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I. PROJECT DESCRIPTION 

A. Rationale 

1. The Education for Knowledge Society Project (EKSP) sought to address two important 
constraints in the education sector in Sri Lanka. One, the country’s education system needs to be 
more relevant to the changing labor market requirements of the modern economy. Two, regional 
disparities in access to quality schools across certain regions, ethnic groups, gender, and lower 
echelons of administration remain persistent. The project aimed to address these concerns by 
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strengthening the quality of education in subjects with high demand like English language, 
information and communication technology (ICT), and technical skills. It sought to improve policy 
coordination across different facets of education, and offered career guidance and counseling. The 
project utilized an ethnic equity framework to reduce disparities and helped improve school 
education especially in northern and eastern provinces. It also endeavored to enhance the students’ 
knowledge about health education and HIV/AIDS. 

B. Expected Impacts, Outcomes, and Outputs  

2. The project’s expected impact was increased relevance of secondary and tertiary 
education to meeting the requirements of Sri Lanka’s labor market, and greater employability of 
the country’s educated youth. It sought to address current and emerging future labor market 
needs of Sri Lanka. The project’s targeted outcome was improved quality, relevance, 
effectiveness, and equity of access to secondary and tertiary education, particularly in rural and 
disadvantaged locations. 
 
3. The project’s design and monitoring framework at appraisal identified a number of 
indicators for assessing the outcomes of the project. These included (i) increased enrollment by 
8% in secondary schools in the 150 poorest divisions (325 administrative units below district-level 
known as divisional secretariat divisions, or DSDs between 2008 and 2012); (ii) improved 
completion rates by 8% for grades 6–11 students in the 150 poorest DSDs between 2008 and 
2012; (iii) increased enrollment in and completion rates of Sri Lanka Institute of Advanced 
Technological Education (SLIATE) courses by 25% and 12%, respectively, between 2008 to 
2012; and (iv) improved secondary school students’ knowledge and awareness of HIV/AIDS and 
healthy living.1 

 
4. The project envisaged four outputs, which are as follows:  

(i) Increased equity of access to education by (a) upgrading the capacity of 150 
schools in poorest DSDs to deliver a new improved curriculum on technologies, 
sciences, and ICT; and (b) implementing a fair, well-managed, and sustainable 
scholarship program. 

(ii) Enhanced quality and relevance of teaching and learning by (a) having a 
competency-based curriculum (CBC) that integrates the use of ICT in secondary 
school subjects, such as languages, mathematics, sciences, and technology as 
the basis for teaching and evaluating students; (b) making the center of excellence 
in English education (CEIEE) fully operational; (c) upgrading SLIATE, and (d) 
enhancing the use of ICT for teaching and learning.  

(iii) Improved policy, governance, and service delivery by (a) enhancing general 
education, higher education, technical and vocational education and training, and 
private sector policy coordination dialogue and partnerships; (b) making a fully-
integrated management information system (MIS) operational; (c) providing 
relevant and accessible management training for school principals and education 
officers; (iv) ensuring improved career guidance for students in secondary schools; 
and (v) getting social marketing of learning and career options conducted; and 

(iv) Improved HIV/AIDS and health education through better education and 
information campaigns. 

                                                
1 ADB. 2007. Report and Recommendation of the President to the Board of Directors: Proposed Loan and Asian 
Development Fund Grant to the Democratic Socialist Republic of Sri Lanka for the Education for Knowledge Society 
Project. Manila. 
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C. Provision of Inputs  

5. The project’s estimated total cost was $105.3 million at appraisal. The Asian Development 
Bank (ADB) provided a loan of $65.0 million equivalent from ADB’s Special Funds resources and 
an Asian Development Fund (ADF) grant of $15.0 million equivalent or a total of $80 million to 
finance the project. This was to cover 76% of the project cost. The government was to provide 
the remaining $25.3 million to cover (i) 40% of civil work cost; (ii) 29% of local training cost;  
(iii) 100% of the loan project cost on office overheads and operations, and operation and 
maintenance (O&M) of project facilities including vehicles, computers, equipment, and furniture; 
and (iv) all the taxes and duties. The actual total project cost was $94.7 million, of which ADB 
financed $78.8 million (83.2%). 
 
