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1. Project Data

Report Number: ICRR0024681

Project ID Project Name
P160678 Guinea-Bissau Quality Education
Country Practice Area(Lead)
Guinea-Bissau Education
L/C/TF Number(s) Closing Date (Original) Total Project Cost (USD)
IDA-D3640,TF-A7392 31-Oct-2023 13,852,438.25
Bank Approval Date Closing Date (Actual)
31-Jul-2018 31-Oct-2024

IBRD/IDA (USD) Grants (USD)
Original Commitment 10,700,000.00 4,300,000.00
Revised Commitment 15,000,000.00 4,300,000.00
Actual 13,852,438.25 3,945,641.85
Prepared by Reviewed by ICR Review Coordinator Group
Rosen Asenov Salim J. Habayeb Susan Ann Caceres IEGHC (Unit 2)

2. Project Objectives and Components

a. Objectives

As stated in the October 3, 2018 Financing Agreement between the Republic of Guinea-Bissau (the
Recipient) and the International Development Association (IDA) (Schedule 1, p. 4), the project’s development
objective (PDO) was “...to improve the teaching and learning environment in grades 1-4 in targeted schools in
the Recipient's territory.” This statement is consistent with the one provided in the Project Appraisal Document
(PAD, p. 15). The project targeted communities and public primary schools in the five regions: Bissau, Bafata,

Cacheu, Oio and Quinara.
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During implementation, the PDO statement remained unchanged, and the project introduced pertinent
adaptations to further enhance its focus on high-impact activities directly linked to PDO achievement while
scaling back activities of indirect relevance to the intended outcomes. Revisions to the Results Framework
both narrowed and broadened the scope in different areas but preserved the project’s overall ambition,
making a split rating unnecessary. This ICR Review therefore assesses the PDO over the entire project
period without applying a split rating, as it is not required to derive efficacy and outcome ratings in this case.

. Were the project objectives/key associated outcome targets revised during implementation?

Yes

Did the Board approve the revised objectives/key associated outcome targets?
Yes

Date of Board Approval
24-Mar-2021

c. Will a split evaluation be undertaken?

d.

No

Components
Original Components

Component 1: Strengthening School-Based Management Practices and Community Empowerment
(original estimate: US$3.86 million equivalent; revised estimate at restructuring: US$0.586 million
equivalent; actual cost: US$0.550 million equivalent). The component aimed to improve the teaching
and learning environment in targeted schools by enhancing community participation in school management,
providing schools with direct financial resources for essential supplies and operating costs, and
strengthening the school inspectorate system to monitor performance through three subcomponents:

e Subcomponent 1.1: Establishment of School Management Committees (SMCs) This
subcomponent aimed to build on previous donor-funded initiatives to strengthen School
Management Committees. To ensure a standardized approach to the establishment of SMCs, the
subcomponent was to support the development of a national SMC policy and manual, establishment
and training of SMCs through local NGOs, and community sensitization campaigns to address key
education challenges such as on-time school entry, repetition, and student and teacher attendance.

e Subcomponent 1.2: School Grants Program. This subcomponent was intended to build the
capacity of SMCs to develop simple School Improvement Plans (SIPs) and manage annual school
grants of approximately US$450 - representing a significant increase in flexible, non-salary funding
for quality improvements in primary schools, which at the time of appraisal received no operating
budget. It was expected to support the development of a school grants manual, the preparation of
SIPs, and the administration of school grants. All public and community schools offering grades 1-4
in the targeted regions of Bafata and Oio would be eligible, provided they established functional
SMCs and developed approved SIPs. Continued grant eligibility was to depend on the proper use of
funds in line with the SIP and timely submission of required school data to the central ministry.
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e Subcomponent 1.3: School Inspection and System Monitoring and Evaluation. This
subcomponent aimed to strengthen Guinea-Bissau’s school inspection system to enhance
accountability, improve system management, and contribute to a better teaching and learning
environment. Inspectors were expected to monitor school activities, provide pedagogical support to
teachers, oversee the use of learning materials, ensure timely reporting of school-level data, and
support SMCs in developing and implementing SIPs, in coordination with local NGOs. To enable
this, the project was to finance technical assistance for developing standardized inspection tools
aligned with recently adopted national quality standards and training inspectors in their use, as well
as cover operational and transportation costs for the five targeted regional education directorates.

Component 2: Improving the Quality of Instruction (original estimate: US$7.85 million equivalent;
revised estimate at restructuring: US$10.980 million equivalent; actual cost: US$10.285 million
equivalent). The component was designed to support the Ministry of Education, Higher Education, Youth,
Culture and Sports (Ministério da Educagéo, Ensino Superior, Juventude, Cultura e Desporto, MEESJCD)
in introducing a new curriculum for grades 1-4 by piloting it in a representative sample of public schools
across five regions - Bissau, Bafata, Cacheu, Oio, and Quinara - reflecting the country’s ethnic, linguistic,
and cultural diversity. These pilot schools were intended to serve as model schools for future national
rollout.

e Subcomponent 2.1: Teacher Certification. This subcomponent was to support the development of
a national teacher certification system to harmonize training standards and clarify aspects of the
2010 Education Law, which was expected to help reduce frequent teacher strikes. It included three
interrelated activities: (i) developing a Teacher Qualifications Framework outlining the required
competencies and skills of basic education teachers; (ii) adopting a national teacher training
curriculum aligned with these standards; and (iii) supporting the establishment of an assessment
and accreditation agency, along with teacher evaluation tools and a certification process. The project
was to finance technical assistance to support these activities and ensure a participatory process
involving key stakeholders, particularly teachers’ unions.

e Subcomponent 2.2: In-Service Teacher Training. This subcomponent aimed to support
MEESJCD in training teachers to implement the new grades 1-4 curriculum, which had been
developed with support from the Global Partnership for Education (GPE), UNICEF, and experts from
the Universidade de Minho (Portugal). The project was to first pilot the curriculum in 22 schools
across all four provinces. During the pilot, the National Institute for Education Development (/Instituto
Nacional para o Desenvolvimento da Educacéao, INDE) and the Universidade de Minho were to
evaluate teachers to identify the most challenging areas and design a training program accordingly,
with a particular focus on effective teaching strategies for Portuguese and Mathematics. Based on
the evaluation results, the project was to support the development and delivery of an in-service
teacher training program to build the skills necessary for successful curriculum implementation.

e Subcomponent 2.3: Scripted Teaching Lessons and Interactive Audio Instruction. This
subcomponent aimed to introduce an Interactive Audio Instruction (IAl) program to support teaching
Portuguese and Mathematics in grades 1 and 2, aligned with the new curriculum. The project
planned to support the development of 200 thirty-minute audio lessons per subject to be used daily
in classrooms. It also intended to adapt the 1Al program and related materials to offer literacy
training for parents.

e Subcomponent 2.4: Learning Materials for the New Curriculum in Grades 1-4. This
subcomponent was to support the provision of new teacher guides and student manuals developed
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as part of the new curriculum and other didactic materials that support literacy and numeracy skills in
grades 1-4.

