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Director:  R. B. Adhikari, IED1 

ADB = Asian Development Bank, ADF = Asian Development Fund, IED1 = Independent Evaluation Division 1, PCR = 
project completion report 
 
B. Project Description (summarized from the Report and Recommendation of the President)  
  

(i) Rationale and expected impacts. Although Sri Lanka had progressed basic human 
development, the country had been unable to translate this achievement into broad-based, 
sustainable economic growth. A key reason for this failure was the deficiency of its education 
system. Secondary schools failed to equip graduates with marketable skills for the modern 
economy. Therefore, there was a high unemployment rate among educated Sri Lankans, while 
emerging modern sector employment opportunities remained unfilled due to lack of qualified 
candidates. School quality in Sri Lanka had to be improved by raising standards, increasing 
access (especially for the poor) through a greater choice of quality offerings, and increasing 
administrative efficiency by emphasizing school leadership and decentralization. The expected 
impact of the Secondary Education Modernization Project (the Project) was to make Sri Lanka 
more economically productive and competitive. 

 
(ii) Objectives or expected outcomes. The overall objective of the Project was to assist the 

Government in modernizing Sri Lanka’s secondary school system. Specifically, the expected 
outcomes were to (a) improve the quality of teaching and learning in secondary schools, (b) 
provide educational opportunities for disadvantaged students, and (c) improve management 
efficiency in secondary school education.  
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(iii) Components and/or outputs. The Project had three components:  
 

(a) modernizing  secondary schools by introducing modern teaching, learning, and evaluation 
methods to improve quality;  

(b) broadening educational opportunities for disadvantaged students by expanding the 
number of full-curriculum schools in rural areas, extending stipend programs to enable the 
poor to attend these schools, introducing career guidance programs to increase career 
information for expanded opportunities and mobility, and conducting research studies to 
determine cost-effective ways to accommodate public–private partnerships in secondary 
education; and  

(c) improving the delivery of educational services through improving quality assurance within 
the Ministry of Education (MOE) and school-based management; school-based 
assessment in grades 10–13, including modernizing the national examination 
administration at the National Evaluation and Testing Service (NETS); and the National 
Institute of Education’s (NIE) in-service training curriculum in the new technology education 
stream, career guidance, and computer training. 

 
C. Evaluation of Design and Implementation (project completion report [PCR] assessment and 

validation) 
 

(i) Relevance of design and formulation. The PCR noted that the Project built on the 
accomplishments of the Secondary Education Development Project (SEDP), which provided 
the foundation for grade 6–11 education and curriculum development. The PCR also 
considered that the Project remained relevant to the Asian Development Bank’s (ADB) country 
strategy at completion as indicated by the approval of two consecutive secondary education 
sector projects in Sri Lanka that build on this Project, including the Secondary Education 
Modernization Project II (SEMP II) and the Education for Knowledge Society Project (EKSP). 
Moreover, the project design and formulation process correctly identified and addressed key 
issues of access, quality, relevance, effectiveness, and efficiency of secondary public 
education. The project design also included three innovative concepts: (a) profound changes in 
the curriculum and teaching methodology, (b) school-based assessment and the integration of 
in-class assessment marks, and (c) increased access to computers and information and 
communication technology. Thus, the PCR considered the Project to be highly relevant. 

 
The Validator agrees with the PCR’s findings due to all the reasons mentioned above. 
 
(ii) Project outputs. The PCR noted the Project’s achievement of the following key outputs: 
 

(a) Curriculum strengthening. Subject syllabi for English, science, mathematics, 
environmental studies, commerce, and technology courses in grades 10–11 (ordinary 
level) and grades 12–13 (advanced level) were revised; new courses were developed; and 
modern teaching methods were introduced. In addition, teacher training manuals were 
prepared, and over 5,200 in-service advisors and teachers were trained by NIE. New 
subjects were developed by NIE through the Project, including general information 
technology for advanced-level grades and information technology for ordinary-level grades. 

(b) Multimedia units. Classrooms in 2,169 schools (against an appraisal target of 2,500) 
were converted to multimedia units. Each unit was equipped with a television, 
videocassette recorder or video compact disc player, radio, tape recorder, an overhead 
projector, and a white board. NIE prepared 45 provincial master trainers to train teachers in 
charge of these units and developed a handbook on multimedia education. 

