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DATA SHEET  
 
 

A. Basic Information  
Region: Africa Country (ies) Liberia 
Global Practice  Social Protection 

and Jobs 
Joint with IFC No 

Recipient:  Government of 
Liberia 

Implementing Agencies: Ministry of 
Gender 
Children Social 
Projection 
(MGCSP) 

Sector(s)/Theme(s): Social Safety 
Nets/Social 
Assistance & Social 
Care Services – 
100% 

  

Executed by:  Recipient   
Project ID:  P159493 TF Name and 

Number(s): 
Ebola 
Recovery and 
Reconstruction 
Fund MPF 
Grant 
TF0A3359 

Original Grant Amount:  US$0.53 million Donor(s):  Multiple 
donors 

Revised Amount:  - Disbursed Amount: US$0.52 
million 

Environmental Category:  C (no Environmental 
Assessment) 

Safeguards Triggered: None 

 
 

B. Key Dates  

Process   Date  Process  Date  

Concept Review: 18-May-2016 Effectiveness: 04-Nov-2016 



  

Appraisal:   Restructuring(s): 22-Sep-2017 
(extension till Dec 31, 
2017) 
29-Dec-2017 
(extension till 
January 31, 2018) 

Approval:  17-Oct-2016 Closing: 30-Sep-2017 

  Revised Closing Date: 
(if any) 

31-Jan-2018 

 
 

C. Ratings Summary   
Outcomes:  Satisfactory 
Implementation:  Satisfactory 
Risk to Sustainability:  High 

 
D. Results Indicators 

Indicator  Baseline 
Value  

Original Target 
Values  

Formally 
Revised 
Target Values  

Actual Value 
Achieved at 
Completion  

PDO Indicators 
Indicator 1 Target adolescent girls disaggregated by (a) reopening their 

business and (b) expanding their businesses  
(Number) 

Value (quantitative or 
qualitative) 

(a) 0 
(b) 0 

(a) 2,000 
(b) 2,000 

- (a+b) 2000 

Date 09/20/2016 09/20/2016  01/31/2018 
Comments/Explanation  Achieved. The indicator target value refers to a total of 2000 

beneficiaries (see indicator 3). Disaggregated data for a) and b) 
was not collected, as the two types of business processes 
(reopening and expanding) had no clear distinction. 

Indicator 2 Share of project participants satisfied with project interventions 
(Percentage) 

Value (quantitative or 
qualitative) 

0.00 70.00 - 99.00 

Date 09/20/2016 09/20/2016 - 01/31/2018 
Comments/Explanation  Surpassed. 
Indicator 3 Direct project beneficiaries 

(Number) 



  

Value (quantitative or 
qualitative) 

0 2,000 - 2000 

Date 09/20/2016 09/20/2016 - 01/31/2018 
Comments/Explanation  Fully Achieved. 
Intermediate Results Indicators 
Intermediate Indicator 1 Beneficiary business groups receiving cash grants 

(Number) 
Value (quantitative or 
qualitative) 

- 500 - 517 

Date 09/20/2016 09/20/2016 - 01/31/2018 
Comments/Explanation  Surpassed. 
Intermediate Indicator 2 Functioning beneficiary business projects 

(Number) 
Value (quantitative or 
qualitative) 

0 400  516 

Date 09/20/2016 09/20/2016 - 01/31/2018 
Comments/Explanation  Surpassed. 
Intermediate Indicator 3 Beneficiary groups with savings 

(Number) 
Value (quantitative or 
qualitative) 

0 200  516 

Date 09/20/2016 09/20/2016 - 01/31/2018 
Comments/Explanation  Surpassed. 
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I. Project Development Objectives and Design 

1. Original Project Development Objectives (PDO) and key indicators  
 
1. The project development objective (PDO) is to provide income generation 
support to Ebola-affected adolescent girls. The PDO was not revised during the life of 
the project. 

2. Main Beneficiaries 
 
2. The Girls Ebola Recovery Livelihood Support (GERLS) Project was designed to 
directly benefit 2,000 adolescent girls, ages 18–27 years, who had been running a small 
business within one year before the outbreak of the Ebola Virus Disease (EVD). The 
project focused on vulnerable girls in urban and peri-urban areas whose businesses 
were on the verge of collapse or already folded up in three2 selected counties. The 
project targeted girls from extremely poor and Ebola-affected households, half of whom 
had already benefited from a previous Ministry of Gender, Children and Social 
Protection (MGCSP) project, namely, the Economic Empowerment of Adolescent Girls 
and Youth Women (EPAG). The remaining half were adolescent girls who had not 
participated in the EPAG but were also vulnerable to post-EVD shocks. To determine 
eligibility, an application process was developed for potential beneficiaries. The final list 
of selected girls would be verified by the community using a set of pre-agreed criteria to 
ensure transparency and ownership. 
 
