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Report Number: ICRR0024594

1. Project Data

Project ID Project Name
P159761 Mineral Sector Support

Country Practice Area(Lead) 
Nigeria Energy & Extractives

L/C/TF Number(s) Closing Date (Original) Total Project Cost (USD)
IDA-59900 30-Jun-2022 121,382,831.94

Bank Approval Date Closing Date (Actual)
14-Apr-2017 31-May-2024

IBRD/IDA (USD) Grants (USD)

Original Commitment 150,000,000.00 0.00

Revised Commitment 117,836,213.99 0.00

Actual 121,382,831.94 0.00

Prepared by Reviewed by ICR Review Coordinator Group
Maria Shkaratan Dileep M. Wagle Avjeet Singh IEGSD (Unit 4)

2. Project Objectives and Components

DEVOBJ_TBL
a. Objectives

The Original Project Development Objective (PDO) was “to enhance the mining sector's contribution to the 
economy by strengthening key government institutions, improving information infrastructure and knowledge, 
and fostering domestic investment in the sector” (Financing Agreement, page 4). The PDO was phrased 
identically in the Project Appraisal Document (PAD) (PAD, page 1).

The PDO was not revised during implementation.
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For the purposes of this Implementation Completion and Results Report (ICR) review, the PDO will be 
assessed as a whole rather than parsed into separate objectives. While it could be divided into three 
objectives, doing so would complicate the efficacy assessment, as most Results Framework (RF) indicators 
measure results relevant to more than one of these objectives.    

b. Were the project objectives/key associated outcome targets revised during implementation?
Yes

Did the Board approve the revised objectives/key associated outcome targets?
Yes

Date of Board Approval
18-May-2021

c. Will a split evaluation be undertaken?
Yes

d. Components
1. Original components

Component A: Establishing a Strong Foundation for Mining Sector Development (cost at appraisal: 
US$68.8 million; actual cost: US$80.7 million) comprised four sub-components:

Sub-component A.1 Strengthening Mining Governance, Transparency, Accountability, and 
Administration aimed at building capacity and strengthening sector governance and legal framework, with 
a particular focus on the Ministry of Mines and Steel Development (MMSD) (later renamed Ministry of Solid 
Mineral Development (MSMD)). This included policy and legal updates, institutional reforms, development 
of a Mining Management Information System (MMIS), capacity building, improved revenue assessment and 
collection, and creation of oversight and stakeholder consultation mechanisms.

Subcomponent A2. Strengthening Geological Knowledge and Information Infrastructure aimed to 
enhance data for resource mapping and bidding. This included satellite and geophysical mapping, GIS 
geodata schema, diagnostic fieldwork, asset valuation standards, bidding package preparation, workflow 
design, and geological information dissemination.

Subcomponent A3. Skills Building and Education Support for Mining Sector Development aimed to 
address skill gaps in the sector through a scoping study and capacity development program in partnership 
with local and international institutions, focusing on technical and vocational training.

Subcomponent A4. Environmental, Health, and Social Performance aimed to improve environmental 
and social sustainability and regulatory enforcement capacity of the mining sector through a Strategic 
Environmental and Social Assessment (SESA); social, health, and safety (ESHS) impact mitigation, an 
Environmental Information System (EIS) (linked to the decision support system (DSS), MMIS, and 
knowledge management systems); conflict assessment and mitigation in the North; and gender inclusion 
programs.
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Component B: Facilitating Downstream Sector Development and Enhancing Competitiveness (cost 
at appraisal: US$67.6 million; actual cost: US$23.4 million) aimed to support sector development and 
attract investment for greenfield exploration and brownfield mineral projects hindered by legacy social and 
environmental issues, past market conditions, and infrastructure gaps. This included enhancing production, 
improving access to finance, and identifying ‘proof of concept’ investments.

Subcomponent B1. Developing Measures for Formalizing, Regulating, and Inventorying ASM aimed 
to formalize, regulate, and document Artisanal Small-Scale Mining (ASM).

Subcomponent B2. Catalyzing the Mineral Sector for Regional Development aimed to prepare 
roadmaps for strategic resource-rich regions and address infrastructure needs (roads, power 
interconnectors, gas, water systems).

Subcomponent B3. Implementing Steps to Enhance Value Addition and Some Upstream Activities 
aimed to enhance value addition through industrial mineral supply-demand analysis, policy development, 
financing laboratory equipment, training entrepreneurs, and benefit-sharing analysis.

Subcomponent B4: Addressing Access to Finance and Mineral Sector Investment Climate 
Constraints aimed to assess investment barriers, restructure the Solid Minerals Development Fund 
(SMDF), pilot small grants for mine operators, and train financial institutions on mining finance.

Subcomponent B5: Advancing ‘Proof of Concept’ Investments aimed to attract private sector 
investment in targeted exploration areas and mineral production. This included developing industrial mineral 
and dimension stone sites, identifying ‘proof of concept’ investments to build a project pipeline, and 
providing transaction support to reach contractual close.

Component C: Project Management and Coordination (cost at appraisal: US$9.6 million; actual cost: 
US$8.1 million) aimed to provide implementation support to MMSD (the implementing agency). 

Project Preparation Advance (PPA) (cost: US$4.0 million) aimed at support Project preparation.

