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Danh sach tir viét tit

Tu viét tat

Tiéng Anh

Tiéng Viét

AFC Automatic Fare Collection Thu soat vé tu dong
ATO Automatic Train Operation Hé théng van hanh tau ty dong
ATP Automatic Train Protection Hé théng bao v¢ doan tau ty dong
C/P Counterpart(s) Nhan vién ddi ing
DOF Department of Finance S¢ Tai Chinh TP.HCM
DOT Department of Transport S¢ Giao Thong Van Tai TP.HCM
DPI Department of Planning and Investment | S¢ Ké Hoach va Pau Tu TP.HCM
o Tu van giam sat thi cong Lién danh
GC General Consultant (NJPT Association)
NIJPT
UBND o ' ' Uy ban nhan dan Thanh phé Ho6 Chi
Ho Chi Minh City People’s Committee i
TP.HCM Minh
, Cong ty TNHH MTV DPuong sit Ha
HMC Hanoi Metro Company ]
Noi1
HURCI Ho Chi Minh City Urban Railway Cong ty TNHH MTV Buong sét do thi
Company Limited No.1 s6 1 Thanh ph H6 Chi Minh
ISA Idependent Safety Assessor Don vi danh gia an toan doc lap
JCC Joint Coordination Committee Uy ban diéu phéi chung
JET JICA Expert Team Nhoém chuyén gia JICA
Japan International Cooperation L,
JICA Co quan Hop tac Quoc t€¢ Nhat Ban
Agency
Management Authority of Urban Ban Quan ly Pudng sit do thi
MAUR '
Railways TP.HCM
MCPT Management Centre of Public Trung tam Quan ly Giao thong Cong
Transport cong TP.HCM
MM Mobility Management Quaén 1y luu thong
MOU Minutes of Understanding Bién ban ghi nho
MRTIJ MRT Jakarta Cong ty tau dién ngdm MRT Jakarta
o&M Operations and maintenance Vian hanh va bao dudng
ocCcC Operations Control Center Trung tam diéu do
Operational Safety Management .
OSMS H¢ thong Quan ly An toan Vén hanh
System
PMU Project Management Unit Ban Quan ly du an
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Bién ban thdo ludn théa thuan giira

R/D Record of Discussion phia Nhat Ban va phia Viét Nam trong
du an nay
Special Assistance for Project Du an hd tro dic biét vé trién khai du
SAPI Implementation for Ho Chi Minh City | 4n tuyén metro s6 1 Thanh phd Hd Chi
Metro Line 1 Minh
Project for Support on Setup of N S
i ' Du an Ho trg ky thuat vé thanh lap
Operation and Maintenance Company .
TCl1 ' ' o Cong ty Van hanh va Bao tri tuyén
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City (TC Phase 1)
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Management Ability of Operation and | cho Cong ty Puong sit D6 thi nham
TC2 Maintenance Company for the Opening | trién khai van hanh khai thac tuyén
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I. Tong quan du &n

1. Noi thue hién du an:
Nudce Cong hoa Xa hoi Chu nghia Viét Nam
2. Tén du an:

Dy 4n Tang cuong Nang lyc Quan 1y cho Cong ty Puong sit Do thi nham trién khai van hanh
khai thac tuyén duong sit D6 thi s6 1 Thanh phd H6 Chi Minh (TC2)

3. Thoi gian thyc hién du an:

K¢é hoach ban dau: tir thang 12 nam 2017 dén thang 12 nam 2022
Thuyec té: tir thang 12 nam 2017 dén thang 6 nam 2025.

4. Bbi canh thye hién dy an:

Dan s6 clia ving d6 thi H6 Chi Minh d4 ting tir 6,59 tri¢u nguoi vao nim 1995 1én 14,48
triéu ngudi vao nam 2015, di kém véi viée nay 1a s6 lugng xe may va 6 to da dang ky di ting
dang ké, dan dén luu lugng giao thong trén cac tuyén duong trong thanh phd tang 16 rét. Tir d6
phat sinh cac van dé nhu tac nghén giao thong, 6 nhiém khong khi ngiy cang trim trong, s6 vu
tai nan giao thong tang, kho tiép can cac dich vu d6 thi. Day 1a nhiing nguyén nhan can try hoat
dong kinh té va xa hoi hiéu qua. Do kho khin trong viée mo rong déng ké nang luc van tai cla
cac phuong tién giao thong cong cong hi¢n cd nhu xe buyt va mang ludi duong by, TP.HCM
da 1ap ké hoach phat trién h¢ thong giao thong d6 thi méi tap trung vao duong sat d6 thi.

Luc nay, Co quan Hop tac Quéc té Nhat Ban (JICA) cling dang thyc hién du an vay von
ODA dé xay dung tuyén duong sat d6 thi tir Bén Thanh dén Sudi Tién mang tén “Du 4n xay
dung dudng st d6 thi Thanh phé H6 Chi Minh (Tuyén Bén Thanh — Subi Tién (Tuyén sb 1))
(sau day goi 1a “Dy 4n xay dung Tuyén sb 1), hudéng dén muc tiéu van hanh thuong mai vao
nam 2020. Tinh dén thoi diém bat dau du an, téng s6 vén vay ODA da cip 1a 155,364 ty yén
(giai doan 1: 20,887 ty yén, giai doan 2: 44,302 ty yén, giai doan 3: 90,175 ty yén). Trong
khuén kho dy 4n xay dung Tuyén s6 1 khong chi xdy dung co sé ha tang duong sat d6 thi, ma
con thuc hién viéc dao tao can thiét cho van hanh thuong mai nhu dao tao lai tau, nhan vién
nha ga va nhén vién phy trach trung tim diéu do. Tuy nhién, nganh duong sit do thi tai Viét

Nam chi méi bat dau phat trién, va Ban Quan 1y Puong sit d6 thi TRHCM (sau day goi la
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MAUR) chua c6 kinh nghiém trong viéc thanh 14p va van hanh c6ng ty van hanh duong sit d6
thi. Do d6, JICA di trién khai Du 4n hop tac k¥ thut “Dy an Hd tro k§ thuat vé thanh 1ap Cong
ty Van hanh va Bao tri tuyén Duong sét d6 thi sé 1 TRHCM” (tir thang 3 nam 2011 dén thang
3 nam 2013) (sau day goi 1a “TC1”"), nhdm hd trg cac cong tac chuin bi cn thiét dé thanh 1ap
cong ty van hanh duong sit do thi, bao gdm ca viéc xay dung ké hoach kinh doanh. Vao thang
7 nam 2013, sau khi TC1 két thic, mic du ké hoach kinh doanh cua cOng ty van hanh duong
sit dd thi duoc xdy dung trong khudn khd TC1 da duoc phé duyét, tuy nhién do trong thoi gian
thuc hién TC1 da xac dinh dugc viéc van hanh chinh thirc Tuyén s6 1 s& bi tri hodn, nén viée
ding ky thanh 1p cong ty va bd tri nhan su cho cong ty di bi hodn lai.

Trudc tinh hinh d6, JICA d trién khai “Du an hd trg dic biét vé trién khai du 4n myén metro
s6 1 Thanh phd H6 Chi Minh” (tir thang 8 ndm 2014 dén thang 4 nam 2016) (sau ddy goi la
“SAPI”), nham phén tich c4c nguyén nhan va thach thirc khién viéc thanh lap cong ty van hanh
dudng st d6 thi bi tri hodn, nhu thu tuc ding ky thanh 14p cong ty van hanh duéi hinh thic
doanh nghiép nha nudc, viéc thanh 13p co quan quan ly va xac dinh pham vi giam sat cia co
quan ndy, dong thoi phén tich cac van dé trong viée hoan thién chinh sach va hé thdng & cp
qudc gia. Tuy nhién, do cac yéu t nhu sy chdm tré trong qua trinh dua ra quyét dinh mang tinh
chinh tri, cong ty van hanh duong sit d6 thi vAn chua duge thanh 1ap. bé Tuyén $6 1 ¢o thé
van hanh chinh thirc vao nam 2020, ciing nhu duy tri va dam bao d6i ngli nhan sy van hanh
Tuyén s 1, viéc hd tro khén truong dé thanh 1ap cong ty van hanh 1a didu khong thé thiéu, va

Chinh phu Viét Nam di d& nghj hop tac trong van dé nay.

5. Muc tiéu dy an
Muc tiéu téng thé: Tuyén metro s6 1 TP. H5 Chi Minh duoc van hanh an toan va tin ciy béi
Cong ty Van hanh Duong sit Do thi
Muc dich ciia dw an: Nang luc van hanh va bao tri ciia Cong ty Quan ly va Van hanh Puong
sit Do thi dugc nang cao.

6. Co quan thuc hién

MAUR, Céng ty Puong sit dé thi s 1 Thanh phé Hb Chi Minh (HURC1)

I1. Két qua duw an

1. Két qua dy 4n
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1-1. Pau vao tir phia Nhat Ban (ké hoach ban dau/ thanh tich thuc té)

205,82 man-month/ 203,46 man-month (Thoi diém thang 6 nam 2025)

Xem chi tiét & Phu luc 1

1-2. Pau vao tir phia Viét Nam (thanh tich thuc té: s§ lwong C/P cubi cung)
70 ngudi

1-3. Pau ra céc hoat dong

[DAu ra 1] Ting cwdng ning luc soan thio cic quy dinh dwong sit do thi

1-1. Thanh 1ap Té soan thio cic quy dinh dwdng sit dd thi tir cac thanh vién MAUR va
Cong ty van hanh dwdng sit dé thi (sau day goi 1a HURC1)

1-2. Soan thio cac quy dinh vé dwdng sit dé thi va trinh UBND TP.HCM

Ban dau, chung t6i dinh thanh lap T soan thao bao gém C/P va céc thanh vién ngoai don vi
C/P nhu céac sé ban nganh thugc UBND TP.HCM, tuy nhién tinh dén su phtre tap khi mé cude
hop tri€u tap cac bén, don vi C/P va JET da trién khai cOng tac xem xét soan thao cac quy dinh

voi tu cach TO soan thao va tién hanh xin ¥ ki€n cac bén li€n quan tiy tinh hinh.

<Chinh sach gia vé>

Pa ho tro dua ra dé xuat chinh sach gia vé dua trén phan tich tai chinh v€ van hanh va bao

dudng.

Gi4 vé thap nhit 8.000 dong + 800 ddng/Km do C/P va Nhom chuyén gia JICA (JET) dé xuét
tai TC1 dd duoc kiém ching bang cach so sanh chi phi di 1am, di hoc bang cac phuong thirc vén
tai tai TP.HCM (gia vé cta cac phuwong thirc vén tai khac, chi phi van hanh phwong tién, téc do
di chuyén, gia tri thoi gian, v.v...).

Bén canh d6, khdo sat diém chun quéc té dbi véi duong sat do thi cling da dugc thuc hién.
Ngoai ra, mot cudc khao sat vé mirc d6 sdn sang chi tra béng cach sur dung dir li€u hién c6 cling

da dugc tién hanh.
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Vi nhitng két qua do, khi so sanh véi dé xuat, viéc co thé dat gia vé ré hon cho khoang cach
ngan va gia vé dat hon cho khoang cach dai da dugc xac nhan. Cac chinh sach gia vé co tinh dén
doanh thu tir ti€n vé va tién trg gia, cling nhu giam gia vé cho nguoi khuyét tat va cac nhom

nguoi yeu thé trong xa hdi cling da dugc xem xét.

Dua trén két qua xem xét trén, C/P d dua ra dé xuét vé chinh sach gia vé véi UBND TP.HCM
va cudc thao luan giita cac co quan lién quan (S¢ Tai chinh (DOF), MAUR, HUCRI1, S¢ Giao
thong van tai (DOT) va co quan truc thudc la Trung tam Quan ly Giao thong cong cong (MCPT))
da dugc t6 chirc vao thang 10 nam 2022. Pép lai nhitng ¥ kién dua ra tai cudc hop nay, nhim hd
tro viéc ra quyét dinh cua UBND TP.HCM va cac ban nganh lién quan truc thudc dugc thuan
loi, Dy an da xay dung: (1) Cac diéu kién xac dinh murc gia vé khi van hanh chinh thirc duong
sit do thi (vi du ¢ nudc ngoai: Manila: dat & mirc thép, Bangkok: dat ¢ muc cao nhét dinh,
Jakarta: tuyén méi nhét, tinh hinh & Thanh phé Hb Chi Minh: thuc hién chién lugc phat trién
giao théng cong cong do thi); (2) Dy doan twong lai Tuyén s6 1 TP.HCM (bién d6i vé sb luong
hanh khach, thay d6i vé gia vé va trg gid).

UBND TP.HCM di ban hanh quyét dinh v& gia vé vao ngay 21 thang 11 nam 2024 (Quyét
dinh s 5327/QD-UBND) va nghi quyét vé ddi trong min giam tién vé vao ngay 12 thang 12
nam 2024 (Nghi quyét s6 29/2024/NQ-HDND).

Gia vé duogce xac dinh & muc thap nhét 13 6.000 dong (cao nhéat 20.000 ddng).

Céac d6i tuong duoc mién tién vé:

a). Nguoi ¢6 cong voi cach mang theo Phéap 1énh Uu dai nguoi ¢6 cong voi cach mang;
b). Nguoi khuyét tat;

¢). Nguoi cao tubi;

d). Tré em dudi 6 tudi;

e). Nguoi sir dung phuong tién vén tai hanh khach coéng cong bang xe buyt cua cac tuyén xe
buyt két ndi véi tuyén duong sit do thi sé 1, Bén Thanh - Subi Tién va hanh khach sir dung tau
dién, tuyén duong st d6 thi s& 1, Bén Thanh - Subi Tién trong thoi gian dugc Thanh phé h tro

gia vé.
<Hop ddng Van hanh va Bao dudng (O&M)>
Cong tac van hanh va bao dudng dudng sét d6 thi khong thudc di twong ap dung cua thong tu
méi ma duge ap dung theo hop ddng van hanh va bao dudng gitta UBND TP.HCM véi HURCI.

Viée ky hop dong van hanh va bao dudng nay dwoc mé phong theo cong tic van hanh va bao
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dudng cua xe buyt hién hanh. Tuy nhién, khi déi chiéu voi vi du thuc té tir cac nudce khac, cac
hop ddng van hanh va bao dudng xe buyt hién hanh hoan toan khong c6 ndi dung phu hop dé ap
dung cho dudng sit d6 thi. Ngoai ra, C/P va cic co quan lién quan khong c6 kha ning soan thao
hop dong van hanh va bao dudng. Vi vdy, JET d3 hd tro chuén bi khung hop dong va td chuc cac
budi hoi thao dé giang giai vé cac van dé lién quan dén cac hop dong.

Hop ddng van hanh va bao dudng quy dinh trach nhiém, ky vong vé hiéu suit hoat dong va gia
trj twong ng cuia cac cong ty van hanh va bao dudng nhu HURC1. Ngoai ra, trong hop ddng con
¢6 ndi dung vé cac khoan trg cép can thiét dé duy tri hoat dong. Theo khudén khé hién tai, dit dai
va cac cong trinh k¥ thuat dan dung s€ thudc sé hiru cia UBND TP.HCM va dugc HURCI1 bao
tri, con cac tai san khac s€ do HURC1 s hitu va quan ly. Vi vay, bao tri cong trinh xay dung dan
dung 1a mot goi hop ddng riéng biét véi cac hoat dong van hanh va bao dudng khac. Ngoai ra,
MAUR va HURCI1 dang xem xét tao cac goi van hanh va bao dudng riéng biét dé giam rui ro
thanh toan.

Tir tinh hinh d6, JET d3 dé xuét khung hop dong van hanh va bao dudng cho C/P va cac s& ban
nganh lién quan. Sau d6, JET d3 t6 chic 4 hoi thao dé giai thich cac van dé quan trong lién quan
dén hop ddng (cAu triic co ban cia hop ddng, phan bd rui ro giita cac bén, didu kién ban giao hé
thong, hé théng giam sat, quan Iy hop ddng, quan 1y hiéu suit, chi sé danh gia hiéu sudt chinh
(KPI), rui ro tai chinh, tinh huéng kinh doanh, u6c tinh chi phi va doanh thu van hanh bao dudng,
hé théng tro gia, dau tu thay méi va thay thé thiét bi, tai khoan ky quy va thanh toan thu lao, v.v.).

Cubi nim 2024, HURC1 d3 ky v6i MCPT hop ddng vé& van hanh, ky véi MAUR hop dong
nguyén tic vé bao dudng. Pang chd TP.HCM xem xét phwong 4n gia hop dong (don gia chuyén)
nén chua ky hop ddng chinh thirc vé bao dudng. (Tinh t6i thoi diém cudi thang 5 nim 2025)

*Tham khao san phém tai Phu luc 2.1

[DAu ra 2] Xay dung cic hé thong, ndi quy va ké hoach cin thiét cho cong tac quan IV ciia
HURC1

2-1. Soan théo sb tay hwéng din, tai liéu dio tao va tip huin cho viéc cip chirng chi lai tau
dua trén Luat dwong sit Viét Nam va cac quy dinh lién quan

9% ¢

Xay dung cac tai liéu nguyén mau cua tai lidu giang day vé “Tiéu chudn k§ thuat”, “Quy tic
van hanh tau”, “An toan lao dong”, “Ly thuyét 14i tau”, “Pau may toa xe”, “Tin hi€u — Dién” va
“Dudng ray”, ciing nhu cac sb tay huéng dan lién quan dén nghiép vu 1ai tau va ban giao cho Tu
vén giam sat thi cong Lién danh NJPT (GC). Viéc thuc hién dao tao dé dugc cip gidy phép lai tau

dudng sit do thi 13 trach nhiém cua GC, va GC d3 tan dung céc tai lidu trén dé tién hanh dao tao.
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*Tham khao san phém tai Phu luc 2.1

2-2. Phéi hop véi (General Consultant) GC trong viéc soan thdo, dé trinh phwong 4an va hé

thong dao tao dé dwoc Cuc Pudng sit Viét Nam théng qua

HO tro GC trong viéc xay dung va trinh ndp ké hoach dao tao nhan sy nhu mot ph?m cua viéc dat
dugc ching nhan an toan.
< Xem xét ké hoach dao tao l4i tau do GC x4y dung, x4c nhan khong c6 van d& gi.
< Cung v6i GC diéu chinh ké hoach dao tao nhan su cho nhan vién nha ga va nhan vién
diéu do.
<> Phdi hop v6i GC, nha thiu diéu chinh ké hoach dio tao nhan suy.
< Cung cip sb tay cong viéc cho lai tau va nhan vién OCC (Ban dy thao. GC s& dua vao
ban dy théo nay dé xay dung ban chinh thirc) dua trén cac kinh nghiém tir dudng sit do
thi Nhat Ban, dé xuét loai dao tao nao 1a can thiét trong qua trinh xay dung ké hoach dao
tao nhan sy ctia GC va nha thau.
< Kiém tra noi dung ké hoach dao tao nhan sy ctia GC cho quan ly nha ga, thao luan vé su
can thiét cua cong tac dao tao bd sung dua trén cac kinh nghiém tr dwong sit d6 thi Nhat

Bén.
*Tham khao san phém tai Phu luc 2.1
2-3. X4y dung td chirc va quy dinh dé dwge cip “chirng nhan an toan”

2-6. Trinh Cuc dwong sit Viét Nam tai liéu lién quan dé dwogc cAp Ching chi An toan va

gidy phép hoat dong

Dua trén Thong tu $6 31 ndm 2018 cua Bo Giao thong Van tai Viét Nam, HURCI1 s€ hoan thién
t6 chirc va co ché can thiét cho Hé théng Quan Iy An toan Véan hanh (OSMS) (duoc xay dung
trude khi tuyén van hanh chinh thirc), ddng thoi xay dung tai liéu OSMS.

JET da tién hanh ddng thoi cong tac tham khao cac quy dinh va sb tay huéng din do cac C/P
xay dung, thao luan véi HURCI1 va xay dung m6 hinh co s& cac tai li€u can thiét dé dat duoc
chirng nhan OSMS. Ngoai ra, dya trén nhan xét cua Pon vi danh gia an toan doc lap (ISA), OSMS
va cac tai lidu lién quan da duoc chinh sira va phién ban cudi cing dugc giri dé ISA xem xét vao
thang 9 nam 2024.

Két qua 13 vao ngay 18/12/2024, VNRA d3 duyét chimg nhan an toan (tuy nhién van cin phai
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xtr Iy cac hang muc dugc VNRA chi ra sau khi Tuyén s6 1 van hanh chinh thirc) dya trén dya trén
Bio céo danh gi4 an toan thang 12 ndm 2024 cia ISA. Tuyén sé 1 van hanh chinh thirc tir ngay
22 cung thang.

Sau khi Tuyén sb 1 van hanh chinh thuc, , JET d trinh bay phuong chdm chinh stra va noi
dung du thao ban chinh sira cho HURC1, dong thoi trinh bay dé xudt cai thién ddi voi nhiing han
ché ma JET nhan théy.

*Tham khao san ph?im tai Phu luc 2.1, 2.3

2-4. Ra soat va cap nhat cac quy dinh ngi b§ cia HURC1 da dwoc soan thao trong dy an
TC1 (bd phan Quén 1y, An toan, Hanh chinh, Nhén sw, Tai chinh, Cung ing, Hé théng thong

tin, Kinh doanh, v.v.)

2-5. XAy dung cac quy dinh ndi bd lién quan t6i toan b thé ché té chirc ciia cong ty, bd phan
hanh chinh va b phan kinh doanh

2-7. Néu cén thiét, soan thdo va thong qua cic ké hoach va ndi quy khac cin dwoc chuén bi

truéc khi Tuyén s6 1 dwge dwa vio van hanh

2-8. Soan thao va thong qua cac ké hoach va ndi quy khac cin dwgc chuin bi sau khi Tuyén

s0 1 dwgc dwa vao van hanh

Xay dung cac quy dinh, ké hoach noi bo can thiét cho tru sé chinh cia HURCI, bao gém cac
quy dinh, ké hoach danh cho bd phan quan 1y va bd phan cong tic nha ga (bo phan kinh doanh)
duoc xay dung trong TC1.

O Hoat dong 2-4, cac cap nhat can thiét vé cac quy dinh do TC1 phat trién da duoc trién khai.
Ngoai ra, 6 hoat dong 2-5 va 2-7, viéc xay dung cac quy dinh, ké hoach can chuén bi trude khi
van hanh thuong mai da hoan tt.

