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A. Introduction 

  
1. The proposed project performance evaluation report (PPER) will evaluate the Central 
Region Water Resources Project in Viet Nam. 1  The project was supported by an Asian 
Development Bank (ADB) loan financed through the Asian Development Fund. It was approved 
on 5 December 2005 and financially closed on 18 February 2013. The project completion report 
(PCR)2 circulated in October 2013 rated it successful.3 The PCR recommended a PPER be 
conducted a few years after project completion so that operation of the project will have a sufficient 
gestation period and expected outcomes and impacts can be observed. 
 
2. The findings and lessons of this evaluation will feed into the proposed sector evaluation 
study on ADB’s support to Agriculture and Natural Resources, Rural Development, and Food 
Security. Considering adverse impacts of climate change in Asia and the Pacific, the evaluation 
will contribute to the design of projects that address water and food security and build resilience 
to natural disasters in the region. The PPER will contribute to improving ADB’s future operations 
with key priorities in the areas of environmentally sustainable and inclusive growth.  
 
3. This approach paper sets out the project background, the scope and approach, and 
tentative resource and schedule requirements of this evaluation. 
 
B. Country and Strategic Background 
 
4. Country context. Under the economic and political reform of Doi Moi since 1986, Viet 
Nam has experienced rapid economic growth, averaging over 6.5% annually during 1991–2015.4 
The remarkable growth transformed the country to achieve lower-middle-income status in 2010 
and gross domestic product (GDP) per capita reached $2,109 in 2015 (footnote 4). As a member 
of ASEAN economies with stronger growth,5 the country is expected to continue sustaining its 
expansion, with well-balanced macroeconomic policies and a surge in foreign direct investment 
and export-oriented manufacturing.6  
                                                
1 ADB. 2005. Report and Recommendation of the President to the Board of Directors on a Proposed Loan to Socialist 

Republic of Viet Nam for Central Region Water Resources Project. Manila. 
2 ADB. 2013. Completion Report. Central Region Water Resources Project. Manila. 
3 The PCR has not been validated. 
4 ADB. 2016. Country Partnership Strategy Viet Nam, 2016–2020 Fostering More Inclusive and Environmentally 

Sustainable Growth. Manila. 
5  Aggregate growth in the 10 ASEAN economies is forecast to accelerate steadily from 4.4% in 2015 to 4.5% in 2016 

and 4.8% in 2017 (ADB. 2016. Asian Development Outlook 2016 Asia’s potential growth. Highlight. Manila.) 
6 ADB. 2016. Asian Development Bank and Viet Nam: Fact Sheet. Manila. 
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5. Strategic sector context. Viet Nam is undergoing a rapid structural transformation from 
agriculture to manufacturing and service sectors. Despite its relative decline as a proportion of 
GDP,7  the agriculture and natural resources (ANR) sector continues to be important to the 
country’s development priority. Notwithstanding the economic growth, serious development 
challenges and limitations remain such as income and socioeconomic gaps 8  and rural 
infrastructure deficiencies. Only about 4.0 million hectares of the 6.6 million hectares of rice 
cultivation has operational irrigation facilities, and not all of these are operated efficiently. 9 
Agriculture is the only production base available to the poor 10 in rural and remoted areas.11 
Employment in agriculture is 44% in 2015. 12  Agriculture production can be intensified with 
improved infrastructure and management practices to enhance rural income.13  Rice as the main 
staple is cultivated in 82% of the country’s arable land.14 Given that Viet Nam is a leading rice 
exporter in the world, agriculture is expected to remain an important driver for generating rural 
employment, hence, poverty reduction in the rice-based agriculture economy for years to come. 
 
6. The government recognizes that agriculture provides a route out of poverty for the rural 
poor (footnote 9). Viet Nam’s 2011–2020 Socio-Economic Development Strategy lays out the 
need for environmentally sustainable, socially equity and macroeconomic stability toward the 
upper middle-income status (footnote 4). The government's 10-year strategy indicated a 
development orientation to comprehensively develop and modernize irrigational system through 
phased approach. It intended to review and complete the planning of infrastructure nationwide, 
including irrigation, to ensure the economical use of resources, social and environmental 
effectiveness, and environmental protection. 15 
 
7. ADB’s investments in the country’s ANR sector have largely targeted rural infrastructure 
including institutional development of water management bodies and policy work in water 
resources.16 The Country Partnership Strategy (CPS) 2016–2020 has three pillars to achieve 
more inclusive and environmentally sustainable economic growth.17  Under the second pillar 

                                                
7 ANR sector’s share of gross domestic product (GDP) was gradually declined from 21% in 2005 (appraisal year) to 

18.4% in 2013 (closing year) (IED. 2016. Viet Nam: Country Partnership Strategy Final Review Validation, 2012–
2015. Linked Document 2. Manila: ADB. 

