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PROJECT COMPLETION REPORT VALIDATION FORM 
 

A. Basic Project Data PCR Validation Date:  December 2010 
Project and Loan 

Number: 
28161 
1637-MLD(SF) 

Approved 
($ million) 

Actual 
($ million) 

Project Name: Postsecondary Education 
Development Project 

Total Project Costs:  10.5 9.8 

Country: Republic of the Maldives Loan: 6.3 6.4 
Sectors: Human development, 

education 
Total Cofinancing: 1.7 0.0 

ADF: $6.3 million Borrower: 2.5 3.4 ADB Financing: 
OCR: 0.0 Beneficiaries: 0.0 0.0 

Cofinanciers:  AusAIDa Others: 0.0 0.0 
Approval Date: 30 Sep 1998 Effectiveness Date: 20 May 1999 20 May 1999
Signing Date: 19 Feb 1999 Closing Date: 31 Jul 2004 14 May 2009
Project Officers: Name: 

W. Loxley 
L. Gutierrez 
K. Chowdhury 

Location: 
Headquarters  
Headquarters  
Headquarters 

From  
1998 
2000 
2008 

To 
2000 
2008 
2009 

Validator: 
 
Quality Control 
Reviewers and/or 
Peer Reviewers: 

B. Prakash, Consultant 
 
S. Shrestha, Evaluation 
Specialist, IED1 
A. Morales, Evaluation 
Officer, IED1 

Director: R. B. Adhikari, IED1 

ADB = Asian Development Bank, ADF = Asian Development Fund, AusAID = Australian Agency for International 
Development, IED1 = Independent Evaluation Division 1, MLD = Maldives, OCR = ordinary capital resources, PCR = 
project completion report, SF = special fund. 
a The AusAID financing was considered firm at appraisal, but did not actually materialize. 

 
B. Project Description (summarized from the report and recommendation of the President [RRP])1 
  

(i) Rationale. The postsecondary education system in the Maldives was unable to meet the 
country’s needs for skilled personnel. The supply of educated labor was seriously constrained 
given to limited capacity for in-country postsecondary education. The shortfall in skilled 
personnel had to be addressed by (a) employing international labor, even for relatively low-
level jobs; and (b) pursuing overseas education for a few selected students. The government 
was committed to improving the capacity and cost-effectiveness of the postsecondary 
education system to educate and train personnel for key sectors of the economy, including 
education, health services, public administration, tourism, the maritime industry, and technical 
training. Development of postsecondary education and the establishment of a national college 
to consolidate existing postsecondary institutes were seen as necessary and to provide 
economies of scale, broaden the scope of in-country program offerings, and help attract 
external resources to the sector.   

 
(ii) Impact. The project was expected to address the shortfall in supply of postsecondary 

educated workers and to open significant employment opportunities for Maldivians by 
providing access to locally provided advanced diploma and certificate programs.  

                                                 
1  ADB. 1998. Report and Recommendation of the President to the Board of Directors: Proposed Loan to the 

Republic of the Maldives for the Postsecondary Education Development Project. Manila (Loan No. 1637-MLD[SF]). 
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 Consequently, the project would allow the Maldives to conserve foreign exchange and lessen 
budgetary outlays by reducing reliance on international labor and overseas education. 
Specifically, women residents of atolls would benefit from expanded employment opportunities 
in teaching, nursing, and public administration given that an estimated 75% of secondary school 
teachers, nurses, and community health workers trained under the project are expected to 
return to their islands as professional workers. 

 
(iii) Objectives or expected outcomes. The overall goal of the project was to reduce the supply-

demand gap for educated labor in key economic sectors. The project had two objectives: 
(a) strengthen institutional quality and capacity of seven existing postsecondary education 
institutions by expanding domestic curricula choices, and improve courses to internationally 
recognized standards; and (b) establish a Maldives college of higher education (MCHE) to 
consolidate and coordinate postsecondary administration and academic programs of the seven 
institutions.  

