Public Disclosure Authorized

Public Disclosure Authorized

Independent Evaluation Group (IEG) Implementation Completion Report (ICR) Review
Guinea Education Project for Results (P167478)

Report Number: ICRR0024699

1. Project Data

Project ID Project Name
P167478 Guinea Education Project for Results
Country Practice Area(Lead)
Guinea Education
L/C/TF Number(s) Closing Date (Original) Total Project Cost (USD)
IDA-D4840 30-Jun-2024 41,259,266.24
Bank Approval Date Closing Date (Actual)
09-Jul-2019 30-Jun-2024

IBRD/IDA (USD) Grants (USD)
Original Commitment 50,000,000.00 0.00
Revised Commitment 46,198,306.09 0.00
Actual 41,260,182.65 0.00
Prepared by Reviewed by ICR Review Coordinator Group
Judith Hahn Gaubatz Judyth L. Twigg Susan Ann Caceres IEGHC (Unit 2)

2. Project Objectives and Components
a. Objectives
According to the Project Appraisal Document (PAD, page 20), the project objectives were as follows:

e To improve access to, and the quality of, early childhood and basic education in the project
areas and to strengthen the capacity of the education system to deliver better results.
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The project objectives remained the same throughout the project period; however, key project indicator
targets were reduced at the time of the September 2023 restructuring. Therefore, a split rating approach was
applied.

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

Did the Board approve the revised objectives/key associated outcome targets?
No

c. Will a split evaluation be undertaken?
Yes

d. Components
Component 1: Improving equitable access to pre-school education (Appraisal: US$ 30.2 million; Revised;
U$ 26.8 million; Actual: US$ 23.1 million). This component aimed to increase equitable access to pre-
school. Activities included revision and approval of the government pre-school policy (which included the
provision of one year of pre-school education and definition of standards for physical environment,
materials, and teacher qualifications); construction of 1,000 pre-school classrooms; and gender-focused
activities to promote the welfare of mothers and girls.

Component 2: Improving pre-school and basic education quality using technological innovation (Appraisal:
US$ 8.4 million; Revised: US$ 8.2 million; Actual: US$ 7.1 million). This component aimed to improve the
quality of play and teaching-learning practices in pre-school and basic education classrooms. Activities
included development of a continuous professional development policy; and strengthening content for in-
service training, particularly through the use of mobile technology.

Component 3: Strengthening education sector management capacity (Appraisal: US$ 9.7 million; Revised:
US$ 5.7 million; Actual: US$ 6.8 million). This component aimed to strengthen the decentralized
management of human resources and schools. Activities included reform of teacher recruitment to
decentralized levels; piloting of formula-based budget transfers to schools to cover non-salary recurrent
expenditures; and strengthened information management systems to enable better decision-making.

Component 4: Project management and monitoring and evaluation (Appraisal: US$ 1.7 million; Revised:
US$ 3.7 million; Actual: US$ 4.6 million). This component aimed to support project management, monitoring
and evaluation (M&E), and technical assistance.

Disbursement-linked indicators (DLIs) were as follows:

e DLI1—Strengthened policy in early childhood education (Component 1, related to improving
equitable access to pre-school)

e DLI2—Strengthened in-service teacher professional development (Component 2, related to
improving pre-school and basic education quality through teacher training using technological
innovation)

e DLI3—Strengthening decentralized management (Component 3, related to decentralized
recruitment of teachers to the prefectural and regional levels)
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e DLI4—Strengthening decentralized management (Component 3, related to development and
implementation of a formula-based budget for non-salary and recurrent costs)
e DLI5—Strengthening systems for planning and M&E (Component 3, related to operationalization of

mobile technologies and web-based access to dashboards for data entry and information
management)

e. Comments on Project Cost, Financing, Borrower Contribution, and Dates

Project cost

e The project cost at appraisal was US$ 50.0 million, later revised to US$ 43.6 million. The actual
project cost was US$ 41.3 million.

Financing

¢ The project was financed by an International Development Association grant of US$ 50.0 million,
later revised to US$ 43.6 million. The actual amount disbursed was US$ 41.3. million.

e SDR-US$ exchange rate losses caused a reduction in the project’s overall financing envelope, along
with cost escalations due to supply-side shortages stemming from the COVID-19 pandemic and a
warehouse explosion in Conakry in 2023.

e SDR 2.891 million was cancelled from the grant.

