Identification for a Technical Support Unit

Program: Technical Support Unit to support the different Vietnamese partners in the selected provinces for the implementation of the focal sector 1 “Water & Sanitation management in the framework of Urbanisation and Climate Change” of the ICP 2011-2015 of the Belgium - Vietnam Cooperation
1. Subject

This proposed intervention is not an independent but an overarching project, to support the three selected provinces which will be working on W&S in the framework of Urbanization and Climate Change. 

The 3 provincial identifications under preparation – Ninh Thuan, Binh Thuan and Ha Tinh - are proposed to be jointly formulated in a coherent program, supported by a pool of technical assistants, called a Technical Support Unit (TSU) which will support the different Vietnamese institutions in implementing their project. 
This support will be given through 7 key activities – which are developed further in the draft reference terms for the technical support unit, but which will need to be further developed and confirmed during the formulation- :

1. Support the knowledge management and the development of methodological and technical tools and solutions for the Vietnamese partners of the projects and programs of the Belgian – Vietnamese cooperation;

2. Assure continuous support (accompanying, coaching, training) to the different partner institutions and project implementation units in order to respond to their needs and to guarantee/improve the quality their actions;

3. Assure the overall coherence of the implementation with the evolutions in the related sectors in Vietnam (Strategies & policies, circulars developed by MARD, NCerwass, MoNRE, MoC, MPI, ...). Special attention will be given to support MoNRE & provincial DoNRE’s since this ministry, created in 2003, plays a key role in protection of the environment and in the implementation of the National Climate Change strategy.
4. Develop and implement a holistic strategy of monitoring and evaluation and strengthening of capacity for the different projects and partner institutions;

5. Support the operational, sector and policy dialogue at all levels, with the possibility of coordinating with the GETS facility when this becomes operational;
6. Plan and Report and support the reporting on the progress of the implementation of the ICP in accordance with the requirements of the Belgian stakeholders in cooperation with the Vietnamese partner institutions;

7. Assure the mainstreaming of cross cutting themes in all aspects of the implementation of the ICP.

The rationale for the proposed TSU is linked with the recent evolutions of the portfolio of the Belgian-Vietnamese cooperation, with larger and more complex programs that respect the principles of alignment and ownership. The proposal is also based on recent challenges encountered that plead for a more flexible approach for timely mobilization of experts.

The proposal aspires to use the opportunity created by the changes in portfolio to increase the quality of the technical expertise delivered not only to the different partners, but also to the overall program including supporting the quality of the dialogue between Belgium & Vietnam & between stakeholders in Vietnam. The TSU aspires to improve the absorption capacity for the ICP and contributes to the mainstreaming of cross cutting themes. 
2. The partner institution in charge

Since the intervention will assure support to the different provincial projects of the ICP in a cross cutting approach, no specific line ministry can currently be defined – W&S is a sector covered by different line ministries: MoNRE, MARD, MoC –, nor a lead province at this moment. The formulation will analyze and propose the main counterpart for the follow-up of and coordination of the implementation of the intervention as well as the most adapted management modalities for the TSU.
3. Overall and specific objectives of the intervention

3.1. Problem analysis
Changing context of the bilateral cooperation: a move from small projects towards larger and multi disciplinary programs: One TA per project limits effectiveness and does not cover needs

The ICP of 2007 started a trend towards larger projects especially in the provinces, which need different fields of competence (institutional development, PAR, planning & budgeting, engineering, combinations of irrigation, solid waste management, hydrology), which cannot easily be addressed by one individual TA. 

Overall budgets doubled for projects of the ICP 2007 compared to the previous period, while they more than tripled for the projects in the focal sector of Water & Sanitation increasing from an average of 2,3 Million Euro per project to 7,1 million Euro
.

At the same time the modalities for implementation evolved based on the principles of the Hanoi Core Statement, implying that the overall management is more and more taken up by the Vietnamese partner institutions, limiting the overall management role of the BTC staff. A full time presence of a TA in each project to jointly manage a project is no longer automatically needed to assure the daily management.

However notwithstanding these fundamental changes, the provision of technical assistance remained under the ICP 2007 unchanged, with one technical assistant per project in charge of supplying the broad range of technical inputs and assuring monitoring and reporting.

