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Executive Summary

Background
1. In June 2008, the Global Environment Facility (GEF) approved a Medium-Sized Project (MSP)
entitled “Demonstration of Sustainable Management of Coral Reef Resources in the Coastal Waters of
Ninh Hai District, Ninh Thuan Province, Viet Nam”? (GEF ID. 3187), under the framework of the United
Nations Environment Programme (UNEP)/GEF regional project, “Reversing Environmental Degradation
Trends in the South China Sea and Gulf of Thailand” (the “SCS Project”). The overall goals of the SCS
Project were

“to create an environment at the regional level, in which collaboration and
partnership in addressing environmental problems of the South China Sea,
between all stakeholders, and at all levels is fostered and encouraged; and
to enhance the capacity of the participating governments to integrate
environmental consideration into national development planning.”

2. In support of the SCS, the main goal of the Ninh Hai Project was

“to reduce environmental stress on the transboundary water body of the
South China Sea and Gulf of Thailand, through the further elaboration of the
draft Strategic Action Programme and the implementation of a network of
demonstration activities at sites of regional and global significance.”

3. The Project endeavoured to meet this goal by establishing Ninh Hai as a marine protected area
(MPA) to effectively manage 1,070 hectares (ha) of coral reef, including a total of 40 ha of seagrass
through an integrated management plan based on cross-sectorial and participatory management and
demarcation.

4. The Project was divided into three components. The first component focused on improving
area management through cross-sectorial and participatory approaches, that included the
establishment of institutional arrangements for cross-sectorial management; development and adoption
of an Integrated Management Plan including zoning plan; establishment of demarcation and
enforcement of relevant regulations, rehabilitation of some damaged environmental components; and
establishment of a monitoring system for coral reef and seagrass bed habitats, with annual monitoring.
The second component focused on implementation of pilot projects for diverse sustainable Income-
Generation Options (IGOs) and development of a Sustainable Financial Strategy. The third
component focused on building capacity and awareness at national, local, and community levels.

5. The Ninh Hai Project officially commenced in July 2010 and was technically completed in June
2014, after two revisions and extensions. As presented in the UNEP/GEF Project Document, the total
project financing was US$ 935,185.

Scope and Objectives of the Terminal Evaluation

6. This terminal evaluation (TE) has two primary purposes: (i) to provide evidence of results to meet
accountability requirements, and (ii) to promote learning, feedback, and knowledge sharing through
results and lessons learned among UNEP, governments, international and national executing agencies.
Therefore, the evaluation assesses the Project’s performance vis-a-vis its objectives and targets. Italso
identifies the lessons of operational relevance for future project formulation and implementation.

7. The TE focuses on answering the following key questions, based on the Project’s intended goal,
objective, and outcomes:

(i) How successful has the Project been in demonstrating methods of reducing environmental
stress on regionally significant coral reef resources and seagrass habitats connected to the
South China Sea through promoting sustainable utilization of marine and coastal resources of
Ninh Hai waters?

(i) Has the demonstration Project sufficiently exhibited (i) ecosystem benefits: protection of coral

reef and associated habitats; (ii) transboundary benefits: conservation of spawning and nursery
grounds for fish and other marine animals of transboundary significance; and (iii) local benefits:

% This Project is referred to simply as “Ninh Hai Project” or “the Project” throughout this document.
Vi



increased alternative opportunities for sustainable income-generation?

(iii) Has the Project been effective in establishing Ninh Hai as a Marine Protected Area (MPA) and
implementing an integrated management plan that is based on cross-sectorial and participatory
approaches?

(iv) What is the likelihood that the MPA established in Ninh Hai will contribute to national and
regional biodiversity conservation goals, and act as a model for the development of a network of
similar community-based MPAs in Viet Nam and elsewhere?

(v) To what extent did the Project succeed in demonstrating alternative livelihood options that are
designed and implemented to improve the economic situation of the coastal communities while
reducing pressure on the ecosystem of Ninh Hai waters?

(vi) How successful has the Project been in strengthening local capacities in coastal and marine
conservation, biodiversity and socio-economic monitoring, and management of coral reef
habitats?

(vii)What were the most effective strategies used by the Project and what were the key drivers and
assumptions required to influence the achievement of project’s objectives and results?

8. In addition, the TE seeks to present:

o lessons learned from the project, not only in terms of its successes and accomplishments, but
also, regarding any persistent challenges that remained unresolved, and that might require
different approaches to be more effectively addressed; and

e based on lessons learned, any opportunities for replication or scaling-up in future initiatives of
UNEP or other partner agencies.

Methodology
9. The methodology used to conduct the evaluation was straightforward. Information was gathered
by carrying out a desk study; consultations and communications with key informants; a visit to the field
site in Vietham by the senior author; and use of a questionnaire to obtain detailed comments and
feedback from stakeholders about the relative effectiveness of the project in achieving its stated
objectives.

10. In addition, during the Inception Phase of the evaluation, a Theory of Change (ToC) analysis was
conducted, using the Review of Outcome to Impact (ROtI) approach. The reconstructed ToC and ROtI
analysis were revised and refined following further information-gathering during the course of the
evaluation. The ToC/ROtl was employed in order to get an idea of whether this Project would be likely to
meet, or contribute to, the stated project goal. The results of the ROtl analysis are presented within this
report.

The Evaluation

11. Following procedures presented in the UNEP and GEF evaluation guidelines, a set of minimum
evaluation criteria were used as the main yardstick in assessing the Project. The criteria were: (i)
Assessment of Project Objectives and Planned Results; (ii) Assessment of Sustainability and Catalytic
Role; (iii) Assessment of Processes Affecting Attainment of Project Results; and (iv) Complementarities
with UNEP Strategies and Programs. The criteria/indicators used were rated according to a standard
six-point scale rating system.

Results

12. Overall, the project was rated SATISFACTORY (S). A summary of the evaluation findings that
led to this rating, by assessing the prescribed evaluation parameters, is presented in the table below
(Table ES-1).

Table ES-1. Evaluation Summary Table

Criterion Summary Assessment Rating

Project is In line with objective for Subprogramme 3, HS
Ecosystem Management, in UNEP’s Programme of Work
A. Strategic relevance 2014-2015; and consistent with GEF’s Strategic Objective
IW-2 and IW Strategic Programme 1 and Strategic
Objectives 1 and 3

Vii



Criterion

Summary Assessment

Rating

B. Achievement of outputs

All the project outputs were accomplished either in large
part, or in full

C. Effectiveness: Attainment of
project objectives and results

1. Achievement of direct outcomes

Project was able to meet its medium-term outcome of
establishing an MPA in the Ninh Hai District. This is
supported by achieving four direct outcomes.

2. Likelihood of impact

In the ToC/ROtI analysis, the conditions and elements
required for attainment of the desired project impact
(Assumptions, Impact Drivers, and Intermediate States)
were defined. The analysis also ascertained that by the
end of project, these conditions and elements existed or
were coming into place, and thus it is likely that the desired
project impact could be achieved, given adequate time and
sustained efforts by stakeholders. The establishment of the
MPA, covering the Nui Chua National Park, is a significant
accomplishment in the area of coral reef and seagrass
conservation and management in the Ninh Hai district. This
will help pave the way for increasing the area coverage of
these important marine habitats.

3. Achievement of project goal and
planned objectives

The ROt analysis and results score sheet produced a
score of BB, corresponding to LIKELY, indicating that the
goal and objectives of the project are achievable.

D. Sustainability and replication

1. Financial

Project did not fully meet its sustainable financing
objectives through development of livelihood activities, but
was very successful in leveraging substantial government
co-financing

ML

2. Socio-political

Key Government institutions were and still are directly
involved in the implementation of the Project’s
interventions

3. Institutional framework

Management Plan Framework on the Sustainable Use of
Coastal and Marine was approved by the PPC;
government agency representatives continue to be
involved

4. Environmental

MPA has been legally established; infrastructure and
facilities requirements have been put up; and capability
building of technical staff has been accomplished; coral
rehabilitation efforts undertaken

5. Catalytic role and replication

High level of awareness about the Project; stakeholders
generally have had a positive attitude towards its activities;
dedicated website established; support by government, NGOs
and local communities has continued after the closure of the
project.

E. Efficiency

Long delays, slow utilization of funds experienced; two
project extensions requested; incomplete financial
documentation

MU

F. Factors affecting project
performance

1. Preparation and readiness

Several weaknesses in project design included inadequate
timeframe to accomplish numerous project objectives;
weaknesses in baseline data; and deficiencies in M&E
framework

MS

2. Project implementation and
management

PSC and AG helped to facilitate implementation and
management; socioeconomic interventions and
participatory approach were effective

viii




Criterion

Summary Assessment

Rating

3. Stakeholders participation and
public awareness

Project was successful in engaging stakeholders at
provincial and local level; no effort observed for promoting
gender sensitivity

MS

4. Country ownership and driven-
ness

Project well-aligned with key policies on marine
conservation and sustainable development in Vietham e.g.,
Environmental and Fisheries Resources Protection Laws
(2003), Sustainable Development Strategies (2001-2010),
National Biodiversity Action Plan (1995)

National and Provincial governments have assumed
responsibility and ownership for the Project’'s outcomes, by
issuance of targeted policy directives and provision of
budgetary support

Local authorities like the People’s Committee, as well as
the local communities, are actively involved in many law
enforcement and marine rehabilitation works in the District.

5. Financial planning and
management

Utilization of the funds allocated by GEF was slow; at the
end of the project, a surplus of GEF funds still remained;
but project was highly successful in leveraging additional
co-financing.

6. UNEP supervision and
backstopping

Guidance and technical backstopping from UNEP was
effective

7. Monitoring and evaluation

MU

a. M&E Design

M&E design as presented in ProDoc Project Framework
was of a high standard; shortfalls in budgeting for M&E,
and deficiencies in financial monitoring and reporting were
identified

MU

b. M&E Plan Implementation

Inadequate attention and resources given for
implementation of M&E; some documents needed for
evaluation were not provided or were not accessible

MU

Overall project rating

Conclusions

13. The project for Demonstration of Sustainable Management of Coral Reef Resources in the

Coastal Waters of Ninh Hai District, Ninh Thuan Province, Viet Nam was very successful in
implementing a broad range of activities:

e To promote improved area management of a nationally-, regionally-, and globally-significant site

containing valuable coral reef and seagrass resources;

o to develop sustainable livelihoods that could help to reduce pressure on fisheries and other

marine resources; and

o to build awareness of the importance of marine and coastal ecosystems and their attendant
biodiversity, and to promote greater capability on the part of resource managers to more

effectively protect and manage these ecosystems.

14. This was accomplished through a participatory approach that effectively engaged the members

of the local community as active partners in these three important components of the Project.

Lessons Learned

15. Presented here are the key lessons learned from this TE:

i. Creating a strong institutional foundation (e.g., through the formation of the Project Steering
Committee [PSC], Advisory Group [AG], etc.) is a critical pre-requisite to successful project
implementation, and can also provide a basis for longer-term sustainability beyond the life of
the project (see Sections IV.C.3, IV.F.1, and IV.F.3). Ensuring that such institutions are multi-

® The financial information required for the project’s terminal evaluation was not provided by the Funds Management
Officer at UNEP.
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16.

sectorial can improve their efficiency and effectiveness by providing equitable representation
to various interest groups.

The information and data used for development of area management plans, and similar
plans for natural resources or ecosystem management, need to be accurate, up-to-date, and
science-based. The leadership personnel of the Executing Organization successfully applied
this principle in the Ninh Hai project (see Section IV.B.).

Participation and strong involvement of the local community is an important element for
project success. Provision of sustainable livelihood options as income-generating
opportunities is one way in which community members can be given an incentive to take
ownership of the project. At the same time, developing sustainable livelihoods for community
beneficiaries can also provide a basis for sustainable financing for MPAs and other
conservation initiatives (see Sections IV.D.4, and IV.F.2).

Applying the Theory of Change (ToC) and Review of Outcomes to Impacts (ROtl) is a useful
approach to determining the likelihood of achieving project impacts. The method is especially
helpful for predicting impacts for environmental management or improvement projects,
wherein such impacts may not be realized or measurable within a relatively short project
timeframe (see Section III.F).

Many stakeholders voiced the opinion that the Ninh Hai project timeframe was too short to
accomplish all intended objectives. Selection of an appropriate timeframe is a critical aspect
of project design. Selecting a timeframe which is not in line with the scope or magnitude of
the tasks to be accomplished, or which does not match up well with projected time-bound
costs, can resultin delays, poor utilization of funds, and non-accomplishment of targets (see
Section IV.F.).

Appropriate selection of the executing agency is also essential to project success. Since the
Project was science- and research-oriented (as opposed to being a more conventional
economic development project), the selection of Vietnam Academy of Science and
Technology (VAST)/Institute of Oceanography (10) as the executing agency was very fitting.
Furthermore, VNIO demonstrated strong capacity in the technical disciplines required for this
project, and as a result, a successful outcome was possible (see Sections IV.D.2 and
IV.F.1).

Recommendations

Recommendations are formulated as actionable proposals to be used in the project being

evaluated, either in the remaining timeframe or during a follow-on phase with the same/similar
intentionality. A follow-on regional implementation project for the South China Sea, currently being
developed, creates an opportunity to apply the recommendations that have emerged from the Ninh Hai
project. Similar opportunities for applying recommendations from this Project may also be available
through other activities being implemented by the UNEP Coral Reef Management Unit in Bangkok. In
general, because these recommendations are aimed at improving the design of new, related projects
that may be developed in the future, they will need to be applied by project designers at UNEP and GEF

17. The following are the key recommendations that have emerged from this TE:

Due to start-up delays in the Ninh Hai project, intended opportunities for knowledge
exchange and other linkages with the related South China Sea project and other GEF/MSPs
that were part of the program, were considerably curtailed. Nonetheless, the Ninh Hai project
was very successful in developing effective institutional arrangements—the establishment of
strong multi-lateral advisory bodies to guide the project, such as the PSC and AG, was a
major pillar that supported the successful implementation of the project (see sections IV.C.3,
F.1,and F.3). The willingness of the provincial government, through the Provincial People’s
Committee, to lend its support to achieving the project objectives, was also noted. Therefore
itis recommended that the institutional and implementation arrangements developed
in the Ninh Hai project should be used as a model for design and implementation of
similar interventions in Vietham. This could be facilitated by organizing workshops
and cross-visits in which Ninh Hai stakeholders could share their knowledge and
experience with the prospective planners and implementers of new projects.

Discussed in the TE is the fact that the management of the Ninh Hai MPA is within the
responsibility of the NCNP, a nationally-designated protected area that has both terrestrial



and marine components (see Sections 1V.C.1 and IV.C.2). Because of this, the Project
provides a rare opportunity to model approaches for integrated management of a marine
ecosystem and its adjacent terrestrial watershed. It has long been recognized that many of
the impacts to marine and coastal ecosystems (e.g., erosion and siltation, runoff of
agricultural chemicals, urban and industrial pollution, etc.) originate on land rather than in the
aquatic area. Therefore, providing an effective model for integrated coastal zone
management, wherein the activities on land are considered in the context of the potential
impacts that may result in marine and coastal ecosystems, could lead to innovative solutions
for addressing these impacts. It is therefore recommended that future efforts within the
regional South China Sea implementation project include a focus on designing
activities that are intended to address marine-terrestrial interactions in an integrated
manner.