(c) Computer learning centers. In total, 1,006 schools received civil works to convert existing 
classrooms to computer learning centers as well as furniture, air conditioners, and 15–25 
computers (depending on the total number of students enrolled). The Project also provided 
funds to cover the recurrent operating costs for the first 2 years. At project completion, 
23,960 teachers had received training on computer operation and computer-assisted 
learning, which was assessed as being of good quality. By  July 2006, internet connections 
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      were operational for the computer learning centers through SchoolNet. The Project also 
created computer resource centers in 27 locations that could not be covered under the 
SEDP. 

(d) Upgrading to full-curriculum schools. The Project constructed new buildings and 
provided furnishings and equipment for them. At project completion, science laboratories in 
77 schools were operational against a target of 100. The component also provided 
ordinary-level science rooms and laboratory facilities for 93 schools; ordinary-level science 
equipment for 1,500 schools; and advance-level equipment for 600 schools.  

(e) Stipends for disadvantaged students. A total of 50,001 students were awarded 
scholarships (against an original target of 30,000 and a revised target of 50,000) covering 
all provinces in the country.  

(f) Career guidance for educational opportunities. The Project trained 105 in-service 
advisors and 1,068 principals and teachers through a 4-day orientation program on career 
guidance.  

(g) Rehabilitation of schools and colleges. The Project rehabilitated 35 secondary schools 
(in Western Province) to minimize student congestion at adjacent unmanageably large 
secondary schools, provided funds to upgrade 54 central colleges, and rehabilitated 114 
secondary schools in Sabaragamuwa and Southern Provinces that were affected by major 
floods in 2003. 

(h) Capacity development of the Ministry of Education, National Institute of Education, 
and National Evaluation and Testing Service. The Project supported MOE in improving 
mechanisms for effective administration and school management, including education 
publishing, career guidance, computerized management information systems, education 
finance, education policy formulation, a needs analysis survey, and monitoring and 
evaluation. MOE personnel received long-term and short-term fellowships and study visits 
amounting to 540 person-months, out of which 325 person-months (60%) were allocated to 
school principals and teachers. Seven NIE staff members benefited from 18 
person-months of foreign study visits under the Project, as compared to 27 person-months 
planned at appraisal. Additionally, equipment was provided to develop new technology 
syllabi and electronic learning materials. NETS staff received 72 person-months of 
long-term fellowships and 30 person-months of short-term study visits. Further, NETS was 
assisted by 69 person-months of international and 41 person-months of national consultant 
inputs for school-based assessment development. 

(i) School-based management. A national program for school improvement was piloted in 
1,495 schools and launched in June 2005. The program advocated school development 
committees and supported the devolution of fund management to zonal offices and 
schools. Although a considerable amount of energy and resources was spent on the 
manuals for this program, training of principals and other personnel, and other preparatory 
work, school-based management implementation has been slow.  

(j) School-based assessment. Starting in 2002, school-based assessment results have 
been displayed on ordinary-level certificates, and beginning in 2005, on advanced-level 
examination results.  

 
The Validator considers that the PCR provides a comprehensive and accurate assessment of the 
Project’s outputs. 
 
(iii) Project cost, disbursements, borrower contribution, and conformance to schedule (as 

relevant to project performance)  
 

Project cost. The PCR noted that at appraisal, the total estimated project cost was $76.0 
million, for which ADB was to provide a loan of SDR38.1 million ($50.0 million equivalent). The 
Nordic Development Fund (NDF) was to cofinance the remaining foreign exchange costs in the 
amount of $7 million. The Government and beneficiaries were to finance the remaining local 
currency costs estimated at $19 million. Ultimately, the Project was implemented within its 
estimated costs, utilizing $70.2 million or 92% of the appraisal estimate. Actual ADB loan 
disbursements amounted to SDR37.8 million ($54.7 million equivalent) due to the appreciation 
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of SDR against the US dollar. The additional available funds helped finance civil works, 
equipment, and furniture for the additional components. ADB financing covered 90% of the civil 
works costs and 100% of the equipment and furniture costs. Against the appraisal estimate of 
$7.0 million, NDF provided a total of $6.5 million for consulting services and some science 
equipment. The Government’s actual expenditures amounted to $9.0 million.  
 
