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Executive Summary

Summary of Findings and Conclusions

Vietnam is undergoing a transition, from a cenyralanned economy to one based on
market principles. One effect has been to changalyimamics of the labour market.
While industrial relations were previously an agp#central economic management,
reform is separating the interests of State, engsbgnd workers. As a consequence,
Vietnam has experienced an increase in labour tispmainly in the form of wildcat
strikes. These are a major concern for governmatstrikes threaten Vietnams’
economic stability. However, the country’s legaldainstitutional frameworks for
industrial relations remain underdeveloped. Refoars needed to adjust to new
labour market conditions.

The project Promoting Sound Industrial Relations at the Workplaand
Strengthening the Capacity of Industrial Relatidwgors in Vietnanwas funded by
the U.S. Department of Labor (USDOL) and implemériterough the International
Labor Organization (ILO). The four-year grant of WS,667,494 was approved
within an umbrella agreement between the ILO ardWSDOL. The development
objective was to improve workplace cooperation leetmvlabor and management in
target enterprises. The project was officially lelwed in January 2003 and concluds
on 30 June 2006 with the addition of $106,878, Wheflectes a six month extention
from the programmed end date of January 2006.

An Evaluation Team of David Gairdner (Scanteam) &vael Issa (ILO Geneva)

visited Vietnam between 26 March and 1 April 200ke team found that the
strategic relevance of ILO industrial relationsjpod was high. The project correctly
anticipated major trends influencing Vietnam’s labomarket. Objectives and

activities related to policy development, capaditylding and training enabled the
project to respond well to the environment. It vaéso relevant to the interests of all
three social partners; the Government of Vietndra,drivate sector and the official
union movement. Informants from the social partexressed their satisfaction with
the design process, and stated their interests wetk represented. Building on

strategic relevance, overall project design wasnstr There is a clear relationship in
the documentation between analysis of the projecir@enment, objectives, activities
and outputs and outcomes.

Shortcomings in the analysis occurred when stakielnslunder-estimated how:
= Quickly economic reform and change in the labourketawould occur
= Quickly the interests of the three social partwessild separate
= Slow the official union would be to adapt to chamgethe labour market

= Weak the representational link between its leadgrahd the rank and file
would become as a result the union’s inability stablish its independence
from management and represent worker interests.

These factors had a subsequent impact on the oatemd effectiveness of some
project activities.

The Evaluation Team found that the ILO Industria@ld®ions project has met or
exceeded its objectives, and represents high fatudonor investment. There is one
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possible exception. Vietham has not yet developeathtional industrial relations

policy framework. However, the team believed tHatvsmovement was beyond the
project’s ability to influence, and noted importambgress towards this objective. No
other significant problems or concerns relatedriplementation were encountered.

The project successfully established a nationalagtfucture (NPSC, PPTFs and
IRASDs), which is operational and functioning wetl. addition to delivering high
quality service, the infrastructure serves as aegar collaboration and exchange
between the social partners. The structure cowdd bBe approached as a pilot for
tripartite industrial relations management at tiagiamal level. Informants showed a
strong interest in institutionalising it in somerrfo A weakness in the project
structure is the limited flow of information movirtgetween the different levels of
each of the three social partners, which may hingenagement and the channelling
experience from enterprises into the national galebate.

Benefiting from its infrastructure, the project hadivered activities according to the

scope and spirit of the original project docum#&¥ihen the website and concept of an
industrial relations training centre did not appeable, the project took steps to

adjust. Project services are seen by beneficiasebeing unique and not available
from other sources in Vietham. They respond to séedhe changing labour market,

are of high quality and add value to industriaatieins at the enterprise level. Perhaps
the best indicators of value is strong demand rfning and materials from outside

the “Vietnam 70", the willingness of enterprisespay a fee for services and that
local People’s Committees are financially suppartn least one PPTF.

The representational link between union officiatgl ahe rank and file membership
undermines the project’s training strategy. While VGCL retains a powerful voice
within the Communist Party, it was weak in entespsi visited by the team. Union
and management officials both acknowledged that dinéon is part of the
management structure. It lacks the independenceede&o effectively represent
member interests in the new labour market, and do¢snjoy the confidence of
workers. The VGCL, therefore, has difficulty tramsing knowledge or capacity
developed in the project to enterprise workers.h®atthe transfer is occurring
through the government or employers. In contrdst, dgovernment and employers
have been in the strongest position to benefit fpoaject services.

Quantitative data from the PMP does not fully captihe impact of the project, and
could have been strengthened. However, the prbj@stmade a lasting impact on
industrial relations in Vietnam. Among its achiewats, the project has strengthened
the institutional capacity of all three social pars and reached a constituency
significantly greater than the core 70 enterpridegortant contributions to policy
development have also been made, including ressiorthe labour code on strikes.
Difficult to quantify but perhaps most importanhet concepts and organisational
model introduced by the project are contributingatshift in the mental model of
social partners. The project has provided analytwals and vocabulary that helps
beneficiaries understand changes in the labour ehatks a result, the Evaluation
Team witnessed different forms of innovation thatl wave long-term benefit.
Interaction with the project is also creating a danohfor industrial relations policy
from the local level which may shape national debat

In its role as project implementer, the ILO hasgdithe trust, respect and confidence
of all three social partners. It has built thesdatrenships based on overall
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performance, the perception of neutrality and thelity of its advice and services.
The strength of these relationships situates tkewlell for future work.

The project shows clear evidence of being susténahbith the social partners
demonstrating strong ownership. Their interests ewaddressed in the initial
consultation, and the partners have determinedlegproject is adding value to their
work. The structures, concepts and practices esieol by the project are being
integrated into those of the social partners, whe iacreasingly willing to fund
activities or pay for services. There was also ewvgd that elements of the project can
be scaled up to the national level. In particulafprmants expressed an interest in
institutionalising the PPTFs and expanding the IR&®ationally.

The impact of the Mid-Term Review appears modebke fleport has not been used
extensively by the project, nor did the Evaluatiteam identify specific actions to

implement its recommendations. However, the MTR wiad propose fundamental

changes, so none should be expected. There werarfas where project strategy
and activities in 2005 diverged from its spiritiotent. However, in most cases the
MTR’s recommendations were being addressed in thuese of regular activities,

particularly as these relate to sustainability.

Summary of Recommendations

1. Future programme development should begin with =apli@t statement of
assumptions, the conclusions of a situation armlysiwhich activities are based.
Assumptions should be tested and validated on alaedpasis as part of the
Performance Monitoring Plan, ensuring that progctivities are still relevant.
Where the review concludes there have been changethe programme
environment, the programme can reposition its dwssaccordingly.

2. A second phase of the project could focus on usdialising the structure and
concepts established in first phase, promotingr theegration into Vietham’s
institutional framework. In this context, the praijshould take on a clearer role as
a pilot exercise. It should move away from the ciienplementation of training
activities where these do not contribute a pilqgiezience.

3. The flow of information between the three (entesgyiprovincial and national)
project levels should be improved, to ensure erpeg from the enterprise and
provincial level is fed into the national policylze.

4. A second phase of the project should work moreetyowith the official union to
address the weak representation link with its memb&ny improvement will
require the union to reform its relationship witketpolitical system, enterprise
management, and develop the independence needsftettively represent the
interests of workers within a tripartite systemeThO could assist the union with
a change strategy.

5. PMP indicators need to be strengthened. The gatheri data to support the
indicators needs to be more systematic, and expatadsupport all indicators.
Some indicators may need to be revised based oavhiable data collected by
the government and social partners. The ILO shawite in adequate resources
for data monitoring into the project design, andhats should be open to
supporting related activities.
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6. Phase Il should develop a new sustainability sgsatbased on institutionalising
the tripartite structure and transferring financralsponsibility to the social
partners within two years. The strategy should asmtify the kinds of policy
and technical roles that the ILO will play in thedre, the trend should be towards
less direct involvement in training.

7. The project should develop a revenue generati@tesly for the government and
social partners. Elements could include agreemdmnwiees will be charged, a
standard fee structure to be applied across thgragmome, and whether fees
should support core or supplemental activities.
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1. Introduction

The project Promoting Sound Industrial Relations at the Workplaand
Strengthening the Capacity of Industrial Relatigagors in Vietnanwas funded by
the U.S. Department of Labor (USDOL) and implemérttarough the International
Labor Organization (ILO). Project support was mtdeugh an umbrella cooperative
agreement designed to help countries realize timeiples of the ILO’s Declaration
on Fundamental Principles and Rights at Work. Tina-ffear DOL grant totalled
USD 1,667,494.

The project was scheduled to begin on 1 Octobet 20éngthy negotiations with the
Government of Vietnam resulted in a one year startdelay, which did not affect
funding levels. It was formalised in a cooperatagreement between the ILO and
Ministry of Labour, Invalids and Social Affairs (MOSA), signed on 31 July 2002.
There were three implementing partners to the ageeeé MOLISA, the Viet Nam
General Confederation of Labour (VGCL) and the \Weim Chamber of Commerce
& Industry (VCCI).

Implementation began on 18 September 2002 witthitieg of the Chief Technical
Advisor (CTA). The project was officially launchéd January 2003 and concluds on
30 June 2006 with the addition of $106,878, whiefiects a six month extention
from the programmed end date of January 2006. Nbomevegian Embassy has
offered to fund the project at current levels fwotadditional years, and a proposal
for continuation is now before MOLISA.

Project objectives were outlined in the originaD2Qoroject document (ILO 2001).

They were revised in February of 2004, when a exgiatframework, performance

monitoring plan (PMP) and a data tracking tableengeveloped (ILO 2005b). The
Mid-Term Evaluation conducted in 2005 describedréhgsions as a tactical change
based on experience that allowed “more clarity gmdcision in performance

measurement...” (Beyna 2005: 3).

Objectives of the ILO/Vietnam Industrial Relations Project*

Original Objectives (as stated in the Revised Objectives (as stated

Project Document, July 2002) in the Strategic Framework,
developed in late Feb. 2004)
Development Objective | Contribute to the development of Improved workplace
workplace democracy and sound cooperation between labor and

industrial relations at all levels, including management in target
the prevention and settlement of disputesenterprises.

with a particular emphasis on Vietnam’s
private sector.

Immediate Objectivel | By the end of the project, the institutiong Increased capacity within
and the capacity of social partners to DOLISA to resolve labor
support and promote workplace disputes in target firms.
cooperation and to prevent labor disputes
will have been established and
strengthened.

! Summary table of Industrial Relations Project otije paraphrased from Beyna 2005: 3.
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Immediate Objective 2

By the end of the project, a national
training institute in industrial relations
will have been established and

Increased capacity within local
VGCLs to assist unions in targe
enterprises to represent workers

—

strengthened to design and conduct in socialist-oriented market
training activities directed to the needs afeconomy.
Vietham'’s social partners.

Immediate Objective 3

By the end of the project, an operationa
plan for workplace cooperation and to assist target enterprises to
dispute prevention in selected private | manage human resources
enterprises in selected provinces will hayverofessionally.

been formulated and implemented.

Increased capacity within VCC

Immediate Objective 4

By the end of the project, a coherent Essential elements of an
industrial relations policy framework will| industrial relations policy
have been developed by a responsible lififamework developed.
of labour administration and steps
identified for its progressive
implementation.

