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3 Major Results 

This chapter outlines the key results of the project both planned and unforeseen, and a 
summary of results as measured by CIDA’s own guidelines. 

3.1 Achievement of Expected Outcomes 

While the “outcomes” level is intended to be more medium term future oriented, there are  
clear indications that two of the expected outcomes have been achieved and some portion 
of the three others are likely to be achieved.  The expected outcomes (in italics) of VCIT 
and the positive indicators of progress are outlined below. 
 
Improved capacity in ministries and provinces to develop, implement and manage the 
NPIT and increased awareness, in society, of the importance of IT.   
 
Under the guidance of the National Y2K Committee and the IT Master Plan Task Force 
there has been considerable growth in the capacity of ITMA-MOSTE and VEA to act as 
a coordinating body, particularly with respect to improving horizontal communication 
linkages with other agencies involved in IT strategic planning.  The approach was 
imaginative and flexible. 
 
The localization and delivery of a government IT management program modeled on the 
courses that many of the middle managers had taken in Vietnam and Canada helped to 
improve the capacity to implement and manage NPIT.   This expertise has been further 
enhanced through the practical application of the learned skills in the pilot projects such 
as VietRice.  The VietRice pilot project also increased the awareness amongst farmers of 
how IT could directly help them. 
 
Directive 58 demonstrates the ability of a number of Ministries to coordinate efforts to 
develop a strong focus on IT.  This directive replaces the NPIT. 
 
The national broadcaster is comfortable with airing IT related programming, as well as 
programs featuring the accomplishments of women in IT. 
 
Improved environment for the application and development of IT in Vietnam. 
 
Vietnam’s approach to IT industry strategy is officially shifting. The private industry is 
now gaining a voice to make their concerns known to the policy makers. 
 
The Ministry of Culture and Information continues to indicate a willingness to address 
software copyright issues and MOSTE’s Department of Industrial Property has expressed 
renewed interest.  This could take a couple of years because the means of utilizing 
resources to address copyright issues requires an internal and international framework for 
working together that is still not present. 
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The openness exhibited by Vietnam in its Y2K approach through answering queries from 
foreign organizations and publishing the results on the web page in English is evidence of 
a willingness to share more information with the international community.  If this 
continues then Vietnam will be seen as a stable and transparent place for international 
investment for the IT industry and the development of IT applications. 
 
Directive 58 also demonstrates the improved environment at the highest level of 
government. 
 
Effective GOV IT coordinating agencies and mechanisms in place.  
 
The localization and delivery of a government IT management program modeled on the 
courses that many of the middle managers had taken in Vietnam and Canada helps to 
strengthen the operation of any coordinating mechanisms.   This expertise has been 
further enhanced through the practical application of the learned skills in the pilot 
projects.   
 
It is very likely that a Chief Information Office (CIO) system of some kind is close to 
being adopted within the next year to coordinate IT activities (a division of MOSTE is 
now temporarily conducting this function).  This will further develop the managerial 
class that is needed to enact all the elements of Directive 58.  It is unlikely that the 
difficult question of incentives to retain IT specialists in government service will be 
easily resolved (this is a problem faced by all governments). 
 
Increased participation of women in the management, technical and training elements 
of the NPIT.  
 
It is unknown if there will be any affirmative plans to increase the participation of 
women.  In reality, science policy technocrats dominate the processes for drafting IT 
strategies.  Their apparent indifferent to any such possibility blocked moving forward 
from concept to action.  It was not so much that IT specialists oppose action to address 
women’s role in IT (and therefore women’s role in socio-economic change overall).  It is 
just that, faced with very limited resources, they believe the priorities must lie somewhere 
else – in the development of basic IT infrastructure, and in the need for qualitative 
changes in the skills of a new professional class they believe must be its constructors.   
 
Increased capacity of the educational and training community to deliver IT education 
and training in areas of direct relevance to the NPIT. 
 
The continuation of the ITTRC service is an important indicator of the success of the 
VCIT Project in achieving some level of sustainability. Some equipment was 
underutilized and did not fully assist in meeting the outputs, accordingly the ultimate 
effect on achieving the outcome are uncertain. 
 
