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Abstract
 Over the past decade, there has been an increased use of results-based manage-

ment in Vietnam and other countries, but little empirical research exists on results-
based planning (RBP). Th is research empirically examines the impact of four organi-
zational factors on the outcomes of RBP. Data were based on 177 respondents from the 
Ministry of Agricultural and Rural Development – one of the pioneering government 
agencies adopting RBP in Vietnam. Th is study fi nds that employee commitment and 
RBP-related training have a direct, positive, and strong eff ect on the outcomes of RBP, 
and leadership support and involvement, donor support indirectly aff ect RBP out-
comes via employee commitment. Th is study contributes to the literature by off ering 
empirical evidence of the role of organizational factors in implementing reforms such 
as RBP in the context of a developing country. Some recommendations for furthering 
such reforms are also made.
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Introduction

Over recent decades, there has been an increasing interest in results-based 
management among developing countries in terms of reforming their public sec-
tors (Asia-Pacifi c CoP-MfDR, 2011; Middleton &  Regan, 2015; OECD-DAC, 
2007). Results-based management approach aims at improving management ef-
fectiveness and accountability (Curristine, 2005; OECD, 2011). It  is suggested 
that results-based management principles should apply to every stage of public 
sector management (planning, programming, budgeting, implementation, moni-
toring and evaluation) and be placed in a country context at various levels (na-
tional, subnational, sectoral and organizational) (Asia-Pacifi c CoP-MfDR, 2011; 
Middleton & Regan, 2015). 

In many non-Western developing countries including Vietnam, devel-
opment planning has been one of the key policy instruments for central gov-
ernments (Forsberg, 2007; Tan, 2012). Results-based planning (RBP) is ex-
pected to help improve development planning processes in such countries. 
In  this article, RBP refers to  the application of  results-based management 
principles within the planning processes of public agencies to achieve de-
sired outcomes. 

Past studies have found that there are many factors aff ecting results-based 
management such as leadership, stakeholder and employee commitment and in-
volvement, resources, and organizational culture, staff  competence, etc. (de Waal 
and Counet, 2009; Mayne, 2007; Asia-Pacifi c CoP-MfDR, 2011). However, em-
pirical research on RBP outcomes and its determinants in the context of non-
Western developing countries is relatively scarce. In other words, there remains 
a lack of a robust knowledge base that organizations in such countries can rely 
upon to  eff ectively implement RBP. Th is research seeks to  answer the follow-
ing research question: how do  organizational factors infl uence the outcomes 
of RBP? Th is study used both surveys and in-depth interviews with 177 public 
managers and employees from the Ministry of  Agricultural and Rural Devel-
opment (MARD) – one of  the pioneering government agencies adopting RBP 
in Vietnam.

Th is study adds to the performance management literature by examining and 
providing empirical evidence of the relationships between organizational factors 
and the outcomes of results-based reforms such as RBP in a context of a develop-
ing country. Moynihan (2006) describes the adopted reforms of  the last quar-
ter of the 20th century as giving birth to an “era of government by performance 
management”, however, while the most valuable studies off er fruitful information 
on results-oriented reforms in the most advanced nations such as the USA and 
UK, only limited perspectives of these movements have been discussed in the de-
veloping world so far (Moynihan et al, 2011; Gerrish, 2016; Pollitt and Dan, 2013; 
Gao, 2015). 

In  particular, our knowledge of  results-based management practices 
as well as the actual outcomes of performance management in both developed 
and developing countries remains limited (Nielsel, 2014; Gao, 2015; Poister 
et al, 2013). Practically, this study offers public organizations some useful sug-



61

Pham Ngoc Ha, Nguyen Th i Hong Hai. Facilitating Results-Based Planning in Developing Countries...

gestions on which organizational factors should be focused to further results-
based reforms.

The study setting involves the Vietnam Ministry of Agriculture and Rural 
Development (MARD)  – one among several pioneering and successful gov-
ernment agencies that have been implementing RBP so far. Vietnam has a tra-
dition of five-year national development plans which provide general develop-
ment orientation for the whole country and are consolidated from local and 
sector development plans at all lower levels (Vu, 2008; Tan, 2012; OECD, 2013; 
ADB, 2015). 

As a result of the growing awareness within the government of the limi-
tations of  traditional planning (e.g. unclarity of  development objectives, weak 
linkages of planning and budgets, etc.) which lead to the non-transparent and in-
effi  cient use of public resources and diffi  culties in conducting performance moni-
toring and evaluation, development planning processes have seen considerable 
reforms take place since 2001 (OECD-DAC, 2007). Over the past ten years, with 
the support of many internationally-funded projects – for example, the Asian De-
velopment Bank (ADB) provided technical assistance for the preparation and im-
plementation of the results-based socio-economic development plan 2011–2015 
(ADB, 2015) – a number of provinces and line ministries have been reforming 
the planning process with a results-based approach. It is worth noting that like 
other reforms, RBP follows the common characteristics of policy-making pro-
cesses in Vietnam such as being a gradual and experimental process and being 
increasingly aff ected by  external factors (e.g., international donors’ infl uences) 
(Dang, 2013).

Th e Ministry of Agriculture and Rural Development (MARD) is a signifi -
cant example. Th e planning reform with RBP in MARD is one of the few reform 
programs that have been successful in securing long-term sustainability by in-
stitutionalizing their program outputs and replicating pilot projects through-
out the ministry. RBP was initially introduced as a planning reform by MARD 
in 2005. The main contents of this planning reform are to make their goals 
and means more unambiguous, focus on results, and be more closely linked 
to budgets, in which the development of a hierarchy of primary and second-
ary objectives is central (OECD-DAC, 2007; World Bank, 2011; Asia-Pacific 
CoP-MfDR, 2011). 