Sub-Immediate
Objective 1

(None in the original set of objectives) Increaseublic awareness aof
the role and means of achieving

good industrial relations

Table One: Industrial Relations Project Objectives, 2001 and revised 2004

The project is now concluding its activities, betied from the six month extention.
No significant project activities are outstandifithe focus of the ILO staff is on
wrap-up, and preparation of a new two-year fundogmission with support from
the Embassy of Norway in Hanoi. That submissioauisently before MOLISA, and
pending their decision.

1.1 Purpose of the Final Evaluation

The purpose of the final evaluation was to:

a.

Determine if the project has achieved its statejgatives and whether any
anticipated immediate impact was achieved for ezfcthe objectives. For
each objective, explain why or why not these oljest achievement were
realized.

Assess and document the effects of project adssiind outputs on the target
group.

Determine the extent to which each recommendatiaderin the mid-term
evaluation was carried out and the results of demng

Assess the impact of the project in terms of likedid that outputs will be
sustained.

Assess the effectiveness of the training providgdthe project, i.e, was
knowledge transferred and were new behaviours fdrasea result?

Determine if the project and its components artable for replication; and
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g. Report on lessons learnéd.

With the framework of these objectives, the TermhsReference (TOR) direct the
Evaluation Team to address issues of project imgieation, project impact, and
sustainability of project activities. The Evaluaideam examined the following
points for eaciimmediate objective of the project:

= The validity of project strategy, objectives, inaliars and assumptions
= |mpact/benefits accrued to target groups
» Impact/benefits accrued to institutions

» Implementation status, specifically as concernsiptd activities, materials,
schedule and budget

» Effectiveness of management performance by thedh@the NPC (staffing,
communications, financial management)

= Sustainability of project results
= Stakeholder buy-in, support and participation & pinoject

= Efforts by the stakeholder to achieve sustaingbitif the project and its
activities

= Effectiveness of project performance monitoring

In addition, the evaluation was intended to provfueproject management team, ILO
field and headquarter staff, project stakeholdansl, the donor with the feedback and
information needed to assess and improve effeqgbirgctices, opportunities for
replication and potential for sustainability.

1.2 Methodology

The Evaluation Team was comprised of David GairdRartner, Scanteam and Wael
Issa, Technical Cooperation Officer with the InFed&rogramme on Promoting the
Declaration, International Labour Organisation. Té&m followed the scope of work
and methodology outlined in Section VII of the Termof Reference. Elements
included:

= The Evaluation Team conducted a document reviewdsst 20 and 24 March
2006. Chief Technical Advisor (CTA) to the projedan Jung-Min Sunoo
provided additional documentation during the fieltksion, on request from
the tean®

= A pre-trip conference call was held on 21 March@&U0Participants included
David Gairdner and Wael Issa (Evaluation Team), Jlarg-Min Sunoo (ILO
Project CTA- Hanoi) and Kristin Lantz and James &utnited States
Department of Labour).

2 Objectives ofrinal Evaluation of the Promoting Sound Industrikélations at the Workplace and
Strengthening the Capacity of Industrial Relatiohstors in Vietnamare outlined in the Terms of
Reference, included as Annex A.

% A bibliography of documents consulted by the Emtibn Team is provided as Annex D.
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= The field mission to Vietnam took place over fiveyd, between 26- 31 March
2006. The itinerary was organised by the Hanoi gmtojoffice, in full
consultation with the Evaluation Team. Amendmeitshe itinerary were
made during the mission on the team’s request.

= An end of mission de-briefing was held in Hanoi3dnMarch 2006, at which
time the Evaluation Team reviewed initial findinggh project staff. Purpose
of the meeting was quality control for factual esr@r omissions and to
strengthen the substantive content of the findings.

A total of 36 informants were interviewed. Theseluded informants working at the
national level, and in three provinces. The infantsavere chosen from:

= Workers and employers who have received the trginin

= Employer groups and unions involved with the prbjec

= Members of the Tripartite Commissions at the naidevel and in three
provinces

= Labour Ministry staff who have worked with the o, from both MOLISA
and DOLISA

= The US Embassy officials in Harfoi

1.3 Structure of the Report

The report is structured in response to the sevatuation questions in the Terms of
Reference. For the purpose of organisation andréidaepetition, these have been
summarised into the following six sections:

= Question One: What was the overall strategic relegaf the project?

= Question Two: Did the project achieve its stategectives? What were the
outputs and outcomes (impact) of the project have?

= Question Three: Were the recommendations of the diun considered and
implemented? What was the impact of related actions

= Question Four: Can the outcomes be sustained begardject is completed?
= Question Five: Is this project or its componenitafile for replication?
= Question Six: What are the lessons learned?

1.4 Acknowledgements and Disclaimers

The Evaluation Team received the full cooperatind aupport of informants. In all
cases, informants engaged the team in an eggek &ad constructive manner. The
team wishes to particularly acknowledge the suppbidan Jung-Min Sunoo, Chief
Technical Advisor and the ILO project staff. Tharte made numerous requests for
documentation, analysis and changes to the agahdd,which were accommodated.
Notwithstanding the high quality of inputs receiyéte Independent Evaluator, David
Gairdner, assumes sole responsibility for the eustef the report and any errors or
omissions that it may contain.

4 A list of informants is included as Annex B.
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2. Findings and Conclusions

2.1 Question One: What was the strategic relevance of the
project?

The question focuses on the relevance of the @ligh®01 project to industrial
relations in Vietham as they emerged during the lemgntation phase. The
Evaluation Team considered three factors that cmtfildence strategic relevance:

= Did the initial situation analysis correctly angiate major developments in the
labour market?

= Were project objectives and activities well sitahite relation to those trends?
= Was the project aligned with the interests of tire¢ social partners?

The Industrial Relations project was based on ssumptions. While not explicitly
stated as such, the assumptions were includedeiBdlckground and Justification
section of the 2001 project document and repeatéuki 2004 strategic framewotk:

= The Government of Vietnam is committed to econoraform based on free
market principles and Vietnam’s integration inte tfiobal economy.

= Political change will occur at a slower pace. Tlwrthunist Party of Vietnam
will continue to dominate, with little evidence thhere will be pluralism in
the near future.

= The private sector will assume the major role iratng growth and
employment. The relative size and importance oteS@wned Enterprises
(SOE) will decline over time.

=  Economic reform will alter how the labour markenétions, with outcomes
being increasingly market-driven. One effect will to separate the interests
of the State, workers and employers and to increasiee number of labour
disputes.

= Change will outpace the capacity of Vietnam’s legald institutional
framework to adapt. Frequent labour disputes coetbinith underdeveloped
institutions and processes for their resolution adversely affect Vietham’s
economic growth and social stability.

= All three social partners have a vested interesstiengthening industrial
relations institutions and processes, will supplogt objectives of the project
and use the ideas and services that it provides.

Findings
The Evaluation did not conduct a full situation lges. However, clear trends
emerged in discussion with informants and the dasuneview.

®> Assumptions are the conclusions of an analyticatgss. They describe the major factors that shape
the environment in which a programme will be impésrted. Assumptions, therefore, are the basis for
programme development. In a dynamic context, thalitya of an assumption can be expected to
change with time. The six assumptions are paraptiriiem project documents.
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There was no evidence that political pluralism Ww#l allowed in Vietham in the near
future. Circumstances have required the governnmrmduce some measures for
accountability and transparency. One example iscantuption legislation ratified in
2005° However, the Communist Party will likely remain power and there will be
no significant changes to official ideology. As omeplication for the project, it
appears unlikely that an independent labour movéméhemerge in the near future
as alternative to the Vietnam General Confederaifdrabour(VGCL).

There was no evidence that the Government of Vietweéll reverse its current
economic policy. Th&006- 2010 Socio- Economic Development Rivaffirms the
government’s commitment to market-oriented reformd &ietnam’s integration into
the global economy (GOV 2005a). The governmentdiss undertaken important
structural reforms. Accession negotiations with Werld Trade Organisation are
described as being “well into their final stagestith all parties anticipating
ratification in 2006, To meet WTO standards, the government also enacteeiw
Common Investment Law and Unified Enterprise LawchHacilitate private sector
development and growth in Foreign Direct Investn{&il).

The combination of economic reform and robust ghoaste transforming Vietnam.
The International Monetary Fund (IMF) estimatesttl@DP growth averaged
approximately 7.5 percent between 2000 and 200% @B0D5: 21), and is projected to
remain above seven percent through to 2007 (EIU62Q00). Robust growth has
contributed to a 60 percent reduction in povertuwi to 24 percent in 2005 from 58
percent in 1993. Vietham is committed to reducioggsty a further 40 percent by
2010 (GOV 2005b: 11). Both the government and thédd Nations Development
Programme (UNDP) report that Vietnam is on trackmeet all eight Millennium
Development Goals before 2015 (MDGsl. is also anticipated that Vietnam will
leave the ranks of low income countries by 2010FIR005: para 3J.

In this context, the Evaluation Team noted sevéehds that are relevant to the
project. There has been a dramatic growth in thear enterprises, both national and
foreign owned. Government informants advised thezee 53,000 private enterprises
in 2005, up from 2000 a decade ago. Informants @rpesignificant growth in the

next decade. One government official estimatedethesuld be as many as 500,000

® The team was told that corruption is underminihg tredibility of the Communist Party, which
accounts for strong government action.

" See statements of WTO negotiation ChairpersonGlékine and Vietnam'’s Vice Minister for Trade
and chief negotiator, Luong Van Tu dated 17 Mar@tg2
http://www.wto.org/english/news_e/news06_e/acc ndet 27march06_e.htm

8 See http://www.undp.org.vn/mdg/index.htnGrowth has aggravated inequalities between social
groups and geographic regions. Urban areas hawfiteghmore than rural areas, and the Northern
Highland region are particularly disadvantaged. il&/lthe service and manufacturing sectors are
growing, the value of agriculture dropped from ®percent of GDP in 2005, from 23.2 percent the
previous year (EIU 2005: 12). These factors ardrimning to a demographic shift into urban areas
(GOV 2005b: 10).

° Low income countries are defined by the World Baskhose with a per capita GNI of less than
USD 825 a year,
http://web.worldbank.org/WBSITE/EXTERNAL/DATASTATIBCS/0,,contentMDK:20420458~men
uPK:64133156~pagePK:64133150~piPK:64133175~thekid9419,00.html
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private enterprises by 2015, although the teammeasble to verify this projection.
Much of the growth has been concentrated in théhsoiVietnam.

Foreign-invested Export Processing Zones (EPZpks@ expanding rapidly. In Dong

Nai, informants expected the number of EPZs withair district to reach 32 in 2010,

up from the current number of 17. The zones cuyrearhploy 250,000 workers, but

there were no projections on how many new workesalevbe needed. Demand has
already absorbed much of the local labour forcéorinants estimated up to 70

percent of employees were non-residents, mostlyrantg from rural areas. The

majority of workers were also young and female.

Rapid growth in the industrial and service sectoss lead to a tightening of the
labour market. Employers told the team they havkcditly attracting and retaining

workers, a particular concern when employers inwestpecialised training. As the
market tightens, the bargaining power and optioos Wworkers also improve.

Employers reported they must offer above minimumdtions specified by law,

which is the norm for most Collective Bargainingrdgments (CBAJ!

Changes in labour market conditions have producedherease in the number of
strikes. The ILO reports there have been 900 &triketween 1995 and 2005 (ILO
2006: 4), with approximately 150 occurring in 208%n increase in the number of
strikes reflects the growing confidence of workéilsO 2006: 4). Two thirds of
strikes occurred in foreign-invested enterprisgenehough these make up only three
percent of enterprises with 15 percent of entegpesnployees (ILO 2004: 3).
Informants noted that most were wildcat strikeging place outside of the legal
framework for mediating labour disputes and procassl without trade union
involvement.

