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Abbreviations 

AWS  American Welding Society 

BMZ  German Federal Ministry of Economic Cooperation and Development 

CIM  Centrum für Internationale Migration und Entwicklung 

CoE  Centre of Excellence 

FDI  Foreign Direct Investment 
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GoV  Government of Viet Nam 

GIZ  Deutsche Gesellschaft für Internationale Zusammenarbeit (GTZ) GmbH 
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HRD  Human Resource Development 
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TVET  Technical and Vocational Education and Training 
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1 Introduction and Scope of the Study 

Currently, many Vietnamese enterprises suffer from insufficient availability of qualified 

labour. In particular, insufficient practical skills and lacking workplace-specific competences, 

(experience in real working processes) are named as weaknesses of graduates, which were 

trained at TVET institutes. In-company training - as a complement to training provided in 

TVET institutes – seems to be an adequate measure to overcome these problems. 

Nevertheless, high training cost combined with unclear or unpredictable benefits are often 

used as an argument of employers against increasing their engagement in TVET. 

At the same time, with regard to financing of the TVET system, the Vietnamese government 

has clearly set the target of ongoing diversification of fund generation. This refers to the 

general policy on “socialisation” of TVET cost. Apart from resources mobilized from trainees 

(through fees), particularly a stronger participation of enterprises is intended - in both, 

delivery and financing of vocational training.
1
 

All this demonstrates that it remains a big challenge of the Vietnamese government to 

motivate enterprises to get further engaged in the training process. As a consequence, it is 

essential that discussions on enterprise-based training are underlined by reliable estimates 

of what employers are already contributing (e.g. through internship offers and further training 

on-the-job after recruitment of graduates) and figures on cost that are involved on the 

employer’s side. On the other side, identification of employers’ benefits from TVET activities 

can help to gain arguments for a stronger participation of enterprises in TVET.  

According to previous studies conducted by German Development Cooperation projects in 

other countries, much more companies could be motivated, being aware of the significant 

financial and non-financial benefits by providing workplace-integrated training. Respective 

analyses can contribute to raise interest and ownership among enterprises to take a greater 

stake in TVET through company-based training. This can take effect mainly in two ways: 

First, monetary benefits generated through trainees’ productivity are estimated. Secondly, 

awareness is created among enterprises on qualitative benefits, which are effective though 

they cannot be directly measured in terms of financial value. In Viet Nam, however, 

systematic analyses of cost and benefits of TVET for employers are not yet available.  

These considerations formed the basis of KfW’s suggestion to assign PLANCO with 

conduction of an exemplary cost-benefit analysis of TVET from the enterprises’ perspective 

in Viet Nam.  

In section 2, the methodology applied for the survey is described. This includes a short 

outline on number and type of selected enterprises/occupations, as well as an introduction to 

the Excel-based analysis tool with its different spread sheets to gain the required data. 

Section 3 contains the analysis results for the single enterprises, incl. the main cost types, a 

comparison of cost and quantifiable benefits, an estimation on non-quantifiable benefits etc.. 

In section 4, these results are summarized and interpreted on the whole. The small number 

of surveyed enterprises does not allow for statements being statistically firm; however, at 

least qualitative conclusions can be drawn with regard to 

• a comparison of internships in different occupations; 

• a comparison of different in-company training concepts (separate training workshops vs. 

on-the-job training in production processes); 

                                                           

1  This policy was already incorporated in the recent TVET law, which states the plan to establish a national TVET 
fund – to be financed primarily by the state, but with the clear intention to raise more and more contributions 
from enterprises in the future. 
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• the key motivation factors found for enterprises’ engagement in TVET delivery; 

• experiences gained with the application of the tool; 

• recommendations for further utilization of the tool. 

2 Applied Methodology 

2.1 Enterprise Survey 

In Viet Nam, in-company training is rarely conducted in the form of long-term programmes 

with clearly defined and structured contents to be trained on-the-job. It is rather common that 

trainees of TVET institutes during their enrolment spend a few months in companies as 

interns;
2
 such internships are mandatory according to nearly all official training curricula in 

technical occupations. Hence, they can be regarded as the “typical” form of in-company 

training in Viet Nam, and were thus subject to analysis within this study. 

In this context, a consultant mission was conducted by PLANCO on 7-17 August 2012, 

comprising a survey among 7 employers
3
 located in the provinces Dong Nai, Vung Tau and 

Ho Chi Minh City (all in southern Viet Nam). Only those enterprises were interviewed, which 

employ skilled technical labourers in the occupational areas electronics/electrics and metal 

technology – as these sectors are of high relevance for the socio-economic growth of Viet 

Nam, and are also being supported within ongoing Vietnamese-German development 

cooperation projects in TVET. In order to keep the results as comparable as possible, the 

cost-benefit analysis was limited to internships in the three occupations “welding”, “electrics” 

and “mechanics”.
4
 Duration of the analyzed internships varied from 2-5 months. 

Out of the 7 companies visited, 5 are providing internships for TVET trainees, some of them 

in several occupations. In total, the number of analyzed internship programmes in the 

different occupations is as follows: 

• 4 in welding (2 - 5 months), 

• 3 in mechanics (2.5 – 3 months), and 

• 3 in electrics (2.5 – 3 months). 

Two of the companies do not offer internship opportunities for trainees at all; they assign 

TVET graduates only, after final examination at the TVET institutes. At these enterprises, 

however, the cost of external recruitment through necessary re-training
5
 of TVET graduates 

were exemplarily estimated.  

The visits always consisted of a structured interview, taking approx. 2-4 hours, which was 

mostly followed by a tour of the company’s workshops showing the workplaces where 

trainees / interns are placed. The surveys were organized with support of the future Centre 

                                                           

2 
 The terms ‘trainee’ and ‘intern’, although not having the same meaning in principle, may be synonymously used 

in the following text. This simplification, however, is admissible only in the special context of this study (cost-
benefit-analysis of internships as one type of in-company training in Vietnamese enterprises), whereas trainees 
are interns at the same time; it may not be generalized. 

3  The enterprises are all owned and/or managed by Vietnamese staff. Size and age of the companies are 
different: Numbers of employees vary from approx. 100 to 3,000, years of establishment from 1996 to 2008. 

4
  No differentiation was made between those interns, who are trainees in programmes at college level, and those 

being trainees at intermediate or lower levels within the Vietnamese TVET system. 
5  

In this study, the term „re-training“ is used to describe all necessary workplace-based instructions, which a new 
employee has to receive after employment until she or he is fully integrated in the working process and disposes 
of all necessary practical skills required in the respective job. 
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of Competence at LILAMA 2 as this institute has already established a closed cooperation 

with several enterprises in the relevant sectors.
6
 

2.2 Cost-Benefit-Analysis Tool 

In 2010 and 2011, PLANCO on behalf of GIZ developed an Excel-based tool for cost-benefit 

analysis of in-company training activities. This tool was applied in the above mentioned 

enterprise survey, too. Beforehand, however, it was adapted for the special frame conditions 

in Viet Nam, e.g. considering the fact that in-company training in Viet Nam mainly takes 

place in the form of short-term internships, which do not follow a structured training 

curriculum or defined training contents. In the following sub-chapter, it is shortly described 

how the adapted Excel tool works; for a complete set of screenshots of the respective 

spread sheets, please refer to the Annex. 

In general, the tool was developed for collecting, storing and assessing data relevant for the 

cost and benefit analysis of all organizations where TVET activities take place. It consists of 

different sub-sections to collect different kinds of data (different categories of cost and 

benefit), each represented by a separate data table. These tables are to be filled in a pre-

determined order; thus, using the spread sheet in its incremental and logical way, it is made 

sure that no relevant data will be left out by the interviewer. 

Within the first sub-section, called “general information”, company’s general characteristics 

are registered: e.g. industrial sector of the company, main products, number of trainees / 

interns in different occupations, ownership structure, total number of employees, etc.. That 

way, after having analyzed a certain number of enterprises and comparing the results, 

overriding conclusions can be drawn relating the results to certain company characteristics. 