So far, the adoption of RBP in government agencies has not been mandated 
by  central government but rather voluntary and experimental. However, RBP 
in MARD is now mandatory for all of its subdivisions. Some key features of the 
results-based approach can be seen in its sectoral development plan 2016–2020. 
As shown in Figure 1, the overall sectoral development goal was to achieve “com-
prehensive agriculture, average incomes of families in rural areas increased, natu-
ral resources protected and eff ectively, sustainably exploited.” Th is highest order 
objective was cascaded down to six specifi c objective-sector outcomes (e.g., sus-
tained and quality growth in the sector through increased productivity and pro-
duction quality) and to  a  set of  sub-sector outcomes with relevant indicators 
and targets (e.g., increased fi shery gross value-added ratio from 5.4% in  2016 
to 5.5–6% by 2020). 
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Figure 1: Agriculture Sector Development Plan: Fisheries

Discussions with a  number of  key informants in  charge of  making plans 
and actual observations in MARD fi nd that leadership support and involvement, 
international donor support, employee commitment, and well-trained civil ser-
vants are key factors aff ecting RBP success, which are also recognized in other 
public reform initiatives in Vietnam (Do & Truong, 2009; MOHA, 2015; Hung 
et al, 2015). Th e following section describes the conceptual framework devel-
oped for the study to investigate the relationships between organizational factors 
and RBP outcomes. 

Conceptual framework
RBP outcomes
Th is study defi nes RBP as the application of results-based management principles 

within the planning process of public organizations. More specifi cally, RBP involves 
rigorous analysis of intended results cascaded down from macro-level impacts to spe-
cifi c sector outcomes. Th ese results must be clearly defi ned within a budget envelope, 
with indicators and targets, and with relevant monitoring and evaluation frameworks 
(Asia-Pacifi c CoP-MfDR, 2011). RBP is expected to assist organizations in increasing 
goal/objective clarity, improving the quality and logic of their plans, fostering transpar-
ency and accountability, and evaluation of outcomes against desired objectives. 
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Aft er the economic reform, called Doi moi (Innovation) in 1986, in  line with 
the transition from a  centralized planning economy to  a  socialist-oriented market 
economy, some considerable changes have been made in Vietnamese development 
planning processes (e.g., inputs-production targets such as the types and the quantity 
of products needed to be produced are no longer emphasized). However, the planning 
process has so far still faced some limitations. To be specifi c, Vietnamese development 
plans still contain large lists of achievements, problems, objectives, targets, indicators, 
and things to do, without showing much connection between them. Very oft en, their 
goals and objectives are ambitious and weakly linked to corresponding programs and 
activities, and seldom are such goals operationalized into specific objectives which re-
sults in the low quality of and lack of  logic in the development plans. Th ese above 
limitations lead to diffi  culties for allocating resources and monitoring program perfor-
mance and evaluation of actual achievement against any planned goals and objectives 
(OECD-DAC, 2007; Do & Truong, 2009; OECD, 2013). Also, the ambiguity to the 
public on how development programs using public resources can be translated into 
actual outcomes and impacts that will benefi t them, accompanied with the lack of an 
eff ective mechanism for coordinating the planning and budget processes lead to inef-
fi cient use of resources (Williams & Cummings, 2005; Cox, 2011; Tan, 2012). 

Th  e adoption of RBP responds to such criticisms of conventional develop-
ment planning. Th e diff erence is readily seen in Table 1.

Table 1 
Traditional Planning versus Results-Based planning

Dimensions Traditional Planning Results-Based Planning (RBP)

Main focus Inputs, activities, outputs (process) 
E.g. Funding for marine 
infrastructure (inputs); volume 
of marine production (outputs)

Outputs, outcomes, impacts (results)
E.g., in addition outputs, marine resources 
are protected; marine industry is safe 
and sustainable (outcomes)

Process Internal process (within agencies 
and localities, with foci on the role 
of planning units)
Th e analysis is based on offi  cial 
data from government reporting 
system

Participatory process (stakeholder involvement) 
Th e analysis is based on internal and external 
sources, incl. independent survey data 

Th e translation of overall goals into 
specifi c objectives is not clearly 
shown

Th e translation of overall goals into specifi c 
objectives is clearly shown, identifying (sub)
sector outcomes, budget envelopes, indicators 
and targets, and monitoring and evaluation 
frameworks (results frameworks)

Outcomes 
of planning

Unclarity of development objectives Increased the clarity of development objectives

Lack of accountability and 
transparency

Increased transparency and accountability

Low quality of development plans Increased quality and logic of development plans

Diffi  culty in monitoring the program 
performance and evaluating actual 
achievement with set development 
goals and objectives

Improved monitoring of program performance 
and evaluation of outcomes against desired 
development objectives
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Th is study conceptualizes the construct “RBP outcomes” based on RBP defi -
nitions and its features generalized from the literature on results-based manage-
ment- type reforms and applied studies on RBP, as well as the actual observation 
in Vietnam (as shown in Table 1). “RBP outcomes” here is referred to as a number 
of short-term or medium-term results that are produced by the implementation 
of RBP activities such as goal/objective clarity, improvement in  the quality and 
logic of  plans, fostered transparency and accountability, and evaluation of  out-
comes against desired objectives.

