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Summary of Terminal Evaluation

I. Outline of the Project

Project title: Capacity Building Project for Public Financial
Country: Lao PDR )
Management Strengthening Program

Issue/Sector: Economic Policy Cooperation scheme: Technical Cooperation Project

Total cost : JPY 200 million

Division in charge: JICA Laos Office )
(February 2011 — January 2012: Estimated amount)

Partner Country’ s Implementing Organization:

Period of Cooperation: .. .
P Ministry of Finance

January 2009 - January 2012

Supporting Organizations in Japan: None

Related Cooperation: Fiscal statistics and policy advisor (July 2010 — July 2012)

1 Background of the Project

Public financial management in the Lao PDR has suffered from structural problems, including institutional
weakness in handling revenue and expenditures, and from the limited capacity of finance officials. To
tackle this problem, the Government of the Lao People’s Democratic Republic (GOL) set out to make
financial management one of the top priority issues under “A Policy Paper of the Government of Lao PDR
on Governance Issue” which was issued in 2003. Its aims were to achieve reliability, transparency and
accountability in its public financial management. The GOL launched the Public Expenditure Management
Strengthening Program (PEMSP) in November 2005 with the aim of consolidating revenue management
systems as well as developing the capacity of the officials concerned. The PEMSP developed into the Public
Finance Management Strengthening Program (PFMSP) in November 2007, which broadened the scope of
the PEMSP to include the revenue side. Institutional development has progressed to the point that now the
capacity development of the entire staff of the Ministry of Finance (MoF) who will operate these systems

has become a critical factor.

2 Project Overview

To support progress of PFMSP through capacity building, JICA has provided a three-year technical
cooperation project since January 2009. The Project aims at establishing a mechanism to improve the
capacity of MoF staff in central and local authorities regarding treasury and accounting. Under the project,
the MoF has worked to develop a strategy and a plan for human resource development (HRD), establish
a training implementation mechanism, develop trainers and textbooks on treasury and accounting, and
implement training for district staff.

(1) Overall Goal

Capacity of the staff of MOF in central and local authorities, especially staff in National Treasury,
Accounting Department and Personnel and Organization Department is enhanced.

(2) Project Purpose

A mechanism to improve capacity of the staff of MOF in central and local authorities regarding treasury and

accounting is established.




(3) Outputs
1. MoF Human Resource Development Strategy and Plan are drafted and are consistent with the current
Public Financial Reform.
2. Training conditions, which include developing skilled trainers and textbooks/manuals, in the central
and provincial MoF is consolidated in order to conduct training on treasury and accounting in central
MoF and local authority.
3. Internal framework for training management is consolidated for effective human resource
development in the MoF.
(4) Inputs (as of the end of August 2011)

Japanese Side:

Experts 8 persons (61M/M)
Trainees received 6 persons

Equipment provided JPY 1,171 (USD 15,329)
Local Cost JPY 14,850

Laotian Side:
Counterpart 4 persons for project management, 4 persons as steering committee members,
28 persons as members of taskforces
Land and Facilities Office space and necessary facilities and meeting rooms

Local Cost Training costs and running costs of the project office

I1. Evaluation Team

Mr. Yoshiharu YONEYAMA (Team Leader)
Senior Representative, JICA Laos Office
Members of Ms. Aya MIURA (Project Planning)
Evaluation Team Project Formulation Advisor, JICA Laos Office
Ms. Rie FUSAMAE (Evaluation Analysis)

Consultant, Foundation for Advanced Studies on International Development

Period of Evaluation | September 6 to September 23, 2011 Type of Evaluation | Terminal Evaluation

III. Results of Evaluation

1 Project Performance

(1) Achievement of Outputs

Output 1: MoF Human Resource Development Strategy and Plan are drafted and are consistent
with the current Public Financial Reform.

[Indicator] 1. Human Resource Development Strategy and Plan are drafted.

HRD Strategy and Plan were drafted in November 2009 and February 2010 respectively and submitted to
the Joint Coordination Committee of the Project in February 2010. Therefore Output 1 has been achieved as

planned.




Output 2: Training conditions, which include developing skilled trainers and textbooks/manuals,
in the central and provincial MoF is consolidated in order to conduct training on treasury and
accounting in central MoF and local authority.