Revised Components:

During Restructuring 1 in December 2021, a cancellation of a US$30.0 million was processed, along with a 
removal of several activities. This was necessary due to implementation delays and the overcomplexity of 
the original design. The Project was simplified, and uncommitted funds were focused on key government 
priorities (specifically geodata acquisition, processing, dissemination and management). The cancelled 
activities included: A3: Skills Building and Education Support for Mining Sector Development; B2: 
Catalyzing the Mineral Sector for Regional Development; B4: Addressing Access to Finance and Mineral 
Sector Investment Climate Constraints; and B5: Advancing ‘Proof of Concept’ Investments.

e. Comments on Project Cost, Financing, Borrower Contribution, and Dates
Project Cost: The appraisal estimate was US$150.0 million, and the actual disbursement was US$121.38 
million, a reduction of US$33.85 million. This difference is explained by the following: (i) the cancellation of 
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US$30.0 million at Restructuring 1 (December 23, 2021), which reduced the total Project cost to US$120.0 
million; and (ii) currency fluctuations.

Project Financing: The Project was financed by an IDA credit.

Borrower/Recipient contribution: There was no Borrower’s contribution.

Project Dates: The Project was approved on April 14, 2017, and became effective on November 2, 2017. 
The mid-term review (MTR) review was implemented in May 2020. The Project was restructured twice: (i) 
on December 23, 2021; and (ii) on June 29, 2023. The original closing date was June 30, 2022. The Project 
was extended twice, for a total of 23 months (one year and 11 months), to May 31, 2024, which was the 
Project’s actual closing date.

Restructurings:

Restructuring 1 (September 23, 2021) involved:

 Cancellation of US$30 million in Project funding.
 Reallocation of funds across tasks to focus on key government priorities, including geodata 

acquisition, processing, dissemination, and management. Component allocations were revised as 
follows: 

o Component A: Increased from US$68.8 million to US$71.65 million.
o Component B: Reduced from US$67.6 million to US$30.65 million.
o Component C: Increased from US$9.6 million to US$12.1 million.

 Revision of the RF to reflect the reduced Project scope and modified focus. Key changes included:   
o Reduced targets for the following indicators: 

 PDO indicator: “Number of proof-of-concept transactions undertaken through the 
Project” – reduced from 7 to 1.
 PDO indicator “Production data collected from Artisanal, Small and Medium size 

mining operations, % of total” – reduced from 50 to 25.
 Intermediate results indicator (IRI) “Number of exploration sites monitored and 

inspected by the Mines Inspectorate Department in collaboration with other relevant 
agencies”– reduced from 40 to 30.

o Reduced ambition of the PDO indicator “ASM operators inventoried, formalized, and 
supported through technical assistance, %”, which was revised to “ASM operators 
inventoried through the Project, number”.

o Dropped indicators: 
 PDO indicator: “Increased economic linkages from industrial minerals to the services 

and manufacturing sectors, number”.
 IRI: “Functional reviews undertaken and action plan implemented”.
 IRI: “Number of potential mineral prospectivity areas identified for targeting”.
 IRI: “Number of artisanal miner cooperatives accessing finance and equipment from 

microfinance institutions and leasing companies”.
o Revised wording of two IRIs, to better reflect actual Project activities.  
o Added new indicators: 

 PDO indicator: “Applications for exploration licenses, number”.
 IRI: “An increase in the number of tests undertaken in laboratories each year”.
 IRI: “Completion of the remodeling of NGSA's coreshed (Yes/No)”.
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 Extension of the closing date by 12 months, from June 30, 2022, to June 30, 2023, to accommodate 
implementation delays and ensure a smooth handover of activities to the new government.

Restructuring 2 (June 29, 2023) involved: 

 Revision of the RF: 
o The PDO indicator “Number of proof-of-concept transactions undertaken through the project” 

was dropped, as the underlying activity was cancelled.
 Introduction of three new legal covenants to help ensure continuation of activities beyond Project 

closure.
 Reallocation of US$1.33 million (initially allocated to a cancelled activity) from Component B to 

Component C to support the project implementation unit (PIU).
 Extension of the closing date by 11 months, from June 30, 2023, to May 31, 2024, to allow for 

completion of key activities, including geodata acquisition and investment facilitation.

Split evaluation. A split evaluation is warranted due to the significant reduction in project scope introduced 
under Restructuring 1 in December 2021.

3. Relevance of Objectives 

Rationale

Country and Sector Context. At Project appraisal, Nigeria’s economy - despite a decade of strong growth 
averaging 7 percent annually – remained heavily dependent on mineral sector, including oil. The sharp 
decline in oil prices in 2015 led to an economic contraction, underscoring the urgency of structural reforms. 
In response, the government prioritized: (i) further economic diversification through the development of the 
formal non-oil sector; and (ii) comprehensive reforms in the mining sector aimed at attracting investment, 
generating employment (including formalizing artisanal and small-scale mining, or ASM), curbing system 
leakages to protect public revenues, and enhancing productivity. During Project preparation, several 
barriers to mining sector development were identified. Four of these—considered "binding constraints"—
were directly targeted by the Project: (i) insufficient geodata and limited knowledge of geological potential, 
which hindered investment across the mineral development cycle, beginning with exploration; (ii) complex 
and overlapping regulatory requirements, coupled with weak enforcement of mining laws and regulations; 
(iii) a large, informal, and poorly regulated ASM subsector, accounting for over 90 percent of mineral 
production sites in Nigeria; and (iv) fragility, and environmental and social risks associated with sector 
operations. (ICR, pages 1-2)

