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I. PROJECT DESCRIPTION 

 
A. Rationale  

 
1. A basic level of literacy and numeracy is necessary to achieve socioeconomic progress 
and poverty reduction. The education system in the Lao People’s Democratic Republic (Lao 
PDR) had improved but it still faced some challenges. Much remained to be done to raise the 
quality of education and make it comparable to standards in neighboring countries. A low level 
of public expenditure on education was a major constraint to steady growth in the system. 
Access to education was inequitable, especially for the poor, girls, and ethnic minorities. A 
national system of teacher education and training needed to underpin efforts for improving 
quality and education development. The Second Education Quality Improvement Project 
supported the government’s efforts to raise the quality and enhance primary and secondary 
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education, and increase participation of girls and ethnic minorities.1  It built upon the reforms in 
the teacher training system initiated under earlier Asian Development Bank (ADB) activities in 
the sector.2   
 
B. Expected Impact  

 
2. The project aimed to improve the quality of education and make the education system 
more responsive to local needs. It was intended to develop a national teacher training support 
system to implement intensive teacher training programs in selected provinces and districts. 
The project aimed to increase access to primary education in selected underserved areas, 
especially the ethnic minority areas where gender disparities in access to and retention in 
education were large. The project intended to support the government’s plan to decentralize 
education management by developing institutional, management, and project implementation 
capacities at the central, provincial, district, and village levels. Children in 41 districts in 4 
provinces were expected to benefit and receive a full 5-year primary education.  
 
C. Objectives or Expected Outcome  
 
3. The project’s purpose was to help the government achieve quality education for all 
children in the Lao PDR. The overall project objectives were to (i) improve the relevance, 
quality, and efficiency of primary and secondary education by developing a teacher training 
support system, implementing a strategy to increase the number of female and ethnic minority 
teachers, enhancing the professional status and career development prospects of teachers, 
constructing and upgrading training facilities, and delivering intensive teacher training programs 
in provinces and districts; (ii) expand access to and improve retention in primary schools, 
especially of girls and ethnic minority children in the poor, underserved areas of the country; and 
(iii) strengthen the institutional capacity of central-, provincial-, district-, and village-level 
administrations to plan and manage the decentralized education system and implement the 
project.  
 
4. To improve quality of teaching and learning, and promote better access to and 
participation in education, the project was to deliver integrated activity packages such as (i) in-
service teacher training and upgrading of untrained teachers; (ii) school construction and 
rehabilitation; (iii) funds to support school operation and maintenance, activities to enhance 
learning in early grade classes and participation in education, and provide books and learning 
materials.  
 
D. Components and Outputs 
  
5. The project had three components: (i) improving the quality of teaching and learning, (ii) 
increasing access to and participation in education, and (iii) strengthening management 
capacity and project implementation. These components are detailed below: 
  
 
 
 

                                                 
1  Asian Development Bank (ADB). 2001.  Report and Recommendation of the President to the Board of Directors: 

Proposed Loan to the Lao People’s Democratic Republic  for the Second Education Quality Improvement Project. 
Manila. 

2  ADB. 2000. Lao People’s Democratic Republic: The Education Strategic Vision up to the Year 2020. Vientiane. 
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1. Component 1: Improving the Quality of Teaching and Learning 
 
6. Component 1 comprised three subcomponents: (i) building a teacher training system 
and teacher development capacity such as teacher incentives, salaries, and working conditions; 
(ii) upgrading teacher training centers and other training facilities, and equipment; and (iii) 
delivering integrated provincial and district teacher training programs in 70 districts in 9 
provinces. 
 

2. Component 2: Increasing Access to and Participation in Education 
 
7. The project aimed to increase access to and participation in primary education in 41 
districts in 4 provinces (Bokeo, Louang Phrabang, Savannakhet, and Sayaburi) in three phases: 
8 districts in phase 1, another 8 districts in phase 2, and 25 districts in phase 3. This component 
included mapping and collecting school-related data in the first year of each phase to identify 
the needs and demand for school construction, and determine the requirement of school funds 
in the underserved areas. The upgrading of incomplete schools to five grades and building of 
new complete schools in villages without access to primary education were prioritized. The 
project also supported the construction of multigrade schools of two or three classrooms. 
 

