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Summary

Project SRV2701 – Improving Training and Research Capacity of the University of Fisheries, Vietnam - is highly relevant to the needs of a rapidly expanding and economically important fisheries and aquaculture sector, and has been broadly successful. The project has delivered significant achievements in terms of staff training, networking, and teaching methods. Progress has also been made in research and research collaboration, and in University management. 

Components 1 and 2 have progressed relatively well in all areas, although lack of staff time and incentive has been a significant constraint on both research progress and the development of teaching support materials, especially for component 2. Class size and teaching load has also been a constraint on the introduction of improved teaching methods.

Component 3 was very ambitious in scope and has suffered from lack of focus, and a poor Log-Frame specification. There have been achievements in terms of promoting improved teaching methods, English language competence, and institutional networking (with Norwegian Institutions and with other Institutions in Vietnam). There has been some progress in making management procedures more transparent, but it is less clear that they have become more efficient or effective. There is also heightened awareness of the need to match teaching and research services with sector demand, and client satisfaction and training/research needs have been appraised in key areas. There has been less progress on feeding this awareness and information into University strategic planning, and through into design of courses and research focus. Sub-components relating to information resources and library management have seen limited progress. 

Component 4 has seen substantial progress in terms of skills development, but the role and financing of the Biotech Center remains unclear, and there is an urgent need for business and strategic development planning.

Component 5, project management, has been effective in meeting its remit, but lacks staff time to play a really effective project facilitation and coordination role, and project management staff are overstretched. Some procedures – notably procurement – are excessively bureaucratic and have contributed to delays in some areas.

A significant weakness of the project, which has contributed to the slow progress and under-spend in several areas, is the lack of senior staff time and incentive to facilitate, coordinate and manage project activities. In practice, for some staff, there is a significant opportunity cost associated with involvement in the project – which many staff are unwilling or unable to afford. Unless this problem is addressed head-on, it is likely that the project will continue to under-perform in some key areas. 

This report makes a number of recommendations to take phase 1 through to a successful completion. 

The mission strongly supports a phase 2, so long as the management and incentive issues noted above can be resolved. 
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1 Introduction

1.1 This document

This document is structured in the form of a concise overview report supported by more detailed annexes relating to each of the project’s main components. The overview report is structured according to issues listed in the TOR. The report has deliberately been kept short in order to focus on key issues and recommendations. The annexes are presented in the order of their original numbering in the project documents. 

General recommendations are presented at the end of this report and more detailed recommendations for each component are presented in the relevant annexes.

1.2 Background

Following a meeting in March 2001 between the Government of Vietnam (GoV) and the Government of Norway (GoN), a commitment was made that the GoN, through the Norwegian Agency for Development Cooperation (NORAD), would give financial support to the University of Fisheries (UoF) to implement a project entitled "Improving training and research capacity of UoF, Vietnam".

Further to this commitment, in June 2002, a group of Norwegian experts conducted a comprehensive survey of fisheries education capacity in Vietnam. The results of this survey were reported to both governments. Strong support was given to the idea of a Project to develop training and research capacity of the UoF. A workshop was therefore organised in September 2002 to develop the Project Document and Log-Frame.

In June 2003, an Agreement was signed between the GoV and GoN to provide support to the Project. The GoN agreed to make available a financial grant of 17million NOK and GoV agreed to provide 781,000 NOK.

In September 2003, a final inception report was submitted to NORAD. This report revised the initial Project Document and LogFrame and produced the final agreed versions. It is these versions that have been used as the basis for this mid-term evaluation.

1.3 Goals, objectives, outputs of the project

The project goal is: "To contribute towards meeting needs of human resource in fisheries economics and aquaculture in Vietnam".

The objective is: "University of Fisheries delivering improved research and training services to fisheries and aquaculture in Vietnam".

The five principal outputs are:

· Training and research capacity of the Faculty of Economics improved.

· Training and research capacity of the Faculty of Aquaculture improved

· Institutional capacity of UoF in research and educational administration improved.

· Functioning and research capacity of Centre for Biotechnology and Environment improved.

· Project managed, co-ordinated and monitored effectively.

1.4 Purpose and scope of the review

The objective of the Mid-term review (see Annex 1 – Terms of Reference) is to evaluate progress and achievements of the Project to date against the objectives, outputs and activities stated in the Project Document, Inception Report and agreed work plans, and to propose possible changes for the remaining period. Project relevance, effectiveness, efficiency and impact are the focus areas of the review.

The evaluation should:

· Evaluate the achievements of the Project towards fulfilment of the overall goal and objectives of the Project;

· Evaluate the achievements of each of the five components (outputs) based on the Project Document, Inception Report, agreed work plans, available documents produced and actual activities implemented so far;

· Evaluate the contribution of the Project to capacity building at UoF  in three main areas: human resource development, training and relevant scientific areas;

· Evaluate how well the institutional cooperation with the Norwegian and other scientific institutions contribute to the fulfilment of the Project objectives;

· Assess the use of Vietnamese and Norwegian financial resources/contributions related to the implementation of the activities;

· Assess the sustainability of the component activities and the project such as institutional and financial issues;

· Evaluate how well the Project is taken care of and is integrated into UoF development needs, in order to meet the requirements/demands from the fisheries industry and MoET/MoFI.

· Identify constraints to be addressed by each component and the Project design as a whole and make recommendations for possible improvement.

1.5 Team composition

Dr S Cunningham, Team Leader, IDDRA Portsmouth UK/Montpellier France

Dr J Hambrey, Hambrey Consulting, Scotland, U.K.

Dr Pham Anh Tuan, Research Institute for Aquaculture No. 1, Bac Ninh, Vietnam

Prof Le Dinh Luong, Center of Biotechnology, Vietnam National University

1.6 Evaluation methodology

The Evaluation Team was referred to the Norwegian Ministry of Foreign Affairs Development Co-operation Manual. The main focus of the Team's work was on the issues listed in section 1.3 above drawn from the Terms of Reference.

Prior to fieldwork commencing, the Evaluation Team read key documents and information provided by the Project Co-ordinator. 

The Team met in Hanoi and worked together in Vietnam during the period from 22 May to 2 June 2006. An initial briefing meeting was held with the Norwegian embassy, followed by a series of meetings with relevant Ministries and RIA-1. The Team then travelled to Nha Trang on 24 May and spent the remaining period working with University of Fisheries staff. During the last week of June, Cunningham visited University of Tromso and Hambrey visited Bergen for discussions with Norwegian Professors providing the technical assistance for the project.

Persons consulted during the Mission are listed in Annex 2.

2 Achievements of the Project towards fulfilment of the overall goal and objectives of the Project

The fisheries sector plays an important strategic role in the Vietnamese economy and has been crucial in achieving the 7% average annual growth rate of GDP observed since 2000. Such a vital and growing economic sector requires highly-qualified human resources if it is to be managed sustainably into the future.

The overall goal of this project is: "To contribute towards meeting needs of human resource in fisheries economics and aquaculture in Vietnam", and the objective is: "University of Fisheries delivering improved research and training services to fisheries and aquaculture in Vietnam". These are of clear relevance to needs both at the national level and at the level of the University itself.

In terms of capacity building the project has had significant impact. By the end of the current project, the number UoF staff educated to PhD standard will have been substantially increased. It has provided increased opportunities for research in collaboration with foreign experts in the main areas of economics and aquaculture. The Biotechnology Centre has developed on a range of fronts and is now poised to realise its potential as a service provider and centre for advanced research.  In both economics and aquaculture, there have been improvements to the BSc programmes, and development of the MSc programmes (curriculum, content, and support materials), the PhD training programmes and the collaborative research programmes. The project has resulted in wider adoption of problem focused teaching methods, and increased use of communication aids. Academic and administrative staff skills have been enhanced through a wide range of training courses and study tours.

Over and above its technical components, the project also seeks to improve University administration and the general institutional set-up. It appears to have been most successful in the technical areas.

Notwithstanding the positive results achieved, it is recognised both in UoF and in NCFS that progress has been slow in some areas and much remains to be done. Further support to this project will be required in a number of areas in order to ensure sustainability of the results achieved to date.

The achievements of the project appear principally through progress realised in the five components and these are reviewed individually in the following section.

3 Achievements of each of the five components

Each of the components is reviewed in detail in the annexes to this report. This section summarises the main achievements of each component.

3.1 Component 1 – Economics

Fishing is a vital economic sector requiring highly-qualified human resources if it is to be managed sustainably into the future. At present very few people have even Masters level qualifications in the area of fisheries economics and management, let alone PhD, and the need is pressing. The focus of component 1 of the project on "improving training and research capacity of the Faculty of Economics" is therefore highly relevant.

The project has enabled the BSc Fisheries Economics curriculum to be updated and teaching to be improved with a move away from "passive" teaching methods towards active ones. 

The project has also enabled the establishment of an MSc Fisheries Economics degree, with substantial participation of Norwegian professors in the teaching of the first set of students.

The production of new teaching materials is underway for both the BSc and the MSc. Although substantial progress has been made, nothing has yet been completed. 

The component is contributing substantially to human resource development, both through the in-house MSc degree and through students registered for PhD in Tromso or in Vietnam and also students registered for MSc in Tromso.

Staff have undertaken English courses and the level of English in the Faculty has improved substantially over the course of the project.

The project has also enabled two research projects to be developed, one looking at costs and earnings of different kinds of fishing vessels operating in Nha Trang, and the other looking at seafood consumption behaviour. Both projects are progressing well and have enabled UoF staff to produce papers to present at the International Institute for Fisheries Economics and Trade (IIFET) biennial conference held in Portsmouth UK in July 2006.

It has just been confirmed that UoF will be hosting IIFET in 2008. This is a tremendous achievement and is likely to lead to collaborative research opportunities.

3.2 Component 2 – Aquaculture

Aquaculture has great potential to develop in Vietnam. The government has targeted annual aquaculture production of 2 million tons and USD 2 billion of export value from aquaculture in 2010. To achieve such targets requires a high quality workforce and improved farming technology and as a result there is rapidly increasing demand for training in aquaculture. UoF is a major player in delivering such services.

The project is contributing to the development of well-qualified staff with 3 staff members taking MSc courses in Norway (2 project funded), and 2 PhD (one enrolled in Norway and one locally with training support from Norway). The courses have also facilitated collaboration between visiting lecturers and UoF staff.

Curricula have been revised and approved by MoET. In the case of the Masters course this has been through a national/international workshop process, and closely co-ordinated with curriculum development for other aquaculture Masters courses in Vietnam.

Lecture notes have begun to be produced for the Masters Course and roughly 55% are now available.

The project has enabled attendance at international conferences but so far uptake has been slow and only one paper has been presented.

The research to be undertaken within the project has been identified and relates to disease prevention and/or cure, and nutrition. The first project has made progress with disease identification but not so far with prevention or cure. The second project has been subject to substantial delay.

3.3 Component 3 – Institutional capacity

Whilst components 1, 2, and 4 address project activities at the Faculty level, component 3 seeks to address higher level and cross-cutting management and skills development needs.

The project has undertaken a very wide range of activities under this component, including English language training, information management, teaching quality and methodology, management systems, library and general University management training, networking, establishing relations with work-place, strategic dialogue and planning, and HIV awareness. 

The component has enabled networking to progress, especially through the establishment of the Vietnam Fishery and Aquaculture Institution Network (VIFINET), with annual meetings held with support from the project and a variety of more focussed events organised by different participants. The sourcing of lecturers for the Masters course from other Institutions in Vietnam, the region, and Norway has also promoted networking. Confirmation of the hosting of IIFET in 2008 will contribute greatly to international networking in the area of fishery economics.

The Library and improvement of information resources is an important part of this component's activities. Progress to date has been very limited. An independent needs assessment is planned for the Autumn of 2006, following which it is anticipated that this sub-component will receive more attention. 

The CTA and component leader have put special emphasis on improving the University’s management system. A quality assurance unit has been established, and UoF is now one of 10 universities self-evaluating against established MoET management criteria. In addition, a criteria set for evaluating academic programmes at UoF has been written and is ready for use. A management improvement committee and sub-committee have been established to work up and clarify management procedures and regulations. 

An Annual University Management Conference was initiated by the component in 2004 and the most recent of these ("The need for a new management system”) was regarded as a success. The conference is a key tool for integrating component 3 into general University management, for promoting strategic dialogue amongst staff, and for raising and testing new management ideas. Follow-through mechanisms will need to be developed to ensure that good ideas and initiatives proposed at the conference are thoroughly reviewed and implemented where appropriate.

Another important area concerns University strategic planning. Some analytical ideas, notably the value creation cycle, have been introduced through the project, and there is increased awareness of the need to match teaching and research services to demand. However, progress with these activities is constrained since this topic is poorly specified in the project agreement and log-frame and it is difficult to link what is being done to either activities or indicators.

A student satisfaction survey has been initiated from this year, and if well analysed and linked to strategic planning could become a key resource underpinning improved teaching other student services. 

While there has been good progress in some areas – and especially in terms of staff and teacher training, and relations with the workplace - the overwhelming impression of component 3 is that it lacks focus and a sense of priorities. The scope of the whole component appears too ambitious, at least under the existing project management structure, and progress against some indicators has been limited. 

3.4 Component 4 – Biotechnology

The aim of the project is to develop the Centre for Biotechnology and Environment as a functioning institution for the delivery of services to the public and private sectors. This objective has been achieved.

When evaluating the achievements of component 4, it should be remembered that, prior to the project, the Center for Biotechnology and Environment had only just been established. Although it had been equipped, it had limited operating budget and human resources.

With the three years support from the project, the Centre has progressed well. Its main achievement has been to increase staffing from 5 to 10, and to have increased their level of skills, through training courses organized in the Center at University of Fisheries (UoF) and by sending staff for training in some advanced labs in HCM city. 

The skills developed have enabled staff to apply the following techniques:  

· AAS: (atomic absorption spectrometer) to analyze 20 elements in seafood, water and mud, especially heavy metals.

· Spectrophotometer: UV-VIS to analyze environmental parameters

· Biochemistry techniques: to evaluate nutrition parameters such as protein, lipid, ash, carbohydrate

· Chromatography: to determine amino acids, fatty acids, pesticide residues, antibiotics, aflatoxin and histamine.

· Microbiological techniques: to detect Coliform, E.coli, Enterococcus, Vibrio and Salmonella.

· PCR technique for the diagnosis of shrimp diseases, and to identify the bacteria in seafood.

The Centre contributes to both undergraduate and postgraduate teaching and research.

3.5 Component 5 – Project Management

This component is somewhat different to the previous 4, being concerned with the management of the project itself.

On the whole, project management has been well carried out, and the Project Management Office was of very great usefulness to the MTE team
.

In terms of achievements, everything that was intended to be achieved under the LogFrame has been achieved. Annual workplans and budgets are produced and agreed and annual meetings take place. The Project Management Board and Office both exist and function well.

Inevitably there is scope for improvement and some suggestions are made in section 10 of this report. Perhaps the major issue, however, is the need to strike a better balance between planning, which seems to occupy a substantial amount of time, and monitoring, which appears to occupy rather less time. 

4 Contribution of the Project to capacity building at UoF in human resource development, training and relevant scientific areas

Component 1 – economics – has made substantial progress towards capacity building, particularly through the development of the MSc programme, the PhD training programme and the collaborative research programme. The value-added is very high.

In the longer term, the development of competence in fisheries economics and management can be expected to have an increasingly positive impact on fisheries management in Vietnam, especially if UoF staff have the opportunity to collaborate with their colleagues in the MoFI and elsewhere.

In the case of component 2 – aquaculture – there has been significant capacity building through further consolidation of the Masters course; collaboration between visiting lecturers and UoF staff on delivery of that course; and strengthening of staff resources through international Masters and PhD training.

However, the sub-components on teaching methods, teaching materials, and research and research publication have all been somewhat disappointing, but reflect both a lack of time and lack of incentive for these activities. 

The situation in the case of component 3 – institutional strengthening – is more problematic. The component is ambitious in scope, complex and difficult to assess, with some very straightforward indicators for some areas, but also substantial areas of project activity where indicators have not been identified, and where measurement of progress would in any case be difficult. It is unclear how far it has gone to meeting the overall objective of improved institutional capacity to administer research and education.

Component 4 – biotechnology – has contributed to capacity building in a number of ways. It participates in both undergraduate and postgraduate teaching, and five PhD students are currently doing their theses in the Center. On the research side, work is being undertaken on Food Quality and Safety related to Aquaculture practice and Environmental conditions. The project has enabled the Center to upgrade its equipment, to purchase chemicals and to train its personnel. As a result its capacity to provide services to farmers and researchers has been increased.

5 Contribution of the institutional co-operation with the Norwegian and other scientific institutions to the fulfilment of the Project objectives

Institutional co-operation has been an essential feature of the project; it simply could not have been successful without it. The Project has both drawn on institutional co-operation and developed it further.

Co-operation with Norway has mainly been in the form of technical assistance provided by the Norwegian universities. Such technical assistance has been important across the board from undergraduate teaching, through postgraduate teaching and training to research.

The project has also favoured institutional collaboration beyond the obvious link with Norway. 

Scientists and professors from other Vietnamese universities and institutes have participated in curriculum development, teaching and in research project identification. And the project has enabled the UoF to reinforce its international links, for instance through presentations at International Conferences. Finally, the Project helped to consolidate links between the UoF and relevant Ministries in Vietnam.

6 Use of Vietnamese and Norwegian financial resources/contributions related to the implementation of the activities

The most noteworthy feature of the use of resources is that, despite the large amount of time devoted to planning, the project has consistently and significantly under-spent.

Table 6.1 below shows the budget breakdown from the revised Inception Report. It is noteworthy that there was a substantial re-allocation of the budget between the original project logframe and Inception Report. In particular, the budget for component 3 was reduced from around 36% of the total budget to less than 12% and component 4 budget was also slightly reduced. The budget for components 1 and 5 on the other hand were doubled and that for component 2 increased slightly. We understand that this relates mainly to the higher than originally estimated costs for training in Norway, and the increased allocation for Norwegian technical assistance.

	Items
	2003
	2004
	2005
	2006
	
	Total
	
	LFA
	
	GoV

	
	1000 NOK
	%
	1000 NOK
	%
	1000 NOK
	%
	1000 NOK
	%
	1000 NOK
	%
	1000 NOK
	%
	1000 NOK

	Component 1
	261.30
	16.17%
	1,331.55
	24.48%
	1,784.94
	29.48%
	985.55
	28.33%
	4,363.35
	26.30%
	2,285.40
	13.83%
	139.53

	Component 2
	185.20
	11.46%
	2,088.24
	38.40%
	2,206.43
	36.44%
	1,247.46
	35.86%
	5,727.33
	34.53%
	4,598.88
	27.83%
	192.04

	Component 3
	269.91
	16.70%
	684.24
	12.58%
	603.92
	9.97%
	379.02
	10.90%
	1,937.08
	11.68%
	5,896.80
	35.68%
	-

	Component 4
	
	
	677.09
	12.45%
	669.53
	11.06%
	224.38
	6.45%
	1,571.00
	9.47%
	2,106.00
	12.74%
	109.09

	Component 5
	899.51
	55.67%
	657.70
	12.09%
	789.94
	13.05%
	642.09
	18.46%
	2,989.24
	18.02%
	1,638.00
	9.91%
	780.61

	Sub-Total
	1,615.92
	100%
	5,438.82
	100%
	6,054.76
	100%
	3,478.50
	100%
	16,588.00
	100%
	16,525.08
	100%
	1,221.27

	Contingency
	40.13
	
	135.09
	
	150.38
	
	86.40
	
	412.00
	2.48%
	
	
	

	Total
	1,656.05
	
	5,573.91
	
	6,205.14
	
	3,564.90
	
	17,000.00
	
	17,000.00
	
	


Table 6.1: Planned budget allocation from the revised Final Inception Report

Table 6.2 below is based on figures obtained from the NCFS
. 

There are some noticeable differences between the two tables. First, the total budget is 17m NOK in table 6.1 and 17.55m NOK in table 6.2. It is not clear to the MTE Mission where this difference comes from.