Relevance to Government Strategies at closure. The Project was aligned with Nigeria’s National 
Development Plan (NDP) for 2021-2025, specifically with the objective to foster an investment-friendly, 
sustainable, and well-managed mineral sector – with transparent revenues, good governance, inclusive of 
artisanal mining, and socially responsible. The NDP recognized the mineral sector's potential to improve 
rural livelihoods, stimulate job creation, and drive inclusive, sustained economic growth. The Project was 
designed to contribute to four out of six NDP strategies for the mineral sector: (i) Improve the enabling 
environment by strengthening regulatory compliance and enacting policies to fill existing gaps; (ii) Increase 
access to finance for value-added mineral products, through seed funds and by attracting both domestic 
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and foreign investment; (iii) Invest in research and development (R&D) and skills development to enhance 
local knowledge generation and sector competitiveness; (iv) Develop a circular economy and environmental 
protection program to reduce mine waste and create new job opportunities. (NDP, pages 64-65)

Relevance to the WBG’s Assistance Strategies at closure. The Project’s PDO was not strongly aligned 
with the World Bank’s Country Partnership Framework (CPF) FY2021-25, which was in effect at closure. 
Support for the mining sector's contribution to the economy was not included under any of the CPF pillars, 
engagement areas, core objectives, or complementary priorities. However, the mining sector was briefly 
referenced under Complimentary Priority 4: Further business enabling reforms and development of 
competitive clusters, in the following statement: “To support development of competitive clusters, ASA and 
lending in agribusiness, mining, and petroleum sector governance will provide sectoral insights to develop 
competitive clusters with prospects for becoming engines for Nigeria’s future economic growth.” (CPF, 
pages 50, 72) Aside from this general mention, the mining sector was not otherwise discussed in the CPF. 
The ICR concluded that enhancing the mining sector’s contribution to the country’s economic growth was 
one of the CPF’s priority areas (ICR, page 5); however, a review of the CPF does not support this 
interpretation.

Previous sector experience. The Project drew on lessons from previous extractives sector operations in 
Nigeria and from the World Bank’s broader global experience in similar contexts. In 2005, with support from 
the Sustainable Management of Mineral Resources Project (P086716), the Government of Nigeria initiated 
institutional and administrative reforms in the mining sector. Earlier, in 2004, the Nigeria Extractive 
Industries Transparency Initiative (NEITI) was launched, supported by the World Bank’s EITI: Management 
of Gas and Oil Sector Policy (P090895). In 2015, the Bank’s Strategic Roadmap for Mining Sector 
Development in Nigeria (P132733) laid the groundwork for a long-term vision for the sector and served as 
the basis for designing the Project under review. (PAD, page 19)

While the PDO was aligned with the country’s needs and government priorities, its relevance to the WBG’s 
assistant strategies at closure was limited. Moreover, the PDO targets and expected outcomes were overly 
ambitious, leading to an over-complex original Project design. This necessitated a restructuring in 
December 2021 (Restructuring 1), which included the cancellation of US$30 million in funding and the 
removal of several activities. Accordingly, the rating for Relevance of Objectives is Substantial.

Rating Relevance TBL

Rating
Substantial

4. Achievement of Objectives (Efficacy)

EFFICACY_TBL

OBJECTIVE 1
Objective
To enhance the mining sector's contribution to the economy by strengthening key government institutions, 
improving information infrastructure and knowledge, and fostering domestic investment in the sector.
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Rationale
Despite the requirement to include theory of change (ToC), the Project’s ICR lacks it. The ToC was not 
included in the PAD either, as this was not yet required at the time of appraisal. Based on the results 
framework (RF) in the PAD, the Project’s expected outputs/intermediate outcomes were: (i) to establish a 
foundation for mining sector development: the Project being expected to produce functional reviews and 
implement an action plan, establish a revenue collection system and a fiscal framework for SMDF, inspect 
exploration sites, train agency staff, develop vocational training programs, upgrade the Decision Support 
System with new data, and design citizen participation mechanism; and (ii) to facilitate downstream sector 
development: the Project being expected to use the created knowledge to identify new mineral resources and 
potential sites for exploration, increase mining cooperatives’ access to microfinance and leasing 
opportunities, develop guidance on local industrial minerals’ supply chain development, and design a 
mechanism for attracting long-term capital to the mining sector. The outcomes were as follows: (i) 
development of mining information management systems, (ii) implementation of proof-of-concept 
transactions, (iii) creation of an integrated geological database, (iv) creation of new economic linkages from 
mining to manufacturing and services, (v) implementation of an ASM inventory, (vi) implementation of 
environmental and safety inspections, (vii) collection of production data from ASM operators.   

The RF indicators were consistent with the PDO and expected outcomes. The RF included seven PDO 
indicators and 13 IRIs, measuring improvements in information infrastructure, the functioning of key 
government institutions, and support for sector investments. PDO indicators were: the development of the 
mining information system; number of proof-of-concept transactions under the Project; enhancement of 
geological knowledge through an integrated database; inventory of Artisanal Small-Scale Mining (ASM) 
operations; formal environmental and social (E&S) inspections of mining export and production projects; and 
collection of production data from ASMs. The IRIs assessed two broad outcome areas: (i) establishing a 
foundation for mining sector development - through indicators such as creation of a system for revenue 
collection, establishment of a fiscal accountability framework, and number of monitored exploration sites; and 
(ii) facilitating downstream sector development and enhancing competitiveness - through indicators such as 
creation of guidance on local supply chains for industrial minerals, establishment of a mechanism to attract 
long term capital, and identification of mineral resources).     

