurement contracts more competitive to attract experienced suppliers, 
using quality criteria to evaluate bids, linking contract payments to quality 
outcomes, targeting small local businesses, and prioritizing contracts 
that help conserve water and energy. However, most procurement is still 
awarded based on the lowest cost, and the use of quality and sustainability 
approaches is in its infancy. Rated criteria were mandated for international 
contracts in September 2023, which should help address quality in these 
contracts. Findings suggest that attention to quality and sustainability 
approaches is key not only in international procurement, as currently 
emphasized, but also in national procurement. Quality and sustainability 
could be supported by helping World Bank staff and clients learn to 
implement such approaches and engaging in dialogue with governments to 
enhance procurement approaches in the country context.

Clients and staff often remain unfamiliar with quality and sustainability 
approaches. This unfamiliarity heightens the risk of delays and limits uptake 
unless clients are supported through applied learning, yet few staff have 
experience providing this support. Clients and staff show strong interest in 
expanding the use of quality and sustainability approaches, but incentives, 
collaboration between procurement and technical teams, and workloads 
often limit the time allocated for support. In addition, projects do not 
emphasize quality throughout the procurement cycle. A range of approaches 
to support quality could be emphasized for different types and stages of 
procurement.

Support for clients to strategize procurement and start implementation 
early helps achieve results but receives inconsistent attention from the 
World Bank’s procurement support. Strategizing procurement helps projects 
plan approaches that balance speed, integrity, and cost and noncost factors 
to meet contextual needs, thereby facilitating beneficiary satisfaction and 
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improving project implementation. The PPSD, which was introduced with 
the 2016 reform to help clients strategize procurement and tailor it to 
local demands, is prepared in all projects. However, while projects prepare 
the PPSD, it is typically a generic document with similar content across 
many projects. Few clients and task teams report systematically using it 
in procurement planning and implementation, and most of them consider 
it a World Bank requirement to comply with. Clients and World Bank staff 
often lack the knowledge and skills needed to design and plan procurement 
approaches and conduct market engagement, which are required for a strong 
PPSD. Successful strategizing of procurement requires the collaborative 
engagement of procurement staff and technical teams to support clients 
during project design and throughout early project implementation, but it is 
rare. It also requires that procurement strategies are updated and that clients 
are consistently supported to use them for procurement planning. An early 
start of procurement in projects also helps increase project disbursement by 
maximizing what can be achieved. Projects with satisfactory implementation 
ratings had an average of 40 percent of contracts signed by the end of the 
first year.

The reform’s risk focus is not consistently implemented to adequately 
consider the full spectrum of procurement risks and inform management 
decisions. Current incentives for staff direct their support toward high-
value procurements. However, procurement risks do not relate only to 
value. Risk management needs to consistently consider the different risks 
in the project and the country context and prioritize among them. The 
risks are related to processing issues, achievement of project development 
outcomes, use of country systems, oversight needs to ensure clients’ 
confidence in the procurement, quality of processes carried out by clients, 
markets, complexity, innovation, and client capacity and experience. The 
procurement reform emphasizes a range of risks for analysis and mitigation. 
Still, in practice, these risks are often not thoroughly evaluated, inadequately 
mitigated, and do not factor into decision-making, such as to help support 
clients take the risk of implementing quality, sustainability, or innovative 
procurements. Procurement risk analyses also miss opportunities to engage 
collaboratively with task teams and clients to assess risks and identify and 
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track mitigation actions. Learning about which mitigation actions help 
address risks is limited.

The procurement process does not consistently target support to clients 
based on their risk profiles and country system capacities. Such efforts could 
ease the burden on World Bank procurement staff in some countries and 
redistribute the support to countries and projects with the greatest risks. 
In other words, clients with lower risks and greater capacities could carry 
out procurement more autonomously, and clients with frequent issues or 
lower capacities carrying out national or international procurement may 
require routine or more intensive World Bank oversight and support. Data on 
procurement activities, post review audits of procurement done by clients, 
past processing issues, complaints, mitigation actions, client feedback, and 
procurement outcomes, among other sources, could be used to modernize 
risk analytics and create a risk profile for a project that is dynamic, reducing 
the burden of repeat risk analysis by procurement staff (which often has 
limited value). Risk data could be used at the project, country, sector, and 
portfolio level for decisions to prioritize project support. Analyses indicate 
that clients’ own country systems are never used as alternative procurement 
arrangements because of the perceived risk in relying on them even if their 
use in high-capacity, low-risk countries might speed up procurement, save 
the client and World Bank resources, and improve clients’ perception of the 
World Bank’s procurement framework. To address this, the World Bank could 
explore the partial use of alternative procurement arrangements for clients 
with more capacity or activities with limited risks.

The reform’s data improvements are a tremendous major step in the right 
direction, enhancing data availability and transparency. The reform kick-
started efforts to advance procurement digitalization and data analytics 
by introducing STEP—the World Bank’s procurement transaction tracking 
system. This system ensured that, for the first time, the World Bank had 
electronic data on procurements in projects for all regions. For example, 
STEP made World Bank reviews more agile and transparently published data 
on procurement transactions.

The data systems now need modernization, and data could be better used to 
inform procurement decisions. The system is labor-intensive, information 
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is fragmented, and STEP is now outdated and difficult for clients to use. 
Moreover, the data from STEP are not systematically integrated with data 
from other sources, such as audits of simplified procurement done by 
clients, limiting its usefulness for decision-making. Dashboards also lack 
benchmarks to monitor performance, mitigation actions, the full spectrum of 
risks, client feedback, and capacity strengthening. Moreover, there could be a 
better use of automated generation of information, flags to highlight issues, 
and simple processes for information sharing to ease client data entry and 
ensure data quality and useability. Data could be used to predict which and 
when projects need more or less support and allocate limited staff resources 
across countries and regions to maximize benefits. Data could also identify 
common issues, which, if alleviated through capacity strengthening at the 
country or portfolio level, could yield efficiency gains.

Responsibilities for change management and oversight to ensure the 
uptake of the reform and oversee its consistent implementation could 
be more emphasized. Any major organizational behavior shift, such as 
the 2016 procurement reform, requires extensive change management 
to help staff and clients understand, embrace, and acquire the necessary 
skills to implement change. This entails strong central coordination and 
accountability to plan and monitor implementation and apply corrective 
actions across regions. While the procurement framework is forward-
looking and cutting-edge and policy guidance exists, in practice there is no 
central oversight of the reform’s implementation across regions. Moreover, 
procurement capacity strengthening is not consistently implemented to 
support reform implementation. The World Bank’s procurement capacity 
strengthening support is not sufficiently strategic, sustainable, and focused 
on the most pressing needs in the project portfolio to adequately support the 
reform’s successful implementation. Few Country Partnership Frameworks 
address strategic capacity strengthening needs related to procurement 
that hinder portfolio performance. Hands-on expanded implementation 
support also is not consistently directed to help strengthen capacity, despite 
its proven success for projects. Moreover, more policy dialogue is needed 
with country-level clients to implement the reform and take advantage of 
synergies across the country portfolio. The World Bank provided training 
to staff and clients but has not yet developed the mix of skills required to 
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make the reform fully successful or engage client ownership to adopt the 
procurement approaches.

Recommendations

Recommendation 1. Improve change management support for the reform’s 
implementation.

Proposed actions are as follows:

 » Ensure strong central oversight and governance arrangements to man-

age the reform’s implementation across regions. This support may involve 

proactive senior management leadership and incentives that encourage 

staff to help clients implement elements of the reform. It may involve mak-

ing resources available for applied learning and building a pool of staff with 

expertise in specific areas, such as coaching, market engagement, use of data 

for decision-making, and quality and sustainability approaches. In addition, 

it might be beneficial to recognize procurement staff, task teams, and clients 

who collaboratively tailor procurement to client needs, apply quality and 

sustainability approaches, and demonstrate procurement outcomes in the 

areas of the World Bank’s framework. Fostering collaboration between tech-

nical teams and procurement staff to strategize procurement approaches in 

projects to benefit clients and implement reform elements at scale could also 

improve support.

 » Enhance procurement data systems to benchmark outcomes, identify 

bottlenecks, and inform decisions to improve reform implementation and 

project procurement. Adding benchmarks to monitoring dashboards could 

help track procurement outcomes for the reform principles (that is, efficien-

cy, economy, integrity, fairness, transparency, fit for purpose, and value for 

money). Monitoring procurement processing issues could help solve these 

issues more efficiently. Simplifying data entry for clients could facilitate 

timely and complete information on procurement activities. At the reform 

level, the data acquired could also be used to correct shortcomings while 

implementing reform elements. At the portfolio level, the data acquired could 

be used to prioritize and allocate procurement staff and resources to support 

procurement achievements in projects with the greatest needs—those with 

frequent procurement issues, limited experience with planned approaches, 
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low capacity to carry out procurement, and several procurement risks. At 

the project level, the emphasis could be on providing intensive procurement 

staff support starting from project preparation through the first year of im-

plementation. For instance, the support could help strategize procurement 

approaches and ensure early contracting to maximize the success toward the 

project’s development objectives.

Recommendation 2. Strategically strengthen country-level procurement 
capacity.

Proposed actions are as follows:

 » Engage in country-level dialogue to enhance portfolio performance and 

the uptake of quality, sustainability, and other innovative procurement 

approaches. This dialogue would help clients and World Bank staff take 

advantage of procurement synergies across projects and promote capaci-

ty strengthening where relevant to enhance the portfolio’s performance. It 

could help reduce the burden on task teams, procurement staff, and clients 

to repeat certain types of procurement-related activities, such as aspects 

of market analyses in each project, and solve procurement bottlenecks for 

the project portfolio as a whole instead of on a project-by-project basis. 

For example, it could help solve bottlenecks related to delays at the start of 

projects due to client procurement specialists not being in place to strategize 

and process contracts early. Dialogue could also be used to agree with clients 

on suitable actions to enhance quality and sustainability in the portfolio and 

identify innovative ways to improve procurement in World Bank–supported 

projects in the country context.

 » Develop country-level capacity strengthening plans to support countries 

with persistent procurement issues. These plans could have a long-term 

horizon (based on timely data on project procurement issues and outcomes, 

such as from projects, complaints, and client feedback). The plans could be 

tailored to address procurement-related barriers to project and portfolio 

performance. The plans could emphasize countries with severe or persistent 

procurement issues and lower procurement capacity. They could focus on 

actions to tackle persistent procurement issues in the World Bank’s port-

folio, with a strong focus on procurement human resources and knowledge 

sharing, especially in countries where finding local procurement experts is 
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a constant hindrance. Procurement human resource support could build on 

hands-on expanded implementation support and include training programs 

with other development partners, the development of university curricula on 

procurement, and collaboration with regional procurement networks. The 

plans could also involve strengthening national procurement and complaint 

systems and other actions to streamline and expand procurement approaches 

that enhance quality and sustainability.

Recommendation 3. Consistently manage the full spectrum of procurement 
risks to maximize project success.

Proposed actions are as follows:

 » Improve procurement risk identification and data to help enhance project 

implementation and results. Risk identification could become a collabora-

tive discussion with task teams and clients to identify and support practical 

actions to mitigate risks while encouraging procurement innovations to help 

enhance project development outcomes. The World Bank could provide tools 

and workshops for procurement staff to support clients in managing risks, 

such as strategizing procurement activities, balancing the use of comprehen-

sive prior reviews with simplified post reviews, engaging potential suppliers, 

developing procurement approaches, and remotely monitoring procurement. 

Risk data analytics could be modernized to generate a dynamic risk profile 

on a wide spectrum of risks using procurement information from projects 

(for example, using data on procurement activities, complaints, historical 

performance, post review problems, and indicators or flags to track risks). 

This could ease the timely collation of fragmented data from multiple sources 

to inform decisions and the heavy burden on staff to enter risk information 

repeatedly and manually for many projects. Data could track risks related to 

value, the timing of procurement contracting to support the achievement 

of project development outcomes, the use of quality approaches for pro-

curement, market engagement, post review oversight, client readiness and 

experience to carry out planned procurement approaches, and clients’ use of 

alternative procurement approaches.

 » Use risk data to help World Bank procurement management and staff 

optimize oversight and support to projects. Based on the risk profile, 

procurement oversight approaches for clients could be customized and 
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simplified. For example, clients with demonstrated procurement capacity and 

low risks might require less support, and part of their procurement could be 

done using country systems. In contrast, procurement activities might need 

frequent oversight for clients with low capacity and high risks. This includes 

early oversight of post review processes done by clients in projects and more 

targeted World Bank support for comprehensive prior reviews. Prior review 

timelines may be shortened by targeting the World Bank’s review to focus on 

challenging stages of procurement rather than the entire process. The use of 

third-party review mechanisms could also be expanded for higher-risk pro-

curements, where clients want the assurance of oversight but prior reviews 

would be too slow. Managing risks better, with clear guidance to inform de-

cisions, could help procurement staff customize client support and optimize 

the time they spend supporting clients. Risk profiles may also change over 

time and vary for different project components and activities.
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1 This corresponds to the total value of the procurements included in the evaluation portfolio. 

2 World Bank procurement staff conduct a prior review of select procurement activities before 

they are implemented, and World Bank staff conduct a post review of a sample of procure-

ment processes after the client completes the activities. 
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Technical Overview

The vision for the World Bank’s 2016 procurement reform was to help 

clients achieve better value for money with integrity in delivering 

sustainable development. Procurement in World Bank–supported 
investment project financing (IPF) activities was valued at nearly $20 billion 
from fiscal year (FY)17–23. The World Bank’s procurement processes need 
to ensure that clients get the best value for every development dollar. The 
reform was driven by procurement international good practices and the 
need to address major procurement bottlenecks in project implementation. 
The reform introduced a new procurement policy, directive, and procedures. 
The Governance Global Practice and then, from FY21, the regions, were 
responsible for overseeing procurement implementation, with the Equitable 
Growth, Finance, and Institutions Global Practice Group reporting on 
implementation progress and Operations Policy and Country Services 
leading the procurement policy aspects of the reform.

The reform also aimed to help clients better support projects’ needs and 
achieve results through outcome orientation and data analytics. The reform 
emphasized seven core principles to achieve this objective: value for money, 
the central principle to be achieved through greater efficiency, economy, 
integrity, fairness, transparency, and fit for purpose. The reform introduced 
a procurement strategy tool at the project level, simplified procurement 
review process, enhanced risk assessment for decisions on procurement, 
and highlighted approaches to support quality and sustainability. It also 
focused on capacity strengthening to help clients implement procurement in 
accordance with the seven principles.

This evaluation assesses procurement in World Bank–supported IPF and 
related capacity strengthening since the 2016 procurement reform. The 
findings produce lessons and recommendations to help improve the ongoing 
implementation of the reform. The report focuses on progress in advancing 
the seven core principles and efforts to strengthen client capacity in these 
areas. The evaluation analyzes procurement data from 713 IPF projects in 
112 countries and over 900 capacity strengthening activities and projects. 
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The evaluation draws on a literature review, over 70 case studies of project 
procurement, over 200 key informant interviews, analysis of external 
procurement data to estimate the procurement capacity of countries, and 
two surveys of over 200 World Bank staff (one for procurement staff and one 
for task team leaders).

Overall, the evaluation finds that the reform’s sound logic has led to 
promising results, but implementation needs to be scaled up. The reform is 
a major step toward making procurement more adaptive, faster, and more 
transparent. It enhances integrity, fairness, and transparency. When projects 
apply the procurement principles, they increase value and achieve better 
implementation and procurement performance. However, the reform is still 
under implementation and has not broadly achieved the seven principles. 
Moreover, client capacity strengthening needs strategic attention to increase 
the scale of reform elements in countries and support change management 
processes for such a substantial reform.

Further progress requires the World Bank to enhance the reform’s change 
management. This would require the World Bank’s management to centrally 
oversee implementation of the reform, routinely monitor outcomes toward 
the procurement principles, and strategically optimize the allocation of 
procurement staff and other client support to address project- and country-
level needs based on risks and capacity constraints. Progress requires a 
change management process that involves (i) World Bank procurement 
staff coaching clients and task teams in World Bank–supported projects 
to strategically plan, customize the design of procurement, and analyze 
markets; (ii) increasing incentives and collaboration between technical and 
procurement teams within the World Bank to help clients optimize quality 
and sustainability approaches; (iii) strengthening procurement post reviews 
and risk assessments; (iv) rethinking procurement capacity strengthening 
to move toward the risk-based use of client country systems in IPF; (v) 
conducting dialogue and capacity strengthening at the country level to 
address common efficiency bottlenecks in projects; and (vi) leveraging data 
analytics to bolster implementation of the reform across regions and allocate 
staff support for where and when it is most needed.
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Advances in Procurement Efficiency

Procurement processing times have quickened since the reform, although 
the efficiency of more complex and competitive procurements could 
be enhanced. Procurement efficiency refers to the speed and ease of 
procurement. Since the reform, average procurement processing times have 
been as much as three times faster compared with the 2014 Independent 
Evaluation Group procurement evaluation. This quicker pace is largely 
a result of the World Bank raising the value threshold for carrying out a 
prior review (comprehensive and time-consuming review of the client 
procurement activities during procurement implementation) and instead 
carrying out a post review (review of procurement activities on a sample 
basis after the client completes the procurement activity). Procurement 
processing times are also faster when simple procurement approaches 
are used. However, competitive, high-cost, high-risk, technically complex 
procurements and procurements that focus on quality and innovation still 
have long processing timelines, similar to before the reform. Although 
longer procurement times would be expected in these types of procurements, 
finding ways to simplify processes could further enhance efficiency and 
project implementation.

Efficiency is reduced when procurements start late or encounter processing 
issues, and when clients have low procurement capacity. Signing key 
contracts early in project implementation appears important. Procurement 
issues—when problems arise while processing procurement activities—
frequently occur in competitive procurements when clients prepare 
technical documents, wait for bids for works, evaluate bids and proposals, 
and prepare for contract signatures. Not addressing these issues as they 
arise compounds them over time and further delays project implementation. 
Efficiency also drops when clients’ procurement staff lack experience 
applying the procurement approaches planned in World Bank–supported 
projects.

The reform’s launch of an electronic procurement system helps World 
Bank procurement staff review documents, but making the system easier 
for clients would enhance efficiency and data capabilities. The Systematic 
Tracking of Exchanges in Procurement (STEP) increases the convenience of 
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tracking procurement activities in one place, facilitates exchanges between 
clients and World Bank staff in World Bank–supported projects, and reduces 
World Bank staff’s response time to client requests. However, clients do not 
find STEP user-friendly and report that entering activities and uploading 
documents to STEP is arduous and time-consuming, especially for simplified 
post review processes that enable clients to conduct procurements on their 
own. Low-resource contexts heighten the STEP burden, when data entry 
can take days. World Bank staff spend considerable time helping clients 
with STEP, and delays occur in uploading information, limiting timely 
data analyses and oversight. Moreover, when countries have their own 
procurement tracking systems, STEP duplicates data entry efforts.

Procurements conducted by clients on their own using simplified post review 
processes contribute to timeline acceleration and client empowerment but 
limit formal World Bank staff–client learning. Clients appreciate the reform’s 
emphasis on simplified post review procurement because it empowers them 
to conduct their own processes. However, clients benefit from learning 
how to conduct procurement using World Bank standards and approaches. 
This learning happens when clients and World Bank procurement staff 
engage to review procurement processes and identify real-time issues for 
improvement. Emphasizing simplified post review procurement reduced 
formal opportunities for knowledge transfer and learning and left clients 
reliant on informal and often ad hoc support from procurement staff. For 
higher-risk procurements or procurement stages with reoccurring processing 
issues, clients often want closer World Bank oversight to ensure proper 
processing. For example, World Bank oversight could be more targeted and 
directed toward the specific procurement stages that are affected more often 
by processing issues, and this, in turn, could raise clients’ confidence.

Advances in Procurement Economy, Integrity, 
Transparency, and Fairness

The 2016 reform emphasized enhancing procurement economy, but 
the practical uptake of this principle has been slow. Economy refers to 
cost and noncost factors that contribute to procurement value (such as 
competitiveness, quality, and sustainability) and social, economic, and 
environmental benefits. The reform introduced new approaches to increase 
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the consideration of cost and noncost factors in procurement, but few 
projects use them. Strengthening procurement economy entails leveraging 
market analyses to identify qualified suppliers and bolster competition, 
emphasizing quality throughout the procurement cycle, and adopting 
procurement approaches that pursue quality and sustainability and not just 
the lowest cost.

Procurement is still not as competitive as the reform envisaged, and 
clients often struggle to identify qualified suppliers, especially without 
proper market analyses. Quality suppliers are often hard to find in small 
countries, weaker economies, or fragile and conflict-affected situations. 
This contributes to about half of procurements in World Bank–supported 
projects using limited and direct selection approaches (which can ease 
and speed up contracting in underdeveloped or challenging markets 
but makes the process less competitive, transparent, and cost effective). 
Clients’ project procurement strategy tool includes market analyses to 
identify potential qualified suppliers for procurement activities. However, 
these analyses are often carried out too early and superficially to produce 
actionable information. Examining common market needs across projects 
in regions could be an opportunity to simplify the market analysis process. 
The evaluation finds that practical market engagement and analysis tools, 
such as supplier databases or workshops to communicate opportunities to 
qualified suppliers early in project implementation, could make procurement 
more successful.

The reform introduced approaches to improve procurement quality and 
outcomes, but project teams continue to use familiar approaches they know 
best. The evaluation finds that projects rarely use these new approaches 
to improve quality, competition, and sustainability and to customize 
procurement. For example, negotiations and rated criteria to improve quality 
of works are seldom used. Clients rely on familiar approaches because they 
often do not understand how to use the new ones, which rarely are part of 
their established practices. Moreover, World Bank procurement staff often 
do not engage in country-level dialogue with clients to develop these new 
practices. World Bank staff also lack the incentives or knowledge to help 
clients apply more appropriate and innovative approaches, which require 
new learning to implement.
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Several projects use alternative procurement arrangements that follow 
development partners’ processes, but none follow clients’ national 
arrangements. The 2016 reform introduced alternative procurement 
arrangements to facilitate the implementation of projects jointly financed by 
the World Bank and other development partners. Consequently, clients can 
use the procurement arrangements of another partner instead of those of the 
World Bank and can also apply the procurement arrangements of their own 
agencies and entities to projects. In jointly financed projects, the World Bank 
has successfully applied the procurement arrangements of other partners. 
However, the analyses suggest that clients’ procurement arrangements have 
never been used because of the risks related to relying on them, even if their 
use in high-capacity, low-risk contexts might speed up procurement, save 
client and World Bank resources, and improve clients’ perception of the 
World Bank’s procurement framework.

STEP improves integrity and transparency in procurements, but technology 
could be better leveraged to enhance oversight and monitor procurement. 
Integrity refers to using resources according to their intended purposes 
and aligning them with the public interest. Transparency entails the review 
of procurement activities supported by adequate documentation and 
disclosure. Fairness represents equal opportunities for bidders and credible 
mechanisms to address procurement-related disputes and complaints. STEP 
increases integrity and transparency by tracking procurement activities and 
making this information available to clients and, partially, to the public. 
However, the World Bank could publish more data on projects’ procurement 
outcomes to better manage results and help clients use technology to 
monitor whether procurement activities reach beneficiaries, especially 
for contracts in more remote areas and in countries with high integrity 
risks. Moreover, STEP is not integrated with the World Bank’s financial 
management system, making contract management more difficult.

Reviews to audit simplified post review procurement done by clients 
could be augmented to ensure timely feedback for projects, especially 
in low-capacity contexts. Few projects have a procurement post review 
report during the first years of project implementation. This causes 
problems in course corrections, especially for clients in lower-capacity 
procurement contexts who need early feedback on their procurements to 
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make adjustments and avoid repeat mistakes that could strain the World 
Bank–client relationship. World Bank procurement staff also apply different 
criteria to sample procurement activities for post review reporting, resulting 
in projects having uneven oversight attention. The guidance on post review 
reporting is vague, which allows too much room for variation in oversight 
practice and does not adequately consider the needs of clients with different 
capacities and risks. Moreover, there is a need for simplified data transfer 
from clients to ensure timely access to complete procurement data for the 
World Bank or a third party to conduct post review reports or audits.

The standstill period introduced by the reform helps enhance fairness; 
however, complaint handling could be quicker, and data could be better 
used to inform quality improvements. The standstill period provides a 
window during which the procurement processes are paused; thus, suppliers 
can submit complaints to clients, if applicable. This period helps improve 
fairness, but the quick handling of complaints poses an ongoing challenge 
for clients in World Bank–supported projects. In addition, the World Bank 
could better use data on complaints to improve its procurement support 
for projects and help clients enhance the quality of procurement practices. 
Often, complaints related to the quality of procurement documents, such as 
unclear descriptions of evaluation criteria, could be better addressed.

Advances in Procurement Fit for Purpose and 
Value for Money

The reform’s expansion of fit-for-purpose procurement activities is 
successful when project teams have the knowledge or support to implement 
them. “Fit for purpose” is the extent to which clients customize procurement 
approaches to the country context and project needs to create value 
for money; in other words, fit for purpose finds the “right solution” to 
specific procurement needs. The reform’s flexibilities, such as the menu of 
procurement approaches, are meant to help clients do just that. However, 
clients and World Bank staff often lack the knowledge or incentives to apply 
unfamiliar approaches.

World Bank procurement achieves value for money when it applies the 
reform’s principles. Value for money refers to receiving the greatest benefits 
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from the price paid. Achieving value for money requires maximizing a 
procurement’s financial and nonfinancial benefits while addressing risks 
and applying the procurement principles as appropriate. The evaluation 
shows that when clients apply the principles, projects achieve higher 
implementation and procurement performance ratings, thereby achieving 
higher value for money. However, certain Regions, such as Africa and South 
Asia, achieve lower value for money; hence, barriers limiting value for 
money (such as long timelines for competitive procurement activities) could 
be better targeted. Furthermore, procurement performance ratings correlate 
with estimates of value for money and project implementation ratings.

Projects that process procurement activities early during their 
implementation tend to have better performance and value for money. 
Conversely, delays in starting procurement activities, often caused by the 
unavailability of experienced client procurement specialists, slow project 
implementation and jeopardize value for money. Projects supported 
by experienced procurement specialists have earlier procurement 
implementation, fewer procurement issues, and better performance 
regardless of country capacity.

Collaboratively prepared procurement strategies and data analytics could 
improve procurement-related decision-making. Even though the World Bank 
and clients recognize that strategic planning in procurement is important, it 
is not yet working well enough to help project implementation. The project 
procurement strategy for development, which the 2016 reform introduced 
to facilitate strategic procurement planning, is typically a generic document 
with similar content across many projects. Clients mostly prepare it to 
comply with World Bank requirements and rarely use it for procurement 
implementation. When strategic procurement planning works, it results from 
a collaborative effort between the World Bank’s and the client’s technical 
and procurement teams. The World Bank’s introduction of STEP and related 
data dashboards has advanced data analytics. However, these tools could 
still be improved to make the data actionable for decision-making by World 
Bank staff and clients and to increase value for money. Dashboards mostly 
report on efficiency indicators but without benchmarks or targets to assess 
progress, and they do not report other potentially relevant indicators on 
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all procurement principles. As a result, clients and World Bank staff and 
managers rarely use these analytics to inform decision-making.

Procurement risk assessments could be improved by reducing their 
frequency, using data mining, thoroughly considering the full spectrum 
of procurement risks, and tracking mitigation actions. If the procurement 
activities necessary to support projects are not completed on time, they 
present a risk of reducing the project’s development outcomes. In practice, 
World Bank procurement specialists carry out risk analysis with little or no 
involvement of task team leaders and clients and rarely consider this type of 
risk in procurement. The spectrum of procurement risks to consider include 
those related to processing issues, integrity of post review processes carried 
out by the client, innovation, complexity, and client capacity, among others. 
Although the 2016 reform refers to many of these risks, their consideration 
at the project and activity levels is often not comprehensive and mitigation 
actions are weak. Risk analyses also focus on repeat assessments by World 
Bank procurement staff at the project level, which consume much time, do 
not significantly change during project implementation, and do not inform 
actions by clients. More emphasis could be placed on active monitoring 
and client dialogues on mitigation actions to learn what works to enhance 
procurement, mining data in the portfolio to identify issues that could 
provide real-time information to flag problems, and using data on individual 
activity risks.

Advances in Procurement Capacity Strengthening 
and Support

Since the 2016 reform, the World Bank has increased its procurement 
capacity strengthening, but few efforts focus on sustained change and 
countries with low capacity. Most of the World Bank’s capacity strengthening 
support since the reform is in the form of advisory services and analytics 
financed by trust funds, which increased by about 50 percent from FY10–16 
to FY17–23. Capacity strengthening often focuses on activities such as 
short-term training of clients to increase procurement knowledge, skills, 
and awareness and the design of e-procurement systems. These activities 
are often fragmented and are not part of a coherent change process, and 
the results are not well measured. Some lending projects also support 
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procurement capacity strengthening, but only about half of the indicators 
measuring results were achieved. Moreover, capacity strengthening activities 
less frequently target countries with lower procurement capacity, especially 
in Africa. The reform introduced hands-on expanded implementation 
support (HEIS), which has successfully helped low-capacity clients 
implement procurement in projects. HEIS, however, is mostly designed to 
alleviate clients’ procurement burden and not to systematically reinforce 
local human resource capacity.

The World Bank’s capacity strengthening support could be more strategic 
and target the most pressing needs in the portfolio. Only about 20 percent  
of World Bank Country Partnership Frameworks include activities that en-
hance country procurement capacity and indicators to measure procurement 
principles. Moreover, capacity strengthening activities are often disconnect-
ed from procurement bottlenecks critical to resolving to increase results. 
For example, recurring procurement issues encountered in many countries 
contribute to delays and jeopardize achievements in World Bank–supported 
project portfolios. To measurably improve project performance, there could 
be more efforts to target bottlenecks strategically and systematically so that 
they do not reoccur repeatedly—for example, lengthy bid evaluation stages, 
quality challenges in procurement design, and slow complaint handling.

Procurement capacity strengthening support by World Bank staff could be 
better guided, facilitated, and recognized. Much of the day-to-day client 
support by procurement staff is informal, untracked, or unmeasured and is 
often inadequately recognized by management. Clients, however, deeply 
appreciate procurement staff support when it is available. Procurement 
staff time is frequently spread over 10 projects, with greater dispersion in 
low-capacity contexts. World Bank procurement staff are encouraged to 
concentrate their efforts on comprehensive prior reviews and problem-
solving in procurement that has a high monetary value. However, many 
procurement staff show interest in doing more to strengthen client 
procurement capacity, understanding its importance for the overall 
portfolio’s performance. Procurement staff could be better guided by 
strategic priorities for capacity strengthening in countries and benefit from 
coaching, tools, and access to resources to help them support clients in areas 
such as quality, data systems, complaint handling, and market engagement. 
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The experience of procurement staff in these areas is often limited, and task 
team leaders and clients have even less experience.

Procurement-related training, HEIS, and knowledge sharing could be 
leveraged to address constraints on procurement human resource capacity, 
affecting the portfolio’s efficiency. Most World Bank support is geared 
toward short-term learning activities in projects that do not typically build 
sustained human capacity at the country level. The evaluation consistently 
finds that the underlying problem affecting project procurement 
performance is limited access to experienced human resources in countries. 
Frequent turnover of clients’ procurement specialists also undermines 
project implementation. HEIS fills a project-level human resource gap but, 
in its current design, does not consistently develop local experience, skills, 
or capacity to implement elements of the procurement reform. Creating 
platforms for peer-to-peer knowledge transfer among staff and clients 
could improve the experience in implementing quality and sustainable 
procurement approaches.

Recommendations

Recommendation 1. Improve change management support for the reform’s 
implementation.

Proposed actions are as follows:

 » Ensure strong central oversight and governance arrangements to man-

age the reform’s implementation across regions. This support may involve 

proactive senior management leadership and incentives that encourage 

staff to help clients implement elements of the reform. It may involve mak-

ing resources available for applied learning and building a pool of staff with 

expertise in specific areas, such as coaching, market engagement, use of data 

for decision-making, and quality and sustainability approaches. In addition, 

it might be beneficial to recognize procurement staff, task teams, and clients 

who collaboratively tailor procurement to client needs, apply quality and 

sustainability approaches, and demonstrate procurement outcomes in the 

areas of the World Bank’s framework. Fostering collaboration between tech-

nical teams and procurement staff to strategize procurement approaches in 
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projects to benefit clients and implement reform elements at scale could also 

improve support.

 » Enhance procurement data systems to benchmark outcomes, identify 

bottlenecks, and inform decisions to improve reform implementation and 

project procurement. Adding benchmarks to monitoring dashboards could 

help track procurement outcomes for the reform principles (that is, efficien-

cy, economy, integrity, fairness, transparency, fit for purpose, and value for 

money). Monitoring procurement processing issues could help solve these 

issues more efficiently. Simplifying data entry for clients could facilitate 

timely and complete information on procurement activities. At the reform 

level, the data acquired could also be used to correct shortcomings while 

implementing reform elements. At the portfolio level, the data acquired could 

be used to prioritize and allocate procurement staff and resources to support 

procurement achievements in projects with the greatest needs—those with 

frequent procurement issues, limited experience with planned approaches, 

low capacity to carry out procurement, and several procurement risks. At 

the project level, the emphasis could be on providing intensive procurement 

staff support starting from project preparation through the first year of im-

plementation. For example, the support could help strategize procurement 

approaches and ensure early contracting to maximize the success toward the 

project’s development objectives.

Recommendation 2. Strategically strengthen country-level procurement 
capacity.

Proposed actions are as follows:

 » Engage in country-level dialogue to enhance portfolio performance and 

the uptake of quality, sustainability, and other innovative procurement 

approaches. This dialogue would help clients and World Bank staff take 

advantage of procurement synergies across projects and promote capaci-

ty strengthening where relevant to enhance the portfolio’s performance. It 

could help reduce the burden on task teams, procurement staff, and clients 

to repeat certain types of procurement-related activities, such as aspects 

of market analyses in each project, and solve procurement bottlenecks for 

the project portfolio as a whole instead of on a project-by-project basis. 

For example, it could help solve bottlenecks related to delays at the start of 
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projects due to client procurement specialists not being in place to strategize 

and process contracts early. Dialogue could also be used to agree with clients 

on suitable actions to enhance quality and sustainability in the portfolio and 

identify innovative ways to improve procurement in World Bank–supported 

projects in the country context.

 » Develop country-level capacity strengthening plans to support countries 

with persistent procurement issues. These plans could have a long-term 

horizon (based on timely data on project procurement issues and outcomes, 

such as from projects, complaints, and client feedback). The plans could be 

tailored to address procurement-related barriers to project and portfolio 

performance. The plans could emphasize countries with severe or persistent 

procurement issues and lower procurement capacity. They could focus on 

actions to tackle persistent procurement issues in the World Bank’s portfolio, 

with a strong focus on procurement human resources and knowledge sharing, 

especially in countries where finding local procurement experts is a constant 

hindrance. Procurement human resource support could build on HEIS and 

include training programs with other development partners, the develop-

ment of university curricula on procurement, and collaboration with regional 

procurement networks. The plans could also involve strengthening national 

procurement and complaint systems and other actions to streamline and 

expand procurement approaches that enhance quality and sustainability.

Recommendation 3. Consistently manage the full spectrum of procurement 
risks to maximize project success.

Proposed actions are as follows:

 » Improve procurement risk identification and data to help enhance project 

implementation and results. Risk identification could become a collabora-

tive discussion with task teams and clients to identify and support practical 

actions to mitigate risks while encouraging procurement innovations to help 

enhance project development outcomes. The World Bank could provide tools 

and workshops for procurement staff to support clients in managing risks, 

such as strategizing procurement activities, balancing the use of comprehen-

sive prior reviews with simplified post reviews, engaging potential suppliers, 

developing procurement approaches, and remotely monitoring procurement. 

Risk data analytics could be modernized to generate a dynamic risk profile 
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on a wide spectrum of risks using procurement information from projects 

(for example, using data on procurement activities, complaints, historical 

performance, post review problems, and indicators or flags to track risks). 

This could ease the timely collation of fragmented data from multiple sources 

to inform decisions and the heavy burden on staff to enter risk information 

repeatedly and manually for many projects. Data could track risks related to 

value, the timing of procurement contracting to support the achievement 

of project development outcomes, the use of quality approaches for pro-

curement, market engagement, post review oversight, client readiness and 

experience to carry out planned procurement approaches, and clients’ use of 

alternative procurement approaches.

 » Use risk data to help World Bank procurement management and staff 

optimize oversight and support to projects. Based on the risk profile, 

procurement oversight approaches for clients could be customized and sim-

plified. For example, clients with demonstrated procurement capacity and 

low risks might require less support, and part of their procurement could be 

done using country systems. In contrast, procurement activities might need 

frequent oversight for clients with low capacity and high risks. This includes 

early oversight of post review processes done by clients in projects and more 

targeted World Bank support for comprehensive prior reviews. Prior review 

timelines may be shortened by targeting the World Bank’s review to focus on 

challenging stages of procurement rather than the entire process. The use of 

third-party review mechanisms could also be expanded for higher-risk pro-

curements, where clients want the assurance of oversight, but prior reviews 

would be too slow. Managing risks better, with clear guidance to inform de-

cisions, could help procurement staff customize client support and optimize 

the time they spend supporting clients. Risk profiles may also change over 

time and vary for different project components and activities.
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Management Response

Management of the World Bank thanks the Independent Evaluation Group 
(IEG) for the report Making Procurement Work Better: An Evaluation of the 
World Bank’s Procurement System. The evaluation assesses World Bank–
supported project procurement and capacity strengthening since the 2016 
procurement reform. This report is a timely input as the World Bank is work-
ing to improve operations efficiency and effectiveness, and it will inform a 
change program for operations procurement that management is develop-
ing. Management thanks IEG for the continued collaboration.

World Bank Management Response

Overall

Management welcomes the report’s findings that the World Bank’s 2016 
procurement reform logic is strong, that the World Bank’s Procurement 
Framework is aligned with cutting-edge international good practice princi-
ples, and that reforms have contributed to greater speed, increased efficiency 
and better project outcomes. The report highlights that the reforms expand-
ed hands-on support to clients, the reduction of 33 percent in the median 
turnaround time for all procurements, and better implementation ratings. 
The report notes that efficiency improvements of the reform also enabled 
the World Bank to disburse emergency financing during the COVID-19 pan-
demic quickly. It also highlights that the reform’s data improvements have 
enhanced data availability and transparency.

Management agrees that there remains inconsistent implementation and 
application of the framework and notes that country procurement-related 
policy dialogue, client capacity strengthening, and World Bank staff skills 
need more emphasis. The 2016 reform and framework was a change that 
affected every World Bank–financed procurement. During reform implemen-
tation, the World Bank’s organizational structure and line management of 
procurement evolved,1 which inevitably contributed to uneven application 
of the framework. Further, the COVID-19 pandemic diverted procurement 
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managers’ and staff efforts to help clients respond to the unprecedented 
emergency and global supply chain disruption, and as a result progress with 
reform implementation and change was slower.

Management agrees with the report’s finding that more can be done to sim-
plify and focus the World Bank’s comprehensive prior review. Management 
recognizes that common processing issues and delays in starting procure-
ment can impede project implementation (even as some of these are beyond 
the immediate sphere of procurement). Management notes that the reform’s 
approach to emphasizing noncost factors in procurement was minimally 
used between fiscal year (FY)17 and FY23. Starting September 1, 2023, the 
World Bank mandated the use of noncost factors and rated criteria to evalu-
ate bids in addition to cost factors for all international competitive bidding 
(with some limited exceptions). IEG’s findings acknowledge that this change 
should help improve quality, and Operations Policy and Country Services 
is currently analyzing the first year of implementation across 317 procure-
ments ($6.3 billion) and planning the next stage.

Recommendations

Management welcomes IEG’s recommendations, which inform its change 
program. Issues raised by IEG are complex and cross-cutting and have World 
Bank–wide implications for operations. Building on the 2016 reform and 
procurement framework, management is developing a change program 
for operations procurement program of actions targeted at improving 
development impact, increasing efficiency, and expediting project 
implementation.

Management agrees with the first recommendation to improve change man-
agement support for the reform’s implementation. Management’s change 
program will include a review of procurement roles and responsibilities, as 
well as enhancement of the World Bank’s operations procurement training 
and outreach and talent management for procurement staff.

Management agrees with the second recommendation to strategically 
strengthen country-level procurement capacity to enhance portfolio 
performance and uptake of quality, sustainability, and innovative 
procurement approaches. This will also be addressed as part of the change 



xx
xv

iii
 

M
ak

in
g

 P
ro

cu
re

m
e

nt
 W

o
rk

 B
et

te
r  

M
an

ag
em

en
t R

es
po

ns
e

program. As part of this, management will develop country-level capacity 
strengthening plans to address persistent procurement issues and will 
take steps to support expanded use of hands-on expanded implementation 
support for lower capacity or borrowers from countries affected by fragility, 
conflict, and violence and for larger procurements. Management will 
emphasize integrating capacity-building initiatives with hands-on expanded 
implementation support to ensure that it not only addresses immediate 
project needs but also contributes to long-term capacity development within 
the implementing agencies.

Management agrees with the third recommendation to manage the 
full spectrum of procurement risks to maximize project success and 
to improve procurement risk identification and data to help enhance 
project implementation and results. The change program will also address 
this. As part of this, risk data will be used more systematically to help 
World Bank procurement management and staff optimize oversight and 
support to projects. Management will review thresholds for prior review 
and thresholds for the use of country national procurement systems. 
Recognizing that technology has changed, management will replace its 
main procurement data platform, the Systematic Tracking of Exchanges in 
Procurement system, which will address the report’s information technology 
system concerns, including levering artificial intelligence and other new 
technologies to support client document preparation, simplify and increase 
automation of World Bank prior reviews processes, and provide data for 
better procurement-related decision-making. Management will identify 
and implement further actions to improve the application and impact of 
noncost factors and rated criteria in international procurements and to 
further incentivize good contractor performance, including expanding 
the existing contractor disqualification mechanism to include broader 
performance matters, which can be an important risk mitigator during 
project implementation.
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1 See Procurement Directive for current roles and responsibilities. The Governance Global 

Practice in the Equitable Growth, Finance, and Institutions Practice Group (now Prosperity) 

led implementation to FY21. In FY22, line management of Operations Procurement staff 

was moved to Regional vice presidential units, through Regional directors. Today, Regional 

governance teams are responsible for country procurement policy dialogue and reform, 

borrower capacity building, and procurement framework implementation. Global Governance 

(in the Prosperity vice presidential unit) is responsible for World Bank staff training, learn-

ing, and talent management. Operations Policy and Country Services is responsible for the 

procurement policy, overseeing the highest risk and value procurements and maintaining and 

updating the framework. 
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Report to the Board from the 
Committee on Development 
Effectiveness

The Committee on Development Effectiveness discussed the Independent 
Evaluation Group (IEG) report entitled Making Procurement Work Better: An 
Evaluation of the World Bank’s Procurement System and the World Bank draft 
management response.

The committee welcomed IEG’s comprehensive evaluation and its valu-
able lessons and recommendations to improve implementation of the 
2016 procurement framework reforms. Acknowledging the importance of 
procurement for development effectiveness, members underscored that 
procurement that ensures that World Bank–funded projects deliver value 
for money and contribute to strong development outcomes is a high priori-
ty. They welcomed the evaluation finding that the reforms are cutting-edge 
and that their logic is strong, highlighting that when properly implemented, 
project implementation is sped up and outcomes improve. Acknowledging 
the need to scale up implementation to maximize benefits, including im-
proving implementation consistency across investment project financing 
operations and regions, members urged management to course correct and 
welcomed its commitment to address the challenges identified by the eval-
uation and the commitment to develop a program of actions targeted at 
improving development impact, increasing efficiency, and expediting project 
implementation.

Members welcomed steps taken by management to facilitate co-financing by 
allowing financiers to rely on the lead financier’s procurement arrangements 
and appreciated its efforts to develop mutual reliance agreements with 
other multilateral development banks, including the Asian Development 
Bank and the Inter-American Development Bank. Members took note of 
IEG’s finding that clients and staff lack experience in implementing qual-
ity and sustainability approaches with only about 20 percent of task team 
leaders possessing the adequate experience to support clients using these 
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approaches, particularly in the Africa Region, where investment project 
financing is the dominant form of lending. They welcomed management’s 
commitment to ramp up staff and client support and build client capaci-
ty through informed standardized country procurement assessments and 
actions to strengthen the central oversight to ensure consistent imple-
mentation of the procurement framework across the World Bank. Members 
expressed strong support for IEG’s recommendation to strategically 
strengthen country-level procurement capacity and urged management to 
focus on building staff and client capacity on the procurement approaches. 
In addition, members asked management to consider a wider spectrum of 
procurement risks and to do that in ways that enhance project implemen-
tation and results. They encouraged management to support countries 
ensuring that projects deliver value for money and contribute to develop-
ment outcomes.
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1 |  Introduction

Highlights

The World Bank’s 2016 procurement reform was designed to 
modernize its procurement system and reduce bottlenecks 
in project performance. The reform emphasized seven core 
principles—efficiency, economy, integrity, transparency, fairness, 
fit for purpose, and value for money—to make procurement faster, 
more adaptive, and more valuable beyond solely monetary terms.

The reform introduced procurement strategic planning, new 
and innovative approaches, hands-on support for clients, and an 
electronic tracking system, among other innovations, to achieve 
the procurement principles.
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This evaluation assesses World Bank–supported project procurement 

and capacity strengthening for clients since the 2016 procurement 

reform. The findings in this report produce lessons and recommendations 
that intend to inform continued reforms and their implementation. The 
report focuses on advances in improving the reform’s seven core principles—
efficiency, economy, integrity, transparency, fairness, fit for purpose, and 
value for money—and its efforts to strengthen client capacity in these areas.

The reform is an important step toward making procurement faster, fairer, 
more adaptive, and more appreciated. However, the reform did not broadly 
achieve all seven principles, except faster procurement times for efficiency. 
Further progress requires a greater emphasis on incentivizing staff, engag-
ing collaboratively with task teams and clients throughout the procurement 
cycle, improving risk assessment and mitigation actions, helping clients 
implement approaches that improve procurement quality and sustainability, 
strategically planning procurement, applying simple approaches to identify 
markets, and leveraging data analytics to optimize projects’ value for mon-
ey. Progress also requires strategically integrating procurement capacity 
strengthening and support in projects to better address persistent procure-
ment issues at the country level and ensure implementation learning in 
reform elements, such as sustainable procurement. Capacity strengthening 
could also emphasize the partial or full use of client country systems in in-
vestment project financing (IPF), when appropriate, to empower clients and 
optimize the limited time of World Bank procurement staff in priority areas 
such as strategizing procurement approaches and addressing quality.

Procurement for Development

Enhancing procurement in World Bank–supported projects and coun-
tries is an opportunity to better support the achievement of development 
outcomes. Public procurement refers to government purchases of works, 
goods, and services. It accounts for about one-third of government spend-
ing, and trillions of dollars are spent yearly on public contracts (Fazekas 
et al. 2020; World Bank 2020a). Public procurement accounts for at least 
15 percent of GDP in most developing economies (Djankov et al. 2017). 
Government procurement for World Bank–supported projects is an import-
ant part of public procurement. World Bank IPF generated approximately 
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$20 billion in global procurement markets over the five-year evaluation 
portfolio (fiscal year [FY]17–23). In the final years of the evaluation period, 
governments annually awarded about 10,000 contracts in FY21 and FY22 
for 687 World Bank–supported projects in the 111 countries. In the Human 
Development, Sustainable Development, and Infrastructure Practice Groups 
and Governance Global Practice, IPF projects that rely on the World Bank’s 
procurement framework encompassed 86 percent of World Bank lending 
support to countries. Other lending, including Program-for-Results and 
development policy financing, do not follow the World Bank procurement 
framework. Better procurement in World Bank–supported IPF can enhance 
satisfactory project implementation in countries, contribute to development 
outcomes, and help countries strengthen their procurement practices.1

Governments can use public procurement to deliver multiple development 
benefits. Procurement can create jobs; preserve public resources; stimulate 
private sector growth; invest in environmental, social, and gender benefits 
for communities; and improve public service delivery. A well-functioning 
public procurement system increases citizen trust in governments, levels the 
playing field for small- and medium-size businesses, and consequently re-
duces poverty and inequality. Using procurement to achieve these outcomes 
is part of the World Bank’s approaches to sustainable procurement that con-
siders procurement a contributor to development.

World Bank procurement staff help client countries implement procurement 
in World Bank–financed projects, contributing to project development objec-
tives. Operations Policy and Country Services is responsible for procurement 
oversight and policy making, whereas the Governance Global Practice in the 
Equitable Growth, Finance, and Institutions Practice Group is responsible for 
procurement implementation (World Bank 2021c, 2022a). Most procurement 
staff support the day-to-day procurement activities for delivery of goods, 
works, and services in projects in World Bank Regions. Procurement staff and 
Operations Policy and Country Services jointly provide procurement over-
sight to deliver value for money and ensure that procurement contributes to 
project development objectives. World Bank staff in Governance and pro-
curement teams in regions may also lead interventions, including knowledge 
work and activities in lending projects, to help countries strengthen their 
public procurement systems.
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The World Bank’s 2016 Procurement Reform

The World Bank reformed its procurement guidelines to align with emerging 
good practices and to remove bottlenecks. In the early 2000s, international 
procurement practice expanded to accommodate rapid globalization and 
modern information technologies. In projects before 2016, World Bank staff 
saw procurement as a major bottleneck to project performance, especially 
in low-capacity and fragile and conflict-affected situations (FCS). The World 
Bank guidelines at that time were not attuned to emerging procurement 
practices, did not address the World Bank’s growing procurement needs 
across sectors, and did not align with the procurement approaches of de-
velopment partners. The 2014 procurement evaluation by the Independent 
Evaluation Group (IEG) confirmed the need for the World Bank to reform its 
procurement system (World Bank 2014).

Development effectiveness is at the forefront of the World Bank’s 2016 
procurement reform. In 2015, the World Bank started reforming its procure-
ment system for IPF, which included a new procurement framework and new 
guidance on strengthening public procurement capacity. The reform went 
into effect on July 1, 2016, when the World Bank launched its new procure-
ment framework for IPF (World Bank 2016a). The objective was to enhance 
the World Bank’s development effectiveness through better procurement 
and to keep the World Bank at the forefront of public procurement by set-
ting international best practices (World Bank 2012). The reform’s vision was 
for procurement in World Bank–supported projects to help clients achieve 
value for money while maintaining integrity and delivering sustainable 
development (World Bank 2015). The reform set a path to make projects’ 
procurement of works, goods, and services less of a barrier to project im-
plementation, especially in countries with low institutional procurement 
capacity. The reform aligned with reform efforts at other multilateral devel-
opment banks. For example, the Asian Development Bank and the African 
Development Bank carried out similar reforms and coordinated their imple-
mentation with the World Bank.

The procurement reform emphasizes seven core principles: efficiency, econ-
omy, integrity, fairness, transparency, fit for purpose, and value for money. 
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Box 1.1 defines each principle. Achieving efficient procurement requires 
making procurement timely and easier using electronic tracking systems, 
such as Systematic Tracking of Exchanges in Procurement (STEP), and focus-
ing procurement staff time on project review activities. Achieving economy 
requires nurturing quality, competitiveness, and socioeconomic and envi-
ronmental sustainability. Achieving integrity, transparency, and fairness 
requires protecting procurement from fraud and corruption, ensuring open-
ness at all stages of procurement, and providing fair opportunities to bidders 
on contracts. Achieving fit for purpose requires finding the “right solution” 
to clients’ procurement needs in a given context. Finally, value for money 
is at the center of the 2016 procurement reform. It requires making sound 
decisions that assess risks and applying procurement principles concurrently 
to support project development objectives.

Box 1.1.  Seven Core Principles of World Bank Procurement

 » Efficiency: The effective use of time in procurement processes with the fewest 

procurement issues. Measures include procurement turnaround times, time of 

first procurement in a project, and the duration of procurement processing stag-

es, such as bid evaluation.

 » Economy: Noncost factors that contribute to value, such as quality, sustainability, 

and social, economic, and environmental benefits. Measures include the use of 

competitive processes and procurement approaches that consider quality.

 » Integrity: The well-informed use of resources according to their intended purpos-

es and aligned with the public interest and good governance. Measures include 

the frequency of reviews to verify procurement and project integrity ratings.

 » Fairness: Equal opportunity for bidders with assured rights and credible 

mechanisms to address procurement-related complaints. Measures include  

the types of procurement complaints and resolution time for complaints.

 » Transparency: The appropriate review of procurement activities, supported by 

adequate documentation and disclosure. Measures include publication  

of procurement. (continued)
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Box 1.1.  Seven Core Principles of World Bank Procurement (cont.)

 » Fit for purpose: How well procurement approaches meet a project’s and coun-

try’s development objectives within a given context. Measures include the 

success of project procurement strategies and the availability of procurement 

support.

 » Value for money: The effective, efficient, and economic use of resources to 

achieve project outcomes. Measures include the combined achievement of pro-

curement principles in a project. 

Source: Independent Evaluation Group.

The reform emphasizes improvements in procurement’s customization, 
outcome orientation, and capacity strengthening. The reform introduced 
new procurement areas (summarized in box 1.2) to help clients achieve the 
principles (World Bank 2015). Anchoring the procurement reform in the 
seven principles was intended to promote more procurement adaptive to 
meet the different needs of clients through new, tailored options and apply-
ing an outcome-oriented approach to procurement in World Bank projects. 
Procurement guidelines before the reform recognize these procurement 
principles but present them as rules to follow, leading to risk aversion that 
limits project-level innovation. In addition, the reform links, for the first 
time, support for World Bank–supported project procurement with capacity 
strengthening for public procurement (World Bank 2021c, 2022a). Figure 
1.1 and box 1.3 present the procurement framework’s theory of change and 
results logic.
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Box 1.2.  New Areas of Procurement Introduced by the 2016 

Procurement Reform

 » A project procurement strategy for development prepared by the client during 

project preparation to define risk, analyze markets, and tailor the design of project 

procurement.

 » Innovative or nontraditional approaches for procurement that support application 

of the principles by clients. Examples include approaches to apply sustainability 

practices and quality criteria in procurement decisions.

 » An electronic procurement information system—Systematic Tracking of 

Exchanges in Procurement—to help World Bank staff and clients carry out 

transparent and timely procurement transactions and monitoring of project 

procurement.

 » Optimized up-front, or prior review, procurement activities that receive assistance 

from World Bank procurement staff to carry out transactions. This could free 

up procurement staff time for other support to client countries and focus staff 

attention on assisting high-risk and high-value procurements. Previously, staff 

time was allocated for reviewing lower-value and lower-risk procurements.

 » An increased threshold for post review procurement to help reduce time-

consuming World Bank–client interactions during prior reviews of lower-risk 

procurement activities. Post review procurement places responsibility on the 

client to carry out procurement activities as per World Bank standards, with the 

World Bank reviewing only samples of completed procurement activities to 

ensure integrity.

 » An enhanced procurement risk assessment process to support project decisions, 

including risk assessment at both the project and procurement activity levels.

 » Training in new procurement areas to develop the skills of World Bank staff  

and clients.

 » Contract management tools for clients to track the entire procurement cycle 

of a work, good, or service contract from initiation through implementation to 

completion. (continued)
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 » Hands-on expanded implementation support that uses international consultants 

to help clients implement procurement activities in projects with procurement 

problems, especially in low-capacity country situations.

 » An enhanced approach to handling procurement-related complaints that uses 

a standstill period that pauses procurement to give clients extra time to collect 

complaints and uses a digital system for making complaints.

 » More procurement capacity strengthening, especially in countries with higher 

government ownership and known capacity constraints.

Sources: World Bank 2015, 2021c.

Box 1.2.  New Areas of Procurement Introduced by the 2016 

Procurement Reform (cont.)



Ind
e

p
e

nd
e

nt E
valu

atio
n G

ro
u

p
 

W
orld Bank G

roup
 

 
 

 
9

F
ig

u
re

 1
.1

.  T
h

e
 W

o
rl

d
 B

an
k 

P
ro

cu
re

m
e

n
t 

Fr
am

ew
o

rk
’s

 T
h

e
o

ry
 o

f C
h

an
g

e
 a

n
d

 R
e

su
lt

s 
Lo

g
ic

  

S
ou

rc
es

: W
o

rl
d

 B
an

k 
20

15
, 2

0
16

a.

N
ot

e:
 T

he
 b

ox
e

s 
fo

r t
he

 s
ev

e
n 

p
rin

ci
p

le
s 

lis
t e

xa
m

p
le

s 
o

f o
u

tc
o

m
e

s 
as

se
ss

e
d

 b
y 

th
e

 e
va

lu
at

io
n.

 T
he

 e
va

lu
at

io
n 

d
o

e
s 

no
t a

ss
e

ss
 w

he
th

e
r i

m
p

ro
ve

d
 p

ro
cu

re
m

e
nt

 s
u

p
p

o
rt

s 
d

ev
e

lo
p

m
e

nt
 o

u
tc

o
m

e
s 

an
d

 d
o

e
s 

no
t c

ov
e

r c
o

nt
ra

ct
 m

an
ag

e
m

e
nt

 in
 d

et
ai

l b
e

ca
u

se
 th

e
 W

o
rl

d
 B

an
k 

ro
lle

d
 o

u
t t

he
 c

o
nt

ra
ct

 m
an

ag
e

m
e

nt
 s

ys
te

m
 in

 2
0

23
. T

he
 re

fo
rm

 a
ls

o
 

in
tr

o
d

u
ce

d
 W

o
rl

d
 B

an
k–

fa
ci

lit
at

e
d

 p
ro

cu
re

m
e

nt
, w

hi
ch

 w
as

 im
p

o
rt

an
t d

u
rin

g
 th

e
 C

O
V

ID
-1

9
 p

an
d

e
m

ic
 fo

r p
u

rc
ha

si
ng

 m
e

d
ic

al
 s

u
p

p
lie

s.
 H

ow
ev

e
r, 

it 
is

 o
u

ts
id

e
 th

e
 s

co
p

e
 o

f 
th

e
 c

u
rr

e
nt

 e
va

lu
at

io
n 

as
 it

 w
as

 c
ov

e
re

d
 b

y 
th

e
 C

O
V

ID
-1

9
 e

va
lu

at
io

n 
(W

o
rl

d
 B

an
k 

20
22

c)
.

Im
p

ro
ve

d
 p

ro
cu

re
m

e
n

t 
su

p
p

o
rt

s 
d

e
ve

lo
p

m
e

n
t 

o
u

tc
o

m
e

s 
o

f 
cl

ie
n

t 
co

u
n

tr
ie

s.

Im
p

ro
ve

d
 V

al
u

e
 f

o
r 

M
o

n
e

y 
fo

r 
D

e
ci

si
o

n
-M

ak
in

g
P

e
rf

o
rm

an
ce

 m
an

ag
e

m
e

nt
; b

al
an

ce
 o

f t
im

e
, c

o
st

, a
n

d
 

q
u

al
ity

; a
n

d
 s

u
p

p
o

rt
 o

f p
ro

je
ct

 d
ev

e
lo

p
m

e
nt

 o
b

je
ct

iv
e

s

Im
p

ro
ve

d
 F

it
 f

o
r 

P
u

rp
o

se
P

ro
cu

re
m

e
nt

 t
ai

lo
re

d
 to

 m
ar

ke
ts

, r
is

k,
 a

n
d

 c
ap

ac
ity

Im
p

ro
ve

d
 

E
ffi

ci
e

n
cy

T
im

e
ly

 
p

ro
cu

re
m

e
nt

, 
o

p
tim

iz
e

d
 

p
rio

r 
re

vi
ew

an
d

 q
u

ic
k 

p
o

st
 r

ev
ie

w
,

an
d

 
st

re
am

lin
e

d
 

sy
st

e
m

s

Im
p

ro
ve

d
 

E
co

n
o

m
y

E
n

h
an

ce
d

co
m

p
e

tit
iv

e
an

d
su

st
ai

n
ab

le
p

ro
cu

re
m

e
nt

ap
p

ro
ac

h
e

s

Im
p

ro
ve

d
 

In
te

g
ri

ty
, 

Fa
ir

n
e

ss
, 

an
d

Tr
an

sp
ar

e
n

cy
E

n
h

an
ce

d
co

m
p

la
in

t
h

an
d

lin
g

,
o

p
e

n
 d

at
a,

ov
e

rs
ig

ht
,

an
d

 r
is

k
m

iti
g

at
io

n

• 
S

ta
ff 

tr
ai

n
in

g
• 

N
ew

 e
le

ct
ro

n
ic

tr
an

sa
ct

io
n

 s
ys

te
m

• 
R

is
k 

m
iti

g
at

io
n

m
e

as
u

re
s

• 
P

ro
cu

re
m

e
nt

st
ra

te
g

y 
fo

r
d

ev
e

lo
p

m
e

nt
• 

G
u

id
an

ce
 to

ap
p

ly
 n

o
nt

ra
d

iti
o

n
al

an
d

 s
u

st
ai

n
ab

le
ap

p
ro

ac
h

e
s

• 
C

o
nt

ra
ct

m
an

ag
e

m
e

nt
• 

P
o

st
 r

ev
ie

w
p

ro
cu

re
m

e
nt

 a
u

d
its

• 
S

ta
n

d
ar

d
d

o
cu

m
e

nt
s

• 
M

o
n

ito
rin

g
 a

n
d

re
p

o
rt

in
g

• 
C

o
m

p
la

in
t 

h
an

d
lin

g

• T
e

ch
n

ic
al

 a
ss

is
ta

n
ce

an
d

 p
ro

je
ct

-s
p

e
ci

fic
su

p
p

o
rt

, s
u

ch
 a

s
fo

r 
e

-g
ov

e
rn

an
ce

Le
n

d
in

g
, 

an
al

yt
ic

w
o

rk
, a

n
d

tr
u

st
 f

u
n

d
s

C
o

o
rd

in
at

io
n

w
ith

 
p

ar
tn

e
rs

th
ro

u
g

h
co

u
nt

ry
d

ia
lo

g
u

e

Im
p

ro
ve

d
kn

ow
le

d
g

e
an

d
in

st
itu

tio
n

al
ca

p
ac

iti
e

s

Im
p

le
m

e
n

ti
n

g
A

ct
o

rs

W
o

rl
d

 B
an

k 
U

n
it

s

In
ve

st
m

e
nt

p
ro

je
ct

 fi
n

an
ci

n
g

P
ro

cu
re

m
e

nt
 

m
an

ag
e

rs
 a

n
d

 s
ta

ff

E
q

u
ita

b
le

 G
ro

w
th

,
F

in
an

ce
, a

n
d

In
st

itu
tio

n
s

O
p

e
ra

tio
n

s 
P

o
lic

y
an

d
 C

o
u

nt
ry

S
e

rv
ic

e
s

O
p

e
ra

tio
n

s 
P

ro
cu

re
m

e
nt

R
ev

ie
w

 C
o

m
m

itt
e

e

P
ro

cu
re

m
e

nt
 le

g
al

Ta
sk

 te
am

s
C

lie
nt

s

• 
H

an
d

s-
o

n
ex

p
an

d
e

d
im

p
le

m
e

nt
at

io
n

su
p

p
o

rt

• 
M

e
th

o
d

o
lo

g
y 

fo
r

as
se

ss
in

g
 

p
ro

cu
re

m
e

nt
sy

st
e

m
s 

an
d

 o
th

e
r

an
al

ys
e

s 
o

f p
ro

cu
re

m
e

nt
,

fa
ci

lit
at

in
g

 a
ct

io
n

 p
la

n
s 

to
 b

u
ild

 c
ap

ac
iti

e
s

• 
Le

ar
n

in
g

 to
 a

p
p

ly
 

th
e

 f
ra

m
ew

o
rk

C
lie

n
t 

E
n

g
ag

e
m

e
n

t
fo

r 
C

ap
ac

it
y 

B
u

ild
in

g
In

st
ru

m
e

n
ts

 S
u

p
p

o
rt

in
g

C
ap

ac
it

y 
B

u
ild

in
g

P
ro

cu
re

m
e

n
t 

S
u

p
p

o
rt

 in
 P

ro
je

ct
s



10
 

M
ak

in
g

 P
ro

cu
re

m
e

nt
 W

o
rk

 B
et

te
r  

C
ha

pt
er

 1

Box 1.3.  Explaining the Results Logic of the Reform’s Theory of Change

The theory of change in figure 1.1 presents the results logic of the World Bank’s procure-

ment system since the 2016 reform. It breaks down the results chain of the World Bank’s 

procurement framework and its principles to support development outcomes.