 
Due to the expansion of secondary education, the number of applicants in these certificate and 
diploma courses was increasing rapidly, but the capacity of the existing system remained 
limited. Thus, in the short term, the project sought to improve the quality of postsecondary 
education and increase access. Student enrollment in certificate and diploma programs was to 
be doubled from 2,500 in 1997 to 5,000 in 2004 as upgraded facilities were fully utilized. 
The project aimed to establish MCHE as an umbrella organization to manage and coordinate 
postsecondary administration and academic programs for the seven institutes. MCHE was 
expected to help achieve economies of scale by consolidating commonly administered functions 
carried out by postsecondary institutes, and achieve economies of scope by extending the level 
and duration of advanced in-country diploma programs. Support for MCHE would underpin the 
national system of in-country education through centralized administrative, financial, and 
academic coordination, and the monitoring of the supply and demand for educated labor.  
 
The project identified a long list of specific indicators and targets for the objective and outcomes; 
these are reflected in the design and monitoring framework (RRP, Appendix 1 [footnote 1] and 
project completion report [PCR], Appendix 1).2   

  
(iv) Components and/or outputs. The project had two main components. Part A covered 

upgrading the quality of seven existing postsecondary institutions. Quality upgrading included 
the provision of (a) local and overseas fellowships; (b) civil works, furniture, equipment, and 
learning materials for the Institute of Hotel and Catering Services, Maldives Institute of 
Technical Education, and Maritime Training Center; (c) consulting services; and (d) fellowships 
and consulting services for the Institute of Health Sciences, and assistance for distance learning 
education through the Tertiary Institute for Open Learning (TIOL). The Australian Agency for 
International Development (AusAID) was expected to provide parallel financing for item (d).  

 
 Part B included establishing MCHE and augmenting its capacity through (a) the provision of civil 

works, facilities, furniture, and equipment for the MCHE building with administrative offices, a 
student study center and dormitory, and a multimedia center; (b) consulting services; 
(c) overseas study visits for MCHE staff; (d) local fellowships for postsecondary education for 
staff; (e) coverage of incremental recurrent costs for MCHE; and (f) the establishment of a 
project implementation unit (PIU) and coverage of project management costs, including 
incremental recurrent costs. 

                                                 
2  ADB. 2009. Completion Report: Postsecondary Education Development Project in the Maldives. Manila.  
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C. Evaluation of Design and Implementation (PCR assessment and validation) 
  

(i) Relevance of design and formulation. The project clearly intended to support the 
government’s priorities for developing postsecondary education and an economic development 
strategy, particularly the need for reducing the supply and demand gap of Maldivian 
postsecondary graduates. The project was consistent with the Asian Development Bank (ADB) 
1995 country operation strategy for the Maldives. 3  At completion, the project continued to 
remain relevant as per the government’s medium-term objectives and priorities under the 
Seventh Five Year Plan (2006–2010). It also remained relevant to the ADB country operation 
strategy and postsecondary education sector strategy.4 Project relevance is demonstrated by 
the follow-on Employment Skills Training Project,5 which is enhancing the capacity of MCHE. 
The project concept and formulation process correctly identified and addressed the key issues 
and constraints of postsecondary education. 

 
 The project was well designed and emphasized the relevant aspects of postsecondary 

education to eliminate the supply-demand bottleneck. AusAID was expected to provide 
cofinancing through parallel financing of $1.7 million (16% of the total project cost (RRP, 
Appendix 7). AusAID was also expected to lend support to the project, and the RRP explicitly 
notes that AusAID would participate in the periodic and midterm reviews of the project (RRP, 
paras. 55–56). However, the anticipated cofinancing did not materialize. The PCR makes no 
mention of any reasons for AusAID’s nonparticipation. Even the midterm review report does not 
provide any reasons except that “a subsequent AusAID mission decided to allocate the 
resources to activities in another development sector.” The midterm review acknowledges that 
this resulted in “effectively trimming the project scope” as some outputs of the project were left 
without financing. The PCR notes “the over-all scope of the project was subsequently reduced" 
(PCR, para. 8). The overall balance among the postsecondary outputs as envisaged and 
designed at appraisal, presumably on the basis of estimated gaps in labor demand and supply, 
changed. Although ADB should not be held responsible for the AusAID component, which did 
not push through, this validation was conducted in the context of the project as designed and as 
such, TIOL was part of the integral component as appraised. 