Second, although the total budget figure is the same for 2003, it differs between the two tables thereafter. Some of the difference is doubtless due to re-budgeting as monies have been carried forward.

	
	Budget NOK
	Budget spent NOK
	Budget spent %
	 Under-spending NOK

	2003
	       1 650 000 
	                  800 000 
	                          48 
	                       850 000 

	2004
	       5 200 000 
	               1 900 000 
	                          37 
	                    3 300 000 

	2005
	       5 800 000 
	               3 200 000 
	                          55 
	                    2 600 000 

	2006
	       4 900 000 
	
	                          -   
	

	Total
	     17 550 000 
	               5 900 000 
	                          47 
	                    6 750 000 


The MTE Mission was unable to obtain a simple table summarising expenditure by year and showing the way in which unspent funds had been re-allocated to the following year. Moreover, information held by Tromso seems to differ from that held in Nha Trang – perhaps because of delays transmitting information, perhaps because of oversights.

So far as the Mission could tell, the actual budgetary processes themselves function correctly and certainly the auditors do not report any significant problems.

The main requirements appear to be to develop more realistic workplans and budgets (a need which is widely recognised) and to improve the Project Information System. It would be particularly useful to plan and report project spend against log frame activities on a yearly basis.

It should be said that the achievements of the project are all the more impressive once it is noted that by the end of 2005 it had apparently spent less than half of its planned and available budget.

7 Sustainability of the component activities and the project

Both general and particular sustainability issues can be identified.

The main sustainability problem facing the UoF (and many other similar institutions throughout the developing world) is that staff whose capacity has been developed under the project will become highly marketable products. And if the UoF is unable to offer a package (of remuneration and other advantages such as interesting working conditions), it may find it difficult to retain staff in competition for instance with the private sector and with other public sector organisations in Vietnam, and possibly also internationally.

There is no simple solution to this problem, but it argues for continued support, in the form of a follow-up phase to the current project, to ensure that the level of capacity at the UoF can gradually be increased even in the face of the inevitable losses.

Note however that the term sustainability is being used here in a fairly narrow sense to mean staff being retained at the University. Of course in the fisheries sector there are wider meanings to the word that are probably of greater significance. If Vietnam is to achieve sustainable utilisation of its valuable fish resources, it needs qualified staff. Hence trained staff leaving UoF to pursue their careers in various organisations throughout Vietnam is likely to contribute to sustainability at the wider fisheries level, even if it may pose a problem for the UoF.

Another general issue concerning the sustainability of Project results arises from the incentive structure in place in the UoF. The general thrust of the Project is to help the UoF to move towards improved management systems, improved teaching quality and improved research. However, under the current incentive arrangements at the UoF, there appear to be limited rewards for the development of quality in any of these areas. The system instead pushes staff (and the UoF as a whole) towards quantity – teaching large numbers of hours to large numbers of students, and producing lots of low quality research publications. There is a risk therefore that the quality gains achieved under the Project will prove to be of a temporary nature, unless the incentive system can be revised.

In economics, a particular sustainability issue has arisen concerning teaching of the MSc Fisheries Economics. A significant number of courses were taught in 2005 by Norwegian Professors. The Faculty of Economics does not currently have the capacity to offer these courses. The staff currently being trained to PhD level in Tromso will certainly add to Faculty capacity, but they are unlikely to be sufficient and in any event are unlikely to be available before early 2009. The sustainability of the MSc Fisheries Economics appears likely to be compromised therefore unless further support can be found to enable these courses to be taught at least in 2007 and 2008, and probably beyond that date at least for some of them.

In the case of the Centre for Biotechnology, the main threat to sustainability comes from the UoF decision to reduce financial support and require that the Centre generate external funds. If this strategy is successful, it will certainly increase the sustainability of the Centre. There is a risk, however, that it will not be successful – at least in the short term, in which case the strategy may have to be revised if progress made in the Centre is to be sustained. A clear funding and business strategy is urgently needed to ensure that further skills development is focused according to need and opportunity

8 Integration of the Project into UoF development needs, in order to meet the requirements/demands from the fisheries industry and MoET/MoFI

The Project builds from a recognition of the importance of the fisheries sector (capture fisheries and aquaculture) to the Vietnamese economy and way of life. 

In capture fisheries, there now appears to be relatively little scope for further development of production so the policy focus must switch to value maximisation. This new focus will require numerous elements, an important one of which will be greater use of fisheries economics and management methods and tools. There are currently very few people qualified in these areas, and demand can be expected to increase in the future.

The UoF is well placed to contribute to meeting this future demand through its teaching and research activities. The Project is therefore very well integrated into UoF development needs in this area since an essential requirement is to increase the Faculty of Economics ability to respond to these demands. Progress has been achieved under the current project, but inevitably starting from a low base much remains to be done.

As capture fish production reaches its limits, the Government is increasingly turning to aquaculture to contribute to national food security and foreign currency earnings. Decision No. 224/1999/QD-TTg established a national program for aquaculture development for the period 1999-2010, with annual aquaculture production of 2 million tons and export value of USD 2 billion targeted for 2010. However, the sustainable development of aquaculture in Vietnam faces several constraints, including disease and pollution, lack of quality workforce and limited technology. 

The UoF has a major role to play, first through training to contribute to an improvement in the quality of the human resources available to the aquaculture industry workforce and second through research to contribute to improved farming technology. It is clear that there is rapidly increasing demand for training in aquaculture.

The Project appears therefore also to be well integrated into national and UoF development needs in the case of aquaculture, given its focus on improving teaching and research capacity. However, it needs to link its research and teaching focus more systematically to identified sector needs and opportunities, taking full account of other competing or collaborating institutions.

There are some significant questions relating to component 3. The original project design was changed substantially at the inception phase and resources available to this component were reduced from almost 36% of the project budget to under 12%. This related mainly to the higher than originally budgeted costs for training UoF staff in Norway (components 1,2 and 4), and also costs associated with component advisors. Despite this, there was still significant under-spend by component 3, suggesting that financial resources have not been the main constraint to progress. This is because most activities under this component relate to management, which in turn requires senior staff time. As noted elsewhere in this report, this is in short supply, and the incentives to devote time to the project are often lacking. 

The issues covered under component 3 are of great importance to the development of the UoF and to the sustainability of gains achieved under other components. For instance, movement towards more active teaching methods and higher quality research will require improved library and information services, reductions in teaching hours and probably revisions to the UoF incentive structure.  The design of this component, and the mechanisms for implementation need some revision

Component 4 on biotechnology is also problematic in some respects. Despite the importance of biotechnology, the availability of significant research funds, and the rapid increase in demand for biotechnology services, the Center is struggling to establish its role either as a private sector, public sector or (in-house) University service provider. If it is to survive with only limited funding it will need a much clearer vision and development strategy.

9 Recommendations 

This section summarises the KEY recommendations made by the MTR Mission. Further and more detailed recommendations concerning each component may be found in the appropriate annex.

Recommendations are organised as follows: first some general issues are addressed affecting either the UoF or the Project in its entirety; then recommendations are made specific to each component. Each recommendation has been assigned a reference number (in brackets) for future reference.

The recommendations are aimed primarily at the Project Management Board and the University of Fisheries (now Nha Trang). However, in so far as UoF is undertaking the project on behalf of MoET, it is important that MoET is closely involved in reviewing, and where appropriate implementing these recommendations. This applies in particular to the “general recommendations”.

9.1 General recommendations

The Mission noted that degree courses (both BSc and MSc) are far longer than current international practice and teaching hours for both staff and students are excessive. The recommendation is to reduce the length of degrees and teaching time (1). However, the Mission recognises that it is not the first to make this recommendation and that implementing it raises challenges that go beyond the UoF. However, this project is being implemented by UoF on behalf of MoET, and the University is therefore well placed to press for reform of procedures in the higher education sector more widely. 

As a first step, therefore, it is recommended that the move towards active teaching be accompanied by a reconsideration of the general teaching strategy (2).. Where classes have large student numbers, passive teaching may be the most effective teaching method, especially in the early years of degrees where students need to build up a knowledge base. Classes with smaller numbers of students can then be organised along active teaching lines. In order to adopt an effective active teaching strategy, students need time to use the library and other information sources. The MTR mission spent little time in the library, but when they were there the most striking feature (apart from the impressive nature of the facilities) was the general absence of students, presumably because they were in class.

If this is to be achieved, however, it is important that the incentive structure reflect this priority for the University management. The current incentive structure appears to favour those who are able to produce many lectures and articles relatively quickly, which looks like a recipe for the production of many short, low quality articles, and ill prepared lectures. It is recommended that the University Management carefully examine the incentive structure that exists to ensure that it reflects the strategic objectives that the University seeks to promote. The main requirement is to find ways to encourage the prioritisation of quality over quantity as a general rule in both teaching and research (3). 
One reason why the project is under-spent is that the UoF incentive system encourages staff to take on too much work, which they are then unable to complete on time. Senior University management should pay much greater attention to the commitments being undertaken by staff, both to ensure the quality and timeliness of outputs and to ensure that the member of staff concerned does not have an excessive workload (4). In the long term, it is in neither the University's nor the member of staff's interest for individuals to exhaust themselves mentally and physically trying to over-perform.

The above recommendations should be implemented through the “management systems” sub-component of component 3, and should be undertaken in close consultation with MoET (5).

On a more specific management issue, the formal procedures (at the level of UoF) for purchasing equipment and other materials for the Center as well as for the Project as a whole, should be simple, effective and timely (6). 

The logframe is poorly specified and offers insufficient guidance to the Project. The Mission recommends updating the logframe, especially if the current Project is to run until 2008 (7). More thought is required on the activities needed to complete the different outputs and the success indicators for those activities. If the logframe were correctly developed, project reporting, monitoring and evaluation could be simplified and made more effective. If there is resistance to a wholesale re-writing of the logframe, at the very least the log frame relating to component 3 should be re-developed (8). The current version no longer represents the activities that are really being carried out. Some suggestions for this are presented in Annex 5.

There has been discussion about the establishment of some kind of learning support centre probably under the Department of Student Affairs, and it has been suggested that this be supported by the project. A possible model for this is the Centre for Learning and Educational Technology (now the “language centre” - http://www.languages.ait.ac.th/home.htm) at AIT in Thailand. Unfortunately long term funding for this centre at AIT in its original form was difficult to maintain, and it has reduced the scope of activities accordingly. This is an important lesson for UoF. We would support the establishment of a “learning” centre as a means of generating focus for those activities related to teaching methods, student learning skills, and communications skills (both staff and students)(9). However such a centre will only be successful if the issues of staff reward/incentives and motivation are addressed, and a mechanism for long term funding developed.

9.2 Economics

The MSc Fisheries Economics degree has been approved and is running. However, teaching of some six key courses depends on inputs from Norwegian Professors. The Faculty has tried to develop a strategy to replace these inputs which relies on using the two PhD students currently being trained in Norway. However, this strategy is seriously compromised by the fact that these two students will not be available until early 2009. This problem requires a solution to ensure the sustainability of the degree. It is recommended that support should continue to be given in this area at least until 2009, or preferably until the MSc is sustainable (10). A process of "technology transfer" is under way from the Norwegian Professors to their Vietnamese counterparts, but this is likely to be a long process. In the view of the mission, the need for support to the MSc argues strongly for a follow-up project.

Given the lack of textbooks and other teaching materials in fisheries economics in Vietnamese, the Faculty is forced to rely on translated texts. But finding someone with the necessary knowledge to undertake such translations is very difficult. It is recommended that the Faculty and NORAD explore the possibility of developing a cost norm for this work to be undertaken within the project by Faculty of Economics staff (11).
On the research side, the success indicators equate presentation at International Conferences with publication in International Journals. However, publication in International Journals is a rather sterner test of the research results than presentation at International Conferences. The mission strongly recommends that the Faculty aim to achieve at least one refereed paper accepted for publication in an international fisheries economics journal by December 2007 (12).

There is also a tendency (in line with the UoF incentive structure discussed above) for staff to publish many low level papers, especially in the UoF Review. The MTR mission recommends that in the future researchers concentrate on publishing fewer articles of higher quality and targeted at specific user groups (13).

9.3 Aquaculture

There have been substantial delays in the production of lecture notes. This should be a routine part of lecturing and academic activity, and it is therefore questionable as to whether project support should be given. We recommend that if lecture notes are not completed as agreed in July this year, support should be withdrawn (14).
There has been some confusion over the need for various texts, in English and/or in Vietnamese, and recent purchases seem to have been rather ad hoc. We recommend that the Faculty undertake a rigorous appraisal of the quality and scope of existing textbooks in Vietnamese in English supporting the various subjects taught at undergraduate and postgraduate level, and identifies the need for specific new texts or translations and other teaching resource materials. A specific and detailed proposal for funding these resources should then be made in the workplan/budget for 2007. This exercise should be undertaken in close consultation with the University library in order to maximise the utility and availability of information resources (15).
We understand the decision to drop the development of lecture notes for the undergraduate Aquatic Resource and Environmental Management course at this time. However, the demand for environmental courses is likely to increase, especially at post-graduate level to meet the evolving needs of Provincial Government. Staff should be recruited, or existing staff trained in this area, to strengthen delivery of environmental management related courses within the Masters programme. In addition, demand for short course training in this area should be explored, and if appropriate a course developed, probably in collaboration with other institutions with complementary skills (16). 
There has been some progress with the introduction of improved teaching methods, but rather little formal follow-through and formal re-enforcement The faculty should hold an internal workshop on “teaching methods” to establish which methods are suitable for the various teaching situations, and how to improve teaching skills more generally, perhaps through some form of best practice guidelines and/or prize or recognition for outstanding teaching performance. This activity may be further supported and progressed through the proposed “learning centre” (see component 3) issues.  Opportunities for training in teaching, presentation, facilitation and communications techniques should be explored, and a proposal put forward to strengthen this activity (17).

Delays in procurement have been a compounding factor leading to significant delays in research activity. Not only is this unfortunate in itself, it is inappropriate in a project which also seeks to improve management systems. Once annual workplans and budgets are approved, the component leaders should be allowed to sign off on procurement. Checking at higher levels should be limited to accountant checking that proposals are within agreed budget (18). This may not be possible under this agreement but should be undertaken as a pilot for any phase 2. In addition, there should be flexibility to allow for the researchers to handle actual procurement when the procurement officer is too busy

Support and advice from Norwegian advisors is necessarily limited, given limited time in country, and significant teaching duties. Mechanisms to encourage advisory staff to spend longer periods of time in Vietnam, and become much more actively engaged in the research and publication process should be explored, taking full account of the significant additional financial resources required (19). 

While the quality of the Norwegian advisors is generally highly regarded, there are nonetheless opportunities to source world experts in relevant disciplines both regionally and globally. As a capacity building project designed to address the particular research and teaching needs of a tropical fisheries academic institute, the project should cast the net more widely to ensure that the best possible advice is available. Visiting lecturers and research advisors should be sourced regionally and globally, with selection based on excellence rather than nationality (20). Some form of academic exchange programme funded by the project might be an appropriate mechanism to encourage this. More detailed suggestions for taking this forward are presented in Annex 4.
9.4 Institutional development and management

Component 3 is ambitious in scope, complex and difficult to assess. It is unclear how far it has gone to meeting the overall objective of improved institutional capacity to administer research and education. This component should be hardened up with a much clearer log frame and clear responsibilities assigned (21). An incentive will also be required to ensure that adequate time is devoted to facilitate and promote these complex activities – either through effective delegation or a full time component leader. Either way a “cost norm” for project management should be developed, coupled with accurate time recording and appropriate reporting (22). 

Networking could be improved in a number of ways. Opportunities for international collaboration on research in fisheries economics and coastal aquaculture should be pursued with vigour by the International Relations Department (23). The second aquaculture PhD student should develop a research proposal with international collaboration as a key feature (24).
There is a need to integrate the library more fully into the teaching and project environment. It is recommended that the Librarian should join the PMB. It would also be useful for the Library to become part of international network such as IAMSLIC (International Association of Marine Science Libraries and Information Centres) (25). The annual subscription is only $20, although further expenditure should be planned for travel to meetings.

No fisheries database resource has so far been established at UoF's library. Responsibility should be assigned to a member of the library staff to ensure simple access for students and researchers to key national, regional and international fisheries statistics and other fishery information resources (26). 

The extent to which increased capacity in library management has been achieved is unclear. A review of training and skills development needs for library staff should be undertaken, and the existing indicator “100% UoF library staff capacity improved by 2005. (all pass the tests given by library trainers)” should be modified accordingly. (27).

Emphasis is placed on improving University administration and  management systems. An audit of existing management systems, and analysis of strengths and weaknesses is required as a basis for determination of specific training needs, and selecting appropriate administrative staff as trainees (28).
The issue of university strategic planning has been promoted by the CTA and is clearly of great importance. However, it is very poorly specified in the log framework - indeed there is no clearly corresponding activity (other than unspecified training courses), or indicator. If university strategic planning is to be pursued effectively, it should be incorporated within an agreed revised project logical framework with clear outcome, activities and indicators (29).

Work has been undertaken in various places around the UoF to assess demand for graduates and services. The component advisor should work with the University to pull this work together in the form of a comprehensive training and research needs assessment (30). If necessary consultants (national + international) should be contracted to complete this work. In future, such an assessment should be a routine management activity – with comprehensive analysis every 5 years as part of the University Strategic planning process. 

9.5 Biotechnology

The Center for Biotechnology and Environment is in its infancy and in need of significant support if it is to be successful. However, the Center is struggling to establish its role both within the University and as a service provider to the private sector and Government. Its financial sustainability is uncertain. A business plan and development strategy should be developed as soon as possible, which addresses market opportunities and competitive advantage, skills requirements, research focus, and financing (31). Some assistance may be required to help existing management develop this plan. Further funding to the Center should be contingent on the production of such a plan, but could be substantial in the short-medium term. In the longer term, the plan must detail how the Center will become financially independent and sustainable.

The plan of the UoF (mentioned in discussions with the former NPD) to combine the Center for Biotechnology and Environment with another unit inside the UoF, such as Processing, Aquaculture, Catching ... to form a bigger Center, could create problems and requires thorough assessment in the business planning process.

More specifically, and dependent on the outcome of such an exercise, the Center should distinguish between the two tasks of: 1) Analytical unit, and; 2) Research unit. The former should be put completely and immediately into different services; the latter should concentrate on a few topics feasible with presently available manpower, which can get funding from different sources, including national and international agencies. Different types of manager are required for these two units (32)

In general the Center should involve more and more biotechnological approaches and methodology in their research topics (33). The shift in research focus under the project from biopolymers and biotechnology to seafood safety is somewhat questionable given the strength of competition from other laboratories in this latter area, and should be addressed in detail in the proposed business plan/development strategy for the centre. If the centre is to proceed in this area it will probably be necessary to achieve ISO 17025 certification and perhaps become a training and accreditation center in its own right. 

On the other hand, the Center has access to high levels of skill in the areas of biopolymer product development, and a new Vietnam national research fund for biotechnology has recently been established. Research and staff capacity in this area should not be dropped lightly, and should be reconsidered in the development strategy, and could form a significant element in phase 2. 

On more specific issues, a PCR thermocycler should be bought (34), as the two in CBE will overloaded in the very near future, when the research topics of biotechnological profile are selected for the Center.

The project should purchase only equipment which will be used with lower cost, less time and more reliably than sending samples abroad for analysis (35). For example, the DNA sequencer (purchased prior to this project)  is unlikely ever to be used because the reagents for sequencing must be bought from outside and are and difficult to transport. This experience has been drawn from all other institutions for biotechnology in Vietnam.