Borrower contribution

e There was no planned Borrower contribution.

Dates

July 19, 2019: Project approval.
July 15, 2020: Project effectiveness.
June 1, 2023: Mid-term review.

September 2021: A military coup d’état triggered the Bank’s Operation Policy (OP 7.30) on dealing
with de facto governments, which led to suspension of disbursements from September 9, 2021, to
March 9, 2022.

September 18, 2023: The project was restructured to revise its design and reduce outcome targets,
due to implementation delays (effectiveness took one year due to challenges in meeting two
conditions of effectiveness: completion of the Project Implementation Manual and Project
Implementation Unit staffing), COVID impact, the military coup d'etat, an explosion at the
hydrocarbon depot in Conakry that affected the cost and delivery timeline of construction

materials, and exchange rate losses. The number of pre-schools to be constructed was reduced
from 1,000 to 550, with the other related key outcome targets also reduced (i.e. number of children
attending pre-school, number of teachers recruited and trained).

e June 27, 2024: The project was restructured to cancel select project activities and SDR 2.891 million
from the grant.
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e June 30, 2024: Project closing.

3. Relevance of Objectives

Rationale

Guinea is one of the poorest countries in the world, with a gross domestic product (GDP) per capita of only
US$ 508 (2016) compared to US$ 1450 for sub-Saharan Africa as a whole. Sixty-four percent of the
population lives in rural areas, with a poverty incidence rate of 65 percent. Access to basic services is also
low, including for education, electricity, and sanitation.

The formal education system in Guinea includes three years of pre-school and six years of basic education.
Access to education has increased significantly in recent decades, with net enrollment rates increasing from
41.6 percent in 1999 to 73.4 percent in 2017, though pre-school enroliment was only 12 percent in 2017.
The overall education sector is hampered by inadequate financial resources (education expenditures
comprise only 2.4 percent of GDP, with most resources going towards salaries), highly centralized
ministerial bodies, and weak institutional capacity particularly at decentralized levels. Challenges at the
school level include lack of supply, burdensome fees, overcrowding, lack of a pre-school teacher training
track, and low demand among parents. The vast majority of communities, particularly in rural areas, do not
have a pre-school classroom in their catchment areas and are also burdened with tuition and school-related
expenses. Gender equity is also a challenge, with girls more likely to be out-of-school and to repeat grades,
particularly at the end of the primary cycle. Quality is also a major concern, as almost ninety percent of
children in grades two and three cannot read simple texts.

The government's development plan for 2016-2020 prioritized human development, particularly education,
and aimed to increase primary net enroliment to 77.5 percent and raise the Gender Parity Index to 1.0 by

2020. The 2019-2028 Education Sector Plan (Programme Décennal d’Education pour la Guinée) focuses

on improving the quality of education, especially in the early grades.

The Bank's Country Partnership Framework for FY2018-23 identified as a key pillar the decentralization of

service delivery, including education, with the proportion of rural schools receiving and utilizing resources in
a timely manner as a key outcome indicator.

Rating
High

4. Achievement of Objectives (Efficacy)
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OBJECTIVE 1
Objective
To improve access to early childhood and basic education in the project areas (ORIGINAL outcome targets)

Rationale

The theory of change was clear. Key activities to develop a pre-school policy with defined standards, pre-
school classroom construction, and community mobilization were likely to achieve the intended outcome to
improve access to early childhood education directly, though only indirectly to basic education through
improved preparedness of pre-school children.

Outputs

e Pre-school policy drafted, approved, and launched (October 2023) to allow the provision of one-year
of pre-school education and define service standards (i.e. educational content, physical environment,
teaching-learning-play equipment, and teacher qualifications). (DLI 1)

¢ Rehabilitation and/or construction of 509 pre-primary classrooms according to new service standards
(target: 1,000). An additional 13 classrooms were to be completed by the government and 32 were
transferred to a follow up project (Support to Local Governance 2 (P177095), approved for US$81.0
million in March 2023). The classrooms were to be built as stand-alone structures on the premises of
primary schools, selected from schools in rural and semi-urban areas, with priority given to schools
with overcrowded Grade 1-2 classrooms and a water point.

e Equipment and furniture for 566 pre-primary classrooms.

e Preschool awareness campaign on the importance of early stimulation and pre-school education
especially for girls, and the importance of maternal and child health and nutrition. The campaign was
conducted by four local non-governmental organizations in local languages, including training
of 16,788 individuals (5,692 women).

