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MINUTES OF MEETINGS
BETWEEN
STATE AUTHORITY OF CONSTRUCTION QUALITY INSPECTION,
THE MINISTRY OF CONSTRUCTION
AND
THE JAPAN INTERNATIONAL COOPERATION AGENCY

FOR

PROJECT FOR CAPACITY ENHANCEMENT

IN CONSTRUCTION QUALITY ASSURANCE

IN THE SOCIALIST REPUBL.IC OF VIETNAM

The Japanese Mid-Term Review Team (hereinafter referred to as “the Team”) organized by
Japan International Cooperation Agency (hereinafter referred to as “JICA”) and headed by Mr.
Ryosuke KOJIMA, visited the Socialist Republic of Vietnam from the 12" to 25® February, 2012
for the purpose of conducting mid-term review of the Project for Capacity Enhancement in
Construction Quality Assurance (hereinafter referred to as “the Project™).

During 1ts stay in the Socialist Republic of Vietnam, the Team had a series of discussions and
exchanged views with authorities concerned, in order to jointly evaluate the achievement of the
Project.

As aresult of the discussion, both sides agreed to the matters in the documents attached hereto.

Hanoi, February 24, 2012

Mr. Ryosuke KOJIMA Dr. Le {Q’uang Hung

Leader of Mid-Term Review Team Director General

Japan International Cooperation Agency State Authority for Construction Quality
Tapan Inspection,

Ministry of Construction
The Socialist Republic of Vietnam



THE PROJECT FOR CAPACITY ENHANCEMENT
IN CONSTRUCTION QUALITY ASSURANCE

MID-TERM REVIEW

Joint Evaluation Report

Hanoi, 24 February, 2012
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1 Infroduction
1-1  Objectives of the Evaluation
The review activities were performed with the following objectives:

(1) To verify the accomplishment of the Project compared to those planned;

(2) To identify obstacles and/or facilitating factors that have affected the implementation
process;

(3) To analyze the Project in terms of the five review criteria (i.e. Relevance, Effectiveness,
Efficiency, Impact and Sustainability) with special focus on Relevance, Effectiveness and
Efficiency;

(4) To make recommendations on the Project regarding the measures to be taken for the
remaining period; and

{(5) To extract lessons learned so that similar projects could utilize the experience of the
Project.

1-2  Members of the Joint Evaluation Team
(1) Vietnamese Side

Name Job Title
1 Mr. Pham Tien Van Deputy Director, SACQI, Ministry of Construction
2 | Mr. Do Nguyet Anh International Cooperation Department, Ministry of
Construction
(2} Japanese side
Name Mission Job Title Duration of stay
1
Feb. 19, 2012 -
Mr. Ryosuke KQJIMA l.eader JICA Feb. 25 2012
2
. Cooperation Feb. 19, 2012 -
Ms. Reiko FUNABA Planning JICA Feb. 25. 2012
3 Evaluation
. General Manager Feb. 12, 2012 -
Mr. Toshio TAKEBAYASHI ?\rrlwilysis Landtec Japan, Inc. Feb. 25, 2012

1-3  Schedule of the Mid-Term Review
See Annex 1.

2 Outline of the Project

2-1  Background of the Project

The Vietnam Government has been pushing forward its open economy policy and enjoyed
favorable economic growth in recent years, benefitting from foreign investment as a lever,
although there are some concerns about inflation. The Vietham Government has successfully
realized its participation in WTO In 2007. In order to keep maintaining sustainabie economic
growth imperative to support the National Development Plan, the Vietham Government works
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out a large number of infrastructure development projects and put them into realization
successfully. However, a rapid increase in infrastructure construction projects has also brought
about negative aspects of development, i.e. inadequate quality of construction works and labor
accidents during construction works which turn out fo be a social concern recently.

The Vietnam government has tackied the development of institutions for infrastructure
construction projects over a decade. This includes regulations of construction quality
assurance, quality management technologies, human capacity development programs and so
forth. However, a study on the current status of the institutions identified the following issues;

Lack of understanding of rules and regulations particularly for field engineers;

@ Increase in violations of regulations and contract conditions;

® Increase in local project owners without sufficient management capacity who are born'in
line with government decentralization policy;

@ Lack of capacity of work quality inspection and of technical guidelines and manuals
imperative to help support field activities of construction works;

® Current engineer qualification system has not caught up with rapid increase in
infrastructure construction projects.

As the system, technologies and human capacity development in construction quality
assurance should work together and create synergy in order to improve construction work
quality and labor safety, the Ministry of Construction (MOC) of the Vietnamese Government
proposed technical assistance to the Japanese Government for the purpose of improving and
enhancing capacity of construction quality assurance as well as labor safety during
construction works, Upon receiving this request, the Japan International Cooperation Agency
(JICA) sent the first mission in June 2009 and the second mission in September 2009 for
assessing the proposal and formulating technical assistance programs to this proposal. The
Vietnam Government and JICA have reached agreement on the technical assistance programs
which leads fo the implementation of this project.

2-2  Summary of the Project
The Project has been conducted based on the Master Plan stipulated in the Recerd of
Discussions(R/D).  Its main points are as follows:

< Overall Goal >
Construction quality assurance for Construction Works in Vietnam is functioning well.

< Project Objective >
Efficient administration functions which provide general rules over the implementation of
various construction investment projects are prepared,
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< Expected Quiput>
1) Enhance construction quality assurance system.
2) Develop project management technologies for construction quality assurance.
3) Provide training opportunity to spread out project outcomes to persons related to
construction projects.

< Activities >
1. Enhance construction quality assurance system.

1-1  Improvement of project management methads and clarification of responsibility of
stakeholders (project owner, employer, engineer, contractor), focusing on construction
quality assurance.

