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Evaluation Summary

1. Outline of the Project

Country: Independent State of Samoa Project title: The Project for Strengthening
Technical and Vocational Education Development
in Samoa

Issue/Sector: Industrial technology education, | Cooperation scheme: Technical Assistance Project

vocational training

Division in charge: Human Development Total cost (as of the time of evaluation) : Approx.

Department 110 million yen

Period of July 1, 2006 - June 30, 2008 Partner country’ s organizations involved:
cooperation: National University of Samoa, Institute of
Technology (NUSIoT)

Supporting organizations in Japan: none

Related cooperation: Project for Upgrading and
Extension of Samoa Polytechnic in the Independent
State of Samoa (2004-2005)

1-1 Background of the Project

The Independent State of Samoa specifies improvements in basic education and the level of tertiary
education as one of the goals in the “Strategy for the Development of Samoa 2002-2004,” which
shows the basic policy strategy for the development of the state. It prioritizes the development
of human resources and creation of employment opportunities through technical education and
training. It is also essential for Samoan industry to secure human resources with advanced ski | |'s.
However, technical and vocational education provided by the Samoa Polytechnic, which is the only
tertiary education institute for vocational training in the country, remains at the level of basic
theory, and does not meet industrial needs. Therefore, there is a pressing need to improve
curriculums according to such needs, to revise education and training, to establish technical
capabilities that can be immediately used at workplaces, and to update the machinery used at
facilities. In light of such problems, Japan was engaged in the upgrading and extension of facility
machineries through grant aid cooperation in FY2004. Accordingly, there was a request for a software
technical assistance program (for curriculum improvement, the revision of education and training
the reinforcement of administration, etc.) in August 2004.

Samoa Polytechnic merged with the National University of Samoa in February 2006, and the name

changed to the National University of Samoa, Institute of Technology (NUSIoT).

1-2 Project Overview
(1) Overall Goal

A large number of skilled workers tomeet industrial needs are produced from NUS|oT and other SATVETI




members.
(2) Project Purpose
The management system of NUSIoT is enhanced in order to train students who can meet the industrial
needs.
(3) Outputs
Qutput 1: Cooperation with industrial circle through IAP and relevant industry representatives
is enhanced
Output 2: Capacity of NUSIoT and SATVETI staff is strengthened
Qutput 3: Machinery and facilities are managed and maintained properly
(4) Input (as of the time of evaluation)
O Japanese side
1) Dispatch of experts: 4 people in total, 21.4M/M in total
2) Counterparts training: 3 people trained in Japan, 1 person trained in New Zealand
3) Local cost: 45,000,000 yen in total
O Samoan side
1) Counterparts: 37 people

2) Provision of land and facilities

2. Evaluation Team

Evaluators (area of responsibility: name, position)
Leader: Yoshifusa SHIKAMA, Resident Representative, JICA Samoa Office
Cooperation planning: Tomo ANDO, Technical Education Team, Group I|I, Human

Development Department, JICA
Evaluation analysis: Kaneyasu lda, Human and Social Development Partnership
INTERWORKS CO. , Ltd.

Evaluation From February 12, 2008 to February 24, 2008 Type of evaluation: terminal

period evaluation

3. Summary of the Results of Evaluation

3-1 Summary of the Results of Evaluation

(1) Relevance

The Samoan government established human resources development through technical and vocational
education as an important issue inthe “SamoaDevelopment Strategy 2005-2007; SDS,” and has placed
continuous technical and vocational education as one of priority issues in the new SDS (draft)
for the next term (2008-2010). Therefore, it is judged that this Project is consistent with the
Samoan government's priority policy issues

Enhancement of technical and vocational education is also indicated as a priority issue in the
country program for Samoa by Japan. Thus, the overall goal and purpose of this Project are in line
with the priority policy issues both in Japan and in Samoa. This Project meets the needs of industry
as wel | as the technical and vocational educational institutes of Samoa, and is judged to be highly

relevant also from the perspective of the needs of beneficiaries.




(2) Effectiveness

(Output 1: Cooperation with industrial circles through IAP and relevant industry representatives
is enhanced.)

[AP (Industry Advisory Panel) exists as an official channel connecting NUSIoT and industry.
Although the Project tried to regularize |AP meetings, since participation by companies was not
active it did not generate satisfying effects. For this reason, the Project introduced measures
to supplement the functions of the |AP, namely, company visits to facilitate understanding of
industrial needs and problems of the existing curriculum, and a Guest Speaker Series to gain further
understanding of possible career paths and the required capability/skills for students. With QC
(quality circle) groups and senior lecturers serving a central role, 36 companies have been visited
and six Guest Speaker Series have been held so far. Feedback of the results of company visits were
made to departments related to NUSIoT management. By introducing these kinds of new efforts

coalition with industrial circles has been enhanced significantly.

(Output 2: Capacity of NUSIoT and SATVETI staff is strengthened.)

As for Output 2, efforts were made to (1) reinforce teaching methods and improve curriculums, and
(2) enhance the management and administration capabilities of NUSIoT

As for (1) above, KAIZEN training courses has been developed, CAT programs implemented and
curriculum improvements based on the results of company visits achieved. Teaching materials for
the KAIZEN training course were developed with the help of Japan-affiliated companies, and
short-term courses targeted at NUSloT staff have been implemented. Training sessions for other
departments of NUS and SATVET| members are scheduled to be provided in the future. Adding KAIZEN
to the curriculum as a course commonly provided to NUSIoT students is also being considered. As
for the CAT program, the existing implementation method has been reviewed and now al | courses under
the CAT program have been implemented to SATVET| members (currently 16 people in total). It is
expected that all participants will be able to complete the program by June 2008

As for (2) above, the Project focused on the fact that KAIZEN is an effective approach to enhance
management and administration capabilities, and implemented specific KAIZEN activities such as
energy conservation and labor saving for clerical work, with QC groups serving a central role

Two campaigns on energy conservation have been implemented so far, achieving energy savings of
23.2% the first time and 30% the second time. There were also efforts to introduce mail merging,
a measure to improve the efficiency of mailing work. It is estimated that the introduction of this
measure wi || save 100 |abor hours. In this Project, an approach to reinforce management capability
has been introduced, and the learning effect on the NUSIoT side was confirmed through specific

approaches.

