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I. PROGRAM DESCRIPTION 

 
A. Rationale  

1. Despite Viet Nam’s progress in agricultural production and export growth and in 
liberalizing commodity, land, and credit markets in recent years, rural poverty remained high 
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while private investments remained at low levels.1  From 2000, sector growth and poverty 
reduction was placed at risk by (i) decreasing returns to labor, (ii) diminishing demand for rice 
and other exports because of low quality, and (iii) falling returns to irrigation infrastructure 
(where rice was the dominant output). The core sector problems were low productivity and 
profitability, undiversified production, low quality, weak research and extension support, and 
competitiveness of the agriculture system.2 Policy reforms to sustain growth in the sector were 
needed in the development and use of technologies through research and extension and 
improved access to credit by small and medium-sized enterprises (SMEs).  
 
2. The Agriculture Sector Development Program comprising both program and project 
loans, was designed to assist the Government of Viet Nam in addressing key agriculture 
constraints related to productivity, profitability, and competitiveness with emphasis on small 
farmers and SMEs. The program aimed to help restructure the management of research and 
extension, improve market intelligence, and encourage the development of agro-industry SMEs 
to enhance their competitiveness with other public and private enterprises in the sector.  

 
B. Expected Impact  

3. The program design and monitoring framework listed the program’s expected goals 
and/or impacts as follows: (i) increased agricultural growth and (ii) reduced poverty. The 
performance indicator for item (i) was to contribute through technology advances, to the 
government’s annual sector growth rate of 4.5%. For item (ii), the performance targets were to 
(a) contribute to the government’s original target of reducing poverty from 45% to 27% by 2007, 
through technology transfers relevant to poor farm households; and (b) contribute to the 
government’s goal to increase rural employment by 20% in 2010. 

 
C. Objectives or Expected Outcomes  

4. Intended outcomes were the following: (i) increased agricultural productivity and 
profitability, and (ii) increased competitiveness. Outcome indicators for (i) were as follows: (a) 
restructured research organization with increased capacity to focus on value addition and 
quality improvements in line with market and farmer needs in the seven agro-climatic regions of 
Viet Nam; (b) extension of service coverage to all communes, and in effect, shift to 
participatory methods; and (c) contribute to the government’s target of increasing exports to 
20% through value addition and quality improvement in agro-products. For outcome (ii), the 
indicators were (a) product responsiveness and price competitiveness improved through 
expansion of the market information system; and (b) $36 million of capital accessed by private 
agro-industry SMEs through the Viet Nam Bank for Agriculture and Rural Development 
(VBARD). 

D. Components and Outputs  

5. The program had two components: (a) a program or policy reform loan aimed at 
restructuring the management of research and extension services, including improvement of 
market intelligence; and (b) a project or agro-industry SME loan aimed at improving the 
financing for SMEs to enhance their competitiveness with other enterprises. Restructuring the 

                                                
1
   ADB. 2002. Report and Recommendation of the President to the Board of Directors: Proposed Loans to the 

Socialist Republic of Viet Nam for the Agriculture Sector Development  Program. Manila.  
2
  ADB. 2009. Completion Report: Agriculture Sector Development Program in the Socialist Republic of Viet Nam. 

Manila. 
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management of agricultural science and technology, improving market intelligence, phasing out 
commercial seed subsidies, among other policy measures, were expected to improve crop 
diversification and yields, facilitate integration with postharvest systems and agro-processing, 
increase stakeholder participation in extension and better technology dissemination, and 
improve production quality with market potential. Also, encouraging the development of agro-
industry SMEs through improved access to credit was expected to improve productivity, 
enhance product quality, and generate economic growth and employment. 

E. Provision of Inputs  

6. The program component was estimated at $60 million (in 3 tranche disbursements).  
Planned inputs were the reinforcement of both the agricultural research system and extension 
delivery by reorganizing research institutes, establishing provincial agricultural extension 
centers, and phasing out commercial activities, among other things. For the project component 
($36 million credit line), funds were to be provided for various agricultural activities such as 
processing of fruits, vegetables, fish and livestock products, among others. 