Component 3: Strengthening of Education Sector Management Capacity (original estimate: US$2.79
million equivalent; actual cost: US$2.617 million equivalent). This component aimed to enhance the
overall functioning of the education system by improving data availability for informed decision-making and
strengthening the institutional capacity of the Ministry of Education. It included two sub-components: (i)
Sector Studies and (ii) Project Management.

e Subcomponent 3.1: Sector Studies. This component comprised two main areas:

o Implementing a series of activities to enhance data availability for guiding education reforms,
improving system efficiency, and monitoring education quality. These were to include: (i) a
school mapping exercise to determine the fiscal, human, and physical resources required to
achieve universal access in grades 1-6 and to develop a cost-effective expansion plan; (ii) a
sample-based national learning assessment for grades 2 and 5 - based on the regional
Program in Support of Education Systems of CONFEMEN Countries (PASEC) assessment
and building on a similar assessment conducted by MEESJCD with the support of Pole de
Dakar in 2014 - to generate additional data on learning outcomes for grades 2 and 5 and
further build the Ministry’s capacity to measure and monitor student learning outcomes; and
(iii) an adapted version of the World Bank’s Service Delivery Indicator (SDI) survey to collect
data on teacher absenteeism, school management, and financial resources, with a follow-up
survey planned before project completion to assess progress.

o Creating a website and online portal for MEESJCD to publicly disseminate education data,
policies, and legislation.

e Subcomponent 3.2: Project Management. This subcomponent was to support the provision of
support for the management of the project, including financing of operating costs.

Additionally, contingency funds totaling US$0.5 million equivalent were set aside across the three
components to provide greater flexibility and enable potential adjustments as more school-level data
became available.

Revisions to Components

As part of the 2021 restructuring, the project’'s components were revised to address major implementation
challenges that had significantly delayed progress since approval and made it unlikely that the project would
meet its original targets. These challenges included prolonged political instability, high turnover among
government leadership, limited capacity of technical staff, persistent teacher strikes that led to nationwide
school closures in 2018/19, disruptions caused by the COVID-19 pandemic, and delays in establishing the
Project Implementation Unit (PIU). The 2021 restructuring aimed to address these issues by: (i) reducing
the overall number of project activities to focus on activities considered most critical to achieving the PDO
(particularly those under Component 2); (ii) simplifying the results framework to account for a weak M&E
system and limited data availability; (iii) extending the closing date by one year to allow sufficient time to
complete key project activities and improve the likelihood of achieving the PDO; and (iv) reallocating funds
across components to address financing gaps - partly due to under-costed activities and the repayment of
the Project Preparation Advance for expenditures totaling US$644,556 incurred under the West Africa
Regional Fisheries Program, which had been canceled by World Bank management in June 2019.

Page 4 of 22



Independent Evaluation Group (IEG) Implementation Completion Report (ICR) Review
Guinea-Bissau Quality Education (P160678)

Under Component 1, Subcomponent 1.1 (establishment of School Management Committees) continued
to support the development and adoption of the national SMC policy and manual, but training activities were
limited to Ministry officials at the central and regional levels. The original plan to train SMCs via local NGOs
and conduct community sensitization campaigns was dropped. Subcomponent 1.2 (the Schools Grants
Program) was entirely canceled due to elevated security risks that made monitoring unfeasible. Under
Subcomponent 1.3, support for the school inspection and monitoring system continued, including
supervision of school-level activities, pedagogical support, and monitoring of resource use and data
delivery. However, assistance to SMCs in developing School Improvement Plans (SIPs) was discontinued,
as this was linked to the canceled school grants. As a result, the overall budget for Component 1 was
reduced from US$3.86 million equivalent to US$586,000 equivalent.

Component 2 saw both continuity and enhancement in activities, with a significant increase in total funding
from US$7.85 million to US$10.98 million equivalent. Subcomponent 2.1 (teacher certification) shifted its
focus from developing a teacher certification system to supporting the implementation of the new Teacher
Career Law. This change was driven by widespread teacher strikes, which had disrupted the education
system and reprioritized the need to first strengthen the teacher workforce. It was recognized that unless
the frequency of strikes decreased and classrooms were consistently staffed with teachers, improvements
in the teaching and learning environment would remain unlikely. Under the revised scope, the
subcomponent supported the rollout of the Teacher Career Law through a communication campaign,
development of an enhanced human resource management database, and design of tools and procedures
to evaluate in-service teachers. Subcomponent 2.2 maintained its focus on in-service teacher training to
implement the new curriculum in grades 1-4. Additional resources were allocated to adapt the program to
COVID-19 conditions, including the purchase of equipment for training centers, tablets for participants, and
development of an online learning platform. Subcomponent 2.3 (scripted teaching lessons and interactive
audio instruction) and Subcomponent 2.4 (learning materials for the new curriculum) remained unchanged
in scope. However, additional funds were allocated under Subcomponent 2.4 to close a financing gap and
fully support the printing of all materials related to the new curriculum - including student manuals,
workbooks, teacher guides, and other resources - for both the pilot phase and the expansion to all schools
in the five regions targeted by the project. The original cost estimates for this subcomponent had been
underestimated, as the materials were still under development at the time. By the time of restructuring,
drafts of the new curriculum and associated materials had been finalized, allowing for more accurate
estimation of printing and distribution costs.

Component 3 remained largely consistent in its objectives, with targeted adjustments to better align with
evolving sector priorities. Subcomponent 3.1 (Sector Studies) continued to support efforts to strengthen
data availability to inform reforms, improve efficiency, and monitor education quality. However, its focus was
revised under the 2021 restructuring: instead of the originally planned adapted Service Delivery Indicator
(SDI) survey and the creation of an online portal, the subcomponent supported a revised set of activities,
including a learning assessment of grade 2 students in the regions targeted by the project (conducted in
2021) and a nationally representative learning assessment of grades 2 and 5 scheduled for 2024, to
establish a baseline and measure the impact of project interventions. In addition, annual rapid surveys were
introduced to regularly collect basic education statistics, particularly in the five targeted regions. School
mapping activities remained part of the overall sector diagnostic approach but were transferred to a new
GPE grant due to fiscal constraints. Subcomponent 3.2 (Project Management) remained unchanged in
scope but was extended by one year to allow for continued implementation support. Additional funding
under this subcomponent also helped improve working conditions in key Ministry of Education departments
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through the procurement of equipment, internet services, and vehicles. Despite these adjustments, the total
cost estimate for Component 3 remained unchanged at US$2.79 million equivalent.

Additionally, the original contingency fund of US$0.5 million equivalent was increased to US$0.644 million
to enhance flexibility in responding to emerging needs.

e. Comments on Project Cost, Financing, Borrower Contribution, and Dates
Cost and financing. The project’s original estimated cost at appraisal was US$15 million equivalent,
financed by an IDA grant of SDR 7.5 million (US$10.7 million equivalent) and a GPE grant of US$4.3
million. No financial contribution was planned or provided by the Borrower. At project closing, the actual cost
was US$14.1 million equivalent, or 94 percent of the original estimate. Of the total allocation, US$14.103
million equivalent was disbursed, leaving approximately US$0.3 million equivalent undisbursed. The project
experienced exchange-rate losses of about US$0.6 million equivalent, reducing the net grant amount to
US$14.4 million equivalent, resulting in a disbursement of approximately 98 percent of the net grant. The
actual cost of Component 1 was 14 percent of the original estimate; Component 2’s actual cost was 31
percent higher than the original estimate; and Component 3's actual cost was closest to its original
estimate, at almost 94 percent.