As stated in section 2.a, efficacy will be evaluated under one PDO objective. While it is possible to parse the 
PDO into three objectives, doing so would confuse the efficacy assessment, as most RF indicators measure 
results relevant to more than one objective. A split evaluation is warranted due to the reduction in the 
Project’s scope during Restructuring 1 (December 2021).    

Efficacy under Objective 1 - Original Project:

Outputs/Intermediate results:

1. “Establishment of a system for the transparent assessment and collection of revenues from the mining 
sector”. The expected result was a fully established operational system for revenue assessment and 
collection. However, actual achievement was limited to submission of a final report on revenue leakages and 
generation, with some of its recommendations implemented. The target was partially achieved.

2. “Establishment of fiscal accountability and transparency framework for the Solid Mineral Development 
Fund (SMDF)”. The expected result - an annual independent audit of the SMDF, publicly disseminated - was 
achieved.
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3. “Number of exploration sites monitored and inspected by the Mines Inspectorate Department in 
collaboration with other relevant agencies” (baseline: zero, target: 40). The achievement at closure was 23 
sites. The target was 57.5 percent achieved (partially achieved).

4. “Number of staff of MMSD and agencies trained through the Project to manage, regulate, and monitor the 
mining sector” (baseline: zero, target: 200). The achievement at closure was 447 staff. The target was 
exceeded.

5. “Decision Support System upgraded with new geo-data on strategic areas (Yes/No)”. Expected result - 
system operationalized and used by the Inter-Ministerial Committee for Strategic Planning - was achieved.

6. “Citizen participation and accountability mechanism established for CSO/CBO/Non-state actor participation 
in the mineral value chain”. Expected result - improved non-state actor capacity to monitor the sector across 
the value chain – was only partially achieved. A national grievance redress mechanism was piloted but not 
operationalized nationally.

7. “Guidance on local supply chain development for industrial minerals developed”. The indicator measured 
supply of industrial minerals meeting domestic industrial standards. The result was achieved.

8. “Mechanism for attracting long term capital into the Solid Minerals Development Fund’s (SMDF) Special 
Purpose Vehicle (SPV) in place”. The expected result - study-based mechanism - was partially achieved.

9. The following five IRIs were dropped or replaced during Restructuring 1, and their results at closure were 
unknown: “Functional reviews undertaken and action plan implemented”, “Partnership programs for skill 
development and vocational training under implementation”, “Number of mineral resources identified from 
new geoscience knowledge and information collected”, “Number of potential mineral prospectivity areas 
identified for targeting”, and “Number of artisanal miner cooperatives accessing finance and equipment from 
microfinance institutions and leasing companies (including percentage that are female)”.

Outcomes:

1. "Mining information management systems (including geological database, DSS, EIMS) developed by the 
Project". Expected result - development and installation of the systems in the relevant agencies, with staff 
usage – was achieved. All five systems were installed; four of them were in use.

The ICR noted that the following five systems were fully operational, as planned: (i) ASM Remote Sensing 
System, used to assess the environmental impact and enforce regulations; (ii) Geological Database System; 
(iii) Nigerian Mineral Management DSS (NMR-DSS), an application with geo-scientific and geo-economic 
data, informing activity and investment decisions; (iv) Environmental and Social Information Management 
System (ESIMS) to manage environmental and social impact of mining; and (v) Electronic Mining Cadastre 
(eMC+), an online mineral licensing system. (ICR, pages 6-7)

2. “Geological knowledge enhanced through an integrated geological database made publicly accessible 
(Yes/No). The database was developed; the result was achieved.
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3. Mining exploration and production projects subject to formal environmental and safety inspections following 
good international practices set under the project, %” (baseline: zero, target: 75). The achievement at closure 
was 79 projects. The target was exceeded.

4. “Production data collected from Artisanal, Small and Medium size mining operations, % of total number of 
operations inventoried under the Project” (baseline: zero, target: 50 percent). The achievement at closure was 
40 percent. The target was 80.0 percent (substantially) achieved.

5. The following three PDO indicators were dropped or replaced (with reduced ambition) at Restructuring 1, 
and their results at closure were unknown or not achieved:  "Number of proof-of-concept transactions 
undertaken through the project”, “Increased economic linkages from industrial minerals to the services and 
manufacturing sectors, number”, and "ASM operators inventoried, formalized, and supported through 
technical assistance, %”.

Overall, four PDO-level outcomes under Original Project were achieved or substantially achieved, while three 
were dropped or replaced with reduced ambition. Of the 13 IRIs, four were achieved or exceeded, four were 
partially achieved, and five were dropped or replaced.

Key achievements include (ICR, pages 6-9):

 Information systems. The Project installed all five planned information management systems, four of 
which were in use by Project closure. It also supported remote sensing, enabling an inventory to be 
made of 2,097 ASM sites and their improved oversight, along with improved environmental and safety 
monitoring capacity. A key achievement was the generation of high-quality geoscience data, resulting 
in 1,586 geological maps, 896 metallogenic maps based on geochemical surveys, and 340 
topographic maps covering the entire country. To facilitate investor decision-making, the Project 
translated large geological datasets into publicly accessible, user-friendly information packages.