In this sub-section, also occupation type and duration of analyzed in-company training 

activities are recorded, including the respective number of trainees / interns. In this survey, 

solely internships in the occupations welding, mechanics and electrics (with duration of 2-5 

months) were analyzed. 

Upon registering this general information, the tool can be sub-divided into five main parts: 

1. Analysis of training cost; 

2. Analysis of quantifiable benefits; 

3. Comparison of cost and quantifiable benefits; 

4. Identification of non-quantifiable benefits; 

5. Comparison of different training / internship programmes among several companies. 

They are briefly described in the following. 

Analysis of training cost 

In the table “trainee remuneration and related expenditures” all revenues and 

compensations paid by the company to the trainees (here: interns) shall be recorded. These 

are, for example, trainees’ salaries and related insurance cost but also allowances like 

support for housing, food and transport. As a higher number of interns within the same 

internship programme of a company (same occupation and internship duration) are normally 

treated equally in this regard, it turned out to be adequate to summarize such interns in 

                                                           

6
  Further temporary participants of the mission were Dr Steffen Horn (CIM advisor at NIVT/GDVT) and Mr 

Nguyen Tuan Dang (Project Coordinator, GIZ Viet Nam). Ms Birgit Erbel (Country Director, KfW Viet Nam) and 
Dr Horst Sommer (Priority Area Coordinator TVET, GIZ Viet Nam) were debriefed orally after the mission. For 
details, please see Annex. 
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groups. By multiplication with the respective number of trainees of one group, the last 

column of this table then automatically calculates the total yearly cost of the company spent 

for remuneration of trainees/interns in each of the analyzed internship programmes. 

The spread sheet “salaries and related expenditures of personnel responsible for 

training” records all relevant information about the company’s training staff and their 

incurred personnel cost. In most Vietnamese companies providing short-term internships, no 

personnel is explicitly assigned for training purposes. Rather technical staff members of 

production units are responsible for supervising and coordinating trainees’ activities.
7
 In this 

table, not only the total salaries and related expenditures of the staff is recorded, but also 

their total working hours and the time spent for provision of training in the selected 

occupation. That way, the cost of one training hour, differentiated to each occupation / 

internship programme, can be calculated in order to allocate the personnel salaries to the 

direct costs incurred by any single training course or internship programme. Although 

salaries are often regarded as indirect costs and an overall appointment of salary cost is 

done only, the given model allows for a far more precise calculation of directly incurred costs 

(similar to “station cost”, see below).
8
 

The spread sheet “total salary cost” automatically calculates and summarizes the total 

salary cost for a training / internship programme, as well as the average salary cost per 

single trainer hour. 

Table 1:  Sheet for recording the salary and other personnel cost of staff involved in training provision 

 

The sheet “investment cost and maintenance/energy consumption” was designed to 

collect and automatically analyze the company’s cost related to set-up and operation of 

training facilities. What was previously stated about trainers’ salaries and their consideration 

as direct cost is relevant for the station cost appraisal, too: The spread sheet offers not only 

a model for calculating the total investment cost; data recorded also allows for allocation of 

these investment cost to the single training / internship activities. The user, by choosing 

                                                           

7
  Above all, this is the case in companies where interns are not trained in separate training facilities but are 

directly attached to the daily working procedures in a factory, on a construction site or similar. 
8
  For getting the most precise figure of the trainer salaries, the salary of every single employee involved in training 

has to be examined. Only the staff providing training in the occupations chosen for cost assessment, i.e. 
occupations chosen in table “0 – general information”, is relevant here. In case it is not possible for the 
interviewee to name every single staff member involved and to state exact figures about his/her salary, an 
estimation can be derived by identification of the job description / function of the employees being normally 
responsible for supervision of the interns (e.g. “foreman factory 1”). Each line in the sheet then represents one 
trainer (or, more generally, one position). 

occupation hours cost

trainer 1 foreman mechanics 6.000 incl. 0 2.496 mechanics (3) 312 750 2

trainer 2 foreman mechanics 6.000 incl. 0 2.496 mechanics (3) 312 750 2

trainer 3 foreman mechanics 6.000 incl. 0 2.496 mechanics (3) 312 750 2

trainer 4 foreman electrics 6.000 incl. 0 2.496 electrics (3) 312 750 2

trainer 5 foreman electrics 6.000 incl. 0 2.496 electrics (3) 312 750 2

trainer 6 foreman welding 6.960 incl. 0 2.496 welding (5) 520 1.450 3

trainer 7 foreman welding 6.960 incl. 0 2.496 welding (5) 520 1.450 3

trainer 8 foreman welding 6.960 incl. 0 2.496 welding (5) 520 1.450 3

trainer 9 foreman welding 6.960 incl. 0 2.496 welding (5) 520 1.450 3

total 57.840 0 0 22.464 3.640 9.550 3

yearly working time spent for provision of training
other 

related cost 

/ year

working 

hours per 

year

social 

insurance 

cost / year

3 - salaries and related expenditures of personnel responsible for training / internships (trainers, supervisors, administrative staff)

trainer
trainer name / 

position
salary per year

cost per 

training 

hour
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respective options from the pull-down menus, identifies the training / internship programmes 

for which initial investment in equipment was done. Subsequently, the single equipment 

items then are summarized to so-called “stations”,
9
 are named, briefly explained, and 

quantified. In order to calculate the yearly depreciation costs, the operation time is defined 

for each station – either by information provided by the interviewee or by relying on 

prevailing standards. If a station consists of various objects with different operation time, the 

depreciation time has to be set as a reliable average over all items.
10

 Once all rooms and 

respective equipment are registered, their direct maintenance and energy costs have to be 

appraised.
11

 

With the spread sheet “training offer and station utilization”, the user is enabled to 

• develop a breakdown of the training hours spent in one occupation / internship 

programme, and 

• to register where these training hours take place.  

The rationale behind it is that the overall investment cost for one station in most cases 

cannot be simply allocated to one training / internship programme only, but has to be 

allocated according to their real utilization.
12

 All trainings provided at the company are 

selected first. Each line of the table then represents one training / internship profile, i.e. one 

“occupation”. Thereon, the total number of training hours for each programme is recorded 

(“offered hrs per year”) and based on that, for each station (as defined in the before-

mentioned spread sheet), the number of hours spent at this single station is filled.
13

  

As a result, the investment and maintenance cost for each station is calculated according to 

the real utilization. Even the allocation of the overall investment and maintenance/energy 

cost per individual trainee (or intern) is possible. A summary of these figures is provided in 

the overview table “investment cost and maintenance/energy cost” which does not need 

any further input from the interviewer’s side. 

It has to be mentioned, however, that internship programmes taking place in Vietnamese 

companies are rarely based on training facilities. Within this survey, only one visited 

company disposes of a training workshop with equipment, which is solely (or mainly) 

dedicated to training purposes. Hence, in most cases the calculation of investment (i.e. 

“station”) cost was not applicable in this context (see chapter 3 “Results” further below). 

                                                           

9
  For example, four gas welding machines with similar properties are summarized to a station “gas welding” 

inside the training workshop; that way, considering all training facilities is more feasible (but still sufficiently 
exact) compared to recording each single machine or tool.  

10
  Administrative rooms are not regarded here, whereas workshop buildings solely utilized for training are 

considered. 
11

  Energy and maintenance costs should be allocated to the investment goods as far as possible. If reliable figures 
for energy consumption of training stations are not available, the incurred costs have to be calculated based on 
the principles of both prudence and appropriateness, e.g. by calculating the estimated daily energy consumption 
of a machine and then extrapolate via operating days in order to achieve figures assumable for one year. 

12
  In Vietnamese companies, for examples, it is common that technical equipment is utilized for both, training and 

production purposes; hence, related cost cannot be solely allocated to the training activities. 
13

  Up to eight training stations can be recorded in each occupational training profile. 
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Table 2: Left part of the sheet for allocating the investment and maintenance cost of “stations” to the 
single training / internship programmes 

 

Practical training in technical occupations requires material input in diverse forms. The table 

“training material per trainee per year” records the cost incurred by consumption of 

materials - separately for every assessed occupation / internship programme. In the visited 

companies, trainees are normally attached to the daily working routine, so that materials are 

rarely bought specifically for training purposes. Hence, it was often necessary to estimate the 

materials additionally consumed by trainees in the production process (compared to skilled 

workers), above all during the initial training-on-the job phase. The following spread sheet 

“total training material per trainee per year”, based on the mentioned records, provides a 

calculation of the total cost per year and per trainee (for all material types and for each 

internship programme assessed). 