The theory of change posits that procurement is successful when procurement prin-

ciples are applied in combination in a country context. The highest-level procurement 

principle to measure success is value for money. Value for money and other procure-

ment principles may be estimated at any stage in a project, but the final outcomes are 

at the end of a project’s lifetime. Achieving value for money requires addressing other 

underlying principles. Successfully applying the procurement principles in a project 

requires fit-for-purpose approaches that are adaptively tailored to the project, country 

context, and procurement risk.

Enhanced support for procurement in World Bank–supported projects aims to help clients 

achieve outcomes toward the principles. This support consists of training and coaching of 

task teams and clients by World Bank procurement staff. It also consists of tools to help cli-

ents strategically and flexibly plan, implement, and monitor project procurement, such as a 

project procurement strategy tool (project procurement strategy for development), an elec-

tronic tracking system (Systematic Tracking of Exchanges in Procurement), and a renewed 

approach to procurement risk mitigation, complaints, and post review audit reporting. A 

greater focus on contract management, innovative procurement approaches, and environ-

mental and social aspects of procurement activities aims to facilitate the quality of procured 

goods, works, and services. This support and focus are expected to help clients achieve 

procurement that has greater efficiency, economy, integrity, fairness, and transparency to 

bring more value for money that helps projects achieve their development objectives.

Client engagement for capacity strengthening is another part of the World Bank’s pro-

curement system. Enhanced assistance, especially in lower-capacity contexts, includes 

training and hands-on expanded implementation support to aid procurement in World 

Bank–supported projects. Moreover, in some countries, project procurement support 

may be synergized with support for procurement capacity strengthening from trust funds, 

development policy loans, or analytic work. Capacity strengthening is intended to develop 

knowledge, implementation know-how, and systems to contribute to institutional capacities 

for applying procurement principles.a (continued)
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Box 1.3.  Explaining the Results Logic of the Reform’s Theory of Change 

(cont.)

Tailoring procurement to a given context is an essential component of the results chain. 

The country-specific situation and procurement risk are at the base of the procurement 

system results logic and determine the context for procurement. Clients, with task teams 

and World Bank procurement staff, are expected to strategize project procurement 

to achieve value for money and identify needs for capacity strengthening. Factors of 

fragility, emergency, complexity, and capacity are among those that can create different 

country scenarios to apply procurement approaches, balance trade-offs between speed 

and economy, and focus assistance for capacity strengthening.

Source: Independent Evaluation Group.

Note: a. Procurement capacity strengthening may be done through a dedicated project, activities 
embedded in project components, or advisory services and analytics. Whereas capacity 
strengthening for project-related procurement is often delivered by World Bank procurement staff, 
capacity strengthening for broader country reforms may be delivered by governance specialists or  
by task teams in various sectors and in coordination with partners.

Methodology

The evaluation is guided by two lines of inquiry:

1. To what extent has the new procurement framework supported successful 

procurement in World Bank projects—specifically, the achievement of effi-

ciency, economy, integrity, fairness, transparency, fit for purpose, and value 

for money—and what are the success factors and challenges?

2. To what extent has the World Bank improved its procurement capaci-

ty strengthening in client countries since the 2016 procurement reform, 

including areas of support, tailoring to country needs, evidence of results, 

success factors, and challenges?

The evaluation’s scope is based on the 2016 procurement reform’s theory of 
change (figure 1.1). The evaluation assesses the procurement framework’s 
seven principles and intended lines of support (further explained in box 1.3). 
The evaluation focuses on procurement in World Bank–supported projects 
and the World Bank’s complementary procurement capacity strengthening 
support in client countries. At the same time, the evaluation recognizes 
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that less than 5 percent of the projects using the World Bank’s reformed 
procurement system are closed (which affects how it evaluates procurement 
outcomes after the lifetime of the project). To consider this, the evaluation 
looked at projects with one or more years of implementation and carried 
out in-depth case studies and surveys for projects with four or more years 
of implementation for more detailed estimates of procurement outcomes. 
Evaluating corporate procurement and internal procurement audits are 
outside the evaluation’s scope. The higher-level influences of the World 
Bank’s procurement support on country development outcomes also fall 
outside this evaluation’s scope.

The evaluation uses a systems approach with findings verified by 
consultations and triangulation. It examines how the procurement system 
since the 2016 reform has supported and measured results toward the seven 
interlinked procurement principles. Qualitative and quantitative evidence 
gathered by different methods at the country, project, and procurement 
activity levels is triangulated to infer on outputs and outcomes of the various 
aspects of the procurement system described in the theory of change. 
Moreover, the evaluation’s analyses are consistent with the theory of change. 
The evaluation follows a consultative approach to inform the methods 
and interpret findings with input from World Bank staff, management, and 
external experts. Table 1.1 describes the evaluation methods.
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Road Map for the Report

The report is structured around components of the procurement system’s 
theory of change. Chapter 2 looks at procurement efficiency. Chapter 3 
covers the procurement principles of economy, integrity, transparen-
cy, and fairness. Chapter 4 covers fit for purpose and value for money in 
procurement. Chapter 5 focuses on capacity strengthening outcomes. In 
other words, chapters 2, 3, and 4 show progress toward achieving the seven 
procurement principles, and chapter 5 looks at progress in strengthening 
country procurement capacity. Chapter 6 concludes the report by presenting 
lessons and recommendations to inform the continued reform and the World 
Bank’s ongoing procurement support.
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1 The portfolio includes procurement that follows the new procurement framework intro-

duced by the 2016 reform. Other projects in the same period had procurement but follow 

the previous guidelines. There was a transition during the evaluation period to adopting the 

new procurement framework following the reform’s launch on July 1, 2016. The evaluation 

covers procurement activities with contracts in projects that adopted the new procurement 

framework between July 1, 2016, and August 30, 2023, and that were implemented for two 

years to allow for time to review signed contracts in the Systematic Tracking of Exchanges in 

Procurement system. 
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2 |  Improving Procurement 
Efficiency

Highlights

The 2016 reform helped speed up procurement to a median 
turnaround time of about two months by simplifying the review 
processes and using simple procurement approaches, where 
appropriate, and hands-on assistance in low-capacity countries.

Procurements with high risks, high values, competitive approaches, 
technical complexity, and innovative solutions have longer 
turnaround times than simpler procurements. The World Bank 
could take steps to simplify these types of procurements.

The late start of procurement after project approval, lack of client 
procurement experience, and procurement processing issues—
especially when preparing technical documents and evaluating 
bids for competitive processes—undermine procurement 
efficiency and delay lending disbursements. About 45 percent 
of projects in Western and Central Africa encounter a high 
number of processing issues. About half of projects sign their first 
procurement at the end of the first year, delaying project benefits.

The World Bank’s new electronic tracking system—Systematic 
Tracking of Exchanges in Procurement—increases the efficiency  
of document reviews, but clients do not consider it user-friendly.

High-capacity clients do not require as much support from 
World Bank staff during procurement reviews. In lower-capacity 
contexts, however, client learning could be a trade-off for faster 
procurement and client empowerment. Clients often value  
the support of the World Bank procurement staff in longer  
prior reviews.
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This chapter assesses the principle of procurement efficiency. Efficiency 
encompasses the speed and ease of handling procurement. The chapter looks 
at procurement timelines, the benefits of simplified procurement reviews 
and STEP, and procurement issues arising when processing a procurement 
activity and resulting in delays, unsound products, or a lower-quality pro-
cess. Procurement processing in World Bank–supported projects has been 
faster since the reform, but it is disrupted by common procurement issues 
and the late start of a project’s procurement process. Moreover, larger and 
more complex procurement continues to be slower.

Faster Procurement since the Reform but with a 
Wide Array of Processing Times

Procurement processing has quickened in World Bank–supported projects 
since the reform, but processing times for certain types of procurement 
remain long. The median turnaround time for procurement in World 
Bank–supported projects is 57 days, or about two months (69 days if 
procurement done in emergency projects is excluded; see appendix C).1 
This shows good progress from 85 days in FY17 and is consistent with 
median findings from a report that reviewed the procurement reform after 
five years of implementation (World Bank 2022b). IEG’s 2014 procurement 
evaluation found a median turnaround time of 210 days in FY13, or about 
seven months (World Bank 2014).2 The faster procurement processing time 
holds across consulting services, goods, works, and nonconsulting services, 
although consulting services and works present the slowest times (figure 
2.1, panel a). The average time for consulting services procurement before 
the reform was 290 days, which decreased to 140 days; the average time 
for goods procurement before the reform was 288 days, which decreased 
to 58 days; and the average time for works before the reform was 307 days, 
which decreased to 119 days (World Bank 2014).3 Although the urgency of 
the COVID-19 pandemic likely helped speed up procurement (World Bank 
2022c), faster processing time also holds for procurement in both emergency 
and nonemergency projects (figure 2.1, panel b). The faster procurement 
processing speeds up project implementation because most project activities 
require procurement. However, figure 2.1 shows the continued challenge 
of the wide distribution of procurement processing times across projects. 
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This wide range of procurement times is also consistently observed in case 
studies and is reported in the survey (appendixes F and G). The differences in 
efficiency of procurement across projects are not new and were reported in 
IEG’s 2014 procurement evaluation.

Faster procurement times in World Bank–supported projects are largely 
a result of the simplification of review processes. Specifically, the reform 
increased the threshold for which a client’s procurement activity requires a 
full review by World Bank staff before and throughout its implementation. 
As a result, World Bank teams carry out fewer prior reviews in favor of post 
reviews that review a sample of the client’s completed procurement activ-
ities to ensure integrity and compliance with the procurement framework. 
This saves time because it cuts down on the required exchanges between the 
client and World Bank staff at each stage of the prior review process. For ex-
ample, about 20 percent of prior reviews identify processing issues that add 
to turnaround times, such as missing information and document revisions. 
Such issues are not checked up front in post reviews.

Figure 2.1.  Turnaround Times for Procurement in Days by Category and 

Emergency Status  

Fastest activities Median activities Slowest activities

Fast activities Slow activities

Speed level

Turnaround time by categorya.

Consulting services

Works

Goods

Nonconsulting services

200 300 400 500 600 700 800

Activity start date to first contract signing (actual days)

Procurement
category

1000

Turnaround time by emergency status of the procurementb.

Nonemergency 

200 300 400 500 600 700 8001000

Emergency

Project type

Fastest activities Median activities Slowest activities

Fast activities Slow activities

Speed level

Activity start date to first contract signing (actual days)
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Fastest activities Median activities Slowest activities

Fast activities Slow activities

Speed level

Turnaround time by categorya.

Consulting services

Works

Goods

Nonconsulting services

200 300 400 500 600 700 800

Activity start date to first contract signing (actual days)

Procurement
category

1000

Turnaround time by emergency status of the procurementb.

Nonemergency 

200 300 400 500 600 700 8001000

Emergency

Project type

Fastest activities Median activities Slowest activities

Fast activities Slow activities

Speed level

Activity start date to first contract signing (actual days)

Source: Independent Evaluation Group.

Note: The figure shows projects’ turnaround time statistics, in which turnaround time is measured by 
the number of actual days from an activity’s start date to its first procurement contract signing date 
within different procurement category and review type combinations adjusted for outliers. Examples 
are the time between an activity’s start date and its first contract signing in prior review activities for 
consulting services or the time between the same activity’s start date and its first contract signing in 
post review activities for goods. Fastest activities = minimum turnaround time; fast activities = 25th per-
centile of turnaround time; median activities = median turnaround time; slow activities = 75th percentile 
of turnaround time; slowest activities = maximum turnaround time. Fastest activities have a turnaround 
time of zero days and account for under 10 percent of activities; of this 10 percent, 15 percent have the 
same activity start date and first contract signing date, whereas 85 percent have their first contract 
signing date occurring before the activity start date. In the latter case, turnaround time is converted to 
zero to avoid a negative turnaround time. Zero-day turnaround time was most frequent at the start of 
COVID-19. It accounts for (i) almost 24 percent of procurement activities of projects approved in fiscal 
year 2020, (ii) over 16 percent of human development procurement activities, and (iii) over 16 percent of 
procurement of goods. These shares are well above other Practice Groups (Equitable Growth, Finance, 
and Institutions follows with 6.5 percent) and procurement categories (nonconsulting services category 
follows with 6.8 percent). Emergency projects are defined as having at least one of the following: (i) a 
general emergency flag, (ii) a COVID-19 response pillar flag, or (iii) an investment project financing disas-
ter response flag. The total number of activities in 614 projects with signed contracts is 25,352.

The simplified review process speeds up procurement by as much as two-
fold, with prior review procurement activities continuing to be slow (figure 
2.2). Since the reform, procurement post reviews have been used for about 
85 percent of the total number of procurement activities. About 65 percent 
of financing in projects uses post reviews compared with less than 50 per-
cent of financing before the reform. The average time gained from using 
post reviews instead of prior reviews is about three months per procurement 
activity. In FY21 and FY22, World Bank procurement staff carried out prior 
reviews of about 800 contracts per year for procurement in the evaluation 
portfolio compared with over 8,500 contracts per year between FY00 and 
FY11 and 10,917 contracts in FY14 (World Bank 2014, 2022b). Procurement 
activities subject to prior review continue to be slow: the median processing 
timeline for prior review procurement after the reform is 152 days, closer 
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to the 210-day median before the reform (World Bank 2014). This is similar 
to the timelines of other multinational development partners, such as the 
Asian Development Bank, which reports that procurement timelines for pro-
curement activities subject to prior review remained about the same before 
and after their own reforms: 304 days in 2022 compared with 300 days in 
2016 (ADB 2023).

Figure 2.2.  Turnaround Times for Procurement in Days by Review Type  

Source: Independent Evaluation Group.

Note: The figure shows projects’ turnaround time statistics, in which turnaround time is measured by the 
number of actual days from an activity’s start date to its first procurement contract signing date within 
different procurement category and review type combinations adjusted for outliers. Examples are the 
time between an activity’s start date and its first contract signing in prior review activities for consulting 
services or the time between the same activity’s start date and its first contract signing in post review 
activities for goods. Fastest activities = minimum turnaround time; fast activities = 25th percentile 
of turnaround time; median activities = median turnaround time; slow activities = 75th percentile of 
turnaround time; slowest activities = maximum turnaround time. Fastest activities have a turnaround 
time of zero days and account for under 10 percent of activities; of this 10 percent, 15 percent have the 
same activity start date and first contract signing date, whereas 85 percent have their first contract 
signing date occurring before the activity start date. In the latter case, turnaround time is converted 
to zero to avoid negative values. The total number of activities in 614 projects with signed contracts is 
25,352.

Using simple approaches makes project procurement faster. Some 
procurement approaches, such as a request for quotation that accounts for 
about 30 percent of procurement activities, have quick timelines of about 
35 days and are appropriate for certain types of low-risk project activities. 
Another approach, e-auction, accounts for less than 1 percent of the total 
number of procurement activities but offers a similar timeline advantage.4 
Similarly, United Nations (UN) direct contracting that involves hiring a 
UN agency to conduct a service or procure goods, for example, speeds up 
procurement for human development and sustainable development projects, 

Post

Prior

Review type

200 300 400 500 600 700 8001000 50 150 250 350 450 550 750650

Fastest activities Median activities Slowest activities

Fast activities Slow activities

Speed level

Activity start date to first contract signing (actual days)



Ind
e

p
e

nd
e

nt E
valu

atio
n G

ro
u

p
 

W
orld Bank G

roup
 

 
 

 
23

which account for about 90 percent of UN contracts. UN direct contracting 
takes on average about 60 days to process.

Procurement times are longer for high-cost, high-risk procurements with 
competitive contracting approaches; these longer timelines are expected 
but could be improved. Low-risk procurement activities are those that are 
not technically complex and have greater client capacity or fewer integrity, 
processing, and complexity risks.5 On average, procurement processing 
times are about 30 percent faster for lower-risk than higher-risk activities. 
Similarly, on average, procurement processing times are faster for lower-
value procurement activities than for higher-value procurement activities. 
Procurement for activities under $52,000 lasts about 75 days (which gets 
progressively slower as activities’ monetary values increase). Figure 2.3, 
panel a, shows median procurement turnaround times by activity risk rating 
and cost, demonstrating that procurement activities with higher risk and 
cost continue to process slowly. The median is shown because the average 
is affected by the broad range of procurement times in the portfolio. Figure 
2.3, panel b, shows by Region that procurement is slower when values are 
large and when it uses competitive approaches. Although having longer 
timelines for higher-risk, competitive, and larger procurement is expected, 
the World Bank could explore ways to simplify turnaround times for these 
procurements to support quicker delivery of activities in World Bank–
supported projects. Competitive procurement activities are especially slow 
in Western and Central Africa and South Asia (discussed in chapter 3).
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Figure 2.3.  Turnaround Times for Procurement Activities by Cost, Risk, 

and Region  
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Source: Independent Evaluation Group Systematic Tracking of Exchanges in Procurement data analysis.

Note: The figure shows the median turnaround time per procurement activity. Turnaround time is de-
fined as the time in days between the start date of the procurement activity entered in the system and 
its first contract signing date, adjusting for outliers. Competitive procurement includes limited and open 
market approaches, excluding direct procurement without competition. Panel a: The total number of 
procurement activities in 614 projects with signed contracts and available activity risk rating information 
is 25,344. Panel b: The total number of procurement competitive activities with signed contracts in 601 
projects is 19,190. AFE = Eastern and Southern Africa; AFW = Western and Central Africa; EAP = East Asia 
and Pacific; ECA = Europe and Central Asia; LAC = Latin America and the Caribbean; MENA = Middle 
East and North Africa; SAR = South Asia.
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Procurement approaches that evaluate quality or are innovative also have longer 
timelines that are similar to timelines before the reform. Procurement activities 
using approaches that evaluate the quality of bids or consulting service pro-
posals require additional steps. As such, these activities take additional time. 
Competitive approaches also require additional steps. For example, requests for 
bids or proposals include steps to advertise the procurement and bid and proposal 
evaluations (figure 2.4). Thus, processing a request for bids takes a median time 
of just over three months (98 days) but can take as long as 742 days (or about two 
years). Consultant quality cost-based selection takes a median time of 301 days 
but can take as long as 773 days. Innovative procurement approaches can take 
longer because the client must learn how to carry out the approach. Finding ways 
to ease the use of quality procurement approaches in World Bank–supported 
projects may be helpful—for example, by developing tools to help speed up the 
transparent identification of qualified bidders and bid evaluation (see chapter 3).

Figure 2.4.  Turnaround Time for Complex Procurement Approaches  

Source: Independent Evaluation Group Systematic Tracking of Exchanges in Procurement data analysis.

Note: The timeline considers the start date of the procurement activity entered in the system to the 
first contract signing date. Low is the quartile of activities that are the fastest in projects, and high is the 
quartile of activities that are the slowest in projects. Maximum is the maximum timeline in days in the 
portfolio, adjusting for outliers. The minimum timeline is zero days and is not shown. The analysis includes 
12 innovative procurement features: alternative procurement arrangements, requests for proposals, 
rated criteria, best and final offer, negotiations, competitive dialogue, one-stage two-envelope bidding, 
e-auctions, service delivery contracts, public-private partnerships, performance-based conditions, and 
community-driven development. The total number of procurement activities in 614 projects with signed 
contracts is 25,352.
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Technical complexity can increase procurement times for clients without 
experience in the area or support from the World Bank. This evaluation’s 
portfolio analysis shows that the longest procurement processing timelines 
are typically for procuring technically complex works, goods, or services. 
This includes the procurement of public utilities, electrical and power gen-
eration equipment, building construction and industrial materials, advanced 
technology, laboratory equipment, and engineering services. Some of these 
technically complex procurement activities have large values, and others 
are smaller-value activities. The turnaround time for procurement with high 
technical complexity ranges from 6 to 15 months, with some activities taking 
years. Examples from the case studies of technically complex and lengthy 
procurement activities include large works, such as roads and hospitals; con-
sulting services for engineering designs and aerial photography; and goods 
for information technology systems and solar energy (appendix F). This 
finding that technically complex activities take longer to procure aligns with 
IEG’s evaluation on disruptive and transformative technologies that shows 
that procurement slows implementation of technology-related projects 
(World Bank 2021b). Case studies suggest that technically complex activities 
with small values could benefit from greater attention from procurement 
staff to speed them up. For example, community-driven development activ-
ities that are complex because they involve actors at different levels could 
benefit from more support.

Starting Procurement Late, Lack of Client 
Experience, and Processing Issues That 
Contribute to Delays

The late start of projects’ procurement activities—often because the client 
must recruit procurement specialists—delays project implementation. About 
half of projects from FY17 to FY23 signed their first contract toward the 
end of the first year of implementation, delaying the start of these projects’ 
implementation. The importance of improving the start time of the first pro-
curement in the project is also demonstrated in the regression analysis that 
suggests that efficiency gains are diminished when procurement does not 
start early (appendix C). Similar timelines are seen across procurement cate-
gories for the first contract awarded in a project (figure 2.5). Across Practice 
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Groups, the proportion of projects that sign their first contract late is also 
about half. By contrast, the Infrastructure Practice Group has more projects 
with early contract signings, allowing large procurement processes for works 
to start quickly. Similarly, the Human Development Practice Group tends to 
have early contract signings, likely because of its push to procure medical 
supplies quickly during COVID-19. The lack of available, experienced client 
procurement specialists to support a project frequently causes delays at the 
start of procurement. In some projects, recruiting the client’s procurement 
specialist took several years (appendix G).

Figure 2.5.  Timelines of First Contract Signing in a Project by 

Procurement Category  

Source: Independent Evaluation Group Systematic Tracking of Exchanges in Procurement data analysis.

Note: The figure shows projects’ first procurement speed statistics, with procurement speed measured 
by the number of actual days from a project’s approval date to its first procurement contract signing 
date within different procurement category and review type combinations adjusted for outliers—for 
example, the time between a project’s approval and its first contract signing in prior review activities for 
consulting services or the time between the same project’s approval and its first contract signing in post 
review activities for goods. Fastest activities = minimum turnaround time; fast activities = 25th percentile 
of turnaround time; median activities = median turnaround time; slow activities = 75th percentile of turn-
around time; slowest activities = maximum turnaround time. Fastest activities have the first procurement 
processing time of zero days and account for under 26 percent of activities; of this 26 percent, less than 
1 percent have the same project approval date and first contract signing date, whereas over 99 percent 
have their first contract signing date occurring before the project approval date. In the latter case, the 
first procurement processing time is converted to zero to avoid negative values. The number of activi-
ties in 612 projects with signed contracts is 26,573.
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Projects with less experienced client procurement staff and limited support 
have longer procurement times. Case studies indicate that projects that 
find it difficult to hire experienced procurement specialists have longer 
processing times. Notably, processing times in FCS contexts are quicker 
than in other contexts (figure 2.6). This faster speed is the result of exten-
sive coaching of clients by World Bank staff and external experts to help 
procurement in World Bank–supported projects in those countries. Case 
studies echo this finding and demonstrate that procurement processing 
times are being shortened across countries because of World Bank pro-
curement staff support, including hands-on expanded implementation 
support (HEIS)—a tool the World Bank uses to support low-capacity clients. 
International Development Association (IDA) countries show consistently 
slower times for procurement than International Bank for Reconstruction 
and Development (IBRD) countries, and case studies indicate that one 
reason for this is the access to experienced client procurement staff in the 
project, although the country procurement context is also a factor. The 
literature also shows time differences for World Bank public works procure-
ments across country types (Bosio and Djankov 2020), with countries that 
have greater political accountability and stronger economies processing 
public works procurement more quickly.
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Figure 2.6.  Client Process Timeliness for Prior Review Procurement 

Activities by Country Type  

Source: Independent Evaluation Group Systematic Tracking of Exchanges in Procurement data analysis.

Note: Client process timeliness is defined as the sum of client–World Bank interaction timeliness for all 
interactions within a procurement activity. It is only defined for prior review activities and has available 
information for 2,972 of 7,163 activities (40 percent of prior review). Slow = 75th percentile cutoff value of 
the client process timeliness distribution within each column category; median = 50th percentile cutoff 
value of the client process timeliness distribution within each column category; fast = 25th percentile 
cutoff value of the client process timeliness distribution within each column category. The number of 
prior review activities with available information on client process timeliness in 496 projects is 2,972. 
FCS = fragile and conflict-affected situations; HEIS = hands-on expanded implementation support; 
IBRD = International Bank for Reconstruction and Development; IDA = International Development 
Association.

Procurement processing issues slow down procurement in World Bank–
supported projects, especially in Africa. The most common procurement 
issues that cause processing delays, as reported in project Implementation 
Status and Results Reports (ISRs) and identified in case studies, are low-
quality procurement documents that require revisions, such as terms of 
reference and bidding documents; difficulties following criteria to review 
bids during the evaluation stage, especially of works and consulting 
services; and late contract signings for consulting services (appendixes 
E and F). Task team leaders (TTLs) report such procurement processing 
issues in about half of the ISRs that IEG reviewed. Procurement issues 
are especially frequent when procuring consulting services. Procurement 
activities with these and other procurement issues take more than twice the 
time to process than projects without issues (figure 2.7, panel a), and issues 
are more common in procurement activities in Western and Central Africa 
where there is also more IPF procurement (figure 2.7, panel b).
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Figure 2.7.  Procurement Issues by Region and Difference in Turnaround 

Times  
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Source: Independent Evaluation Group Systematic Tracking of Exchanges in Procurement data analysis 
and ISR analysis.

Note: Panel a shows the average number of days to process procurement activities by category 
adjusted for outliers. Panel b shows the percentage of activities in projects with high and low issues 
by Region. Low = procurement activities in the bottom quartile of the number of procurement issues 
reported in their project ISRs; high = projects in the top quartile. The number of procurement activities 
in 237 projects with low or high levels of procurement issues reported in ISRs is 9,360. AFE = Eastern 
and Southern Africa; AFW = Western and Central Africa; EAP = East Asia and Pacific; ECA = Europe and 
Central Asia; ISR = Implementation Status and Results Report; LAC = Latin America and the Caribbean; 
MENA = Middle East and North Africa; SAR = South Asia.
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Slowdowns because of procurement issues, notably at the bid and 
competitive evaluation stages, contribute to project implementation delays. 
Examining the contribution of different procurement stages to delays, STEP 
data show that preparing terms of reference, shortlisting and evaluating 
consultants, evaluating bids for works contracts, submitting bids for works 
contracts, and signing works contracts take a long time in projects with slow 
procurement, especially when projects report procurement issues in ISRs 
and delays (see figure C.13). These are all important stages in processing 
competitive procurement. Case studies consistently show delays at the same 
stages and that evaluating proposals for consulting services can take an 
especially long time in delayed projects (box 2.1).

Box 2.1.  The Evaluation Stage of Consulting Services and Project Delays

Case studies show that evaluating proposals for consulting services takes an es-

pecially long time and can hinder project implementation. Projects rely on the 

timely processing of consulting services to provide technical expertise for project 

components. However, delays in finalizing terms of reference, evaluating technical 

documents, and finding qualified candidates can undermine procurement efficiency. 

For example, in the Federated States of Micronesia, at the project’s Mid-Term Review, 

no works had started because of delays in acquiring a consultant to help with the proj-

ect’s needs assessment, design, and supervision. Similarly, in Colombia, the extended 

time it took to recruit consultants delayed a project’s water supply and sanitation 

works. In a Nigeria project, technical assistance activities for external evaluation of 

the results-based financing component were delayed until the project’s final year but 

required to verify the project’s indicators for disbursement. Conversely, in Pakistan, 

clients prioritized consultant contracts because they were necessary for up-front 

environmental services. As a result, contracts were awarded in about four months, 

supporting speedy implementation.

Source: Independent Evaluation Group case study analysis.

Most TTLs agree that evaluating bids and preparing terms of reference and 
technical specifications frequently cause delays. About 65 percent of TTLs 
believe that bid and proposal evaluations delay project implementation, and 
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about 44 percent of TTLs believe that preparation of terms of reference and 
technical specifications delay project implementation (figure 2.8). About 
three-quarters of World Bank procurement staff, especially those working 
with lower-capacity clients, agree that preparing terms of reference and 
technical specifications are the main reasons for delays in project procure-
ment. For example, in an energy project in Europe and Central Asia, unclear 
technical specifications and evaluation criteria caused the bid evaluation 
process to take almost nine months and led the World Bank team’s evalua-
tion committee to reject the first round of bids. In other cases, delays were 
caused by committee members having limited experience with the evalu-
ation criteria, even when technical specifications were of high quality. In 
Niger and Sierra Leone projects, delays in bid evaluation were caused by 
evaluation committee members being unwilling to meet because they are 
busy government officials with other responsibilities and did not receive a 
sitting allowance.

Figure 2.8.  Reasons for Delays in Procurement according to Task Team 

Leaders  

Source: Independent Evaluation Group procurement survey of task team leaders.

Procurement processing issues could be addressed earlier in the first 
year of implementation to prevent project implementation delays. 
Some projects report procurement processing issues in ISRs that delay 
implementation. The analysis of procurement issues reported in ISRs 
indicates that addressing issues early in project implementation could help 
prevent the issues from becoming delays. The reporting of issues in ISRs 
increases during implementation, and issues heighten at project midpoint 
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(figure 2.9). Procurement issues are associated with overall project delays, 
suggesting that procurement is one of the main factors that affects project 
implementation (appendix E).6 For example, a project in Brazil was delayed 
because of difficulties in developing technical specifications for water 
and sewage connection contracts (which was the initial stage of project 
implementation). The project experienced significant implementation 
delays because this problem was not resolved promptly. ISRs report more 
issues when procuring, for example, information technology, laboratory 
equipment, and medical supplies. Across sectors, procurement issues in 
World Bank–supported projects are similar, although projects in the Energy 
and Extractives Global Practice report the most procurement issues. Projects 
in lower-capacity contexts often encounter procurement issues because of 
the limited experience of client procurement experts in projects and limited 
task team support to resolve them.

Figure 2.9.  Frequency of Procurement Issues in Project Implementation 

Reports by Sequence  

Source: Independent Evaluation Group country situation analysis.

Note: ISR sequences are reported every six months of a project. One project with 12 ISRs was com-
bined with a group of projects with 11 ISRs. The median number of issues reported in an ISR was three, 
indicated by the gray horizontal line. The lower two quartiles of projects fall below the median (light-
gray arrow), and the upper two quartiles fall above the median (dark-gray arrow). ISR = Implementation 
Status and Results Report.
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Procurement Efficiency Improved by Technology 
with Opportunities for Enhancement for Clients

STEP—the World Bank’s electronic procurement tracking system—
increases the efficiency of World Bank procurement reviews. Before the 
procurement reform, exchanges between clients and World Bank staff during 
the procurement review process occurred by letter, email, or in person. 
With STEP, clients upload procurement documents into the system, and 
World Bank staff and clients use the system for formal exchanges, such as 
document submissions, reviews, and nonobjections. In interviews, World 
Bank staff and clients recognize the need for an electronic system to review 
procurement activities. In surveys, over half of procurement staff agree that 
STEP reduces the response time of World Bank staff to process procurement 
activities. However, far fewer TTLs report that STEP helps reduce the World 
Bank’s response time: 36 percent state that it decreases their response time, 
and 32 percent state that it decreases procurement staff’s response time 
(figure 2.10). Other assessments of efficiency gains from e-procurement 
systems show that they reduce transaction and communication costs 
(Belisari, Appolloni, and Cerruti 2019; Brandon-Jones and Carey 2011), and 
STEP has achieved this objective to some extent according to findings from 
the evaluation’s case studies, interviews, and surveys.
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Figure 2.10.  Task Team Leaders’ Feedback on Electronic Tracking 

System for Procurement  

Source: Independent Evaluation Group procurement survey.

Note: STEP = Systematic Tracking of Exchanges in Procurement.
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clients in low-resource contexts. Surveys show that few World Bank staff 
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duplicates their own procurement tracking systems, and they would prefer 
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transactions without the burden of contacting the World Bank headquarters 
and generates large volumes of unwanted automated emails. In case studies, 
clients in low-resource contexts report delays in uploading documents to 
STEP because of internet connectivity issues. In some countries, clients re-
port that their project procurement specialists spend about half of their work 
time entering and uploading information to STEP. As a result, few clients 
enter all procurement activities into STEP because of the long amount of 
time it takes to do so. By contrast, clients with better internet connectivity, 
more training, and consultants on hand to oversee STEP report that record-
ing procurement activities in STEP is efficient.

Trade-offs between Faster Procurement and 
Client Empowerment and Client Learning

Post reviews empower clients to take greater responsibility for their 
procurements, leading to improved capacity. The survey shows that 
approximately 50 percent of World Bank procurement staff agree and 10 
percent disagree that procurement activities processed under post review 
(which rely on the client’s own procurement system) help strengthen the 
client’s procurement capacity (appendix G). Case studies also indicate 
that TTLs and clients valued this element of post review procurements. 
In addition, the survey shows that TTLs value the time saved from having 
fewer prior reviews more than World Bank procurement staff: about 
40 percent of TTLs agree that fewer prior reviews reduce procurement 
processing times, whereas 24 percent of World Bank procurement staff 
agree (appendix G). As seen earlier, procurement activities subject to prior 
review have significantly longer processing times.

Reducing the number of prior reviews may free up World Bank staff time for 
more strategic activities, but clients in lower-capacity contexts often benefit 
from engagement with staff around procurement reviews. One of the goals 
of having fewer prior reviews is to free up time for World Bank procurement 
staff to provide more strategic procurement support, including helping 
clients develop procurement strategies, introducing innovations in procure-
ment, and strengthening country procurement capacity. The survey shows 
that about half of World Bank procurement staff and TTLs agreed that this 
occurs. However, this is true for TTLs who work with higher-capacity clients 
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(appendix G).7 Clients in low-capacity contexts often require help with 
reviewing procurement. For example, in Haiti, Mali, Niger, and Sierra Leone, 
clients request World Bank procurement staff to provide more informal re-
views to fill the capacity strengthening gap that emerges from having fewer 
prior reviews. In Somalia, World Bank reviews of procurement help projects 
prevent integrity risks. The survey shows that about 10 percent of TTLs agree 
that clients have adequate capacity to manage procurement contracts with 
limited World Bank assistance. About 60 percent of TTLs agree that clients 
need significant World Bank support to process procurement contracts.

Clients value the learning they receive on World Bank standards during the 
World Bank staff procurement reviews. About 12 percent of projects have 
no prior review engagement with World Bank staff and emphasize a need 
for more engagement on important procurement to support project devel-
opment objectives. World Bank procurement staff carried out prior reviews 
for approximately 20 percent of Infrastructure Practice Group activities 
because of their higher price tag and less than 10 percent of activities in 
other Practice Groups. In India, a small solar power procurement activity 
went through a prior review because of the market risk from introducing a 
new technology (which averted potential problems later). As such, planning 
a few activities that have prior review support from the World Bank helps 
clients learn the World Bank’s standards and improve procurement. The 
extra time it takes for a prior review might be a trade-off worth making for 
many clients.
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1  The turnaround time is the date from the start of the procurement activities to the first con-

tract signing. The overall estimate includes procurement activities subject to both prior and 

post reviews and excludes data outliers.

2 The current average turnaround time for procurement is 88 days, just over three months 

when looking at the evaluation period—fiscal years (FY)17–23. The estimate of 88 days 

excludes outliers. When looking by year, however, most of the procurement activities in the 

Systematic Tracking of Exchanges in Procurement system are for FY22 and FY23. This com-

pares with 253 days in FY13 (World Bank 2014). 

3 The estimates of turnaround time include outliers to provide a more conservative compari-

son. 

4 A request for quotations involves suppliers submitting quotations. It may be through 

advertisement or invitation of a limited number of qualified suppliers. The evaluation of 

the quotations to award the contract is according to the criteria specified in the request for 

quotation. An electronic reverse auction (e-auction) is a scheduled online event in which 

prequalified suppliers can bid against each other on their price. 

5 Management capability risks refer to the procurement policies and human resource capac-

ity of the client. Integrity and oversight risks refer to the risk of fraud and corruption in a 

country or agency. Processing risk includes risks of problems at procurement stages, such as 

evaluation or contract signing. Market risk refers to inadequate market response to a bidding 

process. Complexity relates to the procurement arrangements in the projects and procure-

ment approaches. 

6 In some cases, problems related to extraneous factors, such as political issues in the country, 

that fall outside the scope of procurement cause project delays. 

7 The survey includes a question asking World Bank procurement staff and task team leaders 

whether they work in a fragile and conflict-affected situation or low-capacity country. 
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3 |  Improving Procurement 
Economy, Integrity, 
Transparency, and Fairness

Highlights

Market analyses, prequalifications, and procurement approaches 
introduced with the 2016 reform could help projects identify 
and contract qualified suppliers, increasing procurement 
competitiveness. Open market approaches account for, on 
average, about 50 percent of procurement, with the lowest use in 
Africa and the Middle East and North Africa.

Projects mostly use the same procurement approaches as before 
the 2016 reform and have not consistently applied less familiar 
approaches, such as rated criteria or negotiation, to improve quality 
and sustainability. Only about 15 percent of projects use at least 
two innovative approaches to support quality.

Coaching teams in applied learning, enhancing third-party 
oversight to reduce innovation risks, increasing country dialogues, 
and creating staff incentives could help address quality and 
sustainability approaches. A menu of approaches that consider 
quality across the procurement cycle is important.

There is an opportunity to use clients’ procurement systems 
in World Bank–supported projects to ease procurement, save 
resources, and improve client perceptions about the World Bank.
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The reform started a process of using technology to enhance 
procurement integrity, transparency, and fairness, which can be 
built on. Remote monitoring of procurement and post review 
assessment could be enhanced to strengthen integrity, especially 
for clients with lower capacity or higher risk. Less than 10 percent 
of projects had a post review report to validate procurement by the 
second year of implementation. Complaint handling continues to 
take a long time, an average of about 170 days.

Post reviews and complaints data, which highlight repeat problems 
in project procurement, can be used to systematically improve the 
quality of clients’ procurement.
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This chapter assesses the reform’s impact on the procurement principles 

of economy, integrity, transparency, and fairness. Economy refers to the 
cost and noncost dimensions of procurement, which, for the purpose of the 
evaluation, includes competitiveness, engagement of qualified suppliers, 
familiarity with market analyses, and use of procurement approaches that 
improve quality, costs, partnerships, and social and environmental sustain-
ability. For integrity, transparency, and fairness, the evaluation focused on 
post-reform improvements to oversight and looked at open procurement 
data, risk assessments, complaint handling, and monitoring of whether pro-
cured goods and services reach communities. The 2016 reform made nominal 
progress in enhancing procurement’s economy by emphasizing the quality, 
competition, and sustainability of procurement, with few projects using 
approaches to support economy in procurement (appendix C). Integrity, 
transparency, and fairness improved with the introduction of STEP and a 
standstill period, but oversight and complaint handling remain areas that 
could improve.

Strengthened Market Analysis That Could 
Enhance Competitive Approaches and 
Engagement of Qualified Suppliers

World Bank–supported projects could pay greater attention to open compet-
itive procurement. Just over half of procurement in World Bank–supported 
projects uses open market competitive approaches. Open market approaches 
promote procurement quality, fairness, transparency, and cost-effectiveness, 
but projects often have difficulties attracting enough qualified suppliers 
to bid. Finding sufficient qualified suppliers ensures smooth processes and 
prevents delays from rebidding procurement activities.1 The risk of such 
delays might deter clients from using competitive approaches despite the 
obvious benefits. Open market approaches are most common for procuring 
works and consulting services (figure 3.1, panel a), likely because countries 
have more suppliers in these areas or they are international contracts. Open 
market approaches are also more common in IDA and IBRD countries than 
FCS countries and certain Regions, such as Europe and Central Asia  
(figure 3.1, panel b), likely because of the challenges of market capacity  
(appendix E). The remaining procurements use limited competitive 
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approaches, in which the client identifies potential suppliers without pub-
licly advertising procurements, or direct selection approaches, in which the 
client directly contracts a supplier without competition. Limited selections 
account for about 30 percent of project procurements, and direct selections 
account for about 20 percent. The use of direct selection in World Bank–
supported projects is not significantly lower than in the European Union’s 
single market countries, where in 2021, about 16 percent of procurement 
used direct contracting, with rates ranging from about 3 percent to 42 per-
cent. However, the European Commission’s Single Market Scoreboard, which 
includes data on public procurement, considers direct selection above 10 
percent a red flag, though it does not cover the same mix of IDA and FCS 
countries as the World Bank (European Court of Auditors 2023).

Figure 3.1.  Procurement Activities by Market Approach  
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12 66

a. Market approaches of procurement by category

b. Market approaches of procurement by Region
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ECA (n = 4,789)

EAP (n = 6,961)

LAC (n = 11,084)

SAR (n = 14,526)

Share of activities in row (%)

5 87
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14 13 73

22 18 60
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15 29 56

16 39 45

14 51 35

Direct Limited Open

Market approach

AFE (n = 18,808)

AFW (n = 27,743)

MENA (n = 2,409)

Source: Independent Evaluation Group Systematic Tracking of Exchanges in Procurement data analysis.

Note: Data include prior and post review activities. The total number of procurement activities with avail-
able information on market approach in 687 projects is 86,320. AFE = Eastern and Southern Africa; AFW 
= Western and Central Africa; EAP = East Asia and Pacific; ECA = Europe and Central Asia; LAC = Latin 
America and the Caribbean; MENA = Middle East and North Africa; SAR = South Asia.

Using less competitive approaches is optimal when suppliers are limited 
or speed is essential. Suppliers are often limited during emergencies or in 
small markets or insecure and remote areas. Direct or limited competitive 
selection approaches speed up contracting. Direct approaches are about 
four times quicker on average than open market approaches, and limited 
competitive approaches are about three times quicker because qualified 
potential suppliers are already identified (appendix C). In Haiti, a country 
with insecurity and a small pool of available suppliers, a health project’s 
limited approaches for procuring small works and medical professionals 
expedited contracting. In Malawi, a project used a direct approach to procure 
macronutrient powder from a state-owned enterprise because it was the only 
supplier with subnational warehouses that could store and distribute the 
products. During COVID-19, emergency projects used direct approaches to 
sign contracts and secure limited supplies, which allowed aid to meet critical 
needs faster.
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Difficulties in attracting qualified suppliers in less developed markets can 
delay or even jeopardize project implementation. The challenge of market 
risk is reinforced by the regression analysis (appendix C), which finds that 
market risk is negatively associated with project implementation ratings. 
In some projects, key procurement activities are canceled and relaunched 
because of a lack of qualified bids. In the Central African Republic’s fragile 
context, challenges in attracting qualified bids for construction activities 
delayed a natural resource project. In Sierra Leone, the lack of qualified 
suppliers caused clients to cancel and relaunch procurement processes for 
geographical surveys several times. IBRD projects receive the highest aver-
age number of bids for procurement activities, largely because these projects 
take place in more developed markets that are attractive to qualified suppli-
ers. IDA countries receive nearly as many bids on average, and FCS countries 
and small states receive the lowest number of bids (figure 3.2). The average 
number of bidders for published public sector procurements in European 
countries was about three in 2021 (the range was between two and seven 
bids per contract), suggesting that, in many countries, it may be challenging 
to attract bidders in public procurement (European Court of Auditors 2023).

Figure 3.2.  Bids for Competitive Prior Review Processes by Country Type  

Source: Independent Evaluation Group Systematic Tracking of Exchanges in Procurement data analysis.

Note: Data are limited to prior review procurement. The total number of bidders in 1,843 prior review 
procurement activities with open market approach and available bidder information in 377 projects is 
7,310. FCS = fragile and conflict-affected situations; IBRD = International Bank for Reconstruction and 
Development; IDA = International Development Association.

Bidders per procurement activity (average no.)

IBRD or blend
non-FCS (n = 573)

IDA non-FCS (n = 594)

FCS (n = 580)

Small states (n = 96)

C
o

u
nt

ry
 ty

p
e

 

0 1 2 3 4 5 6



Ind
e

p
e

nd
e

nt E
valu

atio
n G

ro
u

p
 

W
orld Bank G

roup
 

 
 

 
45

When done early, prequalifying potential suppliers can save time and en-
hance the quality of projects, though context should be considered. Less 
than 3 percent of procurement activities in World Bank–supported projects 
use prequalification, which consists of preselecting qualified suppliers who 
will be invited to participate in a procurement process. The preselection 
process is publicly advertised; hence, it is competitive. It can help clients 
or country programs preidentify suppliers with a high-quality track record. 
Case studies show time savings from prequalification if it is done early 
in project implementation or at the country level. In a project in Eastern 
Europe, the client used prequalification to identify a pool of qualified suppli-
ers in advance of a procurement activity when the project was still finalizing 
its technical designs. A regional project in Eastern and Southern Africa 
benefited from a list of prequalified suppliers already identified from anoth-
er project in the country. However, prequalification may be unnecessary at 
times, and using it could cause delays because it is an additional step in the 
procurement process (ADB 2018). For example, a long prequalification stage 
delayed a regional transmission line project in East Africa for almost a year.

Market analysis tools, such as procurement strategy documents and risk 
assessments, are meant to improve procurement but often lack operationally 
useful information. Clients are expected to prepare the project procurement 
strategy for development (PPSD), including the market analysis, before the 
project is approved. At that time, often not all procurement activities are 
known, and the client’s project implementation team is typically not yet 
in place. Hence, consultants frequently prepare PPSDs with limited client 
involvement. Market analysis is a tool to understand the market character-
istics for specific works, goods, or services; identify potential suppliers; and 
help design effective procurement strategies that encourage competition 
and quality. The market analysis at the PPSD stage is usually done through 
a desk analysis rather than an outreach to identify potential suppliers and 
engage with them to customize procurement requirements. A review of 
PPSDs shows that the PPSD’s market analysis is mostly a theoretical exercise 
with limited practical value, and that it is rarely an updated living document. 
Moreover, case studies show that the eventual project implementation teams 
rarely use the PPSD’s market analysis because it lacks detail to guide the 
project activities. Interviews suggest that clients could identify actions for 
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market analysis in the project’s first year of implementation when the imple-
mentation team is in place.

Well-conducted, early-stage market analysis and engagement can prevent 
setbacks for projects. In the Kyrgyz Republic, international suppliers did not 
bid on technology contracts because of the risk the country context poses. 
In an education project in Malawi, the client canceled and relaunched a 
procurement process for classroom construction in rural districts because 
international bidders lacked interest in working in remote areas. In these 
cases, identifying potential suppliers by engaging with, for example, 
business associations before starting the procurement process, could have 
helped customize the procurement approach to market capabilities so it 
could advance smoothly. World Back procurement staff often echo this 
shortcoming in their reviews of projects by suggesting that clients use a 
market analysis to identify and engage quality suppliers and customize 
procurement approaches.

Practical applied approaches to market analyses are enough to help pro-
curement succeed in unpredictable markets. In a project series in Nicaragua, 
the client already knew which procurement approaches would work, making 
it unnecessary to conduct a market analysis. However, conducting market 
analysis is helpful for project activities that include client procurement staff 
with limited experience. For example, in Albania, the client procured a local 
consultant to supervise rural road construction because a market analysis 
recommended that a supervisor be on-site to oversee the construction. In 
Nigeria, the client designed a first-time procurement process for an e-pro-
curement system based on the market analysis that recommended using 
multiple currency bids and performance-based contracting to attract inter-
national bidders. Box 3.1 provides examples of three practical approaches to 
identify potential suppliers to customize procurement to market capabilities.
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Box 3.1.  Three Practical Ways to Identify Markets for Procurement 

Activities

Communication with potential suppliers. For example, in a Malawi child development 

project, the client engaged with the National Construction Industry Council to iden-

tify suppliers for small works (which resulted in many bids). In an electricity project in 

Nigeria, the client communicated with potential suppliers to learn their costs, capabili-

ties, and works, goods, and services that could support project needs.

Desk reviews to identify qualified suppliers. For example, during the preparation 

of projects in Colombia and the Marshall Islands, clients conducted initial market 

analyses using suppliers’ databases and later deepened these analyses based on 

engineering specifications.

Rapid assessments to understand markets. For example, a rapid assessment of a 

solar energy project in India found that the markets were not well developed. As a 

result, the project identified national and international suppliers that could be matched 

to support the project’s wind and solar energy activities. These matches could help 

national suppliers learn from international ones to develop new market competencies. 

In an agriculture project in Mozambique, the client’s rapid market screening predicted 

an uneven distribution of qualified suppliers among the provinces. To manage this, the 

client procured international and local suppliers in joint work ventures to cover local 

capacity shortfalls and help develop the competencies of local suppliers.

Source: Independent Evaluation Group case study analysis.

Opportunities to Emphasize a Menu of 
Approaches That Can Enhance Quality

Clients and TTLs tend to use procurement approaches that are familiar to 
them rather than unfamiliar approaches that consider quality. Clients do 
not fully use the greater selection of procurement approaches introduced 
through the 2016 reform, including e-auctions, which offer efficiency solu-
tions and ways to reach new markets, and requests for proposals, which the 
reform envisaged for works, goods, and nonconsulting services when used 
with rated criteria to consider quality in bid evaluation. For works, goods, 
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and nonconsulting services, clients frequently use familiar approaches, such 
as requests for quotations or requests for bids, without combining them with 
innovations, such as rated criteria, negotiation, or competitive dialogue, 
to enhance quality (figure 3.3, panel a).2 Requests for bids are frequently 
used for higher-value and international procurement (appendix C), whereas 
requests for quotations are often used for smaller-value activities (figure 3.3, 
panel b). Most consultants are individuals and firms selected based on their 
qualifications. IEG’s 2014 procurement evaluation similarly found limited 
use of quality-based selection for consulting services that considers the 
technical proposal before cost (World Bank 2014). In procurement reviews, 
World Bank procurement staff repeatedly recommend that clients use nego-
tiation to reduce costs or refine the technical details of consulting services to 
help ensure quality; however, this rarely happens.

Figure 3.3.  Procurement Approaches Used by Projects by Category and 

Value  
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Note: The figure shows the share of procurement approaches used in procurement activities by pro-
curement category and value. The total number of activities with available information on procurement 
approaches in 681 projects is 75,369.

Innovative procurement approaches can help clients improve the quality 
of World Bank–supported projects by balancing cost considerations. Case 
studies show that when projects are supported to carry out innovative 
procurement approaches, client satisfaction often happens because specific 
needs for project activities are addressed. Examples of such innovative 
procurement approaches include engaging suppliers based on technical 
quality criteria, not only cost, for solar and wind power contracts; ensuring 
performance-based measurement of contracts for delivering services; 
using procurement to empower local leadership in communities; matching 
international suppliers to help develop local small business competencies; 
and agreeing on technical specifications before setting the cost of the 
procurement. Box 3.2 describes examples of innovative procurement 
approaches that address needs in projects. Some 40 percent of projects 
use at least one less common procurement approach—often two-envelope 
system bidding—that allows for discussion on technical specification 
quality before reviewing cost. Only about 15 percent of projects use more 
than one innovative procurement approach, despite the many procurement 
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activities in a project. Other examples provided in figure 3.3 are approaches 
that are used less frequently. Because of social distancing mandates during 
COVID-19, some clients used e-auctions to allow for transparent reach of 
suppliers across geographies.

Box 3.2.  Examples of Innovative Approaches Facilitating Projects

Contracts with performance indicators to track outputs and their quality. For ex-

ample, in Ghana, a performance-based contract for river dredging used a two-stage 

procurement to increase the quality of bids and an external independent agency to 

certify outcomes before payment. In Brazil, a project used a long-term contract for 

water connection works. The contractor was paid part of the contract price after com-

pletion of the works based on performance standards and output levels, such as the 

number of inhabitants connected to the networks.

Procurement approaches that consider maintenance for a good or service. For ex-

ample, in Kenya, a project procured solar mini-grids through an international contract 

that included seven years of supplies, installation services, and maintenance. In the 

Kyrgyz Republic, a digital connectivity project followed a two-segment approach to 

contracting: the first contract established the infrastructure and set up the services, 

and the second contract ensured the delivery of those services for seven years.

Negotiating contracts to reduce costs and specify technical quality. For example, 

a project in the Kyrgyz Republic used negotiation to procure an operator service for 

broadband access. A probity assurance auditor addressed transparency concerns by 

overseeing negotiations. In a Pakistan project, a probity adviser improved the transpar-

ency of negotiation with the supplier during contracting of a large enterprise resource 

planning system.

Grouping together similar procurements to ease the processing burden on clients. 

For example, a Burkina Faso financial inclusion project used a framework agree-

ment to group together the procurement of separate mobile network operators. In 

Mozambique, a project grouped the procurement of suppliers that would carry out 

similar agricultural surveys in four different provinces to save time and effort.  (continued)
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In Lesotho, a project procured COVID-19 vaccines from suppliers based on agreed 

pricing, and quantities were then staggered for delivery. In Nicaragua, a project procured 

furniture and construction materials in one contract for multiple schools to reduce trans-

port costs to the project’s remote sites and ease processing for the client.

Source: Independent Evaluation Group case study analysis.

Third-party oversight could be enhanced to encourage clients to take advantage 
of less used procurement approaches to foster their confidence about the integrity 
of these approaches.3 For example, the use of approaches such as negotiations and 
best and final offer could be enhanced with third-party oversight. Negotiations and 
best and final offer set the activity’s prices, technical terms, and conditions before 
the contract is awarded. About 28 percent of requests for proposals and  
5 percent of requests for bids use these two approaches, mainly for international 
contracts. These approaches are nearly absent from national contracts. Clients are 
wary about the potential integrity risks—that is, the risk that the clients’ negotia-
tion with suppliers will be seen as a form of corruption. As such, the biggest barrier 
to expanding clients’ use of negotiations or best and final offer is understanding 
of transparent oversight mechanisms. In a project in Europe and Central Asia, the 
use of third-party probity assurance to monitor the negotiation worked well once 
addressed with the client.

Clients’ use of rated criteria to enhance quality is limited in both national and 
international procurement. Since the procurement reform, the World Bank has 
emphasized improving procurement economy by encouraging rated criteria—
or nonprice factors such as quality, sustainability, and innovative aspects—to 
evaluate bids. Quality evaluation by clients is common when procuring 
consulting services but rare when procuring other project activities. Case 
studies show that World Bank staff and clients are positive about rated criteria 
and perceive that the approach could help improve the quality of suppliers. As 
of August 2023, clients used rated criteria in the procurement of works, goods, 
and nonconsulting services in about 2 percent of procurement activities,4 
with higher use reported in international procurement. International requests 

Box 3.2.  Examples of Innovative Approaches Facilitating Projects (cont.)
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for proposals show the highest use of rated criteria (figure 3.4). The Asian 
Development Bank has experienced similar challenges in the uptake of rated 
criteria, which it ascribes to the lack of clients’ skills and the perception that 
they cannot depart from their national laws and regulations (ADB 2023). In 
European countries, by comparison, nearly half of contracts (42 percent) are 
awarded based on rated criteria and not simply the lowest price (European 
Court of Auditors 2023). However, in 2021, in eight European Union member 
states, the level of awards in favor of the lowest price exceeded 80 percent. 
In the TTL survey, TTLs do not agree that clients use rated criteria and other 
features to address quality when appropriate in projects (figure 3.5).

As of September 1, 2023, the World Bank requires rated criteria as the default 
approach for most international procurement, demonstrating leadership 
among multilateral development banks to start to improve procurement 
quality. However, international procurement is only 10 percent of procurement 
in terms of volume and about 37 percent in terms of value. Rated criteria and 
other quality features could help national procurement because this is the area 
where most procurement occurs in World Bank–supported projects.
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Figure 3.4.  Use of Rated Criteria for Assessing Quality in Selected 

National and International Procurement  

Source: Independent Evaluation Group Systematic Tracking of Exchanges in Procurement data analysis.

Note: The figure shows the share of rated criteria used in procurement activities for requests for bids 
and requests for proposals. The total number of procurement activities in works, goods, and noncon-
sulting services with rated criteria is 126. National and international = market approach used by the 
procurement.

Figure 3.5.  Task Team Leaders’ Perceptions of Quality and Sustainability 

Approaches  

Source: Independent Evaluation Group.
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World Bank staff and clients do not understand well the concept of quality 
and how to apply it. Procurement quality refers to the noncost factors that 
increase procurement value and the balancing of those factors with costs 
throughout the project cycle to fit project needs. Case studies show that 
clients and World Bank staff use a range of practices to address quality at 
different stages of procurement (although different practices may be applied 
by different task teams), and that there could be a greater emphasis on 
aspects of quality across the procurement cycle (box 3.3). The World Bank’s 
commitment to use rated criteria could be part of a comprehensive strategy 
to help projects improve procurement quality along with, for example, 
market analyses, prequalification practices, technical aspect negotiations, 
technical requirement clarity, and contract monitoring.

Box 3.3. Quality Considerations throughout the Procurement Life Cycle

Attention to quality to enhance technical and noncost aspects of procurement in 

practice often happens at different stages of a project’s processing and management 

of procurement. Quality can happen, for example, through strategically planning pro-

curement approaches to foster quality, using clear technical specifications, applying 

criteria to assess technical aspects, conducting market engagement to identify  

experienced suppliers, negotiating to discuss technical aspects, paying attention to 

contract management during supervision, and learning from procurement reviews 

and problems identified by complaints (figure B3.3.1). For example, a project in Nigeria 

used a comprehensive approach to enhance quality, including a procurement strat-

egy, market analysis, customized technical specification documents that describe 

procurement needs and align with market expertise, performance indicators, requests 

for proposals, and rated criteria. Projects used remote monitoring and databases to 

adaptively manage contracts during supervision. Projects also enhanced procurement 

processes using feedback from the World Bank’s procurement reviews and, in some 

cases, information on procurement complaints. (continued)
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Figure B3.3.1.  Procurement Quality Considerations in Projects  

at Different Stages

Source: Independent Evaluation Group based on case study analysis.

Emphasis Placed on Sustainable Procurement 
and Alternative Procurement Approaches

Sustainable procurement approaches can improve procurement out-
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be reflected in the technical specifications, evaluation criteria, contract con-
ditions, and contract management for goods or works to be procured.  
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gender equality and local private sector development. The literature suggests 
that the benefits of sustainable procurement could be significant for client 
governments, although there needs to be leadership and collaboration across 
units to guide implementation (Molino 2019). With the World Bank’s new 
focus on a livable planet and the introduction of Global Challenge Programs 
that strongly focus on environmental and climate considerations, solutions 
that accept sustainability considerations in procurement will likely become 
very important. Coordination will also be needed between procurement staff 
and the World Bank’s Environmental and Social Framework to expand  
sustainability approaches.

Enhancements to procurement sustainability are not fully applied at the 
World Bank or other international organizations. Before the 2016 reform, 
there were already examples of sustainable procurement approaches in 
projects, but these were never systematically increased in the portfolio 
(World Bank 2014). Addressing sustainable procurement has mostly been 
limited to meeting the requirements of the World Bank’s Environmental 
and Social Framework. PPSDs also briefly mention sustainability as it is 
one of the fields in the template (appendix E). Sustainable procurement 
approaches to promote, for example, green technologies, gender equality, 
supply chain reliability, and local market development are rarely detailed 
in technical specifications. Moreover, when projects implement sustainable 
procurement, such as using gender criteria for contracting, results are rarely 
monitored. TTLs agree, stating in their survey that clients do not consider 
sustainability features in procurement when appropriate (figure 3.5). The 
European Union’s reform of its procurement system in 2014 and the Asian 
Development Bank’s reform in 2017 also encourage greater consideration of 
environmental and social aspects in procurement, but both have seen little 
success (ADB 2023; European Court of Auditors 2023).

World Bank staff and clients show a positive attitude toward sustainable pro-
curement, although a lack of experience in implementing it hinders uptake. 
In the case studies, World Bank staff and clients recognize that sustainability 
aspects are important but do not understand what procurement can achieve. 
In interviews, TTLs and clients say that they require concrete guidance and 
examples of addressing sustainable procurement in their sector. In the sur-
vey, about 20 percent of TTLs agree that they have the necessary experience 
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to advise clients on sustainable procurement approaches (appendix G).  
IEG’s 2014 procurement evaluation echoes this, reporting that World Bank 
staff and clients’ lack of understanding of sustainable procurement  
approaches hinders their uptake (World Bank 2014).

Several projects use alternative procurement arrangements (APAs) by relying 
on development partners’ procurement systems, but none follow national 
systems. APAs are procurement arrangements that projects can use instead 
of the World Bank’s procurement regulations. APAs might be the procure-
ment arrangements of another multinational or bilateral organization or of 
a client’s agency or entity (World Bank 2020b). Approximately 2 percent of 
World Bank–supported projects use the APAs of other multinational or bilat-
eral organizations, but none use the procurement arrangement of a client’s 
agency or entity. Clear reasons exist for the limited uptake of APAs. In the 
survey, half of World Bank procurement staff perceive APAs as difficult to 
justify because clients rarely meet the necessary requirements. About  
40 percent of TTLs think that management does not promote APAs. 
Feedback from the case studies suggests that APA use is limited because 
World Bank procurement staff perceive risks from relying on client agencies 
to regulate procurement. The full use of country systems may be further 
limited by the requirement that clients use the World Bank’s standard anti-
corruption clauses in every contract.

