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Evaluation Summary

1. Outline of the Project

Country: Project title:

Socialist Republic of Vietnam The technical assistance project to strengthen the
capacity of regulator and to establish operation &
maintenance company of metropolitan railway lines in

Hanoi city

Sector: Transportation Cooperation scheme: Technical Cooperation

Division in charge: . . .
) Total cost (at the time of evaluation): 320 million yen
Transportation and ICT Group,
Infrastructure  and Peace  Building

Department

Period of (R/D): Partner country’s implementing organization:

cooperation February 2013 — February Hanoi Metro One-member Limited Liability Company

2015 (HMC), Hanoi Department of Transportation (DOT),
(Extension): Hanoi Metropolitan Railway Management Board

March 2013 — February (MRB)

2016 Supporting organization in Japan:

Tokyo Metro co,. Ltd., Japan International consultants

for Transportation co., Ltd.

Related cooperation:

Study  for special assistance for  project
implementation of the construction of Line 2 (JICA),
Urban railway transport administration advisor
(Ministry of land, Infrastructure, Transport and

Tourism)

1-1 Background of the Project

In Hanoi, the capital of Vietnam, the volume of road traffic has been increasing rapidly in recent
years as the population increases. Problems such as increased traffic congestion, lowered traffic
safety, and air pollution interfere with urban activities. In the future, the traffic problems will become
increasingly serious; therefore, it is necessary to establish an urban railway system for the sustainable
development of the City. Under the situation, JICA conducted a comprehensive urban development
program in Hanoi capital city of the Socialist Republic of Vietnam (ended in March 2007). As a result
of the study, a master plan was prepared on the transportation and traffic sector targeting 2020, which
includes the construction of an urban mass rapid transit system in Hanoi. Based on the master plan,
the construction of urban railway lines have been implemented: Line 1 and Line 2 (I) (Nam Thang
Long — Tran Hung Dao Section) by the Japanese yen loan project “Hanoi City Urban Railway
Construction Project”, Line 2A with cooperation from China, and Line 3 with cooperation from

France in collaboration with ADB and other organizations. The executing agencies of these
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constructions are Vietnam Railways Cooperation for linel, Hanoi People’s Committee (HPC) for line
2 and 3, and the Ministry of transportation (MOT) for line 2A.

Meanwhile, Vietnam needed knowledge and experience on the establishment of an organization
which operates and maintains the urban railways (O&M company). For the purpose of setting the
appropriate course for the establishment and operation of O&M company, JICA conducted a study for
special assistance for project implementation of the construction of urban railway Line 2 (SAPI
study). The recommendations from the SAPI study have been put in practice: the Government of
Vietnam placed Hanoi Metropolitan Railway Management Board (MRB) as the regulator of the urban
railways.

Under the circumstances, the Government of Vietnam requested the Government of Japan to
cooperate in the Technical Assistance Project to Strengthen the Capacity of Regulator and to Establish
Operation & Maintenance Company of Metropolitan Railway Lines in Hanoi City (the Project), for
the purpose of contributing safe and reliable operations of urban railways in Hanoi. The Porject
targets line 2, 2A and 3 which will be under the management ot HPC. The Project has been under

implementation since February 2013 and is scheduled to be completed in February 2016.

1-2 Project Overview
The objective is to commence the operation of the regulator and operator jointly by strengthening
the capacity of the regulator and establishing of an O&M company, thereby contributing safe and
reliable operations of urban railways in Hanoi.
(1) Overall Goal
The Operation and Maintenance (O&M) company for urban railways in Hanoi city provides safe and
reliable urban mass rapid transit operation
(2) Project Purpose
The urban railway regulator (O&M management) and the O&M company begin to function jointly
(3) Outputs
Output 1: The regulator’s capabilities are strengthened
Output 2: Fare setting and subsidy system is established
Output 3: Operation plan and safety control system are established
Output 4: Conditions for the transfer of Line-2A are clarified
Output 5: O&M company is registered
Output 6: Rules of function, duty for each department of the O&M company are prescribed
(4) Inputs (at the time of evaluation)
Japanese side:
Dispatch of experts One Project Manager, two experts to the regulator and twelve experts to the
O&M company
Training in Japan  Training in Japan was conducted in August and September 2013, with the
participation of seventeen counterparts (C/Ps) who were separated into two
groups

Equipment None
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Local activity expenses 18 million yen in total by the end of the Project
Vietnamese side:

Allocation of counterparts Sixteen C/Ps in the O&M company

Facilities Office space for the experts

Expenses Personnel, facilities, research and other expenses

2. Evaluation Team

Members: Team Leader: Mr. Masahiko Furuichi, Senior Advisor, JICA

Cooperation Planning: Mr. Yasuaki Shoji, Deputy Director, Planning and Coordination
Division, Team 2, Transportation and ICT Group, Infrastructure and Peace Building
Department, JICA

Evaluation Analysis: Mr. Hideyuki Takagi, Ernst& Young Sustainability Co., Ltd.

Period: November 23 — December 4, 2015 Type: Terminal evaluation

3. Results of Evaluation

Output 1: The regulator’s capabilities are strengthened

Activities for output 1 have mostly been implemented as planned, and the output “strengthening
the regulator’s capability” was mostly achieved once, by the establishment of the department of urban
railways operation and management in the regulator organization and the preparation of a proposal on
the function and authority of urban railways regulator.

However, the urban railway regulator was changed to Hanoi Department of Transportation (DOT)
by the decision of HPC in September 2015, from MRB which had acted as the C/P agency until then.
Consequently, output 1 has become unachieved, affected by the change in the regulator. It has become
a task for DOT to ensure that the outputs of the Project are succeeded in an appropriate manner. At the
time of the terminal evaluation, DOT has been conducting study in the roles and responsibilities of
urban railways regulator, while it has been taking over the project outputs including the above

mentioned proposal from the current C/P, HMC,

Output 2: Fare setting and subsidy system is established

Activities for output 2 have been implemented in an appropriate manner, depending on the
situation. As for the output “fare setting system,” it has been developed as the fares are able to be set
with the proposal for fare policy. As for the output “development of subsidy system,” a methodology
of financial support to the O&M company has been developed based on the existing subsidy system.
Therefore, output 2 has mostly been achieved. Tasks for setting subsidy and the fares will be taken

over by DOT and done as the Line-2A construction progress.