The evaluation found that there were a number of deficiencies in the M&E framework and in
how it was implemented. M&E standards for follow-on projects need to be applied more
stringently. This should include: (i) full compliance with GEF requirements, including
the use of tracking tools; (ii) closer oversight of M&E by UNEP, including filling of
gaps in M&E reporting in PIRs and other periodic progress reports; and (iii) provision
of sufficient budgetary resources to enable the collection of essential information
needed for comprehensive M&E. In so doing, the M&E system will be part of a
feedback loop that be used to identify weaknesses and then make necessary
adjustments to improve project performance.

The Project produced dozens—if not hundreds—of research reports and documents on a
variety of subjects that included biological surveys, management plans, training manuals,
socioeconomic analyses, livelihood development guides, and awareness raising activities. Of
these, only a few were translated into English, and thus it was not possible for the evaluators
to review many of the reports in the project file, because most of them were only available in
Vietnamese. To enhance information-sharing, particularly in the upcoming regional
project, it is recommended that the most relevant key documents and technical
reports are translated into a common medium of understanding, preferably English.
Accessibility to the complete project files (or at least, to a greater proportion of the
documents produced) will also facilitate future project evaluation.

The UNEP Evaluation Office further recommends that the Executive Summary of this
Terminal Evaluation Report be translated into Viethamese language in order that the
findings can be disseminated to a wider stakeholder base by the project team and the
UNEP Task Manager.

Xi
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l. Introduction

1. In June 2008, the Global Environment Facility (GEF) approved a Medium-Sized Project (MSP)
entitled “Demonstration of Sustainable Management of Coral Reef Resources in the Coastal Waters
of Ninh Hai District, Ninh Thuan Province, Viet Nam™ (GEF ID. 3187), under the framework of the
United Nations Environment Programme (UNEP)/GEF regional project, “Reversing Environmental
Degradation Trends in the South China Sea and Gulf of Thailand” (the “SCS Project”). The overall
goals of the SCS Project were:

“to create an environment at the regional level, in which collaboration and
partnership in addressing environmental problems of the South China Sea,
between all stakeholders, and at all levels is fostered and encouraged; and to
enhance the capacity of the participating governments to integrate
environmental consideration into national development planning.”

2. In support of the SCS, the main goal of the Ninh Hai Project was:

“to reduce environmental stress on the transboundary water body of the South
China Sea and Gulf of Thailand, through the further elaboration of the draft
Strategic Action Programme and the implementation of a network of
demonstration activities at sites of regional and global significance.”

3. The Project endeavoured to meet this goal by establishing Ninh Hai as a marine protected area
(MPA) to effectively manage 1,070 hectares (ha) of coral reef, including a total of 40 ha of seagrass
through an integrated management plan based on cross-sectorial and participatory management
and demarcation.

4. The Project was divided into three components. The first component focused on improving
integrated area management through cross-sectorial and participatory approaches, that include
the establishment of institutional arrangements for cross-sectorial management, development and
adoption of an Integrated Management Plan including zoning plan; establishment of demarcation
and enforcement of relevant regulations, rehabilitation of some damaged environmental
components; and establishment of a monitoring system for coral reef and seagrass bed habitats,
with annual monitoring. The second component focused on implementation of pilot projects for
diverse sustainable Income-Generation Options (IGOs) and development of a Sustainable
Financial Strategy. The third component focused on building capacity and raising awareness at
national, local, and community levels.

5. The Ninh Hai Project officially commenced in July 2010 and was completed in June 2014, after two
revisions and extensions. The total GEF contribution to the project was US$406,900, with an
estimated co-financing contribution (including in-kind) of US$528,286, for a total estimated project
cost of US$935,186.

1. The Evaluation
A. Scope and objectives of the evaluation

6. In December 2014, the Evaluation Office (EQ) of UNEP contracted an independent Evaluation
Specialist® to conduct the Terminal Evaluation (TE) of this Project.

* This Project is referred to simply as “Ninh Hai Project” or “the Project” throughout this document.
5 UNEP contracted Mr. James T. Berdach to undertake the evaluation. With the agreement of UNEP, Mr. Berdach
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10.

The TE has two primary purposes: (i) to provide evidence of results to meet accountability
requirements, and (ii) to promote learning, feedback, and knowledge sharing through results and
lessons learned among UNEP, governments, international and national executing agencies.
Therefore, the evaluation assesses the Project’s performance vis-a-vis its objectives and targets. It
also identifies the lessons of operational relevance for future project formulation and
implementation.

The TE focuses on answering the following key questions, based on the Project’s intended goal,
objective, and outcomes:

(i) How successful has the Project been in demonstrating methods of reducing environmental
stress on regionally significant coral reef resources and seagrass habitats connected to the
South China Sea through promoting sustainable utilization of marine and coastal resources
of Ninh Hai waters?

(i) Has the demonstration Project sufficiently exhibited (i) ecosystem benefits: protection of
coral reef and associated habitats; (ii) transboundary benefits: conservation of spawning and
nursery grounds for fish and other marine animals of transboundary significance; and (iii)
local benefits: increased alternative opportunities for sustainable income-generation?

(iii) Has the Project been effective in establishing Ninh Hai as a Marine Protected Area (MPA)
and implementing an integrated management plan that is based on cross-sectorial and
participatory approaches?

(iv) What is the likelihood that the MPA established in Ninh Hai will contribute to national and

regional biodiversity conservation goals, and act as a model for the development of a
network of similar community-based MPAs in Viet Nam and elsewhere?

(v) To what extent did the Project succeed in demonstrating alternative livelihood options that
are designed and implemented to improve the economic situation of the coastal
communities while reducing pressure on the ecosystem of Ninh Hai waters?

(vi) How successful has the Project been in strengthening local capacities in coastal and marine
conservation, biodiversity and socio-economic monitoring, and management of coral reef
habitats?

(vii) What were the most effective strategies used by the Project and what were the key drivers

and assumptions required to influence the achievement of project’s objectives and results?
In addition, the TE seeks to present:

lessons learned from the project, not only in terms of its successes and accomplishments, but also,
regarding any persistent challenges that remained unresolved, and that might require different
approaches to be more effectively addressed; and

based on lessons learned, any opportunities for replication or scaling-up in future initiatives of
UNEP or other partner agencies.

The Terms of Reference (TOR) for conducting the terminal evaluation are presented in Annex 1.

B. Methodology

11.

This TE was carried out in close coordination with, and under the supervision and direction of, the
UNEP Evaluation Office in Nairobi, Kenya. The methodology used to conduct the evaluation was

subcontracted the services of Dr. Lope A. Calanog to provide assistance with the evaluation and as a co-author. Mr. Berdach
and Dr. Calanog have worked collaboratively in the preparation of the evaluation report. Mr. Berdach retains final authority
and responsibility for the technical content and quality of the evaluation.
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12.

13.

14.

(
(
(
(

straightforward. Information was gathered by carrying out the following activities:

0] A desk study was conducted, that included review of key project documents, and research
based on internet online resources. Key project documents reviewed were (among others): (a) the
Project Document (ProDoc); (b) the GEF Request for Funding; (c) the Project Cooperation
Agreement (PCA) that outlines the general framework on how the Project will be implemented; (d)
Project Implementation Reports (PIR); and (e) Project Final Report (PFR). Online research was also
conducted to meet secondary data- and information-gathering needs. Principle documents and
references utilized in the course of the evaluation are listed in Annex 2.

(i) Consultations and communications with key informants were conducted through telephone
(and Skype) calls and e-mail. The names of persons contacted are found in Annex 3.

(iii) A visit to the field site in Vietham was conducted by the principal evaluator, during which
consultations were held with project implementers, beneficiaries, and other key stakeholders, and
direct observations of biophysical and socioeconomic conditions relevant to the project were made.
An annex that presents the evaluation programme during the site visit, consisting of a schedule of
the activities carried out during the mission, is found in Annex 4.

(iv) A questionnaire was prepared in English, translated to Vietnamese, and distributed to
stakeholders. In the questionnaire, stakeholders were requested to provide comments and
feedback about the relative effectiveness of the project in achieving its stated objectives. Of the 33
questionnaires distributed, 17 were completed and returned. The data and information generated
were compiled, tabulated and graphed using the software, “Statistical Packages for Social
Sciences,” or SPSS. Simple descriptive statistics (i.e., frequencies and percentage) were employed
in analysing and interpreting the data and information generated. The English and Vietnamese
versions of the questionnaire are attached in Annex 5, and a detailed discussion of the statistical
analysis is presented in Annex 6.

In addition, during the Inception Phase of the evaluation, the Theory of Change (ToC) of the project
was reconstructed, and a Results of Outcomes to Impact (ROtl) analysis was conducted, in order to
get an idea of how this Project was intended to meet, or contribute to, the desired goal:

“to reduce environmental stress on the transboundary water body of the South
China Sea and Gulf of Thailand, through the further elaboration of the draft
Strategic Action Programme and the implementation of a network of
demonstration activities at sites of regional and global significance.”

The reconstructed ToC and ROtl analysis were revised and refined following further information-
gathering during the course of the evaluation. The results of the reconstructed ToC and ROtI
analysis are presented within this report.

Following the procedures prescribed in the UNEP and GEF evaluation guidelines, a set of minimum
evaluation criteria, grouped into the following four categories, were used as the main yardstick in
assessing the Project:

i) Assessment of Project Objectives and Planned Results;

i) Assessment of Sustainability and Catalytic Role;

i) Assessment of Processes Affecting Attainment of Project Results; and
iv) Complementarities with UNEP Strategies and Programs.
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15.
16.

The criteria/indicators used were rated according to a standard six-point scale rating system.®

In addition to Annexes 1-6 mentioned above, several other required annexes are attached to this
report. These are: Annex 7: Summary of Co-Finance Information and Statement of Project
Expenditures; Annex 8: Matrix for the Assessment of the Quality of Project Design; and Annex 9:
Brief CVs of the Consultants.

C. Limitations of the evaluation

17. There were several limiting factors that hampered efforts to acquire the information needed for a
more complete and comprehensive evaluation. These included the following:

(@) Field mission: budget for the field mission was limited, and as a result, the amount of time
available for the evaluator to spend in the field was also limited. The schedule for meetings and
consultations was compressed. It was felt that, had additional budget and time been allocated
for this part of the evaluation, it would have been possible to obtain more detailed information
that would have added significant value, and made the analysis more robust.

(b) Language: Most of the outputs of the project, including technical and administrative reports,
were produced in Vietnamese. For a few reports, executive summaries or abstracts were
prepared in English. A far smaller number of reports were available in a full English-language
version. The relatively small number of documents that were available in English made it quite
difficult for the evaluators to access information from the project documents, review their
content in an effective manner, and assess their quality. Similarly, during the field activity, much
of the discussion taking place was in Vietnamese. While a staff person of the 10 was assigned
to help the evaluator to understand the discussion, there were still significant gaps that
occurred in translation and interpretation. This also limited the transfer of information from the
stakeholders to the evaluator.

(c) Communications with key personnel: In some cases, despite the conscientious efforts of the
evaluators to communicate with and obtain data from key personnel, it was not possible to
obtain the required information. This has resulted in some gaps in the evaluation, which cannot
be filled without obtaining the necessary input from these stakeholders.

M. The Project

A. Context

18. The Ninh Hai Project was developed and implemented under the framework of the UNEP/GEF
project entitled “Reversing Environmental Degradation Trends in the South China Sea and Gulf of
Thailand”. It aims to demonstrate a set of stress reduction measures effective at a regionally
significant coral reef habitat in Ninh Hai District, Vietnam.

19. The overall goal of the Ninh Hai project is to reduce environmental stress on the transboundary
water body of the South China Sea and Gulf of Thailand through the further elaboration of the draft
Strategic Action Programme and the implementation of a network of demonstration activities at sites
of regional and global significance.

20. Of several potential candidate sites considered for implementation of pilot and demonstration

activities, the Ninh Hai site (see location map, Figure 1) was selected due to its unique biophysical

® The six-point scale is used to evaluate various criteria according to the following scoring: Highly Satisfactory (HS);
Satisfactory (S); Moderately Satisfactory (MS); Moderately Unsatisfactory (MU); Unsatisfactory (U); Highly Unsatisfactory
(HU). Sustainability is rated on a similar six-point scale from Highly Likely (HL) to Highly Unlikely (HU).
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21.

22.

23.

features. Ninh Hai hosts extensive and diverse fringing coral reefs covering more than 2,300 ha, the
result of favourable physico-chemical conditions of sea temperature, water clarity, and sediment
levels. These well-developed fringing reefs are rare or absent in other parts of Vietham, and hence
provide a high degree of complementarity to the developing national MPA network. The fringing
reefs of Ninh Hai are in relatively good condition (average live coral cover > 25%), comprised of
some 310 species from 60 genera of reef-building coral, including 11 species and one genus
(Scapophyllia) previously unknown from the western South China Sea. Coral community structure
shows considerable differences with other reefs in Vietnam. In large part due to the efforts
undertaken in the Project, these reefs are now protected within the Nui Chua National Park together
with the adjacent dry coastal forest ecosystem—one of very few examples of integrated
conservation management of a terrestrial-coastal marine ecosystem in Vietnam or indeed
Southeast Asia. The regular presence of cool water upwelling during the summer months may
provide some resiliency and protection against future reef degradation and extensive coral die-off
from ‘bleaching’ due to extended episodes of elevated sea temperatures. These reefs may thus aid
in replenishment of other reefs, via dispersal and recruitment of corals locally and regionally.’

Prior to the initiation of the project, mechanisms for the management of the area’s natural resources
were complicated. While Nui Chua National Park, upgraded from a national reserve to National
Park in 2003, incorporates a marine component of 7,352 ha, due to a lack of management capacity,
management previously focused mainly on the terrestrial area of the park. The marine component
had been managed by the Sub-department of Fisheries Protection under the Ninh Thuan
Department of Fisheries. Due to staff shortages and a low operational budget, the sub-department
had insufficient capacity to manage the area.

In addition, prior to the project, local fishing pressure, especially due to such harmful practices as
illegal dynamite fishing, was causing resource depletion and ecological damage within the coral reef
ecosystem of Ninh Hai. It was the objective of the project to address this threat by improving the
economic conditions within local communities through sustainable alternative livelihoods such as
aquaculture and ecotourism. Such alternative livelihood options were designed and implemented to
improve the economic situation of the coastal communities while reducing pressure on ecosystems.

Thus the coral reefs and associated seagrasses within the Ninh Hai area constitute an important
biodiversity resource, at an appropriate site for trial and demonstration of a range of interventions to
promote their protection and improved management.

" Si Tuan Vo, Lyndon DeVantier, Hua Thai Tuyen and Phan Kim Hoang.18 July 2014. Ninh Hai waters (south Vietnam): a
hotspot of reef corals in the western South China Sea. Raffles Bulletin Of Zoology 62: 513-520:
http://zoobank.org/urn:Isid:zoobank.org:pub:9303FC78-2581-432A-A367-0143336CCF49
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Figure 1. Map of the Project Area
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B. Project objectives and components

24. The Project aims to demonstrate integrated management of regionally significant coral reef and
seagrass habitat in a district in Vietnam that is connected to the South China Sea for the prevention
of future ecosystem degradation and promotion of sustainable utilization of coastal resources at the
site. In so doing, it establishes a marine protected area (MPA) for the effective management of
1,070 ha of coral reef, including a total 40 ha of seagrass at Ninh Hai District, through the
application of a cross-sectorial and participatory management scheme, integrated management
plan, and demarcation.

25. The Project has three (3) components:

e Component 1 focuses on “improving area management through cross-sectorial and participatory
approaches;”

o Component 2 implements “pilot projects on diverse sustainable income-generation options;” and
e Component 3 deals with “capacity building and awareness raising.”
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26.

Each project component has a specific targeted outcome, as well as outputs which are to be
achieved through the implementation of a defined set of activities.

C. Implementation arrangements

27.