APAs could provide benefits to both the World Bank and its clients. About 
one-third of World Bank procurement staff and half of TTLs report that 
clients in higher-capacity countries are interested in using their own 
national systems for procurement. An APA can facilitate this. IEG’s 2014 
procurement evaluation also notes that projects can apply partial APAs that 
rely on national systems while also relying on World Bank staff to support 
capacity strengthening (World Bank 2014). Using national procurement 
systems for certain high-capacity countries with low procurement risks 
might speed up some procurement in World Bank–supported projects, 
save clients’ and World Bank resources, and improve clients’ perceptions 
about the difficulties of procurement in projects. However, shifting toward 
client systems will require greater attention to procurement capacity 
strengthening and additional skills that some World Bank procurement 
specialists might have to acquire. In development policy loan and 
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Program-for-Results financing, the World Bank carries out the necessary 
accountability assessment and capacity strengthening. In the survey, about 
a quarter of procurement staff report that APAs could simplify procurement 
when the project is cofinanced by other development partners. For example, 
the World Bank allowed an APA to finance a metro system together with the 
Inter-American Development Bank and the European Investment Bank and 
a water supply and sanitation project in the Pacific Islands with the Asian 
Development Bank.

Change Management That Emphasizes Coaching, 
Dialogue, and Incentives to Facilitate Quality and 
Sustainability

TTLs and clients report that they require learning to help them apply 
APAs and quality and sustainability procurement approaches. Change 
management requires targeted applied support. TTLs and clients hesitate to 
apply unfamiliar innovative approaches to address quality and sustainability 
without coaching support from World Bank procurement staff. The case 
studies show that clients and task teams who apply innovative approaches 
typically learn as they go without much assistance (which can delay 
projects). In a project in Nigeria, World Bank procurement staff coached 
clients to successfully implement quality procurement, which combined 
market analysis, rated criteria, and performance-based criteria. In interviews, 
TTLs report that APAs are still unfamiliar to them, and staff require more 
learning around the responsibilities for APA procurement oversight.

Clients who receive World Bank technical support to overcome the risk of new 
approaches are more likely to innovate. Projects in IDA and FCS countries 
use more innovative procurement approaches than in IBRD countries. 
Among Practice Groups, innovation is lowest in Sustainable Development 
and highest in Equitable Growth, Finance, and Institutions and Human 
Development (figure 3.6). The greater use of innovative approaches in IDA 
and FCS countries can, in part, be explained by the greater support those 
low-capacity clients receive from World Bank procurement specialists. Clients 
are more comfortable taking risks when there is support to help them learn. 
Furthermore, the Human Development Practice Group received more World 
Bank procurement staff support than other Practice Groups during COVID-19.
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Figure 3.6.  Use of Innovative Procurement Approaches by Country  

Type and Practice Group  

Source: Independent Evaluation Group Systematic Tracking of Exchanges in Procurement data analysis.

Note: The figure shows the extent to which projects use innovative procurement approaches by 
country type and Practice Group. Levels are based on the number of innovative procurement features 
in a project: low is zero innovations; moderate is one innovation; and high is two or more innovations. 
The measure includes 12 innovative procurement features: alternative procurement arrangements, 
requests for proposals, rated criteria, best and final offer, negotiations, competitive dialogue, one-
stage two-envelope bidding, e-auctions, service delivery contracts, public-private partnerships, 
performance-based conditions, and community-driven development. The total number of projects 
is 713. EFI = Equitable Growth, Finance, and Institutions; FCS = fragile and conflict-affected situations; 
HD = Human Development; IBRD = International Bank for Reconstruction and Development; IDA = 
International Development Association; INFRA = Infrastructure; SD = Sustainable Development.

Stronger incentives could encourage World Bank procurement staff to pro-
mote innovative and sustainability procurement approaches to clients. The 
case studies suggest that World Bank procurement staff often lack the space 
in their work program to learn how to support new procurement approaches 
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or help clients design innovative approaches. Similarly, in interviews, pro-
curement staff often report that they have limited time to help clients carry 
out innovative procurement approaches in projects, despite seeing their 
value. That said, the Governance Global Practice and procurement manage-
ment in regions led a change management process to implement the reform, 
which was intended to integrate quality and sustainability approaches into 
procurement processes. However, change management has not yet support-
ed the consistent implementation of quality and sustainability approaches 
across the portfolio, where they are fit for purpose. There could be more 
emphasis on strategic, portfolio-wide incentives to encourage applied learn-
ing of procurement staff to help projects adopt innovative and sustainability 
procurement approaches.

TTLs and clients state that enhanced policy dialogues and strengthened ca-
pacity could help them adopt quality and sustainability approaches. Clients 
welcome the use of innovative procurement approaches to improve project 
implementation, but they are concerned about the integrity risks related to 
using new approaches and the alignment of the approaches with national 
laws. The main constraints on countries implementing these approaches are 
pushback from political leaders and the lack of supportive rules and regu-
lations in the country (Fisher 2013; Zaidi et al. 2019). The case studies also 
show that TTLs and clients want more dialogue and support at the country 
level to help the transition to using less common sustainability procurement 
approaches. Clients also appreciate adapting standard bidding documents 
to their country context and having access to examples of specifications and 
terms of references to better understand procurement approaches in inter-
national and national procurements.

Technology and Transparency, Integrity,  
and Monitoring

STEP increases transparency and integrity by tracking procurement activities 
and publishing contract data. STEP tracks procurement transactions in a 
single website, simplifying transactions and making them easier to oversee. 
Most World Bank staff—about two-thirds of procurement staff and more 
than half of TTLs—agree that STEP enhances transparency (figure 3.7). 
STEP allows the World Bank to routinely publish contract data online, with 
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information on over 80 percent of procurement activities now available 
publicly. Most TTLs also agree that STEP deters prohibited practices and 
mitigates the risk of fraud and corruption. This is consistent with the case 
studies that emphasize the contribution of STEP to the transparency of the 
procurement process. Moreover, the Integrity Vice Presidency of the World 
Bank uses STEP data to detect integrity risks.

Figure 3.7.  Task Team Leaders’ Perceptions of Transparency and Integrity 

Changes since the Reform  

Source: Independent Evaluation Group.

Note: STEP = Systematic Tracking of Exchanges in Procurement.

One challenge for contract management5 is that STEP does not link to the 
World Bank’s financial management information systems. The case studies 
demonstrate that clients want systems that integrate financial management 
to oversee procurement in World Bank projects. Currently, there is no in-
stitutional mandate to coordinate financial management and procurement 
oversight. As a result, the financial management information system and 
STEP are separate—with the financial management information system used 
for financial management and STEP for procurement oversight. In inter-
views, World Bank staff and clients stated that linking the two systems would 
provide a unified, comprehensive picture of a project’s procurement and 
financial management, thereby improving contract management.

The World Bank’s
procurement system

deters prohibited
practices (n = 106).

The World Bank’s current
procurement system

makes it easy to manage risks
of fraud and corruption in

procurement (n = 105).

The STEP system enhances
transparency in operational

procurement (n = 106).

The standstill period helps
ensure that complaints

are systematically collected
and resolved (n = 104).

P
e

rc
e

p
tio

ns
 

0 10 20 30 40 50 60 70 80 90 100

Task team leaders (%)

Disagree AgreeSomewhat agree or disagree



6
2 

M
ak

in
g

 P
ro

cu
re

m
e

nt
 W

o
rk

 B
et

te
r  

C
ha

pt
er

 3

The World Bank could have a more consistent process for monitoring 
whether procured goods, works, and services reach beneficiaries. Tracking 
is especially difficult in subnational or crisis and insecure contexts (World 
Bank 2022c). The case studies and experiences during COVID-19 exposed 
this challenge. For example, during COVID-19, procurement teams found 
it challenging to track goods because national procurement systems lack 
remote monitoring mechanisms. This made it difficult to know which areas 
of a country needed supplies, whether the supplies arrived at communities 
or were sitting in a warehouse, and how to coordinate the purchase of items 
among donors. Monitoring these outcomes would help increase the trans-
parent and participatory engagement of beneficiaries in projects (PTF 2024).

Some projects have resolved the monitoring challenge by using new tech-
nologies or engaging third parties to monitor procurement. For example, in 
Bangladesh, a project used an application for the participatory monitoring 
of procurement. In Malawi, Nicaragua, and Paraguay, projects used georef-
erencing data to supervise project contracts. In Tajikistan and Zimbabwe, 
projects used SMS to verify that communities received project goods. Other 
projects have contracted third-party organizations or regional supervisors 
to oversee the implementation of procurement activities. For example, in a 
Mozambique agriculture project, provincial client representatives verified 
the quality of works before issuing payments to suppliers.

Procurement Reviews and Complaint Data to 
Help Clients Enhance Quality

World Bank reviews of client procurement activities take place late in proj-
ect implementation and are not always tailored to different project needs. 
Procurement post review reports (PPRs) are used to verify that clients 
carried out procurement activities in World Bank–supported projects in 
compliance with the procurement framework. However, World Bank pro-
curement staff are often unable to complete annual PPRs, especially during 
the first years of implementation (figure 3.8), because projects have yet to 
carry out enough procurement activities to sample from or there are delays 
uploading data to STEP. The Governance Global Practice’s procurement re-
views also report a low frequency of PPRs (World Bank 2021a). Procurement 
staff often take different approaches to sampling procurement activities 
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for PPRs, leading to inconsistent audits. This is largely because the guide-
lines for PPRs provide flexibility in the criteria for World Bank procurement 
staff to make decisions on when a PPR should be done. The high flexibility 
limits consistent practice on when PPRs are required (World Bank 2016b). 
In interviews, World Bank procurement staff repeatedly note that manage-
ment incentivizes them to prioritize support and reviews of high-value and 
high-risk activities, typically subject to prior review. TTLs emphasize the 
importance of greater attention in post reviews to projects at risk of having 
procurement issues.

Figure 3.8.  Projects with Procurement Post Review Validations by Year of 

Project Implementation  

Source: Independent Evaluation Group.

Note: The figure shows the percentage of projects with a PPR to audit procurement in the previous 
fiscal year by number of active years of project implementation. The total number of projects is 713.  
FY = fiscal year; PPR = procurement post review report.

Identifying post review procurement problems earlier could help clients 
improve procurement quality and avoid strained relationships between 
clients and the World Bank. As described in chapter 2, the higher thresholds 
for conducting prior reviews increase the number of procurement activities 
that undergo a post review, with some projects having no prior reviews at 
all. It also implies that clients follow World Bank post review requirements 
for higher-value procurement activities. In practice, this means that clients 
conduct increasingly more procurement activities in projects on their own 
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without World Bank guidance, making frequent PPRs important to develop 
clients’ confidence and capacity to conduct procurement with minimum 
oversight. In addition, if World Bank staff identify serious procurement 
problems during the preparation of PPRs, it often strains the relationship 
between clients and the World Bank.

Consistent World Bank follow-up on procurement review findings could 
help clients avoid repeat mistakes, thereby enhancing procurement quality. 
Procurement validations in PPRs often document specific procurement 
issues, such as problems with terms of reference, shortlisting processes, or 
bid evaluation. However, according to the interviews, clients could benefit 
from more systematic follow-up to help them overcome these issues in the 
future. Doing so would likely make procurement implementation quicker 
and smoother. Instead, clients often face the same types of issues at the 
same stages of procurement, especially in lower-capacity contexts. Feedback 
from TTLs and clients in case studies emphasizes that the World Bank 
needs a more strategic approach to follow up with clients on the problems, 
especially repeat problems, identified in post reviews and to prioritize client 
learning and capacity strengthening.

The 2016 reform introduced a procurement pause for suppliers to submit 
complaints, enhancing fairness but not improving complaint handling times. 
Most procurement staff and TTLs agree that the standstill period provides a 
window for suppliers to submit complaints and for clients to systematically 
collect them. Nevertheless, there are trade-offs for collecting complaints 
without strong systems to respond and address them. The average standstill 
time adds about one month to procurement, and the maximum time is 
about four months, with some projects experiencing longer delays. The 
average number of complaints per project is 4, with some projects receiving 1 
complaint and others as many as 19. Clients’ complaint resolution process in 
World Bank–supported projects remains lengthy. The average time for clients 
to resolve complaints in World Bank–supported projects after the reform is 
about 170 days (table 3.1), compared with 150 days before the reform (World 
Bank 2014). In some countries, clients have lengthy national complaint 
handling mechanisms, and supporting more agile national complaint 
systems could improve complaint handling times and systematically and 
promptly address quality issues that arise from complaints.
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Table 3.1.  Timelines in Days to Handle Complaints by Procurement 
Category

Procurement 

Category
Mean Minimum Fast Median Slow Maximum

Complaints 

(no.)

Consulting 
services

191 2 31 84 225 1,449 283

Works 163 3 26 65 154 1,209 203

Nonconsulting 
services

104 3 18 63 83 853 56

Goods 177 0 27 83 212 1,450 227

Overall 173 0 28 75 189 1,450 769

Source: Independent Evaluation Group. 

Note: “Fast” refers to the bottom 25 percent of projects, and “slow” refers to the top 75 percent of 
projects. Timeline is in days. The total number of complaints in 240 projects with complaint timeliness 
information available is 769.

The World Bank could support clients in using complaint information to 
systematically improve procurement quality. The World Bank and clients 
make limited use of complaint data to improve procurement quality. Repeat 
complaints often involve procurement quality challenges, such as weakness-
es related to technical evaluations or disqualification of bids (figure 3.9). 
Studies suggest that procurement complaints can be a tool to strengthen 
national systems (Hargreaves 2022). However, the review of country  
procurement capacity strengthening portfolios shows that it is rare that  
World Bank country programs use this information to improve procurement. 
This suggests that strengthening clients’ capacity to overcome repeat sys-
temic problems raised in complaints would improve procurement quality.
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Figure 3.9.  Complaints by Type in World Bank–Supported Prior Review 

Procurement  

Source: Independent Evaluation Group.

Note: The figure shows the share of prior review activities with complaints, by nature of the complaint, 
recorded in the Systematic Tracking of Exchanges in Procurement system. The total number of com-
plaints in 240 projects is 769.
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1 Market approaches include direct selection, which identifies a supplier or consultant without 

competition from a preidentified candidate. Limited selection invites preidentified qualified 

suppliers to bid on a procurement (which allows for competition). The open, competitive 

approach provides qualified suppliers or contractors in the market the opportunity to submit 

their proposals through a public tender. Market approaches also consider whether a procure-

ment is international, to attract suppliers outside of a country, or national, for suppliers in the 

country (World Bank 2020b). 

2 Rated criteria can be combined with procurement methods to assess quality and other 

nonprice features for decisions on the award of the contract. Competitive dialogue is an inter-

active engagement with potential suppliers of a proposal to optimize the details of the work 

to the project context (World Bank 2020b). 

3 Negotiation can help the client in an iterative two-way communication, with the potential 

supplier bidding on the contract and focusing on improving various aspects of the bid or 

proposal. Negotiations could involve technical aspects of the design, cost, or other aspects. 

Best and final offer is a process enabling potential suppliers to improve their bid or proposal, 

including by reducing prices, clarifying or modifying details, or providing additional informa-

tion. It can be helpful if there are multiple, similar competitive bids (World Bank 2020b). 

4 The analysis focuses on requests for proposals and requests for bids that are prioritized for 

rated criteria use. The rate is higher in international contracts than national contracts. 

5 Contract management was only marginally examined in the evaluation because the World 

Bank’s contract management system was broadly rolled out in 2023. This system is like-

ly to face issues similar to those observed with the Systematic Tracking of Exchanges in 

Procurement system, especially in terms of clients’ burden and the completeness and quality 

of data. 



6
8

 
 

4 |  Improving Procurement Fit for 
Purpose and Value for Money

Highlights

The 2016 reform introduced flexibilities that allow clients to 
tailor procurements to their needs and maximize value for 
money. However, only about 30 percent of projects achieve 
this customization. Few clients and task team leaders have the 
knowledge to do this.

Clients who apply the procurement principles are more likely 
to achieve satisfactory procurement performance and project 
implementation ratings, suggesting that the logic of the World 
Bank’s procurement reform is sound.

Projects that process procurement activities early in project 
implementation and with the support of experienced procurement 
specialists have fewer procurement issues, better performance, 
and better value for money regardless of country capacity. 
However, the largest proportion of signed procurements happen 
in year three, near the end of a project, limiting what a project can 
achieve. Projects with satisfactory implementation ratings had, on 
average, 40 percent of their procurement activities signed by the 
end of the first year.

The client’s procurement experience, familiarity with the 
procurement methods, history of procurement issues, procurement 
risk, and procurement start times can be predictive of a project’s 
eventual success. Using this information to optimize procurement 
support can enhance value for money.
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Strategic procurement planning works when clients and World 
Bank technical and procurement staff collaborate. However, less 
than 20 percent of projects use their procurement strategies.

The World Bank advanced its procurement data analytics, but 
these lack benchmarks that would help assess procurement 
achievements across the principles, inform decision-making  
at project and portfolio levels, and optimally target support  
to projects.

The World Bank’s procurement risk analyses could be streamlined 
and pay more attention to collaboratively assessing and mitigating 
the full spectrum of risks, including those related to project 
development objectives.
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This chapter assesses how the World Bank has improved procurement 

fit for purpose and value for money. Value for money is the procurement 
principle that others feed into. Achieving high value for money requires 
the optimal combination of financial and nonfinancial benefits in any 
procurement.1 Fit for purpose refers to how well a procurement approach fits 
the purpose of the procurement and its project—in other words, the extent 
to which clients customize procurement approaches to the country context 
and project needs to help achieve value for money. The chapter looks at 
the World Bank’s success at tailoring for fit for purpose and combining 
procurement principles to optimize value for money, the benefits of starting 
procurement early in project implementation, the value from PPSDs, and 
the use of procurement data analytics and risk assessments to inform 
procurement-related decisions. The chapter concludes that the World Bank 
achieves high value for money when it applies the procurement principles; 
however, procurement strategy, risk analysis, and data analytics could better 
support decision-making for better procurement performance.

Application of the Procurement Principles 
Leading to Better Performance

A fit-for-purpose approach helps clients customize the procurement 
principles to meet a particular project’s needs and enhance project 
implementation. This, in turn, helps clients achieve these principles in 
projects and ultimately promotes value for money and enhances project 
implementation. This finding is reinforced by the analysis detailed 
in appendix C. However, in the case studies, only about 30 percent of 
projects show a high customization of procurement. For example, in a 
Bangladesh local governance project, the client tailored their procurement 
of decentralized small works to the country’s low-capacity context. 
Customizations included recruiting audit firms to oversee procurement, 
using an application and geotagging to monitor subnational procurement 
activities, assigning local coordinators to oversee activities, and training 
local entities in procurement. The client organized prebid meetings 
with potential suppliers to understand their capabilities and adapt the 
procurement’s technical specifications accordingly. In a Lesotho COVID-19 
emergency health project, the World Bank helped the client develop a 
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fast and simple procurement approach to ease the procurement process. 
This approach included requests for quotations, standard procurement 
documents, and a limited number of qualified suppliers. In each of these 
examples, customization required trade-offs. For example, the Lesotho 
project chose simple instead of complex procurement approaches and a 
limited selection approach instead of an open market approach.

Tailoring procurements to country and project needs requires a sophisti-
cated knowledge of procurement approaches, which TTLs and clients rarely 
possess. In the survey, about 80 percent of World Bank procurement staff 
state that the World Bank’s procurement system works well and that pro-
curement approaches are flexible enough to meet country and client needs. 
Conversely, 36 percent of TTLs report that the procurement system works 
well, and about 25 percent of TTLs consider the procurement approaches to 
be flexible enough. Only 14 percent of TTLs state that the flexibility in the 
procurement system leads clients to seek innovative solutions (appendix G). 
Thus, World Bank procurement staff and TTLs lack the same understanding 
of the World Bank’s procurement system or its flexibilities. In the survey, 
about 25 percent of TTLs report that they had the necessary experience to 
advise clients on the reform’s less common procurement approaches, such as 
sustainable procurement. The case studies also indicate that most TTLs and 
clients lack the know-how to help clients successfully customize procure-
ment in projects (for task teams, the case study–based estimate is that less 
than 10 percent have adequate knowledge of procurement planning).

Clients who successfully apply the procurement principles are more likely to 
achieve satisfactory project implementation ratings. Figure 4.1 shows that 
projects that address the principles of efficiency, economy, integrity (which 
is combined with the principles of fairness and transparency in the visual), 
fit for purpose, and value for money and that report that procurement activ-
ities helped beneficiaries often had satisfactory or higher implementation 
ratings (see value-for-money indicators in appendix B). Project implementa-
tion ratings and project procurement performance ratings are also positively 
correlated. Projects that apply the procurement principles also report fewer 
procurement issues in ISRs. Figure 4.2 shows the relationship between pro-
curement performance ratings and value for money for all seven principles 
for a random sample of 74 project case studies, stratified by procurement 
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performance ratings. Figure 4.2 also breaks down areas of each procure-
ment principle, such as tailoring and strategizing to customize procurement 
approaches in a project and use of market analysis and availability of expe-
rienced support to help carry out procurement (which, according to the case 
studies, are important for fit-for-purpose procurement). This suggests that 
the logic of the World Bank’s procurement reform is sound: applying the 
procurement principles supports project implementation and contributes to 
a project’s development outcomes.

Figure 4.1.  Projects’ Achievement of Procurement Principles by 

Implementation Rating  

Source: Independent Evaluation Group case study analysis.

Note: The figure shows average achievements of procurement principles for all sampled case study 
projects based on the ratings given in each case study analysis (appendix F). The areas reviewed to 
assess each principle align with the evaluation framework. For each principle, the extent to which the 
project is successful was assessed and rated on a scale of 1 to 4: 1 is not successful, 2 shows some as-
pects of success but could improve, 3 is mostly successful, and 4 is highly successful. “Integrity” refers 
to integrity, fairness, and transparency.
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Implementation rating
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Figure 4.2.  Projects’ Achievement of Procurement Principles by 

Procurement Rating  

Source: Independent Evaluation Group case study analysis.

Note: The figure shows the average achievements of procurement principles for sampled case study 
projects based on the ratings given in each case study analysis (appendix F). The areas reviewed to 
assess each principle align with the evaluation framework. For each principle, the extent to which the 
project is successful was assessed and rated on a scale of 1 to 4: 1 is not successful, 2 shows some 
aspects of success but could improve, 3 is mostly successful, and 4 is highly successful. “Integrity” 
refers to integrity, fairness, and transparency. Moderately unsatisfactory, moderately satisfactory, and 
satisfactory are the project procurement performance ratings. “Overall” refers to the average rating for 
achieving each area of the procurement principle in the case studies.

Case studies show that tracking the procurement principles in the portfolio 
can help projects achieve value for money. Projects achieve fit for purpose 
through the collaborative engagement of clients, TTLs, and World Bank 
procurement staff to customize procurements, plan capacity strengthening, 
and identify the areas that need market analyses. Projects achieve efficiency 
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by starting procurement early and quickly addressing procurement issues as 
they arise, such as during the evaluation of bids stage. Projects achieve econ-
omy by engaging qualified suppliers and applying innovative procurement 
approaches to address project needs. Projects attain integrity, transparency, 
and fairness through frequent interactions between the client and World 
Bank staff to ensure the quality of post review procurements, timely han-
dling of complaints, and flagging of important procurement activities as 
higher risk to ensure that clients pay closer attention to them. Similarly, 
tracking and monitoring procurement by the client in collaboration with the 
task team and World Bank procurement specialists help clients make proac-
tive procurement decisions to support project implementation and deliver 
on the seven principles.

Procurement support can improve the value for money of procurement in 
low-capacity countries.2 Figure 4.3 shows that the share of projects with the 
highest value-for-money scores is in Latin America and the Caribbean, fol-
lowed by Europe and Central Asia. By contrast, Eastern and Southern Africa, 
South Asia, and Western and Central Africa have the lowest value for money. 
Achieving higher value for money is more likely in IBRD countries than in 
IDA and FCS countries. Western and Central Africa and the Middle East and 
North Africa are Regions with lower procurement capacities. The country 
situation analysis suggests that countries with lower procurement capacity 
can achieve high value for money when there is experienced procurement 
support in the project (appendix E). This support could be provided by World 
Bank procurement specialists, HEIS, or other tools.
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Figure 4.3. Average Project Value-for-Money Scores by Region  

Source: Independent Evaluation Group.

Note: The figure shows the share of projects within Regions by level of value-for-money composite 
score (appendix C). The levels are determined based on the data quartiles. The composite indicator 
score is estimated by combining the composite indicators of project achievement of the principles of 
efficiency; economy; integrity, fairness, and transparency; and fit for purpose. The total number of proj-
ects is 713. AFE = Eastern and Southern Africa; AFW = Western and Central Africa; EAP = East Asia and 
Pacific; ECA = Europe and Central Asia; LAC = Latin America and the Caribbean; MENA = Middle East 
and North Africa; SAR = South Asia.

Starting Procurement Early to Facilitate Project 
Implementation

Projects that process procurement activities early tend to have better 
implementation performance and higher value for money. Projects 
with satisfactory implementation ratings have a higher proportion of 
procurements with signed contracts in the first year of implementation 
(figure 4.4, panel a). This proportion was even higher for projects supported 
by HEIS (figure 4.4, panel b). The evaluation’s country situation analysis 
indicates that lower project implementation performance ratings are 
associated with procurement delays early in project implementation. 
Projects with substantial to high value for money have about one-third of 
contracts signed within the first year of implementation and report fewer 
procurement issues in ISRs.
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Figure 4.4.  Signed Contracts in the First Year by Project Ratings and 

Hands-on Expanded Implementation Support  

Source: Independent Evaluation Group.

Note: Panel a shows the proportion of procurement activities with contracts signed in the first active 
year by implementation rating. Panel b shows the proportion of procurement activities with contracts 
signed in the first active year by the availability of HEIS. Projects with highly satisfactory implementation 
ratings are combined with those that are satisfactory. Projects with highly unsatisfactory or moder-
ately unsatisfactory implementation ratings are combined with projects that are unsatisfactory. The 
total number of procurement activities with signed contracts in 617 projects is 26,746. HEIS = hands-on 
expanded implementation support.
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The late start of procurement activities often delays project disbursement to 
activities that are key to project development objectives. Signing key con-
tracts in the first year of a project helps ensure that a higher share of project 
financing can be disbursed to beneficiaries by the project midpoint and that 
the project can bring greater value for money (figure 4.5). Starting procure-
ment late can, conversely, delay disbursement of financing for activities 
toward the project’s outcomes. Across projects, STEP analyses show that 
the largest proportion of signed procurements occur in year three, near the 
end of a project, and contracts take, on average, several years to carry out 
(appendix C). The case studies provide several examples demonstrating that 
the late start of activities affects the achievement of key activities for proj-
ect development outcomes. In Malawi, COVID-19 restrictions delayed the 
project’s procurement of an engineer, leading to delays in other activities 
important for the project outcomes. In a Republic of Congo public sector 
reform project, the client’s inexperience slowed procurement activities and 
affected project implementation of activities key for project outcomes. Such 
projects may pick up speed before closing, but procurement delays early on 
in projects consistently reduce the time for implementing project activities 
to achieve the intended outcomes for beneficiaries. For example, early pro-
curement delays in a nutrition project in Benin reduced the available time 
to implement grant activities, thereby limiting the number of districts that 
received nutrition services.
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Figure 4.5.  Signed Contracts in the First Year by Value for Money and 

Commitments at Project Midpoint  

Source: Independent Evaluation Group.

Note: The figure shows the composite indicator score estimating value for money for projects in the 
evaluation portfolio from fiscal year 2017 to fiscal year 2023 (appendix C). The levels are determined 
based on the data quartiles. The composite indicator score is estimated by combining the composite 
indicators of project achievement of the principles of efficiency; economy; integrity, fairness, and trans-
parency; and fit for purpose. The indicator is compared with the share of signed contracts in a project’s 
first active year and the share of commitments disbursed at the project midpoint.

More experienced client procurement specialists in countries could help 
ensure that procurement activities start early and maximize value for mon-
ey. As described in chapter 2, one of the main challenges affecting project 
outcomes is the lack of access to experienced procurement specialists in 
the project early in implementation. In Bangladesh, the client established 
the procurement coordination unit early in the project. As a result, the unit 
acquired procurement and subject matter specialists to prepare technical 
specifications at the beginning of the project timeline. In some projects, 
clients share procurement specialists from existing projects to support new 
projects. However, this also slows the implementation of the original proj-
ects because the specialist now has too many projects at the same time to 
meet the increased workload. A more promising model for clients is to set 
up central procurement support that projects can draw from. The evalua-
tion uncovered examples of this model in Albania, Serbia, and South Pacific 
countries. Other countries, such as Liberia, use in-country procurement 
training programs to build their in-house procurement capacity. Other 
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possibilities include using grants to hire procurement specialists or soliciting 
HEIS from the World Bank.

Strategic Procurement Planning, Collaboration, 
and Incentives

World Bank staff and clients recognize the value of strategic planning in pro-
curement. Case studies show that World Bank staff and clients recognize the 
importance of strategic procurement planning and how it can help identify 
procurement solutions that contribute to a project’s development objec-
tive, design suitable approaches for such activities, define areas for capacity 
strengthening, and develop means to better engage the market, among other 
benefits. The PPSD, introduced with the 2016 reform, is a methodology for 
strategic procurement planning to help clients customize an optimum pro-
curement approach for a given project. The World Bank can also use client 
PPSDs to flag areas for management that would benefit from procurement 
support (World Bank 2018b).

Procurement strategic planning could be simplified at the country level 
and made more useful for projects. In practice, the PPSD is often a generic 
document with similar content across many projects. Moreover, case studies 
show that clients rarely use PPSDs. TTLs and clients often consider the PPSD 
as a compliance task and as not providing practical inputs for procurement 
planning, but procurement staff view the PPSD as more useful compared 
with TTLs. In the survey, about 60 percent of procurement staff (but 30 per-
cent of TTLs) report that PPSDs help design procurement approaches that 
are fit for purpose. In the case studies, some TTLs recommend simplifying 
and integrating PPSD into project procurement plans that set out the proj-
ect’s procurement activities, approaches, and timing, among others. Clients 
actively use these plans and update them, on average, about 30 times during 
a project; therefore, integrating strategic procurement planning into them 
could immediately make it more relevant. However, clients want the format 
of the procurement plan to be easier to read and compatible with their own 
database, such that they can update it offline and use it as a tool for moni-
toring. The case studies also indicate that having a procurement strategy at 
the country level could help optimize the World Bank’s support of projects 
because procurement issues often repeat across projects in a country.
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Project procurement strategies are impractical without client ownership 
and collaboration. The main challenge is the limited client involvement in 
preparing and updating the PPSD (or “ownership”) in their development. 
In the survey, about 20 percent of procurement staff and TTLs report that 
clients own their PPSDs and substantively contribute to their development. 
Clients often hire consultants to prepare the PPSD before the project staff 
responsible for implementation decisions are on board. A World Bank re-
view of PPSDs emphasizes the importance of genuine client ownership of 
the PPSD that helps enhance project implementation (World Bank 2018b). 
The case studies demonstrate that ownership requires collaborative engage-
ment to strategize procurement and that the client develops and updates the 
PPSD. For example, in Bangladesh, the project coordination unit, with World 
Bank procurement staff support, adopted a PPSD to customize procurement 
activities to the project, and the client updated it during implementation. 
In a cash transfer project in Djibouti, the PPSD was developed by the client 
and was useful to forecast procurement challenges and identify mitigation 
actions. Similarly, in Nigeria, the government and World Bank jointly de-
veloped a PPSD for an electrification project that included comprehensive 
market and risk analyses and a review of procurement options and was up-
dated and used by the project.

The World Bank could improve incentives for procurement staff to support 
clients’ strategic procurement planning. As further detailed in chapter 5, 
World Bank procurement specialists have heavy project workloads and are 
encouraged to support higher-value procurement activities, such as large 
infrastructure contracts. They provide other support, such as strategic 
procurement planning, when their work schedule permits. According to the 
case studies, World Bank procurement staff rarely collaborate with the client 
and TTL to carry out strategic procurement planning. A World Bank review 
of PPSDs emphasizes the opportunity to adjust work program incentives to 
reward procurement staff for collaborating with project teams to strategize 
their procurement (World Bank 2018b).
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Leveraging Advances in Data Analytics for 
Procurement Performance

Certain project characteristics can predict which projects are likely to en-
counter procurement issues and help the World Bank target preventative 
support. These characteristics include a client’s procurement experience, 
history of procurement issues, procurement risk levels, a client’s familiar-
ity with procurement approaches, and progress of procurement activities 
early in the first year of the project. The evaluation’s analysis of country 
procurement situations and the project portfolio uncovers several common 
characteristics that projects with procurement issues share (appendix E). 
These projects are in low-capacity countries that lack experienced client pro-
curement staff. These projects also tend to take on unfamiliar procurement 
approaches without proper support or guidance. Projects with higher-risk 
ratings also portend future procurement challenges. Furthermore, countries 
that have previously encountered procurement issues, as reported in ISRs, 
are likely to encounter similar issues in future projects. In addition, projects 
with a limited number of contracts signed in the first year of implementa-
tion are likely to face implementation delays in procurement. Understanding 
these factors and identifying them early can help the World Bank predict the 
likelihood of procurement issues in the projects and target preventative sup-
port. This prediction could then help allocate the World Bank’s procurement 
support to projects that will likely face more challenges.

The World Bank’s procurement data analytics have advanced since the re-
form, but they could be better used to increase value for money. The reform’s 
introduction of STEP helped the World Bank take a step forward in tracking 
procurement data and making it readily available to staff and clients and 
partially available to the public. However, the data collected from STEP are 
still fragmented in different databases. The data could be enhanced to offer 
information that staff and clients can easily use for strategic procurement 
decisions (which, in turn, would lead to improvements in procurement value 
for money and project implementation). According to the interviews, World 
Bank staff and clients want data analytics to help them make project-level 
decisions. For example, they call for indicators that allow them to assess 
their project’s procurement principles against other projects in the portfolio.
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The World Bank’s procurement dashboards could improve with indicators 
on the procurement principles and clear benchmarks. This would help assess 
performance and inform decisions at different levels, such as for clients 
implementing projects, procurement staff and TTLs supporting projects, 
and managers overseeing the portfolio. The World Bank has developed 
procurement dashboards and a mobile application for World Bank staff to 
monitor projects. These dashboards provide much information on efficiency, 
such as average timelines for procurement activities, but lack data on other 
principles and could be improved to measure indicators against benchmarks 
or targets. Thus, World Bank TTLs, procurement staff, country managers, 
and clients are unable to gauge, for example, whether procurement is 
taking longer than expected and whether procurement bottlenecks are 
adding delays and to decide how they can improve the value for money of 
procurement in the project. Expanding data analytics to include indicators 
on all procurement principles and measuring them against benchmarks 
would help teams flag potential problems and devise mitigation actions  
that can help projects achieve better procurement performance and value  
for money. Box 4.1 details how the World Bank could enhance its 
procurement analytics.

Box 4.1.  Opportunities to Enhance Procurement Analytics

Benchmarks to understand procurement performance. Current World Bank 

dashboards focus on averages—number of turnaround days, number of activities, 

and cost, among others—and could be improved to provide benchmarks and 

targets for comparison. Large performance differences across groups skew the 

averages. Clear value distributions could help define very good, good, weak, or very 

weak achievements for an indicator and provide an easy reference to determine if a 

procurement activity is in an acceptable range of performance.

Indicators to trigger alerts for remedial action. Dashboards could use data mining 

and other tools to flag risks, such as projects that have taken a long time to sign 

their first contracts and projects with procurement post review reports that show 

procurement problems. (continued)
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Indicators to assess the seven procurement principles. Current World Bank dash-

boards emphasize timeliness, process delays, and the proportion of post review 

procurement in a project. Indicators could track outcomes toward other principles, 

for example, by monitoring the quality of competition, indicators for different types 

of sustainable procurement coordinating with the monitoring of the World Bank’s 

Environmental and Social Framework, the quality and frequency of post review pro-

curement, client feedback on the use of procurement strategies, the performance of 

hands-on expanded implementation support, and the frequency and timeliness of 

complaint resolutions (appendix B).

Indicators to assess value for money of projects and the portfolio. Measures to assess 

value for money could use a composite indicator at the project and portfolio levels that 

looks at the combined achievement of the procurement principles in a project.

Source: Independent Evaluation Group review of World Bank procurement measurement.

The Governance Global Practice, regions, and Operations Policy and Country 
Services could use data analytics to adaptively monitor the reform’s imple-
mentation. World Bank management could use the available procurement 
data or analyses of procurement achievements to adjust the 2016 procure-
ment reform implementation and rollout to support projects. This could 
include systematically monitoring reform activities, such as the use of 
procurement approaches to address quality and sustainability or repeated 
procurement issues or bottlenecks that jeopardize procurement in projects. 
Better use of data could facilitate strategic decisions and knowledge sharing 
on what works and does not and help identify ways to support procurement 
staff to advance the 2016 reform actions.

Improvement of Procurement Risk Analysis and 
Mitigation

Project-level procurement risk assessments could be simplified by reducing 
their frequency and emphasizing data analytics of risks. Procurement staff 
biannually conduct a project risk assessment using the Procurement Risk 

Box 4.1.  Opportunities to Enhance Procurement Analytics (cont.)
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Assessment and Management System (PRAMS). PRAMS is meant to guide 
decisions to mitigate procurement risks in a project (World Bank 2019).3  
TTLs see PRAMS as a valuable baseline assessment to inform procurement in 
the project when done comprehensively. However, these repeat assessments 
can take several days to complete, rarely yield new information, and often 
miss details on post review procurement and other risks related to complex-
ity, innovation, development objectives, procurement issues, and capacity. 
The case studies and the portfolio analysis show that risk assessment rat-
ings rarely change during implementation and vary in how risk is assessed 
across projects. Moreover, risk analysis findings are not typically used to 
inform procurement activity design or mitigation actions. The highest-value 
procurements typically have the highest risk. IEG’s 2014 procurement eval-
uation also underscores the limited value of repeat assessment (World Bank 
2014). As such, in interviews, World Bank staff indicated that PRAMS would 
improve by reducing the frequency of assessments and replacing them with 
a more rigorous baseline assessment early in project implementation. The 
assessment could be complemented by real-time data analytics of procure-
ment activities in projects to identify risks (such as related to procurement 
issues, delays, competitive processes, and post review oversight) throughout 
a project. In addition, there could be more emphasis on tracking the success 
of mitigation actions.

Procurement risk assessments could better emphasize the importance of 
procurement activities for achieving project development objectives. The 
case studies reveal that certain procurement activities can strongly influ-
ence project outcomes. For example, delays in hiring a consultant to prepare 
for subsequent procurement activities might critically delay these activities 
and prevent the project from achieving the full scale of planned results. The 
case studies also demonstrate that project-level assessments in PRAMS and 
PPSD do not consistently consider the risk that procurement activities pose 
to project development objectives. The Asian Development Bank’s recent 
procurement evaluation reports a similar finding (ADB 2023).

Procurement risk assessments could be improved by considering the full 
spectrum of risks at the procurement activity level. The case studies show 
that task teams and clients benefit from the review of each important pro-
curement activity to set a risk level for it in the procurement plan. This 
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might highlight activities that are more complex from the client’s perspec-
tive; have greater market uncertainties; face risks in terms of cost, quality, 
and delivery time; and are important to the project’s development objective. 
Thus far, the risk analyses have heavily focused on the monetary value of the 
procurement, missing other risk elements of concern in projects. For exam-
ple, in Burkina Faso, the World Bank procurement specialist and task team 
collaborated to assess activity risks. This helped customize their support and 
advise the client on which procurements required closer monitoring.

Precision, client involvement, and strong monitoring could help implement 
procurement risk mitigation actions. PRAMS often prescribes only generic 
mitigation actions, such as providing more procurement training to cli-
ents. However, as evidenced from the case studies, projects require concrete 
actions to address procurement risks. For example, in Albania and Pakistan, 
risk assessments identified concrete actions to improve procurement. 
Moreover, the case studies show that when the task team and clients work 
together to identify concrete mitigation actions, the actions are more likely 
to be effective. Another challenge identified in this evaluation is that PPRs, 
PRAMS, and PPSDs all identify separate mitigation actions and that their 
implementation is not well tracked. Hence, more concrete, better-monitored 
mitigation actions in a single place might lead to better risk mitigation—the 
main purpose of PRAMS.
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1 In its 2016 procurement guidance on value for money, the World Bank defines it as the effec-

tive, efficient, and economic use of resources, which requires the evaluation of relevant costs 

and benefits, along with an assessment of risks, and of nonprice attributes and life cycle costs, 

as appropriate. Price alone may not necessarily represent value for money. 

2 Value for money is estimated using a composite indicator of how well projects achieve 

aspects of each of the principles. The composite is estimated for the active portfolio by 

combining average indicators of project achievement of the principles (efficiency; economy; 

integrity, fairness, and transparency; and fit for purpose) using principal components anal-

ysis (appendix C). The approach provides a score for each project by estimating the success 

of procurement indicators. The indicators selected for the composite are based on guidance 

from the literature (appendix B). The efficiency indicators in the composite are the amount of 

procurement signed in the first year of a project, turnaround timeline for processing activ-

ities, amount of post review procurement in the project, and average number of delay days 

reported in data on electronic system transactions for procurement activities in the project. 

The economy indicators for the composite consider the use of open market approaches, the 

use of innovative or nontraditional procurement approaches, and the success of bidding pro-

cesses. The integrity, transparency, and fairness indicators consider the integrity risk rating 

of projects, risk ratings for procurement activities, availability of a procurement post review 

report in the project’s previous fiscal year, timelines to resolve complaints, and duration of 

standstill periods. The composite also considers fit for purpose of procurement by including 

indicators on project procurement performance and risk rating, the number of issues reported 

in Implementation Status and Results Reports, and the number of procurement staff working 

on the project. 

3 The Procurement Risk Assessment and Management System considers the implementing 

agency’s procurement capacities, including its policies and whether there is an experienced 

specialist to manage project procurement; integrity (for example, audits, corruption risks, 

and complaints); the quality of procurement documents and activities; the complexity of the 

project’s procurement arrangements and methods; and market readiness (for example, access 

to suppliers for project activities). 
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5 |  Procurement Capacity 
Strengthening and Support

Highlights

The World Bank increased its support for strengthening clients’ 
procurement capacity, with a greater emphasis on global support 
and trust fund financing but less support in Africa and in countries 
that have the lowest procurement capacity. In fiscal year 2017–23, 
65 percent of procurement capacity strengthening activities 
occurred in countries with higher procurement capacity.

Country-level capacity strengthening is fragmented, is not 
well measured, is only partially achieved, and often focuses on 
short-term activities rather than sustaining long-term change 
for scaled-up results in the country. Less than 20 percent of 
Country Partnership Frameworks had a significant emphasis on 
procurement capacity strengthening.

Procurement capacity strengthening resources could better target 
pressing needs and persistent issues that affect the performance 
of the World Bank portfolio, especially in countries where 
procurement is a main bottleneck to development achievements in 
projects.

The World Bank’s procurement staff have limited time to support 
clients and strengthen their capacity, especially in Western and 
Central Africa and fragile and conflict-affected situation countries, 
leading to more procurement issues and delays. Hands-on 
expanded implementation support fills some of these staffing 
gaps. In fragile and conflict-affected situation countries, about 
half of procurement staff are responsible for 10 or more projects. 
In Western and Central Africa, where 30 percent of all projects 
supported by investment project financing take place, staff 
support, on average, about 20 projects.
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Hands-on expanded implementation support improves 
procurement performance, and the World Bank could apply it 
more strategically. Combining hands-on expanded implementation 
support with knowledge sharing and coaching could create a pool 
of experienced procurement specialists within the country to help 
enhance the long-term performance of projects and push what 
could be achieved in the portfolio.
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This chapter evaluates the World Bank’s progress and challenges in 

supporting clients and strengthening their procurement capacity. This 
includes their capacity to execute procurements according to World Bank 
standards and the seven principles described in chapters 1, 2, 3, and 4. It also 
includes clients’ capacity for public procurement more generally—that is, 
in-country procurement capacity strengthening. The evaluation examines 
World Bank capacity strengthening interventions, including both lending 
projects and advisory services and analytics (ASA), country strategies, 
results indicators and their achievement, and staff support for capacity 
strengthening. Evidence also derives from the case studies, surveys, and 
portfolio analysis. This chapter finds that the World Bank increased its focus 
on strengthening clients’ procurement capacity since the reform, but that its 
efforts could be more strategic and well measured and could better address 
the most pressing and common procurement needs in its project portfolios.

Procurement specialists and sector specialists of other Global Practices lead 
the World Bank’s procurement capacity strengthening efforts. Procurement 
specialists perform capacity strengthening at the project level through 
day-to-day advice, short-term training, and process reviews. By contrast, 
procurement specialists and other sector specialists—including, among 
others, governance, public financial management, and transport specialists—
strengthen procurement capacity at the country level through lending or 
ASA. This support may involve training client procurement specialists; 
assessing procurement systems; promoting legal, institutional, regulatory, 
and other system changes; and supporting the application of specific 
procurement methods.

Increased Capacity Strengthening since the 
Reform and a Strategic Approach That Could 
Make It More Valuable

The World Bank increased its country-level capacity strengthening support 
after the 2016 reform. The biggest increase occurred in global support, and 
the biggest regional decrease occurred in Africa. The number of procurement 
capacity strengthening interventions increased by 8 percent since the 2016 
reform (appendix D). In FY10–16, the World Bank provided this support to 94 
countries; in FY17–23, this support increased to 105 countries. The biggest 
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jump took place in global support, or support that is directed to no particular 
country, which increased by fourfold in FY17–23 compared with FY10–16. 
Examples of global interventions include global studies on e-procurement, 
training on procurement rating systems, and development of procurement 
training and guidance materials. With regard to Regions, interventions in 
South Asia nearly doubled, whereas in Africa, where procurement capacity is 
among the lowest (appendix E), they declined by nearly 30 percent.

The World Bank’s procurement capacity strengthening support since 2016 
relies heavily on trust funds, with limited support coming from lending.  
The number of ASA used for capacity strengthening increased by about  
50 percent from FY10–16 to FY17–23 (figure 5.1). Trust funds largely funded 
this increase, particularly the Global Procurement Partnership multidonor 
trust fund, which has provided over $10 million of financing since 
2016. However, procurement capacity strengthening has involved fewer 
development policy loans and IPF, although some lending still includes 
capacity strengthening activities and relevant policy actions.

Figure 5.1.  Procurement Capacity Strengthening by Instrument,  

Fiscal Years 2010–16 and 2017–23  

Source: Independent Evaluation Group.

Note: Investment project financing includes other investment lending types, such as specific invest-
ment loans, technical assistance loans, and emergency recovery loans. Nonlending includes advisory 
services and analytics and other knowledge products supporting the strengthening of procurement 
capacity. FY = fiscal year.
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The World Bank’s country strategies could more strongly emphasize 
procurement capacity strengthening. IEG’s 2014 procurement evaluation 
recommends that the World Bank develop a strategic, coherent approach 
to procurement capacity strengthening in client countries that is anchored 
in country strategies to facilitate longer-term change rather than a frag-
mented set of opportunistic interventions.1 Despite this recommendation, in 
61 percent of the most recent Country Partnership Frameworks (CPFs)—the 
principal strategy document for country programs—procurement capacity 
strengthening is absent or superficially mentioned. In 20 percent of CPFs, 
the evaluation classifies procurement capacity strengthening as somewhat 
significant within the strategy—that is, the CPFs mention procurement 
capacity strengthening activities but not under its main pillars and priority 
areas and without an emphasis on results. In about 19 percent of CPFs, the 
evaluation classifies procurement capacity strengthening as significant or 
highly significant—that is, it includes suitable activities that lead to im-
provements in procurement capacity and indicators to measure results.2 

The World Bank could consider more rapid and focused diagnostics to 
inform its country-level procurement capacity strengthening. Interviews 
with procurement staff show that World Bank staff decide on the country-
level procurement capacity strengthening activities based on (i) the results 
of the Methodology for Assessing Procurement Systems (MAPS) that uses 
a rigid framework to benchmark and compare results across countries; (ii) 
other assessments, such as Public Expenditure Reviews; (iii) rapid ad hoc 
diagnostics; and (iv) client requests. MAPS is the primary diagnostic tool 
to assess national procurement systems in their entirety.3 However, of the 
20 percent of country strategies with procurement capacity strengthening 
deemed significant or highly significant, about one-third had completed 
a MAPS assessment. This may not be surprising given that MAPS is a 
time-consuming and expensive exercise. Moreover, as noted in IEG’s 2014 
procurement evaluation, MAPS assessments “provide a ‘snapshot’ of the 
[procurement] system, rather than a roadmap for reform” (World Bank 2014, 
9). As such, rapid diagnostics are likely more useful for informing strategic 
decisions on procurement activities.

Capacity strengthening activities focus on countries with higher 
procurement capacity despite lower-capacity countries having more 
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procurement issues. In FY17–23, 59 percent of procurement capacity 
strengthening activities occurred in countries with high or very high pro-
curement capacity compared with 41 percent in countries with low or very 
low procurement capacity (figure 5.2). For example, Cambodia, Guinea-
Bissau, and the Republic of Congo are among the countries with the lowest 
procurement capacity and many procurement issues that negatively affect 
the World Bank portfolio, yet each country received one capacity strengthen-
ing intervention. The greater focus on higher-capacity countries might be 
explained by the lack of a strategic approach to in-country procurement 
capacity strengthening.

Figure 5.2.  Procurement Capacity Strengthening by Country Capacity 

Level, Fiscal Years 2017–23  

Source: Independent Evaluation Group.

Note: The figure shows the percentage of activities in countries by the procurement capacity level of 
the country. Activities refer to procurement capacity strengthening activities in World Bank interven-
tions, such as investment project financing and advisory services and analytics. One intervention may 
have multiple activities. Procurement capacity levels of countries are from the country situation analysis 
in appendix E. The total number of activities is 474.

The World Bank’s procurement capacity strengthening could be more 
continuous to influence sustained institutional change. Since the 2016 
reform, in some countries, the World Bank discontinued or decreased the 
intensity of its capacity strengthening support compared with before the 
reform (FY10–16).4 Bangladesh, Benin, China, Djibouti, Ethiopia, India, 
Kosovo, Liberia, Pakistan, Tanzania, and Uganda stand out for having 
high or very high continuity, defined as numerous interventions on a 
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3

continuous basis without interruption during both periods. Even if a country 
receives continuous World Bank capacity strengthening support, it is not 
uncommon that the World Bank units providing the support and the entities 
in the country receiving it differ for most of the interventions, leading to 
fragmented support. Literature acknowledges capacity strengthening as 
a long-term process (Eade 2007; Lusthaus, Adrien, and Perstinger 1999; 
Vogel 2012); hence, fragmentation, sporadicity, and discontinuity in support 
reduce the chances of influencing institutional change.

Capacity Strengthening and Procurement Issues 
in the Portfolio

Countries with access to experienced procurement specialists tend to suc-
cessfully implement project procurement activities. As discussed in this 
chapter, the number of procurement issues reported in project ISRs decreas-
es for projects that receive HEIS, and fewer issues reported in ISRs, in turn, 
are linked to higher procurement performance ratings (appendix E). The case 
studies (appendix F) also show that having experienced procurement spe-
cialists in project implementation units helps clients successfully implement 
procurement activities. For example, in Niger and Mozambique, projects 
with experienced client procurement staff had fewer procurement-related 
problems and delays, whereas projects without them experienced frequent 
problems and delays. The survey reflects this finding—TTLs and World Bank 
procurement staff report that the unavailability of procurement experts in 
client countries undermines project implementation.

The World Bank could better emphasize building sustained human capac-
ity in countries. Figure 5.3 shows that the highest percentage of capacity 
strengthening efforts are classified as “learning and professionalization” 
activities that include holding trainings and workshops, providing technical 
advice, and preparing learning materials, especially e-learning programs. 
Most of these activities are short term and topic specific and not aimed 
at building deep procurement expertise. However, there are learning and 
professionalization activities in some countries that build sustained human 
capacity. Such activities include supporting country institutions to provide 
procurement training, creating procurement career paths, and certifying 
procurement staff. Examples include certification programs in universities, 
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procurement networks in India and Liberia, and central procurement hubs 
that provide mentoring support.

The World Bank provides limited capacity strengthening support for the pro-
curement approaches introduced in the 2016 procurement reform. The case 
studies show that when clients become familiar with procurement approach-
es, they are more likely to use them (appendix F). For example, legislation 
in an Eastern European country encourages rated criteria in procurements, 
and, as a result, the client showed a willingness to use this approach in the 
project. The same client also successfully incorporated sustainability in 
procurement to foster women’s participation in road works. Despite the 
importance of familiarity for the uptake of new procurement approaches, 
a small proportion of World Bank interventions in FY17–23 strengthened 
capacity in sustainable procurement (figure 5.3).

Support to strengthen a country’s procurement capacity rarely targets sys-
temic procurement processing issues. Project-related procurement issues 
identified in ISRs and the case studies are often related to weak country 
procurement systems and insufficient human capacity. Examples from ISRs 
include issues with bidding, contract management, procurement docu-
ments and standards, finding project procurement specialists in projects, 
and clients’ procurement capacity (appendix E). Additional examples from 
the case studies include difficulties with preparing technical specifications, 
terms of reference, evaluation criteria, and evaluation reports and lengthy 
local review, complaint, and appeal processes. Many of these issues are 
similar across projects in a country, and they often also negatively affect the 
country’s public procurement activities. Despite the persistence of these is-
sues, the review of country-level procurement interventions since the 2016 
reform shows that the World Bank’s capacity strengthening support rarely 
targets them.
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Figure 5.3.  Interventions by Capacity Strengthening Area, Fiscal Years 

2010–16 and 2017–23  

Source: Independent Evaluation Group.

Note: The figure captures 884 World Bank interventions with procurement capacity strengthening. Of 
these interventions, 417 are part of FY10–16 and 467 are part of FY17–23. The procurement capacity 
strengthening areas were identified through a keyword search in the intervention name, objective, and 
other text fields. The percentages in the graph do not add up to 100 because interventions can support 
several areas of procurement capacity strengthening. FY = fiscal year; M&E = monitoring and evaluation.

Opportunities for Capacity Strengthening to Be 
More Ambitious and Better Measured

Most in-country procurement capacity strengthening support focuses on 
increasing knowledge but rarely focuses on ambitious institutional change. 
Such a change should be the ultimate outcome of capacity strengthening. 
Examples of support that focuses on increasing awareness, knowledge, 
and skills are diagnostic work to identify national procurement system 
weaknesses, procurement learning modules, and dissemination of good 
procurement practices in specific sectors. The other common capacity 
strengthening support aims at helping clients formulate and implement 
procurement improvements—for example, designing and operationalizing 
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e-procurement systems. Figure 5.4 shows that only about 2 percent of 
capacity strengthening interventions aim at institutional changes related 
to the procurement principles. Examples of interventions supporting these 
objectives include helping countries increase reporting on corruption, 
improve procurement management scores, and reduce procurement times. 
A possible explanation for the limited number of institutional change 
interventions is that they are difficult to achieve by the time an intervention 
ends and results are reported.

Figure 5.4.  Intermediate Outcomes Targeted by Capacity Strengthening, 

Fiscal Years 2017–23  

Source: Independent Evaluation Group.

Note: Outcome types capture intermediate outcomes achieved or likely to be achieved through the 
fiscal year 2017–23 World Bank support to strengthen procurement capacity. Examples of implemented 
improvement include the use of an e-procurement system or formal approval of a new procurement 
law. Examples of formulated improvement are the design of an e-procurement system, drafting of a 
procurement code or action plan, and development of a public-private partnership legal framework. 
Institutional change refers to a sustained change in policies, systems, or processes. The data come from 
437 interventions—that is, advisory services and analytics and other nonlending, development policy 
loans, investment project financing, and Program-for-Results financing analyzed by the evaluation to 
identify outcomes.

Indicators measuring the World Bank’s procurement capacity strengthening 
in projects’ results frameworks are often outputs and are not fully 
achieved. The evaluation did not assess the results of procurement capacity 
strengthening ASA because of the weaknesses in reporting on results. In IPF, 
after at least four years of project implementation, 38 percent of indicators 
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measuring procurement capacity strengthening are fully achieved (table 
5.1). In closed projects, the level of achievement is just below 50 percent. 
Moreover, about 90 percent of the indicators in project results frameworks 
measuring procurement capacity strengthening are at the output level (for 
example, the number of people participating in training or the design or 
development of a plan or strategy) or at the intermediate outcomes level 
(for example, changes to procurement legislation or enhancements to 
procurement audits). About 9 percent of indicators measure institutional 
change related to the procurement principles, such as time reductions to 
complete procurement (which enhances efficiency).

Table 5.1.  Achievement of Procurement Capacity Strengthening 
Indicators, Fiscal Years 2017–23 (percent)

Projects Implemented  

at Least Four Years
Closed Projects

Level of  

Achievement  

of Indicators

Intermediate  

outcome 

indicators

Project  

development  

objective 

indicators

Intermediate  

outcome 

indicators

Project  

development  

objective  

indicators

Achieved 41 34 45 50

Evidence of 
progress

29 36 19 32

Not achieved 29 30 35 18

Source: Independent Evaluation Group. 

Note: The total number of procurement capacity strengthening indicators from investment project 
financing projects is 193. Indicators are those reported in the project results framework to measure 
procurement. Achieved = fully achieved at 100 percent or above; evidence of progress = indicators 
are above baseline but below the targeted change; not achieved = no positive change, or indicator 
dropped, or no data.

At the country level, measuring clients’ achievements toward the seven 
procurement principles is rare. About half of CPFs with procurement ca-
pacity strengthening activities measure progress toward the procurement 
principles. When they do, these typically include indicators on timeliness 
of procurement, which measures efficiency; use of e-procurement, which 
measures transparency and efficiency; and use of competitive bidding, which 
measures economy.
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Opportunities to Optimize, Improve, and Better 
Recognize World Bank Staff Support in Projects

World Bank procurement staff have limited time, especially in Western 
and Central Africa and FCS countries, to support client procurement. 
Approximately 5 percent of procurement staff across Regions are responsible 
for 20 or more projects (appendix C). Workloads are heaviest in the Western 
and Central Africa Region (table 5.2). These countries also have the highest 
share of procurement activities and the highest share of HEIS in projects. In 
FCS countries, about half of procurement staff are responsible for 10 or more 
projects, 40 percent for 4–9 projects, and 16 percent for less than 4 projects. 
In countries with procurement staff who have higher project workloads, 
projects also encounter more procurement issues delaying their implemen-
tation (figure 5.5). During interviews, procurement staff note that they have 
little time to support clients because they have so many projects to support 
and because clients still require help with carrying out procurement pro-
cesses subject to post review. According to one procurement staff in Africa, 
“The challenge is that if we complain that the project workload is too heavy, 
management is not responding because their concern is only procurement 
activities subject to prior review. So, sometimes I have no option than not 
helping the client.” In the survey, about 15 percent of procurement staff 
report that they have insufficient time to adequately support the client in 
applying the 2016 procurement framework.
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Figure 5.5.  Procurement Staff Support in Projects by Issues  

Source: Independent Evaluation Group.

Note: The figure shows shares of procurement specialists by levels of procurement issues in ISRs. 
Procurement specialists can be double counted across Regions, lending groups, and ISR issue levels 
because they can work across projects in different countries and in projects with different ISR issue 
levels. The levels of projects per procurement specialist are defined as follows: low = 1–3 projects,  
moderate = 4–9 projects, and high = 10–32 projects. The levels of issues in ISRs are as follows: low = one 
to less than three issues, moderate = three issues, substantial = more than three to six issues, and  
high = more than six to eight issues. The total number of procurement specialists in 713 projects is 165.  
ISR = Implementation Status and Results Report.

World Bank procurement staff have a mix of skills that can support clients, 
but many feel unprepared to help clients apply the reform’s new approach-
es. In the survey, about 60 percent of procurement staff note that they have 
received adequate training to support clients in applying the procurement 
framework, have access to colleagues who can support them, and consider 
the available guidance material suitable. Most procurement staff, especially 
those in higher grades and with more experience, agree that they have the 
experience to support clients in applying approaches incorporating quality 
(79 percent) and, to a lesser extent, sustainability (54 percent). TTLs have a 
less favorable opinion, with only about 38 percent believing that procure-
ment staff have adequate knowledge to apply the reform’s new approaches 
(appendix G). About 65 percent of procurement staff have technical skills 
beyond procurement. This includes transport, urban planning, energy, and 
water and sanitation (appendix C). Although not all procurement staff might 
be ready individually to support clients in applying the reform’s new ap-
proaches, taking advantage of their collective skill mix through strategic 

Procurement issues 
(levels) Low

Projects per procurement specialist (levels)

Low (n = 41)

Moderate (n = 58)

Substantial (n = 59)

Share of procurement 
specialists in row (%)

8 52

Moderate High

High (n = 50)
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allocation of teams to projects, change management, and training might 
bring the World Bank a long way.

Even fewer TTLs report that they have the necessary knowledge and training 
to help clients apply the reform’s new approaches. Only 34 percent of TTLs, 
especially those with more procurement training and knowledge, state that 
they have easy access to adequate training on all aspects of the procurement 
system. TTLs have taken limited procurement training: only 56 percent of 
TTLs state that they have taken two or more days of procurement training 
since FY16, and 33 percent state that their level of knowledge of the procure-
ment system is moderate. Only 27 percent of TTLs report that they have the 
experience to help clients apply quality approaches, and 24 percent report 
that they have the experience to help apply sustainability approaches. These 
are mostly the TTLs who declare that they have substantial procurement 
knowledge. Lastly, 9 percent of the procurement staff believe that TTLs have 
adequate knowledge of the new approaches of the reform (appendix G).

There could be better recognition of World Bank procurement staff’s 
contributions to capacity strengthening. The case studies suggest smoother 
procurement processing in countries where World Bank procurement 
staff provide more day-to-day coaching. This support represents hidden 
procurement capacity strengthening because it is done through informal, 
unmeasured interactions with clients in projects. Capacity strengthening 
done by procurement staff also often gets little recognition from 
management. However, approximately one-third of World Bank procurement 
staff report spending one week per month helping clients strengthen 
country-level procurement systems (appendix G). This is an especially large 
amount of time considering that staff already have large project workloads, 
but it is often spread across many projects. Case studies show that task 
teams and clients value this support, although the time provided is often not 
enough for a single project. Tracking the capacity strengthening support and 
measuring its impact could raise awareness of the full benefits of capacity 
strengthening and added value for clients.

The World Bank’s short-term procurement training is rarely enough to meet 
the applied learning needs in World Bank–supported projects. In projects, 
World Bank procurement staff provide formal training, typically one to two 
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days at least once a year, on general procurement rules, procedures, and 
systems or on specific procurement aspects, such as contract management 
and STEP. However, the case studies demonstrate that clients require more 
than this training to develop their practical procurement knowledge with 
more on-the-job or in-depth coaching. For example, the Federated States of 
Micronesia case study shows that formal training alone is insufficient to sup-
port practical procurement applications, and constant hands-on guidance is 
required. A client in Mali expresses strong appreciation for the learning they 
acquired through the World Bank specialist’s day-to-day support. Several cli-
ents in Africa also appreciate procurement clinics, such as those focused on 
how to prepare bidding documents. In other countries, such as Brazil, Kenya, 
and Nicaragua, the client and project team value regular procurement meet-
ings among them to discuss and resolve issues as they arise.