Trong cac hoat dong trén, JET di giai thich k§ ludng vé su can thiét va bdi canh cua cac hoat
dong thong qua kinh nghiém tir cic cong ty dudng sit Nhat Ban voi cac C/P cia HURC1, dong
thoi dua ra dé xuit trén co s& cAn nhic dén luat phap va tinh hinh & Viét Nam. Ngoai ra, lién quan
dén cac van dé cin phdi hop v6i GC va cac nha thiu, cac cudc hop dinh ky va khong dinh ky véi
GC da duoc té chtrc nham chia sé thong tin va dua ra hanh dong thich hop.

Theo ndi dung Béo cdo cudi cung cua ISA vao thang 12 nim 2024, cac cong tac can xir 1y sau
khi Tuyén s6 1 van hanh chinh thirc d3 duoc néu rd, JET d3 kiém tra nhiing cong tac can TC2 xir

1y va hd tro, chinh sira va cap nhat cac quy dinh lién quan dén bo phan chirc nang, bd phan van
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hanh bao dudng.

*Tham khao san phém tai Phu luc 2.1
[PAu ra 3] Cai thién ning lwc van hanh va bio dudng cho nhéin vién ciia HURC1
3-1. X4y dung ké hoach va kéu goi sw nd lirc toan cong ty vé van dé an toan

D3 thuc hién cong tac xay dung quy dinh lién quan dén dam bao an toan tip trung vao "Chinh
sach an toan" - dong vai trd 13 chinh sach nén ting dé dam bao an toan vén tai cua cong ty kinh
doanh duodng sit. Dong thoi da thuce hién cac bién phap nham thiét 1ap cac nd e dam bao an toan
cua HURCI.

Lién quan dén cac quy dinh vé dam béo an toan, dd x4y dung Chinh sach an toan (bao gdm ca
ké hoach phd bién cho toan thé nhan vién), quy dinh vé danh gia an toan noi bd, quy dinh quan
1y an toan, quy dinh thanh 1ap Hoi dong giai quyét su ¢b va quy trinh xr 1y tai nan dudng sit.

Ngoai ra, nhu mét phin trong chinh sach thiét 1ap nd lyc dam bao an toan cta cong ty, Hoi thao
OSMS di duoc td chire vao ngay 18, 19 va 22 thang 7 nam 2024 nham phd bién vé cac khai niém
co ban va khudn khé caa OSMS, quan 1y rii ro, tng pho tai nan va cai tién tb chirc thong qua cac
bai giang va 1am viéc nhom. Nhidu nhan vién tru s¢ va nhan vién hién truong HURC1 da tham
du va hoat dong nhom tich cuc. Hoi thao da thanh cong ruc ro voi nhiéu cudc thao luan va thuyét

trinh s6i ndi.
*Tham khao san ph?im tai Phu luc 2.1, 2.3
3-2. Xay dung ké hoach tuyén dung

3-3. Tuyén dung, dao tao nhan su dua trén ké hoach tuyén dung (khéng bao gdm cac hoat

dong da dwoc liét ké trong hop ddng véi GC va mbi nha théau)
3-5. Tiép tuc thyc hién tuyén dung va dao tao nhan sw sau khi Tuyén s6 1 dwa vao hoat dong

Di xdy dung ké hoach tuyén dung, dua vao d6 HURC]1 d3 tién hanh tuyén dung.
<~ Dbi voi nhan sy tru s&, HURCI tuyén dung tuy thoi diém thich hop.
<% Vékéhoach tuyén dung, do tai cudc hop JCC 14n thir 2 d3 d3t ra ké hoach va 10 trinh nhan
su tam thoi, sau d6 c6 thay ddi vé diéu kién tuyén dung déi voi cac vi tri dic tha (nhan

vién di€u d¢, nhan vién nha ga, lai tau) so vdi thoi diém xay dung k& hoach, nén da tién
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hanh kiém tra lai ké hoach.

<~ D4i voi nhan sy tru so, JET da t6 chie 2 khoa dio tao tai Nhat Ban, khoa dao tao truc
tuyén trong thoi gian dich Covid-19, khoa dao tao tai Jakarta. Ngoai ra JET dé chia sé
kién thuc can thiét thong qua cac cong viée thuong ngay.

<> HURC] di thyc hién dao tao dé van hanh chinh thirc. (Téng cong 514 nhan vién van hanh
va bao dudng)
» Lai tau: 58 nguoi
>  Nhan vién didu do: 19 ngudi; Trudng ga: 9 nguoi
»  Nhan vién nha ga: 291 nguoi
»  Nhan vién bao dudng: 137 nguoi

<> HURCI tiép tuc tuyén dung nhan sy van hanh nhim dap ng tinh trang thiéu hut nhan sy

va nhu cdu ting nhan su sau khi Tuyén sé 1 van hanh chinh thuc.
3-4. Soan thio ké hoach cai thién van hanh sau khi Tuyén s6 1 dwa vao hoat dong

Sau khi tuyén dudng sit d6 thi van hanh chinh thirc, cin phai ngay lap tirc dam bao hoat dong
clia cong ty va hoat dong dudng sét dién ra thong sudt bang cach giai quyét nhirng khiém khuyét
ban diu trong hé théng dudng sit, cac van dé vé chat lwong va sd lugng nhan sy va cac van dé vé
quy trinh céng viéc. Sau khi van hanh chinh thie, JET dé kiém chimg tinh an toan, dung gio, hiéu
qua, v.v. ciia doanh nghiép dudng sit ciing v6i tit ca cac yéu t6 trén, dé xuét cai tién dic biét 1a
theo quan diém ciia OSMS.

Sau khi van hanh chinh thirc 2 tudn, Tuyén sb 1 di dén khoang 1,7 triéu luot hanh khach va cé
béo céo rang lugng hanh khach 18n t6i gin 100.000 luot mdi ngay ngay ca trong dip Tét Nguyén
dan nam 2025. Tinh dén thang 4 nam 2025, doan tir Ga Bén Thanh dén Ga Ba Son, noi ¢4 nhu
cau di lai cao nhét, ty 1& dong duc dat khoang 150% vao gio cao diém sang va tdi.

Mot thoi gian sau khi van hanh chinh thirc, thinh thoang van xay ra su b nhu tau bi tré, nhung
tinh dén thang 4 nim 2025, Tuyén s6 1 nhin chung da hoat dong 6n dinh. Sau day 14 2 vin dé xay

ra sau khi van hanh chinh thurc:
@ Chay 16:

Khi tau dang chay v&i ché 6 ATO (Automatic Train Operation: Hé théng van hanh tau tu dong),
tinh trang chay 16 khi dimg & cac ga dién ra thuong xuyén. Nguyén nhan dugc nghi dén 1 tau bi
trugt banh do troi mwa, nén HURC1, GC va cac nha thau d3 tién hanh chay thir vao ban dém dé
xac dinh nguyén nhan. Dy an TC2 cling da gioi thiéu kinh nghiém tau bi trugt banh khi dang chay
v6i ché d6 ATO cua Tokyo Metro.
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Giai phap hién nay 1 vao nhiing luc trdi mua, tau s& chay véi ché do ATP binh thuong (ATP:
Automatic Train Protection, Hé théng bao vé doan tau tu dong), vi vay HURC1 phéi hop véi GC
dé tién hanh dao tao cho 14i tau. Ngoai ra ciing c¢6 ké hoach cai thién phan mém dé co thé lai tau

& ché do phu hop véi diéu kién troi mua.
@ Taubi vé bay:

Tau dimng ban dém trén ray do tau trong depot di bi v& bay. Cac chuyén gia TC2 da chia sé
cach xir 1y tinh hinh v& bay va thong tin vé bao hiém dau may toa xe ctia Tokyo Metro cho HURCI.
Sau d6 HURC1 d3 soan thao Thong bao vé viée ting cudng cong tac kiém soat an ninh khi ra vao

depot, du kién néu khong c6 thé ID nhan vién HURC1 thi khong duoc vao depot.
*Tham khao san pham tai Phu luc 2.3, 8

[PAu ra 4] Thuc hién cic hoat dong 1én ké hoach, kinh doanh va quéang ba cén thiét cho
HURCI1

4-1. X4y dung va thue hién ké hoach kinh doanh ngoai vé

Muc dich ctia hoat dong kinh doanh ngoai vé 1a tang doanh thu ngoai vé, dong gdp tai chinh
cho HURC1 bing céach st dung hiéu qua khong gian bén trong nha ga, va cung cip cac dich vu,
cung cép phong cach séng méi bang cach sang tao co hodi cho hanh khach mua sdm va st dung
cac tién ich tai nha ga (quan ca phé, v.v.). Cu thé, muc dich 1a dé c6 duoc thu nhap tu viéc cho
thué bang cach tan dung khong gian kinh doanh trong nha ga tai mdi ga (cho thué cira hang, lap
dat tu khoa co6 phi, may rat tién tu dong, may ban hang tu dong, v.v.), cdé duogc thu nhap tir viéc
tan dung khong gian quang cao trén tuong va cot.

<> Duara vi du thyc té & Nhat Ban dé giai thich vé tinh hinh sir dung khong gian kinh doanh

trong nha ga & ga trén cao, ga ngdm va dudi chan cau can.

<> Giai thich nhitng diém chinh khi 14p ké hoach kinh doanh trong nha ga va quang céo bén

trong nha ga, chang han nhu 14p ké hoach quy mé khai thac kinh doanh c6 tinh d&én nhu
cau st dung dudng sét, dam bao ludng di chuyén (tuyén dudng va chiu rong 16i di) cho
ngudi st dung, bd tri bd cuc phu hop voi ludng di chuyén cua nguoi sir dung.

<> Giai thich nhitg vu diém va nhuoc diém cua ké hoach kinh doanh trong nha ga va quang

c4o (mdi quan hé gitra HURC1 va ngudi thué = HURCI tryc tiép quan 1y hoat dong kinh
doanh nay hay uy thac cho bén ngoai).

<> Giai thich cac quy dinh lién quan dén viéc lap dit va quan ly hoat dong kinh doanh trong
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nha ga va quang cdo.

Trinh bay d& xuét bd tri cac co sé thwong mai kinh doanh trong nha ga cho bbn nha ga uu
tién do JET lua chon.

Tién hanh kiém tra bd cuc lién quan dén cong tac kinh doanh trong nha ga, cong tac quang
c4o ngay tai hién truong dang duoc xay dung, dong thoi trao dbi ¥ kién vé cac cach ting
doanh thu tai méi nha ga.

Trao ddi ¥ kién vé viéc sir dung khong gian bén dudi cac nha ga trén cao, vé ké hoach
thay ddi hodc mé rong kha thi dé dap ung viée gia ting nhu ciu st dung trong twong lai.
HURC] d4 trinh d& an (phuong an kinh doanh, nganh kinh doanh, dy bao thu nhap va chi
tiéu) lién quan dén kinh doanh ngoai vé (kinh doanh khong gian thwong mai, quang céo,
bai dau xe trong khuon vién nha ga) cho MAUR. Duya trén ndi dung nay, HURC1 da trinh
UBND dé xuit lién quan dén cong tac kinh doanh ngoai vé va dang chd phé duyét.

Sau khi dugc phé duyét, don vi van hanh kinh doanh trong nha ga s€ dugc tuyén chon va

hoat dong kinh doanh ngoai vé s& bat dau.

*Tham khao san phém tai Phu luc 2.1

4-2. Khuyén khich viéc sir dung dudng sit d thi théng qua cac hoat dong quén 1y luu thong

(MM)

Dé chuén bi cho viéc van hanh chinh thic tuyén duong st d6 thi sd 1, cac hoat dong quan ly

lru thong (MM) d3 duoc trién khai dé thic ddy su chuyén ddi tir xe c4 nhan sang phuong tién

giao thong cong cong. Cac hoat dong duogc thuc hién bang cach tiép can da chiéu, bao gdm chuin

bi trudc, lap ké hoach, xay dung cong cu, hop tac vdi cac td chirc c6 lién quan, td chirc hoat dong

nang cao nhan thirc va mé hdi thao.

X4y dung va chuén bij ké hoach hoat dong MM:

<>

HURCI1 xay dung ké hoach hoat dong MM danh cho muc tiéu 1a hoc sinh, doanh nghiép
va dén cu. Viée Iya chon muc tiéu, sdp xép phuong phéap va thanh phan xay dung cong cu
da duogc hé théng hoa.

Diéu chinh cac thong tin can thiét (thoi gian van hanh, 18i ra vao nha ga, huéng din ddi

tau, thé IC, viin hoa Gmg xir, v.v.) véi MAUR va thé hién chiing khi xay dung cong cu MM.

Phé cap nhén thirc va xay dung cong cu:
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<> Tham khao kinh nghiém tir cic nu6e khac va & Tokyo Metro, thiic ddy nang cao hinh anh
va thay ddi hanh vi théng qua cac doan phim phim quang céo, t& roi, ban d6 doc tuyén,
ké hoach di chuyén, V.V.

<% T chtrc hoi thao MM tai Truong Pai hoc Bach khoa, PHQG TP.HCM vao thang 11 nam
2018.

< Gioi thiéu tbng quan vé MM tai hoi thao do UBND TP. HCM t6 chirc vao thang 4 nim
2023.

< Cung cép ké hoach hoat dong da duoc xay dung va du thdo cong cu tai hoi thao do UBND
t6 chirc va tai hoi thao danh cho Ban An toan giao thong vao thang 3 nim 2024.

Bdng 1: Ké hoach hoat dong MM da xdy dung

STT

Tiéu deé - tén tai liu

Noi dung — phwong phap hoat dong

Chuong | 1

Gioi thiéu

Pinh nghia MM, céc thach thic véi TP.HCM

va su can thiét cua viéc trién khai MM

2 | Lwa chon muc tiéu MM Co sé vat chit xung quanh nha ga va viéc lya
chon muc ti€u (hoc sinh sinh vién, doanh
nghiép, dan cu)

3 Cong cu cho hoat dong | Gidi thi€u cong cu danh cho cac muc ti€u

MM (thong tin khuyén khich, khao sat hanh vi, ké
hoach c4 nhan, ban dd, trd choi, v.v.)
Tai liéu 1 Danh sach myc ti€u MM | Danh sach truong dai hoc, doanh nghié¢p, khu
dan cu & mdi nha ga
2 Chuong trinh dao tao vé | Hoi thao, tai liéu bai giang danh cho truong hoc
Hoat dong Quan ly luu
thong tai Truong hoc/Pai
hoc
3 | Chuwong trinh di lai vé  Cung cip thong tin danh cho doanh nghiép va
Hoat dong quan 1y luu | noilam viéc, hd tro ké hoach di 1am
thong tai cac Cong ty

4 | Bang hoi Khao sat 1y do sir dung xe may, chi phi di lai, y
thire vé stc khoe va moi trudng, v.v.

5 | Bandd nha ga Bang d thé hién viéc két ndi voi duong di bo,
v6i xe buyt va co sé vat chat quanh nha ga

6 | Thong tin hd tro di chuyén | Huéng dan 16 trinh & mdi nha ga, thoi gian di
chuyén, thong tin co sé vat chét, V.V.

7 | Bang miu ké hoach di = Béang miu dién thoi gian va phuong tién di 1am

chuyén c4 nhan
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8 | Tro choi bang giao thong | Hudng dan choi tro choi, dinh kém bang ghi lai
cac lua chon
9 | Ban dd trdo choi ban c& | Ban dd thé hién mdi trudng giao thong ndi
TP.HCM thanh dugc sir dung trong tro choi ban co
“Traffic sugoroku”
10 | Y tuong to roi MM Y tuong cho to roi truyén thong va nang cao

nhan thirc dé thuc day sir dung Metro

Hop tac véi Ban An toan giao thong va hd tre sau khi tuyén van hanh chinh thirc

Tai TP.HCM, Ban An toan giao thong da dugc giao lam co quan thuc hién cac hoat dong MM, vi

thé JET da gidi thiéu tong quan vé MM ciing nhu hd trg Ban An toan giao thong 1ap ké hoach
hoat dong. Sau khi tuyén s6 1 van hanh chinh thtrc, JET da theo doi tinh hinh st dung, kha nang

tiép can xung quanh nha ga va hiéu qué truyén thong, dong thoi dé xuét va thao luan cac bién

phap thuc day sir dung theo tinh hinh.

*Tham khao san phélrn tai Phu luc 2.2

4-3. Tim hiéu va diy manh viéc sir dung Hé thong thu soat vé tu dong (AFC) va thé IC

<>

<>

D3 tién hanh cong tac tuyén truyén cho ngudi ding vé AFC. Pa cung cip thong tin vé
AFC cho nhén vién HURC1 dé ning cao hiéu biét ctia ho.

Nhan cudc hop 1am thoi ctia Uy ban diéu phéi chung JCC (Joint Coordination Committee)
vao thang 1 nam 2020, Dy an dd moi nguoi phu trach du an tuong tac thé IC giao thong
cong cong tai Ha Noi dé t6 chire “hdi thao AFC”.

Thang 9 nam 2022 d t6 chirc hdi thao truc tiép/truc tuyén c6 tén goi 1a Hoi thao AFC véi
su tham gia khong chi ctia C/P ma con ciia cic ban nganh, t6 chiic tai chinh lién quan ciia
TP.HCM, v.v. Tai hoi thao, JET d gi6i thiéu kién thirc chung vé AFC va thé IC (so sanh
theo loai, v.v.), viéc st dung ching tai TP.HCM va viéc ap dung chung tai Indonesia
(Jakarta).

Trong chuyén dao tao tai nudce tha ba, da tién hanh thi sat thyc dia viéc ap dung trén &
Jakarta.

Trong céac hoat dong vé quan hé cong chiing, cac vi du cy thé tir Nhat Ban va cac qudc gia

khac da dugc chia sé voi C/P d€ nang cao sy hi€u bi€t cua ho.

Ngoai ra, thoi diém thang 5 nim 2025, mot phan ciia hop dong goéi CP3 (Hop dong cung cép

cac hé thong nhu dau may toa xe, tin hi¢u, duong ray va cac hé théng khac cho du an xay dung
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Tuyén 1 TP.HCM) 1a hé théng AFC c6 vén d& vé dia diém dit may chi nén cho dén nay van chua
dugc dua vao st dung. May ban vé sir dung hé thdng AFC nay d3 duoc lap dit, tuy nhién dang
dugc tit ngudn. Dé thay thé, phia Viét Nam da dua vao sir dung hé thdng thu phi cua riéng ho.

Phuong phép thanh toan tién vé hién nay c6 3 loai nhu sau:
@ Tién mat:

Co6 nhan vién ban vé giay tai quay ban vé nam ¢ tang cong soat vé ciia moi nha ga. Trén
vé gidy ¢6 in ma QR, sau khi dau doc ma QR quét ma, cong soat vé dugc lién két voi dau

doc ma QR nay s€ dugc md.
@ Ung dung:

Cai dat ing dung “HCMC Metro HURC” va mua vé trén ung dung, hién thi ma QR cua
vé dd mua dé qua cdng soéat vé. Thanh toan qua ing dung (c6 thé thanh toan bang thé tin
dung, vi dién tor MoMo, ShopeePay). Ciing c6 thé ding tng dung “MoMo”, “ShopeePay”
dé thanh toan truc tiép roi di qua cbng soat vé. Ngoai ra, dé thuc diy ngudi dan sir dung

{mg dung, tién vé mua trén tng dung ré hon 1,000 VND so v6i mua vé tai quay.
@ Thanh toan khong tiép xuc bang thé tin dung, thé ngan hang:

Céc dau doc thé dugc trang bi phia trude cong soat vé tur dong & mdi nha ga co thé xur ly
giao dich thanh toan khong tiép xuc bang thé tin dung va thé ngan hang. Thoi diém vira
vén hanh chinh thtc chi xir Iy dwoc thé MasterCard, tuy nhién thdi diém thang 4 nim 2025
da xur Iy dugc thé Visa, Napas.

Céc phuong phap trén hién dang hoat dong ma khong c6 van dé 16n nao, tuy nhién trudng
hop dua ma QR, thoi gian tir khi dau doc ma QR doc duge ma cho dén khi céng soat vé tu
dong mo kha dai (khoang 3 gidy), 1am déy 1én lo ngai rang 16i vao va 16i ra c6 thé bi tic nghén

néu luong hanh khach dong.
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AAHURC

*Please do not give the code to others to use

CIY THB M1V 0w
DUONG SAT g 1yg
THANY PO 1) ol
5029 Le Quy Do, Pw%&"m TPHGH
PHIEU pp
(618 da ™" Pt K N
hmmbanmummm
GA BA SON -
B G s ae Isum TIEN
Phuong thuc thanh toan: tien
Co'hied Tug den 4:0.6 - 2i4/3iss

39373215870652416
Xuat phieu Juc: 7:19:18 - 21/0/2015
Diem ban ve: GA BA SON

Quy khach vui lgng giu pmau de klu soat
va ra, vao tai cong kiem soat
- Tra cuu hoa don tai: https://hurc. vnIM-dm

Pau doc thé ngén hang/ ma QR May ban vé tu dong chua dua vao st dung

Hinh 1: Tinh hinh hoat dong ciia hé thong thu phi
*Tham khao san phém tai Phu luc 2.2

[Piu ra 5] Xdy dung phin mém can thiét cho viéc quén 1y kinh doanh ciia cong ty HURC1
khong bao gdm trong géi thiu CP4

5-1. Gép y vé xdy dung hé théng IT tai tru sé chinh dwa trén quan diém céia nguwoi ding

cuoi
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5-3. Ho tro cong ty HURCI trong viéc dé xuét va diéu chinh lién quan dén chirc niing cia
“hé thong IT” trong g6i thiu CP4

Hoat dong 5-1: Do goi thau CP4 khong dugc bt dau trong thoi gian thuc hién dy an TC2
nén khong thé dua ra 161 khuyén truc tiép sau khi xac nhan céc chi tiét thiét ké. Thay vao do,
boi vi ngudi phu trach cia HURCI s& kiém tra cac chi tiét thiét ké do trong twong lai nén dé
6 thé st dung thanh qua hoat ddng nay vao thoi diém do, JET da 1ap mot danh sach kiém tra
cac quan diém danh gia co ban d6i voi tai lidu thiét ké hé thong do nha thdu goi thdu CP4 chuin
bi.