Table “other training-related costs” is the spread sheet for registering all indirect cost: This 

means cost incurred by the company and belonging to training provision in general, but 

which cannot be allocated to one training / internship programme directly. These cost are 

later on equally allocated to all training / internship programmes. 

Table 3: Sheet showing total material cost per year and per trainee (left) and sheet for collecting data 
on all indirect cost (right) 

   

The spread sheet “training cost per trainee per year” is an important table in the interview 

phase because all relevant cost data and ratios are automatically displayed here and can be 

shown to the interviewee as a “partial result”. All cost types (trainer salaries, station cost, 

name hrs per year cost per year

mechanics (3) 624 936 2,40 2.250 Production line 624 0

welding (5) 1.040 2.080 2,79 5.800 gas welding station incl. benches, pipes etc.416 183

electrics (3) 624 624 2,40 1.500 Production line 624 0

please select 0 0 0,00 0

please select 0 0 0,00 0

please select 0 0 0,00 0

Total 2,53 9.550

trainer cost 

per year

station A

6 - training offer and station utilisation

occupation
total training 

hours per year

trainers' 

working 

time spent 

for training

average 

trainer cost 

per hour

mechanics (3) 0

welding (5) 568.750

electrics (3) 0

please select 0

please select 0

please select 0

9 - total training material per trainee per year

occupation total
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material consumption and indirect cost) are allocated per trainee and provided in an 

overview for every single internship / training programme.  

Analysis of quantifiable benefits 

The second part of the tool was designed to investigate on the monetary advantages 

companies are benefitting from when they provide training.  

The main benefit normally is that trainees or interns provide salable products or services 

during their assignment, and can thus replace the assignment of skilled workers to a certain 

degree (so-called “opportunity benefit”).
14

 For this purpose, the personnel cost saved by 

deploying trainees in operational processes have to be calculated. For each employee who 

is partially replaced by trainees / interns, the salary incl. all auxiliary cost (insurances etc.) is 

recorded in the spread sheet “average occupation salary per employee”. Based thereon, 

the percentage of substituted productivity – compared to the employee who is replaced – is 

estimated for each trainee. This percentage also considers the duration the trainee spends 

at the respective workplace (in case it is less than 12 months).
15

 As a result, the total “yearly 

benefit through trainees' productive work” is calculated and added up in a separate 

sheet.  

In spread sheet no. 14, “further quantifiable benefits” are stated for all trainees / interns of 

the assessed occupations. Such may be, for example, 

• trainee's fees paid to the company; 

• productive work done by trainees, which otherwise had to be outsourced; 

• avoidance of cost of external further training through utilization of training equipment; 

• all cost which are saved in case the trainee is employed after the internship:  

cost for external recruitment (fairs, campaigns, effort of HRD department), cost for re-

training of new staff, cost of unsuccessful recruits. 

Often, it is difficult for companies to estimate the benefits gained through avoidance of those 

cost, which would have occurred if the training would not have been provided. Sound 

assumptions are necessary as such figures are not registered in any books or documents.  

If these benefits cannot at all be expressed in figures and numbers, but are somehow 

existing according to the interviewee, they have to be considered as non-quantifiable 

benefits (see below). 

Comparison of cost and quantifiable benefits 

As a result of above calculations, all cost and quantifiable benefits can be summarized and 

allocated to one trainee for each training / internship programme. By comparison, the table 

“total cost and benefit per trainee” shows whether the assignment of one trainee / intern 

leads to a positive or negative result in monetary terms. 

                                                           

14
  Example: one trainee replaces an employee in the production line of a factory. The company, as a 

consequence, saves personnel expenditures for that employee. In this scenario, the salary cost of an 
employee – thus being saved by the employment of the trainee - have to be considered like an income resulting 
from training activities. 

15
  Example: If a trainee is working at a certain workplace and his/her work has 50% productivity compared to the 

output of a “normal” employee, and if the trainee stays at this workplace for 3 months, then the emloyee’s yearly 
salary is saved to a percentage of 3/12 * 50% = 12.5%. 
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Table 4: Sheet for comparing total cost and benefits per trainee, 
and outlining the overall result in monetary terms 

 

Identification of non-quantifiable benefits 

However, even if this result turns out to be negative, the overall judgment of in-company 

training / internship activities can be positive from the enterprise’s perspective. The reason is 

that a number of benefits sometimes are of high relevance for the enterprise, but are non-

quantifiable and can thus not be considered in monetary calculations and estimations. 

Hence, it is of high importance not only to collect data and monetary figures, but to gather 

additional information about qualitative during the interview. In the table “other not 

quantifiable training-related benefits”, respective categories can be chosen and weighted 

from “very important” to “no influence”, based on the interviewee’s assumptions. Some of the 

most relevant non-quantifiable benefits for the visited companies in Viet Nam were (refer 

also the chapters 3 and 4): 

• avoidance of short-term vacancies in the production process; 

• screening of trainees as potential later employees: saved cost incurred by external 

recruitment (fairs, campaigns, re-training of new staff, unsuccessful recruits etc.) –  
if such benefits cannot be financially quantified (see above); 

• higher overall quality of products and lower defection rate in case employees were 

previously assigned in the company as interns; 

• improved reputation of the company among job seekers; 

• improved relationship to TVET institutes, which eases recruitments of graduates. 

Table 5: Sheet for recording the interviewee’s assumptions on non-quantifiable benefits 

 

mechanics (3) 141 153 13

welding (5) 743 636 -108

electrics (3) 151 153 2

please select 0 0 0

please select 0 0 0

please select 0 0 0

Total average 345 314 -31

occupation cost benefit result

15 - total cost and benefit per trainee

benefit
Very 

important
Important

Minor 

importance

No 

influence 

on decision

Don't 

know/

not sure

higher quality of products/services & lower defection rate

improved reputation valuable for sales / part of CSR strategy

tax shield for training cost / other benefits provided by the state

improved loyality of staff / lowered effect of staff fluctuation in long term

employment after training: saved cost of unseccessful / repeated recruits
avoidance of cost of external further training through utilization of training 

equipment
employment after training: saved cost for re-training of new staff (salary of new 

employee, cost of supervisors) 

Total 2 2 3 3 0

16 - other not quantifiable training-related benefits 
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Comparison of different training / internship programmes 

In a separate spreadsheet called “summary”, training / internship programmes offered by 

different companies are compared with regard to  

• quantifiable cost types / benefits,  

• how often non-quantifiable benefits were mentioned by the interviewees, and  

• what criteria were named most relevant. 

That way, the range and average of all collected data can be seen at a glance. Of course, its 

significance and conclusiveness increases with a growing number of interviewed companies. 

In following chapters 4 and 5, respective tables are shown with the data gained within this 

survey. 

3 Results 

In the following, the detailed results of the cost-benefit-analysis are shown separately for 

each of the 7 companies visited: 

1.) CS Wind Tower Corporation (Vung Tau; visited on 09/08/12) 

2.) King's Grating Corporation (Dong Nai; 10/08/12) 

3.) PTSC Mechanical and Construction Joint Stock Company (Vung Tau; 10/08/12) 

4.) TRIYARDS shipyard (HCMC; 11/08/12) 

5.) METECCONS Corporation (HCMC; 11/08/12) 

6.) Strategic Marine shipyard (Vung Tau; 13/08/12) 

7.) Trieu Phat Joint Stock Co. (HCMC; 14/08/12) 

 

 

 

3.1 CS WIND Tower Corporation 

This private joint stock company, established in 2003, is owned by Korean shareholders but 

is mainly managed by Vietnamese staff. The company’s main products are steel-made 

pillars for wind towers, which are sold e.g. to European companies leading in the renewable 

energy sector (such as Vestas / Danmark). 