 
(ii) Project outputs. The project generated almost all of its planned outputs, except those to be 

funded by AusAID. Under Part A, the project achieved quality upgrading and institutional 
development of five faculties and two centers. It accounted for 52% of the project cost. 
The Faculty of Education has developed into a stronger institution both in terms of course 
offerings and staff capacity, leading to an increased number of qualified secondary and primary 
school teachers. 

 
 Established in 1975, the Faculty of Engineering and Technology (FET) benefited from the 

project through (a) development of new courses and curricula, (b) staff development, and 
(c) procurement of equipment and instruction materials. About 90% of FET students secure 
employment as technicians and associate professionals after graduation. 

 
 The Faculty of Health Sciences received support under the project through (a) staff 

development and training, (b) curriculum development, and (c) equipment and instruction 
materials. Graduates are readily employed as nurses, paramedic technicians, and community 
health workers. The Faculty of Health Sciences is still unable to meet total demand and as a 
consequence many health workers are employed from overseas, mainly from India. 

                                                 
3  ADB. 1995. Country Operational Strategy: The Republic of Maldives. Manila. 
4  ADB. 1995. Technical Assistance to the Republic of the Maldives for the Education Masterplan. Manila. 
5  ADB. 2003. Report and Recommendation of the President to the Board of Directors: Proposed Loan to the 

Republic of the Maldives for the Employment Skills Training Project. Manila. 
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 The Faculty of Hospitality and Tourism Studies was strengthened through (a) staff development; 
and (b) curriculum development in cooking and pastry courses, kitchen equipment, and 
instruction materials. With tourism as the largest industry and a major source of revenue, the 
Faculty of Hospitality and Tourism Studies has potential to contribute more to the sector to 
reduce dependence on expatriate workers.  

 
 The Faculty of Management and Computing was helped through staff training in two 

postgraduate qualifications—higher diploma and regional study consultations. Many students 
from the Faculty of Management and Computing are sponsored by employers, and cost-
recovery in terms of the cost of education at 50% is highest among all other faculties.  

 
 The Center for Maritime Studies (CMS) operates competency-based courses certified by the 

International Maritime Organization standards of training, certification, and watch-keeping. CMS 
also provides courses for national standards as approved by the Ministry of Housing, Transport 
and Environment. In view of the large unmet global demand, the capacity for mariner training at 
appraisal was targeted at 500 per year; for several reasons, this turned out to be on the high 
side. CMS is currently operating at 50% capacity (total capacity for officer training is 50). 

 
 TIOL, established in 1999, was renamed the Center for Open Learning. As per the RRP, TIOL 

was clearly a part of the project as appraised. The PCR notes "as a safeguard, related 
components should have been covered by ADB or Government funding to preserve the integrity 
of the project design” (PCR, para. 63).  

 
 Part B of the project focused on developing the capacity of MCHE to consolidate postsecondary 

administration and academic programs of all institutions; details follow. 
 
 Accreditation, quality assurance, and assessment. MCHE established an academic board 

as part of the rectorate. Two committees were formed: (i) on courses; and (ii) on teaching and 
learning to facilitate quality assurance through peer review in course development and course 
review. The Maldives Accreditation Board was established in August 2000, and the Maldives 
National Qualification Framework, modeled after the Australian model, was adopted in 
September 2001. 

 
 Courses, student concerns, and financial management. MCHE set up foundation courses, 

and provided improved student services including a student dormitory. It also provided 
centralized financial management support to a variety of faculties and institutions. 

 
 On the whole, the project’s cumulative target for advanced diplomas was 2,000 graduates 

(45% female); at completion, the achievement was 3,167 graduates (60% female). 
For certificate courses, the target was 3,000 graduates (45% female); and the achievement was 
4,937 graduates (50% female). In brief, project outputs exceeded appraisal estimates. 