Draft 2 of the MOET IT in Education Master Plan reconciled the original draft to agree 
with the newly issued software industry strategy (ITMP, 2001-2005) and Directive 58. 
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However the timing of final official approval of a draft IT in Education Plan by MOET 
itself is difficult to guess for it appears that the officials involved either did not have the 
appropriate mandate, or else the understanding of their mission was not fully 
comprehended within the Ministry.  
 
Ultimately, the value of this activity rests in the final production and successful 
implementation of the five-year plan for IT in education.  In spite of the draft status of the 
IT in Education Master Plan, it has had an impact on decision making including: 
• Publication of the first draft in newspapers, 
• Use as background to inform discussions of distance learning, EduNet, and the IT 

industry strategy, 
• Support for negotiations with Japan and the World Bank, 
• Input to Directive 58. 

3.2 Planned Results 

3.2.1 Capacity for IT Policy Development 

VCIT helped Vietnam to define new directions in the use and importance of IT for 
development.  It supported the Government of Vietnam’s capacity to understand what 
happens to society and the economy when you deliberately use IT to change things. 
Directive 58, developed and published near the end of the VCIT project, was the first 
time that the Party has spoken on the uses of IT for development.   
 

Directive  58 
 
On October 17, 2000 the Central Executive Committee of the 
Communist Party of Vietnam issued Directive 58 “On Accelerating the 
Use and Development of Information Technology for the Cause of 
Industrialization and Modernization”.   
The  impact of Directive 58 has already been substantial.  Perhaps the 
most significant impacts, from the perspective of future ICT policy 
projects, are that, under the implementation instructions 
accompanying the Directive: 
1. Every level of the Party is to identify and assign a “senior leader” 
to lead in the Directive’s implementation. 
2. During 2001, the management system of IT and telecom is to be 
restructured to achieve a “unified” approach. 
3. The National Plan for Use and Development for 2001-2005, and 
specifically for 2001 are to be developed, and a separate government 
fund is to be set aside for IT. 

 
Directive 58, with its emphasis on the use of IT, represents a major shift in public policy. 
Vietnamese IT policy specialists have stated, “All of the actors in the current IT policy 
process were influenced by VCIT.  That’s why Vietnam can have a discussion of IT 
policy.”  They acknowledge that VCIT acted as a catalyst to alter the content of  concepts 
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and therefore to change people’s awareness of their implications. They also acknowledge 
VCIT’s presence over the last five years as the only ODA activity supporting Vietnam in 
what has become a critical area of development planning. 
 
The IT Master Plan 2001-2005 and several other VCIT supported or supplied documents 
were influential in the deliberations leading to the decision of the Party to issue Directive 
58.  Because of the Directive, we assume that the final draft of ITMP will also begin to 
take up a focus on the “uses” of IT.  VCIT used the workshop that presented the 
conclusions of the IT Policy Analysis Research Group to support a similar 
recommendation.  This workshop also attempted to influence better coordination among 
IT strategies in several sectors that are now clearly overlapping. 
 
A central factor in VCIT’s success was the creation and connection of a community of IT 
policy specialists.  One Vietnamese member of the VCIT Team stated the necessity for 
fostering a community of IT policy specialists as “growing partnerships for sustainable 
development.”  “To see the wisdom broader, in the global context of ICT, to see ICT’s 
role in development overall, you must combine the role of policy in development. You 
must partner with others and policy will play a role in that.” 
 
As VCIT concluded, the parts of a coherent national strategy for the uses of ICT for 
development had become visible and were taken up by various Ministries.  In addition to 
Directive 58 and the Information Technology Master Plan 2001-2005, those parts 
included: 
• Director General for Posts and Telecommunications (DGPT) – the National 

Information Infrastructure Proposal 
• Ministry of Education and Training (MOET) - IT in Education Master Plan 
• Ministry of Trade - E-Commerce Framework 
• General Committee on Organization and Personnel (GCOP) - The role of the IT 

professions in the reform of public administration 
 
The ability to “work together” to address essential crosscutting functions remains 
inhibited by sector defined mandates, competition for resources, and the narrow focus of 
that technological imperative.   Of course Vietnam is not the only country facing these 
difficulties. 
 
