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Summary

I. Outline of the Project

Country: Cambodia Project Title: Capacity Building Project for Tax
Department4
Issue/ Sector:  Public Financial Management Cooperation scheme: Technical Cooperation
Division in charge: JICA Cambodia Office Total cost: 92 Million JPY (tentative)
Period of (R/D): Partner Country’s Implementing Organization:
Cooperation 2007/06/18-2010/06/17 General Department of Taxation, Ministry of
Economy and Finance
(Extension): N/A Supporting Organization in Japan: National Tax
(F/U): N/A Agency and National Tax College, Ministry of
Finance
Related Cooperation Project: ‘ N/A

1 Background of the Project

Public Financial Management (PFM) is one of the important agenda of the Royal Government of
Cambodia (hereinafter referred to as RGC). Since 1990’s, the Government has been committing itself to a
comprehensive reform program, which was culminated into a 10-year program called “Public Financial
Management Reform Program (PFM-RP)” starting in 2005. In this program, strengthening revenue
collection is naturally one of the most important targets which would set a basis for further reform to
achieve the government’s budget credibility. General Department of Taxation (GDT), as an important
authority for revenue collection, has been active in implementing required reform activities mainly through
improvement of its tax administration.

In order to support such efforts, JICA, in cooperation with National Tax Agency (NTA), Ministry of
Finance, Japan, started a technical cooperation project, “Capacity Building Project for Tax Department
(TD)” in 2004. This Project focused on capacity development of tax officials specially tax auditors at the
Department. As a result of the cooperation, knowledge of the officials increased dramatically. However the
need for more comprehensive human resource development was identified at the same time. Based on this
finding, in June 2007, a Phase II Project was launched as “Capacity Building Project for Tax Department
Phase II”” to address the need.

2 Project Overview
In order to improve the efficiency and effectiveness of the GDT (TD)’s tax administration, this Project aims
at supporting capacity development of GDT officials in tax administration such as tax survey, accounting

and book keeping and taxpayers’ services.

(1) Overall Goal

Tax administration capacity of the GDT will be strengthened.
(2) Project Purpose

GDT (TD)’s capacity will be improved.

4 Tax Department was promoted to General Department of Taxation



(3) Outputs

Outputl: Knowledge and skills required for tax administration will be acquired by the staff of GDT (TD)
through seminars and/or training courses.

Output2: Training program for Tax administration, including curricula and teaching materials, will be
established in Tax training center (now renamed as “National Tax School”), and training will be
actually implemented for Human resource Development.

Output3: Basic knowledge of the Accounting and Bookkeeping will be enhanced in GDT(TD) and
Provincial/ Khan Tax Offices.

(4) Inputs
Japan side:
Total 92 Million Japanese Yen
1 Long-term Expert/ 14 Short-term Experts/ 30 officials trained in Japan
Equipment 12,679 USD/ Local Cost 68,551 USD
Cambodian side:
Counterpart allocation/ Office and Facilities

Local Cost; Accommodations and transportations for Seminar participants

II. Evaluation Team Leader; Mr. Yukiharu KOBAYASHI (JICA Cambodia Office,
Senior Representative)

Cooperation Planning; Ms. Masayo TERAKADO (JICA
Cambodia Office, Representative)

Evaluation; Ms. Saori FUJIMOTO (Consultant/ Interworks)

Period of Evaluation : 25/Feb/2010 — 5/Mar/2010 Type of Evaluation : Terminal Evaluation

II1. Result of Evaluation

1. Project Performance

(1) Achievements of the Outputs

Output 1 is generally achieved, however, with some activities unfinished. Activities have been implemented
as planned and it was identified that knowledge and skills required for tax administration have been
acquired by the staff of GDT through the seminars. As a result, 1) A number of trainees recognized that they
have enough confidence to give explanation to taxpayers and carry out tax audits, 2) Some of them asserted
that they could correctly and appropriately carry out tax audits in the fields taught in the seminars, 3)
Participants of the seminars have disseminated their knowledge and skills by sharing materials and through
actual audits, 4) Regulations, guidelines and materials were/ are being complied or developed by utilizing
information gained through the Project Activities, however, some of them are not yet in used because they

await the official approval.

