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BASIC DATA

	A.
Loan Identification


1.
Country


2.
Loan Number


3.
Project Title


4.
Borrower


5.
Executing Agency


6.
Amount of Loan


7.
Project Completion Report 

Number
	Socialist Republic of Viet Nam

1855-SF

Second Red River Basin Sector Project

Socialist Republic of Viet Nam

Ministry of Agriculture and Rural Development

SDR 54.338 million
xx month xx  2011

	
	

	B.
Loan Data


1.
Appraisal



– Date Started



– Date Completed


2.
Loan Negotiations



– Date Started



– Date Completed


3.
Date of Board Approval


4.
Date of Loan Agreement


5.
Date of Loan Effectiveness



– In Loan Agreement



– Actual



– Number of Extensions


6.
Closing Date



– In Loan Agreement



– Actual



– Number of Extensions


7.
Terms of Loan



– Interest Rate



– Maturity (number of years)



– Grace Period (number of years)


8.
Terms of Relending (if any)



– Interest Rate



– Maturity (number of years)



– Grace Period (number of years)



– Second-Step Borrower


	5 March 2001

16 March 2001

12 September 2001

14 September 2001

13 November 2001

14 January 2002

14 May 2002

17 May 2002

0

30 June 2008

14 February 2011
1

1% during the grace period and 1.5% during amortization

32

8

NA



	
9.
Disbursements



a.
Dates

	
	Initial Disbursement

09 December 2002


	Final Disbursement

27 January 2011

	Time Interval

97.6 months



	
	Effective Date

17 May 2002


	Original Closing Date

30 June 2008


	Time Interval

72.5 months



	b. Amount (SDR million)


	Category No.
(1)
	Category
or
Subloan
(2)
	Original Alloca-tion

(3)
	Partial Cancella-tions

(4=3-5)
	Last Revised Allocation

(5)
	Amount Disbursed
(6)
	Undisbursed Balance
(7=5-6)

	01
	Civil works
	26.29
	(9.85)
	36.14
	36.14
	0.00



	02
	Pumping station equipment
	7.93
	4.33
	3.60
	3.60
	0.00

	03
	Rural Development Support
	12.70
	5.74
	6.96
	6.96
	0.00

	04
	Consulting services

	2.33
	(2.14)
	4.47
	4.47
	0.00

	05
	Equipment and Vehicles
	0.54
	(0.22)
	0.76
	0.76
	0.00

	06
	Training and Awareness
	0.43
	0.11
	0.32
	0.32
	0.00

	07
	Community Mobilization
	0.35
	0.33
	0.03
	0.03
	0.00

	08
	Incremental Project Implementation Support
	2.44
	1.92
	0.52
	0.52
	0.00

	09
	Interest During Construction
	1.13
	0.28
	0.85
	0.85
	0.00

	
	Unallocated
	0.19
	0.19
	0.00
	0.00
	0.00

	

	Total (loan currency)
	54.33
	0.69
	53.64
	53.64
	0.00

	
	Total US$ Equivalent
	83.04
	1.06
	81.98
	81.98
	0.00

	10.
Local Costs (Financed)

	

-
Amount: $76.34 million
	

	

-
Percent of Local Costs: 93.12
	

	

-
Percent of Total Cost: 45.37 
	


	C.
Project Data

	

	
1.
Project Cost ($ million})

	
	
	

	Cost
	Appraisal Estimate

	Actual


	
	
	

	Foreign Exchange Cost
	26.54
	12.38

	Local Currency Cost
	129.68
	155.87

	
Total
	156.22
	168.26


	
2.
Financing Plan ($ million})

	Cost
	Appraisal Estimate
	Actual

	Implementation Costs including contingencies
	
	

	
Borrower Financed
	45.66
	31.46/a

	
ADB Financed
	68.56
	80.68

	
Agence Francaise de Developpement

 
Government of the Netherlands

	30.01

10.55
	45.30

9.52

	

Total
	154.77
	166.96

	IDC Costs
	
	

	
Borrower Financed
	0.00
	0.00

	
ADB Financed
	1.44
	1.30

	
Other External Financing
	0.00
	0.00

	

Total
	1.44
	1.30


ADB = Asian Development Bank, IDC = interest during construction.

Note a/ The actual financed cost of the Government was significantly less that the appraisal estimate because there were no in-kind contributions from the beneficiaries.

	
3.
Cost Breakdown by Project Component ($ million)

	Component
	Appraisal Estimate
	Actual

	A.
Base cost including contingencies
	
	

	

Part A: Water Resources Management
	11.08
	11.05

	

Part B: Water Service Investment Projects
	143.70
	155.91

	1. Subprojects
2. Project Implementation Support
3. Research studies
	127.69
14.51

1.50
	149.52

5.88

0.51

	
	
	

	

Subtotal Base Cost before IDC
	154.78
	166.96

	
	
	

	B.
Service Charge During Construction (IDC)
	1.44
	1.30

	
Total
	156.22
	168.26


	
4.
Project Schedule


	Item
	Appraisal Estimate
	Actual

	Date of Contract with Consultants
	NA
	First contract: 

29 September 2003

 

	
	
	Last contract: 

21 February 2010

	Completion of Engineering Designs
	NA
	17 August 2009

	Civil Works Contract
	NA
	

	      First contract: 
	
	

	
Date of Award
	NA
	29 June 2004

	
Completion of Work
	NA
	14 June 2005

	
	
	

	      Last contract: 
	
	

	
Date of Award
	NA
	26 March 2010

	
Completion of Work
	NA
	26 March 2011

	Equipment and Supplies
	NA
	

	Dates
	NA
	

	
First Procurement
	NA
	Date of Award: 

24 March 2004

Date of Completion: 

09 Feb 2005

 

	
Last Procurement
	NA
	Date of Award: 

12 August 2009

Date of Completion: 

22 May 2010

	
Completion of  the first equipment Installation
	NA
	15 June 2007

	       Start of Operations of the first equipment
	NA
	20 June 2007

	
Completion of Tests and Commissioning of the first    equipment
	NA
	30 September 2007

	
Beginning of Start-Up of the first equipment
	NA
	01 October 2007

	Implementation of Subprojects
	Third Quarter 2002
	15 June 2005


	
5.
Project Performance Report Ratings

	Implementation Period
	Ratings

	
	Development Objectives
	Implementation Progress

	From 30 Nov 2001 to 28 Feb 2010
	S
	S

	From 28 Feb 2010 to 31 March 2010
	PS
	S

	From 31 March 2010 to 31 Aug 2010
	S
	S

	From 31 Aug 2010 to 31 Dec 2010
	PS
	S


	D.
Data on Asian Development Bank Missions

	
Name of Mission
	
Date
	No. of Persons
	No. of
Person-Days
	Specialization of Membersb

	SLA
	27 – 28 May 2002
	2
	4
	e

	Inception
	16 – 23 Nov 2002
	3
	6 
	e, i, e

	SLA
	13/1-22/1-2003
	1
	10
	g

	SLA
	12/5/2003-22/5/03
	2
	11 
	g, g

	Review
	05/04/2004-14/4/2004
	3
	13 
	g, g, e

	Sla
	05-07/07/2004
	2
	4 
	e, g

	SLA
	06 - 11/12/2004
	3
	10 
	g, g, i

	Mid-term Review
	13-19/06/2005
	3
	13 
	g, g, e

	|SLA
	27/10-2/11/2005
	1
	7
	g

	SPA
	21/01-26/01-2006
	1
	6
	g

	Review
	08/05-20/05-2006
	3
	24 
	e, g, g

	SPA
	20/09-02/10/2006
	2
	13 
	g, g

	SPA
	23/01-26/01/2007
	1
	4 
	g

	REVIEW
	20 – 29/08/2007
	3
	19 
	i, g, g

	SPA
	25/08 - 01/09/2010
	2
	16 
	g, g

	SPA
	05/01-10/01/2009
	1
	6 
	g

	Review
	13 – 24//07/2009
	1
	12 
	g

	SPA
	01 – 08/03/2010
	1
	8 
	g

	Review mission
	04 – 14/08/2010
	2
	16 
	e, g

	Project completion reviewc
	13/01 – 18/03/2011
	5
	86
	b, d, e, g, h

	
	
	
	
	


b
a = engineer, b = financial analyst, c = counsel, d = economist, e = procurement consultant or specialist, f = control officer, g = programs officer, h= project analyst, i = Administrative Staff

I. PROJECT DESCRIPTION
 AUTONUM 
The Second Red River Basin Sector Project (SRRBSP)
 was a follow-on to the Red River Delta Water Resources Sector Project (RRDWRSP), a water resources infrastructure rehabilitation project which was successfully completed in 2002.
 

 AUTONUM 
There were significant differences in the project design of the two projects. While the first project focused primarily on the upgrading of water resources infrastructure in the Red River Delta through discrete subproject investments, the second was designed at appraisal to be implemented within a basin-wide approach that incorporated both resource management and service delivery interventions. This was to represent a major shift in approach. Central to this was support for the Red River Basin Organization (RRBO), a water resources planning body established in 2001 and expected to become fully functional with authority over water resources management by 2002.
 It was expected that once the RRBO was operational it would manage a comprehensive and participatory river basin planning process under the guidance of the National Water Resources Council (NWRC). The NWRC and the RRBO were considered an appropriate planning framework within which to implement the project. This “basin-wide” approach also entailed the provision of investments outside of the Red River Delta itself where the first project had been located and within the upper watershed catchment area. 

 AUTONUM 
As stated in the RRP, the project’s objectives were to improve agricultural performance (and thereby incomes) of poorer communities through sustainable improvements in irrigation, better drainage, watershed protection, and flood protection, within a framework of integrated water resource management in the Red River Basin. The project was also expected to promote stakeholder participation in water management at local and basin levels, with emphasis on women’s participation.

 AUTONUM 
The rationale for the project was based on the assumption that to lift and keep poor households out of poverty, it was considered necessary to increase and maintain agricultural productivity. Labor absorption in other sectors was not considered likely to be sufficient to keep pace with the reduction in the agricultural labor force that would be necessary to reduce the pressure on land. For many people, rice self-sufficiency was still considered the immediate way out of hunger and poverty. In the poor and disadvantaged areas of the Red River Basin, insufficient or untimely irrigation and drainage services, and recurrent floods exposed farmers to lower yields, risk of crop loss, and hence poverty. Reducing poverty and vulnerability was thus directly connected with improving the amount and predictability of water access. Rehabilitating water resources infrastructure to give better access to tail-end farmers and others who lack access to regular and predictable water service would thus have a significant poverty reduction impact.