(Output 3: Machinery and facilities are managed and maintained properly.)

Through this Project, a stocktaking of machinery possessed by the NUS|oT Schools of Business and




Engineering was carried out, staff was trained in asset management software, databases were
updated, and machinery management systems using codebooks were introduced at these schools. As
a result of such activities, it became possible for NUSloT to understand the management status
of facilities and machinery, and to make asset management reports to the NUS based on their actual
status. A management system using codebooks was introduced in December 2007, which made it possible
to update databases based on reports from lecturers with administrative responsibilities, and to
identify machinery requiring maintenance in an integrated manner. Therefore, it is judged that

the goal for Output 3 has generally been achieved

(3) Efficiency

Based on the results of interviews carried out by the evaluation team with experts and relevant
parties at NUSIoT, no problems were found in terms of the size and timing of input from the Japanese
side such as the dispatch period of experts and the training; the Project was considered to have
been carried out smoothly. Activities are also generally progressing in line with the initial
schedule. It is also considered that the original outputs were reasonable, bearing in mind that

the experts were involved in the Project for 21 months in total.

(4) Impact

The overal | goal of the Project was to produce a large number of skilled workers to meet industrial
needs from NUSIoT and other SATVETI| members. One and a half years have passed since the start of
the Project, and objective data showing the how far the Project was conducive to this overall goal
has yet to be obtained. Under this Project, NUS|oT was able to start carrying out graduate employment
surveys, which it had not been doing before the start of the Project. The results of the survey
show that the employment rate was 87. 2%, which was better than the original expectation of NUSIoT.
By continuing to periodically carry out employment surveys, it will be possible to measure the
contribution of this Project to a certain extent. Also in terms of consistency with industrial
needs, it has been suggested that it will be possible to understand how companies value graduates
as well as changes in their levels of satisfaction with NUSloT by continuing the company visits

started under this Project.

(5) Sustainability

The largest concern upon considering the sustainability of the Project was the financial
sustainability of NUSIoT; however, NUSIoT is making independent efforts such as doubling tuition
fees from FY 2007 and trying to cut costs. In addition, with APTC starting to accept first-year
students from January 2008, there will be an income of facilities and machinery usage fees from
APTC every year from now on. This will be an important financial source for NUSloT. Because the
appropr iate management of |eased facilities andmachinerywill be required for NUSIoT in the future,
it should have a positive effect also in terms of the maintenance of machinery provided under the
Grand Aid.




The Project introduced new approaches such as company visits, a Guest Speaker Series, KAIZEN
training courses and teaching materials, and an asset management system. During the Project
activities were carried out by encouraging the voluntary participation of QC group members.
According to the interviews with QC group leaders, QC groups are willing to continue their
activities even after the Project is completed by maintaining its group format. Some groups had
already developed activity plans and schedules that also cover the period after the Project. The
groups are also trying to firmly establish efficient machinery management systems and systematic
cooperation with industry circles by clearly stating them in operating rules for staff and
operational plans. Therefore, continuity of the outputs of the Project is expected to be maintained

through NUS|oT management continuous!|y supporting and encouraging the activities of the QC groups.

3-2 Factors that Promoted-Impeded the Realization of Effects

The establ ishment of APTC should support NUSIoT not only financially, but also technically through
APTC lecturers. Particularly for ensuring the sustainability of the Project, APTC is a positive
factor.

Because the period of the Project is only two years, NUSIoT management tried to take ful | advantage
of this learning opportunity to obtain the maximum possible level of skills and knowledge from
the experts. Voluntary activities by the QC Groups outside of their own field or area of
responsibility were possible with such a high levels of motivation

Most companies in Samoa are micro enterprises, and there are only very weak industrial associations
or associations by business, if any. Therefore, it is difficult to grasp the needs by categories
of business, which was one of the reasons the |AP members could not exert their functions to the
full.

3-3 CGonclusion

This Project is consistent with the Samoan government policy on technical and vocational education
as wel | as the policy of the Japanese government to support Samoa. The quantity and timing of Project
inputs were also adequate. Project purpose and outputs were generally smoothly achieved. As for
sustainability, it is highly probable that the outputs of the Project will be maintained and
expanded after the completion of the Project, if the NUSIoT is able to keep the system for QC groups
such as the reinforcement of management and to promote active staff participation. In terms of
impacts, there were some positive effects generated. The degree of contribution to the overall

goal can be raised by NUS|oT continuing the activities introduced under the Project in the future.

3-4 Recommendations

(1) The machinery management system using codebooks had just been developed, so it must be monitored
periodically by NUSIoT management

(2) Because activities such as company visits and the Guest Speaker Serious are yet to be officially

positioned as NUSIoT policy, it is necessary to review the existing implementation policy of the




AP and clearly state the meaning and role of IAP, company visits and the Guest Speaker Series

as well as their specific implementation methods and person and departments in charge.