One should encourage good, active and effective communication by e-mail between Vietnamese researchers and their Norwegian experts (36).
9.6 Project management

On the whole, project management has followed the route set out in the Project Document; and most indicators have been achieved. However, there is a need to investigate how project processes can be speeded up (37). The production of the workplan and the annual report take a long time. Once the workplan is agreed, component heads should be given responsibility for activities and no further authorisation should be needed (38). In the case of expenditure on research projects in particular, activities should not be delayed by administrative procedures once they have been agreed in the workplan. Research projects should be used by the University as an experiment to develop appropriate procedures for devolved management so as to simplify management procedures in the future (39).
It has not always been easy to assess the efficiency of delivery of key outcomes because of the mis-match in structure between log frame, annual workplans, annual budgets and annual reports. The PMB needs to produce a clear report of spending against each major activity in the log frame, and if possible against specific indicators. If this cannot be done, the financial planning and reporting system must be adjusted accordingly. It is recommended to generate a clear and simple report of total spend to date, and anticipated spend to project completion, for each major activity in the log frame (40).

9.7 Suggestions for phase 2 follow-up to current project

Overall, the Mission has been impressed with achievements of the project to date, although many things remain to be done. The Mission recommends that NORAD continue to support UoF beyond the end of the current project, and strongly supports a second phase to this Project. In this section, we make some suggestions for what a phase 2 might contain.

In the case of economics, there is a need to continue support on a broad front along similar lines to the original project (41). The Faculty started from a relatively low level with no MSc programme, few PhD qualified staff and little in the way of research. There is therefore much to consolidate and develop further.

On the teaching side, there is a need to continue to help the Faculty to develop its teaching methods, especially the move towards fewer hours (42). The need for further support to MSc teaching has already been identified.

There is also a clear need for more PhDs (43), some of whom could be trained in Norway. The University should also identify other international doctoral programmes in fisheries economics and explore possibilities for collaboration and sponsorship.

On the research side, in the future, it would be of interest to develop policy-oriented fisheries economics research (44). In order to do this, the Economics Faculty needs to develop collaborative links both with the Ministry of Fisheries and with other research organisations in Vietnam, for instance with VIFEP (the Vietnam Institute for Fisheries Economics and Planning, soon to be renamed the Vietnam Institute for Fisheries Economics and Policy) and with the Institute for Marine Fisheries in Haiphong. 

In the case of aquaculture, although the Mission would recommend continued support, given the relatively high level now reached by the Faculty in terms of trained staff and research experience, there is probably a need for more focussed support compared to the more blanket approach for economics. 

The Aquaculture faculty now has access to excellent research facilities on Campus, at Camh Ranh, and potential for shared use of research facilities with RIA3. There is a great opportunity to develop high level joint research projects with other institutions in Vietnam, the region, and globally, thus reinforcing the research training undertaken so far, and providing an incentive for highly trained staff to stay in a dynamic department with strong research focus. This can be reinforced by providing incentives for international experts to spend significant periods of time working with UoF in Vietnam. We therefore recommend the establishment of an aquaculture research fund administered by an international research advisory board (45) This would be open to all appropriately qualified staff of the Faculty, but associated with conditions designed to promote collaboration and excellence. Possible conditions might include one or more of the following:

· Collaboration with at least one other national or international researcher with a regional or global research reputation in the research area chosen; 

· Relevance to aquaculture development in the South and Centre of Vietnam;

· Collaboration with Biotec Center and/or Fish Processing

· A list of preferred research areas

· Publication in peer reviewed journal

Such a fund would offer the usual remuneration and incentives for research planning and management as well as research assistance, in line with other national and international research funds. The fund might also make specific provision for short term exchange fellowships to promote regional and international networking, collaboration and mutual capacity building. A similar research programme might also be considered for the economics department. The project might also offer practical support from international specialists to assist with proposal development.

As a further incentive, a NORAD “research prize” might also be offered to young staff  achieving excellence in research, as measured through publication in prestigious journals and/or practical application (46).
Further initiatives related to teaching methodology have been discussed above for the completion of phase 1, but on-going initiatives, in parallel with general initiatives relating to reduced teaching load may be required in phase 2 (47) 

The Mission also recommends that support continue for the Biotechnology Center in any phase 2, dependent on the outcome of the Business planning initiative recommended within phase 1(48). Again research funding should be a key component of further support (49). Specific areas for research need further thought, but there are clear opportunities (based on existing skills and demand) for research on biopolymer in seaweed and shrimp in cooperation with the Faculty of Biotech (Biopolymer Dept.) of NTNU. To make this realistic and successful in the second phase, it would be useful if some budget can be allocated for preparation of the topics in the last year of the first phase (2007) (50). 
In addition phase 2 might include a specific activity designed to prove by inter-calibration with other laboratories that the results are valid, and to achieve ISO17025 accreditation (51).
At a more general level, it is suggested that in phase 2, components 3 and 5 should be combined into one component that would be the direct responsibility of the National Project Director with support from the CTA (52). The activities that were planned for components 3 and 5 continue to be highly relevant to the UoF, especially if it seeks to move away from high teaching loads and long degree courses. The Library and provision of information resources for instance will be of ever-increasing importance, and a new project should pay great attention to this. One approach would be to split component 3 into a series of sub-components, each with a sub-component head reporting to the NPD as component 3/5 leader (53).

One area that has proved difficult to move forward under the current project is the move towards fewer teaching hours. However, experience elsewhere suggests that this is the only way to move towards higher quality teaching and research. It is suggested therefore that phase 2 should look in detail at the implications of, and requirements for, moving towards different teaching approaches so as to reduce contact hours (54). 

The phase 2 project could explore with senior University management:

· Models to reduce hours – there is no perfect solution but something which would work well in Vietnam could developed drawing on experience in countries such as Norway, USA, UK, Australia and doubtless elsewhere

· Ways to revise the incentive system

· Implications of moving towards more autonomy in University management and funding

· Decentralisation within the UoF, for instance in research management.

The need to develop the number of staff qualified to the highest level will continue. Depending on levels of support available under phase 2, it might be possible to make a number of PhD scholarships available each year so that the best MSc students can be given the opportunity to continue their studies (55). In this way, the human resource capacity can gradually be developed at both MSc and PhD levels.

Irrespective of what is achieved under phase 1, it must be recognised that time spent on “capacity building” and project management also takes staff (often the best staff) away from routine activities, and in some cases away from income earning activities. In a system with so little slack and a relatively low base salary for academic staff, this can actually undermine rather than enhance institutional capacity and performance. Any preparation for phase 2 must take account of the opportunity cost of involvement in project or research management (56). Although this problem is widely recognised by all involved in the project, it is yet to be seriously and comprehensively addressed. If these issues cannot be resolved, the scope of any phase 2 should be reduced in accordingly.

10 ANNEX 1: TERMS OF REFERENCE MID-TERM REVIEW OF THE SRV2701 PROJECT "Improving Training and Research Capacity of the University of Fisheries, Vietnam"

10.1 BACKGROUND

Started in the last quarter of 2003, the Project “Improving Training and Research Capacity of the University of Fisheries, Vietnam” is co-funded by the Norwegian Government and the Vietnamese Government for the period of 2003-2007. Cash contribution from the Norwegian Government and Vietnamese Government is NOK 17 million and NOK 780,610, respectively. The development objective is to make “contribution towards meeting needs of human resources in fisheries economic and aquaculture in Vietnam”.

The expected outputs of the Project are:

· Improving training and research capacity of the Faculty of Economics

· Improving training and research capacity of the Faculty of Aquaculture

· Improving institutional capacity (i.e. general university management)

· Improving functioning and research capacity of Center of Biotechnology and Environment

· Effective project management

This current project is executed by the Ministry of Education and Training (MoET) and implemented by UoF, with technical assistance contracted mainly with three Norwegian counterparts including the Norwegian College of Fishery Science (NCFS) – University of Tromso, the Norwegian University of Science and Technology (NTNU) and the University of Bergen (UoB) in Norway. Project activities are implemented mainly at the University of Fisheries (UoF) in Nha Trang. A number of research activities and experiments are conducted outside the university, either in the fields or at the university’s research station in Cam Ranh. 

According to the Agreement between the Government of Vietnam and the Government of Norway, the Project will be evaluated by a Mid-term review in the first half of June 2006. The Mid-term review shall be jointly carried out by a team of national and international consultants appointed by UoF, representing Ministry of Education and Training and the Royal Norwegian Embassy, representing the Norwegian Government. The Mid-term review will consist of four members, two Vietnamese and two international experts. These invited experts are expected to evaluate the project progress and results to date and to provide recommendations for further improvement, not only in specific areas of aquaculture or fisheries economics or biotechnology but also in institutional and project management.

10.2 OBJECTIVE

The objective of the Mid-term review is to evaluate progress and achievements of the Project to date against the objectives, outputs and activities stated in the Project Document, Inception Report and agreed work plans, and to propose possible changes for the remaining period. Project relevance, effectiveness, efficiency and impact are the focus areas of the review.

10.3 SCOPE OF WORK

The mission shall work in close collaboration with UoF, MoET and the Norwegian Embassy in Hanoi, and have discussions with other stakeholders like MoFI. The mission shall:

1. Evaluate the achievements of the Project towards fulfilment of the overall goal and objectives of the Project;

2. Evaluate the achievements of each of the five components (outputs) based on the Project Document, Inception Report, agreed work plans, available documents produced and actual activities implemented so far;

3. Evaluate the contribution of the Project to capacity building at UoF  in three main areas: human resource development, training and relevant scientific areas;

4. Evaluate how well the institutional cooperation with the Norwegian and other scientific institutions contribute to the fulfilment of the Project objectives;

5. Assess the use of Vietnamese and Norwegian financial resources/contributions related to the implementation of the activities;

6. Assess the sustainability of the component activities and the project such as institutional and financial issues;

7. Evaluate how well the Project is taken care of and is integrated into UoF development needs, in order to meet the requirements/demands from the fisheries industry and MoET/MoFI.

8. Identify constraints to be addressed by each component and the Project design as a whole and make recommendations for possible improvement.

10.4 REPORTING

The mission will produce:

· A first draft report including findings and recommendations to be presented for discussion at a debriefing meeting held with Royal Norwegian Embassy, Project Management Board and Team Leader, Ministry of Education and Training, Ministry of Planning and Investment, Ministry of Finance and Ministry of Fisheries at the end of the working visit.

· A final and agreed Mid-term Review Report incorporating comments from relevant stakeholders.

10.5 TIMING

1. The evaluation starts from the 22nd of May 2006 and is expected to complete in 14 days.

2. Each of the experts in the mission shall have up to 4 days for preparation for the mission in terms of reading documents and other available materials in relation to the Project, as well as relevant general literature related to the Project and development in Vietnam, including research and educational aspects;

3. The length of the mission is 14 days for a number of activities including field visits, reporting, briefing and debriefing, and finalization of the report. These will be scheduled at the team’s disposal in consultation with the Royal Norwegian Embassy to Hanoi and the University of Fisheries prior to the conduct of the review. 

4. A draft review report in English shall be submitted to the above-mentioned debriefing meeting.

5. The participants of the debriefing meeting will have four days at their disposal in order to present comments in writing.

6. No later than two weeks after having received the comments, a revised draft Mid-term review report in English shall be forwarded to the MoET, the Royal Norwegian Embassy/Ministry of Foreign Affairs, to be commented upon in writing within one week.

7. The final report shall be forwarded one week after having received comments to the draft report.

10.6 QUALIFICATION OF THE INVITED REVIEWERS

The Reviewer Team will have four members, two Vietnamese and two international (non-Norwegian) experts, appointed by both UoF and the Royal Norwegian Embassy/Norad. Together they shall have solid knowledge in: 

· University management

· Research and development

· Aquaculture

· Biotechnology

· Fisheries Economics

· Institutional capacity building

· Project planning and management

· Experience in projects review and/or evaluation 

· Knowledge of English and use of computer programs.

It is preferred that the two international experts should

· Have knowledge and skills in the field of Economics and/or in Aquaculture. 

· Have ample experience in Research and Development and Institutional Capacity Building, Project Planning and Management, particularly for developing countries.

· Have experience of working in Vietnam or Southeast Asia or equivalent development contexts. 

· Have experience of working in university or training institutions.

· Be fluent in English (reading, writing and speaking), able to discuss and debate with other team members.

· Knowledge and experience in Biotechnology, university management is an advantage.

The invited Vietnamese experts should

· Include one specialist with a strong background and experience in Biotechnology and the other in Fisheries Science.

· Have involved in institutional management at different levels, preferably university or research institute. Experienced in strategic planning, research and development. 

· Have good understanding of the development of the University of Fisheries, and higher education system in Vietnam and of the training needs in the area of fisheries and aquaculture.

· Be experienced with internationally-funded capacity building projects in Vietnam.

· Be fluent in English (reading, writing and speaking), able to discuss and debate with other team members.

11 ANNEX 2:  CONSULTEES

The following persons were interviewed by the mission, or took part in meetings related to the mission in Vietnam between 20th May and 1st of June, and in Norway between 26th and 29th July 

Hanoi

Ms Kirsti Digerud; Ms To Thi Thu Huong -  Norwegian Embassy

Mr Nguyen Thanh Hai, Mr Nguyen Ngon, Ministry of Planning and Investment

Mr Vu Van Trieu, Ministry of Fisheries, Hanoi

Mr Le Thanh Luu, RIA 1 – Dinh Bang- Tu Son, Bac Ninh
Mr Nguyen Xuan Hai, Ministry of Education and Training

University of Fisheries (Now University of Nha Trang)

Faculty of Economics
Dr Nguyen Thi Kim Anh, Dean, Component 1 leader

Mr. Le Chi Cong, Component Assistant

Dr Duong Tri Thao, Vice-Dean

Ms. Phan Thi Dung, Lecturer

Ms Diep Thi My Hao


 Faculty of Aquaculture
Dr Nguyen Dinh Mao, Dean, Component 2 leader

Mr Pham Quoc Hung, Component Assistant

Dr Do Thi Hoa, Research Leader, NORAD project on diseases of marine fish

Ms. Mach Thi Ngoc Diep, PhD student, working on the NORAD project on cobia nutrition

Mr. Le Anh Tuan, Lecturer, member of the research team on cobia nutrition

 

Centre for Environment and Biotechnology
Dr Ngo Dang Nghia, Director, Component 4 leader

Dr Trang Si Trung, Lecturer, Faculty of Food Technology - serving as Component Assistant

Ms. Dang Thuy Binh, Technician

Ms. Nguyen Thi Dan Phuong, Technician

Ms. Nguyen Thi Thu Thuy, Technician

Library

Dr Nguyen Thach, Director of Center for Information, Documentation and Library

University Management
Dr Vu Van Xung, Rector

Dr Le Van Hao, Component 3 Leader, Vice-Director, Department of Academic Training

Mr. Tran Danh Giang, Director, Department of Academic Training

Dr Hoang Hoa Hong, Director, Department of Planning and Finance, 

Dr Nguyen Thi Hien, Chief Accountant

Mr. Nguyen Hoai Nam, Vice-Director, Department of Student Affairs

Dr. Lai Van Hung, Director, Department of International Relations and Postgraduation

Dr Pham Hung Thang, Director, Department of Science and Technology

Mr. Tran Trong Tai, Vice-Director, Department of Administration and Human Resource

 

Project staff
A/Prof. Quach Dinh Lien, National Project Director

Dr Hoang Tung, Project Coordinator

Mr. Ho Manh Tuan, Project Secretary

Ms. Le Minh Hieu, Information Admin

Ms. Tran Thi Thuy Quynh, Component 3 Assistant

Ms. Pham Thi Hoa, Project Secretary (part-time)

Ms. Ngo Thi Kim Thoa, Assistant

Norway

NCFS, Tromso

Knut Heen, Rector

Bjorn-Eirik Olsen, Project CTA

Ola Flaaten, Techical Advisor, Component 1

Svein Ottar Olsen

Bjorn Hersoug

Oystein Myrland

Signe Sonvinsen

University of Trondheim

Dr Helge Reinertsen, University of Trondheim, technical advisor component 2

Bergen

Dr Ragnar Nordtvedt, technical advisor Component 2

Dr Bjorn Tore Lunestadt, technical advisor component 4, NIFES, Bergen

Dr Einar Solheim Biomedical Laboratory, Bergen, Trainer, component 4

12 ANNEX 3:  COMPONENT 1 - ECONOMICS

12.1 Relevance and demand

Fish and fishing (including both capture fisheries and aquaculture) play a vital role in the Vietnamese economy and way of life.

Annual fisheries production has reached some 14.5 million tonnes, of which 9.32 million tonnes (64%) are from capture fisheries. However, there are signs that catches from capture fisheries are close to their maximum, and growth is now coming largely from aquaculture, which has an annual growth rate around 20%.

Fish-based export earnings were worth US$2.74 billion in 2005 (up from $500 million a decade earlier and $1.48 billion in 2000). This performance places fish in fourth place in the export league table (behind oil, textiles and footwear, but far ahead of agricultural commodities such as rice, coffee, rubber, pepper and tea).

Apart from their international trade performance, fish remain an essential part of national food security and provide income and employment (an estimated 80% of coastal communities depend on fishing in some way for their incomes).

Overall, the fisheries sector plays an important strategic role in the Vietnamese economy and has been crucial in achieving the 7% average annual growth rate of GDP observed since 2000.

Such a vital economic sector requires highly-qualified human resources if It is to be managed sustainably into the future. Already there are signs that the issues concerning capture fisheries are changing from the relatively simple task of developing production to the more demanding one of maximising the benefits from a given level of production in a sustainable way. Doubtless similar challenges will be faced by the aquaculture sector in the future as production growth inevitably meets constraints.

Discussions with the various Ministry staff were instructive in the sense that the consequences of the change in focus have not yet been fully integrated into policy thinking. Rather, for the moment, the implications of the discussions were that because little more production increase was to be expected from the capture fishery sector, the policy focus had to be on developing the aquaculture sector.

However, such an approach runs the risk of missing the many economic benefits that sustainable capture fishery production can provide, even in the absence of any further increase in production.

Certainly the issue is beginning to be recognised, as is demonstrated by events such as the national workshop on Sustainable Fisheries Development in Vietnam held in May 2006. But for all their merit, such events underscore the need for individuals who are qualified in fisheries economics and fisheries management and capable of contributing to improved fisheries management in the future. At present very few people have even Masters level qualifications in this area, let alone PhD, and the need is therefore very pressing.

In this context, the project is certainly of great relevance to needs both at national level and at the level of the University itself.

The focus of component 1 of the project on "improving training and research capacity of the Faculty of Economics" is appropriate.

There is likely to be a clear and continuing demand for postgraduates from the University from various directions. First, as the process of fisheries management comes to be better understood and as decentralisation proceeds, there is likely to be significant demand at both national and provincial levels. Second, there is likely to be demand from the University sector itself in order to be able to offer the full range of teaching and research activities associated with this area. And third, there is likely to be demand from the fishing industry.

In terms of the activities undertaken to achieve the objective of component 1, 1.1 improving teaching materials and methods, and 1.2. improving human resource capacity through PhD and Masters programmes are both clearly highly relevant. Activity 1.3. is relevant, but is ranked slightly lower due to the nature of the research topics chosen. Without doubt, both costs and earnings and seafood consumption are interesting topics for research, but relevance could certainly be increased in the future by developing more policy-oriented fisheries economics research. 

12.2 Effectiveness and impact

This section reviews project progress for component 1 (Training and research capacity of the Faculty of Economics improved) activity by activity using the version of the project logframe presented in the inception report (annex 3).

Activity 1.1 Revising curricula, lecture notes and teaching methods

Sub-activity 1.1.1 Reorganise Bachelor curriculum

Following a workshop held in 2004, in which 2 Norwegian scientists participated, the BSc Fisheries Economics curriculum was revised and is now being used.

The course was reduced in length but remains far longer (4.5 years) than is the standard in most Western Universities. Given the intensive amount of teaching during this period, the question must be raised as to whether students are not being over-taught.

In any event, this activity has been successfully completed.

Sub-activity 1.1.1 Produce teaching materials

The objective for this sub-activity was to produce in Vietnamese 6 sets of lecture notes and 2 compendia, and to use them by 2006.