Hoat dong 5-3: Vi thoi diém thuc hién hoat dong nay 13 trude thoi diém dau thau, JET khong
thé ra soat hd so moi thiu do tinh bao mat ctiia GC. Thay vao do, JET chi xem ban gidy cua tai
liéu “Pé nghi moi thau (ban thao)” do GC soan thao va xac nhan réng hé théng IT dugc mua

siam theo CP4 du kién s& c6 du chirc ning.
*Tham khao san phém tai Phu luc 2.1

5-2. Soan thao sb tay va quy trinh 1am viéc ciia hé théng IT tai tru sé chinh khéng bao gdm

trong g6i thau CP4

5-4. Kiém tra hé théng ban giao co sé vat chit lién quan va tai liéu tiép nhin sau khi da
hoan thanh céng doan xiy dung khong bao gdm trong céc diic diém k§y thuit cia géi thiu
CP4

5-5. X4y dung ké hoach va kinh phi lién quan dén viéc xay dung hé thong cho céac cong viée

dwgc néu trén
Hoat dong 5-2:

<> Viviéc van hanh té chuc sir dung hé thong thong tin va thiét bi IT khong thé thiéu cong
tac xay dung cac quy dinh vé bao mat thong tin dya theo ludt dinh ctia nudce so tai, nén
JET da lam viée voi C/P dé xay dung quy dinh vé bao mét thong tin dua trén quy dinh
cua phap luat Viét Nam.

<~ D& ap dung quy dinh bao mat thong tin néu trén vao thuc té, cin c6 cac phuong phap

trién khai cu thé (luu trinh lam viéc) cho cac loai cong viéc va cac tai liéu lién quan
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nhu danh sach quéan 1y va cac biéu mau dang ky khac nhau, vi vay JET dé lam viéc véi
C/P dé x4y dung cac tai liéu ndy tir goc do ngudi st dung hé théng thong tin.

< V& cac hé théng IT khac ngoai CP4, sau khi trao d6i v6i C/P, JET dé xdy dung luu trinh
cong viée nham dén 4 hé thdng danh cho nhan vién tru sé chinh: hé théng quan 1y thong
tin chdm cong, hé thdng quan 1y lich lam viéc, hé théng quéan 1y bang cip chuyén mén
va hé thdng quan 1y cong tac dao tao dua trén ndi dung va quy dinh lién quan dén cac
cong viée trén (da tham khao quy trinh cong viée tir “Quy dinh vé thyc hién, tinh va
thanh toan tién lwong”, “Quy ché dao tao”).

<> Dua trén cac quy trinh lam viéc ngoai CP4 da dé cap 0 trén, sau khi lam viéc véi C/P,
JET da x4y dung luu trinh 4p dung hé thdng gia dinh sau khi hé thdng da dugc dua vao
str dung (ban thao).

Hoat dong 5-4:

<> Da x4y dung danh sach kiém tra cac hang muc chinh khi nhan ban giao hé théng ngoai
CP4.

Hoat dong 5-5:

< K& hoach ban dau 1a sé& thuc hién va 1ap du toan (trong pham vi du toan cia HURC1)
dbi v6i cong tac dua hé thong ngoai CP4 vao sir dung sau khi Tuyén sé 1 van hanh
chinh thirc, tuy nhién thoi diém d6 van chua 16 ké hoach véan hanh chinh thirc, nén phia
HURC] c6 nguyén vong rang JET s& xdy dung cho ho tai liéu tham khao (tai liéu v& y
tuong, v.v.) dé st dung khi hé théng dugc dua vao sir dung. Sau khi 1am viéc véi C/P,
JET dugc biét raing HURC1 chua 4p dung bat ky cong tac quan 1y nao, nén JET da xay
dung Tai liéu vé y tuong cho hé thdng ndm ngoai goi thiu CP4 (ban thao) dya trén tinh
hinh thyc té tai Nhat Ban.

<> Sau d6 phat sinh chinh sira d6i v6i luu trinh cong viée trude khi ap dung hé thong va
luu trinh ap dung hé théng 0 hoat dong 5-2 nén JET da thé hién sy thay ddi d6 vao Tai
lidu vé y tuong cho hé théng ndm ngoai gdi thdu CP4 (ban thao).

< V& ké hoach mua sdm cho hé thong nim ngoai goi thiu CP4, dé thay thé, JET da nho
mot cong ty phat trién hé thdng IT cua Viét Nam thong qua HURCI 1am bao gia dai
khai. Ngoai ra, JET di xay dung bang thong s (c6 ghi cac hang muc vi du) gia dinh

thoi diém mua sim.
*Tham khao san phém tai Phu luc 2.1
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[PAu ra 6] Xay dung co sé ha ting cin thiét cho viéc quan 1y kinh doanh ciia HURC1

6-1. Kiém tra va nhén ban giao dwong ray, cong trinh dan dung tir cic nha thau va Tw vin
chung véi tw cach 13 ngudi dung cudi (HURC1) (khdng bao gdm céc hoat dong da dwoc liét

ké trong hop dong véi GC va mdi nha thiu)

6-2. Kiém tra va nhan ban giao co s& vat chit tir nha thiu va GC véi tw cach 12 nguwoi ding
cudi (HURC1) (khéng bao gdm céc hoat dong di dwoc liét ké trong hop dong véi GC va mdi
nha théu)

6-3. Kiém tra va nhén ban giao hé théng E&M tir cac nha thau va GC véi tw cach 13 ngudi
dung cudi (HURC1) (khéng bao gdm hoat dong di bao gdm trong hop dong véi GC va mdi
nha théu)

6-4. Kiém tra va nhén ban giao hé théng thong tin tin hiéu tir GC va cac nha thiu véi tw
cach 13 nguoi ding cudi (HURC1) (khdng bao gdm céc hoat déng da dwoc liét ké trong hop

ddng v6i GC va mbi nha théu)

6-5. Kiém tra va nhan ban giao diu may toa xe tir cic nha thau va GC véi tw cach 13 ngudi
dung cudi (HURC1) (khdng bao gdm cic hoat déng da dwoc liét ké trong hop dong véi GC

va moi nha thau)

6-6. Kiém tra va nhan ban giao co sé vat chit tai nha ga va depot tir cic nha thiu va GC véi
tw cach 13 ngudi dung cudi (HURC1) (khéng bao gém céac hoat dong di dworc liét ké trong
hop ddng véi GC va mbi nha thiu)

6-7. Kiém tra va nhin ban giao hé théng IT tai tru s& chinh tir cac nha thiu va GC véi tw
cach 13 nguoi ding cudi (HURC1) (khdng bao gdm céc hoat déng da dwoc liét ké trong hop

ddng v6i GC va mbi nha théu)

Viéc kiém tra, két luan lién quan dén ban giao co so vat chét cua tuyén duong sat do thi sb
1 nhu duong ray, cong trinh dan dung (Hoat dong 6-1), co s& vat chit (Hoat dong 6-2), hé
théng E&M (Hoat dong 6-3), hé thdng thong tin tin hiéu (Hoat dong 6-4), ddu may toa xe (Hoat
dong 6-5), nha ga va depot (Hoat dong 6-6) dugc thuc hién dudi trach nhi€ém cuia MAUR
(UBND TP.HCM), c4c nha thiu va GC. Va trong thoi gian hd trg ctia hoat dong nay (Thoi gian
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dugc quy dinh trong hop ddng ban dau tir thang 12 nam 2017 dén thang 12 niam 2022. Thoi
gian dy 4n duogc gia han tap trung vao cong tic OSMS), Tuyén s 1 van chua van hanh chinh
thirc, do d6 TC2 da tién hanh cong tac thay thé bang cach trinh bay cho cac C/P vé nhiing hang
muc chung can kiém tra tai thoi diém ban giao dua trén kinh nghiém tir cong ty dudng sit Nhat
Ban (Tokyo Metro, Osaka Metro). Cong viéc lién quan dén hé thong IT tai tru s chinh duoc
xu Iy & hoat dong 5-4.

HURCI1 da nhan ban giao hé théng tir MAUR, dua Tuyén s6 1 TP.HCM vao van hanh chinh
thic tir 22/12/2024.

*San phdm duoc bao gdm trong cac quy dinh, v.v. dugc xay dung

tai Hoat dong 2-5, 2-7, v.v.

[PAu ra 7] Hop tic véi co quan quén 1y dwong sit do thi ciia cac tuyén khac tai thanh phd

H6 Chi Minh néi riéng va Viét Nam néi chung ciing nhw cac nwée lang giéng
7-1. Hop tic véi Ban quan 1y Dy an (PMU) ciia cac tuyén dudng sit dé thi khac tai TP.HCM

Tai TP.HCM, quy hoach cho tuyén 2 va tuyén 5 dang dwogc tién hanh, PMU tuyén 2 va Ban
Chuén bi dau tu (t6 chtc giai doan diu cia PMU) d3 duogc thanh 1ap. Vi UBND TP.HCM da giao
viéc van hanh va bao dudng tuyén 2 cho HURCI nén viéc hop tac da duoc lap ké hoach. HURC1

tham du cac cudc hop lién quan dén cac tuyén va cac cudc hop dinh ky vdi MAUR.

7-2. Hop tic véi cac co quan lién quan trong linh vire dwong sit dé thi tai Ha Noi

Tuyén 2A Ha Noi du d3 hoan thanh xay dung nhung chua thé van hanh thuong mai do chdm
tré trong cong tac cip chuing nhan an toan. HMC — don vi van hanh tuyén nay 13 cong ty vén
hanh dudng sit d6 thi dau tién dwoc thanh lap tai Viét Nam. Dy 4n di hop tac véi HMC dé co
dugc thong tin vé trudng hop tién tién duy nhét trong nude va da thue hién cong tac phdi hop
v6i HMC dé thu thap thong tin va xir 1y cac tha tuc can thiét cho viéc van hanh chinh thirc nhu

chirng nhén an toan, v.v.. Viéc thi sat ciing da dugc tién hanh.
7-3. Hop tic véi cdc co quan lién quan trong linh vuc dwong sit dé thi tai Viét Nam

Tai TP.HCM: phdi hop véi cc sé ban nganh thuge UBND TP.HCM nhu DOT, DOF, DPI (Sé
Ké hoach va Pau tu), MCPT, v.v. dé giai quyét cac van dé (vé& ngan sach du an, hop dong vén

hanh va bao dudng, hé thong gia vé, kinh doanh ngoai vé, v.v.). Ngoai ra, d6i vdi cac co quan
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chinh phu trung wong, d3 hop tac véi VNRA trong viéc dao tao lai tau va lay ching chi an toan,

thuc hién cac diéu chinh dé dua myén vao van hanh chinh thiec.

7-4. Hop tac voi cac cong ty quan 1y dwong sit do thi & cac nwée lang giéng bao gdm Nhat

Ban

Vao thoi diém du 4n bét dau, Viét Nam chua o tuyén duong sit d6 thi nao duoc van hanh
chinh thirc nén cin phai hoc hoi kién thire tir cac nudce di c6 kinh nghiém vé dudng sit do thi. Vi
1y do nay, Dy 4n da tim cach xay dung mdi quan hé véi cac cong ty dudng sit do thi Nhat Ban va
cac cong ty dudng sit & Dong Nam A.

<> Da hoc hoi kinh nghiém tir cac cong ty dudng sit d6 thi tham gia vao du an nhu Tokyo

Metro, Osaka Metro, Keihan thong qua cac hoat dong ctia du an.

< Dic biét, d3 ky “Bién ban ghi nhd vé hop tac hitu nghi (MOU)” vé6i Tokyo Metro va thiét

1ap co céu hop tac.

<> Thu thap tin tirc vé kinh nghiém van hanh duong st tir nude khac, chéng han nhu thu

thap thong tin vé metro Jakarta thong qua JET.

<> Dén tham va tham quan Vién nghién ctru ky thuat duong sit trong dot dao tao dau tién tai

Nhat Ban (6 chuc tir thang 1 dén thang 2 ndm 2019).
<> Tb chirc khoa dao tao tai nudc thir ba & Jakarta (thang 10 nam 2022) chi yéu tai MRT
Jakarta, Indonesia (MRT]J) thay thé cho dot dao tao 1an thi 3 tai Nhat Ban.
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2. Tinh hinh hoan thanh dy an
2-1. Panh gia cac diu ra
Tinh hinh hoan thanh cac dau ra duoc thé hién & bang dudi (Xem chi tiét & Phu luc 6)

Bdng 2: Tinh hinh hodn thanh cac dau ra

Pau ra Noi dung Mitrc d6 hoan thanh

1 Tang cuong nang luc soan thao cac quy dinh Géan nhu hoan thanh

dudng sit do thi

2 Xay dung cac hé thong, ndi quy va ké hoach can Hoan thanh

thiét cho cong tac quan Iy cia HURC1

3 Cai thién nang lyc van hanh va bao dudng cho Hoan thanh
nhan vién cua HURC1
4 Thyc hién cac hoat dong 1én ké hoach, kinh Hoan thanh

doanh va quang ba can thiét cho HURC1

5 Xay dung phan mém can thiét cho viéc quan 1y Gan nhu hoan thanh

kinh doanh cua céng ty HURC1 khéng bao gdom

trong goi thau CP4

6 Xay dung co so ha ting can thiét cho viéc quan Gan nhu hoan thanh
ly kinh doanh ciia HURC1

7 Hop tac véi co quan quéan 1y duong sét d6 thi cua Hoan thanh

cac tuyén khéc tai thanh phd H6 Chi Minh néi

riéng va Viét Nam noi chung cling nhu cac nude

lang giéng

2-2. Panh gia muc tiéu dy an

Tinh hinh mt¢ d6 hoan thanh muc ti€u dy an (“muc tiéu téng thé” va “muc dich dy an”) duogc
thé hién & bang dudi. Co thé xac nhan cac muc dich dy 4n ngén han da hoan thanh, nhung can
vai ndm sau khi tuyén van hanh chinh thirc méi c6 thé khing dinh muc tiéu tong thé da hoan
thanh.
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Bang 3: Danh gia vé muc tiéu dy an

Han Phuong pha
#ed Noi dung B

» ) Keét qua
muc kiém chirng

Muc tiéu | HURC1 vén hanh | Bao cédo thuong | <Hién tai khéng c6é vin dé 16m
téng thé | tuyén dudng st d6 | nién nao. S€ danh gia lai sau 3 nam.>
thi s 1 TPHCM

mot cach an toan

Vi Tuyén s6 1 vira van hanh chinh

thirc khong 1au nén chura ¢ bao cao

va tin cay. thuong nién nao duoc lap, nhung
chua c6 tai nan nghiém trong nao
duoc bao cao.
Muc dich | Nang cao kha niang <Két qua dat dugc>

du én quan ly  cho
(Két qua) | HURC1 vé van

hanh va bao tri

Mic gia vé va tiéu | + Gia vé da duoc quyét dinh boi
chuédn dich vy TP.HCM, di ky hop dong van hanh
v6i MCPT, da c¢6 quy dinh vé murc

duong sat d6 thi. do dich vu.

Sb lugng nhén | * Nhan sy van hanh (nhan sy hién
vién dugc dao tao | truong 514 nguoi)

Chitng nhan an | * Da dat Ching nhén an toan

toan

Quy dinh cua | -+ Daxay dung nhu mong doi

cong ty, v.v.

3. Qua trinh sira d6i PDM

PDM cua Dy 4n duoc sira di 4 1an do ¢ sy thay di trong Bién ban thao luan (Record of

Discussion, R/D) ciia Dy an. (Xem chi tiét & Phu lyc 3)

Bdng 4:Qud trinh sira doi PDM

Thang/nam Tom tit sira d6i

Thang 9 nam | Do khéi luong cong viée lién quan dén chimg nhan an toan (OSMS)
2020 dugc danh gia 1a rat 16n va doi hoi chuyén mén cao nén di bd sung
chuyén gia OSMS.
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Thang 10 nam | Kéo dai thoi gian du 4n (dén thang 12 ndm 2023) do chim tién d6 van

2022 hanh chinh thtrc Tuyén s6 1 TR.HCM
Thang 11 nam | Kéo dai thoi gian du 4n (dén thang 12 nim 2024) do chim tién d6 van
2023 hanh chinh thtrc Tuyén s6 1 TR.HCM
Thang 12 niam | Kéo dai thoi gian dy an (dén thang 6 nam 2025) do cham tién do van
2024 hanh chinh thirc Tuyén s6 1 TR.HCM

I11. Panh gia du an

Két qua danh gia dua trén chi tiéu danh gia DAC

Theo két qua danh gia thyc hién duya trén chi sb danh gia DAC, danh gia tong hop 1a "B".
Bang 5: Panh gia DAC

Panh gia
Tinh hop 1y / tinh nhat quan 3 | Tong
hop
Tinh hiru hi€u / Su tac dong 3
Tinh bén viing 3 B
Tinh hiéu qua 1

Két qua danh gia theo chi tiéu danh gia DAC nhu sau:
<Tinh hgp ly: Cao>

Tai “Ké& hoach phat trién kinh té — xa hoi 5 nam 1an thir 9 (2011-2015)”, Chinh phu Viét
Nam néu ring co so ha ting giao thong d6 thi chua dwoc hoan thién, cac bién phap chdng un
téc giao thong van 1a vin d& quan trong, s& phat trién hé thdng dudng sit do thi tai TP. Ha Noi
va TP.HCM. Tai TP.HCM, theo nhu Quy hoach téng thé giao thong do thi va cac ban diéu
chinh, ban du c6 ké hoach trién khai 8 tuyén (hién nay da tang 1én 12 tuyén), trong d6 Tuyén
s6 1 — dbi tugng cua du 4n nay — 1a tuyén dugc wu tién dau tu nhit dé dap tng nhu cau giao
thong trong tuong lai. Cong tac tang cuong nang luc van hanh va bao dudng cho cong ty
O&M — cong ty van hanh va bao dudng Tuyén s6 1 1a khong thé thiéu. Ngoai ra, tai cac van
ban gan diy nhu K& hoach phat trién kinh té - x4 hoi 5 nam lan thi 14 (ngdy 25/2/2021) va
Chién lugc phat trién tir 2021 — 2025 trong nganh giao thong van tai giai doan 2021 — 2025
c6 néu rd vé viée tap trung phat trién dudng sit cao toc va dudng sit d6 thi. Thém vao do,

Qudc hoi Viét Nam d3 ban hanh Nghi quyét 188 (nam 2025) dé dit ra mot s6 co ché, chinh
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sach dic thu, dic biét dé phat trién hé thdng mang ludi dudng sit do thi tai TP. Ha Noi,
TP.HCM mét cach thuin loi. Dy 4n nay tir giai doan méi bt dau dén khi két thuc da dap g

céc nhu ciu nay, tinh hop 1y ctia su hd tro tir du 4n 1a cao.
<Tinh nhit quan: Cao>

Trong Chinh sach hd tro qudc gia ciia Nhat Ban danh cho Nude Cong hoa xi hoi chii nghia
Viét Nam (thang 12 ndm 2012) c6 ghi "tdng cuong su tang truéng va sic canh tranh" 1la mot
trong nhirng linh vuc trong diém va néu rd "dé dap Gmg nhu cau ngay cang ting vé co sé ha
tang kinh té di kém véi tang truong kinh té, Nhat Ban s& hd tro phat trién mang lu6i giao
thong chinh va mang luéi giao thong d6 thi, cung cip ning luong 6n dinh va xtc tién cong
tac tiét kiém nang lugng". Ngoai ra, trong K& hoach thuc hién du an néu rd "Dé Viét Nam
duy tri tang trudng kinh té, cin phai hoan thién mang lué6i giao thong dap tng duoc nhu cau
van tai ngdy cang ting va qua trinh do thi hoa dang dién ra nhanh chong, ddng thoi gop phan
vao viéc luu théng hang hoa va van chuyén con ngudi mot cach thong subt va an toan". Hon
nita, Bao c4o phan tich quéc gia ctuia JICA vé Nudc Cong hoa x3 hoi chu nghia Viét Nam phan
tich réng luu lugng giao thong tang dang ké & cac khu vuc do thi, dic biét 1a tai TP. Ha Noi
va TP.HCM, d3 dan dén tinh trang un tic giao thong, do d6 can phai tién hanh ngay viéc hoan
thién va cai tién cac phuong tién giao théng cong cong nhu tau dién ngdm va xe buyt. Dy 4n
nay phu hop véi cac chinh sach hd tro cia Nhat Ban va JICA.

Do pham vi O&M ctia GC trong du 4n chinh khong du, nén hiéu qua cua viée bd sung chic
ning con thiéu cho GC (viéc bd sung 13n nhau giita cic du 4n) 1a rat cao. Trén thuc té, d&
cuong tai liéu dao tao cho nhan vién van hanh va ban thao biéu dd chay tau, v.v. dugc xay
dung trong du 4n nay di duoc chuyén giao cho GC sir dung. Ngoai ra, don vi C/P da tién
hanh tuyén dung dua trén ké hoach tuyén dung duoc xay dung trong du 4n nay, GC va céac
nha thau da tién hanh ddo tao ban dau.

Hon ntta, du an dudng st doéng gdp vao mot $6 Muc tiéu Phat trién Bén ving (1, 8,9, 11,
13). Bac biét, muc ti€u 9: Xay dung co so ha tﬁng bén virng dugc coi l1a da dat dugc khi Tuyén
$6 1 duoc dua vao van hanh chinh thic.

Do d6, tinh nhit quan v&i chinh pha Nhat Ban, JICA va cac khuon khé quéc té duoc danh

gia 1a cao.
<Tinh hiru hi¢u: Cao>

Do su cham tré cua toan bo du an Tuyén 6 1, JET d3 nd luc gia han thoi gian thue hién du

an 3 1an, nhung cudi cung thoi gian cho cac hoat dong lién quan dén hd trg sau khi van hanh
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chinh thirc 1a khong du. Phuong dién nay khong dat dugc ky vong.

Tuy nhién, céng tac von khong duge du kién khi bat dau dy 4n 1 cong tac ting cudong hd
trg cho cong tac dat dwoc ching nhan an toan (OSMS) da dugc danh gia 1a can thiét dé ting
cuong an toan trong va sau khi Tuyén s 1 van hanh chinh thirc. Phuong dién nay lai vuot
qua ky vong.

Ngoai ra, lién quan dén muc dich cua du 4n 14 "Niang luc van hanh va bao tri ciia Cong ty
Quan 1y va Véan hanh Puong sit D6 thi duoc nang cao", hién van con qua sém dé danh gia
theo ndi dung dugc viét, nhung cac hang muc dugc st dung lam bién phap xac minh (nhu
xac dinh gia vé/ ky Kkét hop déng van hanh, dao tao nhan su can thiét cho cOng tac van hanh
va bao dudng (514 nguoi), dat dugc chirng nhan an toan va xay dung cac quy dinh ctia cong
ty, v.v.) dd hoan thanh.