However,

e Gender-focused activities promoting the welfare of mothers and girls were not implemented as
planned.

QOutcomes

The number of pre-school students benefiting from direct interventions to enhance learning was 11,370
(target: 16,500), of which 5,085 were girls (target: 8,000). Note: the original appraisal target of 1.43 million
students included both pre-school and basic education students, while the ICR data reported results for pre-
school only.

e The number of children attending public pre-school classes increased from 915 in 2019 to 11,370 at
project closing (target: 30,000). The percentage that were girls decreased from 49.8 percent to 44.7
percent (target: 49.8 percent).

e No data were reported for the number of children attending basic education classes.
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Achievement is rated Modest due to significant shortfalls in reaching the original target for the key activity to
construct pre-school classrooms and the related outcome of the number of children attending pre-school
classes. There was no clear results chain to improve access to basic education, beyond the expectation that
increased enroliment in pre-school would lead to increased enroliment in basic education.

Rating
Modest

OBJECTIVE 1 REVISION 1
Revised Objective
To improve access to early childhood and basic education in the project areas (REVISED outcome targets)

Revised Rationale
Outputs

¢ Rehabilitation and/or construction of 509 pre-primary classrooms according to new service standards
(target: 550).

QOutcomes

e The number of children attending public pre-school classes increased from a baseline of 915 in
2019 to 11,370 at project closing (target: 16,500).

Achievement is rated Modest due to a significant shortfall in achieving the revised target for the number of
children attending pre-school classes, although the target for the key output of classrooms constructed was
largely achieved. There was no clear results chain to improve access to basic education, beyond

the expectation that increased enroliment in pre-school would lead to increased enroliment in basic
education.

Revised Rating
Modest

OBJECTIVE 2

Objective

To improve the quality of early childhood and basic education in the project areas (ORIGINAL outcome
targets)

Rationale
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The theory of change was clear. The key activities to develop a continuous professional development policy
and program for teachers and to provide training, particularly through the use of digital platforms, were likely
to lead to the intended outcome to improve quality.

Outputs

e Development and approval of teacher professional development policy and provision of training, with
defined standards and institutional responsibilities on professional practices, in-service training, and
pedagogical guides and training modules for pre-school and basic education. (DLI2)

¢ Piloting the use of digital technologies for school-based teacher development. 19,620 tablets and
4,000 chargers were distributed to facilitate technology use in teaching pedagogy, although the ICR
did not report on the proportion of teachers who received the technology or on the extent to which
teachers utilized the technology in their pedagogy.

e Training of 500 managers of the National Directorate of Preschool Education at the prefectural and
sub-prefectural level on child development, management of resources, and pedagogical support.

QOutcomes

e Early learning quality and outcomes were measured through the Monitoring Early Learning Quality
and Outcomes tool, on a sample basis during the period of January 2024 to October 2024, in 21
public pre-school classrooms (in 6 regions and 12 prefectures). Findings included the following: (i)
approximately 60 percent of the schools' children follow good handwashing characteristics before and
after meals and the toilet but only approximately 36 percent after play; (ii) 39.1 percent of the
observed classrooms obtained a score of 4 (which indicated that the activities and approaches
observed reflected the highest level of quality in pedagogy, child-centered learning, and child
participation) related to learning opportunities involving the development of pre-mathematics skills,
which showed that teachers favored interactive pedagogical approaches; (iii) 75 percent of the classes
obtained a score between 1-3 on learning opportunities involving the development of reading; and (iv)
more than half the classes observed obtained a score of 4 on free play or free choice learning
activities, which showed that teachers accompanied children in free play activities to reinforce
learning.