(1) Review and analyze current status of construction quality management system and
responsibilities of each stakeholder.

(2) Identify problems and draft revision of construction guality management system;
roles and responsibilities for stakeholders,

(3) Draft amendment of concerned regulations.

1-2  Improve state agencies' {especially MOC) inspection system for construction quality

assurance.

(1) Review and analyze current status of inspection system for each state agency.

(2) Review and evaluate current sanction regulation.

(3) Identify problems and draft revision of inspection system emplayed by state agencies,
comparing with information obtained in the developed countries.

(4) Draft amendment of concerned regulations, manual.

1-3 Develop registration and an evaluation system for contractors.

(1) Draft revision plan for contractor information management {CIM) system.

(2) Revise the existing system under stakeholders’ consensus on the CIi system.

(3) Determine information needed for the registration of contractors, primarily focusing
on civil work contractors.

(4) Determine indexes (including quality matter) for evaluating contractor's performance.

(5) Develop database for confractor and engineer information management system.

(6)

(

7) Start operating the contractor, engineer performance evaluation system.

Collect information and register in the database.

1-4  Apply contractor registration and evaluation system to enhance construction quality
assurance.
(1) Apply the contractor registration and evaluation system to the case study in order to
classify and select contractors.
(2) Recommend other applications of the developed system.
1-5 Improve existing engineer qualification system in order to enhance engineers' capacity.
(1) Analyze existing system and clarify subjects to be improved.

3 M



W

(2) Draft requirements for the certificate of construction supervisors including
Continuous Professional Development (CPD) program.
(3) Draft amendment plan for the system.

2. Develop project management technologies for construction guality assurance.

2-1 Develop framework for constructicn work guality assurance.
(1) Select work types to develop the framework.
(2) Draft framework of quality management manual for the selected work types.
(3) As a sample of filling information into the framework, develop a manual for civil work
construction quality assurance.
2-2  Develop framework of specifications.
(1) Select work types to develop the framework.
{2) Draft framework of specification for the selected work types.
{3) As a sample of filling information into the specification, develop a specification for
civil work construction projects.
{4) Conduct a case study and examine the contents of the specifications.
2-3 Develop construction work safety manual.
(1) Draft the safety manual.

3. Provide training opporfunity {o spread out project putcomes fo persons related fo

construction projects.

3-1 Develop training system and draft training plans.
(1) Collect and analyze information on the current status of the training courses, identify
problems.
(2) Draft revision plan and formulate consensus on the plan.
(3) Draft training system and training plans.
{4) Conduct stakeholder hearing on the plan and revise the draft.
3-2  Conduct a pilot training {OJT and Off JT)

3 Methodology of Evaluation

3-1  Evaluation Methed

Evaluation method is in accordance with New JICA Guidelines for Project Evaluation. The
evaluation items together with indicators, interviews, and necessary information and data
sources are summarized in an evaluation grid atiached in Annex 4.

The evaluation study was done in a cooperate manner between Vietnamese evaluation
members and Japanese evaluation members.

3-2  Five Criteria for the Evaluation
The Project is evaluated from the view of the following “five criteria”; relevance, effectiveness,
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efficiency, impact and sustainability. The viewpoint of each criterion is as follows;

Relevance To see the validity of the Project Objective and Overall Goal with

aspect of the development policy of both Governments and the needs
of beneficiaries of the Project.

Effectiveness To see if Project Objective is being achieved as expected as a result
of the project’s Cutputs, benefiting to the target group

Efficiency To see if the timing, quality and quantity of inputs are appropriate for
the degree of achievement on the Qutputs, using the resources
effectively.

Impact To see the direct effects and indirect effects in the long run extended

by the project from both positive and negative aspects, even with the
ones not expected when it was planned

Sustainability To examine the current extent to what the achievement of the project
is sustained or expanded after the project is completed, focusing on
institutional, financial and technical aspects.

3-3 Evaluation Questions and Indicators
Based on the five evaluation criteria described in the previous section, evaluation questions are
summarized in the evaiuation grid. It also compiles the information on indicators used for
evaluation, methods o collect, sources and criteria for analysis of the indicators defined in a
draft Project Design Matrix (PDM) which was agreed in Minutes of Meeting signed on October
g, 2009.
The basic questions are as follows:
@ Progress, Achievement and Prospect of Inputs, Activities, Qutputs, Project
Objective and Overall Goal
@ Level of involvement of Counterpart (C/P) (MOC) fo the Project (Project Process)
Level of improved capacity of C/P by the Project
Review and revising PDM/PO, if necessary

3-4 Data Collection Methods
Data are collected by document review, questionnaires to the C/Ps and interviews io both the

personnel directly implementing the Project and the other related personnel of the Project. The
list of interviewees is attached in Annex 2.
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4  Achievement of the Project
inputs, Achievements of Outputs, Project Objective and Overall Goal are described below.

4-1  Inputs
Inputs provided by both sides are as follows.

4-1-1  Japanese Side

(1)  Japanese Experts

Three Long-term experts ((1) Advisor/Construction Quality Assurance, {2} Construction
Management, (3) Project Coordinator) and eleven fields of shorf-term experts have been
dispatched as shown in Annex 5-1.

Total person-months of short-term experts as of the end of January 2012 amounted to 52.73
person-months since the beginning of the Project (May 2010). Fields of expertise of the
short-term experts are; (1) Team Leader/Administration System/Quality Management System,
(2) Deputy Team Leader/Manager Quality Inspection System, (3) Coniractor Selection &
Registration System, (4) Contractor Evaluation System, (5) Supervisor Qualification System,
(6) Site Manager Qualification System, (7} Quality Management Technology/Specifications, (8)
Construction Safety Management, (9) Human Capacity Development Programs, (10)
Architecture Technology, and (11) Registration and Evaluation System Development.