Key dates. The project was approved on July 31, 2018, and became effective on December 21, 2018 As
reported by the Bank team in a follow-up note to IEG dated August 27, 2025, a mid-term review was
conducted in September, 2020, as planned The project was restructured twice: in November 2019 and in
March 2021. The 2019 restructuring introduced a new disbursement category under the IDA grant (IDA
D3640) to enable the government to repay a Project Preparation Advance (PPA) originally used for the
preparation of the West Africa Regional Fisheries Program (WARFP), which was subsequently canceled.
The total repayment amounted to SDR 467,710 (approximately US$650,890), including a buffer to
accommodate exchange rate fluctuations. No other modifications were made to the project under this
restructuring. The 2021 restructuring included adjustments to the project design and reallocation of funds
across components to address financing gaps. It also involved simplifying the results framework, lowering
the overall risk rating from High to Substantial, and extending the project closing date by 12 months - from
October 31, 2023, to October 31, 2024 - to allow for the completion of pending activities and improve the
likelihood of achieving the PDO. The implementation schedule and disbursement estimates were also
revised accordingly. The actual project closing date was October 31, 2024.

3. Relevance of Objectives

Rationale

The PDO was highly relevant to the challenges facing Guinea-Bissau’s education sector, particularly
the poor teaching and learning environment in early primary grades. At appraisal, classrooms were severely
under-resourced, and even where learning materials were supplied, many remained unused - left in
warehouses, unopened in schools, or sold on the black market. Teaching conditions were difficult, marked
by overcrowded rural classrooms, low salaries, and limited professional incentives. The 2010 Teaching
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Career Law, which aimed to introduce teacher evaluations and performance-based promotions, stalled due
to the lack of operational frameworks and budget planning. This contributed to widespread teacher
dissatisfaction and frequent strikes, resulting in significant instructional time loss in 2016. Teacher capacity
was also weak, with most teachers unable to demonstrate basic proficiency in Portuguese and
Mathematics, directly affecting student learning. National assessments showed that grade 2 students had
mastered only half the material, with learning outcomes declining further by grade 5. School oversight was
minimal due to a non-functional inspection system and inspectors' lack of transport to visit schools. The
primary curriculum, last updated in the 1980s, was outdated and misaligned with modern teaching needs.
Weak education data systems further undermined planning and accountability, compounded by frequent
turnover among school directors and staff within the Regional Directorates of Education, largely due to
political instability, where changes in government routinely triggered the replacement of education
personnel, undermining continuity and institutional memory. The project intended to address these systemic
weaknesses through integrated interventions to improve teacher quality, strengthen school oversight, and
update and disseminate the grades 1-4 curriculum along with providing aligned teaching and learning
materials in targeted schools. These efforts aimed to promote more active pedagogies and ensure that
materials reached classrooms and were actually used for instruction. Its relevance was further strengthened
by the 2021 restructuring, which introduced support for targeted human resource reforms that reduced
teacher strikes and helped ensure continuity of learning.

The PDO was closely aligned with the government’s development priorities. It supported the
overarching goals of Guinea-Bissau’s 2015-2025 Terra Ranka (Fresh Start) strategy, which positioned
human capital development as a cornerstone of sustainable development. In parallel, the project directly
contributed to the objectives of the national Education Sector Plan (ESP) 2017-2025 by promoting improved
access, equity, and quality in basic education, while also strengthening governance and oversight within the
education sector.

The project was strongly aligned with the Bank’s strategic priorities for Guinea-Bissau. It supported
Focus Area 1 of the Country Partnership Framework (CPF) for FY18-21, which was extended through
FY2023 following the CPF’s 2021 Performance and Learning Review. This focus area prioritized increased
access to and improved quality of primary education. As reported by the Bank team in an interview dated
August 25, 2025, the CPF for FY18-21 remained the operative framework until project closure in 2024, with
objectives that continued to be highly relevant to the PDO and well aligned with the forthcoming FY26-FY30
CPF. The project aimed to move beyond short-term interventions and foster transformational change by
strengthening institutional capacity to deliver improved education services through support for key reforms
such as the development of a new curriculum, the provision of related learning materials, and teacher
training programs. This strategic alignment remained relevant through project closing, as shown by the
project’s continued consistency with the forthcoming CPF for FY26-30 (particularly High-Level Outcome 1:
Improved Human Capital), the GPE Strategic Plan 2025, the Bank’s Africa West Education Strategy (2022-
2025), and the 2024 Risk and Resilience Assessment Update. These frameworks all underscore the
importance of improving education quality and equity, enhancing system resilience, and building public
sector capacity - areas directly addressed by the project.

The project formed part of the Bank’s renewed country engagement in Guinea-Bissau and built on
its long-standing support for the country’s education sector, which dates back to 1997. Following the
2012 military coup, most of the Bank’s education operations in the country were suspended, leading to the
transfer of the previously GPE-financed project - prepared by the Bank - to UNICEF to oversee its
implementation. Despite this interruption, the Bank remained engaged in the education sector through
broader initiatives such as the Community-Driven Development (CDD) Project (P090712), which provided
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emergency support including teacher salary payments and school construction in rural areas. Around the
time of this project's preparation, additional financing for the CDD project was approved to continue school
construction and to support a cash transfer program aimed at increasing school enrollment and promoting
timely school entry. To complement these efforts to expand access, the project focused on improving the
overall quality and governance of the education system. Drawing on lessons learned from prior
engagements, the project also adopted a selective design, focusing on a limited number of critical activities
with the aim of enhancing impact and promoting sustainability.

Rating
High

4. Achievement of Objectives (Efficacy)

OBJECTIVE 1
Objective
To improve the teaching and learning environment in grades 1-4 in targeted schools in Guinea-Bissau.

Rationale

The project’s revised Theory of Change, as presented in the ICR (Figure 1, p. 4), envisioned improving the
teaching and learning environment in grades 1-4 in targeted schools in Guinea-Bissau through a set of
mutually reinforcing interventions: (i) development and adoption of a national School Management Committee
policy and manual; (ii) support for school inspections and development of standardized inspection tools and
reporting; (iii) introduction of an Interactive Audio Instruction program to support Portuguese and Mathematics
instruction; (iv) in-service teacher training to build content knowledge and pedagogical skills aligned with the
new curriculum; (v) piloting and rollout of a revised grades 1-4 curriculum alongside the distribution of
teaching and learning materials; (vi) support for implementing the new Teacher Career Law, including teacher
evaluation and workforce stability measures; and (vii) investments in education data systems and national
learning assessments in grades 2 and 5. These activities were expected to produce outputs such as stronger
school-level management, improved instructional delivery, and enhanced education system oversight.
Together, these outputs were designed to contribute directly to the PDO (improving the teaching and learning
environment in grades 1-4 in targeted schools), as reflected in key indicators, including an increased share of
teachers with improved content knowledge and improved learning outcomes among grade 2 students in
Portuguese and Mathematics. In the longer term, these results were expected to help ensure that more
children complete quality basic education and that learning poverty is reduced.

The project’s revised Theory of Change (ToC) is generally sound, with mutually reinforcing interventions
clearly aligned to the PDO. The ToC would have benefited from more explicit articulation of intermediate
outcomes, such as the classroom application of training-informed teaching practices or the specific
contributions of school inspections to improving the teaching and learning environment in the targeted
schools. Overall, the ToC provided a strong foundation for project design and results monitoring, though
greater specificity in the causal pathways would have further strengthened its usefulness.