Vi vay, vé téng thé, tinh hitu hiéu cta dy 4n c6 thé duoc danh gia la cao.
<Sw tac dong: Cao>

V6i su hoan thién vé hé théng AFC cua riéng HURCI, co ché van hanh duong sit do thi
an toan dan dugc hinh thanh. Nho vao hé théng nay, nguoi dan c¢o thém nhiéu lya chon di
chuyén va murc do tu do lya chon cling tang cao.

Do d9, tai thoi diém nay mac du khong thé danh gia liéu muc ti€u chung ctia du an la
"Tuyén metro s& 1 TP. Hb Chi Minh duoc van hanh an toan va tin cdy boi Cong ty Van hanh
DPuong sit Do thi" c6 dat duge hay khong, Tuyén $6 1 TP.HCM hién dang hoat dong tron tru
ma khong c6 bat ky tai nan 16n nao (tuy nhién van can phai danh gia an toan lai sau 3 nim
van hanh chinh thirc). Do hién tai mang ludi duong sdt van chua du, nén van con han ché
trong cac mat hiéu qua. Nhung bude dau nhu vay 1a nhu ky vong.

Vi vy, c6 thé danh gia su tac dong 1a cao.
<Tinh hi¢u qua: Thip>

Thoi gian thuc hién du an ban dau 12 5 nam, nhung do su cham tré trong dy an xay dung
Tuyén $6 1 TP.HCM nén thai gian thuc hién du an da duoc gia han 3 lan, téng cong la 7,5
nam. Tic 1a can 150% thoi gian dy kién ban du. Hon nita, trong qua trinh thuc hién du an
d3 xac dinh sy can thiét di v6i cong tac von di khong duoc du kién 13 cong tac lién quan
chirng nhan an toan (phai thém cong tac xay dung OSMS vao danh sach cac quy dinh sir dung
cho HURCI dugc liét ké trong R/D). Do d6, lugng cong viéc dau vao tang 1én 153,7%.

Vi vy, tinh hiéu qua duoc danh gia 13 thap.

Tuy nhién, nhu da dé cap 0 trén, viéc gia han thoi gian thuc hién du an 1a do sy cham tré
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trong du 4n xay dung Tuyén sé 1. Py khong phai 12 nguyén nhan din dén viéc ting sé man-
month so v&i du kién ban dau.
Bén canh @06, cac hiéu qua du kién cta du an da duoc dam bao b?mg cach linh hoat gia han

thoi gian thuc hién dy an.

Thoi gian thuc hién du an: tir 5 nam — 7,5 nam (+50%)
Man-month: 133,9 — 205,82 (+53,7%)

<Tinh bén virng: Cao>

(Chinh sach/ Quy ché) Tai Viét Nam (hay TP.HCM), cong tac hoan thién mang luéi duong
sit d6 thi dang duogc thiic day boi Chién luoc phat trién tir 2021 — 2025 trong nganh giao
thong van tai giai doan 2021 — 2025. Do d6, HURC1 duogc ky vong la don vi van hanh va bao
dudng cac tuyén duong sit d thi s& duoc xay dung tai TP.HCM trong tuong lai va thanh qua
chuyén giao céng nghé tir du 4n nay s& duoc phat huy trén cac tuyén sau nay.

(Tai chinh) La mét doanh nghi€p nha nuéc, HURCI c6 vi thé 12 bén nhan tro gia tt UBND
TP.HCM va c6 thu nhp dua trén cac hop dong van hanh va bao dudng. Vi vy néu co thé
phat huy thanh quéa chuyén giao cong nghé ctiia TC2 va GC thi khong c6 kha ning xay ra qua
nhiéu khoan phat hop ddng dé din dén thiéu hut thu nhap.

(Quan 1y cong tac Van hanh va bao dudng/ Cong nghé/ Co ciu té chirc) Ké tir khi Tuyén
s6 1 van hanh chinh thire, HURC1 vira bd sung cac vi tri thiéu nhan su phat sinh vira tmg pho
linh hoat. Mic di TC2 chua trién khai chuyén giao céng nghé lién quan truc tiép dén van
hanh va bao dudng dudng sit, nhung trudc khi Tuyén sé 1 van hanh chinh thirc d4 tién hanh
d4o tao 2 1an tai Nhat Ban va 1 1an tai Jakarta cho nhan vién tru s&6 HURC1. Thém vao do,
cho dén nay chua c6 tai nan 16n nao xay ra, nhitng nd luc dé cai thién tinh an toan va do tin
cay b?mg cach van dung hé théng OSMS duogc xay dung trong du an nay va dich vu tu van
O&M do GC cung cép dang duoc tién hanh. Bén canh do6, dich vu tu vin cn duge thuc hién
lién tuc, hién tai dang tién hanh dam phan hop déng gia han dich vu. Ngoai ra, HURC1 c6 du
dinh bt ddu xem xét viéc xdy dung trung tim ddo tao v&i su hd tro tir Han Quéc.

(Ung pho rui ro) Ngay sau khi Tuyén sé 1 van hanh chinh thtc di phat hién nhidu khiém
khuyét ban ddu ciia hé théng. Nhiéu van dé k§ thuat nhu tau chay 16 diém dirng tau khi troi
mua, ctra chin ke ga gap truc trac, v.v. HURCI1 dang lam viéc véi MAUR, GC va cac nha
thiu dé giai quyét cac vin d& nay.

Vi vy, tinh bén virmg duoc danh gi 1a cao.

Céc nguyén nhén chinh anh hwéng dén viéc hoan thanh va két qua duw 4n
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Nhu c6 thé théy trong hinh bén dudi, du an nay duoc thiét ké dé thuc hién cong tac hd tro
van hanh chinh thic Tuyén 1 TP.HCM va hd trg tiép sau van hanh chinh thtc. Vi cham tré
trong viéc van hanh chinh thirc (nguyén nhan 1a phia Vié¢t Nam cham thanh toan cho cac nha
thau, chdm tré trong viéc phé duyét thiét ké, v.v., anh huéng boi dich Covid-19, v.v.), thoi
gian thyc hién dyu an duoc quyét dinh gia han tam thoi thém 1 nam, thoi han dén thang 12
nam 2023. Tuy nhién, thoi diém d6 van chua van hanh chinh thirc, nén gia han thém dén thang
12 ndm 2024. Bén thoi diém duoc gia han m&i ndy van chwa van hanh chinh thic nén lai gia
han dén thang 6 nam 2025. Két qua la méc thoi diém van hanh chinh thac da bi tri hodn 4
nam so voi du dodn tai thoi diém du an bat dau (thang 12 nim 2020 — thang 12 nim 2024),
du an da dugc gia han 3 lan (téng thoi gian gia han 1a 2,5 nam). Ngoai ra, ké hoach ban dau
1a cung cép hd tro tiép theo trong khoang 2 ndm sau khi van hanh chinh thtrc tuyén, nhung

thuc té chi ¢ 6 thang.

|| 2017 | 2018 | 2019 | 2020 | 2021 | 2022 | 2023 | 2024 | 2025

Dau nam

gclﬂk Thang 11/2020
B, ng \;. = . ra
HURCH Van hanh tuyén 1

v

£

Bdt diu tuyén
dung nhén sy
HURC1
Thang 7/2019

Ké hoach Théng 11/2017 — Théng 11/2022 5 ndm
ban dau
| Bat dau tuyén
1 dung nhan sy
HURC1
| théng 10/2018
I Théng
1 55'201,3 Théng 12/2024
| St Van hanh tuyén 1
| v v
J Thang 12/2017 — Théng 06/2025 7,5 nim
Thure té |
1
1
1

Hinh 2: So sanh thoi diém cdc su kién chinh cua Dy an
3. Danh gia va bai hoc kinh nghiém vé quan Iy rii ro dy 4n
(1). CAu tric toan bd di 4n Tuyén s6 1 phirc tap

[Nguyén nhan tré ngai]
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Du 4n nay da chiju anh hudng boi sy phir tap cia toan dyu an Tuyén sb 1.

v' Céc bén lién quan trong du 4n Tuyén sé 1 rt nhiéu, viéc phan chia vai trd cia cac bén
trong toan bo du an rat phtre tap. Pac biét 1a cong tac tuyén dung va dao tao nhan sy hién
truong: bén tuyén dung 1a HURCI1, bén dao tao v& van hanh cho nhan sy hién trueong la
GC, bén dao tao vé bao dudng cho nhan sy hién truong la cac nha thau.

v Céc quy dinh cong ty va sb tay huéng din cong viée ciing chia nhiéu bén soan thao, giy
kho khan cho viée tdng hop cac tai liéu lién quan dén ching nhén an toan (trong cong tac
nay c6 bao gdm viée xay dung tai liéu OSMS).

v Vé cong tac hd tro O&M, GC hd tro cho chi dau tu 1a MAUR, JET TC2 hd trg cho don
vi van hanh 1a HURCI1, gay khoé khan cho viéc dam bao tinh nhét quan. Ngoai ra, HURC1
1a don vi van hanh nhung vé miat hop dong lai khong c6 thim quyén can du vé cong tac
xay dung. JET ciing chua dugc Gy quyén 1am dai dién cia HURC]1 trong khuon khd hop
tac ky thuat.

[Giai phap phong tranh nguyén nhan tré ngail

v Céc cudc hop dinh ky giita JET (don vi hd tro hoat dong tuyén dung cia HURC1), GC va
Hitachi (don vi dao tao chinh) da duogc t6 chire dé thong nhét cac ¥ kién.

v B sung thém chuyén gia phu trich OSMS vao dan JET va thuc hién cac didu chinh can
thiét.

[Bai hoc kinh nghiém]

Dé xuit khiu "co sé ha tﬁng chét lugng cao" nhu chinh pht Nhat Ban da dé ra, c6 nhiéu diéu
can phai xem xét lai khong chi vé dur 4n nay ma con vé tit ca cac du an xay dung duong sit.
v Céc du 4n dudng sit dung khoan vay qudc té bang dong Yén phai duoc xay dung trén co
s& can nhic day du dén tinh hinh thuc té vé quan 1y du 4n xay dung va O&M.

v' CAu trac du 4n phai cang don gian cang tot. Dic biét, trén phwong dién can nhic nhiing
khac biét vé phuong hudng 1am viée ctia cac bén va nhimng nd luc cin thiét & phdi hop
v6i cac bén, nén dé mot don vi duy nhét dua ra cac khuyén nghi lién quan dén O&M. O
du 4n nay, Iy tuéng nhat 1a chi mot trong hai don vi GC hodc TC2 ¢6 thé dua ra khuyén
nghi vé O&M cho HURC1, do d6 can c6 su cai thién trong viéc xay dung du an va diéu
khoan hop ddng. Can nhic viéc HURCI 1a cong ty chua c6 kinh nghiém vén hanh, hinh
thirc hop dong 1y tudng sé 1a:
>  Hinh thirc hiéu qua nhit 12 b tri "nguoi diéu hanh 4n danh" khong thudc GC hay bat
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ky nha thiu nao co thé thuong truc va t chirc cong tac hau thuin toan dién tir goc
nhin ctia bén thir ba.

> Ngay ca trong truong hop cac chirc ning O&M duoc thuc hién diy da trong pham
vi GC, du GC ¢6 thé hau thudn do luén thuong truc, nhung vé& mit cAu trac cia céac
du an xay dung, su tién lgi trong thi cong cia chu dau tu va bén thiét ké duoc uu
tién, nén c6 kha ning khong cung cip du thong tin ddu vao theo goc do O&M.

>  Trong hinh thirc "hop tac k§ thuat", rat khé dé chuyén gia thuong truc, va co nhiing
gidi han vé mit vat Iy ddi véi viée hau thudn. Ngoai ra, bén tu vin khong c6 tham
quyén dai dién ma cac tuyén bd duoc dua ra thong qua don vi C/P, vi vay rét kho dé
c¢6 cung cép ¥ kién hiéu qua khi don vi C/P van con trong giai doan chua c6 kinh
nghiém. Tuy nhién, viéc ndy rat hiéu qua trong viéc thuc ddy tinh doc 1ap nén phu
hop dé hd trg cac don vi C/P da ¢6 kinh nghiém nhét dinh.

V& mat thoi gian, y kién dong gop tir goc d6 O&M can duoc cung cip ngay tir giai

doan lap ké hoach hién thuc hoa cac thong $6 k¥ thuat phu hop hon véi thuc trang
str dung. Theo cach nghi do, viéc bt dau chudi du an bat ddu tir TC1 ¢6 thé duoc coi

1a phu hop.
(2). Khong quyét dinh dwoc ngay van hanh chinh thirc
[Nguyén nhan tré ngai]
Tién d6 cua du 4n Tuyén 1 d3 bi cham tré do nhiéu yéu td, bao gém ca bat kha khang nhu dai
dich Covid-19. Tuy nhién thong bao chinh thirc vé& ngay van hanh chinh thtc ciia Tuyén sé 1 luén
duoc dua ra ngay trude ngay van hanh chinh thirc da co6 trudce do.

[Giai phap phong tranh nguyén nhan tré ngail

Song song véi viée kién quyét yéu cau khing dinh ngdy van hanh chinh thirc tai cac cude hop

JCC, du 4n TC2 ciing gia han hop ddng theo mdi 1an doi ngdy van hanh chinh thuc.
[Bai hoc kinh nghiém]

v" Co quan chinh phu rt kho thay ddi thoi gian thuc hién du 4n mot khi dd cong bd. Tuy nhién,
d6i v6i cac du an dudng sit, dé dbi pho voi viée kho thay ddi thoi gian thue hién dy an, can
phai chon thoi gian thuc hién du 4n mot cach linh hoat. Vi du, viéc xac dinh san “kha ning

gia han hop ddng” ngay tir dau ciing 1a phwong phap thuong dugc st dung trong nhiing du
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an lién quan dén duong sit & ngude ngoai. Piéu nay giup cit giam cac thi tuc gia han rudm
ra ¢ ca hai bén.

v Pbivoiduan duong st, nén o 2 thoi han: thoi han van hanh chinh thire do Chinh pht cong
bd va thoi han van hanh thuc té trén quan diém quan 1y du an, va viéc nhan dinh hoan thanh

du 4n nén duogc thuc hién dua trén thoi han thi 2.
(3). Thay dbi C/P
[Nguyén nhan tré ngai]

Mic du don vi C/P chinh d3 chuyén tir MAUR sang HURC1 nhung nhiéu C/P khong chuyén
sang HURC1, nhan sy HURC1 duoc tuyén dung din dan, dan dén viéc thuong xuyén thay dbi va
bd sung C/P & cac linh vuc. Diéu nay dan dén viée kién thirc, k§ thuat ma JET chuyén giao cho
C/P bi @it doan, thuong xuyén phai trinh bay lai cho C/P. Ngoai ra, tir nam 2021, do véan dé thiéu
kinh phi va khong tra lvong tai HURC1, cac C/P 14n luot théi viée, chuyén cong tac sang MAUR,
cac C/P tru lai HURCI phai kiém nhiém nhiéu linh vuc va kiém nhiém cé cong viéc khac bén

MAUR, gay kh6 khin cho viéc chuyén giao k¥ thuat.
[Giai phap phong tranh nguyén nhan tré ngai]

D3 yéu cau don vi C/P dam bao ban giao diy du trudce khi thay d6i C/P. Ngoai ra, cic chuyén
gia ciing tim cach ning cao hiéu qua cong viéc cuia minh bang cach hoi xem C/P hiéu dén dau dé
biét va trinh bay mot cach c6 hé théng tuy theo muc do hiéu biét ciia C/P, cac linh vuc ¢ diém

chung ciing s€¢ duoc trinh bay.
[Bai hoc kinh nghiém]

Trudce khi bit dau du 4n, tuy JET d3 kién quyét yéu cdu MAUR (thoi diém d6 1a don vi C/P)
bd tri va duy tri C/P cho du 4n, nhung két qua 1a van ¢ nhidu sy thay ddi C/P. Vi viy, d6i voi cac
du 4n c6 thé thiy duogc 1a s& thay dbi don vi C/P nhu du 4n TC2, c¢6 thé can nhic dén giai phap
ngay tir luc thay d6i don vi C/P, 1iy viéc chon lwa va cb dinh C/P lam diéu kién dé tiép tuc thuc
hién du 4n. Ngoai ra, voi cong tac ky két R/D cua du 4n, nén c6 su dong ¥ va chit ky cua ca co
quan c6 quyén han vé du toan, dong thoi phai yéu cau ho dam bao thuc hién cac bién phéap giai

quyét van d€ ngan sach lién quan dén du an.

(4). P6i phé véi viéc han ché nhap canh ngoai du doan
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[Ridi ro]

Du 4n nay dé trai qua thoi gian han ché nhép canh do du bung phat cia dich COVID-19. Tur
dau dy 4n, s6 1an va sd ngay cong tic TP.HCM co gidi han, mic du JET da nd luc lién hé qua
email va cac img dung nhén tin, nhung viéc hop van dugc td chuc truc tiép. Tuy nhién, do han
ché nhap canh trong dot dich COVID-19, cac cudc hop phai td chirc truc tuyén. Thudng thi trong
cac cude hop, viée giao tiép giita 2 bén s& théng qua phién dich vién. Nhung ddi véi hop truc
truyén, moi truong internet khong t6t va dic tinh giao tiép bang hinh thirc khac ngoai 10 noi bi

han ché, nén du thong qua phién dich vién, viéc giao tiép van trd nén vo cing khé khan.
[Giai phap phong tranh rii ro]

Dé cai thién chit lugng cudc hop truc myén, JET d3 mua loa kém mic chit luong tbt, chuén bi
duong truyén internet ¢ chét lugng t8t hon. Ngoai ra, dé dé dang ndm duoc tién d6 dy an, JET
d3 luu trit bang quan 1y tién do du 4n 16n bd nhé dam may dé JET va C/P c6 thé cap nhat dong
thoi. Tién do timg linh vuc dwogc thé hién rd rang nén ciing di co tac dung thuc dy cong viée cua
C/P. Ngoai ra, chuyén gia thuong tri va nhan vién diéu phbi & nude sé tai dong vai tro 1a ddu mdi

lién lac cho tt ca cac mang lién quan dén du 4n.
[Bai hoc kinh nghiém]

Nhirng tinh hudng bt tric c¢6 thé tiép tuc xay ra trong tuong lai. Dic biét, trong cc du an hop
tac k¥ thuat nhu thé nay, viéc giao tiép hang ngay v6i C/P 1a diéu can thiét. Ngay tir khi méi bat
dau du 4an, JET da ¢ géng sép xép sao cho c6 it nhat 1 thanh vién c6 mit tai nude so tai, nhung
néu khong thé nhap canh thi JET khong thé thuc hién chirc ning cua minh.

JET théy rang luong thong tin tdi thiéu di duoc C/P ndm bit nhd vao nhéan vién didu phdi k§
thuat — nhan vién duoc tuyén phuc vu cho du an.

Tuy nhién, can phai chuén bj co ché giao tiép thong sudt hon, ching han nhu dit ra yéu cau
thue hién du 4n 1a ngudi phu trach quan 1y du an, vi du nhu Truéng du 4n va Diéu phdi vién du
an phai luén c6 mit trir khi c6 tinh hudng cuc ky nguy hiém xay ra, tao didu kién giao tiép véi
nhan vién tai nudc sé tai. Ngoai ra, cAn phai tao méi trudng cong nghé thong tin cho phép truyén
tai duoc luong thong tin téi thiéu trong trudmg hop lam viée tir xa, du didu nay phu thude vao tinh
hinh co s& vat chit ciia mdi quéc gia hodc khu vuec.

Hiéu qua di kém 1a nhan vién diéu phéi k¥ thuat va phién dich vién di c6 duoc kién thire khong

thua kém HURC1 (don vi C/P) thong qua du 4n (Kinh nghiém lam viéc trong du an véi sy hd tro
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han ché cia chuyén gia trong thoi ky dai dich nay dic biét ¢6 gia tri) va di trd thanh ngudn nhan
I ¢ thé dong gop vao su phat trién trong tuong lai cia nganh duong st Viét Nam. Trong céc
du an tuong lai, viéc tich cuc tuyén dung nhitng nhan vién hién truong nhu vay céd thé xem 1a

hang muc quan trong nhu mot phin cua cong tac chuyén giao cong nghé.