The following sets of lecture notes are being produced for the BSc Fisheries Economics:

· Fisheries Economics 1 – Dr Tri Thao

· Aquaculture Enterprise Management – Dr Thuy

· Finance – Dr Hien

· Fishing Enterprise Management – Dr Ngoc

And the following sets are being produced for the MSc Fisheries Economics

· Fisheries Economics 2 – Dr Tri Thao 

· Fisheries Strategy – Dr Kim Anh

· Fisheries Management – Dr Tri Thao

· Fishing Investment – Dr Hien

Fisheries Economics 1 and 2 are being produced as compendia.

All have outlines, which were approved by the Steering Committee of FoE in November 2005 in the case of the MSc, and in December 2005 in the case of the BSc. Each set will have 7 or 8 chapters. The Mission was informed that the first 2 sets for the BSc are in almost complete draft, whilst the latter 2 sets are about 70% complete.

Progress is slower for the 3 MSc sets which are about 50% complete.

The objective is to complete the drafts of these documents by December 2006, with a view to publication by June 2007.

This seems a somewhat optimistic timetable in the case of the lecture notes, and a very optimistic timetable in the case of the textbook, at least if publishing a textbook in Vietnam is anything like publishing a textbook in the UK. 

There is a real risk that these activities will not be completed in time, particularly given the other pressure on staff time that exists. Mr Tri Thao would have a very large workload to complete the 2 sets of lecture notes and the book by December 2006 if that were all that he were doing, which in fact is not the case. He is also responsible for one research project and continues to teach.

His situation is far from being unique. It is recommended that senior University management pay much greater attention to the commitments being undertaken by staff, both to ensure the quality and timeliness of outputs and to ensure that the member of staff concerned does not have an excessive workload. In the long term, it is in neither the University's nor the member of staff's interest for individuals to exhaust themselves mentally and physically trying to over-perform.

The production of the textbook (and to a lesser extent the lecture notes) and the development of more active teaching methods is hindered by the fact that there are few, if any, textbooks in Fisheries Economics and Management available in Vietnamese. In order to remedy this problem, the Faculty has begun to translate appropriate books into Vietnamese. 

Translation, however, raises other issues. First, there is the need to obtain copyright permission from the author and/or publisher of the work. Second, someone needs to be found to do the translation.

On the former issue, there is no obvious simple solution available. All that can be done is to identify appropriate texts and contact the copyright holders to obtain permission. If such permission is denied (or is so complicated to obtain that it is effectively denied) then an alternative text should be sought. Where possible, the MTE mission will attempt to help the Faculty with this problem. 

On the latter issue, the NORAD approach is to use professional translation services. A cost norm has been proposed for such services, which the Faculty feel is too low to attract high quality translators. But over and above this problem is the difficulty of finding any Vietnamese translation company with the necessary expertise to be able to translate such specialist literature. It is recommended that the Faculty and NORAD explore the possibility of developing a cost norm for this work to be undertaken within the project by Faculty of Economics staff. Such an approach would be beneficial to the understanding of the staff themselves because if there is one thing that forces a person to read a text closely it is to translate it. However, if it is agreed that translation can be done in this way, close attention should be paid to the way in which this work is contracted. Where necessary existing commitments may have to be re-scheduled in order to create the time necessary for the work to be done effectively.

Overall, therefore, the work on this sub-activity appears to be progressing well but nothing is yet finished. Seven of the eight sets of lecture notes are planned to be completed by December 2006, and one of the two compendia (provided that term is understood to mean textbook). However, there is a significant risk that not all activities will be completed by December 2006. And there is a need to deal with the issue of translating standard textbooks into Vietnamese. Depending on the solution adopted to the translation issue, the work under this sub-activity may have to be re-planned. It is recommended that very careful attention be paid to risk management in the case of this sub-activity.

Sub-activity 1.1.2 Procure support equipment

This activity has been successfully completed. Some computers (2 laptops and 1 desktop) were purchased as were an overhead projector and a data projector.

Sub-activity 1.1.3 Study tours and staff training

One study tour was undertaken in August 2005. 

The delegation visited Tromso and Oslo from 21st to 28th August. The delegation was headed by Dr. Nguyen Thi Kim Anh, in addition to Mr. Tran Cong Tai, Mr. Duong Tri Thao, Ms. Phan Thi Dung and Ms Nguyen Thi Tram Anh. Discussions were held with various Norwegian counterparts concerning teaching methods and university administration, as well as more general fact-finding concerning the fishing sector and its management. In Oslo on the 22nd the delegation and Ms. Signe Sonvisen and Professor Ola Flaaten, NCFS visited The Ministry of Fisheries and Coastal Affairs and NORAD. In Tromso visits were paid to NCFS, the University of Tromso, the Norwegian Seafood Export Council, the Norwegian Institute of Fisheries and Aquaculture (Fiskeriforskning), Karvika Research Station, NORUT Social Science Research Ltd., the Fishermen’s Sales Organisation (Rafisklaget).

During the same trip the delegation also visited participated in an international workshop on “Fisheries Right of Communities” in Denmark.

Other indicators

A general success indicator is that "By 2006, 60% of subjects apply active teaching methods" but this indicator does not seem to relate to any particular sub-activity in the logframe.

In any event, progress has been made in this area following a workshop on revising teaching materials and teaching methods held in 2003.

Previously lecturing was largely based on a passive teaching approach, with the Professor telling the students what they need to know. It is estimated that in some 45% of BSc courses,  there has now been a movement away from such an approach towards a more active approach where students are encouraged to learn for themselves through reading, discussion and group-based work, with guidance from the Professor.

The Faculty reports that students find the active approach far more interesting and student feedback is consistently more positive in the case of lecturers adopting this approach rather than using a passive teaching strategy.

The evaluation approach has also changed with more use being made of continuous assessment. University rules allow 30% of student performance to be assessed in this way with 70% based on examination.

Despite the apparent success of this approach, some issues remain in its implementation. These issues are relevant to the Faculty of Economics but are of more general relevance.

The main problem is that teaching hours remain extremely high and class sizes are large. Using active teaching methods in such circumstances is clearly going to be challenging to all instructors. Students are taught for around 30 hours per week, which leaves very little time for private study and assimilation of taught material. 

The use of continuous assessment also increases the workload of teachers who are already under significant pressure.

The mission noted both the length of the BSc Course and the extremely long teaching hours for both staff and students. During the debriefing the Team recommended that the degree course length should be brought into line with international standards and that teaching hours should be reduced.

During the trip to Tromso, we discovered that this was hardly an original observation. As early as December 2003, during a mission to UoF Profs Flaaten and Olsen recommended

…that if possible within the Vietnamese context the BSc programme should be kept within a timeframe of four years (instead of 4 1/2 as proposed) and the MSc programme within two years full time study. Most places around the world the BSc/MSc programmes are scheduled for around 3+2 years.

From a pedagogical point of view both the BSc and the MSc programme may gain from a reduction in number of lectures per week, to give more time for seminars with active participation by the students and to allow them time for self studying in reading rooms or at home. 

A reduction in teaching hours for the staff is necessary also to gradually increase the research activities by the staff in the faculty of economics.
The Evaluation Team can but confirm the pertinence of this recommendation.

However, it clearly cannot be easy for the University to implement this recommendation, at least not swiftly. As a first step, therefore, it is recommended that the move towards active teaching be accompanied by a reconsideration of the general teaching strategy. Where classes have large student numbers, passive teaching may be the most effective teaching method, especially in the early years of degrees where students need to build up a knowledge base. Classes with smaller numbers of students can then be organised along active teaching lines. In order to adopt an effective active teaching strategy, students need time to use the library and other information sources. The MTE mission spent little time in the library, but when they were there the most striking feature (apart from the impressive nature of the facilities) was the general absence of students, presumably because they were in class.

It would appear therefore, based on a rather rapid appraisal of the situation, that the movement towards active teaching, whilst laudable, has placed both staff and students, especially the former, under greater pressure than previously. It is recommended therefore that the University management look carefully at the implications of developing an active teaching strategy, particularly concerning class size and frequency.

Activity 1.2 Human resource development

Sub-activity 1.2.1 Master students training abroad

This sub-activity is being carried out effectively, although with some delay. In early August 2005, two UoF staff, Ms. Mai Thi Xuan Huynh and Mr. Thom Tien Nguyen, started on their two year programme at the NCFS MSc in International Fisheries Management. It is anticipated that they will complete their Masters studies around August 2007.

Sub-activity 1.2.2 PhD students training abroad

Likewise this sub-activity is being carried out effectively but with some delay. Two PhD students (MSc Le Kim Long and MSc Quach Thi Khanh Ngoc) are now registered with University of Tromso, although only the latter is funded by the NORAD project. It appears that a miscalculation concerning the cost of Masters and PhD education in Norway meant that sufficient funding was available only for one PhD student. Fortunately, Prof Flaaten managed to organise a studentship for a second PhD student, Mr Long, so that the target of 2 students has been met, even if not strictly speaking by the project. The Faculty of Economics wished that their gratitude to Prof Flaaten be recorded and it is a pleasure for the MTE mission so to do.

The two students both registered in August 2005. Potentially this means that they could complete their studies by August 2008, although early 2009 seems a more realistic target and more time may be required.

In addition, 3 UoF staff are registered for PhD with University of Da Nang in Vietnam, with partial funding from the NORAD project. A problem has arisen concerning the supervision of these students because of the lack of Professors of Fisheries Economics in Vietnam. One possibility might be to investigate joint supervision arrangements with NCFS staff. 

A suggestion was made to send the three PhD students to NCFS in autumn 2005 to take two courses, in Econometrics and Microeconomics. Preparations were made but due to change of PhD programme and exam procedures this idea was cancelled.

Sub-activity 1.2.3 Establish Master programme at UoF

The first success indicator for this sub-activity was that the UoF should obtain permission by 2004 from MoET to operate the course. This permission was successfully obtained.

The first intake of 9 students began the course in September 2004. Because they were enrolled under the NORAD programme with 2-year scholarships, these students will complete their MSc in only 2 years and should graduate in September 2006. Six of their courses have been delivered by Norwegian professors within the NORAD project.

The second intake of 30 students enrolled in September 2005 within the standard UoF system. They will take 3 years to complete their MSc graduating in September 2008. Their first year of study is a foundation year. 

The third intake will enrol in September 2006. There are 45 candidates for the course. They will be interviewed shortly and it is anticipated that around 30 will be enrolled, hopefully graduating in September 2009.

A second success indicator relating to the Masters programme is that beyond 2006, 50% of the programme should be implemented without external assistance. This indicator has not yet been achieved. Even if it is, it raises the question of who is to do the remainder of the teaching.

The Faculty of Economics is extremely concerned because the 6 courses taught to the first intake by the Norwegian professors are currently not staffed.

The Faculty's strategy is that for the second and subsequent intakes these courses will be taught by UoF staff. The two staff who are undertaking PhD research in Norway are earmarked to do this teaching. However, this approach raises a number of issues.

First, the delay in registering the students for PhD means that they are unlikely to complete their studies in time to be able to teach the second intake and perhaps even the third. A gap seems inevitable therefore.

Second, relying on two PhD students to return from Tromso and immediately take responsibility for the 6 MSc courses currently being taught by the Norwegian professors seems to the MTE mission to be a very optimistic (and hence risky) strategy. In the experience of the MTE mission, many, if not most, post-doctoral students are mentally tired and require some recovery time. To return to Vietnam and immediately be confronted with the need to prepare 3 Masters level courses seems a daunting prospect. Moreover, although a PhD is without any doubt an important qualification, it is more an indicator of research rather than teaching prowess. Most post-doctoral students require, again in the experience of the MTE mission, time and assistance in order to develop their teaching ability. The mission did not have the opportunity to meet the two PhD students. Reports received from both Vietnam and Norway concerning them were very encouraging, and perhaps they will be the exception that proves the rule. Nonetheless, the strategy would impose a heavy load upon them and in the opinion of the mission remains risky.

The absence of appropriately-qualified teaching staff poses a clear risk to the sustainability of the MSc programme. At best, the programme would have to be suspended awaiting the return of the PhD staff from Norway. In order to avoid this problem and to ensure the sustainability of the investments already made, the MTE mission strongly recommends that an alternative strategy is developed. The two PhD students can play an important role in it, but they need to be supported.

The obvious approach is to provide further assistance within the current project and within a second phase so that foreign expertise can continue to be provided. One possibility would be to use the same Professors as before. The MTE mission met with the teaching staff at the NCFS. The level of commitment of all staff to the project is highly commendable and all expressed their great interest in continuing to be involved, including in teaching again the MSc courses taught in 2005.

An alternative would be to use the teaching as an opportunity to develop further the UoF Faculty of Economics' network by bringing Professors from other Universities around the world to undertake some of the teaching. 

In either case, the process should involve some "technology transfer" so that eventually Faculty staff are able to teach all courses themselves. It should be noted that this was done in 2005; all of the Norwegian Professors were assisted by a Professor from UoF. The fact that this approach has not yet led to the necessary capacity being developed at UoF demonstrates the challenge of moving the Faculty to this level of teaching and the need for support over a number of years in order to achieve it. 

The choice of which option to adopt would have to be made on the basis of discussions between the UoF, NORAD and the Norwegian (and possibly other) Universities involved.

A solution may also be found in the context of the proposed international MSc in Fisheries Economics, if that proposal is accepted and begins quickly enough. It may then be possible to solve the teaching staff problem within that context. But it would be unwise to rely on this solution. Regardless of the decision concerning an international MSc, action and resources are needed to ensure the sustainability of the MSc course which already exists at UoF.

Sub-activity 1.2.4 English course

There seems to be no success indicator relating to this sub-activity. The staff of the Faculty of Economics have undertaken substantial English language training.

The Norwegian Professors at NCFS confirmed how much the UoF Faculty of Economics staff's English has improved over the course of the project.

Other indicator

An indicator which appears to have no specific sub-activity is that beyond 2006, 90% of the BSc Fisheries Economics should be implemented without external assistance. This indicator has been totally achieved since all BSc Fisheries Economics are taught by Faculty of Economics staff. 

Activity 1.3 Research

Sub-activity 1.3.1 Joint research with Norwegian researchers

The success indicator for this activity is that "3 research projects are implemented and completed by 2006 and the research results contribute to policy papers for the development of Vietnam fisheries economics and fisheries enterprises".

To date, 2 projects have been identified: one on costs and earnings, and the other on seafood consumption behaviour. The Mission discussed these projects with NCFS. Both projects are progressing well with excellent interaction between Vietnamese and Norwegian researchers.

The topics were chosen in a participatory manner, beginning with a workshop held in 2003 involving MOFI, IFEP, and 2 Professors from Norway. An initial identification of possible topics was made on the basis of issues raised from the Vietnamese side and research strength on the Norwegian side. This process was followed by a second workshop in April 2004 workshop, where the decision was made which topics to research. The final choice represents a pragmatic decision, given for instance the fact that the available data were very modest and the research team was relatively inexperienced. The Norwegian staff, rightly in the opinion of the MTE Mission, felt that these topics would give researchers a good grounding in a wide range of issues encountered in research (from data collection, validation and processing through to quite sophisticated data analysis). 

Moreover, the research projects were agreed and welcomed by MOFI and IFEP. The topics are considered of great relevance given the dearth of data for decision-makers in the case of basic costs and earnings studies, and the lack of understanding of analytical methodologies in the area of consumer behaviour.

Sub-activity 1.3.2 Presentations at international conferences

Associated with sub-activity 1.3.1 is this sub-activity which concerns the dissemination of research results. The success indicators associated with this are:

· 2 articles accepted for publication in International Journals or presented at International Conferences

· 4 articles published in the Review of Fisheries Science-Technology of the UoF

It is clear that the Faculty has more than met these indicators. However, some comments are in order.

First, it is rather odd that the first indicator equates presentation at International Conferences with publication in International Journals. It seems to the MTE mission that publication in International Journals is a rather sterner test of the research results than presentation at International Conferences. The research teams have fulfilled the indicator since they will be presenting 3 papers derived directly from the research at the International Institute for Fisheries Economics and Trade (IIFET) Conference in Portsmouth, UK in July 2006. IIFET is without doubt the premier fisheries economics organisation worldwide and it is a laudable achievement to be able to present 3 papers to such a distinguished audience. The more so because the Faculty already presented 2 papers to the IIFET conference held in Japan in 2004, although the papers clearly did not derive from the research undertaken in the NORAD project.

Nonetheless, it seems clear to the MTE mission that the Faculty staff have the ability to publish internationally, especially in the case of research projects undertaken jointly with Norwegian partners. The mission strongly recommends therefore that the Faculty should aim to achieve at least one refereed paper accepted for publication in an international fisheries economics journal by December 2007.

Second, the indicator concerning articles in the UoF Review has been more than met because Faculty staff have published some 21 articles in the Review. As the Review is in Vietnamese, it is difficult for the mission to pronounce on the quality of these articles. The Review contains a mixture of publications, including translations of basic textbooks. This may be very useful, but is not a very telling indicator for this sub-activity.

The MTE mission recommends that in the future researchers concentrate on publishing fewer articles of higher quality. Far more credit is given in international circles for a CV containing one (relatively recent) high-level journal publication than for one containing a great many publications of relatively low quality.

If this is to be achieved, however, it is important that the incentive structure reflect this priority for the University management. The current incentive structure appears to favour those who are able to produce many articles relatively quickly, which looks like a recipe for the production of many short, low quality articles. It is recommended therefore that the University Management carefully examine the incentive structure that exists to ensure that it reflects the strategic objectives that the University seeks to promote.

A final success indicator relating to this sub-activity is that "2 staff should be invited to write or contribute to policy papers for fisheries economics development". The work of the Faculty of Economics staff appears to be appreciated in Vietnamese policy circles since the staff are being invited to an increasing number of policy events, most recently the national workshop on Sustainable Fisheries Development in Vietnam held in May 2006.

12.3 Technical Assistance received from University of Tromso

Technical assistance has focussed on all areas: undergraduate teaching, postgraduate teaching and research.

The Faculty of Economics expressed great satisfaction with the TA that they have received, and all Norwegian Faculty Members were commented upon most favourably, for their assistance in:

· teaching

· developing and helping with the research proposals

· helping to obtain funding for a second PhD student through Tromso

· supervising PhD students

As this is the first time that the Faculty has had an international programme, the technical assistance has been useful in many ways and is greatly appreciated.

It was a pleasure for the MTE Mission to meet with NCFS Faculty Members in Tromso and to be able to observe their commitment firsthand. Great efforts have been put into helping Vietnamese staff and students, and all Faculty Members expressed their keenness to continue collaborating in the future (for instance, they are all prepared to continue teaching on the MSc Fisheries Economics until the capacity of the UoF is sufficient to take over completely). 

A very strong bond appears to have been developed between NCFS and the UoF as a result of this programme.

12.4 Institutional Collaboration

The project has favoured institutional collaboration both internationally and nationally.

One example is the workshop held in December 2003 for the revision of the curriculum for the BSc. in Fisheries Economics. Thirty scientists and professors participated in the workshop, coming from Hanoi University of Economics, Vietnam National University of HCM City, and the Institute of Fisheries Economics and Planning. There were also two specialists, who are experienced in training and research in economics, particularly in Fisheries Economics, from University of Tromso, Norway. The workshop enabled the BSc Fisheries Economics curriculum to be revised.

Collaboration with Tromso has been on a wide front, including curriculum development in both BSc and MSc Fisheries Economics, teaching on the MSc, assistance with the development and execution of research projects, and research training at MSc and PhD level.

The MSc in Fisheries Economics has also offered the opportunity for further collaboration with national Universities. A course in Economic Law was delivered by a Vietnamese Professor from the University of Law in HCM City; and courses in Project Management, Strategy Management, Financial Management, Human Resource Management and Information System Management were delivered in October and November by experts from the University of Economics HCM City.

12.5 Information resources

NCFS has assisted UoF in selecting international journals in fisheries economics, management and marketing (financed outside the NORAD budget), and Professors and other staff travelling from NCFS to Vietnam have often brought books with them for the Faculty of Economics.

