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I. PROJECT DESCRIPTION 

A. Rationale  

1. Overseas remittances from Tuvaluan seafarers, comprising 50%–60% of family income, 
have been the economic backbone of Tuvalu’s outer islands, especially in areas dominated by 
subsistence activity. To ensure the continued employment of Tuvaluan seafarers, it is crucial to 
meet the International Maritime Organization’s (IMO) training requirements by upgrading the 
Tuvalu Maritime Training Institute (TMTI) located in Amatuku. Specialized training equipment 
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and general upgrading of all facilities in Amatuku—supported by the project—were envisaged to 
enhance the TMTI and meet the minimum prerequisites for professional training at IMO 
standards. 

B. Expected Impact  

2. The expected project impact is for Tuvaluan seafarers to have fair access to overseas 
employment, which will allow continued flow of overseas remittances. At least 60% of 
Tuvaluans, many of whom are economically disadvantaged, were expected to receive some 
benefit from the project.1 

C. Objectives or Expected Outcomes  

3. By addressing education needs and access to international job opportunities, the 
expected project outcome was to contribute directly to a more equitable income distribution and 
poverty reduction, particularly in the outer islands. The objectives were to (i) upgrade the 
infrastructure at the TMTI and the Maritime Department, (ii) provide training equipment, and (iii) 
provide institutional support to the TMTI and Maritime Department under the project’s 
associated technical assistance.  
 
4. The project’s scope covered the following: (i) rehabilitating and extending the training 
facilities at the TMTI; (ii) upgrading the wharf facilities; (iii) improving and increasing staff 
accommodation; (iv) improving water, power, and communication services; (v) procuring 
specialized training equipment; and (vi) extending shipping service offices. 

D. Components and Outputs  

5. The project had two main components—infrastructure and training—with the following 
outputs: (i) institutional training support to the TMTI and Maritime Department, (ii) a jetty 
extension and installation of a specialized safety-at-sea training equipment, (iii) installation of a 
fire-fighting facility, (iv) expansion of the water catchment and storage capacity, (v) construction 
of new staff housing, (vi) rehabilitation and extension of trainees’ quarters and training facilities, 
(vii) installation of a backup solar power system, (viii) renovation of existing staff houses, (ix) 
installation of improved telecommunication systems, (x) procurement of a specialized training 
and operational equipment, and (xi) extension and improvement of the Maritime Department’s 
offices in Fongafale.  

E. Provision of Inputs  

6. At project approval, the total cost was $2.30 million. The Asian Development Bank 
(ADB) would fund approximately 80% ($1.85 million) of the total project costs and the rest would 
be financed by the government. This comprised $2.10 million in foreign exchange and $0.20 
million in local currency. However, the lowest substantially responsive bid that was evaluated for 
the TMTI’s upgrading was $4.69 million. Hence, the total project cost was reappraised at $4.32 
million—$4.07 million in foreign exchange and $0.25 million in local currency. At the 
government’s request in July 2004, a supplementary loan for SDR1.35 million ($2.02 million) 
was approved.  
 
7. The project completion report (PCR) noted that the huge financial gap was caused by 

1  ADB. 2002. Report and Recommendation of the President to the Board of Directors: Proposed Loan and Technical 
Assistance Grant to Tuvalu for the Maritime Training Project. Manila.   
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the following factors: (i) delay in the loan effectivity date—from 16 October 2002 to 19 February 
2003 (by this time, the cost of construction materials have increased); (ii) expansion of project 
scope in upgrading the TMTI with new civil works, and in repairing many buildings that had 
deteriorated since project appraisal in 2001; (iii) changes in the exchange rate (A$1 = $0.51 at 
appraisal) and A$1 = $0.74 at bid opening in March 2004), resulting in a price increase of 48%; 
(iv) increase in construction costs due to the exodus of expatriate Australians and New 
Zealanders back to their countries after the events of 11 September 2001, causing a building 
boom followed by an increase in construction materials in the region; (v) a large number of 
nationals left the Fiji between 2002 and 2004 to be replaced by expatriates with corresponding 
need for housing; and (vi) the Fiji is the main source of Tuvalu imports. Major building 
contractors in the Fiji estimated that labor rates increased by almost 50% and material costs 
increased by 20%–30%. Applying a labor–material ratio of 40:60, the net effect on the project 
price was a 35% increase.  
 
8. A supplementary loan with a total amount bigger than the original loan was, thus, 
provided in 2004.  
 
F. Implementation Arrangements  
 
9. The Ministry of Education and Sports (MES) was the executing agency, and a project 
management unit was set up within the MES. This unit was headed by the assistant secretary of 
the MES, assisted by the superintendent of the TMTI, the director of the Marine Department, 
and a qualified engineer from the Public Works Department (PWD). The TMTI was expected to 
coordinate the construction activities in Amatuku. However, project implementation involved 
construction by modular construction professional builders with experience in tropical areas; 
therefore, an international consultant was engaged to assist in construction supervision and all 
tender procedures. 
  