Organizational factors aff ecting RBP outcomes
Many key variables are most certainly related to performance management 

practices and are well documented in the literature, including leadership, organi-
zational culture, fi nancial problems, performance management related- training, 
the number of tasks an agency performs, agency size, stakeholder and employee par-
ticipation, commitment, etc. (De Waal & Counet, 2009; Heinrich, 2002; Mayne, 2007). 
However, no specifi c combination of factors has been off ered which correctly fore-
cast the success of  performance management practices. Based on  prior research 
fi ndings and the practical evidence of the RBP adoption in the Vietnamese public 
sector as discussed in our introduction, four organizational factors that relatively in-
fl uence RBP outcomes in Vietnam are sequentially examined in this study. Th ey are 
(1) Leadership support and involvement; (2) RBP-related training; (3) International 
donor support; and (4) Employee commitment. 

 Leadership support and involvement and RBP outcomes
 Leadership support and involvement is assumed to infl uence RBP outcomes. 

Th e literature as  well as  the practical evidence of  recent public sector reforms 
in Vietnam have indicated the critical role of leadership, especially top leadership, 
in the process of change and reform in public organizations (Van Der Voet et al., 
2014; Wong, 2013; Hung et al, 2013; Pham, 2018). Similarly, a bulk of evidence 
from the literature shows that senior leadership support for a results -based ap-
proach is likely the most frequent suggestion cited in the reports of many coun-
tries on  results-based management experiences (Ariyachandra &  Frolick, 2008; 
Perrin, 2002; Mayne, 2007). 

 In Vietnam, very oft en top or senior public managers at all levels are gen-
erally responsible for the adoption of  any reforms in  their agencies/localities 
including results-based reform. Being commonly well respected and followed 
by organizational members due to the strong tradition of the high level of trust 
and obligation between leaders and followers, they are expected to  help pub-
lic agencies achieve positive outcomes of  RBP, as  widely recognized in  many 
other public sector reforms (Pham, 2018). Indeed, during the adoption of RBP 
in public organizations, once top or senior managers indicate that RBP is worth 
considering as a high priority, and they are clearly and visibly involved not only 
in  its initiation but also in  its implementation (e.g., sending strong messages 
of support for RBP to their staff  by giving speeches and notices, getting subordi-
nate involvement in the process, keeping the pressure on operating units to work 
with RBP, encouraging followers to  implement RBP, providing necessary help 
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and resources, and devoting time to RBP process), the possibility of reaching the 
desired outcomes of RBP will be increased. 

Based on the above-mentioned arguments, we hypothesize: 
H1: Leadership support and involvement has a direct, positive eff ect on RBP outcomes

RBP related training and RBP outcomes
Practical evidence in Vietnam shows that providing training and guidance 

on specifi c reform programs to managers and employees signifi cantly contributes 
to reform success. Undoubtedly, training provides managers and staff  with the nec-
essary knowledge, skills and abilities to develop and use policies/programs success-
fully (Schraeder et al, 2005). Over the past few years, thousands of Vietnamese civil 
servants at all levels, including managers and non-managers, have been sent on rel-
evant training courses whenever a specifi c reform program is deployed (e.g. Proj-
ect 30  on the simplifi cation of  administrative procedures, One-stop-shop model, 
Programs on IT application and development, etc.) (Hung et al, 2013; Pham, 2018). 
Similarly, providing RBP related-training for public servants who are involved 
in RBP implementation is of importance for its success. 

It is worth noting that adopting a results-focus requires skills not used in past 
input-oriented plans, such as  the ability to  use diff erent management techniques 
in collecting and using statistical data, monitoring performance on a variety of mea-
sures, reporting performance, and reevaluating strategies and targets based on per-
formance information. In addition, to ensure clarity and common understanding 
of RBP, and then its successful implementation and use, training needs to be eff ec-
tive. RBP-related training is considered eff ective if (1) implementers are provided, 
through training courses, with the basic knowledge and skills of RBP (e.g., defi ni-
tion, benefi ts of results-based planning, problem tree analysis, objective tree analy-
sis, logic model framework for planning); (2) the trainers are required to provide 
many excellent and real-life examples of  RBP as  well as  encourage their trainees 
to raise any questions related to the application of RBP; and (3) the trainees can ap-
ply their knowledge and skills of RBP learned from training courses in their work. 

 Obviously, during the implementation of RBP, such eff ective training pro-
vided either by  their superiors or  relevant training institutes helps employees 
to get familiar with the basic concepts of RBP, and therefore understand more 
about the whole planning process and clearly know how to implement necessary 
steps, which enhances their confi dence and acceptance of RBP and participation 
in RBP processes, leading to the achievement of desired outcomes of RBP such 
as increased clarity of plan objectives and increased quality, logic, and feasibility 
of plans. Th is argument is supported by clear evidence in the literature that the ab-
sence of eff ective training could hinder the success of performance management 
approaches (Ohemeng, 2009; De Waal & Counet, 2009; Hung et al, 2015). Based 
on the above arguments, the following hypothesis will be tested: 

 H2: Eff ective training of RBP has a direct, positive relationship with RBP outcomes.