Three shori-term experts were dispatched to give lectures in Quality Assurance Seminar held
in Ho Chi Minh City in October 2011.

(2)  Training of Vietnamese Counterpart Personnel in Japan

Two counterpart trainings in Japan were conducted; one in November 28, 2010 — December 11,
2010 and the other in November 28, 2011 — December 8, 2011. In total 22 counterparts
participated in the trainings. In addition, 6 senior officials were dispatched to Japan to attend
a seminar on Construction Quality Assurance which was jointly organized by Ministry of Land,
Infrastructure, Transport and Tourism, Japan and JICA from February 28,2011 to March 4,
2011.The detailed list of participants is as shown in Annex 5-3.

(3) Equipment and Machinery

One (1) unit of desk-top computer for database system, two (2) units of operational vehicles for
construction supervision have been procured. The total cost for equipment and machinery
spent up to the end of January 2012 was around US$ 53,360. In addition, testing and training
equipment for construction quality assurance is currently under procurement with a budget of
US$ 250,000. A detailed list of equipment is attached as Annex 5-2.

(4) Local Costs
A total amount of approximately US$ 179,600 was provided to supplement a portion of local
expenditure as of end of January 2012,
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4-1-2  Vietnamese Side

(1)  Assignment of Counterpart Personnel

Initially, a total of eighteen (18) staffs were assigned as the C/Ps by MOC, MOT and so on
besides fourteen (14) members for Joint Cocrdinating Committee (JCC) and four {4} members
of Project Management Unit (PMU). No C/P staff left yet. A list of JCC, PMU and C/P members
is shown in Annex 5-3. An aorganization chart of MOC is also attached in Annex 8.

(2)  Cost sharing of Operational Expenses

A total of 3.18 billion VND has been provided from Vietnamese side for implementation of the
Project since beginning of the Project up to the end of December 2011. In addition to this
expenditure, approximately US$ 14,900 was shared by total 16 participants of training in Japan
so far.

(3)  Provision of Facilities for Project Cperations
MOC secured an office space in the MOC building for the Japanese Experts. The cost for office
operation (i.e. electricity fee, water fee) except internet fee is borne by MOC,

4-2  Achievement of OQutputs

The joint evaluation team found that the full-fledged activities have started only after the
assighment of the C/Ps. Although the formal assignment of C/P members was made nine
months after the Project had started, tentative members were assigned by MOC during such
pericd. Consequently, delays in the timing of producing cutputs were kept to a minimum
compared to the original plan.

The original project Work Plan (WP) at the commencement in May 2010 was based on R/D
signed on March 26, 2010 by JICA and MOC. During the initial stage of the Project, the Project
team had gained further insight on the situation through observations and discussions with
MOC. Based on those, the Project team proposed a modified WP in September 2010 within the
logical framework originally set out. The updated WPs have been presented in Progress
Report (P/R) in March 2011 and subsequently in Interim Report (IT/R) in February 2012 with
further adjustments. The contents of P/R and IT/R were basically accepted in the 1% JCC
meeting on March 29, 2011 and in the 2™ JCC on February 8, 2012 respectively.

The latest WP indicated in IT/R is to implement the following activities:

Activity 1:  Improvement of project management methods and clarification of responsibility of
stakeholders {project owner, employer, engineer, contractor), focusing on
construction quality assurance

Activity 2:  Improve state agencies' (especially MOC) inspection system for construction
quality assurance

Activity 3:  Develop and apply registration and an evaluation system for contractors
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Activity 4:  Improve existing engineer qualification system in order to enhance engineers'
capacity

Activity 51 Develop framework of specifications and work quality management manual

Activity 6:  Develop construction work safety manual

Activity 7. Develop training system and draft training plans

Relationship between the above Activities and those in the original Master Plan (i.e. the Record

of Discussion signed in March 26, 2010) is shown in Annex 6. [t can be seen those are

essentially the same with minor adjustment of definitions and reallocation of components.

According to the draft PDM, the level of achievement of each Cuiput as of the Mid-term Review

is shown below.

4-2-1  OQuitput 1

Output 1: Enhance construction quality assurance system

Objectively Verifiable Indicators (OVI)

Achievement

1-1. Relevant regulation for the developed
construction quality assurance system is
disseminated.

1-2. Construction guality assurance system is
drafted ouf.

1-3. Development policy on caonstruction
quality assurance system is agreed on.

A significant number of recommendations
made by the Project will be institutionalized in
2012-2013 as follows:

Revision to Decree 209 for construction
quality management will be promulgated in
May 2012,

Revisicn to Decree 12 for construction
investment project management is expected
to be promulgated in 2012.

Some other Decrees will also be issued in
20122013,
Circulars with implementation guidelines of
Decrees 209 & 12 are expected to be
promulgated within 2012 and in March-May
2013respectively. ...
Out of the recommendations made by the
Project, MOC has staried institutionalization
of those which MOC is agreeabie. Seven (7)
recommendations are taken up in the revised
Decree 208.

Contractor registration system, Construction
package database system, Contractor work
performance evaluation system,
Construction work quality evaluation system
are being developed. Trials some systems
have been implemented.

The Joint Evaluation Team observed a certain progress made under Qutput 1 in terms of

institutionalization, and preparations of hard materials awalits to be finalized for sustainable use
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of the contractor registration/selection/evaluation systems and engineer qualification systems.