Page 8 of 22



@

Independent Evaluation Group (IEG) Implementation Completion Report (ICR) Review
Guinea-Bissau Quality Education (P160678)

Outputs and intermediate results

e A total of 5,808 teachers were trained or recruited under the project, surpassing both the original

target of 3,969 and the revised target of 2,976. Of these, 2,764 were female teachers, surpassing
the target of 535, which was introduced during the 2021 restructuring. The teacher training lasted a
total of six full weeks and more than 250 hours.

o The original teacher training program, implemented between 2021 and early 2024, reached
3,015 teachers teaching grades 1-4 across all 560 schools in the five regions originally
targeted (available data at appraisal indicated there were 496 such schools; however, project-
supported surveys conducted during implementation revealed the schools’ actual number to be
560). Trainings focused on both content-knowledge and effective pedagogies to teach
Portuguese language, Mathematics, and Life Skills. Due to substantial cost savings from
textbook procurement, the project expanded its scope to: (i) deliver ICT/IAl and Gender-Based
Violence prevention training to all 5,808 public-school teachers for grades 1 to 4 nationwide;
and (ii) begin scaling up curriculum training to the six additional regions not initially covered.

o At the time of the 2021 restructuring, reliable data on the actual number of teachers in the
targeted schools was not available. The original estimate had assumed an average of eight
teachers per school for grades 1-4 in the estimated 496 schools to be targeted, hence the
original target of 3,969 teachers to be trained. However, more recent data indicated that the
average number of teachers per school in the five targeted regions was six. As a result, the
target was revised in 2021 based on an estimated six teachers per school across the initially to
be targeted 496 public primary schools, hence the revised target of 2,976 teachers to be
trained).

e Evaluation of teachers using the new curriculum for grades 1-4 in the pilot was completed

successfully, achieving the original unchanged target. Findings from the pilot, along with data from
beneficiary surveys and teacher assessments, informed the design and implementation of training
materials and capacity-building programs aimed at addressing the identified gaps in content
knowledge and pedagogy. These efforts were expected to positively contribute to improvements in
instructional quality and the overall learning environment in targeted schools.

A total of 560 primary schools (grades 1-4) implemented the new curriculum and IAl, exceeding the
original unchanged target of 496.

A total of 200 IAl lessons (100 in Portuguese and 100 in Mathematics) were developed and
implemented in grades 1 and 2, achieving the original unchanged target of 200.

Learning materials for the new curriculum, including school kits, teacher guides, and student manuals,
were delivered to all 560 public primary schools with grades 1-4 in the targeted regions, achieving
the original unchanged target. Prior to delivery, feedback from teachers on draft versions of the
materials was collected and used to revise and improve the materials, enhancing their utility. In
addition, all teachers received tablets pre-loaded with the updated curriculum materials to support
instructional delivery. The new teaching and learning materials developed under the Project were
created to be gender-sensitive, aiming to create an inclusive and equitable educational environment
for all students.

The national textbook policy and dissemination plan were adopted and implemented, with final
adoption in March 2025 and training conducted in April 2025, achieving the original unchanged
target.

School inspectors conducted 2,248 visits to targeted schools, not achieving the original target of
3,744, and exceeding the revised downward target of 2,024. The project strengthened the
inspectorate system by providing tablets, motorcycles, and digital tools, including the development
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of electronic questionnaires for school inspections. The use of Kobo Toolbox for administering
inspection surveys facilitated the regular and systematic monitoring of school performance and
enabled real-time tracking by the Bank team and the government of both the number and exact
location of inspection visits across the five targeted regions. As reported by the Bank team in an
interview dated August 25, 2025, school inspectors played an important role in strengthening teaching
and learning quality through routine monitoring and supervision of school-level activities, offering
pedagogical support, verifying the use of resources (including textbooks and learning materials),
updating core school data, ensuring compliance with instructional time, reviewing teacher participation
in Study Committees, and confirming the availability of grievance redress mechanisms. Importantly,
their visits verified that the new curriculum was being implemented as intended. Based on school-level
monitoring, adjustments to the curriculum and teacher support were made during the pilot phase. A
dedicated committee - comprising key education stakeholders - reviewed teachers’ feedback gathered
by inspectors, including errors and suggested changes to words, images, and expressions, and
incorporated them into revised textbooks and teacher guides. During the scale-up phase, inspectors
documented topics teachers found most difficult to teach, and because the training was delivered in a
modular format, these priority areas were consolidated and addressed in subsequent modules.

e The Grievance Redress Mechanism (GRM) was fully operational, with all 15 grievances received
addressed, exceeding the original target of resolving 75 percent of submitted grievances.

e School management committee policy and manual were developed, adopted, and disseminated, with
trainings held in all 11 regional education directorates and 20,000 manuals distributed, achieving the
original unchanged target.

e Basic education statistics for the 5 targeted regions were produced annually from 2021 to 2024 using
electronic rapid surveys, achieving the target. This indicator was added under the 2021 restructuring
to ensure the collection of basic data needed to support the project implementation.

¢ In response to COVID-19, the project leveraged technology, using electronic surveys, tablets, and
digital tools to support teacher training, learning assessments, and school inspections, which further
enhanced sector management and service delivery.

e The Project significantly strengthened institutions in the education sector by supporting key
reforms (e.g., HR Department, Teacher Career Law, SMC Policy, Textbook Policy) and building the
technical capacity of Ministry of Education staff at central, regional, and local levels. It developed
capacity-building plans, delivered training in financial management, procurement, and M&E, and
introduced a cost-effective M&E system using digital tools like GEMS and Kobo Toolbox. These
efforts enhanced sector management, improved data-driven decision-making and policy development,
and laid a strong foundation for sustaining and scaling achievements despite fragility and external
shocks such as COVID-19.

¢ As clarified by the Bank team in an interview dated August 25, 2025, both the intermediate indicator
“PASEC Il learning assessment in grades 2 and 5 conducted and results disseminated” and the
corporate indicator “Large-scale primary/secondary learning assessments completed” refer to the
same intended activity: implementing a large-scale student learning assessment in Guinea-Bissau.
Both indicators were included in the project’'s Results Framework (RF) because the Bank
management requested that the corporate indicator be added in its standard form, even where a
similar indicator already existed in the project’s RF. The project originally planned a stand-alone,
adapted PASEC Il assessment before the project’s end (October 2024), but in early 2023, the
government opted to join the official PASEC 2024 cycle organized by CONFEMEN, ensuring greater
sustainability and internationally comparable results for benchmarking, including the Human Capital
Index. Preparatory activities were financed by the project, but the remaining assessment was to take
place after the project’s end, and is being implemented under the follow-on Institutional
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Strengthening and Quality Education for All Project. As such, both indicators are considered
partially achieved, with full implementation underway under the follow-on project. As reported by the
Bank team, PASEC 2024 data were collected from May 12-30, 2025, across 11 regions in 480 public,
private, community, and self-managed schools, targeting 100 grade 2 students, 200 grade 6 students,
and 180 grade 9 students using a random sampling approach. The PASEC team is now completing
evaluation, data cleaning, analysis, and publication in close collaboration with the follow-on project
team, with results expected by late 2025 or early 2026.

National teacher certification processes/procedures established - renamed to National teacher
evaluations processes/procedures established - was not achieved. A strategic decision by the Bank
and the Ministry of Education shifted the project’s focus from developing teacher evaluation
procedures to foundational human resource reforms. These included establishing a new Directorate
for Human Resources (HR), creating a reliable HR database, and conducting a nationwide teacher
census. As reported by the Bank team in an interview dated August 25, 2025, the project supported
the Directorate General for Human Resources in developing a database containing verified and
validated data on all education sector staff, which was critical for implementing the Teacher Career
Law. The project’s support for validating information on teachers’ employment, location, and
credentials enabled the identification of over 1,000 “ghost workers,” halted payments to teachers on
strike or absent without justification, and enhanced transparency in salary disbursements nationwide.
In close collaboration with the Ministries of Education and Finance, the project facilitated ongoing
dialogue to resolve historical obstacles to timely teacher payments, updated documentation of Ministry
liabilities (e.g., teacher salary arrears) - curbing repeated Teachers’ Union claims of late payments
that the Ministries of Education and Finance affirmed had already been settled - and promoted
agreements requiring the Ministry of Education to obtain approval from the Ministry of Finance and the
Ministry of Public Administration before recruiting new teachers. Together, these measures ensured
the successful implementation of the Teacher Career Law, timely salary payments, and significantly
reduced teacher strikes, while the development of teacher evaluation procedures was transferred to
the Public Sector Strengthening Project, which continues to support HR reforms in the education
sector.

