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1.1 Objectives and expected outcomes and outputs 

The objectives were to:  i) Increase the enrolment capacity at the primary level; ii) Raise the standard of 

primary education by providing teaching aids; iii) Extend access to lower and upper primary school by 

increasing the number of classrooms; iv)  Improve trainers’ training; v)  Improve women’s education through 

literacy, training/sensitisation to family planning, hygiene, health and traditional practices, and development 

of income-generating activities; and vi) Give teachers of primary and secondary schools training on the 

environment in view of introducing the subject in the school curricula. 

Expected outcomes were: 

The outcomes given were not well defined and confusing. The Appraisal report had no log-frame and the 

PCR produced retrospective matrix, but confused expected outputs and outcomes. 

Expected outputs were: i) Three schools of 12 classrooms built and equipped; ii) A librarian/documentation 

officer trained; iii) One CES for 1800 pupils (of 32 classrooms) built and equipped; iv) One high school of 

39 classrooms built and equipped; v) Eight classrooms and one building of two classrooms built and 

equipped for the trainers’ training; vi) Two workshop technicians trained; vii) An environmental sensitisation 

and education document produced and edited; viii) One professional staff given environmental training; ix) 

UNFD premises fitted out as offices and equipped; x) One Mother and Child Care Centre built and equipped; 

x) Eight thousand (8,000) women become literate; xi) Twenty five (25) tube wells built and equipped; xii) A 

tomato processing plant built and equipped; xiii) Forty eight (48) hen houses built, equipped and made 

operational, hens provided; xiv) Three seminars on family planning, health, hygiene and female genital 

mutilation control organized; xv) Eighty traditional birth attendants trained; xvi) Professionals of UNFD and 

the Mother and Child Care Centre trained; xvii) Three specialists (in adult literacy, farming cooperatives and 

tomato processing) trained; and xix) The premises of the BEPE fitted out, equipped and more staff recruited 

 

1.2 Activities  

The following are the project activities listed: i) Procurement of services; ii) - Improve and strengthen the 

BEPE; iii) Prepare completed designs (Detailed sketches); iii) Implement works and carry out training 

activities and seminars; and iv) Procure goods (equipment, furniture, hens for the hen houses). 

The project was implemented as planned without any modifications. 

 

1.3 Inputs (including financing) 

Project inputs include vehicles; equipment furniture and supplies; technical assistance; and training.   

Two of the original donors; OPEC and UNICEF withdrew from the project without contributing any funds.  

The project cost at completion was UA 12.15 million. 

 

1.4 Intended beneficiaries and Scope 



Project beneficiaries are children of primary and secondary school age; teachers in these cycle education; 

women and girls, in the rural and sub-urban areas of Djibouti. 

 

2. PCR Conclusions and Success Ratings 

 

2.1 Main Conclusions  

The project which was planned to be implemented over a three year period experienced delays due mainly to 

sanctions for non-payment of arrears. It had time overrun of 96 months. Two of the original co-financiers 

UNICEF and OPEC withdrew from the project; despite this the project was implemented as planned. Some 

of the major successes of the project include the pupil success rate in the end of year exams, which was 

reported to be among the highest in the country. Active community participation in education contributed the 

successes. The project with the involvement UNFD ensured gender mainstreaming and women’s 

participation in decision-making. Women’s literacy and training in productive activities contributed 

significantly to reducing poverty in suburban and rural areas. The project had a positive impact on the 

development of schooling; in access and improvement of quality at the primary and secondary level 

especially the enrollment of girls in schools. 

 

2.2 Performance Ratings 

The PCR rated the Implementation Performance Assessment unsatisfactory, mainly due to the failure to 

adhere to the planned implementation schedule and inadequacy of monitoring, evaluation and reporting; the 

EN agreed with the rating. The PCR also rated the Bank’s performance, unsatisfactory; the EN agreed with 

the rating too; the Bank’s performance at every stage of the project cycle was unsatisfactory. Both the PCR 

and the EN rated Project outcomes satisfactory. All the key stages of project outcomes were judged 

satisfactory by both the PCR and the EN. 

