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I.  PROJECT DESCRIPTION 

 
A. Rationale 
 
1. The North-West Frontier Province (NWFP) of Pakistan (subsequently renamed 
Khyber Pakhtunkhwa [KPK]) bordering Afghanistan comprises a land area of about 75,000 
square kilometers (km2) and a population of about 22 million. NWFP has exceptional natural 
beauty but a high incidence of poverty (about 40% compared with the national average of 
about 32%). It also has a low level of literacy, especially among the poor, women, and the 
rural population (at appraisal only about 57% for males, and about 20% for females). The 
province has high unemployment alongside a number of unfilled job vacancies, largely 
because suitably skilled personnel are not available in adequate numbers. The 
nonavailability of ample numbers of skilled workers has also kept NWFP from participating 
fully in employment opportunities overseas—depriving the province of possible income from 
remittances and potential poverty reduction. The Restructuring of the Technical Education 
and Vocational Training (TEVT) System Project sought to address poverty reduction in 
NWFP by enabling the province to partake in the employment market more effectively and 
by augmenting its earnings.  
 
B. Expected Impact 

2. The project was designed to improve the internal and external efficiency of the TEVT 
system and to impact poverty reduction by promoting livelihood programs and enhancing 
productivity, especially in small and medium-sized enterprises (SMEs) in industrial, 
commercial, and agricultural sectors of NWFP.  
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C. Objectives or Expected Outcomes 
 
3. The project’s specific objectives were to assist the Directorate of Technical Education 
and Manpower Training (DTEMT) under the Department of Industries (DOI) of the Provincial 
Government of NWFP (PGNWFP) in (i) restructuring and strengthening the institutional 
capacity, efficiency, and autonomy of TEVT institutions; (ii) improving the quality and 
relevance of TEVT programs; and (iii) enhancing access to quality TEVT, particularly among 
the rural poor and women. 
 
4. Spread over 6 years, the project outcomes were expected to benefit 11,000 students 
(3,000 graduates) and 450 teachers in 12 polytechnics. In addition, the project was expected 
to benefit 20,000 students and 390 teachers in 38 technical and vocational training centres 
(TVTCs). Another 20,000 youth, unemployed, and dropouts were expected to benefit from 
nonformal training programs. About 550 persons were to benefit through membership of 
different committees and organizations. On the whole, 75% of the beneficiaries were 
expected to be from rural areas, 40% poor, and 25% women.   
 
D. Components and Outputs 

5. The project had three components: (i) institutional development, (ii) improvement in 
the quality and relevance of TEVT, and (iii) access and equity enhancement. Within each of 
these components, the project targeted a number of subcomponents and activities. These 
are detailed below according to the project’s report and recommendation of the President 
(RRP).  
 

1. Component I: Institutional Development 
 
6. The task of institutional development was planned to be undertaken through three 
subcomponents: (i) restructuring and strengthening the capacity of the DTEMT, (ii) 
strengthening the capacity and efficiency of TEVT institutions, and (iii) implementing a 
performance-based management system in TEVT institutions. 
 
7. Subcomponent 1: Restructuring and strengthening the capacity of the 
Directorate of Technical Education and Manpower Training. This subcomponent was to 
(i) strengthen the research and development cell1

 

 and incorporate it under the DTEMT, 
(ii) implement and institutionalize a quality assurance and accreditation system, and 
(iii) institutionalize district management committees for TEVT. Further, under (i) above, the 
project was to help the DTEMT (i) establish a quality assurance and accreditation system; 
(ii) strengthen and institutionalize the registration, monitoring, and assessment of TEVT 
institutions throughout the province; (iii) develop accreditation standards, a quality assurance 
system, and mechanisms, including criteria, guidelines, manuals, and instruments, to assess 
and improve the quality of TEVT programs; and (iv) provide equipment, training, and seed 
money to implement the system in public and private TEVT institutions. 