The nature of worker demands is changing. Inforsantthe national and provincial
levels often described labour disputes as occuksingn workers perceive thdegal
rights have been violated. In this context, strikes adef@nsive action to claim and
protect those rights. However, informants at théemgmise level referred to an
increasing number of conflicts beingerestrather than rights-based. Examples were
demands for wage and benefit increases above themons established by the
government. The shift to interest-based disputesfisxdamental change in Vietnam’s
labour market dynamics. It also has the effectrafowpling actual market conditions
from the government’s minimum labour standdris.

Strikes are a major concern for government. Thexe lbeen reforms to the industrial
relations legal framework, and a gradual strengtigeof Vietnam'’s institutions and

processes. The team also saw evidence of much wexgbrimteraction between the
social partners. However, the structures and psesefr industrial relations remain

19°A 2004 ILO study cited a similar figure for migtaworkers in Binh Duong and Dong Nai (ILO
2004: 5)

M The team was told that the content of Collectiadgaining Agreements (CBA) are usually taken
directly from the labour code, rather than termgatiated between management and the union. Salary
scales are based on the minimum wage establishételgovernment.

1210 data shows a gradual increase in the numbstrites since 2000, from a low of 96 in that year
to 119 in 2003 and the 150 reported in 2005.

3 The trend is described in a 2004 ILO working pagérikes and Industrial Relations in Viet Nam.
Industrial Relations at Crossroad in Viet Nam: deages and Opportunitigtee 2004).
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underdeveloped, despite Vietnam'’s extensive legahéwork. Informants described
official processes as cumbersome and too time-coimsuto be effectivé? DOLISA
officials in the three provinces visited statedythatervene as “firefighters” to
mediate strikes, and have little capacity for prédm. They meet with workers to
compile a list of grievances which are then plabetbre management. Neither the
workers nor the union are involved in the negatiagi In thisad hocarrangement, the
government effectively acts as a substitute foonsiin collective bargaining.

The official union movement has been slow adaptmghe changes brought by
economic reform. As during the period of the cdhtplanned economy, the unions
remain part of enterprise management and the afffijgolitical structure. Union
representatives at the enterprise level describeid tole as organising social benefits
and cultural activities. They did not see themselvepresenting the interests of
workers to management, in response to the separadio interests that is
accompanying reforrt. Union representatives freely acknowledged thay the not
have the confidence of workers, and many seemeddssed about the nature of
changes and how to respond.

The team found, therefore, that unions in Vietnaamain management unions.
Representational links at the enterprise level betw workers and the union
leadership are weak. Correspondingly, the condstidar bi-partite collective
bargaining are also weak. In the absence of palipturalism, there appears to be few
prospects that independent unions will emerge.

Conclusions

The strategic relevance of ILO industrial relatiopsject is high. The project
correctly anticipated major trends influencing Vietn's labour market. Objectives
and activities related to policy development, caydouilding and training situated
the project well to respond. Where they were aradit short-comings, all

stakeholders under-estimated:

» The pace of change within Vietnam’s economy, amadves to a market
system and integration into global production

= The speed at which the interests of the sociahpestwould separate and the
degree of labour tension that this process woudter particularly in the
foreign-invested sector.

= The marginalization of the official union movemémm its rank and file, the
weakness of the representational linkage and aesistto change within the
union.

These three elements had a subsequent impact orefbetiveness of project
activities. However, these are errors of degree twedproject did not mis-judge
overall trends. Stakeholders had a limited undedstey of labour market dynamics in

14 According to the ILO, the official conflict resdlan process is “seen as so complex and slow,ahat
lawful strike becomes impossible in practice arskits effectiveness...” (ILO 2004: 15)

5 The Evaluation Team observed that union officiats effectively in a conflict of interest. As paft
the management structure, they can not act indepélydto represent worker interests before
management. In meetings, the team noted that wffaials were clearly in a subordinate position to
managers. They usually did not speak unless adkelvo meetings, union officials were asked by
managers to serve beverages and perform taskaswdjusting the air conditioning.
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2001 and confronted many vested interests fronolthaystem. It may not have been
possible, therefore, to be more precise.

The project’s objectives and activities were camesiswith assumptions stated in the
situation analysis. An integrated focus on polieyelopment, capacity building with
the social partners, training and the piloting ofrigpartite structure allowed the
project to respond well to changes in the programamironment during
implementation. The team also concluded that thexalivdesign of the project was
strong®® The project document clearly states the relatignsletween the context,
objectives, activities and outputs and outcomesilé\dnowing flexibility, the project
followed the logic of its original design throughamplementation, maintaining the
relationship between its design elements.

The project was relevant to the interests of attéhsocial partners; the Government
of Vietnam, the private sector and the officialami All were involved in the design
of the project and were signatories to the finateagent. Informants expressed
satisfaction with their initial participation in gject design process and the manner in
which they were consulted by ILO staffStrong ownership upfront tends to increase
participation and the likelihood that a projectsigstainable. The structure of the
project was designed to ensure ongoing consultatiot placed the social partners at
the center of implementation.

Recommendations

= Future programme development should begin with »xgli@t statement of
assumptions, the conclusions of a situation arglgsi which activities are
based. Assumptions should be tested and valida@dregular basis as part of
the Performance Monitoring Plan, ensuring that gobjactivities are still
relevant. Where the review concludes there haven be®nges in the
programme environment, a revised statement of gssoms will help
reposition activities.

2.2 Question Two: Did the project achieve its stated
objectives? What were the outputs and outcomes (impact) of
the project?

The complete project activity list provided by IL€Daff is included in as Annex C.
The Evaluation Team:

= Reviewed activities and their outputs

= Asked informants to assess the quality and relevaricactivities. Particular
attention was paid to the effectiveness of training

18 Evidence to support this conclusion is also offdrethe following sections.

" A possible exception would be the national levelthe Viet Nam Chamber of Commerce and
Industry (VCCI), which expressed a concern thatteeess was dominated by government. However,
the informant did not fault the ILO in this perciept, and the team believes that it reflects dynamic
beyond the control of the project.
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=  Worked with informants to identify outcomes (impsct

The project activity list was not disaggregatedoective, creating some difficulty

correlating the two. It often appeared that onéviéigtcould serve several objectives.
The team, therefore, organised its work in relatmrthe major outputs identified in

the project document and the Terms of Refereneestiftucture created by the project,
the effectiveness of training and their impacts.

2.2.1 Findings: The Project Structure

The National Project Steering Committee (NPSC)geiftg Committee, Provincial

Project Task Forces (PPTF) and Industrial Relatidwlvisory Service Centres

(IRASD), form a tripartite network of industriallagions practitioners. The structure
is intended to link:

= Vertically, from the enterprise, provincial andioagl levels
= Horizontally, between the social partners at edc¢hase levels

The evaluation considered each level of the stractand how they were relating to
each other in the overall programme. It found ti@tzontal links at each of the three
project levels were strong, but vertical linkagesaA®en the enterprise, provincial and
national levels were weaker. One effect was to oepthe flow of information
moving from the enterprise level up to nationali@otiscussions.

National Project Steering Committee

The project established a functioning National &gbjSteering Committee, with
active representation from MOLISA, the VGCL, VCGQIidathe Vietham Cooperative
Association (VCA). The team met with all four orgsations in Hanoi. The

committee appears to be meeting on a regular lzagisis providing guidance to
implementation of the project. Both committee memland ILO staff agreed that the
NPSC’s was operational and playing its intended.rol

NPSC members expressed strong satisfaction withotleeall industrial relations
project, both in terms of accomplishments and tloegss. Their comments tended to
focus on policy issues:

= Committee members described the ILO as a trustects®f knowledge and
advice on industrial relations. The overall outpaftshe project are considered
unique, in that they are not available from otlmirses in Vietham.

= The ILO is providing unique and high quality inputgo national policy
development. Informants specifically noted the I&Otontribution to
reforming Chapter 14 of Vietham’s Labour Code ediato strikes. However,
they also referred to ongoing exchanges on policltachnical issues.

= Government informants described the analysis peal/iay the ILO during the
inception phase as “ahead of its time”. The adwies not fully understood
given Vietnam'’s limited experience, and the fadcttlrends in the labour
market were just emerging. However, the ILO’s asigljnas proven correct
and is playing a role in shaping the governmem&ponse to changing labour
market conditions. One informant described the lteas a gradual shift in
thinking and perspective within a “policy systenattlis rigid [and in which]
officials have difficulty thinking outside of theatditional logic.”
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= The VGCL representative was alone in stating thataroject had not resulted
in a significant change to the union’s approachtla national level.
Regardless, the VGCL appreciates the quality ofséwices provided. The
representative stated that the project has impraigedisibility with workers,
assisted in recruitment and strengthened the dgpafandividual members.

Committee members highly appreciate the natiomaduttite structure established by
the project. Several stated the principles of &ripiism” were understood before the
project. However, it is the first time a working de has been used. One of the NPSC
informants speculated that the project structurglcdcte scaled up as a permanent
national industrial relations process. The otheesewnot as decisive, but noted that
aspects of the project structure and lessons ldacoeld be carried into future
reforms.

All NSPC cited the importance of dialogue and lesstearned through exchange
between the social partners as the most importspeca of their participation. In
addition, the VCCI representative stated that tIRSN is a point of entry into policy
dialogue with the government, which they did notehhefore'® Project management
was described as strong, with no concerns raiséluisiregard. The team noted Mid-
Term Review finding that communications between @ CTA and the Project
Management Unit (PMU) in MOLISA were weak, and ttiedre were tensions in the
relationship. However, it found no evidence to supghis conclusion.

Committee members had a favourable impression ahifg activities at the
provincial and enterprise levels. However, most md have a working knowledge.
While expecting members to be focused on policyassthe Evaluation Team noted
weak links at two levels within the project struetu

= Within social partner organisations, between thdferent levels (vertical and
horizontal), some exceptions notwithstanding.

= Between the different levels of the project stroetun particular, the PPTFs
and the Steering Committee did not appear to hageoa understanding of
each other’s activities.

The theme of weak linkages was repeated througheuield mission, in meetings at
the district and enterprise levels. VCCI memberghat enterprise level said that
membership in the organisation was important, banynfelt they received few

tangible benefits. The problem seemed more acutecka the enterprise level of the
VGCL and its provincial and national structures. cAmment from one union

enterprise representative summarised what the tezand throughout the mission;
“[The VGCL] invites us to one district meeting aaye Then they send us a bill for
membership. Otherwise, we never hear from themé fBlam observed that the effect
of weak links is to hinder the flow of informatiomcluding the channelling of

information from the enterprise level into nationablicy discussion. Research
activities may have offset the problem to some rExt&€hey gathered information

from across the programme environment, synthesiseahd made the analysis
available to stakeholders.

18 The national VCCI informant described the orgaifisaas junior to the other partners, given the
recent emergence of private enterprise. Concernexpeessed that the role of the VCCI needs to be
strengthened in relation to the Government and/tB€L.
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Provincial Project Task Force

The mandate of the Provincial Project Task Foreedoi organise training and
technical support to the ten enterprises in theawince. Beneficiaries include union
and management staff at the enterprise level, amatiregs. As anticipated in the 2001
project document:

= PPTFs were established and are now operationaviensprovinces. Of this
number, the team met with three.