Before October 17, 2000 and Directive 58, there was no reason to assume that Vietnam 
would accept as self-evident the proposition that understanding the impact of IT use on 
development is central to the capacity to integrate into a global knowledge-based 
economy.  In fact, the prevailing public belief was that such a “decision” was unlikely.  
 
A shift in public policy from IT to include the uses of IT did occur. That adaptation 
required making a hard transition in awareness from viewing technology as an end in 
itself to an understanding of how people adapt the uses of technology to suit their needs. 
VCIT resources brought the presence of informed participant observers inside the process 
that caused that shift.  As Vietnam itself changed, they were present to observe and 
stimulate the “reaction” of GoV and the evolving IT policy community to that change. In 
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enabling IT policy capacity, the uses of ICT’s for development was always the central 
theme of the Project.  
 
Vietnam once feared that instability would occur as a consequence of transition to a  
knowledge society.  But now a new confidence in the future direction has emerged inside 
the Politbureau.  The strength of that shift has begun to penetrate into the thinking of 
strategic planners inside the Government of Vietnam.  Vietnam’s new confidence that use 
of ICTs will be of positive benefit is a product of two factors: 
• A faith that the youth of Vietnam can be counted on to meet the challenge. 
• A realisation that the culture of Vietnam, which is many centuries deep, is resilient 

enough to succeed in absorbing any number of strange new influences. 
 
Vietnam now believes that, after it has assimilated the characteristics of the global 
Internet culture, it will still be Vietnamese.  But as Vietnam becomes a knowledge 
society, the effective uses of ICTs to enable development steadily become more critical to 
achieving that goal.  Accordingly, at the end of the VCIT Project, the Vietnamese 
agencies involved in articulating IT policies went into overdrive.  High level decisions to 
allow debate on the concept of a knowledge society as a socio-economic goal for 
Vietnam moved IT policy to the center stage of strategic planning.  
 
VCIT assisted transition and reform in Vietnam.   It was the first ever project designed to 
directly influence IT policy. Its implications were much broader than the Vietnamese 
participants first anticipated.  It helped Vietnam to define new directions in the uses and 
importance of IT for development.  As well the International and ODA community in 
Hanoi became alert to the role that ICTs can play in Vietnam’s development (and to the 
fact that CIDA/VCIT anticipated the topic 4 years in advance of their attention). 

3.2.2 Other Results 

One of the objectives was to increase the awareness of ICT issues amongst senior and 
middle government officials.  This has been accomplished as evidenced by the comments 
in the previous section.  Along with these influential groups, the project has also helped 
to increase awareness amongst the general populace, through the four commissioned TV 
programs on IT, and the broadcasting of the last two Women in IT Awards ceremonies at 
the Temple of Literature.  In many instances the Project Director was stopped in the 
streets of Hanoi when they recognized him from the broadcast of the awards ceremonies.   
 
The database pilots and computerization of state management efforts sound very basic.   
It is important to realize that support of these activities by the OSC and VCIT represented 
pioneering efforts in the computerization of public administration in Vietnam.  These 
were “firsts” in the implementing agencies and this challenged the staffs involved with 
steep learning curves.  Capacity was developed to scope out projects and subject 
proponents to rigorous competitive evaluations.  This fact was commented on repeatedly 
by all involved. 
 
VCIT continued with its support of the development of an IT industry.  But, as VCIT 
concluded, electronic commerce appeared to have broader potential for horizontal 
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impacts on changes in daily life, business, private sector reform and the delivery of 
government services.  The framework7 plan reflects that understanding and even starts 
the dialogue on e-government.  Clearly, in moving to a “market economy with socialist 
values,” the emergence of e-commerce as a policy issue creates a conundrum for 
Vietnam.  When the State is cautious about impacts on its ability to regulate any markets, 
the unknown represented by the appearance of something called the “digital economy” 
intensifies the difficulties in holding on to that intention.  

3.3 Unforeseen Results 

The Project’s administrative systems had a hands-on potential to teach capacity.  For 
example, VCIT was one of the first agencies in Vie tnam to do on- line banking.  The 
project’s methods of banking became an informal demonstration site for administrators in 
other Ministries participating in VCIT activities. 
 