3. All beneficiaries had to meet the following two criteria to be enrolled: (i) girls 
who had already been engaged in self/wage employment activities before the EVD 
outbreak, whose businesses collapsed or were on the verge of folding up; and (ii) girls 
who were either EVD survivors (verified by the Ministry of Health) or had lost a family 
member to the EVD. 

 
 
 
 
 
 
 
 
                                                 

2 Ministry of Gender, Children and Social Protection (MGCSP) selected Montserrado (4,502 cases, 1,853 
deaths), Grand Bassa (180 cases, 79 deaths), and Margibi (1,261 cases, 576 deaths) to participate in the 
program as these three counties were among the worst hit by the EVD crisis and also had previously 
participated in the MGCSP labor market programs for adolescent girls. 
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II. Key Factors Affecting Implementation  
 
Project Cost 

Components/Activities Approval 
Estimate (USD) Actual (USD) 

Actual as a 
Percentage of 

Approval 
Amount 

(%) 

Parallel 
financing/other 
sources/leverag
ed funds (USD) 

1. Component 1: Life and 
Business Skills Support for 
Targeted Adolescent Girls 

130,000 139,297 107 
- 

2. Component 2: Livelihood 
Recovery Support 

                                                                          
320,000 

                                                                          
304,364 95 - 

3. Project Management & 
Coordination 

                                                                          
80,000 

                                                                          
76,944 96 - 

Total Project Cost  530,000 520,606 98 - 
 

A. Key Factors During Preparation 
 

4. The project is small in size and was financed entirely by trust fund grant 
financing. It was therefore important to keep the project objectives realistic, and the 
components and implementation structure simple. During preparation, these factors 
were accounted for and the PDO was kept within the limits of what was possible to 
implement with the available funds. The project design, therefore, leveraged previous 
project work and utilized available systems, implementing capacity and mechanisms in 
order to improve efficiency and ensure smooth implementation. The project used the 
experience of the Economic Empowerment of Adolescent Girls and Young Women 
Project (EPAG) for developing training curriculum for Life and Business Skills,  as well as 
innovations from other previous projects like the Youth, Employment, Skills (YES) 
project for the use of lottery and e-registration for final beneficiary selection; and the 
Social Cash Transfers in Response to Ebola in Liberia (SCT-REPLI) around community 
sensitization and ownership process3 and payment modality.  
 
5. Given the need for a rapid and simple response, the project preparation team 
utilized the Liberia national framework and added non-governmental organization 
(NGO) capacity, where gaps existed, to improve the implementation. The system for 

                                                 

3 The community process included the creation of community committees that vet beneficiary lists, 
payments, and help tracking beneficiaries, and eventually promote community ownership of the whole 
project. See paragraph 13 for details. 



 

  3 

targeting of the beneficiaries was relatively clear and based on existing systems and 
vulnerability data. 
 
6. It should be noted that the project, albeit small, successfully responded to 
emergency conditions created by the 2014 Ebola Virus Disease (EVD) epidemic in 
Liberia, and as such had to be prepared quickly at appropriate level of quality. Within 
the limitations of the short time and relatively small funding, the project did a good job 
in addressing the problems of the target group. The use of work arrangements and 
targeting mechanisms developed for other related activities ensured good readiness for 
implementation. 
 
7. In terms of the identification of risks, the overall substantial rating at the time of 
appraisal may have been somewhat optimistic, having in mind the EVD epidemic 
environment and the low overall institutional capacity in country at the time. Still, the 
proposed mitigation measures worked out well and none of the major risks 
materialized. The project built on lessons from previous Bank operations in Liberia, 
including providing direct technical assistance to implementing agencies to support 
project implementation. External service providers were involved for the delivery of the 
activities under Components 1 and 2. The project mitigated the fiduciary risks by using 
in-country systems with proven implementation capacity, such as the Public Financial 
Management Unit (PFMU) and existing social protection programs, such as the EPAG, 
YES, and SCT-REPLI projects. Fiduciary technical assistance was also provided by the 
Bank team as part of mitigation measures. Risks on the M&E side were mitigated by 
supporting the continued development of an integrated MIS at the Ministry of Gender, 
Children and Social Protection, to improve the efficiency and transparency of beneficiary 
selection, contracting, payment, and other management processes. The project also 
benefited from the use of smartphone technology for beneficiary enrollment and 
routine monitoring.  
 