It is not clear how access to these books is managed. Whilst it is certainly essential that FoE teaching staff should have access to books and other information, there is also a clear need for students to have similar access, especially if a move is being made towards active teaching methods.

This question links to the broader question of library usage.

12.6 Cost efficiency

The Faculty of Economics was at great pains to stress the cost effectiveness of sending students to study in Norway, even if course fees are high. There is a need to take the quality of the learning experience into consideration rather than just its price. In any event, there do not appear to be cheaper alternatives within the region. Indeed one of the justifications for developing an International Masters programme in Nha Trang is precisely the absence of such a course in the region.

At the same time, Norway, and still less Tromso, is not the only place offering fisheries economics and management courses. It would be useful for the UoF to explore links and the possibility of scholarships with other universities (for instance, University of Rhode Island USA, Simon Fraser University Canada, University of Portsmouth UK, and University of Rimouski, Canada – the latter being French-speaking).

12.7 Sustainability

A particular sustainability issue has already been raised above concerning teaching of the MSc Fisheries Economics. It is difficult to see an alternative to continued support to enable the courses taught in 2005 by Norwegian Professors to continue to be offered. Without these courses it seems clear that the MSc will be in serious trouble and in great danger of folding.

Part of the strategy to deal with the above problem (indeed the whole strategy if no further support is forthcoming) is to rely on the PhD students returning from Norway. Some comments have been formulated above concerning the strategy. Another problem with it is the standard sustainability problem, which appears to be common across the board in the UoF (and in many other similar institutions throughout the developing world), namely that staff whose capacity has been developed under the project will become highly marketable products. And if the UoF is unable to offer a package (of remuneration and other advantages such as interesting working conditions), it may find it difficult to retain staff in competition for instance with the private sector and with other public sector organisations in Vietnam, and possibly also internationally.

No one seems to have found an easy solution to this problem, but it argues for continued support to ensure that the level of capacity at the UoF can gradually be increased even in the face of the inevitable losses.

The term sustainability is being used here in a fairly narrow sense to mean staff being retained at the University. Of course in the fisheries sector there are wider meanings to the word that are probably of greater significance. If Vietnam is to achieve sustainable utilisation of its valuable fish resources, it needs qualified staff. Hence trained staff leaving UoF to pursue their careers in various organisations throughout Vietnam is likely to contribute to sustainability at the wider fisheries level, even if it may pose a problem for the UoF. 

12.8 Other issues

A particular difficulty concerns the application of econometrics and bio-economic software and models. The difficulty is at two levels: first, the cost of obtaining the software, and second developing the human capacity to use it effectively.

The issue of software and training in its use should be a key feature of the current project and in a follow-up programme. International project staff can help UoF staff identify appropriate software. For instance, simulation modelling often appears to be done using GAMS and it may be of interest to obtain a copy of this software. Training could then be arranged in its use.

The problem of the cost of software for econometric and bioeconomic analyses is not faced only by the University of Fisheries. Elsewhere, institutes are increasingly turning to open-source software, at least as part of the solution. The MTE mission recommends that the UoF investigate the potential for using open-source applications in general – for instance, Mozilla Firefox (see www.mozilla.org) is free and is a much faster, and more effective, internet application than Internet Explorer, and Open Office (see www.openoffice.org) is a freeware version of MS Office Suite (some incompatibilities remain between the two software suites but these incompatibilities are gradually being resolved).

In the area of econometrics and bioeconomics, faced with the increasing cost of commercial software, many researchers have developed their own versions of such software and it is often available for free. The problem is to find what is available. The MTE mission will make a recommendation to IIFET (the International Institute for Fisheries Economics and Trade) that they should develop a database of free software relevant to fisheries economics and management, if such a database does not already exist. The mission will report back to UoF on the results of this recommendation, although UoF staff will be able to follow up themselves during the IIFET Conference to be held in Portsmouth in July 2006.

A second issue concerns the proposal to organise the IIFET conference in 2008 in Vietnam. The MTE Mission strongly supports this initiative, and we are pleased to be able to report that this proposal has been successful. This is a tremendous achievement and will significantly raise the profile of the UoF both domestically and internationally, which can only be positive for the staff and students of the UoF. IIFET represents, amongst many other things, an excellent forum for researchers to meet and develop proposals for collaborative research.

A third issue concerns the proposal for International Masters programme in Fisheries Economics. Again this appears to be an excellent idea. Possibly, NORAD might be asked to convene a donor support group meeting to discuss the possibility of joint donor support for such an initiative. Demand in the region is likely to be strong for such a course. Teaching would be by international staff, at least initially. Nonetheless, the course would offer a great opportunity for the UoF to become recognised as the premier fisheries economics institute in the region, and for staff to meet and collaborate with international experts as well as developing their regional network. All things considered, it seems a great development opportunity for UoF.

12.9 Overall

This component has performed extremely well. It has made substantial progress towards capacity building through the improvements to the BSc programme, the development of the MSc programme, the postgraduate training programme and the collaborative research programme. The value-added is very high. Notwithstanding the positive results achieved, it is recognised both in UoF and in NCFS that much remains to be done. Further support to this component is essential in order to ensure that make the results achieved so far are sustainable.

In the longer term, the development of competence in fisheries economics and management can be expected to have an increasingly positive impact on fisheries management in Vietnam, especially if UoF staff have the opportunity to collaborate with their colleagues in the MoFI and elsewhere.

12.10 Summary of progress against logframe indicators

	Activity
	Indicator (from Inception Report)
	Effectiveness

	1.1 Revising curricula, lecture notes and teaching methods
	1.1.1 By 2006, active teaching methods applied in 60% of subjects
	Progress to date: Appears to be acceptable

	
	1.1.2. 2 compendia produced and used by 2006
	Progress to date: Only 1 compendium being produced (Fisheries Economics). Planned to be completed by 2006 and published 2007. Activity proceeding but some risk of further delay

	
	1.1.3. 8 sets of lecture notes in Vietnamese produced and used by 2006
	Progress to date: 7 sets planned to be finished for 2006 (3 MSc, 4 MSc). Books being translated. Activity proceeding but some risk of further delay.

	
	
	

	1.2. Masters and PhD training
	1.2.1. Permission for master programme training obtained in 2004
	Progress to date: Completed

	
	1.2.2. Beyond 2006, 50% MSc courses without external assistance
	Progress to date: Problem

Only 5/17. Represents serious risk to sustainability of programme in future.

	
	1.2.3. Beyond 2006, 90% BSc courses without external assistance
	Progress to date: Completed.

All courses delivered by Faculty members

	
	1.2.4. 12 staff graduate with MSc (10 at UoF and 2 abroad)
	Progress to date: OK

· 9 staff will complete MSc in UoF by Dec 2006

· 2 staff will complete MSc in Tromso

	
	1.2.5. 2 staff complete PhD programmes
	Progress to date: OK

· 2 staff enrolled on Tromso PhD programme but unlikely to finish before 2009, causing problem for teaching of MSc (cf. indicator 1.2.2)

	
	
	

	1.3. Research capacity
	1.3.1. 3 research projects implemented and completed by 2006 and research results contributing to policy paper of development of Vietnam fisheries economics and fisheries enterprises
	Progress to date: Only 2 projects developed, and will not be completed by Dec 2006. However progress seems good. 3 articles covering research results being presented at International Conference (IIFET 2006 Portsmouth UK)

	
	1.3.2. 2 papers accepted for publication in international journal or presented at international conferences
	Progress to date: Completed

· 2 papers presented at International Conference (IIFET 2004 Japan)

· 1 paper published in Journal "Law, Policy and Economics in Nouvelle Caledonie" Vol 3 Oct 2004

	
	1.3.3. 4 articles published in the Review of Fisheries Science and Technology (UoF)
	Progress to date: Completed?

· 21 papers published, although not related to project activities or directly supported by the project

	
	1.3.4. 2 staff invited to write, or contribute to, a policy paper for fisheries economics development
	Progress to date: OK

· 1 person invited to present paper at Conference "Strategy and development planning of fisheries" April 2004, MoFI and IFEP

· 1 person attended workshop on "Improving competitive capacity and investment environment through PCI" VCCI, Binh Thuan Provincial Committee and USAID, March 2006

· 1 person attended national workshop on "Sustainable Fisheries Development in Vietnam", May 2006, MoFI, IUCN, SEAFDEC, WWF, DANIDA and Hai Phong Province

	
	
	

	1.4. Other activities (apparently no OVI)
	English training
	Progress to date: Good



12.11 The future and a possible phase two project

Given its favourable assessment, the MTE mission would certainly argue in favour of further support in the area of fisheries economics, if the Government (represented by the appropriate Ministries), the Norwegian Embassy and University authorities identify this as a priority area.

Future support could continue to focus on both teaching and research.

On the teaching side, there is a need to develop further both numbers of staff and their quality. The Faculty has nearly 7,000 students but only 70 staff. It is clearly always going to be a challenge to deliver a high quality educational experience to students at graduate and postgraduate level with such high student-staff ratios. There is a need for the University management to consider different teaching arrangements, developing further the active teaching methods developed in the project. A phase two could help with this.

The need for further support to MSc teaching has already been identified.

There is also a clear need for more PhDs, some of whom could be trained in Norway. The University should also identify other international doctoral programmes in fisheries economics and explore possibilities for collaboration and sponsorship.

On the research side, in the future, it would be of interest to develop policy-oriented fisheries economics research. In order to do this, the Economics Faculty needs to develop collaborative links both with the Ministry of Fisheries and with other research organisations in Vietnam, for instance with IFEP (the Institute for Fisheries Economics and Planning, soon to be renamed the Institute for Fisheries Economics and Policy) and with the Institute for Marine Fisheries in Haiphong. 

An excellent opportunity for developing such a research agenda is the proposed FAO/World Bank study entitled "Towards an estimate of the loss of resource rents from the world's fisheries", the so-called Rent Drain Study. This study is a recent initiative and is still in its planning stages. It would be very useful for the UoF to be involved in this study, together with the partners mentioned above, because it would help to develop conceptual understanding of resource rent (which is the key issue in fisheries economics and management), it would help to develop an estimate of such rents in Vietnamese fisheries (or at least would clarify the needs in order to obtain such an estimate) and it would help to bring Vietnam further into the international policy arena.

13 ANNEX 4: COMPONENT 2 - AQUACULTURE

13.1 Relevance and demand

Fisheries play an important role in Vietnam’s economy. The fisheries sector has consistently developed since 1990. It contributed 2.9% to the national GDP in 1990, and 3.4% and 3.93% in 2000 and 2003 respectively. In 2005 the total aquaculture area and annual production of the country were 902,900 ha and 1.15 million tonnes. The total export value was USD 2.75 billion (MOFI, 2006), approximately 12 times higher than in 1990.

Aquaculture has a great potential to develop in Vietnam. The Government have approved (Decision No. 224/1999/QD-TTg) the national program for aquaculture development for the period 1999-2010, aimed to ensure national food security and foreign currency earnings.. The government has targeted annual aquaculture production of 2 million tons and USD 2 billion of export value from aquaculture in 2010. However, the sustainable development of aquaculture in Vietnam faces several constraints, including disease and pollution, lack of quality workforce and limited technology.   Effective training to generate a quality workforce and improved farming technology should help to ensure that targets are met and the sector continues to grow sustainably.

The Faculty of Aquaculture is the oldest faculty of UoF. It has 6 departments, one research station, and 65 staff. Among these 8 hold Ph.D. and 16 hold Master degrees. The faculty started to offer a Masters program in aquaculture in 1992. The faculty has 1,700 full-time students and 2,700 in-service students enrolled in the undergraduate program. Most of in-service BSc courses currently take place in 16 different provinces throughout the country.

It is clear that there is rapidly increasing demand for training in aquaculture, and that UoF is a major player in delivering such services. What is less clear is the exact nature of the demand for these services in terms of level of training (short courses, undergraduate, post-graduate), subject focus and research focus.

13.2 Effectiveness  and impact
Masters and PhD training

6 students graduated from the UoF Masters Course in aquaculture in March 2006, and 8 are currently enrolled. Eleven of these are from the Faculty of Aquaculture, and 3 others from RIA3 and the Oceanographic Institute. 3 staff members are enrolled for Masters training in Norway, two under project funding, and a third under a Bergen University Scholarship. This activity is progressing well in line with the LFA indicators.

One PhD candidate (Ms. Mach Thi Ngoc Diep) has enrolled for a sandwich training program between UoF and Bergen University. Ms. Diep completed her course work and thesis proposal and has returned to UoF for thesis research work. Diep’s topic is entitled: “Utilization of trash fish silage protein for Cobia - Impacts on digestion, amino acid distribution, growth and eating quality”, and is a part of nutrition research program conducted by the Faculty under financial support of the project. Ms. Diep’s PhD research has recently been slow to progress as anticipated  due to late availability of fish seed, research equipment and chemicals.

Originally a second PhD student was to be enrolled with a Norwegian University, but due to slow progress selecting a candidate and a late start (and therefore questions about future funding stream) the Dean has decided that Ph.D training for the second student should be at UoF but with training support from Norway. This will have less short term negative impact on teaching capacity.  His research will focus on breeding and early rearing of tropical marine finfish.

Although Ph.D enrolments have been delayed - due to pressure on staff resources, the need for staff English training, and the time required to develop high quality proposals - this activity is now progressing well. 

The decision to train the second Ph.D. student at UoF is not in line with the project log frame, and has both strengths and weaknesses. The quality of the training may be compromised on two counts:

· Inferior practical research facilities and technical supervision;

· Study time and focus compromised by on-going teaching and other academic duties.

However, the research will be more closely connected with the particular problems of Vietnam and will be better integrated into the developing research capacity and infrastructure of the fisheries sector in Vietnam. In practice there may be opportunities to use this PhD research as a mechanism to strengthen institutional links in the field of tropical finfish aquaculture. This is discussed in more detail in relation to component 3.

Teaching curriculum, materials and methods

The following activities were planned:

· Revision and approval of curriculum, and writing of lecture notes  for Masters course in aquaculture and for BSc in Marine Resource and Environmental Management (MREM) (by December 2004)

· Compendia (textbooks) developed for both courses (by 2006)

· Introduction of more interactive teaching methods

Curricula have been revised and approved by MoET. In the case of the Masters course this has been through a national/international workshop process, and closely co-ordinated with curriculum development for other aquaculture Masters courses in Vietnam.

Roughly 55% of lecture notes have been produced for the Masters Course (indicator 1). Two MSc course lecture notes on (i) Research methodology in Aquaculture, and (ii) Fish nutrition and Feeding were revised by Dr. Hoang Tung and Dr. Lai Van Hung during their visit to Norway in last quarter of 2005. In all, 6 courses in the Masters Programme are delivered by UoF staff and of these 2 sets are unfinished (in the sense of being well presented and bound). The delay is due to heavy commitments of more senior staff. 9 courses are offered by  Vietnamese specialists from other universities and research institutions with only 6 sets of notes completed, despite contracts having been agreed. Project staff and faculty have limited power to progress this. 4 courses are run by Norwegian specialists and one by a regional expert, and notes have been produced for these.

Activities relating to developing new textbooks have evolved in parallel with the project and this activity has now been cancelled as a NORAD funded initiative. This is because 5 textbooks have now been written in Vietnamese by the faculty, and published by the National Agriculture House
.  These supplement the many English language texts which are already available.  Most students are now able to use these as a result of steadily increasing competence in English language. A total of 30 new books and journals have been purchased and made available in the Faculty Library.

The development of the Marine Resources and Environmental Management course has been cancelled due mainly to the sad loss of Dr Thuong. The initiative has not been further progressed due to lack of demand for such a course at undergraduate level, and lack of capacity to deliver such a course. 

Some staff attended a workshop training on new teaching methods organised by component 3, but there has been little follow-up activity. The degree of uptake is unclear and has not been rigorously measured. Criteria which might be used to assess the degree of adoption have not been agreed. In any case it must be recognised that at undergraduate level, with classes of 50-80 students, opportunities for more interactive methods are limited.

R2.1: Preparation and regular updating of lecture notes should be made a routine part of teaching activity, and payments for lectures should be conditional on preparation of notes, irrespective of whether teachers are from UoF or elsewhere.

R2.2: Vietnamese text books have been written mainly dependent upon faculty skills and interests, and this is to be commended. There is now the need for a rigorous appraisal of the quality and scope of existing textbooks in Vietnamese supporting the various subjects taught at undergraduate and postgraduate level. Once the need for specific new or updated texts has been established, a mechanism for plugging the gaps  – through professional contract or translation from other languages – should be agreed. NORAD should support a well developed proposal in this area.

R2.3: The demand for environmental courses is likely to increase, especially at post-graduate level to meet the evolving needs of Provincial Government. Staff should be recruited, or existing staff trained in this area, to strengthen delivery of environmental management related courses within the Masters programme. In addition, demand for short course training in this area should be explored, and if appropriate a course developed, probably in collaboration with other institutions with complementary skills. We support the decision to drop the undergraduate AREM course at this time.

R2.4: Opportunities for training in teaching, presentation, facilitation and communications techniques should be explored, and a proposal put forward to strengthen this activity.  The faculty should hold an internal workshop on “teaching methods” to establish which methods are suitable for the various teaching situations, and how to improve teaching skills more generally, perhaps through some form of best practice guidelines and/or prize or recognition for outstanding teaching performance. This activity may be further supported and progressed through the proposed “learning centre” (see component 3)

Study tours, short course training, conferences 

Four senior staff of the Faculty (Drs. Nguyen Dinh Mao, Do Thi Hoa, Lai Van Hung and Mr. Le Anh Tuan) made a study tour to Norway last year during which they discussed and exchanged experience and knowledge related to teaching and operation of research laboratories for fish nutrition and diseases, lecture notes, training of their junior staff at MSc and PhD program and research implementation under financial support of the project.

Six faculty attended two advanced training courses on fish disease in Thailand and grouper seed production in Indonesia. The original indicator was for 8 staff to be trained.

Only 1 staff member attended an international conference (World Aquaculture Society Conference, Bali) under this project. A paper on current status of feeds used in larviculture of shrimp in Vietnam was presented. This compares with 8 planned, and anticipation that articles or posters would be presented. Attending conferences is an important activity contributing to networking, staff knowledge and dissemination of research results. It is therefore unfortunate that activity in this area has been limited. This relates to both lack of time and lack of incentive. For example, during this period staff have presented papers related to other research contracts at other conferences – but in some cases the incentive for both research and publication has been greater, since they have been specifically contracted to undertake the research and deliver the outputs. 

Technical assistance for research programme

The following research is to be undertaken under the project:

· Identify most common and serious diseases, develop prevention and/or cure protocols and transfer to end users

· Research methodology in nutrition applied by fish nutrition staff

· Information on nutritional requirements for grouper and snapper, and cost effective feeds or effective feeding practices disseminated to students and farmers

Disease and nutrition research and training is crucial to a competitive and sustainable aquaculture industry, and this research also builds on existing staff expertise.

5 common diseases have been identified in a field  survey, the most important of which are swollen gill (protozoan parasites); sea lice, haemorrhagic and skin necrosis and viral nervous necrosis (VNN). Pathogens causing these diseases have been identified by the group. Attention is now focussing on VNN, using histopathology techniques for early diagnosis. PCR has not been used because of perceived problems relating to sourcing of primer, but this can (and should) be overcome, since PCR should allow for much earlier identification. An ongoing problem is the lack of expertise and texts on the identification of tropical fish parasites. This issue should be discussed with Glen Bristow, a parasitologist who will be spending sabbatical time at UoF shortly . Little progress has been made in relation to developing prevention and cure protocols, and extending these to farmers.

With regard to fish nutrition research, progress has been limited.  The initial attempt to experiment with red snapper failed when the seed stock died. A decision has been made to switch to Cobia (Rachycentron canadum). A survey on status of Cobia aquaculture and feeds and feeding practices in marine finfish in the Northern coastal region of Vietnam has been carried out. Fingerlings for practical experimentation should be available mid June. This research links strongly with Ms Diep’s Ph.D research on the use of fish silage as a feed for Cobia.