e Early grade reading ability improved from a baseline of five words per minute to 23.7 words per minute
(target: 20). The report found the following: (i) polarization in reading performance, with some students
excelling in certain skills and others experiencing great difficulties, particularly in
decoding and reading comprehension; (ii) students in rural areas often outperforming their urban
counterparts, challenging traditional assumptions about the benefits of urban educational
environments; and (iii) regional disparities, with regions such as Labé and Kankan performing
significantly better. In mathematics, the early grade math assessment identified significant gaps in
mathematical skills, with performance below international standards.

e 18,000 teachers were recruited for both pre-school and basic education (target: 26,000). Of these,
only 1,234 were trained on play and pedagogical practices, with 566 deployed to the newly
constructed classrooms (target: 26,000). (DLI2)

However,
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e Data on the utilization of mobile technologies by teachers, with content for professional development
and curriculum delivery, were not available to assess the extent to which technology contributed to
improved pedagogy.

Achievement is rated Modest due to limited evidence of improved quality of pre-school or basic education,
with significant shortfalls in reaching the original outcome target for recruiting and training teachers.

Rating
Modest

OBJECTIVE 2 REVISION 1

Revised Objective

To improve the quality of early childhood and basic education in the project areas (REVISED outcome
targets)

Revised Rationale
Outcomes

¢ 18,000 teachers were recruited for both preschool and basic education (target: 18,000). Of these,
1,234 were trained on play and pedagogical practices, including through mobile technologies with
content for professional development and curriculum delivery (target: 1,000). (DLI2)

Achievement is rated Modest due to limited evidence of improved quality of either early childhood or basic
education, despite achievement of the revised outcome target for teacher training.

Revised Rating
Modest

OBJECTIVE 3
Objective
To strengthen the capacity of the education system to deliver better results

Rationale

The theory of change was clear. Key activities to implement decentralized teacher recruitment and formula-
based budgeting, alongside improved information management systems, were likely to lead to the intended
outcome of strengthened capacity of the education system. Overall, the results-based financing approach,
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through the use of DLIs, was expected to lay out specific sequencing of policy steps to ensure the foundation
for subsequent project outputs.

Outputs

e Issuance of decree with revised, decentralized teacher recruitment processes for regional and
prefectural education authorities. (DLI3)

e Development of formula-based non-salary recurrent school budgets, including training of school
directors and local authorities on management of formula-based budgets. However, implementation
delays led to no actual transfer of funds to schools. (DLI4)

e Linking of decentralized education authorities to mobile technologies to collect school-level data, and
central education ministry databases integrated and linked to net-accessible dashboards. (DLI5)

e Thematic study on promoting girls' secondary education, identifying operational strategies for girls’
access to secondary education along with retention strategies.

Outcomes

¢ All new basic education teachers were recruited at decentralized levels in all 33 prefectures (target:
33). (DLI3)

However,

e The number of public basic education schools that receive and manage formula-based budgets was
zero (target: 3,000). (DLI4)

e The percentage of stakeholders who use net-accessible dashboards for decision-making, advocacy,
or informational purposes, as measured by an end-line sample survey of decision-makers, was not
reported due to no available data (target: 20 percent). (DLI5)

e The percentage of schools for which current year education indicators are net-accessible to decision
makers was zero (target: 90 percent). (DLI5)

Achievement is rated Modest due to significant shortfalls in achieving outcomes in the areas of formula-based
budgeting and school/stakeholder access to data via information management systems.

Rating
Modest

OVERALL EFFICACY
Rationale
Efficacy under original targets - Modest
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The objective to improve access to pre-school and basic education is rated Modest, the objective to improve
quality of pre-school and basic education is rated Modest, and the objective to strengthen capacity of the
education system is rated Modest. Therefore, overall Efficacy is rated Modest.

Efficacy under revised targets - Modest

The objective to improve access to pre-school and basic education is rated Modest, the objective to improve
quality of pre-school and basic education is rated Modest, and the objective to strengthen capacity of the
education system is rated Modest. Therefore, overall Efficacy is rated Modest.

As the rating for Efficacy is rated Modest under both the original and revised targets, the overall Efficacy
rating is also Modest.