 Strengthened government institutions. The Project contributed to increased transparency in the 
licensing process, a significant increase in the number of mineral title applications, and shorter 
application processing time, creating an environment more supportive of sector formalization.

 Formalization of ASM. A total of 800 ASM cooperatives were formalized, leading to a 40 percent 
increase in ASM production data, higher revenue generation, and improved health and safety for 
miners.

 Environmental and social sustainability. The number of exploration and production projects 
compliant with environmental and safety inspections increased by 79 percent during the Project’s life.

 Access to finance. The SMDF was operationalized and is now positioned to support private sector 
projects.

The following activities were dropped from the Original Project at Restructuring 1, due to delays:

 Skills development for the mining sector.
 Sector development support through preparation of roadmaps and addressing infrastructure needs.
 Addressing investment barriers in the mineral sector – barrier assessment, restructuring the SMDF, 

piloting small grants, and training financial institutions.
 Advancing ‘proof of concept’ investments - developing industrial sites, identifying ‘proof of concept’ 

investments to build a project pipeline, and providing transaction support to close contracts.
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Rating. The expected results were substantially achieved, and the rating is Substantial. While many 
outcomes and intermediate results were achieved, some activities were dropped due to delays, and some 
targets were only partially met.    

Rating
Substantial

OBJECTIVE 1 REVISION 1
Revised Objective
To enhance the mining sector's contribution to the economy by strengthening key government institutions, 
improving information infrastructure and knowledge, and fostering domestic investment in the sector (same as 
in the Original Project).

Revised Rationale
Please see the RF-based description of the Project logic under Objective 1, Original Project.

Outputs/Intermediate results:

1. “Establishment of a system for the transparent assessment and collection of revenues from the mining 
sector”. The expected result was a fully established operational system for revenue assessment and 
collection. However, actual achievement was limited to submission of a final report on revenue leakages and 
generation, with some of its recommendations implemented. The target was partially achieved.

2. “Establishment of fiscal accountability and transparency framework for the Solid Mineral Development 
Fund (SMDF)”. The expected result - an annual independent audit of the SMDF, publicly disseminated - was 
achieved.

3. “Number of exploration sites monitored and inspected by the Mines Inspectorate Department in 
collaboration with other relevant agencies” (baseline: zero, revised target: 30). The achievement at closure 
was 23 sites. The target was 76.7 percent achieved (substantially achieved).

4. “Number of staff of MMSD and agencies trained through the Project to manage, regulate, and monitor the 
mining sector” (baseline: zero, target: 200). The achievement at closure was 447 staff. The target was 
exceeded.

5. “Number of artisans receiving vocational trainings/ programs in jewelry and gemstone supported by 
Mindiver” (baseline: zero, target: 40 artisans). The achievement at closure was 108 artisans. The target was 
exceeded.

6. “Decision Support System upgraded with new geo-data on strategic areas (Yes/No)”. Expected result - 
system operationalized and used by the Inter-Ministerial Committee for Strategic Planning - was achieved.

7. “Citizen participation and accountability mechanism established for CSO/CBO/Non-state actor participation 
in the mineral value chain”. Expected result - improved non-state actor capacity to monitor the sector across 
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the value chain – was only partially achieved. A national grievance redress mechanism was piloted but not 
operationalized nationally.

8. “Number of prospective sites identified from new geoscience knowledge and information collected”. 
(baseline: zero, target: 50 sites). The achievement at closure was 41 sites. The target was 82.0 percent 
(substantially) achieved.

9. “Guidance on local supply chain development for industrial minerals developed”. The indicator measured 
supply of industrial minerals meeting domestic industrial standards. The result was achieved.

10. “Mechanism for attracting long term capital into the SMDF SPV in place”. The expected result - study-
based mechanism - was partially achieved.

11. “An increase in the number of tests undertaken in laboratories each year (Number)” (baseline: zero, 
target: 30 tests). The achievement at closure was 33 tests. The target was exceeded.

12. “Completion of the remodeling of NGSA's coreshed (Yes/No)”. The result was achieved.

Outcomes:

1. "Mining information management systems (including geological database, DSS, EIMS) developed by the 
Project". Expected result - development and installation of the systems in the relevant agencies, with staff 
usage – was achieved. All five systems were installed; four of them were in use.

2. “Geological knowledge enhanced through an integrated geological database made publicly accessible” 
(baseline: zero, revised target: 500 activities). The achievement at closure was 500 activities (such as 
geophysical surveys, topo mapping, and geochemical mapping). The target was achieved.

3. “ASM operators inventoried through the MinDiver project (Cumulative) (Number)” (baseline: zero, revised 
target: 1,500). The achievement at closure was 2,130 operators. The target was exceeded.

4. Mining exploration and production projects subject to formal environmental and safety inspections following 
good international practices set under the project, %” (baseline: zero, target: 75). The achievement at closure 
was 79 projects. The target was exceeded.

5. “Production data collected from Artisinal, Small and Medium size mining operations, % of total number of 
operations inventoried under the Project” (baseline: zero, revised target: 25 percent). The achievement at 
closure was 40 percent. The target was exceeded.

6. “Applications for exploration licenses, number” (baseline: 933 applications, target: 1,127 applications). This 
indicator was to measure improved sector investment potential. The achievement at closure was 11,431 
applications; the target was exceeded.