Output 3: Operation plan and safety control system are established

Activities for output 3 have mostly been implemented as planned. The system for operation plan
and safety control was planned to be established by the regulator having guidelines for operation plan
and safety control The output “establishment of operation plan and safety control system” has mostly
been achieved by the preparation of guideliens. Finalization of the guidelines will be done by DOT as

a new regulator.
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Output 4: Conditions for the transfer of Line-2A are clarified

Activities for output 4 were implemented as planned, and the output “clarifying conditions for the
transfer of Line-2A” was achieved.

The time of transfer shall be reviewed and renewed by both the management body of the railway,
HPC (receiver) and the executing agency of the construction, MOT (provider), when the time of
Line-2A opening is clarified. Regarding the implementation of transfer contract, the time of transfer
has not been clarified as the effect of unexpected delay in the construction. The Project continues to

follow-up the actions.

Output 5: O&M company is registered

Activities for output 5 were implemented as planned, and the output “registration of O&M
company” was achieved by the registration of incorporation of Hanoi Metro One-member Limited
Liability Company (HMC) in June 2015.

After the establishment of the company on June 1, 2015 and has started a part of its business
operation. HMC became the C/P agency of the Project in September 2015, with the nomination of
executive managers and securing the necessary number of personnel (twenty seven people were hired

including twelve C/Ps from MRB and fifteen from other organization and agency).

Output 6: Rules of function, duty for each department of the O&M company are prescribed

Activities for output 6 have mostly been implemented as planned. The output “the rules of
function and duty for each department of the O&M company” has been prepared, by drafting those
based on the organizational rules of Tokyo Metro and ensuring consistency with the common
organizational rules of Vietnamese corporations. The drafts are now being finalized through the
activities of work trial. Therefore, indicators for output 6 have mostrly been achieved.

On the other hand, the deletion of activities for trial work resulted in insufficiency of the O&M
company’s technical skills toward the opening of urban railways. HMC recongnizes that practical
training is necessary in the whole area of railway operations, towards the first opeining in the country;
therefore, it will continue the development of human resources by taking technical assistance from
overseas including Japan.

The Project originally planned to transfer technical skills regarding the function and roles of the
O&M company, specifically on the operation of Line-2A: However, the implementation needed to be
modified as an effect of delay in the construction, and the technical transfer for most of the targeted
areas was conducted at a general level. After the termination of the Project, HMC shall continue to

finalize the rules, etc. as the information of Line-2A is provided.

3-2 Summary of the Evaluation Results
(1) Relevance

The Project is highly relevant.
1) Relevance to the national and sector development policy
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During the time from the planning to this terminal evaluation, the ten-year socio-economic
development strategy (2011-2020) enhances facilitation of wurban infrastructure including
transportation infrastructure in Hanoi and Ho Chi Minh City. The five-year socio-economic
development plan (2011-2015) further enhances prompt development of the public transportation
system as a measure for traffic congestion, which is the critical task in urban areas especially in Hanoi
and Ho Chi Minh City.

2) Relevance to the sector development policy

The construction of Lines 1, 2, 2A and 3 was decided based on the plan for the development of five
urban railway lines under the Hanoi city transportation planning by 2020 (prepared in 2008). The
Project was planned to provide technical cooperation necessary for the development of these urban
railway lines. In addition, there have been target settings for the share ratios of public transportation
during the time from the planning to this terminal evaluation: 30% by 2010 under the five-year
socio-economic development plan (2006-2010), 35% by 2015, and 50% by 2025 under the basic

policy concerning the development of the urban system 2025.

3) Relevance to development needs

Hanoi will be the first city to operate urban railways in Vietnam; therefore, it needs the knowledge
and experience to be shared for both the regulator and the operator. It also needs a working flow for
appropriate inspection and verification at the transfer of Line 2A, from the viewpoint of safe railways

operation in particular.

4) Relevance to Japan’s ODA Policy

The basic policy of the country assistance policy for the Socialist Republic of Vietnam at the time
of planning is to provide support for achieving sustainable development by strengthening international
competitiveness, conquer vulnerability and create a fair society and country towards the
industrialization of the country by 2020 as stated in the ten-year socio-economic development strategy
(2011-2020) and the five-year socio-economic development plan (2011-2015). The Project is
consistent with the “urban transport network™ stated in one of the priority areas “promotion of
economic growth and strengthening of international competitiveness” in this country assistance

policy.

5) Appropriateness of the project approach

The development of urban railway lines (construction of 2A Line as the preceding part) and
sharing the information including specifications are the preconditions and important assumptions of
the Project. Threrefore, its implementation has largely been affected by delay in the construction, and
some activities were deleted from the plan of the Project. In this regard, the timing of starting the
project is considered appropriate, as it would be late if the Project was started aftet the completion of
the construction.

From the technical viewpoint, whereas the original plan of the Project was appropriate which
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covers practical trainings, it is concluded that the project approach is relevant, of which the PDMwas
modified affected by the external effects. In addition, it is to be desired that assistance during the
preparation phase of railway operation is included from the beginning, which enables taking actions to
unexpected and specific issues that are difficult to expect, together with the C/Ps in a practical
manner. Since the urban railway is the first introduced in the country, it is considered that transfer of
technical skills will greatly contribute to the preparation of operation, especially during the trial

operation through a certain period of time after the opening.

6) Comparative advantage of Japanese technological skill

The Project shares Japan’s advanced technology and wealth of experience accumulated by taking a
long-term perspective on urban railways, which takes a central role in increasing the sharing ratios of
public transportation in the urban area in Japan. Therefore, it is considered meaningful that the

technical assistance is provided to HPC which is introducing the first urban railways in Vietnam.