Staff are struggling to deliver agreed research outputs for a variety of reasons:

· The outputs and targets are ambitious for a department with a very heavy teaching load and limited staff resources.

· Equipment has not been in place on time to begin experiments. Procedures for procurement of equipment are complex and slow. The researchers pass their proposals up an “approval chain” (dean, to project management board, to rector, to accountant, to procurement officer). Delays at various points on this chain have led to critical delays

· Fish availability is seasonal – if everything is not in the right place at the right time, delays of a year can ensue.

In addition, although support from the Norwegian TA has been very good when he is in Vietnam, this time has been strictly limited and follow-up email support is necessarily limited.

The process by which the research is focused (e.g. on species, or particular diseases) is unclear, and there is a need for documentation on this. It is vital that such selection meets the needs of the industry as it is developing at present.

Relevant research reports  in Vietnamese are:

Nguyen Dinh Mao & Le Anh Tuan (undated). Current Status of cage Cobia culture in Vietnam

Nguyen Dinh Mao & Le Anh Tuan (undated). A survey on feed ingredients in three central provinces: PhuYen, KhanhHoa & NinhThuan.

Do Thi Hoa & et al. (undated). A survey on marine finfish farming and diseases in Khanh Hoa Province

Journal publication has been virtually none existent, relating to the slow start of the research. As the research develops the scientific staff of Faculty of Aquaculture should be encouraged to publish research results, particularly  in international peer reviewed scientific journals. These publications are an international benchmark for science, and the number of scientific publications is an indicator for the component. Although having difficulty writing in English, the Faculty should encourage their scientists to produce such articles. Significant support from Norwegian and other specialist advisors may be required to achieve this, and mechanisms to support and promote collaboration in writing and publishing at the highest level should be identified.

R2.5. Streamline procurement. Once annual workplans and budgets are approved, the component leaders should be able to sign off on procurement. Checking at higher levels should be limited to accountant checking that proposals are within agreed budget. This may not be possible under this agreement but should be undertaken as a pilot for any phase 2

R2.6 There should be flexibility to allow for the researchers to handle actual procurement when the procurement officer is too busy

.

R2.7. Mechanisms to encourage advisory staff to spend longer periods of time in Vietnam, and become much more actively engaged in the research and publication process should be explored, taking full account of the significant additional financial resources required.

Institutional co-operation

There has been substantial cooperation between the various institutions engaged in the delivery of Masters courses in aquaculture. Lecturers have been sourced from Research Institute for Aquaculture No.3 in Nha Trang; Hanoi National University, HoChiMinh National University, CanTho University, HoChiMinh Agriculture and Forestry University, Vietnam Institute for Fisheries Economics and Planning as well as the Norwegian collaborators. UoF lecturers also contribute to courses elsewhere. This has been a major force strengthening institutional links and encouraging information and research exchange. It is also likely to promote collaboration on future research projects.

In practice this could be taken further by sourcing not only Norwegian lecturers and research advisors, but selecting the best qualified from Vietnam, the region, and - for those subject of particular importance to UoF, where there is a desire to develop particular excellence, such as nutrition and disease in tropical marine aquaculture - expertise should be sourced globally. 

R 2.8  Visiting lecturers and research advisors should be sourced regionally and globally, with selection based on excellence

International institutional collaboration is discussed more fully under component 3

Information resources

The faculty of Aquaculture has its own library, and we have noted above the purchase of journals and text books. It is not immediately clear how resources are split between this library and the University library.

R2.9 A policy or strategy on availability of information resources in faculty and University libraries should be developed to maximise the availability and utility of information resources to all students, lecturers and researchers.

Overall

There has been significant capacity building through further consolidation of the Masters course; collaboration between visiting lecturers and UoF staff on delivery of that course; and strengthening of staff resources through international Masters and PhD training.

The sub-components on teaching methods, teaching materials, research and research publication have all been somewhat disappointing, but reflect both a lack of time and lack of incentive for these activities. These issues must be addressed in the final stages of this project and in any possible phase 2.

13.3 Efficiency
Around half of the budget allocation has been spent on training abroad and on training courses and workshops in Vietnam. So long as trained staff are retained, and training is of the highest quality, this is probably an effective use of funds. 
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More than 1/3 of the budget – roughly 1.5million NOK (US$186,000) – will have been spent on international experts for this component by the end of the project. Given the nature of the project – capacity building – this is probably inevitable, but highlights the need to ensure that the advisors are of the highest quality and that their performance is reviewed thoroughly by the PMB on an annual basis.

While there has been significant funding of equipment for training and research, and for research advice, there has been no clear spending on senior staff time to engage in or manage research. Given the activity-time based payments system at UoF this lack of spending is inevitably reflected in lack of progress.

Spending on study tours and conferences has been very modest given the potential gains, and greater efforts should be made to identify opportunities and allocate funds appropriately. For example a staff member should certainly sent to the Cage Culture Symposium in China, irrespective of whether they deliver a paper or not.

13.4 Sustainability

A key issue is whether those staff whose capacity has been developed under the project will return to UoF and stay for a reasonable period, or at least stay within the fisheries higher education sector in Vietnam. Past experience with this and other projects in Vietnam suggests that there is a good chance of this happening. Vietnam is doing well; the fisheries sector is doing well; the quality of life in Nha Trang is relatively high. There is however an increasing danger that quality staff will be seduced by the higher salaries paid by industry.

Sustained development of research capacity, and enthusiasm for undertaking research will depend on the availability of research grants. National and Provincial research grants and projects have increased rapidly in recent years, as has access to international research funding, and this project has undoubtedly strengthened capacity both to collaborate and compete for research funding. For example, European development research grants have been generally under-subscribed.

13.5 Particular achievements

Collaboration between institutions within Vietnam has been historically weak. The new Masters program has brought together a dynamic group of national, regional, and Norwegian expertise, and has strengthened national and international links. This will undoubtedly underpin future opportunities for collaboration and mutual capacity building.

13.6 Constraints and opportunities

The main constraint to achieving log frame indicators and increasing staff capacity is senior staff time – both in terms of actual time availability (staff are under very heavy workload) and in terms of incentive (project activities may represent an opportunity cost to teaching staff).

Indeed the project is confronted by a “catch 22” situation. In order to build capacity staff time is needed, but the appropriation of that time can undermine both staff income and ability to fulfil normal academic duties.

 These issues are fundamental to the future of the project as a whole and must be addressed head on, despite the difficulties. They are discussed more fully under components 3 and 5. In any case:

R2.10:  When agreeing activities and indicators, it must be recognised by NORAD that “capacity building” projects compete for faculty time with other research projects and with routine teaching and supervisory duties which are paid for (by other projects; by the University) in some cases according to time input. 

13.7 Risk management

In the project LF, “timely delivery of equipment, materials by suppliers” was identified as a risk. In practice this has been greatly compounded by slow and bureaucratic procurement procedures, and the risk will remain high unless these are streamlined.

13.8 Summary of progress and achievements against log frame

13.8.1..1.1 Activities



Indicators


Progress

	2.1 Curricula revision
2.1.1 MSc training in Aquaculture

2.1.2 Revision of curriculum and content for BSc training in Environment and   Resources.

2.2 Developing training materials

2.2.1 Two compendia for MSc Aquaculture

2.2.2 Revision of all lectures for MSc training.

2.2.3 Lectures of BSc training in Environment and   Resources.

2.3 PhD and Master (Human resources development).

2.3.1 Master training in Norway

2.3.2 PhD study sandwich programme

2.3.3 Advanced overseas short training courses

2.3.4 Participation at International Conferences.

2.3.5 Carry out two Master courses at UoF

2.4 Research
2.4.1 Research on Disease in Cultured Marine Fish

2.4.2 Research on Fish nutrition


	Revised curriculum and lecture notes:

· All lectures in Vietnamese revised and ready for printing by December 2004.

· Two compendiums in English ready for printing in 2006.

· Revised curriculum and course content (for BSc in Resource Protection and Environment Management in Vietnamese) approved by UoF and 25% revised lectures published annually.

· At least 70% staff apply new teaching methods.

13.8.1..2 Training masters and PhD

· 14 students enroll for 2 batches of MSc, of which 8 from Faculty of Aquaculture and 2 staff complete PhD programs.

· Admission granted for 2 faculty staff for postgraduate training in Norway.

· 08 staff attended short training courses overseas.

Research activities:

· New laboratory equipment installed and fully functioned.

· At least 4 articles written and accepted for publication in international journals or international conference's proceedings..

· Common, most serious diseases in culturemarine finfish identified and prevention and / or cure protocols developed and transferred to end users (ie. Farmers, students, peers)

· Research methodology in nutrition applied by fish nutrition staff.

· Information on nutritional requirements for grouper and snapper, cost - effective feeds or effective feeding practices disseminated to students and farmers

· 8 faculty staff attended and presented articles / posters at International conference


	Good progress for Master course; some progress for BA AREM degree

Limited progress for Masters course due to lack of time and incentive

Progress on BA AREM curtailed by tragic death of Dr Truong

Slow start but now in place

Limited progress: 

· loss of fish stock; 

· limited time/competing activities; 

· problems with equipment procurement
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14 ANNEX 5: COMPONENT 3 - INSTITUTIONAL CAPACITY OF UoF IN RESEARCH AND EDUCATIONAL ADMINISTRATION

14.1 Relevance and demand

The University of Fisheries is expanding and undergoing significant change in response to the rapidly growing economy (and associated educational demand) and also in response to changes in political strategy. Coping with these changes effectively, exploiting evolving opportunities while ensuring that the University is delivering the highest quality service represents a major challenge. A comprehensive on-going initiative to improve the quality and relevance of research and educational services is essential. Components 1, 2 and 4 address these through activities at the faculty level. Component 3 seeks to address higher level and cross-cutting management and skills development needs.

The project has undertaken a very wide range of activities under this component, including English language training, information management, teaching quality and methodology, management systems, library and general University management training, networking, establishing relations with work-place, strategic dialogue and planning, and HIV awareness. Indeed the activities have gone beyond the original logical framework. Thus “Strategic dialogue and planning” which is a significant component in the 2005 and 2006 work-plans, goes well beyond the scope of the original LF activity 3.3. While these are all undoubtedly of great relevance and importance there is a lack of focus and clear outcomes for some activities which need to be addressed, and it is arguable that the scope of the whole component is too ambitious, at least under the existing project management structure. 

Nor do these activities clearly reflect the objective or the output as presented in the logical framework. In order to meet these there has to be a much clearer focus on improving 1) the relevance and 2) the quality of teaching and research through improved management and skills. Many activities may contribute to this but need to be prioritised and co-ordinated. A reworked log frame should help to achieve this.

R 3.1. Develop an improved log frame for component 3 which clearly reflects the objective and output. A suggested structure is presented at the end of this Annex. This should be reviewed, and the detail fleshed out through a workshop process organised by PMB with expert facilitation. The meeting should be realistic about what can be achieved in the remaining life of the project, consider priorities and whether and how scope might be reduced.

14.2 Effectiveness and impact

Networking (LF activity 3.1)

The project has supported both national and international networking directly and indirectly. Achievements have been substantial in this area, although more could be done.

Specialists from several other national universities and research institutions now contribute to the Masters Course in Aquaculture. In addition four Norwegian Scientists and one regional expert contribute to this course. This has and will further strengthen links between many institutions, and facilitate the exchange of information, analysis and expertise. It is also likely to generate research, teaching and training opportunities for all in an expanding national and global market. 

The Vietnam Fishery and Aquaculture Institution Network (VIFINET) has been created. Main activities so far have been the organisation of joint scientific international workshops, including:

· Fisheries Development  (March 2005)

· ITC application in training and research  (April 2005)

· Live feed use in hatchery (December 2005) 

· Creation of synergies in research and training between Europe and Vietnam in fisheries and aquaculture (Feb 2006); 

· PONDREF (April 2006)

At least three further meetings are planned for 2006. The network also promotes the development of human resources; collaboration in training and research; sharing of information about scholarships and sharing of research facilities. 
There has been less progress in sharing information resources on a linked web-page system. Partly associated with this have been discussions relating to virtual teaching and the possible development of a genuinely international Masters course, including Wageningen and Ghent as well as the Norwegian collaborators.

Attendance at international conferences also strengthens networks, especially when papers or posters are presented. Conference attendance can also be a key plank in research learning for younger staff. There have been some successes here, but more could be done.

UoF has offered to host IIFET 2008, and we can now confirm that this offer has been accepted. This is a tremendous achievement and opportunity, serving to put Vietnam and its fishery economics institutions firmly “on the map”, and in all probability leading to joint research projects with international funding.

MoUs with 6 networked international institutions have not been signed, but this was undoubtedly an ambitious indicator and of questionable value. Such MoUs are costly and complex to develop, and only likely to be worth developing where UoF engages in collaborative work on a major project with another institution. The number of collaborative research and training/teaching projects would serve as a more useful indicator.

While the project has promoted strong links between Norwegian and Vietnamese Institutions, fewer resources have been assigned to developing links with key fisheries and aquaculture institutions within the region and worldwide. A study tour to Pukyong and Yosu National Universities in Korea appears to have been highly effective and further opportunities should be explored. It is arguable that more specific support might be offered to the department of international relations or faculties in order to:

· Collate lists and generate profiles of institutions worldwide actively engaged in fisheries and aquaculture;

· Identify collaborative international research opportunities and facilitate proposal development;

· Set up exchange visits and workshops to allow scientists from other countries with common or complementary interests to meet to discuss research findings, develop joint proposals and information sharing protocols and mechanisms, and strengthen bilateral institutional links more generally;

· Set up exchange “fellowships” to encourage foreign scientists to work for longer periods of time in Nha Trang, and to allow UoF scientists to work abroad.

In practice there are huge opportunities for international collaboration on research in Khanh Hoa. Nha Trang has a surfeit of research infrastructure, with the UoF facilities at Cam Ranh, the Biotec Centre, the RIA3 facilities, and the private sector facilities, many of which are available for rent. This presents a tremendous opportunity to promote international collaborative research in tropical marine aquaculture.

R3.2. Opportunities for international collaboration on research in fisheries economics, biotechnology and coastal aquaculture should be pursued with vigour by the International Relations Department.

R3.3  NORAD should set up or contribute to a joint research fund (preferably with contribution from Vietnam Govt) to promote international collaboration on research in tropical marine aquaculture in Nha Trang. This should be open to any UoF faculty conditional on collaboration with a regional/international partner.(phase 2?)

R3.4. The possibility of setting up a fellowship exchange programme in fisheries economics, biotechnology and coastal aquaculture should be explored to allow staff to spend (say 1 semester) studying and teaching abroad, and foreign specialists to spend an equivalent period at UoF.(phase 2?)

R3.5 The second PhD student should develop a research proposal with international collaboration as a key feature. Apart from Norway, Taiwan, Indonesia and the Philippines are strong in the area of marine fin-fish aquaculture. Others are strong in fish physiology. Ideally NORAD should facilitate joint supervision from experts in these countries, coupled with some research or specific training based there. At present the research is in three components. It may be appropriate to fund one experiment in each country, appropriately supervised.

Information Resources and Library Management (LF Activity 3.2)

The nature and scope of this activity is not clear from the log frame or project documents, and progress has been limited. The indicators which might be associated with it have also changed over the life of the project.

No fisheries database resource as originally conceived has been established at UoFs library. In practice it is up to the national government (MoFi) to improve the national fisheries database by drawing together information from all the provinces, and this process is being facilitated by both FAO and Danida. The key issue for UoF is to ensure that it can tap into this database, and where possible Provincial databases, as well as any information collected or held by the Vietnam Institute of Fisheries Economics and Planning. Contact should be made with both FAO and Danida FSPS programme to take this forward. In addition the library and faculty need to ensure that all key web based information resources on fisheries and aquaculture are clearly flagged up on internet connected computers.

R 3.6 Responsibility should be assigned to a member of the library staff to ensure simple access for students and researchers to key national, regional and international fisheries statistics and other fishery information resources. He/she should also lobby appropriate government departments and institutions to develop improved and more accessible fisheries information.

UoF and the Library have developed (separate) websites, and these are being constantly developed and updated. Some faculty plan to put course materials online.

The extent to which increased capacity in library management has been achieved is unclear. A study tour to libraries in Da Nang and Hue was organised, and a workshop on library development carried out in 2005. The chief librarian was unclear as to the nature of the “tests” referred to in the LF indicator.

R 3.7.  A review of training and skills development needs for library staff should be undertaken, and the existing indicator “100% UoF library staff capacity improved by 2005. (all pass the tests given by library trainers)” should be modified accordingly

There is a need to integrate the library more fully into the teaching and project environment. It is recommended that the Librarian should join the PMB. It would also be useful for the Library to become part of international network such as IAMSLIC (International Association of Marine Science Libraries and Information Centres). The annual subscription is only $20, although further expenditure should be planned for travel to meetings.

University administration and  management systems (LF activity 3.3?)

Significant progress has been made in terms of improving the management system. Indeed, the CTA and component leader have put special emphasis on this. 

A quality assurance unit has been established, and UoF is now one of 10 universities self-evaluating against established MoET management criteria (10 standards and 53 criteria). In addition, a criteria set for evaluating academic programmes at UoF has been written and is ready for use. These criteria include those relating to teaching and research, but more work needs to be done to strengthen quality criteria. UoF remains highly “output” driven (numbers of students, numbers of lectures, numbers of publications etc) with quality sometimes being sacrificed in favour of quantity.

The CTA has also placed emphasis on the need to clarify management  procedures. Unfortunately appropriate activities and indicators are not present in the log frame, and success is difficult to assess. A management improvement committee and sub-committee have been established to work up and clarify procedures and regulations. Clear work procedures have been developed for some departments, but progress has been limited – this activity is not “compulsory” and is therefore not a priority. This suggests only limited support for this initiative at the highest levels. 

Some management training for University administrative staff has been planned but training needs are still unclear.

R 3.8. An audit of existing management systems, and analysis of strengths and weaknesses is required as a basis for determination of specific training needs, and selecting appropriate administrative staff as trainees.

Staff motivation and incentive is a key issue for any project seeking to improve the quality and relevance of teaching and research. Unfortunately there is no real discussion of these issues in the project agreement and inception report, and no obvious corresponding activities and indicators.

In practice there are serious flaws in the existing University incentive system which are affecting not only the quality of teaching and research in general but also the commitment of time to the NORAD project itself. Change may be required at MoET level as well as UoF level if progress is to be achieved.

Staff have a basic (government) salary, supplemented with an output related salary (payment per hour for delivering lectures, supervision, writing papers etc). This latter contributes the greater part of academic staff salary, and encourages staff to take on very heavy workloads. This is compounded by the fact that most courses are very lecture intensive, with limited encouragement to students to read and research on their own. Overall quality is being sacrificed to quantity. 

Furthermore, the subsidiary payment system is limited to certain (mainly teaching) activities. Although payments are made for writing research papers, there are no payments for managing research, or undertaking analysis (other than through assistants). Low quality papers in low quality journals is the likely result. 

Similarly, there is very limited incentive to spend time on NORAD project activities. Indeed most NORAD capacity building activities – and in particular project management and research, represent an opportunity cost to the average University teacher. This, to a very large degree, explains the limited project implementation and slow progress of many activities, including research. 

R 3.9 The University should seriously review its incentive system to ensure that it delivers quality as well as quantity. In parallel it needs to review its teaching density at both undergraduate and graduate level, and ensure that teaching loads are lighter, supplementing readily available written and web materials.

University strategic planning (strategic dialogue and planning)

This activity has been promoted by the CTA. It is clearly of great importance, but is very poorly specified in the log framework. Indeed there is no clearly corresponding activity (other than unspecified training courses), or indicator. 

R 3.10 If this area of activity is to be pursued effectively it needs to be incorporated within than agreed revised project logical framework with clear outcome, activities and indicators

The University organised a workshop in 2004 under the NORAD assistance on University Management, at which the “Value Creation Cycle” concept was introduced by the Norwegian CTA. This reinforces the idea that institutions must both understand and influence their market/clients – with a constant cycle of mutual learning, adaptation and progress. Although the need to understand the market/clients is well understood by the University authorities, and some research has been undertaken, there has been rather little formal analysis and limited  incorporation into strategic planning. 