IV. Pé xuat nham dat dwgc muc tiéu tong thé cia dw an

1. Piéu kién dé dat dwoec muc ticu
Dé hoan thanh muyc tiéu tong thé, trong twong lai HURC1 cin c¢6 su phéi hop tir cac don vi
nhu GC, dong thoi chit dong ap dung san phdm cua cac dy an, tiép tuc cong tac nd luc cai
tién cac san pham do.
2. Ké hoach dé¢ HURC1 dat dwoc muc tiéu tong thé cia dy 4n
Tai cudc hop chinh thirc (thay cho cudc hop JCC) cudi cing cua du an nay (duoc to chirc
vao ngay 16 thang 5 nam 2025), HURCI d trinh bay ndi dung vé nhiing nd lyc trong twong
lai dé dat duoc muc tiéu tong thé. (Xem chi tiét & Phu luc 7)

@ Ap dung OSMS

v' Cap nhét, chinh sira

v' Tién hanh dio tao, danh gia ndi bd
@ Ting cudng ning luc quan 1y va van hanh cua HURCI
v' Hop dong dich vu tu van van hanh va bao dudng véi GC
v' Dam bao don vi thuc hién cong tac thué ngoai nhu cong tac bao dudng, v.v.
v Thyc hién bién phap nang cao y thirc dam bao an toan

@ Ting cudng ning luc O&M

v/ Hoan thién co ché lién quan dén cong tic bao dudng

v/ Chuén bi cho cong tac van hanh cac tuyén khéac trong tuong lai)

3. D& xuét danh cho HURC1
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Duy 4n HO tro k§ thuat Tang cudng Ning luc Quéan 1y cho Cong ty Buong sat Do thi nhiam triénr khai van hanh
khai thac tuyén duong sat Do thi so0 1 Thanh pho Ho Chi Minh
Béo cao hoan thanh du an

Tai cudc hop chinh thirc néu & muc 2 bén trén, 1ay muc tiéu 1a cudc danh gia OSMS lan t6i
— 3 ndm sau van hanh chinh thtce, JET da dua ra cac dé xuit bao g6m cong tac nd luc dat

dugce muc tiéu téng thé cia HURC1. (Xem chi tiét & Phu luc 8)
@ Ting cwong ning luc quin 1y cong ty, ning luc O&M

Thiét 14p bd quy tic tng xir don gian d& hiéu

Tang cudng phdi hop giita cac phong ban, xi nghiép

Co ché hoc hoi tir that bai

Thiét 14p chinh sach lién quan dén dich vu (khéng chi lién quan dén an toan)

Nhing diéu can cht y doi véi viée thu tién vé

AN N N

Van dung dir liéu di tau cua hanh khach
@ Cap nhat va ap dung chinh xac OSMS

@ Coéng tic can thye hign dbi véi viée xAy dung va van hanh tuyén dwong sit do thi

trong twong lai

v" Chuén hoa OSMS (dé van dung vao cac tuyén khac dugc dua vao van hanh trong
tuong lai)

Ap dung RAMS tir giai doan 1ap ké hoach

HURC] tham gia tir giai doan 1ap ké hoach

Van dung M6 hinh thong tin xay dung (Building Information Modeling)

ERNEENEEN

Hop tac gitta cac don vi van hanh duong sit vé nhan sy van hanh
4. D@ xuét khac danh cho phia Viét Nam

Pam bao ngan sach van hanh va bao dudng: Dbi v6i cac nuée dang phat trién khong
chi riéng Viét Nam, c6 nguy co cao 1a ngin sach, bao gdm ca ngan sach cho cac cong trinh
quy mé 16n nhu nang cip thiét bj thay thé phu tung s& khong duoc phan bd kip thoi. Dé
HURCT] trd thanh doanh nghiép c6 thé t dam bao chi phi 1ién quan cong tac van hanh va bao
dudng, linh hoat tng ph6 v6i mét sb rii ro nhat dinh ngay ca trong truong hop ngan sach
khong dugc phan bé kip thoi, van dé cn phai giai quyét 1a phai dam bao duoc cho HURCI
mot muc do tu do vé mat quan 1y nhu duoc quyén tu chu trong cong tac xac dinh gia vé, thAm

quyén thuc hién cac hoat ddong kinh doanh khac.
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Duy 4n HO tro k§ thuat Tang cudng Ning luc Quéan 1y cho Cong ty Buong sat Do thi nhiam triénr khai van hanh
khai thac tuyén duong sat Do thi so0 1 Thanh pho Ho Chi Minh
Béo cao hoan thanh du an

NAng cao sirc hap din ciia chinh minh véi tw cach ddi tac kinh doanh: Céong tac cua
Dich vu tu vAn van hanh va bao dudng dugc thuc hién thdong qua cac thu tuc don gian dua
trén Bién ban ghi nhé gitta MAUR va GC, nhung c6 nhitng van dé vé thu tuc, ching han nhu
hop ddng chinh thirc van chua duoc ky két va cong tac thanh toan van chua dwoc thyuc hién.
Sy cham tré trong viéc ra quyét dinh va thuc hién cong tac ky két hop ddng va thanh toan
tuong tu nhu vy ciing dd xay ra v6i nha thiu cho du 4n xay dung Tuyén sé 1 TPHCM. Néu
diéu twong tw xay ra véi nhiu cong tac can ky hop dong trong twong lai, thi day s& 13 yéu t6
ri ro dan dén sy cham tré trong viéc dam bao cac cong ty thué ngoai thyuc hién cong tac bao
dudng, mua sim phu ting thay thé, thay méi thiét bi, v.v. Diéu quan trong 13 phai tré thanh
mot dbi tac kinh doanh dang tin ciy dé cai thién viéc cung cip vén va kha ning ung pho sau
4 nam ké tir khi Tuyén s6 1 van hanh chinh thirc - thoi diém can phai thay thé nhiéu b phan

khac nhau.

Nang cao strc hip din ciia chinh minh véi tw cich noi lam viéc: Trong khi mirc luong
ctia doanh nghiép tu nhan dang ting, viéc HURC1 c6 thé tré thanh mot noi 1am viéc hip dan
hay khong ciing 1a mot thir thach. Vi 1a doanh nghiép nha nuéc, kho ¢ thé canh tranh thi
truong lao dong voi doanh nghiép tu nhan vé& mire lvong, nén ciing can dam bao cho HURCI

quyén tu do v& mit quan 1y trong cong tic nhan su.
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Duy 4n HO tro k§ thuat Tang cudng Ning luc Quéan 1y cho Cong ty Buong sat Do thi nhiam triénr khai van hanh
khai thac tuyén duong sat Do thi so0 1 Thanh pho Ho Chi Minh
Béo cao hoan thanh du an

PHU LUC 1: KET QUA DU AN
1. Tailiéu diéu dong chuyén gia trén thyc té
2. Tai li¢u dao tao trén thyc té
3. Tai liéu thiét bj dugc cung cép va mang di trén thuc té
PHU LUC 2: DANH SACH SAN PHAM
1. Danh sach san phim dua trén (hodc twong tu) R/D
2. Danh sach san phim MM
3. Danh sach san phdm lién quan dén OSMS
4. Tai liéu cac dot dao tao (Pao tao tai Nhat Ban, dao tao truc tuyén, dao tao tai nudc thir
ba)
PHU LUC 3: R/D (Phién ban cudi cang: Phién ban sira dbi 1an 4) (¥)
PHU LUC 4: Bién ban cudc hop JCC va Cudc hop chinh thire (¥)
PHU LUC 5: Bang Theo ddi D 4n (Ban cudi, bao gdbm danh sach C/P) (*)
(Ghi chti: PHU LUC 3, 4 va 5 1a tai liéu tham khao ndi bg.)
PHU LUC 6: Panh gi4 lién quan dén san phim
PHU LUC 7: Noi dung nd lwc ciia HURC1 dé dat dwoc muc tiéu tong thé cia du 4n

PHU LUC 8: Dé xuit ciia JET bao gém céng tac nd lwc nhim dat dwoc muc tiéu tong thé

(*) Phu luc 3, 4 va 5 1a tai liéu ndi bo, khong duoc bao g6m trong ban in
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Duy 4n HO tro k§ thuat Tang cudng Ning luc Quéan 1y cho Cong ty Buong sat Do thi nhiam triénr khai van hanh
khai thac tuyén duong sat Do thi so0 1 Thanh pho Ho Chi Minh
Béo cao hoan thanh du an

Tai liéu dinh kém: Ban sao cac san pham dwgc tao ra béi Dy an

(Tai liéu chi ding dé tham khao ndi bo)

A). Danh sach san phim

B). San phim

1). San pham duwa trén (hoic twong tu) R/D

2). San phim MM

3). Tai li¢u lién quan OSMS

4). Tai liéu dao tao (Pao tao tai Nhat Béan, dao tao truc tuyén, dao tao tai nwéc thir ba)
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Result of Dispatched Experts

STRENGTHENING MANAGEMENT ABILITY OF OPERATION AND MAINTENANCE COMPANY FOR THE OPENING OF URBAN

RAILWAY LINE 1 IN HO CHI MINH CITY

" Dispatch History
Hese Grade| Plan/Result | PM I 5r g T Fyoops | FY2004 | FY2005
Takahiro Tanisaka 2 |Original Plan 1593 21 2 (0]
Project Manager Latest Plan 1593 21 2 0
Result 18.00 36 5 4 2
Takayuki Hagiwara 3 | Original Plan 890 14 0 (0]
Deputy Project Manager/Urban Railway Latest Plan 890 14 0 0
Regulation -
Result 703 15 0 (0]
Vu An Tuan 3  |Original Plan 350 (0] O (0]
Urban Railway Regulation Latest Plan 350 0 1) 0
Result 850 (0] O (0]
Naoshi Sakai (Predecessor) 3  |Original Plan 833 16 0O (0]
Latest Plan 833 16 0 (0]
Coporate Management
Result 413 16 0 O
Satoru Horiuchi (Successor) 3 |Original Plan 1.95 3 0 (0]
Latest Plan 1.95 3 0O (0]
Coporate Management
Result 122 3 1 (0]
Kosuke Akimoto 3  |Original Plan 6.32 7 1 (0]
Latest Plan 6.32 e 1 (0]
Human Resource Management
Result 617 17 0 O
Koya Honda 3 | Original Plan 272 3 0 (0]
. Latest Plan 272 3 0] (0]
Accounting
Result 272 5 1 (0]
Hiroshi Imaizumi 3  |Original Plan 400 5 0O (0]
. Latest Plan 4.00 5 0 (0]
Finance
Result 0.50 (0] O (0]
Yasuhiro Masuda 3 |Original Plan 385 5 0 (0]
o . Latest Plan 3.85 5 0] O
General Administration
Result 257 14 0 (0]
Takayuki Tsuruoka (Predecessor) 4 |Original Plan 1.82 4 O O
_ . Latest Plan 182 4 0 (0]
Public Relations
Result 1.82 4 0O (0]
Masao Kato (Successor) 4 |Original Plan 3.20 1 0 (0]
. . Latest Plan 3.20 1 0] O
Public Relations
Result 393 4 2 (0]
Naoki Shitomi (Predesessor) 3  |Original Plan 1893 9 O O
. . . Latest Plan 1893 9 0 (0]
Railway Engineering, Safety Management
Result 1893 8 O (0]
Daiju Nakao (Successor) 5 |Original Plan 507 6 (0] (0]
. . . Latest Plan 507 6 O (0]
Railway Engineering, Safety Management
Result 515 4 O (0]
kohei Ushida 3  |Original Plan 398 4 O (0]
. ) Latest Plan 3.98 4 O (0]
Urban Railway Operation
Result 810 8 O (0]
Hideo Akashi 3 |Original Plan 3.05 2 0 (0]
. . Latest Plan 305 2 O (0]
Urban Railway Operation
Result 325 3 O 1
Minoru Sakuma (Predecessor) 3  |Original Plan 173 2 0 0
» ) Latest Plan 173 2 0 (0]
Civil Structure Maintenance
Result 173 7 O (0]




Yuichiro Yamagisawa (Successor) Original Plan 092 1 O (0]
. . Latest Plan 092 1 O (0]
Civil Structure Maintenance
Result 1.50 1 0 (0]
Masayoshi Nakajima (Predecessor) Original Plan 067 3 O (0]
) ) Latest Plan 067 3 0 (0]
Rolling Stock Maintenance
Result 067 3 O (0]
Makoto Shimizu (Successor 1) Original Plan 483 (0] 0 (0]
) . Latest Plan 483 (0] O (0]
Rolling Stock Maintenance
Result 1.25 (0] 0 (0]
Daiki Nakamura (Successor 2) Original Plan 152 5 O (0]
) ) Latest Plan 152 5 0 (0]
Rolling Stock Maintenance
Result 1.50 2 O (0]
Takeshi lkeda (Predecessor) Original Plan 0.20 1 0 (0]
. - . Latest Plan 0.20 1 O (0]
Elcctrical Facility Maintenance
Result 0.20 1 0 (0]
Atsushi Inoue (Successor) Original Plan 425 4 0 (0]
. . ) Latest Plan 425 4 0] (0]
Elcctrical Facility Maintenance
Result 213 5 0 (0]
Masaaki Yokota (Predesessor) Original Plan 017 1 0 (0]
. Latest Plan 017 1 0 (0]
AFC Maintenance
Result 017 1 0 (0]
Atsushi Inoue (Successor) Original Plan 251 3 1 (0]
. Latest Plan 251 3 1 (0]
AFC Maintenance
Result 117 2 0 (0]
Yoshikazu Ishihara Original Plan 1948 20 3 (0]
. Latest Plan 1948 20 3 (0]
Operational Safety Management
Result 2275 20 8 8
Ryosuke Mino Original Plan 275 5 0 (0]
. Latest Plan 275 5 0] (0]
Operational Safety Management
Result 0.00 (0] 0] (0]
Bunpei Miyazaki Original Plan 275 5 O (0]
. Latest Plan 275 5 0 (0]
Operational Safety Management
Result 0.00 (0] O (0]
Tomoyuki Taniguchi Original Plan 461 5 0 (0]
) . Latest Plan 461 5 0] O
Non-rail Business
Result 483 8 2 (0]
Hideo Hayashi Original Plan 461 5 O (0]
. . Latest Plan 461 5 0 (0]
Non-rail Business
Result 497 9 2 (0]
Yasunao Koizumi Original Plan 463 5 0] (0]
Latest Plan 463 5 O (0]
IT System
Result 463 3 0 (0]
Mituhiko Ishida Original Plan 390 4 O (0]
Latest Plan 3.90 4 O (0]
IT System
Result 390 3 O (0]
Yosui Seki Original Plan 532 6 0 (0]
Latest Plan 532 6 O (0]
Mobirity Management
Result 6.48 11 1 1
Tomoko Abe Original Plan 572 6 O (0]
Latest Plan 572 6 O (0]
Mobirity Management
Result 6.93 8 2 (0]
Masayoshi Iwasaki Original Plan 6.53 e 0 (0]
. . Latest Plan 6.53 7 O (0]
Business Scheme/Analysis
Result 393 5 0 (0]
Shinsuke Mogi (Predesesor) Original Plan 6.32 8 O (0]




Latest Plan 6.32 8 O (0]
Project Cordinator/Monitoring
Result 350 5 O (0]
Yasuha Mizukami (Predecessor) Original Plan 0.00 (0] 0 (0]
Latest Plan 0.00 (0] O (0]
Project Cordinator/Monitoring
Result 110 2 1 (0]
Moe Imafuku (Predecessor) Original Plan 0.00 (0] O (0]
Latest Plan 0.00 (0] 0 (0]
Project Cordinator/Monitoring
Result 0.00 (0] O (0]
Ayako Tatsuuma (Sucessor 1) Original Plan 322 3 0 (0]
Latest Plan 322 (0] O (0]
Project Cordinator/Monitoring
Result 202 2 0 (0]
Yuki ltabashi (Successor 2) Original Plan 0.00 (0] O (0]
Latest Plan 0.00 (0] 0 (0]
Project Cordinator/Monitoring
Result 013 (0] O (0] 1
Satoru Hoeiuchi Original Plan 343 7 2 (0]
o Latest Plan 343 e 2 (0]
Organizational Management
Result 713 13 6 7
Atsushi Omori (Predecessor) Original Plan 430 8 2 (0]
o Latest Plan 4.30 8 2 (0]
Organizational Management (HRM)
Result 303 6 5 (0]
Nobuo Nakai (Seccessor) Original Plan 0.00 (0] 0 (0]
o Latest Plan 0.00 (0] 0 (0]
Organizational Management (HRM)
Result 3.00 4 0 4 2
Hideo Akashi Original Plan 443 9 3 (0]
. . Latest Plan 443 9 3 (0]
Operational Safety (Station)
Result 6.33 16 5 10 1
Kennichi Koga Original Plan 423 9 3 (0]
. . . Latest Plan 423 9 3 (0]
Operational Safety (Train Operation)
Result 417 10 3 7
Daiki Nakamura Original Plan 317 6 3 (0]
. . Latest Plan 317 6 3 O
Maintenance Safety (Rolling Stock)
Result 282 11 4 6 1
Daiju Nakao Original Plan 807 12 4 (0]
. Latest Plan 807 12 4 (0]
Maintenance Safety (E&M)
Result 947 18 11 6 1
Original Plan Total 20582 224 24 (0]
Latest Plan Total 20582 221 24 (0]
Result (Total) 20346 313 59 54 10




List of Trainings

Training Period No. of Trainees
1 1* Training in Japan | January 14 to February 2, 2019 6
2 2" Training in Japan | February 11 to 29, 2020 10
3 Online Training June 7 to 11, 2021 14
4 Training in Jakarta October 18 to 28, 2022 14
1 Training in Japan (2019)
Day AM PM
Jan 14 Flving to ]
ing to Japan
(Mon) ymg 1Y
Jan 15 . . Orientation by Tokyo Metro
Orientation by JICA
(Tue) Company Profile of Tokyo Metro
<Site visit at Kayabacho Station>
Jan 16 <Lecture> ) : e
Disaster Prevention Facilities
(Wed) Safety Technology Department ) .
Security Facilities
<Lecture>
. . <Lecture>
Jan 17 Introduction of Corporate Planning
Human Resource Department
(Thu) Headquarters . .
. Public Relations Department
General Affairs Department
] <Lecture> <Lecture>
an
(Fri) Accounting and Finance Department | Station Operation Department
11
Audit Unit Train Operation Department
o ) <Site visit at Kotake Driver’s Office>
<Site visit at Toyocho Station> .
Jan 21 o ) Driver Management at the office
Peak hour operation in the station . . .
(Mon) ) ) o Observation of driving on Driver’s
Station Electrical Facilities Cabi
abin




Day AM PM
<Site visit at Ayase Depot>
Rolling Stock Department Rolling Stock Inspection Yard and
Jan 22 Infrastructure Maintenance | Workshop
(Tue) Department Infrastructure Maintenance site office
Electrical Department Electrical Facility Maintenance site
office
<Lecture> <Site visit>
Tan 23 Demand Generation and Marketing | Inbound activities (at Ueno Station)
an
(Wed) Department Commercial facilities (at Nishikasai
e
Business Development Department | Station, Ikebukuro Station, Omotesando
(Non-Rail Business) Station)
<Site visit>
<Lecture>
Jan 24 . . Customer Center
Railway Planning Department . )
(Thu) . _ Large scale improvement Construction
Renovation Construction Department | . . . . .
Site at Minami Sunamachi Station
<Lecture> <Site visit>
Jan 25 ) ) . . .
) Comprehensive Learning and | Comprehensive Learning and Training
(Fri) -
Training Center Center
o <Lecture>
<Site visit> ] ] o
i ) . Railway Regulation (Organization,
Railway Technical Research Institute ) )
1/28(R) Regulatory structure, Fare Policy) in
(Profile, Research, Proposal for o
) Japan by  Ministry of Land,
Vietnam) .
Infrastructure, Transport and Tourism.
<Lecture>
Key Issues for Urban Railway
1/29(:X) | Management by Dr. Shigeru Morichi, | Interim wrap up
Professor, National Graduate Institute
For Policy Studies
<Practical Training; Day shift>
Station Operation
1300K) Orientation for practical training by | Rolling Stock Maintenance
Tokyo Metro Infrastructure Maintenance
Electrical Facility Maintenance
Warehouse
Jan 31 <Practical Training; Overnight Shift >




Day AM PM
(Thu) Station Operation
Rolling Stock Maintenance
Infrastructure Maintenance
Electrical Facility Maintenance
Feb 1 . . Wrap-up Meeting
i Practical Training and break i
(Fri) Closing Ceremony by JIC
Feb 2 ) .
Flying back to Vietnam
(Sat)
2" Training in Japan
Day AM PM
Feb 11 Flving to ]
ing to Japan
(Tue) ying p
Feb 12 ) ) Orientation by Tokyo Metro
Orientation by JICA
(Wed) Company Profile of Tokyo Metro
<Site visit at Kayabacho Station>
Feb 13 <Lecture> ) s .
Disaster Prevention Facilities
(Thu) Safety Technology Department . .
Security Facilities
<Lecture>
. . <Lecture>
Feb 14 Introduction of Corporate Planning
) Human Resource Department
(Fr1) Headquarters . .
. Public Relations Department
General Affairs Department
Feb 17 <Lecture> <Lecture>
e
(Mon) Accounting and Finance Department | Station Operation Department
on
Railway Planning Department Train Operation Department
<Site visit at Toyocho Station> <Site visit at Kotake Driver’s Office>
Feb 18 Peak hour operation, Station Facilities | Driver Management at the office
(Tue) <Site visit> Observation of driving on Driver’s
Customer Center Cabin
Feb 19 <Lecture> <Site visit at Nakano Depot>

(Wed)

Rolling Stock Department

<>Inspection Yard and Workshop




Day

AM

PM

<Lecture>

Electrical Department

<Lecture>

Feb 20 o Infrastructure Maintenance Department
<Site visit at Ayase Depot> ] o
(Thu) ] . ] _ <Site Visit at Ayase Depot>
Electrical Facility Maintenance Site . )
Infrastructure Maintenance Site Office
Office
<lecture>
<Lecture> .
. . Business Development Headquarters
Demand Generation and Marketing .
Feb 21 <Site visit>
. Department . - L .
(Fri) L Commercial facilities at Nishikasai
<Site visit> . .
o ) Station, Ikebukuro Station, Omotesando
Inbound activities (at Ueno Station) .
Station.
<Site visit>
Comprehensive Learning and Training
<Lecture>
Feb 25 ) ) Center
Comprehensive Learning and
(Tue) .
Training Center ) ) i o
Orientation for practical training by
Tokyo Metro
<Practical training; Day shift>
Driver’s office
Feb 26 ) .
(Wed) Infrastructure Maintenance Site Office
e
Electrical Facility Maintenance Site Office
Commercial Facilities
<Practical training; Overnight Shift>
Feb 27 Station
(Thu) Rolling Stock (Inspection Yard, Workshop)
Electrical Facility Maintenance Site Office
Feb 28 ) . Wrap-up Meeting
) Practical training and break ]
(Fri) Closing Ceremony by JICA
Feb 29

(Sat)

Flying back to Vietnam




Online Training (2021)

Day Lecture
June 7 ¢ Practices of Tokyo Metro
(Mon) ¢ Business Plan

¢ Human Resource Management System
¢ Training Plan
¢ PR Activities upon the commencement of

Fukutoshin Line

June 8 ¢ Safety (Safety Managemet)

(Tue) ¢ Occupational Safety and hygiene

¢ Safety (Preventive measures for accidents and
disasters

¢ Station Operation (Function of Station Operation
Department, Duties of Station Staff)

¢ Station Operation (Handling of Ticket, Farebox
Revenue)

¢ Station Operation (Platform Management, People

with disability)
June 9 ¢ Train Operation (Operation of Driver’s offices)
(Wed) ¢ Train Operation (Duties of drivers)

¢ Train Operation (Train Operation Plan)
¢ Rolling Stock (Daily Inspection)

¢ Rolling Stock (Monthly Inspection)

¢ Rolling Stock (Overall Inspection)

June 10 ¢ Electrical Facilities (Introduction)
(Thu) ¢ Electrical Facilities (Regular Inspection)
¢ Electrical Facilities (Corrective Maintenance)

¢  Non-rail Business

June 11 ¢ Infrastructure Maintenance (Outline)

(Fri) ¢ Infrastructure Maintenance (Track)
¢ Infrastructure Maintenance (Building Facilities)
¢ Infrastructure Maintenance (Civil Structure)

¢ Wrap-up




Training in Jakarta (2022)

Day AM PM
Oct 18
(Tue) Flying to Jakarta
<Observation>
Oct 19 ) ) Urban Railways
Orientation by JICA .
(Wed) <Lecture by third party >
IC Card
<Presentation by HURC1/MAUR>
Organization Profile, Current Issues
Oct 20 <Lecture by MRT Jakarta>
. <Lecture by Tokyo Metro>
(Thu) Company Profile, Outline of O&M . . .
Comprehensive Learning and Training
Center, Electrical Facilities
<Site visit at MRT Jakarta> L
Oct 21 ) ) ] ] <Site visit at MRT Jakarta>
. Station Operation, Train Operation, .
(Fri) Inspection (Track and Power)
ocCcC
<Site visit MRT Jakarta> i
Oct 24 ] | <Interview to MRT Jakarta>
Rolling Stock, Track and Civil,
(Mon) . .y Safety
Electrical Facilities
Oct 25 <Lecture by KCI <Interview to MRT Jakarta>
(Tue) Company Profile etc. Accounting and Finance, Maintenance
Oct 26 <Site visit at LRT Jabodebek. )
Preparation for wrap-up
(Wed) OCC, Depot
Oct 27 Wrap-up .
) Closing Ceremony by JICA
(Thu) (Presentation by MAUR./HURC1)
Oct 28

(Fri)

Flying back to Vietnam




B5MRIVR b
List of Property Lending

272 (Name of Project) : AN bFLEKR—F I UmBHKERFNBERVEESHENBIETODS S b
& E (Country) : NhFL (20256 HIR¥E)
EEIBYEEE (Division in Charge) : #tEHBEH BHRIBIIL—T F=F—L (As of June 2025)
HR#2fi4& (Purchase Price) BREAKA EERTHRD
W& s - BB B% - _ BAMRE (Date of BESH B ) Bkl
(Name of Property) (Standard, Part Number) (Quantity) (Pur?h?s@ﬁice) (Currency) I {fii& Inspection (Location) (Current State) (Remarks) (After gf{;}gi"o" of
(In Japanese Yen) Passed) Handover/Return)
Sy Thy IR (xoREE) (P, LPtR Dell Vashro 3468 4 49,880,000.00 VN V235,284 | 2019/03/09 | FmvzybATeR | PRIALDE -
JE—#HEH RICOH AFCIO MP C4504exSP 1 192, 500, 000. 00 VND ¥925,925 | 2018/9/27 oy rE T4 R @t HURC1IZE&iE
¥0
¥0
¥0
¥0
¥0
¥0
¥0
¥0
¥0
¥0
¥0
¥0
¥0
¥0

[UTF. JICAWSES SN TS5 (Property Lent by JICA)]

E1) K THEM&Y R b (S,
MREERET, 2

E3) MR #, TR |

E5) [EERTHROMAL BIE.
BlICEEEFEI ~ [RIFAT - XTI
£6) 4B, %#%T&lzimﬁﬂg

e8| bRl o Tkl .