 International donor support and RBP outcomes
External support acts as an important determinant of successful change eff orts 

including performance management (Abramson & Lawrence, 2001; Mayne, 2007; 
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Fernandez & Rainey, 2006). As discussed in our introduction, RBP was initially in-
troduced in Vietnam by international donors as the technical and fi nancial support 
for the implementation of  its development planning reforms (Forsberg & Kokko, 
2007; Tan, 2012). Like other developing countries, due to the globalization trend, 
international ideas and practices related to public administration such as new public 
management, ISO accreditation and job description have been transferred to Viet-
nam in many ways (e.g., through international donors, NGOs) (Vasavakul, 2006). 
For example, the adoption of a new public management (NPM) approach including 
RBP in the Vietnamese public sector is mostly rooted in the impacts of successful 
reform experiences from Western countries and the encouragement of various in-
ternational donors such as WB, UNDP, ADB, etc., as it is in many other developing 
countries (Garcia Moreno & Lopez, 2010; OECD-DAC, 2007).

Hence, it is argued that the success of RBP in the public sector in a develop-
ing country such as Vietnam partly depends on the degree of international donor 
support. According to Hung et al. (2013, 2015) and through practical observation 
in several Vietnamese public agencies that have been implementing results-based 
reforms such as RBP, international donors sometimes play a key role in getting such 
reforms adopted in agencies, but aft er such reforms commence, international do-
nors oft en shift  their support, technical and fi nancial alike, to other agencies or proj-
ects, which leads to the failure or termination of reforms in certain public agencies.

 To ensure RBP success, suffi  cient support from international donors, both 
technical and fi nancial, is of necessity. Th is argument is supported by the recom-
mendations on enhancing donor support to reform initiatives provided by OECD 
(2004), World Bank (2008), and Hung et al. (2013). Th e eff ects of  international 
donors’ support on the outcomes of RBP can be illustrated in the following ways: 
(1) providing technical and fi nancial support to help the implementing agency’s 
members to become familiar with RBP; (2) funding their initial eff orts in RBP; 
and (3) partly ensuring the continued use of RBP in these agencies. Th is support 
helps increase employees’ familiarity with and confi dence in  the new planning 
approach, thereby increasing employees’ participation and involvement in RBP, 
resulting in reaching desired outcomes of RBP. Th erefore, we hypothesize:

H3: Suffi  cient international donor support has a direct, positive eff ect on RBP 
outcomes.

Employee commitment to RBP and RBP outcomes
A number of previous studies indicate the positive association between em-

ployee commitment to change and the success or positive outcomes of change 
initiative (Herscovitch & Meyer, 2002; Meyer, 2007; Jaros, 2010; Hill, 2012). Com-
mitment to a change is defi ned as ‘a mindset that binds an individual to a course 
of action deemed necessary for the successful implementation of a change initiative’ 
and includes three dimensions: ‘(a) a desire to provide support for the change based 
on a belief in its inherent benefi ts (aff ective commitment to the change), (b) a recog-
nition that there are costs associated with failure to provide support for the change 
(continuance commitment to the change), and (c) a sense of obligation to pro-
vide support for the change (normative commitment to the change)’ (Herscovitch 
& Meyer, 2002, p. 475). Herscovitch and Meyer (2002) suggest that all of these com-
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ponents should combine to infl uence employee behaviors in implementing change. 
In the case of RBP which is considered as a change in the planning approach, once 
employees feel a desire to  cooperate with RBP based on  their belief in  its values 
(aff ective), think that it should be better for them to support RBP (continuance), 
and feel of sense of duty to work toward RBP (normative), they will participate 
in RBP processes more actively, resulting in the increased clarity of plan objectives 
and the increased quality and logic of plans. Th us, we hypothesize: 

H4: Employee commitment to RBP has a direct, positive eff ect on RBP outcomes.

Employee commitment as a mediating factor
A review of previous studies fi nds a positive and signifi cant relationship be-

tween training and employee commitment (Conway & Monks, 2008; Ocen & An-
gundaru, 2017; Nkosi, 2015). According to Conway and Monks (2008), training 
is one of the “top four” HRM practices positively aff ecting employee commitment 
to change. Indeed, training has a positive impact on aff ective commitment to RBP 
because training helps employees understand the benefi ts of  RBP which leads 
to the feeling of desire to contribute to RBP, whereas training positively infl uences 
normative commitment as  it emphasizes feelings of  the necessity to reciprocate 
benefi ts accorded to employees by RBP. Also, training can aff ect continuance com-
mitment to RBP because it helps employees recognize the costs associated with 
resisting change. Th us, there may exist a connection between RBP-related train-
ing and employee commitment to RBP, and outcomes of RBP in which employee 
commitment to RBP plays a mediating role. In other words, employment commit-
ment to RBP is included as a potential mediator of the training – RBP outcomes 
relationship. Th erefore, we hypothesize:

H4a: Employee commitment to RBP mediates the relationship between RBP-related 
training and RBP outcomes. 