Overall Efficacy Rating Primary Reason
Modest Low achievement
5. Efficiency

The economic analysis at appraisal (PAD, Annex 3) provided a cost-benefit assessment, with benefits
calculated according to direct beneficiaries of 1,000 pre-school classrooms constructed and indirect
beneficiaries of education sector quality improvements. For the direct beneficiaries, benefits were derived from
attending one year of quality pre-school education, followed by attendance at primary school with strengthened
quality of instruction. It was estimated that the pre-school year combined with the quality improvements at the
primary and system level resulting from other components would increase the average length of schooling for
these beneficiaries by 3.5 per cent. This is equivalent to a per-cohort increase of 2,875 primary completers and
635 secondary completers. For the indirect beneficiaries, benefits were to accrue from strengthened teaching-
learning practices resulting from school-based professional development and support, including the provision of
technologies that would increase teachers’ access to materials for professional development and curriculum
delivery, increased availability of school non-salary recurrent budgets, and project-supported measures to
strengthen management systems. It was estimated that these interventions would increase the average length
of schooling for beneficiaries by 1.5 per cent. This is equivalent to an initial cohort increase of 7,422

primary completers and 1,623 secondary completers. The analysis estimated the project’s net present value
(NPV) as US$27.6 million and the internal rate of return (IRR) as 16.2 percent. The average annual economic
benefit (in US$ at then-current exchange rates) for primary completers relative to non-primary completers was
estimated at approximately US$201, and for lower secondary completers relative to primary completers at
US$417. The costs were those associated with activities financed by the project, as well as other incremental
costs incurred as long as the beneficiary cohorts were in school.

At project closing (ICR, Annex 4), the analysis was updated with actual project costs of US$41.3 million, not
including the preparation cost (US$0.56 million)

and the project supervision cost (US$0.90 million), plus the opportunity costs for the project beneficiaries
(education expenses for the time [i.e. years] spent at school because of the project, and the forgone earnings)
calculated as annual costs of US$107.7. The updated NPV was US$184.59 million, the ERR was 13.9 percent,
and the associated benefit-cost ratio was 4.5.
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There were several indications of inefficient implementation. Project effectiveness took one year due to
challenges in meeting two conditions of effectiveness. A September 2021 military coup d’état triggered the
Bank's Operation Policy OP 7.30 “Dealing with de Facto governments,” which led to suspension of
disbursements from September 9, 2021, to March 9, 2022. The COVID-19 pandemic was also ongoing during
this time, which led to school closures for a two-month period (October to December 2020). Effectively, the
project activities only truly commenced in 2021. The initial procurement approach was complex, with splitting
into multiple separate contracts, which required the development of multiple terms of reference and coordination
among multiple consultants, though these processes were later simplified. Lastly, there was an explosion in
Conakry in 2023 that delayed the delivery of construction materials, which also impacted the pre-school
construction program. With the reduced scope of the project with restructuring, the number of direct
beneficiaries dropped significantly, even though 83.2 percent of the project’s initial costs were utilized by project
closing.

Despite favorable results of the economic analysis, significant implementation delays and shortalls in
achievement despite utilization of most project funds indicate Modest efficiency.

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 (%)
i 100.00
v
Appraisal 16.20 O Not Applicable
ICR Estimate v 13.90 96.50

[0 Not Applicable

* Refers to percent of total project cost for which ERR/FRR was calculated.

6. Outcome

Outcome under original targets - Moderately Unsatisfactory

Relevance is rated High due to strong alignment with country conditions and country and Bank strategies. The
objective to improve access to pre-school and basic education is rated Modest, the objective to improve quality
of pre-school and basic education is rated Modest, and the objective to strengthen capacity of the education
system is rated Modest. Overall Efficacy is therefore rated Modest. Despite favorable results of the economic
analysis, significant implementation delays and shortfalls in achievements despite utilization of most project
funds indicate Modest efficiency.

Outcome under revised targets - Moderately Unsatisfactory
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Ratings are the same as above.