(3) The Project developed an environment necessary for workplace attachment, such as by compiling
a database of lecturers. In order to reactivate this scheme, it is necessary to provide an
environment which encourages the actual participation of motivated lecturers, by NUS|IoT management
taking necessary measures such as arranging the schedule of lecturers or supplementing lecturers.
(4) The Project developed a short-term KAIZEN training course. Because there is also demand for
KAIZEN in NUS, SATVETI| members, private companies and public offices, it is necessary to prepare
materials to promote the training course and make preparations for NUSIoT to promote it after the
end of the period of the Project. Also, implement short—term training courses at NUS and SATVETI
members before the termination of the Project to develop trainers and to accumulate experience

of implementing the training sessions.
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MINUTES OF MEETINGS
BETWEEN
THE JAPANESE EVALUATION TEAM
, AND
THE AUTHORITIES CONCERNED OF THE GOVERNMENT OF
INDEPENDENT STATE OF SAMOA
ON
JAPANESE TECHNICAL COOPERATION FOR THE PROJECT
FOR
STRENGTHENING TECHNICAL AND VOCATIONAL EDUCATION
DEVELOPMENT IN SAMOA

The Japanese Evaluation Team (hereinafter referred to as “the Team”), organized by the Japan
International Cooperation Agency (hereinafter referred to as “HCA™) and headed by Mr. Yoshifusa
Shikama, visited Independent State of Samoa (hereinafter referred to as “Samoa™) from February 13 to
February 24, 2008.

During its stay in Samoa, the Team had a series of discussions with the Samoan authorities concerned
in order to jointly evaluate the present achievements of the Project for Strengthening Technical and
Vocational Education Development (hereinafter referred to as “the Project”).

As a result of the discussions, JICA and the Samoan authorities concerned agreed on the matters

referred to in the document attached hereto.

D A 5 \é/LT

Yoshifusa Shikama Honorable Toomata Alapati Toomata
Team Leader Minister

Japanese Evaluation Team Ministry of Education, Sports and Culture
Japan International Cooperation Agency Independent State of Samoa

Samoa Office

JHTEZ =)
‘Magele Tafafunai I\a]*@w? Magele
Vice Chancellor and President

National University of Samoa

Independent State of Samoa
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ATTACHED DOCUMENTS

1. Infroduction

The Project was initiated in July 2006 and will be completed by June 2008. With remaining project period
of less than half a year, the Team visited Samoa from February 13 to February 24, 2008 for the purpose of
evaluating the achievement of the Project so far made. The evaluation was jointly carried out by the

evaluators consisted of the Team and the Samoan authorities concerned.

1.1 Objective of Evaluation
Objectives of the evaluation are as follows;

1) To confirm the progress and present achievement of the project activities,

2) To confirm the prospect for the achievement of the Project Purpose at the end of the Project’s
duration,

3) To identify the problems concerning the implementation of the Project and seek for the possible
solution for them,

4) To conduct a joint evaluation study and meetings with the concerned authorities of Samoa in order
to assess the level of achievement of the Project Purpose, overall effect and strategies,

5) To suggest the recommendation through the joint evaluation study and meetings with Japanese
experts, their counterparts and the Samoan authorities concerned to sustain and enhance of the
project results for the achievement of Overall Goal in near future, and

6) To discuss the evaluation result with the Samoan side and confirm the resuli of discussion by
signing the Minutes of Meetings between the leader of the Team and the representative of the

Samoan side,

1.2 The Evalunators

1.2.1 The Japanese Side
Mr. Yoshihusa Shikama Team Leader, Samoa Office, Japan International Cooperation Agency
Ms. Tomo Ando Cooperation Planning, Japan International Cooperation Agency
Mr. Kaneyasu Ida Evaluation Analysis, NTERWORKS Co_,Ltd

1.2.1 The Samoan Side
Mr. Magele Tafafunai Mauiliua Magele Vice Chancellor and President,

National University of Samoa

1.3 Method of Evaluation

The achievement and progress of the Project is evaluated using the latest Project Design Matrix (hereafter
referred to as “PDM”) revised in October 2007. The evaluators understand the achievement of the Inputs,
the Activities, the Outputs and the Project Purpose of the current PDM and evaluate progress of the Project

from the viewpoint of the following five (5) criteria:
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(1) Relevance
Relevance of the Project is mainly reviewed focusing on the consistency of Project Purpose and Overall

Goal with the development policy of Samoa and needs of the heneficiaries.

(2) Effectiveness
Effectiveness is assessed by evaluating the actual outcomes of the Project focusing on the relationship

between Purpose and Outputs.

(3) Efficiency
Efficiency of the project implementation is analyzed with emphasis on the relationshjp between Outputs

and Inputs in terms of timing, quantity and quality.

(4) Impact
Tmpact of the Project is assessed by either positive or negative influence caused by the Project, which

was not originally expected in the project plan,

(5) Sustainability
Sustainability of the Project is assessed in organizational, institutional, financial, and technical aspects
by examining the current achievements of the Project, whether it is going to be sustained or expanded

after the project period.

2. BACKGROUND AND SUMMARY OF THE PROJECT

2.1 Background of the Project

Samoa places a high priority on developing human resources and creating employment opportunities
through technical and vocational education in her National Development Policy (Samoa Development
Strategy 2005-2007; SDS), “Enhancing People’s Choices” which has been formulated by the government
in May 2005 following the ex-“SDS 2002-2004".

Samoa Polytechnic, established in 1993, has been playing an essential role as the sole provider of tertiary
technical and vocational education and training in the country. In March 2006, it merged with the Nationai
University of Samoa (NUS) and is currently named the National University of Samoa, Institute of
Technology (NUSIoT) under the university organization.

After years of operation, NUSIoT needed an update of facilities and equipment, and the Government of
Samoa made a request to the Government of Japan to contribute to the provision of training environment.
In reply to this request, a project for the expansion of facilities and equipment of NUSIoT by means of 2
grant aid scheme of the Government of Japan was implemented from 2005 to 2006.