10. A project steering committee (PSC) that comprised relevant government agencies, 
including the PWD and Maritime Department, was established. The PSC was to meet quarterly 
to guide project implementation and review the planning process. 

II. EVALUATION OF PERFORMANCE AND RATINGS 

A. Relevance of Design and Formulation 

11. The PCR rated the project relevant. 2 It considered the project design relevant to date, 
and that the TMTI continued to be the major employment access for young Tuvaluans without 
higher education. The project was also expected to generate remittances that would contribute 
to welfare gains for Tuvaluans, particularly low-income earners from the outer islands, which is 
regarded strongly relevant for Tuvalu.  

12. While the program had a strong relevance, some design shortcomings were noted in the 
executing agency’s capacity to implement the project and to recognize the socioeconomic 
reality in the field. These have been the main cause of problems and difficulties faced during 
project implementation (elaborated in paras. 17–18), which necessitated a supplementary loan 
with bigger funding compared to the original loan. Considering its strong relevance in terms of 
the country’s needs despite some design weaknesses that were identified, this validation also 
rates the project relevant.  

2  ADB. 2011. Completion Report: Maritime Training Project in Tuvalu. Manila. 
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B. Effectiveness in Achieving Project Outcomes 

13. The project was rated less effective by the PCR. This validation also rates the project 
less than effective.  The basis for this rating is given below. 
 
14. The expected outcome of the project was to contribute directly to the goals of more 
equitable income distribution and poverty reduction, particularly in the outer islands. At project 
completion, it seemed unlikely that this outcome could be achieved in the next few years. Also, 
TMTI’s reputation to deliver the outcome worsened due to substantial delays in project 
implementation and the objectives that were only partly achieved. Thus, it will be difficult to 
restore the confidence of shipping lines to continue employing Tuvaluans as their crew, making 
it even harder to achieve the project’s outcome.  
 
15. On the project’s intended infrastructure outputs, all construction works since 2008—
dormitory and classroom buildings—were on hold because of structural and material defects 
due to engineering design shortfalls. This situation continued that necessitated ADB to provide a 
timeline to complete the work by the third quarter of 2009, which was agreed in an MOU. 
However, none of these outputs were achieved. Eventually, in April 2010, this work and the 
others—with modifications from the original design—were outsourced. However, 
implementation of the work only started in December 2010. During the PCR mission in 2011, 
the work was still ongoing, yet commencing quite well and was expected to be completed by 
2012.  
 
16. The training output for the accreditation of the TMTI was achieved. It received a 3-year 
accreditation to the white list of approved training institutions from the Regional Maritime 
Programme of the Secretariat of the Pacific Community. This accreditation was envisaged to 
help boost the shipping lines’ confidence in the TMTI’s capacity. However, at project completion, 
this expectation seemed doubtful. Overall, the project outputs were only partly achieved. 

C. Efficiency of Resource Use in Achieving Outcomes and Outputs  

17. The PCR rated the project efficient. The project experienced protracted delays and 
project outcomes and objectives were partly attained, although using much higher costs. If an 
assessment was conducted solely based on qualitative measures, the project could have been 
rated less efficient. This rating is based on the reevaluated economic internal rate of return 
(EIRR) of 13.1%, which is higher than the cutoff rate of 12%. The EIRR estimated at the original 
(initial) loan appraisal was 18.5% and decreased to 14.1% during the supplementary loan 
preparation. The decreased EIRR was mainly because of the increased capital cost. According 
to the sensitivity analysis, the project was robust to changes in the capital costs and to the 
ongoing operations and maintenance costs of the TMTI. However, it was more sensitive to the 
decrease in the number of trainees produced during the with-project situation, the percentage of 
seafarers’ earnings remitted to Tuvalu, and the average working career3 of trainees at sea.  

18. The PCR provided a comprehensive and detailed economic and financial analysis that 
presented sound economic logic and assumptions, including valuation and attribution of 
benefits. Since the project achieved a higher than 12% EIRR, this validation also rates the 
project efficient. 

 

3 Average working life at sea measured in years. 
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D. Preliminary Assessment of Sustainability  
 
19. The project’s sustainability was rated less likely by the PCR. This validation also rates 
the project less than likely sustainable. The government was often untimely and inadequate in 
providing disbursements for the operational expenditures of the TMTI. In addition, upgrading the 
TMTI will demand increased maintenance budget, but with the irregular availability of 
maintenance funds from the government, there is a risk of TMTI being neglected and losing its 
IMO accreditation. Therefore, the sustainability of the project’s outcomes is questionable.  