F. Implementation Arrangements  
 
7. The executing agencies were the Ministry of Agriculture and Rural Development 
(MARD) for the program loan, and the VBARD for the project loan. The implementation 
arrangements proposed at appraisal, such as the establishment of program and/or project 
implementation units, and a steering committee; and coordination arrangements with the 
Ministry of Finance, the Ministry of Planning and Investment, and the State Bank of Viet Nam 
proceeded as envisaged. The Asian Development Bank (ADB) made the loan available to the 
government as borrower and to the VBARD under a subsidiary loan agreement. 
 

II. EVALUATION OF PERFORMANCE AND RATINGS 
 
A. Relevance of Design and Formulation 

8. The program completion report (PCR) considered the program relevant at the time of 
appraisal and during implementation because of its support for the government’s policy 
reforms, especially the need to upgrade agriculture research and extension systems, and 
promote agro-industrial development. Program design encompassed the entire agriculture 
research system. The PCR indicated that the program component addressed clear institutional 
and policy development needs while the project component met the operational priorities of the 
government, including the improvement of credit supply to agro-industry SMEs. In particular, 
the degree of stakeholder ownership, consistency with the MARD’s sector plan, and the 
VBARD’s policy toward SME lending showed that the program was relevant and timely. The 
associated technical assistance (TA) projects were reported to be appropriate and supported 
the MARD in complying with the tranche conditions despite complex institutional changes. 
There were no changes in scope of outputs or planned outcomes. However, the PCR raised 
some concerns on the limited integration between the program and project loans, the 
inadequate financial and economic analyses that were undertaken for subprojects, and limited 
concomitant investment in human resources development.  
 
9. This validation considers the program relevant despite the identified design 
weaknesses (particularly the lack of closer integration between program and project loans to 
underpin a long-term approach) because it addressed the fundamental concerns affecting 
agricultural productivity, crop diversification, competitiveness, rural employment and agro-
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industrial development, and remained consistent with the government strategies for the sector. 
However, given the lag between basic and applied researches and adoption, the goal and/or 
impact indicators, outcome indicators, and output indicators lacked clarity in linking outputs and 
outcomes and goals and/or impacts. Had these shortcomings been rectified at appraisal, the 
program could have been highly relevant. The outputs and achievements confirmed the 
significance of this program for Viet Nam. This validation, therefore, agrees with the PCR rating 
of the program as relevant. 

B. Effectiveness in Achieving Program Outcomes  

10. The PCR indicated that the program was effective in achieving the targeted outputs. 
The expected outputs of the program component were almost entirely achieved, such as the 
phase-out of the sale of certified seeds by research institutes and the organization reforms of 
institutes. The project component’s targets in lending levels and job creation were exceeded. 
With respect to outcomes, however, the PCR was more circumspect in that it considered it 
premature to come up with definitive conclusions in a research and extension program, which 
was a long-term investment. This is rightly so because a strengthened research and extension 
program cannot bring about results in the short term.  
 
11. In retrospect, the intended outcomes could have been formulated in a different way, 
taking into consideration the nature of the program activities and the time it would take for 
these to be realized in view of their lag effects. The gestation period for research to mature into 
applied practices and improved productivity, and the level of investment required to build up 
human capital to strengthen research and training institutions are important considerations. 
Also, it was difficult to link the project component’s outputs with the envisaged outcomes. Some 
performance indicators and/or targets should have been more conservatively formulated, 
taking into careful consideration the cause and effect mechanism of policy reforms (i.e., how 
the envisaged policy measures could be translated into activities and/or steps, outputs, 
outcomes, and eventually impacts), internal consistency of economic logic, and more realistic 
time frame. 
 
12. The PCR argued that "increased agricultural productivity and profitability" and 
"increased competitiveness" were achieved to some extent at project completion. Visits to a 
number of rural SME sub-borrowers revealed the following: (i) loans usually made up only a 
relatively small proportion of capital invested in the business; (ii) both enterprise scale and 
productivity escalations resulted from the use of loan funds (e.g., the pig and fish business was 
a case of simple scale expansion; loans to enterprises engaged in brickworks, fish processing, 
and garment manufacture were for technology upgrades); and (iii) significant numbers of jobs 
in rural areas were created, even if activities were not entirely agricultural.  
 