However, the management board of the University includes, in addition to University senior staff, representatives from industry and from Provincial Departments of Fisheries. This ensures that some key clients are making an input to higher level management decisions. Consideration should be given to extending this representation further, to include, for example representatives of fisheries research institutions.

Management Conferences were also held in 2005 and 2006, and now serve as an important for airing ideas and reviewing progress.

The University and others have carried out significant market research on training needs and demand in the fishery sector. This has been undertaken through an annual graduate survey, and through discussion with industry representatives. In addition memorandums on collaboration in training and research, technology transfer and provision of workforce have been signed. Feedback has been received from 42 companies and institutions  (target 50) on training quality.

This work could be taken forward through more comprehensive synthesis and analysis, supplemented with further analysis (sub-sector growth rates; sub-sector issues; industry employment profile; trends), to generate a comprehensive up to date training and research needs assessment (e.g. “the market for higher education and research in the fisheries sector of Vietnam”). It is important also that such an analysis includes a review of sources of research funding (industry, provincial, national, international), and strengths and weaknesses of the University in accessing and competing for such funds and undertaking the research. It should also recognise the significant changes related to globalisation of provision of training and research, the opportunities and threats this presents, including competition from the evolving “private” Universities.

Through its work so far, the University has determined that there is demand from Provincial government and industry for short course (2-3 week) training, and each faculty is now requested to develop appropriate courses. This needs to be explored further, in terms of how willing and able are the potential clients to pay for such services.

R3.11  The component advisor should work with the University to pull this work together in the form of a comprehensive training and research needs assessment. If necessary consultants (national + international) should be contracted to complete this work. In future, such an assessment should be a routine management activity – with comprehensive analysis every 5 years as part of the University Strategic planning process. 

R3.12 Depending on the outcome of such an analysis, consider assistance for the development of specific short courses or other initiatives as part of phase 2

Some staff have been trained in “leadership skills and strategy design” and should be able to apply their training in taking this work forward.

More recently, student evaluation of teaching has been introduced, and if effectively analysed and discussed, could underpin improved and better targeted teaching and other services to students.

Teaching methodology (LF activity 3.4)

1600 Multiple Choice Questions have been written to test maths, physics, biology, chemistry and computer science. It is unclear as to whether and how these have been used.

There has also been emphasis under the project on enhanced teaching methods. This has included both attention to improved presentation techniques, as well as encouraging more interactive and problem based learning, and this has been promoted through a series of workshops held by the component. 105/215 young teachers have applied these approaches.

In practice there seem to be different interpretations of the meaning of these new methods, and it might be worth considering development of teaching methodology “best practice” guidelines, which could then be further promoted through the faculty deans. However, it must be recognised that while there are significant opportunities in terms of both presentation and learning facilitation techniques, the large undergraduate class sizes limit potential. It is gratifying that some young lecturers are using new approaches to breaking down classes into mini-project groups to overcome this.

R3.13   Develop a set of guidelines and protocols for best practice teaching for different situations (group sizes, subjects etc)

It should also be recognised that there may be reluctance to change on the part of some of the older staff, and a more formal requirement based on the guidelines might be appropriate at some point in the future. 

English language training

English language training has been recognised as a key to improving research and teaching quality in a global market.

Books to support ELT have been purchased. 70 teachers have attended courses and achievement levels have been good. Rather few administrators have attended courses, but the need for English language competence amongst administrative staff is arguably much less pressing than for academic staff. ESP teacher training has been cancelled, but ESP curricula for 6 faculties have been written with assistance of WUSC experts. English clubs at faculties have not operated due to work overload.

Overall

This component is ambitious in scope, complex and difficult to assess, with some very straightforward indicators for some areas, but also substantial areas of project activity where indicators have not been identified, and where measurement of progress would in any case be difficult. It is unclear how far it has gone to meeting the overall objective of improved institutional capacity to administer research and education

R 3.14. This component needs to be hardened up with a much clearer log frame and clear responsibilities assigned. Effective implementation will require either effective delegation or a full time component leader. Either way, an incentive will be required to ensure that adequate time is devoted to facilitate or promote these complex activities. In other words, a “cost norm” for project management will be required. This would have to be coupled with accurate time recording and appropriate reporting. 

R3.15. Assign clear responsibility to individual staff for the delivery of activities and specific indicators, and ensure that these staff have both the motivation and time to deliver the outputs

There has been discussion about the establishment of some kind of learning support centre probably under the department of student affairs, and it has been suggested that this be supported by the project. A possible model for this is the Centre for Learning and Educational Technology (now the “language centre” - http://www.languages.ait.ac.th/home.htm) at AIT in Thailand. Unfortunately long term funding for this centre at AIT in its original form was difficult to maintain, and it has reduced the scope of activities accordingly. This is an important lesson for UoF. We would support such a centre as a means of generating focus for those activities related to teaching methods, student learning skills, and communications skills (both staff and students). However such a centre will only be successful if the issues of staff reward/incentives and motivation are addressed, and a mechanism for long term funding developed.

14.3 Efficiency

It is very difficult to assess the efficiency of delivery of key outcomes because of the mis-match in structure between log frame, annual workplans, annual budgets and annual reports. The PMB needs to produce a clear report of spending against each major activity in the log frame, and if possible against specific indicators. If this cannot be done, the financial planning and reporting system must be adjusted accordingly.

R.3.16 Generate a clear and simple report of total spend to date, and anticipated spend to project completion, for each major activity in the log frame

R3.17 In future budgetary planning, work planning, budgetary reporting, work-plan reporting and log frame should all follow the same structure. 

14.4 Sustainability and integration into UoF

Any improvements to staff skill and capacity are by their nature sustained, unless such staff leave. This is a normal risk, and while the university itself may be partially weakened, other institutions will be strengthened.

Much of this component is about strengthening normal management systems and is therefore by its nature integrated into UoF systems. However, there appear to be limited rewards for better management and improved quality under the existing incentives system, and unless this is fundamentally changed, any improvements are likely to be temporary.

14.5 Particular achievements

Compared with 5 years ago, UoF is well resourced and well connected, and this is likely to open up a range of teaching and research opportunities as well as generally enhance its capacity. There is also widespread awareness and recognition at all levels of the university of the importance of responding to market and client needs. English language competence is increasing rapidly and will open many doors in terms of enhanced learning and networking.

14.6 Risk management

There are significant risks that this component will continue to be diffuse and poorly focused. Clear responsibilities and incentives to deliver will be required if useful outcomes are to be achieved.

14.7 Summary of comments against existing log frame

Institutional capacity of UoF in research and educational administration improved

	Activity
	Indicator
	Progress/comment

	3.1 Network training/research

3.2 Information management

3.3 Training courses/workshops

Strategic planning (not in log frame)

Academic program performance management (not in log frame)

3.4 Teaching methodology

3.5 English language training


	· Network with local institutions and with international institutions well functioning by 2005 and assisting in improving teaching, research and administration of UoF 

· Yearly meeting with national networked institutions

· 6 MoU signed with international networked institutions

· Library twinning arrangement improves management and reference sources of UoF by 2005

· By 2006 fisheries database resource at UoFs library established

· 100% UoF library staff capacity in library management improved by 2005 (all pass tests given by library trainers)

· By 2005 UoF’s website operated well with information in academic and research updated weekly

· By 2005, knowledge gained from study tours applied in UoF to improve  management system in satisfying management criteria set by MoET

· Yearly receiving feedback information on training quality from at least 50 fishery companies by 2005

· A criteria set for evaluating academic programs at UoF is written and applied effectively by 2005

· 30% of the subjects taught at UoF apply new teaching/assessment methods by 2006

· 2000 MCQ test items for maths, physics, biology, chemistry and computer science are written and used in exams by 2005

· Knowledge and application of improved teaching methods in all faculties by 2005

· English ability improves in teaching and administration staff by 2005

· Necessary material/resource for teaching and learning English procured and used by 2005

· 30% of UoF teachers (ca 100) attending English courses by 2006, of which 20% get get the ToEFL score of 500+ and 50% get score of 450

· 80% of UoF administrators (ca 40) attending english courses by 2006


	VIFINET successfully established and active

Co-management project with VIFEP/WFC

Achieved

Tripartite contract with NCFS, UoB, NTNU. Otherwise limited progress; poor indicator

Indicator dropped. Why?

Little progress. Nature of this database unclear

No progress. Librarian not clear what is required.

Library website and University website established. Weekly update?

Quality assurance unit established; 

One of 10 Universities now designated by MoET as self evaluating

In 2005 feedback received from 40 companies

2006?

Criteria written and ready to be used in 2006

105/215 young teachers applied in their lectures. Indicator needs more thought

1600 MCQ written

Needs follow up

Poor take up amongst administrators

7 learners of 2004 TOEFL course received postgraduate scholarships and are studying abroad

Rather poor achievement at 37%


The indicators have  changed significantly since the project began, and some new activities – particularly with respect to strategic planning and programme performance evaluation have been drawn up. Also some activities reported in the annual reports– such as developing and clarifying University procedures – do not figure in the log frame, nor in the indicator set .

14.8 Proposed restructuring of log-frame

This LF outline seeks to improve the logic and focus of component 3. It should be reviewed and modified by PMB and other relevant University staff, with expert facilitation, and then agreed at the annual meeting. 

The following represents a clarification and improved organisation of existing activities and their relation with normal University activity, rather than any significant additional scope. It does however highlight the breadth of this component, and raises the question as to whether this is too ambitious, given the routine demands on staff time.  

Indicators from the original log frame are shaded in yellow, and these are mostly clearly specified. Suggested additional indicators need to be hardened up in terms of specific numbers. These are mostly related to outputs already achieved and do not correspond to additional activities beyond those already taking place.

Once finalised, a member of staff should be assigned responsibility for each output, and the same member of staff, or someone delegated, should be responsible for each activity. Indicators should then be agreed and approved or otherwise by the project management board and the annual meeting.

Annual reports should be based around the basic structure of the log frame so that progress is immediately apparent.

	Output
	Activity
	Indicators
	Comment

	3.1 Relevance of research and teaching improved
	3.1.1 Establish relations with the workplace
	· Yearly receiving feedback information on training quality from at least 50 companies by 2005.
· Visits and surveys;

· Agreements signed;

· Other feedback mechanisms developed
	Already reported but not in log frame

	
	3.1.2 Review and synthesise training and research needs, capacity of other providers, and competitive strengths of UoF
	· Report: “Opportunities for UoF in the market for higher education and research in the fisheries sector of Vietnam”
	This represents a pulling together and application of existing activities rather than a new activity

	
	3.1.3 Develop University plan and strategy
	· Planning workshops

· Planning and Strategy documents
	This is an existing activity but needs to be strengthened, building on 3.1.1 and 3.1.2

	
	3.1.4 Revise faculty teaching curriculum and research efforts and focus accordingly
	· Faculty reports

· Faculty research and teaching strategy

· Curriculum
	This is  intended to promote integration between strategic planning and curriculum design

	3.2 Quality of research improved
	UoF training in research techniques and methodology
	· Internal courses, workshops, materials
	Already reported but not in log frame

	
	Regional/overseas research training 
	· Short course training; custom training; Masters and Doctoral training
	Already reported but not in log frame

	
	Research collaboration and exchange with national, regional and international centres of excellence
	· Network with local (RIA I, II and III, Can tho Univ, HCMC Eco. Uni, HCMC Agri. & Forestry, HCMC National Univ.) and with international institutions (as Tromso, Tromheim, Bergen Univ, AIT, Sanghai Fisheries Univ, Zangziang Ocean Univ, Beijing Univ) well functioning by 2005 and assisting in improving teaching, research and administration at UoF

· Yearly meeting with national networked institutions and 6 MoU signed with Int’l networked institutions.

· X joint research proposals developed

· X/2 joint research proposals funded

· Collate lists and generate profiles of institutions worldwide actively engaged in fisheries and aquaculture;

· Academic exchange programme developed
	Responsibility of Department of International Affairs?

Effective networking goes hand in hand with and is reinforced by research initiative

Possibly phase 2?

	
	Access to research information improved
	· By 2006, Fisheries database resource at UoF library established through purchasing materials and data sources, cooperating with local enterprises and institutions and Int’l institutions in Fisheries information shared.

· Text books in English and Vietnamese purchased for central and faculty libraries

· Journals made available in central and faculty libraries

· Standard online resources 

· Shared information with other institutes

· By 2005 UoF’s website operated well with information in academic and research updated weekly.

· 100% UoF library staff capacity improved by 2005. (all pass the tests given by library trainers)


	Responsibility of Director of Library

Already reported but not in log frame

	3.3 Quality of teaching improved
	Workshops on teaching methods
	· Number of workshops and number of participants
	Already reported but not in log frame

	
	Training in communication and teaching methods
	· Number of training courses and number of participants
	Already reported but not in log frame

	
	Faculty teaching policy
	· 30% of the subjects taught at UoF applying new teaching/assessment methods by 2006
· Faculty reports, documents etc
	

	
	Guide to best practice?
	· Guide produced and implementation mechanisms developed
	Mechanism to reinforce teaching methodology initiatives

	
	Examination and testing procedures improved
	· 2000 MCQ test items for Math, Physics, Biology, and Chemistry are written by 2005


	

	3.4  English language skills improved
	Develop resources and teaching materials
	· English language learning centre (part of library?) 

· Necessary material/resource for teaching and learning English afforded and used by 2005

· Lecture notes for TOEFL multi-level courses designed by 2005


	

	
	Train teachers in English language
	· 30% of UoF teachers (#100 persons) attending English courses by 2006, of which 20% get the TOEFL score of 500 or above and 50% get the TOEFL score of 450.

· The English clubs at faculties operated regularly by 2005


	

	
	Train administrators in English language
	· 80% of UoF administrators  (#40 persons) attending English courses by 2006


	

	
	Develop English language skills of students
	· 100% ESP teachers trained, 6 ESP curricula for 6 faculties designed by 2005


	

	3.4 University management and administration improved
	Management procedures clarified and made more transparent
	· Loose-bound book of University procedures developed and made available to all staff
	

	
	Performance and quality management systems developed
	· Criteria set for evaluating academic programmes at UoF Written and applied by 2006 


	

	
	Management skills developed
	· By 2005, knowledge gained from the study tours applied in UoF to improve the management system.

	This indicator is inadequate and needs to be much more clearly specified. For example: “average time for processing procurement requests reduced by 25%” 

	3.5. Increase awareness and understanding of HIV
	
	· 
	Little progress has been made with this, and despite its importance, it seems rather out of place in this project.

	
	
	
	


15 ANNEX 6:  COMPONENT 4 - IMPROVEMENT OF FUNCTIONING AND RESEARCH CAPACITY OF THE CENTER OF BIOTECHNOLOGY AND ENVIRONMENT

15.1 Achievements towards fulfillment of the overall goals and objectives of the project

The original Project objective was to make the Centre for Biotechnology and Environment a functioning institution for the delivery of services to the public and private sectors. Several indicators attest that this objective has been achieved (quality certificates, increasing number of contracts with private and public sectors…)

Another objective, which should be added to the Project, is to make the Center a genuine Center of Biotechnology using arrange of biotechnological approaches and methodology in leading edge research. In this case, the impact of this component would be much greater at present as well as in future development of the Center and of the UoF as a whole.

To evaluate the achievements of component 4, it is necessary to note that before the Project’s implementation, the Center for Biotechnology and Environment had just been established and had received the equipment for the period 1999 - 2003 through two projects from  the Vietnamese Government. These projects provided the equipment, but there was no budget for running this equipment at the Center. The human resources available to the Center were limited in terms of both quantity and qualification. At that time, the staff were fewl (5 persons) and they did not have enough skills to operate some of the modern equipment and instruments. There are more than 200 pieces of equipment and facilities in the Center.

After three years of implementing the project, the component 4 has achieved the following:

Management and organization

All equipment and instruments have been distributed into specific labs: chemistry lab, biochemistry lab, microbiology lab and biotechnology lab. The staff has been organized into different groups according to the above areas.

Human resources

The number of staff has increased from 5 to 10, and they have become much better qualified. Through the training courses organized in the Center at University of Fisheries (UoF) and by sending staff for training in some advanced labs in HCM city, the staff have developed the different skills needed to run the equipment in the Center. In particular, the following have been developed: 

· Chemistry: The Center now can detect heavy metals such as Arsenic, Lead, Mercury, Cadmium, and Copper in seafood samples. Moreover, the Center can analyze some elements in seafood such as Mg, Mn, Fe, Zn and 10 other elements by AAS technique (Atomic Absorption Spectrometer).

· Biochemistry:  The chromatography technique, one of the useful and difficult analytical techniques, has been developed and implemented. As a result of several periods of training funded by the NORAD SRV 2701 project, the staff can run HPLC (High Pressure Liquid Chromatography) and GC (Gas Chromatography) to analyze antibiotics and pesticide residues, amino acids, fatty acids. These analyses are  useful for food safety and assurance, food and feed processing, aquaculture. And other parameters such as moisture, ash, protein content, lipid, glucose etc... can be measured in food and feed samples. 

· Microbiology: The Center can identify the total Coliform, faecal Coliform, Enterococcus, E. coli, Salmonella, Staphylococcus, Clostridium, and Vibrio by culture method and identify by API test. These parameters are necessary in certifying seafood and environment safety.

· Biotechnology:  The Center now recognised as a reliable Vietnamese institute, where viral diseases in shrimp can be correctly diagnosed.  Fishermen from industry come to the Center for testing of the quality of post larvae before rearing. The Center is currently developing molecular techniques such as PCR (polymerase chain reaction) and DNA sequencing to study biodiversity of marine organisms that face the risk of extinction.

In summary, the staff of the Center have acquired the skills needed to apply the following techniques:

· AAS: (atomic absorption spectrometer) to analyze 20 elements in seafood, water and mud, especially the heavy metals.

· Spectrophotometer: UV-VIS to analyze the parameters of environment as NO3, NO2, H2S, PO​4...

· Biochemistry techniques: to evaluate nutrition parameters like protein, lipid, ash, carbohydrate

· Chromatography: to determine amino acids, fatty acids, pesticide residues, antibiotics, aflatoxin and histamine.

· Microbiological techniques: to detect Coliform, E.coli, Enterococcus, Vibrio and Salmonella.

· PCR technique for the diagnosis of shrimp diseases, and to identify the bacteria in seafood.

15.2 Contribution of Component 4 to capacity building at UoF in human resource development, training and relevant scientific areas

Teaching

Under-graduate: every year, about 40 students attend the practical course on gene manipulation technology in the Center; 20–25 students are offered the facilities to do experiments for their research theses in chemistry, biochemistry, environment, microbiology and biotechnology.

Post-graduate: every year, about 15 master students attend practical courses in biotechnology as well as carrying out their master theses in the Center.

At present five PhD students are doing their theses in the Center, among them, 2 students from the NUFU project, 1 from NORAD, 1 from France, 1 from Vietnam.

Research

At present, the Center serves as a site for scientists inside and outside the UoF to send their samples for analysis in different areas: environment (UoF,  RIA 3), nutrition (CARD project, RIA 3, NUFU, UoF), shrimp disease diagnostics (UoF), and food safety (UoF).

At the moment, a very important issue is research subject selection. The original plan to do research on marine algae and biopolymers was abandoned, and it was decided to work on food quality and safety related to aquaculture practice and environmental conditions. However, in the second phase of the Project, if any, we recommend that research on Marine algae and biopolymers should be reconsidered.

One paper on the research topics is to be presented at an international conference.

Training

 The plan in September 2003 was that the component would:

· Organize 4 short training courses in UoF with external experts on analytical tools:

1. Basic Laboratory course

2. Chromatography course

3. Microbiology technique course

4. DNA technique course

· Carry out intermediate and advanced English language courses (evening and part-time). Project management is responsible

· Procure materials and chemicals for students training and for research tasks.