 

2.3 Lessons Learned 

The PCR listed a number of lessons learnt from project formulation through implementation and on 

sustainability of the project; aptly reflecting the project’s experiences. Four of the lessons had according to 

the PCR had already been taken into consideration by the Bank when it prepared its 2002-2004 Strategy for 

the country. These were: improved dialogue between the Bank and Borrower to readily address issues 

especially recurrent arrears; better communication between the Bank and the Borrower; training project 

managers in Bank rules and procedures; and increasing number of Bank supervisions. Other lessons noted 

were:  for project formulation; limit the number of precedent loan conditions, as too many conditions delay 

the fulfillment and loan effectiveness; project designs should based on realistic assumptions; local capacities 

should be taken into consideration in designing project; and the Bank should ensure firm commitments from 

other financiers with who it intends to co-finance the project. For implementation; the Bank should ensure 

proper project launches to avoid slippages; and specific conditions on the ground should be taken into 

consideration for project sustainability in a fragile countries.  

  

2.4 Recommendations 

Six key recommendations were given which addressed the lessons learnt. To the Bank; the 

recommendations were: the Bank should improve its reaction time to correspondence with the Borrower, 

especially requests for notices of non-objection; technical operations matters (review and processing of 

Borrower requests) should separated from sanctions issues; it is however not clear from the Evaluation 

Note’s point how the Bank as a single entity could continue processing Borrower requests when the 

country is under sanctions; the Bank however should continue with technical supervisions of the project 

and advise Headquarters accordingly on progress or otherwise being made; and finally; the Bank should 

ensure that measures are taken to maintain the infrastructure and equipment. Recommendations to the 

Borrower were to: build the capacity of the structures in charge of project implementation; Strengthen 

dialogue between the Government and the Bank to solve recurrent problem of arrears; and for the 

Government take the necessary measures to ensure that the school infrastructure and equipment are 

maintained. 
 



2.5 Future operational plan and potential benefits (and their sustainability, institutional 

development and overall success ratings) 

There was no evidence of future operational plan. 

  

3. Borrower’s PCR (its inputs to Bank’s PCR) 

Even though the Borrower’s PCR was mentioned by the PCR in its sources of information, there was no 

other reference to the BPCR in the body of the report. 

 

4. PCR quality ratings 

 

4.1 Objectivity and soundness 

The PCR’s analysis of Project goals, objective and Formulation was inadequate.  The rrecreated MPDE Log 

frame was not well formulated. The PCR did not state in the report whether the Bank undertook Identification 

and Preparation missions, it only stated in the introductions that the project was appraised in October 92. 

 

4.2 Project implementation 

The PCR on the whole adequately presented project implementation.  It stated the main implementation 

challenges and other issues; apart from the presentation of finance and disbursement which was inadequate; all 

other aspects of project implementation was satisfactorily analysed. 

 

4.3 Project performance and results 

The PCR gave a mixed presentation of project performance and results. It gave an in-depth analysis of the 

performance of project components, operational and Institutional performance; but its analysis of fulfilment 

conditions/covenants, the performance of consultants, contractors, suppliers and other parties inadequate. 

 

4.4 Social and environmental impacts 

The PCR’s analysis of social impact is good, but that of environmental impact was not well presented.  

 

4.5 Project Sustainability 

The PCR’s analysis and presentation of project sustainability is not sound. It failed to discuss the key 

sustainability issues of the project.   

 

4.6 Bank, Borrower, and co-financiers performance 

The PCR failed to properly present and analyse the performances of both the Bank and the Borrower properly, 

the presentation was brief and no proper analysis was done.  