In total, approx. 630 employees are working with CS. Main occupations are welders, 

mechanics and electricians. CS does not provide long-term in-company training,
16

 but 

organizes approx. 100 short-term internships per year (40 interns in welding, 35 in 

mechanics and 20 in electrics).  

Out of these occupations, welding is most demanded by the company ("difficult to get from 

the labour market"). Hence, the main focus of in-company training activities is set on 

welding: The duration of internships here is 5 months (instead of 3 months in the other 

occupations), and the company operates a workshop solely dedicated to training in different 

welding techniques (see below).
17

 

                                                           

16
  New employees are mainly graduates of external training institutes such as LILAMA 2. 

17
  For the other occupations, no training workshops are available. 

Remark:  

For better comprehensibility of the study, all monetary results are given in USD instead of VND. For this reason, 

a conversion factor of 1: 21.000 was taken as a basis. The sample spread sheets included in the Annex, 

however, show original figures given in VND. 
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All interns receive small allowances, e.g. in the form of provision of meals. However, only 

interns in welding receive a noteworthy salary. The total remuneration expenditures hence 

range between 34 USD per intern (mechanics and electrics) and 382 USD per intern 

(welding), as shown in the following table: 

Table 6: Cost related to remuneration of interns (CS WIND)  

 

With CS WIND, there are no employees explicitly assigned as trainers: Experienced 

foremen, apart from their other tasks in the production line, are responsible for supervision of 

the trainees. Based on the estimation that one foreman is needed to supervise approx. 10 

interns, and that he foreman spends approx. 50% of his working time for this supervision 

task, the personnel cost for a training hour can be calculated to range at USD 2,40 - 2,80, 

dependent on the occupation.
18

 

The cost for investment and maintenance/energy consumption of training facilities is 

applicable only for the above-mentioned training workshop in welding. In this workshop, 

being established for approx. 300.000 USD in total, interns of the welding occupation are 

trained during the initial four weeks of the internship, before they are sent to the production 

lines. The workshop is also used for further training of technical staff members, and for (re-

)training and testing new employees. Hence, the interns’ share on yearly workshop utilization 

is approx. 17% only.
19

 As described in chapter 2.1, the different stations of the workshop 

were analyzed with regard to their depreciation, maintenance, and other operational cost as 

shown in below table. The total related cost allocated to internships in welding amounts to 

approx. 35.000 USD per year (for all of the 40 interns). One training hour costs between 

0,09 USD and 7,69 USD at the different stations.
20

 

Table 7: Cost occurring for the different stations of the training workshop in welding (CS WIND) 

 

Training material consumption in the welding workshop was derived to be nearly 27 USD per 

trainee. 

                                                           

18 
 Foremen in welding are paid approx. 580 USD per month, in other technical occupations the salary is nearly 

500 USD. 
19

  The interviewee estimated that 20 interns can be trained there at the same time; he thereon derived that the 
workshop is occupied by internship programmes totally for 2 months, whereas the other 10 months are used for 
further training measures of employees. 

20 
 Both yearly maintenance and operational cost was assumed to be 1% of the investment sum of each station. 
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In contrary, interns of mechanics and electrics normally spend the whole internship duration 

in the production units – first as observers only; later on, they also execute smaller 

production orders. Hence, for these occupations no noteworthy cost related to training 

facilities and training material consumption could be figured out. 

Therefore, the total cost per trainee in welding with 743 USD / intern (5-month course incl. 

one month spent in the training workshop) is much higher than in the other two occupations 

(141-151 USD/intern for 3-month courses, no separate training facility). 

Table 8: Total training cost per intern in the different occupations (CS WIND) 

 

However, the share of productivity (compared to the productivity of a skilled worker) was 

estimated to be by far higher for the interns in welding than in electrics or mechanics. 

Consequently, related opportunity benefits for the internships in welding are by far the 

highest. Further quantifiable benefits were not identified. 

Table 9: Yearly opportunity benefit (substitution of employed personnel) 

 

Regarding the overall result, it turns out that for the internships in mechanics and electrics, 
quantifiable benefits are slightly higher than related cost, with both at a quite low level 
(approx. 150 USD per trainee). In welding, cost involved (mainly through workshop 
utilization) as well as benefits (through improved productivity) are 4-5 times higher; the 
overall result is slightly negative here. 

mechanics (3) 34 64 0 0 99 42 141

welding (5) 382 145 147 27 701 42 743

electrics (3) 34 75 0 0 109 42 151

Total 150 95 147 27 303 42 345

training 

material

11 - training cost per course/year (based on direct and indirect cost) per trainee

trainee 

remuneration

total cost

per trainee
trainer salaries total direct coststation cost

total indirect 

cost
occupation
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Table 10: Total cost and quantifiable benefits per intern (CS WIND) 

 

Anyhow, the most prevalent reason for the company’s engagement in training (according to 

the interviewee) is a non-quantifiable benefit: saved cost of external recruitment (so-called 

“screening motive”). Through provision of internships, CS WIND can select a “best of” of 

available trainees for later employment. Approx. 30% of the interns are employed in the 

company later-on. This effect is estimated “very important” by the interviewee. Therefore, 

even if cost and quantifiable benefits are nearly equal in average, the in-company training 

activities altogether provide a “net benefit” for CS WIND. 

3.2 King's Grating Corporation 

This company, disposing of 300 employees in total, is specialized in producing steel 

structures of different kind (gratings, steel shelters, galvanizing). The vast majority of 

technical staff members are welders. Also internships for TVET trainees are provided in 

welding, for approx. 30 trainees per year, with duration of 2 months each. 

Interns receive a pocket money (~5 USD per day) and some other minor allowances, so that 

the total remuneration related expenditures were calculated at 256 USD per intern for the 

whole internship duration. 

With regard to cost related to training facility utilization and material consumption (“station 

cost”), only a short initial phase of one week could be considered, in which the interns are 

practicing at gas and CO2 welding machines. Afterwards, they are directly integrated in the 

production process; a training workshop or similar does not exist. Also supervision time is 

comparatively small in this company. Therefore, cost mainly consist of the above mentioned 

remuneration, whereas the other cost positions are very small. In total, total cost per trainee 

can be calculated to 327 USD: 

Table 11: Total cost per intern (King’s Grating) 

 

In this company, too, the opportunity benefit (calculated by estimation of the interns’ 
productivity and the saved salary cost of substituted labour) is the only benefit being 
quantifiable. By comparing it with the overall cost as outlined above, it turns out that both are 
again at a very similar level with a total result being slightly positive.  

mechanics (3) 141 153 13

welding (5) 743 636 -108

electrics (3) 151 153 2

Total average 345 314 -31

occupation cost benefit result

15 - total cost and benefit per trainee

welding (2) 256 9 56 6 327 0 327

station cost
training 

material
total direct cost

total indirect 

cost

total cost

per trainee
occupation

trainee 

remuneration
trainer salaries

11 - training cost per course/year (based on direct and indirect cost) per trainee



Cost-Benefit-Analysis of Enterprise-based Vocational Training in Viet Nam 

Report prepared on behalf of KfW Entwicklungsbank 

PLANCO Consulting GmbH  | 15 

Table 12: Overall results: total cost and benefit per intern (King’s Grating) 

 

In contrary to CS WIND, a key reason for King’s Grating to provide internships is to 
overcome short-term vacancies in the company’s production process. The training character 
of the internship is less important; the intern should rather be assigned with execution of 
simple works as soon as possible. Therefore, a separate training workshop is not existent, 
but trainees get certain remuneration for their work.  

Nevertheless, the positive effect of in-company training to decrease the effort of external 
recruitments (through “screening” of trainees during internship period) was clearly 
highlighted, too, though it could not be quantified. Hence, it can be stated that also for this 
company, the benefits of offered training activities in total clearly exceed the cost involved. 

3.3 PTSC Mechanical and Construction Joint Stock Company 

Petrovietnam (PTSC) is one of the biggest state-owned companies in Viet Nam; core 
business of the Mechanical and Construction Joint Stock Company (3.000 employees) is 
building and maintaining steel structures such as oil platforms. Main occupations employed 
are welders, pipe fitters, electricians, painters, and mechanics. 