 Similarly, past studies indicate the positive relationship of leadership practices 
and employee commitment to change (Herold et al, 2008; Wallace et al, 2013; Van 
der Voet et al, 2016). In the case of RBP, managers, by sending strong messages 
of support for RBP to their staff  through giving speeches and notices, encourag-
ing subordinates to implement the new approach, providing necessary help and 
resources, devoting time to the RBP process, and getting subordinate involvement 
in the process, can help to increase followers’ awareness and understanding of the 
values of RBP to their organization as well as the personal benefi ts they can gain 
from RBP implementation, resulting in the feeling of desire (aff ective) to support 
RBP among employees. In addition, by keeping the pressure on operating units 
to work with RBP, managers can create the feeling of a sense of duty to work to-
ward RBP (normative) and recognition among employees that it should be better 
for them to support RBP. Th is will lead to the compliance with the requirement 
of RBP which ensures that all necessary RBP activities are undertaken plus more 
participation in RBP processes, resulting in the increased clarity of plan objectives 
and the increased quality and logic of plans. Th us, this study hypothesizes: 

H4b: Employee commitment to RBP mediates the relationship between leader-
ship support and involvement and RBP outcomes. 
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Also, practical observation in Vietnam shows that international donors, 
through their technical support such as providing employees with knowledge 
on  RBP and coaching them how to  use useful management techniques and 
tools in collecting and using statistical data, monitoring performance on a va-
riety of measures (logical framework, objective tree analysis, etc.) can increase 
employee’s awareness of the potential benefits. RBP can bring to their agencies 
and themselves, hence, creating the feeling of desire to support RBP (aff ective 
commitment) and the recognition of  personal benefits associated with sup-
porting RBP (continuance commitment). Moreover, through financial sup-
port by donors such as providing budgets for collecting and analyzing data, 
training, etc. employees can obtain certain benefits which help increase their 
commitment to RBP. Gilley (2005) finds that employees tend to commit more 
to the change if they can find personal benefits from change implementation. 
Hence, we hypothesize:

H4c: Employee commitment to RBP mediates the relationship between interna-
tional donor support and RBP outcomes.

Methods
Sampling and data collection 
This article focuses primarily on the Vietnam Ministry of Agriculture and 

Rural Development (MARD) which is one of the pioneering government agen-
cies adopting RBP. Th e sample (both for the surveys and the interviews) consisted 
of  public employees from MARD who are considered as  the most knowledge-
able about RBP and directly involved in its implementation and use. Th e sampling 
frame was constructed using the snowball sample technique which started with 
a collaboration with the staff  from MARD’s Planning Department who facilitated 
the researcher’s access and provided us  with a  list of  public managers and em-
ployees central to the agency’s RBP practices. We then contacted those managers 
and employees and asked them to provide the information needed to locate other 
members directly involved in  their organizations. As  a  result, 177 participants 
were identifi ed.

Quantitative surveys and qualitative interviews were used in  our two-
stage data collection. The first stage began with five interviews that assisted 
the researcher to  further refine the survey questionnaire which was initially 
developed based on the literature review and pre-tested by two experts. In the 
following step, to test the clarity of the study as well as to avoid errors, a pilot 
survey was conducted with 25 randomly selected respondents. Based on the 
results of quantitative data analysis using SPSS 23, final revisions were made 
before conducting the main survey. Subsequently, of all 177 paper question-
naires distributed, 132 completed responses were returned within six weeks, 
giving a response rate of 74.6%. The respondents have undergraduate degrees 
(76.6%) and graduate degrees (16.6%), and have been working for eight years 
in their organizations on average. This suggests that the respondents had suf-
ficient knowledge and ability to understand and thus respond to the question-
naire appropriately.
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Measures
The survey included all the key variables measured on a  fully anchored 

5-point Likert scale including RBP outcomes and organizational factors as de-
scribed in  the framework. A  detailed list of  measures is  shown in  Appendix. 
Th e instrument for RBP outcomes was purposely developed for this research 
and based on Asia Pacifi c CoP-MfDr (2011), Middleton and Regan (2015) and 
the results of pre-survey interviews. Th is term is defi ned as the actual benefi ts 
results-based approach brings to  the planning process. Th e scale for this con-
struct includes six items. Th e example item is “As a result of using results-based 
planning in  my unit, we  increased the clarity of  our objectives.” RBP-related 
training involves a newly developed set of four items (aft er removing two items 
with low outer weight). Th e example item is “I was provided by training courses 
with basic knowledge and skills of results-based management.” Employee com-
mitment to RBP is measured with four items based on Hercovitch and Meyer’s 
(2002) commitment to change scales with a minor adaptation. Th e example item 
is “I believe in the value of RBP.” We measure international donor support in-
cluding four items. Th e item of “Funding from international donors is important 
for our continued use of  RBP” is  an example. Th e instrument for leadership 
support and involvement was developed mainly based on Th ompson and Fulla’s 
(2001) and Fernandez and Rainey’s (2006) work. Th e lead-in of  the question 
is ‘In my organization, my leaders…” Th e example item is “Are very much aware 
of the importance of RBP.”

To further refi ne the survey questionnaire, we  conducted fi ve semi-struc-
tured, qualitative interviews using the following questions: (1) How does your 
agency/unit use RBP? (2) What do you see as the most important benefi ts of RBP 
in your organization? (3) What are the key success factors of doing RBP in your 
agency and explain why? Th e interview instrument was structured in  the form 
of sequential easy-to-hard questions, and either auto-recorded or with the notes 
taken, and interview transcripts were analyzed. 

Also, we conducted a test for common method bias (CMB) in PLS using Lin-
del and Whitney’s (2001) marker variable approach. Th e maximum shared vari-
ance with the other variables of marker variable is only 6.86% (.2622), which shows 
that CMB is not a signifi cant concern in our data.