Outcomes

o A total of 81 percent of teachers who received in-service training under the project demonstrated

improved content knowledge in Portuguese and Mathematics, surpassing the original target of 70
percent. Subject-specific results showed that 73.2 percent of teachers improved in Portuguese and 90
percent in Mathematics. Improvements were measured through pre- and post-tests administered
between 2022 and 2024, with a baseline pre-test in September 2022, followed by module-level
evaluations and a comprehensive post-test in April 2024. Teachers and school staff received also
training to apply enhanced pedagogical practices and effectively deliver the new curriculum. The new
curriculum for grades 1-4 was initially piloted in 10 schools, with two schools in each of the five
targeted regions. These schools received updated student manuals and teacher guides in both print
and tablet formats. Teachers from these schools participated in the pre-pilot of the in-service training
program, and their feedback, collected through electronic surveys, was used by curriculum developers
at INDE and the Universidade de Minho to improve the curriculum and training materials. Teacher
training modules and learning assessments, including pre- and post-tests and questionnaires, were
designed to capture improvements in teachers’ capacity. The project then supported the roll out of the
new curriculum to all 560 schools in the five targeted regions. This piloting approach allowed iterative
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evaluation and adjustment, ensuring the curriculum’s effectiveness and alignment with students’ and
teachers’ needs prior to full-scale implementation.
In the 10 pilot schools (fewer than the 22 originally planned) within the targeted five regions, 69
percent of grade 2 students demonstrated improved learning outcomes in Portuguese and
Mathematics, surpassing the unchanged original target of 60 percent. These gains were measured
by comparing grade 2-level tests administered at baseline and follow-up. To assess progress, the
same grade 2 tests in Mathematics and Portuguese were administered to the same cohort after
advancing to grade 3 in 2024. Of the 509 students tested, 66.6 percent showed improvement in
Portuguese and 71.4 percent in Mathematics, averaging 69 percent across both subjects. These
results reflect the effectiveness of the curriculum pilot approach, which combined updated materials
(manuals and guides), iterative feedback and revisions, and targeted teacher training to ensure
alignment with student and teacher needs when scaled up. Furthermore, as reported by the Bank
team in an interview dated August 25, 2025, these results are particularly significant as they were
achieved in the aftermath of the COVID-19 pandemic, a period during which learning losses were
widely observed across most countries in the region. Learning improvements were substantial and
consistent across subjects and genders. Specifically:
o In the 10 pilot schools, Portuguese scores improved from a baseline average of 15.13 (median
14) to 15.95 (median 16), while Mathematics scores rose from 13.91 (median 13) to 15.34
(median 16.5).
o Of the 509 students tested, 66.6 percent showed improvement in Portuguese (66.3 percent
female; 66.9 percent male) and 71.4 percent in Mathematics (72.7 percent female; 69.7
percent male), reflecting substantial gains across both subjects and genders.

A total of 110,581 individuals directly benefited from the project, surpassing both the original target
of 105,854 and the revised target of 77,090. Beneficiaries included students, teachers, Ministry of
Education staff, and community members who received training and support through various project
activities. Of the total:

o 49 percent were female, almost meeting the original target of 50 percent, and surpassing
the revised target of 47 percent. The reduction in the original target for the share of female
direct beneficiaries reflects (i) the cancellation of school grants and removal of beneficiaries
from community schools in Oio and Bafata, and (ii) updated data showing an average of six
teachers per school rather than eight. While female students in grades 1-4 represented
49 percent of beneficiaries, the proportion of female inspectors, teachers, and other staff was
considerably lower, which led to the target being adjusted downward to 47 percent.

o 103,644 students benefited from direct interventions to enhance learning, exceeding the
target of 73,408 (this was a new PDO sub-indicator introduced during the 2021 restructuring).
Of those supported, 50,953 (49 percent) were female students.

Rating
Substantial

OVERALL EFFICACY
Rationale

Page 12 of 22



Independent Evaluation Group (IEG) Implementation Completion Report (ICR) Review
Guinea-Bissau Quality Education (P160678)

The project made substantial progress in improving the teaching and learning environment in grades 1-4 in
targeted schools through curriculum reform, comprehensive teacher training, delivery of updated learning
materials, strengthened school inspections, and improvements to teachers’ working conditions. Teacher
training proved effective, strengthening both subject knowledge in Portuguese and Mathematics and
pedagogical practices. Pre- and post-test results demonstrated measurable gains, with 81 percent of teachers
improving their content knowledge (73.2 percent in Portuguese and 90 percent in Mathematics). Importantly,
school inspectors provided ongoing support by monitoring classroom practices, guiding the use of learning
resources, and reinforcing curriculum implementation. Feedback from these visits was systematically used to
refine textbooks, teacher guides, and modular training, thereby increasing the likelihood that knowledge gains
translated into improved instructional quality. Student assessments in the 10 pilot schools across the targeted
regions provide further evidence of positive impact: 69 percent of the 509 grade 2 students tested
demonstrated learning gains in Portuguese and Mathematics, with results consistent across both subjects
and genders. While the sample size was limited, the consistency of these findings strengthens their credibility
and points to meaningful improvements in teaching and learning conditions, with broader validation expected
from the forthcoming PASEC 2024 assessment.

In parallel, the project’s support for foundational human resource reforms addressed systemic barriers to
education service delivery. By establishing a verified national database of teachers and education staff, the
project identified over 1,000 ghost workers, reduced unjustified payments to absent or striking teachers, and
improved payroll transparency - yielding estimated savings of US$2.6 million in 2023/24. These measures
strengthened workforce management, reduced strikes, and likely improved teacher motivation, contributing to
more consistent classroom presence and continuity of learning. In Guinea-Bissau’s context of fragility, low
institutional capacity, and fiscal constraints, these achievements were critical for sustaining improvements in
the quality of the teaching and learning environment.

Taken together, the curriculum reform, teacher training, improved access to and use of learning materials,
strengthened inspections, human resource reforms, adoption and rollout of a national textbook policy, and
sector-wide capacity building constitute mutually reinforcing interventions that produced verifiable
improvements in both teaching quality and student learning outcomes. While some evidence, such as pilot-
school assessments, is based on a limited sample, the consistency of positive results across multiple
indicators, combined with systemic reforms that strengthened workforce management and instructional
continuity, provides a strong basis for concluding that the project substantially enhanced the teaching and
learning environment in targeted schools. These achievements justify a Substantial rating for overall project
efficacy.