= The PPTF's were created within the approximate tiraene anticipated by
the project document. There does not appear to baea any significant
changes to their mandate.

= Each of the three PPTFs visited by the team hatkasdt five members,
representing government (DOLISA), labour (VGCL) aremployer’'s
organisations (VCCI, the VCA and a representativieRZ management). The
DOLISA representative served as chairperson an®@elSA was providing
some degree of infrastructure support.

The Evaluation Team was struck by the dynamic aliegial environment in each of

its PPTF meetings. Members appeared to work wgbtter and showed respect for
the opinions and contributions of others. They destrated a high degree of
commitment to the project, a result of the valuet #ach said the project was adding
to their work. That commitment appeared to be bogsonal and professional,

reflected in the many hours that individuals weoatdbuting, as well as of their

respective organisations. All NSPC cited the imgace of dialogue and lessons
learned through exchange.

As findings, the members of all three PPTFs replatttat they have:
» Received training from the project
= Met their training obligations, as outlined in fh®ject document’

The PPTFs appreciated the support given by theegoVithout exception, they

considered the training materials to be high qgualénd relevant to their

constituencies. Rather, the request heard by treduBtton Team was for “more”;

more resources, more materials and more capacitieliger training in respond to

demand. The Mid-Term Review reported a similar ifigd meaning the demand has
been consistent over time (Beyna 2005: 10-12).

All three PPTFs reported strong enterprise growttheir provinces, accompanied by
dramatic social change and increased labour tendibigh demand for project

services has led them to expand training beyonid 1efocus enterprises. The extent
of this supplemental work is not well documentecwaluated, as it falls outside the
scope of the project. It also varies according &pacity and demand in the
programme environment. The PPTF in Dong Nai est@ohdhat they had provided

training to an additional 200 enterpri$@syhile the PPTF in Hanoi estimated training

¥ The team was not in a position to verify the clams the list of activities is not disaggregated
according to the host PPTF. However, examplesaifitrg events cited by members were consistent
with the programme schedule.

% The Mid-Term Review reported that the PPTF in Dinéy had conducted provided training to 240
enterprises beyond the core ten. The EvaluatiomTeas not able to confirm if this was in additien t
the 200 reported in 2006 evaluation, or if thers wame duplication in the counting.
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for 15 additional enterprises in the past year. PR&F in Ho Chi Minh City (HCMC)
had done additional training, but did not have stimeate.

Supplemental training is funded with existing rases, or with service fees charged
to enterprises. There is no figure on the totaldfuigenerated, nor is there a fee
structure applied across the project. In Dong N, PPTF reported that the local
People’s Committee is providing financial suppdftakeholders, therefore, are
willing to pay for project services. All three PP Fsited reported they have invited
some strategic enterprises to participate, butdbeatand is being generated through
word of mouth. The lack of capacity and resources riesulted in many being turned
away.

As additional findings, PPTF members reported:

= There has been an obvious improvement in laboatioels as a result of the
training. While PPTF members could not cite specifiata, they had
anecdotal stories of troubled enterprises that meanage their industrial
relations more effectively.

» The materials provided by the Industrial Relatipmsject are unique. Most
PPTF stated they did not have an alternate sodroeaterials or knowledge.
Foreign-invested enterprises generally did not app® be importing
effective labour relations practicés.

= The tripartite model promoted by the project is @que innovation in
Vietnam and responds well to the current situatidre majority of members
wanted to see the PPTF structure institutionalisgtier in whole or in part
with some of the changes to the model.

= Most members were aware of their own institutidmaltations. One of their
responsibilities is to transfer knowledge acquiredhe project back to their
organisations. However, they reported resistancehtmge. This was more
the case for the government and union than theatarigector, which is
driving the change.

= Some union officials mentioned the weak represemtak link between the
union and its rank and file as a limitation.

Industrial Relations Advisory Service Centers (IRASD),

The project established Industrial Relations Admis&ervice Centres in seven
provinces, beginning with two in Hanoi and HCMC ped in June 2004. The centers
now employ 21 trained officials. They are mandaiedesource centres for the local
social partners, with trainers and training matsri&Vhile their first clients are the
“Vietnam 70" enterprises, the IRASD terms of refere state that services should be
available to all clients typically served by DOLISA.O 2003c).

The team met with representatives of three IRASID&. centres were operational and
facilities appeared adequate to good. The offieegived financial support from the
government, as well as the support provided by ghgect. In this regard, the
IRASDs were presented as a permanent part of thiel®0Ostructure. According to

L Exceptions include companies using the SA8000dsi@ts, such as a textile factory visited in Hai
Phong producing garments for GAP. The voluntaryecagpears to have a positive impact on working
conditions, and reinforces best practices estadlish the Labour Code. Sa#p://www.sa-intl.org/
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one informant, “this government is pragmatic. Itlwut money into things that work,
and [the IRASD] is working”. Officials had receiverhining from the project, and
appeared knowledgeable. They expressed an intenesteiving ongoing support and
skills upgrading.

The IRASDs visited by Evaluation Team were sengdhe core project enterprises.
Four of the five enterprises visited reported usthg IRASDs, and expressed
satisfaction with the support received. Like theTP®& the IRASDs have also
established themselves in a larger role. Firsty thee providing information and

training to a much larger constituency than thesqmoject enterprises. The PMP is
not designed to capture data on these activiti@sda the IRASDs themselves have
much capacity. Information, therefore, is impres@bc but indicates that a

significant amount of activity:

= The Hanoi IRASD averages 250-300 information retu@smonth, in the
form of telephone referrals, letters or walk inuests. Many requests are for
basic information on the labour code, but the efficoted an increased
demand for collective bargaining (CBA) training. date in 2006, they have
done training for five enterprises outside of tlem tproject enterprises,
recovering a portion of the costs with a serviee fe

= The IRASD in HCMC city did not have statistics ohet number of
information request receiveéd.However, they claimed to have conducted
collective bargaining and conciliation training &t enterprises in 2006.

= The IRASD’s stated they work directly with uniondowever, the main
clients are the Human Resource departments of piges, many with
foreign-invested firm&® Important clients for the IRASD in Hanoi are SOEs
undergoing privatization.

Second, the IRASD and DOLISA play an importannibrmal role in the resolution
of labour disputes. IRASD officials in all threefioés reported that they are often
called to mediate wildcat strikes. The claim wasifiesl by enterprise and union
informants, who stated that the government is thig actor with the credibility to
play this role. A similar finding has been madeha ILO’s research (Lee 2004). The
IRASD/DOLISA ad hocmediation function appeared to be important inahsence
of an effective official industrial relations sttuce. On the basis of information
services, training andd hocmediation, the IRASD claimed to play an importesie

in the prevention and resolution of labour dispufego of the three also claimed that
there was a noticeable improvement in labour @hstwithin their clients.

An area of concern for the team was the relatignsl@tween the PPTFs and the
IRASDs. Both provide training, and DOLISA is thesiitutional link between them.
The PPTFs were positive about their relationshiih whe IRASDs, and believed that
the centers were a good model. However, it waseanchow closely the two
coordinated their efforts.

22 The Mid-Term Review reported the HCMC ISASC reeei\865 information requests over a six
month period in 2004. The Hanoi IRASD reported t@§uests over the same time period, indicating
an increase in demand (Beyna 2005: 12).

% As the Human Resource Director of an enterpriseftan the union representative, contact has the
potential to serve both union and management.

Page 21



Scanteam:
Final Evaluation of USDOL/ILO Industrial Relation Project in Vietham

A Bilingual Website (Viethamese and English)

The project established a website, which is novetioning?* The site posts training
materials, information on Vietnam’s labour lawssoerces and contacts information.
The project has difficultly maintaining website givlimited staffing capacity. ILO
staff believed the site had potential as a comnatioic and resource tool, but were
not satisfied with its content. The site was nontiemed by informants in any of the
interviews. Usage by the social partners appeaved in part because of limited
internet use. In response, a decision was madéds @ transfer maintenance of the
site to the VCCI. The team did not determine if degision was operational, and if it
lead to improvements.

Research Activities

The project has supported three strike researahestiy the social partners (VCCI,
VGCL, MOLISA), and has written several discussioap@rs. The team made
extensive use of one paper (Lee 2004). It observed:

» Research materials are not widely distributed, & appreciated by the
social partners who use them.

» The studies are of good quality. The materialsuaique and fill a knowledge
gap. This is particularly the case given both teemess of the theme and the
weakness of government data.

= The project also published and distributed ove0@3,copies offThe Users’
Guide to the Labour Lavin 4 languages, as well as 2000 posters with a
summary of the Labour Law for workplace display.eTieam encountered
these materials in offices and workplaces throughibe field mission,
suggesting good usage.

2.2.2 Finding: Effectiveness of Training

ILO data shows that all 70 project enterprises haeeived training on the labour
code, mediation, problem-solving, labor-managemesaperation, and collective
bargaining. The project does not keep a particigta-base, so it was possible to
determine the total number of beneficiaries, ordbmesistency of their participation.
The project has trained a group of 50 trainersewmen provinces on core industrial
relations skills, intended to be transferred toonnand enterprise managers. Other
outputs include:

= A human resource management training curriculunpfactitioners that will
be taught by the two major employer organizationgietnam

= A National Training Manual for the VGCL
Three of the five enterprises visited had expeeédna wildcat strike since 2002. In

two cases, the strike was not the result of a desmuithin the enterprise. Rather,
disputes at neighbouring enterprises resulted ety actions. All three strikes

24 http://www.goodworkvn.org/webplus/viewer.asp?pgiépage=1
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were resolved with mediation from DOLISA. All fiventerprises had a collective
agreement, although four of the five were takeraliy from the labour code and
were not the result of collective bargaining.

Enterprise informants described the cause of labmutes as:

= Lack of knowledge on the labour code, when managhds not meet
obligations or workers pressed claims outside efcibde

= Poor communications between management and then,upgrticularly in
foreign-invested enterprises

= Complaints on working conditions, including overirand problems in the
work place environment

= Demands for wage increases and benefits, incrdgspigced above the
minimum established in law. This was particulaig tase where specialised
skills and training for workers was involved and fareign-invested
enterprises.

In general, all stakeholders appreciated the projeterials and considered them to
be high quality. Most reported participating in tple activities, although the
benefits may be undermined by staff turn over. Scoreerns were raised about the
gualifications and appropriateness of the trainétswever, these did not appear
significant. The team also saw materials displayedhe workplace at several
enterprise locations.

All claimed the training had a positive effect amdustrial relations within their
enterprise, although some were not able to idertifypecific benefit. The highest
stated demand was for training on the labour codegsponse to the perception that
lack of knowledge was the major case of disputesvéver, the team also observed a
growing demand for training on social dialogue, ledive bargaining and
negotiation. The shift may reflect the changing aiyic of the labour market, from
being rights to interest-based.

A factor undermining the effectiveness of trainisgthe weak representational link
between union official and their rank and file. Asted, union official tend to be part
of the management structure. Both union and managennformants at the
enterprise level freely acknowledged that the urhas little credibility with their
workers. It is difficult, therefore for union offals to be credible trainers at the rank
and file level. Most enterprise informants wantedrentraining, but requested that it
be delivered within enterprises by DOLISA. Theyfpreed this option to using their
own union/management capacity.

2.2.3 Impact of the Project

The project established a Performance MonitorirapnPMP) in 2004 to track data.
Evaluation Team reviewed the most current dataesalolated October 2005.