Achievement of Output 2 is rather halfway. The National Tax School was established in 2008. The advice
and relevant information from the Japanese experts were utilized as a reference for drafting regulations for
this establishment as well as the curricula and teaching materials for the trainings. A training program for
new 212 recruits was developed and organized in 2008. Some training materials have been compiled by
internal working groups and ad-hoc short-term trainings have stared. However, the work to establish more
comprehensive and systematic training for tax administration is still in progress. Training course at the

School has not been fully operated yet partly because of the retarded construction of the School building and




other reasons.

Output 3 was mostly achieved. Accounting and Bookkeeping trainings were organized as planned and 647
staff were trained in total. Four GDT staff were trained as internal lecturers and had given trainings. The
training is generally recognized to be useful to GDT staff’s daily work. Especially the training enabled tax
auditors to conduct tax audits and collect tax in a more effective and proper manner with more accurate
understanding on taxpayers’ financial statements and transactions. However, regarding the result of the
examinations during the course, the indicator “90% of trainees have achieved the average score of 50 at 3
examinations during the course” was not fully met especially for intermediate and advance levels, and, there

are some gaps among participants’ learning effectiveness.

Although any specific indicator was not defined, it is possible to judge the Project Purpose has been
achieved considering the fact that the Project contributed to establishing a system where GDT officials can
appropriately undertake tax administration by utilizing their knowledge/skills acquired through the Project

seminars/training courses.

2. Summary of Evaluation Results

(1) Relevance

The relevance of the Project is judged as extremely high.

Relevance to the Cambodian needs and policy of the Royal Government of Cambodia is high as raising tax
revenue is one of the most critical challenges for RGC. The RGC depends on external financing, mostly
development aid, for financing its deficit. Ratio of the tax revenue to the GDP still remains less if compared
to the level of neighboring countries. Strengthening tax administration at the GDT is also a critical issue
because collecting domestic tax is usually a difficult task due to the lack of tax compliance, a number of tax
exemption measures and the informality of the economy in the country. It is also important to note that the
prospect for revenue from trade is downward trend due to the future reduction or elimination of tariffs under
the frameworks of free trade agreements. In spite of this importance, support from other development
partners to GDT has been negligible therefore the rational for JICA assistance was extremely high.
Regarding the relevance to the assistant program of the Government of Japan for Cambodia, strengthening
tax administration at the GDT in order to raise tax revenue is relevant and one of the high priority issues.

(2) Effectiveness

The effectiveness of the Project is considered high in terms of the Project Purpose which aims at
“improvement of individual staff’s capacity considering that the Project contributed to establishing a system
where GDT officials can appropriately undertake tax administration by utilizing their knowledge/skills

acquired through the Project seminars/training courses.

(3) Efficiency

Efficiency of the Project is mixed. Inputs of the Project were sufficient for increasing the capacity of
individual officials to achieve the Project Purpose, but rather limited in realizing organizational capacity
development as aimed by the Overall Goal. As confirmed through the interview with GDT officials, experts
were dispatched as planned, but some improvements in terms of the number, duration and how experts are

deployed were necessary. Especially it was identified the importance of longer-term engagement by experts
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who work as a technical instructor in daily work through the On-the-Job training (OJT) to support the staff
in utilizing their knowledge and skills acquired through the seminars.

(4) Impact

The Project is moving in the right direction to achieve the Overall Goal. It was recognized that the twofold
increase in the tax collected by the GDT since the Project started (768 billion riel in 2006 to 1,543 billion
riel in 2009). Moreover, tax revenue per one audit as well as the amount of tax revenue from tax audits has
been upward trend, thus tax audit and tax collection are conducted efficiently as well as effectively.
However, the possibilities to achieve the Overall Goal are relatively low due to the current limitation of the
Project to increase the capacity of GDT as a whole and to establish a mechanism for more systematic
knowledge sharing among officials, an enabling environment for their application of knowledge into

practice or human resource development.

(5) Sustainability

Sustainability of the achievements made through the Project so far is identified to be generally high.
However, conditions for the sustainability of the Project as a whole are mixed or rather modest.

Policy

There is a high prospect that the policy environment will remain favorable for sustaining the Project
achievements. The RGC is committed to accomplish the PFM-RP by 2015 which includes reforms for the
revenue mobilization. The management of the GDT also expressed its commitment to improve tax
administration as one of the top priorities for coming years.