[Indicators] 2.1 More than three staff of the National Treasury and Accounting Department in the central

level and at least one staff in each provincial treasury office become trainers.

2.2 Trainers create a working manual of treasury and accounting.

Training of Trainers (TOT) courses for provincial staff were conducted in January and November 2010 and
March 2011, covering all provinces. 7 staff from the central MoF and 2 to 3 staff from the national treasury
offices in 17 provinces and Vientiane Capital, became trainers. This substantially exceeds the targets of more
than 3 from central and at least 1 from each provincial office (Indicator 2.1). Work manuals on accounting,
revenue and cash management, and expenditure were prepared as textbooks by the textbook taskforce
team formed under the project -- consisting of officials of the departments concerned (Indicator 2.2). These
manuals were revised by the team based on the results of the review of training activities in three pilot
provinces.

The above two indicators show that Output 2 has been achieved to a greater extent.

Output 3: Internal framework for training management is consolidated for effective human resource
development in the MoF.
[Indicators] 3.1 Manual/Guideline which indicates training cycle management and training

implementation procedure is drafted.

3.2 Data of trained personnel is recorded at the POD.

A manual and a guideline that show the concept and the process of training cycle management and
procedures for training implementation were drafted in the middle of 2010. Those documents were revised
based on feedback from relevant departments and collated in a single draft manual, entitled “Training Cycle
Management and Implementation Manual” in September 2011 (Indicator 3.1). Though the Project also
assumed that the POD would record the training history of each personnel, it was reconsidered in view of
the limited manpower of the POD. The Project then suggested that each department record training history
data, making them available to the POD upon request, and stipulated it in the above manual (Indicator 3.2).

Thus Output 3 has been partly achieved.

(2) Achievement of Project Purpose

Project Purpose: A mechanism to improve capacity of the staff of MOF in central and local

authorities regarding treasury and accounting is established.

The Project has been pursuing the establishment of a HRD mechanism in the MoF in the areas of treasury
and accounting by introducing a training cycle management system, developing skilled trainers, and
preparing and implementing a strategy and a plan for HRD. Regarding the first two elements, the Project has
made substantial progress and the processes are likely to be completed by the end of the Project term. On
the other hand, the plan to prepare and implement a HRD Strategy and Plan was called off due to a change
in external environment. Though the MoF adopted a new plan to prepare a M/P for HRD instead of the




Strategy and Plan, progress has been slow. The achievement of each of the 3 indicators are as follows;

[Indicator 1] Human Resource Development Strategy and Plan drafted by the Project is finalized
and implemented.

The HRD Strategy and Plan drafted under the Project will not be finalized and implemented due to a new
policy of the GOL that each ministry shall develop a M/P for HRD from a longer term perspective. In
response to this environmental change, the Project provided technical support to prepare the M/P in the
initial stage of the M/P development process. The process, however, has been delayed for over 3 months

compared to the initial plan of the POD, as of March 2011.

[Indicator 2] Institutional arrangement such as rules / organizational arrangement / budgeting
recommended by the Project is introduced to the MoF.

The draft Training Cycle Management and Implementation Manual was prepared and is to be examined
by the POD for finalization. It is expected that Ministerial agreement will be obtained by the end of the

project term.

[Indicator 3] Trainers equip knowledge and skill to train central and local staff of the MOF.

The development of trainers has proceeded smoothly and trained trainers have improved their skills

through actual training implementation.

2 Summary of Evaluation Results

(1) Relevance

The Project is highly relevant.

+ It is in line with the GOL’s governance policy, giving priority to public financial management. It
contributes to the Capacity Building and HRD component of the PFMSP that the GOL has implemented
with an objective to strengthen public expenditure and revenue management.

+ It aims to introduce a training cycle management system to the Ministry, where training has been
implemented on an ad-hoc basis mostly with external resources, and the Project targets district treasury
offices for which almost no training has been provided. In these respects, the Project meets the needs of
the MoF.

It is consistent with the cooperation policy of the Japanese Government. Improvement of administrative
ability and institutional building is one of the six priority areas identified in the Country Assistance
Program for the Lao PDR.

(2) Effectiveness

The Project is, for the most part, highly effective.