Development Objective: Improved workplace cooperation between labour and
management

= The number of targeted firms with an active labamagement committee
grew from 58.5 percent in 2003 to 100 percent 520
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= The number of firms with an established conciliatamuncil grew from 58.5
percent in 2003 to 93.3 percent in 2005

= The number of firms with an updated collective agnent grew from 42.8
percent in 2003 to 66.6 percent in 2805

= While 10 of the target firms were affected by stgkin 2003, that number
gradually declined during implementation to twarfg in 2005, or 3.3 percent
of target firms being affected by labour actf8n.

The data indicates there has been a substantiabu@ment in the infrastructure for
industrial relations within the target enterpris@fie number of strikes in those
enterprises has declined, at the same time asajenenber of strikes is increasing.
The ILO attributes the decline in strikes over titneenhanced capacity within the
enterprises to prepare and negotiate CBAs (ILO BOG%@ble 1). However, neither
the project nor the social partners are trackirtg dathis regard.

Immediate Objective 1. Increased capacity within DOLISA to resolve labour
disputesin target enterprises

= DOLISA successfully resolved labor disputes in 1pe3cent of the target
enterprises in 2005, up from 12.8 percent in 2003.

= The number of collective bargaining agreementsstegd with DOLISA and
approved, grew from 41.5 of the target enterprise2003 to 70 percent in
2005.

= The number of local labor officials with requisiteediation skills more than
doubled, to 130 officials in 2005 from 16 in 2004.

The PMP data indicates an expansion of DOLISA’'sacdp. The data attributes the
growth in CBAs to “better awareness of CBA and iovad skill of collective
bargaining [resulting in] more and more enterprisestaking up the CBA as a
common practice at workplace” (ILO 2005b: Table Phe data likely understates
that capacity. DOLISA, including the IRASD officas, responding to a demand for
industrial relations services many times greatan th/iethnam 70”. DOLISA benefits
directly from the knowledge, materials and insthlt@apacity created by the project.
The multiplier effect, therefore, appears significa However, there is no
comprehensive data to substantiate its impact.

Increased capacity within local VGCLs to assist unions in target enterprises to
represent workersin socialist-oriented market economy

= The number of collective bargaining agreements wiharal VCGL provided
advice increased to 51.6 percent in 2005, from pérdent in 2003.

% The data does not indicate if these collectiveeanrents were negotiated, or if they were taken
directly from the labour code without collectivergaining.

% The indicators do not consider whether the stvikes the result of an internal labour conflict, or
solidarity action involving other enterprises. Niwes it establish a direct causal link betweemiingi
and a decline in the number of strikes.
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= The number of workers in target enterprises whoumien members grew
from 46050 in 2003 to 59300 in 2005.

= The number of qualified local VGCL officials incsed from a core of 16 in
2003 to 139 in 2005.

Data indicates that the project has improved th€€\/G capacity. Consistent with the
impression of union informants, the project hastgbuted to recruitment and the
visibility of the union. The number of trained affl has increased almost 9 fold.
However, the positive data conflicts with the teamfinding of a weak
representational link between official and the ramd file membership. While the
growth in union involvement with CBA negotiationsaynbe encouraging in this
regard, the team found little evidence that VGCLswandergoing the reforms
necessary to be relevant in the new labour matket.not clear, therefore, that the
membership is benefiting from expanded capacity.

Increased capacity within VCCI to assist target enterprises to manage human
resour ces professionally

The PMP does not track data for this indicatorndtes that a curriculum was
scheduled for completion, with the first classebadield in March 2006.

Essential elementsof an industrial relations policy framework developed

The indicator was based on “the development andmsgdion to appropriate
authorities of recommended policy framework basedconsultation with social
partners” (ILO 2005b). The PMP records one closeor dession held in 2005 with
MOLISA, the VGCL, VCCI, VCA and the ILO. No spedafbutput is recorded.

The PMP does not capture the potential impact ditypdaialogue. The Evaluation
Team noted the project made an important contobutib revisions to Chapter 14 of
the Labour Code on strikes. This includes both tsuitive input and shaping the
government’s strategy. The project is introducimgpwledge and concepts that are
shaping the overall policy debate in Vietnam. Teéam witnessed informants using
vocabulary, concepts and analytical tools thatdarlly have been learned through
the project. While difficult to quantify, these repent a shift in the mental model
used by officials when approaching industrial riela issues, and should have a
lasting impact.

The project is also creating opportunities for puldiscussion of IR concepts and
policy. These include not only local level worksbagnd seminars, exchanges with
the PPTFs and NPSC, but also the national levetdierences held in 2004 and
2006. Through these interactions, the project isoeraging ademand for policy
among the social partners. By introducing concepisowledge and potential
solutions, the project is shaping how those pastierhave when confronted by a
changing labour market. In turn, those social magrare placing demands on the
policy system. The demand function is critical kong term development, but could
be strengthened by improving the linkages betweéigerent levels of the project.
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Increased public awareness of the role and means of achieving good industrial
relations

= The indicator was creation of an Industrial RelagioAdvisory Service
Department within the Employment Service CenterdHanoi and Ho Chi
Minh City. The two centres were established in 2@dsed on their success,
five additional centers were opened in 2005. Someipenent and staff
training were provided by the project.

= The number of requests to IRASDs from non-Vietnafn enterprises for
information on IR. No data was gathered on thisciar.

Based on its findings, the Evaluation team exp#ws the public awareness created
by the centers has grown. However, there is no taguantify the extent of that
growth. More precise data would focus on demandimgimom non-core enterprises.

2.2.4 Conclusions

The Evaluation Team concludes that the ILO Indak®Rielations project has met or
exceeded its objectives, and represents high ¥alugonor investment. The possible
exception relates to policy development, where @onal framework on industrial
relations is still not in place. However, the teaomsidered this beyond the scope of
the project to control. Regardless, an importamtridoution has been made to policy
development, and the perceptions, concepts angitenahltools that shape debate. No
significant problems or concerns were encountetgthd the field mission.

The project successfully established a nationalagtfucture (NPSC, PPTFs and
IRASDs), which is operational and functioning wetl. addition to delivering high
quality service, the infrastructure serves as aegar collaboration and exchange
between the social partners. It is also servingagslot for both the concept of
tripartite industrial relations and a national stcre for their management. Aspects of
both could be institutionalised over the mediunmtefhe weakness in the structure is
the flow of information between its different lesewhich may hinder management
and the channelling experience from the enterpesel into the national policy
debate.

The project has delivered its activities accordinghe scope and spirit of the project
document. When the website and concept of an industlations training centre did
not appear viable, the project took steps to adjbest the website, this meant
transferring responsibly to the VCCI. The trainiognter was dropped in favour of
different capcity development activities. Projeetvices are seen by beneficiaries as
being unique and not available from other sourCHsey respond to needs in
Vietnam’s changing labour market, are of high gyadéind add value to industrial
relations at the enterprise level. Perhaps the lmbtators of quality is strong
demand for training and materials from outside“Wietnam 70", the willingness of
enterprises to pay a fee for service and that IBealple’s Committees are supporting
at least one PPTF.

A weakness in the training strategy is the weakesgntational link between union
officials and their rank and file membership. Theom movement is the slowest of
the three social partners in adapting to changelé/the VGCL retains a powerful
voice at national level, it appears increasinglyakvevithin enterprises. The ability of
the VGCL, therefore, to take advantage of new d@pamnd transfer this to the
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enterprise level is limited. Further collaboratwith the VGCL in a future phase of
the project may be required to address these issmesontrast, government and
employers have been in the strongest positionk daavantage of project services.

Quantitative data from the PMP does not fully captihe impact of the project, and

could be strengthened in a future phase of theeproHowever, the project appears to
have made a lasting on impact industrial relationgietnam. It has strengthened the
capacity of all three social partners and reachedrstituency significantly greater

than the core 70 enterprises. Intangible but perhmapst important, the ideas and
structures introduced by the project are contriilgutio a shift in the mental model

partners use to approach industrial relations. Heduation Team witnessed forms of
innovation which will long-term benefit. Interactiavith the project is also creating a
demand for policy from the local level.

The ILO has gained the trust, respect and confielefall three social partners. It has
built these relationships based on overall perforwea the perception of neutrality

and the quality of its advice and services. Thengjth of these relationships situates
the ILO well to play a future role.

Recommendations

= A second phase of the project could focus on umstihalising the structure
and concepts established in first phase, promotiver integration into
Vietnam’s institutional framework. In this conteitte project should take on a
clearer role as a pilot exercise. It should moveayawrom the direct
implementation of training activities where these mbt contribute a pilot
experience.

= The flow of information between the three (entesgyiprovincial and national)
project levels should be improved, to ensure egpeg from the enterprise
and provincial level is fed into the national pglidebate.

= A second phase of the project should work moreetyosvith the official
union to address the weak representation link with members. Any
improvement will require the union to reform itsat@nship with the political
system, enterprise management, and develop theendence needed to
effectively represent the interests of workers imith tripartite system. The
ILO could assist the union with a change strategy.

= PMP indicators need to be strengthened. The gathefi data to support the
indicators needs to be more systematic, and explaidgupport all indicators.
Some indicators may need to be revised based oavtitable data collected
by the government and social partners. The ILO kheuite in adequate
resources for data monitoring into the project giesend donors should be
open to supporting related activities.

Page 27



Scanteam:
Final Evaluation of USDOL/ILO Industrial Relation Project in Vietham

2.3 Question Three: Were the recommendations of the Mid-
Term considered and implemented? What was the impact of
related actions?

2.3.1 Finding

The Evaluation Team made close use of the Mid-TRaview (MTR) as reference
material. Time did not permit a detailed reviewtloé recommendations against the
project's work plan for 2005-2006. However, the nteanade the following
observations:

= The MTR did not propose any fundamental changéisei@roject’s strategy or
activities. Accordingly, the team did not expecfita major adjustments.

= |LO staff considered the MTR to be constructive amfd good quality.
However, it appears to have made little impactlairtstrategy or work plan.
Staff did not bring up the MTR during interviewsolNdid informants make
reference to the report or its recommendations.

= Many MTR recommendations have been addressedy éyhdesign or in the
course of regular programming. This is particuldhg case for sustainability
and the introduction of CBA training, which congté the major of
recommendations.

Two recommendations require specific comment:

Recommendation 11 The project CTA should meet witbnthe head of the PMU
unit and have a frank, but constructive, discussiegarding both individuals’

outstanding project management concerns and ideatifions that both might take to
ensure better communication, understanding andaboliation. The team found no
evidence of a conflict between the CTA and the PM#, communication,

consultation or any other issue. Rather, the weiahip appeared to working
smoothly.

Recommendation 14 Now that two IRASDs have bewmstidning for over six

months—and five more are planned—the project shouldeed with having IRASDs
log requests for information and training from n¥retnam 70 companies, as
specified in the project Performance Monitoring RI®ata was not being gathered
systematically at the three IRASDs visited, or bg PPTFs. Rather, information
tended to be impressionistic and anecdotal. Condbwvith weaknesses in the PMP, a
guantitative assessment of the project’s full impaecomes difficult, particularly

where the impact is indirect. Both the ILO staffdasocial partners have limited
capacity, and must make difficult choices about neht focus their resources.
However, it is unfortunate that more has not bemmedo systematise data gathering.