8. Subcomponent 2: Strengthening the capacity of technical education and 
vocational training institutions. The project aimed to (i) strengthen the capacity and 
resources of institute management committees and center management committees, (ii) 
implement management development programs for principals and key staff members, and 
(iii) implement a performance-based management system in TEVT institutions.  
 

2. Component II: Improvement in the Quality and Relevance of Technical 
Education and Vocational Training 
 

9. This component had three subcomponents:  
                                                 
1  These were set up under Loan 1373-PAK (SF): Technical Education Project for $60 million, approved on 19 

September 1995. In 2004, the PCR rated the project successful.   
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(i) Subcomponent 1: Competency-based training system development and 
examination reform was divided into (a) competency-based training system 
development, and (b) examination reforms.  
 

(ii) Subcomponent 2: Quality improvement through facilities upgrading and 
learning resource development included (a) constructing new facilities for 
five TVTCs for girls, (b) upgrading of equipment in 26 TVTCs, (c) upgrading of 
three polytechnics to centers of excellence, (d) the introduction of a mining 
technology program, (e) upgrading of computer laboratories in 22 commercial 
colleges and two training centers, and (f) development of learning resource 
centers.  
 

(iii) Subcomponent 3: Improving the relevance of technical education and 
vocational training through innovative schemes envisaged a number of 
innovative training and work opportunities, to be taken up in collaboration with 
private sector business organizations or nongovernment organizations 
(NGOs). These included (a) an entrepreneurship training program under 
which graduates were to be provided encouragement, support, and 
opportunities for starting their own enterprises in collaboration with the private 
sector and the NGOs; (b) more on-the-job training for TEVT students with the 
help of institute management committees and center management 
committees; (c) support to make nine employment exchanges more efficient 
in placing students in job markets; and (d) establishing a number of 
production-cum-service centers in selected TEVT institutions to function as 
independent business units.  

 
3. Component III: Access and Equity Enhancement 

 
10. This component involved the (i) introduction of an equivalency and certification 
system, (ii) implementation of nonformal livelihood skill improvement programs, and (iii) 
establishment of two TVTCs for girls.  
 
E. Provision of Inputs  

11. The Asian Development Bank (ADB) provided a loan of $11.0 million to finance 70% 
of the total project cost of $15.7 million, and the PGNWFP was to fund the remaining $4.7 
million. The ADB loan was to the Government of Pakistan (the borrower), which onlent the 
amount to the PGNWFP on the same terms and conditions. The loan was to finance civil 
works and equipment including computers, furniture, and training programs. The project had 
77 person-months of consulting services—15 person-months international and 62 person-
months national. A higher education institution and/or management institute was to be 
selected and engaged for the management development program, performance-based 
management, and development of a competency-based training system. 
 
F. Implementation Arrangements 

12. The DOI of the PGNWFP was the executing agency and the DTEMT was the 
implementing agency. The project was to be implemented by the project management unit 
under the guidance of the project steering committee, chaired by the additional chief 
secretary of the PGNWFP’s Planning and Development Department. Each district covered 
by the project was expected to establish a district management committee and assign a 
district project coordinator to supervise and implement district-level activities. The project 
management unit was to provide technical support to coordinators.  
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II.  EVALUATION OF PERFORMANCE AND RATINGS 
 
A. Relevance of Design and Formulation  
 
13. The project completion report (PCR) assesses the relevance of the design and 
formulation partly satisfactory. At appraisal, the project was in line with the development 
plans of the federal and provincial governments and was consistent with Pakistan’s 
education sector policy and the national poverty reduction strategies. Likewise, it was 
consistent with ADB’s country strategy2, its Long-Term Strategic Framework3

 

, and the 
education sector policies. ADB had recently completed a full-fledged technical education 
project (footnote 1) at the national level, under which some important reforms had been 
carried out, such as setting up of the national Technical Education and Vocational Training 
Authority and constructing 32 new polytechnics, including five in NWFP. Thus, at the time of 
preparing the project, ADB was expected to know the sector situation and was familiar with 
its key institutions.   