Opportunities to Harness the Success of  
Hands-on Expanded Implementation Support 
and Knowledge Sharing

The World Bank usually uses HEIS in lower-capacity contexts to reduce 
procurement issues and improve project performance. The World Bank 
typically uses HEIS in FCS and low-capacity contexts. It can also use HEIS 
in higher-capacity contexts provided it will help IPFs (World Bank 2021c).5 
Half of projects in countries with very low and low procurement capacity 
receive HEIS, whereas less than one-quarter of projects in countries with 
high and very high procurement capacity receive HEIS (appendixes C and E). 
Projects with HEIS also have fewer procurement issues reported in ISRs. This 
is true across country types and for most procurement issues, except logistic 
ones, such as supply chain delays. For example, figure 5.6 shows that HEIS 
reduces the number of reported procurement issues in countries with low 
and very low procurement capacity and is likely less helpful to reduce issues 
in higher-capacity countries. Similarly, HEIS has a strong benefit to reduce 
issues in FCS countries (appendix E). As detailed in chapters 2 and 4, projects 
with fewer procurement issues reported in ISRs have greater efficiency and 
higher procurement performance and project implementation ratings.
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Figure 5.6.  Hands-on Expanded Implementation Support and Reduction 

of Procurement Issues by Country Capacity Level  

Source: Independent Evaluation Group.

Note: “Capacity group” refers to the group of countries with a specific procurement capacity level. The 
bar shows the average number of issues and the range. HEIS = hands-on expanded implementation 
support.

HEIS could better develop human resource capacity in projects. The World 
Bank designed HEIS to speed up procurement implementation by filling 
a project-level human resource gap. According to the interviews, in many 
projects, HEIS consultants prepare procurement documents and carry out 
procurement tasks themselves rather than coaching clients to do so. When 
this happens, it is a missed opportunity to develop local experience and skills 
because HEIS consultants are typically experienced and costly international 
consultants. For example, in Ghana, which offers a model for future HEIS, an 
experienced international procurement consultant provided HEIS through 
mentoring, training, and assistance to the country’s project implementation 
agencies. This led to effective on-the-job learning, according to the client. 
Similarly, in Liberia, instead of using HEIS and international consultants, 
the World Bank helped develop a pool of local procurement consultants. 
The availability of local experts allows projects to reduce costs and better 
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understand local contextual implementation challenges. Moreover, clients 
often request HEIS late in project implementation to solve problems rather 
than prevent them or build capacity. For example, in a country in Southeast 
Asia, the World Bank provided HEIS to help the client prepare complex bid-
ding documents after the project was delayed.

HEIS focuses on improving procurement efficiency but could do more to 
support the other reform principles. The case studies and portfolio data 
show that HEIS focuses on supporting efficiency improvements in projects. 
The same evidence suggests that the World Bank typically does not use HEIS 
to foster greater levels of innovation. In fact, projects with and without HEIS 
have similar levels of innovation, and projects with HEIS use fewer innova-
tive open market approaches (appendix C). About 9 percent of projects that 
effectively achieve economy principles—such as improved quality, competi-
tion, and sustainability—receive HEIS.

Knowledge sharing could be better leveraged to help clients carry out pro-
curement in World Bank–supported projects. Procurement knowledge 
sharing may take place through informal sharing of procurement documents, 
such as terms of reference and technical specifications, among task teams. 
However, the World Bank lacks a good knowledge management system and a 
repository of well-executed documents that might be informative for other 
task teams and clients. According to the interviews, clients have even less 
access to World Bank procurement knowledge because of the lack of formal 
knowledge transfer structures. In FY17–23, about 5 percent of the World 
Bank’s procurement capacity strengthening (figure 5.4) included support for 
regional procurement networks and global initiatives that facilitate collab-
oration. The case studies show that day-to-day knowledge exchange across 
clients in World Bank–supported projects could help solve day-to-day prob-
lems. For example, in Mali, the clients’ procurement specialists in project 
implementation units created a chat group to help solve procurement prob-
lems. In Togo, World Bank procurement staff formed an informal network 
for clients to share experiences through WhatsApp or meetings and support 
each other in solving procurement problems.

Knowledge sharing helps clients adopt less familiar procurement approaches 
and carry them out faster. For example, the World Bank shared examples of 
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bidding documents with clients during COVID-19, which helped clients learn 
how to properly procure urgent supplies, such as medical equipment (World 
Bank 2022c). The case studies show that sharing technical specifications for 
procurement activities helps speed up quality procurement because clients 
do not have to prepare these specifications from the start. In Bangladesh, 
study tours helped the client’s project implementation staff learn to apply a 
procurement smartphone application and management information system.
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1 The Independent Evaluation Group’s 2014 procurement evaluation recommends that the 

World Bank develop a strategic and long-term approach to procurement capacity building in 

client countries. The evaluation also finds that a myriad of procurement capacity strengthen-

ing was undertaken for client countries but that strategic planning for procurement capacity 

strengthening is absent and efforts have been fragmented. Therefore, the evaluation recom-

mends developing a strategic and long-term approach to procurement capacity strengthening 

that is integrated into the World Bank’s country strategy (World Bank 2014). 

2 The Independent Evaluation Group’s 2014 procurement evaluation finds that 95 percent of 

Country Assistance Strategies reviewed made some reference to procurement and 43 percent 

reviewed include procurement outcomes or monitoring indicators (World Bank 2014). 

3 Before the 2016 reform, the World Bank conducted country procurement assessment reports 

that are no longer used. 

4 Twenty-five countries that received support in FY10–16 did not receive support in the period 

since the reform (that is, there was no continuity). 

5 Hands-on expanded implementation support can be used “if the [World] Bank determines 

that this support is useful to help the Borrower [client] achieve the development objectives 

and outcomes of an [investment project financing] operation” (World Bank 2021c, 3). 
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6 |  Conclusions

Reform Strengths

The World Bank’s 2016 procurement reform is a step in the right direction. 
The reform emphasizes international good practice principles—efficiency, 
economy, integrity, fairness, transparency, and fit for purpose—to enhance 
procurement’s value for money in World Bank–supported projects. The 
evaluation finds that the reform was successful in projects that apply these 
principles to achieve higher value for money and advance project develop-
ment objectives. The evaluation also finds that projects with higher value 
for money have improved project implementation and procurement per-
formance and that fit-for-purpose assistance to customize procurement 
supports satisfactory implementation. These findings confirm the benefit of 
integrating the procurement principles into the World Bank’s procurement 
framework and validate the reform’s results logic. However, the benefits 
of the reform have not yet reached projects across the portfolio. Achieving 
value for money requires tailoring procurement to projects’ contexts and 
managing trade-offs among the procurement principles—for example, bal-
ancing speed, cost, and quality. Doing this customization requires extensive 
procurement knowledge in addition to contextual knowledge.

The 2016 procurement reform increased procurement speed in World Bank–
supported projects. The time gain largely materialized from simplifying 
World Bank reviews of procurement processes—that is, more simplified 
or post reviews carried out on a sample basis after the client completes a 
procurement process and fewer comprehensive or prior reviews carried 
out during procurement implementation and covering all key procurement 
stages. Time was also gained by encouraging the use of simple and famil-
iar procurement approaches when appropriate. The reform’s introduction 
of HEIS also enhanced procurement speed and performance in projects in 
countries with lower procurement capacity.

The 2016 procurement reform brought about other benefits, such as greater 
data availability and transparency and more procurement options.  
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The World Bank’s new electronic procurement system—STEP—made  
World Bank reviews more agile and transparent and started the World Bank 
down a path toward better data analytics and data-informed procurement 
decision-making. World Bank staff and clients became acquainted with new 
ways of doing procurement and started to experiment—even if not yet fully 
successfully or on a large scale—with new tools, such as market analyses and 
strategic procurement planning, and with new procurement approaches that 
emphasize improved quality, sustainability, and partnerships, among other 
noncost factors.

Reform Opportunities

Opportunities in Strategizing and Targeting Capacity 
Strengthening Support

The evaluation shows that capacity weaknesses, time constraints, and in-
adequate collaboration impede many of the flexibilities introduced in the 
2016 reform. The reform expanded the variety of procurement approaches 
that projects could choose from and created tools to help projects strate-
gize and customize procurement activities to country and project needs. 
However, clients and, often, World Bank staff, lack sufficient knowledge and 
applied experience to implement these new options and tools. The reform 
introduced HEIS to help clients fill human resource gaps, especially in 
low-capacity countries. However, HEIS could be better strategized to support 
clients’ on-the-job learning and complement other support of procurement 
staff. The World Bank largely relies on one-off training courses, workshops, 
and training materials to develop task team leader knowledge and strength-
en client capacity, but these activities are not enough to support the change 
management process required to adopt new procurement practices. Part 
of the problem is that World Bank procurement staff, who provide highly 
valued support to projects, have limited time to focus on the innovations of 
the 2016 reform. For example, the evaluation finds that procurement staff 
are incentivized to support procurements with a high monetary value and 
solve procurement problems for many projects after they occur rather than 
try to prevent them. This leaves insufficient time for World Bank procure-
ment staff to collaborate with task team leaders and clients on innovation, 
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customization, and strategy. Moreover, management provides staff with little 
guidance on how to optimize their client support.

The reform’s increased emphasis on simplified post reviews quickened 
procurement times but came at the cost of client learning and delayed 
oversight. The efficiency gains from an increase in clients conducting their 
own procurement processes created some drawbacks when not accompanied 
by capacity strengthening support—mainly, less client learning that comes 
with World Bank support and delays in procurement oversights. Client 
learning is important when clients have limited capacity and are unfamiliar 
with procurement approaches, and when projects encounter issues that slow 
down procurement. Often, clients rely on World Bank procurement staff 
to provide coaching to help them carry out procurement in World Bank–
supported projects, and staff have limited time to provide this support.  
A greater reliance on simplified post reviews also sometimes delayed 
project oversight because the reports to audit procurement by the World 
Bank are carried out only when a critical number of procurement processes 
has been completed. A potential solution to fill these challenges could be 
to better allocate procurement staff time based on a project’s risk profile. 
Certain projects might need hardly any prior review reports, others could 
have prior review reports only of critical stages with the most issues, 
and yet others could have large numbers of prior review reports to audit 
processes and support learning from early in the project. This could help 
clients apply sound procurement practices from the start of a project when 
procurement support is most critical but also keep time-consuming review 
tasks to a minimum. Moreover, procurement staff working collaboratively 
with technical teams could help identify solutions that speed up the first 
procurements in a project.

Country procurement capacity strengthening activities could target the most 
persistent procurement issues, especially in complex and high-risk projects. 
The World Bank’s lack of a strategic approach to capacity strengthening 
makes this support often fragmented, short term, and not focused on the 
most common and recurrent procurement issues in the World Bank portfolio. 
These recurrent procurement issues include inadequate functioning bid 
evaluation committees, insufficient strategic planning of procurement, 
a lack of market engagement, lengthy national complaint handling 
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mechanisms, inadequate procurement monitoring, and the limited adoption 
of sustainability approaches in procurement. If the World Bank were to 
target these issues for support, it could improve procurement processes 
across the entire World Bank portfolio, especially for more complex 
procurements that use competitive market approaches. It could also help 
strengthen national procurement systems. Common procurement issues 
continue to extend the timeline of complex or higher-risk procurements that 
use market approaches.

Opportunities in Data and Analyses

The World Bank could better use procurement data analytics, market anal-
yses, and risk analyses to make procurement more effective. The reform’s 
introduction of STEP was an important development, especially in tracking 
procurement times. However, the dashboards used to monitor STEP do not 
yet bring together relevant data on the quality of procurement processes 
in projects, client feedback, the success of mitigation actions, procurement 
processing issues, the frequency and quality of PPRs, and other indicators 
for use to make decisions on procurement. In addition, the World Bank’s 
monitoring dashboards could improve by adding defined benchmarks to 
assess the level of the achievement of indicators by projects to inform 
decision-making. Moreover, World Bank staff and clients find STEP dif-
ficult to use and not integrated with the financial management tracking 
system. Improving these systems, investing further in data analytics, and 
helping staff and clients learn how to use them would advance achievement 
of the reform’s objectives. The World Bank could also improve support to 
help clients carry out simple and transparent market analyses in projects, 
which could facilitate competitive procurements and inform procurement 
customization. Similarly, the frequency of risk analyses could be reduced 
and their depth enhanced to cover the complete spectrum of risks, such as 
those related to processing issues, achievement of development outcomes, 
use of country systems, oversight needs, procurement quality, and timing. 
Currently, project-level procurement risk assessments are frequent and take 
significant amounts of time for World Bank procurement staff. However, 
these repeat assessments rarely uncover new risks or contain actionable 
data that help projects develop mitigation actions. The information on risks 
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is also not proactively used, for example, for decision-making to customize 
World Bank procurement oversight or to intensify support when warranted, 
especially at the beginning of project implementation. Lastly, procurement 
risk assessments fail to adequately involve task teams and clients.

Opportunities in Applying Innovation, Including Quality 
and Sustainability Approaches

The reform’s principle of economy emphasizes quality and sustainability, 
but more could be done to help projects apply these approaches. Quality and 
sustainability approaches are rarely applied partly because both World Bank 
staff and clients lack experience in how to implement them. The reform’s 
change management process could be enhanced by providing incentives and 
support for applied learning to demonstrate results in quality and sustain-
ability approaches. The World Bank could benefit from a strategy to expand 
these innovative procurement approaches across projects when appropri-
ate. Quality could also be approached more strategically and not limited 
to using rated criteria (which is currently the main focus). Quality could be 
promoted by using a range of procurement approaches and emphasizing 
quality throughout the procurement cycle, from the preparation of technical 
and procurement documents to contract implementation. Approaches that 
improve sustainability through gender equality, market development, and 
environmental sustainability could have strong development value.

Recommendations

Recommendation 1. Improve change management support for the reform’s 
implementation.

Proposed actions are as follows:

 » Ensure strong central oversight and governance arrangements to man-

age the reform’s implementation across regions. This support may involve 

proactive senior management leadership and incentives that encourage 

staff to help clients implement elements of the reform. It may involve mak-

ing resources available for applied learning and building a pool of staff with 

expertise in specific areas, such as coaching, market engagement, use of data 

for decision-making, and quality and sustainability approaches. In addition, 
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it might be beneficial to recognize procurement staff, task teams, and clients 

who collaboratively tailor procurement to client needs, apply quality and 

sustainability approaches, and demonstrate procurement outcomes in the 

areas of the World Bank’s framework. Fostering collaboration between tech-

nical teams and procurement staff to strategize procurement approaches in 

projects to benefit clients and implement reform elements at scale could also 

improve support.

 » Enhance procurement data systems to benchmark outcomes, identify 

bottlenecks, and inform decisions to improve reform implementation and 

project procurement. Adding benchmarks to monitoring dashboards could 

help track procurement outcomes for the reform principles (that is, efficien-

cy, economy, integrity, fairness, transparency, fit for purpose, and value for 

money). Monitoring procurement processing issues could help solve these 

issues more efficiently. Simplifying data entry for clients could facilitate 

timely and complete information on procurement activities. At the reform 

level, the data acquired could also be used to correct shortcomings while 

implementing reform elements. At the portfolio level, the data acquired could 

be used to prioritize and allocate procurement staff and resources to support 

procurement achievements in projects with the greatest needs—those with 

frequent procurement issues, limited experience with planned approaches, 

low capacity to carry out procurement, and several procurement risks. At 

the project level, the emphasis could be on providing intensive procurement 

staff support starting from project preparation through the first year of im-

plementation. For instance, the support could help strategize procurement 

approaches and ensure early contracting to maximize the success toward the 

project’s development objectives.

Recommendation 2. Strategically strengthen country-level procurement 
capacity.

Proposed actions are as follows:

 » Engage in country-level dialogue to enhance portfolio performance and 

the uptake of quality, sustainability, and other innovative procurement 

approaches. This dialogue would help clients and World Bank staff take 

advantage of procurement synergies across projects and promote capaci-

ty strengthening where relevant to enhance the portfolio’s performance. It 
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could help reduce the burden on task teams, procurement staff, and clients 

to repeat certain types of procurement-related activities, such as aspects 

of market analyses in each project, and solve procurement bottlenecks for 

the project portfolio as a whole instead of on a project-by-project basis. 

For example, it could help solve bottlenecks related to delays at the start of 

projects due to client procurement specialists not being in place to strategize 

and process contracts early. Dialogue could also be used to agree with clients 

on suitable actions to enhance quality and sustainability in the portfolio and 

identify innovative ways to improve procurement in World Bank–supported 

projects in the country context.

 » Develop country-level capacity strengthening plans to support countries 

with persistent procurement issues. These plans could have a long-term 

horizon (based on timely data on project procurement issues and outcomes, 

such as from projects, complaints, and client feedback). The plans could be 

tailored to address procurement-related barriers to project and portfolio 

performance. The plans could emphasize countries with severe or persistent 

procurement issues and lower procurement capacity. They could focus on 

actions to tackle persistent procurement issues in the World Bank’s port-

folio, with a strong focus on procurement human resources and knowledge 

sharing, especially in countries where finding local procurement experts is 

a constant hindrance. Procurement human resource support could build on 

hands-on expanded implementation support and include training programs 

with other development partners, the development of university curricula on 

procurement, and collaboration with regional procurement networks. The 

plans could also involve strengthening national procurement and complaint 

systems and other actions to streamline and expand procurement approaches 

that enhance quality and sustainability.

Recommendation 3. Consistently manage the full spectrum of procurement 
risks to maximize project success.

Proposed actions are as follows:

 » Improve procurement risk identification and data to help enhance project 

implementation and results. Risk identification could become a collabora-

tive discussion with task teams and clients to identify and support practical 

actions to mitigate risks while encouraging procurement innovations to help 
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enhance project development outcomes. The World Bank could provide tools 

and workshops for procurement staff to support clients in managing risks, 

such as strategizing procurement activities, balancing the use of comprehen-

sive prior reviews with simplified post reviews, engaging potential suppliers, 

developing procurement approaches, and remotely monitoring procurement. 

Risk data analytics could be modernized to generate a dynamic risk profile 

on a wide spectrum of risks using procurement information from projects 

(for example, using data on procurement activities, complaints, historical 

performance, post review problems, and indicators or flags to track risks). 

This could ease the timely collation of fragmented data from multiple sources 

to inform decisions and the heavy burden on staff to enter risk information 

repeatedly and manually for many projects. Data could track risks related to 

value, the timing of procurement contracting to support the achievement 

of project development outcomes, the use of quality approaches for pro-

curement, market engagement, post review oversight, client readiness and 

experience to carry out planned procurement approaches, and clients’ use of 

alternative procurement approaches.

 » Use risk data to help World Bank procurement management and staff 

optimize oversight and support to projects. Based on the risk profile, 

procurement oversight approaches for clients could be customized and sim-

plified. For example, clients with demonstrated procurement capacity and 

low risks might require less support, and part of their procurement could be 

done using country systems. In contrast, procurement activities might need 

frequent oversight for clients with low capacity and high risks. This includes 

early oversight of post review processes done by clients in projects and more 

targeted World Bank support for comprehensive prior reviews. Prior review 

timelines may be shortened by targeting the World Bank’s review to focus on 

challenging stages of procurement rather than the entire process. The use of 

third-party review mechanisms could also be expanded for higher-risk pro-

curements, where clients want the assurance of oversight but prior reviews 

would be too slow. Managing risks better, with clear guidance to inform de-

cisions, could help procurement staff customize client support and optimize 

the time they spend supporting clients. Risk profiles may also change over 

time and vary for different project components and activities.
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Glossary

Market approaches. Whether a procurement uses an open competitive 
process or limited competitive process, in contrast to a nonmarket direct 
selection without competition. Market approach also considers whether a 
procurement identifies national or international suppliers for contracts.

Procurement approaches. The methods, features, and arrangements used 
for buying goods, works, nonconsulting services, and consulting services 
for investment project financing operations. The World Bank’s menu 
of methods includes request for bids, request for quotation, request for 
proposals, and consultant qualification-based selection, among others. 
Features or approaches to add to methods include preselection, initial 
selection, negotiation, multiple stage bidding, e-auctions, rated criteria, 
and so on. Arrangements include (but are not limited to) community-driven 
development, public-private partnerships, and United Nations contracting.

Procurement cycle. Starts with strategizing and identifying a need 
for procurement and continues through planning and market research, 
developing specification requirements, budget considerations, 
advertisement, shortlisting, evaluation, contract award, contract signing, and 
contract management.

Procurement documents. A term used in World Bank procurement 
regulations to cover procurement documents issued by the borrower (client) 
in a project.

Procurement process. The stages involved in carrying out a procurement 
activity from initiation to contract signing.

Procurement processing issues. Problems that arise when processing a 
procurement activity and that result in delays, unsound products, or a lower-
quality process.

Procurement review. Formal examination that includes audits, verifications, 
or other assessments of the procurement processes. World Bank 
procurement staff conduct a prior review of select procurement activities 
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before they are implemented. World Bank staff conduct a post review of a 
sample of procurement processes after the client completes the activities. 
The findings are summarized in a post review report.

Quality. The noncost factors that increase a procurement’s value and the 
balancing of those factors with costs throughout the project cycle to fit a 
project’s need.
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Appendix A. Methodology for 
Procurement Evaluation

Evaluation Questions

The evaluation answers two main questions (box A.1).

Box A.1. Two Questions Guiding the Evaluation

1. To what extent has the new procurement framework supported successful 

procurement in World Bank projects (that is, the achievement of fit for purpose, 

efficiency, economy, integrity, fairness, transparency, and value for money), and 

what are the success factors and challenges?

2. To what extent has the World Bank improved its procurement capacity strengthen-

ing in countries since its procurement reform, including areas of support, tailoring to 

country needs, evidence of results, and success factors and challenges?

Source: Independent Evaluation Group.

Overarching Principles

The evaluation follows a theory-based design, built on the theory of change 
of the World Bank’s procurement system introduced with the 2016 reform 
(presented in figure 1.1 and described in box 1.3). The evaluation’s questions 
and outcomes in the theory of change guide the design of the methodologi-
cal components of the evaluation.

The methods of the evaluation focus on assessing procurement support 
at the project, procurement activity, and country levels to ensure that the 
evaluation’s evidence informs efforts to strengthen the effectiveness of pro-
curement in World Bank operations. The analyses’ time frame is from fiscal 
year (FY)17 (when the procurement reform came into effect) to FY23. Where 
available, comparative analyses draw on data from before the 2016 reform 
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and data from the active portfolio (given there are few closed projects) to 
benchmark the difference in procurement performance across projects. The 
evaluation was highly consultative: from its conception through implemen-
tation, the team engaged in weekly exchanges with procurement external 
experts, management, and staff across the World Bank to help design the 
methods and interpret the findings.

Evaluation Components

Table A.1 summarizes the evaluation’s components, and figure A.1 shows 
their articulation within the overall evaluation design. The appendix also 
provides details on each component. The components are at the country, 
project, and procurement activity levels to triangulate evidence from dif-
ferent qualitative and quantitative methods and address the evaluation 
questions.

Table A.1.  Methodological Components

Evaluation Component Description

Portfolio review of investment project 
financing procurement and its mea-
surement (appendixes B and C)

The portfolio review of projects since the 2016 
reform uses measures from the literature and 
expert input to assess the extent of procurement 
success in achieving outputs and outcomes 
toward its principles (efficiency, economy, 
integrity, transparency, fairness, fit for purpose, 
and value for money) and to benchmark the 
relative performance of projects across the 
portfolio compared with available evidence on 
World Bank procurement before the reform. 
The review also looks at the adequacy of 
the indicators currently measured to track 
procurement achievements in World Bank 
dashboards and reports.

Portfolio review of country 
procurement capacity strengthening 
(appendix D)

The portfolio review of analytic work and 
projects supporting procurement capacity 
strengthening since the reform examines 
intermediate and institutional change outcomes 
and the alignment of support with capacity 
needs in the country and the World Bank 
Country Partnership Frameworks.

(continued)
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Evaluation Component Description

Analysis of country procurement  
situations (appendix E)

The country-level analysis aims to understand 
World Bank procurement performance 
differences by countries’ procurement capacities. 
Publicly available data on procurement 
indicators in countries are used to construct a 
heat map of country procurement capacities 
combined with World Bank data on procurement 
in projects, procurement issues (or problems 
encountered), and procurement approaches 
planned in projects. Descriptive analysis 
examines patterns of procurement at the country 
level. Clustering analysis identifies groups of 
countries with differing procurement situations.

Case study analysis (appendix F) The analysis looks at how well the projects 
successfully implemented the principles of 
procurement in the theory of change. The case 
studies include a stratified random sample of 
projects across Global Practices and different 
types of countries and regions, with at least 
four years of implementation experience using 
the procurement framework and differing 
performance.

Procurement staff and task team 
leader surveys (appendix G)

Task team leaders and procurement staff 
responsible for projects using World Bank 
procurement for four or more years since 
the reform are surveyed to understand their 
perceptions of (i) how well the World Bank’s 
procurement system is working to support 
projects and clients; (ii) successes and 
challenges of procurement in projects; and (iii) 
the level of procurement knowledge, capacity, 
and resources to support the framework.

Key informant interviews Interviews with key staff and management 
deepen understanding of the challenges 
and successes of implementing the World 
Bank’s procurement reform. The questions 
build on early evaluation findings to facilitate 
interpretation and triangulation of evidence.

Source: Independent Evaluation Group.
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Ensuring the Validity of Findings

The evaluation includes several steps to guarantee a consistent approach 
across evaluation team members—for example, using structured data col-
lection templates for cases studies, interview guides, and coding and data 
analysis protocols for portfolio reviews. The evaluation methods are struc-
tured around the theory of change of the World Bank’s procurement system 
to provide a common evaluative lens.

Triangulation was applied to deepen the evaluation analysis at multiple 
levels. We applied triangulation to cross-check evidence within a given 
methodological component. Within the case studies, for example, the team 
compared evidence from interviews with World Bank task team leaders 
(TTLs), procurement staff, clients, suppliers, partners, and procurement 
and project documents. Survey responses were cross-checked for different 
questions, and the surveys were tested and shared with procurement 
management before their launch to ensure relevance and clarity. We applied 
triangulation across methodological components—for example, cross-
validating findings from case studies with evidence from the analysis of 
procurement data from Systematic Tracking of Exchanges in Procurement 
(STEP), capacity strengthening, country situation analysis, surveys, and key 
informant interviews. Data were combined from different methodological 
components—for example, evidence from the country situation analysis, the 
case studies, and the review of capacity strengthening interventions were 
combined with the STEP data.

The evaluation team used external validation mechanisms during the 
evaluation process. Peer reviewers and advisers provided feedback at the 
beginning of, during, and at the end of the evaluation process. A panel of 
external experts from countries and regional procurement bodies was con-
sulted on the design and findings of the evaluation. The team organized 
consultations with procurement management and staff in the World Bank 
to validate the scope and methods of the evaluation and to ensure the 
relevance and feasibility of the evaluation messages. The evaluation team 
reviewed evidence from the evaluation against findings from the literature.
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Limitations

Electronic data on World Bank procurement from STEP are often incomplete 
and contain data entry errors because of self-entry by clients. To address 
these challenges, data were carefully cleaned, cross-tabulations were used 
to check inconsistencies, and outliers were reviewed by manually checking 
a sample of projects. If data fields had many missing values, they were not 
used for the analysis. Thus, the indicators measured in the portfolio are 
estimates of achievements based on the available data. In addition, to check 
quality, findings from STEP were discussed with a procurement data ana-
lytics expert in the World Bank and external experts and triangulated with 
findings from case studies, surveys, interviews, and literature.

Although text analysis was useful to systematically identify a portfolio 
of procurement capacity strengthening interventions (projects and 
nonlending), some interventions may have been overlooked, whereas 
others may have been incorrectly labeled. Thus, the capacity strengthening 
portfolio analysis reviewed a sample of interventions identified in 
investment project financing (IPF), nonlending, and development policy 
loans for false positives in two rounds and refined the keywords. For 
example, interventions that use the word “procurement” in a sense not 
related to capacity strengthening were removed. The coding of a sample of 
interventions in FY17–23 led to the identification of 15 percent of false-
positive matches of the text analysis. The evaluation conducted a sensitivity 
analysis of the full data set, comparing data from FY10–16 to FY17–23 with 
and without excluding false positives. Based on no observed qualitative 
differences between the two sets of portfolios, the analyses of the complete 
portfolio excluded the false-positive matches identified in the coding.1

The main limitation of the analysis of procurement situations was the 
availability of secondary country data on countries’ procurement capacities 
for the heat map analysis. To reduce this limitation, the evaluation team 
(working with governance and procurement experts) reviewed and carefully 
selected indicators from multiple data sets. In addition, data sources for a 
country were compared to ensure consistency of direction, and estimates 
were validated against findings from case studies. The final heat map 
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estimates the procurement capacity level of a country relative to  
other countries.

The main limitation of case analyses is that the projects assessed were still 
active. Hence, it was not possible to observe and review final procurement 
outcomes, which could be seen when the projects closed. To address this 
limitation, the case analysis focused on projects with at least four years of 
implementation experience, and task teams and clients were interviewed 
to understand the success of completed procurement activities. This en-
sured that some procurement implementation was complete for review in 
the cases. Moreover, cases with different performance levels were randomly 
selected to limit the biases of reviewing an active portfolio.

The survey was sent to staff identified in the portfolio as having experience 
using the World Bank’s new procurement framework and as being respon-
sible for projects with at least four years of implementation experience. 
Earlier projects may have followed the previous procurement guidelines, and 
new projects may have implemented few procurement activities. In addi-
tion, the draft survey was reviewed by procurement managers and tested by 
procurement staff and task teams to ensure the relevance of its questions. 
Procurement managers also promoted staff participation in the survey to 
help ensure timely feedback from eligible respondents.

Portfolio Review of Investment Project Financing 
Procurement and Its Measurement

The portfolio review consists of four stages: project identification, data 
cleaning, identification of measures of procurement principles, and analysis 
(appendix C).

The project identification stage consisted of the retrieval of data on IPF from 
Data Explorer and STEP. The projects were limited to those with a Concept 
Note review date from July 1, 2016, to June 30, 2022, inclusive, and flagged as 
using the World Bank’s reformed procurement framework and not the previ-
ous procurement guidelines. The analysis included projects in the following 
Global Practices: Governance; Finance, Competitiveness, and Innovation; 
Education; Social Protection and Jobs; Health, Nutrition, and Population; 
Agriculture and Food; Water; Social Sustainability and Inclusion; Urban, 
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Disaster Risk Management, Resilience, and Land; Energy and Extractives; 
Transport; and Digital Development. Of the 912 projects identified, the final 
evaluation portfolio included 687 with one or more years of implementation 
as a way of focusing the analysis on procurement processes that are suffi-
ciently advanced.

The data cleaning stage consisted of a careful review of STEP data to check 
for missing information and variables and errors that could affect the anal-
ysis. Proxy variables were constructed based on available information and 
errors corrected whenever possible. A codebook was created to understand 
the variables in the STEP data and assess their completeness and reliability.

The identification of measures of procurement principles stage consisted  
of a rapid literature review and expert guidance to plan the analysis  
(appendix B). The literature review used keywords to search repositories of 
academic articles, the World Bank’s Open Knowledge Repository platform 
and library, global procurement data platforms, nongovernment sites (the 
Government Transparency Institute and Open Contracting Partnership), and 
international organizations’ websites. Articles were also identified through 
expert recommendation and snowballing references. The search identified 
over 200 articles and reports, from which indicators to measure procurement 
principles were synthesized by principle. The final analysis plan to assess 
outputs and outcomes toward the procurement principles was informed by 
the literature, expert guidance on procurement analytics, and available data 
fields in STEP. In addition, the indicators identified from the literature were 
reviewed against the dashboards and reporting of the World Bank on pro-
curement to assess the extent to which the indicators reported are adequate 
to assess the achievement of procurement principles against the theory of 
change. The analysis considered whether the indicators used by the World 
Bank offered a comprehensive picture to assess progress on procurement 
outputs and outcomes in different boxes of the theory of change.

The analysis stage used the STEP data to assess outputs and outcomes 
toward the procurement principles—efficiency, economy, integrity, 
transparency, fairness, fit for purpose, and value for money. The analysis 
benchmarked the relative achievement of indicators toward the procurement 
principles by examining the distribution of achievement across the portfolio 
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and disaggregating analyses by Global Practice, country type, procurement 
capacity level, Region, risk, stage of procurement processes, procurement 
amount, and other factors. This allowed for the identification of success  
and challenge areas across the portfolio. Where possible, the portfolio  
data were also compared with information in the literature and past 
evaluation evidence.

The analysis of procurement efficiency in World Bank–supported IPF in-
cludes measures of timelines of the first procurement in a project, the speed 
of procurement processes by category and method, and delays broken down 
by steps in the procurement process to identify bottlenecks. The analysis of 
economy examines procurement approaches and market approaches used 
by projects, the number of bids received for procurement activities, the cost 
of procurement activities, and supplier diversity, among other indicators. 
The analysis of procurement integrity, transparency, and fairness examines 
integrity risks, procurement post review reports to verify processes, use 
of standstill period, integrity risk analysis, and complaints, among other 
indicators. The analysis of the fit for purpose of procurement examines 
procurement planning, risk analysis, the use of hands-on expanded im-
plementation support, and procurement staffing. The analysis of value for 
money of procurement uses (i) composite measures, constructed from the 
STEP data indicators for each procurement principle using principal com-
ponent analysis, and (ii) an overall composite that brings together the data 
on procurement principles to estimate value for money for a project. The 
analysis of value for money also looks at the relationship between procure-
ment principles and project implementation ratings. It includes a Pearson 
correlation matrix examining associations between indicators of procure-
ment principles and project implementation. In addition, a simple regression 
analysis was conducted to further understand the relationship between the 
indicators for each procurement principle, project implementation ratings, 
and value for money.

Portfolio Review of Country Procurement 
Capacity Strengthening

The portfolio review consists of four stages: portfolio identification, coding, 
analysis, and interviews (appendix D).



Ind
e

p
e

nd
e

nt E
valu

atio
n G

ro
u

p
 

W
orld Bank G

roup
 

 
 

 
131

The portfolio identification stage constructed a database of World Bank 
interventions approved by October 25, 2022, including IPF, Program-for-
Results, development policy loans, and advisory services and analytics. The 
analysis used sector and thematic codes and text analysis to identify inter-
ventions with procurement capacity strengthening activities or prior actions. 
The text analysis was based on keywords identified through a rapid literature 
review on procurement capacity strengthening and the manual review of a 
sample of interventions. The interventions were filtered into two groups—
one for FY10–16 and one for FY17–23—to draw a comparison of before and 
after the 2016 reform and were screened manually to refine the keywords. 
The final portfolio obtained after screening includes 948 interventions: 417 
related to FY10–16 and 531 related to FY17–23.

During the coding stage, 437 interventions from the FY17–23 period that are 
closed or in the final years of implementation were coded. A codebook and 
coding template in SurveyMonkey were followed, and training was provided 
for consistent coding of interventions, including (i) the procurement capac-
ity challenges addressed, (ii) procurement capacity strengthening activities, 
and (iii) achieved or likely procurement capacity strengthening outcomes.

The analysis stage, combined with data from the heat map on country pro-
curement capacity, was conducted for the evaluation to understand capacity 
strengthening interventions in relation to the context and needs of coun-
tries. The analysis was performed in Excel and Python. The indicators of 
IPF and the most recent Country Partnership Frameworks of 56 case study 
countries were also reviewed.

The interview stage consisted of key informant interviews with World Bank 
procurement staff strongly involved in capacity strengthening. The inter-
views were done to validate some of the results and obtain more information 
on good practices.

Analysis of Country Procurement Situations

The analysis aims to understand differences in World Bank procurement 
performance by level of procurement capacity. The country-level analy-
sis constructed a heat map of countries’ procurement capacity, which was 
combined with portfolio data on World Bank procurement, including data on 
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procurement issues (typically problems delaying procurement) reported in 
projects for descriptive analysis. The content of project procurement strate-
gies for development (PPSDs) was reviewed to understand variations across 
countries. A clustering analysis identified groups of countries with similar 
procurement patterns (appendix E).

The heat map of countries’ procurement situations estimated the procure-
ment institutional capacities of countries in the evaluation portfolio for the 
principles of efficiency; economy; integrity, fairness, and transparency; and 
overall. This estimate looks at how the procurement capacity of a country 
may affect World Bank procurement in projects. The selection of indica-
tors to estimate institutional capacities is based on the evaluation’s theory 
of change of procurement principles, a review of publicly available global 
databases, and expert guidance from governance and procurement experts. 
Principal component analysis was used to generate a composite measure 
of selected indicators related to each principle, which provided a combined 
estimate of the procurement capacity level of a country relative to other 
countries in the portfolio. The capacities of a country are classified based on 
quartiles of the data as (i) very low, (ii) low, (iii) high, and (iv) very high, with 
very high being the best situation. The estimated level of capacity in coun-
tries was also compared with data from the case studies as a quality check. 
The heat map and portfolio data on procurement in IPF in countries were 
integrated to understand how institutional capacities influence procurement 
in projects, and descriptive analysis was done in Python.

The analysis reviewed procurement issues in projects reported in the text 
of project Implementation Status and Results Reports (ISRs). The purpose 
was to understand common reasons for procurement problems in projects 
in countries and to determine whether there were differences according to a 
country’s procurement capacity. The identification used national language 
processing of keywords and phrase embedding, with the “word2avec” algo-
rithm in Python. Keywords and phrases were developed through a manual 
review of ISRs and were informed by a rapid literature review of procurement 
capacity challenge areas and consultations with procurement experts. The 
analysis covered 3,373 ISRs spanning 712 projects (99 percent of the project 
portfolio). A limitation was the varying level of detail in the reporting for 
procurement issues in ISRs.
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The analysis reviewed the content areas of PPSDs to understand procure-
ment approaches planned across different types of countries. It analyzed 
content using natural language processing of keywords and phrase em-
bedding computed with the “word2avec” algorithm in Python. Keywords 
and phrases related to procurement capacity, sustainability, contract man-
agement, market analysis and planning, and procurement methods. The 
keywords were refined by manually checking the relevance of the findings 
and were informed by the full review of PPSDs in case study projects. The 
analysis covered 566 PPSDs, each for a unique project (about 80 percent 
of the evaluation portfolio). PPSDs not in English were translated using 
Microsoft Word and reviewed.

Clustering analysis examined whether countries with different procurement 
capacities could be grouped by differences in their procurement perfor-
mance, risks, issues, and approaches used in projects. The hypothesis for 
the analyses was drawn from case studies and expert feedback suggesting 
differences in procurement performance in countries with different levels of 
capacity. The K-means algorithm was used to identify country groups with 
differences in mean features related to their procurement capacity, coun-
try situation, and procurement approaches (such as fragility, procurement 
performance, access to hands-on expanded implementation support, use of 
nontraditional procurement approaches, and procurement risks). In addi-
tion to the information on the procurement capacity level of the country 
from the heat map, the clustering analysis used portfolio data at the country 
level, including the average time projects in a country take to process their 
first procurement, the size of contracts in the portfolio, country type, av-
erage project procurement performance, risk ratings, types of procurement 
approaches used by projects, and whether projects in the country had re-
ceived hands-on expanded implementation support. The number of K-means 
clusters (n = 5) was selected using two metrics: the sum of squared distances 
(elbow method) and the silhouette score; summary statistics were reviewed 
to compare each cluster group. The features of each cluster were summa-
rized drawing on information from case studies to form typologies based on 
differences among the groups (which could inform opportunities to support 
procurement in countries).
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Case Study Analysis

The evaluation conducted case analyses of 74 projects across 52 countries2 
(appendix F). The projects were identified from a random sample of IPF 
projects in countries with at least four years of implementation, stratified 
to identify projects with high and low procurement performance ratings 
and lending groups (the International Development Association and the 
International Bank for Reconstruction and Development). The 90 percent 
confidence interval sample was split to reduce positive bias and understand 
what works and does not work. It covers the Global Practices and Regions 
included in the evaluation.3

The case studies reviewed the extent to which projects have achieved the 
procurement principles in the World Bank procurement framework and in 
the evaluation’s theory of change: efficiency, economy, integrity, trans-
parency, fairness, fit for purpose, and value for money.4 Evidence sources 
include project documents, such as PPSD, procurement plans, bidding 
documents, procurement post review reports, procurement risk assessment 
and performance reports, Project Appraisal Documents, ISRs, aide-mémoire, 
dashboards, and 207 interviews with World Bank staff (74 task teams and 66 
procurement specialists), government clients (55), suppliers (10), and devel-
opment partners (5).

Interview questions asked about the successes and challenges of implement-
ing the procurement principles in projects. Topics include the tailoring of 
procurement approaches; elaboration and use of PPSDs; support to help car-
ry out procurement processes; adequate capacity; efficiency of procurement, 
including timelines, delays, and the ease of the World Bank review processes; 
competitive bidding processes; nontraditional procurement approaches; 
handling of complaints and post review audits; procurement risk analysis; 
monitoring of procurement; and success of procurement activities on a 
critical path to support the project’s development objectives. The evaluation 
team included procurement and evaluation experts trained to follow a con-
sistent protocol, with regular check-ins. Interviews were conducted remotely 
and in person, and notes were synthesized to triangulate inputs from dif-
ferent interviewees and document review in a coding template in Excel for 
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each project, which was reviewed for quality by a coordinator. In some cases, 
interviewees shared additional information by email or in a follow-up inter-
view. The data synthesized on projects were analyzed in NVivo and Tableau.

Procurement Staff and Task Team Leader Surveys

The evaluation sampled 386 IPF projects active for at least four years  
and using the World Bank’s procurement system since the 2016 reform, 
ensuring representation across World Bank Practice Groups and Regions 
(appendix G). Procurement staff and TTLs responsible for the projects 
were identified. The sample included 150 procurement staff and 345 TTLs 
to survey using SurveyMonkey and the Adobe Campaign newsletter. The 
procurement staff survey launched on April 13, 2023, and closed on May 16, 
2023, and received a response rate of 72 percent. The TTL survey launched 
on April 26, 2023, and closed on June 5, 2023, and received a response rate of 
57 percent.

The surveys asked for background information on the respondents: years of 
experience, Global Practice, grade level, hiring status, region of work, work 
in a fragile and conflict-affected situation country or low-capacity country, 
and duty station location.5 In addition, procurement staff were asked about 
the number of days spent strengthening countries’ procurement capacity, 
whereas TTLs were asked about the number of days spent in procurement 
training at the World Bank. The survey also included questions about the 
World Bank’s new procurement system, grouped into 10 topics. The survey 
questions and topics for procurement staff and TTLs varied slightly.

The evaluation team analyzed the survey responses using descriptive data 
analysis in Excel. The team used the World Bank’s artificial intelligence 
tool—mAI—to synthesize the responses to open-ended questions and re-
viewed the quality of the synthesis manually.

Key Informant Interviews

Managers and staff coordinating procurement activities globally, in regions, 
countries, and projects were met for key informant interviews. Staff were 
identified by analyzing the organizational arrangements of procurement in 
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the World Bank through a snowballing approach. More than 75 managers 
and staff were consulted. The interviews were undertaken to understand 
the successes and challenges of implementing procurement since the 2016 
reform. Questions were iteratively identified to help interpret early findings 
from the evaluation methods.
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1 The temporal change in the proportion of capacity strengthening interventions from fiscal 

years 2010–16 to fiscal years 2017–23 had the same directionality for countries, regardless of 

whether false positives were included or excluded. However, in some cases, the magnitude of 

the change differed between the main analysis and the sensitivity analysis. 

2 Eastern and Southern Africa (Burundi, the Democratic Republic of Congo, Ethiopia, Kenya, 

Lesotho, Madagascar, Malawi, Mozambique, Somalia, Tanzania, and Zambia); Western and 

Central Africa (Benin, Burkina Faso, the Central African Republic, Chad, Côte d’Ivoire, Ghana, 

Mauritania, Niger, Nigeria, Senegal, Sierra Leone, and Togo); East Asia and Pacific (Cambodia, 

Indonesia, the Marshall Islands, the Federated States of Micronesia, the Solomon Islands, and 

Tonga); Europe and Central Asia (Albania, Kosovo, the Kyrgyz Republic, Moldova, Tajikistan, 

Türkiye, and Uzbekistan); Latin America and the Caribbean (Argentina, Bolivia, Brazil, 

Colombia, Guyana, Haiti, Jamaica, Mexico, and Nicaragua); Middle East and North Africa 

(Djibouti and Lebanon); and South Asia (Bangladesh, India, Maldives, Pakistan, and  

Sri Lanka). 

3 The case study projects cover the following World Bank Practice Groups: Sustainable 

Development (25); Human Development (22); Infrastructure (20); and Equitable Growth, 

Finance, and Institutions (7). Of the projects, 45 are in the International Development 

Association countries, 24 are in the International Bank for Reconstruction and Development 

countries, 5 are in regional projects, and 22 are in fragile and conflict-affected situation coun-

tries. The projects are spread across seven regions: Western and Central Africa (19); Eastern 

and Southern Africa (17); Europe and Central Asia (9); Latin America and the Caribbean (9); 

South Asia (9); East Asia and Pacific (7); and Middle East and North Africa (2). The projects 

are distributed to include different procurement ratings: moderately satisfactory (29); moder-

ately unsatisfactory (26); and satisfactory (19). 

4 Under the area of fit for purpose, the case studies look at tailoring, procurement strategy, 

market and risk analysis, and support to help client capacity to carry out procurement in proj-

ects. Tailoring assesses how much the project adapted its procurement methods to country 

needs and implementation arrangements. The assessment of the procurement strategy looks 

at the value added of the project procurement strategy for development and its use by clients. 

The examination of market and risk analysis looks at the extent to which such analyses were 

used by the project. Under the area of efficiency, the case studies look at timeliness, prior 

review support, proportionality in a project, and the value addition of the Systematic Tracking 

of Exchanges in Procurement system. Timeliness looks at speed of procurement activities. 



13
8

 
M

ak
in

g
 P

ro
cu

re
m

e
nt

 W
o

rk
 B

et
te

r  
Ap

pe
nd

ix 
A

The assessment of prior review looks at how smooth and helpful this review type was for the 

project. Proportionality looks at the extent to which the shift to increase post review activ-

ities in a project is successful. The examination of the Systematic Tracking of Exchanges in 

Procurement and standard procurement documents considers the extent to which the system 

and documents supported smooth procurement in projects. Under the area of economy, 

the case studies look at the use of innovative features, address of sustainable procurement, 

packaging of procurement, and consideration of quality in procurement approaches. The 

assessment of innovative features looks at the extent to which the project used nontraditional 

or less common procurement approaches in its procurement. The assessment of sustainability 

looks at the use of sustainable procurement approaches. Attention to quality looks at the ex-

tent to which procurement approaches are used by projects to promote quality. The packaging 

of procurement looks at the extent to which procurement is organized in framework agree-

ments or grouped in lots, for example, to meet market demands. Under the area of integrity, 

transparency, and fairness, the case studies look at bidding processes, complaints, and sup-

plier relations and assess the extent of these processes’ success in projects. Under the area of 

value for money, in addition to the overall success of achieving the procurement principles in 

a project, the case studies look at client satisfaction with procurement in the project and the 

extent to which projects had practices for contract management. 

5 Of the procurement staff respondents, 75 percent are grade G level staff, 20 percent are 

grade F level or lower, and 5 percent are grade H level staff or higher. Regarding recruitment 

and work location, 65 percent are locally recruited, 39 percent work in fragile and conflict-

affected situation countries, and 67 percent work in low-capacity countries. Of the task team 

leader respondents, 85 percent are grade G officers, 8 percent are grade H and above, and  

7 percent are grade F. Regarding recruitment and work location, 68 percent are 

internationally recruited, 41 percent work in fragile and conflict-affected situation countries, 

81 percent work in low-capacity countries, and 67 percent are currently stationed in field 

offices. Respondents are spread across the seven Regions, with some working in more than 

one Region. Respondents working in Africa had the highest representation (which aligns 

with the high number of projects in the Region). 



 
 

 
 

139

Appendix B. Rapid Review 
of Procurement Principles 
Measurement

The literature review identified options to measure the procurement princi-
ples: (i) improved value for money for decision-making (effectiveness); (ii) 
improved efficiency; (iii) improved economy; (iv) improved integrity, fair-
ness, and transparency; and (v) improved fit for purpose. The objective was 
to inform the evaluation’s assessment and the review indicators used by the 
World Bank to measure procurement outcomes.

Methodology

A rapid review identified literature on indicators that measure public pro-
curement achievements in the principles. The review used keywords1 to 
search repositories of academic articles (Academia, Core, Google Scholar, 
Wiley); the World Bank’s open knowledge platform and library; global pro-
curement data platforms; nongovernment sites (Government Transparency 
Institute and Open Contracting Partnership); and international organiza-
tions’ websites. Articles were also identified by expert recommendation 
and snowballing references cited in articles to find application examples. 
The search identified over 200 articles and reports, which were reviewed to 
extract information on indicators to measure procurement principles. The 
search focused on articles since 2015 examples of indicators from countries 
supported by the World Bank, and articles recommended for review. The in-
dicators from the literature were synthesized in tables, with examples of how 
the indicators were used.

Because the literature review was rapid, the purpose was not to be ex-
haustive in identifying indicators; rather, the review provides examples 
of indicators that could be measured. Finally, although the indicators are 
grouped by the procurement principles (value for money; efficiency; econ-
omy; integrity, fairness, transparency; and fit for purpose), some indicators 
relate to multiple areas. For instance, delayed payments and the use of 
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framework agreements can affect efficiency, economy, and value for mon-
ey; and procurement lead time and indicators of e-procurement can inform 
efficiency and transparency.

The final selection of indicators to measure in the evaluation was based 
on the available data in World Bank systems to calculate the indicator. 
Indicators like beneficiary satisfaction would require more data to track 
systematically, such as from client surveys. However, the indicators 
identified could also inform enhancements to World Bank dashboards to 
monitor procurement.

Value for Money for Decision-Making 
(Effectiveness)

Value for money is an overarching principle guiding World Bank procure-
ment and other international development agencies. Although definitions 
differ, value for money is consistently emphasized as the combined achieve-
ment of economy, efficiency, and effectiveness principles. There are a range 
of indicators and tools used to estimate value for money that differ based on 
the following:

 » Level of analysis—that is, the focus may be assessing a program, project, or 

specific procurement function or activity.

 » Perspective—that is, the actor conducting the assessment, such as a financier, 

government agency, auditor, or nongovernment group.

 » Time frame, in terms of when the assessment is conducted in a project cycle, 

such as at the start of a procurement activity, during implementation, or after 

completion.

 » Indicators used to assess value for money include those at output and 

outcome levels and are often composite indicators, which combine proxies 

that estimate dimensions of value for money (table B.1). Indicators can 

be defined in quantitative and qualitative terms. Indicators also draw 

on data on the perceptions of stakeholders (such as task teams, clients, 

suppliers, and beneficiaries in communities) and the address of quality 

across the procurement cycle, from strategizing procurement to identifying 

procurement approaches that fit the project context to contract management. 
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Some indicators can serve as a benchmark for routinely tracking value for 

money. The literature underscores that value for money requires judgment; 

hence, strong value-for-money indicators can offer criteria to guide 

procurement (Barr and Christie 2015a; DFID 2020).

To estimate value for money of procurement in projects, the World Bank re-
lies on data on procurement ratings. The World Bank currently lacks another 
methodology to capture value for money at different stages of procurement. 
The World Bank could develop a methodology with clear indicators to bench-
mark how successful procurement in projects is to achieve value for money.

Table B.1.  Examples of Indicators to Assess Value for Money

Indicator How to Measure

Composite indicator combining 
measures of economy, efficiency, and 
effectiveness: economy (minimizing 
the cost of inputs); efficiency (achiev-
ing the best rate of conversion of 
inputs into outputs); and effectiveness 
(achieving the best possible result for 
the level of investment). 

Under this approach, value for money can be 
assessed during project planning, monitored 
during implementation, and assessed again 
at completion. It can also be assessed at a 
portfolio level. The approach uses the best 
available indicators to measure value-for-money 
dimensions. Where possible, these should be 
outcome indicators, but often the indicators are 
proxies at the output level, given the challenge 
of defining outcomes. Sometimes the dimen-
sion of equity is added by looking at the benefits 
of the procurement to marginalized groups.

Composite indicator combining 
measures of relevance, quality, 
effectiveness, and cost.

The composite indicator combines three sources 
of measures to estimate value for money: (i) a 
qualitative assessment of the relevance of the 
procurement strategy using defined criteria; 
(ii) indicators related to the quality of tendering 
practices, such as whether there was a supplier 
market analysis; and (iii) data estimating the 
contracting effectiveness and cost, for example, 
from an assessment of the relationship with 
suppliers, life cycle costs, or key performance 
indicators.

(continued)
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Indicator How to Measure

Beneficiary satisfaction indicators 
can measure the effectiveness of the 
procurement function by assessing 
users’ perceptions of the added value 
brought by the procurement.

In procurement, clients and beneficiaries can be 
internal (such as project task teams) and external 
(such as borrowers, suppliers, and project 
beneficiaries). Client views can be benchmarked 
in several ways.

Beneficiary feedback surveys provide 
information on satisfaction with a project’s 
procurement outcomes, such as with a 
road, hospital, school, and delivery of 
pharmaceuticals.

Client surveys provide perceptions of how well a 
procurement functions supports the objectives 
of a project; provides appropriate support to 
procurement strategies and activities; responds 
to ad hoc needs; helps staff develop their 
skills concerning procurement; and proactively 
sources goods and supplies that represent best 
value.

Sources: ADB 2017; AfDB 2015; Audit Scotland 2011; Barr and Christie 2015a, 2015b; CIPFA 2017; DFID 
2020; Emmi et al. 2011; Erridge 2005; Government of Western Australia 2018; ICAI 2017, 2018a, 2018b; 
IDB 2019; INTRAC 2016; MAPS 2018; OECD 2016b, 2016c; OECD and SIGMA 2011; Oklahoma Office of 
Management and Enterprise Services; Open Tender EU; Thai 2001; UK Department of Finance; UK 
Department for Transport; University of Arkansas; US Government Federal Acquisitions Regulations; 
World Bank Group 2022a, 2022b.

Improved Efficiency

The World Bank policy underscores that efficiency is achieved when procure-
ment is delivered on time to meet specific plans for public service or goods 
delivery. Efficiency requires that procurement processes be proportional to 
the value and risks of the underlying contract. The World Bank’s procure-
ment monitoring dashboard includes information on processing timelines to 
estimate efficiency.

Like the World Bank, other multilateral development banks emphasize 
procurement timelines (ADB 2017; AfDB 2015; IDB 2019; World Bank Group 
2017). The Organisation for Economic Co-operation and Development links 
efficiency with tools to improve procurement procedures, reduce duplica-
tion, and achieve greater value for money. Such tools can include centralized 
purchasing, framework agreements, e-catalogs, dynamic purchasing, and 
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e-auctions (DFID 2020; OECD 2016b). Indicators used to assess efficiency in-
clude those related to procurement administrative cost, e-procurement, and 
time and cost gains at different stages of the procurement cycle (table B.2).

Table B.2.  Examples of Indicators to Assess Efficiency

Indicator How to Measure

Total cost of the procurement function 
or overhead cost is a composite 
indicator measuring the cost-
effectiveness of the organization’s 
procurement function—whether 
managed centrally, devolved, or by a 
combination of approaches.

The total cost of the procurement function 
should include the transaction cost of 
acquisition, employees, information technology, 
supplies, and outsourcing. Examples include 
average administrative cost per type of 
procedure; cost of the procurement function as a 
percentage of organizational running costs; and 
cost of procurement function as a percentage of 
third-party spending.

The use of framework agreements 
captures how much the procuring 
agency consolidates its purchases to 
increase efficiency and lower costs. 
Framework agreements leverage the 
purchasing power of the government 
and can result in economies of scale.

The indicator captures the use of framework 
agreements, where suppliers prequalify through 
a competitive procedure and are selected for 
call-down contracts, either directly or through 
competition.

Procurement lead time is the actual 
days between advertisement and 
contract signature for a procurement 
activity, benchmarked against the 
planned time.

Lead time is measured by an aggregation of the 
publicity time; tender evaluation or award time; 
and time elapsed between award and contract 
signature. Each stage of the procurement 
process can be associated with an efficiency 
indicator that can be broken down to measure, 
for instance, the time for prior reviews (internal 
and external) and time for responding to 
complaints.

Payment time is the average number 
of days taken to release payment 
from the date the payments become 
due as per the contractual terms. 
Slow or delayed payment makes it 
difficult to meet project objectives.

Payment time can be measured in absolute 
(number of days) or relative terms, such as the 
percentage of cases with delayed payment.

(continued)
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Indicator How to Measure

E-procurement indicators mea-
sure how much e-procurement 
is used through online portals. 
E-procurement simplifies processes 
for contract award and management 
and can potentially reduce cost and 
waste throughout the supply chain. 
E-procurement can also support 
transparency and fairness.

Indicators include the uptake of e-procurement 
and the value and number of bids submitted 
online as a share of total procurement. Data 
should be complemented by qualitative 
indicators on the users’ perception of 
e-procurement systems.

For a deeper assessment, assessments can 
estimate time and cost savings from using 
e-procurement and increased competition 
resulting from e-procurement.

Sources: ADB 2017; Adebayo and Evans 2015; AfDB 2015; Audit Scotland 2011; BRAC 2015; Bradić-
Martinović 2021; CIPFA 2017; DFID 2020; Government of Western Australia 2018; ICAI 2017, 2018a, 
2018b; IDB 2019; IGC 2015; Iyer 2022; Kumar et al. 2015; Lewis-Faupel et al. 2016; Manivannan and Zaveri 
2021; MAPS 2018; Memon et al. 2011; OECD 2016a, 2016b; OECD and SIGMA 2013; Rahman et al. 2015; 
Srivastava and Agrahari 2017; World Bank 2016c, 2021; World Bank Group 2021b, 2022a, 2022b.

Improved Economy

The principle of economy considers price and nonprice factors, including 
quality, sustainability, and life cycle costs, as appropriate, that support 
value for money (ADB 2017; AfDB 2015; DFID 2020; EU 2014; IDB 2019; 
World Bank Group 2017). Although procurement has been used to further 
public policies in a wide range of fields, the literature shows limited 
evidence on the best public procurement strategies and policies to achieve 
socioeconomic and environmental outcomes and balance the potential 
trade-offs with efficiency. The evidence also does not offer a definitive 
measurement framework to monitor the inclusiveness and sustainability of 
public procurement. Studies suggest that the use of sustainable performance 
is low (Andhov et al. 2020; Iyer 2022; OECD 2021). Also, research on public 
procurement and innovation is surprisingly sparse. Further, despite the 
plethora of public policies, public procurement lacks strategic maturity 
around how to demonstrate and evaluate its impact and “success” (Grandia 
and Meehan 2017; World Bank Group 2022c; table B.3). Some projects assess 
life cycle costs and other aspects of the economy, but indicators to estimate 
achievements for this principle could be consistently tracked on the World 
Bank monitoring dashboard.
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Table B.3.  Examples of Indicators to Assess the Economy

Indicator How to Measure

Savings achieved measure the price 
advantage obtained based on the 
bid price when compared with the 
estimate. This indicator points to the 
suitability of the procurement proce-
dure and its impact on the bid price.

Savings are determined based on the difference 
between the awarded contract value and the 
estimated contract value for a procurement 
activity. Indicators can be expressed as savings 
in absolute terms or as a percentage of price 
estimates. This indicator can be especially 
relevant for large contracts. Savings can also be 
monitored as an average price variation of the 
total number of contracts. 

The rate of success of the 
procurement processes shows how 
the process fared. This indicator 
captures the quality of procurement 
planning and its impact on the 
delivery of timely outcomes.

The indicator requires information on the result 
of the bidding process.

Indicators can be expressed as the percentage 
of the total value of procurement processes 
successfully awarded, relative to those failed, 
canceled, or rebid.

The use of sustainability requirements 
in public procurement captures 
how public authorities apply 
the three pillars of sustainable 
development—economic, social, 
and environmental—when procuring 
goods, services, or works.

The indicator measures how much sustainability 
requirements are used in public procurement. 
Procurement may include economic 
requirements (preference schemes to 
promote domestic and local firms and SMEs), 
environmental (reducing the environmental 
footprint of contracts procuring recycled goods, 
eco-label), and social (job creation, engaging 
women and vulnerable groups in supply chains) 
aspects to address sustainability.

Sustainability indicators can be expressed as a 
percentage of contracts awarded that consider 
quality; contracts that include environmental 
and social criteria in the evaluation and award; 
contracts reserved for local firms or with 
subcontracting arrangements to local firms; and 
contracts awarded to SMEs. 

(continued)
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Indicator How to Measure

LCC can be used to calculate 
the costs of a product or service 
throughout the entire lifespan.
LCC is defined by ISO 15686-5 
(Buildings and constructed assets—
Service life planning—Part 5: LCC). 
LCC can help consider financial and 
nonfinancial gains that are offered 
by environmentally and socially 
preferable assets procured by a 
project. It can also help calculate 
hidden costs that can occur following 
procurement when the product or 
service is used.

LCC captures the accumulated costs of 
acquiring, operating, maintaining, disposing, or 
decommissioning procured goods or services, 
including costs related to environmental 
externalities (if they can be quantified and 
verified) and revenue from disposal. The 
indicator can be expressed as the value and 
number of contracts awarded following an LCC 
award criterion.

LCC should be used when the costs over 
the specified life of the goods or works are 
estimated to be high compared with the 
initial cost and can vary among different 
bids or proposals. LCC includes three types 
of assessments: conventional financial cost 
assessments, societal costs, and environmental 
costs. 

Competition level can indicate the 
quality of procurement processes 
and is an important driver in achieving 
value for money. A low number of 
bids would lead to lower competitive 
pressure and hence higher prices 
paid by the contracting authority. 
Lack of competition can point to 
planning deficiencies, such as biased 
technical specifications that make the 
requirements for candidate bidders 
too high. Studies link “competitive 
tension” with increased quality and 
greater savings. Open competition 
is often the best guarantee that 
manipulation and corruption will be 
minimized because it requires the 
bidding rules and process to be clear 
and transparent.

Competition is typically measured by the 
average number of bids received for a 
procurement activity. A useful subindicator is  
the percentage of new market entrants, women-
owned businesses, and SMEs to identify how 
public procurement contributed to market 
development. The extent of competition can 
also be measured as the percentage of direct 
awards.

Composite indicators that measure competition 
in public procurement may be constructed 
from four pillars of market openness in public 
purchases: single bidding, average bidder 
number, market concentration, and market  
entry rate. 