13. Program management suffered from weak monitoring and evaluation of benefits. 
Reports on loans were poor. Issues identified for possible management actions were not 
immediately addressed. However, the likelihood of the program remaining effective over time 
based on preliminary findings is important. The analysis in the PCR clearly supports the long-
term viability and effectiveness of investments made under the program. Overall, this validation 
agrees with the balanced analysis of effectiveness in the PCR and confirms the effective rating 
as accurate and in conformity with the findings. 
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C. Efficiency of Resource Use in Achieving Outputs and Outcomes 

14. The PCR assessed the program as efficient in achieving the expected outputs. During 
appraisal, the financial internal rates of return and the economic internal rates of return were 
estimated for a number of agro-industry activities under the project component. However, the 
PCR indicated the lack of rigor in the economic and financial analyses since the estimates 
were not realistic. It noted that SME activities had existing scales of operations whose costs 
and business structures were not reflected in the economic and financial analyses. Only part of 
the program was covered in these analyses.  
 
15. The program loan amount took into consideration the scope of the proposed policy 
reforms and the adjustment costs. However, the PCR did not give indications on the 
completeness of these adjustment costs and the accuracy of these estimates. In retrospect, it 
was not possible to verify or validate the program costs. As such, the PCR assessed efficiency 
in terms of whether the program outputs could have been achieved at lower cost. The PCR 
indicated that the delivered outputs of the program loan could not have been produced at much 
lower costs. Although delays occurred in many institutions because of domestic inflation (rather 
than administrative or technical issues) and the consequential knock-on effect on 
renegotiations with contractors and suppliers, there were no inherent inefficiencies in these 
processes. Majority of research institutions reported reasonable supplier and contractor 
performance with only minor issues in construction quality left to be addressed. Again, most 
contractual difficulties were related to civil works’ cost readjustments. 
 
16. Project implementation units appeared to have functioned satisfactorily, and the 
VBARD’s performance more than adequately met industry best practice standards of 
efficiency. The increase in the VBARD’s equity in real terms improved the quality of its loan 
portfolio, reduced its nonperforming loans, and expanded the scale of its operations. The PCR 
stated that the VBARD became a relatively efficient institution after the program. It also argued 
that an altogether different type of intervention could not have solved the same kind of 
development problem at a lower cost. This confirmed that benefits were achieved at least cost. 
This validation agrees that agriculture research and extension could not have been 
strengthened without significant institutional and policy reforms, and more investment in 
hardware items or that SME competitiveness could have been improved without concomitant 
technological upgrades made possible by incremental funding. A lower level of investment 
could not have brought about the same level of benefits. Overall, the findings of the PCR are 
considered valid and the program is rated efficient. 
 
D. Preliminary Assessment of Sustainability  

17. The PCR rated the program likely sustainable for the following reasons: (a) reforms and 
reorganizations made under the program were likely to remain permanent; (b) research 
institutes were likely to improve performance with more commitment and funding from the 
government and offer of private funds; and (c) the VBARD’s efficiency of operations and 
financial stability support the notion that program benefits would continue. The PCR also 
highlighted problem areas that have a bearing on long-term sustainability, specifically the issue 
of financing extension activities, which may suffer due to inadequate funding support from the 
government. Also, if the unfavorable economic conditions during 2007–2008 would reappear, 
profitability of SMEs may decline, thus affecting their sustainability. This validation agrees with 
the likely sustainable rating as the government is unlikely to dissipate the significant efforts 
made under the program to improve extension and SME operations. It is more likely to extend 
funding and technical support in the coming years to further develop these operations. The 
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solid achievements made to improve technology, promote technology transfer, and increase 
support to diversified agricultural research institutes are there to stay, yielding sustainable 
benefits in the future. 
 
E. Impact  

18. The PCR noted that the program had several types of impact ranging from institutional 
to socioeconomic and environmental impacts. The strengthening of research and extension 
systems, the MARD, and the VBARD have paved the way for institutionalization of systems 
and/or processes to improve productivity, profitability, and competitiveness. The most notable 
impact was job creation mainly in rural areas, offering job opportunities to the poor. Another 
important development was the opportunity that the program provided to mobilize 
nongovernment organizations, private companies, mass organizations, and farmers (farmers’ 
clubs) to actively participate in the agriculture extension activities. The inclusive and 
participatory nature of activities helped strengthen civil society and elicit participation of women 
and ethnic minorities. Although there were no identifiable positive impacts on the environment, 
new technologies under the program and project loans are likely to contribute to positive 
environmental impacts. While there was concern about the VBARD’s capacity to monitor 
environmental compliance, no adverse consequences appear to have been reported.  
 