Under Output 1, the Project formulated four (4} activities to each of which a team consisting of

Japanese experts and counterparts were assigned. For implementation purposes, the Project

Team has broken Activities 1 {0 4 down into the following sub-activities (refer to the Interim

Report):

<Activity 1>

(1) Responsibility Assignment between Stakeholders

(2}  Enhancement of Project Owner's Eligibility

(3}  Enhancement of Design Classification

(4) Enhancement of Design Change

(5) Enhancement of Design Inspection and Construction Permit the

(6) Enhancement of Acceplance

(7}  Enhancement of Acceptance before Putting Facilities into Operation

(8)  Enhancement of interim Payment

(3)  Encouragement of State Authorities to Standardize Quality Management Technologies
for their Specialized Sectors

{10) Enhancement of Construction Contracts and Contracts Management Methods

<Activity 2>

{11) Audit Systems

(12)

Construction Inspection Centers (CICs)

<Activity 3>

(13)
(14)
(15)
(16)
(17)

Construction Contractor Registration System
Construction Consultant Registration System
Construction Package Database System

Construction Conlractor Performance Evaluation Systemn
Software System Development

<Activity 4>

(18)
(19)
(20)
(27)

Unified Examination

Optional Training Courses

Short Term Training Courses in the Qualification Renewal
Intermediate Level & Advanced Level Qualification

In all these sub-Activity areas, the progress is almost on schedule and the Project Team was

able to deliver pertinent recommendations in IT/R in February 2012. Many recommendations

were also released in a format of working paper as follows:;

‘v

No ltem WP No.

Responsibility Assignment between Stakeholders WP-01

2 | Enhancement of Responsibility Assignment between Stakeholders WP-02
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3 | Enhancement of Project Owner's Responsibility WP-03
4 | Enhancement of Project Owner’s Eligibility WP-04
5 | Enhancement of Design Classifications WP-05
6 | Enhancement of Design Change WP-06
7 | Enhancement of Inspection & Construction Permits WP-07
8 | Enhancement of Acceptance WP-08
9 | Enhancement of Acceptance before Putting Facilities into Operation WP-09
10 | Enhancement of Interim Payments WP-10
11 | Standardization of Quality Management Technologies WP-11
12 | Enhancement of Construction contracts and confracts Management Methods WP-11
13 | Assessment and Recommendation on PMU Project Formation Appendix-A
14 | Comment on the Decree No.209 Revision Appendix-B

'

Moreover, in response to MOC's requests, the Project Team has also made a number of

comments/recommendations on drafis of Revised Decree 2009.

MOC is {and will be) institutionalizing many of the above recommendations targeting realization
in 2012-2013 (refer to Annex 7).
The Joint Evaluation Team was informed in interviews that it is likely that the Project Team’s
recommendations on the following issues will be taken up in the forthcoming revised Decree
209:

(1) Contractors registration

(2) Contractors evaluation

(3) State agencies roles in inspection during the design period and before putting into

operation

(4) Assignment of responsibilities in quality assurance

(5) Sufficient administrative procedure and inspection procedure

(6) Project Owners are requested to prepare specifications in the tender documents.

(7 Enhancement of inspection of investment owners for investment license

The exact extent of incorporation of those recommendations in the revised/new regulations is
yet to be confirmed awaiting official issuance (promulgation) of the Decrees and corresponding
Circulars subsequently issued clarifying detailed implementation guidelines of the Decree.
Further recommendations may be made, if necessary, thereafter.

The Joint Evaluation Team observed a significant visible progress in Activities 3 and 4.

The C/P and the Project Team have already finished updating/converting the existing
contractor registration system to a new system integrating four (4) inter-linked subsystems
such as the construction company registration system, the construction package information
database system, the contractor work performance evaluation system and the consultant
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company registration system. Taking a further step, the above systems are being transplanted

to internet web-based software systems.

Those systems are now in a process of test-run, except the consultant company registration

system which will be developed in the remaining period of the Project.

The Project Team considers further deliberation/investigation/promotion is required fo the

following issues during the remaining period:

<Activity 1>
(a) Project Owner’s Eligibility
(b) Civil Works {i.e. building works) and Construction Permit
(c} Construction Supervision Consuitant's Power
(d) Acceptance
<Activity 2>
(e) Inspection and Audit System
(i CQAM&CICs
<Activity 3>
(g) Consultant Registration system
<Activity 4>
(h)  Framework of Site Manager Qualification System
4-2-2  Output 2
Output
.assurance.

Objectively Verifiable Indicators

Achievements

2-1. Relevant regulations for the developed
quality assurance technologies are
disseminated.

2-2. Quality assurance technologies are
drafted out.

— 42

Products in  Activity 5  (standard
specifications, quality control manual) are
not ready for dissemination.

Products in Activily 6 (safety & health
manual, case studies on labor accidents &
near-misses Incidents) are in a process of
dissemination. .
1% draft of standard specifications for
infrastructure works was prepared in

November 2011, requiring fine-tuning.

1% draft of quality control manual for
infrastructure works was prepared in
November 2011, requiring fine-tuning.

Final draft of safety & health manuai, and




case studies on Ilabor accidenis &
near-misses Incidents were prepared in
_____________________________________________________________ December20.
2-3. Develcpment poiicies on the construction | The concept and significance of standard
quality assurance technologies are | specifications are not shared in the Project,
agreed on. requiring further discussions.
The same for quality control manual.
Development policies on safety & health
manual, and case studies on labor accidents
& near-misses Incidents are agreed on.

Although the Joint Evaluation Team confirmed the progress being made in Output 2, it needs to
be further strengthened. The next step of Activity 5 needs to be further discussed taking
account of MOC’s standpoint. The progress of Activity 6 is satisfactory.

With regard to standard specifications, there were no particular hindrances at the
conceptualization stage in 2010. However, when it took a shape in November 2011, it turned
out to be difficult to satisfy not only Vietnamese side but also the Project Team due to the
following problems:

(1} Inherent trade-off problem between “standardization/commonness of specifications”
and “practicality of specifications on site” makes the finalization of standard
specifications  difficult,

(2) Difficulties in extracting standard/commaon works, and

(3) Necessity of institutionalization of standard specifications makes (1) and (2) above
mare difficult.