In addition to this, the Government of Japan also received a request for technical cooperation on curriculum
improvement and strengthening of vocational training management in August 2004. After the Project
Formulation Study in April 2005, and the Ex-ante Evaluation Study in November 2005, the Project for
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Strengthening Technical and Vocational Education Development inr Samoa started officially in July 2006.

2.2 Summary of the Project
2.2.1 Overall Goal .
A large number of skilled workers to meet the industrial needs are produced from NUSIoT and other

Samoa Association of Technical and Vocational Education Training Institutes (SATVETI) members.

2.2.2 Project Purpose
The management system of NUSIoT is enhanced in order to train students who can meet the industrial

needs.

2.2.3 Outputs
(1) Output 1: Cooperation with industrial circle through TAP and relevant industry representatives is

enhanced.
(2) Output 2: Capacity of NUSIoT and SATVETI staff is strengthened.

(3) Output 3: Machinery and facilities are managed and maintained properly.

3. Achievement of the Project

3.1 Inputs

3.1.1 Japanese Side

(1) Dispatch of Experts

In total, four (4) experts have been dispatched during the designated period. The fields of specialty of the

experts are shown as follows:

Dispatch of Japanese Experts (As of March 2008)

Fields Number of experts Total MM
Team Leader/Vocational Training Management 1 10.83
Sub-Team Leader/Strengthening Relations with Industries 1 4.97
Training Cycle Management 1 2.7
Facility & Equipment Management 1 2.9
Total ' 4 214

(2) Counterparts training in Japan and overseas
Three (3) counterparts have been trained in Japan, and one (1) counterpart has been trained in New

Zealand.
In Japan, the country focused training course in “Vocational Training Management” was held, and in New

Zealand, and a person in charge of equipment management took part in the training program for Asset

Management Officer, and the training on the equipment management software used in NUSIoT.
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(3) Expenditures for local activities

The Japanese side had provided the budget for the expenditures required for local activities. In total, 22.47

Million Japanese Yen is allocated including the planned budget for the remaining project period.

Budget Support from JICA

No liems JFY 2006 JF Y 2007 - Planned JFY %008 — Planned

(July 2006- March 2007) | (April 2007 — March 2008) | (April — June 2008)

1 | Staff salaries 581,881 ' 417,558 255,648

2 | Consumables 33,155 10,000 20,000

3 | Travel expenses 27,936 0 0

4 Communicgtion & 135.204 350,000 166,047
Transportation

5 | Material preparation 43,737 126,510 0

6 | Lease 2,489,876 3,468,225 1,713,273

7 | Local training 1,722,100 2,500,000 2,031,037

8 | Others 444,158 1,563,471 375,715

9 | Consultant fee 0 3,994,000 0

Total 5,478,047 12,429,764 4,561,720

3.1.2 Samoan Side
(1) Assignment of Counterpart Personnel

(Unit: Japanese Yen)

37 counterpart personnel have been assigned including the Project Director and the Project Manager. (See
Annex II)

(2) Provision of Necessary Infrastructure for the Project

Provision of land, buildings and facilities, and offices and basic logistics facilities for the Japanese experts

had been provided appropriately.

3.2 Outputs

The following shows the current progress on the Project’s outputs:

(1) Output 1: Cooperation with industrial circle through IAP and relevant indusiry representatives is

enhanced.
Indicators Achievements and Progress
B Attendance of | @ JAP was formed to interface between NUSIoT and the industry for
relevant technical information exchange and consultations to reflect training needs in
members at AP NUSIoT programs, It was found that IAP meeting was not so effective as
meetings increases. expected in some departments. Firstly, it was difficult to organize a
meeting because IAP members’ participation was on a voluntary basis.
Also, AP members were not necessarily able to voice industrial needs.
B Number of Industry | @ In order to supplement the functions of IAP, the Project has initiated

visits to backup IAP

company visits to directly receive needs and opinions of the industry. The

function is procedure for planning, implementing and evaluating company visit was
established, planned, introduced. As of December 2007, QC2 members visited 36 companies
implemented and with respective senior lecturers. According to the Progress Report Ill,
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evaluated.

Number of short
courses/seminars by
guest lecturers from
industry held
regularly.

important findings can be summarized as follows:

v" A sufficient level of managerial capacities such as communication
skills, information management, data analysis skills, work ethics
and motivation
Complete acquisition of basic technical skills
Work experiences should be more encouraged and companies
always welcome students.

Short courses should be more strengthened to teach updated
specific technologies and skills. '

Some companies are positive about sending lecturers for short
courses upon requests of NUSIoT.

Industries always welcome information exchange with NUSIoT.

RN NN

B In addition to IAP meeting and company visits, the Project has started

guest speaker series. This gives students good opportunity to get the feels
of actual business world. As of December 2007, five guest speakers were
invited to speak to the total number of 592 students. According to the
questionnaire survey to the students, 80% of the respondents found it very
interesting, 73% felt they had a good understanding of local industry and
61% had good idea about career path after graduation. QC2 has decided to
continue this activity twice a month and made an actual plan until October
2008.

'(2) Qutput 2: Capacity'of NUSIoT and SATVETI staff is strengthened.

Qutput 2-1: Strengthening t

eaching capabilities

Indicators |

Achievements and Progress

Curriculum, syllabus
and teaching methods
are reviewed and
revised, reflecting the
feedback from

- industry.

Courses for staff to
upgrade managernent
capacity are
developed.

Number of NUSIoT
and SATVETI staff
who have taken the
newly developed
management courses
increases.

4

Number of lecturers
who have completed
Certificate in Adult
Teaching (CAT)
program increases.

Number of workplace
attachment and
training increases.

B The procedure of company visits has already included the revision of

curriculurn. Feedback from company visits is provided to the lecturers.
Then, senior lecturers in respective fields revise the curriculum and
teaching materials.