 
(iii) Project cost, disbursements, borrower contribution, and conformance to schedule 

(as relevant to project performance). Project completion was delayed by more than 3 years. 
At appraisal, the total project cost was estimated at $10.5 million equivalent. ADB was to 
finance up to $6.3 million (60% of total cost). The government was expected to finance 
$2.5 million (24%) and AusAID the remaining $1.7 million (16%). The fact that the AusAID grant 
did not materialize changed the scope of the project. Some activities were dropped, and some 
other inputs (e.g., consultation services, incremental recurrent costs, and project management 
costs) might have been affected adversely. However the project had significant loan savings 
(about $1.5 million to $1.6 million) despite the shortfall from the cofinancing. ADB reallocated 
$200,000 to fund the Tsunami Emergency Assistance Project.6 

                                                 
6  ADB. 2005. Report and Recommendation of the President to the Board of Directors: Proposed Grant and Loan to 

the Republic of the Maldives for the Tsunami Emergency Assistance Project. Manila. 
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The soundness of initial cost estimates and project financial management must be questioned, 
especially the cost-sharing arrangements with the government, which contributed closer to 
$3.4 million instead of $2.5 million initially planned.  
 
The total project disbursement was $6.4 million. Disbursement was initially slow and the loan 
account was not closed until about 2 years after physical completion of the project due to 
matters related to the liquidation of advanced imprest funds. 
 
The project required additional time to reach completion. The initial time estimates at appraisal 
were overly optimistic, especially for the first social sector loan in the country, and for a newly 
established implementing agency—MCHE. 

 
(iv) Implementation arrangements, conditions and covenants, related technical assistance, 

and procurement and consultant performance. Despite agreements and loan covenants, 
the PIU was not fully staffed and remained without a full-time project director. This contributed 
to time overruns in implementing the project. The situation can be explained by the limited 
human resource capacity in the country, which was exacerbated by competition from private 
sector growth that contributes to high staff turnover. 

 
 Based on the PCR (Appendix 7, para. 36), 19 of the 24 loan covenants were fully complied 

with, 3 were partially complied with, and 2 were not complied with. Of the 2 covenants that 
were not complied with, one relates to reaching an agreement with AusAID for cofinancing, and 
the other pertains to an evaluation of project benefits after project completion by the Ministry of 
Finance and Treasury (MOFT). Of the three partially fulfilled covenants, the first related to a 
benefit monitoring study, the second to full staffing of the PIU, and the third to the submission 
of a PCR by the government.  

 
 Consultant recruitment was initially slow. MCHE did not approve some consultancies under the 

package. Being a new implementing agency, MCHE was also unfamiliar with ADB procedures. 
The PCR reports that the government assessed consultant performance as satisfactory. 

 
 Completion of civil works took an additional 2 years and resulted to cost overruns of as much 

as $1.34 million. Most of the equipment was procured as planned although with some delay. 
The training vessel for FET was cancelled as MCHE and FET considered it to be too costly 
and inappropriate for FET training. The government rated the performance of contractors and 
suppliers satisfactory.  

 
(v) Performance of the borrower and executing agency. MOFT was designated as the 

executing agency for the project as it was familiar with ADB procedures. It was also in a good 
position to seek compliance from postsecondary institutions under different ministries. 
The implementing agency, MCHE, encountered start-up delays. It was a new organization and 
unfamiliar with internationally funded projects. MOFT did not staff the PIU fully, thus, putting 
additional pressure on MCHE. MOFT failed to undertake an evaluation of project benefits upon 
completion. Notwithstanding, the PCR rates the performance of the executing agency 
satisfactory. Given the achievements of the project, this validation concurs with the rating.  