E. Impact  

20. The PCR did not explicitly rate the project’s impact. It noted that the implementation 
delay had a negative impact not only on the teaching environment in general, but also on 
TMTI’s reputation with the shipping agencies. However, the PCR assumed that once the TMTI 
has upgraded its facilities and are operational, and its compound cleaned up, it may have the 
potential to become an effective training institution, with a caveat that the teaching skills of the 
staff are upgraded and a qualified management team is recruited. It was also noted that the 
MES has been strengthened and has recognized the importance of keeping proper accounts 
and records.  
 
21. It seems too early to rate the impact of the project as of project completion stage. 
Nonetheless, this validation rates the project’s impact moderate considering that both project 
outcomes and sustainability remain weak.  

III. OTHER PERFORMANCE ASSESSMENTS  

A. Performance of the Borrower and Executing Agency 

22. The PCR’s rating for the performance of the borrower and the executing agency was 
unsatisfactory. The government was frequently untimely and inadequate in its disbursements, 
and the MES was not up to par in managing and implementing the project. The chief operating 
officer who prepared and started the project was dismissed in October 2002 and the PWD 
director passed away in mid-2007. The succeeding managers did not perform well and the PSC 
was not capable in its coordinating role. The administrative capacity of the MES, for example, in 
managing and controlling the accounts (including the imprest account), in withdrawal 
applications, and even in day-to-day bookkeeping was low and below acceptable standards. 
With this performance assessment, this validation also rates the performance of the borrower 
and the executing agency unsatisfactory. 

B. Performance of the Asian Development Bank  

23. The PCR rated ADB partly satisfactory for its performance, and this validation supports 
this rating. ADB conducted the following eight review missions: (i) seven review missions were 
undertaken during project implementation (2 in 2006, 1 in 2007, 2 in 2008, 1 in 2009, 1 in 2010); 
and (ii) one PCR mission after completion (15–17 February 2011). ADB also provided training 
seminars (2006 and 2008) to enhance the skills of the MES staff, and helped them with their 
tasks, such as completing withdrawal applications, preparing statements of expenditure, and 
following up with suppliers and contractors in the Fiji.  
 
24. Although ADB continued to be completely engaged and demonstrated flexibility during 
project implementation, it still failed to accurately assess the full extent of the deficiencies of the 
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in-country implementation capacity, and to anticipate and prepare for the problems that arose 
due to this weak capacity. Also, ADB did not react adequately to the delayed compliance with 
the loan effectiveness conditions and to the borrower’s inability to fund the shortfall identified 
after the rebidding. The supplementary loan, which amounted larger than the original loan, 
should have been more rigorously scrutinized during processing.  

C. Others  

25. Appendix 4 of the PCR stated that the borrower complied with all applicable 
national and local environmental laws, and all applicable environmental guidelines of 
ADB, and ensured that adverse environmental impacts related to the construction and 
operation of the project facilities are minimized through implementation of appropriate 
mitigation measures. 

IV. OVERALL ASSESSMENT, LESSONS, AND RECOMMENDATIONS  

A. Overall Assessment and Ratings  

26. The PCR rated the project partly successful—it was relevant, less effective, efficient, and 
less likely to be sustainable. This validation has the same ratings (see table). The project 
experienced many protracted delays and could not fully achieve its objectives and outcomes. 
Remedial work on the dormitory and classroom buildings, due to substandard design and 
construction, was still being done even during the PCR mission. The local project manager was 
unable to perform project tasks and did not fully dedicate his time to the project, while the 
consultant was inadequate in supervising the design and work progress. Moreover, the PSC did 
not fulfill its role, and the MES lacked the capacity to administer the project. Although the TMTI 
has managed to retain its IMO accreditation, its reputation has been damaged, and TMTI 
graduates of 2007 and 2008 were given substandard ratings by shipping agencies. However, if 
the MES would appropriately implement its new corporate plan (including vocational training at 
TMTI), which was being prepared during project completion, it could improve TMTI’s reputation 
and could contribute in increasing seafarer employment for Tuvaluans.  

Overall Ratings 
  Criteria PCR IED Review Reason for Disagreement  

and/or Comments 
Relevance Relevant  Relevant   
Effectiveness in 
achieving outcome 

Less effective 
 

Less than effective   

Efficiency in achieving 
outcome and outputs 

Efficient 
 

Efficient   

Preliminary assessment 
of sustainability 

Less likely 
 

Less than likely 
 

 

Overall Assessment: Partly successful  Less than successful   
Borrower and executing 
agency 

Unsatisfactory Unsatisfactory  

Performance of ADB Partly satisfactory Less than satisfactory   
Impact Not rated Moderate Please refer to paras. 20–21. 
Quality of PCR  Satisfactory Please refer to para. 31. 