6. Project funds were to support civil works (31.3% of the total cost) and provide equipment 
(24.8%) and furniture (5.3%). Combined with local training (9.4%) and special programs (largely 
scholarships, 6.8%), these line items accounted for much of the envisaged project expenditure. 
A total of 444 person-months of consulting services (84 international and 360 national) were 
expected to be engaged through firms and individuals, but only 273 person-months  
(63 international and 210 national) were utilized.2 The project was classified category C for 
environment, no impact on involuntary resettlement, and expected positive and significant impact 
on indigenous people (report and recommendation of the President, Appendix 12). There was no 
advisory technical assistance (TA) attached to the project. 

D. Implementation Arrangements 

7. The Ministry of Education (MOE) was designated as the executing agency (EA) of the 
project. Among the project’s implementing agencies were MOE units: Provincial Departments of 
Education, Zonal Education Offices, National Institute of Education, Center for Education 
Leadership Development, National Education Testing Service, SLIATE Directorate-General and 
SLIATE Centers, and National College of Education in Peradeniya. Close coordination was also 
expected to be maintained between MOE and the Ministry of Higher Education (MHE) to 
implement the SLIATE subcomponent. Partnership between the two Ministries MOE and MHE to 
execute the HIV/AIDS health education component through a technical committee. Industry 
representatives under the coordination of the Federation of Chambers of Commerce were 
expected to assist in implementing selected project activities. 
 
8. ADB’s ongoing Secondary Education Modernization Project II (SEMP II) was under 
implementation when EKSP was approved. The project management office (PMO) of SEMP II 
was tasked to carry out EKSP as well. Likewise, the project steering committee of SEMP II was 
modified by inducting new members and was to provide overall guidance to the project under the 
chair of MOE Secretary. While EKSP was being implemented, the government launched new 
initiatives in support of education sector in collaboration with its development partners. EKSP was 
expected to stay in step with these new oncoming initiatives. In this sense, EKSP was linked with 
the earlier projects, as well as with the projects that followed afterwards. While there was no TA 
project specifically supporting EKSP, new TA projects provided to prepare the oncoming new 
initiatives were to be kept in view during project implementation.    

 
9. The project went through several changes during implementation. The loan’s original 
closing date of 30 June 2013 was extended twice to ensure completion of civil works and delivery 
of equipment and furniture. It was closed on 31 October 2014. Funds were reallocated nine times 

                                                
2 ADB. 2016. Completion Report: Education for Knowledge Society Project in Sri Lanka. Manila. 
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to provide for (i) recurrent internet costs, school development financial grants, school 
development maintenance grants, and Mahindodaya Student Scholarship Fund; and  
(ii) additional costs for civil works, furniture, consulting services, vehicles, scholarships, 
incremental staff, and training. Among others, multiple reallocations included a consideration to 
avoid “shortfall in utilization of loan and government funds.”3  

II. EVALUATION OF PERFORMANCE AND RATINGS 

A. Relevance of Design and Formulation 

10. The project completion report (PCR) assessed the project relevant. It noted that the project 
had a strong rationale, seeking to improve the quality and access to secondary and tertiary 
education with a view to upgrade skills and employability of graduates. The project was also 
aligned with the government’s Education Sector Development Framework and Program (ESDFP) 
2006–2010. The PCR, however, found the project design to be less than relevant because of a 
lack of focus and synergy among different activities. Several changes in the project outputs took 
place since appraisal.4  
 
11. This validation acknowledges that the project was designed to contribute to social 
inclusion while being consistent with Sri Lanka’s development objectives and ADB’s corporate 
strategic agenda. It sought to improve schools in the poor divisions of the country. Better quality 
of these suburban or rural poor schools, especially through an enhanced emphasis on ICT, was 
meant to improve the chances of graduates for employment even if they did not have the 
opportunity to go to universities. The design also used an ethnic equity framework. With the 
cessation of hostilities in the northern and eastern province in 2009, the time was opportune to 
extend the potential benefits of improvised school education in war-torn areas. Nevertheless, this 
validation noted serious weaknesses in the project design. 
 