8 Progress in poverty reduction are fragile and a significant portion of the population in rural areas and among ethnic 
minorities is vulnerable to falling back into poverty. Ethnic minority groups, accounted for only 14.5% of the total 
population, make up more than half of the poor in the country. In addition, gender disparities are more marked among 
ethnic minorities and in rural areas where most of them work as farmers (footnote 4). National Gini index capturing 
income distribution is 37.6 % in 2014 (ADB Basic Statistics 2017). 

9  ADB. 2012. Country Partnership Strategy Viet Nam 2012–2015. Linked Document 19. Manila. 
10 The poorest people tend to be: (i) ethnic minorities whose livelihoods depend on subsistence agriculture and forest 

resources; (ii) people in remote areas (often upland areas) with exposure to increasingly degraded natural resources; 
(iii) people in coastal areas, more prone to extreme climatic events; (iv) households headed by women or with 
disabled members; and (v) migrants or landless people without resources (footnote 9). 

11 The rural remote populations face substantial inequalities in their access to economic opportunities and social 
services due to the lack of electricity and weak transport networks as a hurdle to market access (footnote 4).   

12 World Bank. 2017. World Development Indicators. 
http://data.worldbank.org/indicator/SL.AGR.EMPL.ZS?locations=VN&name_desc=false&view=chart (accessed 23 
June 2017).   

13 In addition, increased agriculture production and value added provides rural women with opportunities to improve 
household incomes and access to services, education and health facilities (footnote 9). 

14 The International Rice Research Institute. 2017. Rice in Vietnam. http://irri.org/our-work/locations/vietnam (accessed 
14 June 2017).   

15 Economica Vietnam. 2012. Viet Nam’s socio-economic development strategy for the period of 2011-2020.  
16 IED. 2016. Viet Nam: Country Partnership Strategy Final Review Validation, 2012–2015. Manila: ADB. 
17 The three pillars are (i) promoting job creation and competitiveness, (ii) increasing the inclusiveness of infrastructure 

and service delivery, and (iii) improving environmental sustainability and climate change response. 
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(increasing the inclusiveness of infrastructure and service delivery), ADB’s support targets regions 
with disproportionately high numbers of poor, near-poor, and ethnic minorities in remote and rural 
areas. 18  Under the third pillar (improving environmental sustainability and climate change 
response), ADB aims to support “water resource management initiatives to improve the efficiency 
of agricultural water use and improve water resource planning” under sustainable natural resource 
use. Given the water supply service gap in rural areas is much higher than in urban areas, ADB’s 
Water Operational Plan 2011–2020 indicated that ADB should support to expand rural water 
supply services.19 ADB’s Environment Operational Directions of 2013–2020 seeks to promote a 
shift to sustainable infrastructure,20 under which ADB has mobilized resources for investments in 
integrated water resources management infrastructure and services. It is on the same trajectory 
with the Sustainable Development Goals (SDGs), specifically Goal 6 to ensure equitable access 
to water, increase water-use efficiency, and implement integrated water resources management. 
 
8. Viet Nam with a long coastline and large river deltas is endowed with a remarkable natural 
environment and biodiversity. Adapting to the variety of geographic and climate conditions, 
significant regional diversity has developed in the country’s farming systems. There is strong need 
for the ANR sector to produce higher value-added and more diversified products to meet the 
increasing domestic demand for diversified agriculture commodities. This is crucial as the country 
aims to reach middle-income status and pursue sustainable development. As the country 
achieved most of the Millennium Development Goals ahead of the time (footnote 4), it is also 
expected to make strong commitments to the SDGs. 
 
C. Project Description 
  
9. Impact, outcomes, and outputs. The expected impact of the project was to reduce 
poverty in 6 central provinces: Thanh Hoa, Quang Binh, Quang Tri, Thua Thien Hue, Quang Ngai, 
and Binh Dinh. Each province had 1 irrigation subproject under the project. The envisaged 
outcomes were increased agricultural production in the selected irrigation subprojects.21 The six 
irrigation subprojects covered a targeted coverage area of 33,636 hectares. The anticipated 
beneficiaries were about 400,500 people, 38% of them lived below the poverty line of $0.33 per 
person per day (footnote 1). The project had two major components: (i) improved irrigation 
management systems, and (ii) enhanced irrigation infrastructure. The activities are shown in the 
table below. 
 