 The Project has made significant progress since its inception, despite a delay in commencement due to the
belated conclusion of the Record of Discussion (R/D) on the Project, and also a shift in the MoF s earlier
position regarding a Strategy and a Plan for HRD. Under the Project, more trainers than initially planned
have been developed and, with the preparation of the Training Cycle Management and Implementation

Manual, the institutional arrangements for capacity development of MoF staff are almost set.




* On the other hand, a Strategy and a Plan for HRD, which is another component of the expected
mechanism, is not in place due to the MoF s policy shift from developing the Strategy and the Plan to
preparing a M/P for HRD. It is not certain that the overarching direction envisaged in the draft Strategy

will be reflected in the M/P. This issue needs special attention in the remaining period of the project.

(3) Efficiency

The Project is, for the most part, highly efficient.

» The Project has produced almost all of its planned Outputs. Indeed the level of achievement on Output 2
(enhancement of training conditions) exceeds the expected level, which was facilitated by the assignment
of appropriate personnel to the Project. Input from the Japanese side was largely appropriate. C/P training
in particular was well-received by participants.

* However, as far as the dispatch of JICA experts is concerned, some issues such as frequent changes of
short-term experts and consequent miscommunication between them and the POD officials, insufficient
information sharing regarding TOR of JICA experts and operational budgets, and the absence of an
overall work plan to share among all concerned, have hampered more efficient implementation of the

Project.

(4) Impact

Positive impacts of the Project have been observed, while negative impacts have been hardly observed.

» The prospects of achieving of the Overall Goal of the National Treasury and the Accounting Department
are good. The training cycle management system has begun to operate in the MoF while training covering
all district treasury offices has already been implemented. Therefore a basic environment for capacity
development at the local level has been created.

* The achievement of the Overall Goal depends on further development of the POD’s capacity to ensure
that the mechanism for HRD is introduced under the project functions. It is critical in this regard that the
POD takes the lead to manage the cycle in the new fiscal year, and learns what more should be done to
institutionalize the mechanism.

* The following impacts of the Project on other activities of the MoF have been recognized, while no
negative impact was observed:

v/ Some members of the textbook taskforce team participated in the preparation of a treasury manual,
initiated by the MoF for central MoF staff, and contributed their experience and knowledge gained in
the project.

v/ Cooperation between the POD and administrative divisions of other departments regarding training
has been promoted through preparation and introduction of training cycle management.

v It has generated synergies with PEMSP by contributing to the components on Capacity Building and

Local Government Financial Management.

(5) Sustainability
The sustainability of the Project is not totally secure as some aspects could face constraints.

The Project has made good attempts to ensure sustainability of project activities and their effects. In view




of future institutionalization of the training cycle management system, it had sufficient consultation with
the relevant departments of the MoF, PFMSP Unit and development partners in the preparation process
of the Training Cycle Management and Implementation Manual; and also began to involve administrative
divisions of other departments in the operation of the system. Despite such efforts made by the Project, the
following issues need to be kept in mind:

<Institutional aspect>

Since institutionalization will take time, continuous efforts to closely monitor the operation of the system
will be required, especially in the early stages of institutionalization.

<Technical aspect>

The planning step of the cycle is almost new to every department of the MoF and their capacity to design
training and make annual plans is not known. The planning stage, therefore, needs special attention in
managing the cycle.

<Financial aspect>

Uncertainty about the availability of funds to conduct training based on an annual training plan is difficult
to eliminate. Though the Multi-Donor Trust Fund (MDTF) is expected to be available to some extent for
another year and a half, the cost-effectiveness of training may have to be taken into serious consideration in

the future.

3 Factors that promoted realization of effects

(1) Factors concerning the Planning

The Project changed its scope to focus mainly on district treasury offices rather than provincial treasury
offices for HRD shortly after its start, due to some overlap with other development partner’s assistance. As
a result of this, the Project avoided duplication and made the two assistance activities complementary. It
also contributed to the enhancement of capacity of district treasury offices, which had been given almost no

training opportunities.

(2) Factors concerning the Implementation Process

The assignment of appropriate personnel to the Project either as C/P or as members of taskforce teams,
and teamwork among those taskforce members, facilitated the achievement of some Outputs. In addition,
the financial inputs from the Lao side through the MDTF helped the Project cover training activities in all
districts and, thereby, increased the probability of the achievement of the Overall Goal.