12. Project scope. The project scope was too broad, encompassing a large number of 
education development activities. From the systemic support to a new CBC on the one end, to 
micro school-level maintenance on the other, it provided for a variety of interventions (e.g., 
improving standard of English language, diploma in technical courses, and HIV/AIDS education).5 
While each of these tasks was valuable and important, the inclusion of all of them under a single 
project diffused the focus. The project ended up becoming a catalogue of education improvement 
activities. This led the PCR to note that the project lacked focus and synergy, and that some 
project activities were one-off (para. 39). 

 
13. A serious implication of this crowding-in of sundry activities was that the project was not 
able to pursue more important issues like policy reforms with due diligence. MOE did not respond 
to the idea of a central mechanism for policy coordination in the sector, which was key to the 
reforms (PCR, para. 47). At inception, this particular activity had been billed as the single most 
important feature of the project but ADB was not able to convey and register this priority with the 
authorities.6 About half of the outputs under Component 4 (Improved policy, Governance and 

                                                
3   ADB (South Asia Department). 2013. Aide Memoire/Memorandum of Understanding for the Midterm Review Mission 

to Sri Lanka: Education for Knowledge Society Project. Back-to-office report. 3 September (para 3).  
4  Footnote 2, para. 35; see also para. 9 of this validation. 
5  PCR notes that field visit interviews reflected some concerns on the necessity or desirability of HIV/AIDS-related 

knowledge, especially in areas where there is almost no case of HIV/AIDS. The midterm review noted that “there 
seems to have been over-estimation in the level of effort requested to raise awareness and imparting training.” 

6  The RRP stated that “ministries involved in education can no longer finance and provide education alone; neither 
can the education system work in isolation from other sectors. A key sector challenge is to build effective 
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Service delivery) were not achieved as a consequence and are described in the effectiveness 
section.  
 
14. Design change. As noted earlier, allocation of financial resources had to be changed 
substantially and repeatedly (nine times). Important project activities that could not be carried out 
due to shortage of financial resources included 100 schools being upgraded instead of the initial 
target of 150. The PCR mentioned that “unforeseeable” price escalation increased cost per school 
and constrained full implementation. However, using price escalation as the reason to reduce the 
number of schools to upgrade is not convincing as there seemed no problem in funding many 
other activities. The validation notes that there were some other issues than price escalation that 
contributed to the shortfall in number of schools to be upgraded. One was poor definition of the 
scope of upgrading in the guidelines. Some schools demolished their old buildings to make room 
for new structures, which was not the intention. This was one of the reasons why the money ran 
out quickly. At the same time, the project reallocated money to other activities that had no initial 
allocation at appraisal (e.g., internet charges), and allocations for these were sometimes 
exceeded subsequently (additional funding for civil works, incremental staff costs, student 
scholarship, school development, and maintenance grants). These raise concerns about the 
thoroughness and rigor of project appraisal, and questions about the project’s contribution to the 
development outcomes and impacts. 
 
15. Structural problem not addressed. The project acknowledges that the problem of 
employment opportunities of school graduates is linked with the issues of (i) the limited admission 
opportunities at university level in Sri Lanka; (ii) dominance of public sector in job market;  
(iii) unresponsive educational policies in the area of resource allocation, (iv) unwillingness to 
promote private sector in education, and (v) an undue dependence on examination results for 
employment. However, the project did not address these issues adequately. The project’s focus 
on upgrading rural school facilities and increased enrollment of secondary schools has further 
increased the competition to enter university, whose admission space did not increase. At the 
same time, SLIATE’s outreach remained limited, hence its role was too limited to reduce overall 
youth employment problem. Hence, this evaluation views the project design insufficient to 
contribute to increasing employability of educated youth as it intended to. 