 

4.7 Consistency of the PCR overall rating 

The PCR gave a satisfactory and consistent rating to most individual components, with the exception of 

Sustainability, where the report gave a satisfactory picture of Borrower commitment, but the rating was at odds 

with the presentation in the report. 

 

4.8 Analysis and Clarity of conclusions, lessons learned and recommendations 

The project conclusions drawn by the PCR’s is adequate; it sufficiently captured and presented lessons learnt and 

gave six relevant recommendations to both the Bank and the Borrower. The recommendations addressed the 

lessons learnt noted and the key issues identified in the report. 

 

4.9 appropriateness and adequacy of coverage of key data and supporting material, 

The PCR coverage and presentation of key data was adequate, however supporting data and material was 

weak. There were a number of omissions, for example; reasons for the co-financiers withdrawing from the 

project were not given; the PCR stated that after the withdrawal of OPEC and UNICEF, other partners were 

sought to finance their respective components, but failed to say who these partners were. 

 

4.10 quality of presentation 



The quality of the presentation was unsatisfactory; the PCR lacked consistency; whiles the report gave very 

detailed coverage to describing project components, coverage of other aspects such as project implementation 

finance and disbursement are weak. 

 

5. Priority of Project for Performance Evaluation Report, impact evaluation, country/sector 

reviews or thematic evaluation studies 

With the evaluation of implementation issues, outputs and outcomes, this project is not recommended for a PPER;  it 

should however be considered as part of a sector study. 



Annex 1 

 PCR QUALITY ASSESSMENT AND RATING 

  

Project Loan No: 2200160000014   Title: Education II Project  

Country: Djibouti     Sector:  Social 

 PCR EVALUATION CRITERIA RATING 

(4-point   
scale) 

 REMARKS 

1. Adequacy of analysis of Project 

goals, objective and Formulation 

(including the verifiable indicators, 

consistency with appraisal and 

subsequent revisions) 

2 Even though the PCR produced a retrospective matrix, the Appraisal report had no 

log-frame, making it difficult for the PCR to produce a good log-frame. Recreated 

MPDE Log frame produced is not well formulated. The outputs and outcomes are 

mixed, and some of the verifiable indicators unclear. The PCR did not state in the 

report whether the Bank undertook Identification and Preparation missions, it only 

stated in the introductions that the project was appraised in October 92. 

2. Adequacy of analysis of Project 

execution (including procurement 

issues, disbursements, Borrower’s 

reporting, and assessment of 

monitoring and evaluation 

achievements) 

3 The PCR adequately presented project implementation.  It stated the main 

implementation challenges that were the sanctions that contributed largely to the 

repeated sanctions against the borrower, which was not helped by red tape from 

both the borrower and the Bank. Although the borrower was reported to have 

produced quarterly activity reports, they were said not to be compliant with the 

Bank’s format. The PCR’s presentation of procurement was brief and adequate; 

however the PCR’s presentation of finance and disbursement was inadequate. 

3. Soundness of judgments on Project 

Performance and Results (including 

operating results, economic and 

financial and related 

conditions/covenants and their 

fulfilment, institutional, performance 

of consultants, contractors, suppliers 

and other parties) 

2 Even though the PCR gave an in-depth analysis of the performance of each of the 

project components as well as operational and Institutional performance; its 

presentation and analysis of fulfilment conditions/covenants, the performance of 

consultants, contractors, suppliers and other parties was very weak and lacked the 

necessary information for proper scrutiny.  

4. Adequacy of analysis of social and 

environmental impacts  

3 The PCR’s analysis of social impact is good. The PCR satisfactorily presented the 

project impact on development of education as well as impact on the targeted 

beneficiary groups, - enrolment of boys and girls; sensitisation of communities; 

impact on literacy rates of women and the project’s contribution to the reduction in 

sub-urban and rural poverty was well presented. The PCR however did not give the 

figures or percentage changes due to lack of information on the ground. The project 

that has an environmental component was well not well presented; the PCR only 

mentioned that environmental component is a major challenge without going into 

the details of what the challenge is. 