Despite its size, the company does not provide in-company training in the form of regular 
internships for external TVET trainees. Only employed workers receive further trainings on 
demand (mainly with a duration of several days only), which however do not follow any pre-
defined structure regarding time and contents. Other further training measures (particularly in 
welding) are outsourced to external training providers. 

Hence, the company visit was not used to figure out cost and benefit of in-company training 
activities, but to estimate cost related to necessary re-training of new employees (TVET 
graduates).

21
 As the company explained that electricians are the most demanded labourers, 

the calculation was exemplarily done for this occupation. 

According to the interviewee, the initial re-training phase can be estimated to take approx. 
6 months before the new employee reaches the working output expected from a skilled 
worker. During this phase, however, she/he receives the full salary already; additionally, 
supervision has to be provided by experienced foremen. In total, the cost occurred during 
these first 6 months amount to approx. 1.900 USD.  

At the same time, the productivity of the new employee is lower than the productivity of an 
experienced worker: In average, it was estimated to be 60% throughout the whole 6 months. 
Therefore, the opportunity benefit reaches approx. 1.100 USD only. Thus, the total cost for 
re-training of a TVET graduate in electrics can be estimated to approx. 800 USD. This still 
does not include other external recruitment cost (fairs, campaigns, etc.) or efforts due to 
repeated recruitments after having employed the ‘wrong’ employee. 

                                                           

21
  This calculation is of some interest because at least a part of these cost can be regarded as a benefit of 

internship provision (necessary re-training is reduced in the case the new employee has done an internship 
previously).  

welding (2) 327 339 12

benefit resultoccupation cost

15 - total cost and benefit per trainee
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However, PTSC does not see the necessity to provide internships. Particularly the 
‘screening’ of trainees – a reason for many other companies to provide in-company training – 
is not regarded relevant. According to the interviewee, big state-owned companies such as 
PTSC are very popular among job seekers, so that they can “easily choose” the best 
available graduates / workers from the labour market. 

3.4 TRIYARDS  

This shipyard, a private company established in 1996, has approx. 2.100 employees, of 
which the most are welders, pipe fitters, electricians, and mechanics. Company’s core 
products are the construction and modification of different ship types (mainly tankers), and 
oil / gas platforms. Also TRIYARDS explained that particularly electricians and welders are 
difficult to hire.  

Therefore, for these occupations internship programmes are organized for external TVET 
trainees (60 in welding and 20 in electrics), with a duration of 2.5 - 3 months each. Separate 
training facilities are not available; the interns are directly deployed in the production 
workshops of the shipyard, supervised by experienced core staff such as foremen. 

Thus, most important cost factors are again the trainee remuneration (pocket money) incl. 
allowances and insurances, and the effort of supervising staff.

22
 Further, in this company a 

certain material consumption was also stated as interns working in the production facilities 
from time to time produce defective goods. Altogether, cost per intern amount to 200-
250 USD: 

Table 13: Total cost per intern (TRIYARDS) 

 

The percentage of interns’ productivity (compared to the skilled workers being replaced in 
the production) is estimated to 25% in mechanics and 35% in welding. Further assuming that 
the salary of respective workers is approx. 310 USD per month, the total opportunity benefit 
results in 196 USD / 326 USD per intern.  

TRIYARDS was the only of the surveyed companies, which was able to roughly quantify the 
average cost for recruitment of a skilled worker from the external labour market. This cost 
(for campaigns, efforts of HRD department etc.) was estimated to approx. 95 USD per 
worker. In addition to that, approx. 20% of the newly recruited personnel have to be 
exchanged after few months, as competences and behavior are not satisfactory.  

Therefore, the advantage of ‘screening’ interns with regard to their potential later 
employment is highly relevant for the company; 70% of the interns are employed at 

                                                           

22
  Interns receive a small salary of approx. 50 USD per month. The supervisors are mainly experienced foremen 

with an assumed monthly salary of 475 USD (exact remuneration structure is not subject to disclosure at 
TRIYARDS). The interviewee further explained that a daily supervision time of 0.5 hours is necessary for one 
foreman responsible for a group of 5 interns. 

welding (3) 190 17 0 43 250 3 253

mechanics (2,5) 167 14 0 14 195 3 198

Total 179 16 0 29 223 3 226

station cost
training 

material
total direct cost

total indirect 

cost

total cost

per trainee
occupation

trainee 

remuneration
trainer salaries

11 - training cost per course/year (based on direct and indirect cost) per trainee
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TRIYARDS after their graduation. Based on these facts, the average benefit due to saved 
costs of external recruitment could be quantified with ~80 USD per intern.  

The overall cost-benefit comparison leads to a positive quantitative result of 78-156 USD per 
intern. However, the cost for re-training of new staff (as exemplarily calculated for an 
electrician at PTSC) still is not included in this calculation, as it could not be quantified by the 
interviewee.  

Table 14: Total cost and benefit per intern (result) at TRIYARDS 

 

Further non-quantifiable benefits of internship provision mentioned by TRIYARDS are a 
higher overall quality of products/services (resulting in a lower defection rate in the long 
term), as well as an improved reputation of the enterprise. 

3.5 METECCONS Corporation 

This company mainly provides construction services for electronic building devices in the 
industry, e.g. installation of air conditioning systems or lighting systems. Hence, 
METECCONS does not dispose of an own factory; the majority of 400 technical employees 
(mainly electricians) are working on the diverse construction sites. 

Accordingly, the approx. 200 internships per year are provided for TVET trainees in 
electrics/electronics only. Separate training facilities are not available, the trainees are 
directly involved in the working processes at the construction sites. One internship takes 2,5 
months in average. Hence, approx. 15% of the whole workforce of the company consists of 
interns. 

Each trainee receives ~80 USD per month, in addition to an own set of hand tools and 
security clothes. Further, free accommodation, health insurance and transportation on site 
are provided by the company during the internship. Accordingly, cost due to remuneration 
amounts to approx. 307 USD per intern. 

The trainer’s cost could be calculated to approx. 20 USD per intern,
23

 the total cost then was 
derived to be 355 USD for each intern (noteworthy investment cost are not applicable). 

                                                           

23
  This was based on the statements that both, technical workers and foremen are involved in the supervision of 

interns, that the ratio between supervisors and trainees is 1:3 in average and that 10% of the worker’s/foreman’s 
working time is spent for supervision of interns. 

welding (3) 253 409 156

mechanics (2,5) 198 276 78

Total average 226 343 117

benefit resultoccupation cost

15 - total cost and benefit per trainee
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Table 15: Total cost per intern (METECCONS) 

 

As the technology level in these construction/installation processes is relatively low, the 
interns reach a productivity of 60-70% (increasing during the internship), compared to the 
productivity of the technical workers on site. Although the salary of these workers is 
estimated to be slightly below 300 USD per month

24
, the company through assignment of all 

interns gains opportunity benefits of nearly 100.000 USD (approx. 500 USD per intern). 

Hence, the overall result in monetary figures is positive as benefits exceed the cost by over 
130 USD per trainee: 

Table 16: Total cost and benefit per intern (result) at METECCONS 

 

For METECCONS the short-term availability of trainees as inexpensive labourers – and thus 
the directly quantifiable benefit - is the main motivating factor to engage them as interns.  

In contrary, the possibility to ‘screen’ the trainees with the perspective of later employment 
was named as another advantage, too, but is of subordinated importance: Only 10-20% of 
the interns are assigned as long-term employees later on. 

3.6 Strategic Marine  

Strategic Marine is a comparatively small shipyard, located in HCMC, with approx. 500 
employees. Technical labourers are mainly welders, as well as (pipe) fitters and electricians. 

Strategic Marine does not provide internships for external TVET trainees, but only further 
training to employed workers. Therefore, during this company visit the cost related to 
necessary re-training of new employees was calculated by using the analysis tool - similar to 
PTSC, but for the welding occupation. 

Here, the re-training phase was estimated to approx. 12 months before the working 
performance of the new employee is corresponding to that of a skilled worker. Also with 
Strategic Marine, the new employee receives the full remuneration package of skilled 
workers in the first salary grade. Further, experienced workers such as foremen have to 
provide supervision (personnel cost), and additional material is consumed by the new 
employees due to wrong treatment in the initial employment phase (incl. additional 
maintenance cost). Considering all this, the respective cost occurred during the initial re-
training phase can be calculated to approx. 3.800 USD per employee.  