  

                                                
18 It articulates to place an emphasis on “working with provincial governments to upgrade and maintain rural productive 

assets, such as those for irrigation and rural water supply” (footnote 4). 
19 ADB. 2011. Water Operational Plan 2011–2020. Manila.  
20 ADB. 2013. Environment Operational Directions, 2013–2020: Promoting transitions to green growth in Asia and the 

Pacific. Manila. 
21 The project subprojects are Tthe Thach Thanh Subproject (Thanh Hoa Province), Thuong My Trung Subproject 

(Quang Binh Province), Thach Han Subproject (Quang Tri Province), Tay Nam Huong Tra Subproject (Thua Thien 
Hue Province), Tra Cau Subproject (Quang Ngai Province), and La Tinh Subproject (Binh Dinh Province). Six 
irrigation subprojects (one subproject per each province) with good potential for increased agricultural production 
were selected based on the selection criteria: (i) financially and economically viable, (ii) contributing strongly to 
poverty reduction, (iii) environmentally sustainable, (iv) compliant with principles of integrated water resource 
management, and (v) responsive to natural disaster risk reduction initiatives. 
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Table 1. Design Framework–Activities 
Impact Outcomes Outputs  Activities 

Poverty 
reduced in 
6 provinces 
of central 
Viet Nam 
 
 

Increased 
agricultural 
production in 
the selected 
irrigation 
subprojects  

Component 1: 
Irrigation 
management 
systems  
improved in the 
subprojects 

(i) establishment of financially viable service 
providers; 

(ii) strengthening of water user participation through 
the formation of water user groups (WUGs) and 
water user associations (WUAs);  

(iii) development of on-farm infrastructure;  
(iv) operationalizing of a project performance 

management system; and 
(v) implementation of a gender action plan and 

HIV/AIDS awareness program 
Component 2: 
Irrigation 
infrastructure 
improved in the 
subprojects 

(i) completion of detailed designs of the six 
subprojects; 

(ii) implementation of the subprojects; 
(iii) resettlement and compensation of affected 

people; and 
(iv) implementation of environmental management 

plans (EMPs). 
Source: Project completion report. 

 

10. Project cost and implementation arrangements. The project cost at appraisal was 
estimated at $99.00 million ($15.53 million for Component 1 and $81.58 million for Component 
2)22, comprising $37.82 million in foreign currency and $61.18 million in local currency. ADB 
support accounted for 75% of project financing at $74.3 million. The actual cost at completion 
amounted to $100.99 million, with ADB financing 80% (an amount of $80.3 million) and the 
government 20% of total project cost. The executing agency of the project was the Ministry of 
Agriculture and Rural Development (MARD). The central project office (CPO) of MARD 
implemented the project at central level. CPO set up central project management unit (CPMU)23 
for management at provincial level. Implementing agencies included provincial Departments of 
Agriculture and Rural Development (DARD) and provincial project management units (PPMUs) 
under DARD were set up for each province. The institutions of the irrigation subsector are outlined 
in Appendix 1. 
 
11. Safeguards. The project is classified as environmental category B and an initial 
environmental examination (IEE) for each subproject was prepared in accordance with ADB’s 
environment policy. 24  Environmental management plans (EMPs) were implemented. 
Resettlement plans were prepared for the 6 subprojects (one in each project province).25 Among 
the 6 subprojects, Tra Cau subproject (Quang Ngai province) was the only category A subproject 
for which an Ethnic Minorities Development Plan (EMDP) was required and prepared.26 An EMDP 
was not required for the other five subprojects. The PCR notes (para 48) that loan covenants, 
including those related to safeguards and social development, “appear to have been complied 
with” and notes (Appendix 2, page 27) that “this portion became irrelevant after the removal of 
Chop Vung reservoir from the project scope since that is the only area that has a significant 
number of ethnic minorities.” There was no other information on safeguard performance in the 
PCR. The reason for the removal of the reservoir will be investigated. 

 

                                                
22 No contingencies and bank interest included during implementation. 
23 CPMU was responsible for overall project management and coordination, capacity building, and liaison with ADB. 
24 ADB. 2002. Environment Policy. Manila. 
25 ADB. 1995. Policy on Involuntary Resettlement. Manila. 
26 ADB. 1999. Policy on Indigenous People. Manila. 
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12. Gender action plan. The project is categorized as effective gender mainstreaming. A 
gender action plan (GAP) was prepared and implemented for each subproject to ensure more 
equitable distribution of benefits and to improve the participation of female farmers in operation 
and maintenance (O&M) system. Two main issues were addressed: (a) low level of leadership 
skills, training, and confidence levels among women farmers, and women’s lack of informed 
participation in irrigation activities; and (b) lack of access to credit, which constrains women’s 
engagement in alternative livelihood activities. Based on the issues, key gender targets of GAP 
included (i) at least 40% of women’s membership in water user groups (WUGs)/water user 
associations (WUAs), (ii) gender sensitization training for project staff (PMU/PPMUs), (iii) 
leadership skill training for 1,600 female farmers and 100 commune women unions officials, (iv) 
improved access of women to credit through training in accessing and managing credit, (v) 
technical training on livestock breeding for 1,200 women, and (vi) project monitoring and 
evaluation (M&E) system with sex–disaggregated data collection, analysis and reporting by EA 
to ADB. The PCR reported that the project was successful in achieving the gender actions, i.e., 
10 out of 11 gender actions targets were achieved except improved access to livestock resources. 
This will be checked. 
  