The 1 draft of quality control manual was prepared in November 2011 in reference to
examples in Japan together with recommendations on formulating a total quality control system
correlating with acceptance, testing methods, measurements and safety manual. However,
being exposed to similar problems to those of the standard specifications, the Project Team
considers further deliberation/investigation/promotion is required during the remaining period.

The final draft of the safety and health manual and case studies on labor accidents &
near-misses Incidents were prepared in December 2011. Those documents have drawn
particular attention of Vietnamese side and close communication between JICA/the Project
Team and MOC has been made for follow-up actions such as translation, edition for fine-tuning

and trial use on site.

4-2-3  Output 3




Objectively Verifiable Indicator Achievements

3-1. The number of trainees reaches targets. | Trainings in Japan in 2010/2011: 22 in all
Seminar in Japan in Feb/Mar 2011: 6
Seminar in HCMC in Oct 2011: about 200
Workshop in Hanei in Feb 2012; about 200

3-2. Training programs are drafted out. Recommendations on training programs
were made based on the baseline survey in
conjunction with qualification.
Planning of  training programs  for
dissemination of the Project outcomes will
startinMarch2012.
3-2. Policy on the training programs is agreed | Recommendations on fraining programs
an. were made based on the baseline survey in

conjunction with qualification.

The Joint Evaluation Team was not able to measure the level of achievement in Cutput 3 at the
time of the Mid-Term Review. This is because the main objective of Activity 7 is dissemination
of the project outcomes and most of the outcomes will be available during the 2™ half of 2012.
Nonetheless, the Joint Evaluation Team assumed that the final achievement would be
satisfactory taking account of the Project Team’s understanding of the Vietnamese situation
based en the comprehensive baseline survey as well as the good progress of Activities 1 — 7
which will deliver the outcomes.

Comprehensible baseline surveys were conducted to get good understanding of the current
training practice in the construction sector, covering school education and training, short-term
training courses, legal documents on education and training systems, and planning, monitoring
and evaluation of education and training.
Based on the findings in the baseline survey, the Project Team gave general recommendations
on the frameworks for the following issues:
(1) Enhancement of training of Academy for Managers of Construction and Cities (AMC)
(2) Enhancement of CQM Training

4-3  Other Activities to Contribute fo the Outputs

The Project conducted several additional activities which were not included in the Master Plan
but recognized as necessary to improve the C/P's capacity to enforce the expected three
Outputs.

(1)  Working Papers

Working papers were produced on various issues in Activity (See 4-2-1 above).
(2) Joint Seminar

N

Two Vietnam-Japan Joint Seminars on project management & construction projects
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were held. The first one in March 2011 in Tokyo, Japan by MLIT in cooperation with MOC,
and the second one in October 2011 in Ho Chi Minh City, Vistnam by MOC in
cooperation with MLIT and JICA.
> “Seminar on Consfruction Quality Assurance”
Tokyo; Feb 28 — Mar 4, 2011, 6 senior officials participated from Vietnam
> “Quality Assurance Seminar for Senior Officials in Ho Chi Minh City”
Ho Chi Minh City; Oct 13-14, 2011; about 200 participants (45 from Japan)
(3) Reports
In order to report the progress of the Project, in addition to monthly reports in Japanese,
Inception Report (May 2010), Draft Work Plan (October 2010), Progress Report (March
2011) and Interim Report (February 2012) were issued by the Project Team so far.

4-4  Achievement of Project Objective

' Efftcrent admmtstrat:on functrons wh:ch *prowde general rules over the

Objectively Verifiable Indicator Achievement

1. Regulaticns on the administration | A significant number of recommendations
functions are approved and disseminated. | made by the Project will be institutionalized in

2012-2013 as foliows:

Revision to Decree 209 for construction quality

management will be promulgated in May 2012.

Revision to Decree 12 for construction

investment preject management will be

promulgated in 2012.

Some other Decrees will also be issued in

_____________________________________________________________ 20022013,
2. Project management technologies are | Standard specifications and quality control
officially approved. manual are not ready for approval.

Safety & health manual, case studies on labor
accidents & near-misses Incidents are in a
process of approval.

3. Training programs commence. Planning of training programs for dissemination
of the Project outcomes will start in March
2012,

The Joint Evaluation Team measured the level of achievement of the Project Objective at the
time of the Mid-Term Review was more or less the same as that of Inputs.
The Joint Evaluation Team also assumed that the Project Objective is likely to be achieved by

the end of the Project if the Project Team’s approach 1o the remaining issues could reasonably
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reconcile with MOC's mandate, plans and administrative procedures. Despite the delays in
commencement of the Project, as described above, the Project has been producing positive
achievement in each Cutput.

4-5  Prospect of Achieving Overall Goal

Objectively Verifiable Indicator

(Five Year after Project Completion)
The number of construction works conforming
specification increase and the number of
disqualifications and accidents involving
workers during construction works decrease.

Based on the Documents received and information obtained through interviews with various
people, the Joint Evaluation Team came fo have a view that construction quality assurance and
safety is a matter of joint and interactive efforts by “all” stakeholders including decision makers,
project owners, PMUs, design consultants, supervision consultants, contractors,
subcontractors and fabor. In this Project, focus was put on rather the upstream side (i.e.
decision makers, project owners, PMUs, design consultants and supervision consultants) than
the downstream side (i.e. contractors, subcontractors and labor), presumably with a view to
setting out the frame work including institutionalization of crucial requirements. In such a
context, it could be said that selection of the counterpart (MOC) was quite adequate. The Joint
Evaluation Team considers the overall goal is achievable as far as the regulatory/legislative
framework is concerned. However, such achievement could not be measurable by the
objectively verifiable indicator, unless significant efforts are made at the downstream as well.