Data analysis and key fi ndings

A framework from the literature review and empirical observations of cur-
rent RBP in the Vietnamese context was developed and tested using mixed 
methods with foci on the survey. Quantitative data were analyzed using the Par-
tial Least Squares Structural Equation Modeling (PLS-SEM) technique, whereas 
qualitative data obtained from in-depth interviews were thematically analyzed 
and used to refi ne the survey instruments developed from the literature and pre-
validated measurement items. We applied PLS-SEM to investigate how organi-
zational factors impact RBP outcomes due to the following reasons. First, Struc-
tural Equation Modeling (SEM) is a powerful statistical technique that is widely 
recommended to use as an appropriate method in social science (Hair et al, 



70

Public Administration Issues. 2020. Special Issue I

2011). Basically, PLS-SEM is similar to regression techniques, but simultane-
ously tests the measurement model (relationships between a latent variable and 
its indicator) and structural model (relationships among latent variables) (Ver-
beeten, 2008). Second, our theoretical model considers the indirect relation-
ship between variables via mediators which can be easily disregarded in stan-
dard regression techniques (Moynihan et  al, 2011). Th ird, compared to  other 
SEM techniques, PLS does not require large sample sizes and residual distribu-
tions (Chin et al, 2003; Hair et al, 2014). Following Hair et al’s (2014) guidance, 
we subsequently examined the measurement model and the structural model for 
discriminant and convergent validity and reliability, and for testing hypotheses, 
respectively.

Measurement model
Table 2 provides the information on variables and measurement. Items uti-

lized to measure all refl ective constructs were highly reliable with all the Cron-
bach’s Alpha > 0.79, indicator outer loadings were greater than 0.70, the average 
variance extracted (AVE) for all variables was higher than the accepted level of 0.5 
(Hair et  al, 2014), and composite reliability was well above 0.8, demonstrating 
acceptable convergent validity. In addition, outer loadings of all constructs were 
higher than all their cross loadings with other constructs (not shown), indicating 
acceptable discriminant validity. 

Table 2 
Reliability and convergent validity assessment 

of the refl ective constructs
 Constructs Items Loading Sig Alpha CR AVE

RBP outcomes (6) 1 .886 p < .001

.973 .976 .774

2 .904 p < .001

3 .864 p < .001

4 .874 p < .001

5 .907 p < .001

6 .898 p < .001

Employee commitment to RBP (4) 1 .914 p < .001

.907 .941 .843
2 .943 p < .001

3 .937 p < .001

4 .903 p < .001

Leadership support and involvement (4) 1 .810 p < .001

.887 .918 .691
2 .903 p < .001

3 .838 p < .001

4 .845 p < .001
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 Constructs Items Loading Sig Alpha CR AVE

Donor support (4) 1 .829 p < .001

.895 .927 .760
2 .910 p < .001

3 .912 p < .001

4 .833 p < .001

RBP-related training (4) 1 .859 p < .001

.859 .904 .702
2 .886 p < .001

3 .814 p < .001

4 .789 p < .001

Structural model 
Th e structural model is assessed by collinearity, the level and signifi cance 

of the path coeffi  cients and the coeffi  cient of determination (R2), eff ect size (f 2), 
predictive relevance (q2) (Hair et al, 2014). All constructs in the model have toler-
ance levels above 0.20 and VIF below the critical value of 5 (not shown). Hence, 
collinearity among the predictor constructs is not an issue in the structural model. 
Th e blindfolding results show that q2 and f 2 values are above 0 (not shown), indi-
cating that the exogenous constructs have predictive relevance for the endogenous 
constructs under consideration. Th e bootstrapping results show that the majority 
of path coeffi  cients are signifi cant. As suggested by Fornell (1982), all insignifi cant 
relationships were eliminated from the PLS-SEM model to  identify equivalent 
models that fi t the data and theory best. Ultimately, we arrived at a fi nal PLS-SEM 
model specifi cation (see Figure 2). As shown, the PLS-SEM structural model in-
cludes path coeffi  cients, signifi cance level (p-value), and variance explained (R2) 
for each endogenous construct (dependent variable).

Figure 2: Final PLS-SEM structural model

Note: ** p < .001, * p < .05

**
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 Th e examination of total eff ects, as shown in Table 3, brought more interesting 
results. To be specifi c, it shows the strength of each driver construct that ultimately 
infl uences the target construct (RBP outcomes) via the mediating construct “Em-
ployee commitment to RBP.” Among predictor constructs, employee commitment 
has the strongest total eff ect on RBP outcomes (.543), followed by training (.431), 
and donor support (.302). Th e results obtained from running bootstrapping show 
the R2 values of RBP outcomes (.589). In this research model, 58.9% of the RBP 
outcomes variation is explained by its relationships with RBP-related training, em-
ployee commitment, leadership support and involvement, and donor support. 

Table 3
Total eff ects

 Employee commitment RBP outcomes

Employee commitment .543

RBP-related training .239 .431

Leadership support and involvement .182 .099

Donor support .557 .302

R square (R2) .694 .589

 
In order to further examine findings of the relationship of organizational 

variables and RBP outcomes provided by  standard PLS-SEM analyses, two ad-
vanced analyses were conducted including mediator analysis and importance-
performance matrix analysis (IPMA) (Hair et al, 2014). It is hypothesized that the 
relationships between the constructs “RBP-related training”, “Leadership support 
and involvement”, “Donor support”, and RBP outcomes are mediated by employee 
commitment. To test whether these relationships exist, a necessary condition is the 
signifi cance of the relationships between these constructs and employee commit-
ment (.239, .183, .555 respectively), and between employee commitment and RBP 
outcomes (.584) (Hair et al, 2014). Th e bootstrapping results (not shown) indicate 
the signifi cance of  these relationships (p<0.05). Hence, employee commitment 
to  RBP mediates the relationships between training, leadership support, donor 
support, and RBP outcomes. Th e results of IPMA analysis (not shown) show that 
employee commitment to RBP is of primary importance for creating RBP out-
comes, but its performance is lower than the average value of all constructs. Th us, 
to improve RBP outcomes, the construct of employee commitment to RBP should 
be emphasized. 

