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Report Number : ICRR0020453

1. Project Data

Project ID Project Name 
P102117 EDUC SECT DEVT 2

Country Practice Area(Lead) 
Azerbaijan Education

L/C/TF Number(s) Closing Date (Original) Total Project Cost (USD)
IDA-43940 31-Mar-2014 45,400,000.00

Bank Approval Date Closing Date (Actual)
21-Apr-2008 31-Mar-2016

IBRD/IDA (USD) Grants (USD)

Original Commitment 25,000,000.00 0.00

Revised Commitment 22,701,953.50 0.00

Actual 21,566,996.10 0.00

Prepared by Reviewed by ICR Review Coordinator Group
Katharina Ferl Judyth L. Twigg Joy Behrens IEGHC (Unit 2)

2. Project Objectives and Components

a. Objectives
The Financing Agreement of September 24, 2008 (p. 5) states that the objectives of the project were to: “(a) 
enhance the effectiveness of teaching in general secondary schools; (b) improve learning results in schools 
which receive new school libraries and where teachers adopt improved teaching practices as a result of in-
service training; and (c) improve efficiency of spending on general education.”
 
According to the Project Appraisal Document (PAD, p. 5), the objectives of the project were: “i) more 
effective teaching and improved learning results in general secondary schools (a) which receive new school 
libraries and (b) where teachers adopt improved teaching practices as a result of in-service training; ii) 
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improved efficiency of spending in education.”
 
This Review will use the original objectives as stated in the Financing Agreement.
 
At a February 2014 restructuring, the objectives were revised to “enhance the effectiveness of teaching and 
learning conditions in general education schools through curriculum reform and teacher in-service training."  
This Review will therefore assess the project’s outcome against both the original and revised objectives.  For 
purposes of assessment, part (a) of the original objectives is treated as equivalent to the entire revised 
objectives (improvements in teaching effectiveness/effectiveness of teaching and learning conditions).  Parts 
(b) and (c) of the original objectives were not included in the revised objectives.  At restructuring, US$18.23 
million of the total US$22.63 million in disbursements, or 80.1% of total Bank financing, has been disbursed.
 
The Project was the second phase of an Adaptable Program Loan (APL) originally set at three phases. The 
overall objective of the APL was to increase learning achievement for all students and improve efficiency of 
general education. After APL I, the second and third phase were combined under one single APL II.

b. 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-Feb-2014

c. Will a split evaluation be undertaken?
PHEVALUNDERTAKENLBL

Yes

d. Components
The project consisted of six components. At the 2014 restructuring, funds were reallocated between 
components to reflect the revised objectives of the project.
 
Component 1: Supporting the implementation of the general education curriculum and further 
curriculum reform (appraisal estimate US$10.8 million, revised estimate US$16.5 million, actual 
US$16.09 million, 148.9% of appraisal estimate): This component was to finance the implementation 
of a new national curriculum through the 8th grade; the upgrade and equipping of school libraries in at 
least 500 schools; the provision of new textbooks, teacher guides, and other learning materials in all 
schools; and the design and approval of a new child-centered curriculum for the age 3-6 preschool cycle.
 
Component 2: Modernizing in-service teacher training (appraisal estimate US$11.60 million, revised 
estimate US$18.0 million, actual US$13.64 million, 117.6% of appraisal estimate): This component 
was to finance support for the education reform by modernizing in-service teacher training systems and 
practices, building on the institutional framework supported by APL 1.
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Component 3: Using student assessment for education quality improvement (appraisal estimate 
US$4.5 million, revised estimate US$2.8 million, actual US$2.05 million, 45.6% of appraisal 
estimate): This component was to finance the sample-based testing of national language and 
mathematics in the 4th and 9th grades, followed by a census-based testing of the national language and 
mathematics in the 4th grade, participating in the Program for International Student Assessment (PISA) 
and Trends in International Mathematics and Science Study (TIMMS) studies, reporting and disseminating 
the results to audiences and stakeholders at the national and local levels, and developing and 
implementing a plan for using national and international assessment data for quality improvement 
purposes.
 