13. Changes during implementation. During implementation, there were changes in project 
scope under the Nam Thach Han and Tra Cau subprojects for cost and safeguard reasons. The 
Ben Da weir was dropped from the scope of the Nam Thach Han subproject (Quang Tri province) 
due to excessive costs. The cancellation resulted in reducing the overall irrigated area by about 
350 hectares or around 1% of the originally intended coverage (para 9). The resulting reduction 
of expected beneficiaries is estimated to be about 3,400 in the subproject. The Chop Vung 
reservoir was removed from the Tra Cau subproject (Quang Ngai province) due to resettlement 
issues and questionable economic viability, which reduced expected beneficiaries by about 17%. 
The reduction of expected coverage area in the subproject is reported to be about 450 hectares 
out of total irrigation system covering 700 hectares. Institutional arrangements for water 
management were changed at both the irrigation management company (IMCs) level and the 
WUG levels. IMCs were restructured to be self-managing companies funded by the provincial 
government. WUGs were restructured to be member-owned and managed, so that WUGs could 
contract O&M work with the IMC. While the project activities were completed, the project 
experienced some procedural delays: loan signing by the government, start-up, and provision of 
central government funds to project provinces. Although there were minor scope changes, the 
project is said to have achieved its intended physical outputs (PCR, para 14). The status and 
success of the organizational changes will be checked. 
 
D. Some Key Findings of the PCR and Previous Evaluations  
 
14. Below is a summary of major findings of the project’s PCR and related evaluations, which 
are valuable references in the preparation of the PPER.  
 
15. Completion Report for the Central Region Water Resources Project. Overall rating of 
the project in PCR (footnote 2) was successful. PCR assessed the project to be highly relevant, 
effective, efficient, and likely sustainable. Lessons identified were: (i) constructive dialogue by the 
ADB project team resulted in a workable compromise and generated its associated benefits, 
particularly at the unexpected promulgation of Decree 115 27 ; (ii) participatory approach gives 
greater sense of ownership; integrating stakeholder views in key decisions can have a positive 

                                                
27The government promulgated Decree 115, a policy of water fee reduction for farmers in 2008. It waived the irrigation 

service fee and rendered the measures aimed at making full beneficiary funding of the IMCs void. It directly impacted 
the loan agreement and implementation schedule. 
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impact on the ownership of policies and institutional changes e.g., IMCs and water user group 
(WUGs); (iii) the cooperative approach adopted by ADB overcame a major technical problem 
occurred during construction, i.e., development of cracks in the Khe Ngang reservoir dam in Tay 
Nam Huong Tra subproject. This happened due to inadequate design of the reservoir dam 28 and 
required remedial action which resulted in the increase of project costs by $1.5 million; and (iv) 
adoption of a comprehensive assessment of implementation problems allowed the project to be 
successfully completed. During the mid-term review, the project was performing below 
expectations, with low contract awards and disbursements, which could have necessitated the 
cancellation of a large portion of the project. However, a full analysis by the review team revealed 
the procedural problems which resulted to this poor performance and remedial measures have 
been put in place (PCR, para 47). The mid-term review report of the project, however, did not 
mention and the outcome of the measures will be checked. Providing a sound basis for future 
evaluation, the PCR recommended that DARD of each province continue to monitor production 
levels from the irrigation schemes by commune and by district and that IMCs continue to monitor 
the functioning of the schemes and the activities of the WUGs. The PCR has not been validated. 
 
16. Validation of the Country Partnership Strategy Final Review 2012–2015. IED found 
that one of the challenges in the country operations was water resources issues arising from 
competing needs and resource management due to reforms in agriculture sector in rural areas. 
The paper recommended that ADB consider employing an integrated area development approach 
on a district or provincial scale to promote infrastructure development in the provinces and the 
participation of the target communities. In addition, the paper noted that Decree 115 allowing the 
continued subsidy of IMC operations does not support the long-term development of self-financing 
organizations at the level of IMC or water users. The project sought increasing attention to IMCs 
and WUGs with the aim to enhance capacity to manage upgraded irrigation schemes (footnote 
16). One of the major issues for the PPER is to assess the sustainability of the WUGs and the 
IMC. 
  