4-6  Implementation Process

As sited above, the formal assignment of C/P members was made nine months after the
Project had started. However, tentative members were assigned by MOC during such period.
Accordingly, delays in the timing of producing outputs were kept tc a minimum compared to the
original plan.

The schedule of Activities 1 to 4 was expedited to harmonize with drafting of the revised
Decree 209 after the Project Team had been nofified in April 2011 that such institutional works
would continue for seme time.

All C/Ps are not full-time and were assigned as part-time since they have other heavy duties.
Therefore, they sometimes could not aftend meetings of the Project, although they tried to
participate in the Project activities with their maximum efforis. Vietnamese side made every
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effort to maintain the C/Ps.

The communication between C/Ps and Japanese experts has been made smoothly and
information on the Project was shared at the frequent meetings, or through e-mails. The
minutes of the meetings were prepared by the suppoerting staff of the Project Team.

Monitoring the progress of activities has been regularly conducted in the form of weekly C/P
meetings, ad-hoc meetings, and Joint Coordination Committee (JCC) meetings.

The Joint Evaluation Team found that neither Vietnamese side nor the Project Team had
revisited or reviewed since the Minutes of Meeting attaching draft PDM had been signed by
JICA and MQC on Cctober 9, 2009. Nonetheless, both Master Plan attached to the R/D signed
on March 28, 2010 which MOC has been based on and the Work Plan developed by the
Project Team are fotally consistent with the draft PDM (See 4-2 above), and no undue
problems have been caused so far.

5  Evaluation Results by Five Criteria

5.1 Relevance
The relevance of the Project is high in terms of needs and priority of Vietnam and
methodology based on the following points:

(1) The Project was well aligned with Vielnamese overall development strategy of
“Socio-Economic Development Plan in the 2001-2010 period” and “Socio-Economic
Development Plan in the 2006-2010 period” at the time of Ex-ante Evaluation. It remains
so with “Socic-Economic Development Plan in the 2010-2015 pericd” which was
approved by the National Assembly on November 8, 2011.

(2)  InJanuary 2012, both the Party and the Government respectively identified the points to
be improved in infrastructure development, such as legal system, supervision and
management and poor quality planning.

(3) The Project can best utilize the Japanese technical, legislative and administrative
systems in the construction industry which are contributing to enhancement of
construction quality and safety providing a direct communication channel between MLIT
in Japan and MOC in Vietnam both of which are regulatory ministries in construction.

(4) Japanese Government aid policy has not been changed.

5-2  Effectiveness

As explained in 4-4 above, the Joint Evaluation Team measured the level of achievement of the

Project Objective at the time of the Mid-Term Review was more or less the same as planned.

The Team also assumed that the Project Objective is likely to be achieved by the end of the

Project if the Project Team'’s approach to the remaining issues could reasonably reconcile with

MOQC's mandate, plans and administrative procedures. Despite the delays in commencement, _

as described above, the Project has been producing positive achievement in each Output. é/
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The above is based on the scope of works which the Project Team set out fogether with JICA at
the starfing stage in 2010.

However, as the project proceeded nearly 2 years, at both Vietnamese side and the Project
Team, the amount of pertinent information and the depth of understanding on the Project have
significantly increased and the insight has been deepened. This has resulted in expansion
and/or deepening of what/how-to-do-list at both sides.

With a view to have a clear cut {o the situation surrcunding the Project, the Joint Evaluation
Team suggests that some of MOC's requests to the Project which look additional and
significant should be recorded separately from the original Master Plan and PDM for further
discussions between JICA and MOC.,

5-3  Efficiency

Some factors that affected efficiency were observed, although achievements of Quiputs are
foreseeable. As stated above, the timing of assignment of C/Ps was delayed. In addition, the
project schedule (Activities 1 to 4) after April 2011 was adjusted in order to be concurrent with
drafting of the revised Decree 209,

Nonetheless, the project {the Project Team and C/Ps) managed the situation in a flexible
manner to keep a steady progress in producing expected outputs in general.

The Project has the remaining period of only one (1) year out of 3 years, and the remaining
person-months is 30% of the original. Hence, the Project has to make intensive efforts in the
remaining period.

5-4 impact

(1)  Achievement of the Overall Goal

Based on ithe Documents received and information obtained through interviews with various
people, the Joint Evaluation Team came to have a view that construction quality assurance and
safety is a matier of joint and interactive efforts by “all” stakehoiders including decision makers,
project owners, PMUs, design consultants, supervision consultants, contractors,
subcontractors and labor. [n this Project, focus was put on rather the upsiream side (i.e.
decision makers, project owners, PMUs, design consultants and supervision consultants) than
the downstream side (i.e. contractors, subcontracters and labor), presumably with a view to
setting out the framework including institutionalization of crucial requirements. In such a
context, it could be said that selection of the counterpart (MOC) was quite adequate. The Joint
Evaluation Team considers the overall goal is achievable as far as the regulatory/legislative
framework is concerned. However, such achievement would not be measurable on site by the
objectively verifiable indicator, unless significant efforts are made at the downstream as well.

(2) Other impact observed
Some positive impact was observed through the interviews to C/Ps. Some C/Ps explained to
the interviewer emphasizing joint efforts of MOC and the Project Team. The interviewer saw
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such attitude is a side effect of long-term coliaboration with frequent exchange of ideas and
discussions with the Japanese experts and the participation in the trainings in Japan. Likewise,
Japanese experts had obtained quite much deeper understanding of administrative systems,
etc. in Vietnam. This kind of mutual understanding and/or seamless thinking has been and will
bring positive effects to both sides.

No negative impact has been observed.