5. Soundness of judgments on project 

sustainability, plan for future project 

operation’s phase and maintenance 

2 The PCR’s analysis and presentation of project sustainability is not sound. The PCR 

failed to discuss the key sustainability issues that come with construction and 

maintenance of buildings and equipment procured under the project. The PCR 

needed to elaborate more the efforts that the government is making to sustain the 

project achievements.   

6. Soundness of judgments on 

Performance of the Bank, Borrower 

and Co-financiers  

2 The PCR gave both the Bank and Borrower performances unsatisfactory rating. It 

however failed to properly present and analyse the performances well. The PCR 

limited the Bank’s performance only to project implementation phase, which was 

not given a thorough analysis; the Borrower’s performance was also not adequately 

analysed. 

7. Consistency of Overall rating with 

individual rating components  

3 The PCR gave a satisfactory and consistent rating to most individual components, 

with the exception of Sustainability, where the report gave a satisfactory picture of 

Borrower commitment, but the rating was at odds with the presentation in the 

report. 

8. Adequacy of analysis and clarity of 

conclusions, lessons learned and 

recommendations 

3 The project conclusions drawn by the PCR’s is adequate; it gave a brief but sound 

summary of project achievement/impact on the targeted groups and the  meeting the 

objective of positive impact on education, through the improvement of access and 

quality of education. The PCR also adequately captured and presented lessons 

learnt, four of which it stated had already been incorporate d into the design of 

subsequent Bank projects in the country. Other lessons learnt were on project 

formulation, implementation and sustainability. The PCR gave six relevant 

recommendations in total; to both the Bank and the Borrower. The 

recommendations were in relation to the lessons learnt noted. 

9. Other (Specify) NA  



Overall Rating 2 Unsatisfactory, even though four (4) out of the eight (8) evaluation criteria 

were satisfactory, the PCR lacked cohesion; the quality of presentation was 

poor; report  gave detailed coverage to describing project components, but did 

not cover formulation; its coverage of other aspects such as project 

implementation finance and disbursement are weak. 

OPEV and Country Department agree/disagree on Project Performance Rating   Y/N 

 

Borrower’s PCR and inputs to Bank Staff PCR (quality of Borrower’s PCR, reviews of project implementation issues, 

future operation plan, Borrower’s comments on PCR): 

The PCR mentioned the Borrower PCR in its sources of information in the annexes of the report, but made no reference to 

the BPCR in the main body of the report. The PCR however included Borrower comments on the Bank’s PCR in the 

annexes of the report. 

Conclusion : 

The implementation of the project was unsatisfactory mainly due to the long time overrun to complete the project due mainly 

to the country being under sanctions; despite this the over-all project results were satisfactory.  Both the Bank and Borrower 

performances were unsatisfactory.  

The PCR produced was not of a satisfactory quality, the PCR however drew valid conclusions and stated lessons learnt 

during formulation and implementation; and gave relevant recommendations to both Borrower and the Bank. 

Priority of Project for Performance Evaluation Report, Impact Evaluation, Country/Sector reviews or Thematic 

Evaluation Studies:            ( x) 

- Project is an adjustment operation                                      

- Project is the first of its type in the sub-sector                      

- Project is part of series and suitable for cluster evaluation         

- Project has innovative features, is large or complex              

- Project highly successful or highly unsuccessful                      

- Project has high priority for impact evaluation                     

- PCR is incomplete/unsatisfactory                                        

- Performance evaluation is required to sector/country reviews  

- Thematic or special evaluation studies (Specify ) 

                          

Major Issues of focus in the performance evaluation report: 

a) 

b) 

c) 

Follow Up Action/Decision: 

 

The project is not recommended for a PPER; it should be included in sector studies. 