Disbursements. Disbursements reached $70.2 million at loan closing. The majority of these 
were for equipment and furniture and civil works, which utilized 50% and 23% of the project 
funds, respectively. Of the disbursed amount, ADB financed 78%, NDF 9%, and the 
Government 13%. While the Project’s annual disbursements from 2000 to 2007 showed initial 
delays until 2002, disbursements gained momentum from 2003. Of note, however, was the 
slow utilization of the imprest fund under the Project. This slow turnover contributed to 
difficulties in liquidating the imprest advance by loan closing, which took 15 months. The 
limited utilization of imprest funds resulted from the Government’s decision that most project 
expenditures during the midterm were more appropriately settled either through direct payment 
or reimbursement arrangements. 

 
Project schedule. The Project generally followed the planned schedule. During project 
implementation, delays were encountered in establishing internet connectivity in the computer 
learning centers, resulting in substantial expenditures that went beyond the project closing 
date. Nevertheless, the loan closing date remained 30 June 2006, and ADB allowed for the 
submission of pending claims until 1 November 2006. However, due to delayed submission of 
documents by the Government to liquidate its imprest fund advance, the loan account could 
not be closed until 5 October 2007. 

  
The Validator finds the PCR’s assessments of the above to be sound and balanced. 

 
(iv) Implementation arrangements, conditions and covenants, and procurement and 

consultant performance 
 

Implementation arrangements. The PCR noted that the Project was generally implemented 
as planned. MOE served as the Executing Agency. The retention of project management office 
(PMO) staff from an earlier project provided continuity and expertise to manage project 
activities. Changes in key PMO positions led to an acceleration of activities in the Project’s 
third year. A network of coordinators in each of the eight provincial education departments and 
the zonal education offices provided crucial support to the PMO in project implementation. The 
provincial education departments served as important links between the PMO and the schools 
by overseeing project activities, including school funds and in-service training activities of 
provincial staff, zonal staff, school principals, and teachers. The zonal offices assisted with the 
scholarship program, delivered science equipment to schools, and provided institutional 
support to schools during the first 2 years of computer learning centers’ operations. Its staff 
also conducted regular school visits to identify areas for improvement.  
 
Conditions and covenants. The loan agreement contained 30 covenants, 24 of which were 
satisfactorily complied with. Four covenants were partly complied with, while two covenants 
were not complied with. Covenants were generally relevant. No covenant was modified, 
suspended, or waived. The noncompliance and partial compliance affected Project outputs to 
some extent; notably, access to career guidance for students was not achieved, and school-
based management remained a pilot effort.  
 
Procurement. No problems were encountered in consultant recruitment. For civil works, there 
were numerous small civil works contracts under the Project awarded in accordance with the 
Government’s standard bidding procedures, which were acceptable to ADB. In the Northern 
and Eastern Provinces, civil conflict and the aftermath of the December 2004 tsunami made it 
difficult to start the remaining and complete any ongoing construction work. Most civil works in 
these areas could only be completed after the project period (by late 2006). All goods were 
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procured centrally through the PMO. On several occasions, non-winning or non-responsive 
bidders questioned the integrity of the Government’s bid evaluation processes. The 
Government either took the lead or (at ADB’s request) promptly responded to and resolved 
such concerns.  
 
Consultant performance. The Government assessed that implementation of and outputs from 
consultancy services were satisfactory. Consultants had to adapt and modernize the 
secondary education curricula to the difficult learning environment found in many of Sri Lanka’s 
schools. Despite this, they offered extensive outputs. 
 

The Validator appreciates the clear delineation of the facts in these sections of the PCR and notes, 
on one hand, that the Government and the PMO were able to overcome significant difficulties to 
implement the project. However, some key covenants were either not complied with or only partly 
complied with. 