TEEET ROIEL ﬁl: 3

&M . TR - &%)

DMEMBE I MHBEMAHE FREFOREICHSE, RIFNLEEERHT TV IS -

L. HRGIZHAEShEME - MM ERUCHEBMIEIRILES,

F2) REIFELAAEETLMBICOVTE, TORBMERVRESHBERBLTILESL,
TR TZ0H) ORREFETRML.

ﬁ:gnn@LE FRER, RIEEREEROoNBC EANBYETDT. TOESABHARE LEE (3, BOMCE L

E4) RYEFRBOZKBTHMCHBL TRHBEMBELTVIBETH > T, BCETT HZHBEBTHMICEVTRZEENRE L Mnu’ct

IREHBICERS) ~ THHB - IAAICRE) OBRETEXRRTROBMEKLE
!%EJ / TREI OBERBETRHELTELTLEEL,
5 L1BA0F. ERMEORRIFINICET HENESL LIS
THIRMICZBEZRY M T oNEGEICIE. AABBEFRITHSOS X,

E7) TJICA?‘J‘bﬁ%éTL'CL‘éMnuJ [S2WTIE, JICAAEST BHITEL T,

BETHELEBIT,

REEHMML., TORAZJICAENBHHMICIRM, ZTOF L 2R ERERE
RERYMFD, OORHMTRFEAHI LEBML. AR MIENEBHALDHERY A VERT.
TBREZTTH] 2HBEATHOT. TOBRERDHL TS,

SEBA

B RMRE IS .

WMERBL TS, BRI,

BAABRHICHEGAEL— MIRESHEAQIICMERI L— FEHEAL TS,
TZ@d ) UNDISEIE. 1?*%[ ZTORREFHAL TS,

ZELN,

E8) RAURME a2 Y FEBRBEAR ISHTLTRET RIS, YBYSHIFRESHICHEEL TSI &R BRasE) LTLESL,
F9) AURMOEHBFAEHRELTLETH., NEFEARETOTHMTIEVELA., Tz, UTEEEOEREEY X MREBCHREEICEHILEFHY FH A,
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Deriverables
(R/D)

0. Regulation

2-3 Safety Certificate Operational Safety Management System
: : N . : - 1) Concessionary Fare Scheme for HCMC MRT1
1-2 Operation Regulation Regulat b It rt t
P 9 eguiations on urban rail fransport operation 2) Fare Policy Proposal for HCMC MRT1
3) O&M contract_Draft TOC
12  |Operation Regulation Regulations on the order of construction, publication of load |4) O&M Contractual Framework for HCMC MRT1
orders and speed orders on urban railways. 5) Projecting MRT1 Operation for 2023-2027
6) Support to revise Fare Scheme Proposal for HCMC MRT1
1-2 Maintenance Regulation _Regulatlons ‘on management and maintenance of urban railway  (7) Workshops for O&M Contract related Issues
infrastructure
1-2 Regulation on transportation by urban railways
1-2 - O&M Contract
1-2 - O&M Cost
1-2 Fare Policy Fare Policy
1-2 - Institutional Framework 7)-add1 Proposed IF for HCMC UR

7)-add2 IF for HCMC UR




1.Planning

11 8 2-4 Article of Incorporation Charter of O&M Company Charter
Regulation on meeting, informing, report of HURC1 (issued by
1-2 9 2-5 Regulation for Board Meeting Decision no 13/QD-HDTYV dated 29 April 2020 by HURC1's Board |Decision 13 QD-HDTV 29 April 2020 Regulations on Meeting—-Report HURC1
of Council Members)
Work Assignment on Member of Directors Board (issued by
1-3 10 2-5 Operation Manual on Board Member Meeting Decision no 32/QD-DSDT dated 12 August 2019 by HUIRC1's Decision 32 QD-DSDT 12 August 2019 on Task assigment to HURC1 BOD
Director)
Work Assignment on Member of Auditors Board (Not Available)
1-4 1 2-5 Regulation for Board of Auditors Suggested to be: “REGULATION ON OPERATION OF HURC1’ |REGULATION ON OPERATION OF HURG1’ S BOARD OF CONTROLLER AND CONTROLLER
S BOARD OF CONTROLLER AND CONTROLLER”
1-5 12 2-5 Company management policy Corporate Philosophy (Drafted by JET and CP) 330-DSDT-TCKT-30.11.2022- on referrence of corporate philosophy, mission and slogan

13-1~13-3

HURC1's Development strategy, 05-year business plan, yearly
business plan

1) Company Development Strategy
2) 05-Year Business and Investment Plans (2020 — 2024)
3) Business and Development Investment Plan 2020




2.Administration &
Safety

2-1-2 14 2-4 Regulation on Authority by Jobs Rules on authority by Jobs Rules on Authority by Jobs

2-1-3 2-5 Regulation on Service and Job Classification

2-1-4 15 2-5 Document Management Rule Regulation on Document Management Regulation on Document Storage
2-1-5 16 2-5 Uniform Grooming Rule Uniform Grooming Rule

Regulation for Safety Management System

Regulations on safety management at the Company HURC1

Rule on Safety Management

2-2-3 18 2-7 Regulation on Setting Internal Safety Audit System Regulation for Safety Internal Inspection (tentative) Rule on internal inspection

2-2-4 19 2-7 Decision of "General Principles of Safety" Safety Policy Safety Policy

2-2-5 20 2-7 Occupational Safety and Health Regulations Rule on setting up Occupational Safety and Health Regulations Rule on operation of OSH staff network

2-2-6 21 2-7 Rule on reporting Accidents Rule on setting up incident, accident, disaster rescue body
2-2-7 22 2-7 Work Manual and Flow of Safety Management at the Head Office Regulations on organization and operation of the Company Safety Regulation on the operation of Urban railway Safety committee

Council




3.Human
Resources

341 23 2-4 Working Regulation Working time regulation Working time regulation (submitted in November 2020)

3-2 24 2-4 Wage Regulation Payment regulation Payment regulation (submitted in November 2020)

3-3 25 2-4  |Organization Chart Regulation S;gﬁ”é?;:;:;;ggﬁggﬁa”y and its Power & Responsibilities of | o i/ 2tion & Responsibilities(final)

34 26 2-5 Staff Appraisal Regulation employee assessments and classifications employee assessments and classifications

3-5 27 2-4 Regulation on Reward and Punishment Reward and punishment regulation Reward&Punishment regulation (submitted in November 2020)

3-6 28 2-4 Regulation on Education and Training of Employees Training regulations Training Regulation(Submitted in November 2020)

3-7 29 2-4 Regulation on Recruiting Employees Recruitment regulation Recruitment regulation(Submitted in November 2020)

3-8 30 2-5 Work Manual and flow of Human Resources at the Head Office Work Manual and flow of Human Resources at the Head Office
- 31 2-4 None Training Contract Training Contract (Submitted in November 2020)
- 32 2-4 Regulation on Service and Job Classification Regulation on the Job classification and job description Job classification and Job grading(Submitted in November 2020)




4.Accounting

41 33 2-4 Accounting Rule Accounting rule Regulation on financial management (official)
1) Decision
4-2 34-1~34-4 2-5 Mnagement Rule on Contracts 2) Outline

Equipment Management Regulation

Budget Management Rule

Outsourcing Contract Rule

Cash Handling Rule at the Station

Work Manual and Flow of Accounting at the Head Office

Merged into"Accounting Rules

Budget&Settlement Rules

Service Agreement Rules

Cash handling at station regulation

Accounting Manual

3) Part A-Procedure on project management
4) Part B — Procedure on selecting contractor

Rule on material management

RULE ON INTERNAL EXPENDITURES OF URBAN RAILWAY ONE MEMBER COMPANY
LIMITED NO. 1

Contract Management_JPN_HND

Rule on handling cash at the station

Work Manual and Flow for Finance & Accounting




5.Business

5-1-1

40

24

Public Transportation Regulation

General provision of Public Transportation for Urban Railways

General provision of Public Transportation for Urban Railways

5-1-2

41

24

Transport Revenue Handling & Relevant Report Publishing
Regulation

Provisions on handling of transport revenue and making related
report

Provisions on handling of transport revenue and making related report

5-1-4 42 2-4 Lost and Found Regulation Regulations on lost and search baggage Regulation on lost and search baggage

5-1-5 43 2-5 \évf(r)igkeManual and Flow of Passengers Business at the Head Instructions on passenger service (At headquarters). Instructions on passenger service (At headquarters)

5-1-6 44 2-5 Passenger Flow Survey for Train Schedule Revision 1Survey of passenger traffic adjusting the schedule of the MRT line Survey of passenger traffic adjusting the schedule of the MRT line 1

5.1-7 45 2.5 Checking System for Hand-over of the Related Facili.ties and To .p.e.rform acceptance test and receive hapdover of st.ation To perform accept?nce test an.d receive handover of station facilities and documents
Take-over Documents after Completion of Construction facilities and documents after the construction completion. after the construction completion

5-2-1 46 2-4 Business Manner Rule of Station Staffs Business manner of staff for passenger Business Manner of staff for passengers

5-2-2 a7 2-5 Emergency Manual in the station Manuals for emergency response in station

5-2-3 48 2-5 gg;ﬂg?g’gﬁgg m?:::esrlzzgi Section at the Breakdown of Procedure for repairing works and equipment in the station Procedure for repairing works and equipment in the station

5-2-4 49 2-5 gsog';(rjeiniiﬁtzr; v;itt:ti(g:tside Organization at Disaster Outbreak such Coordinating with outside units when incidents occur at stations Coordinating with outside units when incidents occur at stations

5-2-5 50 2-5 QOutsourcing Work in the Station (Cleaning etc.) Rules for outsourcing of station work Rules for outsourcing of station work

5-2-6 51 2-5 Work Manual and Flow at the Station Work instructions and passenger flow Work instructions and passenger flow




5-3-1

52-1,52-2

2-4

Management Rule on Non-Fare Business

Rule for Non Fare Business
A) In-Station Business (EKINAKA)

1) Proposal on Non-rail biz (Decision section)
2) Proposal on Non-rail biz (Proposal section)

Property Leasing Regulation

5-3-2 53-1~53-3 2-5 Property Leasing Regulation Contract standard for real estate lending Appendix1) Business Model Diagram NRB(Business Management Inside The Station)
Appendix 2) App_BRIERREL 17V MEEEN
5-3-3 54 2-5 Railway Advertising Standards Railway Advetising Standards
5-3-4 55 2-5 Regulation on Sales Operation within Stations Regulation on Sales Operation within Stations
- 56 24 Mobility Management Plan Mobility Management

Action Plan




6-2 57 2-7 Work Manual for Driver (Prototype) Work Manual for Driver Driver's Manual
6-3 58-1,58-2 2-7 Work Manual for Managers in Drivers' Depot (Prototype) Work Manual for Managers in Drivers’ Depot Work manual for managers in driver's depot
6-4 59 2-7 Work Manual for OCC Staff (Prototype) Work Manual for OCC Staff Work Manual for OCC Staff
6-5 60 2-7 Operation Manual in Depotworkshop (Prototype) Operation manual in Depot Workshop Operation manual in Depot and Workshop
6-13 61 27 Operation Manual for Station Staff (on Train Operation) Regulations on functions and duties of the station operating Regulations on functions and duties of the station operating department
(Prototype) department
6.0 " 6-14 62 2-7 Work Manual and Flow of Transport Operation at the Head Office Headquarters work manual(Safety & Operation Department)
.Operation
6-15 63 2-7 Reporting to Regulatory Authorities Notifying the Related Matters Reporting to regulatory authorities
1) Manuals (Train operation plan)
Technique for Creating Train Schedule, Operation Plans for 2) Rule for creating train schedule
6-16 64-1~64-4 2-7 . . . .
Vehicles and Crew 3) Train schedule diagram of practice
4) 6-16_(EN)Work schedule of practice
6-17 65 2-7 Implementation Plan of Train Schedule Revision Implementation of the Train timetable revision
6-18 66-1.66-2 2.7 Checking System for Hand-over of the Related Facilities and 1) Checking system for hand-over of the related facilities
’ Take-over Documents after Completion of Construction 2) Commissioning when the new line is opened to traffic
* Overview of Operations of the Rolling Stock Department Organization and List of
work in RS
* Work flow for Human Resources in RS
* Education Plan in RS
7-13 70-1~70-8 2-7 1. Work manual and flow of rolling stock at the Head office ’ Work. flow for Budget in RS. . .
* Meeting System of preventing malfunctions in RS
* Countermeasures of human error in RS
* Concept of PDCA management in RS
* Method of internal audit in RS
7.Maintenance 7-14 71 2-7 r2T;aRt?epr(;rtlng to regulatory authorities and nofifying the related Reporting to regulatory authorities and notifying the related matters in RS
(Rolling Stock)
7-15 72 2-7 3. C?oncept regargmg contract with contractor .Of rolling stock System of standards for Rolling stock inspections_work flow of Inspection in RS
maintenance, maintenance standards and maintenance plans
7-16 73 2-7 4. Prehension of rolling stock maintenance Types of Records and Approvers in RS
717 74 2-7 5. Replacement and additional plan of rolling stock Concepet of Renewal Plans in RS
718 75 2.7 6. Checking system for hand-over of the related facilities and take- Concept of List of items to be checked in RS

over documents after completion of construction




8.Maintenance
(Civil Engineering
and Architecture
including
Facilities)

8-8-1- Concept regarding contract with contractor of civil

JCC3:
- Regulations on supervision and acceptance criteria for

Methods of supervision and inspection of the construction and handover for civil

8-8-1 76-1,76-2 27 engineering failities and architecture facilties maintenance, infrastructure maintenance of urban railway lines No. 1 (Based |engineering structures
maintenance standards and maintenance plan on Circular 06/2019/TT-BGTVT and Circular 42/2016/TT-BGTVT
issued by MoT)
8-8-2- Prehension of civil engineering failities and architecture Jees: . . 1) Regulation on Management and Maintenance of Urban Railway Infrastructure
8-8-2 771,772 27 facilities maintenance; - Regulations on management and maintenance of urban 2) Rule on Management of warehouses of Material and Equipment of HURC1
' railway lines No. 1 (Based on Circular 16/2018/TT-BGTVT issued 9 ulp
by MoT)
Jees: Guidance on Organizing the Implementation of Management and Maintenance of
8-8-3 78 2-7 8-8-3- Adjustment with related section for maintenance work; - Regulations on infrastructure maintenance implementation of 9 9 . P . 9 -
. . ) Infrastructures of Urban Railway Line No.1 (Ben Thanh-Suoi Tien)
urban railway lines No. 1 (Based on Circular 10/2016/TTLT-
BGTVT-BTC and Circular 16/2018/TT-BGTVT issued by MoT)
8-8-4 79 2.7 8-8-4- Checking system for hand-over of the related facilities and [JCC3: 8-8-4,9-13-5,11-15 and 14-5 submit one common deliverable

take-over documents after completion of construction

Adjustment with Related Section for Maintenance Work

- Plan for taking over the project of urban railways lines No.1
(Based on Decree 46/2018/ND-CP issued by Prime Minister)

- Rule on Inspection of Architectural Works
- Manual for driving assistang of maintenance vehicle (common
internal rule with all Cp's coordination)

Rule on Inspection of architectural works




JCC2:
- Manual for Track Inspection
- Manual for Driving Assitant of Maintenance Vehicle
- Rule on implementation of Maintenance Self-Inspection . . . .
9-11- Work Manual and Flow of Railway Track Facilities at the Jces: 1) Guidance on Organizing ?he Imp.lementatlon of Managemfen? and Maintenance of
9-11 82-1,82-2 2-7 Head Office - Regulations on infrastructure maintenance implementation of Infrastructures of Urban Railway Line No.1 (Ben Thanh-Suoi Tien)
urban railway lines No.1 (Based on Circular 10/2016/TTLT-BGTVT- |2) Manual for driving assistant of maintenance vehicle_190822
BTC and Circular 16/2018/TT-BGTVT issued by MoT)

9.Maintenance
(Track)

m- 9-13-2- Prehension of Railway Track Maintenance _ Regulation on Management and Maintenance of Urban Railway Infrastructure




10.Maintenance
(Machinery)

Concept regarding Contract with Contractor of Machinery

11.Maintenance
(Electricity)

10-10-1 84 2-7 Maintenance, Maintenance Standards and Maintenance Plans Relationships with manufacturers and contractors

10-10-2 85 2-7 Prehension of Machinery Maintenance Maintenance of AFC

10-10-3 86 2-7 Meeting with Contractor in the Case of Such as Large Machinery Meeting with Contractor in the case of such as rail exchange needed large material
Exchange Needed

10-10-4 87 2-7 Checking System for Hand-over of th.e Related FaCIII.tIeS and Completion Inspection of Signaling and Communication Facilities and AFC Facilities
Take-over Documents after Completion of Construction

Continuing draft Regulations on maintenace inspestion for AFC . . . .
10-10 88-1~88-4 2.7 |Work Manual and Flow of AFC System at the Head Office system 1) Maintenance manuals for Ticket Vending Machine

2) Operation manual for ticket operation center

1) Rule on maintenance of power supply equipment_station equipment

1111 89-1~89-10 2-7 Work Manual and Flow of Electricity Facilities at the Head Office [Rules for entering and exiting substations 2) Rule on Management of O&M of unmanned 6.6kV, 22kV, 110kV substation
3) Rule on Power dispatching procedure
11-12 90 2-7 Reporting to Regulatory Authorities Notifying the Related Matters |Regulations on operation of electrical system Regulations on troubleshooting any failures in HURC1's power network
11-13-1 91-1~91-3 27 Cor\cept regardlng Contract with Contractor of'EIectr|C|ty Facilities Regulatilons on management, operation and maintenance of Concept regarding contract with contractor
Maintenance, Maintenance Standards and Maintenance Plans substations
11-13-2 92-1,92-2 2-7 Prehension of Electrical Facilities Maintenance Regulations on troubleshooting electrical systems Procedure for power network maintenance and repair

11-13-4

Adjustment with Related Section for Maintenance Work

Regulations on management of economical and efficient use

of energy

Rule on safety in O&M of electrical system

94-1~94-3

Power Consumption Management

Rule on management of energy usage




Work Manual and Flow of Signaling & Telecommunication

Chapter2: WORKING OF SIGNALS AND TELECOM UNIT AT

12-10 27 |Facilties at the Head Office HEAD OFFICE
Reporting to regulatory authorities and notifying the related Chapter4: NOTICE AND REPORT TO MANAGEMENT
12-11 2-7
matters AGENCIES
Concept regarding contract with contractor of Signalling & Chapter3: MAINTENANCE OF SIGNALS AND TELECOM
12-12-1 2-7 Telecommunication facilities maintenance, maintenance
. SYSTEM
standards and maintenance plans
12-12-2 2.7 Prghensmn of Signalling & Telecommunication facilities
maintenance
12-12-3 2-7 Adjustment with related section for maintenance work
12;‘{'3'"??"3':6 1213 2-7  |Basic Materials on CBTC Chapter6: BASIC MATERIALS ON CBTC 1) INTERNAL REGULATIONS IN THE MAINTENANCE OF SIGNALS AND TELECOMMUNICATIONS
(Signa Ing. . 95-1~95-5 2) SCADA FACTORY DISPATCHING PROCESS
Telecommunicatio
n) 12-14 2-7 Application duties for Wireless licences
1215 2.7 Contact Way with Outside Related Organization of Mobile Radio [Chapter7: CONTACT ORGANIZING EXTERNAL BY RADIO
in the Case of Emergency SYSTEMS IN EMERGENCY
Checking system for hand-over of the related facilities and take-
12-16 2-7 ; . -
over documents after completion of construction
27 ) APPENDIX 1 : REGULATIONS MANAGEMENT, OPERATION
) ; AND MAINTENANCE OF SUPERVISION CAMERA SYSTEM
APPENDIX 2 : REGULATIONS MANAGEMENT OF RADIO
- 2-7 - FREQUENCY AND TELECOMUNICATION EQUIPMENT, RADIO
STATION
27 ) APPENDIX 3: REGULATIONS MANAGEMENT OF RADIO
) ) BROADCASTING ACTIVITIES
13-3 96 Work Manual and Flow of IT System at the Head Office IT system security regulation IT System Security Regulation
13-4 97 Requests and Adjustments to Contractor from the User Side Requirement list for the CP4 system design Requirement list for the CP4 system design
Regarding ""IT System Function
13.IT 13-5 98 Checking System for Hand-over of the Related FaC|||.t|es and Requests & comments for the hand-over list of CP4 system Checklist for the hand-over of CP4 system
Take-over Documents after Completion of Construction
- 99-1,99-2 - - B.7-1.2 CP4 Vendor Design Document Review Check Sheet (Act.5-1)
- 100 - - B.7-2.1 Workflows for out of the CP4 scope (Act.5-2)