4 Factors that impeded realization of effects

(1) Factors concerning Planning

The commencement of Project activities was set back due to the three-month delay in the conclusion of
the R/D, as a result of insufficient understanding of the Project scope within the Ministry. This delay led to
some negative effects, such as an insufficient amount of time to fully survey the training needs of the MoF
and Provinces. However, with appropriate assignment of Lao C/P, the project was implemented smoothly in

the end.




(2) Factors concerning Implementation Process

The efficient implementation of the Project has been somewhat hampered by miscommunication between
the POD and JICA experts as a consequence of frequent changes of short-term experts and by the absence of
an overall work plan to share among all concerned at the beginning of the Project. Insufficient discussions
about the modality of JICA s technical cooperation also caused confusion on the MoF side about project

management, which prevented the POD from taking the initiative to the full extent.

5 Conclusion

The Project is consistent with the policy of the GOL, their needs, and the policy of the Japanese
Government; and is therefore highly relevant. Although the effectiveness of the Project has been somewhat
challenged by the shift in the MoF’ s plan, the Project is likely to produce much of the planned outcomes
by the end of the Project term. This is attributable to a largely efficient project implementation process,
supported by an appropriate assignment of Lao C/P and proper implementation setup with inter-departmental

taskforces.

The impacts of the Project have been already observed as ripple effects and the Project has been on the right
track towards the achievement of the Overall Goal. The sustainability of the Project depends on whether the
training cycle management introduced under the Project will be institutionalized. The POD’s initiative is

critical for institutionalization, particularly in the new fiscal year.

It is envisioned that the project purpose will mostly be achieved by the project completion; therefore, the

project will be completed by the end of November 2012 as planned.

6 Recommendations

(1) Issues to be undertaken during the Project

» The M/P for HRD should be drafted by the POD as soon as possible and submitted to Finance Minister for
approval, with assistance by Japanese experts. The M/P should be made with reference to the draft HRD
Strategy and Plan.

» “Training Cycle Management and Implementation Manual” should be finalized by the Project and
enacted with the Minister’s agreement. Also, its concept and procedure should be disseminated to all

Administration and General Divisions and other Development partners through workshops.

(2) Issues to be considered for sustaining self-help efforts after the completion of the Project

* Although the Training Cycle Management was consolidated and introduced to the MoF under the project,
the POD should follow up with other departments at critical points of the training cycle to ensure its
sustainability. To this end, it is highly recommended that the POD holds meetings for all Administration
and General Divisions at each critical point, such as planning and budget requesting. JICA will also
follow up together with the POD as necessary.

 Training should be conducted on a regular basis taking into account the needs of District level staff and

reflecting amendments of regulations within the MoF.




7 Lessons Learned

(1) Project management based on Task Force Teams

Two Task Force Teams, namely “Textbook” and “Training Implementation Management” , were set up to
coordinate several departments involved in the project. These Task Force Teams were effectively mobilized

with clear job demarcations which lead to their active involvement in the Project.

(2)Utilization of MDTF for nationwide training

The Project succeeded in nationwide training by utilizing the MDTF to cover training in 7 provinces and
Vientiane capital. This is appreciated in that the Project succeeded in cost sharing with the MoF for the
training and paved the way for securing sustainability of the budget. Also, this contributed to disseminating

the project activities to other development partners.

(3) Thorough discussions between the MoF and JICA regarding details of the Project

The modality of Japan’s technical cooperation, with which the MoF was not familiar, caused confusion
regarding management of the Project; making it difficult for the MoF to take the initiative on the Project.
Thorough discussions about details such as schedule, TOR of experts and the modality of the Project are

required to ensure smooth implementation and the MoF s ownership in the implementation of a Project.

(4) Measures to facilitate smooth communication
The POD noted that frequent changes of short-term experts undermined efficient implementation of the
Project. In such cases, measures should be taken to facilitate smooth communication between C/P and JICA

Experts. For example, hiring of a long-term local consultant with relevant expertise can be considered

(5) Mutual Understanding of an Overarching Work Plan among C/P members, JICA and JICA
Experts

There was no overarching Project work plan that those concerned could share. Mutual understanding of an

overarching work plan will facilitate more effective and efficient implementation of the Project, especially in

terms of enabling those concerned to discuss optimal schedules well in advance for more active involvement

of C/P in the Project.
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