ADB = Asian Development Bank, IED = Independent Evaluation Department, PCR = project completion report. 
Note: From May 2012, IED views the PCR's rating terminology of "partly" or "less" as equivalent to "less than" and 
uses this terminology for its own rating categories to improve clarity. 
Source: ADB Independent Evaluation Department. 
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B. Lessons  

27. This validation agrees with the PCR’s four major lessons to be learned from the project 
that underline the following: 
 

(i) The potential effects of Tuvalu’s weak implementation capacity were underestimated. 
Conducting a realistic and comprehensive assessment of capacity during project 
preparation is very important.  

(ii) Close involvement of ADB staff in project implementation is crucial and resources 
should be provided for this.  

(iii) Fundamental changes in procurement methods can cause implementation problems, 
especially when the implementation capacity of the recipient is weak.  

(iv) For Tuvalu, seafaring has significant effects on the income and well-being of a large 
section of the population, including the poor. However, the government did not 
provide support and attention to this—mainly due to the high turnover of government 
and project staff. This situation compounded the issue of weak implementing 
capacity. The poorly developed accountability and governance frameworks in small 
Pacific island developing member countries such as Tuvalu should be taken into 
account when designing and preparing future projects. 

C.  Recommendations for Follow-Up  
 
28. This validation supports the following recommendations from the PCR:  
 

(i) ADB to continue support for a stronger TMTI board through the Improved Financial 
Management Program and Capacity Development for Public Financial 
Management.4  

(ii) Provide development assistance to improve the management of the TMTI. 
(iii) Restore TMTI’s reputation as its operational difficulties reduce the likelihood that 

graduates will find employment. The government should (a) finalize all remedial 
works, (b) get all equipment and facilities in operational order, (c) conduct a major 
cleanup of the compound and surroundings, and (d) upgrade the teaching skills of 
the staff and to revalidate their certificates where needed. After these steps have 
been completed, the TMTI should offer the last two annual graduating classes an 
upgrade course in essential skills. 

(iv) Increase manning agencies, as there are only two manning agencies in Tuvalu, 
which service three shipping lines that employ around 50% of Tuvalu’s seafarers. 

(v) Assess diversification into vocational training. The government should assess the 
suggestions to diversify the types of training that the TMTI can offer.  

(vi) Request for another IMO audit. Whether the TMTI continues as a purely maritime 
school or is to be expanded to accommodate vocational training, the government 
should request for a new, external, and comprehensive IMO audit once all remedial 
works have been completed and the institute is fully operating again.  

(vii) If IMO accreditation is granted, ADB should consider a technical assistance to 
upgrade the skills of the teaching staff and offer revalidation of their respective 
certificates to ensure the necessary professionalism of the TMTI. 

4  ADB. 2008. Report and Recommendation of the President to the Board of Directors: Proposed Grant to Tuvalu for 
Improved Financial Management Program. Manila; ADB. 2008. Technical Assistance to Tuvalu for Capacity 
Development for Public Financial Management. Manila.  
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(viii) The project performance evaluation could only be conducted after all upgraded 
facilities at the TMTI are fully operational, the remedial work on the dormitory and 
classroom buildings has been completed, and the teaching skills of the staff have 
been upgraded. 

V. OTHER CONSIDERATIONS AND FOLLOW-UP 

A. Monitoring and Evaluation Design, Implementation, and Utilization 

29. To underline the importance of monitoring and evaluation in project implementation and 
how they are used, the monitoring and evaluation design were included in the design and 
monitoring framework in the first Appendix of the project’s report and recommendation of the 
President and in the PCR. ADB conducted seven review missions during implementation that 
undertook comprehensive and in-depth monitoring, and provided guidance and 
recommendations on possible ways to overcome the numerous problems that the project faced. 
However, many of these problems remain unsolved. This validation considers the project’s 
monitoring and evaluation design, implementation, and utilization less than satisfactory. 
 
B. Comments on Project Completion Report Quality 

30. The PCR’s presentation diligently followed ADB’s PCR preparation guidelines 5  and 
captured the necessary information to evaluate the performance of the project. It included a 
comprehensive and thorough analysis of the many weaknesses faced during project 
implementation and project preparation. It also discussed some positive aspects of the project 
and provided suggestions and/or recommendations on how to sustain or enhance these positive 
gains. The PCR presented transparent assessments of the performance of the borrower, the 
executing agency, and ADB. This validation rates the overall quality of the PCR satisfactory.  

C.  Data Sources for Validation 
 
31. Data sources for this validation were derived from the project’s report and 
recommendation of the President (RRP), PCR, back-to-office reports (23–28 April 2009, 20 
November 2008, 30 April 2009, 21 February 201), and other relevant documents and/or reports. 

D. Recommendation for Independent Evaluation Department Follow-Up 

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

5 ADB. 2009. Project Completion Report and Extended Annual Review Report. Project Administration Instructions. 
PAI 6.07. Manila. 
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