8. Another foreseen risk was the short duration for implementation. However, 
building on existing programs for implementation and targeting largely mitigated this 
risk, and the project was only extended by a cumulative of four months. The first 
extension was in response to the observed need to provide more hands-on support to 
beneficiary business groups, while the second extension resulted from political 
circumstances (namely prolonged national elections) that were impossible to forecast at 
the time of design preparation (see paragraph 10 for details).  
 

B. Key Factors During Implementation 
 

Factors outside the control of Government and/or Implementing Agency 
 
9. First, this project was a response to an emergency, a disease epidemic that could 
not be predicted or easily controlled. Within the EVD environment of uncertainty and 
risks, the project team managed to set up structures and implement activities in full. 
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10. Second, Liberia held general elections in October 2017, which were followed by a 
brief period of political volatility. This led to delays in many Government activities, 
including the implementation of the last set of activities under this project. Still, as 
explained in paragraph 8 and 18, the project itself managed to perform its activities with 
only two short extensions, which were done for good reasons. The second extension, 
albeit short, was critical, as the original timing of the final payment of business grants to 
beneficiary groups coincided with the runoff presidential elections, and were 
rescheduled for security reasons. These political developments could not have been 
forecast at Appraisal, nor at the time of the first restructuring.  
 
Factors subject to World Bank control 
 
11. From the inception of the project design the World Bank worked with the 
Government of Liberia (GOL) in preparing the project. The World Bank, through its 
technical oversights and guidance, provided assistance in ensuring that grant conditions 
were followed.  The World Bank also provided guidance on the drafting of the 
operational guidelines and ensuring that all project deliverables were carried out within 
agreed parameters. 
 
12. The World Bank also provided regular, robust and timely implementation 
support. The Bank provided the needed support through country-based and 
headquarters-based staff in handling issues as they arose in the areas of technical 
design, implementation, procurement and financial management.  
 
Monitoring and Evaluation 
 
13. Data Collection. The GERLS Project Management Team, together with the EPAG 
and Social Cash Transfer (SCT) teams, with support from the Bank, developed a targeting 
guide for the data collection process. Key steps of the targeting process included: (i) 
community entry meetings and setup of the Community Committees (CC); (ii) data 
collection procedures, logistics and protocols; (iii) scorings and ranking of applicants; (iv) 
community validation and lottery modalities; and (v) registration and enrollment 
processes.  
 
14. Project implementation, supervision, and monitoring and evaluation were the 
responsibilities of the MGCSP with support from Educare, the Service Provider (a local 
firm hired to provide implementation support). Monitoring and supervision in the field 
were conducted through the field staff of the SCT Secretariat and EPAG project staff 
collaborating with the GERLS PM team. Quarterly reports were compiled and sent to the 
World Bank through MGCSP. It was the responsibility of the Project Management (PM) 
team and Service Provider to ensure that project activities, including targeting, 
payments and monitoring at the community level, were being properly implemented.  
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15. Registration of beneficiaries was done in the MIS of the SCT-Secretariat with 
support from EPAG and the Service Provider. Data collected from applicants was then 
validated by the CCs. Both county and community authorities in the participating 
counties were also involved in the validation process and overall monitoring and 
supervision of the project.  

3. Summary of Implementation and Significant Changes 
Rating: Satisfactory 
 

16. Project implementation overall is rated Satisfactory. The GERLS project was declared 
effective on December 22, 2016. The Designated Account for the project at the Central 
Bank of Liberia was opened on February 8, 2017 and the project officially launched on 
April 11, 2017 at the Ministry of Gender, Children, and Social Protection. The launch 
brought together key officials of the government of Liberia, including the Minister of 
Gender, Children, and Social Protection, the Minister of Foreign Affairs, international 
development partners, women and youth groups, the private sector and some 
beneficiaries of EPAG.  
 
17. Components 1 and 2 were both implemented fully and implementation was 
overall successful. The trainings were designed to enhance beneficiaries’ soft and 
entrepreneurship skills and, also help them to develop a viable business plan and utilize 
grants efficiently to implement the plan. Therefore, to create opportunities for group 
members to know each other well, build healthy group dynamics and solidarity, 
Beneficiary Business Group (BBGs) were formed during the training. Not participating 
fully in the training could expose beneficiaries to higher risk of failing to develop and 
implement viable business proposals, which in turn could negatively affect the 
sustainability of the businesses supported through the grants, so completion of the 
training and development of a business plan were set as major milestones for group 
members to reach before accessing the cash grants. This made group members hold 
each other accountable for completing extra (make-up) training sessions organized by 
the Service Provider.  