Overall target achievement. All six PDO outcome targets under the Revision 1 Project were met or 
exceeded. However, three key outputs/intermediate outcomes were only partially met: establishing a revenue 
assessment and collection system, creating a citizen accountability mechanism, and developing a mechanism 
to attract long term capital into the SMDF SPV.
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Key achievements are described under the Original Project.

Rating. The rating is Substantial. While all outcomes were achieved, some key outputs/intermediate 
outcomes were only partially achieved.   

Revised Rating
Substantial

OVERALL EFF TBL

OBJ_TBL

OVERALL EFFICACY
Rationale
For the Original Project, the rating is Substantial. While many outcomes and intermediate results were 
achieved, some activities were dropped due to delays, and some targets were only partially met.       

 
Overall Efficacy Rating

Substantial

OBJR1_TBL

OVERALL EFFICACY REVISION 1
Overall Efficacy Revision 1 Rationale
For the Revision 1 Project, the rating for efficacy is Substantial. All PDO outcomes under the Revision 1 
Project were achieved. However, three key outputs/intermediate outcomes were only partially met.

 
Overall Efficacy Revision 1 Rating

Substantial

5. Efficiency
a. Economic Analysis:

No economic analysis was conducted at appraisal or closure, as the Project focused on institutional and 
knowledge activities, and such analysis was deemed not applicable. The ICR’s efficiency analysis included only 
administrative efficiency. (PAD, pages 39-44; ICR, page 12)

b. Administrative Efficiency:
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The ICR highlighted that the Project was implemented within budget. Implementation benefited from thorough 
preparation, including detailed analytical work on technical aspects, needs assessments, early establishment of 
a functioning PIU with well-prepared ToRs, detailed activity design, and strong stakeholder engagement 
between the implementing agency (MSMD) and the World Bank. The RF was well designed, and the M&E 
arrangements were robust. Fiduciary risks were accurately identified during design and effectively managed. 
Comprehensive risk assessments were carried out, and mitigation measures applied. Bank supervision of 
fiduciary and safeguard aspects was efficient, and overall implementation efficiency significantly improved after 
the first two to three years. In the final two years of the Project, the Bank team significantly increased the 
frequency of supervision missions, improving monitoring and issue resolution, and accelerating implementation 
and disbursement. The Bank’s core task team remained largely unchanged throughout implementation, 
including the co-TTL, procurement and FM specialists, and E&S specialists. (ICR, pages 12-15, 18-20)

However, the Project faced several inefficiencies, leading to a significant reduction in scope and a 23-month 
completion delay. Following the recommendations of the MTR (May 2020), US$30.0 million in funding was 
canceled and several activities were dropped (Restructuring 1, December 2021). Contributing factors were both 
internal and external. Internal factors included an overly complex Project design and operational challenges 
during the second year, such as poor procurement planning and weak project management. Management 
issues involved communication gaps between MSMD and the PIU, suboptimal PIU performance - including poor 
coordination with the external Project Management Office (PMO) and underutilization of consultant expertise - 
inconsistent meetings of the high-level coordination committee (HCC), frequent changes of ministers (four 
during the Project), and high turnover of task team leaders (four TTLs). Stakeholder engagement was also very 
limited beyond the core ministries, including MSMD and the ministries of Environment, Public Works, and Trade. 
External factors included COVID-19, insecurity - particularly in the North - adverse weather conditions, and a 
decline in mineral exploration investments in Africa. (ICR, page 12-15, 18-20)

On balance, considering the thorough preparation, improved supervision efficiency in later stages, and strong 
stakeholder engagement within core ministries, but also factoring in delays, scope reduction, design 
overcomplexity, and project management gaps, the efficiency rating is Modest.

Efficiency Rating
Modest

a. If available, enter the Economic Rate of Return (ERR) and/or Financial Rate of Return (FRR) at appraisal 
and the re-estimated value at evaluation:

Rate Available? Point value (%) *Coverage/Scope (%)

Appraisal 0 0
 Not Applicable 

ICR Estimate 0 0
 Not Applicable 

* Refers to percent of total project cost for which ERR/FRR was calculated.
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6. Outcome

 Original Project: Revision 1 Project:
Relevance of objectives Substantial
Efficacy Substantial Substantial
Efficiency Modest
Outcome Moderately Satisfactory Moderately Satisfactory 
Outcome value 4 4
Amount disbursed, US$ 
million 68.11 53.3

Disbursement percentage 56.1% 43.9%
Weight value 2.24 1.76
Total weight 4.00
Overall outcome rating Moderately Satisfactory 

The relevance of objectives is Substantial, while efficacy is Substantial for both Original and Revision 1 Project, 
and
efficiency is Modest. Based on the shares of the disbursed funds before and after Restructuring 1
(US$68.1 million or 56.1 percent and US$53.3 million or 43.9 percent before and after Restructuring 1), the 
overall Project
outcome rating is Moderately Satisfactory* (0.561*4+0.439*4=4.0).