E. Evaluation Scope and Approach 

 
17. Objective. The PPER will assess the performance and impact of the project. It will review 
achievement reported in the PCR in light of the design and monitoring framework (DMF) in the 
Report and Recommendation of the President to the Board of Directors (RRP), taking into account 
the progress in outcomes and impact after project completion and whether there were any 
unintended consequences. The PPER will address key issues related to effectiveness including 
achievement of intended outcome and outputs as well as safeguards and gender issues. 
Likewise, it will clarify sustainability of (i) the functional and ownership status of WUGs and water 
user associations (WUAs); (ii) the O&M status of on-farm infrastructure and organizations four 
years after the project; and (iii) operationalizing and sustainability of project performance 
management system during the project. Finally, in the light of Decree 115, the PPER will address 
the status of financial viability of service providers (IMCs) and financial and economic efficiency 
of the individual subprojects and the project as a whole.  
 
18. In addition, the PPER will examine progress on several issues that were highlighted in the 
PCR including: impact of organizational changes of IMCs and WUGs on irrigation management 
systems and agriculture production levels. The PPER will review whether the improved irrigation 
systems and any good practices were incorporated in the current MARD strategic and investment 
plans, and explore how well these have been demonstrated after the project.  

                                                
28 Adopting new Jet-Grouting technology, the dam foundation was treated with cement-earth piles. The provincial 

design consultant was not familiar with the new method for foundation treatment. 
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19. Methodology. The PPER will be prepared in accordance with the Guidelines for the 
Evaluation of Public Sector Operations29 and assessed against the core evaluation criteria of 
relevance, effectiveness, efficiency, and sustainability. The project’s development impact and 
performance of ADB and the executing agency will be also assessed. The main evaluation 
questions to be considered under each criterion are outlined in Appendix 2. The PPER will be 
based on primary and secondary data and will encompass: (i) a desk review of relevant project 
information, with a recalculation of the economic internal rates of return of subprojects; (ii) 
discussions with project staff from Southeast Asia Regional Department (SERD) and the Viet 
Nam Resident Mission (VRM); (iii) consultations with government and implementing agencies; 
and (iv) interviews and/or focus group discussions with project beneficiaries, resettled people and 
other stakeholders. 
 
F. Data Sources  
 
20. Secondary data through desk review. Secondary data sources include, inter alia: (i) 
ADB policies and strategies (e.g., Country Partnership Strategies, Strategy 2020, Water 
Operational Plan 2011–2020, Environment Operational Directions of 2013–2020, Safeguard 
Policy Statement); (ii) ADB analytical reports; (iii) project documents (e.g., RRP, back-to-office 
reports, midterm review reports, PCRs, and other partners’ reports); (iv) Government PCR, and 
(v) IED evaluation studies (e.g., country program, special/thematic, and corporate evaluations). 
 
21. Primary data. Primary data will be gathered during consultations with staff from SERD 
and through an independent evaluation mission to Viet Nam. Interviews will be conducted with 
VRM staff; key informants in central and provincial offices; ADB operations staff; development 
partners; and other stakeholders. Field observations in selected project sites will be conducted 30 
to directly observe the condition of project outputs. Interviews and/or focus group discussions will 
be conducted to gather first-hand information from the project beneficiaries. IED may undertake 
a beneficiary survey to get information on beneficiaries’ knowledge and practices in O&M of water 
facilities, as well as sustainability of benefits potentially generated by the project. The survey 
methodology and coverage will be determined following pre-mission consultations with VRM. 
 
G. Tentative Schedule and Resources 
  
22. The evaluation will be carried out according to the following schedule, subject to 
approvals: 
 

Activity/Milestone Target Date 

Approval of Evaluation Approach Paper II July 2017 
Independent Evaluation Mission in Viet Nam III–IV August 2017 
Analysis and Preparation of Draft PPER  V August–III Sep 2017 
Draft PPER for Interdepartmental and Government Review  I–II October 2017 
Draft for Editor’s Review II–III November 2017 
Submission to Director, IETC  I December 2017 
Approval of Director General, IED III December 2017 
Circulation   IV December 2017 

 

                                                
29 IED. 2016. Guidelines for the Evaluation of Public Sector Operations. Manila: ADB. 
30 The evaluation mission endeavors to visit several projects sites as feasible. However, accessibility and remoteness 

of some project sites are constraints. 
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23. Subject to the government of Viet Nam’s concurrence, IED will field a team for the 
Independent Evaluation Mission in August 2017, comprising: (i) IED Team Leader, Evaluation 
Specialist; (ii) an international consultant with experience in irrigation sector projects and 
evaluation methods and process; and (iii) a national consultant with experience in conducting 
focus group discussions and beneficiary surveys and familiar with the country’s water/ANR sector. 
IED is exploring collaborating with a central government evaluation unit in Viet Nam. A designated 
government staff may join the mission, if available, as an evaluation exercise in on-the-job training 
aligned with IED’s evaluation capacity development strategy. IED will remain responsible for the 
final assessment. The evaluation report will be peer reviewed by a sector expert and an IED 
evaluation specialist with experience in water sector. Overall guidance will be provided by the 
Director, Thematic and Country Division of IED. 
 