One of the strong needs of the companies interviewed was the upgrading
of managerial skills. Tn response to this need, the Project developed short
Kaizen courses. QC3 group developed teaching materials, assisted by the
Project, and Yazaki that is implementing Kaizen activities in its factory. In
order to prepare teaching materials, the Project provided presentation for
Kaizen activities for nine days and QC3 members visited Yazaki factory
three times. To date, a four-day short course was conducted with 18
participants from NUSIoT as a pilot course. It is scheduled to be extended
to other SATVETI members as well as all the departments of NUSIoT.

The CAT program has been delivered to SATVETI lecturers/teachers as
well as NUSIoT lecturers/teachers for several years, aiming at developing
teaching skills of adult educators. QC3 group conducted the post
evaluation and reviewed the CAT program organized during 2002-2006.
Based on the findings of the review, the program design was revised to
provide the full CAT program to a smaller number of participants, instead
of providing foundation courses to a large number of participants.
Currently, 16 lecturers/teachers from SATVETI institutes are participating
in the revised program and it is scheduled to complete in June 2008.

QC3 group has made a data ¢ollection form and collected information
about teaching and working careers of lecturers and compiled a database.
QC3 group has also identified priority training needs among lecturers and
designed a standard form for workplace attachment.
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Output 2-2: Strengthening administration and management

Activities Achievements and Progress -
B Power saving E As a part of Kaizen activities, QC1 group decided to start power saving
campaign campaign because electricity cost was the most significant financial

M Mail merge

burden to NUSIoT. Prior to the campaign, QC1 group measured the level |
of electricity consumption, calculated electricity cost, set a target level of
consumption and decided on actual measures to reduce electricity
consumption. The results of a three-week power saving campaign, the
level of electricity consumption in all buildings decreased and the fotal
weekly electricity consumption decreased by 23.2% from 885,231 to
$$4,017.

The power saving campaign significantly raised awareness among
NUSIoT staff. They have discussed ideas to further reduce electricity
consumption and introduced wvarious additional measures. Another
four-week power saving campaign was implemented and the total weekly
electricity consumption decreased to S§3,654.

In order to increase productivity in administrative work, mail merge -
necessary information is automatically retrieved from MS Excel to MS
Word - was introduced. It was estimated that the amount of time saved by
mail merge was about 100 working hours.

Important outcomes of the power saving campaign and mail merge are as
follows:

v Through participating in Kaizen activities, NUSIoT staff
recognized the importance of basic discipline and showing good
practices to students.

v The Kaizen activities facilitated attitudinal changes of NUSIoT
staff to develop a good organization culture.

_Output 3: Machinery and facilities are managed and maintained properly.

Indicators Achievements and Progress .
B Asset management | @ QC4 was formed for efficient equipment management. After the grant aid
system involving project of Japan, systematic equipment management became critical. QC4

lecturers who use
training equipment is
introduced and
practiced.

worked out an equipment management system increasingly involving
lecturers and each department by the end of 2006. The improvements in
equipment management are summarized as follows:

v Before the Project, there was no systematic communication
between the lecturers/training department and the financial
department. Under the new system, the two parties can share the
information on the functionality and financial aspects of
equipment; therefore, they can plan and arrange equipment
maintenance.

v Before the commencement of the Project, the stocktaking of
equipment was not conducted, Nevertheless, the Project managed
to complete the task for school of Engineering and school of
Business in August 2007. It was found that out of 3,319 items,
6.9% (229 items) of the listed equipment was missing and 32.0%
(1,065 items) was not found. This wged NUS to take actions to
trace and comply with NUS regulations.

v Based on the results of stocktaking of equipment, the Project
introduced codebook to the two schools. The codebook system was
endorsed by the Vice Chancellor and issued to respective training
departments.

v Database called CATSOFT has been used for equipment
management of NUSIoT. It includes miany functions including
automatic depreciation calculation. Yet, data were not updated afier
the second phase of grant aid project of Japan. One NUSIoT staff
was sent for training in New Zealand in the operation of the
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software in August 2007. Data entry has aiready completed.

B Training for | @ NUSIoT was provided with over 2,000 {raining equipment through grant
equipment aid project of Japan. Yet, the asset officer has limited experience in
management equipment management. Therefore, the Project sent her for training in

New Zealand to provide good understanding in equipment management
and the use of CATSOFT for systematic equipment management.

‘cher activities to strengthen NUSIoT and facilitate project progress

Achievements and Progress

B JCC meeting B The Project held JCC meeting four times and presented progress reports
and shared views and opinions related to the project activities. The third
version of PDM was finalized by JCC in October 2007.

B QC presentation B QC presentation was organized periodically. QC groups presenied progress
of their activities and discussed issues and problems that each group faced.
B SATVETI meeting M SATVETI held a meeting in October 2007, discussed the revision of the
CAT program.

M News letter B The Project issued newsletter two times and distributed to various
organizations including SATVETI members, industries, primary and
secondary schools, govermnment organizations and international

organizations.
W Establishment of | @ Alumni organization can be very helpful for strengthening relationship
Alumni between NUSIoT and industry and tracking down information on

praduates’ careers after graduation. The Project discussed the
establishment of Alumni organization with NUS. After a series of
discussions and preparations, the first general meeting was held in January
2008.

3.3 Project Purpose

Project Purpose is défined i PDM as “The management system of NUSIoT is enhanced in order to train
students who can meet the industrial needs”.

As mentioned in 3.2, the Project has made steady progress and such activities as company visit and seminar

will be incorporated in the new corporate plan for NUS to strengthen IAP functions.

3.4 Prospect of Achievement of Overall Goal

Overall Goal is defined in PDM as “A large number of skilled workers to meet the industrial needs are
produced from NUSIoT and SATVETI members”.