* Based on a six-point scale, where: 1 = Highly Unsatisfactory, 2 = Unsatisfactory, 3 = Moderately
Unsatisfactory, 4 = Moderately Satisfactory, 5 = Satisfactory, and 6 = Highly Satisfactory.

a. Outcome Rating
Moderately Satisfactory

7. Risk to Development Outcome

Financial. Fiscal constraints pose risks to the sustainability of systems and facilities created by the Project, 
particularly their maintenance. This risk was mitigated through an annually funded federal budget allocation 
for maintaining technology assets, approved by MSMD leadership and endorsed by the Permanent 
Secretary. The Solid Minerals Development Fund (SMDF) committed to cover any shortfall in the near term. 
However, the consistency of future federal funding remains uncertain.

Institutional capacity. The Project strengthened key government institutions and facilitated knowledge 
transfer to MSMD in areas such as ASM, geology, procurement, financial management, and social and 
environmental safeguards. To sustain momentum and enhance the mining sector’s economic contribution, 
more needs to be done. The Bank will provide further support through trust fund–financed technical 
assistance. A comprehensive sustainability plan was developed, focusing on governance, operational 
capacity, and integrating Project activities into relevant agencies. Additional support will be provided for 
preparing a roadmap on energy transition and critical minerals.
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8. Assessment of Bank Performance

a. Quality-at-Entry
The Project was thoroughly prepared, taking into account the implementing agency’s (MSMD’s) limited 
capacity and the large number of activities requiring competent management. The Bank team worked 
closely with the PIU to develop a detailed implementation plan and ToRs. The design was informed by 
strong analytical work and the World Bank’s experience with similar projects. Although highly complex, 
the operation relied on well-tested technologies, mitigating risks to performance. Comprehensive risk 
assessments were undertaken, with mitigation measures applied, and fiduciary risks accurately identified 
and addressed. Institutional arrangements were appropriate, with multiple layers (including the PIU, 
technical working groups, and HCC) to ensure efficient management. A coordination mechanism 
between the MSMD and the World Bank was established. The RF was well designed, and M&E 
arrangements were robust. (ICR, pages 12-15, 18)

However, there were some shortcomings, including insufficient stakeholder engagement beyond the core 
ministry (MSMD) and an overcomplex Project design.

Quality-at-Entry Rating
Satisfactory

b.Quality of supervision
The ICR noted that the Bank team worked closely with the government to maximize the Project’s 
development impact and demonstrated flexibility during restructurings. Reporting to Bank management and 
the client through Implementation Status and Results Reports (ISRs), aide memoirs, and the MTR was 
detailed and thorough, informing critical decisions that shaped the Project's outcomes. Supervision of 
safeguards and fiduciary aspects was generally strong, with in-country teams providing consistent support 
to the PIU and collaborating closely with the client. Although disbursement and implementation was 
delayed in the early years, performance improved later. In the last two years, the frequency of supervision 
missions increased, strengthening monitoring, problem-solving, and accelerating implementation and 
disbursements. (ICR, pages 12-15, 19)

During supervision, several challenges arose. At Restructuring 1 (December 2021), delays in 
implementation and disbursements led to the cancellation of US$30.0 million in funding and the dropping of 
several activities. This was mainly due to a complex Project design, weak Project management and 
procurement in the second year, poor communication between MSMD and the PIU, underperformance of 
the PIU, inconsistent HCC support, changes of ministers, and frequent TTL turnover. (ICR, pages 12-15, 
19)
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Overall, the Bank performance is rated as Satisfactory. The design was strong, with minor shortcomings, 
but the implementation experienced challenges, although they were mitigated through restructurings and 
improved supervision in the last two years.

Quality of Supervision Rating 
Satisfactory

Overall Bank Performance Rating
Satisfactory

9. M&E Design, Implementation, & Utilization

a. M&E Design
The RF at design reflected the logic of the Project’s interventions outlined in the PAD and was sufficiently 
aligned with the PDO and expected outcomes. The RF indicators measured objective results and included 
quantitative, binary (Yes/No), and qualitative indicators that were time-bound, measurable, specific, and 
attributable to the Project. The intermediate indicators were linked to the PDO indicators. However, there 
was a shortcoming: the reporting instructions, including designation of responsible parties, were not always 
sufficiently specific, leading to difficulties in obtaining some data (ICR, pages 16).

b. M&E Implementation
The ICR noted that M&E implementation was generally adequate. However, while data collection 
occurred as expected, reporting on some indicators was inconsistent. More robust processes would have 
improved data reliability and confidence in performance assessments and decision-making. For example, 
the PIU/PMO prepared detailed monthly reports for the Bank team, which were informative but focused 
primarily on processes (e.g., procurement timelines) rather than outcomes. By Project closure, the PIU 
and PMO conducted a comprehensive data-gathering and analysis exercise, producing a more complete 
assessment of the Project’s results. (ICR, page 16)

c. M&E Utilization
The ICR reported some shortcomings in M&E utilization. Despite the World Bank’s efforts, the PIU 
struggled to fully integrate the M&E framework into operations. A consulting firm supported data 
collection, including procurement tracking and identifying implementation delays, but the PIU did not 
consistently use this information in decision-making, limiting their ability to refine and optimize project 
implementation. (ICR, page 16)

The M&E Quality is rated as Substantial. The M&E design and implementation were adequate, while 
utilization had some shortcomings.
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M&E Quality Rating
Substantial