 
18. Some minor challenges with the design of the trainings and the formation of the 
BBGs were reported by the implementing agency.  They noted that the BBG formation 
early in the process may have led to some beneficiaries leaving the training and not 
gaining fully from it. However, the benefits from the early BBG formation (for example, 
enabling beneficiaries to work as teams in developing their business plans and to hold 
each-other accountable for the results) seem to have outweighed those challenges. BBG 
members were able to work together as a group and passed on some of the information 
received through the trainings on to their colleagues. Overall, the BBG approach proved 
very successful and an important part of the project design.  
 
19. The project underwent two restructurings: (i) in September 2017 the project’s 
original closing date of September 30, 2017 received an extension until December 31, 
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2017; (ii) in December 2017 another restructuring extended the project once again, until 
the final closing date of January 31, 20184. The cumulative project extension was only 
four months, and these restructurings did not result in any changes to the project 
objectives, components, or financing. 
 
20. The initial period of project implementation was marked by an agreement on the 
detailed targeting criteria to select beneficiaries, as well as the targeting approach for 
the two groups of beneficiaries: 

 
• EPAG Beneficiaries: data (from Rounds 1 – 3 of EPAG) on beneficiaries who fit the 

GERLS project criteria on age and EVD-affectedness, collected through a survey 
administered post-Ebola, was reviewed and 961 potential beneficiaries were 
identified. In addition, beneficiaries from EPAG Round 4, who fit the age criteria but 
did not participate in the post-Ebola survey, were also screened. Beneficiaries were 
then called to Registration Centers in the three counties to determine their full 
eligibility under the GERLS project, and to enroll those who qualify.  
 

• Non-EPAG Beneficiaries: All three counties covered under the project were EVD 
hotspots5  counties as determined through national data and follow on discussions 
with Ministry of Health and NGOs.. Some EPAG communities (that were identified as 
hotspots) were covered under this component. All applicants were cross-checked 
with the EPAG database to ensure that they were not EPAG alumni and to avoid 
duplication.  

 
Component 1 Life and Business Skills Training (US$130,000; actual cost US$139,297) 
 
21. Component 1 was implemented by MGCSP with support from EDUCARE, an NGO 
recruited to conduct Life and Business Skills training for all beneficiaries. All key 
stakeholders, including the Social Cash Transfers Secretariat, Economic Empowerment 
of Adolescent Girls and Young Women (EPAG) team, Service Providers, traditional 
leaders and Local Government Authorities worked together to ensure that the 
beneficiaries selected in various communities across the three counties met the 
eligibility criteria of the GERLS Project. 
 
22. Component 1 implemented the following activities: 
 

(i) Targeting of Beneficiaries 

                                                 

4 See paragraph 10 above. 

5 EVD Hotspots referred to areas of elevated disease prevalence or incidence during the outbreak in 
Liberia. 
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22. Targeting of beneficiaries was conducted by the MGSCP (GERLS-PM team, SCT, 
EPAG) with support from the service provider in collaboration with local government 
authorities, and community stakeholders. The project targeted two categories of girls: 

a. Girls who once benefitted from the previous labor market programs for 
adolescent girls-Economic Empowerment of Adolescent Girls and Young Women 
(EPAG) project that was implemented by the Ministry of Gender, Children and 
Social Protection (MGCSP); and  

b. Girls who had not participated in the EPAG project, but met the project’s 
selection criteria. 

 
23. The targeting of beneficiaries took place between March and May 2017. A total 
of 5,426 women participated in the targeting process, out of which 2,613 young women 
were selected as potential project beneficiaries. In order to select 2000 adolescent girls 
for the project in an unbiased and transparent manner, a round of lottery exercises was 
conducted in selected sub-project communities to determine the final list of 
beneficiaries based on project guidelines. Resolving oversubscription through a 
selection lottery was viewed as the most transparent method by youth in Liberia and 
has been used successfully in the YES project.  
 

(ii) Training 
 
24. Beneficiaries were provided Life and Business Skills Training as part of 
strengthening their resilience. The training was aimed at helping them improve life and 
business management skills, as well as assist beneficiaries to acquire coping 
mechanisms for dealing with the impacts of EVD. The life and business skills training 
process included the following activities: a) development and reviewing of training 
manuals; b) training of trainers; c) pre-training assessment of beneficiaries; and d) 
training of beneficiaries and formation of Beneficiaries Business Groups (BBGs). As a 
result, training manuals were developed and distributed to participants. A training-of-
trainers workshop was held for 108 screened and qualified trainers who were recruited 
from the training communities.  A pre-training assessment was administered during the 
first day of trainings for the participants across all training centers. Finally, beneficiaries 
were trained starting June 26, 2017 and ending July 10, 2017 for all groups.  
 