 
(vi) Performance of the Asian Development Bank. Based on the sector analysis in the 

preceding master plan, ADB conducted a good diagnostic analysis and came up with an 
appropriate, innovative, and robust project design, which was simple to execute and 
implement. Because of this, the project could be successfully implemented despite some 
challenges in the form of the newly established MCHE as implementing agency, and 
cofinancing not materializing. The government had to increase its share of funding (from 23.8% 
at appraisal to 35.4% at completion); this was also required to address some complementary 
government-financed activities. The PCR notes “the early resolution of cofinancing issue and 
the hands-on support for benefit monitoring and evaluation activities could have added value to 
the project.” ADB has been proactive in assisting the executing and implementing agencies in 
implementing the project particularly on major issues such as procurement, especially given 
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the MOFT challenges of limited staff capacity and communication barriers (limited internet 
access, high communication costs). However, ADB could have been more proactive in seeing 
that the project was implemented to achieve outcomes to the maximum extent possible. 
Costing and finance estimates certainly need to be revisited in light of the changed conditions, 
particularly changes in outputs, cofinancing, and PIU arrangements. ADB could have been 
more careful in coordinating cofinancing. The PCR rates ADB performance satisfactory. 
With the above comments, this validation concurs with this rating. 

 
D.  Evaluation of Performance (PCR assessment and validation) 
  

(i) Relevance. The project was consistent with the government's development plans, and the 
ADB country operations strategy and education sector strategy. After completion, the project 
continues to remain relevant and to contribute to the development of Maldivian economy. 
The project was simple, robust, and well-designed. However, because the anticipated AusAID 
cofinancing did not materialize, some of the outputs envisaged at appraisal to address supply-
demand gaps could not be undertaken. Soft inputs like consultancy, PIU staffing, and 
incremental recurrent costs received less support than planned. However, the government was 
committed to this higher education project as evidenced by the increase in its funding to 
beyond its original share. The project failed to account for limited staff capacity in the country. 
On the other hand, the project had a significant amount of loan savings, which were utilized to 
finance the extension of the project. In this sense, the extent of the project’s relevance, 
especially its design, was compromised. The PCR rates the project highly relevant. However, 
given the factors noted above, this validation rates the project relevant.  

 
(ii) Effectiveness in achieving outcome. The project was effective in achieving its main outputs 

spread across different postsecondary institutions. By establishing MCHE, the project was able 
to lay a foundation for future growth of postsecondary education in the Maldives. Achievements 
of the project exceeded the benchmarks determined at project appraisal (PCR, Appendix 1). 
This is despite the cofinancing problems, cost adjustments, and time delays. The PCR rates 
the project in achieving outcomes effective, and this validation agree with the rating. 

 
(iii) Efficiency in achieving outcome and outputs. At appraisal, the economic internal rate of 

return was assessed to be 17%; after completion it improved to 19% despite the fact that some 
outputs had not been achieved and that the grant component had not materialized. Some 
inefficiencies resulted from underutilization of CMS capacity and the significant time overrun. 
The PCR rates the project efficient. This validation agrees with the rating. 

 
(iv) Preliminary assessment of sustainability. The government provided strong support for the 

project, which succeeded in laying the foundation for further reforms in postsecondary 
education in the Maldives. The quick and rapid absorption of graduates in the local labor 
market shows the sustainability of project outputs. Continued support from the government in 
the form of a follow-on project is an additional indicator of its commitment to address the 
graduate supply-demand gap, which could result in a significant increase in employment 
opportunities for Maldivians. The PCR rates the project likely sustainable. This validation 
concurs with this rating, particularly because the investments are nationally beneficial based on 
the economic internal rate of return estimates (the financial internal rate of return was not 
calculated given the difficulty of measuring immediate returns from social sector projects), 
inclusive of the private sector support in pushing Maldives toward a higher growth path, and 
the government support. 

 
(v) Impact (both intended and unintended). By providing opportunities for pursuing postsecondary 

education to the residents of distant atolls, the project has increased their employment 
opportunities. This is likely to increase earnings and contribute to poverty reduction, and is  
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especially beneficial for female graduates. Further, the project increases the capacity of the 
economy to grow endogenously. It also created an institution in the country to guide future 
development of postsecondary education more robustly and confidently. Thus the project has 
achieved its development objectives and resulted in significant positive impacts on society. 