2.3.1 Conclusions

The impact of the Mid-Term Review appears modeke fieport has not been used
extensively by the ILO Industrial Relations projeabr could the Evaluation Team
identify specific actions to implement its recommations. However, the MTR did
not propose fundamental changes to strategy orit@es, so none should be expected.
There were few areas where the project in 2005rgede from its spirit or intent. In
many cases, MTR recommendations were being addressithe course of regular
activities, particularly as they related to susaitity.
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Recommendations

= PMP indicators need to be strengthened. The gathefi data to support the
indicators needs to be more systematic, and explaiodgupport all indicators.
Some indicators may need to be revised based oavtitable data collected
by the government and social partners. The ILO kheuite in adequate
resources for data monitoring into the project gieseand donors should be
open to supporting related activities.

= The project should develop a revenue generatiatesfy for the government
and social partners. Elements could include agraeméen fees will be
charged, a standard fee structure to be appliedssdhe programme, and
whether fees should support core or supplementizitaes.

2.4 Question Four: Can the outcomes be sustained once the
project is completed?

2.4.1 Finding

When asked if the project would continue withoupmart from the ILO, most
informants stated that it would. The social pagnantinue to depend on the ILO for
financial, substantive and technical support. Sarix# may be more important than
money, as the Evaluation Team did not encounteal@mnate source of expertise.
The social partners outside of government do ne¢ ls@lequate resources to maintain
the current level of activity, despite some supm@atal income generation. There was
evidence that project outcomes are sustainable ttsatddependence on the ILO is
diminishing with time.

The Evaluation Team found five elements of sustality present. The original 2001
project document included a sustainability stratdmt was linked to objectives and
activities. It focuses on building capacity and gnadual transfer of responsibility to
the social partners. Implementation depended frben deginning on the partners
committing their own resources and, therefore,ngla stake in the process and its
outcomes. Subsequent participation is generallly higd consistent.

The social partners demonstrated a strong senserdrship. The inception process

included consultation with the three partners. Thegressed their satisfaction with

the consultation and found their interests wereresiid in the project’s design. At

the same time, the general demand for IR serviessiricreased and has served to
reinforce the stake of social partners in the mtojéhey feel a need to respond to
demand, and believe the project is an appropriadéehamism. On this basis, the

partners have been willing to commit time and reses!

The partners are integrating/institutionalising th@ncepts, structures and culture
generated by the project into their own organisatid®erhaps the best example is the
creation of the IRASDs within DOLISA, for which D@®A is now covering
operating costs. Social partners are also puttmgnereasing amount of their own
resources into the project, beginning with allaogti human resources for
participation.
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The partners have been able and willing to assureate responsibility for the
resources (financial, human and political) neeaedantinue. As noted in the MTR,
funding is still a constraint. However, the teans@tved that alternative revenues
sources are being developed, including from govemninsources (MOLISA and
People’s Committees) and user fees for traininyices. There was no way to
estimate the value of these resources, nor is theragreement on strategy or fee
setting across the project. These are likely nfitcgent to maintain activities at their
current levels and often appear used to fund noe-activities. However, the trend is
positive.

The PPTFs are perhaps the most vulnerable. Thegimeanad hocstructure and rely
on the project to fund core activities. Informas#sd that measures to institutionalise
a tripartite structure at the provincial level wghvernment support would be needed.
However, in the medium-term the PPTFs will stitjuege support.

There is reason to be concerned about the susii@ynaih the TOT process. There
was no data to indicate how trainers have functiofidne long-term impact of the
project depends on enterprises having professibhdfainers able to continue the
work. However, factors such as employee turnover andotecredibility of unions
and management to deliver IR training underminéasnebility. The five enterprises
visited did not appear to have the qualificatioasdeliver training, and expressed
reliance on external support, particularly on mgpecialised issues such as collective
bargaining.

2.4.2 Conclusions

The project shows clear evidence of being sust&nalbhe social partners
demonstrate strong ownership. Their interests waderessed in the initial
consultation, and the partners have assesseddfeeipas adding value to their work.
The structures, concepts and practices establisheke project are being integrated
into those of the social partners, who are alsceeingly willing to fund activities or
pay for services.

Two years of additional funding from the Norwegidmbassy provides an
opportunity for the project to revisit its sustdinidy strategy. Elements of particular
concern should be:

= |nstitutionalising the PPTF structure, or the ajppiate tripartite structure at
the provincial level.

= Strengthen TOT activities to ensure they have grath

= Developing a resource strategy that transfersfimiding responsibility to the
social partners by the end of the second year tifgigrg the appropriate
policy and technical roles that the ILO might piayhe future.

Recommendations

= Phase Il should develop a new sustainability gfsgatebased on
institutionalising the tripartite structure and riséerring financial
responsibility to the social partners within twaaye The strategy should also
identify the kinds of policy and technical rolesattihe ILO will play in the
future, the trend should be towards less direalirament in training.
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= The project should develop a revenue generatiatesgfy for the government
and social partners that is consistent acrossdtmatees, including a standard
fee schedule for services.

2.5.1 Question Five: Is this project or its components suitable
for replication?

2.5.1 Findings

Informants at the levels of enterprises, DOLISA aPBTF viewed the project
structure as a potential model for managing trifgarelations and training. Some
aspects are already being scaled up. The IRASD<ffeetively institutionalized
within DOLISA, and many informants saw the modetlad# centers as appropriate for
use country-wide.

Informants from all three PPTFs felt they shouldrisitutionalized and made part of
Vietnam’s industrial relations structure. One swgjgé that the PPTFs should focus
on dialogue between the social partners, and mwgy drom the coordinating of
training. In turn, training responsibility would wm® to the IRASD, with DOLISA
serving as the institutional link between the IRASINd the PPTFs.

The team observed that this proposal would allo& BPTFs to focus on the
prevention and resolution of labour disputes, aa#ing policy contributions. In turn,

the IRASDs could specialise in training and tecahisupport. DOLISA has the

credibility to deliver training at the enterprisevél. However, the structure would
require an agreement between the PPTF and DOLIS#Awbuld allow the PPTFs to
provide some form of direction to the overall tiagh programme, ensuring synergy
between the policy development, conflict resolutioial training.

2.5.2 Conclusions

Aspects of the project, its structure and actisitieay be replicated in other parts of
Vietnam. If this were to take place, the IR projeatuld have served as a pilot,
although this was not explicit in the original $&gy. However, the Phase Il proposal
lacks a clear strategy for moving from a pilot ogpic to scaling up and
institutionalising the project nationally.
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3.0 Lessons Learned

Four lessons learned were drawn from the Vietnaboua Relations project, which
can be applied to other DOL policy and capacityaligyment initiatives.

1. Successful projectsarebased on stakeholder owner ship.?’

The Paris Declaration on Aid Effectivenesspresents 30 years of learning on the
delivery of development assistance. In the dedtaradonor and partner countries
commit to:

= Strengthening the capacity of partner country’s a@chieve national
development objectives
= Aligning development assistance with national sgeds

The principle of alignment is based on ownershimat tpartner governments and
organisations have first responsibility for the iges and implementation of
development strategies. The Industrial Relationgjept was consistent with this
principle.

Initial project design was based on consultatiothvéll three and reflected their
priorities and interests. The Government of Vietnassumed responsibility for
achieving project objectives when it signed the 2@bdoperation agreement. The
other two social partners also took responsibilitien they were subsequently
brought in as implementing parties. Implementatidren depended on the
participation and resources of all three sociatrgas, who have begun integrating
knowledge and structures from the project intortbin organisations.

Without this high level of ownership, the enablicgnditions for success would not
have existed. They also require a strong workitaticaship between the ILO and the
partners, with the ILO being accessible for suppara regular basis.

2. There should be a clearly expressed and understood demand for policy before
a policy-development project islaunched.

Policy innovations rarely emerge from the visiongavernments alone. They are
more often the result of:

= A change process occurring in society, where nelicips, institutions and
mental models are needed to manage that change.

= The presence of actors in the political systemligGaentarians, opposition
parties), civil society, private sector and thesinational community with the
capacity to articulate what kind of policy is nedded then create a demand
by engaging with the government.

%" paris Declaration on Aid Effectivenes®evelopment Assistance Committee (DAC) of the
Organisation for Economic Cooperation and Develapgme (OECD),
http://www.oecd.org/datacecd/11/41/34428351 .pdf

Page 32



Scanteam:
Final Evaluation of USDOL/ILO Industrial Relation Project in Vietham

There was a strong demand for new industrial k@latipolicy in Vietham. The
country is going through a process of deep chahige.union movement, the private
sector and communities in which change is occurniaige all begun to articulate the
kind of policy they think is necessary. The goveemmalso recognised a need, and
made a decision to engage others in the policyldpreent process.

Future programmes should ask whether internal yalemand exists. What is the
nature of the change process going on in that so@ed how does it affect

stakeholders? Does that change require a new policystitutional framework?

Which stakeholders are capable articulating thelicp needs? Do they have the
capacity to engage government, and will the paliteystem allow them to? What
kind of support will stakeholders need to strengtpelicy demand?

3. Projects should be based on a clear statement of assumptions, the conclusions
of a situation analysis on which project design is based.

Assumptions define how programmers believe theeptognvironment will evolve,
and how stakeholders in that environment will regpdo change. Assumptions
should be integrated into the performance matri acked on a regular basis to
confirm they remain valid. Where the project enmiment changes and assumptions
need to be updated, revisions provide a baseline-pmsition activities.

As an example, a key project assumption might Hepen “the VGCL will gradually
reform and become a more effective representativekev interests”. However, the
union has been either unwilling or unable to chan§eassumptions were being
monitored and validated regularly, it might have tlee ILO to:

= Conclude that change was not occurring within kO

= Analyse why the unions were not reforming, (vestetgrests prevent the
union seeks independence from the Communist Pany anterprise
management?), assess the impact (are unions bearginalised at the
enterprise level? Is the representational link wealg?), then ask how
project activities were being affected (can theoaniransfer knowledge and
skill to rank and file in a TOT framework?).

= Re-position the programme strategy and activitesompensaté

4. A strong performance matrix and data gathering are critical. Clear indicators
should be written into the project design, and supported by systematic data
gathering.

Projects working on policy development and capadiyelopment are knowledge
and skill intensive. Their outputs tend to be ndeas and abilities, the presence and
impact of which can be difficult to quantify. Ungd&inding what is going on in the
project environment and how activities are affegtinat dynamic requires good data.
The difficultly is not only developing indicatorsié data gathering systems, but to
imagining where change is occurring.

% The points are made recognizing that trends demttme to emerge, and assessment can be difficult
in programmes with short time spans.
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The Industrial Relations project had an adequatev¢ak performance monitoring
structure. Project staff appears to have make reedwade-offs, in which the longer
term activity of monitoring was a second priorityeind more immediate
programming and administrative concerns. The carsstg may have been that the
ILO had only an impressionistic knowledge. As ex&ap

= A significant number of non-core enterprises wareolved in the training
programme, multiplying the impact of the project.

= The union’s ability to deliver on at the enterprieeel was weak, and it could
not fulfill a TOT function.