25. During the training, BBGs were formed following a logic of internal 
complementarity and synergies among members. The trainers and mentors at the onset 
of the training facilitated the formation of the BBGs (groups of 3-4 beneficiaries) by 
helping beneficiaries organize themselves in groups based on their strengths and 
weaknesses, as well as business interest. The formation of the BBGs ensured that each 
member of the group had a specific responsibility for group success and that each 
business group worked together to develop and submit a group business plan by the 
end of the training period, which was one of the prerequisites in accessing the grant. 
The group served as a support system for each member and members held each other 
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accountable for the well-being of each other and for the proper functioning of the group 
business.  
 
Component 2: Livelihood Recovery Support (US$320,000, actual cost US$304,364) 
 
26. This component provided cash grants to the beneficiaries to support the 
initiation or revival of their businesses. The Project Operational Manual (POM) specified 
that girls who had been selected to receive grants had to meet the following criteria: 

• completed life and business skills training; 
• formed BBGs; 
• developed and have an approved business plan. 

 
27. Grant payments to successful beneficiaries were made in cash, in two tranches 
through Ecobank, a commercial bank in Liberia. The payroll was generated by the 
Project Team, reviewed and cleared by the Bank and sent to the PFMU for processing. 
The first payment ran from September 30, 2017 to October 4, 2017. The second and 
final payment was made from December 9 to 11, 2017 in Grand Bassa and Margibi 
Counties, and from January 19 to 20, 2018 in Montserrado County. Out of the 2003 
beneficiaries who participated in the training, 1,928 received cash grants of US$120 per 
beneficiary. A total of 72 beneficiaries did not receive payments for various reasons 
including: death—the project lost three beneficiaries to illness before the first tranche 
of payments were made; travel out of project areas—some beneficiaries traveled out of 
project areas and therefore were not present to receive both tranches of payment, an 
spite of intensive publicity around payments, they indicated that it would be too costly 
to return to the project sites to collect payments.  
 
Component 3: Project Management (US$80,000, actual cost US$76,944) 
28. This component financed activities related to project management (PM) and 
coordination under MGCSP for project implementation. This included staff costs, 
equipment, fuel, and communications costs, as well as incremental project-related 
operating costs for implementation of Components 1 and 2. The component was 
supported by the EPAG and SCT teams of the MGCSP for smooth implementation. These 
two arms of the MGCSP collaborated with the GERLS Project PM to ensure that the 
targeting and financial aspects were managed effectively and efficiently. 

4. Safeguard and Fiduciary Compliance 
 
29. All financial transactions were carried out with proper adherence to the Financial 
Management (FM) arrangements described in the Project Paper and the POM. All 
financial transactions of the Project were duly carried out based on deliverables cleared 
by the World Bank, authorized by the Minister of Gender, Children and Social Protection, 
processed by PFMU, and paid by the Central Bank of Liberia. The financial management 
was organized as a seamless process from the World Bank to PFMU, MGCSP, service 
providers, and beneficiaries. 
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III. Assessment of Outcomes  
Rating: Satisfactory 

5. Achievement of Project Development Objectives 
 
30. The PDO has one key element: to provide income-generation support to Ebola-
affected adolescent girls (see diagram 1 below). The key is in the composite adjective 
“income-generation” – the objective is not to provide income support, but to provide 
support that will result in the beneficiaries generating more income on their own. 
 
Diagram 1. THEORY OF CHANGE 

Activities Outputs Outcomes/PDOs

2000   adolescent 
girls reopen their 

business or expand 
their existing business

At least 70% of project 
participants are 

satisfied with the 
project interventions  

500 beneficiary business groups receive 
cash grants

400 beneficiary 
business projects are 

functioning

200 beneficiary groups 
own savings

2000 beneficiaries are affected by the 
project (Direct Project Beneficiaries:

Core Sector Indicator: Number of
people affected by the project)

Ebola-affected 
adolescent girls 

earn more 
income on their 

own

HIG
HER LEVEL O

BJECTIVES
Increased resilience am

ong the poor and vulnerable households in 
Liberia; Reduced youth unem

ploym
ent and reduced risk of conflict.

Liberia GERLS Project PDO: to provide income-generation support to Ebola-affected 
adolescent girls

Intermediate 
outcomes

Critical assumptions: 
1. Training and grant amounts are sufficient 
to improve beneficiaries businesses.
2. Capacity for project implementation 
exists, including data for targeting and M&E.