19. The PCR did not rate the impact. This validation assesses the impact as significant. 
This validation agrees with the PCR findings that the overall program contributed several 
positive impacts, such as increased involvement of nongovernment organizations, farmers, and 
other agents in agriculture extension activities (and to a lesser extent, research). There was no 
evidence of unintended negative impacts despite the fact that activities under the loans were 
spread throughout the country. However, the program’s expected goals and/or impact 
statements of increased agricultural growth and reduced poverty could not be easily 
determined in view of the difficulty of attributing the achievements of these solely to the 
program. Although it can be argued that the program had a few impacts on poverty reduction 
and on agricultural growth through technology advances, it is not possible to attribute any 
specific improvements in agricultural growth or poverty reduction to specific reform measures 
or project activities undertaken through the program. 
 

III. OTHER PERFORMANCE ASSESSMENTS 
 
A. Performance of the Borrower and Executing Agency 

20. The PCR rated the performance of the borrower and the executing agencies 
satisfactory. The government’s commitment to achieving the program objectives was reflected 
in the manner in which it complied with almost all covenants. The active role of the cooperating 
agencies, including the ministries of finance and planning and the State Bank of Viet Nam, was 
helpful in achieving program goals. The MARD closely coordinated with these agencies and 
provided timely support to ADB missions. The staff of project implementation units understood 
the procurement procedures, but their counterparts in the provinces were less experienced, 
and consequently there were delays in preparing documents and awarding contracts. Program 
management suffered due to lack of a satisfactory monitoring and evaluation mechanism as 
this mechanism was not established before implementation.  
 
21. The VBARD was reported to have implemented the project loan well despite staff being 
overloaded with routine work. Work overload led to inadequate supervision of projects in the 
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branches. There were a few minor issues such as the shortcomings associated with the 
construction of facilities (e.g., complex and time-consuming appraisal process and construction 
design approval), and some weaknesses in monitoring and evaluation of activities, which 
contributed to delays and the weak management of some sub-borrower loans. However, the 
government’s strong commitment in achieving the outputs and ensuring sustainability of 
investments was evident. Timely reporting on tranche conditions and utilization of subloans 
contributed positively in the administration of the program. 
 
22. Review missions generally endorsed the effectiveness of implementation strategies and 
commented favorably on the commitment shown by the MARD, although a few adverse 
comments were made with regard to the content of the quarterly reports prepared for ADB by 
the VBARD. This validation endorses the findings of the PCR and observes that in overall 
terms, the quality of implementation was satisfactory despite some delays (paras. 15, 20, and 
21). 
 
23. This validation concurs with the PCR and rates the performance of the borrower and 
the executing agencies satisfactory.  

B. Performance of the Asian Development Bank  

24. Given the adequate level of supervision exercised by ADB, the PCR rated its 
performance satisfactory. This validation concurs with the PCR findings because an adequate 
number of missions (seven in all) were fielded to meet tranche needs and deadlines, conduct 
discussions with executing agencies and TA consultants, resolve implementation problems and 
issues, and provide advisory support to resolve technical problems on credit lines. In addition 
to missions, communicating through telephone, e-mail and the Viet Nam Resident Mission 
helped improve coordination and program implementation. 

C. Others  

25. No significant adverse impacts on the environment were reported in the PCR although it 
raised the lack of capacity in the VBARD to monitor a sub-borrower's compliance with 
environmental concerns. No further issues were identified in the PCR. 
 