H. Dissemination of Findings 
 
24. The PPER will be made available to the public after approval by the Director General, IED. 
The report will be uploaded on ADB’s external and internal websites and will provide inputs to 
ADB’s evaluation information system. 
 
 
Attachments: 
 
Appendix (public): 
 
1) Irrigation Subsector – Main Institutions  
2) Evaluation Matrix: Key Project Performance Evaluation Report Questions 
 
Supplementary Appendix (not public): 
 
A) Terms of Reference for International and National Consultants 
B) Cost Estimates 
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Irrigation Subsector – Main Institutions  

 
1. This appendix outlines the institutional arrangement for irrigation sector, 31 mainly the 
functional linkage of Ministry of Agriculture and Rural Development (MARD), provincial 
Department of Agriculture and Rural Development (DARD), irrigation management company 
(IMCs), water user groups (WUGs), and the farmers. 
 
2. Under the Law on Water Resources, effective in 1999, MARD was assigned as the lead 
agency to implement and manage water resources projects, mainly irrigation and drainage, flood 
protection, rural water supply and sanitation, and typhoon protection measures. Department of 
Water Resources (DWR) of MARD is responsible for preparing development plans for rural water 
supply, sanitation, and irrigation and drainage schemes, and for overseeing rural water use. DWR 
coordinates implementation of participatory irrigation management (PIM) program and is 
responsible for monitoring the performance of the PIM strategy throughout the country. All IMCs 
have been instructed to prepare PIM action plans. 
 
3. At the provincial level, various ministries are represented through departments in 
provincial people’s council (PPC). 32  The provincial DARD is responsible for planning new 
irrigation development activities, rehabilitating existing schemes, undertaking project appraisals 
and feasibility studies, and overseeing the management of irrigation management companies 
(IMCs) and other provincial state owned enterprises (SOEs). DARD is directly under the authority 
of PPC and operates under the professional guidance of MARD. The primary institution for 
operation and maintenance (O&M) of irrigation schemes are IMCs33 which were established as 
nonprofit SOEs and report to the PPC through DARD. IMCs’ responsibilities include planning and 
managing O&M of the schemes, delivery of irrigation water, supervising construction activities, 
collection of irrigation fees and managing the schemes’ finances. Notwithstanding, IMC has 
limited leeway and scope to improve quality of service, work methods and planning, staff levels 
and skills, and user participation. This is because the IMCs operations are guided by a set of 
centrally defined rules and regulations, and strategic decisions on irrigation, budget and 
investment planning, setting of water user fees, human resource planning are decided by PPC, 
DARD, and MARD. Analysis of the project area during the project preparatory TA indicated that 
IMCs had low scores for cost-efficiency, effectiveness, autonomy, and accountability, and were 
exposed to the risk of failure. 
 
4. Farmers have direct representation in agricultural cooperatives which provide a range of 
services to members and whose primary service included irrigation. Under the guidance and 
instructions of the commune people’s committee, WUGs operate and maintain tertiary level 
canals as part of farmers’ communal obligations. A major constraint of cooperatives including 
other commune-based organizations is that they have to work with administrative units whose 
boundaries seldom coincide with those of irrigation schemes. The new WUGs need to be 
rationalized and redefined in light of the physical characteristics of the related irrigation schemes. 

                                                
31 ADB. 2005. Report and Recommendation of the President to the Board of Directors on a Proposed Loan to Socialist 

Republic of Viet Nam for Central Region Water Resources Project. Manila. 
32 Provincial people’s council is the highest representative of state authority with offices at province, district, and 

commune levels (footnote 1). 
33 It was reported that about 130 IMCs serve 63% of the country’s irrigated area while the remainder is served by some 

of the more than 2,000 water user groups (WUGs) and 10,000 agricultural cooperatives (footnote 1). 
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EVALUATION MATRIX: KEY PROJECT PERFORMANCE EVALUATION REPORT QUESTIONS 
Criteria Specific Evaluation Questions Data Sources  

I. Project Performance 

Relevance 

Policies and Strategies: 
• Was the project consistent with development strategies, policies, and plans of the Government of Vietnam?  
• Was the project consistent with Asian Development Bank’s (ADB) country and sector strategies? Did it remain 

aligned with ADB strategies and government priorities at completion and at the time of evaluation?  
 

Design and Formulation: 
• Were the rationales for the projects based on a sound analysis of development problems and country context? 
• Were the project designs appropriate to achieve the envisaged project outcomes and impacts? Was it flexible 

enough to allow adjustments in project design and scope during implementation, e.g., how was the design modified 
to accommodate Decree 115?  