In light of the above, the Project is highly relevant to the development policy and development
needs of Vietnam, as well as Japan’s ODA policy. In addition, the project approach has been

appropriate in terms of Japan’s technological advantages regarding urban railways.

(2) Effectiveness

Effectiveness of the Project is fair.

1) Project outputs

As described in “3-1 Project Achievements,” most of the outputs for “strengthening the capacity of
the regulator and developing the environment for establishing an O&M company” have basically been
achieved in accordance with the PDM. Regarding output 1, although it was mostly achieved once;
however, as the urban railways regulator, the C/P for output 1, has been changed close to the end of

the project period, it has become unachieved.

2) Achievement of the project purpose
Project Purpose: The urban railway regulator (O&M management) and the O&M company begin to
function jointly
Two indicators are set for the project purpose. Under the current situation of the Project, it is
necessary that the following conditions are fulfilled in achieving each indicator.

Indicator 1. “Initial work of the regulator is commenced”: The urban railways regulator was changed
from MRB to DOT in September 2015, and DOT is in a process to set up a new division
for the regulator at the time of terminal evaluation. It is necessary that organizational setup
of the regulator be completed and the transferred technical skills are succeeded by the new
regulator.

Indicator 2. “The trial of management control work of the O&M company is commenced”: The
activities for work trial towards the opening of Line-2A were deleted. As a result, the

transfer of technical skills completed by the Project was general and not as specific as that
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were originally planned. At the time of the terminal evaluation, work trials have been
implemented mainly on finalizing the organization rules as the information of Line-2A is
provided. The implementation of “trial of management control work of the O&M
company” will become possible as the specifications and details of the operation of

Line-2Abecome clear.

In light of the above, effectiveness of the Project is fair. Outputs of the Project “strengthening the
capacity of the regulator and developing the environment for establishing an O&M company” have
basically been achieved. However, the achievement of the project purpose “commencement of joint
function of the regulator and the O&M company” has been limited so far, as effects of the change in
the regulator and the delay in the construction of Line-2A: the former was not supposed at the
planning, whereas the latter was included in the preconditions and important assumptions.

In order to achieve the project purpose, as for the regulator, it is necessary that organizational
setup be completed and the transferred technical skills succeeded by the new regulator. As for the
O&M company, it is necessary that HMC takes its own initiative to conduct work trial as the materials
of Line-2A are provided including the specifications and details of the operation.

The activities of work trial was deleted from the PDM, as it could not be expected to be completed
within the project period due to the delayin the construction of line-2A, and it was not certain when a
new division as the regulator is established in DOT. Assuming that the activities of work trial were not
deleted, it was necessary that the project period be extended. Since these conditions will not be met in
near future, the decision of deleting the activities of wrok trial was appropriate. In addition, the
project purpose should have been modified in accordance with the situation where the regulator was
transferred and the activities were changed, from the viewpoint of setting the target for the end of the

Project period taking such restrictions into consideration.

(3) Efficiency
Efficiency of the Project is fair (relatively high).

Inputs into the Project have basically been made as planned by both the Japanese side and
Vietnamese side for the achievement of the outputs.The project period has been extended for one year
mainly due to time taken for the establishment of O&M company longer than presumed and the delay
in the construction of Line 2A, which affected the progress of activities. Under the restrictions, the
experts and C/Ps implement the Project flexibly for the purpose of achieving the objectives of the
Project, thereby the outputs have been achieved steadily. Taking these factors into consideration,
efficiency of the Project is fair, while it is relatively high in terms of the effeciency of the technical

transfer.

(4) Impact

Impact of the Project is fair.

1) Achievement of the overall goal

Overall Goal: The Operation and Maintenance (O&M) company for urban railways in Hanoi city
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provides safe and reliable urban mass rapid transit operation
Two indicators are set for the overall goal. It is necessary that the regulator proceeds with
organizational setup and succeeds the technical skills transferred by the Project. On that basis, both
C/P agencies need to take initiative in achieving the project purpose based on the general level
technical skills for the train operation management transferred by the Project, and that the important
assumption “start of the operation of Line-2A” is realized as well.
Indicator 1. “The company becomes acquainted with train operation and management of urban
railway systems, ensuring high punctuality and infrequent service stoppages”
Indicator 2. “A comprehensive safety operation system in line with “Transport Safety Management
Method” is developed”

2) Other indirect effects

The Project contributed toward the revision of the railway law scheduled in 2017, which is
considered as an indirect effect of the Project. In the process of drafting the articles regarding urban
railways, the outputs of the Project have been referred to. . In addition, the Project potentially requires
cooperation among relevant organizations, at both municipal and national levels: in its
implementation, they have been engaged in certain activities either directly or indirectly toward the
urban railway as the common objective. Such involvement contributed to the development of
cooperation among organizations and the capacity of the officials; which would be used for the
railway operation. Currently, an administrative procedure for the establishment of an O&M company
for urban railways has been in progress in Ho Chi Minh City with the support from JICA. In the future
introduction of urban railways in other cities including Ho Chi Minh City, the outputs and experiences

of the Project will be available as a valuable precedent.

The transfer of general level technical skills for the train operation management have been
completed by the Project, and the opening of Line-2A will be in 2016 according to the public notice.
However, whether the overall goal “providing safe and reliable urban mass rapid transit operation” is
conditional on the regulator’s organizational setup and succeeding of technical skills transferred by
the Project Further, It is necessary that the train operation system be established by the continuous
efforts of both regulator and O&M company on the recommendation items. In addition, capacity
development of the operation and maintenance staffs should continuously be emphasized and
monitored. Indirect effects of the Project will contribute to the introduction of urban railways in other
cities. Therefore, impact of the Project is fair.

In a similar manner to the project purpose, it is considered that the overall goal should have been
modified in accordance with the situation where the regulator was transferred and the activities were

changed, together with the modification of the project purpose.

