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I Project description

The project is supporting the government of Vietnam in strengthening its capacity in planning for and introducing
development programs|eading to asustainable eimination of opium poppy cultivation and areduction of drug abuse
in thetargeted district which used to be one of the main opium producing digtrictsin the country. Thegenerd Strategy
to be adopted under the project isto focus on strengthening loca capacity by following a4-sage approachineach
areaof activity: Exposur e to new activities, techniques, approaches and concepts. Dial ogue to thoroughly assess
the Situation and prospects of specific village(s) and to plan project initiatives usng participatory planning gpproaches;
Application/implementation of plangactivities agreed upon; Responsive monitoring where participantswill meet
periodicaly to discuss progress and resolve any unclear issuesin termsof inputs agreed upon. The project cons st of
three main components each with detailed outputs and activities: 1) Community Development; 2) Alternative Land
and Water based Income Generation and; 3) Infrastructure.

[ Findings and conclusions of the evaluation team

1. Concept and design

The design of the project assumes that most drug abuse problems will automatically be addressed by the

overdl project gpproach and thereby underestimate and under budget this outpuit.

With current budget and possible coverage (number of activitiesthat can be effectively implemented withina

two year period), the achievement indicators are somewhat unredigtic.

Due to unanticipated problems before the revison of the project document, the project met with certain

difficulties to get sarted, fully saffed and ready to be implemented.

Project activitiesprogressdowly with atendency to ep back or repeating activities(mainly inthe beginning

of implementation) carried out in the project’ s first phase (1996-2000).

Dueto the limited capacity of initid saff and their undersanding/interpretation of their respective jobs, the

resulting negative impact on the project can il be observed.

Initia poor Quarterly Workplans created confuson in theimplementation of project activities. Thiswaslater

addressed to more clearly display relevant activities.

The understanding and gpplication of conceptslike participatory planning, capacity building andtheuseof a

holigtic framework need to improve for more effective implementation.

% The unclear number and identity of target communes in the Project Document isaminor issue but creetes
confusion in implementation.
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Project Implementation and M anagement

Efficiency and effectiveness of activities remain inadequately addressed:

1. Disbursement was aproblem in the past but it isnow more or lessresolved. Certain minor issuesare
still however regarded by project specialist as cumbersome.

2. The lack of active participatory development and holistic gpproach to the project
conceptud framework has led to activities implemented more reflecting athinking on

behdf of the beneficiaries rather than properly integrating the target groups thoughts.

Effectiveness of project management remains inadequiate.

1 Limited management skills of the Project Manager.

2. Qudity of activity reports has to improve and need to focus on project objectives and outputs.

3. Monitoring of project activities need to increase/intengfy.

4, A minimum of efforts is spent on Team Work among project saff and the exchange of ideas and
information and cross-sector activitiesin the project.

Project Results

The project outputs in the second phase have yet to be measured. Data will have to be collected in field
monitoring exercises. Thereareformatsfor activity reporting with annotated text to guide project staff but the
management and project staff have yet to follow these formats.

There are some evidences relating to positive outcomes of the project. The Mission Team observed the
expansion process of Modd Plots or Smal Production Groups from the first phase that had expanded to a
sgnificant scale of production in the second phase.

At provincid level, the Misson Team was informed that experiences from the project in phase 1 had
fecilitated a more efficient implementation of the Government's Program 135 in Ky Son didtrict, in
comparison with other digtricts in the province.

Recommendations and lessons lear ned

Actionsto be taken to improvel/rectify undesir able outcomes

Project implementation need to enhanceintegrated planning and joint effective management in order toenaure
effective collaboration between the project and loca counterpartsand other partners. Coordination and joint
planning efforts are dso needed from province down to village leve.

The application of a holigtic gpproach, participatory development strategy and completion of the project
cycle should be reinforced in order to achieve outputs and project objectives,

Project specidists need to focus on capacity building and achievement indicators. Guidance should be
provided by the Project Management Unit to steer the project in that direction.