Organizational / Financial aspects

GDT will remain as one of the most important revenue agencies in the country. However, the future of the
National Tax School remains unclear. The program has not been consolidated enough to provide
comprehensive and systematic trainings, moreover, measures to secure incentive and compensations for its
lecturers and other operational costs have not been taken. After the Project period, GDT is strongly
committed to continue to organize seminars on tax administration as well as Accounting and Bookkeeping
trainings and has confirmed that it will allocate training costs. However, the possibility of securing the
budget remains unclear or depends on the fiscal situation of the Royal Government.

Technical aspect

Four internal lecturers have been trained in Accounting and Bookkeeping training, and have taught both at
elementary and intermediate levels, thus ensuring the technical sustainability for the training. However,
more strict management for the training courses and tight control over the discipline and absenteeism will be

required to ensure effective learning by trainees.

(6) Factors Promoting and Impeding the Project Implementation

Overall project management was found to be relatively fine but with some room for improvement such as
more involvement of senior level officials and holding regular meetings. Implementation of the Seminars
improved significantly by GDT giving more advance information on Cambodian situation to Japanese
experts. Accounting and Bookkeeping Training could have been benefited from more careful selection
process of participants, and support to participants with limited education as well as tighter control over
attendance.

Other factors which made the achievement of the Outputs rather limited were; limited inputs to create
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“enabling environment” or organizational support toward capacity development of GDT as a whole, limited
time devoted by counterparts who had to allocate more time on urgent issues such as tax collection amid the

economic crisis, and frequent changes in the situation surrounding tax administration.

3. Conclusion

It is concluded that the Project achieved the Project Purpose in terms of “improvement of individual staff’s
capacity”, while the work to strengthen GDT capacity as a whole, as targeted by the Overall Goal to ensure
more sustainability, through the establishment of more systematic human resource development is still in
progress.

Relevance of the Project is extremely high especially in light of the need for enhancing tax revenue
collection and the important role that GDT plays.

However, effectiveness and efficiency of the Project is rather mixed. While there are great efforts made by
both Japanese and Cambodian sides, more efficiency in achieving output, and more activities and inputs
should have been mobilized to achieve the Project Purpose. As the large increase in the tax collection by
GDT in recent years shows, GDT has already taken a number of efforts to improve tax administration and

tax policy the prospect for sustainability of the commitment and self-effort is high.

4. Recommendation

(1) Recommendations to the Government of Japan/ JICA

Rational of the cooperation to GDT: Relevance of the Project was identified to be extremely high.
Especially in light of the great need for the support to GDT to enhance tax revenue of the RGC, the
Government of Japan is encouraged to consider continuing their support to this area while encouraging
self-efforts by the RGC to maximize the impact of their cooperation projects.

Project preparation: The design of this Project needed more careful elaboration. It is recommended that an

ex-ante evaluation should be conducted to set clearer targets with monitoring mechanism and to share the
concept of the Project with the Cambodian side.

Architecture of the Project: The Outputs and Activities were sufficient to enhance the individual capacity

but not necessarily sufficient to achieve the Project Purpose entirely. More concrete activities to enable the
trainees to utilize their knowledge and skills as well as the GDT give more systematic instruction could have
been included in the Project to ensure the capacity development of GDT as a whole.

Inputs to the Project: In order to support organizational and institutional capacity development of GDT,

more inputs could have been mobilized to the Project, especially, in terms of the number, duration and plan
of Japanese experts.

2) Recommendation to GDT

Continuous efforts to improve tax administration: The Evaluation Mission noted the plausible increase in

tax collection by GDT in recent years. GDT is encouraged to continue its efforts to further improve tax
policy and administration.

Conducive environment through organizational support: GDT is recommended to make further efforts to

provide an environment where its officials can engage themselves not only in daily tax collection duties but
also in longer-term activities such as drafting guidelines and manuals as well as human resource
development by streamlining and raising efficiencies in tax administration.
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Follow up of the unfinished works: The GDT is recommended to continue to work on unfinished works, and
to complete preferably before the end of the Project term. Also, it is recommended that more systematic

training program at National Tax School be officially started as soon as possible with adequate resources.

5. Lessons Learned

Capacity development of an organization that the Project aimed to achieve requires the approaches from
individual capacity building and also from organizational capacity building. As identified by the Evaluation
Mission, the activities and inputs of this Project were not necessarily sufficient to ensure the latter. More
inputs and supports from both Japanese and Cambodian side to create a favorable environment and
mechanism to ensure systematic knowledge-sharing and application into practice, and development of

comprehensive human resource development program are indispensable in this regard.
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