Attribution. In an interview dated August 25, 2025, the Bank team shared its views of the project’s
attribution. According to the Bank team, the results achieved under the project can be largely attributed to its
interventions. Guinea-Bissau’s education sector has historically been underfunded, with government
resources largely absorbed by teacher salaries, leaving the system highly dependent on external financing.
Over the life of the project, the Bank - with 28 percent co-financing from the GPE - was the largest and most
prominent development partner in the country's education sector. While other partners, such as the European
Union, Plan International, and the World Food Programme, provided support in limited areas or regions
outside the project’s scope, this Bank-led project delivered comprehensive interventions, including curriculum
reform, development and delivery of updated learning materials, and extensive teacher training in Portuguese
and Mathematics. The project also strengthened school inspections, facilitated human resource reforms to
reduce teacher strikes, and established foundations for lasting improvements through the Teacher Career
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Law and a national textbook policy. These achievements were implemented in a coordinated manner with the
Ministry of Education and other development partners, ensuring complementarity and avoiding duplication.

Counterfactual. According to the ICR (p. 14), without the project’s strong technical and financial support, key
reforms and achievements - such as the development and rollout of a new curriculum after nearly four
decades, extensive in-service teacher training, and targeted human resource reforms that reduced teacher
strikes - would likely not have been realized within the timeframe they did and would have been significantly
delayed. In a fragile and politically unstable context, the absence of the project’s support would have hindered
progress in the field of education, leaving teachers less prepared and classrooms less equipped to enhance
learning. Furthermore, without the project’s support, it is unlikely that critical foundations for long-term and
sustained improvements in the education sector - such as the effective implementation of the Teacher Career
Law, the adoption and rollout of a national textbook policy, and capacity building across the sector - would
have been established within the same timeframe. This absence would have further limited the education
system’s ability to achieve ongoing quality improvements in teaching and learning, underscoring the project’s
important role in driving both immediate and lasting reforms.

Overall Efficacy Rating

Substantial

5. Efficiency

Economic efficiency. Due to data limitations at the project appraisal stage, the Bank team was unable to
conduct a traditional cost-benefit analysis, and no baseline estimates for the Internal Rate of Return (IRR) or Net
Present Value (NPV) were established. Despite these constraints, the Bank team performed an adequate
economic analysis focusing on cost savings derived from reduced repetition and dropout rates and examining
the relationship between years of schooling and individual earnings. The analysis estimated that a 5 percent
reduction in repetition rates for grades 1-4 could yield annual savings of US$618,015 over the project’s 5-year
implementation period. The average return on education was estimated at 5 percent, which is corroborated by
findings from the 2010 Poverty Assessment Survey (ILAP). This survey shows a positive and significant
correlation between educational attainment and earnings in Guinea-Bissau, emphasizing a non-linear
relationship where each additional year of schooling generally yields a 5 percent return in wage earnings.

At project closure, a more detailed cost-benefit analysis was conducted, utilizing actual beneficiary and cost data
alongside earnings data from the latest at the time Guinea-Bissau harmonized household survey data (EHCVM,
2021-22). The ICR’s analysis confirms that the project’s investments were economically efficient and justifiable.
The analysis was based on the following assumptions: (a) wage differences by education level and age, derived
from the 2021-22 EHCVM household survey; (b) labor market participation starting at age 18 and continuing
until the retirement age of 60; (c) an estimated education return rate of 7.15 percent, derived from the 2021-22
EHCVM household survey data and the Mincer’s earnings equation; and (d) a 4 percent discount rate, with an
exchange rate of US$1 = 602.58 CFA francs as of March 30, 2025. The results indicate that the project was
economically viable, with the project's present discounted value (PDV) of benefits amounting to US$68.1 million,
compared to PDV costs of US$44.2 million. The project's net present value (NPV) was estimated at US$24
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million, with an IRR of 5 percent. The benefit-cost ratio stood at 1.5 at project closure. Although some benefits
remain unquantified, the positive NPV confirms the overall efficiency of the project’s investments.

Implementation efficiency. By the project’s extended closing, all key revised PDO indicators had been
exceeded, and the allocated funding was almost fully disbursed (98 percent), demonstrating efficient use of
resources. The 2021 restructuring further enhanced efficiency by adjusting teacher-related targets based on
updated data, without reducing school coverage. This maintained the project’s overall ambition while better
aligning resources with actual needs. At the same time, the project encountered several significant challenges
during its implementation, notably frequent changes in government leadership, teacher strikes, and the COVID-
19 pandemic, all of which disrupted key activities and delayed progress toward the PDO. Between 2018 and
2024, Guinea-Bissau saw over 10 changes in Ministers of Education and 7 in Prime Ministers, resulting in a lack
of continuity at central, local, and school levels and causing delays in critical reforms. To mitigate the impact of
these political shifts, the project assigned focal points within each directorate in charge of project implementation
to ensure continuity of technical support provided to the education sector. Additionally, government ownership
was promoted through workshops to discuss key project activities and objectives, and consultants were hired to
support focal points across directorates. Teacher strikes, primarily driven by grievances over salary and working
conditions and exacerbated by the failure to implement key reforms like the Teacher Career Law, further
compounded delays. The COVID-19 pandemic added another layer of disruption, causing travel restrictions,
school closures, and delays in activities such as the development of the school grants procedures manual,
teacher training, and the country’s participation in PASEC. To address these challenges, the Bank implemented
several mitigation strategies, including a restructuring in 2021, which simplified the results framework,
reallocated funds to fill financing gaps, and extended the project timeline by 12 months to allow for delayed
activities to be completed. This restructuring significantly increased the pace of implementation, with the majority
of the original and revised PDO and Intermediate Results Indicators (IRIs) being met or exceeded by the closing
date in October 2024. Despite setbacks, the project demonstrated resilience and adaptability, including through
focusing on key reforms such as supporting the Teacher Career Law and implementing distance learning during
the pandemic.

The economic analysis results point to a sound investment. However, consistent with the ICR, overall efficiency
is rated as Modest, reflecting the implementation inefficiencies observed over a substantial portion of the
project’s lifetime.

Efficiency Rating
Modest

a. If available, enter the Economic Rate of Return (ERR) and/or Financial Rate of Return (FRR) at appraisal
and the re-estimated value at evaluation:

Rate Available? Point value (%) *Coverage/Scope (%)
Appraisal 0 0
bp [0 Not Applicable
ICR Estimate 0 0

I Not Applicable
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* Refers to percent of total project cost for which ERR/FRR was calculated.

6. Outcome

The relevance of the PDO is rated high. Achievement of the project’s single objective is rated substantial.
Project efficiency is rated modest. These ratings are indicative of a Moderately Satisfactory Outcome rating.

a. Outcome Rating
Moderately Satisfactory

7. Risk to Development Outcome

According to the ICR (pp. 43-44), there remains a moderate risk to sustaining the project’s development
outcome, reflecting a mix of strong government commitment to preserving and scaling the gains achieved,
continued technical and financial support from development partners, improving macroeconomic conditions,
and persistent political fragility. Several core interventions initiated under the project are being maintained
and expanded through three ongoing World Bank—financed operations: the Guinea-Bissau Institutional
Strengthening and Quality Education for All Project, the Human Capital Project, and the Public Sector
Strengthening Il Project. These include: completion of the PASEC 2025 assessment; national rollout of the
textbook policy, in-service teacher training program, and the new curriculum; expansion of scripted lessons
and regular learning assessments; and the planned use of a Performance-Based Funding approach
combined with electronic surveys to incentivize and monitor the large-scale distribution of learning materials,
building on successful practices from this project. Additional efforts involve continued training of key Ministry
staff in data collection and digital tools (e.g., KoBo Toolbox), support for using school mapping to develop an
operational plan for achieving Universal Primary Education, and strengthening oversight and management of
public resources. In addition, reforms initiated under this project - particularly around HR management and
the implementation of the Teacher Career Law - are being reinforced to ensure sustainability and to prevent
future teacher strikes. The government has demonstrated strong commitment to the education sector, having
steadily increased education spending from 1.9 percent to 3.2 percent of GDP between 2010 and 2022 - the
highest increase in the West African Economic and Monetary Union region - while real per-student spending
has tripled over the past decade. With macroeconomic stability improving (real GDP growth projected at 4.5
percent and public debt-to-GDP expected to decline to 75 percent by end-2025), fiscal space for social
sectors, including education, is likely to expand. Taken together, these factors create a relatively strong
enabling environment for sustaining the project’s development outcome, despite continued risks stemming
from political fragility.