 
16. Given the above reasons, this validation assesses the project less than relevant.  

B. Effectiveness in Achieving Project Outcomes and Outputs 

17. The PCR rated the project effective. It indicated that the project achieved all outcome 
indicators in the design and monitoring framework and most of the outputs were delivered.  
 
18. Per the PCR, enrollment and promotion rates in the 100 poorest DSDs as well as SLIATE 
have increased. At appraisal, the project’s outcome sought to increase enrollment rates, while the 
PCR reports the increase in enrollment numbers, which is a different indicator. A fourth target—
knowledge and skills related to HIV/AIDS and healthy life—is reported to have improved according 
to a behavioral study, but no reference is made to such a study. Nevertheless, this validation 
acknowledges that the project could have delivered some positive outcomes.  
  
19. The project intended to deliver 12 outputs (grouped into 4 components), which were further 
elaborated in 34 indicators. Some outputs like upgrading schools were focused on specific rural and 

                                                
partnerships among multiple governmental, private, and community stakeholders to make education more 
responsive to the needs of the economy” (para. 5). 
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disadvantaged areas, while others like CBC were implemented nationwide. The project also 
included setting up new fora or institutions in the sector. The resulting outcome was expected to be 
education’s improved performance vis-à-vis demand for skills and competence in Sri Lanka’s 
domestic and international labor market.  
 
20. Of the 34 indicators, 25 were achieved (74%), while 9 were not. As mentioned, most of the 
non-achievement was related to the policy and governance component. Table 1 summarizes the 
project’s outputs that were achieved.  
 

Table 1: Summary of Project’s Outputs Achievements 

Outputs Achievements 

Component 1: Increased equity of 
access to education 

3 of 4 output indicators were achieved, although the 
target number of upgraded school buildings was 
reduced by one-third from 150 to 100. 

Component 2: Quality and 
relevance of teaching and learning 
enhanced 

10 of 11 output indicators were achieved, however, 
the integrated MIS for SLIATE was not delivered. 

Component 3: Improved HIV/AIDS 
and health education 

4 of 4 output indicators were achieved. 

Component 4: Improved policy, 
governance and service delivery. 

8 of 15 output indicators were achieved; while 7 were 
not. These were related to (i) institutional 
arrangements, (ii) research activity, (iii) training for 
education administrators, (iv) MIS, (v) capacity 
building, (vi) improvement in parents’ perception, and 
(vii) female students’ enrollment in training 
alternatives. 

MIS = management information system, SLIATE = Sri Lanka Institute of Advanced Technological Education. 
Source: Independent Evaluation Department. 

 
21. Given the performance in achieving outputs, despite the lack of convincing evidences of 
achievements in outcomes, this validation still assesses the project effective but at the low end. 
 
C. Efficiency of Resource Use 

22. The PCR assessed the project efficient. It noted that private rates of return for A level 
graduates in Sri Lanka were 15% and 18% for boys and girls, respectively, while SLIATE 
graduates have over 95% employment rate. The project closing was extended by 2 years due to 
scholarship disbursement schedule, but most activities were completed within 1.5 year after the 
original closing date.  
 
23. The validation notes that in the absence of any baseline or cited study it is difficult to 
attribute the return to education and the high SLIATE graduate employment rate to the project. 
The PCR notes that these high rates of return are due to positive labor market response to post-
secondary degree. It is unclear if a similar labor market response would be applicable in the case 
of school graduates or diploma holders. Since an economic analysis of the project is absent, the 
assessment of project efficiency is based on the process efficiency, and this validation assesses 
the project efficient.  
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D. Preliminary Assessment of Sustainability 
 
24. The PCR assessed the project likely sustainable based on three selected qualitative 
indicators: (i) it argued that enrollment had increased, (ii) the project had made poor division-level 
schools more attractive, and (iii) it made quality education widespread. The three indicators are 
in the view of the validation not in a narrow sense related to sustainability. More important is the 
financial sustainability, but the PCR made no mention of the financial resources made available 
to the project after its completion. To assess the financial sustainability, the validation needed to 
qualitatively assess this, based on the government’s financial allocation and level of policy 
coordination.  
 