 AUTONUM 
As appraised, the project was divided into two parts. The main part, Part B - Water Service Investment Subprojects, accounted for $143.7 million (92.0%) of the total estimated investment cost of $156.2 million. It entailed physical investment in water resources infrastructure rehabilitation and upgrading (similar to the investments undertaken under the RRBWRSP) in both the delta and the surrounding uplands as well as reforestation within the watershed catchment. Specific components included (i) subprojects to improve irrigation systems and watershed protection in the uplands, (ii) subprojects to improve delta irrigation and drainage systems, (iii) subprojects to strengthen flood protection systems in the delta, (iv) project implementation support, and (v) research studies. In addition, each subproject under components (i) and (ii) was to comprise two complementary subcomponents: (a) improving water resources infrastructure through civil works and provision of equipment, and (b) providing agricultural support services and small-scale water-related infrastructure at community level through decentralized and participatory rural development support (RDS) activities. RDS activities under flood protection subprojects were optional. Outputs expected from Part B included (i) the improvement of upland irrigation systems and watershed protection; (ii) improved delta drainage and irrigation systems; (iii) strengthened flood protection systems; (iv) the establishment of operational subproject planning, design, and implementation capacity at all levels; and (v) an enhanced capacity of implementing agencies and local authorities to target poverty reduction. 

 AUTONUM 
The other part of the project, as appraised, was Part A – Water Resources Management. This part accounted for $11.1 million (7.1%) of total investment and was to consist of (i) capacity building for RRBO, (ii) public awareness and education programs for water resource management, (iii) a pilot water licensing and wastewater discharge permit system, (iv) a water quality monitoring network, and (v) project management support. Outputs expected from Part A included (i) enhanced institutional capacity for basin-wide management in the Red River Basin, (ii) public awareness campaigns on water resource management, (iii) establishment of a water quality monitoring network, (iv) pilot implementation of water rights licenses and wastewater discharge permits, and (v) project management support. Ultimately, Part A and the research studies under Part B, were funded as an advisory technical assistance (ADTA) on a grant basis by the Government of the Netherlands through TA 3892. An assessment of Part A has been prepared through a TCR and is given in Appendix 1. 

 AUTONUM 
Since Part A is covered by a separate TCR this project completion report (PCR) focuses primarily on the implementation and evaluation of components (i) to (iv) of Part B which comprised the major portion of the investment, taking into account that the findings on Part A where relevant. The original project framework for Part B and achievements under the project are shown in Appendix 2.

 AUTONUM 
The executing agency (EA) for the project was the Ministry of Agriculture and Rural Development (MARD). Part A was to be implemented by MARD’s Department of Water Resources and Hydraulic Works Management (DWRHWM), while Part B was to be implemented by a central project office (CPO) established within MARD. The project was to be completed over a period of seven years.

II. EVALUATION OF DESIGN AND IMPLEMENTATION
A. Relevance of Design and Formulation

 AUTONUM 
The project’s goal and objectives were fully consistent with the Government’s and ADB’s priorities at the time of approval and are still fully consistent now. At the time of approval the Government placed a high priority on the rehabilitation of degraded infrastructure, particularly water resources infrastructure as a means to encourage growth and reduce poverty. It continues to maintain these priorities. The planning documents providing guidance at the time of appraisal were the Strategy for Socio-Economic Development (2001-2010)
 and the Five-Year Socio-Economic Development Plan (SEDP) (2001-2005).
 These documents stressed (i) agricultural and rural industrialization and modernization, (ii) rational agricultural production, (iii) science and technology development, (iv) water conservation and resource management, and (v) industry and services development. The project goal and objectives were directly relevant to the first, second and fourth of these priorities.

 AUTONUM 
ADB’s priorities at the time consisted of a focus on poverty reduction as expressed in the Poverty Reduction Strategy of 1999
 and the overall project objectives were fully in line with this focus. The Red River Delta area had high levels of poverty from the point of view of absolute numbers of poor families, many of whom were forced (and are still forced) to subsist on landholdings of 0.22 ha or less. In the upland watershed areas of the Red River Basin, poverty levels were also high and continue to be high. This region is characterized by a large proportion of ethnic minorities and while population levels are lower, the overall percentage of families living below the poverty line was, and still is, higher.
 The 1995 Country Operational Strategy,
 which was current at the time of project preparation, included five areas of special emphasis: (i) policy reform and institutional development, (ii) infrastructure development, (iii) rural development, (iv) human development, and (v) resource management. The project objectives were consistent with all of these priorities.

 AUTONUM 
Current ADB policy is embodied in Strategy 2020
 which focuses on infrastructure provision as a core operational area and specifically on irrigation infrastructure as a means to support the development of the agriculture sector as well as to stimulate economic growth and reduce poverty. Strategy 2020 also promotes sound environmental management, which includes the sound management of water resources. As such, the project objectives are still relevant.

 AUTONUM 
Despite the project’s relevant goals and priorities, the project design suffered from an overly strong focus on a river basin-wide approach to project scope and implementation arrangements. The adoption of a river basin-wide approach did not take into account the size and nature of the Red River Basin versus the scale of intervention which would have been possible with limited project funding, a limited implementation capacity on the part of the Government and limited commitment to the establishment of an apex water resources planning authority. 

  AUTONUM 
Part A of the project, Water Resources Management (funded by TA 3892), while well-intentioned, was far too ambitious and had little government ownership. It suffered from two main shortcomings, conceptual design flaws and a lack of understanding of institutional realities. The Red River Basin in Viet Nam covers 25 provinces
 and is one of the most complex river systems in the world, with 7 rivers flowing into it and a dense network of rivers flowing out into the sea. Furthermore, much of the river delta into which these seven rivers flow consists of a number of empoldered areas, each with its own unique hydrological systems, with irrigation and drainage systems developed over centuries. Most of the rivers flowing into the basin originate outside the country. The Red River itself originates thousands of kilometers away in Yunnan and half of the catchment is outside the country. The complexity of the hydrological system is further compounded by the fact that two very large hydroelectricity reservoirs within the basin store and release water more in concert with the demands for electricity generation than with the needs for agriculture, domestic, industrial or other uses. From an institutional point of view, it was seriously unrealistic to consider that with the assistance of a modest amount of technical assistance over the space of a few years, 25 provinces and several ministries would forego their administrative authority over water resources and agree to overall planning and supervision by a river basin organization with few staff and no institutionally authorized mandate or funding mechanism. It was also unrealistic to think that such an organization could function effectively in such a complex physical and institutional environment when fully integrated water resources management (IWRM), while a laudable long term goal, has not been fully adopted anywhere in the world, even in far less complex physical and institutional environments.

 AUTONUM 
In the case of Part B, it was unrealistic to think that meaningful interventions could be undertaken in both the lowland areas and the upland areas within the same project. Attempting to design the project on a basin-wide basis within such a large and complex hydrological system resulted in a complex multi-component project design over a geographically dispersed project area covering 25 provinces, with subproject sites hundreds of kilometers apart. Adding to the project’s complexity, it covered investments in both delta and upland water resources infrastructure improvement, as well as reforestation, all of which required different approaches. Furthermore, as subsequent events demonstrated, it was difficult to find water resources schemes in the upland areas which met the rigorous selection criteria prescribed at appraisal and, because of the rugged nature of mountains in the watershed, difficult to find areas where reforestation could be undertaken. 

 AUTONUM 
By (i) designing the project on the basis of basin-wide activities within the management framework of a functioning RRBO, which was never given the planning and management authority expected at appraisal; (ii) making the initiation and implementation of Part B subprojects dependent on progress under Part A; and (iii) insisting that 30% of subproject investment should go to upland areas, the project design placed serious constraints on the pace of project implementation and the accrual of benefits. The result was an excessive expenditure of time and human resources at the outset of the project trying to meet difficult start up and selection criteria, along with consequent delays of up to four years in benefit accrual. Fortunately, these issues were eventually resolved during the implementation of TA 3892 and at the mid-term review when these restrictions and limitations were removed from Part B.

 AUTONUM 
On the other hand, the inclusion of RDS subcomponents within subprojects was found to be favorable. By all accounts this helped improve the poverty reduction, gender and grass-roots water management impacts of the project. Unfortunately, the requirement that RDS plans should be in place prior to civil works contracts being signed was an additional factor in causing start up delays. This requirement was also removed subsequent to the mid-term review.

 AUTONUM 
In general, one of the flaws in the project design (in addition to an unrealistic focus on a basin-wide approach) was to make activities within one aspect of the project (especially civil works under Part B) dependent on the completion of other parts of the project (either Part A or the RDS subcomponents of Part B).

 AUTONUM 
To some extent, the responsibility of some of the shortcomings in project design could be placed with the recommendations of the PPTA. Certainly, in terms of individual core subprojects, the PPTA consultants were not thorough in their preparations. In an area in which several thousand hectares (ha) of reforestation was to be undertaken, an on-the-ground inspection during implementation showed potential for only 50 ha.

B. Project Outputs

 AUTONUM 
Expected project outputs at appraisal included (i) 20 subprojects aimed at the improvement of upland irrigation systems on 12,000 ha, and watershed protection on 8,000 ha; (ii) 10 subprojects aimed at improved delta irrigation and drainage on 80,000 ha; (iii) 10 flood protection schemes covering 1.5 million ha; (iv) the establishment of subproject planning, design, and implementation capacity; and (v) an enhanced capacity of implementing agencies and local authorities to target poverty reduction. 

 AUTONUM 
As indicated in Appendix 2, while some of these output targets were not met due to initial shortcomings in project design, some were significantly surpassed after the project was reformulated at the mid-term review. As a result of lifting the requirement that 30% of subproject investment should be in upland areas and dropping the reforestation subprojects, it was possible to provide improved irrigation, drainage and flood protection to a total of 31 subprojects. The 21 completed irrigation and drainage subprojects (of which 3 were in the upland areas) serve a total area of about 152,000 ha of irrigation and 141,000 ha of drainage, which is far more than the 92,000 ha envisaged at appraisal.
 In terms of flood protection, all ten planned subprojects were successfully completed and 1.0 million ha are provided with increased protection.
 RDS components were successfully implemented in all irrigation and drainage subprojects and in seven out of ten flood protection subprojects. This included the provision of small scale field level irrigation and drainage infrastructure implemented and managed by the beneficiaries themselves and the provision of participatory irrigation management (PIM) training at the commune level which included many women beneficiaries. The output targets for subproject planning, design and implementation capacity as well as an enhanced capacity to target poverty were also generally achieved, although physical targets were somewhat below what was expected.

 AUTONUM 
All in all, if the outputs are viewed from the perspective of the project objectives (improved agricultural performance of poorer communities through sustainable improvements in irrigation, better drainage, watershed protection and flood protection) then by the end of the project period expected outputs had not only been met but had been significantly surpassed, with output targets for irrigation and drainage being exceeded by 200,000 ha and reaching over 300% of the originally targeted area. One of the reasons for this was the greater potential for development within the delta areas as opposed to the upland areas. Delta irrigation and drainage schemes cover tens of thousands of ha as opposed to upland irrigation schemes which normally cover only hundreds of ha and rarely exceed 1,000 ha in size. Delta schemes also have lower per hectare development costs.