28.

29.

30.

31.

The Ninh Hai Project was designed in accordance with the agreement made by the Inter-
governmental Steering Committee of the UNEP/GEF SCS Project and the Government of Vietnam,
particularly the Vietham Environment Protection Agency (VEPA) under the Ministry of Natural
Resources and Environment (MoNRE).

The Institute of Oceanography (10O) served as the Project Executing Organization, and worked
closely with UNEP, the designated GEF Implementing Agency. The 10 took charge of the overall
execution of the Project, and prepared and submitted progress and financial reports to UNEP. It
coordinated the activities of the various management groups, such as the Project Steering
Committee (PSC), Advisory Group (AG) and the Demonstration Site Coordinating Unit (DSCU). The
PSC, composed of eleven (11) members from various government offices, was created to ensure
that a cross-sectorial and participatory management approach was applied in the implementation of
the Project. The DSCU on the other hand coordinated the site-level, day-to-day operations of the
Project. The Project AG, also with 11 members from a range of scientific and technical institutions,
provided technical advice to the DSCU.

As the Specialized Executive Agency of Coral Reefs (SEA-CR) sub-component of the SCS Project,
the 10 was also responsible for ensuring the close communication and collaboration between the
Project and key elements of the SCS Program.

Government institutions that were (or still are) directly involved in implementation are: Institute of
Oceanography (10); Ninh Thuan Province — Department of Agriculture and Rural Development
(DARD), Department of Science and Technology (DOST), Sub-Department of Fisheries Protection
(Sub-DOFP), Department of Culture, Sports and Tourism (DCST), Department of Natural
Resources and Environment (DoNRE), and Aquatic Resources Protection and Development of the
Department of Capture Fisheries and Resources Protection; Ninh Hai District's People’s Committee;
Command Board of Ninh Thuan Border Guard; Nui Chua National Park (NCNP); Center for Eco-
tourism and Environmental Education — NCNP; Khanh Hoa Association of Marine Science and
Technique (KAMST), Center for Education and Communication of Environment (CEACE) — Ministry
of Natural Resource and Environment (MoNRE); and Ninh Thuan Directorate of Border Army.

With regard to other institutions, the Project partners were: Khanh Hoa Environmental Protection
Association; World Wildlife Fund (WWF); Nha Trang Bay MPA Management Board; and People’s
Committee of Vinh Hai Commune, Ninh Hai District.

D. Project financing

32. The Project had a total cost of US$ 935,185. Forty four percent (44%) of the total came from the
GEF Trust Fund (US$406,900), while the Government of Vietnam put up some 45%, or
US$417,591. The remaining 11 per cent (US$110,695) came from in-kind contributions of national
and provincial government agencies and local community contributions. See Table 1 below for the
details.

Table 1 Project Costs
Costs Us$ %
1.Cost to the GEF Trust Fund 406,900 44

2. Co-Financing
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Cash

Nui Chua National Park 376,009 40

Ninh Thuan Department of Science and Technology 19,430 2

Ninh Thuan Sub-Dept. of Fisheries Protection 22,152 3
Sub-total 417,591 45
In-kind

Various National and Provincial Agencies and Local Communities 110,695 11
Sub-total 110,695 11
Total 935,185 100

E. Milestones in project design and implementation

33. Key timelines and milestones for the project were scheduled during the initial planning phase.
These were relatively broad (see Table 2), and while the project logframe is detailed in its
articulation of outputs, outcomes, indicators and assumptions, specific milestone dates tended to be
incorporated into annual plans at the component level. As noted in the Mid-Term Review of the
project, specific targets and milestones largely appeared as end-of-project targets in the Logframe.

Table 2 Key Dates in Project Design and Implementation

Milestone Planned Date Actual Date

GEF Approval Date 05 June 2008 05 June 2008

Implementation Start 2005* 2010*

Mid-term Review December 2011 January 2013

Completion Date 31 December 2012 December 2014

* Actual dates need to be verified by UNEP
F. Reconstructed Theory of Change (ToC) of the Project

34.

35.

36.

37.

The Project’s overarching goal is to “reduce environmental stress on the transboundary water body
of the South China Sea and Gulf of Thailand, through the further elaboration of the draft Strategic
Action Programme and the implementation of a network of demonstration activities at sites of
regional and global significance” The desired project impact is “increased area of coral reefs and
seagrass beds and diverse and abundant associated species.” The achievement of the goal and
impact will take time to realize and cannot be measured within the life of the Project.

Figure 2 shows the visual model or pathway on how the goal/desired impact of the Project can be
achieved taking into consideration the conditions of various elements, such as activities and
outputs, outcomes, assumptions, impact drivers, and intermediate states.

For the reconstructed ToC, four direct outcomes and one medium-term outcome were identified
from the implementation of various activities and delivery of outputs by the Project. The activities
and outputs are grouped according to the three main components of the Project:

For Output 1: Integrated Area Management, the activities/accomplishments are:

Project Steering Committee (PSC), Advisory Group (AG), and Demonstration Site Coordinating Unit
(DSCU) established
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38.

39.

40.

41.
42.

43.

w

Integrated Management Plan, guidelines, and relevant regulations formulated
Zoning and law enforcement mechanisms put in place

Reforestation, coral transplantation, and reef enrichment schemes initiated
Benchmarks for marine conservation/rehabilitation monitoring established

For Output 2: Alternative Livelihoods and Sustainable Financing, the activities implemented are:
Pilot projects on IGOs implemented
Framework for sustainable financing of MPA identified

Finally, for Output 3: Knowledge and Management Capability, the accomplished activities are:
IEC (Information, Education and Communication) materials on coral reef management disseminated

Awareness raising workshops on sustainable use of coral reefs and seagrass bed resources
implemented

Training and workshops on coral reef and seagrass bed management conducted
Information- and experience-sharing schemes on coral reef management established

From the above, four direct outcomes would result. These are:

Integrated area management system for MPA established and demonstrated through cross-
sectorial participation;

Income of local community increased;
Financing for MPA increased; and

Management capacity of MPA authorities improved and strengthened, with strong support from local
communities.

The intended medium-term outcome of the project is an established MPA in Ninh Hai District.

These OUTPUTS and OUTCOMES will not guarantee, however, the realization of the desired
impact/goal of the Project over time, since other changes might need to happen in between
outcomes and impact (called intermediate states) and several external factors and conditions need
to be in place as well (called impact drivers and assumptions).

Four (4) transitional conditions (Intermediate States, or IS) are identified as necessary to achieve
the desired impact and goal of the Project:

IS1. The MPA management scheme must be institutionalized® and mainstreamed into the
national and local governance systems;

IS 2. There should be stable and sustainable sources of income for the local community;
IS 3. There should be stable and sustainable financing for MPA operation; and

IS4. The number of MPA authorities increased; should be made committed and responsible and
they should also be backed up by strong and active participation of local communities.

8 Institutionalized means the MPA management scheme is well-entrenched in the cultural, social and political make-up of the
Ninh Hai district.
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44.

45.

46.

47.

Several external factors are needed to put in place these transitional conditions or intermediate
states. These factors (Impact Drivers [ID], and Assumptions [A]) are identified according to the
different Project outcomes discussed above. As shown in Figure 1, some of these ID and A are
shared, and a combination of them would be necessary to achieve a particular IS. These are
presented in detail below.

For IS 1, three (3) impact drivers (ID) and two assumptions (A) are necessary:
ID: Zoning, law enforcement, monitoring, and other regulatory measures are well executed
ID: Science-based studies fully mainstreamed in the integrated management plans

ID: IGO projects sustained and harnessed/designed and identified financing schemes for MPA
operation supported and implemented

A: Other authorities, stakeholders, and local communities collaborated and actively involved in coral
reef and seagrass rehabilitation and management

A: Adequate resources made available for capacity building activities, and awareness raising on
coral reef and seagrass management

For IS 2, the following impact drivers (ID) and assumptions (A) are identified:

ID: IGO projects sustained and harnessed/designed and identified financing schemes for MPA
operation supported and implemented

ID: Zoning, law enforcement, monitoring, and other regulatory measures well executed
A: More IGO-related projects implemented by partners / other agencies

Finally, for IS 3, the two important impact drivers (ID) and two assumptions (A) necessary for the IS
conditions to be put in place are:

ID: More IEC materials produced and disseminated to wider users / clientele

ID: Relevant training, seminars, workshops conducted and capacity building strategies carried out
continuously

A: Other authorities, stakeholders, and local communities collaborated and actively involved in coral
reef and seagrass rehabilitation and management

A: Adequate resources made available for capacity building activities, and awareness raising on
coral reef and seagrass management



Figure 2. Theory of Change diagram showing linkages
of various elements in achieving the Project impact

and desired goal
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48.

49.

IV. Evaluation Findings

This section presents the findings of the terminal evaluation, which was conducted according to
the guidance provided in Section I1.4 of the TORs. The underlying and fundamental requirement
for the evaluation is that it be based on factual evidence relevant to the questions asked, and
sound analysis and interpretations of such evidence.

For this evaluation, the overall rating assigned for the Ninh Hai project is SATISFACTORY (S).
The paragraphs that follow present the specific criteria that were evaluated and the individual
ratings that were given for each. Collectively, the ratings for these criteria provide the basis for
the overall evaluation rating.

A. Strategic relevance

50.

51.

52.

53.

54.

Facing the South China Sea and Gulf of Thailand, the coastal waters of Vietham are considered
of global significance as a reservoir of tropical marine biodiversity. They serve as habitats and
nesting sites of globally and regionally important endangered sea turtles such as Chelonia
mydas, Eretmochelys imbicata, and Caretta caretta, as well as several species of giant clams,
including Tridacna squamosa and Tridacna crocea. These areas are also home to economically-
important fish species such as mackerel (Scomberomorus sp.) and tuna (Auxis sp.). Because of
this ecological importance, the Project's demonstration site in Ninh Hai District was ranked
second among the demonstration sites assessed under the framework of the UNEP-GEF South
China Sea (SCS) Project.

Despite this importance, however, the coastal waters of Ninh Hai District have not been spared
from pressures exerted by a burgeoning human population, many of whom are dependent on
fisheries and other aquatic resources for their livelihood. This Project, therefore, is particularly
relevant in showcasing workable management strategies and income generating projects that
will both address the need to properly manage a globally significant marine area, and at the
same time, provide livelihood opportunities to coastal communities that are heavily dependent
on coastal and marine resources.

The objective for Sub-programme 3, Ecosystem Management, as articulated in UNEP’s
Medium-term Strategy 2010-2013 is as follows:

“Countries utilise the ecosystem approach to enhance human well-being.”

For this objective, the strategy places emphasis on stakeholder participation and application of
an ecosystem-based approach. The Project was intended to help improve the management of
the coastal waters of the Ninh Hai District through cross-sectorial and participatory approaches;
to reduce the pressure on the coral ecosystems through sustainable livelihood projects; and to
increase the knowledge and skills on the management of coral reef habitats. These aims are
very much within the defined outputs of UNEP’s Sub-programme 3, specifically under expected
accomplishments: (a) capacity of the countries and the regions to integrate an ecosystem
management approach into development and planning processes increasingly enhanced; and
(b) countries and regions have the capacity to utilize ecosystem management tools.

In addition, the Ninh Hai Project was also perceived as very consistent with GEF’s Strategic
Objective IW-2 “to catalyse transboundary action addressing water concerns” and IW Strategic
Programme 1 “Restoring and sustaining coastal and marine fish stocks and associated
biological diversity” during the Project conceptualization period. At present, under the GEF 6, the
Project remains very relevant, particularly in GEF’s International Waters (IW) Strategic
Objectives 1 and 3, i.e., to “catalyse sustainable management of transboundary water
systems...” by supporting multi-state cooperation through foundational capacity building,
targeted research, and portfolio learning”, and to “enhance multi-state cooperation and catalyse
investments to foster sustainable fisheries, restore and protect coastal habitats, and reduce
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55.

pollution of coasts and LMEs,” respectively. The project was to develop one of the
demonstration sites of integrated management of a regionally significant coastal ecosystem
within the transboundary water body of the South China Sea and Gulf of Thailand. The Project
also addresses two of the IW'’s seven Strategic Programmes, namely: (No.1) Foster cooperation
for sustainable use of transboundary water system and economic growth; and (No. 6) Prevent
the loss and degradation of coastal habitat.

In light of these factors, the Ninh Hai Project has been, and continues to be, of high strategic
relevance. Therefore, this criterion is accorded a positive rating of HIGHLY SATISFACTORY
(HS).

B. Achievement of outputs

56.

57.

As mentioned in the Project final report, eleven (11) outputs were identified, that are targeted as
part of the Project results framework. These outputs (by Component) were as follows:

Component 1: Improving Area Management Through Cross-Sectorial and Participatory

Approaches

Output 1.1. Institutional arrangements for cross-sectorial management

Output 1.2. Development of Integrated Management Plan with involvement of local communities:
1.2.1. Surveys on biodiversity, fisheries production and socio-economic conditions and 1.2.2.
Preparation and adoption of Integrated Management Plan

Output 1.3. Demarcation, enforcement and surveillance at the project site with involvement of
local communities

Output 1.4. Rehabilitation of some damaged environment implemented with community
participation

Output 1.5. Monitoring of habitats and resources of coral reefs and seagrass beds established

Component 2: Pilot Projects on Sustainable Income Generation Options

Output 2.1. Pilot projects on diverse sustainable income-generation options (IGO) developed
and demonstrated

Output 2.2. Development of Sustainable Financial Strategy for MPA

Component 3: Capacity Building and Awareness Raising

Output 3.1. General public awareness raising materials are prepared and disseminated

Output 3.2. Training workshops on awareness raising on sustainable use of coral reefs and
seagrass beds resources targeting policy-makers, government officials and community
representatives are convened

Output 3.3. Training workshops on professional skills on coral reefs and seagrass bed
management are convened

Output 3.4. Exchange of information and experience with other relevant habitats management
sites implemented

Review of the project documents indicates that the Ninh Hai Project generally accomplished all
these outputs. During the course of the site visit conducted as part of the TE, discussions with
local stakeholders reinforced this positive impression. Therefore, for this criterion, the Projectis
given a rating of SATISFACTORY (S). The results for the eleven outputs, presented according
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to the three components, are described below.

58. It should be noted that the maijority of the reports and other documents listed below are in
Vietnamese and due to language and time limitations it was not possible for the evaluators to
review their content or assess their accuracy and quality. However, the large number of survey
reports, plans, studies and guidelines prepared is in itself testament to the fact that the project
was quite productive. Also given the fact that the leadership of the executing agency showed a
high degree of dedication and adherence to scientific principles and best practices in conducting
the project, it may be reasonably assumed that these reports and documents are of satisfactory
quality.

Component 1: Improving Area Management Through Cross-Sectorial and Participatory

Approaches

Output 1.1. Institutional arrangements for cross-sectorial management

59. Although delayed by about six months after signing of the Project Cooperation Agreement (PCA)
on 6 July 2010, the Project Steering Committee (PSC) was established with 11 members from
various government agencies. The Director of the IO served as the Chairman. The PSC met as
scheduled and was able to effectively perform its mandated tasks. Among others, the major
output of the PSC was the formulation of the “Management Plan Framework on the Sustainable
Use of Coastal and Marine Resources in Ninh Hai and Thuan Bac Districts, Ninh Thuan
Province 2020,” which has been formally adopted by the Provincial People’s Committee (PPC)
through the Decision 358/QD-UBND of 23/10/2014. The management plan will be used as the
blueprint in continuing the implementation of various activities established by the Project.