25. Inadequate counterpart funding. The government’s contribution to the project usually 
provides a signal of commitment and ownership. Its share in the overall project budget was 
substantially lower than what had been agreed under the financing agreement. Instead of 
providing $25.3 million equivalent for the project, the government provided only $15.9 million (a 
reduction of about 37%). The government did not allocate larger resources to the sector from the 
general pool of revenues, nor did it enable the sector to raise more resources on its own, whether 
from employers or pupils’ families. Despite the government’s good performance in supporting 
education, this affects the credibility of the government’s efforts in education. The sector will 
become dependent on donors’ funds even for minor recurrent expenditure, e.g., internet charges 
under this project, the provision of school maintenance funds, among others. 
 
26. Inadequate policy coordination. Per para. 17 and Table 1, the achievement of outputs 
related to improved policy, governance, and service delivery was the weakest. This was 
exacerbated by the failure to deliver a central policy coordination mechanism. However, the MOE 
did not show enthusiasm in this regard (PCR, para. 47). This made the project much less effective 
in policy making and improving governance in education, and this puts a big question as to the 
project’s sustainability in a wider sense.  
 
27. Lack of operation and maintenance provision. There was no mention in the PCR on 
how the O&M budget for the facilities delivered by the project will be secured. Given the 
abovementioned issues—lack of policy coordination, lack of enthusiasm by the MOE, and the 
lack of financial resources for education—how the O&M component will be allocated is unknown 
and not explained well in the PCR. 
 
28. Considering these points, this validation assesses the project less than likely sustainable. 

III. OTHER PERFORMANCE ASSESSMENTS 

A. Preliminary Assessment of Development Impact 

29. The PCR assessed the impact of project satisfactory. It indicated that project completion, 
the relevance of secondary and tertiary education to labor market requirements had increased in 
project schools, as had the employability of graduates from these schools. The PCR also 
indicated that positive changes among the 100 schools and SLIATE include improved pass rates 
(ordinary level increased 11%, advanced level increased 4%) and better employability. However, 
it noted that the project did not have high sector-wide impact because the upgraded schools and 
SLIATE had only a marginal impact on the national indicators. Youth unemployment target at 5% 
was also not achieved. Notwithstanding, the impact of ethnic equity framework and 
implementation of the gender strategy is expected to be positive. In terms of institutional 
development, the impact would have been more, had the project succeeded in establishing the 
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central mechanism for policy coordination. The project also made some contribution in terms of 
health education and safeguards, and had no adverse impact on environment. This validation 
assesses the project’s impact less than satisfactory. 

B. Performance of the Borrower and Executing Agency 

30. The PCR assessed the borrower’s and EA’s performance satisfactory. It gave due credit 
to the EA’s attempts for inter-ministerial cooperation, and its flexibility in adjusting to changes in 
the project smoothly. A baseline survey should have been carried out in the beginning of the 
project as per the contract. The EA could not ensure counterpart funding for the project, with the 
decrease in government’s share of the project cost from $25.3 million to $15.9 million. The project 
steering committee met only seven times instead of every quarterly as provided under the 
financing agreement. The validation assesses borrower’s and EA’s performance less than 
satisfactory. 

C. Performance of the Asian Development Bank and Cofinanciers 

31. The PCR assessed ADB’s performance satisfactory. ADB supported the government and 
its education sector with ADF loan and grant resources and responded to changes in the project 
promptly and smoothly. It undertook several missions, including a midterm review, in support of 
the project. However, ADB should have insisted on introducing the central mechanism for policy 
coordination and stressed upon the need to meet the obligation of counterpart funds. ADB 
maintained cooperative and supportive relationship with development partners operating in the 
sector. The validation assesses ADB’s performance satisfactory. 