IV. OVERALL ASSESSMENT, LESSONS, AND RECOMMENDATIONS 
 
A. Overall Assessment and Ratings 

26. The PCR rated the program successful because it delivered the expected outputs, 
conformed generally to all conditions and covenants, and generated impacts through job 
creation and better research and extension services. Judging by the trends and preliminary 
achievements, there are indications that the planned outcomes would be achieved. The 
performance of the borrower, executing agencies, and ADB was rated satisfactory and the 
institutional capacities of the executing agencies were enhanced. Although there were some 
design shortcomings and delays in completing project outputs, the program laid the foundation 
for a more diversified agricultural and agro-industrial environment and strengthened the 
research and extension network. This validation agrees with the PCR’s successful rating in 
view of the aforementioned reasons (see table). 
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Overall Ratings 

Criteria PCR IED Review 
Reason for 

Disagreement/Comments 

Relevance Relevant Relevant  

Effectiveness in achieving 
outcome 

Effective Effective  

Efficiency in achieving 
outcome and outputs 

Efficient Efficient  

Preliminary assessment of 
sustainability 

Likely 
sustainable 

Likely 
sustainable 

 

Overall assessment Successful Successful  

Borrower and executing 
agency 

Satisfactory Satisfactory  

Performance of ADB Satisfactory Satisfactory  

Impact Not rated Significant  

Quality of PCR  Satisfactory  

ADB = Asian Development Bank, IED = Independent Evaluation Department, PCR = project completion report. 
Source: ADB Independent Evaluation Department. 

B. Lessons  

27. This validation agrees with all the identified lessons in the PCR. This validation also 
proposes an additional lesson: program experience demonstrates that accompanying 
investment projects in a sector development program loan matter. ADB, in selecting the sector 
lending modality as a broad-based lending instrument, should give careful consideration to the 
choice of accompanying projects intrinsically linked with the sector performance in all its 
dimensions. In this instance, greater benefits could have accrued by linking research and 
extension to some of the allied institutions such as land tenure, land use, land distribution and 
classification, marketing, agricultural credit, more extensive extension training, and human 
resource development than to SMEs, which in the end focused substantially on nonagricultural 
activities. 

C. Recommendations for Follow-Up  

28. This validation agrees with all of the above recommendations, which are borne out in 
discussions in the various sections of the PCR. It would have been better, however, if the PCR 
had identified approaches to implementing these recommendations. Specifically, an action-
oriented approach could have been identified as to how the borrower and ADB could follow up 
on recommendations so that sector lending and the benefits of the program could be sustained 
in the long term. 
 

V. OTHER CONSIDERATIONS AND FOLLOW-UP 

A. Monitoring and Evaluation Design, Implementation, and Utilization 

29. No explicit design provisions for monitoring and evaluation were included in the report 
and recommendation of the President (RRP), although the need for establishing performance 
management systems for both the program and project loans was identified and included—in 
broad terms, the need to include a database for policy reforms and conduct a baseline survey 
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of a stratified sample of agro-industry SMEs was emphasized in the RRP. Under the 
Strengthening Agricultural Science and Technology Management,3 the MARD was assisted in 
establishing an appropriate monitoring and evaluation system for major agriculture science and 
technology activities. The lack of any in-depth discussion on this subject in the PCR suggests 
that no significant progress was made in this area. The PCR refers to shortcomings in the 
approaches of the MARD and the VBARD to extension monitoring and environmental 
compliance but does not mention the design shortcoming in this regard. Inadequate attention 
given to monitoring and evaluation both at appraisal and during implementation and completion 
indicates lack of appreciation of the central role that monitoring plays in articulating the 
management needs of executing agencies.  
 
B. Comments on Project Completion Report Quality 

30. The quality of the PCR is rated satisfactory because it provides a comprehensive 
picture of the program; its achievements, constraints, and issues; and gives a balanced and 
lucid explanation of the problems that need to be addressed to ensure long-term sustainability 
and effectiveness of outputs and outcomes. The two areas overlooked in the PCR discussions 
are the usefulness and impact of TA inputs and the role of monitoring and evaluation under the 
program. 
 
C. Data Sources for Validation 

31. The data sources for this validation comprised the RRP, PCR, back-to-office reports 
and aide memoires of review missions, Board discussions, and relevant loan covenants and 
loan agreements. 
 
D. Recommendation for Independent Evaluation Department Follow-Up 

 
32. This validation report finds no major deviation from the PCR's findings. Thus, a project 
performance evaluation for this project is not needed. 

 
 

                                                
3
  ADB. 2005. Technical Assistance to the Socialist Republic of Viet Nam for the Strengthening Agricultural Science 

and Technology Management. Manila (TA 4619-VIE). 