60. Similarly, a Project Advisory Group (AG) was established, also with 11 members coming from a
range of institutions and government agencies. The AG met at least three times and was able to
provide advice on the formulation of various management plans and alternative livelihoods
particularly for the Project’s four sub-sites.

61. A Demonstration Site Coordinating Unit (DSCU) was also created to help ensure that activities
at the sub-site level would be properly coordinated.

Output 1.2. Development of Integrated Management Plan with involvement of local
communities: 1.2.1. Surveys on biodiversity, fisheries production and socio-economic
conditions and 1.2.2. Preparation and adoption of Inteqrated Management Plan

62. The Project commissioned the implementation of various biological, physical, and socio-
economic assessments and related scientific studies that were used in the formulation of several
integrated management plans for the Ninh Hai District and related management plans for the
sub-sites. Among others, these studies include the following: (a) biodiversity assessment
conducted in 2012; (b) assessment of socio-economic & fisheries production conducted in 2012;
(c) assessment of coastal water quality conducted at 10 stations in September, 2011 and
February, 2014; (d) assessment of water quality discharged to the sea: rivers and streams (4
sites), underground waters (6 sites); wastewater (7 sites at market, fishing posts, and resident
places); and (e) detailed survey for sub-sites (Hon Chong, Bai Thit, Vinh Hy & Bai Thung)
conducted in 2012 & 2013. All the data and information generated were stored in a GIS
database, which is continuously being populated and updated. This specific output was also fully
accomplished.

Output 1.3. Demarcation, enforcement and surveillance at the project site with
involvement of local communities

63. This output was successfully achieved by the Project. Specific accomplishments are as follows:
(a) zoning and regulation for fisheries management and restoration at sub-sites developed at
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Hon Chong (June 2012), Bai Thit (August 2012); (b) zoning & guideline for sustainable tourism9
for Vinh Hy sub-site (March 2014); (c) rezoning of and relevant regulation for marine component
of Nui Chua NP finalized in Nov. 2014; (d) enforcement & surveillance conducted regularly using
co-finance by Fisheries Sub-Department at the district level; (e) daily enforcement & surveillance
conducted by local volunteer groups at the sub-sites; and (f) setting up of a community-based
network of violence reporting (hotline), being coordinated by NCNP for Bai Thit since 2012 & by
Sub-DOFP for Hon Chong in 2012.

Output 1.4. Rehabilitation of some damaged environment implemented with

community participation

Under the Project, reforestation of 110 ha and maintenance of 223.5 ha of 2-3 year old forests
was accomplished. A total of 88 fragments of 7 hard coral species were transplanted at Bai Coc
& Bai Cau sites, and a total of 1,140 fragments of 8 hard coral species were transplanted in a
350-sq m marine area in Hon Chong, and in a 100-sq m marine area in Vinh Hy. Some 30 sea
anemones and 150 anemone fishes were released on reefs for enrichment of reef area. For
practically all these activities, local stakeholders were actively involved, particularly through
Information, Education and Communication (IEC) campaigns. One minor weakness was the
failure to report specifically, in project documents, how each of these various activities would
contribute to the improved management of 1,070 ha of coral reefs and 40 ha of seagrass beds.

Output 1.5. Monitoring of habitats and resources of coral reefs and seagrass beds

established

For habitat and resource monitoring, seven monitoring activities were completed from 2012 to
2013, including 2 for corals, 2 for seagrass bed ecosystems, 1 for fishery production, and 2 for
socio-economic assessments. Monitoring systems were put in place to record changes in coral
cover, fish biomass in the protected sites, and occurrence of target species in the benthic
fishery. In addition, monitoring of socio-economic conditions, including changes in fishing effort,
use of diversified gear, and benefits of new livelihood opportunities such as ecotourism, were
also undertaken. Based on results of the monitoring activities, seven recommendations were
submitted to the PSC and NCNP to improve management and sustainable use of coral reefs.

During the implementation of the Project, monitoring activities were carried out via subcontracts
with Project partners. For coral reefs, monitoring was implemented at permanent monitoring
sites that had been previously established in 2006 with funding from the provincial government.
In addition, under the Project, coral reef monitoring was also conducted at three newly-
established permanent sites, including Bai Thit, Hang Rai and Hon Chong. For coastal water
quality, monitoring was undertaken at 11 new permanent monitoring sites that were established
for Ninh Hai coastal waters. The monitoring sites are at sensitive locations where receiving
waters are subject to potential impacts from the mainland, such as near outlets of Lo O, Nuoc
Ngot stream, agricultural areas of Thai An, My Hoa, and My Tan Pier. Socioeconomic monitoring
was done at 7 hamlets of Vinh Hai and Thanh Hai province. Basic socioeconomic indicators and
fisheries (harvesting) data were recorded for the years 2013 and 2014.

As can be gathered from the description provided here, many of the monitoring activities were
performed directly by the project through subcontractors. However, in a number of cases,
permanent monitoring sites were set up (some even without the support of the project, and
preceding it). This gives some level of confidence that monitoring of these sites could more
readily be institutionalized and continued in the future.

® The "Guideline for Sustainable Tourism", included in the Joint Sustainable Tourism Management Plan for Vinh Hy
Subsite, 2013 — 2015, was published in Vietnamese. It was distributed to local communities and all relevant sectors that
are involved in activities in Vinh Hy Bay (i.e., NCNP, Forest Protection Station, 404 Border Guard Station, Hamlet
Management Boards, tourism operators). The guideline is being well utilized. NCNP has also delivered a plan for tourism
management at 3 sites in the park,
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Component 2: Pilot Projects on Sustainable Income Generation Options

68.

69.

70.

71.

72.

Output 2.1. Pilot projects on diverse sustainable income-generation options (IGO)
developed and demonstrated

Several pilot projects on diverse sustainable income-generation options (IGO) were developed
and demonstrated in the sub-sites, following a series of consultation workshops held with local
communities. These IGO projects include: (a) culture of sand lizards; (b) sheep culture; (c)
restocking fishery resources; (d) artificial reproduction of mud crab (Scylla paramamosain); €
breeding of conch shell (Strombus sp.); (f) protection and exploitation of tree latex; (g)
production of bee honey and fruits from forests; and (h) production of jam from red algae.

Several training activities were also conducted with the aim of providing alternative sources of
income. These were in the areas of community-based ecotourism, souvenir manufacture, and
restaurant service skills training. One major accomplishment under this output is the formulation
of the “Sustainable Alternative Livelihood Development Plan for Communities in Ninh Hai
Coastal Areas.”

Under the Project, income-generating activities were implemented according to the following
considerations:

Community IGOs were not undertaken primarily for the goal of hunger eradication and poverty
reduction—these were regarded largely as responsibilities that belong to the government.

Rather, the primary purpose of the IGOs under the Project was to support community members
who took part in protecting coral reefs directly or indirectly.

Selected activities were diverse and environmentally friendly, and helped to reduce pressure on
the area’s marine ecosystems, while improving the livelihoods of local people.

Selected livelihoods were consistent with the General Plan for Ninh Hai Socio-economic
Development Through 2020 (Decision No. 2205/QD-UBND of Oct.30, 2012, Ninh Thuan PPC)
and appropriate to communities’ capacity (both in terms of skill level and funding). Emphasis was
placed on livelihoods supporting tourism development.

Income-generating activities were put in place according to the following steps:

Project coordinators, consultants, local managers, and NCNP staff cooperated to consult with
community members and AG members on existing or new potential environmentally friendly
livelihoods, communities’ demand for alternative livelihoods, and on suitable sites for
implementation.

Consultants and project coordinators cooperated to draft proposals of livelihood projects based
on the above.

Vinh Hai and Thanh Hai PPCs, and NCNP management board rated and made decisions for
selecting the livelihood projects. The selected livelihood list was submitted to the PSC for
approval.

IO signed subcontracts with project partners for implementation of the selected livelihood
projects. Subsidies from the project varied depending on requirements for each activity, including
facilities, technology transfer, and material inputs.

Based on agreed criteria, Thanh Hai and Vinh Hai PPCs cooperated with NCNP management
board to select households that would be eligible to participate in the projects.

Thanh Hai and Vinh Hai PPCs issued legal documents for official approval of alternative
livelihoods, including decisions to establish teams and regulations on operation.

10 assigned consultants to monitor operation of alternative livelihoods and rate efficiency and
effectiveness.

The following procedures were used to select households for IGO activities:
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Thanh Hai and Vinh Hai PPCs cooperated with the NCNP management board to choose eligible
households according to agreed priority criteria: Community members volunteered to change
their livelihood from harvest of coral reef fishes to suggested alternative livelihoods. They also
volunteered to protect coral reefs from destructive activities.

Some people previously practicing mariculture in coastal areas lost access to their growing area
due to new zoning regulations for coral reef conservation, and these people took up alternative
livelihoods.

Members of farmer, youth, and women’s associations were also prioritized.

Members of the Bai Thit Volunteer Team (who received support for rearing sheep) and the My
Hoa Volunteer Team (who received support for culturing sand lizard) had previously harvested
coastal fishery resources. Currently, in addition to the livelihood activities that were supported by
the Project, they also engaged in land-based agriculture for production of grapes, green apple,
onions, and garlic. These products from Ninh Thuan are well-known throughout Vietnam.
Fishermen are now farming these traditional products to meet the demand for goods from
nearby Nha Trang, which is a major growing tourism centre.

The members of these two volunteer groups have ceased fishing in the protected zones of the
MPA, and they are supporting the restoration of commercial fish stocks in the MPA.

Members of another volunteer team from Hon Chong were also given support to learn the
culturing of sand lizards. This group voiced strong concern and opposition to fishing violations
occurring at Hon Chong, and they are actively guarding this site. They still conduct fishing there,
but they do so using appropriate gear and in permitted use zones of the MPA

Another team, participating in the production of dry red seaweed jam were eight active
members of the Thai An Women’s Association. They volunteered and were officially assigned
responsibility for advocating and replicating this model livelihood activity, and supporting
protection of coastal fishery resources by Vinh Hai PPC. They have acquired new skills for
practicing this livelihood.

A team of six youths from Vinh Hai and Thanh Hai communes was also trained for careers in
restaurant and hospitality services. They are now serving in local resorts.

Finally, six more active members of the My Hiep Women’s Association (Thanh Hai commune)
were trained for careers in sand lizard processing and in the restaurant and hospitality industry.

Households participating in livelihood models all received project subsidies in various forms:

the My Hoa Volunteer Team was supported with construction of a pond, provision of seed
stock, and technology transfer for culturing of sand lizards

the Hon Chong Volunteer Team was supported with construction of a guard station, provision of
seed stock, feed, and technology transfer for culturing of sand lizards)

the Bai Thit volunteer team was supported with a sheep barn, and livestock for sheep rearing

the Thai An Women’s Team was supported with provision of a steam boiler, drying oven,
electrical supplies, technology transfer, and various start-up materials for production of red
seaweed jam. The My Hiep women’s team being trained for sand lizard processing and
hospitality services, and the youth team being trained for the hospitality industry, were supported
with tuition fees and daily subsistence allowances provided during their training. The final
evaluation of livelihood activities showed that culturing of sand lizard, and sheep rearing have
high potential for replication

In fact, culturing of sand lizard has spread to other districts, such as Tuy Phong, Ninh Phuoc,
and Cam Ranh. Six households or groups had been practicing this activity in Ninh Hai prior to
commencement of the Project, and two additional groups were supported to test this activity
under the Project, one for My Hoa and another for Hon Chong. The Hon Chong pilot activity was
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successful; however, the one attempted in My Hoa failed due to predation problems and theft.
Nets to guard against predation by birds, and a guard hut are required for successful operation
of sites for sand lizard culture. If proper techniques are applied so that such problems are
overcome, the prospects for replication are enhanced.

Ninh Thuan was the first and is the largest centre for sheep rearing in Vietham, and the
interventions of the project have strengthened this activity. - Careers in the hospitality industry,
including jobs as waiters, guards, butlers, gardeners etc., are now sustaining community
members’ income. Several resorts and restaurants have recently opened in Vinh Hy (e.g., Vinh
Hy Resort, and the five-star Amanoi Ninh Thuan)

It was reported by stakeholders that it is often the poorest households that rely on exploitation of
resources from the coral reef ecosystem for livelihood and subsistence. They went on to say that
there is an expectation that these households would likely approach the government for loans so
that they could adopt alternative livelihoods that have been successfully implemented by their
neighbours.

While many of the piloted livelihood activities were successful, a number faced critical obstacles.
For production of red seaweed jam, uncertainties were encountered in availability of raw
materials. Also, product quality suffered because of difficulties in improving shelf life, which was
only on the order of 1.5 months. In addition, the very small number of participants involved in
trials for this activity (8 community members) was not sufficient to adequately test its viability.

In the case of conch shell culturing, the activity suffered due to difficulties in spawning of
breeders. This problem was in turn attributed to the low quality of breeding individuals that were
collected during the off-season, rather than during the peak reproductive season.

In the evaluation of livelihood activities, it was concluded that:

Culturing of sand lizard in Hon Chong produced a return of about 45% annually, above the costs
of seed and feed. This activity is now being sustainably run without any subsidy and is being
monitored by Thanh Hai PPC. — However, trials for culturing sand lizard in My Hoa showed a
loss of about 78% of the seed stock. The seeds were lost due to predation and theft. This trial
has now been suspended, and NCNP management board is seeking a supplier to install bird
exclusion nets, and to build a small wood hut for monitoring of the lizards

Sheep rearing was found to yield a return of about 4% per year and it is now being sustainably
run without any subsidy and being monitored by NCNP management board.

The pilot activity for producing dry red seaweed jam showed potential for high returns. However
problems in accessing raw materials, and lack of experience in marketing the product, were
major obstacles that were encountered. This activity has been temporarily halted but it is
expected that piloting will resume with further support under the (IFAD-funded) Agriculture,
Farmer and Rural Area Support Project.

Additional noteworthy factors relating to the livelihood activities were as follows:

o Most inputs for the livelihood activities that were selected are readily available in the Ninh
Hai area. Seed stock and feeds for sheep and for sand lizards are abundant. However, red
seaweed is only abundant during the harvesting season from January to April every year.
Fortunately, dried seaweed can be used as input material for producing jam. Buying dry
seaweed from January to April, in order to ensure an even supply throughout the year, is
thought to be a reasonable solution.

o Demand for sheep and sand lizards comes mainly from markets within Vietnam. While sand
lizards are supplied to local restaurants, sheep are transported to more distant external
markets (e.g. Ho Chi Minh City, Dong Nai, Khanh Hoa, etc.

o There are plans for developing Ninh Hai as a key tourism centre of northern Ninh Thuan
Province (Decision No. 2205/QD-UBND of Oct.30, 2012 by Ninh Thuan PPC). The Thai An
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grape farming area and Vinh Hy Bay of NCNP were chosen as two key tourism sites to be
developed as part of the Ninh Thuan tourism route (Decision No. 2617/QD-UBND of
25/12/2012 of Ninh Thuan PPC). The development of the tourism industry in Ninh Hai will
lead to a greater demand for trained employees. Training of community members, including
fisher households, for careers in tourism, can provide these families with alternative
livelihoods and can meet the increased demand for skilled labour.

All in all, this specific output was fully accomplished, although the corresponding impact on
improving socioeconomic conditions within local communities could not be determined at the
time of the evaluation.

Also, it is worth noting that in the evaluation questionnaires, the majority of respondents pointed
out that effective livelihood activities such as those initiated by the Project helped to raise
awareness in the community, resulting in reduced use of dynamite in fishing areas, and overall,
reduced the pressure on coral reef ecosystems in Ninh Hai District by engaging the local people
in alternative sustainable livelihood activities.