 AUTONUM 
These outputs, however, were achieved at a considerably later date than originally planned. Constraints on the implementation of individual subprojects imposed by the original project design delayed subproject implementation such that the design and construction of most subprojects did not commence until 2007 or 2008, up to five years later than what could have been achieved. Despite this, almost all civil works had been completed by 30 October 2010 (two and a half years behind schedule compared with the target date of 31 December 2007) and all subprojects have now been handed over to irrigation and drainage management companies (IDMCs) for operation. 

 AUTONUM 
The benefits from the completed subprojects are expected to be substantially greater than assessed at appraisal. Not only has three times the expected area been provided with improved irrigation and drainage facilities, but the subprojects have many additional benefits. These include improved (i) drainage and flood prevention in urban residential areas (in addition to rural areas), (ii) water supply to residential and industrial areas, (iii) environmental conditions due to the flushing of previously polluted rivers after dredging, and (iv) transport through newly created locks and canals and reduced saline intrusion in both irrigation and drinking water.

C. Project Costs 
 AUTONUM 
Project costs at completion were not much different from those expected at appraisal. This is not surprising since the project was designed as a sector loan in which the investment is tailored to the funds available rather than the funding requirement being determined by the scope of investment. In addition, the project benefited from a devaluation of US dollars against both Special Drawing Rights (SDRs) and Euros as well as, in terms of local costs, the devaluation of the Viet Nam Dong against both the dollar and the Euro. This contributed to a broader scope of investment than originally envisaged during project preparation.

 AUTONUM 
The total project cost at appraisal was estimated at $156.22 million. Of this, $10.55 million was to be funded as an ADTA through a grant from the Government of the Netherlands. The balance was to be funded by ADB and Agence Francaise de Developpement (AFD) with loans of $70.00 million
 and $30.01 million equivalent respectively, along with a contribution from the Government and beneficiaries equivalent to $45.66 million. At project completion the total funding provided by ADB was $81.98 million; that provided by AFD was $45.30 million; and that provided by the Government was $31.46 million equivalent. In addition, the Government of the Netherlands contributed $9.52 million to TA 3892. Thus, with all funding sources envisaged at appraisal taken into account, the final financed project cost amounts to $168.26 million.

 AUTONUM 
Investment costs for many individual subprojects were affected by a sharp rise in domestic inflation, especially in the years 2007 and 2008, just at the time implementation activities began to take off.
 Average subproject costs rose, in local currency terms, by about 15% with a range from an under-run of 37% to an overrun of 41%. Cost increases were adjusted from available project funds. While such cost increases may have affected rates of return in a static economic situation, in the end they did not impact expected economic internal rates of return (EIRRs) due to the devaluation of the Dong and the fact that the international price of rice (the main basis for determining quantified benefits of the project) increased substantially over the price used at the time of appraisal.

 AUTONUM 
A further question with regard to project cost is why it was possible for the scope of irrigation and drainage improvement to exceed that expected at appraisal by such a large extent but for a similar cost. One reason for this was the change in focus from upland areas to delta areas. As noted, the unit cost of development of delta irrigation and drainage areas is much lower than in upland areas. Thus it was possible to develop a greater area for the same cost. In addition, the PPTA overestimated per hectare unit development costs. 

D. Disbursements
 AUTONUM 
As a result of implementation delays caused by shortcomings in the project design (see Section E- Project Schedule below), disbursements were significantly delayed. By the time of mid-term review in June 2005, overall implementation progress was only 14% compared to the elapsed loan period of 50%, reflecting more than a two-year delay. For the ADB loan, cumulative contract awards were $6.7 million (8.6% of the net loan amount) and cumulative disbursements at $7.3 million (8.7% of the net loan amount).
 While physical completion and disbursement often lag behind the elapsed loan period, this situation did not augur well for the successful completion of the project. It is to the credit of staff of the CPO and VRM that this situation had completely changed by the time of the PCR mission in January 2011 when over 99% of the loan amount had been disbursed. The bulk of disbursements occurred in the last three years of project implementation, 2008, 2009 and 2010, which was primarily due to measures taken as a result of mid-term review recommendations to remove constraints to subproject approval and streamline implementation arrangements. It was also due to the efforts of the CPO and its consultants and contractors to design and construct subproject works (along with their associated RDS components) in an accelerated manner. In essence, the bulk of project implementation took place in the space of four years, from 2006 to 2010, thirty percent less than the time required that was estimated at appraisal. The impact of establishing an imprest account at the national level and sub-imprest accounts at the provincial levels on carrying out the project was essentially positive. Funds were available for project activities as and when needed by the provincial governments, which were responsible for physical project implementation. 

E. Project Schedule
 AUTONUM 
As noted above, the project was subject to significant implementation delays. While at appraisal physical completion was expected by 31 December 2007, actual physical completion was not achieved until 30 October 2010 – two and a half years later.
 Delays in implementation were, to a large extent the result of shortcomings in project design (as well as to “standard” expected delays in project start up such as delays in consultant recruitment
). There were four basic causes of delays. First was the requirement imposed by Part A(v) consultants funded under TA 3892 who were tasked with reviewing subprojects for approval, that all subprojects should be part of an approved water sector action plan (WSAP). This was, presumably, in response to the selection criterion in the RRP that “the subproject should be consistent with the river basin plan or sub-basin plan, and included in the provincial or district investment plan” and ignored the fact that all proposed subprojects had already been part of an action plan formulated by the Government in the late 1980s. Furthermore, as a result of the criteria used to prioritize projects, the WSAP ranking was not accepted by the Government and, ultimately the WSAP was not used as a basis for subproject selection even though the requirement for inclusion delayed subproject approvals by about two years. 

 AUTONUM 
Second was the fact that the selection criteria proved too rigorous for the Government to meet. Feasibility studies for most of the subprojects had been undertaken by the provincial governments with funding from the RRDWRSP; but these were not up to the standards required by Part A(v) consultants and ADB. Since the provincial governments did not have the resources or expertise to improve these feasibility studies, implementation on many subprojects reached an impasse. This situation was ultimately resolved when the selection criteria were simplified and additional national consulting services were provided to assist the provincial governments to meet the revised criteria.

 AUTONUM 
Third was the requirement in the loan agreement that “no civil works contract for any non-core subproject shall be signed until the subproject RDS plan has been prepared.” Since an expected grant from the Japan Fund for Poverty Reduction (JFPR) to field test RDS activities and prepare guidelines was both reduced in scope and delayed by two years, this meant that no construction work could start except on the four core subprojects prepared under the PPTA. This requirement was finally removed in February 2007 on the recommendation of the mid -term review mission. It may be further noted that this was a totally unnecessary imposition since, field development and social development normally only begin after the main physical works have been completed.

 AUTONUM 
The fourth main cause of implementation delays was the requirement that 30% of subproject funding should be dedicated to subprojects in upland areas. Since it was impossible to find irrigation and drainage subprojects in the upland areas which met the selection criteria and since there was no scope for reforestation in the areas originally designated, 30% of potential subproject the funding was essentially frozen. This situation was again resolved in February 2007 on the recommendations of the mid-term review.

 AUTONUM 
A further issue in terms of scheduling was the time taken to react to the recommendations of the mid-term review. As noted, recommendations made at that time aimed at resolving many of the issues facing the project. However, the mid-term review was completed in June 2005, but the memo requesting a major change of scope was not approved until February 2007. This delay was caused by slow internal processing of an official request for a change of scope within MARD, despite the fact that such a change had been originally requested on the initiative of the CPO.
 AUTONUM 
Once the four issues noted above had been resolved, project implementation was able to proceed at an accelerated pace and there was only a slight delay in physical completion over the revised schedule agreed on after the mid-term review.
F. Implementation Arrangements
 AUTONUM 
Fundamentally the implementation arrangements for Part B of the project were sound. These entailed MARD as EA, with its responsibilities delegated to the CPO and the provincial departments of agriculture and rural development (DARDs) as the implementing agencies for individual subprojects. However, the requirement in the terms of reference of the Project Management Support consultants under Part A (funded by TA 3892) that “the experts will help to ensure that water service investment subprojects in part B will be developed in accordance with Red River Basin frameworks and plans developed in part A” placed a serious impediment on efficient project implementation. The initiation of implementation for the whole of Part B of the project (93% of investment) was made dependent on the results of a TA being implemented by a different implementing agency and staffed by different consultants. Furthermore, the Part A- Project Management Support consultants were placed in a position in which they could exercise their own judgment (over that of the overall EA of the project – MARD) as to which subprojects were suitable for implementation and which were not. As noted above, this resulted in a two year delay since the WSAP was not produced until 2004 instead of 2002 and, in the end, was not used as the basis for subproject selection. Additional shortcomings in the implementation arrangements include the design shortcomings noted in Sections D and E above, including the use of overly rigorous selection criteria and the requirement for RDS plans prior to awarding construction contracts. In other words, one of the main shortcomings of the implementation arrangements was to make the implementation of individual parts of the project (and especially subproject implementation) dependent on the achievement or completion of actions, goals and targets of other parts of the project without due regard either to the necessity of such requirements or the likelihood of their being fulfilled. From that point of view, several of the implementation requirements negotiated at appraisal worked at cross purposes to the achievement of the project’s outputs and purpose. Fortunately, these shortcomings were resolved during the mid-term review.

G. Conditions and Covenants
 AUTONUM 
As there were no specific requirements for loan effectiveness (other than confirmation of the availability of funds from AFD and the Government of the Netherlands) the project was declared effective in May 2002, within four months of loan signing. A list of covenants and their compliance status is provided in Appendix 3. With one set of exceptions as noted below, most covenants were complied with, although some with some delays. Project specific covenants which were only partly complied with were generally related to the provision of staff and expertise (as well as project benefit monitoring). The lack of compliance or late compliance was often the result of a lack of funds, or expertise on the part of provincial government agencies although stronger efforts on the part of CPO could have helped avoid these situations, especially as regards project benefit monitoring. Overall, late compliance does not seem to have seriously affected the delivery of project outputs. 