3. Component 3: Strengthening Management Capacity and Project 
Implementation 

 
8. The project aimed to improve the capability of the different administrative units to 
manage the tasks assigned to provincial education services (PESs), district education bureaus 
(DEBs), and communities/villages. The project aimed also to strengthen the capacity of the 
Ministry of Education (MOE) to supervise, monitor, and regulate the decentralization process. 
The project was to coordinate closely with the ADB-funded Basic Education (Girls) Project, the 
World Bank, and other bilateral agencies involved in strengthening the management of 
education. The project’s approach was to build on and improve current management structures 
and practices, including management of PESs, provincial units for construction and 
development assistance, the DEBs, the Teacher Upgrading Program system, and the 
pedagogical adviser and school cluster systems. In particular, the coordination function of the 
PES to deliver in-service training and teacher upgrading programs through teacher training 
centers, the Teacher Development Center, and Teacher Upgrading Program–Network Teacher 
Upgrading Centers was to be strengthened in cooperation with the pedagogical adviser system 
and resource centers. 
 
E. Provision of Inputs  
 
9. The total cost of the project was estimated at $37.60 million equivalent (including taxes 
and duties, physical and price contingencies, and interest charges during construction). The 
actual total cost was $47.47 million. ADB provided a loan of $23.49 million equivalent from its 
Special Funds resources, with a term of 32 years, including a grace period of 8 years. The 
Swedish International Development Cooperation Agency (SIDA) was expected to cofinance 
$9.60 million to the project, which was increased—the actual grant from SIDA amounted to 
$14.98. The borrower provided $9.00 million. 
 
F. Implementation Arrangements  
 
10. The MOE had the overall responsibility for project coordination and implementation. A 
steering committee of the MOE with representatives from the Ministry of Finance and other 



 4

ministries and committees was responsible for overseeing project implementation. A project 
implementation unit (PIU) was established within the MOE to implement project activities. The 
provincial PIUs and the district PIUs were set up in the PESs and the DEBs to coordinate, plan, 
implement, monitor and supervise, and report on project activities at these levels. The PIU was 
to coordinate with its provincial and district counterparts. 
 

II. EVALUATION OF PERFORMANCE AND RATINGS 
 
A. Relevance of Design and Formulation 
 
11. The project completion report (PCR)3 rated the project design and formulation highly 
relevant to the sector’s actual needs such as (i) lack of standardization of in-service training 
materials, (ii) shortage of qualified teachers in remote areas, (iii) substandard teaching because 
of low wages, (iv) low enrollment of poor and ethnic girls, and (v) the weak institutional capacity. 
The project minimized education sector gaps and was fully aligned with the Fifth National 
Socioeconomic Development Plan 2001–2005, the MOE’s Education Strategic Vision, and 
ADB’s Country Strategy and Program 2001–2005, which aimed to reduce poverty and help the 
Lao PDR achieve the Millennium Development Goals (MDGs) and Education for All (EFA) 
targets. The project design remained relevant with the Sixth National Socioeconomic 
Development Plan 2006–2010, which emphasized continued support to education development 
in remote and ethnic areas and achieving the MDGs and EFA targets. 
 
12. The PCR noted that the project design was ambitious. It overestimated the 
implementation capacity of provincial and district education officials, and underestimated the 
remoteness, and transportation and communication problems. The implications of the 
government’s decentralized management policy were not fully foreseen, hence, not factored in 
adequately in the project design. The loan review reports described many delays, which were 
mainly caused by the (i) lack of coordination among departments, the executing agency, and 
consultants; and (ii) delayed preparation of the project implementation plan and staff 
development plan. This necessitated extensions of the project’s closing date to December 2007, 
then to late 2009, and eventually the actual closing date was 29 December 2010—a delay of 2.5 
years from the approved closing date of 30 June 2008. The project’s design and formulation, 
however, was flexible in addressing changing circumstances, which enabled a major change in 
scope in June 2008. ADB persevered, and the project responded appropriately to the issues 
that arose during implementation. Finally, the project design repeatedly mentioned the issues of 
financial sustainability of education in the Lao PDR in the report and recommendation of the 
President (RRP) but did not address the issues rigorously (para. 17). Based on these reasons, 
the validation downgrades the project design and formulation to relevant.4 
 
B. Effectiveness in Achieving Project Outcome  
 
13. The PCR rated the project effective. The outcome envisaged at appraisal was achieved. 
The incentive packages and increased teacher salaries increased teachers’ motivation and 
encouraged secondary graduates to enroll in teacher education institutes. The student-centered 
teaching-learning method increased the students’ motivation and inspired them to attend school 
and participate actively in classes. The new method contributed to a reduced repetition rate 