Output 2.2. Development of Sustainable Financial Strateqy for MPA

The Project was not entirely successful in achieving this output. However, at the time of final
reporting for the project, one significant step toward sustainable financing was achieved—
through the formulation and passage of a regulation for charging an ecotourism fee in NCNP, as
contained in the PPC Decision No. 63/2012/QD- UBND. 25 Oct., 2012. Potentially, this
regulation may establish a fee system that could provide a steady, if not substantial, flow of
funds to support the operation of the MPA. Implementation of several other activities, including
establishment of trust funds, payment for ecosystem services (PES) schemes, etc. could offer
further support for sustainable financing of the MPA.

Component 3: Capacity Building and Awareness Raising

86.
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Output 3.1. General public awareness raisinqg materials are prepared and

disseminated

The Project had substantial achievements in preparing and distributing awareness raising
materials to the general public. Among others, materials produced were: three (3) billboards (5-
7m?) and 13 banderols (0.4x3m?) installed in strategic public places; several hundred calendars
(CY 2012, 2013, 2014) distributed to stakeholders; and 200 conservation leaflets, also
distributed to relevant organizations and offices.

Aside from this, the Project also produced one TV program on sustainable use of marine
resources, which was regularly shown on a local TV station, and produced a video clip on
conservation of Nui Chua National Park.

Two training courses on environment and coral reef resources were held for youth of Thanh Hai
commune and secondary school pupils of Vinh Hai commune. A “Conversation on Environment
and Coral Reef Resources” was also held for youth of Ninh Hai District Youth Union and 10.
Improvement of knowledge of legal matters relating to MPAs and use of coastal and marine
resources was achieved through 11 training courses offered to 565 participants.

Output 3.2. Training workshops on awareness raising on sustainable use of coral

reefs and seagrass beds resources targeting policy-makers, government officials and

community representatives are convened

Several training activities and workshops were conducted'® on sustainable use of coral reefs and
seagrass bed resources, intended for policy-makers, government officials and community

"% For the various training activities that were conducted as part of the Project, due to limitations of the evaluation
(presented in Section II.C., above), it was not possible to assess the quality of the training workshops and materials,
quality of workshop facilitation, and the number of participants who attended the various trainings.
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members. Among the significant ones were: (a) the Training-Workshop on “Sustainable
Utilization of Natural Resources of Ninh Thuan Coastal Zone for Stable Development”
held specifically for Ninh Thuan governmental officers and governmental policy makers;
(b) Two training courses on environment and coral reef resources held for youth of Thanh Hai
commune and secondary-school pupils of Vinh Hai commune; and (c) training workshops on (i)
regulation of protection of the four sub-sites including the core zone of NCNP, and (ii) new
sanctions imposed for fisheries violations. Thirty boat operators/captains participated in the latter
training.

Output 3.3. Training workshops on professional skills on coral reefs and seagrass bed
management are convened

Training to professionalize the skills on management of coral reefs and seagrass beds was held.
Some fifteen staff of NCNP, DOST, 10, and a sub-office of the Fishery Protection bureau took
an open-water SCUBA'"' diver training course, which they completed successfully. Dive
certifications were issued by PADI." The training provided knowledge on scuba diving, coral
reef monitoring, and rehabilitation. Training seminars on marine conservation were also
attended by various staff of the provincial government.

Output 3.4. Exchange of information and experience with other relevant habitats
management sites implemented

The Project demonstrated significant achievements in terms of information exchange and
sharing of experiences on habitat protection and conservation and coastal management.
Progress and updates on Project activities were uploaded to the project website at
http://www.vnio.org.vn/duanninhhai/. The website is also connected to the International Waters
website, http://iwlearn.net for wider reach. The Project website is bilingual (English and
Vietnamese) to provide wider coverage, especially among local people.

In addition to promoting information exchange through its presence on the internet, the Project
sponsored a National Conference on “Vietham MPA Network — Opportunities and Challenges” in
2012, with a total of 40 participants in attendance coming from various government offices and
NGOs. Presentations of the Project’s accomplishments and milestones were made in local and
international fora (5th Vietnam Marine Trademark Forum, international IWC7 in Barbados in Oct.
2013, respectively).

Finally, a study tour to Mu Ko Chang National Park (MKCNP) in Thailand was funded through
the Project. Ten (10) Ninh Thuan provincial managers participated in the tour. It has been
reported by 10 that the study tour was extremely valuable to the participants, who came away
with increased awareness and knowledge about best practices for MPA management. Of
particular importance was participants’ recognition for the need to implement legally-adopted
management tools. This motivated them to immediately begin work to develop an integrated
management plan and to draft a formal regulation for the management of the NCNP MPA. Key
participants included the Deputy director of the Department of Agriculture and Rural
Development (DARD), Director of the Department of Culture, Sports and Tourism (DOCST),
Director of Department of Science and Technology (DOST), and Director of NCNP management
board. These personnel were able to share information and knowledge that they gained during
the course of the study tour, with other personnel involved in the management of the NCNP
MPA.

A comprehensive listing of training and awareness-raising activities conducted as part of the
Ninh Hai project is presented in Annex 10. Collectively, these activities amply demonstrate that
this output has been accomplished.

" Self-Contained Underwater Breathing Apparatus
'2 professional Association of Diving Instructors


http://www.vnio.org.vn/duanninhhai/
http://iwlearn.net/

Terminal Evaluation : Sustainable Management of Ninh Hai Coral Reefs Page 21

C. Effectiveness: attainment of Project objectives and results
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In light of the fact that the project was successful in attaining its objectives and desired results,
the Project effectiveness was found to be SATISFACTORY (S). The evaluation of effectiveness
is described here.

1. Achievement of direct outcomes

The Project was able to achieve one medium-term outcome and four direct outcomes as an
immediate result of project outputs. The medium-term outcome is the establishment of an MPA
in the Ninh Hai District, particularly those areas within the Nui Chua National Park. The four
direct outcomes are: (1) Established and demonstrated integrated area management system for
MPA through cross-sectorial participation; (2) Increased income of local community; (3)
Increased sources of financing for MPA; and (4) Improved and strengthened management
capacity of MPA authorities with strong support from local communities. The achievement of
direct outcomes is rated as SATISFACTORY (S).

Previous discussion on “Achievement of Outputs” (Section IV.B.) showed that the Project has
put in place a management framework (and structure) that is now fully operationalized through
the PPC and incorporated in the activities and plan of work of concerned government agencies
(Outcome No. 1 for Integrated Area Management). During interviews with government officials
who were involved in Project implementation, and in responses provided on questionnaires, it
was indicated that they believed that the necessary institutional framework and integrated
management system, including accompanying regulations and plans, have been set up (see
Figures 1 to 4 of Annex 6).

Because of effective law enforcement and strong participation of local communities, coral mining
in the project sites has been stopped and cases of dynamite fishing have been reduced.
Reported dynamite fishing occurred only in offshore areas, being committed by large-scale
commercial operators. This was confirmed by the responses given by officials interviewed on
this subject (Figure 10 of Annex 6). Similarly, with assistance provided by the local people in
rehabilitation and protection measures, the condition of coral and seagrass ecosystems has
improved, as perceived by the respondents (Figures 5 to 7 of Annex 6).

Alternative 1GOs that were demonstrated within the local communities, through the
implementation of at least eight livelihood projects and livelihood training programs, helped to
increase income of participating households, and to raise awareness within the broader
community about the importance of conserving marine resources. These accomplishments
helped to reduce pressures on the coral reef ecosystem.(Outcome No. 2 for Sustainable
Livelihood). Achievement in establishing a sustainable financing mechanism for the MPA was
somewhat less—in this instance, only a regulation requiring an entrance fee has been
established (see related discussions in Figures 8 to 12 of Annex 6). Nonetheless, this is still a
positive development.

With regard to raising awareness and capacity-building (Outcome No.3), the Project made a
substantial effort and had significant accomplishments in this area. Informational materials were
produced and disseminated to target audience/users, and relevant training activities, seminars,
and workshops were conducted to capacitate government officials, policy makers, and local
communities on marine resource conservation, protection and management. A website was
created to reach a wider audience and share information about Project accomplishments.
Participation in local and international fora enabled knowledge gained through project activities
to be further shared and disseminated. While weaknesses in the M&E system made it difficult to
assess the effectiveness of these initiatives directly (see also Section IV.F.7., below),
government officials who participated in these activities, and who were interviewed for the
evaluation, have attested to these accomplishments (Figures 13 to 22 of Annex 6). In addition,
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reductions in illegal and destructive fishing practices are tangible improvements that may attest
to improved MPA management, or strong support from local communities, or both.

2. Likelihood of impact

The Project was successful in applying cross-sectorial and participatory approaches in
managing marine resources, specifically, the coral reefs and seagrass bed areas of Ninh Hai
District. The planned MPA was officially established through a declaration of the central
government.13 A new NCNP Office Building at Thai An Helmet was completed in 2012 (through
Vietnam self-funding). Also, two new sub-bodies of the NCNP Management Board were
established at the Department of Marine Conservation and at the Centre of Eco-tourism &
Environmental Education. Management Councils for Hon Chong and Bai Thit sub-sites were
likewise set up. Several research assessments were undertaken and results were used in
crafting relevant management plans, at the sub-site and district level. Because of the above
efforts, rehabilitation activities in the marine ecosystem have been strengthened.

For long-term monitoring, benchmarks for the biophysical condition of coral reefs in the
Project area were established. The benchmarks were also used in development of the
monitoring protocol for the Project. The map of coral reef distribution in coastal waters of Ninh
Hai was revised and updated. Coral reef protection volunteer teams were created and
strengthened. Necessary equipment and facilities were provided. With the above-mentioned
human and material resources in place, biophysical and socioeconomic profiling was conducted
for sustainable management planning in the sub-sites of Hon Chong, Bai Thit, Bai Thung, Vinh
Hy, and Hang Rai. Reports were prepared on the assessment of current status of socio-
economic conditions, livelihoods, and ecosystems.

Another significant activity was the rehabilitations of damaged coral reefs. A total of 1,140
fragments of 8 hard coral species were transplanted in an area of 350m?. Monitoring of survival
of transplanted corals and substratum cover was initiated and is continuing. According to some
of the local authorities and people interviewed, they observed that the condition of the
environment has improved. Others noted that biodiversity was increasing. In addition, some
mentioned that the coral cover has increased, resources were rehabilitated, waste and over-
exploit decreased, and some marine animals were recovering. Another respondent noted that
the quality of habitat and the density of some coral reef resources improved especially at
demonstration sites (Figure 7 of Annex 6).

Table 3 below shows the ROtl score sheet for the Project. The attainment of the project
outcomes is given a rating of B because they were practically delivered, except for the limited
accomplishment on Sustainable Financing activity in Output 2. The Project was only able to
identify a potential Sustainable Financing scheme and passed regulation to support this. Efforts
must be exerted to ensure that such scheme be tested and implemented on the ground.
Otherwise, MPA operation will suffer from lack of financing, which made other MPAs struggle.

The necessary elements and conditions (Assumptions, Impact Drivers, and Intermediate States)
are present to lead to the conclusion that a “ a reduction in environmental stress in the
transboundary water of South China Sea and Gulf of Thailand”, and an “increased area of coral
reefs and seagrass beds and diverse and abundant associated species” are indeed attainable.
The different conditions that can move the outcomes to the intermediate states have been
identified. Similarly for the rating on progress towards meeting the Intermediate States, the same
score of B was given that the different conditions designed to move the outcomes to the
intermediate states have been identified. However, there is a need to exert further efforts in
ensuring that these conditions (assumption and impact drivers) are put in place. Right now,
there is no strong assurance that these conditions will be met. The rating of BB corresponds to

3 The MPA was formally established through Decision of Prime Minister No. 134/2003/Qb-TTg dated: 09/7/2003), and Decision
of Prime Minister No. 742/QBb-TTg (dated 26/5/2010).
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LIKELY IMPACT according to the ROtl analysis. Thus, the likelihood of the Project attaining its
intended impact is rated LIKELY (L).



Table 3. ROtl Results Score sheet for the Ninh Hai Project

Result rating for the
project entitled:

Demonstration of Sustainable Management of Coral Reef Resources in the Coastal Waters of Ninh Hai District, Ninh Thuan Province, Viet Nam

2 . < 2 T
Outputs Outcomes =2 Intermediate states = Goal/lmpact (GEB) =y o
] © © ~ >
xa xQ o f6)
Medium-term Outcome: Established MPA Goal: Reduced environmental
in Ninh Hai District stress on trans-boundary water
Direct Outcomes: body of the South China Sea
1. Integrated Area 1. Established and demonstrated 1. Institutionalized and mainstreamed ?hn:fSrltjrlwfe?feT:sg?arI%r:rgfo tl;}%h
Management integrated area management system for MPA management scheme into the draft Strategic Action
MPA through cross-sectorial participation national and local governance systems
Programme (SAP) and the >
2. Alternative 2. Increased income of local community B 2. Stable and sustainable sources of B implementation of a network of E
Livelihoods and and income for local community demonstration activities at sites 3
Sustainable Financing 73 |ncreased sources of financing for 3. Stable and sustainable financing for of regional and global
MPA MPA operation significance
3. Knowledge and 4. Improved and strengthened 4. More committed and responsible MPA Impact: increased area of coral
Management management capacity of MPA authorities authorities backed up by strong and reefs and seagrass beds and
Capability with strong support from local active participation of local communities diverse and abundant
communities associated species.
Rating justification: Rating justification: Rating justification:
The Project’s intended outcomes were The different conditions designed to move The BB rating corresponds to a
delivered, particularly the establishment the outcomes to the intermediate states LIKELY rating. The Project is
of the MPA, and they were fed into the have been identified, however, there is a not expected to achieve the
continuing process. While sustainable need to exert more efforts in ensuring that desired goal and impact
financing and alternative livelihood these conditions (assumption and impact immediately. However, given
objectives were only partially achieved, drivers) are put in place. Right now, there proper time and the attainment
they were at least successfully initiated, is no strong assurance that these of the conditions set, there is a
and there is potential that they could be conditions will be met. relatively high level of
continued and expanded in the future. confidence that this goal and
impact will be achieved.




Terminal Evaluation : Sustainable Management of Ninh Hai Coral Reefs Page 25

106.

107.

108.

3. Achievement of Project goal and planned objectives

The ROt analysis showed that the conditions and elements necessary to achieve the three
Intermediate States (IS) that will pave the way for the realization of the Project’s goal and objectives
are not that difficult to reach. For the IS 1 “Institutionalized and mainstreamed MPA management
scheme into the national and local governance systems”, the Impact Drivers (ID) on zoning, law
enforcement, monitoring, mainstreaming of science-based studies, and sustained and harnessed
IGO livelihood projects and supported financing schemes for MPA operations have already been
introduced. The assumption (A) of continuing involvement and collaboration among government
authorities, local communities, and other stakeholders in coral reef and seagrass rehabilitation and
management is based on the fact that a foundation for such interactions has already been
established through the active information, education, and communications (IEC) campaigns
conducted through the Project, and by the example of the local communities who have been
involved with the Project. It is also assumed that given continued efforts of present authorities
involved in the Ninh Hai project, adequate resources would be made available for capacity building
and awareness-raising activities and more |IGO-related projects would be implemented by other
partner organizations and agencies.