Component 4: Promoting school readiness (appraisal estimate US$1.60 million, revised estimate 
US$0.20 million, actual US$0.20 million, 12.5% of appraisal estimate): This component was to finance 
the piloting of classes for five-year-olds in general schools of six selected rayons (administrative divisions), 
providing learning and teaching materials and aids to support a new pre-school curriculum concentrating 
on school readiness, conducting workshops for general education and for school teachers and pre-school 
caregivers on child-centered methodology, and conducting a parenting awareness program on school 
readiness.
 
Component 5: Strengthening education policy development and management (appraisal estimate 
US$4.90 million, revised estimate US$3.50 million, actual US$2.16 million, 44.08% of appraisal 
estimate): This component was to finance capacity building in the strategic analysis, planning, and 
personnel unit and rayon education departments focusing on measures to improve efficiency and 
spending.  This component was also to support improving regulation of the teaching profession (entry, exit, 
working hours, and professional development), preparing a framework for rationalizing the school network, 
evaluating pilots on per capita financing, and conducting a public awareness campaign on education 
reforms.
 
Component 6: Project coordination, monitoring and evaluation (M&E) (appraisal estimate US$3.0 
million, revised estimate US$3.6 million, actual US$3.66 million, 122% of appraisal estimate): This 
component was to finance the salaries of staff for the project coordination unit (PCU), management of the 
procurement process, financial management, project monitoring and reporting (including training of PCU 
staff), and coordination of planned impact evaluations and maintenance of M&E systems.

e. Comments on Project Cost, Financing, Borrower Contribution, and Dates
Project Cost: According to the PAD (p. 44), the project was estimated to cost US$45.4 million. Actual 
cost was US$37.8 million (83.3% of appraisal estimate).  The ICR does not indicate why costs were lower 
than originally planned, though the Summary of the Borrower's ICR (p. 35) cites efficient procurement by 
the PCU as a factor in remaining under budget.  Exchange rate fluctuations were also clearly a factor (see 
below, "Financing").
 
Financing: The project was financed by a US$25 million credit from the International Development 
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Association (IDA). Actual disbursement was US$22.63 million, 90.5% of the appraisal estimate.  The 
Operations Portal states that the credit was 100% disbursed, indicating that the difference between 
estimated and actual disbursement in dollar terms is due to exchange rate fluctuations.
 
Borrower Contribution: The borrower planned to contribute US$20.4 million.   Its actual contribution was 
$18.5 million (90.6% of the appraisal estimate).
 
Dates: On February 24, 2014, the project was restructured as follows:  i) the PDO was revised to sharpen 
the focus on improving the effectiveness of teaching and learning conditions as the key project 
development outcome; ii) the Results Framework was modified to better measure project outcomes; and 
(iii) the closing date was extended from March 31, 2014, to March 31, 2016 to allow for completion of 
activities.

3. Relevance of Objectives & Design

a. Relevance of Objectives

Relevance of original objectives: High
Relevance of revised objectives: Substantial
 
The project’s objectives were highly relevant at the time of project preparation. Azerbaijan had been 
experiencing strong economic growth due to the country’s oil reserves. However, Azerbaijan lacked human 
capital to ensure more equitable growth and competitiveness. In the 2007 PISA study, Azerbaijan ranked 
among the lowest of all 57 countries measured. Azerbaijan’s poor performance was linked in part to outdated 
curricula and deteriorating teaching quality.
 
The project was in line with the government’s National Education Reform Program, Azerbaijan’s State 
Program for Poverty Reduction and Economic Development, and the National Employment Strategy, all of 
which cited the importance of reforming the education sector. The objectives of the project were consistent 
with three of the four pillars of the Bank’s Country Partnership strategy (FY07-10), which included improving 
quality and transparency in public sector governance, supporting sustainable growth of the on-oil economy, 
and increasing access to and quality of social services.  Reforming the education sector is not included as a 
specific critical area in the Bank’s current Country Partnership Framework (FY16-20), but it acknowledges 
investment in human capital, with a focus on efficiency of investment of public resources, as one of three 
core sets of binding constraints on the country's development, and it plans for ongoing policy dialogue and 
technical support in the education sector.
 
The February 2014 restructuring rendered the objectives less ambitious but more internally consistent and 
more in line with specific government policy.  The reference to learning outcomes related to school libraries 
was dropped, as it was determined that school libraries were an important input but not a key factor in 
improving learning outcomes.  The objective of improved efficiency was dropped because the government 
decided to postpone a school rationalization program.  Improving learning outcomes and efficiency, however, 
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remained important desired outcomes given country conditions, and on balance their deletion rendered the 
revised objectives less relevant.
 