                                                 
3  ADB. 2011.  Completion Report:  Second Education Quality Improvement Project in Lao People’s Democratic 

Republic. Manila. 
4  The operations department did not agree with the revision of the rating in the draft validation report. 
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from 18.3% in 2005/2006 to 14.2% in 2009/2010, while students’ attendance rates increased 
from 72.4% to 79.0% during the same period. Additional schools were also rehabilitated 
because of loan savings ($4.0 million) arising from the depreciation of the US dollar against 
special drawing rights (SDR) and the Swedish kronor during implementation period. The 
management capacity of the MOE, the PES, and the DEB was substantially improved. At 
project completion, all provincial education offices and district bureaus were able to prepare 
development plans in a timely manner. This validation concurs with the PCR’s effective rating.  
 
C. Efficiency of Resource Use in Achieving Outcome and Outputs  
 
14. The PCR rated the project efficient in achieving outcome and outputs. The project 
exceeded many of its outputs in spite of increased costs of civil works and the government’s 
training allowances, and delays in implementation. 5  It also provided core textbooks to all 
schools in the project’s provinces—originally not included in the project design. Upgrading and 
renovating existing schools involved the communities instead of private contractors. This 
approach reduced construction cost by about 30% and contributed to increased community 
ownership of school maintenance. Moreover, the project’s achievement contributed to the 
increase of national enrollment rates and reduction of repetition rates of primary education, 
which contributed toward achieving the MDG targets by 2015. However, project implementation 
was delayed in the first 2 years because of the resignation of the technical assistance team 
leader and a change in project director. But the executing agency continued to be committed to 
implementing the project, as a result of which project objectives were achieved, committed, and 
exceeded project targets in many areas and had a major change in scope in June 2008. The 
validation also rates the project efficient.  
 
D. Preliminary Assessment of Sustainability 
 
15. The PCR assessed the project as likely to be sustainable. This assessment is mainly 
based on the following accomplishments: (i) the renovated and newly built schools have a 
lifespan of about 20 years with their maintenance assured by continued community 
participation, (ii) enrollment in secondary education will be encouraged by parents and 
communities that have gained increased awareness of the importance of education, (iii) the 
curriculum and materials for the Teacher Upgrading Program and in-service teacher training 
have been adopted nationwide and are being implemented under the EFA, and (iv) capacity 
building for provincial and district staff continues under the ongoing and subsequent projects. 
The PCR did not deal with the issue of financial sustainability of education in the country 
although it mentions it (paras. 1 and 27). This is despite the fact that financial sustainability 
constituted the core of policy dialogue in the RRP, which dealt with the multiple facets of 
financial sustainability at length, especially the low share of recurrent budget in the total 
educational expenditure. However, the validation understands that financial sustainability of the 
education sector is being improved as additional budget is allocated from the revenue. The 
validation therefore also rates the project likely to be sustainable.   
    
E. Impact  
 
16. Although the PCR did not explicitly rate the project’s impact, it stated that “the project 
has substantially contributed to achieving Lao PDR objectives for attaining universal education 
and EFA,” indicating that it considered the project’s impact positively. Moreover, the PCR based 
its assessment on the achievements of the project’s performance indicators under impact/goals, 

                                                 
5  There were no financial deficit due to US dollar depreciation against the SDR and the Swedish kronor. 
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such as (i) an increased number of children enter primary education and a reduction in 
repetition rates, (ii) an increased number of students remain in school up to grade 5, (iii) 
reduction in primary education gender and ethnicity gaps, and (iv) an increased number of 
students reaching at least grade 3 literary and numeracy standards. The expansion of education 
facilities has increased the number of students to 58,000 in remote areas, which resulted in an 
increase in the national enrollment rate to 92.7% in 2009/2010 from 83.9% in 2005/2006. The 
project also had an indirect impact on poverty reduction as those children are able to read, 
write, and undertake basic numeracy skills, which eventually would enable them to improve their 
economic activities. Based on the above justifications, and others mentioned in the PCR, 
including the communities’ increased awareness of the importance of education, which 
encouraged parents to support girls, especially ethnic girls’ attendance, and led to a gender 
parity index in primary education of 0.98, the validation rates the project’s impact as substantial.   
 