Tracer study was conducted for students graduated from Samoa Polytechnic or NUSIOT (Commerce and
General Studies, Maritime Training and Technology) between 2002 and 2006. Questionnaire survey was
condueted to 1,251 graduates and 554 of them replied. 87.2% of the respondents have been employed since

graduation.

4, RESULTS OF THE EVALUATION WITH FIVE CRITERIA

4.1 Relevance

Samoa places a high priority on developing human resources through technical and vocational éducation in
her National Development Policy (Samoa Development Strategy 2005-2007; SDS), “Enhancing People’s
Choices” which was formulated by the government in May 2005. The new SDS for 2008-2010 has been

drafted and will be finalized in due time. In the new SDS, technical and vocational education will be placed
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a high priority.

Japan’s Country Assistance Program for Samoa places a priority in assisting the improvement of the
technical and vocational education and the Project is in ¢onformity with Japan’s ODA policy to Samoa. The
Project Purpose and the Overall Goal are relevant to the development policy of Samoa, needs of Samoan

vocational education, needs of beneficiaries and Japan’s ODA policy.

The Project also aims at meeting the needs of the stakeholders such as local industries and schools for
technical and vocational education. The results of company visits show strong needs for improving the
basic knowledge and skills of NUSIoT graduates. SATVETI members have also received the Project very
well. Particularly, the CAT program gives teachers in SATVETI members a good opportunity to learn

pedagogy for technical and vocational education, which is very difficult for them to obtain in the country.

4.2 Effectiveness
As mentioned 3.2, the Project has made satisfactory progress and such activities as company visits and

guest speaker series will be incorporated in the new corporate plan for NUS to strengthen IAP functions.

Qutput 1: Cooperation with industrial circle through IAP and relevant industry representatives is enhanced.

In order to pursue strong relationship with industry, the Project has introduced two (2) new activities;

conducting company visits and inviting guest speakers from industry. NUSIoT has visited 36 companies

and invited five (5) guest speakers. These activities served as backup mechanism for TAP to strengthen
relationship with industry. NUSIoT staffs have recognized that these activities have various advantages to
strengthen ties with industry. Such advantages include the following:

B These activities help NUSIoT lecturers understand the felt needs of companies and weak areas in the
curriculums.

B Through company visits, NUSIoT can advertise its facilities and equipment to company representatives,
discuss possibility of the conduct of training courses and explore new recipiens of work experience for
students.

M These activities give NUSIoT opportunities to increase communication with incumbent IAP members
and identify new candidates for TAP. Therefore, these activities help NUSIoT activate JAP to some

extent.

Qutput 2: Capacity of NUSIoT and SATVETI staff is strengthened.
Qutput 2-1: Strengthening teaching capabilities

The main achievements of the Project are the development of Kaizen training courses and the conduct of
CAT program. One (1) short Kaizen training course has been conducted for NUSIoT staffs. It is expected
that the course will be organized for other SATVETI members as well as all the departments of NUSIoT.
For the CAT program, QC3 group conducted the post evaluation and reviewed the CAT program organized

in the past. Based on the findings of the review, the system was revised to provide the full CAT program to
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16 lecturers/teachers from SATVETI members and it is scheduled to complete in June 2008.

The review of curriculum, syllabus and teaching methods is underway, reflecting the feedback from
industry. QC3 group has distributed a checklist to the companies that it had visited in order to identify and
confirm the areas weak in the current curriculum of NUSIoT. Based on the findings, the Project is going to

revise the curriculum, syllabus and teaching materials.

Output 2-2: Strengthening administration and management

The Project has identified Kaizen as an effective instrument to improve work efficiency and managerial
skills of the NUSIoT management. QC1 group has led two (2) Kaizen activities (power saving campaign
and mail merge system). After the first power saving campaign, the level of electricity consumption in all
buildings of NUSIoT decreased and the total weekly electricity consumption decreased by 23.2%, and 30%
after the second campaign. Mail merge system is being introduced, and it is estimated tbat the amount of

time saved by this system was about 100 working hours.

Through participating in Kaizen activities, NUSIoT staffs gained a good understanding of its concepts and

benefits. NUSIoT staffs interviewed by the Team indicated the important effects of the introduction of

Kaizen activities as follows:

W Increased participation of NUSIoT staffs in Kaizen activities and increased awareness towards
managerial issues

B Obtained basic understandings of problem-solving methods, using Kaizen approach

Output 3: Machinery and facilities are managed and maintained properly.

As for the implementation of the revised asset management system, the Project’s achievement is
satisfactory. The Project has conducted stockfaking, updated the database for all the NUSJoT assets and
introduced codebook system. Now, the financial department can make reporting based on actual figures.
The newly introduced codebook system started in December 2007 is involving all lecturers and technical

departments.

4.3 Efficiency

Efficiency of the Project reaches a satisfactory level. It is judged from the results of the interviews, and
management that the Inputs provided by Japanese side was appropriate in terms of quality and timing such
as the dispatch of Japanese experts and the counterparts training in Japan and New Zealand.

Inputs from both sides are basically in line with the original plan and assessed as appropriate. The Outputs
of the Project are also found to be satisfying what has been originally planned. It is assessed that the Project

has been implemented in an efficient manner.

4.4 Impact
Overall Goal is given as “A large number of skilled workers to meet the industrial needs are produced from
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NUSIoT and other SATVETI members”. At this stage, it is not possible to measure the Project’s attribution

to achieve the Overall Goal because the first tracer study was just completed in December 2007.

Other impaets of the Project include the following:

B The guest speaker series helped develop relationships between NUSIoT, students and guest speakers.
One such case was that a guest speaker actually gave two (2) students interview opportunities for future
employment.

Company visits gave lecturers good opportunities to develop good relationship with companies.