10. Other Issues

a. Safeguards
Environmental and Social (E&S) Safeguards. At appraisal, the Project was classified as Environmental 
Category B (Partial Assessment), and the following safeguards policies were triggered: Environmental and 
Social Assessment (OP/BP 4.01), Physical Cultural Resources OP/BP 4.11, and Involuntary Resettlement 
OP/BP 4.12. An Environmental and Social Management Framework (ESMF) and a Resettlement Policy 
Framework (RPF) were drafted and disclosed during preparation. During implementation, a Sectoral 
Environmental and Social Assessment (SESA), an action plan, and the design of an Environmental and 
Social Information System were completed. The ESMF guided the preparation of ESIAs, Environmental and 
Social Management Plans (ESMPs), and environmental audits. Safeguards instruments for the works were 
completed before construction began. A National Grievance System was established and implemented. 
However, an environmental and social safeguards audit identified some gaps in ESMP 
implementation; these were addressed by Project closure. Safeguards performance was rated Moderately 
Satisfactory throughout Project implementation.  (PAD, page 46; ICR, page 17)

b. Fiduciary Compliance
b. Fiduciary Compliance

Financial management (FM). The ICR reported that financial management performance was strong 
throughout implementation. Fiduciary risks were assessed during preparation and mitigated. FM 
arrangements were adequate, with qualified, in-country staff ensuring hands-on supervision and close 
coordination with the client. Interim financial reports (IFRs) were submitted on time and were of acceptable 
quality, and audit reports received unmodified clean opinions. FM issues raised by the Bank were promptly 
addressed by the PIU, and no ineligible expenditures were recorded during the Project’s life. FM 
performance was consistently rated Satisfactory or Moderately Satisfactory, ending with a final rating of 
Satisfactory. (ICR, page 17)

Procurement. The ICR reported that during preparation, an 18-month procurement plan and Terms of 
Reference (ToRs) were developed to support timely procurement and disbursement. However, in the 
second year of implementation, the Project faced operational challenges, including poor procurement 
planning and high procurement complexity, which led to delays in disbursement and implementation. In the 
first 2.5 years, 38 procurement plans and more than 70 activities were canceled. Following the MTR, 
corrective measures were introduced, including systematic monitoring of procurement activities, mitigating 
potential bottlenecks, consolidating activities into larger contracts, and improving procurement planning. In 
the final two years, implementation and disbursement accelerated, and by Project closure, procurement 
risk was downgraded to low. Procurement performance was consistently rated Satisfactory or Moderately 
Satisfactory, ending with a final rating of Satisfactory. (ICR, page 17)



Independent Evaluation Group (IEG) Implementation Completion Report (ICR) Review
Mineral Sector Support (P159761)

Page 18 of 20

c. Unintended impacts (Positive or Negative)
--

d. Other
--

11. Ratings

Ratings ICR IEG Reason for 
Disagreements/Comment

Outcome Satisfactory Moderately Satisfactory

There is no disagreement. The 
ICR's calculation of the Overall 
Outcome is erroneous. With the 
ICR's ratings - High for 
Relevance of Objectives, 
Substantial for Efficacy, and 
Modest for Efficiency - the 
Outcome should be Moderately 
Satisfactory.

Bank Performance Moderately 
Satisfactory Satisfactory

Quality of M&E Substantial Substantial

Quality of ICR --- Substantial

12. Lessons

The following lessons were derived from the ICR (ICR, pages 20-21):

1. Projects with simple design, with relatively fewer, more focused activities, 
can deliver transformational outcomes more easily than overly complex ones, especially in 
low-capacity environments. In this Project, design complexity spread resources thin, making it 
harder to achieve the desired impact. The Project could have achieved greater impact through 
rigorous prioritization and a more streamlined approach, concentrating on core activities that drove 
significant change while maintaining scalability.

2. Targeted technical assistance can enable institutional reforms when there is 
strong government buy-in and active engagement of primary stakeholders. Support 
for institutional reforms to the Solid Minerals Development Fund (SMDF) was delivered largely 
through technical assistance (TA) from a reputable firm, with the government fully engaged to 
ensure Nigeria-specific, strategic relevance. This collaboration built confidence within SMDF and 
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MSMD that the recommended reforms would achieve their intended outcomes. The critical success 
factor was leadership by the primary government beneficiary.

3. Strong leadership and broad stakeholder engagement are vital for sustaining momentum. 
Effective leadership and open communication are essential for overcoming challenges and 
maintaining progress. The Project would have benefitted from a detailed stakeholder engagement 
and communication plan, grounded in thorough stakeholder analysis, to secure collaboration from 
key agencies. Strong leadership and continuous stakeholder engagement are critical to the success 
of future operations.

13. Assessment Recommended?

No

14. Comments on Quality of ICR

The ICR provides a high-quality technical discussion and analysis of Project implementation, offering valuable, 
sufficient, and candid information on factors influencing Project performance, restructurings, main outcomes, 
administrative efficiency, M&E quality, and compliance with safeguards and fiduciary requirements. The report 
is internally consistent, logically presented, and well written, and it offers lessons useful for future lending 
operations.

However, there are shortcomings, including: (i) an erroneous approach to efficacy evaluation, as a split rating 
was not applied despite a reduction in Project scope during Restructuring 1; (ii) lack of component 
description; (iii) absence of a ToC; (iv) inconsistent presentation of costs at closure between the Data Sheet 
and Annex 3, with no explanation provided; and (v) incorrect calculation of the Overall Outcome. 

On balance, given the ICR’s overall high technical and presentational quality, the rating is Substantial, despite 
the mentioned shortcomings. 

a. Quality of ICR Rating
Substantial
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