Now, all the planned have been carried out successfully, except the DNA technique course.

In particular, several people from aquaculture (2 persons), food processing (5 persons) faculty in UoF and in Khanh Hoa province (2 persons) have trained in the Center on Basic laboratory techniques, Chromatography, and antibiotic, pesticide detecting techniques. Moreover, before being accepted to do experiments in the Center, all students (under-graduate and post-graduate) have to attend a short course on running equipment.

Service

Thanks to the Project, the Center can now give an improved service to farmers and researchers (the Center can provide analytical testing: shrimp disease, composition analysis: amino acids, fatty acids, pesticides, antibiotics, environmental parameters)

Through the project, Component 4 has been able to upgrade its equipment, purchasing chemicals and training personnel. From 2006 three new assistants have been hired to operate the research project. This means that the Center is now able to offer good services to the faculties and to the external market.

It is of the utmost importance that the expansion of the market is done with the focus on the internal customers at UoF first and thereafter slowly expanding to local and prefectural customers. Quality should come before quantity. Every customer should realise that he/she has received a high quality service on the same level as from the larger laboratories in Hanoi or HCMC. In the long run, price should not be the most important competitive advantage but reputation. The price should however be competitive in the market. 

In 2006 the Component should develop a clear strategy for market development and penetration based on surveys of present and future needs in Khanh Hoa. There must also be established more and better communication between the Center and the faculties in order to develop services suited for the internal needs of UoF. 

Institutional co-operation

The Center received valuable technical assistance from its Norwegian partner (Bergen University, NTNU University, and others) to implement the project. Moreover, through the implementation of the project, the Center has developed co-operative contacts with some educational and research institutions in Vietnam, such as the Center for Biotechnology Research, Can Tho University, Hanoi University of Technology, Institute of Food Industry, Research Institute of Aquaculture I, Center for Chromatography Development, Center for Analytical service in Ho Chi Minh City.

15.3 Use of financial resources

The total contribution of the Government of Norway is estimated at around NOK 17 million, of which the major share is goes to aquaculture (35%) followed by economics (27.5%). Project management with 13.68% stands slightly higher than institutional cooperation at 12.6%. The budget for Biotech Center seems to be lowest (9.81%).  The contribution from the Vietnamese Government is 2-4% of the total fund for the component. 

15.4 Sustainability

With help from the NORAD project, the Center can develop the activities needed to operate and maintain the equipment in good condition; and to improve their capacity for research and service implementation both in UoF and outside.  

Dr Helge Reinertsen took over the position as Component-4 Co-ordinator in 2005, because the component had been unable to establish links to any TA within its field. Dr Reinertsen has done valuable work, especially in advising the Center to open up and to offer better services to the Faculties. At present the Center has official contracts with Faculty of Processing and Faculty of Aquaculture to enable their staff to work with the equipment available at the Biotech Center.

Regarding financial issues, the Center should make their services regular and routine, so that it may get a stable income from the industry and society. In future the Center should rely mainly on their own budget, which will make the Center's activities more sustainable, not depending too much on outside financial resources as is the case now.

Regarding institutional issues, the university regulations concerning the material supply system are not suitable to ensure the on-time meeting of the daily needs of the Center as a research unit. Furthermore, the plan of the UoF (known from the discussion with former NPD) to combine the Center for Biotechnology and Environment with other unit inside the UoF, such as Processing, Aquaculture, Catching ... to form a bigger center, in our opinion, would make problems, which could threaten the sustainable development of the Center.    

15.5 Integration of the Component into UoF development needs, in order to meet the requirements/demands from the fisheries industry and MoET/MoFI

The Component is now capable of meeting the development needs of UoF as well as the demands from fisheries industry and MoET/MoFI in the following areas:

· Education: Providing regular technical facilities for under-graduate and post-graduate students, and also irregular short training courses.

· Research: Providing analytical assistance to research projects at UoF in fisheries section. 

· Services: shrimp disease molecular detection; protein, lipid, amino acid, fatty acid, heavy metals and other parameters analyses for researchers, farmers, and enterprises.

15.6 Constraints to be addressed by the component

Constraints

· The Centre has found itself in a very difficult financial situation since its income from UoF was halved some one year ago, and the Centre has to increase it sales of tests to the industry and its sale of services (including access to facilities) to other UoF units to get additional income. 

· The difficulty in human resources (both in quantity and quality) is still to be resolved.

· There is not yet a clear research orientation in the Center for the next period of time.

· Lack of regular and routine regulations for research material supply on the UoF level.

Opportunities 

Like many other areas of Biotechnology, Marine Biotech has diverse and very attracting perspectives. If the personnel of the Center continue to try their best as they are doing now and if the Rectorate of UoF pays appropriate attention to the Center, we believe that many good development opportunities will materialise for the Center in the near future.

15.7 Recommendations for possible improvement

The Center for Biotechnology and Environment is in its infancy and in need of significant support if it is to be successful. However, the Center is struggling to establish its role both within the University and as a service provider to the private sector and Government. Its financial sustainability is uncertain. A business plan and development strategy should be developed as soon as possible, which addresses market opportunities and competitive advantage, skills requirements, research focus, and financing. Some assistance may be required to help existing management develop this plan. Further funding to the Center should be contingent on the production of such a plan, but could be substantial in the short-medium term. In the longer term, the plan must detail how the Center will become financially independent and sustainable.

The Center for Biotechnology and Environment should be considered as a key component of UoF for high-tech research activities. For this reason, Project funds allocated to the Center (component 4) should be increased compared with other components once a clear development strategy has been developed.

The Center should distinguish between the two tasks of: 1) Analytical unit, and; 2) Research unit. The former should be put completely and immediately into different services; the latter should concentrate on a few topics feasible with presently available manpower, which can get funding from different sources, including national and international agencies. The management structure of the center should reflect these different functions.

The analytical task has been implemented with impressive results, getting high reputation among industry and public sector. It has been proved by several quality certificates issued by official authorities. Meanwhile the research program, especially biotechnology is limited to shrimp disease detection only. 

We strongly recommend that the Center should be involved in the second phase of the Project. In this case, a study on biopolymer in seaweed and shrimp in cooperation with the Faculty of Biotech (Biopolymer Dept.) of NTNU, should be developed. To make this realistic and successful in the second phase, it would be useful if some budget can be allocated for preparation of the topics in the last year of the first phase (2007). 

In general the Biotech Center should use biotechnological approaches and methodology increasingly in their research topics.

The formal procedures (at the level of UoF) for purchasing equipment and other materials for the Center as well as for the Project as a whole, should/must be simple, effective and timely.

The constraints arising from daily heavy teaching load of the staff involved in the Project, so that they have not time enough for implementing Project task, must be solved as soon as possible on all relevant levels.

A PCR thermocycler should be bought for the component 2, as the two in CBE will overloaded in the very near future, when the research topics of biotechnological profile are selected for the Center.

The project should purchase only equipment, which will be used with lower cost, less time and more reliably than sending samples abroad for analysis. For example, the already-purchased DNA sequencer is unlikely ever to be used because the reagents for sequencing must be bought from outside and are and difficult to transport. This experience has been drawn from all other institutions for biotechnology in Vietnam.

One should encourage good, active and effective communication by e-mail between Vietnamese researchers and their Norwegian experts.

Regarding financial issues, the Center should sell their services on a regular and routine basis, so that it may get a stable income from industry and society. In future the Center should rely mainly on its own budget, which will make the Center's activities more sustainable, not depending too much from outside financial resources as now.

The plan of the UoF (mentioned in discussions with the former NPD) to combine the Center for Biotechnology and Environment with another unit inside the UoF, such as Processing, Aquaculture, Catching ... to form a bigger Center, may be problematic and could threaten the sustainable development of the Center. This option needs to be thoroughly appraised in the proposed business plan.

15.8 Some overall comments and recommendations

University management as well as the Project Management Board should consider research as a key component to improve the quality of education as well as to make a bridge between the University and society through the provision of high-tech services.

The major reason creating delay in many items of the project, in my view, is that the UoF as well as the Project Management Board has not given sufficient priority to this component.

The Rectorat as well as the Project Management Board should strive to incorporate the component activities into routine University activities, thereby creating real and sustainable motivation for all staff. This component can and should make a major contribution to the overall objective of the Project, i.e. improving training and research capacity of the University. 

Regarding the incentive system, this may, in our opinion, create some problems, such as relationship between people involved to the Project and University staff who are not involved. Furthermore the incentive system, which is based on quantitative parameters, may reduce the quality of the products generated within the framework of the Project.

The plan (mentioned in discussions with the former NPD) to combine the Center for Biotechnology and Environment with other units inside the UoF (such as processing) could create problems and should be considered very carefully when developing the business plan.

Constraints for the evaluation team: 1) it’s sometimes difficult to find the items the team is interested in, because the report documents were abundant and not placed in order; 2) some achievements or results were described in a wrong way. 

The Norwegian side should allow the Project to invite appropriate overseas experts, other than Norwegian, to solve relevant raised difficulties, which are not found in Norway.

16 ANNEX 7: COMPONENT 5 – PROJECT MANAGEMENT

The aim of this component is to ensure that "the Project is managed, co-ordinated and monitored effectively". Although this component focuses specifically on project management, de facto it represents a contribution to institutional capacity building at the UoF. It is not easy to draw a hard and fast line between this component and component 3, partly perhaps because the CTA has provided the technical backstopping to both components but also because of their similarity and overlap. Some of the recommendations for component 3 are pertinent here.

The following sections review the work carried out under this component using the logframe from the revised inception report. The logframe specifies 5 activities to be carried out:


5.1 Preparatory work


5.2 Project Management Board and monitoring


5.3 Project management


5.4 Annual meeting


5.5 Mid-term review

A number of indicators are identified in the logframe relating to these activities. Unfortunately, it is not clear from logframe precisely which indicators correspond to which activities. The sections rely on our interpretation of the logframe.

On the whole the MTE mission formed the impression that Project Management has been effectively carried out. A few suggestions for improvement are made below.

16.1 Activity 5.1 Preparatory work

In the logframe, this activity has 6 indicators. These relate to activities that were accomplished at the beginning of the project and all of them have been achieved.

One issue that has arisen concerns the National Project Director. 

When the project was established, the Rector took on the role of National Project Director (NPD). With the recent change of Rector, the question has arisen as to the NPD role. The MTE mission recommends that the new Rector should take over the role of NPD. A decision is needed on this matter quickly in order to clarify project management arrangements.

16.2 Activity 5.2 PMB + monitoring

The only indicator that appears to relate to this activity relates to the offices of the PMB and the CTA. This indicator has been fulfilled.

Overall, the PMB appears to function well.

Planning process

One issue, however, is that the planning and reporting process seems very long and unwieldy. 

At present, work begins on WorkPlan for year n+1 and Annual Report for year n in July–August of year n. The PMB meets to discuss in October. The WorkPlan and Annual Report are then finalised and sent in December to the Norwegian Embassy for Comment. These comments are discussed with the PMB at a meeting in January of year n+1. The WorkPlan and Annual Report are then sent back to component heads for revision; the revised versions are collated by the Project Management Office and returned to the Embassy for approval. The speed of approval has gradually increased. It was obtained in mid-May in 2004, early March in 2005 and in February in 2006.

It does appear that things have improved with time. The MTE Mission strongly recommends to try to simplify this process.

Moreover, the process does not end with approval of the WorkPlan because component heads then require approval in order to implement each of the planned activities. Ideally, this process should be modified. If, however, it cannot be for contractual reasons, then at the least it should be significantly speeded up.

In fact the research proposals represent an ideal opportunity for the Central University Management to lighten its load by devolving responsibility for activity implementation to the component heads, provided that such activities figure in the agreed work plan. It is strongly recommended that the University investigate the means of implementing a devolved system with periodic reporting and audit.

Monitoring

The monitoring function is problematic. At the start of the project almost no monitoring of project activities was undertaken and the disbursement rate was very low.

Since the end of 2004, the amount of monitoring has increased.

However, monitoring remains weak due to a lack of capacity. It is recommended that this area be strengthened by appropriate staffing. At the very least it is recommended to generate a clear and simple report of total spend to date, and anticipated spend to project completion, for each activity in the log frame.

Budget and spending

Despite the large amount of time devoted to planning, the project has consistently under-spent.

Table 5.1 below shows the budget breakdown from the revised Inception Report. It is noteworthy that there was a substantial re-allocation of the budget between the original project logframe and Inception Report. In particular, the budget for component 3 was reduced from around 36% of the total budget to less than 12% and component 4 budget was also slightly reduced. The budget for components 1 and 5 on the other hand were doubled and that for component 2 increased slightly.

	Items
	2003
	2004
	2005
	2006
	
	Total
	
	LFA
	
	GoV

	
	1000 NOK
	%
	1000 NOK
	%
	1000 NOK
	%
	1000 NOK
	%
	1000 NOK
	%
	1000 NOK
	%
	1000 NOK

	Component 1
	261.30
	16.17%
	1,331.55
	24.48%
	1,784.94
	29.48%
	985.55
	28.33%
	4,363.35
	26.30%
	2,285.40
	13.83%
	139.53

	Component 2
	185.20
	11.46%
	2,088.24
	38.40%
	2,206.43
	36.44%
	1,247.46
	35.86%
	5,727.33
	34.53%
	4,598.88
	27.83%
	192.04

	Component 3
	269.91
	16.70%
	684.24
	12.58%
	603.92
	9.97%
	379.02
	10.90%
	1,937.08
	11.68%
	5,896.80
	35.68%
	-

	Component 4
	
	
	677.09
	12.45%
	669.53
	11.06%
	224.38
	6.45%
	1,571.00
	9.47%
	2,106.00
	12.74%
	109.09

	Component 5
	899.51
	55.67%
	657.70
	12.09%
	789.94
	13.05%
	642.09
	18.46%
	2,989.24
	18.02%
	1,638.00
	9.91%
	780.61

	Sub-Total
	1,615.92
	100%
	5,438.82
	100%
	6,054.76
	100%
	3,478.50
	100%
	16,588.00
	100%
	16,525.08
	100%
	1,221.27

	Contingency
	40.13
	
	135.09
	
	150.38
	
	86.40
	
	412.00
	2.48%
	
	
	

	Total
	1,656.05
	
	5,573.91
	
	6,205.14
	
	3,564.90
	
	17,000.00
	
	17,000.00
	
	


Table 5.1: Planned budget allocation from the revised Final Inception Report

Table 5.2 below is based on figures obtained from the NCFS
. 

There are some noticeable differences between the two tables. First, the total budget is 17m NOK in table 5.1 and 17.55m NOK in table 5.2. It is not clear to the MTE Mission where this difference comes from. 

Second, although the total budget figure is the same for 2003, it differs between the two tables thereafter. Some of the difference is doubtless due to re-budgeting as monies have been carried forward.

	
	Budget NOK
	Budget spent NOK
	Budget spent %
	 Under-spending NOK

	2003
	       1 650 000 
	                  800 000 
	                          48 
	                       850 000 

	2004
	       5 200 000 
	               1 900 000 
	                          37 
	                    3 300 000 

	2005
	       5 800 000 
	               3 200 000 
	                          55 
	                    2 600 000 

	2006
	       4 900 000 
	
	                          -   
	

	Total
	     17 550 000 
	               5 900 000 
	                          47 
	                    6 750 000 


The MTE Mission was unable to obtain a simple table summarising expenditure by year and showing the way in which unspent funds had been re-allocated to the following year. Moreover, information held by Tromso seems to differ from that held in Nha Trang – perhaps because of delays transmitting information, perhaps because of oversights.

Regardless of the detail, what is incontestable is that the project is seriously under-spent. As a consequence, the budget available at the beginning of 2006 was over 11 million NOK. At the spend rate for 2005, this would be enough to see the project through to the end of 2008.

The need for more realistic planning and budgeting is widely recognised. It is in fact remarkable that the project has been able to achieve so much whilst spending (till end 2005) less than half of its planned and available budget.

The MTE mission recommends that rather less time be spent on planning and re-planning activities and rather more time to the monitoring of activities against the project workplan to ensure that deliverables are produced to budget and in a timely manner.

16.3 Activity 5.3 Project management

Some of the issues discussed in the previous section could as easily have been dealt with here, which shows the weakness of the logframe for this component.

Project Management Office

The Project Management Office is well established and was of very great assistance to the MTE mission. But the staff in the office appear to be under heavy pressure. The set-up appears to be unstable in that staffing has changed considerably over time, and those staff who are nominated to the office are unable to spend as much time on it as their duties would appear to require.

The project co-ordinator, for instance, is only part-time, spending roughly 30% of his official time on this activity (and much of his spare time). A project of this magnitude and complexity deserves a fully funded full-time position.

There are 2 project secretaries. One was originally full-time in the PMO but is now spending about 70% of the time supporting component 3 and 30% of the time teaching. The other was originally part-time at 50% but is now leaving for the USA. Tuan was appointed on a supposedly full-time basis yet is also expected to undertake some teaching in the Faculty of Aquaculture.

The capacity of the PMO appears therefore to be declining as times passes. For the remainder of the project, and especially for any phase 2, the PMO needs should be carefully analysed. Whilst the MTE mission recognises, and indeed applauds, the dynamic nature of the UoF, so far as possible staff should be appointed to the PMO who will have the time to commit to its activities on an ongoing basis. 

Project information management and exchange

The MTE mission did not evaluate this aspect in detail so the views expressed here are somewhat impressionistic.

It would appear however that there is scope to improve the management of project information and the exchange of information between project partners, and in particular between UoF, NCFS (CTA) and the Embassy. 

In the case of component 5, the most important information concerns the budget. 

The CTA has already made some recommendations in this context. One is that "Copies of all ToRs and mission reports should be sent to the CTA and to NCFS (Ms Signe Sonvisen)". 

A second recommendation is that "The project should establish an archive that can be accessed through internet, where working plans, budgets, ToRs, mission reports, minutes, contracts etc. are available."

Finally, " the PMB should keep the CTA and the Embassy informed about the expectations of expenditure. If the project does not manage to use the budget, the Embassy needs to know the approximate figure as soon as possible in order to report this to its Ministry."

All of these recommendations seem pertinent to the MTE mission and if they have not already been acted upon, the mission recommends that they are discussed between partners with a view to their early implementation.

The Mission strongly recommends that there should be ONE information system for the Project, accessible from both Tromso and Nha Trang in real time, with clear processes established concerning who is responsible for data entry, data validation and data archiving. Protocols for data access also need to be established. At present, it seems that information passes between Vietnam and Norway, and also between Norwegian institutes, in a somewhat haphazard way, using a variety of formats (sometimes electronic, sometimes paper-based).

Workplan and budget

These aspects have already been discussed under Activity 5.2 above. Suffice it to say here that indicators concerning planning are being met ("Annual work plans and budgets approved, Annual reports approved").

But indicators concerning monitoring and implementation are not being met, in particular "All project activities managed effectively to disburse 80% of annual budget".

As discussed above, the performance of the project is remarkably good given the heavy under-spend but it is clear that this is an area for improvement in the future.

The final indicator concerning financial reporting appears to be being met. The auditors have not reported any significant problems.

16.4 Activity 5.4 Annual meetings

These meetings have been held in accordance with the project document

16.5 Activity 5.5 Mid-term review

This review has been carried out as foreseen, although with a year's delay on the original timetable.

� It is a pleasure to record the Mission's thanks to the many people who helped us, gave up their time, and entertained us during the Mission. University staff were unfailingly helpful and good-natured in the face of the barrage of questions from us. But none more so than the Project Management Office.


� The mission thanks Ms S Sonvinsen for compiling this table for us.


� Note that both of the sub-activities are numbered 1.1.1 here to maintain conformity with the inception report logframe and to avoid confusion. There is clearly an error in the logframe. 


� Water Quality Management; Histology and Embryology; Seaweed Culture; Fish Disease; Fish Nutrition


� The mission thanks Ms S Sonvinsen for compiling this table for us.
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