If the project had full data on these factors amlders, it might have re-focused
activities. Performance monitoring, therefore, mhesintegrated into the design of the
project and properly resourced. Both donor and émginter should try to avoid the

inevitable resource squeeze in that places perfacenanonitoring on the bottom of
the priority list.
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Annex A: Terms of Reference

Final Evaluation of the Promoting Sound Industrial Relations at the Workplace
and Strengthening the Capacity of Industrial Relations Actorsin Vietham

|. Project Description

The Promoting Sound Industrial Relations at the klaice and Strengthening the
Capacity of Industrial Relations Actors projectMiretnam is a four-year grant in the
amount of $1,667,494. The project is funded by th&. Department of Labor
(USDOL) and implemented by the International LaBoganization (ILO) through an
umbrella cooperative agreement designed to helptdea realize the principles of
the ILO’s Declaration on Fundamental Principles &igdhts at Work. The project
began on September 18, 2002 and ends March 31, 2006

Beginning in the 1980’s, Vietham embarked on a qgyolof national economic
renovation named “Doi Moi.” This transition to aarket based economy is rapidly
outpacing the capacity of its legal and institusibinamework to adapt to a more open
and competitive economic environment. Doi Moi ladtered the way in which the
labor market functions with labor market outcomesn more market-determined
than in the past. These outcomes, which remain tteWietham, have created
problems that are manifested by an increase irr ldisputes. These disputes are the
outward signs of a more fundamental matter — thparsgion of interests between
employers and workers. The project aims at dewaip@and promoting sound
workplace industrial relations in the non-publictee that contribute to sustainable
social and economic development within the country.

In February of 2004, a strategic framework, perfamgce monitoring plan (PMP) and
a data tracking table were developed for the ptoje¢he objectives and their
performance indicators for the project are as Wadlo

Development Objective: Improved workplace cooperation between labor and
management in target enterprises.

Indicators:
= Number or percentage of firms with an active lalbm@amagement committee
= Number or percentage of firms with an establish@mttiiation council

= Number or percentage of firms with an updated colle bargaining
agreement in place

= Number of strikes in the target firms

Immediate Objective lIincreased capacity within the Department of Latavalid,
and Social Affairs to resolve labor disputes imgérenterprises.

Indicators:
= Number of labor disputes resolved successfully;
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= Number of collective bargaining agreements apprpaad
= Number or percentage of local labor officials haviequisite mediation skills.

Sub-Immediate Objective Increased public awareness of the role and means of
achieving good industrial relations.

Indicators:

= Creation of an industrial relations advisory sesvidepartment within the
employment services centers in Hanoi and Ho Chih\Gity;

=  Number of visits to the industrial relations websand

= Number of requests for industrial relations tragnifrom non-Vietnam 70
enterprises.

Immediate Objective 2ncreased capacity within the Vietnam General Cderfation
of Labor (VCGL) to assist unions to represent woskie socialist-oriented market
economy in target enterprises.

Indicators:

= Number or percentage of collective bargaining agesgs where local VCGL
provided advice and assistance to union members;

= Number or percentage of workers in target entezprisvho are union
members; and

= Number or percentage of local VGCL officials withquisite mediation skills.

Immediate Objective 3:Increased capacity within the Vietnam Chamber of
Commerce and Industry (VCCI) to assist target @niges manage human resources
professionally.

Indicators:

= Number or percentage of target firms with HR preimsals certified by
VCCI; and

= Number or percentage of HR professionals in tafgets participating in
VCCI-led Human Resources Professional Club actsiti

Objective 4:Essential elements of an industrial relations ydiiamework developed.
Indicator:

= Development and submission to appropriate autksribf recommended
policy framework based on consultation with sopiaitners (yes or no).

The project objectives are geared towards creatishgstrial relations institutions and
building the capacity of social partners at varitesels. Thus, it is hoped that the
project has supported and promoted sound labor-geament relations in the
workplace. Technical advice delivered throughpghgect team and its resources are
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intended to assist in the process of institutioridmg. The training element of the
project is intended to support the advisory compbrend is addressed to the
industrial relations actors — workers’ and emplsyeepresentatives at various levels,
and government officials — both individually andnjty. The training component is
intended to provide not only direct support to kagtors, but also to build a
sustained capacity for continuous training and ciéyp#®uilding through the training-
of-trainers in the key industrial relations subgeot collective bargaining, workplace
cooperation and other workplace management reisseés.

Mid-Term Evaluation

The mid-term evaluation of the project was condididtem January 12 to 21, 2005.
The evaluation team included Larry Begna, ManageérSgatems International, John
Ritchotte, International Labour Organization anduridr Bui, USDOL. The team
visited sites in Hanoi, Hai Phong, Da Nang, Ho ®hmnh City and Dong Nai. In

addition, the team met with Viethamese governméitials, trade unions, employer
organizations and the CTA and project staff.

In their report, the (mid-term) evaluation team malge following recommendations.
The final evaluation shall address the extent taclwithese recommendations were
adopted and results achieved in doing so:

» Project staff should devote some of their 2005r&ffto helping PPTFs and
IRASDs identify and develop strategies for genagafinancial resources for
reaching, training and otherwise assisting enteegrivith IR.

= With one year left before project end, staff shoakplore and implement
ways of ensuring a sizeable cadre of people whakitied in designing and
implementing training programs on their own.

= Project staff should pursue transferring the webisitone of their Viethamese
partners. If a transfer is not possible, staffudtieeither abandon the website
or make improvements to its content and maintenance

= Project staff should create an IR-expert/trainingest database for use now
and to leave behind after termination.

= Project staff, in collaboration with their nationahd provincial partners,
should devote some final-year effort to develogmogt-project strategies and
plans for spreading IR awareness and practice nvéinid beyond the seven
targeted provinces.

= Project staff should revise its 2005 work plan @amnplete preparations for and
conduct the enterprise-level training in collectibargaining as soon as
possible.

= If time and resources permit, project staff shaaldude in their 2005 work
plan the originally planned seminars to review gnblicize outcomes of the
enterprise activities, a synthesis report on theetham 70" enterprises, and
preparation of “Best Practice” training material.

= Project staff should explore and apply whatevepaasible means they can to
reduce—indeed, eliminate—the dependence on thegirof the provincial
network of IR practitioners and trainers.
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= Project staff should, as they apparently intendviark during the third year to
strengthen the tripartite relationships that haeenbcreated or reinforced
during the first two years. This is especially intpat at the provincial level,
where organizations are working directly with epteses.

= In keeping with the two recommendations above, gmtogtaff should work
with their Vietnamese partners during the finalryadevelop a post-project
sustainability plan, which clearly outlines whateds to be done, and by
whom, to keep the project activities going aftef8. funding ends.

= The project CTA should meet soon with the heachefRMU unit and have a
frank, but constructive, discussion regarding bwottlividuals’ outstanding
project management concerns and identify actioa$ bloth might take to
ensure better communication, understanding andtwaiation.

= Now that two IRASDs have been functioning for oger months—and five
more are planned—the project should proceed withingalRASDs log
requests for information and training from non-Vien 70 companies, as
specified in the project Performance MonitoringrPla

= Project staff should reconsider their plan to catdwo semi-annual, random-
sample surveys of impact among targeted enterpnsigsrch and September
2005, in favour of doing only one broader surve®jch would include both
targeted enterprises and additional enterpriset hbse received project
interventions.

= At a minimum, the project should consider sharihg performance data
collected to date with key stakeholders and co-em@nters at the national
and provincial levels, especially the PPTFs, wheehaeen helping with data
collection.

1. PURPOSE OF THE EVALUATION
The purpose of the final evaluation is to:

a) Determine if the project has achieved its statgdctives and whether
any anticipated immediate impact was achieved &oheof the objectives. For each
objective, explain why or why not achievement wealized.

b) Assess and document the effects of projectiiesvand outputs on the
target group.

C) Determine the extent to which each recommendatiade in the mid-
term evaluation was carried out and the resultboaig so.

d) Assess the impact of the project in terms dliifood that outputs will
be sustained.

e) Assess the effectiveness of the training pralide the project, i.e,
was knowledge transferred and were new behaviounsed as a result?

f) Determine if the project and its componentssrgable for replication;
and

0) Report on lessons learned
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The Evaluation Team shall address issues of projgaiementation, project impact,
and sustainability of project activities. The Huwation Team should examine, for
each immediate objective:

The validity of project strategy, objectives, iraliors and assumptions
Impact/benefits accrued to target groups
Impact/benefits accrued to institutions

Implementation status, specifically as concernsin@d activities, materials,
schedule and budget

Effectiveness of management performance by thedh®the NPC (staffing,
communications, financial management)

Sustainability of project results
Stakeholder buy-in, support and participation i pinoject

Efforts by the stakeholder to achieve sustaingbitit the project and its
activities

Effectiveness of project performance monitoring

In addition, the final evaluation will provide tipeoject management team, ILO field
and headquarter staff, project stakeholders, aeddtmor with the feedback and
information needed to assess and improve effeqgbirgctices, opportunities for
replication and potential for sustainability.

PROJECT STATUS

The following activities have been undertaken twaamate the work of the project
according to the work plan:

Bi-annual meeting of the Provincial Project Taskrdeo (PPTF) from 7
provinces was held in Ho Chi Minh City (HCMC) fol PTF members to
review activities implemented for the first 6 mosnthf 2004.

Study tour for the remaining members of the PPTiks7iprovinces to
Malaysia.

The Staff from the Project's two Industrial Relaso Advisory Services
Departments (IRASD) in Hanoi and HCMC were involwedegional training
courses in Social Dialogue held in two cities fbe trepresentatives from a
number of enterprises.

Staff of the IR Advisory Services Departments (IRBSnh Hanoi cooperated
with the Authorities of Hanoi Economic Processingngs in identifying and
designing the proper training syllabus for two emtises in the Thang Long
Industrial Zone which had experienced strike ativi

An additional 3000 copies of the “User's Guide tee tLabor Policy” in
English and Vietnamese were printed and distribut@dhe PPTFs and
enterprises in 7 provinces.

Activities were implemented to speed up the IR &bgponsored strike
research work conducted by 3 social partners: M@LLNBGCL, VCCI.
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= An abbreviated National Steering Committee (Vieteaenparties only) was
convened by the NSC Chairman to discuss the priepartor the National
Industrial Relations Seminar planned scheduledecember 15/16, 2004 in
HCMC.

= To follow up the Training-of-Trainers, courses ioctl Dialogue were held in
Nhan Trang, the PPTF and local trainers held tngintourses in Social
Dialogue in Hai Phong, Hai Duong, HCMC, Dong NandaBinh Duong
provinces.

= A national training course on Collective BargainiAgreements (CBA) was
held for the PPTF and local trainers from 7 progsdn Hanoi for the
participants from the North, and in HCMC for thetapants from the South.

= A series of Collective Bargaining Agreement Nedatia skills trainings have
also been held in various provinces Local traineese PPTF members,
IRASDs trainers and labor/union officials. Pagnts were union and
management representatives from enterprises.

= Two meetings were held with representatives fromCV®f Hanoi and
HCMC on building the training syllabus and mateximr HR courses.

= Training materials for the HR courses for VCCI andA collected from the
Malaysian Employers Federation and ECA were traedleo Vietnamese.

= Two IRASDs professional staff training courses ay kndustrial relations
skills such as mediation skills, CBA, social dialegand presentation skills
was organized to facilitate the initial work of thew IRASD staff.

= The Project Office is compiling a booklet on Theu€as and Prevention of
Strikes in Vietham. The booklet analyses the statauses and prevention of
strikes in Vietnam.

Please refer to the quarterly technical and statogress reports for more information
on project implementation and completion of acigt

IV.EVALUATOR

An independent evaluator with specific skills inteimational project evaluation,

familiar with international project implementatioand preferably with experience in
Southeast Asia, will carry out the evaluation. Ewvaluator will also be a proficient

writer in the English language providing a finak&ation draft that is readable and
concise. Please note: writing samples will beuiregl from applicants and these
shall be made available to ILO and USDOL five wddys before a decision can be
made to approve the selection of the evaluator.