 

 



 
ANNEX 2 

ASSESSMENT OF IMPLEMENTATION AND BANK PERFORMANCE AND PROJECT RESULTS/OUTCOMES 

Djibouti:  Education II Project  
 

 Component Indicator PCR 

Rating 

(1-4) 

Evaluat

ion 

Rating 

Comments 

                       1. IMPLEMENTATION PERFORMANCE ASSESSMENT 

1.1 Adherence to 

implementation schedule 

2 1 The project was planned to be implemented over 3 years; it was 

however completed with slippage of 96 months against the 

planned schedule. 

1.2 Adherence to cost 

schedule 

3 3 The programme on completion had a balance of UA0.917 (0.12%) 

of the ADF loan and UA 0.109 million (2.72%) of the NTF loan 

were cancelled. There were project adhered to the cost schedule, 

there were no reported variations in the cost schedule. 

1.3 Compliance with 

covenants and conditions 

3 3 The PCR EN agrees with the PCR rating and its remarks that the 

Borrower fulfilled all the conditions precedent as well as the other 

conditions, albeit with a slippage of 14 months. 

1.4 Adequacy of  monitoring 

evaluation and reporting 

2 2 Monitoring was weak. 

1.5  Satisfactory operations 0 NA  

 Total Scores 10 9  

 Average Rating 2 2.25 Unsatisfactory  

  

 2. PERFORMANCE OF THE BANK 

 Component Indicator   Comments 

2.1 Identification 1 1 The Bank did not undertake an Identification mission and relied 

on UNESCO mission report of April 1991, the Appraisal report 

which stated this did not indicate whether the Identification was 

requested by the Bank. 

2.2 Preparation 2 1 As Identification, the Bank did not undertake a Preparation 

mission and relied on UNESCO mission report of Feb. 1992, the 

Appraisal report which stated this did not indicate whether the 

Identification was requested by the Bank. 

2.3 Appraisal 2 2 The Appraisal report was weak; there was no log-frame that 

affected monitoring and evaluation of project activities. The 

absence of Identification and Preparation missions must have 

affected the quality of the report. 

2.4 Supervision 2 2 Even though there were regular and frequent supervision missions, 

the supervision missions were said to be reported to have failed to 

improve project performance. 

 Total Scores 7 6  

 Average Rating 1.75 1.5 Unsatisfactory 

     

 3. PROJECT RESULTS/OUTCOMES 

 Component Indicator   Comments 

1. Relevance and 

achievement of 

objectives 

   

1.1 Macro-economic policy NA NA  

1.2 Sector policy 3 3 The project was consistent with the country’s education policy and 

the human development project as well as the Bank’s sector policy 

at the time. 

1.3 Physical (including 

production) 

2 3 All the construction works scheduled at appraisal were completed 

and equipped. 

1.4 Financial aspect 3 3 87.84% of the ADF loan and 97.25% of the NTF loan and 96.66% 

of the Government contribution were disbursed. Counterpart 



ANNEX 2 

ASSESSMENT OF IMPLEMENTATION AND BANK PERFORMANCE AND PROJECT RESULTS/OUTCOMES 

Djibouti:  Education II Project  
 

 Component Indicator PCR 

Rating 
(1-4) 

Evaluat

ion 
Rating 

Comments 

contributions were regularly paid. 

1.5 Poverty reduction, social 

impact and gender 

4 4 The project through its productive activities for women 

contributed to poverty reduction, the PCR failed to give any 

indications on the numbers of women that benefited from the 

income generating.  The project impacted positively on the lives 

the 8,000 women who became literate and the communities that 

were sensitized on the value of education for girls as well as the 

increases in enrollment rates for both boys and girls.  

1.6 Environment 3 4 The project had an environment component, it produced an 

environmental policy (yet to be edited), and the project trained 

professionals who will be responsible for good environmental 

management in the education sector. The PCR reported that the 

school compounds are clean; the toilets contribute to a clean 

environment around the school.  

1.7 Private sector 

development 

4 4 The project engaged a number of private sector companies as 

contractors, consultants, suppliers.  