14. The project design was quite comprehensive and attempted to address the problems 
of TEVT exhaustively. It recognized the need to carry out reforms at the systems level as 
well as the operational level in pedagogy, testing, and certification. It catered to the TEVT 
administrators, teachers, students, dropouts, and left-outs; and sought to extend support to 
those who were beyond TEVT in the nonformal sector, especially the poor and women. It 
envisioned cross-sectoral linkages with the private sector, business organizations, and civil 
society organizations so that TEVT would grow in a demand-driven manner. The description 
of components (paras. 6–10) reveals the comprehensive, interlinked, and complex nature of 
the project. This is difficult to understand because it has so many layers, and the distinctions 
among them are not clearly stated.   
 
15. The PCR observed that a number of reforms were “ill-conceived.” This validation is of 
the view that the project design failed to fathom fully the institutional context in which it was 
operating. For example, it did not give due attention to the nature of the relationship between 
the DOI and DTEMT on the one hand, and the DTEMT and TEVT institutions on the other. 
All three organizations were somewhat isolated and remote from the development of school 
education in the province, as if TEVT programs had no interface with general education or 
low levels of literacy in the province. Further, the project had to operate in a context of 
federal–provincial relationships. These arrangements are important, as the project was 
addressing some issues that straddled the federal and provincial divide (e.g., changes in the 
curriculum). Likewise, the project mentions the demand for skills from the overseas markets 
in Malaysia and the Middle East but it is not cognizant of the wider national market for skills 
within Pakistan beyond NWFP.  
 
16. Although the project put forth innovative and new ideas to be pursued for promoting 
TEVT, it pushed these innovations without any careful preparation, phasing, or pilots tests 
being undertaken. During processing of the project, the PGNWFP drew attention to some 
aspects of the project that it wanted ADB to reconsider and change. There were 
discrepancies between the version ADB was processing and the one that was being 
prepared by the PGNWFP for PC-1 (government project document) approval. This was 
brought to the project team’s attention a number of times without much success. The 
communication gap even delayed loan negotiations, but ADB’s project team did not address 
the PGNWFP’s concerns satisfactorily. During the loan negotiations, the matter was again 
brought up but the ADB loan negotiating team held its position firm, assuring the government 
representative that once the project has been approved, the changes could be made more 
easily and flexibly during implementation. After approval, the PGNWFP brought the subject 
up again during the inception mission. Instead of showing flexibility, as had been promised 
during the loan negotiations, the project team considered making the necessary changes 

                                                 
2  ADB. 2002. Pakistan: Country Strategy and Program (2002-2004). Manila. 
3  ADB. 2001. Moving the Poverty Reduction Agenda Forward: The Long-Term Strategic Framework of the Asian 

Development Bank (2001-2015). Manila. 
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during the midterm review scheduled to take place in year 3 of the project. However, at the 
request of the Government of Pakistan, the project was closed prematurely—before the 
midterm review. Noting the discrepancy between the ADB version and the PC-1, the 
Government of Pakistan took the initiative to reconcile the difference under its own aegis. 
However, these efforts were in vain.    
  
17. Without going into the merits or demerits of the “discrepancies,” it would have been 
better if the project team had managed to avoid such a stance during project design and 
formulation. As it transpired, the project team failed to persuade the PGNWFP to understand 
ADB’s viewpoint. This may have disrupted the commitment to implement the project fully, 
and robbed NWFP of an opportunity to benefit from the comprehensive project design. This 
validation concurs with the PCR’s evaluation that the relevance of design and formulation is 
partly satisfactory or partly relevant. 
 