 AUTONUM 
A series of covenants was aimed at the Water Resources Management activities to be undertaken under TA 3892. These included (i) regularly convening the National Water Resources Council (NWRC), (ii) the separation of water resources management activities from irrigation and drainage management activities, (iii) the approval of a Red River Basin Framework Plan, (iv) the establishment of the Red River Basin Committee (RRBC) of the RRBO as the Project Steering Committee, and (v) the revision of Decree 112/CP on cost recovery for water resources projects. The first four of these covenants have been complied with, albeit with some minor delays, although they became moot once the responsibility of the overall water resources management was handed over from MARD to MONRE in 2003.
 The fifth is also moot since new decrees have been issued allocating the responsibility of water resources infrastructure operation and maintenance funding to the Government. All in all, the inclusion of these covenants may have moved the country somewhat closer towards IWRM, but more on the basis of raising awareness than on achievement of institutional changes. 
H. Related Technical Assistance
 AUTONUM 
An ADTA for institution and capacity building was originally designed as Part A of the project scope and subsequently funded by the Government of the Netherlands on a grant basis. A TCR for this TA is in Appendix 1. Initial implementation of the TA suffered from an inappropriate initial design which presumed major institutional changes that never materialized (the establishment of a “fully functioning” RRBO) and was not fully supported by MARD. As a consequence, the TA experienced a drift in implementation for several years. After a series of reformulations and delays, a meaningful revised scope eventually evolved; and with the successful completion of its revised outputs, the TA is considered ultimately successful. Outputs included (i) a draft revision to the Law on Water Resources (LWR); (ii) training and sample documentation on irrigation and drainage system operation and management along with PIM and the production of irrigation maps (with direct relevance to Part B of the SRRBSP), and (iii) direct, on-the-ground training in water quality management and the testing of water licensing schemes along with improved public awareness of water quality issues and the preparation of a water atlas for the Day river Basin. When comparing these ultimate outputs to the targets and indicators within the original project framework it appears that most of the outputs and purposes of the TA have been met and that it has contributed to its intended goal (to establish integrated water resources management within the Red River Basin), although at a lower (and more realistic) level of achievement that originally envisaged.

 AUTONUM 
With JFPR financing, a project designed to pilot test and prepare guidelines for the RDS subcomponents was conducted. An implementation completion memorandum
 concluded that the grant was highly successful and that “The developed RDS guidelines - the main project outputs and results - are sustainable as they are being adopted under the other subprojects of SRRBDP”. However, late implementation of the grant had serious consequences on the pace of project implementation since the production of RDS guidelines was imposed as a condition for the commencement of contract awards under the subprojects of Part B.

I. Consultant Recruitment and Procurement
 AUTONUM 
Two teams of international consultants (for the ADB-funded portion and the AFD-funded portion) were recruited to facilitate project implementation. Recruitment was done in accordance with the ADB’s Guidelines on the Use of Consultants as well the AFD guidelines for consultant recruitment. The selection of the two teams of consultants required separate and different bidding processes and time periods, and the different management requirements of ADB and AFD caused some difficulties in processing. As a result of the differences, consultant recruitment was delayed, with the ADB-funded consultants for Part B being fielded in mid-2003, about one year late. In terms of procurement, the major items procured were irrigation and drainage pumps following ADB’s Guidelines on Procurement, some of which were procured locally and some of which were imported. There appear to have been no major issues with their procurement.
J. Performance of Consultants, Contractors, and Suppliers
 AUTONUM 
Once recruited, the performance of the international consultants was satisfactory. Part B consultants met commitments under the contract terms of reference and proactively coordinated with CPO to resolve anticipated and potential bottlenecks. The consultants produced useful reports, manuals, and guidelines to facilitate project implementation as well as a project completion report for the CPO. The consultants completed 6 individual subproject sample appraisal reports which served as models and complied with the stringent ADB selection criteria for investment approval. In addition, the consultants assisted in the preparation of appraisal reports to ensure all pre-financed subproject appraisal reports met ADB criteria for investment approval. However, much additional work was required to update and upgrade some 25 feasibility studies initially prepared following Government of Viet Nam’s guidelines. The Part B consultants and a subcontracted team of additional domestic consultants assisted CPO to successfully complete the appraisal report upgrade work to a standard acceptable to ADB.

 AUTONUM 
The performance of the feasibility and design consultants and companies was variable (and non-compliant in the initial stages) but was much improved during the implementation of the project. Most consultants, companies and institutes were able to comply with stringent guidelines, design standards of Government of Viet Nam and ADB’s environmental and social assessment requirements. Generally, the performance of the local civil works contractors was satisfactory in relation to local standards. As normally expected, quality of the works varied, with some contractors able to produce higher quality outputs and others not achieving the same acceptable standards. At several subproject sites post-project clean up had not been thoroughly undertaken. Left over machinery, vehicles and materials were still littering works areas. More seriously, it was reported that a number of local residents (intended beneficiaries) who were moved temporarily for the construction works returned to their lands to find them in deteriorated conditions. Fortunately this latter issue has been resolved. The performance of the local and international suppliers of equipment was generally satisfactory. There were no major problems with commissioning and handing-over, with requirements for equipment testing and monitoring being enforced as a part of supply contracts.

 AUTONUM 
There are also a few cases of poor or defective construction including the use of inappropriate materials.
 CPO staff have advised that these are still under warranty and indicated that the contractors would be required to remedy the works before they complete their 12 months warranty period. However, subproject managers (i.e. IDMC) should not wait until the last month of the warranty period to request remedies since delays may cause the defects to become more serious over time.
K. Performance of the Borrower and the Executing Agency
 AUTONUM 
The most obvious shortcoming of the borrower in relation to the originally agreed project design and commitments was the failure to establish a “fully functioning” RRBO. The RRBO was established but not with the mandate and authority that had been expected at the time of appraisal. The situation was further complicated when the RRBO remained within MARD while the authority for water resources management was handed over to MONRE.
 The major shortcoming was to have agreed to a project structure which the borrower must have known would never be put in place, and to then not to have taken structured steps to revise implementation arrangements once project implementation had begun and it was clear that such an institutional structure would not be workable.
 

 AUTONUM 
As the EA of the project, MARD’s performance was mixed. For Part B, MARD, through the CPO, performed its tasks adequately. While the capacity of some of the individual provincial implementing agencies was weak (and some were unable to adequately prepare subprojects which met the selection criteria) the capacity of these agencies improved over time, to a large extent as a direct result of their involvement in the project and, as noted above, Part B outputs generally exceeded expectations. This was not the case for Part A. DWRHWM from the outset showed little interest in, or took much ownership of its part of the project and did not appoint a full-time project director. Most of the original work on Part A was undertaken by consultants with little input from MARD. One component was finally implemented to completion but there seems to have been little follow up and, since a recent reorganization it is hard to find anyone in MARD who knows much about it. The Department of Water Resources Management (DWRM) of MONRE, which eventually became the agency responsible for two new components of Part A upon reformulation, did perform adequately and does seem to have benefited from capacity building activities included under TA 3892 through the participation of its staff in implementation and in associated training sessions.

 AUTONUM 
On the whole the performance of MARD with regard to Part B can be considered satisfactory, but unsatisfactory with regard to Part A.
 The performance by MONRE in implementing its two components of Part A is considered satisfactory.

L. Performance of the Asian Development Bank 
 AUTONUM 
The performance of the ADB can best be described as mixed, and improving over time. As mentioned previously, the original concept of the project was flawed as a result of an ideological focus on basin-wide IWRM at the expense of practical project design. Rather than designing a simple follow-on project based on the successful conclusion of the RRDWRSP (with improvement as required), the scope was expanded to include upland development, reforestation and basin-wide institutional development. Furthermore, the implementation of independent parts of the project scope was made contingent on each other. In addition, the project documentation (i.e. the RRP and loan agreement) did not clearly distinguish the ADTA-funded capacity building portion of the project design (Part A) from the scope of the loan-funded part of the project (Part B) resulting in conceptual problems during implementation and project review. The project framework in the RRP was also not well prepared using less than precise indicators and missing out on a range of potential project benefits.

 AUTONUM 
Once the project and TA were underway, steps should have been taken much earlier to remedy the obvious shortcomings of the design. Early review missions should have realized that the project was facing serious design and structural problems. Very early on, it should have been realized that a “fully functioning” RRBO was not likely to become a reality and the project and TA scope as well as implementation arrangements for the project as a whole should have been adjusted accordingly, in cooperation with the Government. Instead, much of the responsibility for project implementation supervision seems to have been handed over to the project management consultants under Part A resulting in further confusion and delays. Improvements only began after a change in staffing and a full reassessment of the project at the time of mid-term review. Fortunately, by the latter half of the extended project period, both Parts A and B had been suitably reformulated (and expanded) and with concerted efforts the project could be successfully completed. On this basis, the performance of ADB can be assessed as unsatisfactory in the initial years, highly satisfactory in later years and “satisfactory” overall.

III. Evaluation of Performance
A. Relevance
 AUTONUM 
As noted above, the project was considered relevant to the needs of the country and to the policies of ADB and the Government. In view of its focus on increased agriculture production, poverty reduction and improved water resources management it could even be considered to be highly relevant. However, the project design was less than relevant since it assumed an institutional environment which was not likely to be realized within the scope of the project implementation period. It also entailed an overly ambitious scope and a complex set of implementation procedures. Fortunately, at the time of the mid-term review, these issues were addressed and reformulations of both Part A and Part B restored its prospects for successful implementation. The ensuing outputs were relevant both to the attainment of IWRM and to poverty reduction. As a result, the project can be considered as “relevant”.

B. Effectiveness in Achieving Outcome
 AUTONUM 
The project’s main outcome is stated in the project framework “to improve agricultural performance of poorer communities through sustainable improvements in irrigation, better drainage, watershed protection and flood protection, within an integrated water resource management framework”. Based on the achievement of outputs to date, there is little doubt that the project will achieve its goals in terms of increased agricultural performance. Irrigation and drainage facilities improved under the project cover more than three times as much as the area conceived at appraisal (293,000 ha as opposed to 92,000 ha). In addition, ten flood protection projects covering 1.0 million ha have been completed as planned. Besides increases in agricultural production, the completed subprojects will have a wide range of additional benefits including improved drainage for residential and industrial areas, improved residential and industrial water supply, improved water transportation links, enhanced environmental conditions as a result of the flushing of previously polluted rivers after dredging, improved dam safety and reduced salinity intrusion into coastal irrigation and domestic water supply schemes. 

 AUTONUM 
These improvements have taken place within a framework which promoted IWRM. The governance improvement in irrigation systems (GIIS) activities under Part A directly improved operation and maintenance practices and, at the same time, instituted PIM practices.
 Activities aimed at ambient water quality management in the Day river basin provided training and tested practices in managing water resources stressed by pollution and excessive use. Finally, the revision of the LWR provided a much needed update which should form the basis of the next step of the Government’s institutional move towards IWRM. On this basis, the project is assessed as “highly effective”.
C. Efficiency in Achieving Outcome and Outputs
 AUTONUM 
Recalculated EIRRs for the subprojects of Part B indicate a range from 12% to 48%, with the bulk (19 out of 31) above 18% (based on actual construction costs, production levels estimated during appraisal, and updated commodity prices of agriculture inputs and outputs).
 Thus, there may be some basis for considering the project highly efficient based on economic criteria. However, in view of the delays and inefficiencies in implementation prior to the mid-term review, the project is assessed as “efficient”.