Work Manual and Flow of materials management at the Head

14-1 101 2-5 Office Work Manual and Flow for Inventory Management
14-2 102 2-5 Regulation of Material Procurement Mat.erlal procurement regulations Material Procurment Regulations
Project Management rule
14.Material 14-3 103 2-5 Handling Rule on IT System of Material Management Regulations on consulting management on software MMS Work Manual and Flow for Inventory Management
Handing way in the cause of exchanging such as track rail, . ) . . .
14-4 104-1,104-2 2.5 overhead contact wire and large machinery in the maintenance Handllmg way in the case of exchanging such as track rail, overhead contact wire and large
L . machinery in the maintenance work
work, for which is needed large material.
15-1 2-2 Technical Standards - Prototype of Railway Law and Standard
15-2 2-2 Train Operation Rules - Prototype of Railway Law and Standard
1) Appendix 5:Prototype of educational materials
. 2) Appendix 5-1_Prototype of educational materials for training train driver of HCMC
15-3 2-2 Safety Work - Prototype of Safety Basics and Safety Work urban railway@EN
15.Text 105-1~105-3 3) Appendix 5-2_0_Prototype of deliverable
15-4 2-2 Operation Theory - Prototype of Electric / Operation Theory (Submitted in July 2020)
. - Prototype of Rolling Stock

15-5 22 |Rolling Stock - Prototype of Inspection and Maitenance

. - Prototype of Electric / Operation Theory
15-6 22 Signal, Power Supply - Prototype of Signal / Track
15-7 2-2 Track - Prototype of Signal / Track




B.2.1 Activity 4-2; Mobility Management
No Document
o Introduction
Mobility Management
0 Action Pl :
¢tion Flan MM Target Selection
Tools for MM Activities
1 Material 1 List of MM Target
2 Material 2 MM Educational Program
3 Material 3 MM Commuting Program
4 Material 4 Questionnaire Form
5 Material 5 Station Map
6 Material 6 Travel Assistance Information
7 Material 7 Format of Personal Travel Plan
8 Material 8 Traffic Board Game
9 Material 9 HCMC Board Map
10 Material 10 MM Flyer Idea
B.2.2 Aitivity 4-3; AFC
No Category Title

AFC Seminar 1

Invitation Letter

Outlines of Project

Suica System and Interoperation

ABT in Suica

N|OoO|u|bh|WIN]|EFL

AFC Semnar 2

Invitation Letter

Pursuasive Communication to Public Transport Usage

MoM_AFC Seminar 2




Chapter

Final rule name

Regulation on orgaization and operation of OSH council_final

Staturs

3 1 Safety management system Rule on safety management in HURCI
4 Rule on operation of OSH staff network
5 Regulation on Authority by Jobs
6 Rule on internal audit for ensuring urban railway traffic safety
7 2 Safety policy Safety policy
8 3 Safety targets Safety targets
9 4 Safety plan Safety plan for 2024
10 5 Compliance management Rule on registration of regulations and standards
1 Compliance framework
12 Regulation on Records and Archives
13 Regulation on safety health of the laborers
Work procedures for Operation and Maintenance divisions
14 6 Change management Change management procedure
15 Training plan for 2024
16 7 Risk management Registration rule for operational hazard and risk
17 Procedure on risk identification and control
18 JSA procedure (Occupational Risk Assessment)
19 Risk identification and control procedure
21 Safety responsibility statement
23 Work Manual and flow of Human Resources at the Head Office
24 9 Management and training of HR Training Needs Analysis procedure (including Training Needs Matrix)
25-1 Regulation on Recruitment
25-2 Regulation on Training
28 10 Document manageme;lntfznd exchange of safety Procedure on document storage and management
29 Decision No.41 Regulation on Records and Archives
31 Safety document approval process
32 1 Emergency management Detailed emergency response plan and procedures for specific
emergencies
33 Operations plan — normal, degraded and emergency modes
34 Evacuation plan for HQ - Depot & OCC
Evacuation plan for station
35 Rule for establishment of Recue body at Headquarter
Rule for establishment of Recue body at the worksite
36 Rule on notification and contact with external parties regarding
operations of urban railway line 1
37 Notification and report form
38 Recovery plan
39 Official Disaster Warning Response Procedure
40 | 12 Accident investigation Procedures of incident and accident investigation
Internal audit ) )
41 13 Procedure for internal audit
42 14 Corrective action Procedure for corrective and preventive action
43 Process on continual improvements
44 Dayl
45 | 15 OSMS workshop materials Day2
46 Day3




Training M

aterials

Title

1st Training in Japan

2nd Training in Japan

Online Training

1
2
3
4

Training in Jakarta




ANNEX :

Achievement Rate of the Project

Output Activity Objectively Verifiable Indicators Means of Verification Evaluation
The capacity | 1. To establish the task team under MAUR and HURCI for | The regulation task team under MAUR | Draft document of tariff and | <Achieved>
of urban composing urban railway regulations. and HURCI is established. level of service for urban . . .
v Fare Policy was decided and put into effect
railway 2. To compose urban railway regulations and submit to HCMPC. railway.
v HCMC and HURCI1 concluded the Operation
regulatory
L Contract
organization
is v  HCMC and HURCI concluded the Master
strengthened. Contract for Maintenance. The Implementation
Contract for Maintenance was drafted and under
discussion.
Necessary 1. To formulate the manuals and educational materials on education | < Training systems for direct | <-Final training system, | <Achieved>
systems, and training for obtaining urban railway driving license based on operation staffs of Line 1, get training activities, training

internal rules
and plans for
management
of HURCI1
are

developed.

w

Vietnam Railway Act and related laws and regulations.

. To cooperate with GC in composing and submitting training system

and training plan for obtaining approval from VNRA.

. 1) To prepare Operation Safety Management System along with the

organizational and regulatory development to obtain "safety
certification"

2) To modify rules and regulations reviewed or drafted through

Activity 2-4, 2-5, 2-7 and 3-1 in accordance with the discussion

official agreement of VNRA and the

implementations are finalized.

<-The HURC1 gets "safety certificate"
and '"operation permission" for
urban railway transportation service

prior to commercial transportation

service.

<~ Internal rules composed in TC1 are

results (number of trained

staffs and their skills).

< Operation Safety

Management System
certified by an Independent

Certification Body.

< System  Safety  Files

verified by Vietnamese

v' 514 site workers were trained and obtained
sufficient skills for the commencement.

v OSMS was approved by ISA

v Safety of the System was approved by the ISA

v VNRA

issued the safety certification and

approved the commencement.

v Necessary documents were prepared.




Output Activity Objectively Verifiable Indicators Means of Verification Evaluation
with the Assessment Body for System Safety Assessment. reviewed and updated, and others' Authorities.
4. To review and update internal rules of HURC1 formulated in TC1 supplemental internal rules (if any) .
<~ Safety certificate,
(Management, Safety, Administration, Human Resource, Finance, will be supplemented. . L
operating permission and
Procurement, Information System, Business, etc.) .
other necessary equivalent
5. To formulate internal rules concerning the whole organization, .
documents (if any).
administration department and business department.
. o < List of internal rules and
6. To submit relevant documents to VNRA and relevant authorities in
. . . L detailed documents.
order to obtain safety certificate and operating permission after
receiving verification of Operation Safety Management by the
Certification Body.
7. If necessary, to formulate any other internal rules and plans which
should be prepared before commencement of the Line 1, and
approve it.
8. To formulate the internal rules and plans that should be prepared
after commencement of the Line 1, and approve it.
Operation 1. To plan and promote company-wide efforts on safety <-On the job training" at Japanese | <-On the job training" at | <Achieved>
and 2. To develop human resource recruitment plan. railway operators for the frame of Japanese railway operators . L .
v 2 times of Training in Japan (16 trainees)
maintenance | 3. To employ necessary staff based on the human resource recruitment headquarter (first and key staffs) is for  the frame of
e . L. . v Manual for Operation Planning was prepared.
ability of plan, and to educate and train them (except for the actions included carried out. headquarter (first and key
HURCI staff in the contract with GC and each contractor) . . staffs) v OCC manual was prepared.
<-Personnel of Operation Dept. obtain
is improved. 4. To formulate a plan for improving the operation after opening the . . . o
skills of building and adjustment of | <-Manuals of building and
Line 1. L . . .
train diagram, driver schedule. adjustment of train




Output

Activity

Objectively Verifiable Indicators

Means of Verification

Evaluation

5. To continue and conduct the necessary staff recruitment and . . diagram, driver schedule
<> Personnel of Operation Dept. obtain
training after opening the Line 1. . .
skills to cooperate of other Dept. | <- Cooperation Manuals
(Technical dept., station duty)
Necessary 1. To make a plan and implement non railway business. < Investment and various kinds of | <> Annual plan of each | <Achieved>
planning, 2. To promote the usage of urban railway through Mobility non-fare business are studied and department. . . .
v Proposal on non-rail business was submitted to
sales, public Management (MM) activities. proposed.
< Proposals and plans of non- HCMPC
relations 3. To understand and promote usage of Automated Fare Collection . .
<-Mobility =~ Management  (urban fare business .
o v MM Activities were conducted.
activities of System (AFC) and IC Card. . .
railway using encouragement)
HURCI1 are S
Activity is implemented.
carried out.
Necessary 1. To give advice in design office IT system based on the view point | <> Accounting system, asset | < Accounting system, asset | <Achieved (Alternative Mean) >
software for of end user. management system, etc. are set up, management system, etc. . R .
v Since the procurement of CP4 did not start during
business 2. To formulate the work manual and flow of IT system at the head tested and ready for using. . . .
< Work flow/manuals of the assistance period (2017-2022), JET reviewed
management office not included in the specification of CP4. o o .
<-Work flow/manuals of clarifying the clarifying  the  actual available documents on CP4 system’s
not included | 3. To support for requests and adjustment to CP4 from the HURC1 . . .
annual operating procedures for the operating procedures for requirements.

in CP4 of regarding "IT system" function. .
workers (based on the internal the workers.
. e v Work flow on system development was prepared.
HURC1 is | 4. To check system for hand-over of the related facilities and take-over .
regulations) are developed.
. . . . . <> Annual plan of each .
established. documents after completion of construction not included in the v Since each system had not been necessary yet
. . <~ Annual plan of each department of department. . . .
specification of CP4. during the assistance period, the procurement
HURC1 is made after established
5. To make plan and budget measures related to system development plans for non-CP4 systems were prepared.
. each department.
related to the above-mentioned work.
Necessary 1. To check as the position of end user (HURCI) and take over the | <>Information sharing and | < AFC system, train driving | <Achieved (Alternative Mean) >




Output Activity Objectively Verifiable Indicators Means of Verification Evaluation
infrastructure railway tracks and civil works from contractors and GC (except for consultation with Line 1 simulator, ocCC . .
v Information exchange with GC and the
for business the actions included in the contract with GC and each contractor) Construction Project equipment, contents of tract
contractors
management . To check as the position of end user (HURC1) and take over the . . operation rules, layout . .
<>Cooperation as the position of end v IT system hand over was considered in the
of HURCI facilities from contractors and GC (except for the actions included . . planning of facilities in .
user with GC and CP4 contractor in activity 5.
will be in the contract with GC and each contractor) o stations and so on. . .
building office IT system; (except v The assistance period (2017-2-022) had
developed. . To check as the position of end user (HURC1) and take over the . . . .
for the actions included in the | <> Office IT system finished before the commencement, JET
E&M from contractors and GC (except for the actions included in . . L
contract with GC and CP4 Lo provided some Japanese examples in railway
. <> The civil infrastructure and
the contract with GC and each contractor)
contractor). system handover.
. E&M upper structure
. To check as the position of end user (HURC1) and take over the
. Lo <> Checking as the position of end user
signals and tele-communication system from contractors and GC
. . . . and taking over the civil
(except for the actions included in the contract with GC and each
infrastructure  included in the
contractor)
. contract with GC and each
. To check as the position of end user (HURC1) and take over the
. . contractor).
rolling stock from contractors and GC (except for the actions
included in the contract with GC and each contractor)
. To check as the position of end user (HURC1) and take over the
station and depot facilities from contractors and GC (except for the
actions included in the contract with GC and each contractor)
. To check as the position of end user (HURC1) and take over the
headquarter office IT system from contractors and GC (except for
the actions included in the contract with GC and each contractor)
. . . L <~ Cooperation with PMU2 and PMU5 | <> Updated project progress .
Cooperation . To cooperate with PMU of other urban railway lines in HCMC. < Achieved>
. . o . . (under MAUR) in order to update of line 2, line 5 and
with  urban . To cooperate with relevant organizations of Hanoi urban railway.




Output

Activity

Objectively Verifiable Indicators

Means of Verification

Evaluation

railway

management
is established
with  other
lines in Ho
Chi  Minh,
Vietnam

domestic and
neighboring

countries.

3. To cooperate with relevant organizations on Vietnamese urban
railway.
4. To cooperate with urban railway management companies in

neighboring countries including Japan.

project progress and participate in
studies of  operation and
maintenance for these lines (on the
view point of HURCI for whole
lines invested by state budget); etc.
<> To exchange experience with Hanoi

Metro Company.

participation in studies of
operation and maintenance
for these lines.

< Updated information of

Hanoi Metro Company.

v HURC1 as the future operator of those lines,
gives advice to PMUs for Line 2 and Line 5.

v HURC1 and JET observed the trial run of Hanoi
Line 3.

v Hanoi Metro provided information about the
Safety Assessment.

v HURC1 cooperated with railway related agencies
of the national government to resolve issues such
as company operating budget, Safety
Assessment.

v Training in Jakarta (MRT Jakarta)

v/ MOU with Tokyo Metro




In the table above, JET evaluated the achievements of the project in accordance with the verifiable indicators stipulated in the PDM. Essentially,
such verifiable indicators shall be suitable for the assessment of the achievements of the project activities, there are some indicators shown below,
v' Activities and the indicators are not related or insufficiently related.
v' The indicators do not cover the entire activities.

In addition, some outputs or activities are considered to be improper. The table below shows such issues.

Output Activity Objectively Verifiable Indicators Means of Verification Evaluation

1 The capacity | 1. To establish the task team under MAUR and HURCI for | The regulation task team under MAUR | Draft document of tariff and | v* Activity 1-1 doesn’t require “Deliverables” but a

of urban composing urban railway regulations. and HURCI is established. level of service for urban procedure. Therefore, what is important in
railway 2. To compose urban railway regulations and submit to HCMPC. railway. Activity 1 is whether Activity 1-2 is completed.
regulatory For instance, the verifiable indicator should refer
organization to the results of Activiti 1-2. Such as “Fare policy
is and necessary system for O&M are proposed “
strengthened.

v’ As mentioned above, Activity 1-1 is one of the
procedures for the deliverables, however, such
procedures should be left to JET. Therefore,
activity 1-1 should refer to deliverables such as

“To define necessary regulations” etc.

v Since the means of verification are quite specific,
it implies that the deliverables were supposed to
be “Fare Polic” and “Service Level”, however,
those are stated as examples in the activity. In

addition, since the decision making is out of

authority of C/P agencies, C/P can make only




Output Activity Objectively Verifiable Indicators Means of Verification Evaluation
“Proposals”.
Necessary 1. To formulate the manuals and educational materials on education | <>Training systems for direct | <-Final training system, | v  Activity 2-1 is one of the scopes of GC. It was not
systems, and training for obtaining urban railway driving license based on operation staffs of Line 1, get training activities, training practical for JET, who were not supposed to be
internal rules Vietnam Railway Act and related laws and regulations. official agreement of VNRA and the results (number of trained involved in trainings for site personnel, to
and plans for | 2. To cooperate with GC in composing and submitting training system implementations are finalized. staffs and their skills). formulate those documents. Therefore, JET only
management and training plan for obtaining approval from VNRA. . . developed outlines of those documents and
<> The HURCI gets "safety certificate" | <- Operation Safety
of HURCI | 3.1)To prepare Operation Safety Management System along with the . L handed them over to GC (Including Activity 2-2).
and "operation permission" for Management System
are organizational and regulatory development to obtain "safety . . . . As such, the verifiable indicator “Training
urban railway transportation service certified by an Independent
developed. certification" . . . . . systems for direct operation staffs of Line 1, get
prior to commercial transportation Certification Body.
2) To modify rules and regulations reviewed or drafted through . official agreement of VNRA and the
service.
<-System  Safety  Files

W

(=)

~

Activity 2-4, 2-5, 2-7 and 3-1 in accordance with the discussion

with the Assessment Body for System Safety Assessment.

. To review and update internal rules of HURC1 formulated in TC1

(Management, Safety, Administration, Human Resource, Finance,

Procurement, Information System, Business, etc.)

. To formulate internal rules concerning the whole organization,

administration department and business department.

. To submit relevant documents to VNRA and relevant authorities in

order to obtain safety certificate and operating permission after
receiving verification of Operation Safety Management by the

Certification Body.

. If necessary, to formulate any other internal rules and plans which

should be prepared before commencement of the Line 1, and

<-Internal rules composed in TC1 are
reviewed and updated, and others'
supplemental internal rules (if any)

will be supplemented.

verified by Vietnamese

Authorities.

<~ Safety certificate,
operating permission and

other necessary equivalent

documents (if any).

<~ List of internal rules and

detailed documents.

implementations are finalized.” is beyond TC2’s
efforts. Hence, the indicator should be deleted. In
addition, Activity 2-1 is not suitable as TC2’s

activities.

v" The mean of verification “number of trained

staffs and their skills” is one of the scopes of GC.

v The mean of verification “System Safety Files

verified by Vietnamese Authorities.” is one of the

scopes of GC and the contractors,

v TC2 is only responsible for OSMS which is just

one of the requirements of Safety Certificate, and

Operation Permission is out of scope of TC2.




Output

Activity

Objectively Verifiable Indicators

Means of Verification

Evaluation

approve it.
8. To formulate the internal rules and plans that should be prepared

after commencement of the Line 1, and approve it.

Operation
and
maintenance
ability of
HURCI staff

is improved.

1. To plan and promote company-wide efforts on safety
2. To develop human resource recruitment plan.
3. To employ necessary staff based on the human resource

recruitment plan, and to educate and train them (except for the

actions included in the contract with GC and each contractor)

4. To formulate a plan for improving the operation after opening
the Line 1.
5. To continue and conduct the necessary staff recruitment and

training after opening the Line 1.

<-On the job training" at Japanese
railway operators for the frame of
headquarter (first and key staffs) is

carried out.

<~ Personnel of Operation Dept. obtain
skills of building and adjustment of

train diagram, driver schedule.

<> Personnel of Operation Dept. obtain
skills to cooperate of other Dept.

(Technical dept., station duty)

< On the job training" at
Japanese railway operators
for  the frame of
headquarter (first and key

staffs)

<> Manuals of building and
adjustment of train

diagram, driver schedule

<~ Cooperation Manuals

v The targets of this activity are staff of HURC1
headquarters, however, the verifiable indicators
only mention about “personnel of Operation

Dept”

v Cooperation ~ with  other departments are
important, however, but what is important here is
not skills but a system. In addition, there’s no

activity about cooperation.

v The verifiable indicators should be able to verify
the results of this activity consisting of 1) safety
matters, 2) Human resources, 3) Improvement

after the commencement.

Necessary
planning,
sales, public
relations
activities of
HURCI1 are

carried out.

1. To make a plan and implement non railway business.

2. To promote the usage of urban railway through Mobility

Management (MM) activities.

3. To understand and promote usage of Automated Fare Collection

System (AFC) and IC Card.

< Investment and various kinds of

non-fare business are studied and

proposed.
<~ Mobility Management (urban
railway using encouragement)

Activity is implemented.

< Annual plan of each

department.

< Proposals and plans of non-

fare business

v “Investment” is one of the important factors in
business, however, it is not suitable for the project

of Strengthening the capacity of O&M company.

v “Each  Department” should be clearer.
“Department responsible for non-rail business”

and “Department responsible for MM”




Output Activity Objectively Verifiable Indicators Means of Verification Evaluation
v 1t is better to verify results than plans to evaluate
the result as this activity’s output expects actual
results.
Necessary To give advice in design office IT system based on the view point | <> Accounting system, asset | < Accounting system, asset | v Although output of this activity shows that the

software for
business
management

not included

in CP4 of
HURC1 is
established.

of end user.

To formulate the work manual and flow of IT system at the head
office not included in the specification of CP4.

To support for requests and adjustment to CP4 from the HURC1
regarding "IT system" function.

To check system for hand-over of the related facilities and take-
over documents after completion of construction not included in
the specification of CP4.

To make plan and budget measures related to system development

related to the above-mentioned work.

management system, etc. are set up,

tested and ready for using.

<> Work flow/manuals of clarifying the
annual operating procedures for the
workers (based on the internal

regulations) are developed.

<~ Annual plan of each department of
HURC1 is made after established

each department.

management system, etc.

< Work flow/manuals of
clarifying  the  actual
operating procedures for

the workers.

<> Annual plan of each

department.

target is non-CP4 systems, this activity contains

CP4 system(Activity 5-1, 5-3).

v' Activities for CP4 and Activities for non-CP4 are

mixed.

v It can be interpreted that Activity 5-1 targets CP3
system but not clear. It is not easy to identify CP4
system and “Accounting system, asset

management system”, in the verifiable indicator

and the mean of verification are the same.

v There are various ways to call CP4 system. In

Activity 5-3, CP4 System is called “IT system”.

v'Regarding the verifiable indicator “Work
flow/manuals of clarifying the annual operating
procedures for the workers (based on the internal
regulations) are developed., “annual operating
procedures” does not mean “System planning,

development, operation, maintenance”, which is




Output Activity Objectively Verifiable Indicators Means of Verification Evaluation
essentially necessary.

v/ Regarding the mean of verification, “Annual plan
of each department” means each department was
supposed to set up its own system, however, that
had not been decided. More importantly through
this activity, HURC1 should specify systems to
develop and make plans to install those systems.