B. Effectiveness in Achieving Project Objectives 
 
18. The PCR assessed the project less effective. Although the project was under 
implementation for about 3 years and 8 months (more than 60% of its total envisaged life of 
6 years at appraisal), it only used a fraction of its total resources ($2.5 million or 16%) and 
had little achievements to its credit. Under the first component of institutional development, 
there were seven different activities. Of these, PCR assessed five partly successful, and the 
remaining two unsuccessful. Likewise, five activities were to be accomplished under the 
second component addressing the quality and relevance of TEVT institutions. Of these, only 
two (civil works, and equipment and furniture) were assessed partly successful, and the 
other three were unsuccessful. All activities under the third component dealing with access 
and equity enhancement were assessed unsuccessful. The executing agency did not 
consider the nonformal subcomponent of TEVT relevant for implementation and sought to 
change this component without any outputs and outcomes in relation to the three objectives: 
(i) restructure and strengthen institutional capacity, efficiency, and autonomy of TEVT 
institutions; (ii) improve the quality and relevance of TEVT programs; and (iii) enhance 
access to quality TEVT, particularly among the rural poor and women. This validation 
concurs with the PCR that the project was less effective. 
 
C. Efficiency of Resource Use in Achieving Outputs and Outcomes 
 
19. The PCR assessed the project as inefficient. Some equipment and furniture, 
including computers for commercial colleges and employment exchanges, were procured 
under the project (in the amount of PRs18.3 million). The PGNWFP procured additional 
equipment after the project closed, with its own funds, to upgrade TEVT institutions. Training 
contracts were signed with consulting firms (Semiotics and the Asian Institute of 
Developmental Studies4

 

 [AIDSI]) and some staff members were trained and undertook study 
visits. However, the executing agency was not ready for undertaking policy reforms and 
institutional changes, whether at DTEMT level or in TEVT institutions. It was not fully 
committed to the design proposed under the project. For example, it introduced institute 
management committees/center management committees in only five institutions on a pilot 
basis and wanted to implement reforms only in a phased manner. It was particularly 
reluctant about reforms interfacing with the private sector or promoting outreach of TEVT in 
the nonformal sectors.  

20. More importantly, the project sought to revise the TEVT curriculum but the executing 
agency could not proceed with it—under Pakistan’s federal–provincial arrangements, the 
curriculum development function falls under the jurisdiction of the federal government. 

                                                 
4 On 30 September 2008, ADB informed the KPK government that AIDSI was affiliated with the Mandala 

Agricultural Development Corporation (MADECOR). MADECOR and all of its affiliates are debarred by ADB’s 
Integrity Oversight Committee for a minimum period of 10 years starting on 31 May 2006. The sanction 
imposed on MADECOR also applies to AIDSI. The PCR notes that the sanction did not affect project 
implementation as AIDSI had to fulfill its contractual obligations (PCR, p. 9, footnote 12).   
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Furthermore, the executing agency had an interest in opening four new TEVTs and 
undertaking related civil works under the project, but ADB did not agree to this despite 
repeated requests. Thus, no agreement between the executing agency and ADB could be 
reached with regard to some of the project proposals. Consequently, only a few activities 
were implemented and even those only partially. These were insufficient to yield meaningful 
gains. Hence, the TEVT system did not register any decline in dropouts. There was also no 
improvement in the pass-out rates, or in improving access to TEVT for women or left-out 
youth. This validation concurs with the PCR’s assessment that the project was inefficient in 
resource utilization.               

D. Preliminary Assessment of Sustainability 
 
21. The PCR assesses the project unsustainable. The project attempted a number of 
reforms that would have made the NWFP TEVT system modern and more effective for the 
province. However, measures envisaged under the project turned out to be too advanced for 
the province. The DOI had no prior track record or experience of working with ADB as an 
executing agency. The DTEMT as an implementing agency did not have the full mandate 
from the DOI to implement the project components as designed. Further, any curricular 
reforms were outside the jurisdiction of these provincial organizations. TEVT institutions 
were more interested in securing equipment and furniture. Bordering Afghanistan, the 
province in general has been subjected to pervasive conflict and violence. Under these 
circumstances, it is unlikely that TEVT reforms can be prioritized and implemented in a 
sustainable manner. To its credit, the provincial government has tried to invest some 
resources of its own after the closure of the project. However, these remain inadequate, and 
are not backed up by other institutional changes identified under the project. As such, this 
validation concurs with the evaluation that the preliminary assessment of sustainability is 
unsustainable.     
 