D. Preliminary Assessment of Sustainability

 AUTONUM 
Viet Nam has a long history of maintaining its water resources infrastructure (especially in the Red River Delta) in operable condition despite numerous adversities (ranging from annual floods to war). In addition, the project has contributed directly to the likelihood of sustainability through its activities aimed at the formulation of operation and maintenance plans, PIM and the preparation of irrigation maps. The issue of whether IDMCs (currently funded directly by the government) are receiving sufficient budgets is still uncertain, but at least they appear to be receiving enough to keep their infrastructure operational. In addition, the issue of the optimal mechanism for operation and management funding continues to be a topic of policy dialogue between the Government and international development partners. More importantly, at the local level, functioning water resources infrastructure is critically important to the well-being of the local population and pressure will continue to be placed on local governments to keep it functional. The project outputs and outcome are thus assessed as “sustainable”.

E. Impact

 AUTONUM 
The project will have a substantially positive social impact: (i) raising community participation in small scale subproject planning (i.e. under the RDS), (ii) raising rural incomes due to increased agricultural production, (iii) protecting the population from flood damages, (iv) providing potable drinking water to drought-prone residential areas, (v) improving local transport, (vi) improving environmental conditions as a result of higher volumes of flow in dredged rivers, and (vii) reducing water transport costs. Overall there appear to have been no negative environmental effects and the impact on women can be considered positive, especially in terms of reduced exposure to flooding and enhanced access to potable water, particularly during the dry season. Women have also been empowered through their increased representation in decision-making for water management.
IV. OVERALL ASSESSMENT AND RECOMMENDATIONS
A. Overall Assessment
 AUTONUM 
Despite its initial design it was never likely that the project could have been implemented under the guidance of an apex water resources planning body such as the RRBO as expected at appraisal and, under the circumstances, once this element is removed from an assessment of project success, it is clear that much has been achieved in terms of outputs and potential benefits. Once freed of constraints imposed by a restrictive project design, Part B of the project was implemented smoothly (although after a considerable delay) and was able to deliver outputs and benefits which, upon full gestation within the next three years, will most likely far exceed those expected at the time of appraisal. Part A of the project was also ultimately able to deliver outputs which have and most likely will have positive impacts on the ability of the country to effectively manage its water resources. Being relevant, highly effective, efficient and likely sustainable, the project is thus assessed as “successful”.

B. Lessons

 AUTONUM 
A review of the design and implementation history of the project provided the following lessons:

· Project success almost always depends on simplicity of design and it is usually counterproductive to include superfluous components no matter how much they may reflect current ideologies or theory-based aspirations;

· Whenever possible, project designs should aim towards coherent and contiguous project areas with similar physical and environmental characteristics;

· To the extent possible and unless absolutely necessary, its is best to avoid making the implementation of one component of a project contingent on achievements of another component;

· Pursuing long-term institutional reforms through investment projects aimed at infrastructure development needs careful design and the full ownership of the borrower concerned; and

· Shortcomings in project and TA design should be identified and acted upon early in the project implementation period to avoid undue expense and a delayed accrual of benefits.

 AUTONUM 
In this type of project the use of a comprehensive design has proven successful and should be the basis for the design of future water sector projects in the country. This entails looking at the whole hydrological system of a particular scheme and the inclusion of local community participation (i.e. through a component like the RDS). 

C. Recommendations
1. Project Related

 AUTONUM 
Future monitoring. The CPO, through provincial irrigation and drainage management companies should continue to monitor the status and operation of the infrastructure provided under Part B, especially during the warranty period, to ensure that any deficiencies in design or construction are expeditiously repaired. In addition, DARDs should monitor benefits as they accrue to ensure that the expected production increases are indeed materializing, and the O&M plan prepared and approved during technical design is implemented, including the provision of adequate budget for the purposes of each subproject. 

 AUTONUM 
Covenants. Since the project is fully completed there is no need or leverage for covenants to be maintained.

 AUTONUM 
Further action or follow-up. ADB should closely follow the progress of approval of the LWR to be in a position to provide assistance or support as needed.

 AUTONUM 
Additional assistance. The SRRBSP successfully built upon investments undertaken under the RRDWRSP and added value to them. ADB should favorably consider future investments in the water resources sector which build on the achievements under the SRRBSP.

 AUTONUM 
Timing of the project performance evaluation report. A PPER should be undertaken in about three years, allowing for a reasonable gestation period for full benefit generation. 

2. General
 AUTONUM 
Implementation Supervision Responsibilities of Consultants. The use of grant-funded consultants should not substitute for the hands-on involvement of designated ADB staff. Project management consultants under Part A of the project appear to have had a strong influence over decisions affecting the implementation of Part B, to the detriment of implementation progress.
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 – served as the coordinating ministry for water resources management under the LWR, and was also responsible for irrigation, drainage, and flood protection. MARD’s ostensible policy was to introduce integrated water resources management (IWRM) in the main river basins in Viet Nam, including the Red River Basin. Under the LWR, river basin organizations were to be established for planning for large rivers such as the Red River, together with a system of water abstraction rights and wastewater discharge permits, public information, and supporting measures to improve water resources management. The Red River Basin Organization (RRBO) was established in April 2001 and comprised an inter-ministerial council and a permanent office. It was expected that RRBO would be involved in planning investments for sustainable natural resources management, including land, water, and forest; and coordinating water service delivery for agriculture, industry, and domestic uses. The NWRC and RRBO were considered to constitute an appropriate institutional framework for implementing the SRRBSP. As Part A of the overall SRRBSP the TA-funded activities were expected to help to build the capacity of RRBO. It was assumed that once RRBO was operational, it would manage a comprehensive and participatory river basin planning process under the guidance of NWRC and that this planning process would encompass subproject investments under Part B of the SSRBSP. 

	Expected Impact, Outcome and Outputs: Based on the project framework in the RRP for the SRRBSP, the overall goal of the TA-funded water resources management activities was to establish IWRM in the Red River Basin. The purpose of the activities was to provide an IWRM framework for the investment activities and also to promote stakeholder participation in water resources management with an emphasis on women’s participation. The expected outputs included (i) an enhanced institutional capacity for basin-wide management in the Red River Basin with the assumption that the RRBO would be fully functional and financed by Government by June 2002, and a Red River Basin Framework Plan would be approved by December 2003; (ii) public awareness campaigns conducted on water resources management; (iii) the establishment of a water quality monitoring network; and (iv) pilot implementation undertaken for water rights licenses and wastewater discharge permits with successful implementation in the Cau River Basin. Funding was also provided for project management support in order to coordinate activities within the TA and also with Part B of the SRRBSP. The design of the proposed activities was based on the premise that the Government would establish a “fully functioning” Red River Basin Organization which would be fully operational by June 2002. If the term “fully functioning” means with a full mandate to manage the water resources of the Red River Basin and fully staffed to do so (as implied by the RRP of the SRRBSP) this was overly ambitious. The Red River Basin is one of the most complex river systems of the world with seven inflowing rivers, covering a vast delta and estuarine area (of over 1.3 million ha), a population of 28 million people including several major cities, and is spread over 25 different provinces. The idea of establishing a single agency with full integrated water resources planning and jurisdictional responsibility over such an area within the space of a few months was not practical or realistic. Furthermore, the NWRC itself had only been established in 2000 and had first convened in June 2001. Not surprisingly, then, a “fully functioning” RRBO in the sense implied by the RRP was not established as expected and has yet to be established. The basic premise upon which Part A was designed has not been realized and, as a result, the activities to be undertaken had to be reformulated into capacity and institution building activities which would be more readily achieved under a more realistic scenario. After several iterations and false starts, these ultimately were revised and reformulated to include the following activities: (i) preparation of a draft revision of the LWR for submission to the National Assembly in 2011, (ii) governance improvement in irrigation services (GIIS), and (iii) ambient water quality management in the Day River Basin – a sub-basin of the Red River Basin.

	Delivery of Inputs and Conduct of Activities: A series of individual consultants and consulting firms were recruited to implement the TA. Initially these included individual consultants to implement original component (v) – the project management activities and a consulting firm to implement original components (i) to (iv). The first activities of the consulting firm were to reformulate the tasks to be undertaken, but there was never full agreement among the consultants, the government representatives, ADB and representatives of the Embassy of the Kingdom of the Netherlands (EKN) as to which activities should have priority. Furthermore, the situation was further complicated with the establishment of the Ministry of Natural Resources and Environment (MONRE), which was given responsibility for water resources management, leaving MARD with a narrower mandate for irrigation, drainage and flood control management. Between 2004 and 2007 there was a kind of “mission drift” in which proposals were raised, some activities started and some dropped due to lack of government commitment, delayed funding from EKN and uncertain direction. At the same time the individual consultants who were supposed to assist in coordination within Part A and between Parts A and B created additional problems by placing unnecessary restrictions on the approval of subprojects under Part B of the SRRBSP. Final resolution of these issues only evolved in early 2007 when the scope of TA activities was reduced to ambient water quality management in the Day River Basin and governance improvement in irrigation systems (the latter at the request of the EA of Part B of the SRRBSP). The preparation of a revised draft of the LWR was included later on the request of MONRE. These three activities were undertaken by separate groups of consultants who were able to complete their assigned tasks competently and within the agreed time frame.

	Evaluation of Outputs and Achievement of Outcome: Despite a slow and hesitant start, TA activities ultimately produced a series of valuable and high quality outputs. These included (i) the draft revision to the LWR under the revision of LWR activities; (ii) training and sample documentation on irrigation and drainage system operation and management as well as participatory irrigation management (PIM) and the production of irrigation maps (with direct relevance to Part B of the SRRBSP) under the GIIS activities; and (iii) direct, on-the-ground training in water quality management and the testing of water licensing schemes along with improved public awareness of water quality issues and the preparation of a water atlas for the Day River Basin under the ambient water quality management in the Day River Basin activities. When comparing these ultimate outputs to the targets and indicators within the SRRBSP project framework it appears that most of the outputs and purposes of the TA have been met and that it has contributed to its intended goal, although at a lower (and more realistic) level of achievement that originally envisaged. The institutional capacity for IWRM has been enhanced through training programs and pilot activities under both the Day River component and the GIIS. It will be further enhanced if the draft WRL is approved, as expected. Public awareness has been raised through awareness campaigns under the Day river activities, the GIIS activities and the request for public comments on the draft LWR. Pilot water quality monitoring activities have been carried out with the Day River Basin. Finally, pilot implementation undertaken for water rights licenses and wastewater discharge permits was undertaken in the Day River activities and provision for expansion is included in the draft LWR. All of these will add to the ultimate goal of establishing IWRM in the Red River Basin. Unfortunately, these valuable outputs were not achieved in an efficient manner. Large amounts of time, effort and funds were expended before an implementable and meaningful scope for TA activities could be decided upon. From that point of view the TA may be considered (i) originally less relevant, but finally relevant; (ii) effective; (iii) less efficient; and (iv) likely sustainable, especially if the revised LWR is passed by the National Assembly as expected (ADB is providing additional TA support for this).