III. OTHER PERFORMANCE ASSESSMENTS  
 
A. Performance of the Borrower and Executing Agency 
 
17. The PCR rated the performance of the borrower and executing agency as satisfactory. 
However, the project’s loan review mission reports indicated that project implementation 
delays were caused by the resignation of the technical assistance team leader and a change 
in project director in the first 2 years. However, as indicated earlier (para. 14), the executing 
agency was committed to implement the project. Consequently, project objectives were 
achieved and even exceeded the project targets in many areas. The lack of coordination 
among departments, between the executing agency and consultants, and the gap between the 
preparation of the project implementation plan and the staff development plan was caused by 
the delayed deployment of consultants. The project had two extensions. The baseline survey 
that should have been undertaken at the beginning of the project was much delayed, and was 
only conducted in May 2005—more than 3 years after project start-up. Notwithstanding the 
validation rates the performance of the borrower and the executing agency as satisfactory. 
 
B. Performance of the Asian Development Bank  
 
18. Based on the project’s RRP, the PCR, and loan review mission reports; this validation 
notes that the project had a very slow start because of the unpreparedness of the executing 
agency and lack of coordination between different parties involved in implementation. This was 
also caused by the rather complicated and ambitious project design, which made the 
validation’s rating as relevant instead of agreeing with the PCR’s rating of highly relevant. To 
its credit, ADB realized these difficulties and continued in helping find solutions such as (i) 
recruitment of additional international and national consultants to help the executing agency 
conduct the baseline survey; and (ii) allowing changes in scope to make the project more 
realistic and doable, yet still reaching its objectives and outcomes. From May 2002 to January 
2011, ADB fielded 22 missions, comprising 1 inception mission, 18 review missions, 1 midterm 
review mission, 1 special project administration mission, and 1 project completion mission. 
These missions were useful in collecting information on the status of project implementation, in 
identifying bottlenecks, and helping find solutions for complex issues by recommending 
necessary actions. ADB also granted extensions of the loan closing date, and at the revised 
closing date of 29 December 2010, most of the project’s outputs were achieved, with some 
exceeding their targets. Hence, the validation rates ADB’s performance satisfactory, same as 
the PCR. 
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C. Others 
 
19. The project did not have any significant environmental impact. It did not involve any 
resettlement and land acquisition from the construction and rehabilitation of school buildings 
as these were located only in the state lands.  
 
20. The project intended at appraisal to improve gender parity through increasing girl 
enrollment rates and equality of education opportunities among ethnic groups. A gender and 
ethnic strategy was prepared and training manuals were adopted from the previous Basic 
Education (Girls) Project. At completion, the project was able to promote women’s participation 
in all project activities and increase girls’ enrollment rate from 78.9% in 2005/2006 to 91.1% in 
2009/2010. 
 
21.  The performance of consultants, contractors, and suppliers were satisfactory except for 
the case of one contractor who was found to have submitted a forged bank guarantee and was 
sanctioned by ADB’s Office of Anticorruption and Integrity for 7 years. The executing agency 
then engaged another contractor to finish the remaining work.  
 

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

 
22. Overall, the PCR rated the project successful, with the subcriteria ratings of highly 
relevant, effective, efficient and likely to be sustainable (see table). The PCR provided the 
following justifications for its rating: (i) most of the project’s major objectives were achieved; (ii) 
all project targets, except for training for community participation were achieved or exceeded; 
(iii) the project provided an opportunity for additional benefits to 58,000 children living in 426 
remote and ethnic areas, contributing to a higher national enrollment rate; (iv) the project 
introduced student-centered learning and provided training to upgrade teachers’ knowledge and 
skills, resulting in an increased national promotion rate by 1.3% per year since 2005/2006; and 
(v) the project helped the MOE to successfully introduce decentralized education management, 
and supported provincial and district education offices. The project also helped provincial and 
district offices to build partnerships between schools and their communities, raising enrollment 
in primary education and encouraging parents to support their children to continue further 
education at lower secondary levels. This validation agrees with most of these ratings except for 
the relevance criterion, which has been downgraded. Overall, the validation rates the project 
successful. 
 