B Lecturers and training department are more aware of their responsibility of equipment mainienance.

W It is planned that the short Kaizen training course will be organized for other NUSIoT departments and
SATVETI members. Also, the Kaizen short training course and its teaching materials developed by the
Project will be made available to companies.

4.5 Sustainability

4,5.1 Organizational Sustainability

W 1t is expected that QC groups formed at the commencement of the Project will continue their assigned
tasks after the end of the Project’s duration. NUSIoT needs to encourage and support active
participation of NUSIoT staffs in QC activities. '

B NUSIoT has made efforts to increase its income, Such efforts include the recent increase in student’s

tuition fee and reduction in the cost of electricity. Also, NUSIoT can receive rent fees from
Australia-Pacific Technical College (APTC) for the use of NUSIoT facilities and equipment. This new
revenue source is significant enough for NUSIoT to ensure the sustainability of various activities

introduced by the Project.

4.5.2 Sustainability of the Project’s Qutputs
(1) Strengthening of industrial relationship

Company visit has been institutionalized in NUSIoT; therefore, its sustainability is high. NUSIoT has
established the processes of company visit from planning to implementation and revision of
curriculums. Company visit has been already incorporated in the corporate plan of NUSIoT for 2008
and it has been also included in the academic policy of NUSIoT. QC2 and QC3 groups are committed
to this activity. It is expected that this activity will be implemented annually after the end of the Project
duration.

The guest speaker series has been well accepted by both company representatives and NUSIoT students.
QC2 group has decided to continue this activity twice a month and made an actual plan and schedule
until October 2008. Therefore, guest speaker series will be likely continued on a regular basis.

JAP meeting can provide a good arena for NUSIoT and representatives from different trades to identify
industrial needs. Yet, it has been very difficult to organize JAP meeting because of low attendance of

IAP members. The Project needs to continue its effort in strengthening IAP functions.
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(2) Strengthening of managerial skills of NUSIoT staffs through Kaizen activities

NUSIoT staffs have gained a good understanding of Kaizen through energy saving campaign and mail
merge. QCI group has been formed, leading these activities. QC1 group is now discussing the introduction
of information circulation system to improve information sharing and communication. Kaizen is accepted
by NUSIoT to increase work efficiency, and quality and reduce costs. Therefore, it is expected that Kaizen

activities will be continued after the end of the Project duration.

(3) Strengthening of teaching capabilities

The revised CAT program is ongoing for 16 lecturers from SATVETI with financial support of the Project.
Technically, NUSIoT is able to organize and conduct the CAT program, yet it will be difficult for NUSIoT
or SATVETI members to finance the program. Thérefore, after the end of the Project duration, the CAT
program will be conducted as part of professional development activities of NUSIoT. After the Project,
SATVETI members need to seek external funds to organize CAT program for their lecturers (e.g. the Center

for Professional Development).

The Project has developed a Kaizen training course and NUSIoT is able to conduct the course. NUSIoT
plans to provide the training course to other departments of NUSIoT and SATVETI memmbers. It is expected
that the Kaizen training course will be promoted to companies through company visits and other

promotional activities.

(4) Asset management

The Project has completed stocktaking, updated the database and introduced codebook system. The asset
manager is capable of operating the database software. NUSIoT has added codebook keeping as a part of
the instructors’ job description. All the required tasks for effective asset management have been complete.

The Project needs to monitor if the newly introduced codebook system will be functional.

5 OTHER ISSUES

5.1 Promoting Factors

B The establishment of APTC training centre benefits NUSIoT in various ways. Rent fees of NSUIoT
facilities and equipment help NUSIoT improve its revenue situation. NUSIoT instructors can have good
learning opportunities about and exposure to the Australian standards by working with APTC
instructors.

® NUSIoT management has made clear to NUSIoT staffs that NUSIoT must make the best use of inputs
provided by the Praject. The NUSIoT management ensured active participation of QC group members
and other staffs involved in the project activities.

B Samoa Qualifications Authority (SQA) has designed the Samoa National Qualifications Framework
(SNQF) for post-school education and training providers. It is finalizing the guidelines and policy
documents, and NUSIoT has been actively involved in the process. The newly introduced qualification

system will pressure NUSIoT to ensure and improve its teaching standards.
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5.2 Inhibiting Factors
B It is difficult for NUSIoT to identify gaps between what NUSIoT offers to its students and required
knowledge and skills by industry. Most of the industrial bodies or professional associations are very

small and they are not able to set staridards required for workers in each trade.

6. CONCLUSION

6.1 Conclusion of the Evaluation

The Project is in conformity with the development policy of the Government of Samoa and with the
cooperation policy of Japan. It is judged that Project Purpose and the Outputs of the Project have achieved
most of what has been originally planned. Regarding the sustainability of the Project, it is considered
substantially established, provided that NUSIoT would sustain the current implementation structure as well
as the active participation in various activities introduced by the Project.

Taking the above results into consideration, it is possible to say that the Project has been successfully
jmplemented with sufficient effectiveness, efficiency, impacts, while maintaining a strong relevance. There
exists convincing developments that the Project would increase its contribution to the improvement of the
management system of NUSIoT.

In conclusion, based on the series of discussions held with the parties concerned, the Project has mostly
achieved the objectives, i.e. the Project has completed its mission. Therefore, the Team hereby concludes
that JICA’s technical cooperation could be terminated as scheduled.

For further and even more sustainable development of NUSIoT and the Project, the Japanese and Samoan

sides share the following recommendations.

6.2 Recommendation

B The Project has just started the codebook system. It is recommended that NUSIoT will closely monitor
if the system is functional, particularly if reporting from lecturers is done on a regular basis.