Rating Revised Rating
High Substantial

b. Relevance of Design

Relevance of design under the original objectives: Modest
Relevance of design under the revised objectives: Substantial
 
Some of the original planned activities were logically and plausibly linked to achievement of the project's 
objectives.  Implementing a new national curriculum through 8th grade, providing new textbooks, teacher 
guides, and other learning materials in all schools, and modernizing in-service teacher training systems 
would be expected to enhance the effectiveness of teaching in general secondary schools as well as learning 
results.   Modernizing in-service teacher training systems and practices would be expected to improve 
learning results.  In order to measure improved learning results, the project included activities to assess the 
students’ performance.  Activities that strengthen capacity to plan and implement school rationalization and 
per-capita financing pilots would have been important measures toward increasing sectoral 
efficiency.  The results framework did not make explicit the connection between the construction of school 
libraries in at least 500 schools and improved learning outcomes.
 
The revised project’s objective was narrower and less complex. In the revised design, a new approach to 
teacher in-service training was adopted and largely outsourced to private institutions. Original activities to 
support vocational and technical education were dropped to focus more directly on primary and secondary 
education.  The construction of school libraries was eliminated, as it was recognized that libraries were an 
important input but not a key factor for improving learning outcomes.  A government decision to postpone 
school rationalization led to the removal of the efficiency objective.  Overall, the restructuring tightened the set 
of planned activities and made them more directly and plausibly linked to the remaining single objective.

Rating Revised Rating
Modest Substantial

4. Achievement of Objectives (Efficacy)

PHEFFICACYTBL

Objective 1
Objective



Independent Evaluation Group (IEG) Implementation Completion Report (ICR) Review
EDUC SECT DEVT 2 (P102117)

Page 6 of 16

Enhance the effectiveness of teaching in general secondary schools

Rationale
Outputs:
                

•  A new grade 1-8 curriculum was officially adopted, and it is now illegal for any teacher not to adopt this 
curriculum.
•  New rules on continuing education for teachers, which included in-service training and its module-credit 
certification system, was approved by a decree of the cabinet of ministers.  Approximately 1,000 master 
trainers and about 300 district education methodologists were trained to take the lead in retraining about 
120,000 teachers.  Nine out of 14 teacher training institutions were rehabilitated and equipped to serve as 
the basic network of teacher professional development in Azerbaijan.  A system of in-service training 
allowing the provision of training by non-government institutions was established, achieving the target.  
11,368 pre-school teachers, 25,857 grade one to four teachers, and 108,052 grade five and above 
teachers had participated in the new curriculum-related in-service training by March 2016, a significant 
increase over the 8,000 who had attended in 2009, and exceeding the target of 100,000 total teachers.
•  Activities to evaluate funding reforms, which were implemented in 59 pilot schools, were carried out by 
an international consultant, and a report with recommendations was developed.
•  In order to raise awareness on education reforms, a webpage for the ministry was designed, and 
interviews were conducted on TV and in newspapers. Also, 14 trailers about education reforms were 
developed and broadcast on TV.  In collaboration with UNICEF, a children’s learning group and parents’ 
awareness program was developed and delivered in six districts. 687 children and 1,319 parents were 
involved in the program.  At project closing, 95% of school principals, 94.3% of teachers, and 87.1% of 
parents surveyed recognized the importance of pre-school for a child's school readiness, essentially 
meeting or exceeding the respective targets of 97%, 86%, and 83%.  However, a 2015 survey of 
principals, teachers, and parents found lower levels of understanding of school reform than were noted in 
a 2010 survey.

                            
 
Outcomes:
                

•  38% of teachers were using active methodologies in the context of the new curriculum as of March 
2016, exceeding the target of 30%.  Observational data indicated a baseline of 10.6% in 2010.

                            
Although in-service teacher training has led to the adoption of active teaching methodologies in the context 
of a new curriculum, the ICR does not include information to demonstrate the effectiveness of those 
methodologies.

Rating
Modest

PHREVDELTBL
PHINNERREVISEDTBL
Objective 1 Revision 1
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Revised Objective
Enhance the effectiveness of teaching and learning conditions in general education schools through 
curriculum reform and teacher in-service training

Revised Rationale
The outputs and outcomes listed above under the original objective also apply to this revised objective.