• What were the reasons for the change in scope during implementation, i.e., dropping of Ben Da and Chop Vung? 
• Were relevant lessons from similar interventions in the country and/or sector considered in the project design, e.g., 

any lessons and consequences of remedial action and update of operational status of the Khe Ngang reservoir dam 
(which would not be operational until 2015) in Tay Nam Huong Tra subproject?  

• Was the design and monitoring framework (DMF) adequate to address identified challenges? Were the project 
outputs and outcomes measurable and achievable during the project timeframe? 

• Were project risks identified at appraisal adequately mitigated in the project design? 
• What innovations or best practices were adopted in the design and implementation that contributed to overall 

impact? 
 
Beneficiaries, Stakeholders, and Ownership: 
• Were the beneficiaries appropriately targeted and were their specific needs accommodated in the project design? 

To what extent did the project reach the poor and vulnerable groups?  
• Did the people in the project areas perceive the project to be relevant to their needs? 
• To what extent were stakeholders (e.g., the government, executing and implementing agencies, and beneficiaries) 

involved in the design of the project? What was the extent of their participation during implementation? What was 
their level of the government ownership at the district, provincial, and national level during implementation and after 
completion? 

 
Report and 
Recommendation of the 
President to the Board of 
Directors (RRP) 
 
Country Partnership 
Strategies (CPS) 
CPS Final Review 
Validation– 
 
Country Assistance 
Program Evaluation 2009 
Back-to-office reports 
(BTORs)  
Mid-term reviews  
Mid-term evaluation 
 
Project Completion 
Reports (PCRs)  
 
Field observations during 
Independent Evaluation 
Mission (IEM) interviews 

Effectiveness 

General achievement of objectives:  
• To what extent were the project outcomes and outputs achieved as indicated in the DMFs? 
• What factors have contributed to the achievement of the expected outcomes and outputs? 
• What achievements were made beyond the scope of the interventions? 
• What were the roles of stakeholders in the project? What institutional factors in the government influenced positively 

or negatively the effectiveness of the project? What lessons and recommendations for future sector interventions 
can be drawn from this going forward? 

• Were project risks identified during appraisal sufficiently mitigated in the design (e.g., the executing agency, 
limited capacities, slow release/lack of counterpart funds, institutional framework complexity, safeguards, 
extended time and resources to meet requirements)? 

 
RRP  
BTORs  
Mid-term reviews  
PCR 
Executing agency’s 
project completion report 
 
New project data collected 
since project completion  
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Criteria Specific Evaluation Questions Data Sources  

• Were project activities undertaken in line with ADB safeguards policy? Were safeguards issues carefully assessed 
in the sub-projects? Were there any conditions that triggered ADB environment, involuntary resettlement or 
indigenous population safeguard policies? How did the borrower and ADB handle them? 

  
Institutional Strengthening and Project Management 
• Were the executing agency (MARD), a central project management unit (CPMU) under MARD and implementing 

agencies (Department of Agriculture and Rural Development [DARD], provincial project management units [PPMUs] 
under DARD) sufficiently staffed with the requisite balance of technical and management skills? Did these 
stakeholders function efficiently? Were their responsibilities clear? To what extent, was the participatory resource 
management functional and operational by mitigating overly complex arrangements? 

• Was the monitoring by DARD and the irrigation management company (IMCs) (e.g., production levels, the 
functioning of the irrigation schemes, the activities of the WUGs) conducted effectively?  

• Did effective communications channels operate between the central government, executing, and implementing 
agencies above? 

• What were major impacts of restructuring service providers (IMCs) and WUGs in project implementation? How did 
they affect the project delivery? Were there any challenges and lessons from the reform? 

 
Safeguards and gender considerations 
• How have environmental safeguard risks been mitigated?  
• To what extent did the project address gender issues identified during design and appraisal? What were the gender 

roles in project implementation activities for sub-projects?  
• What was the level of women’s involvement in the project design, implementation, operating and monitoring, and 

training?  

Field observations and 
interviews during IEM  
Key informant interviews  
Focus group discussions  

Efficiency 

Project efficiency: 
• How well were project resources used in achieving the outcomes? Were there cost overrun or underrun and what 

were the reasons, If any? 
• How does the recalculated economic internal rate of return (EIRR) compare with the EIRR estimates at appraisal?  
• Were the economic and financial analyses done correctly with regard to their assumptions, data, and calculations?  
 
Process efficiency: 
• Were project preparation and appraisal processes for investment subprojects implemented in a timely manner?  

RRP 
Loan Agreement  
BTORs  
Mid-term reviews  
PCR 
Project Management Unit 
(PMU) documentation 
Field observations and 
interviews during IEM 
Key informant interviews 

Sustainability 

Benefit sustainability  
• What is the likelihood that the project benefits will be sustained?  
• Do subprojects communities continue to show ownership? Are the communities successful and what are key 

reasons for such success and innovative or applicable mechanisms to other country/areas? 
• What is the likelihood that the results of capacity building of IMCs, WUGs, and PPMU will be maintained?  
 