2,000 adolescent girls (beneficiaries) 
from 18 communities across 3 counties 
trained in life and business skills training

 
31. The results indicators for the project are:  

• Number of target adolescent girls who reopen or expand their businesses 
• Share of project beneficiaries satisfied with project interventions 
• Direct project beneficiaries (core) 

 
32. The project also looked at the following intermediate indicators: 

• Number of beneficiary business groups (BBGs) receiving cash grants 
• Number of functioning businesses at the end of the project 
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• Number of beneficiary groups with savings at the end of the project 
 
33. Efficacy. Project efficacy was substantial. Referring to the original project Results 
Framework, the monitoring data collected by the implementing institutions shows that 
the project achieved (and in many cases – surpassed) its PDO and Intermediate 
indicators. As a result of the project interventions, 2000 adolescent girls either 
reopened their non-functional businesses, or expanded their existing businesses. 
Ninety-nine (99) percent of all project participants reported that they were satisfied 
with the provided support and its efficacy. The project resulted in 516 functioning 
business projects out of 517 BBGs, which surpasses the original target of 400. All 516 
functioning business projects also provided proof of accumulating savings, which is 
more than twice the original target of 200. 
 
34. A qualitative review of the project results6, conducted after project closing, 
revealed additional evidence of the project achievements. Members of 24 BBGs 
interviewed as part of assessment for the ICR reported that the business group system 
had significant positive effects on maintaining functional small businesses. The 
respondents shared evidence of increased savings, and business profits. Businesses 
were expanding or moving to better locations. Many of the participating businesses 
credited the project with increased purchases of assets. The project also had positive 
effects on social capital and business relations, as well as on the life skills of the 
participants. 
 
35. Relevance of Design. The overall relevance of the project design was 
substantial, in an emergency environment with a very short implementation timeframe. 
The project acted under emergency circumstances, with the need to implement fast, 
and the design reflected these factors. The objective was specific, the results chain was 
clear, and activities were concrete and doable in the timeframe allotted. The project 
design used efficiently all the available information from other earlier projects, and 
utilized the already available implementation arrangements as much as possible.  

 
36. Strong and detailed analysis were part of the preparation process and were 
reflected in the Project Paper. The GERLS Project built on lessons learned from 
implementing previous youth employment and cash transfers programs in Liberia. There 
was special focus on the use of the community-driven development (CDD) approaches, 
fostering stakeholder coordination, transparency in beneficiary selection and 
implementation, as well as the kinds of businesses beneficiaries pursued. The group 
trainings, the use of BBGs, and building the group potential of the participants were 
therefore, key for the project success. The choice of components was logical, and was 
linked to the achievement of the PDO. On one hand, the Results Framework could have 
been clearer, focusing more on indicators demonstrating the end outcome (improved 

                                                 

6 World Bank staff assessment, ICR mission May 2018 
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post-project income and income opportunities of the target group), rather than outputs 
(number of grant recipients, number of business groups, etc.). On the other hand, the 
project had an emergency aspect and was originally planned for a short delivery period 
(9 months), which places certain limits to measuring outcomes. 
 
37. The results framework and the chosen indicators were, however, inevitably 
influenced by the emergency nature and the short duration of the project and some 
minor gaps in the choice of indicators and the data collection were observed. For 
example, during implementation, as the beneficiaries were being selected and trainings 
initiated, it became clear that the project monitoring could not disaggregate the 
indicator on number of targeted adolescent girls’ businesses by “reopened” and 
“expanded”. The actual trainings and the process of business planning of the BBGs 
demonstrated that the beneficiaries often transitioned between previously existing and 
new business as they were developing their plans. This made the disaggregation of the 
indicator by these categories largely irrelevant, and it was reported as one cumulative 
value. Follow up evaluations of the beneficiaries after the end of activities (to establish 
how they were doing after the project in terms of business success or jobs) were also 
not conducted because of limited time. 
 
38. Outside the context of emergency and short delivery time, some elements of the 
design of the results framework provided useful lessons for the future. These are 
included in the section on Lessons Learned below.  
 
39. Relevance of objectives. The project’s development objectives remain highly 
relevant. The PDO is linked to the World Bank Group’s twin goals of ending extreme 
poverty by 2030 and boosting shared prosperity among the bottom 40 percent. It is also 
well aligned to the Bank Group’s Country Partnership Strategy (CPS) for Liberia FY2013–
2017 that focuses on increasing resilience among the poor and vulnerable households. 
The project is also in line with the Bank’s Africa Social Protection Strategy (2012–2022), 
which promotes the development of a social protection system that is equitable, fiscally 
sustainable, and scalable. 

 
40. Efficiency. The short project implementation period and the resulting scarcity of 
specialized data did not allow for a full-fledged efficiency analysis. However, the analysis 
of available information points towards  substantial project efficiency. Although the 
project was small and short in duration, it displayed a number of characteristics of a 
much larger operation, and the analysis of administrative data, as well as comparisons 
with other similar operations suggest relatively good value-for-money of the project 
investments, and substantial administrative efficiency.  