	Overall Assessment and Rating: In view of the value of the final outputs of the TA the TA is considered successful despite the early shortcomings in terms of overambitious design and the less than efficient provision of inputs by the early consultants. Early deficiencies seem to have been more than made up for by the quality and utility of the final outputs as well as the TA’s contribution to institution building in MONRE, a newly established Ministry with the critical mandate of managing the country’s water resources. 

	Major Lessons: Major lessons learned from the design and implementation of the TA include (i) the need to ensure a realistic assessment of the preconditions and the environment within which a TA will be implemented, (ii) the need to ensure full ownership and understanding of a TA or project proposal by the authorities for which it has been designed, and (iii) the danger of delegating TA or project implementation supervision to consultants without adequate direct ADB supervision. 

	Recommendations and Follow-Up Actions: Despite initial shortcomings in the TA design and a slower than expected adoption of IWRM, progress has been and is being made. ADB should, therefore, continue to support capacity building and institution building activities for IWRM but with a more realistic view to what is achievable in the current institutional and administrative environment within the country. However, financial administration of grant TAs cofinanced by development partners should be done within ADB’s financial system to eliminate the delays in financial reporting inherent with the manual system applied for such grants.


Prepared by: _________________________________ Designation: ____________________________________

In preparing any country program or strategy, financing any project, or by making any designation of or reference to a particular territory or geographic area in this document, the Asian Development Bank does not intend to make any judgments as to the legal or other status of any territory or area.
ORIGINAL PROJECT FRAMEWORK AND ACHIEVEMENTS FOR PART B

	Design

Summary
	Performance Indicators/Targets
	Achievement
	Comment

	Goal

To protect and improve production, productivity and

income of farmers in the Red River Basin
	Farmers’ income increased by at

least 20% per year over baseline in

2001.


	With the successful provision of irrigation on 157,000 ha, drainage on 141,000 ha and flood protection on over 1.0 million ha there is little doubt that the project has, and will, protect and improve the productivity and income of farmers in the Red River Basin
	With full project development after a reasonable gestation period of at least three years, the 20% increase in farmers’ income will almost certainly be met. In many cases it has already been met. 

In fact, given the level of economic growth in Viet Nam over the past decade, nearly everyone’s income has increased by at least 20% since 2001. It would therefore be more meaningful during any future post-evaluation exercise to use a more recent baseline year than 2001. A more appropriate baseline year would be the year project construction commenced (in many cases 2007 or 2008). 

	Purpose

(i) To improve agricultural

performance of poorer

communities through sustainable improvements in irrigation, better drainage, watershed

protection and flood protection, within an integrated water resource management

framework

(ii) To promote stakeholder

participation in water

management, with emphasis on

women’s participation

	(i) Rice production in subproject areas

increased by an average of at least

20%.

Collection of additional water fees

sufficient to finance incremental

operation and maintenance (O&M)

costs of water infrastructure

Economic Internal Rate of Return

(EIRR) of subprojects is at least 12% after 5 years.


	(i) 31 subprojects providing irrigation, drainage and flood control have been successfully completed and are in functional condition. Since most of these were only completed within the past one to three years, operation has only recently begun and the full range of benefits has yet to be tested and confirmed. 

Nonetheless, the purpose of improving agricultural performance or poorer communities through sustainable improvements in irrigation, better drainage, and flood protection has been attained. (Watershed protection activities were dropped due to lack of potential). Furthermore a wide range of other benefits (salinity control, flushing of polluted rivers, urban drainage and flood protection) is likely to be achieved as well.

Recalculated EIRRs (based on updated figures but not actual yields since it is prior to the full gestation period) indicate that all are likely to be in excess of 12%. 

These results were achieved, to the extent possible, within an integrated water resource management framework. Establishing a fully functioning RRBO under TA 3892 proved to have been over-ambitious and unrealistic, but integrated water use was followed within each subproject and the subprojects themselves were chosen from a coherent water resources development plan for the Red River Basin.

(ii) As a result of the RDS component and activities undertaken under TA 3892 – (under the component Governance Improvement in Irrigation Systems) stakeholder participation in water resources management at the grass roots level is reported to have improved significantly. Furthermore, the EA’s PCR reports that 40% of the management teams of water user organization are women.


	The target of a 20% increase in rice production has already been achieved in a number of subproject areas and is assessed as likely to be achieved in all once a three year project gestation period has been completed. 

It is noted that this indicator does not take into account other agriculture benefits such as the increased production of non-rice crops or non-agriculture benefits such as improved drainage and flood control in urban and industrial areas or the provision of potable drinking water in zones of saline intrusion, all of which are benefits of several of the subprojects.

The collection of additional water fees for O&M is moot as an indicator since the provision of operational costs is now the mandated responsibility of the government.

	Outputs

(i) Upland irrigation systems and watershed protection improved

(ii) Delta Irrigation and Drainage Systems Improved

(iii) Flood protection systems

strengthened

(iv) Subproject planning, design,

and implementation capacity

established and operating at

all levels

(v) Enhanced capacity of

implementing agencies and

local authorities to target

poverty reduction


	(i) 20 subprojects completed and

operational by 2007, covering 12,000

ha of rehabilitated irrigation area and

8,000 ha of reforestation

RDS activities undertaken to

increase benefits from irrigation and

watershed protection

(ii) 10 subprojects completed and operational by 2007, covering 80,000

ha of rehabilitated irrigation

RDS activities undertaken to

increase benefits from irrigation and

drainage

(iii) 10 subprojects completed by 2007,

covering a total area of 1.5 million ha

(iv) Subprojects prepared and formulated

according to guidelines and criteria

Subprojects completed within budget

and schedule

Measures identified for enhanced

autonomy and accountability of

water service providers

Field manual prepared by April 2002

Central and provincial BME units

established and operational by 2002

200 project implementation and

management staff trained

400 district-level community

organizers trained


	(i) Three subprojects were completed by 2010 with a coverage of about 2,100 ha of irrigation and 400 ha of drainage. No reforestation was undertaken. RDS activities were included in the subproject scope.

(ii) 18 subprojects were completed by 2010 with a coverage of about 151,000 ha of irrigation and 141,000 ha of drainage. RDS activities were undertaken in all subprojects

(iii) 10 subprojects were completed by 2010 covering a total area of over 1.0 million ha

(iv) after some modifications, subprojects were formulated according to guidelines and criteria. All were completed but most were somewhat over-budget and behind schedule. 

(v) Field manuals finalized in July 2007. Central and provincial BME units were not established. 158 project implementation and management staff have been trained. 237 district-level community organizers have been trained
	(i) After the mid-term review the requirement for least 30% of subproject investment to be in upland areas was removed due to the fact that it was not possible to identify economically viable subprojects and also that a poverty-focus would be better achieved by investments in the delta region.

(iii) Subproject implementation was delayed due to a requirement for subprojects to first be included in a Water Sector Action Plan being prepared under TA 3892 and also due to difficulties in meeting selection criteria requirements. Costs were affected by severe increases in inflation.

All of the originally intended subprojects were completed, but the area provided with flood protection differs because different parameters were used to determine the protected area.

	Activities

No activities were indicated in the project framework for Part B
	
	
	

	Inputs

No inputs were indicated in the project framework for Part B


	
	
	


STATUS OF COMPLIANCE WITH LOAN COVENANTS

	Covenant
	Reference in Loan Agreement
	Status of Compliance

	General Covenants
	
	

	The Borrower shall cause the Project to be carried out with due diligence and efficiency and in conformity with sound administrative, financial, engineering, environmental, water resource management and rural development practices.
	Article 4 Section 4.01
	Complied. Overall, the project was implemented with due diligence and efficiency once conceptual design hurdles were removed.

	The Borrower shall make available, promptly as needed, the funds, facilities, services, land and other resources which are required, in addition to the proceeds of the Loan, for the carrying out of the Project and for the operation and maintenance of the Project facilities.
	Article 4 Section 4.02
	Complied although with some delays caused by lack of capacity at the provincial level. Ultimately all required funds, facilities, services, land and other resources were made available to the Project.

	In the carrying out of the Project, the Borrower shall cause competent and qualified consultants and contractors, acceptable to the Borrower and the Bank, to be employed to an extent and upon terms and conditions satisfactory to the Borrower and the Bank.
	Article 4 Section 4.03a
	Complied. The consultants employed and contractors were generally competent. Contractors providing deficient work were required to undertake remedial actions.

	The Borrower shall cause the Project to be carried out in accordance with plans, design standards, specifications, work schedules and construction methods acceptable to the Borrower and the Bank. The Borrower shall furnish, or cause to be furnished, to the Bank, promptly after their preparation, such plans, design standards, specifications and work schedules, and any material modifications subsequently made therein, in such detail as the Bank shall reasonably request.
	Article 4 Section 4.03b
	Complied. Plans, designs, standards, specifications and construction methods were acceptable to the Bank. Work schedules were originally delayed but ultimately in accordance with agreements made after the Mid-Term Review.

	The Borrower shall ensure that the activities of its departments and agencies with respect to the carrying out of the Project and operation of the Project facilities are conducted and coordinated in accordance with sound administrative policies and procedures
	Article 4 Section 4.04
	Complied. Policies and procedures were at a par with normal practices for internationally funded projects in Viet Nam.

	The Borrower shall make arrangements satisfactory to the Bank for insurance of the Project facilities to such extent and against such risks and in such amounts as shall be consistent with sound practice.
	Article 4 Section 4.05a
	Complied. The Ministry of Finance requested PMUs to buy insurance for all civil works contracts.

	Without limiting the generality of the foregoing, the Borrower undertakes to insure, or cause to be insured, the goods to be imported for the Project and to be financed out of the proceeds of the Loan against hazards incident to the acquisition, transportation and delivery thereof to the place of use or installation, and for such insurance any indemnity shall be payable in a currency freely usable to replace or repair such goods
	Article 4 Section 4.05b
	Complied. Insurance was provided to the goods to be imported for the Project

	The Borrower shall maintain, or cause to be maintained, records and accounts adequate to identify the goods and services and other items of expenditure financed out of the proceeds of the Loan, to disclose the use thereof in the Project, to record the progress of the Project (including the cost thereof) and to reflect, in accordance with consistently maintained sound accounting principles, the operations and financial condition of the agencies of the Borrower responsible for the carrying out of the Project and operation of the Project facilities, or any part thereof
	Article 4 Section 4.06a
	Complied. Satisfactory project accounts were set up and operated.

	The Borrower shall (i) maintain, or cause to be maintained, separate accounts for the Project; (ii) have such accounts and related financial statements audited annually, in accordance with appropriate auditing standards consistently applied, by independent auditors whose qualifications, experience and terms of reference are acceptable to the Bank; (iii) furnish to the Bank, as soon as available but in any event not later than nine (9) months after the end of each related fiscal year, certified copies of such audited accounts and financial statements and the report of the auditors relating thereto (including the auditors' opinion on the use of the Loan proceeds and compliance with the covenants of this Loan Agreement as well as on the use of the procedures for imprest account/statement of expenditures), all in the English language; and (iv) furnish to the Bank such other information concerning such accounts and financial statements and the audit thereof as the Bank shall from time to time reasonably request.


