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I. PROJECT DESCRIPTION 

A. Rationale 

1. The Government of Cambodia is facing challenges in meeting the emerging demand for 
a qualified, skilled, and competitive work force and in addressing shortfalls to meet its goals of 
universal primary education. In partnership with development partners, the government is 
improving the quality and reach of investments in secondary education. In the decade preceding 
2007, lower secondary enrolments grew by 135% and upper secondary enrolments by 260%. 
Despite this rapid expansion, the majority of children of secondary school age are not enrolled 
in school, largely because of poor geographic access to lower secondary schools. Schools also 
have poor physical infrastructure, inadequate learning materials, laboratories, and libraries while 
teachers are poorly qualified, inadequately trained, and unmotivated. Due to the expanding 
economy, the demand for education is expected to grow at all levels, and this is exerting 
pressure on the management capacity of the Ministry of Education, Youth and Sport (MoEYS). 
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Based on the report and recommendation of the President (RRP),1 the Enhancing Education 
Quality Project (EEQP) was designed to strengthen the institutional and management capacity 
of MoEYS through a range of interventions. The project aimed to make the education system 
more efficient and improve learning achievements by providing targeted support for enhancing 
the quality of secondary education.  
 
2. During implementation, the project went through a minor change in scope in 2010, and a 
more extensive change at the midterm review (MTR) in 2011 (para. 14). The MTR came up with 
11 changes to the project’s design and monitoring framework (DMF). The outcome statement 
was revised from “Education of improved quality and equity with more effective teacher 
development, strengthened education management systems, and improved and expanded 
secondary education” to “Improved quality and efficiency of secondary education service 
delivery.” Three subcomponents under output 1, one under output 2, and four actions under 
output 3 were also revised. Some of these changes were semantic—such as replacing “Gender 
Mainstreaming Policy” (output 1, subcomponent 1) to “Gender Mainstreaming Strategic Plan.” 
Other changes, however, involved revising the target significantly—from 36 secondary resource 
centers (SRCs) built to only 18 SRCs (output 3, subcomponent 2). Also revised were the 
project’s (i) detailed cost estimates, (ii) procurement plan, (iii) gender action plan, (iv) cost 
norms, and (v) projections based on eOperations (eOps). A detailed memorandum of 
understanding was prepared and agreed with the government, along with seven appendixes 
recording specific changes in the project design, scope, and its implementation arrangements. 
The project completion report (PCR) largely reported and assessed the project as revised at 
MTR.2 

B. Expected Impacts, Outcomes, and Outputs  

3. The expected impact of the project will be an increased number of school graduates with 
improved knowledge and skills. The DMF identified the following indicators for measuring 
impact: (i) improved lower secondary to upper secondary transition rate from 66% in 2006 to 
85% by 2018, (ii) improved upper secondary completion rate from 15% during academic year 
2006–2007 to 50% by 2018, and (iii) improved level of knowledge and skills of secondary school 
teachers and students by 2018. 

 
4. The project outcome at appraisal was expressed as “improved quality and equity of 
education in Cambodia with improved and expanded secondary education, more effective 
teacher development resulting in stronger teacher competencies, and better education 
management systems.” This expected outcome was modified following the MTR to “improved 
quality and efficiency of secondary education service delivery,” and the performance indicators 
were also modified to align the project more closely with the government’s Education Strategic 
Plan, 2009–2013. 

5. At appraisal, 20 outputs were designated to be completed under the project and 
organized under three separate components as follows. Component 1: Education System 
Management and Development (7 outputs), Component 2: Teacher Professional Development 
(6 outputs), and Component 3: Strengthening Secondary Education (7 outputs). These outputs 
(and associated outcomes) relied on a strengthened capacity of key institutions and systems 

                                                
1 Asian Development Bank (ADB). 2007. Report and Recommendation of the President to the Board of Directors: 

Proposed Loans and Technical Assistance Grant to the Kingdom of Cambodia for the Second Education Sector 
Development Program. Manila. (Appendix 1). 