 
41. While understandably there was not a full cost-benefit analysis, there is some 
basic data for comparison. The project disbursed more than US$231,000 as direct cash 
transfers to 1,928 beneficiaries. With administrative costs of US$77,000, the total cost 



 

  12 

of one dollar transferred to beneficiaries was US$1.33. Recent studies7 of the value of 
social assistance transfers report some reference numbers – for example, the total cost 
of transferring $1 of resources for in-kind assistance across programs internationally 
was estimated at 1.9, and for cash 1.2/1.3.  This positions the GERLS project quite well 
on the efficiency scale. The actual results for GERLS project could in fact be even better, 
as the GERLS project delivered business support, which has longer-term and higher 
expected return than regular cash or in-kind transfers. 

 
42. The adequacy (size) of the actual cash grant is also assessed as meaningful 
compared to local and international standards for similar programs providing social 
safety through micro-business support. For example, an NGO-run business support 
program in Liberia8 claiming successful results and business sustainability, provides 
micro-loans in the size of $200 to $500. Another NGO-run program operating in Sierra 
Leone9 – which is a good regional comparator – maintains that $75 is sufficient to start 
an “above-average local business venture.”  In Malawi, a very successful model of village 
savings and cooperatives10 using the business group approach provides business loans 
of $80-90 to its members, leading to the beneficiaries developing sustainable 
microbusinesses.  All of these examples compare well with the GERLS cash grant of $120 
per participant, and suggest that the size of the GERLS cash grants was adequate.  
 
43. The amount spent on administration by the project (US$77,000) was 14.8% of 
total project cost at closing. This is within the norms for fragile and weak-capacity 
environment. For example, much larger projects in Sierra Leone (where economies of 
scale existed) evaluated recently, had administrative ratio of between 12.9 and13.5 
percent. For a small operation, GERLS actually performed very well on administrative 
costs, as it utilized existing project management mechanisms and structures. 
 
44. Overall Outcome Rating. The overall achievement of the outcome is rated 
Satisfactory. The project met or surpassed all of its outcome and intermediate outcome 
indicators. Although the results framework has some limitations due to the short project 
duration and emergency nature of the project, there is sufficient information to assess 
efficacy as substantial.  In addition, the project objective was relevant throughout, and 
remained relevant at closing. There is also evidence of substantial efficiency.  

6. Other/Unintended Outcomes and Impacts  
 
45. The experience with the project helped support some follow up work on 
developing the safety nets delivery system. For example, the project provided 
                                                 

7 2015. Venton, Bailey, and Pongracz. Value for Money of Cash Transfers in Emergencies 
8 Hope for the Nations, “Monrovia Micro Loans Program”. 
9 Action Africa, “Micro Enterprise Project”. 
10 The Livelihoods and Skills Development component of the World Bank-supported Malawi Social Action 
Fund Project IV. 
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information to the activity “Developing a Human Rights Approach for the 
Implementation of Safety Net Delivery Systems in Fragile Contexts”, which was part of 
the work under the Liberia Social Safety Nets project. Also, lessons learned from the 
formation of Beneficiary Business Groups under GERLS and the needed support systems 
for these groups have been used for the formation of youth business groups under the 
Support to Household Enterprises component of the Liberia Youth Opportunities Project 
(YOP).  

IV. Risk to Sustainability 
Rating: High 
 
46. The risk to sustaining the development outcomes of the project is High. The 
training and cash grant financing, provided to the beneficiaries, represent relatively 
short-term support that, over time, might not be sufficient to sustain their business 
initiatives. Unpredictable and volatile national economy and shrinking markets, as well 
as possible return of EVD epidemic or other natural disasters can also be the cause for 
deteriorating incomes and livelihoods of the targeted adolescent girls. 

V. Lessons Learned  
 
Lessons on Partnerships 
47. In situations of emergency and uncertainty, collaboration among development 
partners is key. For example, the collaboration between the World Bank and World 
Food Program (WFP) under the Ebola Emergency Response Project helped GERLS in 
planning its response and in making it more effective. Similarly, the collaboration among 
three different programmatic teams (of the MGCSP – EPAG, SCT-REPLI, and GERLS 
Project) to jointly implement the project produced a synergy that added to the project’s 
adaptability and successful implementation. The experience of the team members from 
each of these projects helped cut down learning time of the implementer and made 
community entry quite fast and easy, especially during a period when communities 
demanded quick response from all interventions.  
 
Design Lessons 
48. Overall, there is a need for special consideration for measuring outcomes in 
small and emergency projects, which have shorter time-frames and, therefore, 
somewhat limited capabilities for collecting outcome data. Even in small projects like 
GERLS, it is important to include indicators that try to measure the actual outcomes of 
the project, that would provide a forward-looking perspective.  
 