	Article 4 Section 4.06b
	Complied. Accounts were established and annual audits were undertaken and provided as required.

	The Borrower shall enable the Bank, upon the Bank's request, to discuss the Borrower's financial statements for the Project and its financial affairs related to the Project from time to time with the Borrower's auditors, and shall authorize and require any representative of such auditors to participate in any such discussions requested by the Bank, provided that any such discussion shall be conducted only in the presence of an authorized officer of the Borrower unless the Borrower shall otherwise agree.
	Article 4 Section 4.06c
	Complied. As far as is known no such requests were made.

	The Borrower shall furnish, or cause to be furnished, to the Bank all such reports and information as the Bank shall reasonably request concerning (i) the Loan, and the expenditure of the proceeds and maintenance of the service thereof; (ii) the goods and services and other items of expenditure financed out of the proceeds of the Loan; (iii) the Project; (iv) the administration, operations and financial condition of the agencies of the Borrower responsible for the carrying out of the Project and operation of the Project facilities, or any part thereof; (v) financial and economic conditions in the territory of the Borrower and the international balance-of-payments position of the Borrower; and (vi) any other matters relating to the purposes of the Loan.
	Article 4 Section 4.07a
	Complied. There is no known instance when reports or information were not supplied.

	Without limiting the generality of the foregoing, the Borrower shall cause MARD to furnish to the Bank quarterly reports on the carrying out of the Project and on the operation and management of the Project facilities. Such reports shall be submitted in such form and in such detail and within such a period as the Bank shall reasonably request, and shall indicate, among other things, progress made and problems encountered during the quarter under review, steps taken or proposed to be taken to remedy these problems, and proposed program of activities and expected progress during the following quarter.
	Article 4 Section 4.07b
	Complied. Quarterly reports were submitted as required in the format, which was agreed by the Ministry of Planning and Investment with five ODA Banks.

	Promptly after physical completion of the Project, but in any event not later than three (3) months thereafter or such later date as may be agreed for this purpose between the Borrower and the Bank, the Borrower shall prepare and furnish to the Bank a report, in such form and in such detail as the Bank shall reasonably request, on the execution and initial operation of the Project, including its cost, the performance by the Borrower of its obligations under this Loan Agreement and the accomplishment of the purposes of the Loan.
	Article 4 Section 4.07c
	Complied. A project completion report has been submitted.

	The Borrower shall enable the Bank's representatives to inspect the Project, the goods financed out of the proceeds of the Loan, and any relevant records and documents.
	Article 4 Section 4.08
	Complied. The Project along with the goods financed out of the proceeds of the loan have been inspected during a series of review missions.

	The Borrower shall ensure that the Project facilities are operated, maintained and repaired in accordance with sound administrative, financial, engineering, environmental, water resource management, rural development, and maintenance and operational practices.
	Article 4 Section 4.09
	Complied to date. Subprojects not yet handed over to IDMCs are still being adequately maintained with project funding. Those already handed over are likely to be adequately maintained, partly as a result of the GIIS activities under the Project itself.

	Procurement
	
	

	State-owned enterprises shall only be eligible to bid for contracts if they are financially autonomous, independently managed and operating on the basis of commercial practices, and not in any way associated with the military forces.
	Schedule 4 para 7b
	Complied.

	No civil works contract for any non-core subproject shall be signed until the subproject RDS plan have been prepared as described in paragraph 20 of Schedule 6 to this Loan Agreement and approved by the provincial authorities
	Schedule 4 para 8a (as revised on 26 February, 2007)
	Complied.

	No civil works of any subproject which involves any involuntary resettlement shall commence until the relocation activities and payment of compensation in accordance with the resettlement plan for the subproject have been satisfactorily completed and MARD shall have informed the relevant Implementing Agency accordingly
	Schedule 4 para 8b (as revised on 26 February, 2007)
	Complied.

	The selection, engagement and services of the consultants shall be subject to the provisions of this Schedule and the provisions of the “Guidelines on the Use of Consultants by Asian Development Bank and Its Borrowers” dated October 1998, as amended from time to time, which have been furnished to the Borrower.
	Schedule 5 para 3
	Complied.

	Execution of Project and Operation of 

Project Facilities; Other Matters
	
	

	DWRHWM shall be the Implementing Agency for Part A, responsible for the day-to-day implementation of Part A. The Director, DWRHWM shall be the Project Director for Part A and shall be assisted throughout project implementation by a full-time Project Manager
	Schedule 6 para 1
	Partly complied. After the reformulation of Part A only one component was implemented by DWRHWM (the GIIS component). Two other components were implemented by the DWRM of MONRE. The loan agreement should have been changed accordingly but it was not.

	The Director, CPO shall be the Project Director for Part B. The CPO shall through the PMO be responsible for coordinating implementation of Part B. Throughout Project implementation, the PMO shall be headed by a full-time Project Manager and staffed with senior experts in the areas of agriculture extension, forestry extension, social development, environmental assessment and management, resettlement, and financial management, assigned on a full-time basis. MARD shall complete the staffing of the PMO within one month of the Effective Date
	Schedule 6 para 2
	Substantially complied. The provision of experts in some disciplines to the CPO was delayed and less than expected.

	MARD shall, within twelve (12) months of the Effective Date, establish in the CPO a computerized management information system for efficient monitoring, financial management, and reporting of subproject progress and status of contracts.
	Schedule 6 para 3
	Complied, but later than expected.

	MARD shall approve and disseminate detailed Project implementation guidelines within three (3) months after mobilization of the consultants for Part B, and a field manual for Project implementation staff within six (6) months after mobilization of the consultants for Part B.
	Schedule 6 para 4
	Complied, but later than expected.

	The Project Provinces or MARD, as the case may be in accordance with paragraph 13 of this Schedule 6, shall be the Implementing Agencies for subprojects under Part B. Within one month of the Effective Date, each Project Province shall have established a PIU reporting to the provincial Department of Agriculture and Rural Development (DARD). Under the guidance of the CPO, DARD, and the Provincial People’s Committees, the PIUs shall arrange for the preparation, implementation, and monitoring of subprojects and/or works that have been delegated by MARD to provinces. The Borrower shall provide PIUs with support for incremental staff, vehicles, and operation costs to carry out their tasks under the Project. 
	Schedule 6 para 5
	Complied.

	As soon as the RRBO is fully operational, the RRBC shall serve as Project Steering Committee (PSC). The Office of the RRBC shall be staffed on a full-time basis with staff assigned from the Institute of Water Resources Planning and other relevant ministries and agencies. The PSC shall be responsible for coordination of implementation of Part A and Part B and coordination among all agencies concerned with Project activities, including VBARD, the Women’s Union, the Committee for Ethnic Minorities and Mountainous Areas, the Ministry of Labor, Social Affairs and Invalids, the Steering Committee for Protection and Exploitation of the Cau River in Six Provinces, the Project Provinces and the Central Committee for Storm and Flood Control. 


	Schedule 6 para 6a
	No longer relevant. Once MONRE, rather than MARD was given the mandate for overall management of water resources this covenant became moot and should have been revised.

	Until the RRBO is fully operational, MARD shall convene PSC meetings to be chaired by a MARD Vice-Minister and comprising Chairpersons or Vice-Chairpersons of People’s Committees of participating provinces and representatives of other ministries and agencies concerned.
	Schedule 6 para 6b
	Complied.

	Throughout Project implementation, MARD shall maintain two interdepartmental working groups, for Part A and for Part B respectively, to ensure effective coordination and cooperation between MARD’s departments in implementing the Project.
	Schedule 6 para 7a
	Partly complied. The interdepartmental working groups were established but they were operated in early stage only (until 2007)

	Throughout Project implementation, MARD shall seek the active collaboration of non-government organizations, experts, and representatives of other projects in the Red River Basin. At least twice a year, MARD shall organize consultation workshops with these stakeholders in conjunction with meetings of the RRBC or its Standing Committee.
	Schedule 6 para 7b
	Not complied. No stakeholder workshops were held, in part because of the change of mandate for overall water resources management to MONRE.

	The Borrower shall regularly convene the NWRC in accordance with the Prime Minister’s Decision on the Establishment of the National Water Resources Council, dated 15 June 2000 (Decision 67/2000/QD-TTg), and shall maintain a fully operational Office of the NWRC staffed on a full-time basis with staff assigned from MARD. The Borrower shall cause working groups with participants from MARD and other relevant ministries to be established under the Office of NWRC. The Borrower shall cause the NWRC and RRBC to hold special meetings whenever MARD so requires to ensure successful Project implementation. 
	Schedule 6 para 8
	Substantially complied. The NWRC meets regularly, although now under the auspices of MONRE rather than MARD. This covenant should have been revised in 2003 when the mandate for overall water resources management was handed from MARD to MONRE

	By December 2002 or such other date as may be agreed between the Bank and MARD, MARD shall, upon the recommendation of the NWRC and following endorsement by the Borrower, implement a reorganization to separate water resources management activities and responsibilities regulated by the Water Resources Law from irrigation and drainage management activities and responsibilities.
	Schedule 6 para 9
	Complied. Since 2003 MONRE has been responsible for overall water resources management while MARD has retained responsibility for irrigation and drainage management. This covenant should have been revised when the mandate was changed.

	By December 2003, RRBC shall have endorsed and the Borrower shall have approved the Red River Basin Framework Plan, taking into account the recommendations made under the Bank-financed Technical Assistance No. 2871-VIE.
	Schedule 6 para 10
	Complied but no longer relevant due to the change in MARD’s mandate. This covenant should have been revised

	By March 2002, MARD shall provide the Bank with a draft revision of Decree 112/CP on cost recovery in water resources projects, for consultation. The Borrower shall cause the Decree to be approved and implemented during Project implementation.
	Schedule 6 para 11
	Complied, however no longer relevant. Decree 112/CP was replaced by Decree 143 in October, 2003 rendering the covenant moot. It should have been revised or dropped.

	MARD shall be responsible for appraisal of all subprojects in consultation with the respective Project Province, and for approval of all subprojects. The appraisal reports of the first two upland and the first two delta irrigation rehabilitation subprojects shall be subject to review by the Bank prior to MARD’s approval. Subsequent subproject appraisal reports shall be subject to review by the Bank prior to MARD’s approval, on a sample basis.
	Schedule 6 para 12
	Complied

	The identification of candidate subprojects in the uplands shall be undertaken by Provincial People’s Committees. MARD shall, upon request of Project Provinces that have sufficient capacity, delegate to them the responsibility for preparation and implementation of subprojects in the uplands, which are not expected to be technically complex. 