Revised Rating
Modest

PHEFFICACYTBL

Objective 2
Objective
Improve learning results in schools which receive new school libraries and where teachers adopt improved 
teaching practices as a result of in-service training

Rationale
Outputs:
                

•  A primary-level learning assessment system was developed.  It is now being used and achieved a “four” 
rating, which means that the data is being analyzed, disaggregated results are available, and the 
assessments are conducted at least every five years, an improvement from the "three" rating at the start of 
the project.  Sample-based student assessments were conducted between 2009 and 2015, and the 
results of these assessments were used to inform policy makers.  The secondary school-leaving 
examination was implemented nationwide in 2011.  Azerbaijan participated in PISA 2009, TIMSS 2011 
and the Progress in International Reading Study (PIRLS) 2011.
•  An online training course for librarians was developed.  By November 2012, 500 model libraries were 
established. The training of librarians was not completed. This indicator was dropped at restructuring.

                            
 
Outcomes:
                

•  The ICR states that 84.1% of surveyed teachers think that the new curriculum has made either some or 
a great impact on student learning.  However, no objective outcome data on learning results are reported.  
Achievement of this objective is therefore rated Negligible.

                            

Rating
Negligible

PHREVDELTBL

PHEFFICACYTBL
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Objective 3
Objective
Improve efficiency of spending on general education

Rationale
Outputs:
                

•  New teacher hiring regulations were developed and incorporated into teacher recruitment processes.
•  New bachelor and master degree programs on education management were introduced.
•  Activities for evaluating funding reforms, which were implemented in 59 pilot schools, were conducted by 
an international consultant, and a report with findings and recommendations was submitted.
•  Test results were not used to justify budget requests in the annual budget framework paper submitted to 
the Ministry of Finance by November 2012. This indicator was dropped during the restructuring.

                            
 
Outcomes:
                

•  The ratio of students to the number of full-time equivalent teachers was 11.8 in April 2008 and increased 
to 20.6 in November 2012, exceeding the target of 12.5. This indicator was dropped at restructuring, and 
so more recent data are not available.
•  The number of schools merged or the number of schools in previous fiscal year as a percentage of the 
total number of schools did not change, as the government decided to put school rationalization on hold. 
This indicator was dropped at restructuring.   As a result, there were few outputs and scanty 
information about outcomes related to efficiency of spending on general education.

                            

Rating
Negligible

PHREVDELTBL

PHEFFICACYTBL

Objective 4
Objective
Overall APL objective: Increase learning achievements for all students to meet the needs of a market 
economy and improve the efficiency of general education

Rationale
APL program outcome indicators were not explicitly defined. However, given the project's limited 
achievement of outcomes, progress towards the overall APL objective was also limited.

Rating
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Not Rated/Not Applicable
PHREVDELTBL

PHREVISEDTBL

5. Efficiency

Modest: The PAD (p. 64) provides an analysis of two scenarios: first, a scenario in which there is no 
additional focus on improving the quality of education; and second, a scenario in which APL 2 funds are used 
to strengthen the government’s focus on improving the quality of education. Due to the high uncertainty 
associated with predicting labor market outcomes for individuals 10-20 years from now (and linking those 
outcomes to investments made today), the analysis did not quantify the benefits of the project. The analysis 
concludes that without the project, there is a higher probability that the planned investments into the 
education sector over the next 20 years (as a result of the oil boom) will not result in any substantial quality 
improvement. That is, spending per graduate will rise but the quality of the graduates will rise only very 
slowly. Comparing the two scenarios, the analysis shows that the government can save significant resources 
over the next 20 years by increasing its focus on improving quality.
 