(continued)
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Indicator How to Measure

Abnormally low bids or proposals are 
ones in which the prices, considering 
other elements of the bid, appear so 
low that they raise material concerns 
around the capability to fulfill the 
contract for the offered price.

Monitoring this indicator contributes 
to creating a level playing field for 
contractors and an incentive to price 
bids realistically while remaining 
competitive. Unrealistically low 
bids (predatory bids) can distort 
competition and lead to suboptimal  
or failed contracts or cost overruns.

This indicator captures the proportion of 
abnormally low bids out of the total bids. The bid 
price is benchmarked against other bids’ prices, 
government estimates, market current, and 
historical prices. Determining an abnormally low 
bid requires analysis of the bid price about the 
subject matter of the contract, scope, proposed 
methodology, schedule, allocation of risks and 
responsibilities, and other requirements of the 
request for bids or proposals document.

Cost and time overruns are 
addressed together. Cost overrun is 
an unexpected change in the project 
budget that increases the total project 
cost. Time overrun is the extra time 
required to finish a construction 
project beyond its original planned 
duration. Research shows that time 
overrun has a positive and strong 
linear relationship with cost overrun. 
Achieving project completion on time 
and within budget is a major criterion 
of project success. Examples are in 
construction, where cost and time 
overruns can lead to a negative rate 
of national economic growth and 
monetary loss.

The indicator compares the expected contract 
completion time and cost with the actual 
completion time and cost.

Indicators can be expressed as a percentage of 
the total number of contracts with amendments 
and an average percent increase in contract time 
and value.

Sources: Adam et al. 2021; ADB 2017; Adjei-Bamfo and Maloreh-Nyamekye 2019; AfDB 2020; Aljohani et 
al. 2017; Audit Scotland 2011; BRAC 2015; Brown 2022; DFID 2020; EU 2014; EU and GPP 2020; Fazekas et 
al. 2020; Fazekas et al. 2021b; Frauscher et al. 2017; Government of Australia 2018; Grandia and Meehan 
2017; Granickas 2022; Hrytsenko and Tarnay 2022; ICAI 2017, 2018a; IDB 2019; IISD 2009; Iyer 2022; MAPS 
2018; Montalbán-Domingo et al. 2018; NAO; OECD 2019, 2021, 2022; OECD and SIGMA 2013; OGP 2022; 
Open Contracting 2021; World Bank 2016a, 2016b, 2016c, 2021; World Bank Group 2021, 2022a, 2022b, 
2022c.

Note: ISO = International Organization for Standardization; LCC = life cycle cost; SME = small and medium 
enterprise.



14
8

 
M

ak
in

g
 P

ro
cu

re
m

e
nt

 W
o

rk
 B

et
te

r  
Ap

pe
nd

ix 
B

Improved Integrity, Transparency, and Fairness

In many countries, corruption can occur in procurement transactions, 
especially when integrity risks are very high. Public procurement accounts 
for about one-third of government spending, with estimated losses of  
10–20 percent as a result of corruption (Fazekas et al. 2020). Public 
procurement’s susceptibility to corruption stems from the financial interests 
at stake, volume of transactions on a global level, close interaction between 
the public and private sectors, and tensions created by introducing policy 
goals. Several types of corruption take place in public procurement, be it 
fraud, bribery, collusion, extortion, document manipulation, or computer 
fraud. This corruption can lead to overpriced contracts contributing to larger 
budget deficits, substandard delivery, lost revenue, and lower efficiency 
of public investment with adverse impact on growth (Fazekas et al. 2020). 
Identifying where corruption could take place and prioritizing impactful 
policies or measures to mitigate integrity risks is notoriously difficult 
(Fazekas et al. 2020; Mantzaris 2014; OECD 2009; UNODC 2013).

Several indicators or techniques to assess integrity risks, transparency, and 
fairness of procurement (table B.4). For example, databases can be con-
solidated to assess flags that may alert to integrity risk patterns through 
algorithms (Modrušan et al. 2021). Composite indexes, which combine 
multiple indicators, can also be used to measure the risks of corruption. 
Indicators that focus on transparency and fairness include composite index-
es, for example, the Transparency Index (Chvalkovská and Skuhrovec 2010) 
and indicators, such as on litigation cases, beneficial ownership declaration, 
abnormally low bids, and monitoring and oversight practices. Countries are 
in various stages of developing procurement databases supported by tech-
nology that can be mined to identify integrity risks. The World Bank has 
emphasized open publication of procurement information, project integrity 
assessments, tracking complaints and beneficial ownership, and the use of 
its online Systematic Tracking of Exchanges in Procurement system to moni-
tor procurement integrity, transparency, and fairness.
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Table B.4.  Examples of Indicators to Assess Integrity, Transparency, and 
Fairness

Indicator How to Measure

Integrity composite score combines 
available indicators in open public 
procurement data to identify integrity 
risks. The indicator can identify 
corruption risks and inform preventive 
actions.

The composite score combines on average 10 
indicators, use of nonopen procedure types; call 
for tenders published; length of advertisement 
period; single bidder contract; length of decision 
period; Benford’s law; supplier’s contract shares 
of buyer spending on public procurement; 
supplier registered in a tax haven; delivery delay 
(relative contract length increase); and cost 
overrun.

Corruption cost tracker is a global 
interactive intelligence tool that tracks 
corruption risk indicators and helps 
identify corruption risks in public 
procurement.

The corruption cost tracker dashboard captures 
proxy indicators that can help identify high-risk 
situations, such as when one bid is submitted 
following a short tender notification period; the 
use of noncompetitive procedures; and failed, 
substandard, or delayed contracts.

Red flags are direct or indirect 
indicators of potential corruption, 
collusion, fraud, or other illicit 
behavior.

Data mining and business intelligence 
techniques are being used to identify 
suspicious public procurement 
processes. Red flags are supported by 
integrity filters that run ex ante (before 
bids are evaluated or payments 
are approved) or ex post (against 
procurement data collected in audits). 

Some red flags are binary, meaning that they 
can be answered with a yes or no statement. 
Other red flags fall on a spectrum of values and 
therefore depend on a threshold value.

Indicators can be categorized as follows:
 » Unambiguous indicators, such as purchase 

order information not matching invoices; 
duplicate invoices; different bids from the 
same internet protocol address; and bids 
from different bidders that are an exact 
percentage apart.

 » Indicators of patterns or repeat transactions, 
such as a high number of percent or split 
purchases by the same procurement official 
from the same supplier; and a high number 
of red flags associated with a single purchase 
or procurement official.

Stakeholder support for integrity in 
public procurement assesses the 
strength of private sector and civil 
society support in maintaining a 
sound procurement environment.

Stakeholder support for integrity in public 
procurement can be measured by collecting 
evidence on actions taken by suppliers to foster 
integrity, including codes of ethics, integrity 
training for staff, or internal control measures; 
and civil society engagement in public 
procurement (such as how much CSOs 
 monitor procurement). 

(continued)
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Indicator How to Measure

Collusion risk. Bid rigging occurs 
when bidders agree among 
themselves to eliminate competition 
in the procurement process, thereby 
denying the public a fair price. 
Collusion risk indicators can help 
prevent schemes that aim to eliminate 
competition and rent reallocation.

Indicators can monitor bid amounts (relative 
standard deviation of bid prices), bidders’ 
patterns (such as cyclical winning and missing 
bidders), market structures, the prevalence of 
subcontracting, and faulty bids. Data can be 
collected throughout the public procurement 
process, from document preparation to contract 
implementation.

Transparency score is a composite 
indicator that combines publicly 
available information to estimate 
procurement transparency. 
Transparency and fairness are key 
tenets of modern public procurement 
systems by (i) promoting fair treatment 
of potential suppliers by providing 
an adequate and timely degree of 
transparency in each phase of the 
public procurement cycle; (ii) allowing 
open access to public procurement 
information; and (iii) ensuring the 
visible flow of public funds, from the 
budgeting process and throughout 
the procurement cycle.

The composite transparency score indicator 
combined on average nine indicators that relate 
to the availability of information, including the 
buyer’s name, contract title, supplier name, 
supply type, contract value, implementation 
location, procedure type, number of bids, and 
award date.

Effectiveness of complaint or appeal 
mechanisms. Relevant indicators 
capture how much a procurement 
system allows interested parties to 
appeal before or after the award 
notification. It also measures due 
process and the degree to which the 
process is disclosed to the public.

An effective appeal mechanism 
and the availability of information 
on its operation help build public 
confidence in procurement.

Indicators include adequate legal procedures 
and internal instructions; number of complaints 
and appeals; resolution time frame; number 
(and percentage) of enforced decisions; share 
of appeals decisions posted on a central online 
platform within timelines specified in the law; 
share of suppliers that perceive the challenge 
and appeals system as trustworthy; share 
of suppliers that perceive appeals decisions 
as consistent; and share of the outcomes of 
appeals dismissed or in favor of the procuring 
entity or applicant.

(continued)
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Indicator How to Measure

Disclosure of beneficial ownership 
refers to the person(s) behind an 
entity, whether a legal person or 
arrangement, who exercise(s) control 
over it.

This requirement enhances 
transparency and can help promote 
high integrity standards. It is also 
an instrument in the fight against 
corruption and combating the 
financing of terrorism.

Number and value of contracts for which bidders 
have declared beneficial ownership and share in 
the contract portfolio.

Procurement oversight indicators 
look at the quality and efficiency of 
procurement oversight systems from 
the legal and institutional framework 
to their performance.

High-quality control systems can 
provide checks and balances to foster 
accountability and transparency in 
the use of public funds, including 
procurement.

Qualitative indicators can score the oversight 
legal and institutional systems, including 
the quality of external audit functions and 
independence and the completeness of the 
record management requirements.

Quantitative measures include the value and 
number of ex ante reviews and procurement 
audits, effective follow-up on audit 
recommendations within legal time frames, 
and extent of procurement training of auditors. 
An important element that supports effective 
oversight is the completeness of procurement 
records, including justification for various 
procurement steps and exceptions that promote 
transparency and accountability.

Procurement tracking and verification 
systems monitor procurement stages 
and goods, works, and services 
received.

Examples include tracking procurement stages 
and the receiving of goods, works, or services 
through information sources, such as purchase 
orders, public procurement databases, and 
data from information systems of health-care 
facilities and construction project status. This 
can also include blockchain-based frameworks 
that enable interoperability of information 
systems involved in the procurement process, 
increase citizen participation, and support more 
transparent project monitoring and auditing.

Sources: ADB 2018; Akaba et al. 2020; BRAC 2015; Chvalkovská and Skuhrovec 2010; Donin and Kneppo 
2015; Ekwekwuo and Nyeck 2016; Fazekas et al. 2016; Fazekas et al. 2020; Fazekas et al. 2021b; Fazekas et 
al. 2021c; Frauscher 2017; Government of Australia 2018; Government of India 2020; Hayman 2018; ICAI 2017, 
2018a, 2018b; IDB 2019; IDB and OECD 2021; Kohler and Wright 2020; Kramer 2020; Kunz and Pospíšil 2020; 
Mantzaris 2014; MAPS 2018; Modrušan et al. 2021; OCP and Development Gateway 2016; OECD 2009; OECD 
and SIGMA 2019; Open Tender EU; SCA 2016; UNODC 2013; US Department of the Treasury 2022; World 
Bank 2016a, 2016b; World Bank Group 2019, 2022a, 2022b; World Economic Forum 2020.

Note: CSO = civil society organization.
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Fit for Purpose

Fit for purpose is addressed in the procurement policies of the World Bank 
to support projects and other multilateral development banks. Fit for 
purpose assesses whether procurement approaches used are those most 
appropriate to support the project’s development objectives and expected 
outcomes, considering the context, risk, value, and complexity of the 
contract. By designing the right procurement approach, there is far more 
likelihood of the right bidders participating, better bids being received, 
and an increased chance of achieving value for money. Fit for purpose 
is measured by indicators that analyze risk, procurement strategies, and 
market engagement, to support a customized procurement approach to the 
market that ensures appropriate response and maximizes competition (table 
B.5). Fit for purpose can also be measured by qualitatively assessing how well 
procurement approaches are tailored to project needs and country context to 
support a fit-for-purpose approach (ADB 2017; IDB 2019; World Bank 2016a, 
2016b; World Bank Group 2017). To address fit for purpose, the World Bank 
has emphasized the formulation of a project-level procurement strategy, and 
World Bank staff assistance within some projects to support procurement 
implementation.

Table B.5.  Examples of Indicators to Assess Fit for Purpose

Indicator How to Measure

The use of market research and 
analysis aims to understand market 
sectors with the potential to bid for 
the goods, services, or works required 
to maximize the market interest. 
Market research is conducted from 
purchaser and supplier perspectives 
and assesses how the market works, 
participants’ competitive positions, 
and incentives.

Indicators can look at whether the market 
analysis is strategic (seeks a broad 
understanding of the market) or tactical (linked  
to a specific acquisition). Indicators can also look 
at the use of specific analyses, such as SWOT 
(purchaser capability assessment), Porter’s 
analysis (assesses competition and determining 
factors), supply positioning (assesses the 
necessity of the purchase), or supplier 
preferencing (measures how attractive the 
business is to the supplier).

(continued)



Ind
e

p
e

nd
e

nt E
valu

atio
n G

ro
u

p
 

W
orld Bank G

roup
 

 
 

 
153

Indicator How to Measure

Use of market engagement and 
shaping, which is a technique by 
which the purchaser elicits supplier 
feedback on a procurement 
opportunity. This is used when there is 
a need to create a market or increase 
supplier participation because of a 
lack of market interest, especially the 
procurement is novel.

This indicator measures how much market 
engagement is used in public procurement. The 
use of market engagement can be monitored 
throughout the procurement life cycle, from the 
pretendering through the tender stage and post-
award stage.

Risk level is a composite indicator 
that assesses different dimensions of 
procurement risk. The procurement 
risk analysis supports the fit-for-
purpose approach by tailoring 
procurement approaches to the type 
and level of risks identified. It sets 
out the plan for addressing risks and 
opportunities.

The type of risks assessed can include 
institutional, integrity, environmental, social, 
health, and safety risks, including gender-
based violence sexual exploitation and abuse, 
and sexual harassment, which affect or can be 
managed through procurement.

The choice of procurement 
approaches fit for purpose 
is measured by the range of 
procurement approaches used 
(compared with the traditional  
one-size-fits-all approach). By 
designing the right procurement 
approach, it is more likely the right 
bidders participate, better bids will  
be received, and procurement 
increases its chance of achieving 
value for money.

This indicator could capture the number of 
innovative approaches used in procurement, 
such as APA, HEIS, framework agreements, 
World Bank–facilitated procurement, best 
and final offer, requests for proposals, reverse 
auction, life cycle costing, competitive 
negotiation, contract management planning 
informed by key performance indicators, and 
IPAP.

(continued)
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Indicator How to Measure

The availability of skilled procurement 
staff and relevant capacity strength-
ening support. Having a procurement 
workforce with the capacity to con-
tinually deliver support efficiently and 
effectively can maximize value for 
money.

Quantitative indicators measure the proportion 
of procurement personnel who have relevant 
qualifications, certifications, and training.

Qualitative indicators include the existence 
of a capacity development strategy; training 
programs; and an advisory service or help desk 
function. Other qualitative indicators refer to 
whether procurement is recognized as a specific 
function, with positions defined at different 
professional levels; and whether the organization 
has clearly defined ethical procurement 
standards and is actively applied and monitored 
across the organization.

Sources: ADB 2017; BRAC 2015; CIPFA 2017; Development Gateway; Fazekas et al. 2021b; ICAI 2017, 
2018a; IDB 2019; MAPS 2018; OECD 2016a, 2016b, 2021; Open Tender EU; Thai 2001; US Department of 
Defense 2018; World Bank 2016a, 2016b, 2021; World Bank Group 2017, 2019, 2022a, 2022b.

Note: APA = alternative procurement arrangement; HEIS = hands-on expanded implementation support; 
IPAP = independent probity assurance provider; SWOT = strengths, weaknesses, opportunities, and 
threats.
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1  The search was conducted for each core procurement principle using the following key-

words:

»        Value-for-money: “value for money,” “public procurement performance,” “procurement 

metrics,” “procurement survey,” and “beneficiary satisfaction survey in procurement” 
»        Efficiency: “procurement efficiency,” “framework contract,” “performance monitoring,” 

“KPIs,” “framework agreements,” “e-procurement,” “e-procurement performance,” 

“e-procurement indicators,” “payment time,” “payment delays,” “cost and time overrun,” 

“procurement,” “lead procurement time,” “procurement performance indicators,”and 

“savings”
»        Economy: “sustainable procurement,” “green procurement,” “procurement savings,” “life 

cycle cost,” and “competition” 
»        Integrity, fairness, transparency: “integrity indicators,” “corruption,” “collusion,” 

“transparency,” “beneficial ownership,” “litigation,” “procurement complaints/appeals,” 

“procurement databases,” “abnormally low bids,” “transparency,” and “fairness/e-

procurement”
»        Fit for purpose: “fit for purpose,” “market research and analysis,” “market engagement,” 

“procurement risk analysis,” “market shaping,” “market base/creation/development/ 

concentration/entrants/share,” “capacity,” and “procurement professionalization” 
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Appendix C. Systematic Tracking of 
Exchanges in Procurement Portfolio 
Analysis

The objective of this appendix is twofold. First, it describes the investment 
project financing (IPF) portfolio identification strategy and provides basic 
information about the data used in the evaluation of projects’ procurement 
activities and contracts that can guide the reader when reviewing figures 
and tables in the report. Second, it conducts additional analysis regarding 
the projects’ achievement of procurement principles to help answer the first 
evaluation question. The information presented in this appendix is based 
on data from the Systematic Tracking of Exchanges in Procurement (STEP) 
system, as well as other project data available at the World Bank.

Investment Project Financing Portfolio 
Identification

The evaluation identifies the IPF portfolio in three steps (figure C.1):

1. Gathering data on projects from World Bank databases that contain 

attributes relevant to the evaluation. The attributes include agreement 

types, lending instrument types, project status, Concept Note review 

dates, Global Practice, and a flag indicating that the project applies the 

new procurement framework. This includes the “All Projects” data set 

from Data Explorer, four STEP data sets with the new procurement frame-

work flag (“Procurement Data All,” “Procurement Activity,” “Procurement 

Detail Breakdown,” and “Procurement Supplier Detail Breakdown”), and 

the “OPSActivities” data set available in the SQL Server that has a table 

with Concept Note review dates.

2. Classifying projects from step 1 according to the six criteria: (i) 

International Bank for Reconstruction and Development (IBRD) and 

International Development Association (IDA) agreement type; (ii) IPF; (iii) 

active or closed status at the time of data extraction; (iv) a Concept Note 
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review date between July 1, 2016, and June 30, 2022; (v) a flag indicating 

that the project applies the new procurement framework; and (vi) the 

project is led by Global Practices with high usage of IPF and thus substan-

tive procurement by clients.

3. Including projects that meet all six criteria from step two and exclud-

ing projects that are active for less than one year. By excluding younger 

projects, the evaluation analyzes procurement with more completed pro-

cesses to assess the achievement of the procurement principles. This step 

also excludes false positives, such as guarantees tagged as IPF.

The three steps resulted in a portfolio of 713 IPF parent projects applying 
the procurement framework introduced by the 2016 procurement reform. 
Of these projects, 687 had at least one procurement activity recorded in 
STEP. In the Global Practices and Practice Groups (Governance, Human 
Development, Sustainable Development, and Infrastructure) assessed by the 
evaluation, IPF projects were about 86 percent of World Bank lending sup-
port to countries between fiscal year (FY)17 and FY23, with the remainder 
being Program-for-Results and development policy financing that do not 
follow the World Bank procurement framework.
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Investment Project Financing Portfolio

The 687 identified projects (97 percent active) covered 86,647 procurement 
activities at the time of data extraction, 36,537 associated contracts, 
and $18.8 billion in contract amounts. About one-third of procurement 
activities have at least one signed contract, accounting for about  
$16.5 billion in signed contract amounts and covering 617 projects. 
Although the bulk of procurement activities in the portfolio are post review 
activities (92 percent), they cover only one-third of contract amounts; in 
contrast, the remaining 8 percent of procurement activities are prior review 
activities covering the other two-thirds ($12.4 billion). Procurement of 
works accounts for 14 percent of procurement activities but 43 percent 
of contract volume, and procurement of consulting services accounts for 
50 percent of all procurement activities but only 18 percent of contract 
volume (table C.1). In terms of contract amount levels, only 2 percent of 
procurement contracts are above $10 million, but they account for more 
than 50 percent of contract amounts in the portfolio. Contracts below  
$25 thousand account for 43 percent of contracts but a small amount (about 
1 percent of contract amounts; table C.2). Most of the contracts in STEP 
are from FY21 onward. STEP includes fewer contracts for earlier years 
because contract processing increased during COVID-19, and projects did 
not consistently use STEP when it was first introduced. The distribution 
of procurement activities with signed contracts is relatively homogeneous 
across regions irrespective of contract size (figure C.2).
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Table C.2.  Summary of Procurement in the Investment Project Financing 
Portfolio by Contract Amount Category

Procurement 

Category

Contracts 

(no.)

Share 

(%)

Contract Amount 

(US$, millions)

Share 

(%)

All contracts

On or above  
US$30 million 

88 0.2 6,169 33

US$10 million– 
US$30 million 

233 0.6 3,756 20

US$4 million– 
US$10 million 

455 1.2 2,825 15

US$2 million– 
US$4 million 

562 1.5 1,589 8

US$1 million– 
US$2 million 

923 2.5 1,274 7

US$500,000– 
US$1 million 

1,470 4.0 1,031 5

US$210,000–
US$500,000

2,791 7.6 902 5

US$100,000–
US$210,000

4,087 11.2 579 3

US$50,000–
US$100,000

5,161 14.1 372 2

US$25,000–US$50,000 5,144 14.1 187 1

Under US$25,000 15,623 42.8 117 1

Total 36,537 100.0 18,803 100

Signed contracts

On or above  
US$30 million 

77 0.2 5,526 34

US$10 million– 
US$30 million 

186 0.5 2,988 18

US$4 million– 
US$10 million

402 1.2 2,479 15

US$2 million– 
US$4 million 

486 1.4 1,374 8

(continued)
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Procurement 

Category

Contracts 

(no.)

Share 

(%)

Contract Amount 

(US$, millions)

Share 

(%)

US$1 million– 
US$2 million

821 2.4 1,130 7

US$500,000– 
US$1 million

1,328 3.9 930 6

US$210,000–
US$500,000

2,531 7.4 816 5

US$100,000–
US$210,000

3,807 11.1 538 3

US$50,000–
US$100,000

4,874 14.2 351 2

US$25,000–US$50,000 4,817 14.0 175 1

Under US$25,000 15,091 43.8 121 1

Total 34,420 100.0 16,428 100

Source: Independent Evaluation Group based on Systematic Tracking of Exchanges in Procurement data. 

Note: Systematic Tracking of Exchanges in Procurement data were extracted on August 30, 2022.

Figure C.2.  Contracts and Contract Amount by Fiscal Year since the 

Procurement Reform  

Contracts and contract amount by fiscal year since the procurement reforma.

Share of procurement activities with signed contracts by Region and across contract size categoriesb.
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Contracts and contract amount by fiscal year since the procurement reforma.

Share of procurement activities with signed contracts by Region and across contract size categoriesb.
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Source: Independent Evaluation Group based on Systematic Tracking of Exchanges in Procurement data.

Note: Systematic Tracking of Exchanges in Procurement data were extracted on August 30, 2022.  
Panel a: Two signed contracts without a contract signature date are excluded from the data shown.  
The total number of signed contracts in 617 projects is 34,418. Panel b: The total number of procure-
ment activities with signed contracts in 617 projects is 26,746. AFE = Eastern and Southern Africa; AFW = 
Western and Central Africa; EAP = East Asia and Pacific; ECA = Europe and Central Asia; FY = fiscal year; 
K = thousand; LAC = Latin America and the Caribbean; M = million; MENA = Middle East and North Africa; 
SAR = South Asia.

Portfolio Analysis of Procurement Principles

The analysis is organized according to indicators or measures that provide 
insight into World Bank projects’ achievement of the procurement principles 
(efficiency, economy, integrity, transparency, fairness, fit for purpose, and value 
for money). The indicator analysis for each principle is based on the literature 
and discussions with procurement experts (appendix B). The analysis is based 
on the projects detailed in tables C.1 and C.2 and uses Tableau, Stata, and Excel.

In addition, a composite measure is created for each procurement principle, 
which estimates the overall achievement of the principle in a project. To 
arrive at the composite measure, principal component analysis (PCA) is 
applied to identify the first principal component of a set of underlying 
indicators corresponding to each procurement principle, and this first 
principal component is then used to estimate the procurement principle’s 
composite measure.1 The evaluation uses only the first component of 
each PCA to estimate the composite measure because it isolates the most 
important underlying indicators to estimate a project’s performance for 
each procurement principle. The choice of underlying indicators for each 
composite measure calculation is mostly theoretical and is based on two 
considerations: first, on the indicators found in the literature review that are 
relevant to each procurement principle and that we could calculate based 
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on available information in STEP; second, on findings from other methods 
applied in the evaluation, including case studies and the STEP portfolio 
analysis. In addition, the strength of Pearson correlation coefficients between 
underlying variables is statistically significant in numerous cases. The 
evaluation applies the following specific steps to arrive at the composite 
scores for each procurement principle: (i) the data are cleaned, ensuring that 
all indicators follow the same direction in their influence on procurement 
and their standardization (variables are transformed to have to mean 
equal to zero and standard deviation equal to 1); (ii) PCA is applied to each 
procurement principle, and the first principal component is used to generate 
a composite score; and (iii) an overall value-for-money composite score 
is estimated, defined as the average of the individual composite scores of 
the efficiency; economy; integrity, transparency, and fairness; and fit-for-
purpose procurement principles. The different composite measures are then 
incorporated in a multivariate regression analysis to assess the procurement 
principles’ association with project implementation ratings. Table C.3 
describes the list of indicators used for the PCA for each procurement 
principle.

Table C.3.  Systematic Tracking of Exchanges in Procurement Indicators 
Used to Estimate the Procurement Principles

Variable Name Definition

Efficiency

Turnaround time—overall 
(days)

Number of days between a procurement activity’s start date 
and its first contract signing date for all procurement.

Turnaround time—prior 
review (days)

Number of days between a procurement activity’s start 
date and its first contract signing date for prior review 
procurement only.

Turnaround time—post 
review (days)

Number of days between a procurement activity’s start  
date and its first contract signing date for post review  
procurement only.

Client process timeliness— 
prior review (days)

Number of days of client–World Bank interactions per pro-
curement activity. It is only defined for prior review activities.

Delay time (days) Actual days taken by a procurement activity to complete 
less original planned days to complete.

(continued)
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Variable Name Definition

Share of signed contracts 
in the first active year of  
a project (%)

Share of signed contracts in the first active year of a project.

Share of post review  
procurement activities in  
a project (%)

Share of post review procurement activities in a project.

Economy

Share of innovative  
procurement features in a 
project (%)

Share of innovative procurement features in a project. 
Innovative procurement features include methods, 
approaches, and arrangements reported in STEP or in the 
World Bank operations portal and emphasized since the 
2016 World Bank reform, including less commonly used 
procurement approaches. In total, the measure includes  
12 innovative procurement features: alternative procurement 
arrangements, requests for proposals, rated criteria, best 
and final offer, negotiations, competitive dialogue, one-
stage two-envelope bidding, e-auctions, service delivery 
contracts, public-private partnerships, performance-based 
conditions, and community-driven development.

Share of signed  
international contracts in a 
project (%)

Share of signed international contracts in a project.

Share of signed contracts 
using open market  
approach in a project (%)

Share of signed contracts using open market approach in a 
project.

Market risk rating of a  
project (1–4, higher is 
worse)

The market risk rating of a project is based on the market 
readiness risk rating available in the PRAMS report of each 
project.

Contracts awarded  
successfully in a project 
(no.)

Contracts awarded successfully include completed 
contracts, signed contracts, and contracts under implemen-
tation.

Procurement amendments 
in a project (no.)

Total number of procurement amendments in a project.

Integrity, transparency, and fairness

Project had a PPR in the 
previous fiscal year (binary)

Binary variable indicating if a project had a PPR to audit  
procurement in the previous fiscal year (= 1) or not (= 0).  
This is a static variable extracted with all other data on 
August 30, 2022, which implies the previous fiscal year  
measured is fiscal year 2021.

(continued)
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Variable Name Definition

Project integrity rating (1–4, 
higher is worse)

Integrity ratings assess the risks associated with a  
project and determine the appropriate level of due  
diligence required.

Average time per project 
for a complaint to get 
resolved (days)

Average number of days per project for a procurement 
complaint to get resolved.

Average completion time 
per project for activities 
with standstill period (days)

Average number of days per project for activities with a 
standstill period to be completed.

Average activity risk rating 
per project (1–4, higher is 
worse)

The procurement activity risk rating is a method of assessing 
the level of risk associated with a specific procurement 
activity. The risk rating is based on the assessment of 
various factors, such as the value, complexity, and market 
responsiveness of the procurement, and the specific risks 
associated with the procurement process. The World 
Bank sets monetary thresholds for prior review based on 
procurement risk ratings, and the assessed activity and 
contract level risk determine whether procurement above 
the applicable thresholds shall be subject to post review and 
be included in the procurement plan.

Fit for purpose

PRAMS project risk ratings 
(1–4, higher is worse)

The PRAMS project risk rating is a qualitative assessment 
of the risk associated with the procurement aspects of a 
project. It is used to evaluate the likelihood and potential 
impact of procurement-related risks on the project’s 
implementation and outcomes. The risk rating is determined 
based on the reviewer’s professional judgment, taking 
into consideration the findings from the procurement 
review. The ratings assigned include an overall risk rating, 
a risk rating of the procurement system, a risk rating of 
the procurement process, and a risk rating of contract 
administration.

Procurement issues per 
project reported in ISRs 
(no.)

Number of procurement issues per project reported in ISRs.

Procurement staff per  
project (no.)

Procurement staff per project (team size) is calculated 
by aggregating individual procurement staff within each 
project, subject to procurement staff data available in Power 
BI. Procurement staff includes ADM staff and non-ADM staff.

(continued)
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Variable Name Definition

Project procurement rating 
(1–5, higher is better)

The project procurement rating is a risk-based rating that 
assesses the procurement risk associated with a specific 
project. This rating takes into consideration the complexity 
and riskiness of the procurement activities involved in 
the project. The project procurement rating is used to 
determine the level of oversight and monitoring required 
for procurement activities and to guide the selection of 
contracts for review and evaluation.

Project has HEIS (binary) Binary variable indicating if a project had HEIS (= 1) or  
not (= 0).

Value for money

Value-for-money  
composite score

The value-for-money composite score is an average of the 
individual composite scores of the efficiency; economy; 
integrity, transparency, and fairness; and fit-for-purpose 
procurement principles. These individual scores are, in turn, 
estimated through individual PCAs applied to each principle 
based on the underlying variables described in this table.

Source: Independent Evaluation Group. 

Note: Binary variables are used only in two instances in the PCA, with all other variables being contin-
uous. The results are robust to adjusting the PCA methodology to account for the inclusion of binary 
variables. ADM = accountability and decision-making; HEIS = hands-on expanded implementation 
support; ISR = Implementation Status and Results Report; PCA = principal component analysis;  
PPR = procurement post review report; PRAMS = Procurement Risk Assessment and Management 
System; STEP = Systematic Tracking of Exchanges in Procurement.

The main limitation of the analysis is the quality of the STEP data. For exam-
ple, projects do not fully report data in STEP for post review procurement, 
and databases are fragmented and do not include information on all relevant 
indicators. Moreover, clients have difficulty using the system (which limits 
their ability to enter accurate information), and the system lacks built-in 
quality control mechanisms. To mitigate these limitations, the Independent 
Evaluation Group cross-referenced databases to maximize observations 
across relevant indicators and identifiers, validated the findings against 
other evidence from the evaluation, and cross-checked the findings using 
numerous data quality verifications.
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Efficiency Procurement Principle

The evaluation builds on two main efficiency measures from the STEP data: 
(i) the number of days between a project’s approval date and its first con-
tract signing date in different types of procurement activities (that is, first 
procurement), and (ii) the number of days between a procurement activity’s 
start date and its first contract signing date (that is, turnaround time). Two 
versions of these two measures are calculated: the first shows actual days 
passed between the two dates, and the second shows actual days excluding 
outliers. Table C.4 reports all four versions of these two measures for refer-
ence. The version that shows actual days excluding outliers is used in all the 
figures and tables in this appendix and the report. We removed the outliers 
to account for possible data entry errors in STEP, providing a more conserva-
tive estimate of procurement time.
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Time of First Procurement

The time span from a project’s approval to its first procurement contract 
signing ranges from immediately after approval to almost four and a half 
years for slower projects, depending on the procurement category and review 
type. Post review procurement typically progresses quicker at the start of the 
project, with a median of about six and a half months from project approval 
to first contract signing, suggesting that greater emphasis on post review 
since the 2016 reform has made processes faster. In contrast, the first prior 
review procurement in a project takes a median of about 10 months from 
project approval to contract signature (figure C.3).

Figure C.3.  Time Range of First Procurement Activity in a Project by 

Review Type  

Source: Independent Evaluation Group.

Note: The figure shows projects’ first procurement speed statistics, with procurement speed measured 
by the number of actual days from a project’s approval date to its first procurement contract signing 
date within different procurement category and review type combinations (for example, the time be-
tween a project’s approval and its first contract signing in prior review activities for consulting services 
or the time between the same project’s approval and its first contract signing in post review activities 
for goods), adjusted for outliers. Fastest activities = minimum turnaround time; fast activities = 25th 
percentile of turnaround time; median activities = median turnaround time; slow activities = 75th per-
centile of turnaround time; slowest activities = maximum turnaround time. For post review, the speed 
measure’s minimum and 25th percentile values are both zero days. The total number of activities with 
signed contracts in 612 projects is 26,573.

After the project approval, the median time across contract size and activity 
risk levels for the first prior review procurement in a project is consistent-
ly longer (more days) than the first post review procurement. For example, 
the largest prior review procurement activities take over a year to start, and 
the smallest ones take nearly eight months. Post review activities are faster: 
five months for the largest and six months for the smallest. Similarly, high-
risk first procurements are processed more quickly after project approval 
in the case of post review compared with prior review (figure C.4, panel a). 
The breakdown by procurement category shows additional patterns. Faster 
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processing of high-risk procurement activities, compared with low-risk 
activities, occurs in all procurement categories except for works (such as 
construction). This suggests that some high-risk activities are prioritized 
early in projects (figure C.4, panel b).

Figure C.4.  Median Timeline of First Procurement in a Project by Review 

Type, Procurement Category, Activity Risk Rating, and 

Amount  

Source: Independent Evaluation Group.

Note: The figure shows the median actual days from a project’s approval date to its first procurement 
contract signing date for each of the selected variables’ highest and lowest levels in the legend, ad-
justed for outliers. “On or above US$30M” denotes contracts with amount on or above US$30 million. 
“Under US$25K” denotes contracts with amount under US$25 thousand. “High activity risk” denotes 
procurement activity risk rated high. “Low activity risk” denotes procurement activity risk rated low. The 
total number of activities with signed contracts in 612 projects is 26,573. K = thousand; M = million.

First procurement in IDA countries is typically the slowest, with a median 
of about eight months from project approval to first procurement contract 
signing. The median time is followed by procurement in regional projects 
(seven months), projects in small states (just over six months), projects 
in fragile and conflict-affected situation (FCS) countries (five and a half 
months), and projects in IBRD or blend countries (five months). First pro-
curement in projects led by the Sustainable Development Practice Group and 
the Infrastructure Practice Group is the slowest among Practice Groups, with 
a median of over nine months from project approval to first contract signing. 

Review typea.

Procurement categoryb.
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In contrast, first procurement in projects led by the Equitable Growth, 
Finance, and Institutions Practice Group and the Human Development 
Practice Group typically takes only between about four and five months until 
first contract signature (table C.5).

The importance of speedy first procurement in projects is highlighted by 
cumulative disbursements and cumulative signed contracts across time. 
Disbursements are preceded by the contract signature, indicating that efforts 
to sign first procurement contracts early in a project can lead to faster dis-
bursements and thus to faster reach of beneficiaries through funds (figure 
C.5). The benefits of faster contract signing early on in project implemen-
tation compared with disbursement can be seen across the country groups 
and the Practice Groups alike. In line with this, we also report that the ratio 
of project disbursements to total project commitments at the midpoint of 
the expected duration of a project, increases with the share of procurement 
contract signing in the first active year of the project. For projects with no 
procurement contract signature taking place in their first active year, the 
average proportion of commitments disbursed by project midpoint is 13 per-
cent. In contrast, for projects with at least one procurement contract signed 
in its first active year, the average proportion of commitments disbursed by 
project midpoint is 19 percent.
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Figure C.5.  Cumulative Disbursements and Cumulative Signed Contracts 

across Time  

Source: Independent Evaluation Group.

Note: The figure shows the cumulative disbursements and cumulative signed contracts across active 
years of the investment project financing portfolio. Cumulative disbursements are calculated by 
active year for each project based on project monthly disbursement data. Similarly, cumulative signed 
contracts are calculated for each active year of any project. In the figure, the line displays cumulative 
signed contracts, and the area displays cumulative disbursements. Total cumulative disbursements by 
the end of the period are US$15,200 million. Two signed contracts without a contract signature date 
are excluded. The total number of signed contracts in 617 projects is 34,418.

Most of the procurement is signed in year three of a project, which is late 
to start implementation on time. Only 25 percent of procurement is signed 
on average by the end of a project’s first year, accelerating in year two and 
peaking in year three (figure C.6). Since disbursements follow the contract 
signature, project financing is likely to reach beneficiaries no earlier than the 
project midpoint or later.
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Figure C.6.  Share of Signed Contracts by Project Active Year  

Source: Independent Evaluation Group.

Note: The total number of signed contracts in 617 projects is 34,418. Two signed contracts without a 
contract signature date are excluded from the figures.

Turnaround Time for Procurement

The median procurement turnaround time is about two months (57 days) 
and varies across procurement categories and review types. Procurement of 
consulting services and works typically takes longer to process (about three 
months) compared with procurement of goods and nonconsulting services 
(one month). All procurement categories show slow activities that can take 
from just over a year (nonconsulting services) to over two years to process 
(works and consulting services). Prior review activities are often slower given 
their more complex nature, but post review activities can also be slow even 
after adjusting for outliers (figure C.7). The analysis of Implementation 
Status and Results Reports (ISRs; see appendix E) shows that projects of-
ten encounter issues that slow procurement. For example, in Nepal, a road 
connectivity project’s works activity took over two years to sign a contract 
because of challenges related to the bid evaluation report for the im-
provement of a highway section, COVID-19, and the paucity of staff in key 
positions, including procurement. Similarly, in Mozambique, a consulting 
services activity to design urban sanitation services took over two years to 
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process because of issues with the quality of evaluation reports and the need 
to recruit a new client procurement specialist for the project.

Figure C.7.  Turnaround Time by Review Type and Procurement Category  

Source: Independent Evaluation Group.

Note: The figures show projects’ turnaround time statistics, with turnaround time measured by the 
number of actual days from an activity’s starting date to its first procurement contract signing date 
within different procurement category and review type combinations (for example, the time between 
an activity’s starting date and its first contract signing in prior review activities for consulting services or 
the time between the same activity’s starting date and its first contract signing in post review activities 
for goods), adjusted for outliers. Fastest activities = minimum turnaround time; fast activities = 25th per-
centile of turnaround time; median activities = median turnaround time; slow activities = 75th percentile 
of turnaround time; slowest activities = maximum turnaround time. The total number of activities in 614 
projects with signed contracts is 25,352.

Small contract amounts process faster than higher-valued contracts, and 
lower-risk contracts process faster than higher-risk contracts (figure C.8). 
This finding is driven in part by procurement of works, with contracts of 
$30 million or above taking a median time of one year compared with a 
contract of $25 thousand or less, with the median time just over one and a 
half months. Post review is consistently faster for all types of procurement 
(figure C.8).

Review typea.

Procurement categoryb.



Ind
e

p
e

nd
e

nt E
valu

atio
n G

ro
u

p
 

W
orld Bank G

roup
 

 
 

 
19

1

Figure C.8.  Median Timeline of Turnaround Time by Review Type, 

Procurement Category, and Selected Features 

Source: Independent Evaluation Group.

Note: The figures show projects’ first procurement speed statistics, with procurement speed measured 
by the number of actual days from an activity’s starting date to its first procurement contract signing 
date within different procurement category and review type combinations (for example, the time 
between an activity’s starting date and its first contract signing in prior review activities for consulting 
services or the time between the same activity’s starting date and its first contract signing in post re-
view activities for goods), adjusted for outliers. The total number of activities in 614 projects with signed 
contracts is 25,352. K = thousand; M = million.

Some patterns related to turnaround time can be further disaggregated by 
country group. The longest average turnaround times are usually present 
in IDA countries, small states, and regional projects, and averages usually 
increase with the level of procurement activity risk, contract amount, and 
procurement issues reported in ISRs. FCS countries present fast turnaround 
times, likely reflecting the World Bank’s support through hands-on expand-
ed implementation support (HEIS; figure C.9).

Review typea.

Procurement categoryb.
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Figure C.9.  Average Turnaround Time by Activity Risk, Contract Amount, 

and Procurement Issues in Implementation Status and 

Results Reports 

Source: Independent Evaluation Group.

Note: The figures show projects’ first procurement speed statistics, with procurement speed measured 
by the number of actual days from an activity’s starting date to its first procurement contract sign-
ing date within different procurement category and review type combinations (for example, the time 
between an activity’s starting date and its first contract signing in prior review activities for consulting 
services or the time between the same activity’s starting date and its first contract signing in post review 
activities for goods), adjusted for outliers. The levels of issues in ISRs are as follows: low: 0 ≤ number of 
procurement issues in ISRs per project < 3; moderate: number of procurement issues in ISRs per project 
= 3; substantial: 3 < number of procurement issues in ISRs per project ≤ 6; high: 6 < number of procure-
ment issues in ISRs per project ≤ 8. The total number of activities in 614 projects with signed contracts 
is 25,352. FCS = fragile and conflict-affected situation; IBRD = International Bank for Reconstruction and 
Development; IDA = International Development Association; ISR = Implementation Status and Results 
Report; K = thousand; M = million.

Turnaround time increases with procurement risk. The evaluation finds this 
increase for both procurement activity risk assessed in the procurement 
plan and project procurement risk as measured by the Procurement Risk 
Assessment and Management System. In turn, these two risk measures are 
positively and significantly correlated (figure C.10). Regardless of which 

Procurement issuesc.

Activity riska.

Contract amountb.



Ind
e

p
e

nd
e

nt E
valu

atio
n G

ro
u

p
 

W
orld Bank G

roup
 

 
 

 
19

3

available risk measure is used, procurement efficiency decreases as procure-
ment risk increases.

Figure C.10.  Procurement Activity Risk, Procurement Risk Assessment 

and Management System Risk, and Turnaround Time 

Source: Independent Evaluation Group.

Note: The figure displays procurement activity risk ratings and PRAMS risk ratings as numeric values, 
with the former averaged across projects. The scatterplot shows the correlation between these two 
project-level measures and adds the average turnaround time as the size of the plotted circles: the 
larger the circles, the higher the turnaround time. Numeric equivalences to the original ratings are 
the following: 1 = low, 2 = moderate, 3 = substantial, and 4 = high. The Pearson correlation between the 
activity risk project average and the PRAMS risk rating is 0.47, significant at the 1 percent level. The 
total number of projects with signed contracts is 614. PRAMS = Procurement Risk Assessment and 
Management System.

Turnaround time varies across different types of procurement approaches. 
Of those frequently used, procurement through direct selection is the fastest, 
with a median time of half a month of processing, followed by requests for 
quotations, with a median time of one month, and by individual consultant 
selection and requests for bids, which take about three months to process. 
Community-driven development typically takes a month and a half to 
process and is the only innovative method with a turnaround time below the 
overall median of two months. Requests for proposals and public-private 
partnership methods are insufficiently used for meaningful comparison 
(table C.6).



19
4 

M
ak

in
g

 P
ro

cu
re

m
e

nt
 W

o
rk

 B
et

te
r  

Ap
pe

nd
ix 

C

Ta
b

le
 C

.6
.  T

u
rn

ar
o

u
n

d
 T

im
e

 b
y 

P
ro

cu
re

m
e

n
t A

p
p

ro
ac

h

P
ro

cu
re

m
e

n
t 

M
e

th
o

d
M

e
an

M
in

im
u

m
25

th
 P

e
rc

e
n

ti
le

M
e

d
ia

n
75

th
 P

e
rc

e
n

ti
le

M
ax

im
u

m
O

b
se

rv
at

io
n

s

E
-a

u
ct

io
ns

3
0

0
0

7
13

4

A
lte

rn
at

iv
e

 p
ro

cu
re

m
e

nt
 

ar
ra

ng
e

m
e

nt
18

18
18

18
18

18
1

D
ire

ct
 s

e
le

ct
io

n
39

0
0

17
53

6
70

4,
42

1

R
e

q
u

e
st

 fo
r q

u
o

ta
tio

ns
46

0
19

37
6

2
43

8
7,

16
2

C
o

m
m

u
ni

ty
-d

riv
e

n 
d

ev
e

lo
p

m
e

nt
6

4
0

27
44

78
28

7
27

1

U
ni

te
d

 N
at

io
ns

 a
g

e
nc

ie
s 

(d
ire

ct
)

6
7

0
16

37
8

7
41

0
14

8

In
d

iv
id

u
al

 c
o

ns
u

lta
nt

 
se

le
ct

io
n

10
5

0
33

8
4

15
3

6
9

4
7,

9
8

8

Fo
rc

e
 a

cc
o

u
nt

11
2

38
38

11
2

18
6

18
6

2

R
e

q
u

e
st

 fo
r b

id
s

11
5

0
6

0
9

8
14

6
74

2
3,

0
8

3

N
o

np
ro

fit
 o

rg
an

iz
at

io
ns

13
7

47
10

9
14

7
19

0
19

0
5

C
o

ns
u

lta
nt

 q
u

al
ifi

ca
tio

n 
se

le
ct

io
n

15
9

0
8

8
14

1
22

2
55

3
1,

26
3

R
e

q
u

e
st

 fo
r p

ro
p

o
sa

ls
18

9
0

29
12

4
27

8
6

43
12

Le
as

t c
o

st
 s

e
le

ct
io

n
20

6
0

13
7

20
2

26
8

46
0

14
5 (c
on

tin
ue

d
)



Ind
e

p
e

nd
e

nt E
valu

atio
n G

ro
u

p
 

W
orld Bank G

roup
 

 
 

 
19

5P
ro

cu
re

m
e

n
t 

M
e

th
o

d
M

e
an

M
in

im
u

m
25

th
 P

e
rc

e
n

ti
le

M
e

d
ia

n
75

th
 P

e
rc

e
n

ti
le

M
ax

im
u

m
O

b
se

rv
at

io
n

s

Q
u

al
ity

-b
as

e
d

 s
e

le
ct

io
n

27
9

3
15

7
27

5
34

5
71

2
56

F
ix

e
d

 b
u

d
g

et
 s

e
le

ct
io

n
31

1
0

19
3

24
5

37
5

6
9

4
54

Q
u

al
ity

- 
an

d
 c

o
st

-b
as

e
d

 
se

le
ct

io
n

31
4

0
21

8
30

1
37

4
77

3
73

3

P
u

b
lic

-p
riv

at
e

  
p

ar
tn

e
rs

hi
p

39
7

26
3

26
8

32
2

52
6

6
8

0
4

S
ou

rc
e:

 In
d

e
p

e
nd

e
nt

 E
va

lu
at

io
n 

G
ro

u
p

. 

N
ot

e:
 T

he
 ta

b
le

 s
ho

w
s 

p
ro

je
ct

s’
 fi

rs
t p

ro
cu

re
m

e
nt

 s
p

e
e

d
 s

ta
tis

tic
s,

 w
ith

 p
ro

cu
re

m
e

nt
 s

p
e

e
d

 m
e

as
u

re
d

 b
y 

th
e

 n
u

m
b

e
r o

f a
ct

u
al

 d
ay

s 
fr

o
m

 a
n 

ac
tiv

ity
’s

 s
ta

rt
in

g
 d

at
e

 to
 

its
 fi

rs
t p

ro
cu

re
m

e
nt

 c
o

nt
ra

ct
 s

ig
ni

ng
 d

at
e

 w
ith

in
 d

iff
e

re
nt

 p
ro

cu
re

m
e

nt
 c

at
e

g
o

ry
 a

nd
 re

vi
ew

 ty
p

e
 c

o
m

b
in

at
io

ns
 (f

o
r e

xa
m

p
le

, t
he

 ti
m

e
 b

et
w

e
e

n 
an

 a
ct

iv
ity

’s
 s

ta
rt

in
g

 
d

at
e

 a
nd

 it
s 

fir
st

 c
o

nt
ra

ct
 s

ig
ni

ng
 in

 p
rio

r r
ev

ie
w

 a
ct

iv
iti

e
s 

fo
r c

o
ns

u
lti

ng
 s

e
rv

ic
e

s 
o

r t
he

 ti
m

e
 b

et
w

e
e

n 
th

e
 s

am
e

 a
ct

iv
ity

’s
 s

ta
rt

in
g

 d
at

e
 a

nd
 it

s 
fir

st
 c

o
nt

ra
ct

 s
ig

ni
ng

 in
 

p
o

st
 re

vi
ew

 a
ct

iv
iti

e
s 

fo
r g

o
o

d
s)

, a
d

ju
st

e
d

 fo
r o

u
tli

e
rs

. T
he

 to
ta

l n
u

m
b

e
r o

f a
ct

iv
iti

e
s 

in
 6

14
 p

ro
je

ct
s 

w
ith

 s
ig

ne
d

 c
o

nt
ra

ct
s 

is
 2

5,
35

2.



19
6

 
M

ak
in

g
 P

ro
cu

re
m

e
nt

 W
o

rk
 B

et
te

r  
Ap

pe
nd

ix 
C

By year, the overall turnaround time for procurement is 81 days in FY23, 76 days 
in FY22, and 57 days in FY21. A time analysis by year of turnaround times is not 
possible because the STEP data for the first years of the reform have few contracts 
entered in the system. In addition, stakeholder interviews suggest that the learning 
curve in using STEP caused long delays in data entry by clients. Hence, the data 
for early contracts may overestimate the speed of procurement. To the extent that 
more recent numbers likely reflect turnaround time, the typical activity may take 
at least two and a half months to process (median time) instead of two months. 
Using the average, the typical turnaround time is about three and a half months 
with data from more recent years.

Client Process Timelines for Procurement

Average client processing timelines are longest for consulting services and 
works. The slow processing of consulting services appears to relate to the lack 
of prioritization of the contract (which are often low risk and smaller amounts). 
Lower-risk procurement lags in projects and may affect implementation. Perhaps 
lower-risk procurement activities are not prioritized, whereas higher-risk pro-
curement activities are emphasized for quicker procurement (figure C.11).

Figure C.11.  Client Process Timeliness in Prior Review Activities 

Source: Independent Evaluation Group.

Note: Client process timeliness is defined as the total number of days of client–World Bank interactions 
per procurement activity. It is defined only for prior review activities and has available information for 2,972 
out of 7,163 activities (40 percent of prior review). Slow = 75th percentile cutoff value of the client process 
timeliness distribution within each row category. Moderate = 50th percentile cutoff value of the client 
process timeliness distribution within each row category. Fast = 25th percentile cutoff value of the client 
process timeliness distribution within each row category. The total number of prior review activities with 
available information on client process timeliness in 496 projects is 2,972.

Procurement categorya.

Activity riskb.
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Iterative exchanges between the client and the World Bank to review doc-
uments because of quality challenges can slow prior review procurement 
activities. Churning is the back-and-forth exchange between the client and 
World Bank staff to review or give feedback on procurement documents. 
Over 20 percent of prior review contracts experience churning when issu-
ing no objections on procurement process steps, with a need to add missing 
information or a challenge of document quality. Churning is highest for 
consulting services in countries with very low procurement capacity, and the 
data likely capture an estimate as some iterations happen outside of STEP. 
Other iterations are often for large contracts (figure C.12).

Figure C.12.  Share of Contracts in Prior Review Activities with Churning 

When Issuing No Objections by Procurement Category 

Source: Independent Evaluation Group.

Note: The figure shows shares of contracts with back-and-forth iteration (churning) when issuing no 
objections on procurement process steps. Churning is defined as no objections that are not cleared, 
request additional information, have an interim response, are recalled, respond with comments, 
return for review, or are recalled for review. When there is churning, further interaction between World 
Bank staff and the client is needed to review the procurement activity and provide no objection. For 
contracts subject to prior review, the client submits documents to the World Bank for its review and no 
objection. A no objection is needed before proceeding to the next stage of the procurement process. 
The total number of contracts mapped to 1,846 prior review activities with available information on no 
objections in 381 projects is 2,169.

Time Spent on Procurement Steps

Slowdowns in procurement processing stages can delay projects and indicate 
areas for streamlining procurement. Projects process terms of reference, 
evaluate bids, and award contracts to advance their procurement activi-
ties—all constituting stages in procurement processing. Early document 
drafting stages and subsequent bid evaluation stages of a procurement 
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process account for a substantive portion of a project’s procurement time 
and are seen across procurement categories. Drafting bidding documents for 
goods, works, and nonconsulting services and terms of reference for con-
sulting services can take more than half of the total procurement time of a 
slow project (consulting services) and no less than 13 percent of time for a 
fast project (goods). The evaluation stage can hinder procurement process-
ing, especially for consulting services. For example, a slow project can spend 
half the project’s procurement time in the evaluation stage of a consulting 
services activity, and even a fast project will take as much as 30 percent of 
the time. Award notification and contract signing, while not under full con-
trol of the World Bank, can be problematic for procuring goods, works, and 
nonconsulting services, taking a disproportionate amount of time (as much 
as 40 percent of the procurement time in a slow project). Delays in contract 
signing may relate to negotiation of the timing or cost of the contract, risk of 
political interference, or delays to secure guarantees (figure C.13).
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Figure C.13.  Contribution of Procurement Stages (Steps) to Projects’ 

Procurement Time 

Source: Independent Evaluation Group.

Note: The figure shows shares of project procurement time across procurement steps and for each 
procurement category. The darker the color, the higher the share of time contributed by the corre-
sponding procurement step to the project’s total procurement time. The share of project procurement 
time is calculated by aggregating the total number of days taken by a project to process procurement 
(the denominator) and the total number of days taken by each procurement step within activities of 
that same project to process (the numerator). Statistics are then calculated for these shares within 
each procurement step and for each procurement category. The rows in the figures reflect these 
statistics, where slow = 75th percentile of the share of project procurement time spent in a particular 
step across procurement activities; moderate = 50th percentile of the share of project procurement 
time spent in a particular step across procurement activities; and fast = 25th percentile of the share of 
project procurement time spent in a particular step across procurement activities. The total number of 
completed activities in 632 projects is 14,679.

Worksc.

Consulting servicesa.

Goodsb.

Nonconsulting servicesd.
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Amendments can cause additional delays in procurement. The median 
amendment duration is over two and a half months (82 days), regardless 
of amendment type. Consulting services activities take the longest time, 
with a median of 110 days for an amendment to process, followed by works 
with 84 days, goods with 73 days, and nonconsulting services with 37 days. 
Amendments in consulting services and goods are often contract amendments, 
works amendments commonly consist of changes in bidding documents, and 
nonconsulting services amendments are often changes to prequalification doc-
uments. Most amendments are changes to contract details, bidding documents, 
requests for proposals, and requests for quotations (figure C.14).

Figure C.14.  Type of Amendments in Completed Activities by 

Procurement Category 

Source: Independent Evaluation Group.

Note: The figure shows amendment type shares of total number of activities with procurement 
amendment steps, within each procurement category. The total number of completed activities with 
amendments in 313 projects is 1,013.

The estimated success rate of procurement activities in STEP is about  
70 percent overall. Post review is more successful than prior review as per 
the available data (71 percent success rate compared with 62 percent), 
although procurement activities that were stopped or restarted because 
of issues such as inadequate bidding may lack adequate documentation. 
FCS countries have the highest rate of successful procurement process-
ing, whereas small states have the lowest (figure C.15). Procurement in 
FCS countries has had HEIS and other expert support to ease procurement 
processes for clients.2 Although these procurements may eventually be 
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completed (as the evaluation assesses an active portfolio), the case studies 
suggest that a challenge for projects is stopping procurement activities and 
then reentering them in STEP, often because of unsuccessful competitive 
processes.

Figure C.15.  Procurement Success Rate for Prior Review Activities by 

Country Group 

Source: Independent Evaluation Group.

Note: The success rate of procurement activities is defined as activities with contracts that have one 
of the following statuses: completed, signed, under implementation, or pending implementation. 
Activities are tagged accordingly as being successful or not yet successful. The figure reports the 
share of successful prior review activities by country group. The total number of prior review activi-
ties in 606 projects is 7,163. FCS = fragile and conflict-affected situation; IBRD = International Bank for 
Reconstruction and Development; IDA = International Development Association.

Overall Efficiency of the Project Portfolio

The composite score measuring efficiency shows good achievement of the 
principle in projects. The indicators used in the composite analysis for the 
PCA were project averages of overall turnaround time, turnaround time for 
prior review, turnaround time for post review, client process timeliness for 
prior review activities, number of days procurement is delayed compared with 
the original planned days, share of signed contracts in the first active year of 
a project, and share of post review procurement activities in a project. The 
most important indicators contributing to the composite efficiency score of 
a project are turnaround time and client processing timeliness (figure C.16, 
panel a). Most projects are at the higher end of the score, although the tail of 
projects with lagging efficiency is long (figure C.16, panel b).
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When comparing the overall efficiency scores, the evaluation finds that 
more efficient projects have high shares of post review procurement, shorter 
timelines, less delays, less market risk, and fewer international contracts and 
may make trade-offs by taking on more direct or limited market approaches. 
By Region, Latin America and the Caribbean and Western and Central Africa, 
followed by Europe and Central Asia, have the highest efficiency, but this 
pattern is influenced by HEIS provided to low procurement capacity coun-
tries, including FCS (which are good performers in terms of efficiency). HEIS 
is successfully increasing the speed of procurement in projects so that these 
procurements resemble or surpass the speed of those in higher procurement 
capacity countries. In contrast, less efficient projects have longer timelines 
for processing procurement, more delays, and less success in carrying out 
procurement activities; use more competitive and international approaches; 
and have more prior reviews of procurement by the World Bank. Improving 
efficiency further may require targeted support to low-efficiency projects, 
simplified processes for market engagement, and consideration of the cost 
benefits of prior review in the context of a project (table C.7). By Practice 
Group, Infrastructure stands out with a higher number of low-efficiency 
projects. By lending group, IDA countries stand out with a higher number of 
low-efficiency projects. Low procurement capacity countries without HEIS 
stand out as having especially low efficiency.
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Figure C.16.  Efficiency Composite Measure: Principal Component 

Analysis Results and Distribution across Projects and by 

Practice Group, Country Group, and Region 

Principal component analysis results for underlying indicators 
in the composite measure

a.

Distribution of composite efficiency scores across projectsb.

Composite efficiency scores by Practice Groupc.

Composite efficiency scores by country groupd.

Composite efficiency scores by Regione.
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Principal component analysis results for underlying indicators 
in the composite measure

a.

Distribution of composite efficiency scores across projectsb.

Composite efficiency scores by Practice Groupc.

Composite efficiency scores by country groupd.

Composite efficiency scores by Regione.

Source: Independent Evaluation Group.

Note: Panel a shows the rotated factor loadings matrix resulting from the principal component analysis 
(varimax or orthogonal rotation is applied). These rotated factor loadings range between −1 and 1, 
with higher absolute values indicating a stronger association between the underlying variable in the 
row and the corresponding principal component in the column; the first principal component column 
is highlighted because it is the one used for estimating the composite measure of the efficiency 
procurement principle. As a rule of thumb, values above the absolute value of 0.4 indicate that the 
variable is strongly associated with the component and values below that absolute value indicate that 
the variable is weakly associated with the component. In general, factor loadings are the coefficients 
that represent the correlation between the underlying variables and the principal components, and 
rotated factor loadings are a transformed version that maximize the variance of squared loadings of each 
component across variables, which facilitates interpretation of the relationship between the variables 
and the components by producing more distinct components (that is, compared with the original factor 
loadings, in rotated factor loadings each component loads highly on a smaller number of variables). 
Uniqueness (ranging from 0 to 1, where higher values are worse) represents the amount of variability 
in each variable that is unique to that variable and not shared with the other variables through the 
components; lower values (lower uniqueness) indicate that the components explain a substantial portion 
of the variance in the variables, suggesting a good model fit. The principal component analysis shows 
that the first principal component (component 1) explains 35 percent of the cumulative variance of the 
underlying variables and that the first three principal components, which have eigenvalues equal to  
1 or above, explain 67 percent of the cumulative variance of the underlying variables (these latter results 
are not shown in panel a). Principal components with eigenvalues of 1 or above explain at least the 
equivalent of one variable’s variance and are thus the ones relevant for data reduction. Panel b shows 
the distribution of the estimated composite measure (score) for the efficiency procurement principle, 
which is calculated based on the first principal component highlighted in panel a. Panels c, d, and e 
show the shares of projects for the corresponding row category by efficiency composite score levels, 
which are broken down by quartiles. Panel e excludes one Regional project. AFE = Eastern and Southern 
Africa; AFW = Western and Central Africa; EAP = East Asia and Pacific; ECA = Europe and Central Asia; 
EFI = Equitable Growth, Finance, and Institutions; FCS = fragile and conflict-affected situation; HD = 
Human Development; IBRD = International Bank for Reconstruction and Development; IDA = International 
Development Association; INFRA = Infrastructure; LAC = Latin America and the Caribbean; MENA = Middle 
East and North Africa; SAR = South Asia; SD = Sustainable Development.
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Table C.7.  Selected Variables across Projects by Overall Efficiency Score

Efficiency Score of Projects

Variable Low Moderate Substantial High

Turnaround time (days) 191 119 90 55

Delay days 197 118 89 76

Market risk Substantial Moderate Moderate Moderate

Innovative procurement 
approaches (%)

7 9 7 6

International contracts (%) 22 9 7 4

Open market approach (%) 67 62 53 33

Post review (%) 79 89 89 87

Issues reported in 
Implementation Status 
and Results Reports

High Low Low Very low

Procurement signed in 
the first fiscal year of  
projects (%)

18 22 28 47

Source: Independent Evaluation Group. 

Note: The table shows project averages of the different row variables across efficiency score levels that 
are broken down by quartiles. Market risk ratings are low, moderate, substantial, and high.