5-5  Sustainability

(1) Policy Aspecis

Systems of construction management to ensure the quality and safety of construction works
will continue being one of the high pricrity areas of Vietnam. Through implementation of the
Project, problems and issues in the existing systems have been clarified and well noted by all
stakeholders through JCC meetings, seminars and workshops. MOC has been trying to
institutionalize as many reccmmendations from the Project Team as possible within the Project
period during which the Project Team is still around for assistance. Even after the Project
completion, MOC can keep updating and improving the system by making C/P members as a
core team.

(2) Organizational Aspects

In MOC, the roles of SACQI, CAMD and CQM were reconfirmed and some new responsibilities
were given fo them in response to the requirements identified by the Project. In other words,
the Project is producing many outputs not only in a form of regulations but also a computer
system, database, equipment and library. These outputs have to be continuously upgraded and
updated to fit the situation. For the purpose, a proper mechanism should be developed and
institutionalized in order to make clear who is in charge, when to update, and how to manage it.

(3} Technical Aspects

It is confirmed that most of knowledge and skills transferred through the Project activities are
appropriate and timely in the context of Vietnam and it has already been abscrbed by many of
C/Ps. If those OJT-trained engineers under the Project remain and serve to expand the
knowledge and skills for all provinces, the technical sustainability will be ensured.

The training programs on dissemination of the Project cutcomes will be incorporated into the
Project operation plan in 2012. A general training plan for enhancement of capacity as well as
for qualification have been recommended based on the comprehensive baseline survey results
expecting that MOC will implement improved/enhanced training courses developed by itself.
Updating training curriculum and materials as well as a mechanism to produce trainers have to

be sought to ensure the technical sustainability.

(4) Financial Aspects
The following table shows magnitudes of investment in Vietnam from 2005 to 2009, It is@/
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anticipated that more new construction investment wilt be conducied to meet the needs of the
counfry. Having had quite a rapid development of construction industry in Vietnam,
construction quality and safety is of paramount importance.

To cope with the situation, proper financial arrangement is to¢ be made. This Project has

succeeded to quantify, to some extent, the requirements {i.e. system and human resources) for

construction gquality and safety, and such information can be referred to in the financial

arrangement.
Infrastructure Investment by Economic Sector
Unit; billion VND
Ne Economic Sector Year
2005 2006 20067 2008 2009
Total Investment 274,508 331,864 430,995 488,701 533,369
(1) State Budget 128,074 145,858 155,914 128,367 150,754
(2) Non State Budget 105,186 126,635 157,975 196,248 | 260,755
(3) Foreign Investment 41,248 58,371 117,106 164,086 | 121,860
::’gae;em: Construction investment in some 198,695 233,341 299,304 328,107 366,546
1; Transport 41,196 49,852 65,566 67,968 70,540
1.1 Roads and bridges 39,978 48,492 63,086 66,244 68,876
1.3 | Ports 368 410 480 532 360
1.4 | Airports 320 370 450 510 324
1.5 | Railways 530 580 650 580 980
2; Agricultures 6,100 7,851 8,806 9,524 11,531
2.1 Irrigations, dykes, dams, etc. 1,230 1,750 1,960 2,140 2,360
2.2 | Reservoirs 3,520 4,560 4,956 5,284 6,871
93 | Channels, pumping stations, internal 1350 | 1,541 1800 | 2,100 | 2,300
irrigation gates, etc.
3; Industry 81,714 96,144 125,320 133,723 145,114
3.1 Egj’)rg‘es (hydro-power, thermal-power, | 55 008 | 29430 | 35333 | 43981 | 52,689
3.2 Processing industry 56,686 66,714 89,887 89,742 92,425
4; Civil works 56,969 65,373 79,973 96,712 117,834
4.1 Housing 42,500 45,320 52,130 58,630 64,590
4.2 | Schools 10,097 13,234 14,502 16,521 17,426
4.3 | Hospitals 5,775 6,150 7,517 8,932 10,230
5; Urban Technical infrastructure 12,716 14,121 19,639 20,182 21,527
51 Water supply and drainage 12,715 14,120 19,637 20,179 21,523
5.2 | Sewage treatment (cleanup works, efc) 1 1 2 3 4

6  Factors that contribute and constrained the effects of the Project

6-1  Contributing Factors

(1) Harmenization between the Project implementation schedule and the timing of revision

of Decree 209 is one of the most important factors contributing to ensure the Qutputs.

(2) MOC's strong commitment to improve the construction quality management system as

the state authority having responsibilities on issuing and guiding legal documents related

to quality management of construction works.

it
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6-2  Constraining Factors

{1)  There was difficulty in establishing a common base of understanding for the terminology
as weil as image of deliverable Outputs required to achieve the Project objective.

(2)  The short-term experts were dispatched in timely manner according to the schedule with
some adjustment. However, certain time of absence of some short-term experts has
made communication between Vietnamese side and the Project Team slightly indirect
and time-consuming.

(3} The delay of assigning formal C/Ps was substituted by tentative C/Ps, therefore it did not
affect to the Project implementation so much. However, it is also apparent that there was
some waste of Japanese experts’ assignment term since they had to go back and forth
between formal C/Ps and tentative C/Ps to secure the sequence of Activities.

7 Conclusion

Based on five evaluation criteria, it is concluded that the Project has been satisfactorily
implemented with considerable achievements so far. Although the Mid-term evaluation is not
appropriate fiming to judge the possibility to achieve Overall Goal, the Joint Evaluation Team
dares {o point out that continuous and sincere efforts of all stakeholders are required toward
Overall Goal. MOC's responsibility is quite heavy to take initiative among those stakeholders.

8 Recommendations and Lessons Learned
8-1 Recommendations

The following recommendations are made for the remaining period of the Project by the
Joint Evaluation Team.