Vietnam exhibited a unique openness in answering questions from foreign organizations 
and publishing the results of its Y2K approach on the web page in English.   This is 
evidence of the country’s willingness to share more information with the international 
community and increase the comfort level of outside organizations. 
 
Near the end of the VietRice8 sub-project, Central Vietnam experienced severe flooding.  
The disaster recovery committee was able to utilize Radarsat technology and images to 
quickly define the flood areas.  This enabled them to mount an effective relief effort.  
Unfortunately, even though the effectiveness of the technology was proven, the country 
does not, at this time, have the financial resources to continue with the acquisition of the 
needed satellite images. 
 
The GoV has started, in the past year, to promote its IT capabilities and attractiveness for 
investment to the Viet Kieu9 and others in the developed world.   In the past these 
missions have consisted of government officials only.  Recently this has changed, the 
missions are still led by government officials, however they now include representatives 
from industry.   

3.4 Results by CIDA Success Factors 

CIDA relies on the Bilateral Project Closing Report (BPCR) for documenting end-of-
project results.  Although the “success factors” defined by CIDA were not overtly tracked 
during the course of the project, upon reflection it is possible to summarize how these 
“good practices” were fulfilled.  This section reports GAIA’s views on the attainment of 
CIDA’s goals as outlined in documentation relating to the preparation of the BPCR.  

                                                 
7 The Ministry of Industry was directed by the Prime Minister to develop an e-commerce “framework”.  
This is preliminary to developing a Masterplan. 
8 This was the pilot geographic pilot project funded by VCIT.  It is more fully described in section 6. 
9 This is the name of those Vietnamese who have moved and are living in other countries.  
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Most of the successes were achieved near the end of the project, and the comments reflect 
that view. 

3.4.1 Foreign Policy Objectives 

The assessment of achieving foreign policy objectives relates to Canadian prosperity and 
employment, global security and impacts on promoting Canadian values and culture.  
While the VCIT project was not intended to directly address these impacts, it is fair to 
conclude that the project did promote global security by facilitating discussions between 
mid to high level Vietnamese Government officials and those of other countries including 
Canada, the United States and Ireland.  These discussions originated with VCIT-
sponsored study tours and clearly established the value of learning from the efforts of 
other countries and maintaining on-going discussion and contact. 
 
Three basic Canadian values can be clearly identified as having been “exported” to 
Vietnam during the course of the project: the importance of inclusiveness of policy-
making; the valuable contribution that the private sector can make in the economy and 
the need for increased awareness of gender issues.  These values were reflected in 
Vietnamese reports and directives in the last year of the project. 

3.4.2 Relevance 

Relevance in this context is measured by the consistency of the project in responding to 
needs, plans and priorities in the partner country at project closing.  As has been 
discussed in other sections of this report, the initial expectations of the project were not 
consistent between the VEA and CEA.  By the third year the focus on policy 
development capacity had become much more clear and accepted as the common 
objective.   
 
If the only measure of relevance is that VCIT was intended to assist the Vietnamese in 
implementing the National Program on Information Technology (NPIT), consistency of 
the project design to that focus could be rated high.  While the priorities of the 
Vietnamese did not change, the project itself was initially focused to fit NPIT (e.g. the 
Logical Framework Analysis was revised in the first year of the project), and then 
refocused as the policy environment changed. 

3.4.3 Appropriateness 

VCIT as a capacity-development project was required to adapt to the increased 
knowledge and awareness of the Vietnamese as the project progressed and as needs were 
identified.  For example, the original project plan did not include any reference to Y2K 
issues. 
 
In terms of satisfaction with results, the project received a high rating from GoV.  
However the early expectations for higher expenditures on equipment and software never 
totally disappeared.  In addition, the high cost of Canadian expertise relative to 
Vietnamese standards coloured the perceived success. 
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The private sector in Vietnam were satisfied with their increased role in policy 
discussions (as evidenced by their interest in the policy workshops) and the gradual 
attitude shift within GoV toward perceiving the private sector as more valuable (as shown 
recently by their involvement in GoV sponsored international missions). 
 