 
(v) Performance of the Borrower and Executing Agency. The PCR concluded that the 

performance of the Borrower and the Executing Agency were satisfactory. MOE and the 
External Resources Department of the Ministry of Finance and Planning provided timely 
support to ensure satisfactory project implementation. Central authorities were supported by an 
extensive network of zonal education offices and provincial project managers. The PMO was 
well integrated with other departments and agencies of MOE. Managerial continuity was 
generally provided, despite a change in the project director and PMO staff during the project. 
These transitions were supported by interim arrangements that allowed continuity and smooth 
turnover of responsibilities. Owing to good performance of the Executing Agency, project 
activities were largely completed within the project period, despite a slow start of activities. The 
Executing Agency drew lessons from the initial procurement of computers and software, and 
subsequent packages were contracted smoothly.  

 
The Validator recognizes these attributes, but also notes that two covenants were not complied 
with and four were only partially complied with. In addition, the proposed steering committee did 
not function, and expected monitoring and evaluation activities were not undertaken. Nonetheless, 
the Validator concurs with the PCR’s satisfactory rating. 
 
(vi) Performance of the Asian Development Bank. The PCR rated ADB’s overall performance 

as satisfactory. It noted that seven review missions (including the Midterm Review) and one 
special loan administration mission were conducted during the implementation period. ADB 
headquarters and resident mission staff were found to be responsive to clarifications sought on 
project-related issues, in providing guidance and granting required approvals. No major 
problems were encountered in the use of ADB procedures for procurement and disbursement. 
More careful review of bidding documents could have prevented initial complications with the 
bid documents for computers and software. 

 
The Validator concurs with the PCR’s satisfactory rating, but points out that seven review missions 
in 6 years is not up to the notional ADB standard of two reviews per year. Nonetheless, two 
reviews per year were undertaken during the more critical initial start-up period. 

  
 
D. Evaluation of Performance (PCR assessment and validation) 
 

(i) Relevance. The PCR rated the Project as highly relevant. It noted that the Project clearly 
supported the Government’s priorities to enhance the quality of and improve access to 
secondary education. The Project addressed key issues of access, quality, relevance, 
effectiveness, and efficiency of secondary public education. The introduction of innovations 
such as activity-based learning, school-based assessment, and computer learning centers 
were timely and appropriate. At project completion, these three innovative practices were 
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well-established; had been accepted by the majority of teachers, students, and parents; and 
became even more relevant to national education needs. Increased delegation of authority to 
provincial and zonal education officers and to school principals through school-based 
management was another relevant project initiative. In addition, components that were not fully 
achieved under the Project remain relevant, including the program for school improvement, 
monitoring and evaluation, and career guidance. 

 
The Validator concurs with the PCR’s highly relevant rating for the reasons stated in the PCR. 
 
(ii) Effectiveness in Achieving Outcomes. The PCR rated the Project as effective in achieving 

its outcomes. The Project was instrumental in modernizing Sri Lanka’s secondary education 
system. The successful introduction of innovations under the Project—such as activity-based 
learning, school-based assessment, and computer learning centers—was crucial in this 
respect. In addition, the pilot program on school improvement and the empowerment of 
schools to run computer learning centers has modernized Sri Lanka’s education system. As a 
result, student achievement has improved; new and improved teaching methodologies have 
been introduced; and the assessment system has been changed, reducing the focus on 
ordinary-level and advanced-level examinations. The introduction of computer learning centers 
and the stipend scholarship program were highly effective. Strengthening the curriculum and 
upgrading schools with advanced-level science laboratories were effective in achieving project 
outputs. The Project contributed to an increase in the ordinary-level pass rate from 37% in 
2000 to 48% in 2005 and 49% in 2007. In addition, the ordinary-level pass rate for students 
from rural areas stood at 44% in 2005. Throughout Sri Lanka, advanced-level pass rates 
improved from 51% in 2000 to 58% in 2005 and 61% in 2007. However, career guidance 
activities did not effectively contribute to achieving project outcomes. 

 
The Validator concurs with the PCR’s effective rating for the reasons stated in the PCR, but notes 
that the school-based management initiative is another area in which intended outcomes were not 
fully achieved. 
 
(iii) Efficiency in achieving outcomes and outputs. The PCR rated the Project as efficient. In 

support of this rating, the PCR cited: (a) computer learning centers were established within the 
project period, with the majority generating revenues from after-school activities; (b) the 
integration of information and communication technology and computer-assisted learning in the 
school curriculum was well-established by project completion; (c) the student stipend program 
was implemented efficiently; (d) school upgrading, capacity development of NETS and NIE, 
and curriculum strengthening were generally efficient; (e) science laboratories were provided 
and were generally functioning; and (f) capacity development of NETS resulted in the 
successful introduction of school-based assessment. Comparing economic benefits and costs, 
it was noted that the Project yielded an economic internal rate of return of 26%. This is higher 
than the rate computed at appraisal, which was 16% for the base case.   