(5) Sustainability

Sustainability of the Project is relatively low.

1) Policy and systems aspects
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As described in “(1) Relevance,” policy on enhancing the development of urban transportation

system will be continued.

2) Organizational aspects

Regarding the urban railways regulator, it was changed from MRB to DOT as described in “(2)
Effectiveness”; therefore, future organizational aspect is uncertain at the time of the terminal
evaluation. In this regard, recommendation is made on the monitoring of administrative procedures for
the organizational setup through the rest of the project period.

Regarding the O&M company, HMC was established through the activities for output 5. The
members of Board of Directors are the Directorate General and two Deputy Directors, and five
divisions are set up including 1) project planning, 2) finance and accounting, 3) general affairs and
organization, 4) train operation, and 5) facility technical. The number of HMC personnel is twenty
seven so far, of which twelve C/Ps were transferred from MRB, and fifteen personnel were transferred
from other organizations and agencies. HMC plans to hire additional 681 employees towards the

commencement of Line-2A operation.

3) Technical aspects

Regarding the urban railways regulator, DOT does not have necessary knowledge or experience as
it is the first in the country. It is the next step that DOT succeeds the technical skills transferred by the
Project after its organizational setup as the regulator.

Regarding the O&M company, the transfer of technical skills made by the Project was general but
not as specific as that originally planned, as the activities for work trial towards the opening of
Line-2A were deleted as described in “(2) Effectiveness.” Therefore, it will continue the development
of human resources by taking technical assistance from overseas including Japan, on the practical
trainings which is necessary towards the commencement of Line-2A operation. Meanwhile, there are
concerns about the implementation of the work trial by its own initiative after the project, as the newly
established O&M company does not have sufficient experience in the operation of urban railways, the

first opening in the country.

4) Financial aspects
For both the regulator and the O&M company, there is no specific issue on the financial aspect of
sustainability. Originally, budget is allocated from Hanoi city to the operation of regulator. The O&M

company is also allocated the city budget for the time being.

In light of the above, Sustainability of the Project is relatively low. It is necessary, for the
sustainability of the project’s effects, that those issues on the organizational and technical aspects of

the regulator be handled in an appropriate manner.

3-3 Factors that promoted realization of effects

1) Factors concerning to planning
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The Project potentially requires cooperation among relevant organizations, at both municipal and
national levels. Such involvement contributed to the development of cooperation among organizations

and the capacity of the officials; which would be used for the railway operation.

2) Factors concerning to the implementation process

The Project has greatly been affected by the delay in Line-2A construction, which is classified as
the preconditions of activities and important assumptions. Under the circumstances, the experts and
C/Ps implement the Project flexibly for the purpose of achieving the objectives of the Project:
conducting technical transfer enriched with general knowledge and technical skill, and finalizing the

rules, etc. as the information of Line-2A is provided.

3-4 Factors that impeded realization of effects
1) Factors concerning to planning

As described above, implementation of the Project activities have greatly been affected by the
delay in Line-2A construction, which is classified as the preconditions of activities and important

assumptions. As the effects, a part of the activities were deleted from the plan of the Project.

2) Factors concerning to the implementation process

At the beginning, the C/Ps regarded the relation with the expert team as they were the project owner
and the consultants. Throughout the project implementation, the experts explained the objectives of a
technical assistance project that assistance is provided to develop the capacity of the C/Ps. As a result,

the C/Ps have gradually changed their minds and improved to act on their own initiative.

3-5 Conclusion

The Project is highly relevant to the development policy and development needs of Vietnam, as
well as Japan’s ODA policy. As for the effectiveness, outputs have mostly been achieved, whereas the
achievement of the project purpose has been limited so far, as the effects of the change in the regulator
and deleting a part of activities due to the delay in the construction of Line-2A. While inputs into the
Project have basically been made as planned for the achievement of the outputs, the project period has
been extended for one year. Under the restrictions, the experts and C/Ps implement the Project
flexibly for the purpose of achieving the objectives of the Project, thereby the outputs have been
achieved steadily. Taking these factors into consideration, efficiency of the Project is fair, while it is
relatively high in terms of the effeciency of the technical transfer. It is expected that the C/P agencies
will take initiative in activities after the Project to achieve the project purpose and the overall goal as
well. It is necessary for the sustainability of the project’s effects that the regulator proceeds with

organizational setup and succeeds the technical skills transferred by the Project.

3-6. Recommendations and Lessons Learned
(1) Recommendations

1) To ensure the transfer of the urban railway regulator function to DOT
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As described in 3-2 (2) Effectiveness and (5) Sustainability, the regulator for urban railway has
been changed from MRB to DOT. In order to securely achieve the Project purpose and Sustainability
of the Project effects, a new division should be setup in DOT as a regulator on urban railway and
necessary personnel in charge of regulator activities should be assigned under the supervision of HPC.
DOT should conduct administration procedure of the organization set-up of the regulator and it will be
monitored by the Japanese Experts during the Project period and JICA Vietnam after the Project
completion.

On the other hand, technical skills transferred to MRB in the Project should be appropriately
succeeded to DOT.

2) To secure the establishment of fare setting policy and subsidy system

DOT will succeed the Project outputs concerning the establishment of fare setting policy and
subsidy system, when a new division as a regulator is setup in DOT. Since DOT will be required to
function as a regulator to establish fare setting and subsidy system when the business operation plan
of Line-2A is determined, DOT should complete technical transfer to the concerned personnel in
charge of regulator activities from MRB.

Progress of technical transfer to the concerned personnel in charge of regulator activities in DOT
should be monitored by the Japanese Experts who will be assigned to the technical assistance project

for promoting smart card usage for public transportation in Hanoi, of which C/P agency is DOT.