                                                           

24
  Exact figures were not provided by the METECCONS interviewee. 

electrics (2,5) 307 21 328 27 355

total direct cost
total indirect 

cost

total cost

per trainee
occupation

trainee 

remuneration
trainer salaries

11 - training cost per course/year (based on direct and indirect cost) per trainee

electrics (2,5) 355 487 132

benefit resultoccupation cost

15 - total cost and benefit per trainee
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The productivity of the new employee was estimated to increase from 70-100% during the 
12 months. The opportunity benefit, accordingly, is 2.500 USD only. The total cost for re-
training of a TVET graduate in welding can thus estimated to approx. 1.300 USD. 

Due to that reason, Strategic Marine regards intensified in-company training (e.g. 
internships) as an option to better prepare potential employees for their later jobs, and thus 
to save at least a substantial part of above-mentioned cost spent for re-training. 

3.7 Trieu Phat 

Trieu Phat is the smallest of the analyzed companies, with 110 employees doing on-site 
construction of steel structures, machinery installation etc. (for instance: workshop / factory 
buildings). Similar to METECCONS, the company does not have own workshop facilities, 
neither a training workshop.  

Internships are provided in several occupations: 40 per year in welding, 20 in mechanics and 
12 in electrics, with a duration of 3 months each. The trainees are integrated in the day-to-
day operations on site, supervised by foremen and skilled site workers. Thus, approx. 20% 
of the company’s workforce is provided by interns. 

The interns receive a monthly salary of approx. 250 USD, plus free accommodation on site 
and free transportation. In that regard, they are rather treated as an employee than a trainee. 
Further calculating the cost of supervising personnel (according to the previously outlined 
methodology) and estimating the value of material

25
 consumed by the interns due to wrong 

treatment, total cost for the 3-months internship add up to 630-880 USD per trainee. 

Table 17: Total cost per trainee (Trieu Phat) 

 

The company stated that the TVET trainees selected for internships almost provide the same 
productivity as permanent employees, which have several years of working experience but 
do not have formal qualification at all. Therefore, the opportunity benefit could be estimated 
by taking 100% of the salary of these unskilled experienced workers (first salary level) as a 
basis. Further quantifiable results could not be identified. 

The overall results show that in all occupations, the benefits by far exceed the cost involved. 
With each intern, the company thus creates a financial net benefit of 356-468 USD. 

                                                           

25
 Welding sticks, flux, steal, machinery consumables, cables, wires etc.. 

welding (3) 776 79 1 856 24 880

mechanics (3) 707 0 1 708 24 732

electrics (3) 604 0 1 606 24 630

Total 696 79 1 723 24 747

training 

material
total direct cost

total indirect 

cost

total cost

per trainee
occupation

trainee 

remuneration

trainer / 

supervisor 

salaries

11 - training cost per course/year (based on direct and indirect cost) per trainee
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Table 18: Total cost and benefit per intern (result) at Trieu Phat 

 

However, Trieu Phat stated that the assignment of interns does not only provide inexpensive 
workforce for operating the company’s core business, but also creates non-quantifiable 
benefits due to reduced efforts in the later recruitment process for long-term employees. 

4 Conclusions and Recommendations 

As shown in above chapter 3, the analyzed internship programmes differ from each other 

with regard to  

• company’s size, industrial sector, key products/services of the enterprise and applied 

technology level,  

• occupations (welding, mechanics and electrics), 

• duration and kind of internship (training workshop, on-the-job), 

• companies’ reasons to organize the internships. 

Accordingly, results of both cost and benefits widely vary. It has to be stated that the number 

of visited enterprises in this initial survey does not allow for statistically firm statements. 

Moreover, results found for short-term internships are not always suitable to draw 

conclusions to long-term in-company training programmes.  

Nevertheless, the overall picture of the enterprise survey shows that in the most common 

form of in-company training in Viet Nam – internships -, companies’ cost are mostly at least 

covered by quantifiable benefits. In some cases, monetary benefits even exceed the cost 

clearly. In addition to that, non-quantifiable benefits are often of high relevance although they 

cannot be considered in a monetary (quantifiable) analysis – they “come on top”. 

Hence the overall results can be regarded positive. However, a more detailed interpretation 

of results according to different criteria is provided in below sub-sections. 

4.1 Comparison of different occupations 

When summarizing the results of all companies and comparing them with regard to the 

occupations (welding, mechanics and electrics), it turns out that internships in welding 

cause higher cost - and also slightly higher quantifiable benefits – than the other two 

occupations. This might be plausibly explained by the fact that the salary level for technical 

labour in welding is generally slightly higher than in mechanics and electrics (this was the 

case in nearly all enterprises visited) – hence, both supervision cost and opportunity benefits 

(due to saved salary of replaced workers) are higher in welding.  

welding (3) 880 1.286 406

mechanics (3) 732 1.200 468

electrics (3) 630 986 356

Total average 747 1.157 410

benefit resultoccupation cost

15 - total cost and benefit per trainee
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Table 19: Average cost (left) and quantifiable benefits (right) per trainee in different internships
26

 

  

Unsurprisingly, it can also be seen that cost and benefits per person are mostly increasing 
with the duration of the internship. 

Regarding the overall results per person, it can be stated that figures are widely ranging 
within the same occupation: from -108 to 406 USD in welding, from 13 to 468 USD in 
mechanics, and from 2 USD to 356 USD in electrics. Therefore, the occupation in which 
internships are provided seems to have less influence to the overall result than other 
factors (e.g. the training concept, the technology level or the reason why enterprises 
organize internships). 

Table 20: Comparison of overall results (per person) in different occupations 

 

4.2 Comparison of different training concepts 

In general, two different concepts of in-company training can be differentiated: Training 

provided in separate training workshops, and training provided on-the job in the daily 

operative processes (production or service provision).  

Out of the companies surveyed within this study, only one (CS WIND) disposes of explicit 

training facilities and uses them for training of the interns (here: 5-months programme in 

welding), whereas all other companies directly integrate the interns in the daily production 

                                                           

26
  The dots in the graphs mark the average values, whereas black straight lines characterize the range of values 

(in case that several companies provided the same kind of internship, with different results). Figures on the y-
axis are given in USD. Numbers in the brackets behind the occupation (x-axis) show the duration of respective 
internships in months. 
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work. A universally valid statement cannot be taken on this empiric basis, of course. 

However, it is conspicuous that the internship (partly) organized in separate training 

facilities is the only one with a negative overall result (in terms of quantifiable figures).  

The company, however, accepts this because the reason for training provision is improved 

recruiting opportunities in the long-term, rather than short-term productivity of the trainees 

during the internships. 

4.3 Key Motivation Factors for Enterprises’ Engagement in 

Training Delivery 

In general, three motivation factors were identified as the key for Vietnamese enterprises to 

engage in in-company training: 

• The short-term availability of (cheap) labour: Interns are “utilized” as comparatively 

cheap workers. Companies can avoid short-term vacancies in the production process by 

integrating trainees in the daily workplace operations - without long lasting contractual 

obligations. This, however, is only functioning if the technology level or degree of 

technical specialization applied in the company is not too high, and if the productivity of 

the trainee soon reaches a level which is comparable with a fully paid technical worker. 

Considerable investments in training facilities are not taken in these cases. Typical 

examples within this survey are the companies King's Grating, METECCONS and Trieu 

Phat. In these companies, the monetary result of in-company training is clearly positive, 

as investment and supervision cost as well as material consumption are mostly very 

limited. 