D. Others 

32. Government assessment of the project. The government prepared a detailed report on 
the implementation of the project. It acknowledged many of the limitations noted above but 
assessed the project successful. 

IV. OVERALL ASSESSMENT, LESSONS, AND RECOMMENDATIONS 

A. Overall Assessment and Ratings 

33. The PCR assessed the project as relevant, effective, efficient, and likely sustainable, with 
the overall assessment of project being successful. While agreeing with the PCR’s analysis and 
description in many places, this validation differs in its assessment of project’s ratings. It assesses 
the project less than relevant, effective, efficient, and less than likely sustainable with the overall 
rating of the project less than successful.  

Table 2: Overall Ratings 

Validation Criteria PCR IED Review 
Reason for Disagreement 

and/or Comments 

Relevance Relevant Less than 
relevant 

Inability to create central 
coordination mechanism as 
envisaged; program design lacked 
focus; many challenges were not 
well-addressed (paras. 10–16). 

Effectiveness  Effective Effective  

Efficiency  Efficient Efficient  
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Validation Criteria PCR IED Review 
Reason for Disagreement 

and/or Comments 

Sustainability Likely 
sustainable 

Less than likely 
sustainable 

Project faced severe counterpart 
funding problems; government’s 
share was reduced; no assurance 
from the government on follow-up 
activities; policy coordination and 
commitment to reforms weak; lack 
of O&M provision (paras. 24–28). 

Overall Assessment Successful Less than 
successful 

For reasons mentioned above. 
(para. 33). 

Preliminary 
Assessment of Impact 

Satisfactory Less than 
satisfactory 

Likely impact of project schools and 
other investments was small in 
relation to national level indicators 
(para. 30).  

Borrower and 
executing agency 

Satisfactory Less than 
satisfactory 

EA should have conducted baseline 
study on time; it could not ensure 
counterpart funds and government’s 
share in the project financing as per 
the agreement (para. 31). 

Performance of ADB Satisfactory Satisfactory  

Quality of PCR  Less than 
satisfactory 

Less than satisfactory (see para. 
37).  

ADB = Asian Development Bank, EA = executing agency, IED = Independent Evaluation Department, O&M = operations 
and maintenance, 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: Independent Evaluation Department. 

B. Lessons 

34. PCR highlights two main lessons. The first relates to the need for a systematic design of 
such projects. As articulated in this validation, this lesson is fully supported. PCR’s second lesson 
relates to scaling-up of investments by upgrading a larger number of schools. The validation 
agrees with the general thrust of the lesson but would like to qualify it in the overall context of 
efficient utilization of resources. Investments in education, like in other sectors, need to be paced 
in relation to their yields, especially when these are being financed from external borrowings. 
Otherwise, they run the risk of being wasteful and burdening the future generations needlessly. 
 
C. Recommendations for Follow-Up 
 
35. The project should undertake a detailed tracer study to find out job-market outcomes of 
the SLIATE diploma holders.  

V. OTHER CONSIDERATIONS AND FOLLOW-UP 

A. Monitoring and Reporting 

36. The project did not undertake the baseline survey on time. It also did not manage to set 
up a management information system. Consequently, monitoring of progress has been patchy. 
Given that ADB is engaged with the same agency for several projects spread across long periods, 
it is important that such a system should have been established and working. 
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B. Comments on Project Completion Report Quality 

37. This validation rates the PCR quality less than satisfactory. The PCR was insightful in its 
understanding of the project and made candid assessment of the situation. It followed standard 
guidelines and provided requisite details. However, the PCR narration and its ratings did not 
match well. The text required tighter editing. At many places messages were not coming through 
accurately.  

C. Data Sources for Validation 

38. This validation was prepared based on the PCR, report and recommendation of the 
President, government’s PCR, aide-memoire of the midterm review, and reports of the loan review 
missions. 

D. Recommendation for Independent Evaluation Department Follow-Up 

39. Given a number of back-to-back loans in education sector in Sri Lanka, it may be 
considered to have a sector assistance program evaluation conducted. 
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