8. Assessment of Bank Performance

a. Quality-at-Entry
The project design was well-aligned with both the Bank’s strategic priorities and the government’s
education sector agenda, incorporating lessons from prior operations and benefiting from strong
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collaboration with government and development partners. Its relevance was further enhanced through the
2021 restructuring, which introduced support for human resource reforms that helped reduce teacher
strikes and improve learning continuity. The design maintained a clear outcome orientation, with PDO
indicators measuring improvements in teacher knowledge and student learning in Portuguese and
Mathematics, directly linked to the project’'s development objective. The M&E design was technically
sound (see Section 9).

The project’s overall implementation risk was appropriately rated High, considering the country’s fragile
context. Key risks included persistent political instability, frequent changes in government, limited
institutional capacity, and macroeconomic vulnerabilities. These challenges posed threats to policy
continuity, teacher salary payments, and the broader stability of the education sector. To address these,
the project emphasized grassroots implementation, capacity building, and strong engagement with non-
state actors. It also planned for technical support by engaging an in-country education specialist.
Fiduciary risks were to be addressed through independent verification, community oversight, and
simplified procurement mechanisms. Stakeholder risks, particularly those related to frequent teacher
strikes and weak civil society engagement, were to be managed through the incremental strengthening of
school management committees and active collaboration with teachers’ unions.

While the project’s overall implementation risk was appropriately rated High, and key risks were
accurately identified at appraisal with generally sound mitigation measures, these proved insufficient in
the face of Guinea-Bissau’s persistent volatility. As noted in the ICR (p. 23), the original project design
was overly ambitious given the country's fragile and volatile context. Although some challenges - such as
the COVID-19 pandemic - were unforeseen, others, including chronic political instability and recurrent
teacher strikes, were well-documented and should have prompted a more focused and realistic design
from the outset. This design shortcoming was largely addressed through the 2021 restructuring, which
marked a pivotal moment in the project’s implementation. The restructuring realigned the project’s scope
with updated data and operational realities. Importantly, it refocused efforts on addressing systemic
human resource challenges - particularly those driving teacher strikes - that had severely disrupted
learning continuity. These adjustments improved the project’s alignment with its PDO by prioritizing
interventions that were more likely to improve teaching and learning conditions in the targeted schools.

Quality-at-Entry Rating
Moderately Satisfactory

b. Quality of supervision

The quality of the Bank's supervision is rated Satisfactory. Operating in a fragile environment characterized
by political instability, frequent government turnover, recurrent teacher strikes (especially in the early
years), and the COVID-19 pandemic, the Bank provided consistent, adaptive, and hands-on support to the
government throughout the project. The supervision team included technically qualified specialists with the
necessary expertise to guide implementation and respond to emerging challenges. Supervision was
regular and well-documented through Aide-Memoires, management letters, and Implementation Status
Reports, which offered a candid and accurate account of progress, bottlenecks, recommended actions, and
jointly agreed with the government follow-up steps. The Bank maintained a strong focus on institutional
strengthening and capacity building, including through the effective use of the GEMS platform to enable
real-time monitoring and timely course correction. The Bank also played a proactive role in the 2021
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restructuring, which was instrumental in streamlining project activities, extending the implementation
timeline, accelerating disbursements, and helping to strengthen progress toward the PDO - particularly
important given the country’s continued institutional fragility. Both the Bank’s core team - including two
Task Team Leaders (engaged from preparation to closure), a country-based Operations Officer, and two
Extended Term Education Consultants - and the government’s technical teams, alongside a highly qualified
Project Coordinator, remained largely unchanged throughout the project. This continuity enabled the
implementation of difficult reforms, fostered trust and collaboration among stakeholders, and maintained a
strong pace of implementation.

Quality of Supervision Rating
Satisfactory

Overall Bank Performance Rating
Moderately Satisfactory

9. M&E Design, Implementation, & Utilization

a. M&E Design

The project’'s M&E design was sound and tailored to the Ministry of Education’s limited capacity and data
challenges. It included clear PDO and intermediate indicators, with a plan to recruit a full-time Senior
Education and M&E Specialist to strengthen data collection and reporting. Initial reliance on the existing
EMIS was limited, focusing instead on gradually building its functionality with support to key departments
like the Department of Planning and Statistics (GEPASE). Complementary activities such as school
mapping, the Adapted SDI Survey, and the School Grants Program (which required completed EMIS
questionnaires) were included to improve EMIS data availability and quality. In addition, NGOs were to
assist with data collection at the school level, and trained school inspectors - equipped with training,
monitoring tools, and transportation - were expected to oversee the development of School Improvement
Plans (SIPs), monitor school grant usage, track teacher attendance and training participation, and verify the
use of textbooks and interactive audio instruction in classrooms. The PIU was to provide targeted M&E
support and manage grievances. A web-based education portal was planned to disseminate EMIS-
generated data. Regular World Bank supervision and a mid-term review were to ensure ongoing
assessment and adjustments to meet the PDO. Under the 2021 restructuring, the results framework was
simplified to align with the evolving context and changed project scope. PDO-level indicators were reduced
from five to three, dropping those less relevant or linked to cancelled activities, while one new World Bank
corporate sub-indicator was added to capture students benefitting from direct interventions to enhance
learning.

b. M&E Implementation

The M&E implementation initially faced delays, particularly in recruiting a dedicated M&E Specialist and
producing timely progress reports. However, after the M&E Specialist joined the PIU in March 2020, M&E
performance improved significantly. The Bank collaborated closely with the government and the GEMS
team to leverage technology such as Kobo Toolbox, enabling more timely and accurate data collection
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through beneficiary surveys of teachers participating in training sessions linked to the new curriculum,
teacher assessments, inspector questionnaires, and annual rapid surveys to collect basic education data
in the five regions targeted by the project. Following the 2021 simplification of the results framework,
indicator progress was systematically tracked and reported in Aide-Memoirs and Implementation Status
Reports. Additionally, training in M&E and the use of technology for data collection, aggregation, analysis,
and dissemination was provided to relevant central, regional, and local staff. Although the establishment
of a functional grievance redress mechanism (GRM) was initially delayed, it was ultimately implemented
successfully.

c. M&E Utilization

The project’'s M&E system was instrumental in enhancing implementation performance and informing
key policy reforms in the education sector. The use of technology - such as Kobo Toolbox, tablets, and
electronic inspection questionnaires - enabled real-time monitoring of school inspections and
strengthened the inspectorate system. Data from beneficiary surveys and teacher assessments
informed the design and implementation of capacity-building and training programs, as well as revisions
to teaching and learning materials, thereby improving instructional quality and learning environments.
Additionally, the project supported the creation of a reliable database of all education sector staff, which
facilitated the effective implementation of the Teacher Career Law by ensuring accurate staffing data
and identifying “ghost workers.” The project’'s M&E data also informed the design of: (i) the Public Sector
Strengthening Project (P176383), which builds upon the HR reforms supported under this project; and
(i) the Human Capital Project (P179509), where the data served as a basis for scaling up several
activities nationally, particularly those financed under Component 2.