 
E.  Overall Assessment, Lessons, and Recommendations (Validation of PCR assessment) 

 
(i) Overall assessment. The project is rated relevant and effective in achieving its intended 

objectives and outcomes, and efficient. Given the presence of a large number of overseas 
workers even in low-paying jobs, the capacity of postsecondary education can be further 
expanded with beneficial impacts on Maldivian workers, especially female workers. Given 
government support and commitment, project sustainability is likely. The PCR overall 
assessment rates the project successful. This validation agrees with the rating. 

 
(ii) Lessons. The key lesson relates to the core of financing function, i.e., sound cost estimates 

and adequate financing of an investible project. As the PCR states “ADB needs to take a more 
conservative approach in project design and should not include cofinancing for project scoping 
and costing. In the event of a cofinancier’s withdrawal from the project, the related funding 
should have been covered by ADB…” ADB should have been more firm about the project 
implementation arrangements. 

 
(iii) Recommendations. If a project has an outstanding cofinancing commitment from other 

development partners, ADB should either provide contingent backup financing or defer the 
consideration of the loan until the cofinancing decision is confirmed. 

 
F.  Monitoring and Evaluation Design, Implementation, and Utilization (PCR assessment and 

validation)  
 

MOFT did not undertake benefit monitoring and evaluation despite the loan covenant to this effect. 
 
G. Other (e.g., safeguards, including governance and anticorruption; fiduciary aspects; government 

assessment of the project, as applicable) (PCR assessment and validation) 
 
 At appraisal, no significant adverse environmental implications of the project were identified. During 

implementation, no settlement or other kind of safeguard issues arose. 
 

H.  Ratings 

Project 
Completion 

Report 

Independent 
Evaluation 
Department 

Review 
Reason for Disagreement and/or 

Comments 
Relevance Highly 

relevant 
Relevant Some of the outputs to address supply-

demand gaps were not materialized. Soft 
inputs like consultancy, PIU staffing, and 
incremental recurrent costs received less 
support than had been planned. After 
AusAID funding did not materialize, ADB 
did not streamline the costs and 
financing arrangements satisfactorily, 
and thus jeopardized the design of the 
project. Staff capacity in the country was 
also overlooked. 

Effectiveness in achieving 
outcome 

Effective Effective  
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H.  Ratings 

Project 
Completion 

Report 

Independent 
Evaluation 
Department 

Review Reason for Disagreement/Comments 
Efficiency in achieving 
outcome and outputs 

Efficient Efficient  

Preliminary 
assessment of 
sustainability 

Likely 
sustainable 

Likely 
sustainable  

.  

Borrower and 
executing agency 

Satisfactory Satisfactory  

Performance of the 
Asian Development 
Bank 

Satisfactory Satisfactory  

Impact Positive Significant  
Overall assessment Successful Successful  
Quality of the project 
completion report 

 Satisfactory  

 
I. Comments on PCR Quality 
 

Reflecting the improvisations that might have taken place during project implementation, the PCR 
uses a different set of nomenclature in describing project outputs and achievements. This creates 
confusion when relating achievements to objectives in the RRP. The PCR is focused, candid, and 
well done. However, two minor issues are (i) it could have discussed costing and financing issues in 
greater detail, and (ii) the rating table has some typos and inconsistencies (PCR, Appendix 9). 
Overall the quality of the PCR is rated satisfactory. 

 
J. Recommendation for Independent Evaluation Department Follow-Up 
 

This validation finds no need for follow-up by the Independent Evaluation Department. 
 
K. Data Sources for Validation 

 
RRP, PCRs, back-to-office reports, and loan processing documents. 



 

REGIONAL DEPARTMENT’S RESPONSE TO THE PROJECT COMPLETION REPORT 
VALIDATION REPORT 

 
The Independent Evaluation Department (IED) incorporated the comments sent on the 

draft validation report by the Agriculture, Natural Resources and Social Services Division of the 
South Asia Department. The division reviewed the final draft report on 20 October 2010, and 
supports the changes made by IED, and has no further comments. 
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