Overall Ratings 
 

  Criteria PCR IED Review Reason for Disagreement and/or 
Comments 

Relevance: Highly relevant 
 

Relevant  The overall project design and 
formulation overestimated the 
implementation capacity of provincial 
and district education officials, and 
underestimated the remoteness, and the 
transportation and communication 
problems. In addition, the implications of 
the new decentralized management 
policy was not fully taken into account 
(paras. 11–12). 
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  Criteria PCR IED Review Reason for Disagreement and/or 
Comments 

Effectiveness in 
Achieving Outcome: 

Effective  Effective   

Efficiency in Achieving 
Outcome and Outputs: 

Efficient  Efficient   

Preliminary Assessment 
of Sustainability: 

Likely to be 
sustainable  

Likely   

Overall Assessment: Successful  Successful   

Borrower and Executing 
Agency: 

Satisfactory  Satisfactory  

Performance of ADB: Satisfactory Satisfactory  
Impact: Not rated Substantial Refer to para. 16. 

Quality of PCR:  Satisfactory The PCR provided sufficient 
justification and background details to 
support the reasons for its 
assessments (para. 27). 

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 
 
B. Lessons  

 
23. The PCR identified a number of lessons, and the validation agrees with them. Among 
others, these include: (i) community ownership is essential to increase enrollment and sustain 
school operation and maintenance, (ii) the quality of teachers and their competency are 
important to improve teaching–learning process, (iii) strengthening institutional capacity is 
essential to improve the effectiveness and efficiency of education management, and (iv) the 
establishment of a monitoring and evaluation system during project inception is important and 
should be maintained until the project completion.  
 
C.  Recommendations for Follow-Up  
 

1. Project Related 
 
24. The PCR made a number of project-related recommendations. First, the project assisted 
in setting up a teacher education management information system. The MOE should provide 
continued support, and the new Secondary Education Sector Development Project should 
continue to monitor the teacher education management information system. Second, the 
covenants relating to the development of a curriculum for teacher education institutes and 
provision for in-service training for primary teachers may be revised to better reflect the project’s 
geographic locations and the capacity of provincial and district education officials. Third, since 
ADB assistance in primary education was phased out, now focusing on secondary education, 
the preparation of the project performance evaluation report should be undertaken at the 
earliest opportunity. Fourth, a staff development for PIUs should be strengthened for key 
activities including financial management. 
  

2. General 
 
25. The PCR made six general recommendations. First, the design and monitoring 
framework of projects should be taken seriously by the executing agency. Second, the 
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preparation of complex projects covering large geographic areas should be based on careful 
assessment of the executing agency’s capacity for such a responsibility. Third, the project 
administration manual should be translated into the local language during project inception to 
facilitate project implementation. Fourth, procurement training for bidding committees, the MOE, 
and the provincial authorities should be conducted at the start of the project. Fifth, projects 
should be considered for delegation to ADB’s Lao PDR Resident Mission at an early stage to 
expedite project implementation. Sixth, the project implementation plan and budget should be 
integrated in the sector plan and budget to ensure adequate counterpart funding and timely 
allocation for the project. The validation supports both the project-related and the general 
recommendations.    
 

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

 
26. The project framework in the RRP identified most of the indicators required to 
determine if the project is on track, on time, and doing things right. However, no baseline 
benchmark for the indicators was available for the same date. This was a less than satisfactory 
situation as the baseline indicators are a vital tool for monitoring and evaluation. In this case, 
the baseline survey started only after the project had been in operation for more than 3 years. 
Then it was realized that the executing agency lacked this capacity to conduct the survey. ADB 
had to recruit additional international and national consultants to assist in the task.  
 
B. Comments on Project Completion Report Quality 

 
27. The validation rates the PCR quality satisfactory. The PCR is well written and 
reasonably covers the highlights of the project. It discusses the strengths, enabling factors, 
constraints, and weaknesses in the design, the implementation, and monitoring phases. It has 
provided justification and background details to support the reasons for its assessments. 
However, the proposed performance indicators were not strictly linked to these goals. These 
indicators do not show the extent to which the project achieved an increase in participation by 
ethnic groups, different geographic areas, or gender. Similarly, an increase in the number of 
students remaining in school to grade 5 in project districts is not a precise target. The target 
should indicate the magnitude of the increase that the project intends to achieve.  
  
C. Data Sources for Validation 
 
28. The validation made use of the RRP, the PCR, back-to-office reports dated 18 April 
2006, 20 April 2007, and 21 May 2008, and other PCR validation reports. 
 
D. Recommendation for Independent Evaluation Department Follow-Up 
 
29. None. 
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