 
The Validator notes that in the assessment of efficiency, a series of initial delays and problems with 
contract awards was not mentioned in the PCR. Nonetheless, the Validator concurs with the PCR’s 
efficient rating for the reasons stated above. 
 
(iv) Preliminary assessment of sustainability. The PCR noted that the Project was likely 

sustainable due to government commitment and the relevance and irreversibility of the 
initiatives started under the Project. The introduction of information and communication 
technology, school-based assessment, programs for school improvement, and other initiatives 
have determined a direction for Sri Lanka’s education system that cannot be easily reversed. 
Changes in curriculum and instructional methods will be sustainable as they are now accepted 
as integral to the teacher education curriculum. However, innovative methods need to be 
explored to sustain the development of curriculum materials, which have become more 
resource-intensive with the introduction of computer-assisted learning. Programs will also need 
to be developed to sustain the 30% of schools that have limited capacity for income generation 
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in order to maintain their computer learning centers’ operations when equipment warrantees 
and project support for utility costs end. More importantly, a sustainable long-term strategy or 
replacement plan for computers must be developed in the absence of further external funding. 
The scholarship program is unlikely to be sustainable, as no strategic plan to sustain the 
program beyond project completion exists.   

 
The Validator considers that the issue of sustainability for the Project is difficult. Certainly, as the 
PCR stated, the structural changes made to Sri Lanka’s education system would be sustainable, 
but the issue of the provision of funds for computer replacement is problematic. Equipment and 
furniture (mainly computers and audiovisual and science equipment) made up nearly 50% of the 
project cost, and, if they cannot be readily replaced and upgraded when they are no longer usable, 
then sustainability will also be problematic. However, it does seem likely that they will be replaced 
either through outside funding (e.g., through follow-on projects) or by the Government itself. Thus, 
the Validator concurs with the likely sustainable rating. 

 
(v) Impacts (both intended and unintended). The PCR noted that the Project had a significant 

positive impact. The Project substantially and successfully initiated and contributed to several 
innovations that had an institutional impact on secondary education. By providing access for 
disadvantaged students, the Project had a positive impact on poverty. The Project also 
contributed to narrowing the urban–rural and gender digital divides through the computer 
learning centers. Over the project period, the unemployment rate of ordinary-level graduates 
decreased (from 13.6% in 1999 to 11.5% in 2005), as did that of advanced-level graduates 
(from 17.9% in 1999 to 13.8% in 2005).  

 
The Validator also notes a likely positive impact of exposing large number of students to 
information and communication technology at a critical time in their educational careers, and 
concurs that the Project’s impact can be rated as significant. 

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

(i) Overall assessment. The PCR rated the Project as successful. It found the Project to be 
highly relevant, effective, efficient, and likely to be sustainable. The most successful 
subcomponent of the Project was the establishment of the computer learning centers, and 
other successful components include curriculum strengthening, school upgrading with science 
laboratories, the stipend program, involvement of the private sector in various aspects of the 
education system, and capacity development of NETS and NIE. The capacity development of 
MOE and the career guidance program were considered partly achieved.   

 
Based on the evidence available, the Validator agrees with the PCR’s overall successful project 
rating for the above reasons, since the partly-achieved aspects were only a small part of the 
Project. 
 
(ii) Lessons. The PCR noted the following lessons.   
 

(a) Well-managed schools implemented project activities more effectively and efficiently. This 
shows the importance of champions for the success of any new initiative.  

(b) Any project that attempts to bring about substantial systemic changes needs to be realistic 
about the goals and feasible time frame of these changes.  

(c) To bring about and sustain changes, government ownership is crucial.  
(d) Success occurs with the timely provision of resources to support government priorities, 

which had been correctly identified and prioritized. 
(e) The potential of project activities cannot be maximized without effective monitoring and the 

commitment of officials trained in monitoring and evaluation.  
(f) The first computer procurement experience indicates that bidding documents should 

always clearly specify instructions and requirements. 
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The Validator agrees with the PCR’s lessons identified above, which should be taken into account 
in the design and implementation of future education projects. 