The ICR (p. 14) does not provide a traditional economic analysis of the project, stating that a longer 
timeframe is needed to obtain earnings data for relevant students. The ICR provides a benefit-cost analysis to 
assess potential returns of the investment made in the new curriculum for teacher training. The ICR builds on 
the International Adult Literacy Survey by Hanushek and Zhang (2006) which found that on average, a one 
standard deviation increase in (literacy) achievement scores will increase earnings by 9.3%. The analysis 
takes several assumptions into account including pupil-teacher ratio, full benefit to students as better-
acquired skills accrue after 12 years of general education, a certain average monthly salary, 10% 
unemployment rate, and full-time work for 25 years on average across the lifetime.  The analysis estimates a 
benefit-cost ratio between 5:1 and 78:1, but the ICR (p. 15)  states that "caveats related to these estimated 
due to lack of Azerbaijan-specific data cannot be ignored."
The PCU’s previous experience in implementing Bank projects had a positive impact on the project’s 
efficiency. Cost savings in procurement were able to support activities complementary to the APL II program, 
such as the development and validation of professional standards for math and language teachers 
and design of a performance-based teacher remuneration system.
However, delays in project implementation, which required a two-year extension of the project's closing date, 
may indicate inefficiencies in the use of project funds. More importantly, 14 months passed between the mid-
term review that initiated the restructuring of the project and its finalization; the delay in restructuring resulted 
in additional project resources being allocated toward activities that were less relevant.  Based on the caveats 
around the benefit-cost estimate and delays in implementation and restructuring, efficiency is rated Modest.

Efficiency Rating
Modest
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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
Not Applicable

ICR Estimate 0 0
Not Applicable

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

6. Outcome

Relevance of the original objectives was High, given Azerbaijan’s focus on improving human capital to ensure 
more equitable growth and competitiveness.  Relevance of the original design was Modest, as the results 
framework did not articulate a clear causal link between some of the project's planned activities (construction of 
school libraries) and intended outcomes (improved learning outcomes).   Achievement of the objective to 
enhance the effectiveness of teaching in general secondary schools was Modest; although in-service teacher 
training has led to the adoption of active teaching methodologies in the context of a new curriculum, and the 
effectiveness of those methodologies is not demonstrated.  Achievement of the objective to improve learning 
results in schools which receive new school libraries and where teachers adopt improved teaching practices as 
a result of in-service training is rated Negligible due to lack of data, as is achievement of the objective to 
improve efficiency of spending on general education.  Efficiency is rated Modest.  Taken together, these ratings 
are indicative of major shortcomings in the project's preparation and implementation, and therefore an Outcome 
rating under the original objectives of Unsatisfactory.
 
Relevance of the revised objectives was Substantial; although dropping the objectives to improve efficiency and 
learning outcomes made the project more streamlined, it rendered the project less relevant to country 
conditions.  Relevance of the revised design was Substantial, since the objective was narrower and less 
complex and the link between activities and project outcomes was clearer. Achievement of the single objective 
to enhance the effectiveness of teaching and learning conditions in general education schools through 
curriculum reform and teacher in-service training is rated Modest.  Efficiency is rated Modest.  Taken together, 
these ratings are indicative of significant shortcomings and therefore an Outcome rating of Moderately 
Unsatisfactory.
 
The outcome of the project is rated Unsatisfactory before the restructuring and Moderately Unsatisfactory after 
the restructuring.  As 80.1% of Bank disbursements took place prior to restructuring, the overall outcome rating 
is weighted toward the former, and therefore the overall outcome rating is Unsatisfactory.

a. Outcome Rating
Unsatisfactory
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7. Rationale for Risk to Development Outcome Rating

Modest: The government has institutionalized key reforms that were supported by the project and continues to 
invest in various reform areas through its own budget. The new curriculum is being implemented across the 
country and supported by various stakeholders. Important institutional changes such as the establishment of 
the National Assessment Board, competitive bidding for teacher in-service training, and involvement of think 
tanks in education policy research are favorable for the continuation of the reform process. However, 
Azerbaijan faces an increasingly difficult fiscal situation, which might lead to a slowing down or pausing of the 
implementation of education reforms.

a. Risk to Development Outcome Rating
Modest

8. Assessment of Bank Performance

a. Quality-at-Entry
The project was based on analytical work that was conducted during the implementation of APL I and studies 
from other countries. Also, the project was consistent with the overall program’s objectives. The Bank team 
included technical experts who consulted with key stakeholders during project preparation. The Bank team 
identified relevant risk factors such as weak institutional capacity, widespread rent seeking payments, less 
than fully transparent spending allocations, and the Ministry of Education’s stronger interest in some reforms 
than others. The Bank mitigated these risks by strengthening policy formulation, financing and budgeting, 
personnel management, and planning in order to improve the use of financial, human, and physical 
resources, and monitoring and evaluation. Also, the Bank provided support to the Ministry of Education to 
develop options and pilot further reforms.
 