1. Project objective is to promulgate and regulations related to quality and safety in

construction work. It takes long time to promulgate those because coordination and
facilitation among stakeholders such as ministries concerned and association of
consultants and contractors is necessary. Fortunately, efforts of Vietnamese side to realize
the promulgation are good. and then the possibility of promulgation is high.
The remaining cooperation period, however, is limited (up to May, 2013 for a year and three
months) and input of Japanese experts is not unlimited. It is required for the both side to
review work plan for the remaining period and to make common understanding for the
activities and achievements in order to produce visible output as much as possible. It is
recommended to pricritize each aclivity and define concrete products to be attained as the
result of each activity and fo put high priority to the activity that might give high impact and
be attainable by the end of current cooperation period.

2. Needless lo say, Japanese laws and reguiations are not applicable as those are to Vietnam.
For example, in Japan rules and regulations are made for building work and infrastructure
work separately, on the other hand in Vietnam they joinfly made for both works.
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Vietnamese side requests Japanese side to include the building work for the scope of the
Project. He says, in Vietnam, problem related to poor quality of building work is being
increased in parallel with increase of building investment. The laws and regulations fo be
made by the Project should be well applicable and harmonized to the existing system of
laws and regulations in Vietnam and economic and social situation of Vietnam. Based on
this point of view, the Project should pay more attention to the building work. However, in
light of that remaining cooperation period is limited, the Project carefully should choose a
kind of activity and output for building work to be achieved by the end of remaining period.

The laws and regulations to be made by the Project should be enforced by the authorities
concerned and be complied by the contractors. Those which are difficult to comply do not
for contribute to improve quality and safety of construction work. The Project should
carefully examine the possibility of enforcement and compliance of the laws and
regulations before promulgation. Concerning contractors registration system, for example,
if registration is not obligatory, it might be possible for some contractors do not register and
submit a false data and thus the system might not be functional in order to select well
qualified contractors and the system might not be in use. The Project should consider a
countermeasure to such kind of risk.

After laws and regulations are promulgated, it might be necessary to be followed by circular
and operational manual for the authorities concemed and disseminate those new laws and
regulations to people concerned for the smooth enforcement and compliance of the laws
and regulations. The Project should go ahead to make circular and operaticnal manual and
disseminate while monitoring the progress of promulgation of new laws and regulations.
Japanese experts might not participate in the legislation process in the Vietnamese
government, therefore Vietnamese side should share the information of the legislation
progress timely to Japanese experts and take initiative to complete the promulgation while
amending the content of the draft if necessary with assistance of Japanese experts.

The activities defined in a current work plan are slightly different with those in the original
draft PDM (Master Plan) attached to the Record of Discussions(R/D). In order to realize the
efficient inputs and cutputs as much as possibie during the remaining cooperation period, it
is recommended to review at present the draft PDM in comparison with the Work Plan and
share common understanding of goal, input, activity, required deliverables and time
schedule from now on. Thus it makes easy to implement terminal evaluation in the future.

Vietnamese side fears that some activities could not achieve the visible cutputs by the end

of current cooperation period, and so he would like fo request to extend cooperation period

for cne year. However, 1t is not necessarily required to extend cooperation period if the

Project goal in total is achieved by the end of current cooperation period though som:}i/
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8-2
1.

2.

v

activities could not be complete. In case that Project impact to overall goal (quality
assurance for construction works is functioning well) is yet enough and economic social
benefit is not expected at the end of the current cooperation period, it shouid be remained
to consider additional support from Japanese side to Vietnamese side. Whereas the laws
and regulations are made, in case that mechanism for enforcement such as organization,
staff, education & fraining and dissemination is not yet enough, contractors might not
comply with the laws and regulations and thus quality of construction work might not be
improved. The activity of education&training and dissemination is currently not so
strengthened. It is considered to be one of options for Japanese side fo cooperate more in
the area of education&training and dissemination in order {o increase the positive impact of
the Project to overall goal.

Lessons Learned

There is no international standard for laws and regulations related to quality and safety of
construction work. Japanese laws and regulations are originally made by Japanese
government and are applied only for construction works in Japan but not applied for
construction work in foreign countries. For example, in Japan there is “a Law of Building
Standard” and all the building works are obligatory to comply with this law and the
Government has power to permit and Inspect building construction. In Vietnam, there is no
such kind of laws for building. The content of that Japanese law should not be applicable as
it is to Vietnam because of difference of natural, economic and social conditions between
both countries. In order to make new laws and regulations under the circumstances of no
international standard available, it is important for both sides to discuss and agree what
kind of deliverables are expected in terms of content, quality, form and volume to be
produced by the Project before commencement of work and review it regularly after
commencement of work., In this Project, after starting of cooperation, there was seen a
gap of understanding for deliverables produced by the Project between Japanese side and
Vietnamese side. Vietnamese side sometime is not satisfied with the produced deliverables
because those are not enough for promulgating new laws and regulations in terms of
content and form etc. It is not easy for Japanese side to make good deliverables that are
harmonized with the existing system of laws and regulations and country situation, and also
are able to directly contribute to speedy legisiation process because it is difficult for
Japanese side to understand existing laws and regulations written in Vietnamese language
only. In case of a Project for legislation under no international standard available, it is
recommended for both side to implement the Project with a common understanding for the
scope of Japanese input, which stage out of draft making, promulgation and enforcement
be covered, while taking into account of the limitation of Japanese human resources and
knowledge and experiences of Vietnamese local situation, and also capacity of Vietnamese
side.

Improvement of training is one of activities of the Project. The purpose of improvement is
22



not well defined whether it is to disseminate the new laws and regulations for enforcement
and compliance or 1o strengthen the existing function.

The content of training differs with the purpose of training. It might be better to define the
former purpose in the light of Project master plan. For that purpose, enactment of the laws
and regulations should be prior to fraining. Master Plan should have been made

accordingly.
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