The project was beneficial to the national economy. 

1.8 Other (Specify) NA NA  

 Total Scores 19 21  

 Average Rating 3.1 3.5 Satisfactory 

     

2. Institutional 

Development 

   

2.1 Institutional framework 

including restructuring 

3 3 The PCR EN agrees with the PCR  rating and the remarks that  

The BEPE was strengthened by the project 

2.2 Financial and integrated 

systems of management 

including audit systems 

3 3 The PCR EN agrees with the PCR rating and the remarks that the 

accounts and financial management system put in place 

satisfactorily managed the project. Audits were carried out. 

2.3 Transfer of Technology 4 4 The PCR EN agrees with the PCR rating and the remarks that the 

IT equipment acquired made it possible for the pupils and staff of 

the ministries of education to understand common software. The 

statistics information system is effective. The school map has been 

computerised and part of the statistics. 

2.4 Staffing by 

qualified/skilled personnel 

(including turnover), 

training and counterpart 

staff. 

3 3 The PCR EN agrees with the PCR rating and the remarks that 

BEPE staff for the most part is still in place. Teachers, laboratory 

assistants and maintenance assistants were given training at home 

and abroad. All the staff trained abroad have returned home to 

take up their positions. 

 Total Scores 13 13  

 Average Rating 3.25 3.25 Satisfactory 

     

3. Sustainability    

3.1 Continued commitment of 

borrower 

2 3 The PCR stated that government in its efforts to sustain project 

achievements has increased its allocations for operation and/or 

maintenance and mobilization of additional resources from 

technical and other financial partners and PTAs, however, the 

absence of training policy for parent-teachers associations in 

preventive maintenance, project outputs will not be sustainable. 

Some facilities are in an advanced state of disrepair. 

3.2 Environmental policy 3 3 The project has produced an environmental policy (the first in the 

country) and trained personnel to manage the implementation. 

3.3 Institutional framework 3 3 The institutional framework provided by BEPE is in place and has 



ANNEX 2 

ASSESSMENT OF IMPLEMENTATION AND BANK PERFORMANCE AND PROJECT RESULTS/OUTCOMES 

Djibouti:  Education II Project  
 

 Component Indicator PCR 

Rating 
(1-4) 

Evaluat

ion 
Rating 

Comments 

been strengthened by the project.  

3.4 Technical viability and 

staffing 

2 3 The PCR EN agrees with the PCR rating and the remarks that the 

viability of the installations and equipment is compromised for 

lack of a maintenance programme, responsible structures highly 

inadequate role of the Departmental Directorates) and population 

pressure. 

3.5 Financial viability 

(including cost-recovery) 

3 2 Even though the schools were provided with funds, the funds are 

reported to be insufficient. The government is said to be seeking 

resources from other technical and financial partners as well as 

PTAs. 

3.6 Economic viability SO NA  

3.7 Environmental viability  3 The policy is in place, personnel trained and the facilities at 

project completion are said to be well kept and clean. 

3.8 O & M facilitation 

(foreign exchange and 

recurrent cost financing 

availability, etc) 

2 2 The PCR EN agrees with the PCR rating and the remarks that the 

recurrent charges are covered by the Government, however the 

funds seem inadequate because of the extent of the construction 

defects. 

 Total Scores 15 19  

 Average Rating 2.5 2.71 Satisfactory 

4.  Economic rate of return so NA  

 OVERALL TOTAL  47 53  

 OVERALL RATING  

(1-4  above) 

2.93 3.11 Satisfactory  

 
Sources of Information. 

1. Bank PCR June 2009 

2. ADB Operations Manual. 1999 

3. Appraisal Report Dec. 1992 

4. The Bank’s Project Supervision Reports  

5. Supervision Summary Report 

6. Economic Prospects and Country Programme1989 

7. Economic Prospects and Country Programme1993-95 

8. Country Portfolio Review May 1999 

 

 

 