49. Two indicators from the full list of project indicators (including intermediate 
ones) are key in measuring the achievement of the PDO in a more direct way: the 
“Number of target adolescent girls who reopen or expand their businesses” and 
“Number of functioning businesses at the end of the project (from the list of 
intermediate indicators).” In non-emergency cases where there is time for extended 
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data collection, such indicators could benefit from clear baselines in terms of how many 
of the girls that the project targeted had businesses that were operating (even if poorly) 
at the beginning, so that a change effect could be assessed at the end.  In terms of 
design of the Results Framework for non-emergency operations, it will also be useful to 
include indicators measuring the actual income-generation effect of the intervention 
(e.g. how much more did the beneficiaries earn on their own as a result of the 
intervention), rather than its outputs (like businesses maintained, or one-time cash 
grants disbursed to beneficiaries). An additional evaluation/tracer study after the end of 
project activities could also provide better-quality information on whether the training 
led to better performance of the participants on the labor market and in the business 
environment; and respond to the question if the cash grants led to reopening of closed 
or the opening of new businesses. 
 
Implementation Lessons 
50. The use of existing systems for implementation is a very important approach, 
especially in emergency situations.  This is a key factor in the success of the operation to 
deliver support to young women in such a short time horizon, particularly in the low 
capacity context like Liberia, and especially during the EVD crisis. 
 
51. The BBG model proved quite successful and encouraged cooperation and 
stronger economic and social bonds among the participating girls who were not friends 
or business partners prior to entering the GERLS project. It also helped beneficiaries see 
value in doing a partnership business where the associated business risks are shared 
thereby increasing prospects for success.  
 
52. While the practice of supporting beneficiaries to start businesses in groups is 
new to supporting youth in Liberia and encountered some challenges during 
implementation of GERLS, forming beneficiary groups early during training showed that 
it provides group members the opportunity to know each other well, build healthy 
group dynamics and solidarity. However, while it is recommended to form beneficiary 
groups early during training, future activities may be improved by including additional 
incentives on attendance, or making attendance a mandatory precondition for receiving 
the grant.  
 
53. Attaching business mentors to each business group gave a sense of community 
ownership, and helped motivate the participants to deliver. For future designs, 
providing more time commitment from mentors would help improve the BBG 
performance. However, assigning mentors to business groups comes with a cost, which 
was not fully factored in the original financing and the teams of the Bank and 
implementing agency had to find innovative ways of motivating mentors to continue to 
support their groups to the end of the project. In future engagements, this cost should 
be included as part of the project cost. 
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54. Using lottery to select beneficiaries for limited number of spaces in a program 
makes the targeting process procedurally more transparent, and easier to understand 
by participants and the public in Liberia.  
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Minister +231 
886 
474675 

libgenderminister@gmail.com 
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Appendix 

 
SUMMARY OF GOVERNMENT ICR 

 
The Government of Liberia was in the process of drafting a completion report for the 
project at the time this ICR was being completed but have not yet finalized it. A 
preliminary draft of the report was provided to the World Bank ICR team unofficially, for 
information. The general conclusions of the draft government report, and its overall 
assessment of the project do not fundamentally differ from the conclusions of this ICR. 
The final report may become available at some point in the near future. 
 
The draft report assesses the GERLS project objectives as relevant to the Liberian 
context. Based on data for the main indicators collected by the implementing agencies, 
the Government evaluates the Overall Outcome of the project as Satisfactory. 
 
The report sees the GERLS project to be in line with GOL’s development priority - 
Agenda for Transformation. The report notes that “the project came when the ravages 
of EVD were still fresh, businesses were still not running, and GOL revenues nose-dived 
with persistent budget shortfalls. This project demonstrates that girls can do well in 
their businesses if they have the right and appropriate support.” 
 
The report also describes the project as an investment booster, as it increased business 
ownership and showcased the entrepreneurial ingenuity of young girls. The training 
received prepared the girls for incubating business ideas and corresponding business 
plans on how to implement them. 

The report also claims that the project encouraged savings among girls for other needs 
and business expansion. Most of the girls “have imbued the culture of saving money while 
still running their businesses. This will help them depend on their own skills and financial 
resources and rely less on other people.” 

According to the draft report, “relevance and economic efficiency of the project were 
substantial and consistent throughout the full implementation period, including the 
extension. Thus, the overall outcome rating for the GERLS Project is Satisfactory.” 

The preliminary Government report also looks at the performance of the Bank, 
Government, and implementing agency and rates those as Satisfactory during all stages 
of project preparation and implementation. 
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