The Provinces of Vietnam were originally expected to be major beneficiaries of the VCIT 
project.   Because the project was controlled centrally within GoV, the resources to 
pursue Provincial projects always dropped lower on the priority lists.  Similarly, GoV 
departments who had an interest in VCIT but no authority over project direction (such as 
DGPT and VNPT) would likely express frustration with VCIT’s progress.  Some of this 
was ameliorated by the Hai Dung pilot10 and the funding of the National Information 
Infrastructure study. 
 
VCIT made use of both unique Canadian technology and individuals.  The VietRice sub-
project made use of Canadian satellite technology.  Throughout the project Canadian 
specialists in such subjects as curriculum development, intellectual property, and 
software marketing, were added to the project on a contract basis as needed (as opposed 
to the traditional consulting approach of using existing team members).  This had the 
effect of ensuring that the Canadian expertise provided met or exceeded the needs of the 
Vietnamese. 

3.4.4 Cost-Effectiveness 

The cost-effectiveness of this project suffered from early high administration costs, which 
were brought into control at the end of year two with a change in management in GAIA.  
In retrospect, sub-projects related to intellectual property and standards should not have 
been pursued because the Vietnamese agencies were not ready or able to make use of the 
work completed.  It is possible that this work will produce results in coming years.   
 
Similarly, the work within the education thrust did not produce the outputs expected.  The 
University support activities did not achieve an output because they themselves could not 
agree on a common vision.  For the MOET IT Master Plan, it appears that the officials 
involved either did not have the appropriate mandate, or else the understanding of their 
mission was not fully comprehended within the Ministry.  For the training and resource 
centre, some equipment was underutilized and did not fully assist in meeting the outputs.   
 
In the last three years of the project, when a common focus became clearer between VEA 
and CEA, results became much more identifiable and cost justified.  Ultimately VCIT did 
achieve the project purpose and resulted in initiatives, such as Directive 58, which clearly 
are elements of achieving the project goal.  
 
When all of the above is weighed in the balance it is apparent that there are some 
activities that could have been forgone that would not have affected the eventual 
achievement of outcomes.  However, it is uncertain how a curtailment of any of these 
activities may have adversely influenced some other output.  The benefits of the project, 

                                                 
10 This was the demonstration of how to use an information database for a provincial government. 
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the positive influence on the application and approach to define IT applications within 
Vietnam, on an socio-economic scale, can be considered to far outweigh the cost.  These 
benefits are being recognized within Vietnam and throughout the ODA community. 

3.4.5 Sustainability 

The sustainability of the project is indicated by the following factors: 
• There now is a critical mass of people in industry and government who understand IT 

policy and are openly promoting Vietnam’s options. 
• Continuing support and involvement of very high level GoV officials. 
• The GoV is seeking a permanent “home” for the IT policy function previously 

performed by VEA. 
• The IT industry’s awareness of export possibilities has increased and some companies 

are continuing to pursue these opportunities without GoV or project support. 
 
The main factor, which may adversely affect sustainability, is the same as that faced by 
developed countries: internal conflicts over responsibility and authority for needed 
policies such as IP and standards.  There is also the risk that Vietnam will not have the 
resources to sustain the momentum created by VCIT. 

3.4.6 Partnership 

There were a number of “partners” involved in the VCIT project including agencies and 
associations in both Canada and Vietnam but, ultimately, accountability for results was 
borne by VEA and CEA with VEA reporting to MOSTE and CEA reporting to CIDA.  
These partnerships, in general, worked well.   The structure of the project called for joint 
management, this in turn required that the CEA and VEA work in transparently and in 
concert.  This method of working jointly was not natural to the Vietnamese and caused 
some undue friction when the VEA went directly to CIDA to “overrule” some actions of 
the CEA.  Some of this may have been avoided if the roles and responsibilities had been 
more clearly set out in the beginning.   
 
In some cases planned activities were either stalled or halted.  This may not have been the 
case if the affected agencies had been more involved in the annual planning process.  
This was not seen as a “natural” way to conduct our affairs in Vietnam.  The substitute 
was for us to rely upon our counterparts to fully express the other agencies needs.  This, 
at times, created interpretations that did not achieve the needs, and hence, probably, 
caused some delays.  Jointly we assumed responsibility for these failures. 
 