The project should make adecison regarding the target communes as soon as possiblein order to facilitate
efficient future planning among project stakeholders and partner inditutions.

I mplementation and management of project

The NPM need to recognize and build on professona motivation when providing guidance for project staff
and specidigts, enabling them to see good project performance dso as a persond gain.

The project management need to guide saff in effectively preparing and planning for project activities and
that they clearly relate activities to overal gods, objectives and achievement indicators within the project
framework.

Specidist duties and responshilities that are found to be inappropriate should be reconsidered and
abandoned, if relevant, in order to make space for more appropriate duties.

A redistribution of workload on an equa basisshould be undertaken in order to promotefull respongbility of
the specidigts for their specific duties
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Capacity building as described in the drategic approach should receive maximum attention in al project
activities. Capacity building include active participation and empowerment a community level and
enhancement of capacity in carrying out drug control development measures a government level.

In order to address recommendations the management need to arrange regular interna review mestingsthat
will incorporate discussons on dl of the project outputs and activities. Externd consultants should be
consdered in order to facilitate these meeting from time to time.

A community-based approach should be adopted in order to ensure active participation of project
counterparts, relevant partners and stakeholders, especidly at the grass-root levd.

TheMisson Team arrives at thefollowing overdl recommendation to UNODC and the Government: Theprgjectin
the second phase should be extended until December 2004 to allow for an adequatetimeframein order to
finalize the project and achieve complete and obtainable outputs on a sustainable basis. However,
conddering thedifficultiesand limitationsfaced by the project in phase 2 and through consultationswith the executing
agencies, the misson team recommendsthat the proj ect scaledown activitiesin order toincrease efficiency
and effectiveness of management and implementation of project activities, to facilitate “real” results, i.e,
outputs, outcomes and impact on sustainable basis. Certain criteria will be needed in order to prioritize project
activities, to select project targets and so on. One of the most important criteria is the assurance of project
sudtanability.

5.

LESSONS LEARNED
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Capacity building for dternative development isaprocess of long-term nature. The extension of the projectis
crucia in order to consolidate the diversity of dternative development model s for food security and income
generation previousy developed, and to expand successful results.

A project that aimsat scaling up activities need to make use of the momentum gained and avoid any gapsto
occur between the different phases. Delays and indecision for various reasons risk increase such time gaps
between phases and may in effect cause much harm to the project by dowing it down or even reverting

progress to earlier sagesin itsimplementation.

It isimportant that the national counterpart recipient of AD project support ensure that proper capacity to
execute exigsprior to taking on project respons bility through nationa execution and implementation of such

aproject.

Increased contribution from the Government to AD approachesiskey to sustaining opium poppy eradication

and promoating sugtainable livelihoods for former opium poppy cultivating communities with cost effective
dterndives. InVietnam, the Government contribution to AD isindirect however, through other development
efforts, eg., infrastructure, socio-economic and agricultura development.

Absence or lack of the above conditions and commitments may, in the long run, have a negative impact on

the project leading to undesirable devel opments. Examples from other countriesin the region include severe
problem with drug addiction and HIV/AIDS among minoritiesin Northern Thailand even after more than 30
years of implementation of the AD approach.

With nationd execution and implementation of an Alternative Devel opment project, invesment in AD specific
expertise and promotion for future career opportunities is another dimension of an AD project in terms of

future challenges.

Follow-up (as of duly 2003)

In the quarter following the mid-term eva uation some of the recommendations have been looked into:

1) Project staffing has been looked into by the management and project specidist positions have beenre-
organised.

2) Anextenson of the project will bediscussed inthe Tri- Partite Review meeting that is scheduled to take
place in September 2003.
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3) Traning and plans for follow-up training on participatory gpproaches as well as on gender issues has
been undertaken and is being planned for the project and counterpart staff.

4) TheTechnical Advisor whoishbasedin Hanoi has been requested to increase the amount of time spent at
the project site to coach the loca gtaff and the Project Manager to the extent possible.