Economy Procurement Principle

Procurement Approaches

The 2016 reform introduced innovative procurement approaches, but their 
use remains low. Less than 20 percent of projects in most Global Practices 
use these approaches at a high rate. There is a slighter higher use of innova-
tive approaches in Equitable Growth, Finance, and Institutions and Human 
Development and in IDA countries. Moreover, evidence does not show that 
HEIS supports the implementation of innovations despite its potential to 
do so. Evidence also does not indicate that the use of innovative approaches 
differs significantly between prior and post review procurement activities or 
between national and international market approaches (figure C.17).
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Figure C.17.  Use of Innovative Procurement Approaches in Projects by 

Review Type, Market Approach, and Hands-on Expanded 

Implementation Support 

Source: Independent Evaluation Group.

Note: The figures show shares of activities (review type and market approach figures; panels a and b, 
respectively) or projects (panel c) by levels of innovative procurement features. Innovative procure-
ment features include methods, approaches, and arrangements reported in Systematic Tracking of 
Exchanges in Procurement or the World Bank operations portal and emphasized since the 2016 World 
Bank reform, including less commonly used procurement approaches. In total, the measure includes 
12 innovations: alternative procurement arrangements, requests for proposals, rated criteria, best and 
final offer, negotiations, competitive dialogue, one-stage two-envelope bidding, e-auctions, service 
delivery contracts, public-private partnerships, performance-based conditions, and community-driven 
development. Innovations range between 0 and 4 per project. Low = 0 innovative features; moderate = 
1 innovative feature; high = more than 1 innovative feature. The total number of activities for review type 
and market approach is 86,647 (panels a and b); the total number of projects for HEIS is 713 (panel c). 
HEIS = hands-on expanded implementation support.

Approaches such as rated criteria, prequalification, and negotiations are 
not widely used. In total, clients used rated criteria in the procurement of 
works, goods, and nonconsulting services in only about 2 percent of pro-
curement activities, although use is highest in international requests for 
proposals (about 20 percent), which is the focus of the World Bank’s mandate 

Hands-on expanded implementation supportc.

Use of innovative procurement approaches by review typea.

Use of innovative procurement approaches by market approachb.
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to increase use of rated criteria for improving the quality of suppliers. 
Prequalification—another approach that could support quality by identify-
ing qualified suppliers—is used in less than 1 percent of all requests for bids 
and in about 3 percent of requests for bids with international contracts. The 
use of negotiations and best and final offer remains limited (1 percent of all 
requests for bids and 24 percent of requests for proposals), especially in post 
review procurement (about 1 percent). Best and final offer and negotiation 
aim to help the client better engage with the bidder around quality technical 
details and the value of the contract.

United Nations contracting is most common in IDA and IBRD contexts. 
United Nations contracting is used in about 15 percent of projects, especial-
ly in Human Development (25 percent). United Nations contracting is less 
used in FCS contexts, despite the potential benefits seen in case studies. It is 
important for quick contracting of services and procurement of goods.

Most projects use simple procurement approaches that differ slightly by 
review type and country type (figure C.18). Most consulting services use 
individual contracts based on terms of reference. Goods and nonconsulting 
services commonly use requests for quotations. Works use requests for bids 
without rated criteria. These are approaches common before the reform, sug-
gesting that trade-offs may need to be made to change what approaches are 
used. Prior review activities focus more than their post review counterparts 
on consultant quality- and cost-based selection. In prior reviews of inter-
national contracts, using requests for bids is overwhelmingly important for 
goods, works, and nonconsulting services. Projects in FCS countries tend to 
use more requests for quotations, whereas small states use more individual 
consultant contracts. IBRD and blend countries use requests for bids without 
rated criteria.
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Figure C.18.  Use of Procurement Approaches by Review Type and 

Country Group 

Source: Independent Evaluation Group.

Note: The figures show the share of procurement approaches used by procurement activities by re-
view type and country groups. The total number of activities with available information on procurement 
approaches in 681 projects is 75,369. FCS = fragile and conflict-affected situation; IBRD = International 
Bank for Reconstruction and Development; IDA = International Development Association.

Over 90 percent of requests for proposals, requests for quotations, and 
requests for bids is done in one stage rather than two. In two-stage bidding, 
contractors submit a preliminary bid, and then the project invites the most 
qualified contractors to submit a more detailed bid based on project require-
ments. In contrast, in one-stage bidding, contractors submit only one final 
bid for review. Moreover, the bidding process typically uses one envelope 
(over 90 percent of procurement activities), rather than two—that is, the 

Use of procurement approaches by review typea.

Use of procurement approaches by country groupb.
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bidder submits all technical and financial information at once, rather than 
separating it.

Enabling Competition in Procurement

About half of the procurement uses open competitive approaches, one-third 
uses limited approaches where suppliers are invited, and the remaining 
uses direct procurement without competition. The use of limited approach-
es is most common for goods and nonconsulting services, consistent with 
the lower supplier diversity findings. The use of open market approaches is 
lower in FCS countries, as expected. Direct approaches are most common in 
nonconsulting services (figure C.19).

Figure C.19.  Use of Market Approaches by Procurement Category 

Source: Independent Evaluation Group.

Note: The figure shows the share of procurement activities by procurement category and market 
approach. The total number of activities with available information on market approach in 687 projects 
is 86,320.

Using competitive market approaches comes at the cost of processing speed. 
Over 40 percent of procurement activities with an open market approach are 
very slow to process (taking more than 4 months). In contrast, over half of 
activities with a direct market approach are very fast to process (taking 19 
days or less), and activities with limited market approaches find themselves 
somewhere in the middle (figure C.20).
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Figure C.20.  Use of Market Approaches and Processing Speed: 

Turnaround Time 

Source: Independent Evaluation Group.

Note: The figure shows shares of activities within each type of market approach by level of turnaround 
time. Turnaround time levels are based on quartiles of its distribution across activities. Very slow: turn-
around time ≥ 122 days; slow: 57 days ≤ turnaround time ≤ 121 days; fast: 20 ≤ turnaround time ≤ 56; very 
fast: zero days ≤ turnaround time ≤ 19 days. The total number of activities with available information on 
market approach and turnaround time in 614 projects with signed contracts is 25,258.

Prior review activities are more often international (45 percent), and post 
review activities are national (35 percent). The highest number of activities 
with international contracts (covering both prior and post review activities) 
are in FCS and IDA countries (28 and 27 percent, respectively), whereas 
IBRD countries account for 22 percent of activities with international 
contracts.

Bids on prior review procurement activities differ across categories and 
country types (figure C.21). Procurement of nonconsulting services and 
works attracts more bidders than other categories. Nevertheless, open 
processes receive a small number of average bids, although the range in 
the number of bids across activities is large. Some bidding data may not 
be consistently reported in STEP to track bid competition. Overall, the low 
bids recorded in the system raise concerns about the effective use of market 
analysis or capacity to attract and develop competition. Competition 
may be especially challenging in FCS and small island states. These two 
country groups show the lowest average number of bidders per prior review 
open market approach activity, with four and three bidders per activity, 
respectively.
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Figure C.21.  Average Number of Bidders in Prior Review Activities with 

Open Market Approach by Procurement Category 

Source: Independent Evaluation Group.

Note: The figure shows the average number of bidders per procurement activity, by procurement cate-
gory and for prior review procurement with open market approach only. The total number of prior review 
activities with open market approach in 409 projects is 2,003.

Only about one-third of open procurement in countries had repeat bidders, 
suggesting good diversity in finding new bidders for contracts. The reselec-
tion of the same bidder was highest for goods (almost 50 percent), suggesting 
some repeat use of suppliers by projects in countries. The number of unique 
suppliers supporting projects in countries is lowest in small states, FCS, and 
IBRD contexts, which may relate to the challenge of finding qualified sup-
pliers, limited use of market analysis, or repeat use of the same suppliers. By 
sector, agriculture, public administration, and human development had the 
greatest number of unique suppliers, and finance, energy and extractives, and 
transport the least (figure C.22).



21
2 

M
ak

in
g

 P
ro

cu
re

m
e

nt
 W

o
rk

 B
et

te
r  

Ap
pe

nd
ix 

C

Figure C.22.  Supplier Diversity in Countries and Sectors 

Source: Independent Evaluation Group.

Note: Panel a shows the share of countries by level of average unique suppliers per project, where ter-
ciles of the distribution across countries define levels. Low: average unique suppliers per project < 41; 
moderate: 41 ≤ average unique suppliers per project < 82; high: average unique suppliers per project ≥ 
82. Panel b shows the difference between the average number of unique suppliers in sectors and the 
overall country average (that is, global average) of this same measure. The total number of countries 
with available information on suppliers in 640 projects is 109.

According to STEP data, 12 percent of projects have at least one rejected bid. 
However, case study findings suggest that bid rejection may be more com-
mon than recorded in STEP. With that caveat in mind, bid rejections seem 
more frequent in projects in IDA countries (14 percent) and FCS countries 

Share of countries with different levels of unique suppliers per projecta.

Difference between unique suppliers per project in sectors and 
the average across countries

b.
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(12 percent). Case studies suggest that greater effort is often needed to iden-
tify qualified suppliers when using open market approaches.

Cost of Procurement

The cost of contracts varies by Practice Group. Human Development 
accounts for almost 40 percent of signed contract amounts ($6.3 billion), 
followed by Infrastructure with more than 30 percent ($5.1 billion; figure 
C.23). Infrastructure also has the largest average contract size— 
US$1.6 million—that increases to $8.3 million for prior review activities. 
Human Development had the largest contract of $390 million (table C.8), and 
Human Development contracts increased during COVID-19. International 
contracts account for 35 percent of signed contract amounts ($5.8 billion).

Figure C.23.  Signed Contract Amounts by Practice Group and  

Review Type

Source: Independent Evaluation Group.

Note: The total number of signed contracts worth US$16,428 million in 617 projects is 34,420. EFI = 
Equitable Growth, Finance, and Institutions; HD = Human Development; INFRA = Infrastructure; SD = 
Sustainable Development.
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The cost of contracts varies by procurement category. Works account for 
44 percent of all signed contract amounts ($7.3 billion), followed by goods 
with 34 percent ($5.6 billion), consulting services with 16 percent ($2.7 
billion), and nonconsulting services with 5 percent ($888 million). More 
than 70 percent of works contracts are prior review (the highest share), 
although prior review is prominent across procurement categories (figure 
C.24). Works also accounts for the largest average contract size of $2 million, 
again increasing substantially in prior review contracts to $14 million; the 
typical works post review contract is also large at $3.6 million (table C.9). 
Works contracts account for 65 percent of international contracts ($3.8 
billion) followed by consulting services with 19 percent ($1.1 billion). Goods 
and nonconsulting services account only for 14 percent and 3 percent of 
international contracts, respectively.

Figure C.24.  Signed Contract Amounts by Procurement Category and 

Review Type

Source: Independent Evaluation Group.

Note: The total number of signed contracts worth US$16,428 million in 617 projects is 34,420.
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Carrying out project activities takes time, suggesting procurement delays 
can affect project implementation. Completion is the time to implement or 
carry out the project activities paid for by the procurement. When comparing 
the average activity completion time in each procurement category with the 
average project duration (about 3.3 years or 1,194 days),3 consulting services 
take the largest portion of project time (27 percent), followed by works  
(24 percent), goods (11 percent), and nonconsulting services (9 percent).

The cost estimate for procurement activities appears close to the actual cost. 
Comparing the evaluation cost estimate for the procurement against the 
actual contract cost, the median difference is small ($21,000). This suggests 
that most contracts have a realistic cost estimate, although cost estimates 
are weaker for post review. Smaller contracts tend to show somewhat larger 
differences, but the differences are consistently small (table C.10).

Table C.10.  Difference between Evaluation Price Amount and Contract 
Amount in Completed Contracts with Recommended Bids 
by Contract Size

Statistic

Under 

US$52,000 

US$52,000–

US$500,000

US$500,000–

US$1 Million

Above 

US$1 

Million

Overall

Minimum (0.05) (0.50) (0.97) (6.71) (6.71)

25th  
percentile

— (0.07) (0.06) — (0.01)

Median 0.02 0.05 — — 0.02

Mean 1.15 2.15 0.75 0.93 1.38

75th  
percentile

0.55 3.93 0.50 0.12 1.07

Maximum 14.98 15.06 6.27 14.74 15.06

Completed 
contracts 
(no.)

6,461 2,083 125 127 8,796

Source: Independent Evaluation Group. 

Note: The table shows the difference between the evaluation price amount and contract amount in 
completed contracts with recommended bids by contract size and adjusting for outliers. Data are in 
US$, millions. The total number of completed contracts in 385 projects is 8,796. — = not available.
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Overall Economy of Procurement in the Portfolio

The composite score measuring economy shows lower achievement of the 
principle in projects compared with efficiency. The Independent Evaluation 
Group developed an overall procurement economy score for projects based 
on selected individual economy indicators through PCA. The Independent 
Evaluation Group selected six individual economy indicators for this anal-
ysis, including the share of innovative features in a project; the share of 
signed international contracts in a project; the share of signed contracts in 
a project using the open market approach; World Bank’s Procurement Risk 
Assessment and Management System market rating of a project; the total 
number of contracts awarded successfully (signed, under implementation, 
or completed) in a project; and the number of procurement amendments 
in a project. The most important indicators contributing to the economy 
composite score are the use of open market approaches and international 
contracting (figure C.25, panel a). Most projects fall at the lower end of the 
PCA composite score (figure C.25, panel b).

Projects that score better on the procurement economy principle have 
higher procurement turnaround time, lower activity success rate, more in-
novative procurement approaches, more international signed contracts, and 
more competitive signed contracts (table C.11). Supporting the economy has 
trade-offs between processing speed and time to take actions to engage with 
markets and attract bidders for competitive processes. Projects with higher 
economy achievements often operate in Regions with higher market capac-
ity to support procurement and receive prior review guidance from World 
Bank procurement staff to facilitate success in carrying out procurement 
(figure C.25, panel c).
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Figure C.25.  Economy Composite Measure: Principal Component Analysis 

Results and Distribution across Projects and by Region

Source: Independent Evaluation Group.

Note: Panel a shows the rotated factor loadings matrix resulting from the principal component analysis 
(varimax or orthogonal rotation is applied). This figure is analogous to figure C.16, panel a, for the effi-
ciency procurement principle and should be interpreted in the same way. The first principal component 
(component 1) explains 22 percent of the cumulative variance of the underlying variables, and the first 
three principal components, which have eigenvalues equal to 1 or above, explain 59 percent of the 
cumulative variance of the underlying variables (these latter results are not shown in panel a). Panel b 
shows the distribution of the estimated composite measure (score) for the economy procurement prin-
ciple, based on the first principal component highlighted in panel a. Panel c shows shares of projects by 
Region (by levels of the economy composite score). One Regional project is excluded. Economy score 
levels are broken down by quartiles. The total number of projects is 713. AFE = Eastern and Southern 
Africa; AFW = Western and Central Africa; EAP = East Asia and Pacific; ECA = Europe and Central Asia; 
LAC = Latin America and the Caribbean; MENA = Middle East and North Africa; SAR = South Asia.

Principal component analysis results for underlying indicators in the composite measurea.

Distribution of economy composite scores across projectsb.

Composite economy scores by Regionc.
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Table C.11.  Selected Variables across Projects by Overall Economy Score

Variable

Economy Score of Projects

Low Moderate Substantial High

Turnaround 
time (days)

64 103 127 167

Activity  
success (%)

74 74 70 66

Innovative 
procurement 
approaches (%)

5 6 7 11

International 
contracts (%)

1 6 8 27

Open market 
approach (%)

17 50 67 79

Post review (%) 90 90 89 76

Source: Independent Evaluation Group. 
 

Note: The table shows project averages of the different row variables across economy score levels. 
Economy score levels are broken down by quartiles.

Integrity, Transparency, and Fairness of 
Procurement

Prior Review–Post Review Balance

The prior review portion of procurement activities in a project is on average 
27 percent, although proportions vary by country and Global Practice, 
and the remaining procurement is done by post review. Prior review 
procurement is most common in projects in FCS countries (over 40 percent), 
followed by IBRD and small island states (about 24 percent in both) and 
IDA countries (about 16 percent). Prior review accounts for a very small 
share of all procurement activities, only 8 percent, but it includes some of 
the largest contracts, almost two-thirds of signed contract commitments 
in terms of amount ($10.4 billion). Among Practice Groups, Infrastructure 
has the highest share of prior review signed contracts (17 percent), followed 
at length by Sustainable Development with 8 percent; hence, there is more 
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World Bank prior review in Infrastructure compared with other Practice 
Groups (table C.12).

Table C.12.  Prior Review Share of Signed Contracts and Signed Contract 
Commitments by Practice Group

Practice Group Prior Row Share (%) Post Total

Prior review share of signed contracts

INFRA 528 17 2,581 3,109

SD 883 8 10,874 11,757

EFI 276 7 3,836 4,112

HD 673 4 14,769 15,442

Total 2,360 36 32,060 34,420

Prior review share of signed contract commitments

INFRA 4,370 86 715 5,084

HD 3,776 60 2,545 6,321

SD 2,032 48 2,228 4,260

EFI 262 34 502 763

Total 10,439 64 5,989 16,428

Source: Independent Evaluation Group. 
 

Note: The total number of signed contracts worth US$16,428 million in contract commitments in 617 
projects is 34,420. EFI = Equitable Growth, Finance, and Institutions; HD = Human Development; INFRA = 
Infrastructure; SD = Sustainable Development.

Procurement Post Review Reports

The system flags few projects with delays in procurement post review reports 
(PPRs; 11 percent), although only one-third of projects with a high proportion 
of post review procurement had PPRs done in the previous fiscal year (figure 
C.26). PPRs are important to verify the quality of post review procurement 
done by clients. Among projects with a high proportion of post review pro-
curement and high procurement processing issues, only 20 percent had PPRs 
in the previous year. Overall, PPRs are more prevalent among projects with 
smoother procurement processes and fewer issues. This presents possible 
integrity risks and a lost learning opportunity to help clients with problems 
processing post review procurement. In case studies, the reason that PPRs 
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were not done often related to delays in uploading documents and sampling 
criteria, emphasizing high-risk procurement and a sample of at least 10 con-
tracts for annual review in the fiscal year period. In terms of country coverage 
of PPRs done in the previous fiscal year, 49 percent were in IDA countries,  
41 percent in FCS countries, 38 percent in small states, and 24 percent in IBRD 
countries; this suggests some effort to prioritize IDA and FCS countries.

Figure C.26.  Projects with Procurement Post Review Reports by Post 

Review Share of Activities

Source: Independent Evaluation Group.

Note: The levels of post review share of activities in a project are based on quartiles of the distribution. 
Low: post review share of activities in a project ≤ 81.25; moderate: 81.25 < post review share of activities 
in a project ≤ 92.16; substantial: 92.16 < post review share of activities in a project ≤ 97.50; high: post 
review share of activities in a project > 97.50. The total number of projects is 713. PPR = procurement 
post review report.

Project Integrity Ratings and Procurement Publication

Integrity ratings are highest for projects in FCS contexts, and they increase 
with the prior review share of activities in a project. About 60 percent of 
projects with a low post review share of activities have high or substantial 
integrity ratings; conversely, a project having a PPR in the previous fiscal 
year does not make much of a difference in helping improve integrity ratings 
(figure C.27). This raises questions about the benefit provided by PPRs.  
The integrity rating is intended to be used to assess the risks associated with 
a project and to determine the appropriate mitigation actions.
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Figure C.27.  Integrity Ratings by Country Group and Projects Having a 

Procurement Post Review Report

Source: Independent Evaluation Group.

Note: The levels of post review share of activities in a project are based on quartiles of the distribution. 
Low: post review share of activities in a project ≤ 81.25; moderate: 81.25 < post review share of activities 
in a project ≤ 92.16; substantial: 92.16 < post review share of activities in a project ≤ 97.50; high: post 
review share of activities in a project > 97.50. Integrity ratings assess the risks associated with a project 
and determine the appropriate level of due diligence required. Panel a: The total number of projects 
is 713. Panel b: Regional projects are excluded; the total number of projects is 667. FCS = fragile and 
conflict-affected situation; IBRD = International Bank for Reconstruction and Development;  
IDA = International Development Association; PPR = procurement post review report.

Nearly all prior review signed contracts have at least one published procure-
ment notice (over 99 percent), although transparency may be lower for post 
review procurement. In contrast, about 80 percent of post review signed 
contracts reported in STEP show published procurement notices. In addition, 
greater delays in publishing procurement appear in post review, suggesting 

Integrity rating by country groupa.

Integrity rating by projects having a procurement post review report 
in the previous fiscal year or not

b.
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that more attention may be needed, but there may also be reporting delays 
entering procurement activities in STEP. Overall, publication rates are high 
to notify the public of procurement; however, there may be an opportunity 
to improve transparency in some post review processes.

Complaints for Fair Procurement

The most frequent complaints from potential suppliers were related to 
technical evaluation (26 percent), qualification criteria (18 percent), and the 
disqualification of bids and proposals (17 percent). This suggests a need to 
strengthen the evaluation stage of procurement to ensure strong criteria 
that can support fair decisions and withstand feedback. Overall, about 
one-third of projects had complaints, with an average of four complaints 
per project. The mean time to resolve a complaint was more than five and 
a half months (173 days), with the quicker quartile of projects resolving in 
a month (28 days) and the slower quartile of projects having complaints 
delay processes by more than six months and in some few projects by more 
than four years. Complaints are more prominent in IBRD countries, which 
account for almost 40 percent of complaints, followed by FCS countries with 
21 percent of complaints (figure C.28).

Figure C.28.  Complaints by Country Group

Source: Independent Evaluation Group.

Note: The total number of complaints in 240 projects is 769. FCS = fragile and conflict-affected situa-
tion; IBRD = International Bank for Reconstruction and Development; IDA = International Development 
Association.
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In terms of expansion of the complaint window through the standstill period, 
7 percent of prior review activities and 34 percent of projects used standstill 
periods based on available data in STEP. Standstill delays in some projects 
suggest the importance of robust mechanisms to quickly resolve complaints, 
and countries may need to develop such capacities. Most delays for works and 
nonconsulting services standstill are in projects in IBRD countries, whereas 
consultant standstill delays are in IDA and FCS countries (figure C.29).

Figure C.29.  Share of Prior Review Activities with Standstill Delay

Source: Independent Evaluation Group.

Note: Delayed activities are activities with a recorded standstill period that report an activity completion 
time above the median number of days of activities with standstill period. Delayed activities are divid-
ed by the total number of activities with standstill period within each procurement category to arrive  
at the shares reported in the figure. The total number of prior review completed activities with record-
ed standstill period in 196 projects is 486. Regional projects are excluded from the data.  
FCS = fragile and conflict-affected situation; IBRD = International Bank for Reconstruction and 
Development; IDA = International Development Association.

Activities with a standstill period had higher activity risks and smaller con-
tract sizes. Almost 80 percent had activity risk ratings of substantial or high, 
and more than half had smaller contract sizes—that is, standstill periods are 
typically used in small, high-risk procurements (figure C.30).
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Figure C.30.  Prior Review Activities with Standstill Period by Contract 

Size and Activity Risk

Source: Independent Evaluation Group.

Note: The figure shows the shares of activities with a standstill period for each contract size level. The 
total number of prior review completed activities with a standstill period is 513.

Few suppliers were sanctioned. Sanctions against suppliers were limited, 
accounting for less than 1 percent of suppliers across countries. This raises 
questions about whether sanctions should be used more often. Almost half 
of the ineligible suppliers are in IBRD or blend countries.

Overall Integrity, Transparency, and Fairness  
of Procurement of the Portfolio

The composite score measuring integrity, transparency, and fairness 
suggests that most projects do well on integrity. The analysis considers five 

Activities with a standstill period by contract sizea.

Activities with a standstill period by activity risk ratingb.
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indicators: (i) whether a project had a PPR in the previous fiscal year;4  
(ii) the project integrity rating; (iii) the average time in days taken for a 
complaint to get resolved (project average); (iv) the completion time in days 
for an activity with a standstill period (project average); and (v) the average 
activity risk rating per project. The most important indicators contributing 
to this composite score are the project’s integrity risk rating and the 
procurement risk of project activities (figure C.31, panel a).

Projects that score better on the procurement integrity, transparency, and 
fairness principle have longer standstill time, longer complaint resolution 
time, lower activity risk, lower integrity risk, and a lower post review share 
of activities. Projects with high integrity process procurement relatively 
quickly but are not the fastest compared with the most efficient projects in 
the portfolio. There may be slowdowns in resolving complaints and longer 
average standstill periods. Hence, helping to resolve complaints more 
quickly may help improve procurement. The projects tend to have lower 
integrity and activity risks, as assessed by the World Bank procurement 
specialists. More attention to PPRs and mitigation actions may help projects 
with lower integrity (table C.13). Integrity of projects is highest in South 
Asia, Eastern and Southern Africa, and FCS and is lower in Latin America and 
the Caribbean, Middle East and North Africa, and Western and Central Africa 
(figure C.31, panel c). Having higher capacity may facilitate better integrity 
in World Bank projects.

Figure C.31.  Integrity, Transparency, and Fairness Composite Measure: 

Distribution across Projects and by Region

Principal component analysis results for underlying indicators in the composite measurea.

Distribution of integrity scores across projectsb.

Composite integrity, transparency, and fairness scores by Regionc.
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Principal component analysis results for underlying indicators in the composite measurea.

Distribution of integrity scores across projectsb.

Composite integrity, transparency, and fairness scores by Regionc.

Source: Independent Evaluation Group.

Note: Panel a shows the rotated factor loadings matrix resulting from the principal component analysis 
(varimax or orthogonal rotation is applied). This figure is analogous to figures C.16, panel a, for the  
efficiency procurement principle, and figure C.25, panel a, for the economy procurement principle,  
and should be interpreted in the same way. The first principal component (component 1) explains  
29 percent of the cumulative variance of the underlying variables, and the first two principal compo-
nents, which have eigenvalues equal to 1 or above, explain 51 percent of the cumulative variance of 
the underlying variables (these latter results are not shown in panel a). Panel b shows the distribution 
of the estimated composite measure (score) for the integrity, transparency, and fairness procure-
ment principle, based on the first principal component highlighted in panel a. Panel c shows shares 
of projects by Region and by levels of the integrity, transparency, and fairness composite score. One 
Regional project is excluded. Quartiles break down economy score levels. The total number of projects 
is 713. AFE = Eastern and Southern Africa; AFW = Western and Central Africa; EAP = East Asia and 
Pacific; ECA = Europe and Central Asia; LAC = Latin America and the Caribbean; MENA = Middle East 
and North Africa; PPR = procurement post review report; SAR = South Asia.
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Table C.13.  Selected Variables across Projects by Overall Integrity Score

Variable

Integrity Score of Projects

Low Moderate Substantial High

Turnaround time (days) 120 116 119 100

Average standstills per 
project (number)

4 2 2 2

Complaint resolution (days) 107 164 252 303

Average complaints per 
project (number)

4 3 3 3

Activity risk Substantial Moderate Moderate Moderate

Integrity risk Substantial Substantial Moderate Low

Post review share of  
activities (%)

93 87 84 79

Share of projects with a 
PPR in final fiscal year (%) 

17 24 30 36

Source: Independent Evaluation Group. 
 

Note: The table shows project averages of the different row variables across integrity score levels. Quar-
tiles break down integrity score levels. PPR = procurement post review report.

Fit for Purpose and Value for Money Procurement 
Principles

Procurement Planning

Procurement plans are actively used. On average, teams update their 
procurement plan over 30 times during a project, but there is a wide range—
from 0 to over 100 updates. More frequent updates are in lower procurement 
capacity countries and in projects led by the Human Development and 
Sustainable Development Practice Groups. There are often many smaller 
contracts in social sectors that require planning.

Procurement Risk Analysis

The project-level procurement risk analysis often has limited variation 
during project implementation. This suggests that frequent project-level 
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risk reassessment, done biannually in the Procurement Risk Assessment and 
Management System, is not needed unless there is a change in context. The 
initial assessment can inform planning (figure C.32).

Figure C.32.  Average Project Procurement Risk Ratings by Project  

Active Year

Source: Independent Evaluation Group.

Note: The figure shows shares of projects for different Procurement Risk Assessment and Management 
System project procurement risk ratings by project active years. Ratings used are those from the latest 
Procurement Risk Assessment and Management System sequence for each project at the date of data 
extraction. The number of projects with two active years at the date of data extraction is 137, with three 
active years is 188, with four active years is 186, and with five or more active years is 200. The total num-
ber of projects with available Procurement Risk Assessment and Management System risk ratings is 711.

Larger contracts are frequently assigned a higher procurement activity risk 
compared with smaller lower-value contracts (figure C.33). A lower-cost  
procurement activity is sometimes classified as high risk, although not  
as common.
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Figure C.33.  Signed Contracts by Size and Level of Activity Risk

Source: Independent Evaluation Group.

Note: The figure shows shares of signed contracts within contract size levels by levels of activity risk. 
The total number of signed contracts in 26,736 procurement activities with available activity risk ratings 
is 34,409. K = thousand; M = million.

Prior review procurement, supported by World Bank procurement staff, 
mainly focuses on high-value and high-risk procurement. Smaller-value 
high-risk procurement activities are only sometimes processed using prior 
review, although prior review is more frequent for high-risk small works than 
other procurement categories (figure C.34). This suggests that World Bank 
procurement staff rarely set the risk level for an activity considering factors 
other than the value threshold.

Figure C.34.  Procurement Activities below the Value Threshold for  

Open International Procurement Approaches by Risk  

and Review Type

Worksa.

Goods and nonconsulting servicesb.
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Worksa.

Goods and nonconsulting servicesb.

Source: Independent Evaluation Group.

Note: The figures are based on signed contracts below thresholds of open international procurement 
approaches for works, and for goods and nonconsulting services. In panel a, the total number of 
signed contracts with the amount below the threshold of US$5 million for works is 3,471. In panel b, the 
total number of signed contracts with the amount below the threshold of US$5 million for goods and 
nonconsulting services is 16,492. Procurement activities below the value threshold are typically eligible 
to be carried out by post review.

Procurement risk and implementing agency risk are associated with project 
implementation and the likelihood of a project encountering processing 
issues. Procurement activity risk is negatively correlated with project imple-
mentation ratings (figure C.35). Moreover, implementing agency risk can be 
particularly important because projects with a higher-than-average imple-
menting agency risk often encounter more procurement processing issues 
during implementation. This suggests that the client experience must be 
addressed to avoid implementation problems related to procurement  
(figure C.36).
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Figure C.35.  Scatterplot of Projects’ Average Procurement Activity Risk 

Ratings and Project Implementation Ratings

Source: Independent Evaluation Group.

Note: The figure shows a scatterplot of projects’ average procurement activity risk ratings against 
project implementation ratings. Activity risk ratings are converted to numerical values and averaged for 
each project. The conversions are as follows: low activity risk = 1, moderate activity risk = 2, substantial 
activity risk = 3, and high activity risk = 4. Project implementation ratings are similarly converted to 
numeric values: highly unsatisfactory = 1, unsatisfactory = 2, moderately unsatisfactory = 3, moderately 
satisfactory = 4, satisfactory = 5, and highly satisfactory = 6. Project implementation ratings are from the 
latest project Implementation Status and Results Report at the date of data extraction. The Pearson 
correlation coefficient is −0.18 and is statistically significant at the 1 percent level. The total number of 
projects is 687.
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Figure C.36.  Implementing Agency Risk Ratings and Procurement Issues 

in Implementation Status and Results Reports

Source: Independent Evaluation Group.

Note: The figure shows the share of projects within each level of implementing agency risk rating 
across levels of procurement issues found in Implementation Status and Results Reports (ISRs). 
Implementing agency risk ratings are available in Procurement Risk Assessment and Management 
System reports. The levels of issues in ISRs are as follows: very low: 0 ≤ number of procurement issues 
in ISRs per project < 3; low: number of procurement issues in ISRs per project = 3; high: 3 < number 
of procurement issues in ISRs per project ≤ 6; very high: 6 < number of procurement issues in ISRs 
per project ≤ 8. The total number of projects with available information on implementing agency risk 
ratings is 282.

World Bank Procurement Staff

World Bank procurement staff have a high workload, especially in Africa, and 
when projects encounter procurement issues. On average, procurement staff 
are involved in over 6 projects at a time, but this range is between 1 and 32 
projects per procurement staff. Procurement staff with accountability and 
decision-making responsibilities handle more than 7 projects at a time on 
average and as many as 22. Procurement specialists are highly burdened in 
Western and Central Africa, with over 80 percent of staff handling a high 
number of projects, followed at a length by Eastern and Southern Africa with 
about one-third of procurement staff being highly burdened. Procurement 
staff in IDA countries and working on regional projects stand out as being 
highly burdened with a high number of projects to support; in addition, 
procurement team size per project increases with the project commitment 
amount (figure C.37). In other Regions and country groups, accountability 
and decision-making procurement staff are moderately burdened. Where 
staff are highly burdened, there are more procurement issues (which delay 
projects) reported in ISRs.

Procurement staff have a mix of technical skills. In terms of staff skills, 
about 65 percent of World Bank procurement staff have technical knowledge 
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beyond procurement to help with sector specifications for procurement 
activities. Additional areas are related, for example, to transport, urban de-
velopment, energy access policy and regulations, wastewater, sewerage, and 
sanitation, among others.

Figure C.37.  Procurement Staff Support in Projects: Overall, by Country 

Type, Region, and Commitment Amount

Projects per procurement staff by Regionsc.

Distribution of projects per procurement staffa.

Projects per procurement staff, by country groupb.

Procurement specialists per project, by project commitment amountd.

Country group
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Projects per procurement staff by Regionsc.

Distribution of projects per procurement staffa.

Projects per procurement staff, by country groupb.

Procurement specialists per project, by project commitment amountd.

Country group

Source: Independent Evaluation Group.

Note: Panel a shows histograms depicting the distribution of the number of projects per procurement 
specialist in terms of staff frequencies: the first histogram for all procurement specialists, the second 
histogram for ADM procurement specialists, and the third histogram for non-ADM procurement 
specialists. Panel b shows shares of procurement specialists within country groups and across levels 
of projects per procurement specialist. Procurement specialists can be double counted across lending 
groups since they can be working across projects in different countries. Panel c shows shares of 
procurement specialists within Regions and across levels of projects per procurement specialist.  
The levels of projects per procurement specialist are defined as follows: low = 1–3 projects, moderate = 
4–9 projects, and high = 10–32 projects. Panel d reports procurement specialists per project  
(project procurement team size). The total number of procurement specialists (147 ADM, 15 non-ADM,  
3 unclassified) in 713 projects is 165. ADM = accountability and decision-making; FCS = fragile and 
conflict-affected situation; IBRD = International Bank for Reconstruction and Development;  
IDA = International Development Association; M = million.
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Hands-on Expanded Implementation Support

About 8 percent of projects in the portfolio received HEIS to speed up pro-
curement, mostly in Human Development and in Middle East and North 
Africa, East Asia and Pacific, and Africa. The World Bank used HEIS in low-
er procurement capacity countries, as expected (table C.14). Projects with 
HEIS also tend to have faster average procurement processing time. Projects 
with HEIS take an average of two and a half months (72 days) to process 
procurement activities, whereas those without HEIS take an average of four 
months (117 days). The benefit of HEIS coaching is seen for both prior and 
post review procurement. Projects with HEIS take, on average, just over three 
months (95 days) to process prior review procurement compared with almost 
eight months (234 days) for projects without HEIS. Project with HEIS take 
just over two months to process post review procurement in projects and 
over three months (98 days) without HEIS.

Table C.14.  Hands-on Expanded Implementation Support in Projects by 
Practice Group, Region, and Country Capacity

Variable

Project Has HEIS

Yes Row share (%) No Total

Practice Group

Human Development 44 19 184 228

Sustainable Development 6 3 214 220

Infrastructure 5 3 139 144

Equitable Growth, Finance, 
and Institutions

1 1 94 95

Total 56 8 631 687

Region

MENA 5 18 23 28

EAP 9 10 83 92

AFW 18 10 169 187

AFE 12 9 120 132

SAR 6 6 91 97

(continued)
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Variable

Project Has HEIS

Yes Row share (%) No Total

LAC 5 6 77 82

ECA 1 1 68 69

Total 56 8 631 687

Procurement capacity level

Very low 24 13 160 184

Low 16 8 179 195

High 8 5 143 151

Very high 5 4 107 112

Total 53 8 589 642

Source: Independent Evaluation Group. 
 

Note: Because there is no available information on procurement capacity, regional projects and projects 
in Chile and Guatemala are excluded. Procurement capacity is defined as the capacity to conduct pro-
curement according to each procurement principle (see appendix E for more details). The total number 
of projects by Practice Group and by Region is 687; the total number of projects by procurement capac-
ity level is 642. AFE = Eastern and Southern Africa; AFW = Western and Central Africa; EAP = East Asia 
and Pacific; ECA = Europe and Central Asia; HEIS = hands-on expanded implementation support; LAC = 
Latin America and the Caribbean; MENA = Middle East and North Africa; SAR = South Asia.

HEIS also speeds up procurement processing times in emergency projects. 
Procurement processing takes about a month to process in emergency 
projects with HEIS, much faster than the four months in nonemergency, 
non-HEIS projects, and faster than the overall average turnaround time of 
three months (88 days) found for the whole IPF portfolio (see table C.4). The 
same pattern is seen for prior and post review procurement in emergency 
projects: prior review procurement in emergency projects with HEIS takes 
on average 51 days to process (figure C.38) compared with the prior review 
average of 152 days (see figure C.7, panel a).
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Figure C.38.  Average Procurement Turnaround Time in Projects by 

Emergency and Hands-on Expanded Implementation 

Support Flags

Source: Independent Evaluation Group.

Note: Emergency projects are defined as having at least one of (i) a general emergency flag, (ii) a 
COVID-19 response pillar flag, or (iii) an investment project financing disaster response flag. N = 687 
projects. HEIS = hands-on expanded implementation support.

Overall Fit for Purpose of Procurement in the 
Portfolio

The fit for purpose composite indicator considers project procurement risk 
ratings, procurement issues reported in ISRs, total procurement staff per 
project, the latest project procurement rating, and whether the project has 
HEIS or not. The indicators contributing the most to this composite are the 
number of issues reported in ISRs, the project procurement and risk ratings, 
and the number of procurement staff working on the project, in that order 

Post reviewc.

All procurementa.

Prior reviewb.
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(figure C.39, panel a). Fit-for-purpose procurement in a project involves 
tailoring procurement to address risks, capacity, and potential procurement 
issues. On average, projects with HEIS, higher procurement processing in the 
first fiscal year, and fewer issues reported in ISRs present a higher fit for pur-
pose. The reporting of issues may be a signpost that there is a need for better 
support to tailor procurement to the context of the project (table C.15). 
The portfolio suggests that it may be easier to do this tailoring in projects 
in countries with higher capacity and lower risk, and in IBRD countries and 
small states, but it appears to be more challenging in FCS countries and West 
and Central Africa. In addition, projects tagged with COVID-19 response 
pillars are often well tailored for procurement, as are projects where restruc-
turing has yet to occur (figure C.39, panels c, d, and e).

Figure C.39.  Fit-for-Purpose Composite Measure: Distribution across 

Projects, Region, COVID-19 Projects, and Restructured 

Projects

Principal component analysis results for underlying indicators in
the composite measure

a.

Distribution of fit-for-purpose scores across projectsb.

Composite fit-for-purpose scores by Regionc.

Composite fit-for-purpose scores: COVID-19 projects versus 
non-COVID-19 projects

d.

Composite fit-for-purpose scores: restructured versus
nonrestructured projects

e.
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Principal component analysis results for underlying indicators in
the composite measure

a.

Distribution of fit-for-purpose scores across projectsb.

Composite fit-for-purpose scores by Regionc.

Composite fit-for-purpose scores: COVID-19 projects versus 
non-COVID-19 projects

d.

Composite fit-for-purpose scores: restructured versus
nonrestructured projects

e.
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Principal component analysis results for underlying indicators in
the composite measure

a.

Distribution of fit-for-purpose scores across projectsb.

Composite fit-for-purpose scores by Regionc.

Composite fit-for-purpose scores: COVID-19 projects versus 
non-COVID-19 projects

d.

Composite fit-for-purpose scores: restructured versus
nonrestructured projects

e.

Source: Independent Evaluation Group.

Note: Panel a shows the rotated factor loadings matrix resulting from the principal component anal-
ysis (varimax or orthogonal rotation is applied). This figure is analogous to figure C.16, panel a for the 
efficiency procurement principle, figure C.25, panel a for the economy procurement principle, and 
figure C.31, panel a for the integrity, transparency, and fairness procurement principle, and should 
be interpreted in the same way. The first principal component (component 1) explains 25 percent of 
the cumulative variance of the underlying variables, and the first three principal components, which 
have eigenvalues equal to 1 or above, explain 67 percent of the cumulative variance of the underlying 
variables (these latter results are not shown in panel a). Panel b shows the distribution of the estimated 
composite measure (score) for the fit-for-purpose procurement principle, calculated based on the first 
principal component highlighted in panel a. Panel c shows shares of projects by Region and by levels 
of the fit-for-purpose composite score. Panel d compares the distribution of projects tagged with the 
COVID-19 emergency indicator with projects not tagged, across levels of the fit-for-purpose com-
posite score. Panel e compares the distribution of restructured projects and nonrestructured projects 
across levels of the fit-for-purpose composite score. The total number of projects is 713. AFE = Eastern 
and Southern Africa; AFW = Western and Central Africa; EAP = East Asia and Pacific; ECA = Europe and 
Central Asia; HEIS = hands-on expanded implementation support; ISR = Implementation Status and 
Results Report; LAC = Latin America and the Caribbean; MENA = Middle East and North Africa; PRAMS 
= Procurement Risk Assessment and Management System; SAR = South Asia.

Table C.15.  Selected Variables across Projects by Overall Fit-for-Purpose  
Score

Variable

Fit-for-Purpose Score of Projects

Low Moderate Substantial High

Turnaround time (days) 128 108 118 97

PRAMS project  
procurement risk

High Substantial Substantial Moderate

Activity risk Substantial Moderate Moderate Moderate

Projects with HEIS (%) 13 13 27 48

Procurement signed in 
the first fiscal year of the 
project (%)

21 24 35 36

Procurement issues  
reported in ISRs

Very high High Low Low

Source: Independent Evaluation Group. 
 

Note: The table shows project averages of the different row variables across fit-for-purpose score levels. 
Fit-for-purpose score levels are broken down by quartiles. HEIS = hands-on expanded implementation 
support; ISR = Implementation Status and Results Report; PRAMS = Procurement Risk Assessment and 
Management System.
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Value for Money of Procurement

The evaluation estimates a value-for-money composite score by taking the 
average of the composite scores of efficiency; economy; integrity, trans-
parency, and fairness; and fit for purpose. This analysis was based on the 
literature as detailed in appendix B. The composite is an estimate of the 
value for money of active projects in the portfolio because the portfolio in-
cludes few closed projects.

All procurement composite scores are significantly correlated with project 
implementation and progress on development outcome ratings (table C.16). 
This suggests a strong logic of the procurement reform in that procurement 
that achieves the procurement principles and value for money, supports sat-
isfactory project implementation, and contributes to a project’s development 
outcomes. Figure C.40 shows the association between selected indicators of 
each procurement principle, value for money, and project implementation 
ratings. Satisfactory project implementation ratings are positively associated 
with faster procurement turnaround times (efficiency), lower market risks 
(economy), fewer complaints (integrity), and lower procurement activity 
risks (fit for purpose; figure C.40).

The fit-for-purpose procurement score is most strongly correlated with proj-
ect implementation ratings, emphasizing its importance for enhancing value 
for money. This suggests that more emphasis on fit for purpose of procure-
ment could improve procurement performance and project implementation 
ratings. After fit for purpose, in terms of importance, are efficiency, integri-
ty, and economy, respectively. The findings show a clear trade-off between 
addressing the economy of procurement, for example, by using competitive 
approaches, and the other procurement principles.
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Figure C.40.  Value-for-Money Association with Project Implementation 

Ratings and Selected Indicators Measuring the 

Procurement Principles and Risks

Value for money by implementation rating and complaintsc.

Value for money by implementation rating and turnaround timesa.

Value for money by implementation rating and market riskb.

Value for money by implementation rating and project activity riskd.
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Value for money by implementation rating and complaintsc.

Value for money by implementation rating and turnaround timesa.

Value for money by implementation rating and market riskb.

Value for money by implementation rating and project activity riskd.

Source: Independent Evaluation Group.

Note: The Pearson correlation coefficients between the project implementation rating and the pro-
curement turnaround time is −0.18 (panel a); market risk is −0.17 (panel b); complaints per project is 
−0.19 (panel c); and procurement activity risk is −0.18 (panel d). All Pearson correlation coefficients are 
statistically significant at the 1 percent level. The total number of projects is 713.

Multivariate Regression Analysis

The evaluation used data on the cross-section of projects in the IPF portfolio 
to run a multivariate regression analysis for uncovering predictors of project 
implementation ratings. We excluded project development outcome ratings 
from the analysis because the evaluation portfolio includes active IPF—that 
is, we cannot account for important correlates of outcome ratings docu-
mented in the literature, such as quality at entry, quality at supervision, and 
monitoring and evaluation ratings (Hussein, Kenyon, and Friedman 2019; 
Raimondo 2016) to reduce the risk of omitted variable bias. However, data 
from the correlation analysis suggest that better project implementation and 
procurement ratings will translate into better outcome ratings. In addition, 
because procurement ratings are part of the estimate of the fit-for-purpose 
composite score, we also did not use them in the regression analysis.

The main independent variables in the multivariate regression are the 
composite measures for each procurement principle and procurement 
variables not used in the calculation of the composite scores or with weak 
association with the first principal component produced in the correspond-
ing PCA (which is used to build the composite scores), such as the average 
first procurement processing time per project, and the market risk ratings. 
The analysis also includes control variables to minimize omitted variable 
bias in estimates. These include total project commitment amounts, a 
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COVID-19 response flag, approval year, Region, country groups, and World 
Bank Practice Groups. The analysis also tried controlling for signed procure-
ment contract amounts, project duration, restructuring flags, and emergency 
projects, although these variables are not reported because they do not 
add to the explanatory power of the model or show statistically significant 
associations with our dependent variable. The main variable not considered 
in the model that the evaluation finds important is the availability of expe-
rienced human resources in the project. In addition, although the literature 
documents several project-level predictors of development outcome ratings 
in World Bank projects, to our knowledge, there is no systematic research on 
the direct determinants of project implementation ratings in World Bank–
supported IPF.

Table C.17 shows descriptive statistics of variables used in the model. On 
average, projects have an implementation rating of moderately satisfactory 
with some variation. The average commitment amount in the IPF portfolio 
is $132 million and varies considerably (its standard deviation is larger than 
the mean); the average market risk is moderate and varies somewhat; and 
the average first procurement processing time in a project, irrespective of 
procurement category or review type, is 10 months. Almost half of projects 
are in Africa and two-thirds are led by Human Development and Sustainable 
Development Practice Groups. About 30 percent of projects are tagged as 
financing the COVID-19 response.

The multivariate regression results emphasize the importance of fit-for-pur-
pose procurement and the speed of the first procurement in a project (which 
is consistent with other evaluation findings). The results suggest that the 
procurement efficiency and fit-for-purpose composite scores are positively 
and significantly associated with project implementation ratings once other 
variables are held constant in our model and are robust across specifications 
(columns 1–3; table C.18). The results of the regression analysis for the 
fit-for-purpose composite score are the most robust and suggest that fit-for-
purpose procurement to customize approaches in projects is important for 
satisfactory project implementation. Notably, after we add the first procure-
ment average processing speed as part of our control variables in column 3 
(alongside other controls), the efficiency score loses its significance, whereas 
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the first procurement processing speed variable shows a negative and sta-
tistically significant association with project implementation ratings (that 
is, longer times to process the first procurement in a project are associated 
with lower implementation ratings, all other variables in the model being 
constant). Recalling that the efficiency score can be interpreted as the proj-
ect’s average procurement turnaround time, this result suggests that in our 
model, a project’s first procurement could be, on average, more important 
for project implementation ratings than turnaround time once we hold con-
stant other independent variables. In addition, in our preferred specification 
in column 3, the model explains about 30 percent of the variation in project 
implementation ratings (see R-squared measure in table C.18). The overall 
value-for-money composite score shows a much more robust result—it is 
positively and significantly associated with project implementation ratings 
and is robust across all our specifications (columns 4–6). In our preferred 
specification in column 6, the first procurement processing speed variable 
remains negatively associated with project implementation ratings and is 
near statistical significance at the 10 percent level with a p value of .12.

The multivariate regression also suggests the importance of market risk 
(which is consistent with the evaluation findings that emphasize the impor-
tance of market analysis). A project’s market risk rating is negatively and 
significantly associated with implementation ratings and is robust across all 
specifications in the analysis. This suggests that the market risk rating is an 
important economy measure negatively associated with project implementa-
tion and procurement ratings. That is, on average, the higher the market risk, 
the lower the project implementation ratings, all else being constant in our 
model. In addition, the market risk has a low negative correlation of −0.18 
with the first principal component of the PCA that was used for calculating 
the economy composite score, reducing the risk of collinearity between mar-
ket risk and the economy composite score in the regressions.

Another result was the difference in implementation ratings among proj-
ects with more commitments supporting COVID-19 and in Infrastructure. 
The multivariate regression also suggests that project commitments are 
positively and significantly associated with implementation ratings, with 
robust results across model specifications. It is also worth highlighting that 
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(i) projects tagged as financing the COVID-19 response, on average, tend to 
have higher implementation ratings compared with projects without such 
tags (columns 3 and 6); (ii) compared with Eastern and Southern Africa, 
projects in South Asia and Latin America and the Caribbean, on average, 
have lower implementation ratings; (iii) compared with FCS, on average, 
IDA countries and regional projects have higher implementation ratings; 
and (iv) Infrastructure Practice Group–led projects on average tend to have 
lower implementation ratings compared with Equitable Growth, Finance, 
and Institutions.
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1 The principal component analysis (PCA) finds the linear combination that explains the 

maximum variance among a set of observed variables—the first principal component. It also 

finds another orthogonal (uncorrelated) linear combination that explains the maximum 

amount of remaining variance (the second principal component), and so on until all variance 

is explained. From k variables, k principal components are extracted, which between them 

explain all the variances. PCA serves as a data reduction technique because fewer than k 

components will often explain most of the observed variance. If further work concentrates 

on those components, the analysis can be simplified (Hamilton 2012). The composite score 

for the first principal component is calculated by multiplying each standardized variable by 

the corresponding factor loading for that component and summing the results. This PCA was 

applied to the 713 projects in the portfolio. The average of the indicators was used to repre-

sent missing values for the 26 projects that lack available procurement activities or contract 

numbers. 

2 Unsuccessful contract processing means lost time to restarted or stopped processes. 

Unsuccessful contract amounts accounted to about 129.5 million for the six-year peri-

od of analysis (about 22 million per year). However, not all procurement is entered in the 

Systematic Tracking of Exchanges in Procurement system by clients, especially for early years 

of the reform. These contracts may have been eventually reprocessed, but implementation 

processes were likely delayed. 

3 Project duration is defined as the time in days between project approval date and project 

closing date for closed projects, and project approval date and data extraction date for active 

projects. 

4 Whether a project had a procurement post review report in the previous fiscal year was the 

only dichotomous variable used in the PCA exercise. 



Appendix D. Country Procurement 
Capacity Strengthening

The 2016 World Bank procurement reform envisages country-level procurement 

capacity strengthening based on country ownership and needs. This analy-

sis aims to understand the World Bank’s role over time in helping countries 

strengthen their procurement capacity.

Portfolio Identification and Analysis

To identify the portfolio, the analysis constructs a database of approved active 

and closed World Bank interventions by October 25, 2022.1 Interventions refer to 

investment project financing (IPF), Program-for-Results financing, development 

policy loan (DPL) financing, and other lending instruments, and advisory ser-

vices and analytics (ASA) and other nonlending instruments.

The analysis uses sector and thematic codes2 and text analysis to identify inter-

ventions with procurement capacity strengthening activities or prior actions, 

which are found in DPLs. The text analysis is based on keywords identified 

through a rapid literature review on procurement capacity strengthening3 and a 

manual review of a sample of interventions. The inclusion criteria for the port-

folio are at least one occurrence of the primary keyword in the intervention’s 

name, objective, component names, indicators, prior actions, or summary text, 

and being in the top percentiles of interventions with secondary and tertiary 

keywords.4 The interventions are filtered into two groups (total of 21,248 in-

terventions), one for fiscal year (FY)10–16 and one for FY17–23, to compare 

capacity strengthening activities before and after the 2016 reform.

Although text analysis is useful to systematically identify interventions, some 

interventions may be overlooked, while others may be incorrectly labeled as 

capacity strengthening interventions. Thus, the analysis reviewed a sample 

of interventions for false positives in two rounds and refines the keywords. 

For instance, interventions are screened that use the word “procurement” in a 

sense not related to capacity strengthening. The portfolio obtained in this way 

includes 948 interventions (212 IPF, 32 Program-for-Results, 200 DPL, and 504 

26
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ASA or nonlending activities): 417 interventions relate to FY10–16, and 531 in-

terventions relate to FY17–23. The interventions range from those that provide 

dedicated support to procurement capacity strengthening to those with a single 

or a few activities embedded in project components.

The coded portfolio includes 437 interventions from FY17 to FY23 that are 

complete or in the final years of implementation to understand the intermediate 

outcomes of the capacity strengthening.5 The coding followed a codebook and 

template in SurveyMonkey and the evaluation team provided training to coders 

for consistent coding of interventions, including (i) type of procurement capac-

ity challenges addressed by the intervention, (ii) type of procurement capacity 

strengthening activities, (iii) type of achieved or likely procurement capacity 

strengthening outcome, (iv) types of entities affected by the planned change, (v) 

possible challenges in implementing the capacity strengthening activity, and (vi) 

completeness of available information. For the types of challenges, outcomes, 

and activities the coder had to choose from a dropdown menu.

The coding led to the identification of 15 percent of false-positive matches of 

the text analysis (about 65 interventions). Because the coding covered only 

FY17–23, and there is a risk of introducing bias when removing known false 

positives from the analysis for the whole portfolio, the evaluation team con-

ducted a sensitivity analysis of the full data set, comparing data from FY10–16 

and FY17–23 with and without excluding false positives. Based on no observed 

qualitative differences between the two sets of portfolios, the analysis of the 

complete portfolio uses 884 interventions, excluding the false-positive matches 

identified in the coding.6

The coding data were analyzed using Phyton. To understand capacity 

strengthening interventions in relation to the context and needs of countries, 

the team combined the final portfolio with data from the heat map analysis 

on country procurement capacity conducted for the evaluation. This analysis 

includes examining the World Bank’s procurement capacity strengthening 

support based on the four country procurement capacity groups of very high, 

high, low, and very low.

The team also reviewed 193 indicators measuring procurement-related chang-

es in 73 IPFs and the most recent Country Partnership Frameworks (CPFs) of 

56 countries. These indicators were analyzed in Excel. The countries for which 
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the CPFs were reviewed coincide with the case study countries, which the team 

randomly selected. Finally, the team carried out key informant interviews with 

World Bank procurement staff strongly involved in capacity strengthening to 

validate the results and obtain additional information on good practices.

Summary of Results

1. Country procurement capacity strengthening support provided 

through ASA significantly increased at the expense of lending.

The procurement capacity strengthening support increased in FY17–23, 

reaching more countries. The number of procurement capacity strengthening 

interventions increased by 8 percent in FY17–23 compared with FY10–16. In 

FY10–16, the World Bank provided support to 94 countries. This support in-

creased to 105 countries in FY17–23, with support to certain countries stopped, 

reduced, or increased, and support to new countries started.

The greatest amount of procurement capacity strengthening support is still 

provided to African countries, but the country-specific support is declining, 

partially driven by an increase in global interventions. In FY17–23, Africa 

received 29 percent of procurement capacity strengthening interventions 

compared with 40 percent in FY10–16. Capacity strengthening interventions 

increased in Central Asia, Middle East and North Africa, and South Asia and 

Europe. The remaining regions received a decreasing share of the capacity 

strengthening portfolio, with the largest decline in Western and Central Africa. 

The decline in portfolio allocation to certain Regions is in part driven by an 

increase in global capacity strengthening interventions, which increased by 

about 9 percentage points. The global interventions are not country specific and 

have either procurement or sectoral angles. Interventions with a procurement 

angle include activities to (i) study specific procurement topics, such as 

e-procurement and procurement system rating; (ii) prepare procurement 

training and guidance material, including good practices and lessons; and  

(iii) provide procurement training and exchanges. The sectoral global 

interventions usually carry out assessments and prepare guidance material 

to support procurement, such as railway, renewable and energy efficiency 

procurement, and health sector procurement.
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Procurement capacity strengthening through nonlending is mainly supported 

by trust fund resources, with limited use of lending for capacity strengthening 

interventions. Nonlending activities increased by about 50 percent in FY17–23 

compared with FY10–16. This was largely funded through trust funds. The 

Global Procurement Partnership multidonor trust fund has provided over $10 

million since it became effective in November 2016. In addition, three procure-

ment capacity strengthening trust funds,7 for which we have data, provided 

resources to finance 1 percent of interventions in FY10–16. This number in-

creased to nearly 8 percent in FY17–23. Key informant interviews also confirm 

the importance of trust fund resources to increase country procurement capacity 

strengthening provided through nonlending. Lending for procurement capacity 

strengthening through IPFs and DPLs significantly decreased.

2. Country procurement capacity strengthening support could be more stra-

tegically planned based on rapid and targeted assessments.

Few World Bank CPFs provide guidance for procurement capacity strengthening. 

In 20 percent of the CPFs current at the time of the evaluation, procurement ca-

pacity strengthening is significant or highly significant—that is, those strategies 

include (i) one or more procurement capacity-related indicators and capacity 

strengthening activities that directly lead to achievement of the indicator tar-

get(s); (ii) procurement capacity-related indicators requiring a relatively high 

concentration of interactive capacity strengthening (that is, indicators for the 

government to achieve with the support of the World Bank); or (iii) projects with 

interventions fully or partially dedicated to procurement capacity strengthening, 

such as those in the Nigeria CPF, where the World Bank finances a set of capac-

ity strengthening programs (courses, certification, diplomas, and bachelor’s and 

master’s degrees in procurement).

Country procurement capacity strengthening activities could be decided based 

on more timely and consistent assessments. Interviews with World Bank pro-

curement staff show that country procurement capacity strengthening activities 

are decided based on the results of Methodology for Assessing Procurement 

Systems (MAPS), other assessments, such as Public Expenditure Reviews or 

Public Expenditure and Financial Accountability, a rapid ad hoc evaluation, 

or upon request from the client. However, about one-third of countries for 

which CPFs provide guidance on procurement capacity strengthening have a 



26
6

 
M

ak
in

g
 P

ro
cu

re
m

e
nt

 W
o

rk
 B

et
te

r  
Ap

pe
nd

ix 
D

completed MAPS assessment. About 23 of the 105 countries with procurement 

capacity strengthening interventions in FY17–23 had a completed MAPS as-

sessment (several others had planned or ongoing assessments). In addition, if a 

country has a MAPS assessment, it is not more likely to have greater continuity8  

in the procurement capacity strengthening support it receives from the World 

Bank. This suggests MAPS assessments may not help the World Bank inform the 

strategic design of country procurement capacity strengthening support.

In FY17–23, procurement capacity strengthening support shifted to countries 

with higher procurement capacity. In FY10–16, the largest share of procure-

ment capacity strengthening interventions occurred in countries with lower 

procurement capacity: 53 percent in countries with lower procurement capacity 

versus 46 percent in countries with higher procurement capacity. This pattern 

shifted in FY17–23, with higher-capacity countries receiving a greater share of 

the capacity strengthening interventions: 52 percent in countries with higher 

procurement capacity versus 48 percent in countries with lower procurement 

capacity. These data suggest that procurement capacity strengthening is often 

not strategically planned and often ad hoc.

Procurement capacity strengthening activities related to efficiency and economy 

are frequently found in countries with higher procurement capacities in these 

areas. The analysis finds that in FY17–23, 62 percent of efficiency-related and 

62 percent of economy-related activities in procurement capacity strengthening 

interventions occurred in countries that already had higher procurement capac-

ity for efficiency and economy, respectively. About 38 percent of activities took 

place in countries with low or very low procurement capacity for efficiency and 

economy. The type of efficiency-related and economy-related activities sup-

ported were similar across countries regardless of the capacity level. Conversely 

procurement capacity strengthening activities related to integrity are frequently 

in countries with low capacity in this area. The analysis finds that in FY17–23, 

53 percent of integrity-related activities occurred in countries with lower pro-

curement capacity for integrity and 47 percent in countries with higher capacity 

for integrity.
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3. Country procurement capacity strengthening could be better designed to 

address the most pressing needs and support sustained outcomes.

The most frequently supported country procurement capacity strengthening 

activities relate to learning and professionalization, procurement reform, legal, 

institutions, and information systems and transparency. The FY17–23 coding 

data show that nearly 40 percent of activities in procurement capacity strength-

ening interventions relate to procurement learning and professionalization 

and to reform, legal, and institutions (figure D.1). The analysis of the complete 

portfolio provides qualitatively similar results. This analysis also shows that ac-

tivities saw an increase in FY17–23. Delivering procurement short-term training, 

workshops, and seminars, and providing advice are the most frequently carried 

out support under procurement learning and professionalization. Other sup-

port in this area includes preparing learning materials and modules, especially 

e-learning programs, supporting country institutions to provide procurement 

training, creating a career path, and in some cases certifying procurement staff. 

Under procurement reform, legal, and institutions, support includes introducing 

and modifying procurement law and regulations, and to a lesser extent, design-

ing procurement procedures, processes, guidance, and manuals and preparing 

standard bidding documents. Information systems and transparency includes 

activities to support the design, development, or improvement of e-procurement 

systems and platforms to public procurement data. It also includes assessments 

of e-procurement systems, training on their use, transparency assessments, 

and legal changes to enhance transparency. All World Bank instruments could 

support capacity strengthening activities, but DPLs were used to support pro-

curement reforms and legal and institutional change.
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Figure D.1.  Frequency of Procurement Capacity Strengthening Activities 

in Interventions by Instrument, Fiscal Years 2017–23  

Source: Independent Evaluation Group.

Note: Activities refers to different types of procurement capacity strengthening activities included in 
World Bank procurement capacity interventions, such as IPF or ASA. One intervention may have mul-
tiple activities. Instruments can support multiple activity types. N = 576 activities; (n) = number of each 
activity type. The bars are calculated by dividing (n) by N, and the shares are calculated by dividing the 
number of instruments in each activity type by (n). ASA = advisory services and analytics; DPL = devel-
opment policy loan; IPF = investment project financing; P-for-R = Program-for-Results.

Capacity strengthening is limited for contract management and sustainabil-
ity activities, which are increasingly important in World Bank–supported 
project procurement. However, the recent increase in these activities is 
larger than for most other activities. The World Bank’s procurement capacity 
strengthening focuses even less on civil society engagement, integrity sup-
port to address corruption and enhance ethics, and contract management.