3) To implement work trial after completion of the Project

Work trial concerning regulator (DOT) for urban railway and O&M company (HMC) were deleted
from the original PDM, due to unexpected delay of the construction of Line-2A project. Consequently,
both DOT and HMC are expected to take an initiative to implement the work trial for their respective
activities when the preconditions are satisfied. However, Vietnamese counterparts expressed their
strong requests on Japanese technical assistance for the work trial of the urban railway operation in
Hanoi City so as to secure “Sustainability” of the Project, because urban railway operation is purely
the first experience for the Vietnamese urban railway services. In this respect, it is recommended that
JICA considers for the assistance as descrived in 3-7. Other business, when actual request is made by
the C/Ps.

(2) Lessons Learned
1) Assistance on the system aspect at the introduction of urban railways

The Project was implemented for the introduction of a track type public transportation system as
one of measures addressing traffic congestion, an accelerating issue in Hanoi city and urban
environment as well. The Project successfully transferred the technical skills and experiences of urban
railways in Japan, which take a central role in increasing the share ratios of public transportation in
the urban area in Japan. Especially, strengthening of the regulator is important at the introduction
stage, to be the basis of the system aspect which sustains safe and reliable railways operation.

Issues of transportation in connection with urbanization are the urgent challenges in many recipient
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countries, and introduction of urban railways is considered. Under the circumstances, the assistance
on the system aspect in this Project is a precedent in considering the issues related to urban railways
regulator, inclusing the establishement of an urban railways regulator, the functions of the regulator
and the adjustment of regulators’ functions between the central and the local governmets. Therefore,
the precedent of this Project should be reviewed and utilized by JICA as meaningful lessons at the
forth coming opportunity for assisting the introduction of urban railways in other countries and/or

regions.

2) Consideration on the modification of PDM

PDM of the Project was modified to change some activities before the terminal evaluation,
affected bythe transfer of regulatorand the situation of a part of preconditions and important
assumptions regarding the construction of Line-2A. However, the project purpose and the overall
goal were unchanged but remained as original PDM; as a result, there emerged gaps between the
outputs and the project purpose and the overall goal in terms of the logical constitution of PDM.

Therefore, it is considered that at the changing of the outputs, the project purpose and the overall
goal should have also been modified from the viewpoint of setting the target for the end of the Project
period and the impact which will be achieved as a result of achieving the project purpose, by taking
such restrictions into consideration. In the implementation of project, it should be noted that the
logical constitution of PDM should be reviewed when modification is made to a part of PDM.

Regarding the modification of the project purpose, it would be defined as “The O&M company
proceeds with the necessary preparation for the commencement of Line-2A operation”. The
achievement would be measured by observing the development of organizational framework (securing
the sufficient number of of staffs, etc.), the development of system (finalization of the internal rules,
etc.) and the adoption of technical skills (implementation of trial works by its own initiative, etc.).
Regarding the modification of the overall goal, it would be defined as a realization of the current
project purpose “The urban railway regulator and the O&M company begin to function jointly.” The
achievement would be measured by the appropriate setting of fares and subsidies, etc. for the
regulator, and by the appropriate management of Line-2A operatiosn and the business as a whole for

the O&M company.

3-7. Other Business
The relevant agencies request continuous cooperation and support for the training of operation and
maintenance staffs. JICA will take this into consideration, observing the follow-up situation of the

recommendations and the changes in the conditions surrounding the urban railways as well.
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Narrative Summary

Obijectively Verifiable Indicators

Means of Verification

Important Assumptions

Overall Goal

The Operation and Maintenance (O&M) company
for urban railways in Hanoi City provides safe and
reliable urban r railway operation.

1. The company becomes acquainted with train operation and
management of urban railway systems, ensuring high
punctuality and infrequent service stoppages.

2. A comprehensive safety operation system in line with
“Transport Safety Management Method” is developed.

1. Annual report of O&M company (After
commencement)

Project Purpose
The urban railway regulator (O&M management)

and the O&M company begin to function jointly.

1. Initial work of the regulator is commenced.
2. The trial of management control work of O&M company is
commenced.

1. Approved document to railway operator
- Fare
- Level of service

2. Company rules, working instructions, work
implementation flow and other necessary
documents are finalized for actual operation.

1. Line-2A starts its operation as

scheduled fully complied with
transfer conditions prescribed in
EPC contract.

Outputs
1. The regulator’s capacities are strengthened.

2. Fare setting method and subsidy system are
established.

3. Operation plan and safety control system are
established.

4. Conditions for transfer of Line-2A are clarified.

5. O&M company is registered.

6. Rules of function and duty for each department
of O&M company are prescribed.

1. The regulator’s organization and its function & powers in the
organization are prescribed and approved by HPC.

2-1 Subsidy system for O&M company is developed and shared
in the Guideline.

2-2 Fares for the opening of Line-2A are set.

3-1 Guideline for filling the train operation plan is prepared.

3-2 Guideline for accident reporting procedure is prepared.

3-3 Guideline for accident investigation procedure is prepared.

4. Transfer plan is devised and agreed between MRB and
Vietnam Railway Administration (VNRA).

5. Business registration license is issued.

6-1 Each department has rules of function and duty.

6-2 Annual plan is made.

1. Approval of HPC concerning the
organization chart, function and power of the
regulator

2-1 Guideline for subsidy

2-2 Fares for the opening

3-1 Guideline for filing an operation plan

3-2 Guideline for accident reporting procedure

3-3 Guideline  for accident investigation
procedure

4. Agreement documents

5. Business registration license

6-1 Rules of function and duty of each
department

6-2 Annual plan

. Requisite

. The formalities of organization

establishment and hire, training
and assignment of the personnel
are smooth at the competent
authorities’ level.

. Coordinating ~ about ~ Urban

Railway policy among competent
authorities  is  implemented
smoothly and requisite decisions
are made at the suitable timing.
documents  about
operation and maintenance of
Line-2A are provided at the
suitable timing.

. Office IT system is procured as

scheduled.