• The ‘screening’ of trainees as potential later employees: By offering in-company 

training / internships to trainees, the companies can well evaluate their performance, 

competences and behavior. Thus they have a better basis to decide who shall be offered 

a job later-on. This avoids or reduces costs incurred by external recruitment (such as 

participation in job fairs, campaigns, efforts of HRD department for evaluating 

applications, job interviews etc.). Furthermore, the risk to recruit the “wrong” persons and 

to exchange them later on (which causes additional cost due to repeated recruitment) is 

reduced. Almost all interviewed companies stated to have this ‘screening motive’ to offer 

internships. However, for companies assigning interns as “cheap labour” (see above), the 

screening motive is mostly not predominant, as their target is to financially benefit from 

the internship itself (due to productivity of the trainee, see above). In companies where 

internships do not directly cause a positive financial result, the expected cost savings in 

the future recruitment process are more important. Nevertheless, in most cases related 

benefits could not be quantified. 

• Saved cost for re-training of new staff: If TVET graduates with insufficient practical 

experience are recruited as new employees, companies often have to invest considerable 

personnel and financial resources to re-train them before their expected working 

performance is reached. Related cost were exemplarily estimated to 800-1.300 USD per 

person. However, effort for re-training can be significantly reduced if the new employee 

had previously conducted an internship in the company. This motivation factor is often 

relevant for the same enterprises also having the ‘screening’ motive, as they regard the 

interns as potential later employees. Examples are CS WIND and TRIYARDS. The 

percentage of trainees becoming employees later-on is higher than at enterprises 

regarding trainees as ‘cheap labour’. The interviewed companies were not able to 

quantify benefits related to saved cost of re-training; hence, these were not considered in 

the calculation of overall results. However, if only 25% of above calculated cost for re-

training (800-1.300 USD) would be considered, also the equal (or slightly negative) 

results as shown in section 3 would turn clearly positive. 
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Below table shows the weighted statements of all interviewed enterprises with regard to the 

relevance of different types of benefits. It can be seen that apart from the above-mentioned 

factors, also a good relationship to TVET institutions, and an improved reputation of the 

companies can be (non-quantiifiable) motivation factors for engagement in in-company 

training.  

In contrary, the following aspects of in-company training are not effective for the interviewed 

enterprises: 

• They do not receive noteworthy monetary incentive measures by the government (e.g. 

tax shields for training cost). 

• In-company training is never a pre-condition for participation in public tenders. 

• Internships do not lead to a significantly improved loyality of the staff. 

• Provision of in-company training does not lead to more influence of the companies (or 

eased representative work) at associations or public authorities. 

Table 21: Statements of enterprises with regard to the relevance of different types of benefits 

 

4.4 Tool application: Experiences gained in the Vietnamese 

context 

As outlined in the introduction, long-term in-company training with clearly defined training 

contents is not (yet) common in the Vietnamese TVET system. Instead, there is a quite low 

degree of company involvement in TVET so far. The core question with regard to the cost-

benefit analysis thus is: Can the tool be used to motivate companies to get more 

involved in TVET delivery? 

Experiences gained during the initial survey of 7 companies show that cost-benefit analyses 

are a promising approach to reach this target. However, a differentiation between enterprises 

has to be made with regard to their specific background: 

• Enterprises regarding trainees as “inexpensive labourers” (in order to avoid short-term 

vacancies in the production process) are interested in a purely financial comparison of 

cost and benefit. They can be motivated to increase their engagement when they get a 

proof that quantifiable benefits exceed cost within short notice. Here, it is advisable to 

focus on realistic quantitative estimations of trainee’s productivity, involved supervision 

effort etc. Discussions on non-quantifiable benefits, which might be realized in the future, 

are less important. 

Cost-benefit analyses can contribute to motivate such enterprises to offer more internship 

places. However, the tool will not lead to stronger company engagement by improving the 

in-company training quality (e.g. by establishing training workshops) – the enterprises are 

non-quantifiable benefit
Very 

important
Important

Minor 

importance

No 

influence 

on decision

Don't 

know/

not sure

total 7 10 14 28 1

good relationship to the TVET institute to recruit their graduates later on 5 1

employment after training: saved costs incurred by external recruitment

employment after training: saved cost for re-training of new staff

employment after training: saved cost of unseccessful / repeated recruits 1 1 2

avoidance of vacancies in the production process 5 2

avoidance of cost of external further training through utilization of training equipment 1 1

higher quality of products/services & lower defection rate 1 5 1

improved reputation valuable for sales / part of CSR strategy 1 2 1 2 1

tax shield for training cost / other benefits provided by the state 7

improved loyality of staff / lowered effect of staff fluctuation in long term 2 5

fulfillment of pre-qualifcation conditions at public tenders 6

more influence / eased representative work at associations or public authorities 1 6
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primarily interested in the productivity of trainees, not in the quality of training or in 

increasing the trainees’ competences. 

• For enterprises following the ‘screening motive’ or aiming at a reduction of recruitment 

efforts, the situation is different. Here, the short-term financial result of internships is less 

important (as soon as the cost are widely covered). Instead, the tool is useful to create 

awareness of the positive impact of in-company training for  

o the quality / success of later recruitments, and 

o reducing the (financial) efforts of recruitment processes.  

Both effects increase with the duration of in-company training phases, and with the 

competences the trainees get. Therefore, discussions held in the context of a cost-benefit 

analysis may convince such companies to further engage in TVET through improving the 

in-company training quality and extent, not only to increase the number of internships. 

Hence, the tool can be used to motivate companies in different ways. Generally, the survey 

has shown that the interview itself (apart from the results) can inititate new thinking 

processes in the companies and lead to a better awareness of the benefits of in-company 

training. 

4.5 Recommendations and Outlook 

Above results and conclusions will be presented by KfW and the consultant at the regional 

TVET conference titled “Quality Breakthrough in TVET” in October 2012 in Hanoi. Related 

discussions among representatives of MoLISA/GDVT and German Development Coopera-

tion agencies may address the next steps regarding further cost-benefit analyses in Viet 

Nam. Based on the experiences gained during the initial survey of 7 companies, the 

following is recommended in this context: 

• Generally, it is advisable to continue with cost-benefit analyses in Viet Nam on a larger 

scale. It can be expected that this leads to raised ownership among enterprises to take a 

greater stake in TVET through company-based training. The exemplary results of this 

study could be cross-checked and be put on a (statistically) more solid basis – which in 

turn would be necessary for stakeholder dialogues between public and business sector 

representatives at policy level. 

• Furthermore, it is recommended to further investigate on the cost occurring in enterprises 

during recruitment and re-training of new employees. Such cost can be reduced by 

company-based training activities, so that a better knowledge of monetary figures would 

probably contribute to gain arguments for a stronger participation of enterprises in 

training. 

Regarding future interview / data collection processes, the following seems advisable: 

• The mission has shown that it is very helpful to inform the enterprises several days before 

the meetings, which data will be asked for.  

• It is further reasonable to clarify in advance what type of training the company provides, 

and to ensure that decision-making representatives of both the HRD department and the 

management board of the enterprise are available during the interview. 

In a mid-term view, it might be considered to conduct cost-benefit analyses with the help of a 

standardized, web-based tool, which allows decentralized data collection and automatized 

analysis of big amounts of data in GDVT/NIVT. 
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Annexes 
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Enterprises visited and Persons met during the mission 