. . . o v The verifiable indicator “Cooperation as the
Necessary To check as the position of end user (HURC1) and take over the | <Information sharing and | <> AFC system, train driving
. . .. . . . . position of end user with GC and CP4
infrastructure railway tracks and civil works from contractors and GC (except consultation with Line 1 simulator, OCC
. . . . . . . . contractor in building office IT system; (except
for business for the actions included in the contract with GC and each Construction Project equipment, contents of
. for the actions included in the contract with GC
management contractor) . . operation rules, layout
<-Cooperation as the position of end . o
.. . e and CP4 contractor).” is for Activity 5.
of HURCI1 To check as the position of end user (HURC1) and take over the . . planning of facilities in
user with GC and CP4 contractor in . Lo .
. o L . The verifiable indicator “Checking as the
will be facilities from contractors and GC (except for the actions included o stations and so on.
building office IT system; (except . . o
. . position of end user and taking over the civil
developed. in the contract with GC and each contractor) . . .
for the actions included in the | <> Office IT system X . X .
- infrastructure included in the contract with GC
To check as the position of end user (HURC1) and take over the .
contract with GC and CP4 o
. . . <> The civil infrastructure and and each contractor).” does not cover other
E&M from contractors and GC (except for the actions included in tractor)
contractor).

the contract with GC and each contractor)

To check as the position of end user (HURC1) and take over the
signals and tele-communication system from contractors and GC
(except for the actions included in the contract with GC and each
contractor)

To check as the position of end user (HURC1) and take over the

<~ Checking as the position of end user

and taking over the civil
infrastructure  included in the
contract with GC and each
contractor).

E&M upper structure

subsystems.
The mean of verification does not cover all the
railway system and Operation rules are not to

be handed over.




Output Activity Objectively Verifiable Indicators Means of Verification Evaluation

rolling stock from contractors and GC (except for the actions
included in the contract with GC and each contractor)

6. To check as the position of end user (HURC1) and take over the
station and depot facilities from contractors and GC (except for
the actions included in the contract with GC and each contractor)

7. To check as the position of end user (HURC1) and take over the
headquarter office IT system from contractors and GC (except for

the actions included in the contract with GC and each contractor)

. . R L <~ Cooperation with PMU2 and PMU5 | <> Updated project progress | v' The verifiable indicators and the means of
7 Cooperation 1. To cooperate with PMU of other urban railway lines in HCMC.

. X L . . (under MAUR) in order to update of line 2, line 5 and verification cover only PMUs and Hanoi Metro
with urban | 2. To cooperate with relevant organizations of Hanoi urban railway.
. . L . project progress and participate in participation in studies of Company. Activity 7-3and 7-4 are not covered.
railway 3. To cooperate with relevant organizations on Vietnamese urban
. studies of  operation and operation and maintenance
management railway.
maintenance for these lines (on the for these lines.

is established | 4. To cooperate with urban railway management companies in

. . . L . view point of HURCI for whole | <> Updated information of
with  other neighboring countries including Japan.

. . lines invested by state budget); etc. Hanoi Metro Company.
lines in Ho

. . <~ To exchange experience with Hanoi
Chi  Minh,

. Metro Company.
Vietnam
domestic and

neighboring

countries.

Based on the opinions on the table above, JET would like to propose ideal verifiable indicators, means of verification and try to evaluate the

results of the project.



Output Activity Objectively Verifiable Indicator Means of Verification Evaluation
The capacity | 1.To—cstablish—the task—team —under MAUR —and- HURCH tor | Theregulationtask teamunder MAUR | Dratt-document-of taritt-and <Achieved >
of urban composing urban ratway regulations: and HURC s established: fevel ol service tor—urban . . .
v It is confirmed that regulations on fare policy and
railway To define necessary regulations for urban railways such as “Fare . rathwav. .
Necessary regulations for urban service level are necessary.
regulatory Policy, Service Level etc. .
railways are proposed to HCMPC. Proposals on  necessary .
L . . . v The proposals on the regulations above was
organization | 2. To compose urban railway regulations and submit to HCMPC. . .
regulations for urban railways
. prepared.
is
such as Fare Polic, Service
strengthened.
gt Level.
Necessary e e e e el ) e et e e |l e | <TAchieved >
systems, . o " . . o staffs of i ’ . ivities. traini
v OSMS was approved as part of Safety
internal rules license-based-on—Vietnam Ratbway-Act-and-related-aws-and e e L results—(number-of-trained . .
Certification by VNRA.
and plans for regulations: implementations-are-finalized: e e e
X X . . . v Internal rules stipulated in R/D and other
management 2. To cooperate with GC in composing and submitting training N . N .
S H‘ " ();3 atzq éaf%tﬁl
. .. necessary documents such as OSMS documents
of HURCI1 system and training plan for obtaining approval from VNRA. . L.
- et S
. . were prepared.
are 3. 1) To prepare Operation Safety Management System along with . . . .
B e e
developed. the organizational and regulatory development to obtain . . . . .
B e ] B
"safety certification" .
o

2) To modity rules and regulations reviewed or drafted through
Activity 2-4, 2-5, 2-7 and 3-1 in accordance with the discussion
with the Assessment Body for System Safety Assessment.

4. To review and update internal rules of HURC1 formulated in

TC1 (Management, Safety, Administration, Human Resource,

<-OSMS is approved prior to the

commencement.

<~ Internal rules composed in TCI are

reviewed and updated, and others'

< VNRA’s letter on Safety

Certification including
OSMS.




Output Activity Objectively Verifiable Indicator Means of Verification Evaluation
Finance, Procurement, Information System, Business, etc.) supplemental internal rules (if any) Authoritics.
To formulate internal rules concerning the whole organization, will be supplemented. +Saf .
Safety——eertiieate:
administration department and business department. . o
operating—permission—and
To submit relevant documents to VNRA and relevant .
otherheeessary—egtivalent
authorities in order to obtain safety certificate and operating .
documents-{ifanv).
permission after receiving verification of Operation Safety
. . < List of internal rules and
Management by the Certification Body.
. detailed documents
If necessary, to formulate any other internal rules and plans
which should be prepared before commencement of the Line 1,
and approve it.
To formulate the internal rules and plans that should be prepared
after commencement of the Line 1, and approve it.
Operation To plan and promote company-wide efforts on safety < Company-wide activity for Safety is | <> Results of company-wide | <Mostly Achieved>
and To develop human resource recruitment plan. conducted. activity for safety .
v Safety Management Regulation was prepared. In
maintenance To employ necessary staff based on the human resource . . . .
<-HURCI’s Recruitment Plan is made | <> Recruitment Results for the addition, JET held an OSMS workshop to
ability of recruitment plan, and to educate and train them (except for the

HURCI staff

is improved.

actions included in the contract with GC and each contractor)

To formulate a plan for improving the operation after opening the
Line 1.

To continue and conduct the necessary staff recruitment and

training after opening the Line 1.

and  recruitment  activity  is

conducted.

<-On the job training" at Japanese
railway operators for the frame of
headquarter (first and key staffs) is

carried out.

<-Personnchof Operation Dept-obtain

commencement

< On the job training" at
Japanese railway operators
for  the frame of
headquarter (first and key

staffs)

<~ Results of improvement

disseminate OSMS and importance of Safety.

v'HURCI s recruitment plan was made.

v'HURCI1 hired sufficient personnel for the

commencement (514 site workers)

v' 16 MAUR/HURCI staff in total attended the OJT

training in Japan (1% training 6, 2™ training 10).




Output Activity Objectively Verifiable Indicator Means of Verification Evaluation
skills-of building and-adjustment-of activity In addition, 14 HURCI staff joined the online
wrain-diagram. driver schedule: . o training.  Furthermore, 14 HURCI staff
< Recruitment and training
. . . § participated in the training in Jakarta majorly by
R e after the commencement.
. MRT Jakarta.
i ept ~ . .
B
{Technical deptostation-duty) . X . v  After the commencement, JET proposed the
adjustment—— ot train
. . response to the comments on the OSMS by
dragram.-driver schedule
VNRA, and other matters related to corporate
R e
management or O&M. It depends on HURCI1
whether they are applied in its practices.
Necessary To make a plan and implement non railway business. < Investment—and—various kinds of | <-Annual—plan—eof —each < Achieved >
planning, To promote the usage of urban railway through Mobility non-fare business are studied and department

v The plan on developing commercial facilities in

sales, public Management (MM) activities. proposed. . . .
<~ Proposals and plans of non- station and under viaducts (Stores, parking lots,
relations To understand and promote usage of Automated Fare Collection . . ..
<-Mobility =~ Management  (urban fare business advertising) was developed.
activities of System (AFC) and IC Card. . .
railway using encouragement) . . L
< Results of MM v Mobility Management activities (PR activities to
HURCI1 are S
Activity is implemented. . .
) the citizens, proposal to organize bus network
carried out.
etc.) were conducted.
Necessary To give advice in design of office IT system procured through CP4 | <>The IT system procured through | <~ Office IT system procured < Mostly Achieved >

software for
business
management

not—included

based on the view point of end user.
To support for requests and adjustment to CP4 from the HURC1
regarding "IT system" function.

To formulate the work manual and flow of IT system at the head

B e T
management-system;—ete—are s set

up, tested and ready for using.

< Workflow/manuals  of  system

through CP4

< Workflow

< Development Plans for

each system

v Since CP4 system did not start its procurement
procedures during the original assistance period
(Dec 2017 to Dec 2022), JET reviewed the system

requirements by the available documents




Output

Activity

Objectively Verifiable Indicator

Means of Verification

Evaluation

m—cP4—of office not included in the specification of CP4. planning, development, operation
< Office IT system procured | v HURCI and JET created the workflow related to
HURCE s To check system for hand-over of the related facilities and take- and mintenance—elarifyring—the .
through  CP4Accounting system development.
established over documents after completion of construction not included in annual-operating procedures-tor the
. . . v/ Since HURC1 did not enter the phase where it
the specification of CP4. workers—(based —on—the —mtemal
Systenh-ete: . . .
. needs each system during the assistance period
To make plan and budget measures related to system development regulations)-are developed.
. . < Workflow/manuals of (Dec2017 to Dec 2022), procurement and
related to the above-mentioned work (Activity 5-3, 5-4).
<The IT systems not procured .
system planning, development plans for each system were
through CP4 are defined. The .
development, operation , developed.
development Plan is made, and the . L
maintenance.-elarifying the
System is implemented. .
aetdal———————eperating
e el procedures-forthe workers.
. .
< Implementation Plan for
cach department.
each system
Necessary To check as the position of end user (HURC1) and take over the | <Information sharing and | <-AECsystem—train-driving | <Mostly Achieved >
infrastructure railway tracks and civil works from contractors and GC (except consultation with Line 1 stmulator.————————OCC X X .
v" HURCI and JET exchanged information nwith
for business for the actions included in the contract with GC and each Construction Project equipment.—econtents—of
GC and the contractors and checked the
management contractor) . . operation—rules;—layout . . .
<~Cooperation—as—the-position-of-end specifications of the facilities.
and O&M of To check as the position of end user (HURC1) and take over the . . planning—ot —tfacilities—in . . .
user-with-GC-and-CP4-contractor-in v Since the handover did not happened during the
HURCI1 will facilities from contractors and GC (except for the actions included o stations-and-so-on- . .
butlding-otfiee 1T -system:—(exeept assistance period (Dec 2017 to Dec 2022), JET
be in the contract with GC and each contractor) . . . X
B e e e e el B introduced Japanese cases on handover,
developed. To check as the position of end user (HURC1) and take over the

E&M from contractors and GC (except for the actions included in

the contract with GC and each contractor)

<> Information from GC and

Contractors  about  the




Output

Activity

Objectively Verifiable Indicator

Means of Verification

Evaluation

To check as the position of end user (HURC1) and take over the
signals and tele-communication system from contractors and GC
(except for the actions included in the contract with GC and each
contractor)

To check as the position of end user (HURC1) and take over the
rolling stock from contractors and GC (except for the actions
included in the contract with GC and each contractor)

To check as the position of end user (HURC1) and take over the
station and depot facilities from contractors and GC (except for
the actions included in the contract with GC and each contractor)
To check as the position of end user (HURC1) and take over the
headquarter office IT system from contractors and GC (except for

the actions included in the contract with GC and each contractor)

<> Checking as the position of end user
and taking over the system. eivil

contract—with—GC—and—~cach

specification of the system

<~ The entire system procured

through CP1-4.

Cooperation
with  urban
railway

management
is established
with  other
lines in Ho
Chi  Minh,

Vietnam

domestic and

To cooperate with PMU of other urban railway lines in HCMC.
To cooperate with relevant organizations of Hanoi urban railway.
To cooperate with relevant organizations on Vietnamese urban
railway.

To cooperate with urban railway management companies in

neighboring countries including Japan.

<~ Cooperation with PMU2 and PMU5
(under MAUR) in order to update
project progress and participate in
studies of  operation and
maintenance for these lines (on the
view point of HURCI for whole
lines invested by state budget); etc.
<~ To exchange experience with Hanoi

Metro Company.

<~ Information exchange with other

<~ Updated project progress
of line 2, line 5 and
participation in studies of
operation and maintenance
for these lines.

< Updated information of
Hanoi Metro Company.

<> Information from railway
related

agencies in

Vietnam

< Achieved>

v  HURC1 attended internal meetings related to
Metro Line 2 or 5 to input its opinions.

v HURC1 and JET got information about the safety
assessment and the trial run. HURC1 and JET
also observed the trial run of Hanoi Line 3.

v MAUR and HURCI tried to resolve the issues on
the company operating budget or the safety
assessment in cooperation with the central

governmental agencies.




Output Activity Objectively Verifiable Indicator Means of Verification Evaluation
neighboring railway related agencies in Vietnam | <~ Results of cooperation | v MAUR/HURCI concluded the MOU with Tokyo
countries. <> Cooperation with urban railway with urban railway Metro.

operators abroad.

operators abroad.

v HURCI1 joined the training in Jakarta.
v Information exchange with other railway

operators in Japan
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1.1 Update and modify OSMS documents:

Orientations

1. Operational Safety Management System

Review documents to ensure consistency
with the current organizational structure,
functions, and responsibilities

Modify documents and rules in accordance
with recommendations from VNRA and other
relevant agencies

Standardize the procedures on change
management and risk management to ensure
responsiveness to organizational and
operational changes

Update OSMS system for regular audits (3
years after commercial operation)

-
- —-—
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1.2
operation of the OSMS In a practical manner.

Orientations

1. Operational Safety Management System

Strengthen the implementation and

Organize reqgular education and training
programs on OSMS for all employees

Carry out Iinternal audits, to check the actual
compliance across departments and divisions

Update SOPs and Incident Investigation
procedures based on the operational conditions

Conduct a study on expanding OSMS system as
a standardized model for future application &5
across HCMC urbran railway lines

-
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Orientations

2. Strengthening management and
operation capacity

While waiting for the negotiation and conclusion of
the Contract Amendment, a MOU on the
commencement of General Consultant's Service
for the Avisory Service during the Maintenance
stage was signed on Feb 3, 2025

,,,,,,,,

Formulate plans on strengthening the awareness
of safety In urban railway operation and
maintenance for HURC1'’s personnel

Formulate plans and provide support for the
annual internal safety audits

In addition, a study on establishment of HCMC == a2
urban railway operation and maintenance tralnln
center Is about to be implemented by KSP o



Orientations

2. Strengthening management and
operation capacity

HCMC PC has recently issued a letter to agree to
HURC1 to cooperate with the Department of
Home Affairs to update the Personnel Plan (Letter
No0.6654/VP-DA dated May 6, 2025).

To ensure flexibility, achieve long-term investment
cost savings, and take ultilization of the deep
expertise and professional faclilities of external
companies, HURC1 has decided to outsource the
maintenance of systems under the contract
packages. This decision was approved by MAUR,
as documented In the Record of Agreement No. &8
3929/BBTT-BQLDSDT dated Dec 31, 2024. The = "=
implementation is currently being carried out bySEe
HURC1 .-
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3. Operation and Maintenance

- Improve O&M manuals and procedures from safety
perspectives.

- Update OSMS system for regular audits (3 years after
commercial operation)

- Carry out risk management during operation and
maintenance

- Develop the Failure Reporting and Corrective Action
System (FRACAS)

- Conduct periodic assessment and feedback programs

- Update prevention and recovery measures to respond to
O&M Iincidents

- Prepare for integrated operation of other railway lines iIn

the future - '
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Strengthening Management Ability of Operation and
Maintenance Company for the Opening of Urban

Railway Line 1 in Ho Chi Minh City (TC2)
- Suggestions on the way forward -

May 16, 2025
JICA Expert Team

Extracted from the material for the official
meeting held on May 16,2025




JET’s Suggestion on the way forward (Direction)

In addition to implementing, maintaining and updating TC2
deliverables......

JET expects and believes that HURC1 will be able to stand on
its feet; being....

v'Responsible

v'Reliable

v/Strategic

<Timeline>
Within about 3 years, by the time when the OSMS is audited for

the first time after the commencement.




JET’s suggestion on the way forward (Company Management)

[OSet a simple code of conduct to disseminate HURC1's policy

1. Ensuring safety is vital in transportation
LENZEF L, HENERTH 3

2. Adhering to rules is fundamental for safety

MIBOIBF X, T2 EETH 2

Meticulous performance of duties is a key
requirement for safety

WD REL, BREAODZHTH 2

Ministerial Ordinance of Ministry of Transportation No.55; July 2, 1952
Re; Ensuring Safety in transportation, Article 2, Section 1




JET’s suggestion on the way forward (O&M matters)

@ Cooperation between divisions

* The operational skills and capabilities of each department are improving.

e Several problems have occurred due to a lack of coordination and information
sharing between divisions.

» A system or an organization must be established to solve cross-organizational issues.

@ Reporting and investigating/analyzing accidents and incidents

* Several operational problems occurred after the
opening. x
* |t seems that there is not enough reporting,
investigation or analysis on HURC’s own, and almost
everything is done by the GC and contractors. 2
» Itisimportant to respond and make improvements ﬁ
as an organization rather than holding individuals
accountable

&)
)




JET’s suggestion on the way forward (O&M matters)

€ CS(Customer Satisfaction)

» Implement customer satisfaction improvement measures that can reach each customer,

including commuters, students, and tourists, so that they will continue to use the service for a
long time. (HURC1’s CS Policy shall be established)

@ Fare collection

* HURC1 already has their own fare collection system (VISA,
Master NAPAS, QR code payment, etc.)

e The CP3 AFC system is expected to be introduced after May /.
2025. %
) . . . E: 8 HE
» Itis necessary to build a system that integrally manages multiple 15 ;:’:é'i-?#:
payment systems and the collection of fares ,_.,%rg;»%%
el

€ Accumulation and utilization of big data

» The person trip information accumulated in the app and AFC system is extremely useful, and can
be efficiently reflected in future demand forecasts, Train timetable revision, TOD planning etc.
» To use these data appropriately in the future, it is necessary to accumulate and manage it.




JET’s suggestion on the way forward (OSMS)

€ Update of OSMS

>

YV V V

Response to the VNRA letter(2903 /TB-CDSVN) (such as job description)
Modification based on the organization structure

Scrutiny of inconsistencies of procedures, such as investigation etc.
Consideration of rule formulation policy based on risk analysis

€ Implementation of OSMS

>

YV V V

Education and Training regarding OSMS
Strengthening the internal audit system
Compliance check based on internal audits

|dentification of inconsistencies between the current situation and procedures based on internal
audits

€ Standardization of OSMS (Develop OSMS 2.0)

>

Study and development of standardized OSMS for future new route development




JET’s suggestion on the way forward (OSMS)

OFor the future development of urban railways In light of
the framework of Resolution 188

(2025/QH15),standardized approach is necessary.

» |t would be an efficient way to unify RAMS activities for each line
from the planning stage based on the standardized OSMS.

»Such standardized OSMS model shall be applied to projects in
Hanoi as well, so that all the urban railway projects all over
Vietnam can have the same basis for RAMS activities.

* To boost localizing necessary skills and knowledge with a standard to meet
the challenging goals.

* Especially, safety management in each stage of construction and O&M is
crucial.




JET’s suggestion on the way forward (New Development)

OFor the future development of urban railways

»HURC1 should organize a special preparation unit for each line to input
O&M aspects to the plan and the design.

» Take note that most of the designers are not familiar with O&M
practices.

» Even if the general consultant includes a competent O&M Team,
HURC1’s involvement as the user is significant.

[Ideal Involvement of the O&M Body]

Review Design & Check Facilities
<Initial Design Concept>
Operations/service delivery philosophy & strategy 4_

Action Plan

User friendly Plan & Design

Performance Requirements

(Improvement)

Service Requirements

Operation Concept




JET’s suggestion on the way forward (New Development)

OFor the future Operation & Maintenance
»HURC1 should consider how to make advantage of BIM.

»Under Decision No. 258/QD-TTg (2023), Decree
No.175/2024/ND-CP and Resolution No. 57/NQ-TW, the
application of BIM is mandated for infrastructure projects in
Vietnam. The corresponding international standard is ISO 19650.




Cooperation among operators upon New Development

OTo share the experience and the skills with newly
developed railway lines,

» JET recommends Vietnamese railway industries to establish a
human resource exchange (Supply) system.

* This system enables a new railway line to prepare capable personnel and
to transfer experience of existing railway lines. They will be core personnel.

A\

HCMC METRO

3 ﬁ I'IDI I'IIETEII
|

@a 'Secondment' %

Newly Developed Railway Line Q

e

10



	（添付資料）2507_HCM-TC2_業務完了報告書本文_VN6
	01.1_List of Dispatched Experts
	01.2_List of Training
	01.3_ List of Property Lending(貸与物品リスト)2506
	02_Deliverable List
	06_Evaluation of Activities
	07_ HUC1 Plan way forward
	スライド 1
	スライド 2
	スライド 3
	スライド 4
	スライド 5
	スライド 6

	08_Proposal on the way forward by JET_FInal
	スライド 1: Strengthening Management Ability of Operation and Maintenance Company for the Opening of Urban Railway Line 1 in Ho Chi Minh City (TC2) - Suggestions on the way forward -
	スライド 2: JET’s Suggestion on the way forward (Direction) 
	スライド 3: JET’s suggestion on the way forward (Company Management) 
	スライド 4: JET’s suggestion on the way forward (O&M matters)
	スライド 5: JET’s suggestion on the way forward (O&M matters)
	スライド 6: JET’s suggestion on the way forward (OSMS)
	スライド 7: JET’s suggestion on the way forward (OSMS)
	スライド 8: JET’s suggestion on the way forward (New Development)
	スライド 9: JET’s suggestion on the way forward (New Development）
	スライド 10: Cooperation among operators upon New Development