While there were some reservations expressed by some government personnel regarding
sustainability of income of the communities involved in the Project (Figure 9, Annex 6), attainment of
the IS 2 “Stable and sustainable sources of income for local community and financing for MPA
operation” is still possible. The Impact Drivers (ID) of sustaining, harnessing, and designing IGO
projects and supporting identified sustainable financing schemes were at least partially established.
Likewise, the zonation analyses conducted could provide specific locations where IGO projects can
be implemented. Further, results of science-based studies on livelihood opportunities are available
and can be utilized to guide the development of new sustainable livelihood opportunities.™ Similarly,
the assumption (A) that more IGO-related projects will be implemented by other partners, is made
more likely by the significant number of linkages that have already been established by the Project
(e.g., through its PSC and AG, and with other partners). As examples, linkages have been
established with local tour operators in developing the community-based tour in Stone Park Hang
Rai Thai An; with local colleges training students for careers in the tourism industry; and also with
WWEF in developing other ecotourism activities in the Nui Chua National Park and other areas of the
Ninh Hai district.

Finally, efforts to capacitate local officials have been initiated, and if such efforts can be maintained
(as part of regular staff development and training activities within the respective government
agencies), it should be possible to achieve the IS for more committed and responsible MPA
authorities backed up by strong and active participation of local communities. The Impact Drivers
supporting this (i.e., continuing training programs, production and distribution of IEC materials, etc.)
have already been started. With increasing awareness of many partner agencies concerning the
economic and ecological importance of coral reef and seagrass ecosystems in Ninh Hai district, it
would be expected that more resources would be committed to support improved management of
these areas and other authorities, stakeholders, and local communities would collaborate more
actively in coral reef and seagrass rehabilitation and management. In fact, material evidence for
exactly this type of support is found in the recent commitment of the PPC to provide funding for

" Numerous references on sustainable alternative livelihood are available in the scientific literature, these include (among
others): Ireland, Claire. 2004. Alternative Sustainable Livelihoods for Coastal Communities — a review of

experience and guide to best practice. (IUCN); and Pomeroy, Robert S. 2013. Sustainable Livelihoods and an Ecosystem
Approach to Fisheries Management. CTI-CFF (USAID).
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marine resources management in NCNP."

As already discussed, the reconstructed ToC and ROtl analysis (Section F above) were employed
because it is anticipated that the impact of the project will take time to be realized, and in fact this
could not occur within the life of the project. However, the ROtl analysis predicts with some level
confidence that the desired goal and planned objective of the Project can be achieved. As of its
completion date, the Project generally realized its outcomes through the nearly complete delivery of
its various outputs and activities.'® If these efforts can be maintained, the Project can make a
meaningful contribution to the stated goal of “reduced environmental stress on the transboundary
water body of the South China Sea and Gulf of Thailand.” In light of this consideration, the criterion
for achievement of the project goal and objectives is rated SATISFACTORY (S).

D. Sustainability and replication

110.

111.

112.

113.

114.

Overall rating for this criterion is LIKELY (L), given the specific analysis of sub-criteria discussed
below.

1. Financial sustainability

The Project supported development of a number of viable' livelihood projects that could meet some
of the economic needs of the local community. Such alternatives to extractive activities such as
fishing and coral mining can help to reduce pressures exerted on marine resources. The Project
successfully initiated these IGOs through planning and discussion with local business
entrepreneurs—what remains is for further support and encouragement to be provided, so that
these activities can be maintained and expanded.

Under new regulations, a system was established whereby a share of the revenues generated
through park entrance fees would be allocated for marine conservation. Such fees certainly
contribute to financial sustainability in the management of the MPA. Additional revenues could be
generated through other tourism-related and marine-based enterprises; such initiatives were started
under the project, but were not sufficiently developed that they resulted in generation of revenues.
Eventually, these activities could serve to strengthen financial sustainability further.

While the Project did not fully meet its sustainable financing objectives through development of
livelihood activities, it was very successful in leveraging a substantial amount of government co-
financing, which demonstrated the seriousness of the Viethamese government in its commitment to
improving marine and coastal conservation and resources management. As originally agreed, the
government was expected to put up co-financing of US$ 528,286. However, more than double this
amount—US$1,113,387, or 110.75 percent of the original target—was ultimately provided as
counterpart funding. Also, the provincial government has shown signs (e.g., through recent funding
commitment of the PPC) that it intends to continue to offer its support for marine and coastal
resource conservation and management efforts.

Taken collectively, the efforts of the government, and the contribution by local people and
communities, demonstrate that itis MODERATELY LIKELY (ML) that the Project may prove to be
sustainable as far as financing is concerned.

'® The PPC has drafted a document declaring that the province will provide funding for 2014-2015 of VND 600 million (around
US$ 27,000) for management of the marine component of the national park, to be used for conservation of seagrass and
coral reef areas; sea turtle conservation; patrolling; awareness raising; and biodiversity monitoring.

16 Except on the aspect of Sustainable Financing for MPA.

Establishing viability can be difficult. However, in interviews with beneficiaries, it was indicated that the pilot livelihood
activities (e.g., raising sand lizards) contributed significantly to household income and that they intended to continue with
them and expand operations. Thus it is hoped and expected that the activities will be self-sustaining, and that other
households may adopt them.




Terminal Evaluation : Sustainable Management of Ninh Hai Coral Reefs Page 27

115.

116.

117.

118.

119.

120.

121.

2. Socio-political sustainability

As many government offices were involved in the implementation of the Project, not to mention the
active participation of local communities in the sub-sites, the socio-political element needed to make
the Project workable and sustainable is present.®

Some of the key Government institutions that were (or still are) directly involved in the
implementation of the Project are the following: Institute of Oceanography (IO); Ninh Thuan
Province — Department of Agriculture and Rural Development (DARD), Department of Science and
Technology (DOST), Sub-Department of Fisheries Protection (Sub-DOFP), Department of Culture,
Sports and Tourism (DOCST), Department of Natural Resources and Environment (DoNRE), and
Aquatic Resources Protection and Development of the Department of Capture Fisheries and
Resources Protection; Ninh Hai District's People’s Committee; Command Board of Ninh Thuan
Border Guard; Nui Chua National Park (NCNP); Center for Eco-tourism and Environmental
Education — NCNP; Khanh Hoa Association of Marine Science and Technique (KAMST), Center for
Education and Communication of Environment (CEACE) — Ministry of Natural Resource and
Environment (MoNRE); and Ninh Thuan Directorate of Border Army.

Other non-governmental partners include: Khanh Hoa Environmental Protection Association; World
Wildlife Fund (WWF); Nha Trang Bay MPA Management Board; and People’s Committee of Vinh
Hai Commune, Ninh Hai District.

At the local level, there were two People Committees of two communes (Thanh Hai and Vinh Hai)
that engaged local participation in various Project activities, particularly in establishing and operating
volunteer community groups. Other local sectors (border army station, commune policemen, etc.)
were likewise involved in implementing integrated plans for site management.

There were some eight livelihood income-generating opportunities (IGO) implemented, and in all
these IGOs, the local people/communities played major roles. They spoke highly of these livelihood
opportunities and anticipated that they will bring them a better future. It is also important to mention
that some of the local volunteers played a key role in law enforcement, particularly in curbing coral
mining and reducing the incidence of dynamite fishing.

The results of the Project are directed toward proper management of marine and coastal resources
in the Ninh Hai district, particularly in the established MPA. In addition, the Project promotes the
active involvement of local communities in rehabilitation and conservation efforts, and discourages
destructive practices and over-exploitation of marine resources for their livelihood. Especially within
the boundaries of the MPA, the officials and staff of the Nui Chua National Park are expected to be
the actors who are most involved in pursuing the initiatives and activities initiated by the Project. Itis
also expected that other agencies and local NGOs will also participate in these efforts. Given these
conditions, it is considered LIKELY (L) that the socio-political aspects of the Project’s efforts and
activities can be sustained and replicated.

3. Institutional framework

One of the major outputs of the Project is the “Management Plan Framework on the Sustainable
Use of Coastal and Marine Resources in Ninh Hai and Thuan Bac Districts, Ninh Thuan Province
(2020),” which was approved by the PPC through the Decision 358/QD-UBND of 23/10/2014. The
management framework has outlined various activities and institutional mechanisms to make these

18 Socio-political engagement was made apparent before, during, and after the project implementation period, through the
actions and initiatives taken by the 10 and other actors, which have been reported in various sections of this document. The
leadership of the 10 are in a good position to function as “champions” who are motivated to lead efforts for coral reef
conservation now and in the future, They are furthermore, mentors who are preparing the next generation of conservation
leaders in Vietnam. These indications bode well for the sustainability of engagement of key stakeholders for the long-term.
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activities work in order to meet the desired goal of reducing the stress on the transboundary waters
of the South China Sea and Gulf of Thailand, thus contributing to reversing the trend of degradation
in this regionally-important water body.

Itis also important to note that the implementers of the Project, particularly those who constitute the
PSC and AG, are active government officials who are still connected with their respective offices.
Most of them are holding office at the provincial and district level. The activities listed in the
management framework are being mainstreamed (if not already mainstreamed) in the plans and
programs of these offices.

As zoning and demarcation markers have been installed in strategic areas of the district, law
enforcement in coastal areas, which involved the active participation of the local communities has
been strengthened. Local enforcement teams have been organized and are now active in
minimizing, if not totally preventing, dynamite fishing in the area although destructive fishing is still
reported in offshore areas. But what is important here is the active participation of the local people
in patrol and law enforcement work.

For these reasons, it is judged that sustainability as far as the institutional requirements are
concerned is LIKELY (L).

4. Environmental sustainability

Rehabilitation of marine areas, particularly restoration of coral and seagrass ecosystems, takes
time. However, there are already substantial efforts that the Project has put in place for
environmental sustainability to work. Institutionally, the MPA has been legally established; some
infrastructure and facilities requirements have been put up; and capability building of technical staff
has been undertaken.

In terms of actions taken that would more directly have environmental impact, thousands of coral
fragments were transplanted for reef restoration, and selected coral reef fish and invertebrate
species (anemone fish and sea anemones) were restocked for enrichment purposes. Law
enforcement in coastal areas has been strengthened, resulting in the complete cessation of coral
mining, and a significant reduction in dynamite fishing. Various individuals and groups within the
local community (e.g., former fishermen, tourism and hospitality students, conservation volunteers,
and others)are now focused on pursuing alternative livelihood projects, particularly culturing of sand
lizard and community-based ecotourism, which helps to draw them away from capture fisheries and
reduce fishing pressure. Likewise, awareness-raising and information dissemination campaigns
have also been strengthened, and IEC materials on marine conservation and protection have been
widely distributed to various stakeholders.

With the commitment shown by the government in pursuing all these concerted efforts, and the
active participation of local communities, environmental sustainability is LIKELY (L).

5. Catalytic role and replication

The Project played an important role in catalysing stronger coral reef conservation and marine
protected area management at the project site. Possibly, such changes could eventually become

more widespread at a national or regional scale as well, Evidence for the catalytic effect of the
project includes the following:

¢ new management regulations for the MPA and sub-sites were promulgated, including zoning
plans for three sub-sites and rezoning plan of the MPA (accomplished January 2015 after the
closure of the project), and installation of boundary-marking buoys
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e extensive surveys were conducted for biodiversity, socio-economic factors, fisheries production,
and quality. The results of these surveys have been incorporated into a scientific database,
which is used as a basis for informed decision-making for management of the area

o sustainable livelihoods pilot projects on diverse sustainable income-generation options were
developed and implemented

e aprogram of environment communication and education for increasing knowledge and skills on
the management of coral reef habitats was implemented

e robust cross-sectorial institutions for management of the NCNP MPA, including the PSC, AG,
management boards of sub-sites, and NCNP MPA management board were established

e Jlocal “champions” emerged, who continue to support and carry on work in conservation,
sustainable livelihoods, and awareness-raising. They are:

(a) Mr. Nguyen Duc Thanh—Chairman of Ninh Thuan PPC. he promoted development of
project proposal and commitment of co-finance from local governmental sources.

(b) Mrs. Bui ThiAnh Van — Deputy director of Ninh Thuan DARD, Vice-chairman of PSC.
Has shown strong commitment in coordinating the PSC and consulting on coastal
fisheries development in Ninh Thuan

(c) Mr. Le Kim Hung — Director of Ninh Thuan DOST, member of PSC, has provided support
to coordinate PSC activities, and been involved in development of MPA management
plan

(d) Mr. Dang Kim Cuong — Director of NCNP. collaborated with communities and all
stakeholders to promote Project activities, helped to develop MPA management
regulation, monitored all conservation activities carried on in NCNP MPA

129. The necessary foundation for the replication and scaling up of the Project has been laid out. There
is now a relatively high level of awareness about the Project, and stakeholders generally have had a
positive impression and attitude towards its activities, especially those relating to income generation
and environmental conservation. In general, government officials interviewed in the course of this
evaluation have provided positive feedback about the performance of the Project. A dedicated
website has been established, and support by government, NGOs and local communities has
continued after the closure of the project (as evidenced by financial contributions for conservation
from the PPC, continuing volunteer activities for turtle conservation, and similar initiatives). The
(national) Vietnam Department of Fisheries Protection sent their staff to NCNP to learn from the
results and lessons of the Project, and to compile guidebooks and handbooks. All these factors can
contribute to ensuring that the Project may catalyse other similar interventions in the future.

130.  Perhaps most significantly, GEF has recently approved' a proposal for $15 million in financing for a
follow-on project to the earlier SCS regional project. This proposal is for a new regional Strategic
Action Program (SAP) for the South China Sea. The intention of the project is to facilitate the
regional implementation of the “plan of action” for the SCS. With a regional framework for
implementation to be established under this program, there will be a greater probability that the
recommendations and examples piloted in the Ninh Hai project can now have a much wider impact
on a regional scale.

131. In addition, based in its Bangkok office, UNEP has a unit that oversees a regional coral reef
management program. The UNEP task manager for the Ninh Hai project is the supervisor of this

" The Project Identification Form (PIF) for this project has been submitted and approved for entry into the GEF funding
pipeline.
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unit. The fact that the UNEP task manager has had direct involvement and familiarity with the Ninh
Hai project provides additional advantages and opportunities to replicate the lessons and models of
the Ninh Hai project, within other projects and at other sites that are included within the coral reef
management program.

Taken collectively, these factors strongly support the prospects for further replication and scaling-
up, both nationally and regionally. This criterion is therefore rated LIKELY (L).

E. Efficiency

133.

134.

135.

136.

There are several factors that were analysed as part of this evaluation, which suggest thatin some
respects the planning and implementation of the Project was not efficient. The Project commenced
in December 2010, fully five years later than intended, due to the late signing and approval of the
legal instrument.?’ This long delay resulted in the loss of essential technical supports from the
mother project (UNEP/GEF-SCS project) that ended in January 2009: The creation of the Project
Steering Committee and the Project Advisory Committee were likewise delayed.?’ This led to a
failure to implement various activities on time, which in turn caused the utilization of funds to be slow
(discussed further in Section IV.F.1., below). In order to accommodate the slow pace of activities
and spending, the Project was also extended twice (firstin April 2011 adding five months, and again
in April 2013 adding another 13 months). In March 2014, near the end of the project, a large cash
advance ($89,112) was requested. Tapping a relatively large sum toward the conclusion of the
project appears to reflect poor planning and project inefficiency.

Utilization of funds was slow. The failure to implement various activities on time, in turn caused the
utilization of funds to be slow. This regularly resulted in fairly large balances within the allocated
budget being underutilized.

The assessment of Project efficiency was hampered by limitations in the financial accounting
information available, especially, the absence of annual Audited Financial Reports, which are
important in coming up with a more rational and informed evaluation.

Because of this level of performance, Project efficiency is rated MODERATELY
UNSATISFACTORY (MU).

F. Factors affecting performance

137.

138.

A range of diverse factors are grouped under the heading of “affecting performance,” and the
ratings for these criteria varied as well. The ratings for each of these criteria are explained below.