M [t is recommended that NUSIoT will review the IAP policy document, incorporate company visit and
guest speaket series as part of IAP activities and specify the procedures and roles of respective players
in the IAP policy document.

B The Project has prepared the database for workplace attachment. It is recommended that the NUSIoT
management will reactivate this scheme by making necessary arrangements, enabling the lecturers to
be engaged in workplace attachment.

B Kaizen is an effective tool for both government and private sectors to improve efficiency and produce
quality. It is recommended that NUSIoT will develop promotional materials for the conduct of Kaizen
training courses to potential clients. Also, it is suggested that Kaizen short courses will be organized for
SATVETI members by the end of the Project, as SATVETI members are also included in the target of
the Project. ’
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ANNEX H

List of Samioan Counterparts Assigned to the Project

Project Director :l Magele Tafaftinai Mauiliva Magele Vice Chanceltor and President
Project Manager Letuimanuasing Dr. Emma Kxuse Vaai Deputy Vice-Chancellor (Tnstitute of Technotogy} !
ﬁ.euder Seumanutafi Nonumalo Akerei Salesa Head of School, Engineering I
Vice-Lender Fanvae Foag:a Refrigeration land Airconditioning Departinent
Secretary Su'a josefo Paleso’o Head of Department, Mathematics and Technical Drawing Department
- Member Galumalemana Ronnie Posini Head of Department, Autometive Department
@ dember ‘ Paul Barlley Hend of Department, Weiding and Metal Fabrication Depariment
Member Sonny Brown I;Ecad of Departenent, Marine Engincering Deparimett
Member Honiara Salanoa Communications Department
Member ‘ [ Aoaniu Lesa Executive Assisianl, Chancellery
Leader teuluaitumua Fatu Tiperio Lafoai Head of School, Maritine Training
Vice-Leader lCaplnin Samuel Deeca Phineas Head of Departiment, Nautical Department
Secretary Fralenga Aisa Autagavaia Refrigeration and Airconditioning Depastment
Member . lLeiamun losefa Leiataua Oloamanu Centre for Professional Development and Continuing Education
Member 'Mmthcw Salevalnsi Wendt Head of Department, Radio and Electronics Department
QC2  |Member Fa'alafi Samuely Fa'alali Business I?cparlmunl
Member Duleie Wong Sin Tourisn and .[-lospitality BPepartment
Member Juliana Joy Tuiletuiuga Tourism atd Hospitality Departirent
Member Agnes Clan Tourism and Hospitality Department
Member Yaicli Lotu Pit-unbing and Sheetmetal Departiment
Member Wong ch Siaesi Maritime Engéneering Department
Leader Tauvaga Va'ai Ofoamanu Centee for I’roft‘:ssionnE Developmicnt and Continuing Education
Secretary [emaima Tapu Isaako Gabricl Busiﬁcss Departiment
Member Sui Timoteo Tinai Head of Departiment, Business Depariment
Member Sunema Kolose Head of Departinent, Communiculions‘Dcpnrlmcm
3 Mentber Namulauulu Tavita Leaumonta Flead of Department, Plumbing and Shectmetal Departinen)
“ Member Elnir}c Mutama Leaa Touristm and Hospitatity Departiment
Member Poutasi Onescmo Tourism and Hospitality Department
Mentber [Tui Royee Taualapini Eleetrical Enginecring Depariment
Member Leiatava Setefano Paulo Welding and Metal Fabrication Department
Member Captain David Asi Mauticat Departiment
Vice-Leader Vaisualua P. Okesene Head of Depariment, Computing Department
Secretary Fanfetai Sc’pulonu Mathematics and Technical Drawing Department
4 Member I'amafane Akerei Head of Departinent, Consmmtioﬁ and Joinery Department
@ Member Fanuma Laven Construction and Joinery Department
Member Fonoia Fantasi Teueli Fitting and MAChining Department
Member Denise Tu'iolo Seluli Sakariz Administration and Asset Officer, Finance Services
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ANNEX V

List of Main Agencies Visited, Meeting Attendants and Irterviewees

Organization

Name

Title

Rinistry of Education, Sports
and Culture

Hon. Toomata Alapati Toomata

Minister

Mr. Tautapilimai Levaopolo Tupae
Esera

Chief Executive Officer

*National University Samoa

Mr. Magele Tafafunai Mauiliua
Nagele

Vice Chancel lor and President

National University Samoa,
Institute of Technology

Ms. Letuimanu asina Dr. Emma
Kruse Va' af

Deputy Vice Chancel lor

Wr. Seumanutafa Nonumalo Akerei
Salesa

Head of School, Engineering

Mr. Leuluaitumua Fatu Tiperio
Lafoai

Head of School, Maritime
Training

Mr. Tauvaga Va'ai

Oloamanu Centre

Ms. Denise Tu' iclo Seiuli
Sakaria

Administration and Asset Officer

Mr. Folototo Seve

Assistant Director of Financial
Services

ACED, Aid Coordination/Loans

Ministry of Finance Ms. Noumea Simi Management Division

éﬂ;?;g:ﬁg of Professional Wr. Thomas T. Tinai President

GChamber of Commerce and [ndustry [Mr. Klaus J. Stunzner (Jr) President

Don Bosco Technical Centre Mr. Father Petelo Vito Principal

Samoa Qualifications Authority |Ms. Fepulea’ i Sinapi Moli Chief Executive Officer

égTYZEQIa-Pacific Technical Wr. Peter Hopgood Manager, Eastern Division
Mr. Andrew Robertson Office/Finance Manager, Samoa
Mr. Karl Evans Country Manager, Samoa

J1CA Senior Volunteer Wr. Tadao Sunakawa
Mr. Katsuto Sudo

JICA JOCV Ms. Yukike Kawato

JICA Samoa Office Mr. Takayuki Tomihara Program Formulation Advisor
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