(NAd) ¥4 a2 -2 )HL-N4TcOL 2



Activities

Inputs
(Japanese side)

(Vietnamese side)

1. Strengthening capacity of the regulator for urban railways (MRB)

1-1. Adjustment with MOT (Ministry of Transport)

1-2. Prescription of the regulator’s organization and the function & powers in
the regulator

1-3. Learning about policies to encourage the use of urban railways

2. Development of Fare Setting Method and Subsidy System

2-1. Development of fare revision method

2-2. Development of subsidy system

2-3. Consideration and determination of fares on Line-2A opening

3. Development of Operation Plan and Safety Control System

3-1. Prescription of filing an operation plan

3-2. Development of procedures for investigation accidents (including the
preparation of safety standards and accident time procedure manual)

4. Clarification of Conditions for Transfer of Line-2A

4-1. Devising transfer plan of Line-2A

4-2. Preparation of agreement with MRB and VNRA

4-3. Preparation and execution of transfer agreement for Line-2A

5. Registration of the O&M company
5-1. Proposal for establishment of O&M Company by MRB

6-1. Planning, General Affairs and Safety

6-1-1. Prescription of the rules on individual departments’ roles and
responsibilities

6-1-2. Prescription of the organization rules regarding planning, general affairs
and safety operations

6-1-3. Devising management and business plans (including consideration of
common fare system)

6-1-4. Prescription of corporate philosophy and the Articles of Incorporation

6-1-5. Prescription of the rules on safety promotion (including the formulation
of safety measures / transport safety management method)

6-1-6. Prescription of draft basic rules of train operation (including the
preparation of evaluation manual of train operation plan made by EPC)
6-1-7. Preparation for the introduction of office IT system (including devising

necessary matters such as the basic specifications of office IT system for
O&M company)
6-1-8. HQ’s work trial after establishment of O&M company

1. Dispatch of Japanese Experts

1.Assignment of Counterpart Personnel
for O&MU at the beginning of the
Project

(1) Project manager 1 person

Regulator

(2) Deputy project manager,
Strengthening capacity of
the regulator

(3) Fare policy, planning
coordination

1 person

1 person

O&M company
(4) [Technical leader]

Safety /engineering /
management / condition
for transfer of Line-2A

(5) [Management leader]
Organization management
/ general affairs / human
resources

(6) Planning / management
and business planning /
non-fare business

(7) Accounting / treasury /
procurement

(8) Financial soundness /
registration / office IT

(9) Sales

(10) Train operation

(11) Rolling stock

(12) Civil engineering / track
/ architecture

(13) Station facilities / IC

1 person

1 person

1 person

1 person
1 person
1 person
1 person
1 person

1 person

1 person

Requlator

(1) Team leader 1 person

(2) Organization 1 person

(3) Fare policy 1 person

(4) Train operation and 1 person
safety

O&M company

(5) Team leader 1 person

(6) Planning 1 person

(7) Administrative and 1 person
safety

(8) Human resources 1 person

(9) Finance 1 person

(10) Sales 1 person

(11) Train operation 1 person

(12) Rolling stock 1 person

(13) Facilities 1 person

2. Provision of facilities
for the Project
implementation:

- Project office

- Working equipment

3. Expense

- Local cost for personnel

- Cost for office rent and
equipment

All related projects such as UMRT
Line 2A, 2 and 3 proceeds as
scheduled.

There is no big change in urban
railway policy of Vietnam central
government and HPC.

Preconditions

If approved specifications, design
conditions and so on of Line-2A
aren’t provided at the suitable
timing, fundamental instructions
will be implemented based on the
general knowledge for operation
method regarding urban railway.
When requisite documents are
provided, outputs of fundamental
instruction should be coordinated in

accordance with provided
documents.
When office IT system isn’t

procured as scheduled and system
domains to be adopted aren’t
clarified, alternative plans will be
devised and implemented in order
that requisite system domains are
processed without office IT system.

When the integrated operation
between HQ and OU (i.e., sharing
accidents measures, managing and
training  human  resources) s




6-2. Human Resources

6-2-1. Prescription of organization rules regarding HR management

6-2-2. Prescription of employment rules

6-2-3. Prescription of internal rules regarding recruiting, salary and sanction

6-2-4. Prescription of rules on division of duties, office organization and official
authorities

6-2-5. Devising HR-related plans including staffing plan

6-2-6. Prescription of employee welfare-related rules, including those on staff
welfare and pension

6-2-7. Devising employee education plan (including the devising post-service
launch education plan)

6-2-8. Development of Work Procedures without office IT system

6-2-9. HQ’s work trial after establishment of O&M company

6-3. Finance

6-3-1. Prescription of organization rules regarding finance

6-3-2. Devising an accounting system

6-3-3. Prescription of rules for budget and setting

6-3-4. Prescription of purchasing rules

6-3-5. Consideration of the measures to maintain the company’s financial
soundness

6-3-6. Development of Work Procedures without office IT system

6-3-7. HQ’s work trial after establishment of O&M company

6-4. Sales

6-4-1. Prescription of organization rules regarding sales and non-fare business

6-4-2. Prescription of General Transport Contract

6-4-3. Preparation of draft cash handling manual for station staff

6-4-4. Development of fare setting system and calculation of fares (including
the development of fare revising system)

6-4-5. Consideration of setting fares based on the common fare system
(determined for the start of Line-2A operations)

6-4-6. Devising non-fare business plans draft

6-4-7. HQ’s work trial after establishment of O&M company

6-5. Train Operation

6-5-1. Prescription of draft organization rules regarding train operation

6-5-2. Learning about the process of preliminary study regarding draft staffing
requirements (including prescription of the plan to manage operational staff
and to train them)

6-5-3. Learning about the basic skill/lknowledge for train drivers’ management
and operation (including prescription of training plans for crews)

card

(14) Signal / telecom
electricity / machinery /
transformation of
electricity

(15) Secretary

2. Counterpart training in
Japan
At least 13 persons

3. Equipment
Items needed for project
implementation

4. Expense

- Cost for employment of
local consultants

- Other expenses:
For research, travelling,
training

- TC assistants:
Japanese interpreter
English interpreter

1 person

1 person

- Other expenses:
For research, local
travelling other than by
air (Hanoi and its
vicinity), other activities

required, the operation system and
division of works are reviewed from
the viewpoint of the strengthening
of cooperation and operation
system. If needed, the principles of
work trials are revised.