M&E Quality Rating
Substantial

10. Other Issues

a. Safeguards

Since no civil works were planned, no environmental impacts were anticipated. Accordingly, no safeguard
policies were triggered, and the project was classified as Category C. By design, the project was expected
to generate positive social impacts, building on the community-based approaches of previous initiatives in
the country and thereby fostering socially inclusive practices. As the project did not involve school
construction, land acquisition was not required, and OP 4.12 was not applicable. Grievances could be
submitted through a Grievance Redress Mechanism (GRM) for the school grants activities, or the World
Bank’s Grievance Redress Service (GRS). The GRM was to be promoted and explained through
awareness-raising campaigns to ensure that communities and citizens were well informed about the
channels and mechanisms available for submitting complaints. The results framework included an indicator
to systematically track the proportion of grievances addressed through the GRM relative to the total
received. In addition, School Management Committees, which were to include community representatives,
were to play an active role in the design and implementation of school grants. This participatory approach
aimed to ensure that School Improvement Plans were tailored to the specific needs of the schools and
communities in which they were implemented. The project’s Environmental and Social performance was
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rated Satisfactory. No safeguard policies were triggered throughout implementation. Although initially
delayed, the project successfully established a GRM, which received 15 grievances (mainly constructive
suggestions to improve teacher training), all of which were addressed by the government.

b. Fiduciary Compliance
Financial Management: The project’s Financial Management (FM) performance was rated Satisfactory,
with a Moderate residual risk at closing. Although there were initial delays in implementing planned
mitigation measures, procuring FM software, and recruiting the external auditor, FM performance improved
significantly over time. Project budgeting, accounting, and internal controls were generally sound, and all
interim unaudited financial reports were submitted on time and in accordance with World Bank standards.
Payments - particularly for teacher training - were efficiently managed through mobile money, enhancing
transparency and traceability. All five external audits received unqualified (clean) opinions, confirming that
project funds were used appropriately and for their intended purposes. As reported by the Bank team in an
interview dated August 25, 2025, the final external financial audit report also received an unqualified
opinion. Of the US$15 million allocated, US$14.103 million was disbursed. Following exchange rate losses
of approximately US$600,000, the net grant amount was reduced to US$14.4 million, of which 98 percent
was disbursed by project closing.

Procurement. The project's overall procurement performance was rated Moderately Satisfactory, with a
Moderate residual procurement risk. Early implementation faced delays in finalizing several large and
complex procurements, mainly due to limited capacity in preparing terms of reference and difficulties
identifying qualified firms. However, the procurement performance improved significantly over time, aided
by close support from the Bank’s Procurement Specialist and a Portuguese-speaking Short-Term
Consultant recruited in 2023. Procurement processes adhered to World Bank standards, and where issues
arose (e.g., incomplete documentation, delays in contract signing), the Bank team worked closely with the
government to resolve them promptly. Use of the STEP (Systematic Tracking of Exchanges in
Procurement) system improved over the project’s life, and by closing, all project-financed contracts were
properly recorded in STEP.

c. Unintended impacts (Positive or Negative)

d. Other

Beyond its primary focus on improving teaching and learning in grades 1-4 in targeted schools, the project
also delivered important unintended outcomes that strengthened the education sector’'s HR system. By
establishing a reliable database to implement the Teacher Career Law, it significantly improved payroll
management and resource efficiency, surpassing initial expectations. The project validated active versus
inactive teachers, removed over 1,000 “ghost workers,” and ensured teachers were not paid during strikes
or unjustified absences, thereby enhancing transparency and accountability in the system.
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11. Ratings
. Reason for
Ratings ICR IEG Disagreements/Comment
Moderately .
Outcome Satisfactory Moderately Satisfactory
Bank Performance Moderately Moderately Satisfactory
Satisfactory
Quality of M&E Substantial Substantial
Quality of ICR - Substantial

12. Lessons

The ICR presents the following lessons, slightly reworded by IEG:

In fragile and resource-constrained settings, the strategic use of technology - such as the
GEMS system - can significantly enhance the effectiveness, efficiency, and transparency of
M&E systems. In this project, GEMS enabled real-time data collection, analysis, and dissemination,
which informed timely course corrections and improved project performance. It also reduced reliance
on costly and logistically challenging extensive field visits, particularly in remote or hard-to-reach
areas. Moreover, the platform promoted transparency and accountability by making project data
readily accessible to stakeholders across different levels and locations.

In highly fragile contexts, sustained progress in the education sector depends on consistent
support for reforms, a focus on institutional strengthening, and continuity of technical staff.
This project demonstrated that maintaining a stable core team - on both the Bank and government
sides - was essential to navigating political volatility and ensuring reform continuity. The presence of
field-based, locally knowledgeable Bank staff enabled timely engagement with national counterparts
and helped manage complex socio-political dynamics. On the government side, technical teams
within key Ministry of Education departments - such as the HR Department, INDE, and GEPASE -
remained largely intact throughout implementation, particularly in units leading reform efforts.
Additionally, the PIU retained a highly qualified Project Coordinator for the entire project duration.
This continuity fostered trust, enabled the effective implementation of complex reforms (such as the
Teacher Career Law and new curriculum rollout), and was instrumental in achieving the PDO.

In fragile countries, focusing project design on a few high-impact activities significantly
increases the likelihood of successful implementation. By focusing on a limited number of such
activities, the revised project effectively improved the quality of the teaching and learning
environment despite the challenging context. The project design and implementation were informed
by a thorough, regularly updated risk assessment, enabling the project to anticipate challenges and
identify mitigation measures. With a deep understanding of specific risks, such as political changes,
the project was able to respond flexibly to circumstances on the ground, for example, by

Page 21 of 22



Independent Evaluation Group (IEG) Implementation Completion Report (ICR) Review
Guinea-Bissau Quality Education (P160678)

coordinating with the government and GPE to maintain project focal points and technical assistance
within the Ministry of Education departments even amid changes in government.

13. Assessment Recommended?

No

14. Comments on Quality of ICR

Quality of evidence. Evidence provided in the ICR was drawn from systematically collected project monitoring
data, supplemented by teacher assessments and student assessments conducted in 10 pilot schools. This
allowed for consistent monitoring of progress against clearly defined and relevant indicators, and the baselines
and targets established for them. Key results were systematically documented in Annex 1 (Results Framework
and Key Outputs) of the ICR and were appropriately integrated into the Efficacy discussion. The forthcoming
PASEC 2024 assessment is expected to provide further validation of the project outcomes.

Quality of analysis and results orientation. The ICR presented a generally solid analysis, drawing on project
data, indicator achievements, and teacher and student assessments to evaluate outcomes. It was candid and
offered a balanced, critical review of both achievements and shortcomings. The report engaged with the Theory
of Change, examining how project activities and outputs contributed to intended outcomes. By structuring the
assessment around the project’s results chain, the ICR demonstrated a strong results orientation.

Quality of Lessons. The lessons in the ICR were well grounded in its evidence and analysis, and are relevant
for other countries seeking to strengthen the quality of primary education.

Internal Consistency, adherence to guidelines, and conciseness. The ICR was internally consistent,
respectful of the guidelines, clear and reasonably concise.

a. Quality of ICR Rating
Substantial
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