Overall outcome - Moderately Unsatisfactory

According to harmonized OPCS/IEG guidelines, the overall outcome of a restructured project is determined by
weighting the amount of the grant that was disbursed before and after the restructuring. As the outcome ratings
under the original and revised targets are both Moderately Unsatisfactory, the combined overall outcome

is Moderately Unsatisfactory, indicating that there were significant shortcomings in the project's preparation,
implementation, and achievement.

a. Outcome Rating
Moderately Unsatisfactory

7. Risk to Development Outcome

The project supported the development and approval of key policies, including a national pre-school policy, a
national policy on in-service teacher training for both pre-school and basic education, decentralized and
institutionalized recruitment of teachers, and formula-based non-salary recurrent budget processes for
schools, although the latter was not made operational under the project. The project also provided for
additional pre-school classrooms and trained teachers. Capacity at the national ministry level was also
strengthened. However, continued financing for the pre-school sector will need to be continued and/or scaled
up to ensure sustained benefits to the pre-school and basic education population, including operation and
maintenance of classrooms and equipment supported under the project. Continuing fragility in the country
will make the sustained financing and delivery of basic services uncertain.

8. Assessment of Bank Performance

a. Quality-at-Entry

The results chain was overall sound, with project activities clearly related to the intended outcomes. The
results-based financing approach was somewhat risky due to the low capacity of the institutions involved,
but relevant given the critical foundation that needed to be set by the pre-school and teacher policies.
Overall risk was appropriately assessed as Substantial due to the fragility of the economy and political
institutions, as well as the use of results-based financing for the first time in the education sector. Risk
mitigation measures focused on providing capacity development. Nonetheless, there were immediate
challenges to timely project launch, due to difficulties of the government in meeting the conditions of
effectiveness. The implementation manual had weaknesses such as limited details and lack of a plan to
appropriately guide staff. The initial procurement approach was complex and inefficient due to splitting
into multiple contracts, and the results-based financing approach was not well understood in the
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education sector. These led to significant implementation delays from the start that could not be
sufficiently overcome in light of subsequent external factors (military coup, COVID).

The M&E framework was straightforward, although as noted in the ICR, a notable shortcoming was the
articulation of the first project objective as improving access to pre-school and basic education, even
though the activities and indicators pertained to pre-school only, with no results chain articulated for
improving access to basic education.

Quality-at-Entry Rating
Moderately Unsatisfactory

b. Quality of supervision
The Bank team took proactive measures to address the immediate and ongoing capacity challenges,
including organizing coaching sessions, working with the project coordinating unit to develop a detailed
work plan, and conducting rigorous monitoring. As noted in the ICR, this support made it possible to record
progress on the implementation of the activities and allowed for proper assessment of the project’s
achievements. Fiduciary management was overall satisfactory with no major problems reported, although
the initial procurement approach was overly complex and had to be subsequently simplified. Project ratings
were candid, with implementation progress and development objective rated mostly in the unsatisfactory
range, except around the time of project restructuring.

The Bank's supervision missions were staffed with the relevant technical expertise and helped to move
implementation forward given the initial challenges. The project made significant progress in the last two
years of implementation, and the Bank team utilized the project restructuring to ensure realistic targets and
get implementation somewhat back on track.

Quality of Supervision Rating
Moderately Satisfactory

Overall Bank Performance Rating
Moderately Unsatisfactory

9. M&E Design, Implementation, & Utilization

a. M&E Design

The results framework was straightforward and realistic, with indicators, baselines, and targets clearly
identified. Additional elements of the education management information system and external validation of
data (particularly for the DLIs) were included in the M&E design to ensure measurement of results.
Evaluative activities included the early grade reading assessment and the monitoring of education quality
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tool. One shortcoming was the articulation of the PDO statement to improve access to pre-school and basic
education, even though the activities and indicators were related to pre-school only.

b. M&E Implementation

Some project data were monitored and collected, including by the independent verification agency, which
enabled the DLI results to inform disbursements. The planned evaluative activities were carried out,
including as pilots, as planned. However, there were some shortcomings noted in reporting and M&E
implementation, including inconsistency across some reports and lack of systematic tracking of some
indicators. The planned education management information system (EMIS) activities were not realized
because the United Nations Educational, Scientific and Cultural Organization (UNESCO) was unable

to complete planned TA on the system, which led to the cancellation of the DLI5 EMIS activities.

c. M&E Utilization
According to the ICR (page 23), project data were made available only sporadically, although the
education ministry produced regular monthly reports that described the achievements and challenges
observed in the project and specified how prior recommendations from the Bank team had
been addressed. The data and information provided in the evaluative activities were used by the ministry
to inform policy decisions and teacher training programs.