E. Impact  
 
22. The expected project impacts (para. 2) did not take place. The project had no 
adverse environment, social, or economic impact. It also failed to impact poverty or gender 
issues positively, as TEVT institutions and TVTCs did not receive the envisaged financial 
and technical inputs as planned under the project. 
 

III.  OTHER PERFORMANCE ASSESSMENTS 
 
A. Conditions and Covenants 

23. Of the 15 covenants, six were fully met, and another four were partially met. The 
remaining five covenants were not met, as the executing agency was not in agreement with 
some of these, and as noted in the PCR, found them “unrealistic.” The unmet covenants 
related to district management committees, time-bound actions concerning the 
establishment of a competency-based training system, general assurances, recurrent 
costs, and gender considerations. The covenant related to the changes in curriculum fell 
outside the ambit of the provincial authority, as the subject related to the federal 
government. 
 
B. Performance of Consultants, Suppliers, and Contractors 

24. Three consulting firms were engaged under the project to provide various services 
and technical inputs. These were AIDSI, HTSPE, and Semiotics. Their inputs were 
satisfactory and well-received although some of the follow-on activities were not completed 
as the project had closed earlier than envisaged at appraisal. Contractors completed civil 
works in line with specifications and on time, but one TVTC in Karak was not operational.   
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C. Performance of the Borrower and/or Executing Agency 

25. The performance of the borrower and executing agency is partly satisfactory as it 
failed to implement the project in full as it was designed and negotiated. The executing 
agency was not able to justify the components it sought under the project and failed to 
convince the ADB project team of their merit. Further, the executing agency has not fully 
convinced itself and committed to the merit of several TEVT reforms that had been designed 
and included under the project. These disagreements created a discordant situation. 
Apparently, the executing agency tried to present the ADB project team with a closed deal 
by getting additional civil works approved under the PC-1 pro forma. The federal government 
representatives who had more experience—hence a better knowledge of ADB operations—
did not succeed in breaking the impasse.  
 
D. Performance of the Asian Development Bank 

26. The performance of ADB is partly satisfactory. Like the executing agency, ADB 
failed to resolve the discrepancy in the design of the project despite repeated attempts of 
the executing agency to draw its attention to the problem. It also failed to heed repeated 
requests of the federal government regarding this issue, including an alternative suggested 
by the Office of the Prime Minister. This is unusually nonresponsive behavior on the part of 
the project team. Despite such a serious unresolved and pending issue, the project officers 
continued to report satisfactory performance on both counts of development objectives as 
well as implementation progress almost until it was terminated earlier than envisaged at 
appraisal. It is possible that the project team has solid arguments in its defense. However, 
nothing could justify forcing the project on an inexperienced executing agency, especially 
after knowing it was not agreeable to the proposals. This validation concurs with the PCR 
evaluation and assesses ADB’s performance as partly satisfactory. 
 

IV.  OVERALL ASSESSMENT, LESSONS, AND RECOMMENDATIONS 
 
A. Overall Assessment and Ratings 

27. NWFP is a relatively less developed and poor province of Pakistan. Labor skills are 
the only thing the poor have for eking out their livelihood. Hence, for poverty reduction, it was 
appropriate for ADB to seek to improve the skills of the province’s inhabitants. However, the 
project tried to accomplish too many things. While the objectives were laudable and worthy 
of achieving, to develop an effective TEVT system, the process adopted was impractical and 
unrealistic, especially for an executing agency that had no prior experience.  