Hypothesis testing and signifi cant results on the hypothesized relationships be-
tween organizational factors and RBP practices 

As suggested by Hair et al (2014) and Kock (2015), to  test the signifi cance 
of hypothesized relationships which serves to test hypotheses, the bootstrapping 
procedure was conducted. Hypotheses with a signifi cance value of p < .05 are con-
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sidered as statistically supported (Hair et al, 2014, Kock, 2015). Th e bootstrapping 
results indicate that five out of seven hypothesized relationships (i.e., H2, H4, 
H4a, H4b, H4c) are supported. 

 As expected, H2  is accepted, indicating the positive infl uence of RBP-re-
lated training on RBP outcomes. The path coefficient and p-values show that 
employee commitment has a  direct and positive infl uence on  RBP outcomes, 
providing evidence for supporting H4. Interestingly, no statistical evidence from 
the data is found to support the direct relationships between leadership support 
and involvement as  well as  donor support and RBP outcomes, hence H1  and 
H3 are rejected. However, these two constructs indirectly impact on RBP out-
comes via employee commitment, thus H4b, H4c are accepted. Th e results also 
show that RBP-related training has an indirect impact on RBP outcomes via em-
ployee commitment (H4a) alongside its direct relationship with RBP outcomes 
as confi rmed in H2. 

There are several findings worth noting. Employee commitment has the 
strongest eff ect on RBP outcomes. Th is result supports previous studies indicat-
ing the positive association between employee commitment to change and the 
success or positive outcomes of change initiative (Herscovitch & Meyer, 2002; 
Jaros, 2010; Hill, 2012). RBP-related training has both direct and indirect infl u-
ence on RBP outcomes. Th is fi nding agrees with results from previous studies 
indicating the importance of training in developing and using results-based ini-
tiatives successfully (Schraeder et al, 2005; Ohemeng, 2009; De Waal & Counet, 
2009; Hung et al, 2015). Although leadership support and involvement and do-
nor support have no direct relationships with RBP outcomes, they indirectly af-
fect RBP outcomes via employee commitment. A statement by a planning expert 
from MARD could be  one explanation for these insignifi cant direct relation-
ships with RBP outcomes: 

In my own view, the role of international support is normally limited to the 
initiation phase, this means that once RBP has been adopted in a certain agen-
cy, they are no longer involved. Similarly, top or senior managers are clearly 
and visibly involved mostly in RBP initiation, but not in its implementation. 

Also, most qualitative evidence in this study indicates the crucial role of top 
managers and international donors in introducing and getting RBP adopted 
by MARD. For example:

As for top leaders, they mainly demonstrate their strong support and high 
commitment to this new planning approach [RBP] publicly through their 
speeches in meetings or conferences, especially in front of international donors 
and higher management level…even one of our top manager used to strongly 
stress that “we should have adopted results-based planning 10–15 years ago”. 
To be frank, thanks to these supports, this planning method has been adopted 
in our Directorate until now. 
All related training courses have been provided to civil servants in our Min-
istry through internationally funded projects
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Discussion and conclusion

Th e main objective of this study is to examine the impact of organizational 
factors on RBP outcomes in a developing country such as Vietnam. Th e fi ndings 
show that employee commitment to RBP has a strongly positive and direct rela-
tionship with RBP outcomes, followed by RBP-related training, while donor sup-
port and leadership support and involvement indirectly aff ect RBP outcomes via 
employee commitment. Based on  these fi ndings, the study suggests that to  im-
prove RBP outcomes, employee commitment should be more emphasized and that 
leadership support and involvement, international support and eff ective training 
can help increase such commitment.

 Prior to  furthering the discussion on  the implications of  this study, some 
limitations from the data and measurements are noted. First, as our study uses 
questionnaire methodology, the issue of  common method bias (CMB) should 
be considered. Instead of using “hard measures” in this study we used self-report 
data from public employees to evaluate the RBP outcomes which may not refl ect 
accurately what the actual RBP outcomes are. Most of the measures were devel-
oped for the purpose of this study based on the previous research coupled with 
observations of existing contexts of RBP. Th erefore, much remains to be done for 
further refi nement. To minimize the possibility of measurement errors, we con-
ducted a  careful research design with pre-survey interviews and questionnaire 
testing. Also, our test conducted for CMB in PLS-SEM using Lindel and Whit-
ney’s (2001) marker variable approach shows that CMB is not a signifi cant con-
cern in our data. Second, our data were collected in Vietnam – a one-party and 
centralized state with its unique and complex planning system, therefore the fi nd-
ings may not be transferable to other countries. Another source of concern may 
be the selection of snowball sampling methods that may limit the generalizability 
of the fi ndings (Brewer & Miller, 2003; Atkinson, 2001). However, this research 
was carefully designed and followed strict sampling procedures suggested by  the 
previous researchers (Heckathorn, 1997; Atkinson, 2001), which can minimize 
this limitation.