M&E Quality Rating
Modest

10. Other Issues

a. Safeguards

The project was categorized as Moderate with regards to Environmental and Social Risk. Eight out of ten
Environmental and Social Standards (ESSs) were triggered, including: ESS1-Assessment and Management
of Environmental and Social Risks and Impacts; ESS2—Labor and Working Conditions; ESS3—Resource
Efficiency and Pollution Prevention and Management; ESS4—Community and Health and Safety; ESS5—
Land Acquisition, Restrictions on Land Use and Involuntary Resettlement; ESS6—Biodiversity Conservation
and Sustainable Management of Living Natural Resources; ESS8—Cultural Heritage; and ESS10
Stakeholder Engagement and Information. Accordingly, several safeguards’ instruments were prepared,
including an Environmental and Social Commitment Plan, Environmental and Social Management
Framework, Environment and Social Impact Assessment, Labor Management Plan, and Stakeholder
Engagement Plan.

The safeguards specialist monitored construction activities and screenings. There were no
incidents/accidents recorded during the implementation period. Safeguards performance was consistently
rated moderately satisfactory and satisfactory in the Implementation Status and Results Reports.
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b. Fiduciary Compliance

Financial management: The financial management arrangements were adequate and remained
unchanged throughout project implementation. The project was in compliance with financial reporting
requirements, including unaudited interim financial reports that were deemed satisfactory and submitted on
time. The external auditor recruitment was finalized by the project’s closing, and external financial audits
were successfully carried out. The reports were submitted on time and were of unqualified opinion (clean
reports). Financial management performance was rated moderately satisfactory to satisfactory throughout
project implementation.

Procurement: As noted in the ICR, the project had a complex procurement approach that included a
significant amount of construction of pre-school classrooms in several districts. Procurements were split
into separate procurement contracts, requiring the recruitment of independent consultants to support
implementation of many project activities. This approach involved the development of many terms of
reference, required coherence and complementarity across the work of the consultants, and

necessitated mobilization of human resources throughout the consultation process, which increased the
workload of the implementation team. The Bank procurement team worked to simplify procurement

by merging activities to reduce the number of terms of reference and individual consultants as well as the
replacement of these individual consultancies by large firms or United Nations agencies.

Procurement performance was consistently in the moderately satisfactory or satisfactory range, with the
final Procurement Risk Assessment and Management System report (2024) rating overall procurement
performance as satisfactory, with minor shortcomings observed such as incomplete filing of procurement
documents and delays in signing procured contracts. Also, the unsatisfactory performance of some local
companies prevented the project from successfully completing all the 566 classrooms financed under
this operation.

c. Unintended impacts (Positive or Negative)
None reported.

d. Other
11. Ratings
. Reason for

Ratings ICR IEG Disagreements/Comment

Outcome Moderately Moderately
Unsatisfactory Unsatisfactory

Bank Performance Moder'ately Moder'ately
Unsatisfactory Unsatisfactory
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Quality of M&E Modest Modest
Quality of ICR - Substantial
12. Lessons

Lessons drawn from the ICR, adapted by IEG (page 26):

e Results-based financing, using disbursement-linked indicators, can be an effective
approach even in a low-capacity environment to ensure policy development. In the
case of this project, the DLIs incentivized and laid out a step-by-step plan for the education
ministry in drafting, adopting, and implementing policies on pre-school provision and teacher
training/recruitment.

¢ The introduction of technological innovation can facilitate key elements of
education sector reform, but its utilization needs to be monitored. In the case of this
project, tablets were distributed to provide access to digital teacher training and support
platforms, but effectiveness is unknown given the lack of data collected on utilization.

13. Assessment Recommended?

No

14. Comments on Quality of ICR

The ICR was internally consistent, concise, and consistent with guidelines. The quality of the evidence and
analysis was adequate, with deficiencies stemming from shortcomings in M&E implementation and lack of
available data. Lessons were informative for a low-capacity, fragile context.

a. Quality of ICR Rating
Substantial
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