 
Table: Overall Ratings 

 PCR IED Review Reason for 
Disagreement/Comments 

Relevance: Partly satisfactory 
or partly relevant 

Partly relevant  

Effectiveness in 
Achieving Outcome: 

Less effective Less effective  

Efficiency in 
Achieving Outcome 
and Outputs: 

Inefficient Inefficient  

Preliminary 
Assessment of 
Sustainability: 

Unsustainable Unsustainable   

Borrower and 
executing agency: 

Partly satisfactory Partly satisfactory  

Performance of 
ADB: 

Partly satisfactory Partly satisfactory  

Impact: Negligible Negligible  
Overall 
Assessment: 

Unsuccessful Unsuccessful  

Quality of PCR:  Satisfactory  
ADB = Asian Development Bank, IED = Independent Evaluation Department, PCR = project completion report. 
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28. The project was overdesigned. Instead of taking a flexible stance to establish rapport 
with the new executing agency, the project team remained indifferent to their concerns and 
reservations. It did not even heed the pointers coming from the federal government. 
Consequently, the project was implemented in patches and half-heartedly and eventually 
had to be closed for lack of progress. The factors responsible for this failure included (i) an 
ambitious and complex project design, (ii) unrealistic and impractical procedures and 
interventions, (iii) lack of familiarity with the federal–provincial jurisdictions and lack of 
experience on the part of the executing agency and implementing agency, (iv) incompatible 
civil works cost estimates with government standards, and (v) frequent changes in project 
administration teams at ADB.  
 
B. Identifications of Lessons  

29. The PCR identifies a number of useful lessons (especially in paras. 51, 52, and 53). 
The present validation supports them in full. These are reiterated here: (i) the project design 
should be in consonance with the implementation capability of the executing agency, 
especially when it is the first project, or the executing agency is generally inexperienced; (ii) 
since excessively complex projects face an exponentially rising risk of failure, this must be 
avoided unless the problem can only be addressed through an innovative and untried 
solution; and (iii) subnational operations need to be prepared and processed more cautiously 
and carefully since their functions and powers are derived from multiple sources with 
overlapping jurisdictions.       
 
C. Recommendations for Follow-Up 

30. The PCR suggests that TEVT in KPK is an unfinished agenda. This validation 
agrees. ADB should resume the task with a follow-up project. However, at the provincial 
level, it should only address those concerns that can be gainfully addressed there. For 
example, curriculum development, examination reforms, testing, and certification should be 
left preferably to be handled at the federal level. This is because the labor and employment 
market is not divided along the provincial divisions and is one country-wide integrated entity.  
 

V. OTHER CONSIDERATIONS AND FOLLOW-UP 
 
A. Monitoring and Evaluation Design, Implementation, and Utilization 

31. As the project closed before its full term, it did not have the benefit of midterm 
evaluation or set up a complete benefit monitoring system. From the brief description, the 
implementation seems to have proceeded smoothly except for the discrepancy. There are 
also no adverse reports on the utilization of the loan and project facilities.  
 
B. Comments on Project Completion Report Quality 

32. ADB’s Independent Evaluation Department assesses the quality of the PCR as 
satisfactory. It was well written, evidence-based, and candid.  
 
C. Data Sources for Validation 

33. The sources of data for this validation consist of (i) the RRP; (ii) back-to-office 
reports, aide-mémoires, and related correspondence; (iii) the ADB PCR; and (iv) the 
government PCR. 
 
D. Recommendation for Independent Evaluation Department Follow-Up  

34. No Independent Evaluation Department follow-up is required.   
 



 

 
REGIONAL DEPARTMENT’S RESPONSE TO THE PROJECT COMPLETION REPORT 

VALIDATION REPORT 
 
 
On 19 December 2011, Director, Independent Evaluation Division 1, Independent Evaluation 
Department (IED), received the following comments from the Public Management, Financial 
Sector, and Trade Division, Central and West Asia Department: 
 

We have reviewed the final draft PCR Validation Report of Loan 2135-PAK: 
Restructuring of the Technical Education and Vocational Training System 
Project (North-West Frontier Province) and have no further comments. 
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