There is a link between procurement capacity needs at the country and 
project levels. For example, for smooth operational procurement, projects 
need adequate local capacity to manage procurement and evaluate bids, less 
bottlenecks in national systems that slow down procurement processing, 
e-procurement systems capability to transfer information on procurement, 
sector procurement strategies, adequate understanding of the market, and 
fair complaint handling mechanisms. Outside of e-procurement systems few 
countries receive support to address shortcomings related to their national 
procurement system. Countries with more procurement issues in projects re-
ported in ISRs receive on average the same amount of procurement capacity 
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strengthening support than those with fewer issues—in FY17–23, both coun-
try groups received on average four interventions with procurement capacity 
strengthening activities.

Country procurement capacity strengthening could be more continuous 
to favor longer-term results. The average duration of support of four years 
a country received in FY17–23 corresponds to the duration of an IPF. For 
certain countries, the support stopped or decreased significantly in FY17–23 
compared with FY10–16, and 25 of 112 countries had no continuity in 
support between the two time periods. In addition, in FY10–23, in about 
one-third of countries, the total gap between individual capacity strength-
ening interventions is five or more years, which jeopardizes the possibility 
to influence longer-term outcomes. Moreover, data suggest that there may 
have been a drop in the intensity of country level capacity strengthening in-
terventions from FY17 to FY23 compared with the period before the reform.9

Procurement capacity strengthening support is fragmented. Often, World 
Bank capacity strengthening activities go to different agencies in a country. 
For instance, in Pakistan, which received the largest number of procure-
ment capacity strengthening interventions after India (12 in FY17–23 and 
5 in FY10–16), eight are provided by the Governance Global Practice (GP) 
and nine by other GPs. The Governance GP interventions partially support 
the states and partially support the central government level. Many of these 
interventions’ objectives do not complement and enhance each other.

In India, the World Bank support is intense, and well connects to procure-
ment needs in projects. India received by far the largest amount of support: 
29 interventions in FY17–23 and 16 interventions in FY10–16. This support 
occurred over the full FY10–23 period. Although a part of this support went 
to different states with little continuity at the state level, most of the re-
maining support was used to solve procurement problems in projects at the 
country level and create local procurement capacity in a sustainable way 
through programs in universities. India has high procurement capacity, high 
procurement issues reported in ISRs, a moderately satisfactory procurement 
rating, and a competed MAPS assessment. Its CPF envisages procurement 
capacity strengthening activities, but procurement capacity strengthening is 
not a significant focus of the CPF.
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4. The results of country procurement capacity strengthening support are 

often at the output level and rarely measured.

Creating awareness, knowledge, and skills is the main outcome of the World 
Bank’s country procurement capacity strengthening support (figure D.2). 
Examples of this outcome are identified weaknesses in the procurement 
system, enhanced knowledge to carry out procurement, and awareness of 
best practices and procurement solutions in specific sectors. About 2 percent 
of interventions aim to achieve or achieve institutional change. Examples 
are increased reporting on corruption, improved procurement management 
scores, and fewer days to complete procurement. The limited number of 
interventions that focus on institutional change is unsurprising because 
World Bank interventions aim for what can be realistically achieved by the 
end of an intervention, and institutional change can take time. Improved 
collaboration is also a little sought outcome, which is a missed opportunity 
considering case studies show clients value the exchange of experiences with 
colleagues from other projects and countries. Examples of implemented im-
provements include the use of an e-procurement system and formal approval 
of a new procurement law. Examples of formulated improvements are the 
design of an e-procurement system, drafting of a procurement code or action 
plan, and development of a public-private partnership legal framework.
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Figure D.2.  Outcomes in Procurement Capacity Strengthening 

Interventions, Fiscal Years 2017–23  

Source: Independent Evaluation Group.

Note: Outcome type captures outcomes achieved or likely to be achieved based on the information in 
World Bank intervention documents. The data come from 437 interventions coded for this evaluation. 
Interventions are projects that include advisory services and analytics and other nonlending, develop-
ment policy loans, investment project financing, and Program-for-Results. Of these interventions, about 
25 percent have more than one outcome type, resulting in N = 515 total outcomes. The percentage 
of outcome types is obtained by dividing the total for each outcome type by N = 515 total outcomes. 
Outcomes are ordered by importance from highest to lowest. n = number of each outcome.

The World Bank typically uses ASA and nonlending to achieve changes in 
awareness, knowledge, and skills, and support to collaboration and institu-
tional change is less emphasized. DPLs are predominantly helped countries 
improved procurement reforms through prior actions. Improved collab-
oration is mostly supported through ASA and nonlending, and it is most 
prominent in IBRD countries, with limited to no emphasis in other country 
groups. Institutional change is rarely aimed at or achieved across countries.

CPFs rarely measure the results of procurement capacity strengthening. 
One-third of CPFs have indicators to measure results of procurement capac-
ity strengthening. One-third of these indicators measure the development 
or use of an e-procurement system. Other common indicators measure the 
timeliness of procurement processing and the use of competitive bidding.

Most procurement capacity strengthening indicators capture outputs or re-
sults closer to the output level. In the 86 percent of IPFs with procurement 
capacity strengthening indicators, 33 percent have project development 
(PD) and intermediate outcome (IO) indicators to measure procurement 
capacity strengthening results, 60 percent have IO indicators, and 4 percent 
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have PD indicators. Many PD indicators are outputs, for example, measur-
ing the number of people participating in training; the implementation or 
improvement of a system, plan, or strategy; and the use of these systems.  
A few PD indicators measure the reduction in procurement processing time 
or savings through centralized procurement, which aligns with the finding 
that 16 percent of PD indicators and 6 percent of IO indicators measure 
institutional change.

Most indicators measure results related to procurement systems and 
procurement learning and professionalization. Thirty-eight percent 
of PD indicators and 27 percent of IO indicators capture outputs or 
outcomes related to procurement information systems, such as the design, 
establishment, or improvement of systems and, on rare occasions, an 
improvement in procurement processing efficiency. Twenty-seven percent of 
PD and 34 percent of IO indicators capture outputs related to procurement 
professionalization and learning, such as training carried out, number of 
people trained or certified, certified officials in procuring entities, training 
curricula developed, and academic partnerships established. Outputs or 
outcomes related to procurement reform, legal, and institutional aspects 
are captured by 7 percent of PD and 17 percent of IO indicators, including 
procurement laws approved or prepared, standard bidding documents 
prepared, and procurement entities established or operationalized.

Less than half of the indicator targets are fully achieved, and no significant 
difference exists between the IO and PD indicators. Data indicate that  
41 percent of IO and 34 percent of PD indicators have been fully achieved 
or exceeded. This includes data on indicators from projects not yet closed 
but with at least four years of implementation. If we look at closed projects, 
the level of achievement for IO indicators increases to 45 percent and for 
PD indicators to 50 percent. Moreover, no significant difference exists in the 
achievement of indicators related to different outcomes and procurement 
activity types. For most outcome types, a similar proportion of IPF indicators 
are achieved or recorded progress (table D.1). However, the number of 
indicators tracked is small, making assessment of results challenging.
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Table D.1.  Achievement of Procurement Capacity Strengthening 
Indicator Targets in Investment Project Financing by Outcome 
Area, Fiscal Years 2017–23

Indicator Type

Outcome Area and Degree of Achievement

IO PD All IO PD All

Indicators (no.) Indicators (%)

Achieved institutional change (sustained system 
change at the outcome level)

9 8 17

Achieved 4 2 6 44 25 35

Evidence of progress 5 4 9 56 50 53

Not achieved 2 2 25 12

Enhanced awareness, knowledge, and skills 46 9 55

Achieved 16 2 18 35 33 33

Evidence of progress 16 5 21 35 38 38

Not achieved 14 2 16 30 29 29

Formulated, planned, or developed procurement 
improvement action, process, or policy

36 9 45

Achieved 17 4 21 47 44 47

Evidence of progress 7 3 10 19 33 22

Not achieved 12 2 14 33 22 31

Implemented procurement improvement action, 
process, or policy

50 23 73

Achieved 21 8 29 42 35 40

Evidence of progress 13 6 19 26 26 26

Not achieved 16 9 25 32 39 34

Improved collaboration or coordination 2 1 3

Achieved 1 1 2 50 100 67

Evidence of progress 1 1 50 33

Source: Independent Evaluation Group. 

Note: This is based on investment project financing indicator data for closed projects and projects with 
at least four years of implementation. Achieved: 100 percent or more; evidence of progress: above 
baseline but less than 100 percent; not achieved: no change, below baseline, or indicator dropped, no 
data. IO = intermediate outcome; PD = project development.
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5. Country procurement capacity strengthening support mainly ad-

dresses challenges related to procurement functionality and is provided 

predominantly by EFI and benefits sector ministries.

Country procurement capacity strengthening mainly addresses challenges 
related to the functionality of procurement organizations (figure D.3). This 
challenge concerns procurement processes, practices, systems, entities, and 
staff. It refers to how procurement is managed, processed, organized, and 
carried out. Inadequate policies to support procurement refer to weaknesses 
in laws, regulations, procedures, rules, and guidance governing public pro-
curement. Inadequate accountability, integrity, and transparency of public 
procurement refer to weaknesses in stakeholder engagement, openness, 
transparency, fairness, and accountability.

Figure D.3.  Procurement Challenges Addressed by Procurement 

Capacity Strengthening Interventions, Fiscal Years 2017–23  

Source: Independent Evaluation Group.

Note: The data come from N = 437 interventions coded for this evaluation. The chart shows the per-
centage of interventions addressing a certain type of procurement challenge—that is, the number of a 
certain type of procurement challenge (n = number of interventions addressing challenges divided by 
N = 437 interventions coded). n is the number of interventions addressing each challenge. The interven-
tions address 599 total challenges.

The Equitable Growth, Finance, and Institutions Practice Group leads pro-
curement capacity strengthening. The Governance GP in Equitable Growth, 
Finance, and Institutions is the largest provider of procurement capacity 
strengthening in both time periods. Governance increased its share of in-
terventions by nearly 50 percent during FY17–23, whereas the other GPs in 
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this Practice Group decreased their share or kept it stable (figures D.4 and 
D.5). The is also an increase in procurement capacity strengthening in the 
Infrastructure Practice Group driven by efforts to improve renewable and 
energy efficiency procurement and public-private partnerships. These inter-
ventions, together with capacity strengthening for emergency procurement, 
are the most frequent sectoral procurement capacity strengthening inter-
ventions identified in the FY17–23 coding.

Figure D.4.  Procurement Capacity Strengthening Interventions by 

Practice Group, Fiscal Years 2010–16 and 2017–23  

Source: Independent Evaluation Group.

Note: “Other” includes interventions not mapped to any Practice Group.
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Figure D.5.  Procurement Capacity Strengthening Interventions by Global 

Practice, Fiscal Years 2010–16 and 2017–23  

Source: Independent Evaluation Group.

Note: FY = fiscal year; PPP = public-private partnership.

Sector ministries benefit the most from the World Bank’s country procure-
ment capacity strengthening efforts. In over half of interventions, capacity 
strengthening efforts target sector ministries, such as public works or health. 
In nearly 30 percent, these efforts target central ministries, such as finance 
or planning, whereas slightly over 20 percent of interventions support sub-
national governments. The private sector (nearly 20 percent) and community 
and civil society (about 14 percent) benefit the least from the capacity 
strengthening efforts.
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1 The data sources are Data Explorer (https://dataexplorer.worldbank.org/); SQL Server, 

SERVER=WBGMSSQLIOPS001,5800;DATABASE=OPSActivities; and Development Policy 

Actions Database FY21- int.xlsx for development policy loans. 

2 The thematic codes included in the database include those that refer to procurement in their 

definition and were identified through an analysis of trust-funded procurement activities 

and expert opinion, such as public sector management, public administration, health system 

strengthening, e-government, and e-services. The sector codes include similar themes, such 

as information and communication technology infrastructure, public administration, central 

government (central agencies), and public administration–health. 

3 The primary keyword is “procurement”; the secondary keywords include “maps,” “contract,” 

“contracting,” “contracts,” “egp,” “e-gp,” “e gp,” “tender,” “tenders,” “bid,” “bids,” “bidding,” 

“public expenditure”; the tertiary keywords include “public administration,” “supply chain,” 

“transparency,” “accountability,” “good governance,” “public finance,” “value for money,” 

“integrity,” “vfm,” “market development,” “market analysis,” “e gov,” “egov,” “e governance,” 

“e-governance,” “egovernance,” “e services,” “eservices.” 

4 The criteria to consider a project and advisory services and analytics (ASA) a procurement 

capacity-building activity are as follows: (i) at least one occurrence of the primary keyword 

in Name, Objective, Component names, indicators, prior actions or summary; (ii) to be in the 

top one percentile of projects and ASA with secondary keyword similarity calculated using 

tf-idf, cosine-similarity algorithm; (iii) to be in the top 10 percentile of projects and ASA with 

tertiary keyword similarity calculated using tf-idf, cosine-similarity algorithm; (iv) to be in 

the top 30 percentile of relevant theme matches, meaning the number of relevant themes that 

are identified above match with the themes associated with the project; (v) to be in the top 

30 percentile of relevant sector matches. Matches here mean the number of relevant sectors 

that are identified above match with the sectors associated with the project and ASA; (vi) 

projects and ASA associated with procurement trust funds identified by analyzing long names 

of the trust funds; and (vii) projects and ASA associated with the Global Procurement Project 

Database. 

5 The coded portfolio includes closed investment project financing and Program-for-Results 

from fiscal year (FY)17–23 or approved until the end of FY20: 74; closed development policy 

loans: 70; and closed ASA and nonlending: 293. The coding of the portfolio reviewed 437 in-

terventions from FY17 to FY23, which were complete or in the final years of implementation. 

https://dataexplorer.worldbank.org/
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6 The temporal change in the proportion of capacity strengthening interventions from the 

FY10–16 to FY17–23 time periods have the same directionality for all countries, regardless of 

whether false positives are included or excluded. However, in some cases, the magnitude of 

the change differs between the main analysis and the sensitivity analysis. 

7 The Global Procurement Partnership multidonor trust fund will close at the end of FY24, and 

there is an effort to raise new funds for procurement capacity strengthening. The other trust 

funds are Strengthening Reform and Improving Public Procurement Performance in Africa 

and East Asia and Pacific, Enhancing Accountability in Public Procurement and Capturing 

Results, and Building Procurement Capacity to Achieve Development Effectiveness in the 

Kyrgyz Republic. 

8 Continuity is measured by dividing the years of continuous procurement capacity strength-

ening interventions in countries by the total years in FY17–23 (seven years). The results are 

split into four equal groups or quantiles, with very low continuity, meaning one or two years 

of continuous intervention, and very high continuity, meaning six or seven years of continu-

ous intervention. 

9 The data suggest a decrease in the average interventions in a country from four to three after 

the 2016 reform. 



Appendix E. Country Procurement 
Situations

The analysis is to understand how countries’ procurement capacities in-
fluence the success of World Bank–supported projects. This understanding 
is fundamental to tailor support for procurement performance in different 
country contexts.

Methodology

A heat map of procurement capacities was created to estimate the procure-
ment situation in countries supported by World Bank projects. This analysis 
estimates the procurement institutional capacities of countries in the eval-
uation portfolio for principles of efficiency, economy, integrity, fairness, and 
transparency. The selection of indicators to estimate institutional capacities 
is based on the evaluation’s theory of change, a review of publicly available 
global databases, and expert guidance on what indicators could reasonably 
estimate the country’s procurement capacity situation.1 The main limitation 
was the lack of one comprehensive data source with procurement indicators.

Principal component analysis (PCA)2 was used to create a composite of the 
selected indicators for each procurement principle and to estimate the over-
all level of procurement capacity in a country. The methodology used for the 
PCA is the same as that described for the Systematic Tracking of Exchanges 
in Procurement portfolio analysis (appendix C). The main indicators con-
tributing to the composite measure for efficiency are the E-Government 
Development Index, regulatory quality, and e-procurement functionalities 
(E-Governance Index 2022; Global Public Procurement Database 2021; 
Worldwide Governance Indicators 2020).1 The main indicators contributing 

1 The Worldwide Governance Indicators are a research data set summarizing the views on the 
quality of governance provided by a large number of enterprise, citizen and expert survey 
respondents in industrial and developing countries, that are gathered from a number of 
survey institutes, think tanks, nongovernmental organizations, international organizations, 
and private sector firms, and do not reflect the official views of the World Bank, its Executive 
Directors, or the countries they represent, and are not used by the World Bank to allocate 
resources.
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to the composite measure for the economy are the ease of contracting 
with the government and the Country Policy and Institutional Assessment 
indicators of gender equality and social inclusion (Doing Business 2020; 
World Development Indicators 2022). The main indicators contributing 
to the composite measure for integrity, transparency, and fairness are the 
Worldwide Governance Indicators of Control of Corruption and Voice and 
Accountability (2021) and the Country Policy and Institutional Assessment 
transparency indicator (World Development Indicators 2022). The PCA 
suggests that these indicators can help explain variations relating to the pro-
curement principles based on available data to estimate capacities.

The composite measure for each procurement principle is classified in quar-
tiles to estimate the level of country capacity in the area as (i) very low, (ii) 
low, (iii) high, and (iv) very high, with very high being the best situation. The 
heat map, with the final composite measures by country procurement and 
portfolio data on World Bank–supported project procurement at the coun-
try level, were then integrated and analyzed in Python to understand how 
institutional capacities of countries influence procurement, including data 
on procurement approaches, project implementation progress, and procure-
ment performance ratings, which can serve as a proxy of project outcomes 
given the active portfolio.

Procurement issues in projects in the countries were reviewed to under-
stand the frequency and types of procurement problems encountered. 
Procurement issues are reported in projects by reviewing the text in the 
project Implementation Status and Results Report (ISR) sequence. The 
identification used national language processing of keywords and phrase 
embedding with Python’s “word2avec” algorithm. Keywords and phrases were 
developed through a manual review of ISRs and informed by a rapid literature 
review of procurement capacity challenge areas.3 The analysis covered 3,373 
ISRs spanning 712 projects (99 percent of the project portfolio). A limitation 
was the varying level of detail in the reporting for procurement issues in ISRs. 
Moreover, a manual review of ISR text for a sample of projects helped refine 
keywords to ensure they identified procurement-related problems.

A review of project procurement strategies for development (PPSDs) was 
conducted to understand procurement approaches strategized in different 



Ind
e

p
e

nd
e

nt E
valu

atio
n G

ro
u

p
 

W
orld Bank G

roup
 

 
 

 
28

1

countries. The content of PPSDs was analyzed using natural language pro-
cessing of keywords and phrase embedding computed with the “word2avec” 
algorithm in Python. Keywords and phrases related to procurement capaci-
ty, sustainability, contract management, market analysis and planning, and 
procurement approaches. The analysis covered 566 PPSDs, each for a unique 
project (about 80 percent of the evaluation portfolio). Keywords were refined 
in the manual review of PPSDs for case study projects. PPSDs not in English 
were translated and reviewed using Microsoft Word. The main limitation was 
that some projects did not upload PPSDs in the system.

Cluster analysis was used to identify typologies for different country pro-
curement situations. The clustering analysis examined whether countries 
could be grouped by their differences in procurement capacities and other 
features. In addition to the procurement capacity of the country, the analysis 
considered (i) the average contract amount per project; (ii) the average time 
projects take to process their first procurement; (iii) whether the country was 
International Development Association, International Bank for Reconstruction 
and Development, or fragile and conflict-affected situations (FCS); (iv) the 
extent that procurement issues are reported in ISRs of projects; (v) average 
project procurement performance and risk ratings;4 (vi) types of procurement 
approaches used by projects;5 (vii) whether the country has received World Bank 
support for procurement capacity strengthening (projects or analytic support); 
and (viii) whether projects had received hands-on expanded implementation 
support (HEIS). The K-means algorithm was used for clustering. The number of 
clusters (K = 5) was selected using two metrics: within-cluster sum of squared 
distances (elbow method) and Silhouette score, and summary statistics were 
reviewed to compare each cluster group.6 A limitation of the cluster analysis is 
that it identifies distinct differences or data points across groups with different 
mean characteristics. However, interpretation of the differences between cluster 
groups often requires contextual information. The analysis drew on evidence 
triangulated from case studies and interviews to help with interpretation.

Findings: Country Procurement Capacity and 
Procurement Performance

There are regional differences in procurement institutional capacities. 
Countries in Europe and Central Asia and Latin America and the Caribbean 
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present the highest procurement capacities, with exceptions, such as Haiti 
and Tajikistan (table E.1). These regions are followed by East Asia and Pacific 
and South Asia, though the capacities of countries, such as Afghanistan, 
Bangladesh, Cambodia, and Myanmar, fall in the bottom quartiles. Countries 
in Africa and the Middle East and North Africa on average have lower pro-
curement-related capacities, with more than three-quarters of countries in 
the bottom quartiles. A few exceptions, such as Ghana, Rwanda, and Tunisia, 
present higher capacities. Lower-capacity countries may be limited in guar-
anteeing efficient and economical procurement processes with integrity, 
fairness, and transparency and may require targeted support. Table E.2 pres-
ents a heat map by country.

Table E.1.  Average Procurement Institutional Capacities by Region and 
Percent of Countries in the Bottom Quartiles

Region Economy Efficiency

Integrity, Fairness, 

and Transparency

Overall Institutional 

Capacity

Eastern and 
Southern Africa

Low (83) Low (78) Low (78) Low (89)

Western and 
Central Africa

Low (86) Low (86) Low (71) Low (81)

East Asia and 
Pacific

Low (53) High (47) High (32) High (42)

Europe and 
Central Asia

Very  
high (0)

Very  
high (6)

High (29) Very high (6)

Latin America 
and the 
Caribbean

High (17) High (21) High (17) High (17)

Middle East and 
North Africa

Low (86) Low (100) Very low (100) Very low (86)

South Asia Low (43) High (29) Low (86) Low (57)

Source: Independent Evaluation Group. 

Note: The percentage of countries with a low or very low capacity in the bottom two quartiles is given 
in parentheses. Very low = first or bottom quartile; low = second to bottom quartile; high = third quartile; 
very high = fourth or top quartile. Quartile estimates are rounded up.

Low capacity makes procurement challenging in projects, especially when 
low capacity is related to the principle of economy. Capacity for the economy 
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of procurement, such as for connecting markets, is most strongly associated 
with project implementation progress and procurement performance ratings. 
Further, addressing challenges to support market analysis may be important 
to enhance procurement in projects in countries with lower institutional ca-
pacities. Moreover, having a low procurement capacity may increase the risk 
of procurement activities and extend the average times to process the first 
procurement in projects.

Project implementation ratings are linked to procurement performance. 
Correlation analyses suggest that countries with projects with high project 
procurement risks, high reporting of procurement issues, and long timelines 
to process the first procurement may have lower project procurement per-
formance ratings and project implementation ratings.7

Countries with lower capacity may be more likely to adopt nontraditional 
procurement features to improve their procurement.8 The association holds 
for most features, such as the use of rated criteria, whereas some approaches, 
such as e-auctions, may be easier to implement in a higher-capacity context.

Findings: Procurement Issues Reported in 
Projects

Procurement issues reported most frequently in projects are related to 
internal process and contracting delays and are commonly repeated in the 
same countries (figure E.1). Repeat internal process delays include issues 
such as the quality of procurement documents. Contracting issues consisted 
of delays in signing consulting services. Common bidding delays consisted 
of relaunching procurement processes after not receiving adequate qualified 
bidders. Projects in some countries report more issues than others, such as 
Afghanistan, the Comoros, Jamaica, Mauritania, Uzbekistan, and Zambia. By 
type of item procured, issues are frequent for information technology, lab-
oratory equipment, and medical supplies. Across sectors, issues are similar; 
however, the Energy and Extractives Global Practice stands out for projects 
with a very high reporting of procurement issues. Procurement issues in ISRs 
are associated with overall project delays (such as slow implementation and 
disbursement), suggesting that procurement is one factor affecting project 
implementation, among others.
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Figure E.1.  Frequency of Procurement and Other Challenges in Project 

Implementation  

Source: Independent Evaluation Group.

Note: General challenges and delays are nonspecified procurement-related issues reported to be affect-
ing project implementation in Implementation Status and Results Reports. Cost overrun issues consist of 
budget planning for procurement activities. Issues often related to the quality of procurement docu-
ments, such as in bidding packages and terms of references. Procurement staffing issues include delays 
in contracting project procurement specialists by clients. Issues of client capacity often included chal-
lenges in drafting documents and with the function of evaluation committees. Infrastructure procurement 
consists of delays in works contracts. Procurement notice issues related to challenges with advertising 
activities to identify eligible candidates. Issues related to the cost of goods and services include price 
inflation. Procuring with NGOs and civil society includes delays in community-based procurement and 
requests for proposal processes to contract NGOs. Logistic issues include supply chain delays in shipping 
goods. Grievance redress issues related to procurement complaints. SME and private sector contracting 
issues consist of delays in processing contracts. NGO = nongovernmental organization; SME = small and 
medium enterprise.

The reporting of procurement issues and other delays increases at the mid-
point of a project and again at project closing. The distribution of issues 
increases across ISR sequences (every six months, projects typically report an 
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ISR). Issues per ISR increase from the start of the project and peak at about the 
midpoint (around ISR six). From ISRs seven to nine, the number of reported 
issues declines but increases again in later ISRs. Issues related to procurement 
process delays and challenges with the quality of bidding packages drive the 
first peak. Issues related to cost overruns, disbursement, and inadequate bid-
ding on contracts tend to appear later in the project cycle, commonly from the 
ninth ISR onward. This suggests that ISR reports could be monitored to help 
prevent costly project delays and provide timely support.

HEIS helps reduce project procurement issues, especially in FCS and 
lower-capacity countries. About half of projects in very-low-capacity and low-
capacity countries receive HEIS, compared with less than a quarter of projects 
in high-capacity and very-high-capacity countries. Projects with HEIS often 
have fewer procurement issues reported in ISRs. This result holds for most 
individual issue categories. The exception is issues relating to logistics, such 
as supply chain delays, which are outside of the influence of HEIS. The benefit 
of HEIS holds across countries, but the number of reported issues in ISRs in 
an FCS country without HEIS is, on average, greater than in other countries. 
This suggests that the benefit of HEIS may be greater in FCS countries than 
in other countries. HEIS similarly reduces reported procurement issues in 
low and very low-capacity countries, though the data suggest HEIS is not as 
effective at reducing procurement issues reported in ISRs in higher-capacity 
countries. The limited benefit of HEIS in higher-capacity countries is likely 
because HEIS focuses on speeding up procurement rather than supporting 
innovative and sustainable procurement approaches.

Findings: Content of Procurement Strategies

The content of PPSDs focuses on approaches to inform procurement planning. 
The content is similar across countries, suggesting PPSDs are being created 
to comply with requirements during project development. A manual review of 
PPSDs in case study countries consistently finds they are rarely used to tailor 
unique procurement approaches to the project, and the text in the PPSD is 
often copied across projects in the same country.

Less addressed areas in PPSDs include community-driven development, 
procurement information systems, monitoring and evaluation, procurement 
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reform, framework agreements, procurement learning, and sustainabili-
ty. About half of the PPSDs mention sustainability (especially projects in 
Equitable Growth, Finance, and Institutions; Infrastructure; and Social 
Development) and where there were measures to implement the World 
Bank’s Environment and Social Framework. There is less emphasis in Human 
Development projects. Most PPSDs mention at least one innovative or 
nontraditional procurement feature,9 such as rated criteria (figure E.2). This 
suggests an effort to strategize the use of less common procurement features 
to improve quality. Higher attention is paid to nontraditional features in 
PPSDs in FCS and lower-capacity countries.

Figure E.2.  Project Procurement for Strategy Development Mention of 

Selected Procurement Approaches by Practice Group  

Source: Independent Evaluation Group.

Note: EFI = Equitable Growth, Finance, and Institutions; GP group = Practice Group; HD = Human 
Development; INFRA = Infrastructure; SD = Social Development.

Findings: Typologies to Support Procurement 
Performance

The analysis identifies five clusters that can be grouped into three main 
groups based on the types of country situations.10 Each cluster group may  
demand different strategies to support project procurement performance  
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(box E.1). The following factors are important differences across project 
clusters with differing performance and point to considerations that can pri-
oritize World Bank support to enhance procurement performance in projects:

 » Existing procurement institutional capacities in the country

 » Level of procurement issues experienced in the country

 » Experience implementing the procurement approaches planned in the project

 » Project procurement risk

 » Availability of HEIS or experienced procurement support in projects

The procurement risk in projects, the issues reported, and having expert 
support in the project help make it more likely that a project has high 
procurement and implementation performance. The country’s procurement 
capacity is also important, but even in a low-capacity country, there is 
often higher procurement performance when there are human resources 
and experience to support procurement. Taking on unfamiliar procurement 
approaches that are innovative in the context is challenging and often 
requires support.

Box E.1. Procurement Performance Typologies for Support in Countries

The groups of the clustering analysis are described below and presented in  

figure BE.1.1.

1. Countries with higher procurement performance. This group includes countries 

with higher procurement capacity and lower-capacity countries with good support:

 » Higher-capacity International Bank for Reconstruction and Development 

countries with experience in planned approaches.  

This cluster includes mainly countries in Europe and Central Asia and Latin 

America and the Caribbean that have higher procurement capacity, especially 

in terms of procurement efficiency. Despite some countries having high 

reporting of issues, limited procurement capacity strengthening support, and 

no use of hands-on expanded implementation support (HEIS), projects may 

resolve challenges with expertise within the country and projects.  (continued)
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Box E.1.  Procurement Performance Typologies for Support in Countries 

(cont.)

On average, procurement in projects has the lowest risk, despite large contract 

amounts. Innovative features are rarely used.

 » Lower-capacity International Development Association (IDA) and fragile and 

conflict-affected situation countries with support to innovate and address is-

sues. This cluster includes countries in Africa and some in East Asia and Pacific 

and South Asia Regions. Compared with other clusters, these countries have a 

higher average use of innovative procurement features, such as rated criteria, 

negotiation, alternative procurement arrangements, and performance condi-

tions. On average, procurement in projects has moderate risk and moderate 

contract amounts, projects report few issues, there is often  

some procurement country capacity strengthening support, and there is the 

highest coverage of HEIS to support procurement implementation issues.

 2. Countries with moderate procurement performance:

 » Mainly higher-capacity International Bank for Reconstruction and 

Development countries with higher risks. This cluster includes countries 

in East Asia and Pacific, Europe and Central Asia, Latin America and the 

Caribbean, and some fragile and conflict-affected situation and IDA countries, 

with on average relatively smaller contract amounts. On average, procurement 

in projects in this cluster has moderate risk, less innovation, and fewer issues 

reported than in other clusters. These countries may have advisory and project 

support to strengthen country procurement capacity and some HEIS to help 

procurement in projects.

3. Countries with lower procurement performance. This group includes higher-

capacity countries taking on less familiar procurement approaches and 

lower-capacity countries with high issues and less support.

 » International Bank for Reconstruction and Development and IDA countries 

taking on new procurement approaches. This cluster includes countries in 

Africa, East Asia and Pacific, Europe and Central Asia, Latin America and the 

Caribbean, and South Asia, with on average higher overall capacity.  (continued)
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Box E.1.  Procurement Performance Typologies for Support in Countries 

(cont.)

On average, the countries have higher project procurement risks, contract 

amounts, and procurement issues reported in projects compared with other 

clusters and a greater emphasis on procurement of construction and equip-

ment. The countries have higher average use of procurement features such 

as rated criteria and performance conditions and, on average, high country 

capacity strengthening support, and some projects have HEIS.

 » Lower-capacity IDA and fragile and conflict-affected situation countries 

with high issues and limited support. This cluster includes mainly countries in 

Africa, East Asia and Pacific, and Latin America and the Caribbean, with,  

on average, lower use of innovative procurement features,  

higher reporting of issues, lower contract amounts, and higher project pro-

curement risk. There is, on average, lower country procurement capacity 

strengthening and HEIS in projects compared with other clusters. 

 Figure BE.1.1.  Typologies to Support Procurement Performance

Source: Independent Evaluation Group. 
 
Note: FCS = fragile and conflict-affected situation; IBRD = International Bank for Reconstruction and Develop-
ment; IDA = International Development Association.

Source: Independent Evaluation Group portfolio.



29
0

 
M

ak
in

g
 P

ro
cu

re
m

e
nt

 W
o

rk
 B

et
te

r  
Ap

pe
nd

ix 
E

Table E.2.  Heat Map of Country Procurement Capacities by Principle  
and Overall

Country Economy Efficiency Integrity Capacity Volume

Innovative 

Features

Africa (East and South)

Angola Very low Very low Very low Very low
Very 
high

High

Burundi Low Very low Very low Very low Very low Very low

Comoros Very low Very low Very low Very low Very low High

Congo, 
Dem. Rep.

Very low Very low Very low Very low
Very 
high

Very high

Eswatini Low Low Very low Low High High

Ethiopia Low Low Low Low
Very 
high

Very high

Kenya Very high Low High High High Low

Lesotho High Very low High Low Low Very high

Madagascar Low Very low Very low Very low
Very 
high

Very high

Malawi Low Very low Low Low High Very high

Mozambique Low Low Very low Very low
Very 
high

Very high

Rwanda Very high Very high High Very high High High

São Tomé 
and Príncipe

Very low Very low Very high Low Low Very low

Somalia Very low Very low Very low Very low High Very low

South Sudan Very low Very low Very low Very low
Very 
high

Very low

Tanzania Low High Low Low Very low Very low

Uganda Low High Low Low
Very 
high

High

Zambia Low High Low Low High High

(continued)
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Country Economy Efficiency Integrity Capacity Volume

Innovative 

Features

Africa (West)

Benin Low Low High Low High High

Burkina Faso Low Low High Low Low Very high

Cabo Verde Very high High Very high Very high Low High

Cameroon Very low Low Low Low Very low High

Central 
African 
Republic

Very low Very low Very low Very low Low Very high

Chad Very low Very low Very low Very low High High

Congo, Rep. Very low Very low Very low Very low High High

Côte d’Ivoire High High Low High
Very 
high

Very high

Gabon Very low Very low Low Very low High Very low

Gambia, The Low Very low Low Very low Very low Low

Ghana Very high High High High High Very high

Guinea Low Very low Very low Very low Low Very high

Guinea-
Bissau

Very low Very low Very low Very low Low Very low

Liberia Very low Very low Low Very low Low High

Mali Very low Low Very low Very low Low High

Mauritania Low Very low Low Low Low Very high

Niger Very low Very low Low Very low High Very high

Nigeria Very low Low Low Low High Very high

Senegal Low Low Very high High High Very high

Sierra Leone Very low Very low Low Very low Low Very high

Togo Low Low High Low High Low

East Asia and Pacific

Cambodia Low Low Very low Very low Low Low

China High Very high Low Very high
Very 
high

High

(continued)
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Country Economy Efficiency Integrity Capacity Volume

Innovative 

Features

Fiji Very high High Very high High Very low Very low

Indonesia High Very high High Very high High High

Kiribati Low Low Very high High Very low Very high

Lao PDR Low Low Very low Low Very low Very high

Marshall 
Islands

Very low Low Very high Low Low High

Micronesia,  
Fed. Sts. 

Very low Low Very high Low Low Very low

Mongolia Very high High High High
Very 
high

Very low

Myanmar Very low Very low Very low Very low Low Low

Papua New 
Guinea

Very low Low Low Low Very low Very low

Philippines High Very high High High
Very 
high

Very low

Samoa Very high High Very high Very high Very low Very low

Solomon 
Islands

Very low Very low High Low High Very high

Timor-Leste Very low High High Low Very low High

Tonga Low High Very high High High Very low

Tuvalu — Low Very high High Very low High

Vanuatu High High Very high High High Very low

Viet Nam Very high Very high Low Very high
Very 
high

High

Europe and Central Asia

Albania Very high Very high High Very high Low High

Azerbaijan Very high High Low High High Very low

Belarus Very high Very high Low Very high
Very 
high

Very low

Bosnia and 
Herzegovina

Very high High High High Very low Very low

(continued)
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Country Economy Efficiency Integrity Capacity Volume

Innovative 

Features

Croatia Very high Very high Very high Very high — Very low

Georgia Very high Very high Very high Very high
Very 
high

Very high

Kosovo Very high Very high Very high Very high Very low Very low

Kyrgyz 
Republic

Very high Very high Low Very high
Very 
high

Low

Moldova Very high Very high High Very high High Low

Montenegro Very high Very high Very high Very high Very low Very low

North 
Macedonia

Very high Very high High Very high Low Very low

Romania Very high Very high Very high Very high High Very low

Serbia High Very high High High Low High

Tajikistan High Low Very low Low Low Low

Türkiye Very high Very high High Very high
Very 
high

Very low

Ukraine Very high Very high High Very high Very low High

Uzbekistan Very high High Low High Low Very high

Latin America and the Caribbean

Argentina High High Very high High
Very 
high

Low

Bolivia High Low Low High
Very 
high

Very low

Brazil High Very high High Very high
Very 
high

Very high

Chile Very high Very high Very high Very high — Very low

Colombia High Very high Very high High Low Very low

Costa Rica Very high High Very high Very high Very low Low

Dominica High Very high Very high Very high Very low Very low

Dominican 
Republic

High High Very high High — Very low

Ecuador High High High High Very low Very low

(continued)
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Country Economy Efficiency Integrity Capacity Volume

Innovative 

Features

El Salvador High High High High
Very 
high

Low

Grenada High Very high Very high Very high Very low Very low

Guatemala Low High High High — Very low

Guyana Low Low High Low Very low Very low

Haiti Very low Very low Very low Very low High High

Honduras High High Low High Very low Low

Jamaica High High Very high High Very low Very low

Mexico Very high Very high High Very high Very low Very low

Nicaragua High Low Very low Low
Very 
high

High

Panama High Very high Very high Very high Low Very low

Paraguay High Very high High Very high Low Low

Peru Very high High High Very high High High

St. Lucia Very high High Very high Very high Very low Very low

Suriname Low Low Very high Low Very low High

Uruguay High Very high Very high Very high High Very low

Middle East and North Africa

Djibouti Low Very low Very low Very low Low High

Egypt, Arab 
Rep.

Low Low Very low Very low
Very 
high

High

Iran, Islamic 
Rep.

Low Very low Very low Very low
Very 
high

Very low

Iraq Very low Very low Very low Very low
Very 
high

Low

Jordan Low Low Low Low Low High

Lebanon Very low Very low Very low Very low Very low Very low

Tunisia High Low Low High High High

(continued)
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Country Economy Efficiency Integrity Capacity Volume

Innovative 

Features

South Asia

Afghanistan Very low Low Very low Very low
Very 
high

Very high

Bangladesh Very low High Very low Low
Very 
high

Very high

India High Very high High High
Very 
high

Very high

Maldives High Low Low Low Low High

Nepal High High Low High High High

Pakistan Low High Very low Low Low Very high

Sri Lanka High Very high Low High Very low Very high

Source: Independent Evaluation Group. 

Note: Countries are grouped into quartiles according to their relative principal component analysis values 
that assess institutional capacities to carry out procurement with efficiency, economy, and integrity, 
fairness, and transparency. Quartile estimates are based on the distribution of data on the countries and 
rounded up. Volume of procurement is the average contract amount per project. Innovative procurement 
features include approaches emphasized since the 2016 procurement reform and those that are less 
commonly used, including alternative procurement arrangements, request for proposals, rated criteria, 
best and final offer, negotiations, competitive dialogue, one-stage two-envelope bidding, e-auctions, 
service delivery contracts, public-private partnerships, performance-based conditions, and community-
driven development. PDR = People’s Democratic Republic; — = not available.
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1 Indicators were identified across areas of the evaluation framework to estimate institutional 

capacities related to the procurement principles. 

Efficiency indicators relate to streamlining procurement information systems and govern-

ment e-services through the effective use of e-procurement and the capacity to use the data 

generated. The area includes indicators related to the regulatory capacity of the country to 

implement efficient policies and the extent to which public sector budgets are linked to poli-

cy, financial management, timely accounting, reporting, and audits. The indicators included in 

the analysis of efficiency were the following: e-procurement functionalities, eSignature func-

tionalities, and e-procurement used by the World Bank, from the Global Public Procurement 

Database (2021); the E-Government Development Index (2022); evidence of public procure-

ment data being analyzed (Global Data Barometer 2021); Logistics Performance Index (2018); 

Country Policy and Institutional Assessment (CPIA) quality of budgetary and financial man-

agement rating (Country Policy and Institutional Assessment 2020); and regulatory quality 

(Worldwide Governance Indicators 2021).

Economy indicators relate to the capacities of countries to consider a range of cost and non-

cost dimensions within procurement processes. They reflect the capacity to address social 

inclusion factors, especially gender equality, in public procurement, environmental sustain-

ability considerations, promotion of competitive markets, promotion of small and medium 

enterprises, capacity to connect markets, environmental sustainability considerations, 

promotion of competitive markets, promotion of small and medium enterprises, capacity to 

connect markets, and cost-effective conduct of procurement, especially contract management 

capacities. Economy indicators included in the analysis were the following: CPIA gender 

equality rating average and policies for social inclusion and equity cluster average (CPIA 

2020); Sustainable Development Index (2019); small and medium enterprise financing (SME 

Finance Forum 2019); exclusion index on access to state business opportunities by sociode-

mographics (V-DEM 2022); and ease of enforcing contracts and contracting with government 

(Doing Business 2020).

Integrity, fairness, and transparency indicators reflect the capacities of countries to protect 

procurement from fraud and corruption, ensure transparency and fair process in all stages of 

procurement and civil society engagement, ensure transparency and fair process in all stages 

of procurement and civil society engagement, and disclose beneficial owners, especially by 

using open data. Integrity, fairness, and transparency indicators included in the analysis were 

the following: availability of public procurement data as open data and evidence of laws, 

regulations, policies, or guidance for beneficial ownership data (Global Data Barometer 2021); 
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evidence of clauses governing fair and transparent procurement (Global Public Procurement 

Database 2021); integrity risk composite indicator (ProAct 2021); CPIA transparency, ac-

countability, and corruption in the public sector (CPIA 2020); gifts expected to secure public 

contracts (percent of firms; Enterprise Surveys 2020); and voice and accountability and con-

trol of corruption (Worldwide Governance Indicators 2021).

2 The principal component analysis (PCA) is a dimensionality reduction technique that identi-

fies the weighted average of input variables to explain as much data variation as possible. To 

arrive at the composite measure, PCA is applied to identify the first principal component of a 

set of underlying indicators corresponding to each procurement principle, and this first prin-

cipal component is then used to estimate the procurement principle’s composite measure (see 

appendix C). The composite scores are calculated for 113 countries in the evaluation portfolio 

based on countries having at least 50 percent of the values for the indicators. The data set 

was first cleaned and normalized with indicators following the same direction. The economy 

dimension for Tuvalu is excluded because of data availability. Missing values are replaced with 

the regional average. The heat map is based on 113 countries (rather than 112 in the project 

procurement portfolio) because it includes Guatemala, which was covered by the capacity 

strengthening portfolio. The factor weightings of each indicator included in the PCA based on 

the first principal component to develop the composite measures are listed below. The heat 

map used factor weightings at the country level. Indicators with higher scores have a higher 

weighted contribution to the analysis.

Efficiency Component 1

E-governance development index −0.50

Regulatory quality −0.45

E-procurement functionalities supported −0.35

Logistic performance index −0.34

eSignature functionalities −0.32

Evidence of public procurement data being analyzed −0.30

CPIA quality of budgetary and financial management rating −0.25

E-procurement used by the World Bank −0.28

Economy

Ease of contracting with government −0.50

CPIA policies for social inclusion and equity cluster average −0.49

(continued)
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Efficiency Component 1

CPIA gender equality rating average −0.48

Sustainable development index −0.33

Exclusion Index: Access to state business opportunities by  
sociodemographics

−0.28

Small and medium enterprise financing −0.05

Integrity, fairness, and transparency

Control of corruption 0.51

Voice and accountability 0.50

CPIA transparency, accountability, and corruption in the public sector 0.50

Gifts expected to secure public contracts (percent of firms) 0.32

Availability of public procurement data as open data 0.28

Evidence of clauses governing fair and transparent procurement 0.15

Evidence of laws, regulations, policies, or guidance for beneficial own-
ership data

0.11

Integrity Risk Composite Indicator −0.10

Sources: E-governance development index 2022; Country Policy and Institutional Assessment 2020; 
Global Data Barometer 2021; Global Public Procurement Database 2021; PEFA 2019; ProAct 2021; SME 
Finance Forum 2019; Sustainable Development Index; V-DEM 2022; World Bank 2018; Enterprise 
Surveys 2020; Worldwide Governance Indicators 2021. 

Note: Component 1 shows the PCA results of rotated factor loadings for each indicator in the composite 
measures.

 

3  Text analysis of issues used single keywords to identify projects with procurement delays, 

and phrases relating to challenge areas of bidding, procurement staffing of the project, 

procurement complaints, internal procurement processes, logistics of supplies or markets, 

procurement notices or advertisement, contracting, client capacity in procurement, procure-

ment document and standards, cost overruns, and cost inflation. The analysis also identified 

project Implementation Status and Results Reports with other implementation delays not 

specific to procurement, such as those related to project approval or processing, disburse-

ment, crises, audits, changes in leadership, and government processes. Keywords were refined 

by manually reviewing Implementation Status and Results Report text relating to the report-

ed issues in case studies. 
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4 Project procurement risk ratings are based on an assessment of procurement regulatory 

and management capacity, procurement processes and market readiness, and complexity of 

procurement. 

5 The types of procurement methods and approaches included are those reported in the 

Systematic Tracking of Exchanges in Procurement for consulting services, works, nonconsult-

ing services, and goods: alternative procurement arrangements; service delivery contracts; 

consultant qualification-based selections; fixed budget selection; individual consultant 

selections; quality-based selections; least cost-based selections; quality- and cost-based 

selections; request for bids; request for proposals; request for quotations; competitive dia-

logue; United Nations agencies; e-auctions; community-driven development; public-private 

partnerships; best and final offer; negotiations; rated criteria; force account; commodities; 

and commercial practices. 

6 The method computes the pairwise distances between data points and allocates countries to 

clusters based on their similarity with the n cluster centroids, initially set randomly. The cen-

troids are iteratively updated to minimize the squared Euclidian within-cluster distances. The 

clustering analysis was performed on 108 countries, and different methods proposed similar 

clusters, suggesting the robustness of the groups. K-mean clustering was found to be the best 

fit compared with other models, including hierarchical clustering. The elbow method showed 

the optimal number of K = 5 clusters based on the curve of the plot of the within-cluster sum 

of squared distance (squared distance between each data point and the centroid in a cluster) 

and number of clusters. The Silhouette score (0.15) assessing the separation between clusters 

suggests some overlap between cluster characteristics. Summary statistics were reviewed to 

compare the differences of each cluster group. 

7 Project implementation progress ratings are correlated with the capacity of the economy to 

carry out procurement (0.25), project procurement performance ratings (0.53), and negatively 

with procurement risk ratings (−0.29). The procurement capacity of a country is negatively 

correlated with procurement risk ratings (−0.30), hands-on expanded implementation support 

(−0.31), and the use of innovative procurement features (−0.28), and positively correlat-

ed (0.21) with the timeline, from project approval to first contract signing to process the 

first procurement. Project procurement performance ratings are negatively associated with 

procurement issues reported in Implementation Status and Results Reports (−0.25) and time 

from project approval to the first contract signing (−0.28). Pearson correlation coefficients are 

significant at 0.05 percent. These relationships hold consistently at the project level. 
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8 Innovative approaches are methods and approaches emphasized since the 2016 procurement 

reform and those that are less commonly used, including alternative procurement 

arrangements, request for proposals, rated criteria, best and final offer, negotiations, 

competitive dialogue, one-stage two-envelope bidding, e-auctions, service delivery contracts, 

public-private partnerships, performance-based conditions, and community-driven 

development. 

9 Innovative or nontraditional methods and approaches identified in project procurement 

strategies for development included alternative procurement arrangements, best and final 

offer, community-driven development, competitive dialogue, emergency procurement, 

framework agreements, hands-on expanded implementation support, key performance 

indicators, negotiation, performance base conditions, probity assurance, public-private 

partnerships, rated criteria, request for proposals, and service delivery contracts. 

10 Cluster group 1: Cluster a: Argentina, Bolivia, Colombia, Costa Rica, El Salvador, Georgia, 

Kosovo, Jordan, Macedonia, Mexico, Moldova, Mongolia, Panama, Papua New Guinea, 

Paraguay, Peru, Timor-Leste, Ukraine, and Uruguay. Cluster b: Afghanistan, Benin, Burkina 

Faso, Cambodia, the Central African Republic, Chad, Côte d’Ivoire, Djibouti, the Arab Republic 

of Egypt, Ethiopia, Gabon, Guinea, The Gambia, the Lao People’s Democratic Republic, Liberia, 

Mali, Mauritania, Mozambique, Myanmar, Niger, Sierra Leone, and Togo. Cluster group 2: 

Azerbaijan, Brazil, Dominica, Ecuador, Grenada, Jamaica, the Philippines, Romania, Serbia, St. 

Lucia, and Türkiye. Cluster group 3: Cluster a: Albania, Bangladesh, Bosnia and Herzegovina, 

Bulgaria, Cameroon, China, Eswatini, Ghana, India, Indonesia, Iraq, Kenya, the Kyrgyz 

Republic, Malawi, Maldives, Montenegro, Nepal, Pakistan, Rwanda, Sri Lanka, Suriname, 

Tajikistan, Tanzania, Tunisia, Uganda, Uzbekistan, Viet Nam, and Zambia. Cluster group 3: 

Angola, Burundi, the Democratic Republic of Congo, the Comoros, the Federated States of 

Micronesia, Fiji, Guinea-Bissau, Guyana, Honduras, Haiti, Kiribati, Lesotho, Madagascar, the 

Marshall Islands, Nicaragua, Nigeria, Lebanon, Samoa, São Tomé and Príncipe, Senegal, the 

Solomon Islands, Somalia, South Sudan, Tonga, Tuvalu, and Vanuatu. 



Appendix F. Synthesis of Case 
Studies’ Findings

This appendix presents the main findings and evidence collected for the 
evaluation of 74 case study projects in 52 countries.

Methodology

The evaluation samples investment project financing projects in countries 
with at least four years of implementation so that the cases can estimate 
procurement successes at the end of a project, given the evaluation portfolio 
includes a few closed projects. The sample is a stratified random, selected 
using a 90 percent confidence interval. It is stratified to include projects 
with high procurement ratings and low procurement ratings to reduce 
positive bias and to understand what works and does not work, and by 
lending groups (the International Bank for Reconstruction and Development 
and the International Development Association). The sample covers the 
Global Practices and Regions included in the evaluation. The sample was 
selected from 371 projects that met the criteria of having four years of 
implementation.1

The case studies review the extent to which projects have been able to 
achieve the principles of procurement set out in the World Bank pro-
curement framework: fit for purpose, efficiency, economy, integrity, 
transparency, fairness, and value for money.2 Evidence sources include 
project documents, such as project procurement strategy for develop-
ment (PPSD); procurement plans; bidding documents; procurement post 
review reports; procurement risk assessment and performance reports; 
Project Appraisal Documents; Implementation Status and Results Reports; 
aide-mémoire; Country Partnership Frameworks; Systematic Tracking of 
Exchanges in Procurement (STEP) dashboards; and 207 interviews with 
World Bank staff (74 task teams and 66 procurement specialists), gov-
ernment clients (55), suppliers (10), and development partners (5). The 
evaluation team included procurement and evaluation experts trained to 
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follow a consistent protocol with a template in Excel for capturing the infor-
mation on each project. The data were collected remotely in most countries.

The case studies were analyzed using NVivo, Python, and Tableau. The 
findings of each case were qualitatively coded in NVivo to identify common 
themes and synthesize findings across the cases. The Excel templates from 
the cases were also combined to create a data set, which was analyzed in 
Python and Tableau to understand similarities and differences across cases.

Summary of Findings

The findings show satisfactory procurement performance in projects 
depending on how well the procurement principles were implemented at the 
time of the assessment, confirming the World Bank procurement system’s 
logic. Challenges that stand out across case studies relate to procurement 
strategy, market analysis, risk analysis, timeline delays in processing 
procurement, STEP, the address of sustainability, and contract management 
(figure F.1, panel a). Improvements in these areas could enhance 
achievement of the procurement principles and in turn procurement 
performance and project implementation, increasing the value for money of 
procurement in projects. In satisfactory projects, many of these challenges 
are overcome and offer examples that could help other projects. In 
moderately unsatisfactory and moderately satisfactory projects, challenges 
result in failed procurement processes, lack of experience carrying out 
planned procurement approaches, and repeat difficulties in countries 
with complex procurement processes. Market challenges are especially 
observed in International Development Association countries, though these 
countries often receive support to tailor procurement (figure F.1, panel b). 
Sustainability and nontraditional or innovative procurement features are 
rarely used in projects, though they enhance procurement success.
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Figure F.1.  Achievement of Procurement Principles and Value for Money  

in Project Procurement Performance  

Source: Independent Evaluation Group case study analysis.

Note: The case study protocol includes a quantitative assessment of the achievement of each pro-
curement principle in reviewed projects. The areas reviewed to assess each principle align with the 
evaluation framework. For each principle, the extent the project is successful in the assessed area is 
rated on a scale of 1 to 4 (1 is not successful, 2 shows some aspects of success but could improve, 3 is 
mostly successful, and 4 is highly successful). The figures show average achievements of procurement 
principles for projects based on the scores given in each case study analysis. Panel a shows the score 
for areas looked at in the case studies. In panel b, the value-for-money score is the average overall 
score for a project across principles. IBRD = International Bank for Reconstruction and Development;  
IDA = International Development Association; STEP = Systematic Tracking of Exchanges in Procurement.

Average achievement of procurement principles in projects by performance and country typeb.

Average achievement of areas of procurement principles in projects by performancea.



30
6

 
M

ak
in

g
 P

ro
cu

re
m

e
nt

 W
o

rk
 B

et
te

r  
Ap

pe
nd

ix 
F

Findings by the Procurement Principles

Fit for Purpose of Procurement

The analysis of fit for purpose looks at the tailoring of procurement to a 
project context, strategic planning of procurement, market and risk analysis, 
and procurement support in projects, and whether these help maximize the 
success of procurement activities. Most projects had some moderate atten-
tion to fit for purpose, but it was rarely adequate to ensure success of the 
project’s procurement. Only a quarter of case study projects were mostly or 
highly successful in the fit-for-purpose design of procurement (figure F.2). 
Only 14 percent of projects had mostly or highly successful procurement 
strategies. Market and risk analysis were rarely used to tailor the design of 
procurement activities.

Figure F.2.  Success at Fit-for-Purpose Design of Procurement in Case 

Studies  

Source: Independent Evaluation Group case study analysis.

Note: The figure shows the percent of projects by the extent there was successful attention to fit for 
purpose procurement aspects in case studies. The extent that a project was successful in each area 
was assessed and rated on a scale of 1 to 4 (1 is not successful, 2 shows some aspects of success but 
could improve, 3 is mostly successful, and 4 is highly successful.
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Tailoring Procurement to Context

Task teams and clients note a need for greater guidance to understand 
procurement options and design tailored procurement approaches that fit 
local realities. The adaptive aspects of the World Bank’s procurement frame-
work are accessible when the task team and client have knowledge to design 
tailored procurement approaches based on contextual needs. Weak capacity 
often means that the traditional practice will continue, and the benefits of 
the new procurement framework are not realized. Clients note that feed-
back in projects focuses on documents and less often on advice to help think 
through options or different approaches for procurement. The time spent 
collaboratively—engaging the World Bank procurement specialists, task 
team, and client together to conceive the project’s procurement and plan for 
it—helped the project design its procurement (box F.1).

Box F.1. Examples of Support to Design Procurement Approaches

In a housing project in Lusaka, following a discussion with World Bank procurement 

specialists, the client moved the procurement of works for houses from the national 

level to the provincial level because of the reorganization of the ministry responsible 

for procurement. This provided a faster way to process the procurement and brought 

the added benefit of strengthening procurement capacity in the provinces.

In Nigeria, procurement planning helped an energy project design a performance 

grant for solar hybrid energy (US$105 million). Designing the procurement required 

team engagement over months because of the learning curve.

In the Pacific Islands, a regional framework document guides projects in tailoring their 

procurement, given the similar challenges of procurement in nearby countries. The 

guidance promotes simplified procurement options. Regional guidance helps make 

procurement support efficient in addressing repeat procurement issues and guides 

World Bank procurement staff, task teams, and clients.

In an environment project in Zambia, up-front guidance on procurement helped the 

client successfully decentralize procurement in the project to the provinces before 

significant government changes despite low agency capacity at the time.

Source: Independent Evaluation Group case studies.
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Procurement Strategy

Although task teams and clients widely recognize the importance of strategic 
procurement planning, government ownership of PPSDs is often weak. In some 
projects, clients copy aspects of the PPSD from other projects. In some cases, a 
PPSD is well prepared but not used. Interviewees note the importance of strate-
gically identifying which procurement activities are critical to fulfill a project’s 
development objective, highlighting areas where client support and market anal-
ysis may be needed and determining contextual considerations for procurement 
success. A repeat challenge is the client’s limited involvement in preparing a 
PPSD and the preparations being conducted before project approval when project 
staff are not yet on board. The benefits of having a PPSD may be assessed on a 
per project basis (box F.2). As a potential solution, task teams suggested an agile 
strategic planning tool, combined with the procurement plan, could allow for an 
iterative and dynamic assessment of risks and needs throughout a project’s life.

Box F.2.  Examples of Country-Owned Project Procurement Strategies 

 for Development

In a Bangladesh cash transfer project, the project coordination unit owned the project 

procurement strategy for development (PPSD) because they spent time preparing it and 

thereafter using it. World Bank support in drafting the PPSD and subsequently in updating 

it was instrumental.

In projects in Burkina Faso, the Central African Republic, Côte d’Ivoire, and Uzbekistan, the 

PPSD was useful to frame the overall procurement approach and understand risks. Clients 

used the PPSD to draft the procurement plan.

In Djibouti, the PPSD allowed a social protection project to analyze the market context, identify 

potential problem areas, and design procurement according to market opportunities.

In an electrification project in Nigeria, the government developed the PPSD jointly with the 

World Bank task team and procurement specialist. The comprehensive PPSD included 

market and risk analyses and a review of options for procurement approaches. The client 

updates the PPSD periodically.

Source: Independent Evaluation Group case studies.
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Procurement Risk Assessment

Challenges relate to the project procurement risk analysis in the 
Procurement Risk Assessment and Management System and the procure-
ment activity-level risk analysis in the procurement plan.3 Interviewees note 
challenges relating to the depth of the Procurement Risk Assessment and 
Management System assessment, inconsistencies in risk assessment, the 
project-by-project assessment not having a systematic way to flag repeat 
issues at the country level, and mitigation actions being too generic to add 
value to clients. One proposal is for the Procurement Risk Assessment and 
Management System to focus on precise mitigation actions to improve pro-
curement during implementation (box F.3).

Box F.3.  Challenges with Procurement Risk in Projects and  

of Project Activities

The Procurement Risk Assessment and Management System (PRAMS) could improve 

its consistency in assessing project procurement risks. The descriptions often  

copy-paste topics mentioned in the PRAMS user’s guide with limited contextual 

depth, and the risk ratings rarely change during implementation, adding limited value. 

Moreover, risks from post review procurement are often not available.

World Bank procurement staff assess risk areas in PRAMS reports differently. A detailed 

rubric could guide the assessment of project procurement risks.

PRAMS could better flag repeat issues at a country level. For example, in the Solomon 

Islands, a main risk for projects is inadequate contractor performance. World Bank 

procurement specialists identified risks that commonly repeat across projects, such as 

insufficient market response. In Somalia and Chad, the risk of political interference in 

contracts was noted across projects.

PRAMS could better identify mitigation actions for a project’s procurement. Risk miti-

gation measures, such as provision of training, are generic. Because PRAMS is a World 

Bank internal document and not consistently discussed with the client. When there is 

collaboration around PRAMS and precise mitigation measures, the task team and client 

find the guidance useful for aide-mémoire and follow-up action. In a Togo project,  

 (continued)



31
0

 
M

ak
in

g
 P

ro
cu

re
m

e
nt

 W
o

rk
 B

et
te

r  
Ap

pe
nd

ix 
F

Box F.3.  Challenges with Procurement Risk in Projects and  

of Project Activities (cont.)

risk mitigation measures added price negotiation for consulting contracts to improve 

costs.

Activity-level risk assessment could better emphasize risk to project development 

objectives. The assessment should also emphasize the risks that could impede project 

development outcomes whether they are of high value or not. Procurement specialists 

can set the risk level for an activity in the procurement plan separate from the value 

threshold, but the practice is inconsistent. High-risk procurement is generally tracked by 

World Bank procurement staff, whereas low-value and low-risk procurement activities 

are less closely followed. In Burkina Faso, the procurement specialist and task team col-

laborated to assess activity risks and follow mitigation actions, which helped the client to 

carry out procurement.

Source: Independent Evaluation Group case studies.

Market Analysis

Market analysis in projects is limited. In some cases, market analysis is 
done after the first round of procurement could not find adequate bidders. 
Completing an informative market analysis in the PPSD during project 
preparation is often impractical because information to predict procurement 
needs is limited at that point, while market information in the first years of 
implementation is useful to facilitate project success.

Market analysis is needed for most activities that are unfamiliar to the client 
and where the market response cannot be easily predicted. For example, for 
the third project in a series in Nicaragua, the client knew what procurement 
approaches worked, which made market analysis unnecessary. Another proj-
ect used prequalification to identify potential suppliers for a procurement 
and benefited minimally from the process given the client already knew the 
market, and the process delayed the project by about one year. In a Nigeria 
project, the client conducted a market analysis of eligible suppliers for a new 
electrification activity that informed the procurement approaches that were 
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applied, and it helped predict the market response. Conversely, the absence 
of market analysis in situations where procurement activities were unfa-
miliar led to delays. In a Niger project, market analysis could have helped 
the design of a public-private partnership approach for electrification using 
mini-grids. In Tajikistan, market analysis could have helped understand how 
supply chains operated for transporting procured goods. In Zambia, the pro-
curement of works was delayed because of challenges in finding suppliers as 
a market analysis was not initially done.

Practical market analysis and engagement helps tailor procurement activi-
ties to market demands and maximize obtaining adequate bids. Examples of 
practical but successful approaches include compiling databases of potential 
suppliers and holding meetings with business associations to understand the 
market (box F.4). Feedback emphasizes that supplier engagement could be 
done at a country or regional level in some cases so that projects across the 
portfolio could benefit from the market information.

Box F.4.  Examples of Market Analyses and Engagement in Projects

Engagements to inform potential suppliers. In a human capital project in the Central 

African Republic, suppliers, economic operators, and consultants in rural areas were 

mobilized through international advertising and meetings organized by the project with 

nongovernmental organizations to share information on procurement opportunities.