The common vision of VCIT remained the LFA and NPIT.  These documents were used 
to develop and maintain focus for the activities.  Once both partners increased their 
understanding of this fact, the transparency improved and the two groups worked more in 
partnership.  As can been seen in Appendix ‘B’, written by the VEA, they have taken 
their share of the responsibility for the results of the project.  
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3.4.7 Innovation and Creativity 

VCIT was an IT Policy project and one of the first of this size and magnitude anywhere.  
There are few case studies or country examples of similar initiatives.  To achieve results 
the project had to be flexible and seize any opportunity to demonstrate approaches.  Some 
of these included: 
• Developing study tour “life cycle” requirements, where TA was required to define the 

purpose of the study tour, then the tour, followed by reports on “lessons learned” and 
how they can be applied to the issue, 

• Sponsoring attendance at world conferences (such as on Y2K and the CIO model), 
• Mounting true consultative workshops (such as industry, IT management models) on 

current issues and then redesigning project activities to help meet identified needs, 
• Sponsoring, and hence being asked to present papers, at major Vietnamese organized 

planning workshops, 
• Encouraging the project administrators to use techno logy in daily activities, 
• Jointly developing an approach to plan and introduce new concepts that became of 

current interest to GoV (such as e-commerce), and 
• Introducing “think tank” concepts to GoV (such as PARG), so that there is a rounded 

review/analysis of issues. 
 
The uniqueness and innovation of this project is best demonstrated by the significant 
interest of other aid agencies in the documentation now available through this report and 
other project initiatives. 

3.4.8 Appropriate Human Resource Utilization 

Significant effort was made by GAIA to ensure that the appropriate level of expertise was 
engaged in this project.  Operating with a relatively small core group of consultants, the 
best of Canadian expertise was contracted on an as needed basis with VEA input and 
approval.  In many cases this expertise was supplied by officials within departments and 
agencies of GoC (i.e. Industry Canada, CRTC, NRC, CRC, Canada Post, Statistics 
Canada, Finance).   
 
During the first few months of the project, the “knowledge” being transferred was 
considered sufficiently weak by the GoV, they wrote to very high levels of CIDA 
requesting that they tackle this problem.  It was during this time that the GoV’s (VEA’s) 
trust of the CEA reached a low, and it took a long time to gain that trust back.  The start 
of resolving this occurred when is when the field director (later Project Director) was 
replaced in the field.  The Vietnamese officials participated in the selection process.  The 
trust was then fully reinstated during the last two years of the project.  

3.4.9 Prudence and Probity 

The financial management of VCIT was low initially, but high in the last few years.  The 
change can be attributed to changes in GAIA management. 
  
The major risk factors in this project were: 
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• Disagreement between MOSTE, VEA, CEA and CIDA on how to proceed.  The late 
understanding of the true context of the NPIT. 

• Involving the appropriate level of Vietnamese decision-makers and beneficiaries. 
• Timely acceptance of progress at the decision-making level to pursue needed 

initiatives (such as intellectual property). 
 
Minimizing the exposure to these risks involved: significant efforts in ensuring consensus 
decision-making at the VEA-CEA level; open dialogue with as many GoV and industry 
interests as possible, and; use of well respected Canadians to inform senior GoV officials. 

3.4.10 Informed and Timely Action 

 
VCIT got off to a slow start because of a lack of true understanding between the 
Canadians and the Vietnamese of the purpose of the project. This was compounded by 
the lack of common understanding of management terms (planning, 
outputs/outcomes/impacts, consulting).  Fundamental differences related to how funds 
should be spent (equipment versus expertise, Canadian in Vietnam versus Vietnamese in 
Canada, the purpose of study tours, etc.) impeded progress in the initial years.  Once the 
issues were clearly identified they were resolved and the project was adapted 
accordingly.   
 
By the end of the project the trust between the partners, some staff realignments, and the 
respect by the VEA of the project director assisted in the CEA receiving good 
information.  With this the decisions on various activities became more direct and their 
effectiveness improved.  
 
UniCon monitored the project.  However, by the time monitor’s reports were issued, 
CEA was already aware of issues and working to resolve them. 