All projects of the ICP 2007 had serious delays due to the difficult process to find qualified experts (recruitment, agreement and mobilization) with an average delay of 9,5 months.
 These delays are almost unavoidable when TA is linked to SA of projects. 
Since projects become more complex and cover different fields of expertise, while at the same time - even when there is a larger total budget - it is not reasonable to have for each component a permanent key expert, formulations had to balance between what realistically can & what ideally should be in the profile of the limited number of experts. This resulted in increasing in the profile of the experts the required qualifications, rendering the finding of the right expert more difficult, but also led to leaving out some needed qualifications.

This ‘classical’ approach of having one international TA affected to each of the projects resulted in an easily identifiable loss of effectiveness: An engineer in agronomy, expert in irrigation works and rural water supply, has to acquaint himself with solid waste management to cover these components of ‘his’ project. At the same time a civil engineer in a project in another province with years of experience in solid waste management has to supervise the construction of an irrigation reservoir and network of canals and work on participative irrigation management. Both struggle with approaches of institutional capacity assessments and the development of capacity a building plan that go beyond classical trainings or study tours, which results in slower progress and limits the possibilities for innovation and capitalization of expertise. 
The recent experiences in searching for both international and national experts to work at provincial level, confirmed also the difficulty to attract qualified staff willing to isolate themselves in more remote provinces even in a middle-income country like Vietnam. 
Although stronger attention for cross cutting themes – be it environment or gender – is expressed as an ambition, it must be noted that up till now, this attention is often pro forma, both in project documents as in reports  cross cutting themes do not obtain much attention and the activities only symbolically address these themes. This is not due to a lack of willingness, but to a lack of a coherent comprehension and approach towards these themes and no focussed follow-up. 

Focal Sector 1 of ICP 2011-2015 continuous in direction of larger multidisciplinary programs

The draft ICP 2011-2015 reinforces the move towards larger and more complex programs especially in focal sector 1 as well as the move towards shifting the overall management to the Vietnamese partner institutions. 
The first focal sector - Support for “Water and Sanitation management in the framework of Urbanisation & Climate Change” – expressly ambitions a holistic and cross sector approach by presenting as long term result: “to strengthen the capacity of the Vietnamese partner institutions to provide effective governance to ensure that threats of rapid urbanisation and climate change are properly mitigated through a multidisciplinary approach in water and sanitation.”

The ICP intends to put an emphasis on institutional support in order to strengthen local authorities, so they can fulfil their role in the field of better management of urban environment and infrastructure to manage potential climate-related impacts. Special attention will be paid to targeted, city-specific solutions that combine infrastructure investments, zoning, and ecosystem-based strategies.  Pilot programmes in the field of climate-proof urban infrastructure investments will strengthen the institutional support while providing the necessary feedback for improvement of policy.  The criteria for the identification of the future infrastructure interventions read:

· Emphasis on institutional support (including capacity building) at district and province level (decentralized planning, urban planning and development) before engaging in specific infrastructure works;

· To approach ‘water and sanitation’ from an institutional perspective; 

· Prioritisation of the poor, in particular women;

· Willingness of local authorities on a transparent implementation and actively combat corruption;
· To approach ‘water and sanitation’ in a comprehensive and gender sensitive way (water resource management, socio-economic and environmental context, education and awareness raising);

· To be located in a limited number of provinces (2 to 3);

· To be provinces where the Belgian Development Cooperation has an added value through its long-term cooperation with the local authorities;

· To consist of a geographical concentration of interventions to maximise impact and lessons-learned around a mid-size town;

· To encourage an interplay and synergies between individual projects/interventions to maximise efficiency of implementation;

· To be consistent with existing and/or future national CC and gender policy plans. 
· To fit in the available financial envelope for Water and Sanitation interventions;

It is clear from the outset that it is not possible for one technical assistant to cover the multitude of expertise needed to deliver the required technical inputs for these projects, while it is also clear from the outset that different interventions in the same sector will require similar technical inputs.
The ICP indicates also a stronger need for focus on knowledge management and efforts for capitalization necessary for providing the necessary feedback for improvement of policy. To assure this ambition, the program must be part of an active dialogue covering operational, sector specific and policy concerns at decentralized levels and national levels. The program and the experts supporting the program must be able to keep themselves updated with the developments of relevant national policies and to actively feed back into forums at national level to increase the impact of the pilot programmes. 
3.2. The overall and specific objectives of the proposed intervention:
The general objective of the Technical Support Unit is to improve the quality of the Belgian – Vietnamese cooperation in response to its increased ambitions to have a stronger impact on complex political and societal change processes.