However, the project’s objective was overly ambitious and complex. Furthermore, the project included several 
activities, such as the construction of libraries, that were not seen as key factors for improving learning 
outcomes; there was not a consistently tight causal linkage between planned activities and anticipated 
outcomes. In addition, the Results Framework had significant shortcomings, including several indicators for 
which no data was available, limiting the tracking of progress toward achievement of the objectives (see 
Section 10).

Quality-at-Entry Rating
Moderately Unsatisfactory

b. Quality of supervision
The Bank team provided continuous project support to the Ministry of Education but also answered requests 
related to other institutional, financial and managerial matters. The Bank team had a diverse skill mix and was 
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well equipped to address any requests. Also, the Bank ensured compliance with safeguard policies. When the 
government decided to refocus the project, the Bank was flexible to accommodate the request. However, the 
Bank was sometimes slow in responding to the government and, most importantly, delayed the restructuring of 
the project (ICR, p. 19), leaving insufficient time for the project to improve its overall outcome.

Quality of Supervision Rating 
Moderately Unsatisfactory

Overall Bank Performance Rating
Moderately Unsatisfactory

9. Assessment of Borrower Performance

a. Government Performance
The government showed its commitment to the project by implementing some key education reforms and 
by financing almost 50% of the project from budgetary resources.  Also, the government was interested in 
learning from other countries’ experiences and was open to new innovations such as private sector 
involvement in the area of teacher training. The government showed flexibility when issues arose; for 
example, when the project encountered the challenge of introducing a new curriculum to two grades per 
year, the government quickly responded and adjusted the plan to one year per grade.
 
However, the government did not always respond quickly to implementation challenges. The formal request 
for restructuring the project was submitted by the government more than half a year after the restructuring 
mission had taken place due to the government’s lengthy internal processes.  Also, while the government 
has institutionalized some key reforms supported by the project, at the time of this review other 
important initiatives (such as the school financing reform, school rationalization, and pre-school 
expansion) were still awaiting the government’s decision to be rolled out across the entire country.

Government Performance Rating
Moderately Satisfactory

b. Implementing Agency Performance
A Project Coordination Unit (PCU) within the Ministry of Education was responsible for the implementation 
of the project. The PCU was experienced in working with the Bank, as it was also responsible for the 
implementation of APL I. It was appropriately staffed and fulfilled its fiduciary obligations satisfactorily. No 
major issues in financial management or procurement were encountered. The PCU tracked progress 
toward achievement of the project’s objectives on a regular basis by conducting surveys and observational 
studies.  However, the project experienced some implementation delays due to the PCU’s slow decision-
making and processing of contracts.



Independent Evaluation Group (IEG) Implementation Completion Report (ICR) Review
EDUC SECT DEVT 2 (P102117)

Page 13 of 16

Implementing Agency Performance Rating 
Moderately Satisfactory

Overall Borrower Performance Rating 
Moderately Satisfactory

10. M&E Design, Implementation, & Utilization

a. M&E Design
The original PDO was too ambitious, overly complex, and not well reflected in the planned activities and 
selected indicators. Originally, the Results Framework included three PDO indicators and 13 intermediate 
outcome indicators, which were measurable in terms of numbers, timing and location. However, most indicators 
measured outputs rather than outcomes, and it is not clear how some of the intermediate outcome indicators 
such as “percentage of population understanding and supporting education reforms” measured progress 
towards the achievement of the PDO.
 
While the PCU was responsible for monitoring project outputs and activities, the Strategic Analysis, Planning 
and Personnel Unit within the Ministry of Education, together with Education Management and Information 
System and Assessment Units, were responsible for monitoring and evaluating the project’s outcomes and 
results.
 
The PAD laid out appropriate data collection methods and analysis including conducting surveys of the general 
population to monitor principals’, teachers’, parents’, and community’s perceptions of the education reform and 
classroom observations of teaching-learning methods. Strengthening M&E was part of component 6, which 
included activities such as the coordination of planned impact evaluations and systematic maintenance of M&E 
systems with updates on key performance indicators.

b. M&E Implementation
Several key studies were conducted by independent local institutions in 2010, 2011, and 2013. In addition, a 
study to measure project outcomes was conducted by a local think tank in late 2015.
 