 Th e research makes a signifi cant contribution to the performance manage-
ment literature by providing empirical evidence of the relationships between orga-
nizational factors and the outcomes of results-based reforms such as RBP in a con-
text of  a  developing country. In  a  developing country such as  Vietnam, where 
development planning is still a vital instrument of policy-making, furthering out-
comes is  essential to  on-going results-based public sector reforms. Despite the 
initial promising results of RBP, much still needs to be done to overcome the re-
maining challenges to RBP. Much still needs to be learnt about why results-based 
reforms and their elements achieve success in some developing countries, but less 
so in others (Mongkol, 2011). By off ering public organizations an insight into the 
specifi c factors as a means of furthering RBP, this study has the potential to help 
increase the chance of successful implementation and widespread use of results-
based reforms in Vietnam as well as in other developing countries.

Notably, practical experience of RBP in the Vietnamese Ministry of Agricul-
tural and Rural Development shows that donor support is among the organiza-
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tional factors that create RBP outcomes, though indirectly via employee commit-
ment. Th is suits the fact that the adoption of such a new management approach 
as RBP in the Vietnamese public sector, like in many developing countries, has 
been aff ected by the encouragement (even forces) of various international donors 
such as  WB, UNDP, etc. However, such reform programs are oft en successful 
in the short-term rather than in the long-term. Hence, in order to get RBP widely 
and successfully applied in Vietnam in the long-term, government agencies need 
to gradually reduce the dependence on  international donors in  sustaining RBP 
through increasing the role of leadership at all levels and training, thereby helping 
enhance employee commitment to RBP. Th is is possible as Vietnam has a tradition 
of strong country ownership of its reform programs though it is among the largest 
recipients of ODA in the world (World Bank, 2007). 

Th e study fi ndings can be very helpful in developing certain training programs 
to increase the commitment to RBP among public employees, thereby increasing 
RBP outcomes. To be specifi c, courses on results-based management with funda-
mental knowledge and skills of this approach, a considerable amount of time, and 
the participation of knowledgeable, skillful, and experienced instructors should 
be part of  training or  retraining programs for civil servants at all levels. Public 
leaders, especially at  the top level should seriously participate in  such training 
courses even though it is tough to get them to undertake such training. However, 
if results-based management is added to the national curriculum for the training 
and retraining of civil servants, it will be easy to persuade leaders to adopt and 
sustain RBP though they do not receive any support from international donors. 

Despite its limitations, our study off ers several interesting and promising 
fi ndings and it does provide several opportunities for future research. Firstly, since 
some measures of the study constructs, signifi cantly the RBP outcomes, are newly 
developed based on the literature review and practical observations in the Viet-
namese context, it would be of interest if the validity and reliability of these mea-
surements are more rigorously tested in future studies. Secondly, there are several 
possibilities for the application of these research fi ndings. Specifi cally, these fi nd-
ings can be applied in other developing settings with the same conditions as those 
in this research and then a comparison of the fi ndings across contexts can be con-
ducted. Also, future studies could include a  larger number of Vietnamese pub-
lic agencies in their sample to empirically test the generalizability of the research 
fi ndings towards the whole public sector. Th irdly, more specifi c and longitudinal 
research on  the practices of  RBP in  developing settings would provide us  with 
a deeper understanding of RBP itself and the determinants of RBP outcomes as our 
research uses cross-sectional data. Th ough pre-survey interviews were conducted 
as a supplement to surveys, neither of the key variables in our research, especially 
RBP outcomes, was examined in much depth or breadth. 

In conclusion, towards a “whole-of-government managing for results” that 
is expected to create a more accountable, transparent and eff ective government, 
each government agency should start RBP with careful consideration of the orga-
nizational factors aff ecting this planning approach, and then integrate RBP into all 
the other stages of public sector management (programming, budgeting, imple-
mentation, and monitoring and evaluation). 
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APPENDIX

Construct measurement items

RBP outcomes (Developed for this study but based on: (Asia Pacifi c CoP-MfDr, 
2011), (Middleton & Regan, 2015)).
1. Increased the clarity of our objectives.
2. Increased quality of our plans.
3. Increased logic of our plans.
4. Increased the feasibility of plans.
5. Increased accountability and transparency in our planning.
6. Improved the evaluation of outcomes against desired objectives.

RBP-related training (Developed for this study but based on: (Mayne, 2007), 
(Hung et al., 2015)).
1. I was provided by training courses with basic knowledge and skills of RBP 

(e.g., defi nition, benefi ts of results-based planning, problem tree analysis, ob-
jective tree analysis, logic model framework for planning).

2. During our training, we were able to ask questions about how we could use RBP.
3. Our trainers provided many excellent and real-life examples of RBP. 
4. Aft er receiving training, I can apply knowledge and skills of RBP in my work.

Employee commitment to RBP (Developed for this study but based on: (Hercovitch 
& Meyer, 2002)).
1. I believe in the value of RBP.
2. I think that management is making the right decision by introducing RBP.
3. I feel a sense of duty to work toward RBP.
4. I do not think it would be right of me to oppose of RBP.

Leadership support and involvement (Developed for this study but based on: 
(Th ompson & Fulla, 2001), (Fernandez & Rainey, 2006)).
1. Are very much aware of the importance of RBP.
2. Are strongly involved in a new planning process.
3. Keep the pressure on operating units to work with RBP.
4. Always support and encourage subordinates to implement the RBP approach.
5. Provide most of  the necessary help and resources to  enable subordinates 

to implement RBP.

International donor support (Developed for this study but based on: (Forsberg 
& Kokko, 2007), (Hung et al., 2013)).
1. My agency receives support from international donors for implementing RBP.
2. International donors helped us to become familiar with RBP. 
3. International donors funded our initial eff orts in RBP. 
4. Funding from international donors is important for our continued use of RBP.