 Institution Name Position 

1 
LILAMA Technical & 
Technology College 2 

Dr. Le Van Hien Director 

2 
LILAMA Technical & 
Technology College 2 

Mr Phi Hong Dung 
Vice Director /  
Head of Training 
Department 

3 
LILAMA Technical & 
Technology College 2 

Mr Dang Van Binh 
Deputy Head of Student 
Affair Department 

4 KfW Viet Nam Ms Birgit Erbel
27

 Country Director Vietnam 

5 GIZ Viet Nam Dr Horst Sommer 
Priority Area Coordinator 
TVET 

6 GIZ Viet Nam Mr Nguyen Dang Tuan Project Coordinator 

7 
National Institute for 
Vocational Training (NIVT) 
at GDVT / MoLISA 

Dr Steffen Horn 
Advisor for Monitoring and 
Evaluation 

8 
National Institute for 
Vocational Training (NIVT) 
at GDVT / MoLISA 

Mr Michael Büchele 
Advisor for Business 
Sector Involvement 

9 CS WIND Vietnam Co., Ltd. Mr Ju Ho Yun General Manager 

10 CS WIND Vietnam Co., Ltd. Mr Nguyen Huu Chinh HR Manager 

11 King’s Grating Co., Ltd. Mr Hsiao Chia Hwa Special Assist Chairman 

12 
Petrovietnam Technical 
Services Corporation 
(PTSC)  

Mr Tran Cong Chieu 
Administrative HR 
Manager 

13 
Petrovietnam Technical 
Services Corporation 
(PTSC) 

Mr Nguyen Khanh Toan 
Training and Development 
Team Leader 

14 
TRIYARDS shipyard 
Saigon Offshore Fabrication 
& Engineering Ltd. 

Mr Nguyen Manh Hung 
Senior Commercial 
Executive 

15 
TRIYARDS shipyard 
Saigon Offshore Fabrication 
& Engineering Ltd. 

Mr Nguyen Cong Hung HSE Coordinator 

16 
TRIYARDS shipyard 
Saigon Offshore Fabrication 
& Engineering Ltd. 

Mr Nguyen Thanh Tam 
Production Manager – 
Steel Work 

17 METECCONS Co., Ltd. Mr Pham Van Minh Deputy Director 

18 Strategic Marine shipyard Ms Le Thi Kim Hoa 
Human Resource 
Manager 

19 Trieu Phat Joint Stock Co. Mr Trieu Van Nui General Manager 

                                                           

27
  Debriefing via phone on 20 August 2012. 
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Sample spread sheets of the analysis tool 

General information 
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Trainee / intern remuneration 

 

Salary of trainers / supervisors 

 

occupation hours cost

trainer 1 foreman mechanics 126.000.000 incl. 0 2.496 mechanics (3) 312 15.750.000 50.481

trainer 2 foreman mechanics 126.000.000 incl. 0 2.496 mechanics (3) 312 15.750.000 50.481

trainer 3 foreman mechanics 126.000.000 incl. 0 2.496 mechanics (3) 312 15.750.000 50.481

trainer 4 foreman electrics 126.000.000 incl. 0 2.496 electrics (3) 312 15.750.000 50.481

trainer 5 foreman electrics 126.000.000 incl. 0 2.496 electrics (3) 312 15.750.000 50.481

trainer 6 foreman welding 146.160.000 incl. 0 2.496 welding (5) 520 30.450.000 58.558

trainer 7 foreman welding 146.160.000 incl. 0 2.496 welding (5) 520 30.450.000 58.558

trainer 8 foreman welding 146.160.000 incl. 0 2.496 welding (5) 520 30.450.000 58.558

trainer 9 foreman welding 146.160.000 incl. 0 2.496 welding (5) 520 30.450.000 58.558

trainer 10 trainer name10 0 0 0 0 please select 0 0 0

trainer 11 trainer name11 0 0 0 0 please select 0 0 0

trainer 12 trainer name12 0 0 0 0 please select 0 0 0

trainer 13 trainer name13 0 0 0 0 please select 0 0 0

trainer 14 trainer name14 0 0 0 0 please select 0 0 0

trainer 15 trainer name15 0 0 0 0 please select 0 0 0

trainer 16 trainer name16 0 0 0 0 please select 0 0 0

trainer 17 trainer name17 0 0 0 0 please select 0 0 0

trainer 18 trainer name18 0 0 0 0 please select 0 0 0

trainer 19 trainer name19 0 0 0 0 please select 0 0 0

trainer 20 trainer name20 0 0 0 0 please select 0 0 0

total 1.214.640.000 0 0 22.464 3.640 200.550.000 54.071

yearly working time spent for provision of training
other 

related cost 

/ year

working 

hours per 

year

social 

insurance 

cost / year

3 - salaries and related expenditures of personnel responsible for training / internships (trainers, supervisors, administrative staff)

trainer
trainer name / 

position
salary per year

cost per 

training 

hour
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Investment cost and maintenance / energy consumption 

 

 

 

Investment cost and maintenance / energy consumption 

 

mechanics (3) 0,00

welding (5) 2.469.279,58

electrics (3) 0,00

please select 0,00

please select 0,00

please select 0,00

5 - investment / maintenance / energy cost per year and trainee

occupation total
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Station utilization 
 

 

 

 

name hrs per year cost per year name hrs per year cost per year name hrs per year cost per year name hrs per year cost per year name hrs per year cost per year name hrs per year cost per year name hrs per year cost per year name hrs per year cost per year

mechanics (3) 624 936 50.480,77 47.250.000 Production line 624 0 624                   -                        

welding (5) 1.040 2.080 58.557,69 121.800.000 gas welding station incl. benches, pipes etc.416 3.850.000 gauging technique 416 770.000 CO2 welding 416 19.250.000 welding roboting horizontal + vertical416 67.200.000 arc welding 416 7.700.000 torch cutting 416 183 supporting equipment 832 1.000 Production line 832 0 4.160               98.771.183        

electrics (3) 624 624 50.480,77 31.500.000 Production line 624 0 624                   -                        

please select 0 0 0,00 0 -                     -                        

please select 0 0 0,00 0 -                     -                        

please select 0 0 0,00 0 -                     -                        

0

Total 53.173,08 200.550.000 0

station F station G station H
occupation cost

sum of training 

hours

trainer cost 

per year

station A station B

6 - training offer and station utilisation

station C station D
occupation

total training 

hours per year

trainers' 

working 

time spent 

for training

average 

trainer cost 

per hour

station E

name hrs per year cost per year

624                   -                        

Production line 832 0 4.160               98.771.183        

624                   -                        

-                     -                        

-                     -                        

-                     -                        

0

0

station H
occupation cost

sum of training 

hours
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Total salary cost 

 

 

Training material per trainee    Total training material cost 

   

 

Other training-related cost (indirect cost) 

 

mechanics (3) 0

welding (5) 568.750

electrics (3) 0

please select 0

please select 0

please select 0

9 - total training material per trainee per year

occupation total
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Overview: All training cost per trainee 

 

Salary of employees in comparable occupations 

 

Benefits through trainees’ productive work (‘opportunity benefits’) 

 

mechanics (3) 720.000 1.350.000 0 0 2.070.000 884.211 2.954.211

welding (5) 8.025.000 3.045.000 2.469.280 568.750 14.108.030 884.211 14.992.240

electrics (3) 720.000 1.575.000 0 0 2.295.000 884.211 3.179.211

please select 0 0 0 0 0 0 0

please select 0 0 0 0 0 0 0

please select 0 0 0 0 0 0 0

Total 3.155.000 1.990.000 2.469.280 568.750 6.157.677 884.211 7.041.887

training 

material

11 - training cost per course/year (based on direct and indirect cost) per trainee

trainee 

remuneration

total cost

per trainee
trainer salaries total direct coststation cost

total indirect 

cost
occupation
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Further quantifiable benefits 

 

Total quantifiable benefits per trainee 

 

Results | Comparison of cost and quantifiable benefits 

 

occupation # trainees benefit

mechanics (3) 35 3.222.000,00

welding (5) 40 13.160.783,88

electrics (3) 20 3.222.000,00

please select 0 0,00

please select 0 0,00

please select 0 0,00

total benefit per trainee and year

mechanics (3) 2.954.211 3.222.000 267.789

welding (5) 14.992.240 13.160.784 -1.831.456

electrics (3) 3.179.211 3.222.000 42.789

please select 0 0 0

please select 0 0 0

please select 0 0 0

Total average 7.041.887 6.534.928 -506.959

occupation cost benefit result

15 - total cost and benefit per trainee
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Non-quantifiable benefits 

 

benefit
Very 

important
Important

Minor 

importance

No 

influence 

on decision

Don't 

know/

not sure

higher quality of products/services & lower defection rate

improved reputation valuable for sales / part of CSR strategy

tax shield for training cost / other benefits provided by the state

improved loyality of staff / lowered effect of staff fluctuation in long term

fulfillment of pre-qualifcation conditions at public tenders

more influence / eased representative work at associations or public 

employment after training: saved costs incurred by external recruitment 

employment after training: saved cost of unseccessful / repeated recruits

avoidance of cost of external further training through utilization of training 

equipment
employment after training: saved cost for re-training of new staff (salary of 

Total 2 2 3 3 0

16 - other not quantifiable training-related benefits 