V.EVALUATION TEAM

The evaluation team will be comprised of: (i) adependent evaluator, and (ii) one
representative from the ILO Declaration. The irelegent evaluator will serve as the
team leader of the evaluation team.
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The Team Leader is responsible for conducting ttaduation according to the terms
of reference (TOR). He/she will:

Review the TOR and provide input, as necessary.

Review project background materials (e.g., projeélcicument, progress
reports).

Review the evaluation questions and work with tbeait and implementer to
refine the questions, as necessary and to devatefview protocols.

Develop and implement an evaluation methodology,(conduct interviews,
review documents) to answer the evaluation question

Conduct a Team Planning Meeting (TPM) with USDOI &nO prior to the
evaluation mission.

Prepare an initial draft of the evaluation repaitculate it to USDOL and
ILO, and prepare final report

The USDOL Project Manager is responsible for:

Drafting the evaluation TOR;

Finalizing the TOR with input from the ILO and thealuator;
Providing project background materials;

Participating in the TPM prior to the evaluatiorssion;

Assisting in the implementation of the evaluatioethodology, as appropriate
and as approved by the team leader (i.e., parteipainterviews, observe
committee meetings) and in such a way as to mimnias in evaluation
findings.

Reviewing and providing comments of the evaluat&port;

ILO Declaration is responsible for:

Reviewing the TOR and providing input, as necessary
Providing project background materials;

Reviewing the evaluation questions and working wii& donor to refine the
guestions, as necessary;

Participating in the TPM (by phone if necessarypmpito the evaluation
mission;
Scheduling all meetings;

Assisting in the implementation of the evaluatioethodology, as appropriate
and as approved by the team leader (i.e., parteipainterviews, observe
committee meetings) and in such a way as to mimnias in evaluation
findings; and

Reviewing and providing comments on the evaluatéport.
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VI EVALUATION SCOPE
The Final Evaluation will:

Evaluate the validity of the project methodologyl approach.

Ascertain if impact statements articulated in theat8gic Framework were
achieved.

Evaluate the quality and impact of project acteston participants.

Evaluate employer and worker understanding of itrdsrelations at the
targeted companies.

Evaluate stakeholder (all individuals and orgarndizet involved in the project)
understanding and capacity to address industriatioas at the workplace
through workshops and TA.

Evaluate the tripartite approach in the contextefcountry
Assess the project implementation (schedule, dietsvimaterials).

Evaluate the current management performance eftawss of the project,
which include staffing responsibilities and comnuations (ILO, CTA, and
key personnel).

Evaluate the project’s sustainability plan.

Assess the effectiveness of the project performamaeitoring sustainability
plan.

Assess level of stakeholder commitment to the ptoje

VIlI. EVALUATION METHODOLOGY

Document Review. The evaluator will review the doling documents before
conducting any interviews or trips to the region.

Project Document

Mid-term evaluation report
Quarterly reports
Miscellaneous Reports
Training Materials

Trip Reports

Strategic Framework and PMP
Work plans

Team Planning Meetinglhe evaluator will have a Team Planning Meeting NI
with the USDOL/OFR project manager, OFR Senior M@Eicer, the independent
evaluator and ILO Geneva and field project stafine objective of the TPM is to
reach a common understanding among the evaluat@DQL and project
implementer regarding the status of the projed,ghority evaluation questions, the
available data sources and data collection instnisnand an outline of the final
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evaluation report. The following topics will bevayed: status of evaluation logistics,
project background, key evaluation questions andripes, data sources and data
collection methods, roles and responsibilities wdleation team, outline of the final

report.

Individual Interviews.Individual interviews will be conducted with thellbwing
(final interview schedule will be developed by thaluation team):

= USDOL Project Manager in Washington

= |LO Project Staff in Geneva and in the region

= Selected individuals from the following groups:

= Workers and employers who have received the trgjnin
= National Tripartite Committee Members;

= Employer groups, unions, NGO'’s that have receivaghing or otherwise
worked with the project;

= Labor Ministry staff who have worked with the projeand
= US Embassy

Field Visit. Meetings will be scheduled in advance of the fieisits by the ILO
project staff, in accordance with the evaluatoeguests and consistent with these
terms of reference. Interviews conducted at tlséss will be carried out by the team
leader who will determine if it is appropriate father evaluation team members to be
present.

Debrief in Field. On the final day of the field visit, the evaluatwill present
preliminary findings to the ILO Hanoi staff andtile permits, a debriefing can be
held for employer, government, and union represieta A briefing may also be
required for US embassy staff.

Post-Trip Meeting.Upon completion of the report, the evaluator wilbyide a
debriefing by phone to ILAB and the implementer the evaluation findings,
conclusions, and recommendations as well as thea@n process.

VIIl: DURATION AND MILESTONES OF EVALUATION
The following is a schedule of tasks and anticigateration of each:

Tasks Work Days

Preparatory Research 4 Before trip
Field Research 5

Travel days 3

Draft Report

Finalization of Documer4
including debrief

21
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I X: DELIVERABLES

A. Pre-Evaluation Trip meeting with USDOL projectanager, ICG Evaluation
Coordinator, independent evaluator and ILO staffligcuss roles, responsibilities,
and TOR by 17 March 2006.

B. Interviews with Washington based staff prioithe field visit scheduled for 27-31
March 2006.

C. Draft Report will be submitted to USDOL and 11b® 14 April 2006.
D. Post-Trip Debriefing, via conference call, WdisDOL and ILO by 10 April 2006.

E. A Final Report, original plus 5 copies, will lsebmitted to USDOL and ILO
within five days after receiving final comments firdUSDOL and ILO. The final
report should also be submitted to USDOL and IL€x&bnically.

I X. REPORT

Before the end of the field visit, the evaluatoSMOL Project Manager, and ILO
representative will consult and come to consensuarmooutline of a draft report and
will review key Findings and Conclusions.

The evaluator will complete a draft of the entiepart following the outlines below.
The final version of the report will follow the fmat below (page lengths by section
illustrative only) and be no more than 20 pagdsimgth, excluding the annexes:

= Title page (1)

= Table of Contents (1)

= Executive Summary (2)

= Acronyms (1)

= Background and Project Description (1-2)

= Purpose of Evaluation (1)

= Evaluation Methodology (1)

» Project Status (1-2)

» Findings, Conclusions, and Recommendations (no mhare 10 pages)

This section’s content should be organized arobedlOR questions, and include the
findings, conclusions and recommendations for eatlthe subject areas to be
evaluated.

Annexes
= Terms of Reference
= Strategic Framework
= Project PMP
=  Project Workplan
= List of Meetings and Interviews
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= Evaluation Protocols
= Other relevant documents
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Annex B: List of Informants

Evaluation Team

Mr. Wael Issa, ILO Geneva

Mr. David Gairdner, Consultant, Scanteam AS, Olso
Ms. Ta Thi Bich Ha, Translator

International Labour Organisation, Hanoi
RoseMarie Greve, Director, ILO Vietnam

Jan Jung-Min Sunoo, Chief Technical Advisor, ILG#wiam Industrial Relations
Project

Ministry of Labour, Invalids and Social Affairs, Hanoi
Nguyen Manh Cuong, Deputy Director., Internatiddapt.
Dao Van Ho, Deputy Director, Legal Dept.

Nguyen Kim Oanh, Legal Dept

Vietnam General Confederation of Labour, Hanoi

Vo Van Nhat, International Department

Vietnam Cooper ative Alliance, Hanoi

Mr. Nguyen Van Nen

IRASC, Hanoi

Mr. Tran Xuan Trung, Head of IRASC

VCCI, Hanoi

Mr. Phung Quang Huy, Director of Bureau for Empisyé\ctivities
PPTF Hai Phong

Pham Van Huan, Director

Pham Van Cang

Two other members of the PPTF HP

Long Son Joint Stock Company (leather shoes) Hai Phong, accompanied by Mr.
Cang

Pham Thi Hop, Director

Le Thi Dam, Union Chairwoman
MSA-HAPRO Hanoi Ltd (gar ments)
Dao Bang Tam, Deputy Director
Representative of Union

US Embassy, Hanoi

Dan Langenkamp, Labour Officer

Vo Lan Phuong, Commercial Assistant
Hanoi EPZ Authority
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Mr. Nguyen Dan Tam

PPTF, Dong Nai

Le Mai Thanh, Director

Mai Thi Tuyet, Secretary of Arbitration Council

Three other members of the PPTF, from the VCCI, YGhd Dong Nai EPZ
management

NEC Factory, Dong Nai

Representatives of Union and Management
Diamond Cutting Factory, Dong Nai

Two representatives of Management
IRASC, Dong Nai

Lam Thanh Thu, Head of IRASC

One IRASC staff member

IRASC,HCMC

Nguyen Cao Thang

Nguyen Huu Diep

VCCI HCMC

Director, Bureau of Employers’ Activities
Nguyen Hong Ha, Bureau of Employers’ Activities
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Annex C: List of Project Activities

A. List of training activities, seminars and workshops

2003

1. 02 training courses on Labour Law and Mediatiotiskia Ha Long and Vung
Tau: 100 trainees/course

2. 02 regional seminars on tripartite industrial rielas in HCMC and Hanoi: 100
trainees/seminar

3. 07 training seminars ono Mediatin in HCMC, Binh dgoDong Nai, Hai Phong,
Hai Duong, Da Nang, and Ha Noi: 40-50 participad@siinar

2004

4. 01 national training workshop (4 days) on Social®gue in Nha Trang for 7
PPTFs

07 training courses on SD in 7 provinces for PPTFs

02 training regional seminars on CBA (3.5 days gactklanoi and HCMC
02 training seminars on labour law and IR in HCMC

The F'National Conference on IR in HCMC

01 Seminar on Draft Ordinance on Strike in Do Son

©oNoO

2005

10.07 training couses in 7 provinces on CBA and IRsk2 days each): 45-50
participants/course

11.04 training courses for HR managers on IR skills

12.01 training course on marketing skills of union

13.01 national training course on marketing and meahagkill for IRASDs in Nha
Trang

14.01 national training course on CB skill and strikeIRASDs in Da Nang

15.03 seminars on tripartite consultation framewor @mdinance on Strike in Hai
phong, Da Nang and Quang Ninh

16.01 training course on CBA for unionists

17.02 training courses on mediation skills for 50 gomtises in Dong Nai (2 days
each)

18.02 training courses on mediation skills for 50 gmtses in HCMC (2 days each)

19.0pening 7 IRASDs in 7 provinces

In 2006

20.01 meeting on Decree 145 on tripartite consultation

21.14 training courses on mediation and collectivegaaing skills for 7 provinces
(each province held 2 courses, each 2 days fol043aBicipants/course)

22.01Roundtable meeting on dispute resolution (30qpants)

23.01 Meeting of the Drafting committee for Labour @ddhapter 14 revision

24.The 2" National Conference on IR in HCMC.

B. List of Researchesand Studies:
1. Biannual baseline survey on industrial relationd social dialogue
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N

o0k w

NookrwhEQO

Syllabus on Industrial relations by the UniversifyLabour and Social

Affairs/MOLISA

VGCL training manual

Training materials on IR for VCCI and VCA

3 strike researches by MOLISA, VCCI and VGCL
Issue Paper on Dispute resolution and prevention

. List of Project publications:

User’s guide to the Labour Code

Labour Law Poster 1

Labour Law Poster 2

Project brochure

IR Conference Brochures

Strike leaflet (to be released end of May)
ILO Discussion Paper
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