1. Preparation and readiness

The inherent strengths of good project design are a key determinant for successful project
preparation and readiness.

a) Project Framework:

139.

Overall, the Project design, as articulated in the UNEP/GEF Project Document (ProDoc), is
thoroughly researched, logical, detailed, and well organized. The Project Results Framework
provides a comprehensive roadmap intended to guide the effective implementation of the project.
Specific strengths of the framework include (i) application of integrated, cross-sectorial and
participatory approaches in project management; (ii) incorporation of activities (livelihood and
community-based monitoring) that promote strong participation of local communities; (iii) inclusion of

% personnel from UNEP and 10 reported that the delay was caused by changes in GEF Secretariat management, and
changes in rules for MSP approval that occurred during this period.

! Due to the limitations of the evaluation (presented in Section 11.C., above), it was not possible to determine the specific
causes of the reported delays.
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sustainable financing as one of the project activities; and (iv) giving attention to capacity building
and awareness raising. Also, for each of the three Project components, the Framework includes
SMARTZ indicators for all of the defined targets and outcomes. These indicators, along with the key
deliverables and benchmarks, are defined as the main tools for assessing project implementation
progress and whether project results are being achieved.

However, some of the identified weaknesses in project design also affected readiness for the
Project to have been implemented more effectively. Among the factors to consider in this regard
are the following:

b) No TOC and ROtl analysis.

141.

One weakness of the project design is its failure to have TOC and ROtl analyses that could have
provided a clear description of causal pathways, i.e., description of how project outputs [goods and
services] led to outcomes [changes in stakeholder behaviour] that later resulted in the attainment of
impacts. Having no TOC, the project design also lacks discussions on impact drivers, assumptions,
and necessary conditions/elements that could lead to the realization of the project’s desired goal or
impact.

¢) Inadequate timeframe.

142.

One major weakness in Project design was the timeframe of only 35 months that was allotted to the
Project, which was considered inadequate by respondents during the evaluation. The Project had a
large and challenging goal and objective to meet, so it was not surprising that the Project’s timeline
was extended twice: first in April 2011, when the Project was extended for 5 months, (from the
original termination date of December 2012, to May 2013), and a second time in April 2013, when
the Project timeline was extended another 13 months, until June 2014.

d) Limited baseline data and information.

143.

144.

145.

146.

The Project had limited baseline data and information reflected in its Results Framework, with
baselines which were in many cases vague or imprecise, thus making it difficult to measure
changes over time attributable to the Project.

In addition to the design-related factors mentioned above, another aspect to consider with respect
to preparation and readiness is the fact that the Project start-up was delayed. According to the
original GEF application, the Project should have begun around 2005, but did not start until 2010.?®
By then the regional umbrella Project—the SCS—was already completed.?* Nonetheless, to the
credit of the principal stakeholders, some Project activities were initiated even before the formal
start of Project. For example, regional SCS workshops and training seminars involving Ninh Hai
representatives were conducted before the Project formally began. Also the MPA was set up in Ninh
Hai before the start of the Project. However, continuing technical guidance and support was
required for the MPA, and these activities were continued after the Project was launched.

For the reasons mentioned here, preparation and readiness is rated MODERATELY
SATISFACTORY (MS).

2. Project implementation and management

The Project had elements that were both technical and socioeconomic in nature. In addition, it
included an element that involved extension and outreach work within the community. The multi-

22 SMART indicators are Specific, Measureable, Achievable, Relevant and Time-bound.

% personal communications from 10 staff

2 During interviews, key personnel indicated that the delay in start-up may have been due largely to external factors beyond
the control of UNEP. Specifically, changes in GEF Secretariat management, and changes in rules for MSP approval that
occurred during this period most probably contributed to this problem.
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sectorial composition of the PSC and AG, therefore, helped to facilitate the implementation and
management of the Project.

The Project was technical in many of its aspects that required comprehensive science-based
investigations in formulating integrated management plans and in implementing interventions such
as coral transplanting and rehabilitation, fish production, tracking of biological change, etc. PSC and
AG members from the 10, DOST, Sub-DOFP, DoNRE, NCNP, KAMST, and WWF were effective in
providing technical direction in pursuing these tasks. This is substantiated by the support, dedication
and commitment demonstrated by these agencies and institutions through their continuing
participation in the PSC and AG, as well as the large number of technical reports produced under
the project to disseminate findings of surveys and other activities in the field.

The Project was also social in nature because it implemented many socioeconomic interventions,
including livelihood projects, law enforcement, capability building, and awareness raising activities.
The involvement of partners from the Center for Eco-tourism and Environmental Education — NCNP;
Center for Education and Communication of Environment (CEACE) — Ministry of Natural Resources
and Environment (MoNRE); and Ninh Thuan Directorate of Border Army; Khanh Hoa Environmental
Protection Association; World Wildlife Fund (WWF); Nha Trang Bay MPA Management Board; and
People’s Committee of Vinh Hai Commune, Ninh Hai District was instrumental in making such
socioeconomic interventions successful.

By applying a participatory approach in implementation, and by offering livelihood-based incentives,
which promoted greater receptivity of local residents to accept the project and its conservation
initiatives, it was possible to gain the trust and confidence of local stakeholders, which facilitated
work within the community.

A final and key factor to be considered in evaluating the implementation and management of the
project was the selection of the Project Executing Agency itself. Apart from some weaknesses in
financial management (Section IV.D.1., above) and efficiency (Section IV.E., above) that have
already been discussed, the leadership of the 10 performed well in carrying out and supervising the
diverse functions that included marine biophysical surveys, training activities, livelihood program
development, liaison with multiple agencies, and much more. The following illustrate this aspect of
project implementation and management:

¢ VAST and the Ninh Thuan PPC supported the implementation of the project and endorsed the
assignment of management responsibility to |0. These agencies also provided co-financing that
exceeded the estimates.

e The Ninh Thuan PPC agreed on establishment of the PSC, and played an active role in
coordinating PSC activities and in monitoring the project’s progress.

e Local communities became strong project supporters. Realization of the importance of
protection of coral reef resources was achieved as a result of the Project’s awareness-raising
activities. The project’s livelihood interventions helped to reinforce the commitment of local
communities to support the project, and capacity for the effective management of coral reef
resources was strengthened. These positive accomplishments helped to build a sense of trust
and cooperation between the 10 and other relevant sectors for implementation of project
activities.

Another key factor that contributed to improved project effectiveness was having a strong Project
Director. The Director of the Ninh Hai project networked very effectively with provincial leaders and
PSC members, gaining their support and strengthening collaboration. The Project Director was also
effective in strengthening ties between the project agencies and entities such as VAST,UNEP,

IUCN and WWF, among others.
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The overall rating applied for project implementation and management is SATISFACTORY(S).
3. Stakeholder participation and public awareness

There were some eight livelihood IGOs implemented, and in all of these, local communities played
major roles. The beneficiaries spoke highly of these livelihood opportunities and anticipated that
they will bring them better future. It is also important to mention that some of the local volunteers
figured well in law enforcement, particularly in curbing coral mining and reducing the incidence of
dynamite fishing.

The awareness-raising and training activities that were implemented under the Project have already
been described in Section IV.B., and other parts of this report. While it is clear that these activities
reached a fairly wide audience, it is less obvious what their impact was, because there was no
mechanism applied to monitor the results of the outreach efforts. However, anecdotal accounts
suggest that the Project helped to improve the awareness and appreciation of community members,
students, and other local stakeholders regarding the importance of marine resources and their
preservation.

There is no available data and information to suggest that any effort was made specifically toward
gender sensitivity in planning or implementing the project. The lack of specific information on gender
suggests that this important issue on local participation might have been neglected.

Overall, the effect of the project on the participation of stakeholders, and their level of awareness,
can be rated as MODERATELY SATISFACTORY (MS).

4. Country ownership and driven-ness

The Project was successful in engaging stakeholders at various levels to actively participate.
Support at the provincial level was strong—the province has demonstrated its commitment to the
project, and to marine conservation in Ninh Hai, by endorsing the formal establishment of the MPA,
providing provincial-level representation on the PSC and AG, and by agreeing to give continuing
funding and support to various conservation and resource management initiatives begun under the
project.

At the local level, two People’s Committees of two communes (Thanh Hai and Vinh Hai) were
engaged to participate in various Project activities, particularly in establishing and operating
volunteer community groups. Personnel from other local sectors (border army station, commune
policemen, etc.) were likewise involved in implementing integrated plans for site management.
At the national level, the Project is well-aligned with key policies on marine conservation and
sustainable development in Vietnam. To the extent that the project activities were intended to have
beneficial impacts to marine ecosystems within a national park, there is some opportunity to
mainstream its results and lessons within the marine and biodiversity conservation plans and
programs of the government, at least as they apply within the national park system.? Among the
key applicable, laws, strategies and plans are the following:

e Environmental and Fisheries Resources Protection Laws (2003)
e Sustainable Development Strategies (2001-2010)
o National Biodiversity Action Plan (1995).

% However, as pointed out by informants who were interviewed during the evaluation, this project was funded through a
relatively small grant, was of small scale, and primarily geared toward implementation at the local level. While some of its
accomplishments and impacts might attract the notice of national-level policy-makers, It was not designed to directly
influence or bring about national-level reforms in environmental policy or governance.
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In addition, both the National and Provincial governments have assumed responsibility and
ownership for the Project’'s outcomes, by issuance of targeted policy directives and provision of
direct support. In terms of policies and governmental directives and decrees are the following:

e Decision No. 742/QD-TTg of May 26, 2010 issued by the Prime Minister officially recognizing
NCNP as one of Vietham's 16 marine protected areas;

e Ministry of Agriculture and Rural Development Circular No. 29/2013/TT-BNNPTNT of June 4,
2013, on establishment and management of provincial-level MPA

e The above circular is one of bases for Ninh Thuan PPC Decision No. 07/2015/DD-UBND of
23/01/2015 on promulgating the Regulation of Management of MPA in NCNP Ninh Thuan
Province

¢ Ninh Thuan PPC issued Decision No. 358/QD-UBND on 23/10/2014 on promulgating the
Management Plan Framework on sustainable use of coastal and marine resources in Ninh Hai
and Thuan Bac districts, Ninh Thuan province till 2020

Direct support from government for the Project has included the completion of a new office complex
for NCNP in 2014, which houses facilities and equipment dedicated to the management of the MPA.

Now that the Project site has been formally established as an MPA, its protection and management,
as originally advocated by the Project, is likely to be further strengthened. Nui Chua National Park is
an important marine biodiversity site, which has been recognized not only by the government, but
also by international organizations such as WWF and the World Bank.

It is also worth mentioning that local communities have continued to follow examples presented
through the pilot livelihood projects initiated by the Project. One such effort was for ecotourism
development. If properly implemented, ecotourism could generate revenue streams that could be
used as a funding source for the continued management of the marine area, as well as supplying
income-generation opportunities for members of the local community.

Because these initiatives are consistent with the government’s own environmental and economic
development programmes and priorities, the criterion for country driven-ness and ownership is rated
as SATISFACTORY (S).

5. Financial planning and management

Based on the Project’s quarterly expenditure statements provided to the evaluators, it was noted
that utilization of the funds allocated by GEF was slow. In fact, at the end of the project, a surplus of
GEF funds still remained. Table 4, below, shows the unspent balances, by period.

The slow utilization of funds® is one of the likely reasons that the executing organization requested
an extension of the Project twice, first in 2011, and again in 2013. While the Project revision
documents offer no explanation of why utilization of funds was not more efficient, in personal
communications, 10 has explained to the evaluators that the slow utilization was caused by several
factors, among them: (i) administrative constraints, especially relating to the start-up of the project;
(ii) periods of bad weather during which some activities had to be curtailed; and (iii) conflicting
priorities of some partner agencies and organizations.

Furthermore, the lack of complete financial reports has added to the difficulties in assessing the
financial performance of the project for the terminal evaluation. No independently-audited financial
reports were provided to the evaluators. However, IO has indicated that one independent financial
audit was conducted at the mid-term of the Project (dated 6 February 2013) by Southern Auditing

%6 Due to the limitations of the evaluation (presented in Section II.C., above), it was not possible to ascertain the specific
reasons why fund utilization was slow.
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and Accounting Financial Consulting Services Company, Ltd. More complete financial reports,
including periodic audited reports, could have provided a sounder basis for the evaluation of
financial performance.

Table 4. Project Unspent Balances

Project Start (total GEF contribution) $406,900
Period Ending Cumulative Unspent Balance

March 2011 $349,999
September 2011 $324,551
June 2012 $273,477
September 2012 $252,732
December 2012 $220,983
June 2013 $168,801
December 2013 $127,882
March 2014 (final) $105,112

Source: Project quarterly expenditure statements

According to 10, by 31 December 2014, of $390,900 approved by GEF for use by the Project
executing partner, $384,318 had been utilized. This seems to indicate that as the Project was
nearing its conclusion, fund utilization accelerated and nearly all funds were utilized.

In contrast to the relatively poor performance in financial utilization and reporting, the Project was
highly successful in leveraging additional financial resources. According to the Project Final Report,
additional funding support of US$585,101 was procured from the Sub-Department of Fisheries
Protection (Sub DoFP), Department of Science & Technology (DOST), and Nui Chua National Park
(NCNP). Leveraged co-financing was in excess of the original co-financing commitment of
$528,286, bringing the total to US$1,113,387. While it is assumed that all reported funding was
used to support project activities, there is no breakdown provided in the final report to indicate for
what specific purposes these additional funds were used.

While overall the required Project tasks and activities were accomplished within the budget that was
available, performance in financial planning and management was inconsistent. Also, it has not
been possible to obtain important financial information from the UNEP FMO, without which
significant gaps remain in the evaluation. Therefore, the financial planning and management
criterion is given an overall rating of MODERATELY UNSATISFACTORY (MU).

6. Supervision, guidance and technical backstopping

Supervision, guidance and backstopping were provided through a Task Manager assigned from
UNEP’s Bangkok office. The original Task Manager®’ left the project in 2013, and was replaced.?®
According to interviewees, the transition from one Task Manager to another was considered to be
quite smooth, and each of the Task Managers was considered to be quite capable and performed
their assigned functions well. The final Task Manager had the added advantage of coming from a
technical background in coral reef biology and management, and so was ideally suited to this
position. The Ninh Hai Project Director expressed a high level of satisfaction with the support
provided by UNEP, and especially, by the second task manager. Because the mandate and

" The original task manager was Ms. Empai Aranuka.
2 Mr. Jerker Tamelander took over as UNEP task manager.
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expertise of the 10 is specifically in technical areas closely in line with those covered by the Project,
there was actually not very much need for technical backstopping by UNEP. Nonetheless,
apparently the relationship between 10 and the last UNEP Task Manager was highly collaborative,
and the Task Manager could add further value and offer helpful support and suggestions regarding
technical issues that arose.

In addition to the Bangkok-based Task Manager, other UNEP personnel in Nairobi and in
Washington, D.C. provided further support for financial management, technical oversight,
administrative matters, and coordination with GEF.?°

The overall supervision, guidance, and technical backstopping provided by UNEP for the Project is
rated SATISFACTORY (S).

7. Monitoring and evaluation

Monitoring and evaluation (M&E) is rated based on assessment of two sub-criteria: (i) M&E design,
and (ii) M&E implementation. The detailed evaluations for each of the three sub-criteria are
presented below.

a. M&E design

According to the ProDoc, the project was to follow UNEP standard monitoring, reporting and
evaluation processes and procedures. It was further stated that the project M&E plan is consistent
with the GEF Monitoring and Evaluation policy. The Project Results Framework in the ProDoc
includes SMART indicators for each expected outcome as well as mid-term and end-of-project
targets. These indicators along with the key deliverables and benchmarks were defined as the main
tools for assessing project implementation progress and whether project results were being
achieved. Appropriate means of verification and the costs associated with obtaining the information
to track the indicators are also presented in the ProDoc. The design for the M&E program was
logical, well thought-out and detailed.