The identification of candidate subprojects in the delta shall be undertaken by MARD or Provincial People’s Committees. The responsibility for implementation of contracts for subprojects in the delta shall be delegated by MARD to the Project Provinces on a case-by-case basis to be determined in consultation between MARD and the relevant Project Provinces for each subproject. MARD shall not delegate responsibility for implementation of (i) contracts for headworks that are technically complex and/or require interprovincial water management, (ii) contracts that require procurement through international competitive bidding, and (iii) contracts for flood protection works on national dykes.
	Schedule 6 para 13
	Complied

	Each subproject feasibility study shall include a financing plan showing the percentages of the estimated subproject cost to be financed by (i) the Loan, (ii) counterpart funds from the Borrower, and (iii) contributions by the subproject beneficiaries, respectively. Promptly upon approval of a subproject, the Borrower shall, through MARD, make the required counterpart funds available to the budget of the Project Province concerned
	Schedule 6 para 14
	Substantially complied. There have delays in the provision of counterpart funds to provinces and the release of payments to contractors. There are also issues with beneficiary contributions under the AFD-funded components. Full payment is expected for ADB-funded components.

	In the selection of subprojects it shall be ensured that at least thirty (30) percent of the funds for subprojects are allocated for subprojects in the upland areas. 
	Schedule 6 para 15
	This covenant was removed after approval of a major change of scope on 27 February, 2007.

	The initial selection of subprojects during the subproject identification stage shall be made on the basis of the following subproject screening criteria: --

The following subproject selection criteria shall apply during the subproject appraisal stage: --
	Schedule 6 paras 16 and 17
	Complied after revision through major change of scope approved on 27 February, 2007

	In the preparation of subprojects it shall be ensured that the interests of poor and disadvantaged groups, especially women and ethnic minorities are taken into account through consultation with them during subproject preparation, in accordance with the Guidelines for the Participation of Ethnic Minorities in the Project and the Gender Action Plan approved by MARD and the Bank for the Project. The CPO, in close cooperation with the PIUs in the provinces concerned shall ensure that any negative social impact that may occur as a result of the implementation of any subproject will be prevented, mitigated, or resolved in accordance with the measures set out for that purpose in the feasibility study for such subproject. 
	Schedule 6 para 18a
	Complied. (i) The Guidelines for the Participation of Ethnic Minorities were implemented with no issues in two sample subprojects in upland areas: Yen Binh and Nghia Lo, and there were no ethnic minorities in other subprojects. The GAP was well implemented in all subprojects (women participation in RDS committees was 37.2% on average against the design of 40% and more than 50% of trainees who participated in RDS training courses were women).

	If any subproject would involve any resettlement, a resettlement plan shall be prepared in accordance with the Bank’s Handbook on Resettlement and the Guidelines for Resettlement and Land Acquisition agreed by MARD and the Bank for the Project, and the resettlement shall be undertaken and affected people shall be compensated following this plan. The Bank shall be provided with a copy of the resettlement plan before the relevant subproject is approved. In case of a significant resettlement impact as defined in the Bank’s Handbook on Resettlement, an independent monitoring organization shall be invited to monitor the correct implementation of the resettlement plan. 
	Schedule 6 para 18b
	Complied. Resettlement plans (RPs) were prepared by the EA and approved by ADB for all subprojects. Resettlement activities were monitored by an independent resettlement monitoring agency and reflected in the aide memoires of ADB review missions. These confirmed that RPs implemented in accordance with their requirements. It was also confirmed that the implementation of RPs did not negatively affect project performance and delivery of project outputs and outcomes. 



	As part of each subproject appraisal, the CPO shall carry out an environmental screening. Where appropriate, an initial environmental examination and, if required, an environmental impact assessment shall be carried out in accordance with the Bank’s Environmental Assessment Requirements dated March 1998, as amended from time to time, and the relevant procedures of the Borrower. The CPO, in close cooperation with the PIU and Province concerned shall ensure that any negative environmental impact that may occur as a result of the implementation of any subproject shall be mitigated in accordance with the measures set out for that purpose in the feasibility study for such subproject, and that the costs of mitigation, management, and monitoring are incorporated in the subproject cost and budgets.
	Schedule 6 para 19
	Complied.

	The communes shall be responsible for managing the implementation of RDS activities under guidance of the relevant PIU. The relevant district, PIU, and Project Province shall provide technical implementation support as needed. Communes in which RDS activities will be undertaken shall, prior to the implementation of the RDS activities, establish an RDS Committee including representatives of the commune level farmers’ association, cooperative, Women’s Union and water users’ organization, village organizers and women organizers. The relevant PIUs, commune authorities and RDS Committees shall conclude agreements regarding the scope, budget, financing and implementation arrangements for the participatory irrigation management (PIM) work and RDS activities under each subproject with an RDS component. The RDS Committees shall submit quarterly progress reports to the PIU of the relevant Project Province. The CPO shall be responsible for monitoring the RDS activities and identifying needs for implementation support. 
	Schedule 6 para 20
	Complied.

	Within six (6) months of the Effective Date, MARD shall submit to the Bank for consultation proposals for a detailed agenda and implementation arrangements for the research studies under Part B(v). The research component shall be managed by the CPO, with guidance from the Project management support consultants under Part A to ensure the quality of the research studies and their application into subproject design. 
	Schedule 6 para 21
	Complied late, but moot. A large part of funding for research was replaced by GIIS activities.

	The Project Province concerned shall ensure that the operation and maintenance of each subproject is undertaken in accordance with the operation and maintenance plan contained in the feasibility study for each subproject. Each operation and maintenance plan shall follow the Borrower's policy for cost recovery in water resources projects.
	Schedule 6 para 22
	Being complied. Subprojects which have been handed over to provinces are being operated and maintained by provincial IDMCs. The balance are still be in operated by the CPO but will be handed over within the next 12 months.

	The CPO, the relevant PIU, and the subproject beneficiaries shall be responsible for monitoring and evaluating the impact of each subproject. During appraisal of each subproject, a socio-economic baseline survey shall be carried out within the subproject area. During and after subproject implementation, benefits generated as a result of the subproject shall be measured against the data from the baseline survey. The monitoring and evaluation system for Part B shall include means to monitor and evaluate poverty alleviation impacts of the Project.
	Schedule 6 para 23
	Partly complied. Baseline survey and benefits generated were done by BME consultants engaged by CPO for the selected subprojects.


�  The original allocation for "consulting services" was for Part B implementation management consultants only, while the funds for all Part B subprojects' surveys, feasibility studies, technical designs, appraisal and site supervision consultants were originally allocated to "civil works". However, ADB’s financing percentage for "consulting services" was higher than that for "civil works". Therefore, a reallocation of loan proceeds was required and the reason for the significant cost increase in “consulting services”.


�  Including $10.55 million originally included in the project cost but subsequently funded on a grant basis by TA 3892 with funding from the Government of the Netherlands


�  Including $9.83 million eventually funded on a grant basis by TA 3892 with funding from the Government of the Netherlands


�  Funded on a grant basis under TA 3892


� For Part B only.  For Part A see TCR for TA 3892 in Appendix 1


�  ADB. 2001. Report and Recommendation of the President to the Board of Directors: Proposed Loan to the Socialist Republic of Viet Nam for the Second Red River Basin Sector Project. Manila (Loan 1855-VIE, for $70 million, approved on 13 November).


�  ADB. 1994. Report and Recommendation of the President to the Board of Directors: Proposed Loan to the Socialist Republic of Viet Nam for the Red River Delta Water Resources Project. Manila (Loan 1344-VIE, for $60 million, approved on 13 December).


�  The inter-ministerial Red River Basin Strategy Committee had been established by MARD as the precursor of the RRBO with assistance from ADB under TA2871-VIE for $1.15 million: Red River Basin Water Resources Management, approved on 19 September 1997.


�	Ministry of Planning and Investment. 2001. Strategy for Socio-Economic Development.  Hanoi.


�	Ministry of Planning and Investment. 2001. Five Year Plan for Socio-Economic Development (2001-2005). Hanoi.


�  ADB. 1999.  Long Term Poverty Reduction Strategy.  Manila


�  Guidelines for the Participation of Ethnic Minorities were prepared during Appraisal and implemented for the two uplands pilot subprojects in Yen Binh and Nghia Lo.


�  ADB. 1994.  Viet Nam – Country Operational Strategy (1995-2000). Manila


�  ADB. 2008.  Strategy 2020:  The Long Term Strategic Framework of the Asian Development Bank.  Manila


�  The delta area itself, without taking into account the upper watershed covers 1.3 million ha.


� Some of these areas overlap having improved drainage in the wet season and improved irrigation in the dry season. However, on a cropping season basis this means an improved area of 293,000 ha as opposed to an appraisal estimate of 92,000 ha in both upland and delta areas.  


� The discrepancy in area covered (1.0 million ha versus 1.5 million shown in the project framework) was due to an over-estimation (at the time of appraisal) of the area to be protected by the ten schemes to be taken up.  


� Equivalent to SDR 54.3 million


� Although three subprojects had significant cost under-runs.


� For the AFD loan, cumulative contract awards stood at $5.4 million (16.0% of the net loan amount), and cumulative disbursements at $5.8 million (13.7% of the net loan amount).


� Minor works on a small number of subprojects were actually completed later, by December 2010.


� Implementation consultants were only fielded by September 2003, more than a year and a half after ADB’s Board of Directors approved the Loan.


� At that time, these covenants should have been revised or removed.


� ADB.  2008. VIE- Poverty Reduction in Red River Basin Irrigation Systems. Manila


� For example, in Tu Mai Pumping station (Bac Giang) with the case of the handrails with serious corrosion or the Nhat Doi 2 sluice (Nam Dinh province) with a serious crack of the wall of the spiral staircase.


� It should, however, be pointed out that nowhere in the Loan Agreement was the borrower specifically required to establish a fully functional RRBO. Loan covenants in Schedule 6a and 6b simply refer to “as soon as the RRBO is fully operational” and “until the RRBO is fully operational”. 


� Responsibility for not recognizing this falls at least as much on the appraisal mission as on the borrower.


� Since these two parts of the project are quite distinct and implemented by completely different parts of MARD there is no value in providing an overall performance rating.


� The participation of women in the water user associations was high at nearly 40% of overall membership.


� At this point it is not feasible to revise estimates of increases in production since most schemes were only finished in 2010 and a full cropping season, not to mention a full gestation period, has not yet passed. Actual, in field, recalculation could be made during post-project evaluation.


� ADB. 2001. Report and Recommendation of the President to the Board of Directors: Proposed Loan to the Socialist Republic of Viet Nam for the Second Red River Basin Sector Project. Manila (Loan 1855-VIE, for $70 million, approved on 13 November).


� Achievements for Part A are provided in the TCR for TA 3892 in Appendix 1