Regulator’s work trial regarding the
supervision of O&M company can
be implemented on condition that
the regulator for urban railway is set
up (or established) and personnel
are assigned in the regulator.

HQ’s work trial after establishment
of O&M company can be
implemented on condition that
O&M company is established and
personnel are assigned in HQ. In
addition to the conditions which are
mentioned above, HQ’s work trial
towards the opening of Line-2A can
be implemented only if facilities of
Line -2A are installed, training for
Line-2A personnel is completely
finished and commissioning begins.

In order that facilities of Line-2A
are handed over, it is essential that
the domestic systems such as safety
certification and so on in Vietnam
for launch of the urban railway shall
be applied.




6-5-4. Learning about a methodology to make train schedules

6-5-5. Learning about a methodology to draw run curves

6-5-6. Collecting train operation rules for the Line-2A (including learning about
the general knowledge for urban railway regarding train operation)

6-6. Rolling Stock Maintenance

6-6-1. Prescription of draft organization rules regarding rolling stock
maintenance

6-6-2. Learning about the process of preliminary study regarding draft staffing
requirements and maintenance budget

6-6-3. Learning about the process for implementation plan of rolling stock
renewal (including the preparation of maintenance manuals and education
plans)

6-6-4. Learning about countermeasures against rolling stock failures (including
the preparation of rolling stock operation safety manual for dealing with
circumstances such as accident)

6-6-5. Collecting maintenance rules for the Line-2A rolling stocks (including
learning about the general knowledge for urban railway regarding rolling
stock maintenance)

6-7. Facilities Maintenance

6-7-1. Prescription of draft organization rules regarding facilities maintenance

6-7-2. Learning about the process of preliminary study regarding draft staffing
requirements and maintenance budget

6-7-3. Learning about the process for draft implementation plan of facilities
renewal (including the preparation of maintenance manuals and education
plans)

6-7-4. Learning about the countermeasures against facilities failure (including
the preparation of facilities operation safety manual for dealing with
circumstances such as accident)

6-7-5. Collecting maintenance rules for the Line-2A facilities (including
learning about the general knowledge for urban railway regarding facilities
maintenance)




3. EENEtE (PO)

Beginn@ of TA

Est.

End of TA
(Original)
AV

Beginning o
Now_work trial

¢ EndofT,
(Rev.

Av4

)

| Technical Assistance Project (TA)

\ Y2012 Y2013
Activities g|ofw|ufw|s]2]s]4]s]e]7]8]o]r0]1]22

Y2014

Y2015

Y2016

11

12

1(2

HPC's issuance of decsion for establishment of
0&M company

B

Establishment of O&M company

c

Completion of Institutions for O&M company

D

Hire the staff for HQ's

[The schedule for Line-2A

Line 2A Contract Award (RS, E&M)

RS

Main Events

Hire and train the staff for Line-2A

Launch Line-2A's service

[JCC implementation schedule

Putin place Preparation Management Unit

Assign PMU members as regulators

Assign PMU members to O&M company positions

Preparatior

Formulate the comprehensive implementation
plan for this project and list

Approval by JCC

Strngthening capacity of the regulator for
urban railways (MRB)

Adjustment with MOT (Ministry of Transport)

Prescription of the regulator's organization and
the function & powers in the requlator

Approval by HPC

Learning about policies o encourage the Use of
urban railways

Development of Fare setting Method and
ubsid! tem

Development of fare setting and revision method

Approval by JCC

Approval by HPC

Development of subsidy system

Approval by JCC

Approval by HPC

Regulator for urban railways

Consideration and determination of fares on Line-
2A opening

Approval by HPC

Development of Operation Plan and Safety
Control tem

Prescription of filng an operation plan

Approval by JCC

D of for of
accidents (including the preparation of safety
standards and accident time procedure manual)

Consultation with VNRA

Approval by JCC

Clarification of Conditions for Transfer of Line-|
A

=

Devising transfer plan for Line-2A

Agreement between MOT and HPC

Preparation of agreement with MRB and VNRA

Approval by JCC

Agreement between MOT and HPC

Preparation and execution of transfer agreement
for Line-2A

Agreement between MOT and HPC

Registration of the O&M company

Proposal for establishment of O&M company by

Judgment by HPC and ministries

Registration procedure

Implementation Period (Revised
Follow-up (Revised)
Implementation Period (Original)
Follow-up (Original)

Link of Activity




Est End of TA
HMC (Original)
\'4 \'4

Endof TA
Beginning of
ork trial (Rev.
y

v

Technical Assistance Project (TA)

0&M Company

Input
Planning, General Affairs and Safety (runctions&

— Y2014 Y2015 Y2016
Activities so1651661, 1 } 2 | 3 | 4 | 5 | 6 | 7 | 8 | 9 |10 11121112 |3[(4|5|6]|7 1|12|3|4|s5|6|7|8|9|10|11(12|1 ]2
=3 from : t — T T

6-1-

&

Prescripcion of the rules on individual
roles and

Approval by JCC

Coordination with Line-2A and preparation of
workflow process and form

rules reg

ption of the
planning, general affairs and safety oper t

Coordination with Line-2A and preparation of
workflow process and form

Incorporated o Compan s, Proposal
1 |

6-1-3

Devising management and business plans
(including consideration of common fare system)

Incorporated to Company Est. Proposal

Approval by JCC

Prescription of corporate philosophy and the
Articles of

Approval by JCC

Prescription of the rules on safety promotion
(including the formulation of safety measures /
transport safety management method)

Approval by JCC

Prescription of draft basic rules of train operation
(including the preparation of evaluation manual of
train operation plan made by EPC)

Coordination with Line-2A and preparation of
workflow process and form

Learning about the basic knowledge on the
of operation rules

6-1-7

Preparation for the introduction of office IT system
(including devising necessary matters such as the
basic specifications of office IT system for O&M
company)