While the structure for M&E laid out in the ProDoc is quite good, a number of weaknesses related to
M&E budgeting were noted. In the PIR for 2013, in a table in Section 4, “Rating Monitoring and
Evaluation,” the Task Manager provides an assessment of the overall quality of the M&E plan and
its implementation. As part of this, questions are answered about M&E budgeting. In part 4.2 of this
table, it is indicated that no budget was provided for mid-term review/evaluation, or for the costs
associated with collecting and analysing indicators' related information. The 10 has further explained
that, after consulting with PSC members, it was decided that the mid-term evaluation would be
conducted by Project partners, including representatives of communities, local managers, project
consultants and other experts, with the work being paid for out of the regular project budget and in-
kind financing valued at $1,470. The lack of a more substantial budget for these functions
apparently prevented the hiring of an independent evaluator (which is the usual accepted practice),
and this adversely affected M&E implementation. For this TE, 17,000 US$ was made available from
the project budget and a 5,000 US$ top-up was requested from the corporate GEF fee.

While funding was allocated for a visit to the site in Vietnam for information-gathering and
consultations, the budget for this trip was extremely limited. As a result, the time available for
carrying out activities that were essential to the evaluation was necessarily quite compressed. A
more generous budget allocation might have enabled more time for the gathering of additional data
that could have added significantly to the depth and detail of the evaluation. Finally, during a phone

2 Among the other key personnel providing additional backstopping were Ms. Isabelle Van Der Beck, UNEP GEF IW and Mr.
Rodney Vorley, FMO, UNEP.
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interview, the UNEP-GEF liaison officer,*® who was involved in backstopping for the Project, stated
that the GEF fee provided to UNEP for the Project was quite small.

Taken collectively, these budgetary weaknesses led to weaknesses in the effectiveness of the M&E
program as well. Therefore, overall, M&E design is rated MODERATELY UNSATISFACTORY
(MU).

b. M&E plan implementation

It is important to note that practically all the 11 courses of action or recommended redirection of
project implementation priorities, as reported in the meeting notes for the mid-term project review®'
were significantly accomplished (although some [Recommendations Nos. 4, 5, 6 & 10] were still in
the process of being completed during the final, concluding stages of the Project). This is a good
example of how monitoring and evaluation, if properly implemented, can provide an effective
feedback loop that is useful in improving project performance.

However, in most other respects, the evidence suggests that, despite the care that was taken in its
design, the Project M&E system was not well-implemented. For example, in the report of the
meeting for the Mid-Term project review, the treatment given for monitoring and evaluation is only
cursory, and covers only the monitoring of biological and socioeconomic conditions and quality of
coastal waters in the five project sub sites (Recommendation No. 7).

Also, in Part 3.1 of the 2013 PIR, a table is included to present “Progress toward achieving the
Project objective(s).” While indicators are provided for the objectives and outcomes, the progress
toward mid-term and end-of-project targets for many of the listed objectives and outcomes are left
blank. This appears to illustrate that insufficient effort was made to carefully monitor the results or
targets that would demonstrate accomplishment of these objectives. The budgetary deficiencies
mentioned in the preceding section 6.a. most likely also contributed to problems during M&E
implementation.

Another problem that was encountered was that the evaluators were not provided with several key
documents that relate directly to M&E. Among the missing documents were the very important
ProDoc Appendices on M&E - Appendix 6, 7 and 15. The last of these is the Appendix containing
the Tracking Tool which was used to establish a baseline for biophysical and management
effectiveness monitoring as required by GEF. Furthermore, according to the ProDoc, the Tracking
Tool analysis was supposed to be repeated at mid-term and at project conclusion and made
available to GEF as part of the PIR, but no such reports were available. Without these important
documents itis quite difficult to conduct a well-substantiated evaluation about the implementation of
M&E—and in some respects, this has implications for the evaluation of the accomplishments of the
Project itself.

One further concern with respect to M&E implementation bears brief mention. The Project produced
dozens—if not hundreds—of research reports and important documents on a variety of subjects that
included biological surveys, management plans, training manuals, socio-economic analyses,
livelihood development guides, and publications related to awareness raising activities. The sheer

%0 Ms. Isabelle Van der Beck.

* The eleven courses of action that were recommended during the Project Mid Term Meeting were: (1) implementing
effective management at Hon Chong sub-site; (2) implementing effective management at Bai Thit sub-site; (3) rehabilitating
coral reefs and restocking fishery resources; (4) developing sustainable tourism management plan for the Vin Hy sub-site
and applying cross-sectoral management; (5) supporting establishment of eco-tourism at Hang Rai-Tai An; (6) supporting a
livelihood demonstration producing jam from Ninh Hai macro algae; (7) monitoring biology and socio-economic conditions; (8)
supporting demonstration of sand lizard breeding at Hon Chong Phase 2; (9) developing a management plan at Bai Thung
sub-site; (10) producing strombus snail seeds; and (11) conducting training for alternative livelihood skills.
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volume of documents attests to the productivity of the Project. However, as already mentioned in
Section II.C., the majority of project documents were in Vietnamese, with only very few documents
translated into English.* To enable a comprehensive review and evaluation of the Project’s outputs,
it would have been necessary to at least have a greater proportion of the documents in the Project
file translated into English and available for review.

These weaknesses in the implementation of the M&E system are considered significant. For this
reason, this sub-criterion is rated MODERATELY UNSATISFACTORY (MU).

In summary, while the design of the M&E system was sound, the shortfalls in the budget for M&E
likely compromised the performance of M&E functions. And in further reviewing M&E
implementation, it was noted that there were numerous gaps and weaknesses. Because of poor
performance in these areas, the overall rating for M&E is MODERATELY UNSATISFACTORY
(MU).

G. Complementarity with UNEP strategies and programmes

186.

187.

188.

189.

190.

1. Relationship to and links with UNEP’s expected accomplishments and Programme of
Work

In UNEP’s Medium-term Strategy 2010-2013, ecosystem management is identified as one of six
cross-cutting thematic priorities (sub-programmes). The goal of the Project is to reduce
environmental stress on a regionally important trans-boundary body of water in South China Sea
and Gulf of Thailand and its objective is to demonstrate an integrated management approach in
marine rehabilitation through the establishment of an MPA. It must be noted also that the Project
generally applied a participatory, cross-sectorial approach, coupled with livelihood and sustainable
financing, as supporting elements that could help to address the issue of marine degradation and
destruction in Ninh Hai district. The marine resources in this area are considered the second most
important in Vietham, and their protection and conservation are critical.

Within the ecosystem management thematic priority described in MTS 2010-2013, the following
expected accomplishments are identified:

a) That countries and regions increasingly integrate an ecosystem management approach into
development and planning processes;

b) That countries and regions have capacity to utilize ecosystem management tools; and

c) That countries and regions begin to realign their environmental programmes and financing
to address degradation of selected priority ecosystem services

By prioritizing coral reef and seagrass conservation initiatives, the Project features an ecosystem-
based management approach. Furthermore, capacity-building for MPA management was a central
pillar of the project. Also, the Project focused attention on improving management of the marine and
coastal ecosystems of the Ninh Hai area, a unique and fragile site with rich biodiversity values.

For the reasons mentioned, the Project is clearly well-aligned with the stated UNEP thematic

priorities as well as the expected accomplishments for ecosystem management, as described in the
MTS 2010-2013.

2. Alignment with Bali Strategic Plan and engagement in South-South Cooperation

The Bali Strategic Plan (BSP), adopted by the UNEP Governing Council in February 2005, is an
inter-governmental agreement and framework for strengthening the capacity of governments in
developing countries and countries with economies in transition, to coherently address their needs,

%2 For some documents, an abstract or executive summary was provided in English, but the main document was only
available in Vietnamese.
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priorities and obligations in the field of the environment. The general purpose of the Ninh Hai Project
was two-fold, i.e., to conserve and protect the marine resources of Ninh Hai District and at the same
time, to provide a sustainable source of income to local communities. Addressing these twin
objectives would help in reducing the stress to the trans-boundary water of South China Sea and
Gulf of Thailand, which is the ultimate goal of this Project.

At the same time, in order to realize its objectives, activities were undertaken within the Project that
helped to build the capacity of government institutions for improved management of the marine
ecosystem. As such, the Project demonstrates full alignment with the BSP.

As part of the BSP initiative, South-South Cooperation was established as a key mechanism for
the implementation of capacity building and technological support activities for the purpose of
responding to well defined country priorities and needs.*® South-South Cooperation stresses the
need to intensify efforts directed towards institutional capacity-building, which includes the exchange
of expertise, experiences, information and documentation.

The Ninh Hai project undertook a number of activities, such as participation in international
seminars and symposia, and regional cross-visit study tours, which were aimed at exchange of
information, knowledge, and skills, and could be considered as contributing towards South-South
Cooperation. Originally, the Ninh Hai Project was one of the coral reef demonstration site projects of
the mother project “UNEP/GEF South China Sea Project” (SCS) that included participation of 7
countries in the region. While there were delays in start-up that had prevented full coordination
between the SCS and the mother project and projects at the other demonstration sites, certain
planned activities of the Ninh Hai project were implemented for supporting SSC, including the
following:

e Ninh Thuan provincial managers and the project coordinator joined in yearly Majors’ Roundtable
meetings (MRT) held by the UNEP/GEF-SCS Project Coordinating Unit for exchanging
information and sharing management knowledge and experience (during period of 2005-2008,
while waiting for GEF approval of the Ninh Hai project proposal). Reports of outputs and
experience of Ninh Hai site were reported and sharing in each MRT.

o The Ninh Hai Site Coordinator was sent to Bolinas (Philippines) to attend the UNEP/GEF South
China Sea Project’s Regional Training Workshop on Management Models and Strategies for
Coral Reef and Seagrass Ecosystems from 29th October — 10th November 2008. This training
workshop was organized by the Marine Science Institute of the University of the Philippines, and
was led by the regional coral reef and seagrass experts Drs. Miguel Fortes and Porfirio Alino.
Lectures were delivered by scientists and experts from Philippines, Thailand, Natural
Geography in Shore Areas (NaGISA) Project

o Participants of the 4th MRT and 2nd NGO Forum (around 50 persons from 6 member countries,
and foreign professionals) visited NCNP MPA in December 2008. A fieldtrip and a seminar were
conducted by IO and NCNP management board for sharing experiences.

¢ The Ninh Hai project website was developed as a portal for exchanging information and lessons
learned with other demonstration site projects, within the regional framework of the UNEP/GEF-
SCS Project.

¢ Implemented the study tour to Mu Ko Chang National Park, Thailand, one of the coral reef
demonstration site projects under the UNEP/GEF-SCS Project (November 2013) for exchanging

¥ n response to UNEP Governing Council decisions 24/12 and 25/9, UNEP has developed the South-South Cooperation
Exchange Mechanism (http://www.unep.org/south-south-cooperation) as a critical component of efforts to advance the role
of South-South Cooperation in UNEP’s programmes of work.
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information and experiences between the two demo-sites. MKC National Park was chosen as a
destination because of the fact that it includes two conservation components, forest and coral
reefs, similar to those of NCNP. Information about the two national parks, experiences on
management approach, priority activities and results, eco-tourism development, and financing
mechanisms were shared during the visit

e The Ninh Hai Project Coordinator (Dr. Vo Si Tuan) attended national, regional, and international
conferences, symposia and workshops to share and exchange information, accomplishments,
and lessons from the Ninh Hai Project with researchers and managers from other sites, both
regionally and globally.

194. Furthermore, as part of the regional SCS program, and in light of anticipated continuation of support
for regional activities, the activities piloted under the Project may lead to further engagement for
South-South Cooperation in the future.

3. Consideration of gender (in Project design, implementation and monitoring)

195. The Project documents are generally silent on the issue of gender. There is no gender-
disaggregated data available for this project. There is no documentation to suggest that any effort
was made specifically toward gender sensitivity in planning or implementing the project. Due to the
lack of specific information on gender, it is not possible for further comment or evaluation to be
made on this subject.

V. Conclusions, Lessons Learned, and Recommendations
A. Conclusions

196. The project for Demonstration of Sustainable Management of Coral Reef Resources in the Coastal
Waters of Ninh Hai District, Ninh Thuan Province, Viet Nam was very successful in implementing a
broad range of activities:

¢ to promote improved area management of a nationally-, regionally-, and globally-significant site
containing valuable coral reef and seagrass resources;

e to develop a basis for more sustainable livelihoods that could help to reduce pressure on fisheries
and other marine resources;* and

o to build awareness of the importance of marine and coastal ecosystems and their attendant
biodiversity, and to promote greater capability on the part of resource managers to more effectively
protect and manage these ecosystems.

This was accomplished through a participatory approach that effectively engaged the members of the local
community as active partners in these three important and interrelated components of the Project.

197. It cannot be overemphasized that the well-conceived project design contributed greatly to this
success. While not all aspects of the Project were successfullyimplemented, by and large, the clear
roadmap that was established in the Project Results Framework laid a solid foundation for the
implementation of the main elements of the Project, ensuring that the intended outputs were
accomplished, and the desired outcomes achieved.

198. A second factor that contributed to the overall success of the Project was the fact that the
implementation arrangements for the Project were also quite strong. As the Project Executing
Organization, the 10 provided strong leadership and excellent technical capabilities. The various
management groups that were formed, including the PSC, the AG and the DSCU, all drew their
membership from across many sectors, which contributed to strong “buy-in” by multiple

34 As described in Section IV., B., and further illustrated in Figure 10 of Annex 6.
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stakeholders and interest groups, with the 10 skilfully coordinating their activities.

Finally, the engagement with the local community was a third determining factor that helped the
Project to be successful. The community was given opportunities to learn new skills and livelihoods
that could contribute to increased income generation. This provided an incentive for their support. In
combination with awareness-raising activities that were specifically targeted toward community
members, a greater sense of appreciation for the importance of the marine environment was
fostered. The three factors mentioned here—good design, strong leadership, and community
participation, were synergistic, so that their beneficial effects in terms of achieving Project results
were amplified.

While the Project demonstrated success in many aspects overall, it also showed weaknesses in
several important areas, that prevented it from reaching an even higher level of accomplishment.
While the design of the M&E system was sound, weaknesses were observed in how the M&E
system was implemented. Some difficulties were also noted in the financial planning and
management of the Project. Fortunately, these problems were not so serious as to make it
impossible for the Project to remain effective in most other respects.

As stated at the beginning of this section, the overall rating given for the Project is SATISFACTORY
(S). The ratings for the individual criteria that formed the basis for this evaluation are summarizedin
Table 5 below.

Table 5. Summary Evaluation Table

Criterion Summary Assessment Rating
Project is In line with objective for Subprogramme 3, HS
Ecosystem Management, in UNEP’s Programme of Work
A. Strategic relevance 2014-2015; and consistent with GEF’s Strategic Objective IW-2
and IW Strategic Programme 1 and Strategic Objectives 1 and
3
B. Achievement of outputs ;’)\:I i:1hfeu|r|>r01ect outputs were accomplished either in large part, S
C. Effectiveness: Attainment of S
project objectives and results
1. Achievement of direct outcomes Project was able to meet its medium-term outcome of S

establishing an MPA in the Ninh Hai District. This is supported
by achieving four direct outcomes.

2. Likelihood of impact In the ToC/ROtl analysis, the conditions and elements requi