Operational sustainability  
• What is the current condition of the project physical outputs, assets, and services? What is the status of the O&M 

of on-farm infrastructure four years after the project? 

 
PCR 
Field observations and 
interviews during IEM  
Key informant interviews  
Focus group discussions  
New project data collected 
since project completion  
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Criteria Specific Evaluation Questions Data Sources  

• What was operationalizing and sustainability of project performance management (PPMS) system during project 
implementation? 

• Was the benefit monitoring and evaluation (BME) system well designed? Has the BME continued to be remain 
functional? Were there any significant revisions in BME indicators after the periodic monitoring by DARD and IMCs?  

• What were project sustainability and ownership challenges after the project? What is the functional and ownership 
status of the government as well as WUGs and WUAs? 

• What implementation arrangements including inter-agency coordination arrangements have been put in place after 
project completion? Are they working effectively and sustainably? 

 
Financial Sustainability: 
• What would be mid-term and long-term impact of Decree 115 on the project outcomes and sustainability? 
• How are post-project activities being financed? 
• What is the status of the financial viability and sustainability of IMCs and WUGs? What is arrangement for 

collection of water user fees? 
• How does the calculated financial internal rate of return (FIRR) compare with the FIRR estimates at appraisal?  
• Are the current O&M adequate to ensure the project sustainability? 

II. Other Assessments 

Institutional 
Development 

 
• What institutional changes occurred during the project lifetime and how did they impact on the project outcomes? 
• To what extent have the experience from implementing the projects provided lessons for future projects or provide 

a good practice model for other similar projects? 
• Are the central project management unit (CPMU), DARD and the project implementation unit (PPMU), the 

channels between communities and the project still existing and operating?  

PCR  
PMU documentation  
Field observations and 
interviews during IEM  
Key informant interviews  
Focus group discussions  

Development 
Impact 

 
• What do the most recent data tell us about the impact indicators (O&M implementation, collection of water user 

fee, irrigation water delivery, increased crop production and household water supply, and increased income) as 
stated in DMF? How do they compare with non-project areas? 

• To what extent have envisaged project impact as stated in the DMF been achieved? 
• To what extent has the project brought significant changes to the project areas and the project beneficiaries? 
• How have the stakeholder and beneficiaries’ perception of the project changed, before and after completion? 

What direct contributions do beneficiaries see from the project?  
• Did the central government intend to capitalize on the project as the basis for expansion or replication in other 

areas? Were there initiatives and resources of the government for a long-term impact and sustainability? 

 
PCR 
 
New project data collected 
since project completion  
Key informant interviews  
Focus group discussions 

ADB 
Performance 
(quality-at-entry 
and 
supervision) 

Quality-at-entry: 
• Did ADB mobilize sufficient technical expertise during the project design? 
• Was the design process participatory? Did ADB take into account the concerns and needs of local governments 

and communities? Were lessons learned from previous independent evaluations and PCRs incorporated into the 
project design?  

 
Supervision: 
• What was the performance of ADB procurement supervision and disbursements? 

 
PCR  
 
PMU documentation  
Field observations and 
interviews during IEM  
Key informant interviews 
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• Did ADB and the government take the initiative to suitably modify project design (if required) during implementation 
in response to any changes in circumstance or emerging opportunities?  

• Did ADB take prompt action to ensure the timely implementation of recommendations from BTORs, including the 
mid-term review and resolve any implementation bottlenecks? 

• What was the role and performance of the resident mission? How was the relationship between headquarters and 
the resident mission? 

Borrower 
Performance 
(quality of 
preparation, 
implementation, 
and monitoring 
and evaluation 
[M&E])  

Quality of preparation: 
• Was the government (national and local) actively involved in the design?  
• Did they initiate any modifications in response to changing circumstances or opportunities? 
• Has adequate staffing/resources been provided for project management? 
 
Implementation and M&E: 
• Have the flow of funds and procurement procedures been suitable for ensuring timely implementation? 
• Have counterpart funds been provided adequately and on time? 
• Did the government ensure adequate coordination of the relevant agencies and between national and local levels? 
• Has the executing and implementing agencies put in place an effective M&E system and does it generate 

information on performance and impact that is useful for project management to make decisions? 
• Have loan covenants and the spirit of the loan agreement been followed?  
• Did the government contribute to planning an exit strategy?  
• Have local governments provided support and resources to continue the services and maintain the assets created 

by the project? 

 
PCR 
 
PMU documentation  
Field observations and 
interviews during IEM  
Key informant interviews  
Focus group discussions  

 
  