The specific objective of the Technical Support Unit is to organize and deliver the needed technical expertise for the program of the Belgian – Vietnamese Development cooperation as formulated in the Indicative Cooperation Program inclusive for the mainstreaming of the crosscutting themes like gender and environment, to the different projects and partner institutions and to feedback lessons learned to Vietnamese line ministries.
4. Beneficiaries and localization of the intervention

The technical support unit will assure that for the different key results, the necessary support is given to the Vietnamese partners to obtain an optimized implementation of the activities supported by the Belgian-Vietnamese cooperation. The direct beneficiaries are the different Vietnamese partner institutions, their relevant departments and divisions both at central, provincial, district or commune level. 

The indirect beneficiaries will be the beneficiaries of the different interventions supported by the Belgian program for the focal sector 1.

5. Relevance 

Overall relevance of the intervention is linked with the relevance of the focal sector 1 of the ICP. The proposed intervention will allow the provision at the start-up of more proactive technical assistance, assuring progress of the different components and in the different fields of expertise at the same time. This will support overall an important improvement in attaining project results within the projected time frame, which becomes more important considering the ambition of the cooperation program to avoid possible extensions of projects.

Both Vietnam as Belgium promote increased attention to cross cutting themes, like gender mainstreaming and environment. The intervention has the potential to allow a more inclusive attention to these crosscutting teams by making resources available for the entire program. 
Finally the intervention will improve overall synergies between programs and improve knowledge management to assure a coherent documenting of the pilot experiences to allow Vietnam to appraise the lessons learned and to consider them for further policy improvements and with the main focus to strengthen the capacity of Vietnamese public institutions in line with the Vietnamese ODA policy.
6. Synergies & coherence
The intervention will strengthen the harmonization & alignment efforts of the cooperation program and is immediately correlated with the evolution to national execution (alignment) for the other interventions under component 1 to have the majority of the implementation of the activities being managed directly by the Vietnamese partner institutions.

Due to the fact that technical experts are not full time linked to one provincial project or intervention, they will be able to document more lessons learned also from other interventions supported by other donors or on the budget of the Vietnamese government and feed these experiences into the implementation of the programs supported by Belgium.
The intervention will specifically assure that lessons learned in one program in the focal sector 1 can be immediately capitalized in the other programs supported by Belgium.

7. Budget and duration of the intervention
The proposed budget for the intervention is 4 million Euro.

This budget can be reviewed based on the reviews made by the JWT.

The intervention will cover the lifespan of the 3 provincial projects estimated at 60 months at this moment or 5 years.

8. Sustainability
The expertise given through the intervention will be identified based on assessments and discussions with the different stakeholders to respond to real needs for technical assistance. The experts mobilized through this intervention will assure that they fully understand the context of the Vietnamese regulations and institutional environment to assure realistic and feasible proposals based on international best practices.
The support given through the intervention will improve the overall capacities of the Vietnamese partner institutions and the sustainability of the implementation of the focal sector 1 supported activities.
� The total budgets of the 25 ongoing projects at the moment of signing the ICP 2007 amounted to a total budget of 58,8 million euro or an average of 2,3 million Euro. The total budgets of the 5 projects of the ICP 2007 amount to a total budget of 27 Million Euro or an average of 5,4 million Euro. The 3 projects in the W&S sector stand for a total budget of 22.5 Million Euro or on average 7,1 Million Euro.


� VIE0703311 SPR 10 months; VIE0703411 Monre 11 months; VIE0703511 Binh Dinh 8 months ; VIE0703611 Nghe An : 9 months (and only after changing from International to national) and VIE0803711 Ninh Thuan: 9 months (real time before TA was there and still to mobilize ITA’s)
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