2 ADB. 2016. Completion Report: Enhancing Education Quality Project in Cambodia. Manila. p.2, footnote 9. 
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responsible for delivering quality education, such as the National Institute of Education (NIE), 
teacher training colleges, the Management Information System, and the MoEYS organizational 
structure. Details of target indicators for project outputs are given in the DMF, and discussed 
further in the evaluation section of this report. 

C. Provision of Inputs 

6. The total project cost at appraisal was estimated at $33.39 million equivalent, including 
taxes and duties. The Asian Development Bank (ADB) was to provide a grant of $27.10 million 
equivalent to cover 81.2% of the cost. The Government of Cambodia was expected to provide 
counterpart financing for the remaining $6.28 million equivalent (18.8%). 
 
7. The grant was approved on 23 November 2007 and became effective on 15 September 
2008 after two extensions. The project physically closed on 31 December 2014 or 2 months 
later than originally envisaged. At the February 2016 financial closing, the total project cost 
amounted to $30.71 million. Of this total, ADB funded $27.10 million 3  (88%) while the 
government contributed $3.61 million (12%).  
 
8. Allocations for the various activities were adjusted during implementation (para. 14) 
because of the underestimation of the construction cost of SRCs.  Further, actual government 
contribution was only 57% of the amount estimated at appraisal because of adjustments in 
taxes and duties and the value of in-kind contributions (i.e., staff time, technical unit operations, 
and operation and maintenance equipment) were no longer included in the actual cost. 
 
9. The project was classified as environment Category C. No negative environmental 
impact was expected as it only involved small-scale civil works.  The project also did not require 
relocation and land acquisition as the civil works were to be carried out on existing property 
owned by the schools.   
 
10. A gender action plan (GAP)4 was included in the project design, with specific provision to 
include gender consideration in every output. Data on project recipients were to be 
disaggregated by gender.  

D. Implementation Arrangements 

11. The MoEYS, as the executing agency for the project, had overall responsibility for 
project coordination and implementation. A project steering committee (PSC)—chaired by a 
secretary of state that included representatives from the Ministries of Planning, Economy and 
Finance; Teacher Training, Women’s Affairs, General Secondary Education Pedagogical 
Research Department, and the NIE—provided overall guidance to the project, and monitored its 
activities and outputs. The Director General of General Education was designated as the Project 
Director, supported by a Deputy Project Director and staff with expertise in the fields of 
administration, finance, accounting, planning and procurement, and monitoring and evaluation. 
 
12. The PCR reported that of the 16 covenants, 14 were complied with and 2 were partially 
complied with. The latter two pertain to the approval of a Book Supply Policy by MoEYs (status 
is currently pending) and the requirement for the PSC to meet semiannually (the PSC only met 

                                                
3  The actual ADB funding at completion was $27,099,600. The undisbursed balance of $371.46 was canceled at 

financial closing. 
4  Footnote 1, Appendix 5. 
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once a year).  The PCR also reported that the covenants associated with gender were difficult to 
comply with (PCR, para. 25). 

II. EVALUATION OF PERFORMANCE AND RATINGS 

A. Relevance of Design and Formulation 

13. The PCR rated the design and formulation of the project relevant. The initial project 
design was aligned with the government’s strategic policies for education as expressed in the 
Education Sector Support Program 2004–2008, which emphasized increased equitable access 
to education, enhanced quality and efficiency of education, strengthening of education 
institutions, and scholarships for students who are poor. The project was consistent with the 
government’s development policy and with the corporate objectives of ADB, especially on the 
core area of education, inclusive growth, and gender and development. 
 
14. As noted in para. 2, extensive changes were made during the MTR. These changes 
were driven by a number of reasons. First, the project incorrectly calculated the unit cost to build 
SRCs. 5 The EEQP envisaged building 36 SRCs based on the estimated unit cost of only 
$50,000 each during appraisal. But under an earlier Second Education Sector Development 
Program, the unit cost of building an SRC was found to be $270,000. Therefore, fewer SRCs 
could be built with the project funds.6 Second, the project also underestimated the number of 
books to be provided. The project earlier allocated $1.3 million to provide textbooks and teacher 
guides to meet the targeted 1:2 textbook-to-student ratio. The MTR verified that due to larger 
student intake, more textbooks at an additional cost of $915,000 were required.7 Third, the 
project review mission also reported other limitations, such as incorrect categorization of loan 
funds in relation to civil works and consulting services.8 The MTR came up with 11 changes to 
the project’s DMF (para. 2), and revised the project’s detailed cost estimates, procurement plan, 
gender action plan, cost norms, and projections based on eOps. 
 
15. This validation acknowledges the project’s alignment to ADB strategies and policies and 
to that of the government. It also acknowledges the project’s inputs in the comprehensive 
capacity building and institutional strengthening of MoEYS toward improving the quality of 
secondary education in Cambodia. The revision during MTR has helped the project to stay on 
course.  
 
16. Nevertheless, the project design had some weaknesses. First, revisions after the MTR 
resulted in reduced number of SRCs to be built from 36 to 18. SRCs were a key investment 
component and scaling down the number of SRCs by half could affect the overall outcome and 
impact of the project. The MTR and the revised DMF did not clearly explain how the project 
outcome will be achieved with the smaller number of SRCs. With the smaller number of SRCs, 
the scale of the outcomes should have been scaled down. Second, there was no connection 
between the outcome statement and indicators, both in the initial and revised version. The 
revised outcome statement dropped the reference to equity and effectiveness, and introduced 
“efficiency.” The MTR and PCR did not explain the term efficiency, except in Appendix 9 of the 

                                                
5  Under the project, a selected number of secondary schools (Secondary Resource Schools) were to be upgraded 

and provided additional resources and facilities. These were expected to function as SRCs and help the other 
networked school to upgrade the quality of secondary education in the country. 

6  ADB. 2011. Memorandum of Understanding, Grant 0090-CAM, Enhancing Education Quality Project, Midterm 
   Review Mission, 10–20 October 2011. Manila. (paras. 7–8). 
7  Footnote 6, paras. 14–15. 
8  Footnote 6, paras. 16–18. 
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PCR where it linked efficiency with “reduced wastage” and “lower cost of secondary education 
delivery.” However, there were no indicators or targets in the DMF that measured efficiency. 
The other outcome indicators were more appropriate as output rather than outcome indicators—
in fact, they simply replicate what have been measured as outputs. For example, “increased 
number of teacher trainees enrolled at regional teacher training college (RTTC) and NIE” was a 
replication of output 2.3, “improved level of knowledge and skills of secondary teachers” was a 
slight paraphrase of output 2.4, “targeted textbook to student ratio of 1:2” was an exact 
repetition of output 3.6, while “access to information and communication technology (ICT)” 
should be more than just providing 50 computers. Based on the above points, this validation 
assesses the project less than relevant. 

B. Effectiveness in Achieving Project Outcomes and Outputs 

17. The PCR rated the project effective in achieving its intended outcome of “improved 
quality and efficiency of secondary education service delivery.” Three of the five outcome 
indicators specified at appraisal were modified to match the revised outcome resulting from the 
MTR. The PCR indicated that all five indicators were met (PCR, Appendix 1). One of the five— 
the textbook-to-student ratio—was achieved at 1.22:2, exceeding the targeted ratio of 1:2.  
 
18. Meanwhile, of the 57 outputs envisaged, 55 were achieved and only two were partly 
achieved.This validation notes a confusion regarding the number of SRCs built. In the RRP, the 
project envisaged strengthening 36 SRCs by 2012 and of these number, 18 had already been 
established by 2010 under the previous project. The revised DMF revised the target to 18 SRCs 
built by EEQP, which the PCR reported as achieved. At the same time, the PCR indicated that 
26 SRCs were functioning at project completion. If this includes the 18 established SRCs, then 
only eight were built under EEQP.9 However, since the project outcomes and most of the 
outputs were achieved, this validation assesses the project effective. 

 
C. Efficiency of Resource Use in Achieving Outcome and Outputs 

 
19. The project was rated by the PCR efficient in implementation and in achieving its 
outcome and outputs. Progress was slow initially but accelerated during implementation. Many 
outputs were completed although with some initial delays. Phased implementation was 
abandoned early because of the delays and so what was planned as sequenced outputs 
needed to be managed in parallel. The project was implemented with a 6-month extension. 
 
20. The PCR undertook a cost–benefit analysis that followed the methodology used at the 
time of appraisal. The economic internal rate of return (EIRR) during reevaluation was estimated 
at 21.9% with a net present value of $25.1 million, underscoring an increasing wage earning 
capability of secondary school graduates. Estimates of school earning regression function for 
2003 and 2013 by the PCR also echoed similar results for secondary school graduates over the 
decade.  
 
21. On process efficiency, funds were generally disbursed on time through well-managed 
budget allocation. At project completion, the ADB grant was fully utilized but only 52.5% of the 
government’s share was spent. Appraised cost categories changed considerably and there 
were many adjustments.  

                                                
9  The DMF in the PCR includes a comment suggesting that additional SRCs were developed during the MTR but 

were “not part of the revised DMF at MTR.” Such an explanation or qualification was not found in the MTR 
documents. 
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22. Estimates of consulting services were on the high side (by 58 person-months) and had 
to be adjusted downward to serve the purpose and remain within budget. Some discrepancies 
in the three withdrawal applications concerning category were noted. Concerns were also raised 
about the delayed processing of withdrawal applications and reimbursements. 

 
23. The recalculated EIRR is only less than 1 percentage point lower than the EIRR at 
appraisal. This validation is of the view that (i) the smaller number of outputs delivered  
(18 SRCs built instead of 36), (ii) the lower number of secondary school graduates compared to 
the initial estimation, and (iii) the 6-month extension due to delays should have made EIRR at 
completion lower than what was reported by the PCR. Nevertheless, this validation assesses 
the project efficient. 

D. Preliminary Assessment of Sustainability  

24. The PCR rated the project likely sustainable stating that the government is strongly 
committed to continuing the project activities, which are fully aligned with the government’s 
Education Strategic Plan, 2014–2018. The budget allocation of MoEYS for secondary education 
increased in 2016, which indicates that the government supports many of the reforms and 
procedures that were initiated under the project, particularly on education system management, 
teacher policy, and strengthening of secondary education. The scholarship component for girls 
and students from remote and disadvantaged areas is now financed by the government budget. 
The maintenance of the SRCs beyond the project life, however, is dependent on the ability of 
school principals to manage flexible funds within their internal budgets. 

25. This validation understands that MoEY has been working with ADB and other 
development partners to establish an operation management fund. The aim is to pool additional 
financial resource that will support secondary school operation and maintenance, including 
additional budget for SRCs so these could be operated at their full potential.10 The financial 
analysis indicated that the project had a negligible impact on the government budget for the 
education sector. The recurrent expenditure—to be borne by the government after project 
implementation—is estimated to be $1.47 million per annum and is estimated to account for 
only 0.34% of the annual recurrent expenditure allocated to the education sector. This validation 
assesses the project likely sustainable. 

E. Impact 

26. The PCR rated the overall project impact positive. 11  The impact at appraisal was 
expected to result in an increased number of school graduates with improved knowledge and 
skills that would eventually raise the overall education. By the end of the project, a number of 
positive indicators were noted that reflected an increased level of graduates and some 
indications that knowledge and skills of students were also improved.  
 
27. The improvement in enrollment and performance in secondary school system, especially 
of female pupils, is particularly notable. The lower secondary to upper secondary transition rate 
during 2012–2013 was 81% (82% female) compared to 66% in 2006. The upper secondary 
completion rates improved from 14.8% during 2006–2007 to 20% (20.1% for females) during 
2014–2015, although this was less than the target of 50%. Pass rates for the lower secondary 
examination increased from 91.1% during 2008–2009 to 93.6% during 2013–2014, and for the 
                                                
10 Human & Social Development Division, SERD in an email dated 11 November 2016. 
11 Human & Social Division, SERD in an email dated 12 October 2016 that the rating should be significant. 
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upper secondary examination from 77.8% during 2008–2009 to 86.8% during 2012–2013. On 
the whole, the project has improved the level of knowledge and skills of secondary school 
students, although as noted earlier, the projected increases in enrolment under the project were 
higher. This validation assesses project’s impact satisfactory.12 

III.  OTHER PERFORMANCE ASSESSMENTS 

A. Performance of the Borrower and Executing Agency 

28. The overall performance of the government as grant recipient and the executing agency 
were rated satisfactory by the PCR. A strong commitment to the education sector was 
demonstrated throughout the project implementation. The PSC met once each year over  
6 years to evaluate the annual progress report and approve the work plan, although this was not 
semiannual as proposed at appraisal. All project covenants were complied with except for a 
delay in implementing the Textbook Law and the gender policy. The plan was to issue and 
disseminate the gender policy at the same time as the education law. 

 
29. The executing agency responded quickly to issues brought to its attention by ADB, 
particularly during the project review missions. During the MTR, a number of modifications were 
made that helped to keep the project on track although not all agreements were implemented.  
Project implementation in the early years was delayed partly because of weak management 
capacity in MoEYS, as shown in slow decision-making actions, delays in bid evaluation and 
approval of contract awards, absence of a contract management system, inadequate record 
keeping of procurement actions, delays in processing replenishment requests, and failure to 
monitor project expenditures by outputs. MoEYS recruited additional consultants as 
recommended by ADB to overcome the constraints and the earlier delays were overcome. This 
validation assesses the performance of the grant recipient and the executing agency 
satisfactory. 

B. Performance of the Asian Development Bank  

30. The PCR rated the performance of ADB satisfactory. ADB provided regular guidance to 
the project during implementation. Twelve missions were fielded during 2008–2014, including 
an inception mission, an important MTR mission, and a final review mission. During the MTR, 
ADB reviewed many aspects of project implementation and agreed to adjustments in project 
scope. It revised the DMF, revised cost estimates, reallocated budget, and made changes in the 
procurement plan and implementation schedule. This attention to the project by ADB was 
important in ensuring that the project was completed on time and stayed within overall budget. 

 
31. ADB developed solutions jointly with the MoEYS to use project savings to cover 
shortfalls that occurred in other components. Clear communication between ADB and project 
management made both parties understand what were expected from the project and resulted 
in effective negotiation outcomes.  The performance of ADB is rated satisfactory. 
 

                                                
12 Beginning May 2016, IED adopts the ratings terminology of the April 2016 Guidelines for the Evaluation of Public 

Sector Operations on development impacts. In this terminology, a satisfactory rating coincides with the significant 
rating that was used before. 
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IV. OVERALL ASSESSMENT, LESSONS, AND RECOMMENDATIONS 

A. Overall Assessment and Ratings 

32. Overall, the PCR rated the project successful with ratings of relevant, effective, efficient, 
and likely sustainable in achieving the project’s outcomes and outputs. This validation assesses 
the project less than relevant, effective, efficient, and likely sustainable with an overall rating of 
successful. These ratings are summarized in the table below. 

Overall Ratings 

Criteria PCR IED Review 
Reason for Disagreement 

and/or Comments 
Relevance Relevant Less than relevant The project had design 

weaknesses (paras. 13–16). 
Effectiveness in 
achieving outcome 

Effective Effective  

Efficiency in achieving 
outcome and outputs 

Efficient Efficient  

Preliminary assessment 
of sustainability 

Likely sustainable Likely sustainable  

Overall assessment Successful Successful  
Impact Significant Satisfactory  
Borrower and executing 
agency 

Satisfactory Satisfactory  

Performance of ADB Satisfactory Satisfactory  
Quality of PCR  Satisfactory Refer to para. 38. 

ADB = Asian Development Bank, IED = Independent Evaluation Department, MTR = midterm review, PCR = project 
completion report. 
Note: This report uses the ratings terminology of the April 2016 Guidelines for the Evaluation of Public Sector 
Operations. 
Source: ADB Independent Evaluation Department. 

B. Lessons 

33. The PCR offered a list of lessons to be learned from the project implementation and 
these are fully supported by this validation. On budgeting, the largest costs are usually in the 
infrastructure and civil works area, hence, a very important lesson is to have unit costs 
calculated accurately during appraisal. Such errors in estimates affect the overall budget. For 
this project, the underestimation of the unit cost of SRCs resulted in a significant reduction in the 
number of units that could have been constructed. 

 
34. If a large number of reforms is attempted (especially on government policy), then there 
must be strong stakeholder engagement and ongoing commitment from the government 
through its executing agency at every step of the implementation. This project was helped by 
pre-project stakeholder engagement and continuous government consultation and commitment. 

 
35. The executing agency and the national project implementation team need to have 
adequate capacity to undertake the varied roles required in a broad project like this. Such roles 
as procurement, management of civil works contracts, record keeping, monitoring, and 
evaluation are just some of the necessary attributes required of a project management team. If 
the capacity is not present at inception, then part of the initial implementation process should 
include provision for on-the-job training and capacity building. In this project, the lack of capacity 
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caused implementation delays but these were eventually overcome and the project was closed 
on time.  

V. OTHER CONSIDERATIONS AND FOLLOW-UP 

A. Monitoring and Evaluation Design, Implementation, and Utilization 

36. Many outputs reported in the PCR specifically referred to the establishment of quality 
assurance schemes to monitor standards in, for example, systems management in MoEYS, civil 
works, teacher training, and curriculum. However, the PCR did not make any reference to the 
work of a “project performance management system (which was) to be developed and 
institutionalized within MoEYS to monitor and evaluate implementation performance and 
development impact at various stages of the project cycle.”13 This system for performance 
monitoring was expected to focus on project implementation plans and targets, and their 
execution and achievement. The PCR noted that there was inadequate monitoring of outputs 
during the first half of the implementation process and a lack of capacity to keep accurate 
records of progress. ADB provided consultancy support after the MTR to overcome this lack of 
capacity. It is not clear from the PCR if a project performance management system was finally 
put in place during the project.  

 
37. ADB expressed concern that there was insufficient monitoring of the capacity of teachers 
to use some of the materials and equipment provided for them. For example, laboratory facilities 
and equipment were provided to schools but teachers had little or no capacity to operate them. 
This suggests that more effective monitoring may have recognized the need for a parallel 
capacity-building activity to develop teacher skills for the provided facilities. This seems to be a 
shortcoming of the design as it failed to review the teachers’ capacity to use modern laboratory 
facilities and equipment. 

B. Comments on Project Completion Report Quality 

38. This validation notes some shortcomings in the PCR. There should have been more 
discussions on the changes made during the MTR, especially to explain the new outcome 
statement. As noted in para. 18, the achievement in terms of the number of SRCs built was 
confusing and should have been made clearer. The PCR should have explained more clearly 
the increased amount of government budget (para. 25) and provided more evidence of the 
government’s commitment to provide resources. On the whole, however, the PCR was 
generally well written, concise, and provided a detailed account on the achievement of outputs. 
The narrative was also aligned with the PCR that was commissioned by the government. 
Discussion of the GAP achievements was provided in Appendix 9 of the PCR, with the expected 
outputs contained in the disaggregated gender data appearing in the PCR DMF. This validation 
rates the PCR quality satisfactory. 

C. Data Sources for Validation 

39. This validation made use of the RRP, PCR, the government’s completion report, loan 
review mission reports, and some previous PCR validation reports. 
 
 

                                                
13 Footnote 1, para. 85. 
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D. Recommendation for Independent Evaluation Department Follow-Up 

40. None is recommended. 
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