ﬂl

Consideration of office IT system functional

specifications (including financial aspects)

compan

6-1-8 HQ's work trial after establishment of O&M v ﬁ
compan
62
Human Resources
6-2-1 Prescription of organization rules regarding HR
Coordination with Line-2A and preparation of [TIT]
workflow process and form
622 proscription of employment rules T
Approval by JCC
‘Adjustment for employees planned to be
]
Devising the transferring procedure for Line-2A's * 1 [T}
623 Prescription of internal rules regarding recruiting,
salary, and sanction
Approval by JCC | | |
Coordination with Line-2A and preparation of | | [T}
workflow process and form
6-2-4 Prescription of the rules on division of duties,
office and official authorities
Approval by JCC ][
Coordination with Line-2A and preparation of |' [T}
workflow process and form
525 Devising HR-related plans including saffing plan e !
Approval by JCC | |
Coordination with Line-2A and preparation of . 1111 11
workflow process and form
6-26 Prescription of employee welfare-related rules,
including those on staff welfare and pension
Approval by JCC
Coordination with Line-2A and preparation of
workflow process and form
627
Devising employee education plan (including the
devising post-service launch education plan)
Confirmation of education plan for Line-2A's O&M
staff
6-28  Development of Work Procedures without office
IT system
D of payroll
system without office IT system
629 HQ's work trial after establishment of O&M
compan
53 Finance
6-3-1 Prescription of organization rules regarding
finance
oot i L 28 s o o S 11 11 11 {11
workflow process and form
6-3-2 Devising an accounting system
Approval by JCC
workflow process and form
6-3-3  prescription of rules for budget and settlement
Approval by JCC |
Coordination with Line-2A and preparation of |
workflow process and form
6-34  prescription of purchasing rules
Approval by JCC |
Coordination with Line-2A and preparation of |
workflow process and form
6-35 Consideration of the measures to maintain the ﬁ
company’s financial
6-36 Development of Work Procedures without office | | | | | |
IT system
Development of appropriate accounting and
settlement check system without office IT system
637 HQ's work trial after establishment of O&M




Est End of TA Beginning of ENd of TA
Begm@ of TA HMC (Original) Now_work trial (Rev.)
Y \4 w

| Technical Assistance Proect (TA)

I v2013 Y2014 Y2015 Y2016
N Lo P B
lf"s’rr|§|5‘n|b|o7891011121234567591011 1]2]ala]s]e|7]8]ofwfu]z|1]2

Y201
Input from Each Department: ~ Staffing,

Activities ¢ getumben 10 | 11

Sales

6-4-1 Prescription of organization rules regarding sales
and non-fare

=

Coordination with Line-2A and preparation of
workflow process and form cion 122

Prescription of General Transport Contract

Approval by JCC

—p

Approval of application letter by Regulator

Learning about the general knowledge regarding
fare polic

Training on cash handing for station staff

Adjustment for plan of Line-2A's station

Preparation of station service manual

Learning about the general knowledge regarding
fare polic

6-4-4 Development of fare setting system and
calculation of fares (including the development of
the fare revising system)

Approval by JCC 1

Approval by HPC |

6-4-5  Consideration of setting fares based on the

common fare system (determined for the start of
Line-2A

D of for the
of line area server for Line-2A
D

of
of office server designed to gather fare data unctions & Responsibilities.

6-46  Devising non-fare business plans draft |
Confirmation of Line-2A's equipment il 11
Gathering and analyzing the information on non-
fare business activities, their structure and
method | A I |
6-4-7 HQ's work trial after establishment of O&M T T TN T ﬁ
compan
65

Train Operation

train operation

Coordination with Line-2A and preparation of
workflow process and form

6-5-1 Prescription of draft organization rules regarding ﬁ

552 Learning about the process of prefiminary study
regarding drait statfing requirements (including
prescription of the plan to manage operational
staff and to train them) | |

553 ction 611 | Functions & Responsibities
Learning about the basic skl / knowledge for train
drivers' management and operation (including

prescription of training plans for crews)

654 Learning about a methodology to make train
schedules

Leraning about a methodology to make train
schedules based on Line-2A's schedule

555 L earning about a methodology to draw run curves 11
6-56  Collecting train operation rules for the Line-2A 11
Learning about the general knowledge for urban
railway _regarding train operation
6-6.  Rolling Stock Maintenance
6-6-1 Prescription of draft organizaiton rules regarding ﬁ
rolling stock

workflow process and form

Coordination with Line-2A and preparation of | |
|

662 Learning about the process of preliminary study |
regarding dratt staffing requirements and [tion 511
maintenance budget
Learning about the process of study regarding
staffing requirements and maintenance budget for
Line-2A

unctions &

0&M Company

6-6-3 Learning about the process for implementation
plan of rolling stock renewal (including the
preparation of maintenance manuals and
education plans)

Integrated Train Operation Department

6-6-4 Learning about countermeasures against rolling
stock failures (including the preparation of rolling
stock operation safety manual for dealing with
circumstances such as accident)

6-6-5
Collecting maintenance rules for the Line-2A I I I I
rolling stocks
Learning about the general knowledge for urban
railway regarding rolling stock
67

Facilities Maintenance

6-7-1 Prescription of draft organizaiton rules regarding
facilities mai
Coordination with Line-2A and preparation of
workflow process and form

672 Leaming about the process of preliminary study
regarding draft staffing requirements and
maintenance budget
Learning about the process of study regarding
staffing requirements and maintenance budget for
Line-2A

6-7-3  Learming about the process for draft
implementation plan of facilities renewal (including
the preparation of maintenance manuals and
education plans)

6-7-4 Learmning about countermeasures against facilties
failures (including the preparation of facilties
operation safety manual for dealing with
circumstances such as accident)

6-7-5 Collecting maintenance rules for the Line-2A
facilities
Learning about the general knowledge for urban
railway regarding facilities
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