Before the restructuring of the project, measuring progress towards the achievement of the project’s 
objective was challenging as there was very limited data available.  At restructuring, the Results Framework 
was revised. The original three PDO indicators were dropped, and two PDO indicators were added.  Out of 13 
original intermediate outcome indicators, seven were dropped.  Measurement of achievement of the revised 
objective was therefore somewhat enhanced, although there was still no well-defined indicator or set of 
indicators that would measure the effectiveness of teaching and learning conditions.
 
Even though there were some concerns regarding the quality of statistical data in Azerbaijan in general, the 
Bank team stated that the project–related data was quite reliable since regular surveys were carried out under 
the project and sound technical support was provided by the Bank team. 
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c. M&E Utilization
The Bank team stated that M&E informed some decision making, such as the need to restructure the project. 
However, very limited data for tracking indicators was available before the project restructuring.

M&E Quality Rating
Modest

11. Other Issues

a. Safeguards
The project was classified as Category B and triggered OP/BP 4.01 (Environmental Assessment) due to 
limited school rehabilitation activities. An environmental management plan was developed and submitted for 
review and disclosure. Also, guidelines on environmental procedures were developed for the operational 
manual. The ICR reports that the PCU oversaw the rehabilitation activities and ensured compliance with 
national and Bank guidelines and procedures.

b. Fiduciary Compliance
Financial Management
The PCU was experienced in the financial management procedures of a Bank project due to its experience in 
implementing APL 1. The project’s financial management aspects such as budgeting, planning, accounting, 
financial reporting, flow of funds, external audits, and organization and staff arrangements were adequate 
throughout project implementation. Interim Financial Reports were submitted on time and found to be 
acceptable.  The external auditor’s opinion was unqualified, and audit reports were submitted in a timely 
manner.
 
Procurement
Due to the PCU’s previous experience in Bank procurement procedures, no major procurement issues were 
encountered during project implementation. To further strengthen the PCU’s procurement capacity, the Bank 
conducted trainings and provided implementation support.

c. Unintended impacts (Positive or Negative)
None reported.
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d. Other
---

12. Ratings

Ratings ICR IEG Reason for 
Disagreements/Comment

Outcome Moderately 
Unsatisfactory Unsatisfactory

Outcome is rated 
Unsatisfactory before the 
restructuring (due largely to 
lack of evidence on two of the 
three objectives) and 
Moderately Unsatisfactory 
after the restructuring.  
Because the restructuring took 
place after more than 80% of 
Bank funds had been 
disbursed, the overall 
Outcome is rated 
Unsatisfactory.

Risk to Development 
Outcome Negligible Modest

The Government's tight fiscal 
situation might lead to a 
slowing down or pausing of 
the implementation of 
education reforms.

Bank Performance Moderately 
Unsatisfactory

Moderately 
Unsatisfactory ---

Borrower Performance Moderately 
Satisfactory

Moderately 
Satisfactory ---

Quality of ICR Modest ---

Note
When insufficient information is provided by the Bank for IEG to arrive at a clear rating, IEG will downgrade the 
relevant ratings as warranted beginning July 1, 2006.
The "Reason for Disagreement/Comments" column could cross-reference other sections of the ICR Review, as 
appropriate.

13. Lessons

The ICR (pp. 20-21) suggests several lessons learned:
 
                

1 . Long-term programs like an APL series can benefit from long-term objectives and measuring the progress 
towards these objectives. This project could have benefited from tracking learning achievements from the 
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beginning of APL1.
2 . In a long-term program, timely flexibility to make adjustments when necessary is important for both the 
Bank and the government. In this case, both parties demonstrated flexibility; however, the restructuring was 
delayed, and therefore the short remaining implementation period did not leave enough time for outcome to 
be improved.

                            
 

14. Assessment Recommended?

No

15. Comments on Quality of ICR

The ICR is concise but often lacks the necessary evidence to support its ratings of different project areas. For 
example, the ICR uses only the three PDO indicators to measure the achievement of the project's objectives, 
with little attempt to assess the adequacy of those indicators or to draw an overall theory of change involving 
output and intermediate outcome indicators.  Also, the ICR does not discuss attribution of outcomes and does 
not attempt to provide additional data such as PISA scores or other measures of learning which would have 
provided helpful context information.  The ICR provides limited information on M&E implementation and 
utilization.
 
 
 

a. Quality of ICR Rating
Modest