In India, a series of workshops were held with potential suppliers of wind and social 

energy to design procurement for the market offerings.

In Malawi, a child development project engaged with the National Construction 

Industry Council to identify contractors for small works, which resulted in many bids in 

response to the subsequent contract.

Supplier databases to understand the market. In Colombia and the Marshall Islands, 

projects conducted an initial market analysis of suppliers’ databases and later deep-

ened it once engineering specifications were developed.

In Bangladesh, a local governance project conducted market analysis by reviewing  

available and qualified auditing agencies that could audit decentralized  (continued)



31
2 

M
ak

in
g

 P
ro

cu
re

m
e

nt
 W

o
rk

 B
et

te
r  

Ap
pe

nd
ix 

F

Box F.4.  Examples of Market Analyses and Engagement in Projects 

(cont.)

project procurement activities. This market understanding helped the project design 

suitable eligibility and qualification criteria for recruitment of auditors.

Rapid analysis of market capabilities. In Djibouti, for COVID-19 response food secu-

rity support, the government conducted a rapid market analysis to identify potential 

suppliers. Based on this analysis, the government grouped its procurement of food 

products instead of using the usual household food vouchers.

In Mozambique, a market analysis by an agriculture project predicted an uneven 

distribution of qualified contractors among the provinces, which helped plan 

procurement of local works. The design of the works paired international and local 

suppliers in joint ventures.

In Zambia, an environment project identified suppliers of goods nationally, in districts, 

and in communities, and specified timelines and costs of transporting goods. This 

process identified items that needed to be procured from different sources to obtain 

the items on time and at a reasonable price.

Prequalification to identify potentially interested suppliers. In Albania, a project used 

prequalification in a works contract to compensate for delays in the preparation of the 

final technical designs and specifications. The client carried out a prequalification to 

identify list of qualified suppliers. Once they had the technical designs, they launched 

the request for bids.

In a regional project in Eastern and Southern Africa, the community-level procurement 

benefited from preexisting, prequalification of contractors and suppliers at the  

county level.

Source: Independent Evaluation Group case studies.

Procurement Support in Projects

The main procurement support in projects is provided through supervision 
by World Bank procurement staff, task teams, and hands-on expanded im-
plementation support (HEIS). The case studies suggest a need for different 
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support strategies in countries with low and high capacities and based on the 
experience of the procurement specialist in the project.

When available, the collaborative relationship between World Bank pro-
curement staff, clients, and task teams helps problem solve to ease the 
procurement processes. Coaching support is important for clients with less 
World Bank procurement experience. In Mozambique, an agriculture proj-
ect experienced delays because of training new staff, whereas a biodiversity 
project benefited from accumulated experience and institutional memory at 
the implementing entities. Clients and task teams receive annual training 
on STEP and other topics, but on-the-job coaching is needed. Experience 
applying the World Bank’s procurement framework helps to strengthen com-
petencies. In Bangladesh, Burundi, Haiti, Malawi, Nicaragua, the Solomon 
Islands, and Togo projects, procurement staff coached clients to carry out 
procurement steps. This support was needed at the national level and by 
local entities conducting procurement. For example, in Tajikistan, the pro-
curement specialist helped communities conduct bidding for subprojects, 
and in Zambia, procurement support was provided by World Bank procure-
ment staff for community-based development.

World Bank procurement staff are overwhelmed, may assist over 20 projects, 
and have limited time to help clients. HEIS is helping to fill procurement 
human resource gaps. There may also be opportunities to improve how 
procurement staff prioritize which projects and procurement activities they 
support, and how they engage with country management units, task teams, 
and clients. For example, support could emphasize preventing delays be-
fore they happen, prompt greater country-level support to solve recurring 
procurement problems in the portfolio, target guidance to procurement 
stages that are known bottlenecks, and spur greater discussion with task 
teams to prioritize which procurement needs attention. Attention to issues 
relating to staff turnover, project load, and recruitment is also critical to 
improve procurement in projects. To address this, some projects share pro-
curement specialists, but this slows implementation given heavy workloads. 
In Malawi, three projects shared one experienced procurement specialist. 
In some countries, a central country procurement unit is set up to support 
project procurement.
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When task teams review procurement documents and monitor activities, 
this facilitates quality procurement implementation, though the procure-
ment knowledge of task teams varies widely. In Benin and Djibouti, the close 
following of contracts by the task team with the client made procurement 
successful. In Brazil, the project task team provided support through weekly 
meetings with the client to clarify procurement steps, answer questions, and 
problem solve. Where task teams have less procurement knowledge, they 
rely heavily on the availability of procurement staff. In some cases, knowl-
edge sharing across projects facilitated procurement solutions, reducing the 
burden on procurement staff (box F.5).

Box F.5.  Knowledge Sharing across Projects

Knowledge sharing of procurement experience across projects helps support task 

teams and clients. Sharing a supplier database for market analysis, experience imple-

menting procurement methods, and sample bidding documents and specifications 

helped projects. Sharing bidding documents in COVID-19, such as medical equip-

ment specifications, supported quick learning and faster procurement. In the Pacific 

Islands, knowledge exchange helps find solutions in the challenging economy, such 

as bundling contracts to attract international bidders or dividing contracts into small 

lots for small and medium enterprise bidders. In the Central African Republic, a natural 

resource project leveraged the experience of another project implementation unit to 

learn how to oversee fiduciary arrangements. In Colombia, project team members col-

laborated with other development partners to provide procurement support for a large 

concession contract in public transportation. Clients appreciated sharing procurement 

experiences with regional colleagues. In some countries, project procurement special-

ists create informal networks to share experience and support for problem-solving.

Source: Independent Evaluation Group case studies.

Some projects receive HEIS to speed up implementation. In a gover-
nance project in Nigeria and transport project in the Federated States of 
Micronesia, HEIS intensified when procurement was delayed. HEIS helped 
introduce tracking tools and provided coaching on every step of the procure-
ment processes, but the benefit was realized late in the project timeline. In 
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the Federated States of Micronesia, the HEIS consultant provided training, 
reviewed bottlenecks, and supplied support to prepare bidding documents. 
In Indonesia, HEIS sped up procurement implementation by helping the 
client prioritize procurement activities.

HEIS works well to speed up procurement but could help better emphasize 
human capacity in countries and prevention of delays before they happen. 
Designing HEIS coaching to develop local capacity and provide preemptive 
support to prevent project delays could be helpful. One model of using HEIS 
for local skill development might be offered by the urban resilience project 
in Ghana. HEIS provided on-the-job mentoring to local consultants by an 
experienced procurement specialist with an engineering background.

Table F.1 synthesizes the findings on fit for purpose of procurement.
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Efficiency of Project Procurement

The efficiency analysis looks at the ease and pace of procurement processes 
in projects: timeliness, prior and post review processes, STEP, and stan-
dard procurement documents (SPDs). Most projects had some procurement 
that was more efficient, and 29 percent were mostly or highly successful in 
terms of efficiency (figure F.3). Timeliness was a significant challenge for 
the 30 percent of case study projects that were less successful in efficiency. 
STEP was often a time burden for clients with low internet connectivity. 
Moreover, there was often not enough help from World Bank procurement 
staff early in projects to address issues delaying procurement, especially 
when the balance of post review procurement in a project was high com-
pared with prior review procurement.

Figure F.3.  Success at Procurement Efficiency Principle in Case Studies  

Source: Independent Evaluation Group case study analysis.

Note: The figure shows the percent of projects by the extent there was successful at efficiency aspects 
of procurement in case studies. The extent that a project was successful in each area was assessed and 
rated on a scale of 1 to 4 (1 is not successful, 2 shows some aspects of success but could improve, 3 is 
mostly successful, and 4 is highly successful).

Timeliness of Procurement

Some projects have long procurement processes, delaying project implemen-
tation. Challenges that slow procurement in projects relate to the delayed 
start of procurement, development of procurement bidding documents and 
terms of reference, evaluation committees, client systems, and situations in 
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the country (box F.6). Some procurement delays may be prevented through 
better mitigation actions, considering the client’s experience, and targeted 
support to address issues. Projects may also set unrealistic processing time-
lines. Delays, such as those related to government changes and crises, are 
less under the projects’ control.

 » In a skills development project in Chad, the post review procurement report 

showed that the procurement processes took about three times the planned 

time for activities.

 » In Colombia, in a combined water, transport and sanitation project, the lack 

of final designs for the construction, challenges engaging market interest, 

security concerns, and turnover of personnel in the project implementation 

unit delayed project implementation for two years.

 » In Ghana, delays related to starting the procurement in the project’s  

first year, drafting terms of reference, and getting the first processes off  

the ground.

 » In Mali, a climate resilience project faced (i) process delays in preparing spec-

ifications, bid evaluation, and short listing of consultants; (ii) delivery delays 

of equipment because of COVID-19; and (iii) national system delays related 

to the review of post review procurement by the national procurement con-

trol body and contract signature approval timelines.

Box F.6.  Reasons for Procurement Delays

Early action delays. Late processing of the first procurement in a project delays 

follow-up implementation. In a Democratic Republic of Congo public sector reform 

project, clients lacked experience in procurement, which led to implementation delays 

early in the project. In a Nicaragua education project, the late start of procurement 

processes caused most of the delays. Projects that start with delays appear to pick up 

before closing, though delays often reduce the scope of project activities. Early pro-

curement delays in an agro-processing project in Sierra Leone and a nutrition project 

in Benin reduced the scope of project activities and years of nutrition services deliv-

ered to children. A Bangladesh cash transfer project ensured  (continued)
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early attention to procurement activities, which was possible because the project 

implementation unit was in place at the start of the project.

Procurement process issues. Recurring delays relate to developing technical spec-

ifications. For example, in Brazil, delays occurred because of the need to develop 

technical specifications for water and sewage connection contracts. In Sierra Leone, 

elaborating terms of reference for contracts delayed implementation. The capacity to 

prepare evaluation criteria, manage evaluation committees, and prepare evaluation 

reports are common bottlenecks. In Moldova, the evaluation process took almost 

nine months, and the bid evaluation report lacked clear justifications; consequently, 

the evaluation committee rejected the first round of bids and restarted the bidding 

process. In a resilience project in Tajikistan, the evaluation committees delayed pro-

curement processes. Even when specifications are of good quality, committees have 

limited experience in evaluating technical compliance and merits. In Niger and Sierra 

Leone projects, evaluation committee members had difficulty finding time to meet 

because they are government officials with other responsibilities and expected to 

receive a sitting allowance.

Country system and situation delays. Heavy government processes affect 

procurement timelines in some projects. For example, in projects in Benin, Djibouti, 

Moldova, and Senegal, contracts went through a lengthy approval process. In Benin, 

Malawi, and the Marshall Islands, the government processes had numerous steps 

that made procurement in projects time-consuming, including review by multiple 

government units.

Lengthy delays in several projects—in Côte d’Ivoire, Guyana, the Kyrgyz Republic, 

Moldova, Pakistan, Sierra Leone, and Türkiye—relate to changes in government. In a 

Guyana energy project, shifting government priorities delayed activities to procure 

software and training by two years. In some countries, the government eventually 

canceled processes. In some countries, political interference often slowed contract 

signing. In a Bogota metro project, the complexity of the works increased as a result of 

pressures on the government to adjust construction plans. In a Sri Lanka health  

project, political decisions around the required works delayed the  

Box F.6.  Reasons for Procurement Delays (cont.)

(continued)
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contract for laboratory renovations. Many of the projects reviewed also made modifi-

cations because of COVID-19 and the Russian invasion of Ukraine. 

Source: Independent Evaluation Group case studies.

Consulting services that move slowly delay projects. Delays relate to 
long technical evaluation stages and finding qualified candidates. In the 
Federated States of Micronesia, at the Mid-Term Review of a project, no 
works had been carried out because of delays in consulting services for 
the needs assessment, design, and supervision. In Bangladesh, consulting 
services took over one year to establish because of challenges in consultant 
qualifications. Conversely, in Pakistan, consulting services were needed for 
up-front environmental services in a project, and contracts were prioritized 
and awarded in about four months, supporting speedy implementation. 
The procurement of consulting services for auditing and external valida-
tion is a unique challenge in projects with results-based financing, money 
transfers, or disbursement-linked indicators. These services are included 
in the legal covenant of the project though not recognized as high risk. In 
a Nigeria project, technical assistance activities for external evaluation of 
the results-based financing component were not in place until the project’s 
last year.

Prior and Post Review Balance of Procurement

Clients appreciate some prior review because it provides guidance on car-
rying out procurement steps and instills confidence in the transparency of 
high-value processes. In some projects, such as in Bangladesh and Tajikistan, 
prior review for critical activities moved quickly, and in other cases much 
back-and-forth learning took place. In a Nigeria electrification project, the 
government requested additional prior review procurement because of the 
perception that World Bank processes allowed for greater transparency. In 
India, one small contract in a solar power project flagged as higher risk went 
through prior review, which averted potential problems later.

Box F.6.  Reasons for Procurement Delays (cont.)
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Task teams seek guidance about the optimal balance of prior review due 
diligence versus post review procurement processing in a project and sup-
porting client capacity for post review procurement. Clients appreciated post 
review procurement to complete the procurement faster, though in countries 
with limited procurement experience, post review procurement still requires 
World Bank attention, and clients may be overwhelmed with the processing 
of small-value contracts (box F.7). For post review activities, World Bank 
staff often conduct extensive informal reviews of documents, especially in 
low-capacity situations, such as in Haiti, Mali, Niger, and Sierra Leone, which 
demand a high proportion of their time. Examples illustrate successes and 
challenges of proportionality in projects:

 » In Albania, a project had three prior reviews out of about 20 processes, which 

worked well as the client shared with the World Bank most post review docu-

ments for comment.

 » In the Central African Republic and Chad, procurement required some degree 

of handholding by World Bank procurement staff given the limited procure-

ment experience.

 » In Madagascar, a nutrition project had one component with prior review 

activities; however, most activities were post review. This balance allowed for 

consistent interaction to review procurement, and no major problems were 

reported.

 » In Malawi, post review helped the client learn how to conduct procurement 

on their own. However, the limited World Bank procurement experience of 

the client meant coaching was needed for post review procurement steps.

 » In Somalia, the project had World Bank prior review by procurement staff 

for procurement processes, including supplier engagement that supported 

smooth procurement.

 » In Zambia, most procurement in a project was post review, freeing up time 

for other support.
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Box F.7.  Processing of Small-Value Procurement

In some projects, small-value procurement, such as for office supplies, overwhelmed 

the time of the single client procurement specialist, reducing the attention paid to other 

procurement activities. Interviewees suggest using simple procurement approaches for 

small activities. In Jamaica, some small tenders were issued as a request for bids, which 

added additional work for simple procurement beyond a request for quotation. In a 

regional project in East Africa, procurement for routine goods required repeat exchanges 

between the World Bank and drew clients away from significant project activities.

Source: Independent Evaluation Group case studies.

STEP could be enhanced to be user centered to facilitate quick procurement 
and provide information for decisions to enhance procurement in projects. 
Clients and task teams recognize the need for an electronic procurement 
system and find STEP useful to follow transactions in one place. Problems 
include long time periods to upload documents; locks that prevent the 
client from updating the road map; and large volumes of automated emails. 
Clients, especially in low-capacity countries, report challenges entering 
procurement activities with hundreds of line items. When clients have better 
internet connectivity and hired a consultant to oversee STEP, procurement 
was more efficient, facilitating satisfactory performance. Common requests 
include improving the offline functionality and decision-making value of 
the dashboard, simplifying data entry, and linking STEP to contract payment 
information to make it meaningful for project management. Entering data 
and uploading documents for post review project transactions is overwhelm-
ing for clients, and few projects enter all post review procurement activities 
in STEP. In low connectivity countries, about half of the work time of the 
project procurement specialist is spent entering and uploading information 
to STEP. Clients want to invest in their own electronic systems and use these 
systems for World Bank procurement.

World Bank SPDs help provide guidance on preparing bidding documents. 
Prior review procurement typically follows the World Bank’s SPDs. When 
national SPDs are used, clients adapt them to include clauses from the World 
Bank’s documents. However, in some countries, clients see the World Bank’s 
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SPDs as complex, and suggest a need for their simplification in dialogue with 
the government, especially for smaller-value procurement. In Burkina Faso, 
using SPDs helped reduce the time to prepare bids because the procurement 
specialist for the project was familiar with the templates. In Malawi, where 
the procurement laws had been repealed and new legislation introduced, the 
government found the World Bank SPDs helpful. Task teams and clients want 
national versions of SPD templates in local languages that are adapted for 
different procurement approaches and agreed on with the country.

Table F.2 synthesizes the findings related to the efficiency of procurement.

Table F.2.  Takeaways on the Efficiency of Procurement

Successes Challenges Takeaways

 » Efficiency is gained by 
starting procurement 
early.

 » Prior review supports 
learning by the client.

 » Post review typically 
speeds up processes 
and is appreciated by 
clients.

 » An electronic system is 
seen as important.

 » SPDs help guide 
countries.

 » Delays in technical 
specifications, evaluation 
criteria, and committees 
are reoccurring 
bottlenecks.

 » Late processing of 
consulting services delays 
project implementation.

 » Delays related to the 
country situation are less 
under the project’s control.

 » Projects with limited 
experience have 
challenges with 
procurement.

 » Small-value transactions 
take client time.

 » The functionality of STEP 
could be user centered.

 » SPDs could be simplified 
for countries.

 » Procurement support 
could help prevent delays 
before they happen and 
ensure quick processing 
of the first procurement 
activities in a project.

 » Country dialogue can 
address repeat national 
system issues slowing 
procurement and support 
discussion on SPDs.

 » Inexperienced clients 
require coaching.

 » Early processing of 
consulting services 
could fast-track other 
procurement.

 » Balance post and prior 
review procurement in a 
project to help the client.

 » STEP needs connectivity 
improvements and 
simplification of data 
entry and ways to transfer 
information from country 
electronic systems.

Source: Independent Evaluation Group. 

Note: SPD = standard procurement document; STEP = Systematic Tracking of Exchanges in Procurement.
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Procurement Enabling the Economy

Under the area of economy, the case studies looked at procurement ap-
proaches, the use of innovative or less common features, the address of 
sustainability, the grouping or packaging of procurement, and quality in 
procurement. Overall, the economy address in case study projects was less 
successful than other procurement principles. Only 18 percent of projects 
were mostly or highly successful. There was typically attention to quality 
through technical specifications in procurement documents, for instance, 
but only 15 percent of projects were mostly or highly successful at address-
ing quality (figure F.4). High attention to procurement innovations was also 
rare (only 14 percent of projects were mostly or highly successful at adopt-
ing such features). Sustainable procurement activities were found in about 
7 percent of projects. Grouping of procurement, such as in larger or smaller 
lots, was an important consideration in customizing procurement to interest 
qualified suppliers at local and international levels and facilitate the success 
of competitive approaches.

Figure F.4.  Success at Procurement Economy Principle in Case Studies  

Source: Independent Evaluation Group case study analysis.

Note: The figure shows the percent of projects that were successful at economic aspects of procure-
ment in case studies. The extent to which a project was successful in each area was assessed and rated 
on a scale of 1 to 4 (1 is not successful, 2 shows some aspects of success but could improve, 3 is mostly 
successful, and 4 is highly successful).
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Procurement Approaches

Case studies show that the use of less commonly used procurement ap-
proaches, referred to as innovative features, can help projects address 
quality, partnership, cost, transparency, and market challenges (box F.8). 
There is a high learning curve in trying new approaches and risks for clients 
if the process is not done adequately or they are unclear about how the new 
approach aligns with country procurement laws. Successful implementation 
of any procurement feature for the first time requires coaching. In projects 
with small and simple procurement activities, fast and familiar methods 
such as request for quotations are suitable over innovative approaches. 
Identifying the right situation to use new methods is important.

Box F.8.  Examples of Innovative Procurement Approaches

Rated criteria. In Nigeria, a project included several high-risk and high-value procure-

ment packages that were implemented as performance grants with many lots. For each 

package, the team conducted market analysis to inform the procurement approach. The 

project used a request for proposals with rated quality criteria preceded by initial selec-

tion. Designing this procurement took extensive support, and lengthy delays occurred 

because of the high learning curve.

Results-based conditions. In Ghana, a performance-based contract on the river dredg-

ing activity used a two-stage procurement to increase the quality of bids and an external 

independent agency that certified outcomes before payment. Moreover, technical 

experts were hired to help draft procurement specifications and terms of reference.

In Brazil, a project used a performance-based contract modality for water connection 

works. Under this long-term contract, the contractor is paid part of the contract price 

after completion of the works based on outputs and performance standards, such as 

the number of inhabitants connected to the networks and paying their bills.

Maintenance considerations. In Bolivia and Pakistan, the use of the design-and-build 

delivery method aimed to ensure continued maintenance of hospitals constructed  

under a health project and to help design the road across neighboring countries.  

There was a high learning curve to apply the method, and as a result of  (continued)
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government changes and challenges with specifications, these procurements are not 

yet successful.

In the Kyrgyz Republic, a digital connectivity project followed a two-segment approach 

to contracting: the first contract was for establishing the infrastructure and setting up 

the services, and the second contract between the client and the private sector was for 

ensuring the procurement of internet services for seven years.

Alternative procurement arrangements. In Colombia, a project to build the Bogota 

metro used an alternative procurement approach to partner with the Inter-American 

Development Bank and the European Investment Bank. This allowed for collaboration 

between partners to support the government, though planning delays occurred unrelat-

ed to procurement.

In the Solomon Islands, a water supply and sanitation project used an alternative pro-

curement approach to partner with the Asian Development Bank, the main financier. The 

use of the alternative procurement approach simplified procurement for the client be-

cause it is handled by one partner. However, learning was needed in how to best work 

together given the different procurement arrangements of the organizations. For exam-

ple, once the Asian Development Bank gave no objection, documents were uploaded 

in the Systematic Tracking of Exchanges in Procurement system and joint missions took 

place to supervise the project.

Electronic procurement. In Côte d’Ivoire, during COVID-19, a project successfully ad-

opted online bid submission processes for the first time. This allowed procurement to 

continue with minimum disruption.

Negotiations. In India, a project assigned a probity assurance adviser for negotiations. A 

shortlist of qualified bidders was established, and a real-time auction was held.

In the Kyrgyz Republic, a project negotiated contracts for the procurement of a broad-

band access operator service. The project addressed transparency concerns by 

involving a probity assurance auditor to oversee negotiations. (continued)

Box F.8.  Examples of Innovative Procurement Approaches (cont.)
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In a Pakistan project, a probity adviser helped improve transparency with the supplier in 

negotiations and contracting of a large enterprise resource planning system in a two-

stage request for bids.

Community-driven development. In Benin, a forest project used community-driven 

development to contract local organizations for execution of works. This approach pro-

vided employment and income opportunities to the populations living near the project 

sites. Based on the supervision report, payments were made by money transfer to the 

implementer. A precondition to implementing this approach is the timely procurement of 

the supervision agent.

In Zambia, a project used community-driven development to procure animals being 

used for livelihoods. This approach allowed the community to decide which animals to 

buy and negotiate the price.

Framework agreements. In Burkina Faso, a financial inclusion project procured mobile 

network operators through a framework contract.

In Côte d’Ivoire, an education project planned a framework agreement for document 

printing.

In Lesotho, a project procured COVID-19 vaccines based on agreed pricing and 

quantities, but staggered delivery across shipments so the client could administer and 

store them.

United Nations contracting. Many projects procured vehicles and other goods through 

United Nations contracting, saving time and effort. In Somalia, hiring the United Nations 

Office for Project Services for third-party monitoring and supervision helped assure 

quality of works.

Source: Independent Evaluation Group case studies.

Sustainability could be widely addressed in project procurement. Task 
teams and clients lack a clear understanding of what could be done to 
address sustainability in procurement, and actions are not monitored. 

Box F.8.  Examples of Innovative Procurement Approaches (cont.)



32
8

 
M

ak
in

g
 P

ro
cu

re
m

e
nt

 W
o

rk
 B

et
te

r  
Ap

pe
nd

ix 
F

Moreover, procurement staff have limited experience, time, and tools to 
help task teams and clients carry out sustainable procurement approaches. 
Collaboration with environmental and social technical experts is not con-
sistent. Procurement staff think it is important to examine sustainability 
issues in the market analysis. For example, a rural roads project in Albania 
required bidders to have a minimum proportion of female workers to ad-
dress the local unemployment challenge. The market analysis ensured that 
the female worker requirement could be met by suppliers at a reasonable 
cost. A similar project in Georgia replicated this model. In Kenya, a project 
took a social sustainability approach by working with two international 
solar panel suppliers to develop the local market for solar cook stoves. In 
Maldives, a project included a key performance indicator in a works contract 
for organic waste collection and disposal facilities. In Nigeria, an electri-
fication project required 30 percent of the workforce to be local during 
installation of solar panels. In the Solomon Islands, the bidding documents 
included precise environmental specifications for energy hybrid mini-grid 
procurement. Sustainability was often viewed by task team leaders from the 
lens of complying with Environment and Social Framework criteria when 
required in contracts.

A consistent challenge in projects is competitive processes finding qualified 
bidders and subsequently having to restart the bidding process or conduct 
a market analysis after the initial bidding process is not successful. For 
example, a process for hospitals was canceled because of insufficient bids 
and relaunched. In one project, about half of planned activities were can-
celed and rebid, delaying activities for waste treatment. Technical contracts 
for expert consultants or firms were frequently canceled in some countries 
because of the low number of qualified bids. Designing a market approach to 
attract qualified bidders is important (box F.9).
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Box F.9.  Market Approaches in Projects

Open approaches. Procurement activities are published widely, but for new activities or 

activities in geographically challenging locations, the market response may not be easy 

to predict. In Mexico, a project covered remote areas and an open market approach did 

not find qualified contractors, leading to the use of direct purchase. In several projects, 

post review procurement reports proposed using market analyses to improve competi-

tion and lower contract costs.

Direct or limited selection approaches. Limited approaches are used in procure-

ment when there are challenges finding qualified suppliers for quick contracting. In 

Madagascar, a project used direct procurement for food supplements because of 

a single compliant manufacturer locally and for expert contracts. In Nicaragua and 

Tajikistan, direct selection provided continuity for consultants’ contracts and helped with 

quickly filling project positions. In Malawi, a project used a direct approach to procure 

macro nutrient powder from a state-owned enterprise and agreed to use the company’s 

subnational warehouses to store and distribute the powder.

International contracting. In Nigeria, e-governance procurement that was designed 

based on the market analysis used multiple currency bids and performance-based 

contracting to attract international bidders. To improve competition regionally, Moldova 

published procurement notices in neighboring countries’ media. In several projects, the 

procurement was advertised internationally but did not analyze the market in advance 

and was not successful in attracting bids because of short implementation periods, 

geographical remoteness of activities, and the small-value procurement packag-

es. Unsuccessful international processes were often relaunched by redesigning the 

procurement to include larger-value contracts or to focus on national bidders. In the 

Kyrgyz Republic, international suppliers did not bid on technology contracts at the value 

advertised because of risks posed by COVID-19 and the Russian invasion of Ukraine. 

In some cases, regional advertisement was desirable to identify contractors given the 

similar county context.

National contracting. In Brazil, most contracts used a national approach with broad  

advertising because the market analysis identified sufficient potential bidders, and  

experience in the country suggested international contractors do not typically bid on 

small works contracts. In Sri Lanka, procurement for works to construct  (continued)
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irrigation channels included local preference clauses, as the procurement was not seen 

as attractive to international bidders. In Albania, contracts for supervision of roads works 

were subnational to hire local consultants who could be on-site at the works. In a Benin 

forest project, most of the contracts are of low value and subject to national competition, 

including community-driven development for works.

Source: Independent Evaluation Group case studies.

Many of the projects reviewed diverted funds to procure items for COVID-19, 
such as face masks and medical equipment. COVID-19 procurement used 
direct contracting or simple expedited procedures, such as request for quo-
tations with short submission timelines. In some projects, market challenges 
meant one quote was received. Some projects received complaints about the 
short submission periods, which were intended to speed up procurement 
rather than obtain the lowest price. Emergency procurement procedures 
were important when in place.

Procurement by local entities and communities is successful when good 
monitoring is available. In Bangladesh, a project involved a large volume of 
local entities to procure goods based on simplified procedures. Procurement 
used an app for local monitoring and ensured published awards to build citi-
zen confidence of fair processes. In Sri Lanka, an agriculture project involved 
procurement officers in provinces to speed up the procurement processes. In 
Djibouti, communities received training to manage procurement for infra-
structure subprojects, such as for improving water supply and sanitation, 
schools, and markets.

The packaging of procurement is important to attract bidders and ease the 
processing of procurement. Guidance to package or group procurement 
was instrumental to project success. Successful national procurement often 
required packaging contracts in small lots. In Haiti, contracts for repairs to 

Box F.9.  Market Approaches in Projects (cont.)
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health facilities required breaking up the repairs into small lots to attract 
small contractors. In Nicaragua, school construction and furniture were 
procured in one contract for four to five schools to ease client procurement 
and reduce transport costs because of the remote location of project sites. 
Biddings for goods and technical services, such as textbooks and printing 
of educational materials, were also grouped by their nature and timing of 
the need. In Somalia, in an urban resilience project, the client was able to 
aggregate and collectively negotiate contracts for works in municipalities, 
ensuring similar costing, designs, and quality assurance.

Quality

Interviews note that attention to quality happens throughout the procure-
ment cycle—for example, in planning the procurement; specifications to 
clarify the procurement requirements; the use of evaluation criteria to 
facilitate the assessment and comparison of bids or proposals against the re-
quirements; the selection of a procurement approach suitable to the market, 
cost, and timeline; and contract management.

 » Review of procurement bidding documents and specifications help ensure 

up-front quality. Even if rated criteria are not used, detailed specifications 

help ensure desired outputs. The World Bank’s subject matter support and 

consulting services are critical. In Lebanon, a consultant was contracted to 

develop specifications for the Greater Beirut Public Transport Project.

 » Supervision by procurement staff, task teams, and project units helps oversee 

quality by following procurement contracts being implemented. In Türkiye, 

regional directorates had expertise to provide quality oversight to procure-

ment activities. In an agriculture project in Mozambique, provincial client 

representatives verified the quality of works before payments were issued.

Task teams would like to improve quality in the selection of bids and go 
beyond the lowest cost offer, though they have less confidence about how to 
make this transition, specifically how to justify higher cost bids to address 
quality. In several projects, the quality of work was a challenge in lowest 
cost for works contracts. Cost inflation is another challenge that affects the 
quality of outputs. In some projects, contracts had price overruns because 
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the initial market information used to estimate the costs was inadequate, the 
contract was delayed, or specifications or terms of reference were amended.

Table F.3 synthesizes the findings on procurement enabling the economy.

Table F.3.  Takeaways on Procurement Enabling the Economy

Successes Challenges Takeaways

 » Nontraditional 
procurement 
approaches and 
methods can support 
quality outcomes.

 » Market approaches 
require careful 
consideration of the 
context.

 » Packaging 
procurement in big 
or small lots or with 
specific criteria can 
make it attractive for 
bidders.

 » Attention to quality 
needs to happen 
throughout the 
procurement cycle.

 » Implementing new 
procurement features is 
complex and requires 
trade-offs of speed 
because of high learning 
curves.

 » Some projects have 
difficulty attracting 
competitive and 
international bids and 
may prefer national or 
regional advertisement, 
or direct approaches.

 » Limited approaches may 
in some cases lead to 
costly contracts.

 » Coaching could help 
clients implement 
new procurement 
approaches.

 » Market analysis is critical 
to inform decisions on 
market approaches.

 » Strategic guidance to 
package procurements 
in a project could help 
clients.

 » World Bank guidance 
could emphasize quality 
across the procurement 
cycle. 

Source: Independent Evaluation Group. 

Integrity, Transparency, and Fairness  
of Procurement

Under the area of integrity, transparency, and fairness, the case studies look 
at bidding processes and oversight to improve procurement steps, com-
plaints, and supplier relations.

Procurement Integrity

Procurement notices are widely published by clients, and few problems are 
reported with prior review procurement. Interviewees report an opportu-
nity to enhance oversight of post review procurement early on in a project 
(box F.10). Procurement post reviews identify the main problems stem from 
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capacity weaknesses to carry out processes, which require oversight for 
integrity. Interviews also suggest there could be stronger guidance on miti-
gation measures to help clients better handle common risks in projects, such 
as of political interference in bids. Task teams also suggest opportunities for 
greater transparency may exist around the timeline and stage of a procure-
ment process and to improve procurement monitoring in insecure or fragile 
country contexts.

Box F.10.  Post Review Procurement Oversight and Learning

Oversight of post review activities through procurement post review reports (PPRs) is 

often late in a project, missing an opportunity to help clients improve procurement in 

the first years of implementation. PPRs often raised issues with procurement processes 

at the end of the project, and the frequency of PPRs was limited by the small number 

of procurement activities early in a project, lack of documents uploaded in Systematic 

Tracking of Exchanges in Procurement, and the focus on high-risk and high-value 

procurement. It is challenging to sample procurement for PPRs because World Bank 

procurement staff are often unsure of the full number of post review activities. Another 

challenge is the limited follow-up on recommendations in PPRs, leading to repetitive 

problems at the same procurement step. In Burundi and Indonesia, close engagement 

with the World Bank procurement specialist helped the PPR become a tool to agree on 

corrective actions with the government. This required the dedicated time of World Bank 

procurement staff to support clients and answer frequent questions.

Source: Independent Evaluation Group case studies.

Specific actions to mitigate risks are lacking in procurement processes and 
monitoring to see if mitigation measures are applied. Procurement risks 
are broad, ranging from collusion to price inflation, managing contract 
relations, and process delays. In Nigeria, the up-front identification of direct 
bidding as a risk meant that a project ensured open market approaches were 
applied when appropriate. In Somalia, the low capacity of local suppliers was 
mitigated by designing the procurement so that regional and international 
companies have joint ventures and subcontracts with local companies. In 
some projects, delays in the procurement process were identified as risks. 
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The projects often closely followed contracts, but mitigation measures did 
not pinpoint specific bottlenecks for why the delays happened. Moreover, 
the same mitigation measures were repeated over time with limited 
improvement.

Complaints

Complaints often relate to challenges with the evaluation stage, such as 
selection criteria and shortlisting of qualified bidders. Address of complaints 
often relates to improving evaluation criteria to justify decisions on bids 
and transparent information sharing with potential bidders on the crite-
ria for selecting suppliers. In Ghana, a housing project communicated the 
complaints mechanism to bidders through a series of three-day workshops. 
Handling complaints is challenging when the client has limited experience 
and may result in delays or canceled processes. In some countries, clients see 
complaint mechanisms as conflicting with their national system, suggesting 
dialogue could strengthen complaint handling. More consistent learning 
from complaints could also help improve procurement.

Supplier Engagement

Projects have limited experience engaging suppliers before a procurement 
activity. Suppliers may have difficulty navigating the World Bank procure-
ment processes and website. Successful supplier engagement often involves 
meetings organized by business associations before a project to share in-
formation on the upcoming procurement. In Nicaragua, the government 
organized workshops to discuss requirements with potential suppliers for a 
school construction procurement. During implementation, task teams en-
gage suppliers during contract execution, such as through field visits. When 
the supplier implements services in communities, the implementation rela-
tionship with the project is often collaborative, which facilitates exchanges 
to improve services.

Table F.4 synthesizes the findings on integrity, transparency, and fairness of 
procurement.
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Table F.4.  Takeaways on Integrity, Transparency, and Fairness of 
Procurement

Successes Challenges Takeaways

 » Projects with prior 
review procurement 
benefit from World 
Bank staff feedback.

 » Transparent supplier 
engagement 
improves the success 
of procurement 
activities.

 » Complaints help 
address irregularities 
to improve 
procurement.

 » Mitigation measures 
help improve 
procurement 
processes in projects.

 » Bidders drop out 
because of the length of 
processes.

 » Some projects encounter 
post review procurement 
challenges late in the 
project.

 » Supplier engagement 
rarely happens until after 
the contract is in place.

 » Countries often lack the 
experience to resolve 
complaints quickly.

 » Mitigation measures are 
rarely tracked, so repeat 
attention is paid to the 
same problems.

 » Task teams lack examples 
of mitigation measures 
to address common 
challenges.

 » Transparency in 
procurement process 
stages is important.

 » Less experienced projects 
require frequent post 
review procurement 
reports to help correct 
processes.

 » Improved supplier 
engagement is needed.

 » Strengthening capacity to 
handle complaints could 
strengthen procurement 
and improve the integrity 
of the procurement 
process.

 » The transparent tracking 
of mitigation measures is 
needed.

 » New ways to mitigate risks, 
such as of interference in 
procurement, are needed.

Source: Independent Evaluation Group. 

Effectiveness of Procurement: Value for Money

The case studies identify several opportunities to improve procurement’s 
value for money, including the following:

 » Defining project risks based on critical activities for the project development 

objective rather than only value (box F.11).

 » Using data intelligence tools that help projects make timely decisions to 

correct procurement problems. The current dashboard of indicators focuses 

on aggregate data and offers few measures that can support decisions. Useful 

indicators can track the success of migration measures, client feedback, and 

which projects have delays or reported issues.
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 » Providing early support to ensure procurement starts in the first year of a 

project.

 » Addressing systemic bottlenecks that slow procurement processes in projects.

 » Paying attention to quality across the procurement cycle.

Box F.11.  Defining Procurement Risks Based on Project Development 

Objectives

Risk assessment should consistently consider the importance of procurement activ-

ities to project development outcomes in addition to the value of the procurement. 

Procurement activities on the critical path to project development outcomes should be 

identified in discussion with the task team and client, and some contracts that are post 

review and small value may require high-risk ratings because of their significance to 

project development outcomes. The Guyana and Niger projects emphasized follow-up 

of small- and large-value contracts related to the project development objectives and 

outcome indicators. In projects in Brazil, East Africa, and Indonesia, some small con-

tract activities linked to the project development objectives occurred at the end of the 

projects as a result of limited follow-up and were canceled. In Benin and Burkina Faso, 

the number of beneficiaries reached decreased because of procurement delays that 

slowed the expansion of activities.

Source: Independent Evaluation Group case studies.

Contract Management

Projects face challenges in contract management, such as delays in contract 
execution, payment processing, and supply and distribution of equipment. 
World Bank task teams help clients with contract management by using 
tracker spreadsheets, field visits, and supervisory meetings to resolve issues. 
In a Nigeria project, weekly meetings tracked procurement processes and 
ongoing contracts. In Benin, nongovernmental organizations were responsi-
ble for oversight in communities, and regional supervisors were responsible 
for contract management. During COVID-19, field supervision was challeng-
ing unless remote technology was used. Projects in Malawi and Nicaragua 
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used the geo-enabling initiative for monitoring and supervision to oversee 
contract implementation. Establishing milestones or indicators is helpful 
for contracts that support activities for project development objectives, but 
burdensome if done for contracts. Contract management can be challenging 
for projects with large volumes of small procurement, and many milestones 
to track.
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1 The case study projects cover the following World Bank Practice Groups: Sustainable 

Development (25); Human Development (22); Infrastructure (20); and Equitable Growth, 

Finance, and Institutions (7). Of the projects, 45 are in International Development Association 

countries, 24 in International Bank for Reconstruction and Development countries, 5 in re-

gional projects, and 22 in fragile and conflict-affected situation countries. The projects spread 

across seven regions: Western and Central Africa (19); Eastern and Southern Africa (17); 

Europe and Central Asia (9); Latin America and the Caribbean (9); South Asia (9); East Asia 

and Pacific (7); and Middle East and North Africa (2). The projects are distributed to include 

different procurement ratings: moderately satisfactory (29), moderately unsatisfactory (26), 

and satisfactory (19). 

2 Under the area of fit for purpose the case studies look at tailoring, procurement strategy, 

market and risk analysis, and support to help client capacity to carry out procurement in proj-

ects. Tailoring assesses how much the project adapted its procurement methods to country 

needs and implementation arrangements. The assessment of the procurement strategy looks 

at the value added of the project procurement strategy for development and its use by clients. 

The examinations of market and risk analysis looks at the extent to which such analyses 

were used by the project. Under the area of efficiency, the case studies look at timeliness, 

prior review support, proportionality in a project, and the value addition of the Systematic 

Tracking of Exchanges in Procurement. Timeliness looks at speed of procurement activities. 

The assessment of prior review looks at how smooth and helpful this review type was for 

the project. Proportionality looks at the extent that the shift to increase post review activ-

ities in a project is successful. The examination of the Systematic Tracking of Exchanges in 

Procurement and standard procurement documents considers the extent to which the system 

and documents support smooth procurement in projects. Under the area of economy, the case 

studies look at the use of innovative features, address of sustainable procurement, packaging 

of procurement, and consideration of quality in procurement approaches. The assessment 

of innovative feature looks at the extent to which the project uses nontraditional or less 

common procurement approaches. The assessment of sustainability looks at the use of sus-

tainable procurement approaches. Attention to quality looks at the extent that procurement 

approaches are used by projects to promote quality. The packaging of procurement looks at 

the extent to which procurement is organized in framework agreements or grouped in lots, 

for example, to meet market demands. Under the area of integrity, transparency, and fairness, 

the case studies look at bidding processes, complaints, and supplier relations, looking at the 

extent of these processes’ success in projects. Under the area of value for money, in addition 

to the overall success of achieving the procurement principles in a project, the case studies 
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look at client satisfaction with procurement in the project, and the extent that projects had 

practices for contract management. 

3 The Procurement Risk Assessment and Management System considers the procurement risk 

in the regulatory framework, supervision and oversight, procurement process, complexity, and 

market readiness of procurement in the project. The procurement activity-level risk assesses 

the risk of each activity in the procurement plan for decisions on which activities are prior 

and post review. 



Appendix G. Procurement Staff and 
Task Team Leader Surveys

To help evaluate the effectiveness of the World Bank’s new procurement 
framework, a sample of World Bank procurement staff and task team lead-
ers (TTLs) working on projects that applied the framework were surveyed. 
The surveys aimed to understand staff perceptions of (i) how well the World 
Bank’s current procurement system is working to support projects and 
clients; (ii) successes and challenges in operational procurement since the 
reform; and (iii) the level of procurement knowledge, capacity, and resources 
to support the framework.

Methodology

The evaluation sampled 386 investment project financing projects active 
for at least four years and using the World Bank’s new procurement system, 
ensuring representation across World Bank Practice Groups and Regions. 
Procurement staff and TTLs responsible for the projects were identified. 
The sample included 150 procurement staff and 345 TTLs to survey using 
SurveyMonkey and Adobe Campaign newsletter.1 The sample included all 
procurement staff and TTLs involved in projects implementing the procure-
ment framework for 4 years. The procurement staff survey launched on April 
13, 2023, and closed on May 16, 2023, and received a response rate of 72 per-
cent. The TTL survey launched on April 26, 2023, and closed on June 5, 2023, 
and received a response rate of 57 percent.

The surveys asked for background information of the respondents: years of 
experience, Global Practice, grade level, hiring status, region of work, wheth-
er they work in a fragile and conflict-affected situation (FCS) or low-capacity 
country, and duty station location.2 In addition, procurement staff were 
asked about the number of days spent strengthening countries’ procurement 
capacity, while TTLs were asked about the number of days spent in procure-
ment training at the World Bank. Then, the survey asked questions about the 
World Bank’s new procurement system, grouped into 10 topics. The survey 
questions and topics for procurement staff and TTLs varied slightly. Most 34
0
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survey questions were closed, and for several questions, such as on how well 
the procurement system is working and the challenges in operational pro-
curement, we provided alternative statements, which respondents could rate 
on a scale of 7, ranging from strongly agree to strongly disagree.

The evaluation analyzed the survey responses through a descriptive data 
analysis in Excel and, where relevant, compared the significant difference 
between responses of different groups.3 For open-ended response questions, 
responses of TTLs and procurement staff, respectively, were grouped by 
theme, and the World Bank artificial intelligence tool—mAI—was used to 
conduct a first summary. However, responses were then reviewed manually 
to control for quality.

Key Insights

When comparing responses between the two surveys, procurement staff’s 
overall perception of the new procurement system is more favorable than that 
of TTLs: 80 percent of procurement staff perceive the new system favorably, 
while less than 30 percent of TTLs consider the system favorably (figure G.1).4

Figure G.1.  Comparison of Agreement in Survey Responses between 

Procurement Staff and Task Team Leaders  

Source: Independent Evaluation Group.

Note: The bars show the percentage of TTLs and procurement staff who agree with a topic. The chart 
shows nine topics overlapping across the TTL and staff survey. TTL = task team leader.
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Procurement staff and TTLs, but especially the former, perceive the pro-
curement system to have a positive impact on integrity, fairness, and 
transparency. Procurement staff perceive that innovative features in pro-
curement are little used even if TTLs recognize their importance for project 
success. Procurement staff and TTLs are mostly divided on the benefits and 
user-friendliness of the Systematic Tracking of Exchanges in Procurement 
(STEP). TTLs’ perception is often negative, whereas procurement specialists 
are often positive. Procurement staff and TTLs perceive the use of the alter-
native procurement approach (APA) as difficult and not encouraged. They 
consider that less procurement prior review helps focus on key activities, 
but it does not necessarily free up procurement staff time and reduce pro-
curement processing times because clients need support with post review 
contracts. They also agree that clients generally do not own their project 
procurement strategy for development (PPSD), and procurement staff per-
ceive PPSDs as more useful than TTLs. Most procurement staff contribute 
to contract management and perceive their help as beneficial. Procurement 
staff and/or TTLs consider evaluating bids and preparing terms of reference 
and technical specifications a major procurement bottleneck.

About 44 percent of procurement staff disagree that post reviews of interna-
tional bidding processes show that clients often reject a qualified top-ranked 
international bid in favor of a qualified lower-ranked local bid. Procurement 
staff and TTLs agree that clients have difficulties finding experts to support 
project procurement, and TTLs consider international competition rarely 
essential for project results.5

Procurement staff report they are more ready than TTLs to assist clients 
in applying the procurement framework. Procurement staff and, to a lesser 
extent TTLs, consider communication on the procurement framework to 
be sufficient. Most procurement staff state they spend a significant amount 
of time on country procurement capacity strengthening and perceive their 
work to help countries.

Finally, staff in the field (based in a country office or locally recruited), 
especially TTLs, have a more favorable opinion about the procurement 
system than staff at headquarters or internationally recruited staff. For 
example, locally recruited TTLs or TTLs in the field are more positive on 
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PPSDs, STEP, the ease to manage fraud and corruption, and post review 
procurement processes.

Summary of Survey Results

Overall Perception of the Procurement System

Procurement staff view the procurement system more favorably than TTLs. 
About 80 percent of procurement staff and 36 percent of TTLs report that 
the procurement system works well. About 80 percent of procurement staff 
consider that procurement is flexible enough to meet country and client 
needs, while about 25 percent of TTL respondents agree. There is a differ-
ence of opinion between TTLs working in FCS countries and those who do 
not, with the latter more favorable about the flexibility in the World Bank’s 
procurement approaches. About 14 percent of TTLs think the procurement 
system’s flexibility leads clients to seek innovative solutions. TTLs with 
more experience and greater knowledge of the procurement system have a 
more favorable opinion, which could mean that they are better able to navi-
gate and appreciate it.

Integrity, Fairness, and Transparency

Both procurement staff and TTLs perceive the procurement system to have 
a positive impact on integrity, fairness, and transparency. About 50 percent 
of procurement staff and 34 percent of TTLs, especially those not working 
in low-capacity countries, report that the procurement system helps man-
age risks of fraud and corruption, and very few disagree. On whether the 
procurement system deters prohibited practices, 65 percent of procurement 
staff agree it does, while 40 percent of TTLs, especially those not working in 
low-capacity countries, agree. About 77 percent of procurement staff sur-
veyed think the standstill period helps complaints be better collected and 
resolved compared with 36 percent of TTLs. On whether the STEP system 
enhances transparency, most procurement staff and TTL respondents agree 
that it does (63 percent and 57 percent).
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Innovation in Procurement

Procurement staff perceive that innovative features in procurement are little 
used even if TTLs recognize their importance for project success.6 About  
27 percent of procurement staff report that features that address 
sustainability are used and about 42 percent report that features that address 
quality, such as rated criteria, are used when appropriate. Over 60 percent 
of procurement staff surveyed agree that the new procurement system 
balances speed with quality. About 49 percent of TTLs agree that features 
that incorporate sustainability should be used, about 45 percent agree that 
increasing the use of rated criteria will enhance project success, and about 
48 percent of TTLs consider helping clients apply innovative features a 
priority for their projects’ success.

Systematic Tracking of Exchanges in Procurement 
System

Procurement staff and TTLs are divided on the benefits and user-
friendliness of STEP, with the TTL’s perception being more negative and 
procurement staff more positive. About 18 percent of TTLs and about 
38 percent of procurement staff report that clients find STEP helpful in 
managing project procurement. One-third of procurement staff and about 
20 percent of TTLs agree that STEP helps reduce clients’ processing time 
for procurement activities. Over half of procurement staff agree that STEP 
reduces the response time of World Bank staff to process procurement 
activities. However, 36 percent of TTLs consider that STEP helps speed up 
their response time to review procurement for clients, and 32 percent of 
procurement staff. About 58 percent of the TTLs report that clients have 
difficulties uploading information to the system. Regarding their own 
use of STEP, approximately 40 percent of TTLs find it difficult to review 
procurement activities in the system.

Alternative Procurement Arrangements

Procurement staff and TTLs perceive the use of APA as difficult and rarely 
encouraged. About 34 percent of procurement staff and 45 percent of TTLs 
consider that clients are aware of or interested in using their national 
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systems as APA, but 50 percent of procurement staff think it is difficult 
to use clients’ national systems as APA because clients rarely meet the 
requirements. Procurement staff are more divided on whether APA is easy 
to apply when appropriate (about 32 percent agree and 18 percent disagree) 
and whether APA eases implementation of projects cofinanced by other 
development partners (about 27 percent agree and 15 percent disagree). 
For the TTLs surveyed, about 38 percent, among them especially TTLs not 
working in low-capacity countries, perceive that the World Bank discourages 
using the procurement arrangements of other donor organizations, whereas 
52 percent do not agree nor disagree, possibly because they have not been in 
a situation where such use could be appropriate.

Prior and Post Review Balance

World Bank staff perceive that less procurement prior review may speed 
up processes, but it does not necessarily free up procurement staff time 
because clients need support with post review contracts. About 56 percent 
of both procurement staff and TTLs consider that limiting prior review 
helps them focus support on key procurement needs and technical issues, 
especially in FCS countries and for grade G level TTLs (figure G.2, panels 
a and b). However, 23 percent of TTLs, often not working in low-capacity 
countries compared with working in such countries, report procurement 
staff would have more time to offer support if prior review is limited. 
Procurement staff overall report reduction in prior reviews helps clients 
reduce procurement processing times: 26 percent disagree. TTLs, especially 
those not working in low-capacity countries, are more optimistic about 
the reduction in processing times: about 16 percent disagree. Forty-five 
percent of procurement staff agree that countries’ procurement systems are 
strengthened when used for post review processes. About 10 percent of TTLs, 
of whom a larger proportion not working in FCS or low-capacity countries, 
agree that clients have adequate capacity to manage post review contracts 
with limited World Bank support, and about 60 percent think clients need 
significant support in post review contracts.
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Figure G.2.  Prior and Post Review Balance  

Source: Independent Evaluation Group.

Note: Panel a: A greater proportion of procurement staff in fragile and conflict-affected situation 
countries compared with non–fragile and conflict-affected situation countries agree that limiting prior 
review to high-risk and high-value procurements helps focus support on key procurement activities. 
A larger proportion of grade F level procurement staff compared with grade G level staff and of staff 
who provide between three and five days of procurement capacity strengthening a month compared 
with more than five days agree that the reduction in prior reviews helps clients reduce procurement 
processing times in projects. Panel b: A substantially larger proportion of grade G level task team 
leaders (TTLs) compared with grade F level TTLs agree that limiting prior review to high-risk and  
high-value procurements helps them focus more on technical issues. A greater proportion of TTLs  
who do not work in low-capacity countries agree that the reduction in the amount of procurement prior 
reviews helps clients reduce procurement processing times in projects. A greater proportion of TTLs 
who do not work in fragile and conflict-affected situation and low-capacity countries and TTLs with a 
substantial level of knowledge of the procurement system compared with those with a moderate level 
agree that clients have adequate capacity to manage post review procurement processes. A greater 
proportion of TTLs who are currently stationed in the field office compared with Washington, DC, and 
are not working in low-capacity countries agree that because prior review is limited to high-value and 
high-risk contracts, procurement staff have more time to provide capacity strengthening to clients.

Procurement staff responsea.

Task team leaders’ responseb.
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Project Procurement Strategies for Development

Procurement staff and TTLs agree that clients lack ownership of PPSDs,  
and procurement staff perceive PPSDs as more useful than TTLs. About  
20 percent of both procurement staff and TTLs, especially TTLs working in 
low-capacity and FCS countries, consider that clients own their PPSDs and 
contribute to their preparation. About 60 percent of procurement staff and 
30 percent of TTLs think that PPSDs help design procurement approaches 
that fit the project context (figure G.3, panels a and b).

Figure G.3.  Project Procurement Strategies for Development  

Source: Independent Evaluation Group.

Note: A greater proportion of task team leaders who do not work in fragile and conflict-affected 
situation countries, do not work with low-capacity clients, or are currently stationed in the field office 
compared with Washington, DC, agree that clients own their PPSDs and contribute to their preparation. 
A greater proportion of task team leaders who are currently stationed in the field office or are locally re-
cruited agree that PPSDs help design procurement approaches that fit the project and country context. 
PPSD = project procurement strategy for development.

Procurement staff responsea.

Task team leaders’ responseb.
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Contract Management

Most procurement staff contribute to contract management and perceive 
their contribution as beneficial. Eighty-six percent of procurement staff 
state that contract management is an important part of their work, and 
almost half of the TTLs, especially those not working in FCS or low-capacity 
countries, agree that procurement staff provide adequate contract man-
agement support to clients. About 70 percent of procurement staff noticed 
improvements in outcome quality when they provided more contract man-
agement support. About 70 percent of procurement staff and 34 percent of 
TTLs consider that monitoring information for large contracts is being used 
to inform decision-making.

Procurement Delays

Bid evaluation and preparing terms of reference and technical specifications 
are procurement bottlenecks. About 65 percent of TTLs consider that bid and 
proposal evaluation and about 44 percent that preparing terms of reference 
and technical specifications delay project implementation. About 72 percent 
of procurement staff, especially the ones in low-capacity countries, agree 
that preparing terms of reference and technical specification is one of the 
main reasons for delays in project procurement. TTLs are divided on whether 
performance-based approaches help ease procurement: about 23 percent of 
TTLs agree and 21 percent disagree.

Resources, Knowledge, and Capacity

Procurement staff report they are more ready than TTLs to assist clients 
in applying the procurement framework. About 60 percent of procurement 
staff consider that they have received adequate training to support clients 
on the procurement framework, have access to colleagues who can support 
them, and consider the available guidance material suitable, and few of them 
disagree (figure G.4, panel a). On the contrary, 34 percent of TTLs, especially 
those with more procurement training and knowledge, state that they have 
easy access to adequate training on the procurement system (figure G.4, 
panel b). Of the TTLs who have taken limited procurement training:  
56 percent state that they have taken two or more days of procurement 
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training since FY16, and 33 percent consider that that their level of 
knowledge of the procurement system is moderate. Most procurement staff, 
especially those in a higher grade and with more experience, agree that  
they have the experience to support clients in applying approaches 
incorporating quality (79 percent) and, to a lesser extent, sustainability  
(54 percent). Only a much smaller percentage of TTLs, mostly those who 
declare to have substantial procurement knowledge, state to have this 
experience: 27 percent for quality and 24 percent for sustainability. Finally, 
9 percent of the procurement staff consider that that TTLs have adequate 
knowledge of the innovative features of the World Bank’s procurement 
system, whereas 38 percent of TTLs consider that that procurement staff 
have this knowledge. Some procurement staff, however, are overburdened: 
about 15 percent consider that they have insufficient time to adequately 
support the client in applying the innovative features of the framework 
(figure G.4).

Procurement staff, and to a lesser extent TTLs, consider the communication 
on the procurement framework as sufficient. About 51 percent of 
procurement staff think that the communication of the procurement 
framework to external stakeholders is effective, but 23 percent of TTLs, 
mostly those who state they have substantial procurement knowledge, do 
so (figure G.4). In addition, about 37 percent of procurement staff think that 
clients are aware of the innovative features of the framework. This suggests 
that communication around the framework to stakeholders could be 
improved. About one-third of TTLs are aware that they can request hands-on 
support for clients in low-capacity situations.
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Figure G.4.  Resources, Knowledge, and Capacity  

Source: Independent Evaluation Group.

Note: Panel a: Grade G level procurement staff compared with grade F level staff who spend more than 
five days per month in procurement capacity strengthening agree more strongly than staff who spend 
between three and five days that they have the necessary experience to support clients in applying 
approaches incorporating quality and sustainability. Panel b: A greater proportion of task team leaders 
(TTLs) with a substantial level of procurement knowledge compared with those with a moderate level 
agree that the communication of the World Bank’s procurement framework to clients, suppliers, and 
other stakeholders is effective. More TTLs who have had over three days of procurement training since 
fiscal year 2016 compared with those with two to three days and more TTLs who have had a substantial 
level of procurement knowledge compared with those with a moderate level agree that they had easy 
access to adequate training in aspects of the World Bank’s procurement system. A greater proportion 
of TTLs with a substantial level of procurement knowledge compared with those with a moderate level 
agree that they have enough experience to advise clients on applying approaches that incorporate 
quality and sustainability.

Procurement staff responsea.

Task team leaders’ responseb.
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Time Spent Strengthening Countries’ Procurement 
Systems

Most procurement staff state that they spend a significant amount of 
time on country procurement capacity strengthening. About 30 percent of 
procurement staff report that they spend over five days per month strength-
ening countries’ own procurement systems and over 25 percent spend 
between three and five days (figure G.5).

Figure G.5.  Number of Days per Month Spent by Procurement Staff in 

Strengthening Countries’ Procurement Systems  

Source: Independent Evaluation Group.

Note: N = 100 responses.
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Client Procurement Capacity Strengthening

Procurement staff favorably perceive that their support to World Bank 
projects contributes to national capacity strengthening. Over 85 percent of 
procurement staff say World Bank support for investment project financing 
procurement helps develop client capacity and over 80 percent, especially 
grade G level staff and staff who carry out a significant amount of capacity 
strengthening, state that management encourages them to strengthen the 
procurement capacity of countries in which they work. Most procurement 
staff (65 percent) also agree that hands-on support speeds up procurement 
in low-capacity situations (figure G.6).

Figure G.6.  Client Procurement Capacity Strengthening  

Source: Independent Evaluation Group.

Note: Grade G level compared with grade F level procurement staff agree more strongly that man-
agement encourages them to support the countries in which they work in strengthening their own 
procurement capacity, as do procurement staff who spend more than five days strengthening coun-
tries’ own procurement systems.

Summary of Responses to Open-Ended Questions

The surveys included open-ended questions to identify challenges in sup-
porting clients to improve procurement in World Bank–supported projects. 
The main challenges related to the following:

 » Clients’ insufficient availability of procurement experts

 » Clients’ inadequate procurement knowledge and capacity

 » Clients’ difficulty in defining specifications and terms of reference, and 

preparing bidding documents

 » Clients’ limited interaction with potential bidders for market engagement
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 » Clients’ limited use of PPSDs for strategic procurement planning

 » The limited user-friendliness of STEP and an inadequate STEP training and 

support system

 » The World Bank staff’s knowledge gaps, especially to apply procurement 

approaches such as sustainable procurement

 » The World Bank procurement staff’s work overload and limited time 

availability to support projects

 » The insufficient involvement of TTLs and World Bank procurement staff in 

guiding the client in preparing stages of post review procurement

 » The reliance on the monetary value of an activity almost solely for post and 

prior review decisions instead of the importance of a procurement activity in 

helping advance the project development objective

 » Insufficient country procurement capacity strengthening in countries with 

repat procurement issues

The suggestions to improve procurement were to (i) provide more resources 
to support clients, especially early in project implementation for more 
complex aspects of the procurement framework, and in low-capacity 
countries, including the use of consulting firms hired by clients and the use 
of more hands-on expanded implementation support; (ii) systematically 
collect and distribute practical guidance materials, such as examples of 
terms of reference; (iii) provide more training to World Bank staff; (iv) 
give World Bank procurement staff a more proactive role in the task 
team of projects; (v) simplify procurement processes, the preparation of 
standard bidding documents, and use information technology and artificial 
intelligence to be more efficient; (vi) simplify PPSDs; (vii) improve the ease 
of using STEP for clients; (viii) be more selective in determining prior review 
contracts; and (ix) support client procurement capacity strengthening.
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1 The survey was distributed to 149 procurement staff (one staff member could not be found) 

and 343 task team leaders (TTLs; two TTLs could not be found). 

2 Of the procurement staff respondents, 75 percent are grade G level staff, 20 percent are 

grade F level or lower, and 5 percent are grade H level staff or higher. Regarding recruitment 

and work location, 65 percent are locally recruited, 39 percent work in fragile and  

conflict-affected situation countries, and 67 percent work in low-capacity countries. Of the  

TTL respondents, 85 percent are grade G officers, 8 percent are grade H and above, and  

7 percent are grade F. Regarding recruitment and work location, 68 percent are internation-

ally recruited, 41 percent work in fragile and conflict-affected situation countries, 81 percent 

work in low-capacity countries, and 67 percent are currently stationed in field offices. 

Respondents are spread across the seven Regions, with some working in more than one 

Region. Respondents working in Africa had the highest representation, which aligns with the 

high number of projects in the region. 

3 The analysis combined the responses “Strongly Agree” and “Agree” into the category “Agree,” 

“Strongly Disagree” and “Disagree” into the category “Disagree,” and “Somewhat Agree,” 

Somewhat Disagree,” and “Neither Agree nor Disagree” into the category “Somewhat Agree  

or Disagree” because of the small number of responses. The t test and the Mann-Whitney  

U test were both conducted in Python to check whether responses significantly varied among 

respondents, with consistent findings. At the 95 percent confidence interval (if p value is 

less than .05), the null hypothesis that there is no significant difference among the groups is 

rejected. The alternate hypothesis that there is a significant difference among the categories 

of responses is accepted, and the most relevant results are mentioned as notes under the 

figures in this report. 

4 The perception of World Bank procurement staff and TTLs is not compared for the topics 

of innovative and alternative procurement approaches because questions were formulated 

differently on the respective surveys. 

5 About 70 percent of both TTLs and procurement staff, mostly grade G level staff, agree that 

clients have difficulty finding experts to support project procurement. Especially those TTLs 

with substantial procurement knowledge compared with moderate knowledge and locally 

recruited TTLs. 

6 On this topic the survey questions are different, with the ones for procurement staff focusing 

on the use of innovative features in projects and the ones for TTLs focusing on their useful-

ness for quality procurement. 
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