 
(iii) Recommendations. The PCR identified a set of 27 project-specific recommendations with 

respective time frames, agreed upon by MOE. These are considered as follow-up actions to be 
implemented in the ongoing SEMP II and EKSP. Some recommendations include 
(a) streamlining the development of software and other educational materials; (b) developing 
learner competencies and standards; (c) enhancing computer-assisted learning training during 
pre-service teacher training and the sustainability of computer learning centers; (d) expanding 
the scope and geographic coverage of the pilot program for school improvement, which will 
require further capacity development at the school level; (e) strengthening external and internal 
quality assurance to become a strategic tool in school development; (f) integrating 
school-based assessment results in MOE’s management information system, which should be 
used as a strategic tool to guide teachers in identifying strengths and weaknesses of students; 
and (g) designing the career guidance program (which is to be taken up under EKSP), and 
establishing a career guidance resource center with dedicated staff in every school to provide 
relevant information on career options to students and parents, in partnership with industries.  

 
The Validator considers these recommendations valid. 

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

validation).  
 
The Project’s Report and Recommendation of the President stated that a monitoring and evaluation 
system will be designed and put in place but did not provide any details other than monitoring 
indicators. In actuality, the PCR noted that a benefit monitoring and evaluation manager only joined the 
PMO in August 2005 under the SEMP II (the follow-on project). As a result, there was no systematic 
monitoring of progress of project components and their outcomes until 2005, except for regular 
monitoring on financial and physical progress by MOE’s Planning Division.   
 
The Validator appreciates that the monitoring and evaluation issue has been corrected under the 
follow-on project. 
 
G. Others (e.g., safeguards, including governance and anticorruption; fiduciary aspects; 

government assessment of the Project, as applicable) (PCR assessment and validation) 
 
The PCR noted that no safeguard issues arose during implementation. Construction of science 
laboratories followed ADB’s Environment Policy (2002), and school upgrading did not involve any 
resettlement or land acquisition. Some governance issues arose early in the project regarding 
procurement, but they were resolved. The overall success of the Project and its impact on governance 
of the sector is reflected in the fact that it has become the basis of two further important ADB loans in 
the sector.   
 
The Validator agrees with the PCR findings mentioned above. 
 
H. Ratings 

PCR 
Independent 
Evaluation 
Department 

Review 

Reasons for 
Disagreements/Comments 

Relevance Highly relevant Highly relevant Agreed 
Effectiveness in 
Achieving 
Outcomes 

Effective Effective Agreed 

Efficiency in 
Achieving 

Efficient Efficient Agreed 
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Outcomes and 
Outputs 
Preliminary 
Assessment of 
Sustainability 

Likely Likely Agreed 

Performance of 
Borrower and 
Executing Agency 

Satisfactory Satisfactory Agreed 

Performance of 
ADB 

Satisfactory Satisfactory Agreed 

Impacts Significant Significant Agreed 
Overall Assessment Successful Successful Agreed 
Quality of PCR  Satisfactory See section I 
 
I. Comments on Project Completion Report Quality 
 
The PCR is satisfactory because (i) it was consistent with the PCR Guidelines and was well-written and 
concise; (ii) it clearly described the scope of the Project and implementation history; (iii) it clearly 
assessed outputs, outcomes, and impacts; and (iv) since its assessment was backed up by field 
surveys, the methodology used and the findings derived are considered sound. 
 
J. Recommendation for IED follow-up: 
 
None. 
 
K. Data Sources for Validation 
 
The data sources include the Project’s Report and Recommendation of the President, PCR, and 
back-to-office reports on loan review missions. 
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REGIONAL DEPARTMENT’S RESPONSE TO THE PROJECT COMPLETION REPORT 
VALIDATION REPORT 

 
On 12 November 2008, the Independent Evaluation Department (IED) circulated the draft 
Project Completion Validation Report for interdepartmental comments. IED received comments 
from the Sri Lanka Resident Mission on 18 November 2008. The Resident Mission, also 
speaking on behalf of the South Asia